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PREFACE 

In the summer of 1967, this writer completed a rather 
lengthy report of activities undertaken as a correctional 
intern at Southern Illinois University. This experience was 
designed as an integral part of the master's degree curriculum 
in Sociology-Corrections. 

The major portion of that internship and subsequent 
report was focused upon staff training in the Illinois Youth 
Commission. Substantial exposure to agency program and 
staff was utilized to further the skill-development and 
acumen so important to internship design. The internship 
report was written to serve two principal purposes: 
(1.) to meet the needs of academic criteria associated with 
an internship; and (2.) to evaluate staff· training programming 
in an agency which, from earlier preliminary reports, was 
experiencing change in this area. Since the writer's 
professional concern includes a strong predilection for 
staff training in corrections, it is not unnatural to assume 
that he entered the internship with a number of preconceived 
ideas. It should be pointed out, however, that meaningful 
research/evaluation would not be possible without the 
investigator having a conceptual base from which to operate. 

One further distinction must be made. The internship 
and report is not designed within the framework of rigorous 
research methodology. Indeed, this was not the intent. 
Ra~he~, they might be best characterized as an exploration 
and evaluation based upon a conceptual frameworl<.. Findings 
are suggestive rather than absolutely demonstrable by 
repetitive scientific methodology. Nevertheless, for the 
writer, the total experience has been invaluable in promoting 
professional growth; and, for the agency, feedback commentary 
strongly suggests that the internship report has significantly 
stimulated agency staff towards an increased awareness and 
positive interest for staff training prograr.nming. 

This report was originally prepared in September of 1967. 
Recently, we have updated and revised certain items to more 
accurately reflect a full and accurate picture. Nevertheless, 
we do not cla i.m either infallibility or completeness. We do 
feel that this report accurately reflects our findings. 
Portions of the original internship report not relevant to 
staff training have been deleted from this revision. 

. • 



SURVEY OF STAFF TRAINING IN THE ILLINOIS YOUTH COMMISSION 

A. Introduction 

This report is concerned with a survey made during the 

• summer of 1967. At issue in the survey was the extent, 

content, and importance of staff in-service training within 

an agency providing rehabilitation and custodial services 

• for juvenile delinquent, the Illinois Youth Commission. 

The survey design was structured to be carried out so 

• that a maximum of information could be obtained within a 

short period of time. In addition to surveying all available 

written information concerning the agency, interviews were .... 
obtained with a representative group of agency staff having 

varying levels of responsibility within the organization. 

•• 
Always, the focus of these interviews was on staff training 

activities within the agencY7 however, since staff training 

cannot be realistically separated from overall agency 

• programming, considerable attention was paid to the latter. 

Interviewing occupied the better part of six weeks and 

proved to be quite productive in eliciting factual information, 

• attitudes, and informal agency policy related to staff-training. 

Respondents were receptive to talking with the intern about 

• staff-training and showed considerable interest in the 
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1 t ~ay have for enhancing social potential a fina repor. 

change processes within the overall organization. Each 

d d anonymity in the report in order 
respondent was guaran ee -

1 '} lU:=l.x"raally conducive to producing that the climate wou ~ Je -- ~ 

information free from age~cy control. 
At the same time, it 

a'll resrJondents that the intern was conwas indicated to 

of staff training for professional purposes 
ducting a survey 

~lould be development of constructive and that the orientation , 

conducive to training programming. patterns 

report will include the following 
organization of this 

subsections, in the order given: 

1. Section A, Intro6uctioni 

2. Section B, Illinois Youth Commission: 

of the Agency; 

Overall View 

3. Section C, 
Relevances 
Process to 

Illinois Youth Commission: General 
of Agency Organizational structure and 

4. 

5. 

staff Training: 

section D, Illinois Youth commission: 
in Selected Agency subunits7 

Section E, Some Final Comments. 

staff Training 

a detailed set of recommenda
In addition to the above sections, 

to S taff training activities in the agency 
tions pertaining 

will be included in the Appendix. 

f ;nal for internship purposes, is This report, while ~ 

bu.t a starting point insofar as it may have value 
hopefully 
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for the agency. If the report is accepted as factual and 

• unbiased by the agency administration then it would appear 

incumbent upon agency administration to implement an enhanced 

• staff-·training program which is consistent with budgetary 

and staffing limitations. It is felt that the report 

organization, content, and recommendations form a logical 

• base from which the agency can make possible the most 

effective staff-training programming. 

Finally, it 1s our intention that the reader of this 

• report understand that it represents the thoughts and 

perceptions of ·the writer. By ·the same token, the writer · -. bears responsibility for what is written here. 

B. Illinois Youth Commission: 
Overall View of the Aqency 

• 1. 

The Illinois Youth Commission (I.Y.C.) is an official 

• agency of state government providing services for youth. 

Since its creation in 1953, I.Y.C. has become the official 

administrative unit providing treatment and custodial program-

• rning for juvenile offenders committed to it by local court 

systems; and, through its Community Services Division, 

• provides a statewide program of delinquency prevention services. 

• 

, 
i 
fi. 
J) 

ii 
Ij 

Ii t I: 
{i I: 
1;. 
I 

F
I
, 

f, 

11 
H 
11 

fi 
r ~ 

i,!. II i; 
jl 
H rl 
1 ~ 
" Jl 
'I 
11 
lie 
t! 
!1 
Ii 
11 
[1 
rI 
U 
l! ii. 
I! 
H q 
Ii 
11 
II 
f.: 
l' 
1 I .~. 

I 
I· 
I' 

• 

• 

• 

• 

4 

The agency has philosophy which might be paraphrased as, 

IItreatment of the juvenile offender would be a long-range 

process of rehabilitation: rather- than primary emphasis on 

custody and routine punishment, and moreover, that treatment 

should be patterned to center upon needs of the individual 

child. II 

Administration of ·the Illinois Youth Commission is 

formally placed in the hands of five full-time Commissioners 

(appointed by the Governor with Senate approval), one of 

which is designated as agency Chairman. All official acts 

and legal procedures are undertaken in the name of the 

Chairman who is the chief aaministrative officer of the agency. 

In addition to administrative duties, the Chairman and the 

Commissioners have responsibility for coordinating, planning, 

developing, and evaluating the many agency programs and 

facilities it operates. A crucial duty of the Commissioners 

(and perhaps the one bringing administration closest to 

the daily activities of its youthful clients) is its complete 

responsibility for parole granting and revocation ~-the 

combination of duties occupying a major share of Commissioner 

time. Especially in recent years, informal Commission 

practice has been for certain Commissioners to specialize 

in one agency subunit -- in something of a quasi-administrative 
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adv.isory capacity -- and to provide a high-level communi-

cation link between that subunit and the Commissioners, 

as a group. 

The agency is organized into three major units; the 

Community Services Division, the Correctional Services 

Division, and the Administrative S~rvices Division. Each 

of thase units is administered by a superintendent or 

supervisor who reports directly to the Chairman. The three 

units are broken down into a series of subunits, each with 

their own superintenclents, supervisor, directors, and so on. 

2 . 

The Community Services Division dates to 1939 when, as 

a division of the Illinois Department of Public Welfare 

it became the first state-sponsored delinquency prevention 

program in the nation. The Division has continually 

adhered to the philosophy of the Chicago Area Project 

established in lS34 by sociologist Clifford Shaw. The heart 

of this program is to encourage the widest possible parti

cipation of local citizens in regular and special organi

zations to work for prevention of delinquency. As stated 

in the enabling legislation: 

• 

• 

• 

•• 

• 

· ", 

• 

• 

• 

• 

• 

liThe enlistment of le:ca::. Ix~o.:?le individually ~nd in groups 
in cooperative efforts to attack the problem of 
delinquency in their immediate neighborhood shall be the 
purpose of the Di.visio~1 of Communi·ty Services." 

This report will no~ discuss staff training in the 

Division of Community Services since the intern's interest 

lay primarily in illstitu~ional and post-institutional 

correctional services. However I informal conversations with 

staff members of ~hat Division lead to the presumption that 

organized staff-training can be strengthened. 

3. 

The Administrative Services DivisiQg functions mainly 

at the central office level and is designed to provide a 

variety of supportive services at the state level. Among 

the services provided by this Division are the following: 

1. agency budget preparation; 
2. agency comptroller functions; 
3. agency personnel functions (including payroll) 
4. agency part-time legal services; 
5. agency statistical services; 
6. agency public relations services; 
7. central office business services; 
8. agency purchasing services. 

The Supervisor of Administrative Services performs a major 

role in acting as the business-management advisor to agency 

administration. He is the chief interpreter of fiscal 

policy and is a close advisor to agency programming, although 

not formally a part of such programming. 

/ 
I 
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4. -

The Division of C~rrectional .pervices has responsibility 

for providing institutional and aftercare (parole) services. 

It is by far the larger of the three Divisions with slightly 

over 1600 out of the agency's total of 1800 employees. The 

Division has a number of subunits: 
oct. 1, 1968 

population staff 
(.ful1- ' . (Part 
time) time) 

1. Reception center for Boys (Joliet) 259 215 23 

2. Training School for Boys (st. Charles) 680 391 56 

3. Training School for Girls (Geneva) 249 293 32 

4. Industrial School for Boys (Sheridan) 341 216 10 

5. Special Education Schools (3) 154 101 14 

6. Forestry Can~ Di7isio~ (10) 360 238 14 

7. Field SerVlces Division (Parole) 2699 112 2 

8. Chicago Program Center 17 34 5 

Additional units are in various phases of construction including 

two forestry camps. 

Administrative organization within the Division of 

corrections is rather complex because of the partial autonomy 

held by the superintendent of each unit. The Superintendent of 

Corrections has overall responsibility for all operations 
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of the Division including planning and training. Until 

recently, the Superintendent of Corrections was a staff 

member without any special status as a Cornmissioner~ however, 

when the former superintendent resigned, a Commissioner was 

appointed as acting superintendent of the Division and has 

continued to exercise this function. It is likely that the 

duality of roles thus assumed by the d~signated Commissioner 

lessens the amount of time he can devote to either role. 

Yet, outward appearances strongly suggest that the Division 

is moving forward at a healthy pace, and with considerable 

moy.ement towards an integrated operation. Another complicating 

factor is the Forestry Camp D.:Lvision which has its own 

superintendent in the agei,cy central office, and~ in addition, 

facility directors in each camp sett1'ng. The F' ld S ' _ 1e erV1ces 

Division has a superintendent in the ag! ncy's central office, 

a number of supervisors around the state; and a Chicago 

metropolitan office which is (at least, informally) somewhat 

free from the agency superintendent's office. 

As a result of this combination of administrative arrangements 

and difficult communication patterns, the Division is difficult 

to envision as an integrated unit working toward a set of 

common goals. The administrative structure of the Illinois 
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Youth Commission may place presumably burdensome limits a commitment process (sanctioned under the Illinois Juvenile 

• upon the development of effective vertical communication Court Act of 1956) wh:i.ch pJ.~ovides that a court, upon finding 

patterns within the agency. If the previous statement is a youth is delinq~ent, may 0rder his transfer to the Illinois 

• true, then the agency is in a difficult position when I. Youth Commission for. ~ period of custody, treatment, and 

introducing agency-sanctioned programming innovations to rehabilitation e::{tending ',lP to his 21st birthday. Youths 

its Divisions and subunits, In terms of staff training, committed to the agency are transferred by local authorities 

• this would seem equally true since impetus and support to the Reception and Diagnostic Center in Joliet (or the 

must come from aqency administration to its subunits -- a equivalent faci1ity for girls in Geneva) and thereafter the 

• direction which inadequate communication patterns and agency has legal custodianship until discharged by the court. 

administrative structures would prohibit. In the Division At the Reception and Diagnostic Center, each youth is 

of Correctional Services, it is the assumption of this diagnosed, tested, observed, and evaluated by the clinical 

report that, effective administration procedures are staff, and, after staffing, a plan is forwarded to the 

especially important in order that the matrix of correctional Commissioners for approval (which will involve a given 

programming which has suc.,!1..-§!.._cirect and influencing effect placement and program for the youth). After a period in 

• on the clients be clo~.r:;;l'~~nteqrated, if maximum achievement the placement setting during which the youth has made an 

is to be obtained. adequate adjustment (as measured by various criteria), the 

5. • setting supervisor will recommend that the youth be paroled 

to a community setting. If Commission approval is given, 
A few words mi\3ht be said here about t.he procedures 

• involved in the youths becoming an agency ward. The 
the youth will remain in the parole setting for a period 

before being recommended :Eor discharge from further agency 
Illinois youth Commission receives wards from local courts 

because of one, or a series of, delinquent activities that 
supervision. Again, Commission approval must be obta.ined 

• have been brought to its attention. Wards are received in 
before the youth is returned to the committing court for 

., , 
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final official discharge. Th9 above course is rather 

typical but a lar~Je number of i.=xceptions exist; for example, 

the parole violator, the youth who is paroled directly 

from the Recption and Diagnostic Center, and so on. 

It is apparent that at each point in the process 

just described, 2 youth will be in~contact with one or 

more agency functionaries who will not only be directly 

involved in treatment and rehabilitati6n relations with the 

youth, but also are in a position to influence the youth's 

course within agency structures. Such agency staff obviously 

represent all levels of competency, functions, and attitudes 

as well as many different professional and non-professional 

background~. Presumably, such different levels will 

function in a way which will be complementary to the youth-

relational activities of other staff levels. Through an 

integrated agency approach to the total complex of youth-

staff relational therapeutical efforts, such as would be 

enhanced and made possible by agency staff training programming, 

the agency will be in a position to fully focus upon what 

it considers as its main goal -- the return of socially 

rehabilitated youths to the community. 
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C. Illinois Youth Commission: General Relevances of Agency 
Organizational struc' ure an . t d Processes to Staff Training 

1. 

staff training programming which is conceptually 

conceived, systematically organized, professionally-oriented, 

continuo:lsJ.y ~~valuatuj ::"s not a, major priority activity in the 

Illinois Youth Commission. For a brief perirJd, one staff

member on the agency level held a position which was somewhat 

involved with staff training; however, in practice his 

activities were confined to an experimental program in one 

forestry camp setting with little time for agency-wide 

J t I addition, this staff training program d~~ve .opmen . . .n 

member had other duties l':'C perform wbich prevented his full-

time attention to tral~J.ng. ~ecen~ , "" r:> +-ly w;. th his resignation p 

many staff have irldici~e~ th~ir helief that the position 

would not be filleJ unJe~ present conditions; that is, a 

t ~f traJ.." '."'l" ng wlll lack agency administration major emphasis on s"a:c ". 

t ~r[',e 3S the financial resources, staff, support until such ~ 

and facilities are a. va ilab~_e to meet and overcome the 

traditional resistances found among correctional staff. 

On the other hand, the overwhelming majority of staff 

interviewed indicated some degree of acceptance of training 
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programming which is conceived ;30 as to be relevant to 

specific problems and needs of the agency and particular 

setting. 

l_~_m_~ted amounts of staff .training exist At present; .L. 

on the loca 1 level '(:,) va::ying exten'ts. In some facilities, 

only a rudimenta~y orientation training is provided: in 

some, periodic forms of in-service training will be found 

which is generally limited to one staff level; and in 

other, training for several staff levels is involved, but 

is underemphasized relative to the needs, problems, and 

helps which an effective program could properly address. 

At a later point in ,this report, a number of specific 

facilities will be reviewed in terms of present and 

potential training programs. 

2 • 

It is assumed by most agency staff that the Illinois 

Youth Commission supports a therapeutic ideology in which 

f d ' vl.'ewed as essentially a victim of the juvenile of en er :l.S 

social and psychological forces which are constantly acting 

upon him. Further, the delinquent is viewed as potentially 

capable of being rehabilitated through a proper re-align

ment of relationships in his social environment and 
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personality. If relationships are as important as just 

suggested, then it is necessary that agency staff 

conscio~sly plan for factors involved in the ideology of 

therapetutic treatment milieus: 

1. Application of treatment techniques in an 
individualized manner to the unique set of problems 
posed by the delinquent in relation to his social 
environment; 

2. Use of an appropriate relationship complex which 
is conducive t.oward tbe establishment of staff
youth rapport, to the end that both are involved 
in th~ treat~ent p~pcess -- rather than only 
involved in talking about the process and its contents; 

3. A substantial degree of flexibility (and perhaps 
even permissiveness) allcwed for participants in 
the treatment process; 

4. A recognition by staff that "'acceptance" of the 
youth is essential for positive systems of 
relationships to take placQ~ 

5. An increasing overall level of staff competence as 
more persons are directly involved in the treatment 
process. 

It is through staff training based upon the ideology of a 

given agency and approach that treatment programming can 

gain its fullest development. Tra~ning can reach all staff 

levels to provide an awareness how each individual can best 

participate in the treatment program through establishment 

of enhanced relationship systems. In the case of therapeutic 

communi ty ideology I for example, s'taff training can provide 
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a broadened base of to~al staff com?stence in group 

treatment dynamics. 

., 

..J • 

Administra.ti''le C'.nd lnanagement. staff interviewed in 

the survey we~e ~n general agreement that staff training 

must be organize,l, fro~~~_within the aqency and be specific 

in terms of vari~us agency facilities. The idea of a 

state-level coordinator for training was generally 

acceptable to this staff level, but much emphasis was 

placed upon meeting the needs of agency sUbunits through 

locally-programmed training rather than concern with a 

generic-orientation. Agency-wide coordination of training 

was seen as a .useful device in support of local programs, 

especially in the following: 

1. As an effective and focused liaison with agency 
administration to secure active support and 
encouragement for subunit staff programming; 

2. As an innovator, creator, and I1pusher" to help 
local subunits develop training activities; 

3. As a developer of training methods and materials 
specifically applicable or adaptable to the agency 
and ~ts subunits; 

4. As ~ coordination agent for integration of training 
activities at all levels and subunits towards a goal 
of developlng maximally-optimal conditions for 
effective treatment relationships to occur: 

1· I. 

t 

16. 

5. To provide a concept'.lal framework, adequately 
related to empirical practice, upon which planned 
change may be posited and related to implementation 
of a staff training program; 

6. To Gvaluate subunit training activities, make 
recommendations relative to desirable modifications 
of such training. and help in the design of 
special training when innovative programming is 
being developed. 

Such a state-level position was perceived as necessarily 

having strong support from agency administration to 

accomplish what appears to be desirably included in the 

role. At the same time, the occupant of such a position 

presumably would necessarily be circumspect in his 

relationships with local units since training programming, 

other factors notwithstanding, will remain in the hands of 

local unit administration. If the role occupant was lIin 

sympathy" with the agency and its subunits, (that is, 

aware of the reality situation and willing to proceed from 

that point) was effective in relating behavioral science 

conceptualizations to empirical practice, and was adequately 

supported by agency-level a&uinistration -- then, a state-

level staff training coordinator would appear to be of 

value to and accepted by agency staff. 
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4. 

Although the report is dealing with general factors 

here, it is appropriate to comment upon some specific 

factors pertinent to staff-training and which are relevant 

to any programming for training. Each has an agency-level 

base of apt)roach although appearl'ng ,;11 b ' .~ su, unlt activities. 

1. Proqram content is necessarily based upon needs of 

the agency -- whether in t,erms of immediate problems or 

long-range programming of change. Th t' . e ques lon was raised 

by many staff concerning the nature of training that 

could be offered in the agency; that is, what will be taught? 

This report could not realistically explore training 

content because of the very breadth and depth necessary 

to satisfactorily answer the question. However, presumably 

such training would encompass an appropriately balanced 

program of content learning and sensitivity/T-group kinds 

of experiences: 

a. 

b. 

Determination of needs or problems as perceived 

by various levels of staff, both in terms of 

agency goals and employee role expectations; 

Observation by trainer of all staff levels in 

their daily work patterns, especially in terms of 

their relationships with administration, programming, 

and the delinquent group; 

• 

• 
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c. Appropriate conceptualizations by the trainer 

which coalesces his knowledge of the behavioral 

sciences and empirical practice , as it applies to 

(a) and (b) above. 

Once staff training program design is aligned ~o a realistic 

awareness of agency and staff training needs, a realistic 

and focused program of staff training can be developed 

which will be complemen~ary to both agency a~d subunit 

programming. 

2. A well-conceived, systematic, and integrated 

staff training program will not :Je limited to one strata 

or phase of agency functions. While various activiti~s will 

undoubtedly be the subject of special training, it is only 

within an overall context of across the-board training 

design that any_ sinqle S fC:'l activity can be realistically 

provided. Th<,; notion of pi ecemeal training seems to be 

quite inappropriate for the S]',2.e arld l' , comp eXlty of an organ-

ization such as was surveyed. 

Much variation in ~h~nking was evidenced by agency 

staff concerning who should be trained; however, the 

prevailing sentiment was that all staff levels could use 

additional traininq (regardless of their length of service 

the agency or status within it) -- provided that it 
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would be focused upon tl18 Fart.;,ct.11dX' needs and problems 

of each staff level, Loth real and perceived. Incidentally, 

many commerlts were ;'le a 1'<:: du}::-ing the survey indicating that 

subunit administrators ar.d management should be included 

in an integrated approach to staff training - ... that is, they 

should receive appropriate additional training. 

Another kinj of comnlent frequently heard and appropr'iate 

to question of who should be trained involved a concern for 

staff time availability to become ~nvolved in trainingi 

that is, is agency staff too "busy" for training? While 

this may be a valid concern in a few situations, it puts 

the staff member holding such a view in a difficult position 

to justify. For example, if an individual can do a more 

effective job through appropriate staff training (as might 

be suggested through advances in knowledge in other 

situations) then his attitude of being "too busy for training" 

becomes self-contradictory. To place the situation in a 

philosophical context, the needs of programming for agency 

goal attainment must have precedence over individual roles 

within the organization although, in an effectively 

integrated agency, they will go hand-in-hand. 

3. Funds for staff-training have not been available 

'to the agency by direct appropriation until the current 

• 

• 

• 

• 

• 

.-

• 

• 

• 

• 

• 

20 

legislative biennial buduet (7il/l96~ - 6/31/1969) when 

approximately $100,COO.C0 ~R~ made available for this 

purpose -- this in a 'total agency budget of about thirty

nine million c1ollr.rs ((;xclL1sive of building-bond payments) 

for the same period. Ten~ative planning by agency 

administration at the 'time of this writing in July of 1967 

is to utilize all or most of the training appropriation 

for educational stipends and staff-reimbursement of tuition. 

Much smaller plans were made for investment of funds in 

on-going training programming within the agency. Current 

budgeting for staff-training is taken from other general 

categories and is always financed at the agency subunit 

level -- a situation not favorable to training when the 

subunit administrator feels his funds are more needed in 

daily operations. The latter situation is especially 

true if training is only minimally supported by agency 

administration due to priorities for use of available 

funds elsewhere. 

This report is primarily concerned with what might 

be termed "in-sE:~vicell training; that is, training given 

within the aqency to personnel employed by the agency. 

The rationale for this emphasis is that staff whose main 

job is involvement in a relational treatment process must 
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continually adapt t~1emselves i.!.!....J:lle. face of reality 

si tuations -- a x.::.equiY:'~·nent.J.-Ey~~.:~!.JE.9... (a) continuinq 

content inJ)ut anq (b) ref~!l..§men.t:..._9f the ability to establish 

and use P2.§.i ti ~_.E..§:..1:..at:hon.!ships in a ·treatment context. Pre-

service training, such as is the case in a system of pre-

employment educational stipends. is useful to establish a 

generic base of employee knowledge and skills which can 

be built upon when in the work-setting (and, of course, 

most. effectively through a well-designed program of in-

service training) ~ however, pre-service training is only 

a beginning in a good training program. 

In-service training of staff, as a mechanical 

framework in the agenc:.', Ci.ln serve a number of functions 

in development of u. cohesive, ccordinated, and integrated 

total effort toward achievement of organizational goals. 

Although many fUllctions w~_ll be touched on elsewhere in 

* this report, a brief o~t1ine of the main points follows. 

I. Preservation of Agency Social System 

A. Communication of agency policy and procedures, 
especially as necessitated by changes in agency 
enviJ:onment i 

* -adapted from an article by Elmer H. Johnson, Ph.D., 
In-Service T=aining: A Key To Correctional Refo£m, 1967. 
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B. Readjustment of 12bor division among agency staffi 

C. Prevention an~ alleviation of staff disciplinary 
problems; 

D. ReductioL of tensions associated with working in 
people-changing processes~ 

E. Emp~asis on handling client (the delinquent) as an 
individual with certain needs, rather than 
concentratin~ on presumed needs of the organization 
(the latt8r bEing staff comfort) . 

II. Implementation of Organizational or Program Change 

A. Increase perce~tage of staff members accepting a 
new programr 

B. Revision of status and job-role system to more 
closely fulfill the needs of new programs 
(retraining, etc.) I 

C. 

D. 

Minimization of staff conflicts during the 
transitional precess when new programming is being 
introduced; 

Encouragement of formal and informal staff groupings 
acceptance and support of new programs~ 

E. Raising staff competence to levels required in 
content areas n.eeded for new programs. 

III. Development of Sensitivity 

A. Aid agency staff to view situations from the 
delinquents I perspectiv(~ i 

B. 

C. 

Aid delinquent b::> perceive his own habitually 
inadequate rGsponses to certain social situations; 

Aid staff to develop awareness of the basis for 
self-images, as a factor to contend with in staff
youth treatment relationships. 
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In any case, a program of staff· training is but a mechanism 

• 
which can provide a means for obtaining the best possible 

set of conditions conducive to attainment of organizational 

• goals. It is an effective channel for reaching all staff 

levels with a common message and program -- a vital 

necessity in an age~cy concerned with the people-changing 

• process. 

D. Staff Traininq in Selected Agency Subunits 

• 1. Introduction 

Several agency subunits have been selected for fuller 

• Ito description in this report. In addition to providing a 

brief background about the particular facility, special 

attention will be given to examining now-existing staff 

• training practices. Insofar as is feasible, staff training 

will be related to the individual facility's programs, 

• problems and needs. Some general kinds of recommendations 

will be incorporated where necessary in discussing aspects 

of facility programming, viz-a-viz implications for staff 

• training; however, the set of recommendations for each 

facility will be found in the appendix. 
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a. 

The Reception a~,c' D:~agnostic Center (R&D) opened at 

Joliet in 1959 in the abondoned physical facilities of a 

county work farm. Several functional buildings have been 

added since that time includi~g four security-type dormitories 

and a gymnasinm. The original buildings have been re-

conditioned and the entire institution has a sound, clean, 

efficient look. Facilities are crowded but a good degree 

of orderliness has been maintained. 

R&D has as its main purpose the acceptance of male 

youths who are adjudged as delinquent and either newly-

committed to the agency.or, as is true in increasing 

numbers, returns from other agency facilities because of 

unadaptability to those settings. The R&D facility has 

virtually no discretion to refuse a commitment or returnee 

if the youth meets legal requirements for agency services. 

This has resulted in a continuing population pressure 

problem requiring that administration exercise sufficient 

caseload control to have beds available for new arrivals. 

The increased demands put upon professional staff at R&D 

by a combination of overpopulation and necessary casework 

I 
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with each youth produces critical situations within • 
the professional role. 

When a youth is received at the Reception and 

• Diagnostic Center, he is initially assigned to the admission 

dormitory and given a briefing by a staff member -- the 

latter often being a youth supervisor. (Some say that 

• the youth's real orientation to the agency and facility 

comes froHt his peer group.) 

• However, wi thin the fir st day; a member of 'the professional 

treatment team assigned to the dormitory will talk with 

the youth in order to make an initial assessment of his .- needs, strengths, and problems. Accordingly, the youth 

will be assi<;Jned to one of the physical settings available 

while Center processes take place. 

• 
The newly-commi tted you1~h will be at this facility 

from four to five weGks, while IIreturnees" and recommittments 

• will generally remain for a much shorter time. During the 

youth's stay, he will undergo a systematic series of tests, 

interviews, and observations -- all designed to explore his 

• background; to make an extensive personality assessment; 

to measure his potential and achievement in academic or 

• vocational areas 7 ,to evaluate any medical problems he may 
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have i and to subj ec'ti vely evaluate his ability to 

positively sustain group-livins experiences. Once the 

decision is reached by staff, it is communicated to the 

agency Commissioner",:; :or approval or rejection; most often 

the former. 

certainly, a team-approach is advocated and utilized 

at the Reception-Diaqnostic Center. All dormitory personnel 

are involved in the approach and consciously strive to 

provide positive relationships in their interactions with 

the youths; however t there is a weighting of various staff 

member professional orientations giving differing shadings 

to the approach, and which is a matter of some internal 

disagreement. Nevertheless, the concept of a multi-disciplinary 

team approach to broaden staff perspective of youth being 

evaluated is presumably a valuable part of the Center 

ideology and practice. 

Complementary to this multi-d:'_Gciplinary approach is 

the opportunit,y for all staff members to develop an increased 

sense of professionalizationj that is, they are involved 

in the institutional treatment programming rather than 

merely being assigned to a slot within the organization. 

In terms of this approach at R&D, it provides a program of 

consistent, integrated, and balanced relationships with 

I] 
"j,-----------------------------------------------
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• 
lessened opportunities for manipulation by either staff following fields: psychologists, chaplains, caseworkers, • 
or youths. The multi-disciplinary approach has also teaching specialists, and guards (equivalent to youth 

laid the basis for uti:ization of sound personal relation- ! supervisors). In addition, a variety of consultants 

'. I 
j 

• ships as treatment rather: than a dichotomous system of representing such fields as psychiatry, clinical psychology, 

security and treatment. social work, and so on, participate actively in the 
I 

( 

R&D is primarily a diagnostic facility rather than a facili ty program. '1'11.is relatively heavy leading of pro-, 
1. 
\ 
I 

• treatment one, although Shol:t-term therapy of various forms fessional personnel (as ccmpared to other agency facilities) 
: 

are occasionally provided. Bearirig in mind the short stay has led to some t'.·;:-ny problems -- and these problems have 

• a youth will have at,the facility and the time needed for significant implications for staff training programs. 

scheduling of testing, no formal educational program has 1. It is not uncommon to hear agency personnel 

been provided. Since the original report, a limited speak of R&D recommendations and personnel as 

.-w 
educational program has been added which, although new, · "'. being "ivory-tower idealists", especially as 

is most positive and productive. structured recreational reflected in the center's reports for classification 

periods are scheduled and other types of diversions used and diagnostic processes. While unrealistic planning • to supply positive outlets for youthful energy. Even in • is occasionally seen in such reports (in terms of 

recreation, however, the youth is being observed by non-R&D staff preceptions) staff can only be so 

• staff to add to a final composite picture presented at the • knowledgeable about non-R&D resources as they are 

decisional staff conference. in a position to receive such information from the 

• b. 
field. The latter suggests strongly the necessity to 

• develop mutual cooperation with non-center resources 
On October I, 1968, the Reception and Diagnostic 

Center had a resident population of 259. For this population, 
(both inside and outside the agency) for beneficial 

• the R&D staff totaled 215 with a breakdown including the !. informational exchange. If a real understanding 

i·. 
of need is not communicated through the various 

• I· 
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agency, subunit, and staff levels, the difficulties 

encountered in exchange of meaningful information 

effecting the youth will be correspondingly in-

creased. At present, the Reception Center makes 

..§.Qme e£for'ts in this direction but will occasionally 

find itself rebuff·ed by oth~?= aqency staff -- thus 

emphasi.zing a need for agency-level coordina.tion 

of training activity. We would not, however, 

neglect the foundation upon which an R&D Center 

must be based; namely, that the client be diagnosed 

and recommendaticns made in terms optimal for 

rehabilitation of the youth. It would appear that 

the agency must provide that set of conditions 

most appropriate for securing of these recommendations. 

2. A second problem area concerns tlie value assigned 

to activities of the Reception Center, both 

internally and by other agency staff. The question 

is raised by non-R&D s'Ca:Ef as to whether the 

expenditure of time, talent, or funds is legitimate 

when the II rea lll place of Center functions is 

examined in relation to total agency programming 

for youths. For e~mple, is the high ratio of 
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professional staff to :,>:'ouths (as compared with other 

subunits) seen at the Center realistic in the light 

of great professional--staff recruitment needs els'~'where 

within the agency -- especially if the II rea lll function 

of Center professionals is a perfunctory classification 

role. If the youths are merely being separated into 

categories at the Center, as some staff feel, then 

it is quite possible that this role can be assumed 

by others who are less highly trained -- thus, releasing 

professionals to other settings dealing in long-term 

treatment relationships. We would suggest, however, 

that the strength of R&D staff not be diluted through 

scattering and lessening impact. Rather, other agency 

units will profit from studying and emulating in 

appropriate ways the> J;lililosophy and professionalism. 

3. Even though a multi-disci.?linary approach would tend 

to draw consenSllS in a func,tioning team, it would be 

surprising if various -90ints in the professional 

orientations of individual team members did not receive 

expression in opposition to agency policy or staff 

decision. Whi;l.e experience has demonstrated that the 

latter is usually worked out within the team, the 
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former is a sOf'lewha t r,"'..o~~:; formidable problem. 

Indeed, a professional ~ay be ~tterly convinced on the 

basis of his training and experience, that a certain 

course of action ra'...lst 1)e followed or avoided; however, 

over-ruling the recommendations of staff places that 

staff member in an uncomfortable (and perhaps ambivalent) 

position, even though such "overruling" is explained 

by the Commissioners in terms of final responsibility 

for operations remaining with administration. The 

explanation is not completely satisfying to the individual 

staff members. It. would appear that this dilemma 

could be approached within a framewor~ of in-service 

training. This would seem to be a case of "the boss 

is the boss", but the most effective boss is one who 

relies on factual information; persuasion, appropriate 

training, and mutual respect. 

Each of these problem areas bears a definite relation to 

staff training programming as it could aid in providing a 

mechanism through which staff may most effectively seek 

solutions. It seems particularly appropriate in this context 

to point out once again that staff training, be it orientation 

or in-service, is Dot desirably restricted to one staff level 

• 
32 

• or professional orientation. Rather, just as the most 

effective institution (whether it be mental, correctional, 

delinquent, and so on) appears to be one concerned with 

• a therapeutic community approach involving all staff 

levels; so it is the most effective staff training will in-

struct both within and across all staff levels to the 

• extent that is appropriate for staff abilities. 

C. 

• Compared to iL10st other subunits in the Illinois Youth 

Commission (with a major exception discussed later on), the 

...... Reception and Diagnostic Center has a moderately well-developed 

staff training proSjrami however, this comparison could be 

misleading without an aware~ess of the limited ability for 

• such programs in other subunits. 

Recently, the R&D Center has instituted a special 

training assignment in the form of an added duty for the 

• supervisor of social services. Although being quite busy 

with supervising the caseworl< staff and field placements 

• of social work students, the new training supervisor gives 

an impression of having considerable enthusiasm for the 

assignment. Primary emphasis of staff training activities 

• to this point has been with the professional staff and, 

,. 
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aside from on-the-job orienlatio~ training, concentfates 

on furthering the p~ofe5sio~al's knowledge of adolescent 

delinquent symptomatology and -treatment techniques. The 

professional orientation of this training is grounded in 

the psychoanalytic school (and its close derivatives) and, 

at times, becomes quite divorced from consideration of 

the social environment as causative or precipitating of 

delinquency patterns. On the other hand, some eminently 

practical material is included in training (Manchild in 

the Promised Land by Claude Brown, for example) to acquaint 

staff with social environment and life-style conceptualizations 

for the social sciences. The newly-employed professional 

at the Reception Center is first oriented to his own 

special department; then to other departments; thirdly, to 

the broad outlines of agency policy and the somewhat 

narrower petimeters of Center policy; and finally, to the 

boys in the dormitories. In general, this orientation will 

continue under direct supervision until the new employee and 

the supervisor mutually agree that wings have been gained. 

The new employee will attend many group meetings and 

individual conferences as part of a structured-learning 

set of experiences. Later, periodic departmental staff 
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conferences will offer further opportunities for specific 

or advanced training. 

Administrative staff meetings are held regularly for 

the various department heads and other specified staff. 

These meetings provide an appropriate medium for a number 

of institutional functions; (1) distribution of informa-

tion; (2) develooment of staff consensus, involvement, and 

support~ (3) a platform for testing new new policy or pro-

cedure prior -to irnplementation; (4) specific programming 

problems of management; (5) the creative opportunity to 

suggest institutional prosram refinement or innovation. It 

appears that staff attending such meetings are in 

advantageous position to perform a mission that in-service 

training will provide the communication of new or emphasized 

policy to all staff levels. To a large degree, this com-

munication is effectively accomplished at t~e Center 

although occasional lapses do occur; the latter situation 

perhaps attributable to the unavailability of a full-time 

in-service training supervisor who can ensure such communi-

cation channel effectiveness. 

A third area of staff training involves the complement 

of personnel in constant, daily, intimate contact with the 

youths. This would include the guards and youth supervisors 

f.!· 
U. __________________ _ 
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(formerly called cottage parents). While this staff 

level does not have the virtual exclusiveness of contact 

with youths as is seen in other institutions of the ~~ency, 

he will nevertheless occupy an important position in the 

locked-up world of our delinquent. Orientation training 

for the youth Bupervisor is primarily an on-the-job 

activity with most training responsibility being in the 

hands of his immediate supervisor. Very recently (Fall 1967) 

youth supervisors have been programmed into a well-structured 

and planned orientation program. contact with professional 

staff assigned to a given dormitory is also quite intense. 

especially as the youth supervisor is helped to understand 

the youth, his behavior, and staff reactions to both. 

Here again, the multi-disciplinary team approach is a useful 

focusing mechanism for staff training by bringing all levels 

of staff into meaningful involvement with the therapeutic 

community approach for treatment. In addition to orientation 

training, youth supervisors have periodic staff meetings 

concerning administrative policy, situational problems, and 

treatment programming. It is my frankly subjective opinion 

that, on the whole, youth supervisor staff are basically 

competent and -- most importantly -- are open to further 

• 
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training which they could perceive as consistent with 

their institutional role and its concomittant role functions. 

A we11-con~eived, systematic, and agency-institution :. 
I 

integrated program of staff training is presumably an 

effective way to provide such training. 

A fourth type of training at the Reception and 

Diagnostic center includes pre-employment stipends, tuition 

reimbursements, and similar programs for current or 

• potential staff. By these avenues, such staff is encou~aged 

to obtain further formal training which is deemed to be . ..... suitable for center programming purposes. For practical 

purposes, this type of training has been almost wholly 

limited to acquisition of traditionally-defined professional 

skills. The program has had considerable success in this 

setting and a number of current staff members are products 

of pre-service stipends. 

To sum up, the Reception and Diagnostic center has 

a history of ",having various types of staff training for 

• virtually all staff in contact with the youths. The main 

visible emphasis of this training has been on content 

although a good case could be made for suggesting that ,. 
relationship-training has been included especially recently. 

i· 
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Recent training emphasis has provided staff-conferences 

of heterogeneous levels and orientations -- plus, a 

strong emphasis on advancing the competence of professional 

staff. Presumably, the task of diagnosing and treating 

delinquent youths (as seen in the center population) is 

reaching new levels of complexity. If such is the case, 

then it would seem necessary to provide an expanded program 

of across-the-board training, giving special attention to 

the multiple roles and relationships faced by each staff 

member. Appendix C of t!1is report will set down some 

recorunendations concerning staff-training programming at 

the Reception Center. 

L-,Illinois state Training School for Boys (I.S.T.S.B.) 

a. Introduction 

The Illinois state Training School for Boys was founded 

at st. Charles more than a half-century ago. Presently, it 

is the largest Illinois Youth Commission facility and one 

of the largest institutions for delinquents in the United 

States. The institution occupies over 11')0 ~gres, of which 

approximately 800 are in farmland, and has about 80 buildings. 

Of the latter, twenty buildings are normally utilized as 

residence-cottages for the youths. Although I.S.T.S.B. has 
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a rated capacity of 55~ beds, its actual population has 

been about 2,)% above the figure for the past few years. 

The program of I.S.rJ:1.S.B. provides a medium-security 

setting for delinquent males. In this setting, the youths 

are subjected to varying combinations of treatment, 

rehabilitation, and custody during their stay -- ~ stay 

usually ranging from five to twelve months in duration. 

The normal age range of youths at I.S.T.S.B. is from 

fourteen through seventeen years (with the median falling 

at approximately 15.5 years). For this population, the 

primary institutional activity involves academic-attainment 

programming. Almost all of the youths will be in some 

form of academic program during their institutional stay, 

unless they have reached 16 years of age. When the latter 

occurs, the emphasis shifts toward providing vocational 

training or institu ional work assignments although many 

youths will continue in academic programs. In part, 

this shift is traceable to the statutory requirement that 

all youths under 16 years be in an academic program. 

In addition to the formal academic program and the 

limited vocational training program, I.S.T.S.B. has special 

programs involving institutional maintenance assignments, 
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recreation, religion, counseling',and so on. Administration 

feels very strongly that each of these programs is a 

useful part of youth programming which substantially con

tributes to the attainment of institutional and agency 

goals~ however, index criteria and research findings are 

unavailable to support the contention of this premise. 

Youths come to I.S.T.S.B. from the Reception center 

at Joliet. Most are moderately sophisticated insofar 

as acquaintance with delinquency-agency procedures are 

concerned. In addition to their stay at R&D, the newly 

committed youth will llsually have been institutionalized 

o"ne" or more times in the local community. It is apparently 

quite unusual to find a youth committed to the agency who is 

mostlT.7 unaware of what it represen'ts, how it functions 

(from the young client's perception), and how to "play-the

part" so as to suffer minimum personal discomfort while 

institutionalized. While much of such knowledge is accurate, 

a good deal of it is quite perceptive and of times more 

acceptable than agency staff information. The learning 

process continues after arrival at I.S.T.S.B. through a 

system of peer-interaction which supplies information to 

yout.hs which they see as particularly important to their 

own situations. The formal institutional system of 
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information-imparting functions side-by-side with the 

informal system to give the youthful client his own 

particular view of I.S.T.S.B .• its goals, its meaning to 

him, and so on. Whether this communications system is 

adequate for institutional programming or even whether 

there might be some connection between communication 

patterns and effectiveness of programming is presumably 

a major imJ?licit question for administration. 

During a youth's stay at I.S.T.S.B., he is being 

observed frequently for evidences of positive changes 

related to "progress" in the institutional program. The 

youth is counseled by a variety of persons (discussed 

later in this report) and, after an acceptable period of 

adjustment to normative institutional patterns (plus a 

positive indication of patterns presumably essential for 

success in the free community) he will be recommended for 

parole. The institutional staff makes recommendations 

which, together with the R&D work-up, serves as a foundation 

for the parole agent to make specific plans for the youth's 

return to his home (or alternately, foster horne) co~~unity. 

All planning must receive Commission approval before youth 

transfer may ta~e place. 
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• b. Staff 'l'rair:!..inq at I.3.T.S.B. 

Responsibility for staff training in this institution 

rests finally with the SJgerintendent of I.S.T.S.B. and the 

• Assistant Slperintendenti however, given the many duties 

that must occU1?Y ;the time of these administrators and the 

rather low priority assigned to training for staff, only 

• 
the most general phases of training are directly controlled 

at the top management level. As an alternative, training 

•• has been assigned as a responsibility of the Institutional 

Administrative Committee, the latter being a small group of 

department heads and the overall a&uinistrative officers .-
of tht:'! institution. Reportedly, this Committee has had 

little past concern with training activity because of 

• more inm1ediate and situational problems it must face. 

Absence of top-level administrative direction for staff 

training has ,led to an ~neveness of quality and quantiey 

• for staff training provided in the institution. 

In actual practice, I.S.T.S.B. staff training emphasis 

varies widely through the various level of employee groups. 

• For example, only minimal orientation types of training is 

suppli~d to most staff who are not in the professional, 

• academic, or cottage-parent gro~ps of employees. This 

orientation train~ng is of an on-the-job nature and almost 
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wholly concerned with the technicalities of daily job 

performance. Such training has given the new employee 

little (If any) awareness of agency or institutional goals, 

of treatment methods and the concomittants each will have 

for institutional functioning, or of the possibilities and 

ways which each employee may most effectively engage in the 

total-institution effort toward youth rehabilitation. 

Orientation training is usually quite brief for this 

,employee gro~p and is rarely subjected to any systematic 

sort of evaluation. 

Generally, the professional counseling groups (including 

psychologists, social wor~ers, youth counselors, and so on) 

attached to the Clinical Center and the academic/vocational 

training staff receive orientations to their various 

departments and will be placed with an experienced, mature 

staff professional to "learn::he ropes". The new counselor 

will have frequent conferences with his supervisor in which 

specific youths and problems are discussed; however, these 

conferer.ces are often only incidentially related to treatment 

programming and professional role development -- rather, 

they foc~s on the details of caseload management. While 

the latter is necessary in the reality of institutional 

programming, emphasis on this factor to the exclusion of 
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professional growth, extended :,-nowledge of new techniques 

and theories, or interest in ~nderstanding the agency as 

an integrated whole would severely restrict the value of a 

professional. As with the previous group, orientation 

training of the professional group is not systematized or 

integrated in a master plan -- nor is it sufficiently 

evaluated. 

The cottage-parent staff is provided an orientation to 

their jobs by the supervisors within the administrative 

division responsible for cottage life. After a brief 

physical orientation to the various departments, the new 

cottage-parent is placed with an experienced p~rent for 

varying periods of time (usually from one to three weeks) 

and receives on-the-job training through a sort of osmotic 

phenomena. Occasional conferences are held for the cottage

parent staff to discuss specific problems and needs of 

the cottage staff, the physical setting, and the youthful 

residents. Focus is on the day-to-day custody and 

relationship needs within the cottage rather than in relating 

the cottage to total institution (and agency) programming. 

Perhaps this focus is justified if it can be assumed that 

the cottage-parent staff cannot or will not understand 
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their special and important relationships to such 

programmingi however, in terms of a therapeutic community 

concept being operable at I.S.T.S.B. (as some staff have 

suggested exists or should exist there) the focus would 

appear to be misdirected. 

A very positive aspect of I.S.T.S.B. staff training is 

the periodic cottage staff conferences during which special 

problems, needs of individual youths, and so on are 

discussed in a permissive atmosphere. The conferences 

are normally attended by a representative sample of 

staff concerned with a particular cottage and will include 

(a) cottage parents, (b) case workers, (c) academic or 

vocational instructors, (d) and other interested supervisory 

personnel whose responsibility includes the cottage . 

As his time will permit, a cons~ltant psychiatrist partici

pates in these meetings to help the staff understand how 

they can most effectively relate with youths (in terms of 

positive impact produced) and, especially recently, how to 

deal with their own feelings toward -the youth and his 

behavior. Role problems experienced by staff -- especially 

insofar as the of times seemingly conflicting needs of 

custody and rehabilitation are important -- are discussed 

in considerable depth and specific solutions sought. It 
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is estimated that the consultant psychiatrist devotes 

approximately a one-day equivalent each week to this 

training activity. 

other activities have also been designated as staff 

training at I.S.T.S.B., b~t usually these conferences or 

meetings are concerned with treatment programming only as 

a "side" issue~ It is reasonable to observe here that the 

size and crnnplexity of this institution can account for 

much of the emphasis on "mechanical" procedures seen in 

current training activities. Equally true is the writer's 

observation that there is a slow, but increasing, movement 

toward an interest in additional staff training activity. 

If the preceeding two statements are true and if 

institutional programming is really something more than 

custody with perfunctory treatment/rehabilitative aspects, 

then staff training is one avenue to secure the most 

total institutional effort towards achievement of these 

goals. And, most importantly, it is staff training which 

is systematized, coordinated with the entire system of 

juvenile corrections, and strongly supported by administration 

(both psychologically and financially) which must be 

encouraged. 
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Personnel recruitment has been a major problem on 

all levels in past years. Until fairly recently, a combin-

ation of low pay, the stigma a public attaches to working 

in a correctional setting, and the nearby labor markets 

have accounted for substantial personnel turnover. In 

• July of 1967, a new salary schedule went into effect which 

institutional administration feels will ameliorate part of 

the recruitment-retention probliam. This is especially 

• true of the cottage-parent group whose new salaries are 

approaching competitive levels with salaries obtainable 

in nearby emploYl1\ent settings. Recruitment of professional 
• to" 

personnel will most likely continue to be a problem for 

administration due to the many desirable positions in this 

• area. New salaries for professional personnel are 

marginally competitive, at best, with other social welfare 

roles available nearby. For a short time, I.S.T.S.B. 

• offered educational stipends to promising college students 

with the expectation that these students, upon graduation, 

would work in the institution for at least a certain • 
minimum period of time. Apparently, the stipend ventllre 

was not very successful since some studen·ts did not live 

• up to their agreement -- or did so minimally. Currently, 

", 

• 
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• I.S.T.S.B. provides tuition-reimbursement for a limited 

number of employees, both professional and non-professional, 

who are taking courses in nearby schools. This latter 

• program seeras to be working well. 

Staff training then, in summary, at the Illinois 

• State Training School for Boys is not well-defined at the 

management levels; is somewhat spotty and of an uneven 

quality; only recently is related to overall agency or 

• institutional goals; in large part, focuses upon day-to-

day matters of a largely mechanical nature rather than on 

.... treatment, rehabilitation, and the youthful client; and, must 

therefore be assumed Lo have a low priority for institutional 

resources. This situation exists in the face of general 

• acceptance by interviewed staff of the need for, value 

of, and presumed staff acceptance of the kinds of staff 

training activity this report implies is lacking at I~S.T.S.B. 

• (Le., the matters of treatment relationships in a thera-

peutic community concept.) Obviously, this institution will 

• continue to function during the coming years, amplified 

training or not. The only point made here is that a 

properly-framed and supported staff training program could 

be advantageous to current and future I.S.T.S.B. administraters 
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in their earnest striving to help, rehabilitate, and 

plan for the YOilths calling "Charlietown" their Illinois 

Youth Commission home. 

Addendum: 

I.S.T.S.B., in responding to an early draft of this report, 

provided a list of training a~tivities operational in Fall 

of 1968. The list is reproduced below: 

1. Psychologists/Counselors meet for one hour weekly; 

2. Seminar: Psychiatrist and Clinic Personnel meet one 
hour weekly; 

3. Clinic Director and Supervisors meet one hour weekly; 

4. Chief of Social Service and Counselors meet bi-wee:cly; 

5. Team Meetings: one hour a wee:\. with each team; 

6. Psychologist and Academic Teachers meet one hour weekly; 

7. Administration and. New Staff meet '1 hour wee:,-ly: 

G. Administrative Meetin~;: 'i hour week.ly; 

9. Teachers me~t three times monthly; 

10. Teachers Club -- monthly; 

11. Area Curriculum meetings --as needed~ 

12. Scheduled contacts on a daily basis; 

13. College Credit courses; 

14. Semi-monthly cottage-parents meetings; 

15. Semi-monthly Basement man meetings; 
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16. Semi-monthly Night man meetings; 

17. Asst. S~pervisor and cottage Parents meet monthly: 

lS. Team meetings with Psychologist; 

19. Staff sessions; 

20. 1iiaubensee CommLmi ty College Lecture Series--weekly. 

In addition, the I.S.T.3.B. Listing reports that orientation 

for new employees ta;~es the following configuration: 

Teachers: five days 
Counselors: five days 
cottage Division: two weeks observation 

c. Some Implications for Staff Traininq at I.S.T.S.B. 

In this section, two topic areas will be briefly 

explored as they can or do relate to staff training at 

the Illinois state Traininq School for Boys. These areas 

are the therapeutic community conceptual scheme and the 

counseling process. 

1. If it can be assumed that I.S.T.S.B. has its basic 

goals first, tbe return of a youth to the community 

without recidivism occurring; and second, estab-

lishl'nent of a treatment situation in which 

relationships are so altered between the youth 

and social system'of which he is part that he will 

adapt to norm-conforming behavior--then, it would 
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appear necessary for ~ll staff to positively 

interact in the treatment relation setting insof~r 

as is appropriate and possible for each role 

level. In this manner; contact points between 

staff and the youths will be greater in quantity, 

more effective in positive impact on the youths, 

and having !LiOre of a normative character. The 

therapeutic comm~nity scheme does not suggest that 

professionals are relegated to a lesser status, 

but rather that his talents are used in the 

most effective manner superimposed upon a healthy 

emotional climate of the youth which has been 

aided, systematically; by all institutional employees 

in their interaction with these clients. 

Should this kind of treatment setting be 

valid at I.S.T.S.B., then a staff training program 

which will (a) sell the idea to staff and clients, 

(b) provide adequate levels of staff instruction 

to ensure program support, (c) provide for 

appropriate devices of evaluation and refinement 

would be essential. 

2. Counseling services are formally provided by the 
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Clinical Services staff to all youths at 

I.S.T.S.B.~ however, the amount of such guidance 

an individual youth receives is dependent upon a 

number of factors, many of which are only 

indirectly related to a planned program of treat-

ment and rehabilitation. For example, the fourteen 

counseling-type of staff averaged a numerical case-

load of 46 youths during the 1966 year (according 

to interpolation of official agency statistics). 

A weighted caseload which takes into account youth 

turnover, special ?rocecural problems, and so on 

will produce a high8r figure. In addition, when 

the agency-required ~aperwork is considered, the 

time available for YO'1tll counselin~ is considered, 

the time available for youth counseling is further 

reduced. 

Two alternatives are possible to alleviate 

this shortage of counseling time: first, a sharp 

increase in the number of professionals available 

to perform this functionJ and, two, extension of 

the counseling function to the non-professional 

staff group. The first first alternative is not 
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very practical in terms of economic possibilities 

or personnel availabili-i:y. The sGcond alternative 

has been utilized formerly to a limited extent and 

in special circumstances. However, informally the 

counseling function is an activity engaged in by 

many non-professional staff on a daily basis. 

This latter approach has appar1ently not been system-

atically explored and utilized by institutional 

administration, perhaps because the non-professional 

staff is viewed as presently incapable of adeuately 

functioning in this role. 

If staff is counseling with youths informally, 

i"t is suggested that a need must exist which is 

not being mot by the professional staff. The 

advantage of providing the non-professional staff 

with appropriate training fox" the counseling role, 

in the circumstances just dGscribed c are obvious. 

Respondents at I.S.T.S.B. varied widely in their 

feelings whether non-professionals could or should 

perform significant counseling functions. (It 

should be pointed out here that the institution 

has no definition of the counseling function, but 
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• predicates its view on a combination of educational 

level r involvemen·t with YClth, and personnel code 

requisites.) Most staff questioned indicated that, 

• should counseling be a non-professional function 

sanctioned by administration within certain limits, 

• then such counseling staff should be thoroughly 

involved in a continuing ~rogram of in-service training 

which would (a) systematically explore the functions 

• and limits of this new sUbrole, (b) provide foundation 

information-input appropriate to the counseling sub-

role, and (c) psychologically support the incumbents • •• 
of the subrole. 

Again, the value of appropriate staff training which 

• is adequate in intensity and related to subrole requirements 

has been demonstrated. It should be strongly emphasized 

that these circumstances presumably exist now to a sub-

• stantial degree -- but, training for such circumstances 

has not been provided or focused on these areas. 

• At the Conclusion of this report, recommendations 

concerning staff training at the Illinois State Training 

School for Boys will be included in Appendix C. 
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4 F.ield Services Division ....:;.:...:.._--"-

a. Introduction 

The Field Services Division (Darole) of Illinois 

Youth Commission is 'the after-care arrL1 of treatment pro-

gramming within the agency. For the most recent statistical 

period available (July It 1966 through December 31, 1;;66) 

an average of slightly under 31~) youths were being provided 

supervision by )1 }arole agents and supervisors scattered 

around the state. Approximately 75% of these youths will 

be found in the CooK County area (metro~olitan Chicago) 

while approximately 77% of the parole agents are in the 

same area. Caseload size for agents ranges from 15 (for an 

agent handling '::iirls in a priroarily lion-urban area) to 61) 

or more in some of the more co(,lpacted areas of Chicago. 

Indicative of youth chara"::Lcris'cics for this client I?OPU-

lation the followblg sw~nary for newly committed youths 

during the final six months of 1366: 

Total Wards Commit~ed - 882 

l. While ----- 221 Negro -----661 

2. IVIale ------- 731 Female ----151 

3. Cook County - 661 Elsewhere --221 

4. Median Commitment Age -- 15.4 years 
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5. .' Residence at Commitment with incomplete 
family group ---------- ----- ------------ 601 

6. (% with no male parent present - 47.8%) 

7. 

8. 

9. 

10. 

Median I.Q. at Commitment Testing - 09.7 

(Range 84.:'" for Negro boys to 105.0 for white 

Median Formal Education Completed - 9.0 years 

For youths discharged from jurisdiction during 
period, an average of 23.6 months under I.Y.C. 
jurisdiction. 

The above statistics extracted from a 33 page official 

girls) 

statistical summary gives a crude picture of I.Y.C. population 

and is a crude predictor of the types of social situations 

and problems which will be encou:1tered by the Ju:li:enile 

parole Agent during his work. 

The juvenile parole staff of Illinois Youth Commission 

is a separate unit with primary responsibility for programming 

of treatment and supervision between the time a youth leaves 

the institution and is finally discharged from commission 

jurisdiction - barring, of course, recidivism requiring 

return to institutional care. 

Parole staff has a variety of duties to perform other 

than supervisio~counse1ing, and treatment programming 

all three of these being related to client contact. 

Initially, the parole agent is notified by the Reception-
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Diagnostic Center (R&D) that a youth has been committed. 

The agent must then compile a social history to provide 

standardized kinds of information (although by no stretch 

of imagination can the investigation procedure be termed 

either standard or perfunctory) for forwarding to R&D. 

In most cases, the agent will contact the family group, 

police authorities, school officials, employers, and other 

persons having special knowledge about the youth. In some 

instances, however, the agent must avoid certain of these 

contacts if the youth is to be served best. Many agents 

utilize this community exposure to publicize the Illinois 

Youth Commission program, and especially to start the 

preparations for return of the youth to his community. As 

time permits, the agent w~ll attempt to foster and develop 

the basis for replacement of the youth at home, if this 

course is feasible. In the majority of cases, when the 

institution feels the youth is ready for parole, a parole 

placement request is sent to the Juvenile Parole Agent with 

recommendations incorporated for placement followup in the 

community. The agent has the privilege of accepting the 

institution-proposed plan or, should local circumstances 

be such as would vitiate against such placement, may suggest 

alternate plans for agency commissioner approval. Commission 
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approval must be obtairled before ph~l:"sical transfer of the 

youth. The next phase of his duties involves supervision 

and counseling of the youth by the juvenile parole agent. 

However, before discllssing these elements of his role, 

some comment should be made about the background and 

training of parole staff members. As with the majority of 

other Illinois Youth Commission personnel, parole agents 

are merit-system employees who seek to be identified in 

terms of uniqueness of specialization and a substantial 

degree of professionalization. 

b. Traininq Implications 

Certainly, many agents have an expressed feeling of 

being a unique group in their capacity for working with 

delinquent youth who have gone through institutionalization, 

a feeling which is fostered by parole administration. 

Critical remarks are often heard directed toward some other 

agencies (and of times eVen other agency units) in terms of 

these generalized others alleged inability to effectively 

and consistently deal in the open community with delinquent 

children. 

For example, individual parole staff may be very 

critical of another state agency because their information 
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concerning the latter may be fragmentary or incorrect. 

Because systematic ~:;:nowleGse conc(::!rning the services and 

procedures of these vario~s agencies has not been adequately 

provided, the agent operates with false expectations. with 

disappointment, a false image develops and persists which 

effectively narrows the total range of services available 

to agency clients. Examples of agencies so identified by 

some agents, depending upon their caseloads and interests, 

include the Illinois Division of Vocational Rehabilitation, 

Illinois Department of Public Aid, Illinois Department of 

Public Safety, Social Security Administration, local 

welfare agencies, and so on. This defensiveness, spoken 

with much sincereity is an indicator of the discrepancies 

in self-images which the parole agents have, both individ

ually and as a group. This can be attributed in varying 

degrees to one or more of several factors: 

1. The prerequisite training and education background 

of Juvenile Parole Agents is currently pegged at the 

bachelors degree, as minimal. Experience working with 

delinquents is considered desirable prior to employment as 

an agent. While some have not completed a B.S. degree, many 

agents without this extended educational background are 

I-__________________________________ -L _____________________ __ 
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doing an excellent job in relating with youths under their 

supervision and setting the app:copriate stage in which 

re-socialization can occur. The criticism can be suggested, 

ho~tlever, tha't they may be going about their job without 

knowing the dynamics which are operating to produce change 

in the youth; without adequate role conceptualization to 

permit his changing positions without adversely affecting 

whatever relationships have been established; and without 

the insights offered into delinquent behavior by behavioral 

science conceptual and practical knowledge. The end 

result is that the agent who is doing a good job despite 

a limited formal academic background is ungecessarily 

limited to previous expe~:;.ience. ,sharpened judgement, and 

hunch (or perhaps a bias~L __ ~.rpropriate programming of in-

category attair. a sys~em(1i~.j..~9tion of their valuable know-

ledge gained from past 8xperience, (2) develop the agents 

ability to use new knowledge in conjunction with his past 

experience •. It is likely that the positive changes arising 

from such a program would be quite helpful toward boosting 

the self-image of parole staff -- in addition to the 

obvious positive effect that could be anticipated with youths 

supervised. 

1-

I- 2. There is considerable feeling in social welfare 

practice that casework (al.d similar activities involving 

counseling) is either limited or alr.\os't meaningless in 

• correctional settings beca~se of the authoritarianism' 

inherent in the situation. Proponents of such a view 

- would probably agree that the juvenile parole staff is 

particularly suspect of this criticism since (1) despite 

any counseling attempt, the agen't must act as an authority 

- figure for the agency; and (2) the agent has virtually 

complete power and =reedom to initially label a youth as a 

serious delinquent after parole -- and return him to the 

R&D center as a recidivist. While some safeguards are 

built into the system, the fact is that the agent has 

almost total initial discretionary power to make such a 

return. Certainly, it v··::n.1.d seem that the agent should 

and does utilize caseworK within the limits of an authority 

• setting and, if the neee arise, perform the duties neaessary 

to prevent overt and serious breaching of its perimeter; 

but the point here is that for the agent to adequately 

separate the function (counseling) from the organizational 

structure (authority aimed toward security and safety for 

• the community, the boy, and the agency.) he must first be 

• 
-~------~ -~ 
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trained to make tl~ dist~s:.~j.2.!·! . .-!:hrouqi~ appropriate insiqhts 

sharpened throuqh a p£Q9..ran:._ o:L.£Q..r.!.·~iQE.il~9 concept refine-

ments and practi.£al.pr_9bJ:5:F:'? , Role definition of parole 

staff must be produced with clarity if this alleged 

dichotomy between cOGnseling and authority is to be overcome. 

'1 . , d here It is probable, One final comment mlg 1t ,Je :_n or er . 

based upon the writ€r's subjective opinion, that most 

awaJ~. e of this problem area and try to accommodate agents are 

it to the best of their ability based upon background and 

training. It is especially to this group that focused 

training could be of great help. Those aqents, however, 

who now remain unaware of this problem area most probably 

will need training in counselinq theory and practice, since 

it can properly be construed as an indicator of limited 

practical ability to perceive relationships which are so very 

crucial to their helping role. 

3. A third factor in producing a weakened self-image 

for the juvenile parole agent is related to his relative 

isolation, both in physical terms and in a feeling of being 

outside of the agency planning, treatment, and philosophical 

mainstream. Physical isolation is possible (even in the 

crowded Chicago office) because the parole unit is not 

'. 
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• well-integrated into the philosophy, needs, and problems 

of other agency institutional units, as viewed by individual 

• agentsi rather it is a unit immersed in its own problems with 

youth supervision (and admittedly, these are almost over-

whel~ing in numbers alone) to the point at which work in 

• other units is perceived by agents as making them 

additional, often purposeless, work. As more than one 

• supervisor has told me, parole agents are just ext~a spokes 

in a wheel to Illinois Youth Commission and ________________ _ 

(name of institution withheld) . . .,.. 
The other factor inisolation is the many scattered 

offices throughout Illinois, which, through a desirable 

and probably necessary administrative arrangement, must 

• be handled in such a way so t.bQt the staff located there 

will understand their role in treatment programming 

• counseling. supervision, and most importantly, receive 

continued evidence of emotional and/or professional support 

and succor. Demonstrable support from the agency:,has been, 

• until recently, infrequent -- as perceived by the agent. 

Support from parole administration figures could be 

• sharpened and enhanced through a continuing program of 

training -- in its broader sense of support as well as 

• 
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instruction. It would seem particularly at this point 

that the functions of a staff-training program could 

objectively encompass these important needs of the agent 

and, given support by both the parole and agency adminis-

tration, develop training programming to meet these needs, 

positively build upon this entree into the II systemll , and 

provide a service which will be perceived as useful by 

the agent group. In turn, this evidence of usefulness 

can be used as a point-of-departure for further training 

activity. 

The term "treatment" is perhaps, at the same time, 

the easiest and hardest to conceptualize as it must exist 

in a parole configuration. It i3 easy in the sense that 

the only treatment traditonally available in parole is some 

form of organized relatioDships between the agent and youth, 

as superimposed on the communi,ty setting. In this view, 

treatment is focL1sed_lpOo"! the ability of agent and youth 

to establish an interrelationship in which the youth res

ponds to his total c;ommu:r.ity with the positve and normative 

social behavior patterns of that entity. Obviously, there 

is concern with social characteristics of the youth and 

his background; but, primary focus in this view is upon 

. , • 
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• establishing positive feeling, role-modeling, rapport, 

etc., between the agent and youth as a therapeutic device 

• for bringing about desired change. 

A second view of treatment is difficult to conceptual-

ize in the parole setting because change-value is attached 

• not only to structuring of the agent-youth relationship, 

but also resistances or proclivities for change that are 

encountered in the total community of the youth. In this 

• view, the therapeutic community concept which has been 

suggested as a model for institutionalization in juvenile 

."" corrections has been extended, in a very real sense, into 

aftercare programming" For example, many agents utilize 

the relatively simple technique of visiting the various 

• major institutions occasionally. During these visits, the 

agent is able to establish a point of rapport with youths 

he will later supervise~ while, at the same time, permitting 

• 
and encouraging a productive dialogue to grow between agent 

and institutional caseworker. The agent must utilize all 

• available community counseling or supportive resources to 

present the youth with a strong impact of helping relation-

ships being offered from many sources such as the family, 

• church, school, employment setting, other official and '" 
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unofficial helping-relation3hip agencies, peer-group, etc • 

The agent following -th:_~,; vieT.lpo~nt will z\pend time consoli-

dating and propagandizing to various resources, in immed-

iate si tua tion 'I troubleshooting" when called by resources, 

and (hopefully) to help the youth understand his feelings 

toward his therapeutic cO:11ml.mity. To suggest just one use 

of staff traini~q here, consider how much more effectively 

an aqent can presumably be All marshallinq resources for 

therapeutic-communi ty progr.:..amming if he has :r:eceived 

practical instruction (perhaps including prepared information 

materials about the agency!' delinquency, treatment methods, 

and so on) on the most effective ways to do this. 

It is interesting to speculate how parole staff role 

is affected by recidivism and how treatment programming, 

both on the individual agent level and parole unit level, 

is affected by the recidivism phenomonen. For example, 

how much recidivism can an agent be expected to witness 

before it starts to take a toll in psychic energy availdble 

for work; how much before efforts toward an agent's 

resocialization of youths tLlrns toward an increasing emphasis 

on authoritarianism and to having the youth "pay the con-

sequences ll
; how much be:core the agent focuses mainly on 
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breaking of resistance to authority-setting limits 

rather than on resistances occurring in the counseling 

relationship? It bears repetition here that the agent 

needs emotional and professional support and succor from 

agency and parole administration. If this is not provided 

in adequate amoullts, it is likely to lead to a growing 

ineffectiveness in role performance by the agent. 

c. Staff Traininq 

According to agency reports, staff training programming 

in the parole unit is among the nation's best when compared 

with similar divisions in other states. Although specific 

funds were not earmarked in the parole unit budget for 

staff training, various activities have been liberally 

supported through drawing resources from other accounts. 

Elsewhere, we are recommer:ding a request for formal 

legislative fundinq au~hority to provide for this activity. 

A minimum of six distinct training programs have been 

initiated for parole staff. 

a. When a new juvenile parole agent is added to the 

staff, the normal procedure is to assign him for 

a period of time to the training supervisor in the 
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Chicago office. During this period, an attempt 

is made to expose the ingenune employee to both 

the agency and the parole unit. A training 

manual has ~een prepared by parole administration 

and this is required reading for the agent. After 

structured learning conferences with various 

Illinois Youth Commission personnel in the office, 

the agent is sent into the field with an experienced 

agent to observe how he handles himself t his 

relationships with the community setting, and how 

he obtains information through investigation for 

compilation in reports imparting concise and 

accurage summaries. The new agent's first written 

reports are evaluated by the training supervisor 

and constructively criticized in conference with 

the agent. Policy and technical practice of 

the juvenile parole agent role is again reempha

sized to the new agent before he is assigned to 

his own caseload. It is felt that this type of 

orientation can supply only a basic introduction 

to (1) working with delinquent youth, (2) counsel-

ing techniques, (3) discussion of role conflicts, 
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d The assumption is made that this an so on .. 

orientation will be followed-up by the 

immediate supervisor when an agent is assigned to 

a regular caseload - perhaps an unwarrented con-

clusion. 

b. One assigned responsibility of supervisors in 

the parole unit is to ensure effective role 

performance by his agents. To do this, he logically 

will have problem-solving conferences with individ-

ual or small groups of agents. And, in fact, job 

specifications for the supervisor role include 

training functions as a significant duty. To 

the extent that time is available, the supervisor 

attempts to present the agent with some form of 

continued training~ however, the press of duties 

as perceived by some supervisors leaves precious 

, 
little of their time to provide for such training. 

The obverse of this situation is seen in an init-

ially rising level of confusion and frustration 

in many new agents due to their inability to 

accurately perceive and predict the responses of 

the agency and parole administration -- as well as 
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• the normal difficulties that might be expected 

in relating with the youths he supervises. Un-

fortunately, this is a continuing situation in the 

• parole unit because of varying internal problems; 

but, the most important de'trimental result that 

• can be suggested,is that, despite considerable 

presumable acceptance for the needs met by and 

advantages of staff training, the actual quality 

• and quantity of in-~ervice training is low. The 
I 

question is also begged as to the wisdom of having 

· .... immediate supervisors given sole responsibility 

for on-going in-service training, if the priority 

of this activity be elevated. It might be useful 

to place major ree~onsibility for developing, imple-

menting, and coordin~ting staff training at this 

level into the hand3 of a training supervisor who 

has the time and ability for actively leading a 

statewide program. 

c. A third training activity involves an annual in-

service seminar for all agents and supervisors 

held in a location where the entire staff can get 

together at one time. These 2 to 2~ day conferences 

feature nationally-known speakers who are experts 
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in some content areas germane to the role of 

juvenile parole. There is usually the attempt to 

have some practical e~{ercise involving the consul-

tant speakers which will have a Elimilar relevance. 

During 'I::he meetings, agents fro:n different areas 

have much opportunity to discuss common problems, 

methods, and approaches to youth supervision and 

counseling. In this context, it is possible for 

some of the role-conflicts which are perceived as 

inheren't in the job by newer agents can be satis-

factorily resolved for individual agents. On the 

other hand, a serious difficulty in programming 

the annual seminar so that it \'1ill be of major 

value to the agent group revolves around a re-

luctance to accevt the content and technique 

knowledge helG by consultant instructors. The 

defensiveness of parole staff (and this is not a 

phenomena unique to IoY.C.) becomes particularly 

noticeable at this point. A very real barrier is 

set up which the consultant instructor must 

overcome before he is in,a position to make an 

impact upon the agents. Unfortunately, the time 
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• involved in overcoming such resistance of times • 
significantly limits the productive time avail-

d. Meetings and conferences attended by a limited 

able for training - and especially since it is 
number of staff constitutes the fourth kind of 

• apparent that such "o'"ercoming" does not carryover • training activity. Pel.haps the best-attended 

from one instructo~ to the next. While in a very 
example of this is thE: annual Governors Conference 

• real sense this must be considered a problem for 
on Youth, a meeting attended by over 1000 persons. 

• 
the instructor, certain preliminary steps can be 

The Conference takes a different approach to 

taken by the agency to make the process easier and 
adolescence each year, delinquency being equal to 

• more sure. For example, it is likely that a T-Group • other youth problems. Travel expenses and press-

or sensitivity-training program would be quite 
of workload are sometime stated by staff to be 

helpful in the long run to lessen this source of 
significant controlling factors in keeping down 

.""' .'f" the number of attending agents to 50% or less. 
training resistance. A point to mention re staff 

training is that continuing in-service training 
Other meetings include professional groups and 

• programming can be of such a nature ~s to effective-
resource development meetings. Again, there is 

• 
ly demonstrate the competencies of various agency 

some legitimate questioning by staff whether 

units and orientations~ as well as integrating the 
administration sincerely encourage such attendance 

• entire agency into a cohesive, functioning organi- • a concern which probably lessens staff reques~s 

zation based upon a workable combination of producti-
to attend additional conferences. However, it 

vity and mutual respect. The necessity for this 
must also be pointed out that a certain small per-

• • centage of parole staff is adamantly reluctant to 
integration and mutual respect is particularly 

necessary as the public and the courts become 
attend almost any kind of staff or professional 

• increasingly interested in corrections and the 
conference. A few of these agents • 

image projected by correctional agencies. 

• • 
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are so resistant to opening themselves to others, 

as might likely occur in a workshop conference 

setting, that they become ill and are unable to 

attend many sessions. This fear of self-disclosure 

by some parole staff (and the gross insecurity it 

implies in the agent's personality) protends 

ineffective supervision and counseling for youths 

under that agent's supervision. A coordinated and 

insight-producing program of staff training could 

substantially aid in alleviating the kinds of 

problems discussed -- by training for needs of the 

individual agents. 

A fifth type of staff training in the parole unit 

is the structured meeting held by supervisors for 

the agenta ~~ey supervise. In some instances, 

these occur rarely: in others, more frequently. 

These ta\;:e mRny forms, ranging from non-Illinois 

Youth Commission consultant lectures to the taking 

care of a backlog of 3dministrative housekeeping 

with all their agents present. This activity is 

essentially locally managed by the various super-

visors. 
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f. And, of course, there is the annual meeting of 

Illinois Probation, parole, and Correctional 

Association which, to varying degrees, provides a 

broader-scope type of staff training. All agents 

attend these meetings unless otherwise excused. 

other duties of juvenile parole agents include certain 

specialized activities for which the parole staff should 

have special training (again a function of an integrated 

and comprehensive staff training program); for example, the 

Juvenile Interstate Compact, participation in the Joint 

Youth Development Committee (J.Y.D.C.) programming; involve-

ment in a referral program to the Illinois Division of 

Vocational Rehabilitation; etc. At present, informational 

programming for these area,;:; is quite :.i.mi ted and any 

systematized staff tr2ini~q virtually non-existent (an 

exception being J.Y.D.C.) . 

Finally, the qaestion of whether the parole unit is 

of enough importance in the agency to warrant the time, 

effort, and funds necessary to provide a comprehensive and 

integrated staff training program must be seriously considered. 

We feel, without reservation, that such expenditures 'are 

both essential and effective. It appears that the parole 
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unit staff is generally of t~e opinion that they are 

important in agency programming -- Uthis is where the 

rubber meets the road" being a common statement expressing 

such feeling. By the same token, it seems reasonable to 

assume that the finest and most worthwhile institQtional 

program become meaningless if the parole unit either is 

unable to provide the followup needed in a given program 

or is not fully in tQne with total agency programming 

for youth rehabilitation. To encourage this effective 

inteqrated agency program, the value of an adequately 

structured, conceptu5'llized, ,and practical staff training 

program cannot be over estimnted. 

To sum up, the parole unit of Illinois Youth Commission 

has provided for a limited amount 0'" qtaff .... "_ training. While 

some of this training has been shown to De quite Qseful 

for portions of the agent group, training on an individual 

or small-group basis has been limited in its application 

thus far. Parole administration staff generally agrees 

that further staff training could be of value, but is 

hesitant because of cost and time involved. The obvious 

rebuttal, of course, is can the agency or the parole unit 

fail to do without further training and, if so, for how long? 

• 
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• Specific recommendations concerning staff training 

in the parole unit will be included in the Appendix 

• section of this report. 

5. Forestry camp Division 

a. Introduction 

• The Forestry Camp system was initiated with informal 

funding when the agency opened for ~usiness in 1954. 

• From a makeshift camp staffed by parole personnel, the 

camp system has grown to include ten camps scattered 

around the state, the majority being concentrated in 

• I' either the far south or northeast areas. The original 

stated purpose of n forestry camp system was to serve 

• as an intermediate step between institutionalization and 

parole settings; however, the value of fresh-air camp 

programming was seen as therapeutically valuable to 

• selected youths and the camp system took on new duties 

as an semi-automomous treatment programming unit. until 

recently, only youths 16 years and over were placed in 

camp programming, because academic schooling was unavail-

able except in unusual instances; however, lately there 

• has been development of educational programs permitting 

placement of younger age groups in certain camps. 

• 
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Programs of the camp system involve some varying 

combination of academic instruction, vocational training, 

and work assignments -- through all of which runs the 

theme that rehabilitation can be best accomplished for a 

specific boy through the kind of program to which he is 

assigned. While this theme has validity in the abstract, 

its reliability in the reality of actual settings rests 

upon crucial assumptions: namely, (1) that treatment 

, t d ' r gram '(2) that such elements are ~ncorpora e ~n a po; 

eaements are being focused by staff as being central to 

camp organization and operation; (3) and that these 

elements have relevance as they are applied to the needs 

and problems of a given youth. But, until very recently 

there is but little evidence to believe that these crucial 

assumptions have been adequately incorporated or validated 

in programming design in such a way as will meet the 

implied requirements for a treatment model. 

Pride in accomplishments is noticeable within the 

camp division and the administrative staffs point to, 

among other items, the value of services provided by youths 

for various public agencies. For example, the most recent 

available published report (for 1963-65) states that the 
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value of s~ch services during this period was a little 

over $950,)08 including such activities as land conserva

tion, providing a variety of manual labor services for 

nearby instit~tions (other than I.Y.C. institutions), 

helping in disaster sitQations, working to improve 

various local public facilities, and so on. The youths 

are paid a "nominal" sum for this wor]\: and the money 

placed in individual trust f~nds at the institution. 

He may make limited purchases at the commissary from this 

fund and receives any remainder when paroled. At the 

same time, administration is quick to point out that the 

services performed are not to be considered as a way to 

me~sure the value of camp programming -- rather, the value 

is in constructive worK patterns which give the partici-

Of accomplishment and pleasure in pating youths a sense 

seeing how their work can benefit others. (Preceeding 

d f off].' cial Illinois Youth commission paraphrase . rom 

literature.) It is certain that some very searching 

to be asked before a staff training questions will have 

could legitimately be incorporated program of substance 

in the camp system. For example, concerning the above 

paragraph: 

-
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• a. To what extent and in what ways do the allegedly 

constructive work patterns lend themselves to 

changing the youth (in terms of attitude or maturity) 

• in such a manner as will coincide with his post-

institutional needs in the specific social and 

• psychological milieu he is placed? 

b. Does the camp program exist to serve the treatment 

needs of resident youths or, as some have suggested, 

• to serve its own organizational needs as related to 

program retention, avoidance of staff discomfortiture 

' .. ~ ... that could come with program modification, and the 

reluctance to subject one's self to criticism or 

judgement of another by encouraging program evaluation? 

• Or could the two approaches exist together? 

c. Is it possible to accep~ all of the anticipated and 

unanticipated consequences of withdrawing the off-

• grounds worl<. program of a camp if validation research 

gave substantial indication that (1) treatment was 

• not really being served by the work program and (2) 

a non-wor;\. program of some kind would give better 

promise of youth rehabilitation? For example, con-

• sider the value of services performed by certain camps 
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for state mental institutions, and the cost such 

services would add to the agency budget should this 

relatively cheap source of manual labor be curtailed 

or eliminated. 

d. In the case of wor:dng within the camp-setting, again 

e. 

the question of institutional needs as contrasted 

with the specific treatment patterns which can be 

expected to optimally produce desired changes in the 

youth, can be legitimately raised. Perhaps a work 

program would turn out to be the best, but how is 

this to be determined? Are the camp staff of 

sufficient educational and traininq background to 

understand the dynamics and processes involved in 

't ' t? alternative treatment plans. prlor 0 asslgnmen . 

If it is true that, as has ween suggested elsewhere 

in this report, treatment is nothing more .!lQE. less 

than a relationship system building positive attitudes 

to the predominant cultural system, then is the 

camp prepared either organizationally or administrative

ly to permit, encourage, and demarid that relation-

ships be such as will lead to the desired positive 

attitude changes? 
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It is not intended that the questions posed above 

should be seen as carping about the camp system. The 

point is simply maee that for a staff training program 

which is based upon maximally providing opportunities for 

developmentof relationship systems useful in rehabilitation 

and attitudinal-change dynamics, it is necessary that the 

goals, real as well as stated, and the functional pro-

cesses in the camp and total camp system be systematically 

explored and related to their interaction with treatment 

programming. The same statement is true of other Illinois 

Youth Commission units . 

Administration of the camp system is provided through 

guidelines and direction supplied at the state level. 

Aside from overall policy and centralized fiscal planning, 

much autonomy in camp operation and treatment programming 

is placed in the hands of the individual camp directors. 

Thus, any staff training in the present camp division 

organizational configuration must necessarily work primar-

ily through individual camp directors. In the past, there 

has been some experience with this kind of training co-

ordination and, although occasional training efforts 

were undertaken, these were always at the pleasure of 

the camp director who was under pressure in many other 

I 
i 
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,- administrative directions. Consequently, much less 
I 
! 

priority was given to training programming than might 

- have been the case if an actively functioning training 

coordinator working on a regional basis was available. 

b. staff Training 

staff training in the Forestry Camp Division is not 

well-defined or particularly operational at this point. 

There have been occasional bright spots in various camps • 
with specific programs developed.to meet special needs. 

Two general types of staff-training are currently viable 

.~ in the camp system; that is, orientation training and 

employee-problem meetings .. 

orientation training is usually given to all new 

employees by the camp director and a co-worker he will 

appoint. Aside from explaining the rules and providing 

e. general information relative to what is expected by the 

camp director, any remaining orientation is usually 

supplied by co-workers (and obviously, by the youths with 

- which he will have contact) in the form of learning-by-

doing. This kind of training is not well-systematized; 

nor unifurmly designed to meet overall agency need in 

• insuring that the new employee has an understanding of 
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h~s role and how nis role J.S l.Iitegra·ced in'co the calnp 

program .. 

The second form of tra1.i,.1.ng for foresc.ry cainp 

employees involves occasional administrative meetings with 

the camp director. In these meetings, problems of super

a~p~Dn~and the employees work requirements take precedence, 

with only minimal time devoted to teaching and discussing 

the organization of camp programming; viz a viz., its 

treatment value. Reportedly, such meetings are sometimes 

used by either the camp director or camp staff as a gripe 

session with criticism being leveled at the youths, the 

agency administration, etc. When this occurs, it is 

essential that some staff person be sufficiently trained 

and motivated (perhaps through a staff training program) 

as to be able to discuss the relevant issues to voiced 

criticism and bring the differing views together into a 

working approach toward the camp program. Whether this is 

being done now in all or most camp units is unknown, but 

likely very suspect. 

In addition to the two types of staff training 

listed above, counseling staff and academic instructors 

will occasionally attend special meetings in various 
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locations to further the notion of a common base know-

ledge for all "professional" employees. (Since counsel-

ing personnel need have only some college or certain 

equivalent work experience -- the term professional must 

be used with some caution for definition.) In addition, 

common problems are discussed and solutions sought based 

upon the shared experiences, a valid idea only if it 

can be assumed that the knowledge base for the group is 

high enough to relate such problems to treatment programming 

in an accurate, perceptive, insight-stimulated manner. 

In discussion with the writer, certain camp; directors 

when questioned about across-the-board staff training 

for camp personnel generally showed ~ disinclination 

to believe that all personnel should or could be trained. 

Most reasons were in the area of "could-be-trained" (for 

example, not enough time, or inability for some employees 

to learn, or no one to do the preparation necessary to do 

training "right") but there is some question as to 

whether the real resistance was not rea11y in" . :, :.l. i. • '. 

allowing personnel to be trained in what is outside of 

their roles as now perceived by the camp director. When 

questioned about this, camp directors were quick to state 

that all employees at the camp unit have some effect on 
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• youths by their contact with them -- the very basis • To secure staff cooperation in providing the desired type 

upon which a staff training program concerned with 
of relationsh1pa~ a concerted program of staff training 

• treatment programming (relationships) is founded. (It may 
was undertaken utilizing as instructors, in addition to 

be that recruitment of a better caliber new employee camp personnel at Pere Marquette, several faculty from 

could be undertaken.) Southern Illinois University on a contract fee basis. 

• comment should be made upon one totally unique Various kinds of staff training techniques were utilized 

effort in treatment programming and staff training in with emphasis being placed upon sensitivity training and 

the camp system, and perhaps, in the entire agency. This 

• • is the program undertaken at Pere Marquette Camp located 

T-Group methods. Despite considerable initial resistance 

• on the local level, the relationships-as-treatment concept 

about 40 miles north of st. Louis. In cooperation with both prevailed in training and became viable in practice. . ~ Southern Illinois University's Center for the Study of · ." While the treatment program has been difficult to objectively 

Cr ime, Delinquency, and Corrections (Edwo.rdsville campus evaluate (although some effort is about to be taken in this 

branch) a treatment programming model was conceptualized direction) there is reason to believe that the program 

based upon accumulated knowledge froN the behavioral • design was effectively implemented to the point where it 

sciences. The very idea of treatment was defined in terms was having positive change effects in the youths. Insofar 

of person-to-person relationships which would be structured as staff training is concerned, the activity was both 

in such a way as would enhance the youth's self-recogni- • concentrated in effort and often dramatic in overt changes 

tion as a productive, responsible, useful individual in seen in staff. 

the larger society. Through a continued series of such • Two additional comments can be made about the Pere 

relationships, it was theorized that the youth being Marquette Camp program to illustrate how innovative 

Iltreated" would have basic attitudinal changes towards a programming (and by implication, the in-service training 

positive concept of the predominant community culture, • by which such programming is relayed from administration 

and would learn to positively adjust to its broad outlines. to staff) is perceived in the agency. The cost to Illinois 

• 
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Youth Commission of this program has been approximately 

$500 per month for instructional faculty consultations 

and involvement -- this of course in addition to time costs 

for Illinois Youth Commission staff~ Since the program 

has been in existence for several years, the question is 

being raised by Illinois Youth Commission why agency staff 

has not been trained to take over the consultants training 

tasks, and allow this money to be spent elsewhere. A 

second question is framed in terms of staff training being 

an internal function of the Illinois Youth Commission 

agency and asks -- why shouldn't training personnel, of the 

Pere Marquette Camp program type or others, be regular 

agency staff members so that their skills can be used 

more extensively and mani?ulatively by the agency? While 

the intern cannot speak f.or the consultant group, it is 

suggested that the questions just posed can be answered 

in terms of (a) a lack of Illinois Youth Commission 

personnel available to the camp who have the background 

(education and training) to be able to instruct in these 

areas, and (b) that it is highly unrealistic to expect 

such high-calibre personnel as the consultants represent 

to be available to Illinois Youth Commission, because of , . 
both financial considerations and work-research conditions 

*Individual free or free arrangements with Southern III 
University staff, and no longer a project of the Crime Center. 

• 
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• which are a part of the professional research role. 

In short, the supply of such personnel is very limited 

and any agency using them must try to support them towards 

• their most helpful effect for the treatment programming 

of that agency. 

• While the Forestry Camp Division has some serious 

problems in terms of coordination and program design, this 

unit does offer many valid settings for rehabilitation of 

• youths. Resear8h possibilities are obtainable with only 

moderate effort (for example, by placing similar youths 

in two camps and contrasting their programs/staffs effect · .. ' 
on the youths) i but considerable effort would have to be 

expended in finding where t~~8 c1ivi£',ion really is in relation 

• to the agency and its sUI-IIr; its, what are the real as well 

as stated purposes of thf-: (;:;U:ll? i 'ph a t is the potential of 

the individual camp administrative design for program 

• change, and how can staff training be best handled in this 

group of physically-separated facilities having small 

• individual populations. These questions will lead to others 

and, if pursued constructively, could well lead to a 

unified philosophy for programming incorporating design 

• concepts proved in behavioral research, and to a staff 

• 



• I. 
B7 'l 

88 

• • training be best handled in this group of physically-

separated facilities having small individual populations. 
i ,I . 

structively, could well lead to a unified philosophy for 

• 

• These questions will lead to others and, if pursued con- • 
programming incorporating design concepts proved in 

• behavioral research, and to a staff training model which 

will be both effective and economicaJ. for the agency. 

• 
It is suggested that the recommended Coordinator for Staff 

• Training and Program Development, in conjunction with the 

division superintendent and other appropriate staff, would · .. ' be in an excellent position to carry out this project. · ..,. 

based. Thus, ~ven though a training program is 

given at a carn)?, the:ce lS the strong likelihood 

that its design (and by implication the results 

obtained) will be of less effectiveness than the 

specially trained coordinator could provide. 

2. The role of a camp director is that of a general-

ist rather than specialist. He is engaged in a 

wide variety of sub-r61es consistent with the 

situational-demands of managing 35 to 50 active 

male youths in a setting which inherently has many 

constraints. Although he will normally have an 

assistant. (who may be employed in one of several 

c. Traininq Implications titles) the fact is that the camp director may, 

I~ 
It seems unlikely that camp directors are now realis- • 

~'llly in position to develop and ~mplement insight-pro_ 

and often does p everything from ordering groceries 

for the camp from a local merchant, to cutting 

ducing staff training programs for camp :eersonnel because weeds, participating in decisions concerning a 

• of several reasons: youth 1 S parole. driving a dump truc]< to take 

1. Training and educational background of camp youths to a work setting, and so on. The multitUde 

• directors generally falls much short of that which 

• 
of management details which a camp director per-

it is assumed, by persons professionally involved ceives as his basic job role (rather than dele-

in training programs, to be adequate in terms of gating many of these to other presumably competent 

• systematized and theory-practicE: integrated • personnel within the camp) severely limits his 

knowledge upon which training methodology must be 

• • 
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ability to participate in innovation programming 

which, despite all design attempts to avoid it, 

will take his time. 

3. A camp is a small Illinois Youth Commission agency 

unit which could, without psychological encour-

agement and a showing of real positive interest 

by the parent agency, tend toward isolationistic 

closeness and reluctance to "move" on its own 

initiative, but, in this type of agency organiza-

tional setup, continuing and positive initiative 

is not readily demonstrated by the state agency 

as viewed by some camp staff. In a sense, this 

is a communications gulf with both the camp and 

the state agency awaiting the other's show of 

interest before programming is altered. It is not 

realistic to expect a camp director to be sym

pathetic to the demands, both philosophical and 

material, that a treatment-based staff training 

program would require -- unles$ such a programming 

orientation is proferred by the agency in terms 

readily translatable into local action by the 

camp director. 

• 
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• 4. Although several camp directors indicated to the 

intern a favorable view of staff training, further 

conversation revealed that there was little idea 

• of what should be provided as training content, 

how training time could be provided within present 

personnel and budget limitations, or that training 

• 
must be completely integrated with·~the needs and 

functions of individual unit's treatment. It is 

• essential that any staff training program pre-

sented or co-o~dinated from the state level must 

(1) have full support of the camp director and 

• w>' (2) provide for appropriate training which will 

include the camp director as a learner as well as 

• instructor. 

6. Illinois Industrial School for Boys 

a. Introduction 

• The Illinois Industrial School for Boys (I.I.S.B.) 

at Sheridan about 6:) miles southwest of Chicago is the 

• maximum-security institl;ttion of the Illinois Youth Commission. 

Within its oarbed-wire topped double cyclone-style fence 

are 42 acres of closely-guarded ar.ea in which the resident 

• youth work, play, study, and are treated. 

• 
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Emphasis has tradit:ionally been placed upon custody and 

security, but there has been a decided trend toward 

education and guidance. The institution had its origin 

in 1940 as a reformatory for young offenders but became 

part of Commission in 1354. Some of the younger original 

inmates were retained by the Illinois Youth Commission but 

most were transferred to various facilities of the 

Illinois Department of Public Safety for further custody 

and treatment. Presently, its plus-300 population is 

mainly composed of youths who either (a) are so physically 

aggressive that other institutions consider them harmful 

to their programs 7 (b) are strong run-risks: or (c) in 

some cases, . have committEld offenses of such seriousness 

(murder, rape, etc.: that ~he Commission feels it necessary 

to keep them in close confine~dnt. Staff numbers slightly 

over two hundred emp:.oyee'.> 0 

The total institutlon covers 321 acres of which 240 

are in agricultural p~rposes, 3L acres in a separate staff-

housing area, and inclUding 42 acres within the security 

perimeter. Inside the perimeter dre nineteen buildings, 

four of them used as residences for youths. Three types 

of housing exist at I.I.S.B.r a dormitory arrangement, 
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• individual rooms in a cellblock type of setting, and I. 
I ("frill stuffll) superimposed upon this basic security 
I 

an isolation unit equalling that found in most adult ! 
would be allowed at his own pleasure, despite threats 

correctional settings. Because of security needs and the or advocacy by administration. While others spoke with • relative permanence of construction at I.I.S.B., the oonsiderably less openness, it seems apparent that some 

institution is particularly concerned about its population were less-than-ready to accept new programs or major 

• problems -- especially if additional boys are added beyond • variations in their daily activities. Behind this 

its 290 bed rated capacity_ The most recent statistical reluctance lies at least two factors which administration 

report of the Commission indicated that I.I.S.B. had an must understand (and then, program to modify) if any new 

• average daily population of 309. My impression of physical • institutional treatment programming is to be optimally 

facilities is one of structural soundness and a good free from staff interference, non-wholehearted support, 

· .. degree of cleanliness. · .. or (at the worst) deliberate sabotage: 

A few comments might be in order on the attitude of 1. Many authors have commented upon staff fears 

both the boys and staff. Probably the most general state- when a change is p+oposed in their job (or a 

ment appropriate is that I.I.S.B. has a history of maximum • change is proposed which they perceive as a 

security and custody orientation, and that this history job change). Part of this is tied to a general un-

is seen in the form institutional programs have taken to comfortable feeling in the face of newness or 

this day. This is true even though few personnel (on any • the unknown. However, beyond this is the com-

level) have remained at I.I.S.B. since the time that a plex of attitudes tied to a person's employment 

security-custody ppilosophy was openly espoused. For 

• and how he perceives the meaning of his work role. 

example, ~ of the guards interviewed by the intern some For example, does a program change contain any 

time ago spoke of I.I.S.B. having one purpose --custody. threat to job continuation for the employee, 

He went on to indicate that any treatment programming • either in reality or as he may see it? Or again, 

• 
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what relation will a program change have to the 

kind of attitudes both allegedly existing and 

immutable in the employee's personality? A 

Third kind of question might relate to how an 

employee perceives the value attached to specific 

work patterns; that is, can the guard whose role 

traditionally had little formalized int~raction 

with youths change to include structured inter-

action (such as is seen in group counseling) with-

out changing his relationship attitudes toward 

the youth, the community, arid the institution? 

Without adequate staff preparation for change, 

the degree of ~esistance to such change will 

most certainly ~e strong and detrimental to 

achieving positive p~ogram results. 

2. A second ~~ctor is concerned with the complex of 

attitudes about the nature of delinquent youth 

and corrections; that is, are delinquents 

basically evil and incorrigible, or more omniously, 

does the institution do anything more for the 

resident youths than provide temporary custody 

before a career in delinquency and criminal 

activity is resumed? Certainly, the daily press 
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and media indicate the feeling about irremediabi-

lity of the delinquent or criminal (and often 

equated terrns) and his probable return to such 

activity after release from institutional care. 

This is reflected in the common statement 

"once a criminal, always a criminal." It is 

reasonable to as~,:;ume that the complex of attitudes 

held by staff regarding the institution's youthful 

client will be important, perhaps crucially so, 

as a background for any innovative programming. 

While the two items mentioned above are important 

throughout the Commission l insofar as staff attitudes 

effect on new programming may be concerned, it is particular-

ly noticeable at I.I.S.B. because of a long security-

orientation history. 

On the positive side (and keeping in mind certain 

reservations suggested by the previous few paragraphs) 

there is a decided change which is showing at I.I.S.B. 

in terms of the variety of youth-need-centered programs 

that have been ~ndertaken in the past two or three years. 

To give one significant example, there has been a sub-

stantial effort made at I.I.S.B. toward providing " 

. ,. 
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. t J' al tral' nl' ng programs for an increased approprla e vocaClon ' 

number of youths. Two very important points about this 

training which is suggestive of a positive and refreshing 

look I.I.S.B. administration is givin0 its programming 

include: 

1. An agency outside of Illinois Youth Commission, 

the Illi~ois Division of Vocational Rehabilitation 

(D.V.R.) is substantially involved in providing 

this in-institutional job placement. The efforts 

of D.V.R. and I.Y.C. are well-integrated within 

the institution. with the D.V.R. rehabilitation 

counselor providing a useful service to the 

institutional progr~m and to the individual youths. 

It is illustrative of a program which, though 

literally brought in by an outside resource, is 

perceived by institutional administration and 

staff as serving needs of I.I.S.B. Thus, even 

though some staff may not fully value the pro~ram's 

worth (in terms of its affecting attitudinal change 

in the youth which will bring him closer to 

achieving a normative integration with the con-

ventions of the home community -- a statement of 

i 
i 

• 
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• treatment goals often suggested in correctional 

philosophy) they do appreciate the (a) impact im-

mediacy of the program, (b) closeness of program 

• content to extra-institutional work and achieve-

ment settings, (c) perceived opportunity to help 

• their own work setting by possibly reducing 

recidivism (meaning to them, lowered institutional 

population), and lessening the amount of unstructured 

• time available to the youths in the institution. 

While they may also appreciate attitudinal 

• iI' 

changes and rehabilitative processes seen in the 

youths, this is in this sense not relevant to having 

resistant staff par~icipate in and encourage a 

• program which they ,;>erceive as being helpful to 

their personal 0Y j0b ro18 needs. 

2. As important as tne preceeding discussion, but 

• in terms of institutional management for treatment 

programming, is the growing emphasis on youth-

• centered activities as a replacement for 

institution-centered programming. Administration 

is gradLlally introducing a growing number of pro-

• grams which are directly related to staff-perceived 

• 



• 

• 

• 

• 

• 

· ." 

• 

• 

• 

• 

-

98 

estimated needs of the individual youths (as 

established by clinical staff diagnostic activity 

of various sorts). Ybuths are placed, when 

policy and availability of resource will permit, 

in programs which are dependent upon factors such 

as: 

1. Individual youth personality resources 
available to successfully perform in a given 
institution setting now -- and post-institu-
tional settings; -- .-

2. Availability of home-community employment or 
resources for the particular youth and his 
social-psychological characteristics, which 
will be adequate for post-institutional 
programming, 

3. Likelihood of success in a given program at 
I.I.S.B. (in terms of attainment for the 
individual youth) ; 

4. Bocial con-;':e{~+: of the program, including its 
potentia~ for producing interactional changes 
for the youth in his relations with the 
ins·titutional peer-group and his post-institu
tional community peer-group; 

5. Function~l ability of youths considered in 
terms of their likelihood to have positive 
achievement experiences in contrast to fre
quently occurring histories of failure and 
rejection by the free-community society. 

While these considerations are not stated as such 

by the clinical staff at I.I.S.B, interviews 

suggest that considerable weight is given here 
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which. is some manner, counterbalances the 

more traditional items used in program assignment 

(offenses in past, etc.). It would be quite mis-

leading to saYt however. that the security-

custody orientation is no longer pre~ent. If it 

would be possible; for example, to categorize a 

treatment-security continuum on the basis of 

institutional administration and programming into 

three classifications, such as: (1) security 

paramount with treatment having a distinctly secon-

dary role; (2) security and treatment playing 

approximately coo-equal roles (with programming 

of each operation dependent upon approval of both 

orientations) 7 and (3) tre~tment and rehabilitation 

the significant lnstitutional goal, but within 

the context of externally-imposed organizational 

administrative factors (such as maximum-security 

designation) --then, it is probable that I.I.S.B. 

is in ·the middle category and, in Bome ways, is 

moving toward the third type presented here. With-

out question, until very recent years, I.I.S.B. 

was strongly entrenched in the first type of structure. 
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• b. Staff Training • list of II thou-shall-not.slt bl.1t other mater ials were offered 

It is understandable that employees of an institution 
in later phases which dealt with what might be termed a 

• which has been publicly investigated and indicted, such as 
proto-treatment progr~lMling and philosophy. Although 

• 
was the case of I.I.S.B. in 1961, will be cautious of their 

such attitudinal retraining (or, if one were to be skeptical 

comments and thinking about future events at I.IoS.B. 
and iconoclastic, it nl.ight be termed It group rethink by 

• particularly when with non-I.Y.C. personnel. But it is • rote ll
) has diminished considerably in quantity, although 

interesting to speculate about the attitude-changes of person-
not necessarily in quality, as the 1961 scandal seemed 

• nel remaining after 1961 and how staff training activity was 

or might have been involved. Unfortunately. reliable infor-

increasingly remote, there are still occasional group con-

• ferences dealing with various factors in or approaches to 

mation from administrative people, then present, is unavail-
the guard's role at I.I.S.B. Much more frequent are individ-

.;- able to the internj but there is ample reason to believe, 
• !' 

ual conferences for one or two guards with a representative 

on the basis of parts of many interviews, that the then-new 
of administration to discuss particular problems arising 

superintendent made it amply clear certain practices (bruta1-
out of institutional management. Although these latter 

• ity, ta1etelling, etc.) would not be tolerated. Pressure • conferences usually deal with specific youth-staff inter-

was exerted by admir:istration on all supervisors to ensure 
actional problems, there is a planned attempt at each such 

• their cooperation in new programming and to obtain their 
meeting to go somewhat beyond mere problem-solving and aid 

• 
support in effecting a major orientation change in the 

the guard to better understand his role as it will 

guard force -- a practice which presumably continues even 
influence treatment programming for the individual youth. 

• at this writing. The pressure referred to came in innumer- • To a large extent (albeit unmeasured, I must add,) adminis-

able conferences between administration and the supervisor 
tration feels it is accomplishing much towards improving 

force, and then between the supervisors and the guard staff. its guard force impact on the youth through these conferences. 

Perhaps the initial emphasis in these conferences was a • To sum up, a program of informal and generally situation-

I '. • 
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• dictated in-service training has been applied to the 

guard force. While it has been effective to some degree, 

its very organization has inherently limited its capability 

• to provide extended, continuing training for the entire 

guard force. In addition, there is no realistic way to 

• know how effective this IItraining" has been or how 

alternative training models could have more/less effectively 

enhanced the treatment programming at I.I.S.B. 

• New employees at I.I.S.B. all receive some measure 

of orientation training with general emphasis given to on-

· ..... the-job situations and requirements" Guards; for example, 

are given several varied kinds of assignments the first 

week or two, have a conference with administration, and 

• spend additional time with ot~er matur0 employees. Very 

little is assumed by admLnistration about the recruitment/ 

selection process except i~ very broad background particulars, 

• education being one example. 

The new employee is observed by both his supervisor 

and various administrative staff during his six-month 

probationary period for any sign of untoward problems of 

accepting either the institutionalization of youth or of 

adequately relating to the youths under his supervision 
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(in terms of patience, understanding, self-respect, and 

guidance). He will be counse~ed about shortcomings during 

the probationary period. EJOll1C new guards will leave the 

employment dur inq this per: iod (:Lor reasons such as non-

acceptance of program or youths, better financial oppor-

tunities elsewhere, physical isolation of I.I.S.B., etc.) 

while others will be asked to leave because of either (a.) 

derelict job performance or (b) inability of the guard to 

accept and positively participate in the programming. The 

b'rnover rate of new employees is high enough to be of some 

concern to administration, but then so is the attrition 

rate of older staff. Reportedly, a new Illinois Department 

of Personnel salary schedule authorized in July, 1967 will 

partly reduce the turnover as starting salaries become 

competitive with the regional economy; the starting guards 

salary, for example, being incrensed to $415 per month 

(from $370) and the special education teacher to a starting 

figare near $700 (from a previous $470 figure). Most 

other salary categories have also risen substantially. 

It is interesting to note that although most of the 

~evious discussion has centered around orientation and 

retention problems for the guard category, much the same is 
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• true for the profess iO:':la 1. stcl.ff me:nbers. For example, • of the staff peer gro~? as a positiv~ strength. While 

the casework staff re~2iV3S o=ienta~ion conferences with the former is necesssry ;7,~ t:.l the individual, there is 

• administration, "lorks 'br~efly ~,yith the guard force, and has every reaSO:."l to beJ.:L2v0 tlv; t Lldi vidual conferences 

• departmental conferences. As the quality of individual will have new an6 (\esi:CDr:J.E impc:ct 0:..1 a staff member I s 

guards will differ appreciably throughout I.I.S.B., se it acceptance of and purticipation in institutional treatment 

• is true of the casevlOrk staff who show similar extremes • I 
programming; if, a structul'ed and appropriate in-service 

of permissiveness and rigidity in interacting with the j training has provided the basis for understanding of 

youths assigned to their caseload. Turnover of professional I agency and institutional goals, methods, philosophy; 

• personnel is considerable at I.I.S.B. with only three • ev~luation criteria. and so on. At present, there is 

staff being present for more than the past five years. one acti vi t~T at I. I. S. B. which, in a limited way, provides 

• .JIt' 

Attrition is generally attributed to better (more pay, 
I. ,J(' 

a start on the inf.orrnation-imparting and attitude-consensus 

less frustration t less physical isolation, more allegedly urged in the previous s~ntence. This activity is the 

positive programming) employment opportunities elsewhere. frequent clinical staff conferences attended by most 

• There is also considerable evidence that many staff have • caseworkers and cp.ctain other staff. 

become resigned to what they come to perceive (after a The staff conference receives minimal administrative 

period of employment at I.I.S.B. but, in part, is the direction in that the meetings are mainly without an 

• • employee's perception of other I.Y.C~ facilities effective- administrative representative being continual}y present. 

ness or ineffectiveness as seen by the return of recidivists On occasion, a visiting ccnsultant from the behavioral 

• to Sheridan. Again, administration's method of handling • sciences area in nearby universities will attend the 

this attitude of defeatism is mainly through individual staff meetings to heJ~ work through troublesome problems 

conferences with emphasis on problem--situations rather than and to provide Eiome bClsic theoretical material about this 

• a broad type of attitude-restructuring involving utilization • type of work selting. Reports indicate that such consult-

ants are well-received and have been useful to staff in 

• , , 

• 
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these areas. These meetings pertain almost exclusively 

to si tuation-probl ems <';1l1d (on occasions occ\,.1.rr ing in a 

cyclical fashion) gripe sessions which are basically non

productive in the view of administration perhaps; because, 

the gripes presented were pointed towards other institu

tions or the I.Y.C. agency itself, either of which 

apparently are beyond the limits of local-institution 

constructive suggestion or proposal. Since unresolved 

gripes, while allowing some hyperventilation for staff, 

will ultimately result in deleterious effects to an 

organization's internal structure and functioning, the 

staff conferences were considar~bly curtailed some months 

ago by administration \\11".ich t~f":ect:.ively rationalized the 

increased workload anr. R;)SenCe~' attributable to summer 

vacation scheduling pr ob~.( "'fi < Ac'lm;.nistration plans to 

resume these stafi.: .~onJ:e:cel")ces in September of 1967. 

It was pointed out to the inte:cn that a number of 

staff are attending university-credit classes at regional 

campuses and that tuition support has been provided by 

I.I.S.B. A rough estimate is that perhaps 50% of the 

clinical casework and academic staff are doing college

level work in content areas appropriate to their employment. 
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In addition, IuI.SuB. has sUPpJrted tuition costs for 

several of the guard staff to take specific courses. A 

third area of university-based training for corrections 

personnel, as it relates to I."!:.S.B., ie the provision 

by the agency of at least one university-credit course 

for various staff during the past year i.n the conventional 

residence classroom setting at Northern Illinois University. 

Apparently, staff from several Illinois Youth Commission 

facilities in the region registered for the course and 

were quite accepting of the materials presented. There 

are plans to have a similar arrangement this fall with 

the course designed to aid staff toward an understanding 

of group counseling theory and practice. There is much 

interest by I.I.S.B. administration in this course since 

it is felt that this can be a valuable tool in an inte

grated treatment program of training, counseling, and 

organization for security. 'l'entatively, several I.I.S.B. 

staff have been scheduled to attend this course on their 

own time, but with the agency paying the tuition costs. 

c. Training Implications 

The nature of I.I.S.B. is such that it is physically 

isolated, has tightly~controlled security, gives heavy 
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• quantitative emphasis to custodial staffing in contrast 

with non-custodial, has a stjgma from the past, is 

rather s~all and compact, and contains a population which 

• has been officially identified by the community and agency 

as being its "worst" youths. Given this setting, it is 

• essential for administration to examine how staff training 

programming will affect the institution, its unofficial 

power. structure i rapport with the parent agency, the need 

• to redefine goals and procedures at all levels, and the 

ability to permit or cause appropriate innovative program 

· ." change and the consequent changes in eraployee roles. If 

a staff training program at :tl.luS.B. is to proceed beyond 

the mLmdane, though necessary. operations of orientation 

• and administrative stnff cO~lf€'rellces, it must be 'able 

to conceptualize the oPG~a~ion[ of an institution and 

adequately relate this to tjeory from the behavioral 

• sciences. It is through such relationships that an index 

of program effectiveness, validity, and reliability can 

• be established for further focused staff training -- in 

addition to treatment program modification. 

A second point concerning staff training is especially 

• apropo to the I.I.S.B. setting. The relative compactness 
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and smallness of the institution (compared to other 

general I.Y.C. units) makes it essential that·administra-

tion participate fully and provide strong endorsement 

for the goals, methods and peculiarities of staff training 

programming. It is obvious that administration can proba-

bly give little "real-time" to the program, but an 

individual whose responsibility is staff training should 

be in a position to structure that portion of the administra-

tor's time available in the most effective manner possible 

for the program; for example, an occasional discussion 

involving cross-occupational groups at I.I.S.B. with the 

administrator and an outside consultant. Here, the moral 

support of administration is given to the staff trainer 

as well as an implied attarJmtent of importance to what is 

being presented, (I~ i~ obv~ous that such kinds of 

meetings could be qui~e t~aumatic, although not necessarily 

unproductive to staff tra..Lning, if the consultant and 

administrator were in substantial disagreement. Some 

caution in matching is suggested. 

A third poin~ concerns institutional programming both 

in terms of managerial systems and stated or real goals. 

Perhaps at I.I.S.B., more so than in any other Illinois 
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Youth Commission facility, the procedures, goals, 

and philosophy are most susceptible to identification 

and therefore for investigation, evaluation, and reformu-

la·tion. In part, this is due (a) to the compactness of 

authority structure within the institution and (b) to 

the inability of I.I.S.B. to"pass the bucle" by transferring 

youths who cannot be tolerated in a given institution, 

th tt ' For the agency, Sheridan is the end-to ano er se ~ng, 

of-line for institutional and community incorrigibility 

or acting-out behavior. Therefore, I.I.S.B. must Eroduce 

a program which can encompass the most extreme anti-social 

behavior as well as construct a model for rehabilitation 

and treatment. While no such program has been formally 

spelled-out either in . fl',; ine,titub .. on 01: in the parent 

agency, my observaticn ~: .. B th-)t circumstances at I.I.S.B. 

(including a cooperative administration, especially) 

would pernit a researcher to do interesting, potentially 

productive work in this setting. By the same token, it 

is quite likely that appropriate staff training, internally

controlled but with substantial outside help from the 

parent agency, would be accepted and endorsed by I.I.S.B. 

administration. 

• 112 

I 
I· A final point co~cerns the ironic situation in 

which we find this most-closed institution participating 

more fully than any other maior aqency facility with an 

• outside aqency in a systematized and integrated manner. 

The cooperative program with the Illinois Division of 

• vocational Rehabilitation is a workable and working 

activity which is considerably removed from the stereotype 

that exists for many that I.I.S.B. is a "prison for kids". 

• It is possible that, in light of the above, I.I.S.B. 

would be a good location for an N.I.M.H.-·funded demonstra-

tion-project in treatment of juvenile delinquents . 
• -11 

certainly, staff training could we~l be crucial in such 

a program to permit fullest development of the demonstration 

• program's potential. 

'! • .Jther 8ubuni ts 

Four other di vi.1ions of the Illinois Youth Commission • 
were not investigated beyond a brief review. Therefore, 

we are not in a position to comment upon staff training 

• practices of these units. 

• 

• 
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• b. Soma Fur'cher Comments --_ .. _-----_._----- • By far the greater reaction, however, has been one of 

Since the original ?reparation of this report real interest and a positive willingness to re-examine 

during the summer of 1967, a number of changes have taken 

• old philosophies and methods in the quest for greater 

• place within the agency and its staff-training program. operational effectives and economy. Thus, we feel this 

In terms of the latter, agency efforts give the appearance report has already partially served the needs of Illinois 

• of moving towards an attitude of greater priority for • corrections generallYi and the Illinois Youth Commission, 

staff in-service training. A number of activities could in particular. 

be pointed out t as well as agency-wide interest. However, 

• our feeling remains steadfast that the agency can be • 
best served by a coordinated agency-wide program of staff 

• 'I. 
development which will take into account all the many .,. • factors in Illinois Youth Commission operation. Therefore, 

we must again strongly advocate formal implementation of 

a state-level coordinator position with the responsibility • 
and adequate authority for agency staff-training. 

Specific recommendations are outlined in the Appendix of 

this report. • 
One other comment needs to be made. Recently, this 

report has been the subject of considerable discussion • 
by agency personnel. Insightful and provocative comments 

have been elicited from staff and administration. And, 

there has been a small amount of emotional hostility. • 

• 
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• Recommendations For Agencv Staff Training Programming 

In this section, the writer proposes to make a 

number of recommendations having relevance for staff 

• training in the agency and its dividions. Each recommenda-

tion results from careful consideration of the total 

• agency, its resources and programs, and the place of 

the Illinois Youth Commission in relation to overall 

society. There is an intended consistency and IIbuilding-

• on ll quality 'l:o the recommendations since the writer must 

believe that only through such an integrated approach can 

staff training be effectively meshed with agency treatment 

• .J.' 

programming. 

As was mentioned previously, this report is the 

• work of one individual ana d~es not reflect official 

endorsement b~ any other individual,grouPI or organization. 

The recommendations which follow are predicted upon this 

• assumption. 

1. It is recommended that the Illinois Youth Commis-

sion establish the position -- Coordinator of Staff Train-

• 
ing and Program Development. This full-time position 

should be occupied by an individual having adeguate train-

• ing, background, and motivation to successfully initiate 
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and follow-throuqh in a statewide program. Further, it 

is recommended 

a. That this position be full-time: 

b. That this position be directly responsible to 
the agency chairman; 

c. That it be adequately funded for state-level 
functions through the state central office; 

d. That this position, in its relation to agency 
divisions. be advisory -- but with substantial 
powers of persuasiveness, 

d 
e. That the person in this position have overall 

responsibility (subject to the Chairman's 
approval) for survey, design, implementation, 
and evaluation of an agency-wide staff training 
program; 

f. That the person in this position serve as an 
advisor and con3ultant to the Commission and 
agency division in matters of staff training 
and program development, 

g. That the person in this position on "the basis 
of initial and continuing surveys of agency needs 
related to staff training, suggest for approval 
by facility administration (or agency adminis
tration when major changes are indicated) 
modifications of training in terms of focus, 
quantity, quality -- particularly as it will 
effect achievement of agency or facility goals; 

h. That this person will serve as a consultant to 
the agency staff in their planning and develop
ment of new treatment programming, and the 
preparation of proposals for new programs (in
cluding those involving federal grant applications): 
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2. It is recommended that each division and large 

unit of the Illinois Youth COIDgtission have an individual 

whose major responsibility is staff traininq and program 

developmentu Further I it is recommended that, as a 

minimum: 

a. The following units warrant consideration for a 
full-time person: 

Illinois state Training School for Boys 
Field Services Division 
Forestry Camp Division; 

b. The following units warrant consideration for 
sharing of one or. more full-time persons: 

Reception-Diasgnostic Center 
Special Education Schools 
Training School for Girls 
Industrial School foT. Boys, 

c. Such persons be directly responsible to the 
division or unit administrator, but also with a 
direct link to the state-level Coordinator of 
Staff Training and Program Development; 

d. This position and its activities be funded from 
local budgets supplemented, where necessary 
and appropriate, by central office funds; 

e. Persons in this position ascertain definitively 
those areas needing training activity, arrange 
an appropriate training program with administrative 
approval, implement q and provide evaluation devices 
for such training; 

f. The persons assigned to these facility training 
positions be selected by the facility administrator 
(with concurrent approval of the aqency-level 
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Coordinator) in terms of insightful, persuasive, 
motivated capacities -- and that the person 
selected be imaginative; 

g. The persons so selected be encouraged to utilize 
outside-of-agency resources in staff training. 

3. It is recommended that serious consideration be 

given to the establishment of a separate Training Center 

for all staff levels adjacent to or part of (but semi-

independent of) a current facility, to provide orientation, 

continuation, and special training. Further, it is 

recommended 

a. That the facility be attached to a current 
facility for physical support, but that organization 
and administration be semi-independent; 

b. That the facility be organizationally-designed to 
provide various types of training: orientation 
of new employees; all forms of in-service 
trainingi refresher courses of various duration; 
experimental tra~nil'~0 app~oaches i 

c. That the facility be staffed by one permanent 
cadre and rotating trainers (and similar persons 
having special knowledge) from the various divisions; 

d. The federal-funding be sought to help support the 
first two-three years of operation; 

e. That the facility programs be particularly designed 
to facilitate new agency programming in terms of 
treatment and rehabilitation methods; 

f. That, as a minimum, each agency employee having 
substantial client contact have a refresher 
course (of varying contents) each three years at 
the facility; 
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g. That a major emphasis of the Training center 
be to provide appropriate in-service training 
programs in the field. 

4. It is recolnmended that, in the light of a severe 

shortage of qualified counseling professionals, considera-

tion be qiven to redefininq the non-professiona~s role to 

include a counseling function; and, to be most effective, 

appropriate training be provided to learn and support 

this new role. Further, it is recommended 

a. That the agency provide, through its Coordinator 
of Staff Training and Program Development, a 
systematic training plan for non-professional 
staff having substantial client contact which 
will increase their competence for counseling 
within specified perimeters of action; 

b. That training be conducted wherever most economi
cal and convenient, by both agency staff and 
outside-of-agency consultants, 

c. That advanced counseling training be provided 
those non-professionals showing particular 
capacity for this function -- and that additional 
motivation be provided in terms of such factors 
as salary increases, new personnel code titles, 
and so on; 

d. That the new role be psychologically-supported 
by agency and division professional staff 
through conferences, lectures, outside consultant 
acquisition, and so on. 

5. It is recommended that the Illinois Youth Commission 

go beyond its own staff, wherever appropriate, to obtain 

necessary consultant and/or instructional staff for staff 
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training proqramminq. Further, it is recommended 

a. That, when economically feasible and programa
tically desireable, outside-of-agency consultants 
be sought on a temporary or continuing basis for 
staff training activities~ 

b. That federal agencies concerned with social welfare 
programs be canvassed for grant or consultation 
assistance in staff training, 

c. That a permanent liaison be developed with one or 
more colleges/universities having ~ubstantial 
interests in the area of corrections, as an aid 
and guide to staff training; 

d. That preliminary steps be explored in the develop
ment of a regional training center to serve several 
states, selected employee groups with specific 
training situations apropo to juvenile corrections; 

e. That the idea of recruitment and training 
volunteers for selected work-situations within the 
agency divisions (youth-con~act situations) be 
explored, especially as regards the type of train
ing most suitable~ 

f. That the developme~t 0f a permanent volunteer 
cadre of special t:'::<"1inen: from without the agency 
be explored. 

6. It is recommended that the Illinois Youth Commission 

encourage students interested in juvenile corrections as a 

professional career throuqh a carefully planned program of 

stipends and work exper iences. Further" it is re90mmended 

a. That stipends be made available, consistent with 
available funding, to students engaged in the 
internship pbase of professional education (social 
work, psychology, sociology, rehabilitation 
counseling, ,activitY,therapy, recreational therapy, 
and professlonal buslness management) ; 
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b. That stipends be made available in a few cases 
to students who are engaged in training for the 
fields listed above, but who have not yet reached 
the internship stage; 

c. That internships for the professional fields 
listed above be made available (and be encouraged) 
within the agency and its divisions, and that 
~ompetent staff devote adequate time to give such 
students approprjate supervision; 

d. 

7. 

That the agency make available to institutions 
of higher education the agency and division 
as a training ground for students in fields having 
interest appropriate to agency functions (and 
consistent with agency and client safeguards, 
economy, and administration) • 

It is recommended that strong consideration be 

given to that development, distribution, and implementation 

of an agency policy and operating manual. Further, it is 

l"ecornmended 

a. That such a manual(s) be written to definitively 
state agency and division goals, policies, and 
procedures i 

b. That such a manual(s) be written in terms which 
are practical for all concerned levels of agency 
staff., 

c. That all manuals be kept current, both by the 
agency and by individuals receiving such manuals, 

d. That manuals carefully spell-out the agency and 
division staff training programs in broad, but 
workable terms. 

G. It is recommended that the Illinois Youth 

Commission consider an increased program of staff training 
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Futher, it is recommended 

a. 

b. 

c. 

d. 

e . 

f. 

~hat staff training be viewed as a priority item 
~n agency and division administration~ especially 
~nsofar as agency treatment programming effectivity 
~s concerned; 

That ~~~~~ be allocated from state central office 
and d~v~s~on budgets to ensure at least a minimum 
program of focused training and program development; 

Th~t situations b~ sought in agency programming 
wh~ch could benef~t from strengthened staff 
training activity, and that such training be pro
vided. 

That training priorities be established within the 
agency and divisions, with the final pattern 
providing a systematic and integrated approach to 
the total agency program, 

That sufficient material and monetary resources 
b~ made available for staff training to make it 
v~able and continuing activity, 

Tha~ ~valuation devices be built into all staff 
tra~n~ng programs witnin the agency, to the end 
that training may be reformulated as necessary 
to meet new needs and problem areas. 

9. It is recommended that the Aillainistrative 

.;;s;,..;e;;;.:;r;;..v~i-=c:..;:e:.::s~D:::.:::.i..::.v-=i:.!:s~i~0~n~.s:e!1:9i!:~q::L:§,-.-:!:';E!.......!:~~~2':'§ f 
_.J. serlE.S 0 activities, co-

.;:o:.=r:...:d::.:l~' n:.:.:a::.t.:::.e::::..::!d~w.::i~t;!;h~t:.!h.:.!:e~e::.:f!::,;f:!::.." o~r£::2:t.§s_E~~t:.!h~..9 e Coordinator, designed 

to aid in operationalizing a d t' - _ n suppor ~ng an agency-wide 

staff training program. 

a. That the Personnel section develop mechanisms 
~or materially demonstrating the agency's 
~~terest in having all staff successfully parti
c~pate in training; 
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b. That the Public Relations section develop 
a series of economical information pamphlets 
for intra-agency and outside-of-agency 
distribution, 

c. That the Supervisor of this Division explore 
arrangements for a system of shared time and 
shared cost, especially for items/services 
which are very costly or in short supply. 

10. It is recommen§ed that, as proqram change or 

demonstration programs aFG developed, the needs and 

advantaqes of appropriate staff traininq be built-in to 

the planning and implementation phases . 

11. It is recommended that, in conjunction with 

the agency public relations staff, an intensive and 

well-qrounded internal information proqram be promul-

gated amonq aqency personnel. 

12. It is recommended that special attention be 

given in all phases of staff trDininq to the continued 

integration of aqency division functions as they bear 

on the continuum of youth involvement with the agency. 
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