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PREFACE 

Volume III, titled "Development of Youth Arbitration Models: 

For Prog1::~m and Evaluation" was prepared to address, t~e issue of 

program replication in the area of demonstration services for status 

offender diversion. The issue of replication in the evaluated non-

legal juvenile diversion project, (outside the traditional juve-

nile justice system) known as the youth Arbitration Center (YAC) 

was developed through the critical analyses of the project's basic 

model components for: 

1. program services and 
2. program evaluation 

The results of the analyses are the models for program services 

and program evaluation presented respectively in Parts I and II of 

this Vol.ume. 

Part I, Model for Program Services, examines the youth Arbi-

tration Center's service strategy to include its intervention methods 

and assumptions, and its operational guidelines for organization, 

management and client interaction in the context of YAC's stated 
. . 
problem and goals. Part II, Model for Program Evaluation, similarly, 

explores the design, techniques and level of analysis implemented 

to evaluate YAC's effectiv.eness of service intervention and program 

operations. This report, Volume III, should be reviewed indepen- . 

i 
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dently and using Volumes I and II as a reference for more explicit 

examination of caseflow data, client characteristics and instru-

mentation developed for evaluating the YAC project. 

It is 'the evaluators' conclusion that the Youth Arbitration 

Center does provide crucial youth and family services to the status 

offending client without "widening the catchment net" of the tra-

ditional juvenile justice. Thus, YAC has become a viable alterna-

tive tQ and for the court, the school and the family. 

;\ . 
. ' .. 

'. .~ 

.... 

ii 

I.. INTRODUCTION AND BACKGROUND 

Law Enforcement Assistance Administration's (LEAA) funding of 

s~tus offender programs was authorized by the Juvenile Justice 

~d Delinquen~y Prevention Act of 1974. These programs were de­

signed to divert juvenile status ·offenders ~rom the entire juvenile 

justice system through termination of contact with the juvenile 

justice system and referrals to no~-sy.stem agencies. The diver­

sion process occurs.at any point between referral (or apprehen-

sion) and adjudication. 

The status offender, often known as a person in need of 

supervision (PINS), is a juvenile whose offense behavior would be 

noh-criminal if he were an adult. Examples of status behavior 

would include truancy, runaway and being ungovernable. The Ju-

venile Court was established to impact on such acts that may pre-

dict later delinquency if not addressed immediately. The intent 

of the 1974 Juvenile Justice and Delinquency Prevention Act was 

to provide still other avenues for positively and immediately 

dealing with the problems of juvenile crime and pre-delinquent 

l?ehavior. 

On September 1, 1975( the Washington Urban League (WUL) re­

ceived a grant from LEAA to establish the Youth Arbitration Center 

(YAC) demonstration project which would provide voluntary diver­

sion services to at least 400 Washington status offending youth 

over its first two years of operation. YAC was viewed as a .de-

iii 
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monstration model,· in this regard LEAA included the requirement for 
.. 

a simultaneous evaluation program as a subcontract to the WUL grant. 

Through the competitive bid process the subcontract to provide an 

e~aluation of the YAC effort was awarded to the Black Affairs Center, 

~nc.: For Deyelopment and Leadership in the Applied Organization and 

Behavioral Sciences (BAC). 

This paper on Youth Arbitration Models Development, presents, 

in two parts, BAC's assessment and refinement the Youth Arbitration 

Services Model and the Evaluation Model developed by BAC to assess PART I 

program effectiveness. These models are presented by the evaluator 

in response to LEAA - OJJDP's Special Conditions for Demonstration MODEL FOR PROGRAM SERVICES 

Programs paragraphs 10 fu.d 11, to the District of Columbia's Office 

of Criminal Justice Plans and Analysis for Grant Number 77-DF-99-0026. 

iv 
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II. THE YAC PROGRAM MODEL 

The philosophy that seemed to guide the development and or­

ganization of the YAC Model was that the pre-adjudicated status 

offender was in need of a responsive support system outside the 

traditional juvenile justice system. YAC determined to be a 

support system to area status offenders through the provision of 

socia.l and' psychological services, educational reinforcernents, 

and programs created to enhance family interaction and under-

standing. YAC saw its responsibility for diverting youth from 

the traditional correctional system as a vital support to the 

youthful status offender and the total COI!'.muni ty . 

The spel.:_fic attainment of this support system comes through 

crisis intervention, family counseling', tutorial work, f;ield trips, 

and the like. This paper will examine the methods and techniques 

employed in the YAC model ov~r the past two years in the provision of 

a community support system for status offenders. The strengths and -weaknesses of various procedures will be noted. Suggestions for 

modification and/or enhancement of the model will be presented. In 

all case's ," ~e Washington Urban League's service deli ve'ry model as 

~alyzed by BAC, will be the point of departure in this analysis with 

the paramount goal being to highlight its strengths and suggest ~ays 

to decrease the Program Model's weaknesses. 

Objectives and Components 

The Model for service delivery devised has several key compo­

nents Wlder the broad operational u."1itsof "clinical" and "arbitra­

tion" services which merit description and ~iscussion in this pre-

- 2 
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sentation. 'l'he specific program objectives which comprise YAC's ! ! 
voluntary, non-legal service delivery mod~l are: I 

The provision of a viable alternative to juvenile court 
processing of non-delinquents in trouble. 

_ The improvement of interpersonal relationships between 
the youthful offender and his family. 

The provision of short-term crisis intervention services. 

_ The determination of whether decentralized, free services 
for the offending youth and his family will decrease 
further family problem~ or delinquency. 

The assessment of the viability of mediation and arbitra­
tipn as techniques in the r~sol~tion of family conflicts. 

_ The evaluation of the use of ,other families as temporary 
shelter homes for status offending youth. 

The program components designed to meet the above objectives are 

described below. 

A. cri~is Intervention 

According to the Youth Arbitration center's evaluation study and 

its program narrative, on a twenty-four hour, daily basis the Center 

accepts referral calls and in most instances responds in person to 

request from local families and court authorities to intervene in 

crisis situations. The immediate objective in responding to these 

crisis is to resolve the presenting problem. If this cannot be ac-

complished during one contract, other project servi.ces are offered. 

The initial contact and interview withYAC is usually in time of 

crisis - an event has occurred, a youth is involved, and family/ 

personal stability is threatened. More often than not these calls' 

come from official agencies rather than individual family units. 

(See Evaluation Volume I's ani!llysis of. referral. sources). 

3 
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B. Arbitration and Mediation 

A unique feature of the YAC has been to combine, traditional 

family counseling strategies with arbitration and mediation. 
A 

special effort is made in each case to bring the principle par-

ties in a dispute to the "bargaining table" as equals. For in-

stance, if a youngster and parent are feuding,beca1lse the youngster will 

not respect parental curfews, mediation as equals m~Y'help. The 

two can p;esent their cases with the support of YAC staff advo-

cates, gain insight to problems of the other reac~ a contracted 

temporary solution, and usually proceed to short-term family coun­

seling that will yield a mor~ permanent solution. 

The Arbitration hea~ing is a last resort for YAC, but it can 

be effective -and by nature- compelling and binding. YAC's arbi-

tratcr has the authority to make a decision that is bin~ing on the 

parties to the dispute if they are to remain in YAC's voluntary pro­

gram. Involvement in the program itself has to be judged rather 

highly if arbitration is·to be a work~le program component. As 

with mediation, arbitration is followed up with other appropriate 

support services. 

C. Family Counselin[ 

Unlike other diversion efforts the YAC model and staff ~mploy 

a familY-gentered counseling strategy. This is in contrast to many 

programs which are strictly child-centered in orientation. The 

assumption which guides fami'ly-centered counseling is that the child's 

.... probl· em ... l.' S merely a fl t' f f . . re ec l.on 0 aml.ll.al "problems'" and that 

only through concerted family efforts can family "'problems" be eli-

.. 4 

minated. h b part of the 'YAC caseload •. the entire When a yout ecomes a 

family unit becomes the client. 

To support this orienta'tion, YAC counselors are flexible in their 

scheduling of conferences, sessions, and other support activities. 

The convenience of the client group is of most importance to YAC staff, 

. be schedule_d on lunch hours, after 6:00 p.m., and at so ,sessl.ons ,may 

family homes when necessary. 

D. Emergency Shelter Care 

Because YAC does not operate from a group shelter home (as do other 

diversion programs), provisions were made for temporary, emergency shel-

ter care. These are: 

Licensed group shelter homes for a maximum of two days; 

Temporaryplacement in the home of a relative or a close 
family friend; 

Temporary placement in the home of a non-related family 
recruited and trained by YAC to handle emergency situ- ' 
ations. 

E. Educational Services 

Educational services are provided as a regular part of the YAC 

The educatiohal coordinator plans the overall educational program. 

program and designs ~pecific assessments and activities to meet the 

needs of individual youth. These include ongoing liaison activities 

between YAC and the schools, educational guidance and direction for 

youth and.their families, testing, and tutoring. 

YAC youth are carefully prepared for re-'entry into public 

schools or for the G~neral E~ivalency Examination if appropriate. 

An educational curriculUm is devised and contracted for those young­

sters who do not immediately return to school. In all cases, moni-

5 
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toring is close and consistent. 

The focus of the tutorial program is the upgrading of basic skills. 

This upgrading is base4 on tested competency needs of YAC clients. 

Volunteers and student aids are used in the delivery of needed ser-

vices. 

F •. Community Resources 

YAC clients need much more than the Center alone can offer, so the 

community is continuously surveyed with reference to resources. 

sources are especially useful in the following areas: 

- Emergency Overnight Shelter 
- Employment Development and Vocational Counsp-ling 

Child Care Services 
Recreational and Socialization Activities 

- Medical_and Dental Services 
Clothing, Food and Social Services 
Legal Services 

- Alcohol and Drug Rehabilitation 
- Consumer Information/Protection 

Re-

Diagram I details the ideal client flow through YAC. A cl.ient's 

contact with YAC is designed to last on a intensiv~ basis for only 30 

t9 90 days. Follow-up will last up to one year after intensive con-
- .. : . .:. .. 

"tact is terminated. "" 

The simpl~city of Diagram I may cloud the "many processes that 

occur when a youngster and his family become a part" of YAC's clientele. 

Actually the flow of a client through YAC can be unclear and not so 

. " 

smooth at .many junctures. 

For instance, abused and/or neglected youngs~e~s may come to the 

YAC program for other referia~ reasons and other after several days 

may also be referred to the Department of Human Resource's (DHn) Pro-

tective Services Unit. This youth may remain a YAC client and DHR 

6 
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client simultaneously. 

Other cases may not be amenable to mediation or arbitration, and 

prescriptions for clinical services may be developed based on tests, 

interviews, and the like rather than arbitration strategies. 

DIAGRAM I: YOUTH ARBITRATION CENTER IDEAL CLIENT FLOW 

Crisis Situation: 
reportel to YAC 

PINS 
" ) 

YAC counselor assigned 
Emergency Shelter pro­
vided where necessary 

Clinical or Arbi-t:ration Prescription 
Activities Initiated ~ Followed 

t 1 
Prescription Made 
-Family Counseling 
-Educational Services 
-Other Community 

Resources 
-Psychological/Aca­

demic Assessment 

7 

-Counseling of 
30-90 days 

-Educational 
Activities Pursued 

-Evaluation 
-Follow-up to one 

year 
-Return to School 
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II.I. YAC S'rAFF AND MANAGEMENT 

A well-trained staff is needed to make the many fine distinctions 

such a diverse client group needs in terms of service and follow-up. 

YAC has been organized and staffed around service components. The 

. project has a community resource specialist, clinical supervisor, 
, -

arbitrator, family counselors, advocates and educational specialist. 

Project research a~d evaluation efforts as ~ell as staff development 

and training are contracted outside of YAC. A project director co­

'ordinates the- activities of all employees. 

Operational guidelines as implied in Diagram I above suggest the 

~ 

need for project service components as well as clear areas of responsi-' 

bility. Prescriptions for specific services to clients are filled by 

,three of the fuux compo~entz. The fourth component-arbitration- ideally 

interacts with the other three in setting clinical/educational goals. 

The possibility for open communication between, within, and across the , . 
components is essential for answering the kind of clien~-related ques­

tions and needs for which YAC is set up. Projects such as YAC often 

·have to sacrifice s~e organization/management effectiveness for the 

ultimate good of the client. This is particularly so during apro­

gram's start-up years. In the long run, however, such sacrifices are 

beneficial in te~s of management and-budget because they do increase 

the number of client successes. The YAC organization is designed for 

effective client service. 

The duties of each are probably apparent from the job titles. 

Briefly the project director has been responsible for: 

8 
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Monitoring all activiti~s and conditions of the grant 

- Assuring that project objectives are met 

Supervising all project staff 

Developing a viable public relation program 

Coordinating essential support services 

Attending relevant conferences and meetings 

Coordinating project activities with LEAA a'fficials' 

In~uring that fiscal controls are adequate 

- Monitoring research effort 

Insuring privacy of clients 

Coordinating with state planning agency, OCJPA 

Developing new approaches where necessary 

The £ommunity resources specialist serves as a liason between the 

project and-community service agencies negotiating for and aC,quiring 

needed services for YAC cl~ents. Th ·t _ e commun~ y resources specialist 

makes available housing, clothing and the like, and other services to 

YAC clients. 

The clinical supervisor is responsible for planning, .ini tia ting , 

and'managing all 'appropriate clinical services and the'administ~ative 

eff?rt' required to fulfill the obje~tives for which YAC is organized. 

,The clinical supervisor works, c.losely with' family counselors and 

youth workers in coordinating the services plan' and contact with YAC 

families. 

Under the supervision of the project director, the arbitrator 

will establish and maintain a process for mediation and arbitration for 

project family dispute settlements. The arbitrator will establish a 

system of rotation and coordination of family advocates for disputes .and 

9 
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, the provision of appropriate training for staff advocates. 

The ~ducational specialist designs, develops, and implements 

remedial education services for the specific needs of project youth. 

\ 
This person also administer tests where appropriate, recruit_~ ;'{olun-

.. , ~ 

teer tutors and acts as liason with the public schools so that YAC 

clients can make smooth adjustment or re-entry to school system. 

Diagram II is the YAC staffing pattern. 

DIAGRAM II: YOUTH A..'RBITRATION CENTER STAFFING PATTERN 

Proj~ct Director I 
! 

Clinical Arbitration 

" 1 
Services Volunteer 
Emergency Shelter Tutors 

Training 

(Contract) 

Family Psychiatric 'Psychological Social Service 
Counselors Consultants Consultants Aids 

IV. PROJECT STRENGTHS 

" 

Most of the available literature on diversion .. programsfor status 

offenders suggests that voluntary communit~ - based and community-sup-

, ported programs are viable al.ternatives to the traditional juvenile 

justice system, particularly, for serving the needs of status offenders 

and may inpact juvenile crime and anti-social behavior. A major strength 

10 
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of the Washington Urban League's Youth Arbitration Center is its re-

liance on community support and resources. The staff of YAC has been 

fairly successful in developing a working relationship with and getting the 

community involved in the provision of services and the resolution 

of problems. Because of this, YAC is seen as an integral part of the 

immediate community and its structure. 

The use of various crisis intervention strategies that are imme-

diate and workable is another str~gthof YAC. The first contact with 

YAC is another strength of YAC. The first contact with YAC is a de-

signed interview to get to the heart of the problem right away. While 

YAC values data and case study materials, the crisis is handled before 

data are collected where necessary. Most people in crisis find this 

approach very helpful and acceptable. Furthermore, some relief is 

offered the client in erisis immediately enhancing the 'client's view 

of YAC. ,Clients begin to believeat first contact that YAC can and will 

, ~el.p in the resolution of their crises. This is 'an important asset 

.,' 'for further service involvement in a voluntary setting. Similar pro-

jects might benefit from this approach. 

A third project strength is t4e family-centered approach to coun-

seling. The. posturing of counselor to client via the entire family 

unit is not a new strategy, but for some, agencies it has become for-

gotten strategy. It is refreshing to see it advocated and~tilized 

by the WUL-YAC. Its use suggested strongly to the youthful client that 

responsibility for the offensive behavior will be accepted by the family 

unit and the client; it suggests that there are support systems avail-

able to the client beginning with the family. 

11 
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For some clients centering on the· family may be detrimental to the 

treatment/counseling task. This is"because some families are not 

supportive of the youthful offender and may even resent being involved 

in the counseling procedure. In these instances individual co~.seling 

is available. The experiences of this evaluator are, however, the most 

hostile, non-coopera~ive family units can be won ove~ when the counse­

lor is patient, supportive, and frank regarding the 'benefits of family 

co~seling in the long run. 

~le gets the impression that for those few cases where patient 

does not win- ov~r- . the .family, -the :.YAC clinical supervisor would with 
]I 

the family counselor make a determination to pursue individual treat-

ment. Consistent monitoring of cases through staff conferences is a. 

key of the YAC program and essential to the positive utilization of 

family-centered counseling and therapy. 

The fourth strength to be highlighted in this cri tis.ue of the 

WUL-YAC is the Center's use of mediation and where necessary arbi-

tration. Mediation impl~es strongly a commitment to the individuality 

and equality of all principles to the disputes referred or that YAC 

learns about. Most of these disputes are between parent and child 

and can be characte~ized by failures a~ one level or another for the 

individuals in 'the dispute to communicate. Mediation handled by 

b:ained counselor advocates is an effe.ctive technique for discarding 

sta'tus. differentials, ,ev~n if only"temporarily, and opening lines of 

communication. YAC is to be applauded for attempting this strategy. 

The" use of arbitration, as a last resort, is also to be applauded. 

Its enlployment as the final approach to short-term intervention clearly 

12 
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demonstrates to the client and family that a decision will be reached 

and that YAC is not reluctant to impose standards on the participating 

individuals. The major weaknesses that many observers note in youth 

oriented programs are the failures to establish clear and agreed upon 

standards of socially, acceptable behavior for clients, their fami-

lies, and the staff involved. YAC is to be commended for employing 

this option along with mediation and clinical services in the re-

solution family crises. 

Another strength to. be noted in this description of the YAC ser-

vice delivery.model, is the diversi'ty of internal and external resources 
} 

available to the program making it possible to devise several different 

treatment plans for agency clients. Many similar programs rely on only 

one or two approaches to treatment - tutorial or recreational - and miss 

the rich possibilities working with the co~~unity can yield. (A full 

analysis of'YAC services rendered is available in Volume I of the eval-

uation ·report). 

A final strength in terms of management should he discussed. The 

delineation of four clear project components based roughly on the ideal 

client flow is a significant note of progress. All clients receive some 

services. from the arbitration component; other components become involved 

in relationship to specific client-related' service prescriptions. While 

separate project component personnel communicate on cases, areas of re-

sponsibility are fairly clear and precise. 

The six.most outstanding strengths of the YAC service delivery 

model noted above are by no means all of the project strengths one 

could observe. These are the major strengths .and perhaps unique fea-

tures selected for comment here. Another 'judge~may have selected other 

items. , 
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v. ,PROJECT WEAKNESSES 

As above any number of project attributes could be singled out 

and judged to be weaknesses. In terms of this crituque three areas 

of emphasis seem particularly noteworthy. 

This first weakness is that the construction of the service 

delivery model, the progress ofa case through the YAC system is not 

clearly tagged for the purposes of ca.se monitoring. Check points 

for periodically determining the appropriateness of a particular.treat-

ment.plan.for.a client were not clearly located. Nor was it clear 
l' 

how case "conferences, psychological and psychiatric consultants, and 

in-house clinical supervision would be used in monitoring client pro-

gress through the service contract. The diversity of services noted 

above is a strength, but it does, however, require careful monitoring 

to be effective. Techniques for such client and resource monitoring 

are clearly apparent in the service delivery model. 

A second area of weakness concerns the assumption that media-

tion of status offenses can occur best .in the context of the family_ 

The model for.mediation presented does not include mediation between 

outside officials.particularly the school and the child., Many status 

offenses do occur as a response to poor c~mmunication between the youth 

and his family; others as seen·in the ~AC evaluation do occur as a re-

sult of poor communication with outside officials such as the teacher, 

principal, or neighborhood store keeper. The service delivery model 

does not'spell out how the latter disputes can be handled through YAC 

mediat·ion. 
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The third project weakness to be l~sted h • ere concerns the utili-

zation of outside consultat~on. It' • ~s not clear how' outside con-

sultation on project research and evaluation, staff development and 

training, and case assessments will be used and monitored. This 

cO~Pled with non-specific lines of communication between staff could 

create serious management, problems for the YAC project director. 

Well selected consultants are a boon to any project but where their 

role is unclear problems do emerge. Management has to be very seni-

tive to staff needs and the fact that consultants are often viewed 

as a threat to staff competence. It is no secret that staff see 

outside consultants as being 'used when the staff is inadequate. This 

is, of course; not true, but the m th '1 y preva~ s among staff. One 

way to decrease these problems is ~o clarify the consultant role, 

task and integration of their work with that of the staff. 

Weaknesses ~n YAC • management are not damaging, but their 

elimination would certainly increase project effectiveness. There is 

not clear client intak~ unit in the organization/management scheme 

of YAC, 'nor is it clear how client.intake is monitored. This moni-

toring proGess seems to be handled 'f 11 b ~n orma y y all project component 

supervisors. From the perspective of a demonst~ation project, such 

~ critical area should be formalized and measurable lines of communi-

cation established. 

In the same vein, the location and management of the 24 hour 

referral service is not identified in the organization chart. This 

is a key serivce h w ose management ought to highlighted. 

~he emerging role played by the arb~trat~on 't • • un~ , at YAC suggests 
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that it ought to be more clearly integrated in terms of its rela-

tionship to other project components. Two purposes 'would be served 

through this refinement: (1) the functions of the arbitration might 

then specifically include intake, anq (2) clarity of roles and re-

sponsibilities would be increased. 

Finally, an area of project,weakness is the failure to specify 

how disputes within and between service components,regarding client 

treatment/progress would be h~ndled. It appears that such disputes 

are handled by consensus'reached after team consultation with the 

project ~irector acting aS'final arbiter on client disposition. 

Again, it is imperative to note that weaknesses in YAC manage-

ment are not damaging, but areas fo~ l~provement elimination would 

increase project effectiveness. 

VI. SUGGESTIONS FOR INCREASING PROJECT EFFECTIVENESS 

While YAC is viewed as innovative, effecient, and posi~ive in 

this presentation, 'any effort can profit from suggested refinements. 

Four such'suggestions are outlined'below. 

A., Use'of Volunteers 

The YA~ mo4el has built'in'the use of community volunteers for the 

~eliveryof various services~This community-based orientation to 

servi~e delivery. is hera~ded elsewhere in this document. One way to in-

crease the usefulness of community-based volunteers would be through the 

d~velopment of a volunteer family buddy system. Many.of the family units 

YAC has 'contact with are experiencing a crisis around the youthful sta.tu~ 
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offender's problem. In addition these families are probably troubled 

by long-term· situations that the behavior of one family member merely 

highlights. A community family "buddy" can be train.:!d by YAC staff 

to listen reflectively, provide problem-solving skills, and refer 

more difficult problems back to YAC. The first suggested addition is 

the more creative use of community-based volunteers through the de­

velopment of a family buddy system. 

B. Ext,'andedUse of Peer Counseling and Mediation 

Counseling and mediation, as occasionally used with YAC's educa­

tional tutoring, by ones peers can be an important vehicle for build-
]I 

ing trust between the youthful status offender and YAC. As discussed 

above YAC start can trained teenagers to listen reflectively to the 

concerns of their peers, provide problem-solving~ and refer more diffi­

cult problems to YAC staff. Peer group counseling has been used effec­

tively in many locations and is offered as the second suggested refine­

ments to the YAC service delive~y model. 

~ •. lffi Expansion of Internship Experiences for Howard University and 
University of the District of Columbia Students 

A labor supply not always 'used well is that provided by local 

institutions of higher education and training. Arrangement for course 

credit and/or internship experiencse should be worked out with the 

~ppropriate departments and professors so that college and ,graduate 

• rewar e ~or these services students can be creatively ;nvolved and d d & , 

and, learning experiences. Students can provide counseling, big 

"brother/sister" activities, chaperone where necessary, be alternative 

career models, and generally be available to enhance YAC staff ser­

vices and skills. This is the third suggested addi ticm •. 
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D. Alternative School Experiences 

Eventually YAC and other diversi~n programs will have to seriously 

confront the needs 6f status and juvenile offenders for alternative 

school e~periences. Many of the problems YAC clients have --as seen 

in the Evaluation reports-- are the direct result of non-productive 

exPeriences with the traditional and at times insensitive school 

system; It seems foolish to force these youngsters back into a 

system t~at has proven negative for them. YAC, particularly with 

the Urban League's'past experience, can develop and provide alternative 

academiqlexperiences for youthful offenders. 

VII. A NOTE ON COST EFFECTIVENESS OF YOUTH 
DIVERSION PROGRAMS 

Few documents such as this evaluation would be considered complete 

without at least a little attention being paid to the "economics" of 

such efforts. 

Do youth diversion programs such as YAC make economic sense? Sadly. 

a definitive answer for this and other diversion, deinstitutionalization, 

and social re-integration programs cannot be presented at this point. It 

simply is too early to measure all the possible follow-ups (recidivism, 

later juvenile delinquency or adult crime, community cohesiveness, and 

~o forth), that would be required to effectively answer this question. 

~owever, there are some observations that are suggestive of what the long-

term effects of such projec~ will be: 

While it is still early in the implementation period of youth 
diversion programs, national trend practically all demonstrate 
that juvenile crime in target areas does .decrease after a pro­
gram is established. 

- The trends in the YAC target area·are similar to the national 
with respect to reduction of juvel'dle crime in the target ser­
vice area. 
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- YAC seems to be utilizing its financial allocations wisely. 
Some examples are in: 

(1) the relatively wide range of services available 
to clients. 

(2) ·the rather large number of clients served. 

(3) YAC average per client costs. 

(4) the well qualified staff whose salaries are 
not exhorbitant. 

(5) the creative use of community resources. 

Finally, it might be wise to consider the often posited notion that 

the costs of salvaging the liver of the nation's youth and future can-
Jt • 

not be measured only in dollars and cents. The human costs associated 

with not attempting diversion efforts and other ge~eral child welfare 

and educational programs are probably much greater than any of these 

attempts. Every reasonable effort to improve the quality of life for 

the nation's youth ought to be attempted. It is often said that "a 

nation which does not respect and invest in its youth has no future." 

It is time our national policy raised the value of its children and 

youth. to a level which exceeds that of oil or gold. Programs such 

as YAC seem to be cost effective in the dollar and human values. 

VIII. Summary 

This analysis of the Washington Urban League-Youth Arbitration 

Center Model of Service Delivery has been de~iberately brief but in­

clusive with: 

- the key attributes of the model being reviewed, 

- s~rengths and weaknesses noted, and 

- suggestions for program additions were made. 

The general view was that YAC has' developed an extremely, adequate 

19 



- --r- ---~-- ---

I' 

(0 c 

service delivery model strengthened by the number of services avail-

able, the use and relationship to community resources, and the use of 
I:· 

mediation and arbitration. A few areas for reinforcement were noted, 

and refinements were noted and refinements were suggested which would 

continue tq enhance the YACmodel's adequacy. 

., 

PART II 

MODEL FOR PROGRAM EVALUATION 
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I. THE MODEL FOR DIVERSION PROGRAM EVALUATION 

Part I of this paper will examine the methods, techniques and 
,. 

model employed by BAC in the conduct to this evaluation over the past 

two years .• , The strengths and weaknesses of various procedures used 

in the model will be noted. Suggestions for modification and/or 

enhancement will be presented. In all cases, the BAC evaluation model 

as applied to the Youth Arbitration Center will be the point of de-

parture in this discussion with the paramount goal being to highlight 
,. 

its strenghts and suggest ways to decrease its weaknesses. 

II. EVALUATION DESIGN AND YAC OBJECTIVES 

4. Provide youth and parents with a range of services designed 
to resolve short-term crisis situations and long-term con­
flicts that cause continuing stress on all family members; 

5. Evaluate whether decentralized and free services for the 
non-delinquent youth and families decrease future family 
problems ·and delinquency and reduce the incidence of ju­
jenile incarceration; 

6. Assess the effectiveness of non-residential and limited re­
sidential assistance in solving serious family problems 
involving youth; 

7. Provide the project with an on-going evaluation capability 
to assess the program's effectiveness and diversionary cap­
ability as a result of getting youth and their families to 
resolve· conflicts. 

,., 

8» To te~t the use of conciliation, mediation and arbitration 
asviahle methods when combined with behavioral scientific 

o practices and techniques in the resolution of family con­

, , 

-' 

A. YAC Objectives Evaluated 

The scope of work and the primary measureillen't objectives of the 

evaluation project were derived bv BAC from the YAC's initial state-

ment of program objectives. The evaluation was, ~herefore, designed 

to evaluate YAC's demonstrated ability, as stated in its program ob-

jectives to: 

1. Provide a viable alternative to juvenile court PINS pro­
cedures for n~n-delinquent youth in trouble, thus, keeping 
non-delinquent youth out of the criminal justice system 
and discouraging their detention; 

2. '"Improve the interpersonal relationships between the youth 
re~erred and their families by resolving crisis situations 
which threaten family'breakup, thereby, reducing the num­
ber the juveniles: in contact with the criminal justice sys­
tem; 

'. 

3. Reduce jUlrenile crime and delinquency (in the target 
service area);* 

*Added for clarification by the evaluators due to the unlimited 
scope of YAC objective 3. 
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flict in cases of status offense accused youth. 

B. Evaluation Techniques 

The specific techniques and methods used to assess each of the 

,above objectives are listed below. 

1. To asses~ YAC ' ::; general ability to provide a viable alterna-

tive to juvenile court for PINS youth, the evaluators made the follow-

ing observations: 

A careful analysis of PINS trends citywide and'in the 
targeted geographical service area was conducted. This 
included an assessment of trends before and during YAC's 
presence. 

- An examination of the number and characteristics of cases 
handled from intake to termination by YAC over time. 

2. To assess the ability of YAC to improve interpersonal 

relationships between youth ,and their fanulies, the evaluators used 

these techniques: 

Before and after measures of adjustment of youth using 
standarized instruments and interview guides generated 
for the evaluation. 

- Follow-up studies with selected youth and their families. 
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3. To assess the ability to YAC to reduce juvenile crime and 

delinquency in the target service area, the evaluators made the follow-

ing observations: 

A careful and ·complete analysis of PINS trends in the target 
geographical service areas was conducted~ This included an 
assessment of trends before and during YAC's presence. 

An examination of the number of cases handled from intake to 
termination by YAC over time. 

4. To assess the abil±tyof YAC to provide youth and their 

parents with a range of services designed to resolve short-term" 

crisis situations and long-term faJ.l1ily conflicts, the following tech­
i 

- A complete assessment of YAC organizational structure. 

An analysis of the development of YAC organization. 

An analysis of caseloading with reference to sou~ces of 
referrals, services r~collunmended, and seririces utilized 
by cl-ients. 

A study of the length of the case service period. 
. 

5. To evaluate whether decentralized and free services for: non'-

delinquent youth and their families decreased family problems and 

deT!nquency, the following analysis were conducted: 

- Service analyses by percentage of treatment services as opposed 
to families serviced. 

Analysis of client age and sex distributions. 

Extensive and carefully planned follow-up studies. 

6. To assess the effectiveness of non-residential and limited 

residential assistance in solving serious family problems involving 

Y9uth the evaluators conducted: 

Extensive and careful follow~up studies. 

Some controlled observations. 
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7. To provide YAC with on-going evaluation capability, the following 

serv.~ces were provided to YAC: 

Preparation of various forms to facilitate intake, case 
monitoring, case termination, and selected follow-up. 

Orientation to the evaluation effort,- the administration 
of tests, use of forms, and expanding se~'ice-procedures, 
e.g.: arbit~ation. 

Case conferencing and consultation. 

/ 

8. To test the use of conciliation, mediation and arbitration as 
. . 

viable methods when combined with behavioral scientific practices and 

techniques in the resolution of family conflict in cases of status 

offense ~ccused youth. The evaluators conducted: 

- a study of cases serviced through the arbitration 
hearing method. 

an analysis of the emerging selection criteria for 
referring cases to arbitration 

Summary of Methods 

Briefly then the evaluation model is highlighted by four analytical 

approaches. These are: 

~ Secondary analysis of PINS-data and juvenile crime statistics for 
geographical target area~ 

- Ana~ysis of ~rganizational development. 

Object~ve assessment of adjustment data on YAC clients and their 
families. 

Careful and well planned follow-up studies. 

III. A CRITIQUE AND COMPARISON OF THE EVALUATION MODEL FOR YAC 
WITH THE ., NATIONAL EVALUATION DESIGN' FOR 

DEINSTITUTIONALIZATION STATUS 
OFFENDER PROGRAMS."* 

The critique of the evaluation model used for YAC can be furthered 

through the examination of another evaluat~ve model. The one selected 

*This discussion is based on National Evaluation Design fo~ the Dein­
stitutionalization of Status Offender Program OJJDP - LEAA, U.S. 
Government 1977. 
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for description here has been used to evaluate similar programs 

in a national research' effort. The National Institute for 

Juvenile Justi.ce and Delinquency Prevention is requi~ed to provide for 

evaluation of federally assisted juvenile delinquency programs. De-

institut,ionalized Status Offender Programs (DSO) are a part of this 

national to remove juveniles from institutions and program drive to 

decrease juvenile delinquency. YAC while emphasizing diversion is a 

DSO program, and the objectives and techniques appropriate to evalua-

ting DSO I s will be discussed he:re. 

The central evaluati~n objective of the DSO program to .determine: 

1. The extent to which status offenders already in detention 
~ and in correctional institutions, as well as those newly 

defin~d as, status offenders during the life of the programs; 

2. The progress achieved in the development and utilization of 
co~unity-based services; and 

3. The impact of these services on (a) the social adjustment 
and recidivism of program clients: (b) the acceptance and 
support of the program by community opinion leaders, per­
sopnel of collaborating private and public social service 
organizations, and by the juvenile justice agencies; and 
(c) the fiscal, organizational, and personnel problems of 
the juvenile justice system. 

,The sp~cific data required to meet~he above ~~jectives are noted 

below: 
1. To determine the extent' to which status_offenders have been 

'removed from detention and correctional institutions and 
prevented from entering ~~ese facilities as a result of 
DSO' s was measured through the analysis of demographic " 
data on each client. In addition an 'analysis of the flow 
of status offenders through the juvenile justice system 
was conducted. 

2. 'Todetermine how effectively community-based services 
have been developed and utilized, five dimensions 
were identified which could facilitate or obstruct the 
implementation of DSO projects. 

These are: 

Community tolerance for juvenile misbehavior as measured 
by (a) number of pomplaints to the police and courts made 
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~irectly by community residents, (b) number of school expUl­
sions in the community, and (c) comparison 9f detention 
rates before and after the DSO. 

- The volume of youth services 'and treatemnt resources avail­
able in a,program site as residential and non-residential 
facilities with particular attention paid to the range of 
'treatment services available. 

The character of statutory provisions related to the treat­
ment of status offenders not only in terms of the existence 
of the legislation but its mandatory of discretionary pro­
visions. 

- The success with which programs are free of coercive control 
by agencies of the juvenile justice system as measured by 
the proportion of program staff selected and supervised by 
juvenile system and justice system budgetary control. 

~ 
- The success with which programs avoid imposing coercive 

controls on their clients measured by delabelling of clients 
and (b) the detail with which the activities of clients are 
regulated. 

In addition, the measur~nent of objective number two (2) is en-

hanced by a narra·tive history of program development and' a detailed 

organizational analysis •. 

3. To determine the impac·t of the ,DSO services on the social 
adjustment and recidivism of program ciient basic de­
mographic data were analyzed, diagnostic measures were 
employed, before-after tests were administered, and self­
reports of client delinquent· behavior were collected. 

To determine the impact of the DSO program on the private 
and public agencies and the juvenile justice system, data 
were collected on systems rates, program multi-attribute 
utility, and comparative costs. 

';-~he: essentia;l components, then; of the national. evaluation design_ .. 

flow from the client to the' local community/service area to the larger 

juvenile justice system, Date are of various types. 

IV. A COMPARISION OF THE YAC AND NATIONAL EVALUATION DESIGNS 

Tables I and II describe the evaluative techniques employed by 
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TABLE I: TECHNIQUES FOR MEASURING EVALUATION OBJECTIVES - THE YAC MODEL 

Objective Technique 

To assess ability to provide ~ Trel1ds analyses of PINS cases 
viable alternative to.juvenile before 'and after agency. 
court for PINS youth. 

" - Analysis of number and nature f·! 
, ' of agency cases. 

To assess ability to improve - Defore and aft~r, m~a,sures Qf 
interpersonai relationships adjustment. 
for client and his family.-

- Follow-up studies. 

To assess ability to reduce - Trends a~alyses of PINS cases 
juvenile crime in' target area. before and after agency. 

-'Analysis of number and nature 
of a~_e'ncv cases. 

To assess agency ability to - !\sse~sment of agency, ,structure. 
provide range of servj:ces. 

- Analysis of agency development. 

- Analysis of caseloading. 

- A count of case length. 

, To evaluate whether agency - Service analyses 'of several 
can decrease family problems,'"" types. 
and delinquency. 

-'Follow-up studies. 
: 

To assess effectiveness of - Follow-up studies. 
non-residential programs. 

" 

Level of Analysis 

- Secondary 

- Primary/Secondary 

- Primary ; 

- Primary 
: 

- Secondary 

- Primary/Secondary 

- Secondary/Primary 

- Secondary /Primar}' 

- Primary/Secondary 

- Secondary 

- Secondary 

- Primary 

- Primary 

co 
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TABLE I. TECHNIQUES FOR MEASURING EVALUATION OBJECTIVES - THE YAC MODEL - continue 

Objective 

7. To provide agency with on-going 
evaluation capability. 

. 8. To use "arbitration" as a viable 
method for resolution of family 
conflict •. 

Technique 

Prepar~tion of various forms 

- Staff orientation 

- 'Staff consultation 

- StudY'of cases referred 

- Analysis of referral criteria 

t' • 

'. 

Level of Analysis 

Primary/Secondary 

- Primary 

- Primary 

- Secondary/Primary 

- Secondary 
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TABLE II: TECHNIQUES FOR ¥£ASURING EVALUATION OBJECTIVES - THE NATIONAL MODEL 

Objective 

1. To determine extent to which 
status offenders have been 
removed from detention and 
correctional institutions. 

2. To determine how effectively 
community~based services 
have been developed 

3. To determine agency impact 
on client adjustment and 
the juvenile·justice system 

Technique 

- Demographic analyses. 

- Analysis of case flow. 

- Assess community tolerance. 

- Assess volume of services ; 
and resources in target 
area. 

- Examine character of 
statutory provisions. 

Level of Analysis 

- Secondary 

- Primary/Secondary 

- Secondary/Primary 

- Secondary 

.:.. Secondary 

- Assess independence of - Secondary/Primary 
program from justice 
system. 

- Assess extent of coercion . - Secondary/Primary 
imposed .on clients. 

- Before-After Tests. - Primary 

- Self-Reports of 'clients. - Primary 
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each unit in the conduct of evaluating youth diversion programs. The 

research objectives and tecrmiques employed are mora similar than dis­

similar with a great deal of overlap ~bserved betWf:'en the two designs. 

If the eight YAC evalua,tion model objectives were collapsed into three 

as th.e national model uses, the overlap would be even more apparent. 

1. 'For instance, YAC Objectives number, 1, 3, and 6 can easily 
, be one objective; objectives number 2, 4, 5, and 8 can be 

a second objective; Objective 7 can be a'third objective. 
A good approach seems to be to have two or three measurable 
objectives with subparts as does the national model. The 
YAC model may have its only we~ess in an Qverlisting 
of objectives. 

2. A second comparison can be made in terms of the techniques 
~ used. Again there is a grea't deal of similarity between 

the two on this dimension. One is impressed, however, by 
the addition of community tolerance measures in the 
national design as well as measures of program independence 
with respect to the juvenile justice system.. These com­
ponents would be more useful if strengthened'in the YAC 
evaluation model. 

3. A third comparison can be made in terms of program in­
volvement in the evaluation effort. The BAC model is 
strengthened by the inclusion of objective 7, and its 
effort to leave behind tools and skills of evaluation. 
The national model ~as no such provisions. 

The YAC model compares more than favorably to a national eval-

'ua,tive model.' r-f the YAC model can be described as having weaknesses, 

Ithese may be in terms of the'delination of research objectives. 

v. SUGGESTED REFINEMENTS TO THE EVALUATION LEVELOPMENT 
, PROCESS AND DESIGN 

The Evaluation model is essentially observed to be strong, ob-

jective, and responsive to the needs of youth diversion programs. 

The techiliques and levels of analyses for assessin~ program effectiveness 

in its m~.y facets as noted in Table I are replicable and ought to be 
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used in the evaluation of other similar programs. These measures are 

sufficient. However, even such a positive model can profit from 

modifications, and there are additions the evaluators may want to 

consider for future efforts. 

1. Though the Youth Arbitration Center and the evaluator 
mutually agreed upon research objectives and techniques, 
the evaluator would be wise in the future to rely less 
heavily on agency generated objectives. -It can be 
generally observed that agency objectives tend to be: 

- ~ore overstated and likely to be biased, than those generated 
by the evaluator; 

- the agency is likely to be overly anixous about evaluation 
-and research; 
" 
the agency is likely in pursui~ of the grant to overlook key 
notions which ought to be systemmatically observed, counted, 
and analyzed. 

2. A concept that needs to be reinforced in the evaluative 
analysis is that of the relative viability of arbitratio~, 
negotiation, w.d/or mediatio~ in the ~esolution of pro­
blems between a juvenile and his family. While this method 
of conflict resolution was operation ali zed only in YAC's 
second year the notion is extremely vital to the develop­
ment and operation of the Youth Arbitration Center - its 
name implies such. Future designs should include more than 

'a narrative description of the uses of arbitration nego-.. 
tiation, and/or mediation. Plans should be initiated to 
collect more useful data on this service methodology in 
subsequent evaluations. 

3. A second issue that was limited to impressionistic inter­
view and evaluative description was the impact of staff 
training (development) on staff performa.nce. Much train­
ing was provided staff to assist them in using arbitra­
tion and counseling strategies with clients. Changes in 
staff performance should be more adequately assessed -_ 
through the refinement and use of before-after measures 
of staff performance. 

4. While assessed in terms of juvenile court, . another re­
finement might be a more rigorous assessment of the im­
pact of the agency being evaluated on other community 
youth servic~s. Did YAC encourage other community youth 
services to become more or less involved with pre-de-
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linquent youngsters or was no change observed. This would 
be an interesting extension of the assezsment strategy. 

5. A more sophisticated examination of YAC's ability to gain 
juvenile .justice system support and local community support 
might be included in later evaluation models. 

6. A final expansion of the evaluation design would include 
comparative cost data between the costs of crisis inter­
vention and long-term foster care; between personality 
testing and counseling; between residential programs and 
temporary shelter programs. There are many other such 
comparisons which could be used to highlight the finan­
cial benefits or limitations of youth diversion programs. 
Howeve4 the initial scope, evaluation refinements, data 
collection and sophistication' of data analysis proce­
dures must be realistically developed in terms of the 
available evaluation budget. 

VI. SUMMARY OF EVALUATION MODEL 

,This assessment of the approach to evaluating the effectiveness 

of YAC's status offense diversion program has presented the objectives 

and techniques of the BAC evaluation model. This model designed as a 

non-legal alternative "not to widen the.net" of official juvenile be-

havior, was contrasted with a national evaluation model developed for 

LEAA.' It compared favorably on the levels of technique and analysis. 

S!;lggested refinements were listed in the context of eliminating future 

( 
weaknesses in the evaluation model. 

\ 

; In an overall sensei the YAC evaluation model attempted four 

basic objectives in assessing YAC's diversion services. 

1. An assessment of project outcomes focused on changes 
in behavior, attitude and referral patterns. 

2. An examination and description of the p~oject's 
programmatic development and process. 

3 •. A demographic assessment of status offen'se and 
delinquency patterns in the target area and the city 
as a whole prior ,to and during the projject. 

4. And, the development of new d~ta and understanding of 
status offense behavior in the target area to facilitate 
assessment of implications and project recommendations. 
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