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FOREWORD 

Dear Readers: 

One of tne major aims of the Runaway Youth Act, 
Tit~e III of the Juvenile Justice and Delinquency 
Prevention Ac!t of 1974, is to help assist, bolster 
and develop direct service programs ,for runaway youth 

' and their families in America. Under its mandate to 
administer'and spearhead the implementation of' Title III, 
the Office of Youth Deve'lopment (OYD) contracted with 
Educational Systems Corporation (ESC) to provide 
Technical Assistance and Training to the .twenty-six 
OYD-funded runaway programs in the Western Regions, 
as well as other non-funded projects which serve 
runaway youth. This manual represents a significant 
part of this technical assistance effort. 

The objective of this manual is to provide a basic 
guide to the development and operation of programs 
which offer c9mprehensive services for runaway young 
people and their families. In producing this document, 
ESC has drawn on the collective wisdom, skill and 
experience of direct service workers~administrators 
and consultants in the Western programs, and has"pro
duced what might be termed a "whole earth catalog" of 
runaway services - a compendium that raises issues 
and provides practical ideas and suggestions on. 
virt.lJally every component of a runaway services 
center. I believe that this manual will be an im
portant Source for both new alld ongoing programs, and 
I am pleased to commend it to your attention. 

Sincerely, 

James A. Hart, Commissioner 
Office of Youth Development 
Office of Human Development 
U. S. Department of Health, Education,' and l'lelfare 
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"I hear and I forget 
I see and I remember 
I do and I understand" 

Confuaius 

PREFACE 

, '" 

This manU,!;t1 is intended as an exp~rience in sharing 
between those who provide direct services to runaway 
youth west" of the Mississippi, and those who have. " 
consulted ~,:dth them. This sharing has three objec
tives: 

To provide expert advice to those who are estab
lishing new runaway programs; 

To assist grantees from ongoing programs in 
improving anc/or expanding their services; and 

To provide continuing dialogue among all those 
who are invested in the provision of effective, 
humane human services. 

. , 

The articles in this manual were chosen from the over
whelming response to our request for thoughts, sug-

,gestions and commeI:lt about ispues in runaway services. 
We were unable to address all aspects of the problem 
in the space available, so we have focused on specific 
areas in the planning and operation of runaway youth 
projects. Some of the articles we have included 
restate basic operating principles and philosophies 
which are shared by many of the runaway projects; 
others describe new or unique ways of looking at 
particular issues. All, we believe, are worthy of 
serious consideration. 

The manual is divided into six major sections. An 
introductory overview precedes each of the sections 
and a brief biographical sketch leads each article. 
Throughout, we have preserved the individual authors' 
words and vision. " 

t •.•. ;>,).., ~. 
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We ui:ge you to share your responses to these articles 
,:"i th the. authors and ~Ii th 1;1s. Only such a sharing Of 
1nformat10n can keep the d1alogue going and assUre the 
quality of our services and care. 

Ray ben David 
Jim Carmany 
Chris Cook 
Helen Epps 
Jim Statman 
Bob Walker 
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PROGRAM ~HILOSOPHY 

We have chosen an article written by Anne W. Dosher 
as the initial presentation in the guide~ Ms. Dosher's 
remarks set the 'tone for the rest of the pUblication: 
know what you are about. 

Ms. Dosher was asked to' prepare her thoughts for UEi 
in program philosophy bacause it was tnrough her 
excellent 'assistance this year that many of you were 
able to clearly delineate what you are about - both 

. as individual programs and as part of 'a network of 
regional programs. It is true that organizations must 
establish the reasonS for their existence' (i.e., what 
'is important or unimportant to them) or nothing else 
is of much consequence. 

In addition to the consultant services she provides 
through ESC, Ms. Dosher serves as the S7rie~ Co~r
dinator (core,faculty), Culture and Soc~ety Ser~es, 
for the California School of Professional Psychology, 
San Diego Campus. Ms. 'Dosher isal·so a community 
consultant for the Community Congress of San D~ego 
and serves as a consultant in the areas of community 
organization development, program development, planning 
and administration, and community change.' .. 

We,· at ESC, are gratified that !-ls. Dosher has consulted 
with us, and are pleased to present the following 
article. 
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THE VALUING PROCESS 

Anne '". Dosher 

At conscious or unconscious levels, we are involved 
daily and constantly in the valuing process. At home, 
at work, at leisure, we function within the context 
of supportive, conflicting, or emerging value 
orientations: those views of the world which define 
for each person the meaning of human life, or the life 
situation of the human pe:-.~on. Our society, and its 
institutions of family, chi,\lrch, education, and culture, 
has sociali,zed uS into certain value sets in ways which 
attempt to make us fit the social systems in which we 
are embedded, or- through which we must move. 

Our personal values dictate who w~ are, how we will 
function in the world, tbe ways in which we will 
relate to others in the human community, the style and 
type of work we produce. The sum of personal values 
frequently determines the struct~re, function, purpose, 
and process of the organizations we create, and the 
products of those organizations: direct and indirect 
services. The pressure or nurturance of community 
values frequently determines how our organizations 
function, survive, set and reach goals, or become 
dyst;unctional as pressure from conflicting community 
values pushes us in the direction of goal displacement, 
or goal attainment. 

As human service workers functioning at the beginning 
of the first year of the last quarter of the twentieth 
century, we are functioning in a so~iety in which at 
least three value systems are being negotiated: 

1. Industrial Society Values: authority, respect, 
puri-·tanism, old ... ·style individualism, nationalism, 

\ . secur'l. ty 

2. Post-Industrial Society Values: rational 
administration, manaqement, organi~ation,merit, 

.. credentials,' efficiency~'c:reativity, autonomy, 
growth 
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3. Emergent Service Society Values: extension of 
rights and entitlements and perso~~liberation 
to third world minorities, women, aging, 
children, welfare participants, prisoners, 
patients and others; accountability and relevance' 
self-expression, self and social-actualization, " 
personhood, quality of life; identity, self
determin~tion, cultural pluralism; participatory, 
transactl:ve planning processes; 'oematerial.!zation 
of lifestyles; environmental nurturing 

THE VALUING PROCESS CLARIFIED: 

The new youth-serving agencies emerged-during 'the 
sixties and are functioning'within the value context 
j,;!st described. As part of staff development, brganiza
t10n developmeht, program development', and commuhi ty 
development, each person and 'agency can benefit from 
periodically moving consciously through a'values 
clarification process. The process of values clarifica
tion by staff produces the follo?,ing; beriefits: 

I.' lnterpersonal relationships are'deepened or 
strengthened on the basis of new shared 
information -

2. Team-builcaing occurs among ·staf·:f 

3. 

4. 

5. 

\ ;. 

Interpersonal conflicts may be identified, 
assessed, sorted (is the conflict ideological, 
issue-based, one of clashing personal styles")', 

-and strategies. for conf;I.ict-resoltition employed. 

Skills and competencies on the staff are re
assessed 

Discrepancies between the stated values and 
lived val.ues o,f s·taff 'persons are identified,' 
and questions of motivation, support, and 
situation may be addressed 

" , 

The valuing process on the part of an agency/oiganiza-:-. 
tion produces the following benefits: -, .... . " 

1. The history of the agency/organization' is reviewed, 
revealing the founding values and myths: Func'tional 
and dysfunctional myths may be sorted: functional, 
guiding myths may be reaffirmed, and dysfunctional 
myths which have developed may be laid to rest 
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2. The general value orientation of the agency/ 
organization is identified 

3. The stated values of the ag~ncy/org~nization 
are reviewed 

4. 

5. 

6. 

7. 

The s'tructured values of the agency/organization 
are revi@wed, and a check of corporate cap
,abili ty is made 

The operational values of the agency/organization 
are examined ; 

The phenomena of the lived values (day-to-day 
activities) are examined 

Opportunity is afforded fpr the agency/organiza
tion to clarify the issue of person/organization 
fit, leading to clear data upon which to base 
confirmation of staff roles, job descriptions, 
and statuses. Additionally, where it is found 
that there is am±s-fi t between a person, job, and 
agency/organization, mutually ~upportive strategies 
for chanqe may be planned ' 

The valuing process by which the agency/organization 
pursues community development goals produces the 
following benefits: 

1. Assessment of appropriate community linkages 

2. Assessment of the way in which the agency/ 
organization is viewed by segments of the 
community 

3. Assessment of targets for change in the 
community: persons, organizations, institutions 

4. Assessment of appropriate and win-win advocacy 
strategies 

5. Assessment of opportunity for coalition-building 

6. Assessment of existing constraints and resources 
present in the community 

In summary, a total clarification of the valuing process 
on the part of persons, organizations, and communities, 
results in deep human sharing, shared conscious-raising, 

4 

,I I 

II 
1/ 

(l 

, 
" 

II 

II 

'~. "" 

team-building, organization development, and the 
production of a shared "cogrlitive map" or picture of 
realities which is the clear basis for the planning of 
future staff development, pr~'Jgram planning and develop
ment, and community developmE:mt. 

GOAL$ OFA VALUES PROCESSlNG ACTIVITY 

GOAL,S 

1. To· facilitate awareness of a process which will 
assist staff to develop a consciousness of 
personal history (socializC\'.tion)" existential 
valUes, stated values, structural values, and 
lived values 

2. . To facilitate awareness of g, process which· will 
assist an agency/organiz&tion in developing a 
consciousness of agency history, corporate 
existential values, stated values (purpose), 
structural values, operational values, and 
l~ved values (program activities ). 

3. To facilitate awareness of a process which 
wi,ll assist an agency/organization in developing 
a consciousness of the community contextual 
values which the agency/organization is constantly 
negotIating 

4. To facilitate awareness of ways of looking at 
the different "time" worlds and time values 
which are constantly being negotiated between 
direct service staff, indirect service staff, 
community decision organizations, 'and societal 
guidance systems 

GI'oupSize 

Participants should be d~vided into groups no 
larger than six to eight persons 

Time Requir.ed 

Minimum of eight hours 

MateI'iaZs 

,I. 5 x 7" cards and pencils for all participa~ts 

5 
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2. Pads and penci~s for group reporters 

3. Newsprint and felt-tipped markers 

PhysiaaZ Setting 

Quiet rooms protected from intrusions during private 
portions of the experiences. One room large enough 
to accommoddat'e all participants. 

PROCESS 

1. Pe~sona~ Histo~y. Participants are supplied w~th 
4 x 7" c~rds and pencils. The following task is 
assigned by the q0nsultant: "You are to think back 
over your life, and identify the five most important 
influences which have helped to make you who you are 
today. These five may be: persons, events, exper
iences. You have fifteen minutes in which to write 
these things on your cards." 

Sharing: At the end of fift:een minutes the consultant 
asks eadh gioup to assign a reporter and assigns 
fifteen minutes for personal sharing. The sharing 
should be voluntary. ., 

IntergroJ:!E. Sharing: , Groups are recalled and 
reporters categorize and shiare the categories of 
influencing 'experiences. 

Data: The data gained can usually be categorized 
IntO 'major social system categories, such as: 
family, school, church; adult roles; or historic 
events, such as wars. 

2. Existentia~ VaZues. Consultant assigns a second 
task, as follows: "I am now asking you to sit 
quietly for five minutes, and identify your basic 
values: those 1;,hings for which you wquld die, 
and those thingl~ without which you could not live. 
Life and death may be thought of as psychological 
as well as physical realities. At the end of five 
minutes, I want you to share these values with each 
other without any discussion. A person's end state 
or existential values are those views of th.e world 
which define the meaning of human life for the 
person. They are not debatable, but must be 
accepted and cherished, even where dramatic dif
ferences between persons occur." Time: twenty-
five minutes. Reporters please make notes and submit 
to the Consultant. 

Intergroup sharing by reporters. 
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3. Stated VaZues. Consultant assigns a third task 
"Take a few moments to 'think quietly about how ;ou 
usual,ly present yourself: what is your usual rap? 
When you ca~e here today, you were asked to take a 
moment and ~ntroduce yourself: Was that your stated 
rap? 

Shar'ing: assign fifteen minutes. 

Intergroup Sharing:' assign ten minutes. 

4 •. VaZues Defined. Consultant assigns a fourth task 

5. 

" 

to the to~al group. "We ,have been sharing our values 
and exper~ences. As yet, we have no definition of 
values. How do you define values?" 

Consultant captures inpu~ on newsprint in view of 
total group. 

Cons';1ltant: reveals classic definitions for valu~fZs 
prev~ously prepared on newsprint, as follows: 

EXISTEN~IAL VALUES: life and death, end-state values: 
those v~ew~ of the world which define the meaning 
of human l~fe, or the life situ'ation of the' human 
person, and provide the CONTEXT in which day-to-day 
problems are solved and living occurs. 

VALU~S: those things or achievements which are 
cons~dered GOoq and to be sought; thereby, implying 
that the.oppos~tes of these are BAD~ and consequently 
to be reJected. ' 

f.t~uctu~ed Va~ues. Consultant assigns task five. 
~ am now ask1ng you to think carefully for five 

m~nutes, and then write on a 5 x 7" card a descrip
t10n of how you have structured or prepared yourself 
for your wo~k here: This will look like a resume: 
age, educat~on, sk1lls, competencies, areas of 
knowledge, future learning goals." 

Group Sharing. Time: fifteen minutes. 

Intersroup sharins by reporters aga;inst categories. 
Time: ten minutes. I 

Consultant retrieves cards. 
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VaZues Fit. Consultant assigns task six. "You 
have shared your personal history, which usually 
portrays your socialized values; your life and 
death values; yo~r stated values, rap, or personas/ 
masks; and your structured values. Think quietly 
for about five minutes, asking yourself if you are 
clear about the values you espouse, the values you 
are preparing yourself to live, and the values you 
are actu~lly living. Then ask yourself if the~e 
are any discrepancies. Are you clear about your 
values foundation, and your own valuing process?" 

Group Sharing. Time; twenty-five minutes. 

Intergroup Shar~ng.Recorders share areas ~f 
clarity, areas of confusion, areas of c~nfl~ct. 

Agenay Histo~y. Consultant assigns task s~ven •. 
"You are each to take the role of agency h~stor~an. 
You are to write down (5 x 7" card) the five major 
events in the his~ory of the development of this . 
agency, the names of the first and second generat~on 
of leaders, and the main myths which you feel the 
agency is now living." Time: fifteen minutes. 

Group Sharing. Time: fifteen minutes. 

Intergroup Sharing. T.ime: thirty minutes. 

Consultant captures input on newsprint. 

Guiding mythic data is separated into positive 
and negative categories. 

Stated Agenay VaZues. Consultant assigns task 
eight. "You are to review the stated purpose of 
the agency/organization: the ugency ideology. 
This can usually be found in the brochure, purpose 
statement, preamble to the Articles of Incorporation. 
Pleas~, if possible, supply me with a written copy, 
of this." 

Time: fifteen minutes. 

Intergroup Sharing. Consultant asks, "How does this 
fi t your program toda:,'?" Captures data on newsprint 
in view of participants. 
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Stpuatuped Agenay VaZues. Consultant assigns task 
nine. "You are to find and review your agency/ 
organization structur.ed values as stated in: 
Articles of Incorporation, By-laws (annually 
amended), Policy Manual which include$ Minutes of 
Board of Directors' Meetings with actions numbered 
and extracted at Agency Policy, Affirmative Action, 
Policy, Personnel Practices, Licenses, Contracts, 
Job Descriptions, Board Indemnity Insurance, Or
ganizational Chart (showing formal and ipformal 
power system), last Annual Report, and Annual 
Fiscal Statment." 

The Consultant will normally have enquired ahead of 
time to ascertain whether this kind of data is 
readily available. If not, the Consultant will 
have provided some management consultation to the 
indirect service staff. 

Ope~ationaZ VaZues. Consultant will assign task 
ten. "Your operational values are set out in the 
agency/organizational documents as follows: Scope 
of service descriptions, program descriptions, data 
collection system, management information system, 
human resource development system (board, staff, 
and client) which includes job descriptions by 
task, administrative procedures interpreting board 
policy, evaluation procedures (program, staff, and 
board). Are these documents organized, available, 
and updated? Are you familiar with them? lam 
asking you to discuss the issue of operational 
values for fifteen minutes, focusing on the fol
lowing questions: am I familiar with these documents, 
are they available to me, am I part of implementing, 
monitoring, and developing these operational values?" 

Intergroup discussion, and data collection by con
sultant on newsprint in view of participants. 

Lived VaZues (aativitiesJ. Consultant assigns task 
eleven. "Please review the historic, state,d, struc
tured, and operational values, and ask the question: 
what really happens? We will try to capture your 
input in a planning format, as follows: Nhat 
happens; Why does it happen; When does it happen; 
How does it happen; Who does it." ,Consultant provides 
prepared input newsprint sheets. 
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12. Va~ue Fit or ConfZiat. Consultant assigns task 
twelve. "would each person do the following 
things: (a) review the personal valuing process, 
the job ,description, and the reality in the agency, 
and identify where there is fit or misfit; (b) re
view the agency valuing process and identify where 
theJ;'e is program - agency fit or misfit; and (c) 
assess the agency annual valuing process." 

Consultant captures this data on input newsprint 
sheet. 

13. Consultant takes data, oraers it, and identifies 
additional areas of work, such as: Problem iden
tification, conflict resolution, staff and board 

'development, program planning. 

VARIATIONS ON THE MODEL 

This model can be varied to facilitate Goal 3, by 
assessing ,the interface at which agency values encounter 
the variety of values being stated and lived by the many 
groups, agencies, and institutions in the community 
system. The contextual assessment leads to the develop
ment of appropriate action plans and strategies. 

TIME VALUES 

The way in which we.view and use time affects our 
ability to function with others. This Consultant has 
discovered that ,time valuing ,conflict, can be surfaced 
and mediated by asking persons how they ~xperience their 
world of work as a function of time. The following schema 
indicates a way of looking at the different time worlds 
and identifying conflict. 
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The Canopy of Time 

Cosmological: Timing of the cosmos; seasonal, tidal. 

Anthropological: Over the lifetime. 

Existential: Being-~n-the-moment; timeless. 

Cross-cultural: Anglo or Western; Metric Time vs. Third World; sometimes 
inter-generational time. 

---------------------------------------~------------~-------,---------------

C,LIENTS 

In the moment: Immediate: Crisis 

DIR,ECT SERVICE 

One hour: 3 - 7 days: Sometimes a month. I 

INDIRECT SERVICE 

One year: Three years: Five years. 

COMMUNITY SYSTEM 

One year: Three years: Five years. 

SOCIETAL GUIDANCE 

Four years: Ten years: Twenty-five years • 
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One strategy used by this Consultant is to assist direct 
and indirect staff in role-reversal experiences, and to 
assist by structuring an experience in which direct 
service staff describe their time worlds and values to 
indirect staffs, and then reverse the .experience in a 
process of organizationa~ mirrori~g. This has. led to 
greater understanding, and to a w~der knowledge of agency 
realities. 

VARIOUS USES ·FOR THIS MODEL 

Agencies in which this model has been used as the basis 
for a cpmplete consultation find that the pers~nal 
valuing process can be used as the format for ~ntake 
interviews when recruiting staff or volunteers, and 
ensures increased person-organizational'fit. The 
agency vaiuing process serves as a basis for annual 
goal-setting and program planning, and can be use~ to 
ensure that all documents and reportB are appropr~ately 
available. 

Both processes are, of cours~, the ba~i? steps t~ward 
personnel and agency evaluat~on. Add~t~onally, ~f the 
conscious valuing process is under~aken on an annual 
basis, it becomes an e:Kcellent pers'onnel and organiza
tional renewal system which can move quickly through the 
needed orientation and socialization of new staff and 
board in the agency. 
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PROGRAM ISSUES, 

Introduation 

When alI' is said and done, the heart of any runaway 
project remains its program of direct services ~o yo~ng 
people and their families. This is the primary reason 
for the existence of runaway projects, this is what brings 
young people to your door; this is the "bottom line" in 
any process of evaluating the quality and impact of your 
program. The following section of the'manual addresses 
what we believe to be the critical program issues con
fronting runaway services. It is organized around twelve 
articles representing key ar~as of 'concern, ranging from 
outreach and intake through aftercar~. Although no 
article can magJcally transform a novice into a com
petent counselor, or substitute for the actual experience 
of working with adolescent runaways and their families, 
it is our hope that this material will be helpful in 
raising issues, highlighting cri.tical concerns and 
passing on practical suggestions fr9m the field. 

In present~ng'these articles we are aware that'although 
those serv~ce components may be conceptually distinctive, 
in actual practice, they are interdependent. Outreach 
and intake, advocacy and counseling, youth participation 
and aftercare, all meld into a total program of human 
services. Here, of course, we are dealing with issues 
of program administ~ation, planning, organiza~ional 
structures and cq~~~hity involvement; issues to be 
discussed in lat~~sections of the manual. 

Belo1il, we will briefly touch ,upon e~ch of the areas to 
be discussed in this section. This will be followed 
by articles addressing each of these progrC!Jll components. 

Outreaah 

Let us begin by stating the obvious: a functioning 
runaway center must be known and trusted within.the 
conununi ty it wishes to sei:rve. Current research indicdb .. d 

that the great majority of young people who run away 
go to the home of a friend or relative, and that many 
young people are suspicious of social service. organizations, 
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alternative or otherwise. Outreach is the process of , 
informing the client population (young people, families) '. 
of the existence of your program of services. It represen~s 
not only "advertisement and recruitment" for your program," 
but also involves public relations, community education . 
and organizing around critical youth issues. Outreach 
pays dividends not only in insuring that you are better 
able to meet the needs of your constituency, but also 
as a means of building community support, recruiting 
volunteers, developing resources and keeping you in 
touch with the realities of life for young peopl~ in the . 
world outside of the runaway house. 

The runaway projects in the Western Regions have develope~ .' 
a variety of innovative and effective outreach methodo19g~es. 
There is no set formula for' outreach; strategies and \ 
techniques must be developed which take into account . . . 
the demographic, social, political and economic realities 
of each particular community. In the article on outreach; 
Steve Lieberman discusses the development of Youth Advo
cates' outreach efforts in the neighborhoods and inner 
city of San Francisco, as well as the suburban and 
rural communities of Marin county. 

Intake 

As Jane Bell, of Middle Earth in Austin, Texas discusses' 
in her article, the intake process is critic~l in setting' ' 
the tone for all subsequent involvement with a young '~ 
person seeking help. We think it is fair to say that 
the quality of one's r,eception at intake is a good 
indication of the quality of caring characteristic 
of the organization as a whole. We have all had the 
experience of corning to a medical or social service 
agency and being confronted with 19n9 waits~ alienating 
forms and a general tone of bare toleration or indif
ference to our needs. We have all felt the hu.miliation, 
frustration, anger" helplessness and fear which this 
dehumanizing process engenders. For a young person in 
crisis, the initial contact with a runaway program is 
often a frightening and bewildering experience. The 
article on int,ake presents suggestions for developing 
an intake situation which treats clients with respect as 
\'1ell as allowi~lg for the collection of information necessary' 
to work on their behalf. 

Advoa~()y 

youth advocacy has long been considered to be a ha!lruclrk 
of alternative programs for runaways. As ESC's major 
study of The Legal Rights of Runaway Children for OYD 
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reveals, adolescent,runaways in America, indeed teenagers 
+n g7ner~1, are bas~cally powerless within the major 
1nst7tut~ons : th7 courts, families, schools and human 
s~r~~~e,organ~zat~ons - of our society. So, as the 
Po11t;c~ans are fond of sayin£:!, they "vote with their. 
fe~td and appear b~ the thousands on the streets, roads 
an oorsteps of fr~ends, relatives, acquaintances 
str~ngers and runaway centers. ' 

Youth advocacy is a process of working with a young 
r,ersc:>n, to address thi.s imbalance of power, to alter the 
po~~~~~s of the family" in Arnerica. It involves 
act~v1t~es such as assisting runaways navigate through 
the tang17d bu+eaucratic web of institutions providing 
le~al ass7sta~ce,.working to impact and huma~ize 
eX1stin~ ~nst~tut~ons, and organizin~ to bring about 
cha~g7 ~.n local~ state and national organizations and 
P011c1es affe?t~ng youth. In, their incisive article on 
advoca?y, Mel~~sa Mi~dleton and Taylor Breckford draw 
on the~: e~per~ence ~n Alaska Youth Advocates, to present 
~he,bas7c ~~sues, procedures and areas of controversy 
~n 1nst~tut~ng a comprehensiVe advocacy program. 

Thil'd'Wol'Zd 

In,past years~ when project staff were asked why few 
Tll1rd. World peol?le appeared at runaway centers, they 
Wc;>uld, of ten hes~tantly suggest that it was because 
m7no:~ ty t7~magersalready have ongoing Support systenls 
w1t~~n the~r co~unities or 1?erhaps because they .. just 
don,t run a~ay as much as wh~te kids. Recently, runawa 
pro~ects have taken a hard, self-critical look at th y 
rac~al and ethnic composition of their staff an~ thee 
relevan~e,of their programs to minority young people 
and farn~l~es. We strongly believe this to be a critical 
and healthy process. . . . 

ihe tatskt·hOf developing programs within existing centers 
o mee . e need of Th~rd,World young people and their 
famili~s, can appear d~ff~cult and frustratin In 
the article on Third World youth Ruth Beard ~~aws on 
~er experience as a therapist, t;ainer and educator 
1n the Black community, and as consul tan't to Y,o'Uth 
Advocates in San Francisco to present an analysis of 
the basi~ issue~, problems'and opportunities confronting 
alte:nat~veproJec~s in movi~g to broadening their client 
and ~taff base to ~nclude Th~rd World populations. 
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FamiLy CounseLing 

In recent years' we have witnesses a significant change 
in the service ideology of many runaway projects; a 
shift away from a perspective of " the kid's always 
right;" to a more balanced view which examines and under
stands the young person's behavior in terms of the over
all family dynamic. This change has not come from 
reading psychology texts or from the urging of profes
sional consultants, but rather has grown from the 
practice of working with youth on the run. Runaway 
project staf~ have foundtha~ regardless of whether or 
not a young person is return~ng home (al,though most do) 
a family perspective is usually the most useful frame-
work within which to help clients sort out their situations 
and determine a productive solution to their crisis. For 
the majority of runaways who do return home, family coun
seling represents the most helpful and effective method 
of working on the issues which have caused the runaway 
episode. 

But family counseling is not easy. Anyone who has 
been with a family in crisis and has felt the anger 
and resentment, the fear and bewilderment, the angling 
for position and attempts to get you to take sides, 
knows the power and opportunity inherent in family 
sessions. Anyone who has don~ family counseling knows 
well the feeling of being pull~d into the vortex of the 
family's emotional field, and how the family dynamics 
invariably touches deeply the counselor's own family 
history and unresolved issues; those images and feelings 
which Laing has termed the "family" which each of us 
carries with us. 

Regardless of one's orientation to family counseling 
or the techniques utilized at a particular project, 
there are some important basic issues and processes 
which underlie all effective family work, and insure 
counselor "survival." The article on family counseling 
explores those issues and presents some practic.al sug
gestions for working with young people and their families. 

G:!'oup Wo:!'k 

We have found that the majority of runaway centers 
utilize some form of groupwork as part of their total 
service delivery system. Groups range from planning 
meetings in which .residents discuss house issues, plans 
and gripes, to heavy group counseling sessions, which 
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are intended to be a major vehicle for self-examination, 
growth and change. Most centers conduct groups frr 
staff, often using an outside facilitator, or mixed 
staff-resident groups. Many projects also conduct 
specialized groups designed to meet the needs of a 
particular segment of its client population (e.g., 
group on rape and sexuality for female residents), 
and run special,group sessions to deal with house crises 
or special events. 

Clearly, groups are a powerful and effective process 
for bringing about change, yet they cch. also be a frightening 
and totalitarian experience. The article on groups 
explores the issues related to groupwork in runaway 
centers. It starts by considering the special problems 
and opportunities inherent in a group situation in which 
the membership is constantly, changing, and then discusses 
various formats and designs for incorporating group 
processes into the runaway house program. 

Afte:!'oa:!'e 

A comprehensive system of services to adolescent 
runaways and their families does not end when a young 
person leaves. the center or is referred to another agency. 
The kinds of problems which compel young people to run 
cannot usually be resolved within a ten-day stay at a 
project. The tangled web of destructive family dynamics, 
buil t over the course of a youth's lifetime " cannot be 
changed overnight. Aftercare refers to programs offering 
continuous support, counseling and resources to former 
runaways and their famil~es. Runaway centers in the 
Western Regions. have developed a variety of effective 
and exciting aftercare components, many of which utilize 
former residents as volunteers, providing services to 
the project and other young people. The two articles 
which we have included on aftercar6; reflect this diversity 
and creativity. 

Youth Pa:!'tioipation 

We 'are in the business of serving young people and 
their families. As such, we have a responsibility to 
include youth in the operation and management of our 
programs. This is not simply a statement of lofty ideals; 
we have seen that youth' participation adds immeasurably 
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to the quality of a program. Young people can offer 
vital volunteer or staff services as peer counselors, 
board members, fix-it people; the list goes on and on. 
Including youth in thes~ ro~es presents a,vis~b~e,commit
ment to a project's pelief ~n adole,scents ab~l~ t~es to 
handle responsibility,and serves as a model for program 
residents. Further, having active youth involvement 
mitigates against a project developing a "missionary" 
attitude towards its clients, a smug assumption that 
"we know what's best for them." In our article on youth 
participation, Judge Mary Conway Kohler des~ribes,some 
of the roles which young people have taken ~n var~ous 
community programs across the country, and discusses 
the p,rocess of involving youth in runaway projects. 

Vo z.unteeps 

Volunteers are a major resource for many of the runaway 
projects in the Western Regions. Volunteers' come in all 
shapes and sizes: high school students and "retired· people, 
mental 'health professionals and tradespeople. They can 
playa significant role in counseling, house managem7nt, 
upkeep, fund-raising, community relations and educat~on, 
recreation; in virtually every aspect of a center's 
operation. Yet many projects fin~ 't~at their volunteer, 
program is a source of constant d~ff~culty and frustrat~on. 
Volunteers often express the feeling that they are "second
class citizens," not regarded as important by the staff.: 
Paid staff members often view volunteers as overly
demanding, mO,T.e interested in their own problems than 
those of the clients, and chronically unreliable. And 
in the midst of these has~les stand the young people 
in crisis, who have come to the project for help. 

We have found that the key to a successful volunteer 
program involves open communication between staf~ a~d 
volunteers, and the development of mutually real~st~c 
perceptions of ' what each can expect to give as well as 
receive. Projects which regard volunteers simply as 
a source of free labor invariably have'trouble with their 
programs. Volunteers do bring their skills, time and 
energy to a project, but in return they ~xpect to be 
treated with concern and respect, to receive training 
and supervision and to be able to use their experience 
at the agency as a vehicle for their own development. 
Although they may be altruistic, they are not selfless: 
they require attention, recognition and support. At the 
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same time, it is important that the s'taff clearly 
spell-out to pote'ntial volunteers what their roles 
will be, what their range of responsibilities include 
what training and supervision will be offered; and th~t 
a~t~ough,the ~en~er may of~er a warm and su~portive 
m~l~eu, ~ts a~m ~s to prov~de services for young people, 
not therapy for volunteers. 

We have included two artiG!les on volunteers .. ,The first, 
by :Sarbara Henning of YES in St. Louis, describes Some 
of,th7 issues' and steps in implementing a volunteer program. 
Th~s ~s followed by John Capel' s(Diogenes, ,Davis 
California) sensible and humane introduction to the role 
of the volunteer counselor. . 

AZt~pnative Living 

Although most runaway projects have in-house shelter care 
services available for young people, a number of programs 
have experimented with alternative living models such as 
short-term foster care or "host-homes" within the community. 
The advantages of this approach are that it allows young 
people to remain within their own community/neighborhood 
rather t~an having to reside at a centerwhichm~y be ' 
located ~n another ,part of town or -the country, and it 
mobilizes community support and awareness and involvement. 
In la' rural or suburban setting with rela ti vely 10\~ popu
lation density, it may well be the model of choice, and ~ 
one which eliminates the cost of renting or buying a ' 
centralized shelter-care facility. . 

However, the host-home concept is not withoutdisadvan~ 
tages and potential drawbacks. The use of voluntary host 
families requires a constant effort at recruitment, 
training, screening and supervision. FUrther, with young 
people residing in several locations, there'is less oppor
tunity for ongoing staff contact with the runa*ays, than 
occurs within a centralized settin~. Finally, for some 
young people in the midst of a major family ~ii~is, a short
term placement with another family in 'the community may 
prove threatening or confusing.,' , 

In her article on Alternative Living,' Maggie Johnson of 
Project Tumbleweed in Billings, Montana, 'presents a 
step-by-'step discussion of the components and procedures 
of a host home program, and an introduction and 'guide for 
potential foster parents. ' 
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OUTREACH 

Both Huckleberry House and the Grove Lane Home cr~sis 
center are projects of Youth Advoc~tes,./Inc.,.wh~Ch 
remains one of the most comprehens~ve, ~nnova7~ve, and 
well-acln\inis.tered programs for runaway youth ~n the 
nation: \ In addition to their successful program, the 
organization includes sophisticated planni~g and fun~ 
raising components, strong program evaluat~on mecha~~sms 
and a thorough affirmative action stra~egy .. Execut~ve~\ 
Director Steve Lieberman spells out, h~stor~cally, how 
the project conducted an outreach program. 

•••• The ~di tors 
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Steve Lieberman 

This is a paper on how outreach was handled from the 
development of Huckleberry's for Runa\Olays in,196'7 to 
the present organization of Youth Advocates, 1rr:c. which 
operates comprehensive youth service systems in both 
San Francisco and Marin CO,unty, Cali fornia. 

Outreach, as defined 'in this paper, is the effort by 
Youth Advocates, Inc. to make its services we1.l known, 
easily accessible; and acceptable to potential clients 
and their families. 

,Initial,Outreach Efforts 

In June of 1967, Huckleberry', s for Runaways opened in 
the Haight Ashbury District of San Francisco. Tb~ 
program hoped to serve runaway adolesc~nb? Who came 
to the area for the "Summer of Love." Our first need, 
t~at of being accepted by the ,comm~nity, defined the 
first outreach efforts. This was a difficult task 
because thepe were no previous models that 'were relevant 
to th'is unique .. coun ter-cul ture'" communi ty • The only 
available alternatives for runaways at" the time ~J:~re 
un'ac:ceptable." , They'were either incarcerated in Juvenile 
Hall or they stayed with community people who ran ',the 
,risk of being arrested for "contributing to the delin-
quency of a minor." . 

When the Haight Ashbury communit~y realized that we were 
. not busting kids they were willing- to try and work with. 
us.' It.was important to keep in clOSe contact with the 
storekeepers and human service agencies in the community. 
This was our first outreach effort (a feede:t syst.em). 
auck+eberry'a received local and· national press in' 
October, 1967 fer two reasons: 

I.' National attention was focused on th~ hippie 
movement in the Haight Ashbury District. 

2~ Huckleberry's was busted • 

The result of this press coverage made the program 
Well knGwn th~oughout the San Francisco Bay area and 
the rest of the nation. 
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The next outreach effort'involved circulating printed 
posters throughout the city of San Francisco. At this 
time, most of our clients were concentrated in the 
Haight Ashbury di~trict. In order to mai~tain credi
bility i~ the conuminity and "deliver services, Huckle-, 
berry's for Runaways started a street work program. 
This program involved recruiting and training street 
people to act ~s our represeptatives on the street. 
In essence, t,he people' who 'hung out on Haight street 
assisted us ih delivering services. The street work 
program also created a community-based support system. 
At the same time, Huckleberry's for Runaways and the 
Haight Ashbury switchboard established a community 
service sh~et. This flyerlist~d all of the services 
available in the community and was passed out by the 
street workers ~' " , ' 

EstabZishment of YouihAd~Q~ates; Ina. 

When we established Youth"Advocates, Inc., with Huckle
berry House being the largest component, we further 
modified our outreach program. Since our client popu
lation now include~ ~ll ad6lescents in San Francisco, 
we distributed service 'sheets which listed our expanded 
services. These were given to all youth service agencies 
(both al terna ti ve' and tradi tional)' and to other youth 
workers. We also printed the service sheet in high 
school and junio~ hi~h school papeis. Legal cards, 
which listed our 24:...hour crisis ,line on one side and 
legal rights on the· reverse side were distributed to the 
schools. ,Radio and television spots were used to explain 
our services ~nd ~6' recruit foster parents and volun- . 
teers. We also placed posters in city buses and street
cars (the major means Of transportation used by our 
'clientpo~ulation)~,' 

The outreach program was also expanded into the Third 
World communities of the city because our services were 
not reaching that client population. We created Defensores 
de la Juventud, a t~aining and outreach component that 
is centrally Ibcated i'nthe Third World communities of 
San Francisco. It runs sUmm~r-job programs and year-
round workshops in media, photography, music, peer 
counseling, job finding,' cOnUnurii1ty organization, and 
communication skills. Since the creation of this com= 
ponent, both the staff of Youth Advocates, Inc., and 
the numbers of clients from different ethnic groups 
have changed. Both groups now accurately reflect the 
composition of the city . 
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DeveZopment of Outpeaah in Mapin County 

When Yo~t~ Advocates, Inc. decided to expand its services 
by open~ng up a youth service system in Marin County 
~ur goal wa~ to create a human-service system which ~as 
~nt~grate~ ~nto the lives of all county adolescents and 
the~r fam~l~es. ' 

The maj~r task ~n the county for Marin Youth Advocates 
was mak~ng serv~c,·.!s available to a population Which 
wa~ scattered over a large area. Marin County is com
pr~s~d of four separate parts, all with vastly different 
serv~c~ needs. These areas range from a rural farm 
commun~ty to an affluent bedroom suburb of San Francisco. 
To meet these needs, Marin Youth Advocates had a mobile 
o~treach component called County Circuit Riders (C. C. 
R~ders). The C. C. Riders d,eveloped individualized 
programs for four separate communities in the county. 

The two'major areas of concern for the C. C. Riders, 
were: 

1. !nforming the county residents about, Youth 
Advocates, Inc. and its services. 

2. Delivering needed services to the comm~nities. 

The se7v~ces cou~d be delivered by the programs in the 
commun~t~es,~ut ~n 07der to get information about the 
p~ogram and ~ts serv~ces to the residents, the C. C. 
R~d~rs traveled throughout the county in ~ 26-foot 
mob~le van. Due to the lisibility of the~van, 80 per
c~nt.of the ~doles~ents knew about the C. C. Riders 
w_t~~n t~e f~rst s~x months of operation. The infor
mat~on g~ven out by the C. C. Riders also encouraged 
¥ouths,to ~eek services prior to cris~s situations 
~n the~r l~ves. 

As in San Francisco, the outreach process for Marin 
County included the ~s~ of media, service sheets, and 
lega~ ca7ds. An add~t~onal outreach activity was the 
p~bl~cat~on ~f a Marin You~h Directory. This directory 
l~sts and br~efly explains all of the services' available 
to adolescents and their famili~s. 
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Marin Youth Advocat'es,.y.'Eelieves that there is a direct 
correlation betw~en the amount of energy applied to our 
outreach program and the quick acceptance of the organization 
as a major youth service agency in the county. We are, 
conv.inced that a strong ?utreach component is essential 
in a comprehensive human service system for adolescents 
and their families. It is, perhaps, the major way of 
delivering services to these people before 'crises occur. 
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INTAKE 
" 

Middle Earth has a solid history of providing alterna
tive services for youth'in the Austin, Texas area. The 
expansion of the program into a shelter-care facility 
(Spectrum) is a ,needed and sensible project. The major 
strength of the project is its reputation as'a caring 
and effective program within Austin iri general, and 
especially among young people. Jane Bell, Outreach 
Coordinator, and long time staff member of Middle 
Earth, has contributed the following article on intake. 
Ms. Bell is currently Region VI Rupaway Network Repre
sentative, and a guiding force behind that coalition. 

• ••• The Editors 
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INTAKE 

Jane BeZ.Z. 

Many people have a negative reaction whenever the 
word "intake" is used in relation to hum~n servic~s. 
We know that it is much ado about semant~cs, yet ~t 
sounds like some kind of exhaust system and, to ~ur 
way of thinking, is an unfortunate word when play~ng 
a part in the human condition. For that is what we 
are involved in - the human condit~on - ~nd the most 
important program facet, the start~ng l?o~nt of the , 
relationship between client,and p:act~t~o~er, sounds 
like a valve system or insat~able ~nst~tut~onal maw. 

The process involved at the 'starting p~int ~ets the 
tone for what is to follow. In many s~tuat~ons the 
gut reaction of youth to their rUnI:ing away is of~en 
guilt, fear, confusion, and the feel~n~ that the~ d~d 
something wrong. How you treat the cl~ent ~t th~s 
point either reinforc~s th~se,negative feel~ngs and 
makes future interact~on d~ff~cult.or sets a mood 
of cooperation, based on trust, that encourages further 
work together. 

Is there really a need to immediately closet yourself . 
in a room with the client, safely ~ehind your desk,penc~l 
poised over official .. fo·rms?That ~s a cold and. of~en 
intimidating posture that smacks of "we need some ~~for-, 
mation from you for our !iles" sung to,the tune ~f Here s 
to you Mrs. Robinson." We see the process star~~ng as 
informal, taking place aft~r it has been determ~ned 
whether or not the client 2S hungry, exhausted or 
physically ill. We see the c~i.ent being gre~ted by 
a resident (or alumni volunteer) who shows ~~~ ar~und 
the place and explains the program from a k~d.s v~ew
points. In other word~, in,most cases there ~s no 
overriding urgency to ~mmed~~tely.~~t all the fa~ts and 
details about the clients' s~tuat~on. ~t ca~ wa~t 
until the client is fairly comfortable ~n th~s new 
environment and sees that we really do care and our 
offer to help is; in fact, genuine. 

The background gathering process should a~so be as, 
nonthreatening as possible. .Is the phys~cal sett~ng 
coriducive to free exchange? It does ,not have to be 
done in an office among the paper cl~ps. It can also 
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be done ina sitting room, on the lawn, or at the 
kitchen table for that matter. The interaction should 
be as informal as possible, because a great deal of 
information must be exchanged and decisions have to be 
made. Your aoility to provide services will suffer if 
the client is 'uptight during this process. . 

At Spectrum, our int~ke procedure maintains ~ sp1~it 
of ,.y~uth' advocacy, independent decision making' and 
responsibility for one's actions. It is made clear 
that no one will be admitted into the shelter unless 
they want to be admitted and are willing to work to 
alleviate their problem. In c~ses where ,an agency 
has been worki.t:lg wi th the youth, we ,~sk that they, 
make an appointment, and that a representative 
participate in the interview. ' 

At the intake study, Spectrum philosophy ~nd purpose 
are explained and discu'ssed. Immedi,ate and long-range 
needs are also discussed, and the youth decides whether 
or not our program meets his/her needs. If admittance 
to the shelter is found not to be a viable alternative, 
the outreach counselor will begin to work on other ways' 
of helping the youth. If the youth .and shelter coun- ' 
selor agree on admittance into Spectrum, the appropriate 
forms begin to be filled out as humanely as possible. 
At this time,-the youth reads the "Spectrum Contract," 
which delineates responsibilities arid program expecta
tions. ,By this time, ,the youth should understand what ' 
services we have to offer and what is expected of him/' 
her as a part of the Spectrum household. 

Special expectations (such as going to school, or a 
specified length of stay under the 30-day limit') may 
be added :to the contract. Sometimes this is a stipula
tion made by' par~~nts or even by a shelter counselor who 
realizes that tbis must happen in ord~r for a plan of 
action to work. 

The contract is accepted when both the youth and the 
shelter counselor sign it. If an agency is involved, 
the agency representative must sign a "placement 
agreement." This is done so the ag~ncy will realize 
that their input and assistance is still need~d. ' At 
this point, verbal (and later notarized written) 
housing and medical consent must be obtained from the 
managing 'counselor within 72 hours. Verbal consent 
is usually obtained as Soon as possiblei o~ten when the 
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outh is still at the outreach office= In certain 
y the safety of the youth ~s at .. stake, cases, where h 1 1 limit 
verbal consent· may wai~ for ~h:i~~ g~~!t ~I:dretion: This option, however, ~s use . 

The YOuth and the ./shel ter counselor then d go ~he t:i~~~rum 
and the admission form~ are completed an or~en 
into'the household beg1ns. 
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COUNSELING 

The follo.wing ~s oontributed by Joa'nne Bagger and 
Janet JOnes. M$. Bagger, formerly Supe.rvising 
CQunselor fOr Fqous Youth Service in ~as Vegas, 
Nev~da, is ourrently a Youth Diversion Officer with 
the Clark County (Nevada) Metrpolitan Police Juvenile 
Divisip~. Ms. Jones was formE!r.ly Co-director of 
Oasis Hotline. in New Paltz, New Yprk and is now work
ing with Clark County Juvenile Court Services as a 
Crisi~ Counselor. Both Ms. Jones and Ms. Bagger 
facilitated the works'hop on family counseling at the 
Western ae~ion Technical Assistance Conference in 
February 1976. 

• ••• The. Edi tors 
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CONSERVATION FOR COUNSELING 

Janet Jones 
Joanne Bagger 

Any working system - including th~t of ru~nin~ a~ 
alternative runaway hostel - has ~ts own ~ntr~ns~c 
demands. We cannot assume that because our motives 
and values are good and because we bring energy to 
our work, our system will run without flaws Or. 
hindrances-.--We too, have a capacity for failure. 
It is far better that we regard ourselves critically 
and realistically. That way, we can choose and re
vise our own structures and conserve our strength~. 

The mutual self-acceptance that must exist between 
two members of a staff or a family must also exist, 
on a limi'ted level, between a counselor and the 
"system." It is true that there is much to be ab
horred and corrected within the system, but runaway 
centers also receive their monies to operate from 
the system, Therefore, some of t~e most signifi~ant 
information which counselors can ~mpart to the k~ds 
who come to our house is the ability to live the 
alternative life style within the system. We must be 
wary of the arrogance which can erode our ability to 
be humanistic in our oehavior in relation to counsel
ing, administrative duties, and community relations. 

We are no longer an emotionally nomadic troup of 
rebels without causes. We are counselors who impart 
advice and guidance which will have little or no mean
ing to our clients if we do not help them to maintain 
a proper perspective. Just as we do not expect a 
complete reversal of negative behaviors within a 
family's structure after one or two family sessions, 
we also cannot expect that reversal from the system. 
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It has been our experience that considerao~e energy 
on the part of staff members goes into developing an 
acceptable and positive public image within the commu
nity. In terms of application of skills, that energy 
is a manifestation of the efforts we make", in sustaining 
relationships. If we are angry, in a "sour-grapes" 
rather than a constructive manner at the system, we 
will most certainly pass this on to our clients. They 
will act off of these subtler messages more readily than 
the articulated rules for living which we may be pre
senting.. They will decipher a "do-as~I-say, not-as
I-do" lesson which will be transmitted,to them in 
the most devious of ways. 

None of this is meant to state that. we should allow 
the system to intimidate us into impotence. We have 
some viable and creative alternatives to offer to our 
clientele as well as a model to demonstrate to the system 
that there are' other ways with which to deal with kids. 
We do not purport to be traditional, orthodox or conven
tional, but we must not apologize for that fact. If we 
do not fully subscribe to what we are presenting to our 
families and to the community, we will be easi~y inti
midated and cowered by anyone whd is a little louder or 
more ·articulate. 

If a universal truth in relation to counselors' effec
tiveness existed, it would state that it is virtually 
impo'ssihle to impart energy and caring to troubled 
clients if one's own house is more troubled than the 
client's. The chronic worries of facilitating the 
smooth-as-possible operation of a runaway house are the 
continual concerns about where the pay.check is coming 
from, how the residents will be fed, how to provide 
twenty-four hour manpower with a staff of six, how to 
keep the money coming in, how to present an acceptably 
nonthreatening image to the community, and how to avoid 
burn~out. In short, it is imperative that the staff 
of the crisis center not operate off ·the crisis mentality. 

Moving into specifics for the counselor: 

1. Define your job. What is it you do w~th your 
clientele'] KnO\</ how to break down the amorphous 
blob of counseling so that you can make sense of 
information with the greatest impact •. Define your 
strengths, weakness, objectives, self-needs, 
resources and value systems. Expand on what you 
have got and get what you need. Growing is a lovely 
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thing for us as well as for our clients. 'Being committed 
to our own growth, taking risks, exposing pain, gives 
us a constant and flowing acceptance6f ours~lves,-. 
regardless of where we are, because we are always 
on our way up. A~~ it gives our clients living 
proof that there 1S a better way to live., 

2. Never work harder than the client. If yod are 
unable to ,gain a cornmi tment from your family to 
solve the mutually agreed upon problem, theri the 
wisest move is to terminate your involvement with 
the family. It is frequently difficult to decipher 
the subtle resistance a family displa~s. Beware of 
p~rents who call you and want to talk privately 
W1 th you. They are attempting to CI.sk you to ally 
yourself with them rather than remain the objective 
moderator in the situation. Beware of the kid whose 
vocabulary is filled with "always" and "~~ver." 
He is usually as rigid as the parents whose life
style he professes to loathe. 

3. Remember that you are not 'in the business to make 
frie1:Zds. At different points during your involvement 
with the family . you will upset, alternately, the 
parent and the child. This is absolutely predictable.' 
People do not like to have their negative behaviors 
reco<Jnized. They rebel even more intensely when they 
rea11ze they must change those behaviors if they are ' 
to sustain a successful relationship. The natural 
process is to attempt to make you, the counselor, 
responsible for the pain the family is experiencing 
(because they were fine until you came ~long). You 
must be aware that, you have simply pe,eled away the 
veneer which was hiding all that garbage. If you 
become needy for the regard of 'the famiiv rather than 
wc;mtin9 to assist them in ~mplementing" change, you 
w1ll f1nd yourself reitiforcirig th~ behaviors which 
brought them to you in the first place., 

4. Simp lify" simp lify" simp lilY!: Do not get pushec. 
into th~ family's abstract amorphou~ problem: Force 
them to work. Don't accept the statements like, "We 
just don't get along," or "I just w~nt her to ~e 
good." Demand specific definitioris of problems, 
expectations, and consequences. If you ar~ hif with 
a bombardment of "I don't knows," tell your family 
to make som7thing up .RElalize that as long as you 
and the fam1ly are baving nice, safe, intellebtualized 
discussions about the intangible, philosophical aspects 
of raising a family, no one is growing -- not you 
and especially not the family. ' , 
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s. Be confident of your abiZity to heZp. Because many 
, of you are youthful and have not yet had children of 

YO\lr ,own, you are subject to attack in relation to 
'both yourexp~riential and academic credentials. 

Since your family is voluntarily involved with your 
services, the assumption is that you have something 
to o,ffer. Do not get pushed into the "so you haven't 
children of your own" trap. The dynamics 'of all 

. human relationships transcend family structure -
parents, children, singles or marrieds. It is 
simply this: caring and reality produce growing 
relationships. If this axiomatic truth is inte-
grated into your personal as well as your professional 
behavior, you will not alienate a family because of 
lac~ of parental experience or academic knowledge. The 
f~~ly w:-ll decide, their response to you, (;I.nd their de
c~s10n w111 be b':ised on reasons far deeper than the 
credential quest10n. ' 

6. Do not assume anything. Although this rule is almost 
insultingly obvious, we will state it: go into a 
family session with aE;l few assumptions as possible. 
Remember that usually ,your first contact with a 
family is initiated by a highly emotional youth, 
f.requ.ently in crj,sis. Do not assume that he/she 
isaccura,te about the family situation, but rather 
that his/her feelings are accurate. Furthermore, 
keep in-mind that a runaway center need not be an 
enemy to the system, or the parents in order to be 
effective. The rub there" of course" ,is that many 
parertts belie~e exactly the opposite. So be preparee 
for parents who come to y,our facility to b~ inti
midated, threatened, and bewildered. If you have 
made no assumptions in your own mind about the state 
of this family, the chore of puttirig the parents at 
their ease ,and helping them to become receptive to 
their child '.scomplaints becomes -a' simple" exercise. 

7. Never" never~ never put the famiZy down. Judgement 
is a role that we are not assigned and' it puts the 
family on the defensive immediately. There is 
enough resistance without adding this. We are all 
aware of the family who so closely resembles ours 
that we respond as we did when we were kids. It is 
a put-down to that familYi and a devious' way to take 
care of bur own unr~,~o,lyed situations, if· we do 
not ask the help"Of another counselor. Beware of 
all th~se gestures indicating lack of acceptance 
or arrogance coming from both you and the family -
the roll of the eyes, the sigh, the body language. 
These kinds of behaviors will alienate the. family 
beyond redemption.' RetneIrib~r that they are frightened 
an.d embarrassed. They-need acceptance 'before they 
can agree to change. , 
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8. Be aware of you~ hidden agenda. If you are from that 
era of ~ebellion ire which so many of us grew up, be 
aware of your own personal vendettas and needs. Our 
clients need per$onal power, and then an awareness of 
what that power can do in the system. Let your 
clients point'out their priorities. We see the most 
powerful counselor as one who accepts a family where 
they are and, given the family's actual potential, 
moves them with their own energy to a higher level 
of existence according to their needs and wants, 
with caring, structure, feedback, and positive 
manipulation. 

9. Know'how the famiZy sees you. Make sure you are 
aware of how the family sees you in terms of agency, 
power, place in the system, cultural and social exper
ience and personal rap. If the family has seen thirteen 
counselors and gotten nothing, you had better be 
aware - whatever the reasons. If the parents ascribe 
police power to you, cut that power loose or they 
will depend on you to do what they can't, or don't, 
want to.do. 

10. Try as many new akiZZs and approaohes as you possibZy 
ean. Use anything that will work to help the client 
or family up and out. Keep up a running account of 
traditional and unorthodox approaches and combine 
these with your personal strengths. The pest coun
selor is eclectic and takes the best from everything. 

11. In reZation to YOU J give your sessions an ai~ of 
reaZity. You are limited in personal energy and 
time. Don't give the impression that you are 
capable of building utopian conditions or major 
changes. Only the family can do the major work 
with their energy. It is like putting candy in 
front of a baby to lead them to believe you can do 
everything.. You can, however, give feedback, guidance 
and structure. You will love yourself for this 
simple rule and your clients will grow (if they are 
going to) around it. 

You will notice that these r~les are slanted toward an 
effective relationship with our families. However, they 
are also adaptable and essential in maintaining a high 
level of energy among staff members. Virtually, all of 
the family problems you encounter may be problems you 
have among your staff members. For example, the 24-hour, 
7-day-a-week volunteer (who seems to have no other . 
lifestyle outside your center) is essentially the same 
kind of person as the mother who lives for and through 
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her children (then begins to crurol?,le when her children 
begin the natural separation process as adolescents). The 
communi ty public relations problems,~ wi th whic~ centers, are 
constantly faced are no differehtthan the ne~ghborhood 
public relations about which most ~amilJes worry. 

If you can convey to Y9ur fami'ly that you are learning, 
and relearning, on a daily basis to, cope with the same 
kinds of difficulties they face~ that pain is a he~lthy 
symptom rather than a terminal disea'se; that cc;tring is' 
not a weakness but that "strength't frequently l.S a weakness, 
then your work will be simple. And certainly, y<;)U' canno~ 
convince your families of these basic relationsh~p dynaml.cs 
unless you are living them. 

Because we are sought after, it fs 'ass~~ed ~ha.t we ,kn<?,w 
what we are doing. We gladly accept' thl.,s role as l. t l.5 , 
better to go into a family session knowing tha~ not knowl.ng. 
Assuming is fine but it is a cross ~?r ~hose wl.th lack 
of experience and the need for gettl.ng ~t. How:ver, as 
one passes out of the new bounselor anx~ety of, can,I, 
control" another handicap emerges. Thl.s hanal.cap l.S a 
conditi~n of superiority -- that we have somehbw risen' 
above the condition of common humanity. No one experience~ 
this more clearly than a facilitator for a group of 
professionals in our field. At this point it is clear 
that there is a difference between seeing 'the client as 
a human on the way to, some more meaningful life in terms 
of his/her own needs, and see~ng'yourself as the alienc;tted, 
often idolized deliverer of deep insights and perceptJ.ons. 
Beware of condescension - we are more awar~, not more 
human. 

Also closely related to the 'above, is the' "I don I t really 
give a damn" syndrome which strikes,occasionally with the 
same results if not held in, check,.' We ,e.nd' , up screwing 
over the client or family. This occurs generally when 
our own personal lives are turbulent,andun~ulfilli~g. 
Good counseling fosters a gObd ·selt-protectJ.ve selfJ.sh
ness in the client. I~ is also ~good, qu~lity ~o have 
active in ourselves. We should constantly' nourl.sh our
selves both outside and inside of the job. When this 
balanc~ is disturbed we find ourselves giving ~ithout 
resources. It is a dangerousposi tibn for .both c:ounse'l~r 
and client. If you have the ideal situation, 'you can 
excuse yourself and take' a t.r~p to' repl,~Flish yc;)Ur~elf. 
If you can't do this due to, coverage or unrealJ.stJ.c 
expectations and demands by self and/or others, you 
can run the risk of either d6ing poo~ cbunseling or 

.... ~ 
35 

, 

, 

-



'i 

r I 

I~xpecting the counseling sessions to fill the voids, 
It is a good. rule in ·this situation to: 

c, 

1. Never expect regard from the family sessions, and 

2. Remember you are being paid to "be there for your 
cli~nt. 

Nei ther of these e.xclude getting yours - they just say 
get it. Any resource set up in the system for this is 
a good one because it happens and it is real. Periodi~ 
cally replinishing oneself gives us reason to build 
ourselves as we b,uild others and, keeps ,us in touch with 
the con1monalities of our humanness. 
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GROUPWORK 

The majority of runaway centers utilize SOme form 
of groupwork in working with clients. The follow-
ing article, prepared for a technical 'assistance 
workshop at Youth Emergency Services (YES), St. Louis, 
was written by Jim Statman, ESC Pr,ogram Director. 
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SOME THOl/GHTS/SUGGESTIONS. 
ON THE USE OF GROUPS IN RUNAWAY CENTERS 

. " . 

J. M.· Statman 

Group work with young people who come to'runaway,c::enters 
is conditioned frq~' the start by the fact that the group's 
membership is constantly changing and that most young 
people will only be residing .at the project for a week 
or less. This shifting grollp membership makes the 
establishment cif trust and cohesiveness more difficult. 
It is especially problemati0al for young people who are 
less verbal, uncom:t;ortable il) group si tua tions, and who 
may be a minqrity (due to race, geographic, or~g~n,. 
cultural orientation; sQcial class, or sex) among the 
group of clients. in the house at that time. Given the 
power of group situatiors and the fact that many of the 
yo~n~ p7op~e ~t the ~enter are in the midst of a significant 
cr~s~s, ~t ~s ~mperat~ve that the group work conducted at 
runaway projects be examined and assessed with some 
regularity and that feedback from clients on the group 
process be elicited and respected. 

Yet, in spite of these difficulties, a large number of 
runaway projects have found the use of groups to be an 
important and valuable components of their total program 
of services. Runaway center groups range from the 
explicit encQunter "game" used at FOCUS, through ongoing 
"here and now" se,ssions., to such inventive techniques 
as Diogenes' early morriing dream rap s~ssions and SAJA's 
art-counselin9 groups. It is also important to acknowledge' 
~lat wit~in all runaway centers a vital, ongoing group-' 
process ~s always occuring; namely, the daily interaction 
in the dorms, sitting areas, kitchens, dining rooms and 
on the front steps among young people and between the 
youth a~d the staff •.. Ru~away project workers recognize' 
that th~s group dynam~c 1S often the· primary occasion 
for peer-counseling and a major source of support, self
examination and information for young people at the .centers. 
Some projects make explicit use of this 'iliving" group. 
At FOCUS, for example, Ray ben David'developed the role' 
of "greeter," a house resident or runaway "alumni" wh~ 
would meet each new arrival at the door, explain, from 
the perspective of the young people, how things "reaily" 
are, and induct each new client into the culture and 
norms of the house. 

38 

~, f', 
, , 

.-

',~_'_k,, __ , __ , 

i 

r;) 

,/ r 

----_ .... ,'" 
lh--;onsidering the use of groups.at a runaway project, 
the first step would be to clearly define the goals of 
the group work and to examine how thi.s fits into the total 
service program at the center. Too often, groups are 
initiated based on the interests or training of staff 
members, rather than arising from such a needs assessment. 
We have .found that it is important in stating goals for 
the group. to differentiate between groups which are 
viewed as components of the counseling function (i.e., 
"therapy" groups), from those which are more concerned 
w~th house processes (e.g., groups to discuss'house 
management, problem~ and issues, and information on jobs, 
health, etc.). This distinction, though not hard and 
fast, has. important implications for staff training and 
supervision. We also strongly believe that clients at 
a runaway center must be briefed on' the nature of the 
group in which they have bee~ asked to participate. 
Hidden therapy and ambush encounter groups violate young 
people's rights and may be destructive. , 

Careful thought must also be given to the questions of 
how often group6 should be conducted and who would be 
the facilitator(s). Special groups, including staff
resident gripe-sessions and those requiring particular 
skills, training or experience (e.g., groups on rape 
or health iss'ues) are often best conducted by an outside 
facilitator. 'The use of peer youth counselors and 
project "alumni" as group workers {perhaps as coleaders 
with ~n adul~ staff member) should be explored at more 
cente.oi.'v,-, Although some centers utilize daily groups, 
most c0'ilduct group sessions two or three times a week 
and raIl special sessiom., as needed, t,o meet hQuse 
demands and crises. Needless to say, thorough training 
and supervision is a key ingredient in responsible 
group work. 

Although the skills, methods and training in traditional 
social group work and group therapy are a~plicable in 
runaway centers, the transitory nature qf the client 
p(~ulation suggests the need for the development of addi
tional nonthreatening, involving, and beneficial g.roup 
techniques for working with runaways. Below are listed 
five general techniques which may serve to ini~iate and 
stimulate futher thought, discussion, and creative 
experimentation with such methods: 

- 4 $ 

" 

i 

! 
I 

, 



I • 

t I 

1. 

2. 

3. 

,_. <.'_"_"'_J"~"""""'<4'_"'_._u...-_. ___ . ,. 

Case-Rapping. Although ,some young people may be ' 
reluctant to openly examine details of their own ' 
lives and problems within the context of a group , 
of "almost strangers," they are often extremely 
insightf~l and helpful in discussing hypothetical 
si tuations •. The technique here would be for the 
staff to develop a set of 'fictiti6us case histories, 
the kind which might be presented at a staff case 
work meeting, describing the kinds of themes and 
situations (e.g., parental control, abuse, peer
pressure, incest, neglect, etc.)~ which oftep under
lie running away. In discussing "somebody else's 
case" young people may be able to express their 
feelings about their own situations, ga~n new . 
perspectives on their problems and exam1ne alter-, 
native solutions. 

NonverbaZ Techniques. Many young people have diffi
culty verbalizing in group settings, especially when 
they are not familiar with the other members. Non
verbal techniques, such as sculpturing methods--where 
a young person portrays his/her family, peer group 
or .place in the social network of the runaway center 
through the physical placement of other group mernbers-~ 
is fun to do and often opens up significant themes 
and feelings. The use of qualified facilitators 
familiar with art, music or dance therapy techniques, 
and Gestalt methods would also be a means for, intro
ducing nonverbal group processes. 

VaZues CZarification Techniques. In recent years, 
there has been increasing interest in the develop": 
rnent of nonthreatening sensitivity and values 
clarification techniques, which help young people 
examine their basic assumptions, values and 
behavior wi thin theIr social network. One v,aluable 
source of such exercises which are easily adaptable 
for use iri runaway centers is Simon, Howe and 
Kirschenbaum's Values Clarification (Hart Publishing 
Company, Inc., New York: 1972). This paperback 
describes almost eighty strategies and exercises, 
and can help stimulate the development of new 
approaches. It is worth having a look at. 

4. RoZe-PZaying. Like the "case-rapping" method, 
role-playing is often extremely valuable as a 

'means of initiating discussion of problems and 
getting out feelings, and many. people find it to 
be great fun. Role-playing ~echniques are also. 
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helpful in dealing with fears and in modeling and 
practicing skills such as how to act at employment 
interviews, what can be expected in a court appearance 
or ~ow to handle peer pressure (assertiveness training 
of sorts). The addition of video equipment for taping 
role-playing sessions enhances this process and makes 
it almost impossible to resist. (For creative 
ideas and techniques utilizing video, you might 
check out TeleVISIONS magazine: Washington 
Community Video Center, Post Office Box 21068, 
Washington, D. C. 20009.) 

5. Communication SkiZZs Training. Much of the skills 
taught at "parenting" workshops represent basic 
training on how to listen and respond clearly to 
what others are saying. There is no reason why 
the methods presented in P. E. T. classes, or 
counselor training sessions could not be taught to 
the runaways. We now have parent training, why 
not initiate youth 6ffectiveness training? Check 
out and adapt the methods in Gordon's Parent 
Effectiveness Training (or numerous similar 
approaches) and the counselor and paraprofessional 
training techniques utilized in many runaway house, 
hotline and drug-program training sessions (e.g., 
Empathy Listening Skills). 

Finally, it has often been noted that some of the most 
important individual counseling with young people occurs 
while helping them prepare a stew for dinner or repair 
a broken light fixture. The same is true for groups. 
Organize a volleyball game, a session where people 
can learn to dance the Hustle, a trip to a movie, health 
~linic, concert, a picnic, a swim, or a walk around the 
neighborhood. Take a cue from the old social group 
workers and Settlement House people. Relax, be flexible 
and listen. 
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ALTgRNATIVELIVING 

In her article on ~lt.ernative living ,Maggie Johnson 
of proje9t Tumbleweed in Billings, Montana, takes us 
through the development of her project's foster. dare 
and host horne program. Tumbleweed is one of the 
seven agencies under the Montana State Youth .Develop
ment Bureau umbrella and is a new project that has 
developed within the past year. 
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ALTERNATIVE LIVING 

Maggie 'Johnson 

project' Tumbleweed ,ts a new program in Bi .. llings which 
provides emergency host honies, for ohree to five days, 
to ,runaway. youth. It i,s unusuc;tl in that we' have 
no ·shelt.er horne or juvenile center here. Our host 
homes are primarily voluntary al'ld serve for one 
placement per month. We are, of financi.al nec~e..E-sity, 
largely built into the existing system. ,The Junior 
League of Billings, which obtained' the grant also acts 
as a sponsoring group providing board member~, a 
speakers' bureau, and volunteer assistance~ 

In developing and implementing the.program, we have 
found the following areas of need. 

RecI"ui tmen t . 

Our best results to date have come from newspaper 
articles about the project. Speaking engagements at 
servi.ce clubs and church groups have resulted in 

·a very few homes. A brief television interview~show 
appeal was nonproductive. We are starting grocery 
ad inserts as suggested to us by Jim Carmany of ESC. 

Licensing 

Our foster homes af~ licensed according to state 
standards ~which include a home study, medical clearance, 
foster parents'agreement, and three references. We 
also have a police record check. 

We didn't take references very seriously until we 
received our first negative one with confiiming follow
up which resulted in our being unable to license the 
home. 

As the local~,licensing persoHnel were swamped! at the 
oftset of th~·~rogram, we have done our own horne studies. 
Though time consuming, this had definite advantages in 
gaining first-hand knowledge of 'the family as well as 
establishing rapport between project personnel and 
parents • 
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The first visit involves ,both foster parents and is a 
basic outline of the program, includ~n~ the ty~e of 
youth, mechanics of the pr~gram, tra~n~ng,sess~on 
requirements, our expectat~ons of the fam~ly,- and 
theirs of the program, and any questions. A "Foster 
Parent" letter is left with the family. (See Attachment 

on page 48.) 

Ensuing visits consist <>f' individual talks with hus~and 
and wife. This has often been an eye-opener, espec~ally 
in determining the opinions and feelings,of the,less 
verbal parent. Where there are older ch~ldren ~n,the 
home, a visit is arranged in which they are also ~nvolved. 

Some questions,we cover in the initial i?t~rviews,are, 
reactions to teen trends and smoking, ethn~c or m~nor~ty 
bias, age or sex preferences, availability of transpor-

I 

tation, ground rules and reasons for them, and accep
tability of 'a somewhat longer stay. 

Host Fami~ies 

In choosing host families, the emerge~c~, short-term, 
nature of the place,ments makes the ab~l~ty to conu~1Ur:~cate 
easily and comfortably a needed strength. The ab~~J, ty 
to be flexible, both in attitudes and in the pract~cal 
area of some disruption of home routine, ~nd to be,n?n
judgmental and accepting of youth, are v~~al q':lal~t~es. 
We like to see parents have a con7ept o~ l~sten~n~ - r:ot 
prying or preaching. Foremost, e~t~e: ~n,the m?t~va~~on 
for entering the program or the ~n~t~al 1nterv1ew, ~s 
an indication of a basic concern and caring for youth. 

Foster Parent Letter 

This is actually a manual of program procedures, require
ments, and aids for the host family. It is condensed to 
basics and gets many detailsan~,rules into-a,written 
form which parents'-canhave on hand. Along W1 th ~mer
gency phone numbers, procedures for emergency med1cal 
care and resources for crisis counseling, clothing, 
recr~ation, etc., we include some predictable family 
feelings 'when the youth leaves the home, and the lack 
of immediate observable rewards. 
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The Praatiaa~ Side 

For the sake of all concerned, we try to keep forms 
at a,minimum. Although we slightly amended, the three 
requ~red state forms -- the application, medical form 
and foster parents agreement -- state approval was 
obtained. We,also have parental consent agreements, 
emergency med~cal treatment releases, reference request 
letters, and a project evaluation questionnaire fo~ youth. 

One.important sign of the times was the recurring 
question of parent liability. We are fortunate that 
the state Social and Rehabilitation Services carries 
some liability insurance for 'all licensed foster parents. 
The policy covers such things as injury to the child in 
the home, damag~ or injury done to others by the youth, 
incident of malpractice, etc.. It seems however, to 
be impossible to find a coverage to insure the host 
families against theft, damage, or injury to their own 
home or' family. . 

For this reason we don" t down play the risks involved. 
We strongly urge ea9h family to discuss their home 
owner's coverage with their individual agent. We also . 
ask for confirmation of auto liabiiity for transporting youth 
from each family as well as providing some coverage for 
all volunteers through our project. 

Sareening and Oround Rules for Youth 

For a host-home project, we must have a stringent 
screening of youth, and ~ome pretty tough ground ~ules 
set up before placement. Those youth who come to us 
through law enforcement are screened at that point. 
We ask that the kids agree not to drink, use drugs, 
drive, date or go out, or make phone calls. They 
must accept full-time Cidult supervision if they ,agree 
to placement. In the event of a somewhat 'extended stay, 
these restrictions are eased up through family/program 
agreement. It does save host family hassle as to hours, 
where kids can go, and with whom, etc. 

Training and Mainten'anae Sessions 

Although we require participation in basic training 
sc~~~~ns, most of our parents ask for it. Our pilot 
group has had sess,ions,.,.in,orienta'tion·;-"ado'l'e~rcent prob
lems, special problems of rUl)Aways,and communication. A 
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final session is to be presented by the Youth Task 
Force on teen problems. The communication session, 
which was a capsulated presentation on active listening, 
from Parent's Survival Training, has brought the most 
response as a Valuable help. 

We have kept the sessions loose in continuity So that 
parents can enter at whatever time they apply to the 
program. They are held on a ,bimonthlY basis. 

We will continue with monthly session~ - alternating 
speakers with maintenance. Informal polls of the local 
regular foster parents indicate \~-::lt some of their best 
help and support comes front other'~oster parents, and our 
maintenance sessions will be str~::>xured on that premise. 

Foster Parent Advoaaay 

Existing agencies state that foster parents are part of 
their team, but often do no~ seek out or may even dis
courage their input as to the child's needs or program 
policies. Because of the demands on their 
time, they ,~)n'~ "casework" foster parents. The difference 
between carxng for a four-year-old and a fourteen-year-old 
must,be accepted, and time found to be supportive to host 
families. 

We find that phone contacts usually do the job. Parents 
are called within 24 hours of placement about how things 
are going. Their input, as to observed or shared needs 
of'the youth, is solicited. Where there are some diffi
culties, contacts are made more often, and both parents 
are involved in the conferences. After the placement is 
terminated, a visit is made for feedback on the youth 
and program pOlicies. 

We are finding that our new parents are all-heart 
(slightly bleeding) and we have to play the heavy -
sometimes with the kids, sometimes with an involved 
agency. 

Our parents are also showing a lot of personal interest 
in how the program is developing. At our training ses
sions we report on what is new and solicit their feedback 
on fhe program, as well as ideas for problem areas related 
to host homes. 
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We cannot stress the need f f ' 
enough. With youth as ~ur or, am~ly ~upport strongly 
paren~s cane~sily get lostPf~m~~y c~~ef'fnlt, the host 
start~ng with 1'6 e sue. We are 
trained' These people who are inexperienced ,and un-
the kid·cries, h~~~e;~e ~:~~ie who are on the spot when 
the same sort of suppo;t ass~~tand burts~ T~e~ deserve 
respect we would giv'e' ance, ava~lab~l~ty and 

, a new staff member If 

::~~!ni:;~~:im~:pH~!::~~~O~~!:'i~~~ ti,aw~o~U~~o 

47 

I 

, 
., 



I ' 

.. 

? I 

.~'_c,, __ ~~~-"-----! 

Attachment 

Foster Parent Letter* 
Project Tumbleweed 

Dear Foste'r Parent: 

You have warmly responded to the need for homes for 
runaway youth. These are youngsters who have been picked 
up primarily fpr this reason and have no criminal 
cha~ges against them. 

In providing them a place to stay you give a very 
special service to the youth and the agencies working 
with them ..•• different than that which any member of the 
staff can give. Your interest, understanding and day-by
day care is vital to youths who are separated from their 
own families. 

We hope you will find much joy and satisfaction in your 
service. We share responsibility with you for the care 
of these boys and girls in your home. 'This is written to 
be of service to you as we work together. 

As CO-Worker~ with Project Tumbleweed 

You and the youth's counselor share the important task" 
of caring for the youth, but the part that each plays is 
different. The counseling ag.ency is responsible not onl} 
for arranging for placem~nt and removal, but also for 
the general overall planning for the boy and girl. You 
have the responsibility for the daily care of the youth, 
and your observations and k~owledge of the youth's needs 
will be of immediate help to the counselor. 

Placement Procedures 

When a youth is picked up by law officers, one of th~ 
On Call Intake Workers from Juvenile Probation \'oT!'ll be 
contacted. He/she will assess the youth's problems and needs 
as to placement in a' short-term foster home. This will 
be discussed with the youth and his/her agreement to place
ment and ground rules obtained. 

We will ask that you take turns being readily available 
for a one week period. The Intake Worker will call you 
and ordin,arily will bring the youth to your home. The 
Worker will let the youth's parents know that he/she is beinq 
cared for. You will be informed of any special rules, . 
needs or medical problems. 

* This letter was developed by Project Tumbleweed, with 
the assistance of the ivlontana Department of Aftercare and 
Rev. Malcolm McDowell of The Net~ in Glastonbury, 
Connecticut. 
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A follow-up visit. will be made within 24 hours. The 
youth will be teferred to a regular worker in Juvenile 
Probation or Child Welfare for continued care or return 
to their home. . 

The project coordinator will visit you after the placement 
ends to discuss your observations, problems and suggestions 
to ,help the youth and the program. 

Foster ~ Licensing 

You will be licensed through the state Welfare office. 
This is done to give you official status. One benefit 
to you will be the foster home liability insurance provided 
by the. state. 

This will involve a foster home study by the coordinator, 
assurance as to your good health, a TB skin test, and 
proper auto liability insurance for transporting. The 
licensing period is for one year. Just prior to renewal 
the worker will check back with you as to changes in the 
home and your desire to contin1..,e .in the program. 

The Foster Family and the Youth 

Your role as a family should remain essentially unchanged. 
We don't expect you to be a psychiatrist, and in three 
to five days you may be luck~ to get beyond yes and no·· 
respon~es. The very normalcy of your home can be one of 
the great things you will give. 
. '~" 

The youth will be asked to agree. to basic rules prior to 
placement, including no drinking, no drug involvement, 
no dating, no driving and no phone calls other·than to 
parents when cleared by a Probation Officer. Long distance 
calls can be arranged through our bffice or the Probation 
offices. If he or she disregards these rules, feel free 
~o contact the counselor or the Intake Worker. 

You will be required to participate in a Foster Parent 
training program. We will discuss the policies and 
procedures of the program, the type and needs of youth, 
problems and needs of foster parents and try to answer 
all your questions. We will give you some special 
helps and insights into behavior, values, communication 
and discipline. We will continue with monthly programs 
to help you as well as maintenance sessions to discuss 
your needs ,and suggestions ....... whichwe will ask you to 
attend as many as possible. 

Don't worry excessively about the youth running from 
your home. Ev.eI1 wi th our screen i. r:'::j, you th may agree to 
the home solely so they will .be .~1 'e tii\ run again. Never 
try to stop a runaway by physic?' .. ieans. Call the Worker 
immediately •. 
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Your ti.me together will be almost too short to assess 
the degree of trust you can place in the youth. We ask 
that you provide adult supervision at all times unless 
the Worker concurs on more freedom. out-of-town or over
night trips must be approved by the Worker. 

Every effort will be made to be careful about the selection 
of youth for the program. There are some risks involved. 
We suggest that you don't tempt a kid by leaving valuables, 
money, checkbooks, car keys and fire arms easily available. 
Call'us immediately if there are problems in these areas. 

For this reason we ask that you check with your insurance 
agent as to your home owner's· policy and your protection 
against theft and damages. We also ask that you be sure 
your auto insurance covers the possibility of the 
youth's driving your car without authorization. 

You can help the counseling agencies tremendously with 
your observations of the youth's needs as well as problems she/ 
he may discuss with you. The Intake Worker will ask the 
youth about specific problems. You will help the youth 
mos't if you let him/her volunteer information or confidences. 
Be sure to offer your ideas to the Worker. 

Most of your rewards will be your own built-in satisfactions. 
In three to five days you probably won't change the youth's 
life in any way that you will be able to see. Remember 
too, that there will be both busy and dry periods as 
to youth in need of our homes. 

You ax:e invi t.ed to attend the Big Sky Foster Parent's 
Association meetings. 

When ~ Notif¥ .~ Counselor 

The Agency counselor will visit with you and the youth, 
and give jtOU his/her telephone number in case ... qf. emergencies .• 
The Intake Worker6an be reached ~t 252-5181, extension 
250 if you have not yet been seen by the ongoing person 
or are unable to. reach him/her. Project Tumbleweed Office 
is in Room 18, Kimball Hall, Rocky Mountain College, 
phone 259-2558. My home' phone, in Laurel, is 698-4168. 

NOTIFY THE AGENCY COUNSELOR AT ONCE IF: 

The youth leaves your home. 

The youth isil,l, .. o.r hurt •. 

The youth gets into trouble with you, the school, the 
police, or anyone else. 
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At;~rOne ' .. i.ncluding the' youth's 'own parent's tries to' take her/ 
hl.m from the ho~e 'or visit without·permis~ion. 

~here is 'any change in your household such as seriOus 
l.llness, or the need to be away from home. 

The y'outh seems unduly nervous or ~pset. 

The youth requests that a call be made to his/her counselor. 

Before taking the youth away from your home fbr more 
than eight hours. 

There ~s any violation of the ground rules. 

Special Needs of the youth 

MEDICAL CARE 

w~en the youth comes to your home, the Intake' Worker 
Wl.ll t~ll ~ou of any special medical needs, allergies, 
or medl.catl.ons.The Intake Worker will discuss with 
you what facilities to use in case of emergency. , 

Medicine must only be given under the direction of a 
physician. 

~f the, child is s,ick or injured, call the Agency Worker 
l.f assl.gned ~ or the Intake Worker .In a,n emergency, 
take the chl.ld to an emergency facility·and immediately 
call a ~orker. . Remember tha~ only the ag'ency has the 
l~gal 7"l.ght to sign for I"edical treatment: In an extreme 
sl.tua~l.on w~ere you were unable to reach anyone, use 
St. Vl.ncent s emergency room, explain your situation with 
the ~outh, and they can arrange for 'nec~ss~ry ~ont~cts to 
obtal.n treatment permission. 

WORl< AND PLAY 

Assuming some responsibilities and chores is probably 
~ l?art of ~o';1r,nor~al home patterns. We~eyour own 
.... hl.ldren vl.sl.tl.ng l.n somaoneelse's home you 'would 
probablY,expect them'to take care of their ·clotliing, 
make thel.r bed, clean out the tub, etc., and generally 
be helpful. . . , 

If' the youth needs close supervision "fo'r the full"'five 
days, you may all get sick of Monopoly and TV. The youth 
may a<;company you on your family recrea'tibnal interests'. 
A mOVl.e, ballgame, hockey, family sports etc. could 
help to vary th'e 'Stay. .' :, .;,.' ,'. . 
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CLOTHING 

As the youth will p'robably come with no extra. clothing, 
a change and nightwear will be needed. The Wl.se Penny 
at 509 North 27th,· open Tuesday through S~turday, 
10:00 a.m. to 4:00 p.m., will supply you l.f at all 
possible. The Wise Penny' can be reached on Sunday or _ 
Monday by ringing: Ruth Towe - 656-2163 or Sandy Macheck 
656-2558. 

SCHOOLING 

Wherever possible, we would like to maintain uninter
rupted school attendance for local youth. The wor~er 
will let you know if this is the plan. No change l.n 
school could be made for this short period, so you ma~ 
be asked to transport the child. Your wishes and aval.l
ability will be discussed in your home study, and taken 
into consideration in the placement. 

MENTAL HEALTH COUNSELING 

The youth will be encouraged by the Intake Worker to 
visi t with the Mental Health Clinic a.bout his/her problems. 
You may be asked by the Intake Worker to arr~nge the 
appointment and see that the youth gets to hl.s/her 
appointment. 

OTHER NEEDS 

The Intake Worker will ask the youth about needs for 
medical care, dental care, school help, legal problems, 
counseling for drug or alc~hol u~e, pla~ned parenthood, 
etc. Your help may be enll.sted l.n meetl.ng these needs. 
If the youth expresses the need to yo~ or you observe 
problems let the Worker know. Securl.ng these helps 
must be done in coordination with the youth's Worker. 

PHONE NUMBERS 

When going out, leave a number where you can be . 
reached at: Juvenile Probation: 252-5181 extenSl.on 250 
days, or 252-0525 unit 182 nights and weekends. 

Crisis Center: 252-5650. 
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!outh's Ow~ Family 

Although we will not, as a rule, give YQur name to the 
you.th's family and never without your consent·, experience 
tells us that the youth may vfl..ry well do so. If you are 
called ,or contact.ed by the parents .te·l1 tlleIt). the youth is· 
fine, and refer them to the Worker. 

Remember that a child's parents belong to him/her. ~egard
less of the family problems, he/she usually cannot forget 
them entirely and may even surprise you with his/her 
loyal ty. You may not lik e them or"' feel the:~'" ha'.re been' 
good for the youth but no one, of course, has the right 
to destroy a child's faith in his/her own parents. 

Confidentiality is a key word in all foster care. Because 
of the age of your guest, you will prob~b~y pear about the 
youth's family affairs as well as his/her own. Such infor
mation must be held in strictest confidence bet't'leen you and 
the counselor. Avoid use of the youth's last name in 
introductions, etc. 

When the Youth Leaves 

Many of the young people will retura to their own homes. 
It is possible that they will go into a long-term foster 
home, a group home, or a setting similar to Boy's Ranch. 

When ~ youth leaves your home it may be hard for all of 
you.' 'Sometimes'You will need to· handle your feeli.ngs in 
a way which will help the youth. You IDiilY be asked to 
cooperate in a plan of which you do not fully approve. 
Try to remember that the agencies involved give a great 
deal of thought and study to what is best for the child. 
Your observations and information given you by the youth 
can help in the decision. 

You may get a very dim view of the youth's family 
(remember this might be one-sided). If the youth is 
returned t6 the home, you may be shaking your head at 
the agency's decision. Keep in mind the tremendous need 
that all children have to make it FIRST with their family. 
Counseling services will continue for hi~/ber and his/her 
family with the hope of a solid, long-term improvement of 
their problems. 

Only that agency respons'ible for the youth's care can 
remove him/her from the home.' Although notice to you of 
removal.will not be long, the Worker will call as early, 
as possible prior to the change. Barring emergencies, 
if you cannot keep the youth, please give us as early 
a notice as possible. . 
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AFTERCARE. 

Associate Direc.tor of Focus, . is 
steve Nicholas, .. . He was one 
responsib~e,fo~ ~!~~~!e~~a~o~~~g(:~S~ge 16) and 
of the or~g~na 'd in need of help to 
rose in thiC, ranks from kl. " 0,1 S I article on~,~fter
Associate. D~rect<?r. ,~lr;~ ,N.J:.C~an~ing, and imtifeLinting 
care reflects his. skl.l1· l.n p. . . , 
a highly effective px;ogram qptp.ponent. 
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AFTERCARe 

CARE AFTER THE FACT 

AFTER CARING 

,0 Steve Nic,h{) tas 

The emergence of runaway houses seems to be the 
product of two realit.ies. First, neither the American 
family hor the traditional sQcial service system have 
been able to reduce the incidence of'runaway behavior. 
Secondly, whenever there has, ,been a need for an 
immediate response from spmeone, the reply from 
traditional social services has n'ot been particularly 
immediate or helpful. 

Runaway houses' have addres,sed themselves to these 
inadequacies of the traditional social service system. 
tie are responsive to the neeqs of our clientele. We 
are providing meaningful services to those who come 
for help. 

But, what happens after the crisis w~··th the family is 
resolved and the young person goes home? Is this 
where our responsiveness ends? Does our commitment .. 
stop? ' 

If we are commi tted~, the questions that come' to mind 
deal with the long ... term effec.t of the services we 
provide. How can we assist families in dealing with 
the roots of the problem$.which trigger the running 
symptom? How much long~term, positive impact can we 
hope to have with the young person and their family? 
And, given the preserlt qay limitations of our runaway 
programs - the, number Q.f :families coming to us for 
help, the limited number, of staff, and the inadequate 
funding levels, how much can we hope to do? , 
Thiei'chapter addresses these questions. I do not 
offer answers, but rather some ideas and possibilities 
that point in a helpful Qi~ection • 

The problems that bring kids to a :runaway house have 
taken years to· create •. We ca·nnot as·sume· that a solu.,. 
tion.will be. magically determin~d .aft~:t;'a few days, 
or even Cl ,few wee'ks, at a runaway 11ouse. TfJe can 
expect the runaway house to relieve the immediate 
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pressure on the family, foster an,attitude o'f,a will
ingness to work towards a solut:on, and beg~n th7 
identification of significant fam~ly problems. Th~s 
is the point at which the aftercar7 pr~gr~m can be 
heneficial to the family. The fam~ly ~s ~n a state 
~f relative imbalance, because thei~ pr~blems,are up
front. This is the time when an ob~ect~ve th~rd 
party can help the family. The fam~ly needs support, 
and the young person who ran away may need even more 
support and care. 

What are the mechanics involved in this kind of, . 
support system? How do you include,an element ~n 
your program's aftercare proces~ wh~ch allows a 
counselor to do follmv .... up ,york ~n the home of the, 
runaway youth and their family? 

FoZZow-Up FamiZy CounseZing 

The model I will use here was developed at Focus 
Youth Services. The aft,ercare program was staffed 
by students from the university Year for Action, a 
federally-funded program'through ACTION. These 
students'had limited experience in the area of help
ing others. The primary cost to Focus for these 
students was in th~ staff time and 'energy necessary 
to train them. 

The initial training program for t:he students included:' 

1. 

2. 

, 3. 

4. 

Information about the varicus scc,~alser,,;ice 
prcgrams available, including the~r serv~ces. 
The students also. met at least cne contact 
person for each agency 

Training in simple, yet effective, ,problem 
solving and communication skil'~ 

h tel "slnadowing" one Working in the runaway os 
of the counselors 

Completion'cf"courseworK' tnrbugha uriiversi'ty 

After "graduating" from the training program each of 
the students was given a small caseload of local young 
people who had recently been in r 7sidence at the,' 
youth hostel. The general gu~d7l~ne was to,pl;:'ovl;de 
follcw-up services to the fam~l~es that.d~sl.red l.t. 
The usual duration of the follow-up ,was s~x we~k~. 
The students made weekly contacts w~th the' fam~lJ.es 
and were available f01, crises. 
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There were three ''Primary ebjectives: 
• 

1. TQhelp the families make the cennectien 
\'lith a 'cemmunity agency er prefessienal 

2. To previde engeing ceunseling with emphasis en 
sharing cemmunicatien and preblem-selving , 
skills 

3. .Te act as a buffer within the family system' 

Although the scope ef this cempenentef eur ,aftercare 
system was limited, we were able to' meet the minimum' 
requirements ef mest ef the families. The counselers 
were able to' he.+p the yeung peeple adjust as they 
left the hestel and returned to' their hemes. The 
fe~lew-up ceunseling werkwas,alse a great aid in 
ty~ng up any lcese ends in centracts made by the family. 
The ceunselers helped each family member' fulfill their 
end ef the centract. 

Drop-Zn Programs 

T~enagers have seme needs which cannet be met through 
the family er, the aftercare pregram at the heme. One 
ef the biggest cf these needs is for guidanca in the 
de,,;eloPltlental ~ask ef,breaking ~way frem the family. 
Th~s neEXP can De met ~n a drep-~n pre gram where a 
yeung. pel;sen can receive pesitive support ,frem other 
people in the, samesitu~tien. Drep-in pro,grams effer 
yeung pecple a pesitive enviro.nment cn a part-time er 
drep-in basis. . 

Using Fecus as a medel, the fcllcwing discussien 
addresses the drep-in center as an element in an' 
effective aftercare prcgram. 

The heart Of eur program was the grcup situatien we 
previded. Our particular greup ferm was from the 
Synanqn Game, althcugh this became mere eclectic as 
the evet:~ll, crganiz~·ticn develcI?ed. We' divided the 
membersh~p ~nto "tr~bes." A tr~be was composed pf 
between 15 and 25 persons. ~his static membership 
all?wed,fer ~higher,de~ree ef trust and ,group ~e
hes~veness. Each tr~b~~i\met cnce a week for their 
"ga " Th t ' b d . , me. er,e .. ~~~., c:t. .r ~ ,e, .an garpe leader" usually 
the same I?erson.This tribe leader was a young 
person/c11ent/helper who had experience within Focus 
with the game, and basiqally had hiS/her "head screw~d 
on straight." , 
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Most of the drop-in program .groups and activities 
took place in the evenings. As a result there were 
a lot of kids involved in all kinds of things. The 
supervision of the hOl:lse was the responsibility of a 
group of ·young people/clients/helpers who were called 
the "house staff." 

They were responsible for the overall house and the 
people in it. Their specific responsibilities in
cluded: greeting new people1 directing parents, 
police and others to the counselor of the youth hoste11 
coordinating the house cleaning tas~s1 phone answering~ 
and enf,orcing the house rules of no drugs and no 
physical violence. The group had a weekly staff meet
ing and trainirig sessions for new group members. 

There was a weekly orientation program for people 
who wanted to become members. This orientation program 
had three basic functions: 

1. ,It acted as a selecting process. After finding 
out about the program, some chose not to become 
involved. 

2. It provided a place for intake procedures. 

3. It acted as a buffer between the' perspective 
new member$ and the program in process. 

The newcomers' program was staffed by t,.,o people, both 
young pe9ple/clients/helpers. 

.The youth hostel component of Focus had a volunteer 
work force. Some of the young people/cliente/helpers 
involved with the drop-in center were volunteers 
working at the youth hostel. Both programs were 
operated out of' the same facility. 

The youth hostel volunteers were involved in all 
aspects of the hostel operation. The young people/ 
clients/helpers' positions as volunteers ranged from 
helping with the paper work, to doing intake interviews' 
and helping in counseling sessions. Many.of these 
volunteers had been residents at the youth hostel 
only a month or two prior to. their role and responsi
bility change. 

The drop-in center's primary components were the 
tribes and their garnes, the house staff, the newcomers 
orientation program and the opportunity for involve
ment with the youth hostel volunteer program. These .. 
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componen~s were integral to the,. functi.oning of the 
program. TJ:1ese.a.r:ethe components'that existed when 
FocuS began, and exist ,today. . ' . 

Th~se I?rimary' co~ponentswere s~pPlemented ,"wi t~ 
educat10nal~ cultural, and recreational actJ~ities 
suc~ a~ sem1nars ~ ~orkshops ~ C?lasses, partieiii, and 
out1ng"". ,,11any OI these, act1v1ties,were organized 
and run by the young. people/.clients/helpers who were 
members of t~e .drop-1bcenter. 

. .,' .. 

~he 'dFop-in ~en'te,rme~berswe~e a mixed group., . They., 
1ncluded ex~runaways, drug users and abusers, cheer
lead7r ,types, brains~ the rejects, athletes and the 
stra1ght ~nes. The 1nteractions, situations confli~ts 
~nd relat10ns~ips were similar to those foun~ anywhere ' 
1n the co~un1."t:y. Thedrop,,:,'~n c~nter was, in many. 
ways ,.a m1crocosm of the worl¢! kids mu'st survive and 
hopefully flourish witiin. . .' ,., 

The differ.ence b~tween.the drop~in center and the world 
of tbe y~u~g person was ~he qualities w~ provided. 
The qua11t1es were the environment, the setting, the 
tools, and the resources. . . 

Our prog:am was t;t!.r ,(ids' program. That is what 
allo~ed 1t to work; The emotional investment and 
Comm1tment of .tpe kids .to !'their place." That is., 
what helped ,them; th~ clients, the helpers of the~
selves. 

T~ese a:e the ideas, the.po~sibi:litie'sthat,I hope 
w111 s~1mulate thought w1th1n the runaway house 
C?ommun1t;,y, .and t~e alternate human care system •. ,Therel 
1S roo~ for. cons1.d~rable development and evolution of ' 
these 1d~as and oth7rs throughout this manual. y.U th ... 
~evelop~ent, evolut~on, and communication, solutions 
to the problems of human care will emerge. 

' .. ~ 
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AFTERCARE 
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,(o0l. 

In the ear and a half sin:e Shelter began operat~~g, 
it has ~volved into a mu1t1-program agency, for run , 

The nrcgr:ams for parents are especloa1ly not7-
:~~~~'. The~Shelter has gen~ine and ~rowi~g c~mmun1ty 

Yt and has a close wOrk1ng re1at10nsh1p w1th suppor , ..' 
other local yc'lu th serv1ng agenc1es. 

, t' 1 resents a "natural history" 
T~et~~l~~:t~~r~~ ~~~ ~Don't Run Again Group) pr~ject, 
o t; ro ram initiated, developed and ma~n-
an aftercare P g l' Th DRAG project \\presents 
tained by young peop e. e t , example df how both' 

. ' b l' ve to be a cr~a 1 ve " 
what we e 1ed outh partictp~ ation can 'be siuccessfully aftercare an Y , ~ 

implemented. 

•• '" • The Editors 
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AFTERCA,RE , 

$aott Labber»ton 
Di.ck Emer»y 

Young people, many of whom felt a strong attachment 
to the Shelter program, requested a more intensive 
involvement with the Shelter. During their temporary 
stay here they felt something developing that they 
did not want to lose. This something was not easy 
to define or verbalize, but they were askfng for more. 

In response to this need DRAG (Don't Run Again Group) 
was formed. The group was originally composed of a 
small group of young people and a staff facilitator. 
During this critical period the group was very unstable. 
The reason· for each ·member '. s participation \"Tas' un- . 
known, often even to themselves, and the trust. level 
was low. The group held meetings once or twice a week 
and quickly became a closed group. They felt this was 
needed to continu\:. sharing and increasing the group 
trust level. Thelfclosed group eventually reopened: and 
accepted new peop~e. 

" 

The group emphasized'the import:ance of meetings' and 
there was a great deal of peer pressure to attend on 
at\regular basis. It was felt that regular attendance 
was necessary to insure tb.;;!.,t no member w·,,; c; left out 
of important sharing and sUl:>port networks. 

Special activities and projects were also planned, 
and a few were quite successful. One of the projects 
was selecting a group from DRAG to be part of the 
Shelter delegation at a conference about runaways in 
San Francisco. 

'C',bfortunately, the staff facilitator who had been 
working with DRAG alone resigned from the Shelter 
£9r. pers,c.:maL reasons. DRAG fell apart. This kind 
of chang!s had not been anticipated. We li~edour DRAG 
program and felt we shouldn't mess with .i,t by building 
in safeguards. 

As it turned out, many members of the group located 
new support sys terns, and were a'sserti ve' enough to use 
them effectively. A few 9£ the 'group vanished~ or 
showed no interest in bec~ming involved with the Shelter I. 
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from that point. A few continued to ask if something 
could ha~pen a9ain~ This core of young people, (five 
in all) were responsible for the reorganization' of DRAG. 
They attended a Shelter staff meeting and requested 
that DRAG be given another staff'person tb serve asa 
facilitator. Three staff members were interested and 
atterided a spe'cia! meeting of DRAG. Each of ·the three 
had different'skills and philosophies. The DRAG members 
interviewed the three and asked for One 'week to make a 
decision. During that, time One staff; member withdrew 
due to lack of ability to commit time. DRAG members 
decided 'to use both remaining people as 'co-facilitators. 
The program was then split into two groups 6r phases, 
which are explained below. 

PhiZOBOphY3 G~aZB3 Ori~ntation of DRAG 

The basic philosophy behind the DRAG group is that'young 
people have a great deal to· tea,ch' each other~ that" yonng 
people have a great deal of support and understanding to 
share with ea6h other: atid that young 'p~ople, 'either . 
alone or in groups, can exert a sigriificant amount·of 
control over their4ives and ban le~rn bo d~al' 
effectively with the ,world 'aroundthem. 

It was recognized and admitted very early that an adult 
figure was ~ecessary for a number of reascins. 'The most 
pow~rful reason wa~ what amouritedto·a desir~ for , 
protectiori: no One wished to get hurt, no qne wanted' 
to see ~he group get out of hand and go places ,and 
do things to each other that they 'could not q:eal with'. 
It wa~ also felt that an aduit figure could keep the 
group together and functioning fn a way that the original 
members were unable to do. Stability was tHe key idea. 

DRAG was also formed with the idea that th~ group would 
decide what was gqing i..b happen and what they would do: 
... whether'it wbuld be an encounter'group or, an atteCpt 
to organize Some activity, or whatever. .Mostly· it 
became a grol,1p to work 'with, and deal with, various 
events and crises in people's lives and their ~eelings 
about these situations. 

Some of the needs !!let by the DRAG \'lere' to 
maintain a close working relationship with the She!ter 
and the staff they had come'to know' and to keep , 
the'relationship the'y:.had begun among thems~l'(es at the 
Shelter. The group al$o began with the idea.that, as a 
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group, they could assist each other and themselves 
in avoiding actions and behaviors that might be harmful 
to themselves and/or others. This idea was somewhat 
along the lines of an AA group. Tllis did not happen 
explicitly - what happened most was a confrontation of 
f7e~ings ~nd a,sharing ?f alternative responses to 
sl.ml.lar sl.tuatl.ons. Thl.S was one of ' the major goals 
of the group, as mentioned aoove ••• that by sharing and 
listening to other people's responses, each individual 
m7mbe'r cOU~d, learn s?mething that could be help,ful in 
el.ther avol.dl.ng a crl.sis, or dealing with it more 
effectively. It is important to note that another 
major goal of the DRAG waS to have a good time. 

One, of the g?al's that developed in the;. group was a 
desl.re to ral.se money for the Shelter, the group and 
for activities involving young people. An immediate 
objective was to raise enough money to send a young 
person to ESC's St. Louis Regional conference. 

DRAG's goals and philosophies have two main focal 
points as seen by the group: these are the two 
program components of DRAG. Consequently there 
are two meeting nights a week to allow en~ugh time 
for each of them. 

Th7 f~rst component might be termed a,"rap group." 
Th~s ~s a gro~p that talks about feell.ngs, discusses 
issues like drugs, the police, parental authority 
and responsibility; 'and participates in trust-building 
through th7 ~se of ~llustrative techniques. The job 
of the facl.Il.tator l.S to halp the group when it starts 
"getting stu7k'~ and to. help the members by pointing 
out opportun1tl.es for l.ntrospection. This sometimes 
involves suggesting topics for discussion; challenging 
~ mel?ber's.shift away ~rom what the rest of the group 
l.S dl.scussl.ng; and hav~ng, at hand, various games and 
exercises which illustrate types of interaction and 
will give the group insight into human behaviors. 
The facilitator remains detached, but not aloof, from 
the group., 

The second major part of the DRAG program is activity 
night. This night is used to plan group activities. 
The most recent was a fUnd-rai!?ill9 dance .. , The 
facilitator checks to make sure that events and 
projects are well~planned and carriea th~ough, although 
members of the group are beginning to assume this 
responsibility. The facilitator also uses this 
occasion to point out concrete examples of group inter
action and the practical application of group proce~s. 
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The activities are the grqup's own, and participation 
by the whole group in any activity is not expected. 
The activities can still take place if only a small 
part of the group is ~nterested. This gives a fair 
idea of how much effort can be given to a project and 
avoids conscripting unwilling members by democratic 
majority rule. It also teaches members to be as~ertive 
in stating their desires. 

At this point the DRAG program is still going through' 
growing pains and the members are still getting to', 
know each other and define for themselves the program 
limits. This is a very slow and somewhat frustrating 
process. Lots of time is needed to deal with these 
feelings. 

. ~" . 

It is still hoped that people will be able ~o take 
home something of value to themselves as a':result of 
sharing and listening to the experience of'others~ 
It is still hoped that the group, in spite of tts 
flexible membership, can and will make decisions 
about itself and the directions it would like to go 
in. And finally, it is hoped that at least some of 
the people can come to a point where they could function 
as peer counselors in the crisis p~ogram being created 
by the Shelter. 

In stlITL'11ary, young people have a lot to give to each 
other. Group process and dynamics is an'effective 
way for them to share with others. In addition, groups 
provide support, energy, and challenge; and kids can 
exert control over their lives and be of benefit to 
other kids in the process. An adult figure is neeaed 
only to provide some stability and protection. A group 
experience can be enough of a growth experience to 
enable people to move·into a peer counseling relation
ship in a drop-in, crisis program. 
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YOUTH ADVOCACY 

Alaska Youth Advocates, Inc. (AYA) has played a 
highly visible and effective role in serving run
away youth and their familie~ in Anchorage, Alaska. 

Together with the Alaska Children's Servi~es, they 
provide a combined program of shelter-care, counsel
ing, and advocacy. AYA offers youth advocacy, court 
work and the services of several legal consultants 
who are available to go to court with runaway young 
people. . 

The following article on youth advocacy has been 
contributed by Melissa Middleton, the Co-director of 
AYA, and by Taylor Breckford, AYA staff member. Both 
of these people have been instrumental in the planning 
and development of this outstanding program. 

•••• The Editors 
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DIMENSIONS OF ADVOCACY 

Melissa UiddZeton 
Tayto~ B~eokfo~d 

In this brief presentation, we look at the ty~es of 
advocacy utilized in our program. ,An underlY1ng , 
assumption is that we are writing this for alternat1ve 
service agencies. By that, we mean programs that are 
outside the traditional agency structure1 are self-, , 
critical. are concerned with the process of how dec1S10ns 
are made'and carried throughJ minimize bureaucrac~ and 
maximize client services and accountability to cl17nts; 
and provide easily accessible, voluntary, noncoerC1ve 
services. 

There are four definitions we use to clarify various 
types of advocacy. Each has its own unique aspects, 
but all four relate to each other and are often used 
to approa'ch a single issue. Our discussion wi~l co~er 
three of the four. The fourth, advocacy plann1ng, 1S 
covered thoroughly in John Wedemeyer's paper on , 
community organization. In the three below, we g1ve , 
the philosophy behind each of the approaches, a pract1cal 
discussion of \,lhat each entails, Some examples o~ each, 
and the program survival issues involved. The f1~al 
portion of the paper draws these themes togethe): 1n 

'summary form. 

" 

Advocacy in Direct CZient Services 

Advocacy Counseling. In essence, ad':"0c:acY,counseling 
is concerned with both problem clar1f1cat10n ~nd" ' 
information-sharing: the counselor helps the 1nd1v1dual 
client define the problem in a ~ay which i~, arnen~ble 
to resolution~ and secondly, prov1des the cl1ent w1th 
information on laws, policie~~, or admirdstrative 

,procedures that may effect their ~ituatio~ and on 
services available to help. 'rhe 1nformat10nal aspect 
is critical because y~ung peopl7 often,lac~ accurate 
and complete informat10n regard1ng the1r r1ghts and 
options as well as potential consequences. 

The underlying philosophy Of advocacy counselin~ is 
to help young people increase their feeling of self
respect and power. The ul timat,e decision about the 

66 

t I 

I 

I 

best option to take 'is left to' them. We 'e'mphasize 
their responsibilitY,for individual success or failure. 
Additionally, we do not atte~pt to 'make them adjust 
to a situation they see as a problem since this pre
supposes that they, alone, are maladjusted in t.hat 
setting. Our experience is that family members all 
share some responsibility for the pain and turmoil, 
although only one me~ber may act on the pain. 

To define the' problem, cli~nts must state their con
cerns and 'look at who else feels that concern is a 
problem. Then, the client: and counselor d~fine the 
si tua,tion in relation' to what is going on with them 
at home, in school', and with, their peers, and if the 
problem' is >rela'ted to cultural backgr'ound, or to any 
medical, drug, 'or alc6'hol:history. As the process 
turns to' problem":soiving, "the, client a'nd counselor 
develop the options, examine their consequences, and 
underline areas where more information is needed. They 
then discuss the clie~t's 6ptio~.o~~hbice. . . : 

Finally, the cl1ent and counselor must be clear on 
what the'clientwants'the counselor to do and what 
the counselor is willing to 'do ~ We' find some young 
people want us to 'crusadefor'their causes, make 
decisions for them, or procure needed servic~s for 
them. Those tasks 'areuriacceptable, to us. Our role 
is to clarify ,the is'sues ,work through 'the problems, 
give accurate inforrnation,and help create an atmosphere 
where decisions andcihanges can take place. 

In many instances, the la~ (and subsequently the state 
agencies) is unwilling to .intervene in a particular 
family conflict, t~ereby ,leav~ng the burden oa,the young 
person and the fam11y to reach an acceptable m1ddle 
ground soluti,on among themselves. The major 'thrust 
of our work ,'in such a case consists of facilitating a 
"family conference'~ at which both 'the young person and 
the parents may express"their concerns in an atmosphere 
conducive to flexibility and 'change. Our method in
volves teaming UPiWith 'one staff focusing on the parents 
and another on the young'person, as they begin together 
the difficult process "of r'aising issues, listening to 
each other,and 6onsidering.n~w arran~ements within 
their family.' , , 

A final'inte,rview between cbunselor 'and client is an 
important time to check on whether the clients feel 
their needs werei-.triet, and whether'they' learned a 
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different way of working on problems. It also 'gives 
the advocate a chance to note any changes in law or 
policy the case brought to light. Additionally, the 
final interview proviqes a self-critiquing tool for " 
the agency, and in some cases, system change informatl.on. 

Advoaacy Casewopk. ~dvocacy casework begins with the 
same problem-solving emphasis as advocacy counseling 
but differs when the young person has to get what he 
needs from outside the family system (i.e., the state 
social service agency);. This kind of casework stresses 
knmdedgf', and subsequent manipulation of agencies in 
order to receive the needed services. The advocate 
stands by clients to, help them articulate their 
need and consequently watchdogs the agency to insure 
that the requested services are given. Bureaucracies 
are difficult for anyone ,to understand, and an advocate 
is often an absolute necessity if a client is to be 
t.reatedproperly, ,much .less given ,the corr.ect .servic,es. 
The need for persisten·t efforts to secure the assistance 
requires a tenacious advocate. 

1 I 

It is hoped that, by a combination of ,advocacy counsel-
ing and casework, clients will learn how to articulate 
their service needs and how to push to get those needs 
met through a knowledge of the agencies and through 
their own persistent efforts. As before~ the emphasis 
is on clients 'learning how to take ref;ponsibili ty 
for their actions, thereby increasing their OWl! feeling 
of power. 

Common casework problems involve finding a foster home,. 
getti.ng a review hearing for a youth in a correctional 
facili ty, and helping to secure an attorney for a YO:IJ,ng 
person. 

Casework advocacy demands a thorough knowledge of the 
formal regulations, .policies,' and procedures of the'" 
major agencies. However, one must also know the 
informal network 'of agency decision making. We found 
that some regulations were not written down any,..,here 
and decisions we,re made by whim or by long-st3:hding, 
personal relationships among agency staff. Finding a 
sympathetic'staff'person in an agency is invaluable 
because he/she can explain the agency's informal workings, 
and facilitate the client's request. 

Casework advocacy can be very threatening to agencies,' 
particularly if the advocate 'begins appealing unfavorable 
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decisions up through the ranks of supervisors. We have 
received hostile repercussions from our advocacy 
efforts, ranging from attempts to cut ,off our funding 
to adverse publicity. The client and the advopate's 
agency must carefully evaluate the liabilities to the 
client and to the agency of pursuing a particular case. 
We found that letters which carefully document the 
reasons for appeal or the complaints against the agency 
are effective and should be followed by a ,personal 
visit to the supervisor. Because much of ad,rocacy 
case~..,ork depends on good rapport ,with agency personnel, 
"righteous indignation" with a fiery zeal is best saved 
for only a few cases. 

System Change Advoaaay. Often an agency can see from 
patterns in its advocacy casework, that ,a policy or 
law must be changee if the systems are to be responsive 
to young people. (Systems are defined as t.he current 
laws, regulatioris, and policies of the education, social 
service, and juvenile justice systems.) System change 
advocacy deals with youth as a class of peopl~ and not 
as individual clients. The "te$t case" maybe one or 
several clients, but the desired change affects many 
people. 

Examples of system change advocacy include class action 
law suits, lobbying for/against legislation, presenting 
testimo,'1.Y at public hearings, etc. This advocacy must 
be well""planned, r.esearched, and articulated. It is 
the prime opportunity to raise the level of dialogue 
regarding issues in de1:Lvering human .. services. 

In the same manner that a counselor works with clients, 
the advocacy agency must clearly define the problem, 
who feels it to be a problem, and to what extent thElY 
feel it. The 'agency must assess where system change 
snould take place, and who the key decision makers 
are at that level. Goal-setting, both 'long 'arid short
term, isnece's13ari and decisions must be made concerning 
which issues are non-negotiable and which issues can be 
compromised. The advocacy agency must establish time 
frames and then brainstoJ:'m, ,about techniques to· resolve 
the issues (media, person pressure, law suits, etc.) .• 
It is crucial to form coalitions with other persons or 
organizations who share concerns over the same basic 
problem. Finally, the agency must carefullywc;ltchdog 
and. follow-up to see if the change is actually occurring 
as it ShOllld. 1/ 

1/ In a paper delivered at the Behavioral .Sciences of 
the North Conferene:e, October 29, 1975. This "watchdog"· 
function was stressed by Cecilia Kleinkauf •.. 
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System change advocacy ,is an extremely important 
function of a client-centered program. Successful 
resolution of individual cases is satisfying but lacks 
the broa~ ramifications of changing some of the basic 
ways in which' the traditional system deals with humans. 
This type of advocacy demands that you know the system 
better t,han the people who work in it and' that you know, 
based on direct· service experience, the changes 'that· 
are needed. ' 

Recognizing trends in casework is one method of determin
ing needed changes.· Another is organizing former clients 
and other young-people who form your constituency base. 
Having .gone through the various channels themselves:, 
they not only know the system better than those who work 
in it, but they also know what needs to be changed. 
We have been able to organize,former clients to testify 
formally against certain runaway youth legislation. 
We have also organized 50 students in classes where we 
had spoken to write letters about a particular bill. 
Currently, we are working with eight young people to 
develop a Youth Court. All three effo,rts have brought 
at.tention to what young people think and \'7ant changed. 

We believe tha~ the process of organizing for change 
is at least as important as any particular c~ange . 
itself. Advocacy is training others to advocate for 
themselves~ it is not a skill possessed by an elite 
core of advocate-experts, nor will the necessity for 
advocacy be exhausted when a few key changes are made. 
Even if the specifically desired change is not accom
plished, the process of tEaching others how to advocate 
their interests and ideas has powerful ramifications. 

Perhaps for some, delving into "~la system" is repugnant, 
but we feel that alternative systems need to examine 
their responsibility to pl..',sh for changes that w'ill affect 
more people than their individual clients. 

This appears to be a critical controversial issue. 
Basically, it is a question of whether alternative 
services sl'l:ould de,'1elop a self-contained, total system 
outside the current one, or whether they should remain 
small and continually prod the current system. We 
feel that the latter is the best approach. By remaining 
self-critical units, there is a better chance of 
minimizing bureaucracy and distance from one's con
stituency which keeps advocacy efforts more honestly 
related to real concerns. Another reason for adopting 
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this approach is that it is necessary to continually 
rod the system to change. The utrength of being out

;ide anything is the ability to critique what one sees 
and to work for chang~s. The process is one of co~stant 
thesis (status quo of the way these sy~tems dea~ w~th 
clients), antithesis (the way altern~t~ve ag:nc~es work 
with clients and articulated from t~~s exper~ence, the 
needed changes we see), and synthes~s (changes brought 
about wi thin the current syst:ms due to. our effort,s). 
The curren ... · systems will-cont~nue to ex~st and t<? have 
so~e capacity.to change. We think t~at al~ernat~ve 
agencies can~ through persistentart~culat~o~ and 
planned efforts, facili~ate those changes whl.le not 
compromising our own un~queness. 

71 

-

b 
! 

\ 
I 

t 

I 

~. I 

, 

, 



r / 

THIRD 'WORLD 

An objective analysis of runaway youth programs in 
America reveals that as a whole, these projects have 
been geared primarily to addressing the needs of 
white youth. Further, most projects havohad, little 
success in recruiting and retaining minority staff, 
administrators and board members. Recently, this 
picture has begun to change. Following OYO's firm 
commitment to affirmative action as well as an ongoing 
discussion of this issue within the runaway house 
community, projects have been moving to integrate 
their staffs and develop programs which are relev~nt 
and appea'ling to Third ·tlorld youth and their families. 

In the following article, Ruth Beard forcefully pre
sents some of the critical issues confronting projects 
in developing programs for minority youth. Ms. Beard 
is an experienced psychotherapist, teacher and 
consultant and holds a clinical social work license 
in the state of california. She continues to serve 
as a consultant to Huckleberry House in San Francisco, 
a project which has been in the forefront of instiut
ing affirmative action and developing programs for the 
Third World community. 

•••• The Editors 
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DEVELOPING EFFECTIVE OUTREACH AND DIRECT St,]VICE 
PROGRAMS FOR THIRD WORLD YOU'l'H AND THEIR FAMILIES 

Ruth J. Beard 

The following' is a brief overview of issues which I 
have fc:>und to be of importance in the develQpm'ent of an 
effect~ve outreach 'program for Third Wor.ld youth and 
their families·. 

First, ~here is :: need~:m my l?art to define the pe.rspective 
. fro~ 'wh~ch I approach the subJect. My own impressions related 
to.~ss~es of runaways. and advooacy for youth have evolved 
pr~mar~ly through work with families ,and individuals as 
a psychiatric social worker. My involvement with the 
systems of service~ availabl'e to l"fJnaways and youth in 
need of advocates ~s a recent Qne: 1 ~s a consultant. to 
auckleperry I:I.o~s.e in S~n F~anG"i ~oo 'Ii 

I came to the San Francisco-Bay Area toward the latter 
p~ases of the, "flower child" era~ Huckleberry House was 
v~ewed by us J.n the, plack 'communi ty as a ,place for 
"runaway white kids", established by'the "hippies" 
That perception is one that has ::ontinued in Third 
World cc;>mmunities. My colleagues now express surprise 
when I ~nform them of the increasing nu.mber of blacks 
on the staff and black youth relating to Huckleberry House. 

This P7r<?eption of the il'lstitution by the Third Norlu 
commun~t~es and even by parts of mainstream communities 
seems to stem from the origin of the services as a\~efuge 
for runaway; middle class adolescents, the association 
of ~hc;tt group of youth to the "drug cU):--lre," and the 
pol~tJ.cal, counter-culture philosophie~·tield by youth and 
thos7 c;tdults ~leadin~," suggesting alternatives to 
tradJ.t~onal m~ddle class lifestyles. 

Films, documentaries, pamphlets, books, "hotlines " 
"crash pads," and conferences focused upon the pr~blems 
of the white, middle class youth who ran away, out of 
ang7r and frustration, from such problems within the 
fam~~y as lack of comm~nication, problems of acceptance 
of ~~fference, disenchantment with family values, etc. 
Bas~cally, , the problems "their youth were. experiencing 
ref17cted the problems and issues confronting the quality 
of l~fe and values identified as fundamental to mainstream 
North Americans. 
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There were services established to meet the needs of 
this population of disenfranchised youth. Many of 
th~se establishin~ the service and providing the alter-

na,tives represented th.e socio-poli tical movement aw~y , " 
from those mainstream values. Many of the adults help~ng 
troubled youth were/are caught up in their own pe~sonal 
struggles of rejection of the values and expectat~o~s, 
from iheir family of origin. Authority, control, l~m~ts 
(in nontraditional forms) were cast aside. Expression 
of feelings, closeness, positive Vibes, validation of the 
right of youth and t~,.; bel~e~ in lichc;mging the system" 
became fundamental to prov1d~ng serv~ces. 

Essentially, the services, the goals, and the staffing 
looked one-dimensional to the people of the Third World 
communities. It was thought that "white people" who came 
from money would eventually go back to that mc;>ney, , 
shunning and rejecting that lifes~yle -- play~ng at be1ng 
poor and "grass roots." I~ some respec~s we~ the Th~r~ 
World people, experienced ~nsult at ~he1r,suade~ c;tff1n1ty 
for poverty, using welfare, and look~ng l~ke, l~v1ng 
with, and associating themselves with the issues of 
poor folk. The one-dimensional quality being that 
the system of services re~olved around the problems, 
reactions, needs, and feelings relative to the white, 
middle class experience in North America. 

Of course, there are Third World youth in need of refuge 
and advocacy. Is the only reason they don't corne to such 
an agency because the people there are white? The . 
issues are not that simple. In many ways such a serV1ce 
is not different from other institutions in mainstr~am 
society.····They exist to meet the needs and perpetuat) 
the values of the dominant culture. Institutions in 
North America are founded on the philosophy that "what " 
is good for us and o·~.r forefathers is good for everyone, 
"what works for us i:s what works for everyone," and 
"our reality is THE r~~lity." 

The awareness that there are other experiences different 
from their own is viewed as exotic, ethnic, deviant, but 
needing only to have a greatBr dosage of th7 institu~ions' 
values and supportsandenoQuragement to br~ng them ~n 
line with the norm. Since ~i_, like it, it feels good, and 
it works for us, it must work.for them too. I don't 
believe that this simplistic, one-dimensional approach 
to defining reality works for anyone. The decay of the 
institutions in this society would seem to atte~t to that. 
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A person who is Third World is, more often than i"'Ot, conscious 
of the deeper philosophical p~inciples which limit the 
system's inabili t~t' to meet their needs. There are many 
external, superficial features of the whi te ~,Jounter-
culture movement that are visible in the advocacy programs 
which repel many Third World people. 

The~e features include: 

Dress 
Living environment provided as alternative' 
Personal appearance and hygiene of advocates 
Language, communication style 
Interactional style 

For tho/se who move beyond these external fe<;l.tur~s, 
there are more internal features integral to the systems 
that repel Third World peopl·e. 

Features such as: 

Perpetuation of dominant society attitudes and stereo
types of Third World people. 

A tendency toward a humanistic psychology approach 
without looking at the internal racism and biases which 
make expressio~s of such approaches hypo~ritical. 

For Ithy mainstream individuals and families passiyity, 
difficulty with verbalizing anger and expressing feelings 
is the norm. Individuals from that culture are often 
overwhelmed and confused with the meaning of aggression, 
verbosity, and feeling levels in Third World families4 

The important areas to consider when attempting to 
provide services to Third ~7orld people are 
these: 

.. 

1. Staffing with qualified, responsible individuals 
who are Third ,World. 

2. Inservice training and supe~vision by Third World 
consultants. 

a. There are now SUfficient number of Third 
World individuals with expertise who can 
advise programs apout the.ir needs; whose 
opinions are respiected b,y Third- World 
communities . 
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There is a tendency within institutions' 
to disbelieve information from Third World 
staff or consultants until a "white man" 
says it is the truth. 

3. Requirements for skills, education, experienc: handt 
.. training should be considered for those who Wl.S 0 

work with troubled youth: 

a. 

(\ 

Helping is not only an ~xperience where feeling, 
thinkipg, and acting on what seems right is 
involved. Much of the traditional theories for 
"helping/advocating" could be rea0!3essed and 

. . " "ld' 1" integrated wl.th the newer, more ru l.ca 
approaches to "helping/advoc~tin~." 

,) ~ 

, ' 
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VOLUNTEERS 

~outh Emergen~y Services (YES) in St. Louis, is an 
l.m~ortant proJect.in.t~at it provides ongoing 
ev~dence of the vl.abl.ll.ty and quality of a runaway 
service program which is based upon volunteers in 
both pro~:am and administration. Barbara Henning 
w~o contrl.huted the(following article, is currenti~ 
Dl.re~tor ~f crisis Services at YES. She started 
workl.n~ w~th the project three years ago as a 
volunteer. 

\) 
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VOLUNTEERS 

Barbara Henning. 

To incO'rporate a strong volunteer component ~nto an, 
agency you need a philosophical basis that ~s mean~ng
ful. The basis YES uses is that se:vices must :e~pond 
to and ref lect the "served" .. commun~ ty . In add~ t~on, 
we' feel that social problems will continue to comp~und 
themselves unless the community takes some ownersh~p of 
the problems and. "gets involved." It natural~y follows 
that one of the best ways to allow ~he ;o~un~t¥' to get 
involved and to allow for "consumer~sm,' ~s ~o ~nclud7 
a strong volunteer component from the conunun~ty. Soc~al 
agencies have little room to complain t~at "n~ one cares 
or understands" unless they allow for,v~abl7 ~nvolvement 
from the community. I feel that the ~sol~t~on exp~essed 
by agencies is subconsciously purposeful ~n enhanc~ng 
a martyr complex. Some alternative agency staff get 
sa'tisfaction from "proving" that they are the only people 
who really care. 

After discussions with alternative agencies around the 
country, several general problem areas in,volunteer 
programs were identified. These can be d~scussed 
according to priori~y. 

Staff Resistanoe 

As stated earlier, there seems to be a great deal of 
staff resistance to volunteers. Let:s question where 
this originates. A~parentl~, there.1s a,need for a 
number of alternat~ve serV1ces t9 ~dent~fy themselves 
as the only group that really unders.tands. We must 
acknowledge our own personal needs and how those can 
reflect into an agency a sense of omnipotence ~nd ~ater
nalism. I believe that such a narrow perspec~1ve ~s 
destructive to staff personnel (burn-out), c~~ent~ served, 
and also to a healthy long-term means of cop~ng w~th a 
social problem.· 

On a different level, let's look at what divides a 
paid staff from a volunteer. Often it is academic , 
credentials. We should be realistic about the academl,c 
process and its true value in terms of experiential 
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learning. We very often scoff at the academic process, 
so what makes us "professionals" think we are the only 
ones who can deliver quality services? And if p~2d staff 
,isn't "professional," then what divides them from the 
"olunteer? Often it is a paycheck. If that is true, 
we should admit that a good volunteer can be job
threatening. 

Perhaps a healthier attitude on staff's part is that 
you, indeed, do have expertise. Why not share itt 
Watching a volunteer learn can be as ~xciting as 
watching a client learn. Volunteers can make your job 
much easier. At YES, paid staff work with and for the 
volunteers. The volunteers do not work for the paid 
staff - they work for their clients. 

RoZes 

Volunteers need to be perceived as capable, and an 
integral part of agency functioning. If they do not 
feel needed, they won't show up, there will be rapid 
turnover, and the valuable input they can offer will 
never be tapped. 

What can they do? They can provide direct services, 
write grants, expand programming, organize fund
raising, be invaluable public relations people, paint 
walls, type I etc. 

What do they want? Generally, they want to grow, to 
learn, to be useful, to meet new friends, to be important. 
At YES, staff teaches, a~sists, and perceives volunteers 
as equals. 

What can't volunteers do? They need staff to be the 
glue that holds things together, to provide overall 
direction, to answer procedural questions, to be the 
resource people, and to give them strokes, 

Reoruitment 

Some of the best counselors are clients who have "gotten 
it together." Other'avenues for recruitment can be 
speaking engagements~ public service announcements, the 
local voluntary action center, or the social worker you 
talked with yesterday who was .complai-ning about services. 
You don't need a large group to start. A small, strong 
core group is more manageable for you, and, if charged with 
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the responsibility to ~~pand their own nu~ers they 
can do it without mucn help from you. It ~s extremely 
important that the small, begin~in~ group be well
educated on the agency and whY' J.t ~s necessary, ,and 
on specific ~oles they are to play., The more d~v7rse 
your vol~nteer body, the more diverse the populat~on 
you can successfully service. 

Saraeening 

Too often we get caught up in meeting everyone's needs -
'clients, parents, outside a~encie~, volunt7er~, and our 
own. Screening is not diff·~cul t ~f emphas-:-s ~s put <:>n , 
the top priority - those people that corne ~n for ass~s~ 
tance and services. Honest communication and feedback 
is the simplest way to determine appropriate volunteers -
and we encourage our volunteers to screen them~e~ves,out. 
Some of the criteria that we use are:very spec~f~c t~me 
commi tme'nt, willingness to be accountable, able to t~ke' 
constructive criticism, lack of personal value co.nfl~cts, 
listening skills, assertj,veness ~ and ~bili ty ,t<;> express 
feelings. We screen during an ~ntens~ve ~ra~n~ng progr~m, 
so we are able to observe all these behav~ors. We also 
test on knowledge base. Those grey areas that we have 
difficulty with are the needs which seem greater than'-lfe 
are willing to meet. The specific behaviors o~served -:-n 
these situations are: demanding constant attent~on, ~ak~ng 
up group time with personal i~sues, cont~nual~y ask~ngto 
be the exception, always "hav~ng to be r~ght, and n<;>t 
relating equally to other group members. In these s~tua
tions if group pressure does not force these people to 
leave: they are screened out in individual interview~. , 
This is generally a "counseling out" interview, spec~fYlng 
problem areas and,l7aving the opti~n ope~ for the pe:so~ 
to go through tralnlng later. We usuall~ r 7gr7 t appl:ov~ng 
questionable volQnteers.' It is much more d~ff~cult to 
screen them out once they are approved. 

We also have a system whereby the volunteers deal wit~ 
other "problem" volunteers, when necessary. W7 ~all'7t an evaluation committee. Our volunteers are dlvlded ~nto 
units to cover shifts,and each unit elects two unit 
leaders. They comprise the evaluation committee, along 
with two members from the board of directors. 
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This is the real key to quality services. Through a 
strong training program, we screen and also meet the 
volunteer's social needs and personal need to learn and 
grow. Training can easily be ,coordinated by a volunteer 
committee. Ours is usually four people approved by the 
board of directors. Please refer to the Training 
Schedule samples on page 83. The expectations are that 
people miss no more than one session and make a three
month commitment following training. During the two
week break, individual interviews are set up and people 
are required to read the resource boo~, which is incor
porated into a test. 

Each session is divided between lectures from experts 
within the agency or from outside, and role-playing 
in small groups, facilitated by 'a member-of the training 
committee. 

At the end of training, those approved are given member
ship cards and throw a party for themselves and anyone 
else they want to invite. If training is fun ~d pertinent, 
word will spread. We have over 100 people sign up for 
training each session. About 40 actually begin training 
and the group usually screens itself down to 20-25. 

Ongoing training is very important and keeps people 
interested and up to date. 

A few final thoughts on volunteeras. 

If service provision is the priority in your program, a 
strong,. educated volunteer body can ensure delivery of 
services, even if you lose all your funding. The program 
may not have a phy~ical building, but volunteers can 
definitely provide basic services. 

Staff must be willing to give up some of the "g,oodies," 
like attending fun workshops, conferences, and speaking 
engagements. The:=;e need to be shared. 

A personal note - I was never convinced that volunteers 
could do quality direct services and was skeptical about 
working with them. Two things changed my mind. I 
realized that as a "professional," I carried a case load 
of sixty people and was never able to meet any of their 
needs, except during a crisis. Once I realized I wasn't 
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"super-couns,elor"· and saw volunteers able to qi ve much 
more time and energy (tchey only· c";lrry o~e case\:,at _ a time), 
I reali.zed I had been very defet;s l. ve. Secondl}" I:.£,\was 
a volunteer for three years untl.l I helped develop:t,h~ 
paid pos'i tion I now occupy. 1 
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Youth Emergency. Servl.,ce, 
Counselo+ Training" Fal,.;t:)1975: 

Preliminary 
Sessions 

Orientation 

Counseling 
Techniques 

Intervention 
Techniques 

Runaway~ I 

Sexuality 

Suicide and 
Depression 

House 
Management 

Two Week Break 

Family I 

Family II 

Runaway II 
I") 

Communication' 
W/S 

Rap-up 

, " .. 

7:00 p.m. 
7:00 p.m. 
8:30 p.m. 

1:00-5:00 p.m. 

7:00-10:30 p.m. 

7;00-10:30 p.m. 

1:00-5:00 p.m. 

7:00-10:30 p.m. 

1:00-5:00 p.m. 

7:00-10:30 p.m. 

7:00-10:30 p.m. 

1:00-5:00 p.m. 

7:00-10:30 p.m. 

1:00-5:00 p.m. 

7:00-10:30 p.m. 

Sept. 16 - Tuesday 
Sept. 17 - Wednesday 
Sept. 17 - Wednesday 

Sept. 21 - Sunday 

Sept. 24 - Wednesday 

Oct. 1 - Wednesday 

Oct. 5 Sunday 

Oct.8 - Wednesday 

Oct. 12 - Sunday 

Oct. 15 - Wednesday 

Oct. 29 - Wednesday 

Nov,. 2 - Sunday 

Nov. 5 ~ Wednesday 

~ov. 9 - Sunday 

Nov. 12 - Wednesday 

,If you are unable to attend anyone of the sessions, 
contact dine of thiET following persons prior to the 
scheduleol meetin<j'= 

Becky sen\'seman 
Sue Zirnrne,:rman 
BrUCe Roq\ert'Son " ' 

'i 

\ 

:\ 

:I 

434-8185 
994-9795 
'863--6032 
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FEBRUARY 

Sunday 15 
Monday 16 

Sunday 22 
Monday 23 

MARCH 

Sunday 29 
Monday 1 

Sunday 7 

Youth Emergency Service 
Counselor Training Schedule 

General Orientation 
Counseling Techniques 

Sexuality I 
Sexuality II 

Drugs I 
Drugs II 

Suici~e and Depression 
Monday 
Tuesday 

8 
9 

T. A. Workshop - Family Counseling 
T. A. Workshop - Volunteerism 

l4-20th 2 Week Break (Listening In) 

Sunday 21 Family I 
Monday and Tuesday, 22,23 - Family 

Sunday 28 Runaways I 
Monday 29 Runaways .II, 

APRIL 

Sunday 4 Communication Workshop 
Monday 5 House Management 

Sunday 11 Rap-up 

TRAINING COMMITTEE 

Janet Kupferberg' 
Bill Mussey 
Ka:f;e McElligatt 

-Becky Senseman 
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VOLUNTEERS 

john Capel is ,House Manager at Diogenes in Davis, 
California. Diogenes makes extensi v\~ use of volunteers, 
and Mr. Capel is primarily responsibl.e for their train
i.ng. The following transcript is fro,ln a tape recorded 
at one of the volunteer training sess~ons we attended. 
It is as fine a brief introduction toth~'role and 
requirements of a volunteer (Qr staff), counselor, as 
we've ever heard. u ' 
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, DIOGENES VOLUNTEER 
TRAINING--RVNAWAYS 

WHO ARE THEY? WHO AMI? 

John R. ,CapeL 

The real learning about runaways will begin when you 
actually meet them and begin to fulfill your role as 
counselor/pal/manager. What I would like to do':here is 
share some of the things I' have learned· in my exper.ience 
counseling youth; tell you a few things to expect, and 
explain a little about the shelter philosophy. 

If I had to write precepts £017 all volunteers to follow, 
they would be(l) Be Yourself, (2) Use common sense, and 

(3) Let Them Decide. It sounds simple, and it is, but 
that does not mean it is easy., It i'ne'ans' that first we 
must look at ourselves and examine-how genuine, aware, 
and trusting we are. It does not matter if we use 
Gestalt, Transactional Analysis, Behavior Modification 
or anything else. If we do not develop t.hose qualities, 
we can not begin to teach them to anyone else. 

We do not have to have any answers. Sermons are not 
going to "awaken" them. We can only be who we are and, 
at the most, help them to clarify just what'their choices 
are. In the end they are" the ones who will decide what 
to do about their life, and regardless of what they 
choose to do we will keep on f lO".'7ing. You teach respon
sibility by trusting people to mak,e decisions, not by 
preaching about responsibility. 

The kids we get here are not sick or crazy. In fact, it 
is usually the. opposite case. The'kids are, by and large, 
quite healthy. Sure they have a problem, they are runaways, 
but running away is a special type of problem. Technically, 
they are "escaping" from an unpleasant situation, but at 

r I 

the same time, they are running to something - a potentially 
more threatening and dangerouS situation. This requires, 
on some level, a degree of readiness. For many kids it 
is thIs first time in years they have tried anything to 
improve their situation and that is a healthy sign. It 
becomes our task to capture, harmonize with, and nurture 
that healthy part, of the person and-demonst.rate'more 
productive ways of dealing with unpleasant. si tua·tions. 
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We are not surrogate m6ther good night ki~~ses,' and makes, ~ere: to wipe noses , give 
somebody who is finall ' th~ngs better. Pampering 
1enc

7
. Helping sOmebO~yr~~dYdto help themself is vio

stupld. If they are not 0 .oes not want help is 
are something is wron work~ng at least as hard as you 
a~ I?o~sible :Eor thems~ive~nco~ra«?e the kids to do as much 
,slblllty as they think the~ g~ve them as much respon-
empathy rather than sympathy~an andle. Offer them 

Much of what you will be do' . the kids may be prepared tol~g ~s teachi~g. Even though 
one shows them how th earn new thlngs, :if no 
Some kids that com~ he~~ ~aynever make an attempt. 
never done the laundr ave never made a salad, 
know what cleaning t1~ ~:~~r mopped a floor, or even 
very careful not to . 'C room means. We mt.\st be 

t
" assume that cert' b . cer aln thlngs. I had one' aln eha710r means 

beca';l~e she had walked off ~~~i who had everyone in fits 
fur~ltUre. They demanded tha1 e ;very~ne was staining 
I dld talk ,to her, but I d' d t I ~tralghten her out." 
degree. What I found 0 t 1 not glve her the third 
she was afraid of ruiri~ was how shy she was and that 
~ad never stained bef~r~g the furniture because she 
lt right, said a few enc;u SO,I showed her how to do 
her share of the furniture~aglng words, and she finished 

~ feel that one of ~the most i lS how the shelter regulatio mportant thi~gs to consider, 
were to begin th,e. introdu ,ns are commun~cated. If I 
no missing clean-up no S~!10~ by stating that there is 
snacking off the men'u 7p1~g after breakfast no . ' no mlSS1n t' ' 1~ ~he ~helter, etc. th g mee 1ngs, no visitors 
glvlng 1S "No." Alld' th e real message I would be 
and rebellious. I thin~YitO~ course~ will feel resentful 
as well as them to be . 1S very lmportant for us 
rule. It needs'to be aware,of the reason for every' 
~hey can understand. ~~~~i~cated clearly and (Hl a level 
~n the s~irit of the program. w~r they become more involved 

rom mak1ng rules arbitr '1 ~ may also prevent us 
introducing a new reside~~ltY' Something I might say in 
am not your moth1::>r I I 0 the shelter would be "I 
t 11' _. won t be' ' e lng you what to do all th 7unn1ng around here 
to consider this your h e tlme. I would like you 
m

7
ans a,lot of things .. ~~; a~~ your 7esponsibility. That 

nlca.te lS that we all h . e feellng I try to commu-
in ' ave a stake in th see~ng that every thin ' . e shelter and 
lot of difference in theIrr~~~,smoot~lY. It makes a 
reason behind every rule. ltude lf they know the 

87 

M/IiIllIIfIIl ......... --

" I 

/) 
U 



A sense of humor is a must for working with youth. You 
will find that many of the kids do not take themselves 
that seriously and prefer it if you would not either. 
One of the best counseling techniques is confrontation, 
especially when it can b'e done gently and in good humor. 
Once,' in a rap session, a girl had viciously aggravated 
a male resident to the point that he was upon her, ready 
to pound her in the floor. He looked at me briefly to 
see if I was going to step in. Instead I just smiled 
in disblief and said, "Oh, come on, you've got more 
self-control than that." He sighed sheepishly arJ said, 
"Yeah, I do." I have little doubt that had I reacted he 
would have smacked her right off her broom. It is imp·or .... 
tant that the kids receive that feedback when you realize 
what they are saying or doing is a lot of "bull." When 
you challenge them without dishonoring or bowling them over, 
they are very often forced t9 reorganize their experience 
more realistically. 

I have talked about how healthy the kids are, and now I 
am going to tell you some of the ga~es to expect. The, 
kids are, by and large, healthy, but just like yqu and 
I, and everyone else I know, they have learned ways .of 
meeting their needs that are manipulative. Usually, for 
the first three days up to a week, they will be on a 
"honeymoon" period and everything will be perfect. Then, 
when they loosen up and begin to demonstrate the behaviors 
that made them "so popular" at home, you may find yourself 
feeling like a nag or persecutor. The role of parent h~s 
been transferred to you and the scene is set for you to 
be the bad guy or rescuer, or whatever the home script 
may be. If you are good counselors, you use that infor
mation to build their awareness. You can expect to see 
"blackmailers", "dramatists", "hams", "con men" ,and sometimes 
kids with "passive power." Our task is to learn to deal 
with each person as an individual and with the group as 
a whole. 

The greatest challenge the role offers is the constant 
fluctuation between being a nurturer, a friend, a coun
selor, a group facilitator, a house manager, and a heavy. 
The greatest reward lies in learning about yourself ~nd 
the kids and in enjoying good times. To share in the 
growth of another and experience growth in yourself is 
as rich a reward as anyone could receive. 
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YOUTH ;PARTICIPATION 

gUd9~ M~ry Conway Kohler is Director of the National 
omm~ss~~n ~n Resources for Youth, Inc. ~ince 1967 

the CO~~ssl.on has been the major organization An- ' 
~age:d~n advocacy for youth participat,ion acros~ the 
( .. ountry. For years, Judge Kohler has worked wi th 
~(oun<? people and their families, and she has a firm 
( .. ~mm~t~ent. to the goal of expanding the 'availability 
() J?ro uc.t~ve roles for young people in American 
~:;oc~ety. 

In ~he fOllowi~g article (prepared for ~SC's W t 
Reg~onal ,Techn~cal Assistance Conference in Fe~~u:~n 
~976), ~udge Kohler presents examples of succesSfulY 
~~~~v~~~ve youth participation projects' and lists ' 
~~~te ~nes and practical suggestions fo~ the develop-

.~ 0 ~uch pro~rams. We are pleased to include 
th~s art~cle, wr~tten by the nation's leading t 
on youth participation, in our manual. exper 

•••. The Editors 
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YOUTH PARTIOIPATION IN RUNAWAY PROGRAMS 

Ma~y Oonway KohZe~ 

As staff of programs for runaway youth, ,I see you as 
forerunners in a new type of youth serv~ce. To me , 
you are a refreshing lot. You have not, as yet, b~~lt 
up that vested interest in any on~ d~sign for help~n~ 
young people that is so character~st~c of·our establ~shed 
institutions. I see you as a new breed of youth workers, 
with your r~les constantly changing as the needs of your 
clients cha:Llenge your inventiveness. I seE~/you as , 
rendering a direct human service, unfette~ed by pre~~ous 
dicta; you surmount their ever present cr~ses. It ~s , 
a joy to observe how you can clear through the,bureau~ 
cratic maze of the.old establishment to help k~ds: W~th 
your meager resources and a pathet~c lack,of pu~l~c support, 
you have somehow been able to prov~de an ~ngred~ent,of 
hope in the lives of hundreds of young people who m~ght 
otherwise have remained for a lifetime as society's 
rejects. 

As sad as you must sometimes feel in the slowness of , 
progress in your field, let me assure you that there ~s 
progress. Forty years ago it was my tas~ to hear th~ 
cases of runaways in the Juvenile Court ~n ~an Franc~sco. 
In the depression years of the '30s and dur~ng World 
War II teenage youth by the hundreds came West. They 
were d~alt with by the police and the courts. There 
were no temporary shelters and, at best, they ~ere 
booked in the detention homes. We felt lucky ~f we 
could keep them out of the local jails pending the 
hearings. There was little discretion left to the 
judge in disposing their cases, because thela~ at that 
time precluded their being considered as emanc~pated, 
tIms, they had to be returned tO,their parents. Unless 
the parents provided transportat~on, the ?nly r7cou~se , 
was committal to one of the state correct~onal ~nst~tut~ons -
where they stayed until a sufficient number of , them 
accumulated to warrant the cost of transportat~on to 
the jurisdiction of their legal resi~ence. (In,those 
days, California had a five-year res~d7nce requ~re~ent 
before funds could be expended for rel~ef of any k~nd.) 

It is interesting to note, that the youth of that time 
left home for many of the same reasons that they do 
today - family quarrels, not being wanted a~ home, 
lack of a job, low self-esteem, and ~he myr~ad causes 
of discontent which you see in the l~ves of most 
adolescents. 
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In my judgement, one such factor which is often overlooked, 
is tbeir need to be needed - to be seen as contributors 
in their homes, their schools, and in society. Adolescence 
has always been a stressful period. Rapid physicial changes, 
the intensification of sexual needs, and the emergence of 
self-discovery and self-actualization as immediate, urgent 
life tasks all contribute to the burden of being an ' 
adolescent. In industrial societies, these burdens are 
minimized by an orderly transition to adulthood through 
providing work and other adult roles beginning during 
their younger years and continuing through ei=lrly adolescence. 
Today, however, jobs require greater skills; our economy 
and labor market cannot even sUpport the adult population, 
let al?ne open up spots for teenagers. 

To ocoupy young people during the years before our society 
is able to absorb them as wo~kers, we have expanded the 
role of the schools. The effect, unfortunately, has been 
to isolate adolescents and to delay their learning adult 
roles, work habits and skills. Schools traditionally 
emphasize cognitive development. This is appropriate 
since young people do need to know about language, mathe
matics, history, and science in qrder to fUnction in the 
adult world. Yet young people must also learn responsibility, 
decision making, cooperation with other pe~ 'le, and self- . 
management. Such development is usually na~lected in 
schools, even in the nonacademic curricula, perhaps in 
part because the schools were never intended to perform 
so broad a function. Since the schools are limited in the 
ways they can prepare youth for adulthood, many of the 
Inost important needs of adolescents go unsatisfied. For 
example, young people ne€'d to explore adult role's and 
attitudes in comparatively protected settings where 
failure can be a source of insight and not desp,air. If 
the transition from child to adult is to occur smoothly, 
young people must have contact with a variety of adults _ 
not just parents or teachers - and must have the opportunity 
for a wide range of experiences in the world of work. They 
need to feel the responsibility and satisfaction of being 
needed by other people. Most of all, they need to develop 
the confidence that comes from achieving self-established 
challenges and goals~ Fortunately, as this situation 
has grown more acute, responses have formed along several 
fronts. 
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tak~ng place at the grass One such response has been 'ties and schools across 
roots. In many local commun~n eo Ie and adults have 
the countr~i thou~ands o~ol~~i~n~ t~ the predicament of 
been devis~ng the~r qwn hich tal):e a great variety o~ 
youth. These effo~ts, w, oC1l origins, are form~ng 
forms in keeping w~th,t~e~r 1 e~t to afford significant 
the base for a potez;t~a movem

outh 
on a large scale 

participa~ory eXp'er~ences ~~C~l ~ounterpoint to the 
They prov~de a v~~al, pra~'es of conditions and needs 
many more theoret~cal,st~ ~uch innovations. The fol
that have called for JUs f these efforts may give an lowing examples of some 0 
idea of their range: 

1. 

2. 

3. 

Z' In New York City, 
Community pt'obZ,~mt~o ~!:~~ge Tenants Coun<?il h';1-ve 
young members 0 e t housing violat~ons ~n 
learned to spot. and re~or th-run ecology organiza
their neighborhoo~s. b YO~t eauipment and recycled 
tiori in ~an F~an~~s<?~ mO~~ its*first year of 
2500 pounds 0 a um~ u Minnesota, students 
operation. ,IZ;tH~~!m~~~n's·nurSing home for the 
regularly v~s~ , , for the mentally 
aged and an act~v~ty centerositions reflect their 
retarded; the~r SChho~l ~o~iitutionalized companions. experiences w~th t4e~r ~n 

t d ts at Manual Community Manpowet'. In Denver, s u en f 
'ld and renovate houses as part 0 

High School bu~ t d inform community residents 
urban redevelopmen an In Vermont, students in 
of redevelopment Plansil d DUO (Do Unto Others) 
a statewide pr~gram ~';1-t ~or work in a wide varity 
receive academ~c ere ~ . Students in 
of service and ~ommun~ty af:n~~e:~ergency ambulance 
Dar; on, Connect~cut op,era people staff the 
·serv1ce. In San Franc~sco, young 
Exploratory Science Museum. 

, ~a ers in Cornwall-on-Hudson, Entt'epreneursh~p~ T~e-a~ntain a natural science 
New York create ,an md cation and recreation for 
museum which proV'~des ~ u and the rest of the 
themselves, younger ch~~drenfudents in Portland, 
community. H~me ~~~~~~~~~tSin their school and 
Oregon opez;e a_ teacbers and students. 
prepared da~ly meals for "Fort Knox, Kentucky 
Fifteen high sc~oo~f~~~~:n~~ ~nstudent-controlled 
serv~ as ~leCtthe, tOhas helped students secure loans cred~t un~on d. , , 
and save over $41,000 ~n s~x years. 
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4. Communioations. Navajo youth in Utah int~rview 
the old people in their tribe and preserve their 
traditional tales on film and in books. Youth in 
Washington, D. C. publish their own magu-zine, 
Cityscape, which explores the history of thei.r urban 
neighborhood, and the lives and occupations of its 
residents, through articles, interviews and photo
graphs. In Guilford, Connecticut junior high 
school students researched the history of their 
town and presented it in q booklet entitled 
"Twelve Spoons and Two En~lish Coats." 

5. Resources fop Othep Youth. Students in Hartsdale, 
New York run a Rap Room, where young people can 
drop in for informal counseling by their peers. 
Youth Advocates, a crisis service in Seattle, 
Washington, trains teenagers to staff a hotline 
and rap center for other young people. High school 
students in Berkeley, California provide vocational 
guidance, training in job application skills and 
counseling services to their peers. 

6. CupricuZum BuiZding. A social studies lab cart with 
multi-media presentations prepared by students was 
invented and has been operated hy students in 
Enfield, Connecticut for the past seven years. 
High school youth in Philadelphia, Pennsylvania 
provide a traveling puppet show to educate younger 
children about the dangers of drugs, VD;~nd al
coholism. Another group of high school students 
in the same city has developed an environmental 
curriculum which they use to teach younger chilaren. l 

The young people in these programs are demonstrating, 
along with thousands of others, that when given a chance 

.youth can make significant contributions to their commu
nities while meeting their own needs for defining them
selves through creative, responsible activities. 

Since 1967, the National Commission on Resources for 
Youth (NCRY), Which was founded expressly to promote 
opportunities for responsible participation for youth, 
has sought out these instances of local initiative. 
Besides acting as a clearinghouse of information, the 
commission has monitored those programs it considers most 

1. Taken from Ne~oles in School and Community, by 
the National CorlUUission on Resources for Youth, Ci tation Press, 1974. 
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worthy, helped new programs become established ar?d 
operated some demonstration projects of its own. It 
has adopted the term Youth Pa.r.ticipation to apply to 
those efforts that meet.the standards it has set for 
such programs in the course of its unique, specialized 
experience. 

In the course of this work, we on the commission had 
our initial belief in the viability of Youth Participation 
as a significant remedy for some of youth's severest 
problems repeatedly confirmed. Youth Participation, 
we have found, ca.n free young people from the passive, 
dependent roles enforced on them. When young people 
are involved in situations where they can make an active 
contribution to their community, they discover their 
own strengths and the satisfaction of helping. Unfor
tunately, many adults tend to equate work alone with 
Youth Participation or action learning. Although work 
can provide youth with valuable skills and useful in
sights into the operation of adult society, it can also 
be as limiting to growth as the wo+st of traditional 
school settings. The point of Youth Participation is 
not that young people should merely become familiar 
with the world of work; adulthood involves much more .. 
than work. Young people should have access to a range 
of experiences that help them to make wise choices about 
what is best for themselves and their community and that 
permit them to assume a valued role in their community. 

Yet if this wide range of potential experiences is to 
have its full effect in guiding youth toward responsible 
adnl thood, the Youth Par1.:icipation programs must be ca.re
fuLly planned and supervised. After observing hundreds 
of programs, good and bad, NCRY has identified several 
elements that we think are essential for a Youth Par
ticipation program to be effective. These criteria 
include the following. 

A Youth Participation project must: 

1. Maximize decision making by the youth participants. 
This includes de~isions affecting the planning and 
development of the project itself, as well as 
decisions affecting the actions of individual youth. 
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2. 

3. 

4. 

5. 

6. 

"' .. ~~--------

Address a need that is perceived as real by the 
young peop?e; i.e., not as work invented to keep 
them occup~ed. One way to assure this is to have 
the teenagers themselves decide upon the need and 
the activity that will meet it. 

Be respected by the community. Compensation and 
school credits are examples of concrete. evidence 
that a project activity is taken seriously. 

Incl7!de a ?earninf[ cc;mponent. The young people 
rec~~ve gu~~ance ~n ~nterpreting and evaluating 
the~r exper~ences in the participatory setting. 

Off~r.c~alZenge and accountabiZity. Project 
act~v~t~es should not be made Sin~leor "safe" 
to protect youth from possible failure. In order 
to cultivate qualities of responsibility and resource
fulness, they must face authentic and difficult 
problems and be held accountable for their solutions. 

Promote maturity. Characteristics of maturity 
that sho~l~ be exercised include. th~ capacity to 
make dec~s~ons and follow through on th~ir conse
q~ences, the capacity to work interd~ ~ndentlv 
w~ th other people, and the capac! t, _0 conve" 
concern for others into positive action. 

7. ~romote a gZimpse of options avaiZable to youth 
~n the aduZt world. Young people experiment with 
actual adu~t situations and come to a more precise 
understand~ng of their own interests and aptitudes. 

8. 0t:fer a communal experience of being inte'lldependent 
w~th other young people and adults. Working together 
toward a common goal provides an alternative to the 
mor~ freq~ent.competit~ve r~lationships among peers 
~r author~tar~an relatlonshlps with adults; it 
~mproves young people's confidence in themselves and 
their appreciation of other people. 

We use these standards at the commission to evaluate 
progr~ms ~hat come tb our attention. We also use them 
as gU~del~nes.to assist in the development of new 
progr~s. Wh~l~ th~y are not considered to be rigid or 
ex~lus~onary cr~ter~a, they do describe an ideal toward 
wh~c~ we encourage programs to strive. Given the diverse 
and ~ndepe~dent quality of these locally originating 
programs, ~t would be both unwise and unrealistic to 
expect many of them to "measure up" to our standards. 
But even though the standards are demanding, a surprising 
number of programs approximate them very well. 
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'!'nese standards allow a wide: variety of program forms, , 
aims, and acti vi ties. For lexample, Youth Participation 
in the terms just described can be built into ,some of 
your work' with: runaways. Youth Participation can, 
and indeed does, operate in some runaway programs where 
youth are carrying the responsibility for much of the 
operation of the shelters. It could be a helpful in
gredient in your street work, outreach and counseling 
programs. 

Up to the present time there has been little formalized 
Youth Participation among the runaway clientele. This 
is due in part to the crisis nature of problems and the 
transiency of your youth population. However, with 
careful nurturing it could be added, ih a small way, to 
everyone of you,t programs if it served the needs of 
your clients and of your problems. It should never be 
mandated. 

While the examples of Youth Participation given in 
this paper, and in our Gomrnission publications, are 
more likely to have taken place in schools, they are 
adaptable to runaway programs. 

Out of the welter of possible and actual Youth 
Participation program forms, four basic approaches 
appear to be developed most frequently. Classified by 
type of program activity, these models still leave a 
lot of room for variations in content, institutional 
setting, etc. The first is a helping service to others, 
In these projects youth participants meet regularly and 
face to. face with other neople in a helping relationship. 
The "others" may be their own peers, infants and preschool 
children, elementary school children, retarded or handi
capped children or adults, hospital patients, or old 
people. In programs of this type, the young people 
typically travel several times a week to the institution 
(day care center, elementary schocl, hospital, nursing 

horne, etc.) serving the people to be helped. The activity 
lends itself to the concurrent experience.-based study 
of the related fields - early childhood; child development. 
health services, the aged in society, etc. These pro
grams, though they deal in service to others, are note
worthy for their benefits to the youth themselves, who 
often gain dramatically in self~esteem, respansibilitity 
and otl1.er dimensions. One example 0,£ the kind of feeling 
which this' generates in the young pers<.)n is expressed by 
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a high! school tutor .who was a ·withd.rawrigirl with 
probleltns both at horne and at school. She had spent 
six mo.\n.ths helping avery frightened nine-year-old 
girl whose family had just moved to, town from Puerto 
Rico. ,Asked what she could say the program had done 
for helt:, the tutor replied, "It's helped me open my 
mind a.d see the world a little better. I was depressed 
with e~erything,·failing everything, and all like that. 
Then I II had this girl to help and I said, 'Hey, sb.e needs 
me - arild I really felt great." If it weren't for 
Rita, 1;: 'doubti'ft I'd still be in schoo.l." 

Another:! example comes from a teenager who told what it 
was lik1e to work at the day care center by describing 
the ne~~s of the little ones there: . "They need attention 
that is,' sincere, mainly - someone to talk to, to play 
wi th anll get along wi th, who'll be there when they 
turn arOund. You know, a friend besides a parent. Also, 
someone to copy off of, like to say: if he or she do~s 
that I:should too~ 'It's like learning without teach1ng 

, h' k f 't " for ther,\\. For me, too, corne to t 1n o· 1 . 
, . . , , 

Another Itype of Youth Participat~on consist~ in serV1ce 
to the ciomrnunity. These are proJects that 1nvolve a group, 
of younSf people in an ongoing activity that,has some; benefl.t 
for the community. In contrast to the helpl.ng servl.::e-type 
program;:' in which the program ~ct~ v~ ty consi~ts c:f dl.:::-ect 
contact ',between youth and the 1nd1 v~duals bel.ng :-rnrned1ately 
served ill s'erviceto the community-type program 1nvolves 
youth in'l a group project acti vi ty whose impact extends .to 
the comInt:mi ty at large. 

A third t:ype of Yo~th Participation invo~ves social action 
in which ",the 'energies of the group are d1rected; toward 
the achiei,\Temerit of some specific develoPI?ent or change 
in the col:nmuni ty - some observable, tang1ble result. Some 
examples l~re the establishment of a runaway or drug 
rehabili ta\ltion £acili 1:;.y, the passage' of a consumer pro
tection oidinance, or legal action against industrial 
polluters .', 

, 
, 

The last tlype involves community internsh.ips. ,In 
models of '!this type,' program participants are placed 
individually with adults at their ~o~k pla~e i~ the 
community .• The interns are each g1ven the1r own 
respOrisibilitie~~hile they also learn about~the work 
of the spon\sor or" communi ty . teacher. " The 1nterns I?ay 
all meet in a seminar to discuss what they are learn1ng 
or they may develop individual learning contracts or do 
their own cbmmunity projects in conjunction with their 
placement. :In one' such' program, junior high and ele
mentary school students at a public supported alternative 
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school in a mountain'town in Colorado spend at least 
half a day each week interning with community adults 
t~rou¥.h the school's Apprenticeship.Program. "Appren
t~ces from the ages of nine to fifteen have carried 
out responsible duties at an educational television 
s~ation, or qt a nearby zoo; they have served as "appren
t~ces" to electricians, veterinarians, photographers, 
~tore managers and potters. TheIl purpose of these programs 
~s for young people to experience work with adults who 
a~e neither teachers nor parents and to learn about the 
l~fe of their community through firsthand experience. 

The f<?u~ prc;>gram "types" just described at'e not precise 
class~flcatlons; they are merely devices for putting some 
order into the wide diversity of programs that may approxi
mate the criteria put forth earlier. Nor by any means 
do the four types exhaust the possibilities' they are 
merely the most commonly occurring program'focus, 
according to the commission's knowledge. 

There are indeed many programs that could not readily 
be ~ategorized within any of these types. It is our 
bel7ef that me~ningful participatory experiences can 
be ~ntegrated lnto nea~ly every kind of program for 
youth. 

In this paper I have tried to outline a few of the 
poss~bi~ities of Youth P~rticipation projects. Our 
comm~SSlon has case studxes on more than 1000 such 
p:~jects. Our publications present many of them in 
d7gest form. These are available to you as are the 
fllms and video tapes whjch we have developed. 

After eight years of exclusive concentration on Youth 
Pa~ticipation,we have come to feel that these activities 
~eet a,long neglected ,need of the youth of our time 
~n thelr growth to responsible adulthood. 

Coleman, in his report "Transition to Adulthood " 
witho~t d~fining "adulthood," suggests two "cla~ses" 
of,obJ~ctlves for a successful transition to adulthood: 
obJectlves that are self-centered, i.e., those that ex
pan<;i t~e,personal capabilities, arid th\1s opportunities, 
of ~ndlvldual youth; and objectives that relate the 
individual to others, i.e., that provide the opportunity 
~or "the mutu~lly responsible and mutually rewarding 
~nvolvemer:t wl~h others that constitutes social maturity." 
Included ln thlS second class of objectives is 
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"experience with persons differing Ln social class, 
subculture. and in· age,"· "the experience of having others 
depe.ndent on one's actions," and '!involvement in inter
dependent activities directed towards collective goals." 
Similarly, Gisella I<o~.opka, in a study of "Requirements 
for Healthy Development of Adolescent Youth," concluded 
tha·t young peoplesho'uld be provided wi th opportunities: 

1. To participate as citi.zens, as members of a house
hold, as workers, as responsible members of society 

2. 

3. 

4. 

5. 

6. 

To gain experience in decision making 

To interact. with peers and acquire a sense of 
belonging 

To reflect on self in· relation to others and to 
discover self by "looking outward c;lS well as inward 

To discuss conflicting values and formulate their 
own value 5yst.em 

To experiment with their own identity, with relation
ships to other people, with ideas; to tryout 
v.arious roles without having to commit themselves 
irrevocably 

7. To develop ~ feeling of 9ccountability in the 
context of a relationship among equals 

8. To cultivate a capacity to enjoy life. 

Despite good ideas many excellent Youth Participation 
programs have been st~llborn or short-lived. The sug
gestions that follow are taken from a commission pub
lication, "Youth to Ad·ult," by Mildred McCloskey, an 
associate of the com.'11ission, and Peter Kleinbard, a staff 
member. This book provides short case studies of nine 
Youth Participati9n.projects. The authors hesitantly 
give some practical g~idelines to persons who are 
planing to start a Youth Participation program. "We 
do this with a fair degree of humility since what may 
work in one situation may very well be a disaster 
elsewhere. And what is appropriate one year may be 
obsolete the next. Most of our guidelines are little 
more than 'common sense' -- nothing extraordinary. 
But we have observed that common sense is derived most 
often after the fact, rather than used as a guide to 
practice. We have seen scores of good programs fail -
antipoverty, school innovations, community action, youth 
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programs of all kinds flounder and die because they 
had not be~n prepared for highly predictable compli
cations. With the risk of telling readers what-they 
already know, we will offer a few specific suggestions 
that might prevent goo~ programs from,unnecessary failure. 

1. -If you want to starot' a new prooject~ f.irst find out 
what aZroeady exists. Perhaps there are some agencies 
that are doing part of what you want to do. Perhaps 
there are some ongoing programs to which your service 
could be attached. Be aware of any conflicting 
interests that you might encounter. In other words, 
careful homewDrk about other existing agencies and 
services must be done. 

2. Be sure to check on the need for the prooject. Do 
a survey of how many people may need such a service 
or opportunity in a given area, and how many young 
people or adults might want to participate actively. 

3. Decide on Zimited goaZs first., You can expand 
them later. Be sure what you hope to do is feasible 
within your time plan. Project goals are frequently 
all-inclusive, \:timing at almost every problem in 
sight. Often it is disappointing to visit programs 
after reading their original proposals. Many are 
doing only a small fraction of what they originally 
intended. Why? Usually, they failed to limit them
selves sufficiently .at the beginning. Better to start 
with fewer goals and expand gradually than to dream 
big and end small or extinct. 

4. If it is a community prooject~ be suroe that it is 
peroceived that way by the community invoZved. Wherever 
possible, members of the community should be included 
in an advisory role from the outset. Good public 
relations are essential to the healthy life of any of 
the goals, activities, problems, and ac'complishments 
of the program. 

5. Check out financiaZ resources caroefuZZy. Money is 
not easy to obtain, but there are several private 
foundations, civic, and federal funds that can be 
dr.awn on for worthwhile projects •. Here again, careful 
homework and exploration are necessary. Different 
foundations focus on different problems, and these 
change from year to year. The Foundation Directory 
is a good place to begin. 
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6. After ohoosing specific goaZs~ weigh aZZ possibZe 
approaches. Before you decide on which methods to 
employ, consider the u~iverse of alternative possi
bilities. Careful consideration and examination of 
choices should be undertaken ahead of time. Of 
course, a certain amount of improvisation and respon
siveness to changing situations is desirable, but 
getting stuck in one approach out of ignorance or 
early impatience can be disastrous. 

7. Set up sound'evaZuation proceduroes throughout. Do 
not overlook the importance of keeping careful 
records. The initiators and directors of a project 
are often so busy that they tend to ignore the need 
for continuous evaluation. Consequently, they are 
in danger of being left without any tangible evidence 
of the results of their,program. Evaluation is 
strategic (1) if you want to keep improving your 
program; (2) if you want to prove its effectiveness; 
and (3) if you want to expand and get additional 
financial support. 

8. Provide for changing Zeadership. For a project 
to have a healthy,. long life, growth within the 
project ~ust be constantly nurtured and plans pro
vided for the training and renewal of the staff 
members. Some of the projects we have examined have 
successfully used "serial leadership" to insure the . 
development of their participants. In such programs 
as Compass, for example, the members proceed from .. 
level to level, teaching and exercising an increasing 
responsibili ty over .::hose below ,t.hem. They grow 
in this way, and those beneath often learn best from 
members only one stage above. 

In the management of any organization, mechanisms 
are needed for training new leaders and elevating 
other members to responsible positions. Through 
providing continuous staff and leadership training 
experiences, the programs can both insure longevity 
and prevent rigidity. 

9. If the project £s to be a doZZaborative effort 
invoZving aduZts and adoZescents~ some thought 
has to be given to the ways in which aduZts can 
work sensitiveZy and effectiveZy'in programs 
designe.d for youth. Throughout this book we have 
highlighted some of the various adult-youth arrange
ments that have worked well. Here, we would like 
to reemphasize a few,of them: 
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ii a. As much as possible, the original ideas 

should flow from the adolescents. Adults 
should listen to the young people's plans. 
They can ask tough questions and participate in 
the discussions, but they must be c,areful not 
to take over. 

b. Adults ,can help launch a project. They can 
show adolescents how to write a proposal, 
conduct a survey, and locate information about 
related age.ncies or other programs.. 'llhey can 
suggest resource persons and contacts for finan
cial advice. Perhaps, they can help provide 
some of the initial funds. 

c. Once the program is in motion, they can serve 
on the advisory board and be ready to offer 
professional skills or knowledge when the young 
people call upon them to do so. Probably they 
should also help devi'se careful evaluation 
procedures. Adults can always aid in public 
relations and fund-raising. 

d. The continued support of some concerned adults 
can lend stability and contin~ity to programs in 
which youth can only particip~te for short 
periods -- e.g., during a single school year. 
Without such support, many good youth programs 
disappear when their original leaders move on 
to new situations. 

It is sad that our nation has so little understanding 
of the urgency of providing fulfillment of the needs 
of its i3.dolescent.s. It is my hope that you, the fore
runners of a new type of human ser~ice to youth, can,by 
your e}l;ample, help build a national policy which demands 
that the needs of our young people be met. 
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ORGANIZATIONAL ISSUES 

Organizational concerns are, in some ways, the step
child of the growth of alternative services. The 
runaway houses and alternative agencies which began 
in the late 1960s and early 1970s were energized 
from two sources: a pressing need to provide direct 
services to youth who had nowhere to turn and the 
political ideology of the New Left and the counter
culture. The community people who established the 
early shelters, networks and clinics were looking 
for the most expedient way to translate their ega
litarian values into food, beds and care. Their 
sense of urgency combined with an idealism about 
organizational structure. What often resulted were 
creative, committed services with a host of structural 
difficul'ties. 

The articles in this section on organizational issues 
are the outgrowth of subsequent experience. The 
original agencies evolved new structures as the old ones 
proved inadequate, created additional programs to meet 
newly discovered needs, and articulated their organiza
tional rationales as the availability of public funds 
placed it in their interest to do so. New agencies profited 
not only from the experiences of the older centers, but 
also from having more time to plan their program,before 
finding themselves embroiled in delivering services. 

The knowledge which was accumulated in this process is 
illustrated in the following articles. The authors 
present solutions to organizational issues that combine 
their agency's values with functional structures. These 
solutions are often creative compromises with the usual 
organizational axioms which sacrifice any philosophical 
base to the·guillotine of efficiency. Instead, these 
programs address themselves to the ongoing experience 
of the people working within them as well as to service 
goals. 

This combination of the humanistic and the programmatic 
is clearly shown in Don Loving's article on staff support. 
His basic, almost tacit, assumption is that people who 
feel good about themselves and their work will provide 
better care and services. Consequently, he outlines the 
broad program that The Greenhouse has built to give a 
sense of support and cohesiveness to its staff. 
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One element of that program, increasing the actual 
skills and knowledge base of the staff, is elaborated 
upon by Jerry Shurgar. Without attempting to define 
any particular training sequence, he identifies the 
kinds of overt and covert training which go on in aJ,. te,r
native agencies and the resources which are available 
for it. He suggests ways in which training can be used 
for maximum benefit to the program while avoiding the 
most common pitfalls. 

Herbert Freudenberger focuses on "burn-out," the 
exhaustion phenomenon which attacks crisis workers. 
He traces its effects on the individual, his work, and 
on the morale and functioning of the entire organization. 
His suggestions augment those which Don Loving makes 
in his article on staff support. The attention pa~d to 
a condiiion like "burn-out" demonstrates the continued 
efforts of workers in alternative agencies to relate 
their personal and work experiences in meaningful ways 
and to give permission to the interaction between them. 

June Bucy's article speaks to the often bewildering 
relationship between an alternative program and its 
board. She offers practical suggestions for what issues 
should be resolved before establishing a board and 
gives additional advice on facilitating a continued 
working rapport. 

The article by Ron Clement provides an overview of how 
organizational elements can Gombine in a program. The 
experience of Diogenes House, as he presents it, offers 
art example of how philosophy and structure were woven 
together to create an organizational Gestalt. 

Each of these authors writes from personal experience 
in a particular program. They each acknowledge that 
the issues they faced will not mirror those of other 
agencies and communities. While this is a crucial 
consideration, it should not obscure the fact that certain 
problems, issues, goals and needs do seem·to be widely 
represented among projects. These articles are excellent 
examples of the satisfactory solutions which have been 
found. 
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STAFF,SU]?PORT 

The Greenhouse opened as a runaway center in 1972. 
It evolved from an organization which had operated 
an orphanage in New Orleans for more than 100 years. 

The,heart of ~he Greenhouse program involves a well
t~a1ned and h1ghly motivated staff who work closely 
w1th the board, volunteers, and a team of consultants. 

The Greenhouse enjoys a fine reputation within the 
runaway service network. The program has been visited 
by scores of workers and administrators from many 
local, as well as national youth serving agencies. 
Its,Director and,the contributor of the following 
art1cle~ Don Lov1ng, has been actively engaged in 
developing the staff support processes which he dis
cusses in the article. 

.•.. The Editors 
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STAFF SUPPORT 

Don Loving 

In an al ternati ve social service agenoy \tlhose primary 
function is to deliver crisis intervention services, 
there is perhaps no single more important aspect of a 
program than staff support. Crisis services place a 
great deal of interpersonal and intrapersonal strain 
on staff members. There are pressures from the young 
people we see, from parents, from the community in which 
we operate, from funding sources, and from the professional 
community. By the very ·nature of crisis work, all these 
components are brought to bear in a compressed time period 
as assessments and decisions are made rapidly. Because 
these factors do exist and produce tensions which influence 
effective delivery of service, it is important that a 

r f 

means be developed to minimize stress and facilitate 
service delivery. 

Recognizing'these factors, we at the Greenhouse, have 
developed a $ystem of staff support which seeks to pro
vide individual staff members with a variety of ways 
to maintain the sensitivity to others, high energy 
levels, and opportunities for exposure to new ideas 
""hich make our program what it is. We have found that 
this system works for us~ although we are continually 
reassessing and modifying as we change and grow. The 
following staff support activities are not ranked as 
to importance or significance. We see them as a total 
integral system. 

Peer Supervisions 

Core to the system of staff support is peer supervision.: 
Peer supervision occurs both informally and .formally ~ 
throughout the entire program. However, the primary 
mechanism is a daily meeting, open to all staff members 
but primarily attended by counselors, where plans and 
observations about residents, ex-residents and families 
are discussed. It gives each person an opportunity to 
share perceptions, impressions, and feelings about his 
or her client with other staff. Feedback and suggestions 
are freely given, although the counselor who has primary 
responsibility for the case has ultimate responsibility 
for case planning with the client. The 'individual 
counselors are given many strokes as well as constructive 
criticism and suggestions. We have found that objectivity 
gets lost many times when we are involved with our individual 
client, and that this method of peer supervision helps 
to place our subjectivity in perspective. 

106 

IJ 

." 

OonsuZtation 

At the Greenhouse,we have two consultants who assist 
us in staff training and objective perspectives on the 
program. One consultant is a psychiatrist and the other 
is a social worker specializing in group work. Both 
share with us their specialized knowledge in such areas 
as no:-mal growth and development, pathology, group 
dynam1cs, etc. Because they are not intimately involved 
with the program, they also bring a fresh view to our 
direct delivery of service, p'rogrammatic issues, and 
planning for future services. 

Supervision 

Each staff person meets once a month with the director 
for an individual supervision which deals with 'any 
issue relating to themselves or to the program. This 
provides staff with an opportunity to deal with problems 
of individual concern and with issues which may not come 
out in a staff meeting. The supervision time is not 
for performance evaluation, although feedback is given 
in both directions. Its purpose is to strengthen the 
program by acknowledging the range of personal issues 
which relate to it. 

Staff Meetings , 

staff meetings are held with the entire staff every 
two weeks to deal with issues related to the structure 
of the program and the administration of the house 
Cases, as a rule, are not discussed. However, the 
meetings may deal with what implications for services 
emerge from our observations and impressions of the 
youth served. The staff meetings assist in increasing 
open communication, flow of work, continuity and collective 
effort. 

CoZZectivity 

Because all staff have an investment in the program, 
we make all decisions relative to the operation of the 
program collectively; This lends itself to a shared 
responsibility and ownership of the program as well a~ 
to increased creativity. We have found that a viable, 
working c01lective is based on mutual' trust and openness. 
Therefore, we strive to maintain these qualities in staff 
interaction. 
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Weekend Seminars 

Once a year, we have a weekend seminar which utilizes 
a consultant to facilitate group process. This weekend 
is held out' of town so that we can get completely away 
from familiar surroundings and be together as'a staff. 
The facilitator usually has skills in a treatment modality 
such as Gestalt. This process includes wOJ::'king through 
unresolved coriflicts, discovering how to better give each 
other much needed strokes, and learning group process. 
The end result is that everyone becomes much closer to one 
another as a group. One of the most important benefits 
of this experience is the development of trust which leads 
to open communication. 

SociaZ Interaction 

Because those of us who work in crisis services share 
many values, philosophies, and life styles, we find we 
enjoy each other's company socially. We regularly, but 
not exclusively, have parties and other shared social. 
activities which contribute to a relaxed openness, \'lhJ.ch 
facilitates sharing. Informal gatherings contribute 
greatly to breaking down barriers to communication. 

Conferences 

As much as is possible, staff are encouraged to attend 
conferences where they can be exposed to other disciplines 
as well as to other modalities of service and to knowledge 
about service delivery. By having reference points, one 
can better assess his or her own work and bring new 
creativity into the program. 

Staff Exchange 
.I 

An activity that we have used to increase our ability t~ 
deliver services is a staff exchange with another center. 
The person coming into our program brings with him or 
her different perspectives on how things are done, dif
ferent philosophies, different approaches to treatment. 
This challenges us to validate what we have d~siqned 
and generates ideas which improve our delivery of 
services. 
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To review, there have been two major components in our 
attempts to deal with "burnout," the nemesis of crisis 
work. One is to increase our knowledge base in order to 
be more effective in the services we offer. ['he second 
is to develop a sense of closeness with one another where 
the mutual trust and respect exist which can lead to open 
~o~u~ication, sharing and honesty. Th~s closeness permits 
J.ndJ.vJ.dual staff members to feel confident in the delivery 
of se~v~ces~ ~t the same time, it permits an opennes£ to . 
creatl,:vJ.t:y whJ.ch encourages the delivery of services' 
appropriate to each client. Interestingly enough, when 
staff closeness declines due to vacation, illness, or 
u~resolved confl~c~, we find that our ability to cope 
WJ.th a normal crJ.sJ.s -and to relate in depth with the 
youth is decreased. Finally, it is hoped that the 
combination of an 'atmosphere of closeness with the 
opportunity to increase our knowledge will provide 
staf.f with a productive, dynamic work situation in which 
they feel bot.h a sense of accomplishment and growth. This 
will provide the staff with the support they' need in 
order to maintain the intense degree of,involvement 
required in crisis work. 

A final ingredient in a system of staff support is for 
all staff to be clear about what the agency's goals and 
purposes are a.nd to not make the c:ssumption that everyone 
agrees with them. This is so important because all staff 
support must be put within the framework created by these 
goals and purposes or there will be no direction or focus 
fpr staff energies. 

In SUInIl1f'd.y, staff support has many ::acets ranging from 
formal;£ze:.l knowledge building to informal socializing. 
Our experience is that to maintain ourselves, we qannot 
concentrate at either end of the spectrum. 
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STArF TRA1NING 

The Central Arkansas Runaway Program, sponsored by 
the Arkansas RegiorY' for the National Conference 0;E 
Christians and Jews, is the first program in that' 
state to address itself to the runaway problem. "The 
program inc~uaes a toll-free state"Widehotline/ a 
shelter-care residential facility (stepping stone), 
and a support services program. Jerry Shurgar, . ' , 
Director of the project, contributed the following 
article ~n staff training. 

•••• The Editors 
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STAE'F' TRAINING' 

W. G. Shurgar III 

When the subjec i!: of staff training arises, too often 
~rograms think in terms of a magic model to fit all 
programs and solve all problems. That model does not 
exist and ,probably never will for human service programs. 
There are, howe\rer, certain principles for, staff training 
design that can make the process more profitable. qince 
the need for staff training varies according to the 
program, each p.t:'ogram must design a training package 
that will work for them. 

There are three basic types of training that go on 
within an organization . 

1. InternaZ: 

This training goes on within the facility itself 
and is either conducted by staff members or by 
outside resource people. This is the easiest 
type to plan for and the one most easily identified 
in a program" 

2. E::cterna Z: 

This is the type that occurs when program personnel 
go outside the agency to specific training workshops, 
seminars, etc. These can be effective, but 
are often restricted by program budgeting or lack of 
awareness tha,t they exist. This type of training 
should be used very carefully and with a great deal 
of planning so that meager budgets are not depleted 
by inappropriate courses. 

3. Osmosis: 

This type of b:-aining is rarely recogni zed as even 
occurring, but each program has arL information absorp
tion and skill acqui~ition rate that occurs without 
formal str~cture. This occurs as the staff spends 
more time within the program and begins to refine 
their skills and expertise. By utilizing st~ff to 
train staff, this informal process becomes a recog
nizable portiOl, of your training component. 
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DESIGNING A TRAINING PROGRAM STEPS IN . 

Too often training programs are designed on ~ ~~isis 
, with real planning. For a tra~n~ng bas~s and not ff t'there is a process that 

program to be e ec ~ve" , I for maximum 
should 'be fo"ilowed ~h] alt wd~ll e<l;a~~ed time and efforts ~ effectiveness and w~. re uc 

Z. Su~vey Program Needs 

Basic program components needing training include: 

a. Staff 

b. Administration ,:) 

c. Voluntee=::s 

d. Board of directors 

e. Programmatic needs 

f. Community 

. t 'ning programs is the The most ignore~ area ~n r~~merelY to increase the 
community. It ~s not enoug t increase the 
skill level of the agency, you mus , s This in-' 
community's ability to us~ your serv~~ea~ the consum
cludes other service provrders as we 
ing public. 

b discussion, questionnaires, These surveys may be dOAnel~1 ~esults should be written, and written requests. , 
to give a tangible base for plann~ng. 

2. Refine Purpose 

It is not feasible to 
ing component within mo~t 
refine and condense the~r 
purposes. 

create a college level train
programs, so programs,m~st 
training to four spec~f~c 

? I 

Z. SkiZZ-buiZding 

Skill-building affects bo'th ind~viduals 
agency capacity to'deliver serv~ces. 

and total 

2. GeneraZ knowZedge 

dd't' to "how-to- o-~ s... , d 'til k~lls thete is 
In a ~ ~on or awareness level that must 
general know~ed~e the program and the broader maintained w~th~n 
community. 
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3. Staff aohesion 

\ ........ \ 
Too often staff are not .aware of whatc..other staff 
members are dqing. This is particularly true of 
relations between the counseling and the administra
tive support section. Too often the direct service 
providers in an agency. are not aware of what it 
takes to qreate a system that allows them to do 
their work. By allowing all staff to participate 
in cross-training, you eliminate the "them and us" syndrome. 

4. Program aontinuity 

AS the community changE"s, so should the program 
needs. No matter how effective the program is 
today, there is always a better way to do it. 
The moment a program or staff begins defending 
today or the methods used yesterday, they render 
themselves incapable of serving -tromorrow. 

3, Identify Resouraes 

Programs often fall into the trap of saying they 
have no money to implement a comprehensive training 
program. Resources do exist in every conununity that 
may be utilized, for training. Before any program is 
designed, these resources should be identified and evaluated. 

1. In-house skiZZs 

Each program possesses a wide range of expertise 
within its own staff. Tapping this knowledge 
serves two important purposes. The first is 
that staff will understand specifically what 
kinds of training and d~alls fit program needs 
and will not waste time with extraneous informa
tion~ 'The second is that by sharing and teaching, 
staff members will refine their own skills and 
comprehension. 

2. Community aapabiZities 

Most of the other service providers in the 
conununity will be willing to exchange staff for 
the purpose of cross-training or joint skill
building. 'Programs should be conta.cted and a 
regular schedule of exchange visits arranged. 
There are 'also individuals working within many 
agencies who would be ,available to conduct 
specific training courses. 
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3. Assoaiations 

There are often training programs conducted by 
groups (such as Mental Health Association, '. . 
Association of Classroom Teachers, Bar Assoc1a
tion, etc.) that would allow the program staff 
to either sit in on their meetings or send a 
representative to their programs. 

4. Funding souraes 
, ! 

The majority of funding agencies have technical 
assistance components or technical assistanc~ 
pools that the program may draw upon for tra1n
ing or funds to send program staff to workshops. 
These should be explored and cataloged. 

4. Planning and SaheduZing 

This is the area where most programs experience 
difficul ty. In-service training is not. a "one ~ime" 
program but is a ~ont~nuous process ~f lnformat1on 
gathering, dissemlnat10n ~nd absorptl0n .. A ~lan should 
be developed, with specif1c goals and ob~ect1ves, and 
then scheduled as far in advance as poss1ble. Such 
planning assures that the training will meet overall 
program needs, rather than be reactive to immediate 
issues and problems. In addition, the program shou~d 
constantly review training priorities and change th1S 
schedule, as necessary, to meet program demands. 

5. Do's and Don'ts 

Even though there are no hard-and-fast rule~ for 
staff training, avoiding problem areas is easy 1f 
certain things are understood. 

.. " 

1. Don't expect every staff person to attend 
every training session. It is not necessary 
and it is good for other staff members to be 
responsible for sharing the information with 
those \'j'ho were absent. Too many progr'ams 
cancel their training when one or two persons 
cannot be present. 

2. Don't expect results without follow-up. If 
the material is not being utilized then the 
training is a waste of time. A constant review 
of program needs will solve this problem. 
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3. Do give every person an opportunity to 
demonstrate their special skills. For example, 
let the bookkeeper explain to the counselors 
the budgetary situation and why office procedures 
were developed the way they were. 

4. Do allow for play time in equal proportion 
to training time '-' 'when the staff works hard 
they must have an outlet. 

5. Don't confuse staff training with staff meetings. 
They are distinctly different and should be held 
on separate days. 

6. Do invite board members and volunteers to 
staff sessions 'and 'vice versa. 

7. Don't assume that a lot of money is needed 
for staff training - much is free. If you must 
send a Staff member to a training session, do 
expect them to train other staff members upon 
their return. 

8. Do a synopsis of specifics from each training 
session. These notes will facilitate the 
assimilation of new personnel. 

9. Don't allow: the training to become the ";game 
old thing" session after session. Use variety 
and don't be afraid to be innovative. 

10. Don't overlook the kids. They often have' 
greater insight into a program than the staff. 
'l'hey can be' trained and can offer a' different 
perspective. 

The main things to remember about successful training 
are that it,is well,planned: involves the total staff; 
attempts to meet as many needs as possible; and, most of 
all, it should· be fun. 'The payoff from a good training 
program is not difficult tc measure, and it results. 
in greater skills, better service, and increased program 
cohesion. 
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S'l-AFF BURN-OUT 

Burn-out has long been recognized as one of the ~ajor 
occupational dangers of working in fa runaway proJect. 
We are pleased to include in this manual Dr. Herbert 
J. Freudenberger's authoritat~ve artic;le, ,"The"Sta~f 
Burn-out Syndrome in Alternat1ve Inst1tut10ns, wh1ch 
first appeared in Psychology: Theory Research,and 
practic'e: In this piece, I?r •. F::;~d:nber~~r d1sc;ussed 
foh"" dunamics of burn-out, 1ts d1.L..L.e.Lent c.ypes! l.~S 
~~pt~ms~ and methods of prevention and allevl.atl.on. 

Dr. Freudenberger is a,psychoana;yst in independent 
oractice in New York Cl.ty, Coordl.nator of ~ental 
Health Services for the Hispanic Therapeutl.c community 
and Staff Training Consultant at ~ovenant House, a 
runaway project in New York. DUrl.ng,the past te~ , 
years Dr. Freudenberger has engaged l.n st,aff tra1nl.ng 
and consulting with hotlines, runaway houses, free 
clinics and therapeutic communi ties and ~l~S worked 
extensively with drug addicts and a;coholl.cs: He was 
a founder and Director of Psycholog1ca1,Servl.ces o~ 
the st, Marks free clinic in ~e~ York Cl.ty and worked 
in the Haight-Ashbury free cll.nl.c. 

•••• The Editors 
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THE STAFF BURN-OUT SYNDROME IN 
ALTERNATIVE INSTITUTIONSl 

Herbert J.. FJ'euderzbel'gero 

Some years ago, a few of us who had been working intensively 
in the free clinic movement began to talk of a conbept 
which we referred to as "burn-out." Having experienced 
this feeling state of burn-out myself, I began to ask 
myself a number of questions about i·t. First of all, 
what is burn-out? What are its signs? What types of 
personality are more prone than others to its onslaught? 
Why is it such a common phenomenon among free clinic 
fOlk, or is it also something that strikes all or at 
least most staff members working .in alternative self-help 
or crisis intervention institutions? Does it happen 
with the same intensity to the professional volunteer 
and to the volunteer service worker? Or does it affect 
the volunteer and paid staff member differently? What 
can we do about burn-out once it starts? And what 
criteria can we uuild within ourselves or our working 
environment to help us to safeguard against this serious 
occupational hazard? 

What is Burn-out? 

The dictionary defines the verb "burn-out" as "to fail, 
,~ear out, or become exhausted by making excessive demands 
on energy, strength, or resources." And that is exactly 
what happens when a staff member in an alternative 
institution "burns out" for whatever reasons, and becomes 
inoperative for all intents and purposes. 

Obviously, burn-out is not an exclusive phenomenon in 
self-help groups. It is present also in the addict who 
shoots up until he burns out and possibly dies; it is 
present in the speed freak when he reaches his maniacal 
speed runs and lives merely for the shooting UPt it is 
present in the compulsive gamble:r, the golf freak, the 
overweight person, to name just a few. It certainly is 
present in industry and business. ~e all know the story 

1 This article first appeared in Psychotherapy: Theory, 
Research and Practice, Vol. XII, #i, 1975, and isused 
with the permission of the author. 
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of the ulcerated executive and what he has done to him
self. What is different, however, for us in the 
alternative institutions is that we usually are fight
ing a battle on at least three fronts - we are contend
ing with the ills of society, with the needs of the 
individuals who come to us for assistance, and with our 
own personali'ty needs. 

The burn-out manifests itself in many different sympto
matic ways Nhich vary in symptom and degree from person 
to person. It usually occurs about one year after 
someone has bequn working in an institution, because 
it is just about at that point that a number of f'actors 
begin to come into play. ' 

One of the chief preludes to burn-out seems to be loss 
of charisma. The leader, for example,' has begun to 
doubt his own powers to heal and to lead 'his staff. His 
staff also now takes him for'granted, or has become 
disappointed in him because the "miracles" they'expected 
him to perform for them and that he'expected of himself 
as well have not materialized. Neither have the extent 
of changes that the staff hoped would be provided by 
the existence of the self-help or crisis unit. Even 
though in the beginning the leader did manage to do -
namely, get the institution of~ the ground and keep it 
going ~. the charisma has .dwindled, alonq with the 

7' I 

ini tial "high" exper ienced by him and the 'others, and 
the amazement that was felt at first success. It is 
at this point that not only the leader but every member 
of the staff must take a good look at why he or she 
started working in the institution in the first place, 
what were the motivations, and what kind of trip one 
may be on - a self-fulfilling ego:trip, a self
agqrandizement ego trip, or a trip to help to deny 
one's own serious personal problems. 

Once we come up with an honest answer to these question,s, 
we will have a better opportunity to .,c.ope ~lo th a potential 
burn-out. 

But let us suppose that one has not been questioning 
oneself, and that a burn-out is slowly o.::curring within. 
What are the signs that begin to manifest themselves in 
burn-out? For one, there is a feeling of exhaustion 
and fatiguer being unable to shake a cold, feeling 
physically run down; suffering from frequent headaches 
and gastro-intestinal disturbances~ this may, be 
accompanied by a 108S of weight, sleeplessness, 
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depression, and shortness of breath. In short, one 
b7comes psychosomatically inv9lved in one or more 
alolments. The~e ,are s~~e of the physical signs of 
burn-out. I wloll get lonto behavioral and psychological 
~igns later in this article. Another question to raise 
l.S, what are the different types of personality most 
J?rone to ~urn out,in alternative self-help or crisis 
1nterventloon settl.ngs? 

The De4iaated and Committed Worker Burn-Out 

Those ~f, us who wo:r:k i'n free clinics, therapeutic 
communlotloes, hot Ilones, crisis intervention centers 
methadone clinics, gay or draft counseling centers ' 
women's consciousness raising groups, runaway hous~s 
and any of the other self-help groups that are commu~ity 
based, ,are people who are seek~ng to respond·to the 
recognlozed needs of people in a particular community. 
It d~es not matter to us whether the people we are 
seeklong to help are black, hispanic, white, young or 
old. The need is there, and we respond. Those of us 
who work to help those in the community are there be
cause we see our~elves as dedicated people in some 
ways, and as en17ghtened P70ple in other ways. We see 
our~elves as entloghtened elother socially, or politically, 
sp~lotual~y, or lontellectually. Some of us are there to 
ga~n enll.~hten~ent - we are looking for some further 
personal l.dentloty or for a shift of our own life style. 
Nevertheless, we are there, first of all, to be of help " 
but also because we are struggling with our personal ' 
valu~ syste~s, trying to formul,ate and develop different 
and lonnovatl.ve treatment a~proaches or co~~unal living 
sty~es. But whatever it is we are seeking to do, we 
~elloeve ourselves to be dedicated through our work 
lonvolvement. Ne would literally rather put up than 
shut up. ~nd wh~t we put up,i~ long working hours in 
the commut;loty, wloth a bare mlonl.mum of fi.nancial 
c~mpe~sa~l.on, but hopefully with much ~)ersonal gratifica
flOD lon lots place. 

It is pr~cisely because we view ourselves as dedicated 
and comml.tted peaple,that we are likely - if we do not 
watch out - to subtly get ourselves into a personal 
burn-out trap. The committed worker tends to take on 
too much, for tc;>o long, and too intensely. He must 
learn to recognloze that in the very commitment he feels, 
there rest pressures from a number of sines. First of 
all, he feels from within himself the pressure to 
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accomplish and to succeed. Secondly, he feels from 
without himself the pressure of the needs of the 
population he is trying to serve - the desperate needs 
of the runaway, of the kid on a hot line call~ of the 
frightened and sick and lonely young b~y,or gJ.rl~ or 
old man or woman coming into a free clJ.nJ.c for hIla 1 th , 
care of the urgency of the addict seekihgto sh~ke hJ.~ 
addi~tion. The emotional demands of all these n(~eds " 
upon us is tremendous. If these pr7s~ures are cljmpounded 
by others - for instance, by an admJ.nJ.strator wh? 
forces the already over-committed worker to playa 
statistics and numbers game with him because he wants 
lito look good in the community's eyes," a~d because, 
1 he too is dedicated - then the comnu tted l,.,orker 

~a~Sbetter watch out. He is in a three-way squeeze 
and will come down with a three-level burn-out. He 
will be at the mercy of his own needs, t~e,needs 0; 
the popula.tion seeking help, and the admJ.nJ.stra tor s 
needs. 

It is at this point, that the dedicated worker'~ guilt, 
his feelings that he is a super-being help7r , hJ.s 'd 
desJ.'re for being of genuine help, pushes hJ.m ev7r onwar 

. h belJ.eves to work even harder, because suc a person 
that the only way to stem the flood of demands upon 
him is to put in more hours and more-effort, Nhat 
happens is that the harder he works, th~ more frustrated 
he becomes; and t.he more frustrated he J.~, th7 more 
exhausted, the more bitchy, the more cynJ.ca~,J.~ ou~look 
and behavior - and, of course, the less,effectJ.ve J.n 
the very things he so wishes to accomplJ.sh. 

Let us remember that there are differences betwee~ , 
commitment, over-commitment, involvement, an~ dedJ.catJ.ort. 
For me over-commitment implies a total emotJ.onal or 
, tell~ctual bondage to a certain idea or course of 
J.nt , ~hereas involvement implies mature concern and 
ac J.on. . t' b meone or sympathy interest in or even abso~p lon y,so 
somethin~. Mature dedication imp~les devot70~ and 
consecration of oneself to a partlcular actlv7ty, p~r-, 
suit cause or person. It is the overly dedlcated and 
the ~xcessi~elY committed individual who will suffer. 
:til order for us to be of help to others, we must ~eel 
concern, we must have a life of our ow~, and,retaln 
parts of our emotional life which remaln ent7r 7ly ou~ 
own. Finally, we must be aware of our realltles an 
limitations as human beings. If we are not all of these 
things, we are headed for a sure burn-out. 
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Another point to reflect upon is this: the popUlation 
which we help is often in extreme need, and because of 
this they continually take, suck, demand. Let us be 
honest about it, and admit that the people I am,referr
ing to require a continuous giving on our part. And 
our feeding supplies appear, both to us and to them, to 
be endless. We soon learn, however, that this is a 
mistaken notion. The supply can - and often very 
quickly does - dry up. 'Vlhen we are empty, where do 
we :r.eplenish from? Too often, because of the nature 
of our work with the people who come to us, the single 
calls, one-visit therapies, we receive very little o~ 
no feedback. On top of this, if the rest of the staff 
is as busy as we a~e in running around, and slowly 
burning out themselves, we are certainly not going 
to receive good feelinqs or feedings from them~ And so, 
another pOor cycle is in the making. 

There are other conditions of our work that can lead 
to burn-out. No matter how initially exciting our 
work may be, in time the boredom of the task and the 
monotony of the problems, complaihts, the hassles for 
funds, the batt18s with the straight agencies, the 
police, or the local popUlation - and our responses to 
these - can get the better of us. It is, therefore, 
critically important to the prevention of burn-out 
that there be a cdntinued awareness of the built-in 
potential of boredom, frustration, and diminishing 
turn-on in the work. One way of circumventing these 
debilitating reactions is to have the staff periodically 
shift into different tasks. A clinician, for example, 
might get into lecturing in the communit:y. The one 
Who puts out the clinic's newspaper may go into train
ing as a clinician or a hot-liner. A great attempt 
should be made, in other words, to make the job functions 
vary, in order to prevent the loss of a valuable person 
in terms of the skills he or she has gained while work
ing with you. Too often I have seen a valuable person 
leave in disgust and disenchantment because he has 
burned out. This is as much the fault of the institu
tion as it is that of the individual. We ought to 
always remember that the human being is more important 
than the task. If the task of the burning out staff 
member is that of turning out a newspaper, and he or 
shw is the only one who can, then it is better to have 
no paper at all, than to have tha~ staff member burn 
out even more just to keep the paper 'going. 

Another facet which is built into the work of an 
alternative staff person is the necessity of our being 
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constantly open and in touch with other people's needs 
and wants. Our own needs and wants are usually· secondary. 
Theirs are primary. Furthermore, this openness to others 
is demanded of us on a constant, day-in and day-out 
all-hours-o~-the-day-or-night basis! 

To be open to this degree is a requisite for the staff. 
of a therapeutic community. For example, they must 
be ready to give haircuts (verbal reprimands), probes, 
to call encounters, to have encounters called on them, . 
to rap, to receive criticism, to be sympathetic, to be 
firm, to have patience, to ignore their own discomforts 
and preferences a.lmost without respite. Obviously, 
when we talk to others of what we do, many object and 
say, "Well, that's an impossible way to function. You 
can't keep that sort of thing up." But the truth is 
that we do keep it up and are ~xpected to do so. The 
plain fact is that the staff is expected to be much 

t I more alert and emotionally responsive more open 0 peop e, . .. . . 
than may be advisable if looked at real~st~cally. Th~s 
is especially so when we compare what is required of 
the staff in therapeutic communities, with what is 
expected, say, in business, industry, politics, or in 
straight social agencies, universities, or hospita~s. 
In those settings we are not asked to put our feel~ngs 
"up front" and on the line every minute of ou:::- working 
,time. 

We should recognize that for some staff the act of 
suddenly leaving or splitting from a clinic is almost 
a desperate, last ditch effort at survival. Why is it 
that so few alternative institutions qive people .who 
leave good send-ooffs? There is in this almost an implied 
f~eling that the splittee has done wrong in leaving. 
Why is it that we dO,not acknowledge all the good work 
that he or she may have done while there? Why do we not 
recognize that to work on the outside as a regular 
establishment clinician requires that one always be 
there, that one do research, work on sta~istics, be an 
administrator, serve in one of the clerical sections, or 
be out in the community, and that such a clinician'S 
job has a built-in slack time-off period. But for the 
alternative insitution' clinician, this is seldom possible 
or expected. We absolutely must recognize this reality 
for all the clinicians who work in self-help groups. 
Whether a clinician is a counselor, nurse, physician, 
psychologist, dentist, or what have you - the drain is 
the same. 
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A further point to consider is that the continual 
demand for openness leaves the worker quite exposed. 
I have observed on many occasions workers leaving a 
marathon or encounter after a few hours. They just 
COUldn't take it any longer. The emotional strain 
wa13 just too much for them. This leaving, this 
running off to Florida, Puerto Rico, the Caribbean, 
~n isl~nd' off Massachusetts, or just a nearby beach, 
~s a d~rect consequence of burn-out after the 
horrendous and time-consuming, energy-draining 
experiences ~hey have been through. In leaving, 
they talk of not being appreciated enough, of not 
receiving enough encouragement or praise. Before 
they leave, they have a way of going around seeking 
positive "strokes" (the word used for approval or 
compliments - pats on the head). Many feel that while 
working with the group so many personal feelings "got 
kicked off" or that so much repressed material has 
become more conscious that they must do something to 
handle them. Too often they feel that they have had 
"to stuff" I,:hese feelings and materials (in other 
words, to hold them in) rather than expressing them 
freely. If enough repression has occurred and not 
enough open sharing and approval gained, then the 
outcome is often a quiet depression, forlorness, or 
feelings of aloneness and loneliness - and ultimate 
burn-out leaving. . 

Furthermore, if the administrator, the directors, or 
co-ordinators a~e not alert to ~his need and dismiss 
a worker's open or covert begging for" strokes" as 
mere self~indulgence or childishness, or non-oroductive 
behavior, a burn-out syndrome can be started.-

The Staff Member Who is Over-Committed and Whose Outside 
&ife is Sub-Satisfactory 

Another candida~e for burn-out is the personality-type 
who uses the clinic as a substitute for a social life. 
It is so easy to become excesuively involved in a 
free clinic, hot-line, or crisis-intervention unit. 
The a.tmosphere and the satisfactions ca.n be so·seductive 
that you find yourself spe/nding even your free time 
there. But I view this over-involvement as a real 
danger sign indicating that the worker has given up 
trying to find meaningful outside activities and 
relationships. Thus, most, if not all, of the worker'S 
gratifications will come from the institution. This 
individual will then qive more of his or her time to 
the institution and work harder than anyone else. He 
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will become so'enmeshed in the organization and its 
petty or not so petty quarrels that he will have little 
time left for himself and will soon lose himself. This 
kind of merging with the institution leads to an "attack 
me, atta'ck my institution" attitude and to a loss of 
self. 

As human beings we must have an outside life that is 
separate and distinct from our wor~ life .. We must have 
some space of our own, especially ~f we l~ve and work 
communally. Many self-help groups encourage their 
members to live in the geographic area of the institution, 
often right in the institution or commune. They en
courage this closeness in an attempt to promote the 
atmosphere and feeling of "family." They try to en
gender the "belonging" feeling that comes with doing 
eve:t;:ything together. We, they are saying.' are t~e 
people we are seeking to help. But, ~n encourag~ng 
this physical closeness and exclusivity of interest 
and contac,t, we too often ignore the realities of 
private time, private living space, private reflections, 
private activities, private creativeness, and the 
constructive, rejuvenating, "feeding" aspects of 
privacy and of being allowed to be alone when we find 
it necessary to our sense of well-being. 

The Autho~ita~ian Bu~n-Out 

The next personality prone to burn-out is the authoritarian, 
the type of individual who so needs to be in control that 
no one else can do any job as well as he can. Not only 
does this type tend to start a personality cult, but his 
having to do everything himself prevents others on the 
staff-from receiving adequate training themselves. The 
authoritarian has another negative effect upon the 
institution - his "only I can do things right around 
here" attitude leads to cynicism, and bad rapping among 
the other members of the community. I personally had 
the unfortunate experience of working with such an 
administrator in a free clinic. He could not let go 
of anything. His need for control of the budget, the 
funds, the work, the doling out of methadone, the 
instrusion into all of our work, ultimately lead to mass 
staff resignations, as well as to his sudden running 
and leaving. He had overextended out of a deep per
sonality need to control, and burned up in the process. 
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The Bu~n~Out of the Administ~ato~ 

A special kind of burn-out, which is different from 
the usual staff burn-out, is the case of the administrator 
who, aside from any particular personality problems of 
his or her o~n, is genuinely overworked. 

When the administrator first starts to work in an 
alternative institution (he may be the coordinator, 
the director, the leader, the head, or whatever title 
you want to give him), he works his tail off. He is 
usually the force that holds things together and keeps 
the machinery running. But in time, if safeguards are 
not built into his role, the director begins to believe 
that he is indispensable. Just as the authoritarian 
staff member does, the director isolates hims~lf from 
the others. By this isolation" they prevent others 
from building any sort of expertise for themselves. 
For example, the director becomes the only one who can 
write a proposal, address the board, meet a reporter, 
confer with the mayor, handle staff training, approach 
the foundations for money and hold meetings with them. 

The overworked administrator suffers still another 
source of burn out. Not only does overwork lead to 
physical fatigue, it also leads to boredom. Por one 
thing, being asked to attend too many meetings, whether 
inside the instituion or outside, to repeat his fund
raising arguments before too many foundations, to train 
too many staff members - all this has a routinizing 
effect on him. The meetings and faces tend to fade 
one into the oth~r. A sol~tion? Try having others 
attend meetings once in a while or on an alternating 
basis. Give away some job functions to other staff 
members. Not only will you, as the director, benefit 
from this - everyone else will too. 

Another very real cause of an administrator's burn-out 
is his having constantly to be wearing one of two hats. 
There's the "freak" hat he wears within the self-help 
community, and there's the straight hat he wears when 
he is meeting people outside the institution, such as 
the police, the city council, the Kiwanis or other fund
ing represntatives. 

Having to wear two hats puts the administrator's own 
psychic well being in jeopardy. This constant flitting 
back and forth, turning on ~nd off like a TV switch, 
can be exceedingly draining an~ disorienting. Switching 
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may involve almost his whole person, and have to be 
carried to ridiculous proportions. He may have to 
change his attire, his appearance, his speech pattern, 
his mannerisms, and even his thinking patterns. For 
instance, to use the word "f--k" in a training session 
is fine - expected. But to utter such a word during a 
TV interview is not cool, to say the least. In order 
to guard himself against such a blunder - if such 
words are part of his usual, easy manner of speaking -
requires a tremendous effort and concentration. Having 
to switch back and forth several times during the 
course of a week can accelerate his exhaustion rate. 
It leaves him wide open to burn-out. 

It becomes, therefore, very important for the administra
tor to learn, how to delegate functions. He must be sure 
that he doesn't allow himself to become a detriment to 
the institution. He must learn to share his griefs, 
his disapp'ointments, his hangups, and his frustrations 
with the people he works with on his staff. 

He must, let us face it, come to grips with the fact 
that he cannot be the whole show. He rnust relinquish 
his pre-eminent position and admit that his most pro
ductiv~ role may be that of an interface person, one 
who is needed to act as a bridge between the· outside 
(straight} community and the inside (freak) world. 

The Burn-Out of the ProfessionaZ 

An especially difficult series of problems confronts 
the professional who decides to lend his services to 
an alternative institution. As I wrote elsewhere (1971, 
1973) the professional - whether he or she be a 
psychologist, a physician, a nurse, a social worker, 
a dentist, and accountant, a lawyer, or an educator -
needs to be aware of his tendency to over-identify 
with those he is working with and for, and that in the 
process he runs the risk of losing himself. 

As professionals, we also need to convey to others 
our feelings of wanting to be needed above and beyond 
the skills for which we were trained and which we are 
qualified to perform. The physician, for example, 
must, therefore, be helped to break down his imposed 
self-image role, one that states that his responsibility 
is solely to tend to the body. If a physician continues 
to practice in his off hours the same functions that he 
practices in his everyday hours - even though he has 
volunteered to do so - he will soon experience the 
feeling that he is once again being routinized, or he 
may even experience a feeling that he is being ripped 
off - in other words, used. 
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We must, therefore, be very sure to remember that the 
professional ~orking in the alternative institution is 
vulnerable.' Ne must remember that he is often working 
for no pay and that he is there for reasons of personal 
gratification. If he is forced, then, to perform the 
very same duties at night that he performs during his 
ordinary work-day hours, he will eventually feel 
abused and disenchanted. It is obvious that the 
professional who wants to give his skills free or for 
a small remuneration to a self-help group must be made 
to feel that he is able to be of service in both his 
own professional functions and in others for which he 
is allowed to prove he is also qualified. I remember 
in one instance ~here a physician wondered why he was 
never asked to help write a proposal for funds. He 
asked me whether I thQughtthat he could not be of any 
help. This man wanted very much to be seen, not just 
as a physician, but also as an involved human being 
working with others to bring about change in our society. 

A further very real factor contributing to burn-out 
for the professional is the number of hours he or she 
devotes to his profess10n during the day and again at 
night. His volunteer work literally means that he is 
holding down two jobs, and most likely giving more than 
full measure to both. I know for a fact that one of 
the reasons I burned out the first time was that I 
worked a complete day (perhaps ten or twelve hours) 
in my independent practice as a psychoanalyst, and 
then left my office to work in the free clinic until 
midnight or later, only to return to my office the' 
next morning at eight. Exhaustion or collapse was 
sure to follow. I found that it just was not easy 
to leave the clinic at night. There was just too much 
to do. On the one hand when we started the free clinic 
in New York City, we first had to become aware of the 
needs and problems of the many young people coming in 
(Freudenberger, 1971). Then it was necessary, for me to 
train the many high school and college people in the 
techniques of crisis intervention, counseling, and on 
the third hand, I had a very real problem with an 
immature administrator. Trying to balance all these 
forces, and attempting to build a cohesive clinic staff 
just became too much for me. After about one arid a 

'half years, I found myself in a state of physical 
exhaustion, too tired to go on vacation with my family, 
easily irritated, found it difficult to sleep and just 
had to leavQ the free clinic entirely in order to get 
myself toge£~er again. I took off one month, spent 
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time thinking and writing about tny feelings, some of 
which I published (Freudenberger 1968, 1972), a~d the 
rest I kept for future thinking. ,I fou~d that ~t wa: 
difficult for me to share my feel~ngs w~th other pro 
fessionals since at the early stages,of ~968, so few 
had been working in alternative inst~tut~ons, ~nd re~llY 
did not understand what I was underg~ing. "The,~r adv~ce 
of "leave the place, it gets you so upset, was not 
sufficient for me. I had invested too much, needed to 
le~ve, but also needed to understand and mourn a deeply 
felt loss. 

The Signs of Burn-Out 

As I indicated earlier, there are the physical signs 
of burn-out. There are also the behavioral and 
psychological signs of burn-out. For ex~mple~ the 
erson who used to be a talker, now rema~ns s~lent: 

~e notice that he used to contribute to s~aff meet;ngs, 
but now h~ sits in a corner and says noth~n~. W~y. 
He may have become resigned to a ho~eless s~tuat~?n~ 
He is fatigued, bored, resentful, d~senchanted, d~s 
couraged, confused. He feels futile and fed up, and 
cannot talk about it. 

Other behavioral signs of burn out we should c~nsider 
are for example, the quickness to answer and ~nstant
ane~us irritation and frustration responses. The ~urn
out candidate finds it just too difficult to hold ~n 
feelings. He or she either is, or feels, so over~ 
bu~dened, that the slightest occurrenc~ can ~et h~m 
off ... a word, a felt alighL, a small ~~~a~po~ntment, 
not to mention an outright tirade, cr~t~c~sm~, or abuse. 

With the anger such an individual feels, there may also 
be a suspicious attidue, a paranoia that evolves. The 
burn-out victim begins to feel that,just abo~t everyone 
is out to screw him - and this can ~nclude h~s own brothers 
and sisters on the staff. 

The paranoid-like state may also be heightened by feelings 
of omnipotence. The victim now feels that he or,she 
knows it all, has been thr~ugh it all, has exper~enced 
every kind of rap, every k~nd of con man or woman around, 
has handled it all before. 

With these feelings of omnipotence, another real danger 
manifests itself - risk-taking. ~he burn-out,person 
will begin to take risks too read~ly: He,beg~n~, for 
example, to place himself in counsel~ng s~tutat~ons 
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that might be much too dangerous for one person to 
handle alone. He begins to think he can handle a 
speed freak, for example, all by himself in an apart
ment away from the clinic. Or, as happened in one 
instance, go out, late at night, to an abandoned 
parking lot to meet with an addict he hardly knew, 
who had called and dared him to come out and get him 
'in for help. This sort of almost flip attitude 
towards the seriousness of counseling and helping 
people,anc1 the real risks and danger involved in some 
of the work being done by a burnt-out man, places 
everyone's safety in jeopardy. At points, I have 
noticed that the risk-taking behavior may even sometimes 
border on the lunatic. It has often appeared to me that 
the "crazy" behavior of the burnt out person has some
thing in it of a necessity. He seems io need to do 
something that is out of his routine, even if what he 
does borde.rs on the crazy - it is at least different. 

With those individuals who are prone to psychosomatic 
. symptoms, an excessive, use of tranquilizers and 
barbiturates may come about. These are taken under all 
sorts of guises and excuses - to get rid of a cold 
that lingers too long, or so as to be able to sleep 
better, or to relax and become less up-tight. Un
fortunately, the symptoms and their "cures" are 
delusionary. The person is burnt out and re0uires 
some time off. An irony that I have observed is that 
the burn out person who is working among drug addicts, 
begins himself to become something of a con man as he 
"requisitions" the pills from the institution's 
pharmacy and doctors. 

Some PersonaZity and BehavioraZ Symptoms of Burn-Out 

One of the more serious personality manifestations that 
merge with burn-out is rigidity. The person becomes 
"closed" to any input. His thinking becomes inflexible. 
This rigidity is indicated not only in the risk-taking 
behavior that I have described, but he is also stubborn 
and resistant to any change, digs his heels in whenever 
new plans and concepts are introduced. Chanqe is 
threatening to an exhausted person. The lea~t little 
demand upon him that involves a change in his way of 
doing things - even constructive shifts - becomes in
conceivable to him. He will fight the change and block 
it very inch of the way. Naturally if it is the 
administrator who is burnt out or a senior staff 
volunteer, then the rigidity resulting from unrecognized 
overwork can be very destructive to the entire group 
and to more creative progress. 
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One solution may be to have some other respected member 
of the staff sit down with the individual and try to 
help him see t}"~bat is happening. Show him that a point 
has been reached where he must take some time of£. 
Occasion'ally this works; more often it does not. 

One thing that should not be suggested to the one 
who has burnt out is that he get his head together 
by entering an encounter group, or to call a staff 
encounter on him, or even worse to send him off on 
a weekend marathon. The burn-out individual is in bad 
enough shape. So that when he refuses to go into an 
encounter group he is merely saving his own life. He 
may be instinctively aware that his personal survival 
would be threatened in an encounter group. The en
counter group experience is tremendously draining on 
the emotions, and would be especially so to one who 
has burnt out. What he needs at this point is under
standing, comfort, support and building up - and love. 
What he definitely does not need is to be torn down. 
I remember'that at one point (Freudenberger, 1973) 
some of the counselors were faced with having more 
demands made of them during this horrendous experience 
than they could rationally handle. Their response 
after the marathon was to run away or resign. 

Another personality indicator of burn-out is a 
totally negative attitude. ' The burn-out becomes the 
therapeutic community's "house cynic." Anything 
suggested or attempted by others is bad-rapped. In 
their negativism the burn-out seems to be expressing 
his own depressed state of mind. "What good would 
this or that do?" "Who gives a damn anyway?" "No
body appreciates what you do for them, so why do it?" 
"Why bother? Forget it." "It won't work, I should 
know, I've tried it." 

A sign that is difficult to spot until a closer 
look is taken is the amount of time a person is now 
spending in the institution. A great number of 
physical time is spent there, but it is not quality 
time. The burnt-out staff member really just hangs 
around. He works harder and harder, and longer and 
longer, and does less and less. He wanders aimlessly 
around in the facility. He does not seem to know what 
to do. He does not like what he has been doing, so 
he does more of it - less well. He flounders, bungles, 
makes wrong decisions. His actions are really saying, 
"Hey, someone, ,look at me and help me, I'm in trouble," 
but when you approach him, he denies that he needs help. 
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Some Ppeventive Measupes 

Through careful observation and, evaluation there are 
. some things that can be done to prevent bu;n-out. I 

would like to share some of them with you. 

1. As volunteers come in offering to help, you can, 
through a training program, sift people out -'or rather 
help them to sift themselves out. Some will not last 
~he.training cyc~e and so i~le'themselves out for you. 
It 1S quite poss1ble, that these people, if they would 
not have undergone a ~raining period, would just have 
ent7red, worked more or less well, ultimately left on 
the1r own or burne~ out rather quickly. Each person 
who leaves a self-help setting, especially early in 
his work contact, can act as a depressant to the rest 
of ~he staff., So the more you ,can guard yourself 
aga1nst a rap1d turnover, the better for everyone. 

2. Help your training staff to judge and evaluate 
the ~ifference between a realistically dedicated or 
comm1tted person ana an. unrealistically dedicated 
person. They maybe good people, but vou must find 
our their individual motivationl2l. Why-does this per
son want to work in your facility? Is he or she 
the:e to help or to run a trip on the facility? If 
he 1S there to help, be honest with him and point : 
out tO,him your iristitu~ion's.philosophy, what the 
~ork w111 take out of h1m, and what he can gain from 
1t.; In other \070rd~,. be straight with the volunteer. 
It 1S also a good 1dea to try to ascertain what his 
energy level is. Ask him yuestions about his health 
his routi~e. Ooeshe become ill often? Catch many' 
colds? D1d he ever hav.e mononucleosis? Hepatitis? 
Does he need a lot of sleep? Does he pursue some 
~cti~e hobby? If his energy level is low, then work-
1ng 1n a self-help group may not be for him and you 
m~y be doing him a favor when you ask him t~ recon
s1der volunteering to work in an institution such as 
yours, that is such an energy drainer. 

~. A~oid ~endingthe same staff member into a given 
Job S1 t~a'~10n, over and over again . For example, 
fun~-ra1s1ng may be a very frustrating experience. 
Don t make the same person try to get iunds time and 
time again. Don't ask one person to be on the 
speak7rs' bureau every tim7, or to relat~ to straight 
agenc1es, or man the hot l1ne. Rotate functions as 
much as possible. Avoid the monotony and routiniza,tion 
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of sameness. Some of your staff members may have left 
the establishment business world just because it was 
too routine for them. Let us not then transplant 
these people into situations which are just as 
routine. Let us not run the alternative institutions 
in the same dehumanizing manner as the business world 
runs itself. 

A suggestion along these lines is if someone shows 
signs of beginning a burn-out on a particular job, 
and you want to keep him working with you, give him 
something entirely different to do from his usual task. 

4. Limit the number of hours a single persen werks 
fer yeu. Build in nin~-hour shifts, if it is a 
therapeutic community. Don't let people exceed their 
nine hours, except in cases of emergency. If there 
are toe many emergencies, find out what is really 
taking place. Is a staff member premoting emergencies 
in order to have to work and stay longer? Or is it 
something that's wrong in the facility? Make sure 
that no one individual aZways works nights, for in~ 
stance. And stagger people's hours. If someone 
comes in oftener than required or puts in 'more hours 
than his share, find out why. Is it because he has 
nothing else to do? Insist that people take their 
time and evenings off. This also means that you 
don't alwayo call the same people in for "emergencies" 
or have them be on call. Time off means time off. 

If you are manning a rock festival, for example, or 
because of crisis work you function on a 24-hour 
cycle, then a good idea is to have people work six 
hours, rest two hours, work six hours, rest two hours, 
and so on. But then, you must insist that the two 
hours off be used to rest. If this kind of pattern 
isn't insisted on, burn-out is very rapid. If yo.u 
are working at a' rock festival, burn-out can be com
pressed and condensed over a three-day period. One 
time, at a rock festival, I observed the same oiqns 
of burn-out within three days as I saw in self-help 
groups after a year or more. 

5. If you are working in a collective, then a 
sensible approach may be to work four weeks and take 
the fifth week off. And in addition to this, work 
three months and take the fourth month off (with pay 
or shelter, of course). Also, feel free to let the 
members of your group take time off just because 
they want a night or a few days for themselves. 
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6. It is very important for a group working together 
to feel together ,as a group. This means that no one 
member of the working force is allowed to get so far 
out on his own that the other members lose touch 
with him or he loses touch with them. He may have, 
over a period of t,ime, gone so far away from the 
group that when he is burning out, he cannot come 
back to reach out to anyone. 

7. Share your experiences with others and see to it 
that your staff members share experiences with one 
another. Talk about how you felt when you were 
burning out. Listen to others whQ have burnt out at 
ene time or another. 

8. It can be very helpful to give someone time off 
to attend a workshop, as long as it is a learning 
experience and not an emotional ,encounter experience. 
For one thing, this enables him to get away-for a 
while, to be"in other surroundings. And for another, 
he may find the workshop stimulating, inspirational, 
and truly valuable to his work. If you de not have 
the money to send people away, then have workshops 
and training sessions in your own institution from 
time to time. 

9. Also, to help avoid staff burn-out, you may have 
to consider getting more volunteers. Wit~ your pre
sent staf'f, too few people may be attempt~ng to do 
the work that requires many more people. 

10. Another good technique is to encourage your staff 
and Yourself as well to get in a lot of physical 
exercise. If you want to run, then do it. Eng'age in 
any activity that will make you physically tired. 
Many times the exhaustion of the burn-out is an 
emotional and mental one. It is this type of exhaus
tion that will not let you sleep. That is why it is 
not always a good idea, in my opinion, to shift,into 
meditation, or yoga, which cause a mental dropp~ng 
inward. Introspection is not what the burnt-out 
person requires. He requires physical exhaustion, 
not further mental strain and fatigue. 

How to HeZp Someone Who Has Bu~ned Out 

The first, most logical. step to take would be to ask 
the burnt out man or woman to take a long rest away 
from the institution. If the institution is a collec
tive, he continues to be taken care of as long as need 
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be. If he is a volunteer, then have him take the time 
away from the facility, even if it is a month or more 
that he needs. 

Of courSe, since there are various stages of burn-out, 
anyone of ~he preventive measures I mentioned may 
also be used to help the p~rson who is in the process 
of burnihg out and who has not yet quite burnt out 
completely. 

Of utmost importance in helping someone to overcome 
a burn-out is support. He must have a support group 
around h~m. He must be helped to leave by people who 
love him for what he is and who realize that the only 
way they can really help hi~ is tO,help h~m to see 
that he must leave for a wh~le. H~s leav~ng should 
be viewed by them as positive., They should not make 
him feel it as a failure on his part. 

If bUrn-out comes as a consequence of a loss of an 
ideal, then you most certainly need sympathy and 
support. If your idealism, the very motivation that 
lead you to come into an institution as a volunteer, 
has been lost, then the burn-out has also within it 
the dynamics of mourning. Something has died. There 
has been a real loss. This loss may not only be the 
absence of some good people whom you are no longer 
seeing as regularly as before, but it may also be the 
loss of something within yourself, something you 
treasued and valued - your ideals. You will then need 
time to replenish that loss, to find new ,good people 
to surround yourself with, new activities to give you 
aratification. such a burn-out is difficu.lt to over
~ome because it has been made even more complicated 
by' adding to exhaustipn b?th grief over the loss of 
your ideals ahd anger, wh~ch is always present after 
grief. 

As for me, I have always had an awareness of the ever
present danger of burn-out and its hazards. You might 
say that, as with a rattlesnake, I have a,healthy , 
respect for the burn~out phenomenon. It ~s a form~d
able enemy. A real killer. I am always on the look
out for it. It is something we can all be prone to. 
I myself have been through i~ tw~ce - once in ~ free 
clinic setting and another t~me ~n a therapeut~c 
commuhity. 

What is important to reflect upon is that some 
individuals, I believe, are driven to burn-out and will 
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always burn themselves out in one way or another. 
There are some variations, however p in burn-outs, 
even in the same individual. There are, f9r example, 
longer periods between each subsequent burn-out after 
the first. The first is apt to happen quickly. But 
in tiMe, you learn how to pace yourself. You become 
more self-protective, more cautious. You acquire 
more of a self-interested attitude. You function 
more and more on the outside of the facility,. You' 
move more in the direction of being involved with and 
yet in some way less intimately and emotionally 
committed to the institution. But eventually you may 
burn out again, only it takes longer this time, and 
the burn-out ~s not so devastating. The'cydle seems 
to resemble the manic-depressive cycle, exc~pt that 
burn-out is usually not as intense or self-destructive, 
or a.s hard to prevent or treat. 

Just a few more brief words before closing. This in 
regard to the burn-out of a whole agency." In this 
instance, the total staff 6f one agency is so "com
mitted" and is so self-sacrificing that its entire 
starf and resources burn out almost at the same time. 
One solution to agency burn-out may be for the agency 
to clo~e shop for a while, to take a vacation for a 
period of time, in order to be able to re-evaluate 
itself, find out where it is going, what it hope~ to 
accomplish, whom it wishes to help, and at what cost 
to itself. Sometimes a solution is to reorganize 
in terms of priorities, energies expended, 'philosophical 
orientation. Or a new leader may be the solution. At 
other times, the agency's shutting down for good may 
be the only solution to burn-out. 'It may have 
accomplished what it set out to do, and it now may 
have reached that point in its life to close shop 
completely. 

Solutions to burn-out are not simple, whether they be 
on an agency or on an individual level. The very 
nature of alternative institution work almost guarantees 
that burn-out will take place. Hopefully, we will in 
time learn better ways to help people without its 
requiring such a terrible cost not only to the helpers 
but to the numbers of people in the communities who 
put their trust and hope in those who perform the help
ing tasks. 
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BOARD 

The Youth Shelter of Galveston, Texas has been pro
viding shelter and crisis couns~.,ling servic0$ for 
youth since 1972. 

The program enjoys substantial community support. 
It has a well-developed volunteer prbgram, a 
counseling program, and a funqtional supportive 
Board s truc tur:~ • 

June Bucy', who contributed the following article on 
"Bored With the Board," is the Director of the Youth 
Shelter of Galveston. In it, she gives practical 
suggestions for how runaway programs can establish 
and use a Board to their best mutual advantage. 

••.• The Edi tors 
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BORED WITH THE BOARD? 

June Buoy 

Boards set policy; staff carries it out. 
simple enough, but those who have served 
or staff members of alternative agencies 
is never quite that clear or easy. 

That sounds 
either as board 
know that it 

To begin with, both board members and staff people come 
from somewhere and have their own needs and expectations 
for the program. Often in innovative, responsive, cri~is 
intervention agencies, ideologies may be very diverse' 
and very strong. But realities pose problems as well: 
the needs of young people are complex and cut across our 
preconceived notions of what'youth should need. , Then 
there are the demands of maintaining the system1s 
equilibrium. One side of the mainten~nc~ ~robl~m is 
keeping the lid on day-by-day as one lndlVldual ~ . 
crisis after another builds into a structural crlS1S 
and results in staff burnout. The other -- never to 
be forgotten and seldom to be fully conquered -- side 
is finding the money to keep it all going. 

But, just as the woodsman who has an hour to cut down 
a tree may spend the first fifteen minutes sharpening 
his ax, so we runaway house people need to take time 
to prepare for the job we' :re commi t"!:ed to do. 

It is wise to consider w~at the tasks of the board 
will be before it is set up. Are the members legally 
responsible for the program, or are they an advisory 
group? This is crucial to understand when the runaway 
house is part of a largerorgani~ation that has its 
own board. Is the board to participate actively in 
the program, working with the runaway and making extensive 
commitments of their time? Are they to remain relatively 
aloof, making judgements on the basis of the director's 
reports and recommendations, or are they basically the 
program's public relations statement to the community 
with fund raising as'their major job? 

Before by-laws are written and a board is appointed, 
these questions need to be answered .. It cannot be 
assumed that a board will be willing, or even able, 
to do all ~hese things. 
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When the goals of 'the program and the purpose of the 
board have been determined, people are selected in line 
with those purposes. It is well that some of the people 
who helped "dream up" the program continue as members of 
either the Board of ihe staff. Without this continued 
contact, the program may never become what it was intended 
to be, and the original planners will never know what 
changes were made and why they seemed necessary.', (I 
could tell you a long saga of Galveston at this point, 
but if you'll heed my warning, I'll spare you the details.) 

A board should represent the varied elements of the program 
constituency. To insure that this happens, list those 
characteristics of your community that you wish to 
include and select prospective board members who represent 
a balance of these qualities. It helps to make a chart. 
The chart may be the private business of a nominating 
committee: certainly, once a person is selected, he 
shouldn '·t be made to feel he is playing a role. 

The following chart (see Figure 1, page140) shm'ls what I 
mean. This board has as its main function the super
vision of the program through the director. While it 
is expected that the names of some board members will 
be us~ful in attracting money, an advisory panel of 
bankers and wealthy people will be asked to plan a ,fund 
raising campaign. The board, therefore, draws heavily 
on community expertise. 

This is a very young board. There are no Mexic~n-Americans. 
The inner city is not represented. There is no one with 
expertise in real estate. These factors should be 
addressed as the three new members are selected. 

The time ,and frequency of the board meetings need to 
be set before members are asked to serve. The board 
is to meet as a deliberative body, and attendance is 
a must. If you have people with interest in your 
program and special expertise that you need, but who 
cannot attend board meetings regularly, you are advised 
to have them serve on committees instead or tQ help 
when they can. "Experts" sending word in or c'oming to 
meetings only when their expertise is needed pan set 
IIp a bad reaction from those who participate regularly 
because they might feel that their contributions are 
being downgraded. 
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F'igure I. 

ANALYSIS OF BOARD OF THE RIGHT NAY RUNANAY HOUSE 

Present Board 
Criteria ABC D E F -Age: under 25 X X 

25 - '35 X X X 
over 35 X 

Residence: t-,'0St end X X X 
south side X X 
inner city 
u~_incor.E9..~a t~d X 

Ethnic: black X X X 
white X X X 
mexiean-American 

Sex: women X X X 
men X X X 

, 

Expertise: personnel X X 
counseling X X X 
finance X X 
legal X X 
real estate 
civic IN1dE'\r.s~~12.X X X X 
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There'needs to be a balance of strength between the 
board and the director. A strong board cannot make up 
for a weak director, and a "gung ho" director and staff 
cannot carry the total program in the community. The 
program is a team effort and everyone has a part in it. 

You need written documents: a constitution and by-laws, 
a list of policies (personnel, fiscal, client eligibility, 
etc.)~ and regular minutes. These documents, along w1th 
a current list of board members and cornrnittees,'budget 
and financial reports, a staff organization chart, and 
program data, need to be in the hands of all board 
members. I see it as a staff responsipility ::~p see that 
board members have a packet of these materials and that it 
is kept' up to date. The mechanics of who pulls the infor
mation together or suggests the form of policies, etc., 
can be worked out within each agency. It is great if a 
board person will take the t'ime to do these jobs, but even 
if the director has to do the packet - time will still 
be saved by having it done! (I take the initiative in 
presenting proposed policies. The board may suggest 
changes in form or content, but they know where I stand 
and what I think is practical for our program.) 

The director's report is an important part of every 
agenda. ~ use a written report in a narrative style, but 
with spacing and headings that make it easy to find the 
material as we discuss it. selecting the appropriate 
information is crucial. The board should not be unin
formed, but they don't need to get bogged down in details. 
I try to give the board a picture of what has gone on in 
the program during the mnnth'and what is expected in the 
future. Some material is "For your information." other 
material has the caption, "For your decisions." I try 
t~ capture in the reports the spirit of the program -
the excitement, challenge, discouragement, or problems. 
I try to create a feeling of confidence - that I know 
what's going on and can answer questions; and also a 
feeling of openness - that all questions are vlelcome and 
can be discussed in depth, if necessary. Several times 
dur~ng the year other staff people report on their parts 
of the program to the board. This helps staff and board 
know each other better. All the written materials are 
available ahead of time for study. 
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The board needs to review the past and to plan for the 
future. The maior ~ortion of a board meeting .should be 
used for discus~ion and decision making. Necessary 
changes in polic:y or program development'requir7 a I?rocess 
of deliberation. Consequently, good by-laws bu~ld ~n a 
self-correcting factor which requires a judicious time lag 
befo~e major changes are put into effect. 

It takes time to build up a trust relationship that 
allows board and staff to function together smoothly. 
Gestures of confidence and strokes for'jobs well done 
add to the commi·tment'level of board and staff; it should 
be a mutually s~:I:;~~fying experience . But it should be 
constantly broug~""')J( to. the attention of the board at;d 
the staff that th) ,\ primary purpose of the program ~s 
to benef it the r;~irtaway and their family. With this 
goal you can hang in and fight a good fight - with 
board and staff alS a winning team. 

142 

···--1 ......... ---

. " 

.. ~ 

, .. wvt 

() .. 

,,4 

HOUSE MANAGEMENT 

We called on Ron Clement,. Director of Diogenes House 
iri Davis, California, to write the article on house 
management. Diogenes was founded in 1~)69 by a group 
of concerned teenagers, college students and local 
parents. It has evolved, under Mr. Clement's 
direction into an agency which, in addition to hav
ing good community support, enjoys an excellent 
reputation among prac'c.itioners in the runaway youth 
field. 

• .•• The Edi tor s 
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RUNAWAY HOUSE MANAGEMENT 

Ron C"lement 

Runaway house management is the process used to make, 
and then implement, decisions \'11 thin the program. At 
~ioqenes House in Davis, California, house management 
involves several distinct entities: the Board of 
Directors, the Project pirector, the direct services 
staff (including counselors, house-parents, and 
volunteers), and those receiving services (clients). 

funding agencies and the general community also have 
significant impact on our decisions. Each entity 
has unique perspectives, biases, and desires. We 
believe the key to efffective'management is maintain
ing a harmonious balance and positive interplay among 
everyone involved. Other than trying to generalize 
to other programs, the focus herein will be on our 
~xperiences. My hope is that our approach will be 
of some help to other runaway houses. 

Background 

Diogenes has been in operation as a youth crisis 
center since June of 1969. Like many "alternative" 
youth serving agencies, our initial focus was on 
~eenage substance abuse. By mid-l972 we realized 
t\'TO things. First, substance abuse is almost in
variably symtomatic of more serious personal or 
interpersonal problems. If we wanted to be an effective 
program, we were going to have to address client needs 
in a more wholistic manner. (A drop-in center pro
viding beadwork,rottery classes, and body painting 
really isn't an alternative to substance abuse.) 
Second, we could not sustain our program on drug monies 
alone. (One of my first recollections after becoming 
Director in September, 1972, was heing asked by the 
city council " .... if we had solved the drug problem yet.") 

From 1972 through 197·5 we actively worked to divorce 
ourselves from a "drug program" identity. Apparently 
we were successful. We 't'lere able to secure total 
program funding from local sources, aDd were able to 
expand our services to any youth or family in crisis. 
In 1975, we secured OYD funding that allowed us to 
include shelter-care in our services. 

144 

I 

..... ' 

.. _._-_.---

Diogenes is currently located in a two-story fo~rplex. 
The upstairs is a temporary shelter for six runaways. 
The downstairs contains our hotline, offices, and 
counseling rooms. The staff includes a director, 
administrative assist~nt, business manager, two case
workers, two house-parents, a volunteer coordinator, 
three teenage staff aides, and about forty volunteer 
counselors. 

: ;, , 

I will explain our management processes from both 
philosophical and structural perspectives. I will 
also discuss how each entity participates in decision
making. 

Management Phi"losophy 

Group-centered decision making is at the heart of 
our management philosophy. Whenever possible, two 
or more individuals make every decision. Nho 
participates in a decision is determined by' 't"ho is 
most affected. T'iJ'e believe, and practice, the philosophy 
that anyone affected by a decision has the right to 
participate in the rendering of that decision. 

~e do recognize, though, that certain decisions are 
beyond our ability to affect. For each entity - the 
board, the director, direct services staff, e'bj. _. 
there are external factors which preempt certain 
decisions. For the board there are the requireInents~' 
of funding sources. For the director there are the 
policies set by the board. For direct services stqff 
there are minimum service standards that must be 
maintained. For clients there are the restrictions 
imposed by their own problems and needs, and the . 
ability of the program to address those needs. There 
are two w'ays we minimize the effects of external 
factors. First, each staff member, or client, is 
given broad discretion in deciding just how to go 
~bout meeting their responsibilities. Second, every
one has the opportunity to participate, fully and 
equally, in major decisions affecting the entire 
program. 'For exaMple, everyone par'ticipated in our 
decision to apply for OYD funding. Hence, they all 
had a pretty good idea, in advance, of what restric
tions would be placed upon us if \-Ie were funded. 

Our management philosophy also includes a strong 
deference to how the general community feels about 
't'That we are doing~' Ne do not make decisions 't"hich 
will generate significant, vocal community opposi
tion.· We recognize that 1017_q-t€!rm program vL:tbility 
depends upon local support ~~~d funding . 
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For example, .nearly a year before .we even identified 
OYD as a possible funding source, ,.,e worked with a 
broad cross-section of the community in determining 
whether or .not a runm'lay shel ter was needed and 
wanted. When we actually applied to OYD, we had 
overwhelming community support. 

We take extrc.t steps to insure that everyone in the 
program is s,ensi tive to, and aware of, the community. 
Paying attentio~ to where the community's at, of 
course, limits our total range of decisions. We feel, 
however, that this limitation is necessary and 
positive in terms of program viability. 

OrganizationaZ structure 

Most of us are well-conditioned to vertical hier
archies in organizations. At Diogenes, the official 
chain of command progresses dovmward from the board 
to the director to the staff. We do not believe, 
hm"ever, that this type of downw'ard progression 
maintains the type of program and services most desir
able for both staff and clients. In practice, the 
board, the director, the staff, and clients cooperate 
and interac~ as much as ppssible in making decisions. 

A lot of the energy of Diogenes' founders - teens 
and college students - came from a rejection of what 
they considered "establishment" values and structures. 
Foremost in their beliefs was a rejection of traditional 
hierarchical structures. For the first three years 
of operation, the counseling staff and clients held 
all the power in the organization. The director 
implemented staff decisions and the board sat in an 

. advisory capacity. since 1972, we have tried to 
maintain the positive aspects of this approach while 
establishing, where necessary, more realistic and 
practical management and decision-making procedures. 
Centering all the power in the staff created two 
problems. First, the staff, as counselors, were 
often unaware of, or insensitive to, the business-related 
matters. Hy predecessors f as directors, were selected 
by the staff alone. In general, they had little 
administrative or business know-how. When I came on 
board, I discovered that such things as records, 
reports, fund raising, and community relations had 
been given little, if any, attention. Second, the 
counseling staff was often unwilling or unable to 
act on matters critical to program survival. 
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Cur:ently, we try to a~proach house management in 
an 1ntegrated and balanced manner, We h~ve established 
~~~~mber of safeguards to prevent anyone from ta~ing 
.• U,. __ control.1!'0::: example, the direct qervices staff 
have the author1ty to veto any decision by the d' t members 
~hpir vett d 1 1rec or. 
-: • Q S an s un ess the director obtains a re-
vel. sal from the board. The director, on the other 
hand, has the authority to veto any staff d . i Such at' . e01S on. 

. ,ve 0 1sautomatically appealed to the board~ 
Th1S process encourages the director and staff tq 
wor]; togeth~r and keep each other informed of what 
thei al;'e d01ng. We have never had any de '. . 
appealed to the board. . C1S10ns 

Overall, our structure seems to work Of . ca b . . . course 1t 
n ecc;me v7ry t1me conSum1ng and inefficient, 'Ne 

reduce 1neff1c1ency by defining, as clearly as pOSSible, 
who has the authority to make'wha~ decisions, 

Board of ' Directors 

The board is legally respons ible for ou~" acti vi ties 
and has the power to set program policies. For 
board members to be effective decision-makers they 
must be kep~ ~U~ly informed of ~'lha t we are dQing. ~ 
The respons1b1l1ty for educating the board i$ shared 
by all staff members. Thus the board . 
to the dir t ' d" '. 1S exposed not ec or s a m1n1strat1ve perspective but 
also to that C;f staff actu~lly providing ser~ices. 
Att boa~~ ~eet1ngs, anyone is welcome and encouraged 

o part1c1pate fully. 

'lIke Director 

The director occupies the key middle-person role in 
t~e.management structure. He has the dual resoonsl
b1l1ty of representing the staff to the boa~d and the 
board to ~he staff. He must maintain a good working 
rappc;rt w1th ~oth groups. He has the responsibilit 
for 1mple~e~tl.ng decisions made by the board. Beca~se 
these dec1sl.ons do affect the staff he must i 
that ad" . 1 ' nsure eC1S10n 1nc udes consideration of staff wants 
and n~e~s: In many ways, the director has the re
sPO~S7bl.ll.tY.for involving those affected i~ the 
d~Cl.S10n7mak1~g process. If he does pot, he will 
l1kely f1nd hl.mself between a rock and a hard place. 
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Dipeat Sepviaes Staff 

T.he staff, including case-workers, house-parents, 
volunteers, and clients, meet regularly to discuss 
prograci service-relat~d matters. New or modified 
procedures are discussed, written up, posted for 
one week, and then formally decided upon. Direct 
services staff have the authority to make deci9ions 
about case management procedures. 

Within the staff, certain subgroups have the authority 
to make decisions directly related to their duties. 
For example, r .. ouse-parents decide on rules and pro
cedures pertaining to our shelter. Case-worl:.ers 
decide upon counseling procedures. Each subgroup, 
including volunteers, determines its own scheduling 
within the time frames requiring staffing. Matters 
that overlap or conflict are resolved at general 
meetings.· 

Cl.ients 

Clients have the right to participate fu.lly and 
equally in any decisions affecting them. All meet
ings are open to clients with the exception of 
discussions about other clients. 

Client participation has oeen an up and down phenomenon, 
particularly whe.n we have faced fundinq cr lses. 
During these crises we have found it very difficult 
to attend to any matters not related to survival. 
Clients are also often unwilling to get involveu 
in any matter not clearly related to their immediate 
problems. Ne are finding, though, that many former 
clients are returning to the program as volunteers. 

You are probably thinking, at this point, that I 
have presented a very idealized description of our 
management processes. To a degree, this is true. 
sometimes the director does have to make and implement 
decisions before the staff is fully informed, or can 
act. Usually, though, these decisions are dictated 
by external factors. If close contact and communica
tion is generally maintained, then decisions of this 
type can be implemented without undue estrangement 
or conflict. 

Our management approach works best in relatively small 
programs like Diogenes. As runaway programs grow and 

148 

J , , 
I 

1:.- .. --~-.-.----,~ .. "'-;:'l\ir-==---"-~ , I 
.. _ '1'. 

(J 

u 

di!ers~fy, it becomes increasingly difficult to 
ma~~ta~n group-·centered ma·nagement and decision
mak~nq. Management by memo and vertical hierarchies 
are the prevalent approaches where face-to-face 
contact,is impossib~e. Although it may take some 
extra t~me and energy, there are ways to avoid 
problems. Decisions can still be locali~ed with 
those most affected. 

For.g~oupS (or new program components) to be effectj!e 
dec~s10n-~akers, they must be given the opportunity 
to m~ke m~stake~, grow, and mature. OVer a period 
of,t~me, they w~ll develop a unique identity best 
~u~ted ~o their needs and personality. Directors, 
1n ~a~t~cular, sho~ld see that the group gets the 
tra~n~ng a~d exper~enae it requires. Directors 
should avo~d att~mpting to get one group 'to conform 
t~ pro~edures wh~ch exist in a similar-thouqh different-
s~tuat~on. -

The greatest benefit we derive from our participatory 
management process is that our clients generally feel 
very good about coming to us. Over a period of time, 
7ach staff,member comes to feel a sense of ownership 
~n.the ent~re program. This feeling is passed on to 
cl~ents. The net effect is a fairly cohesive and, 
hopefully, effective program. 
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·l-1ANAGSMENT 

Management, seme weuld argue, is mere an art than 
a science. There are no. immutable laws or principles 
geverning the practice ef management; what werks fer 
ene manager, when applied elsewhere (even under similar 
cir~umstances), may net werk fer anether. Therein lies 
the art - and one weuld be hard pressed to. argue with 
such a valid ebservatien .=' ; .} 

Nenetheless, arguments can be advancen ?esiting the 
scientific side ef management. Management, defined as 
the precess ef attaining ebjectives, effers seme tech
niques fer planning, erganizing r staffing, directing, ' 
and centrelling the end8-Bvors ef an erganizatien. These 
techniques were bern eut ef verified ebservatiens, which 
led to. verified hypetheses l which led, er evelved, into. 
a series ef principles. Principles are used to. explain 
causal relatienships, the basic underpinning ef any 
scientific search. 

We have described, in shert, what management attempts 
to. de. It seeks to. erder varied and diverse elements 
into. a precess which efficiently and effectively meves 
to.ward the a t'tainmen t ef ebj ecti ves; whether these 
elements are human reseurces, meney, materials, er 
machines. 

This brief foray into. the scientific aspect ef management 
is net meant to. denigratp, in any fashien, those who. cen
tend it is an art. Like the behavieral sciences - psychelegy, 
so.cielogy, anthrepelogy, and psychiatry - frem which it 
borrews, mapagement is, at best! an inexact science. 'It 
is the applicatien ef the bedy of knewledge which has 
evelved frem basic ebservatiens to. fully develeped 
principles that separates the successful manager frell, 
his/her le~s successful ceunterpart. 

The cenclusien is inescapable: management is beth an 
art and a sCience, a'melding ef individual style with 
the substance ef ebserved phenemena" 
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This chapter deals with the management ef runaway 
prugrams frem a perspective which recegnizes the 
plurality ef management and the cemplexity ef runaway 
erganizatiens. The centributers carry us threugh 
theo.retical and practical avenues" winding from planni,ng 
to. evaluatien. The intent is to. give the reader a frame
work fer understanding, analyzing and, perhaps, applying 
the artful principles and techniques ef management. 
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PLANNING 

A quick quiz. Which of the following is not a plan? 

A) Objective 

B) policy 

C) Procedure 

D) Rule 

E) Budget 

think about how each is ~sed in 
Before you answer" '. 's , t What are your proJect 
your runaway proJec. I' and how? Does Y,our , t' s? Who sets po lCY ., obJec lve. - d rocedures governlng the 
pro~e~tt.hasveOfruslt:~fanvolunteers and young people? 
actlvl le , 
Who draws up the budget? 

Rober
t Walker, the General Manager of ESC, discusses 

. th followinga:r:ticle. 'planning tYPologies In e 

• . • • The Editors 

152 

------:l1jr------.-." 

" ... 

'. 

II. 

" \ 

, . . ' 

p 

o 

PLANNING TO PLAN? 

Robert WaZker 

Good planning is at th~ hub of every viable organization 
from private industry t4 government; from school systems 
to runa\AlaY organizations'. The process of planning, the 
development of a well-defined plan, must precede any 
attempt at providing services, marketing products, or 
initiating activities of any kind. 

What is a plan? A plan, simply put, is an action 
agenda for meeting predetermined goals. T~e process of 
planning requires choosing, from alternatives, a course 
6£ action designed to attain preset objectives. Within 
this process, needs must be identified and assessed; 
resources t6 bear upon the needs must be discerned; 
goals and priorities must be seti programs to achieve 
the goals must be designed; and a mechanism for achiev
ing feedb.i3-ck, for evaluating ,must be established. 

We often talk of plans without fully understanding the 
range of plans that exist and the distinctions between 
them. Without burdening you too much with the intricacies, 
we shall take a cursory look at objectives, policies, 

s~procedures, rules, programs, and budgets - all of which 
\are plans with specific purposes an~ identities of 

'I • ··their own . 

Objectives 

Objectives are the res~lts which an organization or in
dividual desires to achieve. Objectives are considered 
because they are predetermined - they are selected 
from among alternatives of a particular course of 
action. 

It is not sufficient for a runaway project to beli~ve 
their "objective" is to serve runaways. That is a lof 
like saying "saving souls" is the objective of r~J.igiC(~\s 
institutions. It describes nothing. -

plans 

Obj~ctives may be clearly stated, quantified if possible, 
and placed in a form which allows for me~surement. 
Unless an objective statement meets these criteria, 
there is no way to subse~lently determine if it has 
been attained. 

t) 
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Which of the following statements would meet the 
criteria described? 

A. 

B. 

To provide temporary'residenti~l services to 
yo'uth on the run during this f1.scal year 

To provide temporary res~d~n~i~l servi,?es to 
100 youth meeting the el~g1.b1.l1.ty requ1.rements 
of the project as determ~ned throug~ the 
process of intake this fiSCal,year 1.~ order 
to reduce the incidence of cr1.me aga1.nst runaways. 

Obviously, statement B more clearly expr7s~es what the 
project intends to accomplish. It,spec1.f1.es how many 
youth, what types of youth, a part1.cular time frame, 
and why the services are to be offere~. At the end 
of the year, the project can ~~ 1.ts progress 
against this stated goal. Statement A,on the <;>ther 
hand, suffers from a lack of specificity, clar1.ty 
and quantifiability. 

It is imperative that all members of a runaway pr<;>ject 
understand and accept the objectives of th~ organ1.za
tion. Of particular importance, ho~ever, 1.S the _ 
understanding and acceptance of the1.r expected c~n 
tributions to those goals. There are sever~l ~1.mplef 

ff 't t to the obJect1.ves 0 ways to ensure a sta CO~1. men 
the organization. 

1. 

2. 

3. 

4. 

Have staff members and volunteeLS participate in 
the planning process. 

Circulate the funded proposal and maintain it, 
later, in a central location for easy access by 
staff members or volunteers. 

Conduct staff training on a regular basis. 

b b ' t' s program or an Initiate a management- y-o Jer 1.ve 
operational planning system. 

po~ioies 

policies set the frame for the decision making within 
an organization. policies may either be explicitly 

1 Discussed in the section, "Management Tools for 
, t " Runaway ProJec s. 
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expressed (as in the case of personnel policies) or 
may be derived from the Gl,ctions or decisions of the 
leadership of the project. 

The primary purpose of a policy is to set the para
meters for decision making. Policies - as we shall 
shortly see - are not ru1es~ di~~r~tion, ~ithin the 
bounds prescribed by policy, is'~110wed and usually 
encouraged. A manager in a runaway project who 
delegates authority can ~est easier if he/she knows 
the subordinate's actions will be guided by the 
policies covering the endeavor. 

Policy can only be set by the leadership of a project. 
Since most policies are not reduced to writing, it is 
essential that the control of who sets policy rests 
firmly within a very well-defined circle of in
dividuals. In some cases, all,policies are dictated 
by boards. In o''''hers, policy setting is the combined 
responsibility of the board, the executive director 
and first-);ier supervisors. In the latter case, the 
board sets primary policy; the other levels set 
"deriative" policies (pol1.cies derived from the 
gener~l guides established by the board) . 

Pr'ooedure$ 

Proceclu:;'.dS are those plans that descr ibe the manner 
in which things should be done. Like their pre-
'decessors considered above, procedures are established 
in advance and are designed ~;o cc)ver the future". 
acti vi ties of an organiza tiOlt. Unlike policJ;ecs; which 
are guides to decision making, procedures are guides 
to action. 

A further distinction between pOlicies and procedures 
reveals that while policies express how decision making 
should occur to meet an organizauion's objectives, 
procedures explain how to effect those pOlicies. For 
example,. a project may have a policy of accepting 
out-of-jurisdiction kids. How those young people are 
7e<.iJ'i~tered for, services, what the order o~tlproject-
1.nl.tl.ated SerV1.ces are and who performs tL~m, fall 
within the province of procedures. 

Rutes 

Rules are the simplest type of plan. Unlike the 
normati ve policies and procedures~, rules prescribe' a 
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required course of ac~~on. Rules are rules - there 
are usually no grounds for deviation from them. 

It is possible for rules, policies, and procedures to 
harmoniously exist side-by-side. The project may, 
for example, have a policy of allowing each employee 
a two-week vacation. Procedure$ will spell out how 
the leave should be requested and other considerations 
necessary to implement the policy. Rules will further 
limit or define both the policy and procedures. A 
rule related to the example may state, "No leave shall 
be granted during the first week of the new school term." 

Rules are also guides. However, one should keep in 
mind that rules specifically define what should or 
sb~uld not be done in particular circumstances. 

Programs 

In the human services "business" we tend to use the word 
"program" quite a bit - without understanding that a 
program is, in itself, a type of plan. A program is 
a synthesis of rules~\ objectives, policies, procedures, 
and other plans and activities required to reach a 
predetermined goal. Thus, we may speak of a fund
raising program, i.e., a program with rules, procedures, 
objectives and the like, d~signed to reap a preconceived 
amount of funds. 

A runway project may have a r.:umber of "programs" within 
its aegis. There may be a program for single mothers, 
for drug rehabilitation, for mental health services, 
or for volunte8r training. Like other plans, programs 
must be definite in nature; decisions made, or actions 
undertaken, should be predicated upon their contribution 
to the organization's objectives. 

Budgets 

Believe it or not, a budget is a plan - a very (some 
of my colieagues might suggest the most) important 
plan. The budget depicts, in financial terms, the end 
results of a project .. Although a budget is often 
considered a control tool (it is), the process of 
developing a budget is planning; the process of laying 
out the financial goals is planning; and the financial 
parameters established by a completed budget are a plan. 

Of all the plans we have explored, a budget is closest 
to a "program" for it too is a complex of rules, 
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policies, procedures~ and objectives. A line item 
budget, for example, specifies what may be spent in 
each category to achieve the objectives established. 
A budget is our roadmap, describing in numerical form, 
where we want to go and how we "plan" to get there. 

**** 
Planning should be an ongoing process, capable of 
receiv),ng feedback from the various components' of an 
organization and translating them into new plans, 
procedures, policies, rules, and objectives. In the 
dynamics of the planning process, we must admit that 
there are times when the best laid plans go astray. 
A good plan will be sensitive to the need to employ 
"navigational change lt when necessary; responding, 
instead of reacting, to changes in circumstances 
not originally envisioned. Although many of us may 
consider planning to be a pain in the neck, if w~ 
are cognizant of the· old adage "proper prior planning 
precludes poor performance," the pain might he eased. 
In truth, a properly planned project allows more time 
for dealing personally with the youth we are charged 
with serving. 
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MANAGEMENT TECHNIQUES AND SYSTEMS IN RUNAWAY PROGRAMS 

Organizational survi:ral is ~s importc;tnt,for runaway~ 
and other youth serv~ng proJects as ~t ~s for ~rgan~za
tions with different missions. As runaway proJ~cts 
become more complex and their outreach and serv~ce 
capabilities expand, there is an increasing need for 
them to employ cogent management techn~q~es to ensure 
survival and, more importantly, to ~ax~m~ze the , 
efficiency and effectiveness of the~r service del~very 
mechanisms. 

In the following artiole, Bob Walker examines some of 
the cri,tical issues facing runaway projects whose , 
tentacles are spreading into other areas. Th~ art~cle 
reviews three management tools that have part~cular 
relevance to runaway projects. The intent is not to 
exhaustively treat the management ~echnique~ described 
but rather to provide the reader w~th a bas~c under
standing of the concepts that underly each .. T~e hope 
is that the reader will use the annotated b~bl~ography 
,at the end of the article to further explore the range 
of possibilities each technique holds. 

At the conclusion of the test, there is an exercise, 
designed to "test" the,admin~strative sJdlls"c:>f proJec~ 
managers. A form of s~mula t~on known aqi an ~n-~a~k~t 
exercise the model' has been employed at staff tra~n~ng 
to give ~articipants a sense of good timing! prac~ice 
in decision-making, and other management sk~lls (~.e., 
delegation, interpersonal relations, leadership, etc.). 

.•.• The Editors 
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MANAGEMENT TECHNIQUES AND SYSTEMS IN RUNAWAY PROGRAMS 

Rober't C. WaZker 

Introduction 

Runaway projects are unique. They deal with a population 
that various segments of society refer to as delinquent, 
incorrigible, or in other negative appelations too 
numerous to mention. The young people who run away 
are neither the Huck Finns nor the Charlie Mansons _ 
the one a fictional character, the other a media 
abberation. Youth on the run are forced, in manv 
instances, to hit the road ber~use of the comple~ities 
and influences of society, family life, and the 
institutions around them. Ih short, running away may 
be a young person's only available option - to absent 
him/herself in an effort to work things out. In the 
emotional swirl of the adolescent's "run," the projects 
that serve him or her must be sensitive, aware and truly 
conunitted to each individual. This "one-to-one" relation
ship offers support to the young person and helps her 
or him to deal w'i th the causes (both knm'ln or unknown) 
that precipitated the act of running away. 

There is absolutely no way for runaway projects to 
effectively address the concerns of their youthful 
charges unless they have their own "thing" together. 
Recognizing this fact, many projeots have turned to 
management systems and techniques to maximize the effi
ciency of their delivery systems and to shore up the 
effectiveness of the services they provide. In one 
California project alone, the author was pleased to note 
that many of the staff members, already armed with 
degrees in social work and other behavioral sciences, 
were engaged in management courses at the local university. 
Other projects have designed interesting evaluation 
schemes and other organizational development techniques. 
Requests for technical assistance and training are no 
longer limited to program issues; manaqement-related 
topics are requested'as well. -
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These are ~~l healthy signs. As projects that serve. 
youth on the r,un expand, both in terms of size and the 
diversity of target populations, many are tempering their 
growth - managing it - to ensure that they do not lose 
their sensitivity. 

A PZace for Management Systems in Runaway ppojects 

The author has been asked, on numerous occasions, if 
the imposition of management systems on runaway project 
systems fosters institutionalization. As the reader can 
tell from the foregoing, sound management techniques, 
employed judiciously and artfully, have the effect of 
aiding such projects in the pursuit of their goals rather 
than impeding them. 

There is a misconception that management systems or 
techniques are not sensitive to the needs of individuals -
whether. those individuals are workers or clients. Those 
who hold fast to this misconception point to the emphasis 
on producti vi ty, compet.i tion and other humanity-denying 
end results. They point to work factor analyses, to time 
and motion studies and to matrices of production units, 
and the like. Management systems, they contend, are not 
peop~e-oriented. Nothing could be further from the truth." 

Ever since the "Hawthorne Experiments," conducted by 
Dr. Elton Mayo and others, the impetus behind the study 
of management and organiz~tional theory has had a 
decided emphasis on human factors. Management, in fact, 
owes quite a bit to the behavioral sciences, so it is 
not at all unusual to find that the most prolific and 
respected writers in the field have backgrounds in 
sociology, psychology or anthropology (i.e., ~braham 
Maslow, Frederick Herzberg, Chris Argyris, Douglas 
McGregor, eta al.). The treatise, theories, principles, 
systems and techniques of these and other emin~nt 
authors and practitioners have established a more 
humanistic, less mechanistic, atmosphere for the practice 
of sound management. 

The question of "institutionalization" is a oomplex Oh~. 
Surely runaway projects do not want to consider themselves 
in the same light as the "institutions" they were estab
lished to contend with on behalf of youth in need. 
Nonetheless, runaway projects interface with institutions 
in the system every d~y. ~ay Tife no~ a:rgu~ that runawa~ . 
projects are already ~nst~tut~ons ~n the~r own commun~t~es; 
that they have an institutional identity, and a mission 
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that is particular and definable - distinguishable from 
others in the community? Is it beyond the pale to' . 
suggest that the phenomenon' they treat arises from 
institutional negl~ct and as "boundary workers" (thank 
you, Anne Dosher) they must act in an institutional 
capacity as advocates for our youth? 

If this author may be so presumptuous as to assume the 
reader will accept this line of reasoning, the question 
becomes "Are all institutions 'bad'?" Obviously not. 

Projects do not be'.;:::bme institutinalized by dint of 
management systems or management techniques. In fact, 
if practiced with the same sensitivity projects currently 
use, certain management techniques will aid them in the 
attainment of their objectives. Thus, the question should 
be put as: How do we stave off the organizational inertia 
that is responsible for the negative connotation that 
immediately comes to many minds when they think of 
institutions? Institutionalization is not, in itself, 
bad; it only becomes so when it loses sight of its mission, 
its "space" relative to other organizations, its consti
tuency, o~ its abili!y- to respond in an efficient fashIon 
to intern~l and external stimuli. 

Appropriate Management Techniques and Systems . 

Space does not allow for a rendering of all of the manage
ment techniques or systems that could be effectively 
applied to runaway projects. Recognizing this limitation, 
this paper shall discuss some of the more adaptable prac
tices, offer the reader a basic understanding of the 
concepts involved and, hopefully, spur sufficient interest 
to explbre further the appended references. 

The techniques and systems that shall be discussed are 
management-by-objectives programs, participative planning 
and force field analysis. 

A. Management-by-Objectives (MBO) 

As perhaps the management tool most commonly employed 
by runaway projects, management-by-objectives offeJ:s 
a range of beneficial applications. Despite the ease 
with which it has been accepted in many circles, MBO 
is not what many perceive it to be. It is not just 
a planning instrument; not just a staff or organizational 
appraisal device: not just a way of ordering the 
acti vi ties of an enterprise. MBO, in t.he words of 
the man who coined the term, Peter Drucker, is "a 
philosophy of managem~rit.!ll 

1 Drucker, Peter F., ~~nagement: Tasks, Responsibilities 
Practices, Harper & Row, N.ew York, 1974, p. 442 . 

• 
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MBO has been referred to as "bottoms-up" planning. 
A quick review of its components may help to explain 
why .. MBO is a program2 that calls for the setting 
of general objectives and direction for the entire 
organization by the Board or the leadership of the 
project. These general objectives relate primarily 
to the mission of the organization and are couched in 
a fashion to set a framework for the subsequent 
delineation and planning of subordinate objectives. 

These general objectives are communicated to the 
first tier of management directly below the leadership 
or Board. Using the general objectives, these managers 
identify their particular objectives and develo~ ~ plan 
for meeting them. In this instance they are not planning 
for the entire organization but rather are designing· 
a plan that indicates their unit or division's contri
bution to the overall mission of the project. 

After the first-tier managers complete the MBO for 
their unit, they meet with their in~ediate supervisor 
to discuss the goals and processes they have identified 
as realistic, attainable and in keeping with the unit's 
purview of responsibility, as well as the overall objec
tives of the organization. A process of negotiation . 
ensues until both parties (first level management and 
their immediate supervisors) concur on the MBO plan 
as constituted. 

This process continues until all management levels 
have had the opportunity to draw up MBO programs 
for their units witt their immediate supervisors. 

Figure 1 (see page ~7) depicts a typical MBO 
}?rogram that can be used for runaway proj e,-:ts. 

At a time mutually agreed upon by the manager 
preparing the MBO and her/hi.s ~upervisor, an appraisal 
conference will be held. The purpose of this conference 
is to review the status of the objectives during an 
interim period. If circumstances require, the manager 
should modify the MBO to reflect any new or unexpected 
factors. Such interim conferences may be held as many 
times during the course of the period as may be deemed 
necessary. 

2 'J'he reader is rt:ferred to the earlier article, "Planning 
to Plan?" 
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1BOprograms usually cover a year's activity. At 
t.he close of the period, managers meet with super
visors, at each level, to review the results achieved. 
If the objective$ were not achieved, the person who 
drew up the MBO should explain why. After this final 
conference, the cycle begins again. 

There have been a number of modifications of ,the 
basic MBO program - each designed to fit the require
ments of the agency, organization or corporation. 
An important permutation of this basic ~ystem is the 
"operational planning system" or OPS. 

The Department of Health, Education, and Welfi . .r.;'E: (DHEW) 
employs an OPS for the various programs under its 
aegis. This system, as practiced by DHEW (including 
the Division of Runaway Programs, OYQ) , has the 
following components: 3 

. 
1. General guidance for the development of 

objectives 

2. Development of objectives 

3. Approval of objectives 

4. Progress monitoring 

5. Management conferences 

6. Modification of objectives 

7. Annual performance assessment 

8. Procedures modification 

Each of the above follows the same basic format 
discussed earlier. The OPS is time-phased to the 
more critical management milestones; triangles are 
used on a calendar background to denote when th~ 
activity should be Gompleted (see Figure 2, page 170). 
As the milestones are met, the triangles are-shaded; 
deviations are explained on a Problem and Variance 
Analysis form (see E:igure 3, page 171). 

3 Based upon '"Operational ~lanning System Handbook," 
U. S. Department of Health, Ed~cation, and Welfare, 
March 1974, pp. 19-37. ' 
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This author recommends that runaway projects 
implement an OPS for their organizati9ns, or some 
form of MBO. Adopting such a program will result 
in better planning, more objective staff appraisal, 
easier monitoring of progress toward s1:>·A:ed goals, 
and a better interface with the OYD. 

Paptiaipative Planning 

Participative planning is 'relatively new on the 
management scene. Borrowing heavily from the MBO 
approach, participative planning is the only true 
"bottoms-up" planning technique. 

The objectives of participative plahning are (1) to 
engage as many people in the organization in goal
setting as possible (unlike MBO which is directed 
toward managerial planning); (2) to improve commu
nications1 end (3) to develop subsidiary plans for 
organizational units wi thin the general f~'amework 
of the organization's objectives. ~ 

Participative planning follows these major"B9:eps 
(again, this process may be modified to suit the 
configuration of the organ~~ation, the planning 
cycle and other considerations): 

1. staff App1·aisa l of the Opgan.·ifJation 

2. 

At a particular point in time, a memorandum 
is circulated by each unit he~d to the staff . 
members in the unit requesting their views on: 4 

aa) What they like about the unit and the 
orga~ization 

bb)' What they dislike about the unit and 
the organization 

cc} What specific improvement$ should be made 
I' 

AnaZyze ApppaisaZ Responses 
:! 

The supervisors convene a meeting. The responses 
are grouped, by unit, and assigned 'co supervisors 
of different units. Each supervisor ranks the 
recommendations according to his/her perception 

4 To ensure participants will be open and honest,\ this 
process is usually conducted by an outside consultant and 
the responses are made anonymously. ' 
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of their importance, their contribution to 
overall organizational goals, and their inter
divisional impact. 

", 

The supervisors are then assigned to three Person 
groups. Each group receives the "winning" recommen
dations fr,om different units according to the 

'\ membership \'0£ the group. For example, if the 
supervisor of the counseling unit is in Group A, 
then the "winning" recommendations from the 
counseling unit would be assigned to Group A. 
The groups then review their sets of recommendations 
(with the appropriate unit supervisor providing 
background and direction on the feasibility 
and desirability, of the recommendaticns from 
their unit). At the end of this stage of the 
process, the groups offer to a facilitator: 

aa) . The recommendations t:hey deem most 
appropriate for follow-up, and 

bb} Objective statements for each. 

3. Management Review Confepenae 

The facilitator places the products of the above 
step into a suitable format-and then convenes a 
meeting of all supervisors, including the Executive 
Director (and, when appropriate, Board Chairpersons) . 
The recommendations are again analyzed - this time 
by the entire group acting in a plenary session. 
If the recommend'l.tions;~re acceptable, the 
Director assigns indi \.:idual supe17visors, or teams, 
the responsibility of devising programs for meeting 
the objective statements. 

4. Final Ppogpam Review 

After the program pIa.ns have been completed, they 
are turned over to the Executive Director for 
inclusion in the organization's plan. The plan 
is drawn j circulated for review and comments, and 
then implemented. 

This is, perhaps, the most "democratic" form of 
planning because it requires every6ne in the organiza
tion to contrib1Jte his/her views .. on the objectives 
which should be reached. Accountability is assured 
by the process of supe~visory review. 
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c. Fopae FieZd AnaZysis 

Problems - they always seem to cr~p up,. One of 
the most effe.\ctive 'tools this author has found 
for dealing with problems that face an organiza
tion is Kurt Lewin's Force Field Analysis. It 
provides a struoture for identifying, analyzing 
and solving the critical dimensions of a problem, 
and, in the process, offers appropriate options 
for planning purposes. 

The process is predicated upon the observation 
that each problem is composed of forces that may 
be characterized as driving or restraining change; 
the problem itself is in a state of equilibrium 
or balance. By analyzing the nature of these 
forces and determining their relationships to one 
anot,her, positive actions can be taken to upset 
the balance in favor of resolving the conflict. 
Thus, we find there are three major steps: 
specification of the problem; analysis of the 
problem; and development of strategies for the 
elimination of those forces (or strengthening 
others) that contribute to the problem. 

Figures 4-6 (see pages 172 to 176) are facsimiles 
of the instruments used to implement a force 
field analysis. A W~dification of this process 
was used by the author in a runaway project this 
year, to devise a strategy for overcoming community 
opposition to a runaway shelter. (By the way, it 
worked! ) 
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Figure l-A 

INS':PRUCTIONS FOR COMPLETING EXHIBIT lA 

Column # 

1 

2 

3 

.. '.' 

, . 

Columt]. Heading 

~eneral Objective 

Specific Results to 
be Achieved 

Involvement/ 
Superior 

.- o 

168 

Ii \ 
, " 

Instructions ---
State, in concise terms, the 
general obj'ec \;i ve to be 
reached. The~bjective should 
be related to a) the overall 
goals and objectives of the 
organization; b) the contri
bution to the organization's 
goais expected from you and/ 
or your unit; and c) your, 
job description or the 
mission of your unit. 

In order to reach an objective, 
it is sometimes necessary to 
have $ubobjectives. In this 
column, state in concise 
terms the results to be 
a~hieved, making sure they . 
a~~ quantified (if possible), 
attainable and measurable 
(noting the dates the sub
objectives will be reached). 

In achieving each objective 
and subobjective, some assis
tanc~\,or cooperation may be 
neces\~jary from your superior. 
Using the following code, 
indicate the involvement of 
your superior in attaining 
your objectives: 

I - Important Role in accom
plishment 

M - Moderate role in key 
situations, etc. 

L - Light role - mostly 
informational 

o - No roie 

"" 

\~l 

----- -=--------~ 

co 

()D 

o 

Column # 

4 

5 

Column Heading 

Involvement/ 
Others 

Performance 
Standards or 
Controls 

Il1stru<{lions 

Use tb~ same code (I, M, L 
O~70) to describe the involve
ment of others (not subordinates) 
in attaining your objectives. 

Identify the ways ~n which the 
results can be verifi~d (i.e., 
reports to reviewed; actions, 
conditions or physical changes 
to be observed). 

S'l'ATUS OF OBJECTIVES (To be completed at the time of performam::e 
reveiw) 

6 

7 

8 

Results Achieved by 

Action Planned 

Related New 
Objectives 

'I 
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On a mutually agreed upon 
time, your supervisor will 
review the-status of the 
objectives you listed. At 
that time, place the date 
at the head of the column 
in the parentheses provided. 
State the results achieved 
for each objective and sub
objective originall~~listed. 
If there have been h~ results 
to date, state "No Results ll 

next to the appropriate 
objedtive. 

State the action(s) you 
intend to initia~e if the 
initial objectives have not 
been realized. 

State objectives arising out 
of the completio.n or non
completion of the original 
objectives. 
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Pi(.fur'e 2 

'OPERATIONAL ,PLANNING SYSTEi\~ mSQ\Jf\CESnEnUiRED: 
, 1/ l'roject Grtl,\t:Il: 

ODJECTIVE NO.-L: 

OBJECTIVE AND OPERATING PLAN $50 million ". }"",{Z Act 
FISCAL YEAR 197!L 30 man yaars - 17cdoral. 

DISEASE X CONTROL PROGRAH: l'rovide landerllhip to the national dil~,cMe X 1000 man yenrn w Scuta/loenl 
control effort:: (a.) to aDDure that l million chi1dr~n are scrccnCl.t.). .no..tionnlly OV!:OALL F.VALUATION 
for I:ympton'l A and tho.t 90% of the children \<lith ponl.tivo symptoms ate tre~1tOd; I ; ~J 
(b) to 8t:rctlGthc.n dltl~noe X control componGn.ts 90 that the anl1ual incl:'cnac in~ATISFA~_ 
the disaaoc is reduced f~om 4'1. ,til 2% by the end of FY 1975. STATUSf\EPOnTFOnMONTHSO,F,..JJlly ~ ~\.ill.U§!'::.-

OnOIlN1ZATION: ASH/CDC 

---COMPLEl'ION DATE 
MILESTONES JULV AUG SEPT OCT NOV OEC JI\N FEO MAIl tiro MAY JuNE .. w - -I 

/( 

l~ • Complete instnllnt:l.on of Diaoaue l:' MnnagClllent Info1/mntion (' " 1 
System. 

• CompletCl design of National Evaluation Plan. ~ A 2 

3 • Identify areas to be targeted for special epidemiologic &. 
instruction 

a) Assist these araaa in complet~.:?g their f.lpecilll1.zcd A instruction and iUlplmncntil1lJ Cheir pro~rnma of 
intensified Disease X epidemiology. 

• Determine thnt the indicated pcrcelltl\~G of cnnefinding staff 
fA & 

has received advanced epidcmioll)gic training. 
25% 

457. ~ 

& 
79% 

Determine that: the iI)dicated percentago of the 1500 

~ ll!.boratorica involved in tllo national .·lcraenitlg prog't'llln ~;1;',f; 50% 
participating in the. pror,ram of luborntory proftde'j'),t:}~;~tH:1ttS. 

4 

s. 

\ 

.. I ,I 

~ Dctcrmilla that 3 million children axe sCl'ocl'i(;d fot;DiDcaseX &. 
during FY 1974. IH 

3H 
6. 

a 

Detcnnine that 90% of the children (~J'ocned to ,date) with &. In 
positive Dymptonlll are treated. 

17. 

'" 

I 
~ 

Validate 8 27. national reduotion in tIle annual incxeaso of &/ Di3cnse X (State Evaluation Rapo~tij) I ~ 
1% '! .. 

'0 

8. 

o· 
, 

.... 
-" ., 

\'j 
/) 



C) 

(j 

! 
i , 
I 
I 
1 
I 
f 

! 
Ii 

" l. 
\ 
1 

I 
I 
II ....... 

~ 
-...I 

(! I-' 

of) .. 

D ~ 
. J 

.'_I'_~-o 

f I 
u • 

." 

o 

,I, 

\) 

'PROBLEM AND VARIANCE ANALYSIS 
for months of Nov. - Dec. FY 1974 

Organization: ASH/CDC' 

Objective: #1: Disease X Control P~~gram 

Milestone(s) 

3(a) 

4 

. ... 

Problem Description 
(including effect on objecdv(~s) 

Technical assistance to the areas targeted 
for special epidemiology instruction will not 
be completed on schedule. The delay is 
primarily due to headquartlers difficulties 
in getting the positions allocated for the 
25 para-professionals who will pn-rticipate 
on the special teams. 

Due to tho above de lay, the teams will not have 
been on-site for a sufficient amount of time 
to evaluate the t-raining of" case finding staff 
by the indicated dates. 51.bf the 23 areas 
identified for spl';cial instruction have 
received preliminarY assistance. However, 
actual instt'uctiont' of casefinding staff will 
not commence until December. Despite the 
delay, the final outcome of the objective 
wi11Cnot be affected. 

\~ '. 

• 
I, " 

Overall Evalua tion 

I MINOR PROBLEM I 

Action 
Underway/Completed Recommended 

Prio-rity has been We -request that 
given to acceleratin p milestone 3(a) be 
the paraprofessional moved from November 
training program; to January. We ale 
15 of the' 25 person- also asking C to 
nel a-re now on board expedite final 
and their training approval of the 
will be completed by additional 10 
December 5. positions. , 

1 

He request that the 
d~terminntions of 
25% and 45% staff 
training be delayed 
until February and 
April respectively. 
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FigU'Pe 4 

PROBLEM SPECIFICATION WORKSHEET 

1. Specifically describe the problem: 

2. 

3. 

th factors (or forces) relevant to the What are e 
problem? 

Who are the pe(>ple involved in the problem? 

172 

If 

o 
" ... 

.-

o " 
o 

I> 

~\ 

",I;' ",,,-

~~~~- ~~~~~-~-~~ ,,---

(I \\ 

- -- -~ .. "--'---~.-.---------
(j 

Figu'Pe 5 

PROBLEM ANALYB1'S 

Directions 

On the following shee,ts, an<\lyze the problem specified 
by the group and you. Section A requires you to list 
those factors agreed upon by the group as forces driving 
toward change. This list should be written on the right 
side of the letters in the space provided. 

In Section B, similarly, list those forces that inhibit change. 

After the lists have ~een dompleted, use the numbers in 
the scale below to rate, on the left side of the letters, 
the intensity of the forces. 

Force Scale ---- ---
1. The force has almos t nothing to do wi th .. the drive 

toward change in the problem. 

2. The force is of moderate importance in the drive 
toward change in the problem. 

3. The force ~s a mai££ factor in the drive towaxd 
change in the problem. 
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Figure 5-A J/ 

PROBLEM ANALYSIS 

Section A: Driving Toward Change 

_______ a. ________________________________________________________ ~ ______ _ 

b. ---
_______ c. ____ ----------------------------------------------____ ~ __ ----------
_______ d. _____________________ ~ ______________________ ~--_____ __ 

____ e. 
~----------------------------------------------------------

_______ f. ___________________________________________________________ ~-----

------g.-------------------------------------------------~----------
_;> ,:~h. _________ ~-------------'--

_______ i. ___________________________________________________ ~--.~--~ 

-----j.-----------------------------------,-------------------~ 
_____ k. 

--------~-----------~~-------------------------~--
_______ 1. __________________________________________ ~ ___________ ~ 

____ m. ---------------------------------------------------------
______ no 

-----------------------------~------------~------------

____ 0. 

--------------------------------------------------------
_____ "-'p. 

-------------~-----------------~~--~--~------~ 
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Figure 5-B 

PROBLEM ANALYSIS 

Section B: Res~training Change 

a. 

b. 

c. 

d. 

e. I 
i 

f. 

g. 

__ ·h. 
II 

i. ------., .,": 

j. -' 
k. 

l. 

m. - .< 

n. 
/1 

" 

0. 

p. 
(' 

\1 
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Figure 6 

CHA NGE STRATEGY 

1. Select the two or more re'straining fact6rs and 
devise strategies for eliminating or reducing their 
potency. 

)1 

2. Select the two or more driving forces and devise 
strategies for increasing their potency. 

\L 
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(You may use additional paper, if necessary:~) 
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Summary 

Not only ~re management tools etfective in alternatiVe 
programs, they are increasingly vital to the maintenance 
of the organizations themselves. The three techniques 
and programs discusse~~n this paper were not arbitrarily 
picked; they have, intthe eyes of this author, particular 
relevance to runaway ~rojects. In addition, the re~der 
might do well to exp16~e other management systems and 
approaches. The tools-are almost limitless; their 
applications generally adaptable to any organization~j 

The importance of managing well cannot be underscored 
enough. To assist the reader in an analysis of his/her 
management skills, we have attached an in-basket exercise 
developed by ESC for OYD programs (Attachment 1). The 
format of the exercise has been used by countless organi
zations, from major corporations to small government 
grantees. It allows participants the opportunity to 
test their skills ,in the major management functions. 
At your next staff meeting, administer this exercise, 
discuss it (there are no "right" answers, there are only 
desirable ways of doing things), and see how you rate 

;cas a manager. 
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Attachment 1 

Splitsville ~Runaway 

,Program 

- an in-basket exercise 

. , 
.... 

developed 

for 

OYD Grantees 

by 
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The following is en exercise developed by 
EDUCATIONAL SYSTEr.-lS CORPORATION for use in 
management training for OFFICE OF YOUTH 
DEVELOPMENT/DHEW grantees. 

For further information contact: 

Mr. Robert Walker 
c/o Eductiona1 Systems Corporation 
1710 N~Street, N. w. 
Washifi9ton',' D. C. 20036 
(202) 452-0811 

February 1976 
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CASE STUDY 

Your name is Peter Principle, the new Administrative 
Officer of the Splitsville Runaway Program. Your 
duties are to supervise the clerical staff, the 
records management program, report development and 
submissions, and generally handle all administrative 
mai:ters for the program. This is your first day on 
th(~ jolb - a job that you inherited when the Board 
Chl1irm~:m, Dr. Walter Reed, 0 f f ered it to you af ter 
the sUillden death of your predecessor, Ms. Ima Foxxe. 

You arll~ in your office at 7: 00 a .m. because you have 
to catch a plane at 8:30 a.m. this morning to attend 
a week~long conference in Chicago. Your attendance 
at this conference, a commitment made prior to your 
new appointment, is mandatory. The conference will 
be held in an inaccessible retreat, with no telephones 
or other means of getting in touch with your office. 
You are working diligently to clear up as many pieces 
of correspondence in your "in" box as po-ssible before 
heading out to the airport. 

You have not met any of the staff, nor are you familiar 
with the particular problems faced by the program since 
you were hired by Dr. Reed on the basis of successes 
you have had in other areas. From what Dr. Reed tells 
you, Ms. Foxxe ran a "one woman show" and that, in his 
opinion, is one of the reasons for the backup in paper
work and the breakdown in office procedures. 

It is Monday, August 9, 1976 and you have less than 
an hour before you will have to leave for the airport. 
No one from the project staff will be in the office 
prior to your departure. 

Handle all the materials in your "in" box as if you 
were Peter Principle. You may make notations directly 
on the material or you may use note paper. Remember, 
you will be gone for a week, the telephone switchboard 
is closed, your employees will not be in until after 
you leave, you will not be able to get in touch with 
anyone while you are gone, and YOU HATE A FULL IN
BASKET. 
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Organizational Chart 
SPLlTSVILLE RUNAWAY PROGRAM 

Board of Directors ------
Dr. Walter 'Reed, Chairman 

Richard Johnson 
Susan Clark, Ph.D. 

Charles Pritchard, MSW, 
goger Ming 

Nora Purdy 
Cheryl Sandford 

-.' 
'\ 

Certified Public Accoutant ...-.-------_ ........ Executive Director " 

Jobn Farrow (consultant) 

-_ .. , ___ ,.J (== -
.ce ~1obilizatkr ReSOll.r 

Soe 
~1arrie 

cialist 
Natsrm 

.. 

Sp 1 itsvi 11 e 
House r·tanager 
Pat King 

Ronald Reynolds 
,-, 

r -. 
Ii ~ Administrative Officer 

I' Fi sea 1 Cl erk 

I . 

Secretary 
Kath,y Richards 

\-~ 

Secretary 
Joan Lee 

... - , .... 
I I Rrendn L; ttl eiohn .. 

J I I File Clet'k.J 
Resident Fami ly I Bob Cil rt(>L.. 
Counselor Counselor 
Abe Sillary Gerald Dodge i Intake Cl erk 
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SPLITSVILLE RUNAWAY PROGRAM 

'Budget (January 1976-December 1976) 

Income 

Source 

Government Grants 

Income From Services 

Contributions 

Expenses 

Category Amount Budgeted 

Personnel $75,000 

Travel 5,000 

Client Services 90,000 

Equipment Purchase/ 
Lease/Maintenance 10,000 
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Amount 

$125,000 

40,000 

15,000 

$180,000 

Amount Spent 
(as of 1 August) 

$42,000 

4,500 

75,000 

5,600 
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SPLITSVILLE RUNAWAY PROGRAM 

777.7th Street 
Regis, Colorado 11111 

MEMORANDUM 

June 29, 1976 

TO: Ms. Ima Foxxe 

FROM: Mr. Bill Mann \V~ 
SUBJECT: Performance Review 

I have been with the runaway project now for 9 
months and feel I should express some dissatisfaction 
with what has been going on. As you know, I am required 

> •• J 

to forward all of my daily intake log sheets to Mr. J 
Carter for filing and he is supposed to return a duplicate ~l 
with a fil~rp.umber on it. My work is back:i,ng up on me 
because Mr'~Carter is always out - either on an errand 
(allegedly for you) or ap extended lunch period. I have 
had to ask him several times for my copies.with the file 
numbers i.rlstead of receiving them as a matter of course 
from him. 

I find it very difficult to work under these con
dlt10ns and I plan to leave the organization unless this 
problem is somehow straightened out by August 30, 1976. I 
have attempted to work this out with Mr. Carter several 
times rather than bring this subject to YOUJC attention. I 
want to continue to ,,,ork for the project bu't. under the 
present conditions it would be impossible and the two 
months notice I feel is more than·fair. I know these 
feelings are shared by a number of other employees in 
our unit • 
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REGIS COUNTY POLICE DEPARTMENT 

"~igilance Forever" 
County Square 

Regis, Colorado 11111 

Dr. Wal ter Reed 
Chairman of the Board 
Splitsville Runaway Program 
777 7th Street 
Regis, Colo~ado 11111 

Dear Dr. Reed: 

July 13, 1976 

It wa~ great seeing you at the Policema~ts Ball. the:other evening. 
There was something I meant to tell you 'but yoU left early and I 
~as unable to capture your ear. 

You .have an intake cle.r:k - his name is William Mann - who is an 
exceptional worker. He spoke at our "Community Open House" meeting 
the other day and' was very well received by the audience. His 
knowledge of the phenomenon of runaway youth and the problems faced 
by the people "in blue" (having to enforce status offense statutes 
w~ch need to ~e overhauled), showed an amazing empathy for his 
cl~ent po~ulabon and the folks on the police force. We would like 
to have h~m as a member of our ad hoc "Youth Problems" committee. 

Tha~ you for making the time of this outstanding available to us. yo~ng man ... 

Sincerely, 

~p,(jr~ atp 
Sergeant Pnnzi Phillips 
Director, Community Relations 
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JOHN'S MALE SHOP 

415 3rd Ave. Ii Regis, Colo. 11111 

July 20, 1976 

Ms. l.ma F oxxe 
Administrative Officer ' 
SPlitsville Runaway Program f 

71"7 7th Street 
Regis, Colorado 11111 

Dear Ms. Foxxe: 

'We hate to write an~mployer complaining about the personal 
habits of an employee but in this case we feel there is 
no choice. 
Mr. Robert Carter, an employee of yours, has been falling 
deeper and deeper in debt and all his promises about paying 
have not been fulfilled. The other day we received ,a 
check of his that bounced and we are perfectly willing 
to press charges if we do not receive immediate payment 
on his debt which now totals $1,050. 

Mr. Carter listed you as his supervisor on his credit 
application. I hope you will speak to him as all our 
attempts to reconcile this, matter have been to no avail. 
1 regret sincerely having to take these drastic measures. 

? I 

o\i ncerely, 

.7 ~ ~iJJ1I'~i--
Gregor Samsa 
Credit Manager 
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~U9ust3, 1976 

fROM TaE DESK OF •••••• Kathy Richards 
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FROM THE DESK OF •••••• Ronald Reynolds 

. 7/2.2--
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July 6, 1916 

Walter Reed, M. D. 
Regis Hospital Center 

Regis, Colorado 11111 

Mr. Ronala Reynolds 
Executive Director 
Sp1itsvi11e Runaway Program 
777 7th Street 
Regis, Colorado 11111 

Dear Ron: 

A special commendation for Bob Carter on the fine work 
he is doing. I realize he is only a file clerk for nov, 
but I am sure he is slated for bigger and better things 
in the project. Every time I come into the office he 
is pleasant and cooperative. He is in special contrast 
to Bill Mann who is always too busy to talk. 

I'll see you at the next board meeting. 

cordial~ .. Y"!~':' i ~ /,. . ... , 
ULlJI'" 

Walter Reed, M.D. 
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TO: 

FROM: 

SUBJECT: 

SPLITSVILL$ RUNAWA1 PROGRAM 

777 7th Street 
. aegia, colorad'b 11111 

MEMORANDUM 

All Unit Heads .. /1 
Ronald Reynolds ·'(~K .. , 
Semi-Annual Wage Review 

2'August 1976 

It's time again to see whC) gets a raise and who doesn't. 
I would like you to conduct staff appraisals this week and 
make recommendations for appropriate salary adjustments 
by 13 August. I want to verbally make my recommendations 
to the Board. 

When the performance ratings have been completed, send 
one copy to me and the other to Ima for filing. 

19.0 
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TO: 

FROM: 

SUBJ~CT: 

SPLLTSVILLE RUNAWAY PROGRAM 

777 7th Street 
Regis·, Colorado 11111 

., ' ., '. ',' 1 

MEMORANDUM 

July 12, 1976 

tma Foxxe 

Kathy Richards~ 

.Review for Board Meeting 

The semi-annual "Runaway Review Report" is due for th 
Board of Directors meeting on 16 August. Ron said th: 
Board was pretty steamed up about the sketchy PROBLEM 
STATEMENT in the last repcrt and that it must be beefed 
up. 

If Joan needs any help in typing or.collating, please 
let me know by the 9th of August so I can make 
ments for a temporary typist. arrange~ 
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JOHN FARRO~ 
CERTIFIED PUBLIC ACCOUNTANT 

JUNE 29) 1976 

U
ORTH TONER BUILDING o f/oRTH STREET 
EGIS) COLORADO 11111 

Ms. IMA FOXXE J ADMINISTRATIVE OFFICER 
SfLIISVILLE RUNAWAY PROGRAM 
711 ITH ~TREET 
REGIS) COLORADO 11111 
DEAR IMA: 

, , 

f HATE TO GET INVOLVED IN THE RUNNING OF YOU UNIT BUT 
FEEL YOU HAVE SOME PROBLEMS WH I CH YOU ~1AY OR MAy NOT 

BE AWARE OF. SOME OF YOUR EMPLOYEES HAVE BEEN SEEN 
HEADING INTO BARS IN THIS SECTION OF TOWN DURING WORKING 
TIME. I DOUBT - BECAUSE OF THE FREQUENCY OF THESE VISITS 
AND THE PERSONS INVOLVED - THAT SUCH "STOO~ SITTING

T
" IS 

REQUIRED FOR THE BUSINESS OF THE RUNAWAY PROGRAM. HIS 
SETSA· VERY POOR IMAGE IN THE COMMUNITY WHICH COULD AFFECT 
OUR .CREDIBILITY. ALTHOUGH THE PERSONS I H~VE WITNESSED 
DO NOT COME INTO CONTACT (AS FAR AS I KNOW) WITH THE 
RUNAWAY YOUTH BEING SERVED BY THE PROJECT

J 
THEY MAY BE 

EASILY IDENTIFIED WITH SPLITSVILLE. 

I WON'T MENTION NAMES TO YOU BUT I'M SURE YOU CAN FIGURE 
QUT WHO IS tAu~lNG THe PROBLEM,. I HAVE TO MEET WITH 
KON ON AUGUST 1 TH. I'LL STOP UP AND GIVE-YOU A MORE THOROUGH BRIEFING. 
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SPLITSVILLE RUNAWAY PROGRAM 

777 7th Street 
Regis, Colorado 11111 

TO: Ima Foxxe .w-
FROM: Carr ie Watson CJ ' 

3 August 1976 

SUBJECT: Administ.rative Suppor,t Problem~ 

I hate to bitch but I am not getting the type of support 
I need from your shop. I requested some files~ several 
times last week, following the procedure you outlined. 
I gave the file requisition slips to Ms. Smith who was 
sUpposed to either get the requested files, if they were 
in her area, or forward the request to Mr. Carter. I 
don't know what the hell 'is going on, but: 

a. I requested twenty s~ecific files and only received 
12 .~ I was told they couldn't find the re.st; 

b. I asked for the daily intake logs for the first 
two weeks of July - I was told they were not 
"qui t~ ready". 

The ineffiCiency of the "centralized filing system" is 
affecting my own, work, something I just can't deal with. 
~I've rapped with Bill Mann and he tells me there is 
nothing he can do ab9ut it. I really don't want to 
take this up with Ron, but I will if something isn't done 
about generating the information I need to mobilize resources for the proiect. 
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TO: 

FROM: 

SUBJECT: 

SPLITSVILLE RUNAWAY PROGRAM 

777 7th Street 
Regis, Colorado 11111 

MEMORANDUM 

July 29, 1976 

Ronald Reynolds 

2:.ma Foxxe 

Staggered Hours 

l'lith the traffic problems that t~e ne\<1. str~'p 
mining company has caused in the morn~ngs, ~t m~ght be 
helpful to allow for more flexible wq~king hours for f 
em loyees so that they could take max~mum advantage 0 th~ir schedules and geogrC"phical area. I have begun to 
us; this system in my group and the employees are very l 
satisfied. / \) rk e~.s 

l ~~ .~t-< I qirVt'l 

~~ f''f''t- 0 
l ihis'~ ~ Wet! ' 

wt-t'r. ~w~t/ ~e. 
Y. hl/ (,; ~ 
l' { I nl., 
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FROM: 

SUBJECT: 

SPLITSVILLE RUNAWAY PROGRAM 

777 7th Street 
Regis, Colorado 11111 

MEMORANDUM 

4 August 1976 

Ima Foxxe ~ 

Ronald Reynolds 

Administrative Unit's Hours 

The other day, when you were out sick, a call came in 
from the Regional Office of OYD. I referred the call to 
your unit and nobody (except Bill Mann) was there. He 
obviously could not answer the questions the Regional 
representative had, nor T<1as there anyone he could turn to. 

I can't believe only one person would be in the office 
on time. The call came in at 9:50 a.m. _ a time when 
everyone should be at their desks. 

I expect a respqnse detailing the actions you have taken 
to insure this problem is not repeated. 
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FROM THE DESK OF~ ••••• Bob Carter 

J' _, 
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SYNDICATED RUNAWAY PROJECTS 
434 10th Street~ N. W. 

Wa8hington~ D. C. 20000 

Ju'f,y 19" 1976 

Dea~ Ml':'. Cartel':': 

I was given you name by Ima FoxMe recently. She 
indicated you would h,e ab le to give me some statistics 
on t~e num~er of ~una~ays who have been successfully 
J:leun~ted w~th the~r parents~ As you may know, SRP . 
is interested in such statistics because it intends to 
Orfel':' draft legislation to the Congress sometime in December. 

I.will be in Colorado the week of August 16. In keeping 
w~th. our chartep to help runaway projects such as 
youPs, obtain local matchina monies I wiiz be accom-' 
panied~ on my visit, by Fos1er Rale~gh, head of the 
Commun~ty Chest Foundation, based in your state. PZease 
not~fY me if any time dUl':'ing that week wouZd be con
ven~ent. 

19.8 

COl':'dia Z ly" 

~!ud~ 
Derl':'ick Matthews 
,Dirt?l?t,ar/Public Information 
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TO: 

FROM: 

SUBJECT: 

·~I'~---_--"--

SPLITSVILLE RUNAWAY PROGRAM 

777 7t.h Street 
Regis, Colorado 11111 

MEMORANDUM 

July 14, 1976 

. ;rma' Foxxe 

Ronald Reynolds efL 
Statistical Slmmary Snafu 

Okay, I'm upset. You promised to handle Dr. Reed's 
request but you blew it. I want a detailed explanation 
from you of what went wrong, how it went wrong, and whv 

- - .--=-it went wrong. I expect you to tell, specif1cally, what 
you intend to do to insure it does not happen again. I 
would like that explanation, in writing, by ne~t week~ 

1--; 
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Walter Reed, M.D. 
Regis Hospital Center 
,Regis, Colorado. ~1111 

July 12, 1~76 

Mr. Ronald Reynolds 
Executive Director 
Sp1itsville Runaway Program 
777 7th Street 
Regis, po1orado 11111 

Dear l\on; 

t ' disappointment in r guess I don't h~ve to,repea my 'm June 29th 
not getti~.gtdraftttmh:t.~~~~;:a; i~~q~~~ie!o~~hO~ work its 
letter. J. rus 
way into the semi-annual report. 

Cord;i.al1y, 

uJ~ 
Walter Reed, M. D. 
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UNO DIVERSION PROJECt 
YOUTH PROBATION UNIT 

Colorado State Department of Criminal Justice 
Courthouse Square 

Regis, C~Jorado 11111 
\.,,' 

Ms. Ima Foxxe 
Administrative Officer 
SPLITSVILLE RUNAWAY PROGRAN 
777 7th Street 
Regis, Colorado 11111 

Dear Ms. Foxxe: 

July 30, 1976 

I find it difficult,to deal with an organization in which key 
people do not come to the office at a reasonable time. When we 
entered into a contract with your agency, whereby you would con
duct a survey for us and report on a timely basis, we expected 
a professional attitude, as well as professional work. Your 
reports have been late and, most recently, I have had trouble 
.r.eqchi.n~ anyone other than the intake cleark on most mornings. 

-:;.::;---

When f: have a problem, 1 need an answer right away. If your 
arganizatiQn is not better enuipped to respond with the statistics 
we require and if we are unable to reach the rest of your staff 
with our questions, we will have to seriously consider terminating 
our contract with you at the end of its term. 

I would like to meet with you on Tuesday, August 10th. I will 
be bringing my supervisor, Mr. Spencer Williams, to that 
meettng. . 

" 

cc: Spencer Williams 
RQnald Reynolds 

Sincerely, 

~o 
Frank Links 
Project Director 
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SPLITSVILLE RUNAWAY PROGRAM 

777 7th Street 
Regis, Colorado 111~L 

MEMORANDUf-1 

,'/ 
I, 
I, 

4 August 1976 

TO: ;Ima Foxxe:, 

FROM: Bob Carter \?L,/ 
SUBJECT: Request to Attend a Conference 

eSE, the technical assistance contractors for the State's 
Youth Authority, will be' putting on a training conference 
on records management. The conference is scheduled for 
the entire week of 16 August and it is being held at 
the Percy House Inn in San Francisco. The entire course, 
including loding and meals, will cost only $200. 

r believe it would be a good thing to have Jovita take 
the course as well for she will be playing a key role in 
the development of our new centralized filing system. 
If we have two people attend the conference, they knock 

.off $50 per person, so the total would onry be $300. 
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FROM THE DESK OF •••••• Brenda Littlejohn 
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SPLITSVILLE RUNAWAY PROGRAM 

Travel Authorization Form 

Date: 

Tr aveler : llJ 6 (!a/z.:aJv 

Site to be Visited: O'..e.AC?:, (/~ ,,#/L-fl 

, ~ ma...;LUac..(jie&f 
Reason: cb ct.i:U-;vi fJCff'tcJ..t, t1 G/I.O-~. 
~c~ 

Date Leaving: l( /16/r6 Date Returning: t/cXJ/"l-to ~ 

Cost (if known): (!6Yl..l.hWLCfL p~ /: {J o-(J 

&1:utuLo.... rfJ1- ~:~ ISO I!.-O-dl..-' 

Supervisor Appr;oves: sJ,lQ 10)(1: e-- Da te: ~ . q, I <? Ib 

Director Approves: Date: 
--------~--------- ------------

204 

, 
, " 

" 

SPLITSVILLE RUNAWAY PROGRAM 

'Travel Authorization Form 

Date: . 

Traveler: fo IJita. .. ~ 

Site to be Visited: p~ lJ~ Ltl/'... , 
, ~ T h.a .. ,/\.ci~ )DAI, {J, 11 ~-n ,(,t..Ld. 

• ") ~l 

Reason:loo..~ ~~ U:~.V1.~~e(A.'\Q4 ~e>t.sL~'-C 

Date Leaving: ~-l(o"'1b Date Returning: g .... d.O-=le, 

C; 

Supervisor Approves: Jill}1OctXYe., Date: ~.~ 19:;;6 

Oirector ~pproves: 
Date: ---------------- --------------
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FROM THE DESK OF ••••••. Ka thy Richar,S 
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;rune 29, 1976 

Walter Reed, M. D. ~egi. Hospital Center 
Regis, Colorado lllI~ 

Mr~ Ronald Reynolds 
Executive Director 
Splitsville Runaway Program 
777 7th Street 
Regis, ~olorado 11111 

Dear Ron: 

Please make sure the statistical su~mary, particularly 
the part on the demographic featuies ot runaway youth 
in our community, is ready for inclusion in the semi
annual Runaway Review Report. ! would like to see a draft 
of the report by the 7th of next month in time ~or a majo~ 
speech I have to make on the tenth before the R'btary Club. 
I talked to Bob Carter about it on the golf course last 
week and he indicated there would be no problem getting 
the summary to me on time. 

Cordially, 

{JMl 
Walter Reed, M. D. 

P. S. Please do something about the typing - .the statistical 
. section of the last report was ,full of typos. 
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CX>N:ERNED CITIZENS COALITION FUND 
6301 Wisconsin' street 
POOspoorus, Oklab:ma 75512 

July 19, 1976 

Mr. Ponald Reynolds 
Executive Director 
Splitsville Runaway Program 
777 7th Street 
Regis, Colorado 11111 

Dear Mr. Reyn::>lds: 

~ plan to be available for a meeting with you qn August 17, 
1976 anytime at your ?Onvenience. . 

I regret having tinle only on that day but there are a great, 
'rrany organizations we will be meeting with during the next fEM 
nonths as the availability o£ camnunityaction funds increases. 

"I look fo:rward to hearing from you as soon as }';X)ssihle so that 
we may arrange a time for our l'neeting. Please forward any 
information you ne.y have aOOut the incidence of "nmning away" 
in your ccmmmity, as well as any other pertinent facts you 
may haVe. ~;; 

Sincerely, 

&J'w-J~ft 
Godfrey Gables 
:E\mding Director 
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TO: 

FROM: 

SPLITS VILLE HUNA~~AY PROGRl'.!oi, 

777 7th street 
Regis, Cclorado 11111 

MEHORA.NDUM 

Ima Foxxe ~ 

Gerald Dodge ({P 

August 6, 1976 

At 4:00 p.m., I received a call from Mrs. Ruth Nailer, 
the mother of Nancy Nailer, one of our recent kids. 
Mr. Nailer, as you no doubt know has been (and still 
is) one of our biggest contributors. Ne won him over 
three years ago after his eldest son split. Before 
that he was one of our most vocal critics. Since that 
time, he has personally raised, or contributed, over 
$20,000 per year. 

All, this backgrouhd to tell you Mrs. Nailer.'was not 
pleased when she called. She called the House, said she 
wanted to speak t.o the person in charge and, when I'was 
unable to reach Pat, agreed, relunctantly, to talk with 
me. 

~~s. Nailer was volunteering as a receotionist at the 
Holy FamilY Church last Friday \',hen ,someone identified 
himself as a records specialist from our program and 
asked for some of 'her time to fill out some forms. Ac
cording to r.1rs. Nailer, he \V'as rude and abusive when she 

. informed him she could not spare 'the time but would be 
willing to meet him at her house when her husband was 
hc:>me. He is al~e~ged to have told her she was "f---up" 
~~s schedule ana. ~f she ',.,'ould not take the time, il'llr.\edia tely, 
ne would not follo\'1 up, he would rather toss away ~'-1e £.i,.le. 
He was so vocal~ according to Mrs. Nailer, that he created 
quite a scene in the church. ' 

l·1rs. Nailer wants an explanation and an apology from us 
immedia tely. I expl'ained 1'0ur si tua tien and told her tha t 
you are not due back until next week. She said if she 
doesn't hear from you the first thing Monday morning, she 
~s going tc report the incident to i~r husband and our .' 
Board of Directors. She insisted that if the matter is 
not cleared up, she will see to it that her husband does no 
more fund raising for the program. 

I don't know what ,to tell you, but I think you ought. 
to check into it before ROll hears about it. Bv the 
way, she said it \<'"<.1:; obvious that the man had been 
drinking. From the description she gave, I believe 
it was Bob C~rter , 
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In-Basket Self-Evaluation Form 
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In-Bask~t SeZf-EvaZuation Fo~m 

Circle the number (lor 5) of the descriptive statements 
~, that best describes your performance. .If you wish, you 

may assign yourself a rating (2, 3 o~4) and write a 
brief description of your performanc~; •. 

App~oaah to In-Basket (PZanning and Opganizing) 

1 Reviewed all material: recognized time constraints 
and set priori ties; made appropriate. notes on 
calendar, met deadlines, harl~led time conflicts. 

5 

other 

Started without a plan, handled things as they 
appeared; did not use. calendar; had to go back 
and mak~ changes as later items came up; did not 
finish in time. 

--~-------------~----------------------~'''~--------------. 

Dil~eai;ing and (Jon tpo Z 1Ang Funations (Leadepship) 

1 

5 

other 

Clearly took charge; delegated assignments to 
others; set up meetings with staffi,made necessary 
d.~lsions; set up processes so I could monitor 
what was happening and take necessary action when 
I returned. 

Tried not. to rock t~e boC!,t; went along with 
decisions of othirs; took a walt-and-se~ approach; 
would not know what had happ~ned in my absence. 

II 
-----------------lj 

JI 

j/ 
;}' 

II 

--------------------.~ .:,. 
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ProbZem SoZving Functions (Perception and Decision 
Making) 

1 Use~ organization charts, budget data, and insights 
about various staff members to get broad-based 
understanding of the organization and its problems. 
Recognized the most pressing problems and acted 
to'resolve them. Asked for data needed to make 
appropriate decisions. 

5 Missed much of the data and its implications. 

Other 

Spent time trying to put out fires rather than 
getting a good feel for the real problems. Left 
pressing problems hanging with no real solutions 
until my return. 

InterpersonaZ Factors (Sensitivity and FZexibiZity) 

1 

5 

Other 

Constantly awaxe of impact qf my actions and 
decisions on others. S9licited their input 
until I could check things out for myself. 
Usep various approaches dependingoh who was 
invqlve~ and the nature of the situation. 

Was ~ithe;J:' too harsh or too e·a~Y; definitely 
made personal judgements about people and acted 
accordingly. Focused on getting the job done 
with little consideration of the people involved. 

--------------~-------------------------------------------

-----~------------------·------------------ilr_ 
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In-Basket Discussi~n Questions 

1. What have you learned from 
Your m this exercise about anagement ability? 

\1 

How would yop transfer what 
to your real job ~ituation? you have learned back 
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ANNOTATED BIBLIOGRAPHY 

MANAGEMENT - GENERAL 

Drucker, Pete~ F., Management: Tasks, Responsibilities 
and Practices, Harper & Row, New York, 1974. 

An interesting book that offers insight from one 
of the most respected management writers in modern times. 
Although highly philosophical in tone, th~re ~re some 
very good discussions on management by obJect~ves and 
the development of organizational strategies. 

Kootnz, Harold and O'Donnell, Cyril, Principles of 
Management: An Analysis of Managerial Functions, 
Fourth Ed., McGraw-Hill, New York, 1968. 

A ~lassic gradua~e-level management text. Planning, 
organizing, staffing, directing and oontrolling ar~ treated 
separately, in great detail, giving the reader an ~n-. 
depth explanation of principles, techniques and pract~ces. 
A great state-of-the-art book. Particularly i~portant 
for runaway projects are the sections on plann~ng and 
organizing. 

PLANNING 

Bard Ray· Lauderdale, Michael, L., and Peterson, James, 
'H. ,'Planning for Change, ~ducation! Training and 
Research Sciences Corporat~on, Wash~ngton, D. C. 
1971. 

One of the few books written expressly for social 
services pxograms, it emphasizes plann~ng as ~n acti~ity 
that strengthens service delivery. Wr~tten s~mply, ~t ~s 
filled with examples of planning models, instruments 
and step-by-step instructions. 

U. S. Department of Health, Education, and Welfare. 
"Operational Planning System Handbook," 1974. 

One of several good publications on OPS published 
by DHEW. This booklet describes the philosophy, process 
and evaluation of this form of MBO. 
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ORGANIZING 

Barnard, ,Chester I., The Functions of the Executive, 
Harvard Universit.y Pres,s, Massachusetts, 1938. 

Well worth the trip to the library to get this one! 
From the author renowned for his works on organizational 
theory, this early writing is heavily skewed toward 
economic organizations but has some interesting applications 
for runaway projects. 

MANAGEMENT BY OBJECTIVES 

Bell, Terrel H., A Performance Accountability System for 
School Administrators, Parker-Publishing Co., 19~ 

This book has been sele~ted for inclusion in this 
bibliog'raphy because it clearly lays out MBO in a "13-step" 
method., Profusely (and sometimes, tediously) laden with 
examp.les, this book is an excellent "starter" for those 
interested in a practical guide for MBO programming. 

National Industrial Conference Board, Managing By _ and 
With - Objectives, Personnel Policy, No. 212, New
York, 1970. 

An excellent (and expensive) monograph, fiiled with 
case studies on how industrial giants sought to implement 
MBO programs. The charts alone are worth it! 

Wilson, Vivian, Setting Precise Performance Objectives, 
Brandon Systems Press, 1969. 

Although this book does not deal with MBO, it 
does offer, in a programmed instructional format, excellent 
practice in writing objectives. A good companion to the 
Bell book. 

Strategies for Problem Solving, 1970. 

A practical guide to problem solving in the sa.me 
progr~mmed instructional format as above. Also good for 
use w~th Bell's Performal1ce Accountability book cited 
earlier. 
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STAFF DEVELOPME~~ 

National Industrial Conference Board. Behavioral 
Science: Concepts and Management Applicatio~. 
Personnel Policy, NO:-2l6, New York, 1970. 

Very good discussion on the contributions made 
by behavioral scientists to the field of management. 
Runaway projects may enjoy the section on "The Managerial 
Grid. " 

Job Design for Motivation. Conference Board Report, 
No. 515, New York; 1971. 

"Burn-out" a problem? Check this book out. It 
discusses job rotation, job enlarg'ement, job enrich~ent, 
work simplificat.ion and other techniques for enhanc~ng 
work situations. 
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PLANNING 

Planning is a dynamic process that must invol:ve as 
many significant elements of the community as possible. 
The question of how one determines the concern of 
policymakers. in the community, marshals the support 
of the community, and coordinates the implementation 
of derived plans, forms the basis for the following 
article by Geoffrey Birnbaum. 

Mr. Birnbaum is the Coordinator of runaway youth 
services for the Youth Development Bureau of the state 
of Montana. This Bureau has evolved a unique strategy 
for serving youth in rural, low-density locales. Their 
strategy (which we believe has national implications) 
is the r~sult of years of experimentation and study. 
The article reflects the perspective of the project 
as it attempts to combine the concern of their host, 
communities with the need to serve youth on the run • 

•..• The Editors 
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CONCERN: A MUST IN HUMAN SERVICES PLANNING 

Geoffrey L. Birnbaum 

Community Conoern in the PZanning Proaess 

In human services, planning begins with concern. For 
runaway youth, Congress began with the concern that: 

The number of juveniles who 
leave and remain away from 
home without parental permission 
has increased to alarming proportions, 
creating a substantial law enforce
ment problem for the co~unities 
inundated, and significantly en
dangering the young people who 
are without resources and live on 
the street ..•. 

Planning is not neutral, at least not in social services· 
programs, especially where youth i~ n~ed a:e at stake. 
Planning must start with concern; 1t 1S t~lS concern that 
sets the perimeter within which the plann7ng process o~curs. 
The planning process itself should b~ ~at10nal and des~gned 
to 'yield a course of acti~n t~at efflclen~ly, yet senSl
tively, deals with the Ob]ect1ves of servlng youth. 

For a runaway project to exist in a community environment, 
it must tap, or create,c0ncern within 'its hos~ community. 
This means the policy makers, elected or appolnted to 
represent an identifiable constituency, ~ust b~ aware, . 
interested, and concerned enough to commlt thelr talents 
and resources to s'erving the same goals a~ the runaway 
project. If these policy makers (mayors, county managers, 
school board members, united Way chairpersons, etc.) do 
not evidence the same type of concern about the problem 
in their midst,' one may assume the community they repre
sent is likewise apathetic (or simply does not have enough 
information upon which to base their concern). 
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It is 'important that communi ties ur·lderstand the issues 
surrounding runaway youth. They 5hould not fall prey 
to the "what-do-you-g et-money-for<-Sb-I-cf.in-Plan_to_apP1Y_ 
for-it" syndrome, This helps no one. 

The resources of a community can only be marshalled for 
planning and operational support if the issues are well 
understood and there is a cOIT@itment to do something 
abo~t the concerns that arise from the issues. Runaway 
proJects must act as the catalyst for concern. 

Once the community accedes to the specific concerns 
surrounding the runaway "problem," it is proper to pull 
it into the planning process! which shall plot what should 
be done, what goals should be set, and how they are to be 
achieved. This amounts to a statement, or statements, 
on what the community wants to do about the concerns 
they have. We have now entered a process of setting 
goals or outputs for the system we are to design. 

Concerns and goals rarely change; these are the only 
two aspects of the process that shopld not. We may 
become happier with the results, but we maintain our 
concerns. Elimination of the problem limits our concern 
to a maintenance of effort rather than a developmental 
strategy. But even a maintenance of effort requires 
constant review, otherwise the dynamic of planning is 
stilted by tunnel vision which. ignores changes in the 
world. 

From this point, planning should be viewed as a dynamic 
process: nothing suggested should be considered the only 
way to achieve the desired result. The reader's own 
experiences should be incorporated into the general dis
cussion of decision making and strategy designing that 
follows. 

The Dynamics of PZanning 

We are concerned here with two types of planning: 
management planning, and staff planning. Another name 
for management planning is impact planning. Another 
name for staff p1annirg is process planning. Management 
will be planning for direction and results. Staff will 
be deciding the way to get those results. When we" speak 
of a process, we refer to "profei:1>sional" decisions about 
services. 
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Management is represented in runaway youth services as 
a balance bet\.;teen administration and directing board. 
Management planning contains three phases or stages: 
(1) establish objectives; (2) direct the accomplishment 
of these objectives; 'and (3) measure the results. 

In order to establish objectives, nlanagement must collect 
information relative to their concern. Some sources of 
info~mation include information systems i consumers, service 
prov~ders, and policymakers. Although it will not always 
be possible tc;> obtain data or information from each of . 
these sources, one must at least be aware of their exis
tence and attempt to solicit from them. 

There are many ways to.obtain information. The purpose 
of this "input" process is to enable management to collect 
outside objective and subjective information relative to 
the concern. This will, hopefully, make the planning 
process more inclusive and insure a more open approach 
to decision making. What information is obtained and 
how much you get is based upon the perimeterl~ of concern 
you set, the money available, and the time restraints. 

Hard data serve to profile the run,:1way youth and the 
environment in which she/he developed. The former is 
gotten through runaway-related data, the latter from 
background data. What form these data take is only 
limited by the imagination of the researcher or planner. 
Most of the hard data are available through existing 
state, federal or local information systems. If the in
formation does not alrea6y exist, the process of retrieving it 
can ~e quite costly and time consuming. Questioning 
serv~ce providers and getting their estimations of 
;~e,da~a not available oftentimes serves as a reasonably 
~nter~m stop-gap" source. For future planning, efforts 

should be generated at upgrading existing, or developing 
appropriate information systems. One other important ' 
step in data collection is to insure that the data are 
accurate. Verifying data is important because you will 
b? ~aking pro~ections from this data and multiplying any 
m~s'Cake only ~ncreases the amount of error. 

All of the information above is useful, but we are 
intere~ted in measuring community ~oncern. The opinion 
of pol~cyrnakers was covered by ask~ng them ~bout their 
concerns. It is important to keep policymakers out of 
the realm of process decisions. Their chore is to set 
priorities, establish concerns, and determine direction 
and results. They should leave service providers (their 
community's professionals), the task of deciding methods. 
Later, these service providers will be asked to be 
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account~ble to the results, and it is there that their 
process will be reviewed. The only review of process 
should be in terms of cost and if people are willing to 
put up wi~h the process to get the results. (You can 
build a fence around your community to prevent runaways ... ) 
Are people willing to accept the costs, in money and in 
human effort " to accomplish the resul ts? 

Consumers, as well, should be asked about their concern. 
This can be done through community survey mechanisms. 
It is a good idea (if yqu are to do this often), to find 
other interested agencies and set up a permanent survey 
mechanism, perhaps through motor vehicle, county treasurer, 
local university, or school district. 

Service providers also have opinions, ~nd these should 
be taken into account in setting objectives. Literature 
searches are a quick and eas~ way to get ~ picture of the 
"state of the art." It can point to contemporary 'trends 
in the alternative (in this case, services) fields. It 
points to successful projects and painfully unravels sad, 
short histories. 

Research is an indepth look for verification or rejection 
of certain assumptions. It can also be used to establish 
baseline data or establish cause and effect. It can do 
anything you might want it to do.· Possible pr~jects include 
a study of self-reported runaway incidents, a study of 
cause, a profile, etc. Much research has alreadY,been 
done, or you can bootleg it by attaching your questions 
to a broader topic. 

After gathering the appropriate information, the planner 
needs to further identify the problem and analyze it. 
This would eventually look something like a "shopping 
list" of the generalized needs of runaway youth. These 
needs would then be set against what is already available. 
A resource inventory should be compiled, or-pulled out of 
an existing inventory, regarding just what is available 
for the runaway youth. 

It is important, at this point, to identify what part 
of the total youth serving system touches on the runaway 
youth. Depending upon your local system, this might . . . 
include: law enforcement, detention, shelter care fac~l~t~es, 
health services, intake services, etc. What is important is 
to glean what types and amounts of services are available. 
It is also important to look at the process that runaway 
youth take through your local systefu. If intervention is 
to be a result of your project, knowledge of the process 
is essential. A leok at local agency policies, practices, 
and procedures will be enlightening and might 
suggest some additional strategies. 
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The planning hOW returns to the board or policymakers 
for formulation of 'the plan. This process entails taking 
the concern; adding to that a clearer picture of the 
problems; looking at.ways other groups have approached 
similar problems; looking at what resources are already 
available; and deciding what to do about it. Results 
Management, a text written and published by Applied 
Management Corporation, defines objectives as "a 
definition of results that a program plan is intended 
to accomplish." It further defines program output as 
"in terms of objectives, measurable in qualitative and/or 
quantitative terms." Possible measurements can include 
quality, quantity, time and cost. 

The concern and desired result set by policymakers, at 
whatever level, serve as goals. (Results Management ... 
"a goal is a desired state of affairs that is timeless, 
in t.hat, as achievement approaches, goals tend to be 
restated.") We are speaking in terms of higher manage
ment when we, refer to policymakers in goal setting. 

The objective, then, establishes what you intend to 
do about your concern within a specified length of t~me. 

Now comes staff or process planning. They are to respond 
to the objectives set by management. If possible, it is 
good to involve other providers within this "ad-hoc 
sub-system for runaway youth" you defined earlier, and 
get them to commit themselves to the results being demanded 
of the process. Unless your project is totally responsible 
for the runaway problem, it will be difficult to attain 
many far reaching effects without other involvement. Tasks 
are assigned and commitments obtained. Responsibility 
is accepted and measures are adopted. It is now time 
for implementati.on. 

Management, through administration, implements or directs 
the attaintment of objectives. Performances by service 
providers are monitored by a performance evaluation system. 
Are they accomplishing tasks? Are they on schedule? This 
is the true organizational development aspect of the manage
ment cycle. People are evaluated in order to make them 
more effective, and this in turn, furthers the 
efforts of the organization or system. 

At some point in the cycle, evaluation or measurement 
of results begins. This measure of qualitative and 
quantitative success or failure then becomes part of 
the information bank. And the cycle begins again. Goals 
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are raised, objectives ext' d d 
new commitments and workinen e" ~etho~s redeveloped, 
Planning has effectively b g relatl0nsh~ps establiShed. 
can haVe a far greater pos~~~me p~~t of the servi~e and 
results. .~ve a ect on accomplJ.shing 

What,has just been laid out is a plan' 
are four large questions th t n~ng process. There 
planning. One h b a, can never be ignored in 
other three havea~o een,pa:t7ally answered here. The 
when answered establ~eh~nd~v~duallY answered. "Why?" 
The "Why?" f ~s es a concern and a direction' 

. • 0 runaway youth' . ' 
mission and defines th 'hserv~ces establishes ~ 
(and we have started t~ ~~g t to exist. "What?~ asks 
elements to establish a p~swe~ that ~ere) the necessary 
responsibility for the var~n or act~on. "Who?" asks for 
and tasks of planning. "HO~~: !~~es, ph~ses! processes 
and asks for a definit~on of" t s how ~t wll1 all happen 

.... s ructure. 

Planning never ends It is ' 
cycle. It should b~ able t abdyn~~~c existing on a 
change and should never 5e 0 e a Justed to tit any 
It should be rational. Itrv~ t~dsblow,the s¥stem down. 
of all, it should . s s ou e ~nclus~ve. Most 
bl erve to make a syst a .e, more effective and b tt em more account-

, e er understood. 
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FINANCIAL MANAGEHENT 

The following section is intended to provide general 
guidance in the specific areas of financial and ~ 
administrative management, which will assist grantees 
in improving the internal administration of their 
programs. It is by no means all-inclusive or compre
hens,ive, but rather a simple restatement of basic 
principles in the context of,the OYD Youth Runaway 
Programs. 

The inform~tion contained herein was prepared by 
Charles W.G. Walker, Director, Financial Management 
Systems, Educational Systems corpcration, Washington, 
D.C. 

•••• The Editors 
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FINANCIAL MANAGEMENT 

Oha~tes W.G. Watke~ 

Int~oduction 

Too often, financial and administrative practices are 
considered only the "business" aspects of operations 
and their real importance in attaining program goals 
is minimized. The overall finanoial system is a 
valuable means of generating information for making IJ 

managerial decisions. 

The following discussion provides some financial manage
ment guid'elines which will assist grantees in improving 
the internal administration of their programs. 

Accounting Sy~tems 

The ultimate purpo~e of an accounting system is to record 
information for the prompt preparation of financial 
statements and reports which clear~y disclose all signi
ficant financial facts about grantee operations and 
acttvities. The accounting system is the tool used by 
man'stnment to plan, control, and appraise operating 
perr'o::h'!lance. It is also the means to determine compliance 
wi ~tl.,>the fiscal requirements of the grant. It follows 
thli)} that the system need not be any more sophisticated 
than to meet these basic standards. Accounting pro
cedures may range fr(:>m manual bookkeeping, through 
mechanization by devices and machines, to 6omputerization. 
So long as it satisfies the minimum requirements for 
effective financial control, each grantee should adopt 
an accounting system to meet its own particular need~. 

iVen for a very small grantee, it is especially desirable 
that a complete accounting capability exist "i~-house." 
Reliance upon an outside bookkeeping service often 
mitigates against the timely availability of financial 
data and records. Using the grantees' independent 
auditor to periodically close books and render statements 
is also undesirable. Having the same party involved in 
both the accounting and audit functions may be construed 
as a conflict-of-interes~ situation. 

II 
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project Directors must insist upon the complete accQunt-. 
ing cycle being completed, i.e., the provision .of 
financial statements and,reports. It is.suggested that 
a quar.terly "balance sheet" and "income and expense 
statement," similar to commercial reporting, be pre
pared. In grant accounting, they will normally be 
titled, "statement of Assets, Liabilities and Fund 
Balance," and "Statement of Revenues and Expenditures." 
On a monthly basis, a "Budget Status Report" should be 
required. It is extremely important that frequent 
comparisons by made between actual expenditures and 
budget authorizations, since grantee expenditures are 
restricted, within certain limitations, to amounts 
approved by program account and by o~ject. This sur
veillance will detect any deviation from the approved 
financial plan which might necessitate a change in 
expenditure rate, or a budget'revision, transfer or 
amendment. 

Internal control, in principle, is a plan of organiza
tion under which employees' duties are so arranged and 
records and procedures are so designed as to mak.e it 
possible to exercise effective accounting control over 
~ssets,liabilities, resources and expenditures. Its 
purpose is to protect the grantee's money and other 
assets against remployee error or dishonesty. Complete 
control of a sequence of related functions by one 
individual presents opportunities for compromise. 
Therefore, work should be separated ~o that no one 
employee performs a complete cycle of operations. 

Proper separation of duties and responsibilities should 
result in the creation of a chain of documentary 
evidence consisting of written approvals by.key 
officia~s, for each transaction. For example, with a 
small grantee, the director may authorize purchases, 
the bookkeeper processes invoices for payment, and the 
treasurer signs the checks. The basis of strong 
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internal control lies in the separation of operating 
responsibil~ties including the acquisition; custody, 
and disposition of assets, from the accounting re
sponsibility of recording and posting transactions. 

Mc?,;lY common business practices are not considered 
related to internal control. However, the prenumber
ing of requisition forms, purchase orders, checks, 
receipt forms, and ottler documents, is a measure 
designed essentially to point up a missing document. 
Any technique or procedure which will provide for 
"checks and balances" should be exolored. .a: 

PersonneZ PoZiaies and Reaord9 

An effective personnel administration program requires 
the publication and distribution of approved personnel 
policies and procedures. Their coverage should be 
broad enough to provide for the resolution of any per
sonnel-related problems that can be anticipated. 
However, priority attention needs to b~ given to those 
which have an impact on financial management. Per
sonnel policies which govern job descriptionq, salary 
scales, hours of employment, holidays, pay-periods, 
methods of payment, termination, travel, leave, and 
all other employee benefits, have a direct monetary 
~ffect. Since the major portion of grantee expenses 
1S f~r per~onnel to carry out the programs, careful 
cons1derat1on of these matters is of paramount 
importance. 

The maintenance of adequate personnel records also 
has immediate fiscal repercussions. All personnel 
transactions, from employment through termination, 
must be fully documented in order that the accounting 
system be complete. Pay-roll and associated records 
are essential in establishing entitlement and such 
matters as tax liability and withholding. The in
dividual jacket files'must contain the primary source 
documents for all personnel actions. Such records as 
Application for Employment, Notice of Appointment, 
Job Description, Personnel Action Notice, and Performance 
Evaluation all have a direct relationship to salary 
levels and administration. 
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Wage and SaZary Administratio~ 

A great diversity in 1nterpretation and implementation 
exists among grantees in the matter of wage and salary 
administration. The statutory provisions are rather 
clear and simple: persons shall not receive compensa
tion at a rate which is in excess of the average rate 
paid in the area to persons providing substantially 
comparable services, nor less than the federal 
minimum wage rate. 

Procurement 

Strong procurement methods, procedures, and controls 
are vital to a sound grantee accounting system. The 
procurement of goods involves three major phases -
requisitioning, ordering and receiving. The procure
ment of space or equipment on a rental basis is 
sim~lar but usually involves an agreement covering a 
per~od of time. The procurement of contractual ser
vices may involve either a short or continuing period 
of time. All procurement, however, are similar in 
that the initial agreement or order must be properly 
authorized and processed. To provide the desirable 
central administration of purchasing, one person 
should be responsible for ordering on the basis of 
requests from operational elements. 

The requisition formin~tiates the procurement
expenditure transaction. It is directed to the person 
responsible for ordering, and furnishes information 
as to what is wanted and when. It triggers the issuance 
of a purchase order to the vendor to make delivery. A 
combination purchase requisition and purchase order on 
one form which performs both functions may be used. 
Such forms should be prenumbered for control anc 
identification. The requisitioner should retain a 
copy of his/her requisition and receive a copy of the 
purchase order, thereby notifying him/her that the 
order has been placed. The original purchase order, 
of course, goes to the vendor with a copy to accounting 
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personnel to be matched with an attached to the 
vendor's invoice. Another copy should be used,as a 
receiving report, then forwarded to accounting for 
matching with the invoice and duplicate; together 
they make up the expenditure transaction file and will 
support disbursement when verified and approved. Small 
grantees may modify these procedures for simplicity. 
However, there must be documentation of the requisi
tioning/ordering and receiving processes. 

Property and SuppZy Management 

Grantees are resp<;msible for the' management, control, 
and use of property, and the maintenance of necessary 
records on all accountable personal property. Per
sonal property may be classified as expendable pro
perty and non-expendable property. Expendab~e 
property usually consists of supplies and materials 
or that property which is consumed when used, or has 
a utilization life of less than one year. Non
expendable property, or that property having a ser
vice life in excess of one year, will be capitalized 
when the unit cost is $100 or more, or when the unit 
cost value is less than $100 if the quantity and 
utilization of the items (desks, office machines, 
etc.), make it desirable to exercise control over the 
property. Capitalized non-expendable property should 
be posted to the property ledger and a record carf 
prepared with information regarding description, 
serial number, cost, ownership, location, etc., for 
each item. 

Physical inventory taking, and the reconciliation of 
inventory res~lts with the property record cards, 
must be performed at least annually prior to ,grant 
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refunding., Inventory forms should be completed by 
the person taking the physical inventory. Generally, 
this person, should not be the individual who has the 
responsibility for the property record cards or the 
individua~ 'responsible for the custody of property. 
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,ASSESSMENT GUIDE 

'rhe following section, also contr:j;/buted by Charles 
Walker, contains a recommended financial/management 
assessment guide for small federal grants. It is 
intended to be used as a management tool to measure 
the adequacy of the financial/management records 
maintained by the grantee. ' 

e, ••• The Editors 
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Yes 

f ( 

No N/A 

Reconunel,1ded Program Assessment Guide 

1. Administration 

A. General 

a. Staffing 

1. Are all staf~.positions filled? 

2. A:r;e thi-lZ~_) formalized hiring and staffing 
procedu,.;:L'~ for the grantee? 

:' ' 
)" 1, 

3. Do job:!;\;l'~scriptions exist for key staff? 

4. Does the project director have a copy of the 
grant and/or all the modifications on file? 

b •. Goals 

1. Are key staff aware of the program goals 
and standards''? 

2. Are established goals. and standards being 
met? 

3. Where goals and standards are not being met, 
has definite corrective action been taken? 

c. Reporting 

1. Are required OYD reports submitted in a timely 
and accurate manner? 

2. Does the reporting syste~ pe~it monthly 
analysis of operational and output statistics 
for the project? 

3. Does it permit comparison of the performance 
against the plan? 

4. Has the grantee established an adequate 
internal system for ;ollection of information? 

5. Does the project maintain a cu:-rent file of 
pertinent HEW/OYD directives and manuals? 
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d. Particip~nt Records 
! 

1., Do.es the .grantee maintain an individual folder 
f~r each participant in. the program? 

2. If so, does it contain a complete enrollment 
form containing personal identifying information, 
residence, poverty level, 'bYD status, etc.? 

3. pees the grantee maintain records of: 

a. Total number of persons served since start 
of Program Year? 

b. Total nUinber of per,sons presently active 
in program? 

B. L~ Management 

The Department is responsible for insuring only those 
standards for financial management systems specifically 
provided for in FMC circular 74-7 and the DHEW regulations 
covering the Administration of Grants (Federal Register, 
VolUIr!7 38, Number 181, Part II dated 9/19/73). However_, 
the federal representative is encouraged to make sug
g7stio~s and assist grantees in establishing or improving 
f1nanc1al management syst.ems ;.;hen such assistance is 
needed or requested. 

1. Is the accounting maintained by: 

a. Hand posted records? 

b. Bookkeeping machines? 

c. Computerized records? 

2. Does the accounting system identify the receipt 
and disbursement of funds separately for each 
grant or funding source? 

3. Does the accounting system provide for adequate 
budgetary control to preclude incurring obligatiur. 
fn excess of total funds available or other grant 
restrictions? 

4. Arc expenditu~es reco~dcd i~ acco~cance with the 
the budget ."line-items in the grant? 
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5. Does the accounting system provide adequate 
information to permit the grantee to meet the 
financial reporting requirements prescribed in 
the OYD regulations? 

6. Are the accounting records maintained in ink 
with a chart of accounts based on the grant 
budget - monthly cumulative and balance? 

7. Does the grantee have supporting documentation 
for every expenditure made with OYD funds? 

B.' Are funds deposited in a bank with FDIC 
coverage? 

9. Are all check signers covered by fidelity bond? 
(Blanket bond covering all staff involved in 
aocounting or check signing up to $25~OOO 
or 1/12th of grant whichever is the smaller.) 

10. Do checks require more than one signatUre? 

11. Are approvals by responsible persons required 
before checks are drawn? 

12. Does the person signing the checks examine the 
supporting documents immediately prior to 
signature to assure accuracy and validity of 
payment? 

13. Is the signing of checks in advance of their 
being completely filled out prohibited? 

14. 1S ~ne supply' or unused checks adequately 
safeguarded? 

15. Are checks prenuwbered? 

16. Are spoiled and voided checks completely 
accounted for? 

17. Are bank statement reconciliations performed 
immediately after receiving this information 
from the bank? 

lB. Is the bank reconciliation performed by a person 
who does not sign checks, handle or record 
cash in? 

19. Except for petty cash expenditures, are other 
disbursements made by cash? 
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20. Does the grantee have a Petty Cash Fund? 

21. Are all petty cash funds on an imprest 
basis? (Cash on-hand plus outstanding 
vouchers is equal to a fixed number of 
dollars.) , 

22. Is the replenishment approved by a person 
other than the custodian upon inspection of 
the vouchers? 

23. Are vouchers effectively cancelled at time 
of replenishment? 

24. 

25. 

Are suprise cash counts made by employees 
other than the custodian? 

Are written authorizations required for all: 

a. Employees added to payroll? 

b. Chfu.ges in rate of pay? 

c. Employees taken off the payroll? 

26. Are time and attendance records used in the 
preparation of the payroll? 

27 Ar.e time and attendance forms required to 
be sign~d by the employee and supervisor? 

2B. Are payrolls approve4 by an authorized 
person? 

29. Are individual earnings records maintained for 
each employee showing total earnings, deductions, 
and net pay for each employee per pay period? 

30. 

31 .• 

Are all Federal and State payroll tax returns 
filed and current? 

Are regular deposits made of federal payroll 
tal .. es as required by IRS? 
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Personnel 

1. Does the grantee have an established annual 
and sick leave policy? 

2. Do the leave regulations apply to all personnel? 

3. Are leave records maintained for each employee? 

4. Are employees covered by FICA? 

S. Are employees covered under Workmen's 
Compensation? 

6. Are employers covered under State Unemployment 
Compensation? 

7. Are Personnel Files kept confidential? Under 
lock and key? 

8. Has the grantee established personnel policies? 

9. Is the staff aware of personnel policies? Have 
they been given a copy? 

10. Are there job descriptions and do they provide: 

a. 

b. 

A general statement of the role of the 
position holder? 

Det~iled listings of specific duties, 
responsibility and authority? 

c. A clear reporting responsibility? 

d. Qualifications required? 

11. How complete and up·-to-date are the grantee's 
personnel records? Do they contain the following 
information: 

a. Record of personnel criteria? 

b. Letter of appointment? 

c. Job description? 

d. Reference check? 
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e. Application? 

f. Personnel Action Notice? 

g. Authorization for pay increases or 
promotion? 

h. Staff training records? 

i. Leave recorqs? 

j. W-2? 

k. Verification of previous employment? 

l. Verification of previous salary? 

m. Evaluations? 

n. Disciplinary actions? 

o. Letters of appreciation/commendation? 

c. Propert~ t<ianagement 

L Does the gran'cee adhere to the procurement 
. standards in attachment 0 of FMC 74-7? 

2. Are leases on file for all property rented? 

3. Is -the documentation of purchase transactions 
sufficiently complete to assure that goods 
or services received correspond with order 
placed and expenditures made? 

4. Is the government property correctly 
identified? 

5. Are proper records set-up to aw~ount for 
the use of government property? 
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e. 

Travel 

1. Does the grantee hav·e formal writ~rn travel 
policies? 

. (( . 
2. Do travel regulations or polic1es ~equ1re: 

\\ 

a. travel authorization prior to tra~el? 

h.l receipts for meals and lodging? 

c. odometer readings for mil~age? 

3. Is per diem paid in lieu of expenses? 

Insurance 

1. boes insurance coverage l?rovid~~ for: 

a. Public liability? 

h. Fire? 

c. Theft? 

f. Nepotism 

Has the grantee hired or permitted the hiring 
of any person who is a member of the immediate 
family of any pel':son employed by the' grantee 
in an administrative capacity? 

Additional Comments: 
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EVALUATIONc 

In the management scheme of things, evaluation is a 
critical component. Essentiully a control device, a 
substantive evaluation provides managers with timely 
information on the progress of the organization (and 
its various subsystems) toward predetermined goals. 

Despite this rather obvious benefit, too often people 
in the social services are suspicious of the intent, 
the pro( .. ~ess and even the results of evalua'tions. . 
stories abound about hevaluators" and the untruths 
they spread. Who can truly evaluate the spirit of a 
runaway project? What type of. evaluation ins'l::rument 

o 

can ferret out the intangibles inherent in organizational 
or staff development? In short, why bother with 
evaluations if the staff is doin9 its job, the project 
seems on-target and the kids seem happy? . 

Elaine Duxbury responds to these and other ques~ions 
with an insightful article on the benefits of well
planned and executed evaluations. In the process of 
de-mystifying ,some of the old myths surrounding eval
uations, she offers some practical guidance on how 
runaway projects can structure assessments that will 
yield the type of data necessary to improve services. 

•••• The Edi tVJ; s 
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EVALUATION 

INFORMATION FOR IMPROVING RUNAWAY YOUTH PROGRAMS 

EZaine Du:r.bury 

PGople working in runaway youth,programs and,other :?cial 
programs often think o~ evaluat~on .ilS someth~ng mys ... J.fy-
ing or threatening. It needn't be. ~.' 

Evaluation can provide information for action. In 
this sense, information from evaluation can be power -
power to improve runaway youth programs, for example. 

Evaluation means many things to dfferent people. In 
this paper, evaluation is defined aS,the process of , 
determining the efficiency or,e~fectJ.veness o~ someth~ng 
for the purpose of making decJ.s~ons. Evalllat~on refers 
to making judgments - making them as accurately and 
objectively as possible • 

Efficiency refers to hoW many, how mu~h, how quickly. 
Effectiveness refers to how successfully or hoW well. 

Nhy evaluate a runaway YO~lth p~ogram?, When a program's 
staff is dealing with human cr~ses, w~th young peo~le 
who are hurting and parents who are Upset, evaluat~on 
may seem like a low pri.ority. BU~, evaluating a program 
can lead to providing better serv~ces for young people 
in your community. 

For example, program staff so:m~times wonder, "Are w~. , 
doing any good?" Evaluation, based on goal~ and ob~ect~ves 
reflecting their values, can help answer th~s questJ.on. 

All too often the question, "Why evaluate?" is not 
specifically asked or answered. ~et, a clear an~wer to 
this question sets the framework for the evalu~t~on 
design and the kinds of information to be obta~ned from 
the evaluation. 

Specific answers to three questions will help program 
s.taff decide why (and whether and eventually how) to 
evaluate th~.ir runaway youth program. These three 
questions are: 

240 . 

/) 

.. , 
.-

, 

, 
" 

/ 

If you were to evaluate your runaway youth program 
who would be .the primary user or Users of this ' 
evaluation? (Staff? Funding source? Community? 
Others?) 

What information would the user need from the 
evaluation? (What kinds? How accurate? How 
objective?) . 

.What decision or decisions. will this information be 
used for? (Policy decisions? Day-to-day ~ervice 
decisions?) . 

The ~os~i~ilities for evaluating runaway youth programs 
are J.nfJ.nJ.te. I:!0wever, the resources are limited. 
N~v~rtheless, the evaluation possibilities and the 
IJ.mJ.ted res?urces can be ~econciled by answering the 
~bove qu~stJ.ons about the evaluation's us~rs, the 
J.nfor~atJ.on needed and the decisions to be made. These 
questJ.ons are all too often overlooked in planning an 
evaluation. 

Clea: answers to these qU6stionswill help pinpoint 
the J.mprovements the program may be able to make as 
a result of evaluating it. Moreover, clear answers 
to,the~e que~tions will help shape what the evaluation's 
obJectJ.ves wJ.ll be, the kinds qf ques~ions which need 
to be asked, who needs to be asked the.questions, and 
how much accuracy the evaluation methods need to have. 

These f~w pages are not a formula or a panacea for 
~valuatJ.ng your runaway youth program. They are not 
J.nten~ed to be a crash course in questionnaire design, 
sampl~ng, data process~ng, statistical analysis of 
data, Qr other evaluatJ.on research specialties. Spec~al 
knowledg~ ~r skills may be needed to evaluate your 
progra~ J.f,Y?u are looking for a high degree of accuracy 
and ob]ectl.vJ.ty. 

N~verthel~ss! runaway ~rogram ~taff, pa~ticul~rly staff 
wJ.t~ managerJ.al or admJ.nistrative duti~s, can enhance 
theJ.r programs a great deal if: 

1. They creatively involve program staff in designing 
and conducting simplified evaluations withiri the 
skills and resources available at the program; 

2. They can articulate to outside evalUators before 
they contract with them, why the program w;nts to 
evaluate .and what information for whose decision 
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making is necessary - in other words, specifying 
the product which the runaway youth program is 
ordering. 

Whether' a runaway youth pLogram is planning to conduct 
an evaluation itself or to have a research analyst do 
it, the basic steps in evaluating a runaway ~outh 
program or activity are the same .. These bas~c steps, 
along with some examples of quest~ons to be answered 
in each step are: 

1. Define the ProbZem or Need 

'\AJhy do you wan.t to evaluate? 

2. Determine the Evaluation Objective or Objectives 

What kind of change do you expect to make as a 
result of this program or activity? Is the 
objective measurable? Is it specific? 

3. Set the Criteria for Measuring the Objectives 

What information will.You use to determine how 
well you haye met your objective? 

4. Determine the Methods of Gathering the Data 

Are there existing records where you can ob~ain 
the information? If not, from what populat~on or 
group of people can you obtain the information? 
How will people within this group besel~~ted? 
Will these people be interviewed (if ~o, ~~ p;rson 
or by telephone?) or complete a ~uest~onna~re. . 
What questio~s need to be asked ~n o~der to obta~n 
the information listed in the cr~ter~a for measure
ment? (Are you getting information that's merely 
interesting? Can it pass the "so what" test?) 

5. Gather the Data 

Is it being done consistently? Systematically? 
with a minimum of bias? 

6. Tabulate the Results 

Do you plan to group similar types of comments or 
other results into codes? Will you count your 
replies by hand, or do you need to keypunch your 
results and use a computer to tabulate them? (If 
so, a chat with your friendly keypunch7r ~nd your 
o'ther computer, folks while you ar7 des~<:?n7'ng your 
data-gathering methods in Step 4 ~s def~n~tely 
recommended. ) 
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Analyze and Interpret the Results 

How do they compare with your evaluation objectives? 
Do the results differ for different groups (of 
clients or staff or services, for example)? 

8. Report the Results 

How can your primary user best make use of the 
information? A summary? Detailed tables? Graphs? 

Now - with the results available; what decisions are 
going to be made and action taken to improve your 
program? Once these decisions to change are made, it 
may be time to start the evaluation process at Step I 
again. 

IdealJy, evaluating a runa,\'Vay youth program is an 
ongoing process, providing periodic feedback of results 
so that the program can be improved. It is - or should 
be - one of the management functions of a runaway youth 
program, with specialized help brought in if necessary. 

All too often, program staff decide to evaluate after 
an activity has been launched and completed. When that 
happens, some of the best information is lost because 
it wasn't planned for in advance and gathered while the 
activ:tty was underway. Planning each of the evaulation 
steps~tlong with the program planning can prevent this 
from ha,'I?pening. 

Planning each of. the evaluating., steps will also reduce 
the unnecessary information that is collected. It 
will also allow program staff to estimate the resources 
needed to tabulate the data and analyze and interpret 
it. If the resources aren't likely to be available, 
the untabulated data may just sit unused in the corner. 
And that's not information for action. 

If you are interested in reading more, here are a few 
books that may be helpful. 

Weiss, Carol H., Evaluation Research: Methods for 
Assessing Program Effectiveness, Englewood Cliffs, N.J.: 
Prentice-H~;1l, Inc., 1972. 

Suchman, Edward A., Evaluation Research: Principles 
and Practice in Public Service and Social Act~on Programs. 
New York: Russell Sage Foundation,""'I9bT. 

Babbie, Earl R., Survey Research Methods. Belmont, 
California: Wadsworth Publishing Company, Inc., 1973 
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EVALUATION 

~ ,t ar we 'have noticed the 
In our travels th~s pas ye "g into runaway projects. 
parlance of management cre~p~t;lity " "organizational 
Terms like "systems accoun a ~b'ectives " and the like, 
development," "manageme~~-~y-~lices alO~gside the social 
have comfortably taken e~r. "ts Looking 

1 d at many proJec • 
servicesV'ocabu ary use , an exam le of how well 
Glass, in Eugene, orego~, 7StegratedPinto a full social 
management syste~s can, e ~~ the project in a pos;tive 
service program ~mpact~ng'des individual crisis coun
way. Looking Glass prov~ • e (the only such facility 
seling, short-t7rm shelter·~~r legal, educational and 
in Eugene), fam~ly.counse ~referral and follow-uP 
vocational cout;sel~ngi and t of their service packa~e 
services. ,An ~ntegra b~a~iscerned from the follow~ng 
is evaluat~on, as may, -F bes the Director, and 
article authored by J~m ,or t'with Looking Glass. 
William Shep~ard, a co~s~~t~~e the evaluation system 
In their art~c17 they. e~~~nd offer facsimiles of 
employed by the~r proJec 
forms used in the process. 

Y I 

•••• The Editors 

" . , 
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LOOKING GLASS EVALUATION SYSTEM 

I. I~troduction 

Jim Forbes 
Wi7..Ziam Sheppard 

~ooking Glass was established in May of 1970 in order 
to better meet the needs of runaways and other adolescents 
facing family-related problems within the Eugene/Spring
field area. 

Like many other "runaway centers," Looking Glass has 
~vQ1Ved from a small, quite naive agency to a more 
sqphisticated and mature or~.nization. As the agency 
expanded its services, budge~ and infltience, the demands 
placed upon the agency from both external and internal 
sources also increase&~ funding sources needed social 
st~tistics on our clientele in order to get a clearer 
view of the ,runaway programs; the adm~nistrators of the 
ag~nay needed informaticn about the quality of services 
provided and the competency level of the staff members; 
the Board of Directo~9 needed cost-effectiveness data; 
and so on • 

It soon became apparent that those procedures d..eveloped 
to give needed information to the decision-makers of 
the agency during Looking Glass's infancy were either 
incomplete or outdated. No ~onger could the agency 
survive on the assumption that "the services we provided 
must be good because we are good and weli':·intentioned 
people." The terms "systems accountability" and 
"service accountability" quick1y entered into Looking 
Glass~s vocabulary. We had to, an~ ~anted to, become 
more accountable to our clients, our community, and our 
funding sources. This led to the deve~opment of our 
present evaluative system in the first months of 1975. 

The following article offers a brief overview of the , 
evaluation system which has been in effect at Looking" 
Glass for more than a year. It is not intended as a 
quickie course on how t'o develop a comprehensive 
evaluation course, as the evaluative needs of each 
agency differ greatly. The questions.we needed 
answered rna~ have nothing to do with the information 
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you need to know. Each evaluative system must be tailor~ 
made to best suit the needs of those who will be using it. 
In order for Looking Glass to develop an alternative system, 
we had to know: 

1. Who the users of the information wQuld be 

2. What we would be evaluating 

3. What decisions would be based on th~ information 
obtained from this process 

These steps are important and cannot be overlooked. 
They should be asked when looking at each component 
of an evaluative system. For goodness sake, do not 
develop an eValuative system for th~ ~ole purpose of 
having an evaluative system. 

The following is a descripti.on of the various components 
of the Looking Glass evaluation system. It should be 
stressed that the system is both comprehensiye and con- , 
tinuous. It should also be noted that the system may soon 
be changed as we have been chosen by California Y.outh 
Authority (CYA) to participate ~s a test-site for the 
evaluation design they are testing under contract to the 
Office of Youth Development. 

II. Com.ponents of Looking G~ass EvaZuation System 

A. C~ients 

1, CZient Attitude Survey 

An attitude assessment measure, which allows 
client9 an opportunity to provide ~taff with 
weekly feedback, has been utilized at Looking 
Glass for the past fifteen months. (See page 253; 
Form A.) This feedback mechqnism has proven 
to be extremely valuable in'tracking the 
clients' attitudes toward the following 
program components: 

House: Fairness of rules, Food, Clients' 
behavior, Overall Atmosphere 

Personal Relations Betweeh Yourself and: 
,( , 

Buckstopper, Other Stqff, 9the~'C11ents 

Counseling: Helpfulness, Aviil.labili ty 
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The cl~e?t attitude survey both lets.us know 
hc;>w the pro~:ram is affecting clients and pro
v7des a bas1.s ,for. programmatic changes. It is 
v1ewed as an invaluable tool to assess the 
impact of changes in program and to guide 
weekly ,de.c1.s.~ot;1-making concerning program 
operat10n and emphasis. 

2. Statistiaa~ Summa~y of Services Provided 

Looic'ing Gla'~'~ b'egan keeping comprehensive 
~ecords of all of the services it provided 
1n, 197 4 ..Ea~.h ,.Client. Servic~ Worker records, 
da,1ly, t,he .. number ,of ,counselJ,.ng sessions 
cQn~ucte4, tbe num~er of crisis calls or 
s,i,tuations, ,an¢! "t;he number of speaking engage
ments to students for preventive education. 

In addi~ion, socia~ data is collected from 
eaCh., cl1ent. who receives dir~ct service from 
Look1ng . Glass .. ,. This information is originally 
recorded·9n the Client Intake Sheet; it is 
then,?oded, arid computer processed. We now 
rece1v~,m9nthly, quarterly, and yearly 
SUI!)In~r1~~., ;(S~e page 254 I Form B, Client 
Stat1st1CS: July-September 1975.) 

Staff , . 
1. Staff Se~eation and Training 

a. Job Desariptio~_ 

In considering the needs of t~e agenci~, 
wedev~lope~ ~he following job description 
for, the pos1t10n of Client Service Worker: 

The~ob will con~ist of forty 
.week" .most of wh1ch will fall 
nooh, ,evening, and weekends. 
of the job include: ' 

hours per 
in the after
The duties 

1 .• Sup,ervision,of resident teenagers. 

2. 

3. 

. , 

Handlin~ crisis situations~ 

P~~for~ing ~ntake interview8: 
pr1mar1ly w1th teenagers. 
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4. Making referrals to appropria'te 
agencies or services. 

5.. Attending weekly s~aff rrteetings. 

The qualifications for these positions 
are: 

1. 

2. 

3. 

4. 

A bachelor's degree in one of the' '. 
social science fields would be preferred 
bu t is not required. ' 

Experience working with teenagers in 
a residential setting. 

A background in crisis intervention 
techniques and procedures would be 
helpful .. 

Must have an outgoing personality and 
must be willing to take on responsibility. 

AppZiaation Procedure 

The positions were advertised in the 
local paper, and listed with the State 
Employment Office. Applicants were 
asked to call Looking Glass, a~ which , 
time the job description, qualifications, 
and application procedures were more fully 
described. At this time, the individual 
was askec, "G'iven this information, are 
you interested 'in applying for the position?" 

This simple self-selection process resulted 
in approximately half of the individuals 
disqualifying themselves from further 
consideration for these positions. Those 
individuals who indicated an interest in 
formally applying for the positions were, 
scheduled for a personal interview and were 
asked to bring a written resume. 

Interview 

Personal interviews were conducted by the 
same two staff members. Each interview 
lasted approximately one hour. During 
the interview, an objective evaluation form 
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was filled out py each of the inter-
viewers (see Porin c, page 256). Following the 
interview, narrative subjective evaluations 
were written by each interviewer. At the 
end of the interview, the applicant was 
asked to ~all Looking Glass on Monday of . 
the following week to find out if he/she 
~~$ one of the five applicants chosen to 
come back for a second interview. 

Decision Making 

After all of the interviews were completed 
Copies of each applicant's resume and the' 
interviewers' evaluation forms Mere made 
available to Looking Glass sta~f members 
for .review. The staff then met asa whole 
to discuss each applicant and to narrow the 
field to five finalists. In making this 
decision, each interviewer's evaluation 
form \olas given a qualitative rating, on 
a scale from one to ten, based upon the 
following objective factors: 

1. Trai'ning and experience 

2. Personality 

3. Meeting the needs of Looking Glass 

The staff then reviewed each individual 
applicant, considering the objective and 
subjective evaluations and resume. Through 
this process, the five outstanding applicants 
were identified. Each of these individuals 
was then asked to meet individually with 
all of the Looking Glass staff for final 
co~s+deration .. Du~ing these· meetings, the 
ab~l~ty of the ~nd~vidualto int,eract with 
each of the staff members, their interest 
in the program, and hiS/her flexibility to 
respond to prcgram needs were assessed. All 
of the staff participated in the final 
~electio~ process, taking all of the 
~nformat~on regarding each applicant into 
account. All of the applicants were noti
fied concerning the final decision. 
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Training 

The staff training program includes, 
basically, the following components: 

1. 

2. 

A sp~cification of the primary are~s, , 
of staff participation and respons~b~l~ty. 
These are Staff/shift duty, Intake, 
and Buckstopper. 

A job analysis of the a~t~a~ task~, to 
be performed, the pre::::a9u~s~ te sk~.lls 
required, and the tra1n~ng procedure~ 
utilized (see page 257, Form D - Look~ng Glass 
Staff Competency Levels). 

3. Determination of the entering skill 
levels of each trainee. 

4. Delivery of the training program. 

The training program utilizes current 
program staff to train new staff ,members. 
This is a four-stage process: F~rst, the ~ 
trainees study specific written, audio, ~nd 
video-taped materials. After demonstrat~ng 
their understanding of the material presented 
through an oral examination, the trainee~ 
move on to step two. This is the begin~~ng 
of the on~the-job training. At this po~nt, 
the trainees simply observe current program 
staff performing such tasks as intake or 
counseling. The third step pairs each 
trainee with a current staff member and,they 
jointly carry out program ro17s. The ~~nal 
step in the training program ~~ superv~sed 
individual job performance. ~1nce pa:::t of 
the Looking Glass philosophy ~s tha~ Job 
training is a continuing process wh1ch 
does not end, all staff ope~ate at this 
level of supervised job performance. 

During job training, each trainee's pr'ogress 
is monitored and recorded. Each compon7n~ 
of the training program includes a spec1f~c 
list of performance obje~tives specify~ng 
the behaviors to be acqu1red, the sett~ngs 
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in which the behaviors are to be per
formed, and criteria for acceptable 
perfoxmance. When a trainee completes 
a component of the training program, 
his/her performance is assessed by the 
trainer. A detailed record of each 
trainee's performance is compiled by 
recording the date ~ach objective is 
reached. (See pag~259, Form E - Trainee Progress 
Sheet.) The curr&~t program staff 
membe:es also evaluate the trainee's 
performance (See page 260, Form F - Staff Evaluatior: 
of Trainee's Performance). In addition 
the trainee evaluates the training prog;am 
(See page 261, Fo+m G - Trainee's Rvaluation of 

Looking Glass's Training Program). 

2. Staff Performanae 

Each staff member meets with their supervisor 
once a month to discuss the staff member's 
performance, the relationship between the 
staff member and the supervisor, and the over
all, prog:::am: Special emphasis is placed 
upon reV1ew~ng the intakes carried out by the 
staff member, their counseling.dctivities and 
their relationships with clients and othe; 
staff (See page262, Form H - Staff Evaluation's Guide 
These s7ssions,a~e viewed as an opportunity 
to prov1de poS~t1ve feedback and maintain good 
communication. A. written summary of each 
staff member's performance is entered in their 
file each month. 

O. Administration 

1. Oase Management Proaedupes 

~ '., .~"~.,, "---,-. 

Specific case management procedures have been 
developed at Looking Glass to insure consistent 
high quality delivery of direct services to our' 
clients. 'Regular evaluation of each client's 
s~atus and progress in the program is an essen
t1al compone~t o~ our direct services system. 
A staff meet~ng 1s held each week to review 
7ach resident c~ient. At'this meeting, new 

.1ntakes are rev1ewed; case plans and objectives 
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are discussed; progress in educational, <.' 

employment and/or independent living pro-
grams is reported; client behavior during the 
week is .discussed; and future plans and place
ments are described. Detailed written records 
are maintained in each client's file concerning 
their progress at Looking Glass. 

2. OrganizationaZ Management 

Evaluation is a necessary feature of opera
tional decision making such as generating 
future plans, setting program objectives, 
monitoring program progress, and allocating 
financial reSources. In brief, Looking Glass 
utilizes a management-by-objectives (MBO) 
format in keeping with OYD requirements. In 
addition, Looking Glass has specific program 
management and financial management evaluation 
systems that provide up-to-date, continuous 
information for use in decision making. 

D. Evaluation Components That Need to be Developed 

1. Follow-up 

Our current priority is the development of 
a system for collecting follow-up information 
to assess the long-range impact of the services 
that we provide. 

2. Cost-benefit anaZysis 

Ideally, we would like to be able to justify 
the services that we provide to the community 
on the basis of a hard, dollar and cents cost
benefit analysis. We are currently exploring 
the possibility of devising such a system. 
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FORM A 

DATE __________________________ __ 

Looking Glass Client Attitude Survey 

Please rate Looking Glass on each of the scales below. You do ,not need to sign your name. Please be as accurate and 
honest as possible. This information will help us to improve'the Looking Gla~s prog,ram. 

iiouse: 

Fairness pf Rules 

v,ery fair 
Fair 
Somewhat fair 
Neutral 
Somewhat unfair 
Unfair 
Very unfair 

~: 

Very good 
Good 
Moderately good 
Neutral 
Moderately poor 
po6r 
Ve.ry poor 

Personal Relations ~t;",eell Yourself and ________ .• 

Btlckstopper 

Very positive 
positive 
Somewhat positive 
Neutral 
Somewhat negative 
Negative 
Very negativ.e 

Counseling: 

Helpfulness 

.k ~." 

" II . 
'11 

Ver.y helpful 
Helpful 
SomewhathelpfuJ.. 
Neutral 
Somewhat useless 
Useless 

Availability 

Very available 
Available 
SOmewhat available 
N"mtral 
Somewhat hard.~p get 

.,' 
Hard to '=let ;( 

V"["V l'ilt'ct to C]!;!t 

-
• 0 

Clients' Behavior 

Very considerate 
considerate 
Some.what con$iderate 
Neutral \\ 
Somewhat inconsiderate \\ 
Inconsiderate \\ 
Very inconsiderate 

Other Staff ----- ----

--._' --

J' 

Very positive 
positive 
Somewhat positive 
Neutral 
Somewhat negative 
Negative 
Very negative 

Other Comments: 

/,.1 

.. ~ 

/ 

Overall Atmosphere 

Very pleasant 
Pleasant 
Somewhat pleasant 
Neutral 
Somewhat unpleasant 
Unpleasant 
Very unpleasant 

. Other Clients 

Very positive 
c.' positive 

Somewhat positive 
Neutral 
Somewhat negative 
Negative 
Very negative 
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Number ef clients 

Sex ef client,' 
Male 
Female 

Age ef client 
9 

10 
11 
12 
13 
14 
15 
16 
17 
18 
No. repert 

AVerage Age 

Ethnic greup 
Caucasian 
American Indian 
No. repert 

Area ef residence 
Eugene 
Springfield 
Lane Ceunty 
Or(;!gen 
Oqt ef State 
No. report 

In scheel'? 
No. 
Yes 
No. repert 

Grade 

Arrest recQrd 
Nene 
Juvenile effenses 
Criminal effenses 
Beth 
No. repert 

? / 

CLIENT STATISTICS: 

# % 
58 

22 37.9 
36 62.1 

o 0 
o 0 
o 0 
o 0 
4 6.9 

10 17.2 
15 25.8 
15 25.8 
11 18.9 
o 0 
3 5.4 

15.6 

53 91. 3 
3 5.4 
2 3.4 

33 56.9 
5 8.6 
5 8.6 
9 15.1 
3 5.4 

·3 5.4 

17 29.3 
38 65.3 
/) 5.4 

20 
23 

6 
6 
3 

.• f . 

10.2 

34.4 
39.6 
10.3 
10.3 
5.4 

.-

FORM B 

JULY-SEPTEMBER 1975 

# % 
Loeking Glass resident? 

No. 13 22.5 

254 

Yes 45 77.5 

Days in residence 

Dispesitien 
Heme 
Fester Heme 
Greup Heme 
Institutien 
Relative 
Friends 
On ewn 
On run 
Don't knew 

Type ef client 
Other/no. repert 
Runaway 
Ceunse1ing 
Emancipated 
Placement 
C~ckeut 
Runaway/Placement 

Ward ef ceurt? 
No. 
Yes 
...... ? repert 

" 

Referred by 
No. referral/ether 
Self 
Friends 
Family 
CStl 
Juvenile justice 
Pel ice 
Scheel 
No. repert 

,. "" 

19 
3 
o 
5 
2 
7 
8 
1 

13 

9 
16 

4 
1 

14 
9 
5 

7.9 

32.7 
5.4 
o 
8.6 
~4 

12:0 
13.7 
1.7 

22.5 

15.4 
27.7 
6.9 
1.7 

24.1 
15.5 
8.6 

41 70.6 
17 29.4 
o 0 

5 8.6 
11 18.9 

8 13.7 
7 12.0 

18 31. 0 
6 '10.4 
o 0 
o 0 
3 5.4 

I 

t II 
Ij 
, I 

.. , (\ 

(f 

" \, 

D 
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Previeus living 
'Nene 

# 
situatien 

Other 
1 
2 

Heme 
Sheltel;," care 
Fester care 
Greup heme 
Skipwerth 
Institutien 
Relatives 
Friends 

26 
2 
9, 6) 

No. repert 

Breken heme? 
No 
Yes 
No. report 

Family inceme 

4 
o 
5 
3 
3 

14 
40" 

4 

Less than $5,000 7 
$5,000 - $7,500 c12 
$7,500 - $10,000 8 
$10~000 - $15,000 13 
$15,000 - $20,000 2 
Mere than $20,000 1 
No. repert 15 

Did client run away? 
No. 31 
Yes 24 
No. repert 3 

Run befere? 
No. 16 
Yes 34 
No. report 8 

Distance Ran 
City (0-10) 12 
Ceunty (10-50) 1 
In state (50-300) 3 
Out ef state (300+) 7 
No repert 35 

FORM B (centinued) 
\) 

% 

1.7 
3.4 

44.8 
3.4 

10.3 
10.3 

{i 6.7 
Ii, 0 

8.6 
5.4 
5.4 

24.2 
68.9 
6.9 

12.4 
20.6 
13.7 
22.4 
3.4 
1.7 

25.8 

53.4 
41. 2 
5.4 

27.5 
58.8 
13.7 

20.6 
1.7 

'5.4 
12.0 
60.3 

Number ef parents 

Sex ef parent 
Male 
Female 

Ethnic greup' 
Caucasian 
American Indian 
Afre-American 
No. repert 

Area ef residence 
Eugene 
Springfield 
Lane Ceunty 
Oregon~\ 

Out e~, .Jtate 
'"~ r 

No. repert 

Running he\,l 1eng? 192 (days) 

o 

25 "n ""',) 
j/ 

# 
22 

6 
16 

19 
3 
o 
o 

21 
o 
1 
o 
o 
o 

% 

27.3 
72.7 

86.3 
13.7 
o 
o 

95.4 
o 
4.6 
o 
o 
o 

, 
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Ii FORM C 

Interviewer~, __ ~~ ______________ _ 

Applicant's Narne~ ______________ ~ ________________ ~ __ ~Date 
::\\ 

Addres9. ______________________________________ ~sex~. ______ ~Age __ ~~~~-----------
J/ 

Ed~cat-ional Background: 

Hi9h School 
Sipme colle'ge 

1/ 
,', ~~ssocia te ' s 

{;- Degree 
I! Bachelor's Degree ____ _ 
Master's Degree 
Doctorate 

in -----------------in .----------------in. _____ . _______ _ 

Experience in Similar Agencies: 

very much 
Fair amount. 
Neutral 
Not much 
None 

Interest in This Job: 

High 
Medium 
Low 

Personality: 

Very pleasant 
Somewhat pleasant 
Neutral 
Somewhat 

unpleasant 
Turns me off 

/'-/ 
//-:.--:--:-

Other Training: ,,{;: 
, ~'~,.--------------------

Experience with Teena~ers: 

Very much 
Fair amount 
Neutral 
Not much 
None 

Hours available: 

weekday~s~·~ __ ~ __________________ ~ __ 
Weeknights. ____ ~~~~~~----~~~ 
Weekends,~-----;\--------~--------------
Weekend-nights. ____ ~ ____________ ~ __ __ 

·1 
;f :) 

Other Skills which would be of benefit t!,) Looking Glass or its client$': 

1 2 3 
POOR 

f ( 

:' 

OVERALL 'RATING 

6 
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I. Shift Duty - Prerequisites 
A. Demenstrate understanding e~ 

material in L. G. training 
manual (L. G. histery, 
philesephy, functiens). 

B. Received training in phene 
eperatiens ahd precedures. 
1. Answe!'ing the phene 
2. Cenf1d~ntial information 

net to~e given eut. 
3. Taking messages 
4. Knewledge and use ef 

cemmunity reseurce manual 
5. Locatien of impertant 

phene numbers 
6. Familiarity with desk 

'area and forms 
C. Knewledge ef st\",,;f respensi

bilities while en shift duty 
D. Knewledge ef staff prehibitiens 

1. No. remance with clients 
2. No. drugs er alcehel 

furnished to. clients 
3. No cemmunicatien ef cen

fidantial infermatien 
eutside ef staff 

E. Received basic crisis inter
ventien training 
1. Runaways 
2. Suicides 
3. Drug bummers 

F. Knewledge ef L. Goo pelicies 
1. Rules ef the heuse . 
2. Specific ebjectives ef 

the pregram 
3. Scheol attendance 
4. Cemmitment ef residents 

." f~ 

o 

FORM D 

'" )) 
II 

-1) 

o 

LOO~ING GLASS STAFF COMPETEN<.."Y LEVELS 

Shift Duty - Training Precedures 
A. Read training manual. 

Pass en eral ,examinatien 
ever the key centent. 

B. Listen to. audio. tapes 
presenting examples ef 
preper phene eperatiens 
and precedures. 
Rele play respending en the 
phene to. a variety ef situatiens 
presented by the inst:ructer. 
Pass an-eral examinatien 
ever phene eperatiens and 
precedures. 

C. & D. Read training manual. 
Discussiens with 
instructer. 

E. Read training manuals. 
View video. tapes ef exper
ienced ceungelers handling 
crisis interventien situatiens. 
Rele play crisis interventien 
precedures. 

F. Read training manual. 
Discuss pelicies'with 
instructer. 
Pass an era 1 examinatien ever 
L. G. pelicies. 

, -

., 

Shift Duty ~ Rules 
1. De a shift alene. 
2. Answer the phene. 
3. Interact with the clients. 
4. Refer inapprepriate cases .te other 

agencies. 
5. Selicit denated-materials. 
6. Receive., additional trcdning. 
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II. Intake Duty - Prerequisites 

III. 

." 

A. Knowledge of intake 
procedures. 

B. Receive training in intake II skills. 
C. 

D. 

Knowledge of appropraite 
cases for L. G. 
Knowledge of youth alter-
natives. 
1. Youth la\.,.s 
2. Conummi ty ag~mcies 
3. Police role in runaways 
4. Clients' and parents' 

rights 
5. EdUcational and employ

ment resources and alter
natives' 

6. Alternative living 
arrangements 

Buckstopper - Prerequisites 
A. Been an assistant buck- ' 

stopper to at least three 
clients. . 

B. Participated in briefings 
with,the buck::;topper and 
client services coordinator 
concerning each case. 

q. Extensive working knowled~t! 
of relevant Gommunity 
ageno~es (Childrehs Ser

,vices Division, Juvenile 
Department, foster homes). 

o 

FORM D (continued) 

Intake Duty - Training Procedures 
A. Read training manual. 

Pass an oral examination over 
the content. 

~~~-------------------,----~-------------------------.-----

'Intake Duty - Roles 
1. Do intake alone. 
2. Be an assistant buckstopper 

to a clietlt. 
B. View video tapes of interviews. 3. Become involved in the following 

committees 

c. 

D. 

Role play intakes with the 
instructor. 
sit in on enough intakes until 
comfortable to do it alone. 
Read training manual. 
Pass an oral examination orer 
the content. 
Read training man~\al. 

4. 

View video tapes of presentations 
by agency representatives. 
Discussion with instructor. 
Pass an oral examination 07er 
youth alternativt'!s. 

Buckstopper -
A.; B., & C. 

Training(~}oced~res 
Direct appr~nti'ceshil? 

.. experiencewiLh L.' G. 
counselors and client 
services coordinator.> 

-~'.' 

I'':: 

(! r 

a. Speakers bureau 
b. Job assistance 
c. Educational assistance 
d. Recreation 
Receive additional training 

Buckstopper - Roles 
1. Can serve as a buckstopper 

to one or more clients •. 
2. Serve on shift duty four " 

times a week. 
3. B'e an individual 'counselor 

to a client. . 
'4. Screen foster homes. 
5. Serve, as chairperson on a 

L. G. commHtee. 

I.' 

I 

\ 
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FORM E 

1. Shift Duty - Prerequisites 
____ A. Demonstrate understanding of 

material in L. G. training 
manual (L. G. history, , 

-philosophy, functions). 
____ ~. Received training in phone 

operations and procedures. 
___ ----:1. Answering the phone. 
--_ ...... 2. confidential information 

not to be given out.,-
_____ 3. Taking message~. 
_______ 4. Knowledge and use of 

community resource manual. 
____ ,5. Location of important 

phone numbers. 
_____ 6. Familiarity with desk area 

and forms. 
C. Knowledge of staff respo~si

bilities,while on shift duty. 
D. Knowledge of staff prohibitions. 

1. No romances with clients. -----_____ ~2. No drugs or alcohoi fur-
nished to clients. 

3. No communication of con-----' fidential information 
outside of staff 

E. Received basic crisis inter
vention training 
1. Runaways ----..; 
2. Suicides -----______ 3. ~rug bummers 

F. Knowledge of L. G. policies 
1. Rules of the house ------..; 
2. Specific objectives of 

the program 
______ 3. School attendance 

4. commitment of residents --'----
II. Intake Duty - Prerequisites 

A.- Knowledge or intake pr6~ 
cedures. _ 

B. Receive training in intake 
skills. 

____ C. Knowledge of appropriate 
cases for L. G. 

D. Knowledge of youth alternatives 
1. Youth laws 

'--'--:--
2. community agencies 
3., 
4. 
5. 

,6. 

Police role in runaways 
Clients' and parents I, rights 
Educational. and emp16yment 
resources and alternatives 
Alternative living arrangements 

259 

(.' 

III. Buckstopper - Prerequisites 
A. Been an 'assistant buck------: 

stopper to at least three 
clients. 

__ ~B. Partl)ipated in briefings wit:l 
the bucks topper and client 
services coordinator c(-n
cerning each 'case. 

c. Extensive working knowledge ---- of relevant community agen-
cies. (Childrens Services 
Division, Juvenile Depart
ment, foster homes) . 

ADDITIONAL COMMENTS: 

-
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FORM F 

Looking Glass 
Staff Evaluation of Trainee's Performance 

Trainee's Name: ____________ ~------~----------------___ _ Level. ___________________ __ 

Evaluator's Name: ______________________________________ _ 

Knowledge of L. G. Procedures 

Very knowledgeable 
Knowledgeabl.e 
Somewhat knowledgeable 
Neutral 
Somewhnt uninform~d 
Uninformed 
Very uninformed 

Pe:r:'sonal Interactions with Staff 

/1 

Very positive 
Positive 
som~';;hat positive 
Neutral 
Somewhat negative 
Negative 
Very negative 

OVerall Performanqe 

r I 

Excellent 
Ve!(y good 
Good 
Neutral 
Poor 
Very poor 
Terrible 

. ' '. 

260 

Personal Interactions with Clients 

Very positive 
Positive 
Somewhat posi t.ive 
Neutral 
Somewhat negative 
Negative 
Very negative 

contri~ution to L. G. Program 

, 
'\ 

Very strong 
Strong 
Somewhat strong 
Neutral 
Somewhat weak 
Weak 
Very weak 

" 

...,.. .. 
t, 

;,/ . 

1\ 
,"'r , :::0. 

/ 
/ 

FORM G 

Trainee's Evaluation 
of Looking Glass' Training Program 

.Please rate the Looking Glass tl.aining program you.have participated in 
on each of the scales below. This information will help us to improve 
future training programs. 

Usefulness of Information 
Presented 

Very useful 
Useful 
Somewhat useful 
Neutral 
Somewhat useJ.ess 
Useless 

~ Spent in Training 
Program 

Far too long 
Too long 
A little too long 
About ,"'light 
A li ttie too sh'ort 
Too short 
Far too short 

ADDITIONAL COMMENTS: 

Interest Level of 
Sessions 

Very interesting 
Interesting 
Somewhat interesting 
Neutral 
Somewhat dull 
Dull 
Very dull 

Clarity of Training 

Very clear 
Clear 
Somewhat clear 
Neutral 
'Somewhat confusing 
Confusing 
Very. confusing 

Overall Evaluation of 
Training Program 

Excellent 
Very good 
Moderately good 
Neutral 
Moderately poor 
Very poor 
Terrible 
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Difficulty of Training 
Program 

Far too advanced 
Too adva,nced 
A little too advancE;,~ 
About right 
A little too simple 
Too simple 
Far too simple 

Effectiveness of 'rraining 
Prog:t:am 

o 

Very effective 
Effective 
somewhat ~ffective 
Neutral 
Somewhat ineffective 
Ineffective 
Very ineffective 

------""""'I"iii' -
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'STArf' tVALPATION GUIO£ 

• J 

TRAINING' , .' 
-- -
-Needs; Prioritios, 'A~ti~li, Plan; 'Activit,ias and Oates 

-Review training Sessiolis , • 
. ~ ~.' I '. 

--Discuss' appl.ic;:~b.tl1tY ,Qf'tralhlhg to job 

RECOBD ,KEE PING 

-Reviow intake forms, Ca~afolders, Shift log 

-stress need fo+ accuratEl, complete, and consistent recor.d keeping 

PROGRM1DtVELOP~lENT ' , '. 
.' ;, 

),1 

PERFORMANCE FEEDBACK 

Performance with elients ---
--Performan~~ with staff 

-Performance ~ith,parents , ' 

, 
-Performance with a9~hcy'.porsonel 

-Counseling , 

-HOWlS' functioning 
. , 
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COMMUNITY ISSUES 

. ' 
It was not so long ago, that many runaway projects 
regarded themselves·,as .. hele,a.gunea.."outposts' in a 
threatening world; safe havens where you'hg people 
could find the support, and respect denied them "out 
there." This was a scenario in which "the good-guys 
and the bad-guys" were, clearly distinguishable. On 
one side we had community institutio~s; , schools, 
police, families; courts,sbcial' service agencies, 
uncaring, pernicious and destructive. And on ,the 
other, were the young people atld proj~ctstaff, 
struggling to create a free J open anp 9~eative life
space. Like all myths, there wc:t's'sqme 'validity to' 
this world-view, yet undoubt~dly, ,it contributed to 
furthering this dialectic of mutual anger and :mis
trust. Ultimately, however, this proved to beafalse 
and shor,t-sighted image, a:p.d one, Whiqh did, ~otofurther 
the interests of 'the runaways ~ , .. ", 

But pe~haps we have 6verstat~d .. our point. ' The first 
runaway centers were created duringoa t'ime of great 
turmoil and unre"st; during years whenintergenerational, 
wa,rfare seemed at hand. To open a runaway project in 
those days was 1:0 take a. risk; to risk ,harrassment, 
arrest and even 'physical' attack. To establish a . 
runaway project in those days was to take a politica'l 
stance; to stand with young people and attempt to help 
them wrest some power overth~ir lives from a society' 
which appeared; at best, indifferent. 

Fortunately, this situation has begun to change. As 
the projects gained in experience and s~lf~confidence, 
as staff members developed their,:; analysi:s' of why young 
people run and how to best assist, them, 'and as the social 
climate in America has changed, runaway centers have 
moved away from a position of ~ighteous isolation. And 
with this change has come, a similar'movement on the part 
of other community agencies and institutions which 
effect the lives of young people. The articles in this 
section speak to this issue; the way in wh~ch runaway 
centers can impact change and"utilize 'the institutions 
and resources of the community on behalf of their 
client populations. 

» 
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Effective work in the ,community must begin with',.a solid 
effort a,t community relations. Such a program not only 
serves to effect education,and change within the cpmmunity, 
but also enables the project to develop, smooth an~,effective 
linkages with, other agencies, and to h'7rness: substantia.!, ;.~ 
communi ty resources and support. In l:us art7cle <:>n commu
nity relations, Carl Boaz, of Casa de los Am~gos ~n 
Dallas, presents a guide for thedev~lopment of such a 
program, and pinpoints the pitfall~ and.pr~blem areas . 
in community relations work. Work7ng ~~th7n the co~~n~ty 
also means moving to change those ~nst~tut~ons, ~01~c~7s 
and procedures which oppress young people. In h~~ art~cle 
on Institutional Change, John Wedemeyer of the Br~dge 
in San Diego, discusses the philosophical underpinings. 
of such a strategy and its relationship to di~ect serv~ce 
work. He then goes to to despribe, in detail, the 
successful effbrts of the San Diego Community Congress to 
organize the community and develop, the poli~ical.clout 
nec7ssa~y to prevent the bui~d~ng of~ new Juven1le lock-
up ~n the county. In our op~n~on, th~s represents an, 
outstanding model of progressive adv.ocacy, and one wh~ch 
merits careful study by youth workers. 

You cannot visit any runaway project for very long, 
wi thOllt finding the discussion turning towards the issue 
of relations with the police. In many ways, police can 
come to be seen by projects as the most vis~b~e ~nd 
threatening agents of the society; the arch-v~ll~ans 
in the struggle to service youth rights. John Sarb, 
draws on his experience at FOCUS, in Las Vegas, to 
present a sound, realistic and humane view of how a 
project can learn to work with local police departments. 
We believe this to be a valuable' article., 

This section on community issues ends with two articles 
on schools. In the first, Kay Wickett Ostensen 
describes the activities of the Odyssey project in 
establishing linkages and a viable outreach' and pre
vention program in the local school systems. This 
is followed by June Bucy and Lynne Nita Pope's 
description of a unique in-house school progr~m developed 
at the Youth Shelter in Galveston, Texas. 
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We have included~ as an Add,enduro to this section, "The 
Case of Ann," a tr~1ningexercise developed by The National 
Council on Crime arid 'Delinquency Training Center. The 
NCeD trainers have ,found this ~xercise to be helpful in 
raising the issue of services for 'runaways with community 
groups, and is of particular value in working with juvenile 
justice personnel. "TheCa,se of Ann" could be utilized in 
projects' community relations and adVOcacy efforts, and 
may be changed or amended in keeping with the si~uation 
in each locality. 

'" 
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COMMUNITY RELATIONS 

Case de los Amigos is the first program of its kind) 
in Dallas, Texas. Although the program has bnly been 
operational for one year, it has ~uccessfully developed 
lQ,oau !J.inkages and community support through a compre .... 
h~~nsi,ve community relations program. ,I 

In his arti~lel' "How to Establish an Effective Commu
nity Relations Program," Carl Boaz, Administrator of 
Case de los Amigos, discusses the elements of the pro-
gram's community relation,s proglTrayt. / 
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HOW TO ESTABLISH AN ,EFF'ECTIVE 
COMMUNITY RELATIONS PROGRAM 

CarZ Boas 

Because th~ causes of runaway behavior are so ,complex 
and pervasive, often reaching deeply into, the very heart 
of our local communi ties, effective comml,lhi ty relations 'I) 
for runaway services areimper,ati ve. It is virtually J 
impossible for any singl' angency to offer all, or eve~
most, of the services and programs nee~ed by a typical 
cross-section of runaway youth and', theiJ:" famil:i,es. 
Somehow, it must be the community, itself, which 
addresses the problems of these people through a variety 
of agencies. 

Although every community is unique and has its 
oWh perso~ality, character, strong points 8 and weak 
points, there are several major factors which can lead 
you to an effective community relations program. 

1. EstabZish and utiZize a board OT' committee. Putting 
t~gether this board is very important. Using a board 
spreads out your visibilit¥ and increases your power. 
If you select th,ese people carefully , it can give you 
access to places you could never reach on your own. 
Hav~ng a school boarC member or high administrative 
o:f.f.,~,cial on your board can give you access to 
jdVenile probation statistics and off,icers. Having 
a local governmental official can giv~ you access to 
law enforcement statistics, procedures, etc. These 
door operners can save valuable time and energy . 

Ask power people to be on Y9ur board, even if they 
may hold different philosoJ:;rrties about juveni,le 
justice or'youth advocacy. Their viewpoints are 
probably representative of many other people in the 
community and'will help you knoT,.l how to gain support 
from the bulk of the community. And, when you 
demonstrate the effectiveness of your services, to 
them, they can sell the rest of the community. If 
they are turned off by helping kids, they probably 
won't join the board, so the people you do get on 
your board will be a power force for helpful services 
and community change. 
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Get at least one person skilled in media to be on 
your boara or at least active in some way with your 
program. Frequently, especially in large communities, 
this is the only way you can become known·to a large 
pqrtion of the commun~ty. 

Know what is going on in the community. Without 
knowing the extent of the problem you are addressing, 
you cannot get to first base. Your board can be 
extremely helpful here. Without knowing what exist:~Jng 
youth services in your community are doing, you cannot 
know exactly what you need to provide. Without knowing 
how the formal juvenile justice system operates in 
your commurait¥, you cannot determine the style of 
operat,ion for your .services. 

IA analyzing the community, you and your board must 
determine: 

a. 
b. 

The extent of the ppoblem . . 
The sepvices ppesently be~ng ppov~ded 

c. Th~ attitudes of the community towapd the ppobZem 

Among other things, you need to know'::", 

1. How many runaways are coming to the attention 
of the police 

2. What the rate of r~ferral is to the courts 

3. How the juvenile code is enforced and what 
it says about runaways 

4~ What happens to the arrested youth as he/she 
goes thrCtl{1';h the juvenile justice system 

Establish yo~~ ~~dectives and set ppiopities. Now that 
you can prove a problem exists, you must be able to 
tell the community what you can do about ,it. The 
following criteria are helpful in doing this. 

a. Sevepity of need 
b. Degpee of apppoppiateness to youP agency 

op opganization's puppose and capabilities 
c. Fundt,> avai Zab le 
d;' Pepceived community support 
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It is vitally important for you to be able to state 
these objectives clearly and persuasively. Since the 

. agencies and individuals you want as supporters and 
cc;>llaborators are already very busy, they will decide 
elther to work with you or rejec~ you on the basis 
o~ your ability to demonstrate an impressive grasp 
of t~e facts about youth in crisis in the community 
and a thoroughly thought-out response through your 
programs. 

Identify potentiaZ pesOUPces in the community and 
develop ways to make them SouPces of suppoPt. The 
following five categories of ~otential supports 
should he carefully considered: 

a. Matepia l, Suppopt. This may take the form of 
a ~onatio~ of goods" a loan, or a greatly reduced 
prlce. Slnce the costs of providing services may 
decide whether you disappear after a grant is 

'over or continue to provide services, you need 
all of this kind of support you can get. 

b. I~fopmational,SuppoPt. In order for you to con
tlnue to provlde the best services possible to 
the most people, you constantly need to have 
new information on events and trends which affect 
youth services. In effect, you need to ~ave 
your fingers firmly on the pulse of the community 
from which the youth come. 

Witho~t regular meetings with other youth serving 
a~encles a~d peoFle, duplication and inefficiency 
wlll certalnly develop and, possibly, even worse, 
hos~i~ity, prof7ssional 'jealousy, and conflicting 
pol~c~es, enabllng youth to'play one against another. 
Indlvldual reports can also help in the process. 
For instance, the probation officer who alerts you 
to a new drug circulating in the community, a 
teacher who learns of a summer job opening and 
calls to see if a runaway might be interested, or 
a local politician who lets you know, in advance, 
about some n~w legislatiori or funding source. 

Bear ~n mind, ,too, that if you expect to get 
such lnformatlon, you have got to be willing to 
share it with others. Be sure to send regular 
reports on your work to the people who count. Make 
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them brief, but inclUde succinct statistics, 
descriptions of special events, and newly 
developed services. Shai~ng information is 
the bestgua~antee of receiving information 
from others. 

If your reports are in a newsletter style, be 
sure to pat other people on the bac~ instead of 
yourself. (Praise others but descr1be yourself.) 

Don't be afr~1d of hotiesty in your information 
sharing. Ev~iryone knows you can't be the "Great 
Savior of th~~ Society. "But when you do miss " 
your goal Or make a, mistake, be sure Y,?u kn,;wl '\ 
wh~ arid have ~ plan worked out for cop1ng w1th 
it in order to avoid making the same mistake 
twice. 

c. 'Referra t Support. Unl~ss yQU have an ex~remely 
. unusual and comprehens1ve sYfitem of serV1ces and 
programs, it will be necessary to look to ~th~r, ' 
community agencies to meet those needs of 1nd1v1dual 
youth and their families which are outside the 
scope of your efforts and competencies. You,need 
to make personal visits to those agencies wh1ch 
have the potential to provide the additional ser
vices. Referrals based simply on a, selected 
phone number or on second-hand ir;fo~mation shou~d 
not be made. While the great maJor1ty of agenc1eS 
and groups providing services to youth and their 
families are competent and reliable, there are 
a significant number of poorly planned and :L'\ade
quately staffed operations tha.t can be vex;y 
detrimenta'l not only to your program SerV1(~E~S 
but also to your image. Whenver you make <it 
referral, you are endorsing the services to be 
offered and must be willing to take responsibility 
for the consequences. 

d. VoZunteer Support. A well-planned volunteer 
program which gives the volunteers significant tasks to 
do, provides appropriate rewards, and ~ives th~m 
satisfaction in their participation, w1ll prov1de 
you with 'a tremendous force for positive corom,;mi ty 
relations. Volunteers who are happy to work 1n 
your program will soon spread the word about the 
good work you are doing. They 1?rovide the grass
roots constituency that "moves rnountains" wi th local 
governmental structures and massess of citizens 
who might other~ise oppose you or, at least, 
ignore you. 
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e. Finanaiat Support. Financial backing of y6ur 
services is really the result of garnering the 
supports mentioned abOve. Once you have achieved 
t~ese ~ndorsem~n~.s, you are well on Y0ur way to 
f1nanc1al stab1lAty from local funding of your 
services. 

5. Estabtish produo~ive ootZaborative relationships. 
Whereas support 1S a somewhat passive role colla-
.~oration invites other agencies or groups to share 
1n the control of the project. Collaboration implies 
a joi~t leadership ~n~ some surrender of sovereignty 
where1n others p~rt1c1pa~e directly in the goals 
developmen~, po11cy sett1ng, and the administration 
of the proJect. Sinceth~s means, giving u~ some of 
your contro~ o\7e7' the proJect, you must a.~proach 
these re~at10nsh1ps with caution and clarity. Unless 
all part1es arIa deeply coromi tted, the issues well 
defined and mutually understood, and the ultimate 
goals seen as extremely importantt the'collaborative 
re~ati~nship will probably not work. The following 
gU1de11nes (taken from the National Board of YMCAs' 
Research and Development Committee) may prove 
beneficial: 

a. Identify Objeotives~ GoaZs~ and Needs: 

1. The project must be of a nature ~U"jJJ. +.:h.,at 
the outuome will be enhanced by' co~)\aboration. 

2. Objectives must be clearly and specifically 
stated, and distinguished from goalS. 

3. Each participating agency must identify its 
objectives within the project. 

4. Participants must be satisfied as to the 
legitimacy of eaeh other's goals. 

5. Be prepared to modify your own objectives 
in order to achieve major 'community objectives. 

6. Do nc;>t giv~ in on basic goals or compromise 
the 1ntegrJ.ty of your organization. 

7. Keep emphasis on clients' needs, not on 
structure. 

8. Have clarity about duration of l:elationship. 
Make long-term commitments gradually. 

2,71 

!1 II ,I 
I: 
Ii 
II 

11 

! 

I 

11 ' 

o 

, 



'i I .. 

h. CZaraify worakingraeZationships and expeatations 
among aoZZa~opatoras:. . 

. 1. Be modest about your organ~zation's 
competence. 

.2. 

3. 

4. 

Be sensi ti ve to ethers' . fears' (e. g. , 
of domination). 

Aim to increase level of trust,' to develop 
confidence in the collaborative process. 

Recognize that institutional protection 
is natural and not necessarily a sign of 
anything but caution. 

5. Focus on task an~ keep the process related 
to it. 

'6. If prospective collaborators are members 
of national organizations, be aware of 
issues related to these bodies (e.g., 
are they on good terms, are they working 
nationally on the same issues you are 
locally, etc.). 

7. Establish a good climate for open discussion 
and exploration. 

c. Oraganization: 

1. If possible, begin with everyone to be 
i.nvol ved in the act. 

, 

2. Avoid duplication of existing programs: 

3. Identify the director for the program and 
his or her authority and accountability. 

4. Check for fundamental prohibitions in charter 
or constitution of any participating agency. 

S. Avoid forced relationships. Allow for .cem
fortable withdrawal from negotiations. 

6. Develop an 'Organization or designate one 
of the greup as administrative agent for the 
program. 

7. Document all develepment carefully. 
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Remembev.with whom ~ou ~esd to ma~ntain araedibiZity. 
Careful prieritizing of these may help you when a 
specific is.sue or problem arises. The fellewing 
list may hot be in orde~ 'Of your 'Own priority but 
should be included in your listing • 

~. Consumeras ofyoura s.raviae8 

. b~ Boar~,of Dira@atora8 

c.R~feraraihg A~ena~e8; 

d" Othera Jouth ... Sera'ving Ag·enaies 

e. Funding and Aaaraediting Sou'Paes 

f. Neighborahood 

7. E8t~bZish a EtyZe and aharaateraiEtia8 whioh will 
enhanae .. aommuni-¢y :roelations. 

a. OffiaiaZ 8anation. ~eceiving the imprimatur 
of local authorities is bound to carry some 
weight with lots 'Of segments of the community. 

b. 

c. 

Fi8aaZ stabi~ity. Demenstrate that yeur funding 
is secure fer at least 'One year, se that the 
community can see yeu have. some hope of fulfilling 
your premises. 

Effeative management 8tyle. Management by 
'Objectives is prebably the easiest style te 
sell to the community what yeu are about. 

'Although it requires lets of work at the be
ginning, it is time well spent because it 
forces you to build a thorough road map of 
w-here you intend to go; 

d. Stafl araeden.tia Z8. Al though we all know that 
credentials den'tinsure competent delivery of 
services to youth, net all of your cemmunity 
will accept that. Seme peeple 'Out there have 
te see degrees and experience in 'Order te 
trust you. Even though credentials may net 
mean much te yeu persenally, yeu sheuld display 
all of the staff credentials yeu can find se 
the public's mind can be put to ease. 
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f. 

g. 

Faa~lity span,dards.Most states. have ,established 
son~ minimum ,s~anda~di ~or'facilities providing 
~~sidential ieryices ,fo~ ¥o~th. It is important 
to fulfill those standc;trds .. so yo,u can' te.ll the 
community your facility is fully-approved. It 
is certainly possible that excellent quality 
services can be delivered to youth in run-down, 
poor quality facilities, but it won't take long 
for som~ parent or state official to close your 
program completely down if you allow that to 
take place. 

Regular acoountability. The more you try to 
hide, 'the more suspicious someone will become. 
It is often hard enough to find good means for 
serving the needs o~ youth in crisis. When you 
have to take time out from that to ward off 
investigations and destructive allegations based 
on rumors or some suspicions, the quality of 
your care will suffer and so will the future o~ 
y,our project. 

Agenoy traok record. Obviously, if you are a 
new organization, you have no track record. 
Older organizations and services which are part 
of a bigger network should use whatever track 
record. they can assemble to demonstrate stability 
and competence to the community. Those two 
factors produce trust, which produces support. 
Newer organizations must begin to build their 
track record immediately. Careful documentation 
of all your work is the key to 'building it. 

h. CoZlaborative stanoe. Your willingness to share 
power with others will immediately build trust 
and tear down walls of suspicion and jealousy. 
With careful choosing of your alignments and 
well-planned invitations, you can win over the 
allegiance of huge portions of the ,community. 

In summary, community relations is an 'essential ingredient 
in the success of any service agency or organization.' It 
does not mean you won't step on someone else's toes or 
avoid alienating someone at all co.sts. rt does mean you 
will attempt a strategy of community relations where you 
can choose whose toes to step on and not have it happen • 
accidentally. It also means 'that you can decide who can 
be alienated without destroying your program, since major 
changes and major decisions are bound to alienate someone . 
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Communi ty relations b . 1 '. 
lots 'of thinkirig' 1 ·t·u~ d-1.ng r~quire;s lots of strategy, ' 
it is all. Worth th~ 0 

eif o~ r~$ks,. ~nd 'lots' of work, but 
around and helppeop' lo~t ~f.you really want to stay 

, e S~9n~f~cantlY. 

~, .. 

~ •• I 

.. 

~75 

._" ............. _._------
,0 

I 

j 

i 
I 

I 
j 

,,y , 



I ' 

Q 'i 

INSTITUTIONAL ADVOCAGY 

The Bridge Runaway service 
the 'first of five prog~ams 
operating in the San D~ego 

, ) 

Project waS founded in 1970, 
for runaways currently 
metropolitan area. 

, ... th services, The Bridge 
In addition to prov~d~ngdYOuspected both locally and 
Program is well-~nown a~ 'i~e community development and 
nationally, for ~~s wor ff memb-::.rs have played a kev 
train~ng. ~he.Br~~get~~adevelop;ent of other runaway 
role ~n ass~st~ng ~~ f the National Netwrok, and 
projects, the.fo~nd~ngd 0 am of community organiza-
a highly" soph~st~cate pro~r 
tiona 

. h contributor of the following 
John Wede~eyer" Whol~St~eeChairperson of the National 
article, ~s.curre~tlY d tails an impressive program of 
Network. H~s art~c e e 
institutional advocacy. 

•••• The Editors 
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A CLASS ADVOCACY EFFORT IN SAN DIEGO 

John Wedemeyep 

Most of us involved with the prov~s~on of services to 
ru'naways and other consumer populations initially became 
invested in this effort due to our "concern for individual 
h~man beings and the quality of existence provided for 
humans in our culture. In essence, most of us began our 
efforts by identifying a needed service in our communities 
and attempting to bailout, an endless number of individuals 
who were 'facing similar situations. After a point in 
time, many of us began to wonder why there were. so many 
individuals w'ith similar problems; many such problems , 
were more related to antiquated policies of our principal 
community institutions '(schools, law enforcement, welfare, 
probation, etc.) than to the 'direct personal problems 
of the individuals we were seeing. The-situation we 
found ourselves facing was akin to the story frequently 
told by one of the former staffpersons of tne California 
legislature. The story goes: 

While sitting alongside a river one day 
a man saw a drowning person floating down 
the river. The man immediately jumped in 
the riVer, swam out, and rescued the drowning 
person. Just as he had finished administering 
artificial respiration to the vict~m, t~e : 
man" heard' another Cry" for help in the river. 
It was another drowning person~ The man .. 
jumped in the river, swam out and saved 
the second victim. As he as administering 
artificial respiration, the man heard ano'ther 
cry for help. This situation repeated itself 
until ihe man had saved, over ten individuals 
and was himself exhausted. 

Another man was watching this happening 
. from .?l. hill overlooking the river' valley. 
"From this vantage point the observer could 
see upstream around the bend in the river 
where there was another man on the bridge 
throwing people into the river. The ob
server on the hill rounded up three or four 

"other people iri'the vicinity and together 
they constrained the man on the bridge who 
was throwing people into the river. 
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The second man in the story was like many of us 
in the field ofhurnan services. He had the same 
concern for people, but he also had perspective and 
was in a position to more accurately assess \'lhat was 
happening. ' By addressing the pi;oblem at its source, 
the second man was able to make the needed change in 
the situation which would stop the problem from re
occurring, and which would not completely exhaust his 
own energies in the process. The first man was involved 
in a helpful capacity which is similar to "direct service," 
the second man was involved in a helpful capacity which 
many of us would see as similcilr to "indirect service." 
In reality both foci are direct. However, each address 
different parts of the problem. 

The role of the second man in the story was close to 
the role of a "community developer," a "social change 
agent," a "community organizer," an "advocacy planner," 
or a "community broker." Each of these terms are often 
used to 'describe similar functions on the part of the 
individual performing the role. Such a role requires 
good assessment abilities in regard to both individuals 
and systems. Such a role tends to focus more on updating 
antiquated policies of our social institutions and social 
system than it does o~ salvaging the victims of such 
antiquated policies. A person in such a role focuses 
his/her advocacy efforts on assisting a whole "class" 
of individuals as opposed to assisting each person in 
the "class" individually. This paper is an attempt to 
describe the process and outcomes of a ~ecent advocacy 
effort in San Diego County. 

J; think the mo~t significant change I have been involved 
with in San Diego h~s been th~ County Juvenile Justice 
Reform during the period January 1974 through becember 
1975. The efforts of concerned community people during 
this two year period resulted in: 

1. A self-examination on the part of the San Diego 
County Probation Department. 

2. An approximately 'forty percent reduction in the 
population of San Diego County's Juvenile Hall. 

3. The development of detailed goals, objectives, 
and a' Five-Year Plan for the juvehile justice 
system in San Diego County. 

4. A County Probation Department "detention control 
policy" which in essence deinstitutionalized juvenile 
status offenders approximately two years ahead of 
any other county ,in California (and perhaps in 
the country). ' 
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5. 

6. 

7. 

!~;a~~o~~:g~oOf a Prob~tion Department plan to 
100 beds. cal Juven~le Hall by approximately 

PT~=nSttooppagetOf a County Probation Department 
cons ruct a $30 mill' 1 " 

Development Center" as an' "~lotn, 6?-bed Youth 
, a ernat~ve" to th 

Pdrelsent 120-bed county boys "ranch" named R e
h e Campo. anc 0 

The establishment of an . 
Planning/Advisory commit~ngo~ng Juvenile Justice 
the guidelines set out ' ee (JJP/AC) according to 
Delinquency Prevention ~n the Juvenile Justice 
Planning Agencies. Act of 1974 for State 

Before I go further it i ' 
basic informa,tion about s:n ~;l~rtant to provide, some 
approxi~ately ,1.7 million make g~. I~s populat~on of 
largest county in Callfor' s han D~ego th7 third 
the county is San D" ~~a. T e largest c~ty in 
700,000. The 1 d ~ego w~th a population of roughly 

an ,area of the county is 100 mile 
square; mTohre land than that of the state of RhodeS 
Island. e annual budget of th 
is over $450 'II' e County of San Diego 
county, m~ ~on .. The youth population of th 
Federal~~~:u~-~~fa~otals 434,191 according to th: 1970 

The juvenile justi ' f 
another task forcec~fr~h~rm bega~ as an offshoot of 
Diego, the County Budget TCo~~n~ty Congress of San 
was initiated in order as orce. The task force 
the County of San Die 0 t~ ,deve~op commun.i ty input to 
bud~et. This analysi~ re~~:~~~nfht~et~974-75 proposed 
bat~on Department was i ' ' a e County Pro
mately $8 million towar~t~~~~~~ to ~llocate approxi-
(from approximately 205 b d t pans~on of J~venile Hall 
the same time the Probat,e sD 0 roughly 300 beds). At 
how it was interested in~on" epart~ent was talking about 
in dealing with juvenilesa commun~ty-based" approach 
revealed in quite concret~ f:o~7ver'hthe budget analysis 
ba tion department was n ' c, s :-on ~ a t the local pro-
cash Th' ot match~ng ~ts rhetoric wjth 

. ~s was the essence of th t· . 
of the Community Congress Juv' 'Ie est:-mony which members 
presented to the County Boarden~ ~ Just:-ce Ta~k Force 
January 1974 As a ~esult f ~h' uperv~sors ~n late 
the chief ad~inistrative Of~l.ce ~s budget testimony, 
a,conference between county st ~f o~f~h7 county convened 
n~ ty leaders. Count st' .a <;>~c~als and cammu-
included the chief a~ini~f~ a~~end~ng this conference 
probation officer, the j~dg~a ~vtehOf~icer~ the chief 

. 0 . e Juven~le court, and 
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others. Comm~nity leaders present includedrepre-. 
sentatives from the Chicano Foundation, the com~un~ty 
Congress, the Black Federat~on, and representat1ves of 
ten to fifteen other commun~ty groUpS. 

At this lneeting, county officials s<;,lici te~ from . . 
communi ty leaders the rationale belund the~r oppos~ t-:on 

to the construction of additional bed space at Juven~le 
Hall. Community leaders indicated tha~ they w7r~ m<;,st 
concerned with what services were prov~de~ to Juven~les 
after they left Juvenile Hall. It was p01nted ou~ to 
county officials that there were many methods ava~lable 
to the Probation Department which would reduce ov7r
crowding in Juvenile Hall,:and that the ~vercro~d~ng 
problem could only be dealt w~th effect~~ely v~a a 
thorough analysis of the juven~le process~ng system 
in San Diego County. Community leac;lers also s';lggest,ed 
at this meeting that the county officials cont~nue 
meeting with community leaders in order to undertake 
a cooperative county/comm~nity.plan~ing pro~ess to 
improv~ services for all Juven~les ~n San D~ego. A 
second-meeting time was established. At the sec<;>nd 
meeting (approximately one month later), ~ommun~ty 
leaders presented a basic svstem for,plann~ng. 

This system for planning called for the following: 

1. 

2. 

3. 

4. 

Identify and analyze the problems inherent in the 
existing juvenile justice system; 

Identify existing resources which could be 
mobilized t9 address the problems identified; 

synthesize data compiled; and 

Develop a comprehensive youth services system 
approach. 

This general outline was accepted by the 9r9up on March 

22, 1974. 

until the outline for planning had been. adopted by the 
group things had been moving rather slowly. It ap
peared as though the county officials .had ~oped to 
"take the wind out of the sails" of commun~ty repre
sentatives by holding meetings onl~ once a mo~th 
and by keeping the focus on "offic~ally sanct~9ned 
membership of the 'County Task Force." Consequently, 
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during t~e per~6d of January through April, there 
had only been about three meetings of the County 
Juvenile Justice Task Forc~. However, by May, most 
o~ the membership problems were being :resolved, the out
l~ne.fo~ plannin~ had been accepted, and the frequency 
of meet~ngs had 1ncreased to two per month. 

In ~d~ition, there was reluctance on the part of county 
off~~~als to adopt the name "San Diego County Juvenile 
Jpst1ce Task Force.". County officials prefer'red the 
name "co~ittee to·Study Detention Needs" or something 
along th1s order. The name i~sue was not resolved 
until much later. -

All of the above issues were mixed together during 
the first three months of the County Juvenile Justice 
Task Force .. A~so, dur~ng th~s time, the Community 
Co~gres~ Juven~le ~ust~ce Task Force was meeting weekly. 
Th~s task force was typical of other task forces of the 
Community Con9:ress. It was composed of five to ten 
individuals whQ had specific interests in the area of 
juvenile justice. These individuals, in essence were 
the community experts. Because the Community co~gress 
Juvenile Justice Task Force was probably the best informed 
group in the ~ounty, it generally took the lead in the 
overall planning process. During the entir8 duration of 
the San Diego County Juvenile Justice Task Force the 
Comm:unity Congress Juvenile Justice Task Force a~sumed 
responsibility for keeping the key issues alive and for 
maintaining communications with the various other 
iuv7nile justice task' forces ,which had developed. 
(Ch~cano Federation, Juv~nile Justice Task Force and 
Balck Community Juvenile Justice Task Force.) 

The Community Congress ,Juvenile Justice Task Force 
pres7nted a position statement at:th~ County Juvenile 
Just1ce Task Force meeting of April 19; 1974 which 
outlined the major problems o~ the juvenile justice 
system. It was this paper that defined some of the 
critical issues and the operational objectives of the 
County Juvenile Justice Task Force. The test of this 
position statement follows: 

~fter reviewing Some of the major problems 
~n the preserit juvenile justice system, 
as expressed by administrative staff. of 
the Probation Department and rep~esentatives 
of the community; the Conuu'unity Congress 
Juvenile Justice T~sk Force has identified 

281 

I .
I 
Ie 
i. 

---_.-_. "" 
-

, 



.. 

,I 

" 1 

r I 

the following problems as being ..• central 
to the resolution of other juvenile justice 
problems: 

1. 

2. 

3. 

4 . 

5. 

6. 

7. 

8. 

Limitations of the Juvenile Court 
create a bottleneck in the processing 
of juveniles. 

Currently there is min.imal community 
involvement in the juvenile justice 
process. 

There is considerable question as to 
whether current juvenile facilities 
and processes utilized by the county 
Probation Department insure the humane, 
caring concerned treatment of juveniles. 

~olicies and practices of our large, 
public agencies tend to be unaccept~ng 
of individual human differences. 

There are currently very few alternatives 
to the formal juvenile justibe system 
(in terms of the number of, families and 
children/youth needing service). 

There is little or no evidence (and there 
is no existing system for providing such 
evidence) that indicates whether· or not 
juveniles under the supervision of the 
court are be;Lng appropriately detained 
and 'appropriately placed. 

The present juvenile justice system is 
not adequately addressing the family as 
a source of juvenile behavioral problems. 

There is considerable question on the part 
of community people regarding the lack of 
respect on the part of the Juvenile 
Court for the needs and rights of iuveniles. 

The Community Congress Juvenile Task Force 
has determined that any plan for detention, 
diversion, rehabilitation, or prevention of 
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juvenile problems must include solutions which, 
address the aforementioned eight pivotal prob
~em areas. All,decisions dealing with the 
~ssue of detent~on must be made in the con.text 
of,a plan for tbe entire juvenile justice system. 
Th~s would necessitate a review of the existing 
~nd ~roposed plans for the entire juvenile 
Just~ce system. 

In brief, the question with which we are 
faced is "how will the detention system we ' 
are cu:rently designing work to foster . 
:ffe~t~veness t~roughout,the entire juvenile 
Just~ce system? Advocates of any specific 
~lan sho?ld,be pr~pared t? defend their plan 
~n relat~oz: to th~s quest~on. Consequently, 
the Commun~ty Congress Juvenile Justice Task 
Forc~ proposes that the County .•. ,Juveni Ie 
Ju~t~ce Task Force adopt'the following goals 
wh~ch,a~y/a~l plans for detention, di~ersion, 
rehab~l~tat~on and prevention projects should 
address: 

1. 

2. 

3. 

4. 

5. 

6. 

Insure rapid (pre-judicial)* judical 
(and post-judicial) processing. 

Enchance ~ommunity involvement in the 
juven~le Justice process. 

Insure ,humane, caring, therapeutically 
effe~t~ve treatment of all juveniles 
(del~nquent and nondelinquent). 

Develop an acceptant attitude on the. 
part of public institutions and the 
broader community for areas of individual 
difference. 

Insure additional alternatives to the 
juvenile justice system. 

Insure appropriate placement and deten
tion of juveniles. 

7. Develop a family-focused,neighborhood~ 
focused prevention system. 

8. Insure Court respect for the needs and 
rights of juveniles in San Diego County. 

*These terms were added into later working drafts 
because they better expressed the intent of the 
statement. . , 
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In essence, these goals are in accordance 
with' the goals mandated by California stc;tte 
Law (Section 502 of the Welfare and Inst~
tutions Code). Consequently, we assume they 
will be acceptable to, the Juvenile Court and 
the Probation Department. 

Concur:r:ence on the nature of' problems and on the propos~d 
goals had been slecured from other communj.ty reJ?resenta~~ves 
prior to formal Isubmission to the County Juven~~e Ju~t~ce 
Task Force. Eventually, tha suggested go~ls, w~th m~nor 
modification, ended up in the final San D~ego County 
Juvenile Justice Task Force Report. 

The presentation of the problems and goals ,listed above 
led to some dist:ress on the part of Probat~on Depa:~ment 
administrators. This distre~s stew~ed from three ~aen
tifiable factors. First, two of the J?roblem~/~oals 
addressed the Court diredtly. Probat~on off~<:~als,were 
afraid that such statements might offend the Juven~le 
judge. Second, most of the goals suggest~d that the 
approach present,lye utilized by the pro~at~on Departmer;t 
was, perhClps, inappropriate. In addi t~on" ~he Probat~on 
Department Officials were not comfortable w~th the 
noncorrectional terminology employed. ~or example, 
Probation Department -staff had not prev~,?us ~y acknowl~dged 
any direct responsibility for "theraJ?e';1t7cally effect~ve 
treatment." Therapy was the responsJ:b~l~ty of county 
Mental Health Services. Third, th~ problems ,and '::foals 
identified were highly accurate, g~ven the s~tuat~on. 
If Probation Department officials acknowledged,such 
things publicly, it coule have made ~he Probat~on 
Department politically vulnerable. ' 

f i 

Nevertheless, the problems identified by the commun~ty 
Congress Juveni1e Justice ,Tc;tS~ Force were ~ccep~~d ~n " 
principle along with the ~n~t~a~ 11oals. Tne ne~(...Jtep 
was to identify the various add~t~Qnal tasks wh~~;. had 
to be accomplished in order to develop an,appropr~ate 
plan for reducing the population of Juven~le Hall. The 
identified tasks included: 

1. 

2. 

3. 

The development 'of detailed goals and objectives 
and a comprehensive Five-Year Plan. 

An in-depth analysis of the youth being served 
by Juvenile Hall. 

An assessment of the community capacity to hou~e 
and care for the status offender youth populat~on 
of Juvenile Hall. 
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Committees were established by the County Juvenile 
Justice Task Force to accomplish each of the tasks 
indicated above. Each committee included represen
tatives from both thecotlnty (public sector) and the 
community (private sector). The chronicles of each 
?ommittee are stories in themselves. However, suffice 
~t tO,say, that community leaders were responsible for 
con~r~but~ngthe major creative input to each committee. 
A s~de effect of the committee work was the development 
of considerable respect on the part of public officials 
for community representatives and vice versa. 

Claarly, one of the overriding concerns of community 
representatives was the limited approach to problem 
solving being used by public officials. This limited 
appr~ach Wc;ts,reflected in the solutions proposed by 
publ~c off~c~als to the space problems in Juvenile Hall. 
Probati~n Department officials "knew in their hearts" 
that bed capacity was "the a.nswer." The extensive dis
cussions pursued in each committee obviously impacted 
Probation Department policy. In August 1974, well before 
the County Juvenile Justice Task Force had issued its 
final report, the Probation Department issued its 
"detention c~ntro~ policy." This policy, in essence, 
stated ~hat ~uven~le,status offenders would no longer 
be deta~ned ~n JuveI1l.1e Hall. This policy alone brought 
the daily population of Juvenile Hall down to well below 
its existing capacity. By August, the Probation Department 
and other County Officials had been convinced that there 
was no substantial justification for expanding the size 
of Juvenile Hall. 

Undoubtedly, one of the most convincing argumE:hts . 
again~t the construction of additional bed space at 
Juven~le Hall came as a result of the analysis of the 
Juvenile Hall population dorle by the Committee on Juvenile 
Hall Data Collection. This committee did a thorough trace 
of the Juvenile Hall population for the month' of March 1974: 
where the individuals came from. the ethnicity and sex 
o~ each youth,:how long they stayed at the hall, the 
t~me span between each decision making juncture in the 
judicial an~ pre~udicial process, and where each youth 
went follow~ng h~s/her stay at the hall. This necessitated 
a trace of , over 900 youth flowing through the probation 
system dur~ng the related period. This one~month data 
analysis involved a comprehen~ive systems analysis of 
both the population served by the Probation Department 
and the related Probation Department recordkeeping systems. 
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The study required the identification and linkage of 
seven discrete manu~l dat~ collection systems operational 
in the Probation Department. Also, it 'necessitated the 
development of computer programs which could tabulate the 
essential data, along with the manual transfer of much 
information from manual ,logging systems to IBM ~a~rds. 
This ,process could not have been completed without the 
consent and cooperation of the public officials involved. 
Probation Department staff cooperated willingiy in this 
process. However, the bulk of the credit for this 
brilliant system must go to Randy Mechan, a community 
representative on this committee. In addition to the 
analytic design, Randy mobili~ed twenty community volunteers 
to assist in the manual work •. The ~ntire proc~RR involved 
well over 1000 hours of volunteered time. 

The analysis of Juvenile Hall's population verified that 
approximately forty percent of the Hall's population 
were status offenders. It also revealed that there was 
a disproportionately high black population in Juvenile 
Hall during that period in comparison to overall population 
averages. The data committee analyzed other alleged 
offenses by category o~ offense, thereby identifying 
additional questions which might be appropriately 
addressed at a later time. 

Othe~ CompZiaations 

One complicating element of the Juvenile'Justice Task 
Forc~ process was the identification of another que,s
tionable plan being pursued by the Probation Department. 
The discussion of overcrowding in Juvenile Hall led to 
discussions of other residential facilities operated by 
the Probation Department. Such discussions pointed out 
that in addition to expanding the Juvenile Hall (estimated 
cost $8 million), the Probation Department officials 
indicated their hope that the Youth Development Center 
would replace Rancho del Campo, the existing 120-bed 
boys ranch. Needless to say, community representatives 
were greatly distressed with this plan. As many 
community representatives pointed out; the'money utilized 
to payoff the proposed thirty-year mortgage for the 
proposed building could supply dramatically increased 
community-based services to juveniles. It rapidly became 
obvious to all that there was minimal justification for 
the expenditure of $1 million per year ,when this expen
diture would result in no substantial difference in 
service to the youth population. 
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While the proposed Youth D 
~ame u~ as a side issue i evelop~ent C~nter initially 
1ncreasedcapacity in Juv~nIfe d1scus~10n s~rrounding 
came a second majOr' . e Hall, 1t rap1dly be-
groups mObilized aro~~~u~h' Many other community 

1S proposed facility. 
In September 1974 b~th th ' " 
Justice Task Forc~ R~ort e f1nal County Juvenile 
Center proposal cameb P.r.:, andththe Youth.: Development 
vi eLore ecounty B d f . sors. The ·result of that "', oar 0 Super-
1Ssue by the board until D me

b
et1ng was a tabling of the 

, . ecem er 1974. ' 

The,is~ues were brought before, 
aga1n 1n December 1974 0 1 the Board of Supervisors 
citizens were in the 'd' ver 00 concerned community 
take community testim~~y1~~c~h:h~n the Board refused to 
and apJ?roved construction of th ~ut~ l?evelopment Center 
commun1ty citiz,ens were incens e aC1l1ty. Over 100 
for community input demonstrate~~t the.blatant disregard 
100 community citizens 1 ,e y the Board. Over 
the Youth Development c P tedged to come back again when 

f en er was to be r . d more or an environment 1 . eV1ewe on~e 
came in April 1975 A a 1mpact study. This review 
citizen oPP~sition'to s at result of the increased 
m nt C' cons ruction of the Y th e enter between December 1974 . ou Develop-
Board of Supervisors reverse ' an~ Apr11 1975, the 
those of us interested in th d :ts pr10r decision. To 
this County, this was a 1 de utu~e of juveniles in 

an mark v1ctory. 
A second major complication in 
Force Process~ was "What ,the Juvenile Justice_Task 
objectives and Five-Year ~~~*~ happen with the goals, 
to ~h7 Board of Superviso;s ando~~e they had been reported 
Adm1n1strator. (th~ person ,e Human Resources 
trative officer in the h ~econd to the chief adminis
of the Juvenile JusticecT=1~ ~f command)., The life 
was, from the be"innin sorce .was limited. It 
August 1974, witg the ~'bs~he~uled to terminate in 
Task Force Report co~ m~~s10n of the County Juvenile 
that the best .way·to ke un11~ representatives determined 
and Five-Year Plan deve~P a 1ve the goals, objectives 
Task ~orce wa~ to initia~ped by th~ Juvenil~ Justice ' 
Plann~ng/Adv::i:sory committ:ean ong01ng Juven1le Justice 
of th1scommunitY-based, cO~it:ork on the de;relopment 
~975. Community r-epresentat' eekwas begun, 111 January 
Just a matter of time bef 1ves new that 1t was 

, ore such a board or committee 
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would be required by the State of California as a 
logical planning extension of the requirements man
dated by the Juvenile Justice and Delinquency Prevention 
Act (passed in August 1974). Consequently, community 
leaders developed the Juvenile Justice Planning/Advisory 
Committee along with guidelines mandated by the Juvenile 
Justice and Delinquency Prevention Act of 1974 (P.L. 
93-415). After seven months of work, this new, ongoing 
planning and advisory committee was officially oon8'1;,i
tuted by the San Diego County Board of Supervisors. 
This action took place in August 1975. 

Naturally, the initiation of a new committee reopened 
the issues of membership, purpose, and function which 
had been resolved previously by the Juvenile Justice 
Task Force. The membership issue took approximately 
six months to resolve this second time, because a 
greater number of community people had become invested 
in juveriile justice issues. Iri both situations r ' most 
principal players attempted to insure that" the body 
dealt with content issues along with the membership and 
process issues. While this is a difficult task, it 
is absolutely essential if the group is to maintain 
its sense of mission and accomplishment. While the 
balan'ce between these two spheres was many times quite 
tenuous, it was maintained adequately so that the mem
bership concerns did not completely stop committee 
planning and input activities. 

Benefits of the Reform Prooess 

The benefits of the juvenile justice refor.ms in 
San Diego are difficult to sort. Certainly, the 
regular meeting of 'community represen tati ves, community 
service providers, and county administrators, has greatly 
increased the overall information base of all people in
volved. It has pulled the best thinkers in the area 
of juvenile issues together with some of the most action
oriented doers. The Juvenile Justice Planning Advisory 
Committee has enabled thirty representqtives from the 
community and public agencies to keep tabs on pertinent 
legislation, to effectively schedule input to our 
local board of supervisors, and to begin collaboratively 
to design the juvenile service system, which hopefully, 
will insure that juvenile status offenders are assisted 
outside of the law enforcement and corrections system. 
Further, it i.s the hope of many that the service system 
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which evolves will enable j,uveniles with other 
"delinquent" label~ to also stay outside of the 
law enforcement and corrections systems. 

Nevertheless, at this point in time, all of us 
can only guess. 
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POLICE RELATIONS 

John Sarb was formerly Supervisor of the runaway . 
program at FOCUS. Youth Services in Las Vegas, Nevada. 
He is currently Southern Nevada Coordinator for the 
Region IX Demonstration Project for Child Abuse and 
Neglect. In his article, Mr. Sarb di~cusses the 
development of the police relations element in the 
FOCUS program. FOCUS has developed a good working 
relationship with law enforcement, and~~r. Sarb's 
article spells out how the project viewed suchrela
tions and how the linkage came about. 

•••• The Editors 

. , 

291 

" I, 

, 

11 
! 
i 
I 
I 

! 
II 
,I 

i 

I 
~ Ii 
I' 
I! 
Ii 
') 
I 

I 
I 

Ii 
I 
I 

I 
I 
I 
1 

II 

I 
.. 

" 

, 



I ' 

" 

; ! 

1 I 

~OLICE RELATIONS 

John Sarb 

The Police. uThe Man." "Pigs." "~he Heat." "They 
bust kids and they hassle them - that's their job." 
Any time people from runaway projects get together, 
the stories can be told of police sitting down the\ .. 
street in unmarked cars watching for suspicious activi.ty, 
or of late night drug raids. This forms part of the 
traditional mindset about police that many people in 
alternative human care 'programs have. Indeed, the 
concept of alternative human care services says that the 
old ways don't work and there is a need fornetter 
ways of dealing with people than the system provides. 
There is no more obvious symbol of the system than the 
police. Why then should you try to work with them? 
If you even want to, how is it possible? What kind of 
problems can you expect? What effect will active 
involvement with the police have on your project? 
These are the questions that this article will address. 

The question of whether or not you should work with 
the police has been answered for you. Poli~e officers 
in most communities have a statutory responsibility to 
handle runaways, and othe~ status offenders, that make 
up your client population. At some point, you will find 
youself dealing with police officers over the fate of 
a kid. Will that interaction be a cooperative one, er 
will there be a conflict? It' is to you~ advantage to 
make it a positive, cooperative interaction. After 
all, police officers do not have to deal with you, and 
your job is to help kids, not fight with the police. 

Why should the police cooperate with you? This can 
be an even larger question. The answer is that it is 
in their self-interest to do so. Most juvenile bureau 
police officers I have spoken with say that status 
offenders are the most difficult cases for them. Trained 
to fight crime, the police officer is frequently out of his! 
her element dealing with those juveniles and their 
parents. The only harm done is that the young person 
is not where he or she is supposed to be. If you can 
show police that you can make their job easier, you 
are likely to have cooperation. 

292 

," 
. , 

. '. .-

\ 

,. 
.' 

" 

/ 

How do you begin to form .this alliance? The first 
step should ~e yours. You have the most to gain or 
~ose., Do yo~r ho~ew?rk. Find out who the ranking 
Juven~le of~~cer ~s 7n yo~r local police department, and 
get ·an appo~ntment w~th h~m or her. Be prepared to 
talk a~out other cities where the police and runaway 
~ouses wO:k together. Know how many youth ran away 
~n your c~ty last year. Now, sit down and lay it out 
for the officer. Let ,him or her know what you want to 
do and how rou propose to do it. Does he/she have 
any suggest~ons? Does he/she see drug problems? 
Chances are you are talking to someone with an extensive 
background of dealing with juveniles and who has had 
considerable ~ra~ning. ,Be open to what he/she might 
say, and be w~ll~ng to ~nvolve him/her in your plans 
You have something to offer and he/she dan recognize·that. 

If you have this officer's sanction, you are ready to 
go to work on the troops. Spend some time in the Juvenile 
Bureau Squad room learning how they operate. Talk to 
the people, ~nd let them get to know·you. These are 
the people w~th whom you will be having day-to-day 
~ontact. For them, runaways are only a part of their 
Job: They also see juvenile burglars, car thieves, and 
:ap~sts, and understanding that point of view will be 
~~po:tant to you. ~ut, they also see the juvenile 
~~ct~ms of adult cr~me, and appreciating that will be 
~mportant to ,you. , Ask to ride a shift in a patrol car, 
or follo~ a Juven~le detective for a day. This experience 
~houl~ g~ve you a good understanding of their role with 
Jllven~les and should give them some' idea of where vou 
are at. -

One of the ~hings you may find out ~s that you do not 
get along w~t~ some, maybe even most, of the police 
officers. Th~s is the chance you take.' if th' , 
the d'" ~s ~s . case! on t v~ew ~t negatively. You didn't set 
ou~ to w7n a popularity contest. Your goal is to 
ga1n pol~ce support for your runaway project on your 
terms, ~empered by an understanding of where the police 
are com~ng,f:om. It will still be good business for 
them to ut71~ze your project, and maybe you can win 
them over ~n the future. At the same time you may 
have fo~nd some officers who are supPQrtiv~ of what you 
are try~~g to do. They are all you really need. They 
cor:r;espond to the one or two contact people you CUltivate 
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in any other social service agency you interface with 
in your community. They are the people you can calIon 
to wade through the red tape and get things done in 
their agency for you. Having someone' like that in the 
police department can be very helpful. ' 

Once you have these,informal linkages, don't forget the 
formal ones. It doesn't matter which you form first. 
Whatever works best ,for you is'fire: 'Just remember to 
get both informal and formal linkaghs bec'ause they 
serve different functions. OneeffE.lc:tive formal linkage 
is to form a L~W' Enforcement Advisory Committee. A gro1.lp 
like this can lend respec~abili~y ,to your project, it is 
good public relations, ahd they can be patent allies im 
solving system problems for you. By forming this committee, 
you let law enforcement know you are not trying to hid~ 
from them and that you are serious about helping kids. 
Pick the people you want to have on 'your coInrrd. ttee. Try 
to get representatives from all branches of law enforce
ment, not just polic~. Police,'probation, and juvenile 
court personnel don't always agree among themselves, so 
get all their views. Your committee can be a forum in 
which they can identify and solve problems. ' Don't 
forget to include those police officers you identify 
as your informal links on your committee. This can be 
their payoff for supporting you informally, 'and they 
can help you offiCially on the 'cqmmi ttee.. Also, when 
you pick your police representatives, try t6 get line 
officers, detectives,'and tqp brass. They all have 
different functions in the department, so they can ~ll 
give you different feedback and do different things for 
you. Top brass can set policy 'for r.eluctant line 
officers that will mandate them to 'cooperate with you. 

Another formal relationship you might form with your 
police department is that of' trainer. for cadets in the 
academy. Police training programS? usual,lynaye an 
orientation to community resource's for prosp,ective 
officers or for the continuing education of experienced 
officers. Try to get someone from your project included 
in the curriculum to explain the runaway scene and the 
role of your project. This is a good way to reach a 
lot of "street cops" who often have contact with 
runaway kids even before juvenile bureau detectives do. 
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Open houses and a '\S tanding' , t ' 
c?ff~e" can be su~essful m!~~~ at~on to "drop by for 
w~ th the police. ,<'Be awa ods Of, opening communication 
front door for ~'friendl;e ~h~t walk~ng through your 
a police officer. Make hi~~6~t can be a big risk for 
welcome; your good karma 'llr her feel comfortable and 

w~ come back. 
If you have sought ' , 
with your poli d an act~ve, cooperative relationship 
effect this ha~eh ~partment you ,need to look at the 
is .,formed, both p:rt~~s y~~~ p~oJect. Any time 'a. linkage 
necessarily mean com r ' c anged. Change does not 
ship with the pOlicePt~m!~listY~~ ~ntered into a relation
goals and your style of de I' ~~r support for your 
their families Pol~c ta ~ng w~th young people and 

• ~ e en ered the reI t' ,.-same reasons, but they rna h' , a ~onsh~p for the 
. y ave d~fferent goals. 

How can this re1ationshi ' 
and goals, and be a posii,acknowle~g~ your conflicts 
project,and the police? ~ve ~~~er~ence for both your 
discuss your shared ex· ,ne ~~g that helps is to 
out of every hundred kl~~~e~ces ~n positiVe terms. If, 
of them leave to become fW 0 come, to your project, ten 
let it be said by eith ut~re pol~ce problems, don't 
percent of the' time R:~ho! you, that you failed ten 
you prevented' ninety polic elr, ,y~U shOUld emphasize that 
~olice can look at those t:· pr? 1ems. Now you and the 
~mproving a good thing y n k~ds from the standpoint of 
handle those ten but n· ou ~ay never agree on how to 

, 0 one ~s goin . t 
your relationship becau'se of them. g 0 suggest €'mding 

HaVing an active 
police department <?oope:ative' re1ations,hip with ou 

, ~s go~ng to ~ffect the internaY1 r operat~on of your project Y 
yourselv~s. You have admitte~U are not an island unto 
the outs~de world. How is ,a very potent element of 
staff, the kids and th' th~s going to affect the 
threatening,exp;rience ~~~ ~~rents~ ,It can be a 
o~e. If any of them are thre:m, OJ: ~~ can be a positive 
l~nkages. ,How then, do ou tened, ,~t can strai.n your 
the police positive? ,y make the~r experiences with 
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Having the whole staff behind the idea of cooperating 
with police is crucial. Ideally, they should be involved 
in negotiations and meetings witP\police. They should 
be part of,any decisions on formal agreements your 
project lias with the police department. Sometimes this 
is not possible. . Not everyone can attend meetings, and 
staff turnover means new people inherit polices and 
procedures. Whatever procedures you work out for 
handling requests from police.or summoning them for 
assistance, need to be written down for everyone to 
understand. How ml;t:;h information you can give to police 
without br.eaching confidentiality should be known by all 
staff. If there is some doubt about a specific request, 
staff should know to .refer it to a supervisor. It may 
seem like bureaucratic formality in the midst of a 
:relaxed. project, but it .cansave some s·taff member from 
being 'embarra,ssed because ·he or she did· not know what to 
do when the police' showed up. If a staff member is 
threatened, that insecurity is going to be transmitted 

·to the kids. 

What about the kids? How can you get. them to react 
positively to the project's involvement with police?, 
After all, many of them have strong negative feelings 
about police, sometimes with good reason. Yet, if a 
police officer shows up at your door to say hello and 
rap with kids and gets a cold reception and maybe some 
insults, he/she ,is going to leave with hurt feelings and 
less willingness t.o help the next kid he/she sees in 
trouble. 'Is it possible to offer a place for kids to 
come to that they will trust and still have you reach out 
to cooperate with police? I think it is a mistake to 
view the issue as a dilemma. An incident that occurred 
at FOCUS (Las Veg~'S, Nevada), one night illustrates this. 
Two detectives came to the door unannounced. (They 
usually called first.) They came in, located a youth 
they were looking for, handcuffed him, and led him away. 
They offered no explanation. It happens. Anger and panic 
beset the whole house. Counselors and kids alike were 
cursing all police officers. Two hours later the mood 
was still sullen when a police cruiser pulled,up in front 
and two uniformed officers got out. Kids took cover 
anywhere they could. Counselors were grim in anticipation. 
The officers came through the door struggling under 
several big buckets of, fried chicken: ·They seemed to 
take no notice of the evident fear and anger. They sat 
down and started eating as if they were having a picnic. 
Slowly and cautiously kids and counselors moved closer 
to check this out. Each in turn was offered chicken; 
there was plenty for everyone. Distrust was running 
high but hunger won out. In twenty minutes we did have 
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a picnic with fifteen k'd 
.~~~ C?ps,jammed :around ~ ~~brec~ui~e of counselors and 

Ow~ng the bones in the ' 'a ~ng chicken and 
i~~~~~ed went on all night~~d:I~tee~he,discussion that 
Th g for answers, wrestled 'th k~~s, confused and 

,ey , started out blamin w7 the~r confusion' 
d~dn t defend themselve~ ,all pol~ce and the two offic~ 
~wo officers who had pUliedThen the~ started blaming t~S 
eld l!0 satisfaction. The ~~t. the~r friend, but that e 

~~:ci70ns and how they hadnste;y ~ooked at their own' 
~rst two cops had don eo yped ~ll police. Ma b 

Maybe, they .were scared 't e the same th~ng with kids y e, 
~u~ to the first officerso~ik M:Kbe; ~f someone reac~ed 

a reached out to the k'd e e second set of offi 
~:Ybe, if they reached o~tSto t~eY,WOUldn't act like t~:~~ 
h l~o many hassles at home Mayh~~r parents there wouldn't 

e you gotta try. '., e, maybe - yeah, but _ 

Nothing that we . as a ' 
have prevented the fir~~o~ec~, could have done would 
operating within the lett~~c~~ent. The police were. 
as counselors could h 0 th~ law. Nothin 

~~r~~rt~!tthat discuss~~~.do~~ ~~~~dteave il!sPi;e~~the 
positive I' W~at could have been a di 0 POtl~ceoff~cers 
t k earn~ng experienc b sas e~ became a 

a en by project staff and epOI~cause of p~evious risks 
~ce get together 

Another area where co~· e " . : 
can enhance your servi~er~:~,,:,e rel~tionshipwith police 
~~r~l!;s. It sometime 'happen~v~~y t ~.s .your dealings with 

be a~l;=~d t~o y~~~y r~~sons why th:ir p:~~n~; ~~~g~~:r go~ng l' 
;~fi;~~y ~~m~hnd to ~d tK~~r t~~~s~he ~~~rd kn'ow their r~g~~s d 
f at po~nt we wo Id or call the' 
act, we offered to call theU ~ell them okay. In 

phone calls becam pol~Ge for .them M 
did h' e unnecessary at th . any 

ave to call, the oli . at point., When we 
stamp of approval and ihe c~ usually gav.e us their 
If the parents still i ,P~rents let,their.kid sta 
~~:n~ported the youth ~~~j~~~~i~~st often, pOliceO'~fice'rs 

,~n pro~ective cUstod . court and ,placed him or 
the youth Was avoided. y. A'charge'be-ing filed against 

Occ~sionallYI there 
bel~eV'e posed a ph ~ere pa,!:'ents. whom we had 
call I ' -ys~cal threat W reason. to 
oc ~o ~ce for this. That's th ' e never hesitated to 

cas~on a uniformed off' e~r job. On one su h I, 

Where throughout a 2-1/2 ~~er was ~ispatched to FOCU'~ . 
. our £am~ly session, he sat. 
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outside the 
even though 
was there. 
have gotten 
coffee. 

room and drank coffee. No violence erupted 
the irat.~-"/stepfather never knew the officer 
TIle only casualty was the officer, who must 

heartburn from drinking that much of our 

Now that you are cozy with' the police, how is this going 
to affect your project's reputation and effectiveness as 
a youth advocate? You have already seen a number of 
examples of how kids can get ,a better spake in the system 
because police w,ill cooperate with you. What about the 
tough ones, though, when you really have to buck the 
system? Suppose someone requesting admission reveals 
to a counselor that ,he or she is being sought for some 
serious delinquency offense? Do you report him or,her? 
Do you tell him or her to get out? Do you house hlm or 
her and hope nobody finds ou~? Whatever, the , policy of 
your project may be, a strong relationshlp wlth your, 
police department can help. If you can count on pollce 
support,. you have mQre options you can present to the 
young person. If the youth elects to take off and try 
it on the streets, 'l::he police are no worse off in terms 
of their dpty to apprehend him or her than they were 
before 

He/she came to you. If police know you, they might be 
angry but they are less likely to interpret your actions 
as a disregard for 1t:.he law. You will have already let 
them know you are not equipped to forcibly detain anyone. 
If the youth elects to give himself/herself up because he/ 
she has no p~ace left to r~n to, you are going to be in 
a better position to fill him/her in on what he/she can 
expect from the authorities. If you can transport him/her 
to the police, his/her volunta.t"y surrender can only help 
him/her, and often you can walk through the process with 
him/her to soften the blow. 

Even in the most cooperative of arx:angements, there are 
going to be heated confrontations. Be ready for the~e. 
Police always write down and keep records of everythlng. 
(You should do the same thing.) Any time you have an 
official interaction with police officers, no matter how 
amiable things may be, find out the officers' names and, 
badge numbers~ Record the time and place, who was 
present, who said what, what was the tone of the conver
sation, and, what came out of it. 
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Don' t embe~lish or try to look good. J'ust get the 
facts. ,Th~s goes for phone conversations as well. If 
you h:~: several poli?e agencies serving your area, 
make ~ ... .r.e you know wlflch one you are dealing with. 
Problems may develop later and it could be days or 
w;eks before, your advisory committee, 'or the formal 
Ilnkage meetlng, takes pla~e to discuss the incident. 
Then, unless you have it in> Nri ting, it is going to he 
y~u~ ~emory against ~heir ~etailed records. The cre
dlbl1lty of your project can be damaged and a kid may 
have to go through unjustified turmoil. 

This art~cle is i~tend;d tO,show that a positive, 
coop;ratlv; r;latlo~shlP with pOlic~ is not only 
~osslble, lt lS deslrable. The posltive vibes put 
lnto suc~ a relationship will permeate'every aspect of 
your pro~ect a,nd en~ance your service delivery. It makes 
yo~r ~roJect a worklng model of the kind of relationship 
bUl1dlng,you,try to teach kids. The suggestions offered 
for gettlng l.t on are not guaranteed. They are certainly 
not the only ones. They have worked before and the results 
were good. Invent your own ways of making it happen _ 
~nd pass them on to someone else. You can't keep it 
1f you don't give it away. 
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OUTREACH IN THE SCHOOLSc " 

The school system remains one of the major institutions 
impacting upon the lives of young people in America 
today. Given the importance of the schools, how can 
runaway projects establish lin~ages with school systems 
to provide more comprehensive ?ervices for young people 
in their community? In the following article, Kay 
Wickett Ostensen, Senior Family Counselor with the 
Odyssey Runaway Program, Fullerton, California describes. 
Odyssey's outreach efforts in the Orange County school 
system. Kay di.scusses outreach activities with'school 
administrators, counselors, teachers and young people; 
highlights potential problem areas; and describes 
Odyssey's efforts at prevention - reaching those 
elusive young people who are often labeled "pre-
runaway. II 

•..• The Editors 
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OUTREACH IN THE SCHOOLS 

Kay Wickett Ostensen 

\l 

Two years ~go, at the inception of the Odyssey Program, 
a survey of school personnel would have shown that less 
than ten persons knew of our existence. A normal day 
at the program now.wou1d include a call from a scl:lool 
co~nselor, worried that a freshman girl is planning to 
run away, a visit from a student who brings ~n a runaway 
friend, and a call from a vice-principal who doesn't 
want to re-admit a su'spended student until he begins. 
counseling in one of our groups. Referrals are received 
from over 25 different high schools ,and junior highs each 
month. 

How·did the news about Odyssey get around? It has been 
our feeling that the school system, being the one unifying 
factor for all teenagers, is a key ingredient in accessi
bility of the program. Several steps have been taken to 
insure that school people, at administrative, counseling, 
teaching, and student levels, are aware of the program 
and how it might help them. This article will attempt 
to summarize the steps we have taken, as well as provide 
a candid evaluation of how effective they may have been . 

SchooZ Administration 

The Odyssey program for runaways is one of six programs 
for youth at the Teenage Resource Center (TRC) in Fuller
ton, California. The Center was developed four "years ago 
through the cooperative efforts of the North Orange 
County YMCA and several other community agencies. The 
Fullerton Uniun f,Iigh 'School District was particularly 
instrumental in providing input as to a needs assessment 
for youth' in ",-Ute area. Key administrators at the district 
level, who joined staff in developing grants, currently 
participate actively on the TRC Board of Managers. 

Since ,our beginnings' the Resource Center has held periodic 
tours and information-sharing meetinla's for sch<?ol, law 
enforcement and social service personnel. At these 
meetings, short descriptions of program activ~ties 
are given by each director followed by an informal 
time during which the community members can walk through 
each of the programs and talk with staff. Of·ten, exchanges 
are made concerning recent referrals and the progress of 
the individual student in a program. 
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Sahoo~ CounseZors 

After receiving funding for the Odyssey program, hiring 
staff, and completing program implementation, visits 
were made to the counseling departments of each of the 
area high schools and junior highs. Contacts were made 
with a counselor known to one of our staff members, 
who was asked to set up a meeting with all counselors 
at which time our brochures were passed out and our ,program 
ideas shared. At each campus we took time to let the 
counselors know us individually and as a team, sharing with 
th~m o~~ educational background and previous experience 
within the school sY9tem. Th~ counseling and placement 
model of the Odyssey program was clearly described, as 
well as the initial intake procedure of TRC. The referral 
steps were explained and cards were given to ea~h counselor 
for handing out to families in need of our serv~ces. We 
acknowledged the fact that most school ~ou~s~lors,have 
an overwhelming caseload, and that our ~nd~v~dual~zed 
services should be of help in relieving some ,of their 
'burden. We also·recognized the fact that many school 
counselors make agency referrals and are never given any. 
feedback as to the progress of the student. To meet 
this need, we presented copies of our follow-up form, 
which all referring agencies are sent after a referral. 
We stressed our availability on an on-call basis. Since 
these informal talks, we have often been called to 
handle crisis situations on the school campuses. Other 
situations have arisen where school counselors have 
asked us to attend family conferences, feeling that having 
an outsiqe person involved would facilitate the 
effectiveness of the conference. 

Teaahe.r.s 

The relationships with teachers have developed gradually. 
As a team we have p'rovided workshops with numerous high 
schools and alternative schools .. We have found that what 
students want to hear about most is runaways and the 
services provided ·for them. The workshops have included, 
a class discussion of the profile of a runaway, opportun~
ties to discuss problem kids they have known, as well as 
role playipg a family therapy session. 
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The Teenage Resource Center, as a whole, has expanded 
its youth advocacy role through providing an off-campus 
educational setting for emotionally handicapped students. 
Two full-time teachers and two aides from our.local high 
school district teach here daily, providing unique 
experiences for 20 students who, historically, have been 
unable to function on the regular school campus. Our 
counseling services support the academic growth made 
by these young people. . 

Lectures are also given frequently at the community 
college and state university levels here in Fullerton. 
The relationship with instructors and students at the 
college level stimUlates interest in internships, with 
these persons later applying for fieldwork placements 
here a't TRC. 

Students 

Word travels quickly at the student level. While our 
first year referrals were almost exclusively from other 
agencies, we now talk daily with kids who h~ve been 
referred by previous Odyssey clients. Prevention becomes 
more feasible at this level; our on-call staff receive 
many calls from youth contemplating running and needing 
services. 

The Student Advisory Committee here at the Teenage 
Resource Center is currently concentrating on better 
ways to spread the news about runaway services. One of 
the kids is working on a school assembly, wher:';eby we 
would come as a staff and describe the Odyssey program. 
Another idea involves a student "runaway rep" on each 
local high school campus, who could provide information 
and referral sources to those needing services. 

Naturally, there are some problems in school liaisons. 
Confidentiality is an issue that must be dealt with 
early in the game, explaining carefully what will and 
what will not be discussed about a client's progress. 
Truancy is also a he~vy concern for sdhoolpersonnel, 
who may need reassuring that the runaway program is not 
a "hang out" for kid,s who should be in class. From the 
teenager's point of view, a highly visible tie-in with 
the school may be threatening. A 13-year-old, straight-A 
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student, is a case in point; . During the initial 
interview, he described his desperation about his 
alcoholic mother. A temporary placement was made in 
the Odyssey program and sinpe we knew his school 
counselor, we mentioned that we would let her know 
in case he had any.problems. He absolutelY refused, 
fearing :that in some unforesl'en way. i two

uld 
get into 

his records, barring him from getting into college •. . . 

A final factor. inherent in a close relationshiP with 
schools is that,.as the word.travelS, the workload 
increases. At times'it is hard to find the ei1ergy 
to continuallY meet the needs of t~e already over-burdened 
school counselors.. The rewards, «ilwever, far outwe igh 
the problems as a fully reciprocal relationship may be 
developed •. In. this, way, the needs of the co~unity can 
best be met and that is what we are all about. 

~ 
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AN, IN~HOUSE SCHOOL PROGRAM 

One. of ·t·he major st ~~~~e~~ its diversi~~~gt~~~;e;he ru~away house move-
va tl ve ~r have exper imen ted with y a~~g 70n

, . rut,away 
in othe ogram models.which may b ~nst1tuted inno-
projectrD~~:;:~S' In the'follOWi~gaa~i~ed for use 
Texas andLynnerN~tf the Youth Shelter OfcGlel,June Bucy, 
the h'l 1 a Pope, Pr" a veston, 
prog~a~:os~P~~hO~~a~~tha~d wor~l~~; ~fT~~~h:~~hdes~ribe 
some reade ,1n the runaw h' un1que 
diagnc;>s t'i/~e~~ln d1sagree with the ~~Og~:~! 1.:J. though 
exper1ence wig and assessment, the s use of 
successful, a~~ !~~ii"ogram has beenov!~~~~l;~eltler: s 

s ~areful consideration. 1ng y 

••. . Thel; Editors 
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AN ,IN-HOUSE SCHOOL PROGRAM' 

Lynne Nita Pope 
,June Buoy 

"School at the runaway house! Ridiculous--the kids 
ran off t6 get away from school." 

This has been the response of several runaway program 
folk when they hear that the Youth Shelter of Galveston 
has a school program. Let us explain why we see the 
education component as one of our most important functions. 

Research data indicates that a large percentage of the 
runaways are kids whose school careers have been less 
than satisfactory. Many youth are already drop outs, 
most are behind grade level,'and almost none are able 
to cope financially with independent living because . 
they don't have ,the educational or vocational skills to 
get and hold a good paying job. . 

Poor records in school may be the result of physical 
or emotional factors. Often the youth has never had the 
individual attention in school that resulted in a good 
understanding of those factors. Our first goal in 
having a school program is to provide the diagnostic 
techniques that will bring more self-understanding and 
planning for change. Hearing and vis~on tests are. 
administered and referrals can be made for deficiency 
correction. Emotional problems or cultural deprivation 
may be indicated by an .appropriate battery of tests. 
These include diagnostic data, psychological tests and 
instruments which measure achievement. (See Appendix 
page 310.) Runaway program counselors can use this 
information in assessing the alternatives for a runaway. 

Not all of the tests are given to ~ll residents. The 
initial battery consists of a diagnostic math survey. 
This is an informal, teacher-made instrument which 
covers most of the specific skills taught in the lst-
10th gradc:s. Computation skills from simple addition 
through algebra fundamentals are included. 

Also included in the initial test battery is the 
Sullivan Diagnostic Reading. Problems in visual closure, 
visual reception and spelling can be uncovered. 
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After a student has been in residence for five days, 
a Slosson Intelligence Test, a Wide Range Achieve~ent 
Test, and a Slosson,. Oral Reading Test are administered . 
and our teacher proceeds to develop an educational plan 
for the student. She implements this plan in the program 
and can send it to the home district if that seems 
feasible. 

Some residents in the Shelter program stay the full 
thirty days allowed by program rules. The educatic;mal 
plan can be implemented for these stuCients. They have 
a chance to work with the' teacher to overcome the blockages 
that had pre~ented t~~it ~ubbessin school. ~hey alS0 
have attendance days that wi~l tran~fer - often making 
the diff'erence between passing and failing for the year. 
They can learn prevocational skills and take field trips 
to work situatiort~ t~at ~ncrease their conception of 
reality. " . , 

Most of, our rel:;idents ,'do' n~t stay this 'many days in 
the program. For' some of .them these aJ;e days when 
theiare "~etting their headS together" thinking through 
their relationships, attitudes, and behavior. They are 
days of decision~ For them the hours spent on fractions 
or spelling may seem besiqe the point. ~he task of 
getting up and being J;eaqy for school work ~t 8:30 a.m. 
may seem' a real drag .. A .YQ'(J,th suffering from depression 
or shock may not be able to prqfit much from the content 
of the less'ons., . 

In these situations, our:contention is that the experience 
of disorientation that often 'accompanies 'crisis situations 
is overcome best by a rhythm of freedom and,structure. 
Time can hang very weightly upon a youngster who does not 
know where he/she will be next week. The r~lationships with 
older runaways and program' statf can be 'areas of tension. 
One's self,imag~ nee~~ support when all of one's individual 
rituals and,accustomed turf are suddenly changed. 

,We feel that the very tact',that we h~veschool, and that's 
what you dO each wee~day mornirig says something important 
to these young people in'lfmbo. Through school, stability 
and consistency are.provided. Two years e~perience tells 
us they ~et the ~e~sage) :' . , 

As for the rebellious runaway who is .hostile to 'his/her 
parents, the law, the whole scene - ~n individualized 
but regular school progl;"am says, . ','Yes, we know you are 
angry and tired of the hassle, but we want to help you 
see that the values of our society can be presented in 
ways that allow for that anger. We think you have a lot 
to contribute, and we want to help you develop your 
potential." Again, our experience tells us that most 
of the kids get the point - even when they'd rather, sleep 
all morning. 
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We also have some youth who were removed from their 
home by protective servic;E:-workers or: kids who are 
tired of running. For them, the opport'ani ty to work 
toward keeping up, o~ catching up, with their grade 
level-or to prepare for the GED is welcome. They add 
to the morale of the classroom in a fantastic way. 

'Those are the whys. Now for a few hows. In Galveston, 
we have been very fortunate. The Galveston Independent 
School District wrote a grant to the Texas Education 
Agency for a special education teacher and an aide. 
GISD supplies all diagnostic and teaching materials~ 
The class is designated as a class for students with a 
Language Learning Disability. State audit folders have 
to be developed for that category of special education. 
That gets to be a big job that absorbs a lot of the 
teacher's time. 

We look -forward to the day when "child in crisis" can 
be an education category, and funds will be available 
to teach these children without legally identifying 
them as emotionally or educat,ionally deficient. , State 
legislatures and educational associations should be 
aware of our runaway data and be challenged to provide 
this needed service to emergency shelters, children in 
group homes outside their home districts, and detention 
centers. Our runaway networks need to gear up a lobbying 
effort on this issue. 

In the meantime, there are other education models. Before 
we got a teacher we scroung'ed materials from the schools 
and used them ourselves. Sometimes volunteers helped 
with school - one home economics teacher was fabulous. 
She had the students working with newspaper grocery and 
rent ads turnirtg them into household budgets. (It sure 
cut down on the marriage-at-fourteen fantasies our kids 
were enjoying about that time.) 

Programs could also pay a teacher for a few hours each 
day. Some very good teachers are available on that 
basis. Check your substitute teacher rolls or the 
mothers of kindergarten children for starters in finding 
one. In communities where there is a university you 
should be able to work out a deal where your kids become 
one of their learning projects. 
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One warning! The heart of the runaway program is the 
warm accepting atmosphere where the youth feels his 
needs are understood. Don't let a school system or 
a rigid person lose sight of this primary concern. 

But if your teacher is skilled and flexible, you'll 
find school at the runa,way house to be a valuable 
experience for the residents. Try it - you'll like it. 
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Appendix 

Diagnostic data can be obtained from a math survey 
(info~mal, teacher~made) instrlPllents appropriate ,for 
assessing reading skills (Sullivan,~eading ~ests, EDL 
Lab materials, Du'rrell Analysis.of Reading, Oifficul ty) , 
and materials 'which will y.:i,.eld perceptual.difficulties 
(WISK, WISK,-R" IT~A,.·Stanford-B~n.et or a Slosson 
Intelli~ence Test) . ' 

psychologic~l testing ~ay'reve~Lindividual,le~rning 
styles,' the ex'tent tQ which emotiQnal or, social, problems 
are present and facili tate t~e assigmnent o,f mc:tterials 
designed to .rerned.:i,.ate the deficits. Some qf. the psycho
logical tests in9luded in our test bat~ery are WISK-R, 
Stanford-Binet ~nd the Slosson Intelligence Test. 

, . 
Achievement tests which can be utilized effectively 
for diagnosing learning disabilities are ~ Key math, 
a Slosson o'ral Reading Test, ,a Wide ~ange Achievement 
Test, the Detroit Tests of Learning.Aptitude, and a 
psychologi9al'cbeck-o~t list which consists ,of a ' 
hierarchy, of developmental, skills. This check list 
was developed by a nearby university. 
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THE CASE OF ANN 
A COMMUNi1.'Y TRAINING EXERCISel 

NationaZ CounaiZ on Crime and DeZinquenay Training Center 

Many projects and youth organizations have developed 
exercises for program staff training and development. 
Loren Rariton, Dir~ctor of Training for the National 
Council on Crime and Delinquency (NCCD), and Lucie 
Doree, Assistant Director, have created "The Case of 
Ann" as a means of working with community members to 
raise issues and stimulate discussion on the community's 
treatment system for runaways and other status offenders. 
They have found this exercise to be, particu,larly effec
tive in working with juvenile justice professionals -
police, probation officers, judges, youth workers in 
lock-up~, and training schools and court social workers. 

The Case of Ann is based on the actual case-history of 
a young person in a Northeastern state. The case history 
is divided in,to six sections, which trace Ann f s pro
gression through II·the system." The exercise is conducted 
by asking each participant. to read the f.irst section and 
write-down what they believe to 'be the proper and most 
effective procedure to be followed. The group then 
disc:usses this section and then reads the actual outcome, 
on the following page. This process is continu~ed through 
each of the six sections. The NeeD training staff have 
found that as community members follow Ann's experience 
and compare it with their own views of how this young 
person might have been helped, there is generated a great 
deal of interest, concern and emotional involvement with 
the plight of runaways in the community. 

1. "The Case of Ann" is used with permission of the 
National Council on Crime and Delinquency Training 
Center (copyright pending) . 
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Natioilal council on crime and Delinquency 
Training Center 

SECTION I 

THE Cf\SE OF ANN 

. n est of seven children, born on June li,' 1957. lIer 
Ann loS the you g . 8 Since the separation, the mother has 

father. and mother sepa~ated lon 1~5 f ther pajd $15 per ,week for' 'support" 
had five additi?nal chlold~en. T7 e

h 
a h 'wa~ 'admitted to the hospital for 

of his seven chl.ldren untlol 196 w e~ .e 
tuberculOsis. He and the children Vl.Sl.t regularly. 

A~",' 'l first contact with 'the police was 
birthd~~.· She had run away from ~ome on ~er 
Jt.\ly 22, 1968, hitch~·hiking to .Phlolade~plll.a. 
took her to the Penny Hill polloce statloon. 
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11:1 months after her elnventh 
birthday and vias locatud on 

The \~oman who picked her up 

(J \I 

"~-.... ~ ..... -, ------... ....,... II"" 

!' 

. .. 
. 

? I 
, 

.~ 

• .' • ~-'I)' 

.. 

National Council on Crime and Delinquency Training Center 

TilE CASE OP ANN 
1':\', 

SillION I I 

The police took Ann to the detontion home where she was detained ;for 
o days, during which time it was learned that she had been truant from school ., t ~ 
Ill:! days in the 67-68 school year and had run away from home on two prevl.OUS 
:casions. Ann stated that she did not want to return home because everyone 
?icked lIon her, an,d her mother was never home, A petition for neglec t against 
1e mother was processed by the Juvenile Court. 

The school counselor indicated that the home situation had dete:rior(~ted
lpidly during this school year and that the younger children in the family 
Ire in need of supervision. 

On August 22, the Public Welfare Department \\'as granted custody of Ann 
d four of her siblings. They were placed in separate foster homes,\ At 
is time the Welfare Department requested that the mother be sterilized 

Court order. 

Ann is a small child who seeks attention from adults. She can be helpful 
'\'\ coopera ti ve at 011e moment and throw a tan tru'm the next, She stated that 
"'~,:'~:ad learned her lesson, and that all she wanted was to be a "good girl" 
i go home to her mother. 

While in the foster home, Ann attended school, but only sporadically. 
ra'tl aWf'Y from the foster home three times in the next two months. Ann 

lted ~ha~~(~~ was unhappy in the foster home and wanted to be with her 
:her. E~Ch time she left the foster home, she would go to stc\,Y with her 
:her. 
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National Council on crime and Delinquency Training Center 

THE CA~t: OF ANN SECTION II r 

On October 20, 1968, the Welfare Department ,filed a petition of 
"uncontrolled" and took out a warrant for her apprehension. She was 
picked up by the city police on Halloween night at her mother's horne 
and was placed in the detention horne. 

'rhe ,juvenile Court jUdge detained he~ for psychological evaluation. 
The report of the court psychologist indicated dull.normal intelligence, 
with ~eading ability of 3rd grade/8 months. Ann was in the 6th grade. 

i\ccording to the report, Ann would experience an almost "constant 
sense of frustration" attempting any reading equivalent to 6th grade work, 
as it was beyond h~r capability. 

The report als'o indicat~'d t.hat Arm's sense of inferiority was "grossly . 
exaggerated," her rrustration level low, and that she felt, "lonely, isolated,' 
frequentlypicked~on and basically inadequate." Treatment was recornrn~nde~ 
with: 1) pl'acement at the Community r.1ental Health Center; 2) Neurolog~cal 
evaluation; 3) placement at the training school ±f the Mental Health Center 
placement was not possible; and 4) use of medication in treatment if necessary. 

The Court ordered her cUs\\ody 
l-lental Heal.th for placement at the 
detained in the detention horne for 
January 11, 1969, age ll~, one day 
Community t-lental Health Center. 

DivisiC;>n of 
She was 

transferred from Welfare to the 
Cormnunity Mental Health Center. 
placement but escapeJ from there on 
before she was to be transferred to the 

Ann was ne~t picked up by the police on March 26, 1969. On that day, sne 
shoplifted a blouse, stole a pocketbook from a parked car, and hindered a police 
officer in that !She urged her cotri~anionsto run and hide to avoid questioning. 
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National Council on Crime and Delinquency 
Trainin~ Center 

THE CASE OF . .,ANN 
"I SECTION IV 

A, petition a~leging delinquenc:y was filed against Ann, and the Juvenile' 
C~u~t,JUdge,found her to be,delinquent, transferring her custody from the 
D~v~s~on of Mental Health to the Division of Juvenile Corrections for place-
ment at the training school for girls. '. '., 

,During the next twelve months, Ann escaped from the training school five 
t~mes and \<Tas returned to its custody f i ye times,. On March 3, i 971, While 
on home pass from the school, she was apprehended for shoplifting four pants1:fits, 
one t~P70~t, and one ~weater from Main Street Dry Goods. Anh was re'turned to 
the D~:~s~on o~.Juven~le Corrections, and the training school, by a Juvenile 
Court Judge. ' , . 

and 
two 

, ' ' 

She ran aWT,tYt'ro,m the training schaal on the Fourth of 
was taken ilrlto custody by the cC?unty police,on July 19, 
blouses. 
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National Council on Crime and Delinquency Training Center 

THE CASE OF ANN SECTION V 
1'\ 

"she was detained at the detention home overnight and returned to the 
training school the next day, where she remained for the next year and a half. 

On December 26, 1972, at age 15, she ran away from her mother's home 
while on Christmas pass. During the next three months, sworn complaints 
were taken out against her on five occasions: 

January 25, 1973 Shoplifting clothing from Main Street Dry Goods. 
'1-

February 14, 1973 11 Shoplifting a pants suit from Johnson's Apparel, 
giving false name and, address to the police, and 
assault and battery on the security guard in that 
she hit him with a leather belt' and bit his arm. 

March 2, 1973 Grand larceny from Pomeroy's Department Store. 

March 8, 1973 Shoplifting cosmetics and soap from Rj~ht Aid 
Discount Drug Store. 

March 13, 1973 Shoplifting clothing from Main Street Dry Goods. 

After each incident, she \'1as taken into custqqy by the police, de-tained 
in the detention horne, appeared before Juvenile g6urt on the next court day, 
was remanded to the training school, and escaped'/either while being transferred, 
on the way to the pre-natal clinic, or home on weekend pass. 

On April 18, 1973, she faileq to appear in Juvenile Court for a hearing 
on the above matters though she had received notice. A warrant was issued for 
her apprehension and bail set at $500. 

On July 2, 1973, Ann was taken into custody by the police for the following 
incident at a shopping mall: 

she obtained a Pomeroy's shopping bag, took the bag to K-Nart and was 
filling it with c'lothing until a clerk ordered her to stop. She threw 
the articles on the floor, yelled "take your hands off me," and ran out 
of the store. Later in the day, she was found with pants and blouses 
which had Pomeroy tags, two mens' shirts with Chess King tags, and no 
sales receipt. t-lhenthe security guard from Concord Hall attempted to 
physically escort her to the Mall Office, she burned his right arm with' 
a cigarette, and bit and scratched his left arm. She used loud and 
abusive language to the police officer who was called to the scene. 
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National Coul'lcil on Crime and Delinquency 
Training Center 

TIlE CASE '01-' ANN SECTION VI 

She was detained at the d t t' h e en ~on orne overnight, and brought to Juvenile 
Court the next day. The i~t~ke officer preparing the preliminary report 
reco~ended that an a~enab~l~ty hearing be held, ~nd that she be transferred 
to Adult Court. The Judge released Ann pending trial on August 1 1973 and 
refer:ed her ~ase to the Public Depfender. She was seven months ;regna~t at 
~he t1me. She did n~t appear on August I, 1973, and was reported to be living 
~n New J~rsey, then ~n Atlanta, married and in a tuberculosis sanitarium. All 
outstand~~g charges were dismissed, and she was placed on probation without -
staff unt~l she reached 18. 

On September 5, 1974, a warrant was issued for her apprehension in con
necti~n with stealing two men's shirts from Tip Top Ties and miscellaneous 
cloth~ng from Sears. The w.;;:r.,rant is outstanding. 
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USE OF TECHNICAL ASSISTANCE 

h the end of June 1976, ESC p~o
From July 1~75 thr0t;g t e (T/A) to the twenty-sj,x 

and 
the; 

i 

vided Techn1cal ASS1S ~nct in the western regio~s 
OYD-funded runaway ,pr~Jec '~hout OYD funding. Fr<hn 
to a nu~er of Pro~:~i:fw~hat technical assistan<?8 
start, 1t was our, 't's assessment of 1ts 
mu~t be based ~p?n eaChfproJ~~ can' be helpful to all 
own needs; t~at no s~t or~~s confirmed this. Although 
projects. Our eX?er1en~~n with similar problems or 
many progrc;tms are grapp, f is unique. Successful 
growing pa1ns~·each proJetcb flexible responsive and technical ass1stance mus e, , 
individualized. 

. ,'" onsultant performs three 
The techn~cal ass7stan<?e ~he "expert:" providing 
functi6ns. '~~e f~rstd1~nformation. ), The technical 
adv~ce~' .expe.r~ence aI,l, clude individuals with , 
ass1stance staff mus~ 1n . of project 0perat10ns 
exper~ise in thb~1~~r1~~sa~~~fStheir knowledge to fit 
and w1th the a 1 1 Y " ro rams. The second 
circumstances' at the d1ffer~nt P, . g th&t of a "messenger" 
role which the con~ultan~dPea:y:n~S experiences fr.:>m . , h ses 'suggest1ons, 1 . , , k 
w 0 p

a
9. , ' d f ' 1 'tates d1rect l1n ages 

project to proJect an aC.1 t~e consultant is a 
between prosrams. Lastly, h e in which the 
"cataly'st" .., creating an a.tmo$Pk' elr

lS 
experiences 

b'l' its own s 1 , , 
project. <?a~ ~o \1 1ze . t needs for problem-resolut10n and sen~a t1 V1 ty to meet l, s 
and growth. , 

. ., 'Carmany and Ray ben David, 
In ~he fo~lowing a~t1ct~~ ~~~tern Technical Assistc;tnce'l 
Pr.oJect D1rect<;>rs. o~onsultant's view of the techn1cal 
ccmtract,. proy-:de a j r . ers ective can help the [ 
a~sistance proJect. ~het oi th~ available technical projects ,to make. the es 
assistance resources. 

. , 

. ' 
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US.rNC l'F}CBNICI.L ASS1'S'TANCE CONTRACTORS: 
OR :l'HE RELUCTANT CONSULTAN7.' 

Jim Cal'many 
Ray 'ben David 

Anyone who has ever stayed at a hotel should .have C;\ 

pretty good picture of how to use technical assistance. 
We're talking, of course, about a gOOd plaoe and.not the 
"No-tel Mo-tel" where you have to run out in your under
wear for some ice - because they don't have room service _ 
or where the room clerk says, "That's not my job, man," 
as youdrippingly ask for more towels. In other wor~), 
technical assistants (consultants) should be viewed a$ 
bellhops Who respond to your needs by bringing you the 
towels and ice, or going out for that bottle of peach 
brandy you need while doing Whatever YOU're dOing in 
a "dry" state (like Kansas for instance). The consultants 
know where the towels and the ice are, and have C;\ pretty 
good connection for the brandy. ' 

What happens instead, at least from the viewpoint of 
the uninitiated, is that consultants are lOoked upon 
as all-knowing, aloof, probably spies for funding 
sources, and anything but instrume'nts designed to help 
the agency through their own expertise or by way of 
resources at their fingertips, People are reluotant 
to "look bad" by airing their lin~n. Because of this 
reluctance, deep roote4-problems within the organiz.tion 
are not surfaced for s6lution and a "bone" in the form 
of some "mickey mouse" issue is thrown onto the t~t,le 
and is addressed - while the hidden agenda gnaws at 
everyone's vitals and precludes any nv.aaningful c;iiscussion. 
Like the director of a project, whose fiscal situation 
is approaching disaster proportions, wants to talk about 
follow-up and aftercare when the~e ain't gonna be no 
project around to worry about follow-up and aftercare 
if the money 'ching isn' t addressl:~d. Meanwhile, the 
staff members (who know something is wrong even if they 
don I t kno,",)' what it is) si t in the workshop wall-eyed, 
inatten~ive and looking for a way to get at the c:t;"itical 
issue. Consultants who care wOllld recognize such \a, 
state of affairs but find themselves in a dilemma. '. What 
should they do? Prick the boil? Or deliver wnat is as~ed 
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for and be back in the hotel in time for Walter 
Cronkite. The reluctant consultants a~e unable to 
open the issue (unless, of course, they are well
known, and enjoy a close relationship with the 
project) because they are unaware as to the depth 
of that particular "Pandora's Box." 

The noise (title) "technical assistance" often causes 
problems. It oonjures up an image of a guy run~ing 
around with a slide rule or impressive looking charts 
and, as a consequence, a limit is placed on how h~ 
can be used. We have seen situations where' the d~rector 
assumed that the consultants couldn't help with a 
serious problem within s'taff. ThE:) issue was of human 
dimensions and t,herefore, by assu. is·,tion, out of the 
realm of "technical" assistance.~r the director who 
apologizes for not being able ,to "",t.tend.the worksh<?p 
because he has "this p:;::-essing problem w~th, :the pol~ce to 
be dealt with" and is surprised when the consultants 
volunteer the information that they can ~e~p with that 
area(s). Our point being that the consultants must 
be alert to offhand refe~ences to problems dnstead of 
expecting to be asked if they can help with them. 

It should b~ mentioned, at this point, that when we 
speak of t6chnical assistance we are referring to 
ongoing consultation as per a ~ontract ra~her than a 
o:tk:-shot deal where an expert~s brought ~n for a 
training session that is cut anu dried. But in the 
case of ongoing technical assistanc7, it is advisc;tble . 
that a close relationship be estaQl~shed; a relat~onsh~p 
based on mutual trust thac recognizes and is nonjudgmental 
toward human frailities. 

Get to know these "bellhops" who 
you and allow them to know you. 
outset learning about each other 
about approaching problem areas. 

are going to work for 
Spend some time at,the' 
before you even think) 

Find out if they are: 

1. Concerned about their work and yours. 
2. Have some experience and expertise in the ,field. 
3. Able to relate to people. 
4. Wiiling to take iisks. 
5. Backed up with available resources. 
6. People of substance rather than rhetoric. 
7. Willing to learn. 
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In other words, approach them as you would a prospective 
staff member who: has to wo~k with the rest of the team. 
And if they don't meet the above requirements ... then 
they are simply not .appropriate and you are under no 
obligation to work with them. , , 

Idea~ly, you ~hould h~ve a say in who will be providing 
ongo~ng techn1cal ass1stance for your project. Given the 
way the system works, that luxury is not always available 
to you, but there are ways that you can have input as 
far as the content of your technical assistance is con
cerned.Contracts are awarded to organizations on the 
basis of proposals submitted in response to requests. 
Get a copy of that proposal so that you may familiarize 
you~self with the contractor's overall design for service 
del~v7ry. In that way you can become acquainted with 
what 1S due your project and then, working closely with 
t~e contractor, de~elop how, and in what form, your service 
~~ll be' delivered. . 

To our way of thinking, technical assistance should not 
work out your problems for you. It is our role to help 
you locate ·the answers. In order to do that, as many 
proj~ct people as possible should be involved in problem 
solvi.ng sessions: people ranging from the newest runaway 
kid in the doo~ to bOard members, volunteers, and anyone 
else in the community who is interested. There is a great 
deal of energy and exper.tise in a room full of people which 
only needs to be harnessed and kept within the confines 
of the issue at hand in order to arrive at a conclusion. 
That is the job of the technical assistants. They stimulate 
the environment that will release info~mation stored in 
the minds of those present. In addition, these participants 
feel that they have made a contribution, an investment 
in the project instead of being handed solutions that 
do! not ,belong to them. We have seen quite a few staff 
people rise in the ranks, and new programs instituted, 
on the basis of what was said and done in workshops 
designed for the answers to come from within. 

Qu,s. GOVERNMENT PRINTING OFFICE, 1978-260-923/5056 
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