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PREFACE 

Over the past months the Socio-Environmental Research Center, Limited 

has had the opportunity to examine many of the management issues relating to 

residential alternatives to juvenile detention. This report is a 

condensation of such issues and responses. As a work it touches on the 

theoretical and the practical, the organizational and the manageri ale It 

probes the alternative resi denti a 1 forms in order to assi st indivi dual s, 

groups, associations, communities, or states in developing alternatives to 

long-term institutionalization. 

Sixteen existing projects, which will remain unidentified, were visited 

by SERCL members who met as appropriate with executive or project directors, 

directors of finance or bookkeepers, board members, treatment staff, 

consultants or other staffers to gain insight into their special problems 

and their experienced responses. RESIDENTIAL ALTERNATIVES TO JUVENrLE 

DETENTION is a summary of thei r wi sdom as seen through the eyes of the 

Socio-Environmental Research Center, Ltd., of Milwaukee, Wisconsin. What 

follows then is an examination of issues and a discussion of practica") 

solutions to management concerns. Included in the Appendices are sample 

copi es of by-1 aws, personnel pol i ci es, . and a wi de range of other documents 

designed to acquaint the reader with the nuances '.If project management. 

Now that the task has come to an end, many persons should be 

recognized." First are the residential alternatives project staffs and their 

associates, located from coast to coast, who shared so freely of their time 

and experiences. Second are the SERCL professional staff in the persons of 

Lee Bowker, David Buckholdt, Jon Bushnell, Wallace Gingerich, Mary S. 

Knudten, Sharon Noltz McLean, and Sam Stern, who shared, wrote, or helped to 

develop this project. Third, are the research assistants/associates who 

responsibly accomplished their assigned duties. They included Joan Curseen, 

Yvonne Johnson, Stephen Knudten, John McLaughl in, Mary Novak, John Novak, 

Tom Riek, Mary Stefanec, Cathy Stamps, and Marcia Wright. Fourth are the 

secretarial and production staff which membered Beth Brockmann, Cindy 

Glover, the late Carolyn r~etoxen, Karen Nolting, and Alice Ormson. 
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Others should also be acknowledged. SERCL's Advisory Panel included 

Thomas M. Young, Catharine Gil son, and Yitzhak Bakal, who critiqued all 

phases of the project. Davi d Steenson and Gi lbert Gei s served as final 

readers and offered their insights at various project points. The final 

editors, Mark Sachner and Mary Lee Knowlton, added substantially to the flow 

of ideas. Special mention should also be made of the contribution of the 

staff of the Office of Juvenile Justice and Delinquency Prevention, Peter 

Frivaldes, Phyllis Modley and Deborah Wysinger, the latter who has served 

\'Iell as SERGL's Project Monitor. In addition, SERCL's Richard D. Knudten 

and Nicholas Dussault served as Project Director and as Project Manager, 
respectively. 

Richard D. Knudten 

Project Director 

November, 1979 
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CHAPTER ONE 

INTRODUCTION 

A. THE OBJECTIVE OF THIS MANAGEMENT REPORT 

For many decades, especially after the development of the Juvenile 
Court in Cook County, Illinois, in 1899, questions have been raised about 
the operati on and treatment of juven i 1 es in detention. One recent issue 
concerns developing and managing residential alternatives to detention. 

. This report concentrates on these facets of the problem. 

An alternative to detention is a program which provides services to 
young people whose actions have brought them to the attention of the 
juvenile justice system, though the actions are not serious enough to 
warrant the youth's being held in a secure facility. This report provides 
managers of ~uch alternatives and criminal justice planners with background 
information and guidelines that will assist them in defining, implementing, 
operating and evaluating the provision of services. This report addresses 
management problems at two different levels: the level of "nuts and bolts" 
day-to-day details of managing an alternative detention program; and 
problems which are involved when a community attempts to organize and 
provide resources for such an alternative. Its focus isolates key 
management issues, defines them clearly as they relate ·to local needs, 
identifies constraints in various community settings, and indicates to 
managers how they may avoid a frustrating and arduous trial and error 
process in developing a management system. The Socio-Environmental Research 
Center, Ltd. has provided this management report so that local communities 
may evaluate their needs and choose among alternative ways of providing 
services. 

1. Public Policy Objectives 

The impetus for this document was the Juvenile Justice and 
Delinquency Prevention Act of 1974, amended in 1976 and 1977 (Public Law 
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93-415, 94-273, 94-503, 95-116). In Title I of the Act, Congress concluded 

that the "present juvenile courts, foster and protective care programs, and 

shelter facilities are inadequate to meet the needs of the countless 

abandoned and dependent children, who, because of • • • failure to provide 

effective services, may become delinquent" [Section 101 (a), (3)]. To 

address these needs, Congress asked for the creation of "communitY-based 

programs and services for the prevention and treatment of juvenile 
de 1 i nquency through the development of foster care and shelter care homes, 

group homes, halfway houses, homemakers and home health services, 24-hour 

intake screening, volunteer in-crisis ~,ome programs, day treatment, and home 

probation and other designated, community-based diagnostic, treatme~t or 
rehabilitative service; •• ' • iand] community-based programs and services to 

work with parents and other family members to ma'intain and strengthen the 
family unit so that the juvenile may be retained in his home" [Sectlon 223 

(10),(A) and (8)]. 

The Federal and some state governments have attempted to meet these 

goals through a variety of funding mechanisms. The Federal government has 

provided Crime Control funds, both discretionary and on an individual basis 

and block grants channeled through State Planning Agencies; Juvenile Justice 

funds (including Special Emphasis Grants), and Office of Youth Development 

funds. Some states have also provided small amounts of funding for 

alternative'S to detention. Other funding is available through other social 
service support monies. Sources such as Title XX and IV, Part A of the 

Social Security Act, general state or local mental health, medical support, 

, or education funds have been made available to alternatives to detention. 

However, as Donnell M. Pappenfort and Thomas M. Young report in Use of 

Secure Detention for Juveniles and Alternatives for Its Use, lJappropriate 

use of both secure detention and of alternative programs can be jeopardized 

by poor administrative practices. Intake decisions should be guided by 

clear" written criteria. Judges and court personnel should monitor the 

intake decisions frequently to be certain they conform to cri'teria.1J The 

Law Enforcement Assistance Administration, first through the Office of 

Technology Transfer, and now through the Institute of Juvenile Justice and 

Delinquency Prevention, has recognized that the most well-intentioned public 
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policy goals may not be realized unless the services are implemented with 

sound management techniques. This document, therefore, is designed to 

assist Federal and state government to meet their detention alternatjves 
goals by improving management at the action level of the service provision 
chain. 

2. The Need for Alternatives to Detention 

In many jurisdictions in the United States today, the only 

alternatives available to intake officers at courts, juvenile detention 

centers or pol ice are either a secure detenti on faci 1 ity or release to the 

family. In many situations there are no diversion alternatives, and where 

alternatives exist, there is no' designated official to systematically divert 

juveniles to these alternatives. Even where diversion programs or treatment 

programs do exist, they are used only for deinstitutionalized status 
offenders and are not available to pre-adjudicated juveniles who do not 
require detention. 

This work assumes that providing alternatives to detention means more 
than just finding a place for a young person to stay when s/he is in 

trouble. It views an alternative to detentiorl as a delinquency prevendon 
program directed at keeping youth from committing more serious forms of 

delinquency. It is hoped that referring juveniles to an alternative to 

detention will provide them with the help necessary to prevent their further 
involvement with the juvenile justice system. 

An additional working assumption of this document is that most 

communities will not have to create a new service delivery system. Formal 

services for juveniles already exist where churches, Y.M.C.A.'s, other 

social agencies, and community organizations are providing help to juveniles 

in troubie. Therefore, a major goal of this report is to provide insight 

into how organizing existing services into a better system marked by 

increased management skills may contribute to the goal of creating better 
services to juveniles. 

Perhaps the most prominent services provided on a nationwide basis are 
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services to runaways and other status offenders.. The Juvenile Justice and 
Delinquency Prevention Act of 1974 mandated that "juveniles who are charged 
with or who have committed offense~ that would not be criminal if committed 
by an adult, or such non-offenders as dependent or neglected children, shall 
not be placed in juvenile detention or correctional facilities" [Section 223 
(12)(A)]. Since the passage of the 1974 Act9 many states have tried to 
remove status offense statutes from the legal codes, divert status offenders 
from the juvenile justice system, and provide services to those juveniles 
who are diverted. Perhaps most important for the work here is that the 
Federal government has aided the deinstitutionalization of status offenders 
by fi nanci ng hundreds of programs throughout the country that can now be 
used as IIl aboratories ll for· analyzi ng ideas about the useful management of 
alternatives to juvenile detention. Additionally, those programs that were 
set up to dei nstituti anal ize status offenders and to shelter runaways can 
theoretically be used to serve pre-adjudicated delinquents who do not need 
detention. 

3. Elements of a Successful Program 

Several major factors appear to be associated with successful 

programs. Among them are good management, a sensitivity to local needs, an 
involvement of community leaders, and a consistent flow of resources. 

a. Good Management 

Inadequate management may be a significant factor in 

substandard service delivery and transitory programs. Good management means 
more than successful service provision. It also implies the ability to 
effectively mobilize, organize, and direct people and other resources 
towards a common goal over a long period of time. All too often, managers 
of community services are highly skilled in providing services, but 
unfamiliar with the management task of maintaining a continuing supply of 
resources to keep the provision of services functioning. Because of the 
specific service orientation of community managers, persons specifically 
trained in management tasks are not often recruited by alternative service 
systems. More often, a person skilled in providing services acquires some 
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management skills by the time-consuming process of working within the 
organization and uses these as well as s/he can in trying to cope with 
administrative problems on a reactive rather than proactive basis. 

Many difficult challenges' face managers of alternatives to detention 
programs. 'First, the funding sources for alternatives are rarely adequate 
or secure for the future. Second, staff members in these organizations are 
motivated by the satisfaction they get from helping young people solve their 
problems. This generally involves a significant level of personal 
t.~\mmitment which produces frustrations often leading to early staff 
"burnout.1I Program admi ni strator's find thi s to be an especi ally difficul t 
problem to solve. Third, funding sources require specific but widely 
varying financial accountability systems, necessitating the creation of a 
fiscal system which will satisfy the differing accounting demands of 
multiple granting agencies. Even the most durable programs have to come to 
grips with this problem sooner or later. 

b. Sensitivity to Local Needs 

Residential alternatives to juvenile detention are part 
of the community's response to problems of its young people. Alternative 
programs are most successful in securing resources, providing services, and 
he lping youth when the community accepts them as an essenti al source of 
juvenile care. One of the greatest problems is community resistance, which 
is apt to be much greater if the program is not directed toward meeting the 
perceived needs of the community. 

Because the local community is the environment within which the 
alternative program must work, the need for sensitivity to local needs 
cannot be overemphasized. This is particularly the case witn programs which 
have been created by people with "non-traditional II lifestyles, such as young 
street-people and other non-mainstream groups. Although these programs may 
provide excellent services, have dedicated staff, and have remarkable 
success rates, years may pass before they can develop work relationships 
with other programs in the juvenile justice and social service delivery 
systems. A separation from the community-at-large may lead to poor working 
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relationships with other service providers, delays in referring juveniles to 

proper placement, and increased conflict with the community's social service 

response system. 

c. Consistent Flow of Resources 

Perhaps the most vexing problem confronting managers of 

alternative programs is finding reliable sources of funding for the long 

term. Many programs are started with Federal funds. However, one of the 

characteristics of Federal funding is that these funds are used as "seed ll 

money, directed at starting innovative programs rather than at maintaining 

existing programs indefinitely. All too often, a Federal grant will expire, 

and a program, which has fought so desperately to become established, will 

be left without significant resources which permit it to continue. A 

farsighted manager needs to anticipate this probability and to diversify 

funding sources accordingly. With this accomplished, a program can continue 

to attract qualified staff, plan new activities, and develop long-range 

relationships with clients and other providers. 

B. THE ORGANIZATION OF THIS MANAGEMENT REPORT 

Thi-s report, which is directed toward the management of. 

alternatives to juvenile detention, begins by addressing the major 

management issues involved in creating such a program and then proceeds to 

examine problems associated with providing effective services and with 

helping the program survive as funding sources and client needs change. 

This document places particular emphasis on the survival of the program in. 

the changing resource setting and addresses the day-to-day issues of 

management, such as staff recruitment, operational pol icies, professional 

services, financial and legal issues, record keeping concerns, management of 

physi cal faci 1 iti es, community rel ati onships, and evaluati on and pl anning 

techniques. It further focuses on the demands various treatment modes place 

on the management of facilities. Finally, the last part of the report 

advances four models for organizing alternatives to juvenile detention which 

reflect solutions to management problems in several community settings. 
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The suggestions provided here are a composite of solutions offered by 

programs located throughout the United States. Each was visited by one or 

more members of SERCL' s staff • Although they are not menti oned by name, 

descriptions of their management and organizational structures have been 

used as examples to illustrate what may be done for youth when a program is 
\'/e11 managed. 

This report· also provides sample materials, such as forms and flow 

charts, to illustrate how tasks may be organized and examines corrmonly 

defined roles for Boards of Directors, Executive Directors, and other staff 

members. The report discusses procedures to be followed in the hiring of 

staff and the helping of these persons to become accountable and it further 

outlines the types of resources available, both in the communities and 

elsewhere, which may be used to sustain alternative programs. The report 

gives particul ar emphasi s to mobil izing community resom"ces and to using 
effective techniques for securing other funds. 

Finally, this report presents models for residential alternatives to 

juvenile detention. It gives careful attention to the problem of using 

available community resources, whether provided locally, by states, or by 

the Federal government, in the creation of a coherent service delivery 

system. The suggested models are based on the assumption that some 

management procedures and forms work better in some environments than in 

others. The last section, therefore, explains the modes of operation and 

advantages and disadvantages of each. 

C. SITE SELECTION PROCEDURES 

Sites visited by SERCL represented a broad range of residential 

alternatives to detention and were selected by a procedure which gave the 

researchers i nformati ona 1 access to a nati onwi de samp 1 i ng of such programs. 

SERCL began by defining the potential population and compiling a universe 

from which to select sites for visitation. This pl~ocess began with the 

identification of program names~ addresses, and phone numbers. Several 

stratf~gies were enacted to CtJllect this list. First, existing program 

directories were located and integrated into the list. Second, a phone call 
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was made to the juvenile justice planner in each of the fifty State Planning 
Agencies funded by LEAA and to Youth Service Bureaus or equivalent units in 
each state. Third, each alternative to detention, identified by the above 
sources, was contacted directly by the respondent to provide information 
about his/her project and other alternatives to detention programs in its 
region. 

Of the 2,353 questionnaires mailed out to solicit basic demographic 
and service data and information about each program's treatment approaches, 
496 were returned. 

Once these responses were secured, SERCL staff categorized the 
responses by program type and other useful criteria. Those projects 
identified for visit were then selected according to several guidelines 
developed for site visits. First, the sample should represent a variety of 
service and treatment modes. Second, the sample should represent the 
geographic areas of the country. Third, the programs to be visited should 
have been in operation for several ye~rs and should employ experienced 
alternative to detention staff who could provide special insight into 
management issues. Fourth, a large number of the sites to be visited should 
have multiple programmatic thrusts. 

Although actual site selection was through a random sampling 
process, the basic sample, once defined, was examined with reference of the 
above criteria. Several programs were then added to the sample to address 
defici encies in programmatic types. This procedure brought the respondent 
core of 500 to a working series of 40 programs, each of which was called and 
administered a short questionnaire. The purpose of this contact was to 
determine if the program actually was a true alternative to detention and if 
it met the selection criteria for visitation. As a result of this telephone 
contact, several sites were excluded from the sample. The fi na 1 proposed 
list of sites to be visited was then submitted to OJJOP for approval. Upon 
receiving this material, OJJDP made several suggestions for modification of 
the list. SERCL personnel visited the final group of 16 sites from January 
through April, 1979. 
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D. THE AUDIENCES TO WHICH THIS REPORT IS ADDRESSED 

1. Managers of Alternatives to Detention 

The most important audi ence for' thi s management report is 
persons who are about to manage or who are already managing a program 
providing residential services to juveniles. This report is designed to aid 
communities wishing to start one or another alternative to detention and 
those managers who wish to improve their management ahilities or to expand 
their programs into different service modes. In general, this report 
details procedures for improving program management. 

2. Public Policy Makers 

By usi ng thi s report, those government agenci es whi ch fund 
various alternatives to detention should be able to assess accurately the 
management of such programs and to anticipate technical assistance needs. 
Public policy makers, too, should benefit as they further understand how the 
policies envisioned by the Juvenile Justice and Delinquency Prevention Act 
of 1974 are being implemented. 

This informati on will give them an opportunity to re-evaluate pol icy and 
determine which steps should be taken to achieve their goals. Members of 
state planning agencies will also be assisted in the development of a system 
of services in various localities. The focus on models for services will 
permit states and regional agencies to improve their ability to convert 
local resources into improved service systems. 

3. The Academic Community 

RESIDENTIAL ALTERNATIVES TO JUVENILE DETENTION shoul d be of 
value to those in the academic community who have an interest in providing 
servi ces. Educators who trai n future managers of service organizati ons may 
find it especially useful as a course outline for a seminar on management. 
This is especially important because the recruitment of employees trained in 
both service provision and management continues- to be a problem. 
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CHAPTER TVJO 

THE FRAMEWORK FO~ RESIDENTIAL ALTERNATIVES TO JUVENILE DETENTION: 
COORDINATING THE PUBLIC AND PROGRAMMATIC ISSUES 

The use of residential alternatives to juvenile detention .should rest on 
a careful determination of community needs for such a program, and on such 
issues of public policy as the creation of a network of residential 
alternative services in the community, the role of gover-nment in creating 
such services, and the relationship between the public and non-public 
sectors. 

A. THE NEED FOR DETENTION AND ITS ALTERNATIVES 

The need for community juvenile residential alternatives should be 
considered within the current framework of national and state legislation 

( pertaining to the topic. 

1. The Current Status of Detention 

f The Juvenile Justice and Delinquency Prevention Act of 1974 
mandated that juvenile justice policy emphasize prevention of delinquency, 
diversion from the traditional juvenile justice system, and development of 
alternatives to the holding of juveniles in secure facilities, both before 
and after adjudication. In the 5 years since the passage of the Act, the 
response from various states and localities has been mixed. Some states, 
whose programs were in accordance with the Act, continued or accelerated 
their efforts to reduce the number of juveniles being detained and/or 
incarcerated. Other states and communities took no action, citing lack of 
facilities, funds, and/or absence of clear direction from the Federal 
government, ot" support for the policy. However, as the goals of the Act and 
the arguments for reducing the number of juveniles in secure detention were 
communicated to state and local officials, interest in residential 
alternatives to juvenile detention increased even in the more reluctant 
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states. 

Today~ most communities have begun moving to implement the Juvenile 
Justice Act. They are developing a juvenile justice pol icy which stresses 
prevention and minimizes the punitive holding of pre-adjudicated juveniles 
in secure detention. Fewer communities now use one jailor lock-up area to 
mingle pre- and post-adjudication juveniles and adult prisoners. 
Increasingly, communities are emptying the juvenile detention halls and 
moving to an expanded use of alternative services. Typically, this 
progression is as follows: First, remove juveniles from all contact with 
adults while in local jails or lock-ups. Second, eliminate contact be~ween 
convicted juveniles and pre-adjudicated juveniles who may be in .the same 
detent i on center. Th i rd, remove juven i 1 es who do not need to be detained 
from jails and detention centers and develop alternative service systems •. 

Most juvenile justice sy~tem practitioners openly support the goals of 
separating detained youth from adults, and convicted juveniles from those 
not yet adjudicated. Thus, the development of separate facilities for 
pre-adjudicated juveniles is often openly supported in many locales. 
However, the goal of placing'juveniles who are awaiting adjudication in the 
least restrictive environment necessary for the safety of the individual and 
the community has not been widely accepted or adopted. In most communities~ 
the reason given for retaining the policy of holding pre-adjudicated 
juveniles in secure detention is simply that there are not any alternative 

placements available in the community. 

The creation of an alternative system of services for juveniles, as one 
might think, is a long and sometimes difficult process. Each community must 
decide what its particular policy towards detention should be and what 
service response it should make. At the outset, the community should 
recognize that although the need will always exist for detention facilities 
to hold the most serious and violence-prone accused delinquents, many 

juveniles who now are placed in existing facilities may safely and more 
appropriately be placed under supervision in other housing alternatives 

where benefits may be greater for them as well as the state. 
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Many communities that have overcrowded detention facilities have found 
that an alternative service system may reduce operational costs as well as 
eliminate the need to build additional detention facilities. Therefore, 
they have been able to realize fiscal savings with the development of 
alternatives to detention. The same level of expenditures by the 
alternative system also often provides better services to juveniles. 

The development of an extensive alternative service system has also been 
justified on the grounds that the traditional detention approach is 
primitive and unsuited for juveniles whose behavior might be changed by 
improvi ng thei r family situati on or by changi ng thei r sel f image. 
Additionally, most juvenile detention facilities are merely holding stations 
for juveniles, providing minimal services. If they do provide services, 
such services are often highly institutionalized and rarely individualized. 
If counseling services are offered, they are often limited to controlling 
juveniles who are in custody and are not directed towards resolving their 
current behavior problems. 

Detention center limitations are perhaps the most apparent in addressing 
the juvenile-parent or juvenile-family problems. In many instances, the 
most effective treatment may be to involve the family in counseling. 

. Detaining the juvenile in a holding facility makes it difficult for the 
family to have access to him/her and for the counselors to include all 
parties in any program. Additionally, removing the juvenile fY'om the family 
situation makes it difficult for him/her to address the problems associated 
with family life. 

Many j uven i 1 es placed ina detention center do not need puni shment but 
rather preventive action to divert them from more serious delinquent 
activity. This can best be accomplished through an alternative service 
network that is concerned with aiding those youth~ who, without the 
intervention of some successful treatment~ run a high risk of additional and 
more serious involvement with the juvenile justice system. Because many 
youth have gotten into trouble with the law by acting out their frustrations 
with family or school in inappropriate activities, a detention center fails 
to address the primary causes of their delinquent behavior. An alternative 
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service network, however, is designed to give juveniles individualized 

attenti on, respectable role model s, improved peer rel ationships, access to 

trained counselors, and an opportunity to involve both the juvenile and 
his/her immediate family in problem solving. It also has the flexibility to 

handle a ~Jide variety of individual juvenile problems. 

Another reason for providing a wider range of alternatives to detention 

is that adjudication may not be necessary for many first-time off~nders. 

Many youths should neither be detained nor placed in an alternative program, 
but should be rE!turned to their families on their own recognizance pending a 

hearing. Some juveniles often mature or resolve the problems that caused 
their involvement in delinquent activities without going through the 

juvenile justice system or, for that matter, any treatment program. In 
these situations, a stay in a detention facility while awaiting adjudication 

may be unnecessary and even harmful. Rather than allowing the maturation 
process to continue in a positive manner, it may expose the juvenile to 

situations that lessen respect for authority and stimulate gre.ater 

rebelliousness and hostility. Referring such youth to an alternative 

servi ce network not on ly wi 11 provi de them wi th a place to stay and wi th 
supportive services until the emotional crisis has passed, but also spares 

them the negative image-making of the detention process. 

Alternatives to detention may also be used to av01d placing a label or 
stigma on juven"iles who have not committed serious delinquent acts. Many 

juveniles who have been placed in detention are labeled delinquent and find 
that others expect continued delinquency from them. This stigma may follow 

them throughout their lives and may restrict their future employment and 

educational opportunities. By minimizing unnecessary involvement with the 

juvenile justice system and unnecessary detention in secure facilities, the 

problem of labeling may be decreased, if not disappear. 

Overall, an alternative system of detention provides a flexible and 

individualized response to the treatment of those individuals who do not 
need secure detention. It may also serve to prevent future delinquent 

activity. 
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2. The Need for Detention 

Although many juveniles accused of less serious delinquent 

acts do not need to be detained in a secure facility, others require such a 

controlled environment. Therefore, prior to developing plans for an 
alternative service system, each community must decide on the types of 

juveniles it will detain and define its criteria for assigning of juveniles 
to detention or al ternative programs. Several widely used criteri a are 

presented below as examples. 

The major reason for placing juveniles in a secure detention facility is 
to assure that they will not abscond or flee the jurisdiction before 

adjudicati on. Because this is a seri ous problem for many 1 aw enforcement 

and court offici al s, they are sometimes reluctant to create a non-secure 

system of alternatives to detention. If an alternative system is to have 
the confidence of law enforcement and court officials, it must develop 

controls or incentives to insure that juveniles who are referred to the 

system remain within the jurisdiction and make their court appearances. 

This is not an easy task because it often conflicts with several treatment 
approaches that stress the need for placing a troubled juvenile in a 

non-threatening environment. Additionally, the use of controls of any sort 
is seen by many treatment personnel as philosophically unacceptable. These 

persons bel i eve that the juvenile must take it upon him/herself to make 

court appearances and become responsible for his/her actions. The conflict 

between these two points of view will be reduced only when the alternative 
to detention program can demonstrate its ability to produce juveniles in 

court at the appropriate time and can gain the confidence of law enforcement 

and court officers. 

A further reason for the detention of juveniles in secure facilities is 

to prevent the occurrence of renewed delinquent behavior. In many 

jurisdictions, juveniles who have committed several serious delinquent acts 

have been detained illegally, regardless of their present situation, for the 

alleged protection of the community. These juveniles usually represent the 

most serious cases, but this is not always true. Many alternative programs 

see this type of accused juvenile offender as an inappropriate referral for 
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their program. 

Perhaps the most frequent use of juvenile detention is the holding of a 
person who has demonstrated a potential of being dangerous to. self or 
others. This category includes particularly violent, psychotic or suicidal 

persons. Most alternatives to detention are not equipped to deal with 
people in these categories. Because smaller communities may not have 
adequate resources to handle such problems and existing detention 
alternative programs refuse to service such people, detention in a secure 
facility may be the only viable option available. 

Less convincing arguments for detaining youth also exist. .Some law 
enforcement and court officials, frustrated with the leniency and the slow 
pace of the juvenile justice system, often urge the detention of juveniles 
for punitive reasons. These people may believe that the leniency of 
judicial officers allows youth the opportunity to avoid responsibility for 
their delinquent acts. In frustration, they circumvent many of the 
procedures in the juvenile justice system and deliver the juvenile to a 
secure detention facility. Because a delinquency case may be exaggerated, 
officials charged with making detention decisions may detain a juvenile in a 
secure facility until such doubt has been erased. In other instances secure 
detention has been misused to begin treatment or rehabilitation, a fate 
which may also await an alternatives program that fails to be true to its 

purpose. 

Historically, some law enforcement and court officials and even parents 
have encouraged the detention of youth to frighten them from engaging in 
further delinquent activities. This group believes that detaining a 
youngster in jailor a detention facility for a few days will introduce the 
juvenile to the harsh realities of incarceration and will deter the youth 

from future delinquent activities. 

When extensive community resources have been invested in the building o~ 
a juvenile detention facility, police and court intake workers have a 
tendency to make assignments to it. This fact in itself may encourage 
processing all youth through the facility. 
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Some argue that the use of det€;l'Jtion is necessary to ensure that the 
juvenile will remain available for treatment. This assumes that youth are 
not interested in or do not want treatment and that del ivery wi 11 be 
possible only through coercion. This philosophy denies that young people 
can understand their current situation and can confront their problems 
through a request for mean i ngfu 1 treatment. It also assumes that treatment 
is effective when coerced, a questionable assumption. 

Still others contend that beds must be available for "throwaway" youth 
who are dependent, neglected and/or pushed out from home. In one community 
a need for such service was determined when a group of youth remained many 
nights at a program site after closing time. Upon investigation, the 
director found these youth had no place to go because their relatives had 
moved while they were in school without telling them. 

B. PLANNING A SYSTEM OF RESIDENTIAL ALTERNATIVES IN THE COMMUNITY-

The major problem with the development of community alternatives to 
detention is that most communities do not normally plan for such 
alternatives. Most juvenile justice systems have grown up haphazardly as a 
result of hundreds of uncoordinated, often idiosyncratic decisions. 
Frequently, the result of uncoordinated development is a fragmented system 
of conflicting services. Small groups, often without mutual knowledge, 
write a grant proposal, are funded, and begin offering services. It is not 
unt i 1 much 1 ater that the groups begi n to contact one another, exchange 
ideas, and coordinate efforts. In other communities, local government, 
agencies begin to provide funding for new services without informing or 
securing the assistance of other governmental or non-governmental groups in 
the community. 

Although these uncoordinated efforts often result in programs which 
provide excellent services, these efforts may also lead to the development 
of duplicate administrative systems and services and the wasting of 
community resources. Groups with different philosophies may offer similar 
services to the community. Programs suited to religious ideals, the 
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alternative lifrztyles of "street people," or mainstream bureaucratic 

attitudes may often exist in the same community. Such uncoordinated efforts 

may lead, in the long run, to irreconcilable, institution~lized pr~grams. 
Many such difficulties can be avoided if the programs communlcate durlng the 

incipient stages of programming. 

It is, therefore, essential to a collective planning process that the 

various service providers and components of the juvenile justice system 

maintain open and honest communications. All components of the community 
should be actively invCillved in planning, implementing and ope'rating a system 

of alternative services. This is essential because law enforcement, court, 

protective services and ~reatment groups need to provide coordinated 

supportive service if the system is to maximize its potential. In one 

visited agency, the initial planning committee was composed of 

representatives of all treatment and criminal justice units, with the result 
that the alternative program created thereby had the full cooperation of all 

of these organizations. 

Communicating and planning with divergent elements in the community is 
not an easy task. At the outset, the development of a coordinated system of 

services must overcom~~ a number of conf1 i cti ng demands and interests by 

entrenched service providers determined to protect their "turf." 

Frequently, J a 1 oca 1 government agency wi 11 resi st an attempt by 
non-governmental groups to provide services. And because of their 

commitment to control-oriented and institutionalized programs, many 
1 ong-estab 1 i shed agenci es are host i 1 e towards and often oppose or ignore 

groups using new therapy techniques or program approaches. 

A different situation occurs when the local government agency itself 

expands services without informing or involving other community service 

providers •. Government agencies can, by their own efforts, locate a 

sufficient number of clients to supply a new program, often by expanding the 

delinquency web. This leads to more young people being brought into the 

juvenile justice system and to increased public outlays of tax money to 

support such a system. 
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The demand for autonomy by the various components of the system is 
indeed a difficult area in planning. The very fact that a coordinated 

system is being planned and implemented in a community means that some 
individual autonomy will have to be relinquished. However, if the system is 

too centralized or too rigidly controlled, several difficulties may occur. 

First, the system may lack the flexibility and variability that is necessary 

to address the wide variety of problems encountered by juveniles. Second, 
many professi anal s with unique and creative treatment approaches may become 

unhappy working within such a system. Third, a close and trusting 

relationship between the counselor/proctor and the juvenile may be difficult 

to achieve due to the youth's perception that the counselor is merely an 
agent of the law enforcement or court system. 

Perhaps the most universal community conflict is between those concerned 

about the safety of the community and those interested in the provision of a 
non-threatening environment for juveniles. This problem can generally be 

resolved if all parties are willing to talk and to agree upon explicit 

criteria for a juvenile's detention in a secure facility or-referral to an 

alternative service system. This effort requires close cooperation and 
respect for the other's point of view. Once the communication process has 

begun and the criteria are set, most of these conflicts may be resolved. A 
clear understanding of who has the ultimate authority in applying the 

criteria is also essential. This very well may be a juvenile court 

official, someone outside the program. 

The challenge communities face in developing coordinated service systems 

and overcoming areas of conflict depends largely on their ability to use 

their available resources most effectively. By working in an uncoordinated 

way and by failing to involve the whole community in the planning and 

implementation phases, a community may fail to provide the services it is 

capable of delivering at a reasonable cost. Coordination is thus necessary 

for the system to provide the appropriate services in an effective and 

efficient manner. Additionally, controls and constraints must be 

constructed to ensure that the public expenditure of funds is accomplished 

in an accountable manner. On rare occasions, a charlatan or other person 

more interested in financial reward than meeting the needs of juveniles may 
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entet" the servi ce provi s i on system. Some coordi nati ng and supervi sing of 

services is necessary to guarantee that these undesirable events are kept to 

a mi n·imum. 

Most of the problems encountered by systems of alternative services can 

be resolved by frequent and open communication among the participants. 

Openness can lead to mutual trust and a recognition of each other's 

abil iti es and contributions. Successful programs begin to establ ish thi s 

cooperation well before the actual alternative operations begin. Through a 

series of informal meetings, luncheons, retreats, and other contacts, they 

be~Jin to establish the trust and spirit of cooperative work that is then 
caY'ried over and maintained in'the actual operation of the program. 

One should therefore begin by realizing that creating an alternative 

system does not begin in a vacuum. Most often, communities have already 

provided some services and are trying to provide others. Two general 

conditions usually underly the beginning of an alternative system. The 

first is a need to create a system of alternative placements to relieve 

overcrowded or expensive detention facilities and to provide a less secure 
placement for juveniles who are not security risks. The second is the 

existence of a service system to aid deinstitutionalization of status 

offenders and to provide other delinquency prevention services. The Federal 

effort to provide assistance to status offenders has resulted in a system of 
services which is ready-made for use as a residential alternative to 

detention. It is already able ;n many communities to provide alternative 

services to those juveniles who do not need to be detained. 

C. CONSTRUCTING A PROGRAM: PUBLIC AND NON-PUBLIC SECTORS 

Alternatives to detention programs do not emerge from a single process. 

The impetus for the beginning of services comes from many sources, both 
public and non-public and within and outside the community. As discussed in 

Chapter I, the Federal government has created a wide variety of financial 

incentives for enhancing public and non-public services in the 10c~1 

communities. The manner in which Federal aid is distributed to the 

community allows for both centralized traditional planning and for the 
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innovative development of projects by almost any qualified private service 

provider. Both categorical and discretionary project grants permit a wide 

variety of services. In some cases, widespread community cooperation is 

necessary for the acquisition of funding and in other cases it is not. A 

coordinated effort among community service providers is not necessary for 

the acquisition of Federal funding, but once the money is obtained it is· 

very important that cooperation between those providers be established. 

1. The Public Sector: The Role of the Government in Creating A 

System of Services 

The role of government in providing public services has become 

controversial of late, particularly because of fears of higher taxes, 

increased regulation, and expanded bureaucratization which often accompany 

government efforts. Thus, the task of government leadership requires 

creativity and care in providing an extended system of services. Many of 

the problems associated with the expansion of the role of governments can be 

solved by the local community relying on other local resources where 

possible, and using government resources only when necessary to coordinate 

service systems, provide legal authority, or serve as an intake and referral 

agent. 

a. The Federal Government 

Historically, the Federal government has provided many 

resources to local communities. Through grants-in-aid for services and for 

new programs and through technical assistance, it has attempted to improve 

the delivery of services at the local level. Through the Juvenile Justice 

and Delinquency Prevention Act of 1974 and other efforts, the Federal 

gover.nment has taken both the financial and philosophical lead. What kind 

of role the Federal government will play or what kind of funding it will 

continue to provide is unclear, although it is reasonable to believe that in 

the near future the resources of the Federal government will not expand 

significantly. 

The Federal government can provide start-up money for innovative 
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programs and a continued supply of money if a local program wishes·to devote 

considerable effort to the increasingly competitive grant writing contest. 

Because Federal policy discourages long-term reliance on Federal resources, 
managers of alternative services should not rely on any specific Federal 

resource for a period of more than 2 to 3 years. The anxiety of short-range 

funding (maximum 3 years), the taxing process cf proposal writing and 

continued delays in funding and implementation have encouraged many service 

providers to reduce even this level of reliance on Federal resources. A 

competent Executive Director will begin planning for future funding outlets 

and programs as soon as, if not before, first year funding is secured. 

Despite associated problems, the Federal government plays a Significant 

role in providing services to juveniles who do not require detention. In 

all probability, it will continue to fund innovative programs and develop 

and evaluate programs that could serve as IImodels" or examples. 

Additionally, there are some communities which do not have the local 

resources to develop programs to serve juveniles. For example, one agency 

was located in a city in which a high proportion of the adults were 

unemployed or underemployed. Businesses had fled to the suburbs and in many 

cases there was not enough capital locally available to fund private 

residential alternative programs. However, a combination of local, state 

and federal money was used to support an excellent alternative program for 

the youth i·n the community. If needs are to be met, many of the poor rural 

and urban areas of our nation will continue to depend on Federal dollars. 

F edera 1 money wi 11 also be av ail ab 1 e to encourage state and 1 oc a 1 responses, 

to changes in Federal policy. 

b. State Governments 

Historically, state response to the creation of a system 

of residential alternatives to juvenile detention has varied widely, and 

very few states commit resources sufficient to fund alternatives 

c,ompletely. However~ a considerable number of states spend money to 

maintain placement and treatment space in facilities providing a wide' range 

of services to juvenile'S. 
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State governments can playa key role in creating a system of juvenile 

assistance. Unlike the Federal government, the state is much freer to 

organize itself to serve a wide variety of needs under a single system. 

Because a state's population, delivery system, and political system are more 

homogeneous, the state government is ina better posi ti on than most 1 oca 1 

governments to overcome parochial interests and to allot financial resources 
to a wide variety of programs. 

If a community elects to create an integrated system of services, the 

state has the authority and resources to encourage such a system. State 

resources could be used to support an integrated system of community-based 
service providers which may address a number of needs. This system may 

serve status offenders, pre-adjudicated accused delinquents who do not need 

detention, post-adjudicated delinquents on probation, children in need of 

supervision, and other juveniles whose family situation does not encourage 
trouble-free behavior. 

States also have the legal authority to resolve juvenile problems. 

Custody, court disposition, social services, and juvenile correctional 

systems are most often operated under state authority. They have the 

authority to set up district-wide systems Which, particularly in rural 

areas, can organ ize the necess ary servi ces. They are also able to pool 

resources, set up state-wide technical assistance programs, and organize 
technical manpower to staff a system of alternatives. 

c. Local Governments 

A community may also take the local path toward 

constructing a system of alternative services. In some communities, one or 

more local government agency may begin building an alternative system as it 

extends its own traditional functions. A pol ice department may decide to 

open a diversion program to serve juveniles who do not need to be taken into 

custody but need some treatment. In one instance, a program begun as a 

police program has since broadened its base to include service units located 

in different community neighborhoods. In other cities, the juvenile court 

system may expand its court referral system to divert juveniles from the 
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adjudication process and from detention while they await adjudication. The 
court system may use its probation off-ieers as counselors or purchase 
various treatment alternatives from other providers in the community. 

. Despite the fact that the state has the authority and the resources to 
organize services to juveniles, the local units of governments are in the 
best position to provide those services. This statement provides an 
important basis for this report. Local community activity in creating and 
providing services to juveniles generally seems to make for the most 
cost-effective, caring, and effective system. If services are organized on 
the local level, a juvenile may remain in the community~ where efforts can 
be made to stab;l ;ze the family situation and where the support system is 

known. 

2. The Non~Public Sector 

In most circumstances, systems of alternative services that 

are initiated by government agencies are better coordinated than those that 
are created by other agencies. Beginning an alternative program outside of 

government is a much more difficult task. An organizational "seed
li 

is often 
necessary to provide the legal base to obtain funding. The seed may be a 
church, other religious organization, or even a group of citizens concerned 
ar-out the plight of juveniles within their community. In one of the visited 
programs, a local ministerial association first expressed concern about 
problems youth were experiencing in the community. This group later evolved 
into a community board that subsequently organized several diversionary 
programs. In another community, a church Sunday school class began a 
program with one of its members donating a house and others bringing food on 
a daily basis. After about six months of this operation, sufficient funds 
were gathered to allow the hiring of a cook. Now, more than a decade later, 
this program continues to rely exclusively on non-governmental funding, 

except for the purchase of services under Title XX. 

In some instances, a group emerges that is interested in setting up a 

runaway house, shelter home, or foster care program quite independently of 
the detent i on system emerges. Once the group becomes estab 1 i shed and is 
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able to function positively, police officers and court intake workers may 
begi n, informally and 1 ater formally, to refer juveniles to ,the system. 
Other seeds are community service organizations suc~ as the United Way and 
fraternal and service organizations • 

3. The Relationship Between the Public and Non-Public Sectors 

The background work done for thi s management report suggests 
that the provision of services to juveniles should involve a mix of 
non-public and public resources, organization and effort. Although "public" 
and "non-public" agencies receive public funds, their operational authority 
rests in either a governmental or private sphere. Public agencies are under 
the authority and management of the state or of a unit of local government. 
For example, courts and welfare agencies are public units~ Nonpublic 
service providers are managed by either publicly or privately-funded, 
non-profit corporations. Even though these organizations may receive public 
monies and comply with government guidelines, their legal authority is 
derived from a non-profit corporate charter. 

In order for services to juveniles to be provided as efficiently and 
effectively as possible, a close working relationship between public and 
non-public agencies must be established in the local community. 
Unfortunately, the relationship between public and non-public/private 
agencies often involves mistrust, jealousy, or "turflJ disputes, all of which 
may lead to fragmentation and duplication and a lack of focus in the 
mobilization of community services. Often, public and private agencies 
compete for existing resources. In these situations~ the· first task of the 
local community is to organize itself to provide. a smoothly functioning 
system of juvenile services. A working relationship bet~'1een the various 
public and private agencies can then be developed through a number of steps. 

First, each agency or program must define its specific role. It needs 
to establish which juveniles it will serve at which point in the system. It 
must decide from where it will receive clients and under what circumstances 
clients are to be referred, what admissions criteria will be used, and where 
clients served will go after receiving services. Additionally, each program 
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must deci de where to send those cl i ents it chooses not to accept. To do 
this, it must understand the admissions criteria of other local programs. 
This system works best if prior coordination has reduced overlap in 
admission requirements between the programs. 

Second, in order to create a working system, the various agencies must 
develop a sense of trust. This can best be accomplished by frequent 
communication, thorough knowledge about each other's programs, and at least 
some effort towards coordinating the various services in the community. A 
new or rapidly growing community can establish this kind of coordination 
more easily than can an older, established community. In an older area, the 
various agencies have been' in existence longer and have already established 
disti nct service rol es that may have become hardened over time. Often, a 
program wi 11 develop and conti nue to provi de services based on the. 
assumptions, philosophy, and techniques of a past era. As this service 
becomes institutionalized, it becomes very difficult for the agency to 
change perspective and services. As new organizations enter the community, 
they must establish communication links with these older agencies, despite 
often radically different philosophies. Additionally, older institutions 
may try to expand and take on as many new functions as possible within the 
community. This means an older organization may become very large and 
unwieldy. The organization may also see its continued existence as a more 
important goal than serving the needs of juveniles. 

To accomplish the goal of a working rel ationship between publ ic and 
non-public service agencies, a community may organize the relationships 
between those agencies in several different ways. These may be 
predominantly publicly managed, predominantly managed by non-public 
organizations, or involve cooperative efforts by public and non-public 
agencies. 

a. Predominantly Publicly Managed 

Some communities, particularly those with a history of 

extensive publicly-funded services, may choose to have alternatives to 
detention publicly funded and managed by a public agency. This decision may 
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use one of several methods to achieve its ends, depending on the structure 
of the more trad:ltional public services, such as juvenile courts, juvenile 
probation, juvenile police, and youth detention centers. One method is to 
expand the intake services of one of these agencies. A community may decide 
to place a juvenile intake officer at an early point in the court system to 
dive;~t youth from detention. The same function may be perform~d by a 
juvenile officer in the local pol ice department. Rather than detain a 
youngster, the officer refers him/her to alternative services. 

The involvement of public agencies may go beyond simply pt'oviding intake 
and referral services. Some smaller communities offer both detention and 
alternatives to detention in the same administrative system. In addition to 
secure detention, a corrmunity may sp.onsor a shelter home, home detention, or 
intensive day services. 

In some states, statute law places shelter care facilities under the 
control of local judges. Although the exact format of these programs is not 
specified, such statutes require that the judge appoint a person or an 
agency to manage the shelter homes. The authority used to enforce juvenile 
placement is the threat of a contempt of court citation, although it is 
rarely used. However, it is on this basis that an "involuntary" placement 
can be implemented. These shelter facilities, which include foster homes, 
small group homes and some semi-institutional homes, also can be used for a 
voluntary or informal placement from other referral sources. 

Not all localities have had an easy time creating new systems of 
alternative services. Many local governments have not provided extensive 
services to. juveniles outside of the probation and court soci-al worker 
funct~ons. Generally, most of the burden of services is borne by the social 
workers who generally have carried large caseloads with limited assistance. 

b. Predominantly Managed by Nor,-public Organizations 

In some communiti es, the servi ces prov; ded by the 1 oca 1 
pub 1 i c sector are 1 imited. In many of these places, the court system and 
law enforcement officials do not have a strong commitment to providing 
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alternative services to juveniles Dr to finding alternatives for those 
juveniles who do not need detention. Thus, non-public agencies have shown 

such initiative that public officials often place children in privately 

operated residential alternatives to detention. 

Non-publ ic agencies have flourished in other communities without the 

recognition or cooperation of public agencies. In many of these 

commun i ties, the non-pub 1 i c agency may h ave been able to attract enough 

referrals to have reduced the referral of juveniles to the court or police 

system. 

c. Cooperative Efforts by Public and Non-public Agencies 

Communities may produce "- hybrid of one of the above 

systems. In these systems, public and private community agencies resolve 
their differences and agree to some working arrangement. Some of these 

forms of community level management are presented belmv. 

1. Organized by the Public Sector 

In some locales, the court system or the police 

department organizes a system of referrals and act as the central referral 

agency. Th'is procedure may take several forms. 

Some cities may have a police diversion system where the police 
informally divert juveniles instead of detaining them for status or minor 

delinquent offenses. In lieu of being processed through the juvenile 

justice system, the client is urged or directed to receive counseling or 

other services in an attempt to resolve problems underlying delinquent 

behavior. The service providers in many of these systems are a mix of 

publicly and non-publicly-managed p:ograms. The role of the police is 

either to determi ne the appropri ate referral or to have some other agency 

make that determination after the police have brought the youth to them. 

In other cities, the courts have organized a system of referrals to 

which the intake worker can direct clients. After being brought to the 
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court intake center, which also serves as a detention center, a decision is 
made as to whether or not the juvenile needs to be detained. If a decision 

is made to detain, judicial authority is then requested. If the decision is 
not to detain the juvenile, an alternative placement is selected. r4any 

times these alternatives are purely voluntary, with no compulsion on the 

client to attend and receive services. The goal of these programs is to 

clear the court system of minor juvenile problems, while at the same time to 

provide services to juveniles. The court system will purge its records of 

the case as soon as the referral is made. Only in cases where the juvenile 

fails the placement a number of times will the court act to place more 

judicial restrictions on the client. 

Some jurisdictions report that any child who enters the court intake 
system can be detained by charging the juvenile with an offense. Most 

often, the offense with which the child can be charged and thus detained 

relates to compulsory school attendance laws. This use of. judicial 

diserethm gives the court system some authority over many juveniles and 

makes the system somewhat l~ss voluntary. A juvenile may be sent to an 

alternative program wlth a warning from a judge or other official that s/he 

has committed an offense for which s/he can be detained, but that the court 

feels the juvenile needs an opportunity to get some help with his/her 
problems. 

The court or police system in some jurisdictions may apply for Federal 

money to help fund a system of referral sand non"'jJubl1cly-managed programs 

are paid on a per diem or per hour basis for a wide variety of set~vices. 

The publicly-managed system in this situation can influence the success or 

failure of non-publicly chartered organizations by choosing or not choosing 

to refer juveniles to them. Those alternatives which do not receive any 

referrals may have difficulty sustaining their programs because the public 

agency controls the purse strings on referrals. One program's major problem 
was that a public agency that had promised to refer clients had failed to do 

so except on a highly limited basis. In order to survive, the program had 

to expand its network of referring agencies. 

- 29 -



( 

( 

( 

c 

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

2. Organized by the Non-public Sector 

In some areas, a non-publicly-managed organization 

. serves the ro.le of coordinator or referral agency for a Wide variety of 

services. Often, this agency does not provide many specialized services, 
but merely acts as an organizer and referral source to other community 

outlets. As a community organizer, the agency attempts to mobilize and 
organize segments of the community to provide services to juveniles. In 

many instances, the public sector also provides services, but does not take 
an organizational or supervisory role. In these cases, the services 

provided by the publicly-managed sector generally consist of the traditional 
ones of court social services, probation services, and protective services. 

This process relies a great deal on communication and cooperation between 

community components and community volunteers. 

D. PROGRAM OPTIONS 

Several options for organizing the treatment provided by 

alternatives to detention are available. They range from non-restrictive, 

informal treatment to more structured treatment modes. The community often 

decides which treatment mode to initiate by determining what treatment 
outlets are available locally. The decision may also be based on what needs 

for structures or control already exist. 

The decision involves choosing between residential and non-residential 
facilities. Larger communities and communities that are attractive to youth 

who run away from home may want to consider residential facilities where 
youth can stay while they resolve their problems. Smaller communities may 

want to consider constructing a system of foster homes. Other communities 

may decide that residential facilities are not needed and a system of one 

day services or short range diversion programs may be more appropriate. In 

one of the more affluent communities visited, foster homes were used rather 

than group homes or institutions because they were less visible and 

considerably more acceptable to the community. 

The decision also concerns the level of structure or control imposed 
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upon juveniles in the alternative program. The basis for this judgment is 
often concern for the safety of the community and the seriousness of the 

offense committed by the delinquent who will be served by the system. In 

areas where the safety of the community is a greater concern, a more 

structured facility may be appropriate. In other communities, where there 

is agreement that the delinquency problem is not serious, a less structured 

system may be built. 

In all, several potential options or treatment modes are available to 
communities. The first program option is to expand the services of the 

juvenile court probation program as a pre-adjudicated treatment option. 
These programs are initi ated by hiring or transferring soci al workers to 

serve as counselors to juveniles, who are either sent home or referred to a 

foster home during the pre-adjudicated period. Although they are in the 

court system, many counselors may not have the authority of probation 

officers and may have to provide services with the agreement and cooperation 

of the juvenile. Other court systems may allow counselors to have more 

authority and to refer juveniles who do not cooperate back to the court 

system for detention. Both options provide counseling, referral to 
appropri ate servi ces and support to juvenil es during the pre-adjudication 

peri ad. 

Another option is the delivery of day services (or in some cases night 

services) where the youth may go for two or three hours a day (or night) for 

counseling, recreation, tutoring or other forms of assistance. These 

services may be used in conjunction with placement in the juvenile'S family 

or a foster home during the pre-adjudication period. Youngsters placed in a 

residential facility can also use day facilities. 

While most of the options just discussed are non-residential, there are 

several residential options for communities where it is not appropriate to 

return the juvenile to the family. Many of these facilities attempt to 

provi de a homelike atmosphere whil e removi ng the youth from the family 

situation or other environment which seem to lead to delinquent behavior. 

The type of services and the level of structure and control vary among these 
residential facilities. 
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The first is the foster home, \'/hich typically involves a family which 
has room to take in a juvenile awaiting adjudication. Most communities have 
both long-term and short-term foster homes available. Most pre-adjudication 
alternatives to detention consist of the short-term variety, retaining the 
long-term option for youth who need to be removed from their family 
situation for a longer period of time. Most foster home parents either work 
voluntarily or are paid a nominal fee. Funds may be available on a purchase 
of service arrangement from state governments. In most cases, the fee is 
not sufficient to cover the expenses incurred by the family. A foster home 
need not provide any services to the juvenile except a homelike situation. 
However, som~ foster home systems do have a service aide who visits the home 
to provide counseling to the juvenile and support for the foster parent. 
Other foster home systems rely on day services or other service outlets. 

Another form of alternative to detention is a proctor program. It 
generally relies on a single young adult and is used for very difficult 
treatment cases. In such situations, a rebellious or seemingly incorrigible 
juvenile lives with a young adult and receives full time personalized 
attention. The proctor has complete responsibility for the juvenile's 
care. This option is generally used where professional therapy is 
inappropriate and a juvenile seems to need a proper role model. Most 
proctors cah provide a big bl"other or a big sister surrogate to create a 
non-threatening environment. 

Proctor programs are quite rare because of their expense and the 
difficulty of recruiting good proctors. Proctoring is almost a.lways a 
full-time job and generally requires budgeting a proctor salary and juvenile 
living expenses. Added costs are related to recruiting and training 
proctors. Additionally, proctors require support from trained social 
workers who act as a referral source and provide other services to the 
juveniles. 

Juveniles most appropriate for 

incorrigible, troubled, or likely to run 
situations. Such cases often do not 
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alternative programs, making secure datention the only viable alternative to 
a proctor program. Despite the relative expense of proctoring programs, 
they are, when compared to the cost of secure detention, an economical 
alternative to detention, especially if a well trained proctor is able to 
resolve problems and prevent future delinquency. 

Perhaps the most common alternative to detention is a home for 
runaways. While such homes are commonly set up to serve youngsters who have 
left their usual family situations, many offer excellent short-term crisis 
resolution placement locations. They may serve as alternatives to detention 
for children who need counseling and a place to stay while awaiting 
adjudication. Homes for runaways, which are found throughout the country, 
receive support because they are readily available and do not share the same 
stigma as homes for adjudicated juvenile delinquents. 

The small group home, which consists of six to twelve young people, is a 
further alternative to juvenile detention. The group home attempts to house 
juveniles who need more intensive treatment than other forms of residential 
alternatives can provide. In small group homes, juveniles are provided with 
counseling, concerned adult supervision, a stable living situation, and some 
control. 

The final alternative to detention is the structured group home. This 
facility is not secure and youths may come and go as they please. Treatment 
here is much more intenSive, w~ ~ a greater emphasis on one-to-one 
counseling and peer pressure. The youth!s day is tightly scheduled; support 
and control are much more intensive than in other alternatives to 
detention. These homes are generally used for youth who must be dealt with 
by highly trained professionals. 
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CHAPTER THREE 

MAJOR MANAGEMENT ISSUES 

A. IDENTIFYING SUPPORT AND OPPOSITION 

Programs categorized as residential alternatives for juveniles may 

vary according to 1) the type of physical plant (a live-in facility versus a 

servi ce center) ; 2) the 1 ength of time a youth is associ ated . wi th the 

program (short-term vs. long-term); and 3) the auspices under which the 

program operates (public vs. non-public). The sources of support for these 

programs may vary correspondingly. For examp'le, if the program is publ icly 

sponsored, support from the public agencies from which it receives referrals 

or to which it provides support services is virtually guaranteed. If, for 

example, the law mandates the development of a particular program and a 

governmental unit is required to provide it, it can be assumed that the 

governmental unit will provide backing for the program. This does not mean 

that staff effort is not ,required to increase the support that may be needed 

for the program. However, it does imply that the need to acquire such 

support is lessened. On the other hand, if a program arises out of the 

non-public sector, backing for the program is never automatic. Whatever the 

circumstances, identifying support (and opposition) is crucial to the 

development and continuation of alternative programs to juvenile detention. 

There are essentially three communities from which support must be 

secured. The first, and most critical, is the support of the juvenile 

justice community - that is, the officials who work with juveniles, such as 

the police, the courts, and,probation departments. Lack of support from any 

of these groups to which a program is directly tied and upon which it 

depends for referrals may jeopardize that program's survival. 

A second necessary support group or community is the soci a 1 servi ce 

community. An alternative residential program for juveniles depends on the 
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cooperation of the local social service community because their programs for 

delivering ~ervice interlock. Without the opportunity to make referrals to 

other programs, to call upon the services that are available within the 

geographical area, and to purchase services from such agencies, little 

chance of success is likely. 

The third requisite community is the neighbo~hood within which the 

program is located. This grouping may provide moral, financial, or human 

ass i stance - e. g., ' servi ce on a Board of D'; rectors. Many programs have 

found that if they do not receive the acceptance Ol~ moral support of the 

neighborhood within which they are located, they have difficulty 

continuing. One program, located in an urban, upper-middle class 

neighborhood, was forced to move when a coalition of neighbors purchased its 

1 ease. 

~Jhile programs have been able to operate despite opposition, chances 

for long-time continuation increases with the support of all three community 

groups. As will be noted later in this Chapter, one consideration in the 

selection of a Program Executive Director should be that person's ability to 

acquire the support of these three communit,Y groups. Identifying and 

securing support is not entirely the responsibility of the Executive 

Director, however. Some 'programs have found that employing staff who are 

active in the community and/or encouraging staff to join community groups is 

one means of securing support. Other programs have found that using 

vol unteers provi des a sense of community "ownersh'Jp" of a program. 

Neighborhood support, which sometimes is difficult to gain, may be 

increased when the program itself becomes a "Hood neighbor." This may 

involve providing assistance to others in the nl=ighborhood. For example, 

the youth or the staff associated with the program can assist neighborhood 

residents with shoveling snow, mowing lawns, or other tasks. One project 
even loaned equipment to neighbors if it was not needed in the program at 

the time. Such service ,not only encourages positive relations within the 

neighborhood but also gives youth the opportunity to learn what it means to 

be a good neighbor. Some programs have found it heipful to hold community 

meetings in a church or school at various times of the day in order to reach 
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all people. While such meetings are frequently held early in the history of 
a program, it may be necessary to hold them periodically because programs 
change direction and populations are mobile. 

B. ANALYZING THE NEEDS OF THE COMMUNITY 

1. Number and Type of Youth Needing Alternative Services 

Determining who and how many need alternative-to-detention 
servi ces may be accompl i shed during program i niti ation, and the identified 
need will prompt individuals to determine that a· program should be 
established. In other cases, the passage of legislation may mandate the 
development of a particular type of facility or program. In such instances, 
the number and type of youth needing alternative service will be less 
obvious. The program will have to be able to accept all those eligible, 
however. Or a new program may evolve from an already existing program when 
the needs and number of clientele change. For example, in the late 1960's a 
number of programs developed to serve runaway youth. Some of these programs 
have evolved to place greater emphasis on youth with other problems •. 

Thus a formula for determining wh~t number and types of youth need to be 
served is not easily developed. Many youth served by alternative programs 
do not use' traditi ona lservi ces • Creative youth-centered programs often 
find themselves serving many more youth than· was originally expected. 
Usually, workers in the juvenile justice system ·or social services provide 
the most reliable estimate of need. Often however, the size of a program is 
determi ned not by need but by budgetary cons i derati ons. The experi ence of 
already existing programs suggests a rule of thumb: Start small and evolve 
into a larger program as the need requires and the reSOurCE!S allow. 

Once a program has been initiated and its procedures developed, it can 
expand using the following approach. Even if it is known at the time of 
program initiation that a fairly sizeable number 0f youth require services, 
it is better to begin with a limited program and then expand rather than to 
try to provide services for all who may need them initially. Beginning 
small will permit experimenting through trial and error, recruiting the most 
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capable staff, and expanding the program as the community becomes aware of 
its services. Most programs cannot afford the luxury of the cost of 
starting large and waiting for the clients to emerge. 

2. Setting 

A maxim in real estate says that the three important factors 
in a decision to purchase or rent property are: location, location, and 
location. This principle also applies to a residential setting for a 
juvenile program, because the location chosen for the program is associated 
with acceptance and, consequently, continuation of the program. Several 
consi derati ons that shoul d be taken into account are menti oned here, but 
these issues are elaborated in Chapter Eight. 

Some guidelines have been suggested by programs the SERCl staff 
visited. One is that a residential setting for a juvenile program should be 
housed in a neighborhood close to the youth it serves. This may mean being 
within the inner city in some instances, while in others it may mean 
locating in suburban outskirts. A neighborhood area with a strong sense of 
community and a strong community organization may be less likely to accept 
such a facility; however, if that community organization agrees that the 
program is necessary for the neighborhood, it can become a strong supporter. 

Locating in an inconspicuous, "middle of nowhere ll site may also work 
well for a facility. While a location close to services decreases the need 
to provide transportation and increases the opportunity for residents to 
find part-time jobs, some isolation is beneficial because it keeps the 
residents farther away from the "action" and consequently less likely to get 
into trouble. Having to transport residents for services and recreation 
allows some control over the movement of youth. Thi s control dimi ni shes 
~/hen these services are too readily available. However, the advantages and 
disadvantages of having services within walking distance can vary depending 

on the types and ages of the youth being served. If the youth are older and 
likely to be involved in part-time or full-time work, then access to 
transportation and/or the center of activity is a more important issue. At 
any rate, the location should be within an area that is not saturated with 
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group homes, preferably one without any other group homes, if youth are to 

experience a normal community atmosphere .. 

When administrative offices serve several residential facilities, they 

should be centrally located so they are easily accessable to all staff 

members and service providers. While it is possible for the administrative 

offices to be housed within the same building as one' of the facilities, the 

experience of existing programs suggests that this is less desirable than to 

have an independent administrative office. Under these circumstances 

management and treatment do not intrude upon each other; nor does one site 

seem to be favored by being the "main" site. 

3. Existing Resources 

A survey of existing resources will focus on both finances and 

personal services. During and after development, identifying sources of 

funding is one of the most critical aspects of any program's activity. 

Essenti ally there are two types of funds that can be used: Government and 

private. The governme~t makes money available through grants and 'purchase 

of services agreements with the facilities. However, funds from these two 

sources may be available at the beginning of a program's existence. If a 

program develops strictly in response to a grant, its objectives and further 

development may be limited because the funding depends on an eai~ly analysis 
of needs. Only if the program adapts to areas that are currently being 

funded through grants can it be sure of finuncial support. Such a pattern 

may result in a diSjointed, chameleon-like program that never establishes a 

clear objective. Nevertheless, program leaders will do well to pay close 

attention to weekly or monthly grant bulletins and to stay in close contact 

with local and regional LEAA and OJJDP officials. Whether a program should 

have clearly defined goals prior to soliciting funds or tailor its goals to 

the funding that is immediately available is a point of some disagreement 

and will be discussed further in S(!!ction 0.1 of this Ch&.pter, "Identifying 

New Funding Support." 

The purchase of service monies is not always possible at the beginning 

of the program, although this w"1ll vary depending on the situation. In some 
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instances, a program must prove itself and/or be licensed before it can 

expect to receive purchase of service monies. If licensing is an issue, 

continuity and experience may be necessary before purchase of service monies 
become available. 

Private sources of funding include grants from private foundations, 

inclusion in United Way programs, and private donations. Whether a private 

foundation can be found depends on the location of the program as well as on 

the aggressiveness of the sponsoring individuals. Foundation libraries 

exist in some of the larger cities, and these generally have copies of 

private foundati on annual reports. Each foundation is required to prepare 

such a report. Most foundations like to give support, where it has already 

been gi ven, to proven programs. Thus, access to these sources duri ng the 

initiation of a program is not likely. Foundations like to receive specific 

credit; therefore, they often want to tailor their gifts to specific aspects 

of the project in order to be adequately identified with it. 

Inclusion in United Way funding is, of course, also more likely once a 

program has been in existence for a period of time. One site evolved as 

part of an existing agency that already had United Way funding, and it was, 

therefore, supported in part by the United Way from its beginning. With a 

track record showing both stability and continuity as well as positive 

service to the community, it is easier to break into United Way, which is, 
in many communities, a fairly closed system. 

The comments made to this point suggest that virtually all funding is 

easier to come by after a program has been in existence, rather than prior 

to its initiation. The one source of funding that is very critical to a 

beginning program is private donations. This is especially true for a 

program initiated by a private group. The nature of donations may include 

more than money, however. Services and contributions of facilities, food, 

clothing, may provide a basis for beginning that can be expanded as a 

program gains greater experience. For example, one successful program that 

has expanded over a peri od of years began when a Sunday school class of a 

local church provided space for short-term crisis services in a house which 

was owned by one of its members. This particular program entailed the 
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members of the church group bringing in meals and providing a minimal salary 

to houseparents whose primary benefit was room and board. From this humble 

beginning, which included the solicitation of funds within the community as 

a whole, the program has been able to acquire purchase of service monies 

from the state social service program and expand its private donation 

co 11 ecti on. The program now operates four facil iti es and does not accept 

government grants. 

Whether private or government funds are being used as the resource base, 

one key principle applies: Do not open the program until sufficient funds 

have been accumulated to make a credible beginning. An initial budget 

should be devised which. is flexible enough for cut backs and other 

adjustments. Projected budgets should not be pared to the bone or 

unexpected inflation and salary increases will make it more difficult to 

provide adequate funds as the program continues. 

Another resource which is essential to program development and 

continuation is personal service by individuals. Such individuals may serve 

as members of a board or advisory committee or may work as volunteers in 

delivering service. Thus they may assist with the development and guidance 

of the program, may provide good public relations thus increasing agency or 

program acceptance and funding potenti al, may serve as advocates for the 

program, and may actually deliver services to clients. 

If a program intends to use volunteers in delivering service, it may be 

necessary to des.ignate one staff mt:mber as volunteer coordinator. Someone 

must assume responsibility for: soliciting volunteers and screening them for 

suitability for the service they will provide; training them or developing a 

manual that will describe in detail the activities they are to follow; and 

scheduling and supervising their activities. With a coordinator on the 

staff, it may be possible to use large numbers of volunteers for limited 

service or to use volunteers almost as staff members. Some programs have 

found that if volunteers are available for long periods of time (often 

college stUdent interns) they can work just as a staff member would, 

attending staff meetings, and the like. Other programs have found that they 

can use volunteers for such diverse services as handling the bookkeeping and 
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serving as substitute house parents. 

There are several advantages to using voluntary personal services. 

These include the very obvious advantage that their services are 

inexpensive. In addition, volunteers may help prevent the burn-out of paid 

staff, and may provide skilled assistance in areas where a full-time staff 

member will not be needed. Volunteers also provide a set of colleagues with 

whom staff may discuss issues. Many programs have also discovered that 

volunteers also provide a good link with the community and can help to win 

understanding and support from local individuals or groups. This low 

profi 1 e, word-of-mouth approach to estab 1 i shi ng the presence of the program 

appears to be a result of using volunteers. 

There are, of course, disadvantages to volunteer services as well. A 

primary disadvantage is the lack of commitment and continuity that is often 

evident. It is unusual to find volunteers who continue over a period of 

years with the same program. The admi ni strative costs of traini ng and 

supervising volunteers can be high. In some instances, programs have found 

that volunteers cannot provide the type of skilled service that is 

necessary. Nevertheless, the advantages usually outweigh the disadvantages 

and virtually every program has some functions that can be handled by 

volunteers if they are trained effectively. This issue is developed further 

in the following chapter. 

c. ARRIVING AT PROGRAM GOALS 

As indicated' earlier, prog'r"ams seldom begin without someone 

perceiving a need. This need is the most natural source for identification 

of program goals. The issue that causes a program to be initiated and 

developed is likely to provide the major purpose for its existence. 

However, clearly articulating the procedures that will be followed to deal 

with the issue and developing the IJrogram objectives so that they can be 

realized is not always simple. It is not precise enough to say that the 

program wishes to assist youth in trouble. A statement of program goals 

should include a description of the particular problems of youth that will 

be dealt with" how those problems will be dealt with, and under what 
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circumstances youth will be included or excluded from the program. Clearly 

stated goals are also needed to secure outside funding. Some programs have 

found that it helps to enlist the aid of people who are experienced in grant 

\'lOrk \',hen they prepare a statement of goals. 

After the program goals and objectives are developed, and services 

begin, it is likely that an evolution will occur. For example, in one 

community, a group of ministers met together to discuss the fact that they 

were each counseling a number of youth with drug problems. From this 

discussion a program emerged. Once the program got underway, the staff 

discovered that drugs seem to be only a symptom and that such problems as 

inadequate family communication and truancy were the underlying issues. 

Thus, while the program initially articulated a goal of serving youth with 

drug problems, the eventual goal, more appropriately defined~ was to deal 

with parent-youth relationships. The change from direct focus on drug use 

to communication and inter-personal relationships necessitated some change 

in direction for the program and a redefinition of objectives. 

In other instances, changing times may necessitate redirection. for 

example, a number of programs, designed originally to provide temporary 

housing for runaway youths, have found that with a decrease in runaways a 

greater emphasis on youth living at home was appropriate. Such changes are 

a natural part of any viable and continuing program. 

D. INITIAL CONSIDERATIONS 

. 1. Identifying New Fundi ng Support 

As described earl i er, fundi ng support may come from b.oth 

private or governmental sources. Once a program has been in existence for a 

brief period of time it is in a position to look for new funding. A track 

record of service del illery will enhance the prospects of such funds being 

awarded. 

While private foundation money is limited both in quantity and the uses 

to which it may be put, it does provide a potential funding source for 
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programs providing residential alternatives to juvenile detention. Those 

who have been successful in acquiring foundation money have found that a 

primary requirement is the development of a short concept paper of two to 

three pages which explains the goals and needs of the program. The chief 

executive officer of the program or a board member should write a cover 

letter to the foundation and ask for a personal meeting with the staff or 

members of the foundation board. Follow-up is essential. Adequate 

understanding of the particular foundation's orientation is essential 

because the prepared concept paper must fit with the foundation goals if the 

program is to obtain funding from this source. 

In many respects, the same principle applies to soliciting funds from 

the government. If a grant is sought, a concept paper or proposal must be 

written delineating the proposed program as well as the uses to which the 

grant money will be put. Grants are often awarded cyclically, which means 

that submissions must be made in a designated time frame. This cycle should 

be known to the program so that ample time is allowed to prepare a 

proposal. Identifying upcoming issues of concern may be simplified by 

checking with legislators, watching for media announcements, or monitoring 

grant agency programs. For the most part, greater success is likely when a 

program writes grant proposals only for the type of programming it can do 

well. For both grant and foundation support, including indications of 

community support is helpful. In many instances, this involves soliciting 

support letters from people who make referrals to or provide services for 

the program. Another method of indicating community support is to list the 

types of contributions that have been made by community members, stressing 

the variety of that support. 

As indicated earlier in this chapter, there is one issue about which 

there is no total agreement. This is that the program should have clearly 

articulated goals and objectives prior to solicitations of either grant or 

foundation funds. The lack of agreement on this issue comes from the fact 

that many programs originate in direct response to the availability of grant 

money. Thus, they define their goals in response to the availability o~ 

funds rather than on the basis of what they want to do. Such programs can 

and do conti nue and thus are able to operate successfully. Some, however, 
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believe that a program will have greater stability and continuity if it 

determines its own purpose and approach rather than simply responding to an 

opportunity for acquiring funds. In the latter situation, continuity over 

time is more problematic; at the least it requires some adjustment of 

purpose. 

Some programs have found that they can best identify new funding support 

by joining with other similar groups in an umbrella organization. In such 

situations, the overall administration and solicitation of funds is done by 

a single staff for several programs. The advantage of such an approach is 

that the umbrell a organizati on appears as a mul ti -component system, which 

foundations may have more ,confidence in funding. If it is working well, 

such an administrative setup enables the staff of each program to focus on 

providing service and less on administrative issues. The disadvantages are 

that it may be cumbersome and may entail greater overhead for administration 

than would an individual program. However, if competing groups exist within 

the same community, this type of organization may eliminate the appearance 

of conflicting programs. 

If program staff, such as the Executive Director, can sit on state and. 

local committees that distribute money and participate in the decisions 

about how funds designated for youth services or alternative programs should 

be distribl2ted, the chances of program funding are likely to be enhanced. 

In one program the Director was exceptionally effective in bringing money to 

the program through such an approach. Naturally, such involvement may be a' 

II chicken and egg" situation. If the Director of a program is well enough 

knm-m to be involved in sllch committees, it may be because the progY'am is 

considered superior. This, as much as the fact that the Director is in on 

the decision making~ may be the reason for additional funds being 

available. One drawback to this approach is that it exposes the Director 

and the funding agency to charges of conflict of interest. 

2. Recruiting an Executive Director and Other Staff 

As the program is developing, a charismatic leader, one with 

persona 1 characteri sti cs that enhance the development of the program, may be 
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appropriate for the position of Executive Director. Such an individual may 

be able to continue the leadership of the program indefinitely if s/he is 

multi-talented. However, many programs find that continuation requires less 

emphasis on an individual (who may have sparked an idea and brought it to 

fruition) and more on the services that are being provided by the program. 

As a result, the Executive Director's responsibilities change. 

As elaborated in the following chapter, several characteristics are 

appropriate to the person filling this position. These include a commitment 

to youth, a philosophy which allows the handling of personal stress!1 fiscal 

knowledge, multi-cultural understanding, the ability to listen to staff 

needs and follow through on them, an understanding of the polito!cal or 

bureaucratic system within which the program must operate, writing and other 

communication skills, the ability to handle public relations and community 

organizing, and certainly a willingness to expend energy and enthusiasm. 

For the Executive Director's position, an understanding of counseling and 

ability to interview may be desirable but not as critical as strong 

supervisory and management skills. Essentially~ the Executive Director 

should be able to handle administrative functions so that the service 

delivery staff need not be concerned about such issues. If the job is done 

well, the staff will not even real ize what the Executive Director has to 

do. Because' the primary function of an Executive Director is to seek 

funding sources and ensure continuance of the program, communication ski'lls 

and an understanding of the bureaucratic and political structure within 

which the program operates are key criteria. 

The recruitment of other staff depends upon the nature of the program 

and how extensive service delivery has or will become. Because increments 

for sal ary increases are often less 1 ikely to be included in subsequent 

funding, recruiting a good staff who will stay may depend on establishing an 

adequate salary structure from the beginning. 

3. Selecting Treatment Modes 

Several possibilities exist regarding the type of treatment to 

be provided. The treatment mode selected may depend in part on the type of 
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youth to be served. However, most residential alternative programs provide 
either short-term crisis intervention services or long-term counseling and 
other assistance. Few can do both at the same time successfully,· at least 
in the same facility. If short-term crisis intervention is the model 
followed, it should be recognized from the beginning that little more than a 
;Scaring" shelter, offering a place to sleep and/or adequate food and 
clothing, may be possible. Although some counseling will be essential, a 
short-term facility can only provide a place to "cool off." On the other 
hand, if a greater degree of involvement with youth is desired, the only 
viable way is to provide for a long-term relationship. Whereas "short-term" 
may include from a few days up to approximately one month, "long-term" 
envisions at least several months and poss~bly a year or two of 
involvement. Under the latter circumstances, counseling and other 
educational and training opportunities will be both feasible and desirable. 

If a program is interested in using a variety of approaches, gradually 
adding other facilities is the most likely way to 'achieve this p~ttern. At 
any rate, the youth being served under one mode or another should not be 
mixed in the same facility. The in-and-out pattern for those being served in 
the crisis situation may be very disruptive to those undergoing long-term 
counseling. 

4., Identifying Obstacles to Program Implementation 

f 

In addition to obvious obstacles of not having sufficient 
resources to develop adequately, the primary obstacle residential 
alternatives to detention programs face is acceptance by a community. 
Whether the residential alternative is a facility dedicated fully to service 
troubled youth or involves the use of foster homes or even youth living in 
their own homes but receiving special counseling and supervision, the 
neighborhood and community area may resent its existence. As a result, some 
programs have tried to maintain a low profile, not advertising their 
existence to an extent greater than that which is necessary to operate. 
Where this practice has been followed, even when a residential facility 
housing a number of youth has been initiated, the neighborhood may have 
limited awareness of the program's existence. However, in many communities 
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zoning 1 aws prohibit developing such programs without publ ic hearings. Of 
course, the program must adhere to these requirements. To anticipate these 
hearings, some programs have found it useful to schedule informational 
meetings in a neighborhood facility such as a church, held at several times 
during the day so as to reach members of the community, to explain the 
program and to attempt to diffuse hostility •. Some programs have found that 
these meetings are most productive when local community leaders are willing 
to endorse the aims and personnel of the program. 

For a program with a less distinctly residential character, this may not 
be an issue. However, developing publicity material may in the long run 
assist the program and its acceptance. Many programs have found, however, 
that neither positive nor negative response is forthcoming. While concern 
for developing a group home and including troublesome youth in the 
neighborhood are major obstacles, these feelings may be overcome in many 
instances with patience and increasing good will. 

E. WRITING THE PROPOSAL 

Many volumes, articles, and magazines have been written and 
conferences developed to assist individuals writing proposals. The purpose 
of thi s management report is not to dup 1 i cate those efforts. Rather, the 
use of such books and resources is recommended for the individual o~ program 
that is faced with this necessity. In general, however, several principles 
should be ~ollowed in the preparation of a proposal. First, write clearly. 
Regardless of their virtues, if ideas are not expressed clearly, they cannot 
be readily understood. Second, organize a description of the program so 
that its purpose, goals and objectives are clearly delineated. Third, 
anticipate the expectations of the granting agency. If the potential 
funding unit has stated that certain items are expected in a proposal, 
include them. Determining what these key ideas are is not always simplE"; 
however, a careful reading of any proposal solicitation or announcement of 
funding is essential to adequate preparation of a proposal. 

Finally, expect to spend time writing the proposal. It should not be 
dashed off quickly and casually. Consider carefully what you should include 
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and gather the necessary data and endorsements. The staff of one program 

that has been funded regul arly reported that it writes only for what it 

wants and can do well. It takes the time to do the job sati sfactori ly. It 

has found that including signs of community support and involvement is 

important because this alerts the uninformed reader to a viable program in 

which the community has a vested interest. Another program that has had a 

very successful record of being awarded grants generally develops proposals 

that include letters from all the police and sheriff's departments, judge~, 

probation officials, social service agencies, and other community contacts 

in its county. These attached appendices constitute a larger portion of the 

proposal than the substantive portions. 

) 
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CHAPTER FOUR 

RECRUITING AND TRAINING STAFF 

A. RECRUITING AND HIRING 

1. The Role of the Board of Directors 

Although the responsibility for hiring all staff usually 

belongs to the Board of Directors, most Boards only act to select the 
Executive Director for the program. The most sophisticated boards 
encourage competition by advertising the position widely and seeking 
applications from qualified candidates beyond the immediate area. They may" 
also consider applications from residents of the community and from within 
the program itself. Qualifications for the job are usually specified. A 

Sample Executive Director Job Description is contained in Appendix A. 

Before arriving at these qualifications, the Board must have a consensus 
about the future of the program. Often, the selection of a new Executive 
Director is an opportunity for the Board and staff to sit down and decide on 
possible new program directions. Once that decision is made, the Board of 
Directors then can select a new Executive Director to move them towards the 
goals they have defined. One very successful program included the staff in 
the hiring process for the Executive Director. They provided suggestions 
for qualifications when the job analysis was drafted and drafted questions 
to be put to candidates by the recruitment committee. Similarly, 
representatives of the targeted client population could be asked to share in 

the process. 

The fact that the program is an equal opportunity affirmative action 
employer should be stated in the job description and other publicity. Every 

effort should be made to encourage applications from minority candidates. 
At an appropriate time after applications have been received, the Board or 
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its subcommittee commonly selects the top three to five candidates and 
conducts interviews with each person. If the program is already in 
operation, program representatives attend these interviews and contribute to 
the final decision. Some projects have found it useful to have 
representatives from social service agencies and criminal justice units 
which deal with clients in the program or which refer clients to the program 
participate in this process. After considering an viewpoints, the Board 
makes its final decision and announces the reasons for its selection. 

Letters are then sent to rejected candidates tactfully explaining the 
reasons for their rejection. Public announcement of the selection is then 
made in newspapers and other media outlets. Special notices are often sent 
to agencies that do business with the program. 

2. The Role of the Executive Director 

The Executive Director usually does all other hiring. While 
the Board of Directors may supervise the process, the final decision is 
commonly the responsibil ity of the Executive Director. Many executives 
encourage the participation of program employees in this process by forming 
hiring committeles which represent various levels or elements of the 

program. After these committees have reviewed the credentials of job 
app 1 i cants and have compl eted the i ntervi ews, they submit writt~n 

recommendations to the Executive Director. In most programs these 
recommendations are considered advisory because the Executive Director makes 
the final decis~ion. Because of equal opportunity requirements and because 
of the needs of the clientele who may come from a variety of social and 
cultural backgrounds, it is important in the hiring process to consider 
seriously the applications of minority candidates and to specify as clearly 
as possible the reasons underlying a particular hiring decision. 

Most established programs have a written description of the hiring 
procedure and of the criteria used to fill each job opening, a statement 

promising non-discriminatory hiring, and a rationale for the qualifications 
specifying the needs of the clients served. Such a policy manual protects 
the program from arbitrary abuse of power and instructs both members of the 
program and outsiders of the procedure to be followed in filling vacancies. 
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Many programs struggle with the issue of the importance of educational 
credentials. Some apparently feel that personal skills and experience are 
much more important than paper credentials. For example, in one location 
the Board of Directors hired an Executive Director whose credentials were 
only an undergraduate degree, but who had participated heavily in the 
development of the original grant that funded the agency. In this case, he 
sought out special training in skills related to his job, such as public 
relations, budgeting, and administration, and acquired suitable training 
despite the lack of graduate education. 

While this has been acceptable in one case, credentials have been found 
to have a value beyond their importance in the quality of services delivered 
to clients. Outside funding agencies and community groups often look 
closely at the Executive Director's credentials when they assess the overall 
quality of a program or try to determine whether to fund the program 
1 oca lly. A program may be accused of bei ng immature if the staff does not 
possess the types of credentials that are believed to be necessary in 
dealing with juvenile clients. The failure to present these "union cards" 
may result in negative funding decisions and in grass root criticism from 
groups opposed to the program. Perhaps the most important reason for 
requiring degrees such as a Master of Social Work is that 'in some programs 
this will qacilitate the development of a system of foster homes. Many 
states allow individuals who possess an M.S.W. to certify foster home 
parents without the long del ays associ ated with the state certification 
process. Several programs observed in this project used M.S.W.'s for this 
purpose. 

In order to satisfy all critics, a program should search for candidates 
who have both the skills and experience needed for a particular job as well 
as the credentials needed to legitimate their activities. This is not to 
say, however, that the person with the credentials but without the 

experience and skills should be favored. Rather, this suggests that the 
Executive Director must realize the importance of legitimizing credentials 

as s/he seeks both to build an effective program and to make it appear
viable in the eyes of the community, funding agencies, and other groups with 
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which the program must work. 

B. ORGANIZATIONAL STRUCTURE 

1. The Executive Director 

Most programs are run by an Executive Director, who has 
overall responsibilities for all aspects of the program and who is 
accountable to the Board of Directors. Many small programs require that the 
Executive Director combine both administrative skills with direct service 
responsibilities to clients. However, as programs grow and diversify, the 
Executive Director is generally relieved of most of his/her direct service 
responsibilities. Although s/he may still be expected to have some clinical 
or counseling expertise, these may be increaSingly less relevant to an 
effective leadership role. 

The Executive Directors of those programs that have had longevity and 
considerable growth contend that the person occupying this position must be 
a skillful politician, an effective manager, and a strong leader. If 
programs are to survive following the cessation of their initial funding and 
to develop new funding sources, the Executive Director should have business 
and management experience and skills in carrying a program beyond its 
initial stages. One well-organized program had an Executive Director and 
Administrative Assistant with Master of Business Administration degrees. 
Both people spoke very highly of the benefits of such a degree. 

The Executive Director should be skilled in proposal writing and in 
sustaining the politica:l connections that are necessary for successful 
grantsmanship. S/he must have an intimate knowledge of the public service 
network upon which the program depends and must have the abil ity to obtain 
from these groups not only financial support,' but also public advocacy of 
the program. The Executive Director cannot afford to assume the support of 
those individuals and agencies that are critical to survival, but must 
actively court their favor at the relevant levels of the city, county, and 
state bureaucracy. 
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Other important skills for an Executive Director are the willingness to 

work long hours, the ability to deal with continuing conflict and sometimes 

open rebellion both within and outside the program, the confidence to make 

decisions after receiving input from various parties, the appreciation and 

understanding of people from different cultural and social backgrounds, and 

an image that arouses enthusiasm and loyalty from the staff and conveys an 

image of confidence and success to outside constituencies. 

In summary, a Board of Directors must consider many variables before 

hiring an Executive Director. Executive Directors oft.en have training in 

social work, sociology, or psychology. In addition, they need to be trained 

and experienced in business and management procedu~es, proposal _ writing, 

budgeting, and program evaluation. A sense of fairness and enthusiasm for 

the program and a personal presence that inspires confidence seem to be 

desired personality traits and can probably be judged only through personal 

contact with candidates for the job. 

2. The Associate Director 

Many programs, particulary large ones, have a position of 

Associ ate Director. As programs expand and diversify, the attention of the 

Executive Director is often diverted from the program itself to the 

management ~f outside affiliations and contacts. The Associate Director is 

then called upon to manage the internal operations for the Executive 

Director. S/he must have expertise and experience in the social and 

behavioral sciences and personality characteristics which result in firm but 

fair management practices. S/he should also be able to assist the Executive 

Director in proposal writi ng and budgeti ng and in managing rel ati onships 

with the social service network. Perhaps the most important characteristic 

is that s/he should be a strong leader capable of organizing and guiding the 

staff members who serve as supervisors or coordinators for various program 

components. 

The most important function for the Associate Director is to serve as a 

conduit of information between the Executive Director and the staff. Many 

Executive Directors emphasized that the ideal Associate Director should be 
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able to understand and appreciate the policies of the Executive Director and 
to implement them creatively in specific situations without being told 

explicitly to do so by the Executive Director~ The Associate Director 

should also be strong and confident enough to prgyide the Executive Director 

with information on the policies that ate not working and grievances from 

the staff wh'ich might not reach the Executive Director otherwise. Several 

Executive Directors stressed that their Associate Directors should be 

creative and independent and able to assist the Executive Director in making 

the more important program deci s ions. However, once dec i si ons have been. 

made, Associate Directors should be loyal and willing to carry out the 

deci si ons of the Executive Directors without sabotagi ng th~m pr altering 
them to any considerable degree. 

In most large programs, the Associ ate Director has taken over many of 

the functions the Executive Director had in smaller programs, including 

managing the daily program. While the personal skills and experiences of 

the Associate Director are important, there is a need to establish 

credentials at this position. Staff are likely to show greater respect to a 

person with superior credentials and the outside community is likely to 
interact more positively when these credentials are present. 

Perhaps even more important, however, is the relationship between the 

Executive Director and the Associate Director. The two should form a 

coordinated management team founded on trust, respect,and understanding .. 

If the two do not work well together, the program is likely to suffer with 

chaos and di scontent. When they do operate in tandem!) the program wi'll 

benefit from both effective internal management and positive relationships 

with the local community, relevant social,"service agencies, and political 
interest groups. 

3. Unit Coordinators and Supervisors 

Two or more unit coordinators or supervisors are often found 

at the level below that of the Associate Director. Educational credentials 

in the social and behavioral sciences are important at this level because 

these people must often deal with multiple social service agencies and must 
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be able to interpret the results of c"linical evaluations or other tests. 

However, personal skills and experience still remain the most important 

qualifications for such jobs. The.people who fill these positions should 

have experience in dealing with youthful clients and. perhaps more 

importantly, should have dedication and commitment to their jobs. 

Counseling reseal"ch suggests that warmth and empathy are critical here if 

changes in client behavior and personality characteristics are to be 

expected. Of c()urse, these are difficult qualities to measure precisely, 

although the Executive and Associate Director often have them and are able 

to recognize them in others. It is also important that such supervisors and 

coordinators be willing to work long hours and be capable of handling crisis 

situations both with clients and their families. This position requires a 

commitment to more than a nine-to-five-job. Other characteristics mentioned 

as important for thi s job incl ude appreci ation of different cultures and 

different socio-economic classes, an understanding of the community from 

whir:h clients come, and a vague but nevertheless important characteristic 

generally described as "street-wiseness." 

4. Service Delivery Staffers 

Below the level of the coordinators or supervisors are the 

staff members who daily work directly with clients. While a bachelor's 

degree may·-be important for such a person, it is not essential. His/her 

most important qualifications are a dedication to helping youthful clients, 

an empathy wi th thei r problems, an abi 1 i ty to tolerate confl i ct and the 

clients' lack of short-term progress, and sufficient self-respect and 

maturity to deal with the' emotional barrages that clients often direct 

against him/her. Such staff members are often community residents WhO. 

understand the dynami cs of the nei ghborhood and have an intimate knowl edge 

of family problems and the attractions of the street that have enticed many 

of their clients into deviant actions. Not only is it difficult to specify 

these qualifications in written or measureable terms, but their 

identification also depends on the skills of those doing the hiring. Often 

these qualifications and skills are only recognized through experience with 

the person. 
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The need to recognize skill and ability in hiring a staffer touches on 

an important footnote to this discussion: One should not be hesitant to 

terminate an employee who demonstrates that s/he does not have the personal 

skills needed to deal effectively on a one-to-one basis with clients who are 

experiencing difficulties. Several programs visited by SERCL said that some 

of their most serious problems have been caused by the failure of management 

to terminate inefficient employees quickly enough. Many program directors 

emphasize that the one-to-one relationship between staff member and client 

is probably the most important dimension of the program and if it is not' 

attended to seriously, the work directed at securing funds and establishing 

political connections to ensure the future of the program will be in vain. 

Hence, ineffective staff are a serious liability which should be remedied 
immediately. 

5. Administrative Assistant 

Another common position, that of Administrative Assistant, is 

particul arly useful in 1 arger programs where the Executive Director and 

his/her Associate need the assistance of someone in handling the many jobs 

which often fall through the cracks due to time constraints. Important to 

this position are competence in supervising clerical staff, skill in keeping 

program books and records, knowl edge of the budgeting process and propos a 1 

development, ability to develop personnel policies and other codes of 

procedure for approval by the Executive Director and the Board, an ability 

to make decisions for the program, and an overall sense of responsibility 

for managing the daily purchasing, receiving, and documenting processes. 

One Executive Director gave her 'administrative assistant the responsibility 

of collecting the necessary data for monthly reports for the various funding 

sources of the program. The program was multi-funded and gathering the data 

necessary for these reports consumed a great deal of time. 

The most successful people in this position usually have training and 

I experience in business with a particular emphasis on personnel management 

and bookkeeping routines. While this employee is not involved in providing 

services to c"lients, s/he may be responsible for the daily operation of the 

business aspects of the program, following the guidelines laid out by the 
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Board and the Executive Director. 

C. ORIENTATION AND TRAINING OF STAFF 

1. Orientation to the Program 

Most programs offer a general orientation to the program for 
each new employee. Its purpose is to provide new employees with the basic 

rati onal e for the program's organizati on, although it does not generally 
focus on the details of specific jobs. Rather, attention is given to the 
history of the program, its overarching design, and its functional 
importance and position within the total service network for youths in 

difficulty. This initial orientation also provides each new staff member 
with the opportunity to meet other staff, learn about internal system 

relationships and be introduced to personnel policies governing all program 
employees. .While some programs allocate a specific amount of time for 

conducting this orientation, usually two or three days to a week, others do 

it more informally by permitting the new employees to spend time with 

different members of the program during the first week or so of their 
employment. Through this procedure, new staff learn about the divisions of 

the program. Initial orientation is usually conducted by the chief 
executive officer with the assistance of supervisors. 

One Executive Director believed that a new employee should start 

learning the agency from the top dm'in. The ne\'1 employee spent the first 
week of employment following the Executive Director, attending meet'ings, 
doing community contact work, and observing other executive functions. The 
next week was spent with a mi d- 1 eve 1 supervi sory person; the thi rd week wa,s 
with the individual's own supervisor. During' the fourth week, the 
individual was placed in the pOSition s/he was hired for. The Executive 

Director of the program enthusiastically endorsed this training process 
becau se ita 11 owed the new emp 1 oyee to know where his/her job fi t into the 

general scheme of things and gave him/her a feeling of belonging in the 
agency. 
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2. Training for Specific Jobs 

Although few eXisting programs are entirely happy with their 
training program, believ'ing they could be improved with more time and 

resources, most emphasize the need for training in specific job areas 
relevant to the new employee's work. General training programs for all new 

employees are not as satisfactory as those which focus on the specific 
skills. Supervisors also stress that training should address the skills 

already attained by the employee. That is, some new employees will need 
considerably more training than others with prior experience and more skills. 

SERCL interviewees generally felt that the most demanding training tasks 

were required for those who work directly with clients!> in counseling and 
supervisory roles. Among the skills to be stressed within a training 

program are: Individual and group counseling, interpersonal empathy, case 
management, case advocacy, i ntervi ewi ng techniques, needs ana lysi s, fami ly 

counseling and small group relationships, crisis intervention, behavioral 

change, and a knowledge of other service providers to whom cl ients may be 

referred. Skill s such as grant writi ng, supervising, record keeping, and 
budget management are important training areas for employees not directly 
involved with clients. 

Most programs provide several training methods. The Executive Director 
and the supervisors often have responsibilities for both general orientation 

and training in more specific skills. Sometimes~ this is done through 
programs designated as training seminars. At other times, it is managed 

through frequent supervision shortly after a new employee begins working. 
The majority of programs visited by SERCL's research team filled vacancies 

by promoting, thus reducing many training functions for supervisory 
personnel. In fact, a surprising number of programs using volunteeers hired 

them for full-time employment when an opening arose. Thus, the need for the 
formal training sessions was eliminated. In addition,' some programs hire 

outside consultants to do a portion of their training, or they may have new 
employees enroll in university courses or other structured learning 

experiences relevant to the job. One program had a cooperative arrangement 
with similar programs in its part of the state to pool their resources so it 
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could afford more and better qualified outside trainers for its staff 

development. 

Most of the programs rely on some other resource for the structured 

training, either provided by the program or at a university or other 

training center. However, many respondents suggested that this alone was 

not sufficient training for the details of any specific job. What is 

additionally needed is continuing supervisory and peer teaching as the 

person begins a new job and experiences difficulties. It is unreasonable to 

expect that a person who attends a course or training institute will be able 

to perform satisfactorily without any support or feedback from the program 

staff. 

3. Continuation of Training 

Most successful programs have di scovered that training shaul d 

not end with the initial orientation. Instead, the program must continue 

efforts to upgrade ski 11 s and to introduce staff members to new techniques 

and methods. Many programs provide paid educational leave to staff members 

who wish to attend relevant workshops or university courses. Individual s 

who attend these training sessions are then asked to brief the staff on what 

they have 1 earned. Many programs also plan frequent i n-setvi ce workshops 

for their 'staff members. These may be held in. cooperation with other 

community agencies that need people with the same skills or.have identified 

similar problems in their programs. Other training systems include staff 

retreats, frequent staff meetings where problems are shared and new ideas 

are invited, and direct participation by all staff members in decision 

making. These efforts not only supply the program with greater input but 

also appear to give staff members a feeling that they are involved in the 

program, thereby providing them with some stimulus to think more creatively 

about staff and client problems. 

4. Funding for Training 

New programs tend to pay little attention. to the need for 

training. Rather, they focus upon the selection of qualified people for 
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positions and fail to budget money for training. As programs become more 

comp 1 ex and the need for project survival gives way to project 

institutionalization, they generally discover that even ;the most qualified 

persons can always benefit from initial training and that continued training 

is quite benefici al for both the i ndivi dual and the program. Therefore, 

most mature programs provide funds for training in their budget and funding 

proposal s. 

D. PERSONNEL POLICIES 

Many new programs, particularly if they are small, do not initially 

have a set of per sonne 1 pol i ci es. However, as programs mature and grow, 

they usually become aware that written personnel pol ici es are necessary. 

Sometimes this need becomes apparent after a current or former employee 

complains about problems related to job discrimination, his/her paycheck or 

promotion. Sometimes these complaints are arbitrated by other agencies; 

sometimes they are addressed within the legal system. The wise program 

develops reasonable and comprehensive personnel policy before such problems 

arise . 

The development of a personnel policy is often not an easy task. For 

example, it is difficult to identify all potential problems and issues. For 

this reaSOl1, it may be prudent for a program to examine the personnel 

policies of similar agencies, policies which were developed over years and 

which reflect the experience of programs with a wide range of personnel 

issues. A sample set of personnel policies is presented in Appendix B. A 

wise Executive Director will examine several such policy statements in order 

. to determine their applicability to his/her circumstances. Most personnel 

policies include many of the following items. While few programs deal with 

each of these items, each should be included in a comprehensive personnel 

policy statement. They include: 1) a description of the agency and its 

philosophy in treatment and service; 2) an organizational chart and a 

responsibility flow chart for the agency; 3) a job description for each 

position within the program; 4) the educational qualifications and 

experience required for each position; 5) a statement of training that will 

be provided by the program for each position; 6) a delineation of the 
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methods and procedures to be used in evaluating staff and administrators 

within the program; 7) a statement covering grievance and appeal procedures; 

8) a specification of employee benefits, holidays, and vacation policies; 9) 

a discussion of sick leave allotments and reporting procedures;' 10) a 

presentation of disciplinary and termination procedures and procedures for 

resigning froin a position; 11) a definition of procedures or methods to be 

followed when requesting maternity, emergency, and professional or 

educational leave; 12) a statement regarding affirmative action; and 13) a 

specification of the procedure or methods to be used for revising and 

updating the personnel policies. 

Some a~encies include more items than those listed here. For. example, 

some insey·t a sample of each form used within the agency and include 

information about the circumstances under which it is to be used and how it 

is to be completed. Others provide lists of the Board of Directors as \'fell 

as other program volunteer or community resources. Overall, the policy 

manual should be comprehensive but not too long to be cumbersome. If it is 

the latter, many employees will not read it. 

After an agency has reviewed the personnel policies of other agencies 

and made a determination of the areas it will cover in its own policy, staff 

are frequently asked to share in the policy creation process. Wh-ile the 

Board of Di-rectors usually has final approval and legal responsibility for 

any such policy, many program directors report that their policies are much 

more widely accepted among employees when these employees have had a chance 

to participate in the creation of the rules and procedures. 

Annual reviews of these policies, reviews which include program staff, 

should also be scheduled. Through this procedure, those procedures which 

are not working well may be identified and staff may have the opportunity to 

suggest areas in which policies may be needed for the first time. In 

anticipation of this yearly revision, it might be wise for the program to 

package its set of personnel policies in looseleaf notebooks so that 

particular pages can be replaced each year as necessary. 

Personnel pol icies should be distributed to each new employee at the 
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beginning of his/her employment and the personnel manager or project 

director shou·ld. review them with him/her. Many program directors suggest 

that an employee actually sign a form indicating that s/he has read the 

policies and fully understands them in order to avoid future personal or 

legal actions that may stem from a claim of misunderstanding or lack of 

information. 

Not every item mentioned above can be included in one set of personnel 

policies. For example, many programs may have difficulty specifying precise 

promotional criteria. However, most other items can be included. 

Experi ence has shown that the areas which are particul arly important to 

include are grievance procedures, personnel evaluation procedures, the hours 

of daily work expected from each employee, and compensatory time procedures. 

E. SCHEDULING 

Several Executive Directors suggested that scheduling difficulties 

and grievances can develop into a serious problem. In addition to 

suggesting that staff members help plan work schedules, th~b~ ul~ectors felt 

that scheduling must be continually monitored if grievances are to be 

identified early and corrected before they esca'iate into more serious 

dissension problems. 

Most of the difficulties involved in staff schedu1ing are related to 

res; denti a 1 programs, but they may also be expe:'1 enced by non-res i denti a 1 

programs, pa~~ticular'ly if they involve more than one shift. One issue 

relates to the handling of compensatory time. While many, if not most, 

• workers will put in an eight hour day, some conditions may necessitate a 

longer work day. In such instances, some programs will allow time· off at 

slack periods to compensate for such work. Others pay regu'lar wages for 

this overtime, while others have no arrangements for overtime pay, routinely 

expecting their employees to put in overtime even though they are only paid 

for an eight hour day. Some project directors have been known to evaluate 

the motivati on of their employes accord; n9 to the amount of overtime they 

are willing to put in without extra payment. Whatever arrangements are made 

concerning compensatory time, the policy should be clearly stated and new 
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employees should be informed of it as they begin their employment. 

Several Executive Directors mentioned the advisability of having 

overlapping \'1ork schedules. This type of overlapping arrangement is used'in 

many hospitals so that nurses pass on to the next shift information 

concerning the problems and conditions of patients. Any institution which 

deals with particularly difficult clients may find value in this 

arrangement. An overlapping schedule appears to smooth the transition from 

one shift to another and permits staff members to share information 

concerning probl ems or speci al opportuniti es which occurred earl i er in the 

day and which may re-emerge later in the next shift. 

Another suggestion is to have employees work a variety of shifts. Many 

director's have found, for exampl e, that the behavior of cl i ents may be 

different in the morning than in the afternoon, or may vary considerably 

from recreational to educational settings. For this reason they like to 

have experienced staff for each of the settings that comprise the program. 

Therefore, if a residential program has three shifts, each employee may 

expect to work each of these three shifts over a period of three months. 

Another reason for varying employee's schedules is to allow for the 

staff's per~onal needs. Many good staff members are willing to work nights 

for a period but are unwilling to continue in this pattern for an extended 

period of time because it interferes with their home lives. If they are 

forced to continue working nights, they may resign. However, if working ,a 

late shift is only an occas'lonal requirement, they may be willing to accept 

this duty. Many senior staff members regularly share this duty, finding 
that it raises agency morale. 

Payments for these people thus will not vary from week to week. 

Positions should be salaried if the employees will each be working widely 
varying time spans. 

Some programs permit staff members to work four ten-hour days rather 

than the ordinary five eight-hour days. This allows them more intensive 

cl i ent contact on the days they Iwork and al so gives them more free time away 
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from their clients to relax and restore their energy reserves and interest. 

In some instances even this is not enough for staff who have become too 

involved in their work and have lost their efficiency and sense of 

perspective without real izi ng it. Program directors need to be aware of 

these potential problems and may need to intervene before the person either 

resigns or needs to be fired. This problem can be countered by the 

provision for an extended leave of absence for persons who are still 

committed to their jobs but cannot presently function well due to the 
emotional burdens which their work entails. 

One additional consideration needs mentioning. Directors of residentlal 
programs suggest there is likely to be a continuing problem keeping an 

qdequate staff for the night shift. While this may be related to 

scheduling, it is also often the product of inadequate program budgets. 

Programs should consider the importance of the night shift in their 

budgeting process and should provide sufficient staff to cover the program 

during the evening hours. One program solved it by requiring all staff, 

including the administrators, to take their turn on the night shift. A 

sample of its scheduling process is included as Appendix C. 

F. EVALUATION 

Evaluation of the employees is in two parts. The first is a 
probationary evaluation which occurs three to six months after employment 

begins. The purpose of this evaluation is to review the initial work of the 

employee and decide if s/he should be eligible for continued project 

employment. Some programs have a ser.ond level of probationary evaluation 

which ~ay occur after six to nine months. If this evaluation is positive, 

the employee then becomes a permanent staff member. A second type of staff' 

evaluation is the periodic evaluation of all permanent employees. This 

generally occurs annually in conjunction with the consideration of a raise , 
although some programs choose to do it twice a year or even more 

frequently. Once a year, however, seems to be the most usual pattern for 

formal evaluations. A Sample Staff Evaluation Form is provided in Appendix 
D. 
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The annual evaluation is conducted by an employee's supervisor. The 

Executive Director of the program is evaluated by the Board of Directors. 

Some programs have experimented with verbal evaluations but most have found 

that a written evaluation is preferable. Evaluations are discussed in 

person' with the employee and s/he is given a chance to defend him/herself 

against the criticism offered. If there are serious disagreements over the 

evaluation, the matter may be referred to a person higher in the 

'organization for arbitration. Some programs even have a committee composed 

of administrators and staff personnel to consider disagreements that could 

not be settled at the supervisor level. The written evaluation is deposited 

in the employee's file after all parties agr.ee to it. 

Several programs were not completely satisfied with the criteria of the 

evaluations. While they felt the process is satisfactory, they were not 

happy with the vagueness of the evaluation items. These evaluations should 

relate specifically program functions. For example, a bookkeeper should be 

evaluated on technical efficiency and accuracy in maintaining the records of 

the program, while a counselor should be assessed according to his/her 

rapport and personal effectiveness with clients, attention to record keeping 

details, agency follow-up, sensitivity to pending problems and need for 

client referral. These specific evaluations according to function al~e very 

useful to p'rogram managers in administering their programs as well as to 

employees by giving them specific feedback. It is difficult to recommend a 

single form for personnel evaluations. Evaluation procedures should be kept 

fairly flexible and should allow both the employee and supervisor to define 

the criteria by which the employee will be evaluated. 

Two other suggestions should also be considered by the program manager. 

first, peer.s should be given a chance to evaluate one another. In many 

cases they may have greater knowl edge concerni ng a parti cul ar employee IS 

functioning than the supervisor and it is often helpful to solicit their 

evaluations of their peers. Co-workers are very likely to be aware of the 

shortcoming and inexperience of their colleagues. However, a manager must 

be careful to avoid the trap laid by one who tries to advance his/her career 

at the expense of a co-worker. Second, a number of programs have found it 

useful to ask employees for written self-evaluations. These evaluations 
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should be independent of those completed by supervisors and employers. This 

self-evaluation process encourages employees to look carefully at their own 

work and to identify their own strengths and weaknesses. The sting of a 

supervisor's criticism is often lessened if the employee has previously 
; dent if; ed the problem area. 

means more to the employee who 
Also, the praise of peers and supervisors 

has identified him/herself as deserving it. 

It is probably unwise to rely on one person's evaluation as a mechanism 

for correcting or reinforcing the behavior of employees. A procedure which 

solicits information from the person being evaluated, from peers, and from 

supervisors probably provides a more aCCUI'ate and detailed insight into an 
employee's work than any single judgment. 

G. VOLUNTEERS 

No general agreement about the usefulness or desirability of 

volunteers in delivering service was evident to SERCL staff. Several 

persons interviewed stated they had given up on usi ng volunteers in their 

agenci:s: They claimed that too much time was taken in recruiting, 

supervlslng, and training volunteers to make the effort worthwhile. They 

fur~her argued that the volunteer's lack of skills and their self-serving 

mot 1 ves were often detr imenta 1 to program goals. Others, hO'r'/ever, were much 

more favorably disposed to volunteer help. One place even filled full-time 

positions with volunteers, expecting the same work from them as from paid 

employees. Even these persons, though, had some reservations. They 

stressed the importance of special training and supervision for volunteers. 

Most programs that use volunteer help carefully organize this activity. 

They provide extensive training in the skills and activities in which the 

volunteers win be engaged. They also assign very specific, tightly 

organized activities for volunteers and careful supervision of their work. 

Many programs maintain a special position entitled Volunteer Coordinator or 

Supervi sor. Vo-j unteers are asked to work a set number of hours per week, 

commonly five to fifteen, and must report their activities to the 

supervisor. These reports are carefully checked for' accuracy and 

appropriateness. In many cases volunteers are asked to sign a contract with 
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the program specifying the type of activity they will be involved in and the 

amount of time they will devote. 

Programs also emphasize the importance of careful selection' in addition 

to training and supervision. Not every volunteer is accepted. During the 
training process, candidates are carefully watched and evaluated and those 

who do not appear qualified for the position or who show undesirable 

emotional traits are told tactfully that their services will not be needed. 

In addition, volunteers who following their training~ do not fulfill their 

obligation to the program are quickly dismissed from their duties. In one 

program, where volunteers were used for crisis counseling, those who had not 
had an active case for the past three months were required to reapply and 

undergo retraining. 

Program staffers often consider any volunteer, whether it be a community 

. resident or a student from a local college or university. They feel that 

careful screening and training allow them to select appropriate volunteers 

from diverse backgrounds and affiliations. Some programs, however, prefer 

volunteers from local universities or colleges. They appreciate the 
requirement that the students put in a specific number of hours per week 

(commonly fifteen to twenty) in the program and that they be carefully 
supervised by the participating college or university. The only problem 

mentioned c'oncerning student volunteers or interns was that they usually 
depart from the program following the termination of a current semester and 

therefore cannot be relied on for the future. 

Use of ex-off enders as volunteers or staff employees is supported by 

some programs. Arguments against the practice stress that ex-offenders are 

not appropri ate volunteers or staff members, because they are try; ng to 
solve their own personal and vocational problems and therefore cannot be 

much help to youth in trouble. The majority, however, feel that 

ex-offenders can be quite valuable because their backgrounds and experiences 

are often similar to the youth they will serve. The program's training, 

screening, and supervisory practices, they feel, are sufficient to solve any 

problems that might arise. 
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Programs that use volunteers mentioned the services they provide. Some 

participate in direct program functions. For example, volunteers may tutor 

clients in their school work or work in background areas, such as 
motivation, aspiration, or attitudes toward school and general learning. 

Others become friends and advocates of clients. They may serve as big 

brothers or friends, or take the client on recreational outings" camping 

events, or other similar educational and diversional activities. Volunteers 
who work directly with clients must coordinate their work with the case 

.worker responsible for the particular client on at least a weekly basis. 

Otber vo 1 unteers work in the program bu t not di rect 1y wi th its c 1 i ents. 

They may do typing, filing, or other secretarial and office management 

tasks. ~n~ program uses vO.lunteers to do all its bookkeeping, billing, and 
check-!l'Irltlng. Some also answer the phone, follow up on client referrals, 

make certain that a client actually arrives at an agency, or do tasks that 

allow more staff time for direct contact with clients . 

Other programs use volunteers to improve rel ati ons with the community. 

For example, volunteers. can pOint out programs which may have valuable 
services or assi stance to provi de the alternative project. Vol unteers may 

assist the program in its public relations activities with the media and 
with the local community; they may also engage in the local program 

fund-raising ventures. Many programs believe that their volunteers provide 
extremely valuable assistance to the program by increasing the level of 

community awareness of the problems faced by their clients and what is being 
attempted locally on their behalf. 

Volunteers are particularly useful to privately managed agencies, 

especi ally if they are sk ill ed in counsel i ng and relate well to youth, 

although there is considerable variation in the use of volunteers in such 

programs. In agencies which focus upon thE provision of high'ly skilled 

technical services, such as psychl'atrl'c l' d counse lng, rug treatment, and 

other professional services, the training costs are prohibitive and 

volunteers are unlikely to be used in the providing of direct services. 

Good use of volunteers in an alternative program depends on a commitment 
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of time and effort on the part of the professional staff. Some staff member 

must be designated to recruit, orient, train, and supervise volunteers. 

However, exceptions are notable. The Board of Directors of one program 

recruited and managed a very helpful group of volunteers in a non-service 

delivery effort. Nevertheless, in order for volunteers to be used for 

service delivery there must be staff commitment and a significant number of 

vo 1 unteers must be used by the program. Because small er programs often 

cannot afford this investment of staff time, they often fail to use 

volunteers effectively •. Some programs will only consider using volunteers 

with the specialized training and commitment found among college or 

university interns and/or other experienced help. For larger programs, 

volunteers may become an important community resource. 

H. FOSTER PARENTS 

Programs which have foster home components need state 1 icenses 

which are generally given only after state officials have had experience 

with the program and have confidence in its professional ability to oversee 

the operations of foster homes. Some states allow people with M.S.W. 

degrees to J i cense foster home parents. Some of the programs vi sited in 

this project had an M.S.W. on their staff who routinely licensed foster 

homes. Generally, the state 1 i censes the fi rst few foster homes in thi s 

system. Later, the state oversees the M.S.W. licensing foster homes. 

Eventually, after the state officials are satisfied with the ability of the 

M.S.W, they permit the program to license its foster homes itself. 

Being licensed to certify foster home care implies that a program has 

the necessary skills and facilities to recruit families for foster care, 

train them to provide successful foster home care, and provide continuing 

program resources and advice to ensure that the placement is satisfactory, 

both for the foster parents and for the clients. Two types of foster homes 

frequently exist. The short-term home generally houses youth who are in 

need of 1 imited assistance, commonly for a period of 3-4 weeks to two 

months. A second type is a longer term venture with youth remaining in the 

f oster home for a year or longer. I n both types of foster home care, 

careful selection, training, supervision, and support are required. 
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The fi rst task in any foster care program is to recruit foster care 

parents. Soliciting is done through radio and television announcements and 

flyers. Programs may also work closely with churches or ot'her 

service-oriented organizations. Some programs even put advertisements on 

radio or in newspapers which identify types of children in need of foster 

care placement. Once potential foster parents are identified, the screening 

process begins. The program contacts the potential foster parents and 

schedules an initial meeting at the program offices or the candidates' 

home. Initial attention is given to conditions that may disqualify the 

candidate. For example, they may not live in the appropriate county and 

thus are ineligible for foster care reimbursement. Attention is also given 

to the adequacy of the living arrangements with respect to space, 

construction, number of floors, number of exits, type of heating system, and 

other safety matters. Staff look at situations that bear on individual 

health, such as water supply and sewage systems. They consider the location 

of schools, hospitals, recreational activities, and transportation. If this 

initial examination does not disqualify the candidates, their personal 

references are checked. A form developed for this purpose is usually 

followed up with an interview between program staff and those providing the 

reference. Informati on on the perceived strengths and weaknesses of the 

family, personal problems, marital difficuHies, problems with their own 

children, and financial problems is sought out. Some attention is also 

given to the reasons these particular candidates desire foster home 

placement and what their reaction is likely to be when the foster child is 

withdrawn from their home. 

If these initial checks are satisfactory, a second interview is usually 

arranged with the candidates. In this interview, the candidates are asked 

blunt questions about potential problems or concerns, including the effect 

of foster placement on their own children, the effect of a placement on 

their marriage, their motives for wanting foster placement, their ability to 

deal with possible deviant behavior and to face potential failure in this 

effort, their dedication to tolerant concern for human development and the 

problems which often arise therefrom, and their ability to take on a new 

family member who will undoubtedly add new complexities and possibly serious 
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problems to their lives. At this point, some applicants begin to realize 

that they are not suited to be foster parents and may withdraw. In other 

cases, the staff may realize that while there are no hidden problems with 

these people, they nevertheless wi 11 not be good foster parents. After 

in-depth probing, for example, staff may discover that a potential foster 

parent may not be a good role model for foster children. Sometimes, foster 

children may also challenge the emotional stability of the family. 

Sometimes, potential foster parents may be so uncertain o~ their own skills 

in interpersonal relations or career pursuits that they will be unable to 

provide the kind of stable living environment needed by the clients placed 

in their house. 

Once the candidates are accepted as foster pa'rents, they must 

participate in a period of training. One component of this period focuses 

on practical problems encountered in foster care. These include what to do 

in medical emergencies, how to assess their rights and responsibilities 

toward the young person living with them, what happens if the child should 

run away, what to do incase of further problems with 1 aw enforcement 

officials or school authorities, how to handle discipline, or what steps to 

take if the youth's actual parents show up at the house and demand to see 

their child. A second component of the training examines more interpersonal 

and counseltng matters. Here, attention is given to the specific problems 

encountered" by the client in the past and those that are likely to develop 

in the future. This is related to the possible difficulties the cl.ient 

might have relating to a new family and to the emotional traumas involved in 

establishing new trusting relationships while being asked to give up old 

ones. Attention is also given to the need to integrate the youth with the 

other children in the house and to allow him/her topnrticipate quickly in 

the social system of the family without feeling left out or unwanted. The 

family is carefully prepared for initial failure in these ventures. In many 

cases the client or the client's natural parents will strike out at the 

family and attempt to reject them and to el i ci t hostil e reactions from 

them. The foster family should be prepared for this eventuality and trained 

in procedures for accepting it and working toward more positive 

relationships with the youngster. 

- 72 -

I 
I 
! 

I 

Training may proceed for six months or longer. In some programs, it is 

an on-going function where foster parents meet once a month with staff 

members" and other foster parents to share their experiences and to learn 

about approaches to foster chil dren. These concerns cannot be eas ily 

programmed into simple statements as "dos" and "don'ts," because the 
problems are often complex. Foster care training is increasingly being 

perceived as continuous and often involves sharing among a wide variety of 

people who can provide both helpful suggestions and support for this 

difficult job. 

Foster homes should not be isolated from the activities of the parent 

program. I~ost programs ask for reports at least once a week on the progress 

and problems of each client located in the home. In addition, a 

counselor-caseworker from the program vi sits each foster cl ient in the 

foster home at least once a week and attempts to resolve continuing problems 

and to reinforce good progress. 

Initial training should not be limited only to parents as it is probably 

as helpful and important for the client as it· is for the foster parent. 

Foster children need to be exposed to what is to be expected of them and the 

kind of opportun i ties that are av ail ab 1 e for them before they a're actu ally 

placed into foster care. Some programs even have a group meeting for foster 

children where they can get together and discuss their own problems and seek 

solutions to these difficulties. 

One problem that even the most talented foster parents frequently 

mention is the need to get away from their home occasionally. The foster 

parent does not have the freedom of a normal parent to arrange for 

babysitters and go out on weekends. Many programs have found it helpful to 

use volunteers as temporary foster parents. A volunteer couple may move 

into the foster home for the weekend and look after the children, while the 

foster parents have a chance to get away, at least occasionally. 

I. STAFF BURN-OUT 

Staff burn-out is a frequent 1y menti oned management and servi ce 
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delivery problem. It is especially serious for those individuals who 

develop intense commitments to changing the lives of their clients. 

Programs routinely report on staff members who became so involved in their 
work and so exhausted from their intense efforts that they either become ill 

or are unable to maintain a high level of commitment to the program. 

In order to avoid staff burn out, several strategie~;'nave been devised. 
Some have been identified in pr'evious sections, and include frequent shift 

rotati ons, an all owance for four ten-hour days with three days off, and 

extended leaves for those who suffer from lack of energy and enthusiasm. At 

least four other strategies deserve further attention. One permits a 

variable work schedule, particularly for those who do not have to integrate 

their work carefully with otherc, employees. For example, caseworkers and 

counselors may be able to perform their work satisfactorily at different 

times each day. Based on their own family schedules and other involvements, 

they may decide to work one day between 7 a.m. and 4 p.m. and another day 

heb/een 11 a.m~ and 8 p.m. This aliows for variation and seems to give them 

the freedom they need. It further gives them some refreshing novelty in 

their jobs. The second strategy is that of job sharing. In this plan, two 

people, possibly a husband and wife, share one job. One works for the first 

half of the day and the second completes the shift. This holds promise as 

an attractive opportunity for a husband and wife who woul d 1 ike to share 

both career' opportunities and household duties. This may also be attractive 

for a program that probably will get more than a half-time commitment from 

each of its workers and is less likely to be faced with ,a steff member whose 
enthusiasm and energy may decline sharply. However, 

alienating two persons rather than one if a disagreement 
date. 

a program risks 

ari ses at a 1 ater 

A tr..ird strategy for minimizing burn-outs is to involve staff members in 

the total management of the program. Very few of the programs vi sited to 
prepare this report are hierarchically managed. Most have a high degree of 

staff involvement in management. Some programs are even managed 

collectively and the Executive Director wields no authority that is greater 

than that of any other staff member. Staff involvement in the management 

process gives members a feeling of control over a significant part of their 
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lives and reduces the frustrations and stress which can normally accompany 
jobs in which the employee has responsibility but no control. 

A fourth strategy for reduci ng stress. is to use the therapeutic 

community idea. Some programs use many of the same therapeutic techniques 

on themsel yes that they use on their cl i ents. One program has a weekly 

group therapy session in which staff members are encouraged to express their 
frustrations with the program and to work out the problems among 

themselves. This leads to a very free working relationship among the staff 

and provides an outlet for frustrations which may accompany a difficult job. 
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CHAPTER FIVE 

PROVIDING PROFESSIONAL SERVICES 

Professi ona 1 servi ces to cl i ents are often offered by members of the 

agency's own staff and by outside providers. The modes of services have a 

variety of management problems. 

A. OUTSIDE PROVIDERS 

1. Medical Services 

The two major problems associated with providing medical care 

to clients in alternative programs are the extremely high cost of medical 

care and 1 ega 1 1 i abil i ty. Both of these problems can be eased wi th some 

community contact work and a proper intake procedure. 

Although medical care is expensive and beyond the reach of the available 

funds of most alternative programs, funds for medical ,care are nevertheless 

available. A manager should begin by canvassing medical services availac1e 

in the community. Some local medical personnel may contribute their 

services as a charitable act. Most medical personnel will offer some 

services for free but seek payment for others. If payment is required, 

there are several publicly-funded sources of payment, such as Title XIX, 

Medicare, and local welfare funds. 

Numerous arrangements can be made to provi de medi ca 1 servi ces through 

oub)i de provi ders. In some instances, a phys i ci an may come once a week to 

handle routine health car'e needs. If this is the case, the program may 

"save up" the new admissions and have a doctor provide physicals and other 

needed care during this once-a-week visit to his/her facility. Alternately, 

youngsters may be taken to a doctor's office for these routine matters. If 

program c 1 i ents 1 i ve in the immedi ate area, they may even use the servi ces 
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of their own physicians. Many projects, however, have found that medical 

cl"inics and hospital out-patient services are adequate sUbstitutes for the 

services of a personal physician. One project was able to recruit a 

physician for its Board who was willing to be on call for project 

emergencies and more routine medical services without charge. Sometimes a 

National Guard doctor will be willing to provide assistance as part of that 

group's expanded effort to serve the community. 

All medical services need not be provided by a single source. One 

medical provider may be able to meet one client need., while another may meet 

other needs. For example, a physician may willingly serve in the 

administration of venereal disease tests, but may express hesitation in 

providing more extensive services. 

The least complicated way of providing medical services to clients is to 

have them go to a nearby free clinic and use that facility as it is used by 

other neighborhood residents. Another way of avoiding excessive involvement 

in medical matters is to ask parents or guardians, upon intake" to sign a 

medical responsibil ity form in which they agree to be billed directly or 

have an insurance company pay for any medical service given to their chil d. 

This frees the program from having to assume costs of medical care. 

Managers, upon client intake, should assess clients' eligibility for 

local publicly-funded medical care and should be familiar with local program 

eligibility requirements. In addition, each manager should develop 

specialized files on local free clinics, special hospital programs, or 

doctors who are willing to give health care at no cost. This information 

should be made available to the youth as well as to his/her parents. Having 

a physician on the Board of Dir'ectors of the alternative program has been 

extremely helpful in contacting and recruiting low cost medical services and 

personnel. 

Becau se most states have stri ct 1 i abi 1 ity 1 aws for medi ca 1 services, a 

medical release should be obtained during the intake process from the parent 

or guard'ian of all youngsters who are under legal age. This is especially 

important because medi ca 1 emergenci es have been known to occur withi n hours 
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after intake. Unnecessary delays in obtuining a medical release on each 

client should be avoided to insure that a client gets prompt medical care if 

necessary and to reduce the program's legal liability. 

If, for some reason, a release cannot be obtai ned, each program must 

have an alternative strategy ready for immediate implementation. The 

eas i est way to proceed is to have the c 1 i ent dec 1 ared a temporary ward of 

the state by the Protective Services Division or some other appropriate 

state agency. This court order can be obtained very quickly if a good 

working relationship is developed with the protective services division 

and/or the court. The order can be written to make the child a temporary 

ward of the state only for the purpose of receiving medical services. As an 

example of what good relations with the juvenile court can do, one progr?m 

was able to get a temporary court order by simply placing a phone call. 

This action fulfilled legal responsibilities until a formal hearing could be 

arranged. 

Of the agencies visited, few had any significant difficulties associated 

with the delivery of medical services to their clients. The five relatively 

minor problems that were mentioned are typical of those that arise when 

medical services are offered by outside providers. Physicians associated 

with one program sometimes lectured youngsters in a manner that interferes 

with the youth's treatment plan. In another program, the manager sometimes 

encounters physicians who insist on contacting clients' parents before 

providing medical services to them even when the youngsters are runaways and 

the program has not yet counseled them to a point where they are willing to 

call their parents. A third problem is related to the slowness of 

bureaucracies to react to the needs of their clients. This sometimes means 

that clients have to wait for extended periods of time before receiving 

medical care. In addition, free clinics and other neighborhood medical 

centers often restr i ct 

alternative program's 

requiring the reporting 

servi ce hours so that they are not open when an 

clients need medical services. Finally, laws 

of child abuse are taken seriously by some cl inics 

and hospitals, who may initiate legal action on a case while an agency is 

still trying to solve the youth's problem through other action. When this 

occurs, the agency's therapy plan is undermined and the youngster may suffer 
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additional long-tetm harm. This and other problems in providing medical 
services can be minimized if program managers and other staff develop 

effective and understanding relationships with local medical personnel. 

2. Other Services Delivered to Program Clients 

A wide range of special and general services may be provided 

to clients by alternative programs and other outside agencies. These 

commonly include psychological evaluation, psychological counseling or 

therapy, vocational training, vocational and employment placement, academic 

upgrading, recreational activities, and legal services. While alternative 

programs may provide a wide range of services, the most common types of 

service offered are nonprofessional counseling, family counseling, and 

foster care or group shelter care. Nonprofessional counseling refers to 

counseling services provided by bachelor degree level staff, student 

trainees, or volunteers. Some programs provide peer counseling. Many 

alternative programs have professional psychological and psychiatric 

services available, usually on a contract basis. 

Family counseling is offered by nearly all alternative programs. While 

this service may be provided by nonprofessionals or professionals, its 

distinguishing characteristic is that both the youth and his/her parents 

participate in the counseling sessions. Family counseling is usually seen 

both as a means of preventi ng subsequent status or del i nquentoffenses by 

the youth and as a service that enables the youth to return home to 1 ive 

with his/her family. In some cases, this involves family home care in 

foster homes 1 i censed by the state or county. For some programs, these 

foster homes are secured by the alternative program; in others, the home is 

provided by the county. Foster home placement is usually used for periods 

of 1 ess than thi rty days and often for peri ods of one or two days. Group 

shelter care, a service also commonly provided, is usually in a group home, 

a shelter home for runaways~ or a publicly-operated shelter home for 

dependent and neglected youth. 

Other specialized services are sometimes also provided by alternative 

programs. A common serv"jce is a 24-hour crisis telephone hotline which 

- 79 -



( 

permits intervention at a critical point in the youth's life. While some 

programs merely leave a recorded message during nighttime - hours, giving 

numbers that the caller may contact, other programs staff the telephone 

switchboard with trained counselors during the daily twenty-four hour period. 

Sex and pregnancy counseling is offered by some ~lternative programs. 

Other programs provide what are referred to as IIpre-independent living 

servi ces, II wh i ch are des i gned to help youth who are neari ng the age of 

majority and who are not able to return to their natural homes 1 earn ski 11 s 

necessary for independent living. 

Educational and/or ° vocational training may also be provided, 

particularly if the alternative program in question is a longer term 

residential program. Unemployment counseling may also be offered. Although 

many of the youths served by alternative programs could benefit from legal 

counseling, these services are not provided formally by most alternative 

programs. The legal counseOling that is provided is usually given during 

family counseling by the nonprofessional or professional counselors. 

However, leqal advice is usually given by the public defender's office if 

the youth -is accused of delinquent offenses. 

In keeping with their emphasis on preventive intervention, some 

alternati.ve programs provide a variety of services to the parents of their 

youthful clients. Programs may offer support groups for parents or classes 

in parenting skills and parent effectiveness. 

B. TYPES OF SERVICE PROVISION AGREEMENT 

Once a progra.m manager has deci ded whi ch servi ces are appropri ate 

for program clients, s/he has to determine how to deliver high quality 

services to the clients at minimum cost and with a minimum of bureaucratic 

confusion. Four models for outside service provision are commonly found: 

Formal purchase of services contracts, pooling of resources between 

programs, concurrent service provision (an informal arrangement among 

agencies in which clients under the care of one agency are seen by other 

agencies as needed), and informal purchase of service agreements. 
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1. Formal Purchase of Services 

Once the specifications of service are formally written, they 

constitute a purchase of service contract, which is a legal contract that 

specifies the type, quantity, and quality of services to be delivered, as 

well as the payment to be received for the services. Binding on both the 

alternative program and the outside service providers, it provides the 

primary source of income for many alternative programs, esp\ecially those 

funded by government ~gencies. 

Purchase of servi ce contracts are advantageous because they 1 ega lly 

commit outside providers to a state service delivery plan at a defined cost, 

thereby allowing greater control of fixed costs. However, among the 

disadvantages of purchase of service contracts i s theil~ relative 

inflexibility. Field observations suggest that the informal agreement is 

frequently more effective in meeting client needs because its flexibility 

makes it possible to create individualized client treatment plans. 

Frequently, it is difficult to estimate a c"lient's needs ahead of t.ime 

and to evaluate the qual i ty of servi ces and programs in urban areas where 

many service outlets may exist. Sometimes py'ograms in such settings have 

entered needlessly into purchase .rrf service -agreements with agencies that. 

provide little service that is needed, and some that is not. Alternatively, 

the need for services can also arise in a service area for which no purchase 
of service agreement has been negotiated. If all purchase of service money 

has been committed for the year when a ne\,1 need is recognized, there is no 

possibility of purchasing services until the following budget year begins. 

Happily, many of these problems ar'e more hypothetical than real. Many 

can be solved by a careful wording of the purchase clf service agreements. 

For example, th<t service agreement need not specify the number of hours to 

be purchased in a month. Rather, it can merely identify the level of 

payment for each hour of service provided, or it may guarantee the service 

provider only a minimu~ number of hours per month. This permits the 

purchaser greater flexibility in meeting client needs as its population 
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develops and changes. Then, too, agencies that have become unhappy with the 

quality of services provided may then reduce their use of these service 

outlets and seek services elsewhere. If an agency serves only shoy·t-term 

clients, it can probably avoid, even in large urban areas, most purchase of 

service contracts. In '(.l1is case, it is preferable to refer these short-term 

clients to other agencies at the termination of their stays at the 

alternative program. 

2. Pooling of Resources 

Resource pooling refers to the cooperation of community 

agencies in trading services and clients so they may be more effective in 

their service delivery. This method is most efficient when agencies 

cooperatively hire specific service providers who then divide their time 

between the member agencies. When grouped in this manner, these agencies 

act as a social services consortium. An informal version of this method 

exists when agency administrators call each other on the telephone to secure 

services, as needed, for their clients. Here, there are no written 

agreements, and the exchange of clients and services is based upon the 

personal trust and professionalism of cooperating pi~ogram managers. One 

agency, for example, may provide counseling and testing services, while 

another may supply recreational and educational activities. 

3. Concurrent Service Provision 

Provision for concurrent service occurs when other service 

providers pay for the services delivered to clients out of their own budgets 

rather than by bill ing the alternative program. They do thi s because the 

alternative program clients meet the criteria under which the service 

program operates. Providers operating in this context do not expect to be 

paid for the services they deliver to these clients. A client may be "a 

simultaneous client of more than one agency at a time, with the full 

knowledge and approval of each agency. Financial arrangements generally are 

not made by providers. Rather, a third party, such as a government agency, 

normally is billed and pays for such services. In one agency the Executive 

Director had developed warm personal relations with other agency heads in 
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the area, and was abl(~ to conclude informal purchase of service agreements 

with them over the telephone. Although there was neither a formal contract 

nor an "informal letter of agreement to document the purchase of service 
arrangement, no auditing problem existed. 

4. Informal Purchase of Service 

The final variant is an informal purchase of service in which 

unwritten negotiations between program administrators establish remuneration 

rates for services provided. Clients are sent by alternative programs to 

other agencies as necessary. These agencies then bill the alternative 

programs at the €!nd of each month, using the informally agreed-upon rates 

for services delivered. 

C. IN-HOUSE PROVISION OF SERVICES 

Another way of reducing medical costs to alternative programs is to 

require that staff members have some training in first aid techniques. 

Aside from'·this financial incentive, training in first aid can often save 

1 ives, especial'iY\,in cases of serious accidents or of attempted suicide. 

Many mi nor medi ca 1 servi ces can be provi ded in-house if staff members have 

even minimal first aid training. Program managers should attempt to hire 

staff members who have received such certification and should require all 

newly-hired staff who have not yet completed first aid training to 

participate in in-service traJning during the first several months of 

employment. A solution to the training problem is to hire a staff member 

who has had previous experience as a nurse or a physician's assistant. If 

this is not possible, the Red Cross or other county or public agenci~s may 

be able to provide appropriate first aid instructors. First aid courses are 

often given free or for a minimal charge and are available in all but the 

smallest communities. 

Professional psychological evaluation services and some types of 

psychological care, often undertaken by psychiatrists, are commonly provided 

to clients through external sources. Depending on the skills of available 

personnel, informal counseling and even professional counseling may be 
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provided in-house. The same is true of informal employment counseling~ 

evaluation~ and placement, as well as informal legal advice and many 

recreational services. Because most alternative programs provide short-term 

care and have limited facilities and small client populations~ vocational 

training and extensive employment placement are not generally handled 

in-house. While limitt~d academic upgrading through tutoring may be be 

handled in-house, long-term educational programs generally requ'ire a 

full-time teacher, who is sometimes paid by the school district rather than 

by the alternative program. Some programs have at 1 east a few of their 

youngsters attending classes in regular public schools, while others send 

them under purchase of servi ce agreements to private schools. Of course, 

comprehensive programs, that serve clients over an extended period of time 

may establish their own educational services. 

D. MODES OF SERVICE PROVISION AND SPECIAL MANAGEMENT PROBLEMS 

Alternative programs may be classified by the extent to which they 

disrupt client unrestricted or "normal" family living patterns. Six types 

of alternative programs exist, ranging from almost no disruption of 

unrestricted living to a high degree of disruption of unrf,!stricted living., 

Because the modes of service provision and the problems associated with each 

are somewhat different, the six types will be discussed independently. 

1. Supervised Independent Living 

In this alternative program, the client is al10wed to live 

away from the family or institutional setting and has only limited external 

supervision. This may include the proctor program, in which a client lives 

with a responsible adult as a roommate for a short period of time before the 

court appearance or until some other critical incident occurs. It may in 

other instances involve a group home where the degree of control over time 

is minimal and each client is allowed to plan his/her own schedule. The 

maj or management problem in supervi sed independent 1 ivi ng occurs in those 

instances where individual clients are located in small apartments 

throughout the city. Service delivery is possible only if the clients come 

to a central office or if staff members spend a great deal of time traveling 
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from client to client. The recommended mode of service delivery for 

supervised independent living is to refer clients to other agencies for 

medical, vocati onal, academic~ and other services. Counsel ing and training 

in basic 1 iving and rel ated subjects are the only services that can be 

easily provided to clie,nts in a supervised independent living program, and 

even these services a:re sometimes awkward to del iver except when all are 

liv·jng in close proximity.' Program costs may be minimized by referrals as 

.needed rather than by pm'chase of service agreements which commit funds 

regardless of use. Because the time that each client spends in supervised 

independent living is not long, there is often no need to provide intensive 

services of any kind, except through referral to an appropriate agency or 

service at the termination of the independent living period. 

2. Home Detention 

In home detention, the client returns to his/her parents until 

(or after) the court appearance. The agency provides regular supervision 

but no more than a medium level of service delivery, which is often directed 

towards both the cl ient and the fami ly rather than just the cl ient. ~~hen 

used with younger youth, this mode of service delivery is, in some ways, 

more "normalizing" than other forms of alternative supervision. When older 

youth are being served, especially clients who lived on their own at the 

time they contacted the agency, being returned to their parents' homes under 

home detention is more of a disruption of their present lifestyle and 

certainly a greater restriction of their freedom than supervised independent 
living would be. 

The strategy for home detenti on programs must address simil ar problems 

to those of supervised independent living because clients are widely 

dispersed, the time period is limited, and the service delivery that is 

poss'ible has to be restricted in both range and quantity. Aside from 

providing basic counseling services and a limited degree of supervision, 

agencies administering home detention programs are well advised to use 

extensive referrals rather than purchase of care contracts or in-house 

service provision. Otherwise, budgets will climb prohibitively and the 

efficiency of the program will decrease. 
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3. Intensive Day Services 

These programs are essentially home detention programs onto 

which are grafted more than eight hours of direct service delivery per 

client per week. An intensive day service program can also be associated 

with supervised independent living or foster home programs. In intensive 
day services, there is usually a central facility to which clients report on. 

a regular basis and where they receive a variety of psychological services, 
often accompanied by vocational and employment evaluation, -employment 

placement, academic upgrading, and other aids to personal success. 

Intensive day services may provide the same quality and intensity in service 

delivery that one sees in the better residential programs without having the 
added expense and often negative effects that one finds in the residential 

programs. Intensive day service programs can provide professional and 

extensive services, and the expense of these services may be justified by 

the severity of the problems of the youngsters who are being helped. Some 

services may be made available to clients by outside providers through 

pur~hase of service contracts or, with small agencies in rural areas, 

through informal arrangements with other agencies. 

4. Foster Homes 

Foster homes provide what is essentially unormal" home life, 

but differ from the average home in that the-foster parents are paid by the 
state or have volunteered to "take in" clients for a period of time. Some 

foster homes are long-term, while others are limited to very short client 

stays. The remuneration received by foster parents varies greatly from 

state to state and from program to program. Although licensed by the state, 

foster homes may be paid by private agencies rather than by the state in 

some circumstances. Some foster parents are not paid at all or are just 
reimbursed for specific items such as client clothing. These are referred 

- to as volunteer foster homes. The foster parents in those homes work with 

youngsters for no more reward than the personal sati sfacti on they get from 

the activity. 
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Servi ce del ivery by al ternative progr'am staff members in foster home 
programs is often oriented as much toward the foster parents as toward the 

cl i ent. Foster parents are trained before they accept their first cl ient 

and then are continually supervised and trained "in-house ll while they are 

associated with th~ alternative program. Foster parents should be initially 
screened to determine their suitability for handling youngsters who may have 

emotional problems, and should never be pressed into service without 

receiving adequate pre-service training. Continuous in-service training, 

perhaps b'y a staff member who vi sits foster parents on a weekly or 

bi-monthly basis, is also essential for high quality service -provision. 

Although treatment is not provided at a professional level, since 

houseparents ~re not professional,it can be highly individualized and 

matched to the needs ci= the client. That is why some initial client 
evaluation is such an important part of the foster home placement. It is 

not enough to individualize treatment plans within each foster home for the 
initial assessment of foster parents and clients should also le:d to the 

assignment of clients only to those foster parents who are most capable, 

both personally and in their home situation, of meeting specific client 

needs. In many programs, direct client service delivery is limited to some 
basic testing, counseling and referral services. 

Foster home programs believe that regul!lr contact with two relatively 

healthy and mature adults in itself constitutes treatment for foster home 
youngsters. Those youth who experience more severe personal problems need 

to receive more intensive services. For these people, 1 inking the foster 
home program with an intensive day services program is a promiSing 

possibility. In addition, youth in foster homes can be referred to a wide 

variety of other community agencies. Some clients will be eligible to 

receive free services from a number of community agencies so that there is 

no need to negotiate a purchase of services contract with these agencies. 

Pooling and informally exchanging clients and services, as described earlier 

in this chapter, are also appropriate techniques for organizing service 
delivery to clients in foster homes. 

Extensive training and involvement of foster home parents in the 

alternative program is an excellent way to develop the "community" in 
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Part,·cularly in small communities, an extensive community-based programs. 
and well-integrated foster home, network can be the basis for grassroots 

community support. 

5. Temporary Shelter Homes and Shorto·Term Group Homes 

For stays of no more than a month, and generally a week or 

1 ess, youth are housed in temporary shelter homes and, short··term group 

homes. Runaway homes of various types are placed in this category of 

alternative programs. The population of these programs varies, although it 

is usually between six and twenty clients. 

Temporary shelter and short-term group homes represent a large category 

~ ·of institutions that are difficult to surrunarize. The staffing needs of a 

home for 6-8 youth are completely d'ifferent from those for twenty 

youngsters. The needs of c 1 i ents in emergency 01'" cri sis group homes are 

quite different from the needs of cl i ents in temporary group homes that do 

not cater to runaways or emergency situations. The larger facilities can 

afford to hire specialists, such as full-time teachers and clinical 

psychologists, and to provide many services in-house, while the smal1er 

facilities have to use referrals, informal exchanges of services,and 

purchase of service contracts to see that their clients' needs are 

effective'ly met. Crisis-oriented programs have even more client turnover 
than other temporary programs so that educational services' and other 

services requiring time for successful service delivery are not likely to be 

a .part of such programs. Instead, there may be more of an emphasis on the 

availability of crisis counseling services twenty-four hours a day. 

6. Long-Term Group Homes 

These programs are intended for stays of generally two weeks 

or more and may' house clients for a number of months. The size is usually 

no'larger than the size of temporary shelter homes, ranging from 6 to 20. 

The level of supervision and service provision is usually somewhat higher 

than the 1 eve 1 provi ded in temporary shelter homes, and the reduced eli ent 

turnover allows programs to offer educational and vocational services. Both 
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temporary and long-term group or shelter homes have to deci de whether they 

will employ live-in houseparents to supplement their professional staff. 

This is probably the least expensive way of ensuring around-the-clock 

supervision. The difficulty with olive-in houseparents is that they are 

generally not extensively trained as crisis counselors and therefore are not 

adequate in a crisis-oriented short-term shelter home. They are more likely 

to be found in a long-term facility than a short-term facility. 

Some facilities have a professional staff available in shifts so that 

there is always at least one professional staff member on hand. If this is 

done, there is no need for live-in houseparents. The disadvantage, of this 

is that a number of professional staff members need to be employed not only 

for three shifts a day but also during weekends, vacations and sick time. 

In general, long-term group homes can develop a more st~ble pattern of 

programming than can short-term facil ities, whi ch makes it easier to enter 

into pur'chase of servi ce agreements with cooperating community agenci es. A 

wider range of services can be made available to clients in these 

institutions without greatly increasing the costs of the pro!Jrams. In this 

respect, long-term homes are moving toward the kinds of programs and 

organizational structure that we find in secure juvenile facilities. 

New programs that are in the initial planning stages are faced with 

deciding which of these six major modes should be selected for development 

and implementation. 

the final decision. 

Two cruci al questi ons must be answered before making 

The first is whether the program will be residential in 

character and the second is what degree of ' professionalism will be necessary 

in the delivery of services to clients. The more professional the services, 

the higher the level of training required in staff people who are to be 

recruited. Just as residential programs tend to cost a great deal more per 

client than non-residential programs, professional service delivery costs a 
great deal more than non-professional service delivery. Once these 

decisions have been made and their budgetary implications worked out and 

accepted, many other questions in the program planning process can be more 

easi 1y answered. 
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E. THE ORGANIZATION OF MULTI-MODE SERVICE PROVISION 

In most larger communities, a single organizational. structure 

cannot efficiently and effectively provide all services to juveniles. 

Juveniles need highly specialized assistance when they are in trouble, and 

it is very difficult for service providers to organize such a wide variety. 

Highly specialized services, like psychiatric treatment, drug counseling and 

work training programs, require special emphases and special training. Some 

communities have addressed these specialized needs by creating a large 

number of highly specialized providers. Each agency or group focuses on 

providing a particular form of assistance. 

Typically, organization growth follows the same pattern of increased 

specialization creating increasingly specialized needs. Once new components 

are added, separate operations work for a time while each component handles 

its own hiring, firing, training, financial matters and other ancillary 

functions. However, the organization begins eventually to find duplication 

of functions s confusion in policy and conflict over various functions. If 

too many services are undertaken, serious management problems_ may arise, 

requiring a change in the operating style of the organization. Once this 

organizational crisis is recognized, several changes usually occur: First, 

managers (jf various components are no longer selected for their ability to 

provide service, but for their ability to administer and to communicate with 

other components. Second, specialized functions evolve within the 

organization. Specifically trained people are hired to handle finances, 

personnel recruitment, office management, volunteer training, and funding 

source dat.a collection. The Executive Director of the organization now 

finds him/herself two or three organizational levels away from actual 

servi ce provi si on. . S/he becomes more conceY'ned about regul ating and 

supervising the specialized functions and the component supervisors, and the 

Executive Director no longer has much time for service provision. 

Other organizational changes also occur. The organization develops a 

procedures manual. Financial arrangements, including the hiring of an 

accountant or an auditor, become more formalized. Job descriptions now 

become written. Personnel policies are more detailed. More formal 
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communication networks are created. As the organization grows, it becomes 

1 ess dependent on a narrow range of servi ces. As often happens, a program 

which is successful providing one service will add additional services as 

its staff becomes aware of its ability to respond to multiple needs. Foy' 

example, an agency created to provide immediate crisis care for juveniles 

may find that there is no location for the juvenile after his/her crisis has 

been addressed. At this point, the agency may create a second component, 

one providing housing facilities for one week to two months. After creating 

this service, the agency may find that there is a demand for independent 

living skills, adolescent parenting skills, alcohol and other drug treatment 

or a number of other highly specialized needs. 

As -the organizati on I s abi 1 ity to attract and organize resources 

-increases, other needs are met by the creation of new components. As time 

passes, the once simple organization becomes a complex web of different 

service providers operating under the same administrative umbrella. As 

more difficult, 

organization of 

People who once 

funding sources increase, financial management may become 

project components may engage in "turf" battles, and the 

communication links and work flows may become more complex. 

spent most of their time providing direct service now find that they spend 

more time administering and communicating with these components. Once this 

occurs, the formerly self-sufficient person will become dependent upon 

formalized relationships among a number of people. Several programs report 

that this gradual evolution of single prograrrrrning into a more complex, 

diversified operation may create problems for program staff. Informal 

relationships give way to more structured supervision and reporting. The 

founder of the program, who exuded enthusiasm and charisma, may ·be replaced 

by a professional manager as he/she becomes less involved in his/her 

creation. This is not a necessary development but it does occur often 

enough that people involved in pro~/iding alternative services for youth 

should keep the experience of other programs in mind as they reflect on the 
gradual development and change of their own programs. 
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CHAPTER SIX 

CLIENT MANAGEMENT 

Th i s report has a 1 ready ment i oned two areas that must be recogn i zed in 

managing residential alternatives: one, the wide variety of client types; 

and two, the wide variety of alternatives to programs and services generally 

provided to such clientele. Related to these variables are such special 

client management issues as intake policies and procedures and client 

termination, discharge, and follow-up. 

A. TYPES OF CLIENTS SERVED 

A lternative programs can serve cl i ents will different backgrounds 

and needs. Because alternative programs are more flexible and,responsive to 

adolescent needs than traditional institutional programs a wide variety of 

clientele and referral sources request their services. Therefore, it is not 

uncommon to find that a program originally developed in response to one need 

al so serves other needs as well. For example, one program that currently 

operates a shelter for runaways and other adolescents in need was originally 

set up for young children awaiting adopt10n. Another program expanded the 
~ 

range of its clientele to include youth with more serious problems in order 

to improve their service to youth and to maintain the support of the 
community and criminal justice system. 

Youth requesting services from alternative programs represent a variety 

of legal statuses, ranging from alleged to adjudicated for del inquent or 

non-delin~uent misbehavior. Again, it is common and appropriate for 

alternative programs to serve each type. Although these legal statuses seem 

to suggest there are discrete groups of youth, such is not the case. Many 

youth who have committed a status ("pre-delinquent") offense have also 

commi tted de 1 i nquent acts. Youth who have run away from home or request 

servi ces for some other reason may 1 ater become del i nquent. Services to 

these youth, even though they are not formally consi dered deli nquents ' or 

status offenders, are, in a sense, offered to "pre-adjudicated" delinquents. 
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Although it was unusual in the past for alternative progro.JTls to function 

as both an alternative to secure detention for pre-adjudicated youth and as 

a horne for runaway or other status offenders, many programs caul d do tili s 

~,ell. Whil(~ alternative programs do not have the resources to serve a'll 

'youth who do not need detention~ they can respond to a substantial number of 

such youth through a minimal modification of eX'isting program policies and 

procedures. What follows in this chapter is applicable to programs serving 

non-offenders as well as offenders, including programs whose objective is to 

provi de an alternative to secure detenti on for alleged (pre-adjudicated) 
delinquent youth. 

The majority of cl i ents currently served by many C'Llternative programs 

are what could be considered "pre-delinquent" or status offenders. That is, 

they are not in the process of being adjudicated delinquent at the time they 

request service. This is largely the result of recent legislation in many 

states which cl early specifi es whi ch youth may be de:tained and under what 

circumstances. It is not uncommon, for example, for state statutes to 

restrict the r'easons for detainment of pre-adjudicab~d delinquent .youth to: 

a) protecting the person or property of the chi 1 d or other person, b) 

securing the child's presence at the next hearing, or c) holding the youth 

for another jurisdiction. Status offenders, such as runaways and 

ungovernables, cannot be legally detained in most states. 

Clients served by alternative programs include a number of fairly 
well-defined but overlapping problem types: 

- runaway 

- uncontrollable 

alcohol or other drug problem 
- truant 

family problem 

- sexual acting-out 

Often these problems occur together and a youth may have run away from home, 

be truant from school, have an a 1 coho 1 prob 1 em~ and be· experi enci ng fami ly 
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difficulties. In many states, these youth are no longer considered 

delinquent; thus, if they come to an alternative program for help, they do 

so voluntarily. They may be in a state of crisis with their parents and 

need crisis counseling or a temporary cooling-off place. Some programs get 

requests for help from youth who accuse their parents of abtising or 

neglecting them. 

A number of different subgroups fall into the category of sexual 

acting-out. Increasingly this includes male and female prostitutes. Youth 

experiencing confusion in their sex-role identity also come for service. 

Finally, pregnant teenagers who have been rejected by their parents or who 

have run away from home: request service.' In many cases, the pregnancy is 

not sufficiently advanced for the youth to be eligible for service from a 

maternity home, if she desires such care. 

Several groups of potential clients are typically excluded from 

alternat-jve programs. One such group is the seriously emotionally 

disturbed. Most programs are not prepared to provide the intensive and 

specialized care and supervision such youth require, and, if admitted such 

cl i ents sometimes become to.o disruptive or take away from staff time for 

other clients. If the youth is actively psychotic (delusional, 

hallucina~ional, irrational, disoriented, uncommunicative), suicidal or 

potentially violent, s/he is usually best served by referral to a qualified 

mental health facility. Likewise, mentally retarded or borderline youth are 

generally not considered approprite for most alternative programs. Many 

progl~ams also screen out youth with a history of violent crimes, sex crimes, 

or drug- or alcohol-related crimes. Clients with a history of setting fires 

are also likely rejects. 

A 1 though many programs accept youth who have a hi story of a 1 coho 1 and 

drug use, almost all programs make total abstinence a condition of admission 

and stay in the program. As with physical violence, possession or use of 

drugs or alcohol is grounds for a sanction, possibly immediate dismissal. 

Occasi ona lly, some programs fi nd that youth they have admi tted under the 

i nfl uence of drugs or a 1 coho 1 are unmanageable after the effects have worn 

off. Consequently, such youth should always be admitted with extreme 
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caution. Alternative programs should also be careful not to admit youth who 

are addicted to a narcotic, if the program is not equipped to handle 

detoxification. 

Most alternative programs find it necessary to screen out older teenage 

youth who have run away repeatedly and 1 ived on the street, and are simply 

looking for a place to "crash" to obtain food and lodging overnight. Such 

youth typically do not want to involve themselves in the alternative program 

or to change their behavior. Not only are they often a negative influence 

on residents in the program, but they will frequently take other youth with 

them when they 1 eave. In effect, they serve as undesirable "model s.. for 

younger clients. Similarly, youth who have a pattern of running away 

frequently are also often screened out of alternative programs. These youth 

are usually unable to make and follow through on a program commitment and, 

therefore~ are generally unsuited for open settings. 

New as well as ongoing programs must clearly specify the types of 

clients they will and will not accept. Obviously, such criteria are the 

basis for an admissions decision. A clear statement of admissions criteria 

serves to protect the program against unintended shifts in the cl ientele 

served or the character of the program. Alternative programs without such 

criteri a are more susceptible to cOl1illunity pressures to accept cl i ents who 

have a real need but are not the target of the project's efforts. Lack of 

clarity regarding what types of clients are suitable for admission can 

result in confusion and inconsistency in admissions decisions. Specific 

suggestions for admissions procedures are presented bel~w. 

B. PRIORITIES FOR SERVICE 

Alternative programs may provide a wide range of services. The 

most common types of service offered are nonprofessional counseling, family 

counseling, and foster care or group shelter care. Nonprofessional 

counseling refers to counseling services provided by bachelor degree level 

staff, student trainees, or volunteers. Some programs provide peer 

counseling. Many alternative programs have psychological and psychiatric 

services available, usually on a contract basis. 
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Programs with limited resources must decide which services are most 

important for the program to provide. Although there is no clear way to 

determi ne that servi ces shoul d be offered, there are a number of factors 

which should be taken into consideration. First, what are the most 

prevailing and immediate needs of the clients? Usually, they are physical 

care and safety (housing and food). In addition, clients may have immediate' 

need for medical or counseling services. Finally, all clients have a need 

for positive personal relationships. A second factor in the decision is 

whether the service is already available in the community. If so, the 

alternative program may choose to use available resources (particularly 

medical emergency services) rather than provide its own. A third factor is 

whether the program has adequate facilities and staff to provide a service. 

This is particularly a concern for highly specialized services which require 

special staff training. 

C. INTAKE POLICIES AND PROCEDURES 

The purpose of the program and the needs it is designed to serve 

will 1 arge ly determi ne the intake pol i ci es and procedures. Neverthe 1 ess, 

programs retain some latitude in the specific policies and procedures they 

wish to implement. It is essential that each program define its intake 
., 

policies and procedures so that decisions can be made rationally and the 

program can function smoothly. 

A major intake issue is the extent to \'1hich the program retains control 

over who is admitted. Usually, the program has some control, if not 

complete control, over the referrals it accepts. It is not impossible, 

however, for an agency that is functioning as an alternative to secure· 

detention to have little or no control over its intake. In these instances, 

the court system determines which youth are referred to the program, and the 

program may be required to accept all youth who are referred. When this 

occurs, the intake procedure has the sole function of gathering relevant 

information about the client and orienting the client to the program. 

Generally, the alternative program has at least partial and usually 
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complete control over the clients it accepts. When this is true, the intake 
procedure should be designed specifically to gather the information 

necessary to make a decision to accept or reject the appl icant. In larger 

alternative programs, where several units or components operate within one 

agency, the issue ari ses as to whether each unit shoul d have its own intake· 

procedure or whether there should be a centralized intake unit with 

responsibility for all components of the program. In some cases, each 

program or component is responsible for gathering the necessary information, 

conducting the screening, and making its own intake decisions. The 

advantage of a centralized intake unit is that intake procedures can be 

standardized and specialized records can be centralized; and often 

evaluation and fonow-up activities can be performed in the centr"alized unit 

along with the standard intake activities. 

1. Initial Screening 

Fat' most alternative programs, the intake procedure involves 

several phases. The initial phase usually consists of the referral from the 

referring agency or person, or the client's request for help. In this 

initial screening contact, a pre'liminary determination should be made as to 

whether the client meets the eligibility requirements and seems to be 

suitable for the program. This initial screening is easily accomplished 

with referrals from other agencies or professionals. It is a somewhat more 

sensitive matter in the case of self-referral s or referral by parents. 

Sometimes the. initial telephone contact with the client or parent is not 

sufficient to resolve doubts about the appropriateness of the client for the 

program. In such cases it is advisable to arrange for a face-to-face 

interview with the client and, if possible, the parent(s) at a site other 

than the locati on of the program itself. This is particul arly true for 

programs serving runaways and other youth who may be pursued or threatened 

by others (e.g., youth involved in drugs, prostitution). Programs that are 

willing to provide protection and shelter for their clients from potentially 

dangerous or threatening people in the community need to make a special 

effort to determine if prospective clients are suitable for the program and 

are genuinely requesting service. It is important to screen out youth who 

wish to exploit the program for their own purposes. This initial screening 
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can reduce considerably the security problems for the program and its 

c 1 i ents. It is a 1 so a way the program can contro 1 the contacts of its 

current clients with undesirable influences within the community. 

Once the initial determination has been made that the, applicant is 

potentially suitable for the program, a face-to':'face interview should be 

held prior to the actual decision to admit. The interview should be used to 

obtain relevant information regarding the needs of the client:. the 

eligibility for service from the program, and his/her motivation to involve 

him/herself in the program and potenti ally benefit from it (see Samp'1e 

Intake Interview Form in Appendix E). This face-to-face interview is also a 

chance to inform the potenti al cl i ent of the purpose of the program, 

requirements and rules for clients, the nature of services to be provided 

and any costs to the client, and the potential benefit the client may 

receive. Some programs accomplish this by drawing up a contract between 

cl i ent and agency, specifying rul es, goal s, procedures, services provided, 

and expected outcomes. Longer term residential programs may find it useful 

to include current clients in the interview setting since they may be 

requ i red to l·j ve wi th the III new" c 1 i ent. 

a. Intake Decision 

The actual decision as to whether to admit the applicant 

may be made during the face-to-face interview or soon after. In some 

programs, the staff person conduct; ng the intervi e\'1 has the authority to 

admit, at least on a provisional basis, and can do so during the interview 

itself. In other programs, the admission decision must await review and 

approval . by other members of the program staff or even of the other 

clients. In some cases, the program director may retain final authority 

over intake decisions, and in others, the intake decision is made jOintly by 

designated staff members. In any case, if clients can request service at 

any hour of the day or night, it is important to make some provi si on to 

accommodate these clients until the final intake decision can be made. This 

is usually accomplished by giving the staff person on duty the authority to 

admit, pending final approval of the staff or program director. 
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Unless the decision to admit is made by the referring agency (such as 

the court):. program staff usually retain the final authority on intake 

decisions. They may, however, make their decisions subject to the 

parti cipati on and revi ew of other persons. In many cases, the staff will 

want to consult the parents of the youth and involve them in the decision to 

admit. The referring agency or person often participates in the intake 

process. Occasionally, such people will sit in on the staff meetings where 

intake decisions are made. Some programs have included community 

representatives such as police, school, citizen groups:. and board members in 

making admission decisions. A few allow present and/or former clients to 

participate. This is done with the intention of helping to make the' 

community more responsible for the daily operation of the program. Programs 

that serve as alternatives to secure detention may work with the child's 

attorney in reaching the decision about admitting the child to the program. 

b. Authority For Intake Decision 

Three sources of legal authority to house juveniles 

exist. These are parents, the courts, and the welfare (or social service) 

department. Parental permission is required for youngsters under the age of 

18, except for emancipated minors (see Appendix E for an example of a 

General Release Form). This means that a complete self-referral is not 

possible. Youth can enter an alternative facility on their own, but the 

program must contact their parents within a stated period of time to obtain 

parental permission if the children are to stay in the facility. The time 

varies from 24 to 72 hours in different states. The best procedure for 

obtaining permission to house is to call the client's parents first. If 

they refuse permission, they may be told that the client will have to be 

released to the street. If they cannot be contacted, the police should be 

informed and a court order should be obtained for permission to house the 

client. The problem presented by youth whose parents are suspected of abuse 

or neglect is an increasingly common and serious one. Most alternative 

programs are not equipped for and do not possess authority to handle such 

,matters. The usual procedure in such cases is to refer the youth to the 

local child abuse and neglect authorities (e.g., Department of Public 

Welfare and/or police department). 
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The welfare department receives its authority in many ::.tates from the 
courts, and decisions come through a division of the department, such as the 
Division of Family and Children. Juvenile court authority is exercised for 
a variety of reasons, including child neglect or abuse. The court's 
authority is often implemented by the juvenile probation department. Many 
judges attempt to convince parents to cooperate voluntarily and only 
exerci se thei r 1 egal auth'J.ri ty, in the form of a court order, if the parents 
of a client refuse to cooperate. 

The interaction of parents, police, the courts, the welfare department, 
and the alternative program is crucial. The legal situation is a delicate 
one in which there are considerations, such as the political ramifications 
of the case, that go beyond the simple determination of a plan of action for 
the client's welfare. Because legal authority never resides in the 
alternative program, the only way to facil~tate this process is to have good 
relations with criminal justice agencies in general and judges in 
particular. Criminal justice personnel should be made aware of the goals of 
the alternative program and how the program is structured to achieve these 
goal s. If they don't trust the judgment of the professional staff of the 
alternative facility, they will not accept or implement their 
recommendations. 

Where there is good rapport, police departments routinely bring certain 
types of youngsters to alternative facilities. However, some police 
departments rarely bring anyone anywhere, except to court. Some courts are 
very cooperative, whi le others see alternative programs as an unnecessary 
interference in judicial prerogatives. When relationships are very good, 
service delivery to adolescents is facilitated. For example in one city if 
a judge thinks that a youth should be in an alternative facility but the 
parents will not agree, a court order is given that immediately places the 
ch 11 din the cu stody of the fac il ity. Then, withi n 72 hours, there is a 
"shelter hearing" at w~ich the judge directs an open-ended order that 
supports the alternative program's custody of the child. The judge tries to 
convince the parents to coope~ate but is willing to force them to do so if 
they at'e uncooperative. In another city, the relations between the juvenile 
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court and an alternative program are so good that whenever a problem arises, 
the director of the alternative program calls the judge and is given a 
temporary order over the phone so that custody can be legally provided until 
the court hearing can be scheduled. 

Residential programs, as noted above, must obtain the permission of the 
parents of the youth to house that youth beyond the initial period of 24-72 
hours, depending on the state statute. In most cases, if the parent refuses 
permission for the ch~"d to be housed by the program, the child is 
re 1 eased. Such re 1 eas,.:i occur on ly after program staff have worked 
intensively with the parents and the youth to try to reach an agreement 
about alternative resources to be used in the effort to resolve the 
conflicts. It is not uncommon that parents refuse to give permission for 
the program to house the youth, but the youth refuses to return home. There 
is little the agency or other authorities can do in such cases other than 
release the youth~ because in most states running away is not an offense for 
which a youth can be legally held or detained. 

In group homes and shelter care facilities the parents are usually 
informed of the location of the child and how they may reach or visit 
him/her. When the alternati ve program consi sts of care in a foster home, 
the location of the foster home "js usually not. revealed to the natural 
parents in order to protect the foster parent from interference. One 
program in a small community had trouble hiding the location of a foster 
home from bothersome parents and had to get a court order in several 
i~stances to keep them away. Telephone contact and face-to-face visits with 
the child are usually permitted under specified circumstances. These may 
occur in locations other tban the foster home, and usually involve program 
staff members facilitating the meeting. 

2. Eligibility for Admission 

a. Age 

The typical age range of clients in alternative programs 
is 12 to 18. Some programs accept clients as young as 5, but most have a 
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minimum age restriction of 13 or 14. Age restrictions are usually related 
to the services the agency offers and the needs of· the clients. 

Occasionally, programs will serve youths older than 18. This happens most 
often in the case of runaways or youth for whom the juvenile court has 

continued jurisdiction beyond the age of majority. 

b. Sex 

Almost all alternative programs admit clients of both 
sexes. 

c. Geographical or Jurisdictional Areas 

Although most alternative programs, except publicly 

funded agencies with a limited mandate, have a defined geographical and/or 

jurisdict.ional area to serve, this is seldoin imposed as a restriction on the 

clients. Programs which serve runaways, for example, frequently get 

requests for servi ce from youths from other juri sdi ct ions and even other 

states. Some programs in large metropolitan areas have a sUbstantial number 
of clients from U.S. Possessions, such as the Virgin Islands and American 

Samoa. Jurisdiction is primarily an issue of payment for services. 
OccaSionally, the program is ineligible for reimbursement for youths from 

other jurisdictions. In such cases, reciprocal arrangements may sometimes 
be made with the other political unit for payment for the care p·rovided. 

A related issue, especially for runaway youth, is what to do with youth 

who must be returned to other jurisdictions, especially those from out of 

state. The usual procedure in such cases is for the jurisdiction where the 

youth is presently located to contact the home location and make 

arrangements for original jurisdiction to transport the youth back to the 

home area. In many cases, thi sis a time-consuming procedure duri ng whi ch 
the present jurisdiction is responsible for the care of the youth. In view 

of the cost incurred by the present jurisdiction during this waiting period, 

some jurisdictions have found it economically feasible to purchase a bus or 

plane ticket home for the youth. Generally, this is less expensive than 

housing and feeding the youth for an extended period of time. When this 
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occurs, parents are commonly billed for the tickets. 

d. Offense Historx 

The past offense history of the youth is usually not a 
major factor in determining eligibility for services in an alternative 

program. The exception is a history of violent behavior or sexual crime. 
Youths who are wanted in other jurisdictions for delinquent offenses should 

be returned through referral to the local police department. 

e. Other 

A common factor in determining eligibility or suitability 
for admi ssi on is whether the youth woul d be compatibl e with the current 

residents in the program. Most group living arrangements require some 
balance according to age and sex, and the need for supervision among the 

clientele. Occasionally, programs are unable to admit one more male, one 

aggressive acting-out female, or one more manipulative devious person due to 

requirements of program bal ance, staff load, or facil iti es avail abi 1 ity or 
the like. 

3. Referrals· 

a. Sources 

Referrals of potential clients come from courts, police, 

schools, parents, welfare agencies, self, Qt' other sources. The courts are 

a pri'mary SOUl~ce. of referral s, particul arly for programs which serve as 

alternatives to detention for delinquent or pre-adjudicated delinquent 

youth. Police may be a major source of referrals, particularly for police 

diversion programs. Other alternative programs provide a measureable 

service t.o police because they are a resource the police may use to djvert 

youths they do not want to involve in the criminal system. Except for 

truancy cases, schools are not a major source of referrals for most 
alternative programs. 
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In many established residential alternative programs~ self-referrals are 

a substantial source of intake. Most self-referrals are nondelinquent youth 

who have run away from home, been ejected by their parents, become involved 
in drugs, or are engaged in prostitution. Self-referrals can be caused by 

parents, relatives, or friends who have moved from a community, leaving no 

forwarding address, forcing the youth to survive on the streets. In other 

instances, youth have been forced out of the home and have turned to an 
alternative program for help. Parents are also a source of referral for 

both delinquent youth and youth who are uncontrollable or may be perceived 

as delinquent. 

Welfare agencies are' not a major source of referrals for alternative 

programs, except instates such as Flori da, where the state welfare agency 
acts as an intake and referral unit for all public human services and many 

private human services. In those places, the welfare agency is a 

significant referral source. 

Churches, private social agencies, and medical personnel may also be 

sources of referrals for alternative programs. Similarly, the juvenile 

defender in the Public Defender's Office may be a source of referrals, 

particularly for programs which are designed as' alternatives to secure 

detention: 

Overall, the referral sources for a residential alternative program are 

1 arge ly determi ned by the purpose of the program and the c 1 i ente 1 e it is 

de signed to serve as well as the program's 1 inks to the commun 1 ty. It is 

important that the a1 ternative program make a: pl anned and concerted effort 

to establish and maintain good relationships with the referral source, 

whatever it is. For many programs, personal contact with individuals 

working for the referring agency are helpful. Informative and educational 

contact may be made with referral sources through speeches at luncheons, 

staff meetings, and in-service training sessions. The director of one 

p1rogram regularly participates in the training program at the police academy. 
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b. Referral Source Needs 

Communication with' referring agencies and individuals 
should describe specifically the kinds of clients the program serves~ the 

services it provides, and the criteria it uses to accept or reject clients. 
Referral agencies and personnel should also be informed of the adm'ission 

procedure the program uses so they will be able to use the program 
efficiently. 

When a ref err i ng agency has used the program, iti s important to provi de 

it with regul ar feedback on cl ient progress in the program. It must be 

clear, however, what kind of information the alternative program is able to 

report. For example, police departments may expect reports from the program 

on potentially illegal behavior, such as drug use or sexual misbehavior, 

during the time the youth is in the program. Because providing such 
information may jeopardize the credibility of the program, Executive 

Directors and agency boards should establish a policy on how to handle such 

issues. 

Another way to improve the rel at; onship between the alternative program 

and the referring agencies is to ask the referring agency to evaluate the 

servi ces that have been provi ded to its c 1 i ents. One program that engages 

in periodic evaluation makes a special point to follow-up every negative 
comment from referring persons until the problem is resolved. Such 

evaluation not only elevates the stature of the program in the eyes of the 
community, but also makes the alternative program more accountable to the 

needs of the community. In this way potential opponents may be turned into 
friends. 

If the alternative program deals with delinquent or alleged 

predelinquent youth, it must establish and maintain good relationships with 

the local juvenile court judge(s). As discussed earlier, a good personal 

working relationship can facilitate securing court orders for housing youth. 

Relationships with referral sources can work both ways, "however. It is 

often helpful for staff members in the residential alternative program to 
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1 earn about the program and needs of referring agenci es. One alternative 

program does this by having its staff participate in a ride-along program 

with police officers. Not only does this present an opportunity for the 

program to educate police about the residential alt.ernative program, but the 

program staff has become more informed and knowledgeable about the needs of 

police officers. 

Programs that are characterized by the significant number of self- and 

parental referrals must make a concerted effort to inform potential clients 

and parents of the existence of the program, the services it provides, and 

its requirements for providing services. This can be done through brochures 

distributed in the community, through publicity' and media efforts, and 

through presentati ons at school s, PTA IS, and other communi ty groups. One 

program relies heavily on its volunteers to communicate the existence of the 

program and the services it offers. This word-of-mouth "advertising" can be 

very effective in many communities, particularly' where there is minimal 

acceptance of alternative programs. Programs which seek to serve clients 

from a large geographical area must be certain that they are accessible to 

potential clients throughout that area. One program has increased its 

accessibility by installing toll-free lines to areas it serves that would 

otherwise involve long distance calls~ Not only does this make it easier 

for clients to refer themselves to the program, but it also provides an 

image of ~ccessibility to the community. 

D. TERMINATION OF SERVICE 

Termination refers to the situation \'1here the youth is asked to 

leave the program or has withdrawn from the program before a suitable plan 

has been agreed upon or the initial problem has been resolved. Termination 

usually comes about as a consequence of the misbehavior of the youth. Most 

programs have rules which the youth must abide by as a condition of staying 

in the program. These rules usually pertain to such things as destroying 

property, behaving violently, and using drugs. Violation of these rules is 

often grounds for termination from the program, as is commission of a 

crime. When the parents of the youth withdraw their consent. the program 

has no choice but to terminate the youth. 
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In some programs, the above situations are grounds for immediate 

termination without review. In other programs, selected staff members and 

sometimes the client discuss whether termination should actually be carried 

out. Depending on the grounds for termination, law enforcement authorities, 

parents, and the referring agency should be ,notified. A Sample Termination 

Form is provided in Appendix G. 

E. DISCHARGE OF CLIENTS 

Discharge refers to the situation where a client leaves the program 

as the result of a mutual decision between the client and the program 

staff. For programs where admission is controlled externally -- e.g., by 

the court -- discharge may also be controlled externally. In other 

programs, there may be a maximum length of time services can be provided. 

Consequently, discharge may be largely beyond the control of the staff of' 

the program, although in most instances it can be anticipated. Discharge is 

usually the result of a joint decision by the client and the staff. This 

decision also often involves the parents of the youth and referring agency 

personnel. 

Several programs see structure of the program as a contractual agreement 

between the client and the program. The program agrees to provide housing, 

food, and counseling to the client. In turn, the client agrees to abide by 

the rules and to work towards solving his/her problems. As part of the 

agreement, the program will agree to house the client for a certain number 

of days. At the end of this stay, the client and program representative 

meet to determi ne if a new contract needs to be negoti ated for another 

period of time. The contractual agreement makes it easy to terminate a 

client if that becomes necessary. If the client has violated one of the 

terms of the contract (i.e., violated a rule of the house), the program is 

under no obligation to fulfill its end of the contract (i.e., housing and 

feeding the client). Often a renegotiation session wil,l allow the program 

to address difficult behavior that the client has demonstrated during the 

first stay. When a new contract is drafted, it will propose changing client 

behavior in return for another stay at the facility. 
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Discharge should be based on one of two criteria. First, the problem 

that necessitated admission has been resolved. Second, a suitable plan has 

been agreed upon to treat the initial problem. In the former case, where 

discharge is based on successful resolution of the initial problem, the 

decision to discharge may be made easier if specific and measurable goals 

for service are identified and recorded upon admission. If the initial 

intake consists of a youth in crisis or under considerable stress, discharge 

from many short-term facilities is generally to parents or to a longer-term 

facility. If return to the family is impossible or undesirab1e, referral is 

often directed toward developing independent living skills. 

F. FOLLOW-UP ON CLIENT SUCCESSES AND FAILURES 

Follow-up can occur in face-to-face interviews at the program or in 

the client's home, phone calls to the client and/or parents, and through the 

use of mailed questionnaires and forms. A Checklist for Follow-Up Phone 

Interviews is included in Appendix H. 

Follow-up contacts are most important during the first weeks after 

discharge. Contacts often occur weekly or more frequently during the first 

several weeks following discharge, and then taper off, but may continue for 
;) 

up to five years. One agency sends birthday cards to each of its former 

clients and includes a brief follow-up and feedback form that the client is 

asked to return. To save staff time, another program has arranged to have 

volunteers make most of its follow-up contacts. 

Follow-up contacts with youth served by alternative programs are an 

important part of servicles. Many youth use the alternative program during a 

crisis period in their l'ives and may have experienced sUbstantial changes in 

their living environment as a consequence. Although some programs are so 

understaffed and underbudgeted that they are unable to mount even the most 

1imited follow-up program, follow-up contacts are a relatively inexpensive 

and effi ci ent way to secure feedback on the program's effecti veness and to 

help the client rece:!ve the maximum benefits to be derived from 

paY'ticipation in the program. A good follow-up program increases the 
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likelihood that the client will use the program in the future if the need 
arises. 
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CHAPTER SEVEN 

OPERATIONAL ISSUES 

Each new residential alternative to juvenile detention program may 
expect to face issues related to financial management, legal regulation and 
legal assistance, client record keeping, and transportation of clients. The 
first three are problems encountered by all projects, \'/hile the last is less 
of a problem for programs .located close to public transportation. 

A. FINANCIAL ISSUES 

Within the financial issues question are problems related to 
budgeting, non-profit organizati ona 1 accounting procedures, insurance, 
fidelity bonding, and payroll procedures. Each project should maintain 
accurate and auditable financial records from the outset. Generally, it is 
better to have too much rather than too little documentation of expenditures 
and income because future funding, after the initial period, will depend 
heavily on financial credibility. An efficient Executive Director will pay 
special attention to financial matters because a future grant request may be 
refused no matter how good the actual program is if financial difficulties 
are believed to exist. Special care should be taken to lessen the 
possibility of embezzlement or misappropriatio~ of funds. If this is 
controlled at the outset, later grief may be kept to a minimum. 

The best words of advice a Director may receive are: "Develop your 
books with the expectation you will be audited, get good financial advice, 
and anticipate what the auditor will want. II Usually, necessary documents 
will include: copies of invoices; separate vouchers for cash payouts, noting 
purpose of payment, amount, date, and person paid; payroll stubs, including 
specific information on amounts withheld; check stubs detailing amount 
spent, invoice number (if available), payee's name, and date of payment; 
deposit slips, kept sequentially in bank-supplied deposit books; monthly 
check stateme.nts, i'ncluding cancelled checks, from the organization's bank; 
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and other such items. Even the smallest of the successful programs in this 
study had a fully developed accounting system that would be able to stand up 
to a vigorous audit. 

1. Budgeti ng 

. The concept of budgeting is easy to understand, but it is 
often difficult to get Executive Directors of new or newly expanded programs 
to follow this procedure. Yet, their long-term success may depend on their 
ability to control expenses within the boundaries of the developed budget. 
It is not uncommon for granting agencies to. require budgeting by such 
categories as personnel, fringe benefits, materials and supplies, telephone, 
equipment, consultants and consultative services, travel, printing and . 
reproducti on, rent and ut i 1 it i es, overhead or i ndi rect costs, and other 
p~rt i nent categori es. Becau se most grantors know that changes in 
expenditure plans will occur (few projects are ever able to follow their 
projected spending plans exactly), they will often allow a 5 or 10 percent 
shift of funds from one category to another without previous notification or 
with a simple letter requesting such change. When this is done, the grantee 
must relate the proposed change to the original budget and request a letter 
of agreement to the budget modifi cati on. Budgets shoul d not be feared by 
the project's officials, but should rather be welcomed as a roadmap for 
project emergence and development. 

In the small er prog~ams) budgets are usually created by key 
management. In larger projects, budgeting may be created cooperatively by 
component or unit managers, who define their needs for the next period, and 
upper management personnel, who work these unit requests into a real istic 
budget. In small programs, budgets are usually defined by the proposal 
writers, usually two or three people, one of whom is often a Board member. 

The budget may be formulated primarily by one person, although his/her 
work is then reviewed by others; or it may be formulated in one session by 
two or three people collectively. In larger programs~ especially those 
having multiple subprojects, varied funding sources~ and a need for close 
financial planning, the budget may be "rough cut" by the Program or 
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Executive Director, the Comptroller or Director of Finances, and one or two 

other key program personnel. Pertinent parts also may be referred to unit 

or subcomponent heads for reacti on before they are sent to the Board for 

approval. In most instances, this is not done, but the budget is instead 

submitted through its Fi nance Committee, if it has one, to the program's 

Board of Directors for approval. In a few instances, Board approval has 

been delegated to the Executive Director, who acts as the Board's agent. 

Because the Executive or Project Director should maintain close working 

relationships with the Board to ensure future harmony and strong fund 

raising support, referral of the budget to the Board or one of its 

committees is highly appropriate and good politics. 

2. Accounting for Non-Profit Organizations 

Non-profit organizational accounting procedures should 

include using ledgers, managing disbursements, anticipating audits, and 

developing internal and external financial reports. The financial ledger is 

the foundation upon which all other records are based. 

a. Keeping Ledgers 

All records of income and expenditures should be kept in 
-, 

ledgers, which are updated monthly or as needed. Commonly used ledger books 

are the cash disbursements journal, the general journal and the general 

1 edger. Exampl es of books that can be used for these purposes are the 

Hilson Jones Post Binder with columnar sheets or the National Post Binder 

with Boorun and Pease ruled accounting sheets. In most instances, cash 

disbursement entries are taken directly from the program's check stubs on 

which payments to vendors are recorded. The general journal is used to list 

transactions during the life of the program. These entries are then 

transfered to the general ledger, which breaks the entries down into debits 

or credits to individual accounts. These accounts can be numbered in any 

way. Appendix I shows a sample List of Accounts. In most instances, ledger 

entries are taken directly from the program's check stubs on which payments 

to vendors are recorded. All entries must conform to the system that is 

created at the time funding is secured. 
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F or the most part, each res i dent i ala ltern at i ve to detent i on programs 

should use a fund- accounting approach in its financial record keepingo In 

essence, this means that every grant or income source should be kept 

separate and every expenditure should be charged, as appropriate and 

justifiable, to a designated categorical subaccount in the main checking 

account. For example, if the project is receiving funds from HEH, LEAA, and 

NIAAA, a separate account; ng 1 edger system shoul d be created for each. If 

this is done, the funds from these various sources may usually be left in 

one checking and/or savings account, although in a few instances a granting 

agency may insist on a separate checking account for its grant funds. The 

latter situation is the exception to the rule, however. 

Hhen checks are received, they should be deposited immediately in the 

program's checking account, using a deposit slip system that records in 

triplicate. The first two copies, usually in white and yellow, are 

deposited with the check; the last one, usually pink, should be left 

attached in the deposit book as a running record of the treasurer's 

deposits. In order to avoid confusion, the paying agency, check number, and 

reason for check shoul d be recorded on the deposit sl ip for later recall. 

Once the deposit has been credited, the yellow copy will normally be 

returned as the project's deposit receipt and the white deposit slip will be 

returned with the cancelled checks at the end of the month. At the time the 

check is deposited, it should be noted in the agency's ~heckbook so the cash 

account is always up-to-date. At a later time, deposits noted on the pink 

deposit slips should be recorded in the income ledger as well. 

b. Managing Disbursements 

When bill s are to be pai d, the procedure is quite 

different. Each payment stub, as well as check, should record the name of 

the vendor being paid, the, invoice number(s), the type of purchase made and 

the amount. If one check is paying three invoices, the numbers and amounts 

of each invoice should be recorded separately. This is important if a 

proj ect offi cer 1 ater has to determi ne whether payment was made previ ous ly 

or if an auditor is to judge whether the amount was charged to the correct 
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account. 

Under the fund accounting procedure, however, a further designation 
should be made. Just as each grant or funding source should have a separate 
income code ~.g., LEAA-001 (Alternatives), LEAA-002 (Youth Diversion), 
HEW-OOI (Runaways)], each expenditure should be delegated to one of the 
grant subcategories [e.g., LEAA-2-594 (Supplies), LEAA-1-500 (Rent)]. In 
these instances, LEAA or HEW are the granting agencies, 001 or 002 the code 
number of the grant, and 594 and 500 the numbl9rs reflecting the subaccounts 
charged for supplies and rent, respectively. An example of codes for a fund 
accounting system appears in Table 7.1. This system is rather simple, 
although it may appear complex at first look. Under its requisites, the 
treasurer takes an invoice and decides whether it ~s to be split between two 
(or more) accounts or is rightfully an expense of only one account. If two 
accounts, the bill is divided in two, and a half is billed to each account. 
In this instance, if the bill is for supplies, one-half is then billed to 
LEAA-1-594 and the other half to LEAA-2-594. In both instances, the 
category of supplies is being charged. If payment is charged against only 
one project, then only one charge code is recorded (e.g., LEAA-2-594). When 
bills are paid and recorded in this manner, the treasurer and other project 
officers will be able to maintain financial control and to meet the 
challenge of a later audit with documented records. 

c. Audits 

A grantee may be audited at any time. Generally, an 
audit is designed to uncover whether the funds were spent for the specific 
purposes they were given, whether they were expended within the more general 
limitations placed upon the grantee by the funding agency (allowable 
expenses), and whether they were spent on real needs. Although grantees are 
not always audited by grantors or their agents, a program leader should 
assume his/her project will be audited and proceed accordingly. Auditors 
will be concerned with establishing the legitimacy of expenditures and 
should be treated with courtesy and cooperation. One grantee has concluded 
after years of experience that the ~est thing to do in an audit is to give 
the auditor a quiet and private space in which to work, a continuous supply 
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100 -
101 -
105 -
110 -
120 -
130 -
140 -
150 -
170 -
171 -
171 -
173 -
200 -
205 -
210 -
220 -
221 -
230 -
300 -
440 -
450 -
460 -
490 -
500 -
502 -
503 -
504 -
505 -
510 
511 -
512 -
520 -
521 -
522 -
525 -
550 -
551 -
552 -
553 -
554 -
560 -
561 -
563 -
565 -
566 -
567 -
569 -
571 -
573 -
575 -
577 -
579 .M 

583 -. 

TABLE 7.1 

FUND ACCOUNTING SYSTEM CODES 

GENERAL CHECKING ACCOUNT 
PAYROLL CHECKING ACCOUNT 
SAVINGS ACCOUNT 
PETTY CASH 
RECEIVABLES 
PREPAID EXPENSES 
DEPOSITS 
DUE FROM (TO) 
FURNITURE ACQUISITION 
FURNITURE-ACCUMULATED DEPRECIATION 
EQUIPMENT ACQUISITION 
EQUIPMENT-ACCUMULATED DEPRECIATION 
ACCOUNTS PAYABLE 
NOTES PAYABLE 
ACCRUED INTEREST 

587 -
589 -
592 -
594 -
596 -
597 -
598 -
599 -

PAYROLL ACCRUED: FEDERAL WITHHOLDING TAX 
STATE WITHHOLDING TAX 
ACCRUED STATE UNEMPLOYMENT COMPENSATION 
FUND BALANCE 
GRANT RECEIPTS 
CONTRIBUTIONS 
INTEREST INCOME 
MISCELLANEOUS INCOME 
SALARIES AND WAGES-ADMIN 
SALARIES AND WAGES-HOLIDAY 
SALARIES AND WAGES-SICKNESS 
SALARIES AND WAGES-VACATION 
SALARIES AND WAGES-REGULAR 
EMPLOYEES FICA CONTRIBUTION 
FEDERAL UNEMPLOYMENT COMPENSATION TAX 
STATE UNEr~PLOYMENT COMPENSATION TAX 
EMPLOYEE LIFE INSURANCE 
EMPLOYEE HEALTH INSURANCE 
EMPLOYEE DISABILITY INSURANCE 
WORKMAN'S COMPENSATION INSURANCE 
OFFICE RENT 
ELECTRICITY 
MAINTENANCE AND REPAIRS-EQUIPMENT CONTRACTS 
MAINTENANCE AND REPAIRS-ACTUAL 
INSURANCE-GENERAL LIABILITY 
ACCOUNTING FEES 
ADVERTI SING 
BANK CHARGES 
BOOKS AND SUBSCRIPTIONS 
CONFERENCES AND SEMINARS 
CONTRIBUTIONS 
CONSULTANTS 
DATA PROCESSING 
DUES AND MEMBERSHIPS 
EQUIPMENT RENTAL AND LEASING 
INSURANCE-OTHER AND VEHICLE LIABILITY 
INTEREST FEES 
OUTSIDE SERVICE 
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PRINTING AND REPRODUCTION 
PROGRAM DEVELOPMENT 
SUB-CONTRACTS 
SUPPLIES 
TELEPHONE 
TELEPHONE WATS LINES 
MISCELLANEOUS EXPENSES 
TRAVEL AND PER DIEM 
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of coffee, and access to a telephone. Approaching an au'ditor with hostility 
or fear only makes the individual pr'obe deeper and harden his/her stand, 
especially if the audited project later challenges the auditor's findings. 
In short, audits are a necessary part of the granting and funding business. 
If they are accepted as such at the outset, everyone's 1 He will be much 
easier. 

Audit reports are especially valuable for a program that is seeking new 
funding sources; entrance into new grant programs; revisions in overhead or 
indirect cost rates; or loans. from local banks for equipment, motor 
vehicles, or facilities. They represent an impartial third party's 
assessment of a program's financial history and stability. Audits are 
common when an agency applies for licensing as a service deliverer. An 
organization should expect an annual expenditure of $1,000 to $2,500 for an 
independent audit. 

d. Financial Reports 

Two types of financial reports, internal and 
external, are needed by each project. Each series has a different purpose. 

1) Internal reports 

The purpose of internal reports is to provide 
project management with the necessary financial information to maintain a 
credible and viabl~ operation. Valuable interRal financial reports are: 

a) Monthly report of expenditures 

This report offers a monthly look at 
expenditures in contrast to budget categories. Statistics commonly provided 
are expenditures for the month, expenditures-to-date by fiscal year, and 

balance remaining. If the project has multiple funding sources, this report 
is given in detail for each account, with a summary of totals provided as an 

overview of expenditures. Such a report may be done manually, although 
computerized bookkeeping services offer simi 1 ar output more quickly. For 

- 116 - . 
l 

f 
<" .. 1 

~~--.---- .. ---

example, one packaged manual fiscal account system, "Safeguard," has been 
used by one project with good results. 

b) Quarterly report of expenditures 

While the monthly report is generally used 
by key staff members for decision making, copies of the quarterly report are 
more likely provided to Board members as well. The quarterly report 
includes a balance sheet, income statements, details of expenses (broken 
down by facility or subprogram), and any other desired information (see 
Appendix J). 

2) External reports 

The most common financial reports required by 
external sources include a statement of income and expenditures, a copy of a 
certified financial audit, and a copy of the report(s) required' by the 
granting or reimbursing agency. 

a) Statement of income and expenditures 

Often 'prepared by the treasurer, 
comptroller, or agency bookkeeper, this financial statement, done soon after 
the end of the fiscal year, presents the financial year in summary form. 
Included in this package are a statement of income sources, of expenditure 
sources, and of. balances outstanding and on hand. The Statement of Revenue 
and Expenditures, illustrated in Appendix J, is a concise financial status 
presented at the close of the operational fiscal year. 

b) Certified financial audit 

The certified financial audit is conducted 
by an independent auditor employed by the grantee agency or brought into the 
program's office by the grantor or service purchasing agency. In either 
instance, the purpose of the audit is to determine the appropriateness and 
accuracy of the grantee's expenditures. Upon completion of this audit, a 
report is furnished to authorized parties for their use. If some 
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expenditures are questi oned as a resul t of thi saudi t, the program may 
cha 11 enge these conc 1 us ions, return some funds, or seek other avenues of 
redress. Because the grantor does not have time to audit every grant it 
gi\J,=s, it depends upon the audit for information upon which to base a 
refunding decision. 

c) Special reports regu1red by granting 
agency 

In some instances, ~pecial reports are 
also required. Hhere monthly advances are given a project, the agency may 
have to provide the funding source with a quarterly statement of 

expenditures. If funds are provided an agency in direct relation to beds 
filled in the facility or services provided, often determined by daily head 
count, this report may also be required; A few agencies have found that 
this latter form of reporting, especially when tied closely to reimbursement 
for services rendered, is very difficult to monitor. For example, one 
program had a regular problem securing reimbursements to which it was 
entitled because it had to have a parental sign-off for each child served. 
Hithout this release and ensuing report, it could not recover per diem costs 
for services already provided. In such instances, the reports generi:lt(~d 
under these special circumstances turned out to be more important than the 
reports normally ~equired of each project. 

3. Insurance 

A common project expenditure is for insurance, which 
may cover liability and casualty, homeowner's, employee health, Horkmen's 
Compensation, state and federal unemployment, group life and/or group 
disability, and, in a few instances, professional malpractice liabil"ity 
insurance. If the program owns, leases, or otherwise secures a van or other 
transportation vehicle, motor vehicle insurance is common as well. 

At a minimum, each project should carry liability and casualty, 

Workmen's Compensation, state and federal unemployment, and employee health 
insurance. In instances of building occupancy or auto use, the appropriate 

- 118 -

i 
i 

{ ? 

il ~ 

;. 

"'" \( , 

insurance, especially liability insurance, should be purchased as well. 
Because rates vary so widely, a number of insurance vendors should be asked 
to bid on each policy category. For competitive and comparison purposes, 
the agency should develop a list of specifications before it requests 
quotations from potential vendors. 

4. Fidelity Bonding 

Each person who handl es agency funds or is 
authorized to disperse these funds should be bonded. This is especially 
necessary for the treasurer, comptroller, or others authorized to sign 
agency checks. The purpose of fidel ity bonding is to protect the agency 

against embezzlement or misuse of funds and the individua" against charges' 
of mismanagement of resources and unauthorized use of funds. Fidelity bonds 
guarantee the recovery of monies lost through the misuse of trust given one 
who manages money. The costs of fidelity bonding are low~ in some instances 

less than 25 cents per $1,000. In having this protection, the agency' is 
securing its own future. No person in a position of financial trust who 
absconds with agency funds can cause program bankruptcy or insolvency. If 
the position of trust is misused, the bonding agency reimburses the program 
for its losses so its work can continue. 

5. Payroll 

Many smaller projects (1 to 6 staff) do their 
payrolls by hand. As projects become more complex, however, a manual system 
becomes rather inefficient and inadequate. This is especially true if the 
program becomes large and receives funds from multiple sources. Hhile a 

project may begin with a volunteer part-time bookkeeper-payroll clerk, most 
organizations find that the financial and bookkeeping needs gro\'/ as the 
agency receives more money. As a general rule, one part-time person may be 
able to handle one grant involving $100,000 to $200,000, but a full-time 

financial employee will probably be needed when income reaches $300,000 or 
so. Other plateaus appear to be two financial employees at $500,000, three 
at $750,000 and four at $1,000,000. 

- 119 -



( 

( 

( 

( 

( 

(-

( 

( 

If a project is unable to afford more financial personnel, its logical 

alternative is to simplify its bookkeeping arrangements or to use a 

computerized payroll service. Attempts to simplify bookkeeping generally 

are not realistic because record needs appear to grow rather than decline as 

a p\~ogram becomes more complex. The best alternative is the use of a 

computerized payroll service which is not only reasonable in cost but will 

provide a complete display of hours, costs, money paid in current payroll 

and in year-to-date by charging source and potentially by specialized 

subtasks. Costs for such a service commonly are $25 to $30 per biweekly or 

monthly payroll, an amount well below the actual costs of maintaining a 

manual system. Other benefits of, this approach include an up-to-date 

listing of fringe benefits to be paid, a continuing total of sick days and 

holidays paid, a listing of vacation days used, and a complete roster of 

employee work by project or areas within the project. For example, by 

simply entering the hours worked in the project subareas by each employee on 

a time card, the project director will see that Fred Smith spent 5 hours on 

proposal development, 10 hours on administration, 15 hours on crisis 

counseling, and 10 hours on clie~t referral. If these services are paid for 

out of different fund sources or grants, thi s i nformati on wi 11 be qui ckly 

available to the project or program manager. The key to this computerized 

operation is accurate time reporting by employees. Every time reporting 

instrument needs to be customized to project needs. Just how deeply one 

should go in requiring time documentation is a decision to be made by each 

project's leaders. 

B. PROVIDING LEGAL SERVICES FOR MANAGEMENT 

In most projects, legal services are needed to develop the articles 

of incorporation and by-laws and to solve other legal problems. Because 

most projects have limited funds for legal help, tbey normally reduce their 

costs by appointing a lawyer to the Board of Directors at an early stage of 

their development. This person usually gives free advice and will sometimes 

donate offi ce ass i stance. Wi th thi s approach few proj ects will have to pay 

for legal assistance. 
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1. Incorporation 

Projects offering services to clients should be incorporated. 
One major reason for incorporation is to establish a legal basis for 

receiving and disbursing funds; another is to decrease the financial risk to 

members of the Board of Directors. A ,local lawyer who understands the 

incorporation process should be contacted early in the project's development 

to file the incorporation document with the state. The fee for registering 

with the Secretary of State i s usually nomi na 1. Once incorporated, the 

non-profit corporation is eligible to file for an Internal Revenue judgment 

on a non-profit corporation status [50l(c)(3)]. This exempts the 

organization from having to pay taxes, although it also obliges the 

non-profit organization to provide a plan for disposition of assets to other 
non-profit organizations or agencies in case of legal dissolution. These 

matters are usually covered in the Articles of Incorporation developed in 
cooperation with the organization's legal advisor. 

2. By-Laws 

While the Articles of Incorporation define the structure of 

the organization, the By-laws provide the rules for organizational 

operations (see Appendix K). The topics covered in a typical By-law 

document are much the same as those identified in the Articles of 

Incorporation. However, the By-laws are much more responsive to the 

particul ars of the organization and may be changed more readily than the 

Articles of Incorporation. As a result, the By-la\>/s are important because 

they represent the document that is used dai ly. Because the 8y-l aws are 

1 ega 1 documents, it is important that they be developed wi th the help of a 
lawyer versed in corporate law. 

3. Other Legal Advice 

Periodically, projects need legal advice. The need usually 

revolves around such concerns as the acquisition of property, the defense of 

the project's name Qt' reputation, the need to deal with issues related to 

labor relations, questions related to staff maintenance, or representation 
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in cases of malpractice or liability exposure. Generally, 10cal projects 
visited by SERCL used legal experts to resolve documentary issues rather 
than issues relating to personnel or client abuse. The feeling was 
unanimous that a lawyer should be available to every project to keep project 
officers and staff from making missteps which could damage the entire 
proj ect. Becau se 1 ega 1 advi ce is so important to the operati on of any 

project, the legal advisor should be included in the original group 
incorporating the agency or elected to the Board at the earliest possible 
time. Of course, projects operating under local government authority 
usually can use the legal counsel for that government jurisdiction. 

c. RECORD KEEPING FOR CLIENTS 

Each project has different needs, but certain records are common to 
nearly all projects in the alternative service network. These records 
include identifying data, referral person/agency reports, case history data, 

diagnostic information, documents dealing with problems and goals, referrals 
to other agencies, evaluation or progress reports, case correspondence, 
significant incident records, release of information forms,' discharge 
reports, and other specific data secured on each client for special project 
purposes. While service providers often rebel at spending lots of time 
preparing records, some of these forms and reports are crucial to a 
program's smooth operation and continuation. 

1. Identifying Data Record 

This record is usually used at intake to gather all pertinent 
data relating to the client. Information pertaining to the youth's 
problems, family background, legal status, and other facets of the client's 
life are recorded on this form which is filed in a secure place, as are all 
other records, for use by staff as needed. 

2. Referral Person/Agency Report 

A referral or agency report is either sent by the referring 
person or agency or completed at the new agency based on information 
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received from the referring source. This report defines the nature of the 
previous relationship, problems associated with the primary event, the 
referring person's ~nderstanding of the situation, and other pertinent 
information. 

3. Case History Data 

Case history data attempts to analyze the individual's 
background, particular problems, basic needs, and other personal as well as 
social dimensions. The basic aim of this data gathering is to see the 
individual wholly and to understand the individual, the family setting, and 
the rest of his/her environment. 

4. Diagnostic Information 

Diagnostic information may include aptitude test results, 
education achievement results, medical conditions, or other records which 
relate to the physical, psychological, social, and economic conditi0'1 of the 
client. Data for these records may be secured annually, each semester, 
monthly, or at time intervals defined by the project. 

5. Problems and Goals Reports 

A report deal i ng with the person's problems and the efforts to 
define realistic goals may also be included among the client's records. In 
some agencies, contracts are made between the individual and the agency 
staff goals and their timetables. By contracting them this way~ agencies 
are able to motivate clients toward growth rather than allow them to drift 
aimlessly. While these contracts have a questionable legal status, they are 
often perceived as valuable in defining goals and in helping the client to 
become an adul t. 

6. Referrals to Other Agencies 

When a program refers its clients to other agencie~ for 
services or transfers them to another agency outright, a referral record is 
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usually written for, the files and may also be sent to the other agency fur' 

its use. This record reports all referrals to other agencies and gives the 

staff membe'r a qui ck understandi ng of the confi gurati on of services that 

have been provided for the youth in question. 

7. Evaluation and Progress Reports 

While periodic progress reports (weekly, monthly, quarterly, 

or other) are added regularly to client files, evaluation reports are 

somewhat I ess frequent. Progress reports are a staffs member's assessment 

of the individual's growth and progress. An evaluation report tends to be 

more detailed and attempts to ascertain the growth which has occurred by 

comparing data from before and after service. While a progress report may 

be a narrative written by' the appropriate staff member, evaluation reports 

require greater comparison and synthesis. 

Be Case Correspondence 

Correspondence from private, family, or state agencies will 

deal with the client's current condition. This material is usually included 

in the cl'ient's file and provides a trail which a staff member can follow 

when the case is reassigned to a new counselor or social worker. 

9. Significant Incidence Record 

Nearly all projects maintain a recording system which 

i dentifi es signifi cant incidents as they occur. It may record attempted 

suicides, runaways, thefts, assaults, or other events that are not common to 

the whole agency or client population. Literally they are the exceptions to 

the rule and are written up to provide clear cut documentation of the 

c 1 i ~nt ' s problems as we 11 as to protect the agency from later ch arges 

brought by the client or his/her parents. Significant records are filed 

only in the more serious situations and are not written daily. 
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10. Release of Information Form 

Because of issues relating to client confidentiality, the 

program can release informatipn usually only if the client allows it. This 

necessitates having a signed form authorizing such release. See Appendix L 

for a sample of such a form. If the youth is underage, the release of 

information form must be signed by one or both parents. The release form 

should focus on a particular issue (e.g., medical history) rather than on a 

general problem. 

11. D;scharge Report 

The discharge report provides an overview of the client's 

growth as well as any pertinent information relating to the client's 

di s charge. It generally is a summary of what has happened to the cl i ent as 
well as the reasons for discharge, which may be dismissai, completion of 

treatment, or other disposition. 

12. Other Important Information on Client 

Each project normally develcips its own idiosyncratic forms for 

recording important information that is especially useful to the project. 

In some instances this information may include follow-up data or evaluation 

of success information. Usually, these forms are devised in response to a 

need that becomes apparent to the project. 

D. TRANSPORTATION OF CLIENTS 

The transportation of clients is a basic operational issue for 

projects that need to move cl i ents throughout a geographical area. Every 
project must transport clients to service providers, recreation outlets, 

schools, or other places where assistance is to be provided. Purchase of an 

automobile or a van is one solution. Because a new project usually has 

limited funds, it is unlikely that it will invest a large portion of its 

budget in transportation. Many projects try to develop a list of volunteers 

who will drive clients as the need arises. For social or recreational 
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events !I board members may be encouraged to take a carload of youth. In 

other instances!l a project may lease a vehicle from a registered leasing 

agent. 

Because leases will often be for two or more years!l an agency should 

have reason to bel ieve that its future is secure before it signs a lease. 

The organization should also make certain that its driver has met the legal 

requirements of the state !I which may include a driver's test for a 

chauffeur's license. In any case!l the legal ramifications of accidents and 

liability should be considered in order to protect the organization from 

later civil suit or financial claim. 

-l 
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CHAPTER EIGHT 

MANAGING RESIDENTIAL FACILITIES 

Because of their small size and the way they are developed!l alternative 

residential facilities are rarely administered by people who have a great 

dea'l of experience with such matters as site selection!l facility acquisition 

and mai ntenance!l authority and techn iques for the control of juveni les, 

zcning!l 'licensing!l and public relations with neighbors and community 

organizations. Many management problems exist in this area. 

A. SITE SELECTION 

The site selected for an alternative facility is very important. 

Among the major factors to consider in site selection are: 1) Accessibility 
to public transportation, clients, service providers and volunteers!I 2) the 

travel pattern of citizens within the area, and 3) the kinds of people 

frequenting the area. 

Public transportation is important both to bring clients to the program 

and also to take clients to other services and to recreational outlets. 
Even if a res i dence is located a great di stance from other resources and 

facilities, public transportation may allow the program to get along without 

having to create its own transportation system. If public transportation is 

not readily available!l the facility must either be located close to other 

services and resources or it will have to consider the purchase or lease of 

transportation vehicles. The purchase of even a single van for client 

transportati on means a fixed operati ng cost pl us maintenance and insurance 

expenses. These costs, of course!l are beyond the van's original purchase 

price. In some states it may al so be necessary for staff members who drive 

the van regularly to have special driver licenses, requiring another 

financial outlay. Where such licenses are not required!l some programs, such 

as those located in rural areas or those whose service area is large, have 

recruited a network of volunteer drivers who spend an hour or so each day 
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transporting clients to counseling sessions, court appearances, or other 

important events. 

Whether the facility should be located near its clients is less 

important if its clients are residential or are referred from other social 

agenc i es. It is however ~ an important question if the program expects to 

serve self-referrals and drop-ins, who are common in alternative projects. 

If service to clients is provided by referral, client incentive to follow 

the referral is significantly diminished if s/he cannot get there easily. 

Most alternative programs must expect to attract a clientele representative 

of the area in which they are located and should not expect to serve an 

extremely wide territory. In the case of programs focusing on runaways, it 

would be helpful to seek sites near bus terminals and other areas frequented 

by runaway youth. 

Related to the question of location of facilities is that of staffing 

these facilities. Most urban areas are segregated by ethnic, racial, and 

social class groupings. locating a facility in one of these areas is llke1y 

to mean that most clients will be from the cultural or ethnic group 

dominating the area. One group was eventually able to serve only black 

youth (because 'it was located in a black neighborhood), although it 

originally had intended to work with clients from a v(~riety of racial and 

ethnic bclckgrounds. Programs located in an area with a specified ethnic 

composition are likely to be closest to those other social services and 

recreational facilities that focus on the same ethnic population. In 

addition, volunteers are most easily drm·m from this same neighborhood. 

Because of the importance of these i nterl ocki ng factors, careful thought 

shoul d be given to hiring staff members who have particul ar expertise in 

working with youth from the ethnic groups served. In most cases, it will 

probab 1y turn out that they wi 11 be from the same ethn i c group as the 

clients~ although this is not a hard and fast rule. It is unnecessary to 

match totally the ethnicity of both clients and staff with the ethnicity of 

the neighborhood, although this is not universally true. It is more 

important to hire a multi-racial, multi-cultural staff which contains people 

who are capable of bridging racial and cultur-a1. gaps among themselves as 

we 11 as with the c 1 i ent and the commun ity. I f a program is not i ntenJed to 
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focus on any particular ethnic group, it may be wise to find a site that is 

on neutral ground, on the boundary of neighborhoods, or in a publ ic area 

which is not identified with any particular ethnic group. In that way, 

clients from a vari·::ty IJf ethnic groups, can feel comfortable visiting the 

facility. 

The travel pattern of people in the facility's area is important because 

it affects the visibility of the program. If an out-of-the-way site is 

chosen, potential clients, not noticing that it is there~ will fail to use 
its services. On the other hand, if it is too obvious in its location, 'some 

youth will avoid it. Some potential clients will not want to be seen 

entering the facility, and a highly visible facility may face greater 

neighborhood opposition than a less one. One alternative is to 'have only a 

small nameplate on an alternative residential facility. Because most 

clients find out about alternative programs through past and current program 

clients rather than through conspicuous signs, the disadvantages of 

conspicuousness appear to outweigh the advantages. In one instance, an 

agency began with a facility located on the ma'in street in town and topped 

its building with a large, conspicuous sign, but later moved into a nearly 

residential area, where it occupied an older house and was identified by 

only a small sign on the front porch. 

Providing services at a fixed location is not always necessary. One 

program has counselors who meet cl ients in their own homes or at some 

specified location in their neighborhood. Counselors often use their cars 

as meeting places as well. This seems to be more acceptable to some clients 

than meeting at the facility, and it often reduces the number of "no shows" 

and cancelled appointments. 

A final consideration in site selection concerns'the kind of people who 

frequent the area where the fac il ity is located'. Some people pose a threat 

to the welfare of the clients and staff. If the facility is in a high crime 

area, the program may have to exercise more stringent controls over its 

clients than if it is in a relatively crime-free area. For example, both 

male and female runaways may be harassed and victimized if pimps are 

operating in the area. One progt~am had to modify its policies from 
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unrestricted to Y'estricted access, having a locked door to avoid having 

youth come under the influence of neighborhood criminals. Although programs 

that maintain a considerable degree of control over access do not have to be 

as concerned with the quality of. the neighborhood as do open programs or 

programs that are not residential, even they will have to take additional 

security preca.utionsif they are located in a high crime area. 

Outside doors are .a particular problem for programs located in hostile 

or dangerous nei ghborhoods. In many nei ghborhoods, outsi de doors are more 

important for keeping other people out than for keeping clients in. Because 

resi denti al al ternatives faci 1 iti es are rarely secure, cl i ents can usually 

leave ~henever they want to whether or not the doors are locked. 

B. ACQUIRING FACILITIES 

·1. Searching for Suitable Facilities 

The obvious way to locate new faci 1 iti es is to contact real 

estate agents and to have them look for appropri ate 1 ocat ions. A second 

possibility is to have staff or board members with rE~al estate experience or 

personal contacts locate possible facilities before they go on the open 

market. ,Board members can sometimes play a major role in the search for 

facilities, not only through personal connections, but because they may be 

real estate agents or they may be willing to buy a house, either 

individually or corporately, and then rent it to the agency. Buildings that 

are being vacated by other agencies may be perfect locations for alternative 

programs, because problems with zoning and neighbors have probably been 

settled. Traditional programs sometimes need to move on to larger 

facilities because of expansion, and alternative programs, which are usually 

smaller than traditional programs, are often the right size for the 

abandoned facilities. Care should be taken in all such dealings to avoid 

issues of conflict of interest. 

One way to deal with the high cost of both renting and purchasing 

property is to seek out a source that is willing to allow the alternative 

program to occupy the property at less than the market rate. Churches that 
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have a social action philosophy may be willing to consider this 

possibi 1 ity. Many rel igious groups have acquired property by donation or 

purchase over the years and are willing to rent the property to ~lternative 
programs at 1 ess than the goi ng rate, or perhaps donate the use of the 

property entirely. Unused city or county government facilities are another 

possibility to look into before buying into high priced areas. Another 

source of low cost rentals is public spirited citizens who may be willing to 

lower the rent for a house when it is occupied by a responsible residential 

alternative program. At one site, the landlord rented a house to the agency 

at the market price, but returned fifty percent of the rental payment each 

month as a contribution, thereby receiving a tax break. An Exe·cutive 

Di rector seeking such facil ities shoul d fami 1 i arize him/hersel f with the 

arguments supporti ng such donati ons and be prepared to d"j seuss these 
financial arrangements with a potential contributor or landlord. 

2. Deciding to Pu~chase or Rent 

Because most programs cannot make a down payment on a building 

unless they have a wealthy benefactor, they are unable to purchase or build 

their own, facility. Instead, small programs usually. look for rentals in the 

community they plan to serve. They often have to pay higher rental rates 

than families I,<Jould because the landlords anticipate a considerable amo'mt 

of deterioration as a result of the activities of the program. Small 

programs serving six to eight youngsters can usually adapt a large house to 

meet their needs, but larger programs have to be more creative in using 

rental facilitil':s. For example, they may need to rent four adjacent units 

in a large apartment building and then knock out walls to combine the 

apartment units into one large facility. Programs of 8 to 12 youth, or even 

16, can sometimes accomplish the same goal by renting a duplex. 

3. Physical Plan Requirements 

With the exception of their buildings, most programs seem to 

pay little attention to their property, except as necess~~y to avoid 

conflict with neighbors. Outdoor recreation and public areas are usually 

available to program clients. One program greatly reduced its client 
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management problems when it moved to a new location with outdoor 
recreational space because clients no longer needed to use public facilities 
regul ar"'y. In addition, interaction witlr negative community elements was 
lessened. The only outdoor concern is staff, client, or parental parking, 
which should be considered in planning office space. 

Necessary internal areas include office space, bedrooms, recreation 
rooms, quiet rooms, group meeting rooms, bathrooms, visiting areas, school 
or vocational training rooms, kitchens, and stoY'age space. The program may 
need administrative office space, but some have located this outside of the 
facility. Opinion is divided about whether administrative offi"ces should be 
on or off the premises. 

Office space is necessary for keeping records, for secretarial services, 
for the administrative work of the project's director, and for use by 
counselors and other staff members. Offfces must be well enough insulated 
so that youth in one room cannot hear counseling or administrative 
conferences in another. There should be enough space so that records may be 
kept in locked file cabinets to preserve client confidentiality. 

State requirements may dictate the number of square feet of floor space 
per youngster to be given to project bedrooms. This should be fnvestigated 

we 11 before any resi denti a1 commitment 'is made. There shoul d always be 
enough room faY' personal storage space in addition to the beds or bunks 
assigned to each client. Male and female clients not only need to be housed 
in separate bedrooms, but they al so usually require separate bathrooms and 
separate access to bedrooms. Bathrooms should be design~d so it is 
unnecessary for females to go through the rooms of mal~s in order to get to 
their own rooms or vice versa. Many projects have found that separation of 
sexes by floor is helpful. 

Storage space is necessary for food, supplies, and client valuables. 

Doors to storage areas should be SUbstantial and lockable, while those to 
bathrooms and bedrooms probably should not be lockable, especially if some 
clients are suicidal or have self-destructive episodes. After several close 
cans with suicidal runaways, one progtam removed all locks from bathrooms 
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and bedrooms in the facility. Since there was only one bathroom on the main 
floor, this Ittmnt that males and females shared the same facilHy. Clients 
were asked to knock before entering, a request that seemed to work well. On 
the less well supervised second floor where the bedrooms were located, there 
were separate, although still unlocked, bathrooms. 

General activity rooms can be used for recreation, quiet time and study, 
visiting, school, or vocational training activities. If possible, 
recreation rooms should be sufficiently separate from the rest of the house 
so that clients may make noise without disturbing other activities. A quiet 
room is useful for study or "cooling off" and may double as a group meeting 
room, visiting room, or even craft room. The visiting area should be set up 
so that it has enough chairs to allow groups of visitors to form relatively 
initimate circles rather than to force interaction with other groups of 
visitors. Also, it should be large enough so that used furniture, something 
more than unpleasant and institutional-looking folding chairs, will fit 
comfortably into it. 

The alternative program should look as little like an institution as 
possible. Fireplaces are particularly pleasant in rooms that are used for 
group meetings or visits. A group meeting around a roaring fire helps bring 
focus to the ensemble and immediately creates a homelike atmosphere. The 
special equipment necessary in a school room or vocational training room 
requires that the room be" set off separately from the rest of the facility, 
and probably that it be locked \'Ihen not in use. Finally, kitchens must be 
equipped to meet state health standards. Because most facilities will want 
clients to aid in food preparation and/or cleanup, kitchens need to be large 
enough to permit a number of people to work in them simultaneously without 
creating a safety hazard. 

C. MAINTAINING FACILITIES 

Very few residential alternative programs can build new 
facilities or even occupy new structures. The average program buys ur rents 

an aging former home that is in advanced stages of disrepair. Something is 
always going wrong and maintenance is a continuing, costly problem. While 
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renovation can lower daily costs, it also requires a greater initial 

financial outlay than many programs can afford. The cheapest way to handle 

maintenance problems is to hire counselors or houseparents who have natural 

maintenance skills. A second possibility is to hire a part-time handyman or 

handywoman. Recently ret ired people who have worked many years in the 

trades may be willing to put in time for very little money and may even 

assume a grandparents' roles when relating to the clients. They may even be 

willing to teach classes in such areas as minor repair and woodworking. 

Bringing in outside businesses to repair everything that goes wrong is 

prohibitively expensive and should be avoided except in relatively new 

structures where 1 itt1e maintenance will be required and an investment "may 

still be protected. 

In addition to structural maintenance, there is the daily need to clean 

the facility. Some programs hire cleaning personnel, but most appear to use 

client labor to do at least the bulk of the cleaning. When used 

therapeutically, housecleaning can help clients to develop good life habits 

and a responsible attitude toward work. It also provides a sense of 

collective accomplishment. A common method of organization is to set "Up a 

rotating schedule of chores so that all clients do each of the cleaning and 

maintenance tasks over a period of a week or two. Except where client 

turnover is extremely high, the use of clients for routine cleaning work is 

preferable to spending limited program funds on cleaning personnel. 

D. DEGREE OF CONTROLS 

Although there are some highly structured alternative 

programs, most try to minimize the amount of external control placed on 

their clients. The degree of control seems to increase as the size of the 

program increases and as the hostility or dangerousness of the neighborhood 

increases. The three main categories of control that are exercised in 

al ternative programs are time, movement, and vi sits or leaves. Programs 

need to structure some of the c 1 i ents ' time or they wi 11 never get to 

therapy sessions. Meals, recreational activities, bedtime, clean-up time, 

and therapeutic activities are usually scheduled. Flexibility is viable 

when youthful clients are allowed to prepare their own meals at different 
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times or when relatively few activities are scheduled for the client's day. 

Movement control includes access to the facility as well as within it. 

Some facilities are completely closed, while others are open 24 hours a 

day. Between these extremes are programs which permit their clients to 

leave during specified periods of the day. Some programs keep their doors 

locked, but others have an open-door policy even if clients are not allowed 

to leave. Not being permitted to leave usually means that if a client 

leaves, s/he \,/ill receive a sanction ranging from further restrictions to 
termination. 

Special areas within the alternative facility that are off-limits at 

least some of the time include staff areas and the bathrooms and bedrooms 

used by the opposi te sex. Some staff areas must be off-1 imits in "order to 

guarantee the security of records or confidenti al ity during counsel ing, or 

to provide a place of relaxation for staff. In order to minimize sexual 

tensions and guarantee privacy, bedrooms and bathrooms are generally 

declared off-limits to the opposite sex, though many older houses have only 
one bathroom for the entire house. 

Visits by parents and friends are normally permitted at designated times 

so that they minimize .disruption of the alternative program's activities .. 

They are also restricted because parents may use visiting privileges to 

manipulate their children, and in so doing interfere with the staff's 

therapy plan for the client. Program limitations on visits are common, and 
additional limitations are individualized according to" the needs of each 

client. Because of the emotional turmoil associated with the first week or 

two in a relatively long-term residential alternative program, visits are 

often prohibited during this period. However, home leaves may be granted 

and are taken as a right in many alternative programs. Because programs 

have the explicit goal of uniting clients with their families, the use of 

home leaves and visits is encouraged in all cases except those in which 

clients are judged to be the victims of parental or family abuse. 

Program rules are most effective if they are few. Rules against overt 

sexual behavior, violence, dangerous weapons, alcohol and drug use appear to 
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be universal in residential alternative programs. Other rules may focus on· 

such things as eating snacks between meals, access to facilities, time 

requirements, or limitations on association with people outside of the 

program. Again, some of these rules will be program-wide, but others will 

. be part of the treatment plan for only a few clients, based on· their 

apparent needs. 

1. Rule-Making 

Staff members usually set as few rules as possible for the 

maintenance of their program (see Appendix M). In the case of 

individualized programs 'such as foster homes and supervised independent 

living, there may be no written rules or the rules may be left to the 

judgment of the foster parents or supervisors. In group homes, basic rules 

developed by staff members ~ften are supplemented by rules negotiated with 

client populations. If a therapeutic community has grown up among the 

clients, it may be possible to leave most of the rule making up to clients 

sitting as a representative committee. Staff should be very clear, however, 

about the extent to which they exercise final authority and in what areas of 

community life this applies. 

2. Communicating Rules 

Rul es are communicated to cl i ents when they are admitted to 

most programs. Clients are handed a rule sheet, which is read through with 

them.. They are then gi ven a chance to ask questions about any of the rul es 

and to commit themselves to following them. The rules sheet is usually 

posted on the walls throuSlhout the facility. As with any social 

organization, many of the norms are not formalized as written rules but are 

communicated to new cl ients by staff members and, to' a greater extent, by 

clients who have already spent some time in the facility. Peer 

socialization in rule communication is crucia1 5 an important reason for 

establishing a therapeutic community atmosphere in residential. alternative 

facilities. However, staff in programs that experience high client turnover 

do not have enough time with the clients to develop a therapeutic community, 

which forces them to rely more on formal rule making. If a program has 
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contracts with clients, adherance to rules will probably be included in the 

contract conditions. 

3. Determining the Extent of Violation 

Many rule violations are ditectly observed by staff members • 

Others are reported by clients. In the case of client-reported inc.idents, 

residential alternative programs generally talk directly with those involved 

in the inc; dent. If agreement cannot be reached as to what occurred and 

what should be done about it, the incident's participants may be called into 

a disciplinary meeting in order to reach a decision on matt~rs both of 

sUbstance and of discipline. This meeting may involve only the participants 

and a staff member or it may include all clients and staff in the , . 

facil ity. Nothing can be more demoral izing to all concerned· than long 

arguments with clients about whether their behavior has broken one of the 

institution's rules. The way to avoid this is by having all rules clearly 

defined so that there is little room for discretion in rule enforcement. 

This way, clients will always know exactly where they stand, and staff 

members will not have to feel that they are harassing clients unfairly when 

they enfm1 ce these rules. 

4. Enforcing Rules 

Confrontati on counsel i ng between the suspected rul e breaker 

and a staff member is usually the first line in rllle. enforcement.· Other 

sancti ons may incl ude banning the vi 01 at or from desirabl eactiviti es, such 

as phone calls, snacks, or recreation periods; confiscation (in the case of 

use of drugs and alcohol); token penalties, if the program uses a token 

economy; formal warning that the next incident of this type will result in 

termination; and personal embarrassment, by subjecting the violator to a 

group disciplinary pr'ocess with the other clients. Any discomfort forced 

upon a client as a result of his or her having broken rules should be 

limited to discomfort that may naturally result from the breaking of those 

rules in the larger society. Punishments that are not directly related to 

the rules are more likely to be seen by clients as arbitrary, unfair, and 

punitive. Some programs have client representation on disciplinary or rule 
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enforcement committees. This helps not only to bring the client perspective 

to the process but also to resolve the feeling that penalties are being 

imposed by outside authorities. 

Constant communication between staff members on different shifts is 

necessary when enforcing rules. Clients will notice uneven enforcement, 

wide discretion in punishment, and staff confusion. The use of group' 

process brings peer pressures to bear on the rule breaker and is usually 

more effective than action by staff members alone, which runs l:he danger of 

encouraging other clients to support the rule breaker rather than to condemn 

rule-breaking behavior. 

The pol ice are almost never call ed, regardl ess of the nature of the 

incident, so that the perception of the program as a sanctuary in the minds 

of most clients will not be violated. However, some programs will call the 

police if a client becomes too violent. Others \'Ii11 first expel a client 

from the program and then call the police if s/he continues to make trouble 

when outside ·the facility. Occasionally, special problems may arise with 

the police (e.g., they come to pick up a client suspected of drug dealings. 

or sex offenses). These must be dealt with by the agency within the law and 

yet within the bounds of client protection.' In such instances, project 

administrators must work to mitigate the damage that an insensitive pol ke 

officer can inflict on the project's clientele. 

Termination is the last resort in rule enforcement. Programs vary 

widely in the use of this process. Some automatically terminate clients for 

serious violations, while others strive to work with these youth. 

Definitions of serious violations vary as some programs terminate clients 

who are found with even a single joint of marijuana, while others do S.o only 

for repeated violent behavior. The initial decision to terminate is usually 

discussed among a number of staff members before being made offici al, and 

some facilities will not terminate a client without the approval of the 

other clients. Most programs do not have a structure for appeals, although 

Title XX regulations require that certain appeal procedures be followed for 

those programs receiving these funds. In most programs, the only 

possibility of appeal is through the program director, who normally 
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participates in the decision to terminate in the first place, so that 

appeals are not technically feasible. Some programs terminate temporarily 

and permit clients to reapply after a stated period of time (usually 7 to 19 

days), while others consider termination to be final and will not readmit 

terminated youngsters. 

5. Special Problems in Maintaining Order 

a. Violence 

Most programs .exclude violence-prone clients at intake. 

Some, however, attempt to discriminate bet\'Ieen pathological violence and 

conditioned response violence. Youth \'lith violence produced by deep-seated 

psychological problems are referred to intensive treatment facilities. 

Those expressing ,'a conditioned response violence pattern, based upon 

individual "buttons" which set off violence in the cl ient in a certain 

situation, may be accepted by some projects. With. experienced staff 

counseling, this type of client may learn to locate his or her "buttons" and 

address that behavior. The problem is differentiating these violence-prone 

clients at an early period. The more comprehensive and detailed the intake 

process, the easier it is to spot these younsters. 

Violence appears to be rare in residential alternative programs, 

possibly due to the intake screening process.· Most clients appreciate how 

lucky they are to be in an alternative program and make a significant effort 

to control violence. The client group as a whole is normally strong enough 

to exert peer pressure in a direction of avoiding violent confrontations. 

Staff members who expect violence will probably get it, but if they assume 

that clients will not become violent and are careful to reduce conflicts 

that might lead to physical violence, it will rarely erupt. Staff should 

receive training, theoretical and experiential, in managing potentially 

violent or threatening situations. This training should cover how to 

i so 1 ate the youth from others if necessary, how ~o exert control over the 

situation and provide a sense of security for youth without returning the 

threat, and how to help the youth to think through his/her alternatives and 

their consequences as rationally as possible. Youth should always know that 
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acts of violence are cause for immediate dismissal from the program. 

Threats of violence are very common, but most are usually attempts to "get a 

rise" out of or to intimidate staff members.' They may be handled in a 

non-violent fashion without much difficulty. 

b. Sexual Misbehav10r 

Sexual misbehavior is generally considered to be the 

least serious of the major rule infractions. Overt expressions of sexuali~y 

are generally prohibited in residential alternative facilities, although 

many programs make no statement about such conduct occurring outside of the 

facility. Penalties for overt sexuality within the program are usually 

quite minor, consisting of a talk with a staff member about the necessity 
for avoiding sexual misbehavior in a program of this type. Because program 

staff members want clients to think of sex as normal and desirable, they are 

careful not to confuse problems of overt sexual ity within the program with a 

general prohibition of sexual behavior. Most programs claim they prohibit 

overt sexual misbehavior due to the bad feelings it causes among the other 

clients. The exact level at which sexual contact is prohibited varies from 

program to program. Some programs do not permit hand holding; others allow 

hand holding and kissing, and still others permit clients to have some 

intimate contact so long as there is no serious petting. Sexual intercourse 

is not condoned. However~ not all programs are willing to terminate clients 

for engaging in sexual intercourse. One agency handled such incidents by 

counseling rather than expulsion on the theory that expulsion \'/ould be bound 

to be interpreted by clients as a general disapproval of human sexuality. 

This would harm rather than help the sexual adjustment and maturation of 

clients. 

Sexual conduct between youth \,/110 are committed to each other and who 

have engaged in sexual behavior over an extended period of time before they 
entered the program is particul arly difficult to control. Some programs 

deal with this problem by separating the love)~s, but that is a rather 

unnatural solution that seems to result in jealousy and instability. Lover 

triangles frequently develop when the lovers are arbitrarily separated. 
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c. Drugs/Alcohol 

No alternative program can afford the use of drugs and 
alcohol in its facility, and so all programs regard their use as an 

extremely serious matter. However, they differ in the severity of sanctions 

that they apply when a client is caught breaking this ·rule. A number of 

programs immediately terminate a client without further discussion. Others 

warn the client, impose a number of unpleasant· sanctions, and threaten 

termi nati on if there is a second occurrence. The 1 east severe reac:ti on is 
merely to confiscate the drugs or alcohol. Because of the high staff-client 

ratio and the intimate setting of alternative programs, clients rarely can 

use drugs for very long before it comes to the attention of a staff member. 

This fact, combined with the seriousness with which drug and alcohol use is 

vi ewed, means that resi denti al alternative programs are remarkably free of 

drug and' alcohol abuse. This is noteworthy considering the fact that a 

majority of clients have been extensive abusers on the streets before 
entering many programs. 

d. Theft 

Some programs rarely experience theft, but for others it 
is a frequent problem. The theft of valuable items is most effectively 

reduced by requesting clients not to bring valuables into the alternative 
facility. It is also reduced if anything worth stealing is locked up. The 

difficulty with this approach is that it implies lack of trust. For this 
reason, trust-oriented programs refuse to lock up anything and depend on 

staff surveill ance and peer pressure to enforce the rule against theft. 

Again, the intimacy of alternative programs and the high staff-client ratio 

aids in bringing thefts to the attention of both staff and the client 

group. The application of peer pressure usually results in the return of 
missing items. 

e. Weapons 

Alternative programs ask clients to turn in their weapons 

at intake, and almost all of them do so. While a few cases have been 
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reported of cl i ents attacking other cl i ents with knives or with everyday 
items that happen to be at hand in a fi ght, most programs have gone for 

years without a single incident of serious violence and without the use of 

even a dangerous weapon. Weapons, it is fair to say, are not a problem in 

most alternative programs. 

E. ZONING 

Few alternative programs have difficulty finding a suitable 

1 ocati on because of zoning regul ations (see examples of zoning l"egul ati ons 

in Appendix 0). Most choose to locate in an area that is already properly 

zoned rather than attempt to obtain a variance from the zoning board to 

locate in a community that would not normally permit them to be there. 

Before granting a variance, zoning boards hold public hearings at which 

neighbors have an opportunity to testify. A great deal of opposition to 

residential alternative programs is sometimes expressed by neighbors at 

these hearings, with the result that some variances are not approved and 

most are delayed. 

The level of opposition to a zoning variance for an alternative facility 

is less in a lower-class neighborhood than it is in a middle-class 

neighborhood. It can be reduced if the program undertakes a careful public 

relations campaign before applying for the variance. By canvassing the 

neighborhood, contacting local leaders and officials, and explaining the 

need for a program, leaders can mitigate much of the potential opposition 

before the variance process reaches the hearing stage. An effective 

strategy is to make sure a large number of the program's articulate 

supporters attend the heal~ing. This strategy works even more effectively if 

the supporters are neighbors. 

One way to avoid zoning problems is to occupy a facility that was 

previously used by another social agency_ A more innovative way of dealing 

with a community where zoning regulations and neighborhood opposition 

combine to make it impossible to find a suitable site is to create a network 

of foster homes that are expanded to house up to six youngsters each. Most 

zoning codes are flexible when the number of juveniles being housed is 
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small. The larger the program, the more restrictions that apply. " 

Instead of housing twenty-four youngsters in a central facility, a 

program may have five or six expanded foster units scattered around the city 

into which youngsters can be placed. Some of these expanded foster homes 

may accept youngsters on an emergency basis, while others will only care for 

longer-term cl i ents. The 1 ocati on of these alternative program types must 

be considered with respect to zoning requirements and neighborhood· 

acceptance of certain prograrmlatic elements (e.g., psychiatric counseling, 
drug treatment). 

F. LICENSING 

Residential facilities in most states must maintain a license to 

operate. Licensing procedures vary from state to state. Many states 

regulate the size of the facility, qualifications of staff, length of stay, 

and ages of youth served. Regulation and inspection are most often 

undertaken by a state agency, generally a bureau in the state welfare or 

social services department. Generally three types of programs require 

licenses. The most common license required is one for residential 

facilities, whose name may vary from state to state. Most frequently used 

labels are child caring facilities, group homes, boarding homes, child 

welfare agenci es, and boardi ng care facil iti es. Foster homes are simil arly 

required to be licensed in most states. Licensing may be done either 

directly by the state or indirectly by some other agency. In states \'/hich 

license indirectly, a third form of licensing is often issued for a IIchild 

placing agency," which has the authority to license foster homes under the 
powers given it by the state. 

Some states have very broad cateHories for residential facilities. 

Managers of such facilities often find that their license is similar to many 

other types of residential units. This often results in some difficulty for 

alternative to detenti on facil iti es because they must meet 1 icens",ng 

requirements not specifically relevant to their type of services. 

States also vary in the stringency of regulation and"enforcement of 
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1 i censi ng programs. Some states have exhaustive inspecti on programs and 

require all health, safety, fire, and food set'vicing codes to be met before 

a license is issued. Some states examine the experiences and qualifications 

of key staff, while other states may only be interested in examining 
physical facilities. 

Because of the wide variance in state licensing procedures, it is 

recommended that individuals interested in starting a residential 

alternative to detention check with state social service officials and 

carefully review licenSing procedures before purchasing or renting a 

facility. If difficulti~s arise, the services of an experienced lawyer may 

be invaluable in interpreting and meeting some of the state licensing 
requirements. 

The state health department 1 i censes the food servi ce operati on of the 

facility. Because inspections are like those for restaurants and larger 

secure facilities, state standards impose severe difficulties on small 

alternative programs. They necessitate high costs per client to install and 

to maintain food processing facilities. New programs should be careful not 

only to examine the state standards but also to have state inspectors make a 

si te visit before remodel i ng kitchen facil iti es. OtherWise, newly-bought 

equipment, may have to be returned or di scarded because it does not meet 
rigorous state regulations. 

Fire prevention and client safety standards must also be considered. 

Any administrator should expect the fire department to make periodic 

inspe~tions of the facility. Althou9h there is no license associated with 

these inspections, facilities that do not meet fire department regulations 

can be closed down. The comments of fire inspectors must be taken 

seriously. As with food processing standards, this can be a particularly 

heavy burden for small programs that have to install second floor fire 

escapes and other safety devices. Because this may involve an unexpected 

expenditure, a project should arrange for the fire department to inspect the 

facility before renting or purchasing the building. 
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G. NEIGHBORS 

Some programs have never contacted their neighbors and give no 
attention to public relations issues. Others have followed an ~xtensive and 

carefully worked out program of public relations before moving into their 

present location. Short courses on public relations are given at a number 

of universities, and it is desirable for the staff member in charge of 

public relations to take one or more of these courses. An Execut.ive 

Director in a rural residential alternative program who had received special 

training in public relations suggested the following principles in dealing 
with neighbors: 

1) The project should "be together" before contacting neighbors. 

The program should be structured and fully worked out before any attempt is 
made to explain it to the neighbors; 

~ 

2) Answers to all - possible questions should be formulated in 

brainstorming sessions before any contacts are made outside the program; 

3) The approach to neighbors should be professional and informal 
at the same time; 

4) The Executive Director of the faci 1 ity and the chairperson of 

the Board of the facility should be the ones to deal with neighbors rather 

than 1 ower- 1 eve 1 staff members-, and; 

5) Needless involvement in controversial issues that are not 

really germane to the specific mission of the -residential alternative 

program should be avoided. Such involvement makes enemies without solving 

problems and ends up exhausting agency resources on relatively peripheral 
issues. 

Among the pt'oblems that may lead to difficulties with neighbors are 

noise, vandalism, increased deterioration of facilities leading to 

depression of area land values, parking congestion, excess garbage, and 

client "hanging around" or misbehavior which causes neighbors to fear that 
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clients are bad influences 0n their children. These kind~ of considerations 

are frequently behind neighborhood opposition to a proposed facility. They 

may also increase neighborhood annoyance with a facility that is already in 

operation. Alternative programs should make an effort to find out what 

issues neighbors are concerned about and then to deal with those issues in 

the best way possible. For example, the program should pay for vandalism 

that results from cl i ent behavi or, or shaul d make an agreement with the 

victims of vandalism to have clients work off their indebtedness to the 

victim. Neighbors should be warned if there- is going to be any unusual 

amount of noise, such as a party. They should be informed of how frequent 

these events wi 11 be in the future and olt what time in the eveni ng the 

events will end. Once these agreements have been entered into, residential 

alternative programs should be careful to hold to them so that their 

credibility with neighbors remains high. 

P'rograms that only deal with neighborhood issues after they are 

articulated will not be as successful as programs that are aggressive in 

seeking the support of neighbors. In addition to personal contacts and 

other conventional public relations activities, programs can make a special 

effoY't to deliver services to the neighborhood. Program clients must be 

made aware that they are, in a sense, guests in this neighborhood and they 

should conduct themselves accordingly. Beyond this, a number of favors can 

be done for neighbors by clients and staff. These include cleaning up thE! 

neighborhood in general, cutting the grass or shoveling snow for aged 

neighbors, and even loaning neighbors equipment from the alternative program 

(such as folding tables and chairs for a party). When an individual cl ient 

causes problems in the neighborhood, OnE! way to undermine the negativle 

impact of hi slher behavi or is to be sure the neighbors understand that the 

incident is related to the client's particular personal problems. This way 

the neighbors will not think the acting-out behavior is typical of program 

clients as a whole. 

In addition to problems with hostile neighbors, problems with dangerous 

nei~Jhbors who may attempt to lure clients into their houses and apartments 

may also arise-. Both male and female cHents are potentiaily subject to 

these seduction attempts. Pimps and other sexual exploiters have been known 
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to attempt recruitment of clients by ilsing a variety of manipulative and 

aggressive techniques. Runaways have traditionally been a major source of 

prostitutes for pimps in many areas. It is also possible that clients may 

be robbed or assaulted in high crime areas or that neighbors may try to 

involve them in criminal activities. There is an inverse relationship 

between zoning and location problems on one hand and problems with dangerous 

neighbors on the other. Desirable neighborhoods in which clients need not 

fear neighbors tend to be the neighborhoods that strongly resist the 

establishment of alternative programs, while neighborhoods that offer little 

or no resistance to alternative programs and other residential facilities 

are the neighborhoods that are often high in crime and present other risks 

to client well-being. At the same time, the incidence of viole~ce tends to 

be away from the area of the facility and few neighbors ?xperience the 

problems they fear will occur. In general, the closer one is to the 

neighborhood facility, the safer one is. 

H. COMMUNITY ORGANIZATIONS 

1. Community Resistance 

The whole community rarely resists the establishment of 

alternative programs. Instead, resistance is located in the surrounding 

ne:ighborhood. This .resistance can be extremely strong in some cases. 

Community groups have been formed with the specific goal of opposing the 

establishment of an alternative facility ill their neighborhood. There have 

been occasions in which these groups bought a rental facility themselves in 

order to be sure that an alternative facility could not use it, and there 

has been at least one occasion in which neighbors allegedly burned out a 

facility when they were unable to block its use by a residential alternative 

program. Once community resistance has become very strong, the usual public 

relations techniques and the activities of the community advisory board are 

not likely to be sufficient to solve the problem. In this situation, it is 

probably better to look for another site for the facility. 
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2. Community Contributions 

Church groups, men's and women's clubs, and other community 
groups sometimes contribute volunteers to alternative programs. These 
volunteers may act as tutors, counselors, trip leaders, bookkeepers, or 
anything they are suited to. In addition to contributing services, 

community groups and 
clothing, tickets to 
alternative programs. 
alternative programs. 

individuals may also offer bookcases, furniture, 
sporting events, and other useful items to the 
Businesses sometimes make sizeable contributions to 
Neighbors in high crime areas will sometimes act as 

lookouts for the residential alternative programs and warn if anyone appears 
to be burglarizing the facility or hanging around in an attempt to seduce 
clients. Other neighbors develop a real interest in clients and may be 
willing to serve as volunteer staff members in emergency situations. 
Although most alternative programs do not depend on these types of community 
contributions, the good will value of contributions, is usually greater than 

their economic value. That is to say, groups and individuals contributing 
to the program have an investment in that program and are unlikely to oppose 
the program when it has difficulties. 
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CHAPTER NINE 

COMMUNITY RELATIONSHIPS AND RESOURCES 

Among the resources available to residential alternatives are the 
juvenile justice system, the welfare system, social service neblOrks, and 
community management resources. Many potential dificulties with these 
organizati ons can be avoi ded if their representatives serve as members of 
the Board or Advisory Committee of the program. 

A. JUVENILE JUSTICE SYSTEM 

Virtually any residential alternative for juvenile detention 
program will have relationships with various elements of the juvenile 
justice system, particularly the police, courts, and probation. ·The primary 
concerns of management within these relationships are: Ij to prevent 
potential conflict because of philosophical differences between the program 
and the juvenile court system; and 2) to foster cooperation between the 
program and the system. The phi 1 osophi ca 1 differences between the program 
and the system wi 11 need to be worked out as the program develops. Once 
those issues have been resolved, there should be little further difficulty. 

1. Courts and Probation 

Issues that may create difficulty for the program's 
relationships with the courts and the probation system include conflicts 
among those involved in supervising youth 1) about legal responsibility and 
sharing of supervision; and 2) about the appropriateness of the youth's 
placement in a program. If a program is publicly sponsored and is 
essentially an arm of the government, it is likely to be directly associated 
with the juvenile justice system. Consequently, it is likely to be 
considered an arm of the juvenile courts. While this relationship may not 
eliminate difficulties, there is less likelihood of a difference in 
philosophy concerning youth should be handled than there might be in the 
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relationship between a privately-sponsored group and the courts. For 

example, in one project studied~ the program e~entually declined to have a 

formal rel ati onship with the courts because the courts insi sted that the 

agency use forms that the unit felt would violate the youth's rights to 

confidentiality. The courts maya-Iso be reluctant to recognize that a 

privately-organized program can provide legitimate services for youth over 

whom the court has legal responsib'ility. 

For staff of either a governmentally-sponsored or privately-sponsored 

program, there may !Je addit'jonal frustrations regarding supervision. For 

example, the program staff, which presumably are familiar with the youth, 

may make recommendations 'to the court which the court chooses to ignore. In 

other instances, the court may insist on placement in a program that the 

program itself regards as inappropriate. When the program is privately 

sponso~ed, it may have more authority to refuse such placement. A 

governmentally sponsored program that is essentially an adjunct to the court 

may not be able to refuses such placement. In these instances, the 

persuasive powers of thg staff may be the only recourse. 

I n most states, the probat i on system i ~ cons i dered to be a part of the 

juv~nile court, which includes social workers or case workers in its 

proceedings. The major problems between programs and the system result from 

their need to share supervision for each youth. That is, the probation 

officer assigned to a particular youth is one supervisor, but because the 

youth 'is placed within a program, the staff of the program become the more 

intimate day-to-day supervisors for that youth. Occasionally, a conflict 

may arise because the probation officers feel that the staff of the program 

"oversteps the bounds ll in dealing with the youth. Programs that have 

encountered this difficulty have found that documenting contacts made with 

the youth, listing services provided as well as extent of communication, and 

providing all information requested by a probation officer will usually 

result in the staff member becoming the lead supervisor. This solution also 

eliminates the potential problem of youth playing one supervisor off against 

the other. 
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2. Police 

Some of the same misunderstandings tha,t, exist between the 

courts and/or the probati on system and a program al so exist between a 

program and the police. In some instances, the police may want to use a ' 

program as a convenient dropping off place for youth they have no other way 

of handling easily. This is exactly what some programs are designed for. 

In other instances, this may not be appropriate; consequently, the police 

must be clearly informed which youth meet criteria for the program and which 

do not. After the program has developed, these problems usually diminish. 

Some programs have members of the pol ice department on the Board to help 

prevent this problem. 

A second issue is that police may provide to agencies or parents 

information about the youth which the program feels is inappropriate. For 

example, if a program serves as a crash pad for youth who are having family 

problems, informing the parents that the youth is staying in a particular 

location may aggravate the problem. The cooling off period that is 

necessary to all ow the youth to come to a better understanding of hi s/her 

situation is eliminated if the parents begin to make immediate contacts and 

pressure the youth to return. One program that has faced this problem 

solved it by instructing staff who answered the phone to say, III'm not sure 

where the person is, but you might try calling ••••. " and then giving a phone 

number. The phone number given is that of the living area for the house. 

Between the time the call is initi ally received by the staff person and the 

parent has an opportunity to place a call to the second number, the youth is 

informed and given the opportunity to decide whether s/he wishes to speak to 

the person calling. If the youth is not interested in speaking to the 

parent, another resident will intervene to answer the call and say that the' 

individual is not available. 

B. WELFARE SYSTEM 

Some residential alternative to juvenile detention programs house 

youth \'1ho are classified as "needing supervision" but who are not clients of 

the JUVenile justice system. In such situations, the children's court 
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rather than the juvenile justice system may have jurisdiction. Conflicts 

may result when the welfare system and the program disagree philosophically 

over what constitutes an appropriate client for acceptance into that 

particular program. These conflicts can be resolved if people communicate 

prograrranatic goals, confront the issues, and avoid personality clashes 

between staff and welfare workers. 

C. SERVICE NETWORKS 

r~ost resi denti al alternative programs exist in a system IOf service 

providers who offer assistance to the juveniles as well as to the community 

as a whole. In fact,' most programs depend on alliances which can be 

developed to provide adequate services to clients. In some instances,. these 

alliances create coal~tions of agencies under single umbrella 

organizations. In other situations, there is an informal or formal process 

through which referrals are made among agencies. 

1. Coalition Building 

Where several similar programs exist within a sing.le 

community, they may find it very helpful to develop a coalition. If a 

single umbrella organization that handles administrative matters for several 

programs 'is well developed and organized and if the staff that handles th\~ 
administrative matters are good managers, this arrangement may provide 

greater effi ci ency and reduced admini strative expense for the coal ition. 

Within such an arrangement, one person may become a "marketing" expert, 

seeking out funding sources while being on the lookout for new opportunities 

for financial support and growth. For a fairly small program, this may 

eliminate some major problems because the coalition can afford to hire 

someone with the experience necessary to keep books for a multisource-funded 

program. Before forming such a coalition, each participating program should 

be sure that such an arrangement is best suited to that program's particular 

needs. 

Other ways in wh-ich programs may form alliances with one another 

less formalized than the development of a single umbrella agency. One 
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may be to have monthly or periodic lunch~ons with the administrators of 

programs that share mutual problems and issues. A .second approach may be to 

s hare such servi ces as the development of semi nars or workshops on chi 1 d 
care skills. 

2. Service Linkages 

Even if a coalition does not develop among programs and 

agencies, most will find a need to establish relationships with other 

service providers. Particularly in the area of medical care, legal 

services, and services to individuals with acute psychological and emotional 

problems, services linkages may be the answer. Few programs have found it 

necessary to establish direct purchase of services 'agreements with other 

agencies. Rather, they ar.e more likely to make a direct referral and to 
transfer the custody and jurisdiction of an individual to that agency or, in 

the case of medical care, to forward the payment (usually Medicaid) for the 

provider of the medical services. 

3. "Turf" Issues 

Regardless of the type of linkages, a question may arise about 

who is responsible for youth under what circumstances, as well as who has 

the opportunity to seek support a.nd funding for a particular purpose. 

Within a coalition, programs that are not comparable but that may compete 

for limited funding may find themselves moving in similar directions so that 

they become comparable after the coal ition is formed. In other situations, 

as mentioned earlier with regard to the probation system, issues of 

authority and client supervision may arise between service pro.viders. While 

it may be a cl i che to say that the way to deal with such issues is to 

resolve them by communicating, this tends to be the single most effective 

way of handling these problems. 

4. Community/Citizen Invo'lvement 

Usi ng citizens to provi de personal services· either as 

volunteers or' as board or advisory committee members may also help establish 
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relationships with powerful individuals as well as with agencies and 

programs. Thus, it is sometimes very useful to halve community group members 

on the Board of Directors or Advisory Committee. Occasionally, a staff 

member from another service agency may even be "on loan" to a program. 

The community may be involved with a program in other ways as well. For 

examp 1 e, servi ce groups may request that the program provi de speakers and/or 

presentations for meetings. As a result, the service groups may provide 

some form of service to the program, such as a recreational outing. One 

program allowed service groups to redecorate and remodel rooms in the 

buil ding. This way, each group helped improve the facil ity and received 

recognition for its efforts. This made the cost manageable for the service 

group and allowed each to get recognition. This same idea could be applied 

to individuals as well. 

Rel ati ons between the community and the program may be promoted if the 

cli ents in the program provi de £ervi ces for the community as well. As 

mentioned in the previous chapter, in some situations the youth may be able 

to assist within the neighborhood by mowing lawns or shoveling- snow. In 

other instances, they may work for a community-wide program such as an 

ecology center. Although the clients of a program may rightly feel 

exploited if they are expected to do too many things, s~ch activity provides 

an opportunity for both good public relations and training in community 

living. 

D. COMMUNITY MANAGEMENT RESOURCES 

Two groups often provide management resources: The Board of 

Directors and the Advisory Committee. In practice, these terms are 

sometimes interchangable, depending on the local situation. With a private 

corporation, a Board of Directors may have the legal responsibility to 

estab 1 ish pol i cy and ass ure that a program is carryi ng out its mandated 

functions. Essentially, the Board has the legal responsibility and 

authority to direct the program or agency. On the other hand, an Advisory 

Committee may be developed to sol icit input from persons who are more 

knowledgeable about the service area to ~Jhich the program is directed. An 
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Advisory Committee is not likely to be concerned with financial and 

administrative matters, except as they relate to service delivery. 

For purposes of description, the term "Board of Directors" will be used 

here to denote a group of people who have legal and financial responsibility 

for a program or agency; the term "Advisory Committee" will refer to a group 

who provide advice and input particularly regarding service delivery. 

1. The Board of Directors 

Members of a Board of Directors have various roles and 

responsibilities. These include: Serving as a liaison with the leadership 

of the community; providing legal advice; providing financial advice; 

developing and assisting with fund ralslng; serving as liaison with the 

juvenile justice or social service system of the community; serving in a 

public relations role; and providing' direct services as needed by the 

program. Because of these many functions that a Board may carry out, there 

is a need for some diversity in the types of individuals selected. One 

essenti al criteri on, of course, is interest in the phi 1 osophy and approach 

of the program. Assuming that· interest, people with varied types of 

expertise are needed to fulfill the above-mentioned responsibilities. For 

example, it is generally agreed that approximately two-thirds of the board 

members should be business or financial leaders within the community. Such 

people are going to be able to relate more effectively to others within the 

community from whom support is needed and will provide the kind of financial 

and business guidance that the program desires. Others may come directly 

from within the juvenile justice or social service systems. A program 

should avoid having too many Board members from other social services 

providers, however. There is also some question about the legitimacy of 

having individuals who have direct financial relationships with the program 

serve on Jts Board of Directors. The perspective of the Board can become 

too narrow, too isolated from the community at-large, and too "inbred." 

Because funding and developing a program are always major issues, 

recruiting board members who will help with fund raising and solicitation is 

important. For the most part, however, this type of person will not be 
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selected initially. When a program is beginning, most Board members will be 
people who are interested in providing alternative services. Not all of the 
people with this type of interest, however, are willing to become involved 
in the financial aspects of the operation. Thus, as the Board evolves over 
time, it may be important to replace some early members with persons with a 
greater financial and fund-raising potential. 

Another function of the Board is to serve as liaison with various 
segments of the' community. Consequently, persons who have positive 
relations with other community groups should be rect~uited if possible. A 
respected community leader who is a strong advocate for a program can 
influence its acceptance and continuance, particularly if it is a new 
program. 

In order to formalize and to specify clearly the responsibilities of the 
Board, a constitution and bylaws is generally mandatory (see Chapter 
Seven). Such bylaws frequently specify that the Board is self-perpetuating 
(i.e., will replace members itself). Assuming they have good relations with 
the Board, the staff may be able to provide direction to the Board as it 
replaces Board members. 

If a program is government-sponsored or within the public sector, the 
function of the Board of Directors may be assumed by another public unit, 
such as the County Board or the staff of another county agency. Under these 
conditions, the Board is less likely to have the same direct involvement in 
the activity of the program and usually serves in a supervisory capacity. 
Here, the development of an Advisory Committee may be much more important. 

2. Advi sory Commit,tee 

Advisory committees are usually composed of people with more 
interest in providing resi denti al alternatives for juvenil es than in the 
financial, administrative and management issues. An Advisory Committee is 
an appropriate place from which collateral service providers or members of 
the juvenile justice system can provide input and direction to the program. 
Often, an Advisory Committee Gan serve as a sounding board where the staff 

- 156 -

I " I _ 

of the program can tryout new ideas and plans. 

For programs that have both Boards of Directors and Advisory Committees, 
the Advisory Committee is less likely to meet as often as the Board. On the 
other hand, if the program is governmentally sponsored, the Advisory 
Committee may meet more often because it serves as the group that gives 
direct advice to tL'le progr m wh th 

r a, ereas e governmental board serves a more 
perfunctory function. 

In summary, various ski11s are needed on an efficient Board of Directors 
or Advisory Committee. These include financial and funding skills, legal 
advice, and liaison and public relat,'ons sk,"lls. D" t " 1S r1buting these 
resou:"ces between a Board of Directors and an Advisory Committee is a 
function of the organization itself. Howeve-r they are used, such resources 
provide valuable assistance to programs. 
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CHAPTER TEN 

SURVIVAL ISSUES FOR PROGRAMS 

At least three issues have major consequences for program survival. 
They are: evaluating programs, planning for new services, and developing 
new and continuing funding sources. 

A. EVALUATION 

Why bother doing program evaluations? There are at least six 
reasons why administrators of alternative programs should support doing 
evaluations of the"ir programs. The first is to comply with the reporting 
requirements of funding agencies. All fund sources require some evidence 
that services have been provided, personnel have responded to client needs, 

and money h.as been well spent. Although this evidence constitutes a 
superficial type of ptogram evaluation, funding \'/ill be terminated if these 
reports are not submitted. 

A second grant-related reason for evaluation research is to use the 
results of the research to bolster grant subm';ssions for future funding. In 
this case, the research is used to show what is being done at present, with 
an 'indication of the quality, not just the quantity, of services being 
delivered. Future granting sources are more likely to fund programs ~..,hen 

evidence shows they have been effective. Of course, when a program is just 
beginning, there are no evaluative data to support it. In this case some 
programs have benefitted by being able to cite evaluative studies of similar 
programs elsewhere. 

A third reaSon for doing evaluation research in alternative programs is 
to find out what is happening in the program. Are staff members actually 

doing \':!1at their job descriptions say they are doin~? In what ways is the 
service delivery system being modified as a response to the ongoing 

development of the program? Program administrators like to think that they 
are always aware of everything that happens in their program, but this is 
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rarely the case. Evaluation research usually brings to light some facets of 
program operation that were previously unknown, especially conditions which 
need to be corrected. 

The fourth justifi cati on rests on the need to fi nd out more about the 
clients in the program. This parallels the third reason except that it 
concentrates on clients rather than on staff members. What are the 
characteristics of clients entering the program? Have these characteristics 

changed over time? How do the characteristics of clients produce different 
results from the same treatment? How do clients feel about the program at 
different points during their involvement and after they have left the 

Are there new services which program? How do cl i ents find the program? 
should be provided or emerging needs which shaul d be met? Each of these 
questions can be answered through a carefully designed program of evaluation 
resea~ch. One program modified its operations significantly when a survey 
of c11ents revealed a great desire for technical training and opportunity to 
prepare for GED exams. 

Another reason, the fifth, for maintaining a continuing evaluation 
program is to refine treatment used in the program. This refers to 
short-term adjustments in treatment systems that can be made, based on 
feedback received through evaluation about the effectiveness of these 

methods. To be used in this way, evaluation research needs to be a 
continuing process rather than a once implemented and completed procedure, 

The sixth reason for engaging in evaluations is to help plan future 
pr~grams. By taking a careful inventory of what an alternative program is 
d01ng at the present, and at the same time, finding out about client needs 
and the effectiveness of treatment modes, plans for future programs can be 
developed with a reliable data base. This not only increases the chances 
that future programs wi 11 be successful, but it al so can increase the 
support that knowledgeable board members will give to these program plans. 

Although none of these previous reasons for maintaining an ongoing 

evaluation research effort deal with what is normally thought to be the main 
reason for dcing evaluation studies, that is, to find out to what extent and 
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how \'/ell the program is reaching its goals, tlhis is obviously an important 

topic. This is particularly true with the increasing demand for social 

services program accountability. While many administrators are 

understandably leery about committing themselvE!S to an evaluation study that 

claims to summarize the value of their entire program in one document~ the 

value of evaluation results far outweighs its threat to the program or to 

the administrator. For the most part, only ineffective administrators or 

poorly operated programs need fear program evalu,ation. Nevertheless, many 

administrators may distrust the evaluation process~ although they feel 

personally confident about the quality of services delivered by their 

organization, because they do not understand its current use or its 

potential value. This opp,osition to evaluation reflects a misunderstanding 

of the potential benefits of the evaluation process. 

The primary purpose of program evaluation 'is not to make judgments about 

the program as a whole, but i~ather to meet the needs of program 

administrators, funding agencies~ or other interested parties through a 

flexible and more objective process than is usually, follo\'/ed. By securing 

objective data from clients and other parties and by measuring prog?'ess in 

relation to goals, the evaluator is able to get a more objective picture of 

program elements and is not left to make 'impressionistic or subjective 

judgments. Evaluation, however, tends to be most effective when carried out 

by impartial skilled evaluators. Evaluation is quite different from project 

monitoring~ which is important in itself. While the latter tends to focus 

on matters like body counts and the number of times each staff member 

provided a type of service, evaluation efforts generally focus on program 

impact and effectiveness. If programs cannot afford the cost of evaluation 

and monitoring activities, monitoring must be a minimum requirement. 

Another important point about evaluations is that measurement 

instruments need to focus on the vari ab 1 es that are most strongly affected 

by the program and that these instruments must be sensitive enough to pick 

up whatever changes are occurring in the program's clients. This means that 

the choice of how an evaluation is to be done and what measurement 

instruments or indices are to be used is crucial and program administrators 

should be involved in the decision. A poorly conducted evaluation is worse 
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than none at all. The best evaluations are worked out between professional 

evaluators, who can offer technical advice on evaluation matters, and 

program administrators, who understand better than anyone else what the 

questions are that need to be answered in an evaluation study. When the 

evaluation proceeds with this kind of give and take between administrators 

and evaluators, or when it is performed in-house with the help of technical 

advice from qualified evaluators, the evaluations potential for positive 
contributions increases. 

Three possible foci exist for an evaluation effort: An evaluation of 

management, of the process of service provision~ and of the program's impact 

on the clients. ·In practice, program evaluations combine two or even all 

three of these foci. Each of these topics can be evaluated by different 

people, resulting in different levels of objectivity and sophistication. 

These evaluations can be routine in-house evaluations, in-house evaluations 

submitted to or conducted by the Board of Directors, site visits by 

licensing agencies, superficial evaluations required by funding agencies, 

intensive evaluations required by funding sources and implemented by outside 

professionals, and evaluations carried out by academic professionals as part 
of the research program. 

1. Auspices for Evaluation 

Routi ne 1· n ho se 1 t· - u eva ua 10ns consist of the continous 
monitoring of program activities by the program director. Informal comments 

made by clients~ parents, and representatives of other agencies are taken 

into account in these routine evaluations. When one ,asks the Executive 

Director how the program is doing, the answer usually received is based on 

this sort of informal in-house evaluation. The second type of in-house 

evaluation is an improvement over routine in-house evaluations in that it is 

of direct interest to the Board of Directors who either requested the 

information originally or who commissioned the data gathering. The 

information received by the Board, however~ is not necessarily any better 

than the data the Director uses in a routine evaluation. However, the Board 

of Directors may be more objective and less will ing to accept 

unsubstantiated statements as factua1 because the Board is furthf:!r removed 
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from the day-to-day operation of the agency than the Director. The 

advantages of these two types of evaluations are that they are inexpensive, 

can be easily molded to meet the immediate administrative needs of the 

program, and can give immedi ate feedback so that program changes can be 

implemented quickly. 

The next two types of evaluations are conducted by governmental 

f 1 "· s," ng are cons i dered 
agencies. Site visits for the purpose 0 lcen 
evaluations since they compare facilities with state standards. The 

licensing visits focus on the physical characteristics of the site and their 

adequacy . to meet client needs. They may also check management 

characteristics, but this is not the case in most states. The examination 

of the physical facility is often so cursory that deficiencies in the 

facility go undetected. Funding agencies also conduct routine auditing, 

mainly to ensure that the program is delivering the amount of service to 

clients that it claims to be providing. Documentation of case flow, intake 

'procedures, the adequacy of the facility, staff qualifications s., community 

relations), and referral practices may be requested. These evaluations ay'e 

generally limited to statistics on service delivery plus statements on other 

topics by the Executive Director of the program. 

Auditors are often sent from funding agencies to a number of programs in 

rapi d successi on SQ that they rarely spend more than one day at each 

facility unless there are signs that the program has deviated from its 

proposed operati ons or exhibits other i rregul ariti es. Generally, auditors 

make no attempt to check the statements of the E~ecutive Directors unless 

something is obviously wrong with the program. Because most alternative 

programs function at u moderately high level of efficiency these superficial 

evaluations are not useful in'helping the programs move from that level to a 

level of excellence in their service delivery. Such audits only catch those 

programs that are functioning at a substandard service delivery level. 

Because they take the Executive Director's word for so many things, auditors 

do little more than repeat the Executive Director's words back to him/her in 

their evaluation reports, which themselves are brief narratives t~ather~ than 

t t " t""' 1 ses Many of the annua-' evaluatiom~ research reports or sal s 1 co. ana Y • 
written by auditors from funding agencies are no more than two or three 
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pages in length. In addition to their superficiality, they often make both 

negative and positive statements that are not correct. For example, a 

negative impression picked up on a one-day site visit may be incorrect but 

may become a major factor in the two-page evaluation report that is written 

that 'evening in a motel room. If the program staff have no opportunity to 

correct this mistaken impression, it may be accepted as fact about the 

program. The advantages of these quasi-evaluative reports, however, are 

that they meet the criteria for licensing or continued funding and therefore 

are of value to the program. They generally do little else for alternative 

programs. They offer no sophisticated guidance in management or service 

de livery ~ and they are not sens it i ve enough to what is goi ng on in the 

program to be able to show meaningful differences from one site visit to 

another. 

Truly adequate and comprehensive evaluations are often performed by 

eva 1 uators who are external to both the servi ce delivery agenci es and the 

funding sources. Alternatively, in-house personnel m~y be used to carry out' 

most of the evaluative operations if technical expertise is acquired from 

external evaluators. In some instances, it may be necessary to have certain 

parts of the evaluation carried out by external personnel, especially if it 

is not in the client's interest to have these parts carried out by in-house 

staff members. For example, if information solicited from ex-clients in a 

follow-up study may prejudice in-house staff members against re-admitting 

these clients at a future date, the follow-up interviews should then be 

conducted by external pe(sonne 1. 

Consulting firms or academic institutions are often the best sources of 

objective and capable evaluators. It is not as difficult to find the funds 

to hire consulting agencies and academic institutions as it once was because 

evaluation money is increasingly being built into funding contracts for 

alternative programs. One government agency, for example, suggests that 15% 
of a program's budget be committed to program evaluation. If a substantial 

portion of the evaluation is to be implemented by an external source, then 

the contract should be put out for bids. The bidding process assures that 

the evaluations will be done competently because inferior evaluation 

proposals can be \,/eeded out in the bidding process. Because each funding 

- 163 -



r~ 

I 

I 

I { 

{' 

i.( 

(. 

-- ---.--------
-------~---------------------------.---.-

agency has areas it wants evaluated, any project anticipating an evaluation 
should investigate agency requirements thoroughly before signing an 
evaluation contract or commitment. 

The final method of ev~luating an alternative program is an academic 
research evaluation that is carried out by volunteer academic personnel. 
This differs from the previous type of evaluation only in that it is not 
funded. Because services are donated, academic researchers are not joined 

by consulting agencies in this \'/ork. Both of these types of externally 
conducted evaluations have the advantage that they are carried out by 
experts who have had experiences in evaluating similar programs and who are 
familiar with the profeSSional evaluation literature. Their interest is in 
doing the best evaluation possible rather than in portraying the program in 
one light or another. Frequently, it is difficult to separate bias from 
fact in an in-house evaluation. Even when they are carried out with 
complete objectivity, the fact that they have been conducted in-house leaves 

them open to community criticism. The op~nions of external evaluators are 
more likely to be accepted as objective by critics in the community and also 
by funding agencies. 

The disadvantages of external evaluations are their higher cost and the 
possibili,ty that the external evaluator will not work closely enough with 

program admi ni strators in measuri ng all appropri ate vari ab 1 es or will not 
use sensitive enough measurement instruments to be able to show the changes 
that are actually occurring in program clients. For this red~on, all 
evaluation proposals should be carefully examined for the degree to \'Jhich 
they commit the evaluator to work c·losely with program administrators. No 
evaluation study should be funded in the absense of assurances of 
cooperation and open communication between the evaluator and the program 
administrator. 

2. Foci of Evaluations 

a. Management Evaluations 

Management evaluations focus on the procedures or systems used 

- 164 -

" .~ 

by the agency director and his/her staff in administering the agency. In 
large agencies, there will be additional administrators and a wide range of 
policies and administrative actions to be evaluated. These large, complex, 
multi-mode agencies will find management evaluations essential, while small, 
informally managed programs will benefit to a much lesser degree. Some of 
the questions to be answered in management evaluations are: Is the 
admi nistrator usi ng management by objective or other planning procedures, 
and if so, how effectively? How clearly are the goals and objectives of the 

program formulated and how well are they communicated to service delivery 
personnel? Are the resources of the program, both human and material, being 
used in the most effi ci ent manner? How well does the alternative pr'ogram 
relate to other social service agencies in the communHy and to the 
community as a whole? 

The problem with management e.valuations is that they concern technical 
issues that do not directly touch O~ either the process of service prOV1Slon 

or its impact. It is entirely possible that a program having no positive 
effects on clients could receive an excellent management evaluation. The 
other side of the coin is that no matter how well a pl~ogram is doing in 
terms of service delivery or impact, it can still benefit from improvements 

suggested by a management evaluation component in a multi-dimensional 
evaluation. 

b. Process of Service Evaluation 

being delivered according to accepted professional standards. It answers 
such questions as what services are being del ivered, how they are being 

delivered, and what needs of clients are not being met. This evaluation is 
similar to a management evaluation except that it focuses on service 
delivery by lower level staff memb~rs instead of on management activities 
carried out by administrative staff. For example, a process evaluation 
deals with whether the therapeutic techniques used by staff members are the 
most efficient techniques available to achieve the goals set by the program. 

A process evaluation determines whether services are 
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c. Program Impact Evaluation 

The impact model is a more empirical and scientific model 
for program evaluation~ Ideally, it involves the ca:lculation of 
pre-test/post-test differences in client attitudes and/or behavior that can 
be attributed to the services delivered to the clients. This implies that 
the data used in impact evaluations are more objective than the data used in 
management and process evaluations. One problem with impact evaluations is 
that pre-test/post-test differences can never be technically nor fully 
attributed to service delivery unless there is also a control group that has 
not received any of the program services but on which similar 
pre-test/post-test differences have been calculated for the purpose of 
comparison. In the absence of a control group, one can only guess that the 
pre-test/post-test changes demonstrated in clients are due to services 
provided by the alternative program. 

The crucial question in any impact analysis is by what criteria should. 
impact be measured? Grant a,ppl i cati ons usually state specifi c goal sand 
objectives. Once these have been agreed on, there is a subsidiary question 
of how the achievements will be measured. Some of the statistics collected 
routinely in a program can be used for pre-test/post-test purposes, such as 
the number of disciplinary incidents or the amount and quality of 
parti cipati on in group therapy meeti ngs. Pre-test/post.-test differences in 
juvenile justice system contacts and home adjustment are examples of 
external factors that can be evaluated~ Evaluators who wish to test for 
differences in attitudes should first decide what attitudinal dimensions 
should be tested and then consult several of the recent reference volumes on 
attitude scaling to select appropriate scales to be used. Two of these 
volumes are r~EASURES OF SOCIAL PSYCHOLOGICAL ATTITUDES, by John P. Robinson 
and Philip R. Shaver (Ann Arbor, MI: Survey Research Center, Institute for 
Social Research, 1973), and SCALES FOR THE MEASUREMENT OF ATTITUDES, by 
Martin Marvin E. Shaw and Jack M. Wright (New York: McGraw-Hill, 1967). 

B. PLANNING NEW SERVICES 

A new service in a residential alternative program may evolve 
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without any previous planning process if a need arises. In one project, for 
example, new sE!rvices developed because youth who had no home to go to 
simply stayed at a program that normally closed in the early evening. 
However, usually the innovation of new services is preceded by planning 
procedures. In many programs visited by SERCL members, the planning process 
consisted largely. of the formulation of a good idea by the program 
administrator or Board member, followed by informational consultations with 
other key staff members, Board members and intereste'd community members. At 
this point, if funds could be found, the new service was added to the 
program's existing package of services. 

The initial idea may be stimulated by the program administrator's or 
other staff's perception of client needs, input from other alternative 
programs in neighboring areas, LEAA or other agency models and program 
suggestions, or perhaps no more than the realization that there is money 
available for certain kinds of services. In any case, it appears that the 
planning process for the impl~mentation of new services is rarely based 
empirically on a client need survey. In fact, the best predictor of the 
extensiveness of the planning process is how much is required by the funding 
agency. The more detail the potential grantor requires, the more careful 
the alternative program's planning process. 

One reason the planning process is so poor in many residential 
alternative programs is that program administrators have not performed the 
necessar.Y monitoring and evaluation functions in the past and, therefore, do 
not have a base of information or skills with which to adequately plan the 
ne~'1 service. f.or example, an analysis of the characteristics and needs of 
present clients and potential clients in the service area may never have 
been made. A careful evaluation of the resources available in the agency 
and other agencies in the community may never have been completed even when 
client needs have been carefully documented. A systematic evaluation of 
alternative modes of service delivery through which client needs can be met 
when the new service is implemented also may not have been carried out. 

Pl ann'ing new servi ces for residenti al alternative programs does not 
usually occur at anyone time during the year. Instead, it is accomplished 
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in connection with the filing of continuing grant applications. The plans 

that are required as part of these applications are usually the only plans 

ever formulated by alternative programs, and are generally written by the 

Executive Director of the program, sometimes with the help of key aides. 

Board members are sometimes heavily involved in the planning process, but 

they are just as likely to rubber stamp whatever has been presented to them 

by the Executive Director. The fact that program planning seems only to 

occur in connection with grant applications suggests a lack of independence 

in the alternative program's planning processes. To the extent that a 

program is pub 1 i c ly funded through grants, it tends to be dependent upon 

those grants and controlled by the funding agencies in precisely the same 

way other publicly funded programs are controlled. A disadvantage of 

planning around grant applications is that such planning tends to be done 

quickly and only at the last minute. The specificity of goals and 

objectives described in the proposal is usually no more than what is 

required by the funding source. Furthermore, what is proposed is only what 

the funding source is willing to support. 

In this situation, however, a residential alternative program may be 

able to secure flexibility which will allow it to add new services within 

each funding source budget, or to be able to change from one funding source 

to another source. This process is facilitated if the program is funded 

from multiple sources rather than a single source. The only programs with 

any significant degree of autonomy are those that are privately rather than 

publicly funded. Such programs have the luxury of being able to innovate 

new services with no more than the approval of the Board of Directors, if· 

sufficient funds are available or can be diverted. 

Three recorrunendations emerge from this discussion of planning for new 

services. First, an ongoing evaluation and monitoring system should be 

instituted in a program so that it can produce information that will be 

useful in planning for new services as well as continuing or modifying 

present services. Second, planning for new services should occur as the 

need arises rather than on an emergency basi s just before appl ications for 

funding renewal are to be submitted. Finally, the planning process should 

involve as many knowledgeable staff and Board members as possible, and 
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should also include representatives of significant private and public 

community agencies. One way to involve Board members in the planning. 

process is to have a weekend or even a week-long retreat at which all issues 

can be fully discussed without interruptions. 

c. NEW AND CONTINUING FUNDING SOURCES 

Most alternative programs begin with a single source of major 

funds. LEAA may have provided money through State Planning Agencies, in 

wh i ch case the money is generally reduced each year and lEAA. fundi ng is 

termi nated at the end of the thi rd year. The intent of the lEAA phase-out 

of funds is to encourage state and local funding sources, if the program is 

worth conti nued support, to assume responsibi 1 ity for it. Unfortunately, 

this requirement often turns the decision over to people who either lack 

information or who are not skilled in evaluating the quality of the program 

and who make their decision on local or state political criteria rather than 

service delivery ones. As a result of this policy, a number of useful 

residential alternative programs have been terminated in recent years. A 

second consequence of this phase-out policy is to encourage programs to find 

additional federal money, but through different mechanisms and funding 

structures. For example, some alternative programs have switched from lEAA 

money to Title XX money, which flows through state Offices of Youth 

Services. In one case, an alternative program marle the switch at the end of 

the second year of lEAA funding because of the anticipated phase-out 

period. Other sources of funding include financial "pass-throughsll from 

other agencies, welfare departments, juvenile courts, local governments, 

United Way, private foundations, or private donors. 

As residential alternative programs grow, they tend to add additional 

functions and find that single funding agencies are not likely to support a 

multitude of service delivery functions. They are, therefore, obligated to 

seek multiple funding sources, often as many as eight or ten for a single 

residential alternative program. In addition to the complications which 

result when some sources will only fund certain kinds of service delivery~ 

there is also the complexity introduced by certain sources that will only 

fund specific types of clients. Eligibility rules are promulgated by a 
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number of governmental agencies, so that some youth in a residential 

alternative facility may at least be partially funded by the welfare 

department while others are supported financially by the juvenile court and 

still others by private rather than public money. 

Contributions from private citizens and businesses may be sought on a 

local, regional or state~wide basis. Their support may be limited to 

speci al items, such as remodel ing the facil ity or buying neY! equipment, or 

it may be for general funding. Local funding is also possible in some 

communiti es through the United Way. One alternative agency s'.lbstanti al"ly 

. funds its programs through a state-wide mail campaign. Others are mainly 

supported by Title XX funds~ but also appeal to local businesses for funding 

and for donations of material for special projects. At least one program 

with a long history of success receives a' sizeable portion of its budget 

from individual contributions resulting from appeals within its community. 

A special source of local contributions is created when residential 

alternative programs request that parents pay at least part of the cost of 

services to the youth unless the parents meet low-income criteria. Again, 

this can be limited to special services such as medical costs, or it can be 

fee-assessed on a sliding scale for all services provided by the alternative 

program to the client. 

The examination of funding strategies in a number of alternative 

programs around the nation suggests that it is wise for programs to seek 

multiple sources of funding as early as possib1e. This strategy has the 

disadvantage of increased difficulties in record keeping and bookkeeping 

because each funding source tends to require a different type of reporting 

form for services delivered. However, this disadvantage is more than offset 

by two major advantages of using multiple funding outlets. The first is the 

multipl icity of services that can be offered when diverse fundi ng sources 

are used and the second is an increased chance for survival. Single funding 

sources can disappear, decrease their level of funding for a program, or 

decide that they will continue to fund some services) but not others. 

Alternative programs can reduce the extent to which they are at the mercy of 

funding agencies by having multiple funding sources. That way, if one 

s·ource will not pay for services that the alternative program thinks should 
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thei r area, perhaps another source wi 11 aSSUliie the 

This is practically the only way in which publicly funded 

alternative programs may maintain a reasonable degree of program autonomy. 

Some programs operate their own fund raising in the form of an annual dinner 

or annual fund appeal. Whi 1 e these procedures require concerted effort, 

they are helpful in generating a greater level of community and citizen 

involvement and support. 

A 11 programs that have survi ved for several years fi nd that they must 

1 earn to tap multi p 1 e fundi ng sources. In order to do thi s successfully, 

the program must have the support of commun ity and government a 1 1 eaders • 

Politics cannot be ignored, but politics alone may not insure survival.. 

Good eva 1 uat i ve data of management process and outcomes is at 1 east as 

important to the longterm life of a program. 
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PART THREE 

ORGANIZATIONAL MODELS 
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CHAPTER ELEVEN 

MODELS OF MANP,GEMENT IN COMMUNITY SETTINGS 

As the information presented in Chapters Three through Ten 
indicates, multiple factors within the community, affect alternatives to 
juvenile detention. The level and type of available resources, the level of 

social and political integration, and the culture of the community must be 
considered when decisions are made to set up residential alternatives to 

juvenile detention. In fact, they may dictate the form and the type of 
alternatives adopted by the community. In this ,chapter these factors are 

combined in the following set of models. 

A. RESOURCES AND CONSTRAINTS IN THE COMMUNITY SETTING 

Once a community has decided how committed it is to the 

deinstitutionalization of juveniles who do not need to be detained in secure 

facilities, several policy 'issues regarding implementation need to be 
addressed. First~ the community must determine the type and level of 

resources that are available in the community and elsewhere. Next, it must 
evaluate the existing service system and judge how the system will relate to 

any new components, and if and how it should change system phil osophy or 
operations. This decision must take into account community values and the 

degree of consensus and cooperation available in the community. The 
community must also decide who is to take the responsibility for beginning 

and continuing residential alternative programs. 

A first step in creating a system of residential alternative services is 

to determine the level of resources available in the community. Perhaps the 

most obvious resource in a community is the amount of money available in 
both the private and publ ic sectors to fund ao alternative to detention 

program. Community resources may be channeled to alternatives to detention 

in a number of ways. Wealthier communities use a large tax base on which 

they impose local taxes for the funding of alternatives. Without 
substantially increasing the burden of taxes upon citizens, they can expand 
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their court system to include a large referral system or to support programs 

within the police or welfare departments. 1,.lealthy communities are also more 

likely to have strong community charitable organizations such as the United 

Way. These communities may also have several private foundations that will 

consider grants to worthy social causes. 

Wealth in the community, however, does not always mean more assistance 

will be given for local residential alternatives to detention. In some such 

communities, alternative programs have a difficult time obtaining local 

funding due to philosophical differences or to an upper-middle class 

community's reluctance to admit that it has problems with its youth. In 

many of these communities, the prevailing belief is that the family in a 

financially well off area is a stable institution and non-family social 

services are unnecessary. In fact, wealthier communities often have as 

difficult a time as poorer communities convincing their citizens that 

alternatives to detention and other services are needed. Some programs, 

have had to disguise the alternative nature of their services to win the 

cooperation of the community. 

The wealthier community also has indirect ,benefits from its high level 

of resources. Because its citizens have more leisure time, they are able to 

volunteer their time to aid residential alternatives to juvenile detention 

programs. In many poor communities, citizens are more concerned with 

providing the basics for their families and have less free time to commit to 

volunteer activities. 

Other aspects of the community environment have an impact on the 

community-level management of residential alternatives to juvenile 

detention. The level of community volunteerism is affected by the level of 

cooperation and interaction between community groups. A community lacking 

this integration may have considerable conflict among the racial, ethnic, 

financial,or commercial groups. In these communities, concerted action is 

often difficult. On the other hand, a well-integrated community is one 

where the community groups and interests have a harmonious working 

relationship and are able to resolve intergroup difficulties. Communities 

with a low level of integration may have to choose a different strategy for 
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creating a system of alternatives to juvenile detention than those with a 
high level of integration. 

The cultural environment is another factor that affects the setting in 

which alternatives to detention programs must operate. Sometimes it is 

conditioned by a political philosophy. In some areas, a political group 

will oppose any institution for the resolution of juvenile problems other 

than the natural fami ly. The commitment to the family by these groups is 

often very strong. On the other hand, the family in other subcultural 

sett i ngs may be so devastated that no support for any extern a 1 soc; a 1 

services, such as residential alternatives to juvenile detention through the 

family structure, can exist. In this situation, the family cannot be relied 

upon to help support the goals of these alternatives. 

In other locales, the philosophy of state government affects the 

availability of resources. Some states have a high commitment to social 

services and wi 11 provi de monetary and human resources to suppl ement the 

local community's effort. In other states, the lack of financial resources, 

which can limit t.he commitment' of state government, may make alternative 

services 'very difficult to establish. In these states, communities have to 

seek othe'r sources of funding for their progr'ams. In some instances, they 

must convince the 'states to manage Federal IIpass-throughll money to 

communities, such as is done under Title XX. Several programs have done 

exactly that, and they are now relatively secure in their future funding. 

B. DESIGNING AND OPERATING MODEL SYSTEMS 

Seve!ral prototypes of programs for alternative services to 

juveniles are possible within the context of the resources and constraints 
that may ex-ist within communities. 

. 1. The Theoretical Foundation of Alternatives to Juvenile 

Detention 

Tlle following presentation of the prototypical models is 

'founded upon a number of theoretical assumptions. The first is that the 
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local community is ultimately the cheapest and most effective provider of 

servi ces to juvenil es. Second, the community is primari ly responsible for 

the prevention of delinquency and for the provision of services to its young 

people in need. Third, because communities differ in the volume of 

resources locally avai·lable for detention alternatives, state and federal 

resources should be used to supplement inadequate local resources or to 

provide seed funds where such services are nonexistent. Fourth, the local 

community should be responsible for determining how it will organize itself 

to provide these services. By taking on this responsibility, local 

officials and concerned citizens will learn to communicate better with each 

other and to organize themselves in a more effective manner. Fifth, the 

local community will have to accept the Federal and state governments' 

statutory 1 imitations on the types of juveniles who can be detained in 

secure facilities. This issue can only be resolved in the long run if 

communities accept responsibility for developing residential alternatives 

for juvenile detention programs. Although these communities will take issue 

with the authority of the Federal government and many of the state 

governments to impose such dictates upon local communities, most objections 

of this kind have no basis in law. In some communities, resistance to 

Federal policy has resulted in conflict among community service providers 

and has significantly reduced their ability to provide services. 

An additional assumption supporting this study is that the resources 

available in the community and the characteristic aspects of the community 

setting determine to some extent the type of program \'/hich can evolve. 

Based on judgments from a limited sample, there seem to be some differences 

between the types of program provided by wealthy communities and those of 

poorer urban communities. Isolated rural communities and nel'ler suburban 

areas show still different configurations. It also appears that communities 

which are small enough to have well-integrated leadership in the provision 

of social services organize a different service delivery system than other 
commun iti es. 

In other situations, local historical circumstances may determine the 

type of program that emerges. For example, a history of public or 

government participation in the provision of services will generally result 
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in an extensive, publicly-funded commitment towards residential alternatives 
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to juvenile detention. Newer communities, on the other hand, are apt to 

develop much differl=nt responses to these needs. Rapidly developing' 

suburban communities may start extensive volunteer organizations which are 

independent of publicly-funded agencies. Perhaps a wea"/thy community's most 

important resource is the organizational skills of some of its members and 

the free time homemakers ,and others have fay' volunte(~r work. Then, too) a 

serious commitment to mak'ing the community a better p'1ace to live encourages 

volunteer participation. 

Based on study of these and other factors, four models of residential 

alternatives to juveni 1 e detention appear feasible. They are based upon. 

those variables in the local cOl1iTJunity which seem to be crucial for the 

management of alternatives. Additionally, they take into account the extent 

of resources available in the corrrnunity and other aspects of the community 

setting. These models are labeled: 1) The Grassroots Organization, 2) 

Pub 1 i cly-Funded Community-Based Network, 3) Grant-Funded Service Cluster, 

and 4) Pub 1 i c ly-Operated. Agf:ncy. 

a. The Grassroots Organization Model 

1) Des;cription 

Th'; s servi ce delivery approach is primari ly 

dependent on a high level of commitment and volunteerism in the community. 

Its form is much like thf: hundreds of IIcommunity organizing" groups which 

have emerged throughout the country to address local problems. It consists 

of a small group of committed leaders and organizers who reach out to 

mobilize greater numbers of people in the community. Its operating mode is 

to bri ng the relevant resources from the corrrnunity and elsewhere into a 

service organization. It inspires volunteers to commit themselves and their 

time to the cause of providing services and then trains them as members of 

the organization. 

The grassroots organization generally sees other service providers, both 

publicly and non-publicly managed, as components of a system to be brought 
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into a growing coal iti on. The organizati on may write other organizations 

into its funding proposals, cooperate with these units on requests for 

services and work with them to build joint projects. By these methods, the 

organiza~ion creates linkages to a large portion of the service delivery 
network in the local community. 

2) Service Arr~ngements 

The grassroots organization has a central core of 

administrators, volunteer coordinators, and program coordinators. The 

professional core provides only a small portion of the direct services. 

Most of the grassroots effort is directed towards recruiting a.nd directing 

community volunteers, coordinating funding proposals, interacting with other 

. service providers, and referring clients to appropriate services •. 

Volunteers provide such services as informal counseling, transportation, 

foster home care, management of the funding effort, and interaction with 
other service agencies. 

3) Community Settirra 

Although .yolunteerism is generally higher in 

affluent communities, a great deal of wealth is not required for the 

implementation of the grassroots community organizer model. All that is 

required is sufficient funds to begin the administrative core. This can 

often be accomplished by a grant. Although organizational skills and 

knowledge of the community are more prevalent in m'iddle class communities, 

they are also available in communities of limited financial means. Thus, 

all that is required from the community setting 'is a small amount of seed 

money and energetic organizational work by a small number of committed 

peopl e. Resi denti al alternatives may be encouraged by a mother· whose son 

was mistreated by the police while in jailor a women's club that believes 
it may help youth best by developing a short-term group home. Some of the 

most effective programs were initiated by a church or a league of churches. 

They had the advantage of a formal church organization to begin with and a 

neblOrk of social relations which could be counted on for everything 

volunteer help with foster care to legal advice and construction skills. 
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4) Advantages 

The grassroots community organlzlng model has a 
number 'of advantages. First, it has a ve'ry low cost due to the high level 

of volunteer commitment that marks its operation. Volunteers do not require 

extensive salaries and oth~r benefits. Because it uses such volunteer 

servi ces as vo 1 unteer foster homes, it may not need to rent or purchase a 

building. Another advantage is that Federal funding agencies are often very 

impressed 'with an organization that is strongly 1 inked with other service 

organizattons within the community.. Communities that have a high level of 

cooperati on and a strong commi tment to prov; di ng servi ces are generally 
considered good funding risks. 

Extensive community links are vitally important to the political 

rela.tionships of the residential alternative to detention program. Because 

there is often considerable political resistance to the development of 

detention alternatives, this mode of service provision has two distinct 

advantages. One, it does not depend upon any centralized institution-like 

residences, and two, it is interwoven with groups in the local service 

provision network. Thus, it is able to join with other frequently more 

politically attuned local groups to secure the ends desired by the program. 

By participating in a consortium of effort, the grassroots model is able to 

press "its demands upon state legislators and state agencies. This enables 

the program to have greater power than its size would normally dictate. 

5) Disadvantages 

Perhaps the most important element in the success of 
this progY'am type is a committed and energetic central staff, that can 

recruit volunteers and maintain the extensive communication links required. 
This commitment oj's very difficult to secure and is even more difficult to 

maintain, especially if the community is unsupportive. 
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6) Management Tasks 

The grassroots-community organization model is 

unique in that the organization itself provides only some or, in some cases, 

none of the services. That is, the organization serves as an analyzing 

structure, linking the existing service providers and public agencies in the 

community with the needs of the clients. It does this by providing 

temporary homes, transportation, short-term counseling, and the impetus 

necessary to get the cl i ents to the service. The central management acts 
more in an administrative and less in a service delivery capacity. These 

tasks are directed toward securing nonmonitary resources from the local 

community and creating networks between existing service providers. 

Communication, conflict resolution, coalition building, volunteer 

recruitment, and collective action are all necessary managerial skills. 

b. Publicly-Funded Community-Based Contract Network 

Model 

The publicly-funded community-based contract network, the 

second model, consists of a pu~licly-managed agency (e.g., police department 

or juvenile court system) which contracts with various providers for 

services through a system of purchase of service contracts. When the need 

arises to house or provide other services for a juvenile, the referring 

agency will send the juvenile to the appropriate service outlet and will pay 

the agency according to the terms of a pre-existing contract. The contract 

in many cases is r~bid yearly. 

Typi ca lly, the referri ng agency annually announces that it wi 11 accept 

proposals for service delivery to juveniles from local service providers. 

Under a competitive bidding process, the best offer(s) of cost and quality 

of services are then selected. Contracts are signed, giving the central 
referral agency a system of service pl acement to draw upon. Payments are 

made according to a per diem or per hour rate, depending upon the type of 

service offered. Generally, no provider is guaranteed a specified number of 

clients or hours because referrals are in relation to need, which itself is 

variable. 
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1) Service ~r.rangements 

The service arrangements under the publicly-funded 

community-based contract network should be flexible in order to meet the 

needs of the juven i 1 e. When new or rev; sed servi ces are necessary ~ a mere 

annQuncement by the referral source that it will accept proposals for a 

needed type of servi ce shoul d stimul ate servi ce provi ders to develop the 

service. If the central referral agency finds an existing service is 

unsatisfactory, it usually can stop referring clients to it and find 
alternative services. 

2) Community Setting 

The publ icly-funded community-based contract network 
appears to work best in metropolitan areas where a large number of service 

providers are available. In order to justify the creation of a 

multi-faceted service network, a jurisdiction needs clients. The costs of 

such a network alone are extensive. The large tax base needed to support 

such a multi-faceted network is nor~mally only available in a metropolitan 
area. 

Despite these problems, a modified version of this model will work in 

rural areas where there is a single outlet or a limited number of service 

outlets. It reduces the amount of competition between service agencies, but 

the "network" may still be established if an effective agreement can be 
reached with competent service providers. 

3) Advantages 

This form of organization has a number of 
advantages. It allows the publicly~funded agencies to maintain some control 

over the quality of services delivered. For example, if the publicly-funded 

agency is unhappy with any contractor, it may merely stop referring clients 

to it and deny it part of its funding. Second, this system allows the court 

or police systems to have some control over their clients, particularly if 
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the court is the referral agent. A judge may place a child in one of these 
agencies and require the child to receive specified services. If the child 
leaves the service agency, s/he may then be cited for contempt of court. 

Another advantage of this system is that it provides, in many 
jurisdictions, service at a lowey' cost than is available to individuals 
generally •. This system does not require the creation of a large public 
service bureaucracy and offers the advantages of competition within the 
public service framework. In most instances, the private service providers 
compete with their peers for a high quality service at a reasonable cost. 
If the quality of service is too low or the cost of the service is too high, 
the referral system may seek out other providers. 

4) Disadvantages 

A potential disadvantage of this approach is that it 

requires a commitment of local funds. In many communities, the local jail 
has served as the only publicly-funded residential alternative for 
juveniles. Because a single public jail may house both juveniles and 
adults, fixed costs are low. Yet, this ~ystem will fail to meet the 
requirements of juveniles who need not be institutionalized. Local funding 
commitment is lessened, however, because the creation of an alternative 
contract-funded system generally provides a lower per diem rate than 
detent'ion and allows a higher level of services to juveniles than usually 

provided by publicly managed alternatives to detention. 

The network established under this approach does not have to serve 
exclusively the 'clients of the juvenile justice system. Nothing prevents 
the network from serving other juveniles or from seeking other funds. 

5) Management Tasks 

The management tasks for the staff of the central 

referring agency are quite simple. Other than the annual proposal and 

contract procedure, the staff needs to refer cl i ents to the appropri ate 
service provider, review claims for reimbursement, and disburse funds. 
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Perhaps the most difficult task is to monitor the provided services. This 
must be done to guarantee quality of services and to insure that sufficient 
cost controls are present. 

The proposal and contract award procedure occurs annually. At this 
time, the central referral agency announces that it is funding services, 
receives proposals, negotiates contracts, 'and sets rates for 
reimbursements. When this has been done once, the procedures are clear for 
later years. After that time, rates are fairly well established, quality of 
service is well known, and increments to the system will be relatively 
small. Management tasks for those who provide services are similar to those 
of service providers described in the previous chapters. 

c. Grant-Funded Service Clusters 

1) Description 

In locations where external funding must be 
provided, the grant-funded service cluster is an appropriate model. 

The grant-funded cluster has become a common model throughout the United 
States. It consists of an agency which provides a multiplicity of services, 
each supvorted by a different funding source. Typically, it is the result 
of a program which has successfully secured several grants. The more 
successfully managed programs have been able to maintain multiple long-term 
funding outlets. 

Typically, the building of a grant-funded service cluster is 
accomplished by a small group of committed people who pool their efforts to 
write a proposal. Once the proposal is funded and the services are being 
provided, the group begins to realize that many more services are needed in 
the area. They might then write additional grants to provide expanded 
services, using the same administrative infrastructure. If they are 
successful, they will include from three to as many as twelve different 
external funding sources in their budget. This allows the group to provide 
a 1 arge number of servi ces where 1 oca 1 support is low or nonexi stent and 
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also permits them to offer some continuity in service provision. Although 
many grants have a time limit, the loss of one terminating grant may be made 

up by other funding sources. 

Often, a grant-funded service cluster will stimulate local interest in 
providing more services. If constructively administered, the program may 

begin :to train community volunteers and to educate local political leaders 
and other interested pariies to social service needs. The success of this 
program in meeting genuine needs can often create a constituency which in 
turn presses its own demands on local government for approved services. 

2) Service Arrangement 

Within each of the components of this cluster, 

service provision is much like that in single mode agencies. 

3) Community Setting 

Local resources in many urban and rural cO,nmunities 
of the United States are not sufficient to fund an alternative to 

detention. Either the area is too poor, or the tax base is too small to 
support extens i ve soci a 1 servi ces. Resources other than money are a 1 so 

lacking in some of these places. Organizationl ski"lls, volunteers, and 
referral systems are often unavailable in some of the poorer communities. 
Thus, outside resources must be sought. Although this form of service 
delivery can be provided in nearly every community in the country, it seems 
most appropriate for those communities which cannot otherwise provide 

services. 

4) Advantages 

The grant-funded service cluster in some communities 

provides the only source of funding. In such areas, it can channel the 
nation's resources to the areas of greatest need. It also permits the quick 

transfer of skills and innovative programs as needed. An additional 
advantage is that the Federal funds it secures are often free of local 
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pol itica 1 power struggl es. Local resi stance often gets transferred to the 
pol itical system, which in turn dec1 ines to fund services to adolescents. 
By using Federal (or in some cases, state) funds, this problem can be 
circumvented. 

Another advantage is that a group within the community, which may not be 
able to secure an adequate portion of the community's resources, may now 
have an alternative source of funds. Minority groups within a community, 
for example, have been known not to receive local funds in proportion to 
their needs. This is especially true if the minority is a racial or ethnic 
group or an adherent to a particular political or service philosophy. When 
such groups are excluded from the normal flow of local resources, they often 
turn to Federal or state outlets for additional resources. 

5) Disadvantages 

The major disadvantage of relying on external 
funding for service provision is that the local community ,generally does not 
have control over those funds. Federal units have a time and money 1 imit, 
and a local community may find itself without a program when Federal funding 

'or priority patterns change. Often, the feedback process between the local 
community and the funding source is slow or nonexistent. This prevents the 

local community from communicating with its funding source and recommending 
changes within the service provision system. At other times, funding is met 
by frequent delays and marked by alack of knowl edge about the bureaucrati c 
procedures the community must gO,through to secure continuing funding. 

A further disadvantage is that reliance on external funding does not 
permit the local community to develop its own resources and resolve its own 
problems. It does not provide incentive for local political groupi to 
organize themselves and take the responsibility for providing these 
alternative services. However~ the program itself can provide incentive 
independent of the fundi ng source. One program of thi s type perceived a 
grant funded program as the only way of meeting its community needs. In 
this case the community was a poor racial minority. The larger metropol'itan 
area was not responsive to the needs of this minority group. Federal funds, 
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however, allowed it to take the initiative in solvi'ng some of its problems 

with juveniles. 

6) Management Tasks 

In the grant-funded service cluster, the principal 

management effort must be to organize its resources in proposal writing and 
in the management tasks necessary to coordinate various grants. Because the 

reporting requirements and financial systems may be different for each 
agency of government provi ding funds for thi s organ;-zati 01], the financi al 
system may become cumbersome and a major commitment of staff time and energy 

will have to be made to maintain the system. 

d. Publicly-Operated Agency 

1) Service Arrangement 

The Publicly-Operated Agency Model is very common in 

many small and medium-sized cities throughout the United States. Cons~sting 
simply of local community funding and a publicly-operated alternatlVe to 
detention program, it is sponsored and funded by a city, town, or county 
government. In some cases, the alternative is associated with a detention 

facility. Because philosophies between detention and alternatives sta~fs 
vary considerably, the link is strongest when it is made between the unlts 

at the highest managerial level. 

Because the publicly-operated alternative to detention program is able 
to meet most of the needs of a small community, there is often little demand 
for a wider range of services or a more complex organizational type. 
However, local communities may choose to institute a shelter home, a home 

detenti on program operated through the court system, or 'intensive day 

services. 

2) Community Setting 

The pub 1 i c ly-operated agency is most appropri ate in 
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" small to medium-sized communities where privately-operated services are not 
av.ailable and where the local community believes that it is the 
responsibility of the local government to provide such services. Under this 
approach, the policy process is largely controlled by local political units 
and, therefore, by the local citizens. Where local citizens are involved 
with services of the local government, this model works best. 

3) Advantages 

A major advantage of the publicly-operated agency is 

that it has a stable local community funding base which allows it to provide 
services through a centralized organization. 

4) Disadvantages 

Among the disadvantages of the publicly-operated 
agency is its dependence on tax funds from local tax revenues. In times of 

fiscal difficulty, the alternative program may be forced to suspend a 
portion of or all operation or to fire staff. However, institutional 
"resurrecti on" may be easi er if funds are 1 ater secured. By associ ati ng an 
alternative program directly with a detention program, the two organizations 
may grow closer together in philosophy and in service provision, thereby 
giving the alternative program greater strength and survival potential. 
However, this ass0ciation may undermine the deinstitutionalization effort, 
especially for youth who do not need to be detained. The potential for this 
happening is much gl~eater in this model because of the centralization of 
management and the closeness between detention facilities and a1tel~natives 

to juvenile detention. 

2. Community Size and Selection of Treatment Modes 

The need for services varies according to co~munity size. Due 

to their size, smaller communities must make difficult choices when 
constructing an alternative service network. While larger communities must 

also make chOices, their choices are structured differently than those of 
smaller communities. 

- 187 -



( 

( 

c 

( 

" 

In general, smaller communities must select and prioritize the services 
which they intend to deliver. Medium size corrnnunities, which have greater 
flexibility, also need to confront these monetary barriers to the 
construction of extensive service networks. Larger corrnnunities, on the 
other hand, must sometimes overcome problems of fragmentation of services 
and size of the environment in order to deliver services effectively. 

a. General Guidelines 

Given these probl~ms, some guidance is possible in 
understanding what treatment modes may be introduced effectively into 
communities of differing sizes. 
size can be addressed fully, 

However, before the problem of community 
several general guidelines useful for 

communities of all sizes and levels of development should be considered. 

1) Meeting the Most Pressing Needs First 

Because starting a highly specialized program which 
does not meet the bas i c needs for juveni 1 es is a waste of communi ty 

resources, a needs assessment should be undertaken early. Among the most 
pressing needs are housing, food, and crisis counseling. Children who are 

awa iti ng court dates, who have run away, or who have been expelled from 
their homes by their families may need a crisis center outlet. Thus, 
communities with no services to juveniles must meet these needs first. 

2) Developing Simple Programs First 

Starting an alternative to detention is difficult 
enough without attempting to do too much too soon. Program planners should 

begin· with the most fundamental needs and establish a workable program with 
good linkages to the community before branching out and trying to meet other 
needs. 
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3) Working With Short Term Before Longer Term Options 

This goes hand-in-hand with identifying primary 
needs. Many juveniles do not know what they need or what alternatives are 
available to them when they are in trouble. It is not feasible to talk 
about long range solutions before the short range problems are addressed and 
potential crises stabilized. Once this has happened, service "d provl ers can. 
then begin to discuss longer range options with the juvenile. 

4) Developing Flexible Options in Smaller 
and Previously Unserved Communities 

A 1 though parts of thi s manual have presented 
treatment modes in service types as l"f they "'ere d" t "t" 

rY lscre e entl lGS, many of 
these modes can b(~ combined for small programs. 

5) Developing Wide Range Over Narrow Range Alternatives 

This principle applies particularly to 
where the only alternative to juvenile detention is the street. 
community creates a moderate1y secure facility, it should have 
unit that can address the widest possible range of needs. 

communities 
Before that 

a non-secure 

6) Developing a Longer Term (Over One Week) Facility 
as the Need Arises 

Communities must guard against a too rapid expansion 
of treatment types. If a program expands more rapidly than need dictates, 
resources may be wasted and credibility problems may arise. 

7) Finding Out What Needs Are Already Being Met 

Parti cul arly in 1 arger communiti es it is important 
for citizens wishing to start an alternative to detention to find out what 

other service providers are doing. This will help to determine what needs 
are currently being met and at what capacity those services are now 
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Thl' s search shoul d reveal what needs are not bei ng served and operating. 
what kinds of programs are necessary to address those needs. As a result of 
this 'investigation a system of alternatives which may overlap but not 

duplicate other services may be constructed. 

8) Determining Community Support for Kinds 

of Treatment Modes 

Beginning a new treatment mode without community 

support is ri sky and may' 1 ead to program fai 1 urea Programs i so 1 ated from 

the community-at-large fa.ce difficult times in trying to provide services. 

9) Determining Demand for Specialized Services 

In most small cities and towns, specialized services 

such as independent 1 i vi ng arrangements, psycho 1 ogi ca 1 /psychoti c treatment 
. k"ll ms and alternative education programs, adolescent child carlng S 1 progra, 

prog11ams may not be feasible for the number of clients needing services. 
Thus, any service provider should anticipate the demand for services in an 
area before cons i der i ng development of a treatment mode. If there is an 
insufficient number of juveniles requiring a treatment mode~ th-js service 

should be regionalized. 

b. Services in Relation to Community Size 

Applying these guidelines to communities of different 

sizes results in some explicit recommendations. Citizens of very small 
communities can generally afford to address only the most basic needs of 
juveniles within their communities. For very small communities~ the most 
plausible alternative is a short term group home and emergency shelter where 
young people can go if they are having difficulties with their families or 
they need housing for a few days. However, the length of stay permitted in 
the group home should be no more -than one month~ because longer stays are 
incompatible with the short range services provided by an emergency shelter 

facility. Once this program is established, the next logical step is to 
create a longer term foster home network. For small communities or rural 
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areas this need may be met by locating five or six families with only two or 
three families actively housing juveniles at a time. Perhaps one or two of 

-these families may serve children who need a longer term place to stay. 

Most smaller communities or rural areas cannot support a more 
sophisticated network; thus specialized forms of treatment should be 
provided on a regional basis. Unfortunately, the only way to provide 
efficiently for regional needs is by creating long term residential 
programs. However, many of the more specialized needs such as psychological 
treatment _ services require a long stay and involve the possibility of 
institutionalization . 

Smaller communities and rural areas generally have an advantage in being 
able to work very closely with the families involved and with staff of a 
regional detention center. This close personal contact should permit people 
living in rural areas to accomplish many tasks that would be more difficult 
in larger locations. 

In communities above 30,000 - 40,000 residents, an alternative service 
network will probably generate a demand for more sophisticated serviGes. In 

communities of this size it may be possible to separate the short term
crisis centers (overnight to one week) from the short term group home (one 

week to une month). This differentiation is necessary because the intensive 
needs of youth in crisis require different services than juveniles who have 
stabilized their lives and need some longer term work towards resolving the 
problems which brought about their situtation. Again, communities of this 
size can rely upon a foster home network to provide longer range care. 

When a community reaches a 70,000 - 80,000 people, even more specialized 
services can be provided. At this point, blo or three crisis centers, 
serving different communities, and both a short term and a long term group 
home can be supported. When this size is reached the needs of juveniles can 
justify the creation of more specialized services such as alcohol and other 
drug counseling, job training programs, alternative education programs, or 

day treatment facilities. This is not to say that smaller communities 
cannot provide these services, but it is doubtful that they will produce the 
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demand for separate agenci es or separate components withi n '1 arger agenci es 

to provide these services. Rather, smaller communities would do' \'1ell to 

recruit counselors or other staff members who have skills and experiences in 
providing more specialized services. These skilled personnel can provide 

those services within the structure of a less specialized agency. 

Communities with a population over 100,000 can generally ,afford most of 

the specialized services necessary for the provision of all juvenile needs. 

In addition to the above mentioned services, larger communities, ca!1 afford 

to set up independent living skills programs~ adolescent" ,child care' 

programs, alternative schools~ learning disabilities and other spe'cial 

education schools, and psychological treatment centers. These specialized 

cenV=rs may be independent agencies or may be components to a large 

mUlti-component agency. 

Communities of over 100,000 can elect to develop multi-component 

organizations. Multi-component agencies provide a wide variety of services 

under vari ous treatement approaches and have the capaci ty to provi de a more 

coordi nated range of servi ces. HO~/ever, a communi ty must be prepared' to 

provide the overhead costs for such an organization. When an, organization 

reaches a certain size and complexity, 'it must develop organizational 

components such as a personne 1 department, a fi nance department, and an 

Executive Director with more management than treatment responsibilities. 

Only larger communities can afford to develop these functional spE.~c.ialities 

withi n their organizati on. Small er communities gener'ally do not create a 

demand for the services of such a large organization. Only where the 

treatment needs encompass a large number of juveniles and treatment modes is 

this type of organization feasible. 

In many respects, alternative service networks in the largest urban 

areas are very much 1 ike those described for cities around 100,000 in 

population. What is generally the case in'larger urban areas is that a 

number of systems, similar to those in a medium size or larger community, 

develop in different sections of the metropolitan area. Each of these 

service systems may then serve a particular part of the city or a specific 

racial or ethnic community, although it may do so independently and not as 
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part of an administrative superstructure providing services to an entire 

city. Once an agency has four to five treatment components it begins to 

reach a natural effective growth limit. At this time it must limit its 

expansion and depend upon someone else to begin other organizations in other 

areas of the city or risk the costs incurred in expansion. 

The complexity of large c'ities requires a professional administrative 

superstructure to deal with the external demands upon the organization. 

Large publicly funded bureaucracies, unresponsive business and governmental 

organizations, and a variety of communities and cultures to be served demand 

specialized administrative effort. Thus, a separation of administrative and 

treatment matters becomes a necessity for organizations serving large urban 
areas. 

3. Concl usi ons 

People who wish to start an alternative to detention in a 

community of any size should survey services already be~ng provided in the 

area by other agenc i es. Thi s exami nati on shoul d focu,s on the treatment 

modes currently being provided, as well as on the areas of the city and the 

types of cultures presently being served. Thus, in situations where there 

are already alternative service networks, new providers must carefully 

determi ne that the needs they are address i ng are real. On ly then can the 
potential of residential alternatives to juvenile detention be realized. 
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The following Appendices contain s~ple doc~ment~ from fac~lities 
t dO d b the SERCL staff in its examinatlon of resldentla~ alternatlv~s to 
ju~e~~le ~etention centers. The fictionalft~ttleh IIReside~:l~l :~:ie{in;;.lVe~~ 
I" rs wherever a document call s 0, e name . 
A

nc • d?ppeJa all titles of agencies and services providers other than ppen 1 x , f ° to 1 
"Residential Alternatives, Inc." are also lC lona • 
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POSITION: 

STARTING DATE: 

SALARY: 

FUNCTIONS: 

APPENDIX A 

SAMPLE JOB DESCRIPTION AND RECRUITMENT 

BULLETIN FOR EXECUTIVE DIRECTOR OF 

MEDIUM-SIZE NON-PROFIT PROGRAM 

Executive Director 

Approximately (date) 

$20,000 per annum, negotiable. Plus fringe benefits 

Residential Alternatives, Inc. is a private, non-profit, organization that 
provides family crisis counseling; assistance to runaways and their families; 
temporary shelter to youth in crises; and certain "othel" human services. 

DUTIES: 
The Executive Director- is responsib'!e to the Board of Directors for 

implementing policy, current and future planning, preparing grant and contract 
proposals and negotiating grants and contracts, developing funding sources, 
budgeting, fiscal control, personnel administration, organizing, superv";sing 
and directing IFC staff and programs, quality control, public relations, 
developing standards for human services programs, and developing criter-ia for 
legislative input. 

QUALIFICATIONS: 
This position requires a suftable background of education and experience 

in both human services and management. The applicant shall evidence skill in 
relating with people from all walks of "life; in leading people; in oral and 
written communications; and in counseling and other human. services. The 
applicant shall be a person of good character and integrity:. and shall exhibit 
other qualities such as dependability, initiative and industry. This position 
requires, above all, a caring person who has a deep concern for the well-being 
and progress of both individuals and families. The applicant must be flexible 
regarding hours of work. Residential Alternatives, Inc. provides services on 
24-hour basis and the Executive Director must often work or be available 
during long or irregular hours to meet the demands of the position. 

TO APPLY: Send Resume, qualifications and a statement indicating why you want 
this position and what you believe you can offer Residential Alternatives, Inc. 

FOR MORE DETAILED INFORMATION: Write, do not call, Residential Alternatives, 
Inc., Executlve Dlrector Recruiter. 

APPLICATIONS MUST BE RECEIVED no later than{date). Applicants will be 
notified of results of preliminary screening by (date). 
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PRO~OSED JOB DESCRIPTION 

I. INTRODUCTION 

The incumbent of this position is the Executive Director of 
Residential Alternatives, Inc., a private not-for-profit corporation 
established to provide certain human services as specified in the IFC charter. 

II. MAJOR DUTIES AND RESPONSIBILITIES 

The Executive Director is responsible to the Board of Directors for 
personal and organizational performance directed toward the accomplishment of 
Resi denti al Alternatives, Inc. purposes, goals and objectives in accordance 
with policies and programs defined or approved by the Board. 

A. Policy 

The incumbent implements all Residential Alternatives, Inc. 
policies. When s/he perceives a need for new policy, s/he formulates 
proposals and presents them to the Board for consideration. 

B. Planning 

The incumbent is responsible for: 

1. Creati on and deve 1 opment of the Res i denti a 1 
Alternatives, Inc. "visions" of what is possible and what is ahead. In this 
proess s/he will entertain and include inputs from staff, Board members and 
others as appropriate; 

2. Planning of all programing. 

C. Funding 

The incumbent ;s responsible for: 

1. Prepari ng grant propos a 1 s and conduct of grant 
negotiations; 

2. preparing contract proposals and conduct of contract 
negotiations; 

3. developing sources of funds; conceiving and conducting 
fund-raising activities as needed; and 

4. communicating w1th all funding sources. 

D. Budgeting and Fiscal Control 

The incumbent is responsible for: 
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1. Preparing Residential Alternatives, Incc annual budget 
and submitting it to the Board for approval; 

2. modificying the budget and expenditures as may' be 
necessary and within guipelines approved by the Board; 

3. maintaining an adequate system of accounting and 
fiscal control; 

4. arranging financial audits a prescribed by the Board. 

E. Personnel Administration 

The incumbent is responsible for: 

1. Establishing a suitable complement of personnel to 
perform the wm'l< of the Corporation including numbers, levels and classes of 
posit'ions; 

2. employing suitable persons to staff the approved 
complement of positions; removing of persons who prove to be unsuitable; 

3. designing' and implementing appropriate training 
programs; 

4. formulating personnel policies, salary schedules, and 
fringe benefit packages for submission to the Board, via the Personnel 
Committee, for approval; and 

5. determi ni ng perfo:"mance and merit evaluation 
procedures. 

F. Organizing 

The incumbent designs and charts an organization which will 
enable the efficient and effective performance of Residential Alternatives, 
Inc. programs; allocates personnel and other resources to the several 
organizational functions in accordance with needs and proper balance;' modifies 
the organization as necessary to meet changing conditions. 

G. Supervision and Direction 

The incumbent: 

1. Supervises directly the following positions: Staff 
Services Coordinator, Program Director, Arts Center Coordinator and Fiscal 
Coordinator; 

2. directs the overall Residential Alternatives, Inc. 
work processes; 

3. leads the Management Group, staff meetings and other 
decision-making processes; 
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4. reviews work and work processes to evaluate 
effectiveness in meeting desired objectives; supervises management information 
system; implements and monitors a system for the quality assurance of 
Residential Alternatives, Inc. programs. 

H. Preparation for Meetings 

" The incumbent provides necessary personal and staff preparation 
for all Board meetings, Corporation meetings, official committees, membership 
groups and special prototype groups. 

J. Public Relations 

The incumbent prepares and submits public relations plans to the 
Board for approval; implements approved public relations plans and activities. 

K. Deyelopment of Standards and Legislative Input 

The incumbent participates in special study groups, ad hoc 
commi ttees, and panels set up by F edera 1, State or Local government agenci es 
for the purpose of, developing standards for human services programs. The 
incumbent, as an expert in the field of human services, testifies before 
legislative committees or in other ways provides criteria which may become 
bases for new legislation. 

QUALIFICATIONS 

1. INTRODUCTION 

The position of Executive Director of Residential Alternatives, Inc. 
requires the incumbent to have a suitable background of educdtion and 
experience; skills in the areas of Leadership, Interpersonal Relations, 
Business Management, Oral and Written Communications, and Human Services; and 
certain personal attributes. The qualifications for the position are detailed 
in subsequent paragraphs or in the Job Description. 

II. EDUCATION 

A. HUMAN SERVICES EDUCATION 

The Human Services Education requirement carr be met by one of 
the following; 

1. A Bachelor's degree in behavioral science; or 

2. a combination of education, training and experience which 
p"rovides the substantial equivalent of a Bachelor's degree. A Master's degree 
in Psychology or social work has additional value. 

B. MANAGEMENT EDUCATION 

The requirement for management education can be met by one of 
the following: 
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1. A degree, preferably Master's, in public or business 
administration; or 

2. a combination of education, training and experience which 
provides a suitable foundation for managing an organization with 25 to 30 
full-time employees and 125 to 130 part-time employees. 

III. EXPERIENCE 

A. HUMAN SERVICES EXPERIENCE 

The applicant's background shall evidence significant experience 
in counseling or .other human services. Experience in family counseling and 
therapy are especlally valuable. The experience should include the perception 
of n~e~ for s.ervices; c.onceptual design of programs; and the planning, 
organlzlng and lmplementatlon of pilot and continuing programs. 

B. MANAGEMENT EXPERIENCE 

The .app 1 i ca.nt. shall prese'!t evi dence of management experi ence 
which. wo~ld pred1ct. ablllty to functlon as the chief executive of an 
organlz~tl~n of th: ~l:e a~d type as Residential Alternatives, Inc. Applicant 
shoul~ lnd1cate ~b~11t1es 1n t~e.areas ?f planning, budgeting, fiscal control, 
sta~f~ng, orga~lzlng, superv1syng, dyrecting and review of performance. 
Add1tlonal deta1ls may be found 1n the Job description. 

IV. LEADERSHIP SKILLS 

The app 1 ~ cant sh? 11 ~i ve. evi dence of havi ng the sk ill s of a 1 eader; 
shall have a deslre and 1ncllnatlOn to assume a leadership role; shall be a 
pers~n w~ose leadership behavior is such that other people can follow and will 
be lncl~ned to f~llow; shall be able to pl"ovide dynamic, creative and 
democratlc leadershlp to the Interface organization. 

V. INTERPERSONAL RELATIONS SKILLS 

The applicant shall have the ability to relate well with other 
people. Ways in which the Executive Director must relate to other people 
include the following: 

1. One-on-one 
2. As a member of a group 
3. As a supervisor of other employees 
4. As a subordinate in relation to the Board of Directors 
50 In relationships with government and other agencies 
6. In relation to the public at large 

T~e Executive Director will deal with people of all socia-economic levels, of 
dlfferent races, and those with an original language other than English. S/he 
must be able to deal with many kinds of people effectively. 
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VI. COMMUNICATIONS SKILLS 

The Executive Director must be able to communicate well in Engl ish, 
both orally and in writing. Oral communications may include a range of 
situations from person-to-person conversations to giving public speeches 
before sizable audiences. 

Skill in writing will be exercised in situations varying from 
internal office memoranda to the preparation of grant and contract proposals. 

Ability to communicate in the Spanish language would have some added 
value. 

VII. PERSONAL ATTRIBUTES 

The Executive Director is expected to be a person of good reputation 
and to exhibit such qualities as honesty, integrity, dependability, initiative 
and industry. Above all, this person must be a caring person, must have a 
concern for the well-being of individuals and families, shoul desire personal 
growth for individuals, including him/herself, and increased harmony and 
contentment for families. This person should be able to dedicate him/herself 
to the accomplishment of Residential Alternatives, Inc. purposes and 
objectives through both personal and organizational efforts. The Executive 
Director must be no respecter of the clock; provides services on a twenty-four 
hour basis and the Executive Director must often work or be available during 
long or irregular hours to meet the demands of the position. 
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APPENDIX B 

SAMPLE PERSONNEL POLICIES 

POLICY STATEMENT 

Residential Alternatives, Inc. endorses and supports the concept of equal 
opportunity in employment for all persons. Residential Alternatives Inc. 
compli~s an~ intends. to c?mply. wi~h Title. VI of the Civil Rights Act of 
1964, lnsur1ng that 1n Res1dent1al Alternatlves, Inc., equal opportunity in 
employment be given all persons regardless of race, color, religion, sex or 
national origin. ' 

PROCEDURES FOR AFFIRMATIVE ACTION OFFICER 
AND PERSONNEL OFFICER 

Residential Alternatives, Inc. insures the application of the Policy 
Statement through the following procedures~ 

1. A Personnel Officer shall be appointed annually by the Executive 
Director to design and implement employment practices including but not 
limited to: Recruitment, screening, hiring, placement, orientation, 
transfer, promotion, training, compensation, benefits, layoffs, 
terminations, disciplinary actions, and grievance procedures. All 
employment practices shall be in compliance with applicable labor laws, 
and shall be reviewed at least annually. 

2. An Affirmative Action Officer shall be appointed annually by the 
Executive Director to conduct an analysis of all employment positions in 
relation to the Affirmative Action plan regarding the recruitment 
screening, hiring, placement, orientation, transfer, promotion: 
tra~ning, compe~sation, benefits, layoffs, terminations, disciplinary 
act10ns, and gr1evance procedures. The results of this analysis shall 
be provided to the Personnel Officer who will annually 'revise the 
Affirmative Action plan and goals. This will be revie~'led by the 
E~ecutive Director and submitted to the Board of Directors for approval. 

3. The Personnel Officer and the Affirmative Action Officer shall jointly 
share the responsibility to insure that all personnel systems are 
designed and implemented in compliance with applicable labor 
regulations. In the event of disputes or grievances the Personnel 
Officer shall represent the Agency and the Affirmative Action Officer 
shall represent the employee(s) as an Advisor. 

4. 

5. 

The Affirmative Action policies, plans and goals are explained to all 
staff at least annually and to new employees at the time of hire. 

A copy of thi Personnel Practices and Policies which includes an 
Affirmative Action policy statement is provided to each staff member at the 
time of hire. Any and all revisions to this document are provided to staff 
w~thin one month following adoption of the revisions by the Board of 
D1rectors. These tasks are the responsibility of the Personnel Officer. 
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Questions regarding the application of these ~olicies are addressed to the 
Personne 1 Offi cer. Shou 1 d the Personne 1 O~f' cer . be unable to adequately 
interpret the intent of these policies, the 1ssue 1S to be presented to the 
Executive Director for review and comment. 

Proposed revisions of this policy are reviewed by the Personnel Offi:er, 
Affirmative Action Officer, Executive Director, and the Personnel Pract1ces 
Committee. Proposed revisions are made. by ~he Personnel Practices 
Committee in written recorrrnendation format 1nclud1ng pros and cons to the 
Management Group for action. 

Notices required by the Equal Opportunity Commission, the Office of Federal 
Contract Comp 1 i ance, the Wage and Hour CClmmi ss i on, the Dep artment of Labor, 
and any other authorized governmental agency are displayed in the Central 
Administrative Offices. 

The Pers~nnel Practices Committee conducts an annual audi~ of the Personnel 
Systems to insure the adequacy of th~ sys~em and. to mom tor the progress 
towards the achievement of adopted Aff1rmatlve Act10n plans and goals. 

The Personnel Officer insures .that those so~rces of recruitment used to 
facilitate the accessibility of minority appl1cants are informed in writing 
of the equal employment policies statement. 

11. Written notification of this policy stat~ment iSla sent t~thallFe~!~~~ 
subcontractors, vendors and suppliers, 1n comp lance Wl 
regul ati ons. 

RECRUITMENT AND HIRING PROCEDURES 

With the exception of temporary hourly employees or transfers wit~ existing 
employees, all vacant positions are filled thro~~h an open recrUltment and 
hiring process. To insure an open and equl,,~bl~ empl~ymen~ proce~s, 
Residential Alternatives, Inc. is an Equal Oppm~:un1ty/Afflrma.tlVe Actlon 
employer. 

Recruitment and hiring are subject to the f.ollowing pJlicies: 
1. Applications are accepted for a perlod of at least one week after 

2. 

3. 

4. 

5. 

recruitment opens. 

A final application date is set in advanc~ ?nd is stated in all written 
advertisements or announcements of the posltlon. 

Affirmative Actions (see Affirmative Action Plan) is applied to all 
recruitment and hiring. 

Staff positions are advertised in at least one area newspaper ?f general 
circulation and/or employment opportunity announcements are mal led to Dr 
posted in identified area agencies and organizations. 

Late applications are not accepted unless the potential applicant 
obtains written permi ssi on from Resi denti al Alternatives, Inc. no 1 ater 
than the final application date. 
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6. Applications should meet all established minimum educational and 
experiential qualifications for the position. 

7. Hiring decisions are made by the Executive Director. The Executive 
Director may appoint a selection committee consisting of no less than 
three members. Generally, selection corrmittees include at least one 
member of the staff most knowledgeable about and affected by a 
par~ic~lar position •. Th~ Selection Committee shall be responsible for 
deslgmng and establ1shlng the screening and selection process to be 
used! ~creening applications, interviewing eligible applicants and 
subm1ttlng a recommendation to the Executive Director as to best 
qualified candidate(s) for hiring. 

8. An applicant 15 not formally hired until references, prior employments, 
educational background, criminal clearance or other relevant data are 
authenticated by the Selection Committee. 

9. The actual selection process co~sists of screening written applications 
and conducting such group and individual intervie\'ls as the Committee 
deems necessary. Under no circumstances is an applicant selected 
without participating in at least one interview. 

10. In the event that the. applicant selected declines to accept the position 
or termi nates within two months after hir'j ng or in the event that an 
identical position opens within two months, the applicant who was deemed 
second most qualified may be offered the position. 

11. The Selection Committee may decide that no applicant is acceptable and 
reopen recruitment. 

12. It is the responsibility of the Selection Committee to document the 
procedures used in the recruitment and selection. This documentation is 
submitted to the Personnel Offi cer. 

EMPLOYMENT PRACTICES AND POLICIES 

A. APPLICANTS 

1. Applicant's skills are assessed in relation to the job requirements. A 
standardized assessment tool is used to rate appl icants resulting in a 
numerical listing of qualifying applicants. 

2. The applicant review process is conducted in such a fashion to insure 
nondiscrimination due to race, sex, religion, national origin color, 
age, affectional preference, and handicap. ' 

3. All applicants are sent a written notice by the Executive Director or 
designee within 5 working days follm'ling the selection, informing them 
that their application has been reviewed and rated resu1ting in their 
selection or nonselection. 
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4. Appl icants requesting information regarding an unsuccessful appl icati on 

are sent an application of the process or reasons for 'nonselection as 
requested, within 5 working days of a written request. The Pe.rsonnel 
Officer is responsible for all responses to questions regardlng the 
process or criteria for hiring. 

B. NEW EMPLOYEE 

1. New employees are sent a written acceptance notice by the Executive 
Director or designee. Included in this notice is the name and role of 
the Personnel Officer, the date on which the employment becomes 
effective and instructions as to any and all orientations that are 
required prior to assuming the position. ,; 

2. An orientation is pl"ovided to all new employees which includes but is 
not limited to: Required employment and tax forms, the nature and 

- structure of the program, a copy of the specific job description, a copy 
of this Personnel Practices and Policy, the rate of pay, the types of 
fringe benefits applicable, and the dates on which wages are disbursed •. 

C. EMPLOYMENT STATUS 

1. All members of the staff are employed under one of the folloNing 
categories: 

a. Regul ar employees are ti10'5e engaged with the expectation that they 
will remain with (program) as long as their performance is 
satisfactory, as long as their services are required, and as long 
as funding is available· for the position.. Regular employees are 
eligible for all corporate benefits. 

b. Special employees are those employed to per-form specific functions 
for a defined period of time or unpredictable period of time. 
Special employees mayor may not be eligible for corporate benefits 
as determined prior to selection and advertised accordingly. 
Special employees are compensated on a per diem or hourly basis. 

c. Part-time employees are Regular or Special employees who are 
retained to perform functions which do not require full-time 
activities or for which funds are limited requiring a part-time 
effort. Part-time employees are compensated on a per diem or 
hourly basis and mayor may not be eligible for corporate benefits 
as determined prior to selection and advertised accordingly. 

2. The first three months of employment for all new employees and the first 
three months for existing staff transferred or promoted into new 
positions is considered a probationary ~eriod. At th~ end of the 
probationary period each staff person recelVes anevaluatlon on hls/her 
job performance by their immediate supervi sor. The performance 
evaluntion serves as the basis for retention:> continued probation or 
termination. At any time during the probationary period, either the 
employee or the program may terminate the employment. If termination or 
conti nued probati on occurs, the employee receives a written expl anati on 
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for the action within 5 working days of the action from the Personnel 
Officer. The immediate supervisor is responsible for writing the 
explanation. New employees are informed of this policy at the time of 
hire. 

d. PERSONAL INFORMATION 

1. Each employee is responsible for reporting any change in home address 
telephone number, legal name, tax status, and person to be notified i~ 
case of illness, accident or death. Notification is made within 5 
working days by the employee and in writing to the Personnel Officer. 

2. Each employee is informed at the time of hire that all personnel and 
personal records are retained in the Central Administrative Offices and 
are held in strict confidence. Employees are 

permitted to review any and all records placed in their personnel file upon 
r~quest to the. Personnel Officer. No individua.l without administrative 
rlghts as determl~ed.by Management Group may review the personnel files for 
any reason. Permlsslon may be granted to unauthorized individuals to review 
an ~mployee's file upon written release by the employee to the Personnel 
Offlcer. 

POSITIONAL DESCRIPTION 

All positions within (prog~am~ shall be described in the following manner 
and a copy of t~l~ descrl~t19n sh.all.be placed in the Personnel Policy 
Manual. Each posltlon descrlptlon wlll lnclude the following information: 

1. Job Title 
2. Job Class 
,3. Desired Qualifications 
4. Job Description and Duties 
5. Number of hours to be worked. 

Any changes in positional descriptions will be approved by Management Group 
and discussed with the employee. _ 

Any revised description shall be included in the Personnel Practices Manual 
and shall be initialed and dated by the Employee and placed in his/her 
personne 1 fil e. 

At the time of any organizational change, affected positional descriptions 
shall be reviewed and revised appropriately. 

EMPLOYEE DEVELOPMENT AND TRAINING 

Residential Alternatives, Inc. is firmly committed to enhancing the 
profeSSional and personal skills of all our employees Residential 
Alternatives, Inc. has a written Training and Development plan. Employees 
are provided comprehensive initial and ongoing training. 

A. All employees, Regular, Special or Part-time, are given weekly 
supervision by their immediate supervisor. This supervision is intended 
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to. pravide the emplayee with canstructive criticism and review af wark 
perfarmed. Supervisian is also. used to. validate and give credit to. 
emplayees who. perfarm their duties well. 

B. Each pragram holds weekly staff meetings which include activ'ities for 
staff develapment and training. 

C. When funds are available, emplayees are encauraged to. abtain ar 
participate in training and develapment activities external to. the 
agency. The Center Managers also. pravide emplayees with infarmatian an 
training and develapment activities being canducted in the cammunity by 
ather agencies ar schaals. 

D. Specific emplayees may be required to. abtain training in areas related 
to. their jab functians during probatianary periads, 'if the term~ of 
prabatian require the enhancement af skills that cannot be accampl1shed 
an the jab. 

MANAGEMENT GROUP 

Management Group shall include: The Executive Directar, campanent Managers, 
Fiscal Caordinator and Pragram Caardinatars. The resansib~lity af the 
ttianagement Graup is to. set arganizatianal pal icy and caardlnate aver all 
arganizatianal pragrams. 

STANDING COMMITTEES 

Standing Committees are establ ished by Management Graup and shall include 
but nat limited to.: Persannel Practices Cammittee; Training Cammittee. 

The membership af a standing cammittee is camprised af at least ane 
representative fram each campo.nent and may include ather carparati an members 
as ex afficia committee members. It is the respansibility af these 

. representatives to. functian as liaisan fram and to. their campanent regarding 
issues to. be braught to. the committee and decisians and recammendati~ns made 
by the cammittee. A member of Management Graup shall be appa1nted as 
chairpersan af a standing cammittee and is respansible far selectian af 
cammi ttee members (subj ect to. revi ew by Management Graup) and to. repart to. 
Management Group. 

PERSONNEL PRACTICES COt1MITTEE 

The Persannel Practices Committee members shall be elected by general staff 
annually at the beginning af each calendar year. The Personnel Practices 
Committee shall be resansible for the amendment procedures 9see Persannel 
Practices and Policies Amendment Procedures). This cammittee shall also. 
functian as a grievance/appeal body (see Grievance/Rights ?f Appeal 
Procedures). Any cammittee member involved in a matter of gr}evance or 
appeal brought before the committee will be excluded fram servlng an the 
committee in the determination of this matter. 
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TRAINING COMMITTEE 

The. Training C?mmitt~e shall be resansible for develapment of training 
desi9ns lork ·lalrlentatlons, on-going training, and speci al workshops for 
con ~nue s 1 s. development of staff and valunteers. This cammittee may 
pravlde consultatlan to projects and programs for special training needs 

HOURLY REQUIREMENTS • 

Employees may work far pay only those specific hours as scheduled by 
t~e~selves and their supervisors. Class 'I employees are required to work a 
m(~nrrum. num~er af hous per manth as stated in their Employment Agreements. 

u -tlme lS equa~ to 1;~e number of working days (Manday through Friday) ~in 
a.c~lendar manth tlmes elght haurs.) Thus, a full-time emplayee must work a 
ml mmum of 160-184. haurs per manth depending on the number of work da s 
(20t-h23). A half-tlme emplayee must work 1/2 full-time minimum hours ri~r mon • 

1-: .is important t? stress, though, that these are the monthly numbers af 
mln1m~m hou~s requ.lred. All employees agree that they are hired to perfarm 
certaln dutles WhlCh may require working mare hours in a given month. The 
haurs .and days of work may be changed by mutual consent of employee and StlperVlsor. 

ALLOWABLE HOURS 

Employees may credit as work any actually assigned "an-duty" haurs 
attendance at any ~equired meetings or training meetings, travel tim~ 
(except narmal cammu'~lng .ta and from home and wark) and, in general, time at 
any. lac~tlon that 1S dlrectly related to. program business. Our general 
pal,::y lS to a~law all staff to schedule as much of their work haurs as 
tPhassb,blet ~ccardlng to their own personal needs and preferences as well as in 

A. 

B. 

e es lnterestes of aur clients and arganizatian. . 

MEAL AND BREAK TIME 

Emplayees ar~ allow~d one rest break during each 4 haur warking peri ad. 
Each break 1S 15 mlnutes lang and emplayees are expected to take this 
break away from their desks or immedi ate \'lOrk site. 

Ful~-time employees receive meal breaks for a periad af 45 minutes 
Busln~ss. conducted during mea! breaks as drequired in the ja~ 
dt~SCrlPt1?n ar by arrangement wlth the supervisor are considered wark lme ar wlth pay. 

WAGES 

Employees are paid on an haurly rate. Wages are paid by position according 
to the fallowing schedule. Each step or increment l·S 10% 

o of current hourly 
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rate for all employees. GeneraHy a new employee will begin at increment 
one. To advance an increment, an employee must be in the position for at 
1 east el even months and have the recommendation of hi s/her supervisor for 
advancement. Thus, increments consider both seniority and merit. In any 
event, the granting of increment raises is contingent upon the availability 
of sufficient funds. 

Hourly rates are set at least annually by Management Group and will be 
approved by Board of Di rectors. The wages and ranges are revi ewed by the 
Board of Directors every 6 months. 

If funding allows, cost of living raises may, from time to time, be granted 
in addition to increment raises as determined by committee. 

An employee may start at a salary greater than Step I only if s/he is 
promoted into the position and would otherwise receive a decrease in payor 
if a new employee is considered to be of such merit ·as to deserve a higher 
salary. The Tatter condition requires the- recommendation of the Executive 
Director and the approval of the Management Group. 

In addition to those positions shown, others of a time-l imited nature may 
from time to time be established without complete salary ranges. 

Employees are paid to perform certain duties regardless of hours worked as 
long as a minimum monthly hourly requirement is met. 

WORK RECORDS 

-All staff members are required to record daily on their work records all 
hours that they work. Distribution of hours according to funding sources 
must be noted on the work record. Work hours ar recorded as the total 
number of consecutive hours rounded off to the nearest quarter hour. Work 
records must be signed by employee and turned into the Fiscal Coordinator by 
the fi rst worki ng day of the fo 11 owi ng month. Work records are in turn 
verified by employee's supervisor. Delays in submitting timesheets can 
result in paychecks being delayed by one month. 

PAY DAYS 

Pay Day is the 10th working day of each month following the month worked. A 
new employee, after 2 weeks of work, is eligible for an advance. The 
advance shall be deducted from employee's first pay check. This advance 
shall be the only advance an employee may receive. Please contact Fiscal 
Officer for further information. 

COMPENSATORY TIME OFF 

All employees who must work more than the required mlnlmum number of hours 
in any gi ven month may accumul ate such excess hours to use as time-off. A 
maximum of 40 hours per employment year may be accrued. Compensatory time 
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may not be carried over from one employment year. Compensatory time-off may 
be taken. with prior app!'oval of the. supervisor. Compensatory time off is 
ryot a re1mbursable beneflt upon termlnation. In the event that an employee 
1S absent from work due to lllness, time lost is first charged against sick 
leave, then compensatory time. 

OVERTIME COMPENSATION 

Overtime will be paid only by prior approval of the Executive Director. 

NOTIFICATION OF ABSENCE 

~hen compelling personal reasons require an employee to be absent from his 
Job, he should notify hjs immediate supervisor in advance. If this cannot 
be .done becau~e of. illness or some other emergency, the employee should 
notlfy the Resldentlal Alternatives, Inc. offic~ as soon as possible. 

EMPLOYEE BENEFITS 

Benefits provided to all employees include Horkmen's Compensation Insurance 
State Unemployment Insurance, and State Disability Insurance. Additionally' 
emp~oyees :eceive sick and vacation leave. Health Insurance and/o~ 
Retlrement 1n an amount not to exceed 10% of employees wages is available to 
any.s~aff member who has been employed for a minimum of one month and works 
a mln1mum of 20 hours a week. 

WORKMEN'S COMPENSATION INSURANCE (WeI) 

In the event that an employee is injured on 
must be notified promptly by the employee. 
apply for Workmen's Compensation Insurance 
care and treatment. 

the job, the Personnel Officer 
Procedures must be followed to 
coverage of necessary medical 

STATE UNEMPLOYMENT INSURANCE (SUI) 

If, after an employee has earned $750.00 during a calendar year and is laid 
off or termi nated from his/her job, s/he may be el igib 1 e to receive state 
unemployment payments. The actual amount s/he can receive depends on a 
number of factors. See the Personnel Officer for further information. 

STATE DISABILITY INSURANCE (SOl) 

In th~ ~vent that a~ employee is di sab 1 ed so that s/he cannot work, s/he may 
be el1g1ble to recelVe payments from the State until s/he is able to return 
to work. 

For further information regarding criteria, process for filing, payment rate 
and period of time covered, see the Personnel Officer. 
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HEALTH INSURANCE 

For electing eligible employees Residential Alternatives, Inc. pays an 
amount not to exceed ~O% of an employee's wages. 

If the monthly premium exceeds the 10%, the remainder is deducted from the 
individual's pay checks. 

An employee may elect to obtain group health insurance any time after s/he 
completes the policy waiting period. 

RETIREMENT PLAN 

An optional retirement plan is available. For further details on this plan, . 
contact the Personnel Officer. 

HOLIDAYS 

Since our clients do not observe holidays from their personal needs and 
problems, we do not. However, on the following days the office will be 
closed and minimum staffing will be available to provide service: 

New Year's Day 
Washington's Birthday 
Memorial Day 
Independence Day 
Labor Day 
Thanksgiving Day 
Christmas Day 

Each employee has the option of choosing two floating holidays per year -
to be taken in conjunction with a holiday. For employees working less than 
a 40 hour/week, the number of paid hours for a holiday will be pro-rated. 

When a holiday falls on a Saturday, the previous Friday shall be considered 
a holiday for purposes of this section; or when it falls on a Sunday, the 
following ~1onday shall be considered to be a holiday for the purposes of 
this section. 

Counselors will not be scheduled during the day or evening on Christmas Eve 
and New Year's Eve. However', this will not be a paid holiday for staff. 

VACATION 

Employees are entitled to an annual vacation of one week after 6 months and 
one additional week after one year. After three (3) years' service, 
employees are entitled to three (3) weeks vacation~ 
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Exceptions are: No vacation is accrued by an employee who works less than 
half-time or less than 20 hours per week. 

Vacation time is accr~ed based on actual days on the job. Employees on sick 
l~ave or any oth~r klnd of lea.ve do not ac:crue vacation credits during the 
tlme of absence wlth the exceptlon of the flrst twelve days of sick leave in 
any year. Vacation time may not accumlllate from one employment year to the 
next unless authorized by Management Group • 

SICK LEAVE 

Full-time employees accrue 1 day of sick leave per month up to 12 days total 
at any one tim~. Part-:time employee~ who work at least 20 hours per week 
accr:ue proportlonat~ slck leave. Slck leave may be used for immediate 
farnlly lllness or 1n the case of death in the family. Employees do not 
receive any payments for sick leave at termination. Accrued sick leave will 
be adjusted upon change- of employment status-. 

PERSONAL LEAVE 

Permanent employees may use four (4) days each year as personal 1 eave for 
~ny purpose desired by the employee and be paid at their regular rate. This 
TS meant to gi ve emot i ona 1 and phys i ca 1 space when needed not to extend 
vacation time or turn into cash at termination. Unused pe;sonal leave may 
not be accumulated. 

MATERNITY/PATERNITY LEAVE 

Maternity/Paternity leave without pay may be given after the eighth (8) 
month of pregnancy, and may extend until six (6) weeks after delivery~ 

LEAVE OF ABSENCE WITHOUT PAY 

Permanent employees may be granted a leave of absence without pay on 
approval of the Executive Dir·ector. 

All requests for a leave of absence must state the specific reason for the 
leave and .the proposed length of absence. Leaves in excess of six (6) 
months must be approved by the Board of Directors. 

Failure to return from approved Leave of Absence at the specified time shall 
be construed as automatic resignation. 

TRAVEL 

Employees shall be reimbursed for their travel expenses when they are 
required to travel on behalf of the program. 
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Use of an employee's private automobile shall be reimbursed at the rate of 
15 cents per mi 1 e. Private automobi.l es may not be used for travel at 
authorized rates for trips over 10'0 mlles one way except by permission of 
the Executive Director. 

If 'Out-of-area travel, empioyees will be reimbursed for Coach air fare. 
Employees may also claim reimbursement for ground transportation at actual 
cost. 

Cl aims for transportati on expenses must be supported by a receipt or a 
mileage claim for auto travel. 

Allowable travel expenses may be adjusted from time to time to reflect 
budget and contract limitations. 

PER DIEM 

An employee required to be away from home 10 hours or more on business for 
Residential Alternatives, Inc. shall be reimbursed on a per diem basis for 
lodging and meals. 

Residential Alternatives, Inc. shall reimburse per diem expenses at a r~te 
of $35.'0'0 per day. This rate may be adjusted up to. $5~.00 ~er day depending 
upon geographical location and upon approval of Executlve Dlrector. When on 
Travel Status per diem expenses will be reimbursed on a pro-rated/l/4 day 
basis. 

If lodging and meals cost less than $35.'0'0 per day participants will be paid 
the actual costs. 

Anything involving per diem reimbursement shall. be pre-authorized by 
Executive Director or his/her designated representatlveo 

Claims for per diem must include a per diem claim form with all receipts 
attached. 

Per diem may be adjusted from time to time to reflect budget· and contract 
limitations. 

PRDr40TI'ONS 

Any open position in the organization excepting that of the E~ecutive 
Director is open to existing employees (regar~less of progrz:m asslgnm~nt) 
who desire advancement. All employees requestlng the promotlon are flrst 
screened by a corrmittee appointed by the Executive Direc~or. A~l. vacant 
positions go into open recruitment. Any. employee who 1S quallfled, as 
deemed by committee, shall be given first consideration. If employee is as 
equally qualified as the highest qualified candidate(s), the employee shall 
be given the promotion. 
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RESIGNATIONS 

All regular and temporary employees are required to submit notice in writing 
a minimum of 2 weeks prior to the 1 ast day of employment. These notice 
periods are minimum. Employees are encouraged to· give resignation notices 
as soon as possible or known to facilitate replacement. 

Exception to' the above paragraph: The Executive Director and members of 
Management Group are required to submit notices in writing a minimum of 30 
days prior to the last day of employment. 

LAY-OFFS 

Lay-offs for lack of work or lack of funds shall be on the basis of an 
evaluation of ualifications, performance, and seniority, within _the affected. 
job position and the affected job center. . . 

An employee whose position has been abolished due to a lack of work or lack 
of funds shall be re-assigned by his/her supervisor to any vacant position 
within the program in an equivalent or lower job position for which s/he 
meets the minimum requirements. Employees so re-assigned shall be placed in 
the salary step of the appropriate salary schedule closest to their rate of 
pay. Employees so re-assigned shall be re-instated to their former job 
position and salary step status when their former job position becomes 
re-established. Such re-.instatement shall be on the basis of an evaluation 
of qualification, performance, and seniority in the former job position. 

SAFETY AND WORKING CONDITIONS 

Residential Alternatives, Inc. insures the conditions and safety of the work 
site and meets all applicable regulations as set forth in the Occupational 
Safety and Health Act ('OSHA) and other state and local codes. 

A. All employees are expected to report safety and health vio'lations or 
unacceptable conditions to their supervisor immediately. 
If action is not taken to correct the hazard within 5 working days, the 
employee is further expected to notify the next level supervisor or 
Executive Director. 

B. An employee who engages in unsafe or unhealthy practices receives first 
a verbal reprimand from the supervisor. If the practice is not 
discontinued, disciplinary action can be taken by the Executive Director. 

C. An employee involved in or witness to an accident or injury of an 
employee or client is required to report the incident immediately to the 
supervisor. with a follow-up wri~ten description, in detail, of the 
individuals involved, the nature of the accident, the reasons or cause 
of the accident, the extent of the injury or damage, other witnesses, 
the date and place of the incident. In the event of a major accident, 
the employee is to follow the Emergency Disaster Plan procedures which 
apply to the specific program. 
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D. Each employee is expected to maintain his/her work site in a clean, 
orderly, and safe condition. 

ATTENDANCE AT MEETINGS 

A. Staff Meetings: P,'ny staff member scheduled to .work atllthe
f 

timteffof . a 
staff meeting is· expected to attend that meet~ng.. A 0 s a. 1S 
expected to attend specially scheduled staff meet1ng 1f at all poss1ble. 

B. r~anagement Meet; ngs : All members of Management GrouP
d 

willThbe EexpetC~ed 
to attend management meetings. Management shall inclu e: e xec~ lVe 
Director; component Managers; Program Coordinators and F1scal 
Coordinator. 

C. Counse 1 ors. are expected to attend a mi n imum of 4 MCTM' s. a year .. 

D. At least t~'lO staff membrs shall attend each Board meeting. 

E. All members of Residential Alternatives, Inc. are encouraged to attend 
the· Annual Meeting. 

CODE OF CONDUCT 

No employee, volunteer, corporate director, agent, or other indi~idual 
involved in Residential Alternatives, Inc. activities may. use h'!s/her 
position for a purpo~e that ~s, or gives .the appearance of beln~, mot1vated 
by a desire for prlVate galn for her/hlmself or o~hers, P?rtlcularly for 
those with whom s/he has family, business or othertles. Nelther sha)l any 
of the abovE~-named solicit nor accept g}'atuities, favors, or anythlng of 
monetary value from any contractors or potential contractors. 

In general, employees may not use their relatio.nship to Res~dential 
Alternatives, Inc. to solicit or accept private ou.tslde ~ork, .partlcularly 
of a consul ti ng nature, that is related to thew dutl es ~, th (name of 
program). This shall not pre~lude. employ~es from securl~g secondary 
emp loyment that does not confl , ct Wl th then' emp 1 o~ent Wl th (name of 
program). Employees are advised to always consult wlth Management Group 
before engaging in any of the above. 

In the event that any employee, volunteer, agent, corporate .. director, ~r 
other involved individual violates anything contain~d .he~eln, s/~e 1S 
subject to immediate termination, dismissal, or other dlsclpllnary actlon as 
appropriate. 

PERSONAL INVOLVEMENT WITH CLIENTS 

We most strongly recommend that any staff member, w~ether pai? or volun~eer, 
never, under any circumstances, become personally lnvolved wlth any .clle~t. 
A client is anyone who seeks or receives services from Resldentlal 
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Alternatives, Inc. by phone or in person. Any staff member who does become 
personally involved with a client is subject to immediate dismissal. 
Personal involvement incl~des any interaction that cannot be reasonably 
construed as program serVlces related. Sexual interaction is. of course 
the most serious and obvious type of involvement. Rememb'er 'most of th~ 
people who contact us are experiencing personal problems. Oft~n they desire 
or even encourage personal involvement with counselors. Also, please 
remember that your involvement with a client can not only jeopardize your 
job but the entire organization. 

If personal involvement is suspected, then the supervisor is responsible to 
take appropriate action. 

DISCIPLINARY ACTION 

Any staff member may be disciplined for any of the following: 

1) Inappropriate or non-professional conduct. 

2) Failure to perform a~signed duties as per job description 

3) Unexcused absences from work. 

4) Illegal activity which adversely affects either or both the organization 
and the employee's ability to perform his/her duties. 

5) Lack of compliance with any of the requirements delineated in the 
counselor notebook or Personnel Policies. 

Disciplinary action is the responsib'ility of the Executive Director Program 
Coordi nat'or, or whoever is the concerned staff member J s most 1mmedi ate 
supervisor. Disciplinary action may be in the form of verbal or written 
reprimands and depending upon the severity of the offense may take any of 
the following forms: ' 

1) Reprimand 
. 2) Suspensi on 

3) Demotion or transfer 
4) Probati on 
5) Termination for cause 

With the exception of verbal reprimands, disciplinary action proceeds as follows: 

The most immedi ate supervisor informs the staff member in writing of 
impending disciplinary action and advises him/her that s/he has the 
right to a hearing before any formal action is taken. (See section: 
Grievance/Rights of Appeal.) 

TERMINATION/SUSPENSION/DISMISSAL 

Termi nati ons are made IIfor cause ll and IInot for cause. II IIFor cause ll refers 
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to a termination based upon inappropriate behavior or inadequate job 
performance. "Not for cause ll refers to a termination based upon factors not 
related to the individual holding a position. 

1. Employees terminated for cause are given a written evaluation which 
clearly describes the specific behavior or factor involved in the 
decision to terminate. 

A. Prior to any termination action, an employee shall be given a 
regular or special evaluation by his/her supervisor that describes 
clearly a behavior or performance deficiency. An unacceptable 
evaluation results in probation for the employee. The t~rms of the 
probation are made clear in verbal and written form and signed by 
both employer and employee. A copy of these probation terms is 
provided to the employee, a copy is retained by the supervisor, and 
a copy is placed in the employee's personnel file. The length of 
the probationary period is determined by the supervisor but may not 
be less than ~ weeks or no more than 1 month. Employees \'/ho, at 
the end of the probationary period, have not imprOved to a 
satisfactory leyel . are given a .final writte.n eyaluation. and a 
notice of termlnatlon. The notlce of termlnatlon detalls the 
reasons for the action, the date on which the termination becomes 
effective, and a list of accrued and due benefits. Any 
compensati on or benefits due at the time of the termination are 
paid within 1 month following the date of termination. 

B. An employee may be dismissed or suspended immediately for illegal 
or unethical activity which adversely affects either or both the 
organization or the employee's ability to perform his/her duties. 
Unethical activity shall include: 
1) Conviction of a crime or a plea of Nolo Contendere, if the 

crime is substantially related to the qualifications, 
functions or duties of the employee. 

2) Using any narcotic or any hypnotic drug or alcoholic beverage 
to an extent or in a manner dangerous to himself or any other 
person or to the public, and to an extent that such action in 
the judgment of his/her supervisor impairs his ability to 
perform his/her work. 
The use of any narcotic or hypnotic drug on the job is cause 
for immediate dismissal. 

3) Committing a dishonest or fradulent act as an employee. 

4) Willful, unauthorized communication of information received in 
professional confidence. 

". 
Employees suspended from work receive no compensation during the 
duration of the suspension. Employees terminated immediately 
receivE~ all due compensation and accrued and due benefits within 1 
month of the day of termination. Prior to any suspension or 
termination, the employee receives a written evaluation and notice 
of teY'mination from the supervisor. The notice of termination 
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details the reasons for the action, the reason for the decision to 
suspend or terminate immediately, and the date on which the 
termination becomes effective. Copies of the evauation and notice 
of termination are provided to the employee the supervisor and 
the. employee's personnel. file. Employee~ suspended re'ceive 
contlnu~d payment of all existing benefits at the time of the 
suspenslon, but not to exceed 3 months. This does not imply that a 
~uspended employee receive wages, but that his/her medical 
lnsuran~e, etc: are not discontinued pending the outcome of the 
suspenslon perlod. 

2. Empl~yee~ termi~a~ed "not for cause" are given written notice of 
termlnatlon detalllng the reason for the termination the date on which 
the ~ermination becomes effective, and a list of accrued and due 
ben~flts. Empl?yees ?n~er termination notice may be offered other 
avallable posltlOns wlthln the agency if their qualifications meet or 
exce~d the qua~ification~ for the available position. Employees 
ternlln~ted recelVe specla) consideration (see hiring procedures) 
rega~dln~ re-employment durlng the 6 months following the date of the 
termlnatlon .. ~he reasons for "not· for cause" termination include, but 
are n~t .llmlted to: loss of funds for positions, agency 
reorganlzatlon. Regular or special employees terminated receive 1 month 
notice prJor to. the date of termination. Temporary employees receive 2 
weeks notlce prlor to the date of termination. 

3. Employees 
(speci al) 
immediate 

terminated during a new hire probationary period receive 
evaluation. An unacceptable evaluation results in 

termination. 
GRIEVANCE/RIGHTS OF APPEAL PROCEDURES 

one 
an 

T~e ~ol~ciwing pro.cedures are foll.owed in cas.e an employee wishes to appeal a 
dlSC1P~ 1 nary act.lon, an ~v.al uatlon, probatlon, suspensi on, termination; or 
to grleve worklng condltlons or a practice that is in violation of 
Aff~ rmative Acti on regu 1 ati ons or 1 abor 1 aws or the Personnel Practices 
POllCY: 

1. The employee shares the problem or disagreement with the supervisor and 
resolves the problem or issue. 

2. ~he employee who doe.s not resolve the problem or issue through the 
lnformal process submlts a letter of grievance to the supervisor and a 
copy ~o h 1 ~/her next immed i ate supervi sor. Wi th in 5 work i ng days the 
next l.mmedlate. superv}sor holds a meeting with the employee and the 
supervlsor to dlSCUSS openly and fa-irly the issues or problems. 

3. The. empl~yee who doe~ not resolve the problem or issue to his/her 
satlsfactlon may submlt a letter of grievance/appeal within 5 working 
days ~o the Executive Director. This letter details the specific points 
of dlsa~reement with the prior decision. The original (1st) letter 
accomp~mes the one. to the Executive DiY'ector. Within 5 working days 
followlng the recelpt of the letter, the Executive Director holds a 
meeting with the employee and involved supervisors. Prior to this 
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meeting the Executive Dil~ctor, < when necessary asks the Personnel 
Officer to review the problem or issue from an organizational or legal 
perspective. The personnel officer serves as a resource to management 
in appeal and grievance procedures. The affirmative Action Officer 
serves as an advisor for employees in grievance procedures. 

4. The employee who does not resolve the problem or issue to his/her 
satisfaction may submit a letter of grievance/appeal within 5 working 
days following the meeting with the Executive Director to the 
Chairperson of the Personnel Practices Committee. Within 5 working days 
following the receipt of the letter of grievance/appeal, the Chairperson 
holds a meeting with the employee, Executive Director, and the 
uninvolved members of the Personnel Practices Committee. This meeting 
is held to resolve the problem or issue resulting from the decision of 
the Executive Director. The Personnel Officer and Affirmative Action 
Officer or the empoyee's designated representative are involved when. 
caned upon for assistance by either the Executive Director or grieving 
employee. 

5. The employee who does not resolve the problem or iSsue to his/her 
satisfaction may submit a letter of grievance/appeal within 5 working 
days following the meeting with the Personnel Practices Committee to the 
Chairperson of the Personnel Committee of the Board of Directors. 
Within 5 working days following the receipt of the letter of 
grievance/appeal, the Board Personnel Chairpersonholds a meeting with 
the employee, Executive Director, and two Board of Directors members. 
This meeting is held to resolve the problem or issue resulting from the 
decision of the Executive Director. The Personnel Officer and 
Affirmative Action Officer or employee's designated representative are 
involved when called upon for assistance by either the Executive 
Director or employee. 

6. The employee who does not resolve a grievance to his/her satisfaction, 
may request assistance from the Affirmative Action Officer in filing 
petiti ons to the appropri ate agency responsibl e for hearing employee 
grievances. The agencies to which a grievance is filed include, but are 
not 1 imi ted to: U. S. Department of Labor, State of -:---c:----=---
Labor Practices Department. The decision of this appropriate grievance 
agency is final and binding on both Residential Alternatives, Inc. and 
the employee. 

7. At any point in this grievance/appeal procedure, the Personnel Officer 
and/or Affirmative Action Officer may be requested to participate. The 
Personnel Officer serves as a resource to the supervisors, Executive 
Director, Personnel Practices Committee and the Board of Directors. The 
Affirmative Action Officer or employee's designated representative 
serves as the advisor for the employee. At no time may the Personnel 
Officer or the Affirmative Action Officer participate in any decisions 
made by a staff person representi ng the management or by the employee; 
their role is only advisory. 
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SPECIAL COMMITTEES 

Management Group may establish any special committees as needed. 

PERSONNEL PRACTICES AND POLICIES AMENDMENT PROCEDURES 

Empl?ye~s and/or .management may propose changes to this document by 
submlttlng sugge.stlOns to the Personnel Practices Committee for review. The 
Per~o~ne 1 . Practl ces. Committee wi 11 provi de noti ce of proposed changes or 
modlflcatlons of ~hlS document to employees for their review and comment at 
least 2 weeks prlor to the date on which the Management Group considers the 
proP9sed amendment. Revisions .of this policy are forwarded to the Personnel 
CO~l~tee of the Board. of Dlrectors. Following the amendment of these 
pol~c~es . and pr~cedures, each employee is provided a copy of the 
modlflcatlons wlthln 1 week. 
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APPENDIX C 

SAMPLE STAFF SCHEDULE 

The attached information suggests alternate types of schedules for 
crisis centers and group homes, both on a non-rotational and rotational 
basi s. 

A. CRISES CENTER (INTENSIVE CASE DEMANDS) 

1. Non-Rotational 

These shifts are aften 10 hours/day, four days a week and 
result in six shifts per week. The faur day week averlaps on Wednesday; a 
day when staff meetings and other cammunication takes place. The six shifts 
can be scheduled as follows: 

Sunday - Wednesday/Wednesday'- Saturday' 

8:00 a.m. - 6:00 p.m. 
3:00 p.m. - 1:00 a.m. 
12:00 p.m. - 10:00 a.m. 

These shifts averlap during the late afternoon and between other shift 
changes. This is done to' allow one shift to report the situation to' the 
next shift and to provide coordinated services. 

2. Rotati anal 

The pracedure is similar to that above, except custodial staff 
(but nat treatment staff) rotate every 6 to 8 weeks around the three shift 
per day schedule. 

B. GROUP HOME (LONG OR SHORT TERM) 

The needs of a group home differs from that of a crisis center in 
·that there is a more stable client population, less intensive treatment 
needs, and less need for immediate continuity of service pravision. The 
following schedule takes this intO' account. 

1. Non-rotational 

Day Shift 
8:00 a.m. - 5:00 p.m.; Monday - Friday; 40 hrs. per 
week. For administrative personnel, main treatment staff 
and some custodial staff members. 

P.M. Shift 
4:00 p.m. - 12:30 a.m.; Sunday - Thursday; 40 hrs. per 
week. For one member of the treatment staff and one (or 
more) custodial staff members. 
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Night Shift 
12:00 midnight - 8:30 a.m.; Sunday - Thursday; 40 hrs. 
per week. For one (or more) custodial staff members. 

Weekend Days 
8:00 a.m. - 5:00 p.m.; Saturday & Sunday; 16 hrs. per 
week. For one treatment and ane (ar more) custodial 
staff members. 

~ 

11; 

Weekend P.M. 
4:00" p.m. - 12:30 a.m.; Friday & Saturday; 16 hrs. per 
week. For one treatment and one (or more) custadial 
staff members. 

Weekend Nights 
12:00 midnight - 8~30 a.m.; Friday & Saturday· 16 h 
per week. For on~ (or more) custadial staff members. rs. 

Rotational 

Shifts may be ratated through the staff. The following 
requires 12 people (rotations over 12 weeks and extra persons for 

p.m. and weekend days, as needed~ as well as extra persans for vacations and otheY' time off. 

PERSON -- MON. TUE. WE~ THUR. FRL SAT. SUN. 
I Night Night Night Night Night Off Off 2 Off Day Day Day Day Day Off 3 .Off Day Day Day Day Off Off 4 Day Day Day Day Day Off P.M. 5 P.M. P.M. P.M. P.M. Off Off Day 
6 Day Day Day Day Off P.M. Off 7 Day Day Day Day Day Off Off 8 Day Day Day Day P.M. Off Off 9 Day Day Day Day Day Off Off 10 Day Day Day Day Off Night Night 11 Off Day Day Day Day Off Off 12 Day Day Day Day Day Off Off 
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APPENDIX 0 

STAFF EVALUATION FORM 

NAME OF PERSON RATED, _________________ _ 

NAME/ROLE OF RATER~ _________________ _ 

DATE OF CONTACT ___________________ ______ 

Rate each item by entering the appropri ate number in the space provided 
according to the following scale: 

I 

1. Excellent 
2. Above Average 
3. Average 
4~ Needs Improvement 
5. Unsatisfactory 

Understanding of Program 
1. Understands philosophy & purpose of program. . 

----2. Sees how program fits into the network of serVlces in the community. 

II Personal Attitudes and Growth . 
1. Is able to communicate effectively with persons ln authority. ----
2. Is able to communicate effectively with persons in authority in 

-- commun ity. 

__ 3. Is able to communicate effectively with clients who operate as 
authoritarjans. 

4. Is able to communicate effectively with co-counselor. --
S. Shows acceptance and awareness of own judgemental attitudes towards 

-- diversity of clients. 

6. Is aware of self and implications of selfstyle. --
7. Is aware of response and perceptions of others to self. ----
8. Is able to cope with conflict. --

_____ 9. Uses opportunities for learning. 

10. Relates and builds upon learning experiences 

11. Is sensitive to potential reaction of clients to personal dress and 
appearance. 
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III Interaction w/Clients 

__ 1. Is able to establish appropriate relations \'/ith clients. 

___ 2. Is able to be non-judgemental, non-accusative, non-blaming with 
clients. 

__3. When communicating own opi ni on, takes responsibi 1 ity for opi ni on 
and makes biases known when appropriate. 

__ 4. Is able to communicate an al-'/areness of client feelings to client. 

__ 5. Deals in present with relevant factors of past and anti.cipated 
future. . 

__ 6. Recognizes the strengths and weaknesses in clients 'and is able to 
apply appropriate problem solving and intervention action in accord 
with facts and needs. 

__ 7. Is able to communicate clearly and concisely. 

____ 8. Engages client participation throughout the intervention process. 

9. Knows how to locate and use resources in the community in behalf of 
-- clients. 

IV Practice & Knowledge of Program 
Processes 

__ 1.' Knows generally about program procedures or where to fi nd out. 

2. Has a basic understanding of training and supervision objectives. --
__ 3. Has understanding of the various functions of each: 

Intake (include information necessary to get on phone prior to 
gOing out). 

Needs assessment. 

Case Management. 

Family counseling. 

Follow-up termination services. 

Limit setting and follow-through consequences with clients. 
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APPENDIX E 

SAMPLE INTAKE INTERVIEW FORM 

Client No: Age: Sex: Birthdate: Race: Rel: --- --~ ----~ -----~ ----
Intervi ewers :. ________ / ______ _ Date:" _____ _ 

------------------------------------------------------------------------
Why did you come to (Name'of Program)? (i.e. food, counseling, housing, 
legal aid, placement) 

How did you hea~ about (Name of-Program)? 

Do you live with your parents? Yes_ No_ 

If not, with whom do you live and how long have you lived there? 

Are your real parents still married? Yes ___ No 

If not, how long have they been divorced? 

Do you have any feelings about the divorce? 

Do you have step parents? 

Who has legal custody of you? . 

How long have they had custody? 

What is the occupation of your father (stepfather/guardian)? 

What is the occupation of your mother (stepmother/guardian)? 

Do you have any brothers (stepbrothers/halfbrothers)? List by age only. 

Who is now 1 ivi ng at home? Brothers. __ ---.;Si sters ____ ---.;Parents Others 
- (Identify relationship of others) "----

- 224 -

.1[' 

History of places lived: 

Referral Source 

E.2 

(Be detailed and specific - who they lived 
with/for how long and why changed--list these 
chronologically.) 

---------------------------------
Reason For Referral (please check) 

___ Truancy Runaway 
____ :Suspension from school Theft 
___ ---;Failure in school Drug Abuse 
_______ Behavior problems in school Shoplifting 
_~---iAdjustment problems in famiTy ____ " Beyond Parental Control 
~~~Burglary Violation of probation 
Other: 

Have you ever been arrested? (Be specific - When/where/charges/disposition) 

Are you on probati on now? Yes_No_Where? _____ How long? ______ _ 

Who is the P.O.? -------------------
Plea~e tell me the reason and number of times, you have been to court and 
whether you have been. found guilty: 
1. __________________________________________ __ 

2. __________________________________________________ -

3. ______________________________ ~ ____________ __ 

4. ________________________________________________ ------

Have you ever been committed to any correctional institution? 
If so, where and when? -----
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Do you feel you have received any unncessary physical force at home? 
If so, to what extent? 

Do you think you had anything to do with the difficulties at home (or in the 
placement)? 

Hhat could you do to change things there to make them better? 

How do you feel about your mother? 

stepmother? 

How do you feel about your father? 

stepfather? 

Do you feel that you have disappointed your parents? 

Do you feel that your parents have disappointed you? 

How do you feel about the rest of your family? (i.e. brothers, sisters, etc.) 

How do you feel about yourself? How might you describe yourself? 

Do you go to school? Yes 
in? ----

No ~~here: _____ What grade are you 
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How do you feel about school? 

-Have you ever been in trouble in school (i .e. suspended, etc.) 
If yes, explain fully. 

How do you get along with your friends? 

Do you use alcohol? (How often?) 

Do you use drugs? (What kind, how often and for how long?) 

How do you feel about the way you are using drugs? 

Do you take any prescribed medication? (For what?) 

Is there anything you would like to talk to a doctor about? 

E.4 

Yes No 

Have you ever had sex or birth control education? YES NO wquld you like 
more? YES NO 

Are you sexually active? YES NO How long? 

Have your- experiences been with people of (a) -the opposite sex (b) the same 
sex (c) Qoth? Explain: 

Do you cosider yourself to be (a) heterosexual (straight) (b) homosexual (gay) 
(c) bisexual or (d) undecided? 

Who is aware of your sexual identity? (relatives, friends, school) 

Have you had any hassles involving your sexual activity at home, in school or 
with peers? Explain: 

Have you ever had V:O. or been in contact with someone who had it? YES NO 

Have you ever been tested for V.D.? YES NO 

Have you ever had any bad experiences with sex, either recently or when you 
were young? (i.e., been raped, almost raped, received unwanted sexual 
advances from family members- or family friends or peers?) 

How do you feel about this? 

Have you ever been involved in prostitution (hustling, turning tricks)? YES NO 
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________________________ ----------------------a,---- ------ ----------
----------- ~ -

E.S 

Have you, or anyone in your family, ever seen a counselor or psychiatrist? 
YES NO If so, why and how was that? 

Have you ever thought about or attempted suicide? Explain: (Give 
circumstances when considered. If attempted, when, how long ago and events 
leading up to attempt.) 

WHAT WOULD YOU LIKE TO CHANGE ABOUT YOUR LIFE? 

How can we help you to make these changes? 

What kind of life do you want for yourself eventually? 

What wOlilld you like to do to make money? 

What previous work experiences have you had? (Give type of job and length of 
each work experience. Use reverse side of page to answer.) 

Have you ever received assistance from an agency such as a mental heaHh 
center, psychiatric or psychological clinic, child guidance center or 
family service agency? ____________________________________________ __ 

Are you on Medicaide? --------------------------,-------------------
Interviewer's comments and impressions. Indicate here, as you feel 
appropriate, the general physical appearance and mood of the client. 
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APPENDIX F 

GENERAL RELEASE FORM 

TO: Residential Alternatives, Inc. 

As of 
---('p-a-r-e-nt·,--g-u-a-r~d~ia-n-,--e~t-c-.)~--' ----·(~n-a-m-e-,-a-g-e--a-nd~-------------

(address) 
(the "Resident ll

), the un"dersigned hereby grant(s) permission for such Resident 
to reside at the above premises or any other premises which may be owned or 
operated by Residential Alternatives, Inc.' " 

Until Residential Alternatives, Inc. receives written notice to the contrary, 
the undersigned shall be available' at the address listed below for 
communications from Residential Alternatives, Inc., or its representatives, and 
the unders~gned shall retain full responsibility for the support and well-being 
of the Resldent and for any and all action taken by the Resident while residing 
at premises of Residential Alternatives, Inc., while participating in any 
program of Residential Alternatives, Inc. or while visiting or temporarily 
lodging with the permission of Residential Alternatives, Inc. at any premises 
other than those of Residential Alternatives, Inc •• 

The unde~signed further agree(s) that, in offering its program and other 
services to the Resident, Residential Alternatives, Inc., and its officers, 
agents and represents shall be liable only for willful misconduct; and the 
undersigned hereby release(s) Residential Alternatives, Inc., and its officers 
agents or representives, from any and all demands, actions and other cl aim~ 
that the undersigned may now or hereafter have against any of them on account 
of any servi ces rendered or to be rendered by them, or on account of any other 
matter relating to the Resident's participation in programs or activities 
offered by Residential Alternatives, Inc. 

Without limitation of the foregoing the undersigned agree(s) that the Resident 
with the permission of Residential Alternatives, Inc., may visit or temporaril~ 
lod~e at premises other than those of Residential Alternatives, Inc. for a 
perlod not exceeding seventy-two (72) hours. Without limitation of the 
foregoing, the undersigned further agree(s) that Residential Alternatives, 
Inc., in an emergency, may authorize medical treatment for the Resident. 

Notwithstanding any other provision herein to the contrary, the authority and 
release set forth above will not apply to the Resident's residency with 
Reside~t~a~ Alternatiy.es, . Inc. or to any other matters arising under programs 
or actlvltles of Resloentlal Alternatives, Inc. commencing ten (10) days after 
any date upon ~hich Residen~ial Alter~atives, Inc. shall have received from the 
unaerslgned wrltten revocatlon of thlS authority and release which was mailed 
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to Residential Alternatives, Inc. at the above address by certified mail, 
postage prepaid, or which was otherwise delivered to Residential Alternatives, 
Inc. and the receipt of which was acknowledged in writing by Residential 
Alternatives, Inc •• 

This release is intended to have the effect of a sealed instrument and to be 
legally binding upon the undersigned and his (her, their) respective successors 
and assigns. 

Name(s) Name{s} 

Address Address 

Telephone Number Telephone Number 

- 230 -

" 

APPEXDIX G 

TERMINATION FORM 

Name: ----------------------- Date left: 

Left to: ___ Parents On the run: 
~ __ relatives 

foster home --___ independent living 

, " 

If not parents: Address: 

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

--------------------------
Name: --------------------------

School status: ___ Remained in school 
__ Returned to schoo 1 
___ Dropped out 

Corrments: 

Legal status: 

Job status: 

__ Suspended 
__ Expelled 

Unchanged: (no legal involvement) 

Legal involvement minimized: YES NO 
Explain: 

No change in legal involvement 

____ No job 
___ Increased vocational interest 
___ ,job 
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General evaluation of effect of program on youth: 

Results: 

Evaluated and organized Tife situation 

Became better able to communicate with: 

Parents Friends 

Others 

Authorities 

Became free from (circle) alcohol drugs illegal acts --
Became able to live at home 

__ Developed pl an for independent 1 iving 

G.2 

__ Found long term residential placement at ______ . ________ ,.---__ 

Enhanced self image 

( - 1) d obta,-ned go.od grades, behaved graduated __ School Clrc e passe _ _ _ 

Became sexually adjusted 

Became able to function better (explain} _______ --------

Obtained services of (circle) medical psychological legal 

__ Family reconcil ed 

Alternate placement found at; __________________ _ 
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APPENDIX H 

. CHECKLIST FOR FOLLOW-UP PHONE INTEVIEWS 
Youth name: 

--------------------------------------
Address: 

---------------------------------------
Who are you living with now? 

Name: _________________ --:Re 1 at i onship : __________ _ 

Who has legal custody of you? ._---------
If no, why not? 

----------------------------~--
Are plans being made for you to enrol1? ________________ _ 

If yes: 

Name of school: 
--------------------- Grade: ----

Number of days ·absent since last phone call: excused __ unexcused--. 
Have you been suspended during this term? 

-------------~-
. If yes, how many times_~ ___ and for what reason(s}? ____ _ 

Do you have a job? ----
If yes:' 

Full time or part time? ____ Employel"s Phone #: ____ . __ _ 

Name of employer : ______________________ _ 

Address: 
-------------------------------,----

How long have you had this job? ______ What kind of work do 

you do (job title or description)? 
--------------------
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Exhibit 3. Prompt questi ons from fi rst page of phone checkl ist.Checkl ist 
for Follow-Up Phone Interviews 

School counselor: Phone: 
--------------------~--------~ ------------

Address: __________________________________________________ ---

Schoo 1 pri nc i pa 1 : _______________________ ~ __ Phone : __________ __ 

Address: -----------------------------------------------------
Court counse"lor or 

(probation officer): 

Address: 
---------------------- Phone: ----------

---------------------------------------------------
Emp 1 oyer : ______________ ~ _________ ----------~Phone : __________ -

Address: ---------------------------------------------------
Natural or foster parent 

------------------~--
Phone: ----------

Address: -----------------------------------------------------
Other: Phone: 

---------------------------------------~ ----------
(Relationship): 

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

Address: ----------------------------------------------------
Is there anything else you'd like to talk about before we hang up? ____ _ 

Call date: Name of Interviewer: ----------------- -----,---------------
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APPENDIX I 

" RESIDENTIAL ALTERNATIVES, INC.' 
SCHEDULE OF OTHER OPERATING EXPENDITURES 

FOR THE YEAR ENDED DECEMBER 31, 1978 

HOME GROUP ATTENTION PROCTOR 
DETENTION HOMES HOME PROGRAM TOTAL 

Fringe Benefits & Payroll Taxes $ $ $ $ $ 
Food 
Clothing 
Allowances fo'!" Chil dren 
Children's Activities 
Bedding, Linen & Staff Uniforms 

N Transportation & Workers Expense 
w Rental & Repair of Vehicles CJ1 

. I Purchase of Health Services 
Conferenc.e 
Tuition & Related School Expense' 
Insurance 
Rent 
Repairs & Maintenance 
Replacement of Furniture & Equipment 
Rental of Furniture & Equipment 
Supplies 
Medical Supplies & Equipment 
Telephone 
Postage 
Dues & Licenses , . 
Subscriptions & Publications : 

Audit, Legal & Advisory Fees 
Utilities 
Interest 
Administrative 
Outside Camp Fees 
Misce 11 aneous 

$ $ $ $ $ 
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APPENDIX J 

RESIDENTIAL ALTERNATIVES, INC. 
STATEMENT OF FINANCIAL POSITION FORM 

DECEMBER 31, 1978 AND 1977 

Current Fund 
Assets 

Cash - including savings accounts of 
$ in 1978 and $ in 1977 

Receivables - principally contacts 
and grants 

Prepaid expenses and deposits 

Liabilities 
Bank overdraft 
Accrued expenses 
Accounts payable 
Short-term note payable 
Deferred revenue and support 

Total obligations 
Fund (deficit) 

Property and Equipment Fund 
Assets 

Land 
Residential buildings 
Equipment: 

Automotive 
Household and office 

Total cost 
Less accumulated depreciation 

Liabilities, including current 
i nsta llments of approximately $ __ _ 

Real estate mortgage loans 

Conditional sales contracts, due 
in monthly installments of 
approximately $ including 
interest, from % to % 
maturing in -. -

Total obligations 
Fund (deficit) 
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1978 

$ 

$ 

$ 

..",-l('----) 
$ 

$ 

$ 

1977 

$ 

$ 

$ 

..",...,(--) 
$ 
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RES1DENTtAL Al TERNiITIVES, TIle. . ST.n.TEI~EIJT OF REVENUE AND EXPEiTDlTUnES FOR THEYEARS ENDED DECEMllER 31. 
197B AND 1977 

•• ••••••••••• 1978 •••••••••••••••• 
••••••••••••• 1977 •••.••••••••••• Property 

Property and 
and Current Equipment Current Equipment 

REVEnUE AND SUPPORT 
Fund . Fund Total Fund Fund Total 

Revenua: 
Placemant Fees 

$ $ , $ 
$ 

City and County of Paradise 
Crisis Resolution Program 
Fee-for-Service Contracts 

State of Utopia - Department of Health 
County of Paradise - Office of Crimi noll Justice 
Gain from Sale of Property anti Equipment 

$ 
$ 

Interest Income 
Other 

Total Revenue 
~ $ "$ r $ $ : 

Support: 
United States of America - Department of Health, 

Education and Helfare grants (restt"icted to 
specific programs): 

Off1ce of Youth Development 
National Institute of Drug Abuse 
National Institute of Mental Health 
Other 

City and County of ParadiSe - Nayor's Office 
of Employment and Training N County of Paradise - Office of Employment w and Training ......., 

Uni ted Way of Paradise 
Contributions for General Public, including Donated Services 
Restricted to Specific Uses: 

ULopia Arts Council 
Gasahol FOUndation 

Other 
Total Support 

~ ~ ~ ::: F $ ~ 
Total Revenue and SUPPOI"t 

2 $ : EXPENSES: 
Utopia Program Services: 

Crisis Center.' Inc. 
Alternative Group flornes, Tnc. 
Downto~m Center, Inc, 
Projec t Utopi a 
Niddle Core 

~ 
n 
;1 

Human SerVices, Inc. 

f! 

Paradise Program Services: 

J 

County Circuit Homes, Inc. 

il 

Ambulatory SerVices, Inc. 
Support SerVices, Ltd, 

$- 'f' $ $ Ii 

Total Program Services $ $ 

Jr 

Supporting Services ~ Administration 
Total expenses $ ~ ~ J 

* 
~ :-

c... 
EXCESS OF EXPENSES OVER REVENUE AND SUPPORT 

$ $ $ $ $ $ . 
N 
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RESIDENTIAL ALTERNATIVES, INC. 
STATEMENT OF EXPENSES FORM 

FOR THE YEARS ENDED DECEMBER 31 z 1978 NAD 1977 

••..••••.•••.•... 1978 •.•••..•..•.•.••••• • •••••••••••••••• 1977 •••••••••••••••••• 

Supporting Supporting 
Program Services Program Services 

COMPENSATION: Services Administration Total Services Administration Total 
Co-Directors '$ $ $ $ $ $ 
Coordinators 
Staff: 

Regul ar 
Temporary 
Volunteer 

EMPLOYEE BENEFITS AND PAYROLL TAXES 
Total compensation and 

$ $ related expenses $ $ $ $ 
PROFESSIONAL FEES AND CONTRACT 

SERVICE PAYMENTS 

RENT, INTEREST AND OTHER OCCUPANCY 
N 
w 

FOOD AND OTHER SPECIFIC AID TO MINORS co 

AUTOMOTIVE, INCLUDING INTEREST 

'TELEPHONE AND POSTAGE 

PRINTING AND PUBLICATIONS 

SUPPLIES AND EQUIPMENT 

CONFERENCES AND OTHER 
Total expenses before 

deprec; ati on $ $ $ ,$ $ $ '; 

i 
,! 

DEPRECIATION OF BUILDINGS AND 
EQUIPMENT 

$ $ . $. 
0 $ $ $ 

~ . 
w 

. . 
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FUND (DEFICIT) AT BEGINNING OF YEAR 
EXCESS OF EXPENSES OVER REVENUE AND SUPPORT 

PROPERTY AND EQUIPMENT 
Acquisitions 
Di spositi ons 

MORTGAGE AND EQUIP~lENT OBLIGATIONS 
N 

Additional borrowings 
w Repayments 
1.0 

FUND (DEFICIT) AT END OF YEAR 

~---~--~-

'" ( (c f; r~ 
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RESIDENTIAL ALTERNATIVES, INC. 
STATEMENT OF CHANGES IN FUND BALANCES 

FO~ THE YEARS ENDED DECEMBER 31. 1978 AND 1979 

•••..••• , •••.• 1978 .•.•••••••.•• 

Current 
Fund 

$ 

$ 

Property 
and 

Equipment 
Fund 

$ 

$ 

Total 

$ 

$ 

•••••••••••••• 1977 ••••••••••••• . 
Property 

and 
Current Equipment 

Fund Fund Total 

$ $ $ 

$ $ $ 

~-\ 
,,~' 

c:... . 
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APPENDIX K 

SAMPLE BYLAWS FOR PRIVATE NON-PROFIT ORGANIZATION 

I 

Principal Office 

The principal office for thf; transaction of the business of the 
• The Board corporation is fixed and located at 

of Directors may at any time or from time to 
principal office from one location to another 

"~--~~~--~----~~--time change the location of the 
in this county. 

II 

r~embership 

Secti on 1. Members There shall be two cl asses of members of thi s 
corpor.ation. The first class of members shall be known as institutional 
members, and the second class of members shall be known as individual 
members. 

Section 2. Qualifications of Institutional Members. The 
institutional members of this corporation shall be all institutions holding 
any type of membership in any other institution which shall have during that 
year made a contribution 9f $25 or more. 

Section 3. Qualification of Individual Members. Any person who 
currently is actively serving as a volunteer worker for the corporation and 
has expressed in writ-ing an interest in becoming a member of the 
corporation, and any person who has made a contribution, and any person who 
has made a contribution in excess of $10 for that year shall be an 
individual member of this corporation. 

Section 4. An!1,ual Meeting. The annual meeting of the"members of 
this corporation shall be held at such time between October 24, and November 
14, of each year and at such place as may be determined by a rnDolution of 
the Board of Directors. Written notice of the time and place of the annual 
meet i ng shall be deli v/ered personally to each member or sent to each member 
by mail or other form IOf written communication, charges prepaid, addressed 
to him at his address as it is shown on the records of the corporation, or 
if it is not shown on the records or is not readily ascertainable, at the 
place where the meetings of the members are regula.rly held. Any such notice 
shall be mailed or delivered at least five (5)' days before the date of the 
meeting. 

Section 6. ~ecial Meetings: Special meetings of the members of 
the corporati on for any purpose or purposes may be call ed at any time by the 
presi dent of the corpo1."ati on or by not less than one-fourth (1/4) of the 
members of the Board of Directors. Written notice of the time and place of 
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speci al meetings of the members. shall be given in the same manner as for 
annua 1 meeti ngs of the members. The transactions of any meeti ng.s of the 
members of the corporation, however called and noticed, shall be as valid as 
though had at a meeting held after regular call and notice if a quorum is 
present, and if either before or after the meeting each of the voting 
members not present signs a written waiver of notice, a consent to holding 
this meeting or an approval of the minutes of the meeting. All the waivers, 
consents or approvals shall be filed with the corporate records or be made a 
part of the minutes of the meeting. 

Section 7. ggorum: A quorum for any meeting of the members shall 
be twenty-five percen~5%) of the total number of members of the 
corporatin. 

Section 8. Liabilities of Members: No person who is now, or who 
later becomes, a member of this corporation, shall be personally liable to 
its creditors for any indebtedness or liability, and any and all ct"editors 
of this corporation shall look only to the assets of this corporation for 
payment. 

III 

BOARD OF DIRECTORS 

Section 1. Number of Directors: The Board of Directors shall 
consist of fifteen (15) members until the number of directors is changed by 
amendment to t~ese bylaws. 

Section 2. Quorum: A quorum for the transaction of business shall 
be five (5) or one-third of the total number of the elected directors, 
whichever is larger. Every decision .of the Board of Directors shall b~ 
determined by a simple majority of those directors present at a meeting duly 

"held, except as prescribed otherwise in these bylaws. 

Section 3. Powers of Directors: Subject to the limitations of the 
Articles of Incorporation, other sections of the bylaws, and of (name of 
state) law, all corporate powers of the corporation shall be exercised by or 
under the authority of, and the business and affairs of the corporation 
shall be controlled by, the Board of Directors. Without limiting the 
general powers, the Board of Directors shall have the following powers: 

(a) To select and remove all other officers, agents and 
employees of the corporation, prescribe such powers and duties for them as 
may not be inconsistent with law; the Articles of Incorporation or these 
bylaws, fix their compensation and require from them security for faithful 
service. 

(b) To conduc:t, manage, and control the affairs and busi ness 
of the corporation, and to make rules and regulations not inconsistent with 
law, the Articles of Incorporation or the bylaws. 
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(c) To borrow money and incur indebtedness for the purposes 
of the corporation and for that purpose to cause to be executed and 
delivered in the corporate name, promissory notes, bonds, debentures, deeds 
of trust,' mortgages, pledges, hypothecations or other evi dence of debt and 
securiti es. 

Section 4. Election and Term of Office: Except as provided below 
for the initial terms of the first directors, the term of office of each 
director of this corporation shall be three years or until his successor is 
elected. Successors for directors whose terms of office are then expiring 
shall be elected at the annual meeting of the members in the year such terms 
expire. A director may succeed himself in office. 

At the organizat~onal meeting of the .first director~ of this 
corporation, the directors shall, by lot, ~lasslfy ~hemselves lnto. ~h~ee 
groups. The first group shall consist of f1Ve (5) dlrectors wh.ose ln1t~al 
term of office shall be one year. The second group shall conslst of f~ve 
(5) directors whose initial term of office shall be two years: The. thlrd 
group shall consist of ~i~e (?) dir~ctors whose. t~r'!1 of offlce shall be 
three years. This classlflcatlon ~ma the short l~ltlal terms are f~r the 
purpose of providing, as nearly as numerically posslble, for the electlon of 
one-third of the Board of Directors in each year. In the event that the 
directors at the time of such initial organizational meeting number less 
than fifteen such directors (and subsequent appointees) shall be so grouped 
with respect' to their initi al terms of office as to perm]t, insofar as 
possible, the preservation of said scheme of staggered electlons of members 
of the Board of Directors. 

Section 5. Vacancies: Vacancies in the Board of Directors shall 
be filled by a namority of the remaining directors then in office even 
though less than a quorum, or by the soJe remainin~ director, after 
nomination by the Nominating Committee. A successor dlrector so ele~ted· 
shall serve for the unexpirec term of his predecessor, unless such unexplred 
term shall exceed one (1) year, in which case his election shall be subject 
to confirmation by the members at the next annual meeting of members. 

Section 6. Place of Meeting: Regular meetings of the Board of 
Directors shall beheld at any place that has been designated from time to 
time by resolution of the Board or by written consent of all members of the 
Board. In the absence of this designation regular meetings shall be held at 
the principal office of the corporation. Special meetings of the board may 
be held at either a place designated or at the principal office. 

Section 7. Organizational Meeting: Immediately following each 
annual meeting of members, the Board of Directors shall hold a regular 
meeting for the purpose of organization, election of officers and the 
transaction of other business. No notice of such organizational meeting 
need be given. 

Section 8. Other Regular Meetings: Other regular meetings shall 
be held during at least eleven (11) months during each year at such times as 
may be established by resolution of the Board of Directors. 
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Section 9. Special Meeting: A special meeting of the Board of 
Directors for any purpose or purposes may be called at any time by the 
president, the vice-president or by any two directorso 

.Section 10. Notice of Regular and Special r1eeting: Written notice 
of the tlme and place of each regular and special meeting shall be delivered 
persona lly to each di rector or sent to each di rector by mail or other form 
of written communication, charges prepaid, addressed to him at his address 
as shown on the records of the corporation, or if it is not so shown on the 
records of the corporati on, or if it is not so shown on the records or is 
not readily ascertainable, at the place where the meetings of the directors 
are regularly held. The notice shall be mailed at least five (5) days 
before the time of holding of the meeting. 

The transactions of any meeting of the Board of Directors however 
ca 11 ~d and not iced and wherever he 1 d, sha 11 be as val i d as though' had at a 
m~et1ng held after regular call and notice, if a quorum is present and 
el!h~r bef~re or afte~ the meeting each of the directors not present signs a 
wrltten walver of notlce or a consent ta hold the meeting or an approval of 
the minutes. All such waivers, consents or approvals shall be filed with 
the corporate records or made a part of the minutes of the meetings. 

Section 1l. Action without a Meeting: A director may be removed 
from offi ce, for cause, by the vote of a majority of the directors. Such 
cause shall include, but not be limited to, the absence of a director from 
three consecutive regular meetings without having previously requested an 
excuse from the Board. Directors are required to attend a minimum of seven 
meetings within a Corporate year. The sixth absence constitutes automatic 
resigneltion. The Board may waive resignation if mitigating circumstances 
are presented to the Board. For the purposes of this section, the term ua 
Corp?rate year" shall refer to the twelve month period betweeri annual 
meetlngs. 

Section 13. Compensation: The directors shall receive no 
compensation for their services as directors. 

IV 

OFFICERS 

Section 1. Officers: The officers of this corporation shall be a 
president, vice-preSident, secretary, and treasurer and such other officers 
as ~he Board of Directors may appoi nt. One person, other than the 
pres~dent, may hold more than one of these offices. Officers other than the 
presldent need not be members of the Board of Directors. 

Section 2. Election: The Board of Directors shall elect all 
officers of the corporation for terms of one year, or until their successors 
are elected. 

Section 3. Vacancies: A vacancy in any office because of death, 
resignation, removal, disqualification or other-wise shall be filled by the 
Board of Directors. 
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Section 4. President: Subject to the control of the Board of 
Directors, the president shall have general su~ervision, directio~ and 
control of the business and affairs of the corporatlon. He shall preslde at 
all meetings of the members and directors, an~ shall have such ot~er powers 
and duties as may be prescribed from time to tlme by the Board of Dlrectors. 

Section 5. Vice-President: In the absence or disability of the 
president, the vice-president shall perform all of the duti~s of the 
president and in so acting shall have all the powers of the presldent: The 
vice-presiden~ shall hav~ such Q~her powers and perf~rm such other dutles as 
may be prescrlbed from tlme to tlme by the Board of Dlrectors. 

Section 6. Secretary: The secretary shall keep a full' and 
complete record of the proceedings of the Board of Directo!s, shall keep the 
seal of the corporati on and affi x it to such papers and 1 nstrllm~nts as may 
be required in the regular course of business, shall make serVlce of such 
notices as may be necessary or proper, shall supervise the keep~ng of the 
records of the corporation, and shall discharge such other dutles of the 
office as prescribed by the Board of Directors. 

Section 7. Treasurer: The treasurer shall receive and safely keep 
all funds of the corporation and deposit them in the bank or bank.s that may 
be designated by the Board of Directors. These. funds shall be pal~ out only 
on checks of the corporation signed by such offlcers as may be deslgnated by 
the Board of Directors as authorized to sign them. The treasurer shall have 
such other powers and perform such other duties as may be prescribed from 
time to time by the Board of Directors. 

V 

Committees 

Section 1. Executive Committee: The Board of Directors by a 
majority vote of its members may designate two (2) or more of it~ members as 
an Executive Committee of such Board and delegate to such comrnlttee any Of 
the powers and authO'r"ity of the Board of Di rectors, except the power to 
adopt, amend or repeal the bylaws. Such ~ommittee shall act only.in the 
intervals between meeting of the Board of Dlrectors and shall be subJect at 
all times to the control of the Board of Directors. 

Section 2. Nominating Committee: The Nominatins Committee shall 
be appointed by the president prior to the first. regu"'ar meeting of the 
Board of Directors following the annual membershlp meetlng and shall be 
ratified by the Board of Directors, and the remaining two of whom shall be 
corporati on members.' Members of the Nominati ng Committee shall serve not 
more than two consecutive years. The cor:nnittee shall prepare a ~late of 
nominees for the office of directors, obtaln the consent of the nomlnees to 
serve, and present such sl ate of nomi ne~s to t.he B.oard of Directors for its 
consideration and any additions or deletlons WhlCh lt may have. 
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Section 3. Ad Hoc Committees: Ad hoc committees for specific 
purposes or activities may be designated from time to time by resolution of 
the Board of Directors. Chairp.ersons of such committees shall be appointed 
by the Board. Members of such committees shall be appointed by the 
respective chairpersons in such numbers as the chairpersons deem advisa~le, 
unless otherwise provided by the Board in its resolution designating any 
such committee. 

Section 4. Rules: Each committee may adopt rules for its own 
government and procedure not inconsistent with law, with these bylaws or 
with rules and regulations adopted by -.the Board of Directors. At the 
discretion of the Board of Directors, all regular and ad hoc committees may 
have as their members members of the corporation or advisory members 
(persons with speGial skills) in addition to members· of the Board of 
Directors. When the Board of Directors commits the task to a regular or ad 
hoc committee, it may not again assume responsibility for that task until 
such commi ttee makes its report and recommendati ons or reports that it is 
unable to complete the task in the time limit specified in the authorizing 
reso 1 uti on. 

VI. 

Amendment of Bylaws 

These byl aws may be amended or repealed and new byl aws adopted by 
the vote of a majority of the members of the Board of Directors at any 
directors' meeting, except that a bylaw fixing or changing the number of 
directors may be adopted, amended or repealed only by vote or written 
consent of a majority of the members of the corporation or the vote of a 
majority of a quorum at a meeting of the members called for that purpose and 
which is the vote of the majority of those present and voting. 

VII 

Miscellaneous 

Secti on 1. Executi on of Documents: The Board of Directors may 
authorize any offi cer or agent to enter into any contract or execute any 
instrument in the name of and on behalf of the corporation, and this 
authority may be general or confined to specific instances; and, unless so 
authorized by the Board of Directors, no offi cer, agent or other person 
shall have any power or authority to bind the corporation by any contract or 
engagement or to pledge its credit or render it liabl~ for any purpose or 
any amount. 

Section 2. Inspection of Bylaws: The corporation shall keep in 
its principal office the m~iginal or a copy of these bylaws, as amended, or 
otherwise altered to date, certified by the secretary, which shall be open 
to inspection by the members at all reasonable times during office hours. 

- 245 



r 

( 

c 

c 

K.7 

Section 3. Rules of Order: The rules contained in Robert's Rules 
of Order, revised, shall govern all members' meetings and directors' 
meetings of the corporation, except in instances of conflict between 
Robert's Rules of Order and the Articles of Incorporation or bylaws of the 
corporation or provisions of law. 

Section 4. Annual Report and Financial Statement: The Board of 
Directors shall provide for the preparation and submission to the members of 
a ~~itten annual report, including a financial statement. Such report shall 
summarize the corporation's activities for the preceding year and activities 
projected for th~ forthcoming year; the financial statement shall consist of 
u balance sheet as of the close of business of the corporation's fiscal 
year, contain a summary of receipts and disbursements, be prepared in such 
manner and form as is sanctioned by sound accounting practices, and be 
certified by the president, secretary, treasurer or a public accountant. 

Section 5. Fiscal Year. The fiscal year of the corporation shall 
begin on the first day of July and end on the last day of June in each year. 
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APPENDIX L 

AUTHORIZATION FOR RELEASE OF INFORMATION 

STATE OF ________ _ 

COUNTY OF _______ _ 

I do hereby authorize 

-----------7M.==-=~~~~~~~~~~_,-~----~-----------' (Name of person or institution releasing record) 

its agents and emplo~ees to ~elease ~o the (Name of Program) Program, (city, 
state) any and all lnformatlon, coples, photostats or otherwise which it 
now has or which it may in the future have in its possession pe;taining to 
the educational, social, physical or mental condition of _________________ __ 

(Child's Name) 

for professional use by the (Name of Program). 

This authorization shall be subject to revocation at any time upon specific 
requ~st, and shall expire. upon final disposition of the matter presently 
pendln~ b~fore the Juven1~e Court. All information obtained under this 
authorlzatlon shall be consldered as confidential information. 

Dated at (city, state), this 

_______ Day of .. ________ 197 ____ _ 

(Parent) 

(Child) 
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APPENDIX M 

RESIDENT COMMUNITY RESPONSIBILITIES 

Expectati ons and consequences for bei ng at (Name of Program) are. 1 i sted 
here. The staff will be glad to explain the reasons for any of these ru~es 
to you. By agreeing to be a resident, you are r.esponsible for fo~lowlng 
these rules or taking the consequences for breaklng them. If you break 
three rules in one week, the staff may decide to put on a trial, week. If 
you choose not to take the consequence for ~ rule you break, you 11 ~e put 
on a trial week. If your attitude and behavlor show that you cannot llve up 
to your committments, the staff may use its right to have you leave. 

If you are dissatisfied with an assigned consequence, first ta.lk i.t over 
with the counselor on duty who assigned it. Next, if you are stll~ unhappy 
set up a meeting with your counselor and the staff person who asslgned the 
consequence. During that meeting you may have one person there to speak on 
your behalf. 

Consequences are to be taken as soon as possible. People too sick to meet 
their daily contract responsibilities, stay in bed and rest that day and 
night. Upset stomachs mean light foods. 

Trial week: There are 2 ways to be put on trial week. 
1. If you refuse to take a consequence. 
2. If you break 3 or more rules in one week. 

If you break a rule during trial week you will be asked to leave in 48 
hours. 

RESPONSIBILITY 

1. No drugs or alcoholic beverages in 
the house or on the premises. This 
includes all drug paraphrenalia 
(pipes, etc.). 

2. No sex in the house. 

NOTE! 
3. No violence in the house. 

CONSEQUENCE 

You will leave residence within 
48 hours. Staff will try to 
help you outs·ide of the program 
since you were unable to work 
within the program. Plus, if 
you come in drunk or high daily 
your counselor will confront 
you about this. Drugs, pot & 
alcohol found in the house will 
be taken away and destroyed. 

You will be asked to leave until 
you can maintain appropriate 
behavior. 

You will be asked to leave until 
you can maintain appropriate 
behavior. 
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4. Any weapons or medication will 
be given to the staff to lock in 
the cabinet during your stay. 

5. What you do outside the house on 
your own time in terms of drugs 
or alcohol use, is your respon
sibility; however, coming into 
the house influenced by these to 
the degree that you are disturb
ing other community members is not 
O.K.!!!! 

6. Everyone will respect each other; 
especially in terms of noise, 
violence and stealing. 

7. 

8. 

9. 

Community Meetings: 
Sunday and Monday: 5:00-6:00 p.m. 
Wednesday: 5:00-6:00 p.m. 
Or if a commun ity member ca 11 s a 
meeting to discuss an important 
issue or an emergency. 

Everyone participates in cleanup 
every night before dinner. A big 
clean up will happen Sunday from 
9-12 after a community breakfast. 

Dinner is served at 6:00 p.m. or 
when clean up is completed. 
No visitors during dinner, clean 
up, or community meetings. 
Residents are to be at the table 
at least 10 minutes after dinner 
is served. Dinner can be missed 
on Saturday night only. If you 
plan to be here for dinner, staff 
must be told. 

10. Dinner is prepared very night excE~pt 
Saturday by the residents. Your 
dinner night will be scheduled each 
week when the meriu is planned. 
Resident is responsible to make sure 
food is ready to be prepared. 

11. Eating hours: 
Breakfast until 9:00a.m. Mon.-Fri. 

Until 10:00a.m. Sat.-Sun. 
Lunch Noon - 2:00 p.m. 
Dinner 6:00 p.m. 
Snack 10:00 - 11:00 p.m. 

11:30 weekends 

M.2 

You will be asked to leave until 
you can maintain appropriate 
behavior. 

You will be ased to leave the 
house until you can maintain 
appropriate behavior. You will 
pay the consequences if it means 
staying out overnight, missing 
curfew, meetings or dinner. 

Problems will be dealt with by 
the community at a community or 
emergency meeting. 

More than 10 minutes late-
Two hours early that night with 
~o visitors. Missed meeting -
1n house with no visitors next 
two nights. 

Dinner is not to be served until 
clean up is completed. Person 
not participating earns obnoxious 
job. 

More than ten minutes late - two 
hours early that night with no 
visitors. Missed dinner - no 
meal or snack that night; in 
house one night with no visitors. 
If dinner is later than 7:00 
residents may leave at 7:00 if 
the counselor agrees. 

If you don't show up to prepare 
the dinner for your night, and 
d~n't make arran~ements to'switch 
wlth another resldent-do dishes 
three ni.ghts in a row. 

Anyone eating during non-eating 
hours, except designated "snack
ing food" (fruits and vegetables) 
causes snacking to be cancelled 
for everyone that night. Coffee, 
tea and juice can be had at any 
time. 
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12. Curfew: 
Sunday-Thursday - 10:00 p.m. 
Friday-Saturday - 11:30 p.m. 

Out after 12 o'clock is consider
ed overnight. 

13. Everyone washes his/her own break
fast, lunch and snack dishes, and 
cleans up their food messes. Even
ing meal is cleaned up by person 
who cooks. 

14. Bedtime is midnight every night. 
This means that all residents are 
in their rooms and respectfully 
qui et. ' 

15. No males in females' rooms, and 
no females in males' rooms be
fore 10:00 a.m. o'r after curfew. 

16. USE ASHTRAYS FOR BUTTS AND ASHES. 

NO SMOKING UPSTAIRS 
NO SMOKING IN THE KITCHEN. 
NO SMOKING IN THE PANTRY. 
NO SMOKING IN THE CELLAR. 

17. No candles are allowed to be up
stairs, lit or unlit. 
No burning of incense. 

M.3 

More than ten minutes late - two 
hours early next night with no 
visitors. If you return after 
curfew and there is no staff 
awake to let you in, it is 
assumed that you' were out 
overnight. You may not get into 
the house without staff 
permission. If you find a way 
into' the house without staff 
permi~sion, it will be assumed 
that YOU HAVE BROKEN IN, AND YOU 
WILL BE ASKED TO LEAVE WITHIN 24 
HOURS. 
Out overnight - in house two 
nights with no visitors. If you 
are to be out past midnight and 
don't notify' staff on duty we 
will notify the police that you 
are missing. 

Unwashed dishes or kitchen mess 
causes snacking to be cancelled 
that day. Problems in dishwash
ing to be worked out by the 
community. 

Problems worked out by the com
munity. Loud radios will be re
moved for 24 hours. Staff has 
the ri ght to ask you to 1 eave 
the house overnight and pay 
consequences if you are making 
too much noise. 

This could be interpreted as hav
ing sex in the house and that's 
your responsibility. 
"Not allowed upstairs from 
supper to bedtime." 

No smoking in residence for one 
day. 
2nd time - 2 days no smoking. 
3rd time - Trial Week. 

1st time - candles will be con
fiscated and returned to you when 
you leave. 2nd time - Trial 
~Ieek • 
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18. Visitor Hours: 
1:00 P.m. - Curfew. 
(not during meetings and dinner) 

19. Visitors are not allowed upstairs. 
Each resident is resonsible for the 
actions of his/her visitors as far 
as house rules; especially no drugs, 

. sex or alcohol. 
Visitors are not allowed in the 
kitchen or downstairs counselor's 
room. If the bathroom needs to be 
used, resident whose visitor it is 
shall go with them. (Downstairs) 
A visitor can be in the kitchen if 
a co~nselor or volunteer is there 
also. 

20. TV HOURS: 
Mon-Fri. 7:00 - 11:30 p.m. 
Sat-Sun. ~:00a.m.-11:30p.m. 

21. No pets allowed in the house. 

22. Staff phone is to be answered by 
staff, unless staff delegates 
responsibility. 
Residence phone is answered in the 
pantr,y. The number is 
and must be diaTed in office and 
transferred to the pantry. All calls 
in and out should be on that phone. 
Local Calls only, no longer than 10 
minutes. 

M.4 

Visitor is banned 1 week. 
No visitors for resident 1 night. 

Visitor is banned 1 week. 
No vi~itors for Resident for 2 
nights. 

Consequences if broken.: 
Visitor will not visit for 2 
days. Resident can have no 
visitors for 2 days. 

If TV or stereo has to be made 
softer more than twice, it goes 
off for 24 hours. TV on during 
non-hours, off for 24 hours. 

Either pet, or you and pet gone! 

Phone abuse results in phone 
being locked or use restricted. 

Resident making long distance 
phone calls without staff per
mission loses all use of phones 
while at (program). 

23. Office and upstairs counselor's room Cost for any equipment abused 
are for the use of the staff. Please will be resident's responsi-
Please ask to use any materials bility. 

24. 

25. 

or equipment. Telephone consequences. 

Residents must ask a staff person 
to turn on the washer and the dry
er. Do not turn on the washer your
self. This also applies to the dish-
washer. ' 

It is the resident's business whether 
or not s/he attends school, but all 
residents who are supposed to be 
attending school, must leave the 
house during school hours: by 9:00 
a.m. the latest. 
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26. Additional note on drug/alcohol use. 

M.5 

This means: If a resident comes 
in and consistently abuses drugs 
or alcohol (drunk or hight 
nightly) they will be confronted' 
by their counselor. 
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APPENDIX N 

COUNSELING AND HOUSING AGREEMENT 

HOUSING: From: --------------- To 

DAILY AGREEr~ENT: (e:g., going to school, talking to staff, phone calls, 
meetings) 

SHORT TERM PLAN: (e.g., family seSSion, counseling, seeking job) . 

LONG RANGE PLAN: (e.g., placement, go home, on-going counseling, living 
on own) 

SPECIAL AGREEMENTS: (early curfew, etc.) 

I agree to the above contract that both myself and a counselor worked on. 
I also understand that a new agreement needs to be done when my housing is 
up or wr.en . any plans are changed. I can talk to a counselor anytime I 
feel my agreement should change. 

I have read and understand the house rules and agree ·to follow them. 

I have rea~ and understand my rights if I feel I do not get the services 
from (name of pl"'ogram) I requested. 

CLIENT: ------------------------------- STAFF -------

DATE: 
----------------------------------
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SELECTED STATE LAWS CONCERNING 
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ARIZONA 
0.2 

1. OEINSTITUTIONALIZATION 

Arizona has no current statute or proposal relating to 
deinstitutionalization of status offenders. 

2. CHILD ~ARE FACILITY LICENSING 

Section 8-501 defines "child welfare agency," and this definition 
includes any agency or institution maintained ••• to receive children 
for care and maintenance. Child welfare agencies include such entities 
as "group foster homes" (5-10 minor chi Idren), "regular foster homes" 
(1-5), and "receiving foster homes" (immediate placement). "Special 
foster homes" wh i eh are licensed foster homes capab I e of hand ling not 
more than five chi Idren who requir~ special care for physical, mental or 
emotional reasons or who have been adjudicated delinquent are also 
classified as child welfare agencies. 

Section 8-503 states that the division (department of economic 
security) exercises supervision over al I chi Id welfare agencies and 
shal I establ ish rules, regulations, and standards for licensing and 
classifications of foster homes. According to Section 8-505, no chi Id 
wei fare agency [may operate] without a I icense from the division. 
Before issuing a license, the division must investigate the activities 
and standards of care of the agency, its financial stabi lity, the 
character and tra in i ng of the app I icant, the need for such agency, and 
the adequacy of its intended services to insure the welfare of children. 
Section 8-505(0) states that each license shal I state in general terms 
the kind of chi Id welfare service provided; the number of children (ages 
and sex included) that can be received; and if relevant, the 
geographical area the agency is equipped to serve. 

3. ZONING - LOCATION OF FACILITY 

Article 6.1 of Chapter 4 under Title 9 of the Arizona Statutes 
empowers the iegislative body of any municipal ity to regulate al I 
matters with regards to building, zoning and land USB. Article 6 of the 
same chapter" authorizes the legislative body to establish a planning 
department whose functions include the preparation of a long range 
general plan for the development of the municipality. A municipal ity is 
not required to adopt a genoral plan prior to adoption of a zoning 
ordinance . 

Section 9-462.04 dictates an adoption procedure. If the 
municipal ity has a planning commission or a hearing officer~, the 
planning commision or hearing officer shal I hold a publ ic hearing on any 
zoning ordinance, and make recommendations to the governing body. 
Before taking action on a proposed ordinance or amendment, the governing 
body is required to hold a public heariog only if specifically requested 
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to do so. If there is no planning commission or hearing officer, the 
legislative body shal I perform those functions. Section 9-462.04{G) 
provides a procedure in the event of a pro!est by affect~d property 
owners of a proposed change. Alternatives to detention are not 
mentioned. 

CALIFORNIA 

1. DEINSTITUTIONALIZATION 

According to Section 207 of Cal ifornia's Annotate~ Code~ of 197~,. no 
status offender who is taken into custody can.b~ ?etalned In any Jal I, 
lockup, Juveni Ie hall, or other secure facility. I: ~ny minor Is 
detained he wi II be detained in a shelter-care facility, crisis 
resoluti~n home or a non-secure facility. At present, there is no new 
proposal for fut~re legislation related to deinstitutional Ization. 

2. CHILD CARE FACILITY LICENSING 

Chapter 3 of Division 2 of the Health and Saf~ty C~de deals with the 
licensing of community care facl ities. As defined In ~ec!lon 1?02, 
"community care facility" means any facility, place, or bUilding ~hlc~ • 
• • provides nonmedical residential care,. day care, or hom~flnd~ng 
agency services for children, adults, ~r chi Idren and adul~s, ~ncludlng 
but not limited to, the physically handicapped,. ment.ally l~p~lr,;d, ,or 
incompetent persons, and includes: I~ ':Resldentl~1 .facility ,Wh~ICh 
mf~ans any family home, group care facility, or similar facility 
determined by the director of social services, for 24-hour care of 
persons in need of personal services, supervisl~n" or assistance .••• 
4) "Home'fi nd i ng agency" wh i ch means any i nd I v I dua I or organ I zatlon 
engaged in finding homes or other places for placement of p,ersons of ~ny 
age for temporary or pe.rman~nt car.e ,or adop~ i ~n. 5) Foster fam ~ I ~ 
home" which means any residential facility prOViding 24-hour care for 
six or fewer foster children .•• in the residence of the foster 
parents in whose care the foster chi Idren have been placed. Such 
placement may be by a public or private child placeme~t agency or by a 
court order, or voluntary placement by parents or guardian. 

. Section 1520 states that any person desiring Issua~ce or ren~wal of 
a license for a community care facility or a speCial permit f?r 
special ized services under the provisions of this cha~ter ~hal I ~lle 
with the state department of social services an application whl?h 
includes: a) evidence of the abil ity of the applicant to comply with 
the provisions 'of this chapter and rules and regulations pro~ulgat~d by 

. the state department 0 b) Ev i dence ••• that the ap~ II cant I s of 
reputable and responsible character. c) Other Information as may be 
required by the department for the proper administration and enforcement 
of this chapter. 

Under Section 1530. the state department shall adopt, amend, or 
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repeal ••• reasonable rules, regulations, and standards necessary and 
proper to carry out the intent of this chapter. Such regulations shal I 
designate separate categories of licensure under which community care 
faci I ities shal I be licensed ••• Regulations shal I also designate the 
special ized services which community care faci I ities may provide. The 
state department (1530.5), In establishing regulations ••• under this 
chapter for family homes providing 24-hour care for six or fewer foster 
chi Idren shal I consider such homes as private residences, and establish 
regulations for such family homes separate for al I other community care 
f ac iii ties. 

Section 1531 states that the regulations for a license shal I 
prescribe standards of safety and sanitation for the physical plan and 
standards for basic personal care, supervision, and services based upon 
the category of licensure. 

The regulations for a special permit shal I prescribe standards for 
the quality of specialized services, including, but not limited to, 
staffing with duly qual ified personnel which take into account the age, 
physical and mental capabi Iities, and the needs of the persons to be 
served. 

The state department's regulations shal I al low for the development 
of new and innovative community programs • 

Other articles of this same chapter cover such things as evaluation 
and inspection of faci lities, violations, encouragement of local 
development of residentfal care faci I ities, and proviSion for the 
establ ishment of community care faci I ities serving wards of the juvenl Ie 
court. 

A pending piece of legislation, Senate Bill No. 444 would require 
the department to develop a standardized curriculum for training staff 
personnel employed at community care facilties ••. by provid1ng 
in-kind type services for training persons employed at such facil ities. 

3. ZONING - LOCATION OF FACILITY 

The Legislature declares in Chapter 4 of Title 7 of the Government 
Code, that in enacting this chapter it is its intention to provide only 
a minimum of limitation in order that counties and cities may exercise 
the maximum degree of control over local zoning matters. The 
legislative body of any county, or city by ordinance may regUlate and 
restrict with regards to building, zoning, and land use matters. If a 
city had adopted a general plan, Section 65860 states that city zoning 
ordinances shal I be consistent with the plan. The legislative body may 
create a city planning commission, but If there is no such commission, 
the legislative body shal I do al I things required or authorized by this 
chapter of the city planning commission. 

The .Iegislative body may direct the planning commssion to hold 

- 257 -



1-"'-

( 

I ( 

( 

( 

( 

0.5 

hearings and make recommendations on any zoning ordinance or amendment. 
Under Section 65857, the legislative body may approve, modify, or 
disapprove the recommendation of the planning commission. However, any 
proposed ordinance or amendment not previously considered by the 
planning commission during its hearings must first be referred to the 
planni~g commission for report and recommendation. Also, Section 65856 
requires the legislative body to hold a public hearing upon receipt of 
the recommendations of the planning commission. In the event that 
neither a board of zoning adjustment or the office of a zoning 
administrator has been created and establ ished, Section 65902 transfers 
such functions and duties to the planning commission. No section of 
this chapter mentions specifically alternatives to detention. 

Section 1520.5 of the Health and Safety Code, effective Sept. 19, 
1978, deals with the overconcentration of residential care facilities. 
It is the pol icy of the state to prevent overconcentration of 
residential care faci I ities which impair the integrity or residential 
neighborhoods. Therefore, the director of social services must deny an 
appl ication for a new residential care facility license if he determines 
that the location IS in such proximity to an existing faci I ity as would 
resu It in overconcentrat ion. "Overconcentralon" means that if a new 
license is issued, there ~'ifll be residential care facilities which are 
separated by a distance of 300 feet or less. Based on special local 
needs and conditions, the director may approve a separation distance of 
less than 300 feet with the approval of the city or county in which the 
proposed faci I ity wil I be located. Foster family homes and residential 

. care faci I ities for the elderly shall not be considered in determining 
overconcentration, and license applications for such faci I itles shal I 
not be denied upon the basis of overconcentration. 

Section 15.66.3 of the Health and Safety Code states that whether 
or not unrelated persons are I iving together, a residential facility 
which serves six or fewer persons shal I be con~idered a residential use 
of property for the purposes of this article. In addition, the 
residents and operators of such a facility are considered a fami Iy for 
the purposes of any law or zoning ordinance which relates to the 
residential use of property ... Assembly Si I I No. 448, introduced into 
the 1979-80 regular session, would require a conditional use permit, 
zoning variance, or other zoning clearance for such a residential 
faci I ity if any of the persons in such a faci lity are adjudged wards of 
the court and are ordered by the court to be placed in a residential 
fac i I ity. 

COLORADO 

I. DEINSTITUTIONALIZATION 

Colorado has no current statute relating to the 
deinstitutionalization of status offenders. 
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2. CHILD CARE FACILITY LICENSING 

. Sec} i on ~6-6-.1 02 def i nes "ch i I d care center" as an y f ac I I i ty • • • 
wh I ch I s rna I. nta I ned for • • • the care of five or more ch i I dren under 
the age of sixteen. The term includes those faci lities which give 
twenty-four hour care for dependent and neg I ected ch i I dren. A "ch i I d 
placement agency" arranges for placement for care of any child under the 
age of sixteen years. "Fam i I Y care home" means a faci I ity for ch II d 
care .1 n. a p I ac~ of res I dence of a fam i I Y or person for the purpose of 
pro~ldlng family care and training for an unrelated chi Id under the age 
of sixteen. 

Section 26-6-106 states that the department of social services 
shal I estab~ i~h minimum standards for I icensing. Standards prescribed 
shal I be ~Imlted to: a) the operation and conduct of the facility or 
agency and the responsibility it assumes for chi ld care; b) the 
c~aracter, suitabl I ity, and qual ifications of the appl icant for a 
license, and of other persons directly responsible for the care and 
welfare of !::hi Idren served; c) the general financial ability and 
competence of the appl icant; d) the number of individuals or staff 
required to insure adequate supervision and care of chi Idren served; e) 
the -ppropr!atene~s, safety, cleanliness, and general adequacy of the 
pre~lses, Including state fire and health standards, to provide for the 
physl~al comfort, care, well-being and safety of chi Idren served; f) 
keepln~ ~ecords for food, clothing, equipment, and individual supplies; 
g) .provlslons to safeguard the legal rights of chi Idrenservedj h) 
maintenance of records pertaining to the admission progress health 
~nd ~Ischa~ge of ch!ldrenj I) fil ing of reports with ;he depart~ent; an~ 
J) discipline of chi Idren. 

3. ZONING - LOCATION OF FACILITY 

Ar~icle 23 under Title 31 of the Colorado Code provides the 
governing body of each muniCipal ity with the power to regulate and 
restrict building, zoning and land use concerns. Section 31-23-301(4) 
states that no s~atutory o~ ho~e rule city or town or city and county 
shal I enact an ordinance prohibiting the use of a state-I icensed group 
home for the developmentally disabled which serves not more than 8 
developmentally disabled persons and staff, as a residential use of 
property !or zoni.ng. (lI~esiden:ial use" means specifically,. although 
not exclUSively, single-family reSidential zoning). 

AI I regulations are to be made in accordance with a comprehensive 
plan. In Subsection (2)(a) of Section 31-23-303, the general assembly 
dec I ares that the e.stab I i shment of state- licensed group homes • • • for 
developmentally disabled persons is a matter of statewide concern ••• 
and tha! such a home (as d~fin~d above) is a residential use of property 
for zoning purposes. Nothing In this Subsection (2) shal I be construed 
to supersede the authority of municipalities and counties to regulate 
such homes appropriately through local zoning ordinances or resolutions 
except insofar as such regulations would prohibit such homes from any 
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residential district. If reasonably related to the require~ents of a 
particular home, a local zoning or other development regulation may •• 
• attach specific location requirements to the approval of ~a~ .group 
h . I dOing thp avallabi I ity of such services and facilities as orne, Inc u ~ to f ·I·t· 
stores

j 
commercial services, transportation, and recrea Ion aCI lies. 

Section 31-23-204 empowers t~e governing body to provide for the 
manner in which (zoning) regulations are de~erm~ned, amended, ?r 
chan ed. However, no such amendment or regulation wll I become effec~l~e 
unti1 after a public hearing Is held. In the event of a pro~est a~aln_t 
such changes by affected property owners, Section 31-23-305 provides a 
rocedure to be followed. In order to avai I itsel f of these powers, a 
~onin commission must be appointed !o recomme~d and repo~t to the 
governgi ng body. A board of adjustment IS al so requ I red as prov I ded for 
in Section 31-23-304. 

CONNECTICUT 

I. DEINSTITUTIONALIZATION 

Connecticut has no current statute or proposed legislation regarding 
the deinstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSiNG 

On May 18, 1978, Connecticut passed Public Act. No: 78-1~8 
concerning the licensing of institutions. No orphan asylum, chi Idren s 
home or simi lar institution, and no person or group of persons, ••• 
shall care for or board a chi Id without a license obtaine~ from the 
commissioner of social services. An appl ication for a ~ Icense must 
state the proposed location for chi Id care, number of chi Idren, the 
purpose of the institution and the names 0: its chief officers and of 
the actual superintendent in charge ~f the chll~ren. The commlssl~ner 
of social services and the commiSSioner of chi Idr~n and youth serVices 
are each authorized to fix the maximum number of chi Idren to be b?arded 
and cared for in any such home or institution. Annually, each licensee 
must file a report stating the number of children rece.ived, number and 
causes of deaths, the average cost of support per capita and much other 
data as may be prescribed. 

Section 17-49a of Chapter 301 is concern~d with I icensin~ of 
child-placing agencies. Applications for such a license shal I ~e I~ a 
form furnished by the commissioner, and shall state the locatIOn., Its 
organization purposes, and the name, title and degree of professl~1~1 
training of' each of its staff. Section 17-49b ~tate~ that (a e 
commissioner of human resources shal I adopt regulations In ac~ordance 

·th Chapter 54 (Uniform Administrative Procedure Act) setting forth 
:~andards of licensing [for] chi Id-placing agencies. Also, (b) the 
commissioner wi I I adopt regulations prescribing minimum standards for 
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(I) homes in which children may be placed on a temporary basis~ and (2) 
homes in which chi Idren may be placed on a permanent basis. 

3. ZONING ,- LOCATION OF FACILITY 

Chapter 124 of Title 8 delegates to the zoning commission of a 
municipality the power to regulate and restrict building, zoning, and 
land use matters. AI I regulations are to be made in accordance with a 
comprehensive plan, although the legislative body may exempt municipal 
property for the regulations prescribed by the zoning commission of a 
municipality. Section 8-3 of the statutes states that the zoning 
commission shal I provide for the manner in which regulations and 
boundaries are to be established or changed, although a public hearing 
must be held before such action is taken. A procedure"to be followed in 
the event of a protest by affected property owners is also provided. 

Section 8-19 of Chapter 126 under the same title gives any 
municpal ity the power to create a planing commision whose duty shall be 
to adopt and amend a plan of development for the municipality. Although 
powers may be integrated under a planning and zoning commission, if a 
municipality has established a planning commission separate from its 
zoning commission, Section 8-3a under Chapter 124 requires that any 
proposed changes being considered by the zoning commission be submitted 
to the planning commission for consideration and recommendation. 
Section 8-5 mandates the establishment of a zoning board of appeals in 
each municipal ity having a zoning commmission. Alternatives to 
detention are not specifically mentioned. 

DISTRICT OF COLUMBIA 

1. DEINSTITUTIONALIZATION 

The District of Columbia has no current statute specifically 
regarding status offenders. However, Section 3-121 of Chapter I under 
Title 3 states that no court shal I commit a child under seventeen years 
of age, charged with or convicted of a petty crime or misdemean.or 
punishable by a fine or imprisonment, to a jai I, workhouse, or pol ice 
state. If such a chi Id is unable to give bailor pay a fine, it may be 
committed to the board of public welfare temporari Iy or permanently, in 
the discretion of the court, to make suitable provision for the child. 
Section 3-/20 al lows the judge of the juvenile court of the District of 
Columbia to commit to the custody and care of the board of public 
welfare children convicted of petty crimes or misdemeanors. The board 
shal I place [these] children in suitable homes, institutions, or 
training schools for the care of children as it may deem wise a~d 
proper. 

2. CHILD CARE FACILITY LICENSING 

The purpose of Chapter 7B of Title 32 as stated in Section 32-781 is 
to secure for each child under sixteen years of age who is placed in a 
fami Iy homes, such care and guidance as wi II serve the chi Id's welfare • 
. . and to secure for him custody and care as near as possible to that 
Which should have been given him by his parellts. Any person ..• or 
agency that receives or accepts a chi Id under sixteen, and places or 
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offers to place such child for temporary or permanent care in a famT Iy 
home is ma i nta in i ng a "ch i I d-p I aci ng agency." No ch i I d-p I aci ng agency 
may operate without a license from the Commissioner of the District of 
Columbia. 

According to Section 32-784, before a I i'cense is issued, the board 
of ubi ic welfare must investigate the ac~ivitie~ ~nd standard~ of c~re 
of fhe agency and consult with persons ~avlng official connection with 
the agency. I f the board is sati sf I ed as to the good c~aracter and 
intent of the applicant, and that the agency is adequately flnanced~ and 
that its staff, procedures and services conform to !h~ established 
standards of care, the board shal I recommend to the CommisSioner that a 
license be issued. 

Section 32-785 states that any licensed child-placing agency may 
accept children for placement in family homes and shai.1 have a~d 
maintain care, custody and control of any such chl.ld until 
responsibi I ity for the chi Id is transferred!o another chl~d welfare 
agency, or returned to the person from who received, or terminated by 
court order. 

Every agency must keep careful supervIsion of al I ~hi Idren under 
its care, including those placed In family homes, and ItS agents must 
visit all such homes and families as often as necessary to prom~te the 
welfare of each child. Provisions related to record keeping are 
included in this section. 

3. ZONING - LOCATION OF FACILITY 

Section 5-412 of Chapter 4 under Title 5 cr~~tes a zoning 
commission, for the District of Columbia, to regulate with re~ards to 
bui Idlng, zoning and land use matters. Zoning maps, ~egulatlons, and 
amendments must be consistent with the compreh~nslveness plan. 
According to Section 5-41',7, no zoning :e~ulatlo~ o~ map, or any 
amendment, may be adopted by the zon i ng comm I ss I on u nt I I I t has he.' d a 
public hearing, and has submitted any such pro~osal to th: Natl~nal 
Capital Planning Commission for comment and review. Sec!lon 5 42~ 
creates a board of zoning adjustment. Alternatives to detention are no 
mentioned. 

FLORIDA 

I. DEINSTITUTIONALIZATION 

As of July I, 1979, Florda wi II inSTitute a program. called 
"Community Control" involving chi Idren found to h~ve commJtteO. a 
del inquent act. Section I, Subsection CIO) of Section 39.01 1 Florida 
statutes reads as follows: "Community control" means t.he le~al sta~us 
of probation created by law and court order in c~ses In~ol~l~g a c~lld 
who has been found del inquent. Community control IS an Individualized 
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program where the freedom of the chi Id is limited and the chi Id Is 
restricted to a noncommitted residential program or restricted to the 
chi Id's home In I ieu of commitment to the custody of the department in a 
training school, halfway house, or other residential program of the 
department. CTh is statute does not inc I ude the term "status offen der ," 
only del inquents as a whole.) 

2. CHILD CARE FACILITY LICENSING 

Sect i on 409. 168 def I nes "foster care" as care prov i ded a ch i I din a 
foster fami Iy or boarding home, group home, agency boarding home, or 
chi Id care institution. A "I icensed chi Id-placing agency" means any 
chi Id welfare agency that the department of health and rehabilitative 
service determines to be qual ified to place minors for adoption. 

In each case In which the custody of a child has been awarded to 
the department or a licensed chi Id-placing agency and such chi Id has 
remained in foster care for a continuous period of 6 months, the court 
sha I I reV i ew that status of the ch i I d. It is the i ntenti on of the 
legislature to help ensure a permanent home for chi Idren in foster care 
by requiring a periodic review and report on their status. 

Under Section 409.175~ the department may set minimum standards for 
the care of dependent children away from their own homes, and for 
dependent children in the care of chi Id-placing agencies, and shall 
prescribe, amend, or alter rules as may be necessary for the care and 
supervision of children. Any person or institution must have a license 
before receiving a dependent child. An appl ication for such a license 
may be approved by the department only after inspection of health and 
sanitary conditions. 

Section 409.175 is repealed by laws 1976, c 76-168, Section 3, 
effecti~e July I, 1982 (Section I I .61). By that date, as part of a 
legislative review of regulatory functions, it wit I be rletermined 
whether or not Section 409.175 should be continued, modified or 
repea I ed •. 

3. ZONING - LC~ATION OF FACILITY 

Part II of Chapter 163 empowers municipalities to establish planning 
commissions whose duties include the preparation, adoption, amendment, 
and revision of a comprehensive plan. After a comprehensive plan has 
been prepared, and adopted by the governing body, Section 163.205 al lows 
the governing body to enact or amend a zoning ordinance in accordance 
with the plan. In the zoning ordinance, the governing body may regulate 
with regards to bui Iding, zoning, and land use matters. 

Section 163.215 gives the governing body the power to amend or 
supplement the regulations and districts fixed by the zoning ordinances 
after referral and recommendations of the planning commission. Proposed 
changes may be suggested by the governing body, by the commission, or by 
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petitIon of the owners of 51 percent or more of the area involved in the 
proposed change. 

Public hearings must be held by the planning commission before 
making recommendations to the governing body, and the governing body 
before acting on a proposed change. As part of the zoning ordinance, 
the governing body must create a board of adjustment. Alternatives to 
detention are not directiy mentioned. 

GEORGIA 

I. DEINSTITUTIONALIZATION 

1975 - Georgia sig~ed into the JJDP Act. 

1976 - Two pieces of legislation were submitted to the 1976 
General Assembly. 

I} a House Bill was developed by the Department of Human 
Resources to redefine "unruly chi Id" to be consistent with the LEAA 
definition "status offender." The legislation passed both houses and 
was signed into law. 

2) a Senate Bi II support by a coal ition o·f soel al agencies 
sought to define the kinds of community non-secure shelter care 
available to juveniles. The bil I was amended to make non-secu~e 
placement an option, not a requirement. It w~s never brough! to vote In 
the House, but passage in the Senate was considered a good sign for the 
next year. 

3) Senate Resolution: During the 1976 legislative sesslon l 

the Senate created, by resolution, a Study Commission on Status 
Offenders. The Study Committee was authorized to "do all things It 
deemed necessary to investigate and study the issues of status offenses 
and problems related thereto for the purpose of correcting those 
problems by appropriate legislation." 

1977 - Legislation amended the Juveni Ie Court Code to require a 24-hour 
officer to make detention decisions, eliminated the use of jail for 
status offenders and put time limits on holding status offenders in RYDC 
and delinquents in jails. 

According to Senate 8il I lOa, which was approved by both houses of 
the Georgia legislature in 1977, a statws offender cannot be detained in 
jail. A status offender may be detained in a licensed foster home or a 
home approved by the court, or a facility licensed by a licensed child 
we I fare agency. Status offenders may on I y be deta i ned or p I aced ina 
secure juvenile detention center for less than 72 hours. Upon the 
written order of the judge having jurisdiction of the case and upon 
cause shown a chi Id alleged to be unruly may be detained for one , . 
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additional period not to exceed 48 hours. In addition, status offenders 
shal I have a detention hearing promptly and not later than 72 hours. 

2. CHILD CARE FACILITY LICENSING 

Section'99-214 states that al I chi Id welfare agencies wi I I be 
I icensed, annually by the Division of Chi Idren and Youth in accordance 
with proclsdures, standards, rules and regulations to be establ ished by 
the Stat·e Board for Children and Youth. Section 99-203 defInes "child 
welfare agency" in varloys modes. /\ "chi Id caring Institution" provides 
ful I-time care for children under 17 years of age outside of their own 
homes. 1\ "chi Id placing agency" places chi Idren in foster homes for 
temporary care or for adoption. A "maternity home" receives, treats, or 
cares for' ill eg i"t i mate I y pregnant women. A" fam i I Y board i ng home" means 
a home operated by any person who raceives three or more unrelated 
children under the age of 17. "Family day-care homes" provide care and 
supervision for three or more unrelated children under 17 years of age. 

3. ZONING - LOCATION OF FACILITY 

Chapter 69-8 provides each municipality with the power to make, 
adopt, promulgate, and, from time to time, amend, extend, and add to 
regulations, and restrictions of building, zoning, and land use matters. 
Such regulations are to be made in accordance with a comprehensive plan. 
Each municipality seeking to exercise the powers conferred jn this 
chapt.er·must appoint a municipal planning board as provided in 69-803, 
as well as a board of adjustment as provided for in 69-8/5. The 
planning board shall recommend a zoning plan for adoption by the 
governing authority. The governing authority may amend zoning districts 
or regulations, but Section 69-8/4 requires the submission of any 
proposed changes or amendments to the planning board shal I have an 
advisory effect only and not be binding on the governing authority of a 
municip~lity in any way. Before the adoption of a zoning plan, or any 
zoning regulation or amendment, a public hearing must be held. No 
specific reference to alternatives to detention is made. 

HAWAII 

I. DEINSTITUTIONALIZATION 

Hawaii has no current statute or proposed legislation relating to 
deinstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Any chi Id placing organization, child caring institution, or foster 
boarding home must be licensed by the department of social services. 
Section 346-17 states that the department [is responsible for] setting 
standards of conditions, management, and competence. Also, the 
department may make rules and regulations relating to (I) standards for 
the organization and administration of child placing organizations, (2) 
standards of conditions, management, and competence for the care and 
training of minor children in child caring institutions, and (3) 
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standards of conditions and competence of operation of foster boarding 
homes as may be necessary to protect the welfare of children. Section 
346-16 defines a "child placing organization" as one engaged in thIs 
Investigation, placement, and supervision of children in foster care, 
excepting family courts and the department of social services. "Child 
caring institution" means any non-state institution which maintains and 
cares for six or more minor chi Idren on a twenty-four hour basis. A 
"foster boarding home" means any children's boarding home providing care 
and maintenance on a twenty-four hour basis for one to six minor 
chi Idren, provided that this term does not apply to boarding homes into 
which children may be placed by a family court or the department of 
social services. 

3. ZONING - LOCATION OF FACILITY 

Chapter 46 of Subtitle I under Title 6 states that zoning in al I 
counties shal'l be accomplished within the framework of a comprehensive 
general plan to guide the overal I future development of the county. The 
board of supervisors or city council of any county shal I prescribe any 
rules and regulations necessary for carrying out zoning functions. 
Zoning, as defined in Section 46-4 means the establ ishment of districts 
••• and the adoption of regu lations ••• deemed best suii'ed to carry 
out thEl purposes of th is sect i on • The zon i ng power re I ates to b u i I ding, 
land use, and general zoning matters. Any final order of a zoning 
agency may be appealed to the circuit court of the circuit in which the 
land in question is found. Section 46-5 empowers the legislative body 
of any county af less than 100,000 persons to create a planning 
commission whose duties include the formation of a master plan and 
zoning regulations. Alternatives to detention are not mentioned. 

IDAHO 

1. DEINSTITUTIONALIZATION 

Idaho has no current statute or proposed legislation relating to the 
deinstitutinalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Section 39-1209 defines a "chi Idren's agency" or a "chi Idren's 
institution" as an organization, corporation, society or association 
which receives chi Idren for con+rol, care, maintenance, or placement, or 
a place maintained or operated ••• which specializes in maternity care 
to unmarried mothers, or provides group care for chi Idren who are in its 
custody and control through legal' action or informal arrangement, or 
which places chi Idren in adoptive or foster homes. 

Under Section 39-1210, the state department of health and welfare 
has the power to promulgate the rules and regulations to implement a,nd 
enforce the fol lowing standards: I) organizational stability of the 
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agency; 2) requiring a statement setting forth the agency's purposes and 
objectives; 3) require evidence of income and resources sufficient to 
maintain facil ities and personnel; 4) assure record-keeping and 
reporting; 5) assure the safety and physical care of chi Idren' 6) 
establish, the legal status of each chi Id accepted; 7) requl;e a 
statement of intake policy; 8) provide for studies of homes into which 
children may be placed; 9) in the case of an institution specializing In 
maternity care to unmarried mothers; assure social services and the 
protection of legal rights and rights to confidential treatment. 

3. ZONING - LOCATION OF FACILITY 

Chapter 65, Title 67 of the Idaho Code provides that planning and 
zoning actions ~s dictated by this chapter may be handled by the city 
counci I (hereafter referred to as the board) of a municipal ity. If the 
board does not elect to exercise these powers, it must establish a 
planning commission arid-a zoning commission or a planning and a zoning 
commission acting in both capacities, which may act with the full 
authority of the board excluding the authority to adopt ordinances. 

Section 67-651 I empowers the board to regulate bui Iding and zoning 
matters and establ ishes a zoning district amendment process through the 
zoning or planning and zoning commission. Section 67-6508 requires the 
plan.ning or planning and zoning commission to prepare, implement, and 
review a comprehensive plan for al I land within the jurisdiction of the 
board. Section 67-6509 states that a publ ic hearing must be held prior 
to recommending the plan, amendments, or repeals to the board, and that 
the board also must hold a public hearing before taking action or 
recommendations from the commission. This section also allows any 
person to petition the commission or board for an amendment at any time. 
Alternatives to detention are not mentioned. 

INDIANA 

1. DEINSTITUTIONALIZATION 

Indiana has no current statute or proposed legislation regarding the 
deinstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Effective October I, 1979, Acts 1978, P.L. 136 amended certain 
sections of Chapter 2 of Article 3 (Child Welfare) under Title 12. 
Under this new law, "boarding home for children" means the place of 
residence of a person who has custody or control of an unrelated child, 
for the purpose of providing him with care, food or lodging. 
"Children's home" or "child caring institution" means a chi Idren's home, 
orphanage, institution, shelter care faci Ity, or other place .•• 
engaged in receiving and caring for dependent children, children in need 
of services, or del inquent chi Idren. "Shelter care faci I ity" is defined 
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as a place of residence, other than a secure facility, that is not 
locked to prevent a chi Id's departure. A "secure facility" prohibits 
the departure of a chi Id. Section 12-3-2-5 defines a "chi Id-placing 
agency" as [one] which assists in the placement of children. 

Section 12-3-2-6 provides the state department of publ ic welfare 
with the power to grant licenses ••• that it believes is needed and 
for the public good. The license must state the name of the licensee, 
the kind of business, the particular premises of the business and the 
number of children that may be maintained, boarded or cared for at any 
one time. 

3. ZONING - LOCATION OF FACILITY 

Chapter 4 of Article 7 under Title 18 proposes that expanding 
urbanization has created many new problems which are beyond the ability' 
of a single city or county to solve, and encourages cities, towns, and 
counties to cooperatively establish single and unified planning and 
zoning agencies, to decl with the problems on a county-wide basis. 
Section 18-7-4-3 authorizes the establishment, in any county, of an area 
planning department in the county government composed of an area plan 
commission, a board of zoning appeals, and an executive director. The 
area plan commission shal I establish a comprehensive plan of the county 
and certify it to the legislative bodies for approval, and shall 
recommend a zoning ordinance which may regulate and restrict bui Iding, 
zoning, and land use matters. Section 18-7-4-51 dictates that if the 
legislative body rejects the ordinance, or amends it, then it shal I be 
returned to the commission for its consideration. Also, a referendum 
for a zoning ordinance is required If 25% of "the registered voters so 
request It. Public hearings are required in the formation of the 
comprehensive plan and the zoning ordinance. 

The legislative body may amend the zoning ordinance, but any 
amendment shal I fol low the same procedure as the original zoning 
ordinance. Amendments may be proposed by a legislative body, an area 
p I an commi ssi on, or i nvo I ved OWlllers. Section 18-7-4-54 states that In 
case the proposed zoning ordinance or an ordinance for its amendment or 
repeal is adopted by one but not al I the participating legislative 
bodies, it shal I have ful I force and effect within the jurisdiction 
which adopted it. The fact that the ordinance was based upon a 
comprehensive plan developed for a larger territorial area does not 
affect its validity. 

Chapter 2 of Article 7 makes mandatory the establ ishment of a 
single planning and zoning authority in counties containing first class 
cities (at least 250,000). In any such county, a metropolitan plan 
commission, a board of zoning appeals, and a position of executive 
director are created. The zon i ng proced ures 'are s I m I ar to those of 
Chapter 4, except that in counties having a first class city, the county 
council becomes the legislative body of the metropol itan area with 
regards to planning and zoning. The metropolitan plan commission 
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recommends and reports to the county counci I. 

Alternatives to detention are not mentioned in the planning and 
zoning statutes. 

IOWA 

I. DEINSTITUTIONALIZATION 

Under Iowa Acts, 1978 (Ch. 1088*), no child may be placed in 
detention unless he has committed a delinquent act or there is probable 
cause that the ch i I d has comm Itted such an act. A "de I i nquent act" (Ch. 
1088, Section I) means: 

a. The violation of any state law or local ordinance which 
would constitute a publ ic offense if committed by an adult 
except any offense which by law Is exempted for the 
jurisdictlo~ of this chapter. 

b. The violation of a federal law or a law of another state 
which violation constitutes a criminal offense if the case 
involving this act has been referred to the juvenile court. 

*(This Act repeals Chapter 232 of the 1978 Iowa Code, and takes effect 
on July I, 1979.) 

2. CHILD CARE FACILITY LICENSING 

Chapter 237 of the Iowa Code defines a "children's boarding home" as 
any person who rece i ves for care and treatment • • • one or more 
chi Idren under the age of sixteen, for the purpose of providing food, 
care an9 lodging ... This definition does not Include any person who 
is caring for chi Idren for a period of less than thirty days. The 
director of the division of child and family services of the department 
of social services has the power to grant a license to any such home 
that is for the public good, has adequate equipment, and is conducted by 
a reputable and responsible person. Section 237.4 requires the premises 
(of such a home) to be in a fit sanitary condition, and the appl icatlon 
approved by the state department of health. 

Chapter 238 def i nes "ch i I d-p I ac i ng agencyU as one wh i ch P I aces 
chi Idren permanently or temporarily, or receives children for placement. 
Section 238.4 states that no license for such an agency wi I I be issued 
unless the appl icant and his agents are properly equipped by training 
and experience to find and select suitable temporary and/or permanent 
homes for chi Idren and to supervise such homes when children are placed 
in them •.. to safeguard the general health, weI I-being, and morality 
of the chi Idren. 
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3. ZONING - LOCATION OF FACILITY 

Chapter 414 of the Iowa Code empowers any city to regulate and 
restrict bui Idlng, land use, and zoning concerns. Section 414.3 
requires all such regulations to be made in accordance with a 
comprehensive plan. The city council provides for the manner in which 
regulations, restrictions, and boundaries are determined, established or 
changed. However, no such action will become effective until after a 
public hearing is held as mandated in Section 414.4. Section 414.5 
provides a procedure to be fol lowed in the event of a protest against a 
change by affected property owners. In order to exercise these zoning 
powers, the city counci I must appoint a zoning commission which shal f 
recommend and report to the cOllnci I. Section 414.7 also requires the 
appointment of a board of adjustment. Alternatives to detention are not 
specifically mentioned. 

KENTUCKY 

I. DEINSTITUTIONALIZATION 

Kentucky has no current statute or proposed legislation regarding 
the delnstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Section 199.01 I of Chapter 199 defines a hchrld-caring facility" as 
any Institution or group home other than a state faci I ity [which] 
provides residential care on a twenty-four hour basis to children ••• 
not related ':'0 the person maIntaining the faci I ity. "Chi Id-placing 
agency" means any non-state agency wh i ch supervi ses the placement of 
chi Idren in foster fami Iy homes or chi Id-caring faci I ities ••• "Foster 
family home" means a private home in which children are placed for 
foster family care under supervision of the department of human 
resources or of a I icensed child-placing agency. "Group home" means a 
homelike facility for not mor'e than eight foster children. 
"Institution" means a chi Id-caring faci I ity providing care or 
maintenance for nine or more chi Idr"en. "Fami Iy rehabi I itation home" 
means a chi Id-caring faci lity for appropriate families and comprising 
not more than 12 chi Idren and two staff persons. 

Section 199.640 reqUires each child-caring faci I ity and 
chi Id-placing agency to be I icensed by the department of hUman 
resources. Each I icense must specify the type of care or services the 
licensee is authorized to perform. The commissioner may adopt 
regulations establishing standards of care and service relating to 
sanitary and hygienic conditions" the accommodations avai lable for each 
chi Id, the diet provided, the safety of the child from fire and other 
accidents and hazards, and other factors necessary to promote the 
welfare of chi Idren cared for or placed. Provisions also are made in 
this section for record maintenance. 
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3. ZONING - LOCATION OF FACILITY 

Chapter 100 of the Kentucky Statutes requires the formation of a 
planning unit before any planning operations may begin. Joint planning 
units encompassing cities and counties are encouraged, although any city 
or county may act independently. Each planning unit must create a 
planning commission, which in turn shal I prepare a comprehensive plan. 
Once the elements of a land use plan have been adopted, Section 100.203 
gives such cities and counties the power to zone through zoning 
regulations, al I building, land use and general zoning regulations and 
hold at least one public hearing. 

Section 100.21 I states that a proposal for amendment to any zoning 
regulations may originate with the planning commission, any fiscal 
court, the legislative body, or with the owner of the property in 
question. Regardless of the origin, the proposed amendment shal I be 
referred to the planning commission for hearing and recommendation 
before adoption. A board of adjustment must be appointed. Although no 
specific referenc& to alternatives to detention is made, a provision 
under Section 100.87, dealing with the formation of a comprehensive 
plan, al lows a community facilities plan element which may, among other 
things, address itself to social welfare facil ities. 

LOUISIANA 

I. DEINSTITUTIONALIZATION 

Louisiana has no current statute or proposed legislation relating to 
the deinstitutional Ization of status offenders. 

2. CH I!,.D CARE FAC IlITY L I CENS I NG 

Chapter 14 of Title 46 defines the term "child welfare agency" as 
any child caring institution, chi Id-placing agency, maternity home, 
family boarding home and day care center. "Child-caring institution" 
means any Institution ••. or facility which provides ful I-time care 
for chi Idren outside of their own home. A "child placing agency" is any 
Institution ..• or facility which Is engaged in placing children in 
foster homes for temporary care or for adoptions. "Fami Iy boarding 
home" means a home which receives seven or more chi Idren under 17 years 
of age .•• for supervision, care, lodging and maintenance with or 
without transfer of custody. 

Section 1402 states that the department of health and human 
resources shall develop and publish standards for license for each type 
of child welfare agency .. According to Section 1403, a license issued to 
a child placing agency must also include al I family boarding homes 
approved, supervised, and used by the I icensed agency as a part of its 
work. 
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3. ZONING - LOCATION OF FACILITY 

Chapter 14 of Section 33 gives the governing authority of 
municipalities the right to regulate and restrict bui Iding and zoning 
matters. However" in order to avail It5elf of the powers conferred by 
Sections 33-4721 through 33-4729" Section 33-4726 requires that the 
legislative body appoint a zoning commission whIch shall report to the 
body. Section 33-4724 dictates a mandatory hearing procedure in the 
event of a change In regulations, restrictions" or the comprehensive 
zoning plan. While an appeal procedure in the eyent of a protest 
against a change is provided" a provision for the optional establishment 
of a board of adjustment is also included. No reference to alernatlves 
to detention is made. 

MAINE 

I. DEINSTITUTIONALIZATION 

Maine has no current statute or proposed legislation regarding the 
deinstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSlNG 

Chapter 1663 requires that any bo~~ding ~are facl I ltv; dr-ug 
treatment center, chi Idren's home" chi Id placing agency, or day care 
center be licensed by the department of health and welfare. The 
commissioner, who is head of the department, m~st. promUlgate r~l:s, when 
applicable to a particular type of fa.clllty" pert~lnlng to 
administration, staffing, the number of residents, the qual Ity ~f care, 
the quality of treatment, the health and safety of staff.and residents, 
the rights of residents, community relations, the contl~ued wel~are of 
the chi Id placed, the qual ity of the program, and the administration of 
medication and licensing procedures. 

Chapter 1665 defines a "boarding care faci I ity" as a pla~e which is 
maintained for the purposes of boarding and caring for residences. A 
"drug treatment center", as defined in Chapter 1667, means a residential 
faci I ity for the care, treatment, or rehabilitation of dr~g u:ers. A 
"chi Idren's home" is described in Chapter 1669 as a place maintained for 
the purpose of boarding and caring for one or more children under :he 

f 16 "Child placing agency" (1671) is a facility for placing 
~~~ 10dren' under the age of 16. A "day care faci I ity" (1673) carries out 
a regular program providing care and protection for three or more 
chi Idren under the age of 16. 

3. ZONING - LOCATION OF FACILITY 

Article VI I I-A of the Constitution of Main~ provides the inhabitants 
of any municipal ity with the power to alter ~nd amend their charters. on 
all matters, not prohibited by the Constitution or general law, which 
are local and municipal in character. Subchapter VI of Chapter 239 
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under Title 30 subjects any zoning ordinance or provision adopted 
pursuant to the home rule power granted to al I municipalities under 
Article VI I I-A to the fol lowing conditions: I) In the preparation of a 
zoning ordinance, the public shall be given an adequate opportunity to 
be heard; and 2) such ordinance or provision is to be consistent with a 
comprehensive plan adopted by its legislative body. Section 4962(E) 
states that any zoning ordinance shal I be advisory with respect to the 
state. 

Section 4963 requires the establishment of a board of appeals tn 
any municipal ity which adopts a zoning ordinance. No mention of 
alternatives to detention is made. 

MINNESOTA 

1. DEINSTITUTIONALIZATION 

The State of Minnesota does not make the distinction between a 
"delinquent" chi Id and status offender. Included in the definition of 
"delinquent" (260.015 - Juveniles) are status offenses such as truancy 
and disobedience. However, If the child had been taken Into custody and 
detained as one who is alleged to be delinquent by reason of: 

a) Being uncontrol led by his parent, guardian, or other 
custodian because of disobedience; or 

b) Having committed an offense which would not constitute 
a violation If he were an adult; or 

c) Having been previously adjudicated del inquent and has 
violated his probation; 

he may be placed only in a shelter care faci I ity (260.173). 

2. CHILD CARE FACILITY LICENSING 

Laws 1976, Chapter 243 , Sedions 2 to 14 is known as the "publ ic 
welfare licensing acct." This; etlactment was incorporated into the 
statutes in Sections 245.781 through 245.813. Section 245.782 defines 
"agency" as any Individual .•. or organization which regularly 
provides counseling services for persons liVing in their own homes, or 
receives persons and places them in residential or foster care, or in 
adoptive homes. "Residential faci Ilty" means any faci Ilty, publ ic or 
private, which provides one or more persons with a 24-hour per day 
substitute for care, food, lodging, training, education, superVision, 
habitation, rehabi litation, and treatment they need. Residential 
facilities include, but are not limited to: state institutions under 
the control of the commissioner of publ ic welfare, foster homes, 
residential treatment centers, maternity shelters, group homes, 
residential programs, or schools for handicapped children. 
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"Placing persons in foster. care" means placing persons in any of 
the fol lowing residential faci I ities: foster homes, work homs, free 
home, group home, residential treatment center, institution, re5idential 
program, or maternity shelter. 

According to Section 245.783, no agency or residential facility may 
operate without a license from the commissioner of public welfare. 
Among other things, every license issued shal I prescribe the number and 
age groupings of persons who may receive care at anyone time, as weI I 
as the rule or rules under which the program is licensed. 

In developing rules and reguletions, the commissioner, under 
Section 245.802 must consult with: 1) other appropriate state agencies 
such as the health commissioner and the fire marshal; 2) persons and the 
relatives of persons who use the service; 3) advocacy groups; 4) 
representatives of those who operate residential facilities or agencies; 
an.d 5) experts in re I evant profess i ona I fie I ds. 

3. ZONING - LOCATION OF A FACILITY 

Chapter 462 al lows a municipality to create a planning agency whose 
duties include the recommendation of a comprehensive municipal plan, as. 
weI I as amendments, to the governing body. The plan is effectuated 
through Section 462.357, which empowers municipalities to regulate and 
restrict with regards to building, zoning, and land use matters. Aft'er 
the adoption of a land use plan, the planning agency may prepare a 
proposed zoning ordinance to the governing body. An amendment to a 
zoning ordinance may be Initiated by the governing body, the planning 
agency, or by petition of effected property owners. Al I proposed 
amendments must be referred to the planning agency for study and report. 
Subdivision 3 of Section 462.357 requires a public hearing before 
adoption of any zoning ordinance or amendment. A governing body 
adopting a zoning ordinance shal I provide for a board of appeals and 
adjustments. 

Subdivision 7 of the same section states that a state licensed 
group home or foster home serv i ng six or .fewer menta I I Y retarded or 
physically handicapped persons shall be considered a permitted single 
family residential use of property for the purpose of zoning. 
Subdivision 8 continues, that unless otherwise provided in any town, 
municipal or county zoning regulation ••• a state licensed residential 
facil ity serving from 7 through 16 mentally retarded or physically 
handicapped persons shar I be considered a permitted multi-fami Iy 
residential use of property for purposes of zoning. 

Section 245.812 of Chapter 245 deals with the location and zoning 
of residential faci lities. No license may be granted when such an 
issuance would substantially contribute to the excessive concentration 
of residential faci I ities within any town, municipal ity or county. In 
determining whether a license shal I be issued, the commissioner of 
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public welfare shal I specifically consider the popUlation size land 
us~ plan, ?vailabil ity of community services and the numbe~ and ;ize of 
eXisting public and private community residential faci I itles in the 
tow~, municipal ity or county in which an applicant seeks to operate a 
reSidence •. Except as specified in Minnesota statutes, Section 252.28, 
under no circumstances may the commissioner newly license any group 
residential faci I ity pursuant to Laws 1976, Chapter 243 If such 
res!dent!al fac!1 ~ty wil I be within 1,320 f~et of any existing community 
res I.dent I a I fac I I I ty un I ess the appropr i ate town I mun i c i pa I ity or county 
zonl~g authorlty grants the facility a conditional use or special use 
permit. 

MISSISSIPPI 

1. DEINSTITUTIONALIZATION 

Mississippi has no current statute or proposed legislation relating 
to the deinstitutional ization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Section 43-14-5 of Chapter 15 entitled "Child \'Ielfare" states the 
fol lo~ing: The state department of publ ic welfare shal I have authority 
and It shal I be its duty to administer or supervise all public child 
welfare s~rvice~, including those services, responsibil ities, duties and 
powers With Wh~ch t~e county departments of public welfare are charged 
and emp.owered In thl.s chapte.r; administration and supervise the 
! Ic~nsl~g of al I private chi Id placing and child caring agencies, 
Institutions ~nd boa~ding homes; ~rovide for the care of dependent and 
neglected chi Idren. In foster family homes or in institutions, supervise 
the care ~f such ch~ldren and those of il legitimate birth; supervise the 
import 9tlon of chi Idren; and supervise the operation of al I state 
institutions for children. 

3. ZONING - LOCATION OF FACILITY 

. ~hap:er I of Title I~ a~thorizes the governing authority of any 
munlClpa! Ity to regulate bUI Id!ng, zoning and land use affairs. Zoning 
reg~!atlons are to be made In accordance with a comprehensive plan. 
SeCTIon 17-1-1 I allows the governing authority to create a local 
plan~ing.commisron to assist in carrying out an official plan. Each 
municipality may make use of suggestions, proposals, or recommendations 
of a local planning commission. The governing authority provides for 
the man~er in which zoning regulations, restrIctions, and boundaries are 
esta?llshe9' amended or changed. However, Section 17-1-15 requires a 
publiC hearing .before any such action becomes effective, and Section 
17-1-17b prOVides a protest procedure in the event of such action by 
~ffected p~operty owners. Alternatives to detention are not mentioned 
In the zoning statutes. 
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MISSOURI 

1. DEINSTITUTIONALIZATION 

Missouri has no current statute or proposed legislation relating to 
the deinstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Section 210.201 defines "boarding home for children" as a house or 
other place ••. maintained as a place of residence for one or more 
children who are unattended by parent or legally appointed guardian, 
except day care homes or day nurseries. "Child placing agency" means 
any person who ••• places or finds homes for children, or who causes 
or 6ssists in the adoption ••. or change in custody of one or more 
chi I'dren ••. Section 210.211 requires a I icense for the operation of a 
boarding home for children or a child-placing ~gency. Section 210:221 
delegates to the division of welfare the followlngpowers and duties: 
I) to grant'[such] I icenses if satisfi:d as :0 the ~o~d characte~ and 
intent of the applicant and that the applicant IS qual Ifled,and equipped 
to render care or service conducive to the welfare of chi Idren. Each 
license shall specify the kind of child welfare work the licensee is 
authorized to undertake, the number of children that can be r:c~ived or 
maintained, and their ages and sex; 2) to invest~gate the conditions of 
the homes, inspect their books and records, premises ••• agents; 3) to 
promulgate and issue uniform rules and regulations deemed necessary or 
proper in order to establish standards of service and care to oe 
rendered to ch i I dren j and 4) to determi ne what records shou I d be kept 
and the methods to be used. 

3. ZONING- LOCATION OF FACILITY 

Chapter 89 of Title VI I empowers the legislative,bo?y of e~ch 
municipal ity to regulate and restrict with regard~ to bUI Idlng, zO~lng, 
and land use affairs. Regulations are to be made In a~cordance with a 
comprehens i ve p I an . The leg i 5 I a°t- i ve body sha II pro~ I de for the manner 
in which such regulations and restrictions are esta~1 Ishe~, amended or 
changed. However, Section 89.050 requires a public hearing before any 
such action takes effect. Section 89.060 mandates a protest procedure 
in the event of a protest against an amendment or change by affected 
property owners. A zoning commission, to recomm~nd and report. to the 
I eg i s I at i ve body, must be appo i nted • A I so, Sect Ion 89.080 requ I,res the 
provision of a board of adjustment. No mention of alternatives to 
detention is made in this chapter. 
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MONTANA 

1. DEINSTITUTIONALIZATJON 

Montana has no current or pending legislation regarding the 
deinstitutlonalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Part 5 of Chapter 3 under Title 41 of the Montana Code states that 
any person (in the legal sense) owning or operating a home or 
institution into which he takes any unrelated chi Id or chi Idren to care 
for them and ma i nta in them • • • is deemed to be an "operator" of a 
"foster home" or "boarding home" whithin the meaning of this chapter. 
No person shal I maintain such a home without first securing'a license 
from the department of social and rehabilitation services. 

Section 41-31503 authorizes the department of social and 
rehabilitation services to issue licenses to persons conducting boarding 
or foster homes and to prescribe the conditions upon which licenses 
shal I be issued, and to make rules for the operation and regulation of 
foster and boarding homes for minor children consistent with the welfare 
of such children. 

3. ZONING - LOCATION OF FACILITY 

Part 3 of Chapter 2 under Title 76 provides the legislative body of 
cities and incorporated towns with the power to rGgulate and restrict in 
regards to bui Iding, zoning, and the various factors of land use. All 
regulations are to be made in accordance with the comprehensive plan. 
The legislative body shall provide for the manner In which zoning 
regulations and restrictions are established, amended or changed; 
although a public hearing must be held before any such action is taken. 
Section 76-2-305 dictates a procedure in which a protest by property 
owners who wou I d be affected by a proposed change is considered. In 
order to avail itself of the above powers, Section 76-2~307 requires the 
appointment of a zoning commission to make recommendations to the 
legislative body. A board of adjustment may be appointed if the 
legislative body so requires. 

Section 76-2-313 defines a community residential faci 1 ity as I) a 
group, foster, or other home specifically provided as a place of 
res i dence for deve I opmenta I I Y d i sab I ed or hand i capped persons • • .; 2) 
a district youth guidance home established pursuant to 41-5-902; 3) a 
halfway house ... for the rehabilit6tion of alcohol ics or drug 
dependent persons; or 4) a I icensed adult foster fami Iy care home. 
Section 76-2-314 defines the relationship of foster homes, boarding 
homes, and community residential faci I ities to zoning. I) A foster or 
boarding home ... or community residential facility serving eight or 
fewer persons is considered a residential use of property for purposes 
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of zoning if the home provides care on a 24-hour-a-day basis. 2) The 
homes are a permitted use in all residential zones, for single-family 
dwellings. Any safety or sanitary regulation ••• which is not 
app I i cab I e to res i denti a I occupanc i es in genera I ma'l! not be app lied to a 
commun i ty res i dent i a I fac iii ty serv i ng eight or fewer persons. 3) 
Nothing In this section shall be construed to prohibit a city or county 
from requiring a conditional use permit in order to maintain a home. 

NEBRASKfI. 

1. DEINSTITUTIONALIZATION 

A child in need of supervision is defined (NRS 1978 43 - 202) as 
"any chi Id under the age of eighteen years a) who, by reason of being 
wayward or habitually disobedient, is uncontrol led by his parent, 
guardian or custodian;' b) who is habitually truant from school or home; 
or c) who deports himself so as to Injure or endanger seriously the 
morals or health of himself or others." 

Under Section 43-210.01, the court, with regards to these children, 
may 1) enter any order as it is empowered to enter in the case of 
juveniles who have committed criminal offenses (except that no such 
chi Id shal I be committed to the Youth Development Centers at Kearney or 
Geneva*), or 2) enter an order committing the chi Id to the care and 
custody of the Department of Public Welfare. 

*these are secure faci I ities under the jurisdiction of the Nebraska 
Department of Corrections. 

2. CHilD CARE FACILITY LICENSING 

Section 71-1901 of Article 19 defines "chi Id care" as engaging in 
the business of exercising the care, supervision, custody or control 
over children under sixteen years of age .•. Section 71-1902 states 
that no person shal I furnish child care without being licensed by the 
department of public welfare upon such terms and conditions as may be 
prescribed by general rules and regulations promulgated by the 
department. 

Before' issuing a license, the department shal f ••• determine if 
the character of the applicant and the place where the chi Id care Is to 
be furnished are such to insure the proper care and treatment of 
children. The state Fire Marshal and the Department of Health may 
inspect such places to determine if they meet sanitation and health 
standards. 

Under. the authority of Section 71-1904, the department shal I make 
such rules and regulations deemed necessary for 1) the proper care and 
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protection of children by licensees, 2) the issuance, suspension, and 
revocation of licenses, and 3) the proper administration of Article 19. 

3. ZONING - LOCATION OF FACILITY 

Chapter 14 of the Nebraska statutes empowers the city counci I in a 
city of the metropolitan class (300,000 or more) to regulate and 
restrict with regards to building, zoning and land uses. Municipal ities 
of less than 300,000 inhabitants may exercise the above powers under 
Chapter 19, provided that the legislative body first appoints a planning 
commission. The planning commission wi I I formulate a comprehensive 
development plan and make recommendations and reports pertaining to the 
adoption or amendment of zoning regulations. A comprehensive plan is 
also required for cl,ties of the metro po I itan class. 

The city counci I or legislative body shall provide for the manner 
in which [zoning] regulations are established .•• amended or changed. 
However, Section 14-404 requires the city counci I of a city of the 
metropolitan class to first submit any such proposal to the appropriate 
planning' board for recommendations. In the case of all other 
municipal ities, Section 19-904 requires the legislative body to receive 
the advice of the planning commission before taking action on any 
modification. Public hearings are mandatory on all proposals for every 
city and municipal ity. Protest procedures are provided~ While Section 
14-409 allows a city of the metropol itan class to appoint a board of 
appeals, Section 19-907 make mandatory the appointment of a board of 
adjustment for al I other municipal ities. Alternatives to detention are 
not mentioned. 

NEVADA 

1. DEINSTITUTIONALIZATION 

. Nevada has no current statute or proposed legislation regarding the 
deinstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Section 449.007 of Chapter 449 defines "health and care facll ity" 
as any alcohol or drug treatment. faci I ity, ambulatory surgical center, 
chi Id care faci I ity, group care faci lity, intermediate care facil ity, or 
a ski lied nursing faci I ity and hospital. "Chi Id care faci I ity" means an 
establ ishment operated and maintained for the purpose of furnishing care 
on a temporary or permanent basis to five or more children under 18 
years of age. Section 449.030 states that no person, state or local 
government unit or agency shal I operate any health and care facility 
without first obtaining a license from the state board of health. 

Under Section 449.037, the state board of health shal I adopt: a) 
Licensing standards for each class of health and care faci I Ity &fter 
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considering any recommendations of '~he he.alth faci.'itie.s advisory 
counci ,- b) rules and regulations governing the licensing of such 
Institutions; c) any other rules it deems necessary. The practices and 
pol icies of each health and care facll ity m~st, provide adequately for 
the protection of the health, safety, p~yslcal, ~o:al and mental 
weI I-being of each individual accommodated In the faci I lty. 

Each app II cant for a license must f i I e an app I i cat i on form 
containing among other things: 

1. The name of the applicant. 

2. The type of facility to be operated. 

3. The location of the faci lity. 

4. The nature of services and type of care to be offered, as 
defined in the licensing regulations. 

5. The service delivery capacity. 

6. Other information as may be required by the health division. 

7. Evidence that the appl.lcant is of reputable and responsible 
character. 

8. Evidence satisfactory of the ability of the applicant to 
comply with ••• the standards, rules and regulations 
promulgated by the health division. ' 

According to Section 449.070, these prOVISIons do n~t apply to 
child care facil ities In any county or city where the governIng body has 
established a chi Id care licensing agency and enacted an ordinance 
requiring that such facilities be I icensed. Standards, rules and 
regulations cannot be less restrictive than those adopted by the state 
board of health and shal I take effect upon their approval by the statb , 
board of health. 

3. ZONING - LOCATION OF FACILITY 

Chapters 268 under Title 21 and 278 under Title 22 empower the city 
councilor other legislative body of any incorporated town to regulate 
building, zoning and land use matters. Secti~ns 268.270 and ~78.260 
require a public hearing before such regulations ~re establ Ish~d, 
amended, or changed. While Section 268.030 make~ optional the· 7reatlon 
of a city zoning commission, Section 278.030 requires the governing body 
of each city and county having a population of more than 15,000 to 
create a planning commission. The planning commission must develop and 
maintain a long-term master plan for the physical development of the 
city, although such plans and any amendments to th: plan must be 
submitted to the governing body for approval. Section 278.220 holds 
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that at least one publIc hearing must be held before adopting the master 
plan or any amendments. Specific regulations pertaining to alternatives 
to detention are not mentioned in the zoning and planning statutes. 

NEW JERSEY 

1. DEINSTITUTIONALIZATION 

Present law (Chapter 306, Section 20, Laws of 1973) prohibits 
juveniles adjudged in need of supervision to be committed or placed In 
facl I itles established for the care of delinquent children. Pending 
legislation would permit counties to place Juveni les in need of 
supervlsl~n in wards, wings, or floors of a facility which also houses 
delinquents or Juveniles placed in detention so long as these juveni les 
in need of supervision are not physically restricted and are not in any 
manner permitted to mix in with the population of the faci I ity. Such 
placement would occur only between the hours of 8:00 p.m. and 8:00 a.m. 
and would not extend beyond 24 hours. 

This measure (Assembly, 1979, No. 3156) would afford counties a 
place to house juveniles in need of supervision during the late evening 
and early morning hours, before a home has been secured for them. 

2. CHILD CARE FACILITY LICENSiNG 

Section 30:4C-2 under Title 30 defines the term "care" as 
cognizance of a child for the purpose of providing necessary welfare 
serv ices, or mai ntenance, or both. "Foster home" means and I nc I udes 
private residences, group homes and Institutions where any child in the 
care, custody or guardianship of the Division of youth and Services may 
be p I aced for temporary or long-term care .... The term "group home" 
means and includes any single family dwelling used in the placement of 
12 chi Idren or less pursuant to law recognized as a group home by the 
Department in accordance with rules and regulations adopted by the 
Commissioner of Institutions and Agencies; provided, however, that no 
group home shal I contain more than 12 chi Idren. 

3. ZONING - LOCATION OF FACILITY 

Article 8 of Chapter 550 under Title 40 al lows the governing body 
of a municipal ity to adopt a zoning ordinance relating to the nature and 
extent of the uses of land, bui Iding, and other such things. The zoning 
ordinance shal I be adopted after the planning board has adcpted the land 
use plan element of a master plan. AI I provisions of the zoning 
ordinance or any amendments or revisions, must be designed to effectuate 
the plan element. According to Setion 40:550-65, the zoning ordinance 
may limit and restrict buildings, regulate land uses, provide districts, 
and perform other simi lar functions. Section 40:550-10 states that the 
municipal agency shal I hold a hearing on each appl ication for 
development, adoption, revision, or amendment of the master plan. Prior 
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to the hearing or adoption of a zoning ordinance» or any amendments, the 
governing body must refer any such proposal to the planning board. 
Section 40:550-63 dictates a protest procedure. Upon the adoption of a 
zoning ordinance, Section 40:550-69 requires the governing board create 
a zoning board of adjustment. 

Section 40:550-66 states that no zoning ordinance shal I 
discriminate between children who are members of famil ies by reason of 
i"heir relationship by blood, marriage or adoption, and foster children 
placed with such famil ies in a dwell ing ••• or a duly incorporated 
chi Id care agency and children placed pursuant to law in single fami Iy 
dwe II i ngs known as group homes. The term "group home" means an y sing I e 
fami Iy dwel I ing used in the placement of children recognized as a group 
home by the Department of Human Services, provided that no group home 
shal I contain more than 12 chi Idren. 

Subsection 0 of the same section continues that no zoning ordinance 
shal I discriminate against, prevent or otherwise prohibit the provIsion 
for or location of appropriate and desirable sites for community-based 
residences for the mentally retarded, mentally il I, or physically 
handicapped. Such residences shal I house no more than eight persons at 
anyone time and shal I include, but not be limited to, the following: 
halfway houses, transitional homes, group homes, and congregate care 
homes. 

NEW YORK 

1. DE I NST I TUn ONAl I ZAT I ON 

An act taki ng effect on Apr ill, 1979 (1978, ch. 548), amend i ng 
N.Y.R.S. 44-720, states: "Where the director of i-he state division of 
youth certifies that a county has available conveniently accessible and 
adequate non-secure detention facilities in conformance with the 
requirements of subdivision B of section 218a of the county law or that 
the city of New York has avai lable conveniently accessible and adequate 
non-secure detention facil ities, a chi Id alleged or adjudicated as a 
person in need of supervision may not be placed by that county or the 
city of New York in a secure detention faci I ity." 

2. CHilD CARE FACiliTY liCENSING 

Title 1 of Article 6 of the social services law deals with the care 
and protection of chi Idren. Section 371 is concerned with definitions. 
"Authorized agency" means any agency ..... institution ••• or 
organization •... empowered by law to care for p to place out or to 
board out ch i I dren • • • tIp I ace out" means to arrange for the free care 
of a child in a non-related family for the purpose of adoption or 
providing care. "Board out" means to arrange for the care of a child in 
a fami I y to whom payment is made for care and ma i ntenance. "Home" 
includes a fami Iy boarding home or a family free home. "Agency boarding 
home" means a family-type home for children and/or minors operated by an 
authorized agency ..•• "Group home" means a facility for not more than 
twelve, nor less than seven, children operated by an 9uthorized agency. 

- 282 -

:i 

0.30 

. Sect~on 372 outl ines .records and repor-ts required of any court, 
Ins~itutlon or other entity who receives, accepts, or commits chi Idren. 
Section 374 empowers an authorized agency to place out or board out 
children. Sections 374-b through 374-e empower authorized agencies to 
ope~a!e boarding homes and group homes, and ~ermits public welfare 
offiCials to operate public institutions for children. 

Except, among others, persons with whom a chi Id or children are 
placed out, no person shall receive, board or keep any child under the 
age.of six~~en years unless certified or I icensed by the department of 
SOCial services. 

Section 377 requires that al I appl icants to receive, board or keep 
any chi Id be investigated by the department. If it appears that the 
applicant main~ains a home suitable for the care of chi Idren in 
accordance with the regulations of the department, a license shall be 
issued. 

Section 378 dictates the form, duration and limitation of 
certificates and licenses. Certificates and licenses are in the form 
provided by the department to the effect that such person is regarded as 
maintaining a home suitable for the care of children and specifying the 
name, address, and rei ig'ious faith of the person to whom issued, the 
number of children and/or minors for whom the person is licensed to 
care, and other information that the department may require. No license 
or certificate may permit the reception or board of more than six 
chi Idren in the home of a person. Also, the department shal I establish 
and may alter or amend regulatons, governing the issuing and revocation 
of I icen~es and certificates prescribing standards,- records, 
accommodations, and equipment for the care of children and/or minors 
received under such licenses and certificates. 

Effective October 1, 1977, New York enacted Article 7 of the social 
services law entitled "Residential Care Programs for adults and 
Children." It is the purpose of this act to transfer certain direct 
administrative functions, powers and duties currently performed by the 
state board of publ ic welfare, relating to operational and programmatic 
supervision of facil ities, agencies, and programs providing care or 
services to children and adults, so that the board can mor.e effectively 
perform its constitutional role of visitation and inspection of such 
faci I ities, agencies and programs. 

3. ZONING - LOCATION OF FACiliTY 

Zoning provisions in the New York statutes fal I under the titles of 
Village law, Town Law, and General City Law. Vi I lage and town zoning 
are nearly identical and wil I be outl ined together. 

Section 7-700 of Article 7 under Vi I lage Law and Section 261 of 
Article 16 under Town Law empower the Board of Trustees or town board to 
regulate and restrict with regards to bui Iding, zoning, and land use 
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affairs. AI I regulations are to be made In accordance with a 
comprehensive plan. Sections 7-706 and 264 authorize the board to 
provide for the manner In which regulations and restrictions are 
determi ned, estab I I shed, amended .•• or changed. However, no such 
action wll I become effective until after a publ ic hearing is held. 
Protest procedures are provided in both vii lage and town law. Sections 
7-710 and 266 require the appointment of a zoning commission to 
recommend the boundaries of the original districts and appropriate 
regulations. Boards of appeals must also be appointed. 

Section 20, paragraphs 24 and 25, of General City Law empowers 
every city to regulate and restrict building, zoning and land use 
matters. Sel,~tion 83 of Article 5A under the same title states that the 
common counci I may from time to time on its own motion or on petition, 
after public notice and hearing, which hearing may be held by the 
councilor by an appointed planning board, amend 1 repeal ••• or change 
the regulations and districts establ ished pursuant "ro paragraphs 24 and 
25 of section 20. Protest procedures are provided. Section 81 al lows 
the appointment of a board of appeals. 

Alternatives to detention are not discussed under the titles of 
Vii lage Law, Town Law, or General City Law. 

NORTH CAROLINA 

1. DEINSTITUTIONALIZATION 

Effective January 1, 1980, House Bi I I 474 revised the Juvenile code 
of North Carol ina. This new legislation will be incorporated into the 
statutes of North Carol ina under Chapter 7A. Section 7A-507 states that 
In North Carolina, a status offender is called an "undisciplined 
Juvenile." Included under this term are runaways, disobedient 
Juveni les, truants, and Juveni les "who are regularly found In places 
where it is unlawful for [them] to be." 

According to Section 7A-536, if a Juveni Ie is bel ieved to be 
undisciplined, he may be taken into temporary custody without a court 
order. However, Section 7A-539 states that a Judge cannot Issue an 
order for secure custody with regards to an undisciplined Juvenl Ie, with 
one exception: a runaway should be detained for a period of less than 
24 hours to facil itate reunion with his parents or to faci I itate 
evaluation of his need for a medical or psychiatric treatment. 

2. CHILD CARE FACILITY LICENSING 

Section 110-49 of Article 3 under Chapter 110 states that no 
individual ... [or] agency seeking to establish or carryon any kind 
of business or organization for the purpose of giving ful I-time care to 
chi Idren or for the purpose of placing ••• children, shall be 
permitted to organize and carryon such work without first securing a 
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permit from the Department of Human Resources. A permit shal I be issued 
only after an investigation of the purpose, character, nature, methods 
and assets of the proposed business has been made. This article Is 
repealed effective July 1, 1981, by Session Laws 1977, c. 712, s. 3. 
The 1977 act also repeals, with postponed effective dates, numerous 
other chapters and articles creating I icensing and regulatory agencies, 
and sets up a Government Evaluation Commission whose fUnction Is to 
conduct a performance evaluation of the programs and functions of each 
such agency and report whether or not the program or function In 
question should be terminated, reconstituted, reestablished or 
continued. 

Section 108-78 under Part 2 of Chapter 108 requires the department 
of human resources to Inspect and license chi Id-caring institutions 
under ru I es and regu I atlQns adopted by the Soci a I Serv ices Co.mml ss Ion. 
This.section does not ~pply t~ state institutions for the mentally 
handicapped or to state Institutions for the detention of Juveniles. 

3. ZONING - LOCATION OF FACILITY 

A:ticle .19 ?f Chapter 160A gives any city the power to regulate and 
restrict bUildings, land uses and zoning matters.· Zoning regulations 
must b: made in accordance with a comprehens i ve p I an. I n order to 
exercise the power to enact a zoning ordinance, Section 160A-387 
requires the creation of a planning agency whose purpose is to prepare a 
compr?hensive zoning ordinance. With regards to procedure, the city 
counci I shal I provide for the manner In which zoning regulations, 
restrIctions, and boundarIes are establ ished, amended, changed or 
repealed. Although no hearing procedure Is mentioned in this context 
provision is made for review in the event of c formal protest filed by 
effected property owners. Sec";' i on 1160A-388 states that the city 
counci I may provide a board of adjustment. Alternatives to detentIon 
are not mentioned. 

OKLAHOMA 

1. DEINSTITUTIONALIZATION 

Oklahoma has no current statute or proposed legislation regarding 
the deinstitutional ization of status offenders. 

2. CH I LD CARE F AC I LI TY LI CENS I NG 

. Sectio~ 402 of ?hap.ter 18 defines a "child care facility" as any 
public or private Institution, child-placing agency, foster family home 
g:oup home, ?ay care center, or family day care home [which] provide~ 
either full-time or part-time care for children (under 18) .... A 
"c h I I d -p I ac i ng agency" p I aces ch i I dren in foster fam i I Y homes and group 
homes'.A "foster family home" is a family home ••• which provides 
full-time care for five or less children. ("Fu~ I-time care" means 
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continuous care given to a child beyond a minimum period of twenty-four 
[24J hours.) AI I other homes providing ful I-time care for more than 
f I va ch I I dren are cons I dered to be "group homes. n "Fam i I Y day care 
homes" and "day care centers" provide care and protection for chi Idren 
for part of the twenty-four hour day. 

Section 404 states that the Department of Public Welfare shall 
appoint advisory committees of representatives of child care faci I itles 
and others to prepare minimum requirement and desirable standards for 
adoption by the Department. These standards shal I include requireme~ts 
for a constructive program and services to meet the needs of each chi Id 
and familYi staff of good moral character and abi I ity for chi Id care; 
adequate and safe housing, sanitation, and equipment; good health care; 
ful I educational and religious opportunities; good community 
relationships; essential records and administrative methods; and 
sufficient funds for sound operation. 

The Department shal I prescribe and publish such ru)es and 
regulations to carry out the provisions of this act after consultation 
with the Department of Health and Education, and the State Bureau of 
Investigation or other agency performing the duties of State Fire 
Marsha I. 

No license for a chi Id care faci I ity is to be approved by the 
Department unti I it is satisfied that such faci I ity will meet known 
needs for the services proposed to be provided and that the faci Iity 
will meet minimum standards for a license to operate. 

3. ZONING - LOCATION OF FACILITY 

Article XLIII of Chapter 1, under Title II of the Oklahoma Code, 
empowers the municipal governing body to regulate and restrict building, 
zoning, and land use matters. Regulations are to be made in accordance 
with a comprehensive plan. The governing body shal I provide the manner 
in which the regulations are established, amended, or changed. Whi Ie 
Section 43-104 requires a public hearing before the enactment or 
amendment of any regUlation, Section 43-105 presents a procedure to be 
followed in case of a protest by property owners against a change. In 
order to exercise the powers of thIs article, the municipal governing 
body must appoint a zoning commission whose duties shal I be to recommend 
boundaries and appropriate regulations to be enforced therein. 

Article XLIV of the same chapter states that where a municipality 
is exercising zoning powers, the governing body shal I provide for a 
Board of Adjustment. Alternati'ves to detention are not specified under 
the zoning laws. 
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PENNSYLVANIA 

1. DEINSTITUTIONALIZATION 

Pennsylvania has no current statute or pending leglslatron which 
Involves the delnstltutlonalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

. Re?rganlz~tion Plan NO.2 of 1973 C71 P.S. 755-2) transferred the 
licenSing duties as specified in Articles IX and X, from the department 

of pub II c we I .tare to the department of hea I th. I n so f ar as these 
artlc!es co~fl ICt with this reorganization plan, they are suspended. As 
used I.n Ar!,cle IX under Title 62, "children's institution" means any 
organlzatlo~ .•• or agency, public or private, which may receive or 
car~ ~or children, or place them in foster fami Iy homes; or any 
ln~lvldual who receives for care a child; or any duly certified 
~~~~~~dual Who becomes a party to the plaCing of chi Idren in foster 

" Article X dIctates ••• powers and duties as to licensing 
Boarding home f~r children" means any premises in which care I~ 

pro~lded for a pe~lod exceeding twenty-four hours for- any chi Id or 
ch I I dren under sixteen years of age. "Fac iIi ties" • ne I ude th b d· I" ,among 
o ers, .oar. Ing homes for chi Idren. Section 1002 states that no person 
shall maintain or conduct any facility without having a I icense from the 
Depar!ment: Any person desiring to secure a license must submit an 
application to the Department with information required by the 
department. 

. When, after investigation, the department is satisfied that the 
appl Ic~nt o~ appl!cants for a license are responsible persons, that the 
fac~I Ity IS sUitable, is appropriately equipped and that the 
appllcantCs). and place to be used meet al I the requirements of this act 
and.of appl Ica~le statutes, ordinances and regulations, a license shal I 
be Issued as dictated in Section 1007. Section 1021 empowers the 
department to authorize and adopt regUlations establishing minimum 
standards for building, equipment, operation, care, program and services 
for the Issuance of licenses. 

3. ZONING - LOCATION OF FACILITY 

. A.rtic.le VI under Title 53 empowers the governing body of each 
municipalIty to enact, amend and repeal zoning ordinances, to implement 
a c~mprehenslve plan, and to accompl ish other such purposes. Zonin 
ordInances ~ha! I be made in accordance with an overal I program and ma? 
reg~late bUilding, ~and uses, and related mati"ers. Each zoning 
ordl~ance must contain a statement of community development objectives. 
Sec:lons 607-609 s:ate that the planning agency wil I prepare the zoning 
ordinance, and review amendments to the ordinance prior to action by the 
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governing body. Public hearings must be held by the planning commission 
before submitting its final report, and by the governing body before 
acting upon the recommendations of the commission. A landowner may 
challenge an ordinance or provision which prohibits or restricts the use 
or development of land In which he has an interest. 

Article IX of Title 53 requires every municipality to create a 
zoning hearing board, which replaces any boards of adjustment or appeals 
already in existence. Alternatives to detention are not mentioned. 

RHODE ISLAND 

1. DEINSTITUTIONALIZATION 

Rhode Island has no current statute or proposal relating to the 
deinstitutlonalizatlon of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Chapter 12 of Title 40 requires every person permitted by law to 
receive chi Idren, secure homes for or otherwise care for them to keep 
personal records on each chi Id as specified in Section 40-12-1. Section 
40-12-10 states that it is the duty of the state director of social and 
rehabilitative services to pass annually on the fitness of every such 
agency which engages in receiving and caring for chi Idren or placing 
them in private homes. Annually. each agency of this type must make a 
report showing the number of c~ dren received, cared for or placed out 
during the year, the system of visitation employed for chi Idren placed 
in private homes and such other facts as the director may require. 

According to Section 40-12-11, when the director is satisfied that 
an agency or individual is competent and has adequate facilities to care 
for children, a license shal I be issued. 

Chapter 13 of the same title defines children's boarding home and 
group home. Any person who receives for care or treatment or has in his 
custody one or more children under the age of 16 years for the purpose 
of pl-oviding care and lodging, is maintaining a "children's boarding 
home." 

A "Group Home I" for ch i I dren under 16 years, as def i ned in 
40-13-2.1, means a specialized facil ity for child care and treatment in 
a dWe I ling or apartment owned, rented or I eased by a pub I i c 
chi Id-placing agency, private licensed chi Id-placing agency, a family, 
an independent operator or private or public organization which receives 
no more than seven ch!ldren under 16 years of age for care both day and 
night. A "Group Home I I" may receive no more than twelve chi Idren under 
16 years of age. 
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Children's boarding homes are licensed by the director. Section 
40-13-4 requires each such application contain the name and location of 
the home, its owners or officers, the person in charge, the numb~r of 
per~o~s to be cared for, the financial ability of the home, the 
provIsions of the home for the medical care of its patients and any 
other information as may be required by the state director of social and 
rehabilitative services. 

3. ZONING - LOCATION OF FACILITY 

. Chapter 24 under Title 45 of the Rhode Island Statutes empowers the 
city or town council of municipal ities to regulate bull ding and zoning 
matters as wei I as to enact, amend or repeal zoning ordinances. Section 
45-24-4.1 prohibits specific changes in the zoning map unti I after a 
public hearing, while Section 45-24-5 provides an appeal process in the 
event of a protest by property owners affected by a change. 
Alternatives to detention are not mentioned in the statutes. Section 
45-~4-22 as enacted by P.L. 1977, ch. 257 is enti~led "Community 
Residences," and states that "Wherever six (6) or fewer retarded 
chi Idren or adults reside in the community, they shall be considered 'a 
fami Iy and al I requirements pertaining to local zoning are waived." 

SOUTH CAROLINA 

1. DEINSTITUTIONALIZATION 

South Carolina has no current statute or proposed legislation 
relating to the deinstitutionalization of status offenders'-

2. CHILD CARE FACILITY LICENSING 

A "child welfare agency" as defined in Section 71-231 of Chapte~ 4 
under Title 71 means any agency, institutIon or family engaged in the 
business of receiving chi Idren for care and maintenance, either part- or 
f u I I-time. . 

The state department of public welfare, as stated in Section 
71-233, shal I administer the provisions of this chapter and make and 
promulgate such rules and regulations relating to I icensing standards 
and other matters as may ba necessary to carry out the purposes of this 
chapter. . 

Section 71-237 states that a licensed child welfare agency may 
place children in family homes for care, if authorized to do so by the 
department. Any chi Id so placed may be taken from such fami Iy home when 
the child welfare agency responsible for his care is satisfied that the 
chi Id's welfare requires such action. 
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3. ZONING - LOCATION OF FACILITY 

Chapter 10 of Title 47 empowers the legislative body of cities qnd 
incorporated towns to regulate and restrict in regards to building, 
zoning and land use matters. The legislative body may provide for the 
manne;.in which such regulations are amended, however, Section 47-1004 
requires a public hearing before any change becomes effective. 
Provisions are also made in case of a protest by property owners of a 
proposed change. All regulations shall be made in accordance with a 
comprehensive plan, and each iegislative body must appoint a zoning 
commission to make recommendations and hold preliminary hearings. 
Section 47-1007 allows the appointment of a board o'f adjustment which 
determines special exceptions to the terms of particular zoning 
ordinances. As far as specific mention of alternatives to detention, 
none is made. 

SOUTH DAKOTA 

1. DEINSTITUTIONALIZATION 

South Dakota has no current statute or proposal relating to 
deinstitutlonal ization. 

2. CHILD CARE FACILITY LICENSING 

Section 26-6-1 of Chapter 26-6 under Title 26 defines a "child 
welfare agency" as any agency or institution maintained by a 
municipality or county, or person .•• or corporation to receive 
ch i I dren for care and ma I ntenance or for placement ina fam i I Y home, or 
that provides care for unmarried mothers and their chi Idren. According 
to Section 26-6-9, al I child welfare agencies must be I icensed by the 
division of social welfare. 

, 
Section 26-6-14 provides categories of child welfare agency 

I icenses. A child welfare agency shal I be licensed for activities which 
fal I within one or more of the fol lowing categories: 

1) The providing of group care, maintenance, supervision and 
protection of chi Idren on a regular ful I-time basis. 
in a nonfamlly group setting, which shal I be known as a group 
care center or as a group home as each shal I be defined 
standards established pursuant to Section 26-6-16; 

2) The providing of care, maintenance, supervision and protection 
of a chi Id or chi Idren without transfer of legal custody 
or .placement for adoption, on a regular ful I-time basis 
in a family home, which shal I be known as a foster home; 

3) Day care center (defined); 
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4) . Foster day care home (def i ned); 

5) The receiving and placement of children in foster homes 
or for adoption as a regular activity of any agency shal I 
be known as a child-placement agency; , 

6) The providing of care for girls or women pregnant out of 
wedlock, before or after confinement or birth, shall be 
known as a maternity home. 
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.. Section 26-6-15 states that each license shal I specify the kind of 
ch I I d weI fare ~ork to be . undert'ken, the number of ch i I dren, the i rages 
and sex, and If authorized to place and supervise children in family 
homes, the area that the agency is equipped to serve. 

According to Section 26-6-16, standards shall be established by 
regu.l~tlo~s of the board of social services and shall Include 
quallt,cat,ons of personnel engaged in child care services; requirements 
relating to saf.ety, sani~a~ion, ~ondition and maintenance of phY'sical 
plan.t and equipment uti I,·zed In chi Id care; controls relating to the 
keeping of records, numbers, ages, and sex of children cared for and 
such other prOVisions as may from time to time be adopted. ' 

3. ZONING - LOCATION OF FACILITY 

. Chapter 11-4 of Title 11 empowers the governing body of any 
municIpalIty to regulate and restrict in regards to bui IdinQ zoning and 
land use matters. AI I regulations are to be made in accord~nce with a 
com~rehensi,,:e plan •. ~ection 11-4-11 allows the governing body to 
appoint a zoning commiSSIon to recommend boundaries, zoning rgulations 
an~ related subjects. The governing body shall enact a zonin~ 
ordinance, as weI I as any amendments or changes, provided that rt first 
hoI? a public hearing as dictated in 11-4-4 before taking any such 
action. . 

Any zoning ordinance, or amendment to that ordinance adopted by the 
~overnlng body, shal I take effect unless a popular referendum be 
Involved or a written protest is fi led, signed by at least 40 percent of 
the effected landowners. If such a protest occurs, Sections 11-4-5 and 
11-4-10 state that the ordinance or amendment shal I not become 
eff~ctive. Section } 1:4-9 al lows the governing body to reqUire, by 
ordinance, as a condition precedent to the introduction of any ordinance 
pr~poslng changes in the zoning ordinance that there first be filed the 
wrl:ten con;ent of the owners of not more than 60 percent of the area 
having the right of protest as provided by 11-4-5. Section 11-4-13 
require~ the appointment of a board of adjustment. No mention of 
alternatives to detention is made. 
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. UTAH 

1. DEINSTiTUTIONALIZATION 

Utah has no current statute relating to the deinstitutional ization 
of status offenders. Senate Si II 116, which was introduced in February 
of 1979 but ultimately fai led to pass, would have specifically removed 
curfew' offenders (a type of status offense) from the original 
Jurisdiction of the Juvenile Court. The division of fami Iy services 
would have had the primary responsibi lity for a juveni Ie who had 
violated any curfew law or ordinance which p~ohrbits or r~stri~ts 
chi Idren unaccompanied by an adult from public places during fixed 
hours. 

2. CHILD CARE FACILITY LICENSING 

"Chi Id placing, as defined in Section 55-8a-1 of Chapter 8a under 
Title 55 means the receiving, accepting or provision of custody or care 
for an y ch i I d under eighteen years, temporar i ,I Y or perman~nt I y,-- for :the 
purpose of finding a person to adopt the chi Id or placing the chi Id 
temporari Iy or permanently in a home for adoption or foster home 
placement. In order for a person .•• agenc~ or group childr~n~~ home 
to engage in child placing, it must have a license from the DIVISion of 
Family Services to do so. 

Section 55-8a-2 states that the Division of Fami Iy Services shal I 
investigate the application for a license as a child placing agency and 
grant one only after assurance that the applica~t.is qualified. Suc~ a 
I icense Is renewed automatically annually upon filing a report showing 
the conditfon of the agency, its management and competency to care for 
chi Idren committed to or received by the agency, the system of 
visitation employed for chi Idren placed in private homes and other 
information required by the Division of Family Services. 

According to Section 55-8G' 4, the Division of Fami Iy Servi~es s~al I 
prescribe rules and regulations Cor: a) the manner of organization, 
administration and financing of Gt,i Id placing agencies; b) standards for 
employment and performance by emp10yees; c) records and repor~s to be 
made and kept by child placing agencies; d) standards of practice to be 
fol lowed; e) the use of homes to receive and care for children receIved 
by chi Id placing agencies; f) any other matters necess~ry to assure the 
competency and suitabi I ity of such agencies to place chi Idren. 

3 •. ZONING - LOCATION OF FACILITY 

Title 10 under Chapter 9 of the Utah Statutes authorizes the 
legislative body of cities and towns to regulate and restrict bui Idin~, 
zoning and land use affairs. AI I regulations are to be made In 
accordance with a comprehensive plan. A legislative body may choose to 
appoint a planning commission to recommend a zoning plan and report on 
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changes, but it is not required to do so. Section 10-9-5 does require a 
p~bl ic hearing before enactment or amendment of a zoning ordinance. If 
a planning commission does exist, proposed amendments shal i be first 
submitted to it. Also, in order to avail itself of the powers provided 
in this article, the legislative body must appoint a board of 
adJustment~ Specific mention of alternatives to detention is not 
present~· . 

VERMONT 

1. DEINSTITUTIONALIZATION 

Vermont has no law specifically relating to the 
deinstitutionalization of children who are status offenders. However, 
Section 645C of Chapter 12 under Title 33 states that Ifln the event that 
the court finds, upon the detention hearing, that the continued 
detention of the chi Id would not be to his best inter-ests and welfare 
and that public safety and protection do not reasonably r~quire such 
detention, the court shall forthwith order the child released to his 
parent, guardian, or custodian." There is no pending legislation in 
regard to ~elnstitutionallzation. 

2. CHILD CARE FACILITY LICENSING 

Under Subchapter 1 of Chapter 34 "foster care" means care of a 
child, for a valuable consideration, in a child care institution or in a 
family other than that of the child's relatives. Section 2851 of 
Subchapter 3 states that a) A person, other than an employee of a 
department within the agency of human services shal I not place any child 
in foster care for more than fifteen consecutive days unless the person 
has a license from the department of social and rehabi I itation services 
to do so or is an employee of a chi Id·placing agency licensed by the 
department; b) A person shall not receive board or keep any chi Id in 
foster care for more than fifteen consecutive days unless he has a 
license to do so from the department. This does not apply to foster 
homes approved by the Department within the agency of human services or 
by a licensed child placing agency; c) This section does not restrict 
the right of a court, parent, guardian, or relative to place a child, 
nor the right of a person not in the business of providing foster care 
of chi Id care to receive board and keep a chi Id when valuable 
consideration is not demanded or received for the chi Id's care and 
maintenance. 

Section 623 of Chapter 11 deal ing with juvenile courts states that 
a person shal I not receive a dependent child under the age of two years 
to board or care for (non-placing), unless he has obtained a license 
from the commissioner of social and rehabilitation services. The 
commissioner may grant such a I icense and may make· reasonable 
regulations relating to the conduct of business so far as concerns the 
health of the children and the sanitary and moral conditions surrounding 
them. 
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3. ZONING - LOCATION OF FACILITY 

Section 4401 under Chapter 117 of Title 24 states that any 
municipality which has adopted a plan for developmen~, and has ~reated a 
planning commission, may implement the plan by adopting, amending, and 
enforcing any or all bylaws provided in this chapter. Such by.'aws 
include zoning regulations, specific uses of land, population. densl~y, 
and other related concerns. Section 4404 requires a public hearIng 
before the adoption of any proposed bylaw, amendment, or repeal. If a 
wr i tten protest aga i nst an amendment ~r rev is i on is f i I.ed. in accordance 
with the requirements dictated in SectIon 4404, the reVISion shal I not 
become effective until approved by a majority of the legal voters of the 
municipality present and voting at a meeting of the municipal lty. 

Section 4407 states that certQln uses may be permitted only by the 
board of adjustment, if general and specific standards to whi~h each 
permitted use must conform are prescribed i.n the zoning !"egula-:lons. and 
if the board of adjustment after public notice and hearing derermlnes 
that the proposed use wil I conform to such standards. Among other 
things such general standards shal I require that the proposed 
conditi~nal use shall not adversely affect [the] capacity or existing or 

. planned community faci I lties. 

Section 4409 states that unless reasonable provision is made for 
the location of, among other things, state or community owned and 
operated institutions and facilities, [such] uses may only be regulated 
with respect to size, height, and other such matters. AI so, a. state 
licensed or reg i stered commun ity care home or ~roup homer serv I.ng not 
more than six persons who are developmentally dlsable.d or physlc.ally 
handicapped, shal I be considered by right to constitute a permitted 
single-fa~ily residential use of property, except that no such home 
shal I be so considered if it locates within 1,000 feet of another such 
home. 

VIRGINIA 

1. DEINSITUTIONALIZATION 

Virginia has no current statute or proposed legislation regarding 
the deinstttutional ization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Section 63.1-195 of Chapter 10 defines a "foster home" as the place 
of residence of any natural person in which any chi Id, other than a 
ch j I d by birth or adopt i on of such person, res ides a.s a member' of the 
household. "Child-placing agency" means any person licensed to place 
chi Idren in foster homes or adoptive homes or a local board of public 
welfare or social services authorized to place chi Idren in foster or 
adoptive homes. "Chi Id-caring institution" means any private 
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institution which receives chi Idren for full-time care. "Group home" 
means a child-caring institution that does not care for more than twelve 
children. "Independent foster home" means a private family home in 
which a non-related child resides as a member of the household and has 
been placed there Independently of a child-placing agency. 
~Ch~ld-~elfar6 agen~y" means a child-placing agency, child-caring 
Institution, Independent foster home, ••• or a family day care heme. 

Section 63.1-196 states that every person not an officer, employee 
or agent of the state, county or city or duly licensed chi Id-placing 
agency acting within the scope of his authority who serves as or 
maintains a child-placing agency, a child-caring institution, an 
independent foster home ••• or a family day care home shal I obtain an 
appropriate license from the commissioner (director of the department of 
welfare and institutions). The commissioner shal I provide for the 
issuance of five categories of licenses, namely, 1) child-placing agency 
licenses, 2) chi Id-caring institution licenses, 3) independent foster 
home licenses, 4) chi Id care center I icenses l and 5) fami Iy day care 
home licenses. 

Sect ion 63. 1-197 requ i res that each app I i cant for a license conta in 
a statement of the name and address of the applicantl a description of 
the activities proposed to be engaged in l and the faci I ities and 
services to be employed, together with such other pertinent infol~matlon 
as the commissioner may require. 

3. ZONING - LOCATION OF FACILITY 

Article 1 of Chapter 11 under Title 15.1 of the Virginia Code 
requires each municipality to create a local plannini commission to 
serve primarily in an advisory capacity to the governing body. Section 
15.1-446.1 of Article 3 under the same chapter states that the planning 
commission shal I prepare and recommend a comprehensive plan for the 
physical development of the municipality. 

Article 8 of Chapter 11 empowers the governing body to regulate and 
restrict building, zoning, and land use matters. Section 15.1-491 (g) 
permits the amendment or repeal of zoning ordinances by the governing 
body, although any such amendment may also be initiated by a property 
owner or the planning commission. While no zoning ordinance shall be 
amended or enacted unless the governing body has referred the proposed 
amendment to the planning commission for its recommendations, no zoning 
ordinance or amendment may be adopted by the governing body before a 
public hearing is held. 

Section 15.1-491.1 of Article 8 provides a method of conditional 
zoning, whereby a zoning reclassification may be allowed subject to 
certain conditions preferred by the zoning applicant for the protection 
of the community that are not generally applicable to land similarly 
zoned. Conditional zoning Is not to be used for the purpose of 
discrimination in housing, but rather to provide a more flexible and 
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adaptable zoning method to permit differing land uses, and at the same 
time to recognize the effects of change. 

No direct mention of alternatives to detention is made. Section 
15.1-486.2 deals with zoning ordinances relating to homes for mentally 
retarded and other developmentally disabled persons. Locally adopted 
zoning ordinances shall provide for fami Iy care homes, foster homes, or 
group homes serving mentally retarded or other developmentally disabled 
persons in appropriate residential zoning distric!s. The n~m~er of such 
group homes should be proportional to the population. Conditions may be 
imposed on such homes to assure their compatibi I ity wi.th other permitted 
uses but such conditions shal I not be more restrlctlye than those 
impo~ed on other dwel lings in the same zone unless ad~itional conditions 
are necessary to protect the health and safety of the residents of such 
homes. 

Section 15.1-494 states that any municipality which has enacted a 
zoning ord~rance must create a board of zoning appeals. _ 

WASHINGTON 

1. DEINSTITUTIONALIZATION 

Washington has no current statute or proposed legislation regarding 
the deinstitutionalization of status offenders. 

2. CHILD CARE FACILITY LICENSING 

Effective March 29, 1979, Washington enacted Senate Bi I I No. 2768 
which comprehensively amended a large portion of law relating to 
juveniles. This act amended Chapter 74.15 which deals with chi Idr~ns' 
agencies, care and placement. Section 74.1?020 as am~nd:d defl.nes 
"agency" as any person, firm .•• corporation, or facility. which 
receives chi Idren, expectant mothers, or developmentally disabled 
persons for control, care, or maintenance ••• , or which places or 
ass i sts I n the placement [of such peop I eJ for foster care or .p I acement 
of children for adoption, and shall include the following: a) 
"Group-care faci I ity" means an agency which is operated for the care of 
a group of ch i I dren on a twenty-four hour bas is; b) "Ch II d-p I a.c I ng 
agency" means an agency which places chi Idren for tempor<;lry or continued 
care or for adoption; c) "Maternity service"; d) "Day-care center" e) 
"Fos'ter fam i I Y home" means an agency wh I ch regu I ar I y prov i des care 
during any part of a twenty-four hour- day; f) "Crisis resi~ential 
center" means an agency which is a temporary protective residential 
faci I ity operated by the department to perfor~ the dut i es spec i f.l ed in 
Sections 15 through 34 of this 1979 Act, In the manner provided in 
Sections 78 through 82 of this ,1979 Act. 

Section 74.15.30 of the Washington Code delegates the following 
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powers to the director of the state department of social and health 
services: 1) In consultation with the child welfare and day care 
advisory committee, and with the advice and assistance of persons 
representative of the various type of agencies to be licensed, to 
designate categories of faci Iities for which separate or different 
requirements shal I be developed; 2) In consultation ••• adopt minimum 
requirements for licensing applicable to each of the various categories 
of agencies to be licensed. 

The minimum requirements shal I be limited to: a) The size and 
suitabi I ity of a facility and the plan of operation; b) The character, 
suitability, and competence of an agency and associated persons; c) The 
number of qualified persons required to render the type of care and 
treatment for which an agency seeks a license; d) The safety, 
cleanliness, and general adequacy of the premises; e) The provision of 
necessary care, including food, clothing, supervision and discipline; 
physical, mental and spiritual opportunities for those served; f) The 
agencies financial ability; and g) Record maintenance. 

. . 
3. ZONING - LOCATION OF FACILITY 

Chapter 35.63 of Title 35 requires any city councilor county board, 
desiring to exercise the zoning powers conferred by this chapter, to 
create a city or county planning commission to act as a research and 
fact-finding agency. Section 35.63.080 empowers the counci I or board, 
upon recommendation by Its commission, to regulate and restrict all 
matters pertaining to building, zoning and land use. AI J regulations 
are to be worked out as parts of a comprehensive plan for the physical 
development of the city. The councilor board may amend or change any 
such plan or regulations, but al I proposed amendments must first be 
submitted to the commission for its consideration. Publ ic hearings must 
be held by the commission before recommending with regards to a plan or 
amendments. The counci f or board, before taking action, may hold a 
public hearing upon request or by its own order. 

As an alternative to planning commissions, Section 35.63.130 al lows 
the legislative body to adopt a hearing examiner system. Duties of a 
hearing examiner may Include the hearing and deciding of proposed zoning 
amendments, as wei I as applications for conditional uses, variances, and 
other land uses. 

Chapter 35A.63 lays out the zoning procedures for two optional 
classes of cities cal led noncharter code cities and charter code cities. 
Code cities are characterized by broad powers of local self-government. 
Planning and zoning In code cities Is very similar to that of other 
incorporated cities, except that Section 35A.63.110 requires each co~~ 
city to create a board of adjustment. 

Alternatives to detention are not mentioned in any section of the 
planning and zoning statutes. 
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WEST VIRGINIA 

1. DEINSTITIONALIZATION 

Effective June 7, 1979, West Virginia establ ished rehabi I itation 
faci I ities for status offenders as part of the West Virginia Juvenile 
Offender Rehabi I itation Act (H.B. 1484). This new legislation is 
incorporated into the statutes as Article 5B of Chapter 49, and 
Instructs the department of welfare to establ ish and maintain 
rehabl I itative facilities to be used exclusively for the lawful custody 
of status offenders. Each faci lity shal I be a non-secure faci Iity 
having as its primary purpose the rehabi I itation of adjudicated juvenite 
offenders who are status offenders. 

2. CHILD CA~E FACILITY LICENSING 

Section 49-1-5 of Article 1 under Chapter 49 of the West Virginia 
Code defines a "child welfare agency" as any agency or institution 
maintained by a municipal ity or county, or any agency or Institution 
maintained by a person, firm, corporation, association or organization 
to receive children for care and maintenance or for placement in a 
family home or day care center or any institution that pr~vides care for 
unmarried mothers and their chi Idren, but shal I not Include county 
shelters established and maintained for the detention of del inquent 
children or those charged with delinquency. 

Section 49-2-4 of Article 2 states that no such above ent)ty may 
establish or maintain a child welfare agency unless licensed to do so by 
the state licensing board. Before issuing I icenses the licensing ~oard 
shal I investigate the activities and standards of care of the applicant. 
If satisfied as to the need for the agency, as to the financial 
stabi Ilty, equipment, good character and intent of the applica~t, and 
that the services are conducive to the welfare of chi Idren, a license 
shal I be issued. 

3. ZONING - LOCATION OF FACILITY 

Article 24 of chapter 8 grants the governing body of a municipal ity 
or county court the power of regulation and restricti~n.ove~ bui idings, 
land uses and zoning. The governing body of every municipality and the 
county court of every county may create a planning commission. Section 
8-24-47 states that amendments, supplements, or changes of the rules and 
regulations of the zoning ordinance shal I be considered ~s .amen~ments to 
the comprehensive plan. Any proposed change not originating u~on 
petition of the planning commission shall be.refe~red to !he ~Iannlng 
commission for consideration and report before any final action Is.t~ken 
by the governing body of a municipality or a county court. PrOVISions 
are made for hearing procedures and, in the case of a protest by 
property owners or a request by the planning commission, for review of 
action taken by the governing body. Section 8-24-48 articUlates a 
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process for popular selection of zoning ordinances by ballot. 
mention ?f alternatives to detention is made. 

WISCONSIN 

1. DEINSTITIONALIZATION 

0.47 

No direct 

Wisconsin recentl.y enacted a major recodification of Its Children's 
Code. That Act, Ch. 354, Laws of 1977, which became effective November 
17,1978, labeled "status offenders" as children in need of protection 
or services and provided a new range of dispOSitional alternatives. 
Section 48.345, states that a child In need of protection or services 
may be give~ anyone of the dispositions given a juvenile under Section 
48.34, with some exceptions. (For example, such a child may be placed 
i~ the home of a relative, a foster home, a group home, or a residential 
treatment center, but may not be placed in a secure state juvenile 
correctional facil ity.) Sections 48.205, 48.207 and 48.209 place limits 
on whether and where a Juveni Ie may be held prior to disposition as a 
chi Id in need of protection/services, or as a delinquent. 

2. CHILD CARE FACILITY LICENSING 

Subchapter XI I I of Chapter 48 (Chi Idren's Code) deals with child 
welfare agencies. Section 48.60 states that no person shal I receive 
ch.t Idren with or without tr-ansfer of legal custody, to provide care and 
maintenance for 75 days in any consecutive 12-months period for four or 
mo;e chi Idren at anyone time unless he obtains a license to operate a 
chi Id welfare agency from the department of health and social services. 
Before issuing any license, the department must review the need for 
additional placement resources that would be made available by the 
I icensing or rei icensing of any chi Id welfare agency after August 5, 
1973 providing care authorized under Section 48.61(3). 

Section 48.61 lays out the powers and duties of child welfare 
agencies. "Foster home" means any faci I ity operated by a person 
required to be I icensed by Section 48.62 that provides care and 
maintenance for no more than four chi Idren. "Group home" means any 
faci I ity operated by a person required to be I icensed by the Department 
under Section 48.625 for the care and maintenance of five to eight 
chi Idren. "Shelter care faci I ity" means a nonsecure place of tempor'ary 
care and physical custody for chi Idren, licensed by the department under 
Section 48.66. 

If the department, a county agency specified in Section 48.56, or a 
chi Id welfare agency authorized to do so, places a child in a foster 
home under a court order or voluntary agreement under Section 48.63, It 
shal I enter into a written agreement with the head of the home as 
specified in Section 48.64. Every child in a foster home or group home 
shal I be under the supervision of a county agency, specified in Section 
48.56, a child welfare agency authorized to place chi Idren in foster 
homes or group homes, or of the department. 
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Section 48.66 dictates the licensing duties of the department. The 
department shal I license and supervise child welfare agencies, as 
required by Section 48.60, group homes, as required by Section 48.625, 
shelter care facilities, as required by 48.48, and day care centers, as 
required by Section 48.65. The department may license foster homes, as 
provided by Section 48.62, and may license and supervise county 
departments of social services or public welfare as provided in Section 
48.43(1 )(am) In accordance with the procedures specified ·in Sections 
48.67 to 48.74. 

Under Section 48.67, the department shal I prescribe rules 
establishing minimum requirements for the Issuance of licenses to and 
establishing standards for the operation of child welfare agencies, 
foster homes" shelter care facl I Itles and county department of soci al 
services or publ ic welfare. These rules shall be designed to protect 
and promote the health, safety and welfare of the children in ,the care 
of al I licensees. The department must consult with the department of 
industry, labor and human relations and the department of ~ubl ic 
Instruction before pre~cribing these rules. Child welfare agencies and 
group homes shall rep~r:t.upon appl i~a!ion for renewal of licensure al I 
forma! complaints regarding their operation under Section 48.745(2) and 
the disposition of each. 

Section 48.675 states that the department shal I develop a foster 
care education program to provide specialized training for persons 
operating family foster homes. Participation in the program Is 
voluntary and limited to persons operating foster homes licensed under 
Section 48.62 and caring for children with special treatment needs. A 
variety of programs and support services are listed in this section. 

Upon receipt of an application for a license, the department shal I 
I nvest I oate to determ I ne if the app I i cant meets a II min i mum requ i rements 
for a license. Upon satisfactory completion of this investigation, the 
license'shal I be granted. Also, within ten days after the receipt of an 
application for Initial licensure of a child welfare agency or group 
home, the department shall notify the city, town or vi I lage planning 
commission or other appropriate agency. The department shal I request 
that the planning commission or agency send to the department ••• a 
description of any specific hazards which may affect the health and 
safety of the res i dents of the ch i I d we I fare agency or group home. In 
granting a I icense the department shal I give ful I consideration to such 
hazards determined by the planning commission or agency. 

Section 48.75 states that child welfare agencies, if I icensed to do 
so by the department, and county agencies, specified in Section 48.56(1) 
to furnish chi Id welfare services, may license foster homes under the 
rules adopted by the department under Section 48.67 governing the 
I icenslng of foster homes. 
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3. ZONING - LOCATION OF FACILITY 

Section 52.33 of Chapter 62 of the Wisconsin Statutes al lows the 
council of any city to create a "city plan commission" whose function is 
to make and adopt a master plan for the physical development of the 
municipality. Subsection (7) of the same Section states that the city 
council may by ordinance regulate and restrict with regards to building, 
zoning and land use. Such regulations are to be made in accordance with 
a comprehensive plan. 

Upon the request of the city counci I, the city plan commission, or 
other appropriate body shall prepare and recommend a district plan ar.d 
regulations for the city. Notice and hearing procedures before adoption 
are dictated. The city councl I may adopt amendments to an existing 
zon i ng ord I nance after fl rst .subm Itti ng the proposed amendments to the 
city plan commission, or other appropriate body, for recommendation and 
report. Public hearings are required before final action is taken. 
Procedures are also Included in this section In the event of a p'rotesi
against an amendment by effected property owners. The city council must 
appoint a board of appeals [which] may make special exceptions to the 
terms of the [zoning] ordinance in harmony with its general purpose and 
intent. 

Subsection (15)(i) of Section 62.23 states that for the purpose of 
this section, the location of a community living arrangement as defined 
in Section 46.03(2) In any city (llcommunity living arrangement" means 
any of the fol lowing facll ities licensed or operated under the authority 
of the department: chi Id welfare agencies under Section 48.60, group 
homes for children under Section 48.02(7s) (48.02{7» and 
community-based residential facilities under Section 50.01 ••• ) shall 
be subject to the fol lowing criteria: 

1) No community living arrangement may be established after March 
28,1978 within 2,500 feet, or any lesser distance established by a 
city, of any other such faci lity. Exceptions may be granted at the 
discretion of the city. 

2) Community living arrangements shall be permitted in each city 
without restriction as to the number of facl I Ities, as long as the total 
capacity of such community living arrangements does not exceed 25 or one 
percent of the city's population, whichever is greater. When the 
capacity of community living arrangements in an aldermanic district 
reaches 25 or one percent of the population, whichever is greater, of 
the district, the city may prohibit additional such arrangements from 
being located within the district. Exceptions may be granted at the 
discretion of the city. 

2m) A foster family home which Is the primary domicile of a foster 
parent, which is for four or fewer children and which is licensed under 
Section 48.62 shall be a permitted use in all residentiai areas and Is 
not subject to subdivisions 1 and 2 except that foster homes operated by 
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corporations, child welfare agencies, churches, associations or public 
agencies are subject to subdivisions 1 and 2. 

'3) In all cases where the community living arrangement has 
capacIty for eight or fewer persons being served by the program, meets 
the criteria listed in subdivisions 1 and 2, and is I icensed, operated 
or permitted under the authority of the department of health and social 
services, that faci I ity is entitled to locate in any residentia,1 zone, 
without being required to obtain special zoning permission except as 
provided in subdivision 9. 

4) I n a I I cases where the commun i ty I i v i ng arrangement has 
capacity for 9 to 1,5 persons be i ng served by the program, meets the 
criteria I isted in subdivisions 1 and 2, and is licensed, operated or 
permitted under the authority of the department of health and social 
services,.that faci I ity is entitled to locate in any residential area 
except areas zoned exclusively for single-family or 2-family residences 
except as provided id'subdivision 9, but ii entitled to apply for 
specIal zoning permission to locate in those areas. The city may grant 
such special zoning permission at its discretion and shal I make a 
procedure available to enable such faci I itues to request such 
permission. 

5) In all SI,;\...'1 cases where the community I iving arrangement has 
capacity for serving 16 or more persons, meets the criteria listed in 
subdivisions 1 and 2, and is licensed, operated or permitted under the 
authority of the department of health and social services, that facility 
is entitled to apply for special zoning permission to locate in areas 
zoned for residential use. The city may grant such special zoning 
permission at its discretion and shal I make a procedure avai lable to 
enable such facil ities to request such permission. 

6) -The department of health and social services shal I designate a 
single subunit within the department to maintain appropriate records 
indicating the location and number of persons served by each community 
I ivlng arrangement, and such information shal I be avai lable to the 
pub I ic. 

. 7) In this paragraph, "special zoning permission" includes but is 
not limited to the fol lowing: special exception~ special permit, 
conditional use, zoning variance, conditional permit and words of 
simi lar intent. 

8) The attorney general shal I take al I necessary action, upon the 
request of the department of health and social services, to enforce 
compliance with this paragraph. 

9) Not less than 11 months nor more than 13 months after the first 
I icensure of a community living arrangement and every year thereafter# 
the common counci I of a city in which a communitv living arrangement Is 
located may make a determination as to the effect of the community 
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living arrangement on the health, safety or wet fare of the r~sidents of 
the ~ity. The determ!nation shal I be made according to the procedures 
provided under subdivision 10. If the common council determines that a 
community I iving arrangement's existence in the city poses a threat to 
the he.a I th, safety or we I fare of the res i dents of the city, the CCllmon 
counci I may order the community living arrangement to cease operation 
unless special zoning permission is obtained. The order is subject to 
judici~1 review under Section 68.13, except that ~ free copy of the 
transcript may not be provided to the community living arrangement. The 
community I iving arrangement must cease opeFation within 90 days after 
the date of the order, or the date of final judicial review of the 
order, or the date of the denial of special zoning permission, whichever 
Is later. 

10) A determination made under subdivision 9 shal I be made after a 
hearing before the common council. The city shall provide at least 30 
days notice to the community I iving arrangement that such a hearing wil I 
be held. ~t the hearing, the community living arrangement may be 
representea by counsel and may present evidence and call and examine 
witnesses and .cr"oss-examlne other witnesses called. The common counci I 
may call witnesses and may issue subpoenas. All witnesses shat'l be 
sworn by the common counci I. The common counci I shal I take notes of the 
testimony and shall mark and preserve al I exhibits. The common council 
may~ and upo~ request of the community living arrangement shal I, cause 
the proceedings to be taken by a stenographer or by a recording device, 
the expense thereof to be paid by the city. Within 20 days after the 
h~a:ing, the common.council shal I mail or deliver to the communit( 
liVing arrangement Its written determination stating the reasons 
therefor. The determination shal I be a final determination. 

V~lIage zoning is identical to that of city zoning. Zoning power 
exer:lsed by towns is essentially identical wiTh the exception of 
certain procedural matters. The above criteria for the location of 
community-I iving arrangements are appl icable in any city, village or 
town. 

Assembly Bil I 225, introduced on February 27, 1979, and referred to 
the Committee on Local Affairs, would I imit the protection of subse~tion 
(15)(i) of Section 62.23 to community living arrangements only for 
nondelinquent chi Idren, developmentally disabled persons, elderly 
persons, physically handicapped persons or victims of domestic 
violence. 

WYOr~ING 

1. DEINSTITUTIONALIZATION 

Wyoming has no current statute or proposed legislation relating to 
the deinstitutional Ization of status offenders. 
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2. CHILD CARE FACILITY LICENSING 

Section 14-46.1 (8) under Title '14 defines a "chi Id-caring faci I ity" 
as any private person, ••. association, or corporation which is 
operating a business ••• where children under the age of 17 are kept 
and cared for, for their parents or legal guardian or at the request of 
the agency which has responsibility for the child. 

AI I privately operated child-caring facilities ••• are required 
to be certified by the certifying authority, which is the department of 
health arid social services. "Child-caring facilities" as used in this 
act include privately operated 1) chi Idren's institutions; 2) 
chi Id-placing agencies; 3) foster homes; 4) group day care centers; 5) 
detention homes; 6) receiving homes, public and private; 7) correctional 
schools; 8) homes for defective chi Idren; 9) children's ranches; 10) 
nurseries; 11) boarding homes; 12) any other entity ••• having the 
legal or physical care of minors where custody is not supervised by an 
official agency of the State. 

""Section 14-46.'4(2) dictates the following standa'rds to be'used as 
the requirements for certification: a) Good moral character of the 
appl icant, his employees and all those persons who wil I come in direct 
contact with the children cared for; b) Practical experience or 
education or training of the applicant in the care and treatment of 
children. c) Faci lities that are: 1) Uncrowded, 2) safe from fire, 3) 
clean and wei I repaired; d) Wholesome food prepared in a clean and 
healthful environment. 

3. ZONING - LOCATION OF FACILITY 

Article 7 of Chapter 1 under Title 15.1 empowers the governing body 
of any city or town to regulate and restrict with regards to bui Iding, 
zoning, and land use affairs. AI I regulations are to be made in 
accordaiice with a comprehensive plan. Article 6 of the same chapter 
makes optional the creation of a planning commission. 

The governing body shal I determine the manner in which zoning 
regulations are establ ished, amended, or changed. However, before any 
such action occurs, Section 15.1-86 requires a publ ic hearing be held. 
Provisions in case of a protest by effected property owners are also 
provided. While a governing body must appoint a zoning commission to 
recommend the boundaries of the original districts and appropriate 
regulations, the appointment of a board of adjustment, as provided in 
Section 15.1-89, is optional. Alternatives to detention are not 
mentioned. 
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