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CHAPTER 1
Overview of Juvenile Holdover Programs
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Introduction
What is it? Who needs it? What can it do? These questions are often asked of any new program, and for the purposes of this manual the questions apply specifically to juvenile holdover programs. A juvenile holdover program (JHP) is both an old and a new concept. The old concept – the creativity of law enforcement officers, social workers, and probation officers has always been called upon to decide what to do with a juvenile in need of a safe, and perhaps secure, place to wait until a parent can be located or while the system mobilizes to respond to the needs of a child or youth. Adolescent youth have slept on office floors, they have ridden for hours in the back seat of squad cars. They have gone to a sheriff’s home where a warm meal was prepared and blankets were put on the couch in the family room. The new concept – communities have developed a variety of different responses to meet the need for a short-term, temporary holding program for juveniles that can be called upon when the need arises. 
When viewed from a national perspective, juvenile holdover programs are multifaceted. In general, however, they are short-term, temporary holding programs for youth that can be located in either a secure, nonsecure, or a combination secure/nonsecure setting. A juvenile holdover program is capable of providing complete care to and observation of a youth while he or she is assigned to the program and can be designed to meet the needs of the local community it serves. 
A juvenile holdover program can: 
· Allow law enforcement officers to place the care of a youth with another entity and return to their primary duties while the parent(s) or another responsible party is being located.
· Hold a youth pending an action in the investigation or court process. 
· Provide a safe, temporary location for youth who do not meet detention criteria but are in need of a place to stay until other appropriate arrangements for their care can be completed.
By the conclusion of this chapter, readers will be able to:
· Identify problems facing communities that can be addressed by a juvenile holdover program.
· Identify opportunities created by the use of a juvenile holdover program.
· Identify the key elements of a basic juvenile holdover program.
· Differentiate between the three classifications of juvenile holdover programs.
· Understand the difference between a secure juvenile detention facility and a juvenile holdover program. 
Scenario 1-1: David
What Now? 
It was Friday night... actually it was 1:45 a.m. early Saturday morning. David, a 15-year-old who lives in a small town with a population of about 1,500, was driving his father’s car and was stopped by the only police officer on duty in the community. The car’s headlights were not turned on and David was driving erratically. The officer suspected that David had been drinking. When tested with the officer’s preliminary breath tester, David blew a 0.07. His blood alcohol content (BAC) was below the legal level of 0.08 for driving under the influence (DUI) in this state, but it is a zero tolerance jurisdiction, meaning that the presence of any alcohol in the system of a 15-year-old was a violation. In addition, David did not have a valid driver’s license and he was out past curfew. He was cited for all three violations, the car was secured, and a tow was ordered. The officer talked with David, who was now seated in the rear of the squad car. He told the officer that he had been at a party and acknowledged that he had been drinking beer. David revealed that he had been drinking a lot lately. He stated that his parents were out of town for the weekend and could not be reached by phone. He was to be alone at home until late Sunday night and had no other relatives living in this community. The officer had no on-duty backup and there were five more hours left on his shift. There was no safe place to drop David off, and department policy forbid having the youth ride in the squad car for the remainder of the shift. The nearest emergency shelter facility for youth would be a 3-hour round trip. Driving there would take up most of the time left on the officer’s shift. The only option was to return to police headquarters and wait with David until morning. Then arrangements can be made to locate his parents or to find a place for David to stay for the rest of the weekend. It was Friday night and because of one juvenile who was drinking alcohol and driving while impaired, police coverage was not available for the community for the rest of the night.
Problems Facing Communities
Juvenile holdover programs have been developed in response to one or more problems confronting a particular jurisdiction. The reasons for implementing a juvenile holdover program should be defined by each community, but generally, the problems have included: 
· Distance to the nearest detention facility.
· Compliance with the Juvenile Justice Delinquency Prevention Act.
· Limited detention beds.
· Need for alternatives to secure juvenile detention.
· Need to reduce law enforcement downtime.
· Need for alternatives in a detention continuum. 
Juvenile crime is a significant portion of the activity of the justice system in all communities. Often, juveniles present needs and problems that must be handled differently from those of adults. Communities have been required to develop appropriate responses and often separate resources for juveniles. The need for separate responses and resources often presents a mixture of criminal issues and unmet needs that call upon the expertise of the juvenile justice and child welfare systems. For example, most juveniles cannot be held in the same detention or residential facilities as adults, even if the same level of intervention is required. Having to provide custody and care for a juvenile creates a different set of needs and requirements to which a jurisdiction must be prepared to respond.
While serious juvenile crime is decreasing, the kinds of juvenile behavior that are most likely to lead to placement in a juvenile holdover program is increasing. Juvenile arrests for curfew and loitering violations increased 178 percent between 1989 and 1998. In 1998, 27 percent of curfew arrests involved juveniles under the age of 15 and 30 percent involved females. In 1998, 58 percent of arrests for running away from home involved females and 40 percent involved juveniles under age 15. Arrests of juveniles driving under the influence increased by 13 percent and liquor law violations increased by 10 percent from 1994 to 1998 (Snyder, 1999).
Underage drinking and impaired driving by young people also are a realities in our communities. While the rates of juvenile alcohol consumption are high, the arrest rates for youthful impaired drivers are significantly lower than comparable rates for adults. Motor vehicle crashes are one of the tragic outcomes of impaired driving by juveniles. Too often these crashes result in death or injury to the youth involved, and to innocent victims (National Traffic Safety Administration, 2000). These crashes are both predictable and preventable. 
Two efforts aimed at preventing and reducing the number of youth involved in motor vehicle fatalities include: 1) the establishment of laws increasing the minimum drinking age to 21, and 2) the enactment of zero tolerance laws. These make it illegal for persons under the legal drinking age to drive with any measurable amount of alcohol in their bloodstream. However, in order for these legislative initiatives to achieve their maximum level of effectiveness, communities must have the mechanisms and resources in place to ensure that they are enforced. 
Placing a juvenile into custody is often a much more arduous task for law enforcement officers than placing an adult in custody. A separate set of statutes must be referenced. Case processing procedures are often more complex and restrictive when young people are involved. Many jurisdictions have limited or no options or resources available for the placement of children or young adults who require short-term supervision or a place to begin assessing their needs. Sometimes these deficits in resources or options discourage aggressive enforcement of laws, including efforts to keep teens from drinking and from drinking and driving. 
A further challenge faced, especially by nonurban jurisdictions, is related to complying with core requirements of the Juvenile Justice and Delinquency Prevention (JJDP) Act of 1974, as amended. In part, the Act requires that juveniles be separated by sight and sound from adult offenders when placed in custody. A 1980 amendment to the JJDP Act added a jail removal requirement that all juveniles who may be subject to the original jurisdiction of the juvenile court based on age and offense limitations established by State law cannot be held in jails and law enforcement lockups in which adults may be detained or confined. In order to receive federal funding made available under this Act, states must comply with these requirements (Roush, 1996). As a result, states and local jurisdictions are under pressure to develop new responses. In some situations, alternative arrangements to replace old practices have been developed. In many situations, prior practices were halted, but new means to respond to the created needs have never been effectively designed and implemented (Roush, 1996). A copy of the relevant sections of the JJDP Act are included in appendix B.
Geographically, most of the United States can still be described as nonurban. Population density is low and resources are few and, literally, far between. There are many situations when law enforcement officers, social workers, juvenile courts, or probation officers need a safe place for a juvenile to be held for a short period of time, but the only available site may be hundreds of miles away. In addition, for some jurisdictions this may mean that the only on-duty law enforcement officer is now effectively off-duty while he or she is driving to and returning from a facility. In many situations, the youth will need to be returned to the local jurisdiction for a court hearing or other case processing activities within just a few hours, thus increasing the number of trips that need to be made. Such situations often require overtime pay to officers whose shifts are extended by these activities or who are called in specifically for transportation duties. Most budgets of smaller jurisdictions are not able to absorb such costs, and these additional expenses may result in reductions in other areas of service. 
In some locations, juvenile detention and shelter care facilities may be too small, overcrowded, or used to hold youth who do not need secure detention. Many youth need a safe place to be held or supervised but do not meet detention requirements for a locked or secure setting: they are not an immediate risk to themselves or others and do not present an undue risk of failure to appear for a subsequent court function (see Figure 1-1). Placing a youth in an expensive secure juvenile detention facility when only a short-term holding program or an intermediate level of security is needed creates significant unnecessary costs.
	Figure 1-1: 
Crowding of Juvenile Detention Centers
Of the many troubling facts about pre-trial juvenile detention, perhaps the most disturbing one is that many incarcerated youth should not be there at all. These are kids who pose little risk of committing a new offense before their court date or failing to appear for court – the two authorized purposes of juvenile detention. “When you talk to judges, prosecutors, or anyone involved in the juvenile justice system,” says Bart Lubow, senior associate at the Annie E. Casey Foundation, many of them say things like, ‘We locked him up for his own good.’ Or, ‘We locked him up because his parents weren’t available.’ Or, ‘We locked him up to get a mental health assessment.’ None of these reasons are reflected in statute or professional standards.”
Source: Juvenile Jailhouse Rocked: Reforming Detention in Chicago, Portland, and Sacramento (Rust, 1999, p. 1)


Opportunities Created By Utilizing Juvenile Holdover Programs As A Response To The Identified Problems
As stated previously, a juvenile holdover program provides jurisdictions with a safe, short-term place for a youth to be held for a number of valid purposes. In addition to providing basic care and custody, juvenile holdover programs can be designed to provide immediate, round-the-clock screening, crisis intervention, and referral for youth placed in their care. All juvenile holdover programs should have trained staff and/or volunteers who can assess and respond to the needs of the youth who are in their custody. Once a youth is admitted to the program, supervision will occur through face-to-face contact with the possible utilization of some electronic surveillance technology. Direct interaction between the juvenile and a trained caring adult is an absolute requirement for any quality program. 
Juvenile holdover programs provide jurisdictions with a promising, cost-effective strategy to fill the gap in the continuum of predispositional services available for detained youth. In addition, juvenile holdover programs provide a safe place for youth to reside until other plans for their care can be developed and implemented. Overcrowding and inappropriate use of secure juvenile detention facilities can be reduced by the presence of this type of alternative option. The potential for violating JJDP Act core requirements also is reduced significantly.
Juvenile holdover programs are much less expensive to establish and operate than traditional secure facilities. Traditional secure juvenile detention is expensive. As a Nation, U.S. taxpayers are spending more than $800 million annually to operate secure detention facilities. Those amounts do not include new construction, capital costs, and debt service for constructing and remodeling detention centers (Annie E. Casey Foundation, 1997). Cost-effective services for many youth can be developed closer to home with many more opportunities for family and community involvement. 
A short-term holding placement, even one of a brief duration, can provide a screening opportunity to determine the appropriate security level for detention placement, if required, and to complete an assessment to identify the kinds of needs and the severity of problems presented by a particular juvenile. Screening and assessment can provide valuable information that can result in a more relevant and effective plan for a youth. A calm, safe place in which to undertake this process often yields much more complete and accurate information. 
The over-representation of minorities in detention facilities is often reflective of an overall lack of programs designed to be culturally specific and provide a culturally sensitive environment within a particular jurisdiction. Often, this lack of alternative resources leads to the perceived need to utilize the only residential holding alternative that may be available – a secure detention facility. A juvenile holdover program is relatively easy to implement and can be specifically designed to be responsive to the multicultural needs of a community. Juvenile holdover programs allow a community to address these concerns due to their flexibility of design and the relatively small scale of their services. Community ownership of a holdover program is often much easier to achieve than ownership of a fortress-like secure juvenile detention facility. 
How Juvenile Holdover Programs Are Funded and Administered
Some States have State-level agencies that offer administrative oversight and guidelines to local juvenile holdover programs. An example is the Minnesota Department of Corrections Detention Alternative Subsidy Program. It is funded by the State legislature and provides reimbursement to jurisdictions for approved operating expenses for 24-hour nonsecure and 8-day secure temporary juvenile holdover programs. To be eligible for reimbursement, the State has established specific guidelines or standards that programs must meet. However, Minnesota does allow local jurisdictions a certain level of flexibility to tailor the programs to local needs and resources. For example, the type of entity that operates the program, or where the program is located may vary from county to county or from community to community. 
Other States may have juvenile holdover programs that are administered and overseen by county or local level agencies. Local jurisdictions may operate holdover programs without financial support or official oversight by a State agency. Funding comes from the budgets of local entities that may include local tax revenues or funds raised through direct charitable appeals to the public by the entities themselves or by coalitions such as the United Way. Some are funded, at least initially, by grants from government or private foundation sources. Types of entities that operate and administer juvenile holdover programs on the community level include (APPA, 1999):
· Juvenile courts.
· Law enforcement agencies.
· Juvenile intake and assessment agencies.
· Juvenile probation departments.
· Public child welfare agencies.
· Nonprofit agencies.
· Private agencies.
Additional information on funding considerations are provided in chapter 2, “Beginning the Planning Process: Defining the Problem.” 
Classification of Juvenile Holdover Programs
Juvenile holdover programs offer an alternative to the use of traditional juvenile detention, jails, or lockups when such facilities are inappropriate, unnecessary, or unavailable. There are three primary classifications for juvenile holdover programs:
· Secure.
· Nonsecure.
· Combination secure/nonsecure.
These classifications are based strictly on the physical structure or capability of the program. The following provides a brief description of each classification. 
Secure
A juvenile holdover program classified as secure refers to those in which youth cannot leave the facility or program at will. Either the room or the cell in which they are placed is locked and/or the door of the facility is locked so that persons cannot enter or leave the building without clearance. 
Length of stay and program design are the variables that distinguish a secure juvenile holdover program from a traditional secure juvenile detention center. The length of stay in a secure holdover is usually limited to 24 hours or less, although, in some locations, it may be extended to several days and be designed to provide short-term programming. In comparison, a juvenile detention facility is designed to provide both short and/or long-term programming dependent upon the length of stay. Juvenile detention facilities also include construction features designed to restrict the movements and activities of persons in custody such as locked rooms and building, fences, or other features. 
Nonsecure
A nonsecure juvenile holdover program is one in which youth physically are able to leave the facility or building at will. If a youth wants or tries to leave, some holdovers will allow a young person to do so without interference. Other holdover programs are designated as staff secure, and program staff incorporate a wide range of interventions to discourage youth from leaving.
Combination Secure/Nonsecure
A combination secure/nonsecure juvenile holdover is a program that has the ability to either be secure or nonsecure depending upon the risk level of the youth. For example, a room could be unlocked for nonsecure placements and the same room could be locked if more security were required for a youth that was a higher risk. A combination program could also offer both secure or nonsecure security levels in one location. The youth would complete the intake process for the holdover program and, depending on the risk level determined through a classification process, enter the appropriate program security level. 
Key Elements of a Juvenile Holdover Program
The primary focus of this manual is to provide the reader with the key elements of a basic juvenile holdover program. A basic juvenile holdover program is defined as a short-term holding program including a meal, a bed, and staff or a trained volunteer to keep the youth safe through constant supervision. There are almost unlimited program options that can be added to the basic juvenile holdover design to provide more comprehensive or enhanced services to the youth, family, and the community. For example, formal psychological testing on youth in custody is beyond the basic design for a juvenile holdover program. However, such testing could be provided if it was a priority of those planning the program and if the funding and professional resources to accomplish it could be obtained.
It is recognized that juvenile holdover programs vary from jurisdiction to jurisdiction. The classification system previously noted and the key elements listed below provide a framework for the development of a basic juvenile hold-over program. When operationalized, each jurisdiction can customize its design according to local needs, priorities, objectives, and available facilities and resources. However, some principles are essential to a sound design in any setting and context. 
Integration into a network of services for youth. A juvenile holdover program is not a stand-alone program. It must be connected in meaningful ways to the other components of the juvenile justice and child welfare service delivery systems in a community. A juvenile holdover should be part of a continuum of detention services available to every community providing a least restrictive alternative to a longer term placement in a secure juvenile detention facility.
Short-term alternative. A juvenile holdover program should a short-term placement for juveniles. Many house youth for 24 hours or less, although weekends and holidays may extend that time. Some enhanced holdover programs plan to hold a youth for several days if necessary. It would be the exception to find a holdover program that provides services to a particular youth for a week or more.
Easily accessible. Juvenile holdover programs need to have the ability to provide services 24 hours a day, 7 days a week. Services must be available on relatively short notice. The physical site needs to be easily accessible for those bringing youth into custody and for staff and/or volunteers providing supervision. A juvenile holdover program should be located in a safe area that is not isolated and back-up services that may be needed, such as medical care, should be nearby.
Trained staff. Anyone providing supervision to youth in a holdover program must be well trained through a carefully designed, comprehensive curriculum (e.g., preservice and in-service training).
Able to respond to a youth’s immediate needs. A juvenile holdover program must first make a juvenile feel safe and then have his or her basic needs met. Staff must be skilled in addressing the youth’s anxieties and apprehensions while recognizing what is of immediate importance to the youth and responding to the youth’s priorities. Staff must be able to recognize when behavior is driven by fear and a sense of loss of control rather than by a defiant display of disrespect or aggression.
Able to provide comfortable facilities with minimum services for an overnight stay. Juvenile holdover programs provide meals for youth in their care, as well as a bed, shower, and restroom facilities, with careful attention paid to appropriate privacy and gender-specific needs. The places in which juvenile holdover programs are located or provided include jails (when there is sight and sound separation), separate areas in juvenile detention facilities, administrative areas of the local police station or sheriff’s office, church basements, rooms or lobby areas of social service agencies and nonprofit organizations, and even hotel rooms. A juvenile holdover program may be a separate entity, or it may be a component of another agency’s program such as an intake and assessment center or juvenile probation office.
Ability to respond to and de-escalate the immediate situation if necessary (crisis intervention). Juvenile holdover staff and volunteers need to have the necessary skills to intervene in behavioral and/or emotional problems presenting an immediate threat to the youth or in family conflicts. 
Screening and assessment capacity. Juvenile holdover staff and volunteers must be able to determine the general needs and risks presented by a youth admitted to the program and be prepared to respond to those that require immediate attention such as a suicide risk, medical concerns, and child abuse or neglect.
Referral expertise. Staff and volunteers of the program must be knowledgeable about available community resources and procedures to refer youth and their families for services when needed.
Ability to coordinate post-release services to the youth and family. If youth are to be involved with formal activities such as court hearings after they leave the juvenile holdover program, staff or volunteers should be able to provide appropriate information or needed assistance to youths and families concerning the next step. The juvenile holdover program staff and volunteers also should provide needed and appropriate information to the entity to which the youth has been referred, such as county attorney, social services, juvenile court, and juvenile probation.
Program evaluation design. Each program should have a plan and procedures in place to conduct both a process and an outcome evaluation. The process evaluation will provide ongoing feedback regarding operational issues and the outcome evaluation will assist the program to determine how effectively it is meeting its goals and accomplishing its stated objectives. Chapter 3, “Strategic Planning,” will provide additional information on program evaluations. 
 

Continuum of Detention Services
There are many terms that are related to and often confused with the concept of juvenile holdover programs. Below are several definitions that are intended to clearly explain what the term juvenile holdover program means when it is used in the manual. The definitions differentiate a juvenile holdover program from other related program options in a continuum of detention and emergency child care resources.
Law Enforcement Street Diversion: Community policing is an organizational philosophy and management approach that promotes community and police partnerships, proactive problem solving, and community engagement to address the causes of crime (Cochran and McDevitt, 1988). Street diversion reflects the discretion of the officer on the scene to make many decisions. She or he can talk with the youth or escort the youth home and meet immediately with the parents. Many officers know the resources of the community and will often offer suggestions to youth and families regarding programs that may help them. Often officers will follow up to determine if things have improved and if the resources suggested have been helpful. Most youth with whom an officer interacts are not detained or charged. This reflects community policing in practice.
Attendant Care: This term describes a form of interim care provided by one-to-one adult supervision of a youth in a location commonly used for other ongoing functions, such as a public safety building. The term attendant care is often used interchangeably with the term juvenile holdover program.
Emergency Shelter Care/Foster Home:This is a short-term, short notice resource for juveniles who need a safe place to stay while immediate issues impacting their lives are resolved. In larger jurisdictions, this may be a residential facility, or a part of one, operated specifically for this purpose. In many jurisdictions, a roster of trained foster parents is available on short notice to take in such youth.
Electronic Home Monitoring: Electronic monitoring technology, with special conditions of release, can be utilized as an alternative to detention or to assist in the supervision of youth from a remote location. One such technology places a transmitter on the body of a detainee that transmits a signal to a receiver located in the home. If the individual wearing the transmitter moves farther away from the receiver than is allowed, or attempts to tamper with the equipment, monitoring authorities will be alerted that the individual has violated the terms of the release. Those responsible for the program then respond to the violation according to their policy and protocols. Another technological option is voice recognition equipment that calls the youth on the telephone at random or programmed intervals and asks the individual who is being monitored to repeat specific words. Those responses are then compared to baseline responses stored in the computer. If the two do not match, indicating that someone other than the person who created the baseline tape is responding, an alert is sent to the agency requesting the monitoring.
Assessment Center: This is a facility or process where youth at risk for deeper penetration into the juvenile justice, child welfare, or mental health systems are screened and assessed on several dimensions. Usually included in the screening and assessment are the risk for additional offending behaviors, mental health needs, physical health needs, drug and alcohol abuse, educational functioning, and family functioning. The outcomes of these assessments are then maintained in a database and passed on to parents and those with system responsibilities so that more relevant and effective plans can be developed and a duplication of efforts can be minimized.
Juvenile Detention Center: This is a short- or long-term placement for juveniles in a locked facility pending disposition of charges. It is created to serve two specific purposes; to assure that youth appear in court at the proper time, and to protect the community by minimizing delinquent acts while their cases are being processed.
Cautions Regarding Potential Problems and Unanticipated Outcomes
There are several problems that can arise during the planning, implementation, and operation of a juvenile holdover program. 
Failure to involve all the necessary parties in the planning process. A successful holdover program is a collaborative effort involving multiple stakeholders in a community. All partners must feel they have had a meaningful role in the planning process. Chapter 2, “Beginning the Planning Process,” will provide more information on stakeholder involvement.
Failure to clearly define the target population. Without a clear definition of an appropriate target population, many conflicts can emerge. Youth may be placed in a program that is not designed to meet their needs. Conflicts and friction may emerge between those controlling intake decisions and those making referrals. This has the potential to undermine the entire program. Chapter 5, “Identifying an Appropriate Target Population,” will provide more information on establishing a target population. 
An initial program design that is rigid and inflexible. While it is important to establish a clear initial design, the first several months of operation will usually reveal program procedures and practices that need to be modified based upon actual operational experience. A new program should always be viewed as a work in progress with a method in place to carefully review the early stages of operation so that practical adjustments can be made when needed. Chapter 6, “Program Design,” will provide more information on strategic planning. 
Look carefully for unanticipated negative outcomes. Even the best of ideas sometimes have results that were not anticipated during the planning process. For example, the presence of a juvenile holdover program may be a very helpful response to the legitimate needs of law enforcement, but the existence of an easily accessible and responsive alternative for dealing with youth may undermine important and effective law enforcement street diversion activities. A juvenile holdover program is intended to fill a gap in services; not to replace effective practices and programs. 
Impact of the “widening the net” phenomena. Care needs to be taken to ensure that convenient access to such a program does not actually increase the number of youth taken into custody inappropriately and unnecessarily. A juvenile holdover program is intended to provide a community an alternative to a more restrictive placement for youth, inappropriate release of youthful offenders, or inefficient use of law enforcement time. It should be only one of the options on the continuum of detention services in a jurisdiction. 
Failure to maintain open channels of communication to all related components of the system. Once a juvenile holdover program is operational, regular communication must be initiated and maintained with all the other stakeholders in the system. There must be a willingness to listen to feedback and make modifications when needed. It is important that the initial purpose of serving the youth, the community, and the system is not overlooked once the program is established.
 

Purpose of This manual
The primary purpose of this manual is to provide juvenile justice and community agencies with a framework that will assist them in planning, developing, implementing, and enhancing juvenile holdover programs within their jurisdictions. No one model is being endorsed. Rather, this manual presents a framework for designing a basic juvenile holdover program, and outlines a step-by-step process to guide planners through each stage of program development. Important issues that will be addressed include:
· Program planning.
· Strategic planning.
· Legal issues.
· Identifying the appropriate target population.
· Designing the program.
· Site and facility logistical issues. 
· Staffing and training.
Chapter 9, “Assuring Your Success,” includes a checklist designed to assist program organizers and staff in assuring that each step in the development and implementation process has been completed and that each important issue has been assessed and addressed. It can be used as a step-by-step guide for the planning and implementation process. Appendix A includes a list of juvenile holdover programs as well as a matrix that provides a comparison of identified juvenile holdover programs. The listing was compiled by the American Probation and Parole Association and will allow those planning new programs to contact others to discuss questions or become more familiar with operating programs. The Desktop Guide to Good Juvenile Detention Practice (Roush, 1996), published by the National Juvenile Detention Association and the Office of Juvenile Justice and Delinquency Prevention (OJJDP), can be a useful companion piece to this manual1. It is recommended that any jurisdiction considering a juvenile holdover program obtain a copy of this resource and use it to complement information included in this manual. 
Conclusion
It is impossible to include every option or identify every alternative for program development, implementation, and operation within this document. Rather, the intent is to identify the basic and most important issues that must be considered and to present some possible options in each area. “One size fits all” does not work when planning a juvenile holdover program. There is no single model program that can be transplanted in its totality into another community. Each jurisdiction is different. Each community must develop a juvenile holdover program that best meets its own unique needs and draws upon its own strengths and resources.
Scenario 1-2: Suzy Is That All There Is?
It is a combination gas station, convenience store, and bus stop, located on the edge of a small town just off the freeway, and it is 2:30 p.m. on a Monday “Martin Luther King Day” a holiday for government employees and a few other lucky folks. Suzy is sitting on a stack of yesterday’s Sunday newspapers outside of the front door. She got off the bus about an hour ago and has been sitting there since then. She ran out of bus stops and money here – two States away from home and two States away from her destination – Las Vegas. The young man working in the store has been watching her since she got off the bus. He finally goes out to speak with her and asks if she needs any help. She is crying quietly but is otherwise unresponsive. He goes back inside and calls the local police. An officer arrives in less than 5 minutes. She is a bit more talkative and admits that she is on the run and got deadended here. She tells the officer that her name is Marie. She is transported to the police station where a quick computer check on the Missing Children Network confirms that she is indeed a runaway from out-of-state but her name is actually Suzy. The officer contacts the law enforcement agency that filed the report and Suzy’s parents. They are willing to drive cross-country to pick her up, but the trip will take at least a day and a half. The officer contacts his chief, who directs him to turn over custody of Suzy to the local sheriff’s department as it is a holiday and no social workers are available. That department, in turn, calls in an off-duty deputy to transport Suzy 75 miles away to the nearest shelter facility. He asks his wife to accompany him. They will have to miss their son’s first basketball tournament game that evening. They pick up Suzy and head west, resulting in a hefty overtime bill for the local taxpayers for transportation and a missed basketball game for two local parents and loyal fans. 
CHAPTER 2
Overview of Juvenile Holdover Programs
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Scenario 2-1: Alex
Could Things Have Gotten Much Worse?
Friday nights are usually pretty busy for the Hill-top Police Department. There were two officers on duty. At about 11:00 p.m., a call was received concerning a burglary in progress. A resident living near the edge of town reported that someone was in his detached garage. Both officers responded and discovered Alex hiding behind some boxes in the rear of the garage. He told officers that he was just looking for a place to sleep for the night. When he was searched, a set of new spark plugs was found in one of his pockets. He then told the officers that he had picked them up from the workbench in the garage. It was also determined that Alex had broken the lock off the rear door of the garage to gain entry. Alex was arrested and transported to the police station located in the basement of the City Hall building.
On the way to the station, Alex told Officer Smith that he was 15 years old and that his father had thrown him out of the house several days earlier and told him that he was not welcome back – ever. Officer Smith knew a little about the family, that Alex’s mother had died about a year ago and that his two older sisters had moved to another State several years earlier. Alex had been living alone with his father since the death of his mother and his father had a reputation for having a short fuse and that he often drank heavily – especially after his wife died. Officer Smith called the house but no one answered the phone. A few minutes later, Officer Wellstone radioed back stating that Alex’s house was dark and no one answered the door when he knocked.
Officer Smith then needed to determine what he was going to do with Alex. It was now past 12:30 a.m. There was no parent at home and no other relatives living in or near Hilltop. Hilltop does not have a juvenile detention facility or a youth shelter. The county seat of Pine County was in Pinecrest - 50 miles away. There is not a detention or shelter facility there, neither – only a very old county jail building that also housed the county sheriff’s office. Officer Smith called his chief to ask for instructions.
Chief Gunderson was not happy to receive the call. Earlier that day, he and two other chiefs of police from Pine County communities had met with the sheriff to discuss the issue of handling juveniles who needed detention or shelter care. The sheriff told them that he had talked with the Chair of the County Board about this issue but had been told that there was no funding available to develop a program to respond to the problem. The only answer was to take the youth to the regional detention center about 150 miles away. That was almost a 3-hour drive – one way. To take a youth there or to pick up a youth uses almost all of an 8-hour shift for an officer. The sheriff told the chiefs that he had tried to address the problem without success, so now it would be up to them to figure out how to deal with youngsters picked up in their communities. The chiefs indicated that they felt it was the County’s responsibility to deal with these youth but the sheriff steadfastly maintained that it was not his problem. Furthermore, he stated that he did not have enough deputies to supervise the youth at the sheriff’s office nor to transport them to he regional detention center anyway. They tried to reach the county attorney to get his opinion on the matter but he had left for the weekend at noon to go fishing. His secretary said she would have him call them back on Monday. Chief Gunderson decided to set up a test case. He directed Officer Smith to drive Alex to the sheriff’s office in Pinecrest and turn him over to the custody of the deputy on duty. When they arrived, the only deputy on duty was out on patrol and the adult detention officer stated that he had no authority to take custody of a 15-year-old. Besides, he pointed out there was no way in the old jail building to provide the required sight and sound separation from the three adult male prisoners already in custody. The detention officer called the sheriff at home – it was now 2:30 a.m. Sheriff Rogers was also upset and instructed the detention officer that he was not to take custody of the youth and told him he was to inform the deputy, if he came in, that he was not to take custody either. Officer Smith called his chief at home one more time. Chief Gunderson told him to remain in the vehicle with Alex in front of the jail until the sheriff arrived. He then proceeded to call Sheriff Rogers. A short time later, Officer Smith received a radio transmission telling him to return to Hilltop with Alex and wait at the station with him until morning.
By Monday, all law enforcement officials in the county were aware of the “Alex story” and of the stand-off between Chief Gunderson and Sheriff Rogers. By noon, the county social services director had called the sheriff wanting to know why this problem had not been discussed with her long before tensions had risen to this level. The county attorney, back from his fishing trip, entered the conversation. He told the sheriff that there was a good chance that this was, in fact, going to end up being his responsibility but asked why he had not been contacted earlier about the problem. Before the day was over, the juvenile court judge, two school superintendents, the county’s public defender, and the administrator of the local hospital had all joined the discussion. The county board chair came to the sheriff’s office and wanted to know why things had gotten so far out of hand and why no one had taken responsibility earlier to set up a plan for this type of situation. He asked the sheriff what he planned to do. Sheriff Rogers reminded the board chair that they had talked about this issue only a few weeks ago and that the chairperson had told him that the kids would just have to be taken to the regional detention center. By this time, there were lots of hard feelings, lots of blame being passed around, and lots of embarrassment on the part of many officials. 
By mid-week, the county’s weekly newspaper had published an editorial criticizing county and city officials on how the situation had been handled. The editorial also was critical of them for not having undertaken any type of needs assessment or planning process to address the issue since it was obviously not a new problem. It was also the hottest topic on the local radio station’s “Noontime Open Mike” program all week. 
The local ministerial association convened a meeting the following week to try to sort out the problem and to try to begin a positive process to address it. It was clear that there were many fences that needed to be mended before meaningful planning could begin. Even the ministers and priests upset some people – the pastor of the Pinecrest Lutheran Church received phone calls from several of her parishioners asking why no parents had been invited to participate in the meeting. 
At last word, almost everybody was still angry with almost everybody else.
In the meanwhile, the county attorney talked to the owner of the garage and conferred with the Police Chief of Hilltop. No formal charges were ever brought against Alex. He voluntarily repaired the garage door and tuned up the owner’s power lawn mower. With the assistance of one of the county’s social workers, arrangements were made for him to live with his sister and her husband halfway across the country. Alex is now doing well in school, has a part-time job working for a mechanic, and excels at repairing problems with older cars.
A long-time observer of the local political scene was overheard at coffee at the Corner Café in Pinecrest observing, “It’s a good thing that this is not an election year in Pine County!”
Introduction
The success of any new project or program lies with the quality of the planning involved. The strategic planning process that is outlined in this chapter provides a cornerstone for program planning, development, and implementation. A careful planning process will assist in defining the community problem, establishing the need for a program, and developing stronger programs that are more likely to yield positive results. Following a strategic planning process for program development makes it easier for those involved in program implementation to identify the goals of the program and follow through on tasks and activities. Although essential for programs in development, the planning process also can be helpful for existing juvenile holdover programs that are looking to initiate new or enhance existing program practices and operations. 
Juvenile holdover programs can provide benefits to several community agencies such as law enforcement, juvenile courts, and juvenile probation offices. The strategic planning process provides an opportunity for multiple community agencies to be involved in a collaborative process allowing the program development through a community effort. Whatever the size of the community, creating partnerships between people and agencies who have a stake in the particular community is important for program success. Figure 2-1 provides a realistic reminder for working in community partnerships. 
	Figure 2-1: Planning and Reality
Homan’s Rule of 33
Things will be 33 percent different from what you think they will be, generally on the down-side. For example, if 12 people tell you they are coming to your get-together, expect eight. One of the most common “surprises” is that things will take 33 percent longer to do than you thought they would take, even if you are generous in your estimate. Think about all the projects you have undertaken in the past. Didn’t almost all of them take longer than you had thought?
Source: Promoting Community Change: Making It Happen in the Real World (Homan, 1999)


 

Identifying and gaining the support of stakeholders is critical. Collecting the needed supportive data, reviewing relevant public policy, and determining what resources may already exist are also important planning steps. By the conclusion of this chapter, the readers will be able to:
· Discuss how a needs and resources assessment can be conducted.
· Identify key stakeholders.
· Explain what data should be collected, how to collect it, and how it can be used.
· Discuss the process of conducting a public policy review.
· Discuss the formation of an initial planning work group.
· Discuss potential funding and administrative options.
Conducting a Needs and Resource Assessment
Programs that have at their foundation the goal of addressing an identified community problem have a greater probability of achieving success and securing a broad-based commitment to the program (Bureau of Justice Assistance, 1998). Therefore, a crucial first step in the strategic planning process is the assessment of community needs and resources. A needs and resource assessment helps communities identify their problems and also helps reveal how the problems are perceived among various constituency groups. It also provides the foundation for building a program that is defensible, measurable, and fundable (National Association of Governors’ Highway Safety Representatives, 2000). The focus of the needs and resource assessment will include:
· What is happening in the community to suggest there is a need?
· What does the need initially appear to be?
· What must be done to demonstrate the need?
· What can be done to define or quantify the need?
· Who holds what view of the need? Are there common perceptions? Are there differing perceptions?
· Does the information gathered identify what should happen in response to the need?
Information received through a needs and resource assessment can yield information that will help determine:
· Whether there is a need for a juvenile holdover program within the jurisdiction.
· The types of offense or problem behaviors the program should serve.
· The types of services that will need to be included (differentiating between critical services and desired services).
· The level and types of resources needed to support the juvenile holdover program.
· needs and resources assessment consists of the following major elements:
· Identifying and involving stakeholders.
· Collecting and gathering data.
· Reviewing public policy.
· Identifying existing resources.
· Developing community support.
Identifying And Involving Stakeholders
In general, a stakeholder is a person or entity that is likely to be supportive of the program (e.g., financially, politically, or programmatically), has knowledge or skills needed to assist the program, and/or will benefit (directly or indirectly) from the services being provided by the program. Stakeholders also include those who may be opposed to the implementation of a program. Three key reasons for involving stakeholders in the planning process are: 
· Stakeholder participation builds commitment.
· Different perspectives contribute to better solutions.
· Involvement ensures accountability. 
Because of their backgrounds and experiences, stakeholders often will have unique points of view. Program organizers should assess the ideas, interests, and attitudes of each stakeholder prior to initiating contact and soliciting support. A stakeholder analysis is a systematic process that assists program developers in (1) determining who are the key stakeholders for their program, and (2) understanding the most effective use of stakeholders’ time, knowledge, and resources. The following are critical questions to ask when conducting a stakeholder analysis (Crowe and Schaefer, 1992; Dickinson, 1996):
· Who will the program affect the most and how?
· Who is most likely to oppose the implementation of this program?
· Who is most likely to support the implementation of this program?
· Who will make the final decision that the program will be implemented or canceled?
· Who must approve or has the power to veto decisions? 
· Who must be consulted before financial or policy decisions are made?
· Who must implement the day-to-day administrative decisions?
· Who will need to be informed of the policy decisions and/or financial decisions?
· Who has knowledge, skills, or access to resources needed for the development and implementation of this program?
A list of potential stakeholders for a juvenile holdover program can be found in Figure 2-2. It should be noted that this list is not exhaustive and each community will need to examine their own community makeup to determine who the key stakeholders are and what their potential impact upon the juvenile holdover program may be. When considering potential stakeholders, two perspectives are important.
· What is the benefit to a potential stakeholder if a juvenile holdover program is implemented?
· What does the potential stakeholder have to contribute to the holdover program planning process and program operation?
The following section identifies and examines some of the potential benefits and possible contributions of individuals and organizations that should be considered when conducting a stakeholder analysis.
Juvenile and Family Court Judges
Juvenile and family court judges require a range of appropriate options, both nonsecure and secure, for placement of youth under the court’s jurisdiction. Having a full continuum of detention services available allows the court to make decisions to better meet the immediate needs of the youth, while maintaining community safety. Allowing a youth to remain in a local program makes scheduling hearings much easier: Maintaining local control is an important concern for the court. A juvenile holdover program operated in and by the community often means that important decisions about the policies and operations of the program are made locally, allowing the judges much more direct and meaningful input.
	Figure 2-2: Potential Stakeholders
Sample List of Potential Stakeholders for Juvenile Holdover Programs
· Juvenile Court Judges 
· Law Enforcement Agencies 

· Sheriff
· Chief of Police
· Professional associations 
· Juvenile Justice System Officials 

· Juvenile probation administrators and officers
· Juvenile court intake
· Prosecutors
· Public defenders and local defense bar
· Guardian Ad Litem
· Court Appointed Special Advocates (CASA)
· Victim advocates
· Detention and Corrections Officials 

· Juvenile detention workers and administrators
· Adult detention officers
· Jail administrators
· City, County, and State Elected and Administrative Officials 

· Elected policymakers on the city, county, and state level
· City, county, and state administrative officials
· State and local juvenile justice or youth services advisory or planning commission members
· State and local licensing and regulatory agents
· Social Service, Educational, Mental Health, and Medical Service Providers 
· Social service providers - public and private
· School personnel
· Mental health professionals
· Medical professionals 
· Substance abuse and alcohol professionals
· Representatives of the Community 

· Youth (both in and out of the juvenile justice system)
· Parents of youth (both in and out of the system)
· Business leaders 
· Civic and service organization members
· Faith community members
· Media 

· Newspapers
· Television
· Radio


In addition, juvenile holdover programs can collect and quickly provide important information about the youth and his or her family to the court, which assists judges in making more appropriate decisions regarding the youth.
Judges usually have a great deal of influence over the types of programs that will operate and receive support in their jurisdictions. Therefore, support from the bench is essential to the development and operation of any juvenile holdover program. Judges are policymakers as well as individual case decisionmakers. Their perspective of the needs of the court can influence policy and funding sources such as county boards or commissions.
Law Enforcement Agencies
Like the judiciary, support and endorsement from law enforcement administrators is critical to the development, operation, and the ability to sustain juvenile holdover programs. However, of equal importance is the support from patrol officers who are the most frequent users of a juvenile holdover program (i.e., referral source) and are most directly affected by the lack of temporary short-term holding options. A juvenile holdover program can respond to one of officers’ most basic concerns: a safe place to which they can transfer the care of a youth quickly and efficiently. Furthermore, time savings is a significant benefit for law enforcement officers. Juvenile holdover programs can substantially reduce the time an officer must spend performing custodial duties or transporting the youth to a juvenile detention or shelter care facility in another jurisdiction, city, or county.
Because they are the primary referral source, law enforcement officers’ acceptance and utilization of the program is the single most important variable in assuring the long-term viability of a juvenile holdover program. Patrol officers have a significant level of autonomy and a great deal of discretion in making field decisions. If they see a juvenile holdover program as helpful to them and good for youth, they will use it. If it is not perceived as meeting their needs or providing the types of services that they feel are important, they simply will not utilize the resource. 
Law enforcement officers are also an important source of information when making decisions about the youth the program should accept as referrals (i.e., appropriate target population), how to access the program in a timely manner (i.e., intake procedures), security measures, and statistical information that will assist in the needs assessment. In addition, the law enforcement agency may be a potential physical location for the holdover program or a viable entity to administrative operate the program. 
Juvenile Justice System Officials
Prosecutors, defense attorneys, guardians ad litem, court appointed special advocates, juvenile probation officers, and court administrators are all important potential stakeholders. Local community programs providing alternatives to secure detention, such as a juvenile holdover program, create easier access to youth for those who must interact with them as a part of the court process. For example, most of these individuals have a need to interview youth and this is accomplished with easier access if the youth is placed in a community setting where the court is based. Having a youth housed locally means that juvenile justice system officials have easier access and can schedule hearings on a more timely and flexible basis. When officials need to meet with the youth’s parents, it is much easier to facilitate at a local site rather than one located many miles away. Also, in a local program, youth advocates can more readily see that youth are safe and that comprehensive, competent services will be provided locally and in a timely manner.
Collectively, the support of justice system professionals is necessary to implement a juvenile holdover program and sustain it once it has opened. They can provide valuable input to the planning process because they are familiar with the internal operations and issues critical to the local juvenile justice system and available resources in the community. They also can serve as an excellent resource for members of governing bodies or advisory groups.
Juvenile and Adult Detention Workers
Having a continuum of detention and shelter care resources makes custodial holding of youth much easier. Youth do not have to be held in facilities that are not matched to their needs. Those with custodial responsibilities must assure that youth are safe. This means extra vigilance if more vulnerable youth are forced to be placed with those more sophisticated. Extraordinary measures must often be taken by detention and/or corrections officers in facilities designed to serve adults when they must develop and maintain ways to assure sight and sound separation in sites never designed for that purpose. When used inappropriately, these facilities are out of compliance with federal core requirements, and they potentially put some of the youth in their custody at unnecessary risk to their physical safety and emotional wellbeing. The liability implications are considerable. 
Having a juvenile holdover program in the community removes some of the burdens from those who already have tremendous responsibilities for the welfare and security of individuals in their custody. Juvenile and adult detention workers or corrections officers may also be given the task of transporting juveniles long distances between regional detention, shelter care facilities, and the community in which court jurisdiction resides. For some, the duty may be a burden, so the implementation of a juvenile holdover program may be received favorably. For others, however, this duty is something that generates extra personal income for the individual doing the transporting and may be a desirable benefit. The establishment of a juvenile holdover program may also have a negative impact on the revenue of the county that collects rental fees by offering detention or shelter services to neighboring counties. Therefore, it is important for program planners to understand the possible personal and fiscal implications for various stakeholders.
Juvenile and adult detention workers are excellent sources of information for policy development and operational design of a program, as many issues are legally and functionally the same in all of these custodial settings. They also can voice other concerns that must be considered, such as issues of job security and compensation practices.
Elected Officials
Juvenile crime is a significant concern in most communities. City, county, and state elected officials are under considerable pressure to develop cost-effective strategies to address and control problems within their jurisdictions. Elected officials are the primary policy makers in this area. They establish legislative require-ments and priorities. They also determine what resources will be funded and at what level. Elected officials must balance the desires of their constituents with the responsibility to provide quality services that are responsive to the needs of juvenile offenders. Sometimes, these two forces are in opposition. For some elected officials, control of juvenile crime translates into aggressive measures such as advocating legislation and policies that increase the use of and need for secure juvenile detention centers. However, the lack of bed space or the long distances between the local court and the available juvenile detention center or shelter care beds is a frustrating reality that sometimes makes the implementation of this type of policy difficult.
The capital costs for constructing secure juvenile detention centers, particularly the per bed construction cost and the average daily operating cost of a small facility are extremely high. It can be very difficult to justify this level of expense if taxpayers are pressuring their elected officials to reduce the scope of government programs and reduce taxes. 
Elected officials are charged with conducting governmental activities in compliance with State legislation, and in addition they must monitor compliance with the JJDP Act (e.g., sight and sound separation, jail removal, and detention restrictions for status offender requirements). Noncompliance to the core requirements of the JJDP Act can result in a significant reduction in the amount of funds a State can seek through the JJDP Act formula Grants Program. The loss or reduction of Federal funds received by a State has an impact on the State’s budget and creates a ripple effect for programs all across that State. Juvenile holdover programs offer government officials a reasonable alternative for detaining youth and providing needed shelter resources as well as a means for coming into (or staying in) compliance with Federal requirements. Compliance translates into dollars.
State and Local Administrators
Representatives to appointed agencies that establish priorities and master plans for juvenile justice and youth-service needs in a State or local jurisdiction and their staff are also important stakeholders. In addition, to their knowledge of the State master plan, they often have the authority to distribute Federal block grant funds or State appropriated funds. 
Licensing Entities
The process for obtaining appropriate permits and licenses to operate juvenile holdover programs is often cumbersome and confusing, and a positive relationship with the members and staff of licensing agencies and organizations can be beneficial. It is also important to remember that concepts of a juvenile holdover program often do not fit neatly within the rules and/or regulations established for more traditional licensed programs for juveniles, (e.g. juvenile detention, shelter care facilities). The support of these organizations for rule revisions, flexibility, or exemptions often makes the difference between implementing a program as planned, adapting a program to fit established criteria, or abandoning a good idea or strategy because it is not presently compatible with regulatory structures. 
Family and Children’s Service, Mental Health, and Medical Service Providers
Child welfare agencies, family service agencies, community mental health programs, and medical services providers all deal with youth and families in crisis. They also possess tremendous knowledge and expertise and have access to resources that can be extremely useful during the planning process, as well as after implementation. Youth placed in a juvenile holdover program are often in crisis. These agencies can provide program organizers, staff, or volunteers with training and information on assessing and screening youth and intervening or making appropriate referrals for mental health, medical, drug and alcohol, and family functioning concerns. They can also provide or help the juvenile holdover staff obtain urgent mental health, detoxification, or medical services for youth placed in the juvenile holdover program. 
Schools
The client population of a juvenile holdover program and the local school system is almost always a shared population. Schools have responsibilities, interests, and information regarding their students. School administrators and teachers often know youth and families well and have information that can be valuable to those working with youth placed in a juvenile holdover program. They generally have common concerns related to a youth who is placed in a juvenile holdover program and have a vested interest in seeing positive outcomes for the youth and his or her family. Finally, in many jurisdictions, schools may have a responsibility to provide educational services and resources for youth in juvenile holdover programs, especially for programs that have the ability to hold a youth for more than 24 hours. Even if the time involved in placement of youth excuses schools from the provision of formal services, they have materials and expertise that can be tapped by program planners and staff to make productive use of a young person’s time while in the program.
Representatives of the Community
The youth of the community, their parents and families, the business community, the faith community, media, and civic and service organizations are also important stakeholders. Youth and parents often have the most accurate perception and understanding of their needs and what type of system response would have the highest probability for success. Because they are not professionals, it is often easy for programs to overlook their expertise in the planning, implementation, and development process. Business leaders are interested in supporting programs that showcase their area as a safe and vital community and increase the opportunities for new business to locate in the area. Churches, synagogues, mosques, and other faith organizations as well as civic and service organizations such as Kiwanis, Rotary, and Lions Clubs have a strong predisposition to help in undertakings that benefit family and youth. They can serve communicate needs and potential responses that are identified or being developed within a community. The faith community and civic organizations also offer a solid base of organized community support and a large pool of potential individual and organizational volunteers. Media support not only provides the public information regarding the development and implementation of the program but assists in recruiting community volunteers and staff. 
A Method For Conducting Stakeholder Analysis
A number of years ago, Kurt Lewin, a psychologist, described a technique known as force field analysis. The positions of key stakeholders represent contending forces. Some of these forces drive a program toward its goal; others drive a program away from its goal. A state of tension often exists, producing a dynamic situation as forces act on one another. At any given moment, these forces are in relative balance; this balance represents the current state of affairs (Homan, 1999). 
Using this concept, it is possible to develop a picture of the forces (i.e., stakeholders) in your community that are supportive of a juvenile holdover program and those that are opposed. Some forces may emerge as neutral – interested without a strong position for or against the development of a juvenile holdover program. 
The following steps outline a process to assist program organizers or staff in conducting a force field analysis for stakeholder support.
Step 1: List all stakeholders for the juvenile holdover program. Remember to include stakeholders not generally considered to be a part of the justice system, such as media and the faith community.
Step 2: Place all of those stakeholders who will likely support the juvenile holdover plan in a column labeled positive forces (+).
Step 3: Rank all of the positive forces in order of the intensity of their support and the strength of their influence on other stakeholders.
Step 4: Place all of those stakeholders who will likely oppose the juvenile holdover plan in a column labeled negative forces (-).
Step 5: Rank all of the negatives forces in order of the intensity of their opposition and the strength of their influence on other stakeholders.
Step 6: In the middle column, list all those stakeholders who are essentially neutral and whose support is desired.
Step 7: For each stakeholder in the positive force (+) column, identify all of the actions that could be taken to increase the level of that stakeholder’s support.
Step 8: For each stakeholder in the negative force (-) column, identify all of the actions that could be taken to decrease the level of that stakeholder’s opposition.
Step 9: For all of the stakeholders in the neutral column, identify all of the actions that could be taken that might influence them to support the juvenile holdover plan.
Step 10: From all of the actions listed determine which would increase the influence of the positive forces, decrease the influence of the negative forces, and develop support among those identified as neutral. Use this information to create an action plan for contacting and eliciting stakeholder support.
It is helpful to choose several strategies that appear to have the most potential impact. Time and resources often are limited, therefore it is important to focus and prioritize efforts. It may be that a strong stakeholder who ranks high in opposition toward the program cannot be influenced easily. Perhaps, that reality should be acknowledged and efforts directed toward key stakeholders ranked with a less intense opposition to the program. An action plan should be developed that clearly specifies the tasks to be completed. It should identify who has the responsibility for completing each task, and the time frame in which the task will be initiated and completed. chapter 9, “Assuring Your Success,” provides a sample action plan format. 
Collecting And Organizing Data
Securing demographic data is a key role in a needs and resources assessment. It gives program organizers information that can help them determine the current extent of the problem(s) in a community; assist them in determining where the coalition, agency, or organization wants to be in the future; and provide them with an understanding of what they will need to do to achieve their goal(s) (National Association of Governors’ Highway Safety Representatives, n.d.). Data needs to be collected from a variety of sources to reveal the extent of the problem and existing resources. Potential agencies that may be helpful sources for data collection and suggested ways data can be solicited may be found in Figure 2-3.
	Figure 2-3: Gathering Demographic Data
Possible Sources and Methods of Gathering Data
· Sources of Pre-existing Data 

· Adult Jails and Lockups. 
· Alcohol Beverage Control Agencies.
· Child Welfare Agencies.
· Intake and Assessment Centers. 
· Juvenile Court.
· Juvenile Probation. 
· Mental Health Services.
· Professional Associations.
· Schools.
· Youth Service Organizations.
· Collecting Data 
· Administer surveys and questionnaires.
· Conduct individual and telephone interviews with stakeholders.
· Conduct focus or discussion groups.
· Review available agency records.


The following data may be useful in a needs and resources assessment for a juvenile holdover program. Program organizers or staff will need to determine the time frame for which data should be collected (e.g., current or past year, or for a summary of the past five years):
· Juvenile DWI/DUI arrests, or zero tolerance citations.
· Number of juveniles arrested who report drinking, or using drugs, before commission of the offense, or were cited for underage drinking.
· Detention use — actual number of days and for type of offense. 
· How many juveniles were detained prior to an initial court hearing (male/female)?
· How many juveniles were placed in shelter facilities pending some court or social service agency decision?
· Detention and shelter resources that are available and used. 
· Secure and nonsecure
· Annual data – total number placed, average length of stay, etc.
· Costs paid for detention and shelter services, per day/total per year.
· Distance to sites and transportation costs.
 

· Types of dispositions—actual number of juveniles and types of offenses.
· Time frame from when police make an arrest to the transfer of custody.
· Age group data
· Other demographic data.
· Number of juvenile petitions filed.
· Number of hours spent transporting youth to nearest juvenile detention facility, including number of transports and costs, including mileage and salaries. 
· Amount of overtime paid to law enforcement officers.
· Number of status offenders detained and where detained.
· Number and type of juveniles placed in custody for offenses that did not necessarily need secure detention.
· Number of incidents of shelter use.
· Number of releases to inappropriate options.
· Frequency and type of law enforcement street diversion decisions.
In addition to statistical data, descriptive information on how the current system operates needs to be collected. Some questions to guide this process include:
· Who currently makes the initial detention decisions for juveniles taken into custody by law enforcement?
· Who currently makes the initial shelter care decisions for juveniles referred by law enforcement; probation officers, or social workers?
· Is there a centralized intake service available? If so, what are its hours of operation?
· Are there written, standardized criteria established for use of secure and nonsecure detention? 
· What are the statutes governing detention?
· Are there other alternatives to secure detention programs available locally?
· Are there regional or joint detention service agreements? Are there similar agreements for shelter services?
· Is there any one entity that supervises or monitors detention decisionmakers relative to detention practices at the local or regional level?
· Is there support from local law enforcement, corrections, social services agencies, and the juvenile court for the establishment of a detention alternative program?
· Is there local, State, or Federal financial support evident?
· Is there a commitment and staff resources available to develop and coordinate a juvenile holdover program?
· Is there any data regarding problems that could have been alleviated with the presence of a juvenile holdover program?
· Is there an existing coalition or planning group addressing juvenile justice or children service needs in the community?
See chapter 9, “Assuring Your Success,” Activity 1 Worksheet for additional assistance in defining the problem by describing the current system, determining the types of statistical data to be collected in a needs and resource assessment, the identification of key stakeholders, and a sample survey for law enforcement officers. 
Using Economic Data for Long-Term Planning
A strategic planning process that includes fiscal data provides the appropriate information for long-term planning, (e.g., census figures). Such data will help determine the number of juveniles projected for a particular geographic area and economic demographics that will provide employment for the region. If program organizers and staff collect data regarding the positive or negative growth indicators for the community these two numbers will provide data regarding the resources that will be needed and whether tax-based funding will be available over a period of time. The economic indicators will note whether there will be more jobs (growing economy) potentially taking both parents out of the home and leaving little parental support or (declining economy) where jobs are scarce and potentially creating financial hardships for families. 
Conducting a Public Policy Review
A review of the jurisdiction’s State or local laws and regulations on juvenile detention and shelter care is necessary to develop a program that conforms to state or local standards. Figure 2-4 provides a list of types of public policy that program organizers and staff may want to review. This type of information also may reveal gaps where laws need to be strengthened, modified, or created. In addition to state laws and regulations, it is important for program organizers to become familiar with federal requirements related to the Juvenile Justice and Delinquency Prevention Act of 1974. State facility licensing agencies, a state juvenile advisory group, the state juvenile justice specialist, the state’s attorney or attorney general, and corrections officials are a few sources that may have access to this type of information.
	Figure 2-4: Public Policy Review
Types of Public Policies to Review
· Court rules.
· Court policies.
· Existing juvenile justice and/or children’s services strategies or master plans
· Facility standards/policies/licensing criteria. Federal laws (JJDP Act).
· Federal laws (JJDP Act).
· Federal regulations.
· Local ordinances. 
· State laws.
· State regulations.
· Traditions — the way things have always been done.
· Zoning and permit requirements.


Attitudes and Opinions
In addition to formal policy review, identifying and assessing the various attitudes of stakeholders toward the use of alternative detention services is extremely important in the planning process (e.g., nonsecure vs. secure facilities, holding of status and nonstatus offenders in the same facility or room). For example, if local law enforcement and the courts are supportive of a juvenile holdover program, there is greater likelihood it will be funded and used. Thus, it is imperative that the needs and attitudes of the juvenile justice system personnel be closely examined before a determination is made to develop a juvenile holdover program. If program organizers believe that the attitudes and opinions of the court and local law enforcement toward detention are not consistent with the philosophy behind a juvenile holdover program, training seminars could be developed and presented or focus groups could be convened to share information and offer persons a chance to voice different perspectives and possibly reach a consensus.
Identifying Existing Resources 
Another key component of a needs and resources assessment is assembling information on resources that are already available in the community. This will help program organizers avoid duplicating or overlapping services unnecessarily. It also will present information needed to determine how some of the needs that are identified in the assessment process may be fulfilled through the use of existing resources, as well as provide information on services or resources the juvenile holdover program may be able to access or use. Program organizers or staff may want to look for community resources such as emergency shelters, foster care, intake and assessment centers, medical and mental health facilities, and mentoring programs.
Developing an Initial Planning Group
Early in the planning process it will be necessary to establish an initial working or planning group. There are numerous advantages to this approach. Involving representatives with various areas of expertise helps bring fresh and diverse perspectives to the process, thus yielding more reliable and credible information upon which to build a foundation for the program. In addition, tasks can be divided and distributed among committee members, allowing an opportunity for more contacts to be made and more resources in the community to be identified (Crowe and Schaefer, 1992).
This initial working or planning group may be called a committee, coalition, task force, advisory group, work group, or any of several other operational titles. The role and authority of this group must be clearly defined, understood, and accepted by all participants. It must be clear whether it will be advisory in nature (e.g., providing recommendations on policy and design issues to another body or individual who will make the decisions) or whether it will have decision making status and the authority to make implementation and operational decisions. If it will have decision making authority, the scope and parameters of that authority need to be clearly defined.
Another option to consider is to identify a currently functioning group, such as the Community Anti-Drug Coalitions of America (CACA), that could and would be willing to take on the task of developing a juvenile holdover program. Other likely candidates would include a youth services coordinating committee, a juvenile justice coordinating council, a safe community planning committee, or an underage drinking coalition. Questions to examine when considering having an existing group or coalition take on this task include: Does this group have the appropriate interest, membership, time, and support to develop and implement the juvenile holdover program? Is the interested group/coalition regarded positively by the community? Does the group/coalition have a history of successful planning endeavors? Does the group/coalition have a positive reputation among community members? 
Regardless of what type of group or coalition is chosen to be responsible for planning, developing, and implementing the juvenile holdover program, it needs to be inclusive and representative of all significant stakeholders, yet small enough to work effectively (e.g., five - 10 members). Committee members should be selected according to the skills and knowledge they can bring to the process. In the early stages of group formation, consider choosing members with the following characteristics, background, and/or experience:
· Commitment and enthusiasm to the project, as well as to the needs and interests of youth.
· Recognized leadership or respected influence.
· Program planning, development, implementation, and evaluation expertise.
· Understanding of how the local youth services network operates and functions.
Attempts also should be made to ensure that the committee reflects the geographic, racial, and ethnic diversity of the community (Knepper, 1994).
Some communities may have language barriers and cultural differences that require different techniques for developing juvenile holdover program and obtaining the support from the community (Godwin, Steinhart, and Fulton,1998). When working with individuals from different cultures, it should be recognized that there are significant variations concerning personal and family relations, values, and traditions related to youth. If these differences are not recognized, it can lead to conflict, a lack of responsiveness, and distrust (National Crime Prevention Council, 1986). Figure 2-5 provides some initial steps to consider when working with different cultural groups. 
	Figure 2-5: Working with Different Cultural Groups
Initial Steps to Consider When Working with Different Cultural Groups
· Get stakeholders involved in the program who are trusted within the different cultures.
· Learn about the cultures (e.g., reading, talking with others)
· Seek insight into the proper interpretation of attitudes and actions of the cultures.
· Work with leaders acknowledged by the community.
· Get to know existing community groups.
· Stay out of the community’s politics – do not align yourself with one particular group.
· Build networks with other service agencies.
· Deliver on promises made; give credit to all who contribute.
· Once trust is gained, build upon it.
Source: Maintaining Neighborhood Watch Programs (National Crime Prevention Council, 1986)


There are several other important considerations when establishing an initial working or advisory group. For example, staff support can help working or advisory groups to function effectively. Staff support can be used to record proceedings of the meetings, keep a record of decisions, prepare periodic progress or status reports, complete basic literature and program review searches, and assist with data collection and compilation. This type of support assistance can be provided by an official representative (e.g., volunteer or staff member) from an agency with an early commitment to developing a juvenile holdover program within the jurisdiction. 
It is also important to identify who could be the potential champion for this project. Who will take the lead? This is not necessarily the visible spokesperson or public image figure. It could be that individual or agency that has a demonstrated commitment to the problem and the energy and clout to lead the necessary work – often by example. Without such a leader, it becomes much more difficult to keep the project focused and moving forward. 
Funding Considerations
Juvenile holdover programs cost money. They may be significantly less costly than secure detention alternatives; however, supervision is costly and some level of funding will be required. The program has relatively little chance of being successfully initiated or sustained without determining the costs of beginning and operating the program. It is important that the cost projections be realistic and carefully calculated. The needs identified must be comprehensive and include all potential expenses. The assistance of individuals with the appropriate financial expertise should be solicited during this process. Inaccurate, incomplete, or unrealistic cost projections undermine the credibility of the planning process. Policymakers and funding sources want valid fiscal information that is not subject to continual revisions. A preliminary budget should be developed that includes a projection of start-up and operating costs. 
Start-Up Costs
Initial start-up costs for a juvenile holdover program would include:
· Costs of the planning process (e.g., administrative staff, staff time allotted from hosting or existing agencies, mileage, travel expenses, and phone). 
· Necessary license and permit fees (e.g, state and local licensing, building permits, health and fire codes, cost of license and travel expenses for obtaining the necessary license).
· Site renovation costs (e.g., remodeling of existing location, adding sleeping areas, meal preparation area, and Americans with Disabilities Act (ADA) requirements).
· Equipment costs (e.g., telephones, clocks, dishes and silverware, linens, fire extinguishers and smoke alarms, other safety equipment, beds, television, couch, chairs, books, desks, microwave, small refrigerator, secure storage cabinets, shelves, bookcases, cleaning agents, and consumable supplies).
· Staff recruitment and training expenses (e.g., media ads, travel expense for interviews, hiring consultants for training, meals and expenses for participants, audio-visual purchase or rental).
Operating Costs
Operating costs that must be calculated for a juvenile holdover program would include:
· Costs related to the ongoing operation of the program (e.g., rent, phone, utilities, meals, computers and software, consumable supplies). 
· Costs involved in an assessment component (e.g., cost for development and/or validation for jurisdiction, purchase of existing instrument, training cost).
· Administrative and overhead costs (e.g. permanent staff salaries, management information system, training, grant development).
· Costs involved with program evaluation (e.g., hiring an outside evaluator).
Funding Sources
Once costs have been carefully calculated, it will be necessary to determine possible sources of funding. Jurisdictions are urged to be as creative as possible in determining potential sources of fiscal support. Possible options to consider include:
· State block grants and allocations from Federal and State government sources. 
· Office of Juvenile Justice and Delinquency Prevention (OJJDP)
· National Highway Traffic Safety Administration (NHTSA)
· Foundation grants.
· Grants from businesses.
· Individual donations.
· Government entity operating budget.
· Private agency operating budget.
· Donations and in-kind services.
· State subsidies.
· Fees for service.
Conclusion
The time spent in planning sets the stage for the implementation and development of effective and efficient programs. The initial step in the planning process is to determine the problem by looking at the current system, identifying the strengths and weaknesses of that system, developing a plan for needed changes, and implementing the plan in a comprehensive manner. Planning, developing, and implementing any new program design requires a solid foundation. Effective juvenile holdover programs are developed with the identification and assistance of key stakeholders, statistical and descriptive information of a needs and resources assessment, review of public policy, community collaboration in the review of existing resources, and delineation of not only the possible cost of the program but types of funding sources that may be available. Taking the time to collect data and conduct interviews with stakeholders may be time consuming, but the effort will be rewarded by the development and implementation of a program designed that has the highest prognosis for success. 
CHAPTER 3
Strategic Planning: Developing a Program Framework
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Introduction
Each juvenile holdover program must clearly identify its key program components, administrative options, and the systemic relationships that will provide the foundation for the program design. The formulation of a program purpose, goals, and objectives are tangible outcomes of the strategic planning process. In order to determine if the program is meeting its goals and to obtain information that can pinpoint areas of its strengths and weaknesses, an evaluation plan must be developed and implemented. Finally, moving from an abstract plan to an operational program requires the formulation of a clear action plan.
By the conclusion of this chapter, readers will be able to:
· Discuss the formulation of a program purpose statement.
· Distinguish between long- and short-term goals.
· Develop measurable objectives.
· Discuss process and outcome evaluations.
· Create an action plan for the development and implementation of a juvenile holdover program.
Scenario 3-1: Hector
What Do You Mean the Juvenile Holdover Won’t Keep This Kid?
Hector, a 16-year-old runaway, has been held in the Pinecrest Juvenile Holdover Program since Friday evening and his court hearing is scheduled for Monday afternoon. During the hearing, the county prosecutor and judge state that they want him held pending the investigation that is necessary before the filing of the formal petition by the county attorney’s office. The investigation will probably take another week to complete. Hector has no family in Pinecrest. He lives in a town 85 miles away and was hitch-hiking out of town when he was apprehended. A call is made to the coordinator of the juvenile holdover program who stated that the purpose of the juvenile holdover program is to provide for short-term holding and program policy is that a youth should not be held for more than 24 hours, excluding weekends. Therefore, the juvenile holdover coordinator explains that it will not be possible to continue to hold Hector there for another week. Arrangements will have to be made to transport him to a juvenile detention facility in another community or to release him pending the next hearing.
The attorney and judge are both upset, indicating that they thought that was why Pinecrest had developed a juvenile holdover program—so that the county would not have to transport youth and have them held in another jurisdiction. Both indicated that they understood that the 24-hour policy was only a guideline. The coordinator tries to explain the staffing and licensing issues involved but the response is somewhat less than accepting. The judge vows to talk with the chair of the county board and have the matter placed on the agenda for the next board meeting. The judge then issues an order directing the juvenile holdover coordinator to hold the youth at the Pinecrest Juvenile Holdover Program until the next hearing scheduled in one week. The juvenile holdover staff member who accompanied Hector to the court hearing returns him to the juvenile holdover program and the dilemma continues to unfold. 
The juvenile holdover coordinator and the nonprofit agency operating it have a decision to make. Should Hector be held for an additional week, thus compromising the integrity of the purpose and policies of the juvenile holdover program and placing the license to operate in potential jeopardy? Should the matter be taken to another arena? What is the appropriate place to take the concern, since the judge and county attorney are the ones requesting the continued hold? A concern about being held in contempt of court is raised. What happens if they simply release him to his mother who has come to Pinecrest for the hearing? Clearly, the expectations of the judge and the county attorney were not consistent with the purpose statement and operating polices of the juvenile holdover program.
Purpose Statement
The viability of a juvenile holdover program depends on its ability to address a pressing local problem. It is crucial that a juvenile holdover program focus on needs within its jurisdiction that can be addressed realistically. This will enable agencies to develop manageable and effective programs. The following two primary questions can help program organizers limit the scope of a program to something that is realistic and achievable (Fulton, Stone, and Gendreau, 1994): 
· What deficiencies are we trying to overcome?
· Which deficiencies can we realistically overcome given the existing resources and level of support?
	Figure 3-1: Sample Purpose Statement
Any County Juvenile Holdover Program 
The Any County Juvenile Holdover program is a pretrial, shortterm, nonsecure temporary holding program designed to (1) assist law enforcement officers in transferring custody of youth to a safe entity so they may return to duty, and (2) remove juveniles from adult jails to be in compliance with the Juvenile Justice and Delinquency Prevention Act of 1974. 
The holdover program will provide a safe, shortterm (not to exceed 24 hours) location for youth who do not meet secure detention criteria and are waiting to be reunited with family, are in need of super-vision while awaiting a court appearance, and/or are in need of supervision while waiting placement in a juvenile detention facility. The program will hold youth accountable and provide community based intervention by referring youth and their families to appropriate community agencies while awaiting court disposition or diversion alternatives.


A clearly articulated statement identifying the primary purpose of the program will assist program organizers and staff to remain focused on achievable and congruent goals. The purpose statement for any program, like an agency mission statement, should clearly state the primary purpose of the program and the population for whom it is designed. It also should include a very brief and general description of the services it will provide (Fulton, Stone, and Gendreau, 1994). See Figure 3-1 for a sample purpose statement for a juvenile holdover program. 
Program Goals
Program goals are broad, general statements that serve to map out the future and provide measures to evaluate success in achieving the program’s purpose. Goals should clarify the intentions of the program and direct program activities. It is recommended that program organizers or staff apply the following guidelines when developing goals for juvenile holdover programs (Godwin, Steinhart, and Fulton, 1998).
· Focus the goals according to what the program is seeking to accomplish, (i.e, program purpose).
· Focus the goals according to the appropriate target population, procedures, and services being provided. 
· Carefully select the goals based on prioritized needs and available resources.
· Differentiate short- and long-term goals.
Measurable Objectives
Objectives are crucial to effective program implementation and evaluation. They specify how program goals will be achieved and should include a method for evaluating results. While program goals should clearly state the intentions of a program, objectives should describe the mechanisms and strategies that will be used to accomplish the program’s goals. Specific and measurable objectives should be assigned to each major goal area (Crowe and Schaefer, 1992; Fulton, Stone, and Gendreau, 1994, as cited in Godwin, Steinhart, and Fulton, 1998). Figure 3-2 provides sample long- and short-term goals, measurable objectives, and outcome measures for a juvenile holdover program. 
	Figure 3-2: Sample Juvenile Holdover Program Framework
Any County Juvenile Holdover Program Goals and Objectives
Long-term goal: To provide a continuum of detention services within the community.
Short-term goal: To develop an assessment process to determine the appropriate level of security required based upon standard detention criteria.
Objective: The number of youth detained in a secure juvenile detention facility will decrease by 20 percent in the next fiscal year.
Outcome measure: Baseline = 50 youth detained in secure juvenile detention facilities. Target: 20 percent reduction = a reduction of 10 Measure: Youth held in secure detention Time frame: 12 months (January 1, 2____ to December 31, 2____)
Short-term goal: To develop a non-secure juvenile holdover program that is available to law enforcement officers 24 hours a day, 7 days a week.
Objective: 95 percent of law enforcement officers in the jurisdiction will indicate they know of the existence and how to access the services of the juvenile holdover program within the community.
Outcome measure: Baseline = 27 percent of officers aware of the existence of the juvenile holdover program and how to access its services. Target: 98 percent awareness rate. Measure: “yes” responses to a survey of officers. Time frame: 6 months (January 1, 2____ to June 30, 2____).
Objective: 98 percent of law enforcement officers who have used the service will report that they have had no problems accessing the program when needed.
Outcome measure: Baseline = To be established during first six months of program operation. Target: 98 percent of officers have no trouble accessing juvenile holdover program when needed. Time frame: 6 months (July 1, 2____ to December 31, 2____).
Long-term goal: To increase protection of the community.
Short-term goal: To provide an alternative program that will allow law enforcement officers to return to their primary duties in a timely manner.
Objective: 95 percent of law enforcement officers will report that they were able to transfer youth in their custody to the holdover program within 30 minutes.
Outcome measure: Baseline = 5 percent of officers report custody transfer within 30 minutes. Target: 95 percent report custody transfer within 30 minutes. Measure: Responses of officers to a survey indicating 30 minutes or less required to transfer custody. Time frame: 12 months (January 1, 2____ to December 31, 2____).


Evaluation Plan
Policymakers and funding sources want to be assured that programs and interventions put in place are accomplishing the goals and objectives established. This is accomplished through program evaluation. Evaluation should be viewed as a way program organizers or staff can learn and grow from their past experiences. Program organizers and staff can have more control over the type of information sought during the evaluation process if they base the evaluation on the program’s objectives. There should be a balance between information that will be of use to the program staff to enhance and improve the program’s services and information or data that will be of interest to outside stakeholders (Boone and Fulton, 1995). There are two types of evaluation that are useful to consider as plans are developed for a juvenile holdover program: process evaluation and outcome evaluation.
Process Evaluation
Process evaluation is descriptive in nature and provides an ongoing assessment of the effectiveness of the implementation and operation of the program. Process measures look carefully at various program components to determine if those components are providing the services desired and if they are operating as efficiently as possible. For example, the intake process of a holdover program could be the subject of a process evaluation. The first assessment will determine if the intake procedure is being implemented as it was designed and set forth in policy and procedure. Any discrepancies are identified and an attempt is made to determine why functional modifications have occurred. It may be a staff training issue. The procedure as set forth initially simply may not be workable for any number of valid reasons. As a response to what is learned in this type of evaluation (e.g., the intake process is not functioning as outlined in the program policy and procedure manual), those responsible for the program can then make decisions to revise the procedures or emphasize training and staff accountability if the original procedure is still judged to be the most appropriate.
Process evaluation can offer new programs a chance to fine tune program practices, as well as a means for monitoring ongoing program operations. Process evaluation is dynamic and continual. 
Outcome Evaluation
Outcome evaluation provides determines whether the program is achieving its intended results. Program organizers and staff should be realistic when developing program objectives so outcomes can be measured within limited human and financial resource constraints. If possible, data elements – information necessary to collect for evaluation purposes – should be incorporated within the program’s forms and record keeping procedures and/or within an automated management-information and client-tracking system. 
Objectives identified in the planning process form the basis for program evaluations. The target or desired outcomes are established and data is collected to indicate if that target is met. The results are quantified so that the degree of success can be specifically identified. For example, if a desired outcome (target) was to reduce use of secure detention facilities by 20 percent (e.g.,10 individuals per year from a baseline of 50) and the actual reduction revealed by examination of the data is 12 fewer juveniles placed in secure detention, the outcome objective has been met and exceeded (12 = a 24 percent reduction). On the other hand, if an examination of the data reveals that the reduction was only 5 fewer juveniles placed in secure detention, then the outcome objective was not met (5 = a 10 percent reduction). Evaluation results should provide a yes or no answer to the question of whether the objective was accomplished, while also providing some insight into why the objective was or was not met. This insight can be the most critical part of the evaluation process. This is where learning occurs. The data should point to areas of direct exploration for possible program changes and where decisions can be made regarding needed modification to the program design, the target population, or to the desired outcomes. Perhaps the initial objectives were too optimistic and somewhat unrealistic. With solid information from program evaluations, objectives can be appropriately modified. Figure 3-2 provides sample goals, objectives, and outcome measures for a juvenile holdover program. Figure 3-3 provides an example of how an outcome measure can be used as a learning tool. 
	Figure 3-3: Sample Outcome Measure
Younger Kids Misbehave A Lot
The planners of the juvenile holdover program in Pinecrest established an objective of a maximum of one episode of acting-out behavior while in placement for each 10 total days of care provided. The actual results after 1 year of operation indicated that the program had experienced a higher level of such episodes and that the actual rate was one episode of acting out behavior for each 5 days of care provided. Analysis of the related demographic data revealed that younger children have more behavioral and acting out episodes while in the custody of the Pinecrest Juvenile Holdover Program than older youngsters. This suggests to the program director and the advisory board responsible for oversight and operation of the holdover that the activities of the program need to be reviewed to determine if they are age appropriate for younger children. They must also determine if staff have the appropriate knowledge and skills to work with less mature and more impulsive youth.


Creating an Action Plan
There are many tasks and activities associated with developing and implementing a juvenile holdover program. Program organizers, in concert with the advisory board or working group members, should develop strategies for making the implementation process more manageable. An action plan is a useful tool for program development efforts because it provides a framework for defining what needs to be accomplished to implement the juvenile holdover program. It also helps to keep the development and implementation process on schedule and gives those involved an idea of where their contribution fits within the overall program plan (Godwin, Heward, and Spina, 2000).
The action planning process involves: 
· Determining goals. 
· Specifying tasks. 
· Assigning responsible parties. 
· Scheduling target due dates. 
· Identifying resources needed to accomplish the tasks. 
Tasks or activities outlined in an action plan often are sequential. The ability to move ahead on one task is dependent on the successful completion of a necessary preceding step. Therefore, an action plan should allow for modifications and adjustments to tasks, assignments, and due dates as needs arise. Table 3-1 provides a sample action plan format for one goal established for the development of a juvenile holdover program.
Table 3-1: Sample Action Plan
	Goal
	Tasks/Activities
	Responsible Parties
	Target Due Date
	Resources Available/Needed

	Develop plan for organizing and cultivating the support of justice agencies and the community
	Research juvenile holdover programs
	Planning Committee
	Jan, 2____
	 

	
	Collect data to identify needs and resources
	Planning Committee
	Feb, 2____
	Law enforcement survey,
Law enforcement records, 
Juvenile Court records 

	
	Focus group with key stakeholders 
	Planning Committee
	Mar, 2____
	Input from key stakeholders

	
	Identify additional community stakeholders
	Planning Committee
	Apr, 2____
	Report feedback to planning committee

	
	Develop preliminary information packet 
	Jack Turner
	May, 2____
	Identify willing presenters 

	
	Coordinate presentations to community organizations or justice system agencies about JHP
	Jack Turner, John Jacobs, and Kathy Porter
	June, 2____
	 


Conclusion
The strategic planning process moves the juvenile holdover program from a general statement of purpose to the creation of a detailed action plan that will lead to actual implementation – the day the door opens and the first youth is admitted. See chapter 9, “Assuring Your Success,” for sample program development goals and tasks and worksheets that provide a process to use during strategic planning and an action planning format for use during implementation. 
CHAPTER 4
Legal Issues
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Introduction
This chapter will review legal issues that have an impact on the development, administration, and operation of a juvenile holdover program. Included will be issues related to the authority to hold youth, liability, protection of client rights, use of restraints or preventing youth from leaving program, duty to report child abuse and neglect, State issues, compliance with State law, and parental rights.
By the conclusion of this chapter, readers will be able to:
· Identify the authority to establish a juvenile holdover program. 
· Determine questions of liability to be discussed and determined per local policy. 
· Identify questions to be asked in program planning process related to joint use of the physical facility. 
· Identify potential areas of liability related to training, intake and assessment, and the use of volunteers. 
· Understand the need to review local policy issues.
Authority to Hold a Youth in Care or Custody
The legal basis for holding a youth in a juvenile holdover program must be clearly established. It must be anchored by reference to particular enabling statutes of the State in which the program is located. 
· Some placements may be defined as voluntary. The conditions that make a placement volun-tary will be defined by relevant statutes or regu-lations but generally include such variables as:
· The establishment of the age at which youth can make their own decisions. 
· The requirements for authorization by a parent or guardian.
· A definition of who is authorized to make such a decision in the absence of a parent or guardian, and the conditions under which such a decision can be made.
In other placements, the youth will be held in a custody or detention status. The situations and the process by which a youth may be held in a custody status are also spelled out in State and Federal statutes or regulations (Juvenile Justice Delinquency Prevention Act, 1974). Program organizers or staff should identify and review the relevant laws and regulations and all the conditions that permit or restrict such detention must be listed. In addition, there may be different laws and promulgated administrative rules that determine the basis for temporary holds. A summary of the Juvenile Justice Delinquency Prevention Act, 1974 is provided in appendix B. 
An area that requires careful attention is the authority of law enforcement to hold alleged offenders in custody pending the completion of an investigation process, or until the alleged offender can be transferred to the custody of another agent whose authority to hold is based upon different enabling legislation. If a juvenile holdover program is to keep a youth in a custody hold status on the basis of needing to complete an investigation, the ability to transfer custody to an intermediary, such as a juvenile holdover program, must be clearly established. It should be noted that most statutes governing this area include specific time frames to which programs must rigidly adhere.
In some situations, new or modified legislation or regulation may be required to enable a juvenile holdover program to meet its objectives and to respond effectively to the legitimate needs of children, youth, families, and the community. If so, support of State legislators must be solicited and model legislation must be drafted or a regulation must be amended.
All referral sources must have a clear understanding of the legal basis for the authority to hold or to provide care for a youth in a juvenile holdover program. They must understand that these limitations have had a major influence upon the development of admissions criteria and the admissions and discharge procedures. The agency or organization operating the program, and their administrators, must also have a thorough understanding of this information. Operational decisions must always reinforce compliance with statutes. These issues are at the core of vulnerability to legal liability.
Liability Issues
The first step in considering the liability issues involved in a juvenile holdover program is the determination of the authority for the establishment of the program. The existence of specific statutory authorization is not only reassuring, but usually gives specific guidance for the structure of the program. That level of legal guidance is not universal, however, and many jurisdictions are operating under the implied authority granted through the juvenile code: a legal status that is more complex. The legal genesis of a program should be carefully articulated. The planning and design of the operation of the program must be grounded in the statutory authority whether expressed or implied. If the authority is implied through the general application of the juvenile code, the code sections that are relied upon to provide authorization should be identified. 
A narrative that describes the implications drawn from those statutes should be included in the organizational documents or order of the court establishing the program. A clear statement of the derivation of authority will decrease the likelihood of challenges to the existence of the program. Clear understanding of the establishment authority for the program will contribute to a better operational framework as well. The policies and procedures of operation should be written and organized in a manner that shows the applicability of the statute from which the authority is implied. The provisions of the statute must be clearly related to the program as a whole, as well as to the operational details.
At this point, questions related to liability require a determination of the legal status of the entity that operates the program as well as the entity that owns the program’s facility. A survey administered by the American Probation and Parole Association (1999) listed the following as providers of juvenile holdover programs:
· Juvenile court.
· Juvenile probation office.
· Volunteer group.
· Detention facility.
· Sheriff.
· Social services.
· Nonprofit organizations.
· Contracted services.
· Hospital.
· State agency.
· Police.
In that same survey, the facility locations of the juvenile holdover programs were listed as follows:
· Self-contained facility.
· Emergency shelter.
· Courthouse.
· Adult jail.
· Detention facility.
· Probation office.
· No facility.
· Foster home.
If ownership of the facility is with an entity other than the program administrator, the relationship between the two must be stated and the responsibilities clearly delineated. Basic questions to examine include:
· Who owns the property?
· What is the legal nature of the entity? Governmental, not-for-profit, private?
· Who will maintain the safe and sanitary condition of the property?
· Who will insure the property for damage and loss?
· Who will ensure or otherwise provide the liability coverage for personal injury resulting from the condition of the property?
If the entity owning the property is a governmental agency, an understanding of governmental immunity for that unit of government is necessary to help answer the questions about liability. The question of governmental immunity also applies to other issues and will be discussed later in this chapter. The questions listed above are normal tenant and owner issues that are usually addressed in leases. The complication here is that neither the owners nor program providers tend to think of their relationship as landlords and tenants. The perception is blurred because one, if not both, of the parties is a governmental unit. For example, if someone slips, falls, and breaks a leg, and the fall was caused by a broken step, who is liable for the injury resulting from negligence in not fixing the step?
The operation of a juvenile holdover program has several critical junctures from a liability standpoint. These points are where the potential legal liability of the program for failure to perform certain tasks or provide essential services seems greater. At the time the program accepts a youth for services, it has to have authority to hold that youth. During the intake and screening process, a specific reason why the a youth is being held must be stated and the basic level of his or her mental and physical health must be determined. Questions to be answered by the intake process include:
· Who is this youth?
· Who are the parents or legal guardians of this youth?
· Have the parents or legal guardians been located and notified?
· Is the parent or guardian required to give consent? 
· Has the parent or guardian given consent?
· Why was the youth brought to the program?
· Does the youth have any injuries or health problems that need attending?
· Does the youth need food and water?
· Does the youth have any immediate personal hygiene needs?
· Does the youth have any disabilities?
· Has any one explained to the youth why and by whom the youth is being held?
· Was the youth legally taken into custody? 
· Can this youth continue to be legally held?
· Does the youth fall within the age set by statute or regulation to be held?
· Has the youth committed an act for which the statute authorizes detention?
In essence, the intake and screening process must provide enough information to allow the formation of a reasonable belief that the youth was legally taken into custody and that the continued holding of the youth complies with the law. 
Insurance 
Whether the property is owned by a non-governmental entity or a governmental unit, the question of insurance should be addressed in the memorandum of agreement or the written document that outlines the terms and conditions of the program. The specific answers are not as important as making sure the issues are adequately reviewed. Equally important is including the agreed upon result in the written agreement. The agreement should list the kinds of insurance to be obtained and specify the entity responsible for obtaining the insurance.
Staff Harm
In considering liability for staff harm there are two broad divisions with which to start. One is the harm caused to the staff and the second is harm caused by staff. The finer points to be considered in the determination of liability are the conditions of employment or volunteering, and the nature of the employee or volunteer – whether governmental, public safety officer, private entity employee, contractor, or volun-teer. The employee or volunteer status is impor-tant, even more so when determining agency liability for harm or injury to another person.
Screening and Selection
The first protection and prevention strategy is to put appropriate screening and selection procedures in place. These should be required for staff, contractors (if they are in contact with the youth), and volunteers. No person should be placed in contact or a position of care or trust for youth without being screened and selected by appropriate standards. More often, jurisdictions require at least a criminal records check. Some suggested standards would include using a pre-employment screening instrument, checking references, and conducting a record check. A higher level would include personality screening and a determination of the applicant’s level of knowledge about human growth and development with an emphasis on child and adolescent issues. The negligent selection or hiring of an applicant can result in harm to a youth and in negative publicity or lawsuits. The danger of harm to a youth can be decreased by complying with statutes and regulations and by paying careful attention to the staff selection process.
Training
Once a staff person is selected, whether volunteer or paid, the person must be given adequate training. The requirements and duties of the position should be reviewed and the training must be sufficient to allow the person to understand and perform all duties and responsibilities of their position safely. Training should be provided on a regular basis to keep the staff current with program and youth needs. The training should include how to avoid injury inflicted by the youth, as well as how to ensure the safety of the youth. Staff training is discussed in more detail in chapter 8, “Staffing and Staff Training.”
Complaints
An additional issue is the procedure for hand-ling complaints of staff misconduct involving youth. All too frequently, staff members who work with youth are accused of misconduct. The allegations include behavior that consti-tutes discrimination, sexual harassment, sexual misconduct, sexual assault, physical assault, supplying alcohol and other drugs, and other mistreatment of youth in custody. Other allegations include failure to provide proper medical treatment or adequate supervision. 
When allegations of misconduct are made, a policy that requires adequate investigation and appropriate response is a necessity. A procedure must be in place that provides for the reassign-ment of an adult who is the subject of certain kinds of complaints. The clear definition of the kinds of complaints that require reassignment should be articulated in the program policies and procedures. During the investigation of the complaint the accused adult should not have contact with a youth who has filed a complaint. There may be circumstances that require immediate suspension. No agency that provides care for youth can ignore accusations of misconduct. One reason is the prevention of harm to youth with whom the program is entrusted. The second is the liability that can result from failure to investigate a complaint adequately and respond appropriately. If there is a failure to act when an allegation is made, subsequent, similar incidents can have very serious consequences.
Transportation
Program organizers or staff will need to determine if transportation of the youth will be part of the programming. If so, planning for the transportation of youth can be divided into three components: 
· Transportation of the youth to the juvenile holdover program.
· Transportation to services and education while at the juvenile holdover program.
· Transportation to return home or to another facility.
As a part of the planning process, decisions will be required such as:
· How will the transportation be scheduled and provided?
· Who will pay the costs?
· Who determines the need for the transportation?
· What insurance is needed?
Safety regulations should be reviewed. Procedures should be written for the transportation process. If volunteers or other non-family members will provide transportation, then adequate insurance coverage should be provided.
Immunity
Many States have some shields from liability for damages alleged to have resulted from official proceedings and actions. Most States still have some vestiges of what was once known as sovereign immunity. In England, the original legal doctrine was that one could not sue the king who was the sovereign. Therefore, the king was immune from lawsuits even if the government had caused harm. The United States adopted this doctrine. This meant that an individual could not sue the government for damages that were alleged to have been the result of the government’s actions unless the government agreed to be sued. 
The issue of governmental immunity from lawsuits has been an active area of change by both legislation and case law. Most States permit lawsuits with varying jurisdictional requirements. The determination of whether there is tort claim immunity for the operation of the juvenile holdover program is a crucial budget consideration. Insurance is a cost that must be budgeted. If the agency providing the program is not a governmental agency, then the likelihood of any application of tort claims immunity is not large. If the operation of the holdover is a partnership or joint effort, then clear definition of which duties are performed by the governmental unit is imperative. Governmental immunity will certainly be limited to the portion of the holdover activity performed by the governmental agency.
However, another kind of immunity that affects the planning of liability protection is volunteer immunity. Some States have passed laws that protect volunteers from liability for certain kinds of volunteer work. Again, State-by-State determination of the law must be made by a competent attorney. The analysis should include the determination of the status of the person and the type of activity in which that person will be engaged. The applicability of such legislation referencing volunteers should be monitored for changes both in the statute, as well as in the case law.
Protection of Client Rights
The attitudes with which we set out to protect a youth’s rights are as important as the ways we seek to accomplish that protection. If the approach taken in the framing of policy and procedure is to protect these rights because it is the correct way to do things, success is more likely than if it is a perfunctory task. Staff and youth will benefit when the motivation is beyond the fact that the law requires us to do this. Youth learn how to be, think, and act like adults by watching the adults in their world. Thus, at the time a youth is brought to a juvenile holdover program, stressed, maybe frightened, it is important for staff to be calm and respectful of the youth. There is no reason or excuse to bully or demean a youth.
Confidentiality Concerns
The youth should be reassured that his or her privacy will be protected. This respect for the youth’s rights can be demonstrated by keeping the records in a confidential manner. This also means that information that could be incrimina-ting to the youth, unless it is freely volunteered, should not be coerced or obtained from the youth. The identity of a youth and the fact that he or she has been in the juvenile holdover program should be shielded from the public. That shielding should include staff members of the agency who do not need to know the youth’s status. 
Policy and procedures should be written to ensure compliance in protecting the confiden-tiality of a youth’s identity and other informa-tion. A procedure should be developed identifying what information will be collected and maintained. The procedure should include who can receive what information, when information should be received, and in what manner the information will be transmitted. The procedure should ensure compliance with State statutes and regulations. Also, it should be determined whether the Federal Education Right to Privacy Act applies to any aspect of the operation of the program. 
Records Maintained by Staff
Records maintained by juvenile holdover staff and volunteers serve several functions. Those functions include documenting what care and supervision are given to each youth, the well-being of the youth, and the progress made. Other functions may be to track staff effort and evaluate the effectiveness of staff activities. Information also may be needed to acquire or maintain adequate resources for the program. At a minimum, programs should maintain basic logs of the entry and departure of each youth, a summary of his or her activities, a listing of visitors, and narrative accounts of any incidents that occur while the youth is in the juvenile holdover program. Samples of admission and discharge records, shift summaries, and observation logs are provided in appendix D.
Other records may be required by statute, regulations, or the supervising authority, (e.g., medical and educational service records, if these services are provided). All information should have data privacy protections in place. Disclosure to other individuals and agencies must be in accordance with program policy and legally defensible. Records should be subjected to a validity and accuracy review.
Data Privacy
The compiling of data for reports to the funding authority, regulating authority, juvenile court, and prosecutor must be done following procedures that result in accurate data, while protecting the confidential information about youthful clients. The aggregation of data should follow accepted protocols that allow for testing of the data without violation of confidential safeguards. The computer system and network safeguards should be developed by a profession-al who understands the technological require-ments, as well as the legal requirements. The protection of information from those who are not authorized to such information is essential.
Youth Confrontation
A youth may be questioned to determine his or her identity and that of his or her parent or guardian. Health and safety information also may be gathered from the youth. If a juvenile holdover program is considered a custodial setting, a youth in the holdover program may not be confronted with accusations of committing acts that would be a crime if committed by an adult. Whether a nonsecure setting is custodial turns on the question of whether the youth believes that she or he can leave. For adults, the requirement of being advised of one’s rights before confrontation or questioning hinges on whether the adult is in custody. The same reasoning has been applied to youth as well (see Figure 4-1). The issue to decide is if the youth must be advised of Miranda rights. If, in gathering the information, the intention or result is to use it in evidence against the youth at a hearing, the youth should be advised of these rights and allowed to have meaningful consultation with his or her parent or legal counsel. Many states will not allow an effective waiver of rights by a youth unless the youth has consulted with his or her parent or guardian. By case law, the requirement that the adult have no adverse interest to the youth has been added.
	Figure 4-1: Miranda Rights
Information to be Used Against Youth in a Proceeding
In custody: No confrontation without advice of rights
Not in custody: Better practice still is to advise of rights
Information to be Used for Safety or Health of Youth or Other Youth in the Program
Custodial status not relevant: No advisements are needed


In summary, the policy and the procedures of the program should be written to safeguard the well-being of the youth. The procedures should identify when the youth can be confronted, by whom, and how the information obtained will be used. When in doubt, unless there is an immediate concern for the well-being of the youth, the holdover staff should refrain from questioning the youth beyond the necessary intake information.
Searches
The legal permissibility of searches of the person, limited or full, depends upon the danger posed by the person, the probable cause, and whether the person is in custody. If the youth is regarded as being in custody, whether the program is secure or nonsecure, a search may be conducted for custodial purposes. The search should not be more invasive of the person than is needed to assure the safety and health of the youth and those around the youth. Searches by a juvenile holdover program staff person or volunteer should not be for the purpose of gathering evidence. If such a search is permitted, it should be done by a police agency, probation officer, or prosecutor’s investigator. In cases where law enforcement officers or probation officers are staff of the holdover program, the policy must clearly delineate the difference in responsibilities so that youth are treated fairly. The blurring of these roles can result in undesirable conse-quences. Those consequences can range from the mistrust of staff by the youth to the suppression of evidence in court. 
Testing for drugs and other substances is a search. Testing for illness or disease may also be considered a search. This means that the youth has rights under the Fourth Amendment of the United States Constitution. Other sources of search rights include State constitutions, State and Federal statutes, and case law. 
Drug testing is not a required element of basic juvenile holdover program. However, if drug testing is to be considered as an option, a written policy on drug testing parameters for the juvenile holdover program should include:
· What testing will be performed?
· What will be the conditions to determine the testing?
· Who will decide to administer the testing? 
· Who will do the testing?
· What are the quality assurances of the accuracy of the administration of the tests?
· Who will be informed of the results?
· How will the results be used in decisions regarding the care of the youth?
The Office of Juvenile Justice and Delinquency Prevention has published a guide entitled Drug Identification and Testing in the Juvenile Jus-tice System (Crowe, 1998). This guide provides a detailed discussion of the development of drug testing in juvenile programs.
Restraining or Preventing from Leaving
Safety is the primary concern in formulating policies and procedures for a responding to threats from youth or their attempts to leave the juvenile holdover program. The safety of the youth, of other youth, the community, and the staff must be addressed. While the approaches by the holdovers vary in the restraint or prevention methods used, the question of which is more important – safety or the right to leave – seems easy. The youth is a child in the eyes of the law as well as in his or her level of functioning. The examination of the procedures for this issue should be done with regard to the safe keeping of the youth, not in the absolute right to run the streets. The law would not let them sit in the middle of the street. 
The decision of how to restrain or prevent the youth from leaving has to include a determina-tion of the least restraint needed. Keeping a client under adequate surveillance, within sight and sound, could prevent the youth from leaving or otherwise getting into harm’s way. However, if a youth is violent and must be physically restrained, any equipment or device used must be scaled to the youth’s size. For example, a restraint chair improperly used could present a danger to the youth. 
Duty to Report Child Abuse and Neglect
The duty to report child abuse and neglect should be in a written policy. Clear and complete procedures to comply with this policy should be given to each staff member, whether they are a volunteer or paid employee. Training in support of maintaining the effectiveness of this policy should be scheduled on a regular basis. While the details of when and how to report will depend on the specific requirements of State statutes and regulations, when abuse or neglect is suspected there should be no hesita-tion in reporting. Anytime an incident of abuse or neglect is suspected, a juvenile hold-over program must accept the responsibility of providing a safety net for the youth. At a minimum the procedure should include specific instructions that include:
· To whom the report is to be made (i.e., agency and contact person).
· What must be reported.
· How is the youth to be protected.
· How the report should be documented.
State Issues and Compliance with State Laws
Compliance with State and local law is a minimum expectation for any program work-ing with youth. The best way to be sure that the program is organized and operates in compliance with the law is to seek the advice of an attorney. It is recommended that the lawyer be one who is interested in youth law and competent in real estate and liability issues. An attorney’s review of the plans and documents at the planning stages of the program can save time and money later. As policies and procedures are developed involving the issues in this chapter, they should be reviewed by the attorney for compliance with the applicable law. 
Because of the public’s concern with juveniles, and the fear of violence upon youth and by youth, juvenile law frequently changes in many jurisdictions. A good practice would be to have an annual review after the legislature adjourns to review the new laws and recent case law. This review would help the juvenile holdover program remain in compliance with State statutes and reduce the liability exposure. If the law changes and the program fails to make the necessary adjustments, a youth’s rights could be inadvertently violated and the liability increased to a juvenile holdover program. 
Parental Rights
Our cultural attitudes that protect and cherish parental rights are reflected in statutes that require a high level of justification to take a youth into custody and hold the youth without parental consent. That deference to parental rights is substantial as evidenced by the detail with which State and territorial statutes set out parental rights, and the procedures necessary to annul those rights. Each jurisdiction has its own requirements but a general review of the statutes shows these basic requirements:
· A legal basis, as defined by the statute, must be established to take the care, custody, and control of a juvenile from the parent or legal guardian.
· The parent or guardian must generally be informed within a specific time period of the following: 

· Where youth is being detained.
· Reason for holding the youth.
· The legal rights of the parent(s).
· The legal responsibilities of the parent(s).
· The legal rights of the youth.
· When the parent(s) will have an opportunity for meaningful conference with the youth.
· Notice that the parent(s) may be entitled to counsel for themselves.
If the parent or a legal guardian cannot be identified or located, a guardian ad litem or court appointed special advocate will often be ordered for the youth. These are usually volunteers who have a strong interest in child welfare. They also must be provided with information about the youth. The circumstances vary that allow or require this kind of appointment, according to jurisdiction.
The APPA (1999) survey of agencies operating juvenile holdover programs indicated a substantial difference in the lengths of stay permitted in the programs. The range between the shortest stay of less than 24 hours and the longest permitted stay of more than one week means that contact with parents and parental involvement will vary accordingly. This variability in length of stay also will be a factor in the recognition and protection of parental rights. 
A minimum standard should require each facility or program to have a written procedure in place to locate the parents or guardians and notify them of the youth’s whereabouts and the conditions under which the youth is being detained. An acceptable alternative could be a clear, written agreement with the agency delivering the youth that the apprehending agency will notify the parents or guardians. That agreement also should provide a procedure to advise parents or guardians of rights and other matters required by the law.
Another parent or guardian issue that a juvenile holdover program should consider is the visitation rights to confer with their youth. Some States, via case law for the most part, have defined meaningful consultation as private and with physical contact. Therefore, the physical facility or setting for a juvenile holdover program should allow adequate space to provide for the parental visitation. 
Conclusion
The purpose of this chapter was to provide a broad overview of the legal issues that may confront juvenile holdover programs. Issues confronting the implementation and operation of juvenile holdover programs may not be significantly different from those of any custodial program for youth; however, the responses to them may vary according to local and State laws. Program organizers and staff are encouraged to seek legal counsel when developing policies and procedures for juvenile holdover programs to protect the program, staff, and youth. 
CHAPTER 5
Defining a Target Population and
Establishing an Admission Process
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Introduction
To maintain program integrity and accountability, administering agencies must define the population that the juvenile holdover program will serve. The more specific the program is in defining its target population, the easier it will be to ensure appropriate referrals to the program. Consideration should be given to starting with a narrowly defined population and then, if needed, the target population can be expanded. There also are important legal considerations involved in the identification of a target population, which the reader can review in chapter 4, “Legal Issues.”
The identity of the target population will emerge through the data collected, and the problem areas identified in the needs and resources assessment. The target population defines the type of youth who will be served by the juvenile holdover program. It describes them demographically (age, gender, and residence), by legal status (custody or voluntary), and by types of offenses or behaviors (e.g., misdemeanor, felony, status). Once the target population is defined, it is crucial that program organizers and staff outline a referral and screening process to protect the integrity of the program. 
By the end of this chapter, the readers will be able to:
· Explain how the target population is defined.
· Define a target population. 
· Determine criteria for admission.
· Identify potential referral sources.
· Establish a admission process.
Defining a Target Population
According to a survey conducted by the American Probation and Parole Association (APPA, 1999) the majority of juvenile holdover programs operating across the United States are designed to be used as a short-term holding program for low risk or nonviolent juvenile offenders or children in need of care. Respondents to the survey indicated that the juveniles served by their juvenile holdover programs include:
· Children in need of care (CHIC, also referred to as CHIPS, CHINS, or PINS).
· Juvenile petty offenders.
· Juvenile status offenders.
· Delinquents charged with low level offenses.
The types of specific offenses reported being handled by juvenile holdover programs include (APPA, 1999):
· Truancy.
· Driving while driver’s license was suspended.
· Driving under the influence of alcohol.
· Sale of marijuana or other drugs.
· Possession of marijuana or other drugs. 
· Simple and domestic assault. 
· Minor in possession of alcohol. 
· Vandalism. 
· Disorderly conduct. 
· Shoplifting or misdemeanor theft. 
· Felony theft.
· Runaway.
These results indicate that, nationwide, juvenile holdover programs are being used as a response for a wide range of problem behaviors among youth. However, on a local level, programs should target offenses and offenders for services according to the unique needs of the particular community. Some important things to remember when defining the target population include (Godwin, Steinhart, and Fulton, 1998):
· It must meet an identified need.
· It must be related to the program’s purpose, goals, and objectives.
· It must be one to which services can realistically be provided.
Chapter 2, “Beginning the Planning Process: Defining the Problem,” discussed the need to involve stakeholders when conducting a needs and resources assessment during the program planning process. As program organizers and staff review information collected from the needs and resources assessment, the following questions can assist them in defining the target population (Godwin, Steinhart, and Fulton, 1998):
· Currently, how are juvenile cases being processed through the system?
· What role does each agency play in this process?
· What are the main types of offenses or problem behaviors being committed by youth for which there is an inadequate system response?
· Currently, what type of constraints are agencies under that hamper their ability to serve the juvenile offenders mentioned above (e.g., laws, policies, time, funds)?
· To what types of programs and services in the community are youth referred?
· What can the juvenile holdover program do to help each agency respond to the needs of youth in the community?
Program organizers and staff also need to understand the purpose of the program and agree to the established goals and objectives when determining an appropriate target population (Carter, 1993). An issue that can cause severe conflict within a jurisdiction is an expectation that a holdover will provide a specific service in fulfillment of a purpose for which it was not created nor designed. In addition, the target population chosen for the program needs to be one for which the program can provide adequate services. For example, if the program is designed to be a nonsecure juvenile holdover program, then it would be inappropriate for it to receive referrals of youth who have been charged with a violent crime or who have the propensity to be violent. While flexibility is an important design element for a new program, a juvenile holdover program should not be asked to stretch too far beyond its intended role(s). If the juvenile holdover program’s purpose and services are understood and accepted by all referral sources, this potential source of tension among participants in the system can be reduced significantly.
Establishing Criteria For Admission
Establishing the admission criteria for youth placed in a juvenile holdover program is another task involved in defining the program’s target population. Admission criteria are precise statements that make it clear which youth are included in the target population and eligible for admission to the juvenile holdover program and which youth are excluded. Laws and regulations are usually written in a manner that defines who may be placed in specific programs or facilities. Therefore, defining who may be admitted to a juvenile holdover program can serve to safeguard the rights of the youth and provide liability protection for the program.
Issues to consider when establishing admission criteria include:
· Basis (i.e., reason) for placement.
· Legal authority to hold a youth.
· Age.
· Gender.
· Geographic service area.
· Maximum length of stay allowed.
· Types of offenses and/or problem behaviors allowable.
· Current probation status.
· History of behavior or acting out episodes during prior placements.
· Detoxification concerns. 
· Medical concerns. 
· Mental health concerns.
· Other criteria as determined by the governing body and/or the program funding sources.
This is not an exhaustive list of criteria to be considered. Additional criteria may be determined by the program’s governing body and/or funding sources.
The following section provides additional information program organizers and staff may want to consider when examining some of the admission criteria issues identified above. In particular, issues related to the basis for placement, legal authority to hold a youth, age, gender, and geographical service area of the program will be discussed. 
Basis for Placement
Juvenile holdover programs can be designed to serve one or a multiple of placement needs for youth. Reasons for placement that should be considered include:
· Children in need of immediate care. These are juveniles generally identified as needing shelter care. They have not been taken into custody nor charged with criminal offenses. They may be victims of abuse or neglect, or they may need care because no other responsible adult is immediately available. They also may be runaways who live in a different community or curfew violators and cannot be immediately reunited with their family.
· Youth being held because the parent cannot be located. If a youth’s parent or guardian cannot be located, often law enforcement officers will warn and release a youth charged with an offense, unless there are special circumstances related to an offense that requires a youth to be detained. The juvenile holdover program offers law enforcement an option in addition to the usual secure juvenile detention facility. Rather than warning and releasing the young person, law enforcement officers can take the youth to the juvenile holdover program to be held (short-term) until the parent or guardian can be located and pick up his or her youth. Once care of the youth is assured, the law enforcement officer can return to his or her primary duties.
· Youth being held for law enforcement purposes. Sometimes, a decision is made by law enforcement officials that they need more time and/or access to a youth in order to complete their investigation. In this situation, the youth’s stay at the juvenile holdover program is considered to be an extension of direct law enforcement custody and the youth is being held on behalf of law enforcement. In this type of scenario, the young person may be held for the same amount of time that he or she could have been held in the direct custody of law enforcement officials or secure detention before they must be charged or released. See chapter 4, “Legal Issues,” for a more complete discussion of this issue.
· Youth being held pending an initial court appearance. State statutes or regulatons usually define the types of juveniles that may be held in a custodial setting while awaiting an initial court appearance. Statutes also establish the length of time between initial detention and that initial court appearance. Youth sent to a juvenile holdover program under these auspices are considered administrative holds on behalf of the court.
· The youth may be held pending additional court action. Juvenile court usually involves a series of hearings. The first may be to authorize detention. An additional hearing may then be scheduled to address arraignment issues. If there is a not guilty plea in a juvenile offense or Child in Need of Protection and Service (CHIPS, also CHINS, PINS, or CHIC) matter, a trial must be scheduled. Often, a pre-trial conference is also scheduled. If there is a finding of delinquency or CHIPS, there is often a period of time allotted to the court for an investigation to be completed by probation or social services before a dispositional hearing is held. In some situations as allowed by statute, the court may want to have a youth held at a juvenile holdover program throughout part or all of this type of process. 
· Administrative holds by court officials. Some jurisdictions allow short term administrative holds by probation officers. If this is an option, it needs to be determined if the juvenile holdover program will serve this function. Social workers with CHIPS or similar cases may be authorized to hold youth for short periods of time on an administrative basis or to make emergency placements until the court can become involved if necessary. This is an option that must also be considered in determining the categories of youth eligible for admission.
A juvenile holdover program generally is not designed to provide the same level of security as a physically secure juvenile detention center. Public safety concerns may dictate that the risk presented by certain offenses or offenders exceeds that which is determined to be reasonable for a juvenile holdover program. Juveniles alleged to have committed certain offenses may need to be held only in secure facilities to ensure the safety of the community, other residents, and the staff. Also, some of a youth’s physical or mental health needs may require a more structured or specialized placement. 
The point at which the line is drawn between eligible and ineligible offenses for placement in a juvenile holdover program may differ from program to program. Variables such as the level of security available at the program site, training of staff, availability of backup staff, and resources will influence that decision. The unique needs of a youth must be evaluated against the ability and capability of the physical site and staff to safely and effectively manage a particular youth’s individual situation. 
An example of an enhanced juvenile holdover program with the expanded capacity to handle a youth with a more serious charge or a history of violence would be a temporary, secure juvenile holdover program. In Minnesota, there are a few 8-day secure holdover programs that operate within jails or other secure facilities and are staffed by trained juvenile detention workers or correctional officers with specialized training in working with juveniles. These facilities have the capacity to isolate and secure a youth within a designated area of the facility.
Legal Authority to Hold a Youth
The legal basis for holding a youth in a juvenile holdover program must be clearly established. It must be anchored by reference to particular enabling statutes of the state in which the program is located. See chapter 4, “Legal Issues,” for additional information on this issue. 
Age 
Another factor to consider when establishing admission criteria is the age of youth. For example, program planners must determine if the program will admit children and youth of all ages, including pre-teens if necessary, or if it will develop its program for adolescents only. Often, the need falls somewhere in the middle. Infants and small children are usually best placed in emergency foster homes. A factor to consider is the age of jurisdiction of the juvenile court. This varies from State to State, and is a legal boundary that may be a useful reference when establishing the age range for the program. Minimum and maximum age ranges should be established and stated in the admission criteria. The established policy should recognize the limitations of the program to provide services to certain age groups, yet allow for flexibility when needed. 
Licensing guidelines also may influence the establishment of age parameters for the program. For example, mixing youth ranging in age from infancy to 18 may not be allowed in some facilities. It is possible that two types of licensing or certification may be required – one for younger children and another for adolescents.
Male and Female
Gender issues are another critical factor to consider when establishing admission criteria. For example, a decision to admit both males and females will have a direct impact on the requirements for a site for the juvenile holdover program. Privacy issues are very important, and program organizers and staff must assure that these rights can be adequately protected and that amenities and services available for both genders are essentially equal (e.g., convenient access to bathroom facilities, private sleeping areas).
The age and gender of youth accepted in the program will have an impact on the design of the daily program and activity schedule (e.g., facility specifications, amenities required, food provided, recreational equipment, or programming needed). More information on these types of issues will be discussed in chapter 7, “Site and Facility Issues.” How programs are staffed (e.g., same-gender staff) will also be affected by decisions made relative to the target population and admission criteria. More information on staffing is discussed in chapter 8, “Staffing and Staff Training.” 
Geographic Service Area
In addition to the basis for placement, age, and gender of the youth admitted to a juvenile holdover program, the geographic area the program will service must be clearly identified. Will the program serve a specific city? Will the program serve a county or multiple county area? It is not necessary for the youth involved to live in the specified area, but law enforcement officers and other referral sources must know that the program provides beneficial services for them. See Figure 5-1 for a statement describing a sample target population for a juvenile holdover program.
	Figure 5-1: Sample Target Population
Any County Juvenile Holdover Program Target Population
The Any County Juvenile Holdover Program will provide services for any child or youth:
· Male or female.
· Under 18 years of age.
· Determined by a referring agency as a child or youth in need of care or supervision.
· Who does not meet the established criteria for detention in a secure detention facility. 
· Referred by law enforcement officers, city or county, serving Any County, USA.
· Who complies with admission criteria established by the Any County Juvenile Holdover Program. 


Admission Standards
Each program should clearly establish the admission criteria based upon its own program resources and constraints and identify the cut-off for admission standards. For example, if a program has determined that it will accept youth detained for a minor in possession of alcohol offenses, the program must have a procedure in place for assessing whether the youth is under the influence of alcohol and, if so, whether there is a danger to the youth or others. Factors to be considered in developing policies and procedures related to cut-off standards for admission include:
· Site characteristics. This includes the level of security the juvenile holdover program can provide to contain the youth, manage potential acting out behavior, and keep potential intruders from entering the facility to gain access to the youth.
· Staff expertise. This refers to the level of training and expertise the staff on duty have to supervise specific types of youth placed in the program. For example, can they provide services such as mental health crisis intervention, basic medical care for a sick youth, or basic care for a youth in the process of detoxification.
· Availability of support or back-up resources. If specialized assistance is readily available to the program (e.g., emergency medical care), a youth who presents a higher level of risk may be prudently accepted for admission. Another factor is the availability of additional staff coverage. If additional staff can be brought to the site, it is often possible to accept youth into a program who would not be admitted if only one direct care worker was available. 
Figure 5-2 is an example of a health care policy statement developed by the Attendant Care Program in Wellington, KS, that addresses some of these issues. 
	Figure 5-2: Sample Health Care Policy
No youth who is in need of immediate medical attention will be admitted to the Attendant Care facility until the medical need has been met. Youth requiring emergency medical treatment will be transported to the pre-approved local hospital where medical treatment will be provided. Law enforcement or the juvenile intake officer will transport the youth. If the situation requires an ambulance, an attendant care worker, intake officer, or law enforcement officer must accompany the youth in the vehicle. Each youth who is admitted will have an Attendant Care Health Checklist completed by the intake officer or attendant.
Youth under the influence of alcohol or drugs will be assessed on whether medical attention is needed. This shall be determined by the information included in the Health Care Checklist, physical evidence, and mannerisms of the youth, (i.e., odor of alcohol, slurring of speech, difficulty in walking, inability to concentrate, slow reaction or reflexes, dilated pupils, erratic mood swing, and sudden or bizarre changes in behavior, etc). Any youth under the influence of alcohol will be required to perform an intoxilyzer/alcohol analyzer test prior to admission to Attendant Care facility.
Source: Attendant Care Program Wellington, KS


Establishing Referral, Intake, and Screening Processes
Once the target population for the juvenile holdover program has been defined, referral, intake, and screening processes must be outlined to assure appropriate referrals are accepted into the program. Issues to consider include defining referral source(s), establishing an intake procedure, notifying appropriate persons and entities of a youth’s admission to the program, and outlining a screening process providing an initial assessment for each referred youth.
Referral Source(s)
Sources of referral to the juvenile holdover program must be identified and legitimized. Legitimatization means that all of the system participants recognize the validity and legality of a certain organization or individual making referrals for placement.
For most juvenile holdover programs, law enforcement officers will be the primary source of referrals. There may be several different reasons for an officer to initiate a referral. Readers should recall that a key need and objective usually identified in the planning process of a juvenile holdover program is for a short-term holding program in which a law enforcement officer can place a youth so that the officer can return to his or her primary patrol duties. This alleviates the officer from having to sit with a young person for an extended period of time while certain logistics are being worked out (e.g., finding an alternative placement, locating the youth’s parent or guardian, parent or guardian traveling a long distance to come pick up the youth, completing investigation details, and awaiting a pending court appearance).
Law enforcement officers are not the only potential referral sources for a juvenile holdover program. Other referral sources may include:
· Juvenile court—when it determines that a youth needs such services.
· Social workers—when placements fail or an individual or a family crisis occurs.
· Juvenile probation officers – when placements fail, an individual or a family crisis occurs, or when there is a need for immediate incapacitation to protect the public or the individual youth.
· Medical or mental health facilities – when some level of continued care and supervision beyond acute intervention is needed.
· Parents or guardians – in times of crisis.
· Schools – although the concerns they identify will almost always lead to the involvement of a social service, juvenile court, or probation agency.
If allowed according to geographic service area criteria established for admission, a juvenile holdover program also may receive referrals from neighboring jurisdictions that do not have a comparable resource in their communities. 
Intake Process
When a juvenile holdover program receives a referral from an approved source, staff or volunteers must be able to determine if the youth(s) should be admitted to the program. This is done through an intake process. The intake process should include gathering pertinent information related to the youth and providing an initial screening process to determine the presence of a problem, substantiate that there is reason for concern, or identify the need for further evaluation (Crowe and Reeves, 1994). An admission or referral form should be completed during the intake process with assistance from the referral sources as well as from youth self-report. The admission or referral form should clearly state the admission criteria for the program and it may be useful to ask the referral source to check off or otherwise identify the specific criteria they feel pertains to the referred youth. In addition, the admission or referral form should contain the following information:
· Youth’s name and contact information.
· Youth’s date of birth.
· Name and contact information for the youth’s parents or legal guardian(s). 
· Description of the presenting offense or problem.
· Date and time placed in the juvenile holdover program.
· A brief summary of any known previous history, including prior offenses that may be related to the reason for the referral or may be helpful to staff working directly with the youth and family.
· Any immediate emotional, medical, and/or mental health concerns.
· Name and contact information for victim(s). 
· When and to whom the youth should be released.
· Name and contact information for the person and agency making the referral.
· Additional documentation and information the juvenile holdover program may want referral agencies to provide includes:
· When and how parents or guardians were notified that the youth was placed at the juvenile holdover program.
· If no notification has been made, the number of attempts that have been made to contact the parent or guardian(s). 
· Tentative release plans.
· Copies of any statements, comments, or requests submitted by victims. 
· Any additional information that could enhance the ability of the holdover program to effectively serve the youth and family.
· History of abuse or protective orders.
Most juvenile holdover program staff have final authority to determine who will be accepted into the program. Therefore, a policy and procedure also should be outlined establishing how program staff should respond when inappropriate referrals are made. If the program’s purpose statement allows for some flexibility to make limited exceptions to the admission criteria, the basis for making those decisions must be set forth in policy. In addition, the individual authorized to make such decisions, usually defined by job title, needs to be identified in the policy statement. Finally, it is important to establish a procedure for keeping a complete record of the rationale and process used to make exceptions for admission.
Notifying Appropriate Persons and Entities
Parents and guardians should be among the first persons to be notified of a youth’s placement in a juvenile holdover program. Policy and procedures need to be developed that establish who has the responsibility for notifying a youth’s parent or guardian and how the notification should be made (e.g., in-person, telephone, letter). Oftentimes, the holdover staff will make this initial notification because they are often in the best position to explain what the next steps for the youth will be and how the parents or guardians can be involved. Even in cases where notification has been made by another entity (e.g., law enforcement), contact from juvenile holdover program staff is usually conducted as a follow-up to the initial notification. It is important, however, that notification procedures be clearly defined and designated and that notification of parents and guardians is documented. Although confidentiality is an important tenet in situations involving juveniles, there may be other persons or entities (besides the parent or guardian) who have a legitimate need to know that a juvenile has been admitted to a juvenile holdover program. For example, social workers and probation officers with open cases will need to be notified in most situations. There also may be situations in which the school must be notified or when it would be helpful to inform school authorities that a youth has been admitted. Scenario 5-1 provides an example of how notification to additional individuals can be beneficial to the youth and the justice system. A policy must be developed to guide staff in determining if and when other persons or entities should be notified of a juvenile’s admission to a holdover program. This policy should be reviewed carefully on a case-by-case basis.
Scenario 5-1: Belinda
Does Someone Care?
Belinda was placed in a juvenile holdover program by a police officer after she was found in the local park at 1:00 a.m. talking with several young adult males. Belinda is 11 years old. She had run away from a foster home located about 75 miles away. She told the officer who picked her up that another foster youth in that home, a 14-year-old boy, had been trying to touch her in a sexual way and that she was afraid to go back there. 
After she was admitted to the holdover program, the staff on duty conducted an informal interview with her and learned that Belinda had been in court about two weeks ago and placed in the foster home. During the course of the discussion, Belinda told the staff about her social worker and someone she called her guard who was always with her in court and who came to visit her regularly wherever she was living. Unfortunately, Belinda couldn’t remember this woman’s last name but said that “Harriet” always told the judge about what Belinda wanted and what she thought would be best for her. Because of the staff member’s comprehensive training and orientation to the child welfare system, she figured out quickly that Belinda was talking about a court appointed special advocate (CASA). She called the local police dispatcher who had access to basic computerized juvenile court records and determined that Belinda did, in fact, have a court appointed special advocate. Her name was Harriet Wilson and the court file included a phone number for Ms. Wilson. The staff member had already contacted the social worker, who had not mentioned anything about a court appointed special advocate being active in Belinda’s case.
Therefore, as soon as she finished her conversation with Belinda, she called Harriet Wilson and filled her in on what had occurred. As a volunteer CASA, Ms. Wilson has important responsibilities and obligations. It was very important that she be informed about what had happened. She came to visit first thing in the morning and within one hour, she was talking with the social worker and the judge about a different placement for Belinda. By noon, Belinda had been discharged from the juvenile holdover program – less than 12 hours after she had been admitted.
Outlining a Screening and Assessment Process 
Another task when designing the intake process is the development of screening criteria upon which youth will be assessed as a part of the process for admission to a juvenile holdover program. There are four primary objectives for using an established screening process: 
· To ensure that all youth are treated in the same manner. This objective makes certain that admissions decisions are not influenced by forces other than the criteria themselves. Checks must be in place to assure that admissions decisions are not influenced by who the youth is, who brought him or her to the juvenile holdover program, or the circumstances of his or her apprehension. 
· To affirm that a referred youth meets the established criteria of the program and is, therefore, an appropriate admission. This objective assures a straightforward determination is made that the youth meets admission criteria and does not present any factors that should exclude his or her acceptance into the program (e.g., Is the youth too young? Is the youth intoxicated to the point that the program cannot provide adequate services?). Basing admission decisions on established criteria helps protect the youth, the referral source, and the program itself.
· To identify issues of immediate concern that will help direct the care provided for the youth. Program staff need to develop and establish screening tools to determine if there are issues present such as immediate medical needs (e.g., detoxification needed for a youth under the influence of drugs or alcohol); immediate mental health issues (e.g., suicide risk); and/or immediate threat or imminent risk of danger presented by the youth to others (e.g., acting out, and/or aggressive behavior). Also, in some situations, the program will need to be prepared to offer physical and emotional protection to a youth placed in its care from others who may be seeking to harm or intimidate him or her.
· To identify areas of potential concern that should be addressed in more depth by the holdover staff or others with responsibilities for the youth, such as social workers or probation officers. Screening can identify issues that do not present acute concerns but represent issues that should be followed-up within a short period of time. These are problems with a potential imminent impact on the youth or their family but do not necessarily create an immediate crisis that must be addressed by the holdover’s staff on duty at the time of intake. This information can be passed on to others with case responsibility or addressed by the holdover’s staff as a follow-up responsibility. For example, a youth may not be intoxicated at the time of intake but screening information reveals that abuse of alcohol and participation in high risk behavior, such as driving while intoxicated, is frequent for this youngster. This issue does requires follow-up. The alert to these issues that is passed on to others resulting from the intake screening is a clear example of another helpful outcome of a holdover program.
In many situations, volunteers or attendant care workers are being called in to care for youth placed in a holdover program. It is helpful if law enforcement, an intake coordinator, or another on-duty staff can conduct a screening to determine if the youth appears to be appropriate for admission to the program, prior to calling in a on-call volunteer worker. Appropriate screening questions include:
· Is the youth in need of immediate medical attention? If yes, law enforcement should address these needs prior to admission in a juvenile holdover program.
· Is the youth in need of detoxification? If yes, the juvenile holdover site may be an inappropriate placement depending upon the design of the program and the resources available. 
· Does the youth agree to follow the rules of the holdover site? If not, the youth can be denied entry. 
Admission log notes can include information such as behavior and attitude to the presence of cuts and bruises.
To provide structure and consistency to the screening information collected by a juvenile holdover program, checklists have been developed that can help staff identify areas of potential concern and guide them in an interview that explores these areas with the youth. Such checklists are commonly used to review potential physical and mental heath concerns. Others have been developed that explore family functioning. Usually these tools pose a question or identify an area of potential concern and ask for a basic yes or no response. If a yes response is indicated, the forms usually request additional information or a description of the specific problem identified.
There are several formal screening instruments available that could be utilized by a juvenile holdover program. One example of a screening instrument is the Problem Oriented Screening Instrument for Teenagers (POSIT). This is a 39-question survey that provides information on potential problems in one or more of 10 psycho social functioning areas. The areas include:
· Substance use/abuse.
· Physical health status. 
· Mental health status. 
· Family relationships. 
· Peer relations.
· Educational status.
· Vocational status. 
· Social skills.
· Leisure and recreation. 
· Aggressive behavior and delinquency.
The POSIT is an example of one screening and assessment tool that can be used by a juvenile holdover program. Program organizers and staff are encouraged to review screening and assessment tools prior to making a decision on which one to use. See appendix C for additional examples of decision trees and screening and assessment instruments. 
When a youth is admitted to a juvenile holdover program, it is essential to explain the intake and screening process to the youth, as well as what will happen while he or she is in the program. The individual completing the intake screening or the holdover staff providing care for the youth needs to discuss critical information with the youth as soon as possible. Information to discuss directly with youth includes:
· An overview of the program and its purpose and how these relate to this youth’s current situation. The explanation needs to be as personalized as possible.
· An explanation of what will happen to the youth while he or she is in the holdover program. This should include an explanation of the process and well as a review of the activities that will be scheduled or options available at the youth’s choice.
· An explanation of what will happen next (e.g., wait for parent to pick-up the youth, court appearance, transfer to another facility and/or program).
· A review of the youth’s basic rights while in the care/custody of the juvenile holdover program.
· A review and explanation of the expectations or rules of the program and facility. This should include a clear explanation of the consequence for violation of those norms and the options available if the youth feels that the consequences were inappropriately applied.
Development of Procedures Unique to Each Program 
Juvenile holdover programs are unique to each community and may vary as to where they are located. Some are located in administrative areas of law enforcement agencies, county complexes, nonsecure areas in jails, or juvenile detention facilities while others are located in the facilities of community-based organizations, such as probation offices, private nonprofit agencies, or emergency shelters. These sites, each with unique characteristics, account for the individual variances found among the referral, intake, and screening procedures established for holdover programs. Following are examples of three different holdover programs and their intake procedures. 
Wright County, MN
The juvenile holdover program is a nonsecure program located in the administrative wing of the county jail complex. A law enforcement officer brings the youth to the intake/processing unit of the jail and after completing the necessary paperwork to transfer custody and leaves the youth with a jail staff member. This provides an advantage to the law enforcement officer because he or she is then able to return to duty rather than having to supervise the young person. A jail staff member conducts an initial intake with the youth, obtaining background information, and making a final decision as to the appropriateness of the youth for the juvenile holdover program. If the jail staff member determines that the youth is acceptable for juvenile holdover, an attendant care worker is contacted. The jail staff member then takes the youth to the room used for juvenile holdover and waits with the youth until the attendant care worker arrives. Once the attendant care worker is present, this worker does another assessment to ensure that the youth does not need medical or any other form of immediate care. The attendant care workers also keep a log detailing activities that occur while the young person is in their care. 
Wellington, KS
In contrast, Kansas statutes require that each of its 105 counties participate in the Juvenile Intake and Assessment System. This statewide intake and assessment system is an information gathering process by which juvenile offenders and/or children in need of care are evaluated by a trained professional whenever youth are taken into custody by law enforcement.
In Wellington, KS, the nonsecure attendant care program is located in the community corrections office and staffed by on-call volunteers. When needed, the law enforcement officer contacts the intake worker who meets the officer and youth at the community corrections office, which provides services for both intake and the attendant care (juvenile holdover) program. Upon completion of the intake and the assessment process, the intake worker makes a recommendation to the law enforcement officer for release, placement in a nonsecure setting, or placement in secure detention. The intake/assessment process includes a juvenile intake questionnaire and the Problem Oriented Screening Instrument for Teenagers (POSIT). A sample of the POSIT and the Kansas Intake and Assessment Questionnaire is provided in appendix C. The law enforcement officer has the final say at this time and can accept or reject the intake placement recommendation. 
In the process of considering the least restrictive appropriate placement or release option, the intake worker will consider the following continuum of detention resources for their recommendation:
· Release to the parents, another family member, or friend.
· Short-term holding program – such as juvenile holdover or attendant care. 
· Court alternative home.
· Shelter facility.
· Foster care placement.
· House arrest or electronic monitoring. 
· Any of the above and referral to community agencies for counseling or services. 
· Secure detention.
During the intake and assessment process, the intake worker provides crisis intervention, conflict resolution, and referrals to community agencies for the juvenile and the family. After the recommendation for placement or release is determined, the intake worker completes a contact report on the youth. This report is forwarded to the county attorney indicating the present offense information, placement outcome, and any record of prior contact with the intake and assessment system. The county attorney is responsible for making any further determination for case processing, including diversion, or filing a petition for adjudication.
If it is determined during the intake process that a short-term, nonsecure placement in attendant care is appropriate, the attendant care coordinator is contacted and the intake worker remains with the youth until the attendant care worker arrives. The attendant care site is located in one room of the community corrections office. The room contains a bunk bed, television, rocking chair, children’s toys, and books. 
The attendant care worker is a quasi-volunteer who has been contacted by the program coordinator and will remain with the youth until the parents arrive or another attendant care worker takes over. All attendant care workers are considered employees of the county. They receive a small stipend but do not receive any other benefits.
Great Falls, MT
The holdover site in Great Falls, MT, is located in the Cascade County Regional Youth Service Center. The regional detention center provides a combination holdover program, with both a secure facility for juvenile offenders and a nonsecure area for the attendant care or holdover program. Law enforcement officers bring youth to the center. Initially, all youth are admitted to the holdover program until the law enforcement officer or juvenile probation officer determines if the youth should be placed in detention or attendant care. If the youth does not require secure detention, but the parents cannot be located, the youth remains in the attendant care program. Youth in the attendant care program remain in the central administrative area until the parents are located. This area provides couches, television, and a family room atmosphere. Meals are provided by the detention center. 
Conclusion
Each juvenile holdover program meets the needs of the individual community it serves, and that individualized program design process begins with the determination of an appropriate target population. Almost all implementation planning will hinge upon the target population. The definition of the population must meet specific criteria for admission. Referral sources must be involved in this planning and any agency or person who might refer a child or youth to the juvenile holdover program must have a clear understanding of the admission criteria.
CHAPTER 6
Program Design and Operations
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Introduction
In practice, it is recognized that juvenile hold-over programs vary from jurisdiction to juris-diction. Many juvenile holdover programs are developed for small, rural jurisdictions with limited resources. Thus, often these programs are designed to hold youth for a short period of time and provide a minimal level of service – i.e., they are considered basic juvenile holdover programs. However, there are juvenile holdover programs that expand beyond the basic program design and offer more comprehensive services—i.e., they are considered enhanced juvenile holdover programs.
This chapter will identify some of the key principles to consider when designing a juvenile holdover program, with an emphasis on elements of a basic program. Policy and procedures that should be considered for effective program practices also will be discussed. 
By the conclusion of this chapter, readers will be able to:
· Identify key elements and principles for program design.
· Discuss the development of policy and procedure in several critical areas for juvenile holdover programs.
· Identify optional services a juvenile holdover can implement to provide a more comprehensive (i.e., enhanced) program.
Overall Program Design Issues
The design of a juvenile holdover program will be partially based on where the program is located within the community, as well as on the needs of the community and of the youth the program will serve. This section identifies some of the major issues to consider when designing a juvenile holdover program. Each jurisdiction should customize its program according to locally defined needs, priorities, objectives, and available facilities and resources. However, some of the key elements and principles that are discussed below are essential to a sound design in any setting and context. 
Philosophy of Program Design
Chapter 1, “Overview of Juvenile Holdover Programs,” identified some of the key programmatic elements to consider when designing a juvenile holdover program. Those key elements included: 
· Integration into a network of services for youth. 
· Short-term alternative. 
· Easily accessible. 
· Trained staff. 
· Able to respond to a youth’s immediate needs. 
· Able to provide comfortable facilities with minimum services for an overnight stay. 
· Ability to respond to and deescalate the immediate situation. 
· Screening and assessment capacity. 
· Referral expertise. 
· Ability to coordinate post-release services to the youth and family. 
· Program evaluation design. 
Following are some additional philosophical principles that program organizers and staff should consider when designing a juvenile holdover program:
· A program should meet the basic emotional and physical needs of youth placed in its care, as well as respond to youth in crisis.
· Even though placements in a program are brief, the program should be a place where youth can learn and grow and where opportunities for change can be created through one-on-one interaction with staff. 
· Staff should be prepared to teach problem solving skills to youth and assist youth in how they will handle issues when they leave the program or go to court.
· Safety and constant, consistent supervision are the cornerstones of quality care.
· Above all, the creed for the program should be “Do no harm.”
Readers should view the key elements and philosophical principles as guidelines. How the elements and principles are implemented on a local level will vary among jurisdictions.
Daily Operational Issues
In addition to overall program design issues, routine programmatic functions will need to be identified, and policies and procedures will need to be established to guide and assist staff in the daily operation of the program. Daily tasks such as referral, intake, a.d screening were discussed in chapter 5, “Defining a Target Population and Establishing an Admission Process.” The following section discusses some of the additional policy issues to consider when establishing procedures for daily operations. Readers should keep in mind that it would be impossible to identify every possible policy and procedural issue; however, this section can be used as a reference and starting point. 
Searches
Youth admitted to a juvenile holdover program should be searched. The search is intended to locate and remove from the youth’s possession any items that present a danger to the youth or to others (e.g., weapons or items that can be used as weapons), as well as to locate and remove any items that are identified as contraband. The policy should identify what types of items constitute weapons or contraband (e.g., belts or cords from sweat pants or wind pants, tobacco products or other drugs, items defined as contraband for sound program operation reasons such as forbidding gang symbols or even chewing gum). The policy on searches must be explained to all youth who are placed in the program’s care. Chapter 4, “Legal Issues,” contains additional information related to searches.
Policies and procedures on searches also should define who conducts the search and under what conditions the search may be conducted. Law enforcement officers are trained in techniques of search and seizure and, if available, are the best individuals to conduct a search. If the juvenile holdover program is located within another secure facility, such as a juvenile detention center or a jail, staff of those facilities are also trained to conduct searches and should be called upon whenever possible. If no other individual is available to conduct the search, it must be completed by the juvenile holdover program staff on site at the time of the youth’s admission to the program. All staff who might be placed in this position must be trained in the proper procedures for conducting a search and must have a solid understanding of the laws and regulations governing searches. Privacy protections to the youth must be assured and the assignment of same-gender staff to administer the search should be a policy requirement. 
The policy should also indicate that a record of items seized in a search must be maintained and should define the process for disposal of seized items to be discarded. The easiest procedure for handling illegal items found in a search is to turn the property over to law enforcement officials immediately. Law enforcement can handle the items according to their own policies and procedures. Items held for safety reasons only – objects that generally are not illegal for a youth to possess – must be returned to the youth or proper authority at the time of discharge from the program. 
Personal Property
Each program must identify what items a youth may keep in his/her possession while he/she resides in the program. Available storage space and the fact that most stays in a juvenile holdover program are short in duration will usually dictate the number and types of personal items kept in the youth’s possession. For example, make a policy decision regarding whether youth will wear their own clothing or whether clothing will be provided by the facility or program. In most situations, it is preferable to have a youth keep his or her own clothing. This tends to make the experience less intimidating and more comfortable for the youth. It is important to remember that often children and adolescents regard their personal possessions as having significant symbolic value. To the degree possible, this viewpoint must be respected. A carefully inspected stuffed animal will seldom present a threat that offsets the degree of comfort that it can provide for the youth. However, money and items of significant monetary value should not be left in the youth’s possession while in the program. There will be no use for these items while in the program’s care, and the problems that can be created by possessing such items may be significant. 
All items in a youth’s possession when he or she is admitted to the program must be inventoried at intake, whether he or she is allowed to keep the items in his or her possession while in the program’s care or not. A standardized form can assist in this process. When completed, the personal property inventory list should be signed by both the staff member completing the inventory and the youth. 
All property the youth does not keep in his/her possession should be held in a secure location. Some facilities use individual lockers for this purpose. Others simply use a brown grocery bag or sturdy plastic bag that is secured in a cabinet or drawer where access is restricted. When these items are returned, the youth should sign a receipt acknowledging return of the property. A sample personal property log is included in appendix D. 
Security Issues
The types of youth the program chooses to serve and the type of facility the program is housed in will determine the available security level options. In chapter 1, “Overview of a Juvenile Holdover Program,” three classifications of juvenile holdover programs were identified as nonsecure, secure, and a combination of secure and nonsecure. Within these classifications, the range of program and facility design could include:
· Maximum security—operated within the secure parameter of a secure facility such as a jail, lockup, or a juvenile detention center.
· Semi-secure—the actual section of a building utilized as the holdover is locked and access by window or other means is controlled.
· Minimum security—only the actual sleeping rooms are locked with secured windows while the common areas and staff areas of the holdover facility are not secured.
· Nonsecure—the site itself is not locked and there is no capacity to lock youth in individual rooms. Nevertheless, constant awake supervision is provided by a staff person or volunteer attendant.
A program cannot provide a higher level of security than the facility can accommodate or than the program design, staffing pattern, and level of staff training and expertise can support. Juvenile holdover programs should provide care for youth for whom the appropriate level of security can be provided. Admission criteria and the intake and screening process help staff determine if the program can offer the appropriate level of security for an individual youth. If the risk presented by a particular youth is higher than the security level that can be provided by the program, the youth should not be considered for placement and the youth should be placed in a facility designed to meet his or her security needs.
It should be noted that security does not always mean locked doors or bars on windows. Security can be provided through the construction of the facility and/or by equipment (e.g., restraints). Staff also can provide a level of security by creating and maintaining a staff secure setting. The greater the number of staff on duty to youth in the program’s care creates a level of security, and it is easier for staff to keep youth in custody and manage youths – behavior so that there is minimal risk to any program participant or staff member. 
Supervision of Youth
Once it is assured that the program can provide the appropriate level of security for a youth placed in its care, the next issue that must be addressed is how that youth will be supervised during his or her stay. Youth placed at the juvenile holdover are in the care and custody of the staff or volunteers of the program. Depending on the situation, staff or volunteers may have the responsibility for providing one-to-one supervision of youth in the program’s care. The three primary purposes for providing direct supervision of youth in a juvenile holdover program are to: 
· Meet the physical and emotional needs of the youth in care.
· Insure the safety of the youth, other youth in care, and the staff on duty.
· Maintain custody and control of all youth in care.
Visual monitoring of a youth can be accomplished through maintaining direct sight contact between the youth and the supervising adult. For example, staff maintain direct sight contact by remaining in the room with the youth while he or she is in custody. In some circumstances, there may be an observation window between the youth and staff, but the visual contact is direct. Visual monitoring also may be accomplished through the use of electronic technology (e.g., video cameras allow staff to observe youth). Audio monitoring allows supervising staff to hear what is happening even if they cannot see what is occurring. Some holdover programs use one or a combination of these technologies as a part of their supervision strategy. 
Even when electronic supervision methods are available, the best medium for supervision in a juvenile holdover program is direct interaction between youth and staff. Positive human interaction is a key to successful supervision. The opportunity staff have to establish a relationship with youth and to respond directly and personally to their needs is a valuable supervision and programming asset. Electronic supervision methods are best used as a back-up tool. For example, while a youth is sleeping, staff may supervise him or her via video supplemented by regular direct observation and direct intervention if needed. 
Staff Requirements
The level of staff needed is among the most important decisions made by juvenile holdover program organizers and staff. Maintaining an adequate staff-to-youth ratio helps assure a better level of care for youth. In addition, it can help minimize risk and liability to the program. The number of staff needed on site at a particular time will be dependent upon several factors.
· The design and layout of the holdover facility. Program organizers and staff should assure that space is provided to allow for constant supervision of the youth by a single staff member. For example, an office area, if there is one, must provide constant visual access to any place that youth might be located.
· The number of youth in the program’s care. Greater numbers of youth residing in a holdover program will require more staff to provide adequate supervision. A supervision ratio of one-to-one would be ideal. Staffing issues will be discussed in more detail in chapter 8, “Staffing and Staff Training.” 
· The gender of youth in the program’s care. If both males and females are in the facility at the same time, two staff – one of each gender – should be available.
· The needs of youth placed in the program’s care. For example, if a youth displays aggressive or acting out behavior, more staff may be needed to maintain or reestablish control of the youth.
· The comfort level of staff on duty. Experienced staff who are confident in their ability to handle situations that might arise when supervising youth may be comfortable enough to manage a youth effectively with one-to-one coverage. However, a new staff member who may be apprehensive and have little previous experience in working with troubled youth in a residential setting may need to have another staff person or volunteer present. 
Male and Female Issues
The gender of the youth will have a significant influence on the supervision needs of the program.
· Same gender staff coverage needs to be a priority. 
· Privacy is critical and should be provided for the youth to the highest degree possible, while protecting the safety of that youth, other youth who may be in the program’s care, and the staff on duty.
If the facility can serve more than one youth at a time, and if it is anticipated that it may serve male and female referrals at the same time, privacy issues are important and must be addressed.
Meals
Meals are an important daily function that often have meaning beyond nutrition. Meals allow an opportunity for social interaction and food can often serve a comforting function. A juvenile holdover program must determine how meals will be provided. If meal service is available onsite (e.g., cafeteria in public safety center), this is an easy task. However, if food service is not readily available onsite, other options must be considered. Some options for meal service include: 
· Having staff prepare the meals.
· Having a volunteer come in and prepare the meal and eat with the staff and youth.
· Having meals catered by a local restaurant.
· Having meals brought in from a facility that prepares meals three times a day, 7 days a week (e.g., jail, hospital).
Juvenile holdover program organizers and staff should comply with local health and sanitation ordinances or licensing regulations. Food should meet basic nutritional needs and be provided in proportions appropriate for growing youth. Staff or volunteers also should ask the youth if he or she has any food allergies to avoid placing the youth at risk. 
Programming
Programming is the sum of the planned activities available to youth while they are placed in a juvenile holdover program. Programming should be purposeful and viewed as more than just filling time. Although many placements in a juvenile holdover program are short-term and may only consist of a few hours, there still may be an opportunity to provide structured activities for the youth to participate in. Programming becomes an even bigger issue for juvenile holdover programs that care for youth beyond a 24-hour period. Figure 6-1 describes how programming in a juvenile holdover can assist in the prevention of future conflict and stress. 
When developing programming options, there should be an objective for each activity or routine function. In essence, programming should be designed to assist youth in dealing with the stress and tension they may be experiencing. Whenever possible, it also should be designed to provide youth an opportunity to learn new skills – particularly life skills. Staff can model skills and be available to help youth process and solve their own problems. 
	Figure 6-1: 
Programming as a Preventive Measure
Programming structure, organization, and predictability are key elements in reducing situations of conflict and stress for both youth and staff. Reduction of conflict and stress reduces confrontation and the potential need for subsequent physical interventions. The direct care workers should be given an active role in designing and refining daily programming routines. Routines should facilitate smooth transitions from activity to activity. Activities should be designed to enhance self-esteem and facilitate individual feelings of completion and success. Win-win activities generally serve program goals better than win-lose activities.
Source: Desktop Guide to Good Juvenile Detention Practice (Roush, 1996)


Programming in a juvenile holdover should:
· Be fun and challenging.
· Provide opportunities for success and increased self-confidence.
· Teach and reinforce responsibility in areas ranging from household tasks to management of their behavior.
· Teach fair play, compliance with rules, and teamwork. 
· Provide youth with an opportunity to focus for an extended period on issues other than their immediate situation, which is usually a crisis of some type.
· Create opportunities for youth to have a positive experience with an adult, learn to trust adults more, and learn appropriate skills for interacting with adults.
· Create times of calm and reflection.
· Permit observation of the youth’s behavior, which aids in social diagnosis.
Educational Needs
Due to the short-term nature of most juvenile holdover programs, formal schooling may not be a regular or prominent part of the programming. However, education is still an important life task for children and adolescents. It is helpful if juvenile holdover programs have access to educational materials that staff can use with the children and adolescent youth while they are in the program’s care. The most useful educational materials integrate learning exercises with other fun activities. The local school system often can provide materials for use with youth of different ages and ability levels. 
In some communities, the local school system may be required to provide specific educational services to youth in a juvenile holdover program, even if their time there is short-term. This is an important area to explore with school officials during the program planning phase of a juvenile holdover program. Special volunteers may be available to assist in providing educational services.
Recreation Needs
Being active and having fun are important ingredients in a youth’s daily life. Recreation can be used to stimulate youth mentally and physically. Equipment and supplies must be available to support the selected recreational activity. For example, age-appropriate board games provide mental exercise and are easily incorporated into all types of juvenile holdover programs. Arts and crafts supplies also can be kept on site. An easy activity that is particularly appealing to some youth is creating structures with plastic building blocks. It may seem that this type of activity is geared toward younger children, but it seems to have a universal age appeal. Having an assortment of advanced plastic building blocks and accessories on hand can often provide several hours of constructive activity. Staff should always consider how recreational activities can provide them with an opportunity to interact with the youth. It is always better for staff to play with the young people in their care rather than simply watching them play. 
For physical activities, juvenile holdover programs can investigate recreational options that provide a smaller degree of physical movement and muscle exercise (e.g., calisthenics or aerobic exercise) that can be done in areas where space is limited. If the facility can support it, other types of large-muscle exercises (e.g., basketball) could be appropriate. 
Many juvenile holdover programs have television and video cassette recorders on site. However, avoid over-dependence on television. Television is a form of recreation and should certainly be a part of the activity options available to a youth, but passive viewing should not be the primary activity in which youth are engaged. Videotapes can be useful if carefully selected to avoid movies with violent or stressful themes. Sometimes, short educational videos can be integrated into the day’s activities.
Interaction Needs
The theme throughout all programming options used by a juvenile holdover program should be interaction. Staff should see their role as one of being and interacting with the youth they supervise. They are not there simply to watch or guard them. Social interaction is a basic human need, and its importance is greatly magnified for youth who are in crisis or who are experiencing high levels of stress. Talking, eating, playing, and/or even sitting with children and adolescent youth is tremendously important.
Competency Needs
All youth need to feel that they are good at something and that they can have some degree of control over the world around them and what is happening to them. Assisting youth in developing new skills in any area (e.g interpersonal skills, coping skills) or refining skills that are already developed increases a youth’s sense of competency. Competency is often viewed as a critical element in the formulation and maintenance of a positive and healthy self-concept. Avoiding situations that are embarrassing or shameful to a youth while they are involved in a juvenile holdover program is also critical. Youth in short-term care need to hear about what they do well (i.e., their strengths), not what they have done wrong, cannot do, or how they may have messed up. There is an important balance between assisting a youth to view their situation realistically and accepting their share of responsibility, and fostering a sense of humiliation and hopelessness. All activities should be planned with this concept in mind, and staff interaction with youth in the program’s care should be guided by this principle.
Safety and Security Needs
In Maslow’s (1968) hierarchy of needs, safety is at the top of the list. Youth in a holdover program need to be and feel safe. Program organizers and staff should be aware of areas of potential risks and keep these factors in mind when designing the program so that risk can be minimized. For example, the furnishings and equipment used in a juvenile holdover program should be comfortable and functional; however, at the same time, consideration must be given to their potential use as weapons and barricades. Items used to play pool – a popular recreation resource – are also potentially very dangerous. Pool cues can quickly become weapons and pool balls can be lethal when thrown or placed in a sock and used to strike another individual. The potential danger presented by any object in the environment must be assessed, and the risk must be minimized to the degree possible to establish a safe environment for youth and staff. Some items may be deemed inappropriate for use in the program at all, while other items may need to be restricted and used only under the direct supervision of staff. 
Staff presence and attitudes also contribute to a sense of safety and security. Staff must be comfortable with their role and the resulting authority. If they are threatened or intimidated by the youth placed in the program, they will have a more difficult time managing and directing young people’s behavior. Staff must communicate, through verbal and nonverbal messages, that they are competent, confident, comfortable, and in charge of the setting. Firm, fair, and friendly should describe their interaction with the youth. The ability to communicate empathy – that staff understand the youth’s reality – is also a critical ability that contributes to a stable and safe atmosphere within a program.
Use of Restraints
Another area in which safety concerns will need to be addressed in policies and procedures relates to how the staff and volunteers should respond to a youth who is violent or who attempts to leave the program. The safety of the youth, other youth, the staff, and the community are paramount. If community or youth safety is a concern, reasonable actions can be taken to prevent a youth from leaving. A youth also has no legal right to destroy property or to threaten or injure others. Again, reasonable action can be taken in response to such behavior. Each program must develop its own policy and procedure in this area and provide staff with the necessary training to carry out the policy effectively. The key concept to remember is that programs should use the least restraint needed in a given situation. Verbal directives and de-escalation techniques should be used, unless it is necessary to physically intervene immediately to prevent injury to the youth or another individual. If physical intervention is employed, it is helpful if back-up staff are on site and available. If the use of mechanical restraints (e.g., handcuffs) is authorized, specialized training must be provided to the staff expected to use this equipment. If handcuffing is necessary, it is best to ask for the assistance of a law enforcement officer who has training and much more experience in their use. 
The majority of juvenile holdover programs in the United States are classified as nonsecure and are not usually designed to hold youth requiring a high level of physical restraint or intervention. Once the youth is under control, it may be necessary to make arrangements to have the youth transferred to a more appropriate facility (e.g., juvenile detention center). 
Whenever restraint is used, an incident report must be prepared, supervisors must be notified, a determination must be made if anyone involved needs medical care or a precautionary medical examination, and a debriefing should be offered to the staff involved. See chapter 4, “Legal Issues,” for more information related to the use of restraints.
Visits and Phone Calls
Policies and procedures also should be established that specify who may visit a youth who is in placement and who the youth may call or receive calls from. Generally, in a short-term program, that list is limited. Purely social contact with friends is usually forbidden, because it is difficult to predict or control the content of those types of interactions and the impact they may have on the youth. 
A list of approved visitors should be established and the policy should reflect who has final approval of that list. In some programs, the visitor list is controlled by program staff. In others, the referring individual or agency will make the determination of who constitutes an appropriate visitor. Parents, guardians, and professionals who are actively involved with the case should always be permitted to call or visit. Provisions must be made for private conversations between youth and their attorneys or medical personnel, where the issue of privileged communication exists. 
Duty to Report Child Abuse and Neglect
The duty to report child abuse and neglect, referred to as mandatory reporting in some States, should be set out in clear, written policy. While the details of when and how to report will depend upon the specific requirements of State statues, all abuse must be reported. In some States, there is a sanction for staff who fail to report concerns of abuse and/or neglect. Anytime an incident of abuse or neglect is suspected, juvenile holdover program staff or volunteers must accept the responsibility of protecting the youth. Issues to consider in developing procedures related to reporting abuse and neglect include:
· To whom the report is to be made.
· The agency where that person is located and how to contact on a 24-hour per day basis.
· What must be reported.
· How the youth is to be protected, including limiting visitation if alleged perpetrator would normally be allowed visitation.
· How the report should be documented.
In addition to abuse and neglect that is suspected to have occurred prior to a youth being placed in the program’s care, the duty to report includes abuse or neglect that may occur or is alleged to have occurred while the youth was placed at the holdover site. Some youth may prey on other youth. Allegations of abuse are sometimes made against program staff. These situations must all be reported so that a complete investigation can be completed. Program staff should never dismiss an allegation due to their own judgement that nothing happened or it cannot be substantiated. 
Referrals for Service
At times, there may be a need to seek or provide specialized services for a youth while he or she is at the holdover site (e.g., mental health services). Therefore, referrals to other agencies may be necessary. Under some circumstances, a family-based crisis intervention plan may be implemented by a community agency while the youth is still in placement at the holdover site.
Other times, juvenile holdover staff or volunteers may need to offer referrals for youth and their families to access after a youth is discharged from the program. Referrals to diversion programs, community based counseling agencies, or organizations that can assist with housing and financial needs are examples of some of the informal referrals juvenile holdover staff or volunteers may make. 
If staff are authorized to make direct referrals, they must be knowledgeable of available community resources and service providers and have the skill to identify situations in which a referral is needed and appropriate. They also must be able to match the youth’s need with the appropriate service provider in the community and be familiar with referral procedures to referral agencies. 
Medical Situations
There are times when juvenile holdover staff and volunteers have to provide or obtain emergency medical treatment for a youth placed in the program. Therefore, a policy and procedure should be developed that specifies how staff or volunteers are to handle emergency medical situations. Issues to be considered for inclusion in the policy and procedure:
· The level of medical care the worker is authorized to administer based upon their expertise, training, and/or certification. 
· The medical supplies that should be available on site.
· The contact information for a medical advisor to call to assist the worker in determining the most appropriate course of action.
· Under what circumstances the worker is authorized to call 911 (e.g., worker can call 911 immediately, worker needs to report problem to another person prior to calling 911). 
· Whether the juvenile holdover program staff person or volunteer worker should accompany the youth to the emergency room. 
· Information on who must be notified once a youth has been referred to the emergency room. 
· Information on who must be notified if a youth is injured or becomes ill but does not require hospitalization.
· The type of written documentation that must be maintained when a medical situation occurs.
· If the parent or guardian cannot be located, how is consent for medical care to be provided.
Local doctors and nurses can be helpful resources when establishing medical emergency policy and procedure. In addition, if public health nursing services are available in the community, there may be ways in which their expertise and services can be integrated into the program.
Program Expectations and Grievance Process
Juvenile holdover programs may find it more constructive to define the program’s expectations of youth, rather than to stipulate the program’s rules for youth. Expectations can be stated in positive and affirmative terms rather than rules that tend to use negative and prohibitive terms. Common sense is the best guide for determining which behaviors are acceptable in a juvenile holdover program and which are not. It may be helpful to ask a group of young people from the community to assist in identifying and prioritizing appropriate program expectations. Program expectations should be reviewed with the youth placed in the program’s care during the intake session, as well as posted in an attractive, positive format in a visible location at the program site. Figure 6-2 provides a sample list of program expectations. 
	Figure 6-2: 
Sample List of Expectations.
OUR EXPECTATIONS
Follow Directions
Be Respectful
Be Cooperative
Talk with those you need to talk with and ask questions.
Tell someone if you are feeling angry, lonely, or afraid.


If program organizers and staff determine that a list of rules must be established, keep the list short and limit the rules to critical issues. Posting large signs with a long list of rules creates a negative environment and can serve as a challenge to a youth who is already feeling the need to be defiant. 
Once expectations and/or rules are established, program organizers and staff should define a grievance process for youth who feel that rules or expectations and the ensuing consequences were applied unfairly or unjustly. Although it may not be necessary to establish a formal grievance procedure, basic due-process rights of the youth must always be respected. At a minimum, there should be someone designated to whom the youth can discuss his or her concerns and have the situation reviewed. 
Discharge from Juvenile Holdover Program
Juvenile holdover placements are generally intended to be short-term with a maximum length of stay of 24 hours or less. The referring law enforcement officer or the intake and assessment worker generally has the authority to determine to whom the youth should be released. This information should be provided to the juvenile holdover staff or volunteers. Release information must be documented on the intake form and adhered to, unless a determination is made and documented that it is not in the best interest of the youth (e.g., information may be gathered after the youth is placed in the program’s care that would call into question the original release plan, such as allegations of abuse and neglect against the youth’s parent). If a change in the release plan is warranted, the holdover program staff or volunteer should contact the referral source to ask for their assistance in establishing a new release plan. 
Unless unusual circumstances occur, typically youth are held in a juvenile holdover program until: 
· Parent, guardian, or other family member can be located. 
· Transportation is arranged to a secure detention facility. 
· Youth appears in juvenile court and release is authorized.
· Youth is transferred to another program.
· An alternative plan is initiated that is authorized by the juvenile court or other agency with jurisdiction over the youth.
At the time of a youth’s discharge, staff must be assured that the individual to whom they are releasing the youth is the person to whom release has been authorized. Checking a form of legal identification is important to avoid releasing a youth to someone posing as an individual authorized to take the youth from the program’s care. This process may create some tension if the person has no valid identification with them or if the program staff or volunteer suspects that the identification may be fake or altered. In addition, the person assuming custody should sign a form stating the date and time the youth was released into his or her custody. This form also should be signed by the program staff or volunteer. At the time of release, all of the youth’s property should be returned to him or her and he or she should verify receipt of the property in writing on the personal property log. There should to be a clear acknowledgment that all items, including cash and valuables, have been returned to the youth.
Maintenance of Program Records 
Maintaining thorough and accurate records is an important task of juvenile holdover program staff and volunteers. Some of the documents that should be maintained that reflect the official activities of the juvenile holdover program include:
· Admission and discharge forms.
· Visitors log. 
· Incident reports. 
· Staff time sheets.
· Personal property log.
Policy and procedures should be formulated to indicate:
· What information will be retained. 
· Who is responsible for recording the information. 
· In what form the information should be recorded. 
· How the information is to be retained for future access. 
· Who is responsible for periodic reviews of the information.
Juvenile holdover programs also should keep a program log that provides a narrative of activities that occur in the program. Information in the program log should include:
· Activities that have occurred during a specific period of time.
· Accounts of unusual activities (negative or positive) that have occurred. 
· Information that needs to be passed on to other staff or officials related to youth in the program’s care. 
· Documentation of periodic checks made on youth who were sleeping or who were ill or at special risk.
· Description and assessment of the behavior of youth in placement. 
· Affect and mood of the youth in placement.
· Phone calls received and made by the youth or staff.
Special logs may need to be created for recording other types of activities (e.g., for the administration of medications, special incident report) or this information also can be incorporated into the ongoing program log. However, juvenile holdover program organizers and staff should check with local licensing or other regulatory agencies that may require certain records be maintained in a specific manner. Examples of sample forms and logs can be found in appendix D.
There should to be a clear statement identifying who is authorized to have access to the juvenile holdover program’s records. As a general rule, policy in this area should be designed to identify who has a clear need to know certain information. For example, youth in the program’s care and visitors should not have access to the program log. All records should be kept in a secure location. Duplicate copies of important records should be maintained in a separate place. Records stored in an electronic format also should be protected for privacy (e.g., password protected). 
A procedure should identify which information from program records will be maintained in client files or integrated into databases that other agencies own or have access to. There should also be a statement that specifies the policy for accessing program records to be used for evaluation and research purposes.
Program Enhancement Options
Thus far, the information in this chapter has identified policy and procedure options that can be viewed as core to the development and operation of any juvenile holdover program (basic program or enhanced program). If community needs and resources allow, there are additional services and functions that can be incorporated into the design of a basic holdover program to facilitate a more comprehensive (i.e., enhanced) program. 
Each jurisdiction needs to evaluate its own needs, priorities, and resources to determine if additional program components need to be or should be added. Examples of some of the services that an enhanced juvenile holdover program may provide include:
· Comprehensive screening and assessment of youth placed in the program’s care. See appendix C for a listing of screening and assessment instruments. 
· The ability to house youth for longer periods of time (e.g., up to 8 days).
· Onsite meal preparation service.
· Onsite counseling services.
· Onsite schooling or formal educational services.
· Onsite recreational facilities (e.g., basketball court).
· Case management or tracking until youth appears in court. 
· Referrals to community service agencies and continued follow-up.
· Community service and diversion management. 
Conclusion
While some examples and alternative policies and procedures for juvenile holdover programs have been presented in this chapter, there are myriad ways local programs may choose to approach these issues. Determining the most appropriate design policy and procedural issues for a specific jurisdiction requires careful thought by program organizers and staff, and must be based on and reflection of local needs, preferences, and resources.
CHAPTER 7
Site and Facility Issues
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Introduction
Choosing a site for a juvenile holdover program is an important decision. In some situations, there may be an opportunity to explore an entire community for possible options, or a few potential sites may have already been identified and a choice must be made from those options. It is also possible that those responsible for planning a juvenile holdover program have been told that a specific location has already been determined and the task is to identify what will be needed to make that facility function effectively to meet the needs of the proposed program. The issues that must be examined at this point in the planning involve:
· Selecting a location and site.
· Determining what alterations may need to be made to the facility.
· Selecting furnishings.
· Identifying equipment requirements.
· Complying with State and local codes.
By the conclusion of this chapter, readers will be able to:
· Identify issues that must be considered in the selection of a holdover site.
· Discuss safety and security concerns to be addressed in selecting and preparing a site.
· Determine furnishing and equipment needs for the program.
· Identify issues pertaining to maintenance, Americans with Disabilities Act (ADA) requirements, and State and local codes that must be anticipated.
Site and Facility Selection
There are two broad choices to consider when locating a juvenile holdover program. The first is a free-standing location that is essentially self-contained and devoted primarily to the holdover function. Often, the limited amount of time that the facility might be needed makes it impractical to consider a facility with such a limited function and a significant amount of down time. Another option is to seek a site that is located within a building already being utilized for other purposes. If the other functions already taking place in the facility can provide needed support services or access to additional program resources for the juvenile holdover program, selection of such a site can be advantageous.
Possibilities for a free-standing site that could be considered include a:
· House or building.
· Storefront in a commercial area or small strip mall.
· Unit in a small office complex.
An existing facility or program that could be considered as a possible site include:
· Police station, sheriff’s office, nonsecure areas in an adult jail, lockup or public safety complex.
· Secure juvenile detention center.
· Fire station, including those housing volunteer departments.
· Public social service office facility.
· Private social service agency office facility.
· Residential treatment center or chemical dependency treatment center.
· Mental health center.
· Hospital, nursing home, or board and care facility.
· Church, rectory, or convent.
· Hotel or motel unit.
· Family or community resource center.
· Courthouse.
· Juvenile probation office.
· Foster care home.
· Recreational vehicle or camper.
· Part of an occupied private home, such as a mother-in-law apartment or space formerly set aside as live-in quarters for household help.
Be creative when considering possibilities. For example, upon initial consideration, a hotel or motel room might not seem to be a reasonable option. However, jurisdictions have developed juvenile holdover programs that use a hotel or motel as their program site. Some modification may have to be made to the room or rooms such as making it impossible to lock a bathroom from the inside or temporarily disabling some telephones. With these considerations, a motel room, adjoining rooms, or a suite may provide all the basic requirements for a juvenile holdover program. It is only paid for when used, which reduces operating costs for the program. Furthermore, such establishments are usually conveniently located for all concerned. It may be easier to secure cooperation from a locally owned business than a national franchise, but many franchised motels are locally owned so these should be checked out as well. 
A nursing home or senior housing facility might also seem unlikely. However, there may be a portion of such a facility that is isolated enough from the main activity and living areas for the patients or residents that coexistence is possible. These are 24 hour a day/7 days a week facilities. Many core support services are already in place including food service and medical staff. In addition, these two populations also have the potential to assist each other. Active and able seniors can be excellent volunteer grandparents following the model of the Foster Grandparent Program used in many correc-tional institutions. The children and youth(s) may also be able to assist the host facility in some manner as well. There are many possibilities for nontraditional and unconven-tional juvenile holdover sites and program models. Think broadly.
Accessibility
Accessibility and convenience for the referral source are important considerations when choosing a site. Isolated locations are not desirable to either those who have to bring children and youth to the facility or to those who must stay there and provide care. The presence of some other activity nearby creates a better atmosphere. If the location is too far away from the place where most youth will be picked up for transportation, some of the time-saving advantages of a holdover program may be inadvertently compromised. 
A central location within the service area is always the best choice. If such a site is not available, planners should consider the geographic location providing the most referrals and choose a location as close to that area as possible. 
Another consideration might be the location from which staff will be called in to provide coverage. If there are one or two areas from which most staff must travel to reach the facility, locating the holdover as near to those areas as possible makes sense. The site selected should be in an area that is generally regarded as safe. This will have an impact on those transporting youth to the facility, staff who will work there, and parents and others who will come to visit or pick up their children and adolescent youth. Some of these criteria may indicate that the cheapest available site may not be the best choice. 
Visibility
A choice can be made to place a juvenile holdover program in a location with high visibility. This generally will mean that the site is not isolated and there is some level of activity in the general area much of the time. This can add to the safety and security of the site. Such a site can also create and maintain a higher level of community awareness of the program’s existence that may be helpful in securing ongoing financial and volunteer support. This may help to counter the out of sight, out of mind factor. Signage can also be used to create visibility. Obviously, a large sign that identifies the facility will help maintain an awareness of its existence and function even if it is not in use at a given time.
The other option is to seek a site in a more discreet location that intentionally does not call extra attention to the facility. This may be helpful in providing a higher level of confidentiality and security. It may also create fewer distractions for the youth in placement since there are less likely to be attractive and tempting activities occurring in the immediate vicinity. Minimal signage that is sufficient to provide information necessary to someone attempting to locate the facility for the first time, but not designed to call attention to the site, is also helpful if low visibility is the objective. 
There are advantages and disadvantages to a choice for high or low visibility. Each program must consider its own situation and determine which approach makes the most sense.
Once decisions have been made regarding the overall criteria for choosing a site, amenities of the facility itself must then be considered.
Capacity to be Served 
At this point, a decision has probably already been made regarding the frequency of use of the program that is anticipated, the length of stay, and the number of youth that may need to be in care or custody at any one time. For example, a relatively small facility can be considered if it is anticipated that the facility will only be used an average of once per month, usually less than 24 hours for each placement, and there will seldom be a need to house more than one youth at a time. In fact, in that situation, a facility that is too big may create security and supervision problems simply because it is too large to adequately monitor with the available staff on duty. If, however, it is anticipated that the facility will be used several days a week, with stays up to four days at a time, and beds may be needed for two, three, or four youth at a time, a different type and size of facility should be sought. Thoughtful consideration needs to be given to these variables because overcrowding can also create serious problems. If the site is licensed, it may place a required license at risk, and overcrowding also increases liability risks considerably.
Space Function and Needs
A careful analysis of all of the activities that are anticipated to occur within the juvenile holdover program needs to be undertaken. Once these activities and functions have been identified, it will then be necessary to determine how much space will be required for each. Sometimes these activities and functions will occur at different times so the same space can be used for more than one activity. Other functions may always require clearly separate space with one or more unique requirements. An example would be the sleeping area where appropriate privacy and room darkening can be provided while allowing awake staff to continue their work in a lighted area where a phone can be used without disturbing a sleeping child or youth. The functions and activities to be considered include:
· Sleeping.
· Personal hygiene.
· Recreation and exercise.
· Dining.
· Lounging.
· Office tasks and other staff tasks.
· Meeting and visiting. 
· Intake and admissions activities.
The Need for Privacy
Consideration must be given to the physical layout of the facility to be certain that it can provide a proper balance between the privacy rights and needs of the youth and the supervision responsibilities of the staff. Large, open spaces create many attractive options and temporary dividers can separate different functions in a flexible manner that can be easily adapted to attentive needs. However, such large open spaces may make it difficult to provide the privacy needed. This will be particularly true if it is anticipated that the facility may house more than one youth at a time and that there may be boys and girls present at the same time. Flexibility is an important key. The more options a site presents, the easier it may be to adapt to different uses and still provide for critical needs of the youth and staff.
Needed Amenities
An inventory will need to be created to define functions and activities that are needed but require separate space. The list might include such items as:
· Toilets and sinks for washing.
· Showers.
· Kitchen area and a clean-up sink.
· Private meeting room.
· Office area.
· Storage area.
· Common area for programming. 
Once the needs and wants in these areas have been identified, these decisions can be factored into the review of various facility options. If these amenities are already in place, the decision becomes easier. Often, only a few of these items, or perhaps even just one of them, exist when a site is first considered. Then an evaluation must be undertaken that assesses the feasibility and cost of adding these capacities to the facility. Remodeling costs can be high, even if donations of equipment, materials, and labor can be obtained. 
Safety and Security Factors
At this stage of planning, the target population should have been defined. Identification of the population will include the level of acceptable custody and acting-out risks that may be presented by the youth. If secure custody is not high on the list of expectations of the program, fewer facility issues related to security will need to be considered. 
The ability to lock or otherwise isolate the holdover program, whether it is free-standing or contained within another building, will need to be assessed. The ability to lock windows must be evaluated. If windows are to be permanently secured, the need for such features as air conditioning and powerful ventilation systems become extremely important. The nature of the construction of the facility itself must be considered. Sturdy, concrete block walls present a much more secure environment than wallboard. Hollow core wooden doors provide less resistance and security than solid core or steel doors. Doors and windows set in wooden framing are less stable and secure than ones set in masonry. Glass is another important concern. Broken glass can injure youth or staff accidentally or intentionally. While safety glass is more expensive, the benefits it provides are usually worth the additional cost. 
Entry to the facility is also an important safety and security consideration. Isolated entries present more risk than highly visible ones. Entries near other activities that are likely to be ongoing while a juvenile holdover program is in use provide additional support. If possible, consider an intermediate area between the direct entry point and the portion of the facility housing the youth. This provides an area for intake activities such as searches, protection against unauthorized visitors having direct contact with the residents, and another barrier against unauthorized exits. 
Fire safety and hazardous weather conditions in some parts of the country must also be considered. Before selecting a site for a secure juvenile holdover program, a fire safety inspection should be requested. Provisions must be made to assure that there are adequate emergency escape options and a clear evacuation plan. Severe weather shelter areas may have to be established. All staff must be familiar with these plans and a means of getting staff to the work site to provide supervision during sever weather situations need to be considered.
Staff are a key element in the security plan for any facility. Staff selection criteria, training, the number of staff routinely on duty, and the availability of back-up staff who are able to respond quickly to the scene are all critical to safety and security. Location near or within a facility such as an adult jail, detention center, law enforcement center or even a hospital can provide a pool of trained back-up staff if needed in an emergency. If the program will be dependent upon law enforcement officers for emergency back-up, the average response time must be determined. If it is not feasible to have assistance on the scene within 5 minutes or less, this plan may be inadequate for certain populations. If this is the conclusion, either a different site must be selected, an alternative back-up staff plan must be developed, or the definition of the target population to be served must be revised. If it is anticipated that back-up staff may be needed on some occasions but not on a crisis or emergency basis, proximity of those individuals who would be called in to the program location must be considered. If most potential back-up staff live 30 minutes to an hour away from the facility, another site that makes access to those individuals more reasonable may need to be considered. 
The key to safety and security is that the facility itself must be capable of providing the kind of security assistance required to achieve the purpose of the program, designed for the target population, and provide a safe environment for all staff and clients. It is important to remember that, sometimes, a great potential site simply will not work when all of these considerations are examined. Keep looking. 
Furnishings and Equipment
Those activity and space needs inventories that were discussed earlier will be useful in determining what kind of furnishings may be needed for the program. Those inventories should be reviewed and a list of furnishings required to meet those needs or carry out those activities should be generated. Items likely to be included will be:
· Beds.
· Tables.
· Couches and comfortable lounge chairs.
· Desk chairs and straight chairs.
· Desks.
· Shelves and bookcases.
· Microwave oven.
· Small refrigerator. 
· Telephone.
· Secure storage cabinets.
· General cleaning and maintenance equipment.
Furniture selected should be sturdy and comfortable and capable of withstanding the normal wear and tear provided by children and adolescents. Each item selected should be evaluated to determine if it presents any special safety or security concerns. For example, lightweight dining chairs are less likely to be used as weapons, battering rams, or barricades and are, therefore, usually a better choice for furnishings. Lamps also present many problems in their potential use as weapons. Lighting needs should be addressed with fixed wall or ceiling mounted fixtures that are switch activated.
Equipment that will be needed to operate the program also needs to be identified. This list may include items such as:
· Televisions and radios (including weather band emergency radio).
· Table games and video games.
· Exercise equipment.
· Arts and craft equipment.
· Telephones.
· Computers, printers, monitors, fax machine, and copy machine.
· Clocks.
· Kitchen utensils.
· Dishes and silverware.
· Books.
· Linens. 
· Fire extinguishers and smoke alarms.
· Other safety-related equipment.
The same safety and security scrutiny should be applied to the selection of these items that was used to evaluate the furnishings. For example, it may be wiser to use plastic eating utensils rather than metal silverware. These are less likely to be used as weapons, do not need to be inventoried regularly, and do not need to be washed. Do not forget to identify needed consumable supplies such as cleaning agents, paper towels, pens and pencils, paper, and related items.
Other Issues
Additional site and facility issues to be considered include ongoing maintenance, compliance the American Disabilities Act (ADA), and State and local code requirements. 
Maintenance
A plan should be established to address routine maintenance needs of the facility. The tasks that should to be considered include routine cleaning, ongoing maintenance and care of the facility, and provision of needed repairs. Some options include:
· Inclusion of these services in any lease or use agreement with the owner of the facility.
· Contract with a cleaning and maintenance firm.
· Inclusion of these tasks as ongoing staff responsibilities.
· Using volunteers to provide these services.
Agreements with the owner of the facility need to address who will be responsible for repair of nonroutine damages such as those that could be caused by an acting out youth kicking a hole in a wall or breaking a window.
Americans with Disabilities Act
The Americans with Disabilities Act (ADA) has specific requirements for access to public buildings and facilities designed to provide services and care to individuals with handicaps or disabilities. If the juvenile holdover site is already a part of a public facility, these issues might have been addressed. However, the requirements applicable to the program being developed and the facility itself must always be researched. State and local government agencies often have ADA compliance officers who can be helpful in identifying the requirements for a holdover site. Local architects, contractors, and building inspectors can also be valuable resources in this area. Using their expertise may also allow you to expand the program’s base of volunteer and community support.
State and Local Codes
State and local licensing, building, health, and fire code compliance must always be addressed. Inspectors in all of these areas are usually required to provide assistance in determining the standards that must be met and ways in which compliance can be accomplished. Call upon their assistance.
Conclusion
Choosing and equipping the site moves the juvenile holdover program closer to reality. Site selection is more complex than might be anticipated and many options are possible. Many of these choices might not seem feasible upon initial consideration, but creative thought can often generate a unique and very functional alternative. Remodeling, furnishing, and complying with equipment requirements are also important steps to be taken before the program can open. Safety and security issues must be addressed carefully since there are many implications to the failure to take all potential concerns into consideration, many with extremely serious ramifications. It is always prudent to have the fire marshal or equivalent inspect the location prior to any final decision being made. Fire codes will set the parameters on what changes need to be made to any site, who can reside there, and what supervision is needed. Attention to detail is important. Take the time to be thorough as these areas are reviewed and decisions made.
CHAPTER 8
Staffing and Staff Training
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Introduction
Staff and volunteers who interact directly with youth in placement each day and night at a juvenile holdover program are the most critical elements in establishing the quality of the program and its ability to accomplish its purpose and objectives. Establishing job descriptions, recruitment, hiring and training, and articulating the standards of supervision for staff and volunteers are extremely important tasks.
By the conclusion of this chapter, readers will be able to:
· Determine staffing needs for the program.
· Define potential roles for paid and unpaid staff for a juvenile holdover program.
· Determine methods for targeting and recruiting potential staff.
· Establish qualifications for each critical position and draft job descriptions.
· Identify important steps in the process of hiring staff and selecting volunteers.
· Explain critical requirements necessary for the effective supervision of staff.
· Discuss strategies for retention of paid and unpaid staff.
· List staff training topics.
· Discuss strategies for delivering effective training.
Staffing Options 
There are several different ways in which staff coverage can be provided for a juvenile holdover program.
· Most programs will be staffed on an as needed basis using on-call staff who can be called upon when a youth is referred for placement.
· In some situations, a juvenile holdover program may utilize staff from another program such as probation intake or a secure juvenile detention facility. In this model, there will likely be an intake or screening staff member available along with staff who can be called upon for supervision when an intake decision results in a youth being detained.
· If a juvenile holdover program is developed as a part of a continuum of detention services in a larger jurisdiction, the juvenile holdover program itself may be staffed 24 hours a day, 7 days a week.
In order to provide around the clock coverage, two or three staff will be required for each 24-hour period, depending on whether staff work 12- or 8-hour shifts. Staff will need to be increased depending on the number of youth in care, the anticipated difficulty of supervision of the youth in custody, or the presence in the facility of youth of both genders at the same time. This number, ranging from two or more for each 24-hour period, reflects the number of staff who must be trained and available at any time. In order to be assured that a sufficient number of workers will be available at any time, a pool should be developed to double these minimal figures.
Staff and volunteers must always be awake and alert. Youth attendants who are required to work more than 12 hours consecutively will likely suffer a decrease in their effectiveness and the quality of care they provide to the youth. In addition, with single staff coverage it will be difficult to provide regular work breaks, which will place additional demands on the youth attendant.
Roles for Staff
In determining the different staff roles that must be filled, it will be necessary to review the administrative and program design of the holdover program. The roles that may need to be included in a staff complement could be provided by paid or unpaid staff.
Potential Paid Staff Roles
Many juvenile holdover programs are a part of, or affiliated with, larger organizations. They are able to share paid staff with their host agency. The designated administrator of the holdover program may be an administrator within the host agency who has management responsibility for the holdover as a part of his or her overall responsibilities. Potential paid staff roles, either on-call or provided through the host agency may include:
· Administrator/coordinator.
· Direct-care staff or youth attendant.
· Admissions, intake, or initial screening staff.
· Supervisor of direct-care staff or youth attendants.
· Support staff.
It is particularly helpful if there are individuals who already work in 24-hour-per-day roles who can provide any or all of these functions as they are needed. A pool of individuals available on an on-call status can also be used for these functions as well as for needed support services such as clerical, maintenance, data entry, and evaluation services. Look for opportunities to cross train existing staff who may be interested or available to fulfill additional roles.
Creativity is the key. When planning for staff coverage, it is useful to look over the entire system to determine what staff resources may already be in place to accomplish many critical tasks. For example, jailers already on duty may be trained to do the initial screening of new referrals and then contact the program coordinator or youth attendant if the referral seems appropriate.
Potential Roles for Unpaid Staff
Unpaid staff are volunteers who have the necessary qualifications and training to perform critical tasks for the program. Many holdover programs have used unpaid staff to fill the role of direct supervision of youth. In addition, there are many support roles that volunteers can fill including the following:
· Educational or recreational activity leader.
· Meal preparation.
· Clerical.
· Housekeeping.
· Data collection and entry.
Potential Roles for Volunteers Who Receive a Stipend for Services Provided
Some juvenile holdover programs have been able to establish a budget so that staff who are essentially volunteers can receive a small stipend for their services. The amount paid may be an hourly or daily stipend for a scheduled shift that provides some compensation, motivation, and recognition for the volunteer willing to take on the assignment. 
Potential Roles for Students and Interns
Another potential source for staff are college and university students who may be seeking volunteer experience or a required internship. Since students are, by definition, in a learning stage, it is most appropriate to consider using them as additional coverage staff or in one or more of the support functions. Unless students meet the same criteria and has completed the same training as regular paid or unpaid staff, they should not be given the same level of responsibility and, thus, the expectations placed on them should be more limited.
Whenever paid and unpaid staff work side-by-side, it is extremely important to clearly define the relationship between the two. Expectations and limitations must be articulated. Lines of supervision must be understood by both, and the supervision provided must reflect the original plan and commitment. Unpaid staff must have meaningful responsibilities and expectations. If they are working directly with a paid staff member, it must be clear that they are peers unless the paid staff has formal supervisory or lead responsibilities.
Recruiting, Hiring, and Supervising Staff
The first task for planners is to identify all the functions and activities that will need to be undertaken to operate the juvenile holdover program. These tasks can then be sorted into specific staff roles. Some of the tasks will be management oriented. Others will be direct-care oriented or will reflect those functions that provide necessary support for the program. As a result of this planning task, specific staff roles as previously enumerated can be identified. 
It will not be uncommon to have a single individual fulfill more than one of these roles. The coordinator may also perform the intake/screening functions. The supervisor may work regular, direct-care shifts. Direct-care staff may provide support-service functions, such as data entry, while on duty.
These tasks and emerging roles must then be organized into specific positions. It must be determined if:
· The positions will be a part of the personnel structure of a larger host agency or if they will exist solely for the juvenile holdover program.
· The positions will be full-time or part-time positions. 
· The positions will be filled by paid staff, unpaid staff, or students and interns.
Paid and unpaid staff should reflect all of the social, economic, and ethnic backgrounds represented in the community. A recruitment plan must address these diversity issues (Carnegie Council on Adolescent Development, 1992). Males and minorities are often under-represented in staff pools (McCarthy and McCarthy, 1991).
Establishing Qualifications for Each Position
Once each specific position has been defined, it is necessary to determine what qualifications will be needed to fulfill the duties and responsibilities of that position. Qualifications usually include the following dimensions:
· Knowledge—what does someone need to know to be able to successfully meet the expectations of this position?
· Skills—what skill must someone possess in this role, and what level of expertise is required for each needed skill? 
· Aptitudes and attitude—what kind of personality characteristics are best suited for this position?
The level of knowledge required will be different for each position, and each may require knowledge in a unique area. It is important to determine what skill an individual must bring to the job versus those skills that can be taught as a part of preservice or in-service training. In considering aptitude and attitude, it is important to consider whether such traits as flexibility or attention to detail might be most important. Figure 8-1 provides a sample list of qualifications for a juvenile holdover program coordinator position.
Establishing Job Descriptions
It is important to prepare job descriptions for each role in the program whether it be for a paid or unpaid position. Job descriptions include:
· A brief narrative definition and description of the position as it fits in the context of a specific program. This should include the main areas of responsibility.
· A list of the required qualifications including education, skills, and experience requirements.
· A list of the primary duties of the position.
· Anticipated work schedule and availability requirements if the position is to be filled on an on-call basis.
	Figure 8-1: Sample List of Qualifications for a Juvenile Holdover Program Coordinator
Any County Juvenile Holdover Program Coordinator Qualifications
Knowledge of:
· Principles of supervision and training.
· Organizational and management practices as applied to the analysis and evaluation of programs, policies, and operational needs.
· Modern office procedures, methods, and computer equipment.
· Principles, practices, and techniques of records retention.
· Counseling techniques.
· Juvenile statutes and detention criteria.
· Principles and procedures of record keeping and report preparation.
· Local community service agencies.
· Pertinent Federal, State, and local laws, codes, and regulations.
Ability to:
· Develop and maintain a positive public image and support for juvenile holdover programs and other alternatives to juvenile detention.
· Recognize drug and alcohol abuse symptoms.
· Recognize symptoms of child abuse and neglect.
· Organize, direct, and implement a comprehensive juvenile holdover program.
· Select, supervise, and train paid and volunteer staff.
· Analyze problems, identify alternative solutions, project consequences of proposed actions, and implement recommendations in support of goals.
· Prepare and administer a budget.
· Communicate clearly and concisely, both orally and in writing.
· Respond to requests and inquiries from the collaborating agencies and the public regarding juvenile holdover programs.
· Establish and maintain cooperative working relationships with those contacted in the course of work.
· Counsel and provide guidance to individuals and respond to situations that are of a sensitive nature.
· Maintain detailed records.


Figure 8-2 provides a sample job description for a juvenile holdover program coordinator position, and Figure 8-3 (See Page 86) provides a sample youth attendant position description.
Strategies for Recruiting Staff
Most juvenile holdover programs have chosen staffing patterns that include positions shared with host organizations, part-time positions, and on-call positions. The logical place to look for positions to potentially share is the organizational chart and a list of positions from the host agency. It should be determined if there are positions that can be utilized to meet the needs of the holdover program. For example, the juvenile holdover administrator/coordinator role is often incorporated into the position description of an administrator or manager of the host organization. The admissions/intake/screening roles might also be attached to position descriptions for roles with the host agency. Another area for potential sharing is the support positions (e.g., data entry, secretarial functions). A further option to review is the possibility that tasks of the host agency and the juvenile holdover program can be combined to justify a new shared position that provides increased staffing for the host agency in addition to meeting the needs of the program.
Since most programs will operate on an as needed basis, direct care staff or youth attendants will usually be hired on an on-call basis. Good sources to consider when recruiting paid staff include:
· Staff working in direct youth-service roles in other organizations who would be interested in such work on an overtime basis or as a second job.
· Individuals who have worked in direct youth-service roles, including teachers, who have retired but are still interested in part-time or intermittent employment.
· Former foster-care providers who may still want to assist youth.
· Individuals who have successfully raised, or are currently raising, their own families.
	Figure 8-2: Sample Juvenile Holdover Program Coordinator Job Description 
Any County Juvenile Holdover Program Juvenile Holdover Coordinator Job Description 
The goal of the juvenile holdover coordinator position is to manage and direct the overall activities of the juvenile holdover program; to recruit, train, and supervise administrative staff and youth attendants; to develop and coordinate community referrals and support for the program.
Duties may include:
· Develop assessment and eligibility criteria for admission to juvenile holdover.
· Assist in developing, planning, and implementing of the program goals and objectives.
· Communicate with representatives of the referring and juvenile justice agencies in coordinating administrative aspects of program.
· Interview juvenile offenders, status offenders, and children in need of care to determine their eligibility for juvenile holdover program.
· Recruit, train, and supervise administrative staff and youth attendants.
· Develop and coordinate referrals to community service agencies.
· Supervise and participate in the development of the budget for juvenile holdover programs.
· Perform public relations activities, such as representing the juvenile holdover program to community groups and civic organizations.
· Maintain records and perform general administrative and clerical duties.
· Perform related duties as assigned.


 

	Figure 8-3: Sample Juvenile Holdover Program Youth Attendant Job Description
Any County Juvenile Holdover Program Youth Attendant Job Description
The goal of the youth attendant position is to provide direct, short-term, and constant awake supervision of individual juveniles who do not meet the detention criteria for a secure detention facility.
Qualifications
· Age 19 or older.
· High school diploma or equivalent.
· Even temperament, emotional maturity, sound judgment, and an understanding of children.
· Flexible.
· Pass the child abuse registry check.
· Present written proof of a negative TB test.
· Complete the youth attendant training program.
Duties
· Youth attendants will supervise juveniles in the county’s designated juvenile holdover program.
· Youth attendants will constantly supervise the juveniles for whom they are responsible; i.e., remain in the room, accompany juvenile to restroom, for drinks of water, and during recreational activities.
· While on duty, youth attendants will not participate in any activity that would interfere with the care of the juvenile.
· Youth attendants are expected to listen and communicate with the juvenile; they are not expected to give advice or try to solve the juvenile’s problems.
· Juveniles supervised by youth attendants must be informed that what they communicate to the youth attendants may be shared with the court and social services.
· Youth attendants will maintain confidentiality concerning juveniles they supervise and anything that may be observed in a law enforcement center, if facility is located there.
· Youth attendants will complete admission/release forms and health forms on juveniles.
· Youth attendants will maintain the observation log about the juvenile’s attitude and behavior while on duty.
· Youth attendants will work a maximum shift of 8 hours. 
· Youth attendants will review, sign, and understand discipline policies.
· Youth attendants will review and understand all other policies and procedures; i.e., disaster plans, medical emergencies, and how to summon help should a problem occur, such as a youth escaping or requiring medical attention.
· Youth attendants are considered part-time, temporary employees and are not eligible for county or State benefits.
 


Some good sources to consider when recruiting unpaid staff include:
· Individuals who have worked in direct-youth-service roles who have retired. 
· Individuals already working as volunteers in similar roles such as court appointed special advocates (CASA), foster parents, or school para-professionals.
· Students at nearby technical schools, colleges, and universities.
· Members of the faith community.
· Members of community-service organizations and clubs.
· Members of senior-citizen organizations such as the Retired Senior Volunteer Program (RSVP).
Ways to let the community know that the program is seeking staff and volunteers include (Godwin, Steinhart, and Fulton, 1998):
· Newspaper articles or want ads.
· Television and radio news stories, local talk shows, or public service announcements (PSAs).
· College and university bulletin boards and student newspapers.
· Churches, synagogues, and mosques.
· Public presentations.
· Word of mouth.
Reference and Background Checks
It is important to review available information beyond that provided by the applicant’s application form and interview. It is possible to gain additional information by contacting former employers or personal references. Before placing the first call, determine the questions that will be asked. This is an opportunity to assess the applicant’s strengths and areas of needed development based upon their performance in another position. If previous work experience was similar to the position at the juvenile holdover program, questions can be asked that are related to direct supervision of youth. If the previous position was different from the position being filled, explore the applicant’s general work history, reliability, ability to work independently, flexibility, ability to work under pressure, and ability to follow directions and use supervisory input. 
A word of caution—some employers are reluctant to share information regarding a past or present employee’s job performance regardless of whether their performance has been outstanding or if there have been problems. There is often concern about potential liability if too much information is disclosed. Therefore, some organizations will limit responses to confirmation that an individual had worked in that setting at some point in the past or is currently employed. It is important not to interpret a limited response to a reference check as a negative response. It may simply be a policy that is applied to all requests regarding former employees. One simple question that can often yield significant information in such situations is, “Would you hire this individual again?” If the answer is no and the former employer is reluctant to explain why, continue to do a very thorough check on this individual before making a job offer. There maybe a concern here that needs to be uncovered and evaluated.
Many states require a criminal record check for all staff hired to work with youth. Even if it is not required, it is an excellent practice that can help to avoid extremely complicated problems in the future. Certain past offenses, such as sex offenses, may automatically disqualify an individual from employment. Other specific offenses, the number of offenses, or patterns of offenses might also lead to the conclusion that the level of potential risk with this individual is unacceptably high and that person should no longer be considered for employment. Ask for help from local law enforcement officials in obtaining, interpreting, and evaluating criminal history reports. For example, a disorderly conduct conviction can be just that or it may represent a much more serious assault charge that had been reduced through a plea bargaining process. 
When making a hiring decision, careful review of all available information and the impressions of the interviewer or interview team should all be considered. Remember, the same process and criteria should be used when filling unpaid or volunteer positions. All staff, paid or unpaid, will be working directly with youth. The skills and personal attributes needed are the same in either case.
Supervision and Support
Supervision and support provided to staff, paid and unpaid, is one of the most crucial factors in the success of a juvenile holdover program. Even if the program is small and used on an infrequent basis, supervision of the staff involved must always be provided. In fact, if the program is only used infrequently, staff may need extra support and direction from supervisors. There may be some loss of skill or knowledge due to the time away from the operation of the program and direct supervision of the youth. Supervisors have many responsibilities that could include:
· Oversight of day-to-day operations.
· Arranging staff schedules and replacement or back-up staff if needed.
· Providing work direction.
· Providing consultation and additional expertise.
· Recognizing quality performance and accomplishments and providing ongoing support to all staff.
· Providing ongoing feedback on performance.
· Teaching and coaching staff.
· Evaluating staff.
· Keeping policy and procedures current and workable.
· Oversight of program records.
· Developing and maintaining positive community relations.
· Providing direct care for youth.
From this list, the most important functions of supervision are the provision of support to staff, ongoing feedback, and the teaching and coaching functions. A supervisor must regularly observe staff working with youth, be aware of their strengths, and be aware of areas in which acquiring additional skills would assist them to become more effective. Regular feedback will have the most direct, positive impact on a staff member’s confidence and job satisfaction.
A final reminder—juvenile holdover program staff or a volunteer who does not work a regular 40-hour per week schedule, 52 weeks per year, needs the same level of supervision that would be provided to a full-time employee. Trying to short-cut supervision is likely to have detrimental effects on the program with any apparent savings merely an illusion. No program can afford the potential negative impact. There will be a high cost to pay over time if quality supervision is not provided to all staff.
Use of Consultation
Staff need to have the assistance of specialists in many situations. The supervisor and administrator/coordinator should always be available to answer staff questions. They must assist staff to plan strategies to deal with specific situations they are likely to encounter. Consultation implies additional advice and direction from someone with enhanced experience and expertise. Sometimes staff need assistance in dealing with direct supervision issues, and in such specialty areas as medical or mental health concerns. A program must identify such resource consultants and make their services available to staff when needed. Consultation can often be arranged through such organizations as the local public health nursing service, hospital, or mental health center. If there is a residential program in the area that serves a similar population, staff from that facility can often be helpful. Prearrangement for such services is important so that both the holdover program staff and those being asked for consultant assistance understand the protocol and expectations involved.
Strategies for Staff Retention
Once a quality staff team has been assembled, it is important to retain their services. High turnover is always problematic as it requires a great deal of time, effort, and expense to recruit, hire, and train replacement staff whether they be volunteer or paid. Anything that can be done to keep high-performing, existing staff is well worth the effort and is usually cost-effective when compared to replacing staff. Without compensation as a motivator, it is even more important to identify what serves as motivators and rewards for these individuals. See Figure 8-4 for examples of things that can be done to encourage staff retention.
Each staff member has his or her own unique set of motivators and rewards. It is important to talk with staff about their needs and preferences and to observe their response to various reinforcers in order to determine which are most important and influential for them. While individualization is important, so is fairness and equality. The focus and attention must always be balanced among all staff. Remember—the little things count, too—often more than might be assumed. One must care for staff in the same way that any other prized relationship would be cared for.
	Figure 8-4: Retention of Paid Staff and Volunteers
Suggestions for Retention of Juvenile Holdover Staff and Volunteers
· Regular utilization.
· Training, preservice and in-service.
· Informal positive feedback and recognition.
· Formal recognition and expressions of appreciation for the services provided such as: 

· thank you notes,
· letters of appreciation,
· media recognition,
· community service credit,
· certificates,
· plaques, and
· social events for staff and families.
· A sense of being a part of an interdependent team, positive relationships.
· Additional desired responsibilities.
· Advancement when possible.
Source: (Godwin, Steinhart, and Fulton, 1998)


Staff Training
The purpose of training is to provide staff and volunteers with the necessary knowledge and level of skills needed to operate a successful program. In addition, training provides paid and unpaid staff with an opportunity for personal and professional growth (Godwin, Steinhart, and Fulton, 1998). Staff training usually includes four broad areas:
· Orientation to the agency and program.
· Policy and procedures.
· Youth-related issues including developmental and theoretical information and direct supervision skills and techniques.
· Safety for youth, staff, and volunteers.
Training must include preservice as well as in-service activities. A decision needs to be made regarding the kind of information, knowledge, and skills the staff must possess before they will be allowed to work directly with youth. A training needs assessment is often conducted for this purpose. The items identified in this process become the preservice training curriculum. It may be possible to do a pretest to determine how much of this knowledge a new staff member already has and how many of the required minimal skills they already bring to the position. This may reduce the amount of preservice training required. However, some program planners prefer that all new staff and volunteers should experience the same preservice orientation and training. They say it provides an excellent orientation to the program, a refresher or review of the basic content material or skills, and a way to introduce the information in a way that reflects the values of the specific program (Godwin, Steinhart, and Fulton, 1998). 
Training not only delivers information to staff and assists them to enhance their skills in working with youth, but it also provides an opportunity for the program to present its philosophy, purpose, and values to new employees. It can help to create a sense of team and belonging for new staff members. Finally, it can establish the foundation for staff and volunteer ownership of the program and the sense of pride and personal responsibility that comes with those feelings.
The purpose of in-service training is to provide staff with expanded knowledge and enhanced skills so that they continue to grow in their role with the program. Some critical skills such as first aid techniques need to be reviewed and practiced on a regular basis so that staff retain the level of expertise necessary to respond to an emergency situation. Other training is scheduled as a periodic review of important program policies and procedures and to bring staff and volunteers up to date on any changes in these areas. It can also be very useful to conduct a training needs assessment to identify these topics (Godwin, Steinhart, and Fulton, 1998). Licensing regulations may also dictate the need for periodic refresher training in certain areas.
Types of Training
There are many factors that will influence the type of training that a program will provide, such as:
· Qualifications and expertise of recruited staff.
· State regulations and licensing standards.
· Standards established by professional organizations.
· Actual program to be delivered.
· Definition of client population and predictable needs of that population.
· Minimum level of competency needed to work with defined population.
· Anticipated length of client stay.
· Available training resources.
· Training budget.
Topic Areas for Staff Training Curriculum
Figure 8-5 (See page 91) provides a list of potential training topics, both preservice and in-service, that should be considered by a juvenile holdover program. The list is not exhaustive and each program and its staff will undoubtedly, through its own needs assessment, identify other topics that they want to include.
	Figure 8-5: Training Topics
Preservice and In-Service Training Topics
ADOLESCENT DEVELOPMENT 
· basic child care skills (e.g., “how to entertain a 14 year old for 24 hours”)
· basic child development
· behavior management
· communication and basic relationship skills
· family systems communication
CASE MANAGEMENT
· activity planning including educational and recreational
· child abuse reporting 
· confidentiality 
· discharge process with the parent
· referral and routing of paper work
· report writing and logging skills
CONFLICT MANAGEMENT
· conflict resolution
· de-escalation techniques
· problem solving
· strength based observations 
EMERGENCY PROCEDURES
· crisis intervention 
· first aid and CPR
· suicide risk recognition and prevention
MEDICAL AND MENTAL HEALTH
· child abuse/neglect
· communicable disease
· drug identification techniques
· sexually transmitted disease
· substance abuse 
· medical needs assessment 
· youth addiction issues 
ORIENTATION TO THE PROGRAM
· case planning
· interviewing techniques 
· intake procedures
· juvenile justice and child welfare system overview
· program policies and procedures
SECURITY
· search techniques
· use of physical and mechanical restraints
· worker safety 
GENERAL TOPICS 
· community resources 
· domestic violence 
· required topics such as OSHA and ADA
· self awareness 


 

Planning for Staff Training
Each program must establish its own training goals and objectives. These are broad statements identifying the areas in which a certain level of knowledge and expertise are desired. The following are examples of various issues that must be considered when planning staff training, and Figure 8-6 (See page 92) describes why staff and volunteers are important to juvenile holdover programs. 
· Developing a preservice training curriculum.
· Developing an in-service training curriculum.
· Developing a continuity and connection of the training topics.
· Determining when and where training will occur.
· Selecting the trainers to be used.
· Linking with other agencies providing training on selected topic areas.
· Developing a plan for evaluation of training and an ongoing plan for identification of training needs.
	Figure 8-6:
Staff of the Right Kind
It is my firm conviction that in the last analysis, the problems of people functioning in society are problems or disturbances in their interpersonal relationships and the correction of these problems logically involve[s] repairing those relationships. In other words, the problems of juvenile offenders in the last analysis are problems with their relations to people, and they can only be solved by interactions with people. Buildings, equipment, money, and so forth may be means to an end, but they are not the indispensable stuff of which good treatment [care] is made....
If we have the best kind of people in the beginning, they respond quickly and effectively to training and experience, which simply enables them to do well that which comes naturally to them. 
Source: (Roush, 1996, p. 64-65)


Conclusion
Identification of staffing needs is an important planning step. Functions to be undertaken must be identified and the knowledge, skills, and attitudes required to complete those tasks effectively should be set forth. These functions and tasks must then be turned into job descriptions that clearly establish the required qualifications, duties, and responsibilities of the position. Recruitment, hiring, and training complete the staffing process. Again, all expectations of staff and volunteers must be clearly identified and a training curriculum developed that assures that staff and volunteers will have the necessary knowledge and skills to do the job effectively and provide quality care for the youth placed in their care. Without competent, dedicated, and well-trained staff and volunteers, a juvenile holdover program will not be successful. As the Latin phrase “sine qua non” (without which, nothing) implies, if good staff are not in place, if they are not appropriately trained, and not appropriately supervised, the juvenile holdover program will be nothing, if not literally, then at least figuratively.
CHAPTER 9
Assuring Your Success
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Introduction
This chapter includes several tools to assist with the strategic planning process. They are designed to guide program planners through the steps necessary to design, develop, and implement a new juvenile holdover program. Just as each program will be unique to the needs and resources of each jurisdiction, the specific planning process of each jurisdiction also will be unique. Use these tools as examples and aids in any manner in which they might be helpful and do not feel that they must be used exactly as presented. 
The tools included in this chapter are:
· Juvenile Holdover Program Planning Checklist
· Juvenile Holdover Program – Flow Chart
· Sample Program Development Goals and Tasks
· Activity 1 Worksheet: Defining the Problem
· Activity 2 Worksheet: Strategic Planning
· Activity 3 Worksheet: Implementation Plan
· Sample Law Enforcement Survey
Juvenile Holdover Program Planning Checklist
The JHP Planning Checklist identifies design, implementation, and operational issues developed from each chapter in this manual. The purpose of the checklist is to be certain that each area has been considered and that the responses are beneficial to the planning process. Completion of the checklist and the relevant steps outlined in the manual will assist in planning process for each community. Answering each question will help ensure the successful design and implementation of a juvenile holdover program. 
JUVENILE HOLDOVER PROGRAM PLANNING CHECKLIST
Chapter 1 – Overview of Juvenile Holdover Programs (JHP)
· Has a solid understanding of the concepts of a juvenile holdover program been developed?
[image: image1.png]


Have community problems been identified that could be addressed by a short-term holding program?
[image: image2.png]


What community alternatives to secure detention are available in the community? 
[image: image3.png]


Are current detention needs being met?
[image: image4.png]


Is there a need for a short-term holding program in your community?
[image: image5.png]


Are juvenile detention services in your community in compliance with the JJDP Act? 
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Chapter 2 – Beginning the Planning Process: Defining the Problem
(For additional assistance use Activity 1 Worksheet, provided later in this chapter).
· Is there a gap in the current system and an identified need for a short-term holding program?
[image: image6.png]


Has a needs and resources assessment been completed?
[image: image7.png]


Have law enforcement officers been surveyed?
[image: image8.png]


What information needs to be gathered?
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What are the possible sources for this information?
[image: image10.png]


How will this data be collected, organized, and stored?
[image: image11.png]


How will the results be shared and used?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have the key stakeholders been identified?
[image: image12.png]


Who are the key stakeholders?
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Who is most likely to support the JHP?
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Who is most likely to be opposed the JHP? 
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What is the benefit of a JHP to each stakeholder?
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What does each stakeholder have to contribute to the JHP?
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What is the strategy for approaching each significant stakeholder?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has a public policy review been conducted?
[image: image18.png]


What policies were reviewed?
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What is the relevance of each of these public policy areas to the design and development of the JHP?
[image: image20.png]


What resources have been identified that already exist?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has an initial planning group been identified or formed?
[image: image21.png]


What is its mission and assignment?
[image: image22.png]


Who will the members be and how will they be selected?
[image: image23.png]


How will the group be representative of the diversity of the community?
[image: image24.png]


What is the authority of the program planning group? 
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Chapter 3 – Strategic Planning: Developing a Program Framework
(For additional assistance use Activity 2 Worksheet).
· Has the primary purpose of the program been identified?
[image: image25.png]


What is/are the most critical need/s to be addressed by a JHP?
[image: image26.png]


Does the purpose statement clearly identify the goal and function of the program for potential referral sources?
[image: image27.png]


Has input from significant stakeholders been considered?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has a program purpose statement been formulated?
[image: image28.png]


What are the needs or deficiencies of the community being addressed?
[image: image29.png]


Which needs and deficiencies can be realistically addressed?
[image: image30.png]


What general types of services will be provided?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have program goals been developed?
[image: image31.png]


Have the program goals been developed from the program purpose statement? 
[image: image32.png]


What needs and deficiencies do the goals address?
[image: image33.png]


Have the goals been characterized as short-term and long-term?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have measurable outcome objectives been established for each goal?
[image: image34.png]


Do the objectives specify how each goal will be accomplished?
[image: image35.png]


Has a baseline and target outcome been established?
[image: image36.png]


Have the data elements to be used been identified?
[image: image37.png]


Has an evaluation time frame been established for each objective?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has an evaluation plan been developed?
[image: image38.png]


What are the key elements of the process evaluation plan and how will it be used?
[image: image39.png]


What are the key elements of the outcome evaluation plan?
[image: image40.png]


Who will conduct the evaluation?
[image: image41.png]


What is the design of the management information system to be used?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have early program design decisions been made?
[image: image42.png]


What are the key program elements to be included?
[image: image43.png]


What are the key system relationships that have been identified?
[image: image44.png]


What is the legal basis for the authority to establish the program?
[image: image45.png]


What administrative options have been identified?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has an action plan for implementation been completed?
[image: image46.png]


Have goals, task/activities, person responsible and target due dates been established? 
[image: image47.png]


What is the overall planning time frame and schedule?
[image: image48.png]


Who will manage key implementation tasks?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has a funding plan been developed?
[image: image49.png]


What start up costs have been identified?
[image: image50.png]


What options are available for funding the start up period of the program?
[image: image51.png]


What will be the cost of the operating budget?
[image: image52.png]


What options have been identified for sustained operating funding?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have administrative policy issues been discussed and finalized?
[image: image53.png]


Has an organization been selected to serve as the fiscal agent for the JHP, or will the program be self-standing or contracted for services? 
[image: image54.png]


Have public agencies, governmental units, and not-for-profit agencies been identified as possible program partners?
[image: image55.png]


Who will handle the ongoing public education and awareness for the program?
[image: image56.png]


Who will respond to questions from the media about specific youth or incidents?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Chapter 4 – Legal Issues
· Has the appropriate legal authority been established? 
[image: image57.png]


What is the legal authority for the establishment of a juvenile holdover program?
[image: image58.png]


Has the legal authority to hold a child in care or custody been established?
[image: image59.png]


Are there different sources for legal authority for different segments of the potential target population?
[image: image60.png]


Are any new legislation, rules, or licensing standards needed? If so, what is the plan to effect these changes?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· What regulatory agencies will have authority over the program? For example:
[image: image61.png]


Licensing.
[image: image62.png]


Child care standards of care.
[image: image63.png]


Probation and parole supervision.
[image: image64.png]


Fire and safety inspections.
[image: image65.png]


Zoning and use permits.
[image: image66.png]


Other.
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have confidentiality issues been thoroughly researched and addressed?
[image: image67.png]


Has a policy and plan been developed to protect the identity of the youth?
[image: image68.png]


What policies and supporting procedures will be developed to protect the confidentiality of the information relating to youth (data privacy)?
[image: image69.png]


How will the rights of the youth be protected?
[image: image70.png]


How are the health and safety of youth and staff protected by written policy and procedure?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have administrative policy issues been identified? 
[image: image71.png]


What interagency memorandums of understanding are needed to provide clear delineation of responsibilities, polices, and procedures?
[image: image72.png]


What type of public information policy is needed?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Chapter 5 – Identifying an Appropriate Target Population
(For additional assistance review and complete Activity 1 Worksheet, provided later in this chapter.)
· Has a target population for the program been clearly defined?
[image: image73.png]


Who are the children and youth that the program is intended to serve?
[image: image74.png]


What offense-based restrictions will apply?
[image: image75.png]


What are the demographic characteristics of the defined target population?
[image: image76.png]


Can the program realistically provide complete and competent services to the population defined?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have formal admissions criteria been developed?
[image: image77.png]


Who is included in the criteria?
[image: image78.png]


Who is excluded by the criteria?
[image: image79.png]


Has a screening and/or assessment process been created?
[image: image80.png]


Have admissions criteria been formalized in the form of written policy?
[image: image81.png]


Has a plan been developed to serve those youth not eligible for admission to the JHP?
[image: image82.png]


Who reviews the decision to take a youth into custody and determines the legality of continuing to hold the youth?
[image: image83.png]


Who has final admission decision authority?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have potential referral sources been identified?
[image: image84.png]


Who are anticipated to be the primary referral sources?
[image: image85.png]


Have they been invited to participate in program development as key stakeholders? 
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Chapter 6 – Program Design
· Have referral, intake and admission policy and procedures been developed?
[image: image86.png]


What agencies may refer or deliver youth to the program?
[image: image87.png]


How will referring agencies be educated regarding the program?
[image: image88.png]


What kind of mechanism will be in place to maintain contact and secure input and feedback from referral sources?
[image: image89.png]


What is the referral and intake process?
[image: image90.png]


How are inappropriate referrals to be handled?
[image: image91.png]


Have referral and intake forms been designed?
[image: image92.png]


What is the policy and procedure for notification of parents?
[image: image93.png]


What is the policy and procedure for notifying others?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has an intake screening protocol been established?
[image: image94.png]


What will be included in the screening protocol?
[image: image95.png]


Will there be a prescreening or intake stage? If so, how will it work?
[image: image96.png]


What instruments or forms will be used in the screening?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has an intake policy and procedure been developed?
[image: image97.png]


What is the orientation procedure for new admissions?
[image: image98.png]


What is the policy and procedure for searches?
[image: image99.png]


What is the policy and procedure for handling personal property?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has a record keeping policy and procedure been established?
[image: image100.png]


What official documents will be established and how will they be maintained and utilized?
[image: image101.png]


What will be recorded in the program log, by whom, and how will the information be used?
[image: image102.png]


When will incident reports be required and what information will they contain?
[image: image103.png]


Who will have access to program records?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have guidelines for supervision of youth in care and custody levels been established?
[image: image104.png]


What level/s of security will be provided? How will this be accomplished?
[image: image105.png]


How will a youth be protected from intimidation or harm by other youth?
[image: image106.png]


What are the standards for how supervision is provided?
[image: image107.png]


Have unique gender issues been addressed?
[image: image108.png]


How many staff will be required to operate the program?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has a program plan been prepared?
[image: image109.png]


What is the purpose of programming for this facility?
[image: image110.png]


How will meals be provided?
[image: image111.png]


How will the educational needs of the children be met?
[image: image112.png]


How will the recreational needs of the children be met?
[image: image113.png]


How will the social interaction needs of the children be met?
[image: image114.png]


How will the competency development needs of children be addressed?
[image: image115.png]


How will the safety and security of the children and staff be assured?
[image: image116.png]


What is the policy regarding phone calls and visits?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have program policies and procedures for implementation been developed?
[image: image117.png]


Has a de-escalation policy and procedure on the use of restraints been developed?
[image: image118.png]


Has a policy and procedure to comply with the duty to report child abuse been developed?
[image: image119.png]


How will medical emergencies be handled?
[image: image120.png]


Have program rules been formulated? 
[image: image121.png]


Has a grievance procedure been formulated?
[image: image122.png]


Has a policy and plan been developed for handling allegations of staff misconduct?
[image: image123.png]


Have transportation needs and issues been identified and addressed?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Will referrals for outside services be made? 
[image: image124.png]


Under what circumstances will referrals be made?
[image: image125.png]


To whom will the referral be made?
[image: image126.png]


Who will make the referrals?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has a discharge policy and procedure been developed?
[image: image127.png]


Who will authorize release?
[image: image128.png]


To whom should a child be released?
[image: image129.png]


What documentation of release activities will be maintained?
[image: image130.png]


What routine follow-up to releases will be taken?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Will any program enhancements be established at the initiation of the program?
[image: image131.png]


What enhancements are anticipated?
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What planning and preparation has been completed to carry out these enhancements?
[image: image133.png]


What future enhancements are anticipated or desired?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Chapter 7 – Site and Facility
· Where will the program be housed?
[image: image134.png]


Is the site easily accessible to those who need to get there?
[image: image135.png]


What space and function needs have been identified?
[image: image136.png]


How will privacy issues be addressed?
[image: image137.png]


What amenities will be needed?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Who owns the facility now? Will it be purchased, donated, or leased? By whom?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· What furnishing and equipment will be needed?
[image: image138.png]


Who will purchase/own the equipment and furnishings?
[image: image139.png]


Who will maintain the facility, furniture, and equipment?
[image: image140.png]


Who will insure the facility, furniture, and equipment?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have all relevant safety and security issues been issues been identified and addressed?
[image: image141.png]


Office of Safety and Health Administration (OSHA)
[image: image142.png]


American with Disabilities Act (ADA)
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Chapter 8 – Staffing and Training
· What options for staffing the JHP have been identified?
[image: image143.png]


Will a host agency provide administrative support or staff? 
[image: image144.png]


What decisions have been made regarding existing agencies and staff?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Have potential roles for staff been identified?
[image: image145.png]


What are the paid staff roles?
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What are the unpaid staff roles?
[image: image147.png]


What roles have been identified for students and interns?
[image: image148.png]


Have qualifications been established for each position?
[image: image149.png]


Have job descriptions been developed for each position?
[image: image150.png]


Have strategies for recruiting staff been developed?
[image: image151.png]


Who will be responsible for hiring decisions?
[image: image152.png]


Has a plan for completing reference and background checks been developed?
[image: image153.png]


What are the expectations for supervision and support of staff?
[image: image154.png]


Will consultants be used? If so, how?
[image: image155.png]


Have strategies been developed for staff retention?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
· Has a plan for staff training and development been developed?
[image: image156.png]


What is/are the purpose/s of staff training?
[image: image157.png]


What topic areas have been selected for inclusion in orientation and preservice training?
[image: image158.png]


What topic areas have been selected for inclusion in continuing in-service training?
[image: image159.png]


What strategies have been developed for delivering training?
Action Steps:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Juvenile Holdover Program – Flow Chart
Flow charts provide program planners and staff with an excellent opportunity to visualize the relationship between individual program components and the steps from beginning to end. An example of a juvenile holdover program flow chart is provided in Figure 9-1.
	Figure 9-1: 
Juvenile Holdover Program – Flow Chart
A law enforcement officer stops a youth and determines that the youth should be cited/ charged with an offense; for example, minor in possession of alcohol. After the appropriate paper work is completed, the officer then has the following choices: Release youth to parent or other responsible adult.
· Transport to juvenile detention center.
· Place youth in a short-term holding program (juvenile holdover program) and return to duty.
· Youth is detained by law enforcement and taken to a JHP when the officer is unable to contact the parents of the youth.
· Admission process obtains the following information to determine if youth is appropriate for placement in the juvenile holdover program: 

· Background information on youth.
· Contact information for parents or other responsible adults.
· Risk assessment.
· Medical assessment.
· Mental health assessment.
· Record check.
· Current supervision status (on probation or under social services). 
 

· If youth is admitted to the JHP, additional case information is obtained and the youth is monitored until released. Youth may be monitored or supervised in the following manner: 

· Visual observation.
· Electronic observation.
· Combination of visual and electronic.
· Youth attendant provided one-on-one supervision (JHP). 
· The youth remains in the JHP until: 

· Released to parent, guardian, or other family member.
· Appears in juvenile court.
· Transported to juvenile detention facility.
· At the time of discharge, JHP prepares a contact report and refers the youth to: 

· County attorney, or State’s attorney for determination of charges to be filed.
· Diversion program.
· Teen or youth court.
· Community agencies for mental health or substance abuse treatment.
· Counseling or other community family services.
· Once the youth has been discharged from the JHP, the requirements for one-on-one supervision of the youth have been completed. The program may continue to provide case management services in the following ways: 

· Maintain contact with youth and family until the youth appears in court.
· Assist family in arranging mental health or substance abuse counseling or treatment.
· Complete holdover records with record of adjudication, or referrals.



Sample Program Development Goals and Tasks
Table 9-1 provides a sample listing of goals and tasks to be considered during the development of a juvenile holdover program. As previously indicated not all goals and tasks will be listed but careful consideration should be given to the issues identified.
Table 9-1: Sample Program Development Goals and Tasks for the Implementation of a Juvenile Holdover Program (JHP)
	GOALS
	TASKS
	RATIONALE

	Develop plan for organizing and cultivating the support of juvenile justice agencies and the community.
	· Research JHPs and gather information on various programs.
· Secure support from key stakeholders (e.g., juvenile court judge, law enforcement, juvenile probation)
· Identify additional community stakeholders.
· Develop preliminary information packet.
· Determine community organizations or Justice system agencies to which presentations about JHP could be made.
	JHPs benefit State and localjustice agencies and are operated by various groups within the community with or without additional State administrative assistance. 
As in any community-focused Program, the involvement and support of the community is essential throughout the conception, development, and life of the JHP to assure the delivery of effective services A's the financial security of the program.

	Form task force or advisory committee
	· Initiate contact with key stakeholders. 
· Recruit members with knowledge and sails needed during the development and implementation process. 
· Develop action plan for program development and implementation.
· Create subcommittees to address specific issues (e.g. target population, referral procedure, training, case management).
· Conduct thorough needs and resources assessment.
	Involving representatives from various areas of expertise helps bring fresh and diverse perspectives to the development and implementation process, thus yielding more reliable and credible information on which to build a foundation. Tasks can be divided and distributed among committee members, allowing an opportunity for more contacts to be made and more resources in the community to be discovered.

	Determine the function, program model, and referral sources of the JHP and design the procedural process.
	· Determine if the JHP will be secure, nonsecure, or a combination program.
· Determine referral sources.
· Develop organizational protocol.
	By determining the function, program model, referral sources, and procedural process of the JHP’s program organizers and staff will be able to:
· State primary purpose. 
· Determine services necessary to complete the purpose.
· Solicit input from stakeholders 
· Design sequence of events from intake to discharge.

	Develop a program purpose, goals, and objectives.
	· Determine deficiencies or areas of need in community that can be addressed by JHP.
· Brainstorm what JHP should do and develop purpose.
· Develop program goals based on purpose.
· Develop program objectives that are specific, measurable, and results-oriented
	The development of a program purpose, goals, and objectives provides a foundation upon which other program elements can be defined (e.g., target population, program services). Carefully articulated goals and measurable objectives offers agencies a mechanism that can help programs:
· Remain focused purpose of JHP. 
· Evaluate results. 

	Determine offender target population and referral process.
	· Solicit input from stakeholders and core justice workgroup.
· Identify current secure detention population.
· Identify current alternatives to secure detention.
· Identify any guidelines and constraints (e.g., statute or agency policy)that can affect the types of cases that can be referred the JHP instead of secure detention.
· Identify impact of status offenses or children in need of care.
· Identify referral sources.
· Establish referral criteria and develop referral form.
· Inform and educate referral sources.
	JHP’s could be used with any type of offender. Levels of security, types of offenses, and the need for secure or nonsecure detention would have to be determined. To remain focused and deliver effective services, a holdover program should clearly define the target population it is designed to serve and establish a referral mechanism that will ensure it receives appropriate cases.

	Determine location of JHP
	· Examine purpose and organization’s structure.
· Locate space that is compatible with purpose and structure. 
· Determine security issues
· Determine needs for furnishings.
· Determine how meals will be provided.
	It is essential that JHP’s are located in a facility that is compatible to the purpose of the program. If the program is identified as a nonsecure or staff. secure program then it should be located in a similar type of facility.

	Design program services 
	· Solicit input from stakeholders and core justice work group.
· Examine needs of youth, referring agencies and the community.
· Design staffing process, including use of volunteers or on-call staff.
· Develop or select Risk Assessment Instrument.
· Establish admission criteria. Design intake form.
· Design services for youth during stay education, crisis intervention).
· Determine discharge criteria.
· Design referral format to community agencies, (i.e., substance abuse, mental health)
· Develop procedure for transfer of contact information to State’s attorney or other agency for determination of diversion, further prosecution or transfer to secure detention center.
	The nature of the JHP allows for considerable flexibility and relativity in determining the types of services that can be offered. JHP’s should strive to implement services that will offer maximum benefits to juvenile offenders, including opportunities for prevention and early intervention programs, while still adhering to the goals of the in holdover (i.e., meals, recreation, program. By collaborating and coordinating with other service providers in the community, JHPs can: 
· Compensate for time and budgetary constraints of the JHP.
· Increase intervention opportunities by making informal referrals to community organizations and agencies.
· Provide intake and assessment services to coordinate community alternatives. 

	Plan staff needs
	· Develop job descriptions and application process.
· Develop method for evaluation of staff performance.
· Recruit and hire staff.
	Designate a local coordinator to assure program accountability, and coordinate the operations and services of the program for staff and volunteers.

	Develop a management information system (MIS) and effective case management practices 
	· Establish a system for maintaining case files and program records.
· Determine the type of information to be kept on juveniles.
· Establish intake process.
· Establish discharge process including transfer of case material.
· Develop program forms. 
	Effective MIS and case management practices can help assure program accountability and integrity and provide a means for tracking data that can be useful in future programevaluation and funding requests.

	Recruit volunteers or on-call staff
	· Determine what duty is necessary for volunteer or on-call staff to perform.
· Develop job descriptions
· Design on-call protocol.
· Develop application and screening process.
· Identify sources for recruiting volunteers.
· Determine strategies and methods for recruiting volunteers.
· Establish strategies for sustaining volunteer support.
	Administrative as well as youth attendants will be required to perform the functions of JHPs. Depending upon the size of the program the staff may be ermanent, on-call, or volunteer. Regardless of the status of person performing the job, the job duty must be rewarding for the individual and beneficial to the youth and the community.

	Develop preservice and in-service training for staff and volunteers
	· Select training topics for preservice training.
· Develop training program for all staff and volunteers prior to providing youth attendant care.
· Deliver training.
· Evaluate training needs.
· Select training topics for continued in-service training for staff and volunteers.
· Develop in-service training program
	Expectations for job functions must be clearly identified and a training curriculum developed which assures that staff and volunteers will have the necessary knowledge and skill to do the job effectively. 


Activity Worksheets
The following three activity worksheets will assist program planners in strategic planning and structuring their planning activities in a step-by-step process that will provide a useful product when completed. 
· Activity 1 Worksheet: Defining the Problem – assists in defining the specific community problem, the data that needs to be collected, the identification of key stakeholders, and defining the target population.
· Activity 2 Worksheet: Strategic Planning – assists in the formulation the purpose statement for the program and the initial formulation of goals and objectives.
· Activity 3 Worksheet: Implementation Plan – upon completion of the strategic planning process the third worksheet assists in establishing an action plan for program implementation.
Activity 1 Worksheet: Defining the Problem
Instructions: As a group, multiple groups, or as an individual complete the following questions.
· What is the problem?
Describe how the current system operates when parents/guardians cannot be located by law enforcement officers.
______________________________________________________________________________
______________________________________________________________________________ 
Describe the benefits of the current system.
______________________________________________________________________________
______________________________________________________________________________ 
Describe any problem areas or suggested areas of change.
______________________________________________________________________________
______________________________________________________________________________
Needs Assessment
Indicate the type of statistical data you would like to collect to demonstrate and define the need for a juvenile holdover program and from where you can obtain that data.
	Type of Data
	Potential Source(s) of Data

	Number of juvenile DWI/DUI/ or zero tolerance arrests
	 

	Number of juvenile detention days
	 

	Types of offenses causing detention 
	 

	Cost of detention/per day
	 

	Average length of stay in detention
	 

	Number of hours spent transporting youth to nearest secure detention facility
	 

	Amount of overtime paid to law enforcement officers for transporting or staying with youth
	 

	Number of status offenders detained in jail or juvenile detention
	 

	Number of juveniles detained for offenses that did not need secure detention
	 

	Number of juvenile contacts involving alcohol/drugs that resulted in warn and release
	 

	Average amount officers time spent waiting for parents to arrive 
 
	 


Key Stakeholders
Stakeholders are individuals or agencies who could be of assistance to a program or be assisted by a program. Identify potential key stakeholders that could be of benefit to the juvenile holdover program or that could benefit from the program. Indicate how they would be of assistance by establishing policy, providing funding, or providing support. 
	Stakeholder
	Policy
	Financial
	Need to Know

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


· Appropriate Target Population 

The following four questions will assist to define the target population.
· What are the unmet or under-served populations in this community?
· What options are already available and whom do they serve?
· What opportunities for collaboration are available and how can they be enhanced?
· What new opportunities does a juvenile holdover program create?
The application of these questions to the information collected from the needs assessment will provide the identified needs of your jurisdiction. Based upon the identified needs of the jurisdiction, define the appropriate target population including, age, gender, and geographic service area.
Activity 2 Worksheet: Strategic Planning
Instructions:
Brainstorm what you would like to see the juvenile holdover program do or accomplish within your jurisdiction (e.g., provide law enforcement officers a place to transfer custody, 24/7 coverage, etc.). 
Look over your list of what you want the program to accomplish and develop the initial draft of a program purpose with three program goals that would relate to your vision. Keep in mind that you can create long- and short-term goals.
Develop at least one measurable (quantifiable and time specific) objective for each goal.
Program Purpose
What would you like the juvenile holdover program to accomplish?
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
A clearly articulated statement identifying the primary purpose of the program will assist agencies in remaining focused on achievable and congruent goals. The purpose statement for any program, like an agency mission statement, should clearly state the primary purpose of the program and the population for whom it is designed. It also should include a brief and general description of the services it will provide. 
From the list of what you want the JHP to accomplish, draft an initial program purpose: 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
Program Goals
Program goals are broad statements that map out what the program hopes to accomplish. Goals should focus on what the program wants to accomplish, be based on a prioritized need, and differentiate between long- and short-term goals. A long-term goal should clearly state the objectives of the program and the short-term goal should identify the steps needed to accomplish the goal. The measurable objective specifies how the goal will be achieved and includes a quantifiable and time specific method for evaluating results. See Figure 3-2, in chapter 3, “Strategic Planning: Developing a Program Framework,” for sample goals and objectives.
List at least three program goals (short-term and long-term) with at least one measurable objective for each goal. 


Program Goal 1:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
Measurable Objective:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________


Program Goal 2:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
Measurable Objective:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 


Program Goal 3:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
Measurable Objective: 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
Activity 3 Worksheet: Implementation Plan
Instructions:
Upon completion of the strategic planning process and the program design, an action plan or work plan leading to program implementation must be developed and initiated. An action plan articulates each program objective and breaks that objective into specific tasks and activities that must be completed to accomplish it. These are concrete steps that must be accomplished in order for the program to become operational. The key elements of an action plan include: 
· Goal.
· Task/activities.
· Persons/entities responsible for completing tasks.
· Target due dates for tasks.
· Resources available or needed. 
Draft an action plan indicating tasks to be accomplished in developing a juvenile holdover program. Follow the sample action plan format provided in Table 9-3, or use an action plan of your own design. To simplify the action planning process, program organizers may choose to begin with an initial action plan identifying first steps, tasks that need to be completed within the first 90 days. Afterward, additional tasks can be added to the initial action plan to encompass the full development and implementation process. Be sure to assign responsibility and deadlines, and keep a check on your progress. 
· Are deadlines being met? 
· What obstacles/barriers are being encountered?
· How can obstacles/barriers be addressed? 
· What adjustments to the action plan need to be made?
Table 9-3: Sample Action Plan Format
	Goal
	Tasks/ Activities
	Responsible Parties
	Target Due Dates
	Resources Available/ Needed

	Conduct needs and resource assessment
	Determine the type of information to be gathered 
	Needs assessment subcommittee
	Jan 31, 2____
	Input from appropriate key stakeholders

	
	Identify possible data sources/ definitions
	Needs assessment subcommittee of data
	Jan 31, 2____
	Access to law enforcement records, juvenile court records

	
	Review public policy
	John Jacobs and Kathy Porter
	Feb 28, 2____
	Legislation, State regulation, local policies and procedures

	
	Establish a mechanism for collecting, organizing, and storing data.
	Jack Turner
	Feb 28, 2____
	Forms, computerized system

	
	Determine how results will be used
	Needs assessment committee
	Mar 1, 2____
	

	
	Collect and compile data
	Jack Turner, John Jacobs and Kathy Porter
	Mar 31, 2____
	

	
	Report information
	Deeds assessment committee
	Aprt 15, 2____
	


Law Enforcement Survey
Law enforcement agencies and officers have been identified as key stakeholders in a juvenile holdover program. The following is a sample of a survey form that could be used to solicit input from this critical segment of the stakeholder community. This concept could also be utilized and the form appropriately modified to solicit input from other segments of the community such as schools, juvenile court, juvenile probation, and social service providers in the community.
Juvenile Holdover Program
Sample Law Enforcement Survey Cover Letter
To determine if a juvenile holdover program would be beneficial to law enforcement officers in this community, your assistance in completing the following survey would be appreciated. 
A juvenile holdover is described as a pretrial, short-term holding program for juveniles detained by law enforcement officers. The juvenile may not meet the criteria for secure juvenile detention but supervision is necessary until: 
· A parent, legal guardian, or other responsible adult can be located.
· The youth appears in court.
· Transportation is available to a juvenile detention facility that is not located in the immediate area. 
Background
Enforcement of alcohol-related laws, such as zero tolerance, minor in possession, and driving under the influence, as well as curfew violations, assault, theft and other crimes committed by juvenile offenders can be problematic for law enforcement officers. This is especially the case in rural areas of the United States, where law enforcement officers often are faced with the dilemma of what to do with juveniles once they are detained if no parent, legal guardian or other responsible adult can be found, and there is no juvenile detention facility in the immediate area to which the youth can be easily transported. If these laws are to reach their maximum level of effectiveness, communities must have mechanisms in place to ensure they are enforced. 
Juvenile holdover programs can provide jurisdictions with limited resources a means for encouraging the enforcement of underage drinking laws, a place to hold status offenders and other nonviolent delinquent youth until parents are located or until the youth appears in court. To be effective, however, juvenile holdover programs need to be cost-effective, easily accessible to law enforcement officers, and staffed by trained attendants. 
Please take the time to answer the following questions to help determine if a juvenile holdover program would be beneficial to law enforcement officers in this area. 
Thank you for your assistance.
Sample Law Enforcement Survey
The following survey questions apply only to law enforcement contact with juveniles. 
Please return survey to: __________________________________________________
Not later than: _________________________________________________________
1. During the past year, how many times has it been necessary for you to stop a juvenile for an alcohol-related offense such as underage drinking, minor in possession, or driving while intoxicated?
[image: image160.png]


50 + times
[image: image161.png]


26 – 50 times 
[image: image162.png]


10 – 25 times 
[image: image163.png]


10 or fewer times
2. When a youth was arrested for an alcohol-related offense, shoplifting, curfew violation, assault, theft, or committing other minor offenses during this past year, did you normally (Check all that apply):
[image: image164.png]


Try to contact the parents
[image: image165.png]


Release the child to the parents
[image: image166.png]


Hold the youth for a court appearance
[image: image167.png]


Release the child with a notice to appear in court
[image: image168.png]


Place the youth in a secure detention facility 
[image: image169.png]


Other (Specify _________________________________________) 
3. During the past year, have you been faced with a problem of (Check all that apply):
[image: image170.png]


Being unable to find a parent or other responsible adult
[image: image171.png]


Holding a youth in an adult jail
[image: image172.png]


Releasing a youth after a warning against your better judgment
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Releasing a youth with a notice to appear 
[image: image174.png]


Placing a youth in secure detention even though the level of security was not warranted 
[image: image175.png]


Other (Specify _________________________________________)
4. If you experienced any of the situations described in questions 1,2, and 3, was extra time required on your part to make alternative arrangements for the youth (s) you have taken into custody? 
[image: image176.png]


YES
[image: image177.png]


NO
a. If yes, on an average, how much additional time is required:
[image: image178.png]


 0–1 hours
[image: image179.png]


 1–2 hours
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 2–4 hours
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 4–5 hours
[image: image182.png]


 5 hours or more
b. Was this extra time required because of (check all that apply):
[image: image183.png]


 other agencies being involved
[image: image184.png]


 unable to contact parent, guardian or other responsible adult
[image: image185.png]


 officer had to sit for extended periods of time with the youth
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 providing transportation to parent or other responsibility party
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 providing transportation to detention
5. Approximately how many times during the past year do you feel you have been placed in a situation that required looking for a place to hold a youth? 
[image: image188.png]


 50 + times
[image: image189.png]


26 – 50 times
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10 – 25 times 
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10 or fewer times 
6. Approximately how many times during the past year do you feel that a juvenile has not been appropriately processed because of the complexities of detaining juvenile offenders?
[image: image192.png]


  50 + times
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26 – 50 times
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10 – 25 times
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10 or fewer times 
7. Are other facilities or programs available in the community to assist law enforcement officers with the placement of youth? 
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YES
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NO
If yes, what facilities or programs are available? 8. If a juvenile holdover program were available and easily accessible to law enforcement officers would you refer youth to the program?
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YES
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NO
a. If yes, please indicate the reasons the JHP would be beneficial to you (check all that apply):
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 It would allow me to refer youth(s) quickly and have less downtime.
[image: image201.png]


 I would be available for other calls.
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 My availability would increase public safety.
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 My availability would increase officer safety.
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 A juvenile holdover would increase community awareness of law enforcement officer involvement with youth.
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 A juvenile holdover program would increase local involvement and ownership of community problems.
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 A juvenile holdover program would provide the least restrictive setting for youth.
[image: image207.png]


 Other: 
b. If no, please indicate the reasons the JHP would not be beneficial to you (check all that apply): 
9. Please feel free to comment regarding the use of a juvenile holdover program and your concern for its development. 
THANK YOU FOR YOUR HELP!
Conclusion
As previously indicated in this manual, each program must clearly identify its key program components, administrative options and the systemic relationships that will provide the foundation for its unique program design. The formulation of a program purpose, goals, and objectives are tangible outcomes of the strategic planning process. The intent of this chapter was to provide program planners with tools to assist with the design, planning, and implementation process. Additional assistance is provided in the appendixes of this manual, which contain a listing of identified juvenile holdover programs, a matrix identifying the elements of the identified holdover programs, examples of assessment instruments, and sample forms for juvenile holdover programs.
 

CHAPTER 10
Celebrating Your Success
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Scenario 10-1: Johnny and Kristy
That’s What It’s All About
It had been raining for about an hour in Pine County – raining hard. The call came in at 10:20 p.m. A keg party had been reported in a cornfield about 12 miles north of the city of Pinecrest. The estimate was that about 60 junior and senior high school students were drinking beer and generally being rowdy. The sheriff coordinated the response, and twelve officers were dispatched. When officers finished up their work in the cornfield, 27 youngsters who were legally intoxicated had been arrested and transported by officers to their homes and turned over to their parents or taken to the sheriff’s office where their parents picked them up. Fourteen, whose field tests indicated that they had not been drinking, were given citations and allowed to leave, and about 25 others had escaped through the woods to their cars and fled. Two other youngsters tried to flee in a car, but the vehicle rolled over three times as the driver tried to drive along a steep hillside to elude a pursuing squad car.
Johnny, age 16, was driving the car. He was injured slightly in the rollover, but responding paramedics determined that he was not seriously hurt, cleaned him up, and turned him over to the officers. Johnny’s blood alcohol count (BAC) was 0.14—well over the legal limit for intoxication.
Kristy, age 13, was a passenger in the car with Johnny. She was not injured but was feeling very nauseous following a night of drinking—her first. She was also very frightened and was sobbing heavily. Her BAC was 0.08.
The police dispatcher called Johnny’s home to have his parents meet them at the sheriff’s office to pick him up, but there was no answer. Johnny said his parents were out of town for a family wedding scheduled for the next day. He wasn’t able to tell officers the name of the relative or the community where the wedding was to take place.
Kristy was able to tell the officer talking with her that she was supposed to be staying with her grandmother. She moved in with her grandmother when her mother went into a chemical dependency treatment center. When the dispatcher called Kristy’s grandmother and explained what had happened and that Kristy was intoxicated, the grandmother said that she wasn’t able to care for her and could not have Kristy in her home in that condition. The grandmother was clearly angry and told the dispatcher that she was tired of taking care of the “brat.”
Two teenagers, intoxicated and under arrest, were in need of a safe place to spend the next two days until juvenile court convened on Monday morning. Fortunately, Pine County had set up a juvenile holdover program about six months earlier to be used in such situations. As Deputy Miller drove the two youngsters back to Pinecrest, he radioed the dispatcher and asked her to contact the on-call intake screener for the juvenile holdover program. When they arrived at the sheriff’s office, Sally O’Brien, a county probation officer, was waiting for them. Deputy Miller filled her in on what had happened at the keg party, and the dispatcher told her about the conversation with Kristy’s grandmother. Sally talked with both Johnny and Kristy and then compared all of the information that she had gathered with the established admission criteria for juvenile detention and alternatives to secure detention. She concluded that both youths were eligible for placement in the juvenile holdover program and could be held until court on Monday morning. She then notified the program coordinator, who was also the assistant director of the county’s social service department. The coordinator authorized Sally to contact two on-call youth attendants – one male and one female. She then arranged with the deputy to have the youngsters transported to the juvenile holdover site. Sally would wait with them there until both workers had arrived and she had completed all of the admissions forms. She also contacted Kristy’s grandmother again, confirmed that the grandmother was unwilling to have Kristy return to her home, and informed her that Kristy would be staying at the juvenile holdover. Sally briefly explained the program and visiting regulations and indicated that one of the youth attendants would call her in the morning with additional information about the program and about court on Monday. She also tried to call Johnny’s home again, but there was still no answer. Johnny still could not recall where his parents had gone for the wedding. She recorded all of this information on each youth’s intake form. 
The site of the Pine County Juvenile Holdover Program was at the Community Memorial Hospital. The hospital had a unit that had been vacant for several years due to a reduction in the use of hospitalization by local physicians. When the planning committee began looking for possible sites for the juvenile holdover program, the hospital administrator, who was a member of the committee, suggested consideration of the hospital’s vacant “D” unit. It seemed very well suited for the needs of a juvenile holdover program. There were eight rooms and a nursing station on the unit. Each room had its own private bathroom with a shower. The door to each room faced the nursing station, and each room was connected by an intercom system so that a youth in the room could contact staff, or staff could initiate contact with the youth. There was a small dayroom that held a couch, several reclining chairs, a TV, and a table with four straight chairs. There was also a small conference room that still contained the necessary furnishings.
The windows were permanently sealed and made of heavy plate glass. Although individual room doors could not be locked, it was easy to attach buzzers so that staff at the nursing station would be immediately alerted if the door was opened. To gain entry to the unit, it was necessary to use the main entrance to the hospital and to pass the main desk in the hospital’s lobby. There visitors could ask to have the receptionist contact the unit. The entrance to the unit was only a short distance down the main first floor hallway of the hospital. It was locked with both the youth attendants on duty and the hospital security guard having keys. This created a location for a combination juvenile holdover program that offered the potential for both a secure and a nonsecure juvenile holdover program, depending upon the need. Youth were not locked in individual rooms, but the unit could be locked when necessary. If a youth on nonsecure status attempted to leave the holdover, the staff would remind the youth that if they left the holdover, law enforcement officers would be called, and when caught, they would be placed in the secure holdover or transported to a juvenile detention facility. Each staff member carried an alarm button which, that pressed, would immediately summon both the hospital security guard as well as the Pinecrest Police Department. Response time for the police department had been less than four minutes on several tests.
If a secure holdover was required, the room was locked and the youth was not allowed to leave the juvenile holdover program until authorized. In addition to back-up staff including the security guard and several trained nursing assistants, the hospital site also provided food, laundry, and maintenance service to the juvenile holdover program. Medical consultation was immediately available on site, and each new admission was given a physical examination by the charge nurse on duty within an hour of their admission. Any medical concerns were referred to one of the hospital’s pediatricians who then did a follow-up examination as soon as possible.
The hospital’s board agreed to lease “D” unit to the county’s social service department for $1 per year for use as a juvenile holdover. Any services utilized, including nursing services, would be billed at cost to the juvenile holdover program. In turn, the juvenile holdover program provided a computer terminal and all other supplies used by the unit.
Kristy and Johnny were brought to the hospital holdover site by Deputy Miller. Sally, the probation officer who conducted screening and admission, arrived at the same time. One of the youth attendants, Anna, had already arrived and had opened up the unit. Two rooms would be used, one on either side of the nursing station. Staff would be located at the former nursing station during the night. Clean pajamas were available for both youngsters. Since each youth’s clothing had gotten very dirty at the muddy site of the keg party, and even dirtier following the rollover crash, their clothes would be washed by a program volunteer. Because both youngsters were still intoxicated, the night charge nurse came to the unit immediately upon their arrival and gave each a brief examination. She determined that both were in good basic health and that their level of intoxication could be appropriately managed by the direct care staff in the holdover. She did request that Kristy be seen by the pediatrician in the morning because she seemed undernourished and had told the nurse that she was afraid because her period was late and she thought that she might be pregnant.
Within minutes, Fred, the other youth care worker, arrived and he and Anna went over the basic expectations of the program with Kristy and Johnny. Realizing both youth were still under the influence of alcohol, the volunteer staff indicated that they would talk more about the program and the expectations with them in the morning. Once both youth were settled in their rooms, Fred and Anna spent the next few minutes completing the intake checklist and personal property inventory for each youth. Once the inventory was completed and confirmed by the youth, the belongings were secured in two locked storage drawers at the nursing station. The staff then completed the log entries describing the intake process and each youth’s responses. 
Johnny fell asleep almost immediately, but Kristy started to cry softly in her room. Anna went in and talked with her and comforted her for almost an hour before she was able to fall asleep. Anna then logged the concerns that Kristy had shared with her during their conversation. It was now 2:30 a.m.
The next morning, two different youth attendants reported for duty. The first two volunteer staff, Fred and Anna, were both local residents who were retired. Anna had been a junior high school music teacher and Fred had been the foreman of the city’s street crew before his retirement. Both had children and grandchildren of their own. Mary and Bob came to the juvenile holdover program at 8:00 a.m. the next morning and relieved Anna and Fred, who would return again that evening and the next evening if needed. Mary worked as a child care worker at a children’s residential treatment center in a nearby community and was available to work at the juvenile holdover program on weekends once per month. Bob had worked in a juvenile correctional institution while attending college and was now working with his father at the family’s hardware store. Bob had enjoyed his work with the young men at the correctional center and was very good at it, according to the center’s director, who had been contacted when reference checks were being completed. Bob wanted to involved with young people and was pleased to be hired as an on-call staff for the holdover program. All youth attendants were paid an hourly wage for their services.
Once Kristy and Johnny were up, dressed, and had eaten breakfast, Mary and Bob reviewed the program again with each of them and began a structured interview. The purpose of the interview was to collect information that might be helpful to the court and social workers or probation officers who might become involved following that initial hearing. They also administered and scored the Problem Oriented Screening Instrument for Teenagers (POSIT).
From the interview information and the POSIT results, Bob was concerned that Johnny had a significant problem with alcohol and suggested in the log that a formal drug and alcohol assessment would be helpful. That afternoon, Johnny’s father, who had returned home and responded to a law enforcement message, called the holdover and Bob filled him in on what had happened. The parents arrived at the holdover about 8:30 that evening and Johnny was released to their custody. Before Bob left, he finished his log entries, including what he had learned and observed about Johnny and his recommendations. He indicated that Johnny had expressed concerns about how often his parents left him alone overnight and that during his parent’s absence was when he did much of his drinking. Bob suggested family counseling and parenting education might be helpful.
Mary also spent a good part of the morning talking with Kristy. Mary called Kristy’s grandmother and talked with her. The grandmother did come to visit that afternoon and Mary talked with her again at that point. Both Kristy and her grandmother indicated that the placement at her grandmother’s home was not working. Kristy felt that her grandmother was resentful of the responsibility being placed on her. She also felt that her grandmother was very angry with Kristy’s mother and was taking it out on her instead. That seemed very unfair to her. Kristy sensed that her grandmother did not want her living with her. The grandmother also expressed concerns about her inability to control Kristy’s behavior and described many situations in which Kristy was defiant and disrespectful, including instances of staying out overnight on several occasions without permission. The grandmother also expressed concern about her own health, stating that caring for Kristy was putting too much stress on her heart condition and that she simply could not take Kristy back into her home. Kristy’s mother was not due to be released from primary treatment for two more weeks and would then be required to spend 90 days in a halfway house before she could return to her apartment and care for Kristy again.
Mary and Kristy discussed Kristy’s concerns about possibly being pregnant. During that conversation, Kristy revealed that she had been active sexually over the past few months with many different partners. She was concerned and sad about her reputation at school. She did indicate that Johnny was one of her true friends who had tried to help her and had not been one of her sexual partners. She had not used any form of protection and thus might have been exposed to sexually transmitted diseases. Mary recorded this information in the medical referral log and the doctor was able to address these issues in her exam with Kristy later in the morning. Both Mary’s interview with Kristy and the POSIT raised a number of red flags about depression. Kristy’s grandmother confirmed these concerns with her description of Kristy’s moods at home. Mary concluded her log entries with a recommendation that a psychological evaluation would be very useful to those working with Kristy. She also recommended that an alternative placement be found for Kristy until she could be reunited with her mother.
What are the benefits of a community juvenile holdover program? In this instance, law enforcement officers had returned to their primary duties within 30 minutes of contacting Sally, the intake screener, and Sally had gone home as soon as the admissions paperwork had been completed. Youth attendants Fred and Anna were awake and supervising Kristy and Johnny in a safe place. Pine County and the community of Pinecrest can and should celebrate its success. This is what a juvenile holdover program is all about.
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