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INTRODUCTION TO THE GUIDE

The use of alcohol and drugs, drinking and
driving, and other high risk and delinquent
behaviors — these are just afew of the serious
issues that face today's young people. Every
year, the age at which children must confront
negative peer pressure and make crucial
decisions, gets younger and younger. The
consequences of their decisions for themselves
and others (i.e., victims and the community) can
be significant. Adolescenceisa pivotal stage of
human devel opment. Sound guidance and
meaningful learning opportunities during this
time period will aid them in becoming
responsible and productive citizens. Therefore,
adolescents should be a primary target of
prevention and intervention efforts.

Traffic safety is one area that clearly illustrates
the effects of adolescent substance use.
Thousands of young people die on America's
highways each year. Many of these fatal
accidents are alcohol- and drug-related. To
address this alarming problem, the National
Highway Traffic Safety Administration
(NHTSA) of the U.S. Department of
Transportation and the Office of Juvenile Justice
and Delinquency Prevention (OJJDP) of the
U.S. Department of Justice are constantly
searching for effective strategies to reduce motor
vehicle crashes, injuries, and fatalities and to
improve highway safety programs in the States.

Recent efforts aimed at preventing and reducing
the numbers of youth involved in motor vehicle
fataitiesinclude:

4 theestablishment of laws increasing the
minimum drinking age to 21 and efforts to
increase enforcement of these laws;

4 public awareness campaigns;

4 theenactment of "zero-tolerance” laws by
the states making it illegal for persons
under the age of 21 to drive with any
measurable amount of acohol in their
bloodstream; and

4 thedevelopment and implementation of a
wide range of prevention and intervention
programs aimed at youth.

These measures hel ped to reduce substantially
(by 59 percent) the number of young people
who were fatally injured in a cohol-related
motor vehicle crashes between 1982 and 1995.
However, acohol and drug use by adolescentsis
increasing, and youth continue to be
overrepresented in highway crashes when
compared with the overall driving population.
The reasons for this are multifaceted. It can be
attributed in part, to the lack of resources
available in many communities to enforce and
respond to the problem of underage drinking
and impaired driving. It also must be
understood, however, that numerous factors
(socia and environmental) impinge upon an
individual's devel opment. These factors can
influence an adolescent’s choices about whether
to engageinillicit substance use and
delinquency. NHTSA and OJIDP recognize that
to address these issues and ultimately reduce the
number of teenage motor vehicle fatalities and
injuries, prevention and intervention strategies
must be both far-reaching, and not focused
exclusively on highway safety.

Teen courts are emerging as a promising
mechanism for holding youth charged with
status offenses, such as acohol possession and
misdemeanor offenses accountable, and for
promoting and providing avenues for positive
development. Teen courts provide jurisdictions
with an alternative method of sanctioning these
youthful offenders, whom the forma juvenile
justice system often ignores due to the need to
focus on more serious offenders. In addition,
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teen courts can mobilize a diverse mix of youth
volunteers for active and constructive
involvement in addressing problems in their
towns and cities. This approach presents
communities with a unique opportunity to teach
young people valuable life skills. It also sends a
strong message to the community (including
other youth) that young people do not condone,
law-breaking behaviors, including underage
drinking and impaired driving.

Developing and implementing teen courts on the
local level requires a coordinated and
collaborative effort among various agencies and
sectors of the community (e.g., law enforcement,
probation, courts, schools, parents, youth). For
teen courts to reach their maximum
effectiveness, guidance is needed in developing
programs that are philosophically sound and
legally defensible. To promote the teen court
concept and provide agencies with this type of
assistance, NHTSA and OJJDP joined with the
American Probation and Parole Association
(APPA) to research teen courts on a national
level and develop this Guide. APPA's strong
juvenile justice focus and close affiliation with
community corrections agencies nationwide
have provided an advantageous avenue for
obtaining and disseminating information about
teen courts.

The main objective of this Guide isto equip
juvenile justice agencies with baseline
information that will aid them in developing,
implementing, and enhancing teen court
programs as aviable alternative for juvenile
offenders in their communities. Aswill be seen
throughout this manual, teen courts nationwide
share many of the same fundamental principles.
However, the manner in which they function in
their day-to-day operations can vary
significantly from program to program.
Program organizers should be aware of the
similarities and differences among programs and
institute a devel opment process to result in a
program that responds to and fulfill the unique
needs of the local youth, juvenile justice system,
and community.

NHTSA and OJIDP hope that this Guide will
encourage more jurisdictions to develop and
implement teen courts as an alternative approach
to traditional juventile justice system processes.
In doing so, communities can begin to address
the problems associated with adol escent
substance use and other misdemenor offenses,
including those related to traffic safety.

American Probation and Parole Association



Chapter 1 Peer Justice and Youth Empowerment: An I mplementation Guide for Teen Court Programs

CHAPTER 1

AN OVERVIEW OF THE TEEN COURT CONCEPT
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INTRODUCTION

Imagine walking into a courtroom where the
defendant and the court officers (i.e., attorneys,
court clerk, bailiff, jurors, and sometimes the
judge) dl are under the age of 19. At first
glance, it might appear asif amock trial was
being conducted. However, in a growing
number of jurisdictions across the nation, thisis
exactly the type of setting and approach being
used to handle minor juvenile cases. Teen
courts, also called youth courts and peer courts,
present an alternative approach to juvenile
justice in which juvenile offenders are sentenced
by ajury of their peers. These programs
simultaneously offer education and "hands-on"
experience in the legal system to the many
community youth who volunteer.

Teen courts can be designed to
address a variety of problem behaviors,
including underage drinking and
related offenses.

The primary purpose of this Guide isto provide
aframework to assist juvenile justice agenciesin
establishing and enhancing teen courts as an
alternative means for responding to the problem
of juvenile crimein their communities. Crime
perpetuated by adol escents presents an immense
challenge to the juvenile justice system and can
have marked effects on the individual youth,
their families, and the community asawhole. A
related issue, and encompassed in the realm of
juvenile crime, is the pervasive problem of
underage drinking and impaired driving among
the youth population and how this problem
affects traffic safety. According to figures
reported by the National Highway Traffic Safety
Administration (NHTSA, 1995) the number of
acohol-related fatalities involving young people
(ages 15-20) has decreased over the past few
years, however, there are still too many young
people dying in acohol-related highway crashes
each year.

Teen courts constitute one avenue for employing
concepts such as positive peer influence,
accountability, competency devel opment, and
youth involvement to offer communities a
prevention and early intervention program. Teen
courts can be designed to address avariety of
problem behaviors, including underage drinking
and related offenses. By the conclusion of this
chapter, readers will be able to

4 discuss why communities should implement
teen court programs,

4 describe how teen courts can be used as a
method for responding to underage drinking,
impaired driving, and other problem behav-
iors of youth;

4 discuss the history and present status of teen
courts from a national perspective; and

4 explain the primary purpose of this Guide.

EXAMINING WHY
COMMUNITIESSHOULD
IMPLEMENT TEEN COURT
PROGRAMS

Young people are our most critical resources for
the future. They also are vital and rich, yet often
overlooked, resources for the community.
Varenhorst (1981) outlines two common myths
concerning adolescents: (1) adolescents are not
quite normal, and (2) adolescents are till
children. Underlying these myths, she explains,
isafamiliar assumption that adolescenceis a
tumultuous and stressful period of life that tends
to be pathological but eventualy will be
outgrown. Other frequently held
misconceptions are that adol escents are not
capable of being responsible, making
appropriate decisions, having a serious thought
or conversation, or handling any type of
independence. These myths and assumptions
are shown to be false when observing and
talking with youth who participate in teen court
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programs. Asthe National Crime Prevention
Council (1989, p.1) statesin "Young Peoplein
Crime Prevention Programs,”

We are faced with a choice: we can focus on
pathologies and delinquencies, or we can
rethink attitudes and myths about adoles-
cence. We can isolate young people, or we
can engage them in activities that decrease
their risk of victimization, give them asense
of stake in the community, and make our
neighborhoods safer, better placesto live.

Adolescence is atime when young people are
developing skills, habits, and attitudes that will
prepare them as they transition into adulthood.
The experiences encountered by youth during
thiscritical phase will help shape the kind of
adults they will become. During adolescence,
youth begin to make their initial decisions about
involvement in potentially dangerous behaviors
such as the use of illicit substances and other
forms of delinquency (Carnegie Council on
Adolescent Development, 1992). Also, itisthe
developmental stage in which drunk driving and
related behaviors are initiated and solidified
(Klepp and Perry, 1990).

Adolescence is a time when young
people are developing skills, habits,
and attitudes that will prepare them as
they transition into adulthood.

Prevention efforts and programs are designed
with the ultimate goa of helping community
members achieve more healthy, responsible, and
productive lifestyles. Prevention begins by

hel ping young people develop more positive
views of themselves, while fostering an
understanding in them that they can have avoice
and influence in solving problems and setting
norms on alocal level (Southwest Regional
Center for Drug-Free Schools and Communities,
nd).

Teen court programs serve adual function. In
addition to providing a mechanism for holding
youthful offenders accountable and educating
youth on the legal system, teen courts also

provide youth in the community with an avenue
for developing, enhancing, and practicing life
skills. Specifically, teen courts

4 help youth realize they will be held account-
able for their problem behavior;

4 educate youth on the impact their actions
have on themselves and others (i.e., victims
and the community);

4 build competenciesin youth by providing
instruction in how the legal system functions
and how to communicate and resolve prob-
lems with peers more effectively; and

4 provide ameaningful forum for youth to
practice and enhance newly devel oped
competencies.

The high level of youth participation that teen
court programs demand affords communities an
opportunity to implement a program that
empowers youth to address the problem of
juvenile crimein their community. It also gives
them a chance to learn new skills; meet and
interact with peers from diverse economic,
social, and ethnic backgrounds; and interact with
positive adult role models. It isthistype of
program and experience that can help youth take
pride and ownership in the health and well-being
of their communities, and it is this sense of stake
in their communities that Calhoun (1988) relates
often is missing for young people. He cautions
that if youth do not see themselves as being
bonded to the social contract that the adult
society adheres to, they will see no reason to
follow it. The skills learned, combined with the
education received on the legal and judicial
system from participating in teen court
programs, can cause youth to rethink their views
on delinquent behavior and lead them to adopt
more prosocia attitudes. This outcome
ultimately can enhance public safety.

Teen court programs also offer an avenue for
mobilizing communities to address the problem
of juvenile crimeon alocal level. Thereis
ample opportunity for active involvement from
various sectors of the community (e.g.,
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businesses, schools, civic and social
organizations) throughout the program. Also,
since the mgority of teen courts require
defendants to perform community service hours
as part of their sentence, many local nonprofit
agencies have a chance to work directly with
youth in meaningful community service (Kaplan
and Chaffee, nd).

INDIVIDUAL AND SOCIETAL
EFFECTSOFADOLESCENT
SUBSTANCE USE AND
DELINQUENCY

The problems of delinquency and the use of
illicit substances by adolescents can have
substantial effects on youth, their families, the
juvenile justice system, and the community. To
address these problems, it is important that
public policy be directed toward implementing
appropriate prevention and intervention
strategies, while also ensuring that youth
develop a stake in the continued success of our
society (Jones and Krisberg, 1994). Before
examining how teen courts can be used to
address problems related to adolescent substance
use and delinguency, the following section will
discuss some of the effects and consequences of
these problems on individual youth and on

Soci ety.

The problems of delinquency and the
use of illicit substances by adolescents
can have substantial effects on youth,
their families, the juvenile justice
system, and the community.

Effects of Delinquency and Substance
Abuse on theIndividual

As Dryfoos (1990) explains, youth who do
engage in early aggressive and antisocial
behavior and delinquency can suffer substantial
negative consequences, both in the short- and
long-term. Youth with conduct disorders often
act out in school and begin exhibiting problem
behaviors early in life. Over thelong-term,

these youth may develop health problems and
encounter obstacles at home, school, and on the
job. Young people who engage in serious illegal
acts often experience trouble in school or they
drop out, have further interactions with the
juvenile justice system, and begin experimenting
with and using illegal substances. Asthey grow
older, they are a a higher risk of criminality,
which can, in turn, lead to incarceration,
substance abuse, marital instability, and severe
problems maintaining and sustaining
employment (Dryfoos, 1990).

In addition to problems associated with
delinquency in general, substance abuse, in and
of itself, also can have profound effects on the
socia, psychological, physical, and cognitive
development of adolescents. Adolescents often
receive mixed messages concerning acohol use,
asit typically isviewed as an accepted part of
socia activity. Added to thisis the problem that
alcohol abuse tends to be minimized when
compared with problems related to other drugs
such as cocaine, anphetamines, and crack
(Nationa Crime Prevention Council, 1991).

The consumption of acohol often is associated
with positive and appealing activities, such as
parties, sports and entertainment events, and
many other leisure pursuits. Also, advertisers of
alcoholic beverages often imply an association
between drinking and amusement, sex,
popularity, and masculine or feminine
attractiveness. According to Klepp and Perry
(1990), the use of acohol often offers
adolescents

4 ameans of gaining independence from
parental control and expressing resistance to
adult authority and traditional norms and
values,

4 acoping mechanism for managing personal
problems;

4 amethod of gaining peer acceptance;

4 an expression of persona values or style,
such as being "experienced" or "cool"; and
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4 asymbol of maturity or adulthood.

However, the habitual use of substances (a cohol
and other drugs) can slow or stop the
development process and can interfere with
youth's capacity for making positive choices and
decisions. It also may affect socia interactions,
alienating many teens from the mainstream of
adolescent subculture. Consequently, they may
avoid common developmental tasks of most
youth, such as dating and devel oping
appropriate socia skills, as their lives become
totally absorbed with their drug use. Youth who
abuse substances also can experience
psychological conseguences such as agitation,
depression, and paranoia (Crowe and Schaefer,
1992).

Substance abuse also can have a severe impact
on cognitive functions. This not only affects
academic abilities, but moral and socia
development as well. Youth may continue to
make behaviora choices based on immediate
consequences rather than ethical principles.
Declining grades, increased absenteeism, and
eventually dropping out of school aso are
consequences for many drug-involved youth
(Crowe and Schaefer, 1992).

There also can be substantial physical damage
suffered by adolescents who abuse substances.
These physica effects can include accidental
injuries, physical illness and infections, possible
overdoses, and even death (Crowe and Schaefer,
1992). The potentia for physical harm and
death becomes apparent when examining the
issue of acohol-related motor vehicle fatalities.

In our culture, the automobileisviewed as a
means of transportation, is often seen as an
economic necessity, and has become a symbol of
status and wealth. For young people, it has
acquired additiona significance. According to
Klepp and Perry (1990) and Stewart and
Klitzner (1990), motor vehicles may represent

4 independence from parents and other adults
upon whom one has depended for transporta-
tion;

4 emerging adult status and equality;

4 status among peers (both same and opposite
Sex);

4 aplaceto engage in private activities (includ-
ing sexud activities) with one or more peers;

4 ameans of demonstrating courage and
bravery, including confrontations with
mortality;

4 away of expressing rebellion; and

4 ameans of seeking thrills.

In addition, a car provides a private place where
alcohol can be consumed by adol escents without
interference from adults (Klepp and Perry,
1990). However, drinking and driving-related
activities, including riding with an impaired
driver, can have tragic effects.

Thefollowing figures are reported by NHTSA

(1995):

4 1n 1994, 6,226 young people (ages 15-20)
died in motor vehicle crashes. Of these
fatalities, 37.6 percent were alcohol-related.

4 During 1994, ayoung person died in atraffic
crash on an average of once every hour
during the weekends and once every two
hours on weekdays.

4 Approximately 50 percent of the fatalities
occurring on weekends were al cohol-related,
compared with 29 percent of fatalities on
weekdays.

While there has been a substantial reduction (56
percent) in the number of alcohol-related motor
vehicle fatalities involving young people, since
1982, far too many youth continueto diein
alcohol-related highway crashes (NHTSA,
1995).

Societal Costs of Crime and
Substance Use

Crime and substance use present a host of
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tangible and intangible societal concerns. The
economic cost of crime and substance abuse are
staggering. According to statistics collected by
the U.S. Bureau of the Census for the U.S.
Department of Justice, over $74 billion was
spent on crimina justicein 1990. Included in
thisamount are costs related to law enforcement,
courts, prosecution and legal services, public
defense, corrections, and other justice agencies
(Bureau of Justice Statistics, 1994). Costs not
represented in this figure, however, are financia
losses experienced by victims of property crime
and lost income and medica expenses incurred
by crime victimswho are injured (McMahon et
al., 1992).

The goal of interventions is to assist
youth in pursuing a path that will lead
to their becoming more responsible
and productive citizens (Dryfoos,
1990),...

Economic costs associated with substance abuse
are more difficult to measure; however, it is
estimated that approximately $165 billion was
spent on alcohol and drug abusein 1990. This
figure includes costs related to treating
substance abuse; losses in productivity as a
result of premature death or the inability to
perform usual activities; and costs related to
crime, destruction of property, and other losses
(Institute for Health Policy, Brandeis University,
1993).

The goa of interventionsisto assist youth in
pursuing a path that will lead to their becoming
more responsible and productive citizens
(Dryfoos, 1990), and substantial economic costs
can ensue when youth are derailed from thislife
path. For most youth, basic support is expected
from parents or public welfare. If thereisan
early onset of drug use and delinquent behavior,
youth's economic dependence may continue into
their adult years. This, in turn, will lessen or
negate their potential earnings and contribution
to society asthey transition into adulthood
(Crowe and Schaefer, 1992). Viewed from a

traffic safety perspective, ayoung fatality or
serious injury resulting from an alcohol-related
highway crash can be particularly tragic when
the years of potentia life lost or the years and
costs of adebilitating injury are considered
(NHTSA, 1995).

There aso are intangibl e costs associated with
delinquency and adolescent substance use that
can be factored into the equation. These include

4 the suffering caused to victims of crime;

4 thedistress imposed on the families and
loved ones of the youth involved; and

4 thegeneral fear that crimeinstillsin the
community.

The emotiona impact of crime can be severe
and longstanding and often can be the most
significant harm victims of crime endure. There
may be initia feelings of shock that then may
progress to overwhelming feelings of fear or
anger. At times, victims even may experience a
sense of guilt, blaming themselves rather than
the offender for the incident. Adding to the
disillusonment for victimsis the fact that many
times the offender's deviant behavior is met with
parental excuses, and the offender is someone
with whom they are acquainted or know well
(American Correctional Association Victims
Committee, 1994; McMahon et a., 1992). All
of thisis compounded when, through no fault
of their own, victims are thrust into a juvenile
and criminal justice system that may not be
equipped to address their needs adequately.

The effects of delinquency and substance use on
families can be devastating. Many youth who
use alcohol and other drugs have at |east one
family member who has a substance-abuse
problem. Habitual use on the part of adolescents
often precipitates a crisisin the family. A
family's preoccupation with a youth perceived to
be a"problem™ can jeopardize a marital
relationship and relationships with other

children in the family (Crowe and Schaefer,
1992).
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The community suffers each timeacrimeis
committed. To thrive, communities must offer
those who live and work within its boundaries a
sense of safety and security. The pervasive fear
that crime instills can sever bonds between
neighbors and force many people to isolate
themselves in their homes. Crime and drug
activity deplete the strength and spirit of many
communities and thoroughly disrupt community
life. Asfear among citizens increases, the use of
public space, participation in civic activities,
conduct of economic and social functions, and
respect for duly constituted authority all
decrease. Thisfear causes physical, fiscal, and
psychic harm to all that isinherent in the
concept of community (National Crime
Prevention Council, 1994).

TEEN COURTSASA METHOD
FOR RESPONDING TO
DELINQUENCY AND SUBSTANCE
USE

Teen courts constitute one avenue for addressing
underage drinking, impaired driving, and other
problem behaviors of youth. Teen courts
emphasi ze concepts such as accountability,
positive peer influence, competency

devel opment, and youth empowerment and
involvement.

Teen court programs offer
jurisdictions a means for holding
youthful offenders accountable for
problem behaviors, including those for
which they previously may have
received little or no intervention.

Holding OffendersAccountable

Teen court programs offer jurisdictions a means
for holding youthful offenders accountable for
problem behaviors, including those for which
they previously may have received little or no
intervention. For example, many jurisdictions
have limited alternatives available for handling
youth charged with a cohol offenses, such as

underage drinking or possession of acohal,
making enforcement of minimum-age-21
drinking laws more difficult or low priority.
Teen courts can be developed to (1) hold youth
accountable by offering opportunities to make
amends for the damage caused through
community service and/or restitution; and (2)
teach youth about the effect their actions have
on themselves, victims, and the community.
However, holding offenders accountable is only
the first step toward ending problem behavior.

Capitalizing on Peer Influence

Teen court programs also attempt to capitalize
on peer influence in the lives of adolescents.
Socia development during the teen years
involves the formation of strong peer relations
for most youth. In addition, research suggests a
correlation between association with delinquent
peers and the devel opment of delinquent
behavior, including alcohol and drug use
(Hawkins et al., 1987; Nowinski, 1990).
However, despite the problems that peer
pressure can elicit, "peer pressure is anormal,
necessary, and healthy part of adolescent
behavior," and it can be used to help redirect and
solve problem behavior (Norem-Hebeisen and
Hedin, 1981, p.29).

Thisis exactly what teen court programs attempt
to do. Because of the high level of youth
interaction that occurs within these programs,
peer influence can surface in many different
ways. For example, rather than being
reprimanded by an adult — such as ajudge,
parent, probation officer, or social worker —
juvenile offenders are held accountabl e through
a sentence imposed by ajury of their peers.
This can help send a strong message to youth in
the community that their peers do not condone
law-breaking behaviors, including the use of
alcohal.

Also, those participating in teen courts (i.e.,
defendants and volunteers) must interact with
youth from diverse economic, socia, and ethnic
backgrounds who have many varying
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viewpoints. This mix of youth can create
conflict in certain situations during activities
such as jury duty, volunteer training sessions,
educational workshops, and socia events
sponsored by the teen court program. However,
it is through their interaction in these same
events that youth can be taught skills to address
points of contention and resolve conflict with
their peers.

Facilitating the Development of
Competenciesin Youth

A critical serviceteen courts provideis helping
in the development of competencies in youth
volunteers and defendants. Teen courts teach
young people life and coping skills and offer a
meaningful forum in which to practice and hone
those skills. Maoney, Romig, and Armstrong
(1988) maintain that developing skillsand
competencies in youth has the most potential for
altering their future behavior for the better. The
skillslearned can aid youth when they find
themselves in situations in which problem
behavior is encouraged and supported (Norem-
Hebeisen and Hedin, 1981).

Skill-building opportunities for defendants and
volunteers occur within the teen court setting
through activities and tasks such as volunteer
training sessions, educationa workshops, the
performance of community service, and through
participation as court officers (i.e., jurors,
attorneys, clerks, bailiffs, judges). Among the
skillsthat can be learned are

4 listening;
4 problem solving;
4 communication; and

4 conflict resolution.

Teen courts a so teach youth how to work and
cooperate with their peers more effectively. In
the end, youth devel op competencies and skills
that can assist them in making appropriate

decisions and in becoming more responsible and
productive contributors to society both in
adol escence and adulthood.

Empowering and Involving Youth

Finally, teen courts provide communities with a
program that allows youth to assume leadership
roles and actively participate in addressing the
problem of juvenile crimein their community.

It isimportant to foster in youth a sense of
having a stake in the future and of caring for the
well-being of their communities. Despite myths
and negative perceptions commonly associated
with adolescents, the Carnegie Council on
Adolescent Development (1992) points out that
young peopl e are capable and want to contribute
to their communities. The Council also asserts
that when allowed to do so, the potential
benefits for both youth and the community can
be substantial.

Despite myths and negative
perceptions commonly associated with
adolescents, the Carnegie Council on
Adolescent Development (1992) points
out that young people are capable and
want to contribute to their
communities.

Youth who volunteer with teen court programs
assume roles that require a great deal of
responsibility. These youth are asked to
determine appropriate sentences for their peers.
Many teen courts aso involve youth in program
management decisions throughout the
developmental and operational stages of the
program. The message of trust this sends to
young peopl e participating in these programs
concerning their ability to fairly judge their
peers and their capacity to offer valid program
management decisions can help increase their
sense of confidence and self-esteem. It also
provides aforum for showcasing to the
community the importance of youth asa
resource.
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There are many advantages to be realized by
jurisdictions that implement teen court programs
as aresponse to problems associated with
juvenile crime in their communities. However,
before devel oping or enhancing a teen court
program, it should be recognized that,
throughout the nation, there is great diversity in
how teen court programs operate. Although they
share many of the same fundamental principles,
the manner in which they carry out their day-to-
day functions can vary significantly.

... it should be recognized that,
throughout the nation, there is great
diversity in how teen court programs
operate.

THE HISTORY AND PRESENT
STATUS OF TEEN COURT
PROGRAMS

Conflicting accounts in the literature create
challenges to tracing the beginning of teen court
programs. Many consider the Odessa Teen
Court Program, located in Odessa, Texas, to be
the first. However, there are reports of teen
court programs in operation prior to the
beginning of the Odessa program in 1983. One
of the earliest programs found in the literature is
the Grand Prairie Teen Court Program, located
in Grand Prairie, Texas, which is reputed to have
begun operating in 1976 (Cadwallader, 1994).
There also are anecdotal reports of a youth court
in Horseheads, New York, that was in operation
in 1968.

Although possibly not the first teen court
program, the Odessa program certainly appears
to be the most widely known and is viewed by
many to be anational model. Natalie Rothstein,
who founded the Odessa Teen Court, was a
strong advocate of holding youth accountable
for their actions before they develop a pattern of
law-breaking behavior. Concerned that the
delinquency problem in Odessa was being
exacerbated by the juvenile justice system's lack

of response to juvenile offenders, she devel oped
the Odessa Teen Court as a diversion program.
Before her death in 1993, Ms. Rothstein actively
promoted the teen court concept. Her
unyielding belief in and support of the program
hel ped spawn an ongoing national movement
toward incorporating teen court programsin
communities (Knepper, 1994).

The number of teen court programsisincreasing
rapidly as people realize the many benefits
associated with these programs and the wide
range of youth they can influence. As of
October 1995, the American Probation and
Parole Association (APPA) had located
approximately 250 teen court programsin 30
states and the District of Columbia (Figure 1-1).

A listing of teen court programs identified

through APPA's research efforts may be found in
Appendix A.

Figure 1-1: Statesin Which Teen Courts Are Located

The shaded areas represent states
that have Teen Court Programs

The operation and administration of teen court
programs vary considerably across the nation,
creating obstacles to locating programs.
According to the Teen Court Program Survey*
administered by APPA in 1994, agencies

11n 1994, APPA conducted a survey to determine the
various ways in which teen court programs operate across
the United States. Responses were received from 68 teen
court programsin 17 states. Results from this survey are
presented periodically throughout this Guide.
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currently operating and administering teen court
programs include

4 juvenile courts, juvenile probation depart-
ments;

4 |law enforcement agencies;
4 private, nonprofit organizations; and

4 schools.

Often, the availability of human and financid
resources, as well asthe position of the person
who became interested in the teen court concept,
drives where these programs are located within a
given community. Table 1-1 shows where these
programs are most frequently located.

Table 1-1: Agencies Operating or Administering Teen
Court Programs

Type of Agency Per cent*
Juvenile Court 29
Private Nonprofit Organization 29
Juvenile Probation Department 17
Law Enforcement Agency 17
School 10
Other (e.g., City Government,
Administrative Office of the

Courts) 22

Source: APPA, 1994
* The total percentage exceeds 100 because some
programs are administered by more than one agency.

Differences aso exist in the functions and
designs of teen court programs. Most teen
courts require defendants to plead guilty prior to
participation in the program and therefore serve
a sentencing function only. However, a small
number of teen courts are structured to
determine guilt or innocence. Regardless of the
function and design of the teen court program,

most programs provide for the dismissa or
expungement of charges against defendants if
they successfully compl ete the program.

For the purposes of this Guide, the various teen
court models have been classified as (1) trid
models or (2) peer jury models. The following
section will summarize these teen court models
and the corresponding variations.

Trial Models

Trial models of teen court programs use youth
volunteersin the roles of defense and
prosecuting attorneys. The word "trial" inthis
context does not necessarily refer to programs
that determine guilt. Rather, it refersto teen
court programs that use youth volunteersin the
roles of attorneys to argue the mitigating and
aggravating circumstances or the facts of the
case. According to research conducted by
APPA, there appear to be three variations on the
trial model.

Trial Moddl A

Trial Model A has youth volunteers serving in
theroles of

4 defense attorneys,
4 prosecuting attorneys; and

4 jurors.

Most of these models aso use youth volunteers
to serve as court clerks and bailiffs. However, in
thismodel, an adult volunteer servesin therole
of judge. Thejudgeistypicaly the only adult
involved in the proceedings, and the judge's role
isto rule on courtroom procedure and clarify
legal terminology. According to APPA's (1994)
teen court survey results, this appears to be the
model most widely used.

Trial Model B

Trial Model B differsfrom Model A in that
youth also servein the role of judge.

10
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Qualifications of youth judges typically include
aminimum level of service as teen court
attorneys, and minimum age requirements.

Trial Model C

The primary differencein Trial Modd C, from
the other teen court modelsisthat there isno
peer jury. The caseis presented by the youth
attorneys to a youth judge(s), who determines
the appropriate sentence for the teen court
defendant.

Peer Jury Models

The main distinction between programs
operating under trial models versus peer models
is that peer model teen court programs do not
use teen defense and prosecuting attorneys.
Instead, they employ apanel of teen jurors who
question the defendant directly. Most have an
adult volunteer servein therole of judge. Some
programs use the peer jury model exclusively,
while other programs use this model for certain
types of cases being heard or for cases involving
younger teen court defendants.

For example, many teen courts in Texas reported
they were having difficulty docketing casesin a
timely manner because of the large number of
referrals being sent to the program. Not wanting
to abandon the trial model of teen court (which
is used by most Texas programs), some
programs designed and implemented a Master
Jury to handle lesser offenses, such as traffic
violations. According to presenters of a
workshop on this topic at the Texas Teen Court
Association Conference in October 1994, a
Master Jury (composed of 6-12 teen jurors) can
process approximately 12 cases per night, as
compared to approximately 4 cases per night
that can be heard under the trial model. This has
allowed programs to continue using the trial
model for more serious cases, while referring
less serious cases to the Master Jury for quicker
processing.

When viewed from a national perspective, there
also isdiversity among programs concerning
issues such as

4 who the program targets for services,

4 how volunteers are recruited, used, and
trained;

4 thetypes of services offered by the program;
and

4 thetypes of sentencing options available to
juries.

These and other issues will be discussed at
length in subsequent chapters. The diverse ways
programs can operationalize the primary
philosophy and principles of the teen court
concept offer each community a means to
develop and implement a program that fits
unique jurisdictiona needs.

PURPOSE OF THIS GUIDE

The primary purpose of this Guide isto provide
juvenile justice agencies with aframework that
will assist them in devel oping, implementing,
and enhancing teen court programs within their
jurisdictions. No one particular program model
for teen courtsis being endorsed. Rather, this
Guide will provide ageneral overview of issues
to consider when progressing through the
program devel opment process. Where
appropriate, examples and descriptions are
provided to illustrate the variety of ways teen
court programs operate. Critical issuesto be
addressed include

4 the development of a program purpose,
goals, and objectives;

4 the determination of an appropriate target
population and referral procedure; and

4 the development and implementation of an
effective program model, services, and case
management practices.

American Probation and Parole Association
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Additiona issues to be covered include staffing,
funding, and program evaluation.

At the conclusion of each chapter (excluding
Chapter 1), checklists are provided to (1)
summarize the material covered in the chapter,
and (2) help guide program organizers through
the decision-making process for the
development of a teen court program.

In addition, a table outlining some of the main
goa s and tasks (and their corresponding
rationales) of the development and
implementation process for ateen court program
may be found in Appendix B. Also included in
Appendix B is a Sample Program Devel opment
Timeline for teen court programs. Readers
should use these tools merely as aguide as to
how tasks can be delineated and sequenced to
help program organizers and staff chart their
progress. It should be noted that the time
needed to complete certain tasks, aswell as the
order in which they will need to be completed,
will vary significantly from jurisdiction to
jurisdiction. More detailed information
concerning the tasks outlined in these resources
can be found in the main text.

Program development is a decision-
making process carried out by
individuals or groups involved in
selecting a plan of action after
considering information and options
gathered from a variety of sources.

Program development is a decision-making
process carried out by individuals or groups
involved in selecting a plan of action after
considering information and options gathered
from avariety of sources. Policies may be
written or unwritten and provide a general

course of action that determines the way specific

decisions are made. Written policies can be
implemented more easily and consistently than
unwritten policies. Written policies are the
result of conscious decision making, while
unwritten policies often are the outcome of a
trial-and-error process. Well-thought-out
policies can aid programs by

4 offering a mechanism for protecting the
agency, staff, clients, and volunteers;

4 clarifying staff and program expectations,
and

4 providing a means for program credibility,
replication, and support.

Agencies should undergo a program and policy
development process that will help evauate
possible options and then select the program
model and procedures that are most suited to the
jurisdiction. It also isimportant to develop
policies that allow flexibility for future changes
and modifications.

It would be impossible, within the parameters of
this document, to highlight the many different
services and practices exercised by teen court
programs nationally. All of these programs take
pridein their ability to respond to the needs and
concerns of their respective communities.
Program developers, staff, and volunteers of
current teen court programs are encouraged to
use the information presented in thisGuide as a
guide and aso to seek advice and assistance
from other teen court programs. Through
thoughtful information gathering and careful
planning, programs can focus on developing or
augmenting a teen court program that will
respond to and fulfill the unique needs of the
local youth, juvenile justice system, and
community.

12
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CONCLUSION

This chapter has outlined some of the benefits of
teen court programs and how jurisdictions can
use teen courts to respond to the problem of
juvenile crime, including a cohol-related
offenses, in their communities. A genera
overview of how teen courts function, when

viewed from a national perspective, aso was
provided. The remaining chaptersin this Guide
will present issues related to devel oping and
enhancing teen court programs in more detail.
Chapter 2 begins laying the foundation by
discussing the necessity of and strategies for
involving the community in teen court
programs.
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CHAPTER 2

ORGANIZING THE COMMUNITY
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INTRODUCTION

There is an increasing awareness that to address
the problem of crimein our country there must
be an integrated response from the government
and the community (Calhoun, 1988). Teen court
programs offer an avenue for engaging the
community in a partnership with the juvenile
justice system to respond to the problem of
juvenile crime by (1) increasing awareness of
the delinquency issues within the local
community, and (2) mobilizing community
members (including youth) to take an active role
in addressing the problem of juvenile crime
within the community.

Teen court programs are administered and
operated by various agencies and organizations
in the community and rely heavily on local
resources. Community involvement and
support is essential throughout the conception,
development, and life of ateen court program to
ensure the delivery of effective services and the
financial security of the program.

At the conclusion of this chapter, readers will
have the knowledge needed to

4 cultivate community support of the program
through the identification of key
stakehol ders,

4 form an advisory committee and/or task force
to assist in program devel opment tasks;

4 determine the types of services teen courts
can access within the community; and

4 sustain community support of the program.

DEVELOPING STAKEHOLDER
PARTNERSHIPS

The success and survival of ateen court program
is partialy dependent on the extent of the
developer’s ability to identify and secure support
(programmatic and financial) from individuals
and organizations that have an interest or stake

in the program. To accomplish this, program
developers must conduct a stakeholder analysis
and solicit advice and input from key persons
(Knepper, 1994). Those identified can provide
valuable assistance and information to teen court
programsin avariety of areas, including

4 assessing needs and resources;

4 deveoping policies and procedures for the
program (e.g. identifying the target
population, referral process);

4 identifying and securing financial and in-kind
support for the program;

4 providing needed services for the program
and its clients (e.g., community service sites,
counseling services, training for facilitators);
and

4 marketing and promoting awareness of the
program.

I dentifying Key Stakeholders

Program devel opers should consider the
following types of questions when conducting a
stakeholder analysis (Crowe and Schaefer,
1992):

4 Whom will this program affect most and
how?

4 Who ismost likely to oppose the
implementation of this program?

4 Who is most likely to support this program?

4 Who has knowledge, skills, or accessto
resources needed in the devel opment and
implementation of this program?

Teen courts should take a politically bipartisan
approach when mobilizing community
members. This can help ensure continual
support for the program through different
administration changes. Figure 2-1 identifies
possible stakeholders in teen court programs. It
should be noted that thislist is not exhaustive.
Each community must examine its own makeup
to determine the key players.
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Figure 2-1: Possible Key Stakeholdersin Teen Courts

Possible Key Stakeholders

4 Judges
4 Law enforcement agencies
4 Probation departments

¢ Lawyers (e.g., prosecuting attorneys,
public defenders)

4 Schools

4 City and state officials
¢ Victims

4 Youth

¢ Parents

4 Youth-serving agencies and
organizations

4 Churches and synagogues

Programs should be able to answer the following

two questions for each stakeholder that is

identified:

4 What can this program offer the stakeholder
(i.e., selling point)?

4 What can the stakeholder offer this program?

The following section examines afew of the
individuals and organizations that should be
considered when conducting a stakehol der
analysis for ateen court program.

Support from the local chief juvenile
judge(s) is absolutely critical to the
development and operation of any teen
court program.

Judges

Support from the local chief juvenile judge(s) is
absolutely critical to the development and
operation of any teen court program. Judges
have influence over the types of programs that
will operate and receive support in their
jurisdictions. In many jurisdictions,

authorization for the teen court program to
operate has come from alocal chief judgein the
form of an administrative order (American
Probation and Parole Association, 1994).

Before giving their endorsement, judges may
want to know what benefit they may receive asa
result of the teen court program. For most
jurisdictions, court timeis limited, and judges
often are looking for new strategies to deal with
first-time and less serious offenders. Teen courts
can address this need, thus freeing ajudge’stime
to handle cases involving serious, chronic
offenders.

Juvenile Justice System Representatives

Whether teen courts operate within ajuvenile
justice agency or in acommunity-based agency
or organization, they must depend on and
interact with various components of the juvenile
justice system. Time and budgetary constraints,
combined with high casel oads, prompt many
juvenile justice professionals to search for
alternative ways to handle juvenile offenders. In
an overburdened system, teen court programs
offer jurisdictions an option for holding juvenile
offenders accountable who previously may have
received very little or no intervention.

Juvenile justice system agencies are potential
referral sources for teen court programs, and
professionals who work in the juvenile justice
system have valuable knowledge about youth
and the delinguency issues of primary concern
in the community. In addition to judges,
stakeholders within the juvenile justice system
include

4 prosecuting and defense attorneys,
4 law enforcement officias; and

4 juvenile probation professionals.

Gaining the support and involvement of persons
who are familiar with the internal operations of
the local juvenile justice system can help
program devel opers understand the local

16

American Probation and Parole Association



Chapter 2

Peer Justice and Youth Empowerment: An I mplementation Guide for Teen Court Programs

juvenile justice process and practices and assist
devel opers with tasks such as defining the
offender target population and referral process.

City and State Officials

Juvenile crimeisamaor issue in most
communities, and city and state officias (e.g.,
mayor, members of the city council, state
legislators, governor) are under extreme pressure
to develop strategies to address and control this
problem within their jurisdiction. Teen court
can offer communities a prevention and
intervention program aimed at addressing and
reducing juvenile crime locally. In addition to
the potential advantage available to public
officials linked with the teen court program,
support from persons in leadership positions can
generate widespread support throughout the
community and help in obtaining funds for the
program.

Educators and School Officials

Crimes and behaviora problems occurring in
schools are a'so of major concern for most
communities. Some teen court programs have
been devel oped within schools specifically to
address crimes and behaviora problems, while
other teen courts have become a community
resource for school officials searching for
aternative approaches for responding to these
problems.

Educators work with awide range of youth on a
day-to-day basis and have valuable insight into
the problems facing youth in the community.
Schools also are amajor source of volunteers,
both adult and juvenile. Therefore, acquiring
the cooperation of school officials and teachers
can simplify and expedite the recruitment
process.

In addition, educators can be excellent resources
when developing a volunteer training program.
For example, they can help produce or review
training materials to ensure they are written at an
appropriate level of understanding for
volunteers. Educators also can help identify

various training and teaching methods for
different age groups of volunteers and can serve
as facilitators of training events.

Civic and Social Service Organization
Representatives

Civic and socid clubs often seek community
projects to support and sponsor. Securing the
proper endorsement or sponsorship from these
types of organizations can help funding,
marketing, and volunteer recruitment efforts of
the teen court program.

Victims

More needs to be done to ensure participation of
victims of crimein all aspects of the juvenile
justice system. Actively involving victimsin the
development and operation of the teen court
program can help restore their faith in the
juvenilejustice system and help them regain a
sense of control over atraumatic situation.
Victims can provide teen court programs with
information about the needs and expectations of
victims of juvenile crime, which can help
programs devel op goals and objectives that are
victim-sensitive. They aso can be called upon
to volunteer and assist the program in designing
services that teach youthful offenders about the
impact of crime on victims.

Youth

Teen court programs impact a wide range of
youth. They are designed to benefit not only the
youthful offenders referred to the program, but
al so the young people who choose to volunteer
for the program. According to areport prepared
by the Carnegie Council on Adolescent
Development (1992), youth are seldom given an
opportunity to help define and formulate the
types of programs that serve them. Thislack of
youth input often translates into the devel opment
of programs that do not meet their interests or
needs. Teen court programs can reverse this
trend by actively seeking input and participation
from young peoplein al aspects of the program,
including program devel opment.
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Youth can help program devel opers identify the
issues with which youth are struggling and can
offer insight into the types of approaches that are
likely to work when attempting to address the
identified issues. In addition to the contribution
that young people can make to the decision-
making process, this type of meaningful
participation fills other goals of teen court
programs by empowering youth to assist in
addressing real problems within their
community.

Making Contact With Stakeholders

Teen court programs will need different types of
expertise a various points throughout the life of
the program, and they should not limit
themselves to involving community members
only during the development process. Once key
stakeholders have been identified, program
developers should determine the role that each
stakeholder could potentially serve in the teen
court program and initiate contact. Initialy, the
primary purpose for making contact with
stakeholders isto give and receive information,
with the ultimate goals of generating support for
the program and obtaining information that will
assist in the development and implementation
process.

Teen court programs will need different
types of expertise at various points
throughout the life of the program, and
they should not limit themselves to
involving community members only
during the development process.

The method used to initiate contact will depend
on the type of support or assistance needed from
the various stakeholders. Methods that can be
used to approach stakeholders and disseminate
information about the program include (1) the
use of letters, surveys, and questionnaires; and
(2) theinitiation of personal contact via
telephone, face-to-face meetings, or
presentations. Programs using a combination of
these approaches will yield the most positive
results.

Surveys and Questionnaires

Disseminating and gathering information
through letters, surveys, and questionnairesisa
simple and efficient way to reach awide
audience. Surveys and questionnaires should be
tailored to the type of data needed and to the
position of the person who is responsible for
providing the information.

Potential drawbacks to relying solely on sending
surveys and questionnaires are that the
documents may get lost on someone’s desk, may
not receive a high priority for response, or may
be perceived by some as an imposition on their
time or astoo impersona (Knepper, 1994).
Some suggested strategies for improving
response rates when collecting information
through the mail include the following (Barrick
eta., nd):
4 Design the survey or questionnaire so that it
minimizes the amount of time needed to
respond and is easy to complete.

4 Include a personalized cover letter with the
survey or questionnaire.

4 If possible, include official sponsorship by a
party or agency respected by the potential
respondent (e.g., use official |etterhead of the
sponsoring agency for the cover letter).

4 Specify adeadline for returning the
completed survey or questionnaire.

4 Enclose a sdlf-addressed, stamped envelope
for returning the survey or questionnaire.

4 Develop astrategy for following up with
nonrespondents, such as sending followup
postcards, making telephone calls and
personal visits, and mailing a second
guestionnaire.

An additional tactic to employ includes mailing
guestionnaires on less busy days of the week and
times of the year (avoid holidays). Also, persons
may be more apt to respond if confidentiaity is
assured and if they are offered a summary of the
results (Barrick et a., nd).
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Personal Contact

Personally contacting stakeholders by telephone
and face-to-face meetings and interviews alows
for amore accurate exchange of information;
guestions and points of contention can be
addressed and clarified immediately. It also
provides an opportunity for teen court
representatives to form relationships with key
individuals.

When representatives of the teen court initiate
personal contact with stakeholders, the latter

will want to know exactly what is needed and
expected from them; therefore, program
representatives should be prepared to explain the
purpose of the desired meeting and specify what
action, if any, is requested of the stakeholder.
Some guidelinesto follow when meeting
personally with stakeholders include the
following:

4 Be prepared.
4 Inviteinput.

4 Listen with an open mind.

Written information should be provided to
stakeholders prior to the scheduled meeting in
order to allow them time to prepare. Additiona
materias, including information on how to
contact the teen court program representative(s),
should be given to the stakehol ders following
the meeting (Knepper, 1994). Asin the case of
letters and questionnaires, care should be taken
to ensure that the information provided to the
stakeholders is pertinent to their rolein the
development and implementation of the teen
court program.

Making presentations to agencies and

organi zations such as social clubs, churches,
corporations, professional groups, and schoolsis
another effective way of disseminating
information on and generating support for the
program’s efforts. Encourage feedback from
participants. Provide materials to participants
that give information on the program and how
the speaker can be contacted.

Personally contacting stakeholders can be avery
time-consuming process, therefore, it isnot a
feasible avenue for contacting all stakeholders
unless the community isvery small. This
method should be targeted to key individuals
identified as having the most at stake or the
greatest interest in the program, or whose help
and assistance is imperative to the success of the
program (e.g., judges, community leaders).

Mobilizing and actively involving the
community in teen court programs
must begin as early as possible.

FORMING A TASK FORCE OR
ADVISORY COMMITTEE

Mobilizing and actively involving the
community in teen court programs must begin as
early as possible. Many devel opers of teen court
programs have found it helpful to form atask
force or an advisory committee to assist during
the devel opment and implementation process.
There are numerous advantages to this approach.
Involving representatives from various areas of
expertise helps bring fresh and diverse
perspectives to the process, thus yielding more
reliable and credible information on which to
build afoundation. In addition, tasks can be
divided and distributed anong committee
members, allowing an opportunity for more
contacts to be made and more resources in the
community to be discovered (Crowe and
Schaefer, 1992).

The primary difference between an advisory
group and atask force is that the latter isa
hands-on working group, whereas an advisory
group typically does not assume an operationa
role. Members of an advisory group make
suggestions and offer guidance on the design
and operation of the program; members of atask
force not only provide suggestions, they play a
direct role in the design and execution of plans
(National Crime Prevention Council, 1986).
Program organizers may choose to use either
one or both types of committee. Whichever
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approach is chosen, organizers should ensure
that committee members clearly understand
what the program expects of them.

It isimportant to keep the committee as small as
possible, especially in the beginning stages. As
additional expertiseis needed, other persons can
beinvited to join, or subcommittees can be
established to deal with specific issues (e.g.,
fundraising). The most manageable size group
for decision making is five to seven members.
Too few members on a committee will make it
difficult to conduct meetings when two or more
members are unable to attend; however, if too
many members sit on acommittee, it may
impede the ability of the group to conduct the
necessary tasks (Knepper, 1994).

In addition to cultivating community and system
support, some of the issues facing the advisory
committee or task force during the
developmental process include

4 thelegal authorization for the program to
operate;

4 thetype of offender population the program
will target;

4 thetype of services the program will provide;

4 the duties and responsibilities of the staff and
volunteers; and

4 how the program will be evaluated.

These issues will be covered in more detail in
subsequent chapters.

Committee members should be selected
according to the skills and knowledge they can
bring to the process. In the early phases of
program development, consider choosing

members with background and experience in
4 program development and evaluation;

4 fundraising and marketing;

4 the operation and functioning of the local
legal and juvenile justice system; and

4 the needs and interests of youth.

In addition to recruiting committee
members with the right balance of
knowledge and skills, attempts should
be made to ensure that the committee
reflects the geographic, racial, and
ethnic diversity of the community
(Knepper, 1994).

In addition to recruiting committee members
with the right balance of knowledge and skills,
attempts 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 cultura differences that require different
techniques for devel oping the program and
obtaining the support and acceptance of the
community. When working with individuals
from different cultures, it should be recognized
that there can be significant variations
concerning persona and family relations and
values. If these differences are not recognized,
it can lead to conflict, alack of responsiveness,
and distrust (National Crime Prevention
Council, 1986). Figure 2-2 provides a summary
of initia steps the Nationa Crime Prevention
Council suggests for working with different
cultura groups.

20

American Probation and Parole Association



Chapter 2

Peer Justice and Youth Empowerment: An I mplementation Guide for Teen Court Programs

Figure 2-2: I nitial Stepsto Consider When Working
With Different Cultural Groups

When working with different cultural
groups,

4 get stakeholders involved in the program
who are trusted within the different
cultures;

4 learn about the cutlure (e.g., reading,
talking with others);

4 seek insight into the proper interpretation
of attitudes and actions of the cutlure;

4 learn nonverbal actions and signals basic
to the cutlure;

4 work with leaders acknowledged by the
community;

4 get to know existing community groups;

4 stay out of the community’s politics - do
not align yourself with one particular

group;
¢ build networks with other service
agencies,

4 deliver on promises made;
4 give credit to al who contribute; and
4 oncetrust isgained, build upon it.

Source: National Crime Prevention Council, 1986

USING COMMUNITY
RESOURCESEFFICIENTLY

Conducting a Needs and Resour ces
Assessment

Teen court programs must meet local needs to be
accepted and supported. Therefore, conducting
a needs and resources assessment is an
important first step in the development of an
effective program. If done properly, the
assessment will provide information helpful to
decision making throughout the development
and implementation of the teen court program.
Also, data obtained can be used to market the
program and provide good baseline information
for program eva uation.

Type of Information to Be Gathered

Common issues of concern surrounding the
juvenile delinquency problem within the
community should dictate the type of
information gathered. Some issues are

4 the magnitude of and the social and financial
costs of juvenile crime within the
community;

4 community and professional attitudes toward
the problem of juvenile crime within the
community;

4 thetypes of offenders and offenses being
handled under the current system;

4 thetypes of offenders and offenses not being
handled adequately under the current system;

4 the existence of other diversion/alternative
programs for delinquent youth within the
community;

4 thetypes and locations of services for youth
in the community; and

4 the existence of financial and human
resources within the community.

Possible Data Sources

With the assistance of the advisory committee or
task force, the developer should gather data from
agency and community records and explore the
opinions and viewpoints of citizens and
professionals. Information can be obtained
through techniques such as

4 assembling preexisting data;

4 reviewing available agency records;

4 administering surveys and questionnaires,
4 conducting interviews; and

4 engaging in other informa methods of
communication.

Possible data sources include mental health
agencies, schools, juvenile court records, and
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youth services organizations. A process must be
in place for collecting, organizing, analyzing,
and reporting the data (Crowe and Schaefer,
1992).

Using the Information Received

Information received through a needs and
resources assessment can yield information that
will help determine

4 whether thereis aneed for ateen court
program within ajurisdiction;

4 the appropriate target population for the
program;

4 thetypes of servicesthat the teen court
program will need to develop and provide;
and

4 thelevel of resources available to support the
teen court program.

Figure 2-3: Sample Action Plan

After analyzing the information, a plan of action
should be established with target dates for the
completion of certain goals and tasks. (See
Figure 2-3 for a sample action plan format.) The
action plan should identify who is designated to
take the lead role on each of the tasks. Thiswill
help provide aframework to guide the future
work of the committee.

Interagency collaboration and
coordination are key to the delivery of
effective and comprehensive services.

I nteragency Coordination and
Collaboration

Interagency collaboration and coordination are
key to the delivery of effective and
comprehensive services. Often, teen court
programs must rely on and access services in the
community to accomplish their goals and
objectives. Careful collaboration and
coordination can help

SampleAction Plan diminish role confusion,
overlapping of services, and
Goal Activities Responsible| Target | Ppotential rivalry between
Parties Dates community and government
agencies.
Promote Develop brochure and Joe Smith 1-15-96
Community | public information material. For example, most teen
Awareness of court programs require
Program |dentify civic and JaneMiller | 1-15-96 | offendersto performa
community organizations | Teen court certain nymber Qf
and schedule appointments | staff person community service hours as
to make presentations. acondition of their
sentence. In order to meet
Determineindividuals Teencourt | 1-20-96 | thisobligation, offenders
(youth and adults) staff person must have a place to do
interested in serving on a community service.
speakers' bureau. Community agencies and
organizations willing to
Make presentations. Teencourt | 1-30-96 | alow youthful offendersto
staff and do volunteer work must be
volunteers identified; then formal
agreements should be made
Develop press release Teencourt | 1-30-96 | establishingthemas
and contact media. staff community service sites.
Fred Parker See Figure 2-4 for alisting
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Figure 2-4: Potential Community Service Sites

Potential Community Serivce Sites
4 Adopt-A-Highway programs
Nursing homes
Food banks
High schools
Retirement homes
Senior citizen centers
Churches
Parks and recreation departments
Police departments
4 Youth bureaus
4 Libraries
4 Goodwill Industries
4 Savation Army

L R K 2R R Bk R R 4

of possible agencies/organizations to consider as
community service sites.

Also, teen court programs recognize that youth
participating in their program could benefit from
groups and workshops on a variety of subjects,
such as substance-abuse awareness, defensive
driving, victim awareness, and conflict
resolution. Because of time and budgetary
constraints, it is often impossible for teen court
program staff to conduct these types of groups
and workshops in-house. However, groups and
workshops often are available through other
agencies and organizations within the
community (e.g., youth service organizations,
counseling agencies, police departments). By
identifying and using existing services, teen
court coordinators can ease their workload and
avoid duplicating services within their
community. Also, brokering to these outside
agencies expands the network of support for
juveniles, their families, and the teen court.
More detailed information on selecting and
contracting with outside agencies for services
can be found in Chapter 6.

In addition to the types of services mentioned
above, teen court programs can solicit adult
volunteers for carrying out the day-to-day
functions of the program (i.e., courtroom
monitors, training facilitators). Chapter 8
discusses in more detail the various roles
volunteers can assume in teen court programs.

Coordination and collaboration are also essential
between the teen court program and referral
sources. Jurisdictions vastly differ in how their
juvenile justice systems are structured and how
cases are processed through the systems. Thus,
it isimperative that the lines of communication
between the teen court program and other
juvenile justice system components be open.
Thisissueisdiscussed in more detail in

Chapter 5.

SUSTAINING COMMUNITY
SUPPORT

This chapter has emphasized the need to
mobilize and involve the community throughout
the devel opment of teen court programs;
however, programs cannot afford to lose
visibility and support within the community
once they have moved beyond the devel opment
stage. The tenuous nature of funding and the
reliance on community resources for the
functioning of many of these programs
necessitate that they maintain a high profile.

Teen court programs should keep the
community and stakeholders at the
center of all their efforts and strive to
maintain positive relationships through
constant communication.

As teen court programs evolve, new needs will
emerge requiring assistance and support from
persons with different areas of expertise. Teen
court programs should keep the community and
stakeholders at the center of al their efforts and
strive to maintain positive relationships through
constant communication. Key players change
within the community and the juvenile justice
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system,; therefore, programs should review and
update their stakeholder analysis periodicaly to
ensure its accuracy.

Staffs tend to turn over often in criminal justice
and social service fields. To ensure smooth
program operation and service delivery, it is
crucia that the staffs of teen court programs,
service providers, and referral agencies be
educated and kept informed periodically of each
other’s program purpose and services. This
communication aso offers an opportunity to
discuss and address obstacles and barriers
encountered in the programs, as well as to
ensure that new staff members in supporting
agencies are made aware of the program.

Techniques that teen court programs can employ
to maintain ties to service providers and
stakeholders include

4 periodic telephone conversations;
4 luncheon meetings; and

4 meeting and networking during shared social
events.

Additional methods for maintaining
communication and disseminating information
about the teen court program and its services
include

4 providing mutual training activities and
workshops with service providers and
referral agencies;

4 developing a speakers bureau made up of
staff and volunteers (youth and adult) to
make presentations to local agencies and
organizations, such as civic and socia clubs,
schools, and churches;

4 developing acatchy logo or slogan that the
public can associate with the program;

4 developing and distributing public relations
materials, such as brochures, fact sheets,
posters, and audio or video tapes (sample
teen court program brochures may be found
in Appendix C); and

4 using the media.

CONCLUSION

Community involvement isvita to the success
and survival of teen court programs. This
chapter discussed ways to identify stakeholders
and to mobilize the community primarily in the
program development stage. Throughout this
Guide, there will be references to different ways
community members can be involved in the
development, implementation, and operation of
the program. When confronted with obstacles
and barriers (e.g., funding, lack of referrals,
program evaluation), teen court staff always
should look to persons and resources in the
community for assistance.
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CHECKLIST FOR ORGANIZING THE COMMUNITY

Have teen court program organizers or staff —

[]  Identified key stakeholders?

() O

Determined who ismost likely to oppose the implementation of the teen court program?
Determined who ismost likely to support this program?

Determined who has knowledge, skills, or access to resources needed in the devel opment
and implementation of this program?

Identified what the program can offer (or how it can benefit) each stakeholder?
Identified what each stakeholder can offer (or how each can benefit) the program?

[]  Made contact with stakehol ders?

[
[

[

Decided what method will be used to contact each identified stakeholder (e.g., surveys,
questionnaires, |etters, telephone contact, personal meetings, presentations)?

Identified strategies for improving the response rate for stakeholders being contacted
through informal means such as letters, surveys and questionnaires?

Developed a packet of information that can be adapted easily and provided to
stakeholders with whom persona contact will be made? (Note: This packet of
information aso could be used for other public relations efforts.)

Identified other teen court participants (i.e., youth and adult volunteers) who will makein
presentations on behalf of the teen court program?

[]  Formed atask force or an advisory committee to perform or assist in accomplishing certain
tasks in the devel opment, implementation, or operation of the program?

[

(N O Ry A | |

Established the purpose of the committeg(s) (e.g., to servein an advisory capacity only, to
perform or assist in accomplishing certain tasks in the development or implementation of
the program)?

Determined the number of persons who will be asked to serve on the committeg(s)?
Examined the need to establish subcommittees to address certain issuesin more detail?
For each committee, determined the knowledge and skills needed to accomplish the
committees’ purposes?

Identified stakeholders with the knowledge and skills needed (based on alist of
stakeholders)?

Made efforts to recruit committee members who represent the geographic, racial and
ethnic diversity of the community?

] Conducted a needs and resources assessment?

I

Determined the type of information to be gathered?

Identified possible sources of information in the community?

Established a mechanism by which data can be collected, organized, and stored?
Determined how results of the assessment will be reported and used?
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[1  Developed an action plan?
[]  Identified the major goals to be accomplished in the development or enhancement of the
program?
[]  Determined activities necessary to accomplishing each goa?
[]  Designated who will be responsible for performing each activity?
[]  Established target dates for the completion of each activity?
[]  Identified additional ways in which the community can aid in the provision of services for the
teen court program?
O Identified agencies in the community that can serve as appropriate and meaningful
community service sites?
[]  Identified other agencies and organizations in the community that provide services that
supplement or complement teen court program goals and objectives?
[]  Determined ways in which community support can be sustained?
[]  Developed techniques and strategies to maintain ties and communication with
stakeholders and service providers?
26 American Probation and Parole Association
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CHAPTER 3

LEGAL ISSUESFOR TEEN COURT S*

*This chapter was written by David J. Steinhart, an Attorney-at-Law, Child Youth and Family Policy Consultant, and
Juvenile Justice Specidist in Mill Valley, California.
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INTRODUCTION

The teen court movement in Americais
distinguished by a great diversity of style,
substance, and procedure. There are no uniform
national laws or guidelines for teen courts. Most
juvenile peer jury programs are local (rather
than state) projects, and thusit is not surprising
to find avariety of legal structures even within a
single state. Teen court startup efforts should
include a thorough search of state law to identify
basic authority for operation and to ensure
compliance with special teen court legislation
that now or in the future may impose explicit
statutory obligations on the program.

Teen court startup efforts should
include a thorough search of state law
to identify basic authority for
operation...

This chapter identifies legal issues and
procedures that are commonly found in teen
court programs in the United States. Some
specific programs are cited as examples.! The
anaysisispresented in lay terms, rather than
“for lawyers only,” to facilitate understanding by
the community organizers and volunteers who
so often take lead roles in devel oping teen court
programs. Specifically, by the conclusion of this
chapter, readers will be able to discuss and
examine legal issues related to topics such as

4 statutory authority to operate;
4 procedural due process;

4 confidentiality; and

¢ liability.

AUTHORIZATION AND
SPONSORSHIP

Only afew states have statutes on teen courts or
juvenile peer trial programs. Among these,
Texas goes further than any other state to
legidlate digibility (age, offense) and referral
procedure for itsteen courts.? A few other

states also have passed |aws establishing teen
court projects or jurisdiction.> Some states have
recognized teen courts in fiscal measures that
allocate funds to these programs. For basic
jurisdictiona authority, most states rely on
juvenile court diversion statutes that have been
on the books for many years. Typically, these
diversion statutes alow alaw enforcement
agency, a probation department, or ajuvenile
court to suspend or dismiss formal delinquency
proceedings pending successful completion of a
diversion program. Teen courts are generaly
accepted as referral programs under these basic
juvenile diversion laws.*

The scarcity of state laws asserting direct control
over teen courts is understandable when the
voluntary and consensua nature of these
programs is taken into account. All teen courts
are essentially diversion and youth education
programs whose clients participate on the basis
of voluntary consent.

From the authorization perspective, starting a
teen court is most often a consensus-building
process in which the founding stakeholders
make decisions about the kinds of cases that will
be taken, how they will be heard, what sentences
will beimposed, and who will supervise the
program. The structura specifics of teen courts
are often set forth in a constitution or set of
bylaws detailing the mission, digibility criteria,
consents, procedures, and staffing and
supervision responsibilities.

Usually, teen courts demand significant
cooperation between public and private agencies
on key operational issues. Cooperative,
interagency agreements may be necessary to
establish the basic rules for referrals and
sentencing (community service) options. For
example, each program must decide how cases
will be referred and which youth will be offered
the option of a peer jury hearing. Some teen
courts will take only infractions, truancy, or
misdemeanor offenses, while others take low-
and mid-level felonieslike auto theft or
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burglary. A written agreement between the
referring source (e.g., the juvenile court) and the
teen court agency (e.g., an independent youth
service organization) can define the cases
eligible for referral and the rules for terminating
cases or returning them to the juvenile court.

|SSUES OF DUE PROCESSAND
CONSENT

In a series of opinions beginning in the 1960s,
the United States Supreme Court enumerated
specific procedural due process rights that must
be accorded by state juvenile courts to minorsin
delinquency proceedings. Among these rights
are

4 theright to counsel;

4 theright to notice of the charges and
proceedings,

4 theright to confront and cross-examine
witnesses; and

4 theright against self-incrimination.

The Supreme Court magjorities deciding these
High Court cases reasoned that minors were
entitled to these adult constitutional rights when
incarceration was a possible outcome of these
otherwise informal proceedings.®

These “due process’ rights are not mandatory in
teen court proceedings, principally because teen
courts do not sentence youthful offenders to
incarceration.  Moreover, youth defendants and
their parents consent in advance to having the
matter heard and settled in teen court. In each
case, this consent serves as independent
authority to proceed according to therules,
procedures, and sanctions available through the
program. In this respect, teen courts function as
mediators of problems and disputes, authorized
to intercede by the consent of the parties.

The sanctions and punishments available to teen
courts are surprisingly similar anong programs

throughout the nation. By and large, teen court
judges and juries dispense sanctions limited to
community service, restitution, counseling, and
apology to the victim. Thetypes of sentencing
options used by teen courts are discussed in
more detail in Chapter 6.

No teen court surveyed for this Guide imposed
any sentence of incarceration, direct fine, or
compulsory driving license suspension.” Thisis
consistent with the voluntary basis for teen court
jurisdiction and with the procedura due process
standards that must apply in cases where
incarceration is a possible outcome. In fact, all
teen court sanctions and punishments are
ultimately founded on the voluntary consent of
teen court clients — the youth and parents who
elect to have their case heard in this alternative
forum.

From alegal viewpoint, teen court orders are
essentially unenforceable. Judicial ordersin
forma delinquency proceedings may be
enforced by incarceration or other deprivations
of liberty, but the normal consequence for failure
to perform ateen court sentence is rereferral to
the probation department or the juvenile court.
Many programs try to prevent rereferral by
holding interviews and offering encouragement
when youth lag in sentence performance and
seem to be headed for formal court proceedings.
Most program directors report avery high level
of sentence compliance by youth and parents
who are strongly motivated by the teen court
experience and by the wish to avoid the anxiety
or punishment associated with formal
delinquency proceedings.

While teen courts are not required to follow
constitutional due process rules, most programs
use lawyers, judges, juries, and procedures that
closely paradlel their counterpartsin formal
juvenile courts. In one important respect, teen
courts are distinctly more generous than the
United States Supreme Court has been in
granting a critical due process right to youth: the
right to trial by ajury.®
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If one were to take issue with the due process of
law available in teen courts, the main concern
would be the admission of wrongdoing that is
often demanded as a condition of referral.
Typically, youth-defendants cannot go to teen
court unless they have admitted guilt (or plead
no contest) to the charges against them; usualy,
thisadmission is made in the juvenile court prior
to referral to the teen court or in papers signed
by the minor (and parents) when they arrive at
the program. In fact, most teen court programs
convene only to decide on an appropriate
sentence, not determine guilt or innocence. The
problem, if there is one, is that coercion or
pressure may be exerted upon the minor or the
family to admit guilt in the first place. Judges,
probation officers, and school discipline
authorities often are eager to trim caseloads in
their own departments, especially where the
calendars are crowded and the behavior in
guestion isa“lightweight” offense like
possession of alcohol or truancy. Thereis
always the chance that an innocent minor,
threatened with formal prosecution and possible
incarceration, will accept teen court jurisdiction
as abenign aternative to the anxiety of posting
adefensein formal proceedings. By and large,
the benefits of diversion — both to the
defendant and the community — vastly
outweigh the risk that punishment will be
administered in some cases where there has been
no wrongdoing.

Teen courts can minimize the risk of

inappropriate intervention by

4 applying objective eigibility criteria (such as
age and offense);

4 carefully screening cases that are referred;
and

4 making full disclosure to clients of the
procedures and sanctions that will be used.

Youth defendants and their parents should
acknowledge their understanding of the process
and its conseguences in written consent forms
made available by the program.

Consent Forms

Consent forms vary considerably among
programs. Some use only short, terse agreements
to enroll in the program and abide by the rules.
Others use multiple forms covering liability,
confidentiality, sanctions, and other matters.
From alegal perspective, the coverage and
contents of the forms should be sufficient to
serve two magjor purposes: (1) establish valid
consent to participate in the teen court program,;
and (2) protect the teen court and associated
volunteers, agencies, or programs from
misconduct and liability.

Another important factor, for both the
validity of consent and for the degree
of protection afforded, is that the
consent obtained from the minor and
parents must be informed consent.

All states have rules of law regarding the
validity of consent forms executed by youth on
matters pertaining to the youth’'s personal rights.
The general ruleisthat aminor’s consent alone
isinsufficient; at least one parent or guardian
must aso sign the consent form. Another
important factor, for both the validity of consent
and for the degree of protection afforded, is that
the consent obtained from the minor and parents
must be informed consent. It is good practice to
have youth and parents sign consent forms
together during an interview in which the forms
and their meaning are fully explained and
guestions can be answered directly. Consent
forms need not be detailed and legalistic;
preferably, they should be written in
straightforward, simple terms to facilitate ready
comprehension by youth and parents. A judge
or volunteer attorney who understands the
juvenile diversion process and liability probably
should be involved in the design of program
consent forms. Some outside guidance can be
obtained by examining the forms used by
established teen courts with similar program
structures. Sample forms used by teen court
programs can be found in Appendix D.
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Written, informed consent should be obtained,
not only from youth defendants and their
parents, but also from other teen court
participants, such as youth who volunteer as
attorneys or jurors and their parents. The
consents for these individuals will be somewhat
different because they are not in a defendant
role, and they are not admitting any wrongdoing
or electing teen court as an alternative forum.

Teen Court Legal Procedure

The program models and legal procedures used
by teen courts are reviewed in more detail in
Chapters 1 and 7. The procedures vary greatly
from program to program. The few teen court
programs that hold full trials to determine guilt
or innocence before sentencing may have
elaborate and rather formal proceedings that are
quite time-consuming. For example, the Youth
Court in Anchorage, Alaska, permits defendants
afull trial on the offense charged. In these
cases, there are multiple hearings, including
arraignment, plea, trial on the merits, and a
sentencing hearing. Some contested Anchorage
cases take three days to reach a conclusion. For
young defendants, thisis a potentialy grueling
experience that Program Director Sharon Leon
says, “convinces many children to stay out of
trouble forever.”

Other models that meet only to sentence a minor
after admission of misconduct will proceed
more quickly, but they too differ in their
observance of due process standards from those
applied in the formal juvenile court. Procedural
complexity is guided by the design and purpose
of the local program, including the individual
program emphasis on the education of young
people about the legal process.

CONFIDENTIALITY

Privacy Rightsin the Context of Teen Court
There isno federal constitutional guarantee of
confidentiality for youth in juvenile delinquency
proceedings. Juvenile confidentiality laws are

entirely state matters, governed by state codes or
by rules of the court. States differ greatly inthe
amount of protection from publicity offered to
juveniles apprehended for law violations. Public
concern about youth violence has motivated
lawmakers in many states to rewrite juvenile
confidentiality laws, allowing wider release of
juvenile names, offenses, and records to the
press and to the public, especially for serious
and violent crimes. Despite this trend, many
states maintain a strong tradition of privacy for
youth and parents in juvenile court proceedings.
A few states, like Colorado and Oregon, have
long-standing policies of little or no
confidentiality for arrested youth, and they have
opened juvenile delinquency proceedings to the
public.

As ageneral rule, teen courts reflect the values
and policies of the states and communitiesin
which they operate. Thelevel of confidentiality
available in aprogram is often guided by
existing state law. Most experienced teen court
program directors believe that a high level of
confidentiality isin the best interest of the youth
defendants and their parents. The promise of
privacy is an inducement for juveniles and
parents to submit to teen court proceedingsin
thefirst place. Without rules of privacy, teen
jurors and volunteers are free to chat with
friends about deeply personal and family matters
that are aired in teen court proceedings,
contributing to embarrassment or alienation of
the juveniles subjected to such gossip.

As a general rule, teen courts reflect
the values and policies of the states
and communities in which they
operate.

The normal protocol for teen courtsisto have
each participant sign an oath or pledge of
confidentiality. Thisisusualy ashort statement
promising to maintain the confidentiality of all
personal information heard or exchanged in teen
court proceedings. It isaroutine condition of
participation for teen jurors, attorneys, and
volunteers who attend teen court proceedings.
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Attendance at Proceedings

The question of who may attend teen court
proceedings is inevitably one that each program
must address. Television and news
representatives frequently expressinterest in
these programs and seek access with reporters or
cameras. Thefirst concern is whether they
should be admitted to proceedings in the first
place. Some programs, especially those in states
with strong juvenile confidentiality laws, forbid
access by the media. Others permit access under
controlled circumstances. Except in rare cases
where the program does not offer confidentidity,
plans to alow media coverage of proceedings
should be explained to and approved by the
youth and parents whose private lives will be
affected by the resultant publicity. Where
cameras are brought in, some adult should be
assigned to monitor the coverage and to make
sure that media personnel observe whatever
conditions may apply (e.g., that faces of minors
will not be shown on television).

Handling of Records

Another confidentiality issuerelatesto the
records of juvenile court proceedings. Some
paper or electronic trail must be established for
the acceptance of referrals from probation, court,
or school authorities; for the outcomes of
hearings and sentences imposed; and for
followup purposes, to monitor sentence
completion and to rerefer the case for formal
prosecution if the sentence is not completed.
Programs vary greatly in their policies on
maintenance of records. Some operate with a
high degree of informality and keep very little
paper on the proceedings. Most have rules about
the kinds of records that are kept, who can see
the records, and whether and when the record
may be sealed or destroyed.

Defendant-related records usually include
4 anotation of the referral and referring source;

4 consent and other program enrollment forms
executed by the defendant and parents;

4 police, probation, court, or school discipline
reports (depending on the referring agency);

4 some log of the teen court proceeding and
outcome;

4 areferral agreement or notation of referral
for community service; and

4 alog or other record of sentences and
sentence compl etion.

Many programs limit access to these records to
individuals who must have them in order to
conduct teen court business — particularly the
program staff, the defendants, and the student
attorneys and attorney supervisors. Many
routinely seal or destroy these records when the
case is successfully completed. However, some
programs have reason to maintain these records
for longer periods — for example, so that they
can observe limits on how many times a youth
may be returned to teen court for subsequent
offenses, or so they can track performance and
recidivism datafor groups of teen court
graduates.

Written Policies and Protocols

Perhaps the best advice on confidentidity for
teen court programs is to have a set of clear,
written policies and protocols covering all
aspects of the subject, from pledges that must be
signed by participants, to rules of attendance and
media coverage, to rules on the keeping, sealing,
and destruction of records. These written
policies should be drafted to reflect state law
requirements as well asindividual program
values, and they should probably be designed
with the help of avolunteer attorney or judge.

LIABILITY

In general, it isfair to say that teen courts have
relatively low exposure to lawsuits resulting
from their operations. Some peer trial programs
function within public agencies that are shielded
from litigation by state law. No teen court
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program among those surveyed was a direct
service provider with primary responsibility for
treatment, education, or work programs; the
usual relationship to community service
agencies is an indirect one defined by areferral
agreement. With limited opportunity to cause
damage, most programs can probably coast for a
long while without suffering any serious legal
challenge.

Nevertheless, liability is aways a potential
problem. Consider the following hypothetical
examples:

4 A 15-year-old is ordered by the teen jury to
perform community service at aloca car
wash holding a benefit for aloca school
recreation program. While washing cars, he
slips on soapy water and breaks hisleg. He
sues the teen court for ordering him to work
on a hazardous activity that caused hisinjury.

4 A 17-year-old boy charged with multiple
assaults is waiting outside the teen court for
his case to be heard. Also waitingisa 13-
year-old boy who is charged with truancy.
The 17-year-old picks on the younger boy
and, over the protests of the younger boy’s
mother, slugs the 13-year-old, knocking out
two front teeth. The dental bill is $6,000.
The mother of the 13-year-old sues the
program for failure to provide adequate
security and supervision.

4 ATV crew tapesateen court hearing in
which a student defense attorney explores
personal problemsthat may have contributed
to aseries of late-night outings and drinking
episodes by a 14-year-old girl. In testimony,
the girl accuses a school counselor of sexual
assault. When thetapeisaired onloca TV,
the school counselor is suspended pending an
investigation. He suesthe TV station and the
teen court program for defamation of
character affecting his employment.

What protective action should teen court
programs take in advance to avoid such
challenges? Protection is availablein severd

forms including legal shields (immunity) from
suit, waivers of claims for damages, and
insurance. In addition, legal defenses that
pertain to specific types of lawsuits may come
into play, such as “contributory negligence” in
an injury case or “privileged communication” in
adefamation case. Mentioned below are some
of the primary forms of liability protection
commonly available to teen courts.

I mmunity

Many states shield public agencies, and courts
and court officersin particular, from lawsuits for
damages aleged to have occurred in the course
of official proceedings. This protection from
liability derives from the English legal doctrine
of “sovereign immunity,” and state laws that
protect government agencies from legal actions
are known as “immunity laws.” Most teen court
programs cannot rely on government immunity
laws for protection. The first reason is that few
teen courts are official, public agencies;, most are
private agencies or organizations whose quasi-
public features are defined by referra
arrangements with official agencies. Another
reason isthat many states have discarded old
immunity laws or have limited immunity
defenses to particular acts by government
officials. Nevertheless, some officially
sponsored teen court programs may be covered
by applicable state shield laws. Even private
nonprofit agencies may be protected by state law
from certain legal attacks related to their
charitable activities. Before any such coverage
is assumed to exist, the state code and case law
should be researched on behalf of the program
by a competent attorney.

Waivers and Releases

Many teen court programs seek protection from
liability by having participants sign waivers or
releases of their right to sue for damages. These
are written, legal statements that go to varying
lengths to remove the teen court, its staff, and its
affiliate agencies as targets of legal action.

Some waivers are simply stated as arelease of
the program from a participant’s claim for
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damages. Others go further. For example, the
liability release form (see Appendix D) used by
the Odessa, Texas, Teen Court Program includes
an indemnification and hold-harmless clause that
extends to third-party actions; in simple terms,
this means the person signing the form may be
obligated to repay the program for expenses the
program incurs in alawsuit brought by another
person.

Some programs surveyed for this chapter do not
require youth defendants, parents, or volunteers
to sign waiver forms. Instead, they wait until the
juvenile reaches a community service agency,
and they rely on the direct service agenciesto
provide waivers and obtain signatures from the
youth and parents involved in the performance
of community service. This approach may fail to
provide adequate protection to the teen court
program itself.

Waivers and releases are not
bulletproof protection against liability.

Waivers and releases are not bull etproof
protection against liability. State laws or court
decisions frequently control the form, content,
and validity of waivers and releases that are
executed within the state. Many states offer
specid protection to juveniles, and the courtsin
these states may be reluctant to enforce arelease
that prevents a youth from obtaining just
compensation for injuries. Under general
contract law, areleaseis not generally
enforceable unless something of value
(“consideration”) has been received by the party
signing therelease. Since teen court participants
are not paid for their time, there isarguably a
failure of consideration and problem with the
validity of such arelease.

Above and beyond questions relating to validity,
thereis a question of fairness that deserves
atention. Isit fair to attempt to bar youth or
their families from aremedy that the law
provides, in the form of money damages, for
injuries resulting from the negligence of another

person? A simple example would be ayouth
who was badly burned because a community
service agency carelessly put him to work
tending afire of piled-up leaves, and who later
could not afford proper medical care because the
parents had signed awaiver of claimsfor
negligence.

To survive, programs must protect themselves
and their staff from bankrupting legal assaults.
Thus, it makes sense for every teen court
program to have participants sign waivers or
releases of claims for damages. How far these
waivers and releases should go is a matter for
each program to decide, based on the advice of
competent counsel. Even where doubts remain
about the validity of waivers or releases signed
without compensation, these legal documents
have value as up-front deterrents to the filing of
lawsuits, especially frivolous actions.

| nsurance

Insurance is another recommended line of
defense against lawsuits and damages. Private
nonprofit organi zations sponsoring teen court
programs often find the search for adequate,
dependable, and affordable insurance a
frustrating task.

Several types of insurance deserve mention and
consideration. Property insurance (or business
premises insurance) may include liability
coverage for accidents or injuries that occur as a
result of some condition on the premises where
the program operates. Automobile insurance
specifically covers vehicles that may be used by
the program. These types of coverage are
ordinarily easy to obtain.

General liability insuranceis provided by a
separate policy that is priced according to the
types of activities insured and the associated
risks presented. Specialized liability insurance
for attorneys and other professionas may be
quite expensive. Many private, community-
based agencies (including many of the programs
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interviewed for this chapter) do not carry
genera liability insurance. Where available,
such insurance protects private agencies from
damages that result from acts or omissions by
the organization and its employees and agents.
Separate coverage may be needed for program
volunteers. Such insurance pays the costs of
defending actions filed against the insured
organization as well as damages payable after
settlements or court actions. Occasionally,
surrogate coverage may be obtained by having
the teen court program certified as a named-
insured on a policy maintained by a community
service organization where teen defendants
serve out their sentences.

A troubling issue for many private nonprofit
agencies is how to protect board members from
personal liability for claims that result from
program operations. Citizens who serve as
trustees or directors of community programs
often demand insulation, in the form of
insurance, from liability. “D& O” (directors and
officers) insurance is normally an expensive and
unbudgeted item for nonprofits. The need for
such coverage will vary, depending on state and
federal laws defining the exposure of nonprofit
trustees to personal liability. Applicable state
nonprofit law should be thoroughly researched
by affected programs.

Government agencies often have better access to
some form of insurance, whether the insurance
isapolicy from a private insurer or a pool of
funds maintained by state or local government
to pay for claims. Teen court programs funded
by or working through government agencies
should explore the possibility of extending
public agency protection to their own
operations. An innovative example of
government-sponsored insurance is provided by
teen court programs administered collectively
through the Kentucky Administrative Office of
the Courts. Volunteers in these programs may
elect to purchase daily accident and liability
coverage for themselves at $5.50 per person per
year in a program offered through the Kentucky

Socia Services Department. Thisissimilar to
buying “collision damage waiver” insurance
when renting a car.

Insurance questions should be handled by a
lawyer-insurance broker team that can tailor
solutionsto individual program needs. Some
guidance is avail able from nonprofit advisory
organizations that specialize in helping
community-based service providers manage
business risks and define insurance needs.®

Liability and Volunteers

Teen courts are volunteer-rich programs, using
adult mentors, trainers, and supervisors, as well
as teen judges, jurors, attorneys, and bailiffs.
Even the members of the board of directors, who
serve without compensation, must be considered
volunteers.

Any community program that enlists
volunteers faces special liability
concerns.

Any community program that enlists volunteers
faces special liability concerns. First, the
program must provide for the protection of
juveniles who engage in activities with adult
volunteers. Second, the program must protect
the volunteers themselves from lawsuits,
injuries, or damages that may result from
program activities. Finally, the program must
protect itself.

All three protective strategies discussed above
apply to volunteers. State charitable
organization laws may provide some protection
to volunteers and to the organization, though
volunteers and staff must usually act within
responsible limits set by these laws. Volunteers
should sign waiver and release forms that
protect the agency from legal attack. Finaly,
insurance may be obtained to protect both the
program and individual volunteers; a caveat for
program administrators is to double-check their
liability coverage to make sure that it containsa
specific endorsement for volunteers.
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Because client protection is a main objective of
any program that handles a caseload of minors,
it isimportant to have adequate screening and
interview procedures for program volunteers
who interact with youth. While FBI-type
investigations would certainly discourage
volunteer participation, the program should
apply basic common sense when it welcomes
new volunteers to teen court. An application
form and references would be appropriate as
screening tools for any adult who is expected to
work closely for extended periods with juveniles
in the program. Thisisnot a guarantee that
nothing will ever go wrong, but it does serve
some legal purpose by demonstrating the good
faith and care taken by the organization to
protect youth who participate.

Every teen court should have written policies
and procedures in place that carefully define the

duties and activities of program participants and
volunteers. This helpsto minimize the
opportunity for injury or misconduct in the first
place, and these written policies and procedures
can be useful in defending any lawsuits that may
be brought.

CONCLUSION

The purpose of this chapter wasto provide a
broad overview of legd issues that may confront
teen court programs. Although the legal issues
encountered by teen court programs in different
jurisdictions will be similar, the responses to
them may vary according to local and state laws.
Program organizers are encouraged to seek legd
counsel when developing teen court policies and
procedures to protect the program, staff, and
clients.
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CHECKLIST FOR LEGAL ISSUES

Have teen court program organizers or staff —
[ ] Determined whether the state has a teen court authorizing law?

[1  Determined if authorizing law is ajurisdictional statute (defining caseload and scope of
operation), a funding statute, a basic diversion statute, or some combination of the above?
What requirements and opportunities are presented by state law?

[]  Determined (with or without statute) if approva is needed by a specific state or local
agency for the teen court program to operate (e.g., courts, probation, schools, child
welfare, county government)?

[1  Determined what interagency agreements are needed to define the caseload, referral terms,
community service options, and other operational features of the program? (Note: Interagency
agreements al so are discussed in Chapter 6.)

[1  Developed program consent forms for defendants and volunteers?

[]  Determined if program consent forms are adequate to establish valid consent to
participate and basic protection from liability?

[]  Assured that the program has taken steps to ensure that consent isinformed consent, with
the consequences of participation fully understood by youth defendants and their parents?

[]  Checked with state law to make sure the consent forms meet legal requirements for
juveniles signing documents affecting their personal rights?

[]  Developed separate consent forms for program volunteers?

[]  Determined if the teen court’s program procedure is controlled by any applicable state law?

[]  Solicited input and participation from local attorneys and judgesin designing the teen
court’s procedure?

[]  Determined what rules of confidentiality apply to teen court operations?

[1  Developed procedures for ensuring that steps are taken to protect confidentiality (e.g.,
oaths signed by participants)?

[1  Developed procedures to ensure compliance with program confidentiality rules by press
or television media personnel who observe or tape proceedings?

[]  Developed procedures for adequately protecting program records from unauthorized
access?

[]  Defined written program protocols on confidentiality?
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[]  Established steps to protect clients, volunteers, and the program itself from liability for
misconduct or damages?

[]  Identified any state immunity laws that may provide special protection to the program as
an official or charitable agency?

[]  Prepared sufficient waiver and release forms (with professional assistance) with some
thought given to the rights of the juveniles who may be injured while performing
community service?

[1  Explored al insurance options thoroughly, based on professional advise?

[]  Investigated and developed policies and procedures (e.g., screening policies, waivers,
insurance) that provide the program with adequate protection in relation to volunteers,
both youth and adults?
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NOTESFOR CHAPTER 3

1. Individuas from several teen court
programs participated in special interviews for
this chapter on legal issues. The programs
interviewed were: Anchorage Youth Court,
Anchorage, Alaska; Gila County Teen Court,
Globe, Arizona; San Francisco Youth Court, San
Francisco, California; Teen Court, Northeast
Juvenile Justice Center, Los Angeles, California;
Westminster Teen Court, Westminster, Colorado;
Denver Teen Court Partnership, Denver,
Colorado; Osceola Teen Court, Inc., Kissimmee,
Florida; Kentucky Teen Courts, Administrative
Office of the Courts, Frankfort, Kentucky; Bend
Youth Court, Bend, Oregon; Capital District
Teen Court, Latham, New York; Onondaga
Youth Court Program, Syracuse, New York;
Tyler Teen Court, Tyler, Texas; and Odessa Teen
Court, Odessa, Texas. Additional information
was supplied by the American Bar Association
and the National Council of Juvenile and Family
Court Judges. The assistance of the programs
and agenciesis gratefully acknowledged.

2. Texas Code of Criminal Procedure, Sec.
45.55. In establishing a procedure for the
referral of youth by the Juvenile Court to teen
courts, the Texas statute may not be preemptive
of local program variants; for example, the
Perrytown, Texas, Teen Court reports that it does
not operate under the statute because its
directors consider the statutory scheme too
restrictive.

3. See, for example, lowa Statutes 602.6110
(Judicia Code) establishing “peer review” pilot
project under the auspices of the state Supreme
Court, permitting diversion of youthful
offenders to the peer review court and
describing digibility criteria and sentencing
optionsfor the pilots.

4. See, for example, Arizona Children’s Code
Sec. 8-230.01, CdiforniaWelfare and
Institutions Code Sec. 654, Florida Statutes Sec.
39.047 (Judicia Branch/Juveniles), or Oregon
Juvenile Code Sec. 419.630 for representative

juvenile diversion statutes considered to be basic
authorizing legislation by teen court programsin
those states.

5. Theimportant cases establishing procedural
due process rights for juveniles in delinquency
proceedings are Kent v. United States 383 U.S.
541 (1966) (right to counsel); In re Gault, 387
U.S. 1 (1967) (right to counsel, right to notice of
charges and proceedings, right to confront and
cross-examine witnesses, privilege against self-
incrimination); In reWinship, 397 U.S. 358
(1970) (burden of proof beyond areasonable
doubt); Breed v. Jones, 421 U.S. 519 (1975)
(protection against double jeopardy).

6. None of the teen court programs surveyed
for this chapter impose any sentence of
incarceration. Some, however, order sentences
of grounding or house arrest at home; these
deprivations of freedom of movement are
justified on the basis of voluntary consent to the
sentence by the minor and the parents.

7. Some programs require defendants to pay
an administrative fee for processing through the
program, in the range of $10 to $20. Some
programs provide for a sentence of grounding or
house arrest, distinguished from incarceration
because it isat home and with the minor’s
consent.

8. TheU.S. Supreme Court has rejected claims
that juvenilesin delinquency proceedings are
entitled by the federal Constitution to trail by
jury. McKiever v. Pennsylvania, 403 U.S. 528
(1971). Nevertheless, 12 states have laws or
court decisions allowing jury trials for minorsin
delinquency proceedings (regardless of whether
teen courts also operate in those states.)

9. For example, the Nonprofit Risk
Management Center is anationa organization
offering training and publications on state
liability laws, insurance, managing risksin
volunteer programs and related matters. The
center can be reached at 1001 Connecticut Ave.,
N.W., Suite 900, Washington, D.C. 20036-5504.
Phone (202) 785-3891.
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CHAPTER 4

DEVELOPING A PROGRAM PURPOSE, GOALS, AND
OBJECTIVES
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INTRODUCTION

The number of teen court programsis growing
rapidly across the country as people realize the
wide range of youth these programs can
influence and the many benefits associated with
them. With thisincreasing awareness will come
increasing scrutiny, as programs are asked to
prove their effectiveness while vying for limited
resources. Itis, therefore, essentia that
programs identify their purpose, goals, and
objectives. The purpose of a program provides
the framework that sets the direction of the
program, while the goals and objectives provide
aplan as to how the purpose will be achieved.

In addition, the program purpose and goals are
the foundation upon which other program
elements are defined, such as the target
population and program services. Measurable
objectives will provide programs with a
mechanism for evaluating their results. Target
population, program services, and program
evauation will be discussed in greater detail in
subsequent chapters, but they are mentioned
here in order to draw attention to the
interdependency of the steps and decisions in the
program devel opment process.

When developing a program’s purpose, goals,
and objectives, it may be helpful to understand
the rational e and philosophy behind teen court
programs. This chapter begins with a discussion
of some of the recurring themes among teen
court programs and concludes with practical
information on devel oping a purpose, goals, and
objectives for ateen court program.

Specifically, by the end of this chapter, readers
will beableto

4 discuss the concept behind the balanced
approach mission and restorative justice
model and explain its relation to goals of teen
court programs;

4 develop a purpose statement for ateen court
program; and

4 develop short- and long-term goals and
measurabl e objectives for ateen court
program.

THE BALANCED APPROACH
MI1SSION AND RESTORATIVE
JUSTICE MODEL

One of the emerging trendsin juvenile justiceis
based on the concept known as the balanced
approach mission and restorative justice model.
In an attempt to provide equal attention to
offenders, victims and the community, the

bal anced approach mission, according to
Bazemore and Umbreit (1994), focuses on

4 accountability;
4 competency development; and

4 community protection.

The philosophy of restorative justice is based on
the following values and assumptions
(McLagan, 1992, as cited in Bazemore and
Umbreit, 1994):

4 Offenders, victims, and the community
should be included in the response to crime.

4 Government and loca communities should
assume complementary roles in responding
to crime.

4 Accountability is based on offenders
understanding the harm caused by their
actions, accepting responsibility for the harm
caused, and making amends.

It isthrough values espoused within this type of
framework that goals of the balanced approach
mission take on a more significant meaning
(Bazemore and Umbreit, 1994). What is
interesting to note is that these same goals (i.e.,
accountability, competency development,
community protection) recur throughout the
literature and program materials from teen court
programs. Although they tout goals similar to
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those found in the balanced approach mission,
the majority of teen court programs, like many
other juvenile justice agencies, have not
implemented the elements inherent in this
promising approach to their full potential.
Programs that follow a balanced and restorative
justice model provide ameans for reconciling
the interests of and meeting the mutual needs of
victims, offenders, and the community
(Bazemore and Umbreit, 1994).

Implementing programs based on the balanced
and restorative justice model can be an ominous
task and often requires agencies to adopt a new
way of viewing the roles of offenders, victims,
and the community in the justice process
(Bazemore and Umbreit, 1994). With
consideration and active participation from other
juvenile justice agencies, victims, and the
community, teen court programs can offer
jurisdictions an avenue to bring the philosophy
of the balanced approach mission in juvenile
justice into actual practice.

Accountability

Often society has difficulty determining where
to affix the culpability for juvenile crime.
Responsibility has been placed on parents,
schools, the community, or the court system.
Although each contributes to the problems that
lead to juvenile crime, the individua
responsibility of the youthful offender cannot be
ignored. Families, schools, communities, and
the juvenile justice system all must play arolein
ensuring that youth accept responsibility and are
held accountable for their actions.

Under the balanced approach mission,
accountability refers to the need for offendersto
make amends to victims for the losses caused by
their delinquent actions. This entails not only
the action of making amends through avenues
such as community service or restitution, but
also entails creating an awareness in youthful
offenders of the harmful consequences their
actions have on others, most notably victims
(Bazemore, 1993). In cases coming before a

teen court program in which there is no
identifiable victim, the message still should be
sent to teen court defendants that their actions do
affect others, including their families and the
community asawhole.

What is missing in many teen court
programs, however, is the link for
offenders between the act of making
amends and the awareness and
understanding of why it is necessary to
make amends.

Most teen court programs reguire youthful
offenders to redress victims and the community
for the harm caused through the provision of
community service and, in some programs,
through ora or written apologiesto victims and
monetary restitution (American Probation and
Parole Association, 1994). What ismissing in
many teen court programs, however, isthe link
for offenders between the act of making amends
and the awareness and understanding of why it is
necessary to make amends. Inits Report and
Recommendations to Victims of Juvenile Crime,
the American Correctiona Association Victims
Committee (1994, p.6) states: “In far too many
cases, juvenile offenders |eave the scene of their
crimes without any inclination of the serious
effects of their acts or the devastating impact
their crimes have on their victims” Therefore,
if ateen court program is to operationalize the
goal of accountability to its fullest extent, it
must not only create opportunities for youth to
repay victims and the community, it also must
build in an awareness component that educates
youth on the impact their actions have on others,
(i.e., victims and community).

In doing this, efforts should be made to involve
the community and victims actively in the
process (Bazemore and Umbreit, 1994). The
community plays significant rolesin holding
offenders accountable by providing locations for
offenders to complete community service hours
and by providing offenders with paid work
opportunities, increasing their ability to pay
restitution. At a minimum, victims should
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provide impact information (written or oral) on
how the crime affected them. Thisinformation
can be used during the sentencing phase to
provide jurors with information to assist themin
determining an appropriate sentence and to
begin the process of personalizing the crime for
the offender.

Competency Development

Under the balanced approach mission, the
competency development goal emphasizes the
need for offenders to leave the juvenile justice
system with skills that will enable them to be
productive participants in society (Bazemore
and Umbreit, 1994). Additionaly, Norem-
Hebeisen and Hedin (1981) stress that to
decrease delinquency, one goal of peer
programs should be to provide at-risk youth
with skills that aid them when they find
themselves in situations in which problem
behavior is encouraged and supported. Teen
court programs can be effective in this area by
teaching youth (i.e., youthful offenders and
community youth) necessary life and coping
skills and then offering a meaningful forum in
which to use and refine those skills.

The goal is for young people to carry
over and apply what they learn through
teen court when confronted with other
difficult choices and situations in their
lives.

Throughout their participation in the program,
teen court defendants and youth volunteers will
be confronted by persons with differing
viewpoints and backgrounds, which often
mirror experiences and situations encountered in
other aspects of their lives. At times, these
differences may cause frustration; however, the
way youth learn to react and respond to these
differing viewpoints and personalitiesis al part
of the learning process. The goal is for young
people to carry over and apply what they learn
through teen court when confronted with other
difficult choices and situationsin their lives.

Most teen court programs are designed to
intervene early (usually after afirst offense) in
the delinquent behavior of ajuvenile. Some
ways in which teen court programs offer skill-
building opportunities for youthful offendersis
through requiring the performance of
community service and participationin
educationa workshops. In addition to holding
youth accountable, basic habits that the
performance of community service can instill in
youth include (Maloney and Bazemore, 1994)

4 reporting to work on time;

4 cooperating with coworkers;

4 accepting constructive criticism; and
4 successfully finishing atask.

Educational workshops can be designed and
offered to defendants to assist them in

devel oping needed skillsin specific areas, such
as managing conflict and problem solving. Asa
means to further the devel opment, enhancement,
and application of life skills, most teen court
programs require or encourage offenders to
participate as a volunteer in the program, usually
in therole of ajuror. Thetableisturned, and the
delinquent youth is offered an opportunity to
experience the other side of the justice system
by determining consequences for a peer. Staff,
who observe a youth'sinteraction with other
jurors and teen court participants, can identify
youth who are lacking in certain skill areas and
who may need additional assistance or an
informal referral for other services.

Teen court is not amock tria; the cases that are
heard are real. As aprevention program, teen
court programs offer youth in the community
valuable education and hands-on experiencein
the legal and judicia system. This places youth
volunteers in positions that require a tremendous
amount of responsibility. They assume roles
that give them the power to make decisions that
can have a direct impact on the lives of the teen
court defendants. Through these roles, young
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people can play an active part in addressing the
problem of juvenile delinquency within their
community.

Community Protection

Theright of the public to a safe and secure
community is at the heart of all justice programs
in both the adult and juvenile systems. Asa
means to help ensure public safety, the balanced
approach mission calls for a shared
responsibility between the juvenile justice
system and the community for the control and
reintegration of offenders (Bazemore and
Umbreit, 1994). By helping youth develop and
enhance needed life and coping skills and
educating them on the legal and judicial system,
teen court programs can cause youth to adopt
more prosocia attitudes, which ultimately can
help protect the community.

This concept isillustrated by the persond
statement in Figure 4-1. It was written by a 15-
year-old girl who, before her involvement as a
volunteer in the Buncombe County Teen Court
Program in Asheville, North Carolina, had
developed a pattern of shoplifting. She was
never caught.

The Office of Juvenile Justice and Delinquency
Prevention (1993) based a mgor component of
its Comprehensive Strategy for Serious, Violent,
and Chronic Juvenile Offenders on the premise
that to effectively handle delinquent behavior,
there must to be arange of graduated sanctions
and afull continuum of treatment and
rehabilitative services. Aside from assisting
community youth to develop needed skillsto
resist the pressures to participatein illegal
activity, teen court programs promote public
safety by offering jurisdictions an aternative
program to juvenile court for nonviolent,
misdemeanor cases. The rationae for doing so
isthat the number of cases being heard in
juvenile court will decrease, and more time will
be alotted for juvenile court to hear more
Serious cases.

SAMPLE STATEMENTSOF
PURPOSE, GOALS, AND
OBJECTIVES

After considering the philosophy and rationale
behind teen courts, program devel opers need to
tranglate the philosophy into practice. Each

Figure 4-1: Personal Statement of a Youth Teen Court Volunteer

very cocky about things.

what could happen if | was caught.

doing them.

A few yearsago | started hanging out with some guys that always got into trouble with the police. | knew
what they were doing was wrong, but | didn’t know exactly what would happen if we were caught. It
didn’t take long for meto get used to their ways and fit in well. When we would go into astore, | always
knew my part, and no one else ever messed up either. We never got caught, and after awhile we all got

There was one time when we went into a store five times in arow, and the last two times there was a
police officer inthere. It didn’t bother us; we just tried to get as much as we could and if we got caught,
well, really we thought that the police were too stupid to catch us. The way we thought was an ignorant
way of thinking, because aweek after that my friends were caught at another store, |, fortunately, was not
with them, but it got me to thinking. What if | had been with them? If | had been caught, what would have
happened? Even though it got me thinking, | didn’t quit doing those types of things. | still wasn't sure

Once teen court started in Asheville, | got into it. | learned about what could have happened if | was
caught, and that was when | decided not to do anythingillegal again. If it hadn’t been for teen court, |
would never have learned about the consequences of doing wrong things and | would probably still be
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jurisdiction should consider the philosophy
within the context of its own community needs
and resources. Blindly implementing a program
based on its apparent success in other
jurisdictions is a smplistic solution that
ultimately may prove ineffective (Cochran,
1989).

Blindly implementing a program based
on its apparent success in other
jurisdictions is a simplistic solution
that ultimately may prove ineffective
(Cochran, 1989).

It is advisable to include agency staff and
stakeholders of the program (those who are
supportive of the program’s efforts as well as
those who may be resistant) in the process of
developing the purpose, goals, and objectives. If
aprogram is being developed within an existing
agency, the program purpose must bein
accordance with al other aspects of the
overseeing agency’s mission and must be
acceptable to al involved with the program.
According to Crowe and Schaefer (1992), some
issues that may need to be evaluated by program
developers in this process include

4 the overal mission of the agency
implementing the program;

4 legal issues that may affect the program; and

4 limitations of community and program
resources.

The following section outlines the process of
developing a program’s purpose, goals, and
objectives. When possible, examples used
reflect concepts related to the earlier discussion
of the balanced approach mission and restorative
justice model.

Program Purpose

A teen court program’s viability depends on its
ability to address a pressing local problem. Itis
crucial that ateen court program focus on needs
within its jurisdiction that can be addressed

realistically. Thiswill enable agenciesto
develop manageable, effective programs. The
following two primary questions can help
program devel opers limit the scope of a program
to something that is redlistic and achievable
(Fulton, Stone, and Gendreau, 1994):

4 What deficiencies are we trying to
overcome?

4 Which ones can weredistically overcome
given the existing resources and level of
support?

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 aso should include avery brief and
general description of the servicesit will provide
(Fulton, Stone, and Gendreau, 1994). A sample
teen court purpose statement may be found in
Figure 4-2.

Figure 4-2: Sample Teen Court Program Purpose
Statement

The Teen Court Program is a community-
based intervention/prevention program
designed to provide an alternative response for
the juvenile justice system for first-time,
nonviolent, misdemeanor juvenile offenders,
in which community youth determine the
appropriate sanctions for the offender. The
program will hold youthful offenders
accountable and provide educational services
to offenders and youth volunteers in an effort
to promote long-term behavioral change that
|eads to enhanced public safety.

Program Goals

Program goals are broad, genera statements that
serve to map out the future and provide a
measure of success in achieving the program
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purpose. They should clarify the intentions of
the program and direct program activities. Itis
recommended that agencies apply the following
guidelines when developing goals for teen court
programs:

4 Focus the goals according to the target
population and program services provided.

¢ Carefully select the goals of ateen court
program based on prioritized needs and
available resources.

4 Differentiate short- and long-term goals.

A further discussion of these guidelines reveals
how their application can enhance the credibility
of teen court programs.

Focusing on Target Population and Services
to Be Provided

When devel oping goals, program developers
should keep in mind the target popul ation the
program is designed to serve. If aprogram
decides to target first-time offenders, the goas
and objectives of the program may differ from
those of programs targeting repeat offenders
who may need more intensive services. Target
population and program services are discussed
in more detail in subsequent chapters.

Basing Goals on Prioritized Needs and
Available Resources

Stakeholder desires and jurisdictional needs
should not be ignored. However, agencies must
examine and prioritize these needs. This
requires an examination of the needs of youth in
the community and a determination of which
needs are not currently being met through other
means and could be met through teen court.
Funding and community resources need to be
examined to ascertain if the identified needs can
be met with existing resources or if the
development of resourcesisfeasible. Redistic
goals that address a specific and important need
then can be established. (See Figure 4-3.)

Figure 4-3: Sample Teen Court Program Goals -
Based on a Prioritized Need

Prioritized Need: A program to address the
problem of underage drinking and illegal drug
use in the community.

Long-term goal: To decrease the number of
youth in the community
engaging in alcohol and
illegal drug use.

Short-termgoal:  To intervene early, provide
education to, and promote

awareness among youth of
the dangers of substance

abuse.

Differentiating Between Short- and Long-
Term Goals

Program developers may find it helpful to
differentiate between short- and long-term goals
of the teen court program. Some goals may
have a rehabilitative focus associated with long-
term behavior change. These may be easier to
evaluate if refocused and broken down into
short-term goals that support the long-term goal.
Also, it may be easier to sustain interna and
external program support if people can see goas
being achieved in the short-term. Figure 4-4
provides an example.

Figure 4-4: Sample Teen Court Program Long- and
Short-Term Goals

Longtermgoal:  Improvethe capacity of
youth to become
responsible and productive
citizens.

Provide youth with education
and hands-on experiencein

thejudical systems.

Increase life and coping skills
of youth in the community.

Protect the community.

Hold youthful offenders
accountable.

Short-term goal:

Short-term goal:

Long-term goal:
Short-term godl:

46

American Probation and Parole Association



Chapter 4 Peer Justice and Youth Empowerment: An | mplementation Guide for Teen Court Programs

Program Objectives Specific and measurabl e objectives should be

Objectives are crucial to effective program assigned to each mgjor goal area. Objectives
implementation and evaluation. Program should be achieved within alimited time and be

objectives specify how program goals will be identified with an actual resuilt. Itis

achieved and should include a method for recommended that teen court objectives be
evaluating results. While program goals should result-oriented rather than activity-oriented
clearly state the intentions of a program, (Crowe and Schaefer, 1992; Fulton, Stone, and
objectives should describe the mechanisms and Gendreau, 1994). Some sample goals and
strategies used to accomplish those intentions. objectives may be found in Figure 4-5.

Figure 4-5: Sample Teen Court Program Goals and Objectives

L ong-term goal: Improve the capacity of youth to become responsible and productive citizens.

Short-term goal: Provide youth with education and hands-on experiencein the judicial system.

objective 1: 90% of youth attending the five-week teen court training seminar will pass a teen court bar
exam.

objective 2: All youth volunteers will be scheduled to participate in a teen court trial/hearing within
three months of passing their bar examination.

Short-term goal: Increase life and coping skills of youth in the community.

objective 1: 30% of the ongoing youth volunteer pool will consist of past teen court defendants by the
end of fiscal year 1996.

objective 2: 85% of youth volunteers will complete a six-week life skills class during fiscal year 1996.

L ong-term goal: Protect the community.

Short-term goal: Hold youthful offender s accountable.

objective 1: All referrals to the teen court program will be docketed and heard in teen court within five
weeks of the referral.

objective 2: During fiscal year 1996, 80% of teen court defendants will successfully complete their
community service hours within 90 days of their sentence.

objective 3: 80% of all restitution payments scheduled to be made during fiscal year 1996 will be
collected.

objective 4: During fiscal year 1996, 60% of teen court defendants will complete afour-week victim
awareness class.

L ong-term goal: Decrease the number of youth in the community engaging in alcohol and illegal drug
use.

Short-term goal: Intervene early, provide education to, and promote awareness among youth of the

danger s of substance abuse.

objective 1: During fiscal year 1996, 95% of all teen court defendants charged with an alcohol/drug
offense will attend a Mothers Against Drunk Driving victim impact panel.

objective 2: 80% of all teen court defendants will successfully complete a four-week substance abuse
awareness program.

objective 3: A pretest and three-month followup test (designed to assess change in knowledge and
attitude about alcohol and drug use among adolescents) will be administered to al
participants of the substance abuse awareness program. 80% of participants will show a

positive change in knowledge and attitude relative to alcohol and drug use.
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CONCLUSION

The establishment of a program’s purpose,
goals, and objectivesis critical to effective
program implementation and evaluation.
Without a carefully considered purpose and
goals, the program will lack a clear direction
and eventually may find its existence called into
guestion.

The sample purpose, goals, and objectives
provided in this chapter are based on the earlier

discussion of the balanced approach mission.
Individual teen court programs should devel op
realistic and achievable goals that reflect the
program’s philosophical basis, jurisdictional
differences, and target population. Establishing
reasonable goals and objectives will require
more work during the planning and devel opment
stages to ascertain what improvement rates are
achievable, given the program aims and
resources. However, thisinvestment of time and
effort should pay off in the long run with a more
effective program.
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CHECKLIST FOR PROGRAM PURPOSE, GOALS,AND OBJECTIVES
Have teen court program organizers or staff —

[]  Developed an understanding of the balanced approach mission and the restorative justice
model ?

Howard Zehr (1990, pp. 230-231) developed the following “ Restorative Justice Yardstick” as a
means for providing juvenile justice agencies with guidance in moving closer to values and
policies consistent with the restorative justice model. These questions should be examined
while keeping in mind the objectives of the balanced approach mission (i.e., accountability,
competency development, community protection).

[] Do victims experience justice?

Are there sufficient opportunities for themto tell their truth to relevant listeners?
Are they receiving needed compensation or restitution?

Is the injustice adequately acknowl edged?

Are they sufficiently protected against further violation?

Does the outcome adequately reflect the severity of the offense?

Are they receiving adequate information about the event, the offender, and the
process?

Do they have a voice in the process?

Is the experience of justice adequately public?

Do they have adequate support from others?

Are their families receiving adequate assi stance and support?

Are other needs — material, psychological, spiritual —being addressed?

N

[] Do offenders experience justice?

Are they encouraged to understand and take responsibility for what they have
done?

Are misattributions challenged?

Are they provided encouragement and opportunity to make things right?

Are they given the opportunity to participate in the process?

Is there encouragement toward changed behavior (repentance)?

Is there a mechanism for monitoring or verifying changes?

Are their own needs being addressed?

Are their families receiving support and assi stance?

N B

[]  Isthevictimoffender relationship addressed?

[1  Isthere opportunity for a meeting, if appropriate — either direct or therapeutic?

[]  Isthere opportunity and encouragement for an exchange of information — about
the event, about one another?

[]  Aremisattributions being challenged?
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Are community concer ns being taken into account?

[]  Isthe process and outcome sufficiently public?

[]  Iscommunity protection being addressed?

[]  Isthere need for some restitution or symbolic action for the community?
[1  Isthe community represented in some way in the process?

Is the future being addressed?

[]  Isthereprovision for solving the problemsthat led up to this event?

[]  Isthereprovision for solving problems caused by this event?

[]  Havefuture intentions been addressed?

O Isthere provision for monitoring, verifying, and troubleshooting outcomes?

[]  Developed a purpose statement?
[]  Determined the deficiencies or areas of need within the community? (Note: Refer to the
needs and resources assessment discussed in Chapter 2.)
[]  Determined which deficiencies or areas of need can be realistically addressed.
[1  Determined who the program is designed to serve? (Note: Chapter 5 discusses
determining atarget population in more detail.)
[]  Decided what services will be provided by this program? (Note: Chapter 6 discusses
designing program services in more detail .)
[]  Developed program goals?
[]  Developed godls that focus on the target population to be served and the program services
to be provided?
[]1  Categorized goals according to short- and long-term goals?
[1  Prioritized goas according to needs and available resources?
[1  Developed program objectives?
[]  Developed objectives that specify how the program goalswill be achieved?
[]  Developed objectives that include a method for evaluating results?
[ Established a time frame within which the objectives will be achieved?
[]  Defined objectives that are results-oriented, rather than activity-oriented?
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CHAPTER 5

DETERMINING A TARGET POPULATION AND
DESIGNINGA
REFERRAL PROCESS
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INTRODUCTION

The target population refers to the group(s) of
youth a program is designed to serve. In order
for aprogram to remain focused and to deliver
effective services, it must clearly defineits
target population and establish areferral
mechanism that will ensure it receives the
appropriate cases. The purpose, goals, and
objectives of the program should be the driving
force behind the selection of atarget population.
Once defined, awritten policy should be
established that states the identified population
to be served, the criteria used to assess youth
during the referral process, and the person or
agency responsible for assessing youth
according to this criteria.

Teen court programs provide services to awide
range of youth, including offenders and
volunteers. However, for the purposes of this
chapter, guidelines and issues to be considered
will be outlined for defining an offender target
population for ateen court program. Targeting
asit relates to volunteersis discussed in
Chapter 8.

At the conclusion of this chapter, readers will
have the information needed to

4 define an offender target population for a
teen court program;

4 design astreamlined referral process; and

4 develop amethod for interagency awareness
and training between teen court programs
and referral agencies.

DEFINING A TARGET
POPULATION

To remain focused and deliver effective services,
aprogram must define the population at which
its services are aimed. A written policy that
outlines the offender target population for the
program should be provided to program staff

and to referral sourcesto aid in the
determination of who should be referred to and
accepted in the teen court program. The more
specific the program isin defining this
population, the easier it will be to solicit
appropriate referrals. Consideration should be
given to starting with anarrowly defined target
population and, if necessary, expanding later.

To remain focused and deliver effective
services, a program must define the
population at which its services are
aimed.

The following are examples of some questions
that should be considered when determining the
types of offenders and offenses to target:

4 Will the program accept first-time offenders
only, or will it also accept youth with prior
offenses? Are there stipulations on the types
of prior offenses that the offender may have
had?

4 Will the program accept misdemeanor,
felony, and/or status cases?

4 Will the program specify the types of
offenses it will accept (e.g., shoplifting,
underage drinking) or will it accept all
offenses within a broad category, such as
nonviolent misdemeanors?

4 Will the program accept violent offenders?

4 What ages of youthful offenders will the
program accept?

According to results from the American
Probation and Parole Association (APPA, 1994)
teen court survey, the ages of youthful offenders
accepted into teen court programs range from 7
to 19. The vast mgjority of responding teen
court programs (97 percent) target first-time
offenders, but approximately 58 percent also
will accept offenders with prior offenses.
Approximately 97 percent handle misdemeanor
cases and 20 percent will handle some felony
cases. Twenty-nine percent of the programs
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responding indicated that they accept status
offenses in addition to public offenses. Table 5-
1 shows a breakdown of the types of offenses
handled by survey respondents.

Table 5-1: Types of Offenses Accepted by Teen Courts

Offense Per centage of_
Programs Accepting
Theft 97%
Alcohol/Drug Offenses 95%
Vandalism 92%
Disorderly Conduct 90%
Assault 83%
Traffic 59%
Truancy 48%
Violent 20%
Other 27%

Source: APPA, 1994

Offensesin the “other” category include
4 loitering;

¢ trespassing;

4 curfew violations;

4 arson;

4 robbery;

4 breaking and entering;

4 auto tampering;

4 harassment;

4 wanton endangerment;

4 receiving stolen property;
4 larceny; and

4 crimina mischief.

These results indicate that, nationwide, teen
court programs are being used as a response for
awide range of problem behaviors among
youth. However, on alocal level, programs
should target offenses and offenders for services
according to the unique needs of the particular
community. Some important points to

remember when defining the target population
of the teen court program include the following:

4 |t must meet an identified need.

4 It must be related to the program’s purpose,
goals, and objectives.

4 It must be one to which services can
realistically be provided.

A further discussion of these guidelinesreveals
how their application can enhance the credibility
of teen court programs.

Examining Needs and Resources

Teen court programs should be devel oped to
meet the needs of a youthful offender population
in acommunity for which an adequate response
or adequate services are not provided currently.
This entails examining local needs and
resources. As discussed in Chapter 2, input and
information from key persons within the
juvenile justice system and the community
should be solicited in order to begin
understanding the local juvenile justice system
and to identify underserved populations of
youthful offenders.

To identify underserved populations of
offenders, program devel opers should meet with
key representatives from juvenile justice
agencies to ascertain the types of juvenile
offenders with whom they come in contact and
the areas in which they feel an alternative
responseis needed. Agencies from which teen
court programs should solicit input include

4 law enforcement;

4 juvenileintake;

4 prosecutor’s office;

4 juvenile probation; and

4 juvenile court.

Also, representatives from these groups can

identify any state laws and agency policies and
procedures that affect the manner in which
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juvenile cases are processed within the
jurisdiction. Figure 5-1 provides alist of sample
guestions teen court program organizers can ask
juvenile justice system representatives when
trying to determine an appropriate target

popul ation.

Figure 5-1: Sample Needs and Resour ces Assessment
Questions

The following are sample questions that

can be directed to juvenile justice system

representatives when conducting a needs

and resources assessment to determine the

target population:

4 Currently, how are juvenile cases
processed through the system?

4 What role do you and your agency
play in this process?

4 What are the main types of offenses
that you perceive are being committed
by youth in this jurisdiction?

4 For what types of offenses and juvenile
offenders do you feel thereis an
inadequate system response?

4 Currently, what type of constraints are
you and your agency under that
hamper your ability to serve the
juvenile offenders mentioned above
(e.g., laws, policies, time, funds)?

4 To what types of programs and
services in the community do you and
your agency refer clients?

4 What do you feel the teen court
program can do to help you and your
agency respond to the needs of
juvenile offenders in this community?

In general, law enforcement officers and
professional s designated with intake
responsibilitiesin the juvenile justice system
have broad discretion when it comes to
determining whether to process a case formally
through the juvenile court system. According to

the Nationa Center for Juvenile Justice (1991)
other options available to them may include

4 referring the offender to a community agency
for services (e.g., counseling);

4 referring the offender to adiversion program;
or

4 warning and releasing the offender to alegal
guardian.

There may be certain guidelines and constraints
placed on these agencies (either by statute or
agency policy) to guide their decision making.
For example, in some jurisdictions, certain ages
or classes of offenders (e.g., repeat offenders,
offenders who have violated conditions of
probation) may be prohibited from diversion. In
contrast, other jurisdictions may require all first-
time offenders to be diverted unless the offense
was against a person or serious in nature
(Nationa Center for Juvenile Justice, 1991).
Teen court program devel opers should be aware
of local laws and policiesin order to avoid
selecting atarget population from which it
would be difficult, if not impossible, to secure
referrals in the local jurisdiction.

Teen court program developers should
be aware of local laws and policies in
order to avoid selecting a target
population from which it would be
difficult, if not impossible, to secure
referrals in the local jurisdiction.

In addition to understanding the needs of and the
services available in the juvenilejustice system,
program devel opers should identify other
diversion programs and community
organizations that provide services to juveniles.
Teen court programs are under considerable time
and budgetary constraints. Coordinating with
other youth-serving organizations in the
community and searching for ways to use and
complement each others' services will help
avoid unnecessary duplication of services and
competition for limited resources. Once these
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programs are identified, information should be
gathered on each program or agency about

4 where the program is located in the
community;

¢ who it serves;
€ how it receives referrals and clients; and

¢ what servicesit provides.

This information can be used to piece together
the options and services available in the
community for responding to the varying needs
of youth and identifying the types of services
that may be lacking.

Relating Target Population to Program
Purpose

All persons involved in the task of defining the
type of offender population to be served must
understand the purpose of the program and agree
on the program’s established goals and
objectives (Carter, 1993). To remain focused
and achieve resultsin line with the program’s
intent, atarget population that supports those
goals and objectives must be defined.

The needs of the proposed target population
should be examined against the overall goals of
the teen court program (e.g., accountability,
competency devel opment, and enhanced public
safety). If compatible, additional goals and
objectives can be defined more specifically to
reflect the needs of the target population.

For example, if aprogram decides that part of its
purpose should be to provide the community
with an early intervention and prevention
program for underage drinking and related
offenses, then its target population should
include first-time youthful offenders charged
with misdemeanor acohol and drug offenses.
More specific goals and objectives related to this
target population could be outlined as follows:

Decrease the number of
youth in the community
engaging in alcohol and
illegal drug use.

L ong-term goal:

Short-term goal: Interveneearly, provide
education to, and
promote awar eness
among youth of the
dangers of substance
abuse.

objective 1. During FY 1996, 95
percent of al teen court
defendants charged with an
alcohol/drug offense will
attend a Mothers Against
Drunk Driving (MADD)
victim impact panel.
objective 2: Eighty percent of al teen
court participants
(defendants and volunteers)
will successfully complete
afour-week substance
abuse awareness program.
objective 3: A pretest and three-month
followup test (designed to
assess changein
knowledge and attitude
about alcohol and drug use
among adolescents) will be
administered to all
participants of the
substance abuse awareness
program. Eighty percent of
participants will show a
positive change in
knowledge and attitude
relative to acohol and drug
use.

...teen court programs cannot address
the needs of all youthful offenders.

Determining If Services Can Be Provided to
the Target Population by the Teen Court
Program

The defined target population for the teen court
program must be one for which the program can
provide services. After analyzing the needs of
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the community, program devel opers may find
there are multiple types of juvenile offenders
who are in need of services. However, teen
court programs cannot address the needs of all
youthful offenders. The task then becomes to
look at the types of services the program will
provide and determine whether the teen court
program can meet the need(s) of the identified
group(s) through its established goals and
objectives. Program organizers may want to
consult with juvenile justice, mental health, and
youth services professionals to gain an
understanding of the strategies that are best
suited for the identified types of offenders.

ESTABLISHING A REFERRAL
PROCESS

Once the target population has been defined, it is
crucid that areferra mechanism be designed
that iswell thought out and streamlined to
ensure that appropriate referras are received by
the teen court program. In designing areferral
process, program devel opers should
4 determine from where referrals will come
from;

4 establish the procedure to be followed by
referral agencies when making areferral; and

4 develop methods for promoting awareness
and understanding of the program by referral
agencies.

Deter mining Potential Referral Source(s)

Results from the APPA (1994) teen court survey
indicate that overall, teen court programs receive
referrals from avariety of sources, both from
within the juvenile justice system and from the
community at large. Referral agenciesinclude

4 |aw enforcement;
4 juvenile probation;
4 prosecutor’s office;
4 judges,

4 schools;

4 diversion programs; and
4 parentsand lega guardians.

However, on alocal level, teen court programs
must decide if they will accept direct referrals
from multiple sources or if dl referrals will be
funneled through one referral source. 1ssuesto
consider when making this decision include

4 how cases flow through the local juvenile
justice system and how well the various
juvenile justice components work together;

4 the complexity of the criteriafor screening
referrals based on the target population; and

4 theimpact the referral procedure may have
on evauation efforts.

Analyzing the Local Juvenile Justice System

Internally, the juvenile justice system consists of
various levels (i.e., complaint, detainment,
intake, detention, adjudication). Depending on
the jurisdiction and the case, different avenues
of intervention may be taken with delinquent
youth, such as probation surveillance, diversion
to community programs, or institutionalization.
Figure 5-2 depicts the typical flow of juvenile
case processing. It should be noted that thisisa
general and simplified version of the system.
Not al jurisdictions follow the same pattern;
even similar cases are not handled in the same
manner (Crowe and Schaefer, 1992).

The disparity among states and local
jurisdictions as to the structure of the system and
how cases are processed through the juvenile
justice system makes it imperative that teen
court programs analyze and understand where
their program fits within the local system and
design areferral process and procedure that is
appropriate to their structure.

Also, as discussed in Chapter 1, teen court
programs vary as to where they are located in
the community. Some are located in juvenile
justice agencies, such as probation departments
and law enforcement agencies, while some are
located in community-based organizations, such
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Figure 5-2: Juvenile Justice Case Processing
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Source: Crowe and Schaefer, 1992, p. 79

as private nonprofit agencies and schools. The
administering agency of the teen court program
can have a direct impact on the referral process.
For example, teen court programs operated by
police departments or probation departments
already have an existing offender base from
which teen court referrals can be selected.
Therefore, it islikely that they will have
different referral procedures than those operated
by community-based nonprofit organizations,
which are dependent on outside sources for
referrals.

To adequately address the diverse needs of all
youthful offenders in the community there must
be a coordinated effort by all juvenile justice
system and community agencies, including the
teen court program. Soliciting insight from the
various juvenile justice agencies on how cases
are processed through the local system can help
teen court programs devel op an understanding of
the needs and constraints under which these
agencies operate daily. It aso will provide
program organizers with information on how
well the various components of the system work
together.

It ispossible that turf battleswill emerge, and
program devel opers may receive conflicting
information from the various sources. One way
to address and counter this problem isto bring
representatives from the various agencies
together to (1) analyze the flow of cases
processed through the juvenile justice system

from the point of detainment through
adjudication; and (2) discuss system needs.

The ultimate goal s of the teen court program
should be to support and complement the needs
of the current system and community. Through
shared communication, steps can be made to
avoid placing the teen court programin a
positionin which it is used asatool to
circumvent the role, processes, or services of
other agencies.

Assessing the Complexity of Screening
Criteria

Another issue that should be considered when
designing areferral process isthe complexity of
the screening criteria used to assess offenders
prior to their referral to the teen court program.
One precept of the juvenile court and probation
movement isthat of individualized case
assessment and treatment. The belief behind
this concept is that the unigue circumstances and
surroundings of each youth should be examined
on a case-by-case basis to ensure the appropriate
intervention strategy is taken (Maloney, Romig,
and Armstrong, 1988).

Program organizers should examine the defined
target population for the teen court program and
determine additional criteria upon which the
offenders in this population should be assessed.
For example, suppose a program determines it
would be an appropriate early intervention
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program for youth charged with first-time,
misdemeanor acohol or drug offenses, yet
would not be a suitable response for youth with
serious substance abuse problems. To receive
appropriate referras, criteriawould need to be
established and controls set in place that identify
youth with serious substance abuse problems
who should be targeted for more intensive
services, rather than being referred to the teen
court program. Professionals who assess
juveniles on aregular basis, such as probation
officers, intake workers, and mental health
practitioners, can be helpful to program

devel opers when defining additional screening
criteria.

Another key question to examine at this point
concerns who (or what agency) should be
responsible for assessing juvenile offenders for
their suitability for the teen court program.
Depending on the complexity of the screening
criteria, when determining the best course of
action for an offender teen court programs may
find it advantageous to have referrals screened
initially by an agency that has trained staff and
risk/needs assessment tools designed to consider
multiple factors. The jurisdiction’s juvenile
intake agency may be able to provide this
service for teen court programs. Teen court
program devel opers should be aware of who
performs the intake function in their local
community. Typicaly, it is performed by either
the probation department or the district
attorney’s office. In smaller jurisdictions,
probation officers may provide both intake and
supervision services, while in larger
jurisdictions, a separate juvenile intake unit may
be established to perform al intake services
(National Center for Juvenile Justice, 1991).

Teen court program staff have many tasks and
duties competing for their time and energy.
Although teen court staff will have to examine
the issues and circumstances of each case and
make afina determination concerning an
offender’s appropriateness for teen court, much
time can be saved if inappropriate referrals are

weeded out before they are sent to the teen court
program staff for an intake session.

Considering the I mpact of the Process on
Evaluation Efforts

The method in which cases are processed and
tracked through the local juvenile justice system
can affect the ease with which future program
evaluation of recidivism of can be conducted.
To be able to measure program outcomes
accurately, the system as a whole needs to be
able to account for how the juvenile offenders
were referred, what services were provided, and
what the case outcomes were. Programs
receiving direct referrals from multiple sources
should ensure that these cases will be tracked at
the system level and should know how thiswill
be accomplished. Jurisdictionsin which thereis
no formal tracking mechanism set themselves up
for youth to be able to “play the system.”

Establishing a Referral Procedure

After examining these issues and determining
the source of referrals, awritten policy needsto
be established that outlines

4 the organizations that will provide referrals;

4 theindividual(s) responsible for screening
referrals and the criteriato be used;

4 the process that referral sources are to follow
when making areferral; and

4 therules for terminating (successfully or
unsuccessfully) cases from the program.

Most teen court programs stipulate that they
have final say over who will be accepted into the
program (APPA, 1994). Therefore, apolicy and
procedure aso should be outlined for how teen
court staff should respond when inappropriate
referrals are made to the program. As stated in
Chapter 3 on legal issues, it also may be
beneficial to have awritten interagency
agreement between the referring source(s) and
teen court agency that outlines these conditions.
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A referral form to be completed by referral
sources and sent to teen court staff should be
developed. At aminimum, it should contain

4 name and contact information for the
defendant;

¢ defendant’s date of birth;

4 name and contact information for the
defendant’s legal guardian;

¢ offense

4 prior offenses (if the program accepts
offenders with priors);

4 name and contact information for victim(s);
and

4 name and contact information for the person
and agency making thereferral.

Additional information the teen court program
may want referral agencies to provide includes

4 documentation of admission of guilt by the
defendant (if required for participation in the
program);

4 copies of any statements, comments, or
reguests submitted by victims; and

4 any additiona information obtained during
the screening process that could enhance the
ability of the teen court program to serve the
defendant.

Informing and Educating Referral Sources

First, referral sources must be made aware of
when the teen court program is ready to begin
accepting cases. Second, to be able to make
appropriate referrals, referral sources must have
athorough understanding of the teen court
program. Some representatives from the referral
agency may have been involved in developing
the program and policies, yet there will be others
who are not familiar with the program and its
processes.

Much of the program’s success hinges
on its ability to secure adequate
referrals (both in number and in type).

Much of the program’s success hinges on its
ability to secure adequate referrals (both in
number and in type). Because of the potential
for high staff turnover and the ever-changing
priorities in the juvenile justice system, teen
courts must be visible, accessible, and open to
input from agencies they rely on for assistance.
Therefore, efforts to promote awareness and
understanding of the program to referral sources
should be an ongoing priority for teen court
staff.

Initialy, formal presentations should be made to
referral agencies and should provide information
on

4 the program’s purpose, goass, and objectives;
4 the offender target population;

4 the servicesthat will be provided by the
program; and

4 thereferral procedure.

Ongoing promotion of the program is
necessary to communicate changes
that take place within referral agencies
and periodic changes that take place in
the teen court program.

Referral sources who understand these elements
of the program will be equipped to screen
referrals more accurately and will be able to
provide youth and their guardians with pertinent
information to assist them in determining if the
teen court is an option they want to pursue.
Brochures and fact sheets on the teen court
program should be provided to al referra
sources, who can then give the documents to
defendants and their families. Lesstime will
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have to be spent explaining the program during
the intake session if defendants and their legal
guardians are furnished with detailed
information at the time of referral.

Ongoing promotion of the program is necessary
to communicate changes that take place within
referral agencies and periodic changes that take
place in the teen court program. Strategiesfor
promoting ongoing communication and support
include

4 making periodic telephone calls,
4 conducting luncheon meetings,
4 writing newsletter articles,

4 being placed on agendas of referral agency’s
staff meetings;

4 acknowledging agency participation and
support at annual recognition dinners and
receptions; and

4 issuing invitations for referral sources to
attend a teen court session.

Whatever method or strategy is used, open
communication between the teen court program

and referral agencies should be encouraged. All
agencies should feel comfortable with sharing
information about any concerns they have or any
obstacles that may have been encountered with
receiving referrals.  Through coordinated
communication and collaboration, role
confusion can be eliminated, and the system can
serve youth offenders and their families more
effectively.

CONCLUSION

Nationally, teen court programs target awide
range of offenders. On alocal level, teen courts
should focus efforts on the population identified
as being in the most need of itsservices. This
chapter provided strategies to help program
organizers analyze issues relevant to selecting an
appropriate offender target population and to
developing areferral procedure that will provide
the correct types of referrals. By making the
extraeffort initialy, programs can avoid being
used as a dumping ground for inappropriate
cases and can be in a better position to design
and adapt needed services for the selected target
population.
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CHECKLIST FOR TARGET POPULATION AND REFERRAL PROCESS

Have teen court program organizers or staff —

[  Defined the offender target population of the teen court program?

[
[

1]

N

Solicited input from stakeholders who can help identify underserved populations of
youthful offenders in the community?

Determined if there are there any guidelines or constraints (either by statute or agency
policy) placed on potentia referral agencies that would prevent them from referring
certain offenders or types of offenses to the program?

Determined whether the program accepts first-time offenders only, or whether it aso will
accept youth with prior offenses? (Are there stipulations on the types of prior offenses
that the offender can have?)

Determined whether the program will accept misdemeanor, felony, and/or status cases?
Determined if the program will specify what types of offenses it will accept (e.g.,
shoplifting, underage drinking) or if it will accept al offenses within a broad category,
such as nonviolent misdemeanors?

Determined whether the program will accept violent offenders?

Decided the age range of youthful offenders that the program will accept?

Defined an offender target population that meets an identified need in the community?
Defined an offender target population to whom services can redistically be provided?
Defined an offender target population that isrelated to the program’s established purpose,
goals, and objectives?

[]  Established areferral procedure?

N O R N | N B B

Mapped the flow of cases through the local juvenile justice system and determined how
well the various juvenile justice agencies work together?

Identified potential referral sources?

Established criteria upon which referrals will be screened for participation in the teen
court program?

Determined whether the program will accept referrals from multiple agencies, or if all
referrals will be funneled through one referral source?

Determined how the referral procedure can impact future efforts at evaluation (i.e.,
recidivism)?

Developed awritten policy that states from where referrals will be received, who will be
responsible for screening referrals, upon what criteriareferrals will be screened, and how
referral sources are to make the referral ?

Determined what information is needed from the referral source and developed ateen
court referral form?
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[ Provided information to and educated referral sources on the referral process?

[]  Notified referra source(s) of the teen court program’s existence and readiness to receive
referrals?

[1  Educated al individuals who will be referring youth to the program on the purpose of the
program, the appropriate offender target population, and the proper referral method?

[]  Established a mechanism for maintaining communication and soliciting input from
referral sources?
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CHAPTER 6

DESIGNING PROGRAM SERVICES
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INTRODUCTION

Services provided by teen court programs affect
abroad segment of the community, particularly
youth. To develop effective services, organizers
should examine the needs of the youth being
served in conjunction with the program’s goals
and objectives. Programs seeking to adopt a
balanced and restorative justice model also
should consider the needs of victims and the
community and develop services that attend to
their needs and interests as well.

The nature of teen court programs
allows for considerable flexibility and
creativity in determining the types of
services and sentencing options that
can be offered.

The nature of teen court programs allows for
considerable flexibility and creativity in
determining the types of services and sentencing
options that can be offered. The objectiveisto
institute services that offer maximum benefits to
meet the needs of offenders, victims, and the
community, while still adhering to the
established goals of the program. Throughout
this process, attention should be paid to how the
teen court can provide the identified services
(i.e., in-house or through referral to community

agency).

At the conclusion of this chapter, readers will
have information needed to

4 examine the needs of youth, victims, and the
community;

4 discuss the types of sentencing options and
services currently being used by teen court
programs;

4 develop and implement sentencing options
and additional program services that address
the needs of youth (offenders and volunteers),
victims, and the community for their local
teen court program; and

4 form relationships and devel op interagency
agreements with service providers.

EXAMINING NEEDS OF YOUTH,
VICTIMS, AND THE
COMMUNITY

To develop effective and comprehensive

program services, teen court program organizers

should keep the goals and objectives and target

population of the program in mind while

examining

4 the needs of youth participating in the
program (i.e., offenders and volunteers);

4 the needs of victims; and
4 the needs of the community.

The following section will briefly outline some
of these needs. However, it should be noted that
while each of these groups has common needs
irrespective of the community in which it
resides, program developers aso should pay
attention to issues and needs of these entities
that are unique to thelocal environment.

Youth Needs

Teen courts not only provide a means for
intervening early in the lives of youthful
offenders once a crime has been committed, they
also serve as a prevention program for the many
community youth who volunteer. The ability of
teen courts to influence such a broad segment of
the youth population makes it important that
program devel opers and organizers understand
and attempt to address factors commonly
associated with juvenile delinquency.

According to the risk-focused delinquency
prevention approach (Hawkins and Catalano,
1992, as cited by the Office of Juvenile Justice
and Delinquency Prevention [OJIDP], 1993), to
prevent a problem from occurring, factors
contributing to the development of the problem
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should be identified and ways to address and
improve those factors should be developed. In
its Comprehensive Strategy for Serious, Violent,
and Chronic Juvenile Offenders, OJIDP (1993)
points to research that documents the five risk
factors listed in Figure 6-1 as contributors to
juvenile delinquency. The OJIDP report states
that to counter these risk factors, programs
should strive to devel op services that help

4 enhanceindividua characteristics;

4 increase bonds with prosocia family
members, teachers, and friends; and

4 promote healthy beliefs and clear standards
of behavior.

Figure 6-1: Risk Factors For Juvenile Delinquency

Risk Factors

4 Individual characteristics (e.g.,
alienation, rebelliousness, lack of
bonding to society);

¢ Family influences (e.g., parenta
conflict, child abuse, family history of
problem behaviors such as substance
abuse, criminality);

4 School experiences (eg., early
academic failure, lack of commitment
to schooal);

4 Peer group influences (e.g., friends
who engage in problem behavior such
as minor cirminality, gangs, violence);
and

4 Neighborhood and community
factors (e.g., economic deprivation,
high rates of substance abuse and crime,
low neighborhood attachment).

Source: OJIDP, 1993

Whileindividua characteristics (e.g., difficult
temperament and negative social orientation)
may be difficult to change, increasing prosocial

bonds and promoting standards of behavior may
be easier for programs to effect. In essence,
youth need to be presented with opportunities to
make meaningful contributions to their families,
schools, peer groups, and communities (OJIDP,
1993).

In essence, youth need to be presented
with opportunities to make meaningful
contributions to their families, schools,
peer groups, and communities (OJJDP,
1993).

Also, when designing program services for
young people, the services need to berelevant to
both the current interests and future needs of
youth. Program devel opers should recognize
that the interests and needs of youth are affected
by many individual and group factors and can
change over time (Carnegie Council on
Adolescent Development, 1992). Therefore,
input from youth on services to be offered
should be requested during the devel opmental
stage, as well as periodically throughout the life
of the teen court program.

In addition to addressing the serious concerns of
youth, programs also should respond to their
desire for fun and friends. Programs can
accomplish this by providing opportunities for
youth to socialize, hang out, and choose from an
assortment of interesting and challenging
activities (Carnegie Council on Adolescent
Development, 1992).

Traditionally, crime victims have been
poorly treated within the very system
that should provide them with support,
information, and assistance.

Victim Needs

Traditionally, crime victims have been poorly
treated within the very system that should
provide them with support, information, and
assistance. However, over the last decade, there
has been a growing awareness of the needs and
concerns of victims. While slow progressis
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being made in the adult system, thereis still
much room for improvement in the juvenile
justice system. Understanding the needs and
wants of crime victims and becoming aware of
the services provided to victims within other
juvenile justice agencies (i.e., law enforcement,
prosecutors, probation, juvenile court) will help
teen court programs determine the types of
services they can and should offer.

Research suggests that the responses of victims
of juvenile offenders to victimization and the
criminal justice process often mirror those of
victims of adult offenders, including
psychologica distress, financial loss, and
dissatisfaction with participation in the justice
system. These problems often are intensified by
factors such as the perceived and real lack of
financial resources of juvenile offenders;
societal frustrations with parental excuses for
children’s deviant behavior; the psychological
reaction of victims resulting from the fact that it
was a child that hurt them; and the redlity that in
many cases, the child who victimized them was
someone with whom they are acquainted or
close (American Correctional Association
[ACA] Victims Committee, 1994).

The challenge to those working in the field of
juvenilejustice isto develop programs and
implement strategies that are offender-directed,
yet victim-centered. Primarily, crime victims
want and need input, notification, and
information. Erez and Tontodonato (1992) note
that meaningful victim involvement in the
justice process will help victimsto

4 regain asense of control over their lives;
4 restore the losses they sustained; and

4 reduce the fedlings of dienation and increase
their satisfaction with the justice process.

For the juvenile justice system to be truly
responsive, implementing effective victim
services requires a coordinated and collaborative
effort among all juvenile justice system players.
Such an effort will help ensure continuity of

services and ultimately should help to increase
victim satisfaction.

Community Needs

Communities are made up of a multitude of
individuals and entities. Thereisahigh desire
by those who live and work in communities to
be safe and secure within that setting. The
Nationa Crime Prevention Council (1986) notes
the following:

€ Parents want safe environments in which to
raise families.

4 Businesses want to keep the area around their
stores and offices safe and secure so
customers will not be driven away.

4 Schools are concerned about the
development of minds, parental involvement
in education, and the safety of the schools.

4 Religious leaders, churches, and synagogues
are concerned for the lives of their
congregation members.

Wilson and Howell (1993) suggest that for
delinquency prevention strategies to be
successful, they should be positive in orientation
and comprehensive in scope. This approach
requires a coordinated and collaborative effort
among all sectors of the community. Teen court
programs offer individual s and agencies an
opportunity to be involved directly in the quest
to prevent crime in their communities.

Also, as aresidual benefit, itis hoped
that as youth participate in the teen
court program, they will begin to feel
they have a personal stake in the future
of their communities.

In addition to offering communities a chance to
address the problem of crime locally through
direct involvement, teen court programs fulfill
other community needs as well. For example,
numerous private nonprofit agenciesin the
community benefit from the many hours of
unpaid labor (community service) performed by
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juvenile offenders. Also, as aresidua benefit, it
is hoped that as youth participate in the teen
court program, they will begin to feel they have
apersona stake in the future of their
communities. Through this personal investment,
youth may see the vaue of living and behaving
as responsible and productive citizens and, thus,
enhance public safety.

DEVELOPING PROGRAM
SERVICES

Once the needs of youth, victims, and the
community have been examined, program
devel opers should begin to determine the types
of services the program will provide. First and
foremost, it will be necessary for programs to
consider the sentencing options that can be
imposed on defendants. These options should
be formed within the context of the target
population being served. Programs aso should
consider additional services that may be
provided to victims and the community, as well
as services that will be of interest and benefit to
youth who volunteer with the program.

Throughout this process, teen court program
organizers should refer to the community needs
and resources assessment (as discussed in
Chapter 2) to determine services aready
available in the community and, thus, avoid
duplicating and overlapping services. Also, if
possible, teen court programs should seek to
form interagency agreements with agencies that
provide services that are beneficial for teen court
participants. A further discussion of interagency
agreements can be found later in this chapter.

Designing Sentencing Options

Some teen court programs establish sentencing
options with specific guidelines for jurorsto
follow when determining a constructive
sentence. Other teen court programs suggest
sentences, yet give jurors considerable flexibility
in determining a constructive sentence. Figure
6-2 depicts some of the most common

sentencing options used by teen court programs.
This section will examine these options briefly
and discuss their application within the teen
court setting.

Figure 6-2: Common Teen Court Sentencing Options

Common Teen Court Sentencing Options

4 Community service hours

4 Oral or written apologies to
victims

¢ Jury duty

4 Essays

4 Education workshops

Source: APPA, 1994

Community Service

The use of service and various forms of unpaid
labor as a sanction in the American juvenile and
criminal justice system can be accounted for as
far back as the early 20th century. Historically,
community service has revolved around
punitive, menia assignments, whilelittle
attention has been paid to the advantages that
community service can provide by influencing
offenders’ attitudes and providing public benefits
(Maloney and Bazemore, 1994). To begin
reaping these potential benefits, Maoney and
Bazemore suggest that the following principles
be applied when designing community service
projects:

4 The community service assignment should be
seen as worthwhile work.

4 Youth should be seen as resources necessary
for the successful completion of the task.

4 Attention should be paid to assigning youth
to projects that will help them gain
transferable competencies that can be used
and applied beyond the community service
experience.

4 Whenever possible, projects should be
designed that provide youth with a sense of
accomplishment, and closure, and an
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opportunity for community recognition.

4 Programs should seek to design community
service projects that focus on helping the
disadvantaged.

By applying these principles, teen court
programs can help youthful offenders increase
their self-image, develop needed life skills, and
make a meaningful contribution to their
community, while still holding them accountable
for their actions.

The Colonie Youth Court Program of the Youth
Courts of the Capital Didtrict, Inc., in Latham,
New York, developed a community service
program that attempts to incorporate these
principles. According to Program Director Scott
Peterson, as part of their community service
program, when possible, youth are assigned to
community service projects in groups or teams
supervised by teen court staff or adult
volunteers. Efforts are made to design the
project around specific community needs (e.g.,
beautification of an area park). In addition to
overseeing the mere performance of the task, the
adult supervisor aso explainsto the youth the
purpose of the community service assignment
and the benefit that it will have for the
community. Although this approach istime and
labor intensive for staff to manage, it can help
provide a more meaningful experience for youth
involved. The team approach also helps youth
learn to work together cooperatively toward the
successful completion of atask.

Program organizersinitially have to make a
determination concerning whether jurors will be
allowed flexibility when assigning community
service hours or whether they will be asked to
assign hours based on a predetermined grid.
Overall, teen court programs vary according to
the number of community service hours that can
be imposed on an offender. The number of
hours reported by American Probation and
Parole Association (APPA, 1994) teen court

survey respondents ranged anywhere from 1 to
200. In addition, some programs set limitson
the number of hours that can be ordered
according to the type of offense committed (see
Table 6-1 for a sample sentencing grid), while
others allow the jury members more discretion
and flexibility when setting hours.

When deciding whether to establish community
service limits or whether to alow for more
flexibility on the part of jury panels, program
organizers and staff may want to consider the
following questions:

4 Arejuriesrelatively consistent in the number
of hours assigned to offenders with similar
offenses and circumstances? If not, what are
the possible reasons for the disparity?

4 Are sentences having to be modified by teen
court staff because youth are not able to
compl ete the assigned hours within the
established time frame? Do jurors
understand the time frame in which sentences
must be completed? Are they asked to keep
factors such as the time frame of sentence
completion, school and extracurricular
activities, and jobs of youth in mind when
determining the sentence?

4 If limits on the number of hours that can be
imposed are set, are jurors expressing
concern or frustration over the established
limits? What is the basis for their concern or
frustration?

These same questions can be examined as the
program progresses to determine if adjustments
in the sentencing policy are necessary.

Jury Duty

In addition to community service, most teen
court programs require defendants to serve at
least once on ajury panel as part of their
sentence. There are reports of programsin
which defendants have been ordered to serve as
many as 12 times as ajuror (APPA, 1994). The
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Table 6-1: Sample Teen Court Sentencing Grid

CLASS1

Includes but not limited to Defective lights COMMUNITY
No helmet SERVICE:
No seat belt 8-16 hours
Equipment violations JURY DUTY:
Antinoise violations 1term
Following too closely
(City Ordinance)

CLASS?2

Includes but not limited to Wrong side of street COMMUNITY
Impeding traffic SERVICE:
Red light/stop sign violation 16-32 hours
No turn signal/improper turn JURY DUTY:
Unsafe lane change 2 terms
Speeding 1-15 MPH over limit
Disobeying traffic control device
One-way street
Racing-exhibition acceleration

CLASS3

Includes but not limited to Driver’s license/restrictions COMMUNITY
Speeding 16-24 MPH over limit SERVICE:
Speeding - School zone, 1-15 32-48 hours

MPH over limit JURY DUTY:

Insurance-no accident 3terms
Littering

CLASS4

Includes but not limited to Racing-contest for speed COMMUNITY
Speeding 25+ MPH over limit SERVICE:
Speeding- School zone, 16+ 48-64 hours

MPH over limit JURY DUTY:

Passing school bus 4 terms
I nsurance-accident
Accident violations
All nontraffic violations

Source: Fort Worth Teen Court Program, nd.

philosophy behind this requirement, according
to King (1990) is that jury duty helps

@ restore salf-esteem in former defendants;

situation in which they must assess the
unlawful actions of one of their peers,

4 return offenders psychologically to the right

4 reinforce the concept of accountability to the side of the law; and

community by placing offendersin a
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4 increase the chance that the jury pool of the However, the diversity among youth involved in
teen court program will be composed of a jury deliberations often creates situationsin
cross section of the juvenile population of the which youth are confronted with persons with
community. differing viewpoints and background. These

It also is hoped that defendants’ experience as differences can cause conflict during the

jurorswill entice them to return to the teen court deliberations, and if not prepared adequately,

program as volunteers, because it is through youth may feel frustrated and defeated by the
sustained involvement in the program that the experience. (See Figure 6-3) Therefore,
greatest benefits are likely to be realized. programs should strive to implement services

(e.g., volunteer training sessions, educational
workshops) that teach youth how to react and
respond appropriately to differing viewpoints
and potentialy volatile situations. Programs
that arm youth who participate on juries with
appropriate skills can help increase the power of
peer influence in this setting; and hopefully,
youth who participate in the jury process can
apply what they learn when confronted with

It also is hoped that defendants’
experience as jurors will entice them to
return to the teen court program as
volunteers, because it is through
sustained involvement in the program
that the greatest benefits are likely to
be realized.

Figure 6-3: Youth Perspective on Jury Duty Requirement

In April 1995, APPA’'s Teen Courts Project Manager visited Buncombe County Teen Court
Program in Asheville, North Carolina, and the Cumberland County Teen Court Program in
Fayetteville, North Carolina. During the visit, agroup of youth teen court participants
(volunteers and past defendants) were asked for input on avariety of issues related to teen
court. Interestingly, both groups had similar concerns when jury duty and jury deliberations
were discussed. There was a consensus among the participants of these programs that
defendants should not be required to serve jury duty as a portion of their teen court sentence.
(The mgjority of teen court programs do require defendants to serve at least once on ajury
panel.) Their reasoning was that many times the defendants did not want to be there, which had
the potentia of creating conflict and chaos during deliberations. Several of the participants said
they did not always know how to react and respond when this conflict arose, and some of those
who volunteered in other capacities with the teen court (attorneys, clerks, bailiffs) said they
tried to avoid jury duty whenever possible because of this problem.

When asked for suggestions on how the problem could be addressed by teen court programs,
their responses included the following:

4 Don't require defendants to serve on jury duty. For those who choose not to serve on
jury duty, additional community service hours or some other appropriate sanction
could be assigned.

4 Have an adult monitor in the jury room. The presence of an adult could help reduce
the level of chaos and may help jurors take their roles more seriougly.

4 Before the hearings, have new jurors go through an orientation session that explains
the responsibilities of being ajuror.
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other difficult choices and situationsin their
personal lives.

Educational Workshops

Educationa workshops on avariety of subjects
are offered as sentencing options for many teen
court programs. These workshops are designed
to promote awareness in youth of various topics
(e.g., substance abuse) and increase life skills
(e.g., conflict resolution, problem solving).
Topics of workshops conducted by teen court
programs (APPA, 1994) include

4 substance abuse awareness;
4 traffic survival and safety;
4 peer pressure;

4 conflict resolution;

4 anger management; and

4 shoplifting prevention.

Whenever possible, teen court programs should
contract with other agenciesin the community
that provide these types of workshops and
services. However, if services are not available
elsewhere, then teen court staff should develop
the programsin-house. Staff and volunteer
facilitators can be used to conduct these types of
workshops.

Oral or Written Apologiesto Victims

Approximately 70 percent of those responding
to the APPA (1994) teen court survey indicated
that an apology to victims (oral or written) is
included among the sentencing options available
to teen jurorsin their programs. A victim may
not desire contact from the offender, even in the
form of an apology. Therefore, before an
offender contacts a victim, teen court staff
should discuss this sentencing option with the
victim. The victim also should be informed of
the procedure that will be followed if an apology
is ordered.

Programs should establish procedures for how
oral and written apologies will be made by

considering the following questions:

4 Who isresponsible for contacting victims to
make arrangements for oral apol ogies?

4 Will an adult (e.g., teen court staff, parent) be
required to accompany the defendant making
the oral apology?

4 If not accompanied by teen court staff, how
will the fulfillment of the oral apology be
verified?

4 Will written apologies be collected and
screened by teen court staff prior to being
sent to victims?

When determining these policies and
procedures, program organizers and staff should
make every effort to focus on protecting victims
from potential harassment and further
victimization by the offender.

Essays

Essays are another popular sentencing option
used by teen courts. Generaly, essaysvary in
length (e.g., 100-1,000 words) and are assigned
to defendants, by the teen jury, on atopic related
to their offense. According to APPA (1994),
topics could include

4 how shoplifting affects the community;

4 the harmful effects of alcohol and drug use
by adolescents;

4 the dangers of drinking and driving; and

4 how to avoid negative peer pressure.

Determining Additional Sentencing Options
and Services

In addition to the traditional sentencing options
described above, many teen court programs have
implemented other types of sentencing options
and additional services for youth participantsin
the program (defendants, volunteers).

Additional sentencing options identified through
the APPA (1994) teen court survey appearsin
Figure 6-4. Programs are encouraged to be
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creative when considering the types of services
that can be provided. This section highlights
some of the ways in which teen court programs
are (1) attempting to increase peer interaction
within their programs and (2) trying to elevate
awareness among participants of the effect crime
has on victims and the community.

Figure 6-4: Additional Teen Court Sentencing Options

Additional Sentencing Options

4 Counsdling

¢ Curfews

4 Limited home restrictions
4 Chores a home

4 Apology to parents

¢ Jail tours

4 Attendence at an adult crimina
proceeding (e.g., arraignment, trial)

4 Presentation to asmall group

Source: APPA, 1994

Peer Discussion Groups

Aninformal discussion group for teens, called
Peer Circle, was designed by the Sarasota Teen
Court Program in Sarasota, Florida. This group
meets for one hour prior to the hearings on the
evening in which teen court isheld. All teen
court defendants are required to attend and
participate in two sessions to complete their teen
court obligation; however, teens may attend the
group as often as they like. Topics of the
discussions are decided by the youth and have
included racial tensions, divorced families, and
parent/child relationships. Although discussion
isdriven by the teens, an adult facilitator is
present to aid the process, if necessary (Sarasota
County Teen Court Program, nd).

According to Kathleen Self, Sarasota Teen Court
Program Coordinator, in addition to offering a
forum for youth to seek guidance and input from
their peers on issues of importance and concern
to them, the Peer Circle has been an invaluable

tool for preparing defendants and youth
volunteers for their roles as jurors. All
defendants are required to attend the Peer Circle
before serving jury duty. These groups are held
prior to the teen court hearings; therefore, it
gives the youth an opportunity to interact and
practice listening, assertiveness, and problem-
solving skills before they participate on ajury.
This approach has helped reduce problem
behavior and conflicts that sometimes occur
during jury deliberations.

Tutoring

One factor identified in research as influencing
delinquency is poor school performance (OJJDP,
1993). Drug use aso has been correlated with
school failure (Johnston, O’ Malley, and
Bachman, 1994). To address thisissue, some
teen courts have incorporated tutoring as a
sentencing option for defendants and asa
service for teen court participants. Programs
either have accessed local school resources for
this service (e.g., after-school tutoring programs)
or attempted to incorporate this service in-house,
through the use of adult or youth volunteers.

Special Events

Youth involved in teen court programs in North
Carolinaindicated during a meeting with APPA
project staff that they would be interested in
attending specia events (outside of teen court
hearings and training sessions) sponsored by the
teen court program. They stated that many
times they do not interact socially with other
youth participating in the teen court program
because they may attend different schools or are
not part of the same social network. There often
istoo much activity on the days and evenings
teen court is held, so the youth do not always
have an opportunity to get to know each other
very well.

The LaPorte Teen Court Program in Indiana
encourages informal interaction and association
among all of its participants. The program
sponsors various special events aimed at
building informal relationships among the youth
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and providing youth who may not have positive
socia outlets a safe environment and a group to
which they can belong. Examples of special

events teen court programs can sponsor include

¢ pizzaparties,

4 volunteer recognition picnics;

4 short trips (e.g., amusement parks);
4 midnight bowling; and

4 formation of ateam for aloca sporting
league (e.g., softball).

Peer Mediation

Mediation can assist youth in developing
alternative solutions to problems while
increasing communication skills to help them
avoid future conflicts. Some teen courts, such as
the Cumberland County Teen Court in
Fayetteville, North Carolina, and the Anchorage
Youth Court in Alaska, have devel oped peer
mediation programs in conjunction with the teen
court. In some programs, mediation may be
ordered when the jury determines (with victim
consent) that it may be a more appropriate
means of reaching a sentence. Other programs
have implemented it as a service sometimes
offered in lieu of ateen court hearing.

For example, the Anchorage Youth Court
Mediation Program offers students an
opportunity to resolve their disputes through
mediation. Youth court members are trained by
adult mediators to perform the role of mediators
in workshops covering basics of collaborative
negotiation, methods, and ethics. Youth
mediators a so participate in regularly scheduled
biweekly training sessions under the guidance of
volunteer adult mediators. Once trained,
mediation sessions are handled by two student
mediators working as ateam under the
supervision of an adult mediator (Anchorage
Youth Court, nd).

Victim Services

As stated previously, victims should be given a
more active role in the juvenile justice process.
Meaningful involvement can help restore losses
sustained by victims and increase their
satisfaction with the justice process (Erez and
Tontodonato, 1992).

As mentioned in Chapter 4, holding youth
accountable requires that they develop an
understanding of how their behavior impacts
others (i.e., victims, family, community);
therefore, teen court programs should implement
services that raise offenders’ awareness of the
impact of crime on victims. In addition to
services related to offender awareness, there are
additional services that can be incorporated
within teen court programs that serve victims
directly. These servicesinclude

4 input;
€ restitution;
4 notification; and

4 information and referral services.

Victim Awareness

Victim impact panels can be used to help
educate offenders about the experience of
criminal victimization by having several victims
testify as to how their lives were affected by the
crimes committed against them (Sinclair, 1994).
For victims who choose to do so, it offers an
avenue for meaningful participation in the
criminal justice system. It also can have a
powerful impact on the offenders who attend.
Figure 6-5 outlines some of the values these
panels can have for offenders and victims.
While these values are specific to drunk driving
cases, they can be generalized to other types of
offenses as well.

Rather than take responsibility for organizing
these panels, severa teen court programs have
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been able to locate and utilize other agencies
within their communities that offer this service
(e.g., local sheriff’s office, local chapters of
Mothers Against Drunk Driving).

Figure 6-5: Value Associated with Victim | mpact
Panels

Value For Attending Offenders

If the victim’'s stories are told in person
from the heart, in neither a blaming nor
accusatory way, it can

¢ allow offenders, perhaps for the first
time, to consider the pain and suffering
drunk driving can cause to other
people;

4 help offenders move beyond being
“stuck” in focusing on their own “bad
luck”;

4 serve asafirst step in bresking down
denia of acoholics or those addicted
to other drugs;

4 imprint images of rea peoplein
offenders’ minds, which may replay
when drinking and driving isagain an
option; and

4 change behavior and save lives.
Value For Panel Members

B’_y :_aervi ng on avictim impact panel,

victims:

4 find that the telling of their story

lightens their personal pain, which
promotes their own healing process;

4 experience something positive from a
previously devastating event; and

4 believethat through telling their stories
they may be preventing some other
family from having to suffer asimilar
victimization.

Source: Lord, 1990, pp. 9-10.

Taking thisidea on adlightly different tangent,
the Sarasota Teen Court Program in Floridais
seeking funding from their local Junior League
to devel op and organize peer impact panels.
They plan to use these panels to handle specific
charges, such as driving-under-the-influence
cases, from traffic court. Youth who have lost
family members to drunk driving or have family
members with serious drinking problems will be
asked to testify on the peer impact panel. The
Sarasota program hopes that hearing the effects
of these crimes from youth who have been
affected, as opposed to listening mostly to adult
victims, will have more of an impact on youth
defendants (Sarasota Teen Court Program, nd).

Another way to educate youth on the effect
crime has on othersis by conducting victim
impact classes. These classes provide
information to youth on the financial, emotional,
and physical consequences of crime and often
have victims who volunteer to serve as
facilitators for the classes. The CaliforniaYouth
Authority developed amodel curriculum entitled
Impact of Crime on Victims, that is available for
use and can be adapted by programs desiring to
implement this type of class.!

Victim I nput

A goal often cited by teen court programsisto
hold offenders accountable. As discussed
previously, this goal requires that restitution for
crime-related |osses be made to communities
and victims (Bazemore and Umbreit, 1994). To
facilitate this process, victims should be
afforded the opportunity to provide information
on the impact that the crime had on their lives.
Information solicited for this purpose can be put
in the offender’s file and used during the
sentencing process. A victim impact statement

For more information about the Impact of Crime on
Victims curriculum contact the Office of Prevention and
Victim Services, Department of Youth Authority, 4241
Williamsborough Dr., Suite 214, Sacramento, California
95823; (916) 262-1392.
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(VIS) is one method of eiciting victim input.
These statements can be provided in ordl,
written, audio, or video form. A VIS may have
been completed prior to the teen court stage
(e.g., a the time the complaint was made). If so,
then the VIS should be supplied to and reviewed
by teen court staff, and the victim should have
the opportunity to update the information. A
sample Victim Impact and Restitution Statement
used by the Manatee Teen Court Program in
Bradenton, Florida, appearsin Appendix D.

In Sunbury, Pennsylvania, all victims of juvenile
crime have the opportunity to submit aVIS.
When offenders are referred to the
Northumberland County Teen Court Program,
teen court staff receive a copy of the VIS, and
the peer jury has access to the information for
use in sentencing.

When contact with victimsis initiated, program
coordinators should be prepared to allow victims
to talk, ventilate, and express their feelings. In
some instances, it could be the first timeavictim
is contacted after the crime. Therefore, those
communicating with victims should be
knowledgeable and trained to react and respond
appropriately to the vast range of emotions they
may encounter. Whether contact occurs over the
phone or face-to-face, coordinators should listen
carefully, ask open-ended questions, and allow
room for clarification (Seymour, 1994). Figure
6-6 provides examples of some basic victim
validation skills that can be used when speaking
with victims.

Restitution plays a key role in the
victims’right to be made whole by
providing an avenue for reimbursing
victims for their losses.

Victim Restitution

Restitution plays akey rolein thevictims' right
to be made whole by providing an avenue for
reimbursing victims for their losses. In addition,
it isvital as ameans of ensuring accountability

from the juvenile offender (ACA Victims
Committee, 1994). Approximately 53 percent
of teen court programs responding to the APPA
(1994) teen court survey alow monetary
restitution to be ordered as part of the jury’s
sentence. To hold offenders accountable and
provide victims with this needed service, there
must be strict accountability on the part of the
offender to pay and the agency to effectively
and efficiently collect and disburse payments.
There also should be a mechanism for handling
defendants who become delinquent in payments.

Figure 6-6: Basic Victim Validation Skills

Basic Victim Validation Skills

4 Tédl thevictim to whom they are
speaking.

4 Address the victim by name. (How the
victim would like to be addressed
should be clarified early in the
conversation.)

Say, “I am sorry.”
Say, “It is not your fault.”

L et the victim know that their input is
valued and important.

* o o

Source: Seymour, 1994

In Compilation of Policy and Procedure

Provisions from Juvenile Restitution Programs,

Munsterman and Henderson (1987) discuss the

following issues that should be considered when

managing restitution payments:

4 Proceduresfor payment. A procedure
should be outlined concerning how payments
will be made by the youth. This procedure
should specify what types of payment will be
accepted (e.g., cash, check, money order), to
whom the payment is to be submitted (e.g.,
teen court coordinator, clerk’s office,
probation officer), and when and how often
payments are to be made (e.g., on the first
day of each month). A contract outlining
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these responsibilities should be developed
that is signed by the defendant and their legal
guardian.

4 Monitoring of payment plan. Ona
monthly basis, teen court staff should
monitor payments made by comparing the
amounts of monies due to the amounts of
monies paid to victims for each case in which
restitution was ordered.

4 Disbursement of restitution to victims. An
important issue to consider when making
these guidelinesis at what intervals payments
will be made to victims (e.g., monthly, paid
infull). These guidelines need to be
communicated to defendants and to victims
so they will know what to expect from the
program. Programs relying on outside
agencies (e.g., clerk’s office, probation
office) to collect and disburse payments
should coordinate with these agencies when
establishing these guidelines.

4 Priority of payments. Programs will need
to establish policies for how cases will be
handled when there are codefendants owing
restitution to the same victim and when a
defendant owes restitution to multiple
victims (e.g., who will receive payment first).

4 Noncompliance with restitution order:
Programs should establish a policy that states
how many days a defendant can be
delinquent in payment before further action
will be taken. The policy aso should
stipulate al actions to be taken when that
time has elapsed (e.g., warning letter to
defendant, status letter to victim, persona
meeting with defendant and guardian to
discuss reasons for failure to comply). It
should state further what the fina
consequence is for nonpayment (e.g.,
unsuccessful termination from the program).

Victim Notification

Notification refers to providing information to
victims concerning their offenders’ status.
Especially in cases in which input was acquired

from victims for the purposes of sentencing,
victims should be informed of the outcome of
the hearing. In cases where restitution is
ordered, victims should be notified of the
amount of restitution awarded and kept informed
of the status of the defendant’s compliance to
that order. Programs should seek the advice of
legal counsel concerning confidentiality issues
when designing notification procedures.

| nformation and Referral Services

Often victims do not understand how the
juvenile justice system works. Teen court staff
can help remedy this situation by providing
victims with information on the system in
general, the teen court program in particular,
how the process should work from this stage on,
and whom they can contact for additional
information.

Victims experience a wide range of needs in the
aftermath of a crime, both short- and long-term.
There are approximately 10,000 victim service
organi zations that provide assistance and
support to victims of both adult and juvenile
offenders (ACA Victims Committee, 1994). At
the community level, it is extremely beneficial
to have aroster or manual that comprehensively
describes the available and applicable resources
that exigt for victims of crime. This type of
information can be uncovered during the needs
and resources assessment and can later be
supplied to victims (as well as teen court
participants) in need of services.

FORMING INTERAGENCY
AGREEMENTS?

Often, because of time and budgetary constraints
and limitations of staff expertise, teen court
programs must ook to other organizations in the

2Materials excerpted and adapted from Fulton, Stone &
Gendreau (1994) Restructuring Intensive Supervision
Programs: Applying What Works, pp. V 1-16 through V1-
23, Lexington, KY: APPA.
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community to assist in the provision of services.
Networking, collaborating, and brokering with
outside agencies can help decrease role
confusion and duplication of services among
service providersin the community. Before
developing interagency agreements and contracts
with agencies for services, program organizers
and staff should have adequate knowledge about
the services being provided and about the agency
asawhole.

Networking, collaborating, and
brokering with outside agencies can
help decrease role confusion and
duplication of services among service
providers in the community.

Factorsto Be Considered in the Selection
Process

According to DeHoog (1984), the maximum
efficiency in interagency relationships will be
realized when ateen court program has adequate
knowledge of

4 the potential service providers and their past
performances,

4 theactual services, especially asthey relate to
the needs of consumers;

¢ the method of service; and

4 the cost of the various components of the
Services.

Lieber (1987) expands on DeHoog's elements
when he suggests that programs should require
potential service providers to detall

4 the population being served;

¢ an estimate on the flow and source of clients
(i.e., youth offenders);

4 methods of referral to the program;
4 methods of evaluation of client needs;

4 methods for providing the services that
address client needs and the rationale for the
chosen methods of service delivery;

4 methods to be used for monitoring clients
and providing feedback to referral sources;

4 criteriafor positive or negative termination
from the program; and

4 followup techniques.

It isimperative that program staff have sufficient
knowledge of prospective service providers. In
the case of an individual, such as a psychiatrist,
psychologist, or substance abuse counselor,
program staff should ask for aresume and
inquire within the local professiona community
about the individual’s capabilities and reputation
(Beto, 1987). Knowing how to evaluate the
credentials of an individua professional is
important in the selection process. For example,
the professional’s resume may reflect alengthy
list of research articles published in professiona
journas. While this speaks well of the
individual, it also may indicate that more time
has been spent in an academic setting than on
practical experience, which could impact the
quality of services delivered (Beto, 1987).

Lieber (1987) states that before contracting with
an agency or organization, program staff should
be sufficiently satisfied with the agency’s

4 organizationa capacity for effective and
efficient management;

4 corporate capacity to provide the service;

4 corporate status (individual, partnership,
corporation, nonprofit, or for-profit);

4 clear lines of responsibility for daily
operation;

4 contact person and established lines of
communication; and

4 rolefor itsboard of directorsinthe
management of the organization.

Much information may be gleaned from contacts
with other referral sources. Program staff
should ask for alist of references from a
prospective service provider. Contact with other

American Probation and Parole Association

7



Chapter 6

Peer Justice and Youth Empowerment: An I mplementation Guide for Teen Court Programs

referral sources may yield information on the
quality of services, staff credibility, and response
to emergency situations (Beto, 1987).

It also may be beneficia to contract with
universities for particular services (e.g., a
counseling program operated by a psychology
department; a cohol education programs offered
by ahedth or traffic safety department).
Satisfaction with this type of relationship will
depend to a great degree on the professor or
faculty member responsible for the program.
For example, a professor whose background is
in research may not be particularly interested in
direct service delivery or providing doctoral
students with meaningful practical experiences
(Beto, 1987).

At various points throughout this Guide, the
importance of a detailed needs assessment has
been stressed. An important part of the needs
assessment is acquiring sufficient information to
eva uate prospective service providers. If the
organization or professiond isincapable of
delivering the services desired or does not share
the vision of the teen court staff, then
unsatisfactory results may be expected.

Negotiating the Agreement

Contract negotiation should not be an unpleasant
experience. It usualy involvestwo individuas,
each representing their respective organizations,
who want to form a cooperative relationship,
with one supplying clients and the other
providing aservice. During this process, ajoint
purpose statement may serve as the foundation
for amore formal and rewarding relationship
between ateen court program and a service
provider. The negotiation period provides an
excellent opportunity to resolve issues not
formally addressed during earlier exchanges.

Some areas requiring further clarification may
include

4 treatment and services provided;

4 notification and discharge communication;
4 treatment and referra criterig;

4 confidentiaity issues;

4 frequency and type of client contact;

4 assessment criteria;

4 frequency and type of contact between
agencies; and

€ success and failure criteria.

Writing the Contract

Scherman (1987) suggests having an attorney
assist with the review and implementation of the
contract. The written contract, or interagency
agreement, isalega document that protects both
parties; it must be realistic and reasonable and
have explicit and enforceable provisions
(Marlin, 1984).

While contracts may differ depending on the
jurisdiction, roles of the parties, and services
desired, they contain many common el ements.
Figure 6-7 contains alist of primary elements
that should be in a contract for services and alist
of secondary elements that also may be included
depending on statutory requirements and local
practices.

Evaluating the Services Delivered

The final component of the contract process is
evaluation. Determining how well the
interagency partnership worksiscritical to the
efforts of organizations that try to change people
(Glaser, 1988). Measures of evaluation include

4 client outcome;

4 system effectiveness,

4 cost-benefits; and

4 client and staff satisfaction.
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Figure 6-7: Contract Elements

CONTRACT ELEMENTS

Primary Elements

¢ Opening paragraph: Defines the relationship between the program and the service
provider.

¢ Scope of the contract: Liststhe services to be provided and reflects the responsibilities
of the program and the service provider.

¢ Compensation: Provides adescription of the method by which the service provider will
be reimbursed for specific services rendered.

4 Payment: Insures that payments for services will be governed by statute or local
jurisdiction policy.

4 Affirmative action: Usually requires that a service provider will not discirminate in
areas of employment or client service.

4 Confidentiality: Establishes an understanding that the service provider must abide by all
applicable statutes concerning the handling and disclosure of client information.

¢ Cancellation/modification: Provides the methods, restrictions, and time frames that the
program and the service provider must follow to modify or cancel the contract.

¢ Effective date/ter mination date: Provides the time frame in which the contract will be
in effect.

Secondary Elements

4  Extensions: Provides an opportunity to eliminate the need for preparing a new contract if
there is ahigh probability of utilizing the same services the following year.

¢ Indemnity: Attempts to ensure that the service provider will “hold harmless’ the
program against any liability or claims in which suit may be brought.

4 Insurance Should specifically outline the insurance requirements and certificates the
service provider will be required to obtain and maintain throughout the contract period.

Bonding: Requires the service provider to maintain an employee fidelity bond.

Independent contractor: Attempts to protect the program against an interpretation that
the contract implies that the service provider is a partner or employee.

4 Audits: Providesthat the program has the right to examine and copy any documents of
the service provider relating to the contract.

¢  Reportsand monitoring procedures; Outlines the procedures the service provider will
follow in order for the program to properly monitor the contract.

14 Incor poration status: Requires those service providers that are nonprofit corporations to
furnish a copy of the certificate of incorporation to the program.

¢  Assignment: Provides the parameters in which the service provider can assign its
responsibilities as they relate to a contract with another agency.

L R 4

Source: APPA and National Association for State Alcohol and Substance Abuse Directors, 1992; Scherman, 1987;
Marlin, 1984

American Probation and Parole Association 79



Chapter 6

Peer Justice and Youth Empowerment: An I mplementation Guide for Teen Court Programs

In order to effectively evaluate the
delivery of contract services, it is
important that measurable objectives
are agreed upon at the onset of the
interagency partnership.

In order to effectively evaluate the delivery of
contract services, it isimportant that measurable
objectives are agreed upon at the onset of the
interagency partnership. In addition, a
management information system should be
devel oped by the teen court program, with input
from the service provider, that guarantees that
data pertinent to the treatment initiative may be
properly collected, organized, reviewed, and
transmitted as needed (Scherman, 1987).
Unfortunately, it is not uncommon for agencies
to begin programs, adopt strategies, and enter
into cooperative relationships without giving
sufficient thought to gathering data or
scientifically measuring outcomes at a later date
(Glaser, 1988). Agencies can avoid this pitfall
by focusing on evaluation issues during the early
stages of the contract process.

Maintaining the Partner ship

In order for interagency partnerships to survive,
the parties involved must work at the
relationship. One of the key factorsin
maintaining a positive relationship is constant
communication. Through communication, roles
can be clarified, problems can be resolved
before they become insurmountable, and a
mutual respect can be fostered.

A few examples of positive forms of
communication include

4 periodic telephone conversations;
4 mutual training workshops;

4 joint staff meetings;

4 informal meetings over lunch;

4 scheduled social events; and

4 frequent staff interaction.

The development of meaningful communication
between the teen court program and the service
provider will ensure a partnership that
appropriately aids the offender and enhances the
efforts of the juvenile justice system.

Through communication, roles can be
clarified, problems can be resolved
before they become insurmountable,
and a mutual respect can be fostered.

CONCLUSION

The types of services identified in this chapter
represent only afraction of what teen court
programs provide. They are presented to give
programs an idea of the various ways in which
services can be designed to benefit offenders,
victims, and the community. If viewed strictly
as ayouth program, teen court programs can
lose sight of the ways in which they can impact
others in the community. Involving youth,
victims, and community members in discussions
concerning needed services can help program
organizers begin to develop a program that truly
does impact and benefit the offenders, victims,
and community as awhole.
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CHECKLIST FOR PROGRAM SERVICES
Have teen court program organizers or staff —

[]  Examined the needs of youth in the community?

[]  Identified current interests of youth in the community?
[]  Identified current needs of youth in the community?

[]  Examined the needs of victims?

[1  Developed an understanding of the primary needs and wants of victims in the
community?

H Identified any legislation pertaining to victim rights within the state or local jurisdiction?

O Identified services currently provided to victims by the local juvenile justice system?

[]  Examined the needs of the community?

[]  Identified the top concerns of the community related to juvenile crime?

[1  Determined which of these concerns the teen court program can address?

O Identified what services currently are provided in the community to address these types of
concerns?

[]  Designed sentencing options for offenders?
[1  Community service

[]  Determined whether there will be a predetermined range of hours that can be
imposed based on the type of offense, or whether jury panels will be alowed
flexibility and discretion when assigning hours?

[]  Developed acommunity service program or component that attempts to place
youth in community service sites or projects that are meaningful and worthwhile,
and alow the youth to see the benefits of their contribution?

[]  Established apolicy concerning whether youth will be assigned to specific sites or
whether they will choose from alist of community service sites and be responsible
for making all the arrangements?

L1 Jury duty

[]  Established apolicy that states whether all defendants will be required to serve jury
duty as part of their sentence?

[1  Determined if there will be a predetermined range of times a defendant can sit on a
jury from which the jury panel can choose?
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[]  Educationa workshops

[]  Determined the topics that will be covered?
[1  Determined whether workshops will be developed in-house or contracted out to
other agencies?

[]  Apologiesto victims

[]  Established apolicy that states who will contact victims to ascertain if they wish to
receive an ora or written apology from the defendant?

[]  Determined the procedure for making oral and written apologies?

[]  Determined how the receipt of an apology to avictim isto be verified?

[1  Essays

[1  Determined whether the jury will be provided with alist of certain topics from
which to choose, or whether the selection of appropriate topics will be l€eft to their
discretion?

[]  Determined if there will be a predetermined minimum and maximum limit on the
number of words ajury panel can assign?

[1  Monetary restitution

Ouitlined the procedures for payment and how payment will be monitored?
Determined how restitution will be disbursed to victims?

Established a policy concerning who will receive payment first in cases involving
multiple victims (i.e., priority of payment)?

Established a policy for how cases will be handled when a youth does not comply
with the restitution order?

N I |

[]  Examined additional sentencing options and program services

Peer discussion groups

Tutoring

Peer mediation

Victim impact panels or classes
Victim input

Victim notification

Information and referral services
Special events

Other

N o
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O |dentified agencies and organizations in the community that can provide services for the teen
court program?

[]  Recorded information on each agency and organization regarding

the type of services provided (related to the needs of teen court participants);
the population served by the agency;

the cost associated with the services,

the way in which referrals are made to the agency;

the manner in which clients are monitored;

criteriafor successful and unsuccessful completion of the program;

how the agency evaluates its services, and

information on the staff’s capabilities (i.e., credentials) and reputation in the
community.

N

[]  Negotiated an interagency agreement or contract for service?
[]  Received clarification on

treatment and services provided;

notification and discharge communication;
treatment and referral criteria;

confidentiality issues,

frequency and type of client contact;

assessment criteria;

frequency and type of contact between agencies; and
success and failure criteria.

I B

[]  Written interagency agreements or contracts?

[]  Consulted lega counsel?
[]  Ensured the written contracts or interagency agreements are realistic, reasonable, and
have explicit and enforceable provisions?

[]  Evaduated the services delivered?

[]  Developed measurable objectives that were agreed upon at the onset of the interagency
partnership as to how to evaluate
[]  client outcome;
[]  system effectiveness;
[]  cost-benefits; and
[1  client and staff satisfaction.

[1  Maintained partnership and communication with service providers?

[]  Identified and established techniques and strategies for maintaining a positive relationship
and solid communication with service providers?

American Probation and Parole Association 83



Chapter 8 Peer Justice and Youth Empowerment: An I mplementation Guide for Teen Court Programs

CHAPTER 8

RECRUITING, USING, AND TRAINING VOLUNTEERS
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INTRODUCTION

Volunteers are the backbone of al teen court
programs. No teen court should recruit youth
and adult volunteers, however, until it gives
thoughtful consideration to where it could use
their assistance. Volunteers used unwisely can
end up feeling that their timeis being wasted
and may fed that their time could be better
spent assisting another agency (Fulton, Stone,
and Gendreau, 1994).

At times, the use of volunteers can create
additiona work for program staff. Unless care
is taken in recruitment, training, and the use of
volunteers, teen court staff may find themselves
in situations in which avolunteer is
counterproductive. Considering all the other
burdens with which program staff must deal,
this situation should be avoided. A careful
examination of where a program can use the
assistance of volunteers will lead to the effective
use of available community resources (Fulton,
Stone, and Gendreau, 1994).

At the conclusion of this chapter, the reader will
be able to

4 define possible volunteer roles within ateen
court program;

4 determine methods for targeting and
recruiting volunteers,

4 develop avolunteer training program; and

4 develop methods for sustaining volunteer
support and commitment.

EXAMINING POSSIBLE
VOLUNTEER ROLES

As has been stated and illustrated throughout
this Guide, volunteers participate in and provide
services for teen court programs in many ways.
For example, al teen courts rely on youth and
adult volunteers to carry out the actual teen
court hearings. Beyond that, the extent and

capacity in which programs use volunteers
differ. Involving community membersin teen
court programs in creative ways can help
increase community support and ownership of
the program and can help reduce the workload
of overburdened staff.

Involving community members in teen
court programs in creative ways can
help increase community support and
ownership of the program and can help
reduce the workload of overburdened
staff.

This section will begin by describing the
traditiona roles that volunteers assume in teen
court programs. It also will describe additiona
ways to capitalize on the talents of youth and
adult volunteers to help accomplish program
goals and objectives.

Traditional Youth Volunteer Roles

As discussed in previous chapters, depending on
the model of teen court program being used, the
following are typical volunteer roles assumed by
youth.

4 Defense attorneys. Represent the interests
of the defendants during the hearing.

4 Prosecuting attorneys. Represent the
interests of the “state” during the hearing.

4 Court clerks. Keep arecord of the court
proceedings, swear in the jury and witnesses,
and assist the judge during the youth court
session.

4 Bailiffs. Signin youth court volunteers,
open the youth court session by announcing
the judge, escort the jury to and from
deliberations.

4 Jurors. Hear the circumstances of the case
and determine constructive sentences for the
defendants.

Some teen court programs use teens in the role
of judge aswell. In these programs, the youth
judge is mainly responsible for presiding over
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the youth court proceedings and is usually an
older adolescent who has served in the volunteer
roles of youth defense and prosecuting
attorneys. Inteen court programs in which there
IS no peer jury, the youth judge is responsible for
determining the appropriate sentence for the
youthful offender.

Traditional Adult Volunteer Roles

According to responses from the American
Probation and Parole Association (APPA, 1994)
teen court survey, the following are the most
frequent three ways in which teen court
programs reported using adult volunteers:

4 Judgesfor youth court hearings. The
judge presides over the teen court hearing
and ensures rules of procedure are followed.
In very rare cases, the judge may intervene or
overrule ajury’s verdict and impose one
within the youth court’s guidelines. An adult
volunteer judge with alega background
(e.g., judge, attorney) offers programs the
opportunity to have someone participating in
the court proceedings who can handle any
legal issues that may arise and who can
address youth volunteers' questions about
legal procedure during the course of thetrial.

4 Trainingfacilitators. Animportant aspect
of the teen court program is the knowledge
that youth gain and the experience that they
receivein thelega and judicia system.

Also, teen court programs offer an
opportunity for youth to develop and enhance
life and coping skills (e.g., listening, problem
solving, conflict resolution, negotiating). To
ensure that youth are comfortable with and
ableto carry out the rolesin which they are
placed, they should receive adequate training
and guidance. Professionals, especially those
who work within the legal and judicial

system (e.g., judges, lawyers), can educate
youth volunteers on the legal and judicia
structure, rules, and procedures, while
professionalsin socia service and counseling
fields can be effective trainers for helping
youth enhance life and coping skills.

4 Advisory board and task force members.
Recruiting individuals with various
backgrounds and expertise to serve on
advisory boards and task forcesis oneway in
which teen court programs have organized
and mobilized the community to aid in areas
such as program development, fundraising,
and marketing.

Additional Youth Volunteer Roles

Aside from performing the traditional teen court
volunteer roles, youth a so should be encouraged
to participate in the organizational and
manageria side of the program. One
contributing factor to the problem of juvenile
delinquency cited in research isthe lack of
meaningful roles for youth in society (Office of
Juvenile Justice and Delinquency Prevention,
1993; Cahoun, 1988; Carnegie Council on
Adolescent Development, 1992). Teen courts
place youth in integra roles that can empower
them to address problems within their local
community.

Teen courts place youth in integral
roles that can empower them to
address problems within their local
community.

The following are additional functions that
youth can assume in teen court programs.

4 Servingin advisory roles. Often, youth do
not have an opportunity to provideinput on
the development and operation of programs
that are designed to address their needs
(Carnegie Council on Adolescent
Development, 1992). Youth can make
valuable and important contributions by
serving as members of advisory committees,
task forces, and boards of directors of teen
court programs.

Youth can identify issues with which
community youth are struggling (Carnegie
Council on Adolescent Development, 1992)
and offer insight into the types of approaches
that are likely to work when attempting to
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address youth-oriented issues. Their fresh
ideas and viewpoints can be positive
contributions to committees that typicaly are
composed of adults, who may have skewed
perceptions of youth and their needs. Also,
youth who volunteer and participate in other
capacities with the program (e.g., attorneys,
jurors, defendants) can provide insight on the
effectiveness of the program’s practices
based on firsthand experience and help
develop solutions to problems encountered.
In essence, the more direct involvement and
control that youth can have in the program,
the more of a stake they are likely to develop
in the program and its success. Figure 8-1
illustrates one method for involving teens in
an advisory capacity.

Acting in mentoring and teaching roles.
Placing youth in mentoring and teaching
roles with other youth can help to enhance
the peer influence aspect of the teen court
program. Peer tutoring, peer discussion
groups, peer mentoring programs, and youth
leadership programs are examples of waysin
which teen courts are providing outlets for

delinquency-prone youth to establish

rel ationships with more conventional peers.
Figure 8-2 discusses the Los Angeles County
Teen Court Program’s Youth Leadership
Program.

Assisting in therecruitment of volunteers.
Certainly, youth can spread the word about
teen court to their friends; however, youth
also should be encouraged to help identify
new and creative ways to recruit volunteers.
In addition, when developing arecruiting
plan, youth should be asked what qualities
they would like to see in the adult volunteers
working with the program.

Marketing the youth court program. Itis
vital that the community be aware and
supportive of the teen court program
throughout al stages of development,
implementation, and operation. Youth can be
powerful and persuasive advocates of the
program. One tactic used by some programs
isto have youth and adult volunteers
accompany staff when making presentations
to groups. Program staff can discuss the

Figure 8-1: Youth Review Boards

One way teen court programs can encourage and obtain youth input into the overal program and
function of the program is through the use of youth review boards. To ensure the board reflects
diverse viewpoints, attempts should be made to assemble a group of approximately 8 to 10 youth
volunteers and past defendants. These review boards can offer insight into how the program is
functioning and help staff develop strategies to remedy identified problems. As particular areas of
concern (e.g., jury deliberations, volunteer recruitment, volunteer training) are identified by the
review board, it may be beneficial to form subcommittees to address uses in more detail. Adult
volunteers with background and expertise in identified areas could be asked to serve on the
subcommittees with the selected youth to assist in developing solutions and strategies for
addressing the problem(s). Youth review boards can be established to serve several purposes,
including

4 toreview teen court policies and practices;
4 toidentify procedura problems encountered during the hearings,
4 to expose areas in which additional training may be needed for teen court volunteers; and

4 to examine the dispositions of cases being heard by the teen court to address inconsi stencies
and potentia problem areas caused by the nature of the cases being heard.
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Figure 8-2: Los Angeles Youth L eadership Program

TheYouth Leadership Program of the Los Angeles County Probation Department recruits and
trains young people between the ages of 16 and 21 to serve as volunteer interns within the
probation department. The interns are placed with various programs throughout the department
and volunteer a minimum of 16 hours per week. The teen court program is one of the programs
offered within the probation department to which these volunteers can be assigned.

In August 1995, two Youth Leadership Program volunteers (aged 21) were volunteering for the
teen court program. One of the volunteers began interning for the teen court program when she
was 19. Responsibilities of the volunteer interns include

4 meeting with youth defendants after the peer jury hearing to discuss the sentencing
conditions;

4 assisting defendants in locating a community service placement;

4 assisting defendants and their families in locating and accessing counseling services and
parenting classes; and

4 monitoring the defendant’s compliance with the peer jury’s recommendations.

The volunteers work closely with and are supervised by probation staff. Although placed in a
position in which they are responsible for monitoring the defendant’s compliance with the
program, it is stressed that the Youth Leadership Program volunteers are there to serve as positive
role models and assist defendants and their families in attaining required and needed services.
Youth Leadership Program volunteers who work with the teen court report that since they are close
in age to many of the defendants, they can relate to and develop a rapport with the defendantsin
ways in which an older adult volunteer may not.

program from an administrative point of adult volunteers are used in youth court
view, while the volunteers can speak about programs.

the program from a more personal view. 4 Monitors (e.g., courtroom, jury room).

Hearing and learning about a program from
those directly involved can help lend
credibility to the presentation and the
program.

Organizing and participatingin
fundraising events. One of the obstacles
reported by most teen court programsisthe
difficulty in securing funding for the
program. Youth volunteers can be
encouraged to help seek ways to keep the
program viable by assisting in presentations
to possible contributors and by organizing
and participating in fundraising events.

There is much activity on the days and
evenings in which youth court hearings are
held, and program staff often are busy
performing numerous administrative tasks.
Teen court coordinators may find it helpful to
have another adult(s) present (aside from the
volunteer judge) to help keep order and
monitor the proceedings.

In addition to maintaining order, adult
monitors can observe the proceedings and
identify areas that may need to be addressed
by program staff. For example, some
programs have an adult present in the jury
room while the jury deliberates. The role of

Additional Adult Volunteer Roles
The following are additional ways in which

the adult is not to actively participate in the
deliberations; however, the adult can respond
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to questions that the jury may have, and also
can observe the jury members’ interaction
and discussion and provide feedback to the
program coordinator on areas in which the
jury may need additional training in order to
improve its functioning.

Adults in the jury room is a controversial
issue for teen court programs. Figure 8-3
outlines some of the benefits and drawbacks
commonly cited when thisissueisraised. If
in doubt about whether thisis an appropriate
role for adult volunteers, programs should
examine the advantages and disadvantages
and seek input from the youth volunteers.
Some youth are adamantly opposed to adults
routinely observing jury deliberations, while
other youth are not intimidated by it and feel
it would solve more problems than it would
create.

Mentor s to defendants and to youth
volunteers. Inaddition to the use of
volunteers as facilitators for structured
training sessions, some programs have
matched adult lawyers (or law students) with

youth defense and prosecuting attorneys to
serve as mentors and consultants to the
youth. The purpose of the mentor
relationship isto educate youth in the law
and also to provide them with a supportive
person to turn to for advice and assistance in
preparing and presenting teen court cases.

According to APPA (1994), some programs
using this type of mentor/consultant concept
include

4 Southside Youth Council Teen Court
Program, Indianapolis, Indiana;

4 Leon County Schools SC.A.L.E.S.
Project, Tallahassee, Florida;

4 Osceola Teen Court, Inc., Kissimmeeg,
Florida;

4 Arvada Teen Court, Arvada,
Colorado; and

¢ Aurora Teen Court, Aurora, Colorado.

4 Educational group leaders. Teen court

programs that are unable to locate or contract
with agencies in the community for the

Figure 8-3: Pros and Cons of Using Adult Jury Room Monitors

Adult Presencein the Jury Room

Pros

4 Anadult presence may help
maintain order and reduce the
level of chaos that can occur
during jury deliberations.

4 Through observation, an adult
volunteer can identify areas
in which jury members may
need further training.

4 Sinceteen court serves an
educational purpose, an adult
volunteer in the jury room
can respond to questions jurors
may have concerning legal or
procedural issues.

Cons

An adult presence may inhibit
jurors, causing them not to
express their opinions as
freely.

An adult volunteer may
intervene unnecessarily and
unduly influence the jury’s
decision.

The teen court jury is supposed
to be modeled after the adult
jury process, and letting an adult
volunteer sit in the jury room
would taint this process.
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provision of educational services for teen
court participants (e.g., counseling, conflict
resol ution workshops, substance abuse
awareness classes) can recruit adult
volunteers with expertise in the desired topic
areas to help develop and provide these
services in-house.

RECRUITING AND SELECTING
VOLUNTEERS

Given the sensitive areas in which teen court
volunteers will be involved, care should be
exercised when recruiting, selecting, and
training volunteers. This section will provide a
framework from which program organizers can

4 define volunteer roles and develop volunteer
job descriptions;

4 develop screening and application
procedures; and

4 develop arecruitment plan.

The development of a volunteer training
program will be discussed later in this chapter.

Defining Roles and Developing Job
Descriptions

Individua programs should be flexible and
creative when analyzing their needs and
resources to determine the best use of volunteers
for their program. Once the roles have been
defined, volunteer job descriptions should be
developed that outline the duties and tasks
required for each position. Detailed job
descriptions can aid recruiting and training
efforts and a so can reduce the likelihood of
misconduct by volunteers. Sample youth and
adult volunteer job descriptions may be found in
Appendix F.

Individual programs should be flexible
and creative when analyzing their
needs and resources to determine the
best use of volunteers for their
program.

Developing Screening and Application
Procedures

Because of their highly interactive roles,
volunteers can have a direct impact on the teen
court program’s ability to meet its goals and
objectives. Volunteers should be placed in
positions that interest them and that capitalize on
their unique talents and skills. Careful
consideration should be given to matching
program needs with volunteer skillsand to
training volunteers (especially youth volunteers)
in deficient skill areas.

Application materias can be developed to help
track information that will assist teen court staff
in matching appropriate volunteers with
appropriate tasks. Different applications should
be developed for youth and adult volunteers.
When devel oping applications for youth, desired
information may include

4 name and contact information;

4 date of birth and educational level;
4 interests and skills;

4 employment experience (if any);
4 extracurricular activities;

4 previous volunteer experience;

4 the amount of time and days or evenings for
which they are available to volunteer; and

4 what roles they are interested in performing
for the teen court.

Programs also may want to include a space on
the application for the signature of the youth
volunteer’s legal guardian. To enhance future
recruitment efforts, programs may want to leave
space on the application for volunteers to
indicate how they found out about the teen court
program. A sample youth volunteer application
form may be found in Appendix F.

Similar information should be included on adult
volunteer applications aswell. It also should
provide information necessary to complete a
criminal records check (if possible) and provide
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the volunteer with an opportunity to report any
felony or misdemeanor convictions, including
traffic violations where appropriate. The teen
court program also may wish to provide space
for volunteers to articulate why they are
interested in volunteering for the program in the
chosen capacity. Character references also are
an essential component of the application. Some
teen court programs may already have
applications for this purpose that they use with
regular personnel. Some volunteers may be
deterred when informed of the procedures,
however, teen courts cannot afford to use
volunteers who are going to be adetriment to the
program. Community standards and norms, as
well as the capacity in which the volunteer will
be used, should determine how each teen court
program weighs the importance of each item on
the application (Fulton, Stone, and Gendreau,
1994).

Programs also should consider what screening
guidelines are necessary for various volunteer
positions. Screening is of utmost importance
when recruiting and selecting adult volunteers
who will be interacting with youth. All
volunteers should complete an application form
and, if possible, be interviewed by program staff.
It may not be feasible to interview each youth
volunteer formally; however, program staff
should make a concerted effort to get to know
each volunteer personally.

Whenever possible, the screening process should
be designed to allow for an exchange of
information. Through this mutual assessment,
staff can gain insight into the prospective
volunteer’s attitudes, beliefs, and motives; and
the volunteer can learn about the program’s
purpose, procedures, and rules. Thistype of
exchange can help staff and volunteers identify
potentia attitude problems or conflicts of
interest and can help determineif the volunteer
is suited for the particular program. Also,

depending on unigue skills and talents of
volunteers that are revealed during the screening
process, new areas and roles for volunteers may
be identified (Isley, 1990).

Programs should strive to recruit and
secure participation from volunteers of
all social, economic, and ethnic
backgrounds.

Developing a Recruitment Plan

Programs should strive to recruit and secure
participation from volunteers of all social,
economic, and ethnic backgrounds. In doing so,
however, programs will need to be prepared to
respond to this diversity (Carnegie Council on
Adolescent Development, 1992). Typicaly, two
groups that are underrepresented in volunteer
service are males and minorities. Therefore,
programs may find it necessary to employ
specia efforts to encourage individuals from
these groups to volunteer (McCarthy and
McCarthy, 1991). An analysis of the breakdown
according to gender and ethnic origin of the teen
court youth volunteer population based on the
APPA (1994) teen court survey may be found in
Figure 8-4. When devel oping a recruitment plan,
programs should (1) evaluate from where they
might be able to draw youth and adult volunteers
in their loca communities; and (2) determine
possible methods and strategies for recruiting
volunteers.

Places to recruit volunteers may vary somewhat
among communities. Therefore, programs
should take a thoughtful look at the
community’s resources and solicit input from
youth and other stakeholders to direct
recruitment efforts more efficiently. Figures 8-5
and 8-6 give some possible recruitment sources
for youth and adult volunteers.
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Figure 8-4: Gender and Ethnic Origin of Youth Teen
Court Volunteers

Youth Volunteer Population

Gender:

Female 58%

Male 42%
Ethnic Origin:

White 69%

Hispanic 16%

African American 10%

Other 4%

Source: APPA, 1994

Figure 8-5: Sources for Recruiting Youth Teen Court
Volunteers

Sources for Recruiting Youth Volunteers

Schools

Boys and Girls' Clubs

YMCAs and YWCAs

Community and recreation centers
4 Churches

L 2R R 2% 4

Source: APPA, 1994

Methods for recruiting volunteers include the
following (Fulton, Stone, and Gendreau, 1994):

4 Newspapers. For ageneral recruiting effort,
local newspapers always offer the possibility
of purchasing space for help wanted
advertisements. Another possibility isto
provide the local newspaper with a press
release on the program itself and its need for
volunteers. Informing the press of the teen
court program’s efforts may spark the interest
of alocal reporter and provide the
opportunity to highlight the program in an
article.

4 Television and radio. Cabletelevision
stations have public access channels, and
television and radio stations are required to

give timefor public service programming.
These avenues can be used as aforum for
recruiting volunteers and for providing
general education about the teen court
program. An added benefit is that these
services are free to the program.

Figure 8-6: Sources for Recruiting Adult Teen Court
Volunteers

Sources for Recruiting Adult Volunteers

Law offices;

Schools and universities:

Business associations; and

Civic and community organizations; and
Retired citizen councils/groups.

L 2R 2R 2% 2% 4

Source: APPA, 1994

4 Schools. The mgjority of youth in the
community are enrolled in area schools,
therefore, the teen court program has a
captive audience from which recruitment
efforts can begin. Recruiting methodsin
schools can include presentations during
school assemblies, posters placed around the
schools, dissemination of teen court
newsl etters, and teacher promotions of the
teen court concept in their classes. Youth
volunteers attending the schools can suggest
additional recruitment strategies based on
their experiences with the school and the
students and their knowledge of the school’s
activities.

4 Universitiesor colleges. Departments at
local colleges or universities may permit the
posting of job announcements on bulletin
boards. Some professors may even announce
the opportunity in classes. College
employment services may post the
announcement, as well. These can be
invaluable resources in getting the message
out to an interested popul ation.

4 Churchesand synagogues. Churches often
have informational bulletin boards and may
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allow the posting of job announcements.
Most churches have bulletins and newsl etters
to keep the congregation informed of church
activities. The teen court program staff could
contact the bulletin and newsl etter publisher
to seeif avolunteer recruitment
announcement could be included.

4 Presentations. Presentations should be
made to interested groups such as local
schools, civic and socia organizations, and
professional associations. When making
presentations on the teen court program,
efforts should be made to have staff and
volunteers with the program speak. Youth
and adult volunteers can attest to their
experiences with the teen court program on a
personal level, while staff can talk about the
overall purpose of the program and answer
any procedural questions that may be asked.

4 Word of mouth. Simply through the
contacts made every day, teen court staff and
representatives can get the word out that
volunteers are being recruited. Socia service
agencies and volunteer-staffed organizations
also should be informed of the teen court
program’s need for volunteers.

VOLUNTEER TRAINING AND
DEVELOPMENT

Training isacritical element in any volunteer
program. First and foremost, training provides
volunteers with the knowledge and skills needed
to perform their assigned tasks effectively and
efficiently. Volunteers who receive adequate
training are apt to function better and create
fewer problems for the program in the long run
(Sigler and Leenhouts, 1985).

Second, training provides volunteers with an
opportunity for personal growth and enrichment.
Knowledge, skills, and experience gained as a
result of volunteer activities can be transferred
to other parts of volunteers' personal and
professiond lives (Fisher and Cole, 1993). This

is of particular importance for teen courts, as a
magjor goa of these programs is to educate youth
on the legal system and to build competenciesin
youth that will aid them when confronted with
difficult choices and situations in other aspects
of their lives (e.g., the decision to engagein
alcohol and drug use or to drink and drive).
Therefore, the significance of the educational
experience that training opportunities can
provide to youth volunteers in teen courts is just
as important (if not more so) as the information
the training sessions can provide on how to
compl ete specific tasks.

...the significance of the educational
experience that training opportunities
can provide to youth volunteers in teen
courts is just as important (if not more
so) as the information the training
sessions can provide on how to
complete specific tasks.

It should be noted, however, that training efforts
of teen court programs should not be aimed
exclusively at youth volunteers. Because they
are youth programs, teen courts can easily
overlook the training needs of their adult
volunteers.

This section will discuss issues that should be
considered when developing an effective teen
court volunteer training and devel opment
program, including

4 typesof and approachesto training;

4 selection of training content and devel opment
of training materials,

4 methods of training delivery; and

4 logistica arrangements to consider when
organizing training events.

Types of and Approachesto Training

Training should be viewed as an ongoing
process (Sigler and Leenhouts, 1985). Teen
court programs provide information to and teach
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volunteers about the program through a variety
of mechanisms. Learning can occur through
review of promotional materials (e.g.,
brochures) and conversations with other
volunteers and staff, as well as through planned
learning events (Fisher and Cole, 1993). There
are three basic categories of training. They are
as follows (Isley, 1990):

4 Orientation. The main purpose of an
orientation session is to provide background
information about the program, such as the
program’s philosophy, history, and policies
and procedures. Typically, volunteers are
provided information about their roles and
receive clarification concerning the
relationship and authority of staff and
volunteers.

4 Preservice. The purpose of preservice
training isto equip volunteers with
knowledge and skills that will help them
perform specific tasks related to their
assigned roles.

4 In-service. In-service training opportunities
typically are offered on a periodic basis and
are designed to enhance volunteer knowledge
and skills once they have been involved with
the program for a period of time. In-service
training al'so may be used to provide
volunteers with additional skills needed for
new volunteer opportunities.

The nature and extent of the training offered to
youth and adult teen court volunteers varies
considerably among programs. When compared
with youth volunteer training efforts, there is
much less emphasis (if any) placed on training
adult volunteers. According to APPA (1994)
teen court survey results, only 59 percent of
programs provide training for adult volunteers,
while 86 percent offer training sessions for
youth volunteers. Adult volunteer training
sessions for teen courts tend to be short
(approximately 1 hour) and can be classified
more aong the lines of orientation sessions.
The amount of training teen court programs
provide to youth volunteers ranges from 1 to

120 hours and can be categorized more often as
preservice and in-service training (APPA, 1994).
An innovative approach to training volunteers,
used by ateen court program in California that
reguires cooperation of loca schools, isfound in
Figure 8-7.

When devel oping a volunteer training program,
it is of the utmost importance that the training
program be designed and delivered to meet the
needs and maintain the interest of the volunteers
involved (Sigler and Leenhouts, 1985). For the
most part, individuals volunteering for teen

court programs, whether they be youth or adults,
have chosen to do so freely. Isley (1990) warns
that training sessions that are too rigorous are
likely toirritate volunteers. Conversely, training
sessions that are too casua may |eave volunteers
feeling frustrated, anxious, and ill-equipped to
perform their assigned tasks. Therefore, the best
training programs are those that give volunteers
skills and attitudes needed to accomplish their
tasks successfully, while simultaneously offering
the opportunity for learning, inspiration, and
personal growth (Isley, 1990).

Education and information dissemination can
occur through formal settings such as organized
training events and classes, and through
informal means such as on-the-job training, self-
directed activities, and mentoring relationships
(Fisher and Cole, 1993; Sigler and Leenhouts,
1985). The extent to which informal or formal
approaches to training are used depends partly
on the nature of the volunteer roles or jobs to be
learned and the current level of knowledge of
the volunteers for those tasks. Which approach
iSmost appropriate to use also may be
influenced by the number of volunteersto be
trained, the amount of time available for training
efforts, and other program activities that
compete for time and resources (Fisher and
Cole, 1993).

Selection of Training Content and
Development of Training Materials

This section will describe briefly the essential
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Figure 8-7: Volunteer Training Through Schools

resolving differences.

Cdifornia

A unique way of training youth to serve as volunteers in the Placer County Peer Court in Auburn,
Cadlifornia, occurs within schools system. A curriculum, entitled the Juvenile Justice Handbook, was
developed by Placer County District Attorney’s and Public Defendant’s offices, and representatives
from the courts, probation and schools to support the Peer Court activities. It has been incorporated
into the ninth grade coursework of al secondary schoolsin Placer County as a Juvenile Justice Unit.
Thisunit is taught over a 12-day period, with classes lasting 50-60 minutes. It is designed to teach
students about the various agenciesinvolved in juvenile justice, clarify the rights and responsibilities
of youth, and provide answers to questions related to laws that impact minors. Through reading and
group discussions, the youth study topics such as juvenile law, law enforcement, driving rules,
contracts, and curfews. Speakers from the community (e.g., police officers, probation officers, judges,
district attorneys, public defenders, gang experts, teen court coordinator, and staff from and youth
being held at the CaliforniaYouth Authority) are asked to make presentations on the topics related to
their respongbilities and rolesin the juvenile justice system. Presentations and discussions, on dispute
resolution and conflict management also are provided to help students focus on aternative ways of

Teachers who will be responsible for teaching the juvenile justice unit in their classroom attend a six-
hour in-service training session. They are introduced to the subject matter of the unit through speakers
from the juvenile justice system. Teachers are encouraged to use the Juvenile Justice Handbook as a
guide and to adapt lessons according to the needs of their students’ and the community. Suggestions on
ways various topics can be presented and activities that can be incorporated into the unit (e.g.,
assignments on law, careers, mock trials) also are discussed.

By incorporating the issues covered in peer court training sessions into the school curricula, al ninth
grade youth in the community are exposed to the juvenile justice system and to the peer court concept.
Youth are not required to participate on the Peer Court after the completion of the unit: however, this
approach does provide the Peer Court program with a mechanism for recruiting awide range of youth
volunteers who have the knowledge to begin serving in the various Peer Court volunteer roles.
Evening training sessions are held each semester for youth desiring to volunteer for the Placer County
Peer Court who have not had the benefit of being exposed to the curriculum through the classroom.

There are efforts being made to have this curriculum placed in other secondary school systems within

Source: Placer County Peer Court Advisory Board, nd

components of designing and developing a
volunteer training program, including

4 conducting a needs assessment;

4 establishing training goals and objectives,
and

4 sdlecting training content.

Needs Assessment

An effective needs assessment process will
generate information that substantiates the need
for training and guides the development of a

training program. The needs assessment process
includes (1) examining volunteer job
descriptions to determine the knowledge and
skills needed to perform the outlined duties; and
(2) assessing the needs, competencies, and skill
levels of volunteers.

The tasks and duties outlined in volunteer job
descriptions should be analyzed to identify
knowledge and skills needed to perform the
various volunteer roles efficiently and
effectively (Sigler and Leenhouts, 1985). For
example, one of the duties required of youth
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defense attorneys includes presenting the
defendant’s case to the teen court judge and jury.
The types of knowledge or skills needed to
perform this particular duty include (1) abasic
understanding of the law in relation to the
offenses targeted for teen court; and (2)
knowledge of courtroom and judicia procedure
(e.0., when to speak, how to address the court,
what types of questions are allowed, when and
under what circumstances an objection can be
made).

In contrast, ayouth who isserving asajuror is
required to listen to the facts of the case and
deliberate with fellow jurorsto reach a
determination as to the most appropriate
sentence for the defendant. Whileit is helpful
for the juror to have a basic understanding of the
law and courtroom procedure, skillsthat may be
more relevant to the immediate duty include the
ability to

¢ listen effectively;

4 analyzeinformation objectively and fairly;
and

4 manage and resolve conflict when confronted
with differing opinions among fellow jurors.

Adult volunteer job descriptions aso should be
analyzed. As stated previously, understanding
the knowledge and skills necessary for each
position will make it easier for staff to recruit
adult volunteers with the appropriate
background. However, there still may be
occasions in which adults can benefit from
additional training, especialy those who will be
working closely with youth through their
volunteer activities (e.g., monitors, teen court
judges, training facilitators, mentors).

To round out the needs assessment process and
offer abasis for selecting the most pertinent
topics for training, information gained from
analyzing volunteer job descriptions should be
assessed in conjunction with identified needs of
the youth and adult volunteer population (Fisher
and Cole, 1993). Assessing needs is an ongoing
process; therefore, programs would be wise to

keep a pulse on potential, as well as current,
volunteer needs. As volunteers gain experience
in their roles, new needs will emerge that can be
considered when designing and enhancing future
preservice and in-service training events.

As volunteers gain experience in their
roles, new needs will emerge that can
be considered when designing and
enhancing future preservice and in-
service training events.

Fisher and Cole (1993) suggest that volunteer
needs be assessed using such strategies as

4 surveys and questionnaires,
4 group discussions;
4 staff interviews with volunteers; and

4 observation by staff of volunteer
performance.

More than one method should be used to gain
more accurate and beneficial information.

Establishing Training Goals and Objectives

A direct outcome of the needs assessment
process is the devel opment of training goals and
objectives. Training goals describe the general
purpose of the training while objectives define
the criteriafor training success. Objectives
describe what volunteers will know, be able to
do, and how their attitudes may be affected asa
result of the training experience. Objectives also
should be written to show how performance will
be measured. This can serve as aguide for
course devel opment, course content,
instructional methods, learning opportunities,
and evaluation measures. To write effective,
practical objectives, training developers must
distill information from the needs assessment
into alist of essentia skills, knowledge, and
competencies required for effective job
performance (Darraugh, 1991). Objectives will
provide direction throughout the training process
and ultimately will save time and resources. An
example of training goals and objectives for
youth teen court jurors appears in Figure 8-8.
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Figure 8-8: Sample Teen Court Volunteer Training

Goals and Objectives

Long-term goal:

Short-term goal:

Objective 1.

Objective 2:

Short-term goal:

Objective 1.

Objective 2:

To provide knowledge and
skillsto youth that will aid
themintheir roleas
volunteer jurors.

To increase knowledge of
thejudicial system.

80% of volunteer jurors will
receive preservice
instruction on the operation
of thelocal juvenilejustice
system, laws, and proper
courtroom procedure.

90% of youth volunteer
jurors receiving preservice
training will passateen
court bar exam designed to
assess their knowledge of
the local juvenile justice
system, laws, and proper
courtroom procedures.

To enhance conflict
resolution skills.

80% of volunteers
requesting to serve asjurors
will receive two hours of
preservice instruction on
critical and strategic
thinking, questioning, and
active listening.

All volunteer jurors
receiving preservice
training will engagein role-
playing, before and after
receiving training, to assess
changein how they identify
appropriate and viable
options for resolving the
prablems presented in the
given scenarios. Following
the training, 85% of
volunteer jurors will show a
positive changein how they
can identify appropriate and
viable solutions for
resolving conflict.

Selecting Training Content

Progressing from the needs assessment and
development of goals and objectivesisthe
selection of the training content. It islikely that
when conducting the needs assessment, an
extensive list of needs will be generated. It will
not be feasible for teen court programs to
address al identified areas (Fisher and Cole,
1993). Therefore, programs should prioritize
training topics according to those that are most
crucia to volunteer performance and
development. Typical topics featured in youth
volunteer teen court training sessions are listed
in Figure 8-9 and a sample youth volunteer
training outline (used by the Colonie Youth
Court Program of the Youth Courts of the
Capital Districts, Inc., in Latham, New York)
appears in Figure 8-10.

Figure 8-9: Typical Teen Court Training Topics: Youth
Volunteers

Typical Youth Volunteer Training Topics

Role of volunteers
Case preparation
Courtroom procedure
Purpose of teen court
Juvenile justice system

L 2R 2R 2% 2% J

Source: APPA, 1994

While preservice training sessions often cover
the same topics with all youth volunteers at
once, some teen court programs have found it
helpful to cover the basic information with the
entire group of volunteers and to then break into
smaller groups according to specific volunteer
roles. This approach allows training efforts to
focus on more specific information and skill-
building activities applicable to certain roles. It
is through this type of approach, for example,
that programs could incorporate information on
topics such as problem solving and conflict
resolution into their preservice training sessions
for teen court jurors. Also, topics related to
increasing life skills generally are developed as
workshops and used as sentencing options for
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defendants. To savetime and cut costs, as well
as to encourage and facilitate more interaction
among teen court volunteers and defendants,
these same workshops can be made available to
youth volunteers as in-service training
opportunities. A listing of organizations that
produce or market life skills, prevention, and
law-related education resources that could be
used in training seminars and educationa
workshops can be found in Appendix F.

Figure 8-10: Colonie Youth Court Youth Volunteer
Training Outline

Youth Volunteer Training Outline

Week 1:  Introduction and Orientation on

Colonie Youth Court

Week 2. Overview of the Crimina Justice
System

Week 3:  Causes of Crime and Goals of
Sentencing

Week 4.  Effects of Crime on the
Community and Goals of the
Community Service Program

Week 5:  Prosecution and Defense
Functions

Week 6:  Judicia Functionsand Jury
Foreperson Functions

Week 7. Sample Sentencing Hearing

Week 8:  Direct and Cross-Examination
and Opening and Closing
Statements

Week 9:  Demonstration Hearing by

ColonieYouth Court Members
Week 10: Mock Youth Court Hearings
Week 11: Mock Youth Court Hearings

Week 12:  Question and Answer

may be unsure if they are ready to participate in
teen court, an opportunity to see how they feel
about assuming certain roles before they make a
fina decision.

Mock hearings offer the youth a chance
to put into practice what they have
learned in the training course.

Most adult teen court volunteer training sessions
describe adult volunteer roles and focus on
giving information on the mission and goals of
the program. A few, however, discuss legal
liabilities associated with volunteering in youth
programs and educate their adult volunteers on
issues related to adolescent development. This
type of information can be particularly
beneficial to volunteers who will have
substantia contact with youth. As an example,
Figure 8-11 provides an outline of the subjects
discussed during afour-hour adult volunteer
training session conducted by the H-E-B Teen
Court Program in Bedford, Texas.

Figure 8-11: H-E-B Teen Court Program - Adult
Volunteer Training Outline

Source: S.B. Peterson (persona communication,
November 1, 1995)

A typical component of most youth volunteer
training programs is amock teen court hearing.
Mock hearings offer the youth a chance to put
into practice what they have learned in the
training course. It aso can offer youth, who

Adult Volunteer Training Outline

I. Mission Statement
[1. Program History and Video Presentation
[11.  Adult Volunteer Job Description
IV. Operating Procedures and Forms
V. Code of Conduct and Liability
VI. Adolescent Devel opment
VII. Inventory of Attitudes and Behaviors
VIII. Teen Volunteer Job Descriptions

IX. Teen Training Outline

Source: H-E-B Teen Court Program, nd

Training Materials
Most teen court programs have devel oped
volunteer training manuals. The vast mgority of
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these manuals are for youth volunteers.
Common handouts and information found in
these training manuals include

4 volunteer job descriptions,

4 abrief description of the sequence of events
during ateen court hearing;

4 ascript that outlines the courtroom protocol
to be followed;

4 definitions and explanations of the types of
offenses being targeted for the program;

4 sample questions attorneys and jurors may or
may not ask defendants,

4 sample sentencing options;
4 sample forms used by the program; and

4 aglossary of crimina justice terms.

Some teen court programs develop more
extensive training materials and manuals for
their volunteers. For example, the Youth Courts
of the Capital Districts, Inc. Training Manual,
developed by Spina and Homer (nd), includes a
section on the impact and consequences of crime
on victims, the community, and the justice
system.

Training materias developed for and provided to
volunteers should be

¢ relevant to their needs;
¢ concise; and

€ contain resources that summarize or illustrate
information presented during the training
seminar.

Volunteers can refer to this type of resource
later, as needed, when performing their roles.
Several steps should be followed when
developing training materias. To begin, the
content areas should be researched; and
information should be gathered, synopsized, and
organized in such away that is useful to and
easily understood by volunteers. Onceinitial

materials are drafted, programs should consider
having them reviewed by volunteer attorneys,
judges, and teachers to ensure information is
accurate and written at an appropriate level for
the age and learning abilities of the volunteers
being trained. When feedback is obtained, the
materials should be revised, formatted, and
printed for use.

Methods of Training Delivery

Characteristics of Youth Learners

Youth bring avariety of cognitive information-
processing habits or preferences to new learning
situations (Curry, 1990). Cognition refersto the
way people acquire and process knowledge. It
occurs through perception, reasoning, or
intuition. According to Piaget’s classifications,
youth think in concrete terms. They learn to
deal with the properties of real objects and the
relationships among them. Adolescents move
from concrete thinking to the stage of formal
operations, which includes the ability to think
hypothetically and reason deductively. Asthese
cognitive skills increase, adol escents can think
in terms of possibilities and can approach
problem solving in amore logical way, thus
increasing their imaginations and flexibility
(Conger and Petersen, 1984, as cited in Crowe
and Schaefer, 1992).

Cognitive development during adolescence also
includes maturation of afuture time perspective.
For younger children, and often for those in
early adolescence, imagining afuture that is
very different from the present is difficult.
However, as they devel op, adolescents
orientation toward future events becomes more
pronounced, often resulting in contemplation of
careers and future relationships (Conger and
Petersen, 1984, as cited in Crowe and Schaefer,
1992).

Cognitive development in adolescence varies
greatly from one individual to another. It does
not occur suddenly, as physical growth often
appearsto do. Rather, it may take severa years
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for some adol escents to achieve mature
cognitive devel opment; others may never reach
amaximum level of development (Crowe and
Schaefer, 1992).

Characteristics of Adult Learners

Asinthe case of youth, there will be both
similarities and differences among adult
volunteers that will influence the way in which
they learn and process information. Training
programs must respect the needs and abilities of
adult learners and must be flexible to meet their
learning needs. Characteristics that are shared
by adult learners include the following
(Adelson, Watkins, and Caplan, 1985;
Brookfield, 1986; Knowles, 1970; Knox, 1977,
Rogers, 1986):

4 Adultsareengaged in lifelong learning.
Growth and development is dynamic
throughout the life cycle, and learning does
not stop when one completes formal
education courses. Adult learning may be
planned or unintentional, but adults often
seek learning opportunities that they perceive
are needed to help them in their careers or to
solve particular problemsthey are
encountering.

4 Adultsenter learning situationswith past
experiences, values, and self-identity.
Previous experiences influence self-identity
and values formation. Experiences related to
the content of the training program or
experiences with earlier educationa episodes
may affect the perceptions of the trainees.
However, unlike children with limited
experiences and self-identity, past
experiences will be a strong factor in
effective training delivery and must not be
discounted by trainers.

4 Adults have specific intentions when
approaching learning situations. Adults
can define their needs related to work,
family, socia roles, civic responsibilities, or
life crises. They tend to be self-directed and
want to learn information and skills
applicable to these self-defined needs.

4 Adult learnersare confronted with
competing interests. The multiple roles and
responsibilities adults face often vie for their
time and interest in participating in training
programs. Instructional programs are just
one of many redlities for adults, including
jobs, families, socidl life, and civic
responsibilities.

Although, there are a variety of methods of
teaching that can be used to bring about
particular kinds of learning (Joyce and Well,
1986), it is not the intention of this Guide to
discuss these models at length. Sufficeit to say
that teen court program organizers should
understand and be aware that youth and adult
volunteers will vary considerably in the ways
and speeds at which they learn and process
information. It isimportant to be sensitive to
and cognizant of these differences and to be able
to adapt and use a variety of training styles and
techniques that provide opportunities for both
individualized and group learning experiences
(Fisher and Cole, 1993).

Training Techniques and Methods

Volunteers will avoid training sessions that are
boring and irrelevant to their needs. Therefore,
the manner in which the training is delivered
should be designed to meet the needs and
maintain the interest of the volunteers (Sigler
and Leenhouts, 1985). Also, persons tend to
retain more information when it is received
through more than one sense, such as sight and
sound (Fisher and Cole, 1993).

Volunteers will avoid training sessions
that are boring and irrelevant to their
needs.

Fisher and Cole (1993), offer the following
suggestions for selecting training techniques:

4 The technique should be appropriate for
achieving the objective.

4 The technique should be feasible, given the
size and characteristics of the group, the
physical setting, and time available.
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4 The technique should provide for active
participation by the trainee.

4 A variety of technigques should be employed.

At times, the objective of the training may be to
pass on knowledge about a particular subject
(e.g., the structure of the local juvenilejustice
system, the philosophy of the teen court
program). According to Fisher and Cole (1993),
training techniques to impart knowledge include

¢ lectures;

¢ interviews;

¢ films, videos, and dides;

4 pand discussions; and

4 dramatic presentations.

Other times, training may be aimed at teaching a
new skill, anew behavior, or assisting
volunteers in changing attitudes, values, and
opinions. The focus may be on teaching the
volunteers how to perform a particular task (e.g.,
bailiff’sand clerk’s duties) or on teaching the
volunteer to exercise appropriate judgment in
response to a problem or situation (e.g., jury
deliberation). Fisher and Cole (1983) note that
the following types of training techniques can be

used to facilitate learning in these types of
situationsinclude

4 case studies,

4 games,

4 group discussions;

4 role-playing;

4 simulations;

4 coaching and demonstrating;

4 sensitivity groups; and

4 vaues-clarification exercises.

In addition to more formal training events, it

should be recognized that volunteers can learn a
great deal from each other “on thejob.” Itis

through these types of experiences that much of
the learning will occur, and the continued
enhancement of knowledge and skillsimparted
during formal training sessionswill be realized.
For example, one approach may be to pair new
volunteer teen court attorneys with more
seasoned teen court volunteer attorneys until
they become more comfortable performing their
roles independently. Another approach,
employed by the Southside Youth Council Teen
Court Program in Indianapolis, Indiana, isto use
the time between hearings (while the jury is
deliberating) for teen court staff and volunteers
to offer constructive feedback to the teen court
attorneys on their performance.

L ocation and L ogistical Consider ations

Determining When, Where, and How Often to
Conduct Training Sessions

Once programs have decided what type of
training sessions are needed, they should
determine when, where, and how often training
sessions will be held. Questionsto consider
include the following:

4 How many volunteers (youth or adult) need
training?

4 What types of time constraints (e.g.,
extracurricular activities, jobs) do the various
volunteers face?

4 Will al volunteers receive training on the
same topics, or will certain topics be aimed at
specific types of volunteers?

4 What types of space and training tools are
available for training sessions?

4 What resources are available for training
(e.g., money, facility, equipment)?

Excellent places in which to hold teen court
trainings include schools and courtrooms.
Typically, schools have aroom (e.g., auditorium,
gymnasium, cafeteria) that can be used to train a
large group, as well as classrooms that can be
accessed for small-group work. Schools also
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have ready access to training tools such as
overhead projectors, chak or dry-erase boards,
and video cassette recorders.

The courtroom is where much of the volunteers
activities will take place. Therefore, holding
training sessions, or a least a portion of the
training (e.g., mock hearings), in the courtroom
allows volunteers a chance to become familiar
with and accustomed to that setting.

In-service training sessions and orientation for
teen courts typically are offered on an as-
needed basis throughout the year. Preservice
training programs for teen courts, which are
more extensive and take place over several
weeks, generally are offered annually or
semiannually and are scheduled around
significant events during the school-year
caendar (e.g., shortly after school begins, after
Christmas vacation).

Selecting Training Facilitators

Another major decision to be made when
designing atraining program concerns who will
be responsible for delivering the training. Many
teen court programs call upon the expertise of
local attorneys and judges to help train
volunteers on the legal system and procedures.
Depending on the topics being discussed, |ocal
teachers, crimina justice professionals, and
socia workers a'so may be effective presenters.
Youth volunteers who have been volunteering in
various capacities with the program also can be
asked to participate as facilitators during
training events. They can discuss their persond
experiences with the program and provide new
volunteers with a more accurate view of what to
expect.

EVALUATING THE TRAINING

To ensure that training sessions are meeting
volunteers' needs, training participants should
be asked to compl ete a postsession eval uation
concerning their satisfaction with various
aspects of the training program and the

usefulness of the training materials. Comments
also should be solicited about the most helpful
aspects of the program and recommended
changes. Program staff and facilitators aso
should have an opportunity to provide feedback
relative to any positive aspects of the training
and changes they deem necessary. This
information should be compiled and analyzed by
program staff and training facilitators to help
guide the planning of future training sessions.

Also, as ameans to help staff determineif youth
understand the materia that has been presented
during the training sessions, some teen court
programs, such as the Anchorage Youth Court
Program in Alaska, develop and administer
youth court bar examinations. These
examinations can give staff an idea of whether
the youth have instilled the basic knowledge
needed to perform their roles. However, it
should be noted that some teen court
coordinators choose not to administer youth
court bar exams because they feel it may
eliminate from the volunteer experience youth
who do not test well or who have learning
disabilities.

SUSTAINING VOLUNTEER
SUPPORT

Thetimeinvolved in finding and training good
volunteers makes it imperative that programs
develop strategies for combatting the problem of
atrition. Volunteers need to feel that they are
making a significant contribution to the program
and that they are vaued; otherwise, they may
drop out of the program and find other ways to
use their spare time. Also, volunteerstalk to
their friends and families about the programs for
which they volunteer. Satisfied volunteers can
provide teen court programs with a means for
good publicity for the program. Therefore, to
foster and maintain support and positive
relationships, programs need to promotein
volunteers a sense of ownership in the program
and to develop strategies for showing
appreciation to volunteers.
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Youth will be more likely to feel
ownership of a program if they help
create it and have an active voice in
how it operates.

As the Carnegie Council on Adolescent
Development (1992, p. 78, emphasi s added)
statesin A Matter of Time: Risk and Opportunity
in the Nonschool Hours, “Young people say they
want to belong to avalued group of peers, in
partnership with respectful, caring, committed
adults” Youth will be more likely to feel
ownership of aprogram if they help create it and
have an active voice in how it operates. As has
been suggested throughout this Guide, input
from youth should be sought on al levels of
program devel opment, implementation, and
operation. Itisequaly important for programs
to act on the input received from youth. The
opinions and suggestions of youth should be
acknowledged by program staff and, whenever
possible, an explanation should be given when
their suggestions cannot be implemented.

After the training sessions have been completed,
many teen court programs conduct “swearing-
in” ceremonies for youth volunteers. This
practice offers volunteers a chance to be
recognized in front of their friends and families,
as ajudge administers a charge and oath that
explains and affirms their duty and
responsibilities as teen court volunteers.
Guidelines for preparing for swearing-in
ceremonies appear in Figure 8-12.

For the most part, for adult volunteers to become

involved and stay involved, they must see a
personal or community need that will be
addressed by their involvement. It isimportant

that volunteers be assigned meaningful tasks that

interest them and alow them to use their unique
talents for the betterment of the program and the
community (National Crime Prevention Council,
1986). Once adults express an interest in

volunteering, efforts should be made to get them

involved as quickly as possible. If along period
of time elapses between thetime interest is
expressed and action is taken, volunteers may
feel the program does not need their assistance
or may find other ways to occupy their free time.
Additional strategies for encouraging volunteer
participation and increasing volunteer
commitment as outlined by Isley (1990) are
listed in Figure 8-13.

Figure 8-12: Guidelines for Preparing for Swearing-
In Ceremonies

Guideinesfor Preparing for Swearing-in
Ceremonies

The Court Community Relations/Law

Related Education Division (1995) of the
Kentucky Administrative Office of the Courts
suggests that programs do the following in
preparation for swearing-in ceremonies:

4 Establish the date, time, location of the
ceremony. Verify thisinformation with
the judge.

¢ Sdlect and verify speakers (e.g., youth,
teen court staff, judge, mayor).

¢ Invite al members of the teen court
advisory board to attend.

¢ Prepare certificates to be presented to
youth volunteers.

4 Plan and order refreshments to be
served following the ceremony.

4 Prepare aprogram or bulletin for the
ceremony. (See Appendix F for a
sample.)

4 Prepare and have available a copy of the
Charge to Teen Court Members, Teen
Court Oath, Teen Court Coordinator’s
Oath, and the Confidentiality Oath for
the judge to read during the ceremony.

(See Appendix F for samples.)
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Figure 8-13: Strategies for Increasing Volunteer Volunteers also should be shown how their
Participation and Commitment contributions are helping the program. Seeing
positive results of their efforts will remind
Strategies for Increasing Volunteer volunteers why they got involved in the program
Participation and Commitment and may help motivate those who become
frustrated with their tasks. Thisfeedback can
4 Allow volunteersto have avoicein become especialy important for volunteers who
designing procedures. are working “behind the scenes’ (e.g.,
¢ Allow volunteersto take part in fundraising) and may not have many, if any,
organizationa decision making. opportunities to see the day-to-day operations of

the program or interact with its participants
ores ndacton o vaues. | 41l Someposstle sracgcs for

¢ Provideforumsinwhich _ g prog i _ _
opinions, and feslings. during one-on-one conversations with

volunteers, through newsl etters);

4 Encourage volunteers to examine,

4  Encourage and appreciate diversity.

¢  Encourage formation of informal 4 inviting volunteers to attend teen court
volunteer support groups. sessions; and

¢ Interview volunteers periodically 4 creating opportunities for adult and youth
about their personal motivations, volunteers to interact informally (e.g., social
goal, and feelings. events).

4 Reward volunteers participation
with feedback. Finaly, people want to feel valued and

appreciated for their efforts. Therefore, to help
Source: Isley, 1990 motivate and sustain volunteer support and

Figure 8-14: Volunteer Appreciation Strategies

Ways of Showing Appreciation and Providing I ncentives for Volunteer Participation

Youth Adults

Plaques
Recommendation |etters Gift certificates from area businesses
Participation in specia events

(e.g., state conferences)

Socid activities (e.g., pizza parties,

midnight bowling, sporting events)

4 Promotional items (e.g., pens, mugs, 4 Promotional items (e.g., pens, mugs,
t-shirts) t-shirts, watches)

¢ Cetificates ¢ Cetificates

4 Thank-you cards ¢ Lettersof appreciation

4 Receptions, banquets 4 Receptions, luncheons

4 Scholarships 4 Mediarecognition

4 Educational/community service 4 Community service credit
hour credits ¢

¢ *

¢

¢

Source: APPA, 1994
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commitment to the program, volunteer
recognition should be seen as an integral and
planned part of the program (ACTION, nd). In
the APPA (1994) teen court survey, programs
were asked to indicate ways they showed
appreciation and what incentives they offered to
volunteers. A synopsis of their responses may
be found in Figure 8-14.

CONCLUSION

Essentially, teen court programs are volunteer
programs. The needs and strategies identified in
this chapter provide the means for staff and
program devel opers to begin thinking about the
many ways in which they can use, recruit, and
train volunteersfor their involvement in the teen
court program. An efficient and effective
volunteer force will help teen courts accomplish
their goals and become a vaued asset to their
communities.
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CHECKLIST FOR USE, RECRUITMENT, AND
TRAINING OF VOLUNTEERS

Have teen court program organizers or program staff —

[1  Defined volunteer roles?

N R N B

Determined which youth volunteer roles are necessary for the teen court program model
chosen?

Determined which adult volunteer roles are necessary for the teen court program model
chosen?

Identified additional roles/positions that can be filled by youth volunteers?

Identified additional roles/positions that can be filled by adult volunteers?

Developed volunteer descriptions for each volunteer role/position?

[]  Developed volunteer application forms and a screening/selection process?

[
[
[

Identified relevant and pertinent information needed for contacting volunteers and for
matching volunteers to appropriate roles/positions?

Identified what types of volunteers should be interviewed by program staff prior to
participating in the program?

Established a policy that outlines the criteria upon which certain volunteers will be
screened?

[1  Developed arecruitment plan?

[]
[]
[
[

Identified sources in the community from where youth volunteers can be recruited?
Identified sources in the community from where adult volunteers can be recruited?
Determined ways in which underrepresented groups in volunteer service (i.e., males,
minorities) can be recruited?

Determined recruitment methods and strategies that will be used (e.g., newspapers,
television and radio, schools, universities, churches, presentations, word of mouth)?

[]  Developed avolunteer training program?

() O N R A B

Identified the types of volunteer training to be offered to youth and adult volunteers (e.g.,
preservice, orientation, in-service)?

Determined the amount of training (i.e., number of hours) that youth volunteers will
receive prior to participating in the program (i.e., preservice training)?

Determined the amount of training/orientation adult volunteers will receive prior to
participating in the program?

Determined what additional training and skill-building opportunities will be available for
volunteers after their initial training (i.e., in-service training)?

Identified the needs and interests of the volunteers?

Identified the knowledge and skills needed to fulfill the volunteer roles (based on the job
descriptions)?
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(I

(N e R O

Determined the goa s and objectives of the training?

Identified the topics to be covered in the preservice training for youth volunteers?
Identified the topics to be covered in the preservice training for adult volunteers?
Determined whether volunteers will receive training on the same topics at the same time,
or whether volunteers will be trained in groups according to the skills’knowledge needed
for their selected volunteer roles?

Assured that topics of training are relevant and useful to volunteers?

Provided an opportunity for on-the-job training for volunteers (e.g., pairing with more
seasoned volunteers)?

Developed a volunteer training manual that provides volunteers with useful information
that they can use as a reference throughout their participation in the program?

Identified training facilitators?

Identified various techniques and training methods that can be used to present training
topics (e.g., lecture, case studies, role-playing)?

Determined where the training session will be held?

Determined when training sessionswill be held?

Determined how often training sessions will be held?

Developed a mechanism for eva uating how well the training meets the needs of the
volunteers?

Developed strategies for sustaining volunteer support and commitment?

N R W |

Established mechanisms for recognizing volunteer efforts?

Established a means for eval uating whether volunteer needs are being met by the
program?

Developed strategies for giving volunteers a voice in decisions affecting the program?
Developed incentives for volunteer participation?
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CHAPTER 9

EXAMINING HUMAN AND FINANCIAL RESOURCE
| SSUES
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INTRODUCTION

In addition to the many decisions to be madein
devel oping and implementing a teen court, two
critical issues must be resolved. These issues
concern how the program will be staffed and
how necessary funding will be attained.

There is an increasing awareness and interest in
teen courts across the country as evidenced by
the growing number of communities
implementing them. Also, national and federal
programs and agencies (e.g., American
Probation and Parole Association [APPA],
National Highway Traffic Safety Administration
[NHTSA], Mothers Against Drunk Driving
[MADD], American Bar Association [ABA]) are
promoting and advancing the concept of teen
court. During arecent meeting of the Young
Lawyers Division of the ABA, aresolution was
approved that “encourages state legislatures and
state court systems, in conjunction with state
and local bar associations, to support and assist
in the formation and expansion of youth courts
in their communities.” (ABA, Specid
Committee on Citizen Education, 1995). Itisup
to teen court programs to capitaize on this
interest to secure necessary human and financia
resources for the program.

At the conclusion of this chapter, program
organizers should be able to

4 determine qualifications needed for teen
court staff;

4 develop adetailed job description and hiring
plan; and

4 determine possible in-kind and monetary
funding sources for teen court programs.

STAFF SELECTION PROCESS

Mistakes in hiring can be very costly in terms of
money, time, and program success, therefore, it
isimportant to be cautious when selecting
appropriate staff for the teen court program. To

begin, program devel opers should

4 decide the best means for staffing the
program;

4 determine the duties the staff person will
perform and the qualifications necessary to
fulfill those duties;

4 institute a method for evaluating staff
performance; and

4 examine how the program will promote job
satisfaction and professional development.

Mistakes in hiring can be very costly in
terms of money, time, and program
success; therefore, it is important to be
cautious when selecting appropriate
staff for the teen court program.

Determining How the Program Will Be
Staffed

Teen courts have many moving parts and depend
heavily on volunteers. However, someone must
be designated to coordinate the operations and
services of the program to ensure program
accountability. The manner in which teen court
programs are staffed differs among jurisdictions.
Teen courts must examine their unigque needs
and resources to determine the most effective
and efficient way to meet the demands of the
program. The following types of questions
should be examined:

4 How many positions, minimally or optimally,
are needed to staff the program?

4 Should the program fill positions with part-
time or full-time employees?

4 Should the coordinator position be a paid or
volunteer position?

Answers to these questions will be driven by
workload and resource issues such as types of
duties required; number of referrals anticipated;
amount of funding available; and the extent of
community, board, and management
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involvement in day-to-day tasks and operations
of the program. Program staffing should be
revisited periodically as the program grows and
as those managing the program experience the
different types of demands being placed on their
time.

The vast mgjority of teen court programs
employ paid staff to manage the program;
however, afew programs rely on volunteers to
staff and manage the program (APPA, 1994).
Figure 9-1 explains how teen court programsin
Kentucky use volunteer staff. Advantagesto
using volunteer coordinators include minimizing
costs of the program, strengthening community
ties with the program, and offering valuable
work experience to those who volunteer in this
capacity. However, finding appropriate
volunteers for management positions can be
time-consuming and may require extensive
training and support, which ultimately someone
must oversee.

Figure 9-1: Kentucky's Use of Volunteer Staff

As of September 1995, there are eight teen
court programs in Kentucky, seven in
which fall under the auspices of the
Administrative Office of the courts (AOC).
AOC employs one full-time Teen Court
Program Manager who oversees the
implementation and operations of the teen
courts. Each teen court is staffed by a
volunteer coordinator(s) who handles the
day-to-day operations of the program. In
the mgority of locations, the volunteer
coordinators are master-degree-level
students studying criminal justice or a
related field. Although not an ideal solution
in light of the fact that volunteer
coordinators may change on ayearly basis,
this option has afforded Kentucky the
opportunity to implement more teen court
programs throughout the state with fewer
financial resources.

The success of teen court programs hinges on
the relationships built among staff, defendants,
volunteers, and the community. Therefore, staff
should be selected with longevity in mind
(Crowe and Schaefer, 1992). Without an
incentive such as a paycheck, it may be more
difficult to maintain staff’s commitment to and
interest in the program.

The success of teen court programs
hinges on the relationships built
among staff, defendants, volunteers,
and the community.

Determining Job Duties and Qualifications

Teen court managers and coordinators are
responsible for awide range of duties requiring
diverse skills and experience. A thorough and
specific job description should be developed
outlining the responsibilities of the position (see
Figure 9-2). A job description indicates the
purposes and objectives of the job and also
specifies the procedures: what is to be done,
how it isto be done, and under what authority
the job is placed (Bestty et d., 1994). Based on
the job description, the duties and tasks required
should be analyzed to determine the
background, skills, and experience necessary for
accomplishing the objectives successfully (see
Figure 9-3). The range of skills expected of job
candidates will be a function of the diversity and
priority of services offered by the program
(Bestty et d., 1994).

Because of the important role that teen court
staff play in the lives of youth who participate in
the program, it is recommended that staff have
an understanding of adolescent development and
have experience working with youth, including
youth with problem behaviors. Many teen court
participants (volunteers and defendants) may
come from dysfunctional families where they
are given no attention, predominately negative
attention, or very inconsistent attention. These
youth have learned to distrust the adultsin their
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lives. It often takes time before high-risk youth
are able to open up and respond to adults, yet

program as possible. To allow for this, program
staff should be able to assume the role of mentor

adults who work with youth must consistently and resource person, rather than director, when

be responsible and positive role models. Young

appropriate (Nationa Crime Prevention Council,

people should be encouraged and empowered to 1989). This often isnot an easy transition for
take ownership and responsibility for as much of adults to make. Suggestions offered by the
the devel opment and operation of the teen court Nationa Crime Prevention Council to aid

Figure 9-2: Sample Teen Court Coordinator Job Description

DUTY
Duties may include, but are not limited to, the following:

4

*
*

®* & o o

4

*
*

Teen Court Coordinator

DEFINITION
To manage and direct the overall activities of the teen court; to recruit, train, and supervise youth
and adult volunteers; and to develop and coordinate community support for the program.

Interview juvenile offenders to determine their eligibility to enter the teen court program
and refer eligible or ingligible youth to appropriate resources for counseling, as necessary.

Recruit, train, and supervise youth and adult volunteers.

Assist in the development, planning, and implementation of the goals and objectives of
the teen court program.

Develop and coordinate community work placements for the purpose of allowing
defendants to work off “sentences”

Supervise and participate in the development of the budget for the teen court program.
Respond to and resolve difficult and sensitive citizen inquiries and complaints.
Communicate with representatives of the referring agencies to teen court.

Oversee docket scheduling, trials, and case dispositions to ensure proper court procedures
are followed.

Perform public relations activities such as representing the teen court to youth groups and
civic organizations.

Maintain records and perform general administrative and clerical duties.

Perform related duties as assigned.

Source: Irving Teen Court Program, nd
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Figure 9-3: Sample Teen Court Coordinator’s Qualifications

Teen Court Coordinator

QUALIFICATIONS

Knowledge of —
4 Principles of supervision and training

4 Organizational and management practices as applied to the anaysis and evaluation of
programs, policies, and operational needs

Modern office procedures, methods, and computer equipment
Principles, practices, and techniques of records retention
Counseling techniques

¢
¢
L 4
4 Juvenile statutes and courtroom procedures
4 Principles and procedures of recordkeeping and report preparation
4 Loca socia services

¢

Pertinent federal, state, and local laws, codes, and regulations

Ability to —

4 Develop and maintain a positive public image and support for the diversionary court
program.

Recognize drug and a cohol abuse symptoms.
Organize, direct, and implement a comprehensive teen court program.
Select, supervise, and train volunteer staff.

* & o o

Analyze problems, identify aternative 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 public concerning the teen court program.

® & o o

Establish and maintain cooperative working rel ationships with those contacted in the
course of work.

4 Counsel and provide guidance to individuals and respond to situations that are of a
sensitive nature.

4 Maintain detailed records.

Source: Irving Teen Court Program, nd
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staff in making this transformation appear in
Figure 9-4.

Figure 9-4: Guidelines for Building a Partnership
Between Staff and Youth

Guideinesfor Building a Partnership
Between Staff and Youth

4 Stress and collaborative nature of the
program from the beginning, in the needs
assessment and design stages.

4 Moveto action asquickly as possible.

4 Teach and guide teens as the program
proceeds - don’t withdraw when the
activities get under way.

4 Get to know each teen in your program
and listen to each one's opinions,
concerns, ideas.

4 Help teensto secure community
resources and support.

4 Provide opportunities for teens to reflect
on an evaluate their experiences with the
program.

4 Reward and recognize personal growth
and other accomplishments.

4 Demonstrate response for teens' abilities
and contributions.

4 Whatever leadership style you adopt, be
appropriately consistent.

Source: National Crime Prevention Council, 1989

Staff also should have experience working in the
criminal justice system or arelated field and
have solid administrative and management
skills. Because funding for teen court programs
istypicaly acritical issue, it would be helpful to
employ persons with knowledge about or
experience in fundraising. Overall, teen court
staff should be flexible and able to adapt to
changing needs, priorities, and tasks.

Recruiting and Hiring Staff

Staff may be recruited in a number of ways:
newspaper advertisements; ads in professional

newsl etters; postings in university departments
and placement offices; through local, county, or
state government channels; or word of mouth.
For programs being devel oped within existing
agencies or organizations, internal job postings
also may be used to advertise the new position
to present employees (Besity et d., 1994).

When using an advertisement to recruit
applicants, it should be as specific about
program positions and requisites as space and
cost will allow. If ads are too vague, they will
attract unqualified and uninterested applicants.
Multiple sources of data should be sought for a
preliminary screening of candidates, such as

€ acover letter;
4 aresume
4 an application form; and

4 letters of reference.

In addition, programs may want to examine
certifications and transcripts. During the initial
stage of the hiring process, candidate profiles
can be developed from this information, which
will consist of several categories of items:
candidates’ specific qualifications to meet job
requirements, education, experience, knowledge,
skills, ahilities, and previous training. Several
persons (preferably those who are or will be
working in the program) should review
candidates to offset purely subjective
impressions or personal preferences of
individual screeners (Beatty et a., 1994).

The employment interview is the mainstay of
the hiring process. A clear and concise protocol
should be developed in advance of actual
interviews. If different persons will be
interviewing candidates, a structured interview
schedule will ensure a standardized format of
guestions. According to Beatty et al. (1994),
each question asked should achieve a specific
purpose, including the determination of

4 therelevancy and transferability of the
candidate’s prior work experience;
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4 the candidate’'s general temperament,
maturity, reasoning ability, and emotiona
stability;

4 how the applicant would behave in Stuations
encountered in the position;

4 the applicant’s motivation for seeking the job
and long-term goals in the position;

4 the candidate’s interpersonal and verbal
communication skills; and

4 the applicant’s expectations regarding the
position and its duties.

Evaluating Job Performance

To help ensure staff accountability, a
performance appraisal system should be

devel oped to assess staff activities and progress.
A typica performance appraisal systemis
consists of a standard set of behavior-based
criteria, which serves as the basis for evaluation.
Different criteria should be established for
different program positions and constructed with
the input of the staff to be evaluated (Beatty et
al., 1994). These criteria should be consensual
and be tied directly to daily job duties and
anticipated results of the program.

Staff performance should be assessed at |east
once per year relative to how well they meet the
established criteria. Performance can be rated at
three levels: exceeds expectations, meets
expectations, or falls below expectations (Bestty
et a., 1994). The staff member’s previous
standing on the criteria becomes a point of
departure for each successive eval uation.

Hence, the focus is on change in the staff
performance — both overall and specific (Beatty
et a., 1994). Example process and outcome
performance criteria can be found in Figures 9-5
and 9-6. More detail on evaluation are given in
Chapter 10.

Promoting Job Satisfaction and
Professional Development
The Carnegie Council on Adolescent

Development (1992) states that many youth
service programs experience a high rate of staff

Figure 9-5: Example Performance Criteria— Process

Example Performance Criteria (Process)

4 Completes defendant intake interviews
and dockets cases in atimely manner.

4 Makes appropriate referrals to address
client needs.

4 Educates teen court volunteers to
prepare them to perform their roles
effectively and efficiently.

4 Maintains communication and
coordination with referral agencies.

4 Organizes and participatesin activities
to promote awareness and
programmatic and financia support of
the program.

Figure 9-6: Example Performance Criteria —
Outcome

Example Performance Criteria (Outcome)

4 70% of defendants (charged with an
alcohol/drug offense) who complete the
four-week substance abuse program
will show a positive changein
knowledge and attitude concerning
acohol/drug use.

4 90% of youth volunteers will
successfully complete ateen court bar
exam.

4 40% of the annual operating budget for
the program will be secured through
grants.

turnover because of low staff salaries and
inattention to staff development. Although
sdary often is the most difficult area of job
satisfaction to address because of state and
federal funding guidelines (Fleischer, 1985),
programs should make all efforts to obtain
adequate funding to support the personnel and
operating costs of teen court programs. The
Carnegie Council on Adolescent Devel opment
(1992) also suggests that insufficient funding for
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youth service programs leads to organizational
instability, which in turn may contribute to the
lack of dependable relationships among youth,
staff, and volunteers. Funding issues will be
discussed in more detail later in this chapter.

Staff relationships with defendants, volunteers,
and the community are established and solidified
over time. Employee dissatisfaction can have a
negative influence on staff-youth relationships.
Discontented workers may find it even more
difficult to cope with the built-in stress of the
position, which can have a negative impact on
job performance. Therefore, programs should
hire staff with longevity in mind and attempt to
develop strategies for maintaining staff
commitment and decreasing staff burnout.

The needs of youth participating in teen courts
are complex. Teen court staff must bring an
assortment of qualificationsto thefield. An
important step in increasing the professionalism
of the job is to provide opportunities for
professional development and support to teen
court staff. Providing employees with toolsto
do their job well isthe essence of professional
development. Efforts must be made to help staff
manage the stress of their jobs so they can
provide the kind of service inherent to teen court
programs.

To show support for staff development,
programs should earmark funds for staff training
and professiona development. Because teen
court programs are small, staff often must rely
on external sources for support and professiond
development. A variety of avenues can be
accessed. For example, severa states (e.g.,
Texas, Florida, Colorado, New Mexico) have
organized statewide teen court associations to
provide networking and training opportunities to
teen court staff. There also are efforts to
establish a National Teen Court Association to
provide these same opportunities on alarger
scale. In addition, national organizations such as
APPA and the ABA offer training and technical
assistance to professionals and agencies on teen

court issues and related topics in the juvenile
justicefield (e.g., law-related education).

FUNDING

Funding for most teen court programsis
tenuous, and many report that it is a constant
struggle to obtain adequate funding (APPA,
1994). The degree of funding needed may vary,
depending on whether the program is
administered and operated by an existing
organization (e.g., probation department, police
department, juvenile court) or whether it is
formed as a private nonprofit agency. Programs
operating within an existing organization may
have a dlight advantage in that they can perhaps
be incorporated in the overall budget of the
organization, whereas teen courts operating on
their own as nonprofits more likely will have to
begin at ground zero.

The need for community involvement
and support for teen court programs in
generating funds cannot be overstated.

The need for community involvement and
support for teen court programs in generating
funds cannot be overstated. Itisvital that
programs identify and access the knowledge and
contacts that stakeholders and othersin the
community have to identify and secure resources
to implement and operate the program.

Fundraising can be a time-consuming task, and
typically, teen court coordinators have many
duties that compete for their time and energy.
Program staff are less likely to be frustrated if
they have board and community support and
assistance in raising funds. One way to harness
volunteer commitment and support in generating
resources is through the formation of a
fundraising committee. This type of committee
should consist of individuas who have
experience in this area or have contacts with
possible donors and funding agencies. Also,
persons on this committee should understand
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and buy into the vision of the program and have
apersona commitment to seeing the program
survive and thrive.

To help motivate and keep those involved in
fundraising roles on task, afunding plan should
be devel oped to keep volunteers interested and
inspired (Nichols, 1991), such as

4 sharing success stories of the program at
committee meetings,

4 showing videos of the program in action; and

4 inviting and encouraging volunteers to attend
court sessions.

Determining Costs of Program

In part because of the high level of volunteer
and community support and involvement, teen
court programs can be relatively inexpensive to
operate. Respondentsto the APPA (1994) teen
court survey reported annual operating budgets
ranging from $800 to $95,000, with an average
annual budget of $32,668. Program developers
should analyze their needs and determine what it
will take in terms of funding and other resources
to reach program objectives (Nichols, 1991).
Some potential costs to consider include

4 personnel costs (e.g., salary, fringe benefits);

¢ steff travel (e.g., training, networking
opportunities);

4 supplies and services (e.g., photocopying,
postage, telephone, computer, office
supplies); and

4 office space (e.g., rent, utilities, repairs).

Both monetary and in-kind support and services
should be considered when conducting this
analysis.

Determining In-Kind Support and Services

One way to help keep the monetary costs of

programs down is by soliciting in-kind support
(actual goods and services, rather than money).
(See Figure 9-7.) Agency collaboration is one

method of creative financing that could help
defray expenses. Through ajoint agreement,
agencies can sometimes share space and
supplies and engage in interagency training and
staffing, too. It a'so may be possible to obtain
equipment from local businesses in exchange for
public recognition provided by the program.
Services provided to teen court participants
(e.g., counseling, educationa workshops) aso
should be counted among in-kind services.
Entities to be approached for in-kind support
include governmental agencies, schools,
churches, businesses, and community and civic
organizations (Crowe and Schaefer, 1992).

Figure 9-7 Possible In-Kind Donations

Possible In-Kind Donations

4 Office space

4 Use of existing courtroom for teen
court trials

4 Equipment (e.g., photocopier,
computer, fax machine)

4 Utilities

4 Office furniture (e.g., desk, file
cabinets)

4 Client services (e.g., counseling,
educational workshops)

Deter mining Possible Sour ces of Monetary
Support

Most programs will find it necessary to secure
monetary support for the implementation and
operation of the program as well. When
determining possible sources, Nichols (1991)
suggests the following types of funds should be
kept in mind:

4 Unrestricted funds. Monies that can be
used at the full discretion of the organization.

4 Designated funds. Monies directed to a
particular program/service areawith the
specific use | eft to the discretion of the
organization.
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€ Restricted funds. Monies for which the use
isfully directed by the donor.

Whenever possible, programs should let their
goals and objectives drive their fundraising
efforts. Programs that accept designated and
restricted monies for service areas outside the
program goals, merely because it isavailable,
may compromise other established goals and
objectives for the program. Programs also
should develop a method for tracking funds they
acquired so that those responsible for
administering and managing the budget can be
sure that monies are being allocated and
disbursed appropriately.

The more active the fundraising committee and
the stronger the contacts available through
committee members and other supporters of the
program, the more options of possible funding
sources will be realized. All aternatives should
be outlined and prioritized according to the
feasibility of obtaining funds (Nichols, 1991).
The following section provides an overview of
possible funding sources for teen court
programs. (See Figure 9-8.)

Figure 9-8: Possible Funding Sources

Possible Funding Sour ces

¢ Federal government

4 State government

4 City/county government
4 Schools districts

4 Grants from private foundations and
community organizations (e.g., local
bar association, Junior League)

¢ Individual donations
€ Servicefees

4 Profits from special events

Grants and Funding Programs

State, federal, private, or local resources are
available to fund or defray the costs of
implementing teen court programs. Some teen
court programs are funded fully or in part by
their city or county government, and some also
receive support from their state. Those
programs that receive city/county funding often
are administered and operated by alocal
government entity (e.g., city government, police
department) (APPA, 1994).

Recently, teen court programs in North Carolina
received funding from the state legislature.
According to areport prepared by the North
CarolinaAdministrative Office of the Courts
(1995), the 1993 North Carolina General
Assembly, Extra Session 1994, passed
legidation that appropriated $75,000 for the
development and implementation of teen court
programs in the 1994-95 fiscal year. These
monies were then allocated to selected
jurisdictions within the state.

In addition, many federal agencies appropriate
monies to affiliated state organizations to
dispense to appropriate programs within each
state. Figure 9-9 provides a brief synopsis of
three potentia federal funding sources for teen
court programs. Generally, federal monies are
designated for certain functions and are usually
allocated for a specific purpose for a specified
amount of time. Although these grants are not
intended to provide continuous support, they can
help programs get started or fund new service
ideas. Once possible federal funding sources are
determined, agencies should get in touch with
the appropriate state contact person for that
agency. Thefedera office should be able to
provide that contact name.

Mayors, council members, and other
stakeholders in political positions may be
helpful to programs trying to access and secure
these types of funds. Teen court program
organizers and staff should be aware of the
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political climate within the community and state
at al times and should be knowledgeable of the
system players as the political pendulum shifts.

Figure 9-9: Potential Federal Funding Sources

Potential Federal Funding Sources

National Highway Traffic Safety Administration
(NHTSA): NHTSA isan agency under the auspices
of the U.S. Department of Transportation
designated to seeking ways to reduce motor vehicle
crashes, injuries, and fatalities and to improve
highway safety programsin the states. The
Governor’s Representative on Highway Safety for
each state receives federal dollars to be dispensed
locally for programs that address a highway safety
concern. Underage drinking and impaired driving
are of particular significance when it comes
addressing issues related the highway safety.
Therefore, programs that aim to enforce underage
drinking and impaired driving laws may be eligible
for NHTSA funds.

Officefor Juvenile Justice and Delinquency
Prevention (OJJDP): The Department of Justice
through OJJIDP, provides national leadership,
direction, and resources to assist the juvenile justice
community in helping to prevent and control
delinquency throughout the country. The Special
Emphasis Division provides discretionary funds to
replicate tested approaches to delinquency and
juvenile drug abuse prevention, treatment and
control. The Research and Program Devel opment
Division provides demonstration programs. The
State Relations and Assistance Division manages
OJIDP's Formula Grants, TitleV Delinquency
Prevention, and State Challenge Grant programs,
which provide direct support to State and local
governments to prevent and treat delinquency,
including drug abuse, and improve their juvenile
justice systems.

U.S. Department of Education: The mission of
the Department of Education is to ensure equal
access to education and to promote education and to
promote educational excellence throughout the
Nation. This mission cannot be achieved, however,
unless schools are safe, disciplined, and drug-free.
The Office of Elementary and Secondary Education
through its Safe and Drug-Free Schools Program,
helps State and local educational agencies and other
public and private nonprofit organizations develop
and operate drug and violence prevention programs

for students at al grade levels.

Source: Coordinating Council on Juvenile Justice and
Delinquency Prevention, 1992.

Teen court programs aso report receiving
monies from private foundations (e.g., local bar
association) and community organizations (e.g.,
Junior League) (APPA, 1994). When soliciting
funds from foundations, it is important to know
what types of organizations they support and
what restrictions may be placed on the monies.
It is suggested that programs begin by
researching local foundations, because the bulk
of grants and grant dollars are given by
foundations to nonprofitsin their own
communities. The local branch of the United
Way (or a similar organization) may have a
guide to area foundations (Nichols, 1991).

For amore complete listing of private funding
sources on a nationa scale, programs should
locate a copy of The Foundation Directory at
any major arealibrary. Thisdirectory includes
information such as the name of the foundation,
itsmission and activities, financial information,
the size of grants available, and the number of
grants awarded. (Knepper, 1993).

Advice similar to that for soliciting foundation
monies can be applied when requesting financial
support from local businesses community
organizations. The key isto locate those
businesses and civic/social organizationsin the
community that have an interest in an area that
teen court addresses. For example, because of a
concern about juvenile crime, local Junior
Leagues in Texas and Florida have provided
several teen court programs in those areas with
financial and volunteer support.

Once these groups are identified, organizers or
staff should arrange to make a presentation
about the teen court program. Whenever
possible, youth should assist in delivering the
presentation. It aso may be helpful to conduct a
mock trial so community groups can get a better
idea of how the teen court process works.

Additional Sources of Funding
In addition to the types of sources discussed
above, teen court programs report receiving
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some funds from religious institutions,
individual donations, service fees, and profits
from specia events. Examples of specia events
conducted by teen courts include car washes,
golf tournaments, and raffles (APPA, 1994).

Specia events can be costly to organize;
therefore, programs should determineif the
potential amount of funds to be madeislikely to
outweigh the costs associated with putting on
the specia event (e.g., costs of staff and
volunteer time and resources needed for the
event itself). However, athough funds raised
from specia events may be minimal, these types
of fundraisers can be excellent vehicles for
involving large numbers of volunteers and
participants to help promote awareness of the
program in the community (Nichols, 1991).

CONCLUSION

Staffing and funding are issues with which teen
court programs will likely struggle. Through
careful attention and planning, obstacles
encountered can be alleviated. Programs should
strive continually to support, guide, and assist
staff in carrying out the goals and objectives of
the program.

The unfortunate reality isthat many teen court
programs will find themselves relying on small
grants from avariety of sources to meet their
budget goal. Therefore, avisible presencein
and sustained support of the community is
essential. It also will be important for programs
to judtify the need for and value of their services
in the community. The next chapter will discuss
methods for evaluating and reporting program
success.
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CHECKLIST FOR STAFFING AND FUNDING
Have teen court program organizers or staff —
[] Determined how the teen court program will be staffed?

[] Determined how many staff will be needed?
[] Determined whether staff positionswill be paid or volunteer?
[] Determined whether the positions will be part-time or full-time?

[] Determined job duties and qualifications and devel oped job descriptions?

[] Identified the duties required for each position?
[] Identified what knowledge and skills are needed to perform the duties?
[] Determined what authority the position will have?

[] Recruited and hired staff?

Identified methods for recruiting staff (e.g., newspapers, internal and external postings,
word of mouth)?

Determined information applicants will be required to submit (e.g., application form,
resume, cover letter, references, certifications, transcripts)?

Designated who will be responsible for interviewing candidates?

Determined the questions to be asked of each candidate?

Selected staff with longevity in mind?

N R O B B

[] Designed a method for evaluating staff performance?

[] Established results-oriented criteria upon which staff will be evaluated?
[]  Informed staff of the criteria upon which they will be evaluated?
[] Determined who will be responsible for evaluating staff?

[]  Established mechanisms for promoting job satisfaction and professiona development for staff?

Analyzed staff duties and attempted to secure sufficient funds for the salary of staff?
Established arelatively stable program?

Created and provided opportunities for staff to access professional development?
Encouraged and provided access to an appropriate support system?

I
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[] Determined the cost of the teen court program?

[] Identified the potential costs of the program (e.g., personnel costs, staff travel, supplies and
services, office space)?
[] Created aprogram budget?

[] Developed afunding plan and secured funds?

Identified possible sources of in-kind support and services?

Determined the amount of funding needed from outside sources?

Identified possible sources of monetary support (e.g., grants, city/state support, specia
events)?

Designated a person(s) to be responsible for raising funds?

1 o
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CHAPTER 10

PROGRAM EVALUATION#

*This chapier was wrtlen by Betsy A. Fulion, a Research Associnie for the American Probation and Parole Association in
Lexingion, Kentucky,
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INTRODUCTION

Evaluation evokes an array of feelings from fear
o excitement, from resistance lo support.
Evaluation can be perceived as a threal to the
status quo or an opportunity for change and
growth. [t can be very complex or amazingly
simple. This chapter is designed to assuage the
anxiety associated with evaluation by
introducing its benefits and key components. It
will provide readers with a basis for further
exploration of methods for monitoring and
evaluating teen court programs. 'Within this
chapter, “program evaluation” will be discussed
as a one-shot process implemented to carefully
examine program goals, activities, and
outcomes, “Performance-based measurement™
will be introduced as a method for the ongoing
monitoring and evaluation of program goals,
activities, and outcomes. While many of the
same issues apply to both, variations in their
design and implementation have different
implications for teen count programs. Ideally,
agencies would combine both methods to
carefully examine program effectiveness.

Evaluation can be perceived as a threat
fo the status quo or an opportunity for

change and growth.

L'pon conclusion of this chapter, readers will be
able to

# discuss existing literature on teen court
evaluations;

# understand the importance of evaluating their
teen court program;

# use key guestions to guide evaluation
planning;

# discuss the problems with using recidivism as
the primary measure of program
effectiveness,

# discuss the advantages of using alternative
OUICOME MEAsUres (0 ASSESs Program
effectiveness,

# identify performance-based measures for the
ongoing monitoring and evaluation of their
teen courl program; and

# initiate the development of a management
information system that meets the program’s
informational needs.

WHAT IS KNOWN ABOUT TEEN
COURT EFFECTIVENESS?

A review of literature and program materials
suggests that there is a substantial amount of
anecdotal information on the effectiveness of
teen courts, but very little research-based
information, As Haaga and Reuter (1995) point
out, this lack of a research base and evidence of
success is typical for programs aimed at primary
and secondary prevention. Reasons for scanty
evaluations seem to be the difficulty associated
with attributing reductions in antisocial behavior
o a single prevention program, and the
intangible nature of the targets of prevention,
such as changing the social environment or
attitudes of potential delinquents (Haaga and
Eeuter, 1995]).

The limited research base is not for a lack of
trying — 55.9 percent of the respondents to the
American Probation and Parole Association’s
(APPA, 1994) teen count survey reported
conducting program evaluations. Typically,
these evaluations focus on counting clients and
events rather than attempling 1o ascribe offender
change and success (o the program or a specific
component. This chapter is designed 1o 1ake
agencies beyond counting activities {which, by
the way, are important to establishing program
integrity) to measuring results as a means of
determining program effectiveness.

Four teen court evaluations that attempt 10
ascertain program effectivencss in terms of
offender and volunteer changes and outcomes
were available for review. They include
evaluations from

# Teen Court Arlington (Texas);
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# Kentucky’™s Teen Court;

# Cumberland County Teen Court Program
{MNonh Carolina); and

# Southside Youth Council Teen Coun
{Indiana).

These research reports are summarized in
Appendix G. While limited in ngor and scope,
these evaluations revealed the following
important findings:

¢ In the Texas program, comparison of the
rates of success, as measured by recidivism,
between teen court participants and a
maiched group of nonteen court participants
indicated a statistically significant
relationship between teen court and success
(75 percent of the teen court participants
were successful versus 64 percent of the
nonteen court participants) (Hissong, 1991).

# In the North Carolina program, comparisons
of overall recidivism rates indicated that a
matched sample of preprogram juveniles had
lower rates of recidivism than a sample of
teen court participants. However, when the
analysis controlled for age and offense type,
no significant differences existed in
recidivism rates (North Carolina
Admimistrative Office of the Courts, 1995),

# The Texas and Indiana programs reported
higher success rates for older juveniles (i.e.,
16-year-olds in Arlington and 14- to 18-year-
olds in Indiana. The Indiana evaluators
imply that the moral development of younger
juveniles may not be advanced enough 1o
learn from teen court participation (Hissong,
1991; McCullough et al., 1995).

# In contrast, the North Carolina study found
that older juveniles had higher rates of
recidivism. The study also found that the
type of offense seemed to be related o
recidivism rates, with juveniles committing
nonproperty and nonviolent offenses (e.g.,
driving, weapon, minor controlled substance,
aleohol, public disturbance, pyrotechnic)

having higher rates of recidivism. The
evaluators noted that older juveniles tended
to commit these types of offenses and
implied that the higher rates of recidivism for
older juveniles may be more a function of
offense type than age (North Carolina
Administrative Office of the Counts, 1995),

# The evaluation on the Kenmucky program
found that teen court participants showed
increases in favorable attitudes woward
authority figures {Kentucky Adminisirative
Office of the Courts, 1994.95),

# The Texas evaluation resulis indicated tha
program effectiveness waned after one year,
as evidenced by increased rates of recidivism
(Hissong, 1991).

Supplementary information from the APPA
(1994) 1een court survey suggests high success
rates for teen court participants. Respondents
reported a range of recidivism rates from 0o 75
percent, with an average of 5 percent recidivism
across programs. This limited research base
suggests that teen court has the potential to deter
further criminal activity, particularly among
older juveniles, and that teen courts may want to
examine their selection criteria in terms of the
types of offenses committed. But no conclusive
evidence exists regarding teen court
effectiveness.

WHY EVALUATE?

Besides being the “right thing to do.” there are
three very practical reasons to evaluate teen
COUrs,

1. Evaluation improves the capacity of teen
courts to successfully compete for limited
public lunds and support. As the demand for
public accountability increases, demonstrated
results are more often becoming the basis for
allocating financial and human resources.
Haaga and Reuter (1995) suggest that a lack of
evidence regarding program effectiveness may
contribute to the limited allocation of federal

L1
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and state resources (o programs of a preventive
nature such as teen courts. Teen courts must
arm themselves with information and the
capacity to demonsirate their value. In these
financially stringent times, the foremost
consideration of politicians and policymakers is
“How much is it going to cost™ Second to that
is “Is it worth t™ Teen courts find themselves
competing with detention and probation for the
limited juvenile justice purse, and juvenile
justice as a whole is competing with every other
publicly funded program from education to
social services. In this competitive environment,
teen courts must be able to “'sell” themselves as
effective and efficient programs.

In addition to competing for financial resources,
teen courts also must compete for human
resources in the form of volunteers. People are
more likely 1o volunteer for a program that can
demonstrate positive resulis or at least
demonstrate a commitment to achieving
program goals through the ongoing monitoring
and evaluation of program activities.

Evaluation demonstrates a
commitment to improved practices.

2. Evaluation promotes agency and
community accountability. As siated in
Chapter 4, the balanced approach that underlies
many teen court programs calls for a shared
responsibility between the juvenile justice
system and the community for the control and
reintegration of offenders (Bazemore and
Umbreit, 1994). Evaluation demonstrates a
commitment to improved practices. It highlights
positive outcomes, uncovers ineffective
practices, and guides agencies to explore
alternative methods for achieving organizational
goals. Key information about program struggles
revealed through evaluation may elicit support
and assistance for those improvements. In this
manner, the teen court becomes accountable to
the community for effective and efficient
practices, and the community becomes

accountable to teen court and youth for support
and assistance.

3. Evaluation creates a learning environment
and contributes to organizational growth.
Evaluation can be very threatening to program
developers and personnel: What if the resulis
are unfavorable? This fear creates resistance 1o
evaluation. If, however, an organization adopts
the view that “feedback.” rather than “proof.” is
the objective of program evaluation,
disappointing results (a) become an opportunity
to examine alternative methods and strategies,
and (b) open the door to new challenges and
continued organizational development.
Evaluation can assist program administrators in
identifying staff and volunteer training needs
and in maximizing resources. Il provides a
vision — a logical, well-planned pathwiy
through the change process — and it leads to a
healthy, vital organization.

KEY QUESTIONS TO GUIDE
PROGRAM EVALUATION

The evaluation process will be simplified if
considered upfront, during the program planning
stage. Thinking about the type of information 1o
be maintained and how the program’s
effectiveness will be determined will simplify
data collection procedures and help ensure
program integrity. Several key questions require
consideration when developing processes and
procedures for program evaluation.

What Are the Purposes of Program
Evaluation?

While seemingly obvious, the general purpose

of the evaluation should be discussed and clearly

stated. Typically, program evaluation 15

conducted to determine

# the extent to which goals and objectives have
been met;

# the extent to which the program was
implemented as designed;
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# the program's impact on youth, the agency,
and the community; and

# how the program can be improved to achieve
the desired goals,

Whao Should Conduct the Program
Evaluation?

To minimize the risk of biasing the program
evaluation, an objective outside evaluator is
recommended; this is not essential, however,
and should not deter agencies from conducting
their own program evaluation. Local
umiversities are rnich resources for evaluation
expertise and interest. Professors and graduane
students in criminal and juvenile justice
programs may welcome the opporunity to
design and conduct a program evaluation on
teen court for little or no cost. Other potential
sources of evaluators include someone with
research expertise who works within the same
governing agency as teen court (e.g., city.
county, or state government) and volunteers
with research expertise. If an outside evaluator
is used, agency personnel should view
themselves as customers with certam needs and
expectations. They must be able to specify what
information they hope to gain through program
evaluation, what resources are available for
evaluation, and potential bamers o evaluation,
The evaluator’s role is to design the evaluation
to ensure the integrity of the information within
the identified agency constraints.

Who Will Be Affected by the Evaluation?

Teen courts involve and affect many individuals
and agencies. An analysis of who may be
affected by the evaluation will allow evaluators
to head off barriers to evaluation. All those
affected (e.g., juvenile court personnel,
representatives from other community agencies,
volunteers, youth, and advisory board members)
should be involved in designing the program
evaluation. In this way, their concems can be
addressed, and they will know what to expect

from the evaluation process. Involving key
stakeholders in the design also will gain their
support for required data collection.

Considering the extent to which community
members are involved in teen court development
and operations, evaluations should be designed
with extensive input from the community.
Community members” definitions of success
may include measures beyond the teen courts’
interests. By measuring whal is important 1o
citizens, teen counls demonstrale commitment (o
the community and sustain community interest
and involvement.

It is recommended that an evaluation task foree
be established to plan and implement the
evaluation in conjunction with the evaluator.
The remaining questions can be used o guide
the discussion and activities of the task force.

What Are the Specific Research Questions
to Be Answered through Program
Evaluation?

The evaluation task force should carefully
examine what they hope to lean from program
evaluation and develop clear and concise
research questions. The questions influence the
kind of information to be gathered, the means of
gathenng the information, and the options for
analysis. For example, an evaluation of teen
court programs may seek to answer the
following research questions related to program
PrisCess.
# What are the characteristics of youth referred
to teen court?

# To what degree did youth volunteers fulfill
their responsibilities?

# What is the rate of referral and participation
in the alcohol education program?

The purpose of the above types of research
questions is to determine if the program is being
implemented as designed. Research questions
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related to program outcomes may include the
following:

# What percentage of restitution ordered during
fiscal yvear (FY) 1996 was collected?

# To what extent did teen court educate youth
on the legal system?

* What pementa'ge of youth completed their
sentence as ordered?

® What impact did the teen count program have
on the juvenile court docket and probation
caseloads?

# What impact did participation in teen court
(1.e., as defendants and volunteers) have on
youth atitudes toward alcohol abuse and

crme?

# What impact did teen count have on alcohol
abuse among youth in the local school and
community?

Both process and outcome measures are
necessary to adequately evaluate a program.
Agencies looking to prioritize their evaluation
resources should first focus on process issucs to
obtain fundamental feedback on whether the
program 15 being implemented according o
specifications. Only then will outcomes be
meaningful. More will be said about process
and outcome measures, and the importance of
baoth, later in this chapter. It is recommended
that agencies limit the scope of evaluation o
four to six well-defined research questions.
Broad scope evaluations are difficult and very
costly.

What Evaluation Design Will Be Used?

Time, cost, and expertise must be considered
when selecting a research design. Agencies
nesd 1o balance the desire for information with
feasibility. Table 10-1 provides an overview of
the strengths and weaknesses of the primary
design options available.

What Data Need to Be Collected?

The agency must identify what data need to be
collected to answer the research questions.
Generally, offender data are needed in five key
areas. These are

# identifying information (e.g., name, case
number, age, socindemographic
information);

#+ intake/assessment information (e.g., criminal
history, substance abuse background and
needs, family history, and status);

# case objectives (e.g., specific senlencing
objectives and time frames);

# case activities (e.g., teen court participation,
sentence imposed, services provided,
treatment participation); and

# case outcomes (e.g., changes in alcohol use,
knowledge and skills, or family relationships;
violations or new arrests; successful
completion of sentence).

This list serves only as an example. Each
agency must determine carefully what
information is needed to plan and improve their
teen court program. An important guideline is:
only collect data that will be analyzed. reported.
and vsed 1o modify and improve program
Operations.

What Data Sources Are Available?

Having accessible data is probably the most
important reason for formulating an evaluation
strategy during the program development stage.
Data collection can be streamlined and
simplified if forms and methods of program
documentation are devised upfront. If, however,
this is not possible, agencies can determine (1)
what data are available and where; and (2} what
data need to be generated and how. Examples of
data sources include

# refermal forms;
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Table 10-1: Trade-(3fs in Evalnation Designs

Trade-(M¥s in Evaluation Designs
| Evaluation Method | Steps | Strengths | Weaknesses | Best Used When |
| Pregess Evaluabons:
Planned program Measure over or | Least costly. Mensures processes, You need o know
design va, actual under targets. not results. Targets if the processes
imphementation. may have no are heing delivered
relationship to pecording o
program effectiveness, | design.
Outcome Evaluations:
1. Before/afier Measure criteria | Low costlow Low credibility; Time and money
COMPAria. (e.g., youth expertise needed. | difficult to link imputs | are limited; criteria
antitisdes and (.2, teen court siable over Hme,
behavior) before proceedings, sentence
and after program. imposed) to Datcomes
(e.g., changes in youth
attitudes and beha-
viors) because of
imternal and extemnal
influences.
2, Timestrend Measure criberia Moderate costs Extrerme variations Historical data
projections of over several inter- | and expertise. may falsely imply available; trend
prefpost program. vals and project a trend. apparent.
future trends.
3. Cohaort Measure changes | Low-moderate Difficulty in finding Comparison group
comparisons in similar groups | costtime if data | maiched groups raises | is similar o
{of quasi-experimental | with one group available; validity issues, PrOgram group;
design). assigned 1o teen otherwise Randomized
court and the other | moderate-high evaluations are
group assigned to | costtime. impossible.
standard
procedures.
4. Randomized, Youth are Robust and High costftime:; Where individuals
randomly assigned | systematic very difficult; ethical will receive some
I TEET COWrT oF miethod. considerations, type of program
other program; services; where
identical groups determining
are then compansd. program effective-
ness is critical,

Source: Hatry, Winmie, and Fisk, 1981

# intake/assessment information; # surveys (e.g., to gain information about the
ieen court experience from defendants,

ardi; = Ins is{e.g. o .
# stuncierizeg pre oSt Instrumsns (6 4., volunteers, community members);

measure knowledge about the legal system or
substance abuse before and after program .
participation, to measure attitudes toward # teen court dockets (e.g., number of
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# case documentation (e.g., activities,
including payment of restitution,
performance of community service, and
participation in services; and outcomes,
including violations, new arrests, type of
termination); and

# juvenile court and police records.

Many of these data sources may be maintained
by the teen court itself or by collaborating
agencies. Others may need to be created for the
purpose of collecting missing data needed 1o
assess program effectiveness. Please see
Appendix G for sample data sources.

Who Is Responsible for Collection, Coding,
Management, and Analysis?

The type of data to be collected, the availability
of a management information system, staffing
configurations, and the current program design
will influence the division of these
responsibilities. In clearly defining these
responsibilities, it is important to involve
representatives from all levels of the
organization and volunieers. Agencies can
avoid duplication of efforts by using simplified
data collection instruments and coding systems
(e.g.. | = restitution; 2 = community service; 3 =
letter of apology). Simple data collection forms
are particularly important when youth volunteers
are responsible for recording the data.
Furthermore, it is important to develop concise
policies and procedures for data collection and
analysis and to update them as needs and
responsibilities change. Broad-based
involvement and streamlined procedures will
increase buy-in and commitment to the data
collection process,

What Procedures Will Be Followed for
Reporting the Information?

It is one thing to obtain data; it is quite another
to explain data in a way that is both technically
correct and useful. Key stakeholders within the
teen court program should be informed of
agency and program outcomes on a regular

basis. An honest, straightforward approach to
reporting outcomes is essential. It is always best
to control information from the inside, rather
than to leave its interpretation (o someone who
knows little about the issues associated with teen
court.

How data are reported should be determined by
focusing on the andience for whom it is
intended. Sharing both positive and negative
outcomes will earn greater respect and
credibility with all audiences. The amount and
format of information should be carefully
considered. The usefulness of long,
comprehensive reports is most likely limited o
agency personnel who are directly affected by
their contents. Legislators, judges, and funding
sources may prefer receiving only information
that impacts their decision-making process. The
information should be concise and, wherever
possible, in the form of graphs, tables, or charts.
Information presented in a usable, reader-
friendly format is more likely to gain the desired
attention and support.

Evaluation results, good or bad, must be shared
with community members, particularly
volunteers. They may have (1) insights into
why the desired objectives were not achieved,
and (2) ideas for program improvements,
Seeing the positive results of their lime and
energy, community members will be motivated
to stay involved,

How Will the Information Be Used?

Collecting data and measuring resulls is a
critical first step toward understanding the issues
associated with teen courts. But unless this
information is acted on, the teen court program
will remain stagnant. Improving programs and
practices is a continuwous, long-term process of
testing, modifying, and retesting. Feedback
from evaluation facilitates this process, Data
can be used 1o drive program modifications. to
identify staff training needs, to justify new
programs and services, and to reallocate
financial and human resources. In shor,
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comprehensive and accurate data provide a
credible source of information and knowledge
about the effectiveness of programs and
practices.

PERFORMANCE-BASED
MEASUREMENT

The value of program evaluations or studies
cannot be overstated. However, they require a
great deal of time and expense and only provide
outcomes for a specified period of time,
Performance-based measures provide agencies
with organizational feedback that drives
program improvements and are a continuous
process for monitoring and evaluation, as
opposed 1o a single-point-in-time assessment.
Many of the same issues and questions
discussed above can be used 1o guide the
development of a performance-based
measurement strategy.

Performance-based measures provide
agencies with organizational feedback
that drives program improvements and
are a continuous process for
menitoring and evaluation...

Performance-based measurements provide a
systematic method for collecting and reporting
data that reflect a teen court’s values and make
outcomes tangible. By focusing on alternative
outcomes specifically linked to program
components, interventions, and attitudinal and
behavioral change, conclusions can be drawn
about which aspects of the program lead to the

ultimate goals of most juvenile justice programs:

community protection and reduced recidivism.
The following sections will discuss problems
associated with recidivism as the primary

outcome measure for juvenile justice programs,
explore the utility of altemative outcome
measures to evaluate program cffectiveness, and
introduce the APPA’s model for developing
agency-specific performance-based measures.

Rethinking Recidivism

There is a high degree of consensus about the
ultimate goal of any juvenile justice program.
From the perspective of taxpayers, juvenile
Justice practitioners, academicians, legislators,
and judges, public safety is the agreed-upon
bottom line. But too often a program’s impact
on public safety is judged solely on reduced
recidivism, and that bottom line becomes blurred
because of the heavy burden this creates,
According to APPA's (1994) teen court survey,
recidivism is the primary focus of most teen
court evaluations. Other outcomes of teen court,
such as general deterrent effects or improved
youth competencies, contribute o public safety
and should be included in these judgments,
Recidivism takes an agency from point A to
point Z without much consideration of what
occurs in between. It is difficult for an agency
to take responsibility for, and be judged by, a
single outcome. Furthermore, there are many
problems associated with recidivism as the
Primary oulcome measure.

The first problem with recidivism as the sole
outcome measure is that numerous definitions
are applied to the term “recidivism” (see Figure
10-1). Different definitions can produce
radically different figures from the same data.
Second, there is tremendous variance in the
amount of time involved in recidivism studies.
Coupled with the many operational definitions
of recidivism, this time variance makes it nearly
impaossible to compare rescarch results.
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Figure 10-1: Definitions of Recidivism

What Is Recidivism?

# Any new arrest?
L#!Emey:mnnuly?
# Any new conviction?
~ # New felony conviction only?
% Any new commitment of 60 days or
maore?
# A new prison commitment only?
# MNew technical violations?
# A iechnical violation that results in
incarceration?
# An arrest for the same crime?

# Any arrest in which the offender was
fingerprinted?

# A new arrest that resulied in
incarceration of the offender?

# Incarceration in a prison?
& Arrest for a misdemeanor offense?
# Violent felonies?

An extensive review of comectional evaluaBons
revealed these diverse definitions of recilivism.
Please see Boone, H.N, {1994, Winier], An
examination af recadivism snd oaher suicome
measures: A review of the liersune, Peripeciives,
1B(13, 12-18,

Third, as Petersilia { 1993) points out, recidivism
is @ measure of postprogram behaviors over
which the juvenile justice system has little
control. She notes, “Schools do not follow up
their graduates to see if they slip back into
ignorance or fail to hold a job after leaving
school” (p. 14). There are many outside the
educational system who feel that one measure of
schools” performance should be how many
students become employed after graduation.
They also fault the educational system for
failing to produce results such as graduates who
can read, write, and hold down jobs that pay
more than minimum wage. Likewise,

categorically dismissing postprogram recidivism
as one of several measures of outcome is
tempting, but problematic. Customers of the
juvenile justice system and other programs
designed to impact delinquency (e.g., the public)
may or may not agree that there are other more
important performance measures, but
discounting recidivism out of hand ignores the
importance of their expectation — 1o be
protected from delinguent youth.

The fourth problem is that recidivism rates are
influenced by many internal and external factors
{Waldo and Griswold, 1979; Maltz and
McCleary, 1977). Increased or decreased
activity by law enforcement agencies or a
change in judicial philosophy could have an
impact on recidivism rates. A “get tough on
youth crime and drugs™ campaign will increase
the number of new arresis. A new judge may be
lenient and take no action for noncompliance
with teen court orders. Given either scenario, it
is difficult to determine whether the change in
recidivism rates was due 1o changes in the
behavior of offenders or to changes in police and
judicial actions.

Since other factors affect recidivism data, it is
fallacious to conclude that nonrecidivism
demonstrates rehabilitation or success, or that
recidivism demonstrates failure (Waldo and
Griswold, 1979). Recidivism must be examined
within the context of changes in program
practices and policy shifts within the
jurisdiction. Internal and external threats o
validity, such as those described above, could be
reduced with a commitment to incorporating
rigorous experimental designs into the
evaluation of juvenile and criminal justice
Innovalions,

The fifth and final problem related to recidivism
as an outcome measure i5 that it is currently
viewed as an all-or-nothing measure, The
dicholomous measure does not allow for partial
successes, I the ume between positive alcohol
tests or the number of days in school increases,

American Probation aad Farele Aisocianiiog

157




Chapier 10

Peer Justice and Youth Empowerment: An Tmplemeniotion Guide for Teen Court Programy

15 this not a partial success? If the severity of
the crimes committed by a youth is reduced
(e.g.. from driving under the influence to
trespassing), is this not a partial success?
Success or failure should not be determined by
one single incident. To measure an ultimate goal
(i.e., reducing recidivism) in the short-term,
without looking at intermediate vanables and
outcomes, is somewhat unreasonable, The next
section discusses the importance of examining
alternative outcome measures that more
accurately portray the nature and
accomplishments of teen court programs.

Alternative Outcome Measures

John Dilulio (1992), in Rethinking the Criminal
Justice System: Toward a New Paradigm, argues
for juvenile and criminal justice institutions to
expand the use of outcome measures beyond
crime rates and recidivism. He argues, “Crime
rates and recidivism are not the only, or
necessarily the best, measure of what criminal
justice institutions do” (p. 1). Indeed, there are
numerous intermediate outcomes that more
clearly gauge and illustrate the business of teen
courts. A focus on recidivism would overlook
the very activities that define the program. Teen
courts provide treatment and services, educate
youth on the legal system, and impose sentences
designed to promote youth accountability to
victims and the community. By measuring the
outcemes of these specific activities, teen courts
can better assess the effectiveness of various
activities and program components.
Furthermore, until efforis are made to
disentangle these activities and components,
teen cours will be unable to determine what it is
that leads 1o behavioral change and ultimately to
a reduction in recidivism.

“Crime rates and recidivism are not the
only, or necessarily the best, measure
of what criminal justice institutions do"

Using the problem of alcohol abuse as an
example, the practicality of alternative outcome
measures becomes clear. Several studies

suggest a correlation between alcohal abuse and
delinguent behavior (National Institute of
Justice, 1991; Hawkins et al., 1987; Dembo et
al., 1990). A primary goal of teen court may be
to reduce the level of alcohol abuse among the
youth population in the school or community.
How, then, can teen couris determine if this goal
i5 being achieved? Recidivism rates alone
provide very limited information about how
effectively the problem of alcohol abuse is being
addressed. Rather, the following types of
research questions could guide agencies in this
determination:

# What percentage of youth involved in teen
court have an identified alcohol problem?

# What percentage of these offenders were
referred o a substance-abuse awareness
program? Outpatient treatment?

# What percentage of these offenders
completed their treatment assignment?

* As measured by a prefpost assessment
instrument, to what extent did youth attitudes
toward alcohol use change?

® As measured by self-reports and collateral
information obtained from family and
schools, did the level of alcohol use change?

A number of additional research questions could
be proposed. Clearly, this information would be
beneficial to an agency attempting to reduce the
level of alcohol abuse.

The importance of such questions becomes
obvious when there is an established relationship
between these factors and delinquency.
Research has shown that certain factors correlate
strongly with delinquency, including poor and
inconsistent family practices and relationships,
school failure, negative peer associations, and
limited cognitive development (Hawkins et al.,
1987; Schinke, Botvin, and Orlandi, 1991).
Several studies have revealed a positive
correlation between increased participation in
drug and alcohol treatment and success on
probation and parole (Anglin and Hser, 1990);
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Leukefeld and Tims, 1988) and a relationship
between improved in cognitive functioning and
reduced recidivism rates (Ross, Fabiano and
Diemer-Ewles, 1988),

As this research suggests, if these aspects of
human development are changed, criminal and
delinquent behavior is likely o change. Thus,
by shifting the research to measure these
intermediate outcomes (i.e.. offender change),
teen courts can begin (o assess the effectiveness
of a particular program or component, learm
from successes, and fine-tune these programs.
Therein lies the primary value of intermediate
measures; they test (confirm/reject) assumptions
about different elements of the theoretical
models that underlie interventions,

[t is through this type of exploration that
recidivism and other traditional measures of
success can ultimately be impacted. As
organizations with a mission of public safety,
teen courts, like other juvenile justice
components, must be accountable for recidivism
rates and play a more active role in developing
and implementing policies and practices related
to reduced recidivism. The measurement of
intermediate outcomes simply facilitates this
role and makes recidivism rates more
meaningful within the context of teen court
activities designed to meet diverse goals. The
next section introduces a model of performance-
based measurement to assist teen courts in
identifying alternative outcomes that better
reflect program goals, activities, and
COmMponeEnts.

Developing and Implementing
Performance-Based Measurementis

APPA's model for performance-based
measurement { Boone and Fulton, 1995) provides
a framework for developing agency-specific
performance-based measures (Figure 10-2). The
development of a comprehensive performance-
based measurement strategy requires the
examination (or development) of

# values inherent in the agency/program:;

# an agency mission statement;

& goals of the agency/program;

# activities performed to accomplish the goals;

and

& measures for determining how well the
activities are being performed and what
impact they are having.

Figure 10-2: A Madel for Developing Performanice-
Based Measures

Source: (Boose & Falwoa, 1995)

Alignment of these key organizational practices
enhances an agency’s chances for achieving
desired results. The basic premise of the model
1% that ce-hased measures should
provide internal and external feedback at the
policy, program, and staff levels about the
relationships among values, goals and
objectives, practices, and results. To the degree
that performance measures are not integrated as
part of standard business practices, the feedback
will be less credible, less useful, and even can be

contrary Lo an organization's objectives,
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Involving Key Stakeholders

Staff and organizations will resist performance-
based measures because such measures are
threatening and represent change. Evaluation, in
any form, can be discomforting. After the fact,
favorable evaluations are warmly received; but
few see negative feedback as an opportunity to
learn. Involving a representative cross section
of staff and community members in selecting
process and outcome measures helps decrease
normal fears and resistance to evaluation.

Of crtical significance is the involvement of
front-line personnel, volunteers, and supervisors
in this developmental process. It is front-line
staff and volunteers who are responsible for
performing the activities designed to achieve
organizational goals, and the supervisors who
must assess this performance. Their input and
buy-in is essential. Involving front-line
personnel and volunteers can change their
perceptions of this process from one that is
threatening to one that offers opportunity. By
inviting, and valuing. personnel input, agencies
can identify process and outcome measures that
truly reflect their values, mission, goals, and
accomplishments (see Figure 10-3). A

Figure 10-3: Critical Issues for Guiding Stakeholder Inpui

performance-based measurement system that
provides personnel with information and
feedback on matters important to them will gain
their commitment to the necessary practices of
data collection and data compilation, Mosi
importantly, it will gain their commitment to the
results.

Identifving Agency-Specific Measures

As stated earlier, there are two types of
performance-based measures (1) process
measures (Was the program implemented as
designed?), and (2) outcome measures {Did the
program or practices achieve the desired
results7). Both process and outcome measures
are needed to assess program effectiveness.
Examining processes helps to explain why such
effects were produced and how processes can be
modified to produce desired outcomes (Blalock,
1990). By controlling process, agencies can
control outcomes. Processes can be examined
through observation of program activities,
interviews, and case audits (Harris, 1991).
Outcome measures are needed to assess a
program’'s immediate, intermediate, and ultimate
impact. Rather than measuring how many youth
attended a five-week teen court training session,

overall agency/program?

performance?

Guiding Stakeholder Input
Critical Questions

# What are the primary goals of the agency/program?

# What activities are conducted to achieve these goals?

# What is the theoretical basis for program activities?

# What is currently measured to demonstrate the success or failure of these activities or the

# What perceptions are there about current measurements of program suceess or failure?
¢ What measurements would be a fair test of agency/program operations? Staff

# What resources are needed to implement these measures?

Tl
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oulcome measures would assess changes in the
youths® level of knowledge of the legal system
or improvements in conflict-resolution skills.

Oufcome measures are needed to
assess a program's immediate,
intermediate, and ultimate impact.

For example, suppose a téen court operates
within a juvenile justice agency with the
following value statement: “We believe in being
sensitive to the needs of crime victims.” In fact,
the teen court was established as a primary
mechanism for holding first-time youthful
offenders accountable to victims. The teen
court’s purpose is: “The een cournt program will
provide education, services, and sanctions to
youthful first-time offenders 1o promote
accountability o victims and the communmnity.”™
Program goals include (1) increasing youth
awareness regarding the effects of their behavior
on victims and the community, and (2) restoring
and compensating victims and the community
for damage caused by the crimes of youthful
offenders.

Activities supporting the first goal of increasing
yvouth awareness may inclode participation in a
five-week session on law-related education and
attendance at a victim impact panel. Law-
related education is designed to teach youth how
their behavior impacts individuals and systems
within the community and to foster social
responsibility. Victim impact panels are
designed to personalize the offense and to make
offenders understand the pain and suffering their
delinguent behavior causes individuals.

Process measures are needed to describe the
extent 1o which these services are actually being
delivered and 1o search for explanations of
success, failure, and change (Harris, 1991).
Process measures for goal #1 may include the
following:
# Rates of attendance at victim impact
panels. Outcomes of the victim impact

panels are only meaningful once it has been

determined that youth are, in fact, attending
the panels. Rates of attendance can be
collected through simple recordkeeping.
Possible reasons for low attendance rates
(See Figure 10-4) should be examined. They
could be due to individual problems
experienced by youth, such as transportation
problems or basic refusal to attend, or due o
a lack of communication between the teen
court volunteers and defendants. Problems
could be resolved by facilitating
transporiation for youth, by providing them
with written notice of the panel a week ahead
of time, or by imposing sanctions for
noncompliance. Once attendance rates
improve, outcomes also should improve,

Figure 10-4: Attendance Rates
Attendance Rates

Ohbjective: 95% of all youth ordered 1o
attend a victim impact panel during 1996
will attend as ordered.

Data elements: Number of youth
ordered to attend during 1996, number
of youth who attended as ordered.

Formula: (Number of youth who
attended as ordered <+ number of youth
ordered to attend) x 100.

Example: 112 youth were ordered to
attend a victim impact panel during
1996. 82 youth attended as ordered.

(82 + 112) x 100 = 73%. Objective was
not achieved.

# The extent to which the law-related
education curriculum is being delivered as
designed. Flaws in delivery may explain
limited gains in youth knowledge or skills.
Curriculum delivery can be assessed through
observation and a standardized rating form.
Problems with the delivery of the curriculum
may stem from uncooperative youth, time
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limitations, or lack of skills on behalf of the
instructor. Disciplinary actions can be
developed to address the issue of
uncooperative youth, schedules can be
adjusted to allow for sufficient time for
delivery, and training can be provided 1o
enhance the skills of the instructor. These
problems can be overcome if program
personnel are aware that the problems exist;
process measures provide a mechamsm for
uncovering the problems. In this case
{Figure 10-5), the objective for curriculum
delivery was achieved; theoretically,
owtcomes should be favorable. If not, other
potential problems, such as the learning level
of youth attending the program or the theory
and philosophy underlying the curmiculum,
should be explored.

Figure 10-5; Curricalum Delivery Ratings

individual rights and responsibilities. A pre/
post assessment instrument could be used o
assess changes in knowledge (Figure 10-6),
Basic skills such as interpersonal
communication and conflict resolution often
are included in law-related education
curricula. Changes in skill levels could be
assessed through observation of role-playing
or interactions among siudents. A failure to
achieve stated objectives should lead 1o a
modification of instructional techniques or
lesson plans or to a reexamination of the
targel population participating in the
program.

Figure 10-6: Extent of Knowledge Gain

Curriculum Delivery Ratings

Ohjective: During 1996, 90% of the law-
related education instructors observed will

receive an above average rating for
curriculum delivery.

Data elements: Total number of law-
related education instructors observed,
number of instructors receiving an above
average rating.

Formula: (Number of instructors
receiving an above average rating + total
number of instructors observed) x 100,
Example: § instructors were ohserved
and rated. All 8 received above average
ratings.

(8 + B} x 100 = 1005, Objective was
achieved.

Extent of Knowledge Gain

Ohbjective: During FY 1996, 80% of
student test scores for law-related
education will increase by at least 10
poinis from the pretest to the postest.
Data elements: Total number of students,
number of students who increased their
test scores by at least 10 points,
Formula: (Number of studenis who
increased their test scores by at least 10
points + total number of students) x 100.

Example: During FY 1996, 128 students
participated in law-related education. 106
students increased their test scores by at
least 10 points.

(106 + 128) x 100 = 83%. Objective was
achieved.

Outcome measures for goal #1 may include the

following:

* knowledge and skills gains from law-
related education. A key objective of law-
related education is to teach yvouth about

Rates of alcohol use. Victim impact panels
consisting of victims or survivors of drunk
driving accidents are sometimes used with
youth arrested for driving under the influence
and other alcohol-related offenses, If victim
impact panels are effective in increasing
offender awareness and in changing attitudes,
it follows that the negative behavior should
decrease among offenders attending a panel

fa2
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— and possibly among larger populations
because of teen court's potential deterrent
effects. Rates of aleohol use among program
participants (defendants and volunteers) or
school and community populations could be
measured by self-reports, information
obtained from collateral sources, new
alcohol-related arrests, or school incident
reports. I the rate of alcohol use does not
decrease, reasons must be explored. Is it
because youth are not attending the panels?
Is it because the victims selected for
participation on the panel are not effectively
communicating their message? 1s it becanse
the youth have more serious alcohol
problems requiring treatment? Or is it
because the strategy itself is not effective?
Having results such as those in Figure 10-7
will guide program personnel through an
examination of the problem and lead
program improvements,

Figure [0-7: Rates of Aleohol Abnie

The same process could be used to identify
performance-based measurements for goal #2,
restoring and compensating victims and the
community. Possible process measures for goal
#2 include the percent of victim impact
statements completed and the extent to which
restorative sentences (i.e., restitution,
community service) are imposed. Possible
outcome measures for goal #2 include the
proportion of restitution collected, the number of
community service hours performed, or the
extent of victim satisfaction with the teen court

program.,

As exemplified in Figures 10-4 through 10-7,
both process and outcome measures should be
stated as specific objectives 1o be achieved
within a predetermined time frame. It is
essential that the objectives be realistic given the
teen court’s resources and target population.

Linking Employee Evaluation fo
Performance-Based Measurement

The seven principles of results-oriented
government {Figure 10-8) illustrate the
importance of linking employee evaluation to
performance-hased measurement. Programs that
do not pay careful attention to closely aligning
employee evaluation with process and outcome
requirements should not expect 1o see the
program implemented as designed or the desired
poals achieved. Using results-oriented measures
such as those listed above, supervisors can
establish specific performance standards for
program personnel. For example, an employee
evaluated as “exceeding expectations” should
meet the following criteria or performance
standards:

# Law-related education sessions conducted by
employee were rated as above average of
outstanding during quarterly observations
{ process ).

& Learning among the employee’s law-related
education students increased by an average
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of 10 points as measured by pre- and
postiests (outcome),

Figure 10-8: Seven Principles of Results-Orfented
Crovernment

Saounce: Osbomne and Gaebler, 1993, pp, 146-155

Since promoting responsibility and enhancing
knowledge among volunteers is a key objective
of teen court, similar performance standards
could be used 1o evaluate volunteer
performance. For example, to hold volunteers
accountable for goal #2, restoring victims and
the community, performance standards could
include the following: (1) a victim impact
staternent will be completed in 80 percent of the
cases in which there is an identified victim; and
(2) 90 percent of the community service ordered
will be completed within 90 days of the
sentencing date.

Performance standards assist personnel and
volunteers in staying focused on goals and
results and facilitate discovering innovative
methods for achieving results. If the rate of
community service completion is low, perhaps
the teen volunteers could help identify factors

contributing to the problem and brainstorm
aboul ways to increase compliance with these
orders.

Performance standards assist
personnel and volunieers in staying
focused on goals and results and
facilitate discovering innovative
methods for achieving results.

People are an organization’s greatest resource.
Given the proper learning environment and
structured feedback on meaningful performance
criteria, staff and volunteers will work 1o
improve outcomes and achieve desired goals.

MANAGEMENT INFORMATION
SYSTEMS

An automated management information system
is essential to efficient data collection and
analysis. A state-of-the-art management
information system can reduce paperwork,
maintain data in an organized fashion, and
provide quick access to information. The ideal
system will allow collaborating agencies to
share and exchange information. However, a
multiuser information system requires decisions
about ownership of records and responsibilities
for updating and maintaining records,
Procedures also must be developed 1o ensure the
confidentiality of youth records. The following
recommendations may assist with developing a
management information system that meets
program necds:

# Establish a committee to guide the
implementation of an automated
management information system. By
involving key staff and community members
in the decision-making process, buy-in can
be enhanced and resistance to change can be
minimized. Furthermore, a steering
committee can provide valuable information
on agency needs and operating procedures.

# Consult a computer systems expert to
examine agency needs, assist with the

o
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preparation of a request for proposals, and
review vendor bids. This will ensure

agency necds are addressed in all hardware
and software purchases. Local universities
and volunteers are potential sources for this
type of assistance.

# Carefully evaluate a number of
management information system
hardware and software options. Computer
hardware and software prices vary greatly
from vendor to vendor. It is important 1o
“shop around.” For example, in one agency
a number of vendors were asked to provide
bids on identical specifications. The
difference between the lowest and highest
bid was almost double. By examining
several hardware and software options, the
steering commitiee and administrators can
select the best system for the agency at a fair
price.

# If finances and expertise allow it, develop

a program- or agency-specific
ent information system. Three

options exist for the software that maintains,
organizes, and retrieves program data. One
option is “off-the-shelf,” generic software
packages available for juvenile justice
agencies. The choices are limited, but such
packages may meet agency needs. A second
option is “public domain™ software
developed with support from federal, state, or
local funding. Public domain software may
be less expensive, but most likely there still
will be charges for support, the cost of
copying the program, and printing the
necessary program documentation. The
third, and best, option is to hire a computer
programmer o develop a sysiem that meets
the specific informational needs of the
agency. Again, sources for computer
programmers may include universities, the
teen court’s governing agency, and
volunteers, To allow for monitoring and
tracking events throughout a youth's
involvement in teen court, specific

programming recommendations include (1)
developing a relational data base to avoid
data redundancy and to retain appropriate
histories of chronological events (i.e., the
system should be able to identify and relate
intake information on a defendant from one
data screen with termination information on
that defendant in another data screen); and
(2) developing a data base that is offender-
based rather than offense- or incident-based.

# Evaluate management information system
capabilities periodically. Computer
technology is changing rapidly. Additional
hardware or software purchases could make
the system more effective and efficient.

CONCLUSION

This chapter provided teen courts interested in
examining the effectiveness of their programs
with a framework for systematically monitoring
and evaluating program activities and oulcomes.
Agencies interested in conducting a large-scale
program evaluation can use the key questions
listed to guide their interaction with selected
evaluators to ensure that their informational
needs are being addressed through a credible
research design. By applying the model of
performance-based measurement, agencies can
overcome the complexities of evaluation and
identify immediate, intermediate, and ultimate
outcomes that more accurately reflect the values
and practices of teen court.

Although evaluation is viewed as the final phase
in program development, it should not be
confused with the end. Evaluation results must
guide program improvements and modifications:
otherwise, why bother? If properly
implemented, program evaluation and a system
of performance-based measurements will keep
teen courts at the vanguard of juvenile justice

programming.
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CHECKLIST FOR EVALUATION

Have teen court program organizers or stafl —

. Clarified motivations for evaluation?

(] Examined resources available for evaluation?
Human
Financial
Technological

J  Developed mechanisms for obtaining input to evaluation utilizing a performance-based
measurement process?

' Clarified responsibilities for data collection and analysis?
' Determined how information will be reported and to whom?
1 Developed an action plan for implementing results?

F] American Probation and Parele Associanion
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