Out of Many, One:
Improving the Process of Providing
Reports to the SC Board of Juvenile

Parole and DJJ Release Authority

Certified Public Manager Program
Class of 2014

Elizabeth A. Hill
SC Department of Juvenile Justice
February 2, 2014



Problem Statement:

The South Carolina Department of Juvenile Justice (DJJ) is the state agency
responsible for administering all components of the juvenile justice system in South
Carolina and “provid[es] custodial care and rehabilitation for the state’s children who are
incarcerated, on probation or parole, or in community placement for a criminal or status
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offense.”” Children under the age of seventeen who are charged by law enforcement
officials with a criminal or status offense are referred to DJJ for intervention and
supervision.” In fiscal year 2012-13, DJJ processed 16,754 new referrals.’ During that
same time period of time, Family Court judges committed 1,274 children to DJJ for
treatment and rehabilitation in long-term incarceration facilities or alternative programs.*
One potential disposition, or sentence, that a Family Court judge can issue to a
child after adjudicating him/her delinquent for a criminal offense is an Indeterminate
Commitment, meaning that the child is committed to DJJ for an indeterminate period of
time not to exceed his/her 21 birthday.” Once the Family Court judge issues an
Indeterminate Commitment, jurisdiction over the case passes to the releasing entity.® If
the child is indeterminately committed to DJJ for a misdemeanor or status offense, then
the releasing entity is the DJJ Release Authority (Release Authority).” If the child is

indeterminately committed to DJJ for a felony offense, then the releasing entity is the

South Carolina Board of Juvenile Parole (Juvenile Parole Board)®, a separate entity from

' SCDJJ Website, http://www.state.sc.us/djj/

* One exception to Family Court jurisdiction is sixteen year olds who are charged with “a felony which
provides for a maximum term of imprisonment of fifteen years or more.” S.C. Code Ann. § 63-19-20
> This number represents “a 27.5% drop in the last five years.” SCDJJ Report Card for 2013, p. 6
42012-2013 SCDJJ Annual Statistical Report, p. 5

*S.C. Code Ann. § 63-19-1440(B)

°S.C. Code Ann. § 63-19-1440(D)

7S.C. Code Ann. § 63-19-1810(A)(1)

¥S.C. Code Ann. § 63-19-1810(A)(2)



DJJ.° State law requires the releasing entities to “employ the services of and consult with
the personnel of the Department of Juvenile Justice” in making decisions regarding the
release (parole) of children from indeterminate commitment sentences. '’

Currently, in order to accomplish this statutorily-mandated consultation, various
DJJ staff members in different disciplines and divisions (residential services, education,
and community supervision) are required by policy to submit periodic reports to the
Juvenile Parole Board and Release Authority concerning children on their caseload who
have cases pending before these releasing entities. This means that a DJJ Social Worker
in the secure institution, a DJJ Guidance Counselor in the school district, and a DJJ
Intensive Supervision Officer in the county office all submit individual reports, including
recommendations for potential conditional release or parole, on the same child. No
coordination among these various case workers in gathering relevant information or
preparing these reports is required.

This disjointed process of each staff member submitting an individual report, a
process which has been in place for over 30 years, does not foster or promote the
collaborative and consensus-building way that DJJ now conducts business in planning for
a child’s reintegration into his/her home community. The existing process results in DJJ
case workers in different disciplines/divisions submitting varying, and sometimes even
conflicting or inconsistent, information on the child and his/her family to the releasing
entities. In addition, these case workers in the separate disciplines and divisions can
differ in what they recommend regarding potential release of the child, despite the fact

that DJJ should be speaking with one voice about the aftercare/reentry plan for the child.

?S.C. Code Ann. § 63-19-610
'9S.C. Code Ann. § 63-19-1820(C)



There is, after all, only one aftercare/reentry plan. Finally, having separate reports
submitted by multiple DJJ staff members increases the chance for late submission of the
reports, since there are many moving parts, so to speak, and no coordination among
personnel to ensure that the reports are submitted timely.

At no other point in the juvenile justice system do employees of DJJ not speak
with one voice regarding recommendations for children. This disjointed method does not
allow for a meaningful review process by the releasing entities. The Juvenile Parole
Board and Release Authority are making important, weighty decisions about releasing
high-risk youth from secure institutional custody and returning them home to
communities across South Carolina. To not provide these decision-makers with
consistent and accurate information, as well as a unified plan for the child’s reentry, is to
not provide them with the tools they need to make a sound decision that is in the best
interests of the youth, his/her family, the victim, and overall public safety.

Data Collection:

The first goal of my data collection process was to gather background information
on the agency and the releasing entities. Statistical data concerning the agency’s
processes (most relevant to this project being the number of children committed to DJJ)
was obtained from the 2012-2013 DJJ Annual Statistical Report. Additional data and
background information regarding DJJ and the juvenile parole process was sourced from
the DJJ Annual Accountability Report for 2012-13, multiple years of DJJ Report Cards,
and selected sections of the Juvenile Justice Code in the South Carolina Code of Laws.
Information regarding the history of the agency and the forward-looking vision adopted

by current leadership was gleaned from materials available on the DJJ website as well as



the “Change is Possible™ article written by DJJ’s Director and published in the American
Probation and Parole Association’s magazine Perspectives. To further discuss agency
philosophy and strategy as well as project development and implementation, I met with
various members of DJJ executive and senior management.

Next, it was important to establish the parameters of existing policy regarding the
submission of parole reports to the Juvenile Parole Board'' and Release Authority."
Therefore, I reviewed the Juvenile Parole Board’s Policy and Procedure Manual and
identified the related forms that are relevant to this project, meaning those forms that DJJ
staff complete to provide the Juvenile Parole Board with updated information on youth
and make a recommendation regarding release (Appendix A). These documents, totaling
over 40 pages, include policies on Administration, Parole Examination, Revocation and
Rescission, and Victim Assistance. Similarly, I obtained and read DJJ Policy A-5.1,
Juvenile Parole — Release Authority Process, the policy that governs the procedures for
the Release Authority, and identified and reviewed the Release Authority forms relevant
to this project (Appendix B).

Then, in order to gain perspective on the content of the reports themselves, it was
critical to gather reference materials from each of the releasing entities as a sample
representative of the reports submitted to them by DJJ personnel each month. To that
end, DJJ’s Release Authority Coordinator provided me with copies of each report
submitted to her from various DJJ staff members for each child at DJJ’s long term-

institution, the Broad River Road Campus (BRRC), being considered for parole in

'« [T]he Board is composed of seven (7) members appointed by the Governor with the advice and

consent of the Senate.” SC Board of Juvenile Parole Administration Policy, p. 1

2 “The DIJJ Release Authority Panel is comprised of DJJ employees that are at the Senior Manager level
within DJJ, have been recommended to serve by their respective Deputy Director, and approved by the DJJ
Director.” DJJ Policy A-5.1, Juvenile Parole — Release Authority Process, p. 3



December 2013 (Appendix C). Data regarding when each of these individual reports was
submitted by the various DJJ staff members and whether that submission was before or
after the established deadline for the report to be submitted was also provided (Appendix
D). The Director of the Juvenile Parole Board offered similar information on children for
whom the Juvenile Parole Board is the releasing entity by providing copies of the three
individual reports for each child at BRRC being considered for parole in January 2014
(Appendix E). The Juvenile Parole Board’s “Missing Reports™ spreadsheet that is
prepared each month was also made available for all of 2013 (4ppendix F).

For each child considered for parole, the documents provided by the releasing
entities consisted of three separate reports submitted to the entity by DJJ staff — one from
the child’s social worker in the secure institution (treatment), one from the child’s
guidance counselor in the DJJ School District (education), and one from the child’s
Intensive Supervision Officer in the DJJ county office (community). The Release
Authority documents also included a Summary of Parole Recommendations form
completed by the Release Authority Coordinator on each case. The names and other
identifying information of the children and families who are the subjects of these reports
have been redacted in order to maintain the confidentiality of these records as mandated
by state law."? Tables were created to tally the data received from each releasing entities
and are found at the end of the respective Appendices referenced above.

“For an organization to be successful at [process] improvement, it needs the will
to improve, ideas for improvement, and the skills to execute the changes.”14 Therefore,

in order to gain insight into the personnel involved in the existing parole process, I met

13'S.C. Code Ann. § 63-19-2010 and -2020
" Gerald J. Langley and Ronald Moen, The Improvement Guide: A Practical Approach to Enhancing
Organizational Performance, p. 5




with DJJ’s Associate Deputy Director for Treatment and Intervention Services, DJJ’s
Social Work Director, and the Juvenile Parole Board’s Director. Among other topics, we
discussed what information the releasing entities are seeking from DJJ staff and how DJJ
staff can more completely and concisely provide this information. A meeting with
executive and senior management level personnel who supervise staff who submit reports
to the releasing entities was also held in order to discuss the current process of the
submission of separate parole reports (both positive and negative aspects) as well as
possible alternative processes. The merits and limitations of a combined report process
were debated as well.

Data Analysis:

The DJJ of today is not the DJJ of thirty, twenty, or even ten years ago. '~ Over
the last decade, DJJ has “come from a time of a federal lawsuit, high populations of
incarcerated youth, and few options for alternative placements to a very different and
reformed juvenile justice agency.”'® One key element of this reform at DJJ was a
deliberate focus on reentry and reintegration, the process whereby an incarcerated child is
returned to his/her home community. In an effort to enhance the successful reentry of
youth paroled by the releasing entities, “DJJ expanded its five-county . . . pilot program
[for Intensive Supervision services] to a statewide . . . program by 2007.”'7 By design,
caseloads of DJJ’s Intensive Supervision Officers (ISO) were statutorily capped at a

maximum of 20 youth.'® Having lower caseloads allows ISOs to provide more

"% “[F]ront end referrals have declined 42.3 percent since 2002-2003, . . . [which] has gradually impacted
the entire juvenile justice system, bringing substantially lower caseloads to the community and record low
populations to [DJJ’s] secure correctional facilities.” 2012-2013 SCDJJ Annual Statistical Report, p. 2

'® SCDJJ Report Card for 2013, p. 1

'” Margaret Barber, “Change is Possible”, Perspectives, Fall 2012, p. 78

'8 S.C. Code Ann. § 63-19-350(15)



