°*2 ITn the Loop

December 12, 2008

This is your bonus edition of In the Loop for today. Right after | sent today’s earlier
edition, | received the Transition Team’s report. | promised | would send it to you as
soon as | received it, so here it is.

As you recall, the Transition Team was appointed by Scott Harra, the Department of
Administrative Services Director, to conduct a review of the Oregon Youth Authority for
the purpose of providing the new OYA director the benefit of a third party assessment of
the agency.

When you read this, you will see some of the same themes | have been talking to you
about for the last few months and some of the same themes that came out of our recent
employee survey.

The Transition Team did an outstanding job of listening to you and our partners and

looking at our agency through very experienced eyes. Their recommendations are both
thoughtful and helpful.

We will develop a plan to address the recommendations. We have so much happening
right now associated with agency improvement and a lot of the recommendations from
SIP, the employee survey, and the Transition Team overlap. Fariborz and our Assistant
Directors will compile all of our initiatives and recommendations into an easy-to-
understand format so that we can better understand the work ahead of us.

My best to all of you. Have a great weekend, and try to stay warm through the coming
cold weather.

Bobby
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Introduction

he Oregon Youth Authority (OYA) has experienced a tremendous amount of change, turmoil, and
I internal reflection over the past year. In 2007, a senior manager allegedly committed theft and fraud
of state funds and equipment at the River Bend Youth Transitional Facility.
An internal review team identified 26 categories of processes and management systems that needed scrutiny,
ranging from security to quality assurance to business controls. A cross-section of agency staff were assigned
to 12 workgroups and asked to make specific recommendations for improvement within those categories.
The groups made more than 90 recommendations and narrowed those to their 12 top priorities. Four
additional recommendations were contributed by labor unions.

In May 2008, an article highly critical of OYA appeared in The Oregonian. The OYA director asked the Oregon
Department of Corrections (ODOC) Special Investigations Unit (SIU) to review the River Bend case.
Specifically, the director asked the SIU to review the role of senior management before the allegations of
wrongdoing to determine if senior management should have known about the misconduct and failed to take
appropriate action. The ODOC investigation report highlighted a number of senior management missteps
that may have brought the alleged misconduct to light much sooner, as well as the inadequacy of other
practices. Before the conclusion of the investigation, the OYA assistant director of facilities resigned.

In August 2008, OYA Director Bob Jester announced his retirement effective October 1, 2008. With this
change in leadership and considering all OYA had dealt with in the past 12 months, the DAS director decided
to assemble a transition team.

The primary goal of the OYA Director’s Transition Team is to provide input to the new director that will
help focus on the important issues he or she must deal with in charting the future of the agency, as well as
preparing for the 2009 legislative session.

The OYA Director Transition Team is composed of four executive managers, each external to OYA, with a
different set of experiences in state government. The team includes:

* John Koreski, Assistant Director of General Services, Department of Corrections
*  Greg Malkasian, Deputy Director, Department of Consumer and Business Services
*  Renee Bryant, Director of Employee Services and Organizational Development, Oregon State Police

*  Patrick Cooney, Communications Division Administrator, Oregon Department of Transportation





Assignment

The DAS director asked the Transition Team specifically to review the following four areas:

I The adequacy of resources, particularly in the areas of Central Office support;

II. The progress of the 16 Systems Improvement Plans (SIPs), validating the objectives and
determining if the agency has the resources to sustain the improvements over time;

III. ~ The effectiveness of agency communications, both internal and external; and

IV. The agency culture, in terms of how it enhances or detracts from the agency mission, paying
particular attention to the existence of retaliation and staff lacking a safe place to report
concerns.

The methodology used to gather the information for the review areas listed above consisted primarily of
interviews with OYA staff, stakeholders and partners and some collaboration with technical experts within
state government on specific issues. The Transition Team traveled across the state to interview managers and
employees at every OYA youth facility, two transition facilities (Corvallis House and River Bend), and all
probation and parole offices where a supervisor is located. Officials from both the SEIU and AFSCME labor
organizations and Central Office support staff helped select management and line staff for interviews from
multiple classifications and varying times of service in OYA, ranging from just a few months to over 10 years.

OYA stakeholders were approached via the OYA Directors Advisory group, the Native American Advisory
Committee and legislators. The Transition Team also made contact with many of the Juvenile Department
directors at their statewide meeting in Bend. The Team gathered legislative input through interviews and
written comments. Contact with these groups both inside and outside the agency helped the team gain a
thorough, broad perspective of the OYA with which to make informed observations and recommendations.

Attached is the final analysis and synopsis of the multiple interviews the Transition Team conducted
throughout September, October and November. The document represents general themes from discussions
with staff, stakeholders and partners. Some of the themes outlined in this report describe a range of re-
sponses received regarding a topic area, while others are specific and universally felt.

The Transition Team would like to express its sincere appreciation for the cooperation and hospitality it
received throughout the process. We would like especially to thank OYA staff throughout the state and SEIU
and AFSCME for their assistance in coordinating the interviews in a very short period. It is our hope that the
observations and recommendations contained in this report will add value to the new director as he or she
assumes the reigns of leadership. It is apparent that there are many strengths at OYA, not the least of which
is the dedication each person we met has to improving the lives of the youth and families served by OYA.

“Most agree that people need to be held
accountable to existing policy and procedures —
managers just need to enforce them.”

“OYA employees are dedicated to
helping youth.”






Executive Summary

The DAS director assembled a transition team composed of executive managers from four other agencies to
evaluate programs and provide recommendations to the new OYA director, with emphasis on four specific
areas of agency operations.

1. Was the agency adequately resourced, particularly in the Central Office functions?

The Transition Team evaluated and reported that some questions of resources were difficult to assess
because the internal audit position had been vacant for a year, and the roles of the Professional Standards
Office and the Human Services Offices had been ill-defined, allowing existing staff to be overwhelmed. Until
processes and functions are defined, resource levels cannot be adequately evaluated. In other areas, the
Transition Team supports agency requests for additional resources.

II. Were the 16 objectives in the System Improvement Plan valid and was the agency resourced to imple-
ment the program over time?

In general, the agency employees feel they are adequately resourced, with exceptions, notably in mental health
treatment, placement and services for females, and resources for gang-related issues. There appears to be a
low level of standardization of treatment and procedures between facilities and even within facilities.

There is uneven awareness or effort to support the 16-part System Improvement Project. Most feel that the
objectives are the right things to do, but many see it as punishment for the misdeeds of a few, and others
seem to have “initiative fatigue” or see it as the “flavor of the month.” Leadership reinforcement of the
importance of sustaining the SIP objectives as part of a continuous improvement program will be key to
successful implementation.

III. Were the agency internal and external communications functions effectiver?

The agency communications channels and programs have been inadequate but are noticeably better under
interim leadership. Employees felt that leadership was not telling the whole story in the past, that communica-
tions were one-way and contained little useful information. Face-to-face communications through staff and
leader visits to the field and facilities were less than adequate.

IV. What is the agency culture and does it include a fear of retaliation for raising issues? Is there a way for
employees to report concerns?

The dominant culture of the agency is one of service to youth, but there was clearly a sense in some quarters
that if one was not part of the “Good Ole Boy” network that nurtured its own, then one was at risk of
retaliation for bringing forth issues, concerns, or reports of misconduct. Many view that the negative network
has been eliminated or damaged by the personnel changes in the past year, but some feel that more needs to
be done.

Overall, the Transition Team found a dedicated group of employees who need a qualified leader that will be
visible, demonstrate high ethics and show commitment to working with employees to re-build trust both
internally and externally.





Resources

Task: Review the adequacy of resources (both staff and budget) and make recommendations about needed
improvements for:

1.

The Professional Standards Office

2. 'The Business Services Office

ok W

1.

- Employee Services

- Budget & Contracts
- Accounting

- Information Systems

The Internal Audit Office

The Office of the Assistant Director for Facilities

The Office of the Assistant Director for Field Services

The Training Academy: ability to provide leadership and management training to the Management
Team

The Professional Standards Office (PSO)

Observations
A. The initial intent for this office has shifted.

This office was created to protect youth in custody from abuse by staff. The OYA put in place a toll-
free phone line to the PSO for youth, family, staff and others to have access to the office. However,

the office has become a “dumping ground” for complaints that likely should be handled using other,
more appropriate processes.

B. The office is overloaded with complaints and does not have the capacity to respond in a timely manner;

it is also unable to close out complaints.

Since 2000, the office has handled 860 complaints, and the two-person office (Operations and Policy
Analyst-3 and an Administrative Specialist-2) has an active complaint load of 149. The office has
been augmented with an Operations and Policy Analyst-2 on a limited duration basis and the agency
has requested this position be made full-time. Staff members understand the importance of this
office, however, they feel they are left in limbo during the course of a protracted investigation and
sometimes, never hear if the matter has been closed. However, this observation conflicts with our
interview with the PSO, who indicated all closed matters are documented when complete and the
person reporting, if known, is advised.

C. This office was not designed to overshadow the “Youth Grievance Process.”

The youth grievance process is designed to address youth grievances at the local level. However, the
PSO has been inundated with complaints on a wide range of issues that go well beyond the initial
expectations of the office. The complaints include examples such as “a group life coordinator was
disrespectful to me” or “a parole/probation officer is not returning my calls.” These types of
complaints have the potential of being resolved at the local level. Due to the number of complaints,
the current resources available (two permanent staff and a limited duration staff person), and the
inability to resolve complaints quickly, the perception within OYA is that the office is a “black hole”
where complaints go in, there is no quick resolution, and in the worst case, youth and staff don’t
hear of the outcomes. However, our observation is that access to the office through the hotline is
made available to youth immediately upon their request without question by the staff. Generally, the
feedback we received was that the office staff handles complaints in a fair and professional manner;
regardless, there is the perception that if you see someone from this office, “it can’t be good.”

D. Many complaints received on the hotline could have been directed to an internal audit function or

Employee Services.

The OYA has been without an internal auditor for over a year now. Some issues might be more
appropriate for that office because they are process or control issues. Also, many of the complaints,
if not handled locally, could have been initiated directly with Employee Services because they are
staff-to-staff or staff-to-management issues.





E. There is concern that local resolution options will not be handled fairly or professionally.
There are possible reasons why this office receives complaints that likely are more appropriate for
resolution elsewhere. One possible reason is that there is concern that if reported at the local level,
there would not be appropriate consideration of the issue(s) presented in the complaint. Another
reason may be due to fear of retaliation by making a complaint at the local level. However, we
observed from conversations with staff at various offices and facilities that their perception of the
receptivity within local channels to deal with complaints appropriately ranges from welcoming and
healthy management of the complaint to disregard and even fear of retaliation if a complaint is
brought to management.

Recommendations

1. Our initial perception of the complaint workload is that approximately 80 percent of the youth com-
plaints could or should be handled through the local youth grievance or other department processes. In
addition, a substantial number of filed complaints relate to staff management relations rather than youth
safety. These complaints should be handled by other parts of the agency, such as Employee Services.
However, we don’t believe that complainants will shift quickly to these more appropriate channels for
resolution until complainants experience that they can trust the process and their complaints are handled
quickly, fairly and appropriately by those other activities within the organization such as the chain-of-
command, “youth grievance process,” Employee Services, or internal auditor. .4 Deczsion Chart and an
Investigative Decision Chart used by the Department of Corrections Inspector General that may be belpful in developing
processes by OYA are contained in the appendices.

2. Until issues about the culture related to the trust and confidence of resolving complaints through
processes other than the PSO, that office needs additional resources. The OYA has a policy option
package (304) in its Agency Request Budget to make the limited duration staff person permanent. The
new director should consider whether the needs of this office can be achieved by continuing the limited-
duration position or whether the transition to the use of other methods to resolve complaints will exceed
the next biennium and therefore, a permanent position is required. The primary factor to consider in this
decision should be whether complaints can be resolved quickly and closed out with appropriate feedback
to the parties involved.

3. To the extent possible, re-direct complaints to appropriate channels. A possible way to re-direct com-
plaints to this office is to define better what is appropriate for reporting to this office and to identify
other methods for grievants to seek resolution to their concerns. An example of this is to clarify the
PSO role vs. use of the chain-of-command, Employee Services, or Internal Audit. This information
should be marketed to all potential users of these resources to direct them better to services available.

4. We recommend there be a peer review process for investigations within the PSO program. Enhance
credibility and confidence in this office by having a chief investigator position within the PSO who
reviews the work. The current interaction with the director or deputy during the process does not
provide for the appropriate independence needed for the investigation to be seen as impartial and creates
the potential for influence of report outcomes during the report development stage. The director should
see the report only when it is final.

5. Close the loop on all investigations and track trends. Notify all known parties of the outcomes. The
preparation of a form letter and tracking system to identify trends will help achieve this.

6. Establish a clear protocol for the release of the investigatory reports to eliminate the potential that
working drafts are distributed. This will eliminate the potential influence on reports from outside the
investigatory office.

7.  Where reports identify opportunities for operational improvements, be sure there is cross-division
communication to consider and implement systemic improvements, whether it is a procedural change or
policy development.

“Employee Services should have a
regular presence in the field...”






2. The Business Services Office
This office includes Employee Services, Budget and Contracts, Accounting and Information Systems.

Observations

A. Generally, OS-2s in the field need assistance from the Central Office.
Some OS-2s said they don’t get a lot of support on various processes. Some submissions from the
tield are returned as being prepared wrong. However, the document submitted was prepared using a
prior form or format from a previous submission that was received as acceptable.

B. Deferred maintenance of facilities is a significant challenge.
Staffing and funding for facility maintenance are not sufficient to meet the demands of the institu-
tions. The current demands on the Facilities Management office is so great that limited staffing does
not allow for timely response from that office, much less the budgeted capacity to deal with issues at
the facilities. Energy efficiency targets to be achieved by 2015 (HB 3612) will place an additional
burden on maintenance resources.

C. Employee Services (ES), under new management, has significantly improved service.
Historically, ES was seen as a hammer for management and it was difficult to obtain assistance from
this office. When field managers seek assistance on a performance issue, it is imperative that ES
assistance be provided quickly. It used to take weeks for assistance to be provided; now, the customer
service has improved significantly.

D. Managers in the field need hard-skills management training,
There are many expectations of managers that range from the development of position descriptions
to the completion of performance appraisals in a timely manner. Many managers in the field feel
they don’t necessarily need to go to a class covering these areas, but they would benefit if ES staff
would come to the field and attend staff meetings to review the various processes and answer
questions.

E. Management relationship with the unions is improving,
Prior to the new management in ES, there was little communication and relationship development
between the management and labor. Significant effort is being made to improve the communication
and working relationships between these two groups.

F. Recruitment and retention is a continuing issue.
The agency depends on strategies developed by ES to recruit timely and effectively for vacant
positions and to participate in the development of succession planning. While OYA is a large
organization, there are challenges to provide clear career paths that provide employees with opportu-
nities for advancement. Like many other agencies, OYA is likely to experience a significant number
of retirements in the near future.

G. There is general satisfaction in the field for service from the Budget and Contracts Services Office.
Generally, when something runs well, it goes unnoticed. There was little concern expressed in the
tield about this office. However, there were examples of best practices in the field that promote a
broader understanding of the budget disciplines necessary when activities have limited resources.
One facility mentioned it is discussing the budget execution reports that show the budgeted funds
for the biennium with respect to the biennium to date spending rate. These reports are received
favorably by the management team that must manage the expenditures.

H. The change in intake/placement practices has moved youth to field facilities faster.
This change in practices has resulted in the unintended consequence of shifting medical treatment
costs to the field facilities. When the intake process was longer and more deliberate at MacLaren
before moving the function to limited facilities at Hillcrest, there was time to achieve medical stabili-
zation of youth. Now that youth are moved to field facilities more quickly, such things as dental
procedures, which were previously completed at the central facility, are now handled in the field
where costs for the treatment are greater and the budgeted allocation for medical services is less.

1. There is a different perception by Central Office staff and field office staff in adequacy of resources in

accounting,

This is another example of when something runs well, it goes unnoticed. The field staff is very
satisfied with the level of services received by accounting. However, the Central Office is “struggling
to get the work done.” Its focus has been on the basics of getting the bills paid and booking

6





J.

transactions correctly. To its credit, it received the DAS Gold Star Award for its performance in the
statewide financial audit.

Information Systems provides tools necessary to do the job and are responsive to staff needs.
The Juvenile Justice Information System (JJ1S) is an effective tool. While there may be issues in the
consistent manner the tool is used by staff, the tool itself is solid and is seen as providing critical
information to staff.

K. Staff feels uncomfortable approving payment to contractors.

Some staff members are conflicted on action they should take when presented with payment
requests by vendors, and they do not believe the vendor has met the contractual requirements to
support payment of services.

Recommendations

1.

Central services or shared service models provide efficiencies and economies of scale. The Business
Office should identify those processes of a recurring nature for which templates or formats with detailed
instructions can be provided in the form of desk manuals for the OS-2s in the field. While this is of
greatest value to new staff and those that may be filling a support position during permanent staff leave,
it also provides for consistency in the documentation submitted for various actions and will speed up the
process.

Along with geographic diversity, OYA has diversity in the facilities that deliver basic as well as specific
activities to its committed youth. This diversity creates challenges for limited maintenance resources. A
system to prioritize maintenance needs is important, because it is clear the agency does not have a budget
sufficient to deal with current, much less, deferred maintenance needs. OYA should contact other
agencies for suggestions on systems that will help prioritize maintenance needs. The agency request
budget attempts to address the issue of deferred maintenance in Policy Option Package (POP) 114:
Deferred Maintenance. This package adds three staff and includes funding for contracted services.
Employee Services is being recognized for a significant turn-around in its responsiveness. While this is
attributed to the leadership of the new manager, it is important to recognize that this office must be
staffed adequately to support the needs of the organization. As mentioned earlier, the Professional
Standards Office has been inundated with complaints, many of which are collaboratively worked with
ES. If the agency is going to be successful in transitioning issues to the appropriate forum, it will be
important to have adequate staffing to respond timely to the office’s workload. We support the addition
of a Human Resources Specialist 2 to the Employee Services section contained in POP 304.

Facilities and field offices respond favorably to on-site interaction with the Central Office. Specific
opportunities seem to be available for ES interaction in the field. Both the ES manager and ES staff
could develop enhanced business relationships with facilities and field staff by visiting the sites regularly
and attending regular management meetings, such as monthly PO supervisor meetings. While in the field,
the ES staff should offer hands-on training for staff on various things like developing position descrip-
tions, processing performance appraisals and managing performance for improvement.

The agency request budget anticipates two additional Human Resource Specialist 2 positions to address
recruitment and retention capabilities (POP 304: System Improvement Project). Energy on developing
succession planning strategies and employee development programs (staff and management) could assist
in both recruitment and retention by the agency.

The agency should provide strict guidance to staff that employees should not approve payments when
they believe services were not rendered consistent with the contract. A process to involve the contract
administrator in these matters is an important first step. The contract administrator should hold vendors
accountable to deliver contracted services.

Include management staff at the lowest possible level in managing expenditures in the authorized budget.
Involving managers in monitoring and managing the budget can help staff understand management
decisions and provide experience in budgeting issues.

If the agency continues the practice of moving youth to facilities after brief stays at the intake site,
consideration for budget needs for medical and dental costs at the various remote sites needs to be
considered.





3. The Internal Audit Office

Observations

A. There is little knowledge of the Internal Audit function in the field and at facilities.
The one internal audit position has been vacant for some time. There were few formal internal audits
completed and therefore, the field and facility staff had little awareness of the function unless they
were interviewed during the course of an audit or a risk assessment.

B. There was no leadership support of Internal Audit nor recognition of the value and importance of the

Internal Audit functions.

Various recommendations were met without intent to implement the recommendation. There
seemed to be a sense that management had an “override” option with respect to recommendations.

Recommendations

1. With the issues the agency faces and the decentralized nature of the organizational structure, including
geographically dispersed field offices, the current staffing level of one position (currently vacant) is
insufficient. The Agency Request Budget (POP 304: System Improvement Project) anticipates increasing
staff in this function with one Internal Auditor 3 and an Administrative Specialist 2. Based on observa-
tions of other internal audit shops, it is appropriate and considered necessary to add the Internal Auditor
3. However, the situation and the budget requirements of the agency don’t seem to support a full-time
administrative position and the agency may want to consider conferring with the DAS Chief Audit
Executive on whether it will be best served with an IA3 vs. another IA classification. The Oregon
Administrative Rules addressing criteria for establishment of an Internal Audit function are:

125-700-0020 - Internal Auditing Requirements

(1) In every agency that meets one or more of the criteria below, the agency head shall establish,
maintain, and fully support a full-time internal audit function. Exceptions may be requested in
writing by agencies to the Director of the Department of Administrative Services to allow for a
part-time staff or limited contractor should it be determined this level of staffing or services
allow the requesting agency to maintain compliance with all applicable rules.

(2) For agencies that meet the criteria below, an internal audit function will be established within
existing resources or the agency must develop contract alternatives. For agencies not meeting the
criteria below, an internal audit function is encouraged.

(a) Total biennial expenditures exceed $100 million.

(b) Number of full-time equivalent employees exceeds 400.

(c) Dollar value of cash items received and processed annually exceeds $10 million.

(3) The agency’s internal audit function’s purpose, authority, and responsibilities shall be formally
defined in the agency’s Internal Audit Charter. The agency’s charter should be modeled after the
audit charter developed by the Statewide Audit Advisory Committee that is consistent with
professional auditing standards. The agency’s charter should be approved by the audit committee
or board as well as accepted by senior management. The internal audit staff shall have unre-
stricted access to all systems, processes, operations, functions, and activities within an agency as
needed to perform job responsibilities.

2. The agency’s Internal Audit process flow chart might appear to provide too many opportunities for
management influence in the findings and recommendations of the internal auditor. We recommend the
agency collaborate with the DAS Internal Audit to clarify the process flow chart to ensure it communi-
cates the appropriate level of independence on the part of the internal auditor and to verify that Internal
Audit processes remain in compliance with professional auditing standards.

“...appropriate controls have been in
place for some time and...people just
haven’t been following them.”






3. The Internal Audit Policy is detailed and extensive. There are aspects of the policy that might be inter-
preted as an opportunity for management or the Audit Committee to influence the Internal Auditor’s
report. For example, the internal auditor is to “Prepare engagement reports and submit them to relevant
management and the Audit Committee for review and then present a final draft to the Audit Committee
for release.” We recommend adopting a charter modeled after the audit charter developed by the State-
wide Audit Advisory Committee (see OAR 125-700-0020(3) - Internal Auditing Requirements) to assure
compliance with OAR and the independent function of the internal auditor. Sample charters are available
at the DAS website: http://www.oregon.gov/DAS/SAAC.shtml.

4. The OYA director must consider the findings of the internal auditor and provide clear leadership in the
implementation of the recommendations made by the internal auditor. There is a process to involve the
Internal Audit Committee in the event senior management accepts an unreasonable level of risk. The
internal audit standard that supports this recommendation states:

2600 Resolution of Senior Management’s Acceptance of Risks

When the chief audit executive believes that senior management has accepted a level of residual
risk that may be unacceptable to the organization, the chief audit executive must discuss the
matter with senior management. If the decision regarding residual risk is not resolved, the chief
audit executive must report the matter to the board for resolution.

4. The Office of the Assistant Director for Facilities

Observations
A. Generally, employees believe the facilities are adequately staffed. However, there is recognition that
operations were more effective when they were using the regional model, which provided more effective
management of eleven facilities.
Staff generally believes that that there was better communication, coordination, and effectiveness
with the regional model. The current model creates a span of control, which limits the effectiveness
of the manager, resulting in limited communication with facilities and autonomy of the facilities. The
lost opportunity may be integrated coordinated operations of the facilities.
B. With the move of intake services from Maclaren to Hillcrest, where there are limited resources, there is
also limited time to conduct quality evaluations of youth due to the capacity at Hillcrest.
The outcome is that youth are transferred to various facilities without the requisite considerations
given by a thorough assessment.
C. The facilities are challenged with Department of Corrections (DOC) youth who complete programs yet
still have time to serve, and if they are released before transfer to DOC, there is little support for them.
The agency has limited capability to provide vocational services to DOC youth who have achieved
basic educational requirements, and many are not interested in pursuing college level courses. These
DOC youth, if released before transfer to DOC, are perceived by many staff as being released
without a post-commitment support process. Many of these youth have served their adolescence at
OYA and are not prepared to function satisfactorily in the community without post-commitment
support.
D. It seems each facility, and even at times within a facility, staff is left to develop and implement programs
without sufficient management oversight of their delivery to ensure consistency.
The agency has committed to implement evidenced-based or evidence-informed programs. How-
ever, when new programs are rolled out, it is done sporadically, forcing each facility to create its own
version. It seems that the most appropriate application of these programs would be on a consistent
basis that allows for successful integration of youth as they transfer from facility to facility.
E. There is a lack of professional consultation and oversight of professional staff, clinical specialists,
nursing services and others.
These staff members have a reporting relationship within the facility they work. The Office of
Clinical Services is not in the reporting chain for these professional staff. While some professional
consultation services are available to professional staff, there is a desire to have someone within the
organization with whom to work on particular cases.





1.

5.

Recommendations

The OYA should develop a model that provides the same level of communications, coordination and
confidence formerly provided by the regional organizational model. We realize the decision to move to
the existing model was based upon the limited availability of resources to support the regional model.
However, OYA should consider establishing mechanisms that would provide similar outcomes to better
support the mission.

Similarly, limited resource capacity was the basis to consolidate intake services at Hillcrest. The limited
abilities at Hillcrest to serve this function have resulted in less effective placement of youth. The agency
should consider evaluating options that provide for improvements in this system.

There is a generally positive impression on the recent superintendent placements and on the new assis-
tant director of facilities. This situation creates the opportunity to share best practices and move toward
consistent delivery of mission objectives. The agency should make the effort to focus on sharing best
practices between the facilities.

The agency could enhance the delivery of professional services by holding routine statewide meetings of
the various disciplines within facilities to formulate consistent processes and share best practices.

OYA should tighten up relationships between the Program Office functions and the field to provide
opportunity to focus on best practices and continuity of services to youth. An example of an opportu-
nity in the nursing area is to work on the development of a formulary for nursing staff that will provide
initial treatment with generic, lower cost drugs that achieve reasonable results for the youth, which if
necessary to continue upon release are more affordable.

OYA should ensure that evidence-based or evidence-informed treatment programs are delivered in a
consistent manner across the institutions.

OYA should provide on-staff resources for professional consultation on specific cases. For example,
provide a clinical specialist for QMHPs.

The Office of the Assistant Director for Field Services

Observations
A.

Generally, staffing is adequate in the field.
Most Parole/Probation Officers (JPPOs) carry a caseload of 20 to 30 youth. From a case manage-
ment perspective, this seems reasonable. However, with the move from regional placement of youth
with a more disciplined, needs-based approach to, in some cases, where a “bed-is-available” ap-
proach, the JPPOs do not have as much “face time” with youth to develop effective case manage-
ment plans. Parents’ participation in treatment of youth in close custody facilities is a function of the
distance between the parents and the facility. Also, communication is good when the JPPO is close
to the facility.

Cases are more challenging than they used to be.
Youth in the system seem to have more mental issues than in years past. There are limited resources
for females; Spanish language translators are insufficient for some parts of the state; transition
programs for older youth to teach job and living skills are inadequate. This creates an additional
challenge for staff to develop effective case management plans.

Efficacy of case plans is in question.
In some instances, the case planning is rushed in order to “get it done” rather than with a focus on
plan quality. Sometimes, case plans developed in the field conflict with residential treatment plans,
which creates confusion.

Due to resource limitations, JPPOs no longer have the option of placing a youth in a shelter for

evaluation.
Not providing this options creates a situation where there are lost opportunities to place youth in
less aggressive options than confinement. It mixes youth who have minimal issues with youth who
have more severe issues in facilities.

The organization for the Assistant Director for Field Services is inefficient.
The span of control is significant and yet the field implementation coordinator, who is spoken of
highly, does not have decision authority that could mitigate the span of control issues experienced by
the assistant director. The assistant director is mired in administrative tasks. The county juvenile

directors do not feel they have adequate access. 10
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Recommendations

1. Review and evaluate the placement process to consider impacts of the model on service delivery and
outcomes. Consider resourcing shelter evaluations to provide more deliberate evaluation of youth to
match treatment protocols in a manner that is most effective for a particular youth. The Transition Team
supports the Agency Request Budget request for an assessment center for OYA youth for out-of-home
placement and community supervision (POP 213).

2. We were unable to determine if resource levels are appropriate or inadequate. A review and analysis of
the organizational structure with a focus on improving efficiency through delegation of authority and
revision of policies for oversight and potential for process improvement is recommended.

6. The Training Academy: ability to provide leadership and management
training to the Management Team

Observations
A. The initial focus of the Training Academy was to provide new employee training and updates for direct
care requitements ranging from general CPR/first aid to appropriate “take-down” techniques.
The general observation is that the Training Academy has excellent staff and delivery of basic
training meets the needs of the organization for those specific training courses.
B. The OYA committed population has drastically changed over the years and there are ongoing changes to
the environment that don’t support standardized training modules.
Years ago, gang problems and the mental health status of committed youth were not significant
issues facing staff in the field and at facilities. Today, these issues, especially successful approaches to
dealing with gangs, can change almost overnight. The Academy is not well suited to develop training
programs that deal with these issues. Currently, staff relies on Minority Services to provide cultural
awareness training directed at the gang problem at OYA facilities. There are OYA staff members
who have experience working with gang task forces, and their skills could be drawn upon to provide
effective and timely communication to staff, increasing the agency’s effectiveness in dealing with gang
issues. The mental health status of committed youth is different — the professional expertise required
to support JPPOs, GLCs and QMHPs doesn’t currently reside at the Academy.
C. There is no training available at the Academy that addresses needs for professional staff within the
organization.
The Training Academy is not provisioned to support the professional training needs of staff like
QMHPs. With the rollout of evidence-based or evidence-informed programs, the Training Academy
has attempted to take on responsibilities it is not prepared to fulfill.
D. Management training for the Management Team is important and necessary.
The team at the Training Academy is appreciated for the training it provides. However, at this time, it
is not well provisioned to provide training in this focus area.
E. The latest leadership/ethics training feedback is very positive.
OYA has contracted with a vendor to provide this training, It has been received very well and has
had a positive impact on those who have received the training,

Recommendations

1. The current capacity of the Training Academy to broaden its provision of training to include Manage-
ment Training is limited. However, the Training Academy has the ability to contract for training, The
current training on leadership/ethics training is a good example of the effective use of this approach to
training delivery. We believe there are sufficient training resources that could be contracted for, which
could effectively deliver this training without diminishing the capacity of the Training Academy. How-
evet, the Training Academy is not currently budgeted at a level to accomplish this.

2. The agency needs to develop a comprehensive training program to address gang issues. Similarly, use of
existing expertise in the agency with good background in gangs may be another resource to ensure staff
is up to speed on the latest issues in this area.

3. The Training Academy should collaborate with other agency resources like Employee Services, Budget,
and Procurement to provide technical and skill training in the hard skills within each of these areas that
would benefit staff in the field and at facilities.





4. An assessment of the needs for training professional staff and then the consideration of how best to
meet those needs will provide improved continuity of services delivered by staff and potentially enhance
performance and outcomes from various disciplines.

5. Other approaches related to training that could maximize the knowledge and skills of staff would be to
re-introduce regular statewide or regional conferences for JPPOs, QMHPs, and nurses, for example.
Sharing best practices and success in overcoming challenges are excellent ways to improve performance.
We believe a commitment to fund these types of opportunities is important.

Il. System Improvement Project (SIP)

Task: Review the progress of the 16 Systems Improvement Priorities, make recommendations that will
clarify or augment the objectives, and determine whether the agency is adequately resourced to sustain the
improvements over time.

Observations

A. There is uneven support for the plan throughout the agency.

Generally speaking, most employees have heard of the plan and stated that they support the SIP in
concept. Most feel the 16 initiatives address important issues that will lead to enhanced processes
and procedures and improve the overall credibility of the department. With many of the policy-
related initiatives (i.e. time tracking, vehicle tracking, cell phone use, purchasing), employees feel
adequate policies and procedures are already defined and in place. Most agree that people need to be
held accountable to existing policy and procedures — managers just need to enforce them. There is
also the general perception that leadership training for managers will increase their ability to provide
positive direction for staff consistent with the mission, vision, and values of the department, as well
as give supervisors the hard skills necessary to manage personnel (i.e. developing position descrip-
tions, reporting time, conducting performance appraisals, and processing progressive discipline).
Staff is appreciative of the periodic visits of executive management from Central Office. They see
this as a way of expressing concerns, in a non-threatening manner, with those who set the overall
strategy for the department.

B. Many employees, especially at the front line level, see the SIP as removed from their day-to-day activities.
As stated above, there is general acknowledgement that the SIP, as far as it goes, is important and
should be followed through. However, staff report that for the most part, the initiatives of the SIP
don’t address directly many of the issues it faces on a day-to-day basis. Employees expressed con-
cerns related to addressing the growing influence of gang activity, standard treatment for sex offend-
ers, new models for treating youth with severe mental health issues, how parole and probation should
engage with local partners, and the need for youth shelter evaluation as an alternative to placement in
close custody intake to name just a few. While employees are generally aware of the SIP and receive
regular updates either through e-mail from Central Office or through discussions with supervisors, it
is not their daily focus.

C. There is concern that in some areas controls may have gone a little overboard.

Employees expressed that in some areas the controls put into place to guard against misuse of state
resources may be, in their words, “overkill.” There is a belief that appropriate controls have been in
place for some time and that people just haven’t been following them.

D. There is a perception that “the many are paying the price for the few.”

Most staff members associate the SIP with the specific incidents that occurred at the River Bend
facility. With that connection comes the perception that the many employees who are ethical and
committed to using state resources appropriately are being scrutinized closely when they didn’t do
anything wrong. For the most part, employees don’t see the new processes going into place as
onerous; however, there is a resentment that staff is expected to deal with the aftermath of the River
Bend investigation. From their perspective, most of the wrongdoing that precipitated the SIP effort
stemmed from the actions or in some cases the inactions of upper and executive management. There
is a belief by some that the SIP and the related new policies and procedures will result in tighter
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controls and lead to increased discipline for those who don’t comply. In the end, employees see this
as a punitive reaction to the River Bend episode and not necessarily in the spirit of continuous
process improvement that was envisioned when the System Improvement Project was launched.

E. There is a concern that this is the “flavor of the month” and will not be sustained.

In the past, employees have described initiatives that have come and gone with very little follow
through. There is concern that the SIP will follow this same pattern. There is widespread support for
the SIP and what it is trying to accomplish and therefore employees believe the effort should be
sustained. There are even those who suggest that the SIP process should transform the department
from being one that reacts to crises as they occur, to one that is proactive and self-reflective, embrac-
ing the strategy of continuous process improvement. This would allow the agency to identify issues
before they become a crisis and fix them in a more positive environment.

F. There is a perception that more resources are not necessary.

The perception related to the need for more resources to support the SIP varies depending on where
in the organization the employee works. Some field staff expressed that the mileage logging was
onerous. However, this documentation is an accepted best practice by many agencies. In the field and
facilities, the view is that the implementation of the SIP initiatives doesn’t seem to be

onerous. Changes in policy and procedure can be put into practice with no additional staff. On the
other hand, personnel in Central Office see the need for additional staff to support the policy and
procedure development, management training, and ongoing oversight contained within the SIP.

G. There is concern that the practices put into place will not prevent unethical behavior.

Staff expressed the observation that new controls will not necessarily stop the behavior of someone
who wanted to cheat the system. Employees agreed that all the rules and policy in the world would
not be effective unless the organization possesses an ethical base on which to stand. Staff looks to
executive management to provide the moral compass and standard expectations for staff behavior
and adherence to policy and practice.

Recommendations

1.

The plan should be communicated in such a way that the stigma of the River Bend incidents is removed
from it or any other continuous improvement initiatives. OYA should adopt the plan as the start of a
sustained culture of continuous improvement. At one location, staff described the individual changes in
policy and procedure as being examples of good practice. To position the rationale as good practice,
rather than allowing these necessary changes to be co-opted by the inappropriate actions of others, will
go a long way toward achieving increased buy in and ultimately, success.

Leadership throughout the department should develop ways to show a direct relationship between some
or all of the 16 initiatives and how they relate to the work staff do with youth.

Leadership must show a sustained commitment to the initiatives. The department may want to develop
measurable outcomes associated with each initiative then report to staff progress against these outcomes.
Allow staff the opportunity to suggest other areas of needed improvement. The frequent visits by
executive management to field and facility locations should provide a conduit through which front line
suggestions can be heard and considered when agency strategy is being developed. The department may
want to think about other forms of communication that will encourage better linkage between staff
concerns at the line level and policy and strategy formulation at the agency level.

Ethical training and discussion should be provided to all personnel within OYA to ensure the entire
organization is grounded in the same definition on ethical expectations of all government employees. At
every opportunity, leadership should reinforce this common definition of ethical behavior.

Use the results of the Culture/Climate survey to assess whether or not the initiatives that make up the
SIP adequately address staff concerns. Adjust the SIP accordingly to ensure that the department’s
strategy for change aligns with staff expectations.

Continue the practice of frequent field and facility visits by executive management housed in Central
Office. Staff unanimously expressed support for these visits. Resources to support the expense for travel
should come from additional budget appropriation or through internal rebalancing of funds.

When a new internal auditor is hired, the person should review the controls in place designed to oversee
the appropriate use of state resources. Assure that controls have the right balance of managing the risk
of fraud and practical application.





9. The OYA Director Transition Team is generally supportive of policy option package 304, which requests
additional resources to support the Systems Improvement Plan. Staff has reported positive changes in
overall communications and Human Resources relations with the advent of new leadership in key
positions. The support of an ongoing commitment to continuous process improvement will require
some additional resources; however, it may be too early to tell what resources are needed and where they
should be applied. As recommended previously, the agency should look closely at Human Resources, the
Professional Standards Office, and Internal Audits to ensure these functions are operating
effectively. Leadership’s commitment toward making more frequent visits to the Parole Offices and
facilities is something that should continue, and funds should be found to support this effort.

I1l1. Communications Functions

Task: Review the agency communications functions (both internal and external) and make recommendations
about how to organize and resource an effective system.

Observations

A. The historic impression of agency communications efforts is that they have been weak or non-existent.
Many staff member feel patronized. Past communications were aimed at hiding facts, only to find
another version in the newspaper. The Director's office integrity was severely damaged.

There is a general view now among OYA employees that communication is improving, They clearly
distinguish a change for the better between the style and efforts of the previous administration and
the arrival of interim management. They also agree that communications can still improve. The
perception is that under the previous director, the communication was a top-down, one-way model,
and that any attempts for feedback went into a “black hole.” There is still a perception that there are
roadblocks to access top management.

Very few found useful information in the monthly electronic publication, The Bulletin, which con-
tained soft information such as employee milestones, retirements, etc. More recently, the director’s
office sends out an electronic weekly update, Iz The Loop. This communication tool is widely read and
universally well received in the field. Employees view it positively and find the information useful. It
helps them understand what the priorities are and what is happening in the agency in Salem and
elsewhere. This tool also goes to external stakeholders and interest groups.

B. Face-to-face communication has improved dramatically under the interim agency leadership.
Everywhere the Transition Team visited, employees commented that they had recently seen the
interim director or assistant directors in their facility, or the executives were scheduled to visit. There
was a near-universal lack of personal visits from the front office under the previous administration,
particularly in the outlying areas such as River Bend, Eastern Oregon and Rogue Valley. When
employees had seen top managers, they commented that the managers stopped in to see the supervi-
sor or superintendents and then left. They did not stop to talk with the rank and file.

C. Many internal and external stakeholders simply called those they knew, who had risen to the top, when

they needed something. Direct calls to “Bob” or “Phil” usually received access and got results.

D. Communications channels with external groups seem to have taken a downturn since the change from a
regional or area organization to the current organization that has operations supervisors reporting to one
assistant director and the facilities superintendents reporting to another assistant director.

E. In most cases, however, external communications channels are open and adequate. This stovepipe
arrangement may also restrict free information flow between field operations offices and facilities, and
some employees stated they felt there three OYAs: Salem, Facilities, and Field Operations.

Field doesn’t have a good understanding of the functions, roles and responsibilities of the Central
Office, especially the Program Office.

F. JPPOs lamented the absence of regular (annual) statewide meetings at which they could exchange ideas
and build relationships with their colleagues. They used to have these meetings, and those who men-
tioned them found them informative and useful.

14





G. There are managers and supervisor meetings in Salem and at MacLaren, but there is no consistency in
information brought back and disseminated to staff. Those who attended those meetings in the past
stated they were not of a problem-solving or collaborative nature, but rather of the nature of dictation.

H. Morale was damaged by the Boyles case and by the River Bend case. The River Bend case still has legs
because there will be a trial, and each media story will recount what led to the charges. Employees know
that they have dedicated professional staff doing great things for the youths, and their reputations have
been publicly damaged by the actions of a few bad actors. While getting “good stories” placed in the
mainstream commercial media is nearly impossible, the agency has complete control over employee
recognition, and there isn’t a viable program for recognizing good performance.

1. The Culture and Climate Survey to be concluded in November should provide valuable data as input to
an agency communications strategy.

Recommendations

1. There is no substitute for face-to-face communication. That communications channel sends a message
that employees are valued enough for the boss to make time to come see them and talk with them, and it
is the most reliable because it eliminates filters and controls rumors that crop up in the absence of
reliable information, such as the fear that DOC is “taking over” OYA. The new director should plan to
spend as much time as physically possible in the first 60 days to get into the field to meet the employees.
This will be difficult because of competing priorities, but the payoff in employee morale will be big. We
suggest starting at the farthest offices and facilities because they feel the most isolated. The director can
pick up other facilities close by during shorter trips from Salem. Video teleconferencing also allows a
facsimile of face-to-face communication and is two-way.

2. Build on the success of In #he Loop. Build its credibility by taking pains to deliver real information about
what is going on in the agency and not whitewashed versions. Continue to deliver positive messages from
the director. Encourage feedback. I #he Logp has its own email address, and employees should be
encouraged to comment or ask questions. Keep this focused on employees, even though externals get the
publication as well. A tendency can be to change the focus to external audiences, if not careful. Use the
quarterly publication, Directions, to improve communications with external stakeholders and partners.

3. The Transition Team supports the Agency Request Budget request for a PIO-1 position.

4. Maintain or establish regularly scheduled meetings with key stakeholder and partnership groups. Involve
them in agency matters, such as hiring and budget/policy formulation when appropriate. The director
should provide opportunities for input and convey that leadership considered the input.

5. Establish a meaningful employee recognition program or programs. Many agencies have them, and OYA
could pick one that best fits. They cost little for the benefit reaped in morale. Publish the award winners
and their accomplishments in The Bulletin. We urge that such a program not be management heavy in
determining who gets recognized. That can enable the program to backfire.

6. Do not rely solely on email to keep employees informed or to announce new policies. There is a digital
divide in OYA because not every employee has daily access to a computer. Many feel they do not have
enough time each day to read all the emails. To ensure information gets distributed, the new director
must hold the management chain accountable for getting the information out (cascading communica-
tion). It must be directed and checked all the way to the bottom.

7. Consider opportunities to hold supervisor or management meetings at locations other that Salem. That
will allow cross-fertilization and improve awareness of issues in other facilities or counties.

8. Consider using social media. There are many activities in which the youth help communities with
projects. We heard about numerous programs at River Bend, and Oak Creek held a “Race for the Cure”
event. These types of activities would make fabulous videos for an agency Facebook page, for example,
and reach an important external audience not reached through traditional media.

“...the agency has all the right
policies in place, but management
does not ‘walk the talk.”
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9. Once the new director gets on board, starts making positive changes, and once the results of the Climate
and Culture survey are known, write and execute a communications plan that includes media relations to
re-establish public trust and confidence in the agency.

V. Culture

Task: Assess the culture of the agency, particularly the perceptions by some staff of retaliation for reporting
concerns and the lack of a safe place to report concerns.

Observations

A. In general, the agency values a culture of professional service to the youth being served.

The Transition Team continually and repeatedly heard that staff did the work because they enjoyed
working with youth and that if any resources were needed, they were needed to improve the services
provided to the youth. Many of our engagements with staff were even inspirational.

There is some concern that many staff members are doing evidence-based treatment “by the
numbers,” leaving little or no room for professional judgment.

There is a view that the agency has all the right policies in place, but management does not “walk the
talk.”

B. There is a focus on protecting the community and reducing recidivism.

C. Many employees alluded to a fear of retaliation if they raised issues or problems.

That said, it depended on the unit; many employees had a safe relationship with their supervisor or
manager to the extent they feel comfortable raising issues. When pressed to give illustrative examples,
few could provide any anecdotes that clearly demonstrated retaliation beyond individual perception.

D. Many believe there was a “Good Ole Boy Network™ in place that allowed cover for other managers, thus
enabling circumstances to exist like those at River Bend.

This perception was manifested in the notion that if you did not belong to the right church or
participate in the right sports that you would not advance in the agency. Some saw and still perceive
that opportunities were based on personal relationships rather than performance, or that certain
managers could do what they wanted with impunity.

Some think it is still in place; some believe it has been shattered with the departure of key managers;
some think more housecleaning needs to be done. There was also a “wink and nod” given to some
accountability policies because of a feeling that they were an imposition on good employees or not
worth the extra effort.

E. Some represented employees perceive that managers are treated differently (more leniently or more
flexibly) than staff. In some cases, staff members see managers keeping haphazard work hours and
believe there is no accountability.

F. The wounds of the Boyles case and River Bend are still fresh.

There is concern about overkill on reaction; many are fearful of the lines to cross and do not know
where they are. JPPOs feel that management took away useful tools, such as rewarding a kid by
taking him to lunch.

Some are wondering when the “next shoe” will drop. They are aware that there is a still a trial to go
and they have heard of other investigations into management wrongdoing,

Some do not grasp the seriousness of these cases or the depths of the systemic problems they may
indicate, and instead see themselves as victims of bad press.

G. Some worry that safety/secutity is being compromised by too much movement toward treatment
modalities.

H. There is a sense that the agency has a “policy or initiative of the month” flavor.

Too often, employees have worked on something new only to see it placed on the shelf until it’s time
to move on to the next thing, (As stated above, many see the SIP in this context.) This view is
coupled with the notion that too much of what the agency formulates in the policy arena is window

dressing, “makes us look good,” or is superficial. Follow through will be necessary to make any
initiative real.
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1. Some feel disconnected and isolated from the Central Office. Others do not feel connected to the larger
agency, nor do they identify with the larger organization in the pursuit of a common mission.
They receive no visits from Central Office staff, and supervisors return from meetings with little or
no information to disseminate. This feeling gets stronger the farther one gets from the Willamette
Valley.

J. Many hold the view that if Employee Services or the Professional Standards Office shows up, someone

is in trouble.
. e agency appears to be crisis-driven, rather than strategy-driven; there is no, culture of collective
K. The agency app to b d , rather than strategy-d th , cult f collecti
problem-solving or agency-wide self-reflection, and there is no process to support that. Past attempts to
do this were dismissed, and all important issues placed in “the parking lot.”” One employee commented,
“The parking lot is full.”

Recommendations

1. Make sure remnants of the “Good Ole’ Boy Network™ are removed in order to avoid contaminating
future actions.

2. Hold regularly scheduled supervisor meetings in various locations, not just Salem, and distribute summa-
ries or minutes from such meetings to all employees.

3. Improve face-to-face communications to help change the culture and improve the trust level between
tield and Central Office.

4. Sort out the roles and responsibilities for the Employee Services unit, the PSO and the Internal Audit
unit. Staff the Audit unit. Clearly explain to all employees what each unit does and where to direct their
questions/complaints.

5. Make the PSO and Employee Services units “employee friendly.”” Conduct outreach within the agency to
explain functions, roles and responsibilities.

6. 'The director needs to implement mission alignment with all segments of the agency through a manage-
ment approach that encourages input at all levels and communicates back to explain that all input was
considered and why some was implemented and some was not.

IV. Beyond the scope

Although the team was directed to address several discrete subjects in this report, we feel it is important to
step beyond the scope of that assignment to share some additional observations and recommendations.

For instance, at the beginning of the project, we heard that the programs of the agency are in good shape,
thanks to the hard working and committed employees of the agency. While we indeed found employees to
be dedicated and hard working, we also found that many of those employees do not share the view that the
programs are working effectively and that they are concerned about the quality of services delivered to the
youth. We repeatedly heard that the organizational structure of the agency was an obstacle to program
efficiency and clear communication. We also discovered many employees who are not satisfied that the
leadership of OYA had established a clear vision for the agency and, as a result, they struggle to find their
own purpose and focus within the agency. Additionally, we spoke with numerous individuals who felt very
strongly about the choice of the next director and how that choice would impact the agency internally and in
its program delivery for years to come.

Accordingly, we offer this additional information to assist in the choice of the next director of OYA and to
assist that person to establish a new focus and a clear path forward for the agency.

Observation

A. Program issues
It is accurate to portray the staff and managers in OYA as individuals who are “in it for the kids.”
They love working with youth, they believe in the ability of each one to achieve his or her full
potential in life, and they are selfless in giving of themselves to make sure each youth has the chance





to achieve that potential. Despite this level of commitment — or perhaps because of it — we repeat-
edly heard concerns from staff that youth are not consistently well served.

We heard frequently that OYA is an agency that is more interested in “looking good, on a superficial
level, rather than serving the interests of youth.” Many managers shared that they frequently felt
pressured to “check a box™ and represent that actions were taken, without regard to the quality of
services provided. For example, some managers said they were encouraged to complete risk needs
assessments for youth, even though the youth had been in the system for many years, and the
assessment is meant as a tool to assess needs for newly committed youth and would never be used
for youth already committed. However, upper management wanted to report that all of the youth
had received the assessments. Work was completed, time was taken away from more useful tasks, the
assessments were not used appropriately — but management got to report what a great job the
agency did. An item on a list was “‘checked off.”” This type of approach to management demoralizes
staff and does not serve the interests of the youth.

In recent years, the agency has driven an initiative to provide treatment to youth. This is certainly a
laudable effort designed to rehabilitate youth and reduce recidivism. However, many employees feel
that treatment is often emphasized inappropriately, to the detriment of safety and security concerns.
Consequences issued by one staff or manager may be overridden by another, while one facility uses a
best practice of involving a third party from outside the unit to validate a consequence. Approaches
to treatment and consequences are inconsistent from institution to institution, and sometime even
among units within a single institution. Policies on contraband are not followed. Restraint and cell
extraction protocols are applied inconsistently. Mixing populations of youth (and ages of youth) has
a negative impact on treatment, safety and security.

We heard concerns that youth are not being adequately evaluated. An evaluation period that used to
routinely take 30 to 90 days is now occurring within weeks, resulting in staff concern that youth are
receiving inappropriate commitments. An inappropriate commitment may create disruption, result in
safety and security risks, impede delivery of appropriate treatment and create overall negative
outcomes.

We found little or no knowledge and understanding of the federal Prison Rape Elimination Act or its
requirements to develop standards for detection, prevention, reduction, and punishment of prison
rape.

Recommendation

The Transition Team recommends that the new leadership of OYA adopt a systematic approach (including
significant employee input) to review programs, protocols and practices throughout the agency to identify
areas of risk, improve safety and security, eliminate dysfunctional inconsistency, and provide opportunities
for improvement. The SIP is a good model to review how the agency addresses process issues; this review
would focus on program delivery issues. And, as with the SIP, implementation is imperative.

Observation

B. Organizational issues
A number of the issues or obstacles related to culture, communication and resources might be
related to the organizational structure of the agency. Additionally, some of the program issues raised
may also directly relate to organizational structure.
Almost without exception, employees reported that the agency suffered in communication and
delivery of quality services when the decision was made to eliminate the regional structure for field
services. Regionalization provided for a greater connection between the field and the central office in
Salem. Regional managers maintained relationships with institutions, counties and service providers
and were effective in raising field concerns to Salem. Staff felt more connected and heard with
respect to local issues.

“Professional consultation should be provided on specific cases.”

18





Employees reported confusion over the role of the deputy director. The former director and deputy
“went everywhere together.” Staff perception is that there was no one paying attention to day-to-day
operational needs of the organization.

Staff expressed concern about the need for program management where none now exists to support
the basic infrastructure. For instance, some raised the need for a dedicated office to oversee contract
administration. Others raised the need for a chief of security, a health services administrator and a
food services administrator.

Recommendation

1. We recommend that the new director undertake a broad structural review of the agency to provide
meaningful programmatic support to eliminate obstacles to communication (or facilitate new methods of
communication), and assure employees and stakeholders of the stability of the agency and the efficacy
of high-level management.

2. The new director should define clearly the role that he/she intends to play as well as the role of the
entire executive team. The deputy should be appointed an operational oversight role.

3. As part of organizational review, the new director should implement requirements for regular staff
meetings at all levels to improve communication and ensure programmatic consistency. We also recom-
mend adoption of a team approach to problem solving throughout the agency, to engender more
understanding of “what’s wrong and how to fix it,” to create new communication streams, and to build
acceptance for initiatives. The new director should use the talents and skills of all executive management
and model a truly team-oriented approach to leadership.

Observation

C. Change Management
Most employees feel that they have been in the throes of change for the last three or more years.
They feel that change has come from the top down without explanation or context. Employees were
not given the tools or resources to help them adapt effectively from a “corrections” environment to
a “treatment” environment. As a result, employees today lack a clear understanding of their roles and
responsibilities.
Along with the treatment environment came a variety of other changes related to evaluating youth
and reporting treatment data. Many staff members feel that the Training Academy is inadequate to

provide the training necessary for them to adapt and adjust to the new requirements.

On the other hand, the Training Academy staff feels that it has not been given the

G resources or support to provide such training. In fact, the purpose and focus of the
OYA has an Training Academy itself has undergone tremendous change in the past four years.
|dent|ty Crisis _" OYA is suffering from initiative fatigue. All of this indicates a lack of focus, a lack of
communication and a lack of leadership.

Recommendation

We recommend that the next director investigate the possibility of providing change management training to
managers, so that they might be in a better position to help staff adapt to change, which is inevitable in any
large organization. Additionally, we recommend that the next director undertake a review of recent initiatives
and get a qualitative evaluation and status report on each. Then, the director must establish priorities and
communicate those priorities. It is important that the foundational programs and practices be thoroughly
understood and practiced before new initiatives can be undertaken successfully.

Observation

D. Organizational Identity
OYA has an identity crisis. One manager summed up the problem, saying, “OYA is not one agency,
but three — the field, the institutions and the Salem office.”
But more than being fragmented functionally and geographically, OYA appears to be confused with
respect to vision, mission and values. A clear vision for the agency has not been established, and the
mission is not reinforced in meaningful ways. It is not real to most employees. They find their own
way, with the help of individual managers and their own sense of commitment to the youth. Once
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again, we found employees who recognized that the agency does a good job of preparing written
material setting forth high standards of conduct, but because of a disconnect between what is
“advertised” and what is practiced, the standards are not meaningful — at least not in the manner

intended.

Recommendations

1. The new director should revisit and reform the agency’s vision, mission and values, inviting and involv-
ing agency employees from the top to the bottom.

2. The new director should revisit the agency’s strategic plan to ensure that it is consistent with the direc-
tion and goals set as priorities by the new administration.

3. The new director should repeatedly and frequently discuss and reinforce the agency’s vision, mission
and strategic priorities. The creation of an OYA “brand” would be helpful in building a statewide team.

4. 'The new director should place emphasis on development of an effective and integrated cohesive
executive management team to help forge an agency identity rather than the “three OYAs.”

Observations

E. Partners and Stakeholders

a. The impact of partner and stakeholder relationships has had a great deal to do with “who you know.”
Partners and stakeholders have varying experiences with OYA. Those with personal or close profes-
sional relationships with the Director report that when they needed to communicate about significant
issues they “just called Bob.” However, the majority say they were kept at arm’s length and that their
voices were not heard by executive level OYA management, despite often cordial and productive
relationships with OYA field staff or lower level managers.

b. Communication with partners and stakeholders has been too often “one-way.”

Partners and stakeholders report attending meetings where members of OYA management present
reports and political information. The meetings are not used to discuss or resolve problems. To the
contrary, we heard that meetings were structured to be filled with presentations by OYA management
on issues of their choosing and OYA management was averse to discussing anything other than “good
news” and focused on demonstrating how well the program was operating.

c. Tribal leaders are anxious to work with the agency to resolve issues and feel they have an excellent
relationship with agency’s Native American Coordinator. Higher level management has been insular and
unresponsive to their concerns unless pressed.

Tribes would like to formalize some aspects of their relationship with OYA with respect to the role of
the Tribes related to Native American youth in the OYA system. They would like to see improved
consistency in treatment of Native American youth.

Recommendations

1. Executive level managers in OYA should routinely make themselves available to and interact with
partners and stakeholders, one-on-one and in meaningful forums.

2. OYA has an opportunity to enhance the roles played by partners and stakeholders by engaging in more
two-way communication and inviting partners and stakeholders to be involved in problem solving and
planning,

3. OYA should be transparent with partners and stakeholders.

4. We strongly encourage the agency to enter into a Memorandum of Understanding with the Tribes

setting forth specific roles and responsibilities and expectations for interaction with respect to the
treatment of Native American youth. While there are some MOUs with individual tribes, the tribal
representatives we spoke with recognized and committed to developing one MOU all nine tribes would
agree to. They recognize this is necessary to have consistent expectations of OYA staff in dealing with
tribal youth.

“The next director should be ‘in it for the youth.’”
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Observations and Recommendations

F. Selecting the next director
We found that OYA employees are keenly interested in the choice of the next director for the agency.
They are anxious and hopeful, but also skeptical, feeling that past processes for selection of high-
level staff have been “a sham.” We asked the individuals we interviewed to describe the most desired
attributes for the next director of OYA. We found a significant degree of similarity and agreement in
the descriptions offered. Here are the most often mentioned traits or characteristics that employees
of OYA would like to see:
V' A leader — Many employees mentioned that they would like the new director to have a back-
ground in juvenile corrections and treatment — a person with a passion to help youth and protect the
public. This would be a person who could help redefine the agency’s vision/mission and move
forward in ways that clearly support the vision/mission. The new director must be “in it for the
youths” and demonstrate that commitment at all times. This person must also be capable of setting
clear performance and behavior expectations and prioritizing programmatic goals. In addition, this
individual must motivate and inspire employees by modeling excellence in all aspects — “Walk the
talk.”
v A great communicator — Staff are hungry for information about the agency, about what is going
on in Salem, and about decisions or actions that may affect them or the agency. However, communi-
cation cannot be one-way. Employees are also anxious for the opportunity to provide input. The next
director must be a good listener, skilled at keeping staff meaningfully informed and willing to invite
and be responsive to feedback and creative thinking,
Agency stakeholders are interested in a director who is willing to maintain open communication —
keeping them informed and listening to their concerns. They would also like to see a director who
has credibility and is capable of maintaining good relations with the legislature and local governing
bodies.
VA visible and involved leader — We heard that staff wants a director who is accessible and willing
to get out of Salem to meet employees and stakeholders throughout the state — someone who is
willing to see for him or herself what is going on in the institutions and field offices. This person will
be a relationship builder, will keep an open door and an open mind, and be responsive to the issues
raised or discovered.
VA model of high ethical standards — Staff feel betrayed by the conduct of higher management
that has cast suspicion on the conduct of all employees. Employees told us that the next director
must be a person of great personal and professional integrity and must demonstrate that integrity by
holding himself or herself and others to high standards of performance and workplace conduct. The
next director must be willing to hold all employees accountable for poor performance or inappropri-
ate behavior, irrespective of the position held or relationship to such employee.






APPENDIX A

Offices and Facilities Visited

Central Office

PSO Manager

Assistant Director Facilities

Assistant Director Field

Assistant Director Program Office

Acting Assistant Director Business Services
Performance Based Standards Cootdinator

Employee Services Manager

Facility Operations
MacLaren Youth Facility

Hillcrest Youth Facility

North Coast Youth Facility
Oak Creek Youth Facility
River Bend Youth Facility
Rogue Valley Youth Facility
Tillamook Youth Facility
Eastern Oregon Youth Facility

Corvallis House

Field Operations
Clackamas Office

Deschutes Office
Linn Office
Yamhill Office
Roseburg Office
Jackson Office
Marion Office
Washington Office
Multnomah Office
Ontario Office





APPENDIX B

External Groups Engaged

Oregon Association of Juvenile Department Directors Executive Board

OYA Director Advisory Board
Native American Advisory Board

Members of the Oregon State Legislature
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