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Agency Contact Information
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Sunset Liaison Lisa Capers

4900 N. Lamar Blvd.
5™ Floor East

P.O. Box 13547
Austin, Texas 78711

Phone 512.424.6672
Cell 512.694.7888
Fax 512.424.6718

Lisa.Capers@tjpc.state.tx.us
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Il. Key Functions and Performance

A. Provide an overview of your agency’s mission, objectives, and key functions.

The Texas Juvenile Probation Commission (TJPC) works in partnership with local juvenile boards and juvenile
probation departments to support and enhance juvenile probation services throughout the state by providing funding,
technical assistance and training, establishing and enforcing standards, collecting, analyzing and disseminating
information and facilitating communications between state and local entities.

The Commission was created in 1981 by the 67 Legislature and was re-authorized after Sunset Review in 1987 by the
70th Legislature and again in 1997 by the 75" Legislature. The statutory basis and enabling legislation for TJPC is
found in Chapter 141 of the Texas Human Resources Code. The purposes of the agency, according to Section 141.001,
are to:

* Make probation services available to juveniles throughout the state;

% Improve the effectiveness of juvenile probation services;

% Provide alternatives to the commitment of juveniles by providing financial aid to juvenile boards to establish
and improve probation services;

% Establish uniform standards for the community-based juvenile justice system;

7 Improve communications among state and local entities within the juvenile justice system; and

*  Promote delinquency prevention and early intervention programs and activities for juveniles.

The Commission achieves its mission through a comprehensive range of funding, monitoring and technical assistance,

programs and services. Functionally, the Commission provides a variety of services to assist local juvenile boards,

juvenile probation departments and juvenile justice practitioners across the state of Texas. These functions include:
%  Conduit for Legislative Appropriations. The Commission allocates funds appropriated by the Texas
Legislature in the form of grants to assist local juvenile boards in operating juvenile probation departments,
juvenile detention and correctional facilities and providing basic and special services to children in the juvenile
probation system. The Commission allocates over 97% of the funding received from the Legislature while less
than 3% of the funds are utilized for agency administration.

# Contract and Grant Management. In the fiscal years 2006 — 2007 biennium, the Commission allocated $260
million to local juvenile probation departments through multiple contracts and grants to 168 local juvenile
boards. The agency is mandated pursuant to Section 141.051 of the Texas Human Resources Code to monitor
contracts and to ensure compliance with financial and performance requirements. The Commission also
evaluates program costs to ensure that costs are reasonable and necessary to achieve program objectives. The
Commission utilizes its new automated, web-based Compliance Monitoring, Enforcement and Tracking
System (COMETS) to monitor contract and grant requirements.

7 Legal Assistance. The Commission’s Legal Division within the Office of the General Counsel provides legal
assistance and training to juvenile probation departments, judges, prosecutors, defense attorneys, law
enforcement, school officials and other juvenile justice practitioners across the state on a variety of juvenile
law and procedural topics. Additionally, the Legal Division provides legal expertise to the Commission’s
governing board and staff.
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%  Technical Assistance and Training. The Commission’s 62 staff members provide technical assistance to
juvenile justice practitioners statewide on a daily basis through telephone assistance, email, fax and personal
on-site visits. The Commission provides free or low cost training to juvenile justice professionals across the
state including juvenile board members, juvenile court judges, justice and municipal court judges, juvenile
prosecutors, probation officers, detention officers, law enforcement, students, state agencies, and the public.

% Promulgate, Monitor and Enforce Statewide Standards. The Commission is legislatively mandated to
promulgate administrative standards to regulate the administration of juvenile probation departments,
juvenile justice alternative education programs, abuse, neglect and exploitation, probation services, and the
operation of secure juvenile pre-adjudication detention and secure post-adjudication correctional facilities.
The Commission is also statutorily required to monitor the programs and facilities provided by local juvenile
probation departments. In fiscal year 2003, the Commission implemented a new automated monitoring
system known at the Compliance, Monitoring, Enforcement and Tracking System (COMETS) (See
Attachment 20).

%  Certification of Probation and Detention Officers. The Texas Juvenile Probation Commission certifies
juvenile probation and detention officers to ensure these officers meet the minimum statutory requirements
for education, work experience and specialized training. The Commission certified a total of 3,814 probation
and detention officers in fiscal year 20053, and a total of 3,634 probation and detention officers in fiscal year
2006. To become a certified juvenile probation officer an applicant must possess a bachelor's degree, be 21
years of age, have one year of related experience or one year of graduate studies, be of good moral character and
have the requisite specialized training. To become a certified juvenile detention officer an applicant must be
21 years of age, have a high school diploma or its equivalent and receive the required specialized training. State
and federal criminal background checks are also required.

7  Strategic Planning and Policy Development. The Commission regularly conducts a formal strategic
planning process in conjunction with key stakeholders in the system to project the needs of the juvenile
probation system and develop policy accordingly. The Strategic Planning Division develops in-depth plans
biennially for the Commission’s Strategic Plan, Joint Coordinated Strategic Plan with the Texas Youth
Commission, Joint Juvenile Justice Alternative Education Program Strategic Plan with the Texas Education
Agency, and the TJPC Workforce Strategic Plan.

% Research and Statistics. The Commission’s Research and Statistics Division provides the agency’s internal
and external users of information with valid and reliable data for ongoing decision-making regarding juvenile
justice, criminal justice, health and human services, and public education policies. The division also:

- Collects, verifies, analyzes and evaluates statewide statistical information related to juvenile justice;
- Serves as statistical research consultants and furnishes necessary statistical and other research data;
- Provides training and technical assistance related to statistical reporting; and

- Provides research and literature research/review relevant to juvenile justice issues.

* Juvenile Secure Facility Registry. The Commission is statutorily required to establish and operate a
statewide facility registry as mandated by Section 141.042(c) of the Texas Human Resources Code. The
statewide registry functions as a database of information about each secure juvenile facility operating in the
state. Pursuant to Texas Family Code, no child shall be placed into a secure facility that is not registered.
Registry information on all secure facilities is available on the Commission’s website at www.tjpc.state.tx.us.
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* Management Information Systems. The Commission’s Management Information Division develops,
provides and maintains a variety of software programs at no cost to local juvenile probation departments to
assist them with their daily operations in addition to providing custom software applications for the agency’s
internal use.

- CASEWORKER/5 - Juvenile Tracking and Case Management System. CASEWORKER/5 is an
automated juvenile tracking and case management system designed, developed and provided by the
Commission to all juvenile probation departments and juvenile probation facilities in Texas to
collect, store, retrieve and print juvenile caseload information. There is no cost to local probation
departments or facilities for the use of CASEWORKER. CASEWORKER is utilized by more than
98% of juvenile probation departments in Texas to facilitate case management and statistical
compilation of data.

- Web-Enabled Applications. The use of web-enabled applications has greatly improved the
collection and management of information related to several agency-sponsored programs. These
include the Automated Certification Information System (ACIS), Family Preservation Program,
Substance Abuse Prevention and Intervention System, Juvenile Justice Alternative Education
Program System (JJAEP), and Special Needs Diversionary Program (SNDP). Additionally, the
Commission has deployed the Compliance Monitoring and Enforcement Tracking System
(COMETS) onto laptops, which allow agency staff to issue onsite performance monitoring reports.
These performance reports are transmitted to the Commission using wireless Internet technology.

- TJPC Hosted Email for Local Juvenile Probation Departments. The Commission provides one e-
mail address for each juvenile probation department as a quick and cost-effective means of
communication between local departments and the Commission.

* Interagency Workgroups and Projects. The Commission has been instrumental in developing interagency
workgroups with the governing boards and staffs of other state agencies that provide services to children.
The goal of these projects is to improve the delivery of services to children and to reduce or minimize barriers
to efficient service delivery.

% Child Abuse, Neglect and Exploitation Investigations. The Commission conducts official investigations of
all reported and alleged cases of child abuse, neglect and exploitation in all secure juvenile facilities and in any
program operated by a probation department or under a contract with a juvenile board. The Commission
currently employs five investigators who conduct investigations in juvenile programs and facilities throughout
the state and provide on-going training and technical assistance.

B. Do each of your key functions continue to serve a clear and ongoing objective? Explain why each of
these functions is still needed. What harm would come from no longer performing these functions?

Each of the current functions of the Commission is still required and each function continues to serve a clear and
ongoing objective. Each of the agency functions is critical to the statewide community-based juvenile probation system
and must be continued in order for the juvenile probation system to function and be effective. If any of the functions of
the Commission were eliminated, the community-based juvenile probation system would cease to function in the
exemplary manner that it does today.
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C. What evidence can your agency provide to show your overall effectiveness and efficiency in

meeting your objectives?

Internal. Strategic planning has always been a significant feature of the agency’s strategic management process. One
of the most useful “value added” features of the strategic planning process has been agency management’s emphasis on
employee satisfaction. The relationship between employee satisfaction and employee performance has been well
documented. As a result, the agency’s utilization of the Survey of Organizational Excellence (SOE) has effectively
generated operational strategies designed to address issues internal and external to the agency. The SOE is, in essence,
an internal audit of an organization’s capacity to carry out its function and mission. Therefore, the SOE serves as a
valuable instrument toward building quality, excellence and emphasizes continuous improvement. The Executive Staff
have used this survey to enhance organization structure, internal policies and procedures, management strategies,
working conditions, employee pay, supervision strategies, policy and procedure revisions, employee training,
innovation and leadership models to improve agency performance on all SOE measures. During the last state strategic
planning cycle, the SOE was administered on-line to 56 TJPC employees. Of those surveyed, 41 TJPC employees
returned completed surveys back to SOE staff. Therefore the survey participation rate or “return rate” was 73% of
those surveyed. High return rates mean that employees have an investment in the organization, want to see the
organization improve and generally have a sense of responsibility to the organization. Low response rates can mean
several things. There simply may not have been sufficient efforts made in communicating to employees the importance
of completing the survey. Low rates of response may suggest a lack of organization focus or responsiveness. It may also
suggest critical levels of employee alienation, anger or indifference to organizational responsibilities. As a general rule
rates higher than 50% suggest soundness. Rates lower than 30% may indicate serious problems. At 73%, the TJPC
response rate is considered high.

Employees were asked to comment on their perceptions of the organization’s functioning in 20 major “core construct”
areas. These “core constructs” were grouped into five major Workplace Dimensions: Work Group, Work Setting,
Organizational Features, Information and Personal. The table on the following page compares TJPC survey results on
the core constructs to the average of all participating state agencies. The maximum score attainable on a construct is
500 and the minimum is 100. Any construct with an average score falling below the neutral midpoint of 300 indicates
that, on average, employees perceive the issue more negatively than positively. Constructs with scores below 200
should be a significant source of concern for the organization, while scores over 400 are areas of substantial strength for
the organization.

A review of the scores on the 20 constructs does not indicate any major problem areas at TJPC. In fact, TJPC’s scores
are, on average, at or above the scores for state-wide averages, averages for agencies of similar size (i.e., 26 to 100
employees) and as well as agencies with a similar mission (i.e., Public Safety/Criminal Justice). Agency management
has developed strategies designed to improve employee satisfaction in the lower-scoring constructs. The construct
scores indicate that employees identify TJPC'’s strengths as strategic orientation, availability (i.e., availability of
information critical to their job functions and productivity) quality (i.e., quality principles as part of agency day-to-day
operations) adequacy of physical environment and external communication. Agency scores for each of the 20
constructs increased from the previous administration of the survey. The largest gains were made in the functional
areas of change oriented (50 point increase), diversity (46 point increase), fair pay (43 point increase), internal (43
point increase), and holographic (40 point increase). There was average increase of 32.55 points for each construct
score.
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External. Assessment of customer service satisfaction has been a standard practice for the Commission since its
inception. Ensuring optimal customer satisfaction is a high priority for the agency. The Commission’s management
strategies are designed to maximize the quantity and quality of agency deliverables to external stakeholders. The first
line of customers of the Commission is comprised of local juvenile probation departments, which includes juvenile
boards, juvenile court judges and juvenile probation officers. The Commission provides funding and services to local
juvenile probation departments. Texas is a diverse state with shifting social, political and economic dynamics to which
the agency must be sensitive. As a result, the Commission has instituted a standard practice of soliciting customer
satisfaction input as an integral part of the agency’s ongoing operations. Focus groups, regional meetings with local
governmental stakeholders, as well as ongoing dialogue with elected officials and their representatives are conducted as
vital components of the agency’s customer-response system. The Commission conducted a Customer Satisfaction
Survey in March 2006 (See Attachment 19) during the last planning cycle. The survey was designed and published
onto the agency’s website for easy access, rapid response rates, increased respondent flexibility and cost-effective
administration. Upon completion of the survey by each respondent, results were automatically migrated into a
database for analysis. In the survey items, respondents were asked to indicate how strongly they agree or disagree with
81 questionnaire items (i.e., individual questions) that describe their level of satisfaction with TJPC services in the areas

of:

% Rule Making Authority;

%  General/Overall Customer Satisfaction;

% Satisfaction with Facilities;

%  Satisfaction with TJPC Staff;

#*  Satisfaction with TJPC Communications;

7  Satisfaction with TJPC Internet Site;

*  Satisfaction with the TJPC Complaint Handling Process;
% TJPC Training;

% TJPC Monitoring;

% TJPC Federal Programs;

7 TJPC Fiscal/Contract/Audit Functions;

* Legal and Legislative Services;

* Research and Planning Services;

*  Management Information Systems; and

7  Juvenile Justice Alternative Education Program Services.

The scoring system requires a score of “I” for “Strongly Disagree”, “2” for "Disagree”, “3” for “Neutral”, “4” for “Agree”, “5”
for “Strongly Agree”, and “6” for “Don’t Know/Not Applicable”. Scores in the “Don’t Know/Not Applicable” category
were not included in the numerical tabulations. Overall scores for each of the areas above were tabulated and
multiplied by 100 to derive an overall Customer Service Quality Element Score. These scores are displayed in the
section of this report titled “Analysis of Findings.”

High rates of return mean that customers feel a connection with the agency, want to see the agency improve and feel
that their responses will be legitimately heard and incorporated into agency operations. Low response rates may mean
a lack of confidence in the agency’s capacity to respond to customer concerns, inadequate instructions or time frames
for the customers to respond and customer alienation, anger or indifference to the agency. As a general rule, response
rates higher than 50% suggest soundness. Rates lower than 30% may indicate serious problems. The response rate
from juvenile probation departments was 45%, which is considered to be average, as 71 of the 159 (several chief juvenile
probation officer positions were vacant at the time of administration) chief juvenile probation officers completed and
returned the survey.
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Each key construct area is listed with its corresponding score. Scores of 400 or higher indicate areas of substantial
strength. Scores above 300 suggest that customers perceive the issue more positively than negatively, while customers
view the issue for scores below 300 more negatively. Scores below 200 should be a significant source of concern for the
organization and should be attended to immediately.

Customer Service Quality Element scores were highest for TJPC Internet Site, TJPC Staff, and Management
Information Systems. High scores for TJPC Internet Site (Score of 442) indicate that TJPC customers feel the TJPC
website is useful and the information published therein is accessible, relevant to their needs and well organized. Scores
on the TJPC Staff (Score of 430) customer service element focus on the overall impressions that customers have
developed of TJPC staff and the extent to which they conduct themselves in a customer oriented manner. High scores
on this element indicate that customers are quite satisfied with the extent to which TJPC staff: a) are able to answer
their questions; b) are courteous; ¢) are knowledgeable and helpful; d) demonstrate a willingness to assist them with
their needs. Scores on the Management Information Systems element (Score of 421) reflects customer satisfaction with
the software development, deployment, technical support, training and utility in meeting the many management
information needs and operations demands in their jurisdictions. In no case were customer service quality element
scores below 350: the benchmark for acceptable performance in all areas of the agency’s customer service operations.

Customer Satisfaction Analysis of Findings
Fiscal Year 2006

CUSTOMER SERVICE ELEMENTS SATISSJSSEION
General/Overall Customer Satisfaction 413
Facilities 404
TJPC Staff 430
Communications With TJPC 408
TJPC Internet Site 442
Complaint Handling Process 407
Agency Training 411
Monitoring 382
Federal Programs/Services 372
Agency Fiscal/Contracts/Audits 415
Agency Legal/Legislative Services 390
Agency Research and Planning 400
Management Information Systems 421
JJAEP Services 405
Agency Rule-Making Authority 371

Process Evaluations. The monitoring function of TJPC is evaluated by local juvenile probation departments and
facilities after each monitoring visit. An electronic evaluation instrument is provided to capture the responses of the
participants (See Attachment 21). The tabulated results of this process are attached (See Attachment 22).

The Commission also produced a “Report Card” type document that provides input to each juvenile probation
department and facility on their performance on standards compliance (See Attachment 23).
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D. Does your agency’s enabling law continue to correctly reflect your mission, objectives, and

approach to performing your functions? Have you recommended changes to the Legislature in the
past to improve your agency's operations? If so, explain. Were the changes adopted?

The enabling law for the Commission continues to correctly reflect our mission, objectives and approaches to
performing our current functions. Current law provides an effective foundation for Commission activities, functions
and responsibilities.

Since 1996, the Commission has provided suggestions for needed legislation prior to every legislative session and
agency legal staff have worked with lawmakers on drafting the legislation. Most notably in 1997, the

Commission proposed it be given the authority to investigate allegations of abuse and neglect occurring in programs or
facilities operated by the juvenile court because no other state entity had jurisdiction in these situations. TJPC was
given this authority effective September 1, 1997. During each legislative session since 1995, TJPC has worked on the
omnibus juvenile justice bill with state leadership. Each session, these bills include any necessary changes to TJPC
enabling legislation that were necessary.

Most recently, in 2007, the Commission provided a variety of suggested statutory changes to legislative leadership and
these changes were contained in House Bill 2884 by Representative Harold Dutton. All suggested changes passed and
will take effect September 1, 2007. Please see Section VIII of this document for a synopsis of this and other relevant
legislation.

Do any of your agency’s functions overlap or duplicate those of another state or federal agency?
Explain if, and why, each of your key functions is most appropriately placed within your agency.
How do you ensure against duplication with other related agencies?

None of the functions of the Commission overlap or duplicate those of another state or federal agency. The scope of the
duties and responsibilities of the Commission is unique and our agency is the only juvenile probation agency that
performs these duties and mandates.

In general, how do other states carry out similar functions?

The functions for juvenile probation services vary significantly from state to state. Juvenile justice systems may be
organized in a decentralized or centralized fashion, or with a combination of both for various juvenile justice functions
(e.g., intake, juvenile court, probation, detention, institutions and parole). A few examples of these numerous
configurations include:
% Combination State.
Minnesota. Delinquency services are primarily organized at the local level in Minnesota; however, local
autonomy produces several different scenarios. The counties, the Department of Corrections and private
contractors provide detention services. Delinquency intake screening is the responsibility of either the county
attorney or the juvenile court administration, depending on the county. Juvenile probation officers are
responsible for predisposition investigations and probation supervision. Counties in Minnesota operate under
one of three probation systems. The Department of Corrections operates juvenile correctional facilities. The
Department of Corrections or juvenile probation officers/agents under contract with the counties provide
aftercare/re-entry services.
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Louisiana. Delinquency services are organized at both the state and local level in Louisiana. Parish (county)
governments, parish boards and commissions, juvenile courts and law enforcement departments administer
secure detention. The Louisiana Youth Services, Office of Youth Development (OYD) provides predisposition
investigation, probation supervision and aftercare supervision services through 13 offices. OYD also administers
the state's public commitment facilities. In five urban parishes, local executive agencies fund probation services
and may also administer local probation staff. In Caddo Parish, the juvenile court administers probation services.
Separate juvenile courts are created in four parishes (Caddo, Orleans, Jefferson, and East Baton Rouge). Separate
juvenile courts exercise jurisdiction over delinquency proceedings. District, parish, or city courts exercise
delinquency jurisdiction in parishes without a separate juvenile court created in statute. Juvenile courts, family
courts, Parish courts and city courts are all limited jurisdiction trial courts. District courts are general
jurisdiction trial courts that can create a juvenile division or juvenile and family division that may resemble the
four juvenile courts created by statute, but are different (e.g., Calcasieu Parish).

Oklahoma. Delinquency services are organized at both the state and county level in Oklahoma. The Office of
Juvenile Affairs and the Department of Juvenile Justice Services oversee juvenile detention and contracts for
services from a range of providers. However, facilities are created and operated by county government. The Office
of Juvenile Affairs provides probation supervision services in 73 counties in addition to commitment and parole
services in all 77 counties. Canadian County, Comanche County, Oklahoma County, and Tulsa County have
juvenile bureaus that provide intake, probation and aftercare services for direct placements in those counties.
Legislation authorizes the county executive in 