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'h PREFACE

Cen This evaluatlon report represents a JOLnt venture endeavor f
‘Ptof Evaluatlon/Pollcy Research Assoc1ates, lelted and Prlce
‘Waterhouse & Co. The report is divided in two maJor parts,‘}
dlstlngulshed by the colored dlvider hereln as follows:

ASPART I -- UNIT ANALYSIS

Each of PrOJect Turnaround s f1ve Actlon Programs

is evaluated 1nclud1ng impact analysls of objective

achievement. In addition, findings are presented from
 an assessment review of the Project' s'Information‘

Systems Component and from an overall review of the

\PrOJect s administrative framework. Cost of repllcatlon

and cost/benefit analyses are included for each Turnaround

Unit.

PART II -- PROJECT ANALYSIS

Cost- of Repllcatlon data and cost/benefit flndlngs
-are summarized for the entire P&OJect 1nclud1ng delineation
of overall assumptions, definitions; and constraints of
the methodology. A final section presents an assessment
of the Project's citizen involvement efforts. |

The Table of Contents which followﬁ‘clearly identifies

" the joint .venturer author of the separate sections comprising
this report. The points of view and opinions stated separately
by the authors of this document are those of the tspon31b1e ‘
joint venturér author and do not necessarlly represent the
official position or policy of the U.S. Department of Justice.
Distribution of this report is subject, to the requlrements “set
 forth in LEAA Evaluatlon Guideline Manual M4500 1D, paragraph 43.

| A detailed analysis of the findings presentedfln this
Executive,Summary;haSUbeen submitted under separate cover.

’ EXECUTIVE SUMMARY e
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- 22 November 1976

Mr. James Schiller
Executive Director
‘Project Turnaround
- Room 208 f
. Milwaukee County Safety Buuldlng
Milwaukee, Wisconsin

,;Deer Mr. Schiller'
Evaluatlon/Pollcy Research ASSOCIateS, Ltd » joins with Prlce Water-
house & Co. in presentlng the final report for the first year evaluation
of Project Turnaround. In order to meet the requests of your office and
the O0ffice of Evaluation, Office of National Priority Programs - Citizens
Initiative - of LEAA, we have worked with Price Waterhouse in incorporat-
ing the unified approach to the analysis of each of the Action Units. A
person reading the report of these units should have a fairly good indica~
tion of the exact value and meanung of the Unit for victims and witnesses
in Mllwaukee County.

, _ ‘Membérs of our staff are happy to have been of service to Milwaukee
~County in this matter. We hope that the assessment and evaluation that
“we have provided will enable the County and Federal governments to make

|ntellagent judgments as. to the future of VIctum/W|tness assistance both
in the local area and throughout the natlon.

\f we‘can be ofeanygfurther assistance, pjeaSe feel free to call upon

Very snncerely~
///ff 21 l

Dr.YRichard D. K udten; President

us.

: Sulte 1010 Contmental Bank Bunldmg, 7 Contmental Plaza, M|lwaukee Wuseonsm 53233
ORI (414) 347~0707 P (414) 964- 3850 ~
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‘N0vember 22, 1976e

Mr. James P. Schiller, Project Director
Project Turnaround

Milwaukee County Safety Building

821 Vlest State Street

‘Milwaukee Wisconsin 53233

: Dear Mr. Schiller:

Price Waterhouse & Co. is pleased to present this final

- report in conjunction with our joint venture evaluation engage-

ment with E/PRA, Ltd.

We, of course, were extremely pleased by LEAA's very
favorable review of our three interim reports. We are
confident that the comprehensive consolidation of all
evaluation findings em:odied in this report is of similar
quality.

Although this report identifies several constructive
opportunities for improvement, the report is, on the whole,
very commendable to the accompllshments of Project Turnaround.
Our firm, as citizen members of Milwaukee County, is espec¢ially
gratified when such a commendation is evident from the
independent and objective evaluation of any publicly supported

program.

We sincerely appreciate the cooperation extended to us
by all Project staff and local government officials in this
significant undertaking

YourS'very truly,

fopion Wabo ki E G
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PART I -- UNIT ANALYSIS

5~vI 1 Citizen Contact and bupport Unit o

The Contact and ‘Support Unit: was created to prov1de

assistance and information to victims and witnesses of crime.
 The staff of nine, a.Coordinator, four Specialists, one ’

‘~;Caseworker and three Clerical persons deal with such problems

as appearance scheduling, transportation problems, child care:

‘and general questions and counseling needs, These efforts are.
~ concentrated for felony case witnesses. S SO

' needs, property return concerns, witness fee acquisition, -

disposition notification, out-of-town witness accommodations

Between January and September 1976, staff supported 330

- persons in court, cared for 84 children made accommodations

arrangements for 55 out-of-town witnesses, transported 350

- persons, achieved full or partial property return for 44

-individuals and wrote disposition letters to 1,250 witnesses.

Impact data reveal that knowing the outcome of the case is

associated with higher levels of intended cooperation on the

part of witnesses. Satisfaction with the services of CCSU

. staff is indicated by the fact that 94 percent (119) of a

contacted sample of witnesses asked indicated they would

~contact Turnaround again if they had other problems. Citizens

were more positive about the services they received directly

‘from the staff rather than by referral; therefore, there is -
~strong rationale for handling citizen problems directly..

To assist c1tizens orientation to the court setting, an

informational brochure was developed. The primary reason =
citizens found this useful was the assistance it gives in

finding the correct location. Although there was little ,
difference between those who received the brochure and those

- who did not in terms of difficulties in finding the correct

location or knowing what to do, a sizeable portion of those

- who received it were able to specify why it was helpful

Reducing unnecessary appearances and waiting time was |
the object of several Unit activities. - During 1976, when

these efforts were in effect, there was a reduction of 6 per-
~cent in the number of citizens making what'they perceived to
' be unnecessary trips. ~According to citizen ‘perception, the

total number of unnecessary trips made remained about the same

G

in 1976 as in the baseline period (43 and 42 percent)

Counseling for witnesses was provided by the Casewoxkers :

iy

associated with-the Unit. Because one Caseworker resigned in et
~April and was not replaced and the second position was

eliminated as of the first of September, this function has
been limited. Citizens were positive about the counseling

“‘,,they received



~ unnecessary trips because. CCSU staff implemented a new- Stateh};>~
-law allowing subpoenaing of records rather than the custodians.

'~ mately 20% of the Unit's ongoing costs. It is emphasized that
the Unit's total net value is not’ reflected by the 20%. figure
. because that figure does not include other valuable CCSU
~ intervention services directly for or on the behalf of citize
and their interests. Although these services could not be .
,quantified this- limitation of -the analysis .by no means. diminishes

several Milwaukee area employers’ to change: personnel policies in_
‘.favor of reimbursing employees for criminal ‘court: related e
absenteeism and development of new procedures:to assure victims"
‘ of crime that terms of court ordered restitution are met ‘

= ‘JSignificant new programs conducted under the ‘auspices of the:q
‘lftUnit but made operative close to the end of the first grant

ASSistance to Witnesses in collecting witness fees h

’~a:been achieved as noted by the up'ard trend of such acquiSition,
more. than tWice as many Witnes“

ygetting fees in recent months

Attempts by CCSU staff to determine if pretrial negotiations f{,5i

‘by the District Attorney s staff result in projected guilty ek
_pleas which would mean witnesses would not have to appear have‘;j,§( ‘
. not been comprehensive. However, the procedures developed to .
~follow-up have now been transferred to the District Attorney s
~‘staff where they can be followed more readily e EREE

Medical records custodians were able to avoid many

Only 30 percent of the custodians involved needed to be

. subpoenaed, meaning that in 70 percent of the cases (involVingfof~
153 persons) unnecessary trips were aVOided

CCSU staff determined that many subpoenas were being Lo
returned to the District Attorney as unservable by the Sheriff s
Process Division. They developed procedures which allowed

~ them to locate 70 percent (837 of 1199) of these witnesses.. -
Attempts to shift these procedures to the Sheriff"' 'S Depart-‘ ‘
~ment initially were successful, although in recent months
rthere has again been an upturn in returned subpoenas

The staff also developed procedures to aSSist Victims" -

~ in getting restitution. Of the sample of cases examined for

impact evaluation, one of 88 involved a case where CCSU staff

~participated in the restitution situation. The restitution
~order did cover the victim s costs in this case : g

. Replication of this Unit in another community could be T T
expected to cost $53,000 initially and thereafter approximately . =
$270,000 for the first year. These cost estimates include all

*resources committed to the cCsu by Milwaukee County

‘ SaVings which can be quantified total $52 600 or appioxi-_

their' importance. Services of this type include persuasion of

The savings quantified for the Ccsu- also do not reflect




year. One of these programs is to recall police officers via
~teletype if it is known a proceeding will be cancelled or
adjourned but less than 72 hours remain for notifying the
‘parties involved. Formerly, it is very likely the officers
would not have been notified. Although it is too early to
~evaluate the eventual impact of this program, preliminary

- estimates are that several hundred unnecessary officer trips
will be avoided each month. A o ~

- To improve its services in the second year, the Evaluator
recommends two things.” One, that a serious effort be made to
develop a procedure whereby witness appearance in court can be
monitored. Two, that the staff examine its various activities,
determine which are most useful, and establish priorities among
them. - Although the staff has been very responsive to many
pressures upon it, its size does not allow it to be totally

-responsive to all problems and conditions which hinder victims
 and witnesses that exist within the criminal justice system.

- 1.2 Citizen Victim Complaint Unit

, This Unit provides assistance and information to victims
who come to the District Attorney's Office as individuals to
~initiate complaints. The Unit's staff have joined forces with
the Consumer Fraud Division of the District Attorney's Office
and work as a single unit. Impact evaluation data includes
cases dealt with through both functions. The staff included
three Assistant District Attorneys, one Caseworker and three
clerical persons. In addition to screening cases to determine
those for which a criminal charge should be issued, the staff
provides counseling and referral services. The type of
-situations the Unit deals with in order of frequency are:
 family disorders, battery and harassments (46 percent);

- consumer fraud (18 percent); theft (15 percent); other consumer
problems (13 percent); damage to property 95 percent; and other
(3 percent). SR ‘

The Unit has been able to decrease the waiting time for
~citizen complainants from 4.5 hours before organization of the
Unit to about 35 minutes. Citizen perception of the services

provided by the staff has been positive, more so than was
evident in the'baseline period before the Unit was operational.
During the last several months, there has been a decline, how-
- ever, in this perception with 59 percent of citizens saying
.istaff effort was excellent or good compared to 74 percent in
- the baseline period and 82 percent in ‘the early months of Unit
operation. Ratings on effectiveness and courteousness declined
- similarly. Problems with staff morale concerning refunding, a
- decrease in the number of staff persons available and noisy
- construction in the area of the office may have contributed to
this decrease. ‘ :
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General satisfaction with the action or advice of the
staff decreased from 71 percent for those interviewed in ; R
January through March, to 62 percent for interviewees in :
April through June, to 56 percent of those interviewed in
July through September. The cumulative percentage of ;
satisfaction is 64 percent. Greatest satisfaction exists
when a criminal charge is issued. More than half are
satisfied when the office issues a mediation letter, gives
advice, orders the alleged offender in or at least agrees
to investigate, makes an appropriate referral, or issues a
warning letter. P

‘ Over time, the staff has decreased use of advice and
consultation and ordering an offender in and has increased
usage of a mediation or warning letter, made more referrals,
and indicated investigation was needed. Actual issuance of

a criminal charge has declined over time, although the decrease
is not a large one.. '

Criminal charges are more likely to be issued for violence
. and consumer problems. However, the most prominent initial
—action for consumer, violence and property-related problems

is to send a letter requesting the alleged offender to come
into the office. For interpersonal problems the most prominent
initial actions are to give advice, make a referral or issue

a mediation or warning letter, ‘ A .

In terms of cases where a criminal charge was issued, about
47 percent of cases resulted in a guilty plea while the PR
remainder were dismissed. The sta%f‘hoped to be able to decrease
the number of charges issued where.the complainant would later
withdraw or refuse to prosecute. Dismissals for this reason
increased for cases initiated during November through February .
" to 50 percent from a previous time when 27.3 percent were for
this reason. During the more recent period, only 16.7 percent
were for this reason. Citizen satisfaction did not necessarily .
decrease because the case was dismissed (75 percent were satisfied). -

e -

As the staff has become familiar with the types of

) - referrals that may be made within the community, it has developed

referral patterns for particular types of problems. It is the
judgment of the evaluator that these patterns are appropriate.

- Citizen perception of staff response to phone inquiries
is generally positive with over ‘75 percent saying courteousness
was excellent or good and over 70 percent saying the response
was helpful or very helpful. Major reasons for the response
- not being helpful were that it did not solve the problem or
that the citizen could not talk to an Assistant District
- Attorney. . , B B S e e .

Lho
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, Another community~c661d expect to spend about $7,000 to
initiate a similar Complaint Unit and, thereafter, to spend
approximately $130,000 to continue operations for one year.
Inclusion of the Consumer Fraud function for another community
plus other adjustment expenditures would result in estimated
annual replication costs of $171,000. o

The most significant accomplishment of the Unit lending
itself tp cost/benefit quantification is the reduction in wait-
ing time for citizen complainants (from 4.5 to .5 hrs.; an
88.9% improvement).: Savings associated with the reduced wait
are estimated at more than $407,000 annually. When supplemented
with other client services with implicit but unquantifiable
benefits, a clear conclusion of substantial net value is evident.
Among such services are referrals of lesser matters to community
agencies which can assist clients at nominal or no cost. At the
same time, the referral capability promotes entry of only the

. more serious matters into the criminal justice system.

The generally positive perception of citizens to the actions
of this Unit and the clear cut cost benefits resulting from
reductions in waiting time justify a conclusion that placing
priority on the citizen complainant and establishing a system
by which situations, which are not always amendable to criminal
charge, can be dealt with within the criminal justice system.

I.3 Sensitive Crimes Unit

The twin goals of the Sensitive Crimes Unit are to ~ T
first, provide specialized assistance and individualized
attention to victims of sensitive crime and second, to
provide specialized prosecution services which will lead to
more successful prosecution in the cases involving sensitive
crimes. The Unit began in July, 1975, with two Assistant
District Attorneys and a secretary composing the core staff
of the Unit. In March, 1976, a third Assistant District

- Attorney was added to the Unit to assist with the heavy case

load. : ,

The evaluation of this Unit focused on two central aspects:
the degree of satisfaction reported by clients of the Unit '
with services offered, and the improvement of the prosectuion
process in cases involving sensitive crimes. On the first
evaluation objective, the great majority of the clients reported
that they were extremely satisfied with the services offered.
This satisfaction has appeared to result in a high percentage
of victims who are willing to testify and thereby cooperate
with the criminal justice proceedings.. On the second evaluation
objective, the Unit seems to have performed quite effectively.
Cases were handled more quickly, fewer District Attorneys were

- involved in each case, and there were fewer adjournments per



- case. In addition, on the dimension of case and charge outcome, .
the Unit is having some positive effect on the attainment of
“guilty verdicts on an original charge. 1In both outcome b
charge and outcome by case, the Unit has achieved more guglty
verdicts in comparison with a similar time period in the
previous year. The Unit Has also made less use of plea

' bargain%ng practices. : ‘

‘ /

An&ther community could expect to spend approximately
$21,000 to initiate a Sensitive Crimes Unit similar to Project
Turnaround's, and thereafter spend roughly $136,000 to continue
services for one year.

In terms of cost/benefit, the most significant conclusion
is that the Unit has at the very least saved approximately
$21,000 as a result of its 57.5 percent reduction in the number
of adjournments experienced in sensitive crime cases. . Other
positive outcomes that are particularly noted are improved
cooperation and awareness among other parties vital to
successful sensitive crime prosecution and the establishment
of a deterrent to possible sexual assault offenders through
more expeditious and effective administration of justice.

The major recommendation for the future is concerned with
the return of the Unit to a two-person operation and the
‘increased demands that this reduction will create for the
smaller staff. The Unit will have to give careful considera-
tion to the number and types of cases that it will accept.

While there has been some planning for this potential problem,
it is suggeste& that the staff, in cooperation with the District
Attorney's Office, issue very clear guidelines concerning which
cases it will handle and which should be assigned to other
District Attotrneys. CL -

1.4 Advécacy Unit

The Advocacy Unit operated between June 20, 1975 and
September 7, 1976, when the Advocate took a leave of absence
from the Office of the District Attorney. The assessment of
the Unit's operation is largely dependent upon time logs kept
- by the second Advocate, who documented time during the last
- three of four evaluation periods (March 6 - May 2, 1976;

“May 3 - July 16, 1976; and July 17-- October 7, 1976).

" The impact findings sug%est that the effort to identify .
problem areas in the criminal justice system, Objective One,.
lessened from an overall time commitment of 13.7 percent to
6.8 percent in Period Four. Objective Two, influence and
develop guidelines, rules, regulations,- ordinances, and/or
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laws, took 26 percent of the Advocate's time in Period Two,

32 percent in Period Three, and 36 percent in Period Four.
While the concerns of Objective Three, participation in and
trial of key cases to determine judicially the rights of
victims, witnesses and/or jurors, involved nearly 24 percent
of the Advocate's time during the Second Period, the percentage
dropped to less than six percent in the Third and seven per-
cent in the Fourth Period. A major thrust throughout all of
the Advocate's activity centered on Objective Four: coordinate
pertinent activities of the criminal justice system. During
the Third Period slightly more than half was spent on that
task, as was the case during the Fourth also.

The Advocate participated in the debates surrounding :
Senate Bills S-139 and S-14. Other areas of important involve-
ment centered on reducing the amount of time citizens must
spend as victims or witnesses of crimes, the establishkment of
guidelines for charging conferences, the drafting of the new
Subpoena Data Form, the trying of test cases to make appearances
by victims at preliminary hearings unnecessary, the development
of Witness Attendance Criteria for the purpose of eliminating
unnecessary appearances by victims and police witnesses, and

other similar actions. Other areas of Advocate involvement

included admonition of threat to witness as a condition of bail,
concerns relating to witness fees, placemerit of a time limit
upon acceptance or rejection of a plea bargain offer from the
District Attorney's Office, development of a holding area for

prisoners, institution of an on-call alert system, development
- of procedures for early property return, creation of form

motions for problems relating to restitution/probation, creation
of new procedures for worthless check processing, and other
similar efforts. 1In the latter assessment period the Advocate
focused largely on questions of probation/restitution (21.2%),
property return (14.8%), evaluation of work and refunding of
Project Turnaround (13.1%), witness problems (10.5%), prisoner

holding and security area (10.5%), and other areas of interest.

Cost of replication information suggests that another
community should expect to spend approximately $4,000 to
initiate an advocate's position similar to that of Turnaround's
and thereafter spend about $33,000 to continue this position
for one year. An additional $1,000 will be necessary to cover
indirect costs. The activity of the Advocate in one area of
measurement has produced a savings exceeding costs by a factor

of 27.6 times. When supplemented with other system reforms by

the Advocate, e.g., procedures for expediting return of
property to victims, a clear conclusion of exceptional net
value is evident to the evaluators.



The ‘evaluators conclude that the Advocacy Unit provided
sufficient progress and impact to justify the continuance of
an effort to maintain an advocacy function in the District
Attorney's Office if only by releasing an Assistant District
Attorney for a few hours a day or a similar period per week
for undertaking advocacy functions and interests. Such an |
effort will not only aid victims, witnesses, police officers,
prosecuting and defense attorneys, and the judiciary, but
will also serve to keep the District Attorney's Office and
the judicial system on the "cutting edge' of innovaticn,
change, and creativity. The relatively high quality of
criminal justice operation in Milwaukee County will be greatly
assisted by such a continuing effort, which can be conducted -
at a minimal taxpayer cost. ~

I.5 Witness Emergency‘ﬁnit

The major goal of the Witness Emergency Unit is to provide
services to victtims/witnesses who have been threatened, harassed,
or otherwise intimidated. Specific services provided by the
Unit include the following: protection/surveillance; transporta-
tion to work, court, or other places; 24-hour telephone contact;.
telephone traces; relocation; and the location and arrest of ;
persons who threaten or otherwise intimidate victims/witnesses.

~During its first year, the staff of the Witness Emergency Unit
included six deputies from the Sheriff's Department and one
lieutenant who coordinated the Unit.
R,

Prior to the initiation of the Witness Emergency Unit, no
information was kept in the criminal justice system either on
the number of victims/witnesses who had been intimidated or on
the process or outcome of these cases. Thus, it was not possible
to do a comparative evaluation on the effects of Witness
Emergency services versus the conditions which existed previously.
Evaluation however was possible on two aspects of the program,
one being user satisfaction with-emergency and follow-up services
and the second being the outcome of cases involving victim/ :
witness intimidation in which specialized services have been
.0offered. On both of these objectives, the Unit appears to be
successful. There is a high degree of user satisfaction with
the services provided and this satisfaction appears to be related -
to willingness of victims/witnesses to participate in criminal

justice proceedin%s, particularly when testimony is needed. In ..

addition, this willingness of victims/witnesses to cooperate
appears to contribute to a more successful resolution of intimi-
dation cases than surely was previously possible, with 65
percent of all intimidation cases resulting in a conviction.

obtained on the threatening party, parties have been reconcileépy;'yt

or pose no further threat, or relocation of victims/witnesses ic
accomplished. - g v




Another communlty could expect to spend roughly $25 000 to

t~Jf271n1t1ate a Witness Emergency Unit like Turnaround's and- there-
");‘after spend approx1mate1y $170,000 to continue services for one
. year. The Unit's ongoing cost per case is $570.00 (based upon
;‘approxlmately 300 cases and the aforementioned cost of $170,000
.~ per year). It also has been established that roughly two thlrds
- of the cases'result in requests for testimony and that about’ two
'~ thirds of those who testlfy consider the WEU an extremely

important influence in their- decision to testify. This results -

. in roughly 135 cases (300 x 2/3 x 2/3) where formerly the
- case could have been adjourned or dismissed due to lack of a
" witness. The. sav1ngs required from this ortion (per case) to
~trecover total costs of the Unlt are thus g

1, 260 (8170, 000'- 135)

: It is not unreasonable to assume that ‘the cost of a dlsmlssedﬂ
case to Milwaukee County and to the participants involved exceeds

the "breakeven point" of $1,260, thereby providing indication of
,pos1t1ve net value from the WEU s serv1ces (on a per case ba31s)

‘In the absence of quantlflable basellne data further o L
analysis of the Unit's total value can only be based upon benefits

- implicitly connected with the Unit's services. The most conserva- -
~ tive assertion that can be made is that the Unit certainly serves
‘as a motivating force to first, deter victims/witnesses intimida-

~‘tion and second, to prevent harm to V1ct1ms/W1tnesses when intimi-

_dation is involved.  When combined with other services offered to =

victims that had not been available previously, there has been an

. evident lmprovement in the services available to. v1ct1ms/w1tnesses,
" as well as an increased w1111ngness of v1ct1ms/w1tnesses ‘to ’
cooperate in crlmlnal Justlce proceedlngs = .

.The Unit has been qulte responsive in correcting several

f iproblems noted in prlor interim reports. However, due to the

- fact that budget restrictions have forced the program to cut its
staff in half, there is a new potential’ difficulty: the Unit may
be unable to prov1de the variety of services that it currently
offers and may be unable to service as many potentlal clients.

The Unit has issued clear guidelines concerning the types of
clients that it can consider for.service. The problem in the .

| ~ future will be to coordinate these guidelines with other Project
- Turnaround units as well as other uaits in the criminal justice

systems to make certain that the demands made of the Unit are

,f”ﬁboth appropriate in terms of the problems involved and not
o exce351ve in: terms of manhours or budget requirements

k*‘I 6 Informatlon Systems Un1t
fg(Rev1ew of the JUSTIS System)

Based upon our. evaluatlon efforts to date, this progect

o deserves hlgh marks in a number of key areas.} Most important
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freplace, etc.).

.1

S of - these areas is the substantial amount of user involvement
- elicited by the project team during the definition of systems
~,requ1rements, both at the general level as well as the detail

level. The active involvement of user personnel from manage-

- ment to clerical levels is critical to a successful systems

development project of this type ‘Further, the support and

~responsiveness of the County's Computer Center personnel and

management has been excellent in terms of assisting the Unit
in implementing JUSTIS. The project team has elicited what

- . appears to be a very healthy environment for the implementation B
-~ of JUSTIS and should be commended. Second, the selection of N
~‘the PROMIS software package and its subsequent enlightened
‘modifications to better respond to the County's specific
‘requirements should be commended. This decision resulted in

substantially reducing the costs and shortening the elapsed

~ time required to progress from requirements definition to
- actually being ready to implement the first portion of the new

system, as compared for example to the effort required for a
custom designed system. Progress on the development and

implementation of JUSTIS has proceeded according to plan
‘exempting a total of approximately six weeks delay caused by
‘events beyond the control of the project team. Considering
~ the number of departments involved with and affected by the -
- project, its ambitious implementation schedule, and: reza
,small staff s1ze progress to. date has been very good

tively

: Inlterms of comparing the techniques and methods employed
by the jproject team to generally accepted systems development:

~+ criterila, we noted several areas where the project team has
“utilized a more 1nformal approach to systems development than
~one would expect. While the results to date have been ‘
~ commendable, the County should be aware that the risks are
~ somewhat higher when fully documented formal prOJect control
techniques are not employed ,

Replication costs for the Information Systems Unit are

',estimated at $98,000 for start-up requirements. -Additional costs

to continue this Unit for one year beyond the start-up period

are estimated at approximately $212,000. The product of first

year systems development activities is Phase I of the JUSTIS »fffpaf

'1nformation system.

Benefits from Phase I of the JUSTIS effort have been -

| estimated at more than $516,000 from reduced unnecessary trips andff">

waiting plus an additional $168 000 in the form of internal
operating economies to Milwaukee County (e.g. avoidance of PR
computer charges for a court. statistical system that JUSTIS will »g;ﬁ~

fe)

Thus total savings of $684 000 from JUSTIS Phase 1 exceed
costs by a factor of 3.2 times, clearly indicating paramount

" net value from this undertaking Significant support for the

(63
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’.'creditability of the evaluator s net value factor is found in ,
~ a recently completed cost/benefit analysis for all JUSTIS Phases
conducted by the Institute of Law and Social Research (INSLAW).

- The INSLAW analysis projects a net value factor of 3.3 times

~ cost for complete 1mplementation of the JUSTIS system, Phases b
& IT. , . o .

. The substantial sav1ngs noted for Milwaukee County represent S
only a small fraction of the total benefits which might eventuallyulf“
accrue from the JUSTIS effort. The beneficiaries of these
" greater savings will be the audience of other communities which

~ adopt the JUSTIS system in whole or in part. Installation trans- -

fer savings (compared to the costs for a custom design effort)

“are estimated at $150,000 to $600,000 per jurisdiction depending
upon the number of JUSTIS programs adopted. At the present time,
twenty-nine Jurisdictions have expressed interest in the transfer '
of JUSTIS ~

The most 51gnificant savings opportunity to Milwaukee County
from future JUSTIS Phases relates to further reductions in waiting.
- time through improved court scheduling. In this respect, it is

~ significant that JUSTIS Phase II anticipates a feas1b111ty study
for automation of the scheduling function ;

We noted in an earlier report a concern regarding a potential
system response problem concerning the workload on the County's
computer. Actual utilization statistics for JUSTIS to date 1ndicate
~this concern to be unnecessary at present activity levels. :
Finally, the evaluators must point out that the present funding

. situation with anticipated dissolution of the Information Systems

Unit on December 31, 1976 will severely restrict the ability
- to maximize future potential benefits available through continued
~ development of JUSTIS .

I. 7fAdministration,and'PlanninghUnito

-(Administrative ReView)

The Administration and Planning Unit was initiated in April
1975 by retention of the Project Dir'ector and Deputy Director.
The Unit's authorized staffing eventually included seven
professional and two clerical positions, organized in a. ‘manner
. that recognized the Unit's requirements to monitor and adminis-
tratively support activities of Project personnel located in
other County departments ;

This organization structure supported responsive and

- effective functioning of action services and also provided a
~means, through Turnaround's policy bodies, to resolve problems
~between governing departments and Project Turnaround. An impor-
tant ingredient supporting Turnaround's organization approach was
- the acquis1tion of - several professional personnel who were :



gk

- informal, are considered by the evaluators to be appropriate and
“effective ‘ , ; : L

experienced With the County and well qualified in resp-ct to the?_ﬂ_w}

o matching of their prior experience with ‘the demands of their‘

positions

Placement of the high quality and experienced personnel

- the Project was very fortunate to acquire within other. depart-
. ments contributed to a diminished need for the level of ongoing = . .
- and administrative support of Action Units originally anticipated;

from the Administration and Planning Unit.

As a result of this diminished need two positions in

: ‘gthe Administrative and Planning Unit were left vacant from.
- early 1976 through the remainder of the first grant year.

Another community could expect to spend approximately

1$149,000 to initiated an Administrative and Planning Unit

like Turnaround's, and thereafter spend roughly $351,000 to
continue services for one year. These cost estimates include
experience adjustments (decrease) for the two vacant positions

: referenced above.

The Unit should be recognized for its accomplishments in B
creating improved awareness, participation, and support for

~citizen victim witness service needs among local government
officials and within the community. The administrative demands

of this '"outreach'" responsibility were made particularly

‘challenging by the broad audience of interest groups requiring

liaison with PrOJect Turnaround. This audience included County,
officials, community human servrce groups, data processing
technicians, legal practitione's, federal and State agencies,

and several municipal governments, to mention only a few. -
The Administration and Planning Unit, after some initial 1earning
curve experiences, progressively improved in the administration of
the Progect s 1iaison requirements. : o

The PrOJect also deserves high marks for effective record-
keeping systems, several of which were developed through the
assistance of the Administration and Planning Unit. These

~systems supported effective management of client services and

provided a flow of Unit performance information and planning

~ data upward to the Directorship and to monitoring authorities
- The evaluators believe that more frequent Unit coordinator:
~ meetings would be of value in complementing this feedback process

Other communications channels within. the Project, both written and

The evaluator s assessment conclusion is that the adminis-;k~fgf?
trative approach and framework adopted by the Unit responded :

quite well to signific¢ant initial challenges and to those = =
‘Operational experiences that are to be expected in the introduction
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~of comprehen31ve citlzen services to local government The

result of this process was substantial support from the Unit

- in achievement of the PrOJect s goals and obJectlves

A flnal and s1gnificant conclu51on of the evaluators is
that Turnaround's first year administrative experience appears

 to point out the need for a study aimed at developing specific

policy and administrative guideline: recommendations for grant
projects implemented by Mllwaukee County

Speclflcally, Turnaround s experience in dedlcating a well

Cquallfled and extensive support team to a single project appears

to suggest possible advantages in centralizing selected admin-
istrative functions (to be specifically defined by the study)

- where they could be supplied on an as needed basis to several
~ grant projects. This approach would provide administrative

uniformity for the target functions as well as providing

‘expected economies by allowing a greater overall portion of °

available grant funds to be devoted to public services versus

- administration of the same. Another advantage would be improved
‘recognition of and respon51veness to admlnlstratlve requlrements
_promulgated for grant programs ‘ P , e o

, The recommended study would also . develop 1mportant pollcy
dimengions for consideration by the County Board. Examples
might include policy guideline suggestions on how hiring of
quality personnel might be expedited for grant projects and on

what provisions should be made to encourage a smooth reintegra-

tion of grant personnel into other County positions if the :
grant project is phased-out. Another policy related study output

might be identification of target areas where grant programs

present realistic and more lasting alternatives to local tax

- levies as well as what procedures should be established to
. enable the County to better antlcipate and part1c1pate in these
programs. . . ,

It is recognlzed‘that‘the County Board has prev1ou51y made

“s1gn1f1cant commitments to the improved coordination of fiscal

aids and to encouraglng centralization of grant program talent.
The recommended study's scope would not confront these commit-

‘ments but, rather, complement them with the identification of

specific opportunlty areas to support more comprehen31ve fulfill-
ment of the Board's 1ntentions _ ~
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" PART II -- PROJECT ANALYSIS

II 1 Cost of Replication Analysis B

‘ Another community could expect to spend approximately
- $306,000 to initiate a comprehensive program like Project
'Turnaround Start-up expenses include initial "investment''
e by the Project in renovations and equipment plus other
8 expenditures up to the time serv1ces became fully operational

, . Beyond the start-up period another community could T
expect to spend roughly $1.34 million to operate all services
for one year. These continuation costs assume staffing '

~ levels and incurrence of other expenses similar to that

~ committed by Milwaukee County during the first grant year.
Because other communities refléct different levels of criminal
justice system activity, pay scales, etc. the cost of :
replication data presented here can only be a starting p01nt
in their process to develop budgets for comparable serv1ces

: " The $306,000 and $l 34 million figures cited for start- up
;~and continuing costs, respectively, include adjustments to . )
- consider all resources committed by Milwaukee County plus cost o
adjustments for other first year "learning curve experiences"
. of Project Turnaround. These adjustments are defined and
detailed throughout the various sections of the evaluator's
- detailed report to hopefullg enable more economic, cost effective,
: and responsive replication y other communities .

Appendices II 1A and II. lB present summary 1nformation on

dthe estimated use of first year funds (unaudited data) and
estrmated replication costs for all Progect Turnaround Units

‘,II 2 Cost/Benefit Analy51s

Continuation costs for first year services provided by

the Project have been estimated at roughly $1.34 million.

Accomplishments of the Project which could be quantified as
~benefits are estimated at approximately $2.1 million. Thus,‘-
quantified savings exceed costs by a factor of 1.5 times. This
- indication of positive net value from Turnaround is. particularly
‘significant since the analysis employed by the evaluators could .
" not practically or feasibly include development of - savings from o
all accomplishments and for all beneficiaries. Additional
 assumptions, definitions, and constraints of the methodolog y

are- spelled out in the ‘body of the evaluators detailed report
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It is also poss1b1e to estimate Progect Turnaround s

"V‘degree of relative ‘achievement in reducingmthe costs of unnecessary‘f‘
~ trips and waiting. This analysis indicates that about 447 of
~ 'the total benefits which could be achieved by complete elimin-f

ation of unnecessary trips and waiting have been realized through
Turnaround's accomplishments. ‘The 44% achievement factor

- is most likely a threshold level given current Project actiVities
- and levels of staffing. Realization of additiomal future
benefits is materially dependent upon the JUSTIS system and the

concurrent availability of adequate numbers of trained, citizen
conscious personnel to fully utilize the capabilities that
JUSTIS will prov1de : : s

Appendices II. 2A and II. ZB present summary savings data"

'related to. PrOJect Turnaround s first year accomplishments :

‘:,II 3 Assessment of Citizen Involvement

The PrOJect must be commended for its very extenSive and

mv'effective efforts to promote improved community support, aware-*j
‘ness, cooperation, and participation in improving the criminal ,
- justice system. A particular strength includes a very well

balanced and appropriately targeted promotion and awareness

“fcampaign conducted through communications media and through

participations with and in organized community groups. Over L
the course of the evaluation, the PrOJect also achieved increased -
awareness of its services, enhanced appreciation for the impact

- of these services, and an improved overall image among local
.~ government OfflClals ~Finally, Turnaround's Advisory Council
~is cited as a strong organizational plus for incorporating
~citizen concerns and impact into the Project. A broader base

of citizen representation and improved consistency and- continuity
in attendance by the Council's governmental members are mentioned

~ as opportunities for greater realization of ‘the CounCil s full

community involvement potential

Several Significant community developments assoc1ated with

'ewPrOJect Turnaround are also referenced Among these are.
' included , . .

[dl) A panel of local experts ass1gned high priority to

victim witness needs Within a ten point anti crime
program: for Milwaukee. : «

2) A large metropolitan Milwaukee hospital established a |

. Sexual Assault Treatment Center for sensitive crimes
‘ﬂfvictims.

"3)}~ The University of WisconSin Extension Urban Research

Center, developed a proposal for a counseling/diversion
~ program as an alternative to sentencing defendants in o
‘\battered women's cases.

pes
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_ MILWAUKEE COUNTY - PROJECT TURNARQUND : o
SUMMARY: - EXPECTED USE _OF FIRST YEAR FUNDS VERSUS GRANT APPLICATION BUDGET | )
Total - All Units ' : ctual Uge Through 10/7/76 By Unit W |
‘ . . Expected Use = Adminis- - Citizen , C o ‘ ; ;
- Grant: Actual(l) Over tration ~Contact - Citizen : <
Application thru. (Under) -~ and and Victim = Witness } Sensitive Infomtion
e Budget 10/7/76 Application Planning Support Complaint Emergency Advocacy Crimel Systems
Personal Services B - ‘ , : . : » :
" Wages and salaries ‘ =78 -592,955 - 8§ 715,946 $122,991 . $176,153 '$114,298 § 86,256 - $122,011 $30,514  $ 83,323 $103,391
Fringe benefits S . 106,737 144,327 37,590 39,350 22,984 17,221 23,873 5,949 _ 15,110 19,840
‘ Subtotal : L , 699,691 860,273 160, 581 215,503 137,282 103,477 145.884 ‘ 36,463‘ 98,433 123,231 .
. leinbursements, Fees and ‘Outside Serv!.ces . B k ‘ ’ , A Rt .
Indzpendent evaluation . o : . 85,000 156,032 -+ 71,032 156,032 . :

“Jurer fee increase i : 100,000 42,075 (57.925) 42,075 C I : : L :
EDP service charges - i 29,000 - 21,777 (7,223) s . : N ‘ 3 U8 T2 L
Equipment rental . . 77,200 - 29,589 (47,611 S B4S 147 ) b ! '28.597!,_.
Meetings, travel and allowances 14,920 ,10.835 - (4,085 3,423 660 - . 312 : : 490 5,950 oo
Witness and victim protcetion and - : : ’ R : : ! ‘ ‘

“transportation . * 6, 000‘ - 18,078 .- 12,078 : ' 943 16, 642 ! 483 )
Other « L ’ 161, 900 5,683 {156, 217) 2,777 245 1,378 371 861 . 51
‘ Subtotal S o - 474,020 284,069 . (189,951) 163,077 = 44,070 1,378 17,325 7 - ' 1,844 - 56,37%
QOccup ancv Expenses ‘ S o ‘ i : ' o ‘ , ; ; : :
Cultcdhl and utilities . “ 42,200 35,339 . (6,861) 13,143 3,631 . 5,727 1,867 1,269 - - 4,616 - 5,086

Telephon , ; ‘ 11,200 ° - ~u,a79 . "679 3,665 2,972 - 1,829 : 598 305 1,506 1,006

Other _ ‘ ; ; o - , 440 440 258 53 48 ‘ 22 : 59

Subtotal - T o 53,400 . 47,658 (5,742) ’17,066 - 6,656 7,604 2,465 1,574 6,142 6,151
!ln:erul., 89221163 and Administrative Expense - - SN ' . , P k ‘ .
. photocopy and reproduction ~ 1,000 - . 8,999 7,999 5,044 2,106 501 204 .23 221 690
. Postage, print:ln; and stationery . l 920 o 1,486 ., " (436) 1,081 279 55 8 42 19
Other : 6.600 12,555 6,155 5,046 1,461 1,522 999 305 960 2;282
, AN B . .9,320: 23,038 .4.13,718 SLn 3,826 2,078 1,211 538 1,223 2,991 v
Capital Outlay , _ : ' e o B R

Office furniture .nd equipment o CUr . 46,805 - 43,473, (1,332) 13,336 8,126 7,202 5,280 1,401 5,039 3,089 ..%
luudtn; remodeling ‘ng isprovements e B 25,412 25,412 17,000 S S 8,412 Wy
. Veh lclu. eommicntlcnl and other lpccial ’ o : b o : m
- equipment : o : 8,000 13, 342 5,342 i , _ 13,362 . =

: ‘Subtotal , 52,805 82,227 . 29,422 30,336 8,126 7,202 18,622 1.‘301“ 5,039~ __.11,501 E.
Total Direct Expenses | th9.20 gL20Z6 g 8,020 LI U060 LMD SO 80,006 SM2.S8L 8200249 %
Lass Ineligible Expenses : __(8,028) (8,028) r : : : .
Total Grant Expenditures n.zm Sa28923 o LIS
: « v ‘ i -

(l) ‘Vasudited data. .Bstimates based on fund transfers authorized at 9/30/76. -




MILWAUKEE COUNTY - PROJECT TURNAROUND
i REPLICATION COSTS FOR ARAB RAMMIN

__. Fost Start-up Operating Costs ,

P

12-Month ~ Net Adjusted
. .. Full=Staffing Experience Annual
Start-up Costs Budget Adjustmentl . Cost
Porsonal Services ‘ " ‘ R :
es and salaries $139,747 $ 706,950 L $ (229) § 706,721
nge benefits 30,755 141,311 | 422 161,733
" Subtotal 170,502 848,261 ; 193 848,454
Reimbursements, Fees and Outside SQrvicea R ; ! K
Independent evaluation 15,000 141,000 141,000 '
Juror fee increase 56,000 56,000 - ,
EDF service charges. 17,000 22,000 22,000 .
Equipment rental s : 29. 000 29,000 Lot
Meetings, travel and allowances 5,319 6,530 o 6,530
~Witness and victim ptocection and trlnlpo:tion : 18, 000 , ~ 18,000 =
Other 552 11, 940 . {6, 240) 5,700 0
Subtotal 39,352 284,470 (6, 240) 278,230 '
Occugl‘ncx Expenses
© Custodial and utilities 2,724 32,987 32,9718
Telephone , 1,965 10,440 . 10. 440
Other 85 515 : i 515
. . Subtotal ; 4,774 43,942 43,942
Materials, Supplies and Admin:l.scutiye»s_xgenul ‘
Photocopy and reproduction . - R 1,300 ; 9,292 9,292
Postage, printing and ntationery 312 : 1,660 ' 1,660
Other 3,178 , 8,670 , 8,610
. Sub:otal 4,790 - 19,622 ’ 19, 622
Capital Outlay '
Office furniture and equipment - K 463,413 .
Building remodeling and improvemants 25,412 .
Vohielu. communications and other apeculmquipunt 13,342 %o
Subtotal ' g 82,227 g ~
Total Direct Expenses $30L.643 £1.126,295 S6.00D  £lona2s8 2
cation Mem st : ‘ o S
Civil Service Recruitment costs -4, 600 o
Supplemental assistance equivalent : . -
Personal service costs 73,685 13,685 -
Increase in witneas fees coucend 35,600 35,600 . B
Indirect charges 45,000 45,000 ;_‘
Total Service Costs $h.344.803 S
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S0 APPENDIX II.2A
MILWAUKEE COUNTY PROJECT TURNAROUND
' SUMMARY OF QUANTIFIED =~

SAVINGS BY UNIT AND ACCOMPLISHMENT

Estimated

Current Annualized
Savings
From Reducing
. Unnecessary From o
Report .~ Unit and < Trips and Other - Unit
Section = Accomplishment Waiting  Activities. Total

I.1 Citizen Contact &. :
Support: ‘ o ‘ $ 53,372

a) Collective effcr;s%
to reduce unneces- '
sary trips * $ 17,772

b) Savings to citizens
from improved col-
lection of witness, ;
fees R ~$§ 35,600

1.2  Citizen Victim Complaint: L $ 407,515

a) Reduced waiting time
for walk-in citizen
complainants 407,515

1.3 Sensitive Crimes: - _ ~f i 21,102

a) Reduged adjournments

in sensitive crimes
cases 21,102

1.4 Advocacy: | | | $ 938,152

a) Reduced attendance aE 938,152
charging conferences

1.6 Information Systems: ‘ ; $ 684,528

a) Reduced unnecessary
trips and waiting
time 516,799

b) Internal operating
: economies from ,
automation of manual
systems, procedures,
' and methods . 167,729

| TOTAL $1,901,340  $203,329 $2,104,669

0 ’
1Offsetting cﬁhts to Milwaukee County from this accomplishment are
included in ¢stimated ongoing service costs, ‘

21t is emphas&zed that other Turnaround Units (most notably the

CCSU) and other external influences also contributed to this
accomplishment. L " i ;
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" MILWAUKEE COUNTY pnoasc'r TURNAROUND }*\, o

‘ SUMMARY OF ESTIMATED SAVINGS AND RELATIVE ACHIEVEMENT

- — - - — - e -G e -

1975 BAseline gPotential Savinga)

E citizen Savings Business

| APPENDIX I1.2A

CutrentfAnnualiéedeavinbﬁE - ‘ R
Citizen SaV;P 8. Business |

: ,th;ltnenefits ,

ks

o , -Local Lo ~ Local
AR R, R - Qut=of=~ " Community Government .~ Total - Total Qut-of- , Community Government
. Benefit Category Pocket -_Imputed _ Savings Savings _Savings Savings Pocket ' _Imputed Savinga Savings -
‘Reduction An waiting time for ,885_$_36,300 851_8 40 515 83,719 § 38, 042 285, 754 $ -
"walk-in" citizen compla.nants « g‘ 3,93'0 "‘1,% 'g‘g'z ?‘ "‘6{'6" o ‘.‘ == g' 3%'7“' % = 7s $ 719 § $ . ’ ,
. Reduction in chsrging conference. 19 et
« - 49 744 22,334 - 172 306 o 103 718 348 102 393 356 56, 211 : 25 238 194 706 L I17,20L0
s §2§:§§,§2:;°.2§2§§§2§“8‘,‘*9? T 76,851 MBS T TRL9BI T LTI T Oresn o ST
Reduction in waiting time (from g9 979 40,808 06,559_ . 243,408 _ 680,704 763,237 - 100 846 45,762 343,775 272 , 854
scheduled start to actual start) '3‘: 083~ 148, 100 ~izo97™ 539‘ * 507,328 ~2;467,950" ' Tl H
Reduction in avoidable unnecessary 55,926 20,059 _ 150,,721_ - 8% 499 _ __287,_205 316,130 51,551 .- 22,073 165,879 66.627
+ trips - - 78, 8%0 23 278 T 212,475 8’3 856 T 403,449 B o —
‘Reduction in adjouriments for 335 _ 1,060 7,959 6,996 _ _ 18,350 21,102 2,685 1,219 - 9,153 8,045
sensitive crimes cases = —,',479— - 2-”-533- - 1-5‘-270— - —13' [0y St 3'5‘; m i RS S o So- 7,_". K ye
Subtotal - Savings related to : 277,819 120,561 _ 910,211 _ 414,621 _1,723,212_ 1, 901,340 305,012 132 334 999,267 . 464,727
_unnecessary trips and waiting 572‘093 757, T18 r'avafbvs T, 152,827 3‘87[?02‘ e T SRR TR AT
_Percent of potential achieved - 48 6 47.8 48, 0 36 0 44, S
In:etnal productivity and operating ‘ *, , . ‘ ; e Cot : ' ~
- economics - JUSTIS Phase 1 i . , $ 167,729( ; ‘ $167,729"
.- Increased collection of fees by i ' L SR o ' :
witnesaes, improved subpoena service " ,f35,600.,535,600 S
T ‘Subtotal - Savings not related to o S . o
__ unnecessary trips nnd ‘waiting = »~$ 203,329 - 35,600 . - $167,729
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