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FOREWARD

- In March, 1973, the Criwinal Courts Technical Assistance Froject
received a request for assistance through LEAA charnnels from the newly
appointed court administrator of Tolede's Municipal Court. Tha purpose
of this reguest was to provide a consuliaznt to work with the adiinistrator
in developing a conprehensive personnel system for the Court. Ouring the
Spring of 1973, tho cubstance of the request was discuseed in denth yith
the court administrator as well as with cther officials ‘nvolved in court
and LEAA operations in Region V. Accordingly, a censultant with the
requisite background and expertise in analyzing courc personnel structures
was assigned to respend to the request and a site visit was scheduled
for late June.

According to reperts from local officials jnvelved in the study, the
consultant was extremely helpful during the site vizit and was instrumenteal
in resolving a number of inmediate problems involved in the court's
personnel planning. Subsequently, however, he encountered verious dif-
ficulties in executing the final repart of his study and develoning
recormendations for the court to use as a guideline for planning., In
December, 1573, the project secured a dreft of the analysis pertien of
his report and forwarded it to the court administrator for his couments
and review. By July 1974, the final sections of the report and recommendations
had not been secured from the consultant, and it was thereforzs delermined
to publish the consultant's analysis as Phase I of the Reprit and the
Recommendations section, when completed, as Phase II. Since the site
visit, the court administrator has proceeded to develop a comprehensive
personnel system for the court based, in part, upon the guidance provided
by the consultant during the field study and preliminary analysis, and, in
part, upon the court administrator's own sensitivity and responsiveness to
many of the major issues involved. The planning for an adequate personnel
structure in the Municipal Court, supported by comprehensive and equitable
policies, has, therefore, begun and will continue as an on-going project
for some time. This planning will take into account not only the observa-
tions and recommendations of the consultant, but also the experiences and
developments in other jurisdictions. 'Although additional technical
assistance is available to the Court, the court administrator feels that
he has been given adequate guidance for personnel planning at this time
despite the lack of a completed formal report.
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Approxinately b esployces couprise the staff of the Toleao, Uhio
tanicipal Court.  About nadf of tads staff works in the Clerk's office
piicit is uirectly responsinle to tne Clerw, wao i35 clected for e 3ix ycar\
terty in a nunicipal election. Tae resainger of the Court's staff are
caployeu 10 probation, assicrient, tailitf, court repe ors aud oiser
court divisicns and are responsivle to tne Court Auninisorator, ang ulti-
pately, to tae Presiving ducge wino is elected by tne Judoes to nosad tne
Juuiges  Jepartiient tor ¢ ong year terin, ror nost of these enloyees, job
responsinilities uave evolved inforuaily over a pericu of years, wita no
foriial gesiguaticn of functions and supervisory relativnsaips.

I order to eeveliop a couarengnsive pursonnel oroirad 7or wie ouurt
waicn would oota redcay current veficiencies ana aliow for future noeos,

tite Court fgawinistrator, nicaard Friediar, requesteu assistunce tarouyn

LeAad's Lriwinal Courts Tecnnicai Assistance rroject at The Qierican univ-
ersity. Specificaily, .\r. Fricamar souynt tne following objectives:

(1) to develop job task ana responsitility uescriptions, (Z) to evaluate
tne organizational necus of tae ceurt relative to the present job uescriptions,
(3) to evaluate current personne} coupensation levels based upon botl
internal anu external comparisons, and (&) to develop a couprenensive
in-nouse training program for Court employees geared to bhoth job tasks

any promotional opportunities. Jicnaru Clague, a private consultant with
consideravle esperience in analyzing personnel systeus and oryanizational
structures, vas assiyned by tie Tecanical Assistance froject to perform
the requesteu study. ir. Clague spent tio weeks on-site, auring tne periou

of June lo tarouya 29, 1973,durinpg which time the purposes of tue Study
J J .




were clarifica and court euployees were interviewed. Of particular assistance
were Juuye Francis €. Restivo, v, Frieunar and Payiona olock, Clerk of
Courts. Tne resules of tnis effourt are descrioed in Lpe felioving sections

of this report.

;.
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IT.  STUbY METHLGDULGGY

While this study has primary applicability to the Toledo Municipal

Court, the resultant observations and recommendations have relevance for other

court systems utilizing similar organization structures and experiencing
similar problems in service delivery cffecliveness.

A. QObjectives

The primary objective of the conéultant was to determine the

adequacy &nd effectiveness of the Court's personnel menagerent philosophies,
policies and practices as viewed from his own angiysis as well as the
viewpoint of the staff and supsrvisors.

Specifically, the stucdy focussed upcn the following tasks:

1. Jdob Task and Pesponsibility Lescriptions

A raview and revision cof existing job task and responsibility
descriptions and development of descriptions where currently ncnexistent.

2. Evaluation of Organizational Needs Related to Present Job
Descriptions

Examination of adequacy and nature of present organizational
structure as defined in present Job descriptions and a comparison of these
descriptions with perceived organizational needs and consultant's recom-
mendations pertaining to jobs and/or structure.

3. Personnel Compensation Evaluation with Internal and External
Comparisons :

Examination of current pay schedule and practices, with

appropriate internal and external comparisons to determine adequacy, com-

pression points, and equitability along with appropriate suggestions for

P
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corrective action.

4. Development of Cemprehensive In-House Training Program Related
to Job Task te¢r Upgrading Fersonnel

Preparation of suitable structure and rechanics for in-house
upgrading of Court personnel, as appropriate, through on-the-job training
efforts involving shifts in work content and job responsibility.

During the site visit, additional tasks were designated for

study, including the folleowing:

° Determine current and acpropriate ratics of superviscry to
non-superviscry personrel
: : o ow . . j
® Determinz ratios of "oporeting” in clericei/secrets i ie] :
PErSOntiE | i
° Analyze superviscry structure §
° Develop methods for performance evaluatien §
° Examine cerpunications and data flow regarding ideas, grievances,
suggestions, work directicn, perscnal wmatiers
° Stuuy uzjres of e ployee satisfaction witaosory responsivilities
° Study degree of supervisor responsiveness to existing and
potential problens

The study as it evolved was designed to provide insight into i
current personnel management practices in the municipal court system,
coupled with recommendations for improvement, if appropriate. The study
would be based upon interpretation of employee review of written personnel
management policies and the consultant's observation and analysis of
current practices. In terms of operational efficiency of Court processes,
this area was considered only insofar as it direcctly affected personnel

management practices or problems.
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B. Methodology

1. Review of Job Descriptions

Where written job or functional descriptions currently exist,

a review of their content and format was made, along with a coniparison be-
tween duties described and cuties performed as determined by employee inter-
view data.

Where no job or functional descriptions currently exist,
recommendations have been rizde as to positions or functions requiring sae,
and suggestions as to format and content areas. It was determined that the
actual preparation of job descriptions would be beyond the scope of this
technical assistance assigrment.

2. Ratios of Surervisory to hon-Supervisory Personrnel

An analysis of the effectiveness of present supervisory ratios
was made along with recommendations for imprevement or change as indicated
by the analysis. Sources of information for the analysis include existing
job descriptions, employee and supervisor interview data, accepted super-
visory standards, and the judgment of the consultant.

3. Ratios of "Operating" to Clerical/Secretarial Personnel

4, Supervisory Structure

A review and analysis of the supervisory structure and staff-
to supervisor ratios were made. Recommendations for improvement in personnel
management practices resulting from structural concerns are provided. Principal
focus was placed on general perSonnel management concerns first, with

operational concerns as a secondary issue.
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5. Salery Structure Evaluation

Examination of the job pay grades and accompanying salaries
paid was made to determine any structural inequities or problem areas. To
the extent possible, a review of the impact of the present salary structure

was conducted. Recommendations regarding restructuring or shifting of job/

pay levels and practices are provided. It is assumed that & major objeciive :
of the salary program is to provide an adequate and competitive salary for ?
each employee, recognizing the skills required in the job, the responsibiltiies i

of the job, the experience of the individual, and the perforiarce of the §

employee. A comprehensive sclary study with market comparisons was not

- ;;# anticipated or plannad as part of this study. ’

. 6. Performance Evaluation Recommendations :

. | Commentary and recommendations as to advisability and metho- |
dology of conducting performance reviews and evaluations have been developed.

R Employee interview data reflects the interest in and need for such activities.

;_ oy Guidelines for recommended efforts have been furnished, with suggestions g
for supervisory preparation and training activities. §

o= ;'n ‘ 7. Communications/Data Flow

L Utilizing employee interview data regarding sources, direction,

- - nature, and adequacy of information flow in a ceurt system, an analysis of the

F“ H communications patterns between individuals and work units was completed.

) Problem areas have been identified, and comments provided regarding possible
S‘“ i]' - corrective actions. Areas evaluated include co-worker communications,

supervisor-to-employee communications, department-to-department communications,

and other appropriate areas. | . :

L



8. Pride in Job

An assessment was mede through employee interview data of the
Tevel of individual job satisfaction end sense of personally contributed
value, as seen by the interviewed sample of personnel. The degree of
presence or sbecence of positive jeb rotivational factors was detormined
from the sample of employses intervicwed.

9. Supervisory Posponsivencis

Individual reaction to the supervisor's resporsivensss in

handling and avoiding probless regarding weork content, work loads, personnel

. conflicts, and other appropriate areas have been summarized and interpreted,
e R This provides a feedback mechanism to supervisors for their
review and possible acticon. Since éevera1 areas are presently undergoing major
& changes in work nature, structure, and content, this information should
- ';Qﬁ be helpful in assessing what further communicaticns and gensral management
. information needs are or are not being met. For other supervisors, it will
= provide insight into how they are seen by the employees they supervise,
Here again, a sample was used since it was not possible to
v m
interview the entire work force in the court system within the project time
!é; ;.; constraints.
10. Training Needs and Methods
L Commentary on areas and methods of job skill training of court
ﬁ‘ ’g employees has been developed. This includes observations as to traininy
o needs, current methods, employee-perceived needs, and possible approaches
IE;;;," to pre-service and in-service training of employees for increased effective-

ness.




C. Comiuct Of Ltudy
Tae privary cotiods usea in gethoring, analvzing, ans wvaleating
data callea for in toe stugy strectire are described below, The basic
approacies usce inclaucu revier and analysis of edsting pertinant aGliuent.,
coiversations witn supervisory ane wdnadgfaentl oorsonnet, straciures iner-
views witn a sweple of eoployoes Trad cacd arcs of tne coart svsioas fivid
ouservations and interpreiation ©/one consuitani in corcerladin auprorriaic
court personnel.
1o devien of codiuing artirens asenents

A revicy ana analysis of existing arpropriete ducdnants Las
Maue Lo welerning pust practice, sietea paiiosennics ol Gooraiivn Len Tt Sl
or dunlicd) anu to wain fusijec Tnle the oporaling wecnis s of ot 8y3-
tea. 1t is duportant o point cul nat tids anafysis Lol Only inciudcd
review of the stated cuntents, policies, or practices, Lut also fuldsed On
tie psycnosucial dupiications on work perforiance tnat tiese stateucnts
mignt produce. In otaer wores, tne stated ecnanics thuaselves oy ided
jndications of areas to bte prowes for iupact in subseguent eiployec inter-
views. Tne uvocusient revied, then, proviued both a content analysis of the
systew and the basis for process inpact analysis tarough eubloyee interviews,

Docunients revieves included, but were not Timiteuw to:

° Job uescriptions

°  Function descriptions of work units

° ork unit or departmental personnel policies, witere availauvle

° City of Toledwo personnel policies
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Court and City salary/pay schedules and classifications
Court records, operating reports, and in-process documents
Samples of routinre inter-office corcespondence

Samples of written work directions and essignments

Samples of court documents processed by various employees

° Draft materials of the 1974 Toledo/Lucas County Comprehensive
Plan for Criminal Justice

Organization tables, lists, and charts.

2. Supervisory/anagement Conversaticns

Through personal contact in group end one-to-oneg discussicns,
insights were gained into superviscry expectaticons of the study, current
concepts of Court personnel supervision and how superviscrs viewed their
own roles in relation to their employees and colleagues. Time was spent
in formal discussion with each supervisor individually in two separate
meetings of approximately one hour each. The first such conversation took
place before employee interviews began. The second occurred approximately
midway through the employee interview schedule to permit the consultant to
gather information to clarify for himself some of the employee data trends
becoming evident. Two group meetings with all supervisors avai]ab]é were
also held to frame the study effort and to;assure agreement with the study
structure, purposes and methodology.

3. Structured Employee Interviews

An employee interview pattern was formulated in accordance
with the stated study structure. A sample of approximately 50 percent of

all court employees was constructed with supervisory assistance. Criteria

i
|
i

i
I
H
i
i
H
b
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for sample selection included:

° Numerical total of approximately 50 percent of euployees in :
each organizational unit. i

° Representation of all job Tevels in sample, where available.

Representaticon of broad range of employment cervice from newiy
nired eaployees to nultiple year veterans.

° Employee availability for interviews during June 20-June 29
period.

Employees could refuse to be interviewed if they desired.

This method of interview sanple selection may leave some things desired as

far as scientific method goes but has adequate validity for developing
information. Interview length was from 45 to 50 minutes each, with 15
minute intervals between each for notation summary, etc. Interviews were ;
conducted during work hours and in private by the consultant, with standard i
confidentiality and disc]osufe procecures in effect. A1l employees scheduled
appeared for interviews and voluntarily provided data. Areas included in
the interview structure included, but were not limited to, the following:

° Nature’of job performed.

° How employee was hired for job. :

® How long employee has been in present job.

° How long employee has been in court work/previous jobs held by
employee. ‘

° How job is defined and assigned.

° How job skills were learned.

Y - L SO N

° What training employee has had and what training has been received
since taking current position.

° How performance standards are developed and used. How people :
know them. ' .
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What work content reﬁationships are between employvec's job
and jobs of others.

Employee's reactions to present job, previous ones.

What employee 1ikes/dislikes about job content.

What employee likes/dislikes about working at the Court.
Who provides work directicn and supervision.

Employee's relationship with supervisor and other vorkers.,
What employee's supervisor does.

What could be improved and how.

What should be left as is and why.

Employec's future job intercsts.

Employee's future plans.

How wuch influence on work and methods crployee feels he has.

Employee's description of information and ccamunications flow:

* from supervisor to erployee

* from employee to supervisor

* from employee. to others in unit and vice versa

* between groups in unit

*  between units.

How emp]oyee‘knows how he is doing.

Is employee sure he is doing what needs to be done. How?

Would employece recommend the court to friends as a place to
work, why or why not.
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m A total of 4o interviews were conductew over a 10 dav period.

e . The interviews were cunaucted in an informal setting, using the aquostions
E“'" avove and oi:ners that followed from answers yiven. o rucordings vere |
g‘_‘ﬂ made. Tne consuitant Jid wake notaticons during tne interview, witnin full
| ’ view, knowledge and agreedent of intervituces.  F6llowing each inter-
§ - L'lﬂ Vig, Suiliidry notes and conaents vere cictated on Lo tare caririvoes by tne
e consultant four later reviow and usc.  Lenlovee dntorvicas accountoa Tor
& 65 percent of on-site consaltant Lile. :
I G. Fieda vosurvations fvoconsadtent
P ram
, ) Tie vas spent in obserying cuplovecs at wors tu deiendne it
,_W_E Tuteraction palteras wescrineu 1":; intervicis sere chscivalie anu verifialle

by consultant. such ohsoervations cast Turtaer 1Tioht on iniervien duta. i'
e In addition, tne setting and larcut of worh arcas uas evaldatea for Cacir
o ’ potential Lnaccs on interaction processes, siorh effectivencss ane jen-
e

eral efficiency. JStanuard 36C1GLCLric and Jroun dyvnaics aCasuronents
(S of on-going work processes vere uscu wiere possible and anplicable.

5. Refineent of leco.scndations
e Perjouic uiscussions wita appropriate supervisery ang uoh-
; {' interviewed euployees vere neld to explore ang probe tentetive conclusions
T—

reacieu frow interviens ana docuwent study.  Tharcuygn sucn reflective pro-

cesses, tne consultant was able to verify, awplify anu uniore correctly tarqget
conclusions and recosmendaticns.
6. Summary

The studv netnod involved both review of docunentary data and

extraction, interpretation, reflection and field validation of auployee-
b

1
oy
i



w— R 4
2 "]3"
: gencrated siudy information. The basic approach was one wore characteristic
. of applied social sciences than that of pure empirical review and
l - comudentary. For this rcason, it is felt tnat tne conclusions rejarding
E: l exisling conditions are reasonaily accurate and are vell supported by ead-
,. ’ -
o ployee reaction uata. Likewise, subsequent recoimicneations for corrective
: ! or preventive action are viere Tikely to receive interped systonr sapnort
g 2
L since tney nave a vasis in systuwi-generaied and ovned observations.
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I11. ORGANIZATION OF THE TOLEDO MUNICIPAL COURT

The Toledo Municipal Court contains two major divisions: the Judges

Department, and the Office of the Clerk of Court, Each of these divisions

has sub-units or departments, depicting the division of work or services

performed. The very nature of the organizational structure tends to create

operating difficulties which will be described in detail in a subsequent

section of this report.

The Presiding Judge, as head of the Judges Department, is elected by

the judges for a one year term of office. The Clerk of Court is elected

by general public election for a six year term of office. Thus, it is possible

that any given Clerk of Court may well work with several Presiding Judges.

While the Clerk of Court may receive occasional directives from the Court

through the Presiding Judge, the Clerk has virtually no direct accountability

to the Presiding Judge. Likewise, the Presiding Judge is limited in his

ability to supervise or direct the operations of the Court as they relate

to the Office of the Clerk of Court. Operationally, the Judges Department

and the Office of the Clerk of Court are viewed as two distinct and relatively

separate units having common work contact through the processing of Court

business.

A. Judges Department

1. Judges

There are six (6) regular Municipal Court Judges including the

Presiding Jdudge who exercises administrative direction over Court proceedings

under his jurisdiction. In addition, the Court uses the services of four

(4) retired or visiting Judges

and two (2) Referees. The Presiding Judge
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uelegates nden of tne adiiinistration of Court Lusiness to the court Adminis-

trator, uvno reports to the iresiding Judge and toe Jduuges' Coositice con-
poseu of the regualar Junicipal Codrt Judges  (See Appendices B and C),
The Jduages in cowsiittee constitute the personnel policy-making tody for
tne Court.

e Lourt Suainisirator

The Court Aauinistrator is, Ly structure, tac adainistrative
panager of wusiness in trne Juuges deparvent. waile he has cuniern for
the effective ana efficient processing of all Court business, e as Lo
airect autnority or respensititivy for tae cperations of the Ciorn of Lourt
office. The variocus separticnt neads aave rencrting raiationsnins to the
Court Adwinistrator regaraing tne operaticns of their respoctive dnits
(See Appendices B and C). It should be noted that the Court Administrator
nas cirief responsiﬁi]ity Tor tae preparation of Luugets Lo be sunaitteu
to the City Council for anprovai.

The .iunicipal Court operates 4s a relatively autonoious unit
from tie rest of City governmient, with separate budget and personne)
operations. twployees of tie Cuurt are not covered under City euplovee
contracts or umder the City Civil Service structure. Tais is true for both
units of the Court: the Judges’ ODepartient and the Clerk of Court office.
The Court Administrator's job uescription calls for the establisnment and

maintenarce of a personnel adwinistration system for Court euplosees. 1In

operational reality this applies to the Judges Department as opposed t0

T T

including tne office of the Clerk of Court as well. The Court Agninistrator then

Spprcp o e
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forrulates anpronriate personnel adwinistration policies and regulations
as necded. Department heads .iay also fonuulate operdating proceuures for
their units Lased on tne overall pulicy guidelines.

Reporting to tne Court Auaninistrator are tne neads of the
following units:

(a) Assignient Cowaissioner's Jepartment.

(b) Court eailiffs.

(¢) Froitaticn anu Corrections Departuent.
(47 Court -wcoreers.

(e) Purchasing/Fayroll.

(f) Cxecutive secretary.

The Court audiristrator is cearged witl responsitility for
the éffective operations of tnese units tarougn their respective dairectors
ana supervisurs.

(a) Assignaent Cormissioner

Tne Assignisent Cowitissioner and nis staff of eigit
nave prinary responsitility for tae siooth functioning of tae Court's case

load. . -Principle focus is on tie scaeduling amnu tracking of civil cases

in process, since this area comprises a major portion of the extenicu trial

case load in wunicipal ceurt. In addition, the Assignuent Comirissioner's
office nanales all dncowing progress inquiries that come from attorneys,
defenuants, plaintiffs and other interested parties, as well as the

scheduling of judges, court roouis anga law clerk/bailiffs. The initial

data processing of case inuexes and suiiions wmaterials including the primary in-

put key punch work, is also handled in this office.
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The Assignment Commissioner has an able assistant who handles
the communications effort, does much of the key punch work, and keeps track of
items in process. Since the office is located adjacent to the Judges' offices
and chambers, there is heavy public traffic moving through this office daily.
Additionally, there are two clerical personnel who assist in the on-going
management efforts.

The Supervisor of the law Clerk/Bailiffs also reports to the
Assignment Commissioner. His responsibilities include the supervision, assign-
ment and training of Law Clerk/Bailiffs. These are generally law students who
work for the court in various capacities in the court rooms. They have respon-
sibility for physical set up and operaticn of court proceedings, court room bailiff
duties and additional work as legal assistants and researchers for their court
room assignments. There are five (5) Law Clerk/Bailiffs as of this writing.
{See Appendix B).

(b) Court Bailiff's Office

The Court Bailiff's office is composed of the Chief Bailiff,
an Assistant Chief, Bailiff, two (2) supervisors and nine (39) deputy Bailiffs.
Each deputy is assigned a general terkitory of the municipal area. This unit
is responsible for serving all court processes including summonses, warrants,
garnishments and attachments and court-ordered replevin and repossession
actions. In addition, the City of Toledo Muhicipa] Court also handles some
legal actions for neighboring municipaiities which become part of each
bailiff's work area. Field training and audit is a major duty of all super-
visory personnel. Each of the two supervisors is also assigned a daily case

Toad of field work in addition to supervisory duties. As opposed to the court
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roon activities of tne Law Clerk/vailiffs in the Assignmaent Cauiiissioner's
office, the Court wailiff's work is outside the court room in the cownunity,
and public contact and investigative skills are a critical part of nis
duties  (See Appendices B and C).

(c) Probation anu Corrections leparticnt

ne Provation ars Corrvections Denartaont nas ex-
perienced recent rapid growin, Loth in teras of staff and case load  The
structure consists of a Qirector, an Assistant Jircctor for Auninistration,
a Case work Supervisor, eiynt (o) Frotaticn Cfficers, five (L) rara-profes-
sionals, a Traffic schoul steff of Lurce (o), anu sis {(u; clerical support

personnel. The Jepartment is physically separates in tyo different office

buildings about one (1) block apart  {>ee .\ppenaices C and F), The Probation

Uepartiient is organized in twe aivisiocns based uson Jjob functions and
program areas. Section VI of the 1972 Toledo Municipal Court Annual Report
provides a description of the type and level of activity performed by the
Probacion anu Correcticns uvepartient.

(d) Court Reporters

Presently, tiere are two (2) full-tiume Court Reporters

available to the Court for_recording anda transcribing Court proceedings.
One of tne reporters functions as tne supervisor and Chief Reporter, making
schedu]fng and administrative decisions. The Court Reporters also are
available, as Court scheaules perinit, to transcribe Court proceedings for

attorneys on a cirect fee basis.

S
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(e) purcnasing/Payroll Lfficer
Furciesing and pavroll functions are performed by

one persun worring in concert wit: the Court Administrator .:o the rresiding

Judge. iie employee currently serving as Purchasing/Payroll Officer formérly

serveu as adaiinistrative Noe to tae Jduuugas Tor several years tefore tac
Court Auwdinistrator was airuea,
) hpetdedve seoratary
Toe ciecutive Ceoretary rorerts to uhe Seourt Td-
sinisorator ang aszsists it aosdeisoralive rerorts wnd oD o caltors. Lo

waintains taw porsonnel recora files for the Juescs  departeoant.  fer pre-

g

yious Lacugrounu in tne Slerk of Judart office proviges a cass of slidl anu

ability founy valuanie v the Lodrt ~diinistrater.
weo Clerk of Scurt

The Cleri's offi

(@]

e is aiviveu into two .ajor trancaes: toe Criminal

srancih ang the Civil ur

o
¢

il

n. Tae Cierk of Court, as an elecied official,

(&}

nas complete control of the operaticns of nis office including staffing,
policy wmaking anu personuel aduinistration. The Sceretary to tne Clerk
also serves ds Ciaier Jdeputy Clerk in the Clerk's absence.

1. Criuinal uranca

Tne Criminal vranca nas two snifts of personnel with two (2)
Supervisors and fourteen {14) Denuty C]erks on the day shift, anu one (1)
Supervisor and six (6) Deputy Clerks on the night siift. Tnis branci
processes all docunients relating to all traffic and criminal cases nanuled

by the #unicipal Court. iiith tne exception of designated casniers and

st
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Journal clerks, the deputy Clerks receive no regular specialized assignments.
Work is perforied on a pooleu basis on the theory that it is iportant
for everyone to be able to do all needed vork in the branch. Generally
speaking, newer euployees are trained Ly nore experienced personnel dand
spend a greater share of their time working tie putlic contact counter
than do tne wore experienced eiployecs in tie Lranch. The Crivinal LIENCH
is Tocated on tie first floor of the Court builuing for easy public access
(see Appendix D).
Z. Givil uranca

The Civil Lranch nas one (1) Supervisor and tuenty-two (22)
Ueputy Clerks to process all civil case actions cuiting through the Clerk's
office. In contrast to the Criminal sranch, the Civil ovranch uses “desk”
assignments vhich proviue a degree of specialization anu specified account-
ability for assiyned euployees. There are eigat (O) gencral areas of desk
assigniuent:

° Aia Vesk

° Counter/Contact
° jvew Cases Jesk
o

Sunmons Desk

°  bookkeeping

° Trusteeship Desk
° General Clerk

Data Processing

(See Appendix E)

e
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The Tevel anu natdre of case activities in both brancines of

the Clerk's office is described miore fully in the Court's 1972 Amwal leport

(Section V1),
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IV, ABALYSIS OF EXISTING SITUATION

The following observations are a product of data collected during the
study from employee interviews and docunent review, \hile nuch of the data
gathered through personal discussions with employeces nay be a product of their
perceptions rather than actual fact, it is nonetheless siguiticant as an
indicator of the general work envircr-znt at the Court,

As a general chservetion, it should be noted thet the physical setting,
equipment and total lack of reasonable space contribute greatly to the
moyale and attitude problers described later. Sccial science research has
repeatedly shown that acute proolers tend o expand to near crisis propor-
tions when the physical setting of work is viewed by employees in a negative
way. Whenever people are so crowded together that the roveant of one
affects the others, smaller problems suddenly become bigger ones. The close
physical proximity and physical hazards that employees are confronted with
daily can only nake the situation more explosive,

Remodeled and expanded facilities are critical to the effective operation
of the Court and to a reduction in employee frictions. The 1973 report of the
Regional Planning Unit makes brief mention of the deplorable facilities.
However, it does not make clear the serious negative impact of the present
facilities upon the staff involved.

A. Judges Department

1. _Overview
On the whole, personnel in the Judges Cepartment were very coopera-
tive and helpful. They displayed a general level of moderate to high positive
attitudes toward their work, their supervisors and general employment con-
ditions. As with any study of this type, there was a degree of curosity

displayed regarding the purpose of the consultant and the anticipated result
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of nis work. Tne gverall reaction of the Judoes fenartiaent personnel was
in asarked contrasc wiva tae reeduainently cautious and nogetive roaction

aisplaycu bty the Clerk of Court office persennel, as descriled later.

vetveen sutdinitls of the Juujes' Leparbaent a sense of overall cohesiveness

~
1

vas lacning.  wilie o coen frictiors ur overt antagonisons ornzor Lo exist,
there was no uispiayeu sense of codon purpose ang tean unity din this areo.
Eazh subunit appeered to nave worsad ithirgs cut well vitnin 1ts oun area,
but nac not wade an effort to intecrate its subunit 7ully vitain the totel
activity of e dudjeds  Looaro.ant.

Each sucunit as a aigin voluse vworkioad in relation to its staffing
Tevel, andg, taus, cine pressures oTten preclude @ll saluniis working together
in an integrateu Tesaion. s sescrited later, the role of the Lourt Aduinis-
trator is net yet clear or fully accépteg by all of the staff -- a factor
whicn adus to the lack of ceorgipated preventive action planning whicn shoula
be taking place. Tais proides was particularly evident veten the various unit
heads et together witn tie Court Aduinistrator and the consultant on two
occasions to discuss tais stuuv. Uther Tater obscrvations further supported
this finding.

The relative neuness of the present Court Adwinistrator, coupled with
the difference in style between nin and tae previous Administrator, may well
contribute to the distance between he andvthe staff which was apparent to the
consultant. A clear style of operation of the unit heads working as a team

with the Administrator has not yet developed. Each unxzt head either pre-

fers, or has not developed an alternative, to work directly with the Presiding

DR
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Judge on operating policy wavters, and with the Adwinistrator on nechanical
or equipuient/supply oriented matiers. i
2. dudges

Unfortunately, tnere vere no opportunities during ine site

visit to spend siynificant tive with the Court Judges aiscussing their views
of court cperaticn. oowever, Lricd conversations Leivonn Court so3sions
did take place and were supplesentes vita reviews of tne journals of tne '

Judges' nieetings wicn dealt s.ith operational concerns. Judde lestivo,
b t o

Fresiuing Judge, revigvea the stuuy outline ang cercurred with its feocus.

e furtoer ingicecea Last 1L e 615 Ge3ire 10 aavi Gic Stuuy <Ohnothiirate

%

on the staff employees of the Gourt rather than be couplicated by adding in

the potential bias of toe Juuwtes' opiniens,

It was apparent that souse of tae Juages hau ceceqe avare of %
problews in the Clerk's office aru concern was expressed by several of then
about the personnel practices and possibie abuses vccuring in that office.
Uther concerns ueall wita tae necu for an intedrated and codified set of
personnel policies for tine entire nunicipal courf systew to replace the
either pieceneal or non-existent uateridls now in use.

Guestions were raised concerning the effectiveness of case
scheduling ana processing. Are things being done in the most expeditious,
yet equitable way? Are the resources of the Court enployees being developed,
tapped and utilized to tie best possible extent? HLow can the Judges be of

assistance in facilitating neeued improverients? Shouldn't there bLe periodic

management training for the Judges to help them becoiie more efficient and

i<

effective? OUther attitudes reflected the converse, i.e. that court operations

should be left alone.

}
{



3. Court /ministrator and Relates Staff

Inctuacu in this scction are comments and observations re-
garding the CLourt Auuinistrator, court feporters, ravroll/iarchasing of ficer
and Uxecutive Secretary. 7These are grouped together due to the Tiiited size
of their respective work units and their close wernin: and supervisory
relationsinin witi tie Court Adiinistracor.

(a) Court awoinisiretor

ine Court Ffaminiscrator appears to be experiencing an
internal dilwia as to His onereting rolc.  Tne nevmess of tne position of
Court Auuinistrator, the relatively snort tenure of toe First Fdninistrator,

.

anu toe arrival of a second Sauinistrator Lave @ll aslpes to create the
tentativeness of tne present awidnisirator's style., inz aicootany Latween
needs for facilitics, wouivaenl and operating systo. funroveients, and
the needs for tne uevelonient of wianage.ent and persornel acainisiracion
wetnous furtier adds to the siletsas of tne Court Adninistrator.

tis general operating stvie is a reasorably relaxed one
with an undercurrent of deterwination and occasional directiveness characterized
by some impatience in dealing witih others. Converseiy, he is often reluctant
to assert fijmself in situations where the individuals or the situation itself
seeli to call for clear directions fron the Aduinistrator. ne expressed con-
cern over how best to fit his style of managewent with the needs of tie Court
whicn call for greater organization and definition of work assigrments and
methods and a clearer sense of overall direction and coordination between

work units. Tne factors of tine and increased experience viithin the Toledo
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Court systan should assist the Aduinistrator in resolving suwe of these
concerns.

Further, the Adminisirator has taken on tiae task of at-
tempting to cridge tine gulf vetween units of the Judges' Departient and tne

office of tne Clerk of Court. Juc to tne fricticns and operating deficiencies

describec throughout cais report, tnis roie is taxing and aigaly tine-

- consuining.

' k. The Auiiinistrator ay svon find ninself caugat in an
T activity trap wnere he is tusy solving waily onperating probiess ane nejlecting
. !
: tne developuent of longer range plans, goals anc operating oujectives for
ad B
I — the integration and iiprovesent of court services and procedures. Tais way
o e occur partly a5 a result of his uvwn style of operation and partiy as a result
. of his staff, consciously or unconscicusiy, proviuing vork to tie Adguinis-
trator.
Tie consultant was fiwpressed with the overall abilities
—— and observable talents of tne Administrator despite the described problems.
With added confidence, ne should achieve clearer support from tne unit heads
ol ]

and can, ticreby, perforu a major role in iwproving the Court's operations.

Although the Adiinistrator's job description calls for

.

tne developient and aintenance of an overall persunnel auministration systen,

at present, tihe situation parallels that of a patchwork quilt, in that bits

m

and pieces of policy and procedure exist rather than an overall personnel
systen per se. The apparent personnel guidelines being used are colposed

mainly of elenents taken in direct copy form from the City of Toledo “unici-

pal Personnel Policy materials. Since many of the City euployee policies are

|
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not directly applicable to the Court situation, there are gaps unich way

or may not be filleu Ly Codrt-gencrated policy. The consultant was unable

to finu any wanual or accuiwlation of policy statedents constructed for the
Court tiat sras consistent for ail units of tiie Court. Tueg iniplicaticn

would seeut TO be thdaT tiere are souie generally roecognizev and accepted
practices vased on nisturical practice anu tne City personnel wainwal, Lut

no court-yidue personnel sysici as sucn. Tais Teaves persornel policy watters
to tne discretion of unit heads excent for salary actions waicn are besed

on tae City salary classificacions and sciedules,

Tnis situation raises natural guestions as to consistency,
equily dnu SCURU ULEN TeSCJree wanaywiant. The keepint of careful and
detaileu perschnel records nas oniy Lequn lately with the last one ang a naif
to tuo years. Tnus tne accurate ceterniination or accurulated leave tiue,
service bunhus credits, absence recorus and perforiance/discinline nrobilans
and actions pouses a prohLien. wnile the naber of Judges Lepartuent a.nlovees
is relatively small, the problen still exists and is cowpounded by tie
hign level of average vears of service o7 tiese euplovees.  Suae ork units
have prepared tneir oun policy staterient waterials waich are given to anloy-
ees, wiile otner units leave policy deteniination/application decisions to
the unit nead on a problei-uEndny tasis.

Presently, there is no apparent prooras or uetiaouology for
deteriining levels of eployee perforuance effectiveness. witn the Court
systeii's nign tevel of "fire-fignting” management approacn, the juportance

of perforuance ianagewent in regars to long-range operating goals nas receijved

R mr .
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little attention. Currantly, perforuance evaluation efforts are done dn
an ispressionistic basis, if at all. lore often, perforiuance effectiveness
is dealt with by unit heaus con a situation by situation {or protlec/exception)
basis.
Individual vore assiunaents for euployees in the Judges’
departient as a aatle are develonsd tnrougn enterding or revising vaat
have been traditicnal or histerical operating functions. Tue Suntinistretor
is working to correct and rewefine this approaca, witain tse tice 1aits
his clher activities perait, As new processes and operating proceudres

are uevelopeu, revised joo tunciionfresponsibitity/oojectives yescriptions

will need to Le prepared. Concurrent e:plovee wovelorsent and training

efforts.wnicn are now virtually non-edistent will also nave to Le ueveiopeu
and instituteu.

Tnese probleas wiiie pertaining to tne uperations of
tne Judges' uepartment as a wnole, snoula rot be construeu as failures of
tihe Court aunrinistrator since tney developed tefore an aduinistrator ever
enterec the systean. They Jdo point out, hoiever, areas requiring nis proupt
attention vefore they become even wore difficult to correct. te will
need continuing outside assistance in getting soue of tinese itenss under
systematic developiient. Given the staggering load of daily operational
problems facing the Adninistrator, he woes not presently have sufficient
staff assistance to botn develop tie iiuch needed operating systess and
plans, operate the daily court business volue, iuprove tihe inadequate sup-
port facilities and equipment'prcblems and develop a cohesive operating

tean. These are all pressing issues requiring immediate and extensive action.
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situations. The actual number of these accurence may be small, but the
potential is real, further increasing the dilemma of the Administrator as

he attempts to establish an effective and accepted role in the Court's
operational management. The Purchasing/Payroll Officer also appears unclear
as to where he fits into the operational scheme. This could well lead to
under-utilization of his skills and experience. It is also possible that
he needs to be retrained to perform in another job area in the Court system.
Given the low but present Jevel of competitiveness he feels with the
Administrator over what should be done and who should dc it, this alterna-
tive may become a necessary way out. A clearer and broadly understood re-
definition of his role must be developed.

(c) Court Reporter's 0ffice

The Court Reporter's office, currently consisting of two
people, has more volume present1y than it seems able to handle. The
reporters work both from standard court stenographic machine tapes they
prepare personally and from recordings made in court rooms when a reporter is
not available. The recording machines apparently present some problems of
clarity, background noise, etc. which means transcriptions prepared from
them may take extra time with a potential loss of accuracy. Since the
sources for Court Reporters on a full-time employee basis are limited and
since there appear to be prcblems regarding the use of part-time private agent
or free~-lance court reporters, additional staffing becomes a somewhat serious
concern. Steps to a]]eviate a long-term staffing situation need to be taken

now to provide for the growth and development that may be needed in breaking
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in new personnel. Although temporary Reporters are not the besc long-
range solution, they permit situational flexibility at 1{ittle Tong term cost.
The Chief Reporter has some apparent supervisory duties
which were not readily apparent beyond that of scheduling. If a definition
of her role exists, it is not clear to her precisely what supervisory or
management respcnsibilities she has. Ho written job description was pro-
vided, leaving the conclusion that perhaps none exists. With the dual internal-
external services performed by the Reporters, clear definition of internal
responsibilities and indication of operating priorities should increase the
effectiveness of this unit.
In summary, the Court Administrator's office functions
at a reasonable level of effectiveness. The span of control for the
Administrator is at a theoretical maximum, assuming that he should
exert a degree of supervisory control over the activities under his charge.
Since the Administrator is directing his efforts in three divergent areas
(prbcess equipment involvement, facilities upgrading and general management)
it is understandable that his direct impact on any area will be a function
of the attention he puts toward it. He cannot master all three at once.
He appears to have chosen the first two as a means of effetting improvements,
perhaps to the detriment of the third. The general mahagement and supervisory
area will be difficult for him to master given his natural style, the history of
relative independence of his work units and the time and effort required of
his or her duties. A clearer work relationship needs to be defined between the

Administrator and his staff chiefs, both in definition of relationships and
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responsibilities and in work direction/reporting interaction. Without clear
guidelines, major changes planned by the Administrator for the good of the
Court will meet with passive but effective resistance. Since the role of the
Administrator is relatively new, most people have‘not yet made up their minds
how to respond to him. It is the consultant’s opinion that a confrontaticn cf
moderate or Targer scale would put the Administrator in the losing side unless
he can develop an operating L:.< on his own. Wuile l:i can garner support’

from the judges and particularly the Presiding Judge, he cannot substitute
their authority for that which he already has in theory. He must be able to
take clearer stands and establish his Teadership positien. It is possible that
a sixth work unit, data processing, might fall under his direction. This would
be a mixed blessing in that it would increase the span of controel and provide

a basis for real change while further diluting the energies of the Administrator.
This may be inevitable, given the almost total lack of sophistication in
management practice exjstent in the Clerk of Court's operation.

(d) Assignment Commissioner

The staff in the Assignment Commissioner's office consists
of the Commissioner himself, one Assistant Commissioner who also doubles as a
clerical/secretarial assistant and two clerk-typists. In addition there is
one supervisor of the Law Clerk/Bailiffs and four Law Clerk/Bailiffs. Primary

activities of the Assignment Commissioner's office are to schedule the approximately

6,000 to 10,000 per year,as well as to arrange the scheduling of judges and facilities.

The Assignment Commissioner's Office also handles lawyer communications, basic
legal research for some of the judges as requested, and provides estimates of

approximate court time involved in any particular case going to trial. At the
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time of this study, the key punch operation formany cof the data processing
functions being perforiied in the Municipal Court was being housed and

handled through the staff of this office in addition to its regular duties.

The Assignment Commissioner's office serves as a focal roint for much of

the Court activity in that the functions of scheduling, recording and pro-
cessing information regarding trials, judges and facilities occurs in this

one small office space which houses the entire section. In general, the Assign-
ment Commissioner's office appears to function on a relatively well organized
and effective basis.

As with most other sections of the Court system, an
increase in the peak case load at any point in time obviously creates some
manpover and service problems. The new Federal Criminal Guidelines will mean
an increase in activities for the Assignment Commissicner's staff, and the
expediting of appropriate court papers and documents will te essential for
achieving operational improvements in the coming year. Coupled with the
expediting of document and forms processing, will be the need to develop standardized
forms and handling processes which, up to this point, have occured either through
serendipity or through occasional suggested improvements on the part of various
members of the staff associated with this office.

It is inﬁeresting to aote that this office was one of the
few observed during the course of this study that attempted to 1ist for jts
employees personnel policies which applied to their particular assignments in
the court. Basically the set of policies that employees in this section

received is a copy of the Toledo Municipal Employees Personnel Policies with
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approximately 807 of the appropriate changes in names of agencies or super-
visors having been made. It was noted, however, that some of the policy
statements still made reference to the Toledo Department of Personnel, which~
wouldsin all probability,not he the appropriate personnel administration agency
for court employees since personnel matters for the court systen are handled
through the Court Administrator's office for those ewployees working in the
Judges' Department and by the Clerk for those court employees working in the
Clerk of Court's Office. As indicated earlier, the Toledo Municipal Personnel
Department policies serve &s a tasic guideline for supervizory decision making, |
but no formal policy manual for the court system per se was evident during

the ccurse of this study.

Job descriptions for employees in the Assignment Commis-
sioner's office were provided for the supervisor of the Law Clerk/Bailiffs and
for the Law Clerk/Bailiffs themselves. Job descriptions for the clerical
positions and that of the Assistant Commissioner or the Commissioner himself

apparently do not exist or were not made available at the time of the study.

- The job descriptions made available are primarily statements of activities to

be carried out by the particu]ar job incumbant with no detail as to specific
functions to be performed, specific responsibilities to be discharged, level
of authority to act in any given matter, or any statement of how working and
operating objectives are +to be worked out. It would, however, be unfair to
say that employees in this area did not have a clear picture of what their job
assignment was. The consultant was impressed with the fact that,for the most

part, the employees in this section had perhaps a clearer picture of their job
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responsibilities through verbal conversation with their supervisor than was
evident in any other section ¢f the Eourt system. It is important to note
that if the Assignment Commissioner's office operates with the clearest
definition of job responsibiiity, but does so on a verbal level, this would
raise serious questions as to how other employees in other portions of the
court system gain any insight or knowledge regarding expectations for their
performance.

A generalization which can be made about the Assignment
Commissioner's office operations and which would appear to hold true in most
circumstances is that they are highly dependent upon the presence and coordinat-
ing efforts of the Assignment Commissioner. While he has an able staff that
can carry on for brief periods in his absence, serious doubts are raised
regarding how the operation would survive if he were to suffer a prolonged
illness or absence. It would seem that a good deal of the knowledge and
experience that is available in this office is carried primarily in the form
of mental notes and experiences developed primarily by Mr. Conyers, the
Assighment Commissioner, and his staff. With a potentially increasing paper-
work load, the advent of the new Federal Criminal Guidelines and expansion of
the data processing operations of the court, it would be well for this office
to formalize some of its operating procedures in an operating procedures
manual or similar documents. This will be understandably difficult to achieve
since this office, 1ike most others in the Municipal Court System, presently
functions’at a minimal staff level and in é highly reactive sense. The
suggested development of a manual might be hard to justify in terms of time
required, but will ultimately be necessary for the assurance of future operational

effectiveness and continuity.

EREES I I T T D T e e
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The functions of the Assignment Commissioner's office
interface to a high degree with these ¢f the Llerk of Court's office with the result
that the Assignment Commissioner's staff is often highly dependent upon staff
of the Clerk's office to proceed with the discharge of their operating duties
and responsibilities. It was also noted that many employees in the Clerk's
office rely heavily for guidance and direction on the Assigrment Commissioner
rather than on 11e supervisors in the Clerk of Court's office. As wili be
discussed later in the section dealing with the Clerk of Court's office, the
habit of court staff seeking guidance and direction outside the area of one's
direct supervision occurs on a highly informal and not readily visible basis.
Part of the reason for requesting guidance from the Assignment Commissioner

by staff of the Clerk's office is that the Assignment Commissioner has a wealth

- of experience in the court system and is readily available and able to answer

questions.
As mentioned earlier, the original data input preparation
via keypunch occurs in the Assignment Commissioner's office. The materials

processed into data card form for ultimate computerization are keypunched and

~then transferred to the Clerk's office for utilization. While the data processing

activity necessarily creates a heavy interface between the Clerk's office and
the Assignment Commissioner's office, it does not require the level of quasi-
supervisory involvement sought by employees of the Clerk's office from the
Assignment Commissioner. Rather, it appears that this flow of assistance occurs

mainly from the Assignment’Conmissioner's staff to the Clerk's office.
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On several occasions data needed by employees of the
Assignment Commissioner's office was requested but not easily obtained
from the office of the Clerk of Court. This situation was encountered,
particularly, by the Law Clerk/Bailiffs who must secure precise documents
such as warrant information, affidavits, etc., for use in courtroom proceedings.
Often the Law Clerk/Bailiff appears to be regarded by the employees of the
Clerk's office as more of a nuisance to be somewhat tolerated rather than an
employee of the Court acting on official court business, with the result
that a great deal of time is los: by the Law Clerk/Bailiff who is
subsequently rebuked by the Judge in the courtroom for not having secured the
needed materiais at the appropriate time. This situation occurs partly
because the Law Clerk/Bailiffs are law students who have undertaken the Law
Clerk/Bailiffs job as a means of gaining practical court experience. Their
mission in the court system has not been made clear enough to other units of
the court to break down the confusion over whether they are merely students
or are vital links in the Court employee network.

The concept of utilizing the Law Clerk/Bailiff to handle
much of the courtroom rcutine and background assistance work appears to be
a gocd one. However, greater clarity is needed for the Law Clerk/Bailiffs

to understand their precise role and performance expectations. In addition,

‘more communication with employees of the Clerk of Court's office regarding
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the Clerk/Bailiff's role might ease the interface problems between these two
functions of the court.

The Judges themselves appear to have either unclear im-
pressions regarding the role of the Law Clerk/Bailiffs or have perhaps made
judgments as to the relative need for or effectiveness of the Law Clerk/Bailiffs.
Some Judges view the Law Clerk/Bailiff as a useful and vital court function
while others see him primarily as an errand boy and even & nuisance.

It would appear that thke Law Clerk/Bailiffs, {if fully
utilized, could be of great value to the court system, not only for their court-
room capabilities, but also for their abilities to perform background research,
either in law or on specific cases for each Judge. It‘might be valuable if the
Law Clerk/Bailiff were assigned to one or two Judges rather thén dn the present
pool basis so that a clearer working relationship between the Law Clerk/Bailiff
and the Judge could be more easily facilitated.

A discrepancy was noted in the job expectations of the Law

Clerk/Bailiffs prior to beginning work vis-~a-vis their activities actually per-

formed on the job. This misunderstanding is & function of not having made clear

what the job assignments would be to the prospective employee and to those who
would be involved in executing the anticipated conditions of employment.
A more clearly defined role coupled with a more structured in-service training

program for the Law Clerk/Bailiffs might assist in resolving scme of these
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problems. Often a Law Clerk/Bailiff will spend the first four to six months
groping to work out an understanding and necessary work relationships to
perform his job, the next four to six months actually doing the work, with
the result that any given Law Clerk/Bailiff might not be in the system Tong

enough to establish positive work relationships and credibility without some

~external assistance.

Much of the activity of the Assignment Commissicner's

office operates on a pool basis. This means that the clerical and secretarial

support for the Judges themselves is provided on a pool basis rather than through

assigning specific individual support personnel to specific Judges. The
same situétion holds true in the assignment of Law Clerk/Bailiffs as well

as of Judges to specific cases in specific courtrooms. The obVidus con-
sequance of operating the major phases of this office on a pooled basis is
that the office operation is in a real or simulated crisis condition most of

the time since decisions are constantly being required as to who should be

doing what, with whom, where and when. Under these conditions it is remark-

able that the office functions as well as it does and credit must be given
to the exceptional capability of the staff.

It has been clearly demonstrated in other settings that
when most of the operating decisions must be made by one or two individuals
in a situation where most of the resources, requirements and data are put
together on a pooled basis, there is no joint ownership or collective sense
of responsibility for the operation of the entire system. Rather, the

responsibility for the smooth operation of the system necessarily rests on
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one or two people who are required to make the decisions and the rest of
the staff who are involved in the effective operation of the Court escape
finite responsibility for making the decisions which they should make. This
probtem will have to be resolved in order for the Court to realize an increase
in its operating effectiveness and, at the same time, reduce the level of
other problem areas.

| The data processing function also requires an increased
level of direction, technical assistance and training. If the key punch
operation is tc be maintained in the Assignment Commissioner's office, it

would be extremely helpful and beneficial, as a purely practica1 measure, to

put a screen around the keypunch .area so that the individual doing
the keypunch work is not subject to the pressures of the public
contact counter in the Assignment Commissioner's office. A keypunch operation

requires a fair degree of uninterrupted concentration which is not presently

avai]ab]e in the existing facility.

The suddeness of the installation of the data processing

,,,,, and keypunch operation was not without its impact on the sfaff. Initial
e questiohs were -posed such as why is it here and how are we to go ahead and
o ol Tearn how to use it, as we are told, without any prior training or experience?
iﬁw‘f'u However, this confusion is not to suggest that the keypunch operation be removed frof
gﬁ;;!' this office and such a measure might well encounter resistance from the staff.
§ As with the {installation of any r.ew operating system there is the need for
g i clear and continuing communication regarding its intended use coupled with the
g i provision for adequate technical training in the use of both the equipment
,&ﬁif?*‘_
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and in the understanding of the systems that are being put into use.

There is Tittle question that a data processing operation will be of great
benefit to the court system. However, although there may have been a very
clear plan of operation involving the development and installation of a data
processing system to be used tu expedite court business, it was not readiiy
apparent either to the consultant or to the employees involved with its use
in the course of this study.

b T R O e of o o Ry | LLY am o emrminn pas
in summary, tne Assignment Commissioner's oifice appears

ct
<

function well despite some potentially sericus problem areas. These areas
include the need for clearer operating procedures definition, clearer work
responsibility definition, the need for a greater degree of compartmentaliza-
tion of courtroom activities involving the Assignment Commissioner's staff

and Judges, and the formalijzation of training activities for data processing
and Law Clerk/Bailiff personnel., As with other areas of the Toledo Municipal
Court, the Assignment Commissioner's physical facilities grzatly hamper the
ability of that office to perform well. The staff is to be commended for its
ability to perform as well as it does under these conditions. It appears that
the supervisory ratios are appropriate, that clerical support levels and ratios
are in need of some increase in order to provide a more equitable distributicn
of work load, and that supervisory responsiveness in this office runs at a
very high Tevel. Comments have already been offered suggesting an improvemert
in the adequacy of existing job descriptions and that job descriptions

for the clerical and Assistant Commissioner's staff be developed.

A very healthy level of interchange regarding performance
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review/evaluation data appears to exist. The work relationships among
members of this office were sufficiently good so that there 1id net eppear
to be serious problems in that area. Employee aititudes appeared positive
and directed toward finding ways to improve the effectiveness of the

court operation,
4. Probation and Corrections Department

The Probation and Corrections Department has undergone rapid
staff expansion which has had significant impact on the roles of almost
pvery individual in the entire department, Appendix F provides an crganizational
outline of the major functional areas of the department. It is significant
to note that the staff of theProbation and Corrections Department is split

between two physical locations which are approximately two blocks apart.

From a purely practical standpoint there are some inherent problems that im-
mediately arise from the combinatinn of an expanded staff split into two
separate locations. At the time of the consultant's visit, the roles of
several members of the department were being redefined and the program
was being‘deveTOped to coordinate the department operations in the two facil-
ities. The Director anticipated that approximately six months would be re-
quired for the various aspects of the department's operations to be clarified
and stabilized.

In examining the department's organization chart, inherent struc- -
tural problems become evident; For example, the Assistant Director of Adminis-
tration and the Casework Supervisor both appear to have direct responsibities

for the supervision of the remaining portion of the organization. The job descripti-

e
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Tor these positions consisted of a statement paper from the Director re-
garding the need for the establishment of a Casework Supervisor's position,
but no formal job description. HNo information was provided regarding the
position responsibilities of the Assistant Director of Administratiob. It
appeared that in this position,responsibility was lodged for the establishment
of work flow and management systems, although this assumption was neither
confirmed nor denied by interview data. Many of the key decisions in the
Probation and Corrections Department regaraing policy matters are probably
made by the Director. The Assistant Director and the Casework Supervisor
appear to function as operational facilitators 1in seeing that the operating i
load of the Department is adequately dealt with by the remaining staff.

As a practical matter, it appears that the Casework

Supervisor might be responsible for providing supervisory direction to the
bulk of the employees in the Probation and Corrections Department located in
both the Safety Building offices and the Huron Building offices, some two
blocks away. On a day to day work problem basis this wou]d(be a difficult
task to achieve--particularly if the supervisor has responsibilities for the
development of new program efforts, which his elemental job description
indicates he has. The Director was consistently referred to by almost all
members of the Department as "The Boss"--a reference indicating that when
significant decisions regarding the Department's operations were necessary,
the Director was the sole individual to whom people could or would go to seek
such decisions or clarifications.

| | Among the members of the Department interviewed, a

strong esprit de corps was evident. The staff indicated that it experienced
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heavy demands 1in terms of both the volume of work assigned and the expectations
of the Director. The general impression of the Department staff was one of
people working under a great deal of work load prassure with relatively Tittle
understanding of their precise roles and in need of more clearly defined
operating methods and specialized training to carry out programs to which they
had committed effort and talent. In every interview, concerns were expressed
by the staff over the ability to manage and schedule time; to develop, under-
stand and utilize effective operating systems; and the need for increased §
levels of supervisory training in basic supervisory skills.

It appeared that most of the probation officers had |
developed a reasonably acceptable understanding of their particular areas |
of responsibilities as a combined result cof their conversations with the %
Director and/or the Casework Supervisor and their own formulation as to what |
their particular responsibilities would be.

It appeared that the Department might have committed itself
to the development and operation of a wide range of programs without adequate
program and staff resources to execute them effectively. As a consequence,

a great deal of energy was being generated to both define and operate the
programs simultaneously--a nearly impossible feat. It is difficult to under-
stand how an effective program can be developed when the objectives and guide-

lines for that program are being worked out at the same time services are

being delivered. The result is an inevitable activity trap where the individuals

working within the organization become trapped into repeating activities

ey
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The Department will have to make a fundamental decision
as to which of three policies it will use in operating: (1) use specialists
in some areas supported by casework personnel whoe follow a cuse from
beginning to end; (2) operate strictly on a casework basis from beginning
to ends or (3) use certain personnel to handle intake work, others tou
handle counseling and rehabjlitation work, and use specialists in specific
progfam areas. Such a decision is essential to resolve many of the problems
cited earlier and would come as a logical consequence of a detailed study of
work flow.

In the development and cperaticon of programs, the Depart-
ment should put more emphasis on potential problem analysis to identify areas
that may present operational or service delivery problems before a program
is actually instituted along with considering the means by which program
efforts would be evaluated on an on-going and periodic basis. Many of the
operating and supervisory personnel in the Department appear to exert very
little direct management effort or intervention as long as things appear to
be operating properly, and no exceptional or unexpected situations arise. When
such situations do arise, the Director is generally the principal person to
intervene. This modus operandi should be replaced with a greater sense of
individual responsibility and accountability for performance which car be best
accomplished by the development of clear job definitions supplemented, most
importantly, by clear-cut operating objectives that are time based and measurable
in terms of output. This would also permit feedback to individuals on-a
situation-by-situation basis and would be the most preferable way to deal with
the question of performance management which is of key importance in this

particular Department.
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It would appear that a master plan for the provisions of proba-
tion and correction services needs to be articulated and distributed to the
employees of this Departmenc.. Such a master plan might also help clarify what
business is to be conducced within the Department, by what sections and b& which
individuals. Accompanying such a master plan could then be the specification
of a management and document control system. Since many people handle case
files, there is a clear and pressing need for simple management elements,
such as a file control system which would permit logging and tracking of case
file locations -- particularly essential in view of the current split in
physical facilities. Equally important to the development of planned services
and operational systems and procedures is the training of clerical support
personnel regarding both the nature of work being performed in various areas
of the Department and the relevant operating procedures. Presently, much of
the clerical work is done on a sooled basis with much of the responsibility
for the operation of the clerical pool falling on the Administrative Assistant
to the Director. Since the development of operating procedurss and operating
mechanical systems will play a vital role in the operations of
this Department, the development of such a system should not be the full
responsibility of the chief of the clerical operation, for the potential
problem again exists that an individual will be trapped into performing activi-
ties at the same time he is expected to define what those activities should
be and how they should be performed. If possible, it weuld be to the advantage
of the Department to take its key personnel out of the main stream of operating
activity for a period of five to ten days and develop a basic operating system

model. If each individual develops components of the model on his own in
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conjurction with his regular work, or if the Director does the cefinition
work on his own, there is the 1ikelihood that the final results will not
have the degree of shared ownership, support and active execution that is
necessary to make them useful and functional.

In summary, with regard to job descripticns, they
apparently do not exist for all the jobs in the Probaticn and Corrections
Department. Those that do exist have been developed at various points in
time. Apparently, as the need arose for a job position, a description was
generated. A major factor which is missing in the job descriptions that
were furnished to the consultant are statements regarding the accountability
of the incumbent--that is, to whom the incumbent is accountable, and for
what and under what circumstances and with what time limits. Such statements
of accountability help the incumbent realize the expectations set for the
Jjob and to whom the results are to be accounted.

In addition, the role of the casework supervisor needs
to be more clearly defined. Is he to be the program development specialist?
Is he to be the supervisor and work director for casework personnel? Is he
to be all of these? If he is to be all of these, then the expectations of
output from the casework supervisor need to be cut back. It would appear
that the present job description requires that he perform equally in all of
these areas--an impossible task at any level of effectiveness, particularly
under the circumstances previously described. ’The role of the Director in
regard to the Assistant Director and the casework supervisor also needs to

be more clearly defined.
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As a further corment on job descriptions, it should be noted
that there are two typcs of job descriptions: a functional description which
describes the basic nature of the services to be performed by any incumbent
who holds the particular job title; and an individual job responsibility
statement which is unique to a specific perscn who has been hired to perform
a specific job. The second type of job description is a dynemic one, It:
be developed for a specific time period with specific output results specified.
A collection of such job descriptions could easily be used either to build
a total game plan or to correlate with an over-all progrem plan in order to
define individual responsibilities for a given time period. It is this type
of job description which is much needed throughout the Toledo Municipal Court
System.

With regard to supervisory control it would appear that
even with clarified role responsibilities, the span of control for the Director
or the casework supervisor is far greater than one individual can effectively
manage. It appears unat the intent of some of the supervisory positions is
to have so~called working supervisors. This weuld mean that, in addition o
supervisory duties, the individual would be expected to carry out a certain
case locad much the same as the people being supervised. While this strategy
might appear to be economical from a payroll standpoint, it does not provide the
organization with the level of management direction and contrel that is neces-
sary for the delivery of the types of services contemplated by the Probation
and Corrections Depdrtment. What is required is that there be specific super-
visory positions in which the majority of time spent by the supervisor is in-

maragement-oriented situations. These positions would be supplemented by
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deal with operating and management problems of the organization. Much of

the responsibility seems to fall back on the Director which puts unreasonable
pressures on his position. Increased performance management needs to be
developed, particularly if two spearate physical facilities are to be
maintaiﬁed. While this physical separation may be necessary because of

space limitations, without attention now, it does create very real and

serious operating and coordinating prob]em§;which will probably increase

over time. Staff training needs must also be met and include professional
skill training in various program aspects, and time management training in
defining job responsibility. It will also be necessary to more fully com-
partmentalize and decentralize the supervisory decision-making processes

in this Department, particularly if the diversity of programs and the division
of facilities is to continue over any extended period of time.

5.  Baijliff's Office

As indicated earlier, the structure of this department includes
theChief Bailiff and an Assistant Chief, two supervisors and nine bailiffs.
The two supervisors also carry a basic work Toad roughly equivalent to
that of the bailiffs. This department is responsible for the service of
court actions. It is not responsible for any activities within the courtroom
itself or court facility; all of its activities are outside the court building
in the community and occasionally involve some service work in other

municipalities as a result of Toledo Municipal Court actions. Bailiff service

includes serving of subpoenas, attachments, garnishments, summons and warrants.

A great majority of its staff has worked in the department for

many, many years during which the Department has undergone a number of changes.
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Because of the history of the Department there are still remnarts of the
political patronage process at work, both in the appointment of individuals
and the assignment of work and work territories.

The area served by the Bailiff's office is divided into
districts with each bailiff assigned to a particular territory for a given
period of time. This assignment is made by the Chief Bailiff and is subject
to his redefinition at any time. As an indication of the remnants of the

political patronage systems that have operated in the Department in the past,

the present Chief Bailiff indicated that in regard to two supervisors, he was
careful to select representatives of both major political parties to establish
some political "balance" in that office.

A problem immediately apparent is that the work of the

Bailiff's office has changed over a period of time from one of a fairly

Tevel and even work load which could be handled within a political patronage
system, to one of an ever-increasing workload which requires a shift to a

more professional and objectives-orientated operation. The Chief Bailiff,
supplemented by the Assistant Chief, comprises the actual supervisory unit

in this department. The consultant was unable to determine precisely vhat the
supervisory function of the two supervisors would be other than possibly that
of training new personnel who might come into the Bailiff's office. Since
very few new personnel have come into that office in the past five years, this
function apparently has not posed a heavy demand on the supervisor's time.

In all fairness, the supervisors are available to the bailiffs in their "juris-
diction“ to provide technical assistance and backup in the handling of any

particularly difficult service situation. ~ %




B
Bl
B ol

o

)

E. =-m
- N
i =

It was apparent that sincere and heavy effcrts had been
made by the present Chief Bailiff to correct many of the operating deficiencies
and ineffectiveness attributed to the former operation. He expressed a high
level of concern for securing recognition for the bailiffs in their efforts

to improve the operations of the Department. It should be noted that the
consultant's conversations with the Chief Bailiff were quite friendly, in
contrast to his somewhat evasive conversations with other department personnel.
Dospite assurances by the consultant that he was not auditing the performance
of these personnel, the Department employees did not want to engage in any
in-depth conversations regarding the operations of the Department.

There are no formal job or position descriptions for this
department. Each individual receives his work definition by area from the
Chief Bailiff. Subsequently.he receives either from the Chief Bailiff, the
Assistant Chief or one of the supervisors a basic description of the geo-
graphic area that he is to service. New personnel are acquainted with their
Jjob primarily through on-the-job training and working with another Bailiff
over a period of time. Each Bailiff plans his own work schedule around
certain basic schedule criteria established by the Chief Bailiff. These time
blocks include the necessity for being in the Court office at 8:00 a.m., again
at noon, and a check in (usually by phone) 1in the’early afternoon. Each man
logs his own actions, services and disposition of work load. This is audited
monthly by the Chief Bailiff. Apparently this monthly audit process is a
recent change subsequent to the appointment of the current Chief Bailiff and
was instituted apparently in order to cope with the potential problem of in-
dividuals leaving the office scmetime in the morning and not returning until

the following morning with 1ittle chance for direct supervision of their work
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activities. In the past, problems had occurred where Bailiffs disappeared in
the field for long periods of time without any check on their activities.
This problem has been presently corrected.

The consultant was advised that clear guidelines for
Bailiff operations existed. However, these guidelines were not available in
a written document and therefore abparently had beon devoloped and communicated
to the Department staff orally and perhaps in segments over a period of time.
While the staff is sufficiently small for this technique to secm reasonable,
it is necessary to establish some firm base 1ine which can be referred to
during the course of handling any particular performance problem that may occur.
In the case of the Bailiff's O0ffice, this would not be possible. OQOne of the
specific areas 1in need of clarification concerns the policy toward enforcing
the mandatory retirement age. The consultant and the Chief Bailiff shared a
concern that one member of the Bailiff's staff who is presently age 70 is
in an extremely vulnerable position due to the potential requirements of his
job.

Another area of attention involves the Bailiff's need to
establish his identity in the community as an officer of the Court. At one
time employees of this department were called marshalls--a term which carried
a more official connotation to some members of the public than the present title
of Bailiff. Careful consideration should be given to a clearer labeling of
these Court officers due to the fact that they are in the pbsition of being

the official public contact arm for the Municipal Court, particularly as the

Court exerts its authority over individuals to appear in court or to execute
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Jjudgments of the Court. While it is now standard operating prccedure
for Bailiffs to utilize the services of the police and/or sheriff's office
whenever assistance of this type is needed, there is still the problem
of developing an adequate opgrating image in the community for the Bailiffs
as officers and spokesmen for ihe Court.

Further, the Chief Bailiff should periodically rotate
the geographic territories of each of the Eailiffs. While periodic re-
assignment of personnel has been used as a means of niedifying work performance
behavior, the frequency of rotation should be increased. In this way the Chief
Bailiff has a greater opportunity to determine the performance effectiveness
of each individual and to develop a clearer set of operating c¢uidelines and
procedures. As long as an individual is Tocked in psychologically to a
particular territory for a relatively long period of time, it is fairly easy
to develop operating methods that may or may not be consistent with the job
that needs to be done --particularly in situations where there is a history
of abuses or ineffective field practices. A further suggestion is that the
supervisors be used in greater depth to review the activity logs of each
Bailiff, both as a written document and through face to face conversations
with each Bailiff on a weekly or bi-weekly basis. In this way operating

problems can be surfaced fairly rapidly and worked out.



There is also the need for the Court Administrator to take a
more active role as the manager of -this section of the Court's operation,
Although he may neet with a great deal of passive resistance on the part of
the present staff in the Bailiff's Department, this relationship must be
established at an early time if the Bailiff's Departrent is to be a part
of the Judges Department for which the Court Administrator hes chief mana-
gerial responsibility. This could be achieved through a staterent from the
Presiding Judge indicating his understanding that this working relation-
ship between the Chief Bailiff can then meet to discuss the setting of
Departmental operating objectives and performance effectiveness criteria
for that work unit. These criteria can then be the basis of exchange be-
tween the Court Administrator and the Chief Bailiff as time qoes by. This
relationship will not be easy to achieve since the Bailiff's Department has
regarded itself as an autonomous unit that is separate from the main stream of
Court  activities and subject only to the official direction of the
Presiding Judge or other judges in the Court.

6. Conclusions

The Judges' Department, 1ike many systems, operates
reasonably well despite some serious management handicaps. In organizations
where the work load has increased by a geometric factor in a relatively short
period of time, and there is little history of systems development and
planning to anticipate such increases in work lcad, it is not unusual to

fini the problems that have been described here.




Many of the operating systems which will have to be
developed through the Court Administrator in conjunction with the Presiding
Judge should be coordinated with the office of the Clerk of Court. The
fact that the Clerk's office and Judges Department are separate units should
not deter efforts to develop a master plan including the iden?ificaﬁion
of priority areas which require substantial definition and development of
appropriate operating systems.

From a personnel management standpoint, a clearer
definition must be made of who has supervisory responsibility for which
activities along with the level of authority accompanying this responsibility.
The role of. the Court Administrator vis-a-vis the Department heads needs to
be clarified in greater detail, particularly if the Court Administrator is
to truly function as the chief administrative and executive officer of the
Judges Department. Similarly, the role of the department head of any given
sup unit vis-a-vis other supervisory personnel and employees in that subunit
needs to be clarified. A greater distribution of decision making fesponsibiTity
and accountability throughout the supervisory structure of the Judges
Department needs to occur in order to unburden some of the middle and upper
level supervisory personnel. While it is a natural human reaction under.
conditions of expanding work load and increasing staff level to squirrel away
more and more workyand attempt to maintain tighter and tighter personal control
over all situations, such a strategy is extremely unwise and is usually self-
defeating. The key to success under such conditions is to develop the shared
responsibility and accountability based on the approach of an operating team

rather than one of individual control.
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From a sheer work quantity standpoint, decentralization is a
key factor that is necessary. Accompanying that decentralization, however,
must be the clear definition of operating methods and procedures for each
subunit so that there is some common-thread basis for control. A proper
concept of control is one where monitoring of activities can take place against
some predetermined standard in order to effect a reasonable judgment as to
whether or not activities are actually or polentially Teading toward results
that are necessary to be achieved. It may be necessary for the court system
to consider the periodic employment of management training consultants to
assist in the development of operating systems and in the effective instal-
lation and operation of such systems.

In summary, areas requiring attention and improvement require
the following actions:

(a) Develop clear job descriptions. These should

describe the functions of each position for each category of employee in each
unit and subunit of the court system.

(b) Develop job objectives. Clear, concise time-based

operafing objectives should be defined for each invididual within a work unit.
This would include statements regarding the quantity, quality and other
performance parameters that are expected as a result of that individual's

work over a period of time as well as a statement of to whom he is accountable.
Rather than a simple description of QEneréT responsibilities, a dynamic and
changing statement of actual work to be performed should be articulated.

(c) Refine operating procedure. Operating procedures

should be developed and formalized for each subunit of the work system so

that a proceudral baseline can be established for work units to follow in
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developing their specific work assignments. In developing operating systems
and procedures, it is important to identify those areas requiring procedural-
ization and then to develop a priority rating as to which areas are most
critical and recuire proceduralization first. A means for educating present
and future employees in the use of these cperating systems and procedures
should also be developed.

(d) Develop personnel policies. Personnel policies

that apply to all employees of the court system should be developed and
codified, While the Judges' Department and the Clerk of Court are two distinct
units, every attempt should be made to develep a set of operating personnel
policies which apply equally to both units. If accomplished this would have
the effect of creating an equalizing force between the two work units which

is necessary for their coordination and inter-dependence, This statement of
personnel policies should then be printed in a form suitable for distribution
to all employees of the court system. As a minimum, their existence should

be widely publicized and reference copies made available through subunit super-
visory personnel. Initially, copies should be distributed to eachyemp]oyee
with updates maintajned in supervisory offices. The existence of a clear

set of personnel policies which apply equally to all units of the court system
has the further effect of reducing real and potential sources of friction be-
tween individual employees and supervisors in situations where the employee

may-feel preferential treatment is possible when, in truth, this is not the case,
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(e) Develop performance management prograu. Operating

chjectives as described earlier in (b) can serve as a meens for the on-going
and periodic evaluation of employee performance. While the area of perfor-
mance evaluation is usua’ly recardedas sensitive, i1t need not be if handled
on an informal basis. Its primary objective is to provide a meaningful dis-
cussion between the employee and supervisor regarding what is happening now
versus what needs to be happening and outlining corrective actions if ap-
propriate.  Performance evaluation and performance manzgenent do not auto-
matically require formal appraisal forms. In fact, in this court situation,
such forms would be totally inappropriate at this peint in time.

(f) Provide time budgeting training vhereby a serjes of brief

workshops for professicnal and clerical emplovees would provide instruction

in the techniques of planning and budgeting time. Such training could well

be provided after a reasonable level of operating procedures and operating
objectives had been established, since these would be key elements in any time
budgeting system.

(g) Provide supervisory skills training. A series of sessions

in basic supervisory and management skills is needed for all supervisory people
in the court system. It is highly bossib]e that local sources exist which
might be of help in formulating and conducting such programs. If not, the
court should riake every effort to locate suitable outside sources capable of
developing and conducting programs that would be specifically oriented toward
the needs of this system.

The inter-personal working relationships between the majorify

of the employees in the Judges Department is of a sufficiently high level
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thav there are not significant problems in this area. Problem areas in
general that have been noted in this study are mechanical in nature and
not ones based on structural or personality con’lict bases. On an over-
all basis, using a scale from zero to une hundred, the general operating -
effectiveness in relation to the personnel administration of the Judges
Department would be assessed at approximately sixty-five. The situation
is at a reasonably satisfactory level to permit an above average level

of work output, yet contains a sufficient Tevel of problems to warrant
the investment of a significant portion of time toward problem correction
and prevention.

B. Clerk of Court

1. Overview

As indicated garlier in this study, the Clerk of Court, as
an elected official, has complete control of the operations of his office
including staffing, policy making and personnel administration. The Clerk j
of Court's office is divided into two major branches: the Criminal Branch,
which works on a pooled work basis, and the Civil Branch, which works on a
"desk" assignment basis.

Personnel in the Clerk of Court's office were generally cooperative
and helpful although obviously guarded in their responses to specific
questions. They displayed a general level of moderate to semi*negatfve attitudes
toward their work, their supervisors and general employment conditions. A high

degree of curiosity about the consultant was expressed by the staff to determine
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why he was there, what he was doing, etc. The generally guarded reaction
of the Clerk of Court's office sﬂaff is in warked contrast with the pre-
dominantly cooperative and helpful attitudes displayed by employees of the
Judges Department as described earlier.

Staff interviews in the Clevk of Court's otffice displayed a
definite undercurvent of dissatisfaction, low morale and very low motivation
Jevels. Almost universally there was concern over the confidentiality of
the data that would be given to the consultant and the poteniial cor-
sequences, both personal and organizational, of speaking candidly with the
consultant regarding their observations of the operations of ihis area of
the Court. Since the Clerk of Court has the authority to hire and fire all
personnel within his office, nany employees expressed the fear that if they
were quoted as having said anything negative regarding the cperation of the
Clerk's office their employment would be 1in immediate jeoperdy.

The comments which follow, therefore, regarding conditions in
the Clerk of Court's office represent the gist of the comments which were
made most consistently by a significant number of employees in the office. These
observations should be regarded as characteristic of the data obtained as a
result of interviews with all of the employees sampled in the Clerk of Court's
office.

It was difficult for the consultant to obtain detailed infor-
mation regarding the current salary structure of the Clerk of Court's
office. The data that was available through the City of Toledo Personnel
Department indicated that with the exception of the Clerk, the chief deupty

Clerk and some supervisory personnel, each employee in the Clerk's office was
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classified as an assistant clerk of court. bxamination of the actual salaries
for these employces indicated that there are widely ranging actual rates

paid, although there appears to be one pay grade for the majority of employees
in this office. This has probably occured as a result of individual'empTOy&e
salary deterrtinations made by the Clerk of Ceourt based un factors such as
Tength of service, performance or other unknown considerations. The Clerk's
O0ffice is the only scction of the entire Toledo Municipal Court system which
does not use graded salary classifications which bear scme resemblance to

the level of responsibility and performance expectations ¢f the individual
employee or position. Again, the Clerk of Court has the sole apparent authority
for the determination of all personnel administration pelicies, practices

and decisions, including rate of pay and benefits.

The general operating framework of the Clerk of Court's office
was one where all decisions of substance were made by the Clerk of Court
personally. The function of so~-called supervisory personnel was apparently
to collect that information and relay it to the Clerk of Court. In actual
practice it was observed that the supervisory personnel served very little
purpose as supervisors per se. The prolonged illness of the Clerk of
Court which necessitated an absence of several months followed by a schedule
whereby he was only in the office for approXimate1y three hours per day
has had the effect of creating a monumental logjam within both branches of
the office regarding decisions. that need to be made. 1t was readiWy apparent
to the consultant that the supervisory personnel in the office had neither
the authority, experience or training to assume a level of responsibility to

fi11 this void. In those situations where they attempted to deal with this

. b
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decision-making vacuum, their efforts had met with Tittle success; many
individual employees felt free to ignore their decisions sirice they were
not made by the Clevk himself. It was also observed that in situations
where supervisors attempted to execute what would be considered a normal
management role, they were either shoricut by employees who would by-pass
themn and go directly to the Clerk, or undercut by the Clerk himself who
would either negate, reverse or jgnore the decisions that they had made.
It was readily admitted by most employees that original
or continued employment in this office depended upon several factors which
would have 1ittle relationship to actual job performance. These factors included
the employee's political affiliation and personal relationship with the Clerk of
Court. In conversations with the employment agencies used to refer clerical
employees to the Clerk's office, it was apparent that only “individuals of
the same political persuasicn as the Clerk would be considered for employ-
ment and this question was directly or indirectly asked of any candidate
seeking employment in that office. It is also interesting to note that the
Clerk of Court's office has experienced a level of turnover in the pass three
years that would be considered phenomenal in any commercial business setting.
The viorking relationship between the Clerk of Court's office and
the Judges Department can be best characterized as alternating between an

arm's length approach to one of passive resistance. This is particularly true

at the management levels of the organization rather than at the lower operating

levels. It is readily apparent, however, that at all levels the employees
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of the Clerk's office dc not see therselves as an integral part of the
court system existing co-equally with the activities of the Judges
Department.

There is often a great deal of assistance provided to the
Clerk's office by the Judges Department; likewise there is a leve] of
person-to-person assistance to the Judges Department from employees of the
Clerk's office. The net effect is that two major units of the court
system have not adequately worked out an inter-dependent and cooperative
working relationship at all levels to facilitate the business of the court.
Khile the Administrator has made attempts io provide assistance to the
Clerk of Court with regard to fecilities and equipment as a gesture of
good faith, it was difficult to determine what impact these efforts might
have. It should be made clear that there is no open confiict between the
two departments or sections of the court operation, but,rather, a lack of
coordination, cooperation and intergration of effort that is essential to
improve effectiveness of court operations. Since the Clerk of Court's office
essentially controls the flow of court operations because it processes and
maintains all the major documentation of the court, it is in a unique
position to either reflect such coordination or block 1it.

2. Cririnal Branch

The Criminal Branch is the primary point at which the public
has contact with the Municipal Court system and processes all criminal

actions (including traffic violations). A major function of this office
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involves public contact work,

The Clerk explained that employees,with the exception of those
who do journal posting, work on a pooled job basis su that they can fill ﬁn
for any other employee who is 111, absent or on vacation. While it is
desirable to have backup personnel available in such circumstances, it would
appear to be a massive cuplication of effort to have everyone doing basically
the same job. Another consequence of this approach is that no individual
has any specific accountability for performance accomplishment. This results
in widely varying work loads from individual to individual, depending upon
the drive or initiative of that particular employee et any given point in
time. It was interesting to note that a common comment made by employees
in this area was "what you like to do is exactly what you don't cet to do."
With regard to the poaling of work it was interesting to note that during the
Clerk's extended absence due to illness, an acting Clerk was appointed by
the Presiding Judge, who then attempted to make individual assignments within
the criminal branch. The response of some of the people interviewed indi-
cated they didvnot particularly like that approaﬁh to work because it made
them t0o visible.

« On examining the various functions occurring in the crimina]

branch operation, it appears that the operations of this branch could be

compartmentalized into major categories according to the type of action and

phasing of any given document in the court process: counter work, journal work

A e e e e At
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cashier work and desk processing. At the present time, those people

whose desks are located closest to the counter do most of the public contact
and counter work. Gthers whose desks are farther away are expected to help
out when the lines at the counter are sufficiently large. There were no
apparent criteria for when the line would be large enough to require additional
assistance at the counter with the result that if people want to help at the
counter they do; if they don't want to they don't. For purposes of cash
control, there are cashiers who handle the collection of fine monies. There
are also journal clerks whose primary duties are to post the transactions

of the court into the official journal books. The bulk of the staff in

the criminal branch is expected to take their work assignments out of the
work basket into which documents requiring various types of processing

are placed in apbarent]y random order. It is expected that when an employee
needs something to do, he will go to the work basket, take the item at the
top and work on it. It was not clear whether or not these items in the work
basket were ever sorted out or put into any kind of priority setting. A
natural priority process could be determined by examining a document to see
when that particular situation required specific court action. Since the
criminal branch handles a wide variety of criminal offenses, fhe contents

of the work basket would vary in both quantity and complexity. Employees
frequently sort through the work basket for types of actions with which they
are familiar and appeal to them at that particular time, or for which someone’

has requested specific action.
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The lack of specific accountabilities results in a high
level of carelessness, misfiling and sorting of work on the basis of per-
sonal preference. There was general agreement that it would help to com-
partmentalize the activities of the branch and provide some means for
assuring that reasonable and proper work procedures vould be developed and
followed.

It was apparent that although there were what might be con-
sidered standard operating procedures, these procedures were ones that had
evolved over a period of years and had been passed by word of mouth from
one individual to an ther. A common training pattern for new employees
includes one-to-one training for a brief period of time followed by a period
of loosely supervised learning by doing. In the absence of any clearly
defined operating procedures the result of such a training approach is often
to perpetuate mistakes and habits. Closer supervision should exist and can
only be done by establishing effective supervisory positions to assist the

Clerk of Court as a result of his jllness and reduced work schedule. The

development of supervisory positions should be concurrent with the development

of more systematic methods of work processing.

Some uniform personnel and operating policy statements would
a3lso be of great value. Most employees interviewed felt that policy decisions
were presently made on a case by case basis, resulting in inequitable appli-
cation of any policies that presently exist. Whether or not any formal state-
ments of policy in the Clerk of Court's office existed was not apparent despite
several specific requests for such information by the consultant. Except for
the daily court needs, a demonstrable lack of work planning and definition

of priorities was noted. Work efforts in this area were oriented primarily

toward survival.
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There was also a demonstrable need for more modern office
equipment in this area. The physical setting and equipment appeared to be
extremely inadequate for the volume of work being processed through that of-
fice. To further complicate matters, desks were arranged in such a way that
if one person moved a chair, he woulc be immediately either sitting
in someone else's lap or bumping into a desk. An addifional hazard was the
hanging of telephone and power lines approximately eight inches off the
floor, thus creating an obstacle to movement and presenting a definite safety
hazard. From the standpoint of applied social science, the basic facility
creates many of the conditions necessary to produce what has become a rat
maze, in which much of the inter-personal difficulties that arise between
employees can be directly traced to the physical structure and setting.
However, it should also be pointed out that the over-all climate of concerns
over job security and the all-inclusive powers of the Clerk are equally sig-
nificant factors in the production of some of the concerns raised here. It
was interesting to note that in discussions with local employment agencies
which have on occasion referred personnel to the Clerk's office, that office's
reputation in the community results in difficulty in recruiting candidates who
are willing to even take an employment interview there.

As with any organization where there is a lack of accountabil-
ity and where much of the decision making authority and power is concentrated
in one location that functions on an intermittent basis, there have developed
some internal social groupings of employees. These groupings generally fall

into three categories: those who have been there for a substantial period of
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time and have good working relationships with the Clerk; those who had a mod-
erate length of service and an acceptable working relationship with the Clerk;
and those who are relatively new and have not yet established themselves
either with the other individuals or with the Clerk. In more than one sit-
uation it was confided to the consultant that employees were afraid to ask

for time off from work for medical treatment for what appeared to be serious
medical problems for fear of loss of employment. Also included was the
concern over in-group/out-group dyramics that came into play whenever

it was necessary for one person to ask another for assistance. While some of
this type of social grouping occurs in any situation, these dynamics are
further amplified when the other conditions described are present. A high
level of internal tensjon and pressure was displayed by many of the individuals
interviswed. A proper analogy micght be that of a physiolegical pressure
cooker in which the heat is being slowly but surely increased with a

resultant rise in internal pressure with predictable consequences. This might
be one reason for the high level nf turn-over that has occurred in that office
in recent yeérs. Many of the employees working there are purported to be in

a situation where they need to work for income, are concerned about making any
waves that might jeopardize their job position, and fear that if they make

the wrong move they will not only lose their position but will have to deal
with an adverse reference in obtaining other employment in the area. This
places many individuals in a double bind where they serve at the pleasure and

direction of the Clerk and, at the same time, have very little opportunity
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to influence their own working conditions without severe consequences.

The Clerk of Court is certainly not necessarily arbitrary or
tyrannical in ' 1is management approach but, rather,displays a style of
management which tends to be highly directive and highly concentrated. In
such a situation, the results, as have been described, are reasonably pre~
dictable. Given the Clerk's present state of health, the increasing level
of activity in the Clerk's office, changes in criminal processing operations
as a result of a new federal criminal code, and in Tight of the problems
described here, it would appear in the Clerk's best interest as well as
that of the Court to develop a cadre of management and supervisory ta]ént
which can assume many of the routine operating responsibilities and problems
that now rest with the Clerk. The Clerk must be able to place trust and
confidence as well as accountability and responsibility in the hands of his
supervisory subordinates if the operation is to be successful.

Without any changes,the organization will probably survive,
but only through the periodic infusion of new personnel to replace those who
have left for various reasons. In the meantime, very 1ittle operaticnal
improvement will be achieved. It is next to impossible to visualize how
improvements in operating procedures and effectiveness can be generated by one
individual who by reason of health is forced to work on a part-time basis and
who has virtually no support staff who are able or authorized to fill the
void. Certain mechanical improvements can be made in space and equipment
which will help the situation some, but the mors fundamental problem that

needs to be resolved is the need for the deve1opment and empowering of additional
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supervisory personnel in this branch who are recognizable by the Clerk and
the employees as able and chartered to deal with operating problems and
decisions.

The introduction of electronic data processing may ultimately
be helpful to the entire court system. However, until such time as the basic
c¢eta generating and processing sources and procedures have been defined, re-
fined, and improved, the court is 1iable to realize the truth in the adage
“garbage in - garbage out."

3. Civil Branch

The civil branch operates on a slightly different operational
basis than the criminal branch in that there are desk assignments which
provide some compartmentalization and/or breakdown of work responsibilities.
There are, however, many similarities in the behavioral reaction patterns of
the employees in this branch as compared with those in the criminal branch.

The supervisor's role in this branch is perhaps a little clearer than in the

" criminal branch in that the Clerk of Court's personai‘office is located ad-

jacent to the criminal branch, whereas the civil branch is located on the
floor above and therefore physically separate.

The supervisor of the civil branch is experiencing difficulty
in executing his role. Employees interviewed recounted situations in which
the supervisor had made one decision, the employee had introduced the same
question to the Clerk, and the‘supervisor had been undercut by the Clerk and
over-ruled. QOver a period of time this will have the predictable consequence
of forcing the supervisor to not make any decisions, realizing that to do so

will have minimal effect.
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With regard to job training, again the predominant form of gain-
ing job knowledge is through on-the-job training from other personnel or from

one's predecessor on the job. A common attitude displayed was "I know I'm doing

it right because I'm doing it the way I was taught". Unfortunately, such a
philosophy operates con the presumption that the way you were taught was the
most effective method. There is clearly the need to clarify the operating
system of processing documents in this branch. While operating directives
may exist, they appear to be passed on by word of mouth rather than through
written communications. 1t appears that very rarely was there any review

of performance unless an individual made a significant enough mistake to
warrant such a discussion. As with the Judges Department earlier, it would
be important to not only develop a clear statement of operating systems,
models and procedures, but also to develop a clear understanding on the

part of all employees as to how one desk inter-relates with another. While
clearer accountability exists in the civil branch than in the criminal
branch, there is still a need for greater individual clarification of re-
sponsibility. Periodic feviéwé‘of pfcgress,and prob]eﬁs as well as dis-
cussion of problem correction and prevention strategies would be ex;reme]y
productive in this branch. The general morale in the civil branch is somewhat
higher than that in the criminal branch, but still at a significantly low
Tevel in relation to that which would be cOnsidereﬂ minimally acceptable for
average operating’effectiveness. The civil branch handles an extremely large

volume of work; therefore, it is equally important that all employees have a
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clear idea of their specific job responsibilities and how those responsibilities
inter-1ink with those of others in the same branch. Generally speaking,
operations of the civil branch and the criminal branch have not de?e]oped

on a systematic basis but, rather, as a result of perceived need. Both

branches might well profit from a management systems/study coupled

with the development cf more positive employee relations.

It was generally expressed that employees desired a greater
level of supervisory involvement and support in their activities. This
might help to correct the very low sense of ownership or pride in workmanship
that was clearly evident in both branches of the Clerk's office. Direct
personal observation by the consultant of both office operations indicate
that there was great potential for individuals to simply put in time without
necessarily producing any work of significance. Similarly there was an air
of apprehension, tension, and caution in the environment of both offices as
people attempted to work out their day's activities.

Since there were no job descriptions, no operating'procedures
or other written statements of operating and personnel policy that the con-
sultant could review, much of the study in the Clerk of Court's office was
based on personal interview and direct personal observation. Despite the
multitude of problems outlined earlier, it was refreshing to observe that
individuals interviewed in both branches of the Clerk's office had several
mechanical suggestions for improving the effectiveness of the operations. It

‘would appear, then, that the éituation fs salvageable, provided that a major

shift in operating practice could be effected.
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A greater degree of coordination and cooperation between
the Clerk's office and the Judges Department through the Court Administrator
is highly desirable. This would apply not only to the acquisition of
improved equipment and facilities, but also to the duvelopment of basic
operating systems, policies, and common methods. Such a joint venture may
be difficult to achieve but would yield significantly improved results in
the over-all effectiveness of the court system.

The various components of the Toledo Municipal Court must
operate in the context of an integrated whole. It is imperative that the
Clerk of Court develop and charter an expanded supervisory organization
to be able to cope with the magnitude of problems and decisicns that need

to be dealt with in this operation. It is inconceivable that anyone would

kattempt to maintain a span of control over approximately 45 employees and

still expect a reasonable degree of productivity. This is particularly
true when personal conditions permit only a limited time involvement on
the part of the Clerk. Although the Clerk of Court serves as the chief
executive and manager of that portion of the court system, he does not need
to make every dperating cgecision. In a setting where there is very limited
supervisory backup, where individuals feel free to come to the Clerk and
bypass their designated supervisors; and where there appears to be inconsistent
application of unwritten policy, the situation can only be described as
potentially explosive.

Some of the conclusions regarding job clarification and objective-
setting described in the section on the Judges Department would also apply to

the Clerk of Court's office.
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I. PURPOSE OF STULY

It is interpreted thet the purpcse of this
study is to preovide insight to ranacenent
perscnnel regarding the relative state of the
perscnnel management practices in the runicipal
court systems; coupled with recormmendations for
improvenment, if any. This would incluce summary
and interpretaticn of employee reaction inter-
view data, review of written personnel manage-
ment policies, and cbservation/analysis of
current practices. The major product of the-
study will be a written report decurent, which
will be reviewed for action potential.

This study is not intended as an operations
review or "efficiency” study. Such inforpation
will be dealt with only insofar as it directly
affects personnel management practices cr
problems. '




o TR

IT. STUDY GORJECTIVES AND INTERPRETATIONS

1. Review of Jdub Descripiions

Where writion job or function-l descrivtions
currently erist, & r sview of their contend
and formot will be wmade: alons with a
comperiann botyeen ,Uliti described and
dutics perforned as doterrinod hy enployre

ntevview date.

where no Job oy funciienal descriptions

currently aoxist, recommendaticons will bo

rade as to pes ]t?uha or functiony reguiring

sawe, and sugaesticns a2s to fovust and content
arces. It is met currently intended that study
perscnnel would actualiy prepare Jeb dozeription:
at this tine.

2. Ratics of Superviscory to Ron-Surervisory Fersonned
Anoanalysis of the effectivercss of present
supervisory raties will be wadey alore with an
recemmenceticns for fuprovenani or chanos
incicated by the analvsis. Scuvees ¢f initor-
mation for the analysis will dncluce ¢ isting
job descriptions, erpinvee and surervisor .
interview data, accerted supervisary span of
contrecl stancards, anc constltant Judgenent,

(3]

Ratios ¢f “ecperating" to Clevice ilcccve(ar1 1
Personnel '

An analysis similar toc that in jter ¢ 1]] be
made, with appropriete recompendcticns

4, Supervisory Structure

A review and analysis of the SUP&FVWSCTV/WaﬁaGE‘
ment structure in regard to categories, dutles°
authority teveis,. span of control, and staff-
to-supervisor ratios will be made. Reccmmendaticns
for 1mprovenent in personnc1 managenent practices
resu1t1ng frem structural concerns will be made
There is the potential for consiceration of
supervisory job content analysis which will be
done, if time permits. Principal focus will be
placed on general personnel managenient concerns
first, with operational concerns as a secondary
issue,

et e
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Salary Structure Evaluation

Exarinaticn of the job pay gra
ecconpanyinyg salarics nedd wil
deterpine any cirvuctural incou
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the dmpect wi the presert salnry siruciure
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salary to ¢ Booen we, recosnizinn ihe skiig
reguired in the Job, the resiencibiiiilics of
the Job, trng expericnce of indivicual, and
the perforience of tha eryg R connrehengd
salary study with merket corrorisone ic rnet
anticipated or planned as port of tiiz study.

Perforimance Evoiuaticon Recomnendaticons

Commentary znd recerwendations as to cuvia-
abrility arnd melhodelocy ¢f ceonducting
perfoervance raviews and eveiuvation: wiil be
develeoped, GCnpleoyeo intervicw data will reflce
the interest in and need for such activities,
Guidelines for any reconmended efforte will be
urnished, with sufcestions T(r subervisors
preperation and training activities

Cemmiunications/0ata Fiow
Utilizing employee interview data racarding
sources, directicn, rature, and adeqguacy of
infermation fliow in court system, an aralysis
of the ccumunicaticns patterns between peopie
and werk units wiil be made. frcblen @reas
will be identified, and comrments provided re-
garding pessible ceorrective actions.  Areas to
be evaluated incluce; co-worker ccrmunications,
superviser-to-employee cormunications, depart-
ment-to-department communicaticens, ard cother
appropriate areas. «

Pride in dJdekb

An assessment will be made through employee
interview cata of the Tevel of individual job
satisfaction and sense of persenal contributed
value es secen by the interviewzd sample of
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Individual reacticon te the s
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rs for thed I
actioen,  Since sevora] Ey e ntly
urdercoing meior chanze vnona z,
structure, end contenty thiszs inferiation would
be helpful in assecssire whet further connmurication:
anc general managercnt inTornaiion needs are or
ereonoet being met, For other cuzorvisers, it will
provice dnzight dinte how thev aro seen by the

gRlpioyees they stpcrviso,

Here egzin, & sarmcle will be o v since it
Will not be possible to dniery the ontire
werk force in the court sysion,

10, Training Leeds and FMethods

Commentary on areas and wmethods of Job shill
training of court employees will Le daveloped,
This will include cltservaticns as to treining
needs, curvent wmethods, epplonen-perceived noeds.
and pessibis appreeches te pre-~scrvice and in-
service training cof erployees Tor increasad

effectiveness.
ITI. STUBY METHOLS
A. Decurent Review

A review of existing or prepared decuments as
follows:

1. Job Function or Descripticns
Please furnish copies of any and all

existing Job or functicn descripticns for
employees ir your area. Need by June 20.




Iv.

2. luployce Tisting, showing naves of
ewployees end job title.

Please Turnish cuch o listine for your
depertnent by Jdunce 20.

3. Other docunonts ac appropricie and
recuusted,

B. Employes Interviews

will be <selecin Ly

Fosanple of anpioyeos ‘
{ be dore du connuliation
C -

June 20. Ti
4,
N

with deparipvont he <o hpproxivauely S0 of
the court coployecrs will be intervicved betvron
dune 20 and June 20, Imterviews of 45 < €0
minutes cach will be schoculed with ench porvson
te be dnterviewed. 1t isg hpovtont that tho
schicdules be cleoenly fellewr! i ensue that olj
scheduicd engloyens can be intervicwed,

Dates Aveilable:

¥ . [pd Iy o p { M
Wed., - June 26 - ¢:18 - G:20 - Tuds
1:15 - 2:30 - z3.:4%

Fri. - dune 272 - Sare - EACOD

o

(&4 N}
]

i)

2

R

b
¥

p—

.o

—

Ea NS

[ACRap]
(5
(ol &3]
i

LD

Tues. - June 26 - Sape

Wed. June 27 - Sane

Thurs., - June 28 - Same

Fri.

I

The June 19 meeting will deternine what depart-
ments will be scheduled which tires on which days.

Requested Data from Department Heads

A.
B.
C.

Job Descrptions per III - A-1 - by June 20
Employee Listing per III - A-2 - by dune 20
Time Schedu]es per III- = B by June 20

1

!

dune 29 - Same - except for 3:45 (delete)
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Your assictance is

the orderly flow of thisg

JRC 1b

approeciated

study as soon as possible,

H

in setting up aond f

NI e e

icilitating



APPENDIX B: TOLENO MUNICIPAL COURT PERSONNEL JUDGES'S DEPARTMENT
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APPENDIX b*

TOLEDO FUNICIPAL COURT P
JUDGES' DEPAKTMENT

.
|

ERSGHNTL

JUDGES - 6 BAILIFF'S - 13
idine dne Francis taa g s
PY‘@ST?]”J JL:L 3 F;?QH(;I] C. Restivo Walter Geremski, Chief Ba P14y
dudozAllen J. Andrews Td Braves . A
o seraid as’ﬁub, sast, Chicf
JUdQG Il”‘d Latie |~'g.|-]~‘ ier ;‘:‘r
Judge Andy Devine ' P “‘”5~
: ! . John Lwrm1nwuum
Judge Gary E. Gabric 3 [ N
Judoe Harvey G. Siraub Judy Burke, Suncrvisor
He HATVEY b SLrauy James Chambors
John J. Connors
SITING/RETIP Uposes - ‘ S A
VISITIHG/RETIRED JURCLS - & dJohn (Jack) Gaffney
Avthur Vreft
ge ¢ Dacuz - b M a4
Judge Roy Dacuc - Delbert McClain
Judge Clydn Deads E foe e
> Yo 1 HEY‘SOB nGss
Judge Leouis Fulop Walla e o
Judge Joseph Wetli nal grevens :
5 » e = Wi 1T1au iappen, Supervisor
REFEREES - 2 COURT_REPGETERS - 2
A v ; -
fr. Herman Binze: Ruth Deliuder, Chief Repnrier

Mr. AL, A, (AbC} Hadd E‘ld Baverly Vines

COURT ADMINISTRATOR'S UEFICE

PROLATION DEFARTHENT - 21

s Q Foles .- . - .
?;g?angvéaF;1an°'= Court Adua. Chris Christoff, Director
n udanz, Sec Ed Kell, Asst. Director

PURCHASIHG AND PAYROLL OFFICER Benjamin Arnold

Jeanne Baheld
Orval Cawthorn
dnhn Flahie
Barbare Gardner
Willian CGeiger
Suzanne Heizer
David Krzyminski

. Carol lacon
1 y r .t
trs. Jo Hutchinson, Asst. Comm. Carol Cynthia May

Mrs. Kathleen {Danisoczky) Large Michael Harges
Miss Mary Myitray Charles Pfeifer
Helen Shinaver
Floyd Simon
Bernardine Steinmetz
Clyde Tisdaie, Supervisor
Rodocl1fo Vargas

Eleanor kelter

James C. Wise

Paul Thomas

ASSIGNMENT COMMISSIONER -~ G

Mr. Stark (Whitev) Convers,
Assignment Commissioner

Law Clerk/Bailiffs - &

Stephen Armacost

Nicholas Sron, Supervisor
Lawrence LaRue

James Peden

Martin Donelson II
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APPENDIX C:

TOLEDQ MUNICIPAL CQURT OQRGANIZATION

JUDGES' DEPARTMENT



e

PURCHASING
PAYROLL

oot

TOLEDO MUNICIPAL COURT ORGANIZATION

JUDGLS DEPARTRINT

PRESIDI?G JUSGE

JUDGES

!

COURT ADMINISTRATOR e EXECUTIVE SECRETARY

|

(Director)

ASST. DIRECTOR

i i 4 i
PROBATION & CORRECTIONS BRILIFF ASSTGHFENT COMMISSICIER  COURT HIPORTERS
(Chief Bailiff) {Chiaf Renorier)
i !
; i
i :
ASST. CHIEF BATLIFF ASST. COMMISSIONER REPORTIR(S)
1
i
|
CASE WORK SUPERVISOR SUPERVISORS CLERK/BAILIFF SUPVR,
)

PROBATION OFFICERS

CLERKS

VOLUNTEERS/INTERNS

P e RS

:
¥
DEPUTY BAILIFFS LAY CLERE/BATLIFES

Jddy

14
);4

9 ¥IC
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APPENDIX D: TOLEDO MUMICIPAL COURT PERSONMEL

CLERK OF COURTS OFFICE

CRIMINAL BRANCH

v

[




APPERDIX D

TOLEEG DUNTCIFAL COURT PERSONSTL

Pavicend J. Eleok, Clevh

Donna Worley, Chicf LDonuty Clerk/Seeretary to the ]erk

. 3 v —— 2 m 3
Robert Jd. fOvarly, v Clerk (Surervisor)
. .. v e | R T P e oo e Y
Derald Hanaiold, Clers (uuhgrv73ur,

Mary Wood, Donuty (Chief Cesnier)

feoroe Willford, Clerk (Cushier)

dJanet Watscrn, Deputy Clork (Trafiic douraal Clayl’
Cova Fulkerseon, Deputy Olerh (Crivdnal Journsd Chey)

Srenda Arnstvong, Dewuty Clevh
Fathilett Strobi, Denuty Clark
Futh Carter, Denuty (leyh
civvrnag Deckar. Deputy Cleek
I[de Fournier, Ueputy Llerk
tucenia Fasseld, Deputs Clerd
Dicno CGorks, Daputy Clerk
Doleves lentz, Doouty Clerk
Shirley Mesteller, Deputy Cleri
Leina Pierce, Deputy Clerk

NIGHT SHIFT PERSONLEL
Winfield Kline, Deputy Clerk (Supervisor)

Lois Amer, Deputy Clerk
Hfarauerite Bechler, Deputy Clerk
fnaela Higains, Deputy Clerk
“2lody Kischkau, Denuty Clerk
‘“iolet Sherwin, Dep -/ Clerk
Jean Yoods, Deputy C.erk



APPENDIX E

TOLEDO MURICIPAL COURT - CLERK OF COURT
CIVIL BRAHCH - 23

Raymond J. Block, Clerk of Court

Donna Worley, Chief Deputy Clerk/Secretary to the Clerk

Kenneth Recgent, Supervisor

Helen Lynch, Deputy Clerk

Vic Bellis, Deputy Clerk
MHarian Weiss, Deputy Clerk
Virginia Weitzel, Deputy Clerk
Jdanet Garey, Deputy Clerk
Julie Duty, Deputy Clerk
Minnie Cook, Deputy Clerk
Diane Tillman, Leputy Clerk .
Lois Hyott, Deputy Clerk
Janel Schaefer, Deputy Clerk
Florence Dankey, Deputy Clerk
Johanna Fears, Deputy Clerk
Charline Scharf, Deputy Clerk
Thressa Davis, Deputy Clerk
Julie Doyle, Deputy Clerk
Linda Lucas, Deputy Clerk
Inez Coutcher, Deputy Clerk
Gladys Walmsley, Deputyvy Clerk

APPENDIX E: TOLEDO MUNICIPAL COURT ~ CLERK OF COURT

CIVIL BRANCH

* , Deputy Clerk
* s, Deputy Clerk
* , Deputy Clerk
{ * s Deputy Clerk
F
1

* No names for existing personnel given, but presence observed.

X

~emy,

R TR e B




T T g P P T T L e i, M L7 o IO Y oy S e IR ST T MY ey T

‘4 XIaM3ddY

LINIWLUYdIa SNOTLORMHOD

GNY NOTLvaoud 1¥n0D WJIDINAW 007710L d04 LuvHO NOILVZINVIYO

DM REFT T ATV R g n pwmrs o o

TOLEDO MUNICIPAL COURT PROBATION AND CORRECTIONS DEPARTIMENT

TMC
|
DIRECTOR ADM, ASSIST.
. | ]
ASSIST, DIR. CASE WORK
ADMINISTRATION SUPERVISCR
HURON BUILDING OFF, SAFETY BUILDING OFF,
[ | — §
______ .
TEAM LEADER 4 PROB. OFF, 2 PRCB. OFF, r———1 2 PARA. PRO.{
‘ = 1
H
]
: pm = ey e |
3 SECRETARIES ! 2 SECRETARIES | —--§LL VOLANT ;
DEPARTMENT FROGRAMS b e ! bt
3 ] o i ‘ i
MODEL CITIES DEFENDENT [DRUNK DRIVERS | {TRAFFIC SCHQQL{
PROGRAFi DIVISION | PROGRAM : : !
e — | ‘1 ADMINISTRATOR]
: 1 PARA. PRO, 1 PROB, OFF, '} {1 OFFICER {2 INSTRUCTORS
: 1 PARA. PRO. i |1 PARA. PRO.
| 1 SECRETARY | '
r 1 DIRECTOR — -
i 1 ASSISTANT DIRECTOR 5
4 1 CASE WORK SUPERVISOR =
i 1 ADMINISTRATOR ASSISTANT S
; 8 PROB, OFFICERS v
il 5 PARA. PRO.'S -
| 6 SECRETARIES
i 1 VOLANT
; 1 ADMINISTRATOR TRAFFIC SCHOOL
2 INSTRUCTORS






