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FORHINW 

In t,1arch, 1973, the Cril;iimtl Courts Technical !\ss'istance Proj0ct 
received a request for assistance throu£;h LEP\A channr:ls frc:;1 the nGvily 
appointed court administrator of TolE:do's ~'lunicip~l Court. Th.! purpOSE: 
of thi s request \:a5 to provi cc a consu1t~nt to v;ork \,lith the b.d;:; I'd s tratcw 
in developing a cC!;:prehensivc pcrsonnE=l system for tile Coutt. Durir.~l th\..! 
Spri n9 of 1973, th0 ~ubst2.nce of the requc~it Vias di sr::u::~cd in d h \:ith 
the court administrator as \';e11 as \lith ether officitihnvolvt,J 'in court 
and LEAA operations in Region V. Acccrdingly, a cNlsu1tnnt v:Hh the 
requisite backgtound and expertise in analyzing cour~ porsonncl structures 
was assigned to respond to the request and a site visit was sch~duled 
for late June. 

According to reports from local officiD.1s irivolvl;d in the study, the 
consultant was extrel~:ely he·lpful durir.g the site viS'it and \,,(1;) in~tllin~ent(!l 
in r-esolving a nU~lber of ir.,[rlCdiate problems inv0lvc,d ~n the.! c(;urtls 
personnel planning. Subsequently, however, he enco~ntered val';ous dif
ficulties in executing the final repJrt ot his study and deve'lopil~g 
recotr:mendations for the court to use as a guideline TO}' plonnir.u. In 
December, 1973, the project secured a droft of the an61ysis pcnion of 
his report a.nd forlt/arded it to the court administr"tot for his cOl:~r;;ents 
and tev;e\·/. By Jl,ly 1974, the final sections of the teJ:ort arid recoli~~;endations 
had not been secured from the consultant, and it i'las therefor: jeterminsd 
to jJublish the consultant1s analysis as Phase I of the Repr-:'t and the 
Reco~mendations 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 preli~inary analysis, and, in 
part, upon the court administrator1s ol-m 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. 

i 



_ .,.-'!;II 

•. ~II 
~II 

•• 
;i 

~ ";;'lfiJ 

. , 

L .. ·.·~:.· . 
• 'i,qq 

'~.ci1 
II:. -l.1 

•. ~:-
i 

J 

I,' =c-;::;JI 

\. 

I. r:iTfWu:JlTiu; • .. .... ..... -.-. -.....- -_. -- .... ~- .... ,-_ ........ -

court uivisions MiJ are rt;:spJnsil:le to tJll: Court j'\(, ... ~lirti5i:.rat(jr, M:L.,ulti-

\:.licn \,uulu JoL) tl .. i-':llji CLirrfnt ut.:fic;i::f,(:ies 01:-.1 aliO\; for futul'l! li:...t.:..JS, 

ersity. ~pccifical1y, .:r. Friuu.ilar SOU!)llt tne follmtin:J obJl:ctivt!s: 

(1) to deve"itJp job task anu re:sponsit.i1ity uescriptioT,s, (2) to evaiuate 

tne or9aniza1:ional lIeeus of tile court relative to the preserlt job ut:scriptiOlIS, 

(3) 1..0 evaluate current persollnel cOl.lpensation levels GascJ ui10n bot:1 

internal anu external cQl,:parisons, and (~) to develop a COI.lprenens;ve 

in-house trainin0 pro\;jrai,) for Court E!r.1ployees geareJ to Dotll jot; tasks 

an\.! proli.otionu.l opporttllli1:ies .. ~icnaru Clague, a private consultant I/itil 

consiJeraule e>-per'ience in analyzing personnel systel,IS and or!)dnizational 

structures, ~:as assiyned by ti1e Tccnnical fissistan(;c Project to petfor,,! 

tne requesteu stJJy. :lr. ClaCjJc spent tiiO \'ieeks on-site, (Jutin~l tne perioLl 

of June 10 tllrOJ011 2.9, D73,durin:] \.ilici1 tirle the purposes of tilt:' study 
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~Iere clctrific.:u and court c;:Jployecs ~ierc intcrvie.:ed. Of particJlar assistance 

I'tere JU~~Je Frat,cis C. i{cstivu, .:r. FrieLir:ar an;'; P.i.1Y.IOllli ,;lock) Clt:n of 

Courts. 111l; rt:,;\~l cs Of~!1is effurt an~ descri,Il:J in LI!u fullo;;illj s(:cti(Jlls 

of tni s t't:fjUrt. 
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I I • STUDY r·1ET1,uDULuGY 

\'/hile this study has primary applicabi1Hy to the Toledo t~unicipal 

COl.trt, the resultant observations and recor;:mendations have relevance for other 

court systems utilizing similar organization structJres and experiencing 

similar problems in service delivery effectiveness. 

A. ObjectiY.f:.s_ 

The prir.:ary objective of the consultant \:as to determine the 

adequacy and effectiveness of the Courtts personnel ffianase~ent philosophies, 

policies and prac..tices as vieiled fro::1 his O~':n analysis as \.cll as the 

viewpoint of the staff and suprrvisors. 

Specifically, the study focussed upon the following tasks: 

1. Job Task and P.e~onsibilit~' Descriptions 

A revieH and revision of existing job task and responsibility 

descriptions and development of descriptions where currently nonexistent. 

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 
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corrective action. 

Preparation of suitable structure and ~cchanics for in-house 

upgrading of Court personnEl, as appropriate, through on-the-job training 

effOl'ts involving shifts in work content o.nd job responsibility. 

During the site visit, additional tasks were designated for 

study, including the following: 

o 

o 

o 

o 

o 

o 

Determine current and &ppropriate ratios of supervisory to 
non-superviscry ~erscnrel 

Analyze supervisory structure 

DeveloR r.lethocs for' performance eva 1 uati en 

Examine cc::r;,urlications and data nOll fSGurdir,q iceas, orievances, 
suggestions, \';ork direction, perscnal r:~tws"" 

o St~~_.d.es!_~e_.~f.._s.~P.t:!.Jj_s_oT_ reSr:9}lsj'y_~n_e_s_s __ ~o._~~i.~ti nj. ~lci 
potenti_aJ~b 1 eJis_ 

The study as it evolved was designed to provide insight into 

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 consultant1s observation and analysis of 

current practices. In terms of operational efficiency of Court processes, 

this area was considered only insofar as it directly affected personnel 

management practices or problems. 
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B. Methodo 1 09.1~ 

1. Rev; e\>l of Job Oeser; pti o~ 

Hhere Hritten job or functiunal descriptions curt'ently exist, 

a revic!\'I of their content ar:d format vIas made, along '.'/ith a cOrtiparison be

tween duti es descri bed and cut; es performed as detem i ned by employee i ntet'-

view data. 

Where no job or functional descriptions currently exist, 

l~ecomil1endations have been [.,e.de as to positions or functions requiring sa;,~e, 

and suggestions as to fotrat and content areas. It \'las determined that the 

actua 1 preparati on of jab c.escri pti ons v;oul d be beyor,d the scope of th; s 

technical assistance assigr~ent. 

2. .Ratios of Su:ei'visory to r;on-SuRe."vis.2I'.Y Personnel_ 

An analysis of the effectiveness of present supervisory ratios 

was made along with reco~~endations for improvement or change as indicated 

by the analysis. Sources of information for the analysis include existing 

job descriptions, employee and supervisor intervieVI data, accepted super

visory standards, and the judgment of the consultant. 

3. Ratios of 1I0peratingil to Clerical/Secret_arial Petsonnel 

4. Supervisory Structure 

A review and analysis of the supervisory structure and staff-

to supervisot ratios '",ere made. Recommendations for improvement in personnel 

management practices resulting from sttuctural concerns are provided. Principal 

focus was placed on general personnel management concerns first, with 

op~rational concerns as a secondary issue. 
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5. Salary Structure Evaluation 

Examination of the job pay grades ancl accompanying salaries 

paid viaS made to determine any structul'al inequities or prob1rm areas. To 

the extent possible, a review of the impact of the present salary structure 

was conducted. Recommendations regarding ~estructuring or shifting of job/ 

pay levels and practices ate provided. It;s aS5wi:cd that a r~~('!jor objective 

of the salary program is to pl"ov;de an adequnte and cm:petitive salary for 

each employee, recognizing the skills rE:quired in the job, the r(:sr.-onsiLi'ities 

of the job, the experience of the individual, d.nd the perfot'l;wnce of the 

employee. A cO::lpr'ehensivE: s,:lClry study Vlith mark<::t compariS(JllS Vias not 

anticipated or plannad as part of this study. 

6. Performance EvalL&tion Reco~~endations . --
I!'-' .-"--8 Commentary and recommendati ons as to advi sati 1 i ty and metho-

"".. ..~ 

II.i; ",0"-
\ , 

dology of conducting performance reviews and evaluations have been developed. 

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

Gu i de 1 i nes for recoITlllended efforts have been furni shed, \'Ii th sugges ti ons 

for supervisory preparation and tt~aining activities. 

7. Communications/Data Flow 

Utilizing employee interview data regarding sources, direction, 

nature, and adequacy of information flow in a CCII~~t system, an una1ysis of the 

communications patterns bet\'leen individuals and work units was completed. 

Problem areas have been identified, and comments provided regarding possible 

corrective actions. Areas evaluated include cO-\'lorker cornrnunications, 

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

and other appropriate areas. 
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8. Pride in Job 

An assessment \'/as made thr'ough employee i nt(;rvi (;\", data of the 

level of individual job satisfaction end sense of ~ersonally contributed 

value, as seen by the intervif::'n'ed sa;,1ple of personr;el. The degree of 

presence or &,!:;sence of positive jab r.,otivational fnctors \'!~15 dettrnlin.:,d 

from the sarnp 1 E' of amp 1 Gyt~es i nterv'j (.',:(;d. 

9. Supervisory PcsponsiVH;t:..~~ 

Individual rEaction to the supervisor's responsiveness in 

handling and avoiding pro!Jl(;;'1s regarding \,;ork cont(~nt, viork lands, pc:n;cr;nel 

conflicts, and other appr'opriate area.s have been sutra:arizf:c! and interpr£!t(;c. 

Tili s provi des a feedback Lechani sr.1 to supervi SOl'S for thei l' 

revievJ and possible action. Since se\'(~ral areas are presently undergoin:J major 

changes in work nature, structure, and content~ this inforli:Jtian should 

be helpful in assessing what further co~munications and genQral management 

information needs are or are not being met. For other supervisors, it will 

provide insight into how they at'e seen by the employees they supervise. 

Here again, a sample was used since it was not possible to 

interview the entire work force in the court system within the project time 

constraints. 

10. Training Needs and ~ethods 

Commentary on areas and methods of job ski 11 trai n; ng of court 

employees has been developed. This includes observations as to training 

needs, current methods, employee-perceived needs, and possible approaches 

to pre-service and in-service training of employees for increased effective-

ness. 
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tuurt Pt:I'SOlirt81. 

til~ PSYCllOS0cial iLlp'l iCJtions (jn ',., vI',; ;H..!rfor;"ctllce t:~di LeSL' si(.1tt;,;cnts 

inJications of ar£;os tv tt? prOl,cv for bpact in subse{!uent eiiployt:t.. intlr-

viel/s. TilE: uOCUI,ient t'(:vie,l, t!ll;li, pl'oviut:J botn a content dfldlysis of tilt.: 

syster,] arid the bu:>is fot' proc(:ss ;::;ract ana'lysis tilrou9il e ... nloYE.:e ir,terviE.:lis. 

iJocuhlellts rev;elit:u illClwJeJ, uut \i~re not liiiiit~u to: 

o Job ocscriptions 

o Function descriptions of \'/Orl~ units 

o ,Jork unit or depat'tnental personnel policies, ili~cre avuilaL;le 

o City of Toleoo pt!rsonnel pollcies 
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o Court and City sa'i ary!pay schedul es and cl assifi cati ons 

o Court records, operating reports, and in-process documents 

o Samples of routi~e inter-office correspondence 

o Samples of written work directions and assignments 

o Sampl es of court dc.cuments processed by vari ous eiliploy€!es 

o Draft materials of the 1974 Toledo/l.ucas County COI1:prehens;ve 
Plan for Criminal Justice 

o Organization tables, lists, and charts. 

2. Supervi so.t)'.;:::~er;;ent Conversati ens 

Through personal co~tact in group and o~e-to-one discussions, 

insights were gained into supervisory expectationc; of the study, current 

concepts of Court personnel supervi si on and hOl-/ supervi sors vi ewed thei r 

ovm roles in relation to their employees and colleagues. Tiue \-Jas 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 intervievls began. The second occurred approximately 

midvJay through the employee intervievi 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 available 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 vJith supervisory assistance. Criteria 
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for sample selection included: 

o Numerical totCll of approximately 50 percent of ei:1ployees in 
each organizational unit. 

o Representation of all job levels in sample, where available. 

o Represcntat; on of broad runge of emploYIl;ent set'v; ce from nC'r'lly 
hired 6Jployecs to mUltiple year veterans. 

o Employee avai1ability for intervim'Js during llune 20-June 29 
period. 

Emp 1 oyees could refus e to be ; ntervi f:I','ed if they des ired. 

This method of intervie'(/ saniple selection may leave SOr:1e tltil'Hs desired as 

far as scientific ~sthod gOES but has cd0quate vnlidity for ~~velopicg 

information. Interview length \'laS from 45 to 50 minutes each, with 15 

minute intervals betvieen each for notation sumnary, etc. Interviews Here 

conducted during vlOrk hours and in pl'ivute by the consultant, with standarci 

confidentiality and disclosure proceC:L;;~cs in effect. All employees scheduled 

appeared for interviews and voluntarily provided data. Areas included in 

the interview structure included, but were not limited to, the following: 

o Nature of job performed. 

o How employee was hired for job. 

o How long employee has been in present job. 

o How long employee has been in court \-lOrk/previous jobs held by 
employee. 

o How job is defined and assigned. 

o How job skills were learned. 

o \~hat training employee has had and \'ihat training has been received 
since taking current position. 

o How performance standards are developed and used. How people 
know them . 
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o ~Jhat \'lOrk content relationships ate betv:een employee's job 
and jobs of others. 

o Employee's reactions to ptesent job~ previous ones . 

D What employee likos/dislikds about job content. 

o What employee likes/dislikes about "'lorking at the Court . 

o Who provides work direction and supervision. 

o Employee's rGlrttionship v!i-:h supervisor and other \,iorkers. 

o vJhat employee's supervisor does • 

o What could be improved and how. 

o vthat shoJld be left as is and vihy. 

o Employee's future job intE:r.:sts. 

o Employee's future plans. 

o Hm./ much i nfl uenee on viOrk <.md methods employee feels he has. 

o Employee's description of information and cCii1filunications flOVi: 

* from superv1soi~ to el:ployee 

* from employee to supervisor 

* from employee to others in unit and vice versa 

* between groups in unit 

* between units. 

o How employee knows how he is doing. 

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

o Would employee recommend the court to friends as a place to 
work ~ why or \IJhy not. 
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}~ total of l~6 i ntervi e\i5 \:<:1'8 conJuctc~ over d 10 uay peri Oll. 

Tilo iIlU;rvib;3 \:ere CUI'l.lJcteLl in ali infori.1al :.;vttir,J, usin; tiw flues'dolls 

85 percent of OIl-site G)l!:'dl tdllt ti',E::. 

ce:;scs, 1:/1C consultant \iJS able to verify, ai,iplify nllU UOI~e cOl~r~ctly tat"lct 

concl usi on:; and reCOl:n:lenl1a ti ons. 

6. SummarlJ 
---.~-

The stuJy l.letnoJ involved both revie.i of docUI,:l:lItllry lltlta dnJ 

extraction, interpretation, reflection anJ field validation of cl,lployee-
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!]CIle:rateu s~u~ly inforuatioll. The; basic clpproucil ~iuS oriC! ;.Iorc C.~"H\lctcristic 

of applied social sciences than that of pure empirical revieW' and 

C01:UJ8I1tary. For this: tCuson, it is felt t:Jdt tile cor.clusions n~Jar'JintJ 

existiny conu; Liolls (ire reasuTlaLly c,CCUl'att:: und are \:cf] suppLlrt(~d by t' .. l-
I 

ployee reaction Jata. Likm'!isc, slILsequent rCCOi;l.lf'lh.:ations f(;)~ C01Tective 

i 

I: 
I, 
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111. ORGANIZATIOH OF THE TOLEDO r·~lJmCIPAL 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 r;reate 

operating difficultiEs which will be described in detail in a subsequent 

section of this report, 

The Presiding Judge, as head of the Judges Oepartn:ent, ;s 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 \'ieli \'iOrk 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 Departnent 

1. Judges 

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

Presiding Judge 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 

;1 
\ 
I 

V· 
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llelt:~dtes l.iLlCIl of tne aUl.liliistrutiun of COJrt Gusinc:s~; to tlif~ LO'.lrt ;\dmillis-

tile Court. 

Court ,,-"dr.lillistl'ator re'jarJiJ;;,; tn(.: operatiGns of tileir l'(:SDt.:ctivc .JllitS 

(See ,-\ppenuices' B and C). It shoul d be noted that the Court Administrator 

to the City Council for approval. 

The .lunicipal COJrT. opct'ates dS :l relatively tlutOrtOi;;OUS uhH 

from tile rest of City 90v~rr;;;,er,t, \;ith st:parate Ludset anJ pt2l"sonnel 

operations. L •• Jployees of tile l.vurt arr; not covered unuer City E;.,lployee 

contracts or umh:r the City Civil Setvice structure. T:1;S is trJC for bOt:l 

units of the Court: t:1e Judges r Dcpartl.:ent and tile C1 Qrk of Cuurt offi ceo 

The Court Adninistrator's JOD Description calls for the cstablistlhlE:nt and 

maintenance of a personnel adr,linistration system for Court ci,iploJees. In 

operational reality this applies to the Judges Department as opposed to 

including the office of tne Cl~rK of Court as \iell. The Court J\l.llllinistrdtor tilen 
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fonwlates a!Jpronriate personrle1 adl;;inistratiol1 pol icies anJ regulations 

as neCllea. Department heads . iUY a 1 so fon.:Ji ate operdt; ng !JruccJurt:s for 

tileil' units Laseu 011 tlW oVerall pu1ic/ yuiJe-lines. 

R8portillg to tne Court ,\-.lr,iinisttator are tnc heuds uf tile 

follm/ing units: 

(a) i,ssigl1:.1ent COi,j;,dssioner's Jepurt:;lent. 

(b) Court ~&iliffs. 

(c) fTOl.,aticn ar.u Corrections [)ep.:trtlti8nt. 

(d) CCJr~ ~~corucrs. 

(e) Purcilils;1l:.JlPayro1 i. 

if')"" . \ LxeCUClve ~ecretdr!. 

The Court ,",ui,iir,istrator is cI1arged \lit:, respor,siL.iJitj for 

the effective oret'ations of tllese units tilroug:l their rest)ective directGt'S 

arm sUP£.:t'V; surs. 

The ;'lssisni.,el11: Co",;.lissioner and nis staff of ei~l1t 

have priuary responsiGility fot' t;)e S:IUOt:1 fur:ctioning of ttl€: C(;urt's Cilse 

load. "Princip"lE~ focus is on tne sClleliLllin~ anLi trackin~ of civil cases 

;/1 process, sincE this area cOI;i?rises a major portion of the extenilC::J. triai 

case load in lilunicipal court. In addition, the ;\ssigm.lent COia,1issior:er's 

office ildnules dll inCO!.liTl:l progress inquit'ies Uidt COllIE frO,,1 attorneys, 

Jefelluants, plaintiffs and other interested p·wcies, as \iell as the 

sciJedulino of judges, court rOOiiiS anu lal'l Clel'fJiJailiffs. Tile initidl 

data processing of case inuexes l!t1J Su:.u.lOns l,laterials including the primary in-

put key punch work, is also handled in this office. 
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The Assignment Commi·ssioner 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 opereticn of coutt proceedings, coutt rooill 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 (9) deputy Bailiffs. 

Each deputy is assigned a general territory of the municipal area. This unit 

is responsible for serving all court processes including summonses, It/arrants, 

garnishments and attachments and court-ordered replevin and repossession 

actions. In addition, the City of Toledo j'lunicipal Court also handles some 

legal actions for neighboring municipalities v:hich become part of each 

bailiff's work area. Field training and audit is a major duty of all super

vi~ory personnel. Each of the two supervisors is also assigned a daily case 

load of field work in addition to supervisory duties. As opposed to the court 
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~ rOOl,1 activities of tile Lall Clerkjuailiffs in tlle :~SSiSJf1lilcnt Cor,::,lissioncr's 
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o-Ffice, the Court bailiff's I/ork is outside the court rOOf,l ill the cOll,LlLlnity, 

anl.J pulJiic cOlltact anJ invC:!stigatiVE! ski 11s are a critical ['art of nis 

du ti es (See Appenciices B and C). 

p~rience(j recellt rapid grO\'/tn, Loth in tEf,;iS of s~~aff anJ caSt,1 loa,j The 

structUre consists of a ~irector, an !'Issistant .Jircctor for t\I.ll.;irlistr2.t.ioll, 

a Case "ark ~JPL:r'visor, ei~,jt \0} Fl'o[.:tticn (:ffic~.:rs, five (S) r'ura-;1i'dt:s-

personnel. Tile :Jepar'went is ;:'hysically sep6.rati::u in t\;O different office 

bi.1i1din;:is about one (1) Llock apctrt (~Ee ~ppenJices C and F). The Probation 

uepartuem: is organizeu in t\IG uivisioiis iJascu tJporl job functions anu 

prograt;l areas. Secti on VI of the 1972 Toledo Hunicipa1 Court Annual Report 

proviues a description of tile type ami level of activity performed by the 

ProLaciol1 an..; Corrections Jepart1.lent. 

Presently, ti,cte are t\;O (2) full-tiwc Court Kcportcrs 

availaole to the Court for recordinu ana transcribing Court proceedings. 

One of the reporters functions as tn~ supervisor and Chief HeDorter, wddnu 

scheduling ana aJr;Jinlstrative decisions. The Court ;'~eporters also are 

available, as Court scileLlules perlilit, to transcribe Court proccec.iin:.Js for 

attorneys on a cirect fee basis. 
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F'utCil"Sir,~j and payroll fU11~t.i~lls ar.e performed by 

one: f;l:)'SlJlJ \;c..rdnJ ill CuJlccrt \,; L: the Court Administrator .1:: tIl; t resiJil1~: 

tluJge. "j ;"Ie employee currently serving as Purchasing/Payroll Off icer form(~rly 

abilitj fOUliu ·/Jiu:t:l.:: . .' t:i~~ CGJrt r,':I,il.isLrctcr. 

lJ. C1 erk of CC:urt 

Tile C1 t=rk' s off; ce is Ji vi ;J(:\.! i !lto t,iO .~djor trallc.lcs: t.l€ Cd;':; liell 

tJranc;1 anu trle Civil u(::tnc!1. T:w Clerk of Cour'C, as an elec·;.cJ officidL 

iJas c01,;plete centrol of tIle operations of ;1is offic2 ;ncluuin~; staffin;;, 

policy ,.laKin£; anJ ;Jers0ntlel aJr.lildstration. Thl S-::cretary to t:le Slcrk 

also Strves dS Ci1ief :Jeput/ Clerk in tilC: Clerk's absence. 

1. Crki na 1 u}'ancn -----
Tne Criinindl uranc;' nas t\:o s,Jifts of personnel \:itl! tl/O (2) 

Supervisors and fourteen (14) Deputy Clerks on the <.lay shift, anti one (1) 

Supervisor and six (6) Deputy C1E:rKS on t'1e night shift. 1";1is Dr-anci) 

processes all Jocu~Ents relating to all traffic and criminal cas~s nan~led 

by the i·;ullicipal Court. iiith tne exception of designated casniers anJ 
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journal clm'ks, the Jcputy Clerks receive no re~ular specialized assignments . 

• lork is perfori.lr;J on a pooleu basis on the tilt.Oty tllilt it is iLlportant 

for everyone to 0e able to do all nceJ(!u liork in VIC brancil. fJt=nerally 

speat,iIIY, n~\iU' CLlploYl!e'j are traiflt..:J L.y norc experienced p(;l'sor.nel dl1u 

spend a greater Slldre of their tili1e \jotking tile putl ic contact countt.;1' 

is locateu 011 t,ltJ fil'st flool' of tnC! Court [;Llil\ling fur easy put,lic uL:CC!SS 

(~ee Appendix D). 

2. Civil uta lied 

The Civil ~ranch nus one (1) SupervisQr ami t~.er;ty-t\'JO (22) 

Ueputy Clel'f:s to proces:> all civil case (:;ctiGlls cOi!in~l through -::i1e Clerkls 

office. In contl'ast to the Crir:linal JranCil, the Civ.i1 ul'anch uscs utlesk" 

assignr.1ents \;hicil proviue a degree of specialization anu specified account

aDility for assiuneJ eLiploye:es. T:lc:re are eig'it (C) general al'edS uf J(:sh. 

assi gnident: 

o Aia lJesk 

o Counter/Contact 

o 

o SUnJhl0ns Des k 

o bookkeeping 

o Trusteeship Desk 

o General Clerk 
o Data Processing 

(See AppenJix E) 

:i , 
'. 
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Tile level anu l,atJre of case activities in loth brancilCS of 

the Cl (:r~' s off; r::e i s d~scri LcJ r,iore fully ; n tile Court's 1972 !\lD.!.:J_aj_.i~"'p..9l'_t, 

(~ection Vi). 
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The following observations are a product of data collected during the 

study from employee intervit;\·;s and dOCUlilent rE:Vi(~'(i. ~ihi1e Nl::tl of the data 

gathered throuGh personal discussions \·lith 8mploy('cs [.lilY be 1:1 product of their 

perceptions rather than actual fact. I it is noneth~!1css si£;i'ilicant as tin 

indicator of the general I,'ark env;rc!"":::rrt at the Court. 

As a general ohser'''ttion~ it should be noted tlwt the physical setting, 

equi pment and total 1 ack of reasopatl 1 f: space contri bute grCEtt 1.1' to the 

mor-ale and attitude i1robler's c8scr'lbed later. Social scicllc~ research has 

repr:>atedly shc: .. m tlitlt aClHC proD 1 e:r £, tllld to eXf",fJTict to :;e:&Y cd 5 i S PI'('f'or

tions \'/hen the physical setting of v;ork ;s viev:ed by e::~ployh~s in a negative 

way. ~:henever people arc so cr::n:ded tog0ther that the i:,Qvc:,:cnt of om: 

affects the others , small er probl e;;;s sudden 1y becC1i1;c bi fi9t:.:t' ones. The cl CSt! 

physical proxinity and physical hazards that er:~ployees are confronted \'lith 

daily can only D0ke the situation ~ore explosive. 

Remodeled and expanded facilities are critical to the effective operation 

of the Co~~t 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 Departrrent 

1. Overvi eltJ 

On the It/hole, personnel in the Judges Department were very coopera

tive and helpful. They displayed a general level of moderate to high positive 

attitudes toltJard their work, their supervisors and genet'al en~ployment con

ditions. As with any study of this type, there vias a degree of curosity 

displayed regarding the purpose of the consultant a.nd the anticipated result 
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uisplay.:.:v c'Y tire C1e:rk of CGdtt office I'il'sonnel, as describ;J 1,:le:r. 

la:h suuullit appei::)'eJ to :l",ve \.lH'~,eLi t:iil'U:' out \:t~ll \ Hl.ill its cP.:n area, 

but [,JU not: i,)Clue d~1 effort :;0 inte~rdte its suLullit. full:; \,it,lir. the totd 

Eacil suu:.lnit :iJS a ;ri~:, ',01u,H2 \.orUoch.i in relation to its stCiffinC) 

in an integrat.(;LI TdS,I1Gn. ,.s..;escriLDu later, tilE: role of tile Court tdl,linis-

trator is net yet clear or fully accept£.:u ['j all of tilE: staff-- a factor 

\lhicn duaS to the 'lack of cGorJir:ated pl'E:ventivG Jction plannir;~j \;hiCI/ SJloulu 

be taLing place. lilis pro~'ie,; lIas pal'ticularly evident h:len tllC! various unit 

heads l.let touether \iith tilt? CO~Jt't jlur.1inistrator anJ the consultant on h:o 

occasions to discuss t:lis stuLiy. Other later' otservations fJrtncr suoportC!d 

ttlis fin(~ing. 

The relative nf:!\lness of tile present Court ;\d:llinistrator, coupled \Iitil 

the difference in style beh:een hi!.l dnd t:le previous fHlministrator, may \:e11 

contribute to tile distance bet~{een he and the 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 un~t head either pre-

fers, or has not developed an alternative, to ~.;ork directly with the Presiding 
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Judge on operCttinJ policy j,1Jcters, anJ '.:;t:1 tile ,r,c.jl,linistr,lior on l10ciJanical 

or equipL1C::llt/supply otit2ntcJ llatters. 

2. JUUi;CS 
--,~,.,.. .... --

visit to spe:1)lI si':Jnificant tii.:e ;:i-::'i, tlir,:: CO.lrt JuJr;QS uiscussil"j thdr vie.is 

JUdy€:S' I,;eetinvs ;::liC!1 dealt ~,ith urerat.i0lidl corlccrn:;. JUll;Jt::: ::(;stivu, 

on tile staff cinp j ojees of the COJrt ra tiu;:r titan bE.; COi.JP 1 i ca teu uy aJeJi 110 i r. 

the potentia1 bias of t,H~ ':Uj:;~~SI o;Jinions. 

probleloiS in the Clc:rk1s office Jr" ... COlicerll lias e:·;presstJ by sev~t'dl of then 

about tile personnel practices anti possHile abuses CJccut'ing in that office. 

utller concerns ..leal t I'li tn tile net10 for .:til i nte~ra tect anJ coJifi eJ sOt of 

personnel policies for tile entire llun;c;pal court systeJ.1 to rerlace the 

either pieceilleal Ot nOll-existent I,iateridls nO',i in use. 

~uestiolls lIere raised concerninythe effectiveness of case 

scheduling and processinu. t,re tl1in~s being done in the !tlOSt expeditious, 

yet equitable \Jay? Are the resources of the Court euployees being developeJ, 

tapped and utilized to tile best possible extent? Lml can the Judges De of 

assistance in facilitating neetled il;lprover:Jents? Shouldn't there be periodic 

rnanagelilent tra i ni 119 for the Judqes to help thel;} becow~ more effi ci ent and 

effective? Uther attitudes reflected the couv·erse, i.e. that c.ourt operations 

should be left alone. 

,! 

i 
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Inclutlt.!(j ill tnis section ore cCJr:~t.I(::nts and ot;scrv{l~ions t-.:-

anJ exec.utivE:: Secretary. 'Iil(:se dre :;rOUPGL! togc:ther Jlj(! to the 1 i;.liteJ si'zE: 

of tile; r res pee t; ve \:ork units tin", the; rei USE.: \.0r;:itt) an-.i supcrvi sJry 

(d) CGL;tt \,.; .. i r. i -:; Lt .. \ tvr _--._. __ ___ n", ___ ~~,,_ •• ___ ____ _ 

Court '\li/.~in;stratur, tr12 relati'/~l:: short tE:11Jre of t,'e first r·,.;:tillistr'atot, 

needs for facilities, l:<;uipi.lent cll1J 0reratin; sysL .. l .. ;flrovc.:t:nt.s, ar,J 

h.etnO(Js furt;ler adJs Lu tlie uilE\,i.lJ.S of tnt:: Court j'\UI,inistratOl~ . 

Lis Cleneral opt::ratinu style is a rL.:asoLably relctxeJ one 

vlith an umlercurrent of JetE:tiJ:indtion and occasional directive/,ess eiwrJcteriz(;u 

by some impatience in Jealiti~ \:itil otht::rs. Conversei.y, he is often reluctant 

to assert hilliself if 1 situations where the individuals or the situation itself 

seel,j to call for clear directions frOLl the ,"tJ .. linistrator. I.e expt'essew con-

cern ovet' nO~1 best to fi t hi s styl e of I;Jallage"lent \Ii til the needs of tile Court 

\'Illi cil call for greater organi za ti on anu def; niti on of \;ork assi gnments anu 

laethous anu a clearer sense of overall. direction anJ coordination bet~:een 

I'lork units. Tile factors of til.le and increaseJ e.<perience \fit;1;n the Toledo 
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Court systel.l should assist the J\jJ,iinistrator in rosolvin:.; SUI.le of tilese 

concerns. 

Furt:i0r, tile ;'-Jr~i ni strator !IUS tdkcll on tile task of at-

tempti ns to cridge t:]f; IjJl f Let;':2en uni ts of tile Judges I DE:partl lent and tn.1} 

office of t:lC! Clerk of COurt. JU2 to tne fricticiis and orerdt.in:] uE:ficicllcies 

uescriLeu throughou.t ::lis rqurt, ti,is rOll: is tti;.;in~ anJ :d~l;llj tL,i::-

conSUiili ng. 

iiw ,;uiiinistrator "ay soon finJ rlir;:;elf cau0.1t ir. an 

1:ne uevelopi,lt:nt of lonUE::r rdTl~]t~ pldlis, goals anLl Gperdting Q,;jectivl:;:s rOl1 

the i nte!jrd ti on anu iiprove'llent of COJr~ serv; ccs i:inJ ptoCb.iJr(:s. i:d s r,lay 

occur partly as a r(;s~it of his tJ',;J1 style of operation un"; tlart1y dS a result 

of his staff, consciously or unconscioJsl:1, proviLiil"19 \:ork to til£:: ,\ul.linis-

trator. 

Tile consu 1 tarit \Ias ij,ipresscJ v:i til the overall abi 1 i ti es 

ana observable talents of tile '1J::iini:;trator despite tne ut:.!scrit.eJ prol;lems . 

\·iith addeu confidence, ne should achieve clearer support fran tne unit heads 

and can, tiwreliy, perforl.l d fiiajor role in il"provirl~ the Courtls operations. 

Alt:,ough the ;,Jj,linistratorls job description calls for 

tne developl'llent and J.laintenance of an overall persrJnnel dUhlinistration SjSte!il, 

at present, the situation parallels t:lat of a patc(1\:ork quilt, in that bits 

and pieces of policy and procedure exist rather than an overall personnel 

system per se. The apparent pel'sonnel guidel ines being used are cOli1posed 

m;;linly of elei,lents taken in direct copy fOn.1 fro;n the City of Toledo ;,1unici

pal Personnel Policy materials. Since many of the City eI.lployee policies are 
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not dir~ctly a;)plicable to the COurt situation, thcr-e are gaps \:I1;C/1 i.lay 

or filay not be fi110u by COJrt-gencrat::·j policy. The consultant was unt:tble. 

to filiC.J any "lanudl or accui,ulatioTI of policy st,.tb,iUltS constrLlCt~J for the 

Court t/1dt Has consi:;tent for dll UI,itS of tile Court. Ti;C illplicatiun 

v;ou10 Se!;;.l to be end! tnere are SOLi8 generally r~co:JJdzeu al1u accepb::J 

practi ces uctSell on 11; S 1.ul'; ca 1 prd.C ti CE: ar,u tilE: Ci ty personnel iddi.ua 1, LJ t 

to tne uiscr8tion of unit ht::dUS E::xcent for sala)'y actiorls \:.1iC!I ore CdSCJ 

on trle City s",larj cla5sific~tiCi:;S elf;::: SC,jc:JJh:s. 

Trds situacion raiSeS lll!tural questicns uS to consistE:ncy, 

equity Lln'j SOJfiu ;IU;;,dn r-.;sOJrc(: L1a.r.d,:j-::;21It. Tile keepirn of careful al~'; 

detailGu persL:filiel rE:corjs :ICS only Le~lull lately dti) t:i''; lJst one alill a naif 

to tliO years. !fluS toe ctCCurute oeter'liinatioli of acc;jr.·;lJlat~u leuve tL:e, 

service bU)IJS creJits, a:Jscrice rE:<::orGs an..; perfOrilJnce/uisci;:l1ill!; ptoi;L:::1S 

is relatively sriiall) t11e proolei:i still exists and is COi.lpml/1tft.=d Ly tile 

hi gil 1 eve 1 of average YL!ars uf sE:rvi ce of t;lGse Cl,D 1 oyees. Su:k: \.ork UllitS 

have preparl:U tllE:ir mm policy state;ierlt l.wterials l:i1ich an: ~iven to e,.~loy-

ees, \'Iilile otn(:r urdts leave policy deten1ination/doplication decisions to 

. f tile unit lfE:aJ Otl a proLlbi-uEi,dliG i:asis . 

Presently, there is no appdrent proS'raq or t.it:ti1f)uoloDJ for . ".' p. { ,~ 
deteruinin9 levels of E:llployee perfonolance effectiveness. ,dtn tile Court 

~,-. of perfon,lalice i.lanagE:;,ient in re~arl.i to lotlg-range operatirij goals has receiveLl 
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little attuntion. Curn;ntly; perfor'liance (2valuation efforts dre done on 

an ii:;pressionistic l'Jsis, if at all. ::ore often, DcrforLl8nce effectiveness 

is dealt \!itIJ by unit ;1~iHjS on a 5it~ation i'l situation (or pro!ile;,;J8xct:ptiun) 

oasis. 

have been trauitional or :listvric31 o!Jc:ratilv,J functicn.:;. j·:L ...... r;:inistrl.ltor 

his other activities Gcr,dt. liS nm. proces;es anJ ODC1"atinJ proct;I",JJ'(:s 

\·lill neell to Le prepared. COl,C'Jrrer.: e:ployt.;e u2velu:,.;i;nt arlo trctir:inJ 

efforts,"JIIiCil dre 110\/ Virtually r,on~e,dsteflt \·;ill also :Idve to (.c ~~vc1op~1l 

alvJ instituteu. 

lnese prol.Jle,,1s, .. iile pertaininj tu tne uperatiolls of 

tne JUllg~S' ;;epartment as a \111018, si1Jula not be constl"t.lC:u as failures of 

tile Court Muuinistrawr since tiley -.levelopc.u tefore an '\l.lfllir.istrator ever 

enterec the system. T!/l:~Y Jo point out, hmever, areas requirir.~ ilis pro.;lpt 

attention Lefore they beco;;lE eVE.:rt ,::ore c.iifficult to correct. ~'e \·lill 

need continuing outsille assistance in gcttins sorlE of tilese itE.'i!s under 

systeaatic Jevelo~Jent. Given the staggerin~ load of daily operational 

problel~ls facing the /\tihlinistratOi~, iJe ewes not presently have sufficient 

staff assistance to botn uevelop t;le ;,mc;l needed operatin:] systel,ls aThl 

plans, operate the Jaily court business Voluille, ;1.lprove the ;naJeqllate sup_· 

port facil Hies and equip;,lent problems and develop a cohesive operating 

tear.l. These are all pressing i:sues 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 dile~ma of the Administrator as 

he attempts to establish an effective and accepted role in the Court's 

operational manageri';ent. 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 level of competitiveness he feels with the 

Administrator over what should be done and who should do it, this alterna

tive may become a necessary Y.iay out. A cl earer and broadly understood re

definition of his role must be developed. 

(c) Court Reporter1s Office 

The Court Reporter's office, currently consisting of two 

people, has more volume presently 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 problems regarding the use of part-time private agent 

or free-l ance court reporters) additi ana 1 staffi ng becomes a somev/hat seri ous 

concern. steps to alleviate a long-term staffing situation need to be taken 

now to provide *or the growth and development that may be needed in breaking 
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in new personnel. Although temporary Reporters are not the bese 10ng-

range solution, they permit situational flexibility at little -long term cost. 

The Chief Reporter has some apparent supervisory duties 

which \'/ere not readily apparent beyond that of scheduling. If a definition 

of her role exists, it is not clear to her precisely \'/hat supervisory or 

management responsi bil iti es she has. lio written job descri pti on was pro-

vided, leaving the conclusion that perhaps none exists. \,Jith 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 

(process 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 effecting improvement~ 

perhaps to the detriment of the third. The general management and supervisory 

area vlill 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 chanQes 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 confrontation cf 

moderate or larger scale would put the Administrator in the losing side unless 

he can develop an operating'.. :,.~. un his otm. \'; •. iJ.t! L. c.m g&rncr support 

from the judges and particularly the Presiding Judge, he cannot substitute 

their authority for that ~'Jhich he already has in theory. He must be ablE: to 

take clearer stands and establish his leadership position. 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 control 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 existent in the Clerk of Courtls 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 commun'ications, 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 thi s study, the key punch operati on for many of tl~0 cn ta processing 

functions being perforr.:ed in the r'1unicipal Court Vias 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 nuch 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 Commissioner1s office appears to function on a relatively well organized 

and effective basis. 

As \'lith most other sections of the Court system, an 

increase in the peak case load at any point in time obviously creates some 

manpower and service problems. The new Federal Criminal Guidelines wil1 mean 

an increase in activities for the Assignment Commissioner's staff, and the 

expediting of appropriate court papers and documents will be 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 interesting to ~ote that this office was one of the 

few observed during the course of this study that attempted to list for its 

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 

:i 
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approximately 80~ of the appropriate changes in names of agencies or super

visol'S having been made. It was noted, hOvlever, that some of the policy 

statements still made reference to the Toledo Department of Personnel, which 

would)in all probability,not be the appropriate personnel adrr:inistration agenc) 

for court emploYE:es since personnel r;'utters fot the court syster,l are h~ridled 

through the Court Administrator's office for those e~ployees working in the 

Judges' Depart11ent and by the Clerk for those court employens \·/Orking in the 

Clerk of Court's Office. As indicated earlier, the Toledo Municipal Personnel 

Departr:1ent policies serve "s a basic guideiine for sUlJervi:50ry d€:c;s;on n:aking, 

but no formal policy manual for the court system per se was evident during 

the course of this study_ 

Job descriptions fer er.1ployees in the Assignment Cor;:mis

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 Co~missioner or the Co~missioner 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 particular job incumbant with no detail as to specific 

functions to be performed, specific responsibilities to be discharged, level 

of authority to act in any q;ven matter, or any statement of how \'Iorking and 

operating objectives dre 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 court system. It is important to note 

that if the Assignment Commissionerls office operates with the clearest 

definiti on of job responsibil ity, but does so on a verbal level, this woul d 

raise serious questions as to how other employees in other portions of the 

court system gain any insight or knowledge regarding expectations for thei~ 

performance. 

A generalization which can be made about the Assignment 

Corrmissioner'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 carryon 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 

Assignment 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 formal i ze some of its operati ng procedures in an operat-j ng procedures 

manual or similar documents. Th'is will be understandably difficult to achieve 

since this office, like most others in the Municipal Court System, presently 

functions at a minimal staff level and in a 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. 
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The functions of the Assignment Commissioner's office 

interface to a high degree with those cf the l,lf.!rk of Court's office with the result 

that the Assignment Co~missioner's staff is often I:ighly 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 Assignment Commissioner 

rather than on l Ie supervisors in the Clerk of Court's office. As will 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 tle 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 ans~/er 

questions. 

As mentioned earlier, the original data input preparation 

via keypunch occurs in the Assignment Commissioner's office. The mat~rials 

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 Commissioner's staff to the Clerk's office. 
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On several occasions data needed by employees of the 

Assi gnment Commi ss i oner' s offi ce Has requested but not eas ily obtai ned 

from the office of the Clerk of Court. This situation Has 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 LaH 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, Hith the result 

that a great deal of time is lost by the Law Clerk/Bailiff who is 

subsequently rebuked by the Judge in the courtroom for not having secured the 

needed materials at the appropriate time. This situation occurs partly 

because the Law Clerk/Bailiffs are law students Hho 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 backgrounc! assistance work appears to be 

a goe0 one. However, greater clarity is needed for the Law Clerk/Bailiffs 

to understand i:heir precise role and performarr:e expE'ctation~. In addition, 

more ~ommunication 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 La\~ 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 c nuisance. 

It ~lOuld appear that the 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 than on the present 

pool basis so that a clearer worki~g 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 a function of not having made clear 

what the job assignments would be to the prosp(;ctive employee and to those who 

would bF::' 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 some of these 



•.. " .... 

. .., 

• 4' '., • :. 
. '" . 

tWIll.· a_ 

..,. " 

J-.,4I 

':,11 
,~~. 

""1-

-39-

. 
problems. Often a La\'! Clerk/Bailiff wi1l spend the first four to six months 

groping to \'lOrk out an undel'stand;ng and necessary 'riork relationships to 

perform his job, the next four to six ~onths actually doing the work, with 

the result that any given Law Clerk/Bailiff might not be in the system long 

enough to E:;stablish positive \llOrk relationships and credibility 'rlithout some 

external assistance. 

Much of the activity of the Assignment Co~~issicner's 

office operates on a pool basis. This means that the clerical dnd 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 situation holds true in the assign~ent of Law Clerk/Bailiffs as well 

as of Judges to specific cases in specific courtroo~s. The obvious con-

sequence 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 

responsibil ity 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 ~/ho are involved in the effective operation of the Court escape 

finite responsibility for making the decisions \,fhich they should make. This 

problem 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 

oper'ation is to be maintained in the Assignment Commissioner's office, it 

would be extremely helpful and bznefic;al, as a purely practical measure, to 

put a screen around the keypunch area so that the i ndividua 1 do; ng 

the keypunch work is not subject to the pressures of the public 

contact counter in the Assignment Comllissioner l s office. A keypunch operation 

requires a fair degree of uninterrupted concentration which is not presently 

available in the existing facility. 

The suddeness of the installation of the data processing 

and keypunch operation was not without its impact on the staff. Initial 

questions were -posed such as why is it here and how are we to go ahead and 

learn how to use it, as we are told~ without any prior training or experience? 

However~ this confusion is not to suggest that the keypunch operation be removed frot 

this office and such a measure might well encounter resistance from the staff. 

As with the installation of any ~ew operating system there is the need for 

clear and continuing communication regarding its intended use coupled with the 

provision for adequate technical training in the use of both the equipment 
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and in the understanding of the systems tnat are being put into use. 

There is little 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 bp used to expedite court business, it was not readily 

apparent either to the consultant or to the employees involved with its use 

in the course of this study. 

In summarY1 the Assignment Commissioner's office appears to 

function well despite some potentially serious problem areas. These areas 

include the need for clearer opera~ing procedures definition, clearer work 

responsibility definition, the need for a greater degree of compartmentaliza

tion of courtroom activities involving th0 Assignment Commissioner's staff 

and Judges, and the formalization of training activities for data processing 

and Law Clerk/Bailiff personnel. As with other areas of the Toledo Municipal 

Court, the Assignment Commissionel,l s physical facilities gr3atly hamper the 

ability of that office to perform well. The staff ;s 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 distribution 

of work load, and that supervisory responsiveness in this office runs at a 

very high level. Comments have already been offered suggesting an improvemert 

in the adequacy of existing job descriptions and that job descriptions 

for the clerical and Ass'istant Commissioner's staff be developed. 

A very healthy level of interchange regarding performance 
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review/evaluation data appears to exist. The vtork relationships among 

members of this office were sufficiently good so that th~re Jid net appear 

to be serious problems in that area. Employee attitudes appeared posltive 

and directed to\vard finding ways to improve the effect.iveness of the 

court operation. 

4. Probat.ion and Corrections Dep~rt~ent 

The Probo.ti on and Correcti ons Department has undergone rap; d 

staff expansion which has had significant impact on the roles of almost 

p-very individual in the entire department. Appendix F provides an organizational 

outline of the major functional areas of the department. It is significant 

to note that the staff of the Probation and Corrections Department is split 

between t\'/o physi cal 1 ocati ons whi ch are approximately two blocks apart. 

From a purely practical standpoint there are some inherent protlems that im

mediately arise from the combination 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 deve'loped 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 stabil'i zed. 

In examining the department1s organization chart, inherent struc- . 

tural problems become evident. For examples 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 . 

. . 
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for 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. No information was provided regarding the 

position responsibilities of the Assistant Director of Administration. It 

appeared that in this position~responsibility was lodged for the establishrr.ent 

of work flow and management systems, although this assumption was neither 

confirmed nor denied by interviev/ data. ~lany of the key decisions in the 

Probati on and Correcti ons Department regaroi ng pol icy rr.atters are probably 

made by the Director. The Assistant Director and the Casework Supervisor 

appear to function as operational facilitators in seeing that the operating 

load of the Department is adequately dealt with by the remaining staff. 

As a practical matter, it appears that the Casework 

Supervisor might be respons'ible for providing supet'visory 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 would 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 liThe Boss"--a reference indicating that when 

significant decisions regarding the Department's operations were necessary, 

the Director was the sole ind~vidual to whom people could or would go to seek 

such decisions or clarifications. 

Among the members of the Department i nterv; elt/ed, a 

strong esprit de corps was evident. The staff indicated that it experienced 
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heavy demands in 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 pr2ssure with relatively little 

understanding of their precise roles and in need of more clearly defined 

operating methods and specialized training to carry out programs to \vhich they 

had committed effort and talent. I n every i ntervi m'l, concerns \'Jere expressed 

by the staff over the ability to manage and schedule time; to develop, under

stand and ~ltilize effective operatir.~ 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 of their conversations with the 

Director and/or the Casework Supervisor and their own formulation as to what 

their parti2ular 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 re~ources 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 impos~ible 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 
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The Depat'tment will have to make a fundar-:1ental decision 

as to which of three policies it will use in operating: (1) use specialists 

in some areas supported by casework personnel whe., follow a c~se from 

beginning to end; (2) operate strictly on a casework basis from beginning 

to end; or (3) use certain personnel to handle intake work, others to 

handle counseling and rehabilitation work, and use specialists in specific 

program 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 operation of programs, the Depart

ment should put more emphasis on potential problem analysis to identify areas 

that may pres£;nt operational at' 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 

accompl"1shed by the development of clear job definitions supplemented, most 

importa.ntly, by clear-cut operating objectives that are time based and measurable 

in terms of output. Thi,s 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. 

t., 
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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 Oepartn;enl... Such a master plan might also help clarify what 

business is to be conducced v:ith1n the Department, by what sections and by \':hich 

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 m~nagEm8nt 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 ~nd the relevant operating procedures. Presently, much of 

the clerical work is done on a :)Qoled 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 procedures and operating 

mechanical systems will playa 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 anrl how they should be performed. If possible, it wQ.uld 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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conjunction with his regular work, or if the Director does the definition 

work on his own, there is the likelihood 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 sur.;mary, with regard to job descriptions, they 

apparently do not exist for all the jobs in the Probation 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 \·,hat circu;;;stances and with \';hat time limits. Such statements 

of accountability help the incumbent realize the expectations set for the 

job 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 anc the casework supervisor also needs to 

be more clearly defined. 
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As a further carrment on job descriptions, it should be noted 

that there ate tv;o types of job descriptions: a functional description which 

describes the basic nature of the services to be perfomcc! by any incltllibent 

who holds the particular job title; and an individu('.l job responsibility 

statement which is unique to a specific person who has bfcn hired to perform 

a specific job. The second type of job description is a dynamic one. It: ,. 

be developed for a specific time period with specific output rasults 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 Hould appear that 

even with clarified role responsibilitip.s, the span of control for the Director 

or the casework supervisor is far greater than one individual can effectively 

manage. It appears L.i1at the intent of some of the supervisory positions is 

to have so~called working supervisors. This would mean that, in addition to 

supe.rv;sory duties, the individual would be expected to carry out a certain 

case load 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 control that is neces

sary for the del ivery 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 

management-oriented situations. These positions would be supplemented by 

;; 
I 
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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 
, 

maintained. vihilC' this physical separation may be necessary because of 

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

serious operating and coordinating problemsc.:- which \'lill probably increase 

over time. Staff training needs must also be met and include professional 

skill training in various program aspects, and time management trajning in 

defining job responsibility. It It/ill also be necessary to more fully com

partmentalize and decentralize the supervisory decision-making processes 

in this Department, particularly if the diversity of prograrr:s and the division 

of facilities is to continue over any extended period of time. 

5. Bailiff's Office 

As indicated earlier, the structure of this department includes 

theChief Bailiff and an Assistant Chief, two supervisors and nine bailiffs. 

The tVIO supervisors also carry a basic work load roughly equivalent to 

that of the bailiffs. This department is l~esponsible for the service of 

court uctions. 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 Vlo,rked in the department for 

many, many years during which the Department has undergone a number of changes. 
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Because of the hi story of the Department there are sti 11 remnar.ts of the 

political patronage process at I-Iork, both in the appointment of individuals 

and the assignment of work and work territories. 

The area served by the Bailiff's office is divi'ded into 

districts with each bailiff assigned to a particular territory for a given 

period of ti~e. 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 I'las 

careful to select representatives of both major political parties to establish 

some political IIbalance ll 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 

level 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 Ass i stant Chi ef, compri ses the actual supervi sory unit 

in this department. The consultant vias unable to determine precisely ~:hat the 

supervi sory functi on of the two ;5-upervi sors woul d be other than poss i b 1y 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 IIjuris

diction" to provide technical assistance and backup in the handling of any 

particularly difficult service situation. 
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It vias apparent that sincere and heavy effcl~ts had been 

made by the present Chief Bailiff to cot'rect many of the ope\'ating deficiencies 

and ineffectiveness attributed to the former operation. He expressed a high 

level of concern for securing recogni~ion for the bailiffs in their efforts 

to improve the operations of the Department. It should be noted that the 

consultant1s conversations with the Chief Bailiff were quite friendly, in 

contrast to his somewhat evasive conversations with other department personnel. 

Despite assurances by the consultant that he was not auditing the perfonnance 

of these personnel, the Department employees did not want to engage in any 

in-depth conversati ons regal'di ng the operat; ons of the Department. 

There are no formal job or position descriptions fa\' 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 

job 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) in the early afternoon. Each man 

10g~ his own actions, services and disposition of work load. This is audited 

monthly by the Chief Bailiff. Appal~ently this monthly audit process is a 

recent change subsequent to the appointment of the current Chief Bailiff and 

was inst'ituted apparently in order to cope with the potential problem of in

dividuals leaving the office sometime in the morning and not returning until 

the following morning with little 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 cvailable in 

a wri tten document and theref(l)~e apparently !Iud tJe;,rl devi;loped and communi cated 

to the Department staff orally and perhlips in segments over aped ad of time. 

While the staff is sufficiently small for this tecflnique to seem reasonable, 

it is necessary to establish some firm base line which can be referred to 

during the course of handling c:ny particular pe}~formance problem that may occur. 

In the case of the Bailiff's Office, this would not be possible. One of the 

specific areas in need of clarification concerns the policy tm·:ard enforcing 

the mandatory retire~cnt 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 depar'tment were called marshal1s--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 position 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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judgments of the Court. While it is now standard operating prccedure 

for Bailiffs to utilize the services of the police and/or siler-ifffs office 

whenever assistance of this typ; is needed, there is still the problem 

of developing an adequate op(:rating image in the cO;;:ir:unity for the Bailiffs 

as officers and spokesmen for the Court. 

Further, the Chief Bailiff should periodically rotate 

the geogt~aphic territories of each of tile 8ailiffs. ~Jhile periodic re-

ass i gnment of personnel has been used as a means of [liodi fyi ng work perfomance 

behavior, the frequency of rotation should be incl~eased. In this way the Chief 

Ba i1 iff has a greater opportunity to detcrmi ne the performance effect; veness 

of each individual and to develop a clearer set of operating guidelines and 

procedures. As long as an individual is locked in psychologically to a 

particular territory fot' a relatively long period of time, it is fairly easy 

to develop operating methods that mayor may not be consistent with the job 

that needs to be done -- particulal'ly in situations ~'ihere 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 \'lay operating 

problems can be surfaced fairly rapidly and worked out . 
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There is also the m~cd for the Cout't Ad:ninist.l"ator to take a 

more active role as the manager of ' this section of the Court's operatbn. 

Although he HWY fLeet Vlith a great deal of passive resistance on the purt of 

the present staff in the Gailiff's Departrr:~mt, this relatipnship must be 

established at an early time if the Bailiff's 08part~ent is to be a part 

of the Judges Department for ~'Jhi ch the Court Adl:linistrator lws chief mana

gerial tcsponsibility. This could be achieved throu£jh a statelrent from the 

Presiding Judge indicating his understanding that this \'Jod;ing relation

ship betYJeen the Chief nailiff can then reeet to discuss the ~:(;tting of 

Departmental operating objectives and performance effectiveness criteria 

for that \'/ork unit. These criteria can then be the basis of exchange be

tween the Court Administrator and the Chief Bailiff as time goes 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 strea!l) of 

Court activities and subject only to the official direction of the 

Presiding Judge or other judges in the Court. 

6. Conclusions 

The Judges' Departr,lent, like many systems, operates 

reasonably well despite some serious management handicaps. In organizations 

where the \'lork"lo3d 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 load, it is not unusual to 

fin:; the problems that have been described here • 
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Many of the operating systems which will have to be 

developed through the Court Administrator in conjunctio!i 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 illcluding the identification 

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 "tho 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 

SuD unit vis-a-vis other supervisory personnel and en:ployees in that subunit 

needs to be clarified. A greater distribution of decision making responsibility 

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. t·/hile it is a natural human reaction under. 

conditions of expanding work load and increasing staff level to squirrel away 

more and more work and attempt to maintain tighter and tighter personal control 

OVE:r an situations, such a strategy is extremely um1;se and is usually se"lf

defeating. The key to success under such conditions is to develop the shared 

responsibility and accountability based on the approach of an operating team 

r~ther than one of individual control. 
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From a sheer vlOrk quantity standpoi nt, decentrul i zat; on is a 

key factor tllat is necessary. Accompanying that decentralizatio:l, hoV':ever, 

must be the clear definition of operating methods and procedures for eacll 

subunit so that there is some common·,thread basi s for control. A proper 

concept of control is one where monitoring of activities C6n take place against 

some predetermined standard in order to effect a reasonable judgment as to 

whether or not activities are actually or potentially leading toward results 

that are necessary to be achieved. It may be necessary for the court system 

to consider the fGriodic 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 summal"Y, areas requi ring attenti on and improvement requi re 

the following actions: 

(a) Develop clear job descriptions. Tllese should 

descl"ibe 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 

operating objectives should be defined for each invididual within a "'Ol"k unit. 

Thi s \110111 d i I1cl ude statements regarding the quanti ty, qual ity and other 

performance parameters that are expected as a result of that individual IS 

work over a p~riod of time as well as a statement of to whom he is accountable. 

Rather than a simple description of generaT responsibilities, a dynamic and 

changing statement of actual wo~k 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 requirin£j procedural

ization and then to develop a priority rating as to which areas are most 

critical and require proceduralization first. A means for educating present 

and future employees in the use of these operating 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 develop a set of operating personnel 

policies vlhich apply equally to both units. If accomplished this \'i0uld 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 each employee 

with updates maintained in supel"visory 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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Operating 

objectives as described earlier in (b) cen serve as a mecns for the on-going 

and periodic evaluation of elTiployee performance. Hhile tht-.: area of perfor-

manee eva1uation is usua'ly regarded liS sensitive~ it ne(~d not be if lwndled 

on an informal basis. r·cs primary objc!ct;ve is to provide: a meaninoful dis

cussion betv'Ieen the employee and supervisor regarding v,'hat is happening now 

versus what needs to be happening and outlining correctivQ actions if ap

propriate. Perfot'mance evaluation and performance mamlge!::f!nt do not auto-

mati cally requite forn:al appraisal forms. In fact, in this court situation, 

such forms would be totally inappropriate at this point in time. 

(f) Provide time budgeting truin.ing \';here.E:l_~ series of brief 

workshops for professional ar.~~~ri~al employees \'lOuld provide inst!:.uction 

in the techniques of planning and_~udgeting tin:e. Such training c.ould \·;el1 

be provided after a reasonable level of operating procedures and operating 

objectives had been established, since these vlould be key elements in any time 

budgeting system. 

(g) Provide supervisory ski1l~ training. A series of sessions 

in basic supervisory and management skills ;s needed for all supervisory people 

in the court system. It is highly possible that local sources exist which 

might be of help in formulating and conducting such programs. If not, the 

court should r.lake 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 work; ng rel ati onshi ps bebleen the majority 

of the employees in the Judges Department is of a sufficiently high level 
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that 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 co~~lict bases. On an over

all basis) using a scale from zero to une hundred) the general op€:rating' 

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 level of problems to warrant 

the investment of a significant portion of time tovvi'\rd problem correction 

and pl'eventi on. 

B. Clerk of Court 

1. Overview 

As indicated earlier 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 

of Courtls office is divided into t\'10 major branches: the Criminal Branch, 

which works on a pooled work basis, and the Civil Branch, which works on a 

IIdeskll assignment basis . 

Personnel in the Clerk of Courtls office were generally cooperative 

and helpful although obviously guarded in their responses to specific 

questions. They displayed a general level of moderate to semi-negative attitudes 

toward their w0~k, their supervisors and general employment conditions. A high 

degree of curiosity about the consu1tant was expressed by the staff to determine 
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vlhy he vias there~ \lhat he \'las doin(J~ etc. The gencrv.l1y gU<1rd f;r\ reaction 

of the Clerk of Courtls office staff is in marked contY'Clst witlt the pl'e

dominantly cooperati ve and hel pful atti tudes displ aycd by C!l;,ployees of tho 

Judges Depi:l'r'tment as descri bed earl i cr. 

Staff interviews in the Clerk of Court's otfice displayed a 

definite undercurrent of dissatisfaction~ low morale and very 1m-, motivation 

levels. Almost universally there ~'Ias conc(;'rn over the c.onfidt'ntiality of 

the data that \'lOul d be gi ven to the consultant and the potent'i a 1 cor

sequences, both personal and organi zational ~ of speaking candi dly yJi th tile 

consultant regarding their observc.tions of the operations of this area of 

the Court. Since the Clerk of Court has the authority to hire and fire all 

personnel within his off; ce, r;!any employees expressed the fear that if th0Y 

were quoted as having said anything negative regarding the operation of the 

Clerk's office their employn;ent vlould be in immediate jeopClrdy. 

Th~ comments v/hi ch fo 11 OH, therefore, regardi ng caridi ti ons i rI 

the Clerk of Court's office represent the gist of the comment:. v/hich vley'e 

made most consistently by a significant numbe)' of employees in the office. These 

observations shou1d 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 \'Jith 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. Lxaminnt.ion of the '"Actual so.laries 

for these employees irldicated that thm~(; ate HidE:ly ranging actual rlites 

paid, although there ".prlears to be one pay g}'nde for the Iilujority of €n~ploy(!t:s 

in this office. This has probably occured as 11 \~esult of individual ernploy(;:c 

sa 1 at~y deterni nat; ons made by the C 1 Hk of Court based on fw:;tors such as 

1ength of ~E:rvice, performanc..~ Ot' other unkltol'm considerations. The C1C'rk l s 

Office is the only section of the entire Toledo Municipal Court systom which 

does not use graded salary classificati.ons \'/hich bear SCi::C resemblance to 

the level of responsibility and performance expectations of the individual 

employee or position. l\gain) the Clerk of COU1't has the sole apparent authority 

for the deternlination of all personnal administration policies, practices 

and decisions) including rate of pay and benefits. 

The general operating framework of the Clerk of Court's office 

was one \'Ihere all decisions of substance were mdde by th€l Clerk of Court 

persona 11y. The functi on of so~ca 11 ed supervi sory personnel lias apparently 

to collect that information and relay it to the Clerk of Court. In actual 

practi ce it \'/o.s observed that the supervi sory personnel served very 1i ttl e 

purpose as supervisors per se. The pro10nged illness of the Clerk of 

Court \'1hich necessitated an absence of several months fol1o\'Jed by a schedule 

\'lhereby he was only in the office for apprOXimately 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. It was readily 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 

fill this void. In those situations where they attempted to deal with this 
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decision-making vacuum, their efforts had met with little success; many 

individual Employees felt free to ignore their decisions since they were 

not made by the Cle,'k himself. It vias also observed that in situations 

where supervi sors attempted to execute what woul d be cons i um"ed a normal 

management role, they vlere eithm~ shortcut by employees v;ho v:ould by-pass 

them and go directly to the Clerk, or undercut by the Clerk himself who 

would either negate, revet'se or ignore the decisions that they had made. 

It \'Ias readily admitted by most employees that original 

or continued employment in this office depended upon several factors \'/hich 

would have little relationship to actual job perfol1nance. These factors included 

the employee's political affiliation und personal relationship ~·tith the Clerk of 

Court. In conversations Ylith the employment agencies used to refer clerical 

employees to the Clerk's office, it was apparent that only individuals of 

the same political pe}~suasion as the Clerk would be considen~d for employ-

ment and this question \'las 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 corrmercial business setting. 

The \'Jorking relationship betY/een the Clerk of Court's office and 

the Judges Department can be best characterized as alternating between an 

armis length approach to one of passive resistance. This is particularly true 

at the management 1 evel s of the organi zati on rather than at the 1 m'/er operati ng 

levels. It is readily apparent, however, that at all levels the employees 
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of the C1E:l'k's offic£! do not see therT'selves (IS an integl'al part of the 

court systtm 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; like'dise there is a level of 

person-to-person assistance to the Judges Department from employees, of the 

Cl erk! s off; ce. The !let effect is that t\'JQ major units of the court 

system have not adequately \'lOrked out an i nter-depenclent and coopenrtive 

working relationship at all levels to facilitate the business of the court. 

While the Administrator has made attempts to provide assistance to the 

Clerk of Court with regard to f~cilities 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 conflict between the 

tVIO departments or secti ons of the court oper9ti on, but, rather, alack of 

coordination, cooperation and intergration of effort that is essential to 

improve effectiveness of court operations. Since the Clerk of Court1s 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 it. 

2. Cririnal Branch 

The Criminal Branch is the primary point at "'Ihich 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 Clet'k ei':plainsd that employees,with the exception of those 

\I/ho do journal posting, \'iOrk on 0. pooled jon basis s:; that they c.cm f"i11 in 

for any other' employeE: who is il1, absent or on vacation. Hllile it is 

desirable to have backup personnel available in such Cilcu~stances) it would 

appear to be amass i ve dup 1; cat; on of effort to have evoryone doi n9 bas; ca l1y 

the same job. Another consequence of this approach is that no individual 

has any specific accountability for performilnce accomplishn€nt. This results 

in vlidely vatying l:,Iork loads frorn individual to individual, depending upon 

the drive or initiative of that particulal' e;nployee at any given point in 

time. It ViaS interesting to note that a common comn;ent made by (~mployees 

in this area ViaS "v:hat you like to do is exactly what you don't get to do}' 

With regard to the pooling 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 did not particulat'ly like that approach to work because it made 

them too visible. 

On examining the various functions occurring in the criminal 

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 



IF 

S:·,·, Ii;' 
n 

~' ., 
'. 

~ 

~, 

IJ 

-67-

cashier \·/ork 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. Others 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 \'Iant to they don't. For purposes of cash 

control, there are cashiers \'Iho handle the collection of fine monies. There 

are also journal clerks \'those 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 apparently 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 vvere ever sorted out or put into any ki nd of pri ority setti ng. 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 \'1ide variety of criminal offenses, the contents 

of the work basket would vary in both quantity and complexity. Employees 

frequently sort through the work basket for types of actions \vith which they 

are familiar and appeal to them at that particular time, or for which someone 

has requested specific action. 



• 

,. 
• I) 

t1 

-68-

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 \~as general agreement that it would he1p to com

partmentalize the activities of the branch and provide some means for 

assuring that reasonable and proper work procedures would be developed and 

fo 11 o\,/ed • 

It was apparent that although there were what might be con

sidered standard operating procedures, these procedures were ones that had 

evol ved over a peri od of years and had been passed by \'/ord 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 follo\'/ed 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 illness and reduced work schedule. The 

develor;ment of supel'visory positions should be concurrent with the development 

of more systematic methods of work processing. 

Some uniform personnel and operating policy statements would 

~lso 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. vJhether 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 d~10nstrable lack of work planning and definition 

of priorities was noted. Work efforts in this area were oriented primari1y 

toward survival. 
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There was also a de~onstrable need for more modern office 

equipment in this area. The physical setting and equipment appeared to be 

extremely inadequate for the volume of work bei~g processed through that of

fice. To further complicate matters, desks were arranged in such a way that 

if one person moved a chair he woul~ be im~ediately either sitting , , 

in someone else's lap or bumping into a desk. An additional hazard was the 

hanging of telephone and pm-/er lines approxin,ately 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 basi'c facility 

creates many of the conditions necessa,ry 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 

~Jas interesting to note that in discussions with local employment agencies 

which have on occasion referred personnel to the Clerk's offic~ that office1s 

reputation in the comnunity results in difficulty in recruiting candidates who 

are'willing to even take an emploYi11pnt interview thet'e. 

As with any organization where there is a lack of accountabil

ity and where much of the decision making authority and power i.s concentrated 

in one location that functions on an intermittent basis, there have developed 

some internal social groupings of employees. These groupings generally fa1l 

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 w~o 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 establishr:d themselves 

either with the other individuals or with the Clerk. In more than one sit

uation it was confided to the consultant that enployees were afraid to ask 

for time off fran ~/ork for medical treatment for ~Ihat appeared to be serious 

medical protlGI:,s for fear of loss of employment. Also included was the 

concern over i n-group/out-group dyr.ami cs that CGltTIe into pl Cly ~'lhenev2r 

it was necessary for one person to ask another for assistance. I-lhile 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 tension and pressure \'Ias displayed by rr.any of the individuals 

interviewed. A proper analogy might be that of a physiological 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 ~f turn-over that has occurred in that office 

in recent years. ~lany of the employees worki ng there are purported to be in 

a situation where they need to \'Iork for inccme, are concerned about making any 

waves that might jeopardize theil' job position, and fear that if they make 

the wrong move they \'1111 not only lose their position but \'Iill have to deal 

with an advf;r~e 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 arbitl~ary or 

tyrannical in . is 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 i result of a new federal criminal code, and in light of the problems 

described here, it woulJ appear in the Clerk's best interest as well as 

that of the Court to develop a cadre of management and supF;rv;sory talent 

which can aqsume 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 af new personnel to replace those who 

have left for various reasons. In the meantime, very little operational 

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 mor~ fundamental problem that 

needs to be resolved is the need for the development and empowering of additional 
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supervisory personnel in this branch who are recogniza.ble by thp. Clerk and 

the employees as able and chartered to deal with operating problems and 

decisions. 

The introduction of electronic data processing may ultirr:ate1y 

be helpful to the entire court system. However, until such time as the basic 

G~t~ ~enerating and processing sources and procedures have been defined, re

fined,and improved, the court is liable to realize the truth in the adage 

IIgarbage in - garbage out. 1I 

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 supervisor1s role in this branch is perhaps a little clearer than in the 

criminal branch in that the Clerk bf Cburi1s personal office is loc~ted 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 ;s experiencing difficulty 

in executing his role. Employees intervie\'/ed 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. Over 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. 



• • • 

OJ 
u1 ., 
".' IIlIIII 

III 

-73-

\!lith regard to job training, again the predominant form of gnin

ing job knowledge is through on-tile-job training from other personnel or fY'om 

onels predecessor on the job. A common attitude displayed was "I knoltJ 11m doing 

it right because 11m doing it the ItJay I vIas taught". Unfortunately, such a 

philosophy operates on the presumption that the way you were taught was the 

most effective method. There is clearly the need to clarify the operating 

system of procpssing documents in this branch. \!lhile operating directives 

may exist, they appear to be passed on by \·wrd of mouth rather than througll 

written communications. It appears that very rarely was there any review 

of performance unless an individual made a significant enough mistake to 

warrant such a di scuss i on. {,s with the Judges Department earl i er, it woul d 

be. important to not only develop a cl ear statement of operati n9 systems, 

models and procedut'es, 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 reviews of progress, and problems as \I/e11 as dis-

cussion of problem correction and prevention strategies would be extremely 

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 

level in relation to that which would be considered 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-link with those of others in the same branch. Generally speaking, 

operations of the civil branch and the criminal branch have not developed 

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 of 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 O\'/nership 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 \'/as 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 situation is 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 \'/ould apply not only to the acquisition of 

imp'r'oved equipment and facilities, but also to the d~velopment (Jf basic 

operating systems, policies, and common r:~ethods. Such a joint venture may 

be difficult to achieve but \'lould yield significantly improved re:;ults in 

the over-all effectiveness of the court system. 

The various components of the Toledo Hunicipal Court must 

operate in the context of an integrated whole. It is imperative that the 

Clerk of Court develop and charter an expnnded supervisory organization 

to be able to cope with the magnitude of problems and decisions that need 

to be dealt with in this operation. It is inconceivab1e that anyone would 

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

still expect a reasonable degree of productivity. This is particularly 

true It/hen personal conditions permit only a limited time involverr.ent on 

the part of the Clerk. Although the Clerk of Court serves as the chief 

executiv~ and manager of that portion of the court system, he does not need 

to make every operating decision. 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 um'/ritten 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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TO: 

SUBJECT: 

June 19, 1973 

n. S. frie:dn:ar, Court tHil,:inistrc.tC:1 

F:aYP('iid ['locl, Clerk cf Ccurt 

r. s s i ~i r. r: c n teo r~ r, i s sf 0 t' ~, r 
Bailiff's Dcp2rt~cnt 
C 0 u r t I>;: crt c c' s 
Payrcll & PurcLa::-.in9 Ofnc£:r 
,-robaticr; L'2pC:rtr"cnt 

PERSe:;:;;EL STL'UY - STr.UCTUrE 

APPE tiD I X f\ 

I nrc: S i; G n set 0 t L f dis C U <; sic nat t 11 e r:H.:: e t i !1 ~ I r r, 
J U 11 e 1 8 ~ the f G 1 1 C I,d n ace I .;:. (n t S Elf d s t l; d '/; t t' U c tun. 
has L (; C r. d Eve 1 c c cd. f) 1 C i: ~ Ere v i u. 7, 1>: ;:! c ; ( ~ t" C 
act i v i tie s C:. r; d p (' C v ide yo li r i' e ci c tic r; a t t ~. c: r:; c t tin ~~ 
scheduled fOi' 1 ;00 P.:·:" Tuesday, June 19. Yct't' 
pre pal" a tic II a n (! ass c: Ii' b 1 y eft r. e r (;: q l, C: s t (; (1 G Co 1.. F.t L y 
the t ir:; e sill ci i cat e d .,.;i 11 b € t~: G s tar H f cia t!;;: .:; • 

I. PURPOSE OF STU8Y 

It is interrrEted thet the purpose cf this 
study is to rrovide insight to r&ntr8~ent 
perscnnel regarding the relative state of the 
personnel mar;age;~:ent practices in the r'unicipal 
co U t't s Y s t e t:1; co up 1 e d VI i t h r c c 0 i'1:1. end a t ion s f 0)' 

improvenent, if any. This would include su~mary 
and interpretation of employee re&ction inter
view data! review of written personnel ~anage
ment policies~ and observation/analysis of 
current practices. The major product of the· 
study will be a written report docu~ent) which 
will be reviewed for action potential . 

This study is not intended as a~ operations 
\' e vie ~<! 0 rile f fie; e n c y II stu d y . Sue h i n for nat ion 
will be dealt with only insofar as it directly 
affects personnel management practices cr 
problems . 
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i n t e r vie \'; d a t a, ace (;- ;: ted SUD l 1 \' i ::, c; r y :; f' .! I. 0 f 
con t r c 1 s t a I: Jar' d 5, c. Ii ceo n S 1I1 tan L j u d £: c ;,~ C It t. 

3 . Rat i 0 S Co f "c p e )' e tin s. It toe 1 E: i i c,;: 1 / ~ (; C l'l~ t a I' i a 1 
Personnel 

,t;. nan c; 1 y sis s i n;i 1 art 0 t r1 a t i Ii i t c :i' ;: '.:; 1 1 be 
mad e, \d t lJ a r p )' a P l' i etc r e cor:, r: e r; c; ~ tic r~ s . 

4. Supervisory Structure 

A teview and analysis of the sllrerviscry/manage
ment structure in reqard to cate~;ol'ies) duties, 
authority levels, sp~n of contra', an~ staff
to-supervisor ratios will be made. Reccmmendaticns 
fat ir:lprovement in personnel management practices 
res u 1 tin g f r crl s t r u c t u r a 1 con c ern s \'I i 11 be m J de . 
There is the potential for consideration of 
supervisory job content analysis which will be 
done, if time permits. Principal focus will be 
placed on general personnel management concerns 
first, with operational concerns as a secondary 
issue. 
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5 • S [II a t y S t rile tun: E v Q 1 U II t i (; n 

[x (; /:' i n & t i G n 0 f the j c:r. P il.V ~j r £: d C: ,; f: r rl 
i.' C C c: I p (; nv i r, ;1 5 a 1 J ric s ~: c: 'j d \: ill l (: l. 'i: d t t 0 
(Ich~n'·i:,(;; (;/1.1' stluctu)a1 it1~'(1l;iti(:s {r ptc;[,lh': 
<H' (; i: ::. • T () t 1; (; ext r; n t P f) S s i Ii L, " j E 'v 'i \ i 0 f 
tf, ~l ,',,·,·,t;(lCT t'l«l

f :·h .... ; t"'j"f .... (··t~.J· ::..,.' "t ~ ~~, (' ~ I"" ,; .'1" .... r..........."b, f;...1.t,;~; _ ."" ...... t,.. ... }\,,~ I I~ f .. ,'t' ~,~ ~~\. ,~,u L' 
1.',"j'll b0. ',','i::'(>.'.. f'·"'C.!,:",-·t'!f' ,t~r'I" l'('('dl'(l':r (' 

... .. ~ t.: \.,. , ~ ~'I...,_." ~~ (,. t \: i ~ I"~. \,. ~'f J~: 

t'f .. S t rue t u r ~ n <; c' I' :5 Ii 1 ~ -;: 1 n q 0 T ."I (] ii I \>:1 y 1 eve 1 s 
a 1'1 cl pre: c t 'i c c S \',' 1 1 1 b J r r u '; i ',:' L. 1 tit: ~ :, Ii i ' ',~; 
+-! ~ t " r' ~ .' (" J' r ... ' • 
l' ) U Q :. c; ,j Cd .' [) J E. C c; '. C (. '/ l I 1 ~ S cd i} l'.Y ; r () ',I t 1,1 : • 

is top rev 'i (~G Q n c: (~r ~j LJ ute t: t": ( C L :-,; ~:: :_, tit .; v (~ 
S t: 1 a l~ .J' toe {; c; he!'; p 1 (l ,'. (; (', )' (: (, ;' wi 7. i rlf~ 1. L l: S U 11 ' 
n: c; u ire di nth r j G t:, tr j f: r c s : ( L :; i L ~ '/ i ;~ ; ;:: sci 
tile j (; b ~ t Lee x p ( r -j (: ! l C 0:;:, f t. ; ! t> inc i v ; ~: U [; 1, a n c: 
t he p r r f f', \'j "r. C t.: o.r t )", c, c"·, 1(- ';',. J" ........ ;' L' t ., I' .. ~ ,,.', 

'.... \.' i ' .. j..". t ,'.. ! to'" J"" - '\ L "1.' I lit.. ':! .• i • ',. 

sal a l' y S hi ,:1 Y ',': i t it L, t d, etc (' I .;: [' 1 ~. ( n 5 i: Let 
ant i c i P 2. t '2 (I (1 r p 1 a n r. s d t! S ;.: crt 0 f t n i:~ stu d Y . 

Cor~;::cnte,r'j' 2nd (eccr,:·~~cn('c:ti[l,~.; Cl2, tc 2:"vis-
;:, t j " 1 l' t, I :::I, " T' t~, t h I'> r C' 'I ,'" ." r; \.' C I .;, C ... .; 1" ," ..... i _J r.;;. I. ,,1 .: ~ I" \.,1 ..... ~ \.) ~ J \. ili\.., .. t ~,! 1.,:' 

P to: r fer r. a r. err E: ': ~ G '.: S ~i r; ,; c v c. i.; i, ti ~,I,::' \';: 1 1 t· c: 
d C '/ e 1 c;::, e:: . L r . p " eye c i n t e r .... .j l. ',; :~ 21 t a',', ill t' e : 1 c c t 
t IJ e i n tel' est i I. a 1', c: 1'1 (: E; etC')' S li C rl 2: c t; '/ 1 t i i" -' • 

Guidc~lit~t:s f01' an.Y recClr::·~cr.dt,d (ff:'l't~, !,:nl be: 
f " I'" t'! .: sf', t". ,,..! I.. l' t ;. <:: U ,'" .", r. ::: .1. ~ r, r' '" -', 1 ( .. I] ':' " •• , " 'J'''.' V • I ~ "..., • r J I ..J ,:."~............ I.. l.... ...,;; . l .;)" II t- t, I Y l ... ; y ...... 

p r f; II era t i a r. and t r? i f: i n 9 act i vi tic s . 

7. COiil.,;unications/Date, F'lo\'i' 

Uti 1 i z i n g c n; p 1 0 Y e e i!~ t E: r vie \', d a tat' ':: ~ (l )' ci i n Cl 
soutces, dirEctio~, nature, and adequacy of 
i n f 0 n :~ tic r; f1 0 I': i r: co U l' t S Y s tel::, a n a r: a 1 y sis 
oft h e c c ::: [;, 'J n i cat ion spa t t e t' n s t e t ',: e e r. p eo;; 1 e 
and work units will be made. rrctlQ~ areas 
l.;il1 be iccntlfiec, and co;'mcn1.S pl'ovic(:.d i'C

garding pcssible ccrrective &ctions. Areas to 
be evaluat~d inclu~e; co-wo)'krf ccr'mu~ications, 
supervisor-to-employee cormunicaticns, depart
ment-to-departmert con~unicaticns, Drd other 
appropriate areas. 

8, Pride in Joe 

An assessment will be made through e~ployee 
interview Gata cf the level of individual job 
satisfaction and sense of ~ersonal cantrib~ted 
value 25 seen by the interviewed sample of 
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p (' r S 0 r: ti (, 1, T Ii e de 9 1 C, C 0 f p r., , ' U I' (; I' 

(1, b s e l~ c c c f P 0 sit i V 1_ J 0 l r: () t 'j \' !~, 1.i ( n a 1 f (.~ c lr n, 
wi 11 t'c dcU;n,ineJ fre' the: ',:::ph of 
(, q I loy 0 e ~ i n t c r ,: i C'.,': c: , 

Ir.di':idu~d r;'2ctirr: tf] the su: ''1':i~·(r' 
r G S ~) (I n 2~ i v ( i'f r~:" s i rl h r !: ,.11 t n ~.1 ~;, I: ,": ~; \/ C, i C: 'i L ';.' r ret" .... 
1 (.: n s r G ~ a I" (' ~ ~<' ',f ':' r L c (~ t U It, ~ .. ( r;: 1 0 :i '.'>" , 
p e }' :: (1 n r: ,::; 1 c ( r. f 1 i c J~~.) c,: ,':! (, t ;, c ( r1;';,)' C ;: )' i r.; t f:' 
E:rc:ZlS ~·:i·ll ::t:: s!.n;;;2ri;;c',.: ar,!.: 'ir:;;c,rpr:-;t,_d. 

T his \d 11 ~, r c vi (' c a f f: E':Il. £' c k : « r, ; It L; r· t 0 
s U ~' c r If i s ( r:;, f Cl i' t!, (', i r r' f:' vi;;: v; ~, Ii ri pc,:: i : 1 .:; 
act i (, r. . Sir,. C l' S 0.. V ;- i' :'. 1 3.)' ':; ,:. c' ('.: t.:: r {' [1 ", ;. r, t 1 :: 
II r; G C l~ S' (I i n [: r: (" j (l r c h2 i<' C: 'i:, i r' v: ': r;; n 2! ted C , 

structul'E:, c.n(; CGntE::r,~~~ U:iS: infcn (,tier. "'lcLllt: 
b c: hE: 1 P f li 1 i n (1 S S f S sir~; '., 1: c:: t f U I' the tee r j,; t; ric t t1 \ . : 
and 9cl~eral r;anagC)(;Lt in;"e:r:l(::'icr: n(;t,<~: tIn: or 
2 r £: not bE i ti~: ;; ~ t. F (I t c t' (; 1 ~~.; :" 1 vis c (S, i t Vi '; I 1 
P ,. c v i G c i Lsi ':-t ;', t i r, t 0 h 0 Vi t I, ( ~. r. ( 'S (; en L y the 
ei.lploj'ces the:y su;::c(vi S0. 

f1 e I (; f f; ? iii, (; S a f' : __ 1 f v: i 11 h C 1::- (,,' ~ sir ICC; ; t 
\;i11 r,ot be icssH10 t(! jrjttt'.l:~\'; the 0nt~n.' 
v: G t' k for c e "i nth c c c. u r t s j' s '..' ! 

10. Training r;cc:cs (lEd !-'cthcciS 

C 0 r.1[!1 C n tar.) (J nat' e ? s (; r. c: ::; c U: (; ,~s 0 f 2 0 t s L i 11 
trainina of co~rt e~rJlcv~es ~il1 Le d(v(lcpe~, 

~ w 

T his \'! ill inc 1 11 d E 0 t s (; t'V a t. i c !" ~ a s t c t rei 11 i n 9 
nee d s, c u n' e n t i:', c; t h>": s, e r'; h:. H} - ; ere.:: i V(: (1 :~ c e r.; S , 

and p G S sib 1 ear p r' C, E C fl C: s t Cpt 2 - S (; r '/ ice a rl din -
s e )' vic e t j' a i Ii i n 9 c f e i ,p loy c c s f 0 ( i r, ere a S2 z: 
effectiveness. 

I I I , STU 0 Y r< [ THO D S 

A. Doc u r.~ e n t Rev 1 e \'I 

A review of existing or prepare~ docu~ents as 
f 011 0 \', S : 

1. Job Function or Descriptions 

Please furnish copies of any and all 
existing job or function descripticns for 
em p loy e e sir you r a l' ea. Nee (~ by J u n e 2 C . 
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2. Lr;,r!l(,yc:c listin~J~ shvI;'ir:9 nnil':; of 
el:;plOYt:(~s i1nd job titlt .. 

Fl 1 ~. I , 1" 'r (: il ~,(: T U j' n i S Ii ~ U (; n;: 1 :, l: 1 n ,= 1 e t' .y (l U l' 
d CO I'~' t' t ~;; Ul L !..Y dun c 2 U . 

3. OtLer doc~rr,':'llts as clPl:Jt'(;t;r'i;tc i':nd 
re(il!~;S tf:l~. 

8 , E I:: P 1 0 j' (;' r; I II i c 1'V i c: ~-; s 

!\ s a r,; f- 1 f' 
June 2(1. 

of 2:"ll0.:/l\s will be ~,('hctr,' Ly 
Tid s ~.: i 11 L (~ d \J U: i I: (; (' n : u 1 t,':-1 t i 0 fl 

\.: i t h d (:[l :: t' t ;:' (; n t I, E: [. C; s . 1,;1 p t (1;': i i C. ~_ (: 'i y :. 0 lJ ; 

the c e u r t (;:~ p 1 0 j c, C ;, i',i 11 tl e iI, t () i'V 'j , \, P fj b t t ',' r Ui 

J u n e 2 D D n d lJ I; n e 2 C' . I n t c r',' i (:: \: s c f .; S - 6 (} 
f;;inutc~s Lhci; ~:il1 hc~ sc;'Lu~l(j(~ ~·.it!; Ct-,c.!! rJ(r'~.,(1n 
to !~>l l'l' 4 ;,' \""1' ''',',-,r: ; t 1'S l' " "")"i' l'I't tl'-'" 't'r' ',' L ..... L._ .. I..".;;.'$,-'...t .. col. j,:,\) v"\,.". Jut It. 

S c ii (: d u 1 c s L c: c 1 c ~ '; l:i fOil c >:r.: t (: f; II c. U t, t h c; t t. 1 1 
s c h e d u 1 ;' d C Tl r: 1 ('.J' (' , ~ ~) can b \,; i II tr r vi L, ',: ( " • 

D Cl t e s ,\ '.' i, i 1 a C 1 E; : 

(;lE·· 9::,('-
1:15-2:~~O-

Thurs. - June 21 - Sa~e 

1 U : 4:. 
J'; • l~ ~': 
y, ;,.,.. 

F r i . June 22 ~ai:.E: - e);ccpt for :~:45 (Jclcu:) 

Mon. - lJune 25 - [;:15 - 9:30 - 10:I~S - 1 :15., 
2; 30 - 3: ~ 5 

Tues. - June 26 - Sc\L~e 

\oJ e d. - J tA n c 27 - S i1 f,; e 

Thurs. - June 28 - Same 

Fri. - June 29 - Same - except for 3:45 (delete) 

The J u n e 19m e e tin 0 \'! ill de tel' Iii i n e v: hat de par t
ments will be scheduled which tires en which days. 

IV. Requested Data from Department Heads 

A. - Job Descrptions per III - A-l - by June 20 
B. - Employee Listing per III - A-2 - by June 20 
C. - Time Schedules per III - B by June 20 
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APPENDIX B: TOLEDO MUNICIPAL COURT PERSO~NEL JUDGES1S DEPARTMENT 
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TOLEDO l:ut:rC:IPfH couln PLRSO;;;~lL 

JUDGES 1 DEPM;Ti,H:JiT 

JUDGES - 6 -_ .. _-_ . 
Pre sid i n q J u d n c F)' clri cis C. r~('::: t i V 0 
Judn:Allen J. Andrews 
Judae Il~d OuL''::; 
Jud~e Andv Devine 
J u d q e G <' ry E. G fl b ric· 1 
JUdQc Harvey G. Straub 

Judge Rov Dacus 
Judge Cl~dc bAeds 
Judge Lo~is Fuloo 
Judge Joseoh Wetli 

t" r. He rm a n 8 i 11 Z e l" 
1,1 r. A. A. (Ab Q) Had dad 

CO U R T P. D r·j I rJ I S T.2 ~J_9 P0~.QJ1} c [ ---,--------- -
Richard S. Friedmat'~ Court /\d r,1. 

Elaine Rudanz, Sec. 

fJ:JRCHAS1JiG f~ND PAYHQJ::..LQFFL~JJI 

Paul Thomas 

ASSIG~MENT CONMISSIO~EB - 9 -, ._----. 
j.i r . S tar k n~ hit e y) Con y e r 5 , 

Assignment Commissioner 

~1rs. Jo Hutchinson, Asst. Comm. 
i'lrs. Kathleen (Daniso:,zky) Large 
t'liss Hal'y r·lyitl'ay 

La\'! Clprk/Bailiffs - 5 

Stephen Armacost 
Ni chol as Sron, Supervisal' 
Lawrence LaRue 
James Pe den 
Martin Donelson II 

I·fultc)' Gr'rr;f.:.::.ki, Chi('f Gi;ilitf 
bel' a 1 d G)' :!. v c S, f\ ~~ ~ t. C Ii i c f 
t-l i 11 -j i:: r:' L, d' i, t! r 
Jofln Cirmiflnil(irl 
,.1 u d ,J L u r :( Q , . S i.l P (; r vi s i..' r 
JC;P1CS ChJnbcl"S 
J 0 h ri J. C 0 I~ n (] i' 5 
Ll (I h n (Ll c: c k) G (1 f f n c y 
A t' t h urI': ;- (: f t 
Del b t: r t Ii (; C 1 n i n 
[filerson 1:0:;5 
~·Jalla~:e ~·;tcvpns 
~'lilli~1r! lapr)r.;n~ SUp{:!'visot' 

Ruth Dr:L;;udl:t', Chief RepOt'tr>l 
B eve i' 1 y V i n e s 

Ch)'is Ctll'istoff, Dit'ector 
Ed Kelb, Asst. Dil'ectol' 

Ben j a F! i t'I A t' no 1 d 
Jeanne Sabel 
Orval Ca l 'lthol"1 
Jnhn Flahie 
B a )' bat ;; Gar d ncr 
vJ ill jam G e i CJ e t 
Suzanne HeLzer 
David l:n:.Ylllinski 
Car 0 1 Iii a ~ 0 n 
Ca ro 1 Cyn til i a r·iay 
t,li chael t4arges 
Charles Pfeifer 
Helen Shinaver 
F 1 oy d S i rno n 
Ber~ardine Steinmetz 
Clyde Tisdaie, Supervisor 
Rodol fo Vargas 
E 1 e a n 0 1~ ~: e 1 t e r 
Jam esC. t·! i s e 
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APPENDIX c: TOLEDO t·:WHCIPJl.L COURT ORGl\NIZ.ATION 

JUDGES I DEPART~1ENT 
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TOLEDO r'lUNICIPAL COURT ORGANIZATION 
JUDGCS DEPl'd::Tr~~[;~T 

PRESIDIiiG JUDGE 
I 

JUDG'::S 

i 
PURCHAS ING - COlJRT ACj·;I~HSTRATOR-----· EX~CUTIVE S~CRETARY 

PAYROLL I 
( ~ ----------~J---------------~-, 

PROBATION & CORRECTI ONS GMU FF Il.SS Il;;:i':;::~;T S0r·~;.n:3S IC,;~R cem! :;r:?8:{T RS 
(Director) (Chief lkiliff) (Chi~,;f Re:1oi' er) 

I i ~ 
Q ~ 

ASST. DIRECTOR 

CASE WORK SUPERVISOR 

I 
PROBATImJ OFFICERS 

I 
CLERKS 

VOLlliJTEERS/INTERNS 

ASST. CHIEF BATLIFF 

I 
SUPERVISORS 

~ 

F 
~ /, 

~ 

DEPUTY RflILIFFS 

PiSST • CO;'.~:·~I SSIO;:Er~ 
~ 
fl 
Ij 
~ 

CLERY/Gt.IL FF SUJ::VR. 
t' 

~ 
" ;j 
It 

I n I J C' E P'/If' II T' ~ cr.S _11..· L .~ .. ~)!, __ Ll(l· 

i:Z r[1~T:: n (s) 

:> 
-0 
v 
f"" 

o ....... 
>< 
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! 
" f 
I 

I 
1 
I 

t 
I 
\ 
I 
! 
t 
I 
1 , 
1 , 



• • • • _. 

----.. .. 
":J' *' . .. 
<'4 .-" 

--

APPENDIX D: TOLEDO MUNICIPAL COURT PERSO~NEL 

CLERK OF COURTS OFFIC~ 

CRIrUNAL BRAi;CH 
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P n b t' r t .J. (j \' ':: ( 1 y ~ 0 '~' :' I, ", \' C 1 ~~ r k (S:,1 i ,;; )' \' -;:, ~' )' ) 
n G r ~ ,"i 1 d f: a n \' ~ r c "1 d, U _~ r~ : 1 't .\ C OJ e r;" (S '.: ~. t:.~ !'~ '/ i 2. (l r ) 

!.la"" "'-)Oc,' L"l""I'lt'/ (1('1,< (r;",,'()4', C',~,c,llil~'i') I Y ,I '-" "' '-' ~ ~r ~~, ",. • " ....,. t -,.. , ".'.... It:.;, 

('no'),,..,,.., II,' 11 ;,,'0 >,!,J r" "," tv r 1 r" I'r" (f':, ~ fll' r j')\ 
1 • .,.. :'"" r' ., '-!i .. , '- t. '.I.., .-' ... • '~.~ .' ~ 

,,1fP1L't ;·!i.\tso:;, DCfJtlt:; Clerk (Triiffic 1.1(1lJt:H;1 [1:')";,'; 
Cora ~l!l!:(HEcr" ['(-put,',' C1(d: (Cti:;nal"lc:it:i,:,l Ci l 'I,) 

Lrt:·nda ;~fr:str~~.ht"l, [,:(tJut:,,' Clf(L 
v :'\ t ; I 1 c t t s t r C' I j 1, [] C D vt Y C; i::; t k 
F ~! til C c: r t (; j', fh; u'~ y C h: t k 
tl: '/r'na D0Ck(:('~ [';c~ut~\/ r:l~r"f' 
I d" r 0 U I' n i e I' , fil, t\' C 1 c rI: 
L:~0~!ni(l Fr-;sscld, ;Jut,,: C1Gr''-. 
o i :~!~:.> G 0 r~ k ~!> ~; i= n ~; t j' C 1 {; r! ~ 
Dolufcs Lentz, Daouty Clerk 
S ',i 1 1 e y q r. s t iJ 1 1 c r, 0 e rut y C 1 e r:, 
Lcina Pierce, Deputy Cler~ 

NIGHT SHI FT F'F.f;SO:;;;CL 

~J i n fie 1 d K 1 ; n e ~ De put vel e r k ( Sup e r vis 0 r ) 

lois Aner, Deputy Clerk 
j'at'9 lJerite Ceckler, Depl1t.v Sled: 
A'1IJ~la Higgins, DeDuty Clerk 
' .. e 1 0 d Y f: i s c 11 k au, D e r) u t y C 1 e r k 
Violet Sher~in, Dep J Clerk 
Jean Hoods, Deputy l,.:d: 



APPENDIX E: TOLEDO MUNICIPAL COURT - CLERK OF COURT 

CIVIL BRANCH 

APPENDIX E. 

TOLEDO MU:lICIPf\L COURT - CLERr: OF courn-
CIVIL BRANCH - 23 

Raymond J. rnOCf;.~ Clerk of Court 

Donna ;'/orle'y~ Chief Deputy ClerkjSeci'etal'Y t.o the Clerk 

Kenne:th Regent, Supervisor 

Helen LYnch, Deputy Clerk 
Vic Bellis, Deouty Clerk 
t'1 a ria n He iss, Dt! P u ty C 1 e t' k 
Vi rgini a t.Jeitzel, Deputy Clerk 
Janet Garey, Deputy Clerk 
J u 1 i e D 1I ty, 0 e p u ty C 1 c t k 
Minnie Cook, Deputy Clerk 
Diane Tillman, Ceauty Clerk. 
Lois Hyott, Deputy Clerk 
Janet Sc!laefer, Deputy Clerk 
Florence Cankey, Deputy Cletk 
Johanna Fears, Deputy Clerk 
Chai'line Scharf, Deput.y Clei'k 
T h res saD a vis, De put y C 1 e t' k 
Julie Doyle, Deputy Clerk 
Linda Lucas, Deputy Clerk 
Inez Coutcher, Deputy Clerk 
Gladys Walmsley, Deoutv Clerk 
* , Deputy Clerk 
* , De p u ty C 1 e r k 
* ~ Deputy Clerk 
* , Deputy Clerk 

* No names fur existing personnel given, but presence observed. 
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;1 
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TOLEDO f·11INICIPAL COURT PROBATION Arm CORRECTIONS DEPARTf1EfJT 

Tf1C 

DIRECTOR I ADM. ASSIST. I 
CASE \'IORK ASS I ST I D I R 1 I 

ADMINISTRATION SUPERVISOR 

HURON BUILDING OFF. 
I 

TEAM LEADER 

1 DIRECTOR 

I 
4 PROB. OFF. 

I 
3 SECRETARIES 

I 
MODEL CITIES 

PROGRAh 

1 PARA. PRO. 

1 ASSISTANT DIRECTOR 
1 CASE WORK SUPERVISOR 
1 ADr·H N I STRATO R PISS I STANT 
8 PROB. OFFICERS 
5 PARA. PROI'S 
6 SECRETARIES 
1 VOLANT 
1 ADMINISTRATOR TRAFFIC SCHOOL 
2 INSTRUCTORS 

'-

SAFETY BUIll ING OFF. 
I 

2 PRCB I OFF. } 
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12 SECRETARIES L ___ l 1 VOLANT I 
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1 I. l ______ _ 
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1 PROB, OFF •. 
1 P!\RA. PRO t 

1 SECRETARY 
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