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ABSTRACT

A mental health administrator may typically
reject institutional information systems for the fol-
lowing reasons: “What I need to know is how
people are being removed from, and kept our of
the system, as well as how they are being puf ivito,
and kept within the system.” It is the conjecture of
inis paper ithat most existing Criminal Justice
information Systems m:asure only how people ars
entered into and tracked within the Criminal Jus-
tive System and that these information systems
ignore the basic needs of society by not presenting
the available governmental and sccietal alternatives
ainted at keeping people out of the system. These
alternatives may be appropriate at every stage of
the criminal justice decision making process. -

The authors of this paper contend that justice
information systems can be developed to improve
our society through the development of infor-
mation systems that adequately present all avail-
able alternatives to criminal justice decision makers
at each point in the complex process of decision
making about individuals.

It can be seen that a new era for a more respon-
sive approach to information systems design would
include operational and statistical applications
that:

o Demonstrate alternatives at each operational decision point
in the system.
e Provide statistics that illustrate the degree to which alter-
natives to the usual criminal justice proceedings are utilized.
We are now on the threshold of being able to
trace an individual from his first arrest to final
correction. An area of future interest in auto-
mation includes data systems that allow the Crimi-
nal Justice System to putinto practice alternatives
aimed at meeting the needs of government, society,
and the individual. There is a need to avoid the
automatic - application of criminal justice ma-
chinery based on the naive approach of arrest-
conviction-incarceration-and recidivism.

INTRODUCTION AND THEORY

Criminal Justice Information Systems (CJIS) are
a subset of a sysim of justice, which in turn is a
subset of the system of social order and society.
An Administrator of the Justice System must
ensure that information system designers consider
the role of CJIS within the total system of society
so that it does not drive the Justice System in the
wrong direction.

One method for ensuring comprehensiveness of
scope is the approach of applied mathematical
logic aimed toward problem solving. The logic
includes consideration of extremes so that bound-
aries are clearly understood and relevant within the
context of larger systems. The applied mathema-
tician may approach a wroblem according to the
following procedure:

Consider the integral symbology:

B

7

A

Where “A” implies understanding at one extreme.
“B™ implies understanding at the other
extreme.
“f’ implies the sum of understanding of all
the infinitismal parts between each
extreme.

When developing a Criminal Justice Information
System the focus may be on two boundary prob-
lem areas:

Problem “A” — information designed to keep
people in the system of justice (to
apprehend, prosecute, track, and
remove individuals from society).

Problem “B” — information designed to keep
people out of the Justice System
(to prevent crimes or their
recurrence, and to keep individuals
free and within society).

Figure 1 is a model illustrating both viewpoints.
The illustration indicates that the enlightened
administrator of justice seeks to understand how
the Justice Systein is operating to keep individuals
out, as well as in the system.
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MODEL TO PROVIDE TWO CLASSES OF INFORMATION
The Justice Administrator needs to know how the system is keeping people in society as

well as it is keeping people in the system.

Once the boundary conditions are established,
the systems analysts may approach the problem of
understanding the sum of all the parts between the
extremes (i.e., the s ), by conceptualizing and
developing information systems that include the
methods of feedback control. During conceptual
information design stages, the analyst maintains
objectivity regarding technology. The analyst does
not make premature conclusions as to whether or
not particular methods such as automation through
the use of computers or other technologies should
be used. The basic concern is toward improving
information content and fiow so that the system
served by the information system can maintain its
proper orientation toward higher goals.

THE JUSTICE INFORMATION SYSTEM
VIEWED AS A FEEDBACK MECHANISM

A Criminal Justice Information System (CJIS)
can be viewed as an information system that pro-
vides for the feedback and the continuity of infor-
mation flow to allow results of programs affecting
individuals and society to be measured, and so that
program adjustments can be based on facts rather
than intuition. Figures 2 and 3 illustrate the feed-
back concept involving the societal environment
with its problem areas, and the administration of
Justice Systems need for PERCEPTION, DECI-
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SION, ACTION and FEEDBACK mechanisms.

PERCEPT'™ON mechanisiis provide informa-
tional inputs that allow the understanding of
causes of crime nd the gathering of facts for deci-
sion and action. In the development of facts
regarding causes of crime, an objective adminis-
trator must not limit his focus to whether or not
an individual adheres to regulations and laws. He
must continuously look for deeper understanding
of causes which may include the questioning of
regulations and laws, and naking recommendations
for their change.

For DECISION making, several conflicting
requirements must be faced in a society that cher-
ishes individual freedom—for example, the desire
to protect society from crime versus the desire to
protect the freedom of individuals. In order to
resolve conflicts, it is important that all rational
alternatives consistent with higher goals of society
and needs of the individual be presented to deci-
sion makers.

In the Justice System, there are ACTION
mechanisms that operate to provide and apply
resources to prevent crime and recidivism and
allow individual improvements. Innovative adrminis-
trators of justice will consider the application of
resources outside of the criminal justice system as
well as resources under his direct control.
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In considering FEEDBACK, the entities that
flow through the system are people and they even-
tually return to society for better or worse. Feed-
back is a continuous phenomenon and the
performance of the systerm and its effects on
individuals must be considered. As time goes on,
the measure of the effect of feedback on reduction
or increase of crime and crime-related problem
areas in the environment can be perceived U y alert
perception mechanisms of the causes of crimes.

PRESENT SYSTEMS AND THE NEED FOR
IMPROVEMENT

In many existing information systems (including
Project SEARCH) the class of data regarding suc-
cess or failure of how the system of justice had
performed is almost completely lacking. This is
especially true for data on institutional perfor-
mance aimed at keeping people out of the system.
Summarized information regarding individuals such
as that illustrated in Project SEARCH demon-
strations is basically pointer data which generally
lacks the detail and comprehensiveness necessaty
for decision making about individuals and improve-
ment of the system. This lack combined with the
usual heavy work-load burdens on criminal justice
decision makers may create a situation where there
is a danger that this data may be used in a manner
that is inagpropriate.

In following paragraphs, the needs of major
components of the Criminal Justice System are dis-
cussed with only hints as to how accurate, timely
and comprehensive information can help alleviate
basic problems. Candidate applications of infor-
mation systems technology are suggested. The list
is not to be considered complete.

Extensive research. is required in order fto
develop a more comprehensive end fair approach
to the usual “stick ’em all in jail” philosophy inher-
ent in many Criminal Justice Information Systems.

AREAS FOR GENERAL IMPROVEMENT
IN THE CRIMINAL JUSTICE SYSTEM

There are administrative similarities between the
treatment of the mentally ill and the treatment of
persons who may have committed crimes (offen-
ders). This is important to administration of justice
planners as history indicates that improvements in
mental health treatment models often precede the
treatment modes for offenders of social rules.

In the area of mental -health, there has been a
massive change of policy direction where the aim is
toward treatment of the individual within his com-

munity rather than within an institutional setting.
In many states, the old, architecturally massive and
oppressive, rural institutional settings for mental
health treatment are being closed or are being rele-
gated to limited scope of utilization.

To a limited extent, this movement toward com-
munity treatment and services is happening in the
area of criminal justice and the more modern
methods of treatment of offenders encompass this
approach. However, considerable resistance has
been encountered possibly due to our present
national focus on “law and order” and on the
widely held notion that our society needs massive
prisons and jails of archaic architecture to deter
crime. This viewpoint remains in spite of the fact
that most correctional administrators agree that for
80% to 957% of those incarcerated, the type of
treatment that these institutions can provide is not
relevant to the needs of individuals.

Although this paper is concerncd with both
aspects of the justice System: Problem A — how
people are kept in the system, and Problem B —
how people are kept out of the system, the basic
focus is toward Problem B where 80% to 95% of
the individuals in institutions are not being pro-
vided with proper treatment or services aimed
toward improvement of the individual or society.

Some of the general areas for improvement are

well recognized by criminal justice administrators.
They include:

Avoidance of differential selection
Treatment of the mentally ill
Treatment of juveniles
Alcoholism

Viciimless crimes

Incarceration for family support

An important area for improvement includes the
avoidance of the evils of selection for arrest and
prosectition of individuals because of their social
status. (See pubiication by Nathan Goldmar, “The
Differential Selection of Juvenile Offenders for
Court Appearance’”, NCCD-1963.) We suspect that
the more recent programs for diverting youth
(including those over the age of 18) from the
criminal justice system did not evolve from
reaction to ‘differential selection. They probably
evolved from the reaction to the volume of middle
class youth involved with the smoking and distri-
bution of “pot” which became so severe that the
“mayor’s son” was arrested. Diverting individuals
from the criminal justice system now seems fair
treatment, and it has the advantage of avoiding the
stigmatizing of youth with labels .of criminal
records.
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Information systems that point out differential
selection may lead decision makers to greater
understanding of cause of crime and allow them to
improve their methods of dealing with specific
cases.

The criminal justice system should .include
reporting systems that enhance referral tc and
transfer of responsibilities of treatment for men-
tally ili to mental health agencies. The obvious
categories of mental health responsibilities that
should be diverted from the criminal justice system
include:

e Mentally ill — no crime involved

e Mentally ill — judged criminally insane

e Mentally ill in jails and prison population where an offense is

not connected to the reason for incarceration.

The administration of justice must include
recognition -of special rules and laws speciiically
designed to provide the special services that are
appropriate for juveniles and youth. This is espe-
cially true for offenses that would not be con-
sidered a crime if the individual were an adult.
Development of methods for temporary care out-
side the law enforcement system may soon be
mandatory on a nationwide basis (see Biil —
S.2829 presented to the Senate committee on the
Judiciary — November 9, 1971: The “Runaway
Youth Act™).

Other areas that deserve special consideration
for improvement include:

o Alcoholism and the recognition of alternatives to incarcer-
ation

e Victimless crimes. (The removal of a large portion of victim-
less crimes from the Criminal Justice System couid relieve the
system of a large burden.)

o Incarceration for family support payments. (Perhaps with
more complete “women’s liberation”, this type of problem
will be alleviated and “*Family Courts” will be able to focus
better as Civil Courts rather than quasi Criminal Cousts.)

All of the above areas have information system

needs to enhance the timely and effective perfor-
mance of these general areas of improvements.

COMPONENTS OF THE CRIMINAL JUSTICE
SYSTEM AND THEIR NEEDS FOR
INFORMATION SYSTEM SERVICES

Information systems should always be subser-
viant to the system they serve. In the case of infor-
mation systems for Criminal Justice, it is important
to outline its components and then in a compre-
hensive manner, define needs and requirements for
information.

The previous paragraphs discussed general areas
of needs for information services. The following
paragraphs examine possible information system
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use by functional components of the adminis-
tration of justice such as:

e Police

Prosecutors

Defenders

Sheriffs

Courts including Juvenile Courts and pre-sentence inves-
tigation

Corrections

Parole and Probation

POLICE

There are several areas where police could use
information systems during their decision making
processes to display alternatives to the usual chan-
nels of reporting to prosecution and courts. These
alternatives could allow police to avoid inappro-
priate reporting due to restrictive channels. Police
should be allowed to dispose of cases by various
means consistent with individual and societal
needs. This flexibility would enhance the applica-
tion of resources outside the criminal justice
system. Another information system need of police
is the capability to update files thus avoiding
improper labeling of persons caused by unpurged
or non-updated arrest records.

Police functions relating to crime (as opposed to
traffic and other non-crime related functions) can
be categorized according to the following:

o Crime prevention (including guard type duty and presence
measures)

Investigation

Apprehension and arrest

Ceurt functions

Youth aid.

® 00 @

In crime prevention, the optimal geographic
allocation of police t6 possible crime locations is
an important function. Presently existing auto-
mated information systems allow allocation of
manpower to high crime areas so that police pres-
ence may inhibit further criminal activity, thus
contributing to crime prevention. Associated with
this are quick response capabilities that often
involve extensive communications and computer-
ized real-time information systems.

In performing investigatory functions, police use
information systems that allow quick access to
patterns of criminal offenses including past arrests,
juvenile crime, warrants, stolen property, hot desk
applicationis, and positive identification systems.
Of importance to police in preventing crime could
be reporting systems that allow investigation of
such things as gang activities so that alternative
methods that aim toward guiding and reorienting
activities of youth may be utilized by police or



other agencies. Data regarding exposure of individ-
uals (especially youth) fo an environmental situa-
tion that leads to their criminal behavior, may be
developed by police, so that methods could be
developed to aid youth by reducing the effects of
exposure factors.

In the area of apprehension and arrest, infor-
mation that clearly displays alternatives to the
usual criminal justice process could be of critical
importance in keeping people out of the Criminal
Justice System while improving society. Such alter-
natives include the concept of the policeman acting
as a referral agent. Specific alternatives could
include:

¢ Drug referrat

@ Alcohol referral

e Referrals of juveniles and youth to agencies outside the Crim-

inal Justice System

e Referral to Civil Courts for *“crimes against family” (ie.,

family support payments).

The higher goal of police in assisting youth in
keeping out of frovble deserves the attention of
information system designers. All police should
receive training with respect to special needs of
juveniles and youth. This special knowledge should
not reside only in youth bureaus. All members of
Law Enforcement should have available to them
the information necessary to allow utilization of
alternatives that society has to offer juveniles and
youth.

PROSECUTORS

In the area of prosecution, feedback on long-
term results of prosecutors’ decision making could
improve short-term decision making. This feedback
could aid prosecutors by allowing them to avoid
the win-lose syndrome in favor of the philosophy
of aiming toward understanding of how justice is
performed.

A common complaint of prosecutors is that plea
bargaining is performed according to dictates of
impossible time schedules and difficult work loads.
Automated information systems could improve the
situation through optimized scheduling and auto-
matic notification processes. Given the proper
amount of time and the necessary information, the
process of “plea bargaining” could be performed
on a more rational basis and could allow greater
focus on improving future performance of alleged
offenders. Insofar as information systems ensure
that cases are nmot misplaced for consideration due
to paper mixups and schedule conflicts, they could
tend to improve prosecutors’ ability to perform
with due consideration to each case.

As previously stated for prosecution, infor-
mation regarding the success of previous uses of
alternatives provides feedback to allow focus on
more than win-lose and allows improvement of
prosecutorial decision making. In cases where the
individual did not respond to the alternate treat-
ment mode, the prosecutor may then be able to
suggest improvements in the alternative. For
example, if individuals are not responding in a drug
referral program, the prosecutor may be. able to
confer with program directors to find out why the
program is not working and then may be able to
suggest methods for improvements to, perhaps,
funding authorities.

Automated systems that rank-order cases so that
it is assured that most serious problems come to
the attention of the prosecutors are an important
contribution of the information systems commun-
ity in that they tend to optimize scarce prosecu-
torial resources. One could, however, be concerned
that subsequent increases in efficiency may
increase conviction rates, thus creating burdens on
other aspects of the system. This may be a symp-
tom of a lack of use of opportunitivs to use alter-
natives that divert individuals from the Criminal
Justice System due to the built in natural tenden-
cies to give less than appropriate consideration to
those cases at the bottom of the rank-ordered list.

Methods involving the rank-ordering of cases by
parameters of individuals’ need for services would
be an appropriate application in a prosecutors’
management information system.

DEFENDERS

The area for system improvement for the
defender is similar to those of the prosecutor. They
include access to more comprehensive individual
histories so that the defense can suggest rational
alternatives to each component of the Criminal
Justice System and components of society that
could be of aid to his client. We can imagine defen-
ders reviewing successful treatment precedents to
support his recommendations for avoiding sentence
as well as reviewing ‘of legal precedents that are
developed to support his legal case. We now have
legislative search services and perhaps treatment/
search services that aid defenders in presenting
positive alternatives will be an important candidate
for automation.

SHERIFFS

Certain functions of sheriffs, such as jail keeping
and knowledge of the whereabouts of individuals
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and provision and coordination of services to the
jailed to enhance their ability to remain in society
thereby minimizing unnecessary time incarcerated,
are also important candidates for improvements.
There are many areas where jail operations can be
improved if jail administrators are innovative and
nurture proper community support. Of particular
interest is the development of plans for new jails
that include more than the usual advice of steel
manufacturers.

Modern jail program administrators recognize
that they should no longer operate in a passive jail
keeping role and that their responsibilities lie
beyond steel bars and stone walls. They recognize
that funds must be carefully spent and that costs
of new secure type jails (ranging from $30,000 to
$50,000 per cell) must be weighed against positive
programs for rehabilitation and crime prevention.

In jail administration, the discipline of Program
Planning budgeting and evaluation systems,
(PPB&ES) and associated information systems
could improve the sad state of affairs in the jails in
the United States.

COURTS

In court administrative areas, the natural con-
sideration of fair treatment must include avoiding
undue rvespect for the comprehensiveness and
accuracy of automated criminal history records. In
a recent conversation with a court administrator
regarding automated systems, the observation was
made that ““it seems that these automated systems
are designed to automatically put us all in jail”.

However, with this caveat in mind, there are
areas of courts and court administration where
computers serve important functions of ensuring
efficiency in the use of court resources. Automatic
methods for scheduling and notifying many
agencies and individuals can allow the judiciary
branch of government to utilize its time and effort
in its most important decision making functions.

Persons and agencies involved in court opera-
tions include clerks, state witnesses, bailiffs,
defense council. grant juries, trial juries, state
attorneys, county or state probation officers and
Jjailers. The actions of these agencies and/or persons
for courts include:

State attorney investigations

Probation office reports

Prisoner movement reports

Judicial preview of indictments

Bail setting and release on recognizance
Docketing

Scheduling of defense and state attorneys
Arraignment and pleading

Court trial
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Court sentencing

Mental health disposition

State institution reception reports
Bail accounting.

It is accepted as a basic precept that courts are
the protectors of individual rights and freedoms.
Care must be exercised in the planning and
coordination of information systems so as not to
preempt judicial decision making functions and
advocacy procedures.

Information systems for judges should include
feedback on results of treatment prescribed for
individuals, and should present alternatives that are
available in sentencing procedures. Sterile pre-
sentencing reports that display only easily formu-
lated data will usually work to the detriment of
defendants. In order to balance the situation, it is
important to formalize reports that display positive
aspects of the applicability of alternatives to incar-
ceration for the individual along with objective
narrative information.

JUVENILE COURTS

In the Juvenile Courts, great care must be exer-
cised with the development of autom:ted systems
so that labeling of juveniles and youth is avoided.
The reluctance of Juvenile Courts to take advan-
tage of the capabilities of automated systems is due
to the fear that ease of transmission could lead to
improper use of confidential data. Use of auto-
mated systems, developed from the viewpoint of
aiding yudges in keeping juveniles out of the system,
could prove to be a positive tool for improving
;uvenile justice. In the area of Juvenile Courts, the
automatic presentation of the variety of assistance
that may be available to juveniles is of prime
importance. In all cases, special information
systems technology for security protection and
purging records is a requirement.

This consideration is due to the several problems
inherent in labeling of youth and juveniles. Proce-
dural and representation safeguards for juveniles
should be adhered to even though they may not be
requirad in local jurisdiction. Information systems
such as those that schedule legal representation
may be of assistance.

New reporting requirements regarding juvenile
delinquency program effectiveness will be a signifi-
cant area for designers of information systems.

PRE-SENTENCE INVESTIGATiON

In pre-sentence investigations, it is important
that more than the usual criminal history back-
ground data be developed. The successes and lack



of successes of an individual must be reviewed in
the hght of past decision making of the justice
system. In the investigation process, items regard-
ing the individual and how the justice system has
dealt with him are of importance. Questions that
should be answered are:

o Ware expected treatment modes actually used?

¢ If they were imposed, were they effective?

s If they were not effective, will more treatment of the same

kind be appropriate under present circumstances?

e What were the unknowns in previous reports that may show

promise for effecting improvements ia the individual?

¢ What was the level of exposure of the individual to experi-

ences in the system and in society that tend to enhance his
further offensive behavior?

Information systems to optimize the efforts of
pre-sentence investigators could prove to be very
useful in that they could allow the time for devel-
opment of rational alternatives and recommen-
dations for use by decision makers. Information
could include job bank data, resources that may be
made available from self-help groups, religious,
family, and commn:unity assistance and assistance
that may be available from a variety of government
agencies.

Information retrieval systern designed to extract
lucid, narrative, and possibly voluminous data
regarding individuals, and their environment could
be useful, along with systems to aid in the sched-
uling of the time of investigators. It can be assurad
that excessive case loads of these investigators will
only perpetuate the present inadequacies in classifi-
cation and proper treatment of individual
offenders,

CORRECTIONS

Correctional operations could be improved in
several areas through the development of infor-
mation systems that provide relevant information
regarding their effectiveness. One of the classic
problems of correctional institutions is their self-
protective institutional outlook. In the develop-
ment of alternatives to incarceration, correctional
agencies are placing greater focus on community
treatment, such as halfway houses, and other
forms, and methods of integrating individuals into
society. .

In general, the correctional community needs to
develop a knowledge base which can be used to
demonstrate the effectiveness of alternatives to
incarceration. Although well-structured institu-
tional information systems exist to define the
inmate population, institutional resources (such as
cost of meals), and to some extent, criminal
records of incarcerated persons, there is a need to

develop systems to allow understanding of the
effectiveness of correctional programs, and their
later influences on individual clientele and society.

Due to the introverted character of classic cor-
rectional programs aimed at the secure and con-
trolled warehousing of individuals, information
systems that aim to measure effectiveness have
been neglected. Research performed on a national
basis indicates that ‘“‘most prisons operate like busi-
nesses that do no bookkeeping, and remain in bliss-
ful ignorance of their gains and losses.”

While there are a number of reporting systems
that develop crime and offender statistics in the
aggregate, they are, nevertheless, inadequate for
relating correctional treatment to later activities of
the individual. In this regard, the National Prisoner
Statistics, the Uniform Crime Reports, and the
more recent Uniform Parole Reports, as well as the
Uniform Probation Reports, have not proved
adequate to the task.

At present, corrections management cannot rely
on programs such as Project SEARCH. Even
though this project hypothesizes a computer
accessible, nationwide data base, ex‘ended to
include. prior offenses, holding records available fo
be converted to active status when and if the indi-
vidual once meore enters the system after release,
the busic thrust of Project SEARCH is oriented
toward quick response requirements of Ilaw
enforcement. Project SEARCH is of limited valie
in measuring the effectiveness of particular correc-
tional programs.

A modern correctional administrator recognizes
that he resides in a Field of Forces beyond his
control that to a great extent limits his flexibility
of action. These Fields include:

@ Societal influences — political, economic and religious
e External policy determinants ~ judges, legislators and
governor
e Requirements for institution internal control and
maintenance.
Recognizing these influences, correctional manage-
ment, in its evolution from prison boss through
institutional - manager and system administrator,
must have a base of knowledge and research data
to ensure that correctional practice is relevant to
the world to v hich offenders are returned.

PROBATION AND PAROLE

The information system needs of probation and
parole are characterized by the need to optimize
their resources so that they do not need to rely on
“technical violations” to reduce caseloads. Tech-
nical violations of probation and parole conditions
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are a mgjor source of pressure for incarceration.
Special needs for information include data con-
cerning social services and employment for their
clientele. It is a sad commentary on the effective-
ness of the system to hear of reports of incarcer-
ation due to lack of a gainful employment or
provision of social services for individual clients.

Contrary to popular opinion regarding the ease
by which parole for individuals can be obtained,
studies have indicatea that parole decision making
agencies are 1 most conservative force that tend to
keep ‘individuals in institutions. Open hearings
utilizing true advocacy procedures to help individ-
uals to be released from institutional care are the
exception in most jurisdictions.

Information and reporting needs of probation
and parole decision makers are similar to the needs
of police. These officers should be allowed to con-
tinually utilize all means for disposition of clientele
problems and should not be restricted to incarcer-
ation as the only course of action when problems
arise.

CONCLUSIONS

Areas for improvement of Criminal Justice
Information Systems have been briefly discussed in

250

the context of methods by which alternatives avail-
able to society and the Criminal Justice System can
be better utilized. Information system theory rela-
tive to the way in which more comprehensive
information systems can evolve has been explained
in terms of how policy aimed at the intelligent
phasing out of the massive and oppressive institu-
tional care philosophy can effectively be
performed.

One of the first research problems that should
be undertaken is to develop measures of expected
performance of alternatives so that decision makers
can be more secure in their recommmendations. The
problem of measurement is therefore to define th
levels of success/failure of various programs in
terms of:

o The performance of ihe clientele
e The performance of the organization that serves the clientele.

Once these measures are defined, the problem can
be resolved into one of development of the
mechanisms by which relevant data are displayed
to decision makers so that the principles of adap-
tive management may be applied.











