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PREFACE,

Insufficient attention has been paid to the miﬁédaneanor courts. Systenatic
efforts to implement innovative programs in these courts have been few and far
between. Where attenpted, thesek efforts have gone largely unreported. Similarly,
researchers have tended to bypass misdemeanor courts, focusing their attention on
other trial courts and the appellate courts. Consequently, not only do we know

very little about misdemeanor courts, but we also have a very poor sense of what

" we need to know.

The project which has resulted in this two volume report represents an at-
tampt to address this situation. Conducted by the American Judicature Society
and the Institufe for Court Management, this two-phase project has been aimed at
learning more about this nation's misdemeanor courts. The first phase of the pro-
ject was oriented towards identifying mnagér;ent problems and research issues 1n
these courts, and developing and testing (on a limited basis) two innovative pro-
grams in misdemeanor courts in Tacama, Washington; Salem, Massachusetts; and Ayer,
Massachusetts. During the second phase, the two programs develpped during the
first phase —-- the Case Management ‘Information System (CMIS) and the Cammunity
Resource. Program (CRP) -- were implemented and researched in four misdemeanor

courts.

The CMIS program is based on a simple, manual record-keeping system for case-

- progress monitoring and statistics, which is intended to pro{zide management assist-

ance to small city and rural area misdemeanor courts. The CRP, on the otber hard,
was designed to address resource problems of medium size courts in urban areas.
Its four active camponents include a citizen advisory board, resource brokerage,

camunity service restitution, and expanded volunteer services.

The first volune, Misdemeanor Courts: Designs for. Change, describes and com—

ments on these programs, the court envirorments in which they were implemented, and

the implementation process. The staff of the Institute for Court Management carried
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primary responsibility for developing and demonstrating the two innovative pro-
grams. The Case Management and Information System (CMIS) was implemented in the
Blue Earth County Court (Mankato, Minnesota) and the Nueces County Courts At Law
(Corpus Christi, Texas) .' The Community Resourceg Program (CRP) was implemented
in the Pierce County District Court Number One (Tacoma, Washington) and the Travis
County Courts At Law (Austin, Texas) . |

The second volume, Misdemeanor Courts: Policy Concerns and Resedrch Perspec—

;i_v_e_g, reports on the research conducted for this project. Primary responsibility
for conducting the research was carried by staff members of the American Judica-
ture Society. Part I of this volume contains literature and state-of-the-art re-
views on the misdemeanor courts, misdemeanor court management:,; and misdemeanor pro-
bation services. Part II reports on the results of empirical research on'various
dimension of the CMIS and CRP programs, including analyses o’f the CMIS pro.gram in
Mankato, the cammnity service restitution program in Tacdna,arxi the experiences
of citizen advisory boards in Tacoma and Austin. In additiorn, the overall change
process in implementing the CRP program in the Tacama and Austin courts is ana-
lyzed. Part II of this volume also contains a chapter that analyzes adjudication
and se’fitencing practices in the Franklin County Municipal Court (Columbus, Ohio)
and a chapter that reports on a national study of jtxiges' perceptions of the ef-
fect of defense attorney presence.

This project would not have been possible without the cooperation of the
judgeé, court administrative and probation officials, and clerical staffs in the
various project sites. Their willingness to experiment with these programs and
to allow us to look over their shoulders whilé they were doing so is very much
appreciated. Moreover, their candor is revealing their perceptions of the inner
workings of their courts greatly helped to insure the accufacy of our findings.

We are also lndebted to the members of our two advisory committees. The

“advisory camittee for Phase One included Jerome S. Berg, Esq , Honorable Dorothy
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Binder, Honorable J. Patrick Corbett, Professor Elmer K. Nelson, Honorable Robert

‘Wenke, and Charles R. Work, Esg. Serving on the advisory cmnﬁttee for Phase Two

were Dr. Jerry Beattiz, Honorable Patricia Cocalis, Nancy Goldberg, Esq., Professor
Milton Heumann, Professor Elmer K. Nelson, :and Charles R. Work, Esqg. We very much
appreciate their support and advice. ‘

Finally, we would like to thank Carolyn Burstein, Voncile Gowdy, Jack Katz,
and Cheryl k’Marto:cana of the Natioﬁal Institute of Law Enforcement and Criminal

Justice. Because of the multiplicity and diversity of these courts and thedearth

of knowledge about their operations, there was constant temptation in this study

to try to do too much. If we have erred in this respect, this is one instance
where it cannot lxe blamed on NILECJ for encouraging a "more is best" approach.
On the contrary, NILECJ staff consistently cautioned us not to try to do the un-
doable.

Even then, this final product may appear to reflect different appmaches‘ to
addressing widely divergent issues and concerns. For this, we offer no excuses.
As this project unfolded, it became clear to us that, given the present state of
our knowledge, the misdemeanor courts can be viewed as both political institutions
and social organizations. As such, theyaré called upon to satisfy a broad range
of social, political, and personal interests. To many, they are courts of law,
expected to dispense even-handed justice. Others view the primary purpose of these
courts as that of maintaining order, providing social welfare services, or further-
ing personal -political ‘interests. To same officials, they represent an important
source of local revenue, and this revenue-generating function is considered para-
mount.

Analyses contained in individual pieces in these two volumes reflect these
varying ,perspectives; It is hoped that, considered as a whole, they will advance
our knowledge of the misdemeanor courts and contribute to a clearer understanding

of their place in American society.
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‘with, state judicial system reform efforts.

: INTRODUCTION
The nation's misdemeanor courts process millions of persons anmually. The
quality of these courts, and the nature of the justice administered in these set-
tings have occasioned severe criticism over many years. Yet these court often

are overlooked in the research literature or continueto be low priority items

It was extremely appropriate, then, for the National Institute of Iaw En-
forcement and Criminal Justice, United States Departmsnt of Justice, to solicit
researcher interest in these forums. A three-yéar interorganizational study/
demonstration by American Judicature Society and Institute for Court Management
sought to capture the characteristics of these courts, détexmine their special
management problems, and demonstrate and evaluate programs that were directed
at certain prioritized concerns. Moreover, a project guideline was that the
management innovations to’' be tested should be achievable at little or no cost
to participating courts.

It is obvious that implementation of the programs described here will ad-

dress only certain of the problems of these courts and will not by themselves

change overnight the quality of misdemeanor justice. Also, it should be noted

that many lower courts function quite well at the present time.

Project constraints limited the program's demonstration phase to a
limited number of innovations in a restricted number of sites. Substantially
more research and demonstrations are needed in this forum, and it is'hoped that
the materials set forth here will encourage practitioners and others to further
examine these settings, gather useful information, join with appropriate offi-
cials to review these data, and design viable approaches to court improvements.

This volume, one of two published by the project, is directed particuiarly
to misdemeanor court practitioners, including judges, kadministrators, clerks,

and probation directors. Its five chapters consider misdemeanor court problems
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and innovations, describe the design and implementation of a Case Management
and Information System and Camunity Resource Program, and camment on various
aspects of the design and J'mplénen’tation of these programs that should be ‘of
interest to courts and probation agencies that may wish to adopt or adapt a re-
.plication of these approaches. -, .

Certain materials set forth in Chapters I, II, and III were based on an
earlier, non-published report prepared by ATS staff members, All other mate-
rials in this volume were written by H. Ted Rubin, ICM, or by Maureen Solamon,
a special consultant to the project, with helpful review provided by Harvey E.
Solomon, Executive Director of the Institute.

Iris hoped that misdemeanor court officials and other interested persons
will find these materials sufficiently detailed and clea.r_ to serve as a practi;-

cal quide to their consideration of implementing changes in these directions.’

H. Ted Rubin, Editor

Senior Associate

Juvenile and Criminal Justice
Institute for Court Management
Denver, Colorado
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- CHAPTER I

THE - IDENTTFICATION AND PRIORTTIZATION OF
MISDEMEANOR COURT PROBLEMS AND INNCVATIONS

Introduction

Court analysts have ‘traditiohally assumed that better managenent tech-
niques and more resources would autcmatlcally Jmnrove mlsdemeanor court perfor-
mance. -Such assumptlons fail to recognlze both the canplex env1ronment 'within
which these courts operate and the multlpllclty of problems w1th which they
are plagued Because of the ccmplex:Lty and diversity of misdemeanor courts,
the project employed a multl-faceted methodological approach to the identifi-

cation of ml.,deneano.. court management problems and innovations. Camplementa-

ry research techniques were Jl\successiveiy utilized during an early phase of the
project. These included: R |
-an extensive llterature re\71ew of publlshed and unpubllshed secondary
source materlals (see blbllography, Appendlx I-34);
-a survey of state laws defining misdemeanor court 'jurisdiction (see
state—by—state ahalysis, Appendlx I-B);
—telephone interviews with jcdicial and nor;;judicial staff (thirty-three
‘representative courts; see Appendlx I-C); | |
-mail questionnaﬁe Surveys ’(1,‘336 inisdeméa.nor court judges);
-field interviews and observations (twelve courts to identify management
problams; eight courts to review inmvative management approaches. See
Appendlxes I—C ard I-D); and,
—Lwo workshops :anolvmg mlsdaneanor court judges and non-jt:dlc1al per—
sonnel (see Appendix I-E);
Thls approach fac:.lltated a reasonably accurate identification and anal-

y51s ot problems common j;o a broad cross section of mlsdemeanor courts, along

Wlth a prelmunary analy51s of attempts to remedy certa:.n of these problems

,..,_}
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in specific courts.
ard research evaluatlons of 1nnovat10ns which held promlse for improving the
management and functlon of mlsdemeanor courts. *

A, Prioritization of Misdemeanor Court Problems

The project's next phases were directed to demonstrations

The pmblens 1dent1f1ed did not lend themselves to presentatlon J.n priori-

tlzed, laundry llSt fashion. Many problems seemed to be mdlgenous to partlc—
ular tvpes of locales, while other problems plagued all mlsdemeanor courts in-
dlscrmmately. Same problems could be addressed dlrectly by court management
1nnovat:ons, while others could at best be affected J.nd:l.rectly only by such
mnovatlons. Finally, many of the problems were iriterrelated to such a degree
that it would be meaningless to attempt to address certaln problens in isola-
tion fram other deficiencies and’ problems. | |

For these reasons, we grouped and prioritized misdemeanor court problems
in three "sets". The sets are presented in prioritized_ order, determined by:
~the generality of the problan; |
-the extent to which it impedes the attainment of the goal of misdemeanor
courts: individualized justice in individual cases ; and, |
~the degree to which the courts are able to effect a solution.

1. Problem Set One. The first set of problens can be fourd in all mis-

demeanor courts. ' For this reason, and because rapid case processing is symp-

tamatic of these problems, they have been given first priority. This grouping

includes:

-insufficient resources to allow the court to accamplish its goal of in-

‘dividualized justice in individual cases;

*Readers are referred to the ffcllowjng' articles that developed fram the pro—k
ject: FKaren M. Knab 2nd Brent Lindberg, "Misdemeanor Justice: Is Due Process
the Problem?", James J. Alfini and Rachel N. Doan, "A New Perspective on Mis-

demesanor Justice," and H. Ted Rubin,"New Dlrectlons in Misdemeanor Probatlon "
all published in 60 Judicature (April 1977).
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1s heavy caseload volume

—underutilization of available resolirces that results in the withholding

of general court services, such as probation and diversich programs;

-misdemeanor court isolation from the local camunity, the local criminal

justice \ca'mninity, and other courts within a local or state court system;
an,

-judicial and societal undervaluation of misdemeanor cases.

2.  Problem Set Two. Although these problems exist in both urban and ru-

ral-courts, they are most prevalent in smaller city and rural area courts.
This set of problems shoild be given high priority, because more than 80 per--

cent of ‘the nation's limited jurisdiction courts operate with a single judge.

Furthermore, the deficiencies inherent in this problem grouping directly affect

a court’s ability to manage its resources effectively. Thus, the general fail-

ure of misdemeanor courts to develop the means to identify and critically ana-

lyze their problems is symptamatic of this problem set, which includes the fol-

lowing deficiencies:
-lack of case processing standards; |
—failure to monitor case progress and to maintain case and caseflow in-
formation ‘statistics; -
—inability to adequately resolve scheduling’cohflicts; and,
-inability to deal adequately with continuance requests. '

3. Problem Set Three.  The third set of problems is encountered most

often in courts in the larger cities. It is given third priority not because

these problems are less critical to the quality of ‘misdemeanor justice than

" the first two problem sets, but because this project could offer, at best,

only a partial solutlon to these problems. The'root cause of these problems
In most of these courts, addltlonal resources and
management technlques are needed. Nevertheless, short of acquiring addltlon—

al resources (e.g., more judges, administrative staff), management innovations
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could only temper the following problems S
-J.ndecorous and somewhat .chaotic mlsdeneanor courtrocm env:.ronments,

-heavy case "fall-out" on the day of trial, resultmg in the mefflc:Lent
‘use of judicial time, kurrierutll;zatlon of jurors, and J.nconvemence to
police officer and civilian witnesses; »and, A
~lack of sustained judicial attention to individual misdemeanor cases
our field observations in misdemeanor courts corroborated that rural and
small city misdemeanor courts tended to dispose of - the bulk of their cases at_
initial court appearance; whileurban courts disposed of the bulk of the:.r
' cases through plea negotlatlons that occurred after the J.nltlal court appear—
ance. Our field observatlons also indicated that the lack of attentlon that
many urban courts gave to the pretrlal negotlatlon process ,resulted in signif-
icant management problems.

B. Determination of Demonstration Resource Projects to Address Misdemeanor

Court Problem Prlorltles
Durlng the course of the study, misdemeanor ccurt management problems a.nd
management Jnnovatlons to address cerl:aln of these problems were rev:.ewed with

a progect adv:l.sory comn:.ttee. Five J_nnovatlons were cons:Ldered as poss:.ble

ways for deal:Lng with the pronlem sets prev:.ously described:

~a court conmunlty adv1sory board;

-a probation agency functlon as resource brokers,

~a caseflow management systen; | - - ‘ EEEE

~pre~court case screening; and,
, —pretrlal conferences.

~ Three substant:Lve areas were prJ.orJ.tlzed for further research.
-a ccxrtmmlt;y resource program combining the commnlty adVJ.sory board with

the resource hroker concept and with addltlonal approaches to relating

* the court to the commnity;

s

3

. =a caceflow management syste‘n;‘ and,

"-pret‘rialﬁ conferences.

In addition, a consensus was reached that the community resource and pre,-
trial conference programs were concepts most applicable to urban and medium-
size city misdemeanor courts. The caseflowmanagement system was deemed most
appropriate to small city and rural misdemeanor courts. It was agreed, however,

that pretrial settlement conferemes'ﬂcould not be adequately tested in the con—

text of a pilot project, but should be researched in jurisdictions presently

using such)conferences,. The other topic, pre-court/pretrial screening, was

seen as too ambitiousandk costly an undertaking to pursue further. Also, this

concept wasbeing sttidied'extensively by.'other organizations. Working drafts

of innovative managenent ‘techniques and research approaches in the three sub-
stantive areas were then prepared by project staff for review and refinement
by spec:.ally—convened worksho‘py‘v task forces. ‘ |

Two workshops' were administered: The first workshop brought together
inisdeneanor court officials from large and medium-size cities, while the se-
cond workshop cons:Lsted of part1c1pants fram small c:.ty and rural area misde-
meanor courts. 'I‘he cmmunlt:y resource program, being the most ambitious of
the three areas, was d1scussed at both v:orksfnps. The pretr1a1 settlenent
conference was discussed at the first workshop and the caseflow management
system was considered at the second (see Appendix I-E for a listing of work-
shop participants). “ .

Workshop formats were designed to obtain the maximm amount of input from
all participants.' Separate task forces reviewed the particular innovations,
evaluatmg and mod:Lfy:Lng the models. Menbers artlculated the concomitant is-
sues and court concerns which a msdemeamr court should address in order to

successfully J.mplenent the J.nnovatJ.ons. '_ ’
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At sul‘)sequent project.2dvisory camuittee meetings, final revisions were
made in the program schemes and research designs, and site selections were
approved. vIns‘titute for Court Management staff members were designated-as res-
ponsible for program anlenentztion; :_Anericae Judicature Society staff members
were designated as responsible for-program zesearch. The programs and. research
instiated, then,: addreseed the various problem sets:

~The Community Resource Program (CRP), described in Chapter III and Chap-

. ter IV, addressed Problem Set One.  These chapters follow the Case Manage-
nment and Information System (CMIS) chapter to camport with the sequence-
followed in the campanion volume of th:Ls report, and because it is be-
lieved that expanded and more effective ‘probation service delivery avail-
able to’ miédenea.nor courts at the ,sentenc'\ing stage (and at presentence di-
version stages as well), could expedite case movement.

-The Caseflowz Management and Information SYstem (CMIS) , descrjbed in Chap-

ter II, addressed Problem Set Two. | |

~-A study of pretrial settlement conferences conducted in jurisdictions

where this approach had already been institut'ionalized;is described in

the other volume of this report, Misdemeanor‘t:ourts + Policy Concerns and

. *
Research Perspectives. l ST Y

 ¥Another report on this research can be found in John Paul Ryan and James J.

Alfini, "Trial Judges' Participation in Plea Bargaining: An Empirical Per—
spective,” 13 Law and Scciety Review: 479

i L R

! CHAPIER II

CASE’ MANAGEMENT AND INFORMATION SYS‘I'EM (eM18S)

A. Program Objectives ’f
'I‘he Case Management and Informatlon System (CMIS), mplemented first by
project staff in Salem ancl Ayer, Massachusetts, and later in Mankato, MJ_Im€=SO—_

ta, and Corpus Christi, T«e}tas, is a program designed to assist small, one to

three judge misdemeanor c;'lﬁburts which egcperience fewer than 25,000 misdemeanor

case filiﬁcj’é almiialll}. {fﬁ’hese courts comprise well over 80 percent of the na-
tion's misdemeanor court‘s ‘(U.S. Department of Justice, 1973). The (MIS pro-
vides a simple yet comp‘t‘;ehensive approach for introducing management princi-:
ples to the administrative operations of misdemeanor courts. -

The CMIS program as three principal objectives:

—develop management policies, including case progress and disposition

time standards,

-integrate and coordinate scheduling and calendaring practices that fa-

cilitate adherence to these policies; and,

-provide basic case information through the use of a simple manual re-

‘cordkeeping system that eriables court personnel to menitor case progress

and evaluate the effectiveness of thelr management policies.

The case information aspect of the.GMIS program is based on a simple, man-
ual recordkeeping system for case-progress monitoring and statistics that per-—
mits the court to track the progress of each individual case, identify sources

of delay (whethei: caused bv the parties, the court's own processes, OL the ac-

tions of other criminal justice agencies), ard test the effectiveness of pol-

icy and procedural changes in the caseflow system. It can also g‘.mprove the
overall recordkeeping system of the court since it carries the poténtial for
organizing, in one record‘, a significant amount of case management data.

. o
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In the future, it is likely that the nominal cost of camputer hardware and
technological assistance .will enable many misdemeanor courts to use these tech-
nological advances. However, courts often computerize their operations before
acquiring a good manualscontrol system. Hence, the computer is used primarily

W

for information storagfe. It is rare to encounter a court which uses its com-

puter to manage and schedule cases (Institute for Iaw and Social Research, 1977).

The adoption of CMIS prior to computerization will establish a basic management
system for the misdemeanor court. Thus, the court will be in a better position
to design a computerized scheduling system. This could be an important long-
term benefit to be derived from the CMIS. |

Introducing a simple, manually-maintained card gystem tests the general
hypothesis that technology is not the crux of court control and case progress
monitoring in smaller courts. It was anticipated that the opportu_nity to test

monitoring techniques in a receptive enviromment would produce a simple system

.adaptable #0 most misdemeanor courts in this country.

B. The Management Problems of State Misdemeanor Courts

1. Introduction. These courts, for the most part, do not operate under

a camprehensive management plan. Although urban courts tend to be better man-
aged than theif rural counterparts, a reactive mode of operation is prevalent
in both types of locales. Opérational practices désigned to remedy an immed-
iate problem evolve J.nto standard operating procedures. The efforts of court
personnel"are apt to be uncoordinated, \/!and sametimes duplicative.

This lack of obordination'persists because misdemeanor court judges, like
their genei‘cl jurisdiction counterparts, are reluctant to assume case progress
nanagénént responsibility. This judicial disinterest in management generally
inhibits court administrative personnel from initiating more-affective operat-

ing procedures. Even though administrative personnel may see the need for .. '

. = v
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adopting more efficient practices, they generally are unwilling to do so in the
absence of specific directives ‘frq‘n the judge. These directives are seldam
forthconﬁ.ng because the nature of the judge's work causes him to focus on the
individual case rather than the 4agg'reg§1te caseload. The judge often does not

realize the condition of the court's caselcad as a whole since he does not have

- timely and useful management information at his disposal.

Thus, the lack of useful case management infonnation_is a root cause of
the management problems 'in many misdemeanor courts. It precludes the judges
and administrative personnel fram identifying and critically analyzing poten-
tial caseflow problems. The development of this capability is essential if
state misdemeanor courts are.to improve their management practices.

- Because current practices generally receive high levels of judicial sup-,
port, reforms cannot realistically be expected without first altering this at-
titudinal perspective. Even if more resources were available, it can be ar-
gued that current procedui'es ‘would not be changed, but the new resources would
be dii:ected toward reinforcing existing levels of performance.  Therefore, an
important first step in thé direction of changing these attitudes is the devel-
opment of a management and information system that would encourage the court
to set performance standards and would provide the court with the necessary in~
formation to measure its performance against these standards.

2. Specific management problems, Before developing such a system, how-

ever, we must have a clear understanding of the specific management problems

that such a system is intended to address. Designing solutions to these pro-

blems is a camplex process because sources of these problems reflect both at-

g L i s - SO

titudinal and technical deficiencies within the court. Thus, we shall discuss
these management problems and indicate the manner in which elements of the

case management and information system relate to these problems.

a. Lack of calendar control. The unwillingness or inability of the court

SRR
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to ekeréise control over case progress is the overarching source of management
problans in misdemeanor coiﬁ:‘ts. ‘The lack of court control over the calendar /
generally slows the progress of éases through the system, prevents efficient’
allocation of judicial time, ‘and exacerbates the problem of understaffed ad-
ministrative offices with inefficient management procedures. Without judicial
interest in calendar control, a continuance policy is absent or unenforceaﬁie,‘
calendaring practices are geared to goals other than case processing and indi-
vidual justice objectives, caéeload and caseflow statistics are not collected,
and case processing time standards for monitoring case progress are not formu-
lated. |

The case management and information system would provide the court with
the necessary tools to exercise its control over the caseflow process. Even if

the court is not convinced that it needs to exercise calendar control, the sys-—

tem would allow the court to determine if management problems do exist and thus -

encourage the court to seek alternative solutions for these problems.

b. High incidence of lost cases. High incidence of "'lost cases" is also

a major managanenf problem. This phenomenon can occur in two ways. First, the

case may become physically and permanently lost, due to poor. recordkeeping sys—

tems and unlimited access to the court's files, making it necessary to recreate

the case file and history. Second, cases may be viewed as “"lost" if they have
been off the calendar for an excessive length of time. This happens when a

court has no system of monitoring case progress and its calendaring practices

do not require a next court appearance to be assigned at the conclusion of each
hearing. Very few courts file the docket or case papers in a manner that would

hélp to ensure that cases appear on the daily calendar on a regular basis until

disposition is reached. Also, the court's recordkeeping system generally does
‘1ot alert the court to lagging cases. The alphabetical and numerical indexing

systems usually used in these courts do not indicate the age of a case.

10

Both typesv of lost cases are minimized using the CMIS. To maintain the
integrity of the system, court personnel would have to follow a policy of lim-
ited access to case files by individuals other than court administrative staff.
The incidence of off-the-calendar lost cases would also be ‘fnin:imized through
the use of improved calendaring procedures and a chronologi;:aa. filing system.
To prevent cases fram escaping court attention, the court is required to set
"next action dates" and the case controk card is filed according to that date.

. C. Delay in individual cases. Although excessive delay may not be re-

flected in the overall case statistics in misdemeanor courts, lengthy delays
are encountered in "non;routine" or "problem" cases in many courts. Again, the
absence of case monitoring techniques is partially responsible for this phenom-
enon. Some cases are delayed unnecessarily because gf their "off-calendar"
status. The monitoring function of the CMIS will minimize this source of de-
lay.

- Other cases are delayed knowingly, showing four to five continuances be-
fore being terminated. More serious cases or cases in which there is a jury
demand are apt to be delayed in this manner. The major source of this delay
is the absence of a ¢lear1y—defined continuénce policy and case processing
time standards. Few statistics are collected to demonstrate the need for a
continuance policy or the desirability of distinguishing different types of
cases for purposes of case proéessing. An explicit continuance policy is ad-
vocated under the CMIS to encourage the courts to minimize unnecessary delay.

 The data support component of the CMIS produces summary management infor-
mation that allows the court to ‘make distinctions amoﬁg cases to determine
those cases that are prone to 'delay. With that information, the court can de-

cide if. it wants to monitor these cases more closely.

d. High case fallout on trial day. High case fallout, particularly on

11
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the day of trial, is another praminent pmblen‘,y More prevalent in urban courts,
its incidence in rural courts is-also significant. -In effect, tocomany events
drop fram the calendar at the last minute because cases are pled, settled, dis-~
missed, or oontinued. Some fallout is expected and courts regularly apply a
"setting factor", oversetting cases in an attempt to ensure a full workload for
the court on that day. Furthermore, oversetting 1s done intuitively{fwith only

exceptional courts using actual caseflow data on which they base calendaring

decisions.

Many of these cases fall out because of the high incidence of plea
bargaining on the day of trial. A partial solution of this problem is the ini-
tiation of early case screening procedures and improved guilty plea practices.
However, the most effective case screening procedures will not completely elim~
inate case fallout on the day of trial. Even in the most efficiently run
oourts, some amount of oversetting will be necessary. |

More accurate predictions of the case fallout are possible with case feed-
back provided under the CMIS. The CMIS includes a manual data support camponent
that eollects information on the court's caseload and case dispositidnal pro-
cesses. A ‘

C. Camponents of the Model System

Although the specific requirements within each component will vary among
jurisdictions, the CMIS model described here is adaptable for use by most small
city and rural misdemeanor courts. Elements of the CMIS cons:dered essential

*%k
to. its operation are speclflcally noted in the ensuing discussion.

o

*A setting factor has been defined as the Tatio of cases Set for court appear-

ance to those cases which are actually disposed of (see Institute for Law and
Social Research, 1977, p. 28).

**This model system was designed during the nrOJect's Task Force Workshop on

caseflow monitoring systems.

12

1. Information support ’cdrpone‘nt. While the recordkeeping functions of

the CMIS require relatively few changes in a court's existing mode of opera-
tions, it is essential that a case control card be utilized to monitor cases.*
Because the case control card can be created and maintained at the time a case

is docketed,‘ it is relatively easy to i'ncorporate. In many locales it will be

‘possible to redesign an existing court record (e.q., index card and docket card)

to satisfy this requirement. In courts where this is not poss1b1e a separate

case control cardvcan be utilized by the court. Flgure One is a sample punch- .

out case control card that can also serve as the court's alphabetical index
card. ' ‘

The card allows easy identification of old cases. - Case progress can be
monitored and information about case age may :ﬁaCllltate court develo want of
case progress time standards. Further, this feature helps prevent undue delay
in individual cases and helps foreclose the possibility that cases may become
lost in the eystan‘. Information is included on the card to allow rapid tabu-
lation of a wide variety of statistical information on open or closed cases.
It is expected that regular tabulation of statistics can lead to policy formu-
Jdation to correct any problems identified by the statistics.

If the card is used as an alphabetical or numerical file it will be nec-
essary to file the case file chronologically according to the next—action date.
In other courts, it may be preferable to’file the case control cards chronolog—-
ically to minimize changes in the filing systems.

2. Management camponent.

a. Calendaring techniques. Specific calendaring techniques must be em-

 played by thevcou‘rt to facilitate its control of case progress. The court, not

*A11 case progress control cards designed during both phases of the project
used a 5" X 8" McBee Keysort Card (#K5S 581 B-553) which is available fram
McBee Systems, 1140 Delaware St., Denver, Colorado - 80204.

- **The CMIS requires that all cases always have a future action date scheduled.

13
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FIGUF e : T B : - prosecutor or defense counsel, must schedule all action dates. Cases must be
Sample Cas'e,Progressf Control Card
(Used in Ayer, Massa/chu\setts Test) .

h)

set to a date and fpierose certain at the conclusion of each court proceeding

pe

so that a chronological case file or case control card can be maintained (Zi:n—

15

T merman, 1976).
“COMPLAINTS: 2 <« ' At the conclusion of each court appearance the case control card must be
Oper. under influence 2 E ulléd ; the file ard o ol

Oper. 50 as to endanger ;"z). & g g |m p rom the Iile upda —a simple procedure many courts already fol-

. . » = z . . . . .

Using w/o authority < 9 M5 low in updating their docket records and case files. In systems where cases
Larceny of motor vehicle 5 Z :

Other motor vehicle q o are filed chronologically, the next action date on the cards serves as a case
Nonsupport .fi = > Lo

Robbery E , % ' locator and as a summary reference of the individual case's progress.

' . - = o < , . s . . , i
Assault/Assault-DW/Assault-B . e b. Enabling policies. The calendaring techniques discussed above facili-
Breaking and Entering o ‘ . ;

Larceny o ol ; tate policy commitment by the court to active control of case progress. The
Receiving stolen goods ~ .

Eraud ‘ < : utility of data collected by the court's information system also depends on the
Narcotics offenses o general caseflow nanagerrent policies pramulgated by the court. The most effec-
Disorderly Conduct > | ,

Alj other 1+ tive use of the CMIS requires policy commitment toward court control of contin-
Motor vehicle trial waiver o ) (/)] . ,' . '

" Appeal to jury session: e uances and a definition of time standards for case processing. These standards
District Court ; o act as the guideline against which the court can measure its own performance.
Superior Court rIn 5 o

' > S g |<€ D. Research Approach ;

DISPOSITIONS: z o o 3 : | . SR S A
Disposed w/0 Appearance E ﬁ’ g z O 1. Research Objectives. 'In an ideal pilot test:\“;)eri‘od, the research ob-
i d at Arraignment " T l L i . ‘ o
Dfspose A g.mrv , ‘ a ; ™1 jectives of CMIS implementation would have addressed all camponents of the in- |

Disposed bet. Arraign./Trial ,;, :;' = ~ , T

Disposed at Trial —G. Plea N A __f_ novation. An effort would have been made to involve judicial personnel in the
Disposed at Trial — Tr. Held 3 N ; v « A
Dispos&d-at Triai — Other ~ S formulation of. new management policies and time standards for case processing;
Closed after Co,n? d.‘\;//o F- o : ' , judicial and administrative personnel would have been encouraged to-develop
Default warrant issue ~NEXT ACTION DATES v_

: Q . o 2z > calendax:ng technlques in accordance with these policies;’ clerlcal and admin-
CONTINUANCES: =g 3z F ¥ -3
“No continuance < g Q o % 9 5; o g i) ‘g : 1strat1ve personnel would have. been ‘assisted by project staff in developing a
O o |
One (1) continuance 532283233 3238 _ _
T::‘; ((2)) continuances madcasaaa @ a3z data support component that supplied relevant case management information.
: S , :

A . ; .

Three (3) continuances 0 i ) The. project's time constraints, however, prohibited the ideal test. It

More than 3 continuances o :

' ' ’ e ‘was. not reasonable to expect a court system to drastically alter policies,
| , procedures, and recordkeeping systems and be operational in a few months. Con-
‘ 3 - L - ‘ ) ) N
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S sequéntly, our efforts were concentrated on implementation and documentation

of the feasibility of the data support camponent of . CMIS. Toward this end, ev-"

aluation and analysis were made on the basis of two research objectives:
~determination of the degree to vvlqiéh new management info‘nnati'onv is made
available to the court and the utility of the information; ard, .
’ " —~identification of structural and court management var};:ables that affect
the feasibility of introducing the case’ cdntrol card into a court'ts\ re—
- cordkeeping system. - |
Implemen'tation feasibility, which refers primarily to the ease with which
a court introduces the case control card inté:\“its present paperflow system, was
evaluated on the basis of: | e '
-immediate changes necessary within each court to facilitate the card's
introduction; |
~the burden on the court and its operating procedures in instituting these
changes; and,~
~ -the extent to which alterations in the card and maintenance procedures
of the card are needed to accommodate the court's preferred mode of oper-
ation.
- The imnovation's success in supplying statistical and management informa~
tion to the court was evaluated at the conclusion of the pilot test. The mon--
itoring program's case control card for each court was designed to facili,tate»
' collection of these -data. The degree to which the card was a useful mechanism
| for compilation of such in%',ormation would reflect the relative success of the .
piiof. implementation. 'Ihus , the program's ability to supply Case,disposition
information and continuance information was ',fevaluatedv.f None of these,d;atta, ex-
cepti gross figures on filjhgs -and dispoéitions, were available in the piiOt__ .

sites at pre-implementation. -
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Another evaluation c¢riterion was the system's ability ‘to identify lagging
cases. . To encourage case progress monitoring and caseflow control the card
must provide an efficient mechanism for identifying off-calendar cases that
otherwise might exceed the cc;ﬁrt's time standard for éase processing. The cards
were tested for this purpose. |

2. Research Dec’gn.

a.. Site selection. Primary selection criteria included: a court's will-

ingness to commit resources to maintaining the CMIS; the test sites should hot
be involved in automated court recordkeeping sjzstans;‘ the test courts should be
small, with less than 25,000 misdemeanor cases filed annually; the test courts
should maintain a chronological casé filing system; the test courtsks‘hould have
some flexibility with their recordkeeping system so that it might be feasible
to: combine the card with another record. .

Agreament to serve as a test site did not require commitment by a court

to maintenance of the CMIS past the end of the test period. The desirability

of specific post-implementation calendar management changes would be determined

»ixﬂeperxientiy'by ‘the court at the conclusion of the pilot test. Two Massachu~-

setts district courts were selécted to serve as test sitesiduring the project's
first J'mplementation’ phase, and courts in Mankato, Minnesota and Corpus Christi,
Texas were utilized in the succeeding phase. |

The design of the infomation ‘SYStan, the case control card,and .its main-
tenance procedures were determined by thekcourts' operation and recordkeeping
systems. Card modifications were made so that the data support camponerit ful-
filled the particular needs of these courts.
E.. CM[SA Implementation in the First District' Cdurté of Essex County, Salem,
Massachusetts and’ Northern Middlesex County; "Aye.r ,b Massachusetts

% 1. Site-descriptions.
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a. Jurisdiction and Cdseload. The district courts are the commonwealth's
*

principal courts of limited jurisdiction. The 72 district courts have unlim—

ited original jurisdiction in contract, tort, replevin, and sunmary actions con-
current with the superior court. Civil jurisdiction :.ncludes exclusive Jur:Ls-
diction of commitment hearings and of juvenile matters, if there is no separate
juvenile court (American Judicature Society, 1974). The district court also
hears support cases, municipal code violations, and has small claims jurisdic-
tion up to $400.

The district court has original jurisdiction, concurrent with the superior
court, for nmnicipal ordinance violations, all misdemeanors except libel, felc-
nies punishable by imprisomment for less than five years, and probable cause
hearings, regardless of final jurlsdlctlon. S:ane dlstrlct court judges can-
not commit offenders to the state penal instltutibn, in practice, the maximum
sentence is two and a half years—the maximum sentence for offenders sent to

county correctional institutions. Original criminal cases are tried w1thout a

Jjury in all district courts, but the defendant can appeal for a trial de novo

;in superior court or choose to be tried before a "jury of six" in certain dis-
trict courts. The Ayer court does not hear "jury of six" appeals. In Salem,
these appeals are heard at periodic sessions, but do not constitute the major
portion of the caseload. |

The district courts' caseloads as of June 30, 1976 are shown in Table One.

*In January, 1979, Massachusetts effectuated court reorganization. The dis-
trict courts became the District Court Department of the (unified) Trial Court
of Massachusetts. Five other types of trial courts also became departments of.
the Trial Court. , ' o

18
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TABLE ONE
Annual Caseload

"a, ’ : ‘Salem Ayer

‘Total civil complaints filed 2,000 400
small claims entered 2,300 1,200

‘Criminal complalnts :
(excludlng minor traffic and park:mg) 3,100 2,900

MJ.nor cr:um.nal motor vehlcle complalnts

(exclude parking) - 11,000 9,400

~ Parking (tickets and complaints) 21,400 0

Source: Administrative Off‘ice of the District Court,' Statistics for the Dis-
trict Courts of Massachusetts for the Year Ending June 30, 1976 as Reported
by Clerks of Said Courts.

b Adnu.nlstratlon ard judlClal manpower. The Massachusetts court admin-

,'/

1strat1ve structure, at the time of th:Ls demonstratlon, was organlzed "horizon—

tally" with a chief justlce of the dlstrlct courts having statewide administra-
t:Lve authorn.ty. The Massachusetts Supreme Judicial Court exercised general
superlntendence of the adm_nlstratlon of all courts in the commonwealth. The
chlef just:rce of the dlstrlct courts was authorized to a551gn district court
judges to Slt in dlStrlct courts other*tha.n the ones to wh:Lch they were origi-
nally appomt ' and dld so frequently. ‘

Two judges sit in the Salem District Court parl' time. One judge SltS
nearly full tJme and a visiting judge is assigned for at least three days each
week. The chlef justice of the district court also sits in this 1ocale one

day a week, usually Friday, When the visiting part_—time judge is assigned

*A11 d:LStr,'LCt court judges are appointed by the governor with approval of the
Executive Council, and serve until age 70. No qualifications for these judicial
‘positions are-prescribed by law. The full-time district court judges are as-—
- sisted by salaried part~time "special justlces" who serve as needed Courts
of Limited Jurlsdlctlon, (Knab, 1977) ; U
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by the District Court Administration Office to sit elsevmere , another judge
mist be assigned to take his place. |

One full-time judge sits in the Ayer Court, with a visiting juéige assigned
one day per week to hear small claims and 'civil cases. The full-time judge is |
assigned one Friday each month to another district court, at which time the
Jjudge from the latter 'court is assigned to the Ayer court. ‘ |

Support personnel in each district court,consists of a clerk of court ap-
pointed for life by the governor, a ch‘i.ef probation officer,appbiﬁted by the
district court presiding justice, and support staffs. The Office Qf Clerk of
Court issues criminal camplaints in addition to performing adxﬂinis;:rative func—‘
tions that facilitate court operations (Arnerican Judicature Society, 1974). |
Nevertheless , the admjnistrativeaccouritability of ‘these offices to their re-
spective judges is limited since the clerk is appointed by ﬁhe governor for life.

Nine clerical persons in Salem, and eight in Ayer, inclﬁdirig the 'o'ffice |
supervisors, are responsible for the daili; processing of paperwork. Responsi—
bilities are functionally allocated, w:Lth one person compiliné the court's daily
calendar, another docketing all motor vehicle offenSes r anothér processing. small
claims, and so on. Introductien of the case management and mformatioﬁ sysﬁern
primarily affected three clerical persons J_n Salem and four in Ayer. They afe

responsible for various aspects of the motor vehicle and non-motor vehicle crim-

inal caseload.

c. Case management in pilot site cour{:‘s. Both cbui:ts used the case file
as the prjlﬁaxy informational documeﬁt. Aeéordingly,'a,xthe case files were handled
by a veriety of individuals both within and "out of the court. This resulted in
a number of lost or misplaced files. As a consequence, inaccurate daily calen~

dars were ,chstruc’ted since the courts relied on their chronological case fil— ‘

ing system to assemble the docket. The case control card if substituted for the

file as the primary informational record, could alleviate this problem.

-20
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No specific criterida for setting cases on the calendar had been promilgated
in the courts. Daily limits as to the number of eases‘ set were not specified.
Based on past é{perie’nce’, clerical personnel estimated the number of cases that
would be disposed by payment of fine when they set first appearance dates.

They possessed no calendaring data on which to make these scheduling decisions.

Neither court had a clearly defined continuance policy. The clerks often
exercised their authori’ty to grant continuances when requested by both parties
on a case. The parties were responsible for notifying any witnesses of new
court dates since the court did not take an active part in the notification .pro-
cess. 1In Ayer, and to a lesser degree in Salem, the judges did not distinguish
between a well-ordered process, where each step served a specific purpose, arnd
an ad hoc scheduling system concerned with disposing cases in the quickest man-
ner possible, One judge, hoping for non-trial dispositions, found it preferable
to continue a case ‘Lo another varraigrment session, keepi.n‘g:ri:j:he case on a Wednes-

day "track", his busiest court day. Continuance infonnation‘nd.ght indicate such

a practice is ineffective in disposing of particular cases.

2. Implementation of the information data support system. The case control
card was the only new form added to the cvourt's docketing and calendaring system.
Since case files were arranged chronologically by next-action date, the card
was desighed so that it also served as the court's alphabetical defendant index.

The informational needs varied between the courts, hence, the ‘design‘ of the
card for the Salem‘ di_strict court was slightly different fram that of the Ayer
court. Personnel in the Salemk district court were interesﬁed in the number of
filings made by 'each agency within the district. The card, therefore, listed
agencies and charges to enable such identification. Aside frcm that, the two
cards were. the same.

A control card for each charge was created by the court as a case was filed.

Entry information included: the defendant's name; date of birth; filing date

21




R 2 e Bi i

and docket number; -a hoie ptmch to indicate the month of £iling; a punch to in-
dicate the charge; and entry of the first scheduled appearance date. Court per-
sonnel were asked to pull the case control card at the conclusion of each' court
appearance and enter nexl:-action date information. When a case was disposed,
personnel entered the disposition or continuance information by making the ap-
propriate punch (referf_.;ivj.yo Figui’e One for card sample). Project staff provided
personnel with training on the use of the control card. No additional clerical
staff needed to be employed for CMIS implementation.

The case control ¢ard test was to span three months. Neither court was
asked to make a commitment beyond the pilot test period to maintain the CMIS

information system. | ,
3. Analysis of the feasibility testing of the (MIS information camponent.

This discussion of the feasibility test first summarizes the total range of in-
formation available from the two test designs of the case control card. Secord,
the actual information collected fram the test sites is discussed in the context
of its uses in a misdemeanor court. Finally, the time and resource requirements
0 maintain the case control file and compile its information are presented.

-

a. Information available from the case control card. The design of the

case control card used during the test period allowed collection of the follow-
ing statistical and naxiagement information:

~number of filings per month, by case typés;

-number of dispositions permonth, by case type;

-number of pending cases, by case type;

~various ages of pending cases, by case type;.. -

_-number of dispositions without a court appearance, by case type;'

~number of disposit’ions at arraigmment by case type;

~mumber of dispositions at various dispositiénal points after the

arraignment, byk case type;
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—number of continuances per case, by case type;' and,
~age of case et disposition. - ' k
Any of these data could be cross tabulated if the court so desired For
example, a court might be interested in knowing the number of continuances al-
ready granted to cases in its i ile i ’
: e pending file. Tabulation of these data is a sim-

pPle procedure using the cards.

b. Data generated from the test sites and their utility. The project

team designed several simple reports of the type that a court might wish to gen-
erate regularly. The CMIS control cards were used tc tabulate this information

during the next to last site visit. The information shown on these reports

(see Tables Two and Three) representsa relatively small proportion of the total

data available from the card. Such data can bhe used fram time to time for spe-

cial case management reviews or reports as desired by the court.

The data compiled in the sample reports were developed by the Ayer district
court during the three-month testing period. Similar data were compiled for
Salem. Table Two provides caseload, disposition, and continuahce information
for Ayer's November 1977 filings. November was the first tesf month for which
camplete data were available. The case control cards were an effective method
for tabulating this J_nformation. |

At the time a case ig filed, a notch is punched frcm the top of the card
corresponding to the month of filing. Thus, to collect the data in Table Two
project staff pulled all cards showing a November 1977 data punch at the top
of the card. These cards constituted all the motor vehicle and non-motor ve-
hicle cases filed that month ‘(see Table Two). Further sorts were made on the

No i1i
vember filings to tabulate the number of filings within the offense categories

*The Salem card design also all
o urth
into filings by agency. Wed a further breakdown of the flllng Information

i ,u-_:,23 '
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TABLE TWO -
Data Generated from the CMIS Information Camponent
First District Court of Northern Middlesex (Ayer)
/ e ‘ ; For Cases Filed In November 1977
o - | 4 ' Offerise Type
' Motor = Non-motor
Vehicle : Vehicle Tctal
: A. Caseload information
“ 1. Cases filed 878 64 942
2. November filings disposed
by 2-1-78 535 27 562
3. November filings still
pending as of 2-1-78 343 37 370
B. Disposition information |
1. Disgposed without court ap-
pearance : 374 - 374
2. Disposed at arraigmment 45 16 61
3. Disposed between arraign-— N
ment and trial 2 -1 3 o
4. Disposed at trial:
§ a. By guilty plea 6 1 7
\ b. By trial 9 4 13
‘ c. (Other - - -
5. Default warrant issued 73 - 73
6. Closed after continued
. without finding 19 5 24
7. Failed to locate 7 - 7
“ Total dispositions 535 27 562
) , C. Continuance information
: . 1. Unknown 89 - -89
i 2. Cases with no continuance 433 16 ‘449
. 3. Cases with one continuance 8 6 14
4, Cases with 2-3 continuances 5 2 7
. 5. Cases with more than 3
N continuances - - -
) f - » o “
% t
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TABIE‘ THREE
_ Pending Caseload Statistics Generated from the CMIS Information Component
First District Court of Northern Middlesex County (Ayer)
Case Filings: - Status as of February 1, 1978 |
‘ : , October and
I. Intake ) » November Filings
Pending End of Filed During Terminated as _ Pending as of Net Increase
Category October 1977 November 1977 of 2-1-78 7 2-1-78 or Decrease
vehicle 6 ) 64 27 (42%) 43 +37
Motor vehicle 180 »n, ,' 878 535 (61%) 523 +343
Total 186 | 947 562 (60%) - TBe6 “¥380
N ,
un
" II. Age of pending caseload
Categcry Less Than Between One & Between Two ‘and Between Three
' .. One Month and Two Months Three Months - and Four Months
Non-motor
vehicle - - 37 6
Motor vehicle - - 343 - 180
Backlog
Cases
", . -\\‘\\ i
. ’.\\l‘\ '
< i 3 ~
ﬁ \\\ R \\\ . L
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At the time a case is disposed, a ‘};notch‘ is punched from.the bottom of the
card corresponding to the type of disposition reached. Cards which showed a
disposition were then separated fram those cards that were still open. The open
cards were returned to the active card file. Additional sortlng was performed |
on the disposition cards to determine the number of dispositions at various stages
in the case process. Also, sorts were made on the disposition card to tabulate
the continuance infoﬁuation. o |

Sumary information such as this on dfspositions and conthwnCes should
prove useful to a court concerned with its disposition modes and continuance
rates. These data enable the court to adjust or modify its scheduling practices .
in accordance with its needs. This information, also, permits the court to es—
timate projections of future caseloads on the basis of past caseload‘:ytrerxis.

The CMIS information component generated data that should be ans‘i’inte‘gral
part of a court's efforts to remedy the management problems identified earlier.
For example, judges in the participating courts indicated that sixty days from
filing to disposition was a desirable time frame for misdameanor cases. But,
data from the CMIS control cards revealed that 40 percent of all cases filed in
November, and 60 percent of the non-motor vehicle cases, remained open as of Feb-
ruary 2, rendering them older than the desirable sixty day lJmJ.t (see Table
Three) .

c. Monitoring function performed by the case control card. The availabi-

lity of this information would encourage a court to take steps to bring all dis-
positions within the sixty day standerd. Knowing that a significent perxcentage
of its caseload exceeds the time standard, a court first would Want to identify’
individually these cases in its pending file. The case control cards proved very
useful in this regard. The notch punched from the top of the card corresponding

to the-month of f£filing allows court personnel to visually identify all open cases

whose age exceeds the court's time standard. ‘Subsequent inspection of the docket
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book or case papers for each such case is then possible to attempt to ascertain
the reasons for delay and to determihe whether immediate court action could dis-
pase of the case.

The CMIS cards were tested for this ptzx;pose. On February 1, 1978, project
personnel, using the cards maintained by the Ayer District Couri, pulled fromthe
active card file the'thjrty-seven cases having a November 1977 dete punch at the
top of the card, Cases‘ that would have been between sixty-three and ninety-two
days old. The docket entries for each of these cases were then reviewed to de-
texmiue the current status of the case, the last action in the case, and the rea-
son (if one could be determined) why the age of the cases exceedéd the sixty day
standard advocated by the judge amd clerk of the court.

Inspection of the docket books revealed the current status of the cases to
be as follows:

Cases disposed of (cards for these cases should have been posted

and removed from the actlve file) B | 7
" Non-support cases——contlnued to a future date certaln for review 8
Cases continued without a finding (case will be dlsmlssed on fu-

ture date unless a new offense is committed by defendent) 11
Case 'open——laSt action was a continuance to a date certain in )

February, March, _April, orlMay | 11

o Total .

37

- The final category, "Case Open", would be of interest to a court for anal-
ysis and poss:.ble action. It is assumed that a court would want to examine these
eleven cases to ascertain 1) whether these cases could have been disposed of more
expeditiousiy, and 2) whether the experience in these cases is instructive for
e}rpedltn_ng future cases. For example, as noted from the docket entries, these
‘cases had had the scheduled hear:mg continued an average of 3 36 times. “Acqui-
sition of this 1nformatlon might cause a court to examine its continuance policy

to see whether modification could bring disposition in all cases ‘within the sixty
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day goal.

d. Other-uses. Certain features of the CMIS control card lend themselves
to other functions. Because the test court filed case records chronologically
by the next assigned date, it was possible to file the CMIS control cards alpha-
betically by defendant name. Accordingly vthe control card can serve as an alpha-
betical defendant indexl, in effect combining two court records. The ‘Salem dis-
trict court intended to continue. use of the card on that basis. Further, the
entry of the next assigned action date on the card allows imnediate 1o¢ation of
the case file. Formerly, it was necessary to obtain the case number from the
alphabetical index and go the the numerically-maintained dockeﬁ books to obtain
the date under which the case papers were filed. .

One clerk felt the control card could be redesigned as a docket management
system. With such a system the card could be used as the numerically-maintained
docket fecord. Such a system would allow the court to perform all of the CMIS
funcfions aﬁ hless cost. Staff time would be minimized since most dncket records
routinely include next action date information.

Court staff ért:iculatedv other furv:tions performed by the case control card.

It summarized continuance and disposition information and allowed quick access

to these data on a case-by-case basis by obviating the need for an elaborate dock-

et search. Also, it provided a more effective method than presently employed for
collection of the statistical information required by the state court adm:.nlsl_ra—
tive office. Finally, use of the control card as an informational document min-
imized the use of the case file for that purpose. This decreased the potential
of lost case files. |

- e. Time and resource requirements, In Ayer, court personnel reported that

about three more hours per day were devoted to creating, updating, and closing
out CMIS control cards. In Salem, 'approx;matel_.y two additional hours were re-
quired. Recording dispositions was judged the’ most time consuming because it .

was at this point that the total muber of continuances in the case was canputed
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and punched into the card. However, this required time could be expected to de-

crease as court personnel became more familiar with the system.” Also contribut-

ing to the additional time requirements was the fact that many defendants are
charged initially with three or four offenses, and a control card is created for
each. FEritries‘ are required on all cards.

Tha other function served by the case controi card, identification and re-
view of old cases, required ncminal staff time. In project staff's test of the
cards for this purpose, thirty-seven cases were identified and reviewed in less
than an hour. Pilot site personnel believed this to be a major advantage of the
system. ‘ ‘

Evaluation of the resources required tc maintain and use the cards in the
test sites is difficult. O‘rdinarily'such an evaluation is a relative matter.
'Are the resources required justified by the information provided? ' To what ex-
tent do the resources required exceed the resources required to maintain simi-
lar information under the former system? Both types of questions are difficult
to answer in the test courts because: ' ~

~these courts did not maintain case management datia prior to introduction

of cMIS; and,

—~the courts have not articulated case management goals toward whose attain-

" ment CMIS data would be directed.
Accordingly, there is no management context against which ‘to judge court staff
evaluatiorn of the resources required to maintain CMIS.

Since no management information was maintained previously, it is not sur-
prising that court staff viewed the time required as burdensome. Nevertheless,
‘project‘stéff concluded that, though same streamlining inodifications should be
considered, the overall time required was nominal when compared to the wealth

of information the system makes available.
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first two test sites provided arrple opportunity for observation of the way Jn
which the management characteristics of the court influence perception of the
- QMIS. As indicated earlier, the court's staffs _generally offered the opinion
that while CMIS is a workable system and may hold potential for consolidating
certaln court records, the system itself would not be particularly useful in
their courts. The reasoning behind this opinion bears examination since it
should be 1nstruct1ve for future Jmplementatlon of cMIs elsewhere. Why were no
immediate benefits Preceived by court staff?  Project staff concluded that the
answer lay in the absence of g case management Orientation on the part of the
judiciary. This lack of perceived need for case progress monitoring or case
Tanagement statistics clearly influenced the attitudes and /initiative of the
clerks of court and their deputies. For example, the cards! capablllty to pre-
sent disposition information and monitor case age had little relevance to admin-
istrative personnel because case disposition time standards did not exist in the
district court system_. Continuance: 1nformat:Lon also was not ‘useful for the same
reason. One clerk noted the absence of judicial demand for hanagement informa-
tion as his basic rationale for discontinuing the QMIS at the end of the test
period (Gazell, 1973; Solamon, 1973; Berg, 1974; Hays, 1977). ‘ _
Another example of how judicial disinterest inhibited the initiation of
more effective operating procedures was evident from one clerk's reactlon to
the case control cards!’ potential as a docket record. 7 He saw no inherent pro-
blem with using the card in this. mamer. In fact, for his court, combining the
control card with the docket record would have been preferable to continuing it
with the alphabetical defendant index. However, he cons1dered such an urdertak-

- ing was beyond his authority to initiate and must. first recelve suppolt fram the

#

*Subsequently, statew:.de dlStrlCt court caseflow oommittee began developing
mlsdeneanor processing time sta.ndards. :
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judges and most probably state officials as well, since the docket is the court's

official record.

In an effort to cultivate judicial interest, the judges were presented with
a management analysis of the data 'during our last site visit. The analysjg dis—-
cussed the court's filings, pending caseload, disposition medes; and continuance
infonnation». Thl‘S presentation seemed to have little Jmpact on the judges' in-
terests in case nenegetlent. This result indicates that in future implementations

effective judicial involvement should be cultivated and obtained early in the pro-

cess.
. o« . ' L] -
Judicial disinterest in management is partially explained by the judges' iso

lation from their adminstrative staff support. Massachusetts' policy of state-
wide judicial assignment, premised in part on the belief that the administration
of justice is better served by discouraging familiarity among judges, prosecutors,
defense attorneys and police, may intensify this isolation. The policy impedes

i judici i in & ibility for case management
the necessary ongoing judicial interest in and resgons:.blll "'

by requiring judges to sit in more than one locale. The clerk's life tenure ap-

kpointment by the governor also may contribute to the judges' isolation from ad-

‘ i : j feel
ministrative operations. With such an appointment process, the judge may

- . . . .
his authority to exercise administrative supervision over the clerk's office is

diminished.

‘5 Recammendations for future implementation. The feasibility tests of

. in-
the CMIS information component demonstrated that the case control card can be

tegrated into the courts' recordkeeping system. The cards provide useful statis-
egr ,

tical management information while acting as a simple case monitoring mec

The tests also showed the importance of a management .component accompanying im-

plementation of the information system,

' ili i i » judges.
*Eight stetes, generally in the Northeast, utilize statewide assignment of judg
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This section on recommendations forb future impelementation discusses vari-
ables a court should examine and consider, These variabies relate to néceSsary
local conditions for effective long-term ilnblanentation, ‘modifications of the .b
inforgation system ard case control card design that may be desirable for some
locales, and steps within the implementation process that should be emphasized:

a. Necessary conditions for effective CMIS implementation. The most im-

" portant pre-condition is the presence of judicial and administrative policy lev-

el commitment to a management program. This management component sets the court's
case procesé;ing priorities and standards against which it can evaluate its own per-
formance. Without such a management focus, any information on the 'éourt’s case;
load and caseflow would have little relevance to the court's cperations.

Beyond that, the court should have some flexibility with its recordkeeping
system. When feasible, it is preferable to ccmb;Lne the case control card with an-
other court record. This approach minimizes necessary alterations in the court's
internal recordkeeping practices with CMIS introduction.

In general, resources required to implement CMIS are nominal. The only ad-

- ditional cost pertains to the procurement of case control cards which is extreme-

ly low.

b. Design of the information system. Necessarily, the overall design of the

system will depend upon the management objectives and needs of the court. Based
on our feasibility tests, however, it is important that a court implementing CMIS
carefully review its in-place recordkeeping system. Its present system also will
det‘ermine the"' feasibility of different asp'eéts of the C(MIS information component,
as well as the design of the case control card. R 4

A chronological filing system is essential for CMIS. To fulfill this re-
quirement the case file or case control card could be filed accdrding to the next
court appearance date. Filing the case control card chronologically may preclude

the card from being combined with other court documents. For example, a combina-
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tion case control and alphabetical defendant index card would not; allow chrono-

logical filing. This is also true for a combination case control and numerical

‘..dpcket card. However, if the case control card is filed chronological:ly, it be~-

comes more feasible for the card design to be structured. by defendant rath‘erkthan
by charge, a design which minimizes the staff time needed to malntaln the card.
Filing the case file chronologically will alter the design of the card.
With chronological case files it may hot be as critical to the court for next ac-
tion date information to be entered on the card. Deletion of this information
from the card also would reduce necessary staff time to maintain the card.. Fur-
t-h_ennore;kchronological case files encourage the cambination of the case control
card with the nmumerical docket or alphabetical defendant index.

The most c;:eative use of this information system would be a combination

~alphabetical docket record, chronological case control card, and numerical case

file; or a chronological docket, alphabetical defendant case control card, and
muerical case file. Since most courts maintain their caze files numerically; -
little is lost by changing filing of the dbck_et, also generally filed numerical-
ly. 1In fact, a number of the courts visited during this project believed the
only useful service provided by the docket was to officially record the history
of the case. This important.function of. the docket record could be fulfilled
whether or not the docket is arrahged numerically.- |

- ¢. Desirable modifications to the case control card. The general design

of, this card, perhaps, is most dependent upon the court's decisions regarding .
oveirall design of the information syétgn as discussed aboire. Nevértheless , our
experience in the pilot courts suggests certain modifications to the card may .
be desirable for most misdemeancr courts,

Management  supervision may be unnecessary for the total misdemeanor case-
load since a substantial majority of these cases are m:mor motor vehi_clé'offenses

disposed at or before the first court appeararice date. - The more serious offenses,
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which may constitute 20 percent or .less of a coiirt's ci‘iminal caseload, often
proceed beyond the first appearance date and should be subject to more/:-'s.trin;
gent management supervision. ‘£‘Dispo‘sitio’n, continuanice, and next acticn date in-
formation is relevant qnly for these latter caées.

Although close management supervision may not be riecessary for- the entire
caseload, this does not negate the importance of monitoring the age c">f all cases.
Thus, the dichotomous nature of the misdemeanor caséload between more and less
serious offenses suggests the need for a bifurcated management system. Cases
not disposed at first appearance would be subject to more stringent monitoring
and data collection techniques than those cases disposed at arraigmnment. For
example, the case ‘control card for the less serious offenses might involve sim-
ply the monthly puncih[without disposition, continuance, and next action date in-
formation. The smplér“‘ format would allow the court to monitor the ages of those
cases while avoiding the collection of superfluous data. A significant advan-
tageto this approach is a conéiderable reduction in staff time spent on maintain-
ing the case control cards.

Changing the card's design so that one card is created per defendant is an-
other modification that shouid be considered. Such an alteration is feasible
with an alphabetical defendant index and case control card or with the chrono-
lc;gical case control card. The major change in the card format would involve .
the dispgsiﬁion information since a defendant often is charged with numerous of-
fenses. The design would need to accomnoda;:e more than one entry of disposition
information.

d. Recommended implementation steps. Specific steps should be followed

when implementing the data support component of the CMIS. The sequence of re-
commended steps discussed below is suggested on the basis of our experiences

in the Phase I test cdurts and the card nodifications offered above. - Generally,

. these suggestions ‘involvéy:
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. —extensive investigatioh and evaluation of the court's present recordkeep-
ing practices, to include an investigation of a random sample of the case-
| load; and,

?egdditional on-site staff time devoted to initial phases of implementation

(introduction and early monitoring), to include a formal training and édu—

cation workshop.

The court's recordkeeping practices should be éxtehsively investigated so
that all formal and informal documents are evaluated. Thus, if it is not fea-
sible to cambine the case control card with the court's formal records (e.q.,
doéket, alphabetical index) it may be possible to combine it with one or more
informal records (e.g., records kept by individual deputy clerks for their spe-

cific needs). This analysis of recordkeeping practices should also result in

the most efficient information system design for the court whereby same dbcu—-

ments are eliminated.

‘As part of this analysis, various types of cases should be proportionately |
sampled fram the entire caseload. Analysis of the disposition process of these
cases should identify:

~the kinds of cases which proceed beyond the fixst appearance date; and;,~

-points of delay and case termination in the court's dispositional process—

es.

The first identification will determine which cases should receive close man-

‘agement supervision through the use of a more complex case control card. The

second identification will determine the kinds of diéposition and continuance
information the court may wish to measure. For example, the sampling may re-
veal that many cases are disposed between ax:raignment and trial day. In this
context the court might want to collect infomation on how these dispositions
are rsachea—r-by guilty plea, at a pretrial hearing., or by some quasi-institu-

tionalized settlaﬁent procedure.
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‘Additional on-site assisi_:ance from project staff was needed to train court

‘personnel. in implementation procedures and to monitor. implementation progress.

The informal training of court cierical personnel conducted during our,/ pilot
test dealt strictly with creating and maintaining the case control card.  Man-
agement issues, implications of the data, and various advantages that might ac-
crue to the court frém the information system received only superficial atten-
tion. A formal training and education workshop would have focused on issues
such as these."' However, time constraints made such an undertaking unrealistic,

In future implementations that are not constrained by such limits, a workshop

'is recommended. At an optimum, it should include judges, administrators, and

clerical personnel so that court participants can discuss and vnderstand the in-
terrelatedness of the management camponent and information system. A formal
workshop of all relevant participants would also minimize any misunderstandings
in system definitions and operations.

Additional on-site monitoring by project staff would further reduce the
likelihood of misunderstandings during implementation. Additional technical as~
sistance could be provided to the court with more on-site time. Furthermore,
this on-site presence allows project staff to -evaluate more closely the problems
involved in implementing the total case management and info‘nﬁation systems.

This analysis would be useful in refinement of these systems for other implemen-—
tations.””

- In summary, the recommended: steps to implementation are:

~extensive evaluation of the court's present recordkeeping system;

~an investigation-cf a sample of cases and their dispositional proceésses;

~a formal workshop to introduce the CMIS, explain use of ‘the case control

card, and train personnel; and,. .

-close monitoring of the implementation process, particularly during its

initial phases.

36

Cguurg e -
T T T AR EAT:

sy 4y

S

6. Prelimindry conclugions, Testing of .the CMIS information camponent

and research conducted during the Phase I implementation demonstrated:
-the apparent feasibiliﬁy of introducing a simple manual information and
control system;k |
-a system design that seemed to perform the functions originally envisaged
and, as such allows a court to improve its internal managanent system; and,
~a further indication of the necessity for a judicial management camponent
that provides a goal structure and internal focus for mambers of the mis-
demeanor court enviromment.
Additionally, this experience pointed to the need for further research on imple-
mentation of the total CMIS package. 'I"he nature of the (MIS had permitted us to
separate its components and pilot test only the information-data support element.
Consequently, little was documented about the dynamics of the management campo-
nent, the relative ease with which this could be developed and its overall ef-
fect on court operations. These issues were addressed in the following phase of
the projeét. Sepcifically, Phase II was organized to address the process of de-

veloping and initiating the implementation strategy and the impact CMIS imple-

mentation might have on a court's management. techniques and c¢ase dispositions.

F. MIS Implementation in the Blue Earth County Court, Mankato, Minnesota, and

the Nueces County Courts at Law, Corpus Christi, Texas

1. Innplaner;tation goal. The goal of CMIS implementation in the next phase
of the project mﬁs to encourage and facilitate court supervision of caseflow
through improved case management, recordkeeping, and statistics. The ability
to achieve this goal depended on successful achievement of several subsidiary ob~
jectives:

-successful installation of a fully operational case control and record-

keeping system in éach court; | |

~stimulation of case management policy develognent by the judges through
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production of meaningful statistics by CMIS;
—influence aver attorneys' behavior with respect to caseflow. (It was
- expected that the structure of CMIS would impose certain constraints con the
actions of counsel affecting caseflow management.);
—increased communication among personnel about caseflow management;
. —enhancement of the systén's ability to adapt CMIS functions té variations
in system operation and thereby maintain court control over caseflow; ard,
~increased perception by judges and members of the clerk's office that con~-
trol of case progress is properly within thé.ir responsibilites.
The expectation that implementation of the CMIS and its case control card
- component would facilitate case progress rests on a rather basic assumption:
That the failure of courts to exert po;;ttive control over caseflow, while often

grounded in the belief that it is not the court's responsibility to move cases

from filing to dj.sposition, is in large part attributable to the absence of ac-
curate, pertinent information about progress of individual cases or of the con-
dition of the court's pending inventory as a whole. If this hypothesis is cor-
rect, we would expect successful implementation of the case control card system

to affect the behavior of clerical/operational personnel in maintaining new case
management records, and to affect the case n*anaganent‘ behavior of judges through
" provision of information from these records, and to affect attorney behavior in

the caseflow management system through the systemic variable--the case manage-

ment recordkeeping system itself. In other words, as a direct result of success—

ful system implementation, operational changes in case management as well as
attitudinal changes toward case management would be expected. As discussed at
the end of the chapter, project staff believes that both types of changes have
cccurred in both implementation sites,

Our experience in testing the case control card components of the CMIS in
two Massachusetts courts had suggested that the probability of successful imple-
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mentatior’iff%uld be enhanced if (1) sites were selected based on their interest
in court control of case progress and their enthusiasm for trying the card sys-
tem, and (2) there was much closer supervision by the project team than time
constraints had permitted in Massachusetts. The two courts selected pursuant
to project criteria were the County Court of Blue Earth County, Mankato, Minne-

sota and the County Courts at Law, Nueces County, Corpus Christi, Texas.

2.  Site descriptions.

a. Jurisdiction\’and caseload. Comparative vinfoxmation concerning the two
courts is shown in Ta}:;le Four. Both being misdemeanor courts, their jurisdic-
tion was similar. However,‘. in Corpus Christi, most misdemeanors are handled by
a municipal court; in-Mankato, all misdemeanors, are processed through the Blue
Earth County Court.

b. Administration and judicial manpower. In Minnesota, judges are elected

fov_j six year terms. The trial courts are unified for purposes of administration
into judicial districts comprised of one or more district courts and one or more
county courts, All juélges may hear cases arising in either the distrigt court

or county court, but as a practical matter county court judges hear county court
céses only, with few exceptions. Within each district, a chief judge isappointed
by the chief jusfice. A district ‘admj_nistrator is, in turn, appointed by the
chief judge with the approval of the board of judges and the supreme court.

In each county, the clerk of court, who serves both district and counfy
courts, is appointed by the district judges after consultation with the affected
county judge(s). Each clerk is accountable to the district administrator and
the district judge. The district administrator exercises scme supervision over
administration in each court amd gerves as a resource on administrative problems.

In Blue Earth County (one of fifi;een in the district) the clerk of court
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supervises approximately twenty clerical employees, represents the court on var-
ious county-wide camittees, and serves as liaison to other couaty departmants
such as the proeeézﬁtor. There is one district court judge and threecounty court
judges in Blue Earth County.

In Texas, judges are elected to specific courts within the district or
county courts (e.g., County Court at Law #2) for four-year terms. Since the
court system is organized into judicial districts, the judges are technically.
under the supervision of the district administrative judge. However, no super-
visory activity is evident in day-to-day operations.

Though part of the county board of judges (all district and county court
judges), the county courts at law are funded locally by the Comuissioners Court.
The position of presiding judge rotates among the three county courts at law
judges of Nueces County monthly. Additionally, the district court presiding
’ judge, under the rule creating( the board of judges, is over .‘?}i the judges in
the county. However, during this project, no involveament in the county courts
| at law caseflow matters by the district judge was observed.

The court administrator is appointed by the board of judges (seven district
court judges and three county court judges). The position serves both the
county and district court. He SuperVisee directly only two émployees but has

supervisory authority over the individual court coordinators who are hired by

and work for the Jjudges.
c. Recordkeeping and case scheduling in the jmplementation sites. Site

selections required the evaluation of the existing recordkeeping systems in ad-
dition to the assessment of enwironmmental factors described previously. The

recordkeeping system in Mankato included (in addition to case files, but no doc-

ket cards) a 5" x 8" index card that contained a significant amount of informa- ,

tion similar to the types which subsequently would be reccnmended for the case

control card. This card was filed numerically. Additionally, an alphabetical
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* TABLE FOUR

Jurisdiction and Caseload of Phase II Sites

No. of ‘Judges

Criminal Jurisdiction

Civil Jurisdiction

Annual Criminal Filings

Statutory Speedy Trial
Requirements

County Court of

3

Petty misdemeanors
(parking, ordinance
violations) ’

Misdemeanors. (traffic
& other criminal)

Civil suits up to
$5,000, snall claims
up to $1,000, probate,
juvenile

8,000 misdemeanors*
50,000 petty mis-.
demeanors :

Must be tried within

60 days of not guilty
plea if demanded by
defendant or prosecutor

©in writing

County Courts at Law,

Mieces County .

3

Misdemeanor jurisdiction
excludes vehicle-related
offenses 'except DWI and
driver's license
suspension

Civil suits up to $5,000,

‘mental camiitments, pro-

bate, guardianship, con-
demnation appeals

2,808 misdemeanors

Appellate court review
of Speedy Trial Act held
that responsibility for
disposing of cases with-
in 60 or 90 days rests
with prosecutor

*QMIS was applied to the appraximately 2000 cases annually in which a not guilty
plea is entered at first appearance. ' :
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index card was created for each defendant. Case files, also 5" x 8", were filed
numerically by case number. Schedule‘d appearance dates were noted on the al—‘
phabetical index card, the numerical index card, and on the case file Jjacket. h
The index cards for all cases were maintained and filed centrally by the arraign-
ment clerk in the office of the :clerk of court. Cases were scheduled by the
courts coordinator who also workad in the clerk's office. This amounted to a
centralized scheduling and recordkeeping system. ' ' [

In Corpus Christi, by contrast, each judge employed a court coordinator who
was responsible for scheduling all his cases. .  The court coordinator maintained
any records which may be necessary to fa01lltate case schedullng, including a
docket book in which daily minute entries are made. Case files were ma.mtamed
and filed in the office of the clerk of court. However, case files are brought
to the courtroom whena case is scheduled and remain in the courtroom as loncr as

the judge or court coordinator may require them for reference or entries. 'l“l

- gourt coordinators also were using a form of J_ndex card. This blue 4" x 6" ) r"ard

was supposed to be kept up to date mth current case status, but 1nspect:|.on mlf
the cards in each office indicated con51derable non-uniformity in maintenance
and/or use ofkk these cards.

Project ‘staff concluded that institution of the CMIS case control card

would not adversely affect recordkeeping in either site and would, in fact, en-

hance case management in both localities. Moreover, the work involved in using -

the CMIS card would represent only a modest increase over that required earlier

with indek cards.

3. Principles of inmplementation. The camplexities of introducing a new

system, even in a friendly enviroment, cannot be underestimated. Certain fea-
tures of our implementation effort were expected to enhance the probability of
sucpessful installation of the case progress vcontrol card in both sit,e,‘s,. " These

features were:
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~respect for the ability of court persomnel to participate productively
in final development of the system;

- =a tested product to offer;

‘—an experienced project team knowledgeable about the systan to be instal-
led; ‘
-support from top memagement in the orgariization, in this case, the court
administrator and the judcjes; :
-collaboration with system participants in final design details; and,
~feedback to system participants on the results of the implementation ef-

 forts and their operation of the new system.
a, Respect for ‘court personnel ‘ability. Recognition of the capabilities

of the people who will be responsible for operating a new system is a basic and

elemental requisite for development of a good working relationship between pro-—

jeot staff and court personnel. Implementors often assume that, because the
system to be introduced 1s new to the personnel”, their contribution to system
design and implanentation efforts will necessarily be lirnited. In fact, the
court's personnel are the mpst knOWledgeable about internal operations and the

interpersonal relationships in the court that may be expected to affect any new

program that is introduced. It is therefore more constructive to assume that

court personnel are :Lntelllgent, enthusiastic, and willing to participate ac=
tively once they are fully informed about the system and once J.t is clear to

them that the project team respects their knowledge and abllltles,
b. A tested product. The second "feature" on this list, a proven product,

is particﬁlarly important when implementation is not preceded by an extensive
diagnostic phase.v 'I'he court administrators,., in both Mankato and Corpus Christi,
decided to iinplement' the ‘case’progress cantrol system to enhance reasonably ef-

fect:.ve operations, not to solve pec1flc problems. Since the project team did

| not part.1c1pate in a.ny problem deflnltlon and solutlon phases (the first con-

tact with court clerlcal personnel was: presentation of the "product"-—the case
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progress control system and ca;rd), the. ‘ut‘ility of the new system had to be de-
monstrated quickly and clearly. In this project, the implementors were complete-
ly familiar with CMIS concepts and operation, having participated in the pilot

testing in the Massachusetts courts.

c. An experiericed ‘project team. Those who introduce the so-called "proven

product" also must be skilled at explaining the product and working with group

members to facilitate implementation. It is important that organization members
perceive the implementors as knowledgeable, capable experts. The positive image
of the outside expert is highly correlated with successfiil introduction of change.

d.

Top management support. Support fraom the top management in each court
(court administra;tor‘arﬁ judges) was considered of critical importance in thispro-
ject for several reasons. Fi_rst, ’the project did not go through a problem def—
inition or diagnostic stage and virtually commenced with implementation activity.
Second, relatively little tin}e was available for implementation/installation, or
for performance measurenentand reinforcemerit.,

Time is a major diﬁiension in any change model. Time is needed for group
participants to assimilate information, put it into operational use, evaluatethe
resulting system, modify it, and 'permanehtly adopt it. Time for those activities
was very short in this project. ‘In fact, the time constraints were such that the
" case control carc?l’ system‘ had to be operational on a 'provisionel basis within sp—

proximately two months of the initial meetings and agreenents. : Accordingly, em-
phasis was placed on whole-hearted support by Vtop msriagers in each court In
Mankato, 1n1t1al support came frdm the jud101al district admlnstrator and from
the clerk of court. In Corpus Christi," the court admmlstrator was an enthusms—-

tic proponent of case control and of the cMIS approach There could be no doubt

in either locatlon that those in authorlty belleved CMIS could be an 1mportant

canponent of a caseflow management system, In a sense, we relled on "campliance”

from court personnel in initial system installation, hoping the develcping rela-
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tionship with group members and the strengths of the case control card system it-

self eventually would lead to "conversion", The fact that our goals were specl-
fic and the system was simple and readily understood helped overcame the time
constraint.

e. ‘Collaboration. Collaboration with court personnel on system details

built directly upon top management support for the system. It is not necessari-

A lyieasy to engage in collaborative planning, that is, to involve the people who

will execute the new system. Many people simply do not enjoy analysis and plan-
nmg . Scometimes aspects of the system may be of such a technical nature that
court personnel do not have the necessary skllls to design them. Accordingly,

. it was necessary for the CMIS project team to 1solate system features which were
not susceptible to collaborative planning and modification. The remaining fea-
tures served as the basis for discussion and joint planning with court person-
.nel.

| f. Teedback. The final element used to enhance implementation efforts was
immediate feedback to court personnel and judges. Feedback concerned both the

- axcesgof the system :'mplarentation and operation and the case management infor-
mation made avallable by the system. The role played by feedback will be demon-
strated in the chronological descr:.ptlon of implementation in both Mankato and
‘Corpus Christi which follows. Our _implementation activities attempted to incor-
porate the key slements for successful implanentation identified above.

4. Description of CMIS implementation. In Mankato, our entree was through

the regional district administrator, who was solidly behind introduction of CMIS

into the County Court of Mankato and pelieved. that the clerk of court would be

receptive to it. The administrator's support of the project was cammunicated to
| members of the clerk's office at.the outset, It was reinforced by her onv-site ’
presence\"and,consultation throughout the program. In this way, her support was

clearly visible to the people in the system, both judges and clerical personnel.
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The clerk of court was enthusiastic about trying CMIS and prdnised his sﬁp—
port. We met with the judges of the court to explain the program and éOlicit
their consent and encouragement to install and test the system. A few prelimi-
nary meetings with the clerk followed to obtain enough information about court
operation to begin design of the case control card,

After preliminary design, a meeting was arranged with the personnel in the
clerk's office who would be responsible for maintenance of the case control card.
Those personnel were the criminal division supervisor, the court coordinator
(responsible for assigning trial dates), and the traffic court arraigrment clerk
wio would initiate and maintain the cards. This meeting lasted several hours.
The purpose of OMIS and the capabilities of the case control card system were ex-
plained thoroughly; then card design was addressed. Personnel were given the op-
portunity to discuss and add or delete data items from the preliminary design pre-
pared by the project team. Also, they were asked to comment on the format and
layout of the card. As a result, the content of the crrd was modified and the
format was changed to suit their requirements. The“méeting‘ ‘also produced rudi-
mentary procedures for CMIS use, and during this time the members of the clerk's
office began to refine these procedures.

The cast of characters was different at the next meeting.” This change in-
jected an interesting feature into implementation :Ln Mankato. The traffic court
arraignment clerk, who was to be in charge of the case control card, had resigned.
Anqthei* employee had been assigned £o the position. This change occurredwhile
the control cards were being printed so the new incumbent had no input into the
design. In fact, CMIS operation camenced almost as soon as she started itﬁe- job.
The project team was concerned that the tJmJ.ng of these events might undermine °
the earlier collahorative efforts. Nevertheless, on that visit, the consultant

met with the new case control clerk, explained the card to her, and presented a

‘set of written definitions and operating procedures to guide her in the use of
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the control card. It was emphasized that the card was being tested and there
would be ample oppertunity for further modification. She was urged to telephone
the consultant at any time with questions about the use of the card.

It is intriguing, if unverifiable, to speculate that changes in operational
personnel assisted QMIS implementation in both locations. Not only did the in-
cumbe_nt in the control clerk position change at exactly the time the new system

was introduced in Mankato, but two of the three court coordinators in Corpus

“Christi also initiated their employment at the time CMIS was introduced.

About a month after the Mankato control -clerk had incorporated the case con-
trol card into her operation, the consultant made another visit. It was a key
visit, one in which there was ample opportunity to continue collaboration and to
begin feedbac™ . _ae court. An important aspect of collaboration is frequent,
detl;ailed feedback to system participants bn their individual performances as well
as the overall success of the new system. Feedback was extended to providing the
judges information révealed by the control system about various aspects of case
management . in their courts. ~This was consistent with the philosophy that knowl-
edge of results can stimulate improved performance.

During this visit, an open discussion was held to answer questions, explore
the first month's experieme under CMIS, and provide guidance. The consultant
emphasized the excellent job the control clerk had done in maintaining the case
‘control cards. This reassurance was clearly welcome. The discussion then moved
to staff comments on the suitability of card désign:— the need to delete certain
items that were not being used, the'advisabilitf‘y' of adding additional units of
iﬁformation to make the card more useful to the staff and the judges, and any de-
sign features that might be modified to facilitate card use. Without exception,
the sﬁggestions of the clerical staff were accepted and subsequently integrated
into a redesigned card. ' Certain of the suggested additions to the card were not

perceived to be essential to the system, but'were accepted in order to avoid dis-
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couraging staff interest. -
Discussion then moved to case management information provided by €MIS and

the possible need for new case management policies. This event highlights the
e =

‘ ' . N t
fact that introduction of a new system and the presence of an outs;de consultan
13 3 ’ i . - a
raise. the awareness of ‘the people in the system about what they are doing and
A D S : £
how the system is working, and increase commnication within the system abou

13 . . h
the operation in toto. Several problems had come to llght. One was the hid
continuance rate in DWI (driving while under the influence of intoxicants) first

pearances. This had resulted fram the state chemist's inability to prepare his
ap . ’

report in time for the first court appearance of the defendant. As a remedy, the
court staff decided to recammend that judges adyise. the police department to

schedule first appearances two weeks after arrest or citation instead of oneweek.
Further, the clerical staff felt that the prosecutor's office should be advised of

i ". In the
cases in which the defendant had failed to appear at "first appearance n

; wi fu-
- past, future dates were set only after the defendant was located; without a fu
14 >
he ¢ ion in man
ture action date set for review of the case, there was no further action \4

cases. Court personnel concluded that a new appearance date should be set after

a failure to appear’. s0 that the prosecutor would have a specific date on which
the defendant should be brought to court. This procedure was expected to pro-

vide control over' cases which previously had escaped court attention. .

i | t
Several other items of concern to the staff were discussed. The consultan

ended that a meeting be convened between the consultant, the clerical staff,
recomm

' j et—
the clerk of court, the districtadministrator and all the judges. At the me

ing‘,r statistics which had been compiled by the consu;tant fram the case control .‘
cards were presented to the judges. Thereafter, the members of ﬁhe clerical staff
- presented their analyses and recammendations for new policies. The judges dis- |
cussed the recommendations thoroughly, generally were receptive, and asked the

clerk of court to draft policy statements to be signed by all the judges and is-
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sued as court-wide policy. "Approximately one month later, the same group met

again to discuss .the’ draft policy statement, - The judges adopted the policies
with minor modification and authorized. their immediate issuance.
At about that time, the second set of monthiy statistics was tabulated fraom

‘the cards by the consultant. A set of instructions for tabulating the monthly

statistics was developed by the consultant and the statistical clerk was trained
+to prepare the report. Ideas for further modification of the case control card

were discussed., A thJ_'rd iteration of the control card was produced by the con-

sultant. Since that time, the case control card has been modified again, with~

out assistance of the consultant, and has been printed in final form (see case

brogress control card and step-by-step instructions in Appendix II-A). The sta-

tistical report is being prepared entirely by the clerk's office ard the tabu-
lated information ie sent to the judges each month, together with an appended
camentary that highlights certain key figures. After the first statistical re-
ports were sent to the judges, one judge responded in writing to the clerk re-
questing recommendations for administrative policy to deal with the issues raised
by the data. This was a significant event, lending support to our belief that
knowledge of present performance lzads to improved performance.

In Corpus Christi,‘ the project team attempted to apply the same principles
of implementation. The initial meeting.with the court administrator, to fully
describe the parameters of CMIS, had been held in October 1978. Installation of

the case control system commenced in early January 1979. The administrator's

tentative agreement to install the system, with project help, had already been

secured. Nevertheless, we felt final agreement was dependent: upon a more .com-
plete understandlng on hlS part. and -agreement by the three judges to partlclpate.
At the time of this visit, two of the three caunty judges were newly elected.
They would soon hire court coordinators who would start their. work 'when-the Jjudg-

es -took office:J'anuary 1." Project staff met with the judges and fully descri
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CMIS, its potentials for case monitori‘hg‘ and case schéduling, and the generating
of statistical reports. The judges expressed interest J.n -E;doptmé the system
and agreed that it could begin approi{jmately January 1. Top management support
had been achievéd fram the court administrator and the judges.

The implementation steps closely followed those used in Mankato. However,
card design was principally a collaboration between the consultant‘s and the court
administrator; the court coordinétors had no input in the beginning since this
activity had to be completed prior to their starl:rng work on January l. Thecard
went through several modifications prior to introduction to tlie court coordina- “
tors at a group meeting in January. A presentation, similar to that made to the
judges, was given. Full discussion was held with a‘mple‘ opportunity fpr ques~ |
tions. During that visit, project staff prepared instructions for use of the
case control cards and reviewed them with each court coordinator individually."
Shortly after, follow-up telephone calls were made to each coordinator to dis-
cuss progress and problems. A month later, project staff made a site Visit to
discuss the use of the cards and the coordinatcrs' suggestions for modification.
Suggestions were received from the court administrator as well. In fact, thé
court administrator had taken the lead in redesigning the card. Following the
same philosophy used in Mankato, unless a proposed modification seemed detri"men—
tal to the card or system, it was incorporated. Accordingly, the Corpus Christi
case control card is a product of collaboration involving the court admiﬂistra—
tor and court coordinators. As of the date of this report, all three court co-
ordinators have absorbed the cards into their dally operations and require no -
outside assistance to maintain them.

In addition to project team feedback to the coordinators regarding their
use of the cards and to the judges regarding case-management and disposit;cnéi
statistics, the court administrator instituted weekly meetings with the coordi-~

nators. These meetings provided a mechanism for periodic assessment of CMIS.
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5. Assessment of implementation efforts in both sites. How well had imple-

mentation in Mankato and Corpus Christi succeeded? This question must be ad~

dressed on several levels. At the technical level, concerning tha details of de-
ireloping the case control card and installing the system in each court, the case
progress control card has been fully integrated into case management and record-
keeping in both sites. In Mankato, the arraigmment clerk and others in the of-
fice rely on the case control card almost exclusively for case scheduling, case

control, and case information. In Corpus Christi, where there are three indivi-

dual coordinators operating three individual systems, the degree of reliance on |

| the system or the control card varies. Two rely on the card as a quick refer-

ence for case information and use the card for statistics and case schéduling.
One coordinator, though she uses the card and punches it for statistical pur-
poses, was slower to adapt to the concept and does not rely as much as other co-
ordinators on the case control card. The project team perceives this reluctan?e
to use the card as stemming from certain ambivalence on the part of both the co-
ordinator and thie judge about the concept of court management of case progress.
In spite of this‘ reluctance, this particular juzige's case statistics over a five
month period in 1979 demonstrate the potential positive impact of the case man-
agement information produced by the control card, as shown. in Table Five. These
results support our assumption that timely, accurate case information is a strong

force for improved caseflow management.

~ TAELE FIVE
Judge #2
Cases Total Total Pending Total Pending with
Disposed of Perding over 90 Days No Future Date Set
March 1979 116 347 265 245
April- 1979 102 322 216 208
May 1979 . 89 312 173 85
June 1979 195 285 153 85
156 217 71 16

July 1979
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In Mankato, in spite of the rapid mastery of the technical aspects of CMIS
and total integration of CMIS into.clerical operations, the ability to inter-—
pret the case management information and develop appropriate conclusions and

recamuendations developed more slowly. However, the grasp of the significance

1

of the information by administrative personnel has shown considerable develop-

ment over the duration of the project. Excerpts from the cover memos that ac-

company the Mankato monthly statistics highlight the evolution of a case man-—

_agement inclination:

March 23, 1979: The total number of pending cases has been increasing,

as has the mumber of cases under 30 days old and over 90 days old. This
may indicate an increase in the number of charges being filed or an in-
crease in not guilty pleas. One cause may be related to B.C.A. chemists |
on strike. Ideally, it would seem that those cases disposed of withcut -
trial should be disposed of within the 30 to 60 day period.

April 1, 1979: An examihation of the cases disposed of over 60 days

shows that 81 percent were disposed of without trial. Further examination

reveals that 52 percent were dismissed. I was unable to find any consis-

tent or significant reason for.so many dismissals. Thirty-three percent

of those cases were parking tickets.
. We may need to adjust the 60 day rule, as it is not realistic.

June 6, 1979: Age of cases at the time of disposition reveals only 63 per-

cent of the cases were disposed of within the 60 day gozal set by the Court,
with 30 percent (39 cases) being over 90 days’ old. Of those 39 cases that
were over 9C days old, 31 involved the City of Mankato' s prosecutor.

I will continue to monitor the age of the City of Mankato's cases.
Should this trend continue we may have to take steps to ellmmate- the préf
blem. | , |
August l) 1979: The -number of new cases filed for the preceding four

52

months totaled 550, or an average of 137-1/2 cases per month. During the
same period the Court disposed of 536 cases, or an average of 134 cases.
It would appear that the court must dispose of at least 140-150 cases per
month if ,we' are to dispose of our backlog and keep abreast of new filings.

The report indicates that 38 percent of the cases were over 60 days
old at the time of disposition. Of those cases‘, 19 were the City of
Mankato's, 13 the County Attorney's, and one each for the City of Fagle
Iake and lake Crystal. |

Attorney (name specified in original excerpt) was involved in four
cases representing the defendant and one case as prosecutor. He had a

total of 13 continuances out of the 58. No other attorney had any signi-

ficant number of continuances.

October '19, 1979: The total number of cases reaching final disposition

in September was 121, a substantial increase but below the 140-150 average
needed per month. We are hopeful that the increase was a result of the
pret{:ials started in September. We have found ‘it necessary to collect ad-
ditional data on the pretrials to determine the net results. After a few
months we should be able to determine the degree of success or failure
and the effect on our pending caseload. With 51 percent of the cases being
over 60 days old at the time of disposition, the pretrials had better have
a positive effect or we are in trouble.

The judges were alarmed to see the total pending cases increase to
319 as reflected on the previous statistical report. The total éending
cases figure is relative but the court's primary concern is the number of
cases pending pretrial and trial, We will therefore be adjusting our sta-

- tistical data collection system to provide the actual mumber of cases

pending pretrial and trial.

Nova’nbe‘xf 29, 1979: A year has passed since the implementation of the case
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control card system, At this point in time I feel an eyvaluation cf the
system is in order. The system as designed and J'mplenénted in Blue Earth
County provides the Clerks office with a simple and effective method of
monitoring cases. The amount of time spent in-creating and maintaining
the case control cards is nominal as we incorporated it with our alphabe-
tical defendant index system. The simple system requires very little staff
training and the cost is extremely low. The system permits the Clerks of-
fice to monitor case progress by means of assighing court action dates on
all cases, and to control and review old cases so that they do not became
lost and forgotten.

The statistical information provided the Judges and Clerks office has
stimilated interest in case management. The result being policy changes" J_n
an atteampt to effectively control and manage case progress and insure the
timely dispositions. (Pretrials, public defender system, follow up on

failure to appears, dismissal of old cases where action is not taken by

the prosecutor.)

6. Conclusions. Having spent about three years developing and testing the

information camponent of CMIS, the project team is quite convinced that the case-
progress—control-card technique vfacilitates a court's taking and monitoring con-
trol of its caseload. Moreover, the card system is econcmical and easy to under—
stand, and its installation and operation can be achieved rapidly. - In all the
test sites, court personnel were using the ~¢ards within two to three months of
introduction. No added manpower has been required for the operation of CMIS.
Early in the project, it was estimated that the card systen would be feasi-
ble for up to 25,000 filings per year. We have not had the opportunity to work
with courts whose caseload approaches that volume. In Mankato, f£ilings were
about 8,000 per year, but only 2,000 went beyond first appearance and, thus,

had a case-progress-control card. Further, that estimate did not define an
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accepta%ale commitment of personnel to manage that number of cases (e.g., one
persor; fulltime, two people fulltime, etc.). We speculate, based on recent ex-

Perience, that the optimm caseload for use of the control card would be that

volume which could be managed by the equivalent of one fulltime cierk‘, Which of -

course depends on the cbmplexity of the card and the system itself. At this
time, it appears that one person can adequately manage a file of approximately

3,000-5,000 cards, containing a large amount of information, on a nearly full-

| time basis.

Not only is the card easy to develop and’integrate intok the traditional
operation of a clerk's office, it soon becomes a néarly indispensable tool for
case-progress monitoring, case scheduling, quick reference, a.nd‘ production of
caseload and disposition statistics. The information provided by the system ap-
pears to stimulate positive court control of case progress in the form of activi-
ty designed to a) resolve problems revealed by the system, b) increase disposi-
tions,and c) hring disposition time in line with the court's time standards.

Nevertheless, as suggested by our experience in Massachusetts, these re-
sults are likely’ on a sustained basis only where the judges of the court believe
that.movement of cases is the responsibility of the court and, further, believe
(or are shownj that a) opportum'.ties for in*provsreni: exist or b) continuous at-
tention is necessary to avoid delays or the build-up of a pending-case inventory.
In short, if the judges are not committed to "court coni:rol", and if the informa-
tion revealed by.the card system does not stimulate appropriate activity to con-

trol and/or expedite case processing, the card system itself will deteriorate to

"just another record" in the clerk's office.

Despite positive results in both locations, project staff believe that a
conclusive evaluation of CMIS will be possible only after several years have
elapsed, |

'The extended research question is: What efforts/techniques are necéssary
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CHAPTER III

COMMUNITY RESCURCE PROGRAM DESIG_N AND IMPLEMENTATION IN
PIERCE COUNTY DISTRICT {COURT #l, TACOMA, WASHINGTON

Introduction \

Most misdemeanor courts face serious rehabilitation resource problems.
Often, the cammunities they serve possessinsufficient resources or undetal-
locate the-ir resources to these courté.. The insufficiency often stems from the
nature of the locality w1th:Ln which the'j?y are located (e".g.’ rural courts simply
have few facilities or programs which can be utilized).  The lack o;i"f’ Yesources
frequently stems from the fiscal crisis which faces government at all levels
(see O'Connor, 1973). A number of cammunities simply lack the tax revenue to
finance adequate support services, facilities, and personnel. |

Many misdemeanor courts also urxieruﬁ.ilize aVailable resources. Judges are
"not always aware of programs and facilitiés within their cammnities. Misde-
meanor probation departments, where they exist, are ‘frequently unfamiliar with
certain commnity resources. Sametimes, esxternal agencies are uot‘utilize_d be-
cause they are external to court and probation department operations and have
not initiated or otherwise established close working relationships with the

judiciary.

The lack of awareness. of community resources is syluptalatic of the isola-
tion of these courts from the cammnities they serve. This isolation is ironic,
for much misderneanant misbehavior reflects widespread social problems, includ-
ing alcohol abusef In a sense, misdemeanor courts function as authoritarian
social agencies which deal with cerl:ain‘minor yet pervasive social problems.

The social nature of many misdemeanors often frustrates judges because they lack

*For example, g "needs assessment" of misdemeanor probationers in Tacama, wash—
ington indicated that at least two-thirds of this caseload had alcohol- related

problems. '
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sentex:cing,altefinatives “L:-zlpprOﬁ_S'J’:iate to address these problems.

One source of these courts' isolation is social and judicial undervalua-—
tion of the s_ign;,;Lficance of misdemeanors. The similarity of most misdemeanor
cases and the volume of cases may cambine to bore and frustrate these judges.
Judicial boredom and Frustration (see Jacob, 1973,; Robertson, 1974) obscure
the siénificancc—‘: of misdemeanor cases th.ch reflect pervasive social problems
that may be insignificant in certain individual cases but collectively are quite
important.
| The Cammunity Resource Program (CRP) was designed to more fully utilize ex~
isting community resources, broaden probation services ¢ and provide the court
with mechanisms to develop resources previously unavailable. Better resource

development and utilization should decrease isolation and reduce judicial system

frustration and boredom by forging stronger ties between the court and the cam—

munity.

The CRP ‘integrates four camponents in attempting to achieve these objectives:

~Citizen Advisory Board (CAB); "

~Community Resource Brokerage (CRB); :

-Community Service Restitution (CSR) ;I ard,

~Expanded Volunteer Services (EVS).

With the exception of the CAB, none of these components is novel. Collec~
tively,' however, these components represent a comprehensive approach to expanded
utilization of commnity resources by the court. By interacting in ways de-
scribed below, the effectiveness of the CRP is greater’ than the sum of its parts.
A. Model Components. |

In this section, the goals and basic Structure of each component are dis-

~cussed. The aperational details were developed during implementation, and are

discussed in subsequent sections.
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1. Citizen Advisory-Bodrd (CAB).  This component is the most innovative. -

of the program camponents. The concept is borrowed from the juvenile court
field where, for years, juvenilé courts have utilized advisory boards to suE-
port the procurement of probation, detention, and community agency services.
Ancsther goal for these boards has been’to improve jtwenilé. court liaison with ex-

 ternal community agencies and the public. Reportedly, same juvenile court advi-
soxy boards have not been succéssful, yet their alleged success in other commu-
nities suggests this concept may have value in a lower criminal court.

There could be different types of cqurt‘-‘fand justice systenﬁ advisory boards
having different goals, structures, and memberships. One model stresses commu-~
nity input, with the ultimate goal of reducing court isolation by providing a .
é;ommmication channel between the court and the public. Another model strives
to increase cammunication between different members of the local criminal justice
comminity by gathering representatives fj:om the police, prosecutor's coffice, pub-
lic defender's office, other correctional agencies, and the bar. A third type
is designed to provide advice, criticism, and technical assistance to the court

by including members with managerial expertise and knowledge of commnity re-

sources. A final nodel‘emphasizes political influence, with the aim of assisting

the court to clitain needed resources fram funding agencies. - While these models
are presented nere as pure types, in practice, any CAB could be a hybrid. .

2. Conmmmunity Resource Brokerage (CRB). Standard 10.2, Corrections, Nation-

al Advisory Cammission on Criminal Justice Standards and Goals, urges that "the
primary function of. the probation offlcer should be that of carmunlty resource
manager for probationers". This approach replaces traditional probation counsel-

ing with an assessment of client needs, systematized client referral tocommnity

*The literature on citizen advisory boards is not extensive. See Sleggart 1975,
and Lewis et al., 1978. But see authorization provisions: Alabama Juvenile Code
5-106; Utah Code Annotated 78-3a-15; Annotated Code of Ma.ryland 4-527; Cal ifornia
welfare and Institutions Code 525-36. i ,
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agencies specializing in particulér forms of service delivery, monitoring of
service delivery, and ad\'"rocacy to' improve the délivery of services (see Dell'
Apa et al., 1976; Rubin, 1977).

Resource brokerage is based on the belief that probation department coun-
seling services,in and of themselves, cannbt adequately fulfill the broad range
of needs presented by a department's clientele. It assumes that misdemeanant
misbehavior reflects social problems and survival insufficiencies, and attempts
to éliminate or reduce misbehavior by dealing with the sources of stress and

on-adjustment. Its goals are expanded court utilization of the spectrum of ex-
isting community agencies and court pramotion of the development of agencies and
programs the court could utilize in misdemeanant treatment. Probation agency |
use of commumity agencies is not new, but a scheme of primarily serving proba-
tioners through systematlzed ‘reliance on these agencies to meet identifisd pro-
bationer service needs is new.

To be successful, resource brokerage requires an adequate number of commu-
nity agencies and programs. Thus, it is more likely to be utilized extensively
in urban areas than in rural ones. Brokerage can be implemented only where there
is an existing probation vehicle toassess probationer needs, identify community
resources, and systematically broker probationers to these .resources\. The goal
of reducing ‘judicial ‘isolation, probably, is best achieved by a judicially ad-
ministered probation department, for executive agency departments would remove
the court one step further from'contact with commnity agencies. Resource bro-
kering should "increase dialogue between the court, probation dep'artment, and
comminity agencies.

Resource brokerage has two basic operational characteristics: - the devel-

opment of proba,tlon staff specializations in partlcular areas of client needs

and the hrokerlng of clients to communlty service agenc:Les. These characteris-

tics are related .
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Client brokerlng requires identification of client heeds and matching -
clients to the partlcular community programs that spec:Lallze in handling the
1dent1f1ed problems. Needs identification requires that certain dlagnostlc
functions be. performed at intake ¢ @ "needs assessment" It further requires
knowledge of the "problen—mjx“ facmg the department (a function of the type

of locality and state law, among other things) and of the types of services

- needed and available.

- Staff specialization reduces boundary Problems between the identification
of needs and obtaining comunity services to meet these needs: one staff mem~
ber can specialize in a working knowledge of drug treatment programs, another
in alcohol services, another in employment and vocational training, and ‘so on
for each area of client needs. Because many clients haye more than one problem
a pooled or partlally pooled caseload can be maintained, enabllng the client to’
receive the attention of different probation officers specializing in different
need areas,

A CAB can aid in the implementation. and Operation of resource brokerage by
1dent1fy3_ng existing community service agencies which can be utilized and by en-
couraging the development of needed agencies. and programs.

- 3. Conmunity Service Restitution (CSR) CSR is a sentencihg alternatlve

which requires the misdemeanant to perform services for public or prlvate cam~ .
munity agencies (see Beha et al., 1977; Harding, 19 /7) Like resource. brokerage,
J.t relies heavily on communi ty agencies. One of its aims is to. reduce judicial
isolation and frustration by allowing judges to obtain useful services for the
cammmtj Arother goal is to offer a community-based reintegrative opportunity
for. -misdemeanants,

CSR may perfom this reinteg‘ration in several ways. Tt can ayvoid jail sen-
tences which may be inappropriate for many. misdemeanors and harmful to many mis—-

dem i i i |
ameanants, It can avoid the financial burden of fines that particularly affect

U g2

i

indigents. It may allow the misdemeanant to gain selfv-géteem by contructively

aiding the commnity, Finally, it can provide work experience and credentials
which may aid an offender “in ohtaining regular employment.

The mechanics of CSR are relatively stralght-forward A judge sentences
* [T 3

the offender to perform a fixed number of service hours. The specific number

of hours is determined by establishing a quasi-wage rate for service (e.g.,
$3.00/kour) and dividing the amount of the fine for the particular offense by

the rate. Other methods could be used to determine hours. The precise nature

of the service to be performed can be specified by the judge or the probation
department; the probationer may select his job slot from the array of agency lo-
- »cations the department has aggregated or help create his own site.
CSR can interact with other CRP camponents.  In exchange for providing ser-—

vice hours to different agencies, the probation department could receive higher

priority for clients in need of direct services from those same agencies. The

expanded volunteer services component could help in locating the agencies willing
to utilize restitution»murs and monitor campliance with court-ordered restitu-
tion. The CAB could assist in recruiting tﬁes‘e agencies and assist with problems
’ ’which might arise from such a project.

4. Expanded Volunteer Services (EVS). While not a new concept (see Burnett,

1969; Scheier, 19%9; Beless et al., 1972; Leenhouts, 1972), the addition or ex-

: pension of volunteer etilization by a court or probation agency also employs a
valuable caﬁrmni_ty resource in service of the misdemeanor court. Volunteers can
bring both knowledge and skills to a court, enrich probation services, and per-
form -a myriad of tasks at little cost, |

While volunteers in probation have traditionally been used as one~to-one

/ ceunselors with probationers, they would be used in the CRP to perform other roles

as well, such as administrative and monitoring functions‘. - Volunteers could be

- particularly useful in/monitering 'c':lients involved in resoutce brokerage and CSR.
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They could also be ,u:’tilized by the CAB to perform adrqiniStrative, .clerical, court
watching, and other functions. |
5. 'Summary. ’v The comminity resource program could have a number of signi-~
ficant effects.
A CAB can focus cammmity concern on the operations of misdemeanor courts.
It could initiate changes responsive to community and court needs. The CABcould
also be an institutionalized problem-solving entity for the court. The ihvolve—
merit of lay citizens, as volunteer board members , taps a latent reservoir of
knowledge and talent. ILay citizens can both perform judicial oversight and help
attain improved management téchniques.
The CRE ;should encourage interagency cammnications and provide the court
with needed support services. Expanded utilization of cémmnity resources
could mitigate the frustration and boredom inherent in the role of judging in
these courts. The resource hroker rcle of the probation department could fu,r—‘
ther solutions to the health, employment, housing, legal, and other needs of pro-
bationers. Resource brokerage along with community service festitution' should
expand the sentencing alternatives available to misdemeanor judges. EVS offers
an opportunity to augment court and probation agency functions and widen the
understanding of these functions on the part of the citizen volunteers.
| Having described CRP camponents, the problems they were to address, and how
they individually and collectively might address them, we now turn to the J'.mpie—
mentation experience and its analysis. Research assessment of certa:in dimensions
of the progfam implementation can be found in several chapters‘ of the compahion
volumé to this report. o
B. Implementation of the Community Resource Program
1.+ gite :sele‘c'tions. Because the .CRP is a complex set of components, it |

was anticipated that it would be difficult to find courts both willing to under-

take the entire program and having the managerial capability to execute it.
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The two most innovative parts, CAB and CRB, were deemed necessary conditions
for implementation; the remaining components were judged desirable, but not
critical., Site selection c;,riteria included: i |

—an urban court in a comminity of at least medium sizé;

~-a court with a judicially-administered probation agency or a local pro-

bation agency primarily responsible to the judiciary;

-a community having a substantial mumber of service agencies;

-a camunity with a significant crime problem; and,

-a court and a probation agency whicli were not fully satisfied with their

present achievements.

The sites were:

o District Court #1 Pierce County, Washington, and the Pierce County Pro-
bation Department, both officed in Tacoma. CRP was initiated here in the
latter-half of 1977; inplementation efforts continued througﬁ the duration
of the research project which terminated in Fall 1979, The possibility
of implementing the CRP in Tacoma was first discussed with the court admin-
istrator and then with the director of the Pierce Couhty Probation Depart-
ment. The entire program was discussed further with the acting presiding
judge of that court. During July 1977, the judges of District Court #1-
‘agreed to invite a project staff represgéntative to Tacoma for discussions
concerning the CRP. On July 28, 1977, the judges voted to implement this
program. ' '
o The Travis County Courts at Law and the Travis County Adult Probation
Department, -both officed in Austin, Texas. CRP was initié.ted -here in the
: latter half of 1978 following several site visits and discussions with the -
judges, the probation'deparhnent{s"diréctor and administrative staff, the
court. a,dmini_strai‘f:or,_‘ and the court's cormumlty advisory council which had

been Qrgani-Zea earlier. Implementation efforts contiznued through the
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duration of the research project in Fall 1979. This implementation effort
is described in Chapter IV,

Institute for Court Management staff were responsible for the implementation

preccess in Tacoma and Austin; American Judicature Society staff were responsible

for the research evaluations of CRP implementation in these locations.

2. Community Resource Program Impleientation in the Pierce County District

Court $1, Tacoms, Washington.

a. BSite description.

(1) The Court. Pierce County is the second-largest county in the State of
Washington and has a population of approximately 411,000. Two of its dominant
econamic forces are the lumber industry and the Fort Lewis Military Reservation.
Wood product. firms manufacture plywood and paper products, among other items.
Tacoma has a major deep-water port, and is served by three transcontinental rail-
roads. Its labor unions are politically influential. Service industries and
agriculture are also important segments of its econcmy. 7S'f'xzific Luthern Univer-
sity and the University of Puget. Sound are located within the county, there are
two cammunity college districts, Fort Steilacoom and Tacoma.

Dj.strict Court #1, housed in the County-City Building in Tacoma, is the

' largest of the four district courts in the county. It has the highest volume

of cases and serves the widest geographlcal area. There also, are munioipél
courts in the city and the county. Neither the district courts nor the mumc:.pal
courts are courts of record.

District Court #l is served by three full-time elected judges and by the

* The jurisdiction of a municipal cou,rty is limited to municipal ordinance viola—

‘tions. The district court's jurisdiction encampasses misdemeanor and gross mis-—
- demeanor violations. These jurisdictional distirstions result in a difference

ir_l the case mix each -court refers to the probation department. All of the cri-
minal referrals come fram the district courts served by the depariment, though

-.most of the referrals fraom these courts are traffic-related. Nevertheless, the

impact’ of mun1c1pa1 court referrals in the case mix faced by the probation de-
partment is small: District Court #1 accounts for 73 percent of all referrals

- to probation.
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Gig Harbor District Court Judge, who sits in District Court #1 as a comissioner-
judge four éays each week. A traffic commissioner was appointed during the pro-
ject period to hear spec:"Lfied traffic matters. The court's’ major caseload con-
sists of criminal misdemeanors, civil complaints to a maximm of $1,000, and

; B ;
traffic offenses (in 1979, civil jurisdiction was \increased to a $3,000 maximum) .

_The court's case volume in 1976 was 37,932 cases. For 1977, the case volume

was projected at 40,000 filings. Annual case volume growth has been approximate-
ly seven percent. The court's 1976 budget was $436,071 and its 1977 budget was
$667,787. The probation department, however, submits its own budget. Thecourt's
revenues approximate or slightly exceed e>1:penditures.

The judges are not organized into criminal, civil, or traffic divisions, but
hear all types of matters within the court's overall jurisdiction. Court poli-
cies are determined by majority vote in collegial meetings. |

With the assistance of its first professional court administrator, the court
adopted numerous innovations beginning in 1977. Among the changes were: estab-
lishkment of a traffic violations bureau; institution of "trial by declaration",

a process to simplify access to the court for minor traffic violators; promul-.
getion of camprehansive local court rules; conversion to a new automated data
processing operetion,‘ revi“siori of accounting procedures and new cashiering equip-

ment; an audit of internal records; introduction of a micro-fiche system of re-

cordkeeping for case indices; en integrated five-year case history index; review

and redesign of its jury utilization and management system; procurement of tech-
nical assiStance services to assist the court's request for reorganization of its
courtroams and clerical space; calendaring system refinements; and conversion of

files to a color-scan systan

(2) The probation department. The Pierce County Probatioh Department was

established by the County Bqud of Comnissioners in 1971 to serve District Court
#l. It operates under a hybrid structur)e. the judges set employee gqualifications
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and appoint personnel with the approval of the Board of County Cammissioners.
In practice, this department is accountable.to the judiciary. A state statute

authorizes local initiation of such programs through local funding. The county

ordinance au* Jorlzes the probatlon department to make services available to other ,

district and munlcn_pal courtb m the county on a purchase of service bas:.s
During 1977, 73 percent of probationers supervised_by the depart:nent were refer-
red by District Court #1, 11 percent by the Tacoma Municipal Court, and the re-
mainder Frcm other lower courts in rthe county. The department's approved budget
for 1977 'was $190,221... | '

During Fall 1977, as part of a county kudget retrenchment, the probation de-
partment was advised that its staff would be reduced. Two special hearings with
the county cammissioners, attended by probation department and judicial repre-
sentatives, restored this staff cut. Fram October 1,1974 untll May 2, 1977, the
probation department alsoi administered E1 Cid, an adult pretrial divereion pro-
gram. In May 1977, El Cid, on the reccmneﬁationl of the Pierce County Probation
Deparment director, was transferred to the administration/_} of the county prosecu-
tor's office. Nevertheless, El Cid maintained a very close working relationship
with the probatic;ri department.

The deparment consists of a director and seven probation counselors. Pri-
mary probation staff duties include the pj:eparation of presentence reports and
supervision of misdemeanant probationers. Probation officers also prepare post-
sentence report;s; » make referrals to external service agencies, monitor antabuse
medication, supervise a limited number of jail irnmates placed on work release
programs, and conduct jail interviews.

Before the :unplementatlon of the p:Llot project, the seyen Pierce County
probation counselors maintained indiyidual caseloads.

The average caseload was

approximately 10G, though actual caseloads ranged from 75 to " 125. (in addition

to pre-and post-sentence studies), va.rya.rig by counselor and the time of the year.
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k persons/resisting arrest (12 percent).

Certain counselors had specialized training or experience in the’ areas of drugs,

alcohol, sexual problems, and orthomolecular diagnosis. Clients, however, were
seldom allocated to counselors according to 'speciaiization because of the volume
of cases and each counselor's large caseload, Departmental guidelines requ:.red
each probationer to meet with ’Aa counselor a minimum of once a month. ‘Couns;:;alors
typically met with ten to\twenty clients per week. These meetings were held
almost exclusmely in the counselor s offlce ‘ though field visits were made oc— |
casionally. Visits averaged an hour in length. Nevertheless, counselors spent
more time per month with clients who were considered to be higher risks, or who

had more numerous cr complex problems. It was estimated that forty clients out

- of approximately seven hundred required more intensive treatment:

Traffic offenders represented approximately 70 percent of the supervision
caseload. Within this group, driving while intoxicated cases totaled more than
73 percent of the traffic charges. Among criminal misdemeanors, the largest
group was larceny (31 percent) , followed by assault (16 percent), and disorderly
kApproXimately 85 percent of the depart-
ment's clients were white and male. Fifty-six percent of clients had an annual
family income of less that $5,000. Fifty-two percent of clients were employed
full time (Pierce County Probation Department, 1977).

Severalb staff members, including the director, considered that the depart-
ment was .no{: satisfactorily achieving its goals, such as the provision of qual-
ity services to probationers, sufficient response to clients' needs, and commun-
Reasons cited for these deficiencies included

ity involvement by the-counselors.

the inadequacy of external community services, the inconsistent quality of those

services, low client motivation, and the failure of the department to clearlyde-

fine its objectiyes, However, most' staff CéﬁSldéféd that probationers generally

perceiVed‘ probation as helpful to them.

Current statistics were not available on recidivism or employment status
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after termination. A three-year study of the probation sﬂeparhnent, completed

in 1975 and conducted by the county Law and Ju‘sticé’g@fficé};' found a 30 percent
. \k&//v . l
recidivism rate aftér three years.

b.- Attitudes of judges regarding the ‘CRP ‘dompcrients.

(1) Citizen Adviscry Board. While the judges, as a body, generally sup~

ported CAB implementation, two judges were enthusiastic, one mildly enthusias-
tic, and the fourth extremely pessimistic about the CAB's potential.

One enthusiastic judge felt that the board would provide a pool of exper-

_tise that could be drawn upon by the court. She emphasized that the nature of
the membership would allow the board to analyze commnity needs and the resources

available to fulfill those needs. She also felt that judges would use the board
frequently. She saw public relations for -the court as an important function of
the CAB. '

Thé second enthusiastic judge had initiated a small advisory group during
thev 1960s to work with him. Although that group had been disbanded after accom~
pli;hing its limited objectives, the jﬁdges had hoped to reestablish the board
on an ongoing basis. » |

The mildlyoptimistic judge felt that the differing backgrounds of the mem-
bership would generate suggestions helpful” to the court. He hadb given little
consideration to possible objectives for the board, however. Drawing fram his
experience with comunity boards, he indicated the fear that the CAB mighf: be-.
come "another PTA". - | |

The fourth judge saw little hope that the board could perform any uSeful
function. In his view, it could not be used as a panel of experts to advise ‘the
court in ‘matters of judicial administration because it was unlikely it would
possess such expertise; even if it did, the judges would not know how to utilize
it properly. Furthermore, the board could not be sufficiently influential to

make any impact on cammunity opinion or on commnity decisionmakers. Fmagly; |
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he concluded, the interest of the members would dissipate within two years, re-

sulting in the board's internal collapse.

camponents of the CRP including the CSR program. They earlier had given approv—’
al for the probation department to initiate volunteer recruitment. They had dif-
ficulty, however, in urdérstarﬁing comunity resource brokerage. Nevertheless,
their strong commumnity orientation facilitated acceptance of the probation re-
design. The judge who was pessimistic about the CAB also lacked confidence in
the probation deparﬁnent and, therefore, was pessimistic about the potential for
the agency's improvement.

c. Description and analysis 'of componert 'implementation.

(1) Citif'éen,AdVis‘ory Board (CAB). CAB implementation began in August 1977.

The court adnﬁnistrator assisted in the creation of the CAB and planned and co-
ordinated the first meeting. She solicited ‘F pfoaﬁ,@gt\;ive names fram all four judges
and from the directors of the probation departitent andAE'l Cid. Judges coriferred
with acqﬁaintant:es and comumity contacts to obtain potential nominations. The
names of all prospéctive CAB members were reviewed by the presiding judge and
acting'presiding judge to reduce representational duplication. Thirty-seven let-
ters of invitation wére mailed. FEach letter set fbrth certain CAB objectives
and requested a 'response. Twenty-bne persons accepted membership. A number of
others expressed interest but stated they could not join the board at this time
(see Appendix III-A for inyitational letter).
Initial membership on the CAB included: - \
—the dean of ‘the University of Puget Sound Law School;
-a professor fram the University of Puget Sound Law School;
-a personnel and equal opportunity officer, Port of Tacama;
-a law student who was formerly director of El Cid;

. -an educational/socidl service consultant;
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-an insurance broker, S
-a United Way labor representatlve, T : e

,/:

-a unlonofflcn,al (Amerlcan Federation of éﬁtate, -County, and Municipal Em—
plOY ees) ; 1 |
-a c:.tlzen and board member of the. Tacoma i 1vil Service Ccnmiss;ion;

-a capta:Ln of the Tacama Police Department 15

P s

—-the co-director of a narcotlcs center andl one who had been active on: other
ctmmunity agency boards;
-an insurance agent (a former police offid;{er) » newly elected as a city-
- councilman in Puyallup; |
-a housewife and involved citizen; = TR T
-the chairman of the Debartment of Socioloé‘ry andenthropology, ‘Pacific
o Lutt;ern University; | " " A
-a counselor fram the Community Alcohol Center;
" ~a business and social research consultant;
—the program director of the Puyallup Indian Alcoholism Program;
L -3 retired\attomey’; |
-a builder and realtor (who resign;d shortly, following his appointment .
to a federal position); and, ’ |
—-two citizens whose work and activities were not identified..

Prior to the first meeting, the court administrator and probation director

mailed information paokets concerning the court and probation department to the

board. This meeting, on-October 14, 1977, was attended by fifteen members.

Pro;ject staff and the presiding judge explalned the reasons behind the creatlon
of the board In the words of the presld:mg judge V. “We have given you the
skeleton; you put the meat on the bones..‘},__ The board’ should be‘ ."skeptical and d1—

re'ct" examlnlng every part of ;the court's operatlon that law and ethics would

/" allow, and structure itself "in whatever way it pledsed within the law and the -

.
o

R

court's broad guldellnes“. The only formal actJ.or taken by the board was to
appoint a three—person nominating . ccmnlttee. :

The second meeting took place November 10, 1977, and was attended by twelve
members and a menber of the project staff. The board elected temporary officers
and divided itself into a court camnittee and a probation camittee. The tem-

porary chairmanb (later elected ongoing chairman), a law student and the former

director of El Cid, took over the chair from the presiding judge. It was agreed
that the board would draw its own constitution and by-laws. The chairman was

to draft the constitution and by-laws, which were. approved with amendments at a

subsequent meeting (see Appendix ITI-B).  Significantly, t_he_' coh_sti_tution and 'by_'

laws provided for the replacement of outgoing board members by the board itself

(despite certain judicial opposition to this provision), and for board election

of, its own officers. Over time, the judges proposed certain new-board mewbers,

as did the CAB, who were appointed following collegial board-judiciary discus-

sions.

The board'syconstitutionally stated purpose was to establish a means of

camunication between the public and the court "in order to give the public a

more realistic picture of the criminal justice system and to provide the court
with an informal and balanced impression of what the public finds unfair and un-
just about the system". . . : -

The CAB agreed that camittee meetings with court and probatlon department
personnel would mtens:Lfy memuers knowledge of the issues a.nd concerns of these

organlzatlons, and would fe }cultate the identification of areas in which board

‘input would be most useful -Subsequently, the chairman met with the probation
_ director and court adm:mstrator and COntacted project staff, who supplied him

with infomatiOn conéerning the work of -other citizen groups which had worked

with court systans Also, following the’ second meeting, the board attended an

open house" at the probation office which enabled than to became better acqualnted
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with each other, with the two judges who.joined ‘them, and with the probation de~
partment. |

R

After studyi,ng court and probation opéi-ations ; the CAB eStablishea several

operational goals. A substantial amount of the first six months of CAB 0per::1tion

R | mittees conducted “brainstorming" eessions to define and prioritize goals. The
) courtcamuttee erticulated five:

-studying the sentencing philosophies of the judges;

-dealir 1g with the problems of the P:Lerce County Jail, because COI’IdlthI‘lS

tnere had effect on jud1c1al sentencing;

~studying "judicial philosophy; that is, how the judges ‘perceived their

function in the judicial system; | |

~studying the philosophies of ‘the prosecutor and public defense personnel ;

and, ‘

| -addressing the court's space and budget ,ptOblens" ’//"'

By defining specific goals, the CAB laid a groundwork to conduct: limited :

intervention strategles. " In particular, the board helped .the ‘court obtain new,
enlarged space in the County-City Building. * Board members assisted the judges
and court administrator in convincing the Board of County Carmiss;onersethat

the court needed additional facilities. The board also exercised restraint in

: implanenting its jail intervention interest. Early in 1978, an election year,
the Pierce County Sher asked the board to conduct a "Blue Rihbon" investiga-
tion of the jail because of reports of violence there. The sherlff's request _
was relayed to the judges. This request posed a dllenma 'I'he judges w1shed to
maintain CAB independence; at the same time they believed that separationf?f— | L

powers considerations should preclude CAB investigation. As a result, the pre- -

siding judge requested that the CAB not investigate the sheriff, an executive

officer. The tone of this refuest was cautionary; the board was not ordered to
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was concerned with defining ifs purposes and the scope of its duties . Both' cam- .

not intervene, The decisjon to declinethe sheriff's invitation was made by the
board on thehrecmmendetion of tft;e_‘,,,iglf;aixifaan,;v":;‘""'One CAB member later joined a so-
cial sexvicer volunteer effort aimed at assisting jail inmates and their families.
The board ‘also received requests for advice from the court. For example,
one Judge "asked the board to consider how the cost of appearing in court to
hallenge an improper charge could be made less than the fine on the charge. On
several occasions, board members queried judges about particular cases, but the
judges refused to discuss these cases. "

Community awareness of me board was promoted by press coverage of its or-

génization , meetings, and goals. One press account reported the first CAB meet-

ing and discussed board goals and membership. A secorxi‘-feature article described

the division of the board into cammittees and outlined CRP cbjectives. Press
liaison had been established through the court administrator. The board promoted
cammunity awareness of the court by asking judges to make public speaking appear=
ances Béfore camunity groups. The board also assisted with the initial imple-
mentation of other CRP compcnents. An insurance-broker board member helped the

probation department obtain insurance coverage for misdemeanants performing com-

mmity service restitution. The board also reviewed CSR plans, reocmnerﬁing that

the tasks should be useful, should help beautify the commnity, and should not be

"make-work" jobs, and participated in public hearings on these plans.

" The ﬁnPlenentétion process actively involved all parties essential to the

board'soperation. At “the administrative level, the judges allowed and encouraged

broad input from the court administrator and probation director, who would be
responsible for adnu.nlstermg the CRP during and after implementation. At the
camunity level, the judges sought to ~include representatives fram a kroad spec—

trum of) soc;al groups and ccmnunlty agenc:.es. Further, the judges granted the

- board . authorlty and reSpOnSlellty for ﬁnplementatlon within broad guldelmes. :

.Dur‘ing"March 1978 the ‘preSiding ,'judge ; CAB chairman, and probation dlrector
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presented the Tacoma CRP implementation and develoghents to a meeting of the
project advisory committee in Denver,

The CAB continued to meet each two months. In general, .both the court com-"
mittee and the probation committee met monthly, and the CAB executive camnittee
also met rhonthly. Usually, one or more judges attended CAB meetings, as did the
probation director. Project staff attended the majority of CaB meetings, as
well, in technical assistance or evaluation roles. Probation officers selec=

' tively attended probation camittee meetings. Non-members were added onto the
probation committee and served on certain ad hoc-projects designéd by a comittee
or the board. For various reasons, certaz_n board members resigned\:,t to be re-
placed, sametimes belatedly, by new members. A membership comittee was the
formal naninating'vehicle for new memberships. One or more judges, other board
members, the court administrator, and the probation director were informal
sources of nominees. By September 1978 there were nine board vacancies. . Among
the six persons appointed to the board that month‘were a public scheol teacher,
the city's equal opportunity officer, a United Way officia;i‘; ‘Aa recent law school

' graduate who had done court watching in Seattle, and an employee of the American
Autamobile Association who was performing extensive court watching in area traf-
fic courts. Subsequent new'apj_:o:intees included an employee of the city commun-
ityf development agency, a person who ran a coffee house for alcoholics, an ex-
offender, and the director of an Hispanic center. One member withdrew fram the

boardto be a candidate for Congress, a development which precipitated the approval
of board guidelines related to membership and political participation‘.ff The guide-
lines included: "Any board member who wishes to run for office must resign his
menbershig, Any board member who wishes to take an a_cgl_\@_ role in campaigning for
an office which directly affects the Dist,ric‘t' Court must take a leave of absence
and refrain fram granting permission to use his membership on the board in any

political endorsement or politically-related material... a board member may take
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an active role in campaigning for any other office without taking a leave of
absence" (see Appendix III-C). ‘A second board member resigned in order to
take active part in a campaign which fell within the restricted caj;egories.
The court committee did not actively pursue ce.rtai.h subject areas it
earlier marked out: judicial, prosecution, and defense counsel philosophies.
In addition to an ongoing clarification of its purposes, operating pro-

cedures, membership, and relationships to the judiciary and the broader can-

munity, three primary projects were to absorb the attention of board members: .

o Citizen disputek settllanent”program. The court administrator's in-
terest in this concept, expressed to the board chairman and discussed
by the latter with his law school dean, stimulated an extensive plan-
ning project to design and def,irie a dispute settlement project. This
effort was undertaken by the court committee whose chairman, a labor
union representative employed by United Way, envisioned this as an in-
formal, non-legalistic mediation effort which was not to involve law,
law students, or lawyers. The law school dean, who had extensive ex-
pe,rie’ncﬁe. in the arbitration field, was eager to rent space to the pro-

gram in the law school which would he relocated near the courthouse fol-

lowing exi:ensive remodeling of a building which was being purchased. He

was interested in providing law students with opportunities to serve as
case screeners and to be involved in negotiation experiefx:es. Other
interested cammnity members were added to this task force effort which
‘ revi“ewedpational materials ccxrlpiléd by the court administrator, heard
-a ‘presentation by a Seattle. official concerning a dispute settlement
center demonstration project in that community, and developed an exten-
‘sive working paper aimed at clarifying the proposed center's purposes,
types of cases to be accepted, procedures, project organization, and

plans for training of mediators and.arbitrators. The court's new

€
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presiding judge, - effective.January 1979, was opposed to the board's admin-
istration of the preposed' program and .questioned whether the project would
have any significant value to the court or to the cammnity. The former
presiding judge had been in support of the concept. There were additional’
concerns that administration of projects by the board would leave no tJme
for other tasks. Ultimately, in July 1979, over the opposition of the court
camittee chairman, the board voted to yield its sponsorship of the prbposed
project to the law school, to endorse the project, and to offer continuing
advice and support to the project. | ‘

o Court observation program. In large part, this idea ananeted from the
judges who presided over this court in 1977 and 1979; they requested citizen
review of their courtroom performance and of the court enviromment. It was
also supported by the 1978 pwesiding judge. A project of the court commit~
tee, two members with court-watchirig experience elsewhere designed the first
draft data form, which subsequently received very critical review from the
1979 presiding judge who considered that the data to be collected and the
proposed report to be produced had been cast innappropriately. An initial
objective of the drafters had been to develop a brochure to be provided to
defendants which explained court proceedlngs ; ‘described the amount of bail
and the types of sentences ususily accorded for specified offenses (based
on court watching data), and provided information on how to obtain counsel

and other related content’. The dispute Was worked through at subsequent

meetings with the judges ¢ committee members basically accepting the new pre-

siding judge's viewpoint: that observations should focus on court prdceed-
ings and the general court enyirorment, and that no "k'ybur pigﬁi:s in court"
brochure be issued by the CAB, *Interest areas within the first goal were
to include theway judges deal with parties, Wii:nesses, and attorneys; -

whether judicial advisements, other explanations, and -decisio’ns are under-
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‘ ~stahdal;le; whether there is di‘sparity‘,between judges, and whether judges

sentence differently at the end of a long day. - Concerning the physical

facilities; interest areas would include the adequacy of hallways, jury
roams, accoustics, lighti_ng, noise levels, appropriateness of waiting fa-
cilities, etc. The data and report would be sulbmitted to the judges for
their review and utilization :Ln improving their performance, court proce-
dures, and facilities. - ' a

When the term of the first board chairman expired in March 1979, he
became co-chairman of the court evaluation project. With input fram sever-
al non-board members who joined the committee, the data collection instru-~
ment was redesigned and presented at the July 1979 board meeting. A new
judge Of the court expressed concern that one item to be recorded waswhether
the jLﬁge intimidated the defendant. It was his opinion that judges slrx)uld
intimidate defendants. Three board members retaliated: Are not defendants
presumed innocent? The law is intimidating in itself. Judicial intimida-
tien is contrary to judicial ethics: -“'fThe new Judge retr'eated‘- He was to
‘disagree later with items requesting observer assessment of such subjective
qualities as the defendant's attitude and attire. The presiding judge
countered that subjective impressions were extremely worthwhile whether or
not they w,erexvalid. Project staff also. made addii:ional input into the
revised forms which underwent test runs by board member volunteers in the
Fall of 1979. Pending final revisions and board-judicial approval, the court
evaluation effort will be undertaken utilizing board members, college stu-
dents, and other interested citizens as court observers.
o Speakers bureau. - This proposdl grew out of board interest to :Lnterpret
the court to,;t’he' camunity a;nd obtain camunity feedback to the court. The
pmpoSal teok different forms in its evolution, had two project chairpersons‘,

both of whom resigned sequentially dué to the press of personal andprofessional
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responsibilities, but evolyed to written draft form ard a decision that
board members needed moreeducation about the court before the’ interpretive
project should be launched. The concept was that a team of a board menber
and a judge would speak to a variety of camnniity groups, the board member
interpreting the purpose and role of the CAB ard a judge interpreting court
functions, jurisdiction, procedures, issues, etc. At the time this report
was written, the spea!;ers bureau project was in need of a new board Tember
spark plug to move the project forward. However, onr an informal basis, dif-
ferent board members had continued to invite judges to speak to groups with
which they were affiliated, such as the United Way union counuelor training

program.
Other roles and smaller projects undertaken during the demonstration period

included:

o The Probation Committee. The cammittee, in its stages, became familiar
with the workings of the probation department and reviewed plans to imple-
ment community service restitution and resource brokerage ccmponents. A
union member of the camuittee was asked to represent union concerns in the
development of CSR, though no problans surfaced. 'I‘he first comittee chair-
person suggested the committee's role was to:

-make the department better understood within the ccmmmity;

~enhance the operation and administrative efficiency of the departmeht-

—coordinate efforts of agencies w1thin ‘the canmnity that are involved

in misdaneanant service dellvery, ’

—~expand opportunities for citizen participation in probation programs.

The probation director who held that position during the early months
of CRP J'mplen_entationAfou:ﬂ the ‘committee participation useful.f In part,

the committee influenced the decision for the department to hold public

hearings on the proposed CSR project.‘ Probably, the camnittee was not used ‘
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as fully as it might have been to. assist the department in buildirg bridges
to other agemiesfor improving services to probationers, |

With the resignation of this director, the committee convinced the
judges that it should participate meaningfuliy in the selection yéof ‘his suc-
cessor. It obtained agreement to review applications, develop screening
criteria, screen appllcants, narrow the appllcant list to three, take part
in JnteIVJGWS with the flnalists, and reccmnend selection of tne new di-
rector. The camnittee performed this role con.:,Cientiously, although the
Jjudges appointed as new dlrector the person rated by the ccxmnittee as
second-best qualified. One of the criteria utilized by the committeewas

whether an applicant would accept and implement CRP. When one applicant -

rejected committing herself to this program,- she was advised she would not

be actively considered further by the committee.

The new director found little utiiity in the ccmnittee chairperson's
continuous interest in clarifying probation and probation cammittee goals.
With the chairperson's resignation and departure fram Tacoma, the probation
director established an effective working relationship with the new chair-
person, a highly-regarded police captain. While it 1s difficult to pin-
point any auspicious or smgular accomplishments by‘ the contnittee si_nce
then, it has continued to meet monthly with the director, sometimes aug-
mented by certain staff persons; and has been utilized as a sounding board
by the director regardmg general program and CRP implementation efforts
and effects, According to the probation director, the use of the committee
has reduced, somewhat, the proba,tioh staﬁf's isolation fram the Citlzenry
and has provided the director with a type .of support that has assisted him

in his relationship with the judiciary and with other agencies. The chair-

- person, who also taught at the University of Puget Sound, arranged for two

students to serve as management interns with the department:, volunteerswho
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were to be used by the probation d:Lrector in performing his managenent

~functions.

As describe'd later in this chapter,&?t'he CSR prograin had to compete for
agency placements with two juvenile and orie adult felony CSR’progranls which
developed' subseguently., The probation director took the lead in exploring
with tliese organizations the feasibility of all ‘f’our ‘agencies brokering |
CSR cases through a central United Way clearingrznsg{’i')\use." But a probatioﬁ ccm-—y

mittee member questioﬁed seriously whether United Way could undertake such

. a project without additional funding. Additi’onal exploration with United

Way resultaed in the recognition that financial»strictures prohibited United
Way from fulfilling such a role, terminating further planm_ng, riegotiations,
and time investment. The probation director, though disappointed this pro-
gram could not have been brokered to United Way, was grateful for the cam-
mittee member' caveat and contribution.

Additional CAB developments included:

0 Assisted the judg‘"és in obtaining Board of County Commissioners' approval
to move the court to expanded facilities on the sixth floor of the County-
City Building. The board was later to send a support letter and provide
representation when the judges obtained an initial grant of $36,000 from
the coamissioners for the design and development phase of the facility re-

location.

o A CAB member, not a member of the probation committee, was instrumental

in facilitating community alcohol’ services to department probationers.

o Upon the retirement .of the judge who presided over the court in 1977
when the CAB was appointed , the judge was named an honorary life menber of
CAB, He continued to attend and participate at CAR If;eetings assisted in

recruiting new CAB members, and performed other CAB roles.

O The courtvadminstrator served as a site consultant to the Oregon Carmunity
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may bhave more interest in establishing such a
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Council on the Courts, supplying that organization with extensive informa-

tion on the Tacoma CAB, The Oregon organization plans to develop local

citizen advisory boarde "along the lines of the Tacoma CAB. |

o The origi}ial CAB chai,rperson, on the request of the 'court administrator,

undertook. a review of court administrative programs and the vadministrator's

~ role and functions. - » | |

© In December 1979 the court adlninietrator 'presentecl the Tacoma CAB ex-

perience to a national conference on courts and the community, sponsored by

the Institute for Ccurt Management and held in Denver.

The foregoing description and ‘reView reflects a significant initiative by a
misdemeanor court to attempt to involve citizens in meaningful ways to facilitate
court purposes ard effectiveness. In part, the board defined its objectives ard
projects and sought to carry them out, encountering certain but clear opposition
fram one presiding judge; :Lq, part, the court socught to fashion board activities‘
consonant with certaln court interests, arousing overt board member opposition

on some issues. From tJme to time, it was necessary for the board and court of-

- ficials to redefine the board's purposes and agendae. The board's freedom to

chart 1ts own directions appeared to depend upon the freedom or constraint granted

or imposed upon it by a particular presiding judge. The CAB had to cope with the

challenge of dealing w:Lth high status professionals, judges, on judicial turf;
this appeared to add both s‘ignificant camplexities and greater importance to the
board's fu:nctions. Elected judges, such as the judges of District Court #1, would

seem, to retain closer ties to the ccxrmunlty and experience less :Lsolatlon from the

community than appomtive Judges._ Accordingly, it would appear that elec,ted judge

courts would have less need for a c1tizen advisory board than appointed judge

~courts, at least frcm a reduction in 1so_lation from the community perspective, but

board because dependence on the vote

-increases their interest in p'ablic xelationships. In any event, a court's decision
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to establish .such a board involyes a philosophical and energy commitment and
invokes both politi cal risks and opport1m1t1es. :

In sumary, it seems fair to observe that the Tacama CAB can point to cer-
tain achievements, none of them startling, but when taken together represent a
useful contribution from citizens to a low-—status court. Probably, few Pierce
County citizens know of the board's existence; hiwever, the judges 'éertainly daq,
the probation department does, ard the Board of County Commissioners does. In
Tacoma, these groups have becc:me scmewhat more accouhtabie to representatives
of the public. The court's operational procedureé,‘ problems, and personnel are
better known and understood to a wider interest group. Still, the board made
only limited headway in achieving its goals or the court's objectives for it -
during the course of the demonstration. The CAB had obtained a "more realistic
picture of t_hé criminal justice system"; the courtroom observation and speakers
bureau projects, if actualized, would prcvide the judges with information con-
cerning "what the public finds unfair and unjust about the system".

(2) Conmunity Resource Brokerage (CRB). CRB was given high impla,nentation

priority; vet it was only parially iltlplénented. The reasons for this are complex
and include the history of relations between previous probation diteci:ors, the
probation staff, and various judges on the court, as well as the nature and ob-
jectives of CRB ~reorgahization. The probat:ion diﬁ:ectorr, recruited from another
state, had fully supported the CRB construct and had sought to implement this
aggressively. | | ‘ |

CRB trai;tﬁng was provided by the project and was conducted in August 1977
by a consultant who had assisted with the ilnpleinentation of commnity resource ’
management teams in a number of cog:*r;éctional' agencies in a project‘sponsored'by
the Western Interstate Commission for Highéf Education (WICHE), The entire pro-
bation staff , inciuding éecreta,ries, attended the sessions where they partici-

pated in an informal assessment of Pierce County probationer needs, caseload
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Characterlstlcs, and ¢ ommunlty services availability. The theoretical construct
of CRBY \was discussed, with the suggestion that staff members’ caseloads be inte-
grated (at least in part) into the commnity's social services network. Pre-
liminary consideration was given to techniques for establishing knowledge of
this network and using it more effectivel;-ﬁ

Staff members identified several dozen problems anticipated in the imple-
mentation of CRB and ranked them according to priority. The six most serious
problems anticipated, in order of sériouéness, were: teamwork, need for secre-~
tarial management expertisé, apprising judges of new directions, additional
training, timing of the changeover, and adjusting to a new system. The consul-
tant suggested that the sixth priority would rapidly beccme the first.

The training aJso focused on team building and individual concerns regarding
teamwork. This léd to the development of an action plan; individual staff mem-

bers accepted respg/hsibility for particular tasks that needed to be accomplished

prior-to instituti‘_ﬁg brokerage, and completion dates for each task were establi-~

shed. Certain resistance was converted to positive participation.

The consultant’was employéd independently by the probation department three
months later to work with the staff in refining the plan and in team building.
Ultimately, an implementation plan was agreed upon which assigned additional re-

sponsibilities and established time frames. ' The change-over date was delayed

‘until the campletion of the final task.

Discovering the nature of client needs was among the first steps. Accord-
ingly, staff members campleted needs assessment forms for all 530 active cases

(see Appendix III-D). This assessment was based on client needs as of the time

of entry onto probation.

The three most pressing service needs determined were;
éenploynent;

~alcohol services; and,
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—vocational training. '
All of the other needs ranked quite low. The staff was surprised that only
thirty-two probationers showed a need for drug abuse services and only thirty-

eight probationers appeared to need mental health sexvices. The needs assess-

ment process resulted in the modification of: the measnrement chart which had

been supplled by the project consultant. As an example, the category that re-

flects unemployment may not indicate a real need. The probationer may be an '
unemployed housewife who is not seeking a job. Further, staff suggested special

examination of military personnel probationers and a review of various services

available on the Fort Lewis base. : .
The originally-determined team specialization assigrments, were later modi-
fied, based on needs assessment findings, staff interests, and organizational
needs. In particular, staff feared that totally pooling clients onto a_teain:
load together with a fundamental reliance on brokerage would harm a significant
number of clients who they gelt requlred oounseli_ng from a probation officer.-
Consequently, staff suggested orgenizing the entire office under the CRB a_pproech

but also to retain smaller indiyvidual caseloads. The staff developed a concept,

Partners in Probation Progress (PIPP) , which referred to two-person. teams to

cover the following areas:
~—amployment and educatlon,
—aloohol abuse and phy51cal health; and

~drug abuse and mental health.
A fourth, unit,, to cover housing, transportation, financial assistance, and

legal problems, was to be camprised of one prolcgetion officer and several volun-

teers. Probation officers also would be assigned a lessoften needed,seoondary

!

’ 7 d academic tralnlng
*The original teams were: employment vocatlonal tr alnlng, an
(one cougselor) ; alcohol and drug abuse, and mental health (four counselori)l:‘ axﬁi:h
transportation, financial assistance, hous:.ng, 1ega] problems, and phys:Lca ea

{one counselor) .
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Specialization. The PIPP concept would enable one team person to be available
at all times in the office. |

staff began developing a new intake approach and J_ntake guidelines based
on models initiated by probatlon agencies that had been part of the WICHE demon-
stration project, and dete.nnlned the optimm time t¢ conduct an initial needs as-~
sessment (after the first or second probation officer.interview). . Staff ‘also de~
signed a referral sheet with a list to be checked and signed by the judge fol-

lowing an assigrment to the probation department. PIPP teams were to phase in

- as readily as practicable; the deadline for the camplete conversion was May 12,

1978. For reasons explained below, however; full CRB implementation was not com-—
Pleted. .. |

The “"straight team" model, which would have provided primary and secorxiary
staff specializations and a wholly-pooled caseload, 'did not prove viable in Pierce

County because of the distribution of client needs’ there. Nearly 70 percent of

~the clients had alcohol-related problems. Under a strict team model, the alco-

hol specialist v.ouid have handled 70 percent of the cases, or 70 percent of the
counselors would ‘have had to became alcohol spend. allsts. The former would have
resulted in a highly unequal d¢ stribution of work within the office; the latter
would have defeated the purposze of specialization for there would have been, in-
effect, only one specialization.

Initial team assignments brought out certain staff jealousies and discon-
tent, hamperlng project v1ab111ty. One counselor was upset that the director
appointed ‘someone else to head the alcohol team; she felt that she was the ac-
knowledged alcohol expert on staff. Another was ‘upset that he was appointed to
the employment. and education team because he desired to create and fill a new
role as diagnos t1c1an

The structure of client needs and dlscontent over teams assignments impeded

developne*n‘: “of the "PIPP" concept descrlbed abave. f‘The design of CRB did not
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eliminate several other administrati&’e ‘problems which were perceived by the
probaticn staff, Counselors criticized the increase in paperwork necessitated
by the adoption of brokerage, particularly the needs assessment form and the
quarterly report. Further, the needs categories defined wezre depicted as too
vague and not écmprehensive. | |
Quarterly reports were to be written in order to provide a ‘narrative sum~
mary on each client for cother team members. The director believed such a report
was necessary because, under the proposed organizat_ion, teams would pool case-
loads, each client being handled by several staff members and “intimately known-
by none of them. The quarterly reports were objected to as being no better than
chronological reports already kept, time -consuming to write, and requiring |
too much secretarial effort to type.‘ Further, some staff members suggested that
there were too few cammunity 'service.s and many of those which existed wsre to
inneffective to utilize. Other staff and Atlfle probation director disagreed.
Tacama, they suggested, had more than enough agencies. While some programs, they
agreed, were of poor quality, they feit that dialogue with those agencies would
improve programs.
| Implementation served to heighten and intensify existing conflicts among
the judges of District Court #1, the county board, the-director d‘f the probation
department, and the probation department staff. In turn, escalating conflict
hampered implementation efforts and further contributed to staff frustration.

Described more fully in the accompanying volume's chapter on planned change,

. CRB implementation exacerbated tensions between the probati’én director and the

probation staff. It heightened conflicts which were related to the probation -
director's personal and management style, to the imposition of +oo camprehensive
and too rapid changes in the department's arganization and service‘\ delivery ap-
proach, ard, L;i:obably, to probation officeré' resistance to relinquishing their

caseloads.
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" Three other factors may have contributed to the deterioration of staff
rrorale; One was the reported attempt by the judge most resistant to CRP to in-
fluence the Board of County Commissioners to reduce the probation staff by two
positions. .This perceived threat to“ the department required the director to
develop political support for retaining the positions. The development of poli~
tical support detracted fram the time the director could devote to implementation.

Second, local sources reported that the split that existed between the

di.rector‘ and one of his previous rivals for the directorship over the desirabi-

 1lity of brokerage became more distinct. Reportedly, this counselor became a .

critic of CRB and the director within the staff. This counselor's criticismstruck
responsive chords with other counselors. Collective critigism grew in response
to the counselor's leadership and the progression of the implementation effort.
In addition, this counselor apparently considered that the support of the resis-
tant judge could be relied upon, o
Finally, conflict between the director and staff escalated to the point that
charges of professional misconduct were levied by certaig probation staff members
agéinst' the director. These charges were made to the county personnel department,
the prosecutor's office, the district court, the county commissioners, and pro—
ject staff. The presiding judge of the court investigated the charges and found
them groundless. | 7
Neverthéless, in early January 1978, at the request of the presiding judge,
a meeting was held between probation staff and the judges to allow the staff to
foﬁnallyr air its grievances against the :dj_rector. While the presiding Jjudge
viewed "clearing the air" as the purpose of this meeting, its major effect was
to further demoralize theprobation director. He considered that the judges'
failure to clearly advise the staff thatvlhe was responsible for administration

and policy making within the department made it”impossible for him tocarry out his

duties effectively. k
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The probation director, shortly after, resigned his directorship effective
March 13, 1978. He accépted a training position with a Washington state agency.

Named interim director, and later appoin%:ed as permanent probation director,
was the assistant administrator of the El Cid adult diversion program, a retired
military official who after his retirement had obtained a graduate degree in the
counseling and quidance field. In the selection process, he had vouéhed his c,oz\n-
mitment to support the CRP package to the CAB screening committee. A realistl,‘
keenly aware of the need to develop compatible working rela.tior‘xshipswith both
the probation staff and the judges, he discontinued any plans or thoughts about
department reorganization along PIPP or pooled teamload lines, but énbracéd staff
specialization, increased brokerage, and an. advocacy role for the deéé\rtment. He
nurtured staff morale, facilitated the resignation of a lorig~term probation of-
ficer whose work product and cooperative attitude were not outstanding, and did
not hesitate to depreciate the administration of his predecessor to a receptive
staff. 1In a very tight local fiscal situation, he perceived that en;‘lanued hro-
kerage could enable thg department to do more for probationers withcut staff ex-
pansion. This same viéw also supported his interest in a selective use of volun-
teers.

Over time, all but the newest probation officer received designation as
specialists in given needs areas or fﬁnctions: alcohol services, drug abuse
services, employment/education services, mental health services, volunteer ser-—
vicez, and CSR. No back-up specializations were designated, except that the of-
ficer who was later to become the mental health specialist acted for a period of
time in a CSR back-up role. What evolved appeared extremely viable for this de-
partment, but was far short of the pure CRB model initially projected. The ef-
fec.tuated approach retained caseloads but added staff specializations. This
mode may be valuable to other probation agencies. The specialist is not the bro-

kering agent for all department cases of a particular typé which need referral to

v x

90

/?J/
i

N

T A e s

outside agenéies.« Rather, .the specialist is to have extensive working know-
ledge and working relationships with these particular type agencies. The spe-
cialist, then, is the in-house staff expert on a particular type of service |
arena, and is to make this information known to the other pﬁobation officers in
order to enhhance the succeSs of their brokerage with these particular agencies.
The specialization is to include knowledge of public arnd non-profit sector ser-
vices as well as private practitioner resources, the quality of the services
available, who may .or may not be benefited from referral, the detailed nature

of the referral process, how to obtain particularized feedback on whether the
client was served or failed to accept service, and the particular problems which
might be experienced in obtaining cooperation from external services. The spe-
cialists werer to wigit the agencies in their particular field. They were to
advise their colleagues of new resources and of terminated or reduced services
withiri their particular program area. They were to advise the probation director
of service or cooperation deficiencies, and, in collaboration with the director,
work out advocady’ strategies to obtain improved services.

Staff specialties were based on prior training and professional backgrounds,

as well as current interests. Staff members appeared to enjoy this form of spe-

cialization; they were not only probation officers but also functional area spe-
cilalists. Also, they remained generalists in that their caseloads were diversi-
fied, élthough all had a high-frequency of alcohol-related probationers because
of thenatureof the agency's caseload.

However, two furictional specialties had different objectives: one officer
was exclﬁsively respongiliie for obtaining all agency volunteers and another for
making all CSR placements. All staff requegts for volunteer assistance are re-
viewed with the probaﬁion officer-volunteer coordinator who seeks out volunteers

through existing community volunteer organizations. Probationers ordered to ful-’

S finl cawmnity service hours are assigned to the caseloads of all probation
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officers but are all screened and assigned to CSR placements By the pJ\.%)bation
officer-CSR specialist, To emable the CSR specialist to develop and maintain
working relationships with TSR placement agencies, her regular caseload was re-
duced to 50 percent of normal through attrition without replacement. Further,
her caselcsl has become a specialized one consisting exclusively of probationers
who have been assigned to CSR. Additionally,  she:. is responsible for arranging
and monitoring CSR placements for defendants who are not sentenced to probation,
but are sentenced to coamplete CSR hours.

Following on with the department's approach to increased brokerage, the
director convinced the judiciary to send all cases to the probation department
that had been ordered to attend the alcohol informaticn school, thereby replacing
the judiciary's erratic practice of doing its own direct referral on occasions
and other times sending such referrals through the department. The judiciary
has stated that it satisfied that i:he department's monitoring of all persons re-
ferred to the alcohol information school is advantageous. -

Brokerage data gathered for this project reveal, not unexpectedly, that the
primary cammunity agencies brokered to are those that provide a variety of alco-
hol-related services. The department's alcohol speciaiist was appointed to mem-
bership on the Alcohol Planning Commission. A new agency report-back form, de-
signed by the probation department, provides -information feedback. on referrals.
To some degree, the probation director and staff see themselves as advocates for
improved services. Acting on information from the mental health specialist that
a mental health agency was resistant to serving probationers, the probation di-
rector set forth a plan to bring this fact to the attention of the funding body
when this agency next came-up for a budget allocation. When another ég,ency
failed to maintain a suitablé level of service to 'probationers it had accepted
for service, the probation director brought this to the attentiono% commnity

officials.
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Project staff, in early 1979, made a deliberate effort to have the Taccma
brokerage approach expanded in substantial ways: toward resurrecting the needs
assessment; toward reconsideration of pooled teamloads; toward a more basic
abandorment of individual caseloads; ‘toward any further approach that the pro-
bation director thought would mesh with what could be accomplished by his staff.
Extensive information on CRB evaluations in other commnities was furnished to
the probation director and presiding judge. The probation director was requested
to submit a proposed plan to carry brokerage further. This was not done.

In summary, what had been accomplished was as far as the director wished to
take the approach at that time. Nonetheless, the director, gradually, is re-
ducing the direct services provided by his staff. He views a continuing reduc-

tiori of direct service provision, in cambination with increased brokerage, as a

‘rational approach to dealing with a caseload which began increasing toward the

end of the demonstration project, with the increasing number of presentence re-
ports which occured about the same time, and with a tight budget.

Pure model CRBs-have not been implemented easily (Western Interstate Cam-
mission for Higher Education, 1978a), although there has been strong success in
some camuinities (Western Interstate Commission for Higher Education, 1978b).
The Tacoma caseloads are not as high as those charac‘terizing many misdemeanor
probation agencies, and the CRB approach which evolved in that department can
be viewed as a useful and practical approach. Elsewhere in the country, there

is greater realization that more brokerage and more effective brokerage must or

should be done to camport with bBudgetary and personnel restrictions and the ina-

bility of individual probation officers to be all things to all clients (for ex-

ample, the South Dakota misdemeanor probation program that began in 1978 was

- founded on a brokerage approach and has reported its viability even-in a rural

state). The prospect for CRB remains strong, particularly for misdemeanor prd-

bation. It has became the primary model, or has beenintegrated in some system~ -
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atized form, in a growing number of probation ‘agencies. The increased use of

“external agencies in Taccma appears to have enhanced the visibility and advo-

cacy functions of the probation department, consistent with CRB objectives.

3) Comuriity Service Restitution (CSR). CSR implementation involved three

initial steps. First, a coordinator was. appointed from among the staff. - Second,
insurance covering CSR was procured to protect both the county and the misde-~
meanant offender. Finally, guidelines were developed to operationalize thé com-

ponent.
Each step required time. While a probation counselor was designated CSR

‘coordinator in November 1977, the requirements of her existing supervision case-

load precluded her fraom allocating sufficient time to CSR implementation. This
delayed insurance procurement and more extensive contact with cdm1mity,é§ncies.
In response to this problem, the director assumed responsibility for insurancé
procurement, and later restricted the coordinator's caseload to give her more
time to devote to CSR. The director utilized a CETA employee in developing pre-
liminary CSR guidelines, as an aid to obtaining the insurance and to facilitate
program :impiementation. These guidelines required two months to draft. During
this period, the literature was surveyed; the ’experience ‘with restitution in
Pierce County and other Washington jurisdictions were assessed; and commnity
agencies were contacted and consulted.

To gain review and support fof the program, the probation department held
open hearings (publicized in local newspapers and by announcement to cormunity
agencies). Commnity agencies were solicited to provide input. The program was
also explained to the judges of Tacoma Municipal Court, the Director of the
(County) Department of Assigned Counsel, the county prosecutor, and the county
camissioners. The tentative plan, also, was submitted to the CAB for critique.

While these steps were being taken, CSR was eXpeerented with in order to

“provide test-run experience with its operation. 1In.1977, 1,076 commnity service
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- hours were served in Pierce County, providing a base of experience from which to

draft and refine guidelines (Pierce County Probation Department, 1977).  Insur-
ance was procured fram a private company in Jaruary 1978. Final draft CSR guide-

lines were approved by the county cammissioners on February 7, 1978. The pro-

- gram, named Alternative Cammunity Service, becarﬁe operational on March 1, 1978.

(see Appendix III-E for project statement and procedures).

The ‘prOgﬁ:am operai:es as follows. The judge sentencing a misdemeanant to
perform community service sets the number of hours accord;ing to established. con-
version tables from fines or jail time. It was decided that sentences, prefer-
ably, should range fram twenty-four to one hundred hours, and shouid not exceed
two hundred hours. Defendants could be assigned d&‘rmunity service hours as a
sentence in itself, or be required to work these hours in conjunction with a
sentence to probation.

After sentencing, the client makes his first of three CSR-related visits to

the probation department, At this visit, he fills out forms providing informa-

“tion on skills, interests, current address and phone, medical cendition, and em~

. ployment situation. The program ccbrdinator informs the client of the five dol-

lar fee he will be assessed to help offset the insurance policy charge (during
the early operations of théi\project, hardship waivers of the fee were authorized;
later, fee waivers were abandoned due to the belief that the fee was small and its
payment furthered the offender's commitment to complete CSR isatisfactorily) . | The
types 6f CSR placeéments that are available are reviewed and the client indicates
his interest or disinterest in particular tasks and agencies. The second appoint-
lmentfis scheduled. -

Between the first and second client visits, the program coordinator obtains
the client's arrest record. On the basis of this information and the background
information and work preferences provided by the ‘client at the first visit, the
coordinatdr contacts appropriate agencies for possible placementii."

A
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On the second visit, the client pays the insurance fee and chooses one of

the alternative placements. The <lient then calls the agency: and makes an ap=
" //_1(:/" -

‘pointment with the agency director. The coordinator sets the cat/}plé'/fiion date

- for the,,gggj.gned service. After signing an agreement. to abide.ﬂby the regulations

of the progran\T, the client proceeds ‘tcr)_the agency with a referral form which ex—
plains the rights of the agency. He also gives the agency a time gard which is
to be filled out by the agen::iz upon the client's cmxpletiion of service. .

‘The program coordinato_r then awaits a call fram éhe agency to indicate that:

~the ¢lient was accepted as a volunteer; or k |

-the c¢lient was not accepted as la volunteer, andA why; or

~the client did not appear for his appointment.

- If the client is not accepted, the coordinator attempts to secure another
placement. If the client does not appear, the coordinator summons <him to a con-
ference at the prbbation department. When the client‘ does not cooper;ate with the
program, the coordinator can file a violation report w1th the court. The coofdi-

nator monitors a client's service by periodically phoring the agency for prcgress

" reports and to verify the campletion date of the assignment.

‘When service hours are completed, the volunteer brings the campletion card
back to the probation department; this dis the third CSR-related visit. If the
client fails to return his card, the coordinator will contact him and ranind;h:im

to return it. If the service hours are not completed within the designated time

period or a renegotiated tjm9 frame, the client may be reported to the court for
failure to complete the progi*am. '
It was observation of project implanemtation staff that no serious problems

were experienced.in getting CSR operative, other than the delay involyed in ob-

" taining insurance to protect the county and the offender in the event of a liabi-

lity or injury claim, The test runs of CSR had been p]’»sitive in the 'maih, the

procedures designed under the supervision of. the initial probat‘ion,director;were
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camprehensive and comprehensible, the probation officer assigned to the coordi-
nation role was extremely intérested m this position and held a strong commit-
ment to its success, ho opposition was offered by either prosecution or -defense
coimsel, and the program's purposé and approach was accepted as responsive to
present public and ‘professiorzal' concerns regarding crime and judicial system
sanctions.
© It was the misdemeénor court and its probation arm which had taken the ini-
" tiative in developing .a CSR program in this cammnity. - Three other agencies
_were to follow suit: a juvenile diversion agency and the juvehile probation
déparunent, both acting under mandates of new Washington juvenile “legislation
which took effect July 1, 1978, and the state felony probation agency. Although
the misdemeanor probation agency and the CAB initiated an attempt to chvene" a
coordination conference wiﬁh the other agencies and their respective judiciaries,
e meeting was never accamplished.

The CSR coordinator had lined up a mumber of public and private agencies
to assist with this program, with additional agencies added from time to time.
By July 1978 approximately fifty peréions ‘had completed or were engaged in CSR.
By January 1979 more than thirty-five agencies had been utilized in the program.
By March 1979 more than five thousand service hours had been campleted, referrals
to CSR averaging twenty to twgnty—-five a month. * While some assignments were
menial (police car washing, ?acking medical supplies for an international medi-
cal mission), others utilized special skills possessed by the offender ( a car-
penter building picnic tables for a community park, an opthalmologist providing
e'yev examination to soéial agency'clients ‘and Vietnamese refugees) .

The ‘CSR coordinator was assisted by a back-up probation offic’ef in making -
CSR assigmments, but later was to use t'wo‘ volunteers when the second probation
officei was assigned to the mentél health specialty. There .were‘ constant pro-

blems for the 'co(:»rdinator' in 'iriterpreting to CSR agencies that she represented

97

L S L +
A e

RN R

il s

-




the misdemeanor agency as distinguished fram the two juvenile k_agencies vand the
adult felony»depart:ment; Reportedly, there was some .community agency preferenoe
to accept misdemeanants since they did not pose certain of the management and
reliability problems associated with juveniles, and their utilization appeared
less risky th;tn with felony probationers. The competition for placements did
pose a sele« ~tion problem, the coordinator at one time advising the judges they
were referr‘ing mostly indigents to her: "Some of them may cost us agency place-
ments; please send me some w1nners' " Referring "winners" to agencies the first
time an agqancy was used was a preferred tactic for the coordinator. hsuccessful
placement, the first time an agency was used, could buffer a subsequent "loser"

placement cmd facilitate the agency's contJ_nu;Lng interest in this program. The

coordinator made a number of public presentatlons to agency and cammmity groups

~in the continuing quest for additional CSR placements, again reflecting an ad-

vocacy role on the part of the probation department. 4

As described earlier, four probation or diversion agencies in time provided

-~ CSR programs in this county. This fact . triggered the misdemeanor probation

department's inquiry into the viability of all four CSR placement organizations?"
brokering all CSR clients through a United Way coordinator. to the external agen-
cies. This effort was stymied by a lack of United Way funding for the added pen:—
sonnel necessary to effectuate this scheme. | “

2s described in the research review of CSR in the oompanion volune; | judges_;‘ ;
utilized CSR in different ways: as a jail substitute, as a partial jail sub~ |
stitute , as-a substitute for a fine, as a probation supplement, as a probation’
substitute, and as a substitute« for a lengthy essay on "What I learned fram the
apprehension~court experience". The 'ini-tiative for CSR sentences came from the
judges, prosecutors, and defense counsel, as well as from i::robation officers’ as
part of presentence reports. 1

Interviews with judges as well as the data which were collected revealed
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that more than is desirable, unemployed and under-employed persons had an in-
creased likelihood of assignment to CSR than fully-employed persons. .Sentences
to CSE were more likely with criminal misdaneanants",”with other than driving
while under the influence traffic offenders, with persons not employved full
time, and with younger defendants. Only’ w:.th certain middle or upperclass ju-
venile traffic offenders did judges deliberately use CSR with persons well able
to and preferring to pay a fine, believing CSR would havemore impact on the of-
ferder than an easily paid fine. The presence of a significant percentage of
court defendants who came from professional or managerial ranks, were skilled
craftspersons, or had white—collaror military employment could have provided

a number of "winners" to the CSR project. Yet, these persons were less likely
to be assigned CSR hours. All judges, including Jjudges of‘ the Tacana Municipal
Court and "pro tem" judges, lawyers appointed by District Court #1 judges to
serve in their absences, made regular use of the program. "

A questionnaire directed to agencies utilizi;ng CSR referrals indicated
hasic satisfaction with the offenders' reliability and work performance and with
probation department collaboration. Four agencies reported hiring offenders
subsequent to the CSR experience for part-time or full-time work. Three agencies
reported that offenders had stayed on to »conitinue as volunteers subsequent to
the campletion of the required hours. Approxfi‘mately 75 percent of the agencies -
reported that offenders had gained some sense of acéomplishment, although a sig-
nificant mmber of these agencies reflected that the offenders had been. bored or
resentful about the experience.’ Toward the end of the demonstration period, one
judge noted that at review hearings recogni‘.(zing offenders' completion of CSR,
defendants were "Very proud” of what they had done.

In smnmary at least for the present, CSR has been, insti‘rutir\nalized as an
mportant component of a misdemeanor probation agency program, and Judges now

have a new sentenc1ng alternative available to them. The court and {he probation
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’deparl:nent; have achieved increased integration with other camunity agencies. ,
Isolation from the community has been reduced. The CéR program eoordinator re-
ported certain frustrations but not boredom in innovating and orchestrating this
project. bespite some placement feilures, the Pierce County community has been

the ‘beneficiary of thousands of "vedlunteer" hours provided to its community ageﬁcies.
As is well known, many members of the general public have not seen probation
counseling as an effective or sufficient corrective. Possibly, as the CSR pro-
grarﬁ's requirements and results becamne better known to citizens, the public's

perception of the local judicial system will improve.

‘ '4) - Expanded Volunteer Services (EVS). EVS implementation was approached

cautiously., During 1977, seven volunteers were :recrlii,ted to provide experience
fraom which guidelines could be developed and a program established. These vol-
unteers performed traditional roles such as counseling and providing transpor-
tation. In assessing experience with these volunteers, both the probation dir-
ector and the staff concluded that volunteers in quasi-counselor roles were un-
desiraple hecause volunteers were not properly trained in ‘couns‘leling or therapy.
One staff member drafted proposed guidelines which the director felt re-
W quired substantial revision. The task of revising the guidelines was delegated
! to the CETA program developer, to begin after his campletion of CSR guidelines.
Probation staff and ‘staff mambers of cammunity volunteer agenciyes were consulted
to obt@;i.rr their suggestions for EVS design, - Probation staff suggested a work -
order seheme; volunteer. coordinators offered to recruit and recommend volunteers,

5 thereby avoiding a duplicitous recruitment structure. Also, university students

o

According to the revised plan, instead of obtaining vslunteers and then al-

P locating tasks to them, probation staff would determine the types of tasks for

' '; : which they desited volunteer assistance, and then obtain an appropriate volunteer

.to perform the tasks. When a staff member desired volunteer assistance, he was
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"‘to‘ draft a work order deseribirig the tasks to be performed and what types of
skills or interests would be needed, This work order would then be sent through
the department's probation off;icer—volunteer specialist to one of the volunteer
ceordinators in the cormmmity; (United Way or the County-City Volunteer Office).
These volunteer coordinators would then draft a job description and search their
volunteer pools for an appropriate person.

Both the probation director and the CAB chairman visualized CAB participa-
tion in the expanded utilization of volunteers through assisting in volunteer
recruitrnent ‘and rolé definition. ' They also considered that volunteers might be
directly utilized by the CAB to perform research, for example. The probation
department proceeded deliberately, experimenting before attempting to operation-
alize the program. The CETA employee was used to draft quidelines based on the
experimental experience. This allowed a concentration of effort that a caseload-
burdened counselor could not perform.

The probation officer-volunteer- spe‘eialist performs an initial screening
evaluation of volunteers sent to the probation department by central volunteer
bureaus and by universities. Part of the screening interview consists of ex-
plaining. in.def:ail the nature of the work tasks to be performed. The screening
includes an assessment of the potential volunteer's interest in the specific
work ‘tasks to be performed,' and his or her apparent ability to perform these
functions in an adequate manner. A second screening-orientation interview is
conducted by the probation director.

In general, all probation staff including the director utilized a volunteer
assistant, several of these officials utilizing two volunteers concurrently.
volunteers did not perform the function in common use elsewhere, of counseling
probationers. Volunteers assisted the CSR coordinator in interviewing persons
assigned by the court to CSR hours end in brokering their placements to specific

agencies. At least one volunteer conducted 'presentence investigation studies
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of defendants applying for probation, even presenting these reports to the court
at sentencing hearings. One'volunteer,, a certified alcohol specialiét, worked
one day a week conducting alcohol abuse evaluations which earlier had been bro-
kered to external community agencies, often with significant time lapses between
the referral for evaluation and the return of the evaluation. This volunteer .
performed five such evaluations on her one volunteer day each week. The volun-
teer léter accepted a pald position elsewhere and gave up her volunteer function.
The probation officer-mental health specialist utilized one volunteer two days
each week. The probation officer—volunteér specialist, also responsible for
assigning new cases to the various staff x;embers, utilized three different volun-
teers during 1979 to assist in thé conduct of intske interviews, registering
clients for the alcohol information school, then monitoring their attendance,
and performing certain clerical functions. The drug abuse specialist used a
volunteer, a university student in law enforcement, to investigate the where-
abouts of clients who had failed to camply with probation reporting duties or
with certain informational or legal requirements. The probation director also
utilized volunteers, student management interns from the University of ‘Puget
Sound. These interns performed certain data collection functions; developed
PERT charts, organized materials used for reports, and assisted in other admin-
istrative assistant roles. Staff secretariés, with very.limited exception, 05-
tained no volunteer assistance.-

During November and December 1978, 201 volunteer hours were recorded. Dur-
ing January and February 1979, volunteer hours totaled 302. This figure in-
creased to 350 for the combined months of March and April, and to 374 for May
and June. |

In summary, EVS, or what has came to be known as the Cammunity Volunteer-
Service, was seen by the probation agency as a positive addition to its opera-
tions. The agency's interdependence with the ccnmunity was increased, .and

i
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agency staff believed that services to the court andthe commnity were ex-~
panded or made more effective or efficient. Yet, the urdertzking of even a
small and seaningly'wa}.l—planned volunteer program, as in.Tacoma, i'ncluded‘cer-
tain "problems". The Tacoma probation director describ_sd" these problems as
"breaking/ them in" and "losing them". The orientation and in-service training
and supervision of a volunteer requires time input fram a probation officer.

This is relative, of course, t0 the complexity of the tasks to he assigned and

to what the volunteer brings to these tasks from his or her background and edu-

cation. -EVS experienced volunteers who stopped showing ﬁp, who obtained a job
and terminated volunteering, or whose student course work had ended and volun-
teer‘ termination followed. The Tacama program was designed to minimize poor
fits between volunteer and agency. However, while most volunteer performance
was at least adequate, this was not always so.
Cénclus.ions

'I‘he Tacoma experience in implementing CRP involved an attempt to obtain
citizen input and assistance to a misdemeanor courtand to reorganize and diver-
sify the probation agency's service delivery. The CRP program resulted inchangeri
working relationships and" procedures. New programs or procedures frequently dis-
rupt established working relationships, as occurred in Tacoma, although overt:
difficulties in judicial collaboration with the probation department, and among
probation personnel had been evident there earlier. Each of the four program
components required extra work on the part of judicial and probation personnel,
time and energy expenditures over and above their day-to-day tasks, but work out-
puts that did serve to expand this court's relationship with its public and re-
sulted in what officials considered to be court and probation agency gains. Cer-
tainly, not all goals were realized, same attainments were delayed, and other ob-

jectives, such as a full-scale CRB, were placed on thé back burrier, if not dis-

carded.
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During the. project period, the C3B did nct éstabliéh itself as a COh;rent
or clearly effective entity. Its accomplishments appear to be noaest. The ‘CRB
adaﬁ{:ation was a practical one for this setting: it‘/l fell far short of the or:L-
ginally proffered pure model form, but had became established and accepted. |
CSR experienced:the fullest hnblenentatién. Its usé as a jail substitute, how-
ever, was minimal, and its effect on individual offenders was not measured. |

EVS was developed in a pragmatic fashion to add a small number of volunteers in
. [

order to increase departmental capabilities. Yet, the Taccmafexperienclé suggests

scme viability for each of these pieces and a vélue in the interrelationships
between the pieces. Given-a court or probation setting interested in the ob~
jectives of these components and willing to invest in the challenge of change

in these directions, replication of the individual parts or of the entire CRP

package would seem to offer certain kenefits.
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COMMUNITY RESOURCE PROGRAM IMPLEMENTATION IN THE
TRAVIS COUNTY COURTS. AT LAW, AUSTIN, TEXAS

Introduction

The demonstration of the Cammunity Reséurce “ Program in Ta;canéa‘, Washington,
described in Chapter III, continued most of two years. The second misdemeanor
court into which the CRP was introduced was the Travis County Courts at Iaw;
Austin, Texas. By design, project implementation in Austin was to extend for
one year only, was to begin halfway through the Tacoma experience, and was to
utilize éxpe.rience derived in Tacama as it might apply usefuliy' to Austin. The
description which follows reveals certain major differences in the implementation
effort in these two jurisdictions.

In Austin, just two of the four camponents of the CRP were instituted de-
spite the initial agreement of the authorities there to :implement all «foﬁr di-
mensions. A citizen advisory board ar;d cammunity service restitution were .|m—
piemented in Austin; additionally, certain volunteers were recruited specially
to assist with CSR implementation, a volunteer utilization which falls short of
characterization as a full program camponent. Further, the institution of a CAB
developed essentially as a short-term rathér than as a long-term organization,
was to target on one objective, namely CSR, rather than many objectives, and |
was to receive staffing assistance exclusively from the probation agency. Ac~
cordingly, the Austin approach offers an alternative model, one which ap?eared
useful in Austin and may have utility elsewhere, and which involves the appoint-
mént of a CAB for a specific rather than a general purpose. |

As in Tacama , Institute for Court Managanent staff was Wreséonsibvl,e for
the implementation process in Austin, whilé American Judicature Society staff “
was responsible for the research evaluation. CRP was initiated in Austin during

the autumn of 1978; implementation efforts continued through the duration of the
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project a year later. Prior to the selection of the Austin court, project staff
had made several visits to that community to assess the interest of the judges,
court administrator, the court's existing community advisory council, and pro-
bation leadership in CRP implementation.

A, Site Description

1. The court. Austin, the capital of Texas, is the county seat of Travis
County. The city's populétion is estimated at ‘341,000 persons, and the county's
at 410,000 persons. One hundred and twenty state govermment agencies are located
there, ard sixty—two federal agnecies maintain regional offices in Travis County.
Austin, also, is the site of the 44,000 student Univeristy of Texas; four smaller
higher éducation institutions are located within the county. Alsc located here
is Bergstram Air Force Base. In addition to its large goverrmental and univer-
si§h§f ‘amployers, the county's economy includes numerous research and development
centers and extensive light industry. The average household income within its
standard metropolitan statistical area is estimated at $18,685 annually.

A three-judge court, the Travis County Courts at Law maintains jurisdiction-
over lﬁnited amount civil claims and criminal misdemeanor offenses. During the
four-year period 1975 through 1978, civil case filings totaled 35,939. Its civil
caseload has grown substantially, along with its civil case backlog which in-
creasedvby 4,700 cases during 1978. - Its original case filings also have expanded.
During 1978, criminal dispositions totaled 7,609. Theft by check accounts for
22 pei’cent of crimi‘nal case filings; driving while under the influence (DWI) case
filings represent 32 percent of criminal cases. Just two percent of case dls
positions involve trials. " Eighty-eight percent of DWI cases are resolved ”
through plea.

The initiation of a court administrator position in: 1977 led to certain court
iﬁprovenents:

~-the design of a caseflow system to achieve campliance with state speedy
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trial requirements;

—daily jail irmate monitoring;

~a semi-automated judicial calendar sysfem,

-revised Jury utilizat.ion procedures; . ,

—a redesigned data processing system;

—collaboration w1th the bar to devise local rules of criminal and civil
procedure; and, |
—-an inventory of pending cases and a rescheduling of these cases for dates

and purposes certain.
2. The probation department. The Travis County Adult Probation Department

is a long-standing agency whose director has filled. this position for twenty
years. Its services extend to adult misdemeanant (county courts at law) ard
felony offenders (district ocourts). Texas probation agencies are admlnlstered

by the judiciary, and had been locally funded until September 1, 1978, when state
funds were provided for the first time in accordance with the Texas Adult Pro-
bation Commission Act of 1977. The camnission's nine members are appointed by
the Chief Justice of the Supreme Court and the Presiding Judge of the Court of
Criminal Appeals, and include six district court judges and three citizens.

Prior to the implementation of the Act, the Travis County Adult Probation Depart-
ment, like &dult probation agencies elsewhere in Texas, had depended on incame
from probation supervision fees for a significant amount of their budgets. Texas

‘probationers are charged $15.00 per month as a supervision fee, though this

‘amount can be reduced or waived with jud<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>