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PREFACE 

This Action Plan Guide has been developed as part of 

the LEAA Juror utilization and Management Incentive Program. 

It is intended to accompany the Methodology Manual for 

J:. 
~. - . Jury Systems prepared by the Center for Jury Systems, MCLean, 

] 
for jury management and provides performance standards for 

Virginia. The Methodology Manual defines twelve elements 

.... Jt 
I 

each. This Guide complements the twelve elements by 

describing a process that has proven effective for successfully 

implementing jury system improvements in a court. 

This Guide w~,ll be useful to the court that: 

• has completed an assessment of its jury system 

as described in the Methodology Manual; 

• desires to improve its jury system by saving 

money for the court, time for citizens and 

employers, while insuring the use of defensible 

practices. 

We wish to acknowledge the contributions of Tom Munsterman, 

Chip Mount, and Judy Hawes of the Center for Jury Studies. 

J In addition, leadership and support were provided by the 

LEAA Project Management Team consisting of John Gregrich, 

Kathy Swartz, and Eric Peterson. Finally, we appreciate the 

advice of Maureen Solomon, Consultant to the JUM Project, 

and the assistance of Harvey E. Solomon, Executive Director 

of the Institute for Court Management. 
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WHAT IS AN ACTION PLAN? 

A.n action plan provides court managers* with systematic 

guidelines to follow when planning major improvements in a 

jury system. Much like the blueprint guides the builder and 

the flight plan guides the pilot, the action plan provides 

the framework for analyzing the entire jury system and 

planning the implementation of necessary improvements. 

The recommended procedures for developing an action 

plan are encompassed in the five steps described in this 

Guide. 

Step I asks the question, "How good is your jury system?" 

The questions raised by completing the analysis must be 

considered as court managers determine priorities and identify 

objectives. 

Step 2 asks the questions, "How will the new system 

operate?" and "What must be done to'implement the desired 

changes?" This step describes how a complete description 

of current operations, through a technique called "Walk the 

Track," will help a court manager plan operational changes. 

Step 3 asks the questions, "How much will it cost to 

operate the new jury system?" and "How much will it cost to 

implement the changes?" This step illustrates how costs and 

* Court Manager, as used in this text, may refer to Court 
Administrators, Jury Managers, Clerks, or other personnel 
designated with the responsibility of managing the jury system. 
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resources necessary to operate the present and proposed 

systems can be collected and reported. 

Step 4 brings together the results of the previous 

steps into one document which can be submitted to the 

judges in the form of a proposal seeking their commitment 

to the project. 

Step 5 describes how the system documentation (prepared 

in Step 2) may be used to (1) develop a timetable for 

scheduling and controlling the project, and (2) develop 

a chart for delegating responsibility for project implementation. 

2 
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HOW TO USE THIS ACTION PLAN GUIDE 

Court managers who have completed the assessment of 

their jury systems, as described in the Methodology Manual 

for Jury Systems, should proceed to page 21 of this Guide, 

state their objectives and priorities for jury system 

improvemt:'!nts, and then start the development of an action 

plan as described in Steps 2 through 5. 

Others may prefer to devote thirty minutes to answer 

the question, "How good is your jury system?" To do so, 

they should proceed to the beginning of Step 1 and complete 

the general diagnosis. This analysis can be completed in 

less than one hour by a person who knows the number of jurors 

serving each year, and who has some knowledge of jury system 

operations and the related budget. 

Once this general diagnosis is completed, management may 

wish to conduct a specific diagnosis - or detailed study -

of its jury system. To complete the specific diagnosis the 

court manager will need at least three months of data and 

will need to analyze the data as specified in the pertinent 

sections of the Methodology Manual. 

Having completed the detailed study, the court manager 

will then be able to proceed to page 21 of this Guide, state 

objectives and priorities for jury system improvements, and 

start the development of an action plan as described in 

Steps 2 through 5. 

3 

. , 
! i 

I 

"'" I 



-

" 

• G 

.. ' 

" '" 

~ 

, , 
I 
i 
I 
I 

1 
I 

\.~\ . , -""-----.--.---~-.-.----- -----.~--.-~.--~- '-""-""-"'-"~'---~"'-"""'...--..--~~ __ ~_-,...-D--,. __ ... __ ........... ,.+>..--.,,-........... _."~~ ..... ~'~"'--__ ';"""-"""""'--'~-.I~~ ______________ -,--, __ , ___ , ____ • 

. I ~~I~-~'"-r-'----'--------"--' "----.~.-~:;_.---~_:".'--'":" .... ---"H' .. -~-,-'-.--.~-~--.------___ -,. _________ ~_..,.._ ... ____ ~ ___ ~ __ ._._____,--............. ~_...,. ______ ~ __ ~..,., __ -,.. ~ _________ ~ _---,...., ___ ~ ~ __ 

[~ 

lI:J 
a 
2 y 

'-~-

\l 

11 " 

II, 

'21 

1'\\)\ 
,~;l 

,,(I 

(, 

~ 

0 

" 

o 

.~ 

I",. 
V 

~; 

'" 

'" .-r;'t 

\! 

C: 

\\ , 

C) 
Cl 

(. 

STEP 1 
HOW GOOD 01 S.YOUR JURY SYSTEM? 

~ . - . -

,0 

o 

(j 

o 

Gl 

4 

: , 

"" " 
I 

, 



7 I 

OUTLINE FOR STEP 1 

Introduction 
General Diagnosis 
Specific Diagnosis 
Objectives and Priorities for Jury System Improvements 

THE PURPOSE OF STEP 1 IS TO: 

1) Challenge the court manager to answer the question, 
"HoW' good is your jury system?" 

2) Provide a format which may be used to compare the 
performance of the jury system with recommended 
national standards. 

3) Lead the court manager from data collection and 
analysis to setting objectives and priorities 
for jury system improvements. 

The Center for Jury Studies and the Law Enforcement 
Assistance Administration, using the experience from many 
courts covering many years of jury system improvements, 
defined twelve elements for effective jury management. 
These elements, which they felt were the proven aspects 
of jury system improvements, provided the central focus 
for jury improvement in the states participating in the 
LEAA Incentive Program on Juror Usage and Mana.gement. 
While the process descri.bed in this Action Plan Guide 
may be applied to any set of system standards, the 
standards referred to in this Guide are those defined 
in the Methodology Manual for Jury Systems, prepared by 
the Center for Jury Studies. 

5 
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SlIP 1 - HOlV GOOD IS YOUR JURY SYSTEr1? 

Step 1 is divided into three sections. The first 

section is a general diagnosis of the jury system and 

challenges the court manager to answer the question, 

"How good is your jury system?" Completing the general 

diagnosis will point to areas in the jury system in need 

of improvement. The court manager can then proceed 

to the second part of Step 1 which provides a more 

specific diagnosis. Having completed the specific diagnosis, 

the court manager is then in a position to complete the 

third part of Step 1 which is to state objectives and 

priorities for jury system improvements. 

General Diagnosis 

The form on the following page challenges the court 

manager to spend less than one hour answering the question, 

"How good is your jury system?" As stated previously, the 

questionnaire can be answered by a person who knows the 

number of jurors serving each year, and who has some 

knowledge of jury system operations and the jury system 

budget. 

It may be necessary to perform some data analysis in 

order to answer some of the questions. Review of the 

appropriate material in the Methodology Manual, indicated 

in the third column of the foldout, will provide additional 

assistance. 

6 



; ! 

, , 

Court managers who answer "yes" to all the questions 

may wish to terminate the process and send a press release 

to the local newspaper indicating how well the jury system 

is operating. For most court managers, however, the 

results of this analysis will raise some questions about 

the equity of the jury system, the amount of money being 

spent to operatp- the jury system, and the amount of 

hardship jury service is imposing on those citizens who 

serve. 

A THIRTY MINUTE LOOK AT YOUR JURY S.YSTEM 

A. Can you defend your jury system? 

1. Do you have an eligible population coverage of 85% or more? 

2. Do you have a written and public excuse policy? 

3. Do you select jurors at random at all times? 

4. Are your jury system procedures writ~en, public, and 
approved by the Bench? 

B. Are you spending too much money on your jury system? 

1. Do you have combined qualification and summoning? 

2. Do you use first class mail? 

3. Does each juror serve in trial or voir dire 
on each day called in? 

4. Do you have an administration cost per juror of 
less than $5? 

5. Do you have an orientation program lasting one hour 
or less on the first day of juror service? 

6. Do you have a telephone call-in system? 

C. Are you being fair to the citizens? 

1. Have you eliminated class exemptions? 

2. Do you allow postponements? 

3. Is your term of jury service one week or less? 

4. Do you provide prospective jurors with instructions 
in the summons to minimize their calls to the court 
for further information? 
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IF NO, PROCEED TO 
METHODOLOGY MANUAL 

Element 2 

Element 4 

Element 2 

Element 1 

Element 3 

Element 3 

Elements 7-12 

Element 12 

Element 5 

Element 10 

Element 4 

Element 4 

Element 6 

Element 5 

BENEFITS TO BE DERIVED 
IF SYSTEM IS IMPROVED 

Defend system against legal challenge. 

Consistency. 
Defend system against legal challenge. 

Defend system against legal challenge. 

Defend system against legal challenge. 

Reduce paper work. Decrease postage. 
Increase yield. Cost savings. 

Cost savings 

Improve juror satisfaction. 
Improve juror utilization. Cost savings. 

Cost savings 

Improve juror satisfaction. 
Assure efficient use of staff's time. 

Improve juror utilization. Cost savings. 

Increase yield. 

Improve juror satisfaction. Increase yield . 

Improve juror satisfaction. Increase yield. 

Improve juror satisfaction. 

- -----------------

I 
'I 

~ 
Specific Diagnosis 

Court managers who wish to continue to analyze their 

i jury systems should proceed to the appropriate section 

of the Methodology Manual indicated in the third column 

of the foldout. To complete this diagnosis, the court 

manager will need at least three months of data and will 

need to follow the analysis described in the Methodology 

Manual. 

Having completed the data collection and analysis, 

t~e court mqnager then should be able to answer the 

diagnostic questions on, the following worksheets and 

complete the Element Profile on page 20. 
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ELEMENT #1: JU~Y SYSTEM MANAGEMENT PLAN 

STANDARD: . Every jury system should have a written plan 
detailing the responsibilities, policies, costs, 
statutes, and operational procedures necessary 
for an effective and efficient jury system. 

DIAGNOSTIC QUESTIONS: 

Does my court have a written Jury System 
Management Plan? 

Is the plan sufficient enough in detail to 
defend the system against legal challenges? 

In the event of my absence or retirement 
could a new manager use the plan as a guide 
for supervising day to day operations? 

Has the Jury System Management Plan been 
reviewed by the Bar Association? 

PLANNED EFFORT: 

What are your plans for improving the jury 
system. in this area? 

10 

YES NO 

ELEMENU' #2: SOURCE LIST 

STANDA~O: The coverage of the source list(s) should 
exceed 85 percent of the population eligible 
for jury duty. . 

DIAGNOSTIC QUESTIONS: 

Does the present source list(s) have an 
elig~ble population coverage of 85% or more? 

If not, is the coverage sufficient to defend 
against legal challenge? 

What is the coverage of the source list(s)? 

Are certain groups under-represented? 

How often is the source list(s) updated? 

Has every effort been made to provide a 
good source list? 

PLANNED EFFORT: 

What a~e your plans for improving the jury 
system in this area? 

11 

YES NO 
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ELEMENT #3: QUALIFICATION AND SUMMONING 

STANDARD: Qualification and ,summoning should be 
accomplished through, the delivery of one 
document by first class or bulk mail. 
The yield of the combined process or of 
both processes taken together should exceed 
40 percent. 

DIAGNOSTIC QUESTIONS: 

Is combined qualification and summoning used? 

Is first class or bulk mail used? 

What is the overall yield of the qualification 
and summoning process? 

Is the overall y~eld of qualification and 
summoning 40 percent or more? 

How much could be saved if the court: 

Combined qualification & summoning 
Used first class mail 
Had an overall yield of 40% 

Personnel Postage 

PLANNED EFFORT: 

. " . 

What are your plans for improving the jury 
system in this area? 

12 
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ELEMENT #4: 

STANDARD 

EXEMPTIONS, EXCUSES, AND POSTPONEMENTS 

Class exemptions should be eliminated. 
Excuses should' be granted only in cases 
of hardship. The court should qevelop 
a standard policy regarding the granting 
and grounds for excuses. Postponements 
should be readily available when valid 
grounds are presented. All exemptions, 
excuses, and postponements should be 
handled by mail or phoneprior·to reporting 
and should not require a personal appearance. 

DIAGNOSTIC QUESTIONS: 

Estimate the yi~id increase ~f: 
class exemptions are elimi,nated 

- permanent excuses are minimized 
- postponements are allowed 

Estimate how the excuse rate is affected by the 
term of service. 

Are the excuse and postponement policies 
defensible against legal challenge? Yes No 

Estimate the cost savings if all excuses 
were handled by mail or phone prior to , 
reporting and personal appearances were 
eliminated. 

PLANNED EFFORT: 

What are your plans for improving the jury 
system in this area? 

13 , 
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ELEMENT #5: ORIEij'TATION 

STANDARD: The check-in and in-court orientation process 
should be completed in less than one hour on 
the first day of attendance for anticipated 
assignment to court. 

DIAGNOSTIC QUESTIONS: 

Is check-in and in-court orientation completed 
in one hour or less on the first day of juror 
service? 

Does the orientation adequately explain (1) jury 
system procedures; (2) facilities; and (3) court
room procedures? 

Does the orientation explain courtroom procedures 
in too much detail? 

Is there a standard format for orientation and is 
it delivered in a professional manner? 

Estimate the cost savings if juror orientation 
was conducted the first day of service. 

PLANNED EFFORT: 

What are your plans for improving the jury 
system in this areq? 

14 

YES 

$ 

NO 

ELEMENT #6: 

STANDARD: 

TERM OF SERVICE 

A term of one-day/one-trial should be established 
by the applicant as standard jury system policy 
or should be achieved as the actual term of service. 

DIAGNOSTIC QUESTIONS: 

Is the term of service one week or less? 

If the term of service was reduced would the 
yield increase? 
Estimate by how much: 

Does the term of service cause a hardship on 
those summoned for jury duty? 

PLANNED EFFORT: 

What are your plans for improving the jury 
system in this area? 

15 

',. 

1 \ 

, 



ELEMENT #7: 

STANDARD: 

ELEMENT #9: 

STANDARD: 

JUROR UTILIZATION 

Juror utilization standards are reflected in a 
number of indices that have been developed. ~hese, 
indices should address periods of at least one week. 
1) Juror utilization is considered satisfactory if 

the percentage of ' prospective jurors present who 
experience voir dire equals or exceeds 100 p~rcent. 
(Juror utilization in exces~ of 100 perce~t 1S 
possible through the reuse of chall~ngedJuro7s.) 

2) Juror utilization is considered sat1sfactory 1f 
the percentage of prospective jurors present who 
are sworn as jurors exceeds 50 percent. 

3) The number of prospective juror~ ip service should 
not exceed the peak demand for voir di~e or trial 
by more than 20 percent in any given week. 

CALENOAR COORDINATION 

1) The court should concentrate jury trial activity 
to achieve at least Llree trial starts on any day 
that the venire is called in. · 

2) The number of days on which prospective jurors 
appear and n6 jury trials begin should be,less 
than 10 percent of the days when prospect1ve 
jurors are called to court. 

ELEMENT #10: STANDBY JURORS 

STANDARD: The court should establish a procedure to predict 
the number of jury trials to be conducted a day 
in advance and have the means to notify prospective 
jurors of their need to report based on that pre
diction. Mid-day notification to augment the 
morning jury pool should be provided if advan
tageous to the citizen and the court. 

ELEMENT #11: VOIR DIRE 

STANDARD: One- or two-judge courts should be encouraged 
use multiple voir dire practices extensively. 
Three- to six-judge courts should be urged to 
use the single day of empanelment method. 
Larger courts may find two or more empanelment 
days more suitable to their needs. 

to 

DIAGNOSTIC QUESTIONS FOR ELEMENTS #7, #9, #:10, and #11: 

Estimate the annual cost saving in jury fees if: 

- overcall ~17as minimized 
jurors were reused 

- standby systems were instituted 
- mid-day call-in was instituted 

$_--
$_--
$_-
$_--

Estimate the extra cost-involved if the court 
uses a standby call-in system when the court 
calls the juror. $ 

----
PLANNED EFFORT: 

What are your plans for improving the jury 
system in these areas? 

17 
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ELEMENT #8: 

STANDARD: 

STANDARD PANEL SIZES 

The average number of panel meniliers not reached 
in voir dire shall not exceed 10 percent of the 
standard panel size. The need for panels in 
excess of the standard size should be accomplished 
through prior-day notification. 

DIAGNOSTIC QUESTIONS: 

Estimate the savings in jury fees if panel sizes 
were minimized. $ ________ __ 

PLANNED EFFORT: 

What are your plans for improving the jury system 
in this area? 

18 

ELEMENT #12: 

STANDARD: 

MONITORING AND CONTROL 

The cumulative result of individual actions 
affecting the utilization of jurors can be 
9resented through indices which basically 
co~pare total time in jury service to productive 
time in jury service. These indices should 
be used: 

STANDARD 
INDICES 6-person juries l2-person juries 

JDP"T 24 40 
PBI 18 30 

Juror Days Per Trial (JDPT) - computed by 
dividing the number of juror days served by 
the number of trials. 
People Brought In {PBI} - computed by dividing 
the number of juror days served, less the juror 
days on continuing voir dire or trials, by the 
number of trials. 

DIAGNOSTIC QUESITONS: 

Does the court regularly review the performance 
of the jury system (i.e., collect, analyze data 
and compare against standards) and consider new 
standards for system performance? Yes No 

PLANNED EFFORT: 

What are your plans for improving the jury system 
in this area? 

19 
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SYSTEM ELEMENTS 

1. JURY SYSTEM PLAN 

2. SOURCE LIST 
- Eligible population coverage 

3. QUALIFICATION/SUMMONING 
- Mail 
- Yield (total) 

4. EXEMPTIONS, EXCU~[S, 
POSTPONEMENTS 
- Class exemptions 
- Excuses 

- Excuse policy 
- Postponements 
- Exclusions 

5. ORIENTATION 

6. TERM OF SERVICE 
- Usual appearances in pool 

7. JUROR UTILIZATION 
- Voir dire attendance 
- Trial attendance 
- Service - Peak [Overcall] % 

Service 
8. PANEL SIZES 

Not reached 
- Large panels 

9. CALENDAR COORDINATION 
- Panel calls per day 
- Zero panel call days 

10. STANDBY PANELS 
- Prediction formula 
- Standby call-in 
- Mid-day notice 

11. VOIR DIRE 
- Multiple voir dire 
- Single-day empanelment 

12. MONITORING AND CONTROL 
- JDPT 
- PBI 

Element Profile 
Court, ______________________ _ 
Date 
Data~P~e-r~i-o~d------~-----------

STANDARD IS STANDARD MET? CURRENT 
LEVEL 

PLANNED 
EFFORTS 

Develop 
Obtain approval 

>85% 

Combined 
1st cl ass/bulk 

>40% 

None 
Granted for 
hardship only 
Develop written 
Allow 
Mail or phone 
pri or to rptng. 
1st day of attndnce 

<1 hour 
OD/OT 
One day 

>100% 
>"50% 
<20% 

<10% 
Prior 
notification 

>3 
<10% 

Develop 
Develop 
Consider 

Consider 
Consider 
6- 12-Member 
24 40 
18 30 

20 

Yes No 

Objectives for Jury System Im~rovements 

Completing the Element Profile provides the court 

manager with an analysis of the jury system. Considering 

the results of this analysis, management should answer 

the next two questions: 

WHAT IMPROVEMENTS SHOULD BE MADE? 

IN WHAT, ORDER SHOULD THE CHANGES BE IMPLEMENTED? 

The first question should be 'answered by consulting 

the data and conclusions compiled by the previous analysis. 

The results of this analysis should point clearly to areas 

of the jury system in need of improvement. 

The second question addresses the order in which the 

changes should be implemented. Court managers usually 

consider three major factors when determing 9 r iorities 

for system change. The factor are: COST, EASE OF 

IMPLEMENTATION, and NEED. 

There may be other important factors unique to a 

local court environment, but experience supports the 

consideration of at least these three in the process of 

determining priorities. 

Cost. 1) Cash Outlay. How much will it cost to 

implement the improvements? Are funds available in the 

current budget or will a lack of funds necessitate postponement 

until the next fiscal year? Can the present personnel implement 

21 
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the changes or will additional personnel be required? 

2) Cost Savings. Some of the improvements ' 

may result in substantial cost savings for the court. 

For examples, note the number of times that a cost 

savings is indicated in the fourth column on page 8. 

Recognizing the areas where a cost savings might be 

realized could be a positive factor in determining 

priorities. 

Ease of Implementation. Some jury system improvements 

are easier to implement than others; examples are, an 

orientation film (described in Element 5 of the Methodology 

Manual) and a standby juror call-in system (described in 

Element 10 of the Methodology Manual) . 

Need. How much does the court need this change in 

order to improve citizen satisfaction with juror service? 

Will this change improve the capacity of the court to meet 

constitutional and statutory requirements? Will this change 

improve the image of the jury system in terms of fairness, 

efficiency, and convenience to litigants and jurors? 

When identifying priorities, consider these three 

major factors, where applicable, in addition to other 

factors which may apply to your particular location. 
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Provided below, as an example, is a completed copy 

of the worksheet entitled, "Objectives for Jury System 

Improvements" • Completing this worksheet requires the 

court manager.to state the major objectives for improving 

the jury system, or to answer the question, "What changes 

will be made?" The second column of this worksheet asks 

the question '''When?'' in terms of whether the improvements 

will be immediate or long range. The third and fourth 

columns require a brief statement of the factors or rationale 

that determined the priority given each objective. Infor-

mation from this worksheet will be used to develop the 

proposal to the judges which is described in Step 4. 
OBJECTIVES FOR JURY SYSTEM IMPROVEMENTS 

WHAT 
What changes will be made? 

Term of Service 
Reduce term of service from two weeks 
to one-day/one-trial. 

Juror Utilization and Standby Jurors 
Improve juror utilization by 
implem~nting standby juror system 
and developing a prediction formula. 

Orientation 
Improve juror orientation by 
replacing film with slide show 
and using juror handbook. 

Streamline juror check-in process 
by eliminating juror roll call. 

Postponements 
Allow postponements. 

Source List 
Increase coverage of source list. 

Qualification/Summoning 
One step qualification and summoning. 

WHEN 
Immediate or 

Long Range 

Immediate 

Immediate 

Immediate 

Immediate 

Immediate 

Long Range 

Long Range 
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Factors 
Considered 

Need 
Reinforcement 

Need 
Cost savings 
Reinforcement 

Need 
Easy 

Need 
Easy 

Need 

Need, Costly 
Difficult 

Cost savings 
Difficult 

WHY 
Benefits 

Increase yield and 
juror satisfaction. 

Improve juror 
utilization. 
Cost savings. 

Increase juror 
satisfaction. 

As~ure efficient use 
of staff's time. 

Increafle yieJd and 
juror satisfaction. 

Defend system 
against legal 
challenge. 

Increase yield, 
cost savings, 
decrease paper work 
and postage. 
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. WALK THE TRACK ORDQCUMENTING SYSTEM OPERATIONS 
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OUTLINE FOR STEP 2 

Introduction 
Example - System Documentation 
How to "Walk the Track" 
Documenting the Present System 
Documenting the Proposed System 
IdentifYing Tasks 
Statement of Major Procedural Changes 

THE PURPOSE OF STEP 2 IS TO: 

1) 

2) 

3) 

4) 

Describe the importance of docum~nting in 
detail the present system, proposed system, 
and tasks when planning major system changes. 

Describe how to "Walk the Track". 

Describe how to communicate system changes with 
staff and gain their Support. 

Illustrate how to summarize the system documentation 
into a Statement of Major Procedural Changes. 

25 

STEP 2 - WALK THE TRACK OR DOCUMENTING SYSTEM OPERATIONS 

The analysis completed in Step 1 identified objectives 

for improving the jury system. Step 2 addresses the 

questions, 11How will the new system operate? II and "tvhat 

must be done to implement the desired changes?" This step 

describes how documenting the present system, proposed 

system, and tasks, through a technique called "Walk the 

Track" will assist the court manager in planning the 

implementation of the objectives. 

This process is similar to the renovation of an old 

building. The builder initially examines the existing 

structure and documents in detail how the building is 

put together. It then becomes necessary to sketch an 

outline of the desired changes, drawing from the strengths 

and weaknesses of the existing building. The next step is 

to define the architectural and construction tasks necessary 

for renovation. These three steps, accompanied by a cost 

analysis, prepares the builder for a Successful construction 

project. 

Implementing change in the jury system is also a 

renovation project. The jury manager is working from an 

existing system, determining desired improvements, and 

defining the tasks necessary to implement the changes. 
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One of the keys to successfully implementing change is 

thorough and accurate documentation. Again, to use the 

building renovation as an example, one need not look far 

to see the results of poor documentation on the building 

of ho~ses or other buildings. Attention to detail determines 

the quality of the construction. The level of detail applied 

to the documentation of the present system, proposed 

system, and tasks will determine the efficiency of the 

change process and the ultimate quality of the new jury 

system. 

To emphasize the need for the manager to pay attention 

to detail and the necessity for close detailed documentation 

of the existing system, the title "Walk the Track" has 

been selected to describe the process of system documentation. 

Consider the attention to detail required by the railway 

track inspector as he literally "walks the track" looking 

for an imperfectiqn or defect. A loose spike, a cracked tie, 

or a deteriorating bridge support, if undetected could 

result in tragedy. As court managers "Walk the Track" in 

courts, their attention to detail can have a profound effect 

on the outcome of the system changes. 

"Walk the Track" is a process a manager should 
complete when planning major improveme.nts. 
It is a technique used to identify and accurately 
describe the essential parts of a system. 

27 

, l 

When planning major system improvements, it is crucial 

that the present system, proposed system, and tasks be doc

umented in detail. Thorough documentation of the existing 

system, will provide the opportunity to examine the current 

operations, step by step, and identify completely all 

essential parts. Documenting operational changes of the 

proposed system by specific operating steps will make it 

possible to observe how the proposed system will function, 

and it will provide the easiest and most effective way 

to explain changes to the court and other interested 

parties. By defining in detail the tasks necessary to 

implement desired changes, the court manager will be able 

to identify the impact the planned objectives have on the 

present system. 

Completing the "Walk the Track" process will result 

in a detailed system documentation; an example is provided 

in the following foldout. 

28 
I 



- ._. -. -- ..• "--...... -~ ._._._.-- ~--~ .. -~-.. ~-.-,---~-.---~--.-----........ -.--.... --------.----"-~-..... -.-------'~~~--~----'.-'-----""-'~-------------""'--------""-''-------'----~---~-'-''---~--~,-. -... - .. ~--.~ -_ .. -.-- .. 

SYSTEM __ ~Q~UA~L=I=F~I~C=AT~I=O=N~ ____________ _ 

r-________ -2p~RE~S~E~N~T~ ______________ r_--------2P~R~O~P~O~S~E~D~--------~.~.~r_-----------~~':~~~~~,----------~ 

1) Jury Commissioners notify computer 
operation to randomly extract 20,000 
names from voter registration list, 
not including those sent questionnaires 
within past two years. 

2) Computer prints labels (names and 
addresses) and delivers to Jury 
Commissioners. 

3) Computer printout of 20,000 names 
(including addresses) delivered to 
Jury Commissioners. Juror number 
assigned alphabetically by computer. 

4) Labels manually applied to 
envelopes by staff. 

5) Preprinted questionnaires, letter 
of instruction and return envelope 
manually stuffed into cover envelope 
by Jury Commissioner's staff. 

Cost - questionnaire, letter, 
return and cover envelopes-4.7¢ 

Postage - deliver & return 30.0¢ 
34.7¢ 

6) Of 20,000 questionnaires 
1,000 undeliverable, 
4,000 no response, 
yield 75%. 

mailed, 

7) Completed questionnaires screened 
manually by Jury Commissioners. 

8) Questionnaires of those qualified 
alphabetized and delivered to 
computer operations for key punching 
(name, address, age, phone numbers 
and occupation) • 

9) Yield - 9,000 or 45%. 

10) Jury Commissioners take 
appropriate action against those who 
have not returned questionnaires. 

11) Comput~c prepares alphabetical 
list of 9,~00 qualified jurors. 
Six copies prepared and delivered to 
Jury Commissioners for distribution. 

~.2. ».:. 

1) Same except increase to 60,000. 

2) Eliminate. Computer prints names 
and addresses onto continuous data 
mailers, sorts by zip code. 

3) Same. 

4) Eliminate. Computer prints names 
and address onto continuous data 
mailers. 

5) Eliminate with use of continuous 
data mailers. 

Cost - data mailers 
Postage - deliver 

4.9¢ 
13.0¢ 
10.0¢ 

27:9¢ 
Postage - return postcard 

6) 

7) 

Of 60,000 questionnaires mailed, 
estimate 3,000 undeliverable 
estimate 6,000 no response, 
estimate yield 85%. 

Same. 

1) Evaluate data to determine 
increased number to be qualified. 
Contact voter registration and 
determine if source list is large 
enough to handle increase in number 
being qualified. Consider multiple 
source list. Coordinate changes 
with computer operations. Review 
new procedures with staff. Revise 
timetable for mailing questionnaires 
to handle increase. 

2) Design and order questionnaire 
form (obtain copies of forms used by 
other courts, design new form and 
circulate to key personnel for input, 
coordinate through County Purchasing 
Department). Coordinate changes with 
computer operations. Order pre-sortee 
zip code permit from post office. 
Notify staff of procedures for sorting 
mail by zip code. 

3) Review need for printout with 
JUrY Commissioners. Consider 
elimination. 

6) Review data and estimate yield. 
Monitor yield. 

7) Consider keypunching returned 
questionnaires. 

Review with staff need for specif:L 8) Questionnaires of those qualified 8) 
delivered to computer operations juror information and consider 

elimination and/or addition of 
information. 

for keypunching (name, address, age, 
phone numbers and occupation). 

9) Estimate yield 35,000 or 58%. 
Actual yield 37,800 or 63%. 

10) Same. 

11) Same except eliminate distri
bution. One copy of list prepared 
and delivered to Jury Commissioners. 

9) Review data and estimate yield. 
Monitor yield. 

10) Consult with Jury Commissioners 
to discuss possibility of computer 
forwarding second questionnaire to 
those who do not respond to first 
mailing. 

11) Determine if distribution of 
list can be eliminated. 

SUMMONING 
SYSTEM ________________________ __ 

PRESENT 

1) Six weeks prior to each calendar 
quart.er computer randomly draws 1500 
names from Master List; each assigned 
to one of five two-week terms of 
service. 

2) Labels prepared by computer 
operations and delivered to Jury 
Commissioners. Labels applied 
manually to summons. 
Cost - summons 

- postage 
- return postage 

l3¢ 
l5¢ 
10¢ 
38¢ 

3) Computer prepares six copies of 
printout (name, address, age, 
occupation, phone number) for each 
two week panel and delivers to 
Jury Commissioners. Juror number 
from Master List i.ncluded on printout. 
List is alphabetized by computer. 

4) Computer prepares payroll sheets 
and roll call sheets for each two 
week panel and delivers to Jury 
Commissioners. 

5) Jury commissioners pull quali
fication questionnaires to correspond 
to names on printout for each two
week term of service. Questionnaires, 
which are a year old, are alphabetized 
and sent to Jury Marshalling Room for 
use during voir dire. 

6) Jury Commissioners spot check 
names and addressed printed on 
summons prior to mailing. 

7) Summons and one copy of printout 
delivered to Sheriff's Office. Clerk 
in Sheriff's Office hand stuffs 
sum~ons and information sheet into 
envelope. 

PROPOSED 

1) Monthly Court Administrator 
determines number of jurors to be 
summoned each day jury trials are 
scheduled for the next four weeks. 
At least half of those summoned are 
identified as standby jurors. Standby 
jurors are instructed in summons to 
call a certain telephone number the 
night before their service date and 
a recorded message informs them if 
they are to report. 

2) Eliminate. Computer prints names 
and address directly on summons. 
Cost - summons 5.8¢ 

- postage l5.0¢ 
- return postage 10.0¢ 

30.8¢ 

3) Computer prepares three copies of 
printout (name, address, age, 
occupation, phone number) for each day 
jurors are summoned and delivers 
printout to Jury Commissioners. New 
juror number assigned to be used for 
standby system. 

4) Eliminate. Payroll is computerize 
thereby eliminating payroll sheets. 
Roll call is eliminated and replaced 
with attendance sheets. 

5) Eliminate. Replace with voir dire 
questionnaire which is mailed to 
jurors in summons packet with 
instructions to complete and bring 
with them their first day of service. 

6) Same. Jury Commissioners 
instructed to input any corrections 
to names and addresses into computer 
on-line. 

7) Eliminate 
data mailers. 

with use of new 

8) Prospective jurors return card 8) Same. 
to Sheriff's Office acknowledging 
receipt of summons. Clerk in Sheriff' 
Office checks name on printout when 
card received. Jury Clerk takes 
appropriate action against those who 
do not return card acknowledging 
receipt of summons. 

1) Design and order new SUmmon 
form. Obtain copies of forms used 
by other courts, design new form 
and circulate to key personnel 
for review and input, order new form 
through County Purchasing Dept. 
Coordinate design changes with 
computer operations. Order tele
phone answering equipment. Develop 
prediction formula. 

2) Coordinate with computer 
operations. 

3) Consult with Jury Commissioners 
and determine if distribution can 
be eliminated. Coordinate changes 
with computer operations. 

4) Consult with County Finance 
Director, Controller and Treasurer 
regarding computerization of payroll. 

5) Obtain approval of Court Admin
istrator and President Judge to 
eliminate old questionnaire and 
replace with new questionnaire. 
Design voir dire questionnaire to 
be included in summons packet and 
circulate to key personnel for 
review and input. Coordinate 
changes with Jury Commissioners 
and staff. 

6) Train Jury Commissioners to use 
computer terminals. 

8) Review statutes and determine if 
acknowledgement card can b~ eliminated 
from sununons~ 
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SYSTEM 
EXCUSE/POSTPONEMENT 

PRESENT 

1) Jurors requesting excuse from jury 
duty are instructed on their summons 
to write to the Court Administrator. 
All correspondence is to be received 
at least five days prior to their 
service date. 

2) Requests to be excused from jury 
duty are reviewed by Court Admin
istrator. 

3) Clerk in Court Administrator's 
Office sends form letter to all 
who request to be excused. 

4) Names of those excused entered 
into computer on-line by Clerk in 
Court Administrator's Office. 

5) Requests for postponements denied. 

6) 300 summoned to serve two-week 
term of service, 150 excused, 
yield - 50%. 

PROPOSED 

1) Same except requests must be 
received seven days prior to service 
date. 

2) Same. 

3) Replace letter with post card. 

4) Same, except codes used: 
1 - excused permanently 
2 - excused, may be resummoned 

at a later date (these 
jurors are put into a 
separate file by the com
puter and if resummoned are 
summoned only as a regular 
juror) . 

5) Requests for postponements 
granted only if there is good 
reason. Requests for specific date 
for jury service denied. 

6) Because of reduced term of 
service being less of a hardship 
on jurors, estimate a yield of 75%. 
Actual yeild - between 70% and 80%. 

TASK 

1) Change wording on summons; 
coordinate change with Court 
Administrator. 

3) Design post card. Review draft 
of post card with Court Admin
istrator prior to ordering. 

4) Review new procedure with Court 
Administrator and coordinate changes 
wi th computer operations ," 

5) Coordinate with computer oper
ations and Court Administrator. 

6) Estimate yield. Monitor yield. 

~-.,---------------------------~--------______________ ~. ____________ , ____________ -J 

SYSTEM REPORTING/ORIENTATION 

r-~ ______ .... __ ~P~RE~S~E~N~T~ ______________ -r ___________ ~P~R~OPO~S~E~D~ ____________ ~ ____________ ~T~A'~:R1K .... __________ ~ 

!";; )Jury ~~f'_rk delivers to staff in 
Jury Marshalling Room pay sheet and. 
roll call sheet prior to date jurors 
arrive for two-week term of service. 

2) Jury Clerk delivers to JMR 
qualification questionnaires which 
have been alphabetized. 

3) 9:00-9:30 - Jurors arrive, parking 
ticket stamped, badges distri
but'ed, jurors complete voir 
dire questionnaire. 

9:30-10:00 - Roll Call 
10:00-10:05 - Welcome by Court Adm. 
10:05-10:15 - Instructions by Clerk. 
10:15-10:45 - Film 
10:45 - Jurors ready for panel 

assignment. 

4) Those jurors who do not report 
for jury dut,y are entered on-line 
as absent. Jury Staff takes 
appropriate action against those 
who do not report for jury duty. 

1) Attendance sheets prepared each 
morning by computer operations and 
delivered to" JMR prior to time jurors 
arrive. Roll call eliminated. 
Payroll computerized, therefore pay 
sheets elimina'ted. 

2) Eliminate. Replace with voir 
dire questionnaire which is forwarded 
to jurors with summons. 

3) 8:~0-9:00 - Juror~ arrive, 'par~ing 
ticket stamped, badges distri
buted. Jurors turn in summons 
voir d.bre questionnaire at 
registration desk. 

9:00-9:05 - Welcome by Court Adm. 
9:05-9:25 - Eilm 
9:05-9:25 - During film, staff 

checks jurors present on 
attendance sheet. Eliminate 
roll call. 

9 : 25-9 : 30 - Instruc,tions by Clerk. 
9:30 - Jurors ready for panel 

assignment. 
4) Same. 

1) Review !lew procedures with staff 
and coordinate changes with computer 
operat;ons. Develop backup system 
for attendance when computer is 
inoperative. 

2) Review new procedure with staff. 

3) Order new IIjuror" badges. Desgi 
and order IIJuror Handbook" (obtain 
copies of handbooks from other court" 
draft handbook and circulate to 
President Judge and Court Adminis·. 
trator for approval, retain artist 
to design cQver·for handbook, coor
dinate prin';ing of handbook with 
purchasing Dept.). Replace 30-minute 
film with 15 minute slide show 
(obtain copies of narrative used in 
other juror orientation presentation" 
draft narrative and circulate to 
President Judge for review and 
approval, order equipment, retain 
photographer, retain narrator, 
synchronize audio with visual) . 
Review new orientation and regis
tration procedures with staff. 

SYSTEM Panel Assignment 

PRESENT 

1) Court Clerks notify JMR of number 
of jurors required for trial 

2) Clerk in JMR enters data regarding 
panel request on-line (date, judge's 
name, courtroom, docket number, number 
of jurors requested). 

3) Computer prints four copies of 
panel list (name, address). Three 
copies of list sent to courtroom 
with jurors, fourth copy retained by 
staff in JMR. 

4) Upon completion of voir dire, Court 
Clerk returns panel list indicating 
rejected jurors to JMR. Rejected 
jurors return to JMR. Clerk in JMR 
enters names of jurors on-line for 
reassignment. 

5) Jurors assigned to a trial that 
continues to following day are 
instructed by Judge to report directly 
to courtroom. 

6) Upon trial completion: 
- panel sheet indicating date and 

time trial completed returned to 
JMR with jurors, 

- Jury Clerk enters trial completio 
on-line. 

SYSTEM PAYNENT 

PRESENT 

1) At end of two-week term of service 
Jury Clerk indicates on pay sheet 
the number of days each juror should 
be paid. Pay sheet fon.arded to 
Controller's Office for processing. 

2) Controller's Office prepares 
juror paychecks manually. 

3) Jurors receive checks approximatel 
six weeks after end of service. 

PROPOSED 

1) Same. 

2) Same. 

3) Same. 

4) Upon completion of voir dire: 
- first day jurors return to JMR 

for possible reassignment, 
second day jurors are dismissed 
directly from courtroom, 
Court Clerk returns panel list 
to JMR indicating rejected 
jurors, Clerk in JMR enters 
names of jurors on-line for 
reuse. 

5) Same. 

6) Upon trial completion: 
- panel sheet indicating date and 
time trial completed retu~ned to 
JMR by Court Clerk, 
- Jurors dismissed directly from 
courtroom, 
- Clerk in JMR enters trial com

pletion on-line. 

PROPOSED 

1) Juror payroll (checks and pay 
register) prepared every Friday night 
by computer. Checks prepared for all 
jurors who reported during that week 
for one day of service and for all 
jurors who served on a trial that was 
completed during that waek. 

Extra copy of pay register forwarded 
to Clerk in JMR for verification. 
Clerk notifies Controller's Office 
of any additions or deletions to 
pay register. 

2) Eliminate. Computer prepares 
chpcks and forward to Controller's 
office (with pay register) for 
processing. 

3) Jurors receive checks approximatel 
one week after end of service. 

TASK 

3) Develop manual system for panel 
selection for times when computer is 
inoperative. 

4) Review procedures with staff. 
Coordinate with computer operations. 

6) Review procedures with staff. 
Coordinate with computer operations. 

'I'ARK 

1) Review procedure for computerizat on 
of juror payroll with Controller, 
lreasurer and computer operations. 

Coordinate procedure with staff and 
Controller's Office. 

2) Coordinate with computer 
operations and Controller's Office. 
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HOW TO WALK THE TRACK 

.Documenting the Present System 

1. List in chronological sequence the activities 
involved in the jury system operation. 

2. Identify personnel involved in each major 
activity. 

3. Arrange individual interviews with personnel 
to identify specific operating steps. 

4. Arrange group meeting with staff to review 
the completed documentation and to establish 
that the descriptions are both accurate and 
complete. 

5. Document the costs and resources used to 
operate the present system (see Step 3). 

Documenting the Proposed System 

1. Identify objectives (see Step 1). 

2. Arrange individual interviews with personnel 
to discuss how the new system should operate. 

3. Arrange group meeting with staff to review 
the final documentation of the new system. 

4. Estimate the costs and resources necessary 
to operate the new system (see Step 3). 

Identifying Tasks 

1. Examine each operating step, both the present 
and the proposed, and determine what specifically 
must be done between now and the date of 
implementation to move from the present system 
to the new system. 

2. Describe tasks in as much detail as possible. 

3. Estimate the costs and resources necessary 
to complete the tasks (see Step 3). 

30 
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Documenting the Present System 

The first step in documenting the present system 

is to list in chronological sequence the activities in

volved in the jury system operation. The activities should 

be representative of the actual work flow process. Listed 

below is an example of a sequence of activities which is 

illustrated by the flow chart. 

1) Source list 

2) Qualification/summoning 

3) Excuse and postponement 

4) Call-in procedure 

5) Reporting and orientation 

6) Panel request and assignment 

31 

SOURCE 
LISTS 

IlISQUALIFICHIONS 
EXEMPTIONS 
EXCUSES 
POSTPONEMENTS 

T t"rlU ('lImrll'h'll 
Ih .. mi"'~11 

CALENI).IR 
COORflINA TlON 

The second step in documenting the present system is: 

to identify the personnel involved in each major activity. 

In large courts there may be many different offices ~r 

departments involved. In smaller courts the Court ~dminJ.strator, 

Court Clerk, or Jury Commissioner would probably handle all 

aspects of jury operations. Some states have centralized 

administration in which the state itself is responsible 

for certain aspects of the jury system. Therefore, the 

number of people involved in the system will vary from court 

to court and state to state. 

The third step in documenting the present system is 

to conduct individual interviews with employees to identify 

specific operating steps. The operating steps should include 

as many of the following details as possible: . 

Manual/Automated 

Who performs 
Who is responsible 

Paper work 

Time 

Cost 

Is the task performed manually 
or by a computer? 

Is the person who performs the 
task different from the person 
who is responsible for the task? 

Are there forms used to produce 
the task? Are reports generated? 

How long does it take to complete 
the task? 

What does it cost to complete the 
task? What does each form cost? 
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The fourth step in documenting the present system is 

to review the descriptions of the specific operating steps 

with the staff to establish its accuracy and completeness. 

The objective in completing this review is to obtain 

consensus from staff members that the descriptions are 

accurate and complete. 

The group interview may be the best technique for 

obtaining consensus. Copies of the system documentation 

should be distributed and the court manager should ask 

each staff member to review and approve or offer suggestions 

for modification. 

After the present system has been completely described 

by specific operating steps, management should document 

the costs and resources necessary to operate the present 

system, a process which is described in Step 3. 
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Documenting the Proposed System 

Implementing change successfully is one of the most 

difficult tasks that a manager will p'erform. In order to 

assure the successful implementation of objectives and a 

smooth transition from the present system to the new 

system, it is necessary that the manager plan the new system 

thoroughly, communicate changes to the staff, and gain the 

support of the staff. 

Each operating step of the present system should be 

examined and a decision made as to how the task(s) should 

be modified, if at all, in order to implement the objectives. 

Examples of how the present system documentation can be used 

to describe the proposed system are provided in the foldout 

on page 29. 

When pla.nning the new system, management may find it 

effective to communicate individually with each staff member, 

define the objectives of the new system, and ask for his/her 

help in describing what the new system will look like. 

Having each staff member involved in the planning process 

is an excellent way for management to introduce the new 

system and gain the support of the staff. 

The individual interview should begin with management 

providing a copy of the present system, described by operating 

steps, to the employee. Each operating step involving the 
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employee should be reviewed and a decision made as to how 

the task(s) could be performed under the new system. 

It is very important that each staff member be 

interviewed individually and be involved in the planning 

process. Failure of management to communicate system 

changes to the staff and gain their support may result 

in failure of the project. 

Listed below are some Do's and Don'ts the court manager 

should observe when conducting these interviews: 

Do talk to each staff member individually and 
help each member identify his/her role in the 
new system. 

Do attempt to capture the enthusiasm of the 
staff. 

Do try to identify those staff members who are 
interested in the project and ~ them. 

Do not try to plan the entire system by yourself; 
ask the employees for their help in describing 
how the new system should operate. 

Do ask the employees for their help in identifying 
where problems might arise. 

Do not hesitate to change your mind when an employee 
has a better idea for planning the new system. 

Do not have an answer for each problem; let the 
staff participate in the decision making process. 

Do not attempt to be responsible for all the changes; 
delegate to those who seem to be most interested 
in the project. 

35 

After the new system has been completely described 

by specific operating steps, management should estimate 

the costs and resources necessary to operate the new 

system, a process which is described in Step 3. 
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Identifying Tasks 

'rhe most comprehens·ive way to identify tasks is to 

examine each operating step, both in the present system 

and the proposed system, and determine what specifically 

must be done between now and the date of implementation 

to move from the present system to the proposed system. 

What management is actually doing is preparing a "do list", 

that is, listing those activities which must be completed 

to implement the objectives. 

The impact of the following should be assessed when 

identifying tasks: 

1) Space 

2) Employees 

3} Equipment 

4) Computer 

Will more off~ce space be needed? 
Does the present jury lounge need 
to be remodeled? 

Can the present staff handle the new 
procedures? ~'lill more staff need to 
be hired? Can some of the present 
staff positions be eliminated? 

Is there equipment that needs to be 
purchased? For example, a telephone 
call-in system for the new standby 
jury system, or a projector for the 
new orientation film? 

Will a mini computer need to be 
purchased? Can the present computer 
be used? Have all changes affecting 
the computer been discussed with the 
Director of the Computer Department? 
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5} Policies Do new policies need to be 
established? For example, a 
new excuse policy or approval 
of the Board of Judges to reduce 
the term of service. 

6) Job Descriptions Will job descriptions need to be 
rewritten? Should an orientation 
meeting with the staff be scheduled? 

7) Procedures Have all new procedures been dis
cussed with the staff? Does a new 
procedures manual need to be 
written? Does a prediction formula 
for the new standby system need to 
be developed? 

8) Time Do time tables need to be revised?' 

9) Forms Do new forms need to be ordered? 
Does a larger quantity of forms need 
to be ordered? Do the new forms need 
to be approved before they can be 
ordered? 

By defining in detail the tasks necessary to implement 

the objectives, management will be able to identify the impact 

the objectives have on the present system. 

After all the tasks have been identified, management should 

estimate the costs and resources necessary to complete the 

tasks, a process which is described in Step 3. 

38 

\1' 

, 
, 

() 

r 

I 



~-------~--- - -

Statement of Major Procedural Changes 

A Statemen·t of Major Procedural Changes is the product 

of the system documentation which was prepared 'by walking 

the track. 'l'his statement, in thef'orm illustrated below, 

is the easiest and most effective way to communicate the 

"'-~.-,-."--' ··~.-L 0' 

L=2 LJ 
[-'t, 
[~c) 

effect the stated objectives will have on the present system. [~ .r The items listed are the major tasks that need to be 

completed to implement the objectives. This statement will 

be used in the proposal to the judges described in Step 4. 

MAJOR PROCEDURAL CHANGES TO 

IMPLEMENT OBJECTIVES 

OBJECTIVES: Reduce term of service from two 
weeks to one-day/one-trial. 

Improve juror utilization by initiating 
a standby juror system and developing 
a prediction formula. 

Qualification 

1. Replace present qualification questionnaire 
with continuous data mailers. 

2. Modify present computer data base to handle 
increased paper work. 

3. Personnel, space and equipment remain same. 

Summoning 

1. Replace present summons with continuous 
data mailers. 

2. Modify present computer data base to handle 
increased paper work. 

3. Order telepnone answering device for standby 
jurors. 

3.. Personn~l and space remain same. 

Excuse and postponement 

1. 
2. 

3. 

Orientation 
1. 
2. 
3. 
4. 
5. 

Payment 

Replace excuse letter with postcard. 
Modify present computer data base to allow 
postponements. 
personnel, space and equipment remain same. 

streamline orientation. 
Replace 25 minute film with 15 minute slide show. 
Design and order juror handbooks. 
Eliminate roll call. 
Personnel and space remain ~ame. 

1. Compl.;terize juror payroll to h,;mdle increased 
paper work. 

2. Staff in Controller's Office presently preparing 
juro~ payroll can be relieved of their duties and 
reassigned. 

3. Equipment and space remain same. 
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OUTLINE FOR STEP 3 

Introduction 
Accumulating Costs 6f the Present System 
Estimating Costs of the Proposed System 
Identifying St~rt-up Costs 
Reporting Financial Information 

THE PURPOSE OF STEP 3 IS TO: 

1) Explain why it is important for the court 
manager to accumulate and report jury system 
costs when planning major system improvements. 

2) Illustrate how to use the Jury System Cost 
Worksheet to itemize costs of the present 
and proposed systems. 

3) Describe how to identify start-up costs of 
the new system. 

4) Illustrate how to summarize jury system costs. 
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STEP 3 - ACCUMULATING AND REPORTING 
JURY SYSTEM COSTS 

Court managers must be provided with proper financial 

information to make decisions relative to the court's 

objectives. In order to justify current expenditures 

and to make accurate budget predictions, the necessary 

financial data must be collected and appropriately 

presented. This requires the development of a process 

for taking bits of information and converting them into 

meaningful reports. 

There is no single system for accumulating and reporting 

financial information which can be used by all courts. The 

type of data needed by court managers will vary in relation 

to the size of the court and the degree of complexity of 

the system operations. However, when planning major 

system improvements, it is necessary to accumulate and 

report costs in three major areas: 

the presellt system; 

the proposed system; 

the start-up costs. 

After accumulating costs in these areas, consider the 

recommendations for reporting financial information on 

page 48. 
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Accumulating Costs of the Present System 

The Jury System Cost Worksheet is a convenient form 

for the court manager to use when tracking the costs of a 

jury system. The details of operating expenses are 

itemized on this worksheet, as illustrated below. The 

totals from this statement would then be transferred to 

a summary statement as described on page 48. 

JURY SYSTEM COST WORKSHEET 

PERSONNEL 
2 Jury Commissioners at $12,000/yr. 
1 Assistant Jury Comm. at $lO,OOO/yr. 
1 Secretary at $8,000/yr. 
1 Clerk at $8,000/yr. (Sheriff's Office) 
1 Clerk at $ll,OOO/yr. (excuse) 
1 Jury Pool Supervisor at $9,000/yr. 
2 Clerks at $12,000/yr. (payroll) 

POSTAGE 
Mail questionnaires 
Return questionnaires 
Mail summons 
Confirmation 
Excuse letters 

FORMS 
Questionnaires 
Swnmons 
Replace excuse 
Juror Handbook 

letter with postcard 

SPACE 
~ 10' office 
Jury popl Lounge 

JUROR FEES 
$9.00/day plllS $.13 roundtrip mileage 

DATA PROCESSING 
Update source list 
Prepare questionnaires for mailing 
Process returned questionnaires 
Prepare swnmons for mailing 
Attendance sheets 
Payroll 
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PRESENT 
ANNUAL COST 

20,000 x 
15,000 x 

6,000 x 
6;000 x 
3,000 x 

24,000 
10,000 

8,000 
4,000 
5,500 
9,000 
6,000 

65,500 

.]5=3,000 

.15=2,250 

.15= 900 

. 10= 600 
.15= 450 

7,200 

20,000 x.047= 
6,000 x.13 = 
3,000 x.OS = 

940 
780 
150 

o 
1,870 

no cash outlay 
no cash outlay 

5 hours 
5 hours 

50 hours 
20 hours 
20 hours 

280,000 

Most costs associated with operating a jury system 

can be stated by categories which are fairly standard to 

the entire jury system process. Costs should be collected 

for each of the following categories: personnel, postage, 

forms, equipment, space, data processing, and juror fees. 

A brief description of each of these categories is provided 

below: 

Personnel costs should include a statement of 
the yearly salary for each staff member involved 
in the jury system and the percentage of the 
work day devoted to jury management. 

Postage costs should be broken down by each major 
mailing and include the quantity mailed annually 
times the cost for mailing each item. 

Each form used should be listed as well as the 
quantity used annually and the cost of each. 

The equipment category should include the cost 
of renting equipment, the cost of maintenance 
contracts on equipment, and/or the cost of 
replacing equipment . 

Often the space utilized by jury operations 
is located in the county courthouse and rent is 
not paid. In such cases an indication of the 
size of the office or the size of the jury pool 
room would be sufficient. 

If a computer service is used, tha·t annual cost 
should be sta.ted. If an in-house computer 
is used, it might be easier to itemize the 
number of hours spent annually on each major task. 
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Estimating Costs of the Proposed System 

'Documenting the annual cost of operating the new system 

is a task which the court manager will want to perform in 

order to identify, 1) categories in which current funds might 

be insufficient, and 2) categories where a cost savings might 

be realized. The Jury System Cost Worksheet, illustrated 

below, has been designed so that the estimated costs of the 

proposed system can be easily compared with the costs of the 

present system. The totals from this statement would then 

be transferred to a summary statement as described on page 48. 

JURY SYSTEM COST ~;roRKsHr;ET 

PERSONNEL 
2 Jury Commissioners at $12,OOO/yr. 
1 Assistant Jury Comm. at $10,OOO/yr. 
1 Secretary at $8,000/yr. 
1 Clerk at $8,OOO/yr. (Sheriff's Office) 
1 Clerk at $ll,OOO/yr. (excuse) 
1 Jury Pool Supervisor at $9,000/yr. 
2 Clerks at $12,OOO/yr. (payroll) 

POSTAGE 
Mail questionnaires 
Return questionnaires 
Mail summons 
Confirmation 
Excuse letters 

FORMS 
Questionnaires 
Summons 
Replace excuse letter with postcard 
Juror Handbook 

SPACE 
f2T:X 10' office 
Jury Pool Lounge 

JUROR FEES 
$9.00/day pIllS $.13 roundtrip mileage 

DATA PROCESSING 
Update source list 
Prepare questionnaires for mailing 
Process returned questionnaires 
Prepare summons for mailing 
Attendance sheets 
Payroll 
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PRESE.NT 
ANNUAL COST 

24,00-01-' 
10,000 

PROPOSED 
ANNUAL COST 

24,000 
10,000 

8,000 
4,000 
5,500 
9,000 

8,000 
4,000 
5,500 
9,000 
6,000 Eliminate 

65,500 
o 

59,500 

20,000 x .15=3,000 
15,000 x .15=2,250 

6,000 x .15= 900 
6,000 x .10= 600 
3,000 x .15= 450 

7,200 

20,000 x.047= 940 
6,000 x.13 = 780 
3,000 x.05 = 150 

o 
1,870 

60,000 x 
51,000 x 
32,000 x 
32,000 x 
6,000 x 

.13= 7,800 

.10= 5,100 

.15= 4,800 

.10= 3,200 

.l::!= 600 
21,500 I 

1,60,000 
32,000 

I 6,000 
20,000 

x.049= 2,940 
x.058= 1,856 
x.02 = 120 
x.09 = 1,800 

6,716 

no cash outlay 
no cash outlay 
I I 

I 

no cash outlay 
no cash outlay 

I 
I, 5 hours 

5 hours 
50 hours 
20 hours 
20 hours 

280,000 I 
I 5 hours 

10 hours 
150 hours 

25 hours 
40 hours 
40 hours 

190,000 

-----~ ---~-

Costs of the proposed system should be collected fo-

each category listed on the Jury System Cost Worksheet, 

for example, 

PERSONNEL 

POSTAGE 

FORMS 

EQUIPMENT 

SPACE 

JUROR FEES 

DATA PROCESSING 

Are there staff members whose jobs 
will be eliminated, thereby realizing 
a cost savings? Will additional personnel 
need to be hired? 

Will the number of mailings increase? 
Can a savings be realized by pre-sorting 
mail or using a different class of mail? 

Will the new forms cost more or less 
than the present forms? 

Will the same equipment be used? Will 
the new equipment require maintenance 
contracts? Will the elimination of 
tasks allow the retirement or transfer 
of equipment now being used? 

Will more space be needed? Will the 
present facilities need to be remodeled? 

Will any of the planned improvements 
result in reduced juror fees. 

Will the present computer handle the 
increased paper w0rk? Will we need more 
computer time? Will computer programs 
need to be rewritten? 

As stated earlier, there is no single system for accumulating 

and reporting financial information which can be used by all courts. 

Court managers may need to make adjustments to the worksheets 

illustrated in order to meet specific needs of their court. 

Appendix B contains sample completed worksheets used by one court 

which accumulated the annual cost of both the present and proposed 

systems by major activity. This sample illustrates another way 

in which costs may be collected. 
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Identifying Start-up Costs 

Start-up costs can be defined as one-time expenses 

associated with the new system. That is, the initial financial 

outlay for new equipment, data processing, consulting services, 

design of new forms, etc. All expenses associated with the 

new system which are on-going expenses, that is, ~xpenses 

which will be repeated each year, should be included in the 

estimated annual cost of the new system. Illustrated below 

is an example of how start-up costs can be itemized by using 

the categories listed in the annual cost of operating the 

present and proposed systems. 

Start-up costs 

Personnel , None 

Postage None 

I Forms 
Design Juror Hand!:::>ook $ 300 

Eg,uipment 
Telephone call-in 2,000 
Projector and screen 650 

Space None 

Data Processing: 
Rewrite programs 
-qualification 40 hours 
-surrunoning 150 hours 
-postponements 40 hours 
-attendance sheets 35 hours 
-juror payroll 40 hours 
-statistical reports 80 hours 

The totals from each category would then be transferred 

to a summary statement as described on page 48. 
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Reporting Financial Tnfo'r'ina't,ion 

The Summary Jury System Costs form, as illustrated belOW, 

is a summary of the present annual cost, proposed annual 

cost, and start-up costs which have been identified and 

itemized on previous statements. This statement will be 

used in the proposal to the judges described in Step 4. 

SUMMARY 
JURY SYSTEM COSTS 

ADMINIS'l'RATIVE C'oSTS 

Present Annual Cost Proposed Annual Cast 
Personnel 65,500 59,500 
Postage 7,200 21,500 
Forms 1,870 6,716 
Equipment 
Space No cash outlay No cash outlay 
Data Processing 100 hours 270 hours 
Other 

TOTAL $74,570 S 87 716 
Number of Jurors Per Year ...3..t.5ll,lL l2,000 
Administrative Cost Per Juror $ 21. 30 $ 7.31 

START-UP COSTS 

Personnel None 
Postage None 
Forms 
Equipment 

$ 300 

Space None 
2,650 

Data Processing 305 h£urs-cp II 
Other Consu tant 2 Rnn 

TOTAL $ 5,750 

JUROR FEES AND MILEAGE 

Present Annual Cost Proposed Ann",,' ('nst-
F~~S ($9!day) 

.Mi leace 
26,000 JD -$ 234,000 

'41> ilnn 18,000 JD =$ l~~,~~~ 
TOTAL $ 280,000 $ 190,000 

Number Trial Starts Per Year 350 
Cost Per Trial $ 800 

35n 
$ 543 

Present Proposed Difference 
Administrative 74,570 87,716 (13,146) 
Start-up Costs ------- 5,750 
Fees & Mileaqe 280 000 190 000 

( 5,750) 
90,000 

TOTAL $354,570 $ 283,466 $ 71,104 
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THE PURPOSE OF STEP 4 IS to illustrate how the products 
of Steps I through 3 can be used to develop a formal 
written statement to be submitted to the judges for 
approval. 
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STEP 4 - PROPOSAL TO THE JUDGES 

Before the court manager proceeds to implement the 

desired changes, it is necessary to seek the consent and 

advice of the jUdges. To obtain this commitment, it is 

recommended that the Court manager develop a formal 

written statement which could be submitted to the judges 
for approval. 

This statement or proposal should'contain: 

1) Statement of objectives 
(product of Step 1, see page 23). 

2) Anticipated benefits if objectives 
were accomplished (product of Step 1, 
see page 23). 

3) Statement of major procedural changes 
necessary to implement objectives 
(product of Step 2, see page 39). 

4) Summary of Jury System Costs 
(product of Step 3, see page 48). 

Following is an example of a proposal which could 

be submitted to the judges for their review and approval. 
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Proposal to the Board of Judges 
r1arch 1980 

Recommendations 

Page One 

• Reduce term of service from two weeks to 
one-day/one-trial. 

• Improve juror utilization by implementing 
a standby-juror system and developing a 
prediction formula. 

• Improve juror orientation by replacing film 
with slide show and using juror handbooks. 

• Streamline orientation check-in process by 
eliminating juror roll call. 

• Allow postponements. 

Benefits Anticipated 

Estimated Annual Savings in 
Juror Fees --------_______________ _ 

Less start-up costs ---_____________ _ 

Less increased annual administrative costs ----------__________________ _ 

$ 90,000 
- :5,750 
-13,146 

• Estimated Annual Savings to Court, 
First Year of Operation ----------- $ 71,104 

• Reduced term of service will increase juror 
satisfaction, decrease juror hardship, increase 
yield. 

• Standby juror system will improve juror 
utilization and reduce the number of jurors 
sitting idle in the jury pool resulting in a 
substantial cost savings in juror fees. 

• Slide show and handbook will assure that j.uror 
orientation is delivered in a consistent manner 
and will increase juror satisfaction. 

• Replacing juror roll call with a rapid check-in 
procedure will streamline orientation resulting 
in more efficient use of court personnel's time. 

• Allowing postponements will increase yield and 
improve juror satisfaction. 
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Proposal to Board of Judges Page Two 
Na.rch 1980 

For the past six months we have been collecting data. 

regarding the operation of this court's jury sys'tem. This 

data, along with exit questionnaires which have been com-

pleted by county residents who have served as jurors during 

this same period of time, has been evaluated by the Center 

for Jury Studies located in MCL~an, Virginia. The results 

of this study, which I have reviewed thoroughly and, if 

you desire, are available for your review, show that there 

are two major areas in which this court could improve the' 

management of .its jury system. 

The first recommendation concerns the term, of service. 

Presently we are summoning three hundred county residents 

to serve for two weeks. Approximately one-half of those 

summoned, or 150, are excused. Most of the excuses are 

granted because of hardship. The two week term of service 

is too long a period of time for county residents to be 

away from their work, homes, and other obligations, Also, 

the majority of our county residents who do serve for two 

weeks complain about the lengthy term of service, and they 

leave the courthouse with a negative attitude toward the 

entire judicial system. 

Other juristictions have solved this problem very 

effectively by reducing their term of service to one day. 
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proposal to Board of Judges 
March 1980 Pag@'J'hree 

What this means is that all prospective jurors would be 

summoned to serve for one day or one trial. At the end 

of the first day, those jurors serving on a trial must 
return until that trial is completed; those jurors not 
serving on a trial at the end of their first day of service 
will be dismissed, having completed their jury duty for 
that year. 

Implementing a one-day/one-trial jury system will 

be beneficial to both the citizens of the county and 

the court. The reduced term of service will be less of 

a hardship on those summoned to serve; therefore, the 

percentage of those requesting to be excused from jury 

service should decrease dramatically. Also, the shorter 

term of service will make it possible for more county 

residents to serve on jury duty and will provide the court 

each day with fresh jurors, unbiased by exposure to 

other cases, judges and attorneys. 

The second recommendation relates to the utilization 

of jurors. Presently we have approximately one hundred 

and fifty jurors reporting to the courthouse each day 

for jury service. A large percentage of those jurors sit 

idle in the jury pool, day after day, awaiting assignment. 
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Proposal to Board of Judges 
l-1arch 1980 

Page Four 

The results of our data collection show that we could 

operate our present jury system with at least forty 

percent fewer jurors than we are now using. 

We suggest that this court initiate a standby jury 

system. What this means is that a certain percentage of 

those summoned will be informed on their summons that they 

are standby jurors and must telephone the courthouse the 

night before their service .date. A pre-recorded telephone 

message informs the juror if he/she is to report. The 

benefits of instituting a standby jury system are that, 

1) it allows the court, the night before, to estimate the 

number of jurors that will be needed the following day and 

to call to the court that number and 2) it will reduce 

the number of jurors sitting idle in the jury pool each 

day, thereby resulting in a substantial saving in juror fees. 

Many jurisdictions are hesitant to implement these two 

objectives because of the increased paper work involved. 

However, this matter has been discussed in detail with 

the Director of our Computer Operations and together we 

have designed a system whereby our present jury management 

data base can be modified to handle the increased paper work. 
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Proposal to Board of Judges 
March 1980 

Page Five 

These changes have been reviewed with the staff 

Presently involved in the operation of our jury system 

and together we have discussed how these changes will 

influence their present jobs and responsibilities. The 

staff has been most cooperative and they are confident 

that they can handle the duties required to implement 

these changes. 

The start-up costs for implementing these two changes 

have been estimated at $5,750. However, as stated earlier, 

with the use of standby jurors we will have the ability to 

call in only that number of jurors we actually will need. 

Therefore, we estimate a savings in juror fees the first 

year to be approximately ninety thousand dollars. The 

savings in juror fees the first year will more than offset 

the star i..;~·up costs. 

The amount of money we will save in juror fees is 

directly related to how accurately we can predict trial 

activity a day in advance. The results of a simulation 

project, which was conducted during the past two months, 

show that we can save approximately $2,000 a week in juror 

fees. The prediction formula we used for this simulation 

can be refined and this, of course, will have an impact 

on future savings in juror fees. 
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Proposal to Board of Judges 
March 1980 

Page Six 

Attached to this report are bolO documents which 

summarize the effect these proposed recommendations 

would have on our present system. A brief description 

of each document is provided below for your information. 

Major Procedural Changes 
to Implement Objectives 

Summary - Jury System 
Costs 

Statement of immediate 
objectives and summary of 
how the objectives will 
effect present procedures. 

Statement of costs and 
resources necessary to 
operate the present jury 
system, estimate of costs 
and resources necessary 
to implement objectives and 
operate new system. 

A great deal of time and effort has been dedicated to 

evaluating our present jury system, deciding which improve-

ments should be made, and planning how these improvements 

could be implemented in order to assure a smooth transition 
, 

from the present system to the desired system. We are 

confident that the recommendations stated in this Proposal 

will save money for the court, time for the citizen and 

employers, while insuring the use of defensible practices. 

If you have any guesitons or desire additional information, 

please contact the Court Administrator. 
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MAJOR PROCEDURAL CHANGES TO 

IMPLEMENT OBJECTIVES 

OBJECTIVES: Reduce term of service from two 
weeks to one-day/one-trial. 

Improve juror utilization by ini tL:iting 
a standby juror system and developing 
a prediction formula. 

Qualification 

1. Replace present qualification questionnaire 
with continuous data mailers. 

2. Modify present computer data base to handle 
increased paper work. 

3. Personn~l, space and equipment remain same. 

Summoning 

1. Replace present summons with continuous 
data mailers. 

2. Modify present computer data base to handle 
increased paper work. 

3. Order telephone answering device for standby 
jurors. 

3. Personnel and space remain same. 

Excuse and postponement 

1-
2. 

3. 

Orientation 
1. 
2. 
3. 
4. 
5. 

Payment 

Replace excuse letter with postcard. 
Modify present computer data base to allow 
postponements. 
Personnel. space and equipment remain same. 

Streamline orientation. 
Replace 25 minute film with 15 minute slide show. 
Design and order juror handbooks. 
Eliminate roll call. 
Personnel and space remain same. 

1. Computerize juror payroll to handle increased 
paper work. 

2. Staff in Controller's Office presently preparing 
juror payroll can be relieved of their duties and 
reassigned. 

3. Equipment and space remain same • 

.,i 
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SUMMARY 
JURY SYSTEM COSTS 

ADMINISTRATIVE COSTS 

Present Annual Cost Proposed Annual Cost 
Personnel 6~,500 59,500 
Postage 7,200 21,500 
Forms 1,870 6,716 
Equipment 
Space No cash outlay No cash outlay 
Data Processing 100 hours 270 hours 
Other 

TOTAL $74,570 $ 87,716 
Number of Jurors Per Year 3.500 ~2, DOll-I 
Administrative Cost Per Juror $ 21.30 $ 7.31 

START-UP COSTS 

Personnel None -
Postage None 
Forms $ 300 
Equipment 2,650 
Space None 
Data Processing 305 h~urs-cp II 

? Rnn Other Consu tant 
TOTAL $ 5,750 

JUROR FEES AND MILEAGE 

~-
Present Annual Cost P led Annual rn~t-

Fees ( $9/day) 26,000 JD =$ 234,000 18,000 JD =$ 162,000 
Mi,lea.ge ~6. nnn ?Q nnn 

TOTAL $ 280,000 $ 190,000 
Nurr~er Trial Starts Per Year 350 35n -Cost Per Trial $ 800 $ 543 

SUMMARY 

Present Proposed Difference 
Administrative 74,570 87,716 (13,146) 
Start-up Costs ------- 5,750 ( 5,750) 
Fees & Mileaqe 280,000 190,000 90,000 

TOTAL $ 354,570 $ 283,466 $ 71,104 
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OUTLINE FOR STEP 5 

Introduction 
Developing a Timetable 
Responsibility Charting 

--~~-~ ---- - ---

THE PURPOSE OF STEP 5 IS to describe how timetables and 
responsibility charts can be used to help the court manager 
control and manage the project. 

62 

STEP 5 - INTERNAL CONTROL AND MANAGEMENT 
Or- THE PROJECT 

As indicated in Step 2, there are many tasks that 

must be completed to implement major changes in a jury 

system. This step recommends that the court manager develop 

both a timetable and responsibility chart to help control 

and manage the completion of each task. 

Developing a Timetable 

A timetable provides a schedule that helps management 

plan where it is going and helps it get there. Timetables 

need not be overly sophisticated or complex. Very simply, 

the timetable is a useful tool which assists management 

in scheduling and controlling the major events of a project. 

One primary advantage of using timetables is that they 

force management to schedule activities ahead. By knowing 

some of the potential problems in advance, they are able to 

anticipate possible solutions. For example, knowing that 

the lead time when ordering continuous data mailers is 

16 weeks, management can schedule the ordering of the forms 

far enough in advance to avoid delay of the project. 

In addition to scheduling, timetables help provide 

control of the activities. The process of gathering information 

as activities are completed and compar~ng the results against 
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what was scheduled on the timetable is referred to as 

feedback. As activities are completed, management can 

use this information to evaluate, improve, or modify the 

timetable for the next couple of months. Control of the 

project's activities is accomplished by comparing the actual 

results with the original schedule. Hopefully, from this 

comparison, the timetable becomes a learning tool and a 

better timetable can be prepared for the ensuing months. 

Multiple timetables may be used to monitor general 

objectives as well as specific tasks. Examples of timetables 

for scheduling tasks and objectives are provided on the following 

page; the timetable illustrated below indicates how the actual 

completion dates of activities can be compared with the 

original schedule. PLANNED 

TASKS 

Data Collection 

Data Analysis 

Prepare Action Plan 

Obtain Approval 

Data Mailers 

Telephone call-in system 

Prediction Formula and 
Simulation 

Intensive revamping of 
Computer 

Slide show and handbook 

Wri te anq CirC\llate new 
procedures for staff 

Orientation for staff 
and courtroom personnel 

Newsre1ease 

TIf;1ETABLE - TASKS ACTUAL xxxxxxxxxx 

1979 1980 1981 

SEP 

1 ~ 
XXXXXXXXXXXXXXXXXX 

2 Date of 
Implementation 

) 

:< 
~ 
~ 

12 
XXXXXxX 

xxxxxxxxxx 
• 3 :< 

xxxxxxxxxxxx 
4 

~ 
:< 
~ XXxXx 5 

Design-Order-Receive 
xxxxxxxxxxxxxxxxxxxxxxxxxxx 

6 
xxxxxxxxxxxxxxx 

7 
xxxxxxxxxxxxxxx 

:< 
:< 
~ 

~ 
:<' 
:< 

xxxD 
:< 
:< 

~x=x=xx~x=x=x=x~~~x=x=x=x=x=x=xX=X=X-IXXXXX~y'xx 
:< 

-12 
xxxxxxx 
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10 
xxxxxxxx 

11 
xxxxx 
12 

XXXXX 

x~xxxxxxxxxxx 

~ 
:< 
~ 
~ 
:< 
12 

x~xxx 

~ 
~ 
:<. 
:< 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

11. 

12. 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

Data Collection 

Data Analysis 

Prepare Action Plan 

Obtain Approval 

Data Mailers 

Telephone call-in system 

Prediction Formula and 
Simulation 

Intensive revamping of 
Computer 

Slide show and handbook 

Write and Circulate new 
procedures for staff 

Orientation for staff 
and courtroom personnel 

Newsrelease 

OBJECTIVES 

Term of Service 

Standby Jurors 

Calendar Coordination 
Standard Panel Size 
Voir Dire 
Juror Utilization 

Jury System Plan 

Orientation 

Monitoring and Control 

Source List 

Qualification/Summoning 

1979 

12 

4 

1 

2 

3 

4 

12 

1980 

5 
Design-Order-Receive 

6 

8 

9 

10 

11 

TIf1ETABLE - OBJECTIVES 

1980 

1 

2 

3 

4 

5 

6 
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1981 
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8 
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Responsibility Charting 

There are many tasks necessary for the implementation 

of the new system. Someone must be responsible for the 

successful completion of" each task. In a small court' 

this may be one or two people; however, in larger systems 

the manager may need to delegate some responsibility to 

supervisors and other support staff. 

A responsibili·ty chart, as illustrated on the following 

page, is a convenient form for the court manager to use to 

indicate who is responsible for the completion of each task. 

If the court manager appears to be responsible for all tasks, 

it may be that not enough tasks have been delegated • 
\ 

The third and fourth columns of this chart direc,tly 

link the tasks to a timetable. Control of each activity 

is accomplished by monitoring the actual completion dates 

of each task with what was scheduled, as discussed in the 

previous section on "timetables" . 

, 

TASKS 
RESPONSIBLE SCHEDULED ACTUAL 

FOR COflPLET I ON CO~lP LET I ON COMPLETION . 
DATA COLLECTION PROJECT DIRECTOR DECEr~BER 79 JANUARY 80 
DATA ANALYSIS PROJECT DIRECTOR JANUARY 30 JANUARY 80 
PREPARE ACTION PLAN PROJECT DIRECTOR r'lARCH 80 f1ARCH 80 

COURT ADflINISTRATOR 
APPROVAL OF PLAN CHIEF JUDGE APRIL 80 APRIL 80 
DESIGN AND ORDER 
DATA MAILERS COURT ADMINISTRATOR AUGUST 80 OCTOBER 80 
ORDER TELEPHONE 
CALL - I N SYS THl COURT ADMINISTRATOR JULY 80 AUGUST 80 
DEVELOP PREDICTION 
FOR~lULA JURY CLERK DEC~r'IBER 80 NOVEMBER 80 
REPROGRA~lM I NG OF 
CO~IPUTER COf~PUTER OPE RAT IONS SEPTEr~BER 80 DECEMBER 80 
SLIDE SHOW AND 
HANDBOOK PROJECT DIRECTOR AUGUST 80 FEBRUARY 81 

I 
! ' , 
i 
~. ~ 

f 
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Completing the five steps recommended in this Guide 

will provide the court manager with a well thought out and 

carefully constructed action plan. It should be noted, 

however, that implementing the plan is more than a 

mechanical process. The implementation of change is a 

very demanding process requiring the sound exercise of 

interpersonal skills. For those wishing to learn more about 

implementing change in the work environment, it is suggested 

that the following articles be consulted: 

Lawrence, Paul R. "How to Deal With Resistance 
to Change." Harvard Business Review, Jan.-Feb. 
1969, reprint no. 69107. 

Watson, Goodwin. "Resistance to Change." Concepts 
for Social Change, pp. 10-25, (1967), NTL - Institute 
for Applied Behavioral Sciences. 

Powell, Gary and Posner, Barry Z. "Resistance to 
Change Reconsidered: Implications for Managers." 
Human Resource Management, Spring, 1978, pages 29-34. 

Finally, there are two other products of the Juror 

Utilization and Management Incentive Program that may be 

of interest. They can be obtained from either your State 

Court Administrator's Office, the Center for Jury Studies, 

McLean, Virginia, or the Institute for Court Management. 

Resources in Juror Utilization and Management, 
McLean, Virginia: The Center for Jury Studies. 

Instructor's Guide for Teaching the Elements of 
Juror Usage and Management, Denver: The Institute 
for Court Management. 
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SYSTEM QUALIFICATION 

PRESENT PROPOSED 

1) Jury Commissioners notify computer 1) Same except increase to 60,000. 
operation to randomly extract 20,000 
names from voter registration list, 
not including those sent questionnaires 
within past two years. 

2) Computer prints labels (names and 
addresses) and delivers to Jury 
Commissioners. 

3) Computer printout of 20,000 names 
{including add~esses) delivered to 
Jury Commissioners. Juror number 
assigned alphabetically by computer. 

4) Labels manually applied to 
envelopes by staff. 

2) Eliminate. Computer prints names 
and addresses onto continuous data 
mailers, sorts by zip code. 

3) Same. 

4) Eliminate. Computer prints names 
and address onto continuous data 
mailers. 

TASK 

1) Evaluate data to determine 
increased number to be qualified. 
Contact voter registration and 
determine if source list is large 
enough to handle increase in number 
being qualified. Consider multiple 
source list. Coordinate changes 
with computer operations. Review 
new procedures with staff. Revise 
timetable for mailing questionnaires 
to handle increase. 

2) Design and order questionnaire 
form (obtain copies of forms used by 
other courts, design new form and 
circulate to key personnel for input, 
coordinate through County Purchasing 
Department). Coordinate changes with 
computer operations. Order pre-sorted 
zip code permit from post office. 
Notify staff of procedures for sorting 
mail by zip code. 

3) Review need for printout with 
Jury Commissioners. Consider 
elimination. 

contJ.nued •.• 
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SYSTEM QUALIFICATION (page two) 

PRESENT PROPOSED TASK 
~--------~~~--------------~------~~~~~-------.~ .. --r-----------~~----------'~ 

5) Preprinted questionnaires, letter 
of instruction and return envelope 
manually stuffed into cover envelope 
by Jury Commissioner's staff. 

Cost - questionnaire, letter, 
return and cover envelopes-4.7¢ 

Postage - deliver & return 30.0¢ 

6) 

34.7¢ 

Of 20,000 questionnaires mailed, 
1,000 undeliverable, 
4,000 no response, 
yield 75%. 

7) Completed questionnaires screened 
manually by Jury Commissioners. 

8) Questionnaires of those qualified 
alphabetized and delivered to 
computer operations for key punching 
(name, address, age, phone numbers 
and occupation). 

9) Yield - 9,000 or 45%. 

10) Jury Commissioners take 
appropriate action against those who 
have not returned questionnaires. 

,. 

5) Eliminate with use of continuous 
data mailers. 

Cost - data mailers 
Postage - deliver 

4.9¢ 
13.0¢ 
10.0¢ 
27.9¢ 

Postage - return postcard 

6) Of 60,000 questionnaires mailed, 
estimate 3,000 undeliverable 
estimate 6,000 no response, 
estimate yield 85%. 

7) Same. 

6) Review data and estimate yield. 
Monitor yield. 

7) Consider keypunching returned 
questionnaires. 

8) Questionnaires of those qualified 8) Review with staff need for specifi 
delivered to computer operations 
for keypunching (name, address, age, 
phone numbers and occupation). 

9) Estimate yield 35,000 or 58%. 
Actual yield 37,800 or 63%. 

10) Same. 

juror information and consider 
elimination and/or addition of 
information. 

9) Heview data and estimate yield. 
Monitor yield. 

10) Consult with Jury Commissioners 
to discuss possibility of computer 
forwarding second questionnaire to 
those who do not respond to first 
mailing. 

cont~nued ••• 
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SYSTEM QUALIFICATION (page three) 

PRESENT 

11) Computer prepares alphabetical 
list of 9,000 qualified jurors. 
Six copies prepared and delivered to 
Jury Commissioners for distribution. 

I 

_~""h __ '"'"_~_~>~'''''''''-'''''"'_'''_''''' ' ...... _.w "_'~"_>'~""'''-_'''.'''_' •• ",._.~ .-
_'. __ '.11' __ ••• ,. .~ 

---------
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PROPOSED TASK 
, .. 

11) Same except eliminate distri- 11) Determine if distribution of 
bution. One copy of list prepared list can be eliminated. 
and delivered to Jury Commissioners. 

\ 
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SYSTEM 
SUMMONING 

PRESENT 

1) Six weeks prior to each calendar 
quarter computer randomly draws 1500 
names from Master List; each assigned 
to one of five two-week terms of 
service. 

2) Labels prepared by computer 
operations and delivered to Jury 
Commissioners. Labels applied 
manually to summons. 
Cost - summons l3¢ 

- postage l5¢ 
- return postage 10¢ 

38¢ 

3) Computer prepares six copies of 
printout (name, address, age, 
occupation, phone number) for each 
two week panel and delivers to 
Jury Commissioners. Juror number 
from Master List included on printout. 
List is alphabetized by computer. 

4) Computer prepares payroll sheets 
and roll call sheets for each two 
week panel and delivers to Jury 
Commissioners. 

PROPOSED 

1) Monthly Court Administrator 
determines number of jurors to be 
summoned each day jury trials are 
scheduled for the next four weeks. 
At least half of those summoned are 
identified as standby jurors. Standby 
jurors are instructed in summons to 
call a certain telephone number the 
night before their service date and 
a recorded message informs them if 
they are to report. 

TASK 

1) Design and order new summon 
form. Obtain copies of forms used 
by other courts, design new form 
and circulate to key personnel 
for review and input, order new form 
through County Purchasing Dept. 
Coordinate design changes with 
computer operations. Order tele
phone answering equipment. Develop 
prediction formula. 

2) Eliminate. Computer prints names 2) Coordinate with computer 
and address directly on summons. operations . 
Cost - swtunons 5. 8¢ 

- postage l5.0¢ 
- return postage 10.0¢ 

30.8¢ 

3) Computer prepares three copies of 
printout (name, address, age, 
occupation, phone number) for each day 
jurors are summoned and delivers 
printout to Jury commissioners. New 
juror number assigned to be used for 
standby system. 

4) Eliminate. Payroll is computerize 
thereby eliminating payroll sheets. 
Roll call is eliminated and replaced 
with attendance sheets. 

3) Consult with Jury Commissioners 
and determine if distribution can 
be eliminated. Coordinate changes 
with computer operations. 

4) Consult with County Finance 
Director, Controller and Treasurer 
regarding computerization of payroll. 

continued 
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SYSTEM SUMMONING (page two) 

PRESENT 

5) Jury Commissioners pull quali
fication questionnaires to correspond 
to names on printout for each two
week term of service. Questionnaires, 
which are a year old, are alphabetized 
and sent to Jury Marshalling Room for 
use during voir dire. 

6) Jury Commissioners spot check 
names and addresses printed on 
summons prior to mailing. 

7) Summons and one copy of printout 
delivered to Sheriff's Office. Clerk 
in Sheriff's Office hand stuffs 
summons and information sheet into 
envelope. 

Pl~OPOSED 

5) Eliminate. Replace with voir dire 
questionnaire which is mailed to 
jurors in smnmons packet with 
instructions to complete and bring 
with them their first day of service. 

6) Same. Jury Commissioners 
instructed to input any corrections 
to names and addresses into computer 
on-line. 

7) Eliminate 
data mailers. 

with use of new 

,I 

8) Prospective jurors return card 8) Same. 
to Sheriff's Office acknowledging 
receipt of summons. Clerk in Sheriff'! 
Office checks name on printout when 
card received. Jury Clerk takes 
approp~iate action against those who 
do not return card acknowledging 
receipt of summons. 

TASK 

5) Obtain approval of Court Admin
istrator and President Judge to 
eliminate old questionnaire and 
replace with new questionnaire. 
Design voir dire questionnaire to 
be included in summons packet and 
circulate to key personnel for 
review and input. Coordinate 
changes with Jury Commissioners 
and staff. 

6) Train Jury Commissioners to use 
computer terminals. 

8) Review statutes and determine if 
acknowledgement card can be eliminated 
from summons. 

" 
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SYSTEM 

PRESENT 

1) Jurors requesting excuse from jury 
duty are instructed on their summons 
to write to the Court Administra'tor. 
All correspondence is to be received 
at least five days prior to their 
service date. 

2) Requests to be excused from jury 
duty are reviewed by Court Admin
istrator. 

3) Clerk in Court Administrator's 
Office sends form letter to all 
who request to be excused. 

4) Names of those excused entered 
into computer on-line by Clerk in 
Court Administrator's Office. 

5) Requests for postponements denied. 

6) 300 summoned to serve two-week 
term of service, 150 excused, 
yield - 50%. 

r-. ,..-, -. r-J ..... 
-1'-- _1t... _ ...::t.. .L ~ 

) -- -- .... ' ... l~J 

PROPOSED 

1) Same except requests must be 
received seven days prior to service 
date. 

2) Same. 

3) Replace letter with post card. 

4) Same, except codes used: 
1 - excused permanently 
2 - excused, may be resummoned 

at a later date (these 
jurors are put into a 
separate file by the com
puter and if resummoned are 
summoned only as a regular 
juror). 

5) Requests for postponements 
granted only if there is good 
reason. Requests for specific date 
for jury service denied. 

6) Because of reduced term of 
service being less of a hardship 
on jurorsj estimate a yield of 75%. 
Actual yeild - between 70% and 80%. 

TASK 

-1) Change wording on summons; 
coordinate change with Court 
Administrator. 

3) Design post card. Review draft 
of post card with Court Admin
istrator prior to ordering. 

4) Review new procedure with Court 
Administrator and coordinate changes 
with computer operation~~ 

5) Coordinate with computer oper
ations and Court Administrator. 

6) Esti.mate yield. Monitor yield. 

\ 
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SYSTEM Panel Assignment 

PRESENT 

1) Court Clerks notify JMR of number 
of jurors required for trial 

2) Clerk in JMR enters data regarding 
panel request on-line (date, judge's 
name, courtroom, docket number, number 
of jurors requested). 

3) Computer prints four copies of 
panel list (name, address). Three 
copies of list sent to courtroom 
with jurors, fourth copy retained by 
staff in JMR. 

PROPOSED 

1) Same. 

2) Same. 

3) Same. 

4) Upon completion of voir dire, Court 4) 
Clerk returns panel list indicating 
rejected jurors to JMR. Rejected 

Upon completion of voir dire: 
- first day jurors return to JMR 

for possible reassignment, 
second day jurors are dismissed 
directly from courtroom, 

jurors return to JMR. Clerk in JMR 
enters names of jurors on-line for 
reassignment. 

5) Jurors assigned to a trial that 
continues to following day are 
instructed by Judge to report directly 
to courtroom. 

6) Upon trial completion: 
- panel sheet indicating date and 

time trial completed returned to 
JMR with jurors, 

- Jury Clerk enters trial completio 
on-line. 

Court Clerk returns panel list 
to JMR indicating rejected 
jurors, Clerk in JMR enters 
names of jurors on-line for 
reuse. 

5) Same. 

6) Upon trial completion: 
- panel sheet indicating date and 
time trial completed returned to 
JMR by Court Clerk, 
- Jurors dismissed directly from 
courtroom, 
- Clerk in JMR enters trial com

pletion on-line. 

TA~K 

3) Develop manual system for panel 
selection for times when computer is 
inoperative. 

4) Review procedures wHh staff. 
Coordinate with computer operations. 

6) Review procedUI~es with staff. 
Coordinate with computer operations. 
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SYSTEM REPORTING/ORIENTATION 

PRESENT 

1) Jury Clerk delivers to staff in 
Jury Marshalling Room pay sheet and 
roll call sheet prior to date jurors 
arrive for two-week term of service. 

2) Jury Clerk delivers to JMR 
qualification questionnaires which 
have been alphabetized. 

3) 9:00-9:30 - Jurors arrive, parking 
ticket stamped, badges distri
buted, jurors complete voir 
dire questionnaire. 

9:30-10:00 - Roll Call 
10:00-10:05 - Welcome by Court Adm. 
10:05-10:15 - Instructions by Clerk. 
10:15-10:45 - Film 
10:45 - Jurors ready for panel 

assignment. 

4) Those jurors who do not repor;: 
for jury duty are entered on-line 
as absent. Jury Staff takes 
appropriate action against those 
who do not report for jury duty. 

---~---- ~~-- - ------
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PROPOSED 

I} Attendance sheets prepared each 
morning by computer operations and 
delivered to JMR prior to time jurors 
arrive. Roll call eliminated. 
Payroll computerized, therefore pay 
sheets eliminated. 

2) Eliminate. Replace with voir 
dire questionnaire which is forwarded 
to jurors with summons. 

3) 

4) 

8:30-9:00 - Jurors arrive, parking 
ticket stamped, badges distri
buted. Jurors turn in summons 
voir dire questionnaire at 
registration desk. 

9:00-9:05 - Welcome by Court Adm. 
9:05-9:25 - film 
9:05-9:25 - During film, staff 

checks jurors present on 
attendance sheet. Eliminate 
roll call. 

9:25-9:30 - Instructions by Clerk. 
9:30 ~ Jurors ready for panel 

assignment. 
Same. 

~TASK 

1) Review new procedures with staff 
and coordinate changes with computer 
operatjons. Develop backup system 
for attendance when computer is 
inoperative. 

2) Review new procedure with staff. 

3) Order new "juror" badges. Desgir 
and order "Juror Handbook" (obtain 
copies of handbooks from other court~, 
draft handbook and circulate to 
President Judge and Court Adminis
trator for approval, retain artist 
to design cover for handboOk, coor
dinate printing of handbook with 
Purchasing Dept.). Replace 30-minutE 
film with 15 minute slide show 
(obtain copies of narrative used in 
other juror orientation presentations, 
draft narrative and circulate to 
President Judge for review and 
approval, order equipment, retain 
photographer, retain narrator, 
synchronize audio with visual) • 
Review new orientation and regis
tration procedures with staff. 

r 1 
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SYSTEM PAYMENT 

PRESENT 

1) At end of two-week term of service 
Jury Clerk indicates on pay sheet 
the number of days each juror should 
be paid. Pay sheet forwarded to 
Controller's Office for processing. 

2) Controller's Office prepares 
juror paychecks manually. 

3) Jurors receive checks approximateb 
six weeks after end of service. 

PROPOSED 

1) Juror payroll (checks and pay 
register) prepared every Friday night 
by computer. Checks prepared for all 
jurors who reported during that week 
for one day of service and for all 
jurors who served on a trial that was 
completed during that week. 

Extra copy of pay register forwarded 
to Clerk in JMR for verification. 
Clerk notifies Controller's Office 
of any additions or deletions to 
pay register. 

2) Eliminate. Computer prepares 
checks and forward to Controller's 
office (with pay register) for 
processing. 

3) Jurors receive checks approximate 1 
one week after end of service. 

-
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TASK 

'~ -

1) Rt!:!view procedure for computerizat on 
of juror payroll with Controller, 
Treasurer and computer operations. 

Coordinate procedure with staff and 
Controller's Office. 

2) Coordinate with computer 
operations and Controller's Office. 
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SUMMARY 

JURY SYSTEM COSTS 

ADMINISTRATIVE COSTS 

Present Annual Cost ProJ2,osed Annual Cost 
Personnel 6!;),500 59,500 
Postage 7,200 21,500 
Forms 
Equipment 

1,870 6,716 

Space No cash outlay No cash outlay 
Data Processing 100 hours 270 hours 
Other 

TOTAL $74,570 $ 87,716 
Number of Jurors Per Year ..3 I SOO l2,QQQ 
Administrative Cost Per Juror $ 21.30 $ 7.31 

START-UP COSTS 

Personnel None -
Postage None 
Forms $ 300 
Equipment 2,650 
Space None 
Data Processing ~05 h£urs-cp II 

2 800 Other onsu tant 
TOTAL $ 5,750 

'f 
JUROR FEES AND MILEAGE 

; 
;4 

Present Annual s 

- Fees ($9/day) 26,000 JD =$ 234,000 
. a e 18,000 JD =$ 162,000 

:\ 
1 

$ 190,000 

350 
$ 543 

TOTAL $ 280,000 

Number Trial Starts Per Year 350 
Cost Per Trial $ 800 

, 
., j 

SUMMARY 

Present Proposed Difference 

.. 
Administrative 74,570 87,716 (13,146) 
Start-up Costs ------- 5,750 (98~658) ,-

280L OOO Fees & Mileaae 190,000 
TOTAL $ 354,570 $ 283,466 $ 71,104 
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SYSTEM ____ =Q_U~A~L_I_F~I~C~A~T.~I~O~N __________ _ 

PERSONNEL 
2 Jury Commissioners at $12,000/yr. 
1 Assistant Jury Cornm. at $10,000/yr. 
1 Secretary at $8,000/yr. 

POSTAGE 
Mail questionnaires 
Return questionnaires 

FORMS 
Questionnaires 

tp EQUIPMENT 
N 

SPACE 

12' X 10! office 

DATA PROCSSSING 
Update source list 
Prepare questionnaires for mailing 
Process returned questionnaires 
Rewrite program 

OTHER 

TOTAL CASH OUTLAY 

START-UP COSTS 

PRESENT 
ANNUAL COST 

$ 24,000 
5,000 
4,000 

PROPOSED 
ANNUAL COST 

$ 24,000 
5,000 
4,000 

20,000 x .15=3,000 ~O,OOO x .13= 7,800 
15,000 x .15=2,250 51,000 x .10= 5,100 

20,000 x.047= 940 60,000 x.049= 2,940 

no cash outlay no cash outlay 

5 hours 5 hours 
5 hours 10 hours 

50 hours 150 hours 

$39,190 $48,840 

START-UP 
COST 

40 hours 

40 hours-CP II 

\ 
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SYSTEM __ ~S~U~MM~O~N~I~N~G~ ______________ _ 

PERSONNEL 
1 Assistant Jury Comm. at $10,000/yr. 
1 Secretary at $8,000/yr. 
1 Clerk at $8,000/yr. 

POSTAGE 
Mail summons 
Confirmation 

FORNS 
Summons 

EQUIPMENT 
Telephone call-in system 

SPACE 

DATA PROCESSING 
Prepare summons for mailing 
Rewrite program 

OTHER 

TOTAL CASH OUTLAY 

START-UP COSTS 

PRESENT 
ANNUAL COST 

$ 5,000 
4,000 
3,000 

PROPOSED 
ANNUAL COST 

$ 5,000 
4,000 
3,000 

6,000 x .15= 
6,000 x .10= 

900 32,000 x .15=4,800 
600 32,000 x .10=3,200 

6,000 x .13= 780 32,000 x.058=1,856 

no cash outlay no cash outlay 

20 hours 25 hours 

$ 14,280 $ 21,856 

START-UP 
COST 

$2,000 

150 hours 

150 hours-cp II 
$2,000 

, 
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SYSTEM EXCUSE AND POSTPONEMENT 

PRESENT PROPOSED START-UP 
ANNUAL COST ANNUAL COST COST 

PERSONNEL 
1 Clerk at $ll,OOO/year $ 5,500 $ 5,500 

POSTAGE 
Excuse letters 3,000 x .15= 450 6,000 x .10= 600 

FORHS 
Replace letter with postcard 3,000 x .05= 150 6,000 x .02= 120 

DATA PROCESSING 
Rewri te program to allow postponement 40 hours 
of jurors 

, OTHER 

TOTAL CASH OUTLAY $ 6,100 
$ 6,220 

START-UP COSTS 
40 hours-CP II 
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SYSTEM __ ~O~R~I~EN~T~A~T~IO~N~ __________ ___ 

PERSONNEL 
1 Jury Pool Supervisor at $9,000/yr. 

FORt·IS 
Juror Handbook 
Design of Handbook 

EQUIPMENT 
Projector and screen for slide show 

SPACE 

PRESENT 
ANNUAL COST 

$ 9,000 

Jury Pool Lounge no cash outlay 

DATA PROCESSING 
Preparation of juror attendance sheets 20 hours 
Rewrite program 

OTHER 
Production costs for slide show 

TOTAL CASH OUTlAY 

START-UP COSTS 

, 

$ 9,000 

. 

PROPOSED 
ANNUAL COST 

$ 9,000 

20,000 x .09=1,800 

Ino cash outlay 

40 hours 

$10,800 

-

START-UP 
COST 

$ 300 

650 

35 hours 

2,800 

35 hours 

$ 3,750 
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SYSTEM JUROR PAYROLL 

PRESENT 
ANNUAL COST 

PERSONNEL 
2 Clerks at $12,000/yr. $ 6,000 

JUROR FEES 
$9,OOO/day plus mileage 280,000 

DATA PROCESSING 
write program for juror payroll None 

OTHER ---

TOTAL CASH OUTLAY $286,000 

START-UP COSTS 

~ 

, 

\ 

PROPOSED START-UP 
ANNUAL COST COST 

I' 

Eliminate 
:. 

$190,000 

.~O hours 40 hours 

11 
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$190,000 
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