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: § ‘1. INTRODUCTION :
1 ;
1.1 A REVIEW OF PROMIS -- BACKGROUND
0 The Technical Assistance Directorate of the Canadian Centre for Justice :
2 : Statistics (CCJS) assists Canadian jurisdictions in implementing éffective
f information systems to support the administration of justice and to potentially z
contribute to the collection of National Justice Statistics. One particular system :
3 for case-tracking, called the Prosecutor's Management Information System F
(PROMIS), has attracted wide interest in;Ca‘nada./ In response to an expressed
~ interest on the part of Canadian jurisdictions in acquiring useful information
’ systems, particularly PROMIS, the Centre has produced this Review of PROMIS.
The review is a plain-language report which attempts to cover the issues involved
4 in selecting information system software for a particular jurisdiction, with a i
» ; special focus on PROMIS. :
s BN 1.2 RESOURCES CONSULTED
f il The resources consulted during the production of the Review of PROMIS- | *
{ L included the following persons: ‘ ‘ ae
[ h_ o Denis Sauvé, Technical Assistance Directorate, CCJS
"fjé g o  Arnold Wytehburg, Technical Assistance Directorate, CCJS
: [ 7 o Stephen Chase, Research and Planning Branch, New Brunswick A
. " EM Be Department of Justice ; o :
, e o - Allan Goodz, Manitoba Department of the At‘torney General . a
& : o Jim Roberts, Planning, Research and Development, Alberta Attorney
‘General ‘ ,
o Gene Spencer, Court Services, British Columbia Ministry of the Attorney :
General N I sl s -
o INSLAW Inc., author and publisher of the PROMIS technology,
< ~ Washington, D.C. 20005 L |
LU <1- .

@
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The principal publications used in preparing the review were:

i

An Overview of On-Lire PROMIS, INSLAW, Inc., Washington, D.C., 1978.

National Evaluation Program Phase I SummaryRep‘ortz ‘Prosecution

Management Information Systems, Sidney H. Brounstein et al., October

1980.

Court Case Management Information Systems Manual, National Center

for State Courts.

NWG Document No.7: An Overview of PROMIS, T. Hutton, National Work

Group on Justice Information and Statistics, March 1981.

PROMIS for the Courts: A New Computerized Information System for
Management of the Court, INSLAW, Inc., Washington, D.C., 1979

PROMIS 82TM; Information Management and Decision Support for Public
Prosecutors, INSLAW, Inc., Washington, D.C., 1982.

et S o i i o s e e s s

1.3 PURPQOSE AND USES OF THIS REVIEW

It is the purpose of this review to assist Canadian jurisdictions in selecting an
automated justice information system. This review does not advocate one system
over another, but rather attempts to identify and describe the role and impact of
information systems in court administration, the issues involved in choosing a

justice-related information system, and some of the choices available.

~ Section 2 describes in detail the role of automated justice information

systems, the issues.involved in automating the court functions, and the necessary
steps in choosing a system.

Section 3 gives an overview of the Prosecutor's Management Information
System (PROMIS), which has attracted wide interest in Canada. The section
describes PROMIS in detail, and summarizes the experiences of the Canadian
jurisdictions which have studied and/or installed PROMIS.

Section 4 outlines the points to consider when making the decision to buy or to
build a justice-related information system. The advantages and disadvantages of
buying and building are identified, described, and compared.

‘Section 5 compares the benefits and drawbacks of PROMIS, and summarizes

the general experiences of the Canadian jurisdictions which have installed PROMIS.

If further information is desired, please contact:

Technical Assistance Directorate
Canadian Centre for Justice Statistics
19th Floor , '
R.H. Coats Building

" Statistics Canada
Ottawa, Ontario

KLAOT6
(613) 993-7137

ES——
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2. 'IN-"ORMATION SYSTEMS IN COURT ADMINISTRATION

2.1 TYPES OF INFORMATION '

As in any organization today, court administrators are under pressure to
collect, process, and report increasing volumes of information.l Two main

categories of information are involved:2

o administrative, and

o case-related.

"Administrative" is meant to include &ll information pertinent to the operation

of the court as a business.  The administrative system comprises lBgistics and

~ facilities management, personnel rnanagement, and budgeting and accounting.

"Case-related" covers information pertaining to the issues and individuals who
come before the court.: This report is principally concerned with "case-related"

information. The case-related system consists of four components: case

management and clerical information; case-related information; integrated

application processing procedures; and an interrelated data base. The case-related

system can be used for four general activities: transactions; operati‘onal’ control; '

~management control; and strategic planning.

2.2 THE PROBLEM OF DIVERSITY

Individual jurisdictions frequently‘ differ in their approach to gathering and
processing case-related information. There are differences in legal procedures,
court organization, staff capacity, and management style. Specific dissimilarities
exist in such areas as cyaseloads,vstatistics, arrest data, disposition data,

0perat;ional,'t:osts, application of the system by district offices, resources, and local

~ statutory constraints.
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The diversity in/case management procedures makes it difficult to buy a
quickly-installed, automated, "generic" information management system. While
automated systems exist which have the potential for satisfying each court's needs,
no currently-existing system can be installed without at least some modifications.
These modifications may significantly increase the actual cost of transferring to

far above the expected cost.

2.3 DEDICATED AND INTEGRATED SYSTEMS

A major factor to consider when evaluating an automated justice information
system is the extent to which the system automates the flow of infermation
between the various court components. A dedicated system allows only one .

component of the court direct access to the data base, while an integrated .system S

allows multiple components of the court to share the same data base.

2.4 REQUIREMENTS ANALYSIS

A requirements analysis should always be undertaken as part of ahy system

development effort. The analysis should document the host environment as it truly

exists, rather than the perceived ideal pattern. Studies of systems of all types

have repeatedly indicated that satisfaction with a syste'm's usefulness has less todo .

with the particular system selected than with how well the system matches the

documented needs of the user. Even custom-built systems can fall short of an ideal”

if the system designer does not carefully study the working environment which the

system is meant to serve.

P
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2.5 THE CHOICES AVALLABLE
7
Buy an Existing System

In 1979 and 1980, in separate surveys, the since-dissolved National Work Group
on Justice Information and Statistics (Canada) and the National Evaluation
Program (U.S.) examined a number of existing automated justice information
systems available in Canada and the United States.3,4 Of these systems, only
PROMIS from INSLLAW, Inc. was directly applicable to the top-priority operaiional
and statistical needs expressed by the majority of jurisdictions. At present, only
the most superﬁctal information is available about specific existing systems other

than PROMIS which may be transferable to other jurisdictions.

Build a Customized System

Building a customized system holds many advantages for the end user. The
information being captured, stored and retrieved, the flow of work through the
system, the format of reports and forme can all be developed to fit the user's
requirements exactly The end product can conform precisely to the specified
requirements, and the potential for high uszor-satisfaction is excellent.

2.6 MAKING A CHOICE

Transferring an existing system is attractive because of the perzeived

potential for savings in time and cost. However, research has shown that the

‘transfer of an existing justice information system may not result in lower costs.5

While the cost of a system is an important factor, the decision between buying and
building a software system cannot be based on financial cnten\la alone. Obtaining
value for the money spent is harder to quantify, but vastly more important. An

inexpensive system that is difficult to use can actUally cost far more than a system

- whose larger price tag can be justified by its abnht, to provide hlgh user

- satisfaction. Then again, high cost is not necessarily 1ndncatlve of high quality.

EY
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An integrated system, with a shared data base, is potenti'ally the most
effective type of system. In a shared data base, data is captured and stored only
once whenever possible, thereby avoiding duplication of effort, redundancy of data,
and the potential for errdrs of inconsistenéy. Security and access constraints can
be installed so that each agency can access only the lnformatlon to which it is
entitled. These agencxes_ are therefore assured of data prlvacy and lntegnty.

The only truly useful measure of a system's potential performance is how well
it accommodates the specific needs of its day-to-day users. User satisfaction
generally has less to do with the choice between buymg or building than with the
matching of the actual needs of the user community to the final product. The most

important tool used to make the decision is the detailed requirements analysis.

2.
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2. Information Systems in Court Administration

Notes

National Center for State Courts, Court Case Management Information
Systems Manual, p. 15.

Ibid., pp. 24, 25.

T. Hutton, NWG Document No. 7; An Overview of PROMIS (National Work
Group on Justice Information and Statistics, March 1981).

- Sidney H. Brounstein et al, National Evaluation Program Phase | Summary

Report: Prosecution Management Information Systems (October 1980), p. 39,

Ibid., pp. 60, 104.
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3. PROSECUTOR'S MANAGEMENT INFORMATION SYSTEM (PROMIS)

4

3.1 THE PRODUCT AND THE VENDOR

The Prosecutor's Management Information System (PROMIS) was originally
developed in 1971 by the Institute for Law and Social Research (INSLAW) as a tool
for prosecutors in the United States. The work was undertaken for the u.S.
Attorney. for the District of Columbia and was funded with grants from the U.S. -
Law Enforcement Administration Agency (LEAA). L

The first commercially available version of PROMIS was a batch processing
PDP-11 minicomputer-based s}/stem known as "M{ﬁi-PROMIS." Subsequently,
PROMIS was redesigned and imp
decade, development and-enhancement of the software resulted in the avaxlablhty

of several improved versions of the system.

This report deals primar.ilywith PROMIS 82TM (hereafter referred to as

- PROMIS), an on-line version of PROMIS ‘developed to operate on various popular

mainframe and mini-computers. PROMIS is also marketed in several forms for a-

‘range of criminal justice agencies:—Variations of PROMIS include DOCKETRAC,

VJAILTRAC, YOUTHTRAC, REGULAW, CASETRAC, CIVILTRAC and MODULAW.

Capabilities
~ PROMIS is designed to assist the prosecutor's office in tracking arrests, cases,

defendants, and witnesses through the events in the criminal justice process. -

PROMIS consists of a data management system and a tailoring package which

“ allows the system to be adapted, up to a point, to meet the specific needs of users

in individual jurisdictions. Transactions are enteréd on-line from a video display
wdrkstation. Reports can be printed from stored data through either‘ on-line or
batch requests. Statlstlcal repqrts can also be generated in a vanety of

P : . o . h RS A
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The PROMIS software is designed to be flexible and readily adaptable to the
user's needs and operational proced‘ures.' The software consists of a number of
components (such as the Tailoring co,rknpon'yent, the Pat/a Entry and Retrieval
component, and the Historical Purge component), \;;/hich may be implemented
selectively by the user. ‘

Applications
The principal services which PROMIS can provide to a court administrator are:

o retrieval services -- quickly locating information concerning one or more

special cases, offenses, charges, witnesses, defendants, and/or altorneys;
©  scheduling services -- either. recording or retrieving scheduling
information; ‘ R

o clerical services -~ producing printed notices, subpaenas and case é:iac’ket‘ :
labels; : : ‘

@ management services - printing reports about individuals or cases as

background to court management decisions; .

o record keeping services -- maihtain,;mg records in such a way that
statistics can be easily extracted. '

Hardware Releases
As of July 2, 1984, hardware brands for which separate PROMIS versions exist

include Burroughs, DEC, IBM, PRIME, and Wang. This gives potential PROMIS

users who have not yet acquired hardware a degree of choice among hardware

suppliers. However, the experience of users who already own/share hardware'not

on this list has indicated that converting an existing version for different e

equipment is '\time-consuming' and costly.

-10 -

Software Availability and Cost

INSLAW provides PROMIS software programs under licence initially for a 5-
year term at a price of $65,000 (U.S.), as at July 2, 1984.

The licence agreement includes the right to use one copy of the licenced
software and delivery of the software documentation. At the expiry of the initial
licence period, the client may renew the licence for another S-year period
(obtaining the most current software version for the new term) at 80% of the then-
current 5-year fee; or, the user can choose to renew the licence on his existing
software for 30 years at a price of $30,000 (U.S.).

The agreement also includes a total of 10 days of training for one system
manager, one system operator, the data entry operators, and the end users, and
maintenance for the first year of the term of the licence agreement. Maintenance
for subsequent years can be purchased separately at the per annum rate in effect
at each annual renewal ($12,500 (U.S.) as at July 2, 1984), :

Vendor Support

INSL AW does not directly implement the PROMIS system, but the company
will assist in any way possible to ensure successful implementation and operation of
the system. These services are not part of the licence agreement and must be
negotiated separately. Services which INSL AW has provided in the past include
analysis of the costs and benefits of implementing PROMIS, requirements analyses,
customization of packag%s to user specifications, installation of ;bé7package on the

client's hardware, operqtiéhéi qsupport, and preparation of the user manual.

INSLAW can provide technical assistance to prepare project descriptions, briefings,
requests for consultant services or computer hardware procurement, software
knowyledge,‘and soon. ' f

I
- .
»

INSLAW organizes and administers a PROMIS User Group in the United States
that meets periodically in cities where a PROMIS system is installed. ‘The users in
the group trade knowledge and experience related to PROMIS in various ’

‘environments.:
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Most of INSLAW's current clients have indicated that the on-going advice and”
support they have received was most helpful. These support services may be
billable or non-billable, depending on the particular licence agreement or -
maintenance agreement in force, as well es on the nature of the problem. ‘Both

telephone consultation and on-site assistance may be obtained.

Software Traisferability

The licence egreement contains a standard clause prohibiting distribution or
use of licenced software (including the tailored end product)‘to/by third parties.
The agreement also prohibits unauthorized transfer of the system to a second
mstallatxon within the particular ]urlsdlctlon. Permission to install PROMIS on

multiple installations involves negotiation of separate licence agreements.

I

3.2 PROMIS IN THE UNITED STATES

A studyl conducted in 1980 in the United States found that among a sample of
criminal justice offices with 25 or more employees who were currently using a
computerized information system, 37 per cent were using some version of PROMIS.
Of those offices planning such a system, 70 per cent were planmng to use some
version of PROMIS. R ‘ | o

‘The study did not find that PROMIS s}?stems cost I8ss than customi-built
systems; in fact, on average, PROMIS-based systems cost about $25,000 (U.S.) or
16.7% more to develop. However, in operation, PROMIS systems tended to cost ‘v_a
few cents less per case, on average. These statistics are based on the‘teehnology
of the day (1980).

The study indicated that user satisfaction with an individual system had less’
relationship to the type of syStem implemented than to how thoroughly the user's
requirements had been defined before the decision to buy or to build had been
méd’e.' Even then, PROMIS s‘y“f‘stems tende:d to score “s‘lightly ‘higher in user
satisfaction, a fact that could be attributed to PROMIS User Groiip meetings, ‘
Groups who built their own customized systems had no one with whom to share

problems and/or achievements.
T ; : : ’ )

-12-
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3.3 PROMIS IN CANADA

In Canada, the National Work Group on Justice Information and Statistics
(NWG) and four provincial jurisdictions have evaluated PROMIS. The NWG
installed PROMIS to study the possibilities of adapting the system to Canadian
jurisdictions. Independently from the NWG study, three provinces (New Brunswick,
Manitoba, and Alberta) evaluated and selected PROMIS; the fourth province
(British Columbia) decided against selecting the system.

The NWG study, and the provincial evaluations (which were reqUeeted by cCcJs
for this report), indicate the extent to which PROMIS meets the vendor's claims

and the users' expectations when installed in Canadian jurisdictions.
National Work Group on Justice Information and Statistics
The National Work Group on Justice Information and Statistics (NWG) chose

PROMIS as a test system because it was designed for installation in any
jurisdiction, and because PROMIS met the major stated priority (development of

‘more effective operational and statistical programs in the adult court areas) of the

majority of the provincial and territorial jurisdictions.

The evaluation of the system was complicated by the fact that the hardware
which supported PROMIS was not readily available. Following resolution of the
difficulties caused by software/hardware inc0mpat’ibil§,ty; the NWG found that’the ‘
most difficult implementation task was tailoring for the ‘partit:ulerkju‘risdictiom
The tailoring package was not user-friendly, and required expert knowledge both of
PROMIS and the jurisdictions's requirements. Even when expert knowledge wars
available, the task was lengthy and took several trials to complete.

ki

The NWG found that PROMIS could be adapted for Canadian jurisdictions. If

~an INSL AW-supported hardware/software configuration was not used, the

installation and tailoring were both more difficult and time-consuming. The NWG
recommended that, from the outset of the project, the jurisdiction have a manager
who both understood PROMIS! concepts, and was reasonably familiar with the

" methods of the jurisdiction and with date-processing concepts in general.

Gy
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The NWG found that the on-line data entry and retrieval facilities were
powerful and relatively easy to use. The security features, such as terminal
identifiers, passwords, ,‘énd user identifiers, were adequate and were considered

practical in the on-line environment.

New Btunswick

In New Brunswick, PROMIS plays a part in an overall Justice Information
System (JIS). The aim of th? JIS is to improve court management, while reducing
expenditure on day-to-day aperations. Custom-building was rejected as unfeasible;
ang, of pre-packaged software, only PROMIS met the technical requirements of the
project. However, adapting PROMIS for the UNIVAC 1100/83 hardware available °
in New Brunswick (a system not supported by INSLAW) proved to be more complex,
time-consuming and costly than anticipated.

Operationally, the PROMIS software has performed as expected. Th/ere,are
on-going problems with response time and turnaround time for ad hoé\\-r-éports, but -
these seem to be linked with problems specific to the implementation, which are
still being resolved'.

Manitoba

Manitaba chose PROMIS to fill its need for a Manitoba Justice Information
System (MJIS) in Winnipeg. The aim of MJIS is to improve court managemenkt
activities and to reduce expenditure on opération,al effort. It is hoped that MJIS
will integraté the functions pérformed by the Winnipeg City Police, the Winnipeg
Remand Centre, the Court Services and Criminal Prosecutions Divisions of the
Department of the Attornéy General, Probations Services, and the Department of
Corrections. ‘ . k -

- 14 -

Fid ;,.lﬂx.,um-«»-,lr

i sl
41;\ 1y

iy "‘J ]

: 3:3 -

- B

|

As in New Brunswick, development of a custom system was rejected.for
various reasons. PROMIS was selected as the only pre-packaged solution which
met the project requirements. Although implementation is not yet cbmpl‘ete', there
seem to be few problems establishing the software in the IBM hardware
environment (INSLAW supported). Tailoring of the software for the court system
in Manitoba has not been smooth, but the problems have not been impossible to

overcome, simply more costly and tirne-consuming than originally anticipated.

Alberta

PROMIS was installed in Alberta as an interim measure to assist the Office of
the Crown Prosecutor in Edmonton and Calgary. Eventually, the functions
performed in these offices were meant to be incorporated into a Courts
Automation Project (CAP). Due to the interim nature of the project, PROMIS was
chosen as a relatively low-cost, pre-packaged, adaptable solution which was

perceived to have been installed successfully in other (non-Canadian) jurisdictions.

At the time the system was‘acquired, no IBM hardware release existed, s0 the
then-current PDP-11/70 résﬂggase was converted. This approach was both costly and
time consuming; however, Eailoring'the software for use in the Canadian justice
system was not very difficult. More important was the fact that manual
procedures b‘eéame more complex to accommodate PROMIS, and consequently

users find the system to be CUmberSOme, "unfriendly", and ineffective.

It appears that many of Alberta's problems with PROMIS can be attributed to
the lack of a formal study of user needs prior to implementation. A review of the
volumes of data captured has indicated that the system is required to operate
beyond the limits for which it was intended.

-15.
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British Columbia

Unlike the three previously-discussed jurisdictions, British Columbia had
previously developed a series of automated systems to assist various functional
components of the judicial process. Both PROMIS and a custom-built system would
be capable of satisfying the technical requirements of an integrated s‘ystem.‘
However, upon exammmg PROMIS implementations and custom-buxlt systems in
other jurisdictions, British Columbia concluded that the expendlture required for
1mplementatmn could be better used to upgrade exxsting systems and develop new
custom-built systems. '

Summary
The research by CCJS indicates‘that severalgeheral conclusions may be drawn A
from the PROMIS installations‘in Canada. ‘
: <8 , .
Jurisdictions which have implemented PROMIS generally found that techmcal
expertise far in excess of what had been originelly anticipated was necessary for
successful implementation of their projects. Implementation was faster and
smoother on systems with a hardware environment that was already supported by
INSLAW. All jurisdictions felt that communication with other Canadian users to
‘share expertise and experience would have been Valuable. :

All jurisdictions felt that system operating costs and the turnaround time in ad
hoc reporting were higher than they should be. However, no adequate solution to
either of these problems has yet been found.

o » .

Some jurisdictions have expressed concern that PROMIS is ot user-friendly,
and PROMIS does not easuy handle the volume of data encountered in the host
Canadian jurisdictions. g Tl |
o - J)

All jurisdictions felt that PROMIS performs as advertised by INSLAW, and tha
PROMIS met the overall user and techmcal requirements, .

i o

I
S
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3. Prosecutor's Management Information System (PROMIS)

'Q\‘

Notes

1.  Sidney H. Braunstein et al., National Evaluation Pragram Phase 1 Summary
Report: Prosecution Management Information Systems (October 1980), p. 23.
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4. BUY OR BUILD?

There are generally two methods of acquiring applications software: buy a
pre-packaged commercial system, or build a custom system.

Pre-packaged appllcatlon systems are one of the major growth areas in
commercial computmg today. a ‘or standard applications such as payroll and
accounting, a variety of generic packages can be purchased off-the-shelf and
installed with little or no modification. Because the same package is used by many
organizations, each purchaser pays for only a small proportion of the total
development cost. For standard appllcatlons, it is frequently cheaper and faster to

buy a package than to develop a custom-bunlt system with the same capabilities.

On the other hand, if the appllcatlon is unique, or in low demand, there may
not be a pre-packaged system available commercnally. 1If the orgamzatmn owns
hardware that is non-standard in conflguratmn, an existing software package may
not fit that specific configuration. If the organization uses a procedure or method
which is not reproduced'ln the softWare package, the procedure must be changed to
cenform to the pre-packaged software, the software must be modified; or a custom

package must be developed to handle that procedure.

A major factor in software evaluation is the determination whether a pre-
packaged system (if avallable) is suitable for the application, or if a custom-
designed system will provade a greater return for each dollar spent. This section

,dlscusses the issues mvclved in choosmg to buy or build a software system, and

compares the alternatives. Thls section does not attempt to advocate buying over

building or vice versa, but rather to nndncate the factors which must be weighed m

reachmg a decnsion. ‘

A tabular comparison of the factors to be considered is presented in
Table 4-A: Comparison of Factors in Buying and Building a Software System.
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FACTOR

Conformity to
User's Needs

Implementation
Period

Implementation
Schedule

Table 4-A: Comparison of Factors in Buying and
Building a Software System

BUYING A SYSTEM

Software will usually require
some modifications to adapt
it to the hardware '
environment or to the
organization's policies and
procedures. v

Alternatively, departrhental
palicies and procedures may:
require extensive

modifications to adapt to the

software. B

Generally (but not always)
short. Benefits of using the

- system can accrue quickly. -

If extensive modifications
are required, the

implementation schedule may

take more time than
anticipated.

- ]_9‘..

BUILDING A SYSTEM

Specifications can be
designed to meet the user's
‘needs perfectly.

-Generally (but not always)
longer than the ‘ :
implementation period for - ;
buying. Initial benefits may

- not accrue quickly.

However, the custom-built

software should be more
efficient than a purchased
system in terms of operating
speed; when the system
becomes operational, the

. benefits of increased.speed: <ot

=t 2 oo

(lower operating costs and
faster turn-around time) can
accrue quickly. Ll

The system can be built in
stages to meet pressing rieeds

first, then expand to

encompass the lower-priority’
needs. ' . e

_-----_---------,_----------_-_------,_-------------ﬁ----..-

«scontinued

FACTOR

- " o - - o v -

Contract
Obligations

Modifications

Expansion

Transferability Lo

Uniformity

BUYING A SYSTEM

The contract must specify
the ownership and licensing
of the package, any
provisions for back-up copies,
madifications, installation on
multiple systems, and
external support after
acceptance of the product.

¢

The contrac£ may restrict or

prohibit madifications to the
software.

If the vendor subsequently
updates the software, the
modifications to the original
‘version may be lost.

The pggkagé may not be

expaiable enough to fit the

future needs of the users.

The contract may restrict or
prohibit installation of the

software on other computer

environments belonging to -
the purchaser. - :

If se\)eral agencies obtain the
same package, @ potential

| - will exist for uniform

information and statistics
exchange among those
agencies.

e 1 1 e e S e it 0

- v o

BUILDING A SYSTEM

If the work is performed by
an independent software
development company, the
contract must specify the
ownership and licensing of
the package, any provisions
for back-up copies,
modifications, installation on
multiple systems, and
external support after
acceptance of the product.

There are no restrictions on
the modifications to the
software.

- With forethought and

planning, the system can be
continually updated and
modified.

On a well-planned system,

- there are no legal constraints

on the transferability of the

software.

Generally, each branch of the

organization will receive the
same system, thereby -

ensuring uniform information

and statistics exchange.

-y
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BUYING A SYSTEM ‘»BUILDING A SYaTEM FACTOR BUYING A SYSTEM BUILDING A SYSTEM
Age of System. Older system has proven “ New: cust‘om-buxlt system Staff Those who operate and Staff members often develop
itself; newer system may not may: not be completely tested Acceptance mamtam the systpm may pride of ownership in a
be sufficiently debugged. and debugged. resent having to install, custpm puxlt_system.
‘ : I maintain, and use a system :
Older system frequently do New custom-built system can yvhich was not developed
not take advantage of the take advantage of the state- internally.
state-ofsthe-art technoleogy. ‘of-the-art technology
i P e Documentation Written documentation'is The documentation
besign and Because /t_hé vendor has The system can be designed 4 more likely to be c.omplete frequently will be incomplete
Compatibility internal expertise and to follow the organization's l i than on custom-built and/or out-of-date.
experience with other users, exact method of operation, : systems. .
the pre-packaged system may  and therefore integrates well ; o o T hfa dqcume‘ntat.lon must be
be more sophisticated than with the existing manual and il oy }f documentation is kwrltten,’ maintained, and
an internally-developed automated procedures. The [ ] inadequate, the purchaser updated by the developers.
system. system is likely to be more E may t)‘ave to buy or wr.ite :
- efficient operationally than a g - - additional documentation.
The system may not pre-packaged system. [ j ‘
integrate with existing - ~ r :
manual and automated - E ‘ o o i 7 N .
procedures. E | Development The cost of the basic package ~ The final cost of the project
’ ?WJ Cost is fixed and known. Usually, must be estimated. The time
: ; E a pre-packaged system costs and resources required to
User's Group A number of users of the . No user's group exists. - o B less than a custom-built develop the system are
: package may have orgamze d , L , E JI system, because sales to - frequently underestimated.
i ~ S a user's group. ' R several purchasers reduces . ; -
L ; E; - the per capita development PSR o
E e cost and subsequently the %
: , ; : S g ik price per purchaser.
Training Training provided by an The training period may be EL , ; , ' o I
' ’ ~ experienced vendor rnay shorter, because the program s B ' : If extensive modifications
. reduce the anxiety of staff is designed to emulate the [ o ] B are req_uire,d, the cost may be
~_members. However, training  manual procedures used - | E mua:h.hlgher than .
- provided under contract may  previously. However, the ’ ‘ : anticipated. The tlm_ekand
not be sufficient for the staff - tralnmg provided may not be cost required to modify and
to make the most efficient as extensive and professional install the system are :
use of the system. ~as that provided by an - frequently underestimated.
experienced vendor. \
: ‘ . = Y
= ¢ B . ' . =
-Operational The operating costs may be The operating costs may be
4 Cost estimated from the lower than those of a pre-
' experience of other packaged system, because
- purchasers. the custom-built system-can
, be developed for maxizium
R e i i o o i e e s i S efficiency within the user's
' environment. Over a period
«continued of time, this lower operating
~ cost may: offset the higher
development cost. ( N
- 2]‘ - o S e e am - 2;;- - -
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4.1 CONCLUSIONS

The questio;l of whether to buy or to build an automated system may be
answered oniy by considering ymany factors. The relative weight of each factor
varies according to the specific needs of a particular organization at a given point
intime. Ina fekw cases, a commercial package Will fit thei user requirements
exactly; in others, there will be no commercial packages aVailable; in most cases,

commercial software will fit some user requirements but not all of them. Given.

the latter case, the decision must be made to accept the limitations, to attempt to

tailor the package, or to build frbm scratch.

A requirements analysis should take into account each factor discussed in this
section. This analysis must define the specifications of ’t‘h‘e system, determine if a
pre-packaged system exists, estimate the costs (of development, installation, and
operation), and consider management factors such as the ﬁotentiél of the system

for future growth and modification, and its impact on the user community. Only

when the weight of all these factors in each particular situation is considered can . .

the buy/build quest&iﬁq\“be‘ resolved. -

L5 2

5. CONCLUSIONS

Generally, the PROMIS software product can be adapted to suit the needs of
the Canadian justice community. However, PROMIS' ability to satisfy the needs of
a particular jurisdiction can only be determined by a careful evaluation of that

jurisdiction's specific needs through a detailed requirements analysis.

Only when all of the relevant factors have been defined and included in the -
overall cost/benefit equation can a clear distinction be made regarding the
suitability of the PROMIS software to a specific jurisdiction.

5.1 BENEFITS OF PROMIS

PROMIS has a proven track record. The system has been installed in a number
of American and Canadian jurisdictions with relative success. The vendor,

INSLAW, provides comprehensive technical assistance (at varying cost) both before
and after installation. The majority of the purchasers of the PROMIS software ‘

' have been favourably impressed with the on-going support and advice received.

The ability to tailor the producﬁ'%l,lows:‘the,USer jurisdiction to modify the

‘basic system to suit its particular needs. The data base, data ehtry screens and

editing criteria, inquiry displays, indices, and output formats can all be modified or

" adapted to a greater or lesser extent.

INSLAW organizes and administers a PROMIS User Group that meets
periodically in American cities. L///sers of the PROMIS system can.trade

‘ ‘exper(’iences and knqwledgé re’latef/d to PROMIS in various environments.

ft
I
if
I

Irn American j‘ust:,viice-re,l'ated automation studies, the PROMIS éystem tends to
score slightly higher in user satisfaction than other systems.

i
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5.2 DRAWBACKS OF PROMIS o

The user must convert, install, and tailor the software system. The convérsion
of PROMIS to a particular hardware environment (whether supported by INSLAW or
not) requires skilled personnel who are knowledgeable in PROMIS and subject-
matter concepts, as well as in the policies and procedures of the jurisdiction.

Wxthout this expertise, conversion can take much longer than generally expected.

PROMIS is notconSidéred to be user-friendly. Existing policies and procedures
may have to be modified to accommodate PROMIS. Data capture can be a
complex and cumbersome procedure. In certam Installations, terminal response
time is slow. Although the system is thoroughly documented through the automatic
generatlon of listings, end-user documentation must be written by the user.

PROMIS is not capable of handhng large volumes of data entry on a routlne .
basis.

Yy
iy

;

Compared to custom-built systems, PROMIS systems do not necessarily Cost
less. An American study in 1980 (by Sidney H. Brounstein et al., for the National
Evaluation Program) found that PROMIS systems cost, on average, about 16.7%

' tailor. However, in the same study, PROMIS
s to operate.

CL

mere to buy, install, convert, an

systems tended to cost slightly les

5.3 SUMMARY

The users who were most satisfied with the automated justice inforination
system (whether PROMIS-based or not) were those who matched the needs
docuhented ina thdrough requiremehts‘study‘ to the system they eventually
bought/developed. In any marketplace, the onus is on the buyer to shop wisely and

select goods which fulfill a real need. Shopping for software is no exception to this

rule. o

",25" . U
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A REVIEW OF PROMIS®

Canadian Centre for Justice Statistics

The Canadian Centre for Justice Statistics was created as a result of the 1979
National Project on Resource Coordination. The concept of the Centre was one of
four options developed by the Project in seeking improved co-ordination of
resources for justice information and statistics. It is the purpose of the Centre not
only to oversee the collection of justice information and statistics, but also to
assist various jurisdictions in finding the most efficient means of collection. This
review addresses the issues involved in establishing a useful, cost-effective
information system. It introduces the Prosecuter's Management Information
System (PROMIS) marketed by INSLAW, Inc. and relates the PROMIS system to the

issues raised. Finally, it draws conclusions about the implementation of software

systems in general and of PROMIS in particular.

July 2, 1984
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1. INTRODUCTION

1.1 A REVIEW OF PROMIS -- BACKGROUND

- The Technical Assistance Directorate of the Canadian Centre for Justice
Statistics (CCJS) assists Canadian jurisdictions in implementing effective

- ] mformatxon systems to support the administration of justice and to potentially
o contribute to the collection of National Justice Statistics. One particular system
‘ ] ”for case- tracking, called the Prosecutor's Management Information System

v (PROMIS), has attracted wide interest in Canada. In response to an expressed

| o interest on the part of Canadian jurisdictions in acquiring useful information.
{ SO | , -~ systems, partxcularly PROMIS, the Centre has produced this Review of PROMIS.
! N o The review is a plam-language report wh:ch attempts to cover the issues involved

in selectmg mformatlon system softWare for a particular jurisdiction, with a = : o
special focus on PROMIS. , ' : A :

1.2 RESOURCES CONSULTED -

The resources consulted during the productlon of the Review of PROMIS
“included the following persons: |

o " Denis Sauvé, Technical Assyistan‘ce‘ Directorate, CCJs i
o Arnold Wytenburg, Technical Assistance Directorate, CCJS
o Stephen Chase, Research and Planning Branch, New Brunswick
Department of Justice : S

o - Allan Goodz; Manitaba Department of the A‘ttOrney General
o - Jim Roberts, Planmng, Researcn and Development, Alberta Attorney

. General , . , i ,
| § o Gene Spencer, Court Ser\nces, British COlUmbla Mmlstry of the Attorney o > Q?'*
‘  General R ' . - ,' s
) o INSLAW Inc., author and pubhsher of the PROMIS technology, : e | A

Washmgton, D.C. 20005
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The principal publications used in preparing the reyiew were:

0 An QOverview of On-Line PROMIS, INSLAW, Inc., Washington, D.C., 1978.

o  National Evaluation Program Phase I Summary Report: Prosecution

Management Information Systems, Sidney H. Brounstein et al., October
1980. :

o Court Case Management Information SySt‘ems Manual, National Center

for State Courts.

o | o NWG Document No.7: An Overview of PROMIS, T. Hutton, National Woyk '

Group on Justice Information and Statistics, March kl981.'

o Z PROMIS for the Courts: A New Computerized Inform'atio"n System for -
Management of the Court, INSL.AW, Inc., Washington, D.C., 10379 :

o PROMIS 82TM: Information Management and Decision Support for Public
~ Prosecutors, INSLAW, Inc., Washington, D.C., 1982.
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1.3 PURPOSE AND USES OF THIS REVIEW

It is the purpose of this review to assist Canadian jurisdictions in
automated justice information system.
over another,

selecting an
This review does not advocate one system
but rather attempts to identify and describe the role and impact of

information systems in court administration,

the issues involved in choosing a
justice-related information system,

and some of the choices available.

Section 2 describes in detail the role of automated justice infarmation
systems, the issues involved in automating the court functions,

and the necessary
steps in choosing a system.

Section 3 gives an overview of the Prosecutor's Management Information

System (PROMIS), which has attracted wide interest in Canada. The section

describes PROMIS in detail, and summarizes the experiences of the Canadian
jurisdictions which have studied and/or installed PROMIS.

Section 4 outlines the points to consider when making the decision to buy or to
build a justice-related information system. The advanta

ges and disadvantages of
buying and building are identified, described, and compa |

red.

Section 5 compares the benefits and drawbacks of PROMIS, and summarizes

‘the general experiences of the Canadian jurisdictions which have installed PROMIS.

If further information is desired, please contact:

Technical Assistance Directorate

Canadian Centre for Justice Statistics
-19th Floor |

R.H. Coats Building
. Statistics Canada
_ Ottawa, Ontario

: . KIAOTE B
o B AL (613) 993-7137 4
-2 :if }%j | | |
, | -3-
o Y s s PR




&

2. INFORMATICN SYSTEMS IN COURT ADMINISTRATION

2.1 TYPES OF INFORMATION

As in any organization today, court administrators are under pressure to -

collect, process, and report mcreasmg volumes of information.l Two main

categories of information are involved:2 -

#4

o . administrative, and

o tase-related.

"Administrative" is meant to include all information pertinent to the operation

apee of the court as a business. The administrative system comprises logistics and

~facilities managemj’eht,» personnel nia,nagement, and budgeting and accounting.

"Case-related" covers information pertaining to the issues and individuals who
ome before the court. This report is principally concerned with "case-related"
“information. The case-related system consists of four components: case
management and clerical information; case-related information; integrated :
application process'ing procedures; and an interrelated data base. The case-related
system can be used for four general activities; transactions; operatlonal contml
management control; and strategic planning. -

2.2 THE PROBLEM OF DIVERSITY

Individu,al¢ jurisdictions frequently differ in their approéchf to gathering and
processing 'case-related information. There are differences in legal procedures,
court orga'nizatign’,vst.affcapacity, and management style. Specific dissimilarities
exist in sub.h aréas as caseloads,' statistics, arrest data, disposition data,
operational costs, applxcatlon of the system by dlstnct offlces, resources, and local

: statutory constramts. , \ ‘
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The diversity in case management procedures makes it difficult to buy a
quickly-installed, automated, "generic" information management system. If case
management was similar among Canadian jurisdictions, the courts could choose a
common automated information management system and make modifications in the

system to suit the specific needs of each province or territory. One advantage of

similar systems would be the potentially lower cost of installing a common system

in each jurisdiction, compared to the cost of installing and modifying a different
system in each jurisdiction. Also, as user experience with the common system

expanded, the possxbxhtxes for sharing technical expertlse would increase.

However, while automated systems evxist which have the potential for
satisfying each court's needs, no c'urrently—exi‘sting system can be installed without
at least some modifications. Where computer hardware environments are not’
identical, the software system must be modified extensively during the transfer
process. These modifications may significantly increase the actual cost of .
transferring bto far above the expected cost. For example, at least one study has

found that, if an INSLAW-supported hardware/software configuration is not in-

place, the process of modifying PROMIS is much more ‘time-consuming, costly, and °

cumbersome than expected 3

When software has been installed and converted to run-in a different hardware

environment, the transfer process is not yet complete. The jurisdictio‘n must either-

adapt to the system's formats, procedures, and structures (therefore changing its
own), or-modify the system to fit the jurisdiction. Generally, changing the
jurisdiction's procedures is an expensive process; h‘oweyef, modifying the software
to fit the jurisdiction can also be as or more expensive if the software does not
readily accommodate such efforts. | ‘

For similar reasons, software systems custom-built for one jurisdiction are
seldom transferable to another without major modifications. If transfer is to be
considered feasible at all, the system must be thoroughly documented. One of the
largest obstacles to such transfers is inadequate documentation. A survey in 1980
in the United States concluded that apart from PROMIS installations, only five
information systems surveyed had documentation that was considered adequate to
support technology transfer.4

-5

o

2.3 DEDICATED AND INTEGRATED SYSTEMS

A major factor to consider when evaluating an automated justice information
system is the extent to which the system automates the flow of information
between the various court components.

~In a dedicated system, only one component of the court has direct access to
the data base. Some users believe they are best served by a system under their
complete control. They believe that their data collection procedures are more

reliable, and that maintenance and improvements can be carried out as needed.

Integrated systems, which serve multiple components of the court who share
the same data base, are potentially the most effective type of system. In a shared

data base, data is captured and stored only once whenever possible; all reports of

court-related activity and all inquiries against court-related data originate from

the same data saurce.

The chief dxfferences between dedxcated and integrated systems usually

include: -

¢ Information exchange -- Dedicated systems perform functions for a single
functional user only. Integrated systems allow centralized records to be
updated as events oceur throughout the system. New or changed'
information is available immediately to all system users.

o Data recording -- In a dedicated system, information is selected and
entered according to the needs and desires of a single user. In an
integrated system, each user within the court enters a selected portion of
a complete set of information being collected.

‘o Management information processing -- A dedicated system can provide

| support which is limited to output which benefits the operation and
management of a single user. An integrated system can provide support
to the daily operation and management of all users within the court.

-6-
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2.4 REQUIREMENTS ANALYSIS

A requirements analysis should always be undertaken as part of any system
development effort. The organizations which have been the most successful in
developing and implementing a useful justice information system started with a
thorough analysis of their requirements before making any decision about buying or
building.> Organizatipns that decided to buy a particular"system before defining

requirements and resource constraints generally encountered avoidable problems in

implementing the software.

The analysis should doeument the host environment as it truly exists, rather
than the perceived ideal pattern. This can only be done through careful study and
with the co-operation and commitment of those who currently do the work.

Studies of system_s of all types have repeatedly indicated that satisfaction with a.
systemis usefulness has less to do with the particular system selected than with
how well the system matches the documented needs of the user. Even custom-built
systems can fall short of an ideal if the system designer does not carefully study
the working environment which the system is meant to serve.

In 1979, a survey was made of 17 justice information system sites throughout
the United States. The performance of a thorough requirements analysis was noted
in only five sites (four non-PROMIS sites and one PROMIS site).6 The majonty of
the remaining projects failed to meet the users' expectations.

Justice information systems (pre-packaged or custom-built) that were based on
a systematic requirements analysis have tended to evolve in phases, with new
applications being added to the system according to the conceptual design and a
master plan. In these cases, realistic user expectations, based on clearly defined
requirements, have been met.’
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2.5 THE CHOICES AVAILABLE
Buy an Existing System - G

At present, only the most superficial information is available about existing
systems (other than PROMIS) which may be transferable to other jurisdictions. The
utility of such systems, and the amount of modification required to accommodate
different operational environments and user requirements, can differ widely. FEach
system would have to be investigated independently.

.

In 1979 and 1980, in separate surveys, the since-dissolved National Work Group -
on Justice Informat‘;ion‘and Statistics (Canada) and the National Evaluation
Program (U.S.) examined a number of existing automated justice information
systems available in Canada and the United States.8,9 The systems which were
examined in the two surveys include PROMIS-based systems, non-PROMIS
integrated systems on large-scale computers, and non-PROMIS dedicated systems
on minicomputers. See Appendix A for a list and short description of the systems
whxch were examined.

Of the existing systems examined by the studies referenced in this report, only
PROMIS from INSLAW, Inc. was directly applicable to the top-priority operational
and statistical needs expressed by the majority of jurisdictions. In 1980, PROMIS
was the only commercial system known to be used in more than two jurisdictions.

The only known non-PROMIS transferred system was CORPUS in Alameda County,
California. 10

Build a Customized System
) \
~ Building a customized system holds many advantages for the end user. The
information being captured, stored and retrie\/ed, the flow of work through the
system, the format of reports and forms can all be developed to fit the user's
requirements exactly. Theend product can conform precisely to the specified
requirements, and the potential for high user satisfaction is excellent.

-8 -
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Many jUrisdicﬁo’ns, in both the United States and Canada, have built
custornized systems for court mahagement. Except‘ for PROMIS and CORPUS, al;
of the existing systems listed in Appendix A were originally custom-built for a

particular jurisdiction.

W}

2.6 MAKING A CHOICE
Cost
Transferring an existing system is attractive because of the perceived
potential for savings in tirne and cost. quever, research,has'shown that the -
transfer of an existing j’LisI:ice information system may not result in lower 'co‘sts.l1
Wlth many transferred systems. substantxal lnvestments in time -and human
resources have been required to modify the software so that it runs m various
operational environments and adheres to the policies and procedures of the new
organization. Frequently, the time and effort required to study, test, evaluate,

modify, and debug an exxstmg package have proven more costly than that required

to develop a custom-built package.lz. G

While the cost of a system is an >import'ant factor, the decision between buying

and building a software system cannot be based on financial criteria alone.
Obtaining value for the money sPent is harder to quantify, but vastly more
important. An inexpensive system that is difficult to use can actually cost far

more than a system whose larger prica tag can be justified by its ability to provide

high user satisfaction. Then again, high cost is not necessarily indicative of high, =

quality.
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Data Sharing in the Information System

The most popular use for information sys'tems is the production of case StatUS
reports and workload reports, followed by calendaring and scheduling.13 For these
functions to work effectively, information must flow quickly and directly within
and between the court components. To facilitate this flow of information,
data base within an integrated system is required.

Because data is captured and stored only once whenever possible, a shared
data base avoids duplication of effort, redundancy of data, and the potential for
errors of inconsistency. Security and access constraints can be installed so that
each agency ican access only the information to which it is entitled. These
agencies are therefore assured of data privacy and integrity.

User Satisfaction

‘The only truly useful measure of a system's potential performance is how well
it accommodates the specific needs of its day-to-day users. User satisfaction
generally has less to do with the choice between buying or building than with the
matching of the actual needs of the user community to the final product. The most
important tool used to make the decision is the detailed requirements analysis.

- 10 -
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3. PROSECUTOR'S MANAGEMENT INFORMATION SYSTEM (PROMIS)

3.1 THE PRODUCT AND THE VENDOR

The Prosecutor's Management Information System (PROMIS) was ariginally
developed in 1971 by the Institute for Law and Social Research (INSLAW) as a tool
for prosecutors in the United States. The work was undertaken for the U.S.
Attorney for the District of Columbia and was funded with grants from the U. S
Law Enforcement Administration Agency (LEAA) '

The first commercially available version of PROMIS was a batch processing
PDP-11 minicomputer-based systerm known as "Mini-PROMIS." Subsequently,
PROMIS was redesigned and impiemented on other equipment. Over the following
decade, development and enhancement of the software resulted in the availability

of several improved versions of the system.

This report deals primarily with PROMIS 82TM (hereafter referred to as
PROMIS), an on-line version of PROMIS develgped to operate on various popular
mainframe and mini-computers. PROMIS is a criminal case-tracking information
‘management system that is used to automate the tracking of cases, defendants,
and charges in the criminal justice process (local, state or provincial, and federal)

within the prasecutor's office.
Variations

In addition to PROMIS 82, several variations of the software package are

marketed for a range of criminal justice agencies.

S
pz

DOCKETRACTM is a trial court ififormation system for civil and criminal
environments. DOCKETRAC is used to automate scheduling and docketing
functions, and to track cases, litigants, case parties, causes of ac‘tioh, and charges -
from filing to dnsposntxon. An optional Debt Collectnon module alds in the

collection of fines and other debts. ; R 1\




JAILTRACTM is an on-line booking and jail management system that is used -
to automate the tracking of arrestees, inmates, and cases for law enforcement

agencies, pretrial release agencies, and detention centers.

YOUTHTRACTM is a justice information system which tracks the progress of
each juvenile referral through final disposition. YOUTHTRAC reflects the
terminology, processing procedures, and security and confidentiality requirements

that are specific to juvenile justice and child care agencies.

REGULAWTM is a justice information system which assists regulatory and

administrative law agencies in controlling and reporting on their workloads.

CASETRACTM js a civil and criminal justice information system used in the
complex litigation environment in state or provincial offices. CASETRACTM
monitors the progress of cases through the preparation and litigation stages. An

optional Debt Collection module aids in the collection of fines and other data.

CIVILTRACTM is a civil justice information system which records case

documentation in test actions against state, provincial, or local jurisdictions.

MODULAWTM isa j‘ustice information system designed for private law firms
and corporate legal departments. MODULAW is used to support most areas of
client and file management, including docket control and calendarmg, conflict-of-

interest monitoring, and croqs-referenced 1ndexmg of issues.

X
N

Capabilities

PROMIS is designed to assist the prosecutor's office in trackmg dI‘I‘BStS, cases;

defendants, and witnesses through the events in the criminal justice process.

" PROMIS consists of a data management system and a taxlonng package which |

allows the system to be adapted, up toa point, to meet the specnflc needs of users
in individual jurisdictions. Usmg, the tailoring capability, users may customize the
data base, data entry screens, data editing criteria, inquiry displays, indexes, and-
output formats. , ‘
' 13 .

Traneactions (data entry, updating, and retrieval) are entered on-line from a
video display workstation. Reports can be printed from stored data through either
on-line or batch requests. Statistical reports can also be generated in a variety of
arrangements. Terminal displays and printed reports can be tailored to fit the
user's requirements. |

Components

The PROMIS software is designed to be flexible and readily adaptable to the
user's needs and operational procedures. The software features described below
are provided as components of PROMIS. These components are standard features .
of the PROMIS package; however, the user may decide to implement them
selectively. '

The Tailoring package permits the user to customize the software to suit the
particular vocabulary, data structures, and data capture, update and retrieval

functions of the host environment.

The On-Line Data Entry and Retrieval feature is a data manage’rnentv system
which allows information to be added to, modified, or deleted from the data base

via on-line video display terminals.

The Internal Data Base Manager controls access to and manages the internal
functions of the data base. '

The Formatted Qutput Package enables the user to design and produce forms,

special on-line inquiry screens, and reports.
The Reports Package produces several types of standardized reports, either on -
demand or at regularly scheduled times. The flexibility of the Reports Package '* \‘;

enables the user to define a vanety of descriptive and statistical reports to suit the
specific needs of the user. - '

-4
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The Generalized Inquiry Package enables the user to produce descriptive data
on any group of related cases or matters, in both the on-line and histarical files.
This package is designed as an aid to managerial decision-making or policy

development.

The Management Report F’ackageenables the user to define and modify

statistical reports. This package provides aggregate numerical information on any

group of related cases or matters, in both the on-line and historical files. This
package is designed as an aid to management decision-making or pollcy

development.

i The Historical Purge feature removes certain records (on the basis of user-
i defined criteria) from the on-line master file to off-line (magnetic tape) historical

files. Summary records may be retained in the on-line files.

‘The Security functions ensure privacy and security fcr all files, by allowing the
system manager to limit access to information in the data base. Access to the
system can be limited by terminal location or by the operator, using defined
,‘: : passwords. The password and security systems may be permdlcally changed to

maintain confndentxahty

The system's back-up features, the Loggmg and Recovery features and the
Recovery and Analyzer feature, ensure that back-up copies of the information in
the data base are kept. Recovery features allow information to be recovered in’
the event of system failure. '

Applications

PROMIS can provide the court administrator with services and benefits which
can 'irhprove case management and of fice productivity.

The system's retrieval features can locate information concerning ohe or more |

specific cases. PROMIS can provnde access by multlple indexes, mcludlng case
number, defendant number, name, calendar date, and type of offense. The system

o : can conduct phonetlc, as well as llteral, name searches.

) ’, 5 t}/{)) -ls-

P

The system's scheduling feature can autornatically produce a case calendar
which can also be used for recording case actions. The calendar provides summary
case and defendant information, a list of completed events, and the next sche duled
event, together with space to record the outcome of the case for subsequent data
entry.

The system's office administration features can produce printed notices,
subpoenas and case jacket labels. The administrative documents can be produced
on-line or in batch mode (which allows long documents or a large number of
standard documents to be printed at night or at other non-peak hours).

The system's management reporting features, the Management Report
Package and the Centralized Inquiry Package, provide information about
individuals Cr cases as background to long-term court planning decisions. The
Management Report Package can provide aggregate information on each stage of
the judicial process; for example, the number of, and reasons for, rejections at
screening or court dismissals; the number of guilty pleas to the top charge and to
the reduced charge; bail statistics; and cases pending. The Generalized Inquiry
Package can provide descriptive data on a group of cases with one or more features
in common, such as type of crime, assigned prosecutor, assngned Judge, and reason
for dismissal. ' '

The system's record-keeping features maintain records in such a way that /
statistics can be extracted on request. The system can also assist the user in |
monitoring and recording the information bemg added to the data base. ‘ 4

The system's statistical reporting features trask the details regardmg both \‘
defendants ahd, cases through each step of the criminal justice process from arrest

to final disposition. Statistics are available in numerous arrangements, for

example, breakdowns by individual charges (e.g., robbery), or groups of charges R :
(e.q., all offences or all violent crimes): The reports can display frequency counts bos
and percentages, attrition rates, dispositions, and tlme delays, together with the ‘ T

recorded reasons for all actions taken.

~16 -




The system's Historical Purge feature retires closed cases from on-line status
(direct access through terminals) to an historical file (off-line storage medium).
Through the tailoring package, the user can specify the criteria for retiring a case.

If desired, a skeleton record of each closed case may remain in the on-line data

base. The generalized reporting feature can access both the current and historical

files.

Hardware Releases

The on-line version of PROMIS is designed to operate on various mainframe
computers or minicomputers. In fact, PROMIS was developed with the intention

that it be capable of installation on several of the more popular brands of comput«=r
hardware.

The process of making PROMIS software operational on the user's hardware is

referred to as conversion. The conversion process may be fairly simple, or quite

long and arduous. The latter is likely to be the case if the user's brand of hardware

is not one for which‘ INSLAW has an existing software version.

As of July ‘2,11984, hardware brands for which separate PROMIS versions exist
include Burraoughs, DEC, IBM, PRIME, and Wang. This gives potential PROMIS
users who have not yet acquired hardware a ‘dyegreek of choice among hardwa‘ree
suppliers. However, the experience of users who already own/share hardware n_ot
on this list has indicated that converting an existing version for different -

equipment is time—cansuming and costly.
Although a wide variety of terminals can be considered in the evaluation .

process, only’bone type may be selected for each PROMIS installation. The system
does not tolerate a mixture of terminal types within a given installation.

: 17
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Software Availability and Cost

INSLAW provides PROMIS software programs under licence.initially for a 5-
year term at a price of $65,000 (U.S.), as at July 2, 1984.

The licence agreement includes the right to use one copy of the licenced

software and delivery of the software documentation. At the expiry of the initial

- licence period, the client may renew the licence for another 5-year period

obtainin e MOost current sortware version tor the new term, a o O e then-
(obtaining th t t soft ion for th term) at 80% of the th

current 5-year fee; or, the user can choose to renew the licence on his existing

“software for 30 years at a price of $30,000 (U.S.).

The agreement also includes a total of 10 days of training for one system-
rnanager, one system operator, the data entry operators, and the end users, and
maintenance for the first year of the term of the licence agreement. Maintenance
for subsequent years can be purchased separately at the per annum rate in effect
at each annual renewal ($12,500 (U.S.) as at July 2, 1984).

Vendor Support

INSLAW does not directly implement the PROMIS system, but the company

will assist in any way possible to ensure successful implementation and operation of

- the system. These services are not part of the licence agreement and must be

negOtiated separately. Services which INSLAW has pravided in the past include
analysis of the costs and benefits of implementing PROMIS, requirements analyses,
customization of packages to user specifications, installation of the package on the
client's hardware, operational support, and preparatlon of the user manual. .

INSLAW can provide technical assistance to prepare project descriptions, bnefmgs,
requests for consultant services or computer hardware procurement, software
knowledge, and so on. ‘ ‘

INSLAW orgamzes and administers a PROMIS User Group in the Umted States
that meets periodically in cities where a PROMIS system is installed. The users in
the group trade knowledge and experience related to PROMIS in various
environments.

-18-
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Most of INSLAW's current clients have indicated that the on-going advice and
support they have received was most helpful. These support services may be

‘billable or non-biliable, depending on the particular licence agreement or

maintenance agreement in force, as well as on the nature of the problem. Both

telephone consultation and on-site assistance may be obtained.

Software Transferability

The licence agreement contains a standard clause prohibiting distribution or
use of licenced software (including the tailored end product) to/by third parties.
The agreement also prohibits unauthorized transfer of the system to a second -
installation within the particular jurisdiction. Permission to install PROMIS on

multiple installations involves negotiation of separate licence agreements.

3.2 PROMIS IN THE UNITED STATES

A studyl conducted in 1980 in the United States found that among a sample of
criminal justice offices with 25 or more employees who were currently using a

computerized information system, 37 per cent were using some version of PROMIS.

Of those offices planning such a system, 70 per cent were planning to use some
version of PROMIS.

The study did not find that PROMIS systems cost less than custom-built
systems; in fact, on average, PROMIS-based systems cost about $25,000 (U.S.) or
16.7% more to develop. However, in operation, PROMIS systems tended to cost a
few cents less per case, on average. These statistics are based on the technology
of the day (1980). [
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The study indicated that user satisfaclion with an individual system had less
relationship to the type of system implemented than to how thoroughly the user's
requirements had been defined before the decision to buy or to build had been
made. Even then, PROMIS systems tended to score slightly higher in user

satisfaction, a fact that could be attributed to PROMIS User Group meetings.

Groups who built their own customized systems had no one with whom to share
problems and/or achievements.

3.3 PROMIS IN/CANADA

In Canada, the National Work Group on Justice Information and Statistics
(NWG) and four provincial jurisdictions have evaluated PROMIS. The NWG
installed PROMIS to study the possibilities of adapting the system to Canadian
jurisdictions. Independently from the NWG study, three provinces (New Brunswick,
Manitoba, and Alberta) evaluated and selected PROMIS; the fourth province
(British Columbia) decided against selecting the system.

The NWG study, and the provincial evaluations (which were requested by CCJs
for this report), indicate the extent to which PROMIS meets the vendor's claims

and the users' expectations when installed in Canadian jurisdictions.

National Work Group on Justice Information and Statistics

The National Work Group on Justice Information and Statistics (NWG) began
testing PROMIS as part of its mandate to help Canadian jurisdictions become
aware of developed or planned automated justice information systems, and to
provide technical assistance in adapting existing operational systems for Canadian
jurisdictions. PROMIS was chosen as a test system, because it was designed for
installation in any jurisdiction, and because PROMIS met the major stated priority
(development of more effective operational and statistical programs in the adult

. court areas) of the majority of the provincial and territorial jurisdictions.
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When the NWG tested PROMIS, its evaluation of the system was complicated
by the fact that the hardware which supported PROMIS was not readily available.
F ollowing resolution of the difficulties caused by software/hardware '
incompatibility, the NWG found that the most difficult implementation task was
tailoring for the particular jurisdiction. The tailoring package was not user-
friendly, and required expert knowledge both of PROMIS and the jurisdictions's
requirements. Even when expert knowledge was available, the task was lengthy -

and took several trials to complete.

The NWG found that PROMIS could be adapted for Canadian jurisdictions. If
an INSLAW-supported hardware/software configuration was not used, the
installation and tailoring were both more difficult and time-consuming. The NWG
recommended that, from the outset of the project, the jurisdiction have a manager
who both understood PROMIS' concepts, and was reasonably familiar with the
methods of the jurisdiction and with data-processing concepts in general.

INSLLAW provided two types of documentation for PROMIS. A set of manuals
described the PROMIS system. In addition, each program had documentation

embedded within it, and a utility program was provided to extract this

documentation. The embedded documentation must be referenced frequently while’

the system is being tailored.

The NWG found that some of the PROMIS features do not become clear until
test cases are added to the data base and access is attempted in the on-line

environment.

The software delivered by INSLAW assumed that a particular type of terminal
would be used with the system. The NWG recommended that the default terminal
be used if it was economically feasible. If another type of terminal was to be used,
the services of a telecommunications analyst would be required.

The NWG found that the on-line data entry and retrieval facilities were
powerful and relatively easy to use. The security features, such as terminal
identifiers, passwords, and user identifiers, were adequate and were considered
practical in the on-line environment.

-21 -

New Brunswick

In New Brunswick, PROMIS plays a part in an overall Justice Information
System (JIS). The aim of the JIS is to improve court management, while reducing
expenditure on day-to-day operations. The on-line system is installed in the
fourteen court offices, with each office having at least one video display
workstation and one hard-copy printer. Data entry is handled by the regional court
staff within each of fice. Operational reports, forms, and documents are produced
locally while the majority of the statistical and management reports are produced
at the central of fice and are distributed accordingly.

Custom-building was rejected as unfeasible; and, of pre-packaged software,
only PROMIS met the technical requirements of the project. Major factors in the
decision to select PROMIS were that the tailoring package provided fot future
growth and change; INSLAW could support the product with technical information,
documentation, training, and system enhancements; the package was available at
no charge (note: this is no longer the case); and financial support for the
implementation of PROMIS was available from the NWG. In addition, PROMIS

was perceived to have been successfully implemented in Alberta and received a

‘favourable review in a Manitoba feasibility study.

Although the PROMIS package met or exceeded the technical requirements
originally identified for the JIS project, adapting PROMIS for the UNIVAC 1100/83
hardware available in New Brunswick (a system not supported by INSLLAW) proved
to be more complex, time-consuming and costly than anticipated. The single
largest problem was the conversion of the software to the unsupported computer
environment. ‘

~ The adaptation of PROMIS, an American package, to the Canadian
environment was much simpler than anticipated due to the effective use of the
tailoring subsystem. However, the level of in-house expertise’necessary to install
the software proved to be much higher than anticipated. This problem can be
largely attributed to the environment not being supported by INSLAW. While
extensive technical knowledge of both PROMIS and thé New Brunswick
environment was required during implementation, a simple working knowledge of
the system proved to be sufficient for daily operation.
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The pOSSlbllltles for sharing of technical expertise were nun-exnstent, becaUse
no other PROMIS ¢ }ystems had been installed on a UNIVAC system. The
possibilities for syjanng subject-matter expertlse was restricted to other Canadian
installations. In{jact, even this possibility was almost non-existent because only
one such mstah/atlon existed at the time (in Alberta), and the package had been
installed at that location in a completely different context.

PROMIS took approximately fifteen calendar months to install in New
Brunswick, much longer than the expected three to six months. The conversion to
the UNIVAC environment and the lack of available human resourbes were the
major factors in the overrun.

Support from INSLAW was often requested during the early stages of the
project. On most occasions, the responses were both timely and effective.
Throughout the project, INSLAW provided quality documentation (both system and
training), and has continually upgraded and enhanced the PROMIS software.

During the implementation and tailoring phasés of the project, very little
impact was felt by the users. To ease the transition of each local of%ice from its
unique operational procedures to the new, uniform procedures, the installation
procedure was phased to bring one office on-line at a time.

Operationally, the PROMIS software ha"s‘performed as expected. There are
on-going problems with response time and turnaround time for ad hoc reports, but
these seem to be linked with problems specific to the ‘implementatioh, which are
still being resolved. Although the operational costs were originally high, a
modifi'ed rate structure has improved this problem. Presently, the cost is not a
major concern, but may be somewhat excessive when compared to other systems
currently in use. The regularly scheduled reports produced by the system are
generally correct and on schedule. These reports require an oVemight production

run. The procedures for these reports were implemented by the Data Processing
Division, not by the users. -
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The system and data security have proven satisfactory to date.

The'Management Reporting Package, a standard component of PROMIS, has
not yet been fully implemented. It is anticipated that the package will be
implemented following the completion of testing, and will be used to improve the
long-term planning of the courts. However, this is not as high in priority as the on-

going problems with terminal response time and ad hoc report turnaround time.

Maintenance on the system has been less difficult than originally anticipated,
although the non-standard hardware environment requires reqular attention. The
cost of on-going maintenance has been estimated at appi‘oximatley one person-year
per annum.

In the management operations, the system meets the regular report schedule,
but is slow in satisfying ad hoc report requests. In the future, user control over the

report production may be implemented.

Overall, implementation of the system is considered to be successful. As
indicated, there are several on-going areas of concern and a detailed study has

been initiated to identify causes and potential solutions.

Manitoba

Manitoba chose PROMIS to fill its need for a Manitaba Justice Information
System (MJIS) in Winnipeg. The aim of MJIS is to improve court management
activities and to reduce expenditure on operational effort. It is hoped that MJIS
will integrate the functi(ons per—forméd by the Winnipeg City Police, the Winnipeg

-Remand Centre, the Court Services and Criminal Prosecutions Divisions of the

Department of the Attorney General, Probations Services, and the Department of

Corrections. It is intended that all locations will have video display wor’kstations

forms, documents, and reports.
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As in New Brunswick, development of a custom system was rejected for
various reasons. PROMIS was selected as the only pre-packaged solution which
met the project requirements. Major factors in the decision to select PROMIS
were that INSL AW was prepared to provide adequate support throughout the
implementation, the tailoring package provided for future growth and modification,
the price was relatively low compared to custom development, and PROMIS was
perceiv;ad to have undergone reasonably successful implementation in other
jurisdictions.

\*

Although 1mplementat10n is not yet complete, thpre seem to be few problems
establishing the software in the IBM hardware env1ronment (INSL.AW supported).
Tailoring of the software for the court system in Manitoba has not been smooth,
but the problems have not been impossible to ovebcome, simply more costly and

time-consuming than originally anticipated.

A solid technical background in PROMIS and the justice environmen;‘. are
considered to be essential requirements to successfully install the software.
Although no definite conglt;gions can be reached yet, it is felt that a solid technical
background in PROMIS will continue to be required to maintain effective

performance levels in both operations and maintenance endeavours.

As in New Brunswick, outside assistance and expertise relating specifically to
Canada were"“"’at available. The American installations that had been reviewed did
not provide pertment insights into implementation or technical aspects of the
system. Some Canadlan experience had been gained in Alberta, but its software
was an earlier version and had been implemented to serve a much dlfferent

purpose.

Throughout the project, INSLAW has provided accurate; timely and effective
support for the package and has continually upgraded and enhanced the product.
The decision to consult INSLAW on technical points has saved time and money. |
Manitoba recommends that any jurisdiction anticipating the purchase of PROMIS
should involve the. wendor as much as possible throughout the project's life cycle, to
gain the maximum benefit from the vendor's experience and expertise.

25
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Because the MJIS is not an operational system, specific technical problems
have not been identified. However, some areas of possible concern have been
marked for future scrutiny. The terminal response time will be a critical concern
when the system becomes operational, because terminals will be installed within
the courtrooms. Problems with lack of "user-friendliness" are not anticipated;

however, these areas of concern will be monitored and addressed if necessary.

The method of handliny text has been identified as a general deflclency of the
current version of PROMIS. Although PROMIS can handle textual data, the
occasional need to maintain exact wording has led to the development of an
auxiliary system which uses a word processor.

The project is estimated to require fifteen calendar months from the start of
the project to the final implementation. At the time of this report, the project
was performing beyond the original estimates for human and dollar resource
consumption and was extending beyond the original calendar schedule.

Because the MJIS is not yet operational, the day-to-day and managerial
operations have not been automated. The operational costs have not yet been

determined, but the system is expected to provide service at relatively low cost. "

Although PRDMIS‘ is not yet operational in Manitaba, the product has
performed as expected, and has fulfilled all its advertised specifications and most
of the project's requirements. In the future, Manitoba hopes to integrate the MJIS

with an automated accounting system and to expand the MJIS to include additional
courts and cities.
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Alberta

PROMIS was installed in Alberta as an interim measure to assist the Office of
the Crown Prosecutor in Edmonton and Calgary. Eventually, the functions °
performed in these offices were meant to be incorporated into a Courts
Automation Project (CAP). Due to the interim nature of the pro;ect, PROMIS was
chosen as a relatively low-cost, pre-packaged, adaptable solution whxch was
perceived to have been installed successfully in other (non-Canadian) jurisdictions.
The mainframe computer on which PROMIS runs serves two locations (Calgary and

Edmonton) via nineteen video display workstations and fourteen printers.

At the time the system was acquired, no IBM hardware release existed, so the
then-current PDP-11/70 release was converted. This approach was both costly and
time consuming. Although the conversion was originally perceived as a relatively‘
straightforward and problem-free task, many difficulties were encountered. The
conversion indicated that a high level of expertise relatéd to PROMIS was
necessary for successful conversion, installation, operation, and maintenance of the
system. , : ~ y

~ Tailoring the software for use in the Canadian juétiCe system was not very
difficult. INSLLAW had partially adapted PROMIS to accommodate Canadian
terminology before the software was delivered. Alterations not handled by
INSLAW were resolved in the conversion and installation process.

At that time, little or no expertise with PROMIS existed in Canada and
INSL AW did not support PROMIS in an IBM environment. In retrospect, Alberta

feels that the ability to share PROMIS-related experiences with other users would
have been beneficial. '

INSLAW provided timely, accurate and helpfuls’uppbrt during the cohversibh
process, despite the dlsadvantages inherent with mstalhng PROMIS on unsupported

hardware,
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The installation, conversion and tailoring of the system was accomplished
within the allotted six-month time frame. This was achieved only at the expense:
of human and dollar resources significantly in excess of original estimates. The
extensive resource overruns have been largely attributed to the complexity of

installing the system on an unsupported hardware environment.

At the time, several seemingly insignificant modifications to the existing
systems and procedures were required during the installation and tailoring
procedures. Manual procedures became more complex in order to accommodate
PROMIS, and consequently users find the system to be cumbersome, "unfriendly",
and ineffective. A modification which has had significant impact on the users was
the change in responsibility for the production of subpoenas. This task was
originally pé;i:“»formed by the Law Enforcement community, but is now performed by

the Office of the Crown Prosecutor.

Due to the short-term nature of the original project, Alberta decided not to
implement several of the PROMIS options. Because Alberta's implementation of
the system Iacked the Historical Purge function, the unchecked growth of the data
files caused disk storage requirements, data retrieval cost, and performance to be
adversely affected. As the lifetime of this system has been extended, an archiving
function has been developed, and the resulting performance gains should result in

reauced operating costs and some increase in user satisfaction.

The Management Reporting Package was not implemented due to the
temporary nature of the original project. If this package is implemented in the
future, it is expected that the cost and difficulty of convertmg, interfacing and re-
tailoring will be high.

‘Very little system maintenance has been required. Generally, system "bugs"

" have been extremely scarce and routine maintenance has been simple, rarely
_ required, and easily accomplished. ‘
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Operationally, the system is slow and difficult to work with. The system does
not easily handle large volumes of data entry on a routine basis. A'large number of
data entry screens must be used to capture a limited amount of data. The systexr‘ﬁfv
lacks proper data-processing controls and. contains only limited edit features.

Users have complained that accessing and retrieving data requires excessive and
time-consuming effort.

It appears that many of Alberta's prablems with PROMIS can be attributéd to
the lack of a formal study of user needs prior to implementation. - A review of the
volumes of data captured has indicated that the system is required to operate
beyond the limits for which it was intended.

Due to the interim nature of the project and provincial fiscal restraint, no -
attempts have been made to resolve the outstanding problems through system
retailoring or adjustment. ‘Despite the uncertainty regarding further developments
in this area, it has been agreed that PROMIS does not meet and is not capable of
meeting the needs of the users in its present form. A system retailoring may -
resolve a number of immediate pfoblems; however, it is felt that there is little
probability that PROMIS would be capable of handling the volume of data.
Currently, an effort is underway to initiate a detailed requirements analysis of the
Office of the Crown Prosecutor in anticipation of future development. Also, the
initial proposal of integrating PROMIS with the CAP system is being reviewed. ,

British Columbia

Unlike the three previously-discussed jurisdictions, British Columbia had ,
previously developed a series of automated systems to assist various functional
components of the judicial process. Both PROMIS and a custom-built system would
be capable of satisfying the technical requirements of an integrated system.
PROMIS offered signific‘antly faster implementation, a proven track record both in
conversion to a vari‘ety of hardware environments and as an operational system,
and qualified assistance from INSLAW. The lack of an adequate accounting

[RpTs
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However, upon examining PROMIS implementations and custom-built systems
in other jurisdictions, British Columbia concluded that the expenditure required for
implementation could be better used to upgrade existing systems and develop new
custom-built systems. Two major factors contributed to the decision: PROMIS
would duplicate functions already performed by several of the existing systems;
and projected operating costs seemed much higher than they should be. In addition,
system response time was generally perceived as poor, and the ability of PROMIS
to handle large volumes of data was questionable.

Summary

The research by CCJS indicates that several general conclusions may be drawn
from the PROMIS installations in Canada.

Jurisdictions which have implemented PROMIS generally found that technical
expertise far in excess of what had been originally anticipated was necessary for
successful implementation of their projects. Implementation was faster and
smoother on systems with a hardware environment that was already supparted by
INSLAW. All jurisdictions felt that communication with other Canadian users to
share expertise and experience would have been valuable.

All jurisdictions felt that system operating costs and the turnaround time in ad
hoc reporting were higher than they should be. However, no adequate solution to
either of these problems has yet been found. ‘ =

Some jurisdictions have expressed concern that PROMIS is not user~friendly,
and PROMIS does not easily handle the volume of data encounteredin the host
Canadian jurisdictions. ‘ ’ '

All jurisdictions felt that PROMIS performs as advertised by INSLAW, and that
PROMIS met the overall user and technical requirements.
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3. Prosecutor's Management Information System (PROMIS) -

Notes

1. Sidney H. Brounstein et al., Natxonal Evaluation Program Phase I Summary

Report: Prosecutlon Management Informatxon Systems (October 1980), ps 23.
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4. BUY OR BUILD?

There are generally two methods of acquiring applications software: buy a
pre-packaged commercial system, or build a custom system.

Pre-packaged application systems are one of the major growth areas in
commercial computing today. For standard applications such as payroll and
accounting, a variety of generic packages can be purchased off-the-shelf and
installed with littie or no modification. Because the same package is used by many
organizations, each purchaser pays for only a small proportion of the total
development cost. For standard applications, it is frequently cheaper and faster to
buy a package than to develop a custom-built system with the same capabilities.

, /.

On the other hand, if the application is unique, or in low demand, there may
not be a pre-packaged system available commercially. If the organization owns
hardware that is non-standard in configuration, an existing software package may
not fit that specific configuration. If the organization uses a procedure or method
which is not reproduced in the software package, the procedure must be changed to
conform to the pre-packaged software; the software must be modified; or a custom
package must be developed to handle that procedure.

A major factor in éoftware evaluation is the determination whether a pre-
packaged system (if available) is suitable for the application, or if a custom-
designed system will provide a greater return for each dollar spent. This section

discusses the issues involved in choosing to buy or build a software system, and

- compares the alternatives. This section does not attempt to advocate buying over

building or vice versa, but rather to indicate the factors which must be weighed in
reaching a decision.
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4.1 MAKING THE DECISION TO BUY

Commercial software packages can have many advantages and disadvantages.
Often, whether a feature of the package is an advantage or disadvantage depends

on the purchaser and the use to which the package is put.

Age of the Package

Software packages which have been in existence for some time may be a
better investment than a newly-released product. The newer software may or may
not have been adequately tested in the type of environment for which it was
designed. If the vendor has not done sufficient de-bugging, undetected errors in
the software can cause the data and information being handled by the system to
become inaccurate. Occasionally, software packages are released before adeduate
documentation exists, and even before the vendor's staff is prepared to support the

new product.

Vendors of established software packages have had the oﬁi;pprtunity to benefit -
from previous‘CUStomer reaction to their product. As a result, the package may
have been enhanced to meet user demands in such areas as ease-of-use ("user
friendliness"), performance,‘,"reliability, security, and applicability to a specific
environment. The vendor w‘/"ill also have acquired experience in the typical
problems faced by current j:ustomers. This experience is reflected in the kind of
support new customers canf expect from the vendor. In addition, customers may“?
have organized formal or i@;wformal user groups td trade experiences. Written
documentation is also more likely to be complete, accurate, and reflective of the

user's needs. R g

On the other hand, ol:'.der'software products may not take advantage of the
latest develoepments in sy‘f‘_vstems and software technology. The fields of hardware
and software technology ffére volatile, and developmeni is continually increasing the
speed and efficiency of s}ftate-of-the‘-art automated systems. A new system méy be
more powerful and fastg}lr than an older product. The decrease in computer time
required to run an appliﬁ:ation packagé may result in both lower operating costs and

the increased availabili%ity of the computer to run additional application packages.
: [ :

f _33.
j e

§l; :

Kl i

= e
-
L —— u i

£ &
.
£

i

T o i
S ¥

?

= 12 ! =,
i3 % ;

%,

Speed of Implementation

The implementation period for software packages is generally short, allowing
the benefits of using the system to accrue quickly. However, few pre-packaged
systems can be installed, turned on, and used without some modification to suit the
specific environment. Occasionally, the product is designed in such a way as to

make this "tailoring" process as simple as possible, but more often no provision is
made by the vendor in this area..

The modifications may be major or minor, depending on a number of factors.
These include whether the original package was a "good fit" (considered to occur
when the unmodified software does 70 to 80 per cent of what the user requires 1);

and whether the package was developed on hardware identical to that used by the
customer. ‘

In most cases, the time and effort required to perform the necessary
modifications are grossly underestimated. Implementation invalves more than just
installing the software. A vendor may advertise that a package can be installed
and running in two days, but this is just one facet of implementation. In may take

much longer to integrate the new package with the customer's operating
environment.

Portability and Expansion

It is important to carefully investigate the terms of the vendor's standard
software purchase or lease contract. The contract should always specify whether
the user may copy the software (in order to have a backup copy, or to use the same
program at a second location), or whether the user must buy additicnal copies at
full or reduced cost. The same provisions may also apply to system documentation.
It should be clearly stated'whether the user may make copies of documentation, or
whether copies must be purchased from the vendor.

s
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Other licensing or security provisions should also be carefully evaluated. The

vendor may impose constraints on the use of program code so that the package can

only be modified on his terms. For example, altering code may be grounds for
invalidating a maintenance agreement.

An organization which purchases pre-packaged software should also carefully
evaluate its own future plans. Does the organization own, or plan to buy, another
computer? Even if the second machine is the same brand~-name as the first, the
machines may be so different that the software designed for one wil] nat
automatically run on the other. If the brand-names are different, convefsi

' ; on may
prove. to be difficult and costly, if not impossible. ‘

It is also important to evaluate the future uses of the software package to be’

purchased. If the initial implementation is successful, it is not unusual for the user

to demand more and more from the package as time goes by, If a pre-packaged
system only just fits the current needs of the purchaser, then, in a short while,
further demands will exceed the product's capabilities. If a package has features
and capacity beyond the current need, the user will be able to "grow into" the
package. If a package that just fits the current need is selected

begin immediately for development or purchase of more advanc
new system.

s Planning should
ed features or of a

Another factor to consider is the fléxibility of the system.
design systems that allow for "customization"

Many vendors
(tailoring) by each user. However,

the extent to which customization is permitted can vary widely from system to

system.

Design and Compatibility -
A pre-packaged system may att&i‘h a greater level of sOph}ééication than a
similar, internally-developed system. Because the vendor recoups thé develop’.ment'

‘ v it is usually possible for the vendor to devote
more resources t;o refining the system than could any single user.

system may be designed to satisfy a wide range of users,
slower and less efficient than a custom-built system.

costs from a group of licensed users,

A pre-packaged
however, it may also be
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An organization may have branch offices which regularly exchange
information, or it may be required to report to outside agencies on a periodic basis.
By selecting pre-packaged software, the organization can ensure that the
information exchanged is uniform, and that reports are always produced using the
same format. If each branch or agency uses a different system, it is frequently
necessary for each to develop expensive "front-end" programs to manipulate the

format of the information coming from the other members of the group.

Similarly, if an organization has already automated to some extent, the new
package may not integrate with the existing system(s). If information must be
transferred, translation programs may be required to make the existing format
compatible with the new system. Costs for developing such programs must be

anticipated.

Training and Staff Acceptance

If the new system requires a massive change in work patterns, staff members
may exhibit resistance to the system for months, or even years. To overcome this,
it is important to have staff members involved in the evaluation and selection of
the system from the earliest possible date. Early staff invalvement can help to
reduce post-installation resistance. Training provided by an experienced vendor
may also reduce the anxiety of staff members who are wary of machines and
reluctant to give up an overloaded manual system. -

On the other hand, the training provided under contract by the vendor may not
be sufficient for the staff to make the most effective use of the system. Written
documentation may be inadequate to fill in the gaps. The vendor may supply
further training and documentation at a specified cost. If not, the organization
may find it necessary to write manuals to supplement the documentation provided
by the vendar, or even ta hire‘an in-house support person to provide extra training
and ad hoc support to other staff members on a continuing basis. The costs ‘
involved in training and documentation, whether provided by the vendor or by an
in-house employee, are factors seldom conslidered when estimating system cost.

<
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When a system is purchased without sufficient involvement of the staff in the
decision, the "NIH" (Not Invented Here) syndrome 2 may appear. Staff may resent
having to install, maintain and use a system that was not developed internally.
This feeling can be exacerbated if the package is poorly designed and/or difficult
to implement.

4.2 MAKING THE DECISION TO BUILD

Custom software is written expressly to fit the application requirements of a
particular orgamzatlon. The program may | be developed usxng either in-house staff
or a firm under contract to the organization. '

As with commercial software, there are both advantages and disadvantages to
building custom software. k

Develop,ment_: Risks and Rewards

Scheduling

Through frequent monitoring of the project's progress, the ot;ganiza'tion can
keep development time and costs in line by re-arranging priorities, redefining the .
scope of the project, or re- allocatmg resources, as necessary. Development can
also be scheduled with a view to hardware availability -- either taking advantage

of slack periods, or freelng the computer during periods of heavy demand by other -
applications. 7

If desu'ed the new system can be built in stages. Presslng needs can be met |
first; and if the system is carefully designed, expansnon can easxly encompass the
"frills." In fact, with enough forethought, the package can be ‘continually updated
and tailored to fit the expanding andﬂ\ changlng needs of the orgamzatlon, at
minimum cost, . ‘

3
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On the other hand, development projects frequently entail a large risk of
unexpected problems that can cause delays in the schedule. Often, the time

required for the work is underestimated at the start. Once the project is

underway, maintaining the schedule depends on many factors.

If schedule delays become extreme, there is a risk that the final cost of the
project will be more than the resulting system is worth. In fact, projects are often
cut short for budget reasons, and may never reach a state where they perform all
of the originally-intended functions. In some cases, time and effort may be better
spent on tailoring and maintaining a pre-packaged system.

Cost

Usually (though not always), a custom system costs more than a pre-packaged
system. Aside from the costs of schedule delays, already discussed, there are other
costs to be considered.

To ensure a reasonable level of sophistication in the completed system, there
must be a blending of programming expertise with in-depth knowledge of the
organization for whom the system is being develaped. Most developers are not
experts in subject-matter areas. It may even prove impossible to find the

necessary mixture of expertise. Without this sort of collaboration, the system may

not be sufficiently flexible to accommodate developments and changes that occur
in the given subject-matter area. Major changes may require redevelopment of the
package, with all developmental costs being incurred once agam.

It is important to ensure that development is documented as it proceeds. If an
employee should leave the project before completion and no documentation of
hls/her special knowledge of the system exxsts, costs are incurred while waltmg for
a replacement to acquire that special knowledge.

-38-
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The operating cost of the system is another factar. A pre-packaged system is
designed to fit the requirements of as many patential customers as possible. This
aspect of the system is frequently reflected in slower operating speed and higher
operating cost. A custom-built system can be streamlined and fine-tuned to fit the
user's needs perfectly, which usually results in an increase in the operational
performance and a reduction in the operating cost.

End Result

The system which results from custom development is likely to be more
efficient than a pre-packaged system. The organization can specify the computer,
the operating system, and the programming language to be used. By designing the
system around the existing hardware environment, the organization is unlikely to
underuse existing equipment or be forced to buy equipment which it did not
previously require. The organization can also specify the design; development,
documentation and operating standards it desires.

The custom-built system can be designed to fit precisely into the

organization's operational environment. The likelihood of developing a more

effective system (from the user's viewpoint) increases. The new system can also be

designed to integraie with and take advantage of existing syséems and data bases.

Staff members often develop pride of ownership in a custom, system,
particularly if they have been thoroughly consulted during development. This
proprietary feeling enhances their ability to learn and to use the system profitably.
The feeling develops not only because the system was developed within the
company, but also because the system more accurately conforms to the

organization’s methods. The system can be designed to fit the specific needs of the
end-users.

-39 .

Contracting for Development of a Systermn

If, instead of using the in-house staff, a software development company is
hired, there are several important points to consider. The firstis the volatile
nature of the industry. Many small development firms remain in existence for only
a few years. If the firm goes out of business shortly after the system is completed,
no external support for the package will exist. Support from that point will depend
on the amount and quality of written documentation available.

Ancther consideration is the ownership of the software. The contract must
specify who owns, who may sell or license, and who may modify the software. The
contract should also set out the’terms of the acceptance test for the system, as
well as the type and amount of suppert to be provided by the developer after
acceptance. '

4.3 COMPARING THE BUY/BUILD OPTIONS

When décid'ing whether to buy or build, the user must consider each factor
discussed previously, aiong with the relative weight of each factor. The
advantéges of custom systems may seem few in number, but the relative weight of
each advantage is high. The advantages of pre-packaged systems are high in
number, but may be overwhelmed by the relative advantages of the custom system.
For example, depending on the complexity of the ébftware and how well the
package fits the required application, the tailoring neceséary to implement the pre-
packaged software may be so intense that the time and effort could be better spent
developing a custom system. Reduced operating costs (resulting from the increase

in operating speed and efficiency) may cancel the higher initial development costs.
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Table 4-A: Comparison of Factors in Buying and

Physical Considerations Building a Software System

Whether the system is bought or built, it is important to assess the new
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system's impact on existing computing capacity within the host organization. A FACTOR . BU.Y}SG::‘.\EI?IF_—'T_“ L BUILDING A SYSTEM
large, detailed system may unacceptably slow other pracessing on the same
_ . . ity b . Conformity to Software will usually require Specifications can be
computer, or may even exceed the computer's proc;essmg capacity. It may be , ] User's Needs some modifications to adapt designed to mest the user's
necessary to redesign the system; to redefine priorities for computer access; or to it to the hardware needs perfectly.
. ‘ . . b environment or to the
acquire more processsing capacity. - ] organization's policies and
SN | procedures.
If the Somtl?n, is toachuu'e more processing capacity, a choice has to be made ol Alternatively, departmental
between adding dnother computer of the same type, or obtaining a more powerful o ] policies and procedures may
Lol . 1 require extensive
model. There are usually critical differences amokng_ computer modelsf even when N modifications to adapt to the
they are built by the same firm. If a new computer is acquired in the middle of a ; ] software.
development project, it may be necessary to reschedule or delay the project while
the system is being adapted to the new machine. Where possible, hardware ] , .
s s , . - . Implementation Generally (but not always) Generally (but not always)
additions or changes should be anticipated and scheduled into the project. Period short. Benefits of using the longer than the
Shaiate | system can accrue quickly. implementation period for o
o ] buying. Initial benefits may PR
T not accrue quickly. N
Tabular Comparison ol '
, ¥ ] However, the custom-built
I ~ ‘ ; S software should be more
A tabular comparisen of the factors to be considered is presented in Table , efficient than a purchased
. ) . . _— el s system in terms of operating
4-A: Comparison of Factors in Buying and Buﬂdmg a Software System. | ] speed; when the system
" I becomes operational, the
- . benefits of increased speed
| 1 (lower operating costs and -
G S - faster turn-around time) can
[ »@«L accrue quickly.
r‘*l“’* Implementation If extensive modifications The system can be built in
E Schedule are required, the stages to meet pressing needs °
b I i implementation schedule may first, then expand to k\\ o
—r take more time than - encompass the lower-priority
f ! anticipated. ‘ needs.
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FACTOR

BUYING A SYSTEM

Contract
Obligations

Madifications

Expansion

Transferability

Uniformity

- B 0 s e a8 0 0 i 2an

The contract must specify
the ownership and licensing
of the package, any
provisions for back-up copies,
madifications, installation on
multiple systems, and
external support after
acceptance of the product. -

The contract may restrict or
prohibit modifications to the
software.

If the vendor subsequently
updates the software, the

modifications to the original
- version may be lost. '

The package may not be
expandable enough to fit the
future needs of the users.

The contract may restrict or

-prohibit installation of the

software on other computer
environments belonging to
the purchaser.

If several agencies obtain the
same package, a potential
will exist for uniform
information and statistics
exchange among those
agencies. :

-t .
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'BUILDING A SYSTEM

If the work is performed by
an independent software
development company, the
contract must specify the
ownership and licensing of
the package, any provisions
for back-up copies,
modifications, installation on
multiple systems, and
external support after
acceptance of the product.

There are no restrictions on
the modifications to the
software.

With forethought and
planning, the system can be
continually updated and
madified.

On-a well-planned system,
there are no legal constraints
on the transferability of the
software. ;

Generally, each branch of the
organization will receive the
same system, thereby -
ensuring uniform information
and statistics exchange.

Dy Ao 81 D O s o e i S e 8 . P e B Ot S 0 o

«ssCOntinued

e L

.

i
—

¥

3

"m
X
H £ :
of i
[ |

/= =

i

;i & i i
i i
& : % ‘
i 9

Ba " 1
] i #

i

2
4

Y
i

. i
- i i i ; A
o i % F oo i
S By ¥
N -

’M‘ :
¢ : =1
PR

¥
¥ '

== g Pm e
4 R [ N [
: B 1 ook B 4 2 1

3

a
&
rf\.
P
5

BUYING A SYSTEM

Age of System

Design and

Compatibility

User's Group

Training

-rem - - - - - - - -
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BUILDING A SYSTEM

Older system has proven
itself; newer system may not
be sufficiently debugged.

Older system frequently do
not take advantage of the
state-of-the-art technology.

Because the vendor has
internal expertise and
experience with other users,
the pre-packaged system may
be more sophisticated than
an internally-developed
system.

The system may not
integrate with existing
manual and automated
procedures. ‘

A number of users of the
package may have organized
a user's group.

Training provided by an
-experienced vendor may
reduce the anxiety of staff
members. However, training
provided under contract may
not be sufficient for the staff
to make the most efficient
use of the system.

LT

- 4h -

New custom-built system
may not be completely tested
and debugged.

New custom-built system can
take advantage of the state-
of-the-art technology.

The system can be designed
to follow the organization's
exact method of operation,
and therefore integrates well

- with the existing manual and

automated procedures. The
system is likely to be more
efficient operationally than a
pre-packaged system.

No user's group exists.

The training period may be
shorter, because the program
is designed to emulate the
manual procedures used
previously. However, the
training provided may not be
as extensive and professional
as that provided by an
experienced vendor.
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FACTOR

BUYING A SYSTEM

Staff
Acceptance

Documentation

Development
Cost

Operational
Cost

- - anm

Those who operate and
maintain the system may
resent having to instalil,
maintain, and use a system
which was not developed
internally.

Written documentation is
more likely to be complete
than on custom-built

~ systems..

If documentation is

inadequate, the purchaser
may have to buy or write
additional documentation.

The cost of the basic package
is fixed and known. Usually,
a pre-packaged system costs
less than a custom-built
system, because sales to
several purchasers reduces
the per capita development
cost and subsequently the
price per purchaser.

_ If extensive modifications

are required, the cost may be .

much higher than -
anticipated. The time and

cost required to modify and

install the system are
frequently underestimated.

The operating costs may be
estimated from the
experience of other
purchasers.
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BUILDING A SYSTEM
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Staff members often develop

pride of ownership in a
custom-built system.

The documentation

- frequently will be incomplete

and/or out-of-date.

The documentation must be

written, maintained, and
updated by the developers.

The final cost of the project
must be estimated. The time
and resources required to
develop the system are
frequently underestimated.

4
&

The operating costs may be
lower than those of a pre-
packaged system, because
the custom-built system can
be developed for maximum
efficiency within the user's
environment. Over a period
of time, this lower operating
cost may offset the higher
development cost.
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4.4 CONCLUSIONS

The question of whether to buy or to build an automated system may be
answered only by considering many factors. The relative weight of each factor
varies according to the specific needs of a particular organization at a given point
in time. In a few cases, a comméréx‘al,package will fit the user requirements
exactly; in others, there will be no commercial packages available; in most cases, .
commercial software will fit some user requirements but not all of them. Given
the latter case, the decision must be made to accept the limitations, to attempt to

tailor the package, or to build from scratch.

A requirements analysis should take into account each factor discussed in this
section. This analysis must define the specifications of the system, determine if a
pre-packaged system exists, estimate the costs (of development, installation, and
operation), and consider management factors such as the potential of the system
for future growth and modification, and its impact on the user community. Only
when the weight of all these factors in each particular situation is considered can
the buy/build question be resolved. ‘




4. Buy or Build?
Notes
1. Steveh Weinberg, quoted by Carol Tomme Thiel, in "A Shopper's Bonanza",
Infosystems, Vol. 28, No. 9, p. 54. ‘

2. Martin and McClure, "Buying Software off-the-rack", Harvard Business
Review, Vol. 61, No. 6, page 32.
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5. CONCI_USIONS

Generally, the PROMIS software product can be adapted to suit the needs of
the Canadian justice community. However, PROMIS' ability to satisfy the needs of
a particular jurisdiction can only be determined by a careful evaluation of that

jurisdiction's specific needs through a detailed requirements analysis.
Only when all of the relevant factors have been defined and included in the'

overall cost/benefit equation can a clear distinction be made regarding the
suitability of the PROMIS software to a specific jurisdiction.

5.1 BENEFITS OF PROMIS

PROMIS has a proven track record. The system has been installed in a number
of American and Canadian jurisdictions with relative success. The vendor,

INSLAW, provides comprehensive technical assistance (at varying cost) both before

and after installation. The majority of the purchasers of the PROMIS software

have been favourahly impressed with the on-going support and advice received.

The ability to tailor the product allows the user jurisdiction to modify the
basic system to suit its partiéular needs. The data base, data entry screens and
editing criteria, inquiry displays, indices, and output formats can all be modified or
adapted to a greater or lesser extent. |

INSL AW organizes and administers a PROMIS User Group that meets
periodically in American cities. Users of the PROMIS system can trade

experiences and knowledge related to PROMIS in various environments.

In American‘justice-related automation studies, the PROMIS system tends to

score slightly higher in user satisfactiqh than other systems.

- 48 -




R

/

5.2 DRAWBACKS OF PROMIS

The user must convert, install, and tailor the software system. The conversion
of PROMIS to a particular hardware environment (whether supported by INSLAW or
not) requires skilled personnel who are knowledgeable in PROMIS and subject-
matter concepts, as well as in the policies and procedures of the Jurlsdxctlon.

Without this expertise, conversion can take much longer than generally expected

PROMIS is not considered to be user-friendly. Existing pollmes and procedures
may have to be maodified to accommodate PROMIS. Data capture can be a
complex and cumbersome procedure. In certain installations, terminal response
time is slow. Although the system is thoroughly documented through the automatic
generation of listings, end-user documentation must be written by the user.

PROMIS is not capable of handling large volumes of data entry on a routine )
basis.

Compared to custom-buxlt systems, PROMIS systems do not necessaruy cost
less. An American study in 1980 (by Sidney H. Brounstein et al., for the National
Evaluation Program) found that PROMIS systems cost, on average, about 16.7%
more to buy; install, convert, and tailor. However, in the same study, PROMIS
systems tended to cost slightly less to operate.,

5.3 SUMMARY

The users who were most satisfied with the automated justice information
system (whether PROMIS-based or not) were those who matched the needs
documented in a thorough requirements study to the system they eventually
bought/developed. In any marketplace, the onus is on the buyer to shop wisely and

select goods which fulfill a real need. ' Shopping for software is no exception to this
rule.
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Appendix A - Justice Information Systems

The following justice information systems were studied in 1979 and 1980 by
the National Evaluation Program in the United States and by the National Work
Group on Justice Information and Statistics (NWG) in Canada.

PROMIS - Prosecutor's Management Information System

PROMIS is designed to track arrests, defendants, charges, cases, court events,
and witnesses through the judicial process. A special tailoring package allows the
system to be adapted, within limits, to the needs of each jurisdiction. PROMIS has
been adapted to a nU?nber of jurisdictions. PROMIS may run on several large-scale

computers and mini computers. See section 3 of this report for more details on
PROMIS.

CORPUS - Criminal Oriented Records Production Unified System (Alameda
County, California)

CORPUS is an integrated system on a large scale computer with extensive
data sharing. CORPUS was originally transferred from Santa Clara County,
California, to Alameda County, but extensive modifications were made to the

transferred system. CORPUS is the only non-PROMIS transferred system that was
examined in the two studies.

DALITE - District Attorney Automated Legal Information System (Alameda
County, California)

DALITE is a prosecutor-dedicated system run on a minicomputér. The -
information can be entered and accessed only by repbesentatiVes of the
prosecutor's office.

CJIC - Criminal Justice Information Center (San Jose, California)

CJIC is an integrated system on a large scale computer with extensive data
sharing. ‘

SUPER/CC - Superior Court/County Clerk Information System (Santa Ana

2

California)
See the general description for CJIC.

ACIS - Automated Court Information System (San Bernardino, California)

See the general description for CJIC.

CJIS - Dade County Criminal Justice Information System (Miami, Florida)

See the general description for CJIC.

JARS - Judicial Automated Records System (Waukegan, Illinais)

See the general description for CJIC.

CMS - Case Management System (Boston, Massachussetts)

See the general description for DALITE.

ADRS - Arrest Disposition Reporting System (Oklahoma City, Oklahoma)
See the general description for CJIC.

TCCJIS - Tarrant County Criminal Justice Information System (F ort Worth, Texas)

See the general description for CJIC.
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TRACER - Total Recall Adult CriminaliEleiment Record (Norfolk, Virginia)
See the general description for CJIC.

MCS - Maryiand Court System (Baltimore, Maryland)

I

See the general description for CJIC.

0OBSCIS - Offender Based-State Corrections Information Systems.

JAMS - Jail Accounting Microcomputer System. k
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