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This final report on National WOl:;k Group project Four, is 

comprised of three major secti,dns. Section one contains a 

description and history of events leading up to the project 

and efforts to get it underwayo 
It also contains a 

description of the ministry, 
its various functional 

components, together with the objectives for each function. 

Section two of the report contains the specific terms of 

reference for the project and some general comments 

regarding problems associated with developing performance 

indicators. Specific provincial system-wide initiatives in 

this area, and the key indicator summary formats that were 

developed during the course of Project Four, are described. 

Section three of this report describes the implementation 

Examples process and a procedure for future development. 

of how some of th.j data was presented and a brief 

description of the methodology employed in the forecasts 

are also included in this section. The several appendicies 
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to this report contain an elaboration of certain material 

presented in the body of the report. 

It is appropriate at this point to clarify any assumptions 

and expectations about the contents of this report.. It 

does not purport to be a prescriptive package containing a 

definitive list of activity and performance measures. To 

those readers who may be looking for "the answer" to 

satisfy a particular Minister's demands for "relevant 

statistics", numbering, of course, less than five, or 

central agency demands for quantitive measures of program 

effectiveness and efficiency - which must certainly fit 

within a one inch by three inch space on a budget sheet _ 

the writers offer th6'i~ sincere apologies. Valid as the 

demands of Ministers of the Crown, Treasury Boards, 

Statistics Canada and even the public may be, the problems 

associated with identifying and obtaining agreement on what 

might be called "key indicators" of activity and 

performance are such that we cannot claim to have found a 

definitive list to fit every situation. 

Firstly, it is important to recognize that Project Four.is 

not self contained, in the sense that the work began with 

'! 
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receipt of federal funding assistance and is completed with 

the submission of this report. Efforts at developing 

improved information systems for management control and 

planning purposes, systems which obviously require 

quantitative inforrnati-onon levels of activity and 

performance I have been underway wi thin the- British Coumbia 

Ministry of Attorney General since the early 1970's. Over 

the last two years, for a variety of reasons, those efforts 

have been intensified and the specific ; initiative 

identified as National Work Group Project F;our is best 
/1-

viewed as a phase of that larger and longeri! term effort. 

This report is, therefore, best considered ~js a progress 

report on this t-Hnistry' s experience in thl~ process of 

implementing improved procedures for management planning 

and control .• 

Secondly, this report emphasizes the process being followed 

and the framework being used to implement a particular 

system of acti vi ty and performance measurement. It is the 

approach, rather than the actual indicators themselves, 

which may be of most interest to other jurisdictions in 

their attempt to develop procedures for activity and 

)l 
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performance measurement. The approach adopted within the 

B.C. Ministry of Attorney General emphasizes the following: 

1. 

2. 

The identification of indicators which can be 

supported by existing data bases and, hence, can be 

utilized without extensive modifications to existing 

operational and management information systems; 

The development of Cloncensus among senior managers 

within the operational divisions and ~Hnigtry 

headquarters regarding the utility of activity and 

performance measurement in general and the 

appropriateness of specifically identified measures in-
I 
II 

particulaq 
)j 

3. The need to integrate the activity and performance 

measurement process within a more general framework of 

strategic planning for management contro11 and 

4. The importance of linking activity and performance 

measures to historic and current expenditure levels. 
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As such, the approach can be described as pragmatic and 

management oriented. It is not, except in an incidental 

way, intended to contribute to rigorous "program 

evaluation" as that concept is generally understood. It 

has been the experience of this province that a relatively 

immediate benefit to senior executives can be realized 

through the analysis of a relatively few, easily available, 

quantitative measures when that analysis fulfills immediate 

and important management needs, such as the acquisition and 

allocation of budget resources. It is the writers' advice 

to other juris,dictions tbat procedures for activity and 

performance measurement can most successfully be 

implemen ted, in both the short and long terms, when the 

potential benefits are made explicit and demonstrated to 

senior managers in graphic and financial terms. 

It is our conclusion that this project has been successful 

primarily because of the relatively simple and pragmatic 

approach adopted. On the basis of the work done to date, 

the writers offer the following suggestions: 

4. ..... L-_______________________ ..................... __ ....-.....:... __ "'::;;O;:O';;""=-__ ........ ~L....._ ........ _'__~ ___________ '__~___'_--'-_ ....... ~~_~~~~_~ ___ ~_~~ ________ ~~~_~_~~ __ _ 
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'lhe overall process must be kept simple. This is 

particularly true in the early stages of development 
Ii 

when it is essential to assist senior executives in 

understanding the process and generating their support' 

for' it. The analyst must avoid the temptation of 

moving 'immediately to sophisticated modelling 

techniques and run the risk of gen'erating information 

incomprehensible to senior managers. 

The' performance and activity measures must be:tied to 

the operational budget 'process. If this is not done 

then it. is very easy for sen'ior managers to view the 

process as an abstract conceptual exercise, with no 

relevance to the operational and budgetary c1;mcerns. 

Completely integrated system wide offender tracking 

systems are nota necessary fiq:;t· step for better 

management statistics. While the "id~al" tracking 

system may remain something towards which the E.D.P. 

professional may strive, it must be clearly recognized 

that there are seriolls organizational and political 

barriers that must first be overcome. Far too often, 
,. 

in pursuit of the "ideal", som~j very simple operations 

.. 1\, ...... 

4. 
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research techniques, such as ratio-analysis, are 

forgotten and ignored. 

Sophisticated models are not a requirement for 

analysis to have impact. A necessary first step in 

the process of improving the capabil i ties of senior 

managers to control program operations is the 

generation of basic descriptive statistics that 

illustrate general activity levels and historical 

trends in caseloads and expenditures. 

l) 



PART ONE - BACKGROUND TO THE PROJECT 

Part I of this report outlines the terms of reference under 

which the project proceeded and describes the context within 

which the project was viewed by the senior executives of the 

Ministry. It also provides an overview of the structure and 

functions of the Ministry of Attorney General in British 

Columbia. 

CHAPTER I. INTRODUCTION 

The inrpetus fot:' federal_ support for this project grew out of 

the recommendations contained in the first progress report of 

the National Work Group on Justice Information and Statistics 

(N.W .G. ). British Columbia agreed to undertake preliminary 

work aimed at determining the "feasibility" of developing 

activity, measures for the Criminal Justice System (as 

background to N.W.G. Project 4). As a result of that work, the 

Pederal/Provincial Steering Committee (F"P.S.C.) adopted the 

.prelir.'linary findings of the study team suggesting the 

establishment of an Qperation~l project to identify and 

implement, on a trial basis, a set of activity and performance 

measures. On the basis of an application by British Columbia 
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for N.W.G. assistance, the N.W .G. recommended to the 

Federal/Provincial Steering Committee (F.P.S.C.) that Federal 

Government money be made available to contribute to the salary 

of a project manager for this task. Approval was granted to 

the B. C. application and a contract drawn up in February of 

1980. The British Columbia Ministry of Attorney General, in 

turn, approved the terms of the agreement in early March of 

that year. 

A. A First Conceptualization 

The initial outline for the project followed the classical 

and traditional model and included the following elements. 
cl 

1. Description 

The starting point for the project was to consist of 

. the development of "program inventories", containing 

detailed program descriptions, for all activities 

and/or cost centres in the system. These inventories 

were to contain the following: 

a) Goals and objectives of the programs and their 

relationship to those of the criminal justice 

system; 

b) Descr}ption of the major activities within each 

program and their relationship to stated goals and 

objectives; 

1 
t 
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c) Historical description of the programs' 

development in both quanti tati ve and quali tati ve 

terms focussing on estimates, . expenditure, 

staff ing levels, deli very points, cl ient service 

and other immediately available statistical 

information; 

d) Discussion of recent developments which have had 

an impact on program activities, current problems 

and future plans; 

e) Description of existing information systems and 

the activity and performance measures used for 

, ') 

operational and management purposes; '~and 
I, 

f) Description of perceived information requirements 

of program and senior managers, including activity 

and performance measure~ • 

These program inventories were to be prepared by 

program managers having responsibility for their 

divisions I administration and their analysts. This 

work would form the basis for further detailed 

"prog~am revi~ws" that would focus on: 

a) the appropriateness of the statements of goals and 

objectives and their agreement with those of other 

programs with the larger system; 

b) the theoretical relationship between goals and 

objectives, and the activities carried out by the 

program; 

.. 
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c) the f appropriateness of existing measures in 

relation to: 

i) goals and objectives: 

ii) requirements ... ;managers and ;.dentified by program 

staff; 

iii} requirements 

Executive: 

identified for r.1inistry 

iv) requirements identified by the 
i 

federal 

d) 

government~ 

v) program evaluation; and 

vi) research and development; and 

measures appropriate to the above. alternative 

While the reviEfw of 

the basis of a report 

goals and objective$ was to form 
i 

to the N.W.G., the major task of 

the project staff 

developing statements 

was 

of 

to obtain i agreement on 

goals ang' quantifiable 

objectives. 

This program review was to as a means of 

identifying those measures which appear to have 

theoretical and p~7actical relevance. The number and 

the measures, the degr~e, complexi ty df. to which they 

are already in use ~n~ their compatability with 

ii systems, would then determine existing· information 

. strategies implementat.~on and time frames for 

the 

the 
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remainder of the prOject. It w.as anticipated that 
this detailed review would 

logically proceed on a 

program ,by program, component by component basis. 

Review reports were to be prepared for each component, 

wi th these reports forming the basis for: discussions 
with divisions on the 

of implementation 
recommendations regarding 

measurement. 
activity and performance 

Ini tial project costs for the 12 months wer~ thought 

to be in the neighbourhood of $111,000 with the B. C. 

Ministry absorbing all costs, including travel and 
office space. 

It was requested, that the N.W.G. 
contribute $29,000 

to the project which would 

partially Cover the cost of hiring a Project manager 

at tl1e senior analyst level. 

schedule was proposed: 

i) 

ii) 

iii) 

The following payment 

1st installment paYJ;!ent of $7,250.00 on signing of 
(i 

contract. 

1/ 
2nd installment payment of $'7;,250.00 on July 15, 

1980 upon satisfactory progress review by N.W.G. 

3rd installmen,t payment of $7,250.00 on October 

15; 1980 upon satisfactory progress review by 

------"---------- . ---
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iv) Last installment payment of $7,2'50.00 on January 

31, 1980 upon satisfactory progress review by 

N. W. G. and completion of a draft "final report to 

the N.W.G." 

Time Frame 

b 

This request for federal assistance was to cover a 12 

month period during which it was anticipated that the 

bulk of the work outlined above was to be completed or 

well under away. When the original time frame of 

January 1 to December 31, 1980 pr.oved to be 

unrealistic it was then proposed that the one , year 

funding period begin from the date on which the 

contract was sign\(:!d and that the final report to 

N.W.G. would be due one year from the date on which 

the project manager was hired. This change was agreed 

to as the British Columbia Treasury Board and Cabinet 

procedures required that the contract be approved and 

their permission received before a project manager 

could be hired. 

Given the scope and potential impact of this 

project, and its relationship to the other initiatives 

being undertaken by the Ministry, flexibility of plan 

1 
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and timetable was perceived as an essential ingredient 

by British Columbia. 

Because the N.W.G. project was viewed as only one part 

of a larger evolving process the order and intensity, . 
in which "program reviews" of th~':l various components 

were undertaken, were determined by existing Ministry 

and divisional priorities. 

3. Accountabilit~ 

Overall Ministry responsibility for the project fell 

to the Assistant Deputy Attorney General for Policy 

Planning, with the direct superl<risory responsibility 

for the Project Manager falling to the Director of the 

policy and Program Analysis Unit. 

An advisory <;."Dmmi ttee of senior managers from the 

Ministry IS divisions was to be established that would 

ensure a direct link between the divisions and the 

staff working on the project. 

B. Context in which the Project was Finalized 

The spirit and intent of the original proposal has been 

closely followed throughout the actual project. Because 

of organizational changes and shifting priorities within 
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the Ministry, as well as the length of time between the 

initial proposal and the actual start date of the project, 

changes to the project scope were inevitable. 

What follows is a description of the project as finally 

agreed to by N.W.G. representatives and Ministry project 

staff. 

Provincial interest in this project results largely from 

the Ministry's past experience in developing management 

information systems. In the past there have been ~everal 

at'tempts at identifying acti vi ty and performance measures, 

primarily in relation to P.P.B.S. and Z.E.B. budgeting 

procedures. There has not been any concerted effort to 

implement the measurement systems proposed or to test the 

utility of the measures identified. However, by 1980, the 

Ministry had sufficiently developed various sector-

specific data bases, to permit a more detailed examination 

of both the appropriateness and the potential utility of 

the various proposed measures. The first major objective, 

from the Ministry's point of view, was: to develop a 

shared appreciation and awareness in the various secto,rs 

of the role, utility, and definition of activity and 

performance indicators: and to utilize currently existing 

data to develop and test a preliminary.' set of indicators. 

,\. 
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The second incentive for this Ministry relates to the 

establ ishment of a Provincial Treasury Board staff 

function and an increased emphasis on program evaluation 

front that quarter. Some divisions of the Ministry were 

already involved with the Policy Planning Division in a 

general process of developing better- evaluative 

procedures. It was opportune to include in this process 

the investigation of activity and performance 

measurement. The N.W.G. project was, therefore, seen as 

complementary to this overall process being at once more 

limited, in that it focused only on the criminal justice 

sectors of the Ministry, but also more general, in that it 

had the potential to stimulate an awareness of the need 

for more comprehensive and interrelated measures in all 

major sectors and programs of the Ministry of Attorney 

General. Specifically, this project concentrateo on the 

police, court and correctional sectors of Justice. 

Juvenile Justice Sel::v:Lces were not included wi thin the 
, -:-\\ 

~~ 

scope of the project, except insofar as they relate to the 

Corrections sector. The second major objective from the 
/i 

Ministry, point ,of view then became: to summarize data 

currently produced by Police, Courts and Corrections for 

use by senior management and to explore the potential 

utility of using this data both in support of the budget 

process and as an aid in the determining of long term 

(strategic) priorities. 

.. 
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CHAPTER II OUTLINE OF THE MINISTRY 

The Ministry of Attorney General is responsible for' the 

administration of Justice in the province f for the enforcement 

of laws, for the protection of persons and property, and for 

the provision of legal services to the prov;:Ylcl.al~~qovernment. 

In operational terms, the Ministry of Attorney General has 

attempted to develop management structures which reflect an 

integrated Ministry, responsible· for virtually all aspects of 

the· administration of justice in the Province. Policy and 

decisions affecting various components of the Ministr·\' 'are made ... 
by an Executive Committee consisting of the Deputy Att0rney 

General, the Commissioner of Corrections, the Assistant Deputy 

A.ttorneys. General and Assistant Deputy Ministers heading the 

various divisions. 'This executive structure is reflected in the 

regions by regional management committees consisting of the 

regional managers of each operational Ministry division. 

Implementation of a decentralized management structure for the 

Ministry began in 1976 in an attempt to achieve both integration 

supporting· the systemic view of justice and regional 

decentralization, allowing for local community ir.put and the 

accommodation of regional differences in service delivery. 
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The Attorney General being not only the administrative head of 

the Ministry, but also "Queen's Attorney", is charged with 

functions and responsibilities deeply rooted in the history and 

function of democratic government. He presides over the 

Ministry, is answerable in the Legislature for the conduct of 

his Ministry, and in addition, must see that Government 

legislation enters the Legislature in proper form. In addition, 

the Ministry provides legal services to the government, 

including legal advice, for specific ministry matters and, more 

generally, advice on matters of federal/provincial jurisdiction. 

At 'a functional level, these responsibilities can be broadly 

grouped into four areas: 

• Administration of Justice 

• Regulatory Boards and Commissions 

• Legal Services to Government 

• Administration and Support 

A t an organizational level, the Ministry is comprised of seven 

major divisions: 

• Police Services Division 

• Court Services Division-

• Criminal Justice Division 

• Correction Branch 

it ' .. 
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• Legal/Services to Government 

• Support and Regulatory Services 

• Policy Planning Division 

In addition, there are a number of Boards, Commissions and 

Societies which report, for administrative purposes, to the 

Attorney General or various members of the Executive Committee. 

The first four divisions listed above have primary 

responsibility for the administration of justice. In terms of 
total Ministry expenditures, this function consumes a 

substantial portion of those expenditures and represents some 71 

percent of total budget and 85 percent of total Ministry Staff. 

The functional and organizational levels are shown in chart 1 on 

page 27. 

A. Administration of Justice 

The Administration of Justice has widespread social irnpCists-
1 

both wi thin the Province, and the country as a whole. The 

importance of this function to the social fabric of the nation 

cannot be overstated. Consequently, strong interconnections can 

be seen between Provincial and Federal involvement in the 

.\ .. 
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Administration of Justice. Some of these interconnections are 

incorporated within the B.N.A. Act, while others, like the 

Criminal Code, and provincial Motor Vehicle Acts, are more 

specific legislation which, however, have very widespread 

influences on society as we know it. 

1. Police Services Division 

The Police Services Division is responsible for providing 

overall policy direction for the law enforcement activities 

wi thin the Province. It has specific responsibility for the 

Coordinated taw El'lfOl:"~ement Unit, Provincial Policing and the 

British Columbia Police Commission. In addition, it has 

recently assumed responsibility for the Counter Attack Impaired 

Driving Program and has established a headquarters policy unit 

with overall responsibility for the coordination of policing 

policies. 

In terms of Project Four, it is primarily the provincial and 

municipal pOlicing act~rV'~ties that are of interest. Briefly, 

provincial policing duties are carried out by the R.C .M. Police 

under contract to the Province. As of December 31, 1981, the 

Provincial Forces Establishment was 1,490 regular members. 

Under the terms of the Police Act (R.S.B.C., 1979), all 

municipali ties with populations over 5,000 persons assume the 

responsibility for th.eir policing services. Twelve 

municipalities operate their own forces while the remaining 

.. 
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contract with the R.C.M. Police. As of the end of Deriember, 

1981, there were 1,660 regular members in the self-policing 

municipalities and 1,640 regular members of the R.C.M. Police 

performing municipal policing duties. As well, there were 585 

Fede.ral Force members. 

2. Court Services Division 

The Court Services Division is responsible for the 

administration of all levels of court wi thin British Columbia 

and for the design, construction and maintenance of all court 

buildings. The Division services approximately 100 court 

locations, including Provincial Court, B. C. Court of Appeal, 

County Court and Supreme Court levels. The major services 

delivered are court administration, sheriff services and 

reporting and recording services. In addition, the Division 

provides a headquarters support and planning function, training 

and information services, a tracing unit and services relating 

to the reciprocal enforcement of maintenance orders. 

The focus of the work of Project Four was the Provincial 

Criminal Court, as little management information is available in 

relation to criminal cases heard in the Superior Courts. 

r 
I ) 

3. Criminal Justice Division 

The Criminal Justice Division advises all government Ministries 

on matters of criminal law but is primarily responsible for the 
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prosecution of Criminal Code and Provincial Statute Offences 

throughout the Province. As of December 31, 1981; there were 

167 Crown Counsel and 113 Support Staff throughout the 

Province. The Division also makes use of Ad Hoc Cou.nsel to 

complement the staff Crown. 

4. Corrections Branch 

The Corrections Branch is administered by the Commissioner of 

Corrections and is responsible for youth and adult probation 

services, family court counselling and the operation of 

Provincial Correctional institutions for adults and youths 

remanded and sentenced for offences. The Branch has a staff 

in excess of 2,000. 

Provincial insti tutions house those imprisoned up to two years 

less a day while Federal penitentiaries are responsible for 

.persons sentenced to terms of two years or more. However, under 

the Federal Provincial Exchange of Services Agreement, 

offenders may be transf~rr~d between jurisdictions. 

There are 6 secure adult custody facilities for sentenced and 

remanded inmates~ 5 for males and 1 for females. In addi tion, 

the Branch provides two secure containment centres 

found delinquent under the Juvenile Delinque:11ts Act. 

twelve minimum security "open" facilities, including 

for youths 

There are 

farms and 

~ ' ~ 

.., ~ 
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forest camps which accomodate sentenced adult offenders and two 

such facilities for youths. Community Correctional Centres 

(CCC's) and Community Based Residential Centre's (CBRC's) 

provide supervised accomodation within communities for the last 

phase of an offender's sentence to fac~Jitate re-entry into the 

community. Nine CCC's are operated by Corrections Branch staff, 

while the CBRC' s are staffed and operated by private agencies .. 

with branch funding, 

Probation and Family Court Counselling Services are provided in 

over 80 offices throughout the Province. Included in the 

services provided are probation, supervision for adults and 

juveniles, pre-trial supervision of persons released from 

custody and the provision of counselling services under the 

Family Relations Act. 

B. (! Regulatory Boards and Commissions 

The Attorney General, as Queen's Attorney and as administrative 

head of the MinistrY, \+s charged with ot1:!,~r ai verse functions c 

related to justice. Included in these is the regulatory 

component which performs justice-related activities that do not 

readily fit into the traditional justice areas but help ensure 

public safety, and thus are of vi tal social imp,ortance. 

1 
I 
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C~Legal Services to Goverment 

The Legal Services to Government Division provides coordination 

and direction for provincial' public sector legal services in 

British Columbia. It provides legal advice for provincial 

government ministries, drafts aDd revises legislation and 

provides advice in federal-provincial and inter-governmental 

areas of jurisdiction. 

The concept of the "public sector law firm" serves as the 

philosophical rationale underlying many of the policies and 

programs now being pursu~~' by the Legal Services to Government 

Division. The emphasis'behind the "public sector law firm" 

concept is the movement away from a reliance upon private sector 

legal assistance in tackling gbvernment problems to one of 

developing an in-house capacity of provide such services. For 

example, legal staff in the division are now handle transactions 

such as the acquisition of lands, businesses and hospitals which 

were previously contracted out to the private bar. An increased 

level of gO'-lrernment acti vi ty anticipated in the future means 

that public lawyers will be in greater demand and be exposed to 

a greater variety of government legal work. 

The current organizational structure for this division consists 

of five branches: Civil Law7 Civil Litigation: Public Trustee1 

Legislative Counsel~ and Constitutional and Administrative Law. 
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Additionally, the Statute Revision, and the Le~al Services 

Society are ·closely 'related to the programs and policies of the 

division. 

From an economic pe'rspecti ve, the qivision's estimated 

expendi tures play a very minor budgetary' role in terms of total, 

ministry spending, bu·t the importance of the Legal Services to 

Government Division surfaces in its role as a centralized 

co-ordinating agent which influences the shape of all provincial 

government policies, programs and leg islation. It also 

repres'ents British Columbia I s interests in Federal-Provincial 

and intergovernmental situations. It is difficult to quantify 

the divisionis contribution to the Ministry, or the provincial 

government, as it often deals with the out<::.lQ'me of constitutional 

negotiations with the federal government, the settling of 

administrati ve law questions, and the representa'tion of British 

Columbia's int~~eststo other' governments, companies and 

individuals which can have far reaching economic, social and 

political con'sequences. 

D. Administration and Support 

'" - ~ ,. 
" 

The major responsibility of the headquarters Support and 

Regulatory Service.s Division includes financial and 

administrative sefvices, personnel services, library services 

and the registratiton 01e land titles .• Included in the finance 
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and administration branch of the Division is the responsibility 

for facilities management and data services. 

The Policy Planning Division consists of three components; the 

Policy Program Analysis Unit, Research and 'Evaluation Unit and 

the Special Projects Branch. Its responsibilities include the 

coordination of policy development, long term planning, research 

and evaluation, grant funding of demonstration projects and 

private agency programs, and the development and management 

of special projects for the Ministry. 

E. General Policy Assumptions and Objectives 

1. Administration of Justice 

General policies for the Administration of Justice stem from the 

prevailing social values (Thorvaldson, 1979) wi thin whi ch our 

system of justice operates. From the perspective of performance 

measurement, the absence of clearly defined quantifiable 

obj.ectives is a limiting factor. However, there are a number of 

fundamental social values reflected in our system of justice and 

these values provide direction for the interpretation of 

quantitative measures relating to the administration of 

justice. These values represent opera,tional principles rather 

than specific objectiveg' and include the following: 
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Equal Justice - This cOJ';c~(pt requires that the law be 
' -!! 

"" ~ I I 

applied equally, consist~;\1tly and uniformly to all 

ci tizens, both in procedu',res and in the consequences 
" 

imposed for similar infractions committed under similar 

circumstances. The term 'fairness I is often used to 

describe this aspect of justiceo 

Equi table Justice - This is a concept of proportional 

justice, reciprocity or equity, which holds that 

wrongdoers be made to s~lffer only according to what 

they are deemed to 'deserve', or to repay in some form 

commensurate with the harm or damage done,,; and the 

culpability, or wilfulness of their intent: no more and 

no less. 

Humanitarianism - This concept holds that ali citizens 

subject to the justice process be treated with the 

courtesy, respect and consideration consistent with 

basic human needs, and that the consequences for 

offences be administered with compassion. 

Humani tarianisttl comes into conflict with the notion of 

equitable justice since this principle demands moral 

responsibility, l'lhile humanitarianism stresses 
understanding. 

Freedom (or Individualism) ~ This is the fundamental 

political value of our society which limits the power 

of the state in controlling citizens and ensuring 

• 
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order. It implies that the law be framed and 

administered with caution and restraint, that the 

offender is innocent until proven guilty, that there 

exists no reasonable doubt about guilt. 

Democracy This implies that all procedures are 

accessible, understandable, affordable and visible to 

the public; that there is ample opportunity to 

participate in the process and that the people can 

control and receive the benefit from the process. 

Economy - Society clearly can afford to spend only so 

much in te:=ms of its material resources on social 

programs, including the achievement of peace and 

order. Economy is easily the strongest single value 

pressing the government at the moment,. Economic 

restraint may involve a threat to some of the softer 

social values such as equal justice and 

humanitarianism. 

It is important to note that all of the above values are 

essential to society and operate simultaneously. Problems 

arising from their application arise not in their legitimacy, 

but in reconciling them in any given situation, since they are 

frequently in fundamental conflict • At the operational level 

these conflicts become reflected not only in the differing 

general objectives of individual sectors, but also in the 

specific objectives of the various ministry divisions. 
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In identifying these values or operational principles, it is 

recognised that Project Four-has not identified indicators which 

refl~ct the operation of all or, for that matter, even most of 

these principles. It is crucial, however, to recognize that it 

is precisely the operation of these priciples which make the 

task of goal definition and objective setting controversial and 

lacking in consensus. Because of the essentially conflicting 

nature of these principles one will always find quantification 

difficult. 

The social well-being of B.C. 's citizenry is protected and 

enhanced by the general objectives of each of the four divisions 

comp-rising the Administration of Justice~ 

• 
.. 

• 

• 

• 

Police Services - to promote and maintain public 

securi ty and order under law by preventing, 

detecting, apprehending and charging law breakers. 

Courts Services to provide a forum for the 

resolution of civil and criminal disputes. 

Criminal Justice Division - to prepare and present 

the Crown's position relative to these disputes. 

Corrections Branch to provide a range of 

activities that include the mediation, counselling, 
;,:" 

surveillance ~nd/or the confinement of persons 

referred by the court process or other service 

agency. 

- 23 -

2. Regulatory Boards and Commissions 

In the Regulatory Boards and Commissions, the Attorney General 

is accountable for a broad range of acti vi ties. Each acti vi ty 

has ib'l own specific policy sanctioned through its general 

objective, as given by the Ministry. 

• Coroner's Service - to investigate and determine the 

circumstances surrounding sudden de"aths and report 

findings and recommendations from inquests. 

• Criminal Injuries Compensation Fund - to provide 

compensation to victims of violent and certain other 

crimes (administered by the Workers Compensation 

Board} • 

• Fire Commission to protect life and property 

• 

through the provision of fire inspection and by 

establishing uniform standards for training and fire 

safety. 

Film Classification - to classify films in advance 

of public release for the purpose of providing 

advance warning of the possibility of material 

offen~;\ve to certain viewers. 

B. C. Police Commission - to assume responsibility 

for the training, standards and coordination of 

activities for all police involved in provincial or 

municipal policing; conduct inquiries and research 

as directed by the Attorney General. 
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/: 

• Law Reform Commission - to systematically review all 

laws of the province with a" view towards development 

and reform. 

• Racing Commission - to govern, direct, control and 

regulate horse racing in the Province in 

co-operation with the Federal government for the 

purpose of maintaining public confidence in the 

industry. 

• Order-in-Council Review Board ~ to provide for the 

systematic review of incHviduals indefinitely 

committed to mental institutions. To recommend to 

Cabinet any release provisions or future 

dispositions of such individuals. 

• B. C. Board of Parole - to systematically review the 

application of inmates eligible for parole in all 

provincial institutions~ to suspend or revoke 

parol'(;£/ where conditions are not being met. 

_r...;..;;·e~g:...;.a_l--.;;.S.;..;;e.;..;;r.;..;;v ice s to GaVe,rfime n t 

The major component of the Legal Services to Government function 

is the Legal Services Division. Also included under this 

functional area is Statute Revision and the Legal Services 

Society. General policy objectives for all of these activities 

are as follows: 

() 
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• to provide Overall direction and coordination of 

legal services to the Province of British Columbia 

and its various ministries, boards, committees and 

societies as well as advice and counsel on legal 

matters and interpretation of statute law; 

• to advise and represent the Province of British 

Columbia regarding constitutional and administrative 

law and intergovernmental matters; 

• to represent the Province of British Columbia in 

civil litigation matters; 

• to draft, prepare, file and publish statutes, 

regulations and Orders in Council~ 

• to provide on-going revision, maintenance and 

updating of provincial statutes; 

• to develop policies and programs in family law~ 

• to organize, implement and provide legal services in 

family law 

• to assist in the coordination and provision of legal 

service to social services and to direct other 

branches of the government in the implementation of 

these programs, policies and services; 

• to provide legal advice to the public Trustee 

regarding the protection of estates and financial 

~.~-~~'~'--"""'----------'-----------------
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interests of minors, mentally disordered persons and 

those under long-term health care, and the 

administration of estates of certain deceased 

persons. 

• the Legal Services Society is responsible for 

administering a legal aid plan and providing legal 

aid assistance to individuals who would otherwise 

not receive it due to' financial reasons. It also 

provides public legal education. 

Administration and Support 

• to provide financial and personnel services to the 

ministry. 

• to maintain records of all transactions in real 

property; issue and ensure the security of title in 

accordance with the Land Registry Act. 

• to provide policy analysis, research and evaluation, 

long term planning and grant funding of private 

agency programs. 

to provide the administrative coordination required 

to ensure the provision of all p,ublic safety and 

justice training programs. 
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CHART 1 

Functional and Organizational Reconciliation 

Function 

Administration of Justice 

Regulatory Boards and 
Commissions 

Legal Services to Government 

Administration and Support 

Organization 

Police Services Division 
Court Services Division 

Criminal Justice Division 
Corrections Branch 

B.C. Board of Parole .. 
B.C. Coroners Service 

B.C. Police Commission 

B.C. Racing Commission 
Criminal Injuries Compensation 

Law Reform Commission 

Fire Commissioner's Office 

O.I.C. Patients Review Board 

Legal Services Division 
Statute Revision 

Legal Services Society 

Support and Regulatory Services 
(Finance, Personnel, 

land titles, etc.) 
library, 

Policy Planning Division, Justice 
Institute. 
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PART TWO: PROCEEDING WITH THE PROJECT 

Part II of this report outlines the specific terms of reference 

for this project and describes a general framework for the 

overall projec.t and its specific plan of action. This second 

part of the report also contains some discussion on the problems 

relating to a review of developments in other provinces that 

are, or have recently, given consideration to performance 

measurement from a system-wide perspective. As well, a 

description of the "key indicator formats" is presented and the 

variables used are discussed in detail. 

CHAPTER III. TERMS OF REFERENCE 

1 

I 
1 

A. Framework 

In general terms, the project had to consider the 

activities of the various sectors of justice as outlined in 

Chapter 1.1.. However, under the terms of reference of 

Project Four, these activities related to the " 

"responsibilities" of the "criminal justice" system. These 

responsibilities and activities were identified and 

considered in terms of: 

• statutory requirements; 

• traditional operating procedures and levels of 

operation; 
... 

" 

... ~ . 
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• expectations of decision makers and ,the public; 

o political fa~tors. 

A recognition of these varied influences has implications 

for the type of measurement model adopted for the project 

and the subsequent utility of the measureS generated. A 

methodology which ignores, for example, statutory 

requirements and traditional operating procedures and 

focuses solely on public expectations or political factors 

would have limited utility for internal resource allocation 

decisions. At the same time, however, when these latter 

requirements are ignored, they are only done so with 

considerable risk to the serious implementation of any of 

the measures. 

The acti vi ties and objectives of individual system 

components must be perceived and understood in terms of all 

four influences. The performance measurement model 

adopted viewed· the various programs or activities of the 

system as responding, in varying degrees, to ttiose four 

influences. For each activity, the relative import:\ance of 

each influence, as well as the degree to which any 

influences are complementary, can vary_ Any assessment of 

performance must take into account the weight or importance 

that is assigned to the particular influence and permit 
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decision makers to make resource allocation judgements on 

the basis Qf that knowledge. 

The project generally followed a six stage process which: 

• defined in functional terms the programs and 

activities comprising the criminal justice system; 

• identified and classified statements of goals, 

objectives or standards appropriate to those 

programs and activities; 

• considered measures appropriate to the statements 
~ 

identified for each program and activity consistent 

with available data. 

o analyzed and compared those measures to establish a 

preliminary measurement set; 

• tested selected measures using existing Ministry 

data bases; and 

• presented a set of activity and performance measures 

to the Ministry divisions and its Executive for 

comment and consideration for implementation. 

Performan;ce measures selected for testing were grouped in 

·terms of measures of effectiveness and measures of 

efficiency. In simple schematic terms, the measurement 

model employed is illustrated as the input-process-output 

model, shown in Figure I. 
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Figure I 
Performance Measurement Model 

PROCESS OUTPUT 

Resources in 
the form of: 

Activities performed 
in relation to: 

Measured in 
terms of: 

• Staff • Statute • Efficiency • Capital • Tradition • Effective-Expenses --.... e Expectations .. ness 
• Operating 

,.. 
• Political 

,... 
Expenses Requirements 

Efficiency Measures: 

Effectiveness Measures: 

relate to and are measured 
in terms of the level of 
Output per unit of measured 
Input. 

relate to the level of Output 
relative to objectives, 
standards, or trends identi­
fied as base units in r~lation 
to program requirements. 

In selecting measures for testing, the following criteria were 

used to assess their suitability: 

RELEVANCY. This criterion determines how relevant any 

of the developed measures are to the function 

performed. Do they measure what is intended to be 

measured and are they directly linked to the function 

performed?~ 
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APPf.ICABILITY. This criterion determines how practical 

any of the measures are and how useable they may be for 

immediate implementation; 

CLARITY • This criterion ensures that any measures 

adopted are well understood by the persons exposed to 

the measure. A conscious effort is necessary to avoid 

the use of jargon. 

B. Project Plan 

In establishing parameters for developing a workable plan for 

the project, two major factors were taken into account: 

1. If the project was to be relevant to the divisions and 

their managers it had to be complementary to the 

initiatives ongoing within those divisions and the 

Ministry budgeting process. 

2. The project was to conform to the agreement with the 

Federal Government that outlined in general terms a 

direction for the project. A specific Federal concern 

was the transfer potential of any end products of the 

project. 

The project was designed primarily to satisfy provincial 

concerns, but the detailed work plan allowed for sufficient 



interaction with the federal sponsors: to ensure that their 

concerns were also addressed. 

The formal project was of 12 months duration from September 1, 

1980 to August 31,1981. Eight major activities were carried 

out during that time. The timeframe and relationship of these 

activities is presented in chart #2 on page 39. Chart #3 

compares planned versus actual completion of the eight 

activities. 

• 

• 

Activity 0 was the initialization phase anc.l \'1as expected to 

be of one month' s duration. During this time the scope of 

the project was defined and agreement reached on both the 

Provincial and the Federal requirefuents. As well, the 

project was presented to, and approved by, the Mini~;:try 

Executive Committee. An outline was then distributed to 

all divisions. 

Acti vi ty 1 comprised the phase during which program 

inventories and descriptions were gathered. An initial 

attempt was also made to group these along functional 

lines. 

During this phase, library research was pursued and 

existing performance indicators were analyzed and 

catalogued. As well, existing goals and objectives for the 

Ministry were collected and, to the extent possible, 

ql1antif ie~d. 
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This phase included preliminary discussions with divisional 

representatives regarding the above material. 

Activity 2 comprised the second major phase of this project 

and was al~ocated an elapsed time of four months. It was 

during this phase that the program inventories and existing 

and alternative goals and objectives were examined and a 

preliminary set of measures established. The measures were 

developed after a consideration of the theoretical 

Ii terature, their, " practicality for implementation, the 

availabi.li ty of data to support them and thei:t:' 

acceptability to the operating divisions. During Ithis 

phase there was also to be some testing of the applica.tion 

of these preliminary measures. 

All the material brought together during this phasf~ was 

submitted to the various divisions for their detailed 

review. This phase also considered the extent to which the 

project results would be suitable for application in other 

jurisdictions. 

Activity 3 was to establish an advisory committee. A 

decision poitit was formally allocated for this task almost 

midway ~hrough the project and this activity was approached 

in the following manner: 

Primary working groups were established within 

the various divisions utilizing linkages existing 
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for the Ministry/Treasury Board Evaluation 

thrust. The sectoral contact persons for the 

evaluation exercise were used extensively for 

contact and discussion during the initial st~ges 

of the project; 

The formation of a formal advisory group was 

. ",explored with these primary contact persons and 

their reactions obtained regarding both the 

necessity and the desireability of formalizing an 

advisory group. At the decision point of January 

1981, it was agreed that the Ministry Executive 

Committee was the best choice for a formal 

advisory group. 

• Activity 4 consisted of negotiation and review sessions with 

National Work Group personnel. There were three of these 

sessions planned: one near the end of October, 1980; with its 

chief aim being to clarify the ground rules, discuss pro­

vincial/ federal expectations and to approve a final project 

plan. The other sessions, planned for late January and late 

April, served as informal discussions of project progress and 

provided a forum to resolve any changes in direction ~r 

anticipated project delays. In -particular the concept of 

individual sector reports and the implementation feasibility 

was reviewed. During these sessions minor contract amendments 

were also agreed to. 
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• Activity 5 comprised the formal status reporting. The 

obligations for progress and status reports for the project 

were met in the following manner: 

By an informal updating of the project liaison officer (D. 

Conly, N.W.G.) by ~f=lephone or letter as significant events 

occurred (approxima~ely monthly); 

By providing updates for the National Work Group 

bulletins. There was no regular pUblication cycle for 

these bulletins but dates were set on demand by the 

National Work GrouP1 

By providing a formal progress report for the F.P.S.C. 

meeting scheduled for November 28, 1980; 

By having the B.C. provincial representative to future 

F.P.S.C. meetings briefed on the latest developments of the 

project prior to the meeting. During the latter stages of 

the project these briefings were made to the I.W.G. 

(Implementation Work Group). 

It was agreed that the formal status reports called for in the 

contract would coincide with requests for payments and, in fact, 

were included along with payment requests. 

• Activity 6 was a requirement to document the strategy and 

problems encountered during the project. The month of 
.~ 
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April, 1981, was allocated for this task. This 

documentation has been integrated into this final report. 

Ac.tivity 7 was devoted to the implementation feasibility • 

Six weeks was allocated to this activity beginning in 

mid-May to the end of June. The implementation feasibility 

was considered from three perspectives~ 

- The needs of the ministry in light of wider 

developments ongoing within the Ministry of Finance; 

The need to contribute to b~tter national statistics; 

and 

- For possible transfer to other jurisdictions. 

• Activity 8 comprised the final report and the project 

wrap-up. Two months were allocated for this activity, 

i.e. July and August, 1981. 

While the plan for the project was followed closely there were 

some slippages primarily as a result of the need to build upon a 
l) 

// 

solid foundation of Ministry executive #upport and the need to 
;i II 

demonstrate links and quantifiable I~upport to the budget 

JJ process. -// 
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Key Decision Dates Affecting project Four 

1978 April 

1979 January 

- National Work Group on Justice Statistics 

formed. Initial workplan proposed by N.W.G. 

Project Four defined as "The Feasibility of 

Defining Performance Indicators" Appears in 

Gr'oup A tasks with a priority rating of 2. 

FPic meeting, B.C. expresses initial 

interest in project Four. 

April - FPSC meeting, B.C. confirms interest. 

September - Anticipated resources in B. C. not avail­

able. Negotiations for contract begin with 

N.W.G. 

November ~ Scope of project Four refined; expected 

deliverables suggested for contract. 

1980 February - contract presented to B.C. for signature. 

March - Contract signed by B.C. 

July - Liason officer assigned by N.W.G. 

September - project Director selected by B.C. 

November Formal project report for N.W.G. Bulletin. 

1981 June 

March 

Contract amendments re: time frame and amount 

finalized. 

- N:W:G. disbandede 

April Canadian Centre for Justice Statistics 

is established. 

July Approval in principle to proceed with implemen­

tation in B.C. of the results of project Four. 

November - Formal allocation of implementation resources 

by Divisions. ~\ 
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CHART 2 

Planned Completion Dates 

MAJOR ACTIVITIES S 0 N D J F M A 

0 Initialization I--
1 Inventory & Program Description 
2 Program Review 
3 Advisory Committee I""-

4 N.W.G. Sessions - -
5 Project Progress Reports - -
6 Strategy Documentation r---
7 Implementation Feasibility 
a Final Report 

- Draft 

CHART 3 

Actual Completion Dates 

MAJOR ACTIVITIES S 0 N D J F M A 

0 Initialization 
1 Inventory & Program Description 
2 Program Review 
3 Advisory Committee - -I 

4 N.W.G. Sessions - I--

5 Project Progress Reports -- -f--
6 Strategy Documentation 
7 Implementation Feasibility 
a Final Report 

- Draft 1 
- Draft 2 
- Final 
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CHAPTER IV. IN SEARCH OF PERFORMANCE INDICATORS 

Two of the classic reasons given for measuring performance are 

to enable us to better manage the Criminal Justice area and to 

better allocate existing resources. Acknowl'edging that these 

are not the only purposes for measurement, they are important 
, 

ones and become a major focus for the project. Performance 

measures discussed in the context of resource allocation will 

ultimately yield input useful to the following: 

• decisions about how much of society's resources should 

be allocated to Criminal Justice; 

.. decisions about what proportion of the total 

expenditures flow to the various production units; 

• decisions within the various production units about the 

allocation of funds among specific production 

activities. 

A. Performance Measurement 

~h~ Criminal Justioe System cannot generally use private 

sector market place indicators such as profit or return on 

investment but often must deal with is~ues requiring judgement 

and be content ,with qualitative data. Because of this inherent 

judgemental characteristic of Justice, performance indicators 

for these programs are not agreed upon, nor are they easily 

identifiable. Notwithstanding the controversial nature of 
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public service indicator development, indicators must be 

concerned with relating results achieved to the resources 

utilized in achieving those results and with the results 

achieved to results planned over specified periods of time. 

Program results are called outputs. When measured in a 

resul ts-to-resources relationship, as shown in the model 

described in Chapter Three, they are expressed as output per 

unit of labour input; for example, 'the number of arrests,. or 

inmates, etc. processed per man year~ An overall process for 

measuring public service performance in terms of efficiency and 

effectiveness requires the specification of a model and a 

subsequent adherence to the following ·steps: 

• Determine what outputs are produced; 

• Determine the number of each kind of output produced 

during a given period; 

• Associate with, or allocate t9, ea9h output the cost of 

producing it during the period; 

• Calculate an efficiency ratio for each output, Le. 

the number of output items produced divided by the 

cost of production. (A unit cost can also be 

calculated by using the inverse of '\the above ratio). 

• Calculate efficiency ratios for several periods and 

determine how they have varied; these can then be 

expressed as index numbers or rates of change relative 

o .. 
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to a base period and shown in a time series 

relationship. 

• Identify the appropriate service-level indicator for 

each output and determine how these have varied over 

time and specify the relationship between 

service-level and efficiency. 

• Determine how the outputs contribute to the 

ach~evem!imt of the organization's objectives and 

identify effectiveness indicators. 

• Develop a simple means of reliably reporting 

performance information (together with the relevant 

financial data) to responsible managers in a regular 

timely manner. 

Al though the above comments are l' ndeed b 'f d r1e an may appear 

simplistic, they basic building and are 

representative of the current theoretic!:>.l th' k' ... -~ .. -~ -_"'" in .:Lng "'l.VUIlU the 

application of performance measurement to public service 

entities. 

A very common method of approaching performance measures is to 

attempt to relate these measures in terms of spec.ific goals and 

objectives. This question of goals and objectives~ however, is 

much more complicated than appears at face value. Douglas 

Hartle in Public Policy Decision Making and Regulations (1979), 
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to a base period and shown in a time series 

relationship. 

• Identify the appropriate service-level indicator for 

each output and determine how these have varied over 

time and specify the relationship between 

service-level and efficiency. 

• Determine how the outputs contribute to the 

achievement of the organizat:i,on's and 

identify effectiveness indicators. 

• Develop a simple means of reliably reporting 

performance information (together with the relevant 

financial data) to responsible managers in a regular 

timely manner. 

Al though the above comments are l' ndeed b 'f d r1e an may appear 

simplistic; they are basic building blocks and are 

representative of the current theoretical thinking around the 

application of performance measurement to public service 

entities. 

A very common method of approaching performance measures is to 

attempt to relate these measures in terms of specific goals and 

objectives. This question of goals and objectives, however, is 

much more complicated than appears at face valUe. Douglas 

Hartle in Public Policy Decision Making and Regulations (1979), 

---------.. _-
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lists five reasons why thi~:; apparently simple problem is so 

complex. 

1. There can be more than one goal statement with 

respect to programs 'or organizations. If incon-

sistencies exist be!tween these statements, one 

must determine whic!h statement is the correct 

one; 

2. Often times, statements of objectives are public 

relations exercises really designed to persuade 

the largest number of voters that what is being 

done is in their best interest. These statements 

are often couched in rhetorical language leaving 

them open to differing interpretations; 

3. Some statements of objectives and goals serve a 

jurisdictional purpose in which one department or 

agency stakes out a claim of authority in rela-

4. 

tion to other agencies or departments. Object-

ives set under these instances are often not de-

fined operationally and are, therefore, 

inadequate for evaluation; 

Some objectives tend to be intermediate steps in 

causal chains between means and ultimate ends. 

In this situation it might be necessary to devel­

op proxy or intermediate measures. (This dilemma 

d 
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was dealt with usefully by the Federal Government 

in the initial conception of their operational 

performance measurement system (OPI1S) • A 

discussion of this problem is contained in volume 

one of that study); 

5. Many existing objective and goal statements as"" 

sume that programs or agencies have single pur-

poses. They often tend to ignore the fact that a 

program can simultaneously affect a number of 

collective concerns. 

Hartle I s opinion is that one of the most intractable problems 

in policy or program analysis is attern:pting to reach consensus 

on operational definitions of goals so that they are 

quantifiable. While it may be imposltible to measure all 

legi timate goals in an operational sense, tl~~re do exist some 

goals that can be defined operationally and measured, at least 

to some degree. Hartle is of the opinion that an inability to 

measure all goals does not mean that much cannot be gained from 
'I 

few. (i Hartle 
'; 

measuring only a also notes that attitudinol 

surveys can play a majtbr role in defining a sui table set of 

operational goals. 

The use of victimization and attitude surveys including the 

Gallup Poll Technique are analogous to the use of market surveys 

-----~----~-.-
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in the assessment of, and demand for, economic market products. 

The potential £or shaping the course of criminal justice 

intervention by the use of such feedback instruments is not 

diminished simply because they may not meet all of the rigours 

tradi tionally defined by social science methodologists. There 

appears to be considerable room in criminal justice adminis­

tration for the application of the concepts and tools of 

marketing and business analysis. 

Criminal justice activity and performance measurement would 

benefi t from a thorough consideration of public (marketplace) 

expectations. At a conceptual level, it can be argued that in a 

democratic society the public, which pays for government 

services, should be granted input into determining the 

efficiency with which programs are operated and the degree to 

which they meet their objectives. At a more practical level an 

examination of public expectations could serve to confirm or 

refute current assumptions about the 

perceptions of the system and may, 

nature. of public 

in fact, highlight 

significant variations in expectations and concerns existing in 

various areas of the community. 

Such an enquiry could begin with a limited Gallup type survey 

focusing on system and component objective statements. Ulti-

mately, thorough attitude surveys may be pursued for specific 

J, 

f 
! 

- 46 -

sections of the population. Even though a limi te:d survey was 

beyond the proj ect scope initially it. is recognized that the 

absence of reliable information on publ ic perceptions of the 

system could represent a major limitation on the project and 

suggests one area for enhancement. 

In a similar vein, the notion of criminal justice as a system 

has been questioned, both in the academic literature (Ida Hoos) , 

and by criminal justice practition,ers themselves (the National 

Advisory Commission on Criminal Justice). Viewed from a 

system' s context, defining the boundaries of the system 

components becomes a critical part of the exercise and must be 

clarified early on in any project. Even with these differences 

regarding a "systems" approach, it is not necessary to assume 

that the differing agencies or divisions within a department or 

ministry represent a harmoniously operating system. Whether or 

not one accepts the position that the pr.ocesses that make up 

criminal justice comprise a system it is, nonetheless, often a 

reality that the various divisions operating within Justice have 

objectives and activities that contradict ec\ch other. At the 

lowest level of informality this reality is expressed by such 

phrases as "the police lock them up, but Corrections lets them 

out ll
• 

, 
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Notwithstanding these uncertainties, and a lack of consensus on 

the issues identified, Project Four proceeded under the 

following assumptions: 

• 

• 

there already exists enough relevant information 

to assess performance at least in respect to some 

general goals; 

this exercise could help identify major gaps in 

existing statistical systems, particularly in 

regard to the information requirements identified 

in the reports of the National Projection on 

Resource Coordination and the National}Task Force 

on the Administration of Justice; 

• determining data requirements in the form of data 

elements will reinforce a degree of rigour in 

goal definition and' would aid the Ministry in 

coordinating its data processing initiatives; and 

• a delineation of those areas where goals cannot 

be measured would help to distinguish between 

those activities where quantitative methods have 

little potential payoff and those activities 

where these methods have high potential payoff. 

In ctpproaching this project it is recognized· that the issue of 

performance measurement in the area of criminal justice has 

received a good deal of activity and, at times, heated academic 

: G 
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debate~over the last 5 to 10 years. Much of this activity has 

centred on goal and objective setting and the debate has tended 

to focus on the utility of the various types of measures and 

whethe?!7 or not criminal justice should be characterized in a 

"systems" or in sector specific terms. In establishing terms of 

reference for the project, it was necessary to specify 

assumptions basic to the approach adopted and to identify some 

of the constraints within which the project must operate. In 

addi tion , it was important to identify related projects that 

were currently underway or about to begin. 

Efficiency is consistently defined as the ratio of inputs to 

outputs (e.g. the number of problems solved per man year or the 

number of units of service performed per man year). The 

efficiency criterion is most often used in relation to 

financial cost including man year, operational and/or capital 

expenditure. In this relationship efficiency then becomes cost 

per unit delivered qr unit cost per output. A more general, 

but somewhat confusing term, sometimes used for the specific 

term efficiency is economy. 

It is iii distinguishing the area of effectiveness where this 

concept gives rise to the greatest controversy and is the most 

difficult to defineo But there is general agreement that 

effectiveness measures foous on the extent to which program 

objectives have been achieved and can be measured in two ways: 
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• By actual comparison of stated objectives to program 

outputs; and 

• By the degree of citizen satisfaction with the quality 

of service provided. 

The serious development of effectiveness measures requires a 

clear set of organizational objectives, the existence of a data 

base capable of monitoring those objectives and, most 

importantly, senior management recognition and commitment 1:,0 

objectives and objective setting. As a starting point 

(primarily from a pragmatic need for quick results) this 

project primarily focused on efficiency measures (what is being 

performed and at what cost) and, to a lesser extent, with the 

equally important issue of effectiveness (is what is being done 

appropriate and is it being done in the most appropriate way). 

Efficiency, then, becomes an integral building block in 

addressing the effectiveness question which is really inherent 

in the broader research issues involving specific program 

impacts. 

B. Operating Assumptions and Constraints 

1. Assumptions 

• Performance measures or indicators, as they are 

often referred are seen as essentially 
\-., \l 

to, 
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quantitative in nature, measuring an organization's 

actual performance relative to predetermined goals, 

objectives, or standards; or, alternately, to past 

performance and future projections or forecasts. As 

such they focus on outputs - the products of an 

rather than on organization or its components 

levels of procedural activity. They do not 

substitute for qualitative measures, but they should 

serve to enhance and support qualitative statements. 

• Although the nature of the criminal justice process 

and T,'lhether or not that process and the various 

agencies involved in criminal justice should be 

viewed as a system is open to debate< For the 

purposes of this project, the approach adopted will 

acknowledge an open-systems perspective of criminal 

justice. It is recognized, however, that this 

perspective must reflect the actual operations of 

criminal justice agencies in this Province, rather 

than some theoretical construct. 

e Public expectations play a significant role, both 

in the product and perceived success of the 

criminal justice system. Any proj ect in \~he ar't.!a 

of performance measurement would benefit 

careful examination of those expectations. 

trom a 

Such an 

examination is, however, beyond the resource and 
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time constraints ot. this particular project. 

Notwithstanding these limitations, public 

expectations, as reflected in the literature WE:!re, 

tv the extent possible, taken into account. 

• Because a major reason for the measurement of 

activity and performance is to assist in the making 

of resource allocation decisions, the project must 

support the Ministry's budget planning process. 

For this reason, a particular effort was made to 

identify programs ana activities in terms which 

reflect the Ministry's bUdget structure. 

Constraints 

• Time period for project duration was fixed at 12 

months. 

• Formal resources allocated were one man year for 

the project manager and the attendant office 

support. Other informal resources were internal to 

the Policy Planning Division of the Ministry and 

liaison and consultationnwith personnel in the 

operating divisions.The project must relate to and 

• support existing divisional measurement activity. 

• The project must fi support the , broader 

Ministry/Treasury Board Evaluation initiative. 
f 
r 
i 

t 
I 
l 
" 

I 

- 52 -

C. Related Projects 

From the provincial perspective, this project relates 

closely to several other concurrent projects 

and initiatives. Concern was raised regarding the possible 

duplication of effort and effective communication among 

these other initiatives ,became a key requisite during 

Project Four. 

• The Ministry-wide evaluation thrust results from a 

Treasury Board directive geared to refining the 

Z.B.B. process. In response to this Treasury Board 

initiative, several evaluative efforts are currently 

going on within the various divisions. The 

mechanism used to link this project to these 

dhrisional activities became the linkages existing 

for the larger evaluation thrust; 

• The Corrections Branch currently has a formal 

evaluation committee, is finalizing a standards 

project, and had a summer project reviewing its 

stated goals and objectives. All of these Branch 

activities were related to the performance measures 

project and had to be considered by project staff~ 

• A private consulting firm had developed a 

preliminary staf>f planning teachnique for the 

Corrections Branch and completed a manpower planning 

,. 



-~--.....---'~--"~-- --- ~~- - - - -----' -----------~ 

11 
~ 53 -

exercise with Court Administration. Developments in 

these areas were also related to Project Four; 

• The Ministry's population estimation project, 

undertaken in conjunction with the Central 

Statistics Bureau, will be essential in enhancing 

the model of analysis for performance indicators. 

This project will provide census data by the 

Ministry;s administrative regions and will allow 

demographic variables to be analyzed according to 

those regions. 

• Research projects underway within the various 

divisions were examined to ensure any data relevant 

to performance measurement was made available to 

Project Four. 
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CHAPTER V: DEVELOPMENTS IN OTHER PROVINCES 

As an initial step in the project, the manager undertook to 

review related work underway or previously initiated in other 

Canadian jurisdictions. Although all provinces were contacted, 

and most indicated that some work was proceeding in this area, 

system-wide documentation was available from only three 

provinces; Alberta, Quebec and New Brunswick. This chapter 

briefly described the models and indicators used or proposed in 

those jurisdictions, as well as earlier work from British 

Columbia. 

Although the approaches and terminology used by the 

jurisdictions varied, a review of the documentation and 

subsequent discussions with officials from each province 

indicated important similarities in at least two areas. The 

first is an emphasis on performance indicators relating to 

efficiency as opposed to effectiveness. It is suggested that 

this emphasis reflects, in part, the;i concern of the ministries 

and central agencies with increasing program efficiency and 

reducing increases in program costs. In addition, the absence 

of general~y accepted quantitative objectives and performance 

standards makes the development of effectiveness measures more 

difficult. In the case of efficiency measures, this absence of 

agreement is less problematic. It is generally accepted that 

.. 
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"efficiency" can be measured in terms of the relationship of 

inputs to outputs~ that is the cost per unit of $ervice 

delivered. \' As such, the calculation of efficiency measur~~ is 

a little more straightforward. In fact, there is considerable 

opinion suggesting that it is necessary to know what we are 

doing and at what cost (efficiency issues) before we can 

attempt to determine if what we are doing is appropriate 

(effectiveness issues). 

S~cond, there are many similarities in the actual indicators 

identified, be they activity, effectiveness or efficiency 

measures. This is, perhaps, not surprising in that common 

sense and historical usage dictate that there will be a certain 

amount of consistency. This does suggest, however, that 

over time it may be possible to develop a common set of 

activity and performance measures -among jurisdictions. 

A. The Alberta Approach 

The Alberta Solicitor General's Department considered the issue 

of performance measurement in a report to the National Work 

Group in late 1978. That report contains a general discussion 

of approaches to measuring performance in various criminal 

justice sectors and specifically deals with the adequacy of 

some of the measures commonly used in the police sector. ~his 

report also listed some of the data elements available through 

the Corrections Management Information System (COMIS). 
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The Alberta report groups indicators into the following general 

categories: 

• Financial Indicators: These indicators measure the 

costs involved to achieve specific tasks in the face 

of operational or political constraints. 

• Performance Indicators: These indicators measure the 

efficiency of the various quantitative and qualitative 

activities performed in the various organizational 

units expressed as dollars or man years consumed. 

• Activity Indicators: These indicators measure the 

levels of activity performed either in terms of 

absolute quantity or quantity per period of time, 

Although not explicitly stated, the primary issue addressed is 

one of resource allocation and the efficiency and effectiveness 

levels at which various criminal justice units operate. The 

three indicator groups described above all relate generally to 

the efficiency aspects of performance. Th'e issue of 

effectiveness is addressed primarily in the supporting 

documentation contained in the Report Appendices. Recent 

contact with representatives in the Province of Alberta 

suggests that in the immediate future efforts devoted to 

performance measurement will concentrate on specific target 

groups such as Highway Patrol, rather than on system wide 

interaction. 
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The Province of Alberta has made a significant contribution to 

the state of knowledge regarding performance measures with its 

publication entitled "Criminal Justice Statistical Development 

Bibliographyll • This publication contains references to many 

recent literature sources and it is these recent references 

that are of primary value. 

Indicators Presented in the Alberta Report 

The Alberta report did not give a sector by sector listing of 

indicators, but emphasized the police sector. The following 

were highlighted as potential indicators for each category: 

Financial 

• The police clearance rate (the ratio of crimes cleared 

to crimes reported); 

• Workload reporting; 

• Average cost of detention per prisoner; 

• Average detention cost per day; 

• Cost per day per prisoner; 

• Cost per mile travelled by police; 

• Cost per capita of policing; 

• Costs in court versus expenditures spent on preventative 

programs; 

• Institutional costs per inmate. 
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Performance Indicators 

• Average number of prisoners held per day per policeman 

or per capita or per offence; 

• Missing persons located as a percent of those reported 

missing over a time period from request; 

• Average time to locate missing person; 

• Arrests per population per policeman per offence; 

• Police training in hours per policenan versus crime rate 

decrease; 

• Property damage per population; 

• Police reports per offender; 

• Police arrests per offender. 

Activity Indicators 

• 
• 

Elapsed time between call and action on the scene; 

Percent of usage of police cars per 24 hour day; 

• Telephone calls handled per patrol sent (radio & 

telephone); 

• 

• 
• 

Number of telephone initiated complaints versus patrol 

and investigation initiated work; 

Total number of reports filed per total known cases; 

Crime report and accident report versus day of month 

over twelve month period to constitute maximum activity 

for certain types of occurences; 

--"."...,..-_. _ ... -_ ....... _--
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• Police administration time versus total time spent at 

work; 

• Number of charges and convictions. 

The following list of data elements and variables was reported 

as being available through the COMIS system. These variables 

can be developed into performance indicators by relating them 

to cost data and manpower data over specific periods of time. 

Socio-Demographic Variables: 

• age/sex; 

• education/occupation; 

• marital status; 

• ethnic status (native/non-nativ~); 

• place of residence. 

Offence-Related Variables: 

• most serious offence/charge; 

• number Df other convictions/charges; 

• recidivism; 

• aggregate sentence; 

• inmate status - sent~nceOt remanded, penitentiary; 

• mandatory sentence/fine default; 
'~ 

• type of release from correctional institution 

jurisdiction; 

• 

• 
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involvement in institutional diversionary programs -

camps; 

involvement in community diversionary programs - T.A., 

Community Residential Centre (portion of sentence 

served outside institution); 

• parole violations; 

• 

• 

time held as remanded inmate until sentenced or 

relealsed by court; 

return to institution from early release 

sentence expiry date); 

(prior to 

• security classification; 

Institution-R~lated Variables: 

• institution type; 

• utilization of bed-space' (turn-over of inmates 

• 
• 
• 
• 

• 

• 

within institution); 

number of inmates held per unit of time; 

escapes and disturbanC;,es; 

transfers between Alberta correctional institutions; 

staff required to maintain correctional institution 

services; 

cost pe'r day inmate per institution, at camp, at 

C.R.C. etc.; 

cost of holding federal inmates (per inmate); 
", 
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average cost of transporting remanded inmates to court 

ana return, 

• average cost of transferring inmates among other 

correctional institutions. 

Included in appendix D of the Alberta report i~ a useful 

discussion on the adequacy of measu~es currently used in 

determining police productivity. Alternate suggested measures, 

in addition to crime ·rate and clearance rate, are ela,borated. 

The following summarizes some of the alternatives: 

Workload Measures 

• total calls for service (CFS) by watch and day of week; 

• percent utilization of time that a patrol unit is 

• 

• 
• 

Manpower 

engaged in calls for service work; 

number of calls for service generated by geographical 

patrol area; 

case load per detective; 

amount of· time consumed per investigative unit. 

The ratio of police members assigned to active patrol or 

street duties compared with total strength and the time 

available for patrol ·or other specified duties 

with total paid hours. 
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Response Time 

Response time is purported to be related to apprehension; 

of equal importance however, is the belief that rapid 

response reassures crime victims and visibly demonstrates 

the responsiveness of government to citizens' needs. 

Response time is defined as the time interval between the 

receipt of a request for police (:I.ssistancE~ and the arrival 

of the first unit on the scene; travel time is a portion 

of the overall elaps.ed time. 

While rapid response may not be necessary for all 

.complaints, there are certain complaints (usually 

subjectively predetermined) which must be treated as 

emergencies. In spite of obvious fiscal limits to human 

and capital resource availability, some standards must be 

established as a target objectives in order to measure 

performance. For example, response time standards might 

be set out as follows: 

• 90% of all priority I calls for service (CFS) ought to 

be responded to within 4 minutes; 

• 90% of all priority 2 CFS' ought to be responded to 

within 15 minutes; and 

e '90% of all priority 3 CFS ought to be responded to 

within 65 minutes. 
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Alternatively, standards can be set by analyzing all CFS 

and specifying the percentage of calls to be responded to 

within a specified length of time, say 4 or 5 minutes. 

Police managers may wish to increase the percentage of 

calls responded to within specified time limits through a 

reallocation or an addition of resources. 

Crime Deterrence and Prevention 

The report states that, in theory, deterrence is useful 

only when threats of punishment succeed in achieving their 

objective by reducing the number of times a certain 

behaviour takes place. Measurement of efforts to de;\er 

crime cannot be measured directly and it is necessary to 

construct indirect measures (proximate or surrogate 

measures) • Survey data and victimization studies are 

increasingly being used to develop insights into the 

impact of selected crimes upon victims. Survey techniques 

provide added potential of the development of new measures 

for crime control and crime prevention programs. They may 

reveal not only a truer incidence of crime, but also the 

reasons why crimes were not reported and the victim's 

attitudes towards the police and the police service. 

Charging Rate 

The number of crimes for which one or more suspects are 

formally charged divided by the number of reported crimes. 

to _ 
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Quality o~ Arrest 

Arrest figures alone provide little insight into the 

. important policy and resource allocation issues involved 

in police productivity. Attaching a positive value to the 

number of arrests made is traditional in older agencies I 

but recent trends in policing call for diversion or 

avoiding arrests in many situations. For example, it rr.ay 

be more valuable to know the number of problems solved and 

the economic use of resources rather than simply the 

number of arrests. Mor.e appropriate measures are 

therefore required which provide the police manager with a 

clear picture of the relationship between resources 

allocated and the final results in terms ~)f convictions. 

These are: 

• percentage of serious arrests that pass preliminary 

hearing or final disposition and the percentage that 

do not; 

• the percentage of arrests leading to convictions for 

some charges, or highest charge before plea 

bargaining, both measured against total patrol or 

criminal investigation man hours and dollar costs. 

These measures may not be exact in themselves, in that 

other agencies and factors influence the final case 

outcome including; prosecutor screening, the competency of 
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prosecutors, defence counsel and judges, court delay and 

backlog, but they are useful when considered along with 

more traditional measures. 

Speed of Apprehension 

The difference between date of arrest and date of original 

crime or the number of days between report or incident and 

clearance for each type of indictable offence. 

Citizens Perception of the Quality 

of Police Service 

In measuring citizens' perceptions of the quality of 

police service, a well designed sample s.urvey can yield 

useful results. This type of survey differs from 

victimization studies in that the questionnaire is not 

concerned with issues such as unreported crime, or 

feelings of security, but solely with citizens' 

perceptions of how well a 'call for service' is responded 

to. It would include: 

• th(:'\. leng th of time to report complaint to the police; 

• the complainant's definition of the complaint as well 

as attitudes about the complaint investigation 

process; 

• the complainant's impressions of response time delay, 

and a comparison with actual data; 
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• citizen evaluation of the quality of the initial 

on-scene investigation; 

• the complainant's general socio-economic profile; and 

• a comparison of citizens' feelings of ·complaint 

seriousness and the priority assigned by complaint 

evaluators. 

Productivity Index 

This index is constructed by evaluating citizens' feeling 

of security in a specific geographical area plotted 

against the number of police members assigned to that 

area. The approach is to evaluate the perceived level of 

security through opinion surveys. 

Equity of Service 

By th is measu re , the way in which police services and 

benefits are distributed among the population is 

determined. Service equity can be approached from four 

perspectives: 

• that each person should ha\1e an equal right· to 

benefits; 

• that benefits should be uniformly available; 

• that benefits should be available in proportion to 

needs: 
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CD that benefits should be available in proportion to 

economic or political considerations. 

B. The New Brunswick Approach 

The perspective taken by justice staff in New Brunswick 

considering criminal justice performance is similar to that 

taken by the Province of Alberta. Both consider issues 

involved in relating workload (activity) outputs to the 

quantity of resources consumed. The New Brunswick perspective 

adds a useful dimension in that the indicators suggested by 

that province are considered in terms of supply (capacity to 

provide service) and demand for those services. Demand 

indicators are analogous to the economic demand curve function, 

that is, the level of a particular service demanded per period 

of time at the price the consumers are willing to pay. The 

other dimension of this model is the supply curve function 

which, in New Brunswick 1 s terminology, are the service 

indicators (the level of service provided). 

The major inputs to this model are costs, R.C.M.P. contract and 

man years. The outputs of this model, called "performance 

indicators", include such things as the rate of increase or 

decrease of all crime in New Brunswick and incident clearance 

rates. 

n 
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Discussions with Justice staff in New Brunswick indicate that 

their report was an ini tial step designed to stimulate the 

further development of potential operational measures. The 

report produced during this step presents. a shopping list of 

what some of these measures might be, and how they may be 

further developed. This approach has had some success as 

further detailed work related to data requirements and data 

collection has occurred since that report was issued. The 

implementation 0:: the "PROMIS" system in New Brunswick will 

contribute to making some of this data available. 

Indicators Presented in the New Brunswick Report 

Indicators in the report produced by the New Brunswick 

Department of Justice categorized criminal justice into the 

following five sectors: law enforcement, courts, prosecution, 

corrections and sheriff's office. New Brunswick has considered 

performance measurement in the context of a supply/demand 

model for each of the five sectors. In such a macro-model, 

outputs from one sector provide the inputs for the next 

sector. Each sector is dealt with here in the order presented 

in the New Brunswick report. 

Law Enforcement (Police) Sector 

The law enforcement sector is described as having two 

objectives: one of crime deterrence/prevention; and 

one of enforcement. 
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Demand indicators for deterrance/prevention are: 

• The total of all> reported incidents (reported crime 

rate) : 

b1 specific offence type 

by provincial statute 

by municipal statute 

by property offences 

by personal offences 

• All displayed by Judicial centre (region); 

Service (supply) indicators for deterrance/prevention: 

• number of miles patrolled; 

• number of investigations; 

• number of policemen involved in prevention projects; > 

• number of policemen involved in other community 

'projects. 

Resource inputs to the model are specified as: R.C.M.P. 

contract costs, provincial.lsubsidies, man years (by !i>olice 

and civilian personnel), ratios of costs by' judicial 

centre, officer, total crime and crime type. 

Outputs from the model are called performance indicators. 

For the deterrance/prevention objective, these include: 

the rate of increase or decrease of all: reported crime 

categorized by; offence type, prOVincial and municipal 

, .. 
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statutes, crimes against persons and property, all 
displayed by Justice centre. 

Demand in'dicators for the enforcement objective are the 

same as those for the deterrance/prevention objective. 

Service (supply) indicators for this objective are: 

• number of arrests; 

• number of charges laid; 

~ number of breathalyzer cases; 

• number of tickets issued; 

• number of summonses deliverea; 

• time involved in court attendance; 

• time inVOlved in escort service. 

The resource inputs are costs, the same as those exp,ressed 

for the deterrance/prevention objectivee They are, 

however, now calculated in terms of the number of arrests, 

charges, breathalyzer cases, tickets, summonses, court 

attendance and escort duties~ 

The performance indicators (outputs) for this objective 

are expressed as clearance rates, categorized by criminal 

code offences, provincial statutes and displayed by 

judicial region. It,,' 
~ 
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Court Sector 

The court sector objective is defined as "the provision of 

a forum for the determination of charges". The court 

sector is expected to provide all facilities and judicial 

support necessary for case disposition, that is, a 

physical location and staff for the hearing of charges. 

Demand indicators for the court sector are: 

• number of charges laid; 

- by criminal code 

- by provincial statute 

- by municipal statute 

• all displayed by judicial centre; 

Service indicators for the court sector are: 

• number of trials; 

• number of preliminary hearings; 

by Provincial Court 

- by Supreme Court 

- by County Cou~t. 

The resource inputs are the costs and man years involved 

in providing this forum, both in total and by court type. 

Ratios for the individual court types are then 

calculated. 

Performance indicators for the court sector include: the 

average time from charge to final disposition of the case 
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and the percentage of successful appeals from the total 

number of trials, categorized by court type and region. 

Prosecution Sector 

The prosecution sector objective is described as 

"providing case prosecution service on behalf of the 

province" • 

Demand indicators for the prosecution sector are: 

• number of charges to be processed (volume); 

- by specific time period 

Service indicators for the prosecution sector are: 

• number of trials; 

• number of preliminary hearings; 

• other administrative duties. 

The resource inputs for this sector are expressed as man 

years and costs, both in terms of total costs and the 

ratio of costs per case, per judicial centre, and per type 

of court. 

The performance indicators are defined as the rate of 

successful prosecutions (conviction rate) for all cases in 

New Brunswick, with further sUbdivision into judicial 

region and type of court. 



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

- 73 -

Corrections Sector 

The Corrections sector obj ecti ve is describ'ed as: 

II providing security to the community through incarceration 

and rehabilitation services where appropriate il " 

Demand indicators for the corrections sector are: 

• 'number of caSes sentenced to jail; 

- by sentence 

-' by remand 

• number of cases sentenced· to probation; 

Service indicators for the corrections sector are: 

• "riumber of institutions; 

• number of cells; 

• number of admissions and releasesf 

• average daily institutional pOpulation; 

• number of shifts worked by correctional officers; 

18 number of intake interviews by probation officers; 

• number of pre-sentence reports; 

• number of other reports; 

• number of counselling sessions1 

• number community reports; 

• average caseload per officer. 

The resource inputs to the Corrections sector are total 

Corrections costs and number of man years. These are 

further grouped by administration, institution and 

probation costs. Cost and staff ratios are calculated by 
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inmate, probationer and parolee, as by well as 

institution, probation office and parole centre. 

Performance indicators are: 
recidivism rate, the number 

of escapes per inmate POpulatl.'on, 

incidents per inmate population, 

returned (captured). 

number of relat6~ 

and number of es capees 

Sheriff's Sector 

Tn New Brunswick the Sheriff'~, Office is 

the following: 
responsible for 

41 n1'"g;:an;..,.~ __ ' 
-- - ..... "" ~,"'::1 Jury selection and ensuring the presence of 

witnesses in court; 

• providing escort services; 

• keeping the peace in court; and 

• coroners' activities. 

The 
demand indicator for the sheriff's sector is: 

• the number of units abOve 

1,000 population; 
referred from court, per 

Service indicators (suPply) for the sherl.'ff's 
sector are: 

• nUmber of J'ury trials processed; 

• number of witnesses; 

• number of transfers (prisoner); 

• number of hOurs in court. , 
• number of coroners' cases. , 

- all of ,above by judicial centre; 

-.~-----
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• number of miles travelledi 

• number of total manhours; 

The resource inputs for this sector are expressed in terms 

of: total costs, total man years and costs per office. 

Ratios are generated and expressed as cost per transfer, 

cost per escort and cost per office. 

The performance indicators for the sheriff's sector are 

expressed as: the average time for transfer (from initial 

approval to completion), the number of trials delayed due 

to lack of completion of the jury selection process and 

the rate of courtroom incidents. 

C. An Early B.C. Approach 

Two specific factors have directly influenced how British 

columbia has responded to developing performance indicators for 

the criminal justice system are. They are: 

• The Justice Information System (J. I.S.) proposal of 

late 1978 which involved several divisions of the 

Ministry in attempting to formulate efficiency and 

effectiveness measures • 

• The :cormation of a Treasury Board staff function and 

the implementation of Zero Based Budgeting. This alsO 

began in 1978. 
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Past activity in B.C. is similar in itd intent to the 

previously described approaches of the other Provinces. In the 

proposals, prior to this project, two major categories of 

indicators were envisioned1 program size indicators and 

effectiveness measures. The program size indicators are 

analogous to the demand indicators of the New Brunswick 

approach. In general, indicators proposed by both provinces 

deal with the absolute size of the program (absolute number of 

cases processed). They reflect the demand for service placed 

upon individual sectors within the criminal justice system. 

The J. 1.S. initiative implicitly assumed an efficiency 

Component, insofar as the suggested program size indicators 

were related to periods of time and directly to the amount of 

money spent per unit of time. This early development was 

viewed as a natural extension of various computerization 

efforts underway at that time and an effort to introduce a 

Program Planning and Budgeting System within the Ministry. 

This J.I.S e proposal included indicators for all components of 

the Ministry. The following relate only to the police 

services, courts and corrections functions with the remaining 

indicators presented in Appendix A. 

Police Sector 

The police sector for B.C. consumes M~nistry resources in three 

major areas. These are: the R.C.M.P. provincial contract1 the 
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Police Commission and the Coordinated Law Enforcement Unit, 

which has primarily an investigative and intelligence gathering 

role with respect to orgal'lized crime. 

R.C.M.P. 

Program size indicators: 

• number of established criminal code offences (founded 

charges); 

.' number of outstanding cases 

investigation) ; 

• number of arrests; 

Effectiveness measures: 

(those currently under 

• number of established (founded) offences per 1, 000 

population; 

• number of cases cleared as a percent of outstanding cases. 

Police Commission 

Program size indicators: 

• number of police trained; 

• number of complaints against police 17eceived for 
investigation; 

Effectiveness measures: 

• percent admitted to police academy who. failed to 
complete training; 

• number of complaints against police satisfactorily 

resolved; 
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• average length of time to resolve complaint; 

• average length of time to fully train a police 
officer. 

Coordinated Law Enforcement Unit 

Program size indicators: 

• number of approved targets; 

• number of approved hits; 

Effecti veness mflasures: 

• number of proposals (target definitions) brought to 

C.L.E.U. Policy Board; 

• percent of proposals which receive approval; 

• percent of targets successfully hit (proceed 
prosecution) • 

Court Sector 

to 

The Court sector in this J.l.S. 1 propos a was viewed as 

comprising four major components: administration, court 

reporting, sheriffs and crown counsel. 

Court Administration 

Program size indicators: 

• number of indictable cases; 

• number of summary cases; 

• total number of appearances; 

-----... --.~ .. -
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Effectiveness measures: 

• number of days - first appearance to trial~ 

- by indictable offence 

- by summary conviction 

• percent of cases successfully appealed: 

- by indictable offence 

by summary conviction. 

Court Reporting 

Program size indicators: 

• number of cases reported onf 

• number of transcripts requested; 

Effectiveness measures: 

• number of days spent to prepare a manus~ript; . 

• number of cases adjourned becaQse reporter 

available; 

• number of amendments (errors) in manuscripts. 

Sheriff Services 

Program size indicators: 

• number of accused in temporary court custody; 

• number of summonses received; 

• number of units received; 

• number of jury trials; 

• number of prisoners transported; 

I'" 

I,; 

not 

I 
II 

I 
I 
i 
J 

o 

~ 

1 , 
I 
1 

11 

I 
J 
i 

f 

I 
i 
I 
I 

j 

.. 

- 80 -

Effectiveness measures: 

• percent in custody who fail to appear; 

• percent of summonses failed to be served within. 30 

days of issuance; 

• percent of writs failed to serve within 30 days of 

issuance; 

• percent of jury chosen who fail to serve; 

• number of escapes from sheriff's custody; 

• number of persons improperly released. 

Crown Counsel 

Program size indicators: 

• number of cases prosecuted; 

• number of witnesses sworn; 

Effectiveness measures: 

• percent of cases prosecuted to disposition~ 

• percent of witnesses sworn; 

• percent of cases successfully appealed; 

• percent of successful prosecutions. 

Corrections Sector 

The Corrections sector was grouped into two functional 

components: one component comprising community programs and 

the other component comprising institutional programs. 

•. >~ 
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• number of bail supervision cases: 

• number of community service order cases; 

• number of probation case'S; 

• total number of cases; 

Effectiveness measures: 

• percent of bail supervision cases who show up in 

court in time; 

• percen 0 ." , t f P a E reco"nmendatJ.' ons acce~ted by Crown 
Counsel; 

• percent of diversion clients who do not recommit an 

offence within 24 months from start of supervision; 

• percent decrease 
100,000 in client -caseload per 

population; 

• percent of clients on impaired driving program who 

are convicted of impaired driving within 12 months of 

start of course; 

• percent of c.s.a. clients who complete work assi\9nments on 

time; 

• percent of probationers \'lho are not convictelO of all 

offence while under supervision; ~~-'.~.,,"-~ 
'~,~ 

• percent of probationers convicted of a lesser \,offenc~\ 

while under supervision. 
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Institutional Programs 

Program size indicators: 
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• number of people in institutions: 

- by secure 

- by open 

- by C.C.C. 

• number of remand cases; 

Effectiveness measures: 

• percent of remand cases appearing in court on time; 

• percent of T.A. participants who do not commit an offence 

while on the program: 

• number of escapes from camps and special institutions who 

do not commit a violent offence while at: large; 

• number of escapes per 1,000 inmate days; 

- by secure 

- by open 

- by C.C.C. 

B.C. Parole !oard 

The B.C. Paj~ole Board has had its mandate 'expanded considerably 

since this initial J. I .. S. proposal. 
However, the indicators 

developed then still have some relevance. 

Program size indicator: 

• number of offenders on B~C. parole; 
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Effectiveness measures: 

• number of parolees convicted of an offence; 

• length of time to grant a parole (application to hearing). 

D. The Quebec Approach 

The following description of work ongoing in the Province of 

Quebec is purposely short and intended only as a brief 

overview. The work being undertaken in Quebec, however, is 

probably the most extensive and th~ thorough of all the 

provinces. In fact, those undertaking any efforts in this 

subject area would be well advised to review the work of that 

province. An "unofficial" tran131ation of the methodology and 

scope of the Quebec initiative appears in it's entirety", in 

Appendix B. The summary report of their work in the Court 

Sector appears in Appendix C. Detailed work to date in Quebec 

has focused primarily on their integrated Court system. 

Howe"er, the intent is to include all functions of the Ministry 

of Justice. 

The Ministry of Justice has seven operationalt A. D .M. levels: 

Legislative Affairs and Legal Counsel; Public Security (Private 

policihg); the Surete (Provirt~ial Police); Civil Law, which 

includes civil rights, privacy, judicial services and land 

registry; Criminal Justice, which includes prosecutions, 
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coroners and forensic services; Court Services, civil, criminal 

and family; and Corrections, responsible for both probation and 

jails. In addition to these operational levels, there are 

central services such as personnel and various commissions, 

as well as the registration of births, deaths and marriages. 

The Quebec analysis centers around four major categories: 

The level of needs e 

The efficiency of resource use; 

The quality of service provided (standards); and 

The effectiveness of program results. 

While it was originally anticipated that all four areas would 

be addressed equally, it soon became evident to tae proj ect 

team that the efficiency of resource use and management 

effectiveness were the two more difficult areas and needed 

the most detailed ar'alysis. The Quebec project team is 

following closely the system approach outlined in the work of 

Gerald Nadler, entitled "Work Design: . An Integrated Approach". 

The following schema, as used by the Quebec team, starts with 

the initial identification of needs which, in turn, become 

expressed through laws and are supported by programs, which 

cons~me resources through specific activities, in order to 

yield results, in the form of outputs. 

'T 

' ______ ~ __________ ~ ______ ~~ ______ ~ __ ~~ __ ~=~,_=~L~~'~b~"=-=,-~,="'~_~"~~~,~.~,~ .. ~ ___________________________ ~ __ ~,~.~~~ 
-----------------------...-----~-----~------- --"'- ----
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Figure 2 

Schema used by Quebec 

~LAWS 

EFFECTIVENESS 

... [ ACTIVITIES I 

"'PROGRAMS 

+ 
.. [ RESULTS 

Results are, to a large degree, dependent upon resources and 

resources are allocated according to need. The interrela-

tionship of inputs and outputs to these needs then become the 

major subject of analysis. 

Court Services for the Province of Quebec i5 divided into six 

major areas: 

Court Administration; civil, criminal, statutory 

(provincial statute), auxilliary services. 

Small claims (this area is the most advanced component 

in the analysis and a major report has been released). 

Youth court (ages 12 - 18). 

The court hearing process. 

Support to the judiciary. 

Companies registration. 
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The sector' formats discussed in chapter VI were considered by 

the Quebec representatives to be a useful effort at overall 

data summarization and display for senior management use. When 

the Quebec team considers the summarization issue they will be 

reviewing these formats with the intention of integrating 

something similar into their work. 

)! 
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CHAPTER VI KEY INDICATOR MANAGEMENT REPORTS 

"A. Overview 

This chapter describes the format for the display of the 

activity and performance measures identified, the content of 

those measures and the information systems used to generate the 

data for their calculation. 

As was mentioned previously, the Ministry of Attorney General 

has over the past several years developed extensive automated 

data bases in the policing services, courts and corrections 

components of the Ministry. The major operating systems used 

to generate data for Project Four are as follows: 

Police Sector - The Police Statistics System 

This system produces on a monthly basis reports on offence 

occurances, persons chargee and traffic law enforcement. In 

addition, reports on police and offence to population ratios 

and criminal code case burden are available. All information 

is displayed at the R.C.M.P. detachment or municipal police 

force level as well as being aggregated and displayed by 

R.C.M.P. subdivision and for all municipal forces. 

Courts Sector - Court List Information System 

This system produces monthly reports 

caseloads, inventories and dispositions. 

'= 

on court activity, 

The information is 
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displayed by court location and aggregated by regions and 

provinci~l total. 

Corrections Sector 

A statistical system reports probation caseloads on a monthly 

basis for each probation office. Regional and provincial 

summaries are also produced. This system has been suspended 

and is being redeveloped. 

An offender master file contains extensive demographic and 

offence and movement related information on each person 

admitted to the provincial correctional system. As well as 

providing on-line support to operational staff, the information 

system generates monthly institutional statistical summaries. 

B~ Report Formats 

The measures chosen for this preliminary set fall into the 

three major categories of input, output and process. The first 

of these major categories, input measures, is intended to 

reflect the number of discreet tasks wi th which a particular 
, 

sector must cope. These indicators are volume measures and 

describe the number of new workload units to be processed 

during a g ivell month. In one sense, these measures can be 

regarded as measures of demand for a particular service. While 

this demand does not necessarily reflect economic demand in 

terms of the price the consumers will pay, it does represent a 

~-------.-~----~--------- ... ----
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level ot the expressed local need, to which the service 

agencies must respond. 

The second major category of measures, output measur~s, 

represents the number of cases disposed of by a sector during a 

particular month. It is recognized that, in one sense, these 

output measures may more accurately be referred to as a 

particular type of workload measure, with more precise output 

measures being the number of hours of particular services 

provideds It is suggested, however, that the number of 

completed or disposed cases provides a valid starting point and 

can legitimately serve as surrogate' output measures until such 

time as better measures are defined and the required data 

elements collected. 

The third category of measures, process measures, reflects the 

volume of current cases that are in the system and remain to be 

dealt with at month end. A future refinement to process 

measures would included the concept of "case inventory" with a 

view to using inventory modelling techniques to discover 

optimal load points. 

Copies of the preliminary monthly report formats appear in 

Appendix D. 
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All of the indicators included ;n th th . ... e ree maJor categories 

(input, output, process) are p t d 1 resen e a ong five referent 

points. The first of these referent points appears in column 

one and consists of a brief description and definition of the 

measure itself. The second referent point, in column two, is 

the actual unit count of the measure for the particular month 

under consid~ration. The third referent point, in column 

three, presents the un;t mea·sure f th ... rom e second column 

expressed as a rate per 100,000 population. The fourth 

referent point, in column four, consists of twoelements~ The 

first, is the percentage change of the unit count of the 

particular month (column one) as compared to the unit count of 

the same month during the previous year. This is intended to 

permit an immediate comparison of current activity level with 

that of the previous year. The second element in this column 

compares the expected value for that month based on the 

preceeding twelve month trend, with the actual count. This 

statistic, expressed as percent change, highlights both the 

direction and intensi ty of change at a particular point in 

time. 

The final referent pOint, appearing in the last two columns, is 

labelled "Progress to Date". It is a si~ple arithmetic graph 

'presentinQ'; the monthly unit count data shown for the current 
~i 

fiscal i~aro At a glance, the administrator can get a 

reflection of the trend for the current fiscal year. 

. " 
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It should be recognized that due to limited space, the graphs 

have not been presented with zero points. This may appear to 

overstate the variations between months and does not allow for 

comparisons between sector graphs. 

C. Defining the Measures 

1. Police Sector 

While recognizing that the objectives of the police are not 

related solely to enforcement and apprehension, but include 

prevention and a good deal of "social" service delivery, for 

the purposes of this project, the indicators identified relate 

primarily to criminal enforcement activities. 

Input Measures 

.. 

• 

Number of Reported Incidents this indicator is 

intended as an overall measure of service demand. 

Total Offences Actual - this indicator is a subset of 

the number of reported incidents, excluding those 

incidents which, for various reasons the police 

determine no further action is warranted. This 

indicator is frequently used as a measure of community 

lawlessness. 

Criminal Code Index - this indicator is a derivitive 

of the total offences founded, but includes only the 

more serio~s offence categories that have been found, 

.by police arfalysts, to be reliably reported. It is 
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generally a more stable indicator over time and is not 

as susceptible to local policing policy shifts as is 

the previous indicator. 

• Total Criminal Code - this indicator is a count of the 

total number of actual criminal code offences. 

.. Criminal Code Mot.or Vehicle this .indicator is a 

count of the number of Motor Vehicle infractions under 

the Federal Criminal Code. 

.. Provincial Motor Vehicle - this indicator is a count 

of the number of Motor Vehicle infractions under 

various provincial motor vehicle statutes. 

Output Measures 

• Clearance Rate (actual) - this indicator is a ratio 

measure of all cases cleared by the police. This 

measure is further broken down to indicate the 

precentage cleared by charge and "otherwise" • 

.. Clearance rate ( Index) - the above ratios are also 

calculated for offehces for the index category. 

Process Measures 

.. Case Burden - this is a ratio measure of the number of 

Criminal Code ~(\ncidents per regular member. It is 

expressed in terms of mUnicipal and R.C.M. Police 

forces. 

Other Measures 

• Actual vs. estimated - this indicator monitors actual 

expenditure as a percentage of prorated monthly 
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budget allocation for R.C.M.P. provincial police 

service. 

• Overtime - this indicator monitors the dollar value of 

overtime for provincial policing. 

• Ratio of Population to Officer this indicator 

relates the two variables of capacity to respond and 

population size. 

2. The Court Sector 

It should be noted that in referring to the Court Sector for 

purposes of this report, no specific information on the various 

sub-uni ts in the court process - prosecutors, judges, court 

reporters, sheriffs and the like is provided. Rather than 

focus on these individual activities, indicators for the court 

sector focus on their interaction as a whole. No statistical 

information is routinely available for the County, Supreme or 

Appeal Courts. 

Input Measures 

• Number of New Cases - this indicator is a count of the 

number of cases with which the court process must deal 

on a monthly basis. At this time, it is the single 

input measure that has been defined. It ,is expected 

that after further analysis, additional input measures 

will be defined. 

, ... <~ •• -" """-~_""",,,,~,,"~'~_'0"" _"'''-t'' ""_-" .. ~-"-""'''--~--''''-~'I'T'--...: . .",~" r'H-=~),.~::--';,~',"I!:'.tr"'~~~~~'\:m!"·f~""''''''--
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Output Measures 

• 

• 

• 

• 

Number of Completed Cases - this indicator represents 

the numoer of cases for h' h ' w ~c process~ng in the 

Provincial Criminal Courts ceased during the month. 

Included are those cases by way of final disposition,. 

stayed, removed to a higher court or for which the 

accused did not appear and a bench warrant was issued. 

Number of convictions - this indicator is a count of 

the number of convictions that b' were 0 ta~ned during 

the mon'th and ~s a subset of ~ the total number of 

completed cases. 

Number of Discharged/Acquitted this indicator, 

again, is a subset of the total 
J 

number of completed 
cases. It reflects those cases that were either found 

not guilty or given absolute discharges. 

Number Removed - this indicator is a unit count of 

those cases \'lhich, for some reason or another, were 

not processed to completion. They include primarily 

those cases for which a "stay of d'" procee ~ngs was 

entered by the Crown. 

Higher Court Election this indicator provides 

a count of those cases where an accused elects to have 

his case proceeded with in a higher court. 

_~" __ ~ _____ ~ ___ -,--_,--______ ~",-,-_______ .~ __ .",,,. 'la.,\,.;.... • ....;, . ...;: • ...;:", .......... '-"-.......... ""--~\~, '-">"-..:0..' ..... -'--____________ .~_-.6.~_~~~""_..>. __ ~ ____ ~_~_~ _____ , _-'--~ __ ~ ____ '___ ___ ~ _______ ->II _ 
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Number of Bench warrants Issued this indicator 

provid~s a count of the number of bench warrants 

issued for non-appearance and is again a subset of 

"Number of Completed Cases". 

Process Measures 

• 

• 

Total Number of Cases - this indicator is a volume 

measure and included all new cases introduced during 

the month, bench warrants reactivated and cases still 

active at the end of the previous month. 

Average Delay of Active Cases this indica1~or 

represents the mean delay (in days since f~:rst 

appearanc~:) of all cases still pending completion at 

month end. Case delay has, for some time, been 

considered, an important performance indicator in 

relation to the Provincial Criminal Courts in B.C. 

Percent Greater Than 180 Days - this indicator relates 

to the pending cases at month end th~t have had more 

than 180 days elapse since first appearance. A 

standard related to the concept of a "speedy trial" 

has developed in this Ministry which states that no 

more than 15% of all active cases should have been in 

the Provincial Court system for more than six months. 

Other Measures 

• There are four budget variance measures proposed, two 

for Crown Counsel and one each for the Court Services 
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Di vision and the Provincial Court Judiciary. Again, 

the variance measure is expressed as a percentage over 

or under expenditure as compared to the prorated 

monthly expenditure estimate. In the case of Crown 

Counsel, estimates for ad hoc counsel are separatf~d 

from those for staff counsel. 

Overtime this indicator is a measure in dollars of 

overtime cos ts incurred by the Court Services 

Division. Overtime expenditures for Crown Counsel and 

Provincial Court Judiciary are for support staff only 

and, hence, are not included i.n the key indicator 

formats. 

Establishmen't Ratio - this inciicator is a ratio of the 

number of "established" positions (meaning permanent 

public service employees) filled to the numbers 

approved by Cabinet expressed as a percentage for both 

the Criminal Justice Division, Crown Counsel and the 

Court Services Division. 

It should be noted that, :,at this time, the Ministry's budget 

structure does not per~it the isolation of Court Service 

Division or Provincial Court Judiciary dollaLr or manpower 

expenditures on criminal court related activities. 
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3. The Corrections Sector 

In the Corrections Sector, there are two major components of 

service provided. These are: 

• Those services that are provided through Correctional 

Institutions~ and 

• Those services that are provided through community 

services, i.e. probation, parole, diverst~n and family 

counselling. 

Input Measures - Community Services 

" " \\ 

• Total Number of Admissions - this indicator is a unit 

count of admissions. This count reflects all of the 

intake (demand for) community ser~ices during a 

specified month. It is important to ensure that 

provincial "intake" does flot include "transfers in" 

from other offices. 

G Adult - this indicator is a measure of all adult 

• 

IS 

admissions to the Community Services Component of the 

Corrections Branch during a particular month. 

Juvenile - this indicator is a measure of all juvenile 

admissions to the Communi ty Servic~s Component of the 

Corrections Branch. 
~- :"\ 

Family - this indicator 9;¢~( not appear on the form, 
, (~::-> .\ 

as yet, because no data' exiEl\fs at a provincial level. 
I( 

It is, however, a major catl..lgory of service provided 

byf..ihe Corrf~ctions Branch and steps are bein\f taken by 

the Branch to"provide for the collectipn of ~his data. 

• 
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Parole - this indicator is a measure of all Parole 

admissions to the Community Services Component of the 

Corrections Branch. This parole,\ measure' contains two 

categories of cases, B.C. ,qhd National parole 

admissions. Parole activitY7~ ~lthough relatively 

small by comparison to the other components, is 

included for monitoring because of the newly expanded 

role performed by A the British Columbia Parole Board. 

One will normally expect large increases in indicators 

for this area as the Parole Board develops and expands 

its mandate and influence. 

Output Measures 

The set of indicators comprising output measures reflects 

the number of cases completed during the particular month 

under consideration. It should be noted that the term 

II 1 t · I' •• h ded "Transfers out" . comp e ~on means superv~s~·on as en • 

to other offices should not be included. A future 

refinement for these measures will be to report output in 

terms of the number of hours spent in 'the delivery of a 

specified activity type related to historical levels or 

!):,he 
" 

Corrections is standards. currently Branch 

investigating expanding the use of the concept 

"supervision day" for community services. When the use of 

this measure has been developed within the Branch, it will 

be integrated into the indicator statistics. 
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Total Completed Cases - this indicator is a measure of 

the number of completed (end of supervision) cases 

during a given month. This measure is in reality the 

number of closed cases, but is being used as a 

surrogate output measure pending an update of the 

case load system. 

Adult this indicator reflects all adult case 

completions during a given month. 

Juvenile - this indicator is a measure of all juvenile 

case completions during a given month. 

Family - this indicator does not appear on the form, 

as yet, because no data exists at the provincial 

level. With the inclusion of this category into the 

revised caseload system, this acti vi ty will be 

measured. 

Parole - this indicator is a measure of all Parole 

case completions to community services. It is the 

combined total of both B.C. and National Parole cases. 

Process Measures 

• Adult Caseload - this indicator provides a unit count 

of the total number of adult cases under supervision 

during the month. 

• Juvenile Caseload - this indicator. provides a unit 

count of the total number of juvenile cases under 

supervision during the month. This count includes 

formal court ordered supervision as well as informal, 

diversionary couns-=lling. 
() 

• 

• 

- 100 -

Parole Caseload - this indicator provides a unit count 

of the total number of parole cases under supervision 

during a month. This count includes both B. C. and 

National Parole cases. 

Family Caseload - this indicator provides a unit count 

of total number of cases receiving family counselling 

during a month. 

Other Measures 

• 

• 

• 

Cost Per Supervision Day - this indicator records the 

total costs involved in providing community service 

supervision. 

Establishment Ratio this indicator integrates 

case load or workload data with personnel data and 

implies that the staff allocation function can be 

impacted by the size of caseloadand the number of 

staff existing in an organization. By constructing 

and using an establishment ratio (the number of vacant 

positions, 6:ivided by the number of established 

authorized positions), one is able 'to monitor these 

fluctuations, compare them (to the input demand levels 

and reallocate or change staffing patterns. This 

indicator reflects the organization's ability to 

respond to increases in input. 

Overtime this indicator measures the amount of 

overtime in dollar va.lues. It is important from a 

_~ ______________ lIIiO _______ • ___ ~. ___ _ 
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managerial perspective, because it monitors an 

organization's response to crisis demands or 

unexpected levels of input of short duration. It also 

may be used as an indicator of whether the current 

staffing levels in an organization are appropriate to 

cope with the current input or it may simply be used 

to flag management's attention that the overtime use 

has exceeded specified levels and should be 

investigated further. 

Actual vs. Estimated Expenditure this indicator 

reflects the actual amount of money' spent compared to 

the amount of money originally estimated to be 

needed on a prorated monthly basis. 

Input Measures - Institutional Services 

• Total Admissions - this measure counts the number of 

admissions coming to the institution. Note that this 

indicator is in terms of admissions, not persons. For 

example, an individual may have two or more admissions 

during one month. This can occur because the majority 

of persons sentenced to provincial institutions remain 

there for short periods. In addition, a person who is 

initially admitted under remand status and later has 

his status changed to that of sentenced, will generate 

two admissions (one under each status). This method 

of accounting is appropriate for management control, 
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because each time a person enters or ex;i. ts from an 

institution, even though this exit or entry may only 

reflect a change in status, this action represents a 

unit of \.,ork that must be performed by correctional 

staff, particularly for the records management and 

classification functions. 

Sentenced 

admissions 

sentenced. 

this indicator is a count of all 

into inst;i. tutions with a status of 

It includes all persons admitted under 

sentence as well as persons defaulting on payment of a 

fine. 

Remand this indicator is a count of all 

insti tutional admissions having remand status. There 

are three categories of remand classification: 
straight remand, sentenced and awaiting trial, 
immigration hold. Therefore, there will always be a 

small proportion of persons potentially having 

conflicting status. The rules for accounting are 

defined in the system documentation. 

Return to Jail Rate this indicator is a type of 

recidivism index. It is recidivism applied 

specifically to the jail component of the Corrections 

sector. Al though there is much criticism in the use 

Of recidivism data, this criticism stems primarily 

from a lack of definitional clarity when that term is 

--- -~-- -~~-~------ ___ ... ____ -------1.~ -
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used. It is an important indicator because it has the 

potential to identify the number of cases that are 

particularly problematic to the system. Institutional 

reports from the Corrections master file differentiate 

this return rate in terms of discharges within the 

last two years, and discharges more than two years 

ago. The rate considered for this indicator set is a 

total rate which includes both categories. 

Output Measures 

• Total Discharges - this indicator is a count of the 

total number of discharges from institutions. Again, 

this does not necessarily mean the number of persons 

• 

discharged per month. As in admissions, one person 

may have more than one discharge. Again it is argued, 

that this counting method is valid in that each 

discharge generates workload and represents a draw on 

institutional resources. 

Sentenced this indicator is a count of all 

discharges and releases having a status of sentenced. 

• Remand - this indicator is a count of the number of 

discharges and releases having a status of remand. 

Process Measures 

• Total Count - this indicator is the average weekly 

count of the actual number of persons resident at 

insti tutional locations during the month. The count 
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used for this indicator is taken from the computer 

file and reflects an actual person being present. It 

may, from time to time, differ slightly from the 

"legal count" as the "legal count g will include those 

persons released at court, while the institution has 

not immediately received a copy of the legal order 

discharging that person. 

Sentenced this indicator is the actual number of 

persons in institutions having the status of 
sentenced. This is a discreet count which does not 

include persons who have been sentenced on one charge 

and are on "awaiting trial" status for another charge. 

Remand - this indicator is the count of persons who 

are in the institution under the status of remand. 

Utilization Sentenced this indicator measures 

the percentage of total sentenced capacity occupied. 

The average of the weekly sentenced count and 

management det~rmihed capacities are used. 

Utilization Remand - this indicator, similar to the 

above measure, relates the remand space capacity to 

the actual number of remand persons resident in 

institutions. 

Escapes - this indicator is a count of the number of 

escapes during a particular month. It is a measure 

that may have more immediate relevance to detailed 

-~~.~-~-----~------.-----
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correctional mana.gement but it can also be used as a 

surrogate measure of community security. 

other Measures 

• 

• 

• 

Actual vs. Estimated·- this meaSure reflects the total 

amount of money spent on institutions on a monthly 

basis compared to the monthly estimate. 

Cos'l: per Inmate Day - this indicator measures how much 

it costs to house an inmate in an institution on a 

daily basis. 

Staff/Inmate Ratio - this indicator is a ratio of the 

number of staff per inmate. 

4.' The B.C. Parole Board 

In British Columbia the Pax-ole Board is a . separate 

administrative unit withiQ the ministry structure, although it 

is tied very closely to the Corrections Branch with respect to 

the people the Board deals with. 

Input Measures 

• 

• 

Parole Opportunity Rate - this indicator is a measure 

of the number of persons technically eligible for 

parole in comparison to number of inmates in 

. - provincial institvtions. 
) \ 
I .. .i 

Number of Applications 

count of the number of 

received by the Board. 

- this indicator is a unit 

applications for a parole 
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output Measures 

• 

• 

• 

NUmber of Decisions ~ this indica.tor is a. unit count 

of the number of parole decisions" made by the Boara: 

Decision Grant Date this indicator is a ratio 

measure of the number of paroles granted compared to 

the number of applications reviewed. 

Decision Revoke Date this indicator is a ratio 

measure of the number of Parole Revocations compared 

to the total number of decisions taken. 

Decision Suspend Date - this indicator is a ratio 

measure of the number of Parole Suspensions compared 

to the total number of decisions taken. 

Process Measures 

• 

• 

• 

• 

Number of Hearings Held - this indicator is a unit 

count of the number of hearings held by the Board. 

Total Hearing Days - this indicator is a unit count of 

the number of days per month spent by the Board in 

decision hearings. 

Parole Grant Date - this indicator is a ratio measure 

of the number of paroles granted compound to the 

institutional population. 

Parole Revoke Date - this indicator is a ratio measure 

of the number of paroles revoked comr:ared to the total 

number on parole. 

.-~-.~----- --~.--.-~----.----------~----
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Other Measures 

• Cost per He~ring - this indicator records the total 

costs invoked in providing a parole hearing • • 

Actual vs. Estimated Expenditure this indicator 

reflects the actual expenditure compared to the 

estimated experlditure on a monthly basis. 
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PART THREE A LONG TERM PLANNING PROCESS 

As was discussed earlier in this report, Project Four must be 

viewed as part of a larger initiative underway within the 

Ministry of Attorney General; an initiative aimed at improving 

the qual i ty of information available to senior managers to 

permi t improved management control and long term planning. 

The particular model adopted within the Ministry is one which 

emphasizes the importance of the budget process, and the cycle 

in which it operates, to the planning process. Part III of 

the report attempts to place project Four within the context 

of that larger initiative and to illustrate how information 

generated during the course of the project was used to 

contribute to that larger initiative. 

CHAPTER VII LINKING WITH THE BUDGET PROCESSI 

In July of 1981 the Ministry policy Execut:i,ve approved in 

principle the development of the long range strategic planning 

process. Specifically this decision was a response to the two 

issues of: the need to identify and generate the quantitative 

information necessary to support the budget Process and the 

1 This chapter draws heavily on the excellent work of John 
W. tamillus entitled The Practice of strategic Planning. 

"') 
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need to develop a procedure for the establishment of 

priorities and plans on a Ministry wide or corporate basis. 

The basis of these planning decisions will be supported by, 

and result from, the coIl ~ction and subsequent analysis of 

historical data gathered on activities performed by various 

units within the Ministry. 

In view of the increasingly uncertain nature of the social, 

regulatory, technological and economic environments affecting 

the Ministry of Attorney i"~eneral the functions of planning and 

control will become a formally integrated process that is 

regularly m,?nitored within the Ministry. The term "strategic 

planning" refers to debating fundamental objectives and 

setting long term priorities of the Ministry_ This strategic 

planning process assumes a capacity for "operational" and 

short-term (tactical) planning in order to translate the 

ministry 1 s strategic goals into operational realities. 

Within each divisional unit of the Ministry, there exist 

persons or designated units currently involved in this 

short-term "operational planning" function. At the same time, 

however, there have been only periodic and scattered attempts 

at what could be cali~ed strategic planning initiatives for the 

Ministry as a whole. This situation is partially a result of: 
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an emphasis on an evolving de-centralized management style 

with respect to the relatively autonomous divisions which in 

turn often have conflicting objectives~ a dynamic and rapidly 

changing external ana internal environmenr. requiring rapid 

decision making as new situations arise; and a lack of 

formally applied resources to this task. A continual pressure 

being applied by central agencies (i _ e. Treasury Board) and 

their particular emphasis on social service programs suggested 

that it was opportune to formalize a strategic planning cycle 

not only as a defence against the possible erosion of existing 

resource levels but also as justification for increases in 

resource requirements anticipated in the future. A critical 

element of any planning and control procedure is a good 

reporting and control system. 

A. The Relationship Between Planning and Control 

Planning has various definitions but the following definition 

is suggested as being one of the more useful: 

an assessment of the future, the determination of 
desired objectives in the context of that future, 
a development of alternative courses of action to 
achieve such objectives, and a selection of course 
(or courses) of action from these alternatives. 

Control is seen as a means of ensuring that desired objectives 

are achieved and performance 

effectiveness) is monitored. 

(including efficiency and 
~ 

The classical concept of 

--------_._--
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control, borrowed from the physical sciences, focuses on 

measuring the deviations of actual output from planned output 

as well as on feedback and remedial actions to influence 

inputs, or th~ process, in order to effect changes in planned 

output. This idea of control needs some modification for use 

in the context of the human service organizations such as the 

administration of justice. The judgmental and changeable 

nature of expected performance; the tenuous link between 

intent and action; and the need fo~ coordination make the pure 

model problematic jn this context. A more suitable definition 

of control in this situation is: 

a process of measuring and evaluating 
the performance of individual organizational units 
with the intent of ensuring: 

that executive policy decisions and actions are 
congruent with the desired organizational objectives; 

- that shortfalls from expected performance are 
identified; 

- that appropriate remedial action to eliminate 
or explain these shortfalls are initiated; and 

- that the taking of remedial action is 
monitored. 

Identifying within the management process the functions of 

planning and control is not meant to suggest that they are two 

distinct and discreet areas of concern in the process of 

management as neither activity can be carried out in 

isolation. Furthermore, it is not possible to adequately 

control without having first adequately planned. The need to 

plan prior to controlling stems from the fact that planning, 

is the means by which objectives and courses of action are 

decided upon by the Ministry. Wi thout these guidel ines -

objectives and selected courses of ac~ion - it is not possible 
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to determine whether the Ministry is deviating from, or 

operating within y management expectations. Control is not 

possible without the benchmarks or guideposts implicit in 

planning. For the same reason, it is not reasonable to 

conceive of planning as being independent of control. Control 

over direction is what ensures that the plan in reasonable. 

Planning without ensuring that it is effective and efficient 

often leads to frustration and confusion wi thin the process. 

The feedback on actual - versus - planned performance is an 

essential ingredient of future planning, while the improved 

understanding that comes from analyzing the causes and results 

of variances between actual and planned performance yields 

more realistic and better formulated plans. The planning and 

control functions are not only necessary to each other, but 

become mutually supportive. They are meaningful only when 

considered together because they are then able to maximize the 

supportive aspects operating between them. 

A Framework for Strategic Planning 

To effectively use a strategic planning and control system an 

appreciation of what the system can and should accomplish, as 

well as a broad understanding of the nature of the Ministry 

activities, is necessary. For B.C., the Executive Committee, 

as a group becomes the chief planning architect. ~1ajor 

benefits can flow from this strategic planning process in both 

the short and long term. These benefits are: 

.~----.. -------. 
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Strategic planning increases the level of creativity 

employed in managing an organization. This process 

exercises the creativity of those engaged in 

planning through the process of generating original 

and feasible alternatives for the future. Because 

of this strategie planning can be viewed as a 

training device which aids managers to recognize and 

exploit their creative potential. 

2) Strategic planning is most widely, visibly, and 

3 ) 

explicitly employed as a means of determining long 

term objectives for organizations and as a means of 

devising strategies for accomplishing these 

objectives. Const~~cting a meaningful statement of 

objectives and strategies for achievement can help 

build morale by developing an explicit and implicit 

understanding of the raison d'etre of the Ministry. 

Strategic planning is widely employed as a means of 

'defining a framework ot' strategic context within 

which an organization's operating plans and budg~ 

are developed. Such a framework can range from 

specification of the annual priorities of the 

Ministry together with clear cut indications of the 

operational actions necessary to achieve these 

ends, to a broad indication of the general organi­

zational philosophies and attitudes toward growth, 

service and preferred areas of new programming. 
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Strategic planning systems are excellent vehicles 

for facilitating communication between management 

levels within the Ministry and also among the 

Divisional Units. As in the case of crea ti vi ty , 

better communication is not only a possible result 

of planning, it is often a pre- requisite to 

effective strategic planning. 

The heart of the strategic planning process consists of 

analyzing "strengths, opportunities, faults, and threats." 

The acronym "SOFT", describing this analysis, involves an 

analysis of the environment in which Justice operates (the 

Ministry as a unit within the larger organization of 

government) and an analysis of the organization itself [(the 

Ministry and its relationship with the various divisional 

(sectoral) units)]. In addition to the "SOFT" analysis 

described above, two other factors are of major importance to 

any strategic planning process. 

aspirations 0 '''' h "values" to 

First is the set of 

which senior management 

subscribes. These values both suggest and prescribe strategic 

alternatives. Second, bqth ethical and pragmatic 

considerations require attention be given to the preferences 

of all of those with a legitimate ~take in Justice activities, 

i.e. the needs, desires, and objectives of sectoral units as 
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well ai the needs and demands of other institutional entities 

(other government departments or units). Essentially, the 

strategic planning process that is being described involves 

the execution of a SOFT analysis, with the subsequent 

definition of a strategic plan in the context of top 

management's values and the various stakeholders' preferences. 

Components of a Strategic Plan 

The strategic "plan" itself consists, of an implicit or 

explicit understanding of the raison d'etre or mission of the 

organization, a statement of the long term continuing 

objectives of the organization, a determination of the 

strategy to be employed in achieving those objectives, a 

specification of the policies to be adopted by operating 

managers, an estimate of the resources available to the 

ministry as a whole and to each of its major divisions and a 

listing of the assumptions regarding the organization and the 

environment on which the strategic prim is based. 

These fundamental elements of strategic planning can be 

integrated into a framework outlined in the diagram below: 
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Figure 3 
A Framework for Strategic Planning 

Top management 
values 

External 
~,. Environment ~ 

Issues Strategic Plan Opportuni ties ~ Mission(s) 
Past Objectives 

~ Strategy Performance t- ... 
Resources 
Policies 

~ Abilities Assumptions Limitations ~ --

Internal 
.4,. Environment t-

Stakeholder 
Priorities 

This framework is crucial to an understanding of the 

individual design elements of a plan and how they become 

integrated. The broadest and perhaps most crucial output of 

strategic planning is a formal understanding and statement of 

the organization's mission. It is important that this 

statement of mission clearly _ define and limit the areas that 

the organization wishes to consider but at the same time be 

broad enough to allow the development of activities other than 

existing ones. It should be fleJ(ible enough to allow creative 

alternatives to oper~te in various operating sectors and yet- be 

precise enough to stimulate an identification and affinity with 

a Ministry perspective. 
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The objectives of Justice are a determination, stated in 

quantitative terms, of the desired consequences of the 

Ministry' s endeavours to fulfill its mission. Quantification 

is necessary particularly at the program and sectoral level so 

that progress can be monitored and appropriate changes 

signalled when needed. 

Strategy, as an outcome of strategic planning, delineates the 

path that the ministry intends to follow in achieving its 

objectives. This is an understanding of the kind, amounts and 

quality of service that the ministry intends to provide and an 

identificati~:m of specific target groups to whom this service 

is directed. Strategy statements identify the sources of 

support, types of personnel, nature and intent of the services 

offered, and client target groups, in a manner that guides the 

creative development and effective administration of programs 

which assist in J?roviding specified services'. Without such a 

!ltatement, Justice may well find itself faced either with an 

overwhelming range of feasible program al ternati ves, without 

the ability to decide among them, or with a paucity of ideas on 

how to best operationalize its mission. In short, a well 

formulated statement of strategy relates and integrates -. the 

organization with its environment. It is a positive, 

pro-active, directive statement that guides the 
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operationalization of the various sector units and delineates 

the different approaches taken in accomplishing objectives. 

Policies are statements that define desirable and acceptable 

management practices. Policies become the means of making 

operational the values of management and assuring that the 

essential requirements of sectoral stakeholders are met. 

Policies can define the Ministry's attitude towards the quality 

of service, its approach to various client groups, and its 

orientation to the various community needs toward which 

Ministry services are addressed. 

The statement of resources is a tentative assessment of th ,e 

magni tude and kind of resources, human, financial and 

physical, available to the various managers responsible for 

implementing a Justice strategy. This statement (the budget 

statem~) provides broad guidance as to the levels of activity 

and kinds of feasible 'programs in terms of the available 

resources. The allocation of resources to various sectoral 

units ideally reflects the strategic importance that senior 

management ascribes to each of the Divisions in fulfilling the 

overall Ministry mission. Ideally the budget ranking process 

becomes the vehicle for providing this aspect of the plan. 

II 
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Finally, a statement of assumptions is necessary to assure 

that program planning and control activ i ties, performed at 

levels below top management, are consistent with the strategic 

plan. If, for example, different assumptions about the likely 

environment of the organization are made at different levels in 

the organization, not only will any apparent consistency 

between strategic plans and program action plans be purely 

coincidental, but severe problems will be encountered later 

when implementing and reviewing these plans. If actual 

performance deviates from planned, then top management, i.e. 

the Executive Committee, and lower levels of management, i.e. 

the various sectoral regional units, will inevitably find 

themselves at odds about the responsibility and causes for 

deviations and what, or if any, remedial action to t.l:tke. It is 

imperative, therefore, that the key assumptions m.:~de by top 

management in defining a Justice mission, objective and 

strategy be formally stated and communicated throughout the 

organization. 

The Analytic Basis of a Ministry Strategic Plan 

The preceding discussion and description of the strategic plan 

has made the assumption that planning and control are essential 

tasks that must proceed together and that the development of a 

strategic plan will enqble the Ministry to better prepare and 

.. 

I 
~ 

t 
I 

I 
1 

I· , 

I 
! 

- 120 -

improve the estimates process and define a mechanism for 

developing long-range ministry priorities. 

Considerable resources have been expended on the development of 

sectoral operational information systems. The data, already 

produced, or producible from existing systems, become the 

critical base upon which to build a strategic plan. Activities 

in support of this planning-process comprise the application of 

scientific principals l' methods, and/or theories to identify, 

describe, conceptualize, measure, predict, change and control 

those factors seen as important to the development of effective 

service delivery within the Ministry. 

Developments wi thin the divisions have demonstrated that we 

currently generate a significant amount of data which is 

directly useable for descriptive time series analyses, and that 

this data is indeed essential to an overall ministry planning 

process. 

One of the major inputs to the st'rategic planning process is 

the analysis of the Ministry's past performance both in 

quantitative and qualitative terms. Important insights can be 

derived from analyzing records of Ministry activity over the 

, 
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past several years. It is generally regarded that 5 years of 

data (i. e. 60 data' points) is a minimum requirement for time 

series analyses. 

Dominant trends are much more- meaningful and provide a better 

understanding of sectoral impact than performance or activity 

measurement at a single point in time. Trends graphed in 

relation to key indicators over time provide visual inputs to 

managers and greatly simplify the interpretation of potential 

policy impacts. These quantitative trends should focus on the 

cost of raising required resources;- the amount of resources 

used, the efficiency with which these resources are employed, 

the size and the quality of the outputs generated by the 

sectors, the degree to which the organization was effective in 

achieving its stated objectives' and the coverage and reactions 

of the target population to whom service was delivered. 

In addition to using the quantitative aspects of trends to 

relate to future demand levels, policy evaluation questions 

can be asked regarding what actions or decisiol)l3 in the past 

have impacted these trends. These analyses can then provide 

insights into the types of policy decisions which are likely 

to influence future trends. The analyses of past performance 

by means of monitoring trends should provide a basis for the 
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probable upper, and acceptable lower, bounds of aChievement 

given existing resource constraints. 

In particular this performance indicator . project has 
demonstrated, at least for B.C., that there exists a 

sufficient data base to permit descriptive time series 

analysis. 
These descriptive trends can be used to develop a 

strategic corporate plan. 
Trends in demand for service, 

st~ffing levels and budget levels needed to satisfy this demand 

can be plotted and predicted for the future~ These predictions 

are what will be refined and integrated into a Ministry 

planning process over the next year. 

A working model of projection involves taking what is known 

or what has Occurred (historical data) and extending the data 

series mathematically for further periods into the future. 

While projections and forecasts are not sufficient, by 

themselves, to determine future decisions they do become 

valuable aids in constructing scenarios for future policy 

decision making when combined with the intuitive skills and 

operating experience of senior management. In the short term, 

these projections will likely be used to establish support for 

posi tions taken by the Ministry. 
In the long term, they will 

be used to assist in determining priori ties for systematic 
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change and in monitoring the effect and impact of particular 

policy changes (program evaluation). 

By predicting future trends in terms of demand for staffing 

levels and budget, and by integrating them with expected 

funding or resource levels we can identify any shortfall 

expected, their expected amounts and what strategies are 

. necessary to cope wi th these gaps both for individual sectors 

and the ministry as a whole. 

The following diagram outling a "planning gap" illustrates an 

anticipated short fall in expected, as opposed to desired level 

of achievement, 

activity. 
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The concept of a planning gap shows the desired levels of 

achievement as well as the likely level of achievement if no 

changes are made in existing operations. A difference between 

the desired level of achievement and a likely level of 

aChievement, with no changes to the existing operations, is 

called a planning gap • Following the identification of this 

gap' (or shortfall) efforts can be made to fill or eliminate 

it. A desired level of achievement over time is called the 

goal line and the likely level of aChievement is called the 

momentum or plan line. 

This concept of the planning gap is primarily applicable to 

large complex organizations that are engaged in many 

diversified activities, such as the Ministry of Attorney 

General in B.C. While planning for each of the major • 
divisional unit~ is carried out by managers familiar with the 

operations of those units, the heads of those sectoral units 

are responsible for specifying the amount of resources 

available tl:> each sectoral unit and/or the development of 

strategic !t'olicies to which all sectoral units could 

contribute. 
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The concept of a planning gap can also be utilized by sectoral 

uni ts wi thin the ministry. The effect of the different proposals 

for expenditure and resource allocation in the budgetranking 

process can be aggregated sequentially giving priority to the 

strategically more attractive ones, a potential plan line which 

would thus be arrived at from the sum of all sectoral proposals. 

The Ministry will then be in a position to differentiate and 

determine the feasibility of rating additional resource proposals 

to adjust the plan line closer to the potential line. 

procedure is diagrammed as follows: 
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The foregoing method for using projections contained in 

historical data, the development of a corporate strategic plan, 

and the application of the planning gap technique, is expected 

to accomplish the following: 

• 

• 

It will increase the amount of summarized 

information available to, and shared by, members of 

the Executive; thereby increasing communication among 

divisional units; 

It will hell;- provide defence against the potential 

erosion of resources now available to the Ministry; 
.~ 

and conversely it may provide justification, and 

indeed a solid business case, for an expansion of 

resources sought by the Ministry; and 

• It will stimulate the creative and experiential 

skills of individual executive members. 

Integrating Priorities with Data 

Project Four is viewed as providing the necessary stimulus for 

the detailed analysis and integration of data being produced 

by the major divisions of police, courts, and corrections. 

This analyeis f09used on the existence of inter-relationships 

among the three data sets. The methodology employed for 

demonstration purposes is intentionally simplistic. 

Box-Jenkins and other elaborate econometric techniques were 

avoided. 

----_._-_ .. ,._.-
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Si~;:l:?le regression equations and the Statistical Package for 

the Social Science (SPSS) were utilized initially to 

demonstrate that useful results can be obtained without the 

use of sophisticated modelling techniques. All that is 

required is a knowledge of basic statistics, SPSS, and access 

to a computer site either at a University or at a generalized 

government, facility. Some knowledge of using and storing data 

sets as well as a remote terminal greatly facilitate the task 

of analysis and data integration. 

It is not so much the implementation of Project Four that will 

be taking place in B. C. over the next whi Ie, but rather the 

implementation of the previously described planning process 

which will rely heavily on the data and the techniques 

developed during Project Four. As well, a refinement and 

extension to the basic methodology will include formal 

time-series modelling. 

In the police sector for example, municipal and R.C.M. Police 

workloads need to be differentiated. AS well, offence 

categories will be . standardized across sectors, so that one 

unit of analysis will be the ratio of Police charges, to Court 

cases, to Corrections admissions. 
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Traditionally, it has been argued that because the Police 

sector workload is counted by the number of charges, the Court 

sector workload counted by the number of cases (multiple 

charges and/or individuals) and the Corrections sector 

workload counted by the number of admissions, very little 

useful analysis can be done without the establishment of a 

large master system that tracks individuals from point of 

entry to exit from the system. While master tracking may be 

the, ideal research tool, it is unlikely that it will become a 

reality given economic, practical and organizational issues at 

stake. It is suggested that, in the past, a preoccupation 

with the development of such master tracking systems has 

oiverted scarce resources from more practical approaches 

utilizating time series and other basic econometric 

techniques. The principle that the Administration of Justice 

should be viewed systemically does not mean that operational 

information systems must themselves be integrated into one 

system. 

The planning process leading to budget preparation and policy 

and strategy review is described below. 

SteE, 

1 

Date -
April - May 

Activity 

The first fiscal frame work 
"status quo" is developed. During 

this exercise, projections of 

levels of service demands are made 

with the assumption that there 

~: 



2 May - Sept. 

3 Oct. - Nov. 

" 

- 129 -

will be no pol icy or program 

changes occuring in the various 

divisions. Those projections are 

then valued in current dollars to 

arrive at approximate expenditure 

levels. 

During this activity existing 

policies and policy issues are 

reviewed. 

of the 
In addition the policies 

past fiscal year are 

analyzed. and assessed in terms of 

the degree to which they have or 

have not met expectations. Also, 

poss ible reasons why they not have 

met expectations are 

during this phase. 
described 

A second fiscal frame work is 

developed. During this period any 

potential shortfalls or "GAPS" 

are identified. These shortfalls 

are essentially a comparison of 

the data from Step 1, (the 

expected cost based on projected 

demand) c,~mpared with the revenue 

estimates which have been produced 

by, central agencies for the 
/ 

Ministry. Also during this phase, 

the preparation of various options 

to deal any the shortfalls that 

will be enco~ntered, or program 

initiatives that can be taken if 
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expansion is allowed, are prepared. 

During this phase the various 

policy options available are 

presented to the Ministry Policy 

Executive for feedback. As. well 

these options are discussed with 

the various analytical groups 

within the divisions for their 

input. 

This acti vi ty comprises the final 

defini tion and consolidation of 

options that have been selected and 

the justification of these 

options. During this phase 

adjustments are made to the data in 

light of the final options chosen. 

Graphs were used to present the data and forecasts produced 

from the initial demonstration of Project Four results. These 

results contributed in large part to the decision to refine and 

proceed with the "strategic planning" process. A complete set 

of graphs appear in Appendix E. 

B. Basic Forecast Methodology 

These initial forecasts were derived using a simple regression 

model developed for purely descriptive and predictive purpose. 

The regression model represents a linear association between 

units of work load or demand on the Y axis with time 

.~~~~---------------~---.--- - - - -- ----
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represented on the X axiso This was utilized both because most 

analysts and managers should be familiar with linear 

regression. The form of the regression equation is: 

Y = Be + BIXI + e 

Bo and Bl represent a const~nt and the regression coefficient 

of Xl respectively. The symbol e represents the error term and 

is the extent to which the regression fails to account for the 

variation in Y for any given level of X. Sample data is used 

to estimate the parameters Bo and Bl. 

equations take the form: 

These estimated 

the parameters Bo and Bl have been replaced by their best 

estimators bo and bl. 
1\ 
Y denotes predicted value of Y. 

Having developed the simple regression equations for these 

sectors they are examined for: 1) the appropriateness of the 

linear model is it apparent that the true association 

between the two variables is really linear? AND 2) the 

strength of association - how much of the variation in the 

dependent variable is explained by the linear regression. The 

R2 statistic is used in this instance to measure how well the 

model fits the data. Having developed sectoral regression 

equations, they can then be applied to a simple time series 

design that summarizes trends ih the data. 

One of the most troublesome problems in analyzing time series 

data, hOWever, is known as £lutocorrelation. Because most time 
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series are not made up of a set of randomly selected 

observations, but rather, observations at periodic intervals of 

time, there is a tendancy for time ordered observations not to 

have independent error terms. This occurs most often because: 

1. the values associated with observations at sequential 

interval~ are not independent and; 

2. the cyclidal impact of extraneous variables and seasonality. 

Even though a particular series may be autocorrelated, the 

least squares regression coefficients will still be unbiased, 

but many of the associated statistics will not be valid and so 

interpretation not always obvious. Generally the standard 

error of the regression coefficients, as well as the estimated 

variance around the regression may be underestimated and, 

therefore, the use of confidence intervals and tests using the 

t and F distributions may not be applicable. The presence of 

autocorrelation can sometimes be detected in a visual analysis 

of the residual plots over time, but it is most generally 
, 
tested for using 'the Durbin-Watson test statistic which is 

produced by SPSS. In SPSS this test for residuals is based on 

the differences between the residuals of adjacent cases in a 

sequenced file. This statistic is then compared with the 

uppper and lower bounds in a standard Durbin-Watson table. If 

D is below the lower bound, this indicates that the series is 

autocorrelated. If D exceeds the upper bound, this leads to 

the conclusion that the series is not autocorrelated. If the 
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value of D falls in the range between the two bounds, the test 

is inconclusive. 

Because the data from the three sectors, when plotted, appeared 

to have definite seasonal characteristics an additional 

variable was created to account for that part of the dependent 

variation that was tied systematically to monthly or seasonal 

changes. The pre-analysed series for Police evidences a 

gradual upward trend which was overshadowed by a systematic 

pattern of peaks and valleys (low in the winter months and high 

in the summer months). In adding this additional variable to 

the model, the objective is to explain the \'rariation as a 

fu'nction of the s.ecular time trend and season. Time trend in 

this case was represented by a single variable in which the 

observations we.re numbered consecutively from 1 = January~ 2 = 

February etc. for 60 intervals. The seasonal variation from 

month to month was captured with a set of twelve dummy 

variables, one for eaQh month coded as follows: Dl = 1 for 

January, 0 for any other month; D2 = 1 for February, 0 for any 

other month, etc~ 

\\ 
Using the PoliQe, for example, data set., the regression of 

reported incidents on the time variable and the dummy variables 

over the sixty, months series, provided a good fit to the data 

wi th an R2 of 0._ 89. The police graph contained in Appendix E 
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shows the actual number of reported incidents along with the 

volume for each month predicted by this regression. The dashed 

line represents the predicted values and the forecasts into the 

future on a basis of the time and seasonal variables in the 

regression. This projection follows the same upward trend, but 

it is now adjusted for the summer-winter seasonal variation 

observed in the actual data series. If the reader wishes to 

pursue this simpll:~ time series approach, he is referred to 

chapters 14 and 15, "Public Program Analysis Applied Research 

Methods" (Theodore H. Poister, 1978), and Applied Program 

Evaluation In Local Government (Poister, McDavid, Magoun, 

1979). While this is a very simple approach to time series 

analysis it was selected for demonstration purposes and is a 

technique with which most analysts would be familiar. 

The particular facilities used during Project Four were the 

Provincial Government computer facilities located at the 

British Columbia Systems Corporation. The specific release of 

SPSS used is for' OS/360, version H, release 8.0, December 

1978. The latest version of SPSS, however, is release 9.0 and 

should now be available at some computer installations. The 

latest release includes a Box-Jenkins and other procedures for 

time series analysis. 

----_ ... -. .,._-
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In addition, there is a graphics package (tell-a-graf) 

interfaced to this release. Packages such as SPSS, release 

9.0 greatly facilitate the production of good quality 

graphics without requiring intensive programming experience. 

By way of conclusion, several lessons or insights were gained 

as a result of experience gained during the course of Project 

Four. Foremost among them was a confirmation of the old adage 

of "keeping things simple ll
• Senior decision-makers have very 

little time to devote to specific projects, or to spend on 

trying to understand complicated models. They are interested 

primarily in broad overview perspectives and it remains to the 

analyst to convey his message briefly and clearly and 

succinctly. The following points summarize these insights: 

1. The overall process must be kept simple. This is 

particularly 'true in the early stages of development 

when it is essential to assist senior executives in 

understanding tbeprocess and generating their support 

for it. The analyst must avoid the temptation of 

moving immediately to sophisticated modelling 

techniques and run the risk of generating information 

incomprehensible to senior managers. 
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The performance and activity measures must be tied to 

the operational budget process. If this is not done 

then it is very easy for senior managers to view the 

process as an abstract conceptual exercise with no 

relevance to the operational and budgetary concerns. 

Completely integrated system wide offender tracking 

systems are not a necessary first step for better 

management statistics. While the lIideal" tracking 

system may remain something towards which the E.D.P. 

professional may strive, it must be clearly recognized 

that there are serious organizational and political 

barriers that must first be overcome. Far too often, in 

pursuit of the "ideal", some very simple opera,tions 

research techniques, such as ratio-analysis, are 

forgotten and ignored. 

Sophisticated models are not a requirement for 

analysis to have impact. A necessary first step in 

the process of improving the capabilities of senior 

managers to control program operations is the 

generation of basic descriptive statistics that 

illustrate general activity levels and historical 

trends in caseloads and expenditures. 
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APPENDIX A. PRELIMINARY B.C. INDICATORS 

Other Ministry Measures 

Legal Services Commission 

Program Size Indicators: 

• number of applications for legal aid~ 

• number of cases involving native peoples. 

Measures of Effectiveness: 

• percentage of those who applied for legal aid who did 

not receive it~ 

• length of time from application to lawyer appointed~ 

• percentage of native cases which did not receive 

native court workers. 

Legal Services to Government 

Advice to Government - Civil 

Program Size Indicator: 

• number of requests for advice. 

Measures of Effectiveness: 

• percentage of requests for advice which are not met 

within 30 days; 
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• percentage of requests which are not met within one 

year; 

• length of time to satisfy a request; 
l • number of law suits against government (civil). 

Advice to Government - Constitutional 

Program. Size Indicator: 

• number of requests for advice. 

Measures of Effective~ess: 

• percentage of requests for advice which are not met 

within 30 days; 

• percentage of requests which are not met within one 

year: 

• length of time to satisfy a request: 

• number of law suits against government 

(constitutional). 

Statute Preparation 

Program Size Indicator.: 

• number of requests for legislation. 
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Measures of Effectiveness: 

• percentage of requests which result in bills: 

• length of time to draft legislation. 

Statute Revision 

Program Size Indicator: 

• number of requests for legislation. 

Measures of Effectiveness: 

• percentage of requests which result in bills; 

• length of time to revised legislation. 

Judicia;y: 

Supreme and County 

Program Size Indicators: 

• number of cases heard; 

• total number of court appearances. 

Measures of Effectiveness: 

• 
• 

average number of sitting hours per courtroom per day; 

percentage,pi total cases, successfully appealed • 

II 
\~ 



- 4 - - 5 -

Provincial Land Registry 

Program Size Indicators; Program Size Indicators: 

o number of cases heard: • number of applications received; 

• total number of court appearances. • number of applications disposed of; 

• number of searches; 

Measures of Effectiveness: • number of certificates of title issued; 

• average number of sitting hours per courtroom per day; • number of C. of E's issued; 

• percentage of total cases successfully appealed. • number of charges and releases processed; 

• number of strata plans examined; 

Coroners • number of plans (other than strata) examined. I 
t 

Program Size Indicator: 

• number of autopsies ordered. 

Measures of Effectiveness: 

• average number of sitting hours per courtroom per day; 

• percentage of autopsies in which cauSe of death is 

undetermined; 

• average length of time from death to autopsy 

completion; 
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Measures of Effectiveness: 

• number of days receipt to charge registration: 

• number of days - receipt to title issuance: 

• number of days - applicaiton to c. of E. issuance; 

• number of discovered errors: 

• number of complaints from public (including claims) • 

""" o. I • C. Patients Review Board 

'. average 'length of time from autopsy ordered to report Program Size Indicators: 
\-~' 

issuance. ~, • number of patients in custody: 

• number of reviews; .. ~ • number of releases. 
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Measures of Effectiveness: 

• percentage of inmate population reviewed annually: 

• percentage of releases readmitted; 

• length of time from application to review. 

Fire Marshall 

Program Size Indicators: 

• 
• 

number of firemen; 

number of buildings inspected; 

number of plans examined. 

Measures of Effectiveness: 

• number of fires resulting in property loss per 1,000 

population; 

• 
• 
• 
• 

dollar value of fire losses per 1,000 population: 

average time to process new plans: 

percentage of staff trained to acceptable standard~ 

average length of time from new appointment to fully 

trained staff member. 

Racing Commission 

Program Size Indicator: 

• number of licencees. 

I 
! 

I 

j 
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Measures of Effectiveness: 

• 
• 
• 

number of commission hearings; 

number of licence suspensions; 

average length of time to process licence application. 

Public Trustee 

Program Size Indicators: 

• 
• 
• 

number of accounts handled for deceased persons; 

average value of account; 

number of other accounts. 

Measures of Effectiveness: 

• average length of time to process estates of deceased 

persons: 

• percentage of estimated value realized in estate 
dispositions: 

• length of time to reimburse clients: 

• number of complaints registered by client; 

• percentpge of accounts current (less than 30 days). 

Law Reform Commission 

Program Size Indicator: 

• number of laws reviewed. 

-------- --'"-
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Measures of Effectiveness: 

• numl:er of law refo~ms proposed; 

~ percentage of proposals implemented. 

Criminal Injuries Compensation Act 

Program Size Indicator: 

• number of crimes resulting in injuries. 

Measures of Effectiveness: 

• percentage of people suffering criminal damages who 

il receive compensation; 

• length of t:i,we from crime tC'payment: 

• length of time from application to payment. 

Computer and Consulting Charges 

Program Size Indicators: 

'i • number of new Rystems developed; () Ii 
d 
11 \, q • number of programs involved; 

II • number of programs in production mode. I! 
j'l 

, ~ 

Measures of Effectiveness: 

4. percentage of mainframe downtime i 

• percentage of production jobs not run on schedule; 

2 ,b 2? 2h !' r \ la, b -. ?t 
• ? 
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• percentage of PERT milestones not met; 

• number of complaints about service; 

• percentage of utilization of C.P.U. 

Building Occupancy Charges 

Program Size Indicators: 

• number of buildings by category of space; 

• gross squre footage by category of space. 

Measures of Effectiveness: 

• square footage per employee (or inmate) by category of 

space (office, warehouse, institution, camp, etc.). 

---_. --.,~--
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PRX3AAM EVALUATION FOR THE MINISTRY OF JUSTICE 

PROVINCE OF QUEBEC 

January 12, 1981 

1. Sl.lll1llary of methodology Used 

The prinary reason fer this sytems study is to re-assess what is done, 

and heM to determine the cptimum utilization of resources. This study 

is p3rticularly useful to nanagers who must meet needs in periods of 

restriction (scarcity of resources). 

2. freliminary Condi tions for the Study 

- a willingness shown by nanagers to procee:J wi th the study 1 

- cap3city of rranagers to d1ange their crientation, their erganization, 

wcrk procedures. 

- availability of the infcrrration. 

3. Medel Used for the. Evaluation 

a) The study is done by comparing aoo relating the organizatioo t01 

- other similar crganizations 

- itself, that is, analyzing its evolution over the years. 

b) '!he COInp3.rison focus is 00 four aspects of the erganization and its 

functions; 

- the level of denand (corrmuni ty use); 

- the efficiency er productivity of the resources; 

- the quality of the services offered (standards); 

- the effectiveness of the system. 
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To allow COlllfarisons, significant indicators must be identified in each 

case aoo their development over the years known. 

c) '!he indicator~ will serve the following functions: 

1- to cornp3.re the level of demmd for service, where r;ossible, with 

that exp=>..rienced in other com};arable organizations; 

2- to understand the development of this demand; 

3- to predict future derrand; 

4- to seek alternatives to, and if r;ossible, modify this demand; 

5- to adjust expectations of antici};ated demand; 

6- to determine how the efficiency and level of service can COIn};are 

wi th other similar organizations, if possible; 

7- to understand the development of ];roducti vi ty levels; 

8- to forecast the prcbable level of productivity for the next years; 

9- to seek better means of utilizing resources; 

10- to determine productivity galls; 

11- to know heM the quality. of service comp3.res with otber , 

crganizations, if possible; 

12- to know the development of the level of quality of services 

offered; 

13- to seek better vays of cbtaining a better quality in the offered 

services; 

14- to establish cbjectives of quality for these services; 

15- to determine heM the level of effectiveness ccm};ares with other 

similar crgani.za ti ons , if r;ossibl e ; 

16- to understaoo the development of effectiveness; 
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17- to forecast the probable effectiveness levels nor the next years; 

18- to seek better ways of providing better effectiveness; 

19- to re-assess existing Objectives and redefine new Objectiveness; 

20- to establiSh objectives or standards of effectiveness. 

4. The Four Steps in the Evaluation Process 

First Step: Precision of evaluation 

. ? 

- the first step is to identify nor each aspect considered (derrand, 

efficiency, quality, effectiveness), the specific questions which 

need to be covered during the course of the study. 

- The identification of each. of these specific questions will utilize 

different methods. These are: 

the analysis of existing documentation; annual reports, activity 

reports, mana9ernent plans for the use of resources, internal and 

external studies, en the subject, etc. 

interviews with management am. personnel of the administrative 

units concerned; 

interviews with personnel external to the units rut having 

related duties and woo Tmlst maintain contact with the units; 

the analysis of activities, work process and administrative 

systems (utilizing the natrix from Nadler appendix i); 

,. 
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• direct cDservation by the analysts p3.rticipating in the study. 

Second Step: Identification of Indicators 

'lhe second step is to identify fer each aspect considered, the 

indicatocs or measurement units, which are representative and 

significant. 'lhese indicators will permit the evaluation of 

representative and future derrands, the efficiency er p::-oductivity of 

current service levels, the quality of services offered arrl their 

effecti veness. 

'lhe investigation of indicators is nade through analyzing p::-oduction 

systems. More p:'ecisely, fer each system: 

inferna tion 't"egarding input am output; 

p:'ocessing perfocmed. 

To identify significant indicators, the.analyst utilizes usually the 

schenas found in appendix 2. 

'lhird Step - Seeking AI terna ti ves 

'lhis step inval ve~ looking at al ternati ve w:lys of p:oviding functions. 

'lhese al ternatives should be considered fran a perspective of ensuring 
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the best use of resources which will permit choices to be nade 

regarding resource use; ei ther accanplishing the sane with less 

resource use, oc accanplishing rrore with the same resources. 

'Ibis analysis of alternatives is nade through specific studies. These 

stUdies apply to well identified aspects of the crganization and its 

functions. 'lhese stUdies are coordinated by the work group described 

in the next section, but nay also be perfcrmed by the fallowing units: 

the administrative unit evaluated; 

the ocganization and Methods services from QJebec er Montreal; 

the branch of budget; 

the branch of na teriel resources; 

the branch of infocnation; 

the branch of personnel; arrl other external resources (contract firms 

or uni versi ties) • 

Fourth Step: Recommendations 

'lhe fourth step in the study consists of presenting recorrmendations in 

crder to identify actions which would allow an improvement in 

effecti veneSls; the stablishment of a schedule fer the proposed studies; 

oc the implementation of systems. 'lhe recorrmendations should also 

include the collection am compilation of indicators necessary for 

continued evluation. 'lhe recanmendations are contained in the nain 

plan of development. 
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EVALUATION AT THE MINIsrRY OF JUSl'ICE 

Prograrrmes considered: 

All Irograrrmes of the ministry. 

Procedure for the Study 

For ech p:-ogramme, the study group is comprised of the fallowing 

representa ti ves: 

from the division of analysis and erganization (which is responsible 

fer the project); 

- from the administrative unit responsible for the p:-ogramne being 

evaluated; 

- from Treasury Beard 

Each study gives the fallowing result: 

a three-year plan of develOJ;Ulent updated every year at the time of 

the budget pre,taration (nanagernent resource plan); 

• a mechanism of ongoing evaluation that will enable the M3.nagernent 

and Evaluation Statistics divisioo to produce regular statistical 

reports for ech p:ogram evaluated. '!he statistical reports will 

focus on: 

- denand; 

- efficiency; 

- quaIi ty of service; 

- effectiveness. 
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SysrEMS ANALYSIS MATRIX* 
Appendix I 

Needs 
(Physical ) 

Efficiency 
(Pate) 

Quality 
(Control) 

A system can be defined whatever its type cr size, as a group of 

precise and erganized oonditions, for the fallowing elements: 

Effecti veness 
(Development) 

function, input, output, process, environment, ];hysical characteristics, 

infornational characteristics and human factors, expressed in their ];hysical 

dimensions by rate, inspection and developnent. This definition has the 

advantage of being universally applicable and understandable by everyone; it is 

adaptable fer any system wi thout restriction. 

* Work Design ( Gerald Nadler ) 
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ELEMENTS COMMON '1'0 ANY SYsrEM 

'!he elements am dimensions of the system natrix are definerl as 

follows: 

1. Function: 

It is the mission, the najcr objective of the system. '!his 

defini tion applies m:re to the resul ts expected than other 

defintions, such as public service, employment, position duties, 

job, etc. 

2. Inputs 

All of the resources, physical, inforrrational, hunan, which are 

invol ved during the );l:'ocess of ];reducing output. 

3. Oltputs 

'!he items er services which result fran the pr-ocessing of inputs. 

'!he oUtputs exp:-ess hoo the function is realized • 

4. Process: 

'1l1e processing, the series of operation necessary to transform 

inputs into outputs. "Process" will be the term used to identify 

this conversion. 
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5. Ehvirorunent: 

6. 

!hysical am sociological factors alIDng which all the other elements of 

the system are developed. 

Physical Setting 

!hysical resources which act as agents to help converting inputs into 

outputs without becondng part of outputs. 

7. Infornational Setting: 

rata pertaining to the system elements, which facilitate the conversion 

process wi thout becondng part of outputs. 

8. Hunan factcrs 

Huna.n resources who, as agents, are responsible fer the functioning of 

equipnent in a given environment and !rocess to corivert inputs into 

outputs in order to achieve a fun.ction. 

If hunan factors are listed as a last item, let us not conclude that it is 

less important. lather, the other elements must be defined cr established 

befcre the hunan factors can be considered. 
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DIMENSIONS OF THE ELEM.FN.i:S OF A SYSTEM 

'!he thysical dimension concerns the size, the composition, the exterior, 

the lOCIde <r terms of existence, the strength, the propriety cr other 

limi tations of the element. l-bre than cne thysical dimension Fer element 

nay be necessary. The physical dimension must exist before specifying any 

one of the three other dimensions. 

'!he rate dimension, messures the element in terms of a mmber of units by 

units of time. '!be rate relates to the frequency and int,ensity of physical 

dimensions in time. 

'!he oontrol dimension relates to the way cne cr the other dimension nay be: 

a) measured during the operation of the system; 

b) carpared, with the help of fO!~e:: infornation (feedback) to the desired 

specifications and (approved) limits; 

c) corrected, if possible to respect these requirements. 

'!be develo~ent dimension pt:'edicts the mcrnent when the physical, rate and 

control dimensions reach a given situation. 
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SG1MARY OF ~HEMAS USED IN '!HE IDENrIFICATION OF INDICATORS 
Appendix 2 

ID. ~HEMAS 

1 EliT 1 r Sl 

2 El1 ~,T2 r-- Sl,S2 ... Sn (in series) 

3 Eh~ Tl 

41 Tn 

5 Ell 'fu 

6Eh~ Tn 

7 Ell 'fu 

8Eh~ 

LEGEND: 

~ Sn 

~Sn Either 

~Sn 

~ 
Sl 

1 Sn 

E 
T 
S 

r S1 

Rept:'esents Inforrration input. 
Rept:'esents IIProcessings" 
Represents Infornaticn output. 

INDICATORS 

Inforna ti on input cr 
output 

Infornation input cr 
output. 

Total infornation 
input cr output 

One inforna tion input 
or output. 'lbtal 
balance of inforrration 
input cr output. 

One infornation input 
or output. 'lbtal 
balance of inforrration 
output. 

One ·inforrra tion input 
or output. 'lbtal 
balance of inforrra tion 
input. 

Infornation input 

Infornation output 
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SUMMARY OF OCHEMAS lBED IN 'IHE IDENI'IFICATION OF INDICATORS 
Appeooix 2 

ID. OCHEMAS INDICATORS 

r 
Infornation input cr 

1 El1 T 1 Sl output 

2 El1 ~,T2 r-- 81,82 ••• Sn (in series) Infornation input cr 
output. 

3Fn~ ~ 
Total inforrra tion 

Tl Sn input croutput 

One infornation input 

4Fn~ ~Sn 
or output. 'Ibtal 

Tn Either ~ balance of infornation 
input cr output. 

S El1 Tn ~Sn 
One infornation input 
or output. 'Ibtal 
balance of infornation 
output. 

6 FniTn r 
One inforna ti on input 

Sl or output. 'Ibtal 
balance of inforrration 
input. 

7 El1 Tn ~ 
Sn Infornation input 

8 Fn~ r 81 Infornation output 

LEGEND: E Represents Infornati,on input. 
T Represents "Processings" 
S Represents Inforrrati·on output. 

APPENDIX C. SUMMARY OF CDURI' SERVICES EVALUATION 

MINISTRY OF JUSTICE 

ProVINCE OF (UEBEC 

Ii 

lbI7enber 1980 
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NOl'ICE 'lO 'J1IE READER 

Program evaluation is a tool vhich helps the rranager to 

achieve a greater effectiveness and a better utilization of his 

resources. Evaluation is therefore imp::>rtant in ~riods of 

restrictibn When needs must be satisfied. 

Evaluation has been considered as a continual ~ocess. In 

that respect, the ~esent document must not be cons idered as a 

final report, but rather an interim report, and should be read 

as such. 

Some indicators must be validated, others d:veloped. 'Jhe 

projections must be verified and adjusted in terms of the 

experience that will take place in future years. &:me 

analyses that should be done have not been fully realized 

because of the time limits we had set. The results of s~cific 

analyses will have to be confirmed. 

The developnent plan contains the d:scription of the 

principal activities vhich must be accomplished over the next 

few years. An update of this plan will help in rraking the 

necessary ~riodic amendments. 
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The present evaluation rep:::>rt of Court Services was requests::! I::¥ the 

Treasury Board Secretariate fram the Minister of Justice in August 1979. 

This request had the nallowing goals: identify the Froblems of Cburt 

Services am obtain a complete description of its operation an:] services. 

~ resp:::>nd to this d6nand, the Minister of Justice app:::>ints::! a 

committee resp:::>nsible for the completion of the study, and a work oamrnittee 

resp:::>nsible for the compilation an:] the analysis of data. This stuqy has 

been completed jointly by the Branch of Analysis and Administrative 

Organization of the Ministry an:] by Court Services. 

While resp:::>ndin;:r to the mandate of the Treasury Board, w: have 

developed a system Which will permit a continual evaluation of activities 
in Court Services. 

This system is bass::! on four elements, which areanalyss::! in each of 
the sectors identified below: 

- the demand nar services, 

- the efficiency of resources, 

- the quality of the services offered, 

- the effectiveness of the sector. 

.. 

,. 

t. •• 

.. 
, 

fJ 

---- -------~---.---



- 2 -

2.. IESCRIPl'IOO OF CDJRr SERVICE!) 

The task of Court Services is bo assure the administration and 

support of the jUdicial rrechanism. '!he min objective of the Branch is to 

give everyone the assurance of equitable justice without del~ and bo mini-

mize costs; Cburt Serivices, ~ovides administrative support to the 

operation of tribunals while bridging the gap between the judiciary ana the 

citizen; and rrakes sure that ~ocedures are v.ell crlministered; and that 

archives and other jUdicial records are properly stored. Courts Services 

also p:-ovides administrative support to judges. It carries on also 

surveillance on justice officers in the exercise of judicial powers which 

are conferred bo them by law and regulations. In 1979, in crldi tion to that 

principal role, the Branch was given the mandate bo coordinate the 

activities of social and familial aid fbr the Ministry. In 1980, it was 

given the mandate bo collect maintenance payments. 

As part of its mandate, Court Services is responsible for the 

coordination and improvement of judicial, parajudicial, and crlministrative 

activities of all the different services of courts f~ the province of 

Olebec, as v.ell as rome crlditional services. 

The judicial or a:]ministrative tribunals sUp,p::>rted by Cburt Services 

are: 

-, ,._"-- .... , . 
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- the Cour t of Appeal, . 

-the C'nurt: 

- the Provincial Court (mainly rural - small claims and crhninal), 

- the Provincial Court, small claims division (specialized - in large urban 

centres) , 

- the Crhninal Court (specialized - in large urban centres only), 

- the Youth Tribunal, 

- the WOrk Tribunal, (quasi-judicial bargaining and arbitration) 

- the Transport Tribunal, 

- the Mining Claims Tribunal. 

The following services are neither part of support be tribunals nor 

of social-familial aid: 

- civil marriages, 

- maintenance of registry arl~hives, resp:msibility for archives from 

deceased notaries and land-surveyors, and storage of judicial records, 

- declarations of trade names (Registrar of Companies), 

- administration of distribution centres. 

Court Services maintains the followirg administrative units: Section 

of Support Services, Section of Professional Services, Section of 

Socio-economic and Family Aid, and eleven regional directors responsible 
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for the courts v,hich w=re created by the reorganization of the 34 judicial 

districts. There are 101 service delivery points (there may I::e more than 

one per location). 

The 1979/80 authorized IOsitions for Court Services w=re established 

at 2,671, 2,437 permanent and 234 auxiliary. The number of judges to which 

Court Services must ~ovide administrative support was 355 in 1979 (judges 

assigned to organizations excluded). As for the financial resources, 

expenses Dar the year 1979/80 have been $47,300,000.00. Revenues generated 

by Court Services for tte sane year have been $19,900,000.00. 
/) 

It should be noted that in 1970/71, the proportion of government 

budget consumed by Court Services represented 0.374%, and in 1979/80 it \\as 

0.317%. Also, in comparisoo with the Ministry of Justice, Court Services 

accounted for 14.33% of the Ministry b.1dget in 1970/71. In 1979/80, this 

proportioo was 11. 43%. Concerning manp:>wer, the total number of regular 

authorized IOsitions varied from. 1,977 in 1971, 2,425 in 1977 to 2,414 in 

1978 and 2,433 in 1979. 

3. MImIOOOIOOY OF ANALYSIS AND EVALUATIOO' , 

The logical pr~ess followed in the evaluation of Court Services 

consisted of: 

, - defining tlle indicators of demand, efficiency~ quality and effectiveness' 
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- identifying the IOtential factors v.hich nay have influenced the 

developnent of indicators h1 the past; 

- establishing a nathematical model v.hich permits the relation of past 

growth rates to certain potential factors; 

- applying this nodel to forecast the future resources needed. 

Secondly, w= examine different IOssibilities to influence the 

developnent of this model in terms of demarrl for services, efficiency of 

resources, quality of service offered and effectiveness of the sector. 

4. SUBDIVISIOO OF a:xJRT SERVICES 

'lb proceed with tte analysis, w= have subdivided Court Services into 

the Dallowing sectors: 

- civil and criminal oourts, including openimand Da11ow-up of civil, 

criminal and statutory cases but excluding small claims and Youth 

Tribunal (1,339 p:>sitions); 

- small claims division of tile Provincial Court (194 positions); 

- Youth Tribunal (133 positions); 

- support to court hearings including activities court roam and directly 

related activiti~s (622 positions); 

L-____________ . ______________ m_ .... lroo' _'·~-iiiio" ... · ..... ~:;;;;. ...... -""' .•. ""'. :=;.-...... _ ............ \~.'.6..' .... ...lo .......... d ... ' ___ ....... __.. ____________ .... '_l._ ..... _ ....... ..-...· ..... --'-f .... ' _________ ~ ___________ ~~~ ______ ~ _____ ~ _____ _ 

------_ .. --
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- support to magistrates, more particularly secretaries to the, judges and 

the Corrnnissionaires (591 positivns); 

- trade names (companies) (16 positions). 

The following sectors have not been subjected to analysis because of 

their specifici~ and their concentration: 

- the Court of Appeal (25 p:>sitions); 

- the administrative tribunals (26 positions); 

- tre headquarters of Court Services (39 p:>sitions). 

The total numbr. of p:>sitions studied amounts to 2,881 which means 

that certain of these FOsitions have been analysed in nore than one sector. 

For example, SOl'lE court clerks or comnissionaires, or scrre positions in the 

trade names sector Which have been analysed in the civil or crbninal court 

sector, as well as support· to hearings, supp:>rt to the judges, or trade 

names. In c:rldition, some auxiliary positions have been integrated in the 

analysis in tre supp:>rt to hearing section (131.4) and supp:>rt to judges 

(119.3). 

It rust be roted that the results of the study by sector allow the 

prediction of re~urces needed and that, for Court Services, the relation 

between the actual and necessary staff can be'calculated as follows: 
(I. 

1 

I 
i t 
II L 
[I 

II 
I' ./ 

') 

I 
I 
I 

J 

f 

I 
- civil am criminal courts: 

- small claims: 

- Youth Tribunal: 

- support to court hearing: 
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1,339 permanent positions including 174 
court clerks positions 

194 permanent positions 

133 permanent positions 

486 permanent positions. including 174 
court clerks positions and 113 
commissionaire positions. 131 
auxiliary positions are added to the 
permanent positions. il 

\1 
~ - support magistrates: 461 positions including 113 

commissionaire positions. 130 
auxiliary p:>sitions are added to the 
permanent positions. 

5. RESULTS CF 'lI1E E.VALUATICN 

Court Services, being at the center of the justice system, has to 
respon.d to a demand for services aver \\bich, l::ecause of its role ~ has 
1 i ttlecontrol. 

5.1 Projections of Demand 

The most significant factors which allow explanations of the variation 
Of demand are the size of the population and the rurrber of judges. 'Ihe 
close correlation which exists between the si2e of the p:>pulation ana the 
number of cases opened indicates there will Ue a continual increase in 
demand over tre next years, as the si2e of the p:>pulation of the province 
of Q,lebec should increase nore rapidly during the 80' s than at the end of 
the 70's, according to the Bureau of Statistics of Olebec. Also, 
concerning the sectors Whose evolution is related to the number of judges, 
tre last years have shown a constant increase in the nUITber of judges, 
which should continue for the short term. 
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The following table illustrates the evolution of the number of cases to 
open, by sector, based 00 the pJp.llation for 1980, 1981 and 1982. 

.. 
FORI:D\ST (R '1BE mmER CF CASES 'lO <PEN, BY SECl'OR, 

FOR 1980, 1981 AND 1982 

Actual Demand Projection 
Type of case 

1977 1978 1979 1980 1981 1982 

Civil 188,200 192,340 200,553 209,800 21-1,200 224,900 

criminal 90,470 88,126 94,553 94,600 95,000 95,300 

Statutory 148,460 149,633 129,1431 141,300 142,000 142,700 

Youth Court 45,049 40,0542 12,2852 23,3662 28,3062 33,7752 

'IOTAL 568,227 560,604 519,990 553,581 557,561 579,371 
-------- ----- -------- ------ ---- ------ ---_ ... -
% variation 
over last -1.34% -7.24% 6.46% 0.72% 3.91% . 
year 

(1) This rumber nay have been affected by the labor dispute in 1979. 

(2) The introduction of the Youth Protection law has brought fluctuations 
in 1978 and 1979. The growth anticipated is moi:i:ly caused by the 
increase in juri,sdic;tion of this Court. 

',J,\I 
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As for the demand. related to the number of judges, the variation 

anticipated appears in the following table. 

FOROCAST CF 'mE tDmER (F IIlJRS CF HEARItn BASED Cll 
THE lUMBER CF .:lJDGES 1\ND InJRS CF IIEl\RIK; BY .DIXE, BY YEAR i_ 

Actual J:enand Projection 
Type of case 

1977 1978 1979 1980 1981 1982 

Number of 
judges (+2.55% 
per year) 340 344 355 364 373 383 

Hours of court 
hearing (+3% 
per year) 366 377 388 400 

Hours of court 
hearing 129,753 137,228 144,724 152,200 

Variation in 
relation with 
last year 5.76% 5.46% 5.86% 

5.2 Efficiehcy or productivity 

Trrc productivi~ of Court Services is difficult to evaluate because 

the nanalJement information system allows very few direct !"elations between 

resources used in production and activities accomplished or output. In some 

sectors, more p3rticularly SuppJrt to nagistrates, it is imr:ossible to 

corrment on efficiency, as the data relative to the production or outputs are 

not compiled or validated. In other sectors, specially support to court 
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hearing, it has been possible to calculate efficiency fOr only one year. It 

has not been possible to :perceive the trends, although the indicators help 

to formulate a first judgement on p:-oductivity. Finally, in the sectors fOr 

which data for more than one year existed, the' analysis has permi ttej a 

statement en the evolution of rroductivi ty as \\ell as on the ccmparison 

bebreen regions. 

In spite of the decreased demarrl observed between 1977 and 1979, one 

notes the growth of p:-oductivity in some sectors. USing the hypothesis that 

the demand will occur as anticipatej and that the strength remains at the 

1979 level, the following table indicates the variation in efficiency 

necessary to proces the cases. 

VARIATIOO (F EFFIClfliCY wrm MANlU'lER. 
'NI! 1979 IEVa. 

Actual Demand Projection 
Type of case 

1977 1978 1979 1980 1981 1982 

Civil andcri-
minal courts 709 716 736 767 778 804 

------ ------- ----- ------- ------ ------
% variation 
over last year 0.99,% 2.79% 4.21% 1.43% 3.34% 

Youth Court 115 175 213 254 ----- ----- ------- --------- ------ --------
% variation, 
over last year 52.17% 21.71% 19.25% 

, , 
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In the case where the efficiency WDuld remain at the 1979 level, it 

would be necessary to anticipate 170 additional positions, that is an 

increase of 7.25% to the actual strength to ITEet the level of demand 

in 1980, as evaluated in terms of the. parameters of poFUlation am judges. 

IIo~ver, \\e will see that efficiency can be improved and it seems that Court 

Services has the authority to make the necessary modifications. 

5.3 Q,lalityand Effectiveness 

The quality and effectiveness of Court Services, excluding the small 

claims sector, have not brought many ccmments because of the absence of 

validated data. v;e think it is important to quantify these aspects and, 

although the availability of data does not constitute as such an improvement 

of the system, it will permit a bett~r prediction on the impact of 

modifications upon Court Services. 

6. ANALYSIS OF OPl'IOOS 
, 

6.1 lbssibilities of InfluenCing ,..he ~ 

As ~ have seen fran the above comnents, Court Services can only act 

indirectly in taking ITEasures that effect the evolution of demand. Ibv.ever, 

interventions at other levels can prove significant. 
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The principal way to reduce the remand IDUld l::e to recriminalize rome 

litigations. The Youth Protection Law (Law 24) had alro that objecHve and 

has brought a recrease of the number of cases opened by nearly 25,000 

between 1978 and 1979, the year of its implementation. The important 

variation of remand at the beginning of 1980 (an increase of 65% over 1979) 

indicates that greater attention should l::e paid to the evolution of the 

Youth Tribunal and, hence, to the allocation of the resources necessary to 

process these cases. Ho~ver, these efforts of decriminalization will 

require political recisions and a unification of the efforts of the parties 

concerned, which is beyooothe decision-makirg level of Court Services. 

A second option consists of an adjustment to the tariff system, which 

could perhaps recelerate the rate of growth. A p:oject addressing this 

topic has been submitted to the Executive Council b¥ the Minist~ of 

Justice. Ib~ver, w: tend to l::elieve that the first impact of this recision 

WDuld increase revenues generated by the jUdicial system rather' than reduce 

tangibly the remand for services. 

A third option consists of reorganizing the jurisdictions of the 

tribunals. Amon.:] other things, the increas: of the maxirrum anount being 

processed l:q the small claims division of the Provincial Court, fram $500 to 

$1,000, could increas: the demand by more than 7,000. 
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A last option consists of eliminating same activities performed by 

Court Servic~s. In effect, the eliminaticn of sorre laws, more pa';ticularly 

those concerning company registration IDUld permit a reduction of the 

demand f~ services and, thus, achieve resource savings. 

On the other hand, other activities have traditionally been the 

responsibility of (burt Services because of its recentralization. Same of 

these activities, which are not closely related to the jUdicial process, 

could be performed by other branches or organizations in the government, for 

example, civil marriages, company registrations, ~:chives-of deceased 

notaries and land-surveyors. ~ese responsibilit1es could be removed fram 

Court Services and assumed by other organizations, maybe more efficiently. 

The impact of this reorganization has not teen (waluated, l:ut it seems that 

the demand WDuld be the same, whatever organization is responsible for 

them. 

6.2 Fbssibilities of Influencing the EfficienSl 

Several avenues have been considered in view of improvirg the 

efficiency of Gourt Services. Some of these are sufficiently precise that 

w: can calculate probable impacts while sorre others are given only for 

possible exploration. It is in respect to these that Court Services has the 

greatest authority am can take, in sorre sectors, its oWl administrative 

decisions. 

)) 
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At the level of civil al1d criminal courts, nodification of the 

allocatioo. of resources b¥ region based on the average productivi~, 

obtained in 1979, would ];:ermit the absorption of the increase of demand 

without increasing human resources, and would represent a virtual econ~ of 

56 positions for 1980. 

In the sector of support to court hearings, a more rational 

utilizatioo. of personnel attached to court hearings ~~uld permit the 

absorption of the anticipated increase in work. A normalization of the 

mandatory appearances, by jurisdiction, ~ld result in valuable economies 

but ¥bich we cannot rrecisely e\7aluate. It nust l::e IDinted rut that th~.s 

normalizatioo. of support to hearings, as well as support to the magistrates, 

requires the close cooperation of the judges. FUrthermore, a modification 

of court recordings v;ould allow substantial }Ieconanies to be realized. We 

must keep in mind that such a modification implies consultations with 

clients as well as legislative and administrative adjustments. The 

p:>tential economies of su~h a. modification (48 positions and $1,700,000.00) 

should encourage an analysis of the benefits resulting fram such a change. 

Finally, the implementation of an information system in courts which 

have more than 5,000 new cases opened annually should facilitate the 

absorption of the growth in demfuJd of future years b¥ ipcreasing the staff 

productivity. Moreover, this implies a standardization in the p:ocessing of 
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cases, v,hich will ];:ermit l::etter quality control. A trial ];:eriod of a year, 

in add it ioo. of an investment of $1,175,000, will l::e needed for tbe 

implementation of that rxogram. O1ce ~rational, the costs will. l::e alnost 

equal to the benefits gained, although the strength can l::e reduced by 77 

p:>sitions. It is d=sirable that the standardization step of the rro:Jram l::e 

implemented as soon as possible to facilitate the future automation. 

In additioo. to a standardization of processing, better quality and 

increased efficiency, an automated information system would :r;rovide an 

opportunity to revise the organization and work procedures for each court, 

as well as facilitate decision-making ~elative to the territorial 

reorganizatiOn of service delive~ in terms of efficiency arrl better 

quality. 

The variatioo. in demand for Court Services can l::e explained by 

variations in the I;Opulatjon and by the rurrber of judges. As these two 

factors have always reflected a tendency to increase, we must anticipate an 

increase in the demand for services. 

To fulfil this demand, one rust irn#~ve either the efficiency or 
if 

increase resourc~s. If efficiency was 1? remain constant, it would be 
If 

/1 

necessary to add 170 positions in 1980// 83 positions in 1981 and 146 
I' 

positions in 1982. 
Ii 

If the strength was held cbnstant, the increase in 

I 
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~ificiency in the short term could be attained by a reallocation of 

resources, in order to attain, a a minimum, the averag: eff;iciency of the 

previous year, excluding the Youth Tribunal Which represents a special 

case. 

Some options would permit the reduction of resources while reducing 

the demand for services, for example the decriminalization of rome 

litigations, an adjustrr~nt of the tariff schedule, changes to the extent of 

jurisdiction and the elimination of some laws. 

Other cptiQ~s are more likely to increase efficiency, quality and 

effectiveness of services. Modifrcations to the organization am to the 

operational n~tll0ds as well as automation would permit a greater efficiency 
• 

while economizing resouLc~s. 

However, Court Services will not be able to realire these changes 

without the agreement of its rartnersvhich are also an integral [.art of 

the judicial system. 

The following recommendations indicate the possibilities of action in 

the short and medium term, in view of an increase of efficiency allowing 

first the absorptiol of surplus demands and, thereafter, the realizaion of 

some economies. 
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Short term 

Recommendation #1 

That a study of the methods of operation of the civil and criminal 

courts be undertaken to modify the actual distribution of manpower in order 

to permit each region to achieve at least the ~ovincial average efficiency 

of the previous year. ,An increase in productivity should absorb the 

additional workload for each year until 1982. 

Recommendation #2 

That the results of the study canpleted for the snaIl claims division 

be gradually iwpla~ented to achieve the maximum effectiveness of resource 

use indicated, without being forced to cul;'tail the quality, or reduce 

accessibility. 

Recommendation # 3 

That utilization of the support personnel necessary to the court 

hearings be better planned in order to absorb an additional workload of 

5.76% in 1980, 5.46% in 1981 and 5.86% in 1982. Thus, the rate of 

personnel utilization in court hearings would change from 44.3% in 1979 to 
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54.3% in 1982. It should be noted that these staff have other duties in 

court and that the increased time spent in court hearings should not 

influence the overall efficiency of the system. 

Recommendation # 4 

That a quantitative and qualitative analysis l::e undertaken of the 

~kload of legal secretaries am stenographers in order- to, more 

particularly, increase their ~oductivity in terms of transcriptions, and 

to reduce possible delays. The potential savings, for the legal 

secretaries only, amount to at least $360,000, including 18 positions. 

Recormnendation # 0-5 

That ~~e evolution of the Youth Tribunal be £ollowed monthly and that 

the positions necessary to fulfil the demand be granted on the basis of the 

suggested rate of p::oductivity growth, that is 136 cases/employee in 1980, 

<157 :in 1981 and 177 in 1982: unless 9 further a!"l.alysis of t.~ workload 

recorrmend dlanges to these data. 

Medium Term 

Recommendation # 6 

That the tariff schedule be applied to all Users and revised to !, 
\1 
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reflect inflation and p::-oduction costs. 'Ihese oojustrnents, without 

affecting very much the evolution of the demand for services, would improve 

the ratio of revenues/costs. 

Recommendation # 7 

That the possibility of increasing the maximum an~unt of small claims 

from $500 to $1,000 be analysed. This action could result in a reduction 

of several positions in civil and criminal courts and an addition of 

positions to small claims. 

Recommendation # 8 

That a study of staff needs be undertaken, in cooperation with the 

magistrates, for the sector of support to magistrates. 'Ihis should pe~it 

the allocation of judge secretaries according to the needs of the judges 

and the juriSdictions, rather than in terms of the runber of judges. 'Ihis 

new attitude could facilitate an increase in proQuctivit¥ of personnel who 

seem to be under-utilized. 

Recorrrnendation#.9 

That the efficacy of the law governing the declaration of trade names 

be improved. In the case where opinion favors its abrogation, a saving of 

$320,000, including 16 ~sitions, could l::e achieved, While creating an 

equal loss of revenues. Otherwise, its transfer to the Ministry of 
, 
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Consumers, Oooperatives and Financial Ir~titutionB should be copsidered and 

the potential economies evaluated. 

Recommendation # 10 

That the study relative to the transcription of debates be completed 

and a strategy of linplementation suggested. Recording of debates on 

magnetic tapa V'-)Uld result in a saviI'9 of 48 positions arrl of Irore than 

$1,700,000.00 in Montreal only. 

Recommendation # 11 

That an information plan be developed to benefit courts Whose annual 

volume is over 5,000 cases, Irnplementation of an information system, at an 

annual cost of $1,175,000, should be can:p:nsated by annual econanies 

averaging $1,150,000 am w:>Uld proyide a better quality of services, 

standardized ~ocessing, as well as a greater possibility of absorbing 

increased IDr'kloads over the next years. A trial pericrl of aIIrost a year 

must be ex:p:cted iri each court. 

Continual Evaluation 

Recommendation # 12 

That the data necessary to evluate :p:riodically the efficiency, 

quality and effecth!eness of the courts, more partiCUlarly these data 
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related to the indicators utilized or suggsted, if considered, should be 

compiled and integrated within the management information system of Court 

Recommendation # 13 

That an analysis of the \\Ork for each jurisdiction I:e undertaken in 

order to identifY some productivity targets which will serve to evaluate 

the relative effectiveness of the regions and the Branch. 

Recommendation # 14 

':'hat a study canparing the frovince of (\lebec wi. th res:p:ct to other 

provinces, particularly Ontario, be undertaken to canpare levels of 

service and :p:rformance. 

Recommendation # 15 

That the develo};XT\ent plan of COurt Serv ices be linplemented and that 

any follow-up be assumed ~ the Administration and Registry Branch. 
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Exampl~s of graphs used during Project 
Four - Actuals and Forecasts. 
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