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Performance Measurement and Data System Development: 
A Guide for Violence Against Women Programs 

Forward 

, This Guide presents basic principles of performance measurement and key 

elements of data system design and implementation for those who plan, manage, 

or evaluate government and community programs, services, and other enterprises 

to reduce violence against women and improve the lives of survivors. The key 

objectives of this Guide are (1) to demonstrate the benefits of measuring the effects 

of program activities and services to improve both program operations and 

outcomes for survivors of violence against women, and (2) to provide guidance on 

designing and implementing data systems that function efficiently and competently 

to accomplish the goals of the organization or coalition of organizations developing 

the system. 

The Guide draws in part on the experiences of grantees in the STOP 

(Services, Training, Officers, and Prosecution) Violence Against Women Formula 

Grant program that used STOP funds to develop or enhance data collection and 

communication systems. These experiences indicate that successful data system 

projects were planned strategically and collaboratively with government and 

community stakeholders and that project planners leveraged a variety of resources 

to extend the value of their STOP grants. The Guide presents examples of these 

projects and others to illustrate several of the points made about performance 

measurement and data system development. 

a 

The Guide concludes with a section on resources to assist program planners 

and managers who are interested in developing a performance measurement 

system or a data system to improve community and system responses to violence 

against women. 
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Performance Measurement and Data System Development: 
A Guide for Violence Against Women Programs 

1. Introduction 

Initiatives to stop violence against women have grown exponentially over the 

past decade as federal, state, and local governments, community agencies, and 

corporate and private foundations have directed significant resources to address 

this issue. Most observers agree that the majority of initiatives have improved 

responses to violence against women. Anecdotal accounts of success abound, and 

managers of programs and services typically produce statistics showing increased 

services or greater volume and breadth of clients to demonstrate their benefits. 

Few programs, however, have been able to gather and report data to document 

positive outcomes for their clients or their communities. 

While strongly held beliefs in the benefits of a program based on its growth 

or experiences in individual cases may reflect reality, they are insufficient to 

Few programs can 
document their value 
with more than 
anecdotes or data 
showing increases in 
services or numbers of 
clients. 

demonstrate a program’s success in providing effective 

remedies for victims or bringing about system change. Without 

evidence of their performance in achieving these goals, 

beneficial programs and services risk losing monetary, political, 

or community support. More importantly, without information 

about how well they are performing, they are less likely to produce the positive 

outcomes for victims they set out to achieve. Programs and services aimed at 

reducing violence against women can gather and use the information they need to 

enhance their utility and financial sustainability by incorporating a performance 

measurement system into their daily operations and program management. 

Performance measurement is an essential tool for understanding how a 

program or service is functioning so that trouble spots can be identified and 

addressed before they develop into major challenges to the program’s goals. A 

performance measurement system can also help program managers see trends in 

client demographics and service needs, which in turn can help them determine 

where current resources should be allocated and new resources are warranted. 
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Performance measurement is not a substitute for program evaluation, which 

typically is a more comprehensive process that examines and documents a 

program’s activities and achievements during a selected period of time. Program 

evaluation usually looks back over time to see not only if a program had its intended 

effects, but also how and why it made a difference. A well-designed performance 

measurement system can facilitate formal program evaluation by providing the 

baseline data required to show improved outcomes over time, as well as the 

programmatic information needed to determine whether and how particular program 

elements affect outcomes. 

II. Principles of Performance Measurement for Programs Addressing 
Violence Against Women 

From the corporate world to community-based nonprofit agencies, managers 

are facing the challenges of accomplishing more with fewer resources. Achieving 

greater efficiency while maintaining the quality of products and services has 

become an essential element of success, if not survival, for businesses, institutions 

of government, state and local agencies, and nonprofit service providers.’ Under 

the pressures of performing daily operations and meeting demands from 

customers, clients, and the public, managers and workers often believe they cannot 

spend precious time and money on developing systems to determine where 

inefficiencies lie and how quality can be maintained or improved. But the realities of 

economic downturns, reduced public and private funding, and increased 

competition for resources are forces compelling everyone to establish at least some 

measures of desired performance and a systematic way to collect data related to 

those measures. 

Performance measurement is a management practice that promotes both 

efficiency and effectiveness in accomplishing the mission of an enterprise. 

Performance measurement is a dynamic process that typically entails five 

interconnected activities. These activities can be viewed as a cycle that repeats 

continually as an organization learris and evolves. How these tasks are carried out, 

which are given greater emphasis, and what other elements might be added vary 

across the types of organizations that engage in performance measurement. 
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Establishing indicators of satisfactory performance 

Linking those indicators to the mission or goals of an enterprise 

Setting levels of satisfactory performance 

Reviewing performance data at intervals that facilitate performance 

improvement 

Periodically reporting the achievement of performanqe goals to those who 

need to know or use the information2 
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DRAFT 

Performance Measurement Process 

Establish Indicators 

Link to Mission 

/ 
Report Achievement 

1 J 

This Guide demonstrates how five principles of performance measurement 

used in the corporate, government, and non-profit sectors can be applied to 

violence against women programs. Although other important concepts related to 

performance measurement may be valuable to particular programs, the Guide 

focuses on this set of principles because they are relevant to promoting effective 

initiatives to reduce violence against women and practical to implement within the 

constraints posed by limited budgets and staff. 
a 

Principles of Performance Measurement 

. Measure what is important to accomplishing the 
goals of the organization 

Take the vital few measures, not everything 
someone might want to know 

Measure to improve performance, not just to 
report it 

Measure outcomes, not just outputs 

Measure initial, intermediate, and long-term 
outcomes 

= 

. 

. 
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DRAFT 

7. Measure what is important to accomplishing the goals of the organization 

reflect the mission, goals, and values of the ~rganization.~ “What gets measured 

gets attention” and “what gets counted counts” are two familiar maxims4 that 

illustrate the importance of establishing performance measures that help an 

organization, program, or project focus its attention and resources on 

Performance measures have limited utility to an organization unless they 0 

h Resources and 

nd arrests throughout the region. The Unit 
ciiitates communication between justice 

partners involved in domestic violence 
investigation, prosecution, and adjudication and 
service providers for victims of domestic 
violence. Information maintained by the Unit is 
used in decision-making, enhanced prosecutorial 
accountability, sentencing enhancements, 
increased batterer accountability through 
compliance monitoring, and stronger linkages 
and better communication across agencies 
serving victims of domestic violence. 

violence calls with its incident reports, its lack of attention to the filing of reports 

accomplishing its goals. In contrast, activities 

that are not measured or counted do not get 

attention and do not count. 

For example, a sheriffs department that 

measures the amount of time between the 

receipt of a protection order from the court and 

service on the respondent is likely to assign 

enough deputies and vehicles to accomplish 

service as quickly as possible. On the other 

hand, a police department may develop a 

separate incident report for domestic violence 

calls, but it does not track whether the reports 

are filed and there are no consequences for 

officers who do not file reports. Although this 

police department may have intended to 

improve officers’ performance on domestic 

suggests it does not truly value the information the incident reports provide or the 

role they play in guiding best practice. 
I An organization can create its own blueprint for success by aligning its 

performance measures with the outcomes it seeks to achieve. Identifying the 

desired outcomes and establishing the measures should be an inclusive process 

that captures a range of  perspective^.^ Tapping the ideas of program staff, 

volunteers, past program participants, and other stakeholders in the community will 

bring different values to the exercise.6 Although some of the recommended 0 
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measures may not be incorporated into the system, having broader input should 

Sample Evaluation Measures 
Adapted from 

Creating a Domestic Violence Court: 
Guidelines and Best Practices 

Family Violence Prevention Fund 

Domestic violence case volume, 
distinguished by case type, including cases 
heard in the domestic violence court and 
those transferred to other courts 
Percentage of temporary civil protection 
orders resulting in final orders 
Percentage of cases dismiss 
appearance of the petitioner 
Percentage of cases in whic 
is served in time for the hearing on the final 
order 
Percentage of violation of protection orders 
charged criminally 
Percentage of victims having contact with 
advocates and types of referrals made 
Percentage of cases in which outreach to 
the petitioner was attempted 
Domestic violence arrests by type 
Arrest rates for offenders who flee the 
scene 
Percentage of dual arrests and female 
arrests 
Percentage of arrests resulting in 
prosecution 
Relationship between top charge at arrest 
and top charge prosecuted 
Dismissal rates 
Sentencing outcomes, including court- 
imposed conditions 
Recidivism rates 
Rates of compliance with court-ordered 
mandates 
Sanctions imposed for non-compliance 
Domestic violence fatalities 

enrich and build support for using the 

measurement system. 

Most programs derive benefits just from 

discussing their outcomes. The daily demands 

of running a program often leave no time for 

reflection about the program’s goals.7 An open 

dialogue allows staff to express their 

impressions and beliefs in a productive way 

that can lead to increased effectiveness before 

the measurement system is implemented.’ 

Furthermore, including program managers and 

staff in the development of the measures helps 

create a commitment on their part to make the 

system work. 

2. Take the vital few measures, not 

everything someone might want to know 

The resources of programs to address 

violence against women are precious. Take a 

few well-targeted measures of the most 

important aspects of program operations and 

outcomes for those the program serves. One 

way to test the utility of a measure is to specify 

who would use the information the measure 

would produce and how they would use the information. If the specific user and 

use cannot be identified, the measure should not be taken.” 

In Keeping Score: Using the Right Metrics to Drive World-Class 

Performance, Mark Graham Brown says the maximum number of measures any 

organization should have is 20.” He has found in his work with major corporations 

that no single individual can regularly monitor and control more than 20 variables. @ 
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In Brown’s experience, having too much data is the most common and serious 

problem with performance measurement systems. 

Brown and others use the metaphor of a car‘s dashboard to illustrate vital 

data that should be monitored regularly.’2 A few gauges provide data about the 

things the driver needs to monitor frequently (speedometer, fuel level), a few that 

should be checked occasionally (oil level), and others that serve as warnings that 

something might be wrong (check engine light). Having more gauges than the 

driver can attend to is wasteful and distracting. 

0 

Sample Measures for VAWA Funded Programs 

Performance Sample Measures 
Category 

Productivity o 

o 

o 
o 

o 

o 

o 
o 
o 
o 

o 
o 

o 
o 
o 

o 
o 
o 

number of temporary protection orders served by number of deputies on 
duty in one week 
number of clients assisted in the court by number of legal advocates 
available 
number of sexual assault victims served by number of advocates 
fully completed domestic violence incident reports on 95% of domestic 
violence calls 
all eligible clients seeking legal assistance provided an attorney specially 
trained in domestic violence issues 
high client ratings of utility of service provided, e.g., 90% rate services as 
very useful 
time from 91 1 calls to presence at scene 
proportion of protection orders served within 24 hours 
time from survivors seeking shelter to admission to a secure facility 
time from filing a petition for temporary protection order to having the 
order in hand 
time from issuance of a protection order to entry into registry 
notice to victims of defendant’s release from jail before defendant is 
released 
all deputies on duty can be called upon to serve protection orders 
advocates are cross-trained to handle criminal and civil matters for clients 
on-call judicial officer for after-hours protection order petitions 

cost per night of shelter stay for one survivor 
cost per client for legal services 
cost per client for sexual assault kits 

Quality 

Timeliness 

Cycle time 

Resource utilization 

costs 

3. Measure to improve performance, notjust to report it 

“You can’t improve what you can’t (or don’t) mea~ure . ” ’~  In Reinventing 

Government: How the Entrepreneurial Spirit is Transforming the Public Sector, 

Osborne and Gaebler advised that programs cannot distinguish success from 

failure if they do not measure perf0rrnan~e.l~ A “critical enabler”15 in achieving the 
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goals of any endeavor to reduce violence against women and improve the lives of 

survivors is the ability to measure performance. a 
For many programs, however, “performance measurement” equates to 

“reporting requirements.” Reporting requirements will always be an essential 

component of program management. A performance measurement system can 

iworporate data required by boards of directors, funding agencies, law, or other 

authority, but the value of performance measurement extends far beyond the 

function of performance reporting. 

to have what information and when they need it.16 Funding agencies may need 

quarterly or semi-annual reports that summarize performance measures because 

An effective Performance measurement system should consider who needs 

they are not involved in daily operations and 

Database Use, Practice Improvements, 
and Program Sustainability 

(Lawrenceburg TN) 

The Lawrenceburg Police Department created a 
specialized Domestic Violence Unit and 
developed a supporting data system to collect 
and track information regarding domestic 
violence incidents. Analysis of the Domestic 
Violence Unit’s data revealed that (1) 50 percent 
of the cases requiring continued investigations 
are referred to the Domestic Violence Unit and 
(2) 48 percent of domestic violence cases 
involved juvenile offenders and/or victims. This 
knowledge enabled the Department to direct 
greater resources toward domestic violence 
cases and the juvenile population. When STOP 
grant funds expired, the city of Lawrenceburg 
assumed full funding to ensure continued 
resources to address the high proportion of 
criminal cases that involve domestic violence and 
its juvenile population. The success of the 
Lawrenceburg Police Department’s Domestic 
Violence Unit has been recognized and 
considered for replication in other Tennessee 
communities. 

The Lawrenceburg Police Departm 

.e interested in overall performance. 

On the other hand, the people who 

are directly responsible for 

performing the work and their 

managers should have more 

detailed diagnostic data at briefer 

intervals to identify problems that 

are brewing or changes in service 

populations and needs. The two 

types of diagnostic measures 

discussed here provide data to 

compare current performance with 

the immediate past (trending 

performance measures) as well as 

with performance standards set by 

the program or agency (control 

performance  measure^.)'^ 
Trend i n g pe rfo r m a n ce 

measures allow managers to track performance at regular intervals to detect 

chahges from the previous reporting period. What an appropriate interval is will 0 
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depend on the nature of the agency's practice or service. For example, the entry of 

protection orders into a registry might be accounted for and tracked daily, because 

lapses in entering orders endanger victims and hinder enforcement of orders. On 

the other hand, the number and proportion of temporary orders served on 

respondents might be counted and reviewed monthly, because this time interval 

accommodates variations across locations and work shifts but catches consistent 

service failures quickly enough to take remedial action. 

a 

1 Control measures are ranges of performance that an agency or community 

partners have determined to be acceptable or tolerable for accomplishing the goals 

of the endeavor. When performance is out of the range, the manager must 

investigate the reasons for the deviation and take steps to remedy the problem. In 

the example of entry of protection orders into the registry, the range of discrepancy 

between orders issued and orders entered should be zero. However, for service of 

orders, a jurisdiction might tolerate a failure rate of 5 io 10 percent. 

Detailed diagnostic data in most circumstances should not be shared outside 

the organization because it is gathered to learn where problems lie, not to report 

progress. Furthermore, those who most need the data may be deterred from 

gathering it if others have opportunities to misuse the information in ways that 

penalize improvement efforts." In the example of monitoring the entry of protection 

orders into the registry, daily monitoring data should be used by the manager of the 

registry to take corrective action, while monthly summary reports should be 

sufficient to explain to community and justice system partners any performance 

problems and actions taken to resolve them. 

4. Measure outcomes, not just outputs 

1 In both the private and public sectors, the focus of performance is evolving 

from accounting primarily for inputs, e.g., number of staff or amount of time services 

are available and outputs, e.g., number of clients served or brochures produced, to 

demonstrating positive outcomes, such as the number of clients achieving self- 

sufficiency through employment and appropriate housing and child care.lg 

Information about program inputs and outputs is necessary to account for and a 
11 

This document is a research report submitted to the U.S. Department of Justice.
This report has not been published by the Department. Opinions or points of view
expressed are those of the author(s) and do not necessarily reflect the official
position or policies of the U.S. Department of Justice.



allocate resources, but information about outcomes is essential for programs to 

recognize when changes are needed and to determine what those changes might 

be. 

a 
The United Way of America provides specific guidance on distinguishing 

between outputs and outcomes in its manual, Measuring Program Outcomes: A 

Flractical Approach.20 Outputs, such as the number and type of program activities, 

are information about the program, whereas outcomes are about the program’s 

participants. Program outcomes are “benefits or changes for participants during or 

after their involvement with a program.”21 If survivors of violence against women 

are not better off after participating in a process or program activity, the process or 

program activity probably needs to be changed. 

Several national organizations, including the United Way of America, Big 

Brothers Big Sisters of America, the Child Welfare League of America, and the 

American Red Cross, provide technical assistance to iocal agencies, produce 

manuals for measuring outcomes, and conduct research and evaluation in local 

communities.22 These efforts have led to the proliferation of organizations that have 

implemented outcome measurement systems. For example, by January 2000,400 

United Ways were asking programs they support to identify and measure the 

program’s outcomes.23 In a survey of 391 programs funded by six United Ways, 

over 75 percent of 298 respondents reported that implementing program outcome 

measurement had helped them to: 

Communicate program results to stakeholders (88%) 

Focus staff effort on common goaIs/shared purposes (88%) 

Identify effective practices within the program (84%) 

Compete successfully for resources/fundiny (83%) 

Enhance their record-keeping system (80%) 

Improve the service delivery of the program (76%) 
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DRAFT 
5. Measure initial, intermediate, and long-term outcomes 

The movement to end violence against women, restore its victims to safety and 

autonomy, and provide opportunities for survivors to lead healthy and productive lives is 

carried out in many ways by diverse organizations and sectors of government and the 

community. The influences both in favor of and opposed to achieving these goals are 

myriad. How can a special unit of the police department, a victim advocacy agency, or 

a specialized court know whether its services are effective in meeting the needs of the 

e 

individuals who participate in those services when a variety of factors may impede or 

promote positive outcomes for their clients? 

The United Way of America 
produces excellent materials for 
developing initial, intermediate, 
and long-term outcome 
measures. Many of these 
materials are referenced in the 
resources section of this Guide 
and can be obtained from the 
United Way of America web site, 
httw//national.unitedwav.org. 

For many survivors of violence against women, 

a series of outcomes is needed or preferred. These 

outcomes build on each other and can be expressed 

as a set of if-then relationships that can lead to initial, 

intermediate, and long-term outcomes.24 For example, 

if a victim advocacy program advises a domestic 

I I violence survivor of the legal remedies available to her 

through a protection order and how to obtain one, then the survivor knows that she has 

options and opportunities to bring the power of the court to bear on the batterer to stop 

his abusive behavior. If the survivor knows about her options, then she can choose to 

obtain relief from the court. If the survivor obtains a protection order that addresses her 

safety and support needs and is enforced by the justice system, then she can take 

greater control of her circumstances and begin to make other changes to be free of 

abuse in her life. 

0 
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Initial, Intermediate, and Long-Term Outcomes for Legal Advocacy 
Program 

Long-term Outcome. Survivor lives 
abuse-free life 

IT 
Outside Factor. Survivor’s protection 

order is enforced 

Intermediate Outcome: Survivor I obtains protection order 

Initial Outcome: Survivor 
understands leqal remedies 

I 

There are obvious threats to these if-then relationships for the survivor‘s 

outcomes that the advocacy provider should take into account and try to address. The 

farther away from the program’s activities with the survivor the if-then chain extends, the 

less connected the outcomes are to the program and the greater the likelihood is that 

other factors will intervene to influence outcomes. Establishing initial, intermediate, and 

long-term outcomes for the program’s services allows the program to have expansive 

goals yet measure its effectiveness in relation to its level of control of the actions that 

might affect outcomes.25 

The long-term outcome is subject to the influence of many factors, including, for 

example, the level of readiness the survivor had for change when she obtained the 

protection order, the intensity of the batterer‘s tenacity to maintain the relationship, the 

level of risk to her in challenging the batterer, the extent to which the justice system 

enforces any violations of the protection order, the availability of resources to the 

survivor, and the responsiveness of other services she might seek. Yet it is not 

unreasonable to expect that effective and appropriate services at the point of the 

program’s intervention could lead to the long-term outcome. A basic test of whether a 

long-term outcome is an appropriate measure of the program’s impact is to ask, “Can 

our program alone have a significant influence on this outcome?” The influence does 

not need to be total or complete; rather, the outcome should occur if the service is 

competent, the client is fully engaged, and negative actions of others do not occur.26 

14 

This document is a research report submitted to the U.S. Department of Justice.
This report has not been published by the Department. Opinions or points of view
expressed are those of the author(s) and do not necessarily reflect the official
position or policies of the U.S. Department of Justice.



Developing a logic model is a common approach nonprofit organizations use to 

identify the factors that might influence outcomes for their clients both during and after 

their participation in the program.27 A logic model contains the inputs and activities that 

are expected to produce outputs and outcomes. There should be a logical connection 

among the components of the model. 

e 

The logic model also should include contextual factors that the program may or 

may not be able to address. Examples of contextual factors are the level of cooperation 

of the court, the level of enforcement of orders by police, prosecutors, and judges, and 

the availability of services and economic opportunity in the community to meet other 

needs of the survivor. For a legal advocacy program, a logic model might look like this 

example: 

Inputs 
3 Level of 

LOGIC MODEL FOR A LEGAL ADVOCACY PROGRAM 

Activities 
o Safety planning 

a 

a I 

outputs 
Number of clients 

Outcomes 
o Number of clients with 

outreach to 
community 
(number of 
activitiesisect 
ors of 
community 

3 Numberof 
advocates 

3 Numberof 
hours of 
operation 

3 Numberof 
service 
locations 

for clients 
o Accompaniment 

to court 
o Follow-up 

who developed a 
safety plan 
Number of clients 
assisted with 
protection order 
petition 
Number of clients 
accompanied to 
court 
Number of follow- 
up contacts 
Number of 
monitoring 
contacts with law 
enforcement 
Number of 
referring agencies 
contacted by 
clients 
Number of 
service agencies 
in network 

contacts 
o Advocacy for 

system change 
o Monitoring law 

enforce men t 
response to 
clients 

o Service 
referrals 

o Developing 
service 
resources 

0 

o 

0 

0 

0 
I 

knowledge of options 
and their possible 
consequences [initial] 
Number of clients who 
obtain a protection 
order [intermediate] 
Number of clients who 
received effective 
response from law 
enforcement if sought 
[intermediate] 
Number of clients who 
find safe and affordable 
housing [intermediate] 
Number of clients who 
obtain safe and 
appropriate child care 
[intermediate] 
Number of clients who 
find stable and 
sufficient employment 
[long term] 

These principles of performarice measurement presume that an organization or 

xogram has at least a minimum capacity to systematically gather, store, manage, and 

analyze data about the program and people it serves. For small organizations and 
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programs, this capacity can be as basic as having a computer, a good database 

software program, one or more individuals skilled in data entry and database 

management, and time allocated to gather data systematically, Le., the same pieces of 

information gathered at regular intervals in the same way. Regardless of the size of an 

organization or program, a competent data system is a prerequisite for the systematic 

data collection, management, and analysis needed to support a performance 

measurement system. The remainder of this Guide offers recommendations for 

designing and implementing data systems that accomplish the goals of the data system 

and that competently support performance measurement of programs and services for 

reducing violence against women. 

a 

111. Key Elements in Planning a Competent Data System 

The most successful and well- 

designed automated data systems are 

those that are implemented following a 

comprehensive strategic information 

0 technology planning process. Strategic 

planning allows the system’s stakeholders 

to develop a roadmap and determine 

priorities for technology implementation. 

The process seeks and incorporates the 

perspectives and values of all who will be 

involved in creating and using the data 

system as well as other stakeholders in 

the community who are expected to 

benefit from the services that the data 

system supports. 

Strategic Planning and Collaboration for Data 
System Implementation 

Unified Court System, the Center for Court 
Innovation developed and implemented the 
Domestic Violence Court Technology Application 
and Resource Link (Technology Application) in the 
Brooklyn Domestic Violence Court and the Bronx 
Domestic Violence Court. The Technology 
Application is a web-based intranet system. It 
provides electronic links between the specialized 
domestic violence criminal courts 
attorneys offices, probation, victim 
treatment providers involved in ca 
jurisdiction of the domestic violence courts. 

court case processing; creates criminal protection 
orders on-line with the judge’s electronic signature; 
tracks defendants’ compliance with court-ordered 
batterer intervention, substance abuse treatment, 
and other terms of pre-trial release and probation; 
reports pertinent information from victims about 
safety issues, including alleged violations of 
protection orders; and coordinates service delivery 
to survivors. 

The Technology Application facilitates 

16 

This document is a research report submitted to the U.S. Department of Justice.
This report has not been published by the Department. Opinions or points of view
expressed are those of the author(s) and do not necessarily reflect the official
position or policies of the U.S. Department of Justice.



Users of the Technology Application 
report that the system has improved practice 
within the court and among the partners in the 
specialized courts. Judges know the status of 
the defendants’ compliance with court-ordered 
batterer intervention and other terms of orders. 
Legible and standardized protection orders are 
available instantly after a hearing for in-court 
service on the defendant and can be printed out 
by justice system partners in their offices. 
Signed orders are transmitted to the state 
protection order registry maintained by the New 
York State Unified Court System’s Division of 
Technology. Victim advocates are better able to 

a timely manner of defendant 
ests heightened danger to the 

nger controls on the 
e system features reduce 
ts’ ability to use system 

gaps to evade accountability for their abuse and 
violence. 

Key elements of strategic planning and 
collaboration that helped the Technology 
Application become a successful response to 
violence against women include the foLowing: 

Strategic use of funds to develop the 
Technology Application: VAWA Grants to 
Encourage Arrest Polici 
implementation in the B 
Violence Court; VAWA STOP grant 
funds for expand the system to the 
Bronx Domestic Violence Court; and a 
State Justice Institute grant to link 
criminal justice system partners, non- 
court victim service agencies, and 
batterers’ treatment programs to the 
Brooklyn Court. 
Collaboration between the Center for 
Court Innovation and an advisory board 
composed of high-level representatives 
of criminal justice system agencies, 
victim service providers, and treatment 
providers. 
A thorough needs assessment of the 
partners already working together in the 
Brooklyn Domestic Violence Court and 
the Bronx Domestic Violence Court. 
Project staff consultation with line-staff of 
the system partners in an attempt to 
ensure that the Technology Application 
addressed the partners’ operational 
needs and practice and security 
concerns. 

Strategic planning also is 

essential to developing a data system 

that competently supports performance 

measurement as well as statistical and 

management reporting. Statistical and 

management reporting should be 

byproducts of information captured to 

support the work of the operation. An 

information system that does not help 

operations is more likely to be neglected 

by staff and to decline in accuracy and 

utility for any purpose. 

Strategic planning helps ensure that (1) 

adequate resources are available to 

implement and maintain the system 

(including well-trained staff or outside 

support services), (2) the data required 

for program operations and performance 

measures exists and is accessible, (3) 

the software selected performs the 

analytic and reporting functions required 

for the performance measurement 

system, and (4) the hardware supports 

the software. 

Collaboration is a fundamental 

component of strategic planning for a 

data system because it (1) helps ensure 

that the performance data captured by 

the data system is aligned with the 

outcomes an organization or program 

seeks to achieve, (2) provides greater 

0 confldence that the system captures the most important information about program 

operations and outcomes for those the program serves, and (3) promotes commitments 
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of resources (time, funding, political support) from those who will develop, implement, 

maintain, and use the data system. 

For the purposes of this Guide, the strategic planning process that can e 
accomplish these goals is distilled to three basic steps: 

1. establishing an organizational structure to guide and carry out the project 

2. defining and communicating the goals of the project 

3. developing a project implementation plan identifying the goals and requirements 

for technology. 

' The larger or more complex the technology project is, the more extensive the 

work will be to accomplish these three steps. Less complex projects, such as selecting 

software and hardware for a new project's data collection and reporting process, should 

follow the three basic planning steps even though the scope of the project is relatively 

limited. The individual tasks and sub-tasks related to these basic planning steps are 

described in the following paragraphs. For smaller projects, such as a single office, the 

work may not need to be divided into smaller groups. However, the project team should 

engage in all of the planning aspects presented. (Sample templates for specific 

planning and implementation tasks and task assignments for project participants are 

provided in the appendix.) 

1. Establish a technology steering committee, project teams, and working groupsz8 

The technology steering committee gives high-level direction to an organization's 

technology planning. Project teams and workgroups handle the details of individual 

projects. A generally accepted organizational structure includes these groups: 

the steering committee to oversee and guide the technology direction 

project teams that are the core working group for a particular effort 

several working groups tasked with researching and understanding specific 

pieces of projects 

users' groups supporting modifications. 
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DRAFT 

Sample Planning Structure for a Basic 
Level Project: 

Client Tracking System Within One 
Domestic Violence Service 

Steering or Planning Committee: 
o Executive Director of domestic 

violence agency 
o Program area directors (shelter 

services, counseling services, legal 
advocacy, community outreach) 

o Programmer 
o Professional staff from 

shelter services, counseling 
services, legal advocacy, 
community outreach 

o Data entry/database 
management staff 

Sample Planning Structur 

Steering Committee: 

o Computer technology service manager, 

domestic violenc 
agency represen 

o IT staff of police department, 
sheriffs office, prosecutor's 
off ice 

o Victim advocate 
* Networking Working 

Group 
Programming Working 
Group 

Technology s feering commit fee 

The project participants determine the membership of the technology 

steering committee. It should include both management and user level staff 

from all project participants. Often a technology expert serves on the committee 

to provide technology advice. 

The technology steering committee makes guiding decisions about the 

technology direction, but it is not expected to make operational decisions 

concerning technology implementation and information systems. For example, 

the'technology steering Committee should define the goals and scope for the 
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technology project, and the project teams should set the objectives for reaching 

those goals during the course of their work. Depending on project team and 

working group findings, the technology steering committee may also develop 

timetables and make major decisions about such issues as system 

characteristics, the role of legacy systems (older computer systems still used 

because the replacement or redesign costs are high, often despite their poor 

compatibility with modern systems), and in-house or outside development. 

4 The technology steering committee must be in a position to offer, debate, 

and decide policy questions that impact information processing within every 

organization and agency expected to participate. Some of the greatest policy 

decisions associated with technology include identifying strategic and staffing 

issues that impact technology use, security, confidentiality, and access to 

information systems. These are critical issues for data systems used to address 

violence against women. 

Sample Technology Steering Committee for a Major 
Project: Integrated Justice Information System 

Participants: Decision makers from 
participating organizations who can commit their 
organization such as the Clerk’s Office (Clerk or 
authorized deputy), Prosecutor’s Office (District 
Attorney or authorized subordinate), law enforcement 
(Police Chief and Sheriff or authorized subordinate(s)), 
domestic violence service providerslagencies 
(agency/project directors). Additionally the Technology 
Steering Committee should include IT directors, or 
appropriate IT staff, from participating 
organizations including city or county if appropriate. 

project scope; determine project participation; appoint 
project team to implement the project. 

IssueslTasks: Set policy; find funding; set 

These policies should 

identify who may have access 

to the project participants’ 

information systems and what 

level of access they should 

have, including project 

participants’ staff, other 

governmental and community 

actors, and the For 

example, authorized users of a 

protection order registry may 

include individuals who are 

subject to a protection order and may access the registry to obtain a confidential 

address. Policies should be developed that anticipate and address this 

possibility. These policies must be consistent across all organizations and 

clearly articulated so that all system users understand them. In addition, the 
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technology steering committee should establish mechanisms for monitoring 

compliance with its policies. 0 
The technology steering committee also should define a policy and plan 

to keep participants current on new developments in office automation and 

technology. The average release cycle of operating systems, software 

packages, and hardware is three to four years. Although the project participants 

may not be able to replace computer workstations on this schedule, the 

technology steering committee should plan to upgrade workstations within five 

years to ensure that the system can handle future demands and the 

technologies that will enable the system to meet those demands. 

Project teams and associated working groups 

The project team is the research, analysis, and working arm of any 

project. It is responsible for conducting most of the work related to developing 

the implementation plan, and its members should be given authority by the 

technology steering committee to make operational and other decisions relating 

to the tasks it must complete. The project team will develop and appoint 

individuals to working groups as necessary during the project. 

The technology steering committee should recruit individuals from all 

operational areas who have strengths in management, operations, and 

technology. Project team members should be capable of handling project 

management functions, such as setting timelines, developing work plans, 

analyzing budgets, and understanding operational and performance 

measurement needs and issues. 
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DRAFT 

Sample Project Team for a Major Project: 
Integrated Justice lnformation System 

Participants: Staff knowledgeable in 
operations and IT staff from participating 
organizations such as Clerk's Office 
(criminal, civil, or domestic violence supervisor 
and IT staff), Prosecutor's Office (Assistant 
District Attorney for domestic violence, 
VictimNVitness coordinator, and District 
Attorney IT staff), law enforcement (any 

specialists or appropriate 
T staff), domestic violence 

(supervisory staff and any 
IT staff available). 

project director; appoint work groups t 
various issues; establish policies and 
procedures for creation of database and 
maintenance, update, and integration of 
information; commit staff to tasks; approve 
standards and business practices; keep the 
Technology Steering Committee informed; 

ware vendor; manage 
aluate progress against 

Issuesflasks: Hire or appoint a 

mission. 

Sample Working Groups for a Major Project: 
Integrated Justice tnformation System 

Participants: Operational users 
(supervisors and line staff) and IT staff from 
participating organizations who can 
addresshesearch project issues for the project 
team. These groups may include project team 
members and other staff from the participating 
organizations such as the Clerk's Office 
(supervisor or clerks involved with domestic 
violence issues), Prosecutor's Office 
(domestic violence Assistant District Attorney, 
VictimNVitness staff, District Attorney office 
staff involved with domestic violence issues), 
law enforcement (staff assigned to domestic 
violence issues, e.g. dispatch staff), domestic 
violence service providers (staff with need 
for shared information) 

and report back to the project team to 
determine the project direction regarding these 
issues. 

Issues/Tasks: Explore project issues 

Project teams should include well- 

informed management and operational 

staft, particularly those involved in 

operational functions and program 

performance. Without operational user 

involvement in the development of 

automated systems, the teams may 

misunderstand and/or misdiagnose 

substantive functional and operational 

issues, needs, and problems. (Functional 

requirements are the functions the system 

must be capable of performing, and 

operational rules define when the system 

performs the functions.) For example, 

project team members should be 

knowledgeable about the performance 

measures the program has developed and 

what information the data system should 

capture for the performance measurement 

system. Team members also should 

understand how cases enter and leave the 

system and the timing and methods for 

collecting data about the cases. 

Furthermore, the intended users of 

the new system may be reluctant to accept 

it. User support is key to the success of 

any automation project. No matter how 

much time and effort is spent on 

developing a system, it is likely to fail 

without user input and support. 
' 

Guided by the technology steering committee's policy direction and goals, 

the project team will define the operational aspects of projects and oversee work, 
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such as needs assessments, development of functional requirements. and 

ultimately the implementation plan. To carry out these responsibilities, the project 

team may develop and staff working groups to focus on particular project issues. 

The working groups should be composed of operational users of the automated 

systems and should be tasked with determining the functional and operational 

needs for the system. L1 

and for new systems following their implementation. The users' groups should be 

made up of operational users with good understanding of operations and some 

technology knowledge, The users will work with technologists when developing 

new capabilities or modifying existing capabilities for automated systems. The 

users' groups should act as an intermediary between the users and developers, 

both collecting input from and communicating changes to users. 

Define and communicate the project goals and scope 

Users' groups also should be established for existing automation systems 

2. 

Define project goals and scope 

The technology steering committee must develop a set of requirements for 

Sample Project Goals: 
Integrated Data Collection and Data 

Interchange System 

Mecklenburg County, North Carolina 

To improve administration and inter- 
agency coordination of domestic 
violence, sexual assault, and stalking 
cases 
Provide comprehensive case and court 
histories of parties to judicial officers and 
court staff for decision-making 
Establish better case coordination 
among related cases 
Create a mechanism to provide 
seamless transfer of information among 
agencies supporting the domestic 
violence program 
Reduce or eliminate duplicate data entry 
and re-keying errors for all agencies 
Produce management reports to assist 
judicial officers and court administrators 
in making informed decisions 

0 

0 

0 

the system that establishes a vision for the 

completed system. These requirements are 

critical and must be established early on 

because they provide the guiding principles 

for the project team, working groups and, 

later on, consultants and vendors that come 

into the project. These high-level goals for 

the completed system also help in marketing 

the project to political decision makers by 

giving them a clear understanding of the 

project and its vision. 

The technology steering committee 

should also clearly define the scope of the 

project. The project scope represents a 

deliberate executive-level decision about the 

project and what should and can be realistically addressed by it. The scope 
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addresses such issues as project focus, information needs or case management 

information needs, and which organizations and agencies are involved, e.g., justice 

system partners, other government agencies, community service providers, the 

public, and other regional agencies. 

e 

It is crucial that the scope remains at a "realistic" level. In other words, the 

project should not be so large and encompassing in the beginning that it becomes 

paralyzed by its breadth. The scope can always be expanded later when some 

accomplishments have been made, but it must be manageable so that the project 

can move forward and some successes can be realized. 

Communicate with project participants and stakeholders 

After defining the project goals and scope, the technology steering 

committee should institute a process of sharing information about the project with 

project participants and other stakeholders, including political leaders, decision 

makers, and representatives of funding agencies. Involving these stakeholders in 

the early stages of the project will give them a sense of ownership, as well as a 

feeling of a "shared vision" of the project that will identify tangible benefits and show 

how local, state, federal, and other funding resources will achieve those benefits. 

The members of the technology steering committee should be primarily responsible 

for communications with decision makers. 

It is essential to keep all stakeholders consistently up-to-date on project 

activities, progress, changes, and revised objectives. Regular communication 

ensures that interested parties and individuals remain informed and feel that they 

are "in-the-loop," reduces the fear of hidden agendas, and provides a forum for 

feedback. Communications should include mechanisms such as e-mail that allow 

all participants and their employees to provide recommendations, insight, or 

comments to the project team and working groups. 

Another way to maintain the momentum of a project is to produce some 

"deliverables" that help stakeholders, as well as political leaders, understand in 

more detail the benefits of information systems. Deliverables help measure and 

demonstrate the project's progress, and include such activities as forming the 

technology steering committee, conducting needs assessments, developing an 
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implementation plan, and so on. It may be especially important for political leaders 

to see the project and its committees moving ahead with these tasks to sustain their 

support for the project. 

e 

3. Develop a project implementation plan 

The project implementation plan is the main goal of the technology steering 

committee, project team, and working groups. It will form the basis for decisions 

regarding technology acquisition and implementation and will create a roadmap for 

information technology in the future. The plan also will become the foundation and 

rationale for project funding and subsequent requests for proposals to design and 

implement the system.30 

The implementation plan should document the functional and operational 

needs of the system (what functions the system should perform and the rules 

governing performance of the functions). The system requirements should be 

determined through a comprehensive needs assessment. Depending on the 

number of participants and the information systems associated with each, the 

needs assessment may require an outside consultant's time and expertise. The 

request for proposals to implement the system that may be issued should articulate 

the system requirements and direct responding vendors to describe the technical 

solutions for meeting those requirements. 

0 

Larger projects may require a project director to manage the development of 

the implementation plan; to coordinate the activities of the technology steering 

committee, project teams, and working groups; and, if needed, to supervise the 

process of selecting vendors to design and implement the system. For most large 

projects, the project director should dedicate all of his or her time to the project to 

ensure that the process stays on track, critical steps are not omitted, planning 

issues are addressed as soon as possible, and participants and other stakeholders 

are well-informed about the project's progress. The technology steering committee 

may designate a current staff member of one of the project participants or contract 

with a consultant to serve as the project director. In deciding who may have the 

requisite expertise to direct a large technology project, the technology steering 

committee should consider the candidates' ability and availability to continue 
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directing the project through the implementation phase (see Section 2 of Chapter 

IV. Implementing a Competent Data System, below). 

The project plan should include the activities described below. The precise 

order of accomplishing these tasks may vary according to the project and may take 

more or less time to complete. Smaller inter-agency projects or projects within a 

single agency may not require all of these activities. Project planners should review 

all activities, however, to ensure that they do not overlook significant issues that 

might have adverse consequences for project implementation. 

Inventory and document current technology resources. An in-depth 

review of participants’ existing automated systems, including hardware, 

software, communications infrastructure, and personnel resources, is an 

important exercise in this process. Understanding the existing automation 

environment provides crucial direction to agencies as they begin planning for 

the future. It lays the foundation for re-engineering existing processes to 

achieve efficiencies, reduction of redundant data entry, and more logical 

workflow processing so that agencies understand and improve their business 

processes before applying technology. 

Assess current techno/ogy resources. This task involves assessing the 

hardware platforms, software, communications, user workstation capabilities, 

database management systems, security protocols, and network connectivity 

of current information systems. Technology personnel resources should be 

assessed as well. This exercise will identify successes and problems with 

current systems and provide information needed to address current 

problems, issues, and system bottlenecks that may impede the desired 

information flow. 

Determine what data elements are needed for the performance 

measurement system and where the data is located. The participants 

should establish what data will be required to measure their respective 

agencies’ performance and ensure that the data system will contain the data 

needed. This process may involve reviewing where data currently is 

available, how that data will be incorporated in or transmitted to the new data 
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system, and how the data will be accessible to the participants for their use 

in performance measurement. Keep in mind that “core data” should be 

gathered whenever possible. Core data is data that can be used to produce 

other in for in~tmi’ .  __ The meet CC~?~ I~GP example of core data is dates: e CJ , 

collecting birth date rathgr t han  age, collecting program start and completion 

dates instead of number of months in a program, ,~ 

I Data Category Sample Data Elements 
Survivor demographics o birth date 

o genderlrace 
o 

o gendedrace 
o address/employer 
o previous protection orders/violations of orders 
o outstanding warrants 
o conditions of pre-trial release/probation/parole 

services offered to or used by survivors 
Offender demographics o birth datekocial security number 

- o Brady disquaiifiers 
Events related to survivors o Notification of offender’s hearing dates - 

o service delivery dates 
o legal remedies soughtlobtained 

Events related to offenders o dates cases filed/disposed 
o pleas/convictions/acquittals 
o attendance/completion of BIP 
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Performance Measure: Proportion of Clients Who Obtain 
Final Protection Order per Month 

Data Elements and Sources of Data 

input DatalSources 
Number of legal 
advocates 
o DV agency 

records 
Number of hours 
advocates worked 
o DV agency 

records 
Number of days 
legal advocacy 
services available 
o DV agency 

records 

Output DatalSources 
Number of clients seeking 
legal advocacy services 
o DV agency records 

rn Number of clients who 
developed a safety plan 
o DV agency records 
Number of clients assisted with 
protection order petition 
o DV agency records 

accompanied to court 
o DV agency records 

with clients 
o DV agency records 

Number of clients 

rn Number of follow-up contacts 

Outcome DatalSources 
0 Number of clients who know legal 

options 
o DV agency advocate service 

o DV agency client survey 
Number of clients who obtain a 
temporary protection order 
o DV agency advocate service 

o Court Clerk’s Office records 
o Protection order registry 
Number of respondents served in 
time for hearing on final order 
o DV agency advocate service 

o Court Clerk’s Office records 
o Sheriffs Office records 
o Protection order registry 
Number of clients who obtain a 
final protection order 
o DV agency advocate service 

o Court Clerk’s Office records 
o Protection order registry 

logs 

logs 

logs 

logs 

28 

This document is a research report submitted to the U.S. Department of Justice.
This report has not been published by the Department. Opinions or points of view
expressed are those of the author(s) and do not necessarily reflect the official
position or policies of the U.S. Department of Justice.



DRAFT 

Research standards, statutes, initiatives, and regulations at the local, 

state, and federal levels that may impact the system. Surveying the 

legal, regulatory, and technology development environment will reveal 

potential impediments to implementing the technology project and identify 

issues that may pose challenges to the project. These issues might be 

technical, e.g., infrastructure will not support application, existing systems 

incompatible; fiscal, e.g., original goals too expensive to implement or 

funding is tenuous; political, e.g., conflicts with other technology projects 

proposed or underway; or legal, e.g., changing state law to allow electronic 

signatures in court orders. The technology steering committee should 

develop plans to overcome any identified issues and plan for addressing 

unexpected issues. 

Assess safety, privacy, cultural, and practical limita tions to sharing 

data. Project teams must ask why certain processes and methods for data 

sharing occur. Are there mandates or rules forcing certain business 

processes, or do particular functions take place simply because “they have 

always been done this way?“ The participants should pay particular 

attention to data sharing and access issues that affect the safety and privacy 

of survivors of violence against women.31 For example, are certain items of 

information that reveal the identity or residence of a survivor necessary to 

the mission of the project? Can the system be designed to block access to 

information that typically is public record (e.g.; civil court files are generally 

available to the public)? Are there ways to keep home and work place 

addresses confidential? 

Re-engineer current processes to gain efficiencies and effectiveness. 

Once the project teams have researched why certain processes are in place, 

they must look at ways those processes can be improved, replaced, or 

removed for operational and functional efficiency. 

Define user requirements for program operations and performance 

measurement. This includes identifying what data is needed to perform the 

work of the participants. Data requirements should focus on core 

, 
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information, e.g. birth dates rather than age. Statistics and reporting should 

be byproducts of the information collected to do the work. 

Data Exchange Among Participating 
Agencies 

Wheatland Police Department (Wheatland, 
WY) 

This infrastructure enha 

enforcement officials via this link. Police 
incident reports of domestic violence calls 
are also more readily available to 
prosecutors and the court. 

Develop functional requirements for the 

system. The functional requirements should 

include broad issues such as integration of 

disparate information systems and specific 

requirements such as data fields and 

reporting formats and methods. The 

technology steering committee should 

identify (1 ) potential integration between the 

participants’ information systems, (2) 

potential integration between new or 

emerging technologies such as electronic 

filing, document imaging, interactive voice 

response telephone systems, and the 

Internet, and (3) an appropriate migration 

path for participants’ information systems (a series of conversion steps that 

allow an organization to evolve smoothly to newer hardware and software to 

keep pace with changing technology). The technology steering committee 

should appoint project teams or users’ groups to assist in developing the 

business functions and translating these to system requirements. 

0 Develop data sharing standards. In any project with multiple participants it is 

important to develop standards for sharing information between organizations 

and agencies, including data element standards, and standards that address 

data exchange, transmission, and collection, as well as security standards. 

This will include developing standards that incorporate existing local, state, 

federal, and industry standards. 

Create an implementation plan. This component will include a project 

schedule and timelines and should focus on an incremental or phased 

approach to system implementation. A phased approach will allow for some 

early successes that will build trust, meet some early goals, and help secure 
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additional funding. The implementation plan should also address management 

and administration issues regarding the system. 

~~ ~~ -~~ ~~~ 

Incremental Implementation of a Statewide Database 

’ Virginians Against Domestic Violence (VADV 
and sexual assault providers. Since 1995 VADV has 

information to d 
identification of 

at the local level to 
e level. The Interne of target populations and to cha 

the state. 

sexual assault victims, to improve services to victims of sexual assault, and to decrease t 
ratings of law enforcement. One of the steps taken was to involve staff from the sexual assault crisis agency 
in training to increase the sensitivity of officers to the needs of sexual assault victims. 

Establish evaluation measures. These evaluation or performance measures 

will test the system for its ability to meet the needs of all levels of users. These 

are measures of the data system’s performance, not the performance of the 

program it supports. 
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Strategic Planning and Collaboration for Data System Implementation 

The Protection From Abuse Database 
Pennsylvania Coalition Against Domestic Violence 

The Protection from Abuse Database (PFAD) is a court-based automated civil protection order 
database. PFAD was developed by the Pennsylvania Coalition Against Dome 
working in cooperation with the Pennsylvania Office of Court Administration. PFAD 
access to accurate and current records to counties enforcing both local and out-of-c 
orders. Local law enforcement can view the civil court clerk’s records 24 hour 

PFAD is unique in that it has all of the following features: (1) it is a full 
ntered and stored in fields and the entire order is available electronically), (2) it is Inter 

provides access to advocates and private 
to obtain a protection order, and (4) it arc 

case to be compl 

rate records in the statewide 
protection order registry maint 
rs and purges ca 

der. PFAD archives these records to make them available to law enforce 
can assist the justice system to better assess new cases prese 
strategic planning and collaboration have been instrumental in 

PFAD in improving the system’s response to violence against women: 

Collaboration among PCADV, the Administrative Office of the Pennsylvania Courts, civil clerks of 
court, law enforcement, district attorneys, public defenders, judges, legal services attorneys, and 
advocates. 
Clearly defined goals and the expectations of the participants in the process. The primary goal 
was safety for victims of domestic violence, which meant PFAD must provide easy accessibility to 
information to courts, law enforcement, and litigants’ representatives. 
Design features to promote the safety and privacy of domestic abuse survivors in the design, 
implementation, and maintenance of the database. The PFAD project planned security 
measures that assumed some authorized users of the system would be respondents in 
protection order cases or friends with them. 
An assessment of the technology used in courthouses, domestic violence programs, and law 
enforcement offices to determine how all of them could best communicate with each other. 
Design features to help Pennsylvania comply with the full faith and credit provisions of the 
Violence Against Women Act and future use of XML technology to facilitate interstate enforcement 
of protection orders. 
At least one week of training on the use of PFAD in each participating county. The training 
addresses technology issues, the protection order process, and increasing safety for survivors 
who use the court system to obtain relief from domestic abuse. 
Full-time technology support to the counties, available by telephone from 9 a.m. to 5 p.m., Monday 
through Friday and on-site. 
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IV. Implementing a Competent Data System 

The project implementation plan developed during the project-planning 

phase is the blueprint for implementing the data system. The technology 

steering committee and the project teams will continue to guide and carry out the 

implementation process. A critical decision that must be made is whether staff of 

one or more of the project participants can accomplish the implementation 

process or whether the services of outside consultants or vendors should be 

used for some or all of the process. Regardless of the decision the technology 

steering committee makes, the implementation process will entail four basic 

steps: (1 ) developing the system design; (2) managing implementation; (3) 

training system users; and (4) continued planning throughout the systems 

development life cycle. These basic steps are outlined below. 

I .  Develop the system design 

This step can be accomplished by selecting a commercial off-the-shelf 

application, developing and issuing a Request For Proposals (RFP) for the 

desired system, or designing the desired system in-house. No matter which 

approach is taken, the functional requirements, Le., what the technology must do 

to support the work, must be identified and translated to system requirements for 

the information system. After the system requirements and process are defined, 

the system can be designed. Once the system has been designed, either by in- 

house staff or by a vendor, the steering committee and project team will select 

the technology to support the system design, e.g. programming language, 

database software, data access, and transfer modes. 

To develop a system using an outside vendor, a RFP may need to be 

written and issued. The RFP process requires three distinct steps: identifying 

qualified vendors, preparing the RFP, and issuing the RFP. The RFP should 

include system requirements to allow the vendor to design the system. The 

vendor will offer suggestions for the specific technology needed to support the 

system design. After the RFP is developed and issued, the technology steering 

committee and project team must evaluate the responses and select a vendor. If 

a RFP is not to be used, Le., particular vendors can be engaged to do the work, 
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the vendor/developer will need to meet with the project team to clarify the system 

requirements to prepare the system design. 

2. Manage implementation 

The technology steering committee should appoint or hire a project 

director to manage the implementation of the system. The project director should 

, act as the project liaison to the technology steering committee, track project 

schedules, monitor project costs, and report project status to the technology 

steering committee. The project director should maintain continuous 

communication among designers, project participants, and intended users. A 

key to success is to address and resolve issues as soon as possible after they 

are identified. Prior to accepting the system, the project director should 

coordinate a thorough evaluation of the system's performance, including testing 

the system with system users. 

3. Training for system users 

Initial and continuing user training is absolutely necessary. Without user 

training, implementing the best technology is like a having a Cadillac without 

knowing how to drive. Training is best planned, delivered, and updated if an 

individual is assigned to be a training coordinator. When the information system 

is first installed, the users should be provided initial training prior to the system 

going into production. The training should provide refresher courses and general 

overview courses to the users. It is particularly important to provide additional 

training in conjunction with system updates. System modifications introduced 

with new software releases must be effectively communicated to the users. 

Additionally, the users should be kept informed of and prepared for system 

changes. 

4. Continued planning: The systems development life cycle 

Systems development incorporates several key stages, including 

planning, acquisition, development, and implementation. These stages should 

be viewed as a "life cycle," i.e., it is an ongoing process that is never completely 

finished.32 The successful implementation of an automated system does not 

signal the end of the planning process; quite to the contrary, systems 
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implementation signals the beginning of a new phase of planning, a phase that 

focuses on systems upgrade, enhancement, and/or replacement. 

With rapid advances in hardware and software, new system functionality is 

available almost immediately after one system is implemented. This reality does 

not suggest that an agency should prolong procurement for the most state-of-the- 

art system, because the planning and implementation phases of a data system 

project will never keep up with this cycle. It does indicate, however, that the 

planning process continues after a system is installed, taking into consideration 

new technology, functionality, and capability. In addition, with new systems 

implementation, user expectations quickly change and the demands placed on 

the system quickly escalate. 

Moreover, new state and federal mandates that impact participants and 

the data they capture continue to emerge. The technology steering committee 

must continue to track state and federal criminal justice information system 

initiatives and other pertinent projects. This knowledge will allow the committee 

to stay up-to-date on those activities that may have an impact on information 

systems and include them in the planning cycle. 

The systems development life cycle generally follows a three-to-five year 

timeline. At the completion of one implementation, planning should continue, and 

by the end of three years the existing plan should be enhanced or a new plan 

developed. Acquisition processes should be underway during the fourth year, 

and by the fifth year, implementation of a new or upgraded system should be well 

underway. 

The Technology Steering committee should define a policy to keep current 

on new developments in office automation and to keep participants 

technologically current. Equipment upgrades should be planned to ensure that 

the system can handle future technologies. Planning this replacement cycle from 

the beginning will help prevent the surprise of later needs. 

V. Final Thoughts on Performance Measurement and Data Systems 

Government and private resources are unlikely ever to be sufficient to 

address the multitude of critical issues and needs in our society and in our local 
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communities. Competition for these resources is a fact of life for those who 

struggle every day to provide direct services, to secure support for those 

services, or to bring about system change. A key element of success in this 

contest is the ability to show the funding sources, as well as the policy makers 

who set funding priorities, that their support has helped achieve positive results. 

Organizations, programs, and services dedicated to ending violence 

against women typically must apply their limited resources in ways that optimize 

benefits to the people they serve. They must find efficient methods for obtaining 

funding and other resources, delivering appropriate services, and ensuring that 

those services are effective. Accomplishing these tasks can be a significant 

challenge to an organization. 

A performance measurement system can help organizations meet this 

challenge by providing the information programs need for stability and 

sustainability, quality control, and program improvement. The process of 

designing a performance measurement system focuses attention on the mission 

and goals of an organization and directs energy and resources toward activities 

that accomplish those goals. An organization can measure the outputs and 

outcomes that program activities produce to systematically assess whether the 

program is bringing about positive changes for its clients. The knowledge gained 

from the performance measurement system can assist program managers in 

improving program operations, allocating resources, revising policies and 

practice, promoting change in other organizations and justice system partners, 

lobbying for legislative change, and securing political and financial support. 

A performance measurement system should be supported by a competent 

data system that allows the organization to gather, analyze, and use data in a 

timely and efficient manner. A data system need not be complex to be 

competent; a well-designed database of basic information gathered in the daily 

course of business can suffice. Regardless of the size or complexity of the data 

system, however, it must be designed and implemented in a thoughtful and 

coherent way. Strategic planning and collaboration within and among 

organizations and programs are essential elements of both developing useful 

performance measures and implementing effective data systems. 
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This Guide offers the basic principles of performance measurement and 

data system design and implementation. The resources section of the Guide 

provides direction in finding more detailed information and additional assistance 

in developing performance measurement and data systems. These resources 

include publications, web sites, and a sample worksheet for establishing an 

organizational structure to guide and carry out a data system project. 

Community and governmental organizations, programs, and projects of all sizes 

can benefit from tapping these resources to more effectively use their resources 

to end violence against women. 
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