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SECTION I

A.

B.

Goals and Objectives of

In that this proj

5 a
of the Delaware CouﬂuJ Total 1
previously evaluated during t
stages, the current funding we

These, as articulated

goals.

Txecutive Sunnary

the Project

continuation of the inmplesentation

nfcvma+1on Systen which has been

he early
J
L

ject 1

esign and implementation

i ecned tovard sone very scecific
<4

vhe grent request, are as follows:

..)

S
in

1. Implemen g*ion of the Adult Criminal Docket

2. Design and Implenentation of District Justice
Audit Reports

.

l‘.
ol

- Design and Implementation of A.R.D. Report Programs

. Design and Implementation of Selective Report Programs

3

L

5. Design and Implementation of ; Juvenile Systém
] .

. Design and Implementation of Statistical Reports Programs

Major Activities

The proﬁcct has

)

addressed all six of the above zreas and

has created two basic data bases to support 211 six sub-projects.

(An adult and a juvenile data base)

‘ Through the d
Report¥ form for u
collection of case
control of the forms
the files was assured
timeliness and accura

e
=
G

51
e
ca

Basically the in

the grant reque
August 8, 197h.

1. The Adult Cr
multiple reo
All agencie

. Attorney's
duplicate f

/e

.J

1 of a comprehensive "Criminal Case Frogress
t the District Justice level, the standardized
2 was ep""“ed. Then, by acconplishin
or ezch District Iu'*‘ce, the complet

rr efforts are ainad at e;Hanc
acy of these reports as well.

e ci- Y u

project has fulfilled the goals of
ar~e*" with the work plan filed on

‘*':3

she ys
tisfied. E wever, the Di
% unche

2. District Justice audit reports were siuccessfully conpleted
early 1n the aeVelo"wenu of the information systen.

3. A.RD

. (Accelerated Renabilitative Dispo

on) reports

siti
on cases rea;nln~ teranatlon date are completed and are

being revis

o' provide additional useful informaticn.
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D.

Selective Report Pro rams, in a lim
provided. Tneir qua L

The Juvenile System programning is

completezd to the apparent
complete satisfaction of the

e juvenile administrator.

Statistical report prograrmming is virtuelly complete. Delays
have been occasioned by failure of the staue agency to clearly

specify 1ts requirensnts.

Results and Accomplishments

1.

2.

.A3.

Major Remainin

.

-:'"

‘Useful information is flowing to every criminal Justlce agency

A unique numbering system, to be utilized by every participating
criminal justice agency has been formulated and is being implemented.

Plans and testing is completed for the puollcatlon of the trial
books by computer.

An effective Policy Cormi*tea has been formed, educated and utilized.
Inter-agency communication and coordination has veen initiated and has
teen phenomenally fruitiul.

Many non infort
through the

=
ed £ 4

i OX

ons for improvement from the evaluator

liore than a dozen recommendatl
plenented.

have been succes s*ulTy imp

[iLs}
s
O
[
]..J
®
=]
]

actory 1o all parties.

bn

There is no s
collection. (’
operations ori

gency totallv responsible for data
_ iate for data zrocessing, a non-
nted agency to take this respensibility).

aent reporting and case tracking

{D

he data base usage for nanag
s still Tnr 150 narvcu.
Systems and programning staff is very snall and is required to
operate the computer (at night and on weekends) as well as design
and program the systenm.

Docunentation of the pro

Cie
0
ot
H

qulte inadequate.

nation system problems have been solved and/or addressed
i the information system and the Policy Committee.

conpleteness, and accuracy of the data being collected”
s
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llajor Recommenda
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11.

12.

>3

Symptonatic of tic less than full acceptance of the system -
by a small nunber of agencles is the continued (perhaps expanded)

raintenance of a duplicative key-punched card file b the

District Attorner's office.

ticns

- - e

4 central ccllection poin
be established, provably

e E’"

1
n the clerk'!s of

Goals and Objectives

In that this
i . ' A . BSelaware County

~ . evaluated during
current funding vias directed to"ard some Ve*"
as articulated in the gront r

Project Activities

of the Project
oroiect is a continuation of the im vlementabion of the
: v e S st e
motal Information 3ystem which nas been previously
carly design and implementaticn S a»os, the
specific goals Trese,
quest, are as follows:

the

: 1. Implementation of the Adult Criminal Docket

A1l data must be captured and entered into the automated system , .
at the earliest possible moment. (Periaps as soon as the form 2. Design and Implementation of District Justice
or file returns to the clerk's office). Andit Reports :
Quality control standards must be sebt, monitored and maintained. 3. Design'and Implementation of A.R.D. Report Programs
The Policy Committee must identifyv and the staff quickly provide . Design and Implementation of Selective Report Programs
additional reports and case tracking infcermation for use of . : .
operating agencies from the excellent data base. ’ 5. Design and Implementation of a Juvenile System
The systems staff must be supplemented with a person (perhaps 6. Design and Implementation of Statistical Reports Programs
less than full time) who will be responsible for all court _ : ) '
computer operation. o ) : : : , o :

‘ . B.
Reasonable systens documenta

tion standards must be set and

Aetivities

s 5 K - . . . 3
achieved immediately. Meny phases of the automation project are now in operation Zn%
. b . +43 a
1it ‘the process can bes t pe analyzed by describing data collection, cata
Acceptance of the utility of the system and abandonment of =
L 1 uvig L € SFetern L 1aoNner ~ {lov d "products’
duplicative record keeping must Le flow an

e attained.

a.
All specific recomnendations of this evalua zor nust be reviewed

in detail and either lmplenenved or reasonably rejected.
Continuation funding should be pursued. : o ’

Fubure evaluation

activity sheuld utilize the services of the . -
systems expert on the State Court idministrator's staff either | ' '
in place of or in conjunction with the indepandant evaluator
required by the Govermor's Justice Commissiocn. '
The concent of comnuterized decltets replacing manual docketbs '
in the clerx's office should b2 pursued. .

The "Central Arraignment” concedt shonld be pursued for -its
cbvious adr uLzres T tazauae of the impirovenent wihleh
it promises £ nd controlled data.collection at
the District Jhutlce leveL.

-3-

Case Irnitiation . .
A1l case data 1is initiated at the District Justice level mhmrg
a  whe
jor. Pi = af data are captured on a form entltle
seven (7) major pieces of data aTe capture one
the Criminal Case Progresss XeDOTC rori (Exhibit T).
These data items are:

1) District Justice Iumber

2) The District Justice ~nmber of a sacond District
Jistics to whon the casz is {ransferred (vinen *
annlicable)

3) Docket number and ysar

of the Defendant

LY
L) Haeme

§) TDate of the Criminal Act

6) ‘Date of the filing of the complaint

Statutory refere. e for each charge

7)

b




3

7his data was originally collected _or all criminal cases processed
by the District Justices tut the volume of activity was excessive

and control all but impossible. It was therefore decided that
summary offenses would not te included in the system thereby 1imiting
workload to a manageable volume and making the pro“ect feasible

nis form is filled out by each D1 strict Justice and transmitted to
he Information System Unit in Media where it’'is keypunched and
entered into the computer system. A consecubive number checlk is

nade for every District Justice submission and a report of missing

nunioers is provided .for ths District Justice Administrator.

At preliminary hearing a new Criminal Case Progress Report is prepared
for every dispositicn whether dilsmissed or held for court. Copies are

.also forwarded to identify defendants who fail to appear as fugitives

in order to initiate the apprenhension process.

Approximately ten (10) additional data items are filled in by the

“District Justice at this stage of processing.

A1l Criminal Case Progress Heports, when rncelved vy the Information
Systems Unit are transcribed to various Criminal Input Forms (Zxhibits

II, IITI % IV) and then are xeypunched. All additional data received are

transcribed to other input forms (Fxhibits ¥, VI, VII and VIII).

he District Justice Administrator is receiving two basic reports:

1) oS1 Day Aging Report - All cases with leas than 151 days
. remaining under Rule 1100 (Speedy Trial Rule) (One full
copy stays with the Administrator and each District Justice
: receives his porticn of the other copy). '

2) 'Missing Case Docket Listing ~ A listing of consecutive
numbers whichnever reached Data Processing - this report
depeunds upgon & standard numbering system wnich was nct
instituted until mid 197L or the beginning of 1975.

o statistical reperis are et prevared for the District Justice
Administrator. The first repert anticipated and holding the hﬂonest
priority wi ll be the mandatory "State Heport!.

then the District Juaulce determines a case is to be bound over for
couru the appropriate papers {(transcripts) are furwarded to the Clerk

' the Court of Common Pleas who assigns a transcript number which is
nlcked up by Data Processing and initiates Common Plsas "processing"
o the Infomation Systen.

g. Three basic Common Pleas reports are prepared:

1) Unindicted - Includes all transer;pts which have not

resulted in indictment or in diversion through Accelerated

Rehabilitative Disposition (A.R.1).). This report is
primarily utilized bJ the District Attorney's Office.

2) Untried - Includes all cases which have been indicted but
not yet tried.

3) ‘Commenced ~ Consists of all cases wherein trial has been
injtiated.

h. Other peructs which have been provxdec arves

1) Chargc Code Tables - to identify the sHec1f3c charges
aga&nbt the defendant to applicsbLle :tatute or code.

. S 2). Bdit Remort - to review all data being entered for

“hcomplct°neos and logical accuracy

.3) Eth and Update -~ to record chﬂngcs and add new cases
-, "to the file after running the edit report apd mzking
-any necessary cory ectgons.

c3

k) butput Program ~ provides a phy d“ al printout of all cases

. on record4w1tn.thc information sy:uem.

5) 1Index Report - provides a name to case number cross referen
. for all '"nmon-~closed" cases.

L

6) Renort of versons who appear to have completed their A.R.D.

commltmenu.

i. . Cther areas in Process, Cperating or Discarded

ncece

1) Juvenlle - A system for the processing of Juvenile Cases very
similar to the Adult Criminal system has been programmed and

tested. (See Exhibits IX, X and XI for input forms).

2) An individuzl disposition "307" report ( eport of Judicial

-
Crininalofhcreedin:s) required by the Attorﬁey Ceneral's
Bureau of Criminal Justice Statistics is designed as a

natural by-product of the disposition of an adult criminal

case.

3) Clerk of Courts Index




L) "Dlstrch Attorney Prograns" - A data proce ssing card is
punched by the District Attorney staff for each case entering
the office and the cards are maintained in separate groupings
relating to cases pending to be listed, fugitives,etc.

5) District Justice fines and costs audit data - all District
Justice receipts are punched in order to enable creation of
state report and appropriate distribution of monies. Project
includes six (&) programs.

6) Bail Bond Agency Programs - Recorded basic information re
each client and his case. All cards keypunched and then
sorted by case number and a case number report prepared.
Provides summary of cases by ball type and data on who
was doing interviewing and when. he system has been
.dlsca*geu because "they could not keep up with the key-
punch effort required".

j. Data Base and Programs
1) A1l programming is done in COEOL.
~'2) The data base is tape resident.

-

3) Disk storage on the connuter system is used only for
temporary translation files {e.g. charge descriptio ns)

k. Organization -(Zvaluator's Pnrcenulon

Project Policy
' Director ___J Committee
i,
. Project ESecreuary/

|
i
i

Administrato 'Data Control Clerk:

#Unofficial ,
Data Collection

e SUDETViSOT
T — -
fJuvenile Court | iData Collect. i Programmer/
'2 Grant Employees | lStafP { Analyst *
1 Juveaile .mpleoel 12 Transcribers(D.J.) :
i ‘ lh “ranoclloe“s(C.P.)}
:3 Transcrivers ‘ 12 Yeypunchers 1,
T e T i | Programmer

i

SECT70} III Evaluation Activities

A’

Zvaluation Dates

During the proj
the appointment of the evaluator until this report date
(fagust 22, 197L te  June 3,1975), there were five site visits

to the Media Court House.

ject year, from the final notification of
n

The first visit was preceded by a2 full days review of all
the materials available on the project:

a. American‘University Technical Assistance Team Report -
June 1973 (John Clark, Cliff Kirsch and Larry Polansky).

b. Previocus CGrant ~ SE-285-724 PZOJeCt Duratlon February 1973

to January 197L. G

"¢. Interin evalvation report on Dreviodé grant dated
. "January 197L prepared by Systems & Computer Technology
"Corporatlon. _ L S

A%

d.”. Flnal evaluation revort on previous grant dated
', January 157L prepared by Systems & Computer Technology
Corporation. ’

e. Current grant (SE-L90-7LA) T3‘“03c:<,t Duration April 1, 197L
to March 371, 1975

"f. Report by Patrick Flymn to John T. Snavely, Esg. re: plan
. for meeting security, privacy and expungement procedures
. and subn1551on of work plan and milestone chart. :

The first aciunal site visit was on September 19, 197L during
vnich the evalustor attempted to familiarize himself with the
project staff and the oroject itself. During the visit the data
collection process was reviewed and audited and samples of all
computer products were collected for evaluatLon.

The second site visit by the evaluator (no consultant fee
charged) was on Cetoner 3, 197k, and the third visit was on
Qetober 15, 177L zad followed & detziled analysis of the materials
accunulated on the first visit. During the third visit the
evaluator's iz was on detarnining the autonation gecals of
the various ies. lYMorning and zfternoen meetings were held
w0 first e‘colcr'l~ :he wnderstanding ¢ possible berefiis to te
derived from autcuation and later to assist the agencies in
articulating tneL‘ goals in terms of automation products.




There was one site visit during the period Novembcr to
January 30, 1975 supplemented by a full day visit (January 28, 1975)
by members of the Policy Committee to the Philadelphia Court Svstem
to view the Philadelphia Court Information System in operation and
to review with the evaluator a series of computer products (both
hard copy and Cathode-ray terminal responses).

The evaluator compiled and provided to the Delaware County Group
a set of reports prepared for management and operations staff to
support the court process in Philadelphia. Each report was discussed
and where applicable, evaluated for future utility to the Delaware
County System.

The site visit was coordinated with a morning Policy Committee
meeting where, primarily, user satisfaction was monitored and achievement
analyzed from the v1ewp01nt of the 1nterd1501pllnary group and the
evaluator.

The aftornoon was spent with the staff for an on-51te review of
progress and problems.

All available materiels on the Juvenile system in its final
development stages, was collected by the evaluator and later reviewed
in detail. .

The final site visit on April 29, 1975 was again coordinated
with a morning Policy Committee meeting where user attitudes and
achievement as perceived by the full user group was monitored.

Progress reports were orally delivered by project staff and comments

from the State Court Administrator's systems and data processing
chiel’, James Vaselick, wére also heard.

A final review of input forms and output products as well as -
data processing documentation was performed by the evaluator.
Extensive disqussion was held with the staff director and a request
was made for delivery of samples of all system products.

Evaluation Methodology and Scope

No special data collection was required for the evaluator who was
able to sample and test collection and accuracy during site visits..

Production evaluation was accomplished by requiring samples of
actual reports for review and discussing each of the reports with users

aslwell as objectively analyzing these reports for their informative
value,

Evaluation of effectiveness was achieved through reviewing timeliness,

accuracy and use of automated products.

The evaluator encountered no difficulty in implementing his
evaluation,

The Policy Committee and staff have been extremely cooperative
and responcive and have made every document and operation available
for view and review. :

Interviews with operational agency personnel and iInteraction
with these same individuals at and after Policy Committee meetings
were an integral part of the evaluation process.

Feedback

The evaluator's site visits have bren timed to coincide with
Policy Committece meetings and have included discussions with the
Chairman of the Policy Committce, the Project Dlrector and tnn
Adninistrator of tne grant.

In addition to the previous two evaluation reports, many
sugpestions for improved methods of data collection, additions
or adjustments to automated outputs and new uses for the accumulated
data base have been made to the committee and staff. -

Many of the suprested chanpes and improvements bave already been
implemented.

_Several specific instances of successful feedback activity were:

a. Orpanlzation - Althourh generally well organized, this project

did not appear initially to have strong direction from the top.

The Policy Committee and the project director roles were
interpreted as relatively passive ones. Discussions and
meetings during the first two site visits appear to have
changed this nosture to an active one.

b. Data Basc Accurdcy and Timeliness - The most significant
problem appears to be the validation of the accuracy of
the data bzse and the timelineness of the data entered.
The pcrception of the user agencies had been that of
inaccurate and late data and therefore the system had
thus far not been accepted. This problem was identified
during the site visits and it appears that extensive
effort was made by all to provide an accurate and timely
data base acceptable to all resulting in much greater
utilization of work products.

«10-




Co

Utilization of the Data Pase and of Existing Work Products - The
evaluator sensed that there was very narrow use of the data base
and'the few reports being prepared. Through extensive Policy

(User) Croup discussion many uses of current. outputs (sometines with
slight modifications) were identified and many future rossible uses

for the information alresady collected in the data base were articulated.
Future meetings of the Policy Croup should lea=d to prioritization of
desired outputs and further analysis of possi b]e multiple agency
utilization of specific products.

“11=-

SECTION IV  Project Results

A.

“C.

Progress and Froblems of Data Collection

Early data collection efforts were error prone and
unproductive but experience appears to have lea to a
rational method for capturing most of the activity on
Common Pleas criminal cases via cooperation with-and
location near the Clerk's office.

District Justice data collection problems also appear
{0 have been extensive but have been solved by reducing
the scope (elimination of summery and traffic offenses)
and design (and redesign) of a standard reporting form.

» " The final desipn of the "Basic Docket Transcript -
Criminal Case Progress Report' is excellent and was,
incidently, adopted almost without change by Chester

; County officials for their new Criminal Justice Information

System at the suggestion of the evaluator.

"Implementation of the Adult Criminal Docket

‘The progress in Adult Criminal Docket is qui te heartening.
Early in the report year data was being collected and reported
but little use and little acceptance was evident.

At this date, although the system is still being "duplicated"
in the Distrlct Attorney's office (a subject I will speak to later
in the report), most agencies are utilizing the data services and
benefiting from them. Reports are more timely and accuracy level
has improved considerably.

Clerk, Criminal Administrator and Public Defender all appear
quite satisfied with efferts in this area. District Attorney
appears satisfied with progress but not yet ready to ellmlnate a
duplicative process performed within ihat office.

' District Justice Audit Reports

Pfoject programming was completed early in the developmént
of the Delaware County Information System. All programming is .
complete and the data is being reported from the District Justices.

The data flow, however, is slow and precludes the timely
preparation of reports for the state.

The late reporting was a problem because it placed the District
Justice in default of a state required reporting schedule which made
the Justice subject to the payment of a fine for lateness. This
problem has been eliminated according to information supplied by
Mr. Patrick Flynn.

-12-




- supporting the needs or desires of that department.

Logic and economics dictate that v 1 be IR
. consideration be piven BRI
to tying these reports into the basic reporting system gnstead g
of contlguing a "stand~alone" project which at some points is
duplicative of other information system efforts.,

LRJ.quﬁuhnmmm

D T e ae, e S

Programs have been written to provide the District Attorney
Xi;thiizingf zgtstgnfing ?.R.D. cases and reports of cases reaching
R.D. 1ination date, irst program outputs were i
March and further work in the area is called for to igzigzgzdtig
;i§§2iin§sslofbtie products. This satisfies the scope of the original
oals but, in my opinion, falls just sh idi
full serviqe to the District Attérney. Just short of providing a

I'stronvly suggest that some th ' 1 s o
Ly 38 hat ought be given to an att )
automatically ildentify A.R.D. "participants" who are again ai?gztzg

. prior to-their A.R.D. termination date. :

Selective Report Programs *

This topic covers reports being provided to eﬁch depaftment;

: Th

of dlffe?ent products provided at this time is limited ° ggﬁ?ﬁgr
the quality and ?ungtional utilization of the Tew repo;ts is ’
szggilzgg. S9n§1nu1ng effort is expended in identifying additional
‘nee satisfying them. This is a proce i - i
for the life of 1he information systemi ¢ ¥hieh should continue

“Juvenile Systen

i

The Evaluator hasAreviexed.all A ; . nis’
' 8 . v Ll availeble materials r is
iggtsm.. Mater}als consisted of sample reports now being ;22p2223
: ocumenﬁatlon of most of the programs which have been completed.

"A review of those . ' :
the project year. reports revéaltd_subStantial progress during

Discussion with the Juvenile Administrator during Policy'Cgmm*ftée

--meeting indicated almost complete satisfaction on part of the user but

‘reservations as to stage of completion,

e . It appears that al
original design has been implemented but, undevstandably,aaggizi:iiIOf.

requirements were identified during implementation period. These added

. requirements are "Just ehout complete" as of the end of the evaluation

period,

¢

e s
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G.

Statistical Neports

The statistical reports programming is almost completed.
Staff anticipated completion of programming by eariy March
with no additional problems anticipated, however, soiie added
difficulty in obtaining clarification from the siate agency
for whom the reports are prepared has caused some added delay.

- Delay is understandable and is primarily due to difficulty
in getting state people to finalize their requirements.

' Basically the information system project has fulfilled the-
goals of the grant request and is "on target'" when compared to the
90 day work plan supplied to Mr. John T. Snavely, Executive Director

- of the Governor's Justice Commission on August 8, 197L.

. H.

Genéral Propgress

. The Delaware County Criminal Justice System seems to be making
excellent use of many information system innovations:

.(a) Lists of all open, indicted and unindicted defendants
have proven valuable to multiple agencies. oo

“(b) "The M50 Day" report has been a tremendous help in '
" . staying on top of "Rule 1100" (Speedy Trial Rule)
problem cases., C R

(c) A unique numbering system which will follow the case from
arrest to final disposition and which will be utilized by
every criminal justice agency involved has been formulated
and is now being implemented. I -

(d) Plans are being made to publish the trial books from computer
© lists. Some problems still remain relating to cases which
started prior to the computer system, but they are now few
enough to warrant consideration of conversion of the ’
remaining open "old" cases. : Lo
. (e) The Policy Committee has visited several other operating
court computer installations and has come back with numerous
ideas -for expansion and improvement of the Delaware County .

Information System.

(£f) The Policy Committee has provided the communication link
between the criminal justice agencies which apparently
was lacking prior to this project. There are excellent:
discussions of inter-agency problems. ’

1L~
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" Most gratifying is the inter-disciplinary
coordination and problem solution flowing from
-these meetings. Many times the problems and

" solutions are not even information system
related, but are uncovered and answered by the
Information System Policy Committee.

(g) A central arraignment court is being desigried
and implementation appears likely.

Problems Identified

(1) Quality Control - The evaluator still has reservations
about the accuracy of the data. Although well accepted
principles of data collection and key-punch verification

" are utilized, there is a need for. an accuracy level
~higher than normally provided in industry when dealing
with criminal court records.

(2) Computer Operations - All computer runs are prepared

' utilizing information systems programming staff as
machine operators. This means that every time an
operational product is required a man has to be
pulled from the development effort. Further, staff
.paid for technical level expertise is being utilized

- Tor production type duties. A part time operator was

hired but has now "resigned". It is imperative that
the systems and programming staff get out of operations.

.. (3) The decision to avoid converting "old" cases continues
: - to contribute to the less than complete acceptance of
- the information system. It has been reported to the
- evaluator that "old cases" are now being put 1nto the
system. : .

(L) Utilization of the Data Base - There appears to have
-+ . been a great expansion of the use of the information
system reports. For example, the Crimiaal Court @ -
Administrator has used reports in the trial date

- scheduling operation recently taken.over by the Court.
Alphabetic lists appear to have been prepared. with .
great benefit to the Clerk, the Public Defender, the
Dlstrict Attorney and others. . .

Prev;ous Recommendations (Fromvearlier reports of this eQaluétor) .

(1) The Criminal Case.Progress Report should be prepafed in
multiple part copy so that the District Justice once he
initiates the case does not have to re-enter the basic

(2)

(3)

(L)

(5)

(6)

(7)

seven (7) data items for subsequent transmittals but need
only fill out the additional data on second, third, fourth

copy.

The data transcription effort calls for the transcribers to
transfer all data from the original document (Criminal Case
Progress Report) to a data processing input form to be key-
punched and finally key-verified. It is very likely that a
review of the most modern data collection devices could

provide a much more economical method wherein information

from the original documents would be entered on a data
collection device which would provide video input formats

for prompting the entry of particular pieces of the information
directly from the original documents. The data collected would
reside on magnetic tape or disc and would provide a faster and
more economical mode for entry into the computer file.

A1l of the currently produced reports should be reviewed for

. the feasibility of providing group and over-zll totals to
make an administrator's task easier. Many specific suggestions
have been passed along to the staff.

The missing number report, for the year 197L, appears to be
valueless because of faulty numbering which occurred during

- the first months of 1974. I suggest that a small amount of

computer programming cculd restrict the analysis to numbers
assipgned after a particular date and could provide a usable
product now.

A definlte emphasis must be placed now on defining management
type reports which can be extracted “from the extensive and
valuable data base that has been created. The true value of
an information system can only be realized when the users
recognize the varied uses of the data within. Perhaps now is
an appropriate time for Policy Group members to visit other
operational sites to see what uses others are making of
similar data bases.

One specific by-product which appears to be feasible, economical
and quite useful is the possible production of major parts of the

. Court Session Quarterly Trial List by use of the listings of all

cases in the system by their future action date. This should be
an excellent work-saving tool for whoever is presently charged
with the duty for preparing original .copy for the printer.
Further savings may be available by utilizing the camera ready
copy provided by the computer printer for the making of printing
mats'" rather than utilizing the much more costly typesetting
method presently employed.

In response to the requirements of Rule 1100 (Speedy Trial'Rule)

it is supgested that all printouts used for scheduling carry
the date by which trial must commence for every case.

=16~



(8)

(9)

(10)

(1)

(12)

.013)

(L)

(19)

(16)

Théught should be given to preparing "60 Day" reports for
cases held by a Jjudge after trial without final dispesition.

Disposition files appear to be planned for maintenance by
year of case initiation rather than year of case disposition.
This will make it very difficult to provide comparative
repcrts on case dispositions which will probably be the most
frequent use for the historical data. I suggest serious
thought be given for the organization of disposed case files.

It would seem to the evaluator that an end of year alphabetic
index (cross reference to case numbers) would be a very

valuable tool to several of the agencies and I suggest therefore
that this very simply prepared report be considered.

'The evaluator has provided staff with a copy of the procedures

followed in Philadelphia for automatic expungement of cases
tried under the Controlled Substance Act and for qualifying
A.R.D. cases. I recommend that the Policy Group review this

“topic extensively before giving direction to the staff.

The card file system utilized by the District Attorney's office
should be eliminated as soon as the system's data base has been
valldated. The functions performed with these cards are fully
duplicative of the major information system effort and represent

o highly unreliable approach to case conurel. Fxtensive effort
and inter-agency cooperation must be directed to the cleansing and

rinping up-to-date o e svstem's master file.
brin n-to-date of the svstem's ter il

The staff appears apprepriately reticent about moving head long
into the extension of the system. This is & healthy position as
long as the reticence doesn’t become an excuse for not moving
forward at all. The staff cannot afford to take on too many
tasks at one time, but it must move forward aggressively with as
many tasks as it can if Delaware County is to properly benefit
Irom the extensive funding utilized to put this system together.

In 1light of the excellent progress shown and the extensive promise
of things to come from the broad data base being accumulated, I
recommend very strongly that the project pursue continuation

. funding as well as added funding for expanded staffing.

There is an obvious need for a quality control unit to assure the
level of accuracy that Criminal Justice records demand. ’

A computer operator 1s absolutely necessary to relieve the
uneconomical and inefficient demands for operations duty
placed upon the programming staff. '

Responses to Previous Recommendations

The response to evaluator recommendations has been impressive.

Virtually every suggestion has been implemented end, in fact,
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improved upon:

(1) Criminal Case Progress Report form has been revised and
the number of copies expanded. L

(2) Little progress has yet been shown on studying alternate
methods of data convershion, however, contacts have been
made with possible suppliers and the topic will be pursued.

(3) Several levels of totals have been added to many of the

reports being prepared by the computer. adding untold value
to these reports as administrative tools.

() Thilnumbering system for 1975 is "in control" and working
well. :

(5) Other operational sites have been visited and the Policy
" Group has taken on the taskd expanding the reporting
-capabilities of the system. (There is need for continuing

. sessions wherein the committee "brainstorms" possible
. extensions in order to keep the system responéive to
changing needs).

(6) Only the conversion of a relatively small number of "old!" cases
: prevents the initiation of this cost/beneficial improvement and
_ the evaluator is informed that this conversion has now been
njstgrted. A "parallel trial list was prepared for the trial 1list
+ printing" and if acceptable will be the media for trial lists in
- the future. ‘ :

'fﬂ: (7) ."Musp Try" dates are now being carried on reports.

. ;(8) ‘No work has yet beenidone'on "GO0 Day" reporting.
“(?) Organization of disposed records has been re§plénned and system
‘. . now includes a practical method for organization of historical
-+ disposed case files, . S o

.,‘-*“(?0) 'gn annual alphabetic index réﬁért 1s now in'the prbcesé:of -
oL implementation., = o AP ' S

o (1) The difficult. area of expungement is sti11 under consideration.
N Adolyional thought is being given to an automated probation
detainer process which was viewed during one of the site visits.

(12) An extensive elfort has been made to cleanse and bring up-to-date
the system's master file. This effort appears to have been quite
Successful, but it appears that the District Attorney is no closer
: ?o the elimination of the duplicative key-punching process performed
; in his office. He appears even more reluctant to accept the new

product as gospel. 1In fact, he has expended r s "
the duplicative effort. ® esources to "improver
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(13)

(L)
(15)

(16)

Much‘progre§s is»noticeable since the iast'evaiuation visit.
Staff is still reluctant to take on multiple tasks at the

ga?e time but appears to be moving much more quickly than
e Ore.

Continuation funding is being pursuéd.

Policy Committce discussion has been extensiv i :

; e e regarding the
concep? of Quality Control and the evaluator has every %eason
to believe that the recommendation will be implemented.

The project supervisor has informed the evalu:

. : 8 ator that the
project had llttlg Success with a part-time operator (who
vas also a full time county data processing employee). Efforts
were now being made to include a full time operator in the next

. budget whose alleglance is directly to the court project. The

- evaluator considers this latter move much more responsive to his

recommendation. .
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SECTION V

A.

Additional Recommendations and Findings

Previous recommendations which have not been responded to or have
beei. incompletely responded to should be fully adopted or satisfactorily
negated by reasonable argument.

Data Processing documentation is extremely poor and an intensive effort
must be made to *ring it up to par. The evaluator found no documentation
standards and no typical documentation available. It is possible that
programmers are required to work at night to run operational jobs

- becausethere are no prepared '"run instructions" to provide to an
- operations staff.

Sténdard documentation files which would include items such as:

. (a) Genefal system design summary and literal description of
~ ~ the goals of the total system ‘ o :

’j{>(b) Detail systems deéign of individual programs including flow

" charts and inter-relationships with other programs and files.

"{;(c) ‘Detail file designs

" (d) Project flow charts

J{f(e);‘Operator run books etc.

'Ahy'elementary standard text on automation project documentation will
- reveal literally dozens of missing documentation steps in this project.

HAitlis the é?aluatbf's understandiné that fhe Cdunty'bata'ProceSsiné Cénfer
is 'in the process (or has already) converted their computer hardware from
.a Burroupghs 2700 to a Burroughs L4700. Much to my chagrin, I found that

. Lt>3vther¢ had been no pre-testing of operational programs on thls new machine
< prior to installation to determine ‘whether program changes were necessary

to assure uninterrupted flow of required reports. If it is still possible

‘.Tﬁd_test before installation is effected then I feel such testing must be

. done regardless of cost. . If it is too late, I leave you with the advice

e that a situation such as this not be allowed to occur again.

* D

A
i
AR

Continuing evaluation - I suggest strongly that use be made of the
offered services of Mr. James Vaselick of the State Court Administrator's
stalf to supplement or even replace the evaluator for the proposed

- continuation project. Mr. Vaselick is an extremely competent and

experienced data processor whose constructive criticism and evaluation
will be quite valuable to your project. This evaluator stands ready

and willing tc continue his relationship with the project but he feels
his role should be a reduced one and be coupled with another independent

view.
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F"

H.

J.

i 1, d attorney data in the
An extensive effort must be made to expan 1 the
record and to assure its accuracy. Any attempt at scheduling will
require complete dala on real trial attorney. )

Reports (and trial lists) appear cluttered with cases of fugitives.

These cascs should be given a special classification and removed from the normal

working reports.

i i ing the '"trial book" on
Staff should pursue the possibllity of preparing :
Bt x 1% continuous form paper which should provide camera ready copy
right from the computer. :

Staff muét become more responsive to the requests of the participating
agencies, A means must be devised to get "easy" new reports from the
data base in days and not the weeks and months presently required.

The entire criminal justice system would benefit greatly ?rom some scieegigg
mechanism prior to indictment. The proposed central arraignment court wi

“allow the prosecutor an earlier look at the cases but this will only be

fruitful if he uses experienced personnel at that level to cull the junk

- cases vwhich clog the system.

.'Collecﬂioﬁ of data must be centralized and standarized. Perhaps a central

i i i I g i elected and arrangements
collection location (in the Clerk's office) should be se : ‘
made for every file to be immediately available to Data Processing upon :eturn
of the file to the Clerk. Further thought should be given to the Cle?k
preparing the data collection documents. ‘ o .

The concept of computer dockets replacing manual docketslghould be Pursugd.

SECTION VI  Analysis

A. Results Versus Anticipated Results

’ jC..

.+ In this particular case,
'lines of communication between the criminal Jjustice agencies and

Inspection of the progress of the project and review of the
grant request and work plan reveals that the project has generally
kept up-to-dale with the commitments in their plan. The only
tardiness I can point to is the slow progress in the area of
"Selective Report Programs", I would have hoped for (and expected)
more extensive utilization of the {ine data base which has been
put together. ' ' ' '

‘ Factor§ leading to unanticipated results

There are two factors which I feel have contributed the most °

.to the current level of success:s

(a) Initially, the named Project Director for this grant played

‘& rather passive role in the management of the operation of
the project. The first evaluation report pointed this out
and the response was quick and effective. o

. The Project Director took an active part in management and
. spearhieaded the active participation of the Policy Committee
‘resulting in excellent progress for the grant year.

"(b) The systems stafl continues to move slowly in the expansion
of their systenm. They are extremely cautious and perhaps
this is the appropriate approach in the implementation of
difficult data processing innovation., I feel, however, tmt
they are o&erly cautious and that more can be done and more
quickly than is being done at present.

The impact of an information system on tﬂe o@eration and effectiveness
of a complex criminal Jjustice system is hard.to desecribe and-impossible

to quantify, Lo

1t has ‘been the cataiyst that has opened the

started them working cooperatively toward mutually beneficigl improvements.

~~ More and better data is availéple to expedite the criminal ééurt'process

ié -

and supporting materials are avallable to effectively monitor the problems
created by Supreme Court Rule 1100 (Speedy Trial Rule).

The mere fact that more extensive information is available to analyze

and monitor the entire system results in both actual and psychological
improvement to the system.
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Cuestions which were heretolore unenswered because of the
difficulty in mnalyzing individual cases is now available

by case and in aggregate form with relative ease. Much added
berefit is expected as soon as the accuracy and timeliness level
of the system is improved and the current perception of most of
the users (that the system is usable and valuable), is extended
to the last small group of persons.

It is my opinjon that no other court oriented.project could have
reached as far as this one has into the related agencies or
engendered as much self-inspection and evaluation nor been
successful in Toslering chanpe Tor the better.

Any other allocatlon of resources would have solved a single problem
vhereas this project has produced "ripples" which teuch every facet
.of the criminal Justice operation.

The project's progress and success compares most favorably with

that of other similar projects with which I am or have been involved.
Althouph the propgress has been very slow, the ayenciles are vpeginning

to receive useful products and a data base has been developed which

can produce extensive useful reports. Hany similar projects have
utilized fancy computer terminals which have immediate access to data
bases which are valueless for day lo day operation of the system. This
project is not'on-line'but it does have a useful data base. On balance,
it is far ahead of comparable projects.

In my opinion the greatest lesson learned by this project was the
effectiveness of the use of a mulii-agency policy committee. The
success of this group's activity in many areas divorced f{rom the
information syslem operatior as well as in that area has opened the
door to effective inter-agency communication and has fostered a
cooperative attitude which must at all costs be maintained.

In the future, when the project is completely operétional, it is
imperative that the policy group continue to meet and "lay their
cards on the table', :

Respecﬁfulxy éuﬁmitted,7
)

/
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Polansky
Project  Evaluator
June 3, 1975
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