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SUMMARY OF RECm'1ME~mATICNS 

RecOrrnIlendations 

- ·1:STABLISH TARGET DATE FOR" PRESENTING CASES TO 
GRAND JURY 

~/HAVE CASES REVIEWED BY AN ATTORNEY WITH TRIAL 
EXPERIENCE 

- FiRRJuiGE TO HAVE COMMONWEALTH'S ATTORNEY HANDLE 
CERTAIN PRELIMINARY HEARINGS 

- ---TAKE STEPS TO INSURE TH..I\T THE THREE TRIAL T£.:-.1"lS 
HAVE SUBSTANTIALLY EQUAL ~.j'ORK LOADS 

- '~REATE CO~~LETE CASE FILE AT EARLIEST POSSIBLE 
POINT 
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- ,!DEVELOP, COMMIT TO \tlRITI~G J AND DISSEMI~ATE TO 

13 

13 

13 

15 

16 

ALL TRIAL ATTORJ.'IEYS A LJNIFORN PLEA NEGOTIATION POLICY 17 

- vtONSIDER A PLEA NEGOTIATION CUTOFF DATE \<THICH IS 
TIED INTO THE RETURJ.'I BY THE GRAND JURY 18 

- -IMPLEMENT A SMOOTHER PROCEDURE FOR RESPONDDTG TO 
DISCOVERY H0TIONS 

-, DES IGNATE ONE I~DIVIDUAL TO BE CHIEF OF THE 
INVESTIGATIVE UNIT 

ASSIGN AT LEAST ONE SECRETARY TO THE I~VESTIGATIVE 

19 

20 

UNIT 21 

- !.,6ETE~aNE THE KIND OF \.JOR..i( T,.JANTED FROM THE 
INVESTIGATIVE UNIT 21 

- "JESTABLISH A COMPREHENS IVE TRAINING PROGRAl-l FOR 
iNVESTIGATORS 21 

REVIEW CASES, BEGINNING WITH OLDEST Ai~D HORKING 
UP TO MOST RECENT 23 

VIGOROUSLY RESIST ALL CONTINUANCES 24 

ESTABLISH A T~~ILING SYSTEM 24 

DESIGN AND IHl'LEi'lENT A UNIFORN POLICE REPORT 26 
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Recommendations (Cont'd) 

COMPLETE AND FURNISH A UNIFOfu~ ~~P SHEET TO 
THE OFFICE 

PARTICIPATE IN TRAINING POLICE 

CREATE A LIAISON BETWEEN OFFICE AND ~~JOR POLICE 
AGENCIES 

DRAW A FOfu~ ORGANIZATIONAL ca~RT 

CONSIDER APPOINTING AN INDIVIDUAL TO FUNCTION AS 
OFFICE MANAGER 

DESIGNATE A CHIEF FOR EACH TEAH AND OPERATIONAL. 
UNIT IN THE OFFICE 

DELEGATE AUTHORITY TO ATTO~~EYS AND OTHER STAFF 
PEOPLE 

DELEGATE PEOPLE TO THOSE POSITIONS wHERE THEY CAN 
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27 

27--28 

33-34 

34-35 

35 

36 

MAKE THE GREATEST CONTRIBUTION TO THE OFFICE 37 

DESIGN A MEANINGFUL OFF+CE MANUAL 39-45 

INSURE THAT SECRETARIAL STAFF UNDERSTAND THE OVERALL 
OEJECTIVES OF THE OFFICE 47 

DRAW UP JOB DESCRIPTION FOR EACH OF THE SECRETAR:'",.~J~_. _ il8 
POSITIONS ,~ 

CROSS-TRAIN SECRETARIES SO THAT EACH CAN DO THE 
JOB OF THE OTHERS 

REVIEW SECRETARIAL WORK LOAD AND ADEQUACY OF 
STAFF TO MEET IT 

ENSURE THAT SECRETARIES UNDERSTAND AND RESPECT 
OFFICE POLICIES AND PROCEDCRES 

STANDARDIZE PAPERWORK COMING INTO THE OFFICE 

FILE ALL FILE FOLDERS IN CENTRAL FILEROOt-~ BY CASE 
NUMBER 

CREATE A UNIFORM C.A. 's FILE NUMBERING SYSTEM TO 
INCLUDE ALL CASES 

REMODEL INDEX CARD SYSTEM 

TURN OVER RESPONSIBILITY FOR RAP SHEET INFORl"IATION 
TO THE VARIOUS POLICE AGENCIES 

DO AT,.JAY WITH ALPHABETICAL BINDERS OF CASE SLIPS 

FILE CLOSED CASES BY NUMBER 

48-49 

49 

49 

55 

56 

56-57 

57 

57 

58 
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CLARIFY XAIN RESPONSIBILITIES OFTRE E'ILE CLERK 58-59 

CONSIDER A SECOND FILE CLERK TO T,.lOPJ{ IN CEt'lTRAL 
FILES 

IMPLEMENT A MEANINGFUL, COMPREHENSIVE STATISTICS 
GATHERING PROGRfu~ 

DO A MONTHLY CASE INVENTORY OF ALL CASES ON THE 
DOCKETS 

DETERMINE THE M..A.NNER IN WHICH EQUIPMENT RESOUlZCES 
CAN BE USED MOST EFFECTIVELY 

PROVIDE LARGER OFFICES FOR SENIOR ATTORNEYS 
WHERE POSSIBLE 

PROVIDE FOR LIBRARY/CONFERENCE ROOM 

ASSIGN USE TO THE THIRD FLOOR GRAND. JURY SPACE 

CONTINUE TO USE SPACE IN THE LEGAL ARTS BUILDING 

UNDERTAKE A STUDY OF THE PRINCIPLES OF NANAGEMENT 

CONSIDER FUNCTIONING AS A CJS SPOKESMAN 

INCLUDE MEDIA IN ON PT~.NS FOR OFFICE 

COMPOSE A M..A.STERPLAN FOR THE ENTIRE OFFIC3 

MAINTAIN A HIGH PRIORITY ON DEVELOPING NE~" 
PROGRfu~S IN THE OFFICE 

ACCOMMODATE AND PREPARE HITNESSES THOROUGHLY 

UTILIZE LEGAL INTERNS FROM LOCAL LAW SCHOOLS 

HAVE OFFICE CONDUCT ITS QT,.,JN TECH.NICAL ASSISTANCE 

RESTRUCTURE OFFICE 

RELIEVE FIRST ASSISTANT OF FILE DUTIES AND RESPON-

59 
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In response to a request f=om Da~id L. Armstrong. 

Commonweal th 's Attorrr-ey of the 30th Jtidicial Dis t.:::ic t: or 
Kentucky, a Technical AE:sistance team visited his of£:Lce in 

Louisville May 5-7, 1976. A second visit was made ~o his 

jurisdiction on August 27-28, 1976. 

The Technical Assistance teaJj', consj~sted of the following 

individuals: 

Carvel R. Han-7a;rd, Team Le,2;der 
~Ianagemen t, Eva11.la tion a,.n.1~ Con tJ::act:';,>·Divis i0n.:>, 
National District At tor-frey s . Association .. 

. Chicago, IL .j .:-:. 

Michael A. Bignell, Consultant 
ARIBA, ALA, Archicect 
3034 H. Street, NH 
T..lashington, DC ,.:;:-,' 

Andrew L. Sonner, "Consultant 
State's Attor:nE£y for Hontgom8ry County 
Rockville ,i"iD 

Presto~ A. Trimble, Consultant/ 
District Attorney - 21st District 
Norman, OK 

William F. Wessel, Consultant 
First Assistant District Attornev "" .... 
New Orleans, L..I\ .. " 
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Proj ect at American University, Hashing'con, DC. The purpose 

of the consultation was to provide deta.iled recommenc.ations 

for use of space provided under the planned relocation 

of the Commonwealth's Attorney's office into new offices 

in the new Hall of Justice facility, and to review whether 

or not other space should be retained elseNhere for the 

Department, 

The National District Attorneys Association is avail-

able to assist the Commonwealth's Attorney in implementing 

any of the recommendations set forth in this report. The 

Association also welcomes any request for other assistance 

it may provide. 

I 
I 

I 
I 

-------,----- .. ----.-------.--.-------- ,-~ 
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II. JURISDICTION AND SYSTEN OVERVIEH 
• • 

The 30th Judicial District comprises Jefferson County. 

The County seat and largest city is Louisville. In 1970 

the population of Jefferson County was approximately 700,000. 

It is anticipated that the population will increase by 80 

to 90 thousand by 1980. Less than half of the County pop-

ulation resides in Louisville. In recent years, the subur-

ban area has increased in population while the center city 

has decreased. 

Police. The largest police agencies in the County are 

the Louisville Police Division and the Jefferson County Police 

Department. The Louisville Police Division is part of the 

Department of Public Safety, which has major-responsibility 

for planning and administering police, fire, and vehicle 

impoundment activities. The Department of Public Safety also 

acts as liaison between the Regional Criminal Justice Comm

ission, the Jefferson County Police Department, and the state 

Department of Justice. In addition to these agencies, there 

are some 75 other police agencies in Jefferson County. 
_._--,------
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Courts. The County Court includes four divisions: 

Quarterly, Juvenile, Probate, and Special District. The 

Quarterly Court has jurisdiction in criminal cases ~vhere 

the fine does not exceed $500 or the jail sentence does 

not exceed one year. It also has jurisdiction to conduct 

preliminary hearings in all felony matters committed out-

side Louisville city limits. The Juvenile Court hears 

cases involving abused, neglected, dependent, or delinquent 

chi ~_dren under 18 years of age. This court has county-wide 

jurisdiction . 

The Louisville Police Court has exclusive jurisdiction 

over all violations of city ordinances. It has concurrent 

jurisdiction with the Circuit Court over misdemeanors com-

mitted within city limits where the possible fine is less 

than $500 or the possible jail sentence is less than one 

year. The court also has jurisdiction to conduct preliminary 

hearings in felony matters within the Louisville city limits. 

The Circuit Court is divided ~nto three branches: 

Chancery, Common Pleas, and Criminal. In 'criminal misde- I 
meanors cases, the Circuit Court has concurrent jurisdiction I 
. --' '_.""'-'-'" --.-- -.. .,.-.. -._-_._ .. _- _ ... _ .. --_ .. -... ---.. ------.-.- ... ,-.-... ---.-----.. --~----J 
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with the Quarterly Court, the Police Court, and the Magistrate's 

Court. The Circuit Court has exclusive jurisdiction in all 

felony matters in the County as TNell as misdemeanor matter,s. 

where the fine exceed $500 or the imprisionment~(:'"eed8 or..·; 
year. The crimi.nal branch is divided into three divisions, 

with criminal cases assigned sequentially to each. The 

Circuit Court also has an appellate jurisdiction de novo 

from Quarterly and City Courts. 

Public Defender. There is a local public defender's 

office which is state chartered and administered by a board 

composed of bar association representatives. The director 

of the office is appointed by the fiscal court, the adminis-

trative body of the county. He has a staff of approximately 

15 attorneys. The public defender has jurisdiction in all 

Louisville City and Jefferson County courts, providing legal 

counsel for indigents charged with offenses which may result 

in loss of liberty or fine of over $500. 

Commonwealth's Attorney. The Commonwealth's At~orney 

of the 30th Judicial District is David L. Armstrong. He 

took office iu January of 1976. ," Prior to that date he 'was· 

i 
! 
i 
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He has also had experience as a local court prosecutor and 

a juvenile judge. His staff consists of fifteen attorneys, 

six investigators, six secretarial-clerical personnel, and 

one law clerk. 

The Commonwealth's Attorney is responsible for prose

cuting felony cases which have been processed through the 

lower courts' and held for Gr:C!:nd Jury presentation. Both 
'-.>- - ~ 

"-- ,,-:--

pres.entation ot~ca~es to the Grand Jury and prosecution of-, 

persons indicted by the Grand Jury are conducted by the 

Commonwealth's Attorney's staff. 

In Louisville there is a police court prosecutor and 

several part-time prosecutors ~tlho prosecute cases in the 

Louisville police court. In the County there is a County 

Attorney's office Ttlhich, among other things ,prosecutes. 

criminal matters in the COl:~!=.y:C&irt. None of these prose

cutors are affiliatedw:lth the Corrrrnomveal th I s Attorney's 

office. 

l 
r 
i 



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

• 
/ -' - • 

.. 

• -
1 
.-11 

-

- .... 

... 

j 

,-; 

--
.;.>": 

.--"., 

'--
_. 

--

-·-·-l;, .. : " 

i·--···· lNorEs 

! 

-8-

III. BACKGROUND TO FINDINGS Ai'1D RECONNENDATIONS 

The find,j:r'lgs and recommendations in this report are 

based upon the management approach of the National District 

Attorneys Association. To facilitate the evaluation, the 

funct'ions·o£ the Commonwealth's Attorney's office were 

divided into the following three A:~as: 

1) Operations. This area pe'rtains to the maJor· functions 

investigation,intake, screenin~, diversion, Grand Jury acti-

",yit.~,es;.., pleanegqtiations, and trials. Ope:>:atiOP§,8JSO include 
~ "-.". -~ -' ' , ,- - :-.~- ~:- ",,". -

the -functional relati'"()Dships bet'Neen the CommonrNealth IS 

Attorney's office and police~ courts, co"C'rectional agencies 

and institutions, and other components of the criminal justice 

system . 

2) Adminis+:ration. This area pertains to the resources, 

procedures, . and cont-rolsnecessary to support operations. It 

includes spiice ane facilities, equipment, paper flO';-1 and file 

control, office systems,budget, and personnel management. 

" 

I 
I 
f 

i , 

i 
l;y I 

II 
L_' ___ . __ ._,,~_. __ ...... ~. -.... -.. ~.--.- ..... -.-. ".""""- -"~.-~.:.~._. __ '< __ "._, •• " ... _~. __ ._ ... _u __ •• ___ ---- NOAA J 

-.( 

I 
:J; ., 
) 
) 



r-----
-.. -9-

I 

'. 
-

• 
-,,.. 

NOTES: ' 

3) Development. This area pertains to both short and 

long term objectives. It includes staff development,antici-

pation of future caseload, special projects, and expansion of 

the Commonwealth's Attorney's role as the chief law enforce

ment officer in his jurisdiction. 

1 ________ . __ ,_"_ '--NOAA 
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IV. OPERATIONS 

In this section of the report, the Technical Assistance 

team focuses upon the Commonwealth's Attorney's operations. 

Various aspects of operations are discussed in the sub-sections 

that follow. Both findings and recommendations are included 

in the various discussions. The same format is followed in 

Sections V and VI below. 

NDAA-· 
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A. INTAKE. The following steps generally take place 

in the course of a case coming into the system . 

1. There is ordinarily a delay of seve~al weeks or 

months from the time of arrest to the preliminary hearing. 
I 

During this period, there is no system whereby the CorrnnonTtlealth' s I 

Attorney is advised of or consulted in any case. During I 
this period, cases can be dismissed, bargained, or delayed 

without the Commonwealth's Attorney's knowledge. The excep-

tion to this practice occurs if a police officer decides on 

his own co bring a case to the Commonwealth's Attorney's 

office. 

2. After a case is bound over by the lower court 

judge, it is brought to the Commonwealth's Attorney's 

office \vhere it is pr'epared for the Grand Jury. A 

secretary prepares the'cases by typing the indictment 

or charging papers and writing a brief summary of the 

case. 

I NOT'-E-S------------------

I 

--NDAA-
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3. An Assistant presents cases to the Grand Jury. 

In most cases, a True Bill is returned . 

4. After cases are returned by the Grand Jury, they 

are assigned to one of three divisions of the Circuit Court. 

In turn the Commonwealth's Attorney's office has three 

teams to correspond to the three Circuit Court jUdges. 

Cases are immediately assigned to 'an Assistant who has respon-

sibility for the case and the file until it is closed. 

L. ___ _ '--NDAA-
~ I 
tl 
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B. SCREENING. Because of the intake procedures 

described in the precedi.ng sub-section, the Corrnnonwealth's 
-----

Attorney has little control over the cases that eventually 

come into his office. The Technical Assistance team makes 

the following recommendations for the Commonwealth's Attorney 

to consider in order to provide a screening function. 

1. Grand Jury. One possibility is to establish a target 

date or time period by whi.ch cases must be prepared and pre-

sented to the Grand Jury. This would mean that police reports 

would have to be complete and witnesses located by that date . 

In addition, the case should have been reviewed by an attorney 

with trial experience who would make a qetermination as to 

trialworthiness. 

2. Preliminary Hearing. In discussing the matter of 

screening with the County Attorney, members of the Technical 

Assistance team found that it would be possible to work out 

an arrangement whereby certain preliminary hearings would be 

handled by the Commonwealth's Attorney. This possibility 

should be explored by the two prosecutors. 

NDAA-
,.,~._, ~'''_ > .... ~~.'·M~ ..... '''~''''._ •• ,'"-_~ .. ~ •.•• , .. _ ....... ,_-. .... _~.~ .. _ <! 
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3. Police. A system ~hould be developed whereby 

the Commonwealth's Attorney's office will learn "I/hich 

cases wilL ~::J;timately come to them at the earliest date 

possible. The best arrangement is to have the police 

present a matter to the Commonwealth's Attorney's office 

before charges ,are formally filed, providing a prosecutor 

with the opportunity to evaluate the case. Where there 

has been an on-site arrest, the Commonwealth's Attorney's 

office shoulg receive a complete report immediately . 

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

~------------------------,~, ----- ----NDAAJ 
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I ASSIGN}1ENT ,OF·"C-ASES. As indicated above, cases 

• which are returned by the Grand Jury are assigned to one 
I I I of three divisions of the Ci~,~:-:~~:c;.,9£tur'ii~"·.·'Thus each case t 
I is assigned to a parti~~ta.-r·:·'}udge. The Commonwealth IS 

J 

I Attorney's office ~s structured so that there are three 
"'<. ? 

teams to correspond to the three Circuit Court judges who 
/;:i,/ 

sit:Jn.--th~~three divisions. Each team has a captain who 
1.-. (,;- .. ,,~ 

';" .. is generally responsible for the docket within his division. 

1 
! ' 

I 
I 
f 

I 

I 

The Technical Assistance team recor;;:msnds that the 

Commonwealth's Attorney take steps to insure that t;lle 

three trial teams have substantially equal work loads. 

At present, the workload depends entirely upon the three 

Circuit Court judges. In the event these judges do not 
~:" 

perform at the same ratEf 0; speed, 'tne ~Norklolicf::--o:f the 

trial teams will be unequal: 

I .' b.------..: .. f- ---
INOTES: 

I 
I 
I L ____ ' ___ '" NDAA.J 
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E. PLEA NEGOTIATION. Team members found that as a 

general rule there is little uniformity in the area of plea 

negotiation. There is no uniform policy in effect among 

the judges. There is a ten day rule in the Commonwealth's 

Attorney's office whereby no plea negotiations will be 

entered into within ten days of trial. This rule is not, 

however, uniformly enforced. 

The Technical Assistance team makes the following 

recommendations with respect to plea negotiation. 

1. A uniform plea negotiation policy should be develop-

ed by the Commonwealth's Attorney, committed to ~rriting, and 

disseminated to all trial attorneys. This will insure that 

uniform plea negotiation policies are in effect for all trial 

divisions. The policy need not be unduly restrictive, but 

it should denote the perimeters within which an attorney is 

free to negotiate. Dissemination of the written policy should 

be accompained by discussions at staff meetings to insure 

it is completely understood. 

I 

NDAA·~ 
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2. Consideration should be given to a plea negotiation 

cutoff date which is tied into the return by the Grand Jury. 

For example, the Commonwealth's Attorney might set a six-week 

period after the return of the indictment. During this period, 

all motions should be filed and exchanged, and all pleas should 

be negotiated. The period thereafter would then be reserved 

exclusively for extensive trial preparation and not for plea 

negotiation. Plea negotiations would be reinstituted after 

the cutoff date only in extraordinary circumstances. 

1--.-------------------------------------.----
NOTES: 

._------------- .----NDAA-" 
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F. DISCOVERY. The Technical Assistance team recommends 

that the Commonwealth's Attorney consider implementing a 

smoother procedure for responding to discovery motions. At 

present, considerable time and effort go into opposing motions 

for discovery by defense counsel. In the long run such oppo

sition is not productive. If discovery is made fully and 

expeditiously within the limits prescribed by the rules, it 

is likely that serious plea negotiation will get under way 

sooner. 

NDAA 
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G. INVESTIGATORS. At present there are six investigators 

on the staff of the Commonwealth's Attorney. Three of the 

investigators are assigned individually to particular trial 

divisions. The other three investigators have primary re-

sponsibilities in three separate areas: extradition; white 

collar crime and fraud; warrants and parolees. There is 

no chief of the unit. The investigators have varying degrees 

of law enforcement experience. Most of them have a little 

investigative experience. The training that they do receive 

is basically "on the job." 

The Technical Assistance team makes the following recommen-

dations for the Commonwealth's Attorney's investigators. 

1. The Commonwealth's Attorney should designate one 

individual to be chief of the investigative unit. He should 

have direct responsibility for supervising all investigative 

efforts. However, the investigators assigned to any trial 

team or any other operational unit should be supervised by 

the attorney in charge of the team or unit; the assignment 

and supervision should be coordinated between the attorney 

and the chief of the investigative unit. 

l 

------·-------------NDAA~ 
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2. To assist the investigators in preparing reports 

and preparing other paper work, at least one secretary should 

be assigned to the investigative unit. 

3. The Commonwealth's Attorney should make a deter

mination of the kind of work that he wants the investigative 

unit to conduct. It is a general rule that police officers 

should investigate crimes which have already occurred, whereas 

prosecution investigators should help prosecutors prepare 

cases for trial and conduct certain investigations for the 

Commonwealth's Attorney. 

4. A comprehensive training program should be estab

lished for the investigators. This should consist of both 

in-house training and various seminars and training sessions 

held outside of the office. This training should be part of 

the overall office training effort discussed in Section VI 

below. 

L 

I 

·----NDAA~ 



ff 
! 

.. 
-

NOTES: 

: ::, 

H. CASE SCHEDULING. The Technical Assistance team 

obtained the following statistical in~?rmation regarding 

felony arr,~ts and dispositions in 1975: 

% Cases' % Defendants 

Arrests (felony) 100 5,652 100 6,500 

Dismissed or bargained 
in lower courts 62 3,537 63 4,096 

No true bill 1 90 1 104 

Indicted 37 2,025 36 2,300 

1975 Dispositions 

Plead to felony 50 1,120 

Plead to misdemeanor 24 550 

Filed away 7 153 

Dismissed 13 296 

Jury trials 6 110 

Total 100% 2,229 

According to these figures, "the intake of cases was 

2,025 plus 364 misdemeanor appeals, making a total of 2,389. 

During the same period there were only 2,229 d~spositions. 

This leaves 160 cases as a backlog. 

-'-NDAAJ 
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There are several reasons for the backlog. Some of r.he 

problem areas are within the Commonwealth's Attorney's control, 

and some are not. The bifurcated Louisville system, described 

elsewhere in this report, carries its own built-in delays. 

Team members found that cases can take up to eight mont.hs to 

get to the Grand Jury. For example, one armed robbery '("hicn 

occurred in December of 1974 proceeded according to the follow

ing schedule: arrest within one week; indictment in August of 

1975; trial in May of 1976. 

The Technical Assistance team recommends that the 

Commonwealth's Attorney do everything he can to speed up 

the processing of cases and reduce the backlog, including 

the following steps. 

1. Case-by~~e review. Beginning ~vith the oldes teases 

and working up to the most recent, such a review should be 

conducted by the Commonwealth's Attorney's most experienced 

personnel. This review should be directed towards making c. 

realistic assessment of the trialworthiness of each case and 

the likelihood of prevailing in court. 

----------,-----------NDAA 
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2. Continuances. Every time a continuance is granted, 

the caseload is effectively increased: that is, the case 

must be handled ~gain at a later date. Thus continuances 

contribute greatly to the creation of a backlog. The 

Commonwealth's Attorney and his Assistants should resist 

all continuances, except when continuance is absolutely 

justified. No continuance requested by an attorney should 

be allowed unless first authorized by the First Assistant. 

3. Scheduling. The Technical Assistance team finds 

that a possible solution to the scheduling problem is a 

system whereby cases trail one another by the week. 

According to such a system, cases are set on Monday and if 

they are not reached on that day, they are to be tried on 

Tuesday. If not Tuesday, then Wednesday, and so on through 

the week. In this way, witnesses are kept on call and in 

close contact with the office; witness control problems, 

incidentally, can be minimized under a trailing system. 

As cases appear ready for trial, then a short period of 

time before the trial (e.g., one hour) witnesses can be 

notified and brought in. Such a system requires a g~eat 

deal of coordination, but the benefit is great: cases 

v 
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can be disposed of expeditiously. With better screening, 

more early case evaluation, and implementation of a plea 

cut-off date, the trial calendar will be more "pure" and 

easier to schedule. 

• 
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I. INTERAGENCY RELATIONS: POLICE 

As discussed in sub-sections A, B, and D, above, 

Assistants encounter considerable delays in obtaining a 

complete file on a case. These delays can be cut down 

by concerted liaison efforts with the various police 

agencies in the jurisdiction. 

The Technical Assistance team makes the following 

reconnnendations: 

1. The Connnonwealth's Attorney should consider 

designing and implementing a uniform police report to 

be used in every case that will ulcimately come into 

the Commonwealth's Attorney's office. These reports 

should be turned over to the ConnnomoJ'ealth' s Attorney's 

office within 72 hours of arrest. At the end of this 

section of the report, we have includecl a sample uniform 

arrest report that the Connnonwealth's Attorney may wish 

to consider in designing a report suitable for his ow~ 

purposes. 

~------------------------NDAA-
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2. The Commonwealth's Attorney should take steps to 

have a uniform rap sheet completed and furnished to his office 

in each case that his office will prosecute. Like the arrest 

report, the rap sheet should come to the Commonwealth's Attorney's 

office automatically and in a timely fashion (e.g., within 72 

hours) . 

3. The Commonwealth's Attorney should participate in 

training police so that their work product will be as useful 

as possible to the prosecution effort. Part of the training 

should involve recommendations 1 & 2 above: the bit of infor-

mation that the prosecutor requires from police offense reports 

and rap sheets in order to be able to evaluate a case properly. 

Police training should also distinguish between police invest-

igative work and prosecution investigative work. Regular 

participation in police training will help promote a two way 

flow of understanding between police and prosecutors. 

4. The Commonwealth's Attorney should create a liaison 

between his office and the two major police agencies in the 
- , 

County,th-e-:'I:.Qulsvi·1~le~·:J)91i&e:~b.ii;1~-'ion·";"and~---the Jefferson County 

~--~-----------------------NDAA 
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One form of liaison might be a regularly scheduled meeting 

between the Commonwealth's Attorney and the police in 

order to exchange information and to plan/review train-

ing activit~es such as those outlined in recommendation 

3 above, as well as the scheduling and preparation of police 

officer witnesses for trial. In beginning a liaison effort, 

the Commonwealth's Attorney might consider developing a 

liaison with only one of the police agencies--either the 

Louisville Police or the Jefferson County Police--and then 

letting the other police agencies follow suit as soon as 

the first liaison effort is under way. 

'--NOAA 
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v. ADMINISTRATION 

Members of the Technical Assistance team found the 

Commonwealth's Attorney's office to be enthusiastic, and 

II interested in doing well. Team members find that in such 

a positive climate, needed administrative changes can best 

- - be accomplished. In the following sub-sections of the 

report, the Technical Assistance team focuses upon various - - facets of the office Administration. 

L 
NOTE::;. 

I 

-
L---------------------~-----NDAA 
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A. LINE OF AUTHORITY. 

The Commonwealth's Attorney personally provides direct 

supervision of staff members, and he attends to the great 

number of administrative details. This personal leader

ship has resulted in a positive working relationship . 

Each staff member functions as if everyone is part of one 

team. The Technical Assistance team compliments the 

Commonwealth's Attorney and his staff for their success in 

working together as well as they do. 

There are, however, drawbacks to the present line of 

authority. Administration is casual in the sense that 

definite lines of authority--who report~ to whom--are not 

at all clear. It is a general goal of management that each 

person should report to only one "boss," even though the 

entire office, regardless of its size, should certainly 

consider itself to be working for the Commonwealth's Attorney. 

The staff at Louisville is too large for responsibility 

and commensurate authority not to be delegated to certain 

key staff members. Such delegation will necessarily call 

for a definite line of authority leading from each employee 

--------------NDAA :1 
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through his or her irr~ediate supervisors on up to the 

Commonwealth's Attorney himself. The recommendations 

below are made with the acknowledgement that the Common

wealth's Attorney has achieved a high degree of espirit de 

corps by his personal leadership. 

This kind of leadership should of course continue, 

but by means of definite delegating of authority that 

will ultimately free the Commonwealth's Attorney from routine 

duties that can be delegated to others. 

The Technical Assistance team makes the following recomm

endations in regard to lines of authority and office organization. 

1. Organizational Chart. The Commonwealth's Attorney 

and his chief Assistants should draw up a formal organizational 

chart establishing definite lines of authority to include 

every member of the staff. At the end of the sub-section 

of the report, we have included a sample organizational chart 

for the reference of the Commonwealth's Attorney in develop

ing a chart suitable for his own office. A sample chart, of 

~ course, shows only one way in which an office might be 

INOTES: 
I 
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organized-there is no single chart that is a model for 

all offices. However, it is important that an organi

zational chart exist, even with the understanding that 

it will likely be modified as time goes on. Some of the 

key positions provided for on the sample chart are dis

cussed in the recommendations that follow. 

2. First Assistant. The Commonwealth's Attorney 

should consider naming a First Assistant who would super

vise the operations of the office on a daily basis and would 

report regularly to the Commonwealth's Attorney. The First 

Assistant would generally be responsible for the manner in 

which Assistants perform case intake, scree~ing, preparation, 

and trial work. The First Assistant would necessarily be 

an experienced and trusted trial attorney with real leadership 

abilities. His position would be so important and demanding 

that he would have little time to do "court" TtJork himself. 

3. Office Manager. The Commonwea~th's Attorney should 

consider appointing an individual to function as office manager. 

The office manager would be responsible for all "support" 

functions: insuring that paper flow is smooth and orderly; 

supervising the secretarial-clerical staff; collecting compre-

hensive statistics and other management data; managing budget-

1..---_________________ NOAA· 
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ary and fiscal matters. The office managel:' illay or may not be 

an attorney - some of the finest prosecution office managers 

in the country are non-attorneys. The office manager must 

above all be someone who understands both the Commonwealth's 

Attonley's objectives and good management principles, and one 

who can take charge of the support staff and functions. 

The function of office manager will complement that of 

the First Assistant. The two individuals will necessarily 

work closely together to insure that operations and adminis

tration are coordinated as well as possible. Another approach 

is to organize the administrative function into one adminis

trative unit, with one person in charge but with assignments 

divided between two or three persons: for example, personnel 

management, grantsw-riting, and program development could 

be divided. It shou14 be noted that any secretarial per

sonnel assigned to work directly with a trial team or other 

operational unit should be supervised by the respective unit 

chief. 

4. Chiefs. The Commonwealth's Attorney should revie~v 

and determine to what degree he wishes his staff to be directed 

by unit chiefs on down the Ijne. -Xhe first considera~H'-4'~----~ 

·---NDAA 
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that there be a Chief Investigator named who would supervise 

the other investigators on a daily basis and would report to 

the First Assistant. Another consideration is the designation 

of a Division Chief for each of the trial divisions., If the 

Commonwealth's Attorney wishes each Division to" have a specific 

leader, he should assign definite and clear responsibilities/ 

authority to the Division Chief. The Division Chief would in 

turn report to the First Assistant. As thesitu~tion now 

stands, the limits of responsibility and authority of the Division 

leader are not clear. The team recommends that there be 

a designated chief of each team and operational unit in the 

office. 

5. Delegation of Authority. The "Eecret" of success

ful management is delegation. By delegating authority the 

Commomvealth's Attorney can free himself from hour-to-hour 

and day-to-day problems that would otherwise consume his 

entire attention. Among other things, the Commonwealth's 

Attorney must t~ free to participate in his own activities 

with other agencies of the criminal justice system and 

community relations, as well as planning for a future of 

the jurisdiction. By delegation of authority the Corrrrnonwealth's 

Attorney will be free to do those things only be can do. 

.. ~. 
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One rule of thumb to follow in delegating a cask is this: 

if it can't be delegated, see if it really needs to be done 

at all. 

In delegating authority, the Commonwealth's Attorney 

will have to review the talents of his staff, recognizing 

that some attorneys are fine trial men, some attorneys are 

fine administrators, some are good at research, and some 

at planning--but that few professionals can do everything 

well. Though the task may initially be an unpleasant one, 

attornE'~ys and other staff people should be delegated to those 

positions where they can make the greatest contribution to 

the office. 

--,----,-- --~.- .. -, .. ,~-~--__________ .... _w __ ... --.._ ..... _ 
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B. OFFICE MANUAL 

Policies and procedures should be established and 

published in a manual. Policies necessarily reflect the 

philosophy, goals and obj ectives of the Commom'leal th' s 

Attorney. Procedures explain "how to do it" and must, 

of course, be consistent with the Dolicies . .. 

The primary purpose of an office manual is to provide 

all members of the staff with a systematic approach to their 

work, resulting in efficient and consistent handling of 

cases and other matter~. 

The manual has several secondary purposes. It can be 

used to help introduce and orient new people as well as pro

vide guidelines to experienced staff members. It also helps 

prevent morale problems, decrease confusion, and increase 

performance by clarifying policies and procedures and giving 

structure to all office activity. 

----NOAA 
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The Commonwealth's Attorney as the elected or appointed 

official, chief law enforcement officer in his jurisdiction, 

and primary office administrator must be responsible for 

what goes into the manual. However, he does not have time 

to do it personally. To assist in designing and construct

ing the manual it is suggested that responsibility and 

commensurate authority be delegated to at least one other 

person. If a committee is utilized it should be small 

enough to be functional. In any event, the CornmomoJ'ealth IS 

Attorney must put final approval on the format and content. 

Since composition of a manual is usually too big of a job 

for one person it is advisable to assign different sec

tions to different persons who have special knO\oJ'ledge and 

experience. 

Present policies, both written and ur.wTitten, are 

the primary source of material for the manual. These 

should be reviewed and compared for consistency, suffi

ciency and clarity. Obviously, any policy or procedure 

statement must be clear if it is to be understood by all 

concerned. 

~--------------------------NDAA 
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In constructing a manual it is recommended that a ring 

binder with loose-leaf pages be utilized. Material should 

be separated according to subject matter and divided into 

sections or paragraphs. One good method of indexing material 

for easy reference is to number main chapters or headings 

and use decimals for sections or paragraphs. If a section 

or paragraph needs to be changed or new material added, it 

can be done easily; one page at a time can be removed or 

added. A table of contents or index should be included. 

In composing job descriptions, it is suggested that 

each present staff member describe the position as he or 

she perceives it, and then a person in supervisory capacity 

reviews the description for consistency with the desire of 

the Commonwealth's Attorney. Any conflict should be resolved 

before the manual is completed. Participation from the 

staff will result in more accurate job descriptions being 

drafted. Care should be taken, however, not to memoralize 

in writing i.nefficiencies and bad practices; just because 

someone does something in a particular manner presently does 

not mean that is the way it should be set forth in the manual 

and performed in the future. 

------------1 
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Some prosecutors prefer to have policies and procedures 

for all staff members in one manual. Others prefer having 

a manual for the attorneys and another for non-attorneys 

on the staff. The format of a manual which works well in 

one office may not necessarily in another. A decision 

necessarily needs to be made in each office concerning the 

format which would be most advisable. 

The following may be considered in composing a manual: 

CHAPTER I. 

1. 01 
1. 02 
1. 03 
1. 04 

1. 05 

1. 06 

INTRODUCTION 

USE AND ~~INTENA~CE OF THE ~~NeAL 
HISTORY OF OFFICE 
OFFICE ORGANIZATION (include c~ar;:) 
GENERAL EXPLANATION OF OFFICE OPERATIOt'iS (those 
functions and activities of the attorneys and 
paraprofessionals in precessing cases) 
GENERAL EXPLANATION OF THE OFFICE ADNINISTR.~.TION 
(those functions and activities of the secretaries 
and other personnel providing support to oper
ations, such as file control and maintenance or 
calendars) 
GENERAL EXPLANATION OF THE GOALS, PURPOSES, AND 
OBJECTIVES OF THE OFFICE AND THE ~EED FOR EACH 
STAFF ~ffiMBER TO BE CREATIVE 

-------------NDAA 
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2.01 
2.02 
2.03 
2.04 
2.05 
2.051 

2.052 
2.053 
2.06 
2.061 
2~062 
2.063 
2.064 
2.07 
2.08 
2.09 

3.01 
3.02 
3.03 
3.031 
3.032 
3.033 

3.04 
3. 'J5 
3.06 
3.07 

-43-
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PERSONNEL 

EXPLfu'l"ATION OF POSITIONS A0/D Tr1::"SS CF pr:I<2';C~:.n~I. 
PERSONNEL~'lANAGE~1ENT 
SALARY ADMINISTRATION 
TER11INATION: VOLUNTARY A.0JD nrVOLCiTARY 
EMPLOYEE BENEFITS 
TI11E OFF HITH PAY. (holidays. vacation J s:"c,.:
leave, personal leave, jury duty, etc.) 
HEALTH AND HOSPITALIZ.ATION INSl'R.i\NCE 
WORKHENrtS COMPE;:-lSATIO;·j AND Ll'\E~lPLO'G.'1E:~1· I:;S7.·I·v\~:CE 
WORK SCHEDULE 
HOURS 
ABSENCE - - ILLNESS AND TARDLIESS 
COHPENSATORY Tn'[E 
OeTSIDE E~·PLOY1"rENT 
DECORL11 A~D APPEAR.A~;CS 
PER:;'ORY .. A.~lCE, EVALCATIG:'1 AND ='RC<J:':::~;S 
ST~A.F~i DE\lELO P::1E:~T (s: a,:!~ ::1~'e t i.:1.~ S J sr· e ~ : ~ll ~~ y.~ J.:. :'l ~. :l~~.:, 
seSSlons, semlnars and :on:eren~~s) 

LI)lES Of ;. ... CTHORITY A:·;J ~":J I~~\· !}=' C:'~~~~~~~~::=~ 

JOB DES:RIPTIONS 
FILI:~G • .!.ND RECORD ~~~:E?I:'lG S~'.3TE:':~: 
A.Dfvn:~IS'Ip,-<;TIVE COR?-3SPCXDE~~C::: :::.::S 
CRIMI~AL CASE FILES 
CIVIL CASE FILES 
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C. SECRETARIAL STAFF. 

The assignments of the secretarial staff are divided along 

functional lines which appear to be logical and effective. 

One secreta:.y functions as the executive secretary. Her duties 

include serving as the Commonwealth's Attorney's personal sec-

retary, monitoring purchases, maintaining personnel records, 

and to a limited extent supervising the other secreta~ies. 

One secretary serves as the record room clerk, maintaining the 

index cards and other records in that area. Joe secretary serves 

as the Grand Jury secretary. One secretary serves as reception-

ist in the main office. Two other secretaries are located in 

the offices across the street from the main office. 

Based upon interviews with the entire secretarial staff, 

the Technical Assistance team found them to be I.]ell suited for 

their duties. The executive secretary served as the Commonwealch'~ 

Attorney's personal secretary before he to6k offica. The Grand I 
Jury secretary has worked in the office several years and is 

very familiar ~vith Grand Jury activicies. The receptionist is 

courteous and handles the public very well. Members found that 

L---.- a~~~_~..:~-=-_ secretc:ries ::.n~=-rst,:::~ ~heir assignments and app'roach _._1 
IWHt:. ~ 
i 

-.-----NDAAJ 
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them dutifuly. There are, however, areas \vhere improvement can 

be made. 

The Techni.cal Assistance team makes the following recomrnen-

dations for the secretarial staff. 

l. The Conrrnom.Jealth! s Attorney should insure that the 

tarial staff understand the overall objectives of the office, 

including the exact role of the Cornmonwealth'sAttorney in the 

jurisdiction. A good way to accomplish this is to hold regular 

secretarial staff meetings at which both practical matters and 

long range goals and objectives can be discussed. These meetings I 
can be conducted by the office manager, with a Co~~onwealth!s I 
Attorney attending when appropriate. Heetings should have a defi-I 

nite agenda including some of the following areas: announcements 

of new policies and/or procedures; discussion of existing policies 

and/or procedures; training; announcement of office-goals; discus

sion of particular problems; conrrnendation for \vork well done;' 

suggestions. If the secretarial staff meetihgs are held on a 

, 
J 

regular basis, it will promote two-way conrrnlmication between manag -

ment and secretarial staff on vital issues. 



I ... -40-

7. A 10b descrintion. including check of£ lists ~or each 

task" should be dravm up for each of the secretar:ial posi1:ions, 

A good Tilay to accomplish this task is to ask e.ach secre. tary to 

describe one of her tasks in detail each day until her entire job 

has been fully described. Then someone from management, most 

likely the office manager, should review the job description for 

appropriateness, efficiency, and accuracy. Any discrepancies 

should be resolved. The resulting job description can be com-

piled into a job descriptions manual (possibly forming part of 

the office manual described in the preceding sub-section of this 

report) . Among other things, a detailed job description <,<]i11 

make breaking in new employees much easier. 

Secretaries should be cross-trained so that each can do 

1 
i 
1 
I 

I 

11: 

111 the job of the others: The job descriptions recommended in. the 

preceding paragraph will facilitate cross-training considerablY .. JI 

'Cross-training can be accomplished by means of rotating secretar~e 
I 

for several weeks among various positions until they have performed 
. I 

every secretarial function in the office. Hith a fully cross- I 
trained secretarial staff, absences duem~nO ;miUI1~1Inoe: sd' ;.v

t 

__ ::

1

• CaUt::'l: °tyn.' or J
l1 resignation can be accommodated with a ~ ~ ~ ~ ' .. 

I l'::. IJ At the same time secretaries will have a better understanding.2" ! 
I the overall operations of the Commonwealth's Attorney's office, ! 

~--.--. ._-"'--.-----.-----~-.-.~ ---------------------.. --- .. - ~ 
1 I 
I I 

I 
·----NDAAJ 
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and In a better posicion 

ope.nings occur. 

4. As the Commonweal~h's Attcrney indte~~es his services 

to the jurisdicSion, there will need to bei~dditional secre-
to' 

1· ..... 

tarial staff to provide the necessary supp{?rt. Accordingly, 
".;. 

the office manager should conduct an ongoiilg reviel,v of the 

secretarial work load to insure that there'is adequatE!'!staff 

to meet it. 

5 . Each and every secretary should understand 'and 

respect the policies and procedures in the offia~) including, 

the fines of authoritvt 
. _ • J New sys terns, such as file contro']' J 

,J ... ) 

... ""'~;...' r::. ~ ~-: .. _-::;.....::.:.- ~ : :~... . . 

suPPo.!'ft .D~£-':';.::t::he' ~;ecretarial-clerical sta.'ff, 

/ 

.-- J .. ' 
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D. PAPER FLOW. 

The following sequence describes the paper flow accivities 

that generally take place after a felony arrest by the Louisville 

Police Division . 

1. The suspect is booked into the Central Lock-up >vhere an 

"arrest slip" is made up by the arresting officer. It contains a 

brief description of the defendant, incidents, and witnesses. 

2. The Central Lock-up makes up a mult:iple-part arrest 

record/booking slip form. One copy of this form goes into the 

Police Court envelope TN'hich functions as the case jacket. 

3. The Police Courts envelope is then sent to the Court. 

It follows the proceedings and the defendant in the Police Court. 

4. According to 19~5 statistics, 62% of felony arrest cases 

were disposed of in the lower courts. 38% of the felony arrest 

cases went to the Grand Jury. The only document that ahmys goes 

to the Grand Jury before the hearing is the booking slip. Some-

times the arrest slip is also sent and sometimes it is not . 

L. __ _ '--NOAA 
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The Grand Jury clerk LIlakes up a case slip summary ".vhich 

-51-

is identical with the arrest slip. Generally no police reporc 

of investigation is sent over. As mentioned and discussed in 

Section IV. I. Interagency Relations: Police, there is no def~

nite form or police report. 

6 . The Grand Jury Assistant Cornmomvealth' s Attorr.ey adds 

to the file only the "case slip." This is prepared after confer-

ring with the police officer. It should be noted that the ! 

I 
CommonT~lealth r s Attorney's records clerk does make an attempt to i 

, . I obtain a raD sheet on the defendant prior to the G:-and nearlnf· 
i 
! 

7. An Assistant Commonwealth's Attorney sees a report 
I 

of the 

police investigation only after indictment and generally after I 
arraignment. After the file folder reaches the Cormnomvealth! s 

Attorney's records clerk, a number is obtained from the Clerk of 

Court and the jacket is completed. It is then sent to the trial 

division chief to whom the case has been assigned. 

The procedures following an arrest by a member of the Jefferstn 

County Police Department are simi liar to those listed above except 

~------'------------~--------NDAA~ 
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that an arrested person is first "booked" by the Clerk of 

the Quarterly Court for the purpose of setting bond. T~e 

accused person is then booked into the Central Lock-up. 

In the County, there are approximately 75 other police 

agencies which perform similiar functions . 

On rare occasions and with the approval of the Common<~leal th IS 

Attorney, police may submit cases directly to the Grand Jury, , 
Dy-

passing the Police and Quarterly Courts. 

! 
All appeals from lower courts are lodged i~ the C~rcui: Cour:l 

and tried de novo. The record on appeal is then sen: :0 ! 

Circuit Court from the lower court. Sometimes :he Ass~s:an: 

Commonwealth's Attorney receives a file folder from the lor.·ler 

court prosecutor, but this transfer does not take place wich any 

regularity. , 
I 

I 
f 

need for stanJar¥-, As the above paragraphs indicate, there is a 

\ - - ~.., " Ffi I _-'l..l..o~,.e.; 5 o~ .~ce 
. I ization of papen.;rork coming into the Corrrrrrr;.:ealth IS 

as cases come in from the various oolice agencies ana go through 

the vario~1 lower courts. At the end of the sub-section of th~:? ! 
I 
I 

report, we have included a flow chart diagraming the paper 

in cases coming into the Commonwealth's Attorney's office. I 
I ----I 
I 

1,--________ . ___ .~_ 
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E. FILES. 

-I 
I 

Although there is a file room, there is no comprehensive cenl~al 

filing system. Files are kept alphab~tically by last name of defen-

dant. As a result, one must know the names of all co-defendants in 

a case in order to locate the files. 

At present, the file room has the following files and index 

systems: 

a. Sixteen alphabetical binders for open cases on the docket. 

These contain copies of the "case slip," one for each defendant. 

b. One alphabetical binder of case slips in which current case 

slips are placed prior to inserting them in the 16 alphabetical 

binders. 

c. Alphabetical index cards for open cases. These cards contain 

case number, disposition, and rap sheet information in multiple 

copies. 

d. Closed case cards filed alphabetically. 

e. FBI rap sheet files in alphabetical order. 

f. Closed case folders in alphabetical order. 

I 

I 
f _____ g_. ____ o_P_~_p __ c __ a_s_e __ f_o_l_d_e_r_s __ . __ ._T_h_e __ se folders are supposed t~~led ____ J 
NOTES: 

----NDAAJ 
'-' 
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alphabetically, but in practice they are stacked in various 
I 

places throughout the various offices. 

The multiplicity of filing and index systems in the file room 

and the lack of centralized filing of cas.e folders creates a real I 

problem. One indication of the magnitude of the problem is as I 
I 
! 
I 

I 
I 

follows: according to the current open binders, there are some 

3,350 open cases on the docket; according to the open index cards, 

there are some 4,000 cases on the docket. \-lith this number of open 

cases, it is essential that centralized filing be established. 

I 
Considering th.e workload in the ·file room at present, it is I 

.. ' 
understaffed. It should be· noted that the file clerk spends a majorityl 

1!1 

The Technical Assistance team makes the following recommendations 

I 
I 

of her time updating the rap sheets. 

for filing. 

1. All file folders should be called back to the central file 

room and filed in that location by case number. Consideration should 

be given to separating the case folders (as ~ell as the index car@s) 
, 

into the following main categories:-aY'Open!active; b) Open/at large; 

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

.----.. --.--.--- NOAA .... ~ 
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Attorney's file numbering system. A well-designed file 

numbering system should provide at a glance the following 

kinds of information: month and year the case came into' 

the office; the accumulative number of the case in that 

year. Other inforya·tion might be included in a numbering 

system as well: trial team or Assistant assigned to the 

case; type of case by crime category; court division assigned. 

A sample number is as follows: 046-0150. This nurrloer provides 

the following information: the case came into the office 

in the month of April (04); the cas'; came into the office in 

1976 (6); the case is the ISOth case that has come intcthe 

office during 1976 (0150) Other numbers or.letters ind:L-~. __ .r 

. -" 
" 

eating trial team, t.ype of crime, etc. , can simply be added 

to .. t,he number by means of a suffix. 
-

3. The index card system should be remodeled. The 

rap sheet information TIm.; kept should be eliminated, and 

more court activity information should be provided. At 

the end of the subC"sec:t~on of the report, '..;ehave, includEid 

an index card used in another jurisdiction--the Cornmonwealth!s 
. . . 

Attorney may use it: for ,xefereIl~e in designing an index card. 

I 
I 

I 

I 
I 
l 
I 
I 

I : 
I 
I 
L t -'-" 
! 
~ , , . 
i 

I 
L 
! 



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

I 
I 
'. 

I 
I 

t 
If' 

I 

to fill his own particular needs. There are two basic 

functions that such an index card can perform: a) An alphabetical I 
index by last name of defendant (a.ll co-defendants should of coursr 

have separate index cards) which will provide the case file number 
i 
I 

I 
1 

so that the file folder can be readily retrieved; b) A status 

reference giving the up-to date status information on each case. 

As described in recommendation 7 below, it will be easy for the 
( 

file clerk to keep the status of each index card current as file 

folders are returned to central filing after each proceeding. 

4. The responsibility for rap sheet information should be 

turned over to the various police agencies. As recommended else-

where, police should be required to furnish a complete rap sheet 

to the Commonwealth's Attorney at the initial bond hearing or, at 

the latest, by the time of the first setting of the preliminary 

hearing. 

5 . be All of the alphabetical binders of case slips should 

~ar~ done away with. Central filing of case jackets plus the index 

system recommended above provide everything necessary for basic 

central records. I 
I 

r----.-------... --.-------,-.-~~.-.. --.. -.-.--.. ------.'---"""-"'~'-'-'"'' ~-.. -.. ----.-.-------.. -

rO
TCS 

1 
I 

! 
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6. Closed cases should be filed by nu ... ':1ber. T:1is ~>Jill make 

transition to dead storage easy. 

7. The above recorrnnendations w'ill eliminate fiany or these 

tasks now performed by the file clerk. Her main responsibilities 

should be as follows: 

a. Assume personal responsibility for all case folde!~s; 

This will require a check-out system whereby Assistants and 

any others needing file folders will assign an "out ca~d" 

indicating name and clate file ,.,ras removed. The out card 

will then be filed in place of the missing file. \·Jhen the 

file is returned, the file clerk will check i~ back in. The 

most effective way to insure that files are not misplaced is 
, 

to assign personal responsibility for their whereabouts to on¢ , 

individua:". 

b. Maintain current status information on the index 

cards. This will require Assistants to return case file 

folders to central filing after eve~y proceeding, and to 

indicate the current status of the case in the appropriate 

sections of the preprinted case file folder now in use in 

the office. By simply transferring the most recent status 

_! ____ ~-'"-___ '._ •• ' " ....... '_ •.•••••.•••• ". """ _.'_.' ...... _ ..... , .•• ,.,._ .... , ... _ ... ,., ... _. ____ ~ ••• _ ••.•• .,_ -0 '" _.~ •• , •• _ ••••• _ •• ___ • ___ ..... ___ .. _ 

!Nn~E<' i .. ' I .' •. l 

I 
I 
I 
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from the case file folder to the index card before re-

filing the case file folder, the file clerk 1;.;ill "auto-

matically" keep up-to-date status information cn every 

case in the index. Thus, she can also function as the 

central information source for status i:1formation or. any 

case. Telephone and in-person inquiries on case status 

can be routed directly to the file clerk. ThlS saves the 

time of other secretaries and attor:l.eys. 

c. The file clerk is in the best posicion to maintain 

many of the statistics on cases as they cone into the office 

and go through the various proceedings. The subject of 

statistics is discussed i._ a subsequent sub-section of this 

report. 

8. Consideration should be given to a second file clerk 

to work in central files. Although the above recownendacions 

are intended to streamline the present fileroom activities, it 

is essential that suff~cient personnel be assigned to chis vital 

area in order that cases can be properly kept track of and stat-

istics can be properly maintained. 

l._ .. _ .. ____ .~ __ .... _____ ._. ___ . ______ .. ____________ ~ __ -I\JDAA 
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ACTION TAKEN 

I 
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F. STATISTICS 

There is no comprehensive program underway in the office. 

The attorneys do not keep statistical records for the Commonwealth's 

Att6rney. No record is maintain~d of the~various reasons that 

the majority of felony arrest cases do not go the Grand Jury: e.g., 

poor police work, plea negotiation in lower court, bond jumping, 

missing information. Of the cases going to the Grand Jury and 

going to trial, there is no breakdown as to category of crime. 

Reasons are not quantified for nolles, nor is there a compilation 

of the results of jury trials. Priorities are not established for 

types of defendants or types of crimes. A comprehensive statistical 

program could provide this kind of information and a great deal more 

that would be of vital importance to the Commonwealth's Attorney in 

managing his office. 

The Technical Assistance team recommends that the Commonwealth's 

Attorney design and implement a meaningful, comprehensive statistics 

gathering program in his office. Presently, he relies substantially 

on the courts and police for statistical data. There should be less 

reliance on other entities for such information and more effort 

I , 

I 
I 
I 
! 
! 

I 
I 

I 
I 

I 
I 
I , 

rNcn ES~·--·----------·-----------------·------·---· ---,--"-----.-----1 
1 

I 
I 
! 

i 

l ___ ._., _______ , ________ .. , .. ____ . _____ .. ,_ I 
-f\JDAA.J 



--. 
I. 

-
... 
-

--', .'" 

.. 

-62- ·_········_·······--··1 

I 
i 
I 

! 

expended to collect the data within his office. 

The first decision to be made has to do with the kind of 

information to be collected. The Commomvealth,' s Attorney should 

call in key sta~f sembers and discuss this matter with them. The 
. '.",,, .. , 

nature of the s::at.. i.:::t::.cal information should be as follo\<1s: 

the number of cases cooing into the office during each accounting 

period; the kinds of cases involved; the number of defendants 

involved; the age of cases; the length of time from indictment to 

final disposition; the number and age of pending cases; activity 

within each criminal division of the Circuit Court; the activity 

of each attorney on the staff; the number and kir.ds of matters 

being handled by the investigators; the disposition of the cases. 

After a decision is made as to the kind of data needed, forms 

should be designed for data collection. Then, the most appropriate 

points in the office for collecting data should be identified. As 

indicated in the preceding sub-section, the file clerk is a likely 

individual to do at least part of the data collecting. The people 

who are ultimately assigned to collect the information should be 
I ~ . 

l adequately instructed. 

I No·r-~;:---------------~-
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The overall responsibility for a successful statis-

tical data collectio~ effort belongs to the person who functions 

as office manager. He or she should ensure that the data 

given to the Commonwealth's Attorney for his reference is in 

very manageable form. The Commonwealth's Attorney ought 

not have to go through piles of paper to extract the data 

he needs; 'the extraction$~arid··econclusions should alreadv 

be made for him to use as management toola. 

.,' 

Although a comprehensiy.~ prosecution management infor-

mation system is of gr~at importance to the Corrnnon\vealth' s 

Attorney in managing'his office, his present caseload of 
/"j' 

. ",-~--

2000-:-2500 cases per year does not justify an automated 

processing system. If the Commom·/ealth's Attorney takes 

over the Quarterly and/or the Police Court's preliminary 

hearings and sets up a screening system, he may find auto-

mation advisable; since his caseload will then be 6500 

per year. Before this can be determined, however, some 

understanding of the caseload, attorney requirements, and 

priorities to be established must be reached. 

Toward this end, the Technical Assistance team recommends 

that immediate steps be taken to establish a manual system 

I 
'l 
I 
I 
; 
1 

I 
1 
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At the end of this sub-section of the report, the 

team has included a model statistical gathering form that 

the Corrnnomveal th ' s Attorney may consider in designing 

statistical gathering forms for his own purposes. This 

kind of form can be used by both attorneys and the file 

clerk. On a daily basis, a mark in any box on the grid 

can simply count for one activity. At the end of each 

week, the daily counts can be compiled onto one form 

for that week. The same procedure can take place monthly, 

quarterly, and yearly. These repores can be forwarded 

to the First Assistant and the Commonwealth's Attorney--

they need not be involved in the day-to-day statistical 

gathering operation. As the statistical gathering system 

is implemented and develops, case and work patterns will 

emerge that will provide valuable management information 

(e.g., whether burglary filings are up or dOwTI from last 

year, what the rate of case~ coming in from the various 

courts is). 

For a point of information and reference, the Technical 

Assistance team is including one more set of information 

at the end of this sub-section of the report. This infor-

j mation includes copies of forms used in the District ~ 
! 

~. ----*ttorney-Ls-o£f±C·e--E-a-st-Baton-Roug-e-P·ari-s-h~he_s_e_forms--·---· 
!NOTES: ' • 

I 
L ______ . ____ . _____ . ____________ . ___ . ______ f\JDAA-
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were developed specifically for that office, to be used 

in a very highly developed manual information system. 

They are designed and constructed on a grid format, 

the mode which experience has proven to be the most effec-

tive. The first of these forms provides a great deal of 

I information about felony cases. The categor.ies of offenses 

are listed on the left hand column and the activity ele-

ments are listed across the top. In the column entitled 

"No Bills" there are six different reasons that can be 

given; the number of no bills for each reason is posted. 

In the next column the number of bills filed is posted. 

The pleas of guilty are divided into two categories: 

as charged and to reduced charge. The numbe= of jury 
I . 

trials is divided into three categories: conviction, 

acquittal, and mistrial. There is a column to record 

data regarding dispositions pursuant to non-jury trials. 

As. can be seen, there is provision for a variety of other 

information, including continuances and nolle-prosses. 

Data can be posted as to the reason for continuances 

and the number of continuances for each reason. The same 

is true for nolle prossed; the number of cases nolle prossed 

can be posted according to the reason for such disposition. 
~-.~--.---.-- .. --.-.-.-~.-.---.. ------.-----. ---'-_ .• "---"- '.-------- ... ..---.•.• --... ---.--- ."'-----1 
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The last column provides some data regarding sentences. 

Across the bottom of the form, there is provision for 

totals, first for the various categories, and then for 

the grand total of each column. 

The next exhibit is a copy of the instrument used 

to collect the same kind of data for misdemeanor matters 

as was just explained for felonies. 

The next page is a copy of the form used to collect 

data regarding juvenile matters. It is designed basically 

in the same way as the forms used for misdemeanors and 

felonies and adult cases, but has columns for information 

specific for juvenile matters. First of all there is a 

column for the number of cases received. The next column 

uses specific information about cases no-billed. Then 

there are other columns, as can be seen, for other reasons. 

Obviously, an instrument for juvenile activity in the 30th 

Judicial District of Kentucky would necessarily have to 

be tailored according to the processes in that jurisdiction, 

L __ ._ .. _~_. -.---.--------- NDAl-\J 
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It is evident that many other statistical gathering 

instruments could be constructed according to this format. 

These models should give the Commonwealth's Attorney a 

firm idea of what a sophisticated manual system can 

accomplish. 

NOAA 
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G. CASE INVENTORY. 

As recommended in an earlier section of this report, an 

immediate inventory of all cases on each court docket should 

be made and compared to the clerk's docket and the ODen cards. 

The Commonwealth's Attorney should also consider having his 

trial Division Chiefs do a monthly case inventor7 of all cases 

on their dockets on a continuous basis. In order co perform 

the inventory, a form should be designed with colunms to provide 

the following kinds of information: 

Case Number 

Defendant(s) 

Dace of Indictment 

Charge 

Status: jail, bail, at large 

Next action date 

Purpose 

Number of days since indictment 

INOTES 
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H. EQUIPMENT. 

Office equipment is up to date. It includes el~ctric type-

writers, two automatic typewriters, dictating equipment, and a 

copying machine. However, staff members need more training in 

the use of this equipment. 

The Technical Assistance team recommends that the Commonwealth's 

Attorney and his staff, in particular the office manager, determine 

the manner in which their equipment resources can be used most 

effectively. The automatic typewriters, for example, are presently 

used only a portion of the time to their fullest extent. These 

machines are not used to capacity because no one in the office has 

1) analyzed the 1;vorkload to determine the kinds of typing jobs that 

can be best handled by the automatic typewriters and 2) designed the 

flow of work accordingly. There are a number of tasks that automatic 

typewriters are suited to do. One category of work suitable for the 

automatic typewriter is the form letter which is too important to 

run off on a duplicating machine or to design as a form with blanks 

to be filled in. Many letters fall into this category: letters to 
I 
I 
! I particular 

} .. -... ~--. _. -.""-' "-.. --~,. 
members of the community (e.g., local merchants); letters tol 
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other agencies of the criminal justice system (e.g., police depart

ments); letters to members of the judiciary or the defense bar; 

letters to governmental officials. Another category of paperwork 

suitable for the automatic typewril:er is the long document: briefs, 

memoranda, and tracks, etc. Because of the ease with which cor-

rections, additions, and deletions can be made to such items while 

they are in the process of being revised, they are best done on 

automatic typing equipment . 

The office manager should also be delegated with responsibility 

to ensure that full use is made of dictating equipment. If properly 

used, dictating equipment can pay for itself by saving considerable 

time for both attorneys and secretaries. Often, however, office 

staff need to be instructed and encouraged to utilize the equipment 

because they are not in the habit of doing so. 

t-------------,·--~-· .' .. -..... __ .. _-_ .. __ ._-_ ... __ . -.--.. ---.-.-.----.-------.----
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I. PHYSICAL FACILITIES. 

This sub-section focuses on the optimum use of the 

space being made available for the Commonwealth's Attorney's 

Office and recoIT~ends some short-term improvements that 

can be made in these faciliti.es. 

It is clear that a great deal of detailed planning, 

regarding space, interior design, and furniture selection 

has been invested in the Hall of Justice facility. As 

a general location, it will promote a great improvement in 

the functioning of the Commonvleal th' s Attorney's Department. 

The image of the Office will be enhanced, and the proximity 

to judges and courtrooms will be very beneficial to the 

attorneys. It was noted, however, that some problems of lay-

out iIT'the facilities do exist, as outlined in this sub-

section; some immediate short-term improvements are there-

fore suggested. 

The following paragraphs define the facilities to be 

provided for the Commonwealth's Attorney. 
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1. Present Personnel. The present office comple

ment for the Department consists of 17 attorneys and 

18 support personnel. Details of personnel distri-

but ion and basic requirements for a functional environ-

ment for each type of employee are as follows: 

Title 

Commonwealth's Attorney 

First Assistant 

Division Chief 

Full-time Prosecutor 

Part-time Prosecutor 

Office Manager/Secretary 

Legal Secretaries 

General Secretaries 

Receptionist 

Detectives 

Records 

No. Required 

1 

1 

3 

7 

5 

1 

3 

4 

1 

7 

2 

Remarks 

Needs office with 
Conference table, 
has frequent Visitors, 
needs private powder
room 

Needs office with 
space for visitors 

Same as 1st Assistant 

Offices with space 
, for visitors 

Need offices) either 
with space for 
visitors, or access 
to conference/meeting 
rooms 

Needs enclosed space 
with view of secre
tarial pool 

Need desk space for 
private filing 

Need desks and space 
for Mag-Card machine 

Desk overlooking 
entrance 

Chief needs office, 
others could share 
space; need filing 
cabinets and access 
to conference room 

Need private" lockable 
room in central 
location 
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2. Existing Facilities. The offices currently 

being used by the Department are generally in two locations: 

in the old Courthouse annex (in two different areas) and 

in the recently completed Legal Arts Building. Working 

conditions and general efficiency are affected by the con

ditions existing in the old Courthouse complex; the central

ization of the Department into one location in the Hall of 

Justice will rectify some of these problems. The major 

problems with the existing conditions are as follows: 

a. Fragmenting the office into different locations 

creates a series of communic?tion difficulties for the 

attorneys, intra-departmental stafn, and visitors to the 

office. 

b. The lack of private offices for the majority of 

prosecuting attorneys is a hardship for them as well as 

for their visitors. Although the attorneys spend much of 

their time in court, they co need a private space to prepare 

for court appearances. 
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c. The lack of adequate facilities to organize, 

store, and retrieve documents causes inefficient use 

of personnel time. 

d. The law library, on the second floor, i.s also beir-g, 

used as office space for attorneys, and it is poorly stocked, 

It was noted that it is not desirable to have the prores-

sional staff absent from their point of operation in orde~ 

to use a library for even an hour or two of research. The 

lack of an adequately maintained and locaced law library is 

further reducing the efficiency of the prosecucing attornevs. 

3. Space and Location Requirements. In order to house 

the entire office in one area, the following net space and 

facilities would be the absolute minimum condi:ion for 

today's level of staffing, not allowing for any substantial 

increase in workload, opening of new divisions, or addition 

of attorneys or support staff. These space scandards stem 

from comparative analyses of other Discri.ct Attorneys' 

facilities. 

~---------------------------------INOTES 
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Approximate 
',- No. Sq.Ft. Total Net 

Room or Space Required Each Sq. Ft. Required ! 

... .- Commonwealth's 
Attorney's Office 1 300 300 

- First Assistant's 
Office 1 200 200 

I - Division Chief 3 150 450 

Full-time Prosecutor's 
~- - Office 7 150 1050 

Part-time Prosecutor's 
Office 5 120 600 -

Conference Room 2 200 400 
(reconnnended) 

Library 1 200 200 
(could be 

-- one of 
conference 
rooms) 

- Office Manager/ 
Secretary's Office 1 150 150 

Legal Secretary's 
Office 3 50-125 150-375 

... ' 
- -- General Secretary's 

Office 4 50-125 200-500 

-- Receptionist/Waiting 
"'- Room 1 300 300 

Detectives Room 1 400 400 
Il~ 

Records 1 250 250 

r-- ~ General Storal"e 
and Refreshment Area 1 200 200 

----
Total Net Space 4850-5375 Sq. Ft. 

,~- Addition for Circulation 25% 1213-1344:'G. Ft,,' 
'1 

Total Gross Area Recommended 6063-67193q. Ft. 
~ 

(does not allow for male-female restrooms, 
lounge, or toilets) 

~ 
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From experience with prosecutors' offices in other 

jurisdictions, a conservative growth factor of up to 50% 

could be expected in the next five years; for planning 

purposes, then, a total space allocation should consist 

of at least 9095-10078 sq.ft. for the Department. 

4. Criteria for Evaluating Plans. It is recommended 

that the following criteria be used as a guide for the eval

uation of detailed layouts for the Commonwealth's Attorney's 

offices: 

a. The need to keep the Department in one location 

for greater efficiency in attorney communication, inter-

action, use of library, and access to records. 

b. The need for easy public access and especially 

witness access. 

c. The need for private offices for attorneys in the 

immediate and foreseeable future. This requires allocating 

unassigned space for future growth. 

d. The need for adequate clerical, court, storage, and 

conference room space for tba Departrnent_ On the latter-ita~~,----I 

--NOAA 
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it is further recommended that at least two conference 

rooms should be provided. One should be large enough to 

accommodate the entire professional staff, and one could 

be used also as a library. 

e. The need for attorneys to have relatively easy 

access to courtrooms, judge's chambers, and related spaces. 

f. The need for the Office to present a public image 

that is consistent with the dignity of its function both 

in the judicial system and in law enforcement activities 

of the court. The interior environment should provide 

adequate functional space for the prosecuting attorneys to 

work in private and to hold witness interviews away from 

distrE'.ction. 

In the following paragraphs, the Technical Assistance i 

team discusses the facilities to be provided to the Commonwealth's I 
I 
f 

Attorney and recommends short-term improvements in those facil-

ities. I 
1. Facilities in the Hall of Justice. A gross floor area 

of approximately 4320 sq. ft., based on measurements from the 

project architect's drawings, is being prepared for the 

;...-.~--.. .--------------------.-- .. -.--.... ----.---.--- ------1 
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Commonwealth's Attorney's Department on the second floor ! 
of the Hall of Justice facility. At the time of the 

Technical Assistance team's visit, the furniture was being 

moved in, and the space was virtually ready to be occupied. 

The layout of this portion of the second floor has a public 

waiting and reception area, and an open space for secretaries, 

with a screened off area for the secretary/manager. Assigned 

offices are provided for the Commonwealth's Attorney and the 

First Assistant. There are also small, unassigned offices for: 

14 other ~ttorneys. Support facilities include a combined 

conference room/library; an area for the detectives, with a 

private office for the Chief; 3 file rooms; and a female toilet. 

It was pointed out to the Technical Assistance team that 

space could also be made available for use by the Commonwealth's 

Attorney on the third floor of the Hall of Justice (the Grand 

Jury space). This space consi~ts of a waiting area, two offices, 

two toilets, and a conference room, with a gross area of approx

imately 1607 sq. ft. 

2. Facilities in the Legal Arts Building. In addition to 

the above facilities, space has recently been rented in the 

Legal Arts Building, primarily for use by the Career Criminal 

-.-.--------------------------- J\lDAA·_L-
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Bureau. This space consists of 12 rooms or spaces of 

various sizes, and a gross floor area of 3,000 sq. ft. 

(this area was taken from the Lease Agreement) . 

3. Summary and Comments on Gross Floor Area Available. 

From the above, it can be seen that the following gross areas 

are being made available to the Commonwealth's Attorney's 

Dep:lrtment. 

Hall of Justice 2nd Floor 

Legal Arts Building 

Hall of Justice 3rd Floor 

Total 

4320 Sq. Ft. 

3000 

1607 potential space 

8927 Sq. Ft. 

If the total facilities provided 'iv-ere immediately 

contiguous to each other, and in close proximity to the 

courtrooms, it would appear that the Department would not 

experience rn.ajor space problems in the next few years. 

However, with approximately 30% of the space in another 

building and with a portion of the remainder of the space 

potentially on another floor of the Hall of Justice, a manage-

ment problem is created for the Department in maintaining 

communication and contact with the attorneys . 
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The original intention of the provisions ~ade for 

Commonwealth's Attorney in the Hall of Justice complex 

to provide sufficient space in one area to allow the Department 

to expand for many years. HO\.Jever, in common "'ivi:h ::iaI1Y juri.5-

dictions, the office has gro\\TI1 at a more rapid ra::e Lhan a:-:::'-

cipated and major legislative changes have occurred. Such 

changes require both greater overall space and, to a certai~ 

.~ extent, space that is laid out vlich a different: eIT.:'l:;as:.3 ;:::;a:l 

that envisioned by the original planners for the fac:'licy. :h~ - most obvious example of these changes in the operacion of :~e 

Department is in the office facilities provided for the attor~eys., 
-~ 

These offices are approximately 60 sq. ft. in area a~d were 

-~ originally intended for work areas for parc-ti~e orosecu:or3. 

With the present size of the department being 17 attorneys, l~ 

- of whom are full-time appointments, it is clear eta: the bu~k 

of these attorneys will need a larger office space than 60 s~.ft. 

each. A s tra.tegy is proposed i:1 this report for dealing in part 

with the short-term problems posed by this situation, realizir.? 

the fact that since the space is already finished, any uajor 

changes in this layout would be costly and would delay movin~ 

the Department into the Hall of Justice Facility for many weeks -
at least. 

-

.. 
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4. Recommended Strategy for Short-ter:!l Improveme:1ts. 

The following series of assumption,:; have been !:lade in 

making recommendations for using the available facilit.:ies 

at their optimum: 

a. Management and direction of the Depart:::e:1c , ,. 
s ~cu_ .. : 

be headquartered at the second floor 10cati0n. The C0C1r:;0r~'~:eal ;.:';' oS 

Attorney, his First Assistant, and as :nany of ::helt..tornc';s il~ 

possible should be located there, 

b. Wherever possible, attorneys -;.;ho are loc3:ec else-

fN'here s:10uld be organized into management un:"ts tna:. do :::()1" 

require fr~quent contact with the main core grou?:0f ~he 

Department. The Career Criminal Bureau is a good eXa~ple 

of this type of management unit. 

c, Th '. -,. 1 . l' 1-,' , e mlnlmum or pnyslca_ remoae_l::g S,.OU .... Cl be under-

taken, both to reduce initial capital expenditures and in 

anticipation of the continuing climate of change, which is 

liable to create the need for further reorganization of 

personnel space. Given the above constraints, the following 

improvements are recommended for the Hall of Justice 2nd floor 

location (see the figure at the end of this sub-section): 
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VI. DEVELOPHENT 

1 

I 

In this se~tion of the report, the Technical Assiscance team 

addresses those areas of planning and program development that 

are the unique responsibility of the chief prosecutor. 

f\JDAA~J 
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a 
A. ROLE OF THE COt1HOmmALTH' S ATTORNEY. 

1- • 
The Commonwealth's Attorney should take steps to ensure 

I 
-a that his function is that of a planner and manager not only 

for his own office but for the criminal justice system in 
..... - the jurisdiction generally. There are a nllillber of vlays to 

accomplish this, many of 'Nhich are discussed in this report. 

As described in an earlier section, the Corrrrnonwealth IS .Attornev 

L.. - --- should make more efficient use of his time by delegating 

authority. Up until nm.], he has been available to virtually - anyone and everyone. Some of the liaison work with police and 

f.--.--
- -- contact with citizens should be delegated among the s~aff. 

--- In terms of being a manager, the COJ~onwealth's Attorney 

should undertake a study of the principles of admi~iscration. 
;. - -- He should learn the cerminolog:/ and precepts of the field 

--- (e. g.) management by obj ec tives, t~e Blake/>routon manager ial 

grid). The COITJI;1onwealth' s Attorney should al~vays be on the 

--- lookout for better ways to organize his office. One means 

of obtaining relatively detached managerial advice is to 

l -- schedu.le a "retreat II for aa afternoon, day, or weekend to 

r- --
l 

---



-93-

work with key staff members upon common management problems. 

The Cornrnonwealth 1 s Att.orney shou.ld also consider management 

courses/ seminars sponsored by the NDAA, the )Jational College 

of District Attorneys, and other professional groups. Courses 

are available both for chief pr()secutors and :.c2Y staff members. 

Program development is one area of management that the 

Commonwealth IS At-corney should giv(! considera':Jle thought to. 

Team rnember3 noted that relativelv fe';v fec.eral 2rants have 
J ~ 

been awarded to the City of Louisville. T:ms :he chances of 

obtaining grants ought to be good. 

bilities are discussed in a subsequent sub-section of :his 

repor::. 

In assuning a leaders hiD Dositian in the criminal lustice . , ~ 

syseem, the Cornr.lOmvealt~ IS Actornev should c::msi(].er f1..!nctioning 

as a'CJS spokesman. The public does not unders::and the £i:-:o 

distinceions between the various elements of the crimipal justice 

system. Someone must lee them knOt..j, and the Commom"ealc:-l's 

Attorney is the most likely individual. 

._-{ 
I 
I 
! 
! 
I 

I 
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The Commonwealth's Attorney should also include the neciia in on 

his plans for his office in order that they may infcrm the public 

of the innO"tlations he is making i'n the office. P-... t the sanTe t:'I:1(: 
\ 

he should ""keep an ear attuned to feedback from the community. 

The leadership role discussed in the precedi~g paragraphs 

is a demanding one, and it requires considerable time. T~is is 

the over-riding reason that elsewhere in the ~eJort ~here are 
4 " 

so many recommendations made concerning '"days that the Corrrrnom·,ea.lth l s 

Attorney can delegate relatively routine macters co mer.1berS 0: 
his staff. Only in this way can he free ",. , -nlmSe.Lt to perforC1 

leadership role in the criminal justice system that he alane can 

play_ 

..... ' .. ::-

.~- " 
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The Technical Assistance team recommends that che CCli:m10nwe.a1.th'~; 

Attorney compose a comprehensive masterplan for his enti:!:'e o:fice. 

He should invite participation in the development of th.e plan by 

members of his staff, particularly those in supervisory positi()r~.3. 

One method of gathering resource material for the plan ::"2 to 

assign a particular individual the job of collecting i:-Lformat:,c~l 

on various programs being conducted by prosecutors throughout the 

nation. These progr~ms can then be reviewed for possible a~a?t-

tation and implementation 1.:1. Louisville. 

The masterplan should include both long and short range 

obj ectives . Virtually every .recon:nnendation Dade in ::his rerort 
. . 

is suitable for inclusion in a mas terplan. The plan shou:ld be 

accompanied by scheduled seeps that will meet each objective, 

as well as a logical timet.ab le. This 1,7ill allo';-] the ComTIom'7e':'1.l th J s 

At:torrtey to assess his progress t01;vards meeting obj ectives. 

Ultimately the masterplan will alloH the Commonwealth's Attorney 

to address himself systemat:ically to every aspect ,- '1 ~ '-..r:. . 
0;:: filS OLl..lCe 

operations and the criminal justice system . 

; ... -'. 
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propose a goal 'thdt" s~rious -,' 
".', 

",Jill be. disposed of as quickly <:tnd effectivel:; 

This goal ~.;ould call for specif+c tasks: e.g., to defi:1e ~h.'\ 

cases to be considered "serious'll; to drm·;! up 3. list: of trh)Sf: 

cases; to escablish procedures ~or regularly Ldentifytn~~ 

such cases as they co~e in; to have those cases assigned :0 

:~e effecti~eness of 

t:he :future. 

a. time 

hm.; much had been 
,":,/ .,. 1 • 

,8 C cernp 1 ::. s ::ed, 
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C. NEH PROGRAHS. 

The Technical Assistance team recognizes thae the 

Commonwealth's Attorney is doing much and recormnends that 

he maintain a high priority on developing new programs in 

the office. The following list of possible programs is 

given as an indication of the kind of program he should 

consider. Specific information in any of these areas can 

be. furnished by the National District Attorneys Association 

upon request. 

1. Victim ~.Jitness Assistance. There is a need to plan 

more for the accommodation and preparation of the witnesses 

for their participation in the various court proceedings, as 

well as to provide comfort and protection to the victims and 

witnesses. The NDAA Connnission of Victim Hitness Assistance 

can provide a good deal of information on such areas as 

accorrnnodation, preparation, notification, etc. 

I 
I . . 
~ .. ----.-.-.-.,-.. ---.. -.. - ...... _ ....... _-_ .. _ .. -.. -.--.... -"'. ~_._-_ .. _ ... __ ._ .. _. __ ._---_ ..... -_ ... __ .. _ .... _--_ ... ,. ._ ......... _---_ ... ---- .. _- . _ .. 
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1...-- - 2. Legal Interns. The Commonwealth's Actorney shoalc. 

~ -- • 
consider utilizing legal interns from local law schools· 

among other things, a legal internship can provide a sou~ce 

• of future Assistant Commonwealth's Attorneys. Interns 

could be assigned to each trial team and each operational - unit, and should then be included on the organizationa: 

&. ---
chart accordingly. 

.. 3 . Self Technical Assistance. The Comcom<leal!:.h' s 

Attorney should consider a program ';'lhereby his of:ice - condicts its OtNn technical assistance on a regular bas~s 

-- This would ~nclude following the paper :low ~hr8ugh ~he 

office to check for . .c ,- .. . :!..ne.!.Il.ClenCl.es. Even the s~alles~ 

- items (e.g., having the attendance shee~ simply no!:.e 

those who were absent) can be real timesavers over che -- long run. 

---
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D. GROwlH AND RESTRUCTURE. 

In the event the Commomv-ealth' s Attor:ley assumes r~1-

sponsibility for the Police and Quarterly Courts, his office 

will be faced with an additional burden of over 3,500 cases. 

The office is not prepared for this burden either in te1~:ns 

of personnel or space. 

The Technical Assistance team recommends ::::'iil:: :.he c.)cr;;on-

wealth's Attorney consider restructuring his office along t~e 

lines described below in the event he assumes respor:si..bili::y 

for Police and Quarterly Courts. The followin~ steps are 

recommended. 

1. The First Assistant should ~e re~ieved of his :rial 

duties and his responsibility for super~ising on~ 

2. Each Trial Division should be re-organized 50 ~hat 

it is composed of one Senior Assistant and one Junior Assiscan: 

or, alternatively, twO Senior Assistants per Division. 

Divisions would then be supervised by one Chief of Trials. 

NDi\A 
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3. The Assistants made available under recommendation 

#2 should be moved to the Quarterly and Police Courts. 

4. Each Trial Division would have two legal interns 

assigned. They would handle misdemeanor appeals. 

I 

J 
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E. TRAINING. 

The Commonwealth's Attorney should establish an in-

house training program for his staff. The program should 

include basic training for neT,.;r Assistants and advanc~si 

training for more experienced members of the staff. It 

is appropriate to delegate responsibility for the training 

program to one individual. 

A good way to develop an advanced training program is 

to solicit topic areas from the entire staff as ~o areas 

in which they would like to receive more traini::1g. Then 

an agenda can be drawn up. The advanced training sessions 

can take the form of lectures, demonstrations, discussions, 

or a combination of the three. 

The individual assigned to responsibili:::y for training 

should also keep abreast of the various training conferences, 

seminars, and programs available \vithin the sta':e and else-

where around the nation. '\.Jhen any Assistant is sent to such 

a program, he should be prepared to report back and share -.:vhat 

I 
j 

I 

I 
... NOAAJ 
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F. SPACE DEVELOPME~T. 

< i 
As was seen in the sub-section dealing wi~h physical 

j 

facilities, departments such as the C0I11Il10m.;ealth t S Attorney' 2. 

I will need a great deal of management skill to cope with 

I 1~ 
their demands for increased or re-configured space util:·, 

zation. Since space will ahvays be at a premimum, the 

r Technical Assistance team recommends that management pl:m.Tl~s;;:: 

time be devoted,not only to the deployment of personn<.:l. 

but also to the develooment and use of space. 

The fe':'] minor physical changes recorrrmendec in thi~ 

~eDort should also 
• - "I. . 

s~rve as a reminder that the Hall of 

Justice 'facility must be capable of adaptation ::ochangi::g 

conditions and r.earrange::nent, oarticulari v in ;:he office 
'-' . -' 

and support areas of the Commonwealth's Attorney's Department. 

I 
':'.< 

I 
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j G. PROGRESS REPORT. 
All 

.' II , 

I II 
Associat:ion had occasion to visit the Commom.;eal~2' s 

Atto:r;T~ey's Office in che later pa.rt of August, 1976 a::'L:', 

I II inter alia, reviewed the status of che office and the 

progres~since !:he initial'Technical Assistance visit 

I reported herein. 

and members of his 

are definitely COll!IT1.:i_tted to improving e'lery aspect and 

?hase or the o£fic~. They are diligenc in gatheri::.g infsr 

mation about various proj ects and prograI:1S fQ1..lnd t'.) be 

effective in· Pr08ec'l~tors'·'!;f£ic.es 

They have also been extraordinar~ly a~tive in inviting variaus 

":t" peop Ie to· their office co make sugges ciens 1:0r~.:::lDrOVemem:; . 

For example, in 'addition co the ~qa.tional Jistrict Atcorne?s 

~ 
II regarding the career offenjer program. 

II 
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It is also apparent that the Commonwealth's Attorney 

has been implementing many recommendations for improvement. 

One of the most obvious areas has to do with the organi-

zational format. He has accepted the concept presented by 

the Technical Assistance team and implemented it by desig-

nating a First Assistant who funccions as such and by de$ig-

nating certain unit chiefs to supervise various functional 

operational units. He.has delegated certain responsibility 

and commensurate authority to each of these chiefs. There 

is a highly developed line of authority and chain of cOIT~and, 

allowing the Commonwealth's Attorney to do many chings that 

only he can do, things which he did not have time to do 

earlier when he was trying to do everything himself. 

There are ne1;v programs either in effect or in advanced 

planning stages. A career offender program has been imple-

mented. An Economic Crime Unit, a Prosecutor's Information 

System, and a Victim-Witness Program are in advanced stages 

of planning . 

Many tools for better management have been adopted, 

including an improved approach to statistical gathering. 
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The Commonwealth's Attorney and some of ~he ~embers 

of his staff take a very active part in reaching out iuto 

the community to inform and involve more people about the 

Criminal Justice System. 

Also, the office has taken on some new areas of re-

sponsibility, such as handling all felonies in the Police 

and Quar=erly Courts. 

In summary, the Technical Assistance team cOIT~ends che 

Commonwealth's Attorney for his interest and dedication and 

encourages him to mai~tain his momentum for progress. 
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VII. CONCLUSION 

The findings anG recommendations in this r~?ort are pre~e~ted 

~.;ith the realization that the COfl' .. l1om.;realth IS Attorr..ey has al:::eady 

accomplished a great deal, and that he ~as present plans fo::: ~~tur~ 

improvement. The Technical Assistance team complL:lents 

achievements. 

The recommendations in this report are :TIade 1.1 .... reference: co 

the objective of the National District Actorneys Association- :~ 

assist the local prosecutor in assuming his pro?er role as che 

chief law enforcement officer in che criminal justice syscec. 

The National District Atcorneys Associacion appreciates the 

opportunity through the Technical Assistance program ~o assist ~te 

Commom.;realth IS Attorney in improving ::he quality or Drosecu:.:i.on 

management . 
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