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DESIGNING A JUVENILE JUSTICE
INFORMATION MANAGEMENT SYSTEM

Philip W. Harris, Ph.D., Department of Criminal Justice, Temple University
Allan M. Collautt, Ph.D., Allan Collautt Associates, Inc.
Duane A. Harris, M.P.A., Allan Collautt Associates, Inc.

1. INTRODUCTION

This report outlines the results of & study conducted jointly by Temple University's
Department of Criminal Justice and Allan Collautt Associates, Inc. at the request of a
group of Philadelphia juvenile justice policy makers. Its overall aim is to facilitate the
development of a system for creating, assembling and making available in a timely manner
information that satisfies the goals and needs of juvenile justice decision makers. This
study constitutes an interim step in this system's development. Importantly, it addresses
specifically ways to share information across agency boundaries.

1.1  Project Objectives

In 1990, the Juvenile Justice Operations Cocrdination Group, then called the Juvenile
Justice Policy Group, issued a mandate to Jesse Williams, Deputy Director of the Division
of Juvenile Justice Services, Department of Human Services, to develop an automated
information system that would permit timely access to policy relevant information.
Moreover, since it was recognized that the agencies of the juvenile justice system are
interdependent with respect to decisions made about individual cases, and that policy
changes in one agency can affect other agencies, it was seen as desirable that the
information system previde for information sharing across agencies and analyses of
data from different agencies.

Initiation of this effort stemmed from a formal agreement among the agencies of the
juvenile justice system in response to recent (Castille) and earlier (Santiago) litigation
regarding overcrowding and conditions of the Youth Study Center (YSC). Because the
YSC does not control its own intake and discharge, it was necessary that population
control efforts involve the other agencies.

Figure 1 illustrates the dynamics of the Youth Study Center from a systems perspective,
focusing only on the number of cases being processed through the courts. The number of
juveniles arrested is determined by interactions among actual delinquency rates, police
policy (e.g. the change from centralized to decentralized, community policing), and police
resources (e.g. the number of police officers available to respond to calls). Next, charging
decisions produce a charging rate {(number of cases charged relative to number of arrests).
These decisions, too, are affected by policies that include the option of diverting some
cases to the Youth Aid Panel program. Charging rates then produce a number of cases
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SECTION 1. INTRODUCTION

charged. These cases are then handled by the Court Intake Unit, which, by means of
applying policies pertaining to detention placement, decide which cases are to be placed at
the Youth Study Center (approval of this decision by the Family Court Master or a Judge
is necessary within a fixed period of time), producing a detention rate (number of cases
detained relative to the number of cases charged). This detention rate produces the
number of cases forwarded to the YSC for detention.

Once placed in the YSC, removal is determined by both a disposition (judicial) decision
and administrative actions to move the youth to another location, either in a juvenile
program or back home. As with Court Intake Unit decisions, dispositions are affected by
the number of youths charged with delinquent offenses. Since the number of youths who
have disposition hearings is likely to be the same as the number of youths charged, the
disposition rate should be near or at 100%. Consequently, it would appear that, given
consistency in court resources (i.e. the number of judges available to hear cases), the
number of youths charged is more critical as a cause of shifts in the YSC than the
number of cases disposed.

An additional factor determining discharges from the YSC is the availability of placements
for those juveniles committed by a judge. If available places exist in the programs to
which youths are committed, then youths can be discharged from the Youth Study Center
in a reasonable period of time.

Sparrow,  in an article on information systems in policing, observes the following:

Organizational strategy no longer can be separated from information technology
strategy, for the organizational effects of information systems no longer are limited
to efficiency gains. In information-intensive business (for example, the provision
of medical services of insurance), information systems can make or break an
executive's strategy and thus help or hinder the process of change.

It is our view that the policy issues that drove initiation of this project cannot be separated
from the design of new information systems. Although the design recommendations we
make serve a variety of needs, the technical solutions proposed must be relevant to the
control of the Youth Study Center population.

This brief analysis focuses on numbers of youths. A similar analysis can be done on the
time it takes to process cases at each of these stages, but the point would be the same: the
population of the Youth Study Center is determined by interactions among decisions,
policies and resources of each agency of the juvenile justice system. It should come as no
surprise then that this project began with the assumption that the information system under
discussion would make possible policy-relevant analyses that cut across agency
boundaries.

IMK. Sparrow (1993) "Information Systems and Development of Policing." Perspectives on Policing,
No. 16. Washington, DC: National Institute of Justice.
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STATEMENT of RECOMMENDATIONS

Mr. Williams began the process of exploring information system development in 1990 by
assembling a group of representatives from the public agencies that make up the juvenile
justice system. Monthly meetings over a period of 10 months revealed a general interest
in developing a new infonination system, but a lack of funding for conducting even a needs
assessment served to dampen interests. Late in 1991, an opportunity to obtain a needs
assessment at no cost emerged. Rutgers University and the Natioral Center for Juvenile
Justice had obtained a grant from the Office of Juvenile Justice and Delinquency
Prevention to develop 2 model juvenile justice information system. Philadelphia became
the pilot site for development of the Rutgers/NCJJ data collection instruments, and in
reture: received a needs assessment. This preliminary assessment was superficial and
frequently off the mark, but it served as the basis for further planning. The Rutgers
research team carefully revised its report based on feedback from the MIS Work Group in
order that it reflect accurately the p~rceptions of system participants.

In October of 1992, the MIS Work Group expressed the following goals for development
of an information system:

Division of Juvenile Justice Services

o Enhance the level and quality of services which may be provided to clients.
As inefficiencies are eliminated, workers may assign more time to
developing and monitoring individualized service plans;

° Provide quicker access to information regarding vacancies in residential
and non-residential programs which will reduce the length of time which
juveniles must spend waiting to receive appropriate and court-mandated
services;

s Improve the Planning capabilities of each department, thereby allowing for
a more targeted approach to each client;

° Reduce the need for crisis management which so often distorts the routine
operations of juvenile justice agencies, resulting in ineffective services to
the clients;

8 Provide accurate data to the agencies of the system, reducing the need for

estimates and guesswork which may lead to ineffective decision-making
regarding client services.
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Defenders Association

Produce a significant financial savings within the system;

Develop significant data comparing the effectiveness of residential
placement versus home placement;

Develop better and more accurate feedback which may be useful in
presentations to judges;

Department of Human Services

Assist in the automation of CBES billing
Facilitate the client tracking system
Allow for the routine filing of parental support forms

Provide central resource tracking, especially the State-mandated
information of the CY-28 form.

Juvenile Aid Division

Assist in their departmental and division-level planning
Improve access to information to assist in their investigations
Expedite the processing of juveniles

Assist in projecting staff levels and resource allocation
Identify significant trends in juvenile arrests

Assist in the development of plans to prevent delinquency

District Attorney

Include the photo number of offenders to assist in accurate record keeping

Provide accurate custody history and current status information

Page1-4



STATEMENT of RECOMMENDATIONS

Maintain information on restitution and payment histories
Provide rearrest notices to probation officers

Note the name and office phone number of the current probation officers
for juveniles

Provide data which will allow various types of placement options to be
compared

Department of Public Welfare

Family Court

Interface with DPW's system for the other 66 counties
Provide accurate demographic profiles of clients in the system

Provide informaticn about the location of juvenile referrals so that
programs may be targeted in specific problem areas

Provide information about delinquent clients who may have previous

contacts in the dependency system, information which may assist in
developing risk assessments for potential delinquents

Enhance their ability to track committed youths
Provide feedback as to the success of varicus treatment modalities
Increase coordination between juvenile justice agencies

Alert probation officers as to the availability of vacancies in programs in a
more expeditious manner

Additionally, the MIS Work Group stated its concern that the system protect the
confidentiality of client records, allow for the expungement of juvenile files, and provide
follow-up on discharged juveniles to determine whether or not they return to the system.

In 1992, the Pennsylvania Commission on Crime and Delinquency agreed to fund the
development of a design of an integrated information system for Philadelphia's juvenile
justice system. The contract was awarded to Dr. Philip W. Harris of Temple University's
Department of Criminal Justice. A subcontract was secured with Allan Collautt
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Associates, Inc. (ACA), an information systems design corporation, to provide technical
support to the project.

Our aims were to:
1. Specify the information needs of key actors at every decision point in the system
2. Assess current information systems within each agency, including autometed and

manual systems

3. Facilitate develonment of a clear vision of an information system that will meet
individual agency information needs as well as provide for inter-agency
information sharing

4, Develop an understanding of constraints on information sharing

s. Develop recommendations regarding a structure for integrating existing and future
automated information systems

6. Develop recommendations regarding the management and control of mechanisms
that are designed to link agency-level information systems

1.2 Structure of Pn;oject

Temple was responsible for developing information regarding information needs, case
processing, key decisions, existing information systems, images of a future information
system, and recommendations pertaining to information system enhancements. ACA
provided technical advice to the data collection effort, development of a method for
integrating different agency information systems, and separate analyses of interview and
record data. Both Temple and ACA were responsible for formulating recommendations
regarding an integrated information system.

In addition, Temple and ACA met monthly throughout the project with an MIS Work
Group. Regular participants in this group's meetings included:

Jesse Williams Division of Juvenile Justice
Services, DHS
Jim Anthony Division of Juvenile Justice
Services, DHS
Jim Boyle Juvenile Aid Division, Police
Department
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John Buggy Juvenile Court Probation

John Delaney DA's Family Court Unit

Len Hacking Court Administrator's Office

Jack McCann Family Court

Daljit Ranajee Department of Human Services

Jim Randolph Division of Juvenile Justice
Services, DHS

David Rosen Defenders Association

1.3 Methods

In order to satisfy the objectives of the Project, the process of information finding,
definition of requirements, and development of recommendations was not limited in scope
to only those solutions that appeared to be feasible, "comfortable," and economical within
the framework of the existing systems and operations. It would have been a mistake to
discard certain known requirements as "utopian" or to predetermine certain results of the
interviews by advising the interviewee in advance as to "taboo" subjects and/or issues
labeled as "not worth discussing."

By measuring the success of the Project through the ability of its recommendations to
deliver benefits to the consumer population serviced by the System, the Project team
ensured that interests of individual participants were treated secondary to the interests and
requirements of the System as a whole. Additionally, the Project addressed the needs
"generic" in nature (affecting the System as an administrative and management structure),
as well as the needs unique to individual participants.

Recognizing the requirement of compatibility between the goals of the System and the
objectives of its individual participants and their operating units and personnel, as well as
the associated third party jurisdictions (School Board, the Commonwealth, etc.) and
organizations (e.g. providers), the project team conducted the interviews and other data
gathering activities using the approach of "balanced pyramid," a simplified version of
which is known as a "management triangle." Under the concept of the "balanced
pyramid," the process of interviewing on each of its phases encompasses two adjacent
levels of the pyramid, with the general downward motion from the top to the foundation.
Thus, the first phase addressed the needs and perceptions of the officials representing the
interests of the System as a whole.
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The second phase of interviewing addressed the identified needs of the System and the
needs and perceptions of the management of individual offices and organizations, balanced
against the previously recognized objectives of the System. Finally, the third phase of
interviewing involved operational (unit) management and designated operating personnel,
with the subsequent balancing of their formalized needs.

Consistent with the approach and methodology detailed above, the process of interviewing

- (data gathering) began with an orientation by the Temple interviewer, followed by the

interviews with the persons listed in Appendix A. Successive meetings were held with the
management of the participating agencies. The results were summarized and analyzed
with probation and Youth Study Center personnel, subsequent to which ancther series of
interviews took place, involving supervisory personnel in these two agencies, and
designated operational personnel.

Recognizing the fact that, in the past, the stafl of individual offices and organizations
participated in numerous studies and environment evaluations, the project team attempted
to limit, to a reasonable minimum, its direct exposure to the personnel of these offices and
organizations, thereby reducing as much as possible disruptions to routine daily operations
that would have been caused by interviews and avoiding the infamous "Oh, please! Not
again"! from those personnel who have been "questioned" on the same subject more than
one time by more than one consultant.

The success of the data gathering phase can be attributed to the following major factors:

° Commitment by the representatives of the System and its MIS Work Group to the
Project.
° Adjustments made to the "standard" process of interviewing by the members of the

project team, that manifested themselves in the emphasis on:

¢ thorough analysis of the applicable existing documentation; extensive
analysis of interim findings between each two adjacent cycles of the
face-to-face interviews;

¢ restructuring of the agenda of most of the interviews with concentration on
planning for improvement rather than on the reevaluation of past problems;

* on-going participation and input by the members of the MIS Work Group.

° Open-mindedness and candor cf the interviewees.
® Willing and creative cooperation of individual participating offices and
organizations.
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1.4 INFORMATION GATHERING TECHNIQUES

In order to satisfy the requirements of completeness, trustworthiness, and ease of
interpretation of the gathered information, the project team focused on the following
major human factors and elements:

¢ Administrative Personnel - to recognize needs and perceptions of the decision and
policy makers.
¢ Service Management Personnel - to recognize needs and perceptions of those who

are ultimately responsible for the planning and monitoring of the delivery of
services to the consumer population or for its legal representation.

® Direct Service Staff - to recognize needs and perceptions of those who interface
(or should interface) with application systems on an ongoing basis.

® MIS Staff - to recognize needs and perceptions of those whose responsibility it is
to support the end user community within the framework (fiscal, organizational,
and operational) defined by the administrative personnel.

* Other Participants - to understand the environment of data origination, data
interchange, responsibilities to providers, County, Commonwealth, etc.

It must be noted that one and the same individual may represent the opinion of more than
one of the human element classifications, which is given proper consideration at the time
of the tabulation of the results of the data gathering phase. The association of an
individual interviewee with one or more of the aforementioned groups was analyzed based
on the criteria provided by Temple University.

Interviews were conducted by the Temple staff beginning in October 1992 through August
1993. Within the Youth Study Center and the Probation Department, focus groups, rather
than individual interviews were used to collect data from line staff. A list of those persons
interviewed can be found in Appendix A.

14  Summary of Report

This report summarizes our analysis of data pertaining to information needs and
interagency sharing of information and provides recommendations for information system
integration and individual agency system development. Additionally, we raise several
policy issues that must be resolved in order to move forward in meeting the needs
articulated by members of the various juvenile justice agencies.
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Principally, we found unevenness in the development of information systems across the
participating juvenile justice agencies. Automation of information is increasingly common,
but aside from DHS, where a process of information system development is underway,
and Juvenile Court, where an automated case processing system has been in place since
the early 1970's, we found that a number of PC-based systems had been developed to
address very specific, narrowly-defined purposes. No coordination of information system
development has been considered.

The Juvenile Court System is a real time, on-line case tracking system which captures
information on a juvenile, the family and all petitions, both delinquent and dependent.
This system resides on a mainframe computer which is maintained by the Court of
Common Pleas. There is a link between this mainframe and the mainframe maintained by
the City of Philadelphia, thus enabling the sharing of information between the Juvenile
Court, the Department of Human Services, the Police Department and the Philadelphia
Prisons. This system produces reports daily that are used by various actors in the juvenile
justice system, and produces regular statistical reports that facilitate management of the
Court.

Irrespective of this resource, at the level of interagency information sharing, needs are
significant but no mechanism exists for their identification or for meeting them. Clearly
there are legal and administrative constraints that wil! require exploration, but unless a
forum is created for developing methods for information exchange, the extent to which
these constraints impede access to information will not be known. Many decision-makers
expressed the opinion that they operate without necessary information or with information
that is of questionable reliability and validity.

Contained in this expressed desire for information is a pelicy theme that will require
attention. It is a theme that reaches to the center of juvenile justice philosophy. Both
police and prosecutor personnel expressed the desire 1o have access to social, family and
educational information on juveniles who are being processed prior Yo court involvement.
Their justification for access to this information is their respective role in screening out
cases for diversionary responses or for recommending release of a juvenile to his or her
home pending an adjudicatory hearing in juvenile court.

There are no simple solutions to developing a means for electronically sharing data across
agency boundaries. The technical means are available, but administrative, legal and
political obstacles are natural in an environment in which the players belong to different
political entities, represent different branches of government, and have over time
developed communication protocols that are central to the culture of this juvenile justice
system. We found that there were two major dividing lines in this system. First, if we
look at the system in terms of case processing, the clearest division is between DHS and
the other agencies. The role of DHS is to develop and provide services to youths
determined by the court to be in need of out-of-home placement. Except for the Youth
Study Center, all of these services are purchased from private providers. The other
agencies, can be distinguished in that they are involved in the decisions as to whether or
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not the juvenile is a delinquent and, if found to be a delinquent, what kind of response will
be ordered by the court. The matching of youths to services is, then, done by a Court
work group that includes the judge, probation staff, prosecutors, and defenders; while the
provision and evaluation of services is done by DHS or the Commonwealth's Department
of Public Welfare (DPW). An exception to this division of labor is the Disposition
Planning Unit (DPU), a joint venture of the Family Court and DHS created to facilitate the
efficient location of services for exceptional or difficult cases.

The second dividing line can be drawn between Family Court and the other agencies.
First, of these agencies, only Family Court is a division of the Court of Common Pieas,
First Judicial District. Thus its ties to the City of Philadelphia are not as comprehensive as
is the case with other juvenile justice agencies. Second, judges maintain a status in the
social hierarchy of these agencies that is not easily matched. Typically, we are dealing
with participants that are not of the same organizational or political status, thus making
communication difficult. Third, the Juvenile Court Act gives the court control over all
cases and clients of the juvenile justice system until a judge orders final discharge from the
system. While other players in the system make important decisions regarding the fate of
juvenile offenders, once the court has accepted a case, all of these other decisions are
subject to the approval of the court. From the perspective of information flow and case
responsibility, then, we have concluded that ike court sits as a decision-making hub
around which all other agencies revolve. This statement must be qualified, however, by
the observation that the other agencies must develop their own policies for case
processing and management, as well as manage themselves as organizations.

We have concluded that the juvenile justice system can best share information by means of
a clearinghouse, a computer system that is linked to each participating agency and that
controls access to information. Moreover, both for legal and political reasons, we
recommend placement in and control over this clearinghouse by Family Court. We
recommend development of an information system director and an oversight committee of
policy makers who will support development of this system. This oversight committee
must consist of representatives of each agency that participates in processing juvenile
cases and each representative must have the authority to make policy with respect to case
processing and information sharing.

At the level of intra-agency information system development, we have developed several
recommendations, taking into account developmental steps currently underway. Primary
among developmental needs are automated information systems for the DJJIS/DHS,
principally with regard to management of the Youth Study Center Population, and for
Juvenile Probation. Currently, DIJS/DHS is supported by a small PC-based system
designed to provide population reports. Juvenile Probation is fully manual. The scope of
information used and the life-affecting nature of decisions made by these two agencies
cannot be overstated. We recommend that both agencies hire consultants to construct the
software and facilitate purchase of hardware for these systems.
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2. DESCRIPTION OF CURRENT SYSTEM: ROLES, MAJOR
DECISIONS AND CASE PROCESSING

Philadelphia's juvenile justice system has no exact boundaries. Since youths under Family
Court jurisdiction may be found in privately-operated placement facilities as far away as
Colorado and Arizona, one could reasonably argue that the city's juvenile justice system
extends to these locations. We have chosen, however, to include only Philadelphia's
public agencies in our discussion of an information system. These are, the Family Court;
Juvenile Probation; the Division of Juvenile Justice Services, Department of Human
Services; the Juvenile Aid Division of the Philadelphia Police Department; the Family
Court Unit of the District Attorney's Office; and the Family Court Division of the
Defender's Association. The latter organization, the Defender's Association, is actually a
private organization whose members function as public defenders. In the sections that
follow, we briefly describe the major organizational units that make up the juvenile justice
system and the key decisions associated with members of these units.

2.1  Major Organizational Units
2.1.1 Family Court

The Family Court is a division of the Court of Common Pleas (Judiciary Law,
42Pa.C.S.A. Sec 951(a)). Within the Juvenile Branch of the Family Court are several
administrative units, the Juvenile Probation Department, Dependent Court and the
Delinquent Court.

212 Juvenile Court

The Delinquent Court is responsible for detention, pretrial, certification,
adjudication, disposition, and review hearings. Additionally, JC judges are responsible for
overseeing and reviewing dispositions they impose, probation violation hearings,
modifications of their disposition orders, and final discharges of cases.

2.1.3 Juvenile Probation

Juvenile Probation (JP) is a service unit of the Juvenile Branch. Its roles are to
provide judges with information necessary to their decisions and to carry out the orders of
the court. During the pre-disposition phases, probation develops client and family
information in the form of a Social Inquiry that serves as the basis for disposition planning.
The Dispositional Planning Unit (DPU) is administered jointly with DJJS and locates
services for hard-to-place youths.
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The Court Intake Unit (Intake), a unit of the Juvenile Probation Department, is
responsible for the initial detention decision and for managing iziitial case processing. The
Intake Unit also authorizes and monitors movement of juveniles from the Youth Study
Center to external placements.

2.1.4 Division of Juvenile Justice Services

The Division of Juvenile Justice Services (DJJS) is a primary unit of the City's
Department of Human Services. Formed in 1989, DJJS is responsible for all city contracts
with private providers that serve delinquent youths, for monitoring the quality of those
services, and for initiating the development of additional services. Additionally, DJJS
administers the Youth Study Center (secure detention) and Community Based Detention
Services.

2.1.5 Youth Study Center

The Youth Study Center is a secure detention facility designed to hold juveniles
who are awaiting court processing or placement in another facility and who are judged to
be a danger to themselves or others, or who have a record of absconding. Typically, pre-
disposition cases are held for 12 to 14 days. The center provides educational, recreational
and social services.

2.1.6 Community Based Detention Services

Some youths whose cases are being processed by the Family Court are judged to
not be in need of secure care but a judgment is made that out-of-home placement is
required. These youths are placed in nonsecure residential facilities pending the outcome
of their cases. Community Based Detention Services, a unit of DJJS, manages these
programs through contracts with private providers.

2.1.7 Police: Juvenile Aid Division

The police are the first representatives of the juvenile justice system. Their
decisions are most critical to the processing of cases, since if they decide to not proceed, it
is unlikely that any of the other decision makers in the system will have access to the case.
They are, then, the primary case initiators of the system. The Juveniie Aid Division (JAD)
of the police department is a unit located in Operations Command. It is comprised of an
investigative unit, a sex crimes unit, and a preventive patrol unit. Recently, the
investigative unit was decentralized to the district level and JAD officers now report to
their respective local commander.

As is implied by its name, investigative unit officers investigate complaints

involving juveniles and take into custody youths apprehended by uniformed police. The
officer will investigate allegations and prepare paperwork pertaining to the instant offense,
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determine the nature of the offense, and conduct an identification, including, in felony
cases, fingerprinting and photographing.

The Sex Crimes Unit investigates complaints involving juveniles either as victims
or offenders. The unit's purpose is to improve the quality of handling of sensitive cases
and to coordinate their investigations with the district attorney's office in order that a
sound case can be developed. In many situations, the Sex Crimes Unit must decide
whether or not a juvenile victim can be safely released to his or her home.

2.1.8 District Attorney: Family Court Unit

The Family Court Unit of the District Attorney's Office is headed by a Deputy
District Attorney. This unit is responsible for charging juveniles with delinquent offenses,
prosecuting delinquency cases and cases certified to the adult system.

2,19 Defender Association: Family Court Divisien

The Defender Association is a private, non-profit organization that provides
counsel to indigent defendants. Its Family Court Division represents juveniles charged
with delinquent offenses. The Defender Association is appointed by the Family Court to
provide counsel to all juveniles except in cases where there is conflict between co-
defendants or where private counsel is secured.

The Social Services Department of the Defender Association will become involved
in juvenile cases in which psychological problems are apparent, drug involvement is likely,
or the youth is involved in a sex offense. This department will conduct a social
investigation and in some cases will prepare a plan designed to meet the needs of the

- youth. This plan is presented to the judge at the point of disposition.

2.2  Key Decision Points and How Cases are Processed

Case processing consists primarily of information collection, reporting, and decision
making. We are particularly interested in decision making, since the utilization of
information should drive both data collection and reporting.

Figures 2a, 2b and 2c are flow charts illustrating the stages of case processing in the

juvenile justice system. These flow charts reflect the complexity of the system and the
ways in which different decision makers interact around decision points.
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Figure 2a
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Figure 2a continued
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Figure 2b
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I Figure 2b continued
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Figure 2¢
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Figure 2¢ continued
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2.2.1 TAKE INTO CUSTODY — REMEDIAL ACTION - ARREST -
RECOMMEND CHARGE

Looking at a case sequentially, we find that the police are the first actors who
make case decisions. They decide whether or not to take a youth into custody, whether or
not to arrest the youth, whether or not remedial action is called for, and what charges are
to be recommended to the DA. Decisions to arrest and to recommend specific charges
are made with anticipation of the likely response of the DA and the judge to the facts of
the case. The decision maker's emphasis at this stage is on the instant offense.

2.2.2 REMEDIATION - CHARGING

The DA 's Charging Unit next decides whether or not to petition the case to court,
what the charges are justified by the evidence, whether or not a remedial action is called
for, and whether to recommend secure detention. Here too, the instant offense is critical.
Offense histories, too, are also likely to affect decisions of sericusness.

223 DETENTION

Decisions to place youths in secure and non-secure detention involve a number of
agencies. The Court Intake Unit (Intake) is responsible for the initial detention decision,
but keeping a youth in secure detention requires a judicial decision, made by a Master in
Philadelphia. Intake also makes referrals on possible diversion cases, decides on
eligibility for a public defender, and controls movement to and from the Youth Study
Center.

The administration of the Youth Study Center (YSC) monitors the YSC
population in order to develop responses to situations in which the population exceeds
capacity. Additionally, the administration monitors incident reports, investigates escape
and attempted escapes, suicides and attempted suicides, and allegations of abuse. The
YSC administration also attempts to influence the Court's judgment as to a reduction in
security for individual cases.

Staff of the YSC are responsible for informing the probation department about
bench warrant admissions, informing the court regarding the behavior of the youth while
in detention, and to control access to the youth. Admission staff inform probation
regarding the admission of bench warrant cases, decide which residential unit is
appropriate for a given youth, and control transportation to and from the Center. Child
Care staff, in addition to providing direct services to the youth in the unit, inform the court
through Resident Adjustment Summaries about the behavior of each youth in the Center.

Social Work staff provide professional services to the Center, including service
plans, referrals to drug/alcohol services, medical services, and mental health services, and
keep the probation officer informed of the status of a case. The Social Work staff also
maintain histories of youths placed in detention over time.
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CBDS locates non-secure detention placements for youths during the pretrial
stage. CBDS staff are responsible for securing the placement, transporting the youth to
and from court and other services, and monitoring the quality of care provided by the
placement agency.

224 REMEDIATION -- CERTIFICATION - PLEA BARGAINING --
INFORMAL ADJUSTMENT - CONSENT DECREE -~ ADJUDICATION -
DISPOSITION - REVIEW OF COMMITMENT -~ REVOCATION OF
PROBATIOR

The District Atterney's Family Court Unit then must act on the case, keeping in
mind that his or her primary goal is to serve the interest of the general public. Decisions
continue to be made with respect to remediation, but now actions that involve the court
and defense counsel are paramount. Decisions are made regarding certification motions,
whether or not to support an informal adjustment or consent decree, plea bargaining,
arguments and evidence to use at adjudication, which witnesses to subpoena, and
recommendations for disposition. At later points in time, the DA may become involved in
supporting or opposing changes to the disposition order or in taking a position on
revocation of probation.

The role of defense counsel is to protect the interests of his or her client. It is the
defender's responsibility to present information and arguments that will influence the
court's response to the case, at each of the decision points mentioned in the previous
paragraph, but in a way deemed favorable to the defendant.

From the perspective of case processing, the judge is the hub of the system at the
case level. Judges are responsible for making the following decisions: detention,
appointment of counsel, continuation of a case, adjudication, disposition, placement,
certification, change of placement or case status, revocation of probation, and discharge
from supervision. The centrality of these decisions and the role that the judge plays in
making them are integral to the design of an integrated information system. The mission
of the juvenile justice system and the role of the judge are legally and structurally joined.

2.2.5 CASE PLANNING, DIRECT SERVICES TO THE JUVENILE AND
CASE REVIEWS

Both the geographic and specialized units of the probation department are
responsible for planning for cases on the basis of court orders. Probation officers are also
responsible for making recommendations to the court regarding changes of status,
including revocation of probation and discharge, as well as providing the court with case
review information on a regular basis.

The DPU operates as a special service to the court and to probation. It is
responsible for locating placements and services for hard-to-place youths. A primary
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resource to this unit is PLANET, an automated system of information on placements in
the private sector managed by the Pennsylvania Council of Children's Services. Because
of inadequacies in the PLANET system, DPU workers tend to use telephone contacts to
obtain needed information. DPU workers also arrange for transportation for the cases
they handle.

Plans for the DPU inciude development of a client specific planning function.
Client specific planning is a method for creating individualized intensive plans for youths
that enable the court to choose community services when institutionalization might
otherwise be necessary.

The CRIP unit provides case management services to youths committed to
residential placements. CRIP officers collaborate with facility staff in developing service
plans. Additionally, these officers provide the court with written progress/status reports at
the time of review hearings and make recommendations to the court regarding discharge
from placement.

2.3 Conclusion

Each of the agencies and actors that make up the case processing system of the
juvenile court affect the flow of cases as well as the outcomes reflected at the end of the
process. At some decision points, a single actor controls the decision. At other points,
different actors interact to produce a decision, following procedures that allow different
interests and goals to compete. In the latter instances, it is typically the judge that is the
final authority.

Clearly, in order for these decisions to be made rationally, information critical to
decision goals needs to be present at the time that the decision is made. The presence of
different actors representing different constituents may allow points of view to compete,
but without sufficient information, the outcome of the decision is likely to be misdirected.
An information system's primary goal, then, is to supply decision makers with all of the
information relevant to their goals and roles. As cases proceed, the kinds of information
needed change, becoming increasingly complex as public safety and rehabilitation goals
mix to shape perceptions of the information provided.
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3. EXISTING INFORMATION SYSTEMS AND PLANS FOR
CONTINUED DEVELOPMENT

In order to meet the demands of maintaining accurate information about the thousands and
thousands of clients, offenses, families, programs, and services that interface with a typical major
metropolitan juvenile justice system, all the participants have developed and operate some form of
an information management system. With the exception of several computer-based case
maintenance and tracking systems, the juvenile justice system in Philadelphia relies on a manual
system of paper files and folders, developed over time to meet the immediate operational needs of
the individual agencies, but which contribute little to the overall efficiency of the system, or
support the larger managerial and planning needs of the individual agencies or the system as a
whole.

This discussion of the state of the current management information systems operating in the
Juvenile Justice System will focus on information needs that pertain to clients in general. Other
information needs, such as employment records, physical plant maintenance, food service, etc.,
while important, are not included in this report. Rather, our objective is to focus attention on the
needs of participants to efficiently manage the information on clients and services, to the ultimate
benefit of those clients and their families.

Two major computerized systems and one manual system form the core of the information system
as a whole: the Family Court Information System, FACTS (the Children and Youth Division
System) and the manual J-file, which contain the family level information maintained by the
Juvenile Probation Department.

Table 3a summarizes the entire set of information systems within the Juvenile Justice System; a
full description of each system can be found in Appendix C
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Table 3a - 2: EXISTING JUVENILE JUSTICE INFORMATION SYSTEMS

¥YSC YSC CHILD YSC SOCIAL CBDS DPU DHS DHS

ADMISSIONS CARE WORK
NAME OF SYSTEM FACTS PHILCLIFF
INFORMATION STORAGE Manual system of | Manual system | Manual system of | Manual system of Manual system | Mainframe Mainframe

cards and forms; of cards and logs | client files client files and logs | of client files

PC system for stats
AUTOMATED: PC IBM 3081 Being replaced
CAPACITY 640K 320 Mb by FACTS
# OF RECORDS 5059 (6/13/93) 1.9 million
# OF DATA ENTRY One 20

STAFF

DIRECT ACCESS One staff Security level
IDENTIFIER CODE Sequential # Auto PIN
CASE/DEFENDANT FILE Case Client
MANUAL:
# OF RECORDS 16,000 16,000 Unknown 19,161 (4/21/93)
# DATA ENTRY STAYF Staff Staff Staff Staff
DIRECT ACCESS Staff Staff Staff Staff
DENTIFIZR CODE Name Name Name Name;, CBDS #
CASE/DEFENDANT FILE Case Case Client Client
ACCESS TO OTHER Statistician has None None Family Court Family Court Staie Health
SYSTEMS access to Family Computer Computer System

Court Computer PLANet State Medical

J-File Assistance
System
Family Court
Computer
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Table 3a: EXISTING JUVENILE JUSTICE INFORMATION SYSTEMS

FAMILY FAMILY COURT INTAKE | STATE DA — DEFENDER POLICE: JAD
COURT COURT UNIT INTENSIVE HABITUAL ASSOC,
AFTERCARE OFFENDER
NAME OF SYSTEM Family Court J-File Family Court Commitment Habitual Case Files .Contact Report
Computer Computer Tracking Program | Offender Unit «Control # Journal
Data Base Juvenile Sequence#
JMissing Persons
-Habitual Offenders
.Sex Crimes
INFORMATION STORAGE | Mainframe File folder: Mainframe PC PC Client based case | Case Files
IBM 4381 family-based Manual File In-house In-house files Journals
program program Personal Computer
Mainframe
AUTOMATED:
CAPACITY Mainframe Mainframe 640K PC 640K PC Mainframe; PC
# OF RECORDS Unknown Unknown 1060 1100 Unknown
# OF DATA ENTRY Court Lizison One One One Unknown
STAFF Officers System Law Clerk Investigators
DIRECT ACCESS Court staff; DHS All staff Manager Operations Room
DA;Def,JAD Supervisor
IDENTIFIER CODE J-file; name JLFile # J-File # Def's Last Name/
CASE/DEFENDANT FILE Case Juvenile Juvenile Case Case Case
MANUAL:
# OF RECORDBS 100,000+ 100,000 + Unknown
# OF DATA ENTRY Stenographic Staff-several Operations Room
STAFF Unit Supervisor
DIRECT ACCESS Need to Staff only Investigator
Know
IDENTIFIER CODE Petition # Sequence Number
CASE/DEFENDANT FILE Case Case
ACCESS TO OTHER FACTS Informationis | Family Court Family Court Family Court Family Court Family Court Computer
SYSTEMS placed in J-file Cemputer Computer Computer Computer
from many J-File J-File J-File J-file
sources
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3.1 Children and Yeuth Division - Department of Human Services

The Children and Youth Division of the Department of Human Services possesses the most
advanced and sophisticated computerized information system of all the participants in the Juvenile
Justice System. The Family and Child Tracking System (FACTS) is designed to repiace the old
PHILCLIF system, and provides an automated mechanism to track, store, and retrieve
information about the children and families receiving services from the Children and Youth
Division. Designed and programmed by Departmental MIS staff to support the operations of the
children and youth services, the system is currently undergoing implementation in incremental
stages. It resides on the City of Philadelphia's mainframe computer, and can be accessed by any
designated terminal linked to FACTS through this mainframe.

The system consists of four subsystems. Subsystem 1 tracks data associated with the initial
contact and Intake data through the completion of the investigation process and the generation of
a CY48 form. It also provides a tickler system and statistics on activities related to this phase of
the system. Subsystem 2 is the case management system and captures information related to
service planning. Subsystem 3 is the placement subsystem, and contains information about
providers, level of placement services, and MA eligibility. Still under development, subsystem 4
will address certain "independent" segments of the system, such as risk assessment, adoption, etc..

As with any competent computerized MIS, the FACTS system provides a number of on-line
reports that reflect activity in all four modules, and which appear to be most relevant on an
operational level. The CY-48 report is inputted directly into the system, and the report is printed
out in a format suitable for submission to Childline. In addition, a report may be generated which
indicates which investigations have surpassed the deadline for submission of the CY48. End users
have the ability to search the database for possible clients using a variety of search parameters,
such as name, case number, social security number, etc.. The placement system reports on
placement histories, providers, and MA eligibility. Various miscellaneous reports include
caseworker information, unit management, and system security.

FACTS currently has the processing and storage capacity to process approximately 1.9 million
records comprising 15,000 families, 30,000 children and a total of 120,000 cases both open and
closed. Information gets entered into the system via batch processing by the information
processing room and record room staff of approximately 20.

Depending on their level of security, anyone in the Children and Youth Division has at least
inquiry level access to the system. The main menu provides a number of inquiry functions, such
as case inquiry, which allows workers to access current and historical case related data.

In addition to the ability to enter and maintain information related to intakes, cases and caseloads,
and placements, FACTS also captures various management level data such as worker/personnel,
which allows users to manage data on both social service staff and general DHS employees.
Worker numbers, social security numbers, date of hire, and transfers/promotions can all be
maintained using this module.
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Generally speaking, the FACTS system provides the Children and Youth Division with a very
competent system for tracking intakes and investigations, generating associated reports, capturing
and maintaining case related data, and providing operational level reports in these areas. Lacking
in this application is any interface in support of the fiscal activities of the organization. For
instance, there is no capability to enter and maintain information related to specific programs and
the costs associated with those programs. Use of a contract file that maintains information about
programs and the rates charged for those programs would allow for the tracking of the aggregate
costs of providing specific services.

3.2  Family Court

Along with the Children and Youth Division of DHS, Family Court currently possesses a
sophisticated and relatively advanced real time, on-line case tracking system within the
Philadelphia Juvenile Justice system. Residing on the Court of Common Pleas' mainframe
computer, the Juvenile Court system consists of a simple database of juvenile offenders, with the
ability to cross-reference them by juvenile's name, alias name, mother's name, family number,
juvenile number, petition number and District Complaint Number. Each case starts with the filing
of a petition and continues with the posting of results for each court hearing until the final
disposition of the case. Each file contains a history of their offenses, past and current petitions,
and a brief description of their dispositions. The system functions very well in maintaining a
calendar for the Family Court, providing on-line inquiry on the schedules of hearings by date and
courtroom.

The system also provides several operational level reports. One such repori uses the petition
number to access a screen on the associated offender related to that particular petition only. The
report contains basic demographic information such as name, date of birth, sex, race, school, etc.,
along with the most current information concerning the offense and hearing activity. Other reports
include court lists, juvenile histories, witness subpoenas, room control summaries for scheduling
purposes, alphabetic lists of juveniles scheduled for court, check-in lists for attorneys and
witnesses, custody status sheets and notification lists for the such agencies as the Probation
districts, District Attorney, Public Defender, Department of Human Services and the Board of
Education. In addition to these daily reports, there are numerous activity reports, management
reports and statistical reports which are run on a weekly, monthly quarterly and yearly basis, as
well as reports produced in response to special requests. A semi-annual tape of dispositions is run
for the state.

Access to the database for this system is available from a number of points throughout the juvenile
justice system, and is protected by a system of security codes that are given to personnel that have
had training in the use of the computer. The Court of Common Pleas mainframe is linked to the
mainframe maintained by the City of Philadelphia, thus enabling the sharing of information
between the Juvenile Court, the Department of Human Services, the Police Department and the
Philadelphia Prisons. With the exception of the District Attorney's office, agencies outside of the
Family Court may not enter data into the system. Consequently, the bulk of the information
concerning the activities of the Family Court compiled by agencies that interact with the Court
must transfer that information in a manual paper format. Current utilization of the computer
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system is below expectations, aithough utilization is increasing.
3.3  Juvenile Probation Department

Other than what has just been described, the "Family Court System" has no capacity to support
either the operational or managerial needs of the Probation Department, the primary service
division of the Family Court. Virtually all of the child and family related data beyond that related
to the charging petition must be maintained on a manual system. The core record keeping
mechanism in this manual system is the J-File, a file folder containing the pertinent information
about a child's involvement with the Juvenile Court. The J-File number, which is assigned at the
time of Intake, becomes the unique identifier which a child carries with him or her throughout the
life of the child's involvement with the system. Each family receives its own J-File number and
members of the same family are kept together in the same J-File folder. Each family member is
assigned a unique extension of the J-File number,

Access to the J-File is very limited and highly restricted. Files are stored in the Records Room of
the Family Court building, and is accessible only to authorized participants in the juvenile justice
system. Files may be signed out by authorized court personnel, who carry them from courtroom
to courtroom, or they can be viewed by other persons, authorized to have access, in the confines
of the Legal Liaison Office. Access to information from the J-File by authorized persons external
to the system may only be granted upon receipt of a signed release.

The J-File is kept in the Records Room until a period of 30 years of non-use has passed, after
which the record is destroyed. As an example of how difficult it is to aggregate data within the J-
File system, there exists no exact count of the number of files, even though it is estimated to be
over 100,000.

Some of the more important units of the Juvenile Probation Department and their methods of
handling the information flow are described as follows:

3.3.1 Intake

Within the Probation Department, the Intake unit is a major user of the Family Court Computer,
as it both accesses and enters information about offenders, offenses, and the data associated with
managing courtrooms and court time. It is at intake that a J-file number is first assigned to a
client.

3.3.2 Ongoing Case Management

The burden of capturing and maintaining the tremendous information load associated with
probation and placement of clients, opening and closing services, programs, court order
compliance, home and school activity, etc., falls on a continuation of the existing manual system
of file folders and reports. The Family Court System provides little support to the operations of
the units that provide case management.
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333 Placement Tracking System

The Placement Tacking System of the Juvenile Probation Department enjoys a relatively high
level of data processing benefits by virtue of a tracking program conceived and developed by in-
house staff using a relational database software product called Clipper. The system tracks arrival
dates, release dates, as well as transfers and recommitments to the system. It also possesses the
necessary logic to calculate the number of days in care, providing that the data can be entered in a
timely fashion, which continues to be a nagging problem. A true count may be off by as much as
20% at any particular time. While this system provides the unit with some useful information on a
purely operational level, it stands entirely alone in its processing capabilities and, consequently,
provides no information of a strategic nature to the larger organization as a whole.

3.3.4 Disposition Planning Unit

This department is jointly operated by the Family Court and the Division of Juvenile Justice
Services to prepare disposition reports for cases designated by probation staff as difficult to place.
As such it requires a wide range of information, not only on the offenders and their history of
prior court involvement, but also on the variety of available treatment programs upon which to
base a disposition recommendation. Although the unit has access via computer with the PLANET
system, a statewide database of private providers that includes data on space availability, it must
rely on the information supplied by other participants through their manual systems or by means
of direct telephone contact with programs.

3.4 Juvenile Justice Services

The Division of Juvenile Justice Services of the Department of Human Services is responsible for
developing and securing residential, community, and in-home services for youth that have been
adjudicated delinquent. Juvenile Justice Services also administers pre-trial detention services, and
monitors the performance of agencies that contract for services to delinquent children.

The Division itself operates using a manual management information system, with statistical
information on various programs that were assembled by hand delivered to the office. The two
major organizations that operate under the supervision of the Division of Juvenile Justice
Services, along with a brief discussion of their information processing strategies are as follows:

34.1 Youth Study Center

The YSC is the secure detention facility for the juvenile justice system in the city of Philadelphia.
As such it provides room, board and clothing, as well as educational, social, medical, and
psychological services to a constantly changing population of 250 adolescents, all within a very
high security environment. Over time a very sophisticated, albeit manual information
management system has developed to assure that each child is accounted for, provided all services
if and when necessary, and delivered to the proper courtroom on the proper day and time. The
system is largely made up of an elaborate web of admission cards, check lists, activity lists,
control sheets, log books, house lists, and release sheets, among others. These forms are
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eventually catalogued and filed, with certain cards and reports being used to develop aggregate
data about the operations of the organization. To aid in their attempt to maintain accurate
statistics on the population of the Center, a staff member has access to an IBM compatible 386
PC on which runs an internally develeped Paradox database application. By gleaning information
from the admission cards and entering them into the computer, the statistician is able to maintain a
running count of the center population in addition to generating useful information such as
population broken down by age, race, charge, length of stay, number of previous admissions, etc.

3.4.2 Community Based Detention Services

Since the Community Based Detention Services program provides much the same program as the
Youth Study Center, except that it operates in a non-secure community-based setting, the
informational needs and resulting system are very much alike. Desk logs, intake sheets, court
orders, and rolodex cards form the basis of the information base used to manage this operation.

3.5 Defender's Association

The current management information system for the Defender's Association is a manual approach
utilizing two sets of file folders: red files contain information on juveniles currently held in
detention, and white files are for those clients who are released from detention. The department
does have a link with a computer system, in that several terminals connected to the Family Court
computer resides in the office, giving them rather limited client information on an inquiry basis
only. Data are collected manually and kept in a manila folder that is passed around from worker
to worker. Information on the nature and scope of reports or aggregate data used for operational
or managerial analysis are currently not available.

3.6 District Attorney

Like so many of the participants in the juvenile justice system for the City of Philadelphia, the
District Attorney's office utilizes a manual system for creating files and tracking clients, with an
assist in some specialized areas from a home-grown database product that resides on a stand-
alone PC. Manual files are kept on each case that comes into the office. Information on
offenders that qualify for the habitual offenders unit will have data entered into a Q&A based
automated database that currently contains about 1100 records. The data entered into this system
must be gleaned from the hard files. No evidence exists that these records function to provide any
strategic analysis to the DA's office or to the juvenile justice system in general.

3.7 Police: Juvenile Aid Division

For police activities that impact on the Juvenile Justice system, the JAD division operates a
number of specific databases, maintained for the most part with a manual system of files and
reports. Most if not all of the normal paperwork associated with processing a case is stored in
manual folders and kept on file for a period of ten years. More specialized information, especially
that pertaining to habitual offenders and offenders involved in sex crimes, is stored on automated
systems for use within those specialized units. The missing persons unit is another division that
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enjoys the benefits of an automated system of data storage and retrieval, but like the other
systems within the police department, is designed to serve a very specialized need within the
department, and contributes little to the overall effectiveness and efficiency of the juvenile justice
system.

3.8  Plans for Future Development

Plans are already underway for several of the participants in the juvenile justice system to initiate
new development, or expand upon existing automated management information systems. The
Children and Youth Services Division is undertaking the expansion of the FACTS system to
accommodate further processing of child welfare-related data to include risk assessments, and
adoptions. The FACTS system is also to undergo further development in order to accommodate
the information needs of the Division of Juvenile Justice Services, particularly with regard to child
and service tracking for the Youth Study Center program.

Juvenile Probation has also expressed its desire to implement a more comprehensive case tracking
system in order to assist probation officers in their daily decision making responsibilities, and to
develop a comprehensive data base for use in managerial planning and policy making.

Family Court is scheduled to move its current automated information system from the current
mainframe to the Family Court's own mainframe (an ES/9000, model 311), and create an
automated file system to replace the J-file. Additionally, this system will incorporate a wide area
network operated by the Court Administrator for First Judicial District. Priority will be given to
domestic relations information, with delinquency court information to be added at a later date.
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4. AUTOMATION and INTEGRATION ISSUES and PRINCIPLES

4.1 PURPOSES of AUTOMATION

Information systems generally serve three purposes:

1. Day-to-day operations, transactions and reports
2 Addressing semi-structured problems relating to management of resources and activities
3. Unstructured policy issues concerning the direction of the agency or system!

¢

From our interviews with juvenile justice system participants, we found many examples of where
automation would benefit agencies with respect to day-to-day operations. For example, access to
FACTS, the DHS information system, was seen as desirable by both the police and DA to support the
decision to remedial a case. Day-to-day reporting requirements would also be improved by an
automated system. The Youth Study Center, for example, must make available to its administrators,
DJJS, and the Court Intake Unit daily population information, including location and planned
movement. The Family Court System, in fact, demonstraies already the benefits of automation by
providing automated petitions and daily court lists, subpoenas and notification lists.

Information systems also aggregate information in ways that enable managers to perform tasks
associated with fiscal and personnel management, the monitoring of compliance with policy, and the
monitoring of s¢rvice activities in terms of service designs. Vacation and sick days, training and
overtime are some of the personnel items that managers need to monitor in a way that is efficient and
allows for timely planning. Probation service activities also need to be monitored both in terms of the
cost of services and compliance with service standards.

Regarding policy information, the ongoing struggle to control the population of the Youth Study Center
stands tall. After all, this was the problem that initiated the process that resulted in this project.
Trends and patterns in data collected across cases and time permit analyses that can expose the reasons
for unexpected changes in the YSC population. Moreover, trend analyses enable policy makers to
predict short term needs for resources or for restructuring case processing procedures and policies.
Recent increases in the number of arrests, for example, may be an anomaly or may be the beginning of
atrend. Since the size of the 13-15 age group is again growing and is projected to grow for at least the
next 15 years, trend analyses are critical to planning

4.2 IMPACT of AUTOMATION on ORGANIZATIONS

Automation is more than the mere computerization of existing information. It is the production of

Ypatricia M. Torbet (1991) Design Principles for Juvenile Court Information Systems. Pittsburgh, PA:
National Center for Juvenile Justice. pp. 28-34.
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information. That is, data elements previously too complex to summarize manually become
information readily available to the decision maker. Additionally, information can easily be aggregated
and analyzed to produce new information about patterns and trends. This new information can be
unsettling. It forces rationality upon decisions that have been made based on hunches, clinical
expertise, or consensus. It also makes decisions more visible, forcing accountability on decision
makers that have enjoyed greater autonomy in earlier times.

This new capacity means that information systems must be designed. We cannot merely automate
manual filing systems. Those systems were designed to serve a particular technology. Computeriza-
tion requires that every data element be assessed for its value to the agency and its potential use. After
all, there is a cost attached to collecting, storing, managing and using each item of data. But in
addition to cost is the need to consider the nature of information itself. It is our intent that the
information that is collected and stored will be used. Such is not always the case with manual files.
Additionally, the data that are stored will be queried and assembled in ways unlike the handling of
manual data. Thus, usage considerations must drive decisions about the nature of the data to be
included in the system.

Information serves particular purposes. Don and Michael Gottfredson have demonstrated that rational
decision making is best served if goals of decisions are specified and information relevant to those
goals is made available to the decision maker2 Information irrelevant to the goals of the decisicn
merely introduce unnecessary and often distracting noise.

Although automation facilitates greater efficieney, it creates different types of work, new roles, and
shifts in the distribution of power. Data entry, data management, data analysis, report production,
information system management and information system policy making are roles that must be
developed in an automated environment. Information systems must be managed, and those persons
who control information systems, particularly those with high levels of technical expertise, become
more central to the business of an agency. It is critical that their roles not be separated from the
business of policy making,

Automation is no panacea. It does not by itself improve efficiency, decision making or policy making.
First, it is not always the case that the most important information is contained in the automated
information system. As computers spit out reports, there is a tendency to become dependent on the
information they provide. For example, an automated system linked to the disposition decision may
provide up-to-date, accurate information on bed space, per diem cost and target populations of several
programs, but may not contain information on performance with different types of youths, AWOL
rates, and staff tumover. These latter pieces of information may be very relevant to the disposition
decision but may not be readily available. Thus decisions may be driven by convenience rather than
goals.

Second, the system may be designed in such a way that some items of information are emphasized

2Donald M. Gottfredson and Michael R. Gottfredson (1988) Decision Making in Criminal Justice: Toward a
Rational Exercise of Discretion. New York: Plenum Press.
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over others. If a case report produces fifteen items of information on offense behavior, but only two
items on educational performance, and if the offense information is very complete and detailed, but the
educational information is superficial, then it is likely that decisions based on these data will be more
influenced by the offense information, irrespective of the purposes of the decisions.

4.3 PRINCIPLES of INFORMATION SYSTEM DEVELOPMENT

A number of issues confront an organization when information systems are designed. In this chapter,
we discuss four issues that were addressed by the MIS Work Group and the researchers. These were:

1. Mission of juvenile justice system: public safety, family preservation, rehabilitation.

2. Purposes of information system design: development of policy relevant information regarding
caseloads and case processing.

3. Access to client information: confidentiality constraints and organizational boundaries.

4, Control of information system: An information system that permits the sharing of data across

agency boundaries must be controlled in such a way that IS policies and procedures can be
developed an implemented on an ongoing basis and that maintenance of the system is ensured.

4.3.1 Mission

Organizational purposes and IS purposes cannot be separated. We take the view, in fact, that
an IS must support the strategy that an organization chooses to follow its mission. In the case
of the juvenile justice system, the mission of the system and the missions of each participating
agency need to be specified in order that development of an IS is consistent with and
supportive of those missions.

Current decision making patterns and information systems suggest that front-end decisions --
arrest, charging, detention, certification — are driven by instant and past offense behavior, and
yet, most participants we spoke to place emphasis on family, school and neighborhood as
areas of important information. It would appear from our interviews and group discussions
that the mission of the juvenile justice system, in practice, has not been agreed to, in spite of
the presence of The Juvenile Court Act, which emphasizes both rehabilitation and family
preservation.

In the case of this project, the MIS Work Group was not the group of individuals to formulate
a system-wide mission. First, it was too small and represented only a few of the views found
in the system. Second, not all members of the group were policy makers. Some occupied
support staff positions in their agencies that were relevant to information system development
at a technical level. Etten and Petrone (1993) suggest that a mission-specification group
should include school, medical, funding agency and legislative personnel, as well as parents.
Clearly such a view must be considered carefully, and no doubt some readers of this document
will perceive a risk in such an inclusive strategy. Nevertheless, the development of a mission
statement is critical to the ongoing development and planning of an agency, and it this case a
system of agencies.
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4.3.2 Purposes of IS Development

This project began as a response to a need felt by key policy makers of the juvenile justice
systern, namely the Juvenile Justice Policy Group. The juvenile justice system as a whole
lacked the capacity to monitor case flows at several points in the system, understand changes
in case flow, and predict changes in case flow. Resource demands, specifically on the Youth
Study Center and institutional places of confinement, had not been anticipated, leading to
overcrowding at the Youth Study Center and in State facilities, and backups in the flow of
cases to State facilities. It was this need for policy relevant information that initiated the

development of an information system.

Researchers who discussed this need with Jesse Williams and other policy makers under-
scored the need for integrating information across agency lines in order to develop an
understanding of changes in case flow patterns. This matter was discussed in Chapter 1. It
was this need for an information system that could produce analyses of case processing across

the agencies of the juvenile justice system, then, that defines the mission of the project.

As has been pointed out in other literature, however, information systems should address
needs at the operational, management and policy level (Torbet, 1991). The same data can
meet all of these needs; it is merely a matter of how the data are stored and analyzed that
determines what needs are met. In other words, the transformation of data into information
determines the type of need that can be met. Operational needs include case processing
transactions (charging, detention, notifying witnesses, adjudication, disposition, etc.), detailed
case data (demographic, family, school, attorney name, etc.), and products (face sheets,

summons, petitions, court orders, etc.) (Torbet, 1991).

Management purposes are served by analyzing these same case level data in terms of
processing time, unit performance, costs and trends. This implies the need to aggregate case
level data and ask questions of the data, such as "Has there been an increase or decrease in the
number of cases eligible for secure detention?" "Are arrests rates changing?" "If so, in what
ways?" As Torbet (1991) states, management questions are characterized by "How many...,"

"How much...," "How effective...?"3

A policy focus raises the level of information to a level where understanding is critical.
Policy makers are interested in knowing why changes are taking place in the arrest rate or the
use of secure detention, what would be the impact of increasing non-secure detention
resources, what impact has community policing had on arrest rates, are there demographic
changes taking place in Philadeiphia that are likely to affect demands on system resources?
Answers to these questions require statistical manipulation of case level data, and these data

must be quantitative in structure.

3Torbet, p. 30.
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The latter of these purposes best fits the motivations of those individuals who initiated
development of an information system. Meeting other needs at the same time, however, is
desirable for two reasons: 1) those persons who would be responsible for producing policy-
reievant information are more likely to support an IS if their needs are also being met, and 2)
since other information needs exist, efficiency interests mandate simultaneous development of
information processing capacities that use the same data.

4.3.3 Access to Information

Access to information produced and held by another agency is constrained by federal and state
case law, federal and state statutory law and agency policy, but it is most common that access
problems arise from a lack of familiarity, communication and trust among these agencies. In
some cases, the cost of collecting, summarizing and reporting information is prohibitive, thus
leading to refusals. These issues are summarized by Etten and Petrone (see Appendix C). In
Philadelphia, we found that, except for Family Court, little effort had been made to change
access practices. During meetings of the MIS Work Group, participants would occasionally
"discover" information needs and make access arrangements on the spot. These discussions
were rewarding for participants and added to the value of the project.

The literature on juvenile justice information systems suggests that the sharing of information
across agency boundaries is desirable but rare.* In Philadelphia, Judge Esther Sylvester,
Administrative Judge of the Family Court, has made access to the Juvenile Court Information
System a priority. Under her leadership, direct access has been provided to the police, the
Police Department's Juvenile Aid Division and the Department of Human Services. No
automated access to any other information system in Philadelphia's juvenile justice system,
however, is possible.>

Recently, discussions have taken place among the Family Court, JJS and the Scheol Board
regarding access to an automated student profile. The plan is to provide the Court with direct
access to these profiles. Action on agreecments made is pending.

Four factors make the sharing of information by agencies of the juvenile justice system

essential:

1) The goals of each agency overlap, thus implying the existence of common
information needs.

2) The quality of service provided by any one agency is diminished by being denied

access to mformation that can affect the quality of this service.

~

“4Torbet, p. pp. 17-20; James A. Rapp, Ronald D. Stephens and Donna Clontz (1985) The Need to Know:

Juvenile Record Sharing; SEARCH Group, Inc. (1988) Juvenile Records and Recordkeeping Systems.
Washington, DC: U.S. Department of Justice, Bureau of Justice Statistics.

5Sinoe the time that we began writing this report, limited access to FACTS has been provided to Family Court.
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3) Limiting interagency access to information often results in duplication of data
collection, resulting in lost case processing time and fiscal resources.

4) The accuracy of data held by one agency is not easily verified unless access to
these data is possible. Since errors in data are likely, the existence of multiple
sources of data and ongoing data verification and evaluation can reduce error.

434 Coatrol of Information System

Assuming that some degree of data integration is needed in order to conduct policy level
analyses, the mechanism selected for integration must be controlled and managed. This is a
very sensitive issue, due to the nature of the juvenile justice system, that served a major
stumbling block for this project.

Soler and Shauffer have suggested the need for system-wide information systems for the
purpose of assessing the needs of the juvenile and providing appropriate services.
Moreover, such a system should be able to provide information on system effectiveness, cost
of services, and the extent to which services meet minimal standards of care. This system
should also inform the police and prosecutors about the results of cases in which they have
been involved.

4.4 METHODS of ASSESSING IS QUALITY

Because consumer satisfaction is a poor means of assessing the quality of an information system, steps
need to be taken at the fromt end of the design process to develop mechanisms for evaluating
information system options. Rochleau recommends three methods for testing whether or not an
information is sufficient to meet the needs that we have identified.”

44.1 Attach yourself to a complex case and follow it all the way through the entire
process.

This method enables the observer to assess weak spots in the system, points at which
information needs are not being addressed, points at which information is available but not in
a timely manner, points where available information is supporting a strategy or policy other
than the one believed to be governing the decision, and points at which available information
is equivecal, producing random interpretation,

6Mark Soler and Carole Shauffer (1990) "Fighting Fragmentation: Coordination of Services for Children and
Families." Nebraska Law Review, volume 69, pp. 278-297.

TRochleau, Bruce (1993) "Evaluating Public Sector Information Systems: Satisfaction Versus Imact."
Evaluation and Program Planning, volume 16, pp. 119-129.
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4.4.2 Ask a complex policy question and see how long it takes to get an answer that
satisfies your needs and what the cost is of getting that answer.

Often assumptions are made during the construction of an information system about the
nature of the data that will satisfy information needs. For example, a court information
system needs to be able to count cases, persons and decisions and relate these different counts
to each other. An individual youth may represent at any one time several cases, and the court
may produce dispositions on only a portion of the cases that youth represents. Furthermore,
the nature of the data collected and stored must fit the types of analyses that will be required.
If statistical manipulation is needed on a frequent basis, then information will need to be coded
numerically and the codes must be complex enough to produce meaningful information. Cost,
the last component of this test, typically pertains to the amount of time and work required to
produce an answer. If the response to a request for information is, "Well, we'll need to write a
program to get it," or "I should be able to get it to you in a week", the cost in terms of time is
too high, and the financial cost is likely to be in the thousands of doliars.

443 Link the goals of major decisions te information specifically relevant to those
goals.

All decisions have goals, but those goals may not be clear to the designers of an information
system. Assumptions are made that if the decision pertains to delinquency, then certain
offense information is relevant. The decision maker, however, may have goals beyond those
that are offense related. For example, an objective of placing heavy drug users in drug
treatment programs necessitates production of information relevant to drug use for all cases.

We strongly recommend that those decision makers responsible for development of new
information systems for the juvenile justice system adopt these assessment tools.

4.5 SYSTEM BOUNDARY

Because this project has focused on the sharing of information among agencies that comprise the
juvenile justice system, as well as agencies that are outside that system (the School and DHS, Children
and Youth), the possibility existed to conceptualize an information system that followed persons from
birth to adulthood and which had at its aim to keep people outside the juvenile justice system.
Prevention of delinquency and recidivism, after the point of discharge, could be seen as aims of such a
system. We discovered, however, that participants of the MIS Work Group saw the information
system as serving more tightly defined purposes. Thus the boundary of the information system would
be set by the roles of the police, at the front end, and the Juvenile Court, from the petition forward to
the point of discharge.

At the same time, we recognize that a focus on delinquency prevention might expand the boundary of
the information system at some time in the future. Thus, the system we recommend must be fiexible
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enough to adapt to changing views on the boundary of juvenile justice.

In Chapter 5, we outline in detail the visions of those individuals who participated in this study, and
highlight those elements of these visions that define the boundary of a future automated information
system.

4.6 CONCEPT of INTEGRATION

In order to satisfy the objectives of the Juvenile Justice System, as a whole, and to deliver requisite
information management solutions to its participants, the integration must be viewed as a concept, and
not as a data processing or non-data processing project. As a concept, integration brings together a
wide variety of issues and addresses such areas as:

Data integration;

Systems integration,

Integration of policies and procedures;

Integration/unification of data codes and data coding techniques;

Integration and standardization of data representation and data interpretation.

All too often, the result of integration is perceived to be some kind of an all encompassing software
application that looks and acts in, basically, the same way, regardless of the identity of an end user.
The proponents of such an approach take the word integration literally, implying that fo integrate
means fo make or _form into a whole; unify or to combine (parts) into a whole. As recent as a few
years ago, the notion of integration was often associated with a "super duper mainframe" capable of
supporting hundreds or even thousands of users concurrently accessing a commonly used application.

The independent operational profiles of the participants of the Juvenile Justice System, the specificity
of their environments, the foci of their activities, the lack of uniformity and compatibility of their
existing computer systems, and many other factors make the aforementioned approach to integration
not only impractical and inappropriate but cutright impossible. The integration, in this regard, must be
understood as the ability of independent members of the system to share pertinent information, rather
than the ability of the System to absorb its individual participating IS into a unified whole,

In order to satisfy the need for integration within the framework of the Juvenile Justice System, it is
important to recognize the existence of three major classes of information maintained by different
System participants. These classes depicted in Figure 4-1 are as follows:

. Participant specific information represents the outer ring or layer in Figure 4-1. This
information serves the needs of individual participants consistent with the primary objectives
of their agencies and/or organizations. The data management systems operating upon this
information are not compatible with one another reflecting different technologies, design
philosophies, approaches to implementation, support methodologies, etc. More importantly,
the data used by one participant are of little or no value to another participant and the need for
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exchange of these data is practically negligible.

Shared or exchangeable information represents the second ring or layer in Figure 4-1. While
this information is generated and/or collected by one participant of the Juvenile Justice System
to satisfy its programmatic, operational, and managerial requirements, it is of certain interest
to other participant or participants. The original content and/or form of presentation of shared
information may not be satisfactory to all interested parties and too often the fact of the
existence of this information is obscured from the view of many or all participants except the

originator.
Common or core information represents the inner layer in Figure 4-1. This information is

common to all or almost all participants and is, more often than not, maintained and
interpreted in a standard manner, regardless of a data system of residence.

The approach to data and systems integration responsive to the information classes present in the
Juvenile Justice System may be summarized as follows:

4.7

Consistent with the basic purpose and scope of the information system under development, the
designer determines which data elements and their groups are common to all participants by
content, form, presentation, and interpretation, and which data elements and their groups play
different roles (as to their significance, frequency of access and update, depth of details, etc.)
within individual agencies and organizations.

The designer develops and implements a procedure to ensure that all common data elements
have unique and uniform presentation throughout the Juvenile Justice System and that
appropriate modifications to any of these data become available to all participants within,
practically, the same timeframe. These common data elements constitute the core of the
integrated IS upon which each of the participants can build what is of local (agency, office, or
organization specific) interest and according to uniform design considerations.

The remaining data elements (those that play different roles within individual agencies) are
recognized as to their place of origin and their relevance to the participants. The knowledge
as to the existence and the availability of these data elements is spread throughout the Juvenile
Justice System, so that the information other than common could be easily obtained from its
"guardian” on the need to know and right to know basis.

INTEGRATED SYSTEM as a CENTRAL REGISTRY

It is recommended that the requisite data integration within the Juvenile Justice System be achieved
through the design and implementation of a Central Registry representing a data management solution
created specifically to consolidate, standardize, and make easily accessible the information relevant to
the processing of juvenile offense cases.
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FigureIV-1. PROPOSED CONCEPT of INFORMATION SHARING/INTEGRATICN

PARTICIPANT SPECIFIC DATABASES
INACCESSIBLE to OTHERS

CORE DATABASE

(COMMON DATA)

[ Developed by Allan Coillautt Associates, Inc.
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The concept of Central Registry recommended herein leads to the development of an extremely flexible
and versatile mechanism for the collection of data that originate in other, participant operated, systems
that have certain ability to interface (directly or indirectly) with the Registry. This presupposes that
there exists a number of data systems (automated or manual) capable of generating and making
available to the Registry the pertinent case and juvenile related information of interest to JIS, as a
whole, and/or of interest to more than one JJS participant. By interfacing the Registry with a specific
"production” or transaction oriented application, JJS gains the ability to further improve the
identification of and tiic information on the juvenile population, the assessed and/or perceived needs of
this population, the existing trends in service planning and service delivery, the comparative advantages
and shortcomings of various interventions, etc.

The comparison of the Registry with a participant specific transaction oriented system is provided in
Figure 4-2. It is imperative to recognize that the Registry should not and cannot be successfully
constructed as an adjunct to or as an extension of an existing file or system. Such an approach would
not only fail to produce an effective uniform data collection tool but might also create numerous and
serious problems for the file or system to which the Registry is being attached. The Registry must be
implemented as a software product designed to satisfy its unique specific goal and must be developed
to be operationally independent from any participating system in a way that the Registry does not force
changes on these systems, while remaining unaffected by the modifications that these systems have
discretion to install in their own environments. The interfaces between the Registry and the individual
participating systems are conceptualized in Figures 7-3 and 7-4.

The proposed independent nature of the Registry will not only facilitate its implementation and increase

its technological scundness, but also will simplify the resolution of certain legal issues associated with
the confidentiality of information on juveniles.
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Figure 4-2. Central Registry in Comparison to a Function Specific System

FEATURE or CENTRAL REGISTRY PROGRAM/FUNCTION
CHARACTERISTIC SPECIFIC SYSTEM
FOCUS Juvenile case and offender Program/function objective
Overall quality of services and/or Quality of specific service
interventions measured through and/or intervention delivered by
its impact on juvenile the function/program and mea-
sured through its comparison to
other similar services
Overall cost effectiveness of the Cost effectiveness of the pro-
Juvenile Justice System gram (with little or no consid-
eration given to the impact that
the program may have on the
cost effectiveness of the Systcm
as a whole or on the cost effec-
tiveness of other programs)
SCOPE Juvenile Justice System Program/function
MAJOR OBJECTIVES Capture and maintain case and Facilitate the processing of juve-
case history information to en- nile and case specific trans-
sure effective and expedited actions to ensure timely delivery
processing of juvenile cases of service and/or intervention
Capture and maintain juvenile Allow the agency, office, or
and juvenile history information organization to perform analy-
to ensure the ability of the sys- ses of its consumer juvenile
tem to satisfy the re population
quirements of the continuity of
care and dispositional planning, Allow the agency, office, or
responsiveness to the needs of organization to perform analy-
the juveniles, etc. ses of its service delivery and/or
intervention patterns
Provide the System with the
ability to perform in-depth Maintain the history of rendered
analyses of offenses and their services and interventions in
associated dispositions, order to facilitate juvenile need
intervention planning, service recognition procedures and to
delivery patterns by type of support the process of
service, provider, program, seg- determination of the array of
ments of juvenile population, its most applicable services and/or
geography, funding source, etc. interve,_x:y;gi (_}dimsitionsz
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MAJOR OBJECTIVES Provide various participants in Ensure timeliness and accuracy
(continued) the System with adequately se- of administrative and fiscal
cured access to juvenile data for activities, in general, and at the
the purpose of case, case status, case level, in particular
offender and offender status
recognition
Substantiate and further improve
resource allocation decisions and
interaction among participants
of the System
PRIMARY USER and Juvenile Justice System, as a Program/function provider (re-
BENEFACTOR whole through its numerous sponsible office or organization)
‘participants
APPLICATION Effectiveness of the Juvenile Effectiveness of program / func-
DESIGN PHILOSOPHY Justice System, as a whole, and tion
(consistent with the major improved interaction amount its Ability to satisfy the needs of
objectives of the system) participants the program/function, while
Ability to satisfy the needs of the remaining unaffected by and
Juvenile Justice System without mostly indifferent fo the needs
creating excessive volumes of of other programs and the
extra work and without imposing System as a whole, with excep-
inconveniences Jor the tion of satisfying the needs of
individual participants of the the System as they relate to the
System submission or exchange of
mandatory data (e.g., disposi-
Ability to accumulate data re- tion planning data) and reports
ceived from numerous and often
incompatible sources Ability to accumulate data inde-
Ability to capture and maintain pendently from amy outside
large volumes of information sourccs
through its receipt from outside Ability to efficiently support
sources, as opposed to its direct direct (manual) data entry
(manual) entry operations often at the expense
of electronic data interchange
Extensive use of cross reference
facilities and multiplicity of data Uniformity of data access pat-
access  patterns  required to terns required to ensure high
satisfy the needs of various application performance in
participants transaction processing mode
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APPLICATION DESIGN | ¢ Effectiveness in the environment | ¢ Effectiveness in a standalone
PHILOSOPHY (continued) that includes nUmerous environment and the ability to
participants and the ability to resist changes imposed by
increase this effectiveness with outside contacts for as long as
the growth of the number of these changes are not uncondi-
outside contacts tionally enforced by the Juvenile
Ability to recognize and to sup- Justice System, as a whole
port multiplicity, diversity and Ability to ensure uniqueness
Slexibility of data interrelation- and standardization of data
ships, as well as multiplicity of definitions and their uniform
data definitions representation  among  all
system functions specific to the
program
INTEGRATION o Excellent * Poor to Fair
CAPABILITIES
PRIORITY PROCESSES | ° Local and remote accesses for | * Transaction processing activi-
and FUNCTIONS the purpose of exchange of case ties, including juvenile recog-
related information: nition, case management and
tracking, data editing and vali-
s Local and remote accesses for dation, etc. (interactive and
the purpose of juvenile batch)
recognition (predominantly
interactive) ¢ Data summarization activities
for the purpose of mandatory
* Electronic data interchange reporting
(batch)
* Internal data analysis and re-
* Maintenance of local databases porting activities
{common data and "knowledge
of content and location data)
* (Case status inquiry and case data
analysis
* Juvenile offender data analysis
(interactive and baich)
¢ Service/interaction and disposi-
tion data analysis (interactive
and batch)
DATA ANALYSIS * Extremely high depth and | ¢ Low to average depth and
sophistication sophistication
STATISTICAL TOOLS ¢ Mandatory or highly desirable * Low priority or not essential
NETWORKING » Essential * QOptional
CAPABILITIES
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MAJOR TECHNICAL
CONSIDERATIONS and
REQUIREMENTS

High system reliability

Efficiency of input/output opera-
tions focused on large volumes
of data as well as on single data
records (e.g., case or juvenile)
Diversified communications
capabilities

Extensive mass storage facility
and performance acceleration of
1/O devices

Ability tc support various
peripheral devices (open
architecture)

Ability to expand end user sup-
port through the addition of user
clusters rather than individual
users

Ease of maintenance and support
Availability and use of a true

relational database management
system

High system reliability

Efficiency of input/output oper-
ations focused on single data re-
cords (i.e., juvenile)

Ability to support continued ex-
pansion of the original proces-
sor

Adequate mass storage facility
and its ability to grow in a cost
efficient manner

Uniformity of peripheral devices
to reduce costs of mainte-
nance/support

Ability to expand end wuser
support through the expansion
of system terminal capacity

Ease of maintenance and sup-
port
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5. ENVISIONING AN AUTOMATED INFORMATION
SYSTEM: AN END USER PERSPECTIVE

As part of our data collection, we asked key actors in participating agencies to
identify the kinds of output reports that they believed to be essential to their work.
In some cases we produced sample screens and asked participants to review and
edit them in order that they approximate the kinds of output they envisioned. QOur
purpose in asking these questions was to begin the process of designing system
outputs that fit the needs and preferences of those individuals who would become
users of the system. That is, we incorporated implementation planning into the
design phase in order to facilitate design of a useful system and a system that
would attract a high level of use. In this chapter, we summarize the kinds of
output reports that an automated information system will need to produce. We
have limited this summary to information that pertains to juveniles and case
management and have not included personnel, fiscal or physical plant management.

Our work in this area is incomplete. We were not able in the time of the project to
work with every staff position to a point where sample output was fully visualized.
In this section, we report on the work completed to this point. Furthermore,
because of the extreme level of need we found, and the centrality of two agencies,
the Youth Study Center and Juvenile Probation, to the juvenile justice system as a
whole, we have reported on the information system visions of these two agencies
in more detail than we did with other agencies.

The material in this chapter and the next may appear overly detailed and complex
to the reader. Our aim here is to provide as much detail as is necessary to support
further system design. Within each agency or agency unit, the information
provided will undoubtedly be clear and reasonably complete, but at the larger
interagency level, where the sharing of information is the most critical issue,
information needs are indeed complex. We address this issue in Chapter 7.

It should also be noted that the sampie screens contained in this chapter may
reflect existing paper reports. In most cases, some form of report exists that is
similar to this screen, but in other cases we used interview data to construct a
sample screen in order to help user groups begin to envision what they wanted
from a future system.

51 Juvenile Probation

Juvenile Probation is an agency within Family Court that provides direct services
to adjudicated juveniles, case tracking for juveniles during and following
institutional placements, pretrial services for the Juvenile Court, and Court Intake
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services. Our discussion of probation's vision of an automated information system
will focus on the following categories of output:

° Management

° Intake

® Pretrial Services

s Case Management
U Direct Services

S.1.1 Management

Probation management is largely concerned with accountability and resources.
Probation work is structured in terms of individual caseloads and is dependent
upon the professional skills and commitment of each probation officer.
Consequently, the primary management role is to measure the activity of probation
units and their individual officers and act if the numbers of activities deviate from
the norm or from expectations. Three types of files are needed that can be
accessed as on-line screens or printed as reports:

1. With regard to individual probation officers, managers desire the following:

o A probation officer data file that contains address, phone absences,
vacations, training, disciplinary action, promotion recommendations and
promotions. We have illustrated a portion of this information on
SAMPLE SCREEN 1.

e A probation officer activity report that included caseload type and size,
numbers of social inquiries, numbers of juveniles seen, numbers of parents
seen, numbers of juveniles not seen, numbers of bench warrants on
caseload, and reasons for bench warrants. This information is illustrated on
SCREEN 2.
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SCREEN 2: Juvenile Probaticn

MONTHLY OPERATIONS REPORT: OFFICER SUMMARY

Page 5 - 4




. O

STATEMENT of RECOMMENDATIONS

2. At the unit level, managers, especially the Chief Probation Officer, envision
a system that provides the following:

e TUnit summaries that facilitate monitoring with regard to number of PO's,
caseloads, activities and bench warrants. This information is illustrated in
SCREEN 3.

3. Finally, with regard to individual clients of the department, Chief Probation
Officer expressed the desire to be able to monitor at any time:

e The Youth Study Center population, including time in the center and
planned actions, illustrated in SCREEN 4, and

o A list of active bench warrants, as shown in SCREEN 5.

51.2 Intake

The Intake Unit is responsible for two key decisions: 1) determining whether or
not the case requires immediate supervision, and 2) determining whether or not the
youth should be held in detention. Intake workers now make good use of existing
technology: petitions are faxed to Intake, and the Family Court Computer is
queried for prior offense information. Intake's primary vision pertains to
interaction with an improved Juvenile Court Computer System. Identification of
youths is not well supported by the existing system, although procedures are in
place. In fact, personnel costs attached to identification are extremely high across
the juvenile justice system. It is also the case that the Juvenile Court System may
not have correct information on the location of a youth since space limitations
often result in changes in detention placements. Communicating accurate location
information te the Juvenile Court System would better support other parts of the
system.,

Intake Officers' visions of an information system were also captured on sample
screens. SCREENS 6, 7 and 8 illustrate the kind of automated files that intake
officers would like to be maintained and available on cases in process. These
screens provide information on individual juveniles as well as an ongoing list of
cases in process with information indicated the status of each case. In addition,
Intake must also control movement of youths from detention and home to court.
An on-line list of Court In and Court Out cases headed for court would be
maintained and monitored on a daily basis (SCREEN 8).
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SCREEN 3: JuvenileProbation
MONTHLY OPERATIONS REPORT: UNIT SUMMARY
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SCREEN 8: Court Iniake Unit
HEARING LIST
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513 Pretrial Services

Officers in the Geographical Units also play the role of pretrial services officers. In
addition to carrying their own caseloads, they generate for the court data and
recommendations for treatment and placement to support the disposition decision.
These officers see the need for the following kinds of system outputs:

e A social history, including behavioral, health and mental health
information

® A family history
) A summary of the incident surrounding the instant offense

e The delinquent history of the juvenile, including adjudications and
dispositions

° A past placement history
° Information on restitution orders and compliance with these orders
s Court schedules

In order to develop these system outputs, however, the envisioned system would

include on-line access to the DHS information system and to the School Board's
student information system.

5.1.4 Case Management

The Aftercare Unit supervises cases in residential and institutional facilities
throughout the state. Unit members work with these placement services and keep
the court apprised of the status of each case. In order to conduct their work well,
knowledge about the juvenile is needed, much of which has been identified as
outputs for other probation units, namely:

° A social history, including behavioral, health and mental health
information

o A family history

° The criminal history of the juvenile, including adjudications and
dispositions
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° A past placement history, including type of discharge and any
relevant events

° Information on restitution orders and compliance with these orders
o A schedule of court hearings

But due to the nature of their role as case managers, they are also in need of the
following outputs:

J A report based on school data summarizing behavioral and
performance  information, demographic and identification data,
and medical history information

o A mental health assessment report

e A health assessment report, including immunization records

. A placement progress status report on youths in the placement
process

) A list of probation officers assigned to a specific facility

° An on-line program report that includes target population, program
description, current space availability, and cost

5.1.5 Direct Services

Both the Geographic Units and the Specialized Units have responsibility for direct
case supervision. The bulk of their needs for information appear at the beginning
of a case when case planning occurs. What is needed is quick access to
information that would support this planning process. Clearly, the fastest system
would incorporate on-line access to historical information in the following areas:
social, family, offense, school, medical, mental health, placement and restitution.
Ideally, there should be a central source for accessing all of this information.

5.2  Disposition Planning Unit

The Disposition Planning Unit (DPU) is administered jointly by a Director
from the Family Court and a Director from DJJS. Cases are referred to this unit by
probation staff due to the difficulty the case presents for finding an appropriate
placement. Under an automated information system, the Directors of the DPU
envision receiving monthly reports listing:
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® Number of cases planned for

® Number of cases by reason for referral

° Number of cases by length of time between referral and
commitment

DPU also envisions an information that produces program outcome information as
well as up-to-the-minute information on bed availability, modifications in services
provided by any agency, and types of youths targeted by the program.

In support of the placement decisions that DPU staff make regarding individual
cases, staff members envision access to an on-line client file that emphasizes
special needs, and that includes a criminal history and a placement history. In
order to complete a match between client and program, however, the worker
would have access to detailed program descriptions and program ouicome data
for similar clients. For example, the system would provide outcome and ceost
comparisons of clients in community-based programs with similar youths placed in
institutions.

The DPU Directors envisions two program inquiry screens. The first is descriptive
and includes up-to-date information on:

. Screening criteria
° Risk score range of target population
. Per diem cost and other costs

® Designed length of stay

° Program components

° Program objectives and measures of success

. Coordination mechanisms with probation and school
° Links with outside agencies

. Mechanisms for linking with families
. Nutrition policies

. Qualifications of staff
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For purposzs of ongoing monitoring and evaluation, another type of screen
containing inforrnation on individual clients is envisioned that would include:

Attendance in the program
Participation in specific activities
Activities planned for a specific day

Performance indicators

In the case of a foster home, another set of data are desired:

Type of home

Incentives provided to foster parents
Qualifications of foster parents

Type of supervision provided to foster parents
Resources of foster family

Types of agency backup provided to foster family

Coordination with other agencies

Institutional placements require additional information. The DPU Directors
envision on-line access to information provided by institutions on the following:

DRAFT

Description of physical plant

Conditions of confinement (living arrangements, safety measures,
use of isolation)

Staff-client ratios

Staff qualifications

Specialized program components, including special education
Family involvement

Average length of stay
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° Per diem cost
. Private funding

DPU's case management function would also benefit from an automated
information system. One component of this function would involve case tracking,
the objective of which would be to insure that required actions occur at
appropriate times. Second, the system would enable DPU to interact rapidly with
the YSC around movement of youths in and out of the Center, and with DHS-
FACTS regarding relevant dependent information.

The DPU Directors and workers envision an information system that provides
outcome information. That is, the system should be able to feed back to them the
performance of a youth during the first six to twelve months following discharge
from a program. Since aftercare services are likely to play a central role in shaping
behavior during this period of re-integration, comparisons of aftercare services
would also be a capacity of the new information system.

53 Juvenile Justice Services
53.1 DJIJIS Central

The central office of DJJS is largely concerned with managing the system of
private provider contracts and detention services. As such, trends in arrests,
adjudications and dispositions play a major role in the planning process. Trend
analyses and future projections are types of analyses the envisioned information
system would be capable of producing,

Included in this type of trend analysis would be analyses of arrest trends, including
variation in offense type, geographical area, demographic characteristics, and
remediations. Another type of analysis would focus on disposition decisions.
Analyses are needed of numbers of clients by program, needs of clients by
program, recidivism rates of programs, and other program outcomes that permit
assessments of each program'’s effectiveness.

At a more analytic level, the new system would provide for analyses of admissions
to the Youth Study Center by type of client. Thus admission decisions could be
crosstabulated with demographic and offense variables to determine patterns in the
types of demands being placed on the Center's programs. Also important to this
office is to investigate relationships that exist between detention decisions and later
placement decisions in order that inappropriate uses of detention can be monitored
and forestalled.
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An additional data base is envisioned regarding staff training, a critical issue among
human service providers. The system should provide ongoing tracking of staff that
have received specific training, as well as the training needs of specific staff.

5.3.2 Youth Study Center

The Division of Juvenile Justice Services of the Department of Human Services
convened the MIS Work Group with the intent of developing an information
system that would serve all of the public agencies of the juvenile justice system
through a case tracking system. At minimum, its expectations were that the
information system would:

1. Provide for client intake and assessment;
2. Maintain a comprehensive file on each client including basic demographics,
family history,

education, medical records, and court history;

3. Maintain data on placement site, date uf placement, and date of dzparture
which will allow for recidivism studies;

4. Perform administrative tasks (e.g. budget, personnel, inventory, word
processing, etc.)

5. Provide trend analyses to assist agencies in anticipating future levels of
services;

6. Serve as a central resource;

7. Provide information which may be used for research and evaluation of the
juvenile justice system. (Division of Juvenile Justice Services, October 27,
1992)

Central to the business of the MIS Work Group was the need to develop a system
that would support population control of the Youth Study Center and programs
within the Center. After all, problems with overcrowding in the Youth Study
Center were the catalyst for information system development.

From an information flow perspective, the Youth Study Center can be most
usefully subdivided into the following organizational sections:

® Administration

) Admissions
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° Center Control

° Child Care

o Social Services

o Support Services

The MIS Work Group decided to eliminate from our efforts any decisions that did
not impact directly on system clients. Consequently, we specifically do not address
support services, such as maintenance and food services.

a. Administration

In addition to physical plant, personnel and budget, administrators of the
YSC and of DJJS envision an information sysiem that provides timely, accurate
and complete information on the YSC population and the Center's programs.
Currently, the Center operates a PC-based information system that generates a
daily house list, daily summary population reports, a monthly population report,
and an annual population report. Information provided in these reports includes
demographic characteristics, prior and current offenses, bench warrant
information, releases, police referrals, police district, and court referrals. Given the
completeness of input into the design of this small system, it is envisioned that a
larger system would provide the same output. SCREEN 9 illustrates a "Weekly
Operations Report" that contains the information envisioned for this type of on line
report.

In addition to this information, however, a more comprehensive automated system
would provide a capacity to analyze these data and produce trend and "what if"
output, thereby supporting policy making. Moreover, aggregating data across
cases or clients would enable management to produce data relevant to different
types of questions that are commonly asked about the population of the YSC. For
example, population data are frequently reported in terms of offense, age, gender,
race/ethnicity and length of stay. Aggregated reports by these categories should be
produced weekly, monthly, quarterly and annually, and one-day snapshots of the
Center should be available instantly. Moreover, managers need analyses of these
data for planning purposes. The system should provide trend analyses on the
Center population; demographic, diagnostic and offense categories; as well as on
length of stay and events in the Center such as incidents of violence, suicide
attempts and escape attempts. These same data support efforts to step down the
level of security of a detention placement. Our discussions with managers at the
YSC produced a picture of the information needed for population management,
and we have illustrated this information in sample SCREEN 10.
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One primary responsibility of the YSC is to provide the court with a report on the
behavior of each youth during his or her detention placement. This report, the
Resident Adjustment Summary, reports on several categories of misbehavior,
including fighting, quarreling, disrespect (including cursing), theft and horseplay.
Aside from informing the judge about a youth's behavior, this information could
become useful for analyzing the appropriateness of unit assignments, made

on the basis of the Orientation and Classification Form (OCF). The OCF is
developed on the basis of a social history, derived from an interview with the
youth. To assess the OCF's adequacy, information would be stored for purposes
of analysis on the following items:

® Demographic characteristics

® Court history

o Family history

o School history

® Medical history

° Peer group

® Placement history

® Mental health status

o Suicide risk

° Escape risk

Thus, automation of this information would serve at least two purposes:

1. to produce efficiently the Residential Adjustment Summary. as
envisioned in SCREEN 11, which combines this discharge summary
information with historical information on case activities during the
time the youth was detained.

2. to produce a monthly report of behavioral incidents by unit that
would serve to evaluate the appropriateness of unit assignments

made according to the OCF.

Senior Administrators should be able to have on-line access to the Center census,
including length of stay, case status and hearings pending.
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SCREEN 11: Youth Study Center
RESIDENT DETENTION STATUS AND DISCHARGE SUMMARY
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b. Admissions

The focus of the admissions process is to classify youths in terms of appropriate
unit assignments, alert staff of conditions that require attention, and to open a
record on the cases. Unit assignments are made on the basis of the OCF, with
particular attention to:

Escape risk (derived from calls to prior placement agencies)
Probation status

Bench warrant status

Offense history

Has youth been charged with sexual abuse?

Has youth been sexually abused?

Is youth a drug user?

Is youth a drug seller?

Part of city in which offenses were committed

An important consideration is the need to alert unit staff of conditions that all staff
need to know. These conditions include:

L medical problems
o suicide precaution
° isolation

o escape risk

° special mental health problems
o CBDS committed youth

® 30 days or more

Under an automated system, some information collected by Admissions staff
would contribute to information subfiles that are shared and used by others. For
example, medical information would be collected and entered into a medical data

DRAFT
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subfile by these staff, and added to at other points in time by child care and social
service staff and by Probation Officers. A client file, therefore, would contain a
medical subfile in which staff would find information on medical conditions,
medication, doctor's name and phone number and an emergency contact person
would be found. Additionally, medical events would be added during the juvenile's
time in the YSC, including illnesses and actions taken, a log of medication
disbursements, and contacts with the juvenile's doctor. On-line access to this
information would be required for child care, social service and administrative
staff, and relevant reports produced for Probation and for commitment agencies.

Finally, a client information face sheet would be available on line that
contains demographic information, admission and discharge data, prior offense and
current charge data, family addresses and phone numbers, and identification of the
arresting police officer. A preliminary sample screen has been provided in
SCREEN 12 that demonstrates the kind of information YSC personnel would like
to see available in an automated system.

c. Center Control

Center Control is an information hub that provides ongoing case tracking and
control over the movement of clients. All information on a youth's movement,
release, discharge and security is maintained by the individual on Center Control

duty.

Under an automated system, Center Control would access electronically census
reports from each unit and produce a list of youths who are scheduled for court or
neuro-psychiatric studies, and an "Entry and Release List." The system would
have the capacity to produce these lists automatically when commanded to do so.
Moreover, census and movement data would be added to each client file producing
a log of location and movement. Location and movement information could then
be accessed at any time by client identifier, date or unit.

Like any unit that has case responsibility, the YSC, through Center Control,
maintains a case file that includes demographic information, social worker name
and phone number, emergency contact person and phone number, charges, medical
information, court information, and a brief psycho-social assessment. Most of this
information is produced by the Admissions Unit. Also, based on Admissions
information, each file is coded with a color tab in terms of the following
conditions:

o medical problems
® suicide precaution

® isolation
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° escape risk
» special mental health problems
° CBDS committed youth 30 days or more

Much of the work of Center Control requires communication with other parts of
the system. Court lists are generated by the Social Service secretary that enable
Center Control to arrange for movement of the Youth. Similarly, the Court Intake
Unit provides a list of youths who are ordered to undergo neuro-psychiatric
studies; the Nurse provides a list of clients with medical problems (information
which, by the way, is needed by placement agencies); Child Guidance provides a
list of youths to whom it is providing counseling, and Social Services provides and
authorized visitors list for each youth. Under an automated system, this
information can be transmitted and stored electronically, producing lists and
ticklers. More importantly, these data can be linked to other data for purposes of
monitoring services and related costs, asking questions regarding the types of
youths who receive specific services and predicting service demands

Center Control also collects information on staff movement, including sick days
and leaves. The envisioned system would have the capacity to transfer these data
electronically from Center Control to Personnel, automatically or on demand.

d. Child Care

Unit Child Care staff at the YSC are responsible for day-to-day care of each
detainee. From an information system perspective, these staff are most often
generators of information as opposed to users of information. A daily census is
conducted by YDC I's for each unit and forwarded to Center Control. Logs are
maintained in each unit, and reports are written when incidents occur. Because of
the size of the manual logs, analyses of information they contain is difficult, thus
prohibiting their use as learning tools.

Under an automated system, unit census reports would be created each day and
fed electronically to Center Control. Additionally, these data would be added to a
data base that would serve other management purposes, including length of stay
analyses. To replace manual logs, on-screen checklists would be created that
would produce standard data for later analysis. Moreover, incident reports could
be produced, analyzed and transmitted electronically to appropriate decision
makers. The data from these reports would be added to a central client data base
that would serve to support generation of the Resident Adjustment Summary and
analyses of unit assignment decisions.
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SCREEN 12: Youth Study Center
CLIENT INTAKE RECORD
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SCREEN 12, Cont'd
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Residents of the YSC are required to attend school, participate in recreational
activities, and have medical checkups. Additionally, they receive visits from
relatives and their defenders. All of these activities must be monitored and
recorded. For purposes of generating management reports and alerting
supervisors of problems, an automated system is ideal. The existing activity sheets
are valuable, but if entered into an automated system, managers can ask questions
of the data, measure the cost of different service activities, and conduct evaluations
of individual units in terms of gaps between activity standards and actual
performance.

e Social Service

One of the first responsibilities of a social service worker is to conduct an
orientation of a new admission. In preparation for the orientation, the SSW
attempts to become familiar with the client through record data. Existing
information on clients is fragmented, however, requiring social service staff to go
to several sources to put together information on a single case. An automated
system would enable creation of a single, hierarchical client file, permitting the
accumulation of information across different stays at the Center and making
information retrieval more efficient. Several sources of this information exist that
would be useful for this assessment, including the FCC, J-files, FACTS (DHS),
JAD, and the School Board.

From this assessment, the information system would produce a client face sheet
that contains basic social and case information. The Social Worker would record
on the client file a Service Plan with times and types of planned activities (see
SCREEN 13). The system would provide reminders to Social Service Workers of
scheduled activities and would provide the Social Services Supervisor with a
menitoring capability. Upon discharge, data pertaining to release would be added
to he file.

Social Service Workers currently maintain manual Individual Case Management
Activity Records (ICMAR) on which two categories of activities -- worker contact
on behalf of resident and resident-worker office contact -- are cross-referenced
with the dates of those activities. Although little would need to be done to modify
the ICMAR form for automation, automation would permit aggregating this
information for purposes of workload evaluation, service activity policy analysis,
and evaluation of service effectiveness. Moreover, access to these records by
management for purposes of accountability can occur rapidly at any time. For the
ICMAR, then, we envision an on-line file (see SCREEN 14), available to social
services staff and management, as well as aggregate service activity reports (SAR)
(see SCREEN 15). Social Workers are required to see their clients within 24-48
hours of arrival, conduct an orientation within 24 hours and see each client at least
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once every 10 days. Under an automated system, a supervisor could be alerted
automatically if these standards are not complied with.

Weekly, the Social Services Supervisor prepares a report on difficult cases:
children in custody more than 30 days, children exhibiting behavioral problems,
children with special needs and children with mental health problems. Because
data on these youths is isolated from other sources of data in other agencies, data
that might be of use to those attempting to see that a youth's needs are met, a
system is envisioned in which data from other sources might be merged with the
in-house data and produce better information.

Social Service staff also maintain a record of every court transaction for each YSC
client, as well as court date, Center orientation date, and dates of neuropsychiatric
studies and other medical or mental health studies. This manual transaction file
contains information relevant both to the status of the YSC population and to
decisions made about the individual child. Thus, an automated case status subfile
would produce event ticklers to remind staff of events such as hearings, medical
studies and excessive times in custody, as well as provide administrators and policy
makers with time-in-custody data that can be analyzed quickly in response to
questions regarding the YSC population. An example of the kind of on-line
information envisioned is contained in sample SCREEN 11, the "Resident
Detention Status and Discharge Summary." This screen provides a continuous list
of court decisions on the individual case.

5.3.3 Community Based Detention Services

Related closely to the YSC is CBDS, or non-secure detention. CBDS is
comprised of a number of programs that include in-home detention and
institutional facilities. Gf particular interest to CBDS are maintaining accurate
case tracking, developing information relevant to stepping down cases, analyzing
cases that are rejected by CBDS vendors, and analyzing the flow of cases among
the CBDS programs, the YSC and the placement system.

Admissions to and discharges from CBDS often occur without information flowing
to the CBDS Supervisor in a reasonable amount of time. These administrators
envision having on-line access to the Master's court, Juvenile Court, and Juvenile
Probation in order that decisions to commit to or discharge a youth from a CBDS
are communicated within a time frame that permits the CBDS Supervisor to plan.
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SCREEN 13: Youth Study Ceater
SERVICE PLAN
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SCREEN 13,Cont'd
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SCREEN 14: Youth Study Center
Case Management Activity
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SCREEN 15: Youth Study Center
SOCIAL WORK ACTIVITY REPORT
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The administrator of CBDS envisions a monthly monitoring report that contains
the following data:

® Number of youths served
° Number of absconds
° Percentage of AWOLS by provider
® Rejections by reason for rejection by provider
° Admissions by shift and day of week
o Staffing levels for each CBDS program
* Admissions by age, sex and race
o Number of step downs
o IV-E eligible clients processed and accepted
A primary interest of the CBDS administrator is to reduce the level of security of
any detention placement to the least reasonable level. To facilitate a step down
decisions, several items of information would be produced by the information
system:
U demographics
® charge and offense history
° placement history
o suicide attempt history
® history of absconding
° availability of a home

. whether or not parents want youth at home

o abuse and neglect history
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While the last two of these items would need to be developed internally, the first
four require access to court records (J-files), and, ideally, to an electronic court
record of the client.

Within CBDS is a Court Liaison person. The individual playing this role reports
AWOL's to the court, investigates cases held in CBDS for more than 30 days,
procures emergency mental health services, and responds to judges and probation
officers about the adjustments of youths to CBDS placements. Each of these
functions can be supported through an automated system. AWOL reports can be
transmitted electronically to the court, thus reducing the time it takes for this task.
The ideal system would provide a tickler file for 30-day cases and provide a
summary face sheet that would contain relevant case information. It would also
produce a Form 304 that contains demographic, family and mental health
information if an emergency health response is needed. Finally, program
adjustment reports could be transmitted by CBDS placements to the Court
Liaison person, who can pass these reports on to the court and analyze these
reports for patterns and trends.

53.4 Court and Community Services

DJIS contracts with over fifty private programs to provide services to delinquent
youths. These programs range from institutions to in-home services and include
foster care, group homes, specialized placements, and day treatment centers.
Several questions are central to the monitoring of these programs by Court and
Community Services:

® What is the basis for rejection of a youth for placement?

o What is the level of abscondences and failures to complete the
program?

e What reasons are given for requesting the court to review a

commitment order?
® Have the goals of placement been met?

® Are there trends that indicate the need to develop new services or
reduce existing ones?

® Are there breakdowns in the current system of services?

o How are we spending our money?
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In order to answer these questions the information system will provide information
on the following:

® Utilization rates by program

® Number of admissions by agency

° Number of rejections by agency

o Number of rejections by reason for rejection by agency

® Number of discharges by agency

° Number of premature discharges by reasons for discharge by
agency
® For in-home services, attendance and absences by program

° Number of placements within city, within region, within state, out
of state

e Number of successful placements by placement goal by agency

Production of program outcome information is currently a priority for DJJS and is
a category of information of interest to judges, probation officers, prosecutors and
defenders. The information system here envisioned would produce information on
program effectiveness, both in terms of placement goals and recidivism. Output
would differentiate both program type and type of client, thus facilitating the
appropriate matching of clients to programs and, simultaneously, highlighting
types of clients whose needs are not met by the current repertoire of services.
Such a system is currently being implemented by DJJS and Family Court.

5.4 Juvenile Aid Division

In addition to making arrest decisions, the police are instrumental in decisions to
remedial cases. While remediation was more common at one time, it is actually
rare at this point in time. The police envision an information system that provides
access to family, prior placement and school data, information that is essential to
the decision to remediate a case. They argue that the availability of this
information would increase the number of youths who are remediated.

IPhilip W. Harris and Peter R. Jones have developed and arc operating currently an information
system designed to provide a continuous flow of outcome information to programs, DJJS,
Juvenile Probation and the Juvenile Court. This system is being operated by the Crime and
Justice Research Institute (Philadelphia) and is funded entirely by the Department of Human
Services.
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Within the Juvenile Aid Division, the Sex Crimes Unit has special needs that have
led them to develop their own vision of an automated information system. For
these officers, 24 hour a day access to the Family Court computer is needed to be
able to establish the custody of a child and stipulations on protection orders.
Additionally, access to the FACTS system would provide information on prior
abuse complaints. Our discussions with officers of this unit indicated that their
concern with protecting the child victim of sexual abuse was paramount. As can
be seen in SCREEN 16, the child information desired in their envisioned
information system includes information that could only be obtained through timely
access to the information sysiems of the Family Court and DHS.

Additionally, this investigative unit seeks to develop information that would
support preventive strategies. Pattern analyses that would facilitate the pinpointing
of dangerous areas or trends would be more effective if supported by automation.
SCREEN 17 illustrates the kinds of output that would enable these investigators to
respond to changes in the numbers and kinds of offenses being committed.

5.5 District Attorney

Assistant District Attorneys play significant roles at a number of decision points,
ranging from remediation of a case to disposition. Although offense information,
both

instant and prior is central to their decisions, other information is also important.
They are, in fact, concerned about the advisability of leaving a youth at home, and
look at this decision primarily from & public safety perspective. Critical, then, are
questions regarding the adequacy of existing mechanisms of social control in the
life of a particular juvenile and needs that should be met by a programmatic
response. These decision makers envision access to school records and family
histories, the first contained in the automated information system controlled by the
school board, and the second contained in the FACTS system.

Additionally, more complete information on offense and prior placement histories
would facilitate more informed positions taken by prosecutors. Although some of
this information is now in the Family Court computer, ADA's would like to see
the system provide information that informs them about the performance of youths
in placement and the risk of re-offending.

5.6 Defenders Association

Our information suggests no clear vision of an information system from the
perspective of the Defenders Association. In many ways, this agency is isolated
from other juvenile justice agencies in that it represents defendants exclusively. All
of the other agencies of this system include among their clients the public, the
family and the victim. The clearest statement that we can make about an
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envisioned information system is that it would provide access to information on
individual clients that could be used to protect the interests of the client. These
information sources would include the School Board information system, FACTS,
and the Family Court computer.
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SCREEN 16: Juvenile Aid Division — Sex Crimes :
CHILD INFORMATION ' |
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SCREEN 17: Juvenile Aid Division — Sex Crimes
SEX OFFENSE PATTERN ANALYSIS
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6. INFORMATION NEEDS WITHIN AND BETWEEN
AGENCIES

6.1 Common Information Needs

Not all information is of equal priority. Looking at the data we have collected, we can identify five
types of information that are of high priority for more than one agency:

1. Information on shori-term trends in numbers of arrests, types of offenses for which
juvenile are being arrested, use of diversion services, use of detention services,
court processing and use of placement services in order to facilitate understanding
and prediction of changes that impact negatively specific parts of the system.

2. Information that supports decisions to divert cases at the arrest and charging
stages of the case process, including family and school data.

3, Reliable and efficient sources of information on the identification, residence and
telephone number of each juvenile who enters the system and his or her guardian.

4. Information that supports the matching of juveniles and their families to
appropriate services, including program outcome information (i.e. information that
helps to answer the question, "What works?").

5. Management information pertaining to case management, personnel, training and
budgets.

6.2  Agency-level Information Needs

Discussions among members of the MIS Work Group, as well as interviews with system actors
across agencies and positions (listed in Appendix A), produced considerable information regarding
information needs. We began our interviews by asking participants to describe their roles, identify
the decisions common those roles, specify the goals of those decisions, and then list items of
information they believed that they would need in order to achieve those decision goals. For some
items of information, the interviewee was the primary data collector. No other source of
information existed within government, and other agency actors were likely to lock to these
individuals as the sources of this information. For other items of information, the source was
within the control of the interviewee's agency. A probation officer, for example, would read a
youth's J-file to obtain prior placement information. Still other information is contained in the
information systems of othber agemcies. This information is often difficult to obtain, if mot
impossible. In some cases, access is not a probiem; no effort has been made to gain access.
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6.2.1

Juvenile Prebation

Probation is an information-dependent business. It is the central research and planning agency at
the case level for the juvenile justice system. Much of the information used by probation staff is
generated internally or has been accumulated over time in a youth's J-file. Other information
identified as necessary to support decision making within probation, however, is best obtained from
external sources,

As is shown in Table 6a, judges and probation staff are dependent on external sources for the
following categories of information:

1.

Department of Human Services involvement with a youth and/or the youth's
family, including case status, worker, child abuse information, and domestic
abuse/disturbance information.

School information, including grade, performance, attendance, disciplinary
actions, psychological data, and immunization records.

From the police, offense information, including type of offense, use of weapons,
drug/alcohol involvement, injuries to victim, prior remedials and, importantly,
accurate identifying information, especially name, date of birth, home address and
home phone number.

Information on decisions made by the DA's office, especially charges and prior
successes/failures in the Youth Aid Panel program.

Information on special needs of the youth, including IQ, mental health status, and
health status. This information may be held by probation, DHS or the School
Board.

It is often the case that probation staff are frustrated by their inability to obtain information that
would enable them to better achieve the goals of their decisions. Among those items of information
needed from internal and external sources, probation staff have identified the following items of
information as unmet, high priority needs (sec Table 6a):

1.

2.

Reports from DHS on dependency placements
Detailed disposition information from Juvenile Court
Social Security and DPA numbers from DPA

Correct parent/guardian identification, client birth dates, addresses, and phone
numbers from DHS, DPA, and the School Board

Police photo numbers and complete arrest information, including a description of
the incident, location, time, co~defendants, and arresting officer
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Table 6a: UNMET INFORMATION NEEDS

Agency Information Purpose Source of Information When Needed
B Probation DHS sequeace Number Placement DHS Prior to intake interview
recommendation
Protection from abuse orders Disposition
recommendation
s Domestic abuse information Case plenning
Defendant custody status
Prior DHS involvement:
- type of involvement
- time period
- outcome
- DHS worker’s names & phone
numbers
g Type of current involvement
Probation School ID Number To lirk information School Prior to intake interview
Grade in school
i # of Cradits to Placement
pecial Ed participation recommendation
Psychological assessments Case planning
g #Re%em attendance
o ons
# of expulsions
Mental hesith assessments Identify client School Prior to intake interview
Medication history needs DHS
E Immunization history
Probation Accurate identification of Linking information Police Prior to release from custody
youth, including: from different
ﬁ - name sources
- date of birth Enable system to Youth Study
- home address relocate youth Center
- home phone number following release
E - name of mother Reduce time spent School
- name of guardian acting on DHS
inaccurate data
Police remedial Disposition Police Prior to intake interview
s YAP involvement/success recommendation DA
E Page 6-3
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Table 6a continned: UNMET INFORMATION NEEDS

13

Agency Information Purpose Scurce of When Needed
Information
Probaiion Pegsonnel assigred to Scheduling Family Court Ongoing - weekly
-+ court room
Court dates for all hearings Family Court .
Detailed disposition Case planning Immediately after disposition
information
Probation Seme school, family data Same Same Following disposition
Special- as geographical units
ized Units  Social ity number DPA Following disposition
DPA number DPA Following disposition
Immunization history Treatment Planning School
Special Education status
Psychological asszasment
Medical history School or DHS
Domestic relations court Family Court
History of neglect/abuse DHS
DA School ID number Disposition School board Prior to adjudication hearing
%chool a;ltlg\danee Dir:;lqorpmendh?gon Probation "
ruancy history plinary history
Suspension history Remediation
Expulsion history decision
Special Education Needs
Mental heaith assessments Cetification School board Prior to adjudication hearing
Psychological assessments recommendation Probation
Treatment history: Disposition J-file
- psychological recommendation
- mental
- behavioral
High risk behavior:
- arson
- drugs
-suicide
History of sexual abuse:
- victim or offender
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i Table 62 continued: UNMET INFORMATION NEEDS
i Ageney Information Purpose Source of When Needed
Information
E DA Social Security Number Link to family data School Prior to petitioning the court
Living conditions Remediation Probation
Family composition decision Probation
B Siblings in delinquency Disposition Family Court
placements or on probation recommendation J-file
arrest
Parents in custody, under Adult court
i amrest or charged with crimes computer
Contacts of dependent, Disposition Unknown
siblings or parents with recommendation
criminal justice systems
g outside the city or state
DA DHS ID Number Remediation DHS Prior to petitioning the court
DHS case worker name/phone decisions DHS
DHS custody status Placement DHS
g Prior DHS involvement: recommendation
- time periods
5 Type of curreat DHS involvement DHS
Prior protection from abuse J-file, DHS
;- orders
Substance sbuse of family DHS
membenrs Probation
Accurate name, AKA address and DHS, J-file
phone # for all family members Probation
DA Success of prior placements Placement Prior to disposition
or probation recommendation
Program information: Placement DHS Prior to disposition
- recidivism rate recommendation
- charges in program
- bed availability
Case information:
- number of co-defendants Disposition Family Court Prior to Disposition
- dispositions of co-defendants recommerdation
- dates of co-defendants

arrests and cases
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Table 6a continued: UNMET INFORMATION NEEDS

[ ¥

Sourees of
Agency Information Purpose Information ‘When Needed
Youth Substance abuse by parents Planning home J-file At admission
Study visits/parent DHS
Center visits/stepdown
Mental heelth history Prevention/obtain J-file At admission
needed services DHS
Medical history Prevention/cbtain J-file At admission
needed services DHS
Police- Name/phone of DHS worker Assess safety of DHS Prior to release
JAD, Sex Protection from abuse order s home situation
Crimes Domestic abuse data Assess safety of Prior to release
Custody status home situation
Learning disabilities Needs of client School Prior to release
Psychological assessments Needs of client School Prior to release
DPA records Establish current DPA Prior to release
residence
Current placement information Possible return to Probation Prior to release
placement DHS Prior to release
Medical Release Liability issue Medical Record Prior {0 release
Full criminal history for: Assess safety of Family Court/ Prior to release
- mother home situation Common Pleas
- father
- guardian
- siblings
Known associates Safety of community J-file Prior to release
Probation officer Case responsibility Probation Prior to release
Coordination of probation Case responsibility Probation Prior to release
Dependency status Case responsibility DHS Prior to release
Treatment history Referral School
Medical Records
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6. Domestic Relations Court information to verify information elicited from clients
and family members

7. Criminal backgrounds of the parents of clients from the adult probation computer

Information that is both high priority and difficult to obtain includes the following:

1. Family information from DHS, including type and outcome of prior and current
DHS involvement and histories of neglect or abuse,

2. School information from the School Board, including school ID number,
performance, attendance, disciplinary actions, psychological assessments, and
special needs,

3. Court dates and personnel assigned to court rooms from Family Court.

A primary difficulty facing probation staff during the pre-trial phase of the delinquency case
process is obtaining accurate names, addresses and phone numbers. Identification problems result
in lost time and inaccurate assessments of prior delinquent behavior. As is the case for police
investigators, juveniles in the Intake process often use aliases or give false information, thus
costing Intake and probation officers considerable amounts of time following false leads or seeking
to locate valid sources of identification.

Because of the time required for assembling complete and valid information on a case, information
provided to the court is often incomplete. In such cases, the court is not always well-informed at
the time a disposition decision is made, in part because the information needed is not available and
because the time needed to accumulate and make sense out of the information is insufficient.
Probation officers readily admit that they sometimes make recommendations to judges without
confidence in the appropriateness of their recommendations. Because of the political nature of the
court work group, however, they sometimes feel compelied to feign confidence. The result is likely
to be that some placements are less than ideal and, in some cases, inappropriate.

Treatment planning is also a focus of probation work, both in preparation for and following
disposition of a case. Of particular importance is coordinating efforts with existing DHS
involvement with the youth or youth's family or leamning from DHS of past services, problems or
relevant social history information. This information-sharing need is currently not being met.

Ironically, information sharing is also nceded internally. It is often the case that more than one
officer will be assigned to juveniles from the same family, or that several officers will be serving
clients who live in the same block. Automating caseload information would enable the agency to
increase efficiency by distributing cases with greater attention to geographical and family location.

At present, there are no measures of the quality of services provided, either by probation or by
placement agencies. In the case of probation, service is evaluated in terms of contacts and time,
rather than in terms of the content of contacts or the outcomes of services. Probation managers
feel that this type of evaluation is superficial and unresponsive to their mission. They believe that
service content measures are needed that would support the process of learning about what kinds of
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interventions are most effective. At minimum, the current probation activity sheets should be
automated in order to provide more timely monitoring of the use of probation resources.

Probation officers and the court produce a large proportion of the total amount of data on any
juvenile case. Curreatly these data are recorded and stored manually in the J-file. Every member
of the probation department expressed the strong desire to have an automated case file, both to
speed up access to data and the production of case reports, and to enable the agency to conduct
analyses of these data in a timely manner.

6.2.2 Juvenile Court

In addition to the needs identified in the previous section, judges require accurate and complete
information on the performance of youths under their jurisdiction. This needed information
includes behavior in a program, compliance with court requirements, school performance, family
adjustment, and future plans. There is a presumption in placement reviews, however, that the
services rendered are those that were expected. In reality, judges know very little about many of
the programs in which their wards are placed and even less about the quality of services an
individual youth has received. Under such circumstances, program success and failure are likely to
be attributed to the program to which a youth is committed, even when unwarranted.

6.2.3 Court Intake Unit

Correct identification and accurate offense information are crucial to Intake decisions. Intake
officers specified the following items of information as of high priority:

L From the police, case identification numbers , including DC Numbers and Police
Photo Numbers.

2, Important, too, is the completeness of offense information provided by the police,
especially with regard to the extent of harm done to a victim.

Detention decisions are also affected by information pertaining to a juvenile's prior involvement
with the justice system. Information regarding prior offenses, prior detention placements, prior
abscondings and outstanding bench warrants, all of which should be available from a Family Court
information system is needed within minutes of notification from the DA's charging unit of a new
case,

6.2.4 Disposition Planning Unit

Ostensibly, the Disposition Planning Unit (DPPU) is a placement specialist resource with the
capacity to find placements for hard-to-place youths and a potential capacity to develop and
advocate for tailor-made dispositions (unique packages of services designed to meet the specific
needs of a client). Curreatly, the DPU has been limited to the narrower role of locating placements
for youths for whom the normal referral mechanisms of the probation department have failed.
Ideally, DPU workers would have access to an automated system that provides program
descriptions and up-to-date information on space availability. In practice, the program information
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available through the PLANET system is insufficient and is rarely up-to-date. They, therefore,
depend on direct calls to programs to keep current regarding space availability.

The task of finding appropriate placements for hard-to-place juveniles is one that requires complete
and valid information on both the youth and the program. DPU staff emphasized the need for
information about programs, implying that information about cases was less problematic.

With regard to cases, information needs are similar to those of probation staff who plan for case
disposition. Because of the specialized caseloads of DPU, however, a fully-developed needs
assessment, including behavioral, educational, family, social, health and mental health data is
needed. This information is summarized in the Section 5 of this document.

6.2.5 Division of Juvenile Justice Services

The administration of DJJS is primarily in need of aggregate information that will serve its
planning function. Because this unit is both a contracting authority for private sector services to
delinquent youths and a service planning agency for the juvenile justice system, it needs to maintain
accurate and timely information on trends affecting resource needs. These kinds of information
include arrest rates and trends, disposition rates and trends, information on individual cases to
track service delivery, usage trends and costs.

Specific information needs identified by DJJS administrators were:

L] From the Police, aggregate arrest statistics by age, sex, race, and police district on
a weekly, monthly, quarterly and annual basis, as well as comparative trends;

° From the Police, information on individual cases, including, previous arrests, prior
remedials, prior Youth Aid Panel involvement, and Photo Number;

® From the DA, quarterly aggregated information on prosecutions and dismissals by
demographic characteristics and offenses, as well as comparative trends;

° From the DA, information on individual cases, including charges pending,
previous offense history (cases prosecuted), outstanding bench warrants, and
identification of repeat, violent offenders;

® From the Defender, aggregated quarterly information on number of cases defended
by demographic characteristics, offense and disposition, as well as comparative
trends;

® From the Defender, information on individual cases, including service plans and
dispositional recommendations;

° From Family Court, aggregated information — weekly, monthly, quarterly and

annually -- on dispositions by age, sex, race, police district, and offense, as well as
comparative trends;
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° From Family Court, individual case information, including previous court
appearances, dispositions, family history (Family Service Plans, PSI), Aliases,
mental health assessment, medical assessment;

® From Children and Youth, aggregated information on numbers of DJJS youths
who had previously received CYD services, numbers and identities of active cases,
number and identities of active families;

° From Children and Youth, individual case information, including previous
dependent placements, Title IV-E eligibility, AFDC eligibility, family history.

6.2.6 Youth Study Center

Because the Youth Study Center staff work directly with youths in their care for brief but intense
periods of time, and because they govern access to these youths, we found that the staff expressed
a need for information relevant to the youth's physical and mental condition, and family dynamics
if destructive. Knowledge of drug or alcohol abuse among parents or guardians alerts staff to
exercise care around family visits. Medical and mental health information can facilitate
preventative measures and timely responses in cases of emergency.

Data gathering must occur rapidly in this short-term custody environment. Aside from basic
information, staff need case scheduling information in order to predict and plan for movement of
the youth. They need from Family Court (probably through the CIU) current and prior offense
information to assist in making appropriate unit assignments. School grade and performance
information is needed to facilitate placement in the Center's school. Finally, health, mental health
and other information pertaining to immediate needs is required in order that YSC staff can
respond appropriately to those needs.

Even more basic was the need for all levels of the organization to be aware of every resident in the
facility. Because case decisions are being make rapidly and because of the segmented design of the
Center's organization, knowledge about a youth's presence in the Centtr guarantees that time
requirements are met. Given the coxistence of a Center Control function, the addition of an
automated information system to this function would add to its capacity to fulfill its role.

Managers in the YSC also expressed a need for the capacity to track cases, monitor length of stay,
maintain schedules of program activities, and monitor client movement. This information would be
generated internally, but when aggregated would enable managers to target resource and
procedural problems.

6.2.7 Community Based Detention Services

Three categories of information were high on the list for CBDS personnel: 1) accurate identifying
information, including names, addresses, telephone numbers, birth dates and social security
numbers, 2) information on individual youths that would support the goal of securing an
appropriate placement, and 3) decisions made by court and probation personnel to either commit a
youth to CBDS or discharge a youth from CBDS. Much like other work groups in the juvenile
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justice system, identification is a difficult, frustrating and time-consuming task for CBDS
administrators. Juveniles and their parents frequently lie about these identifying data, thus
frustrating attempts by agents of the system 1o process cases.

The seconu set of data needs, those pertaining to the youth, are similar to those mentioned by other
system agents responsible for case dispositions (including remediation, detention and commitment).
They include the following data that relate specifically to matching youths to programs:

° Mental health history
Prior treatment and diagnoses
Prior hospitalizations
Family mental health problems
Substance abuse

° School performance and behavior
Attendance

Retentions
Suspensions
Ever arrested from school

) Prior offenses
Charge history
Use of violence
Use of weapons

® Prior placements
Where placed

Length of placements
Escapes

° Social sexual history
Communicable diseases

HIV positive

° Family information
Guardian, address, phone number
Parent, address, phone number

® Medical information
"Free of contagion" certified
Physical conditions
Medication

° Adjustment history
AWOL's

Suicide attempts
Other incidents
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From a management perspective, the third information category appears more within the control of
the system. The problem is not one of information availability; rather, it is one of information
access. Currently the time it takes for the information to arrive at the location of the CBDS
supervisor is too great to meet those needs associated with his or her ongoing planning function.

6.2.8 Police: Juvenile Aid Division

The role of JAD is largely investigative and preventive. Decisions are made regarding whether to
take a youth into custody, to make an arrest, what charge to recommend to the DA, and whether or
not remediation is appropriate. One of the first problems faced by JAD officers is to determine the
correct identity of a youth and guardian, their addresses, and their telephone numbers. Given the
propensity of many youths to give false information, the police would like access to school and
DHS information systems to seek timely verification of this information.

The police typically process cases with little information on the involvement of a youth with other
parts of the juvenile justice system. For example, there is no capacity presently to learn whether or
not a youth is on probation, and if the youth is on probation, what the terms of probation are and
who the probation officer is. In cases involving non-serious offense behavior of a youth currently
on probation, the police would like to have the option to defer cases to probation officers.

School data are also seen as relevant if remediation is possible. The police would like access to
information ca school performance, disciplinary actions and victimization by other youths. Thesz
data are available only from the school board.

Because youths are frequently returned to their homes, the police believe that they should know
whether or not there is a history of recent abuse in the family. Also relevant to this decision is a
history of running away from home.

In some cases, youths have absconded from placements in the past, If recent, the police would like
prompt access to information relevant to the likelihood of an escape attempt. Moreover, if a youth
has absconded from a placement and is now wanted, the police need to know the name of the
placement as well as the date of escape.

At a management level, JAD administrators need the capacity to measure their work loads, manage
court schedules, monitor whether or not reports are submitted on time, measure how many truancy
cases were dealt with and how they were handled, and develop a base of information on gangs,
including their names, sizes, activities, and locations.

6.2.9 Police: Sex Crimes Unit

The police departments Sex Crimes Unit handles victims of sex crimes and seeks to make arrests of
perpetrators. Their information needs center around avoiding further damage to victims. Thus
they need information pertaining to previous abuse cases, whether or not DHS is involved with the
victim already, and if there is information held by DHS that would be relevant to identifying and

charging the perpetrator.
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1t is the view of the officers in this unit that two types of information would be useful in helping
them to formulate appropriate responses to victims. Since they are often dealing with youths in
crisis situation, the more information they have about conditions surrounding the events of the
case, the better able these officers would be to respond appropriately. In particular, they are
interested in having access to medical and psychological assessments and information on learning
disabilities in order to evaluate the information they are collecting and respond appropriately.
Moreover, it may be the case that other social service agencies are working with the youth or the
youth's family at the time of the investigation. Connecting the youth with his or her Probation
Officer or DHS worker, for instance, would permit greater continuity of services.

In some cases, youths coming to the attention of the Sex Crimes Unit have run from a program for
delinquent youths and would be b. 2. _erved by that system. Having the capacity to contact the
placement agency and to have the youth returned would in most cases be in the best interest of the
youth and the juvenile justice system as a whole. Access to this information should inclade the
name and phone number of the responsible probation officer. Clearly, 24 hour a day access to a
Family Court information system that contained this information would benefit the police and
persons who they need to protect.

Alternately, the Sex Crimes Unit must also make decisions about releasing a youth to his or her
parents. Typically, little is known about the family situation, including criminal behavior of the
parents that may directly impact on the decision about to be made. Information on prior abuse
complaints, as well as stipulations and protection orders would enable the officers of this unit to
avoid placing victims in dangerous situations. This kind of information is most likely to be found
in the DHS FACTS system as well as in the FCC.

For planning purposes, the administrator of the Sex Crimes Unit needs to keep track of trends in
different types of offenses and their locations. Trend data produce patterns useful fer developing a
modus operandi integral to investigative work, but they also provide data relevant to resource

planning,

Clearly, several policy decisions would need to be made with regard to information sharing and
confidentiality of information before these needs can be met.

6.2.10 District Attorney

Some information needs of DA unit members flow from their role in the system, In Philadelphia,
the DA's office is the system's intake authority as well as prosecutor. Additionally, the DA's office
operates the city's major diversion program, the Youth Aid Panel program. Members of this unit
define themselves as representing the interests of the community.

From the police, the DA needs case related facts, demographic data, evidence, and correct
identifying information. These data support the decision whether or not to petition the case to
court, whether or not a remedial action is appropriate, and what prosecution strategy will be used.
Additionally, the DA is interested in trends relating to offenses, spatial distributions of offense
behavior, and police manpower. This latter group of information is in keeping with the political
role played by the DA in arguing for resources to support the current crime control strategy of the
agency.
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Prosecutors typically think beyond the current offense to the youth as a whole person. Positions
that they take regarding remediation and disposition are affected by their knowledge the following:

L] Prior offenses, prior placements and abscondings

® School attendance, school disciplinary actions

o Family problems, child abuse

° Family stability, deviant behavior of other family members

Prior ~ffense inf rmation is most likely to be obtained from Family Court, as may be information
on chiid abuse and deviant behavior of other family members. School information is only available
from the school board, and access agreements have not been completed. Family information,
including abuse, deviant behavior and stability may also be available from DHS, if a DHS referral
has occurred in the past.

Although we typically think of prosecutors as interested only in offense information, we found that
the DA's office also needs information on types of services for youths, the quality of those services,
and their costs. The DA's office defines its role in such a way as to include recommending and
advocating specific programs at the point of disposition. This interest in dispositional decisions
extends to information on program content, space availability at placement facilities, caseloads of
probation officers, and results of mental health testing. In addition to information relevant to
delinquency, the DA's office would like access to information on whether or not a case is active
with DHS as a non-delinquency case. This information provides a more comprehensive picture of
the case and the family that is useful both for disposition arguments and diversion decisions.
Program cutcome information, either in the aggregate or for an individual youth will not be
available for at least another year. As was mentioned previously, DJJS and Family Court are
developing this capacity with the support of the Crime and Justice Research Institute.

The Deputy District Attorney who heads the Family Court Unit identified the following needs:

® From the Police, aggregated information on gecgraphical trends, offense trends,
and changes in manpower or strategy;

° From the Police, on individual cases, demographic information beyond name and
address, verified identification information, complete lab reports;

® From the Defender, reciprocal discovery;

° From Family Court, the cost of each service category and source, and space
availability;

® Fre:n Family Court, information on program effectiveness;

e From Family Court, information on decisions made by judges at the time they
occur;
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° From Probation, results of diagnostic examinations — mental health, health, PST;
® From Probation, extent of compliance with court orders;

® From DIJJS, information on programmatic approaches and their effectiveness;

) From DJJS, information on the cost and outcome of CBDS

° From DHS/Children and Youth, on individual cases, juvenile's background,
sibling status, arrests in household, family history, dependency status, outcomes of
interventions

In addition to all of this case and offense-related information, aggregated information is needed to
support the management responsibilities of the Deputy DA. His role requires that he monitor
caseloads, and keep a record of numbers of youths remediated and characteristics of remediated
cases. Specifically with regard to Youth Aid Panels, he would like to automate the following data
for purposes of policy analysis: numbers of youths, types of cases, dispositions, outcomes and
district. Additionally, he would like access to cost data for all services used by Family Court and
DHS in delinquency cases, names and phone numbers of PO's, and names and phone numbers of
DHS Workers. He expects that he, in turn, would provide to others the names and phone numbers
of prosecutors and lists of youths handled non-judicially.

6.2.11 Defenders Associationr

The Defenders Association also sees itself as concerned for the whole child. On one hand, they are
concerned that they have difficulty in obtaining complete offense information, such as a complete
summary of the incident, information regarding the use of weapons, damages done and injuries to
victims. On the other hand, dependency system data are also useful to defenders; they provide data

relevant to formulating plans and arguments regarding disposition. Specific information needs are
as follows: '

® From the School Board, grades and attendance information to support their
planning for placement;

° From the Police, accurate and complete information on offenses, especially
regarding the use of weapons and injuries to victims;

® From DHS, dependency information, including child abuse, neglect, and running
away from home

® From DIJS, the Resident Adjustment Summary produced by the Youth Study
Center, which is provided to the judge, but to no other agency.

6.3 Inter-agency Information Needs

As can be seen from Tables 6a, 6b and 6c, there is considerable knowledge about the location of
much of the data needed by individual decision-makers throughout the system. In some cases,
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policies exist that preclude transfer of information or policies have not yet been developed with
regard to the sharing of information. In other cases, the information is stored in such a form that
obtaining the information would be extremely costly, especially if the information is needed under a
tight time constraint.

As a side benefit of this project we found that some interagency needs can be met immediately. As
the MIS Work Group met, different agency representatives discovered unstated needs of others that
required minor adjustments to meet. For example, the police found that the DA's office needed
Police Photo Numbers and was frustrated by their absence on arrest reports. This matter was
solved by an administrative decision. These small successes added considerable energy to the work
of the group.

6.4 Integration Problems
Interagency information needs present five primary integration problems:

1. Almost every agency of the juvenile justice systems depends on school attendance and
performance information, as well as tests of individual learning capacity, in assessing a
case. Access to this school information at the beginning of the project was limited to a)
oral reports by a School Liaison person present in the courtroom, who provided
information, if available, to the judge, and b) informal releases of information by school
personnel to agents of the juvenile justice system. During the course of the project,
negotiations cccurred between Family Court personnel and School Board personnel to
establish electronic access to a summary of a student's file. Access to this information is
still under discussion and decisions rcgarding access to agencies other than the court has
not been decided.

2. Many clients of the juveniie justice system have at one time or ancther been a client of the
Department of Human Services. Many would argue that information relevant to
understanding and predicting delinquent behavior and to assessing the quality of family life
is contained in the files of DHS workers. In the minds of the police, prosecutors,
defenders, probation officers, and judges, the information possessed by DHS is directly
relevant to many of the decisions that they must make. Moreover, by merging juvenile
justice and dependency data, we can develop more comprehensive data for planning
purposes. At present, access to the new DHS information system, FACTS, is limited.
This is likely to change, but planning for interagency sharing has not been driven by a
strategic plan. Rather, access has been a matter of dealing with individual agency needs
and requests.

3. Information provided by the police to the DA, the defender, probation and the court is
typically concise and cursory. Decision-makers frequently need more information than
simply the official title of the offense, the UCR code and the results of an identification
check, primarily because they regard the juvenile justice system as one that focuses most
of its efforts on saving kids, not putting them away. They want a detailed description of
the incident leading to the arrest, whether or not a weapon was used, if it was drug related,
the identification of co-defendants, extent of injuries to any victims and identification of the
arresting officer. Assessing the seriousness of an offense and the appropriate level of
intervention parallels the conceptual difference between a delinguent and a criminal: the
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former includes individual-level characteristics, while the mere presence of law breaking is
sufficient in the latter.

4. All non-court agencies are heavily dependent on the court for information, and a large
proportion of all information preduced by these agencies has as its ultimate purpose the
influencing of court decisions. Several information sharing problems exist, however, that
impact negatively on the system as a whole. First, most court information that is of
clinical relevance is currently in manual files and is, therefore, not easily accessible.
Second, information within the court system, either in manual files or in Domestic
Relations Court records, that would facilitate the time-consuming and bothersome task of
verifying information obtained from clients, is not readily accessible. Third, from both an
information system perspective and a case responsibility perspective, the Family Court is
the hub of the Juvenile Justice System, and yet, no capacity exists for other parts of the
system to transmit information to the court electronically. Finally, the current FCC is not
designed to produce policy-relevant analyses of the data stored within it. Even simple
management questions require the expense of writing a new program to analyze the data
and report findings of the analysis.

5. The juvenile justice system as a whole lacks the capacity to provide itself with feedback on
performance, relevant data on trends, cost-benefit analyses, and program effectiveness.
The cost of any one of these kinds of analyses on an ad hoc basis is cost-prohibitive. Since
each of the agencies included in this project process the same cases, it follows that
integration of data across cases would permit systems analyses that could facilitate
planning, reduce costs, identify problems, and facilitate problem solving.

6.5 Conclusions

In previous sections, we have identified the major players in the proposed information system, as
well as their roles and visions. Three major areas of information needs can be seen in the data.
Primary needs center around a mismatch between the goals of the system and information
availability. Decision makers view their roles as deciding or supporting decisions to keep youths at
home, removing them from home, or removing them from the community. Those decisions, in their
view, need to take into account the offense and prior contact with the juvenile justice system, but
also should include consideration of the quality of care and control present in the youth's home and
school, the two primary institutions of sccial contrel in the community. To the extent that normal
systems of social control are working reasonably well, removal from the home may not be
necessary. The problem is that these decisicn makers do not have access to this information and,
therefore, cannot afford to take risks in cases in which the delinquent behavior is serious or other
information (physical appearance, time of day, influence of alcohol or drugs) suggests that external
control is needed.

The result of this social information void is that many youths are processed further into the system
than is necessary according to our decision maker group. Given the limited resources of the
juvenile justice system and the preference in law and in administrative policy to allow and
encourage normal systems of social control to respond to the delinquent behavior of children, better
and more timely information is necessary to support the goals of decisions being made and the
goals of the juvenile justice system as a whole.
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A second set of needs, also at the case level, involves the accurate identification of youths.
Probably no area of information generation produces more frustration and wastes more resources
than the many attempts to determine the correct name, address anc phone number of a youth and
his or her guardian. Police and probation officers spend countless hours following false or
inaccurate information. We recommend that a single repository of identifying information be
developed that pools and validates data from police, court and school data sources.

Finally, many agencies need semi-structured management information on a regular basis.
Typically this information informs agency administrators about caseloads, resource demands, and
trends in different types of cases for purposes of planning and identification of exceptions to
policy. For example, stays in the Youtk Study Center beyond thirty days are identified as
exceptions to policy that should require an inquiry. All of these needs for aggregate data require
the collection of individual case data and the capacity to create hierarchical case files that can be
analyzed from a client perspective. That is, both case- and client-level analyses are needed.

Many of these management needs are intra-agency. That is, an agency manager requires
performance or resource use information for internal planning or for reporting out to another
agency to which the former is accountable. Within the YSC, for example, Social Service Workers
are expected to conduct orientations with new residents within 24 hours of admission, insure that
youths attend school regularly, and enforce the policy that youths are visited by only approved
members of the family. Monitoring of compliance with these policies is an internal matter.
Furthermore, each agency has internal information needs pertaining to personnel, training and
work loads. The YSC has a physical plant to maintain. These are all areas of internal information
that would benefit greatly from automation.

Inter-agency information needs are also considerable. Case processing, case loads and
performance information are needed across agencies. For example, both the DA and DJJS need to
know arrest trends by district, changes in police manpower and changes in the deployment of police
resources in order to understand the flow of cases they experience and better predict future case
loads. Access to these data, however, is difficult if not impossible.

While access to some information about juvenile offenders is possible, particularly through the
Family Court's information system, no systematic planning has taken place to ensure that available
information is consistent with the needs of decision makers. Of course, denial of access does not
preclude access: there are many informal routes to data. For example, probation officers may not
have access to school data through the school board, but may develop relationships with teachers
and administrators at a particular school and be given access to information that serves the
objectives of school personnel. At the same time, access does not guarantee use. Social history
information may be desired by police investigators and prosecutors, but their decisions may be
made on the basis of current and past offense and placement data.

An information system as a whole should reflect the vision of a system as a whole. The vision of
our participants, although not clearly articulated and shared is reflected in the commonly felt need
for better social information on youths who enter the system. Our interviewees implied through
their comments that they saw the juvenile justice system as a multi-faceted resource, among
several, to the community. Moreover, they saw the system in which they work as a resource of last
resort,
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The concerns and issues that served as the impetus for this project suggest that data stored in a new
information system must be available to respond efficiently and quickly to important policy
questions. To do so mieans that the data must be structured and stored in a manner that lend
themselves to statistical manipulation. As we witnessed in a demonstration of New Jersey's
FACTS system(which bears no resemblance to the DHS information that shares the same
acronym), a user-driven information system may be easy to implement, but may also be useless for
policy development. Because New Jersey's system captures data in narrative form, and even
numerical data are not stored in an easily-read data base, many policy questions cannot be
answered. Even simple statistical tasks costs anywhere from $2,000 to $3,000 for each request.
So much for efficiently meeting system needs.

This example underscores the danger of merely automating existing manual files and reports, as
has been discussed with regard to J-files. J-files are not constructed for any purpose other than
retrieval of individual client information, and no priorities have been specified for differentiating
among data contained in these files. Both information priorities and information uses need to be
clarified first, before decisions are made as to the structure of automated client files. Moreover,
Wwe see no reason to maintain files that are family-based, given the capacity of automated systems
to combine data in a variety of ways.
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7. DESIGN RECOMMENDATIONS for MEETING
INTERAGENCY INFORMATION NEEDS

The central issue of need and concern addressed in this Section is the integration of data
within the Juvenile Justice System (JJS), as it relates to the support of ail applicable
actions and procedures associated with a singular case. The case, in this regard, is defined
as all relevant activities by the participants of the Juvenile Justice System, including its
service providers, that take place starting from the time when a juvenile is brought to the
attention of the JJS and terminating when the authority of this system over the juvenile is
no longer in effect. In other words, the case spans the period of time from the original
complaint (usually in the form of an arrest) through either acceptable rehabilitation,
change of jurisdiction responsible for the corrective action (e.g., long term imprisonment),
or inapplicability of further involvernent of JJS (relocation, death, etc.).

Two primary factors contribute to the overwhelming complexity of the issue of systems
and data integration as it relates to juvenile justice. The first factor is the desire of the
society to protect itself and its individual members from any violation of the freedoms
granted to the citizens of our country and its guests by the Constitution. The second
factor is that of social conscience reflecting the desire of the society to give its members all
and every opportunity for rehabilitation, especially when it concerns children and
adolescents. The first factor demands protection of the victim, full restitution, and
punishment of the offender. The second calls for tolerance and sympathy towards a
juvenile and for the understanding of and the consideration to various socioeconomic
criteria that brought the juvenile into the contact with the legal system. The first factor
focuses on the event of injustice, on the efficiency of case processing methods and
procedures, and on limiting to a practical minimum the time of this processing translated
into the commitment of public resources. The second implies long term interest and
person-centered approach. The first factor is reactive by nature. The second is proactive,
promoting preventative involvement. The first factor tends to use the existing mechanism
of IJS. The second necessitates community participation attempting to avoid the contact
between the juvenile and the courts.

In designing an information management system, one must choose whether to build the
system around cases (responding to the first of the two primary factors described above)
or around clients (responding to the second primary factor). The necessity to make a
choice is dictated by the fact that an information management system, as any other
organized system, should have one and only one primary objective that takes precedence
whenever there is a conflict of interests between this objective and any other. If our intent
is to monitor an individual's needs and provide services for many years to come, if cases
are viewed in their succession and only as one of sources of information about the client,
and if the client remains the focus of information management activities regardless of the
nature, status, and disposition of a case, then a client-based information system is
appropriate. If, however, our system of decision points is designed to intervene in an
individual's life for a short period of time and to terminate involvement with that individual
once the service delivery cycle is completed, then a case-based system is appropriate. It is
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important to recognize that the supremacy of one factor over the other does not imply
adversity in their relationship and that the design of the IMS should protect rather than
jeopardize the integrity, guiding philosophy, and values of the JJS that it is built to
support.

7.1 PRIMARY OBJECTIVE and SCOPE of the INTERAGENCY IMS

We have concluded that the juvenile justice system is designed in terms of the following
assumptions: 1) its interventions are coercive and are limited by constitutional rights, local
law and administrative policy, 2) the pre-trial decisions serve to screen out cases headed
for court and either dismiss them outright or adjust them informally, and 3) that case
termination is not contingent upon successful achievement of goals but upon a relationship
between time and offense behavior (past and current). Although it is true that a
rehabilitation philosophy dominates the nature of correctional interventions imposed on
juvenile offenders, the structure surrounding implementation of this philosophy is very
clearly based on public safety concerns and individual rights. With this in mind, it is
assumed that the primary objective of the Juvenile Justice IMS (JJIMS), conceptualized
and presented in this Statement of Recommendation, is to further improve and facilitate
the processing of cases by the Juvenile Justice System.

Conceptually, in a case-based information system, the individual client is a component of a
case. The case has a specific opening point and a specific closing point. Moreover, there
must be an alleged offense in order to open a case, and information regarding the alleged
offense, including the victim's identity and degree to which the victim was harmed,
dominates the initial entries. During the time that the case is open, information is
continually added to the case, including information about the family, school performance,
health and mental health and prior involvement with the justice system are added to the
case. As decision purposes shift and information is added, the decision making task
becomes increasingly complex, and the inadequacies of the information system can affect
dramatically the outcomes of those decisions.

Consistent with the definition of the case given at the beginning of Section 7, the scope of
the JJIMS encompasses all case related data management operations that have a potential
of affecting more than one