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the “On-Line Audit Search” option.

Sincerely,

May 2, 2001



Cuyahoga County Juvenile Court Performance Audit

Executive Summary

Project History

In an attempt to optimize operational efficiencies and reduce operating costs, the administrative
judge of Cuyahoga County Juvenile Court (CCJC) and the administrator of Cuyahoga County
engaged the State Auditor’s Office in May 2000 to conduct a performance audit of CCJC.
Accordingtothecounty administrator, the Board of County Commissioners(BOCC) historically has
had concernsregarding the organizational structure and operating procedureswithin CCJC asaresult
of perceived operational inefficiencies and budgetary shortfalls. Meanwhile, the administrative
judge expressed interest in a performance audit as a potential resource in the continuing effortsto
improve court operations and service to the public.

Theoverall objectivesof thisproject areto present findingsbased on data rel ated to court operations
and to develop commendations and recommendations concerning selected areas of operations.
Additionally, the audit report provides an independent assessment of court operations at CCJC to
identify potential areasfor cost reduction. Based on discussions with the county administrator, the
administrative judge and the court administrator, the following areas of operation were selected for
assessment:

Organization and Administrative Services

Human Resources

Probation

Court Services

Technology

Food and Custodial Services of Detention Services

Obj ectives and Scope

A performance audit is defined as a systematic and objective assessment of the performance of an
organization, program, function or activity to devel op findings, recommendations and conclusions.
Performanceauditsareusually classified aseither economy and efficiency auditsor program audits.
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Economy and efficiency audits consider whether an entity is using its resources efficiently and
effectively. They attempt to determineif management is maximizing output for a given amount of
input. If the entity is efficient, it is assumed that it will accomplish its goals with a minimum of
resources and with the fewest negative consequences. Program audits, on the other hand, are
normally designed to determineif theentity’ sactivitiesor programsareeffective, if they arereaching
their goalsand if the goals are proper, suitable or relevant. These audits attempt to determineif the
actual outputsmatch, exceed or fall short of theintended outputs. The performance audit conducted
on CCJC contains elements of both an economy and efficiency audit and a program performance
audit.

M ethodology

To complete thisreport, the auditors gathered and assessed a significant amount of data pertaining
to CCJC, conducted interviews with variousindividual s associated with CCJC, the County and the
Ohio Supreme Court staff and assessed available information from selected peer juvenile courts.
In evaluating the various performance audit areas, CCJC was asked to provide any previous studies
or analyses already prepared on the sel ected areas, such asthe monthly Ohio Supreme Court reports.
In addition to reviewing thisinformation, the auditors spent a significant amount of time gathering
and reviewing other pertinent documentsand information, such as American Correction Association
standards and performance measuresidentified by the National Center of State Courts. Numerous
interviews and discussions were held at many levels and with groups of individuals involved
internally and externally with CCJC. Furthermore, three peer juvenilecourts, Franklin County Court
of Common Pleas Division of Domestic Relations and Juvenile Court Branch (FCJC), Hamilton
County Juvenile Court (HCJC) and Lucas County Court of Common Pleas Juvenile Division (LCJC)
were selected to provide benchmark comparisons with CCJC.

Overview of CCJC

CCJCisaseparate division of the Cuyahoga County Court of Common Pleas. Juvenilecourtsinthe
state of Ohio hear delinquency cases involving persons less than 18 years of age, and cases dealing
withunruly, abused, dependent and neglected children. The Court also handlesjuveniletraffic cases.
CCJC hasjurisdictionin adult casesinvolving paternity, child abuse, non-support, visitation, custody
and contributing to the delinquency of aminor. The Court isled by six elected judges, one of whom
is elected on an annual basis by his or her fellow judges as the administrative judge. Each of the
judgesis elected for asix-year term.

CCJC isfunded through a combination of local, state and federal revenues. The Cuyahoga County
(the County) general fund supports alarge portion of the Court’ sbudget. CCJC’'sFY 2000 general
fund expenditures totaled approximately $43.7 million, which represented nearly ten percent of
Cuyahoga County’ stotal general fund expenditures for that year.
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Juvenile courts began receiving additional fundsin 1995 through anew Ohio Department of Y outh
Services (ODYS) statewide program known as Reasoned and Equitable Community and Local
Alternatives to the Incarceration of Minors (RECLAIM). Furthermore, CCJC receives a
reimbursement through the Child Support Enforcement Agency (CSEA). CSEA receivesitsfunding
from federal grant dollarsthrough Title IV-D of the amended Social Security Act of 1935. In 1999,
CSEA contracted with the CCJC for approximately $1.1 million in child support-related services.

CCJC aso receives reimbursements through the Cuyahoga County Department of Children and
Family Services (CFS) from the Ohio Department of Human Services (ODHS) for the Title IV-E
program of the amended Social Security Act of 1935. The Title IV-E program governs placement
of children and foster care functions. Additionally, CCJC seeks supplemental revenue through the
procurement of outside grants. Sometimes grants may be instituted through the initiative of the
Board of County Commissioners (BOCC), such as the Juvenile Offender Program. Finaly, the
collection of fines, fees and court costs provides the County with another source of revenue for
CCJC. Finesand costs related to traffic cases account for roughly 90 to 95 percent of all monies
collected by the cashier’s office.

The leadership at CCJC and the County have acknowledged the need to address operational issues
at the Court in order to improve overall performance. Both have also been proactive and should be
commended for approaching the Auditor of State for assistance through the performance audit
process. The recommendations resulting from the performance audit will provide aframework for
changewhich can result in cost savings, operational improvementsand increased quality of service.
Thehighlevel of support for the audit process exhibited by the Court and the County isan indication
of the positive environment for change which currently exists with respect to CCJC operations.

Theperformanceaudit processinvolved significant sharingof infor mation with staff members
from the County and CCJC including preliminary drafts of findings and recommendations
as they were being developed. Consequently, the administrative staff of CCJC had the
opportunity toconsider theimplicationsof recommendationsprior totheissuanceof thefinal
report and, to their credit, chose to immediately begin the implementation of many
recommendationsincluded inthereport. Thecourt administrator hasindicated that theCourt
has implemented or is in the process of implementing approximately twenty-six
recommendationsthat aredirectly related to the performanceaudit. Included in theserecent
actions are some major changes such as the reorganization of the Research, Planning and
Evaluation department and the consolidation of court magistrate clerks and courtroom
coordinatorsunder the direction of the deputy director of caseflow.
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Key Findings/Recommendations

The performance audit report and executive summary contain a number of findings and
recommendations pertaining to CCJC’ s operations. The following are the key findings and related
recommendations:

° Administrativeturnover has had an adverse effect on CCJC. Since January 1997, there have
been four different administrative judges and three different court administrators.

CCJCjudgesshould work together to ensurethat thereislonger tenurefor theadministrative
judge and the court administrator positions. The six elected judges, and the administrative
judge they select, have the ultimate responsibility to create stability and accountability
throughout the Court.

° In 1998, CCJC undertook a magjor reorganization effort. Some reorganization efforts have
proven to be beneficial, such as the centralization of the court services department and the
establishment of the Community Diversion Program. However, the 1998 reorganization
appearsto have had some negativeimpact on certain functions, especially program planning,
monitoring and evaluation.

CCJC should reorganize the departmental structure of the Court from four departments and
a division reporting to the court administrator (administrative services, court services,
detention services and probation services departments; and the human resources division)
to elght departmentsreporting to two deputy court administratorsin groupsof four (detention
services, court services, probation services and operations departments to one deputy court
administrator; and human resources, fiscal, technology/information services, and research,
planning and evauation divisions to the other deputy). This would allow the court
administrator more time to focus on overall strategic planning and become afacilitator for
the implementation of court-wide improvements in the area of customer service and to
implement recommendations contained within this performance audit.

° The creation of the administrative services department hasnot proven effective. Since 1998,
divisions within this department have been eliminated, such as operations,; removed, such
as human resources; or decentralized, such as fiscal. Additionally, the focus of some
divisions has shifted, such as Research Planning and Evauation's (RP&E) shift in
responsibility to theimplementation of the Juvenilelnformation Management System (JIMS)
instead of its previous focus on research, planning and evaluation of programs.
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The RP&E division should be reorganized and one of its responsibilities should be to
coordinate, compile, write and distribute amonthly bench status report or a series of reports
that would give the reader a concise snapshot of what is happening operationaly,
programmatically and financially each month at CCJC. Furthermore, CCJC should
reestablish the program planning unit within the RP& E division, and consider using outside,
objective third parties to occasionally evaluate CCJC's programs. The RP&E division
should also assist in monitoring the effectiveness of residential placement aswell asdevelop
acollaborative processtoidentify outsidegrantsfor programsand projectsthroughout CCJC.

° Expenditures for shelter care and assigned counsel/Guardian Ad Litems (GALS) have
increased significantly over the past five years. Meanwhile, CCJC hasrelied on RECLAIM
funds to meet itsincreased expenditures, even though the original intent of RECLAIM was
to specifically fund delinquency prevention programs.

CCJC should ensure that felony adjudication information is recorded accurately so that itis
receiving the full amount of RECLAIM fundsto which it is entitled, as well as monitoring
RECLAIM expenditures to ensure they are being spent in accordance with the RECLAIM
program goal of delinquency prevention.

° Staffing of the human resources department at CCJC is higher than all of the peer juvenile
courts. Furthermore, theratio between the number of human resources staff and the number
of court employees served is the lowest at CCJC when compared to the peer courts.

CCJC should consider moving five clerksand three payroll clerksfrom the human resources
department to the administrative services department based on the functionality of those
positions. In addition, CCJC should consider reducing staffing in the human resources
department by two employees.

° CCJC uses the Kronos time and attendance system only for employees in the detention
services department and uses a manual payroll system for al other employees. Therefore,
the absence of acomputerized payroll system for most employees hinders CCJC' sability to
adequately monitor employee tardiness and attendance.

CCJC should consider implementing the Kronos time and attendance system for all
employees and make use of the Kronos scheduling software in order to adequately monitor
employee tardiness and attendance.

° Based on acomparison to the peers, CCJC’ s probation programsfunded through RECLAIM
have not reported favorable results as measured by successful completion rates and
percentage of youth still enrolled in programs.
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CCJC should consider contacting the peer courts who have similar probation programs that
have reported more successful completions of youths and fewer youths till enrolled in the
same program than CCJC. When contacting the peer courts, CCJC should discussindividual
program goals, program objectives, performance measures and suggested length of time
youths should be enrolled in different types of programs.

° CCJC has not implemented some technology that could potentially improve its efficiency,
such as inclusion of the Proware probation module in its new JMS computer software
application. Currently, JMSisnot comprehensive and only provides probation employees
with general information. Also, JIMS does not provide the probation department with
comprehensive information regarding program effectiveness for youth on probation or case
management support. Furthermore, probation officershavelimited accessto computersthat
can be used to type reports.

CCJC should contract with PROWARE for the probation module enhancements. The
probation department provided alist of desired featuresfor JIM S that would improve day to
day operations, and would lead to better overall services for juveniles. Furthermore, each
employee should receive training on al the JIMS system capabilities in order for the
probation staff to potentially reduce casel oads of probation officers and increase the quality
of servicesprovidedtoyouthsandtheir families. Additionally, CCJC should purchaselaptop
computersfor probation officersto increase productivity and potentially reduce the number
of secretaries.

° The probation department appears to be not operating as efficiently as the peer juvenile
courts and is supervising a significantly higher number of youths compared to the peers.

Prior to hiring additional probation officers to reduce caseloads, CCJC should attempt to
implement recommendations from the performance audit that may potentially reduce
casel oads through increased efficiency.

° CCJC does not have an effective termination policy for removing youth from probation nor
standardized guidelines for length of probation.

CCJC should create a new termination policy for removing youth from probation and new
guidelines for length of probation to assist in efforts to increase RECLAIM programs
successful completion rate and decrease the percentage of youth still enrolled in programs.

° CCJC doesnot ensurethat dataregarding its casel oads, such asthe number of casesreported
to the Supreme Court of Ohio, is accurate and reliable. Due to these inaccuracies, CCJC
does not have an effective means of assessing either its overall performance or determining
the appropriate staffing levels needed to effectively process cases and manage court
operations.
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In order to have the ability to monitor caseloads, develop performance measurements and
assess court operations, CCJC should ensure that data indicating critical court operations,
such as the number of cases processed, is entered correctly and consistently for the purpose
of producing accurate and reliable reports.

° A centralized docketing system does not exist within CCJC. Consequently, the magistrates
and judges docket their cases and schedule all hearings based upon each jurist’ s individual
perception of how many cases can be heard in atypical work day. Furthermore, the judges
generaly determine the amount and types of cases to be assigned to the magistrates.

CCJC should develop a centralized docketing system for the purpose of scheduling and
assigning casesto magi strates and judges which woul d enhance consistency and uniformity,
Improve accountability and increase utilization of caseflow support staff.

° CCJC has not implemented a Court Appointed Special Advocate (CASA) program, which
uses trained citizen volunteers as opposed to paid private attorneys, to represent the best
interest of the child in dependency/neglect/abuse cases. CCJC has historically exceeded its
annual appropriation for Guardian Ad Litems (GALS).

CCJC should consider devel oping and implementing a CASA programin an effort to reduce
the costs associated with appointing private GALs while potentially enhancing the quality
of service provided to juveniles.

° Timeframesfor transferring juveniles out of the detention center and shelter care facilities
to residential placements do not exist at CCJC.

CCJC should establish and develop standard time frames for the process of transferring
juveniles from the detention center and shelter care facilities. Additionally, CCJC should
consider establishing a review team to monitor the average daily population and average
length of stay in these facilities.

° CCJC does not have a formal technology department, causing RP&E to be limited in its
function of providing court-wide guidance for the effective use of technology. The
Information Services (1S) unit of RP&E is currently responsible for managing technol ogy,
but appears to be understaffed according to staffing criteria recommended by the Gartner

Group.

CCJC should develop a formal technology department headed by a deputy director and
consider enhancing staffing levels, while maximizing the use of technical support contracts.
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° CCJC implements technology without the guidance of along-term strategic plan. Without
adtrategic plan, IS isfunctioning on adaily basis, but is unable to fully implement unified
goals and objectives.

CCJC should develop and implement a strategic technology plan. The strategic technol ogy
plan would guide the Court when implementing new technology such as developing ahelp
desk and a help desk policy.

° The effectiveness and efficiency of food service operations can be measured by applying
staffing levelsto the cost and number of meals served. Thefood servicesdivision at CCJC
had the highest cost per meal and served the lowest number of meals per staff member in
1999 in comparison to the peers.

The detention center at CCJC should assess the staffing levelsin relation to the duties and
tasks performed within thefood services department. Considering the staffing comparisons
with the peer courts, the food services division could potentially reduce one position.

° HCJC and FCJC contract out all food service operationsto a private vendor. CCJC served
about half the number of meals per staff member in 1999 as compared to HCJC and FCJC.
In addition, CCJC’s cost per meal in 1999 was higher as compared to HCJC and FCJC.

The detention center at CCJC should consider contracting with an external provider for food
services. Anexternal provider could perform all of the necessary functionsthat the current
internal food services division is performing, but at alower cost.

° Workload assigned to custodiansis not based upon squarefootage of the building, which can
be afactor contributing to the lower amount of square footage maintained by custodians at
CCJC compared to HCJC and the International Facilities Management Association (IFMA)
benchmark. Instead, each custodian is assigned to an individual floor.

CCJC sdetention center should devel op amethodol ogy for allocating custodial staff toareas
by using quantitative data such as square footage to determine the most efficient staffing
level. Based on comparisons of the current square footage being maintained by the
custodiansat CCJC to HCJC and the IFM A benchmark, the detention center should consider
reducing one custodial position. Additionally, since many private vendors provide custodial
servicesin addition to food services, the detention center should also explore the feasibility
of contracting for custodial services.

The remainder of this executive summary is organized by report sections in order to highlight
additional findings, recommendations and commendations from those areas of the audit report:
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Organization and Administrative Services

Background: CCJC is organized into four departments. detention services, court services,
probation services, and administrative services. The four departments and the human resources
divisionreport to acourt administrator who is appointed by the administrative judge. The Court had
609 actual FTEs with 45 vacant positions as of July 31, 2000. CCJC positions are funded through
the county general fund, grants and special revenue reimbursements.

The administrative services department is composed of the following divisions. administrative
services, research, planning and evaluation (RP&E); and fiscal. Administrative services is
responsible for program planning, budgeting and purchasing. The RP&E division is comprised of
anetwork manager, asoftware specialist and computer technicians, aswell assystemsanalysis, data
processing and research staff. The fiscal division includes the cashier’ s office, aswell as building
services, couriers and drivers.

Findings: A summary of additional findingsinthe Organization and Administrative Servicessection
includes the following:

° CCJC does not engage in strategic planning on acourt-wide basiswhich could assist in god
setting and effective communication among departments.
° The six CCJC courtrooms tend to operate independently of each other. Policies and

procedures which can help ensure uniform operations among courtrooms have not been
developed at CCJC. Furthermore, departments and divisions at CCJC also tend to operate
independently of each other.

° American Corrections Association (ACA) accreditations that have been previously earned
by CCJC have been allowed to lapse.
° CCJC does not effectively monitor its service agreements and service contracts.

° Although CCJC has recently attempted to improve its relationships with outside agencies,
lack of attention to these relationships through the years haslimited the potential benefits of
such relationships.

Recommendations. A summary of additiona recommendations in the Organization and
Administrative Services section includes the following:

° CCJC should devel op a court-wide strategic plan to improve long and short-term planning,
goal setting and communications.

° The Court should implement policies and procedures for enacting procedural and process
changes on a court-wide basis. The detention services department’s efforts in this regard
could be used as amodel for the entire court.
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The Court should actively maintain and update exi sting policy manuals, and promotepolicies
and procedures that meet or exceed ACA standards. Once this is accomplished, the Court
should undertake the accreditation process. Inadditionto ACA accreditation, CCJC should
consider engaging an external, independent agency to undertake a courtroom grading or
rating process to evaluate the extent to which courtrooms process cases efficiently,
effectively, fairly, and in a uniform manner.

CCJC should evaluate all service agreements and service contractsit has with vendorson a
regular basis and enact a service contract and service agreement assessment and monitoring
process.

CCJC should strive to improve and formalize its relations with outside agencies by
developing formalized interagency, as well as interdepartmental, collaboration and
communication. This could be accomplished through an information sharing task force.

Commendations: A summary of commendationsin the Organization and Administrative Services
section includes the following:

I nstituting the detention services department’ s employee signature requirement for enacting
any procedural or policy changes helps to ensure that policies are understood by staff and
shifts responsibility from the department to the individual.

Establishing a policy that sets time limits for the submission of invoices from attorneys for
assigned council and GAL services helps to ensure that the Court meets its deadlines
enabling the County to recoup its alowable percentage for these expenses from the Ohio
Office of Public Defenders.

Documenting Title IV-D and Title IV-E related activities for reimbursement and securing
grants totaling $1.9 million during 1999 and 2000 for Court programs, creates additional
revenue streams for CCJC.

Maintai ning commendabl e inventory policiesand proceduresin relation to its peers ensures
an accurate process for property control.

Creating and distributing a vendor performance evaluation form to Court directors and
superintendents allows for formal feedback from the departments that interact with such
vendors on aregular basis.

Being selected as one of five countiesin Ohio to undergo the Comprehensive Strategy for
Serious, Violent and Chronic Juvenile Offenders has enabled the Court to participate in a
community-oriented evaluation with the intention of reducing juvenile delinquency in
Cuyahoga County.
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Human Resources

Background: The Court has a centralized human resources department which isindependent of the
Cuyahoga County human resources department. The primary duties of theindividualsin the human
resources department include recruiting and sel ecting empl oyees, complying with state and federal
employment laws, salaries and benefits administration, administering employee performance
evauations and following through with all disciplinary actions.

Findings: A summary of additional findingsinthe Human Resources sectionincludesthefollowing:

Cuyahoga County eliminates budgeted positions after they have been vacant for more than
ayear. However, CCJC continuesto |eave budgeted positions on the organization chart for
further staffing consideration.

Comparisons of the responsibilities for the human resources departments among the peer
juvenile courts revedled that CCJC is responsible for compiling payroll and leave
information as well as preparing weekly and monthly payroll reports, while the human
resources departments of the peer courts do not handle any payroll functions.

Job descriptions for employee classifications at CCJC are not updated on aregular basis.
Annual evaluations are not conducted on all employees as required by CCJC policy.
CCJC’ s human resources department is responsible for conducting exit interviews, but the
interview resultsare not compiled in aformat that may assist the administrationinanalyzing
Issues related to empl oyee retention.

All CCJC employees must follow the policies and procedures manual which is developed
by the human resources department. However, it has not been updated regularly.

CCJC does not have aformal mentoring program for new employees,

Recommendations: A summary of additional recommendations in the Human Resources section
includes the following:

CCJC should consider eliminating all budgeted positions from the organization chart after
the positions have been vacant for oneyear. Thiswill allow the Court to adequately budget
the number of positions which are needed in each department and prevent overstaffing.
CCJC should create detailed job descriptions for all positions within the Court which state
the necessary duties and functions of each position.

CCJC should require that annual evaluations be performed on all employees. In addition,
employees should be evaluated against the criteriaand responsibilities specified within their
individual job descriptions.

CCJC should consider preparing an annua compilation of al exitinterview commentswhich
will assist the administration in analyzing issues raised during the exit interview process.
CCJC should review and update policies and procedures on aregular basisto ensure that the
policies and procedures are current and relevant.
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° CCJC shouldincludeinitspoliciesand proceduresmanual guidelinesfor aformal mentoring
program that should be used for all new employeesin every department.

Commendations. A summary of commendations in the Human Resources section includes the
following:

° CCJC utilizes a variety of recruiting activities which increases the likelihood of hiring
qualified individuals.
° CCJC conducts exit interviews on al employees who terminate employment, thereby

providing employees an opportunity to discusstheir reasonsfor leaving and any concerns or
issues they may have related to their term of employment.

° Personnel files are maintained for each employee in accordance with ACA standards
allowing CCJC to preserve an accurate history of each individual’s employment.

Probation

Background: Operationsinthe probation department revol ve around thejuvenile case management
procedures, from the investigation of the youth to the youth’ stermination from supervision. All the
divisionswithinthe probation department have specificrolesin therehabilitation of youthsinvolved
with CCJC. The department includes the following divisions. probation support services 1,
probation support services 2, investigation-central region, supervision-eastern region and
supervision-western region.

Findings: A summary of additional findingsin the Probation section includes the following:

° CCJC does not use a needs assessment in conjunction with arisk assessment to determine
what servicesyouthsand their familiesrequire. Therefore, CCJC doesnot have an effective
means to match intervention services to a youth’ s treatment needs.

° CCJC does not use a weighted average caseload analysis to measure the workload and
performance for probation officers. Therefore, probation officers workloads do not reflect
the amount of work required to manage their caseload. Additionally, CCJC is lacking a
standard procedure for assigning new cases to probation officers.

° CCJC has not developed a school-based probation program or an intensive probation
program that could enhance its early intervention and delinquency prevention offerings.

° CCJC’ s probation department is responsible for monitoring its own programs and has one
probation monitor designated to compl etethisfunction. However, the probation monitor only
supervises the programs funded through RECLAIM. Furthermore, it is difficult for one
person to do a thorough job monitoring al of the RECLAIM programs because of the
amount of work it takesto ensure that the program provider and the Court are meeting their
contract requirements. The monitoring process for these programs includes quarterly site
vigits, contract compliance reviews, and progress reports.
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Recommendations; A summary of additional recommendations in the Probation section includes
the following:

° CCJC should use a needs assessment in conjunction with a risk assessment during
investigations of youth adjudicated delinquent.

° CCJC should develop a weighted average caseload analysis to measure the workload for
probation officers and to aid probation managers in assigning new cases. A weighted
average caseload analysis could be used to measure the workloads of supervision probation
officers based on the youth’ s supervision level, risk/need factor and contact requirements.

° CCJC should monitor probation programs more closely to ensure youths and their families
are receiving adequate services. Based on similar programs used by the peers, CCJC hasa
lower successful completion rate and a higher percentage of youth remaining in the same
program.

° CCJC should consider developing and implementing early intervention and delinquency
prevention programs in an effort to increase the quality of services to youths and their
families. Such programs may include a school-based probation program and an intensive
probation program.

° CCJC should determine whether providers of probation programs retain youths in these
programslonger than necessary. Based on the peer comparison of similar probation program
types, CCJC has a higher percentage of youths remaining in programs than the peers.

Commendations: A summary of the commendations in the Probation section includes the
following:

° Requiring probation officers to work evening hours enhances customer service.

° Using community-based probation programsto serveyouthsand their familieslocally makes
the probation officers more accessible to their clients.

° Implementing the multi-systematic therapy (M ST) program hel psto improvefamily and peer

relationships while potentially decreasing behavior problems.
Court Services

Background: The operations in the court services department revolve around the juvenile case
processing system, from the start of a case to its eventual conclusion. All of the divisions within
court services have specific rolesin the case processing system of CCJC. The department includes
the following divisions: magistrates, intake, clerk’s office, drug court, case flow and courtrooms.
Court servicesis CCJIC’ slargest department with atotal of 206 full time equivalents (FTEs) and 18
vacancies as of July 31, 2000.
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Findings: A summary of additional findings in the Court Services section includes the following:

The operations of acourt can be measured by theratio of case dispositionsto official filings,
which is the performance measure identified by the National Center of State Courts as an
effective means of assessing court operations. Based on this performance measurement, the
court services department is not operating as efficiently as the peers and is disposing a
significantly lower amount of official cases compared to the peers.

In addition to inadequately enforcing previously established time frames and rules, such as
timeframesguiding variouscase eventsand rulesfor granting continuances, CCJCislacking
time frames for processing casesin atypical day.

Theoutcomesof theintakedivision’ sunofficial hearingsand mediations, such asrecidivism
rates, are not tracked at CCJC.

All of thecourtroomsat CCJC operate differently and lack uniform and standard procedures.
Time frames outlining the time it should take an intake officer to make critical decisions
about ajuvenile complaint do not exist at CCJC.

A risk assessment tool that would provide a direct means of assessing the average daily
population and length of stay of juvenilesis lacking at CCJC. Without established time
frames and a risk assessment tool, the amount of time that the juvenile spends in these
facilities and the related daily cost to hold the juvenile potentially increases.

Through various staffing analyses and peer comparisons, it appearsthat the clerk’ sofficein
the court services department is significantly overstaffed. The total number of new cases
filed (threeyear average) per full-timeequivalent intheclerk’ sofficeat CCIJCis367, which
is less than half the average number of new cases filed per employee in the peer courts

clerk’s offices.

Recommendations: A summary of additional recommendations in the Court Services section
includes the following:

CCJC should monitor and enforcethelocal rulesregarding continuances and the established
time frames guiding certain case events should be tracked and enforced at CCJC.
Furthermore, time frames for the purpose of hearing cases in a work day should be
established.

CCJC should track and compile data regarding the results of the intake division’ sunofficial
hearings and mediation sessions.

CCJC should develop standard and uniform proceduresin al of the courtrooms including
standard and uniform job functions for each of the judges employees.

CCJC should establish written and documented time framesfor decisionsto be made by the
intake officers regarding complaints.

CCJC should consider using arisk assessment tool to aid in efforts to reduce the average
daily population and the average length of stay in the detention center and shelter care
facilities by providing a mechanism for determining the most appropriate holding facility.
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° CCJC should address staffing levels in al of the divisions in light of the clerk’s office
staffing analysis, other staffing comparisons discussed in the report and the recent
implementation of a new case management computer system in order to ensure that each
department is operating efficiently and in a cost-effective manner.

Commendations: A summary of commendations in the Court Services section includes the
following:

° Establishing internal time frames for various case events improves the timeliness in which
cases are processed.

° Scheduling monthly magistrate meetings helps to ensure that open lines of communication
exist with the magistrates.

° Creating acentralized clerk’ s office helpsto consolidate operations and improve the overall
efficiency of the office.

° Developing and implementing the Community Diversion Program helps to reduce official
filings while still providing needed servicesto juveniles.

° Establishing the Drug Court program provides an essential service to appropriate juveniles

in need of that service.

Technology

Background: Technology management in the Court is performed by the information services (1S)
unit of the Research, Planning and Evaluation (RP&E) division. Employees within this unit along
with assistance from the County Information Service Center (CISC) and PROWARE manage the
Local AreaNetwork (LAN), repair technical equipment and providetechnical trainingto CCJC staff.
Information serviceshasatotal of eight full-time equivalentsand four vacanciesas of July 31, 2000.

Findings: A summary of additional findings in the Technology section includes the following:

° CCJC doesnot have atechnical steering committee to devel op technical needs of CCJC and
prepare proposals for the County’ s automatic data processing board (ADP) approval.

° CCJC staff members are not required to use all technology implemented in the Court or

participate in technical training.

CCJC does not increase funding for technology by actively seeking technology grants.

° CCJC did not include some of the case management application modules in its original
contract with Proware that have potential benefits such as the bar code file folder tracking
feature and document imaging software.

° Although some IS personnel have extensive experience, no one is A* or N* certified for
technical repair or software assistance.
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Recommendations; A summary of additional recommendationsin the Technol ogy sectionincludes

the following:

° CCJC should develop atechnology steering committee to ensure technology activities are
coordinated and consistent with overall goals and objectives.

° CCJC should ensure that the staff use all technology implemented in CCJC and participate
in the appropriate training.

° CCJC should consider increasing technology funds through grants to provide training to
staff, purchase additional Proware modules for JIMS, and purchase equipment such as
laptops for the probation department, and purchase help desk software to provide a higher
quality of serviceto CCJC clientele.

° CCJC should consider purchasing additional Proware modules such as the bar code file
folder tracking feature and document imaging software.

° CCJC should provide A* and N* technical certification training for IS staff members.

Commendations: A summary of the commendations in the Technology section includes the
following:

Using centralized purchasing for technical equipment helps to ensure consistency with any
proposed strategic technology plan and allows for potential cost savings when making
volume purchases.

Implementing a computer use policy provides personnel clear and concise directions
regarding the use of CCJC computers.

Centralizing equipment warranties and software licenses allows IS to have access when
repairs and upgrades become necessary.

Maintaining an equipment inventory listing allows CCJC and CISC to track and monitor
equipment warranties and to verify the number of itemsin use.

Implementing a case management system compatible with peer courts and County agencies
helps CCJC promote sharing of information, improves its case management abilities, and
allows it to keep pace with technological advances made by its statewide peers.
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Detention Services Department (Food & Custodial Services)

Background: Of thevariousoperational functionsof the Detention Services Department, thisreport
focuses only on the food services and custodial services functions of the department. The food
services divison's major responsibilities are related to food preparation/service and include
receiving and unloading deliveries at the dock, storing and distributing food, documenting all food
and storage, and preparing and serving food. The custodial servicesdivision’s major responsibility
Isto perform all basi c cleaning/housekeeping activitiesthroughout the detention center. Inaddition,
custodial servicesis responsible for performing limited laundry service and for ordering resident
supplies, cleaning supplies and equipment. Food services comprises a total of 12.0 FTEs and
custodial services comprises 10.0 FTEs asof July 31, 2000.

Findings: A summary of additional findings in the Detention Services section includes the
following:

° Based upon the reimbursement rates and number of meals served in 1999, the detention
center should have received approximately $1,600 in additional reimbursements under the
National School Breakfast and Lunch program. The discrepancy in the amount of
reimbursements can be potentially attributed to the practi ce of tracking and maintaining meal
counts manually as opposed to electronically.

° The food services division provides residents with three hot meals a day, which is
inconsistent with the Detention Center Policy and Procedure Manua and American
Correctional Association (ACA) standards requiring only two hot meals be served daily.

° There are no clear policies defining the number of staff needed to supervise youth during
meals and defining “ necessary” or “essentia” staff required to stay on-site throughout their
eight-hour shift. Asaresult, al detention staff members are potentially able to eat at no
charge in the resident dining room. This practice makes cost-effective meal planning
difficult.

° The Detention Center Policy and Procedure Manua does not clearly distinguish what
cleaning functions (e.g., kitchen exhaust/ventilation fans and hoods) are to be completed by
the food service staff, custodial staff and the County’s central services.

° The cleaning responsibilities of adjudicated juveniles held in the detention center are not
specified in detail with regard to frequency or type of cleaning.

Recommendations: A summary of additional recommendations in the Detention Services section
includes the following:

° The food services division should ensure that al eligible costs under the National School
Breakfast and Lunch program are accounted for and reimbursed by tracking and monitoring
meal counts in an electronic spreadsheet or database.
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The detention center should consider eliminating hot breakfast on weekends. Prior to this,
the detention center should take appropriate measures to ensure that the behavioral
implications associated with serving a cold breakfast as opposed to a hot breakfast are
minimal.

The detention center should establish a policy that dictates the minimum number of staff
necessary to supervise residents during meals (e.g., five are required for two units on the
playground) and which categories of staff are required to supervise staff (e.g., detention
officers and activity staff). Furthermore, CCJC should establish a policy defining which
“essential” employees are to be provided meals at no cost.

CCJC should develop apolicy defining what cleaning activities are the responsibility of the
food service staff versus custodia services and/or the County’s central services.

CCJC should develop a policy delineating the guidelines for juveniles cleaning activities
that can be incorporated into the Detention Center Policy and Procedures Manual.
Furthermore, the detention center should ensure that any cleaning activities assigned to
juveniles are in accordance with current laws and regulations.

Commendations: A summary of commendations in the Detention Services section includes the
following:

Crosstraining food services employeesin al areas of the operation hel ps ensure that *“ down
time” due to employee absences is reduced to a minimum.

Implementing an effective supervision systeminfood services benefitsboth management and
staff by clearly dictating who is responsible for conducting employee evaluations and who
the employees need to contact when pertinent questions and concerns arise.

Participating in the surplus commodity program and spending the all otted entitlement helps
to reduce costs and provides more revenue to potentially fund other critical operations.
Developing thorough job descriptions in custodial services serves as a valuable tool for
guiding employees expectations and management of performance measures.
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Summary of Financial Implications

The following table summarizes the performance audit recommendations which contain financial
implications. These recommendations provide a series of ideas or suggestions which Cuyahoga
County Juvenile Court should consider. Detailed information concerning thefinancial implications,
including assumptions, is contained within the individual sections of the performance audit.

Ref. No. Recommendation Estimated Cost Estimated Estimated
Savings Implementation Implementation
(Annual) Cost Cost
(One-time) (Annual)
Organization & Administrative Services
R2.6 ACA costs for detention center, probation department $22.800
and central office accreditation !
R2.13 Net annual cost due to the creation of two deputy court
administrator positions after phasing out the director $92.000
of administrative services and an administrative ’
secretary position
R2.14 Y early net increase by eliminating the building
services manager position and creating a deputy $18,900
director of operations
R2.16 Redirect RECLAIM funding by reducing one part-
time research associate and two part-time research $54,800
assistants
R2.16 Scale down the data processing unit from one
supervisor and five data processors to one supervisor $133,300
and one data processor
R2.16 Redirect general fund allocations for the deputy
director of RP&E position to other uses, and replace
with RECLAIM funds used for deputy director of $75,400
court administration position. Phase out the deputy
director of court administration position.
Human Resour ces
R3.1 Reduce staff within the human resources department by
two position $68,500
R3.15 Implement Kronos for the entire Court $100,000
R3.15 Reduce staff by one payroll officer position after the
conversion to Kronos is completed $51,800
Probation
R4.1 Eli mi nate one supervision regional chief probation $62,000
officer
R4.2 Fill vacancy for supervision probation manager $56,000
R4.13 Providelaptop computersto probation officers (average) $171,000
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Ref. No. Recommendation Estimated Cost Estimated Estimated
Savings Implementation Implementation
(Annual) Cost Cost
(One-time) (Annual)
R4.13 Reduce the amount of unproductive time of probation
; . $257,000
officers by using laptop computers
R4.14 Eliminate six probation secretary positions $170,000
R4.15 Fill four vacancies in the MST program and the day $156,000
treatment program
R4.38 Implement the probation module for the JIM S system $182,000
Court Services
R5.3 Increase amount of court costs and fines collected $135,000
R5.5 Reduce four clerk positions in the caseflow division $104,000
R5.15 Implement a CASA program $350,000
R5.18 Reduce average daily population in the detention $1.271,000
center and shelter care
R5.26 Hire afull-time chief judicial staff attorney and reduce $14,000
the 3.5 FTE legal support staff (cost avoidance) '
R5.32 Not filling the seven vacant intake officer positions.
(Cost Avoidance) $352,000
R5.37 Reduce ten service clerk, six motion clerk, six journal
clerk, four process server and three supervisor
positionsin the clerk’s office $838,000
Technology
R6.1 Hire adeputy director of technology $74,300
R6.2 Hire staff for IS vacancies and eliminating the
excessive contracted hours $84,800 $240,000
R6.10 Centralize help desk services and purchase help desk
$4,500
software.
R6.18 Purchase software and equipment for document
L h $60,600
imaging and bar coding
R6.21 Provide A+ and N+ certification training for IS staff $5,700
Food & Custodial Services
R7.4 Reduce one food service worker position $23,800
R7.6 Eliminate hot breakfast on the weekends $7.300
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Ref. No. Recommendation Estimated Cost Estimated Estimated
Savings Implementation Implementation
(Annual) Cost Cost
(One-time) (Annual)
R7.9 Increase reimbursement from the National School $1.600
Breakfast and Lunch program (revenue) ’
R7.13 Reduce one custodian position $23,000
R7.17 Contract with a private vendor of food services $151,000
Total $ 3,878,300 $ 540,900 $ 992,900

The financial implications summarized above are presented on an individual basis for each
recommendation. The magnitude of cost savings associated with some recommendations could be
affected or offset by the implementation of other interrelated recommendations. Therefore, the
actual cost savings, when compared to estimated cost savings, could vary depending on the

implementation of the various recommendations.

Furthermore, theimplementation of some of the cost saving recommendations (see R5.5 and R5.37)
are based on potential staff reductions linked to anticipated improvements in CCJC’s case data
collection and reporting processes. Therefore, although potential cost savingsestimatesappear valid,
they are dependent on the Court’ s ability to complete the implementation of the corrective actions
recently initiated.
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Organization and Administrative Services

Background

This section provides areview of the overall organization of the Cuyahoga County Juvenile Court
(CCJIC or Court) aswell as areview of the administrative services department. Comparisons are
made throughout the report to the peer juvenile courts of Franklin (FCJC), Hamilton (HCJC) and
Lucas (LCJC) counties to illustrate various organizational, fiscal and operational issues.

Organizational Charts
The functions of CCJC are carried out by various departments and divisions. The following charts
illustrate the organizational structure and the number of full-timeequivalent (FTE) employeesat the

Court (Chart 2-1) and the organizational structure of the administrative servicesdepartment (Chart
2-2) as of July 31, 2000.

Chart 2-1: CCJC Organizational Structure

Administrative Judge

Judge Judge

Judge Judge

Judge

Court Administrator’s
Office

(5.0)

Human Resources Administrative Services Court Services Probation Services Detention Services

(16.5) (40.5) (200.0) (148.0) (193.0)
(1 vacancy) (4.5 vacancies) (16 vacancies) (13 vacancies) (8.5 vacancies)
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Chart 2-2: Administrative Services Department Organizational Structure

Director’s Office

2.0
[
Research, Planning &
Evaluation Division Fiscal Division Budget Officer 3 Budset Officer 3
Deputy Director Deputy Director Grants Management G & 1 Fund
(Position vacant as of 8/31/00) (14.0) 4.0) ene(gao) on
(15.5) (1 vacancy) (1 vacancy) :
(2.5 vacancies)

Organization and Departmental Functions

CCJCisasegparatedivision of the Cuyahoga County Court of Common Pleas. Juvenilecourtsinthe
state of Ohio hear delinquency casesinvolving persons lessthan 18 years of age, and cases dealing
withunruly, abused, dependent and neglected children. The Court a so handlesjuveniletraffic cases.
CCJC hasjurisdictioninadult casesinvolving paternity, child abuse, non-support, visitation, custody
and contributing to the delinquency of aminor. The Courtisled by six elected judges, one of whom
is elected by hisor her fellow judges as the administrative judge. Each of the judgesis elected for
Six-year terms.

According to the Ohio Revised Code (ORC) Section §2153.05, when thereis temporary absence or
disability of ajuvenilejudge, or when the volume of cases pending in thejuvenile court necessitates
theassistance of an additional judge, the presiding judge of the Court of Common Pleasof Cuyahoga
County can designate aCommon Pleas Court judge. If nojudgeisavailable, the Chief Justice of the
Ohio Supreme Court can select ajudgefrom another county. CCJC iscurrently using visiting judges
to hear specific dockets such as permanent custody cases.

The administrative judge of Cuyahoga County has prescribed responsibilities as outlined in ORC
Section 82153.05. Theadministrativejudge hascare and custody of thefiles, papers, books, records,
and moneys pertaining to the juvenile court. The administrative judgeis also the clerk of the court,
with all the powers and duties of a clerk of commons pleas court as described in the ORC Section
§2151.12. The administrative judge may appoint and employ deputies, clerks, stenographers and
other assistants reasonably necessary to carry out the work of the court. The administrative judge
must file appointments to these positions with the county auditor. Any of these appointees may be
dismissed by theadministrativejudge. The administrativejudgeisalso responsiblefor determining
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the compensation of the employees of the court (Section §2153.09), aswell as submitting an annual
report to the Supreme Court of Ohio (in accordance with ORC Section §2151.18), the county
commissioners and the Ohio Department of Y outh Services (ODYS).

The administrative judge appoints and directs a court administrator whose role is to oversee the
administration of the court and to manage all essentia activities of the court such as planning,
budgeting, organizing, staffing and policy development. Thisis according to the designation of a
deputy clerk as described in ORC Section §2153.08.

CCJCisorganized into four departments: detention services, court services, probation services, and
administrative services (Only the food and custodial aspects of detention serviceswill be examined
inthisreport, all other departmentswill be examined in depth). The Court had 609 actual FTEswith
45 vacant positionsasof July 31, 2000. CCJC positions arefunded through the county general fund,
grants and special revenue reimbursements.

The administrative services department is composed of the following divisions: administrative
services; research, planning and eval uation (RPE); andfiscal. Administrativeservicesisresponsible
for program planning, budgeting and purchasing. The RPE division houses a network manager, a
software specialist and computer technicians, as well as systems analysis, data processing and
research. Thefiscal divisionincludesthe cashier’ soffice, aswell asbuilding services, couriersand
drivers. The drivers transport juveniles to court hearings or doctors appointments. The
administrative services department had 40.5 actual FTEs with 4.5 vacancies as of July 31, 2000.

Summary of Operations

Thenumber of delinquent and unruly casesreferred to the Court hasbeen decreasing in recent years.
Juvenile cases referred are incidents of delinquency, unruliness, dependence, neglect, abuse,
application for custody and traffic. Adult cases are usually parent/child relationship and support-
related. Casesreferred either enter the court system, or can beresolved at intake through dismissal,
mediation or diversion. According to the CCJC Annual Report, the total number of casesreferred
to CCJC in 1999 was 38,911. Approximately 91 percent of these cases were juvenile. The total
number of cases referred in 1999 is an eleven percent decrease from the 1998 total of 43,694.
Juveniletraffic caseswere the most common type of case heard in 1999 (15,117 or 43 percent of all
cases), followed by delinquency and unruly cases which were 40 percent of all juvenile cases
(14,158 in 1999).

Not all referralsto the Court result in actual cases. However, despiteadecreaseinreferrals, agreater
percentage of referrals have been entering the court system, thus increasing the caseload. Cases
entering CCJC arethosereferral sthat require sometype of court action. Thesetypesof cases, known
asofficial complaints, are not dismissed, mediated or diverted, and ahearing istypically scheduled.
Accordingtothe 1999 Annual Report, delinquent and unruly casesreferred to CCJC totaled 14,158.
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Of that number, 15 percent were resolved at intake. Therefore, 85 percent of all delinquent and
unruly cases (totaling 12,037) referred to CCJC in 1999 required some type of official court action.

In 1995, delinquent and unruly cases referred to CCJC totaled 18,076. Therefore, the number of
cases referred to the Court has decreased 22 percent in the past five years. Although total cases
referred have decreased, in 1998, changes in the intake process resulted in a sharp increase in the
number of official complaints entering the Court. 1n 1995, 47 percent of complaints were resolved
at intake. Asaresult of the change in the intake process, only 15 percent of delinquent and unruly
caseswereresolved at intakein 1999. Theincreaseinvolume of official complaintshashad adirect
impact on operations, primarily in the areas of shelter care, residential placements and assigned
counsel.

Financial Data

The Cuyahoga County (the County) general fund supportsalarge portion of the Court’ sbudget. The
CCJC's FY 1999 genera fund expenditures totaled approximately $42 million. The Court
represented nearly ten percent of Cuyahoga County’ stotal general fund expendituresfor that year.
Theonly money from the County’ sgeneral fund that can be carried forward from one year to another
ismoney that had been encumbered on contracts but not spent. When the Cuyahoga County Office
of Budget and Management (OBM) createsthe budget, it permitsinput from the Court regarding the
programmatic needs of its departments.

The Court has experienced asignificant increase in expendituresin recent years. Expenditureshave
risen by 59.7 percent from 1995 ($26.2 million) to 1999 ($41.9 million). According to a Court
Status Report dated January 14, 2000, the major factorsthat led to thisgrowth in expendituresduring
the past five yearsinclude:

° A 59.1 percent increasein official delinquency and unruly complaintsresulting from a1998
change in the intake procedure.
° A 14.6 increase in custody cases filed with the Court.

° A pay equity salary adjustment granted in 1998 (Griffith Study).
° Theinstallation of a $2.5 million case management system (JIMS).

The Court began receiving additional fundsin 1995 through anew ODY S statewide program known
as Reasoned and Equitable Community and Local Alternatives to the Incarceration of Minors
(RECLAIM). Thisinitiative was designed to meet two primary goals. (1) to empower local judges
with more options and alternatives for the juvenile offender, and (2) to increase and/or improve the
level of services provided by the ODYS.
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TheRECLAIM grant startsat the beginning of the statefiscal year (July 1). Eachyear, ODY Sgives
the Court afunding amount based on the number of fel ony adjudi cationsthe county had the previous
year. Thisamount is based on the estimated costs of committing a youth to a state facility. The
funds|left over from commitment costs are allocated for programming a ong with any previousyear
carryover.

In addition to funding alternatives to institutionalization, RECLAIM funds may also be used to
develop prevention and diversion programs for unruly youth, juvenile traffic offenders and other
youth at risk of becoming delinquent. Examplesof such programsinclude: day treatment, alternative
schools, intensive probation, electronic monitoring and residential treatment. The only limitations
to the use of RECLAIM funds are that they cannot be used for construction, renovation or to
supplant local funds. Counties may carry over any remaining funds from one year to the next, and
those funds may be used in four areas. salaries related to RECLAIM program administration,
services(purchases/contracts), maintenance and equi pment. Theadministrativejudge, in partnership
with the county commissioners, determines which programs receive funding from the RECLAIM
grant. Currently at CCJC, RECLAIM funds 23 separate programs, within 16 RECLAIM program
areas.

CCJC receives a reimbursement through the Cuyahoga Support Enforcement Agency (CSEA) for
theTitlelV-D program. CSEA receivesitsfunding fromfederal grant dollarsthroughtheTitlelV-D
of the Social Security Act of 1935, as amended. Title IV-D allows CSEA to enter into a written
agreement with a court to establish cooperative working arrangements and to specify areas of
responsibility for the establishment, modification and enforcement of child support obligations. A
written agreement ensures the reimbursement to the Court for the child support-related services it
provides.

In 1999, CSEA contracted with the Court for approximately $1.1 million in child support-related
services. Based on the budget in the contract between CCJC and CSEA, the Court estimated that
therewould be 9,750 support action dispositionsin 1999, and CSEA would pay the Court 66 percent
of the $174.60 per support action disposition. A support action disposition includes hearings
involving establishment of support, establishment of paternity and enforcement of support.

The Court al so receives reimbursements through the Cuyahoga County Department of Children and
Family Services (CFS) from the Ohio Department of Human Services (ODHS) for the Title IV-E
program. ODHS receivesfedera grant dollars through the Title IV-E of the Social Security Act of
1935, asamended, which governsplacement of children andfoster carefunctions. TitlelV-E allows
CCJC to seek reimbursement for maintenance costs related to adjudicated youth placed in foster
care. Inthe case of the Court, foster care can consist of shelter care and residential placement.

Inorder for CCJCtoreceive TitlelV-E reimbursement, ajuvenile must be adjudicated by the Court,
found to be unruly or delinquent, and be eligiblefor federal financial participation (FFP) under Title

Organization and Administrative Services 2-5



Cuyahoga County Juvenile Court Performance Audit

IV-E guidelines. FFP isbased on adetermination of ajuvenile’ sfamily income. If family income
is found to meet certain poverty guidelines, CCJC receives a reimbursement for the out-of-home
placement of that juvenile. For instance, the Court can bill aportion of residential placement costs
for juvenilesthat come from homes receiving public assistance. CCJC receives reimbursement for
75 percent of the cost of placement, and the County retains the remaining 25 percent for
administration costs.

The Court also seeks additional revenue through the procurement of outside grants. A senior
program planner within the administrative services department is responsible for seeking and
obtaining new grants. Thisindividual conducts needs assessments through interviews and research
throughout CCJC departments. New grants are researched through journals and other professional
publications. Sometimes CCJC is asked to participate in certain grant projects, or a grant is
instituted through theinitiative of the Board of County Commissioners(BOCC), such asthe Juvenile
Offender Program.

The collection of fines, feesand court cost revenuefor CCJC isaccomplished by the cashier’ soffice
that ispart of thefiscal division within the administrative services department. The cashier’ soffice
provides the mechanism of collecting fines and fees, and distributes them into one of the following
accounts: victims of crime and general revenue (deposited with the state treasurer), special revenue
funds and costs for the general fund (deposited with the county treasurer). The process is
computerized and invol vesaseparate checking account that isused for the sol e purpose of dispersing
the fundsinto the aforementioned accounts. The chief cashier isresponsible for three cash drawers
that are balanced daily. The County contractswith an armored car company to deliver daily deposits
from the cashier’ s office to the bank. Traffic costs and fines account for roughly 90 to 95 percent of
all monies collected by the cashier’s office.

The growth in expenditures has caused the Court to consistently overspend the initial allocation
budgeted to CCJC by the BOCC. This has occurred in spite of the Court seeking special revenue
sources and outside grants to meet its increasing programmeatic needs. For example, the Court’s
expenditures of $42 million in 1999 were $530,000, or 1.2 percent, over the initial budget for that
year. An additional appropriation of $600,000 was approved by the BOCC in 1999 to offset the
$530,000 deficit.

According to OBM, CCJC's origina alocation for FY 2000 was $42.5 million. The FY 2000
budget was subsequently increased to $43.9 million. CCJC spent $43.6 million in FY 2000 which
exceeded theoriginal budget by $1.1 million, but provided apositive budgetary variance of $300,000
against the revised budget.

The administrative services department is responsible for the financial, budgeting, programming,
planning, technol ogical and research functions of the Court. Budget officers within the department
develop budgets and monitor revenues and expenditures for CCJC, and are responsible for
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generating financial reports. The administrative servicesdepartment isal so responsiblefor thefiscal
management of all CCJC programs.

A program planner within the administrative services department develops all of the contracts and
service agreements for the Court. Contracts and agreements go through a chain of review before
final approval. Service contracts require the approval of the BOCC. Service agreements, on the
other hand, are generated and approved within CCJC, and do not require outside approval from the
BOCC.

The fiscal division of the administrative services department is responsible for procuring all
equipment, materials and supplies. This division also monitors inventory for the Court. All
purchases made by the fiscal division are done to ensure compliance with state, county and court
policiesand procedures, aswell asto striveto obtain the best goods at thelowest pricesand to assure
a fair and impartial selection process. The fiscal division aso utilizes the county purchasing
department when appropriate.

Only authorized individuals within the fiscal division can order equipment, materials and supplies
for the Court. However, there are three exceptions to the Court’ s authorization policies due to the
responsibilities and duties of certain divisions:

° Food ordering for the detention center isto be performed only by thefood service supervisor.
° Pharmaceutical purchases are the responsibility of the nursing supervisor.
° Computer equipment and software ordering is the responsibility of the RPE division (see

technology section of this report).

CCJC followsthe County’ s purchasing and procurement procedures, that are governed by the state
of Ohio. If the total cost of the order is less than $1,000, the purchase may be made from the
supplier indicated on the order request. If asimilar purchase was previously made at alower price
than indicated on the request, then the Court typically uses the supplier with the lowest price. For
purchases between $1,000-$14,999, at | east three quotes must be obtained over the phone or viafax.
Thefiscal division choosesthe supplier with the best quality item for thelowest priceavailable. The
purchaser maintains aquote sheet for audit purposes, and it is attached to the order request. Finaly,
for purchases totaling $15,000 or above, the purchasing assistant prepares a purchase requisition.
The requisition is signed by a budget officer, and is then forwarded to the County purchasing
department, where the item is competitively bid.
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The County sets prioritiesfor capital projects. For example, approximately three to five years ago,
an external rehabilitation project for the court building was requested by CCJC. Thisrehabilitation
project is currently underway. The County provides the Court with a schedule for capital projects
after hearing requests from CCJC. Depending on the urgency, the Court can submit a request
requiring immediate attention. Longer term and “big ticket” items or projects are often included in
future County budgets and capital plans.
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Performance M easur es

The following is a list of performance measures and analyses that were used to review CCJC’'s
organization and the administrative services department:

Organizational

° Analysis of the Court’ s organizational structure

° Analysis of the administrative services department’s staffing levels and organizational
structure

Fiscal

° Analysis of the composition of the Court’s overall operating revenues and expenditures

° Analysis of the effectiveness of the RECLAIM program funding process

° Anaysisof TitleV-D cases and their impact on the Court

° Analysis of how the Court fulfills Title IV-E requirements

° Examination of the effectiveness of grants procurement and monitoring

° Analysis of the Court’sfiscal practices involving procurement, purchasing and fixed asset

management

° Examination of the Court’ s budgetary practices regarding service contracts and services
agreements including program assessments and monitoring procedures

Operational

° Examination of the Court’ s interaction with other agencies

° Analysis of how the Comprehensive Strategy process being conducted in cooperation

with the Federation for Community Planning might impact the Court
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Findings/ Commendations/ Recommendations

Organizational Sructure of the Court

F2.1 Table2-1compares CCIC withitspeer courtsregarding budgeted FTEsversusactual FTES
by department. The following table displays the number of court personnel, by department,
for CCJC and the peer courts.

Table 2-1: Budgeted FTEsvs. Actual FTEsPeer Court Comparison

CcJC FCJC? HCJC LCJC

Department Budgeted |[Actual | Budgeted | Actua Budgeted Actual Budgeted | Actua

FTEs FTEs FTEs FTEs FTEs FTEs FTEs FTEs
Judges 6.0 6.0 50 5.0 2.0 20 20 2.0
Courtrooms Per sonnel 275 255 12.0 12.0 7.5 7.5 8.0 8.0
gﬁ‘gctt Qgrgfrf‘:?er ator’s 50| 50 40 4.0 30 30 20 20
Court Services? 190.5 174.5 174.0 174.0 137.0 137.0 60.5 59.5
Administrative Services 45.0 40.5 12.0 12.0 49.0 47.0 10.0 10.0
Human Resour ces® 17.5 16.5 3.0 30 50 50 2.0 2.0
Probation 161.0 148.0 43.0 43.0 220.0 220.0 49.0 56.0
Detention 2015 193.0 150.0 150.0 2015 193.0 100.5 100.5
Total 654.0 | 609.0 403.0 403.0 625.0 614.5 234.0 240.0

Source: Court organizational charts and staff listings.

'FCJC isashared court. Judges hear both domestic relations and juvenile cases. Each FCJC judge hears juvenile cases one

day aweek.

2 Magistrates are included within the Court Services staff.
® Human resources is adivision of administrative services for HCJC and LCJC. It is a separate department at CCJC and

FCJC.

F2.2 CCJC has more judges when compared to its peer courts. According to the ORC Section
§2153.02, it ismandated that Cuyahoga County have six elected judges. Itistheonly county
in the state with a specific number of juvenile court judges determined by law.

Organization and Administrative Services

2-10



Cuyahoga County Juvenile Court Performance Audit

F2.3

F2.4

Franklin County has five judges, but FCJC is a dual court in which its judges hear both
juvenile and domestic relation cases. FCJC judges each hear juvenile cases once aweek on
arotating basis. For example, onejudge hearsthejuvenile docket on Monday, another judge
hears the juvenile docket on Tuesday, and so on. On the other four days, the judges hear
domestic relations cases. Both HCJC and LCJC have two juvenile court judges, one of
whom serves as the administrative judge.

All of the peer courts are departmentally organized in asimilar fashion (see F2.1). Ineach
juvenile court, the judges have their own courtroom support staff and, with the exception of
FCJC, each have four support staff per courtroom. The six judges at CCJC each have a
bailiff, an assistant bailiff, aclerk and an assistant clerk. Thetwo judgesat HCJC havefour
support staff positions: two clerks and two court reporters. The two judges at LCJC each
have a court reporter, two office managers and a bailiff. At FCJC, the judges each have a
bailiff and a secretary. The FCJC judges share a duty bailiff and a staff attorney.

According to ORC Section §2153.08, the administrative judgeis clerk of the court, and has
the authority to appoint deputy clerks. Court administrators act as deputy clerks in
accordanceto thislaw. Each of the peer courts has a court administrator or acourt director
who has the responsibility to oversee and manage the court’ s departments.

Each peer court has departments and divisionsresponsible for the financial, operational and
technological functions of the court. Both CCJC and HCJC have an administrative services
department wherethesefunctionsarelocated. FCJC hasan information services department
and an operations and finance department. At LCJC, these functions are found in a court
administration department. CCJC is the only juvenile court that does not have a separate
technology or information services department (see technology section of thisreport). The
human resource functionsfor the four peer courtsare handled either in aseparate department
or incorporated into the administrative services department (see F2.30).

The peer courts all have programs and services that are designed to divert juveniles from
court involvement and to prevent juveniles from further court involvement through
treatment, education and correction. Each juvenile court in Ohio receives RECLAIM
funding in order to provide alternatives to institutionalization. All of the peer courts fund
avariety of programs using their RECLAIM allocations (see F2.66).
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F2.5

The peer courts each have mediation programs in which parties involved in a dispute are
aided in settlement negotiations by a neutral third party called a mediator. CCJC has a
custody mediation program. FCJC has several different mediation programs such as the
JuvenileVictim Offender M ediation Program, Mediation of Abuse, Neglect and Dependency
(MAND Program) andthe SMART Program (Student M ediation and Reduction of Truancy).
LCJC aso has a truancy prevention program entitled Prevention of Truancy through
Mediation.

Programsuniqueto specific courtsare CCJC’ s Drug Court and the Court Unruly Project (see
court services section), HCJC' swork detail and attendance programs, FCJC' s Teen Court,
and LCJC's Court Appointed Special Advocate (CASA) program.

Each peer court’s probation department oversees the referral of juveniles to community-
based programs that are intended to provide accountability for the juvenile offender, while
developing new opportunities for the youth through treatment, education and training (see
the probation services section). Examples of these programs include substance abuse
treatment, sex offender treatment, wrap-around and day treatment.

Since January 1997, there have been four different administrative judges and three different

court administrators at CCJC. Table 2-2 shows the administrative judges and court
administrators since 1991.

Table 2-2: Administrative Judges and Court Administratorssince 1991

Y ear Administrative Judge Court Administrator
1991 LeodisHarris William Kurtz (hired May 1990)
1992 LeodisHarris William Kurtz
1993 Leodis Harris William Kurtz
1994 LeodisHarris William Kurtz
1995 Peter Sikora William Kurtz
1996 Peter Sikora William Kurtz
1997 Patrick Corrigan William Kurtz
1998 Betty Willis Ruben John K. Zachariah
1999 John W. Gallagher John K. Zachariah
2000 Peter Sikora Kenneth Lusnia

Source: CCJC human resources division
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F2.6

F2.7

F2.8

F2.9

CCJC’ s peer courts have not experienced the same issue of administrative judge and court
administrator turnover as the Court has experienced in recent years. FCJC selects an
administrative judge and alead judge. The administrative judge has held this position for
the last four years without challenge. The FCJC administrative judge receives a 15 percent
reduction in caseload in order to handle the extra responsibilities. The lead judge focuses
primarily on juvenile justice policy, and receives no reduction in casel oad for this position.

HCJC and LCJC have a so not experienced frequent turnoversin administration. HCJC has
had only three juvenile court judges in the last 25 years and only two court administrators.
Since there are only two judges at HCJC, the judges tend to trade off the administrative
responsibilities every other year. LCJC has aso experienced long-term stability in
administration by having the same administrative judge and the same court administrator for
the past ten years.

ORC Section §2151.12 statesthat acourt with multiplejudges must select an administrative
judgeto overseethe operations of the court. In addition, the Rules of Superintendence of the
Courts of Ohio (Rules of Superintendence) outlines the selection, term and the powers and
duties of the presiding judge, and defines the selection and term, powers and duties, and
relief from case or tria duties of a court’s administrative judge.

A juvenile court typically selects an administrative judge by amajority vote. In caseswhere
the court is unable to select an administrative judge, the judge with the longest service
usually servesfor one year asthe administrative judge. If two or more judges have an equal
longevity, then the administrativejudgeisusually determined by | ot of those eligiblejudges.
According to the Rules of Superintendence, when a court fails to elect an administrative
judge, then the judges will rotate the position by order of seniority.

Based on the Ohio Supreme Court’s Rules of Superintendence, the CCJC can elect an
administrative judge to consecutive terms. Rule 4(A)(2) of the Rules of Superintendence
states, “the term of the administrative judge shall be one year beginning on the first day of
January. An administrative judge may be elected to consecutive terms and also may serve
as presiding judge pursuant to Sup. R. 3. The administrative judge shall notify the
administrative director of the Supreme Court of his or her election by the fifteenth day of
January.”

Recent administrative changesat CCJC haveledto linesof responsibility, accountability and
communication becoming unclear, undefined or unorganized. In 1998, a major
reorganization occurred at the Court. A veteran judge was elected for the first time as the
administrative judge at CCJC by her fellow judges, and changes began immediately. The
first two major changes were the termination of along-serving court administrator and the
elimination of thewarning letter system that was previously used to divert minor, first-time
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offenses from officially being heard at Court. Throughout 1998, entire departments,
divisionsand unitsand their designated responsibilitieswereeither reorganized or eliminated
entirely.

Since 1998, some of thereorganization efforts have proven to be beneficial tothe Court, such
as the establishment of the clerk of courts office that centralized the court services
department into one location. Another benefit was the establishment of the Community
Diversion Program that was set up in conjunction with the elimination of warning lettersfor
minor offenses (see court services section).

However, the 1998 reorganization had a magjor impact on some of the key functions of the
Court. For example, the responsibility for program planning, monitoring and evaluating
functions were decentralized from the program planning unit, which was eliminated, to
individual departments. Thischangeled to undefined responsibility for these functions (see
F2.80) throughout the Court. Also, before 1998, the CCJC detention center, probation
department and central office functions were al accredited by American Corrections
Association (ACA). Dueto the reorganization, the Court did not seek re-accreditation, and
with the exception of the detention services department, CCJC hasnot formally kept current
with policies, procedures and practices according to ACA standards (see F2.14).

F2.10 Since CCJC’s peer courts have fewer juvenile court judges, or in the case of FCJC, judges
assigned to juvenile cases, these courtsrarely face administrativeinstability dueto turnover.
It is beneficial for ajuvenile court judge to seek election as the administrative judge of the
court. Their caseload isreduced in order to compensate for the responsibilities required of
the position, and they have the legislative authority to administer the court as they deem
necessary. With the exception of the BOCC which approves the Court’s budget, and the
oversight authority of the Ohio Supreme Court, it is the ultimate responsibility of the
administrative judge and his or her fellow judges to ensure that the Court is operated in an
efficient, effective and fair manner.

A
N
=

CCJC would benefit by encouraging stability in the administrative judge position. Stability
withinthe Court couldlead to more comprehensivelong and short-term planning. Consistent
expectationscould be established for departmentsand divisions, and programsandinitiatives
could be planned, monitored and eval uated to determinewhether or not they were successful.
Morale among employees should improve, since clearer and more consistent lines of
authority and supervision could be established. Changes in administration usually led to
changesin supervisory responsibility throughout the Court, and the lines of communication
have become unclear. Stability within the Court should improve communication between
employees, supervisors, department heads and judges. The six elected judges, and the
administrative judge they select, have the ultimate responsibility to create stability and
accountability throughout the Court.
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F2.11

CCJC judges should work together to ensure that there is a longer tenure for the
administrative judge and the court administrator. CCJC’sadministrative turnover isunique
and there are several options the judges could explore that would encourage administrative
stability within and throughout the Court.

® The judges could make a local rule that would recommend the administrative judge
position be at least a three-year term, with votes of confidence from his or her fellow
judges on a yearly basis. This would satisfy the Rules of Superintendence, while
contributing to stability in CCJC administration.

® Thejudgescould offer the court administrator arenewable contract for the minimum of
atwo-year period. If a new administrative judge is elected, the court administrator’s
contract would ensure some consistency.

® Thejudges could further define the responsibilities of the administrative judge position
within the court’slocal rules so expectations are known and understood.

The statutory responsibilities of the juvenile judges do not provide for a system of
accountability. Theadministrativejudgeisresponsiblefor submitting abudget to the county
commissioners and an annual report to the Ohio Supreme Court. However, thereis not an
accountability system in place at CCJC to ensure uniformity, efficiency, effectiveness and
fairness throughout the various courtrooms.

Themanner inwhichthesix CCJC courtroomsoperateindependently of oneanother impacts
the departments, operations, programsand moral e of the Court. The procedure by which one
courtroom schedules cases or enters file information may be very different from the
procedures of another courtroom. If the operations and expectations vary from courtroom
to courtroom within the Court, it ismore difficult for departments and external agenciesthat
interact with these courtrooms to perform their responsibilities in a uniform, efficient and
effective manner. For example, if two different courtrooms enter file information two
different ways, it is up to the court services department to ensure that the information
reconciles (see the court services section). CCJC courtrooms need to be held accountable
for their actions and the judges should strive to operate their courtrooms in a common and
uniform manner.

Dallas County, Texas produces a periodic judge-by-judge efficiency comparison for the 72
district and county judges and justices of the peace who depend on the Dallas County
Commissioners Court for resources. These reports are made public despite the potential
political liability for elected judges, and the limitation associated with using efficiency asa
useful stand-alone measure of the quality of justice. This report compares the cost-per-case
disposition of each judge with costs of every other judge hearing asimilar docket, with the
understanding that judges have alarge degree of control over their dockets and the coststhey
incur.
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F2.12

An external, independent agency should undertake acourtroom grading or rating processfor
CCJC. Anoutside agency like the Cleveland Chapter of the American Bar Association or
the Federation for Community Planning could evaluate thejudges’ courtroomsto determine
the extent to which goals, objectivesand performance measuresare being met. Performance
measures need to be developed that apply to all judges and their courtrooms. Thiswould
help to ensure that courtrooms process cases efficiently and effectively, and could include:

® cost-per-case disposition

recidivism rates

frequency of using assigned counsel to ensure that the public defender’ s officeis being
used effectively as possible

frequency of use of attorneys to ensure fair distribution of cases

lengths of time juveniles spend in shelter care

accuracy that file information is entered into JIMS

dispositions of cases by courtroom

It is the responsibility of the administrative judge to appoint a court administrator whose
purpose, under the guidance of the administrative judge, isto direct the administration of all
the Court’ s departments, and to manage and oversee all essential activities of the court, such
as planning, budgeting, organizing, staffing and policy development. According to the
National Association for Court Management’s (NACM) manual, The Court Administrator,
“the administrator’s primary role is to facilitate the administrative functions of the court
under the general guidance of the chief judge. Together, they provide the court with an
executiveleadership team, capabl e of confronting theincreased complexity and necessity of
change that characterize a modern court system.” The NACM defines the roles and
responsibilities of the executive leadership team of the administrative judge and the court
administrator. One responsibility of the executive leadership team is to provide for the
participation of all judgesin the development of policy and planning for the court. Through
the collaborative efforts of the court administrator and the administrative judge, court policy
is implemented, monitored and facilitated by the courtrooms and departments that the
executive |eadership team oversees.

Collaboration does occur between the court administrator and the administrative judge
positions at CCJC. However, participation of al judges in the development of policy and
planning does not often occur. In the climate of administrative turnover at CCJC,
responsibility for policy devel opment throughout the Court has not been clearly defined, and
once policies are made or changed, the intended goals of these policies are typically not
communicated effectively. The recent administrative turnovers have also greatly impacted
the planning that occurs throughout the Court. The yearly changes in the administrative
judge position since 1996 have interfered with any meaningful long and short-term planning
processes, as well asany planning processesthat solicit participation from all of the judges.
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F2.13

CCJCjudgesshould striveto discourageturnover in the court administrator position through
a consensual agreement among the judges or through a formal agreement (R2.1) like a
contract. The court administrator should be a position that offers some stability since he or
she serves as the liaison between the administrative judge, the judges, the departments and
thepublic. Theappointment of threedifferent court administratorswithin the past four years
has hampered effective planning and policy development. They should also striveto ensure
that the court administrator position does not necessarily change with the election of anew
administrative judge.

An effective court administrator should also collaborate with the administrative judge to
ensure that the following occurs throughout the Court:

® Follow ACA accreditation standards (R2.6).

® Ensurethat court wide goal development, long and short-term planning and objectives
are set and evaluated at least on ayearly basis (R2.7 and R2.8).

® Develop aschedulefor administrative, departmental and court wide meetingsfor policy

development and planning (R2.9).

Develop effective court policies (R2.10).

® Enact asystem of notification and training for new or amended policies and procedures
(R2.11).

® Createsystemsthat ensurethat those new policiesor changesin policy arecommunicated
as comprehensively as possible (R2.12).

® Monitor and eval uate the performance of the departmentsand the programsthat the court
administers (R2.27 and R2.29).

In order to engage the CCJC judges and the administrative staff in policy development and
planning for the Court, status reports of operations, programs and finances must be
effectively communicated. Departments and divisions throughout the Court produce very
informative and comprehensivereportsand directorieson either aweekly, monthly or annual
basis. The RPE divisionwithintheadministrative servicesdepartment producestheMonthly
Administrative Report. Thisreport givesdetailed stati sticsabout the detention center, shelter
care and home detention as well as residential placement numbers, intake activity and
dispositions. The data processorswithin the RPE division also compileand submit monthly
reports to the Supreme Court of Ohio of cases pending, filed and terminated by each judge.
The RPE division compiles the statistics from these reports aswell as other data sourcesto
produce the Court’s Annual Report.

Financial data for each fund is compiled by the general fund and the grants management
budget officers and reported monthly within the administrative services department. These
reports include appropriations, expenditures/obligations, projected expenditures and cash
management reports. The reports often include narratives on the status of the fund and any
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budget overages or shortfalls that may have occurred. These reports give an accurate and
comprehensive synopsis of the Court’ sfinancial standing each month, and thisfiscal datais
used for the budget request process each year with the BOCC.

The probation department produces ayearly service directory of all of the community-based
programs that are available to felon, misdemeanant and unruly juvenile offenders and their
families. The service directory lists the agency and project name, contact persons, area
served, type of juvenile served, duration of service and a comprehensive description of
services provided as well as any other special requirements. The directory aso lists the
funding sources for each of the programs such as RECLAIM and the general fund. The
servicedirectory isdistributed toal probation department staff, judges, magistratesand some
external agencies.

The Court should consider producing a single monthly report, or a series of reports on a
monthly basis, consisting of information currently provided in the monthly administrative
report, the financial reportsand the servicedirectory. The coordinated and combined reports
could be known as the “bench report(s),” and should be distributed to judges, magistrates,
department directors, supervisors, probation officers, intake officers and external agencies.
Thisnew report would not haveto be ascomprehensive asthe current reportsand directories,
but it should give the reader a concise snapshot of what is happening operationally,
programmatically and financially each month at CCJC. The suggested report could also be
used asthe basisfor the Court’ s Annual Report that is submitted to the Ohio Supreme Court
and outside agencies. The peer courts produce annual reports that are much more program-
oriented than the annual report that CCJC produces.

The bench report(s) suggested above should address the following items based on datafrom
the previous month, as well as year-to-date totals, where applicable:

detention services statistics for the detention center, shelter care and home detention
residential placement statistics

intake activity statistics

courtroom activity statistics, such as cases pending, filed, terminated and types of
dispositions ordered by courtroom

program statusreports, especially descriptionsof new programs, programsthat have been
terminated, and any program changes. This could include a matrix of available
programs, type of juvenile served by the program, and any wait time to get into the
program.

® recidivism rates of programs and client satisfaction comments where applicable

e status of the general fund budget, RECLAIM funds and any other grant funds,
highlighting areas that are within budget or over budget
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The production of the bench report(s) should be the responsibility of the deputy court
administrator of administration (see R2.13), and should be coordinated, compiled, written
and distributed by the RPE division (see R2.16).

CCJC should provide budget presentationsto all six judgesat least twice ayear, oncefor the
general fund (around January 1) and once for RECLAIM and other grant funds (around July
1). The budget presentations would identify spending patterns, variances and budget
shortfalls as reported in the suggested comprehensive monthly report(s) (see R2.4). This
type of presentation would help the judges understand the budget situation at CCJC aswell
as budgetary limitations that may be present. In doing so, the deputy court administrator of
administration (R2.13) and the court administrator should solicit the judges input on
operational, programmeatic and financial issues, make any needed changes, and communi cate
their input to the BOCC. These presentations should be the responsibility of the
administrative judge and the court administrator, and it would be most productive to have
this presentation at the recommended annual retreat (see R2.8).

During the 1990's, the CCJC had actively developed and implemented policies, procedures
and practices in order to meet American Corrections Association (ACA) standards. The
probation department wasthefirst Court department accredited in 1989, and the department
applied for re-accreditation every two yearsfrom 1989 to 1996. 1n 1993, the detention center
was accredited, but in 1997 its accreditation expired. The detention services department
opted not to reapply for detention center re-accrediation sincerecommended A CA policy and
procedure was not being practiced at that time. Finally, in 1995 the Administrative Policy
and Procedure manual was developed, and in 1996, CCJC wasthefirst juvenile court in the
country to receive accreditation under the ACA Administration of Correctional Agencies
(central office standards). However, by 1998 none of CCJC’ s departments were accredited.

The purpose of accreditation isto promote improvement in the management of correctional
agencies through the administration of a voluntary accreditation program and the ongoing
development and revision of relevant, useful standards. The ACA produces standards
manuals that it frequently reviews and updates. The standards manuals provide
administrators with the tools to develop a plan for creating management controls and
upgrading facilities and procedures.

The policy and procedure manuals till exist for the administrative services, the probation
services and the detention services departments. However, the only department to actively
maintain and update their policy and procedure manual since 1998 has been the detention
services department (see C2.1).

HCJCistheonly peer court that iscurrently ACA accredited. TheHillcrest Training School
isaccredited and its probation department was accredited thisyear. The HCJIC Y outh Center
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(detention center) is currently going through the accreditation process. Neither FCJC nor
L CJC have any accredited departmentsor facilities, but FCJC isusing ACA standardsat its
detention center. According to the FCJC court administrator, they areworking on becoming
accredited within the next year or so.

CCJC should striveto develop and implement the ACA standardsthat apply to the court and
the detention center. Once these standards are developed, implemented and met, CCJC
should once again participatein the accreditation process. Accreditation should beapriority
for the administrative judge and the court administrator.

Financial Implication: The current direct costs for CCJC to go through the accreditation
processis$9,350for juveniledetention center accreditation, $4,150 for probation department
accreditation and $9,350 for administration of correctional agency accreditation (central
office standards). For juveniles courts seeking accreditation in more than one area, thereis
afive percent discount on any additional accreditations they undertake. The indirect costs
of updating, creating and enacting policies and procedures are not quantifiable.

CCJC does not have aformalized and collaborative system to devel op long-term and short-
term goals on a court wide and departmental basis. Due to the recent turnovers in the
administrativejudgeand court administrator positions, itisdifficult for the Court to establish
aformalized and collaborative systemto planfor thefuturedirection of CCJC. Additionally,
being placed on quarterly budget allocations by the BOCC has also madeit difficult for the
Court to plan even on a short-term basis.

The current administrative judge devel oped the “ Action Plan 2000" for the Court at the start
of his tenure. The plan focuses on the immediate and long-term areas for improvement
throughout the Court. This effort was a compilation of current CCJC initiatives and of
projectsand programsthat were underway or being planned court wide. 1t was not an actual
“plan,” in the forma sense of the word, but a comprehensive listing of Court
accomplishments, initiatives and programs that the Court was undertaking, or planning on
undertaking, within the court or with outside agencies.

The peer courts each develop long and short-term goals in different ways. FCJC is similar
to CCJC inthat the court’ sfinance divisions meet with court departmentsto go over budgets
and to set priorities. FCJC does not have aformal goal setting process, but it is able to set
departmental short-term goals by developing financial priorities for the upcoming year.

HCJC also does not have aformal long and short-term goal setting process on a court wide
or departmental basis. However, goal and objective setting and measurement of achievement
is part of its performance appraisal process. The court administrator meets annually with
each executivedirector and superintendent to outline accomplishmentsfor the previousyear,
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and to set goals and objectives for the upcoming year. Executive directors and
superintendents do the samewith their department heads, who do the samefor line staff. The
HCJC performance appraisal process assigns weights to goals and objectives being set and
met. For example, one third of the executive director and superintendent performance
appraisalsare based on meeting the outlined goal sand objectivesfor their positionsand their
departments.

L CJC hasthe most comprehensivelong and short-term goal and obj ective setting process of
the peer courts. Every fall, an administrative retreat is held with the judges, administrators
and directors to review goals and objectives from the past year, and to set new goals and
objectives for the upcoming year. At thisretreat, benchmarks are set in order to gauge the
accomplishmentsof thelong and short-term court wideand departmental goals. Thesegoals,
objectives and benchmarks are published in the court’s annual report. Every couple of
months, the agendas set at thefall retreat arereviewed at an administrators' meeting and the
status of the year’s goals are examined and discussed.

F2.17 Long-term planningiscurrently not apriority at CCJC. CCJC doeshave amission statement
and amission statement objective that isincluded in the Court’s Annual Report, but it does
not have written statements describing the phil osophies, goalsand purposes of the Court and
the detention center.

Asoutlinedinthe ACA Standardsfor Juvenile Detention Facilities (3" Edition), Section A:
General Administration, acourt facility should have“awritten body of policy and procedure
(that) establishes the facility’s goals, objectives, and standard operating procedures and
establishes a system of regular review.”

ACA standard 3-JDF-1A-03 (Ref. 2-8008) states, “there is awritten document delineating
the facility’ s mission within the context of the total system. This document is reviewed at
least annually and updated as needed. (Comment: The mission statement should address
whatever programs and services are available).”

Another ACA standard, 3-JDF-1A-04 (Ref. 2-8003), states that for ajuvenile court, “there
isawritten statement that describesthe philosophy, goals, and purposes of thefacility. This
statement isreviewed at | east annually and updated as needed. (Comment: Although statutes
specify the authorization and the general mission assigned, there is a need for in-depth
exposition. The written statement should specify the program’s philosophy, goals, and
purposes as they relate to the basic concepts of major public policy issues in juvenile
detention).”
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F2.18 Other than the performance measures listed in the County Administrator’s Recommended
Budget and the Cuyahoga County Quarterly Financial & Performance Report, there are no
measurable objectives established by CCJC and its departments. The County, however,
encourages agenciesto devel op performance measuresin collaboration with OBM, and they
are asfollows:

® The percentage of youth in secure detention that receive a physical examination.

The response time to detention residents suicidal gestures with a face-to-face
assessment.

The number of CSEA motions scheduled for first hearing within 60 days.

The phases achieved and completed for the new Proware information system.

The number of new filings for youth on probation.

The error rate of felony cases reported to the state.

The amount of Title IV-E reimbursements received.

The Monthly Administrative Report currently produced by the Court’s administrative
services department contains numerous statistics related to detention services, residential
placement, intake activity and intake dispositions, and major dispositions processed. The
Monthly Administrative Report does not include goal's, objectives and measures, but it does
report comparisons of previous year-to-date and current year-to-date numbers. According
to the administrative services department, the statistics presented in the Monthly
Administrative Report drive its mission and planning on an informal basis.
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CCJC should benefit by establishing or expanding mission statements, philosophies, goals
and purposes for the overall court and for each of its departments. This recommendation is
outlined inthefollowing ACA standard, 3-JDF-1A-10 (Ref. 2-8017), which states, “written
policy, procedure, and practice provide that the facility administrator (in this case, the court
administrator) formulates and reviews goals for the facility at least annually and transates
them into measurabl e objectives.(Comments: Goalsfacilitate decision making, especiallyin
an atmosphere of change. Measurable objectives facilitate the process of program review,
monitoring, and evaluation).”

The Court should review its mission statement and philosophies at |east every year, and it
should develop long and short-term goals, objectives and measures on ayearly basis. This
should be the responsibility of the administrative judge and the court administrator.

A
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CCJC should ensure that all of the judges, the court administrator, the deputy court
administrators (R2.13) and the departmental directors, as well as the chief magistrate
convene for astrategic planning retreat on an annual basis. The purpose of the retreat isfor
Court administrators to develop consistent goals and objectives. At the retreat, issues
affecting the Court should be discussed, goalsand objectives should be set, and benchmarks
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and indicators should be created to gauge the progress being made toward meeting these
goals and objectives. Participants at the retreat should be given a budget presentation (see
R2.5). It should be the responsibility of the administrative judge and the court administrator
to organize and set the agenda for the retreat.

F2.19 Channels of communication are not formalized through written policy and procedure at
CCJC, often causing Court departments to act independently. There areinformal channels
of communication, such as departmental directors meeting with the court administrator,
judges meetingsand occasional departmental and divisional meetings. However, thereisnot
aformal structure or system in place to ensure that departments meet on aregular basis to
discuss court wide issues, whether financial, legislative or procedural, as well asto review
court and departmental goals and objectives.

F2.20 All of CCJC's peer courts have scheduled and organized meetings to communicate issues
and initiatives that are occurring operationally, programmatically or financially within the
courts. At HCJC, executive directors meet once a week to coordinate court wide activities
andissues. Every other month on the second Wednesday, thereisacourt wide managersand
middle managers meeting. Thismeeting also includes managersfrom theY outh Center and
Hillcrest Training School. If thereisanew policy initiative or aprocedural change, the court
administrator uses this meeting to train managers and to solicit feedback. Traditionaly, the
judges do not attend administrative meetings at HCJC. Every department or division at
HCJC hasregularly scheduled meetings at thelinelevel, and the current court administrator
occasionally makes appearances at these meetingsto discussissuesand problems. The court
administrator at HCJC aso holds management and employee focus groups. He randomly
picks managers aswell as employees on thelinelevel to discussissuesinvolving the court.
The court administrator usesthisforum to address problems and improve communications.

The court director at FCJC meets with the top supervisors every Wednesday morning to
discuss any concerns, issues or problems. Thejudges at FCJC meet once amonth, and the
court director and the administrative judge create the meeting agenda. Court and detention
supervisors meet with their directors on aregular basis.

At LCJC, the court administrator holds an administrator’ s meeting with department heads
and the two judges. The court administrator creates the agenda for these meetings where
issuesarediscussed. At least bi-monthly, the administrators and judgesat LCJC review the
goals and objectives from the annual retreat (see F2.16).
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Channelsof communication and meeting schedul esshould beformalized asoutlinedin ACA
standard, 3-JDF-1A-23 (Ref. 2-8011) which states, “written policy, procedure, and practice
providefor regular meetings between the facility administrator and all department headsand
between department heads and their key staff members. Such meetings are to be conducted
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at least monthly. (Comments: Regular channels of communication are necessary for
delegating authority, assigning responsibility, supervising work, and coordinating efforts.)”

An administrative team should be established at CCJC to develop and implement the long
and short-term goal s, to review objectives, and to discussissues, problemsor concerns. The
administrative team should include the administrative judge, the court administrator, the
deputy court administrators (R2.13), departmental directors and the chief magistrate. This
team should meet on a weekly basis to discuss court wide issues, and to discuss how to
disseminate any changes in policy and procedure (see R2.11). The court administrator, in
cooperation with the administrative judge, should schedul e the meetings and set the agenda.
The court administrator and the administrative judge should encourage the departmental
directors and superintendents to schedule weekly meetings with their supervisors and with
their staffs to ensure the continuous flow of information.

F2.21 The Court (with the exception of the detention services department) currently does not have
aformal structure in place to develop written policies, procedures and practices, and lacks
amethod to effectively distribute, train and enact any new or amended policies, procedures
and practices.

The mgjority of ACA standards include written policies, procedures and practices that are
to be established and enacted. When the Court underwent the Standards for the
Administration of Correctional Agencies (central office standards) accreditation processin
1996, an administrative policy and procedure manual was compiled and developed.
However, following the 1998 reorganization of CCJC, the administrative policy and
procedure manual wasno longer maintained and distributed in atimely or consistent manner.
As stated in F2.14, the detention services department has been the only department within
CCJC to develop, distribute, train and enact policies and procedures according to ACA
standards.

CCJC' s peer courts all have identifiable policy and procedure development processes, and
all maintain policy and procedure manuals. For example, at HCJC, depending on the type
of policy and procedure, it is discussed and developed either at the executive directors’ or
the managers meetings.
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The administrative team, as outlined in R2.9, should work together to develop court wide
policies, procedures and practicesthat each department, division and courtroom can follow.
CCJC needs to develop and continually update a policy and procedure manual beyond the
scope of the Personnel Policiesand Procedures Manual (seethe human resour ces section),
updatethe Administrative Policy and Procedure Manual, and usethe Detention Center Policy
and Procedure Manual as an example to follow court wide. Also, the administrative judge
should work with the judges to review and update CCJC’ s local rules as needed.
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Thisisfurther outlined in ACA standard, 3-JDF-1A-21 (Ref. 2-8013), which recommends
that “the policies and procedures for operating and maintaining the facility and its satellites
are specified inamanual that is accessible to all employees and the public. Thismanual is
reviewed at least annually and updated as needed. (Comment: A governmental agency has
an obligation to make public its philosophy, goals, and objectives. A program should be
conducted to familiarize employees with the manual.)”

CCJC doesnot typically distribute written policies, procedures and practices consistently on
acourt wide basis. With the exception of the detention services department, staff are not
typically trained, and the manuals are not consistently reviewed and updated as needed.
ThereisaPersonnel Policies and Procedures Manual that is given to court employees upon
hire, and employees are given updates as they occur (see human resources section).
However, many of the standardsinthe ACA Sandardsfor Juvenile Detention Facilities (3"
Edition) are not dealt with in CCJC’ s Personnel Policies and Procedures Manual.

The detention services department has a formal, and rather comprehensive, process for
enacting any procedural or process changes. All detention services staff members are
instructed on the changes, and they sign a release stating they received and understand the
instruction. A copy of the sign-off document is placed in their personnel file. Thisensures
that all detention services employees are educated on relevant departmental policies,
proceduresand practices, and it removestheliability from the department in the event policy
is not followed by an employee.

The most common practice of policy and procedure notification among CCJC' s peer courts
is distribution with paychecks. Either the notice is included in a court newsletter or on a
single sheet of paper that isdistributed along with the employee paychecks. Inaddition, peer
courts also use internal memoranda, e-mail and the court intranet for court wide
dissemination.

HCJCfollowsapractice similar to the CCJIC’ sdetention services department to disseminate
and train employees on policy and procedural changes, but it is done on a court wide basis.
At the executive director’s meetings, policy is developed and it is decided how best to
disseminatetheinformation. At bi-monthly managers’ meetings, themanagersareinstructed
on the new policy, how it should be implemented and who the contacts are. The managers
areresponsiblefor disseminating the new policy among their line staff. All employeessign
awaiver stating they have received the policy, were trained and understand the policy. The
waiver is maintained in each employee’ s personnel file, which in turn, helps the court with
liability issues.

A formal process of policy and procedural change notification and training is beneficia to
Court operations. The process that the CCJC detention services department and HCJC
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follow helpsto ensure that every employee effected by the change isaware and trained on
that policy, procedure or practice. This process alows for a coordinated and consistent
dissemination. Also, once an employee signs awaiver stating that he or she received the
policy, was trained, and understands the policy, the Court has then removed liability from
itself in the event an employee does not follow policy or procedure. Furthermore, having a
system of policy and procedure notification via paychecks, internal memoranda, e-mail or
intranet helps to ensure that the Court is using all means possible to disseminate the
information.
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The detention services department’ s policy and procedure change notification and training
process should be implemented on a court wide basis at CCJC. Whether it is a procedural
change within a department or a process change that effects the whole court, there needsto
be arecord that those changes were made known and understood by all employeesinvolved.
The results of this procedure would lead to court wide continuity and knowledge of issues,
processes and procedures. For policy effecting the entire court, notification should be
coordinated and distributed by the court administrator and the deputy court administrators
(R2.13). For individual departments or divisions, notification should be coordinated and
distributed by the department director or supervisor in cooperation with the human resources
department and the deputy court administrators (R2.13).
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New policiesor procedures, or changesin current policy and procedure enacted by the Court
or by a department, should be communicated as throughly and timely as possible. This
should be done through training and the signing of waivers, if necessary, as well as via
internal memoranda, e-mails, or using the court intranet to inform each employee effected
by the change.

Furthermore, all policy and procedure manuals such as those for personnel, administrative
services, detention center and probation department (see F2.14 and F2.22) should be given
to new hires. These manuals should also be posted on a court intranet in PDF format (see
technology section) for greater accessibility to court employees. Furthermore, thesemanuals
should be reviewed, updated and maintained as changes and new policies and procedures
occur.
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The Administrative Services Department’ s Organizational Structure

F2.25 Prior to 1997, the administrative services department did not exist. The divisions that
currently comprise the department each reported to the deputy court administrator. During
the 1998 reorganization of the Court, the administrative services department was created.
Thenumber of staff and the organi zation of the administrative servicesdepartment hasvaried
each year since 1998. Table 2-3 shows the department’ s divisions and budgeted FTEs, by

year.

Table 2-3: Administrative Services Dept. Organization and Budgeted FTEs

1997 1998 1999 2000
S Budgeted o Budgeted _ Budgeted o Budgeted
Division FTEs Division FTEs Division FTEs Division FTEs
Deputy Court 4.0 Director’s 1.0 Director’s 20 Director’s 20
Administrator Office (Vacant) Office Office
Research 185 Research 16.0 Research 15.0 Research 18.0
Planning & Planning & Planning & Planning &
Evaluation Evaluation Evaluation Evaluation
Fiscal 9.0 Fiscal 16.0 Fiscal 24.0 Fiscal / 16.0
Resources Transportation
Human 135 Human 225 Specid 5.0
Resources Resources Revenue/
Grants
Operations 33.0 Genera Fund 5.0
Total: 77 FTEswith | Total: B5.5 FTEswith | Total: 41 FTEswith | Total: 45 FTEswith
13 vacancies 2 vacancies 3 vacancies 5.5 vacancies
Source: CCJC human resource division organizational charts
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F2.26 Thegenera fund expenditures of the administrative services department, as a percentage of

thetotal general fund expendituresfor the Court, have averaged around 22 percent between
1997 to 1999 as shown in Table 2-4.

Table 2-4: Historical Administrative Services General Fund Expenditures

Category 1997 1998 1999 193;“';‘2%399
Salaries $2,084,243 $1,936,122 $1,743,298 (16%)
Fringe Benefits 614,965 530,607 468,880 (24%)
Commodities 56,357 68,742 67,466 16%
Contracts/ Services 312,217 383573 430,084 27%
Controlled Expenses 3,805,373 4,549,343 5,834,482 35%
Other Expenditures 775,796 601,784 730,452 (6%)
Capital Outlays 35,126 15,897 10,500 (70%)
TOTALS $7,684,077 $8,176,068 $9,285,162 17%
g;gre;t fouf ;g?pgdci res 235% 21.0% 227% | Avg.=224%

Source: CCJC Annua Reports

Overal, general fund expenditures have increased by 17 percent within the administrative
servicesdepartment, from approximately $7.7 millionin 1997 to nearly $9.3 millionin 1999.
Salary and fringe benefits have decreased by 16 percent and 24 percent respectively from
1997 to 1999. Thisisdueto areduction in staff sizewithin the department from 77 budgeted
FTEsin 1997 to 41 budgeted FTEsin 1999 (see Table 2-3).

The area of the greatest growth in general fund expenditures within the administrative
services department from 1997 to 1999 has been in the controlled expenses category. This
category increased by 35 percent from approximately $3.8 million in 1997 to over $5.8
millionin 1999. Controlled expensesaretheindirect costsrel ated to county government such
as centralized data processing, security and maintenance. The installation of the JIMS
system (see technology section) is largely attributable to the growth isthis area.
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F2.27 Theadministrative services department is currently organized into two divisions: Research,
Planning and Eval uation (RPE) (seethetechnology sectionfor astaffing analysis) andfiscal.
The department also has a general fund management area with five budgeted FTEs and a
grant fund management areawith five budgeted FTEs. The budget officersin thesetwo fund
management areas report directly to the administrative services director.

The general fund management areais supervised by a budget officer who oversees a senior
account clerk and an account clerk. This budget officer also supervises a purchasing
assistant and a senior storekeeper. The grants funds management area is supervised by a
budget officer as well. This budget officer currently supervises a senior account clerk, a
senior program planner (see F2.72) and a program planner. Another program planner
position is budgeted, but not filled.

The fiscal division is supervised by the deputy director of fiscal who oversees a program
planner responsible for contracts and agreements (see F2.78), the cashier’s office that has
four FTEs, the building servicesmanager, and the supervisor of transportation, who oversees
Six transportation officers.

F2.28 Table 2-5 is a staffing comparison between the related administrative service department
positions of CCJC and its peer courts. These are approximate comparisons because the
responsibilities and functions of the courts vary.
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Table 2-5: Staffing Comparison of Peer Court’s Administrative Services

CCcJC FcJC? HCJC LCJC
Position Title or No. E_q_uwal_ent No. of Eq_uwal_ent No. Equivalent Position Title | No. of
Function of Position Title or FTEs Position Titleor of or Function FTEs
FTEs Function Function FTEs
Director Assistant Court 1 Executive 1 Fiscal Administrator
Administrative Secretary Administrative Secretary
Budget Officer 2 Budget Analyst 3 Accounting Grants Manager
Senjor Account Clerk Fiscal Assistant Accounting 2 Chief Bookkeeper
Senior Program Planner /
Program Planner 3 Specia Projects 1
Account Clerk 2 Clerks 2 Account Clerk 2 Bookkeeper 2
Purchasing Assistant 1
Senior Storekeeper 1 Supply Clerk 1
Deputy Director of RPE! 1
Information Information

Information Services® 7 Services 4 Services 17 Information Systems 3
Data Processor
Supervisor / Data Supervisor of
Processors 6 Central Records 1
Research Associate and
Assistants 4

Business
Deputy Director of Fiscal 1 Fiscal Officer 1 Administrator 1 Business Office Manager 1
Secretary 1
Cashiers Office 4

Director of

Operations/
Building Services Operations Building Services
Manager 1 Specidist 2 Assistant 1
Transportation 7 Security Office 13*
Total Actual FTEs as of Total Actual FTEs Total of Actual Total Actual FTEs as of
July 31, 2000 44 as of July 31, 2000 13 FTEsas of July 415 July 31, 2000 13

Source: Organizational Charts and Human Resource Departments

! Research, planning and evaluation
2 See technology section of this report

3FCJC isadual court and some administrative functions, like building services, are done by the domestic relations side of the court and/or

Franklin County

4 HCJC has a security department that transports juveniles but does not deliver warrants.
5 Not included in the HCJC total is the tuition reimbursement position, director of training, the printer and the court facilitator.
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When comparing CCJC’ sadministrative servicespositionsand functionswith that of itspeer
courts, there are some apparent similarities and differences. The main focal points of each
peer court’ sadministrative department arefiscal activities, information servicesand building
services/operations. CCJC isthe only juvenile court among its peersthat has the following
withinitsadministrative servicesdepartment: program planners, dataprocessors, researchers,
a cashier’ s office and an office that transports juveniles.

Program planning and evaluation functions vary between CCJC's peers. HCJIC's
departmentsare responsiblefor devel oping their own RFPs and monitoring those programs.
FCJC uses a team approach for program planning and evaluation. LCJC does program
planning and evaluation one of three ways. Firgt, the special projects director evaluates
programs along with the court administrator. Second, the court usesitsinformation system
to evaluate the effectiveness of programs and to plan new programs. And third, LCJC
contracts with outside parties such as the University of Cincinnati’s Corrections Program
Impact Assessment (see F2.81) to do evaluations of LCJC' s programs.

Noneof CCJC’ speershavedataprocessorsor researcherslocated withintheir administrative
service departments. Both HCJC and LCJC depend on their information systems (see the
technology section) to collect data from the various departments and to generate reports.
FCJC isinthe processof installing anew information system, and currently, the assignment
commissioner isresponsible for al data collection and report generation within the court.

CCJC’ s peers aso do not have a cashier’s office as a function of administrative services.
Since FCJC isthe only court among the peersthat isadual court, the county clerk of courts
office collects its fines, fees and costs. The cashier function is part of the clerk’s office in
the case management department at HCJC, and is part of the caseflow services department
at LCJC.

CCJC and HCJC each have atransportation function within administrative services. Itisthe
responsibility of the security office at HCJC to transport juveniles between the court and its
facilities, aswell asto other placements or appointments. Thistransportation functionisthe
responsibility of FCJC' s detention center, and at LCJC, it isthe responsibility of the Lucas
County Sheriff’s Department.

F2.29 CCJC does not have a clear chain of command and reporting between its divisions,
department directorsand the court administrator. Somedivisionsreport directly to the court
administrator, like the human resources division, while other divisions report to directors
who report to the court administrator. CCJC’ s peers are each organized in amanner where
chains of command and responsibility are better defined.
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Due to the reorganization of the Court beginning in 1998, the administrative services
department has had divisions removed and decentralized (Chart 2-2). Asaresult, thelines
of managerial responsibility have become unclear, and staff within this department have
often found few opportunities to work as a team on various issues such as staffing needs,
program planning and evaluation, and contract negotiations.

The reorganization of CCJC that began in 1998 was intended to decrease the court
administrator’s span of control. Before 1998, seven divisions and departments (human
resources division, research, planning and evaluation division, fiscal division, operations
division, court servicesdepartment, probation department and detention department) reported
directly tothecourt administrator or the deputy court administrator. The 1998 reorganization
eliminated the operations division and created an administrative services department with
a director to oversee the human resources, fiscal and research, planning and evaluation
divisions. Therefore, four departmental directors were reporting directly to the court
administrator. However, the reorganization to relieve the court administrator’s span of
control over the Court did not improve operations, finances or programs.
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CCJC should eliminatethe administrative services department, and create two positions- the
deputy court administrator of administration and the deputy court administrator of operations
- torelievethe court administrator’ sday-to-day supervisory responsibilitiesand to enablethe
court administrator to focus on CCJC’ s strategic planning and the implementation of court
improvements. The deputy court administrators would decrease the court administrator’s
current span of control by directly supervising and coordinating thefinancial, operational and
programmatic functions of the Court. The size and complexity of CCJC and the need to
implement efficient operations, programs and fiscal practices should not be the sole duty of
the current court administrator. The deputy court administrator of administration would
overseethehumanresourcedivision, theresearch, planning and evaluation division (R2.16),
the fiscal division (R2.15) and the technology/information services division (R2.16). The
deputy court administrator of operationswould oversee the operationsdivision (R2.14), the
court services department, the probation services department and the detention services
department. The deputy court administrators would be able to coordinate and manage the
functions of the various divisions and departments they supervise. Meanwhile, this would
enable the elimination of the administrative service department and its director resulting in
areduction of two FTES(thedepartment director and an administrative secretary). Chart 2-3
depicts this recommendation.
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Table 2-3: Proposed Management Reor ganization

Court Administrator’s Office
(4 FTE)

F2.30

Deputy Court Administrator Deputy Court Administrator
of Administration’s Office of Operation’s Office
(1 FTE) (1 FTE)
[ [
[ [ [ [
hfozrizht;:)(;alosgeyréi ces Human Resources Court Services Detention Services
Division Division Department Department
(7 FTE) 200 FTE 193 FTE
(3 FTE)
. P Research, Planning, Probation Services Operations
Flsz:la:l,’ I}?}IYés)lon and Evaluation Division Department Division
(10 FTE) (148 FTE) (8 FTE)

Financial Implication:
Creating two deputy court administrators with salaries of approximately $87,500 plus a 30
percent fringe benefit rate would total approximately $227,500 annually.

Eliminating the administrative services department director’ sposition and an administrative
secretary would result in asavingsin general fund expenditures of approximately $135,337
ayear ($104,105 in salaries and approximately $31,232 in fringe benefits). Therefore, the
net effect of the recommended reorganization of CCJC would result in an approximate
$92,163 increase in salary expenditures.

The organization of the Court since 1998 consists of six judges, a court administrator and
four departments: administrative services, probation services, detention services, and court
services. Thehuman resourcedivisionisanother function of the Court, and it wasremoved
from the administrative services department in 1998, and placed under direct supervision of
the court administrator. See the human resour ces section for a description and analysi s of
the division’s functions.

The peer courts all have human resources departments or divisions. HCJC has a personnel
department, and its director is supervised by the executive director of administrative
services. The human resources department reportsdirectly to the court administrator at both
FCJC and LCJC. SeeF3.6 and F3.7 in the human resour ces section for ahuman resource
staffing comparison between the peer courts.
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F2.31 Priortothe 1998 reorganization, the Court had aseparate operationsdepartment that handled
building services, transportation and purchasing (see Table 2-3). Currently, the building
services manager reports to the deputy director of fiscal, who reports to the administrative
services director, who in turn reports to the court administrator. The supervisor of
transportation reports to the building services manager.

F2.32 The operations department at HCJC has a director of operations, an operations speciaist, a
printer and asupply clerk. LCJC hasabuilding services assistant, and FCJC does not have
a operations department with an emphasis on building services since that function is the
responsibility of the County. AsmentionedinF2.28, CCJC istheonly juvenile court among
its peers that has a transportation office within administrative services.
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CCJC should reinstate the operations division in order to consolidate the operational
functions of the Court, as well as to relieve the deputy director of fiscal from supervising
non-fiscal operations. The building services manager is currently responsible for working
with the County to ensure and oversee court facility maintenance and capital improvements.
Thispositionisalsoresponsiblefor al inventory, equi pment and equi pment maintenancefor
the Court. CCJC should eliminatethe building servicesmanager position, and instead create
a deputy director of operations position. This position would encompass the current
responsibilities of the building services manager, aswell astheresponsibility of supervising
the purchasing assistant and the senior storekeeper positionsthat are currently supervised by
the general fund budget manager within administrative services. Since the purchasing
assistant and the senior storekeeper currently work closely with the building services
manager, there should be minimal impact if this change is made. Furthermore, a deputy
director of operations should oversee the five clerks that are currently a part of the human
resourcesdivision (see R3.1). The deputy director of operations position would report to the
deputy court administrator of operations (see R2.13). Finally, the transportation function of
the administrative services department should be part of adepartment that has direct contact
with juveniles, such as the detention services department.

Financial Implications. The transfer of the five clerks from the human resources division
and the transfer of the transportation function to the detention services department will not
have an impact on the overall expenditures of the Court. However, eliminating the building
services manager position and creating a deputy director of operations would result in an
approximate $18,850 net increase in salary and benefits due to the creation of that position.
This amount was calculated by taking the average salary of deputy directors within the
administrative services department (approximately $58,000), and subtracting the building
services manager’s salary of nearly $43,500 and multiplying that number by 30 percent to
account for fringe benefits.
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With the above proposed changes, the operations division organizational structurewould be
asdepicted in Chart 2-4 asfollows:

Chart 2-4: Proposed Division of Operations

Deputy Court Administrator of Operations

Deputy Director of Operations

Clerks

(5 FTE from the HR division) Purchasing Assistant

Senior Storekeeper
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F2.33 Asshownin Table2-3, thefiscal division wasnot asdecentralized in 1999 asitis currently
organized. The current fiscal operations of the administrative services department has two
budget officers responsible for grants management and general fund management reporting
to thedirector of administrative services. The deputy director of fiscal isalso supervised by
the director of administrative services, but the deputy director of fiscal overseesthe program
planner responsiblefor service contractsand agreements, the cashiersofficeand the building
services manager. The current organization of the fiscal operations of CCJC isillustrated

in Chart 2-5;

Chart 2-5: Current Organization of Fiscal Operations

Court Administrator

Administrative Services

‘ Director of

[
Budget Officer Budget Officer .
Grants General Fund Dep uWF]iI:g:lctor of
Management Management
!—‘—\ N — | [ } 1
Senior Senior Senior Purchasing Cashiers Office ||Building Services
‘ Account Clerk || Program Planner || Account Clerk Assistant ‘ ‘ Program Planner (4 FTEs) Manager
[ [
Senior Transportation
Program Planner Storekeeper (7FTE)

Account Clerk
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F2.34 All of the peer courts have distinct financial departments or divisions. HCJC has adirector
of finance who reports to the executive director of administrative services. The HCJC
director of finance supervisesabusiness administrator, three accounting specialistsand four
accounting clerks. FCJC hasan assistant court director of business, operations and finance.
This position oversees afiscal officer, three budget analysts and afiscal assistant. Finaly,
LCJC has a director of the fiscal department who reports to the court administrator. The
fiscal director supervises a grants manager, two office managers and three bookkeepers.
None of the peer court’s have decentralized fiscal functions like that of CJCC. The
advantage of having a centralized fiscal department isarecognized organizational structure
and clear lines of responsibility.

R2.15 CCJC should consolidate and coordinate its fiscal functions under the supervision of the
deputy director of fiscal operations. This position would report to the deputy court
administrator of administration (see R2.13). The deputy director of fiscal should supervise
the budget officer responsible for the general fund, the budget officer responsible for grants
management, the cashiers office and the three payroll positions recommended to be
transferred from the human resources department (see R3.1). By consolidating the fiscal
functions of the Court, the division will have a defined organizational structure and
acknowledged lines of responsibility. The proposed fiscal division would be organized as
depicted in Chart 2-6:

Chart 2-6: Proposed Fiscal Division

Deputy Court Administrator
of Administration
‘ Deputy Director of Fiscal ‘
[
[ \ \ |
Budget Officer Budget Officer Cashiers Office Payroll
General Fund Grants Management (4 FTE) (3FTE)
\
[ | ‘
Senior Account Clerk ‘ ’ Account Clerk ‘ ‘ Senior Account Clerk ‘

F2.35 TheRPEdivision hasbeeninvolved withtheimplementation of the JIM Ssystem since 1997.
In recent years, the planning, implementation and training of JIM S has been the most time-
consuming function of thisdivision (seetechnology section). All of the technology related
RPE staff, aswell as the research staff, have been involved in the implementation of JIMS.
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The research staff provides the court administration and outside agencies with reports on
court information in addition to database management. These reports include, but are not
limited to the Ohio Supreme Court Report, Adjudicated Felonies Report , RECLAIM Ohio
Report, CCJIC’'s Annual Report and the Monthly Administrative Report.

The research staff consists of three full-time and one part-time research associate and one
full-time and one part time research assistant. The research associates are assigned to the
production of the aforementioned reports. The research assistants develop reports as
reguested by administration and assi st the research associates with gathering information as
needed.

The data entry staff provides data verification for Court departments. The data entry staff
consists of a data processing supervisor and five data processing staff for the detention
center, traffic court, youth services and the courtrooms. In addition to data verification, the
data processing staff process court forms and enter case information into the computer
system. The dataentry staff have not been involved in theimplementation of IMS. Chart
2-7 shows the current organization of the RPE division of the administrative services
department.

Chart 2-7: Current Organization of the RPE Division

| Court Administrator |

Deputy Director for Research,
Planning & Evaluation

Research Associate
(3.5 FTE)
Research Assistant
(1.5 FTE)

Network Manager Systems Analyst Data Processor Supervisor

Network Adminstrator

Data Processor
(Vacant) (4 FTE, 1 vacancy)

«{ Software Specialist

«{ Senior Field Engineer ‘

«{ Field Engineer ‘

Field Engineer
(Vacant)
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F2.36 CCJCistheonly court among its peersthat does not have aseparate and distinct information
services department. However, due to the implementation of JIMS, the RPE division has
taken on an information services focus. None of the three peer courts have data entry staff
toverify and enter court data. HCJC and LCJC rely on their information systems (JCM Sand
JIS, respectively) for thisfunction. Thesetwo peer courtsalso usetheir information systems
to createreports. FCJCisinthe processof implementing anew information system, and one
staff person, the assignment commissioner, is responsible for data collection and report
generation within the court.

A
N
=
o

CCJC should separate its technology functions from the RPE division and become a stand
alone division (see technology section). Now that JIMS isin place and being used court
wide, the RPE division can again devote its efforts to the research, planning and evaluation
aspects of the Court. Rather than having ainformation services focus, the division should
be reorganized to meet the apparent need for coordinated research, planning and evaluation
functions.

The RPE division should be reorganized to integrate the research and data entry functions
with program planning and program evaluation. The program planners currently supervised
by the grants management budget officer (F2.27) and the deputy director of fiscal (F2.33)
should be assigned to thisdivisionto performtheir current functionsin coordination with the
research and data functions under the supervision of the deputy director of RPE.

CCJC should also fill the vacant program planner position within administrative services.
This position could be RECLAIM grant funded, and therefore, would not effect general
revenue funding. The responsibilities of this position could include being the RECLAIM
program planner and coordinator for the Court. Both FCJC and HCJC have RECLAIM
coordinator positions. This position should also assist the program monitor with the
probation department with monitoring RECLAIM-funded probation programs (see the
probation section of this report).

Furthermore, due to the implementation of JIMS, the data entry staff should no longer be
needed for data collection and verification. Thisinformationwill now beenteredinto JIMS
in a uniform manner by different staff throughout the Court depending on the stage of a
juvenile's case. Also, due to the implementation of JIMS, CCJC will not need as many
researchers who, since 1997, have been used to plan, implement and train court staff on
JMS. However, it would be beneficial for the Court to retain the data processing supervisor,
the data processor funded with Youth Services grant funds and at least two research
associates. These staff members would be responsible for the collection and assembly of
data needed for reports issued by the Court.
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CCJC should also reassign one research associate to assist the program planner responsible
for service contract and agreement monitoring (F2.33).

Another recommendation regarding the reorganization of the RPE divisionisto replace the
vacant deputy director of RPE position with the current position of deputy director of court
administration, and removethe deputy director of court administration positionentirely. The
current position of deputy director of court administration is situated in the court
administrator’s office, and has no direct supervision over any staff. The current deputy
director of court administration position has responsibilities that include program planning,
evaluation and monitoring aswell asreport generation and court liaison work. Thisposition
iscurrently funded using RECLAIM funds. Thisrecommendationwould requiretheshifting
of RECLAIM funds dedicated to the deputy director of court administrationin order to fund
the deputy director of RPE position.

Financial Implications:

The one part-time research associate and the two part-time research assistants are funded
through RECLAIM funds. Eliminating these positions would enable the court to redirect
approximately $54,798 a year to RECLAIM programming.

The reduction of the data processing unit from one supervisor and five data processors, to
one supervisor and one data processor (funded through the Y outh Services grant) would
result in a net savings in general revenue expenditures of approximately $133,297 a year
($102,536 in salaries and approximately $30,761 in fringe benefits).

By alocating the RECLAIM funding for the current deputy director of court administration
position to deputy director of RPE position, and eliminating the deputy director of court
administration position atogether, would result in an approximate savings in general fund
expenditures of $75,400 ayear (average deputy director salary of $58,000 times 30 percent
in fringe benefits).
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Thefollowing (Chart 2-8) isan organizational chart of the proposed reorganization of the

RPE division:

Chart 2-8: Proposed Resear ch, Planning and Evaluation Division

Deputy Court Administrator
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Revenues and Expenditures

F2.37 The Court, like its peer courts, receives a mgjority of its funding from the county general

fund. CCJC undergoestwo budget processes each year. One processisfor the general fund
fromthe County totaling approximately $41 million, and the other isfor Felony Delinquency
Care and Custody (FDCC) funds (approximately $16.5 million), that includes ODY S
commitment costs (approximately $11 million) and RECLAIM funds (approximately $5.5
million, not including carryover). See F2.62 for a discussion of how RECLAIM funds are
determined and allocated. Table 2-6 shows the general funds budgeted by the County for
CCJC in the year 2000 (this does not include RECLAIM revenues).

Table 2-6: CCJC 2000 Budgeted General Fund Revenues

All Funds General Funds Other TitlelV-E Remaining
Budgeted Budgeted I nter gover nmental Funds I nter gover nmental
Funds Budgeted * Budgeted Funds Budgeted 2
$43,114,859 $40,597,772 $2,517,087 |  $900,000 $1,617,087

Source: Cuyahoga County 2000 Midyear Financial & Performance Report
L All Funds Budget |ess General Fund Budget
2 Other Intergovernmental Funds less Title IV-E (primarily Title IV-D reimbursements)

F2.38

In Cuyahoga County, the fiscal and calendar years coincide. Work on setting the
appropriations for operating budgets, that take effect each January 1, begins the previous
June when the required tax budget is prepared. There is a uniform budget process for all
agencies within the County. In mid-August, CCJC forecasts court expenditures for the
upcoming year. By the end of September, the Court meets with OBM to go over the
forecasts both agencies have generated. In mid-October, the Administrator's Meeting
occurs between the county administrator, the OBM administrator, the administrative judge
and the court administrator to discuss the Court’ s budgetary needs as well as performance
and goal expectations. Between October and November, the county administrator makes
budget recommendationsto the BOCC, which holds public hearingson the County’ sbudget.
Sometime in December, the BOCC adopts the budget for the upcoming year.

CCJC’ s peers also receive a majority of their revenues from their counties’ general fund.
They aso receive funds through contracts and reimbursements such as Title IV-D (F2.67)
and Title IV-E (F2.69). Each juvenile court in Ohio receives ODY S RECLAIM funds
(F2.62). Juvenile courts aso often seek outside grant funds and other subsidies for which
they qualify. Finaly, juvenile courts collect court costs, fines and fees that are distributed
to various state and county funds.
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F2.39 The collection of fines, fees and court cost revenue for CCJC is accomplished through the

cashier’s office that is part of the fiscal division within the administrative services
department. The cashier’s office provides the mechanism for collecting fines and fees, and
distributing them into one of the following accounts: victims of crime and general revenue
(deposited with the state treasurer), special revenue funds and the county general fund
(deposited with the county treasurer). The processis computerized and involves a separate
checking account that is used for the sole purpose of dispersing the funds into the
aforementioned accounts. Traffic costs and fines account for roughly 90 to 95 percent of all
monies collected by the CCJC cashier’s office.

CCJC’ s peers a so assess and collect costs, feesand fines. The clerks' office within HCJC
and LCJC each collect thisrevenue on behal f of the court. The county clerk of court’ soffice
collects cost, fee and finerevenuefor FCJC, and therefore, it isdifficult to obtain exact cost,
fineand fee amountsfor that juvenile court. Table 2-7 showsthe amounts of costs, feesand
fines collected in 1999 by each court, the majority of which are traffic costs and fines.

Table 2-7: Peer Court Comparison of Costs, Fines and Fees Revenuein 1999

Type of Collection CCJct

FCJC?

HCJC

LCJC

Finesand Court Costs® $615,123

$156,625

$376,076

$345,952

Number of Cases Disposed/T otal 28,340
Terminationsin 1999

24,047

40,047

18,130

Finesand Court Costs Revenue $22
per Cases Disposed/Total
Terminationsin 1999

$7

$9

$19

Source: Director’s of Finance and Cashiers/Clerks Annual Reports.
! Costs, fines and fees distributed to the county treasurer.

2Since FCJC is adual-court, the county clerk of courts collects costs, fines and fees and it is difficult to breakdown costs, fines
and fees specific to the juvenile court so only traffic fine total s are reported.

3Includes court costs, traffic costs, regular fines and traffic fines.

When comparing fine and court cost revenue per cases disposed or terminated among the
peer courts, CCJC generates more revenue in fees and fines per case than its peers.
However, the Court heard moretraffic casesin 1999 thanitspeers, and traffic casestypically
result in court costsand finesbeing paid. CCJC had approximately 15,000 traffic complaints
according to the 1999 Annual Report compared to approximately 8,500 traffic complaints
at HCJC that year (1999 traffic datafor FCJC and LCJC was unavailable).
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F2.40 The general funds allocated to the Court by the BOCC typically have not met the actual

expenditures of CCJC. All funds expenditures for out-of-home placements (residential
placement and shelter care), assigned counsel and salaries haveincreased dramatically over
the past five years as shown in Table 2-8. All funds include general fund revenues and
reimbursementssuch as TitleV-D and Title 1V-E, but do not include any grants funds such
as RECLAIM.

Table 2-8: CCJC All Fund Expenditures 1995-1999

. . . All Funds
Budget Year | Salaries | GAL. | ASSgned | Resdential | Shelter Other Total
Counsel Placements Care Expenditures :
Expenditures
1995 $12,263,874 | $497,751 | $241,361 $1,444,093 $132,258 $11,632,114 $26,211,451
1996 13,135,502 554,255 207,138 2,011,097 271,275 12,412,684 28,591,951
1997 14,086,068 760,448 392,578 3,070,594 343,139 14,103,489 32,756,316
1998 17,122,117 812,481 525,903 3,086,770 1,079,068 16,244,061 38,870,400
1999 17,150,579 815,577 809,997 3,241,979 2,091,050 17,741,347 41,850,529
Change 0, 0, 0, 0, 0, 0, 0,
19951999 28.5% 39.0% 70.2% 55.5% 93.7% 34.4% 37.4%
Change 0, 0, 0, 0, 0, 0, 0,
1998-1999 0.2% 0.4% 35.1% 4.8% 48.4% 8.4% 7.1%
Average
Increase 7.8% 11.0% 22.8% 17.0% 47.2% 10.0% 11.0%
1995 to 1999

Source: Cuyahoga County OBM and the CCJC Administrative Services Department

F2.41 According to OBM, CCJC expenditures have had the greatest growth of any other agency

in the County, and the BOCC has increased the Court’s alocations more than any other
agency. Delinguent and unruly cases referred have decreased over the past five years, but
expenditures have increased.

Thetotal number of casesreferred to the Court have decreased by 2.3 percent in the past five
years (39,808 total cases in 1995 versus 38,911 in 1999). The largest decrease in cases
referred over thistime period have been delinquent and unruly cases which have declined by
27.7 percent (18,076 cases in 1995 versus 14,158 cases in 1999). As aresult, workloads
should have decreased. However, the cases that are the most workload intensive, such as
permanent custody, abuse, dependency and neglect, and that can remain in the Court’s
systemfor years, have greatly increased over the past fiveyears. Thetotal of abuse, neglect,
and dependency casesreferred haveincreased by 24.0 percent since 1995 (3,576 casesversus
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4,712 cases in 1999), and applications for custody have amost doubled in five years,
increasing by 46.8 percent (694 cases referred in 1995 versus 1,305 casesin 1999).

Custody, abuse, neglect and dependency cases can remain in the Court system for up to 21
years, depending on the specific case. These casesare often heard multipletimesthroughout
the course of ayear due to mandated reviews. This has contributed to increased workloads
and expenses in order to meet the demand.

Traffic cases referred have aso increased over the last five years by 21.1 percent (11,928
cases in 1995 versus 15,117 cases in 1999). Although these cases do not require lengthy
hearings, the sheer volume of traffic cases can create aneed for additional resourcesto meet
demand.

The type of cases referred that have increased in number over the past five years (abuse,
neglect, dependency, applications for custody and traffic), are rarely resolved at intake or
diverted. These casesare most often officially accepted into the court system for ahearing.

F2.42 Delinquency and unruly cases can be resolved at intake through dismissal or diverted to
programs like the Community Diverson Program (CDP). However, the percent of
delinquency and unruly cases resolved at intake has decreased over the past five years. In
1995, approximately 47 percent of delinquency and unruly caseswereresolved at intake. In
comparison, roughly 15 percent of these cases were resolved at intake in 1999.

One of the main reasons for the decrease in delinquent and unruly cased being resolved at
intakeisthe elimination of warning lettersin 1998. Instead of officially accepting the case,
warning letters were sent to the homes of juveniles for first-time, non-felony offenses.
Another reason for the decrease of delinquent and unruly cases resolved at intake, was the
elimination of mediation at the time of intake in 1998. If the juvenile’'s case could be
resolved at thetime of intake through mediation, it did not haveto be officially accepted into
the court system.

F2.43 The CDPwasestablished in 1998 with theintention of diverting juvenile' scasesfrom being
officially accepted. The CDP was established in response to the elimination of warning
|ettersand mediation. However, only afew communitieswerein the process of establishing
CDP in 1998. As a result, delinquent and unruly cases referred to the court were not
typically resolved, and therefore required some type of official court action. See the court
ser vices section for discussion on this program.

Since 1998, the CDP has greatly expanded and is diverting more delinquent and unruly
juveniles from official Court action. According to the court administrator, a mediation
program is going to be re-established sometime within the next year. These two programs
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should increase the number of resolutions of delinquent and unruly cases referred, so these
caseswill not be officially accepted for court action. These programswill attempt to reduce
the extra workload and expense that has resulted from non-felony delinquent and unruly
offenses receiving court hearings.

The decrease in the number of cases resolved at intake, coupled with the increase in traffic,
application for custody, and abuse, neglect and dependency cases, hasled to an approximate
15 percentincreasein casesofficially accepted by CCJC (31,159 casesin 1995 versus 36,774
cases in 1999). The increase in cases officialy accepted is reflected in an increase in
workload that has resulted in increased expenditures.

Expenditures, however, have grown beyond the increase in caseload of the Court. 1n 1996,
the CCJC received $28.4 millionin County general fund expenditures. Fiveyearslater, that
amount increased by 30 percent to $40.8 million in 1999. The areas of the court with the
highest expenditure increases are salaries, assigned counsel/Guardian Ad Litem (G.A.L.),
shelter care and residential placements.

Table 2-9 presentsthe al fund expenditures from 1997-1999 for CCJC and its peer courts.

Table 2-9: All Fund Expenditures

Three- Three-Year
% Change % Change Y ear Average of
FY 1997 FY 1998 FY 1999 from FY 97 fromFY 98 | Averageof | Expenditures
toFY 99 toFY 99 New per New
Filings Filing
CCcJC $32,756,316 | $38,870,400 | $41,850,529 22% 7% 28,789 $1,314
FCJC $14,008,275 | $14,396,968 | $15,081,117 7% 5% 21,509 $674
HCJC | $22,519,967 | $25,182,016 | $25,694,891 12% 2% 28,432 $860
LCJC $5,878,865 | $6,168,810 $6,464,435 9% 5% 15,651 $394
Peer Average Not Including CCJC $643
Source: Annual Reports, Financial Directors, Budget Managers and the Ohio Supreme Court Reports
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CCJC hasthe highest amount of all fund expenditures among its peers. The Court also had
the largest increase in expenditures amongst its peersfrom FY 1997 to FY 1999. Asshown
in Table 2-9, CCJC aso has the highest all fund expenditures per case processed when
compared to its peers. In 1999, the total cost per new case filed at the Court was
approximately $1,314. That isnearly twicethe peer average of $643. Therefore, onaverage,
it is twice as expensive to process a case at CCJC than it is for its peers. Two reasons
include CCJC’ sresidential placement expenditures (F2.56) and increasing shelter care costs
(F2.58). These expenditure areas are not as great an issue among the peer courts than at
CCJC.

Salary expenditures have increased by nearly 29 percent from 1995 ($12.3 million) to 1999
($17.2 million) at CCJIC (see Table 2-8). This increase is largely a result of the
recommendations of the Griffith Study that provided guidelinesfor raising CCJC salariesto
levels comparableto other public agencies. Reasonsfor raising salary levelswereto enable
the Court to be competitive in attracting quality job candidates, aswell asretaining existing
employees. Most of the salary increases occurred in 1998. From 1998 to 1999, the all fund
expenditures for salaries at the Court was less than one percent. See Table 2-10 for a
comparison of salary expenditures of the peer courts.

Table 2-10: Peer Court Comparison of Salary Expenditures

FY 1999
% % Estimate of Expﬁg{ e
Change | Change 2000 FTEsper o
FY 1997 FY 1998 FY1999 | .57 | fromos. | FTES Salary asa % of
. Total All
99 99 Expenditures
Fund
Expenditures
CCJC $14,086,068 | $17,122,117 | $17,150,579 18% >1% 609.0 $28,162 41%
FCJC $9,751,454 | $10,199,486 | $10,472,617 7% 3% 403.0 $25,987 70%
HCJC | $13,172,403 | $13,865,687 | $13,803,802 5% (1%) 614.5 $22,463 54%
LCJC $3,957,856 | $4,101,659 | $4,291,140 8% 4% 240.0 $17,880 66%
Peer Average $23,623 58%
Source: Annual Reports, Financial Directors, Budget Managers
11999 FTE data not available for peer courts.
Organization and Administrative Services 2-47




Cuyahoga County Juvenile Court Performance Audit

F2.49 The 1998 salary adjustments based on the Griffith Study’s recommendations has had an
apparent impact on salary expendituresat CCJC as shown in the percent change between FY
1997 and FY 1999. CCJC had an 18 percent increasein salary expendituresduring that time,
while its peers experienced increases ranging from five to eight percent. However, once
these salary adjustments were made, the percent increase in all fund salary expenditures at
CCJC from FY 1998 to FY 1999 was less than one percent. FCJC and LCJC had increases
of three and four percent, respectively, while HCJC had a decrease in salary expenditures
totaling approximately one percent between FY 1998 and FY 1999.

When comparing the FTEs of each court to the FY 1999 salary expenditures, the average
among the peer courtstotaled $23,623. CCJC had the highest average salary among its peers
of $28,162. Although this number is the highest, it is not alarmingly high. The amount
could also be interpreted to suggest CCJC has salaries in a competitive range for attracting
quality employees, one of the goals of implementation of the Griffith Study
recommendations.

Finally, CCJC has the lowest sadary expenditures as a percentage of total all fund
expenditures at 41 percent. This percentage is lower than the peer court average of 58
percent. This figure indicates that CCJC is allocating a lower proportion of its overall
expenditures to employee salaries when compared to the percentages of its peers, while
allocating the magjority of its funds to other areas such asresidential placement (F2.56) and
shelter care costs (F2.58).
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CCJC should practice stringent position control, and better coordinate salary expenditure
forecasts with the County. According to Section §2153.09 of the ORC, “ The compensation
of the employees of the juvenile court shall be fixed by the administrative juvenile judge,
which compensation shall not exceed in the aggregate the amount fixed by the board of
county commissionersfor such purpose. Such compensation so fixed shall be paid from the
county treasury in semimonthly installments on the warrant of the county auditor.” Based on
thisstatute, the Court should adjust its salary expenditure needswith what is projected by the
County.

Furthermore, ACA Standard 3-JDF-1B-16 (Ref. 2-8057), states, “written policy, procedure,
and practice regulate position control regarding position allocation, budget authorization,
personnel records, and payroll. (Comment: Information onthe number and typesof positions
filled and vacant should be available at al times. The fiscal office should verify that all
payroll positions are authorized in the budget, that all persons on the payroll are legally
employed, that attendance records support the payroll, and that needed funds are available.
The payroll should be based on timekeeping records.)” Based on this standard, CCJC and
OBM should coordinate staffing and salary projections using information such as
organizational charts, payroll records and trends in budget allocations.
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Assigned counsel and G.A..L. expenditures have increased by approximately 70 percent and
39 percent, respectively, over the past five years. Assigned counsel expenditures totaled
$241,361 in 1995 versus $809,997 in 1999, and G.A.L. expenditures totaled $497,751 in
1995 versus $815,577 in 1999. The large increases in assigned counsel and G.A.L.
expenditures are attributable to the increase in caseloads (all types of cases), the large
increase in the types of cases that require continual reviews and hearings (application for
custody, abuse, neglect and dependency cases), and the disorganized process by which cases
are assigned to attorneysand G.A.L.s.

CCJC courtrooms sometimes assign counsel when a public defender could have taken the
case. Also, the County decreased the funding for G.A.L because they wanted the Court to
ingtitute a Court Appointed Special Advocate (CASA) program. See the court services
section of thisreport for further discussion on thistopic.

CCJC hasrecently instituted apolicy that setstimelimitsfor the submission of invoicesfrom
attorneysfor assigned counsel and G.A L. services. Under the new policy, the Court will no
longer accept invoicesfrom assigned counsel and G.A.L.sfor services performed morethan
12 months previously. The Court does not receive a reimbursement from the state if an
invoice for service is not submitted within a specified time frame. Therefore, by requiring
attorneysto submit their invoicestimely, CCJC can receivethefull reimbursement to which
it isentitled.

The CuyahogaCounty Public Defender’ s Officerepresentsjuvenilescharged with delinquent
and unruly acts. 1n 2000, five public defenderswere added to represent parentsand juveniles
in permanent custody and abuse, neglect and dependency cases. There are currently 18
public defenders who handle juvenile cases. The Public Defender’s, Juvenile Division is
housed within the Whitlach Building. The division consists of two supervisors, the public
defenders, a secretary, an office coordinator, two social workers and are part-time
investigator. Injuveniledelinquency and unruly cases, approximately 80 percent of the cases
have apublic defender. Public defenders handle most of the cases, unlessthereisaconflict,
in which the client is forwarded to CCJC' s assigned counsel office.

When a juvenile receives a summons to appear in court, the summons instructs the person
to call or come to the Public Defender’s Office if they are in need of an attorney. At an
arraignment, the magistrate typically sends the juvenile and their parent to the Public
Defender’ s Office. Furthermore, when ajuvenileisbrought to the detention center, apublic
defender is always present at the next day arraignment. In delinquency cases, and a few
unruly cases, the clients come to the Public Defender’ s Office before appearing in court.
Theclientsfill out afinancial inquiry form, complete income and expense information, and
sign an affidavit stating the information is correct. If the clients meet federa poverty
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guidelines, they qualify to be represented by a public defender. If the Public Defender’s
Office has any conflicts with the case, the client assigned counsel.

Table 2-11 presents the yearly assigned counsel and G.A.L expenditures for CCJC and its
peer courts.

Table2-11: Peer Court Comparison of Assigned Counsel and G.A.L
Expenditures

ThreeYear Estimated Assigned
FY 1097 | FY 1098 Fy 1909 | o Change | ageof New Counsal/G.A.L
1997 to 1999 . Expenditures per case
CaseFilings 1
1999

CCcJC $1,153,026 $1,338,384 $1,625,574 29% 28,789 $238
FCJC $1,510,813 $1,535,135 $1,801,604 16% 21,509 $376
HCJC? N/A N/A $1,761,7433 N/A 28,432 $310
LCJC $904,762 $793,036 $845,287 (7%) 15,651 $271
Peer Average $299

Source: Annual Reports, Financial Directors, Budget Managers and Ohio Supreme Court Reports

! Measure was determined by taking the three year average of assigned counsel/G.A.L. expenditures divided by
20% of the three-year average of new case filings (an approximation of how many cases are handled by assigned
counsel/G.A.L. versus the public defender’s office).

2 Only 1999 information was received from HCJC.

3 All of HCJC' s assigned counsel and G.A L. are on salary with the Hamilton Co. Public Defenders Office

In FY 1999, CCJC had the second lowest assigned counsel and G.A..L. expenditure amount
of $1.6 million when compared to its peers. CCJC also had an estimated assigned
counsel/G.A.L expenditure per case total of $238. Thisis below both HCIC' s and FCJC's
estimates, and lower than the peer average of $299. This amount represents the Court is
gpending either on average or less than its peers for these services. This is most likely
attributableto thelow fee amounts paid to attorneysfor assigned counsel and G.A L. services
at CCJC (F2.54).
F2.52 Due diligence is typically not followed when assigning counsel at Court. The public
defender checksincomeéligibility for each client the office represents. CCJC doesnot have
any procedures for checking income €ligibility, therefore when assigned counsel is
appointed, theclientisassumedindigent. The Court’ scurrent policy of not checkingincome
eligibility when assigning counsel may be a contributor to the increasesin assigned counsel
expenditures, sinceindividuals may bereceiving assigned counsel when they possibly could
be able to afford private counsel.
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F2.53 The peer courts each have methodswithin their courtsfor checkingincomeeligibility before
assigning counsel. HCJC and FCJC each use the public defender’s office to check and
determine income before assigning counsel. LCJC has a bookkeeper within the finance
department who follows an income checklist in order to determine eligibility before
assigning counsel.
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The CCJC should enact policy and procedure for checking income eligibility before
assigning counsel, especially when the public defender’ s office has not seen the client. The
Court should also set up a system of invoicing and collecting assigned counsel and G.A.L.
fees from parents of juveniles who are found eligible to pay.

F2.54 Table 2-12 shows the maximum fees permitted to be invoiced by attorneys for assigned
counsel and G.A.L. servicesfor CCJC and its peers. CCJC alows a maximum of $250 per
case, regardless of thetype. The only exception is that CCJC alows a $350 maximum for
bindovers of juveniles to an adult court.

Table 2-12: Peer Court Comparison of Assigned Counsel Fee Schedule!

Felony Cases M isdemeanor Temporary Per manent Hourly Ratein
Cases Custody Cases Custody Cases’ Court
CCJC $250 $250 $250 $250 None
FCJC $750 $400 $600 $1,000 $45
HCJC $160-400 $160-400 $800 $1,600 $40
LCJC $500-700 $100-250 $500 $1,000 $40

Source: Finance Directors/ Budget Officers

! Maximum fees permitted
2 Typically handled by G.A.L.s

The peer courts each pay an hourly rate with a limit on the maximum fees permitted.
Therefore, if an attorney is assigned counsel on a misdemeanor case at HCJC, and works
three hours on the case, the attorney would invoice the court for $120 (three times $40).
CCJC does not have an hourly rate. If an attorney worked three hours on a misdemeanor
case at the Court, that attorney would invoice the court for $250.

R2.19 The Court should institute an hourly rate like that of its peers, with amaximum fee cap. By
establishing an hourly rate per case, no matter what type of case, CCJC would pay for total
work provided, not aflat fee.
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Although the Court has the lowest maximum fee amount as well as a low assigned
counsel/G.A.L. expenditure per case amount, CCJC assigned counsel/G.A.L. expenditures
have increased at a greater rate than its peers from 1997 to 1999. Table 2-11 shows that
CCJC assigned counsel/G.A..L expendituresincreased by 29 percent during that time versus
FCJC’ sincrease of 16 percent and LCJC’ sdecrease of 7 percent. Theincreaseat CCJC may
be attributable to the Court using assigned counsel and G.A.L when the public defender
could be handling the case. Assigned counsel should only be used when there is a conflict
of interest in a case, because the public defender cannot legally represent more than one
client inthe best interest of the multiple defendantsinvolved. Seethecourt services section
for more information on this topic.

The Court, the Cuyahoga County Public Defenders Office and the BOCC should strive to
improve and enhance the public defender’ srole at the Court. The use of assigned counsel
should be the exception rather than the rule for defending clients who appear before the
Court. Assigned counsel should be assigned randomly, but some judges and magistrates
claim that they select specific counsel due to the attorney’ s experience or knowledge on a
particular subject. Dueto the public defender’ s experience with all types of cases, it would
be to Court’s advantage to use the public defender’s office as much as possible. This
preference should be written as a policy and/or incorporated into CCJC’ s local rules.

Residential placement expenditures have increased by nearly 56 percent over the past five
yearsfrom $1.4 millionin 1995 to $3.2 millionin 1999. Residential placement expenditures
have increased due to the growing number of juveniles disposed to private placements for
treatment as opposed to being ordered to probation, ODY S, the Y outh Development Center
(YDC) or released to parental supervision. In 1996, 73 youths were ordered to private
placement. That number grew by 56 percent in 1999 to 165 juveniles placed in residential
treatment.

Increases in residential treatment expenditures can be attributed to a change in the judges

philosophy regarding treatment programsfor juveniles as opposed to commitment to ODY S
or YDC. The growth in the number of unruly and delinquent juveniles facing disposition
hearings has also increased over the past four years (5,501 in 1996 versus 8,651 in 1999).
The increased number of unruly and delinguent juveniles facing disposition hearings is a
direct result of the decrease in the number of youths having their delinquent and unruly
offenses resolved at intake, and therefore having their cases heard officially.

Organization and Administrative Services 2-52



Cuyahoga County Juvenile Court Performance Audit

F2.57

Table 2-13 shows the residential placement expenditures among the peer courts aswell as
the number of youth placed in private placement in 1999. FCJC is not included in this
comparison since it relies on probation much more heavily than any use of residential
placement. Any residential placement expendituresincurred by FCJC iscompensated using
RECLAIM funds (see Table 2-15).

Table 2-13: Peer Court Comparison of Residential Placement Expenditures

Per cent No. of Youthin 1999 Residential
1997 1998 1999 Change from Private Placement Placement Expenditures
1997 to 1999 during 1999 per Youth Placed
CcJC $3,070,594 | $3,086,770 | $3,241,979 5% 165 $19,648
HCJC! $269,127 $247,095 $353,302 14% 79 $4,472
LCJC? $826,321 $653,390 $640,679 (23%) 51 $12,562

Source: Finance Directors or Budget Officers
! These amounts do not include the Hillcrest Training School
2 Totals include some RECLAIM funds
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Table 2-13 shows that CCJC spends more on residential placement than any of the peer
courts. The Court also disposed morejuvenilesto private residential placement than any of
itspeersin 1999. Therefore, itisapparent from these expendituretotalsamong the peersthat
CCJCreliesonresidential placement asatype of disposition morethan any other court. The
peer courts either have placement facilities of their own or they rely more heavily on
probation and the programs associated with probation.

Accordingtothe Court’ s1999 Annual Report, therewere 14,253 total dispositionsthat year.
Therefore, approximately 1 percent (165 juveniles) of all dispositionsin 1999 wereto private
residential placement. Despitethelow percentage, the cost of private residential placement
has had a mgjor financial impact on the Court.

The RPE division (R2.16) should monitor the effectiveness of residential placement
programs. The RPE division, in cooperation with the probation services department (see
probation services section), should determine the effectiveness or recidivism of the
residential placement programsbeing used. Thiscould bedonein-house(R2.29) or by using
outside contractors (R2.29). Indoing so, the Court could determineif the private placement
programsit is using are as effective in helping juveniles as possible.
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Shelter care expenditures have increased by nearly 94 percent over the past five years
($132,258 in 1995 versus $2.1 million in 1999). Shelter care is an alternative to releasing
juveniles to their parents, being placed on electronic monitoring, or being placed in the
detention center pending their court date for adelinquent or unruly offense. Shelter careis
also used for juveniles awaiting placement in residential treatment.

The average daily population in shelter care hasincreased by 66 percent from 1996 to 1999
withthe average daily populationincreasing from 43.6 per day to 125.4 per day. The average
length in shelter care hasincreased from 10.0 daysin 1996 to 28.1 daysin 1999.

The increase in shelter care use can be attributed to the number of delinquent and unruly
casesofficially accepted, whichthereby, increased the number of juvenilesawaiting hearings
and the number of juveniles awaiting residential placement. Since 1998, CCJC has not had
arisk assessment tool at intake. Therefore, juveniles who would not have been placed due
to thelr risk assessment scores prior to 1998, are now being placed in shelter care. Another
factor involved with theincreasein shelter care placement isachangein philosophy of court
officialswho feel that somejuvenilesare better off away from their homesand communities
while awaiting their hearings.

The general fund budget and funding from the County are not covering the needs of shelter
careat CCJC. Thereare morejuvenilesbeing placed in shelter care than ever, but the Court
continuesto receive the samelevel of general fund revenues. Thisalso appliesto residential
placement funding. Therefore, the Court usesitsRECLAIM and TitlelV-E reimbursements
to fund shelter care expenditures.

Most of CCJC's peers do not use shelter care since their detention facilities have enough
space to accommodate juveniles awaiting hearings or placement in residential placement
programs. Theonly other peer court that has occasionally used shelter careisHCJC, and its
total shelter care expenditures were nearly 66 percent less ($705,940) than CCJC' stotal of
amost $2.1 million in 1999. Both FCJC and LCJC had no shelter care expenditures from
1997 through 1999. However, LCJC began using a shelter care provider in mid-2000.

The Court should implement arisk assessment tool at the point of intake to determineif a
juvenile needs to be placed in shelter care. See the court services section for further
discussion. The Court should also consider less costly alternatives to shelter care in order
to control the rising expenditures. According to areport published by the Annie E. Casey
Foundation, there are five alternatives to shelter care that have lower per diem rates. The
average daily cost of alternative programs recommended by the Juvenile Detention
Alternative Initiative in 1996 include:
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° home confinement/house arrest $10 per day
° electronic monitoring (not including staffing) $6-10 per day
° electronic monitoring (including staffing) $15-30 per day
° community-based advocate supervision $30-44 per day
° evening reporting center $32-35 per day
° non-secure residential (shelter care) $90-130 per day

Although CCJC aready uses home confinement/house arrest and electronic monitoring
pending court hearings it should explore using alternative programs such as community-
based advocate supervisor and evening reporting centersin order to monitor juveniles prior
totheir court appearance. Thesetwo alternatives monitor thejuvenile onadaily-basiswithin
their own communities. Shelter care (non-secure residential) istypically three to ten times
more costly than the other alternatives.

F2.60 The Court has two shelter care providers, Lincoln Place and Applewood, as of October 1,
2000. The per diem rate for Lincoln Place is $80.00 and Applewood is $112.00. Lincoln
Place is located in Y oungstown and Applewood is located in Cleveland. The services
provided at these two shelter care facilities are similar except that Lincoln Place begins
providing counseling once a juvenile has been there more than 30 days. Lincoln Placeisa
larger facility and accommodates more juveniles than Applewood. The reason Lincoln
Place’s per diem rate is lower than Applewood’s, is it was the only shelter care provider
willing to reducetheir per diem rate following countywide budget cutsthat resulted from the
Cuyahoga County SAFE financial crisisinthemid-1990's. Lincoln Place sper diemratehas
lagged behind other shelter care providers ever since. However, since Lincoln Placeisin
Y oungstown, the Court incurs greater costs associated with transporting juveniles to that
facility.

A
N
N
w

The CCJC should develop RFPs and solicit bids on aregular basis to determine a fair per
diem cost of care, supervision, and administrative overhead for juveniles in shelter care.
Once arate is established, the Court should use that rate for what it pays al shelter care
providersfor their services. There should not be alarge variance between the two facilities
that essentially providethe sameservice. Thiswould enablethe Court to better estimate and
project shelter care expenditures.
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According to the ACA Sandards for Juvenile Detention Facilities (3 Edition), the
following should be a standard [3-JDF-1B-04 (Ref. New)], “written policy, procedure, and
practice provide that when a detention facility provides services on a regiona basis, it
charges all contract users an equal per diem rate. (Comment: Detention facilities providing
services on aregional basis should determine the jurisdictionsto be served and who will be
billed for service. Once thisis done, the facility should not negotiate different rates with
different users. The per diem rate charged should include costs associated with treatment,
care, supervision, administrative overhead, and construction).”

Cooperation and collaboration is necessary between CCJC, OBM and the BOCC. TheCourt
and the County work closely together, but thefinancial needsidentified and requested by the
Court are often not granted by the BOCC. This results in CCJC exceeding its budgetary
allocation on amost ayearly basis.

The difference between the Court’ s annual budget requests and the amount allocated by the
County may be theresult of different methods being used by CCJC and OBM to forecast the
financial needs of the Court. For example, CCJC and OBM use two different methods for
estimating salary expenditures. The Court estimates salaries for the next year by doing an
end-of-year headcount. OBM, on the other hand, estimates salaries using the amount of
hours worked at mid-year. Asaresult, thereisasix-month gap in salary funding between
CCJC sestimates and the funding all ocated by the County due to the two different methods
of salary estimation.

CCJC and OBM should better coordinate and collaborate on budget projections and
forecasting, especialy for areas experiencing the greatest growth such as residential
placement and shelter care. Thetwo agenciesshould communicate how they developedtheir
forecasts in order to compare needs and attempt to come to a consensus before the budget
request is presented to the BOCC. The County should realize expenditure growth is
occurringin certain areas especially salaries, assigned counsel and out-of-home placements,
but both CCJC and OBM must agree on what is justifiable growth. Meanwhile, the Court
should strive to reduce expenditures through stringent financial control based on
establishment and adherence to fiscal policy, procedure and practice. This should be the
responsibility of the administrative judge, court administrator and the deputy court
administrators (R2.13).
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RECLAIM Funds

F2.62 Theannual funding to Ohio countiesfor the RECLAIM grant begins at the start of the state
fiscal year (July 1). At approximately the sametime, CCJC submitsits grant application to
the Ohio Department of Y outh Services (ODY S) for the next year’ s programs. Each year,
ODY S grants CCJC an amount that is alocated on a monthly basis as determined by the
number of juvenile felony adjudications recorded by the County in the previous year. The
grant amount isbased on the estimated costs of committing ajuvenilein astatefacility. Any
funds remaining are to be used for programming along with any previous year carryover.
The RECLAIM funds dedicated to programs have total ed approximately $10 million ayear
in Cuyahoga County since 1995.

A RECLAIM program plan is developed by CCJC, and has to be approved by at least one
of the county commissioners before it is sent to ODYS. Once the plan is approved by
ODY S, OBM manages the funds on behalf of the Court. Program vendors send invoicesto
the Court where they are approved and OBM issues the payment.

F2.63 CCJCreceivesapproximately $1,700in RECLAIM fundsfor each felony adjudication. The
felony adjudicationinformationisentered by each courtroom, and sometimestheinformation
Isnot entered accurately. Dueto theincidence of information incorrectly entered, the Court
has a staff member in the RPE division who reviews the reports. However, if felony
adjudication information is not accurate, CCJC could conceivably not receive al of the
RECLAIM fundsto which it is entitled or may receive fundsto which it is not entitled.

F2.64 The Cuyahoga County Department of Justice Affairs conducted an examination in March,
2000 to certify the accuracy and reliability of CCJC felony adjudication data for the period
of July 1, 1998 through June 20, 1999 (FY 1999). The department of justice affairs
examined 2,200 of 2,204 filesat the Court. Throughtheir comparison of fileinformationand
internally generated CCJC data, they discovered that 42.2 percent of report data from July
1, 1998 through December 31, 1999 contained errorsrelated to adjudication dates. Of those
erroneous adj udication dates, 8.2 percent fell outside the parameter of FY 1999. All but one
record with an adjudication date error should have been incorporated in FY 1998 reporting.
Therefore, CCJC was reporting and submitting some information to ODY S for the wrong
fiscal year. All report errors were eventually corrected, and RECLAIM funding was not
adversely affected.
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CCJC should take stepsto ensure fel ony adjudication information isaccurately recorded and
reported throughout the Court. The department of justice affairs made three
recommendationsto CCJC in order to sustain accurate felony adjudication reporting. These
recommendations are:
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“Standardize and Incorporate a Case Flow Form.” The JIMS system should enable
a uniform method for felony adjudication data to be inputted by each individual
courtroom, thus reducing the chance of incorrect information being placed into the
system. See the court services section of this report for more information about
standardization of data.

“Management should enhance tracking of files” Since case files are filed and
withdrawn numeroustimesthroughout anindividual’ slitigation, abar coding system
would alow a CCJC employee to determine the location of afile within the court.
See the court services and technology sections of thisreport for further discussion
on bar coding.

“Socia Security Numbers.” There was alack of social security numbers recorded
inthefilesjustice affairsexamined. The Court should consider incorporating Social
Security number information asastandard element of intaketo ensurethat the correct
datais being recorded for the correct file.
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F2.65 The Court receivesover $20 million ayear in ODY SFelony Delinquency Custody and Care
(FDCC) fundsthat are known asthe RECLAIM program. Approximately $11 to 12 million
of FDCC funding goes to the commitment costs of incarcerated youth, while the remaining
amount ($11 to 12 million) isto be used for programsto prevent incarceration. Table 2-14
shows the number of RECLAIM program areas for each peer court. Thetable also presents
the total commitment costs. This amount represents what each juvenile court is being
charged by the state for juveniles placed in ODY S secure facilities. Thetotal expenditures
are actual dollars spent on RECLAIM-funded programs by each court for the year. Finally,
the carryover amounts are funds that were allocated, but not spent on programming within
that year.

Table 2-14: Peer Comparison of RECLAIM Amounts

Number of Total Adj_usted AIIoc_:ation
Standard Commitment (Adjusted Variablet+ Totgl Carryover
Program Actual Baset+ Expenditures Amount
Areas Costs Carryover Funds)
FY 1998 13 $11,900,039 $11,129,878 $5,895,047 $5,234,831
ceJe FY 1999 16 10,923,003 12,706,992 5,456,630 7,247,362
% Change FY 98-FY 99 (8%) 12% (7%) 28%
FY 1998 14 4,450,304 3,753,555 2,606,705 1,146,850
FeJC FY 1999 14 3,972,018 5,050,925 2535800 | 2515035
% Change FY 98-FY 99 (11%) 26% (3%) 54%
FY 1998 14 8,077,199 5,025,727 4,141,537 1,832,937
HCJC FY 1999 12 6,969,877 5,784,203 4,294,718 1,736,344
% Change FY 98-FY 99 (14%) 13% 4% (5%)
FY 1998 15 3,886,376 2,944,404 1,477,104 1,467,300
LCJC FY 1999 12 3,143,349 3,422,590 1,456,591 1,966,000
% Change FY 98-FY 99 (19%) 14% (1%) 25%
Peer Average % Change (13%) 16% (>1%) 26%
Source: County Financial Expenditure Final Reports submitted to the Department of Y outh Services
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CCJC receives the highest amount of RECLAIM funds among its peers because it has the
largest number of adjudicated felony juveniles. Each of the peer courts have witnessed a
decreasein juveniles sent to ODY S secure facilities. This accounts for the average annual
decrease of 13 percent in total commitment costs among the peer juvenile courts. All of the
peer courts have also experienced a decrease in the program expenditures for RECLAIM
programs. Finally, all of the courts have carryovers from one year to the next. The amount
of RECLAIM dollars granted to juvenile courtsis difficult to estimate ahead of time, so it
isdifficult to plan for programsthat take timeto establish. Asaresult, all of the peer courts,
with the exception of HCJC, have experienced an increase in carryover amounts from 1998
to 1999.

Each of the peer courts spend its RECLAIM grants on a variety of programs. Table 2-15
shows the type of programs and the amount spent by each juvenile court on these programs
for FY 1998 and FY 1999.
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Table2-15: RECLAIM Ohio FY 1998 - FY 1999 Program Expenditures

CCJC ECJC HCJC LCJC

Standard Program Area FY 1998 FY 1999 FY 1998 FY 1999 FY 1998 FY 1999 FY 1998 FY 1999
1. Program $243,470 $358,996 $169,448 $144,813 $318,293 $295,158 $78,054 $77,344
2. Day Treatment 692,011 243,354 271,110 235,946 218,465 322,824 N/A N/A
3. Intensive Probation 0 N/A 124,424 144,018 171,585 N/A 26,184 28,029
4. Probation N/A N/A 1,181,621 986,543 663,643 804,007 N/A N/A
5. Service Enhancement N/A 32,550 68,134 129,491 N/A N/A N/A N/A
6. Aftercare 857,588 82,000 N/A N/A 305,584 235,093 119,135 124,586
7. Monitoring / 390,389 753,089 N/A N/A 43,697 47,891 2,305 2,098
9. Educational Services N/A N/A N/A N/A N/A N/A 375 39
10. Wraparound 1,079,739 896,479 76,481 98,632 470,767 416,432 N/A N/A
11. Family Preservation N/A N/A 122,514 80,249 N/A N/A N/A N/A
13. Independent Living N/A 0 N/A N/A N/A N/A N/A N/A
15. Intervention 444,581 N/A N/A N/A N/A N/A N/A N/A
17. Out of Home 1,194,534 1,135,709 71,899 22,910 741,826 861,418 568,390 549,841
Placement
18. Sex Offender 0 118,999 N/A N/A N/A N/A 37,161 39,530
20. Substance Abuse 167,761 670,630 N/A 7,067 N/A N/A 5,042 N/A
22. Redtitution/ 194,586 103,243 156,097 183,968 213,637 224,317 129,356 123,264
23. Clinical Assessment 595,489 36,281 N/A N/A 657,956 721,240 N/A N/A
24. Mental Health N/A 995,764 10,965 22,904 N/A N/A 344,015 350,850
25. Youth Intervention N/A N/A N/A 100,144 N/A N/A 85,000 85,000
27. Conflict Mediation N/A N/A N/A N/A N/A N/A 31,158 33,762
28. Advocacy N/A 5,412 97,151 183,802 N/A N/A N/A N/A
29. Mentors N/A N/A N/A N/A N/A N/A 1,200 N/A
32. Drug Testing N/A N/A N/A N/A 13,929 13,363 N/A N/A
33. Volunteers 34,898 N/A N/A N/A N/A N/A N/A N/A
35. Employment N/A N/A 39,598 N/A N/A N/A N/A N/A
39. Diversion N/A 27,125 217,264 195,404 305,864 325,494 40,198 42,249
41. Truancy N/A 0 N/A N/A 16,293 27,481 N/A N/A
Total Expenditures $5,895,047 | $5,459,630 | $2,606,705 | $2,535,890 | $4,141,537 | $4,294,718 | $1,477,104 | $1,456,591
Source: County Financial Expenditure Final Reports submitted to the Department of Y outh Services
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In examining how the various peers spend their RECLAIM grants in Table 2-15, it is
apparent each juvenile court has different priorities. CCJC spendsits RECLAIM fundsin
Six primary areas. day treatment, wraparound, out-of-home placement, substance abuse, sex
offender programsand restitution. Theprioritiesfor FCJC are also day treatment, restitution
and diversion, but the majority of its grant funds go to probation and intensive probation.
Day treatment, out-of-home placement, wraparound, restitution and division are priorities
at HCJC, but it also emphasizes aftercare, probation and clinical assessments. The largest
expenditure areas for LCJC's RECLAIM funds are out-of-home placements and mental
health.

A
N
)
o

CCJC should monitor RECLAIM fund expenditures to ensure they are being spent in
accordance with the overall goal of the RECLAIM program of devel oping prevention and
diversion programs for unruly youth, juvenile traffic offenders and other youth at risk of
becoming delinquent. Since alarge majority of CCJC’'s RECLAIM funds are going to out-
of-home placements, the Court should determine if those programs actually meet the
delinquency prevention goal of the RECLAIM program.

Also, the Court should monitor its carryover amount. CCJC should keep some RECLAIM
fundsinreservein case ODY Sincarceration numbersincrease. However, the Court should
strive to use its RECLAIM funds on programs that are the most effective in preventing
delinquency at the best cost available. The RPE division (R2.16), in cooperation with
probation department (see probation services section of thisreport), should be responsible
for achieving this goa through RECLAIM program planning, monitoring and evaluation.

More careful monitoring theuse of RECLAIM fundswould enable CCJC to moreeffectively
utilize its general fund resources. Furthermore, through the implementation of many of the
recommendations contained within this performance audit, CCJC should be able to make
more general fund resources available for some expenseswhich are currently being charged
toRECLAIM funds. Additionally, thiswould help to ensurethat RECLAIM fundsare spent
for purposes for which the funds were originally intended. Finally, increased fiscal
responsibility in this area should enhance the confidence of the BOCC in approving future
CCJC budget requests and amendments.

TitleIV-D

F2.67 TitlelV-D isafederal program that reimburses countiesfor child support activities such as
child support cases and paternity determinations. CCJC invoices the County’s Child
Enforcement Agency (CSEA) for any child support-related costsit incurs. CSEA reviews
the invoices and the reimbursement goes into the County’ s general fund.
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According to the contract between CSEA and the Court, the two agencies are required to
monitor the manner in which the terms and conditions of the contract are being carried out,
and to evaluate the Title IV-D program objectives. These objectives are to:

Improve the timeliness with which child support actions are disposed and of the
process used to establish, modify, and enforce support obligations.

Increase total support payments.
Reduce the number of support orders in default through the use of income
withholding, tax intercept programs, and other methodol ogies and techniques.
Increase the average annual value of support orders.
Bring the support ordersin compliance with the Ohio Child Support Guidelines.
Reduce the support arrearages.

CSEA and the Court are responsible for developing and implementing methods for
determining how program objectives are to be met.

F2.68 Table2-16 showshow much each court receivedinTitleV-D reimbursementsfor activities
qualifyingasTitlelV-D eligible. Thetablealso showsthe number of cases considered Title
IV-D eligiblein 1999. These cases include custody, change in custody, visitation, support
enforcement and parenting determination. Additionally, Table2-16 presentsthe estimated
amount of Title IV-D reimbursement per eligible case.

Table 2-16: Peer Court Comparison of Title I V-D Reimbursements

1999 Reimbursement

No. of Custody/Changein
Custody, Visitation,
Support Enfor cement &
Parenting Casesin 1999

Amount of
Reimbur sement
per casein 1999

CccJc $1,121,400 5,515 $203
FCJC* N/A 3,856 N/A
HCJC $2,339,360 17,117 $137
LCJC $356,882 5,662 $63

Source: Finance Directors or Budget Officers and Ohio Supreme Court Reports
! FCJC does not seek Title IV-D reimbursements

CCJC received the highest amount in reimbursementsin rel ation to the number of TitlelV-D
cases it heard in 1999. The Court averaged approximately $203 per custody, support or

parenting case.
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C2.3 CCJICeffectively documentsany TitlelV-D activitiessoit caninvoice CSEA for thosechild
support-related expenditures. Thisincludestimestudiesof child support dockets. TheTitle
IV-D funding the Court receivesis dedicated to the salaries of staff who work with the child
support docket.

TitleIV-E

F2.69 TitleIV-E is afedera program that reimburses the Ohio Department of Human Services
(ODHS) for any out-of-home placements (residential placement or shelter care) of juveniles
whose families are €eligible for or are receiving any form of government assistance (i.e.,
TANF, food stamps, SSI). Every youth placed in shelter care or residential placement goes
throughtheTitlelIV-E eligibility process. The County’ sDepartment of Children and Family
Services (CFS) completes the actual income €ligibility assessment for CCJC. Once a
juvenile is determined by CFS to be Title IV-E €ligible, the Court invoices CFS for each
TitlelV-E eligibleyouth. ODHS (with CFSasthefiscal agent) reimburses CCJC 75 percent
of the out-of-home placement costs, and the remaining 25 percent goes to the BOCC for the
indirect costs of administering the program.

TheTitlelV-E reimbursement is directed to the cost of ajuvenile’ scarewhilein residential
facilities as ordered by the court. The Court currently usesits Title IV-E reimbursement to
fund shelter care, since shelter care hasbeen identified asacritical areain fiscal need dueto
thelarge growth in expenditures (F2.58). TitleIV-E isone of three revenue sourcesused to
fund shelter care expenses. CCJC aso uses general fund revenues and the Y outh Services
subsidy for shelter care expenditures.

F2.70 Thefollowingtable, Table2-17, showsthe amount each peer court wasreimbursed in Title
IV-E fundsin 1999.

Table2-17: Peer Court Comparison of TitleV-E Reimbursement

Peer Court 1999 Reimbur sement
CccJC $916,757
FCJCc* N/A
HCJC $107,383
LCJC $238,577

Source: Finance Directors and Budget Officers
! FCJC does not seek Title I V-E reimbursements
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Asshownin Table 2-17, CCJC receives more funding in Title IV-E reimbursements than
the other peer courts.

CCJC effectively documentsthe Title1V-E eligibility of juveniles placed in shelter care and
residential placement in order to determineif reimbursement iswarranted. The Court isalso
one of thefew juvenile courtsin the state receiving thisreimbursement for eligiblejuveniles
in out-of-home placement. Few juvenile courts seek Title IV-E reimbursement due to the
laborious process and paperwork involved in determining eligibility.

Grants Procurement, Monitoring and Management Processes

F2.71 Asof July 2000, CCJC hasbeen aprimary or joint applicant for nine separate grantstotaling

approximately $1.8 million. Thegrantsaretypically federal or state grantswith theintention
of serving a variety of purposes. Grants range from the federal CLEFS grant for stress
reduction training for detention and probation staff, to the Court Security Grant from the
Ohio Judicia Conference for improving security for the court through the installation of
duress aarms.

One of the largest grants the Court has received in recent years is the Federal Drug Court
Grant. Asaresult of the $400,000 grant, the Court was able to establish adrug court in 1998
as a new division within the court services department. The CCJC drug court provides
comprehensive substance abuse treatment to juveniles. A youth’sinvolvement in the drug
court program lasts between nine and 12 months, during at which time the juvenile is
expected to remain substance-free and not commit any additional offenses. Originally, the
program was designed to serve ten juveniles at atime, but the capacity has been increased
to 30. The program’s godl is to treat substance abuse problems that often contribute to
delinquency (see the court services section).

Another grant is the Felony Delinquency Care and Custody - RECLAIM Ohio Challenge
Grant. Thisgrant is separate from the annual RECLAIM fundsthe Court receives, and was
a match for the Court’s contribution to the contract with the Federation for Community
Planning to undertake the Comprehensive Strategy Initiative (see F2.83). CCJC funded its
$60,000 commitment to the Comprehensive Strategy Initiative from thisgrant of $33,000 as
well as using $27,000 of CCJC’'s RECLAIM Program Administration funds.
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Table 2-18 shows the number and amount of outside grants that CCJC and its peers have
received during 1999/2000 either independently or in partnership.

Table 2-18: Peer Court Comparison of Outside Grantsin 1999/2000

ccac FCJC! HCJIC? Lcac?
No. of Grants 9 5 3 2
TOtaJGAr;"nc:‘;”t of $1.850,275 $657,464 $1,676,001 $462.411

Source: Finance Directors and Budget Officers

! Includes a $522,050 JAIBG grant for detention center renovation

2 Includes a $803,185 JAIBG grant in 1999 and a $499,906 JAIBG grant in 2000
% Includes a $458,263 JAIBG grant for construction of a new detention facility
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All of CCJC's peers have received large Juvenile Accountability Incentive Block Grants
(JAIBG) from the Office of Juvenile Justice and Delinquency Prevention of the Department
of Justicein 1999 and 2000. CCJC has one JAIBG grant for the Drug Court program and
one pending for a program to reduce the proportion of minority juveniles in confinement.

CCJC should be commended for the number and amount of outside grantsit has sought and
partnered with. The Court should continue the excellent job it is doing in seeking outside
funds.

One Court staff member is responsible for seeking, researching, writing and submitting
applicationsfor outsidegrants. A senior program planner within the administrative services
department does the grant research and writing for all the departments and divisions of the
Court. It is this position’s responsibility to work with department directors or other
supervisorsto determine what grants should be sought to address the needs and problems of
the Court and the population it serves.

CCJCislacking aformal system to determine the programmatic needs of the Court, soitis
often difficult to determine what types of outside fundsto seek. The Court does not have a
processto solicitideasfrom staff, through client satisfaction surveysor fromincident reports
from existing programs in order to assess what issues the Court isfacing. If such a system
werein place, CCJC would be better ableto assessissues. Further, the Court does not have
aprocess or formal system to come up with possible solutions once problems and issuesare
identified. Thereisnot aformal method for determining what stakeholdersto include, what
research needsto be done and how to come up with the resources to solve the problem when
seeking grants.
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F2.73 Beforethereorganization that occurred in 1998 at CCJC, there wasaprogram planning unit
within the probation department that empl oyed a collaborative team approach to addressing
court wide and departmental issues. Thisunit addressed issues, devel oped programs, sought
funds and evaluated programs.

One of the reasons for the elimination of the program planning unit was the perception that
it involved too many committees and its resources were not being used effectively. As a
result, the unit was eliminated during the 1998 reorgani zation and the responsibilities of the
unit were shifted to individual departments. Since the probation department manages a
majority of programsfor the Court, the unit was a so perceived as aredundancy and created
aprocess that was considered too time consuming.
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The Court should develop acollaborative processtoidentify grantsfor programsand projects
throughout CCJC. Thiscould includethe creation of programming teams on adepartmental
and interagency basis (see R2.40). This should be a responsibility of the RPE division
(F2.15).

Procurement, Purchasing and Fixed Assets

F2.74 The Court uses and follows the County’ s purchasing policy and procedure as prescribed by
the ORC Section 8307.86. CCJC' s purchasing policy and procedure was formally written
into Court policy in 1995 during the devel opment of the Administrative Policy and Procedure
Manual. The procurement process states that purchases less than $15,000 shall be
accomplished using “Reguest to Order” forms, and purchases $15,000 and over will be
submittedtobid. All three peer courtsfollow county purchasing policiesand proceduresthat
are based on ORC Section §8307.86.

F2.75 According to the ACA Standards for Juvenile Detention Facilities (3© Edition), the
followingisthe standard regarding purchasing suppliesand equipment. Standard 3-JDF-1B-
15 (Ref. 2-8054) states, “written policy, procedure, and practice govern the requisition and
purchase of supplies and equipment, including at aminimum the purchasing procedures and
criteriafor the selection of biddersand vendors. (Comments: All suppliesand equipment for
the facility should be procured on a competitive bid basis, preferably through a central
purchasing agency).” The Court’ s current policy and procedure appears to continue to meet
this ACA standard.
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R2.28 The Court should update its purchasing policy to include the responsibilities of the
authorized individual s within the newly formed Operations Division (R2.14), and to reflect
any exceptionsto the policy, such asfood service for the detention center, purchasesfor the
pharmacy and computer related equipment and software. CCJC should also create an
additional policy to update the vendor list on aroutine to basis, in order to ensure that the
best quality and price for supplies, equipment and materials is obtained.

F2.76 TheCourt continuesto usetheinventory policy and procedurethat wereformally established
in 1995 during the devel opment of the Administrative Policy and ProcedureManual for ACA
accreditation. When items valued at $50 or more are delivered to CCJC, the purchasing
assistant within the fiscal division of the administrative services department places an
inventory tag on them before they are distributed to the respective department. The
purchasing assistant maintains a daily computerized inventory indicating what items are
received and what items are recycled or disposed of throughout the course of the year. In
November of each year, the County sends afixed asset report to CCJC. Any itemsthat are
no longer on the premises areindicated on thisreport. The building services manager retires
inventory when items are damaged and when items exceed their useful life. The building
services manager also oversees the movement of inventory between buildings or offices.

F2.77 Among the peer courts, CCJC hasthe most comprehensive inventory policy and procedure,
requiring coordination between the County and the Court. HCJC isthe only other peer court
that keepsits own inventory and annually submits an inventory list to the county. At FCJC
and LCJC, the County has sole responsibility for maintaining a master list of inventory at
those juvenile courts.
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When compared to its peers and in relation to ACA standards, the CCJC does an excellent
job of tagging and cataloging inventory. According to the ACA Standards for Juvenile
Detention Facilities (3" Edition), thefollowing standard, 3-JDF-1B-14 (Ref. 2-8053), states,
“written policy, procedure, and practice govern inventory control of property, supplies, and
other assets. Inventories are conducted at time periods stipul ated by applicabl e statutes but
a least every two years. (Comment: Current and complete inventory records should be
maintained for all property and equipment. Property records should include the following
information: purchase date and price; source of funds; current value (if applicable); unit and
location to which assigned; and name of person charged with custody).” It appears that
CCJC continues to meet and exceed this ACA standard.
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Service Contracts and Service Agreements

F2.78

F2.79
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The mgority of CCJC’ s programs are contracted using service agreements written on a per
unit of service basis. CCJC contracts on aunit of service basis becauseit isdifficult for the
Court to determine how many juvenileswill need program placement, or thetypesof services
those juveniles will require. Therefore, service agreements are preferred over service
contracts at CCJC. The main benefit of using service contracts is they encumber funds
enabling the Court to better project expenditures. However, service agreements allow for
flexibility since the Court cannot predict program use.

The RFP processisthe samefor both the service agreement and contract processes. Theonly
differenceiswho ultimately approves the contract or agreement. A “blue back” contract is
any contract over $1,000 (service or goods) requiring BOCC approval. The court
administrator is solely responsible for approving and signing service agreements.

The CCJC isthe only juvenile court among its peers to use “ service agreements.” Each of
the peer courts uses contractsfor al services, and the county commissioners are the ultimate
contract authority.

Program evaluation and monitoring aretheresponsibility of individual departmentsat HCJC.
LCJC’ scourt administrator hasultimate authority for program eval uation with the assistance
of the specia projects director. LCJC also contracts with outside parties to perform
evaluations such asthe University of Cincinnati’ s Corrections Program Impact Assessment
(CPIA) (F2.81). The FCJC is currently revising its methods for program evaluation and
monitoring.

Early this year, the administrative services department distributed a vendor performance
evauation form to the directors and superintendents of the various Court departments who
dea directly with service providers. This has been the first attempt in recent years to
compare the terms and conditions of the service agreement or service contract with the
vendor’ sactual performance. The evaluation criteriawereintended to take into account the
timeliness, quality and effectiveness of service(s), and the vendor’s ability to meet the
objectives and performance indicators stated in the service agreement or service contract.

CCJC spracticesregarding service contracts and service agreements need to be analyzed in
the context of pre-1998 practices (before the major court reorgani zation) and post-1998 (the
current situation as a result of reorganization). Before 1998, there used to be a program
planning unit that wrote RFPs and grants, recommended providers, and monitored and
assessed all direct services to juveniles (see F2.73). After 1998, there was no longer a
program planning unit. The responsibilities of this division at CCJC is either scattered
throughout the Court, or was no longer done by the Court. There was a process of who
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reviewed the applications when the RFPs were received, and there was a clear-cut chain of
reviews. Currently, it is no longer clear who is to review the program applications and
proposals.

Before 1998, after the service agreement or service contract negotiation process was over,
the program planning unit started the monitoring stage of the process for every agreement
or contract. It was not a formalized process (i.e., no written guidelines), but the program
planning unit conducted on-site visits, produced quarterly reports on the vendor’ s program,
and produced annual reports that had both an operational and fiscal emphasis for each
program. The program planning unit also regularly checked up on the juveniles in the
programs and the facilities where the program took place.

After 1998, the monitoring of programs was done by the department administering the
program, and this has not been as effective as anticipated. Program monitoring is currently
donefor each program of the Court by the RPE division, which examines program outcomes
via numbers and statistics. However, the RPE division does not look at the quality of the
program and its cost effectiveness or ineffectiveness. The extent of contract and program
monitoring depends on the department and the type of program, and thisis not done on a
formal and consistent court wide basis.

Although the shelter care program and contract monitoring is supposed to be done by the
detention services department, it is not occurring. The court reporter contract is not being
monitored by the court services department. The probation services department attemptsto
monitor the contracts and the programsrelated to the RECLAIM funds, but they do not have
enough staff dedicated to thisfunction. Residential placement contracts and programs are
not monitored at al since it is supposed to be done by individual placement probation
officers who have the responsibility to check up on facilities. The placement probation
officersdo not havetimeto do thisin addition to their caseloads (seethe probation services
section).

CCJC should continue to evaluate all service agreements and service contracts it has with
vendors on aregular basis, and preferably before service agreements and service contracts
are renegotiated. This routine evaluation process needs to be written into formal policy as
outlinedinthefollowing ACA standard 3-JDF-1A-05 (Ref. 2-8107) which states, “ programs
are periodically analyzed and evaluated to determine their contribution to the mission of the
facility (see R2.7). (Comment: Facility programs should be clearly defined in terms of their
objectives, cost, and relation to overall philosophy and goals. Periodic programs analyses
and evaluations assist in the identification of productive and nonproductive programs,
determination of needed changes, and indication of the need of reordering priorities).” The
formal evaluation process for all CCJC service agreements and service contracts should be
the responsibility of the RPE division (see R2.16).
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CCJC should aso enact aservice contract and service agreement assessment and monitoring
process. This is outlined in the ACA Sandards for Juvenile Detention Facilities (3"
Edition) standard 3-JDF-1A-28 (Ref. 2-8018), which states “written policy, procedure, and
practice provide for a system to monitor space requirements, operations, and programs
through inspections and reviews. This monitoring includes measuring progress toward
achieving previoudly identified goals and objectives and is conducted by the facility
administrator or designated staff at least annually. (Comments. Timely and periodic
assessment can reveal how well afacility’s operations and programs are complying with
policy and procedure. Thisinternal administrativeaudit should be separatefrom any external
or continuous inspection conducted by other agencies.)”

Thisis currently being done to some extent by the probation services department (see the
probation section of this report). However, the Court should coordinate the functions
undertaken by the probation services department with the program planning, monitoring and
evaluation responsibilitiesof theRPE division (R2.16). Thiscould beaccomplished through
reestablishing the program planning unit with representativesfrom the probation department,
the detention services department and the RPE division. The program planning unit should
be in the form of a committee, and the RPE division should staff and organizeit.

Two of CCJC's peer courts, HCJC and LCJC, have used the University of Cincinnati’s
Corrections Program Impact Assessment (CPIA) to evaluate the effectiveness of their
programs. A March 1999 report, An Evaluation of Selected Juvenile Justice Programsin
Ohio Using the Correctional Program Assessment Inventory, examined nine community
correctionsfacilitiesfor juvenilesand showed avery high correlation between scores on the
CPIA and measures of recidivism.

The CPIA assesses program implementation and |eadership; client pre-service assessment;
characteristics of the program; characteristics and practices of the staff; evaluation and
guality control; and miscellaneousitems such as ethical guidelinesand levels of community
support. Thescoresfromthesesix areasaretotaled and the same scaleisused for the overall
assessment score. Not al of the six areas are given equal weight.

CPIA datais collected through structured interviews with selected program staff. Other
sources of information include policy and procedure manuals, treatment materials and
curriculum, a sample of case files, and other selected program materials. Once the
information is gathered and reviewed, the program is scored and a report is generated that
highlights the strengths, areas that need improvement and recommendations for each of the
Six areas. Program scores are al'so compared to the averages from across all programs that
have been assessed.
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R2.30 The Court should consider bringing in outside, objective third parties such asthe University
of Cincinnati’s Corrections Program Impact Assessment, to occasionally evaluate CCJC's
programs. This would benefit the Court by determining what programs are effectively
meeting their intended purpose. The RPE division could use the assessments of outside
parties such as the CPIA as amodel in determining the effectiveness or ineffectiveness of
CCJC programs, especialy those monitored by the program planning unit (R2.29).

Interaction with Other Agencies

F2.82 Asacounty agency, CCJC has formal and informal interaction with a variety of agencies.
These agenciesinclude, but are not limited to: the Cuyahoga County Department of Justice
Affairs, the Prosecutor’ sOffice, the Public Defender’ s Office, Children and Family Services
Department and the Child Support Enforcement Agency.

The ACA standard, 3-JDF-1A-26 (Ref. 2-8023), outlines the need for effective
communication between all levels of government. It states, “written policy and procedure
provide a mechanism for communication with executive, legidative, and judicia bodies at
al governmental levels. (Comments. The facility administrator should be able to fully
respond to requests for information about programs and specific cases, consistent with
confidentiality statutes. The administrator should also provide advice and information
regarding relevant legidlation and/or court decisions.)” This standard stresses the need for
formal systems of communication and collaboration, not only within the Court, but with all
of its stakeholders.
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CCJC should strive to develop formalized interagency, as well as interdepartmental
collaboration and communication. ACA Standards for Juvenile Detention Facilities (3"
Edition) standard 3-JDF-1A-20 (Ref. 2-8009) recommends the establishment of “written
policy, procedure, and practice for regular meetings and case conferences between staff of
probation agencies, shelter facilities, the court, the local law enforcement agency, and the
detention facility staff to develop and maintain sound interagency policies and procedures.
(Comment: Regular meetings of the agencies responsible for referring, screening, and
providing residential care to juveniles in the detention process are necessary for early
identification of the need for and development of policies and procedures to overcome
problem areas such as overutilization, inappropriate lengths of stay, weaknessin admission
control, and detention program deficiencies.)”

This can be accomplished through the development of an information-sharing task force,
such asthe one convened by the Allegheny County Court Services and funded by JAIBGin
1999. The multi-disciplinary working group, comprised of county education and human
servicesrepresentatives, law enforcement officialsand juvenile court services staff, recently
completed the process of negotiating and drafting aproposed memorandum of understanding
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on local interagency information sharing. The working group developed an interagency
information-sharing process that includes the appointment of an information management
committee, the evaluation of each partner agency’ sinformation needs, the determination of
overall system goals, and the drafting, funding, building and maintaining an interagency
information sharing system.

In order to formalize an interagency information-sharing process, a memorandum of
understanding (MOU) should be created and signed by all parties involved. A MOU
formalizes the interagency arrangement, and outlines the responsibilities of participating
agencies.

The Comprehensive Strategy process

F2.83
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The Comprehensive Strategy for Serious, Violent and Chronic Juvenile Offenders
(Comprehensive Strategy) isacommunity-focused, research-based, data-driven approach to
juvenile delinquency and prevention developed by the Office of Juvenile Justice and
Delinquency Prevention of the United States Department of Justice (OJJDP). The Ohio
Department of Y outh Services selected Cuyahoga County in 1998 as one of five countiesin
Ohio to design and implement a Comprehensive Strategy.

In July 1999, the BOCC and the Court contracted with the Federation for Community
Planning to facilitate the Comprehensive Strategy process. An advisory counsel of 22
members was formed representing loca government, social service agencies, law
enforcement and other local ingtitutions. Theadvisory counsel was brought together to meet
on a regular basis to discuss juvenile justice issues based on the data collected for the
Comprehensive Strategy. The advisory counsel also discussed solutionsto juvenile justice
Issues within Cuyahoga County, and how to implement those solutions.

The Court and the BOCC should be commended for applying and being selected as one of
five counties in the state to undergo the Comprehensive Strategy process. It has brought
together key community leadersto discuss difficult juvenilejustice issues, and to attempt to
create solutions to problems and issues related juvenile justice.

In July 2000, the advisory counsel released part one of Comprehensive Strategy which
focused on prevention and graduated sanctions. The findings and recommendationsin this
report focus on: arisk factor assessment that examined five factors contributing to juvenile
delinquency, resource assessment of juvenilejustice resources within Cuyahoga County, an
objective decision making and graduated sanctions that influence juvenile justice, and a
neighborhood/community strategy for implementing the Comprehensive Strategy on a
county-wide basis.
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Financial Implications Summary

The following table represents a summary of the annual cost savings and implementation costs
discussed in this section. For the purposes of this table, only recommendations with quantifiable
financia impacts are listed.

Summary of Financial Implicationsfor Organization and Administrative Services

Recommendation

Estimated
Cost
Savings
(Annual)

Estimated
I mplementation
Cost
(One-time)

Estimated
I mplementation
Cost
(Annual)

R2.6

ACA costs for detention center, probation
department and central office accreditation

$22,800

R2.13

Net annual cost due to the creation two
deputy court administrator positions after
phasing out the director of administrative
services and an administrative secretary
positions

$92,000

R2.14

Y early net increase by eliminating the
building services manager position and
creating a deputy director of operations

$18,900

R2.16

Redirect RECLAIM funding by reducing
one part-time research associate and two
part-time research assistants

$54,800

R2.16

Scale down the data processing unit from
one supervisor and five data processorsto
one supervisor and one data processor

$133,300

R2.16

Redirect general fund allocations for the
deputy director of RPE position to other
uses, and replace with RECLAIM funds
used for deputy director of court
administration position. Phase out the
deputy director of court administration
position.

$75,400

Totals

$263,500

$22,800

$110,900

! Onetimeinitial cost with re-accreditation costs every two years. Thereis afive percent discount on multiple
accreditations.
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Conclusion Statement

CCJC has been greatly affected by frequent turnover in both the administrative judge and court
administrator positions, as well as the residua effects of the 1998 reorganization. The Court has
witnessed four different administrative judges and three court administrators since January 1997.
Administrations since 1997 have established several successful initiatives such as the drug court
program, the community diversion program and JIMS. However, the turnover has aso led to the
cessation of effective initiatives such as the establishment and implementation of policies and
proceduresthat met ACA accreditation standards, the decentralization of the administrative services
department and the elimination of the program planning unit. The turnovers at CCJC have led to
undefined lines of supervision and communication. Since 1998, when the Court's ACA
accreditation expired, CCJC became deficient in establishing and implementing policies and
procedures that are communicated and enacted consistently.

Prior to 1997, the administrative services department did not exist. All of the divisions and
departments reported directly to the court administrator. During the 1998 reorganization of CCJC,
an administrative services department was established to oversee the RPE, fiscal and human
resources divisions. Since then, divisions, such as human resources, have been removed from the
department, while others, such as fiscal, have been decentralized. This has led to ineffective
supervision and communication within the department and between other departments. The Court
would benefit by creating two deputy court administrator positions to oversee operations and
administration, eliminating the administrative services department, creating technology and
operations divisions, changing the focus of the RPE division and centralizing thefiscal division. In
order for the administrative judge and court administrator to make needed changes to the Court to
improve operationsand programsand to reduce expenditures, they should direct the supervision over
all divisions and departments to the respective deputy court administrators.

CCJC has had the greatest growth in general fund expenditures over the last five years when
compared to other agenciesin the County. Meanwhile, the BOCC hasincreased the Court’ s budget
allocations more than any other agency in the County. CCJC has experienced extraordinary growth
inthreeareas: salaries, assigned counsel/G.A .L and out-of-home placements(residential placements
and shelter care). Several of these expenditure areas are the responsibility of CCJC. However, as
a county agency, some expenditure areas are beyond the Court’s control.

Salary increases were primarily the result of recommendations made by the Griffith Study in 1998.
However, the Court should work with OBM in the area of position control. The increases in
assigned counsel and G.A.L. expenditures are partially the responsibility of judges and magistrates
assigning counsel instead of using public defenders. Residential placement as a disposition option
is used more often at CCJC than among its peers. The Court should explore other, less expensive,
yet effective, aternatives to private residential placement. Finally, increases in shelter care are
directly attributable to the lack of space at the CCJC detention center. There are not enough beds
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a the detention center, so the Court must go to outside service providers, one as far away as
Y oungstown, to meet the need. However, the BOCC is currently seeking a site to build a new
detention center.

CCJIC iseffectivein obtaining special revenue reimbursements such as Title1V-D for child support
casesand paternity determinationsand TitlelV-Efor eligiblejuvenilesinresidential placement. The
Court aso is effective in obtaining outside grant funds for programs, such as the Drug Court.
However, CCJC does not effectively manage its RECLAIM funds. CCJC is awarded RECLAIM
funds based on the number of felony adjudications each year. The method by which the Court
recordsfelony adjudication data has been found to be deficient in an audit by the Cuyahoga County
Department Justice Affairs. CCJC also hasthe largest carryover amount in RECLAIM fundswhen
compared to its peers. Any remaining RECLAIM fundscarried over from one year to the next were
not spent on needed delinquency prevention and diversion programming for unruly and at-risk youth.

The ineffective management of RECLAIM fundsis largely due to the lack of policies, procedures
and assigned responsibility for program planning, procurement and monitoring. CCJC islacking a
formal system to determine the programmatic needs of the Court. Before the reorganization that
occurred in 1998 at CCJC, there was a program planning unit within the probation department that
employed acollaborative team approach to addressing court wide and departmental issues. Theunit
wasresponsiblefor identifying issues, devel oping programs, i ssuing RFPs, seeking funding sources,
evaluating programs, and developing contracts and agreements. The Court would benefit by
reestablishing a program planning unit, staffed and organized by the RPE division, with
representatives from the probation, detention and fiscal departments.

CCJC hasformal and informal interaction with avariety of agenciesasaresult of the continuum of
juvenile justice. The Court cannot operate independently in preventing and correcting juvenile
unruly and delinquent actions, and addressing and remedyi ng abuse, neglect dependency and custody
issues. CCJC is currently participating in the Comprehensive Strategy for Serious, Violent and
Chronic Juvenile Offenders with local governments, social service agencies, law enforcement and
other local institutions. The Court should be commended for participating in the Comprehensive
Strategy, but should al so striveto devel op formalizedinteragency collaboration and communication.
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Human Resour ces

Background

This section summarizesthe human resourcesfunctions of Cuyahoga County Juvenile Court (CCJC
or Court). Comparisons are made to the following peer juvenile courts: Franklin County Court of
Common Pleas, Division of Domestic Relations and Juvenile Court Branch (FCJC); Hamilton
County Juvenile Court (HCJC) and Lucas County Court of Common Pleas, Juvenile Division
(LCJIC).

In addition, comparisons are made to the standards set by the American Correctional Association
(ACA). The ACA is a private, nonprofit organization which, along with the Commission on
Accreditation for Corrections, administers the only national accreditation program for all
components of adult and juvenile corrections. The standards devel oped by the ACA are continually
reviewed and revised based upon changing practices, law and experience. Standards have been and
are used in the following areas: administrative and fiscal controls, staff training and development,
physical plant, safety and emergency procedures, rules and discipline, food services and other
subjects which constitute good business practice.

Organizational Chart

CCJC has a separate department dedicated to performing human resources functions. The human
resources department (HR) is not an official department within CCJC; however, it is astand-alone
entity and is not overseen by any of thefour official departmentswithinthe Court. Chart 3-1 below
provides an overview of theindividualsresponsiblefor carrying out the human resources functions
in the Court. See Table 3-1 for a comparison between the budgeted positions and the actual
positions.
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Chart 3-1: Organization Chart

Human Resources
Deputy Director

1.0FTE

Personnel

Clerk
1.0FTE

(Vacant)

L.OFTE

Organization Function

Administrator
1.0FTE
Personnel Payroll
Officer Officer
20FTE 1.0FTE
Senior Personnel Payroll Clerk
Technician 1.0FTE

Senior Office

Equal Employment Administrative Personnel
Officer Assistant Officer Manager
0.5 FTE 1.0FTE 1.0FTE 1.OFTE
Office Manager

1.0 FTE

Clerk
5.0FTE

Theindividuals performing human resourcesfunctionsareresponsi blefor coordinating theactivities
and programs for the recruiting and selecting of employees, monitoring compliance with
employment standards, facilitating empl oyee performance eval uations, administering and monitoring
grievance policiesand procedures, negotiating and administering union contracts, compiling payroll
information and reports, conducting disciplinary hearings and participating in new employee

training.
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Summary of Operations

The deputy director of human resources (deputy director) reportsdirectly to the court administrator.
The deputy director manages, plans, supervises and directs the operations of the human resources
department. The deputy director is aso responsible for overseeing training and staff devel opment,
managing the payroll processing function, coordinating and administering wage and salary policies,
writing policies and procedures, updating the policies and procedures manual and maintaining
accurate personnel records/files. In addition, the deputy director isresponsiblefor providing advice
and assistance on policies and procedures, managing the administration of employee benefits,
facilitating employee performance evaluations and responding to complaints from employees and
the public. The deputy director also serves as aliaison between the Court and the human resources
department of Cuyahoga County (County).

The administrative assistant reports directly to the deputy director of human resources and is
responsiblefor drafting memos and letters, scheduling training sessions, providing clerical support,
maintaining records and files and serving as aliai son between the human resources department and
employees of the Court. The equal employment officer is a part-time position and reports to the
deputy director. The equa employment officer is responsible for conducting investigations,
preparing responses to the Equal Employment Opportunities Commission (EEOC) aswell as other
federal and state agencies, performing interna investigations and representing the Court at
compliance hearings.

The personnel administrator also reports to the deputy director. The personnel administrator is
responsible for supervising the personnel officers and payroll officer; providing advice, instruction
and training to employees; managing the recruiting and selection program; preparing interview
questionnaires and job postings, interviewing job applicants; coordinating orientation for new
employees and assisting the deputy director in addition to many other functions. The personnel
officersareresponsiblefor maintai ning human resourcesinformation in databases and spreadsheets,
developing periodic reports, including reports on leaves of absence, auditing personnel files,
performing recruiting functions, preparing new employee files, performing employment and
background checks, processing tuition reimbursement requests and conducting exit interviews for
al Court departments.

The payroll officer is responsible for processing payroll for all Court employees, supervising the
senior payroll technician and payroll clerk and presenting benefit information to all CCJC
employees. The senior payroll technician and payroll clerk are responsible for compiling,
calculating, monitoring and recording attendance, hours worked and overtime information. In
addition, these two positions are also responsible for preparing reports related to attendance and
payroll, aswell as performing payroll audits and benefits administration.
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The senior office manager is responsible for managing the telephone communication systemin the
absence of the office manager and ensuring compliance with various organizations, including the
Bureau of Workers' Compensation (BWC) and the Occupational Safety and Health Administration
(OSHA). The office manager is responsible for managing the tel ephone communication system,
updating staff distribution lists and telephone directories and supervising the clerks. The clerk
positions are responsible for handling and distributing mail and directing callers and the public to
the appropriate department in the Court.

Saffing
Table 3-1 represents the budgeted positions and the current staffing of the human resources
department for the Court as of July 31, 2000. The staffing levels are indicated in full-time

equivalents (FTEs) and are analyzed by following functions. human resources functions, payroll
functions and miscellaneous functions.

Table 3-1: Human Resour ces Staffing

Function/Position Budgeted Positionsin FTEs Filled Positionsin FTEs
Deputy Director of Human Resources 1.0 1.0
Administrative Assistant 1.0 1.0
Personnel Administrator 1.0 1.0
Equa Employment Officer 0.5 0.5
Personnel Officer 3.0 30
Senior Officer Manager 1.0 1.0
Total for human resour ces functions 75 7.5
Payroll Officer 1.0 1.0
Senior Personnel Technician 1.0 1.0
Payroll Clerk 1.0 1.0
Total for payroll functions 30 3.0
Office Manager 1.0 1.0
Clerk 6.0 5.0
Total for miscellaneous functions 7.0 6.0
Total for all human resour ces

department functions 175 16.5

Sour ce: Human resources department
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Performance Measures

Thefollowingisalist of performance measuresthat were used to review CCJC’ s human resources
operations coupled with the functions typically performed by a human resources department (HR):

Assessment of staffing levels for the entire Court

Assessment of staffing levels within the human resources department

Assessment of recruiting practices and exit interview process

Assessment of policies and procedures manual CCJC and the peer juvenile courts
Assessment of the pending union agreement with the detention center employees
Assessment of previous studies conducted for the CCIC HR department
Assessment of the evaluation process

Analysis of staff development measures including position control, personnel files,
orientation programs, training, discipline policies and termination procedures
Assessment of the utilization of technology within the human resources department
Assessment of the existing and potential use of the automated payroll system
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Findings/ Commendations/ Recommendations

Saffing Analysis

F3.1 Thetotal FTEsfromall four juvenile courtsweredividedintosix classificationsof personnel
as defined in Table 3-2. These classifications are used for further assessments in F3.2,
Table 3-3, F3.3 and Table 3-4.

Table 3-2: Personnel Classifications and Position Titles

Classification

Position Titles

Court Personnel

Judges; Bailiff; Assistant Bailiff; Judges Clerk; Assistant Judges Clerk; Summer Intern; Court
Administrator; Deputy Director; Juvenile Rights Advocate; Senior Administrative Assistant

Administrative
Services

Director of Administrative Services, Administrative Secretary; Budget Officer; Senior Account Clerk;
Senior Program Planner; Account Clerk; Purchasing Assistant; Senior Storekeeper; Deputy Director of
Research, Planning and Eval uation; Network Manager; Network Administrator; Software Specialist; Senior
Field Engineer; Field Engineer; Systems Analyst; Data Processor Supervisor; Data Processor; Research
Associate; Research Assistant; Deputy Director of Fiscal; Program Planner; Secretary; Fiscal Officer; Fiscal
Review Officer; Senior Account Clerk; Cashier; Building Services Manager; Warrants & Transportation
Supervisor; Senior Transportation Supervisor; Transportation Officer

Human
Resour ces

Deputy Director of Human Resources, Administrative Assistant; Personnel Administrator; Equal
Employment Officer; Senior Office Manager; Office Manager; Personnel Officer; Payroll Officer; Senior
Personnel Technician; Payroll Clerk; Clerk

Probation

Chief Probation Officer; Deputy Chief Probation Officer; Administrative Secretary; Secretary; Multi-
systematic Therapy Supervisor; Multi-systematic Therapist; Day Treatment Program Manager; Y outh
Devel opment Coordinator; Teacher; Administrative Assistant; Y outh ServicesWorker; Driver, Diagnostic
Clinic Manger; Clinic Social Worker; Senior Clerk; Psychometrist; Probation Officer; Victim Aid Liaison;
Receiving & Assignment Coordinator; Receiving & Assignment Assistant; Clerk; Probation Assistant;
Probation Manager; Regional Chief Probation Officer; Senior Projects Counsel or; PO3/Placement Officer;
Y outh Development Coordinator

Detention
Services

Superintendent; Admini strative Officer; Administrative Secretary; Assistant Superintendent; Unit Manager;
Social Worker; Detention Officer; Activities Assistant; Medical Services Manager; Licensed Practical
Nurse; Secretary; Manager for Admissions & Release; Population Manger; Shelter-care Coordinator,
Transportation Officer; Detention Services Manager; Detention Services Coordinator; Senior Clerk; Food
Service Supervisor; Assistant Food Service Supervisor; Cook; Food ServiceWorker; OfficeManager; Lead
Detention Clerk; Detention Clerk; Home Detention Supervisor; Home Detention Officer; Volunteer
Coordinator; Custodial Work Supervisor; Custodial Worker; Storekeeper; Laundry Worker; Compliance
Officer

Court Services

Court Services Director; Administrative Secretary; Drug Coordinator; Drug Assessment Specialist; Drug
Court Care Manager, Office Manager; Magistrate Supervisor; Senior Administrative Officer; Law Clerk;
Magistrate; Magistrate Clerk; Deputy Director of Intake; Senior Intake Officer; Intake Officer; Lega
Services Clerk; Community Diversion Coordinator; Administrative Assistant; Chief Deputy Clerk;
Secretary; Senior Superior of Clerk’ sOffice; Legal ServicesClerk; Clerk; Assistant Bailiff; Process Server
Supervisor; Process Server; Data Processor; Service Team Leader; Service Clerk; Deputy Director of
Caseflow; Case Management Coordinator; Caseflow Manager; Courtroom Coordinator
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F3.2 Table 3-3 illustrates the number of FTEs for each of the six classifications at CCJC in
comparison to the number of FTEs of the six classifications at the peer juvenile courts. The
peer average calculations include CCJC.

Table 3-3: Breakdown of Total FTE Employees and Per centage of Total Employee Classification

CCcJC FCJC HCJC LCJC Peer Average

Classification FTEs Per cent FTEs Per cent FTEs Per cent FTEs Per cent FTEs Per cent
Court Personnel 36.5 6.0% 21.0 5.2% 125 2.8% 12.0 5.0% 20.5 4.8%
Administrative

Services 40.5 6.7% 12.0 3.0% 47.0 10.5% 10.0 4.2% 27.4 6.5%
Human Resour ces 1651 2.7% 3.0 0.7% 5.0 1.1% 20 0.8% 6.6 1.5%
Probation 148.0 24.3% 43.0 10.7% 52.0 11.7% 56.0 23.3% 74.8 17.6%
Detention Services 193.0 31.7% 150.0 37.2% 193.0 43.2% 100.5 41.9% 159.1 37.5%
Court Services 1745 28.6% 174.0 43.2% 137.0 30.7% 59.5 24.8% 136.3 32.1%
Total 609.0 100.0% 403.0 100.0% 446.5 100.0% 240.0 100.0% 4247 100.0%

Sour ce: Organizational charts and interviews
! Thisincludesall personnel included in the human resources department according to the organizational charts. All personnel do not perform human
resources functions.

In comparison to the peer juvenile courts, Table 3-3 illustrates that CCJC has the highest
percentage of FTEs categorized as court personnel, human resources and probation. When
compared to the peer average, CCJC hasthe highest percentage of FTES categorized ascourt
personnel, administrative services, human resources and probation. Table 3-4 presentsthe
number of new casefilingsper FTE asindicated in Table 3-3. The number of new casefiles
was based upon athree-year average of new casefilesasreported inthe Ohio Supreme Court
reports.
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Table 3-4: New Case Filings (Three-Year Average) per FTE
Classification CCJC FCJC HCJC LCJC Peer Average
New Case Filings, three-
year average 28,789 21,509 28,432 15,651 23,595
Court Personnel 788.7 1,024.2 2,274.6 1,304.3 15344
Administrative Services 710.8 1,792.4 604.9 1,565.1 1,320.8
Human Resour ces 1,745.0 7,169.7 5,686.4 7,825.5 6,893.9
Probation 194.5 500.2 546.8 279.5 442.2
Detention Services 149.2 1434 147.3 155.7 148.8
Court Services 165.0 123.6 2075 263.0 198.0
All Court Personnel 47.3 534 63.7 65.2 60.8

Sour ce: Organization charts, interviews and Ohio Supreme Court reports

When compared to the peer average, CCJC has the fewest number of new filings per FTE
inthefollowing classifications: court personnel, human resourcesand probation. Inaddition,
CCJC hasthefewest number of new filings per FTE compared to the peer juvenile courtsin
the court personnel classification. This indicates that court-wide, CCJC has the highest
number of staff when compared to the peer juvenile courts. See the individual sections of

this performance audit for amore detailed assessment of staffing levels.

Human Resources



Cuyahoga County Juvenile Court Performance Audit

F3.3 Table3-5revisesTable 3-3toinclude 168.0 FTEsinto the HCJC probation classification.
These FTEs are applicableto the Hillcrest Training School which isaservice (including the
education of middle and high school students, vocational programs and general education
development) provided by HCJC.

Table 3-5: Breakdown of Total FTE Employees and Per centage of Total Employee Classification

CCcJC FCJC HCJC LCJC Peer Average

Classification FTEs Per cent FTEs Per cent FTEs Per cent FTEs Per cent FTEs Per cent
Court Personnel 36.5 6.0% 21.0 5.2% 125 2.0% 12.0 5.0% 20.5 4.4%
Administrative

Services 40.5 6.7% 12.0 3.0% 47.0 7.7% 10.0 4.2% 27.4 5.9%
Human Resour ces 1651 2.7% 3.0 0.7% 5.0 0.8% 20 0.8% 6.6 1.4%
Probation 148.0 24.3% 43.0 10.7% 220.0 35.8% 56.0 23.3% 116.8 25.0%
Detention Services 193.0 31L.7% 150.0 37.2% 193.0 31.4% 100.5 41.9% 159.1 34.1%
Court Services 1745 28.6% 174.0 43.2% 137.0 22.3% 59.5 24.8% 136.3 29.2%
Total 609.0 100.0% 403.0 100.0% 614.5 100.0% 240.0 100.0% 466.7 100.0%

Source: Organizational charts and interviews
! Thisincludes all personnel included in the human resources department according to the organizational charts. All
personnel do not perform human resources functions.
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The employees of the Hillcrest Training School are employees of the Hamilton County
Court. In comparison, CCJC contracts out these services to other entities. When the
Hillcrest Training School staff isincluded in the probation classification for HCIC, CCJC
no longer hasthe highest percentage of FTES categorized as probation when compared to the
peers or the peer average. Table 3-6 presents the number of new case filings per FTE as
indicated in Table 3-5. The number of new case files was based upon athree-year average
of new case files as reported in the Ohio Supreme Court reports.

Table 3-6: New Case Filings (Three-Year Average) per FTE

Classification CCJC FCJC HCJC LCJC Peer Average
New Case Filings, three-

year average 28,789 21,509 28,432 15,651 23,595
Court Personnel 788.7 1,024.2 2,274.6 1,304.3 15344
Administrative Services 710.8 1,792.4 604.9 1,565.1 1,320.8
Human Resour ces 1,745.0 7,169.7 5,686.4 7,825.5 6,893.9
Probation 194.5 500.2 129.2 279.5 303.0
Detention Services 149.2 1434 147.3 155.7 148.8
Court Services 165.0 123.6 2075 263.0 198.0

All Court Personnel 47.3 534 46.3 65.2 55.0

Sour ce: Organization charts, interviews and Ohio Supreme Court reports

F3.4

When compared to the peer average, CCJC no longer has the fewest number of new case
filings per FTE in the probation classification. See the following sections of this report for
further analysis on staffing within these classifications. or ganization and administrative
services, food and custodial services, court services, probation and technology.

According to human resources personnel at CCJC, the following is a brief description
regarding the duties for each position:

° The deputy director of human resources manages, plans, supervises and directs the
operations of the human resources department; oversees training and staff
development; managesthe payroll processing function; coordinates and administers
wage and salary policies, writes policies and procedures; provides advice and
assistance on following policies and procedures, facilitates employee performance
evaluations and manages the administration of employee benefits.
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The administrative assistant drafts memos and letters; schedules training sessions;
serves as a liaison between the human resources department and employees of the
Court; provides clerical support to the human resources department and maintains
human resources records and files.

The equal employment officer isapart-time position which conductsinvestigations;
prepares responses to the EEOC and other federal and state agencies,; performs
internal investigations and represents the Court in compliance hearings.

The personnel administrator supervises the personnel officers and payroll officer;
provides advice, instruction and training to employees; manages the recruiting and
sel ection program; preparesinterview guestionnairesand job postings, interviewsjob
applicants; coordinates orientation for new employeesand conductsexit interviews.

The personnel officers maintain human resources information; develop periodic
reports, including reports on leaves of absence; audit personnel files, perform
recruiting functions; prepare new employee personnel files; performemployment and
background checks; process tuition reimbursement requests and conduct exit
interviews.

The senior payroll technician, payroll officer and payroll clerk compile, calculate,
monitor and record attendance, hoursworked and overtimeinformation. Inaddition,
these positions prepare reports on attendance and payroll, aswell as perform payroll
audits and benefits administration.

The senior office manager manages all aspects of communication for the Court;
ensures compliance with various organizations including BWC and serves as a
liaison for the Court on OSHA standards.

The office manager manages the telephone communication system, updates staff
distribution lists and telephone directories and supervises the clerks.

The clerks handle and distribute mail, and direct callers and the public to the
appropriate department in the Court.
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F3.5 Table 3-7 compares the functions and responsibilities of the Court human resources
employees and each peer juvenile court based upon interviews with representatives from
each juvenile court.

Table 3-7: Comparison of Human Resour ces Duties and Functions

CccJic

FCJC

HCJC

LCJC

Maintain personnel fileson all
employees

Develop and prepare policies
and procedures

Negotiation and administration
of labor union contracts

Ensure compliance with state
and federal laws

Recruit applicants from various
organizations

Conduct and coordinate
employee interviews

Develop and update job position
descriptions

Conduct and administer
employee evaluations,
grievances and internal
investigations

Provide an orientation program
for all new employees

Follow through with
disciplinary actions

Conduct all exit interviews

Compile payroll and leave
information, as well as prepares
weekly and monthly payroll
reports

Maintain personnel files on all
employees

Develop and prepare policies
and procedures

Negotiation and administration
of labor union contracts

Ensure compliance with state
and federal laws

Recruit applicants from various
organizations

N/A

Develop and update job position
descriptions

Conduct and administer
employee evaluations,
grievances and internal

investigations

Provide an orientation program
for all new employees

Follow through with
disciplinary actions

Conduct all exit interviews

Maintain personnel fileson all
employees

Develop and prepare policies
and procedures

Negotiation and administration
of labor union contracts

Ensure compliance with state
and federal laws

Recruit applicants from various
organizations

Conduct and coordinate
employee interviews

Develop and update job position
descriptions

Conduct and administer
employee evaluations,
grievances and internal
investigations

Provide an orientation program
for all new employees

Follow through with
disciplinary actions

Conduct all exit interviews

Maintain personnel files on all
employees

Develop and prepare policies
and procedures

Negotiation and administration
of labor union contracts

Ensure compliance with state
and federal laws

Recruit applicants from various
organizations

Conduct and coordinate
employee interviews

Develop and update job position
descriptions

Conduct and administer
employee evaluations,
grievances and internal
investigations

N/A

Follow through with
disciplinary actions

Conduct all exit interviews

Source: Interviews with representatives from CCJC and the peer juvenile courts
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F3.6 Asindicatedin Table3-5, approximately 2.7 percent of all court personnel arein the human

resourcesdepartment. Thisishigher than FCJC (0.7 percent), HCJC (0.8 percent) and LCJC
(0.8 percent). Inaddition, staffing in the human resources department ishigher than the peer
average of 1.4 percent. Table 3-8a illustrates on average that each employee in the human
resources department is responsible for 36.9 FTEs, however, employees in the human
resources department at FCJC, HCJC and LCJC areresponsiblefor 134.3FTEs, 122.9FTEs
and 120.0 FTEs, respectively. Furthermore, Table 3-8a indicates that the peer average of
court FTEs per human resources FTE equals 127.0 FTEs

Table 3-8a: Court FTE per Human Resour ces Per sonnel

Peer
CcJC FCJC HCJC LCJC Average'
Total Court FTEs 609.0 403.0 614.5 240.0 419.2
Total Human Resources FTES 16.5 3.0 50 20 33
Court FTE per Human ResourcesFTE 36.9 134.3 122.9 120.0 127.0

Sour ce: Human resources department and interviews

! The peer average does not include CCJC.

F3.7 Based upon Table 3-1 and the description of dutiesin F3.4, there are six individuals (6.0

FTEs) which have no human resources functions but are included within the human
resources department. These individuals are the five clerks and one office manager. In
addition to these six individuals, there are also three individuals (3.0 FTES) which perform
payroll functions for the Court operations. Table 3-8b illustrates what the Court FTE per
human resources personnel ratio would be if these nine positions (9.0 FTES) were not
included in the human resources department.

Table 3-8b: Court FTE per Human Resour ces Per sonnel (Revised)

Peer
CCJC FCJC HCJC LCJC Average’

Total Court FTEs 609.0 403.0 614.5 240.0 419.2
Total Human Resources FTEs 7.5 3.0 50 20 33
Court FTE per Human Resources FTE 81.2 134.3 122.9 120.0 127.0

Sour ce: Human resources department and interviews

! The peer average does not include CCJC.
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R3.1 The Court should consider making the following adjustments to the staffing within the
human resources department:

° Thefive clerks(who perform no human resourcesfunctions) should be moved to the
operationsdepartment within administrativeservices(seeR2.14 intheor ganization
and administrative services section of this report). Because of the operational
functions of these five positions and the nature of an operations department, this
reorganization will create a clearer organizationa structure and better supervision
and guidance.

° The three payroll positions should be reclassified into the fiscal unit of the
administrative services department. Payroll functions are not normally considered
human resources functions and are usually connected to the department which
encompassesfiscal management. Thereclassification of thesepositionswould create
aclear line of communication and organization clarity.

° The Court should eliminate the office manager’ sposition. If thefive clerk positions
arereorganized to either the court services department or the operations department,
then the office manager’ s position will no longer be required.

° The Court should eliminate the vacant clerk’s position in the human resources
department. Thispositionisprimarily responsiblefor filing and drafting memosand
letters and based upon the staffing analysisin Table 3-8b, it appears that the human
resources department could absorb these functions.

In addition to these adjustments within human resources, the Court should also perform a
staffing analysis of the human resources department after the new human resources
management system has been implemented (F3.35). Asillustrated in Table 3-7, the duties
of the CCJC human resources department compared to the peer juvenile courts are
comparable. However, the lack of a human resources management system requires CCJC
to use additional staff in order to achieve its objectives. HCJC has implemented a human
resources management system which has allowed it to provide services to the same number
of employees with few human resources employees.

Financial Implication: According to the salary survey report produced by David M. Griffith
& Associates, Ltd. (F3.11) and the salary schedulein effect for FY 2000, the average annual
salary for a full-time office manager is $31,720 while the average annual salary for afull-
time clerk is $20,946. Assuming benefits equal to 30 percent of annual salaries, the Court
could realize annual savings of approximately $68,500 by eliminating the full-time office
manager and clerk positions.
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F3.8 Table 3-9 illustrates the amount of employee turnover during FY 1997, FY 1998 and FY

1999.

Table 3-9: Employee Turnover

Classifications FY 1997 FY 1998 FY 1999

Court Personnel and

Court Services 24 28 24
Administrative Services 6 14 3
Human Resour ces 0 2 0
Probation 27 29 12
Detention Services 51 83 65
Total 108 156 104

Sour ce: Human resources department

Asindicated in Table 3-9, CCJC has experienced aconsistent amount of employeeturnover
during the past three years. In FY 1998, the Court experienced a court-wide reorganization
that wasinitiated by the new administrative judge which contributed to the higher employee
turnover. Thehuman resourcesdepartment hasindicated that the position which experiences
the highest amount of employee turnover is the detention officer position in the detention
servicesdepartment. The main reason which employeesgiveduring exit interviews (F3.11)
for leaving employment of CCJC is, in part, the atmosphere and environment in which

detention officers must work.
“stepping stone” in order to obtain other jobs.

In addition, detention officers have used the Court as a

Human Resources
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F3.9 Asindicated in Table 3-9, the Court is experiencing employee turnover of approximately
120 individuals per year. The human resources department is responsible for recruiting
qualified individuals for vacant positions. Table 3-10 compares the recruiting resources
used by CCJC and the peer juvenile courts.

Table 3-10: Comparison of Recruiting Resour ces Used

CcJC

FCJC

HCJC

LCJC

Post openings at juvenile
court and Board of
County Commissioners

Ohio Bureau of
Employment Services

Minority and social
services agencies

Universities/Colleges and
career fairs

Various county agencies

Tradejournals and
newspapers

Employeereferrds?

Job line 2

Internet recruiting

Post openings at juvenile
court and Board of
County Commissioners

Ohio Bureau of
Employment Services

Minority and socid
Services agencies

Universities/Colleges and
career fairs

N/A

Newspapers

Employeereferrals?
Job line

Internet recruiting

Post openings at juvenile
court and Board of
County Commissioners

Ohio Bureau of
Employment Services

Minority and social
services agencies

Universities/Colleges and
career fairs

Various county agencies

Tradejournals and
newspapers

Employee referrals
Job line

Internet recruiting

Post openings at juvenile
court and Board of
County Commissioners

Ohio Bureau of
Employment Services

Minority and socid
Services agencies

Universities/Colleges and
career fairs

Various county agencies

Trade journals and
newspapers

Employee referrals?

Job line

Internet recruting

Source: Interviews with representatives from CCJC and the peer juvenile courts
! See F3.10 and R3.12 for further discussion on the utilization of employee referrals.
2Thejob line is adesignated phone line that individuals can call to find out which positions are available.

C3.1 The utilization of various types of recruiting activities increases the likelihood of hiring
gualified individuals. Furthermore, using organizations like the Spanish American
Committee and the Hill House to recruit candidates increases diversity among employees,
while placing advertisements with trade journals targets specific individuals who meet
certain qualifications.
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F3.10

A
N

F3.11

0
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The Hamilton County Court has instituted a policy which rewards employees for recruiting
candidatesto fill vacant positions. Upon successful completion of the new employee four-
month probationary period, the employee who made the referral receives a * Recruitment
Incentive Day.” Therecruitment incentiveday isoneday of paid leavewhich can be accrued
from year to year.

CCJC should examine the benefits of implementing a policy which rewards employees for
recruiting candidates to fill vacant positions. The policy should include a reward to
employees after a candidate has successfully completed the Court probation period.
Implementing such a policy will encourage employees to recruit for vacant job positions as
well asincrease the number of candidates eligible for each position.

CCJC hasaformal exit interview process which assists the human resources department in
identifying issuesrelated to employeeturnover. Theexit interview consists of aone-on-one
interview between the empl oyee and ahuman resourcesrepresentative. If an employeeisnot
availablefor aone-on-oneinterview, then the employeeisgiven the option of having an exit
interview over the telephone or filling out an exit interview form and returning it to the
human resources department. During the exit interview, the empl oyee and human resources
representative discuss the employee’ s reasons for leaving and the employee’ s opinions on
such topics as job classification, training and evaluations. Feedback is also received
regarding any suggestions the empl oyee has to improve operations and working conditions.
Upon completion of the exit interview and appropriate forms, copies of the forms are sent
to the deputy director of human resources, the court administrator and the appropriate deputy
director of the department where the individual worked. These three individuals are then
required to review the exit interview in order to possibly enhance operations within the
Court. Recently, one employee who left the employment of CCJC made arecommendation
during the exit interview of how to enhance the efficiency of the telephone operator. The
recommendation was researched and later implemented.

Representatives from the peer juvenile courts have indicated that exit interviews are
conducted on all employees. LCJC has implemented a practice of preparing a compilation
of al exit interviewsthroughout ayear and submitting the compilation to the supervisorsfor
review. Preparing an annual compilation will assist the juvenile court administration in
analyzing issues raised during the exit interviews.

CCJC conducts exit interviews of all employeeswho terminate employment. By providing
an opportunity for employeesto discuss their reasonsfor leaving and any concerns or issues
they may have regarding their employment, CCJC isin a position to identify and track the
reasons for employee turnover, as well as develop programs designed to minimize future
turnover.
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R3.3

CCJC should consider preparing an annual compilation of exit interview comments. The
annual compilation should summarizekey pointsemphasized duringtheexitinterview. This
would assist the administration in analyzing issues raised during the exit interview process.

Employment |ssues

F3.12

0O
w
w

A
w
N

F3.13

In September 1997, the Court implemented the use of a new Personnel Policies and
Procedures Manual which outlines important employment issues. The Personnel Policies
and Procedures Manual includes guidelinesfor employment, compensation, benefits, leave,
conduct and discipline, performance appraisal and theempl oyee complaint review procedure.
All employees are required to follow the personnel policies and procedures manual.

Included in the personnel policiesand proceduresmanual isaformtitled “ Personnel Policies
and Procedures Manual Acknowledgment.” Anemployeeisrequired to completethisform
and give it to the human resources department. Completion of thisform is evidence of an
employee’ srecelpt of the Personnel Policies and Procedures Manual and their agreement to
abide by the policies and procedures contained within the manual.

Requiring every employee to complete the “Personnel Policies and Procedures Manua
Acknowledgment” form provides evidence of CCJC's effort to inform employees of its
policies and procedures and the agreement of the employees to follow al policies. In
addition, it places responsibility for knowing and following the policies of CCJC with the
employee, not with the Court administration.

The Court should review and update the Personnel Policies and Procedures Manua on a
regular basis and ensure that the policies and procedures are current. In addition to ensuring
that the policiesand proceduresof the County are accurate and up-to-date, reviewing policies
and procedures regularly helps to ensure they are applied consistently for al employees.

In 1994, the Cuyahoga County Board of Commissioners (County) engaged the services of
David M. Griffith & Associates, Ltd. (DMG) to devel op acomprehensive classification and
compensation plan. Thisplanwasintendedto beinternally equitable, externally competitive
and affordable to implement. A report was rel eased and was based upon 1992 salary survey
data. However, the County was unable to make the recommended annual pay range
adjustments and, the resulting pay scales were not externally competitive. As aresult, the
County again requested the assi stance of DM G to conduct another salary survey. That report
was released on December 8, 1997.

Sincetherelease of thereport in 1997, DM G has continued to provide servicesto Cuyahoga
County. Some of the serviceswhich are performed for the Court include the annual updates
of the salary schedul e and determination of the qualification specificationsfor each position.
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Thequalification specifications are used by the Court to createjob descriptions. Inaddition,
DMG combines the results of the performance evaluations and other relevant information
from the performance based evaluation to determine the overall composite rating score
necessary to get an increase in salary (F3.20).

F3.14 As stated in F3.13, the Court can not create job descriptions until the qualification
specifications of a position are obtained from DMG. As indicated in F3.20, CCJC is
implementing a performance based evaluation procedure with the assistance of DMG.
Because of the importance of the evaluation process, it has taken priority over the creation
of job descriptions. While CCJC is waiting for the necessary information to prepare the
formal job descriptions, it is using the job postings as the temporary job descriptions.

A
ol

CCJC should create detailed job descriptions for all positions within the Court which state
the necessary duties and functions of each position. The job descriptions should also state
the proper education required to fulfill the position as well asthe relevant work experience
and knowledge needed. Oncethejob descriptionsare properly created, management should
be better able to evaluate all employees and ensure that the staff remain qualified. Asstated
in R3.8 and R3.9, evaluations should be performed annually on all employees against the
criteria and responsibilities specified within the job descriptions.
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F3.15 Table 3-11 compares some significant employment related policies and procedures of the
Court to the policies and procedures of the peer juvenile courts.

Table 3-11: Employment | ssues

Policy/Procedure CCcJC FCJC HCJC LCJC

Length of Work Week

Court 36.25 hours 40.00 hours 35.00 hours 40.00 hours*

Detention Services 40.00 hours* 40.00 hours 40.00 hours 40.00 hours*

Probationary Period 6 months 6 months 4 months No probationary

period

Overtime Policy More than 40 hours More than 40 hours More than 40 hours More than 40 hours
per week 2 per week per week * per week

M aximum number of

sick days accrued Unlimited Unlimited Unlimited Unlimited

Sick/Personal leave

incentives None stated None stated None stated None stated

M aximum number of
sick days paid at

10 years of service
will receive 25% of

8 years of service will
receive 25% of all

10 years of service
will receive 50% of

10 years of service
will receive 33.3 %

retirement and the al days days accumulated up all days accumulated of al days
per centage of payout accumulated not to to a maximum of 360 not to exceed 90 accumulated no to
exceed 30 days. days days. exceed 40 days.
10 years of service
will receive 50% of all

days accumul ated

Number of personal days 3 dayswith no 2 dayswith no
0 days accumulation accumulation 0 days

Vacation timeto
accumulation

1-8 years: 15 days
9-15 years: 20 days
16-24 years: 25
days
25+ years: 30 days

0-4 years: 10 days
5-9 years: 15 days
10-14 years: 20 days
15-19 years: 22 ¥2
days
20+ days: 25 days

1-8 years: 10 days
9-15 years: 15 days
16-25 years. 20 days
25+ years. 25 days

1-7 years: 10 days
8-14 years: 15 days
15-25 years: 20 days
26+ years. 25 days

M aximum number of

3 years of vacation

3 years of vacation

3 years of vacation

3 years of vacation

vacation days accrued accumulation accumulation accumulation accumulation
Number of paid holidays 10 holidays* 10 holidays 10 holidays* 10 holidays
Number of daystofilea

grievance No time limit No grievance policy 3 working days No grievance policy

Sour ce: Personnel policies and procedures manual
! The eight hour work day includes a one-hour paid lunch.
2 Employees who are considered direct care staff are not digible for overtime payment until more than 43 hours are worked.

3 Employees who are considered direct care staff are not eligible for overtime payment until more than 80 hours are worked in a pay period.
4 Employees also receive four hours of holiday pay on election day.
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F3.16 According to the Personnel Policies and Procedures Manual, court employees are required
to work 36.25 hours per week and detention center employees are required to work 40.00
hours per week. All employees, except direct care staff are eligible for overtime after 40.00
hours are worked each week. Those employeeswho are direct care staff (detention officers
and activities assistants) are required to work 43.00 hours before they are eligible to receive
overtime. This policy falls under the 7-K Exemption in the Fair Standards Labor Act
(FLSA). Employees receive either compensatory time or compensation at straight time for
all hours worked between the required hours per week and the hours required for overtime
eigibility. According to the director of the Cuyahoga County Office of Budget and
Management (OBM), the mgjority of employees who work for Cuyahoga County are only
required to work 35.00 hours per week.

F3.17 Table 3-11 indicates that CCJC employees receive 30 days of vacation in their 25" year of
employment. In comparison, employeesat all of the peer juvenile courts receive 25 days of
vacation in their 25" year of employment and there is no provision receive to 30 days of
vacation in any year of employment. Furthermore, the policy manual for Cuyahoga County
employees states that employees will receive 25 days of vacation in their 25" year of
employment. Table3-12illustratesthevacation scheduleaccordingto ORC §325.19(A)(1),
Cuyahoga County and the current vacation schedule at CCJC.

Table3-12: Vacation Schedule Comparison

ORC Cuyahoga CCJC
ORC Yearsof Vacation County Years Cuyahoga County CCJC Years Vacation
Service Schedule of Service Vacation Schedule of Service Schedule
1lto7years 10 days lto4years 10 days lto8years 15 days
8to 14 years 15 days 5to 14 years 15 days 9to 15 years 20 days
15to 24 years 20 days 15to 25 years 20 days 16to 24 years 25 days
25 0r more 25 or more 25 0r more
years 25 days years 25 days years 30 days

Source: ORC 8325.19(A)(1), Cuyahoga County policies and procedures manual and CCJC personnel policies and
procedures manual

R3.6

In the future, the Court should possibly consider revising the vacation schedule to one
comparable to the ORC vacation schedule or the County vacation schedule. Providing a
higher number of vacation days in comparison to other County agencies could potentially
increase overtime costs and potentially decreases the productivity of Court employees.
Adjusting the CCJC vacation schedule comparable to the County or ORC could increase
efficienciesin the Couirt.
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F3.18 The Court has a grievance procedure entitled the “ Employee Complaint Review Process.”
This procedure is designed to ensure that all employees receive impartial and prompt

administrative consideration for any work-related problem or complaint.

Table 3-13

illustrates the details of each step within the employee complaint review process.

Table 3-13. Employee Complaint Review Process Analysis

Step DaysAllowed for | DaysAllowed for
Number Description a Complaint a Decision

1 Theemployeeshall discusswith theimmediate supervisor Undefined Undefined
regarding any duties, responsibilities, performance,
working conditions and other job-related concerns or
complaints.

2 If the concern or complaint is not satisfactorily resolved, 5 working days Undefined
the employee may request a review by the department from the date of
director. Therequest must be submittedinwritingstating | the previous step
the specific details of the complaint, the facts upon which
it isbased and the relief or remedy requested.

3 If the concern or complaint is not satisfactorily resolved, 5 working days 5 working days
the employee may request a review by the court
administrator.

Source: CCJIC personnel policy and procedures manual

C3.5

Aninclusion of aninformal step in the grievance procedure allows an employeeto talk with

the supervisor at the lowest possible level who hasthe authority to resolve the problem. An
informal process minimizes the administrative time spent in meetings and writing reports,
and eliminates the need for all grievance procedures to go through aformal process.

A
w
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The Court should establish atime frame for the internal complaint review procedure. The

time frame should include alimit on the number of days an employeeis permitted to make
acomplaint (approximately threeto five days). Establishing amaximum number of daysto
file acomplaint would restrict employees to filing a complaint for only current issues.
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F3.19 Accordingto ORC §4117.01(C)(8), employees and officers of courtsare not included inthe
statutory definition of public employees who are entitled to collective bargaining rights.
However, ORC 84117.03 states that public employers have the discretionary authority to
bargain collectively with a union for all employees, including those who do not meet the
statutory definition of a public employee. In late 1996, Service Employees International
Union Local 47 (SEIU Local 47) presented the Court with signed union authorization cards
for the detention center employees. Meanwhile, acompetition ensuedin 1997 between SEIU
Local 47 and Teamsters Union Local 244 (Teamsters Local 244) regarding who was going
to be the bargaining representative for the detention center employees. In 1998, there was
no resol ution to the competition between SEIU Local 47 and TeamstersLocal 244. In 1999,
an invitation was made by the administrative judge for both unions to re-solicit eligible
employeesand present new authorization cards. Asaresult TeamstersLocal 244 eventually
withdrew from consideration as the bargaining unit for detention center employees. In
February 2000, the negotiations between SEIU Local 47 and the Court commenced.

F3.20 The Court isin the process of implementing a performance based eval uation processwhich
will determine pay increases for the next fiscal year. Thisisthe same type of evaluation
processwhichisutilized by other Cuyahoga County agencies. Under thiseval uation process,
an employee’ sscore (whichisbased upon the evaluation) isintended to assist in determining
the amount of pay increase to be received during the following fiscal year (F3.13). The
following are the step-by-step procedures of the evaluation process:

° The HR department distributes evaluation forms to all managers and supervisors
around the middle of June. The evaluationsare required to be completed within one
month after the end of the fiscal year (June 30" and returned to the appropriate
personnel in the HR department.

° The HR department has approximately two months to enter the overall composite
rating of each evaluation into a database which is used to prepare the required
information for DMG. After the information has been compiled, it issent to DMG.

° Asstated in F3.13, DMG isresponsible for compl eting the performance evaluation
analysis. Theanalysisis performed to determine what score must be received by an
employeein order to receive asalary increase during the next fiscal year. All scores
are analyzed in comparison to the dollar amounts which have been allocated for
salary increases. Based upon the results, an employee will receive either azero, one
or two step increase. After the analysis is complete, the results are communicated
back to the Court. This process assists in the accurate budgeting of salary amounts
for the next fiscal year.
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F3.21

In comparison, FCJC and LCJC do not perform eval uations on employees while HCJC has
also implemented a performance based evaluation. According to the director of human
resourcesat HCJC, each employeereceivesaperformance evaluation each year. Based upon
the score received on the evaluation, an employee will receive either a zero, two, four or six
percent pay increase for the next fiscal year.

In order to adequately prepare employees for the new evaluation process and the new
evaluation forms, a“dry run” was conducted for the period of November 1, 1999 through
March 31, 2000. For this period, evaluations were performed on employees following the
guidelinesspecified above. However, salary increaseswere not determined because thiswas
only a“dry run” to allow the Court and employees to become familiar with the process and
forms.

In order to adequately prepare the Cuyahoga County budget, it is necessary for the Court to
be on the same evaluation cycle as the County. Therefore, the first “official” evaluation
utilizing the new process will take place for the period of April 1, 2000 through August 31,
2000. The amount of time which the managers and supervisors have to complete the
evaluation process will be shortened in order to allow the HR department and DM G ample
time to complete its portion of the process. After the August 31, 2000 evaluations are
completed, the evaluations will be completed at the end of each fiscal year (June 30™).
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F3.22 Table3-14indicateskey information inregardsto the performance based eval uation process

of juvenile court employees.

Table 3-14: Evaluation Process

Freguency of evaluations

During the introductory “probation” period

After the introductory “ probation” period

Employees who are in the introductory period will be
evaluated once after three months of employment and a
second time after six months of employment.

All employees will be evaluated on an annua basis
except for theelected official sand thejudge’ simmediate
personnel who do not receive annual evaluations.

I's there a process which assist employees who exhibit
poor performance?

A performance improvement plan is required to be
completed by an employee and the supervisor in areas
where an employee needsto improve their performance.

Are evaluation formsincluded in the personnel policies

Rating System

and procedures manual ? No
When was the last update of the evaluation forms? 1999
Quiality of evaluation forms

Number of criteria evaluated 11

I's the evaluation form aligned with job descriptions? No

Substantially exceeds expectations, Exceeds
expectations, Meets expectations, Below expectations
and Substantially below expectations

I's attendance arated criteria?

Yes

Sour ce: CCJC Personnel Policies and Procedures Manual

F3.23 Asdtated in Table 3-14, employees on probation are evaluated once after three months of
employment and a second time prior to the end of the probation period. After thefirst year
of employment, all employees are evaluated on an annual basis. The judges have indicated
that personnel who report directly to them do not receive an annual evaluation.

During the evaluation process, if it is determined that employees need to improve their
performance in certain areas, a performance improvement plan is required. The policy
requiresthat aperformanceimprovement plan be created by the employee and the supervisor
to assist the employee in taking certain actionsin order to improve their performance.
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C3.6 The frequency of evaluations allows CCJC to evaluate employees efficiently. Including
attendancein the evaluation process permitsahigher degree of accountability for attendance
in the evaluation process. Furthermore, not including a sample evaluation in the personnel
policies and procedures manual allows the Court to modify evaluations for efficiency.

The creation of aperformanceimprovement planisatool that CCJC usesto help employees
improve their performance in particular areas. Not only does it let the employees know
where their performance needs to be improved, but it also assists in improving their
performance in those areas.

A
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Because evaluations are hel pful to both employers and employees, the Court should require
that annual evaluations be performed on all employees, including the judges staff. The
evaluation should be prepared by the employee’s immediate supervisor. An annual
evaluation can provide information to the employee, supervisor and Court on areas for
improvement. This process should help to increase employee productivity which will allow
the Court to better serve the public.

F3.24 Table 3-14 states that employee evaluations are not directly tied to individua job
descriptions. Thisisdue, in part, to the lack of job descriptions for every employee within
the Court (F3.14). As stated in F3.14, CCJC is currently in the process of working with
DMG to develop job descriptions for each position. However, thisis a time consuming
process and it has not been completed.
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Employees should be evaluated against the criteria and responsibilities specified within the
job descriptions. After the Court has created job descriptions for each position (R3.3),
managersand supervisorsshould ensurethat all evaluationsarerelated to thejob description
for each position. Job descriptions are utilized to provide employees a clear understanding
asto their responsibilities and the criteria by which they will be evaluated.

Saff Devel opment

F3.25 Thehuman resourcesdepartment hasimplemented asystemto monitor and maintain position
control. Under this system each supervisory position is given a position control number
(PCN) and each support position is given a PCN which is a derivative of the supervisor’'s
PCN. Usingthistypeof system allowsthe Court to accurately maintaininternal organization
of positions, control over budgeted positions and the ability to track employees. None of the
peer juvenile courts have implemented the use of PCNs in order to monitor budgeted and
filled positions. In comparison, the peer juvenile courtsusethe organizational chartsto show
which positions are budgeted and which positions are filled.
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If asupervisor at CCJC has avacancy which they want to fill, they must complete aposition
requisition indicating the PCN of the position. This requisition is submitted to the court
administrator for approval. If a supervisor would like to request a new position, he must
again complete a position requisition, obtain approval from all immediate supervisors and
submit the requisition to the court administrator. However, the court administrator hasfinal
authority to determine whether positions will be created or filled when vacated. When a
position has been approved to be filled, it is submitted to the human resources department
which posts the job and begins contacting individuals from its resume pool. If the court
administrator does not approve of a position being filled, the budgeted position remains on
the organi zation chart as abudgeted position until the Court is certain that the positionisno
longer needed and will not be filled. However, the director of the Cuyahoga County OBM
has stated that once a position has been vacant for more than one year, it is no longer
considered to be a budgeted position when determining the financial budget of the Court.
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The Court should consider eliminating all budgeted positions from the organization chart
after the positions have been vacant for one year. Thiswill allow the Court to adequately
budget the number of positions which are needed in each department and prevent
overstaffing. Inaddition, it will better allow the Court and the County to prepare an accurate
financial budget each year for the operations of the Court.

F3.26 As stated in Table 3-7, the human resources departments of CCJC and the peer juvenile
courts are all responsible for maintaining personnel files on every employee within the
juvenile court. The CCJC personnel filesinclude six subsections which are categorized as
follows: employment, payroll and benefits; work history; recommendations, commendations
and evaluations; leave usage; corrective action; and miscellaneous. In comparison, the
personnel files maintained at each of the peer juvenile courts are also separated into various
subsections in order to organize the files effectively and efficiently.

According to standardsissued by the ACA, personnel records should be maintained for each
employee whichinclude such information as*initial application, referenceletters, results of
employee investigations, verification of training and experience, wage and salary
information, job performance evaluations, incident reports, if any and commendations and
disciplinary actions, if any.”
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Maintaining personnel fileson each employeein compliancewith ACA standardsallowsthe
Juvenile court to maintain an accurate history of the employment of each individual.
Furthermore, it permits the safeguarding of important documents which may be needed for
further reference in the immediate or distant future. In addition, the use of the new
PROWARE human resources system will enhance the tracking of human resources
information and the availability of information quickly and efficiently (F3.36 and C3.10).
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F3.27 The Court HR department has an orientation program for all new employees which lasts
approximately eight hours. During the orientation, a representative from the human
resources department i ntroduces the empl oyeeto the court, key court personnel and explains
important pointsof focus such aswork day, daily timekeeping, building layout, organization
and discusses policies in the policies and procedures manual. FCJC has a one hour
orientation programwhile LCJC doesnot have an orientation program for itsnew empl oyees.
HCJC has implemented a two-day orientation program for all new employees where they
become familiar with the*insand outs” of thejuvenile court and its operations. Inaddition,
the employees are taken to each building and are introduced to as many of the supervisors
aspossible.

According to ACA standards, all new employees should receive 40 hours of orientation
training. The orientation training should include but not be limited to the following: a
historical perspective of the facilities, goals and objectives, program rules and regulations,
job responsibilities and personnel policies.

F3.28 As stated in Table 3-14, all new employees must complete a 6-month introductory
“probation” period. During this probation period employees are given an opportunity to
learn their jobs and the general operations of the Court.

The detention center has implemented a three week mentoring program for al new
employees. Duringthefirst week, employeesarerequired to complete 40 hoursof classroom
training. In the second and third weeks, the new employees are placed with a senior staff
member in order to receive on-the-job experience. No mentoring program has been
implemented for new employees within in the court. Furthermore, guidelines for the
mentoring program in the detention center are not included in the policies and procedures
manual for CCJC. Some mentoring programs have al so been implemented in probation and
court services; however, policiesguiding these programsarealso not included inthepolicies
and procedures manual.
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The Court should implement a forma mentoring program into its daily operations for all
departments and guidelines should be included in the policies and procedures manual. The
training coordinator for the court should be responsible for contacting the individual
departments to determine who will be the senior staff member assigned to mentor the new
employee. The mentoring program policy should include the following:

° The policy should state the length of time that the mentoring program will be in
effect for each new hire. It isrecommended that each new employee interact with
their mentor for at least 30 days. However, during the mentoring period, interaction
between the new employee and the mentor can take place in the form of direct or
indirect interaction.

Human Resources 3-28



Cuyahoga County Juvenile Court Performance Audit

F3.29

F3.30

° There should be daily interaction between the mentor and the new employee. The
daily interaction does not necessarily need to last for an entire day; however, it should
give an opportunity for the new employee to ask pertinent questions, as well as
receive guidance on different job tasks and assignments.

° A schedule should be prepared and followed for each day of the mentoring program.
The schedul e shouldinclude discussionson policiesand procedures applicableto the
entire Court, specific policiesand proceduresto theindividual department, job tasks
and other related topics.

As stated in an article titled “The Mentor” in the February 2000 issue of Training &
Development, “ Thetraditional use of theword mentor connotesaperson outside one’' susual
chain of command who ‘ hel ps me understand this crazy organization.”” By implementing a
mentoring program, the Court will be making an effort to assist new employees to feel
comfortable, learn their jobs and be effective and efficient in their new daily tasks.

Prior to February 1998, the Court had a training department within administrative services
which consisted of one training supervisor, one administrative assistant and three trainers.
Therewasonetrainer for probation, onetrainer for detention services and onetrainer for the
court. In February 1998, the training department was disbanded and each department was
responsiblefor trainingitsownemployees. Thisresultedinno department being responsible
for the adequate training of new employees or continuing professional education training
being provided to existing employees. Providing adequate training to new employees
became the responsibility of individual departments within CCJC.

The detention center created a position which is responsible for coordinating training in
detention services, as well as monitoring quality assurance and specia projects. The
responsibilities for the training coordinator are to ensure that each employee receives the
required amount of training, maintain proper certifications and schedule different training
sessions. Trainingisconducted in coordination with curriculums and standards outlined by
the American Correctional Association (ACA), theNational Juvenile Detention Association
(NJDA) and other organizations.

All training performed in the detention center is documented and stored in an ACCESS
database. Inaddition, whenever employeesaretrained or notified of policy changes, they are
required to sign off on atraining form indicating that the training was received or the policy
change was communicated. This helps the detention center document the information and
training supplied to staff.
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R3.12 The Court should consider reclassifying the duties of oneindividual in the human resources

F3.31
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department to function as a training coordinator similar to the position which isin place
within the detention center. This employee should be responsible for scheduling training
sessions, monitoring training for CCJC employeesand ensuring that proper certificationsare
maintained. In addition, this employee should develop programs and ensure that each new
employee receives the proper amount of new hire orientation (F3.27) and all existing
employeesreceivethecorrect amount of training (F3.30) inaccordancewith ACA standards.
Thisposition should also work with theindividual departmentsto ensurethat the employees
arereceiving the appropriate level and amount of training. The training coordinator for the
court operations and the training coordinator for the detention center should work together
to develop the appropriate types of training, as well as assist each other in the training of
employees.

CCJC has one employee recognition reward program entitled “The Alice Z. Pamer
Recognition Award.” Thisaward is given out yearly to one employee who is considered to
be the employee of the year. An employee must be nominated by a supervisor of the Court,
meet pre-sel ected criteria (including attendance) and be sel ected asafinalist by acommittee.
The committee is made up of 12 volunteers who are responsible for submitting nomination
formsto the supervisors, selecting the finalists from the nomination forms and counting the
ballots. After the committee chooses the finalists, the supervisors are asked to cast a ballot
to determinethewinner. Historically, thewinner of the Alice Z. Palmer Recognition Award
has received an engraved plaque, a day off work, an assigned parking space for ayear and
agift certificate.

The annual recognition award program is an effective tool to reward employees for
exceptional work performed and encourage employees to take pride in their work.
Furthermore, the Court is taking steps to increase employee morale which could, in turn,
encourage employees to value their employment.

In addition to providing professional training to employeesto further staff development, the
Court should consider implementing programs which recognize employees for exceptional
work performed. The following are two programs which exist at FCJC which may be
potential programs for the Court to implement.

° A quarterly recognition program which awards employees based upon the
recommendations of co-workers and supervisors. In addition to the
recommendations from CCJC employees, other factors which could be considered
are attendance records, letters of appreciation from the public and supervisors
statements of work performance during the nomination period.
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° A program that rewards employees for suggestions which are made to enhance or
improve the operations of the Court.

Implementation of reward programs like those stated above are not costly to implement.
However, rewards and recognition should help to increase employee morale and encourage
employees to take pride in their work for the benefit of the public and the Court.

F3.32 CCJC hasimplemented the use of a progressive disciplinary action plan. HRNext.com (a
Web site dedicated to providing practical and comprehensive human resourcesinformation)
states the following reasons why a progressive disciplinary action plan is necessary:

° An employer may be ableto “turn the employee around and gain awell functioning
employee.”

° An employer may be ableto “find out what iswrong with thework rulesand policies
which can be changed to make the work environment for the employees more
effective.”

° Anemployer may beableto discover aprobleminthehiring processthroughtraining
and assistance.

° An employer will communicate fairness and willingness to employees prior to

disciplining employees.
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All of the peer juvenile courts also have implemented the use of a progressive disciplinary
action plan. Table 3-15 illustrates acomparison of the progressive disciplinary action plans
at CCJC and the peer juvenile courts.

Table 3-15: Comparison of Progressive Disciplinary Action Plan

Step CcJC FCJC HCJC LCJC!?

Disciplinary Action Verba warning Verbal warning Informal discussion Verbal warning

' Administered By I mmediate supervisor HR department Immediate supervisor | Department heads
Disciplinary Action Written warning Written warning Verbal warning Written warning

? Administered By Immediate supervisor HR department Immediate supervisor | Department heads
Disciplinary Action Suspension Suspension Written warning Suspension

° Administered By Court administrator HR department 2 Immediate supervisor HR director 2
Disciplinary Action Termination Termination Suspension Termination

‘ Administered By Court administrator HR department 2 HR department 2 HR director 2
Disciplinary Action None?® None?® Termination None?®

° Administered By n/a n/a HR department 2 n/a

Sour ce: Interviews with representatives from CCJC and peer juvenile courts

! The progressive disciplinary action plan used at LCJC is not a formally adopted plan. However, these are the steps which are
followed and used.

2 Before this disciplinary action can be taken, approval must be obtained from the juvenile court judges.

3 These juvenile courts only have four stepsin the progressive disciplinary action plan.

Asillustrated in Table 3-15, HCJC hasimplemented a policy which consists of aninformal
discussion between the immediate supervisor and the employee prior to issuing a verbal
warning. The HCJC human resources director indicated that this allows a supervisor to
addressasituation informally without documenting theincident in theempl oyee’ s personnel
file. Under most circumstances, the human resources department is not made aware that an
informal discussion took place until averba warningis given.
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F3.33 The ACA recommends that the termination or demotion of employees should only be
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permitted for good reasons and, if requested by the employee, a subsequent hearing on
specific charges be held. As stated in F3.32, the Court has implemented a progressive
disciplinary action plan with the most severe step being the termination of an employee.
Human resources personnel at CCJC have indicated that a convincing argument must be
made to the court administrator regarding why an employee must beterminated. Inaddition,
the Court recommends that documentation be maintained stating the reasons why an
employee should be terminated. All disciplinary steps taken to assist an employee are
documented in the personnel file (F3.26). The court administrator has the final authority
regarding the termination of employees. Employees are permitted to have ahearing if they
choose.

Requiring documentation to support the reasons why an employee should be terminated
allowsthe Court to substantiate any action which is made in hel ping (through the use of the
performance improvement plan), disciplining or terminating an employee. In addition,
allowing the court administrator to handle all discipline and termination actions allows the
judges to spend more time in the court rooms rather than handling personnel matters and
helps to ensure uniform and consistent personnel actions.

Technology

F3.34 All computerized documents and records maintai ned in the human resources department are

F3.35

not centrally located in asingle computer system. There are multiple software applications
which are used including Microsoft Access, Microsoft Excel and aWANG-based computer
system. Because the human resources information is not maintained in a central database,
thereislimited availability and alack of timely accessibility of information by the human
resources staff. If a particular type of information is requested (including address, phone
number, rate of pay), the appropriate human resources representative must be contacted who
hastheaccesstotheinformation. Inaddition, the WANG computer systemisnot completely
year 2000 (Y 2K) compliant. The system functions adequately to meet the HR department’ s
minimal needs; however, because of the lack of complete Y 2K compliance, thereisalimit
on reporting capabilities.

The County human resources department has begun implementing a human resources
management system (HRMS) called Systems Applications Programming (SAP) into al
County agencies. Theagenciesare not required to utilize the SAP system; however, thegoa
of the County isthat all County entitieswill eventually utilizethe same HRM Sasthe County
human resources department. Some of the SAP benefits compared to the current methods
utilized by the Court include the following:
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F3.36

Asstated in F3.34, the Court system isbased upon WANG which isobsol ete and not
Y 2K compliant. The WANG-based computer system, software applications and
Kronos are not integrated into one system which prevents CCJC from obtaining
information quickly and easily. In addition, the County is not able to provide
technical support thereby incurring expensive repair costs when required. The
County will be able to provide technical support for SAP and all human resources
information will be integrated into one system.

The applicant and vacancy tracking application will monitor vacant positions and
individual swho have applied for aposition. Thiswill prevent County agenciesfrom
competing against each other when trying to fill vacant positions.

The SAP system will store all information gathered during the new-hire process
whichincludesfingerprints, background checks, educati on requirements, race, gender
and other equal employment opportunity (EEO) data.

The time data application manages employee work schedules, as well as employee
time worked and not worked based upon the amount and type of leave used.

The payroll application alows for the management of payroll information to
accurately calculate tardiness and control overtime. In addition, the Kronos
automated timekeeping system which CCJC presently uses for detention center
employees (F3.38) will be compatible with the SAP system.

The benefits application provides information on what benefits the employees are
entitled to and which benefits have been selected.

The Court HR department plansto obtain the SAP system. Based upon prioritiesestablished
by the County, the Court was placed into the second phase of implementation. The first
phase of implementation was scheduled to be completed in August, 1999. Asof the date of
this report, the first phase of implementation has not been completed. Based upon
conversationswith personnel from the Cuyahoga County Office of Budget and M anagement,
the Board of County Commissioners have agreed to provide the funding needed to any
County agency that plans to obtain the SAP system.

Asstated inthetechnol ogy section of thisreport, the Court has contracted with PROWARE
for aJuvenile Information Management Systems (JIMS) and rel ated software applications.
A human resources management system was not part of this contract.
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Because the WANG-based human resources information system is not Y2K compliant
(F3.35) and the County has fallen behind in the implementation of its SAP system (F3.35),
CCJC asked PROWARE to develop a HRM S which could be used temporarily until the
County SAP system could beimplemented. The estimated costsfor the PROWARE system
was approximately $12,000. This amount was paid by utilizing contingency dollars which
were set aside for unplanned needs on the JIM S contract.

The goa of the new HRMS system is to both organize and streamline human resources
record keeping. In addition, the new system from PROWARE will aid the HR department
in completing the record keeping requirements resulting from federal and state legislation.
In addition, it will aid in the organization and streamlining of human resources record
keeping. The PROWARE HRMS system will include, but not be limited to the following

features:

° Transfer information from the WANG-based human resources information system
to the PROWARE HRMS

° Maintain general employee information such as addresses and tel ephone numbers

° Monitor employment history from the date of hire and including CCJC employment
history

Maintain previous employment information from other public sector agencies
Contain information regarding contacts in the event of an emergency

Track the amount and type of leave used and accrued

Track donors and recipients in the voluntary leave donation program
Maintain and track performance appraisals for each employee

C3.10 Contractingwith PROWARE for the creation of aHRM Sto be utilized whilewaiting for the
County HRMS system should help to ensure that all human resources information is
preserved and enhance the operations human resources. Continuing to utilize the WANG-
based system exclusively woul d subject the Court to the possibility that important personnel
information would be lost.
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Because the Court does not when it will obtain the County SAP (Systems Application
Programming) system, the Court should work together with PROWARE in order to complete
and implement the new human resources information system in a timely and efficient
manner. Thiswill enhance information management and record keeping within the human
resources department, as well as consolidate the numerous databases and spreadsheets
currently maintained into one central system.
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F3.37

F3.38

F3.39

In addition, the Court should contact the County HR department to determine which
information will be tracked within the County SAP system. This will allow the Court
sufficient time to gather the information which it does not currently possess on CCJC
employees. Therefore, when the Court dataistransferred to the County HRMS, it will have
the relevant information that it needed, thereby decreasing the amount of transition time.

Kronos is a company which provides employers with automated tool s to manage employee
time and activity data, workforce schedules and tools to measure and improve labor
productivity. Kronos has been used in such markets as manufacturing, healthcare, retail,
government, education, financial services and transportation services.

Three governmental entities which currently use Kronos systems are Euclid City School
District, Franklin County Juvenile Court and City of London in Ontario, Canada.
Representatives from all three entities stated that the Kronos timekeeping systems increase
management controls, provide better monitoring capabilities, and savetime. Onekey factor
which was mentioned by the FCJC representative was that the Kronos system allows
management to track tardiness. Thedirector of businessaffairsat Euclid City School District
stated that the Kronos system hel psthe school system to better manage the workdays of more
than 400 employees. Furthermore, the payroll supervisor for the City of London in Ontario,
Canadaindicated that the Kronos system hel psto manage the workdays of more than 3,000
employees. Additional benefits of the Kronos system are as follows:

° Kronosis areal-time online system designed to collect time and labor information.

° Kronos has a configurable rules engine that enables entities to set up rules on
demand. The rules can be changed or added as permitted.

° Kronos is an exception-based system which reduces the time spent by personnel
entering time into time systems.

Currently, daily work hours for Court employees are maintained utilizing either a manual
record keeping system or an automated K ronos system. The manual record keeping system
is utilized by those personnel in administrative services, court services and probation
services. The Kronos system is used only by personnel who work in the detention center.
As stated in F3.4, the human resources department employs three individuals to compile,
calculate, monitor and record attendance, hours worked and overtime information. In
addition, these positions prepare reports on attendance, leaves of absence, benefits,
deductions and payroll.

The following list illustrates some major differences between the manual record keeping
system and the Kronos system.

Human Resources 3-36



Cuyahoga County Juvenile Court Performance Audit

° Under the manual system, times sheets are utilized to track hours worked and leave
hourstaken. Conversely, the Kronos system is an automated system which records
hours worked when an employee swipes a time card at the beginning of the day,
during the day when breaks are taken by the employee and at the end of the day.

° Becausethe manual system isdependant upon time sheets, the payroll supervisor for
the manual record keeping system can not determine when leaveis utilized until the
end of the pay period, when the time sheets are received. In contrast, aslong as set
schedules are maintained, the Kronos system can monitor whenever an employee
does not work on ascheduled day. Therefore, the payroll supervisor will know the
amount and type of leave used by the employee.

° Using the present system, the hoursworked and leave hourstaken on the time sheets
must be manually calculated. However, the Kronos system is designed to
automatically calculate the total hours worked and total leave hours taken for each
employee. The probability of making errorsincreases by utilizing the manual record

keeping system.

R3.15 The Court should consider implementing the Kronos payroll system for al employees.
Using two different payroll systems (one manual and one automated) increases the amount
of time spent on payroll functions thereby increasing payroll costs. As stated in F3.35, at
some point in the future CCJC will be joining the County on the SAP system which is
compatible with Kronos. Furthermore, after the transition has been made to the Kronos
system, the Court may be able to eliminate one of the three payroll positions.

Financial Implication: If CCJC decidesto implement the Kronostimekeeping systemfor all
employees, the Court will need to purchase additional swipe card machines for the other
areas of CCJC, increase its software license and increase its multi-user network license.
Based upon conversationswith representatives from Kronos, the estimated cost to install the
Kronos timekeeping system for the entire Court is approximately $100,000.

Assuming that CCJC implements the Kronos timekeeping system, CCJC could possibly
reduce one of its payroll officers after the conversion has been completed. According tothe
salary survey report produced by David M. Griffith & Associates, Ltd. (F3.11) andthesalary
schedule in effect for FY 2000, the average annual salary for a full-time payroll officer is
$39,811. Assuming benefits equal to 30 percent of annual salaries, CCJC could realize
annual savingsof approximately $51,750 by eliminating one payroll officer position after the
implementation of the Kronos timekeeping system.
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F3.40 The human resources department and detention center have not agreed on using all of the
Kronos functions which are available. A key function which is not being used is the
scheduling software. The detention center has implemented the use of aflexible schedule.
Because the schedules of employees who use the flexible schedule change from week to
week, the human resources department and detention center have not designed away to enter
the hours into the Kronos system for each pay period.

The personnel administrator, who functions as the payroll supervisor, indicated that the
problem is not changing the hoursin the Kronos system for each pay period. The problem
is obtaining the scheduled hours in an adequate time frame which would allow the human
resources department to enter the hours into the system before the pay period begins. In
addition, schedules are often changed because of scheduling conflicts, sick leave usage and
other reasons. Furthermore, the human resources department is not provided with the
schedules or notified of the scheduling changes. If the human resources department is not
notified of the scheduling changes, it may appear in the Kronos system that an employee did
not show up to work (because of no time card swipes). Furthermore, the employee who
covered the shift would not have made the required time card swipes because they would not
have been scheduled to work.

Because of the failure to communicate schedules between the two departments, the human
resources department has given each employee in the detention center an open swipe
function. Under the open swipe function, no schedules are entered into the Kronos system
and employees can swipe in and swipe out freely with no restrictions.
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CCJC should use the Kronos scheduling software in order to adequately monitor employee
tardiness and attendance aswell as overtime. Because the scheduling software isnot being
utilized, the human resources department is unaware of when employees are scheduled to
work and are unable to monitor tardiness or attendance.

The human resources department and detention center should also work out away to share
information on aregular basis so that the scheduling software usage can be maximized. The
following are some potential solutions:

° The detention center could have each of its managers enter the schedules for their
employees into the Kronos system. This will eliminate the need for the payroll
officers to be contacted on short notice for schedule changes.
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° The detention center could send a copy of all schedules to the payroll officersin a
timely fashion so that it has adequate time to enter the information into the system.
In addition, all schedule changes should be communicated by the supervisor to the
appropriate person so the changes can be made. The scheduling information can be
exchanged using one or all of thefollowing: interoffice mail, E-mail or other media
capabilities.

° As evidenced by the City of London in Ontario, Canada, the Kronos system can be
used by employees who do not report to the office. In this instance, employees
complete amanual time sheet and personnel in the payroll office make “simulated”
punches in the Kronos system based upon the information on the time sheets.
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Financial Implication Summary

The following table is a summary of total estimated annual cost savings and one-time
implementation costs from the above recommendations.

Estimated Annual Cost Estimated One-time

Recommendations Savings I mplementation Costs
R3.1 Elimination of two position in the human
r esour ces department $68,500
R3.15 Elimination of one position after the
implementation of Kronos $51,750
R3.15 Implementing Kronosfor the entire Court $100,000
Total $120,250 $100,000
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Conclusion Statement

Accordingtothe staffinglevel comparisonsof CCJC and the peer juvenile courts, CCJC hasahigher
percentage of employeesclassified ascourt personnel, administrative servicesand human resources.
Furthermore, when compared to the peer average, CCJC hasthe fewest new casefilings (three-year
average) per FTE in the following classifications: court personnel, human resources and probation.
In addition, CCJC has the fewest number of new case filings per FTE court-wide compared to the
peer juvenile courts and the peer average. Because of these indicators, it appears that CCJC will
have to make some difficult decisions to reduce staffing levelsin order to reduce operating costs.
Some areaswherethe Court may be ableto make staff reductions arewithin administrative services,
human resources, probation and court services. Inaddition, CCJC may also be ableto conduct some
reorganization of staff in order to increase operationa efficiencies.

The human resources department includes 16.5 FTEs with each individual being responsible for
approximately 36.9 Court FTEs. Included in the CCJC human resources department arefive clerks
and one office manager who perform no human resources functions, three individuals who are
responsible for payroll functions and one vacant clerk’s position. CCJC should consider
reorganizingthefiveclerksand thethree payroll clerk’ sto other departmentswhich could potentially
increase efficiency. Furthermore, CCJC may be able to eliminate the office manager position and
the vacant clerk’ s position within the human resources department.

All departments within the Court must follow the “Personnel Policies and Procedures Manual”
whichoutlinespoliciesand procedures specificto Court operations. Some provisionswhich provide
management the flexibility to effectively manage the work force include a six-month introductory
period, aninformal step in the grievance procedure and the creation of a performance improvement
plan. However, CCJC should possibly consider revising the vacation schedules to those outlined
by the ORC or Cuyahoga County.

The Court has begun to increase the use of technology within the human resources department in
order to enhance its operational efficiencies. Thisincludes contracting with PROWARE to obtain
anew human resources management system which it can use until CCJC obtains the SAP system
which Cuyahoga County isimplementing. CCJC has been requiring the detention center employees
to use a Kronos timekeeping system; however, all other employees record the hours worked using
manual time sheets. The Court should consider using the Kronos time keeping system for all
employees to increase efficiency in compiling payroll information.

The human resources department and detention center have not agreed on using al of the Kronos
functions which are available. Thisisdue, in part, to alack of communication between the two
departments. Therefore, the payroll officersand detention center should design an appropriate work
scheduling plan in order to obtain maximum efficiency.
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Probation

Background

Thissection summarizesthefunctionsof the probation department of the Cuyahoga County Juvenile
Court (CCJC). Comparisons of the department’ s operations are made to the peer juvenile courts:
Franklin County Court of Common PleasDivision of Domestic Relationsand Juvenile Court Branch
(FCJC), Hamilton County Juvenile Court (HCJC) and Lucas County Court of Common Pleas
Juvenile Division (LCJC).

Organizational Chart

The probation department has 161 FTEs and 13 vacancies as of July 31, 2000. The department
consists of four divisions. probation support services, investigation-central region, supervision-
eastern and western regions. The following chart graphically depicts this organization.

Chart 4-1: Probation Personnel

Chief Probation Officer

Administrative
Secretary
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Probation Personnel
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Organization Function

Thechief probation officer, under thedirection of the court administrator, isresponsiblefor thework
of the probation department. The probation department has two primary functions:

° To provideinvestigation servicesto the court on an offender’ s background and other
relevant information prior to the sentencing hearing.
° To supervise offenders sentenced to probation in the community.

The deputy chief probation officer, under the direction of the chief probation officer, isresponsible
for the probation support services (PSS) office. Onceajuvenileisformally placed on probation, the
PSS office is responsible for ensuring that the juvenile is referred to the correct probation district
office based on his or her residence and explaining the rules of probation to juveniles and their
parents. Thisofficeisalso responsiblefor monitoring probation programswith whichthe Court has
contract and service agreements. These programs must meet their intended objectives and goalsin
order for the probation department to keep using their services.

Theregional chief probation officers inthe eastern and western regions, under the direction of the
chief probation officer, areresponsiblefor overseeing probation managersand probation officersthat
administer supervision to youth placed on probation. Each district in the eastern and western region
Is supposed to have one probation manager, at least five probation officers, and one secretary.

Theregional chief probation officer in the central region, under the direction of the chief probation
officer, is responsible for overseeing probation managers and probation officers that conduct
Investigations on youth who have to appear before the court for committing a delinquent act. The
central region is organized in asimilar fashion as the eastern and western regions. Currently this
position is vacant, but the duties of this office are still being fulfilled by the deputy chief probation
officer.

Summary of Operations

Themission of probation isto assist in protecting the community from delinquency by establishing
accountability for offenses, and utilizing department and community resourcesto offer opportunities
to meet the needs of youth and their families. Probation is a sentence rendered by the court that the
offender serves out in the community under supervision, as opposed to being held in a detention or
commitment facility.

Probation has long been recognized as a useful aternative to incarceration for offenders who
represent a low risk to the community and to themselves. The most recent national statistics
available show that in 1996, once a youth was adjudicated, the juvenile was sentenced to probation
in 54 percent of al cases. The term “adjudicated” refers to a youth who has been judged to be a
delinquent after admitting to the chargesin the case, or after the court finds sufficient evidence to
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conclude, beyond a reasonable doubt, that the youth committed the acts alleged in the petition.
Under Ohio law, ajuvenileis any person under 18 years of age.

The department’ s operations are subject to various laws mandated by the Ohio Revised Code. The
following lists the department’ s key mandated juvenile probation responsibilities pursuant to state
law:

° Conduct any investigation that the judge directs, keep a written record of the
investigation, and submit the record to the judge or deal with them as the judge

directs.

° Furnish to anyone placed on probation a statement of the conditions of the probation
and shall instruct the person regarding them.

° Stay informed of the conduct and conditions of each person under its supervision and
shall report on their conduct and condition to the judge as the judge directs.

° Use al suitable methods to aid persons on probation and to bring about
improvementsin their conduct and condition.

° Maintainfull recordsof thedepartment’ swork, keep accurate and compl ete accounts

of money collected for personsunder itssupervision, giverecei ptsfor themoney, and
make reports on the money as the judge directs.

While the probation department performs these duties, some duties are performed more efficiently
than others. For example, methods for serving youths on probation and collecting reimbursement
money can be improved (see F4.25). In addition to these mandated responsibilities, the probation
department provides contracted services through private providers to youth and their families as
allowed by Ohio law. The department is responsible for brokering services and monitoring the
progress and delivery of services to juveniles and their families assigned to residential and
nonresidential community-based programs.

When ayouth isreferred to juvenile court, usually by the police, but sometimes by parents or school
officials, the first stage the youth encounters is the intake process. During this stage, the intake
officer reviewsthe case to determine whether the youth isin the proper jurisdiction and whether the
facts of the case, and the background of the child, warrant a formal hearing, in which case a
delinquency petitionisfiled. Alternatively, the youth may bereferred out of the system for informal
handling and treatment, usually by social service agencies, or placed in some type of diversion
program. The youth remaining in the system then move onto the next stage, which is the
adjudicatory hearing, carried out before the juvenile court judge or magistrate.

The purpose of the adjudicatory hearing is to determine whether the youth is delinquent. The term
“delinquent” refers to individuals who are under the age of 18 that have committed an unlawful
offense. The juvenile court judge has considerable discretion in handling the juveniles who come
before the court. The judge can determine that the youth is delinquent, based on the testimony and
evidence presented during the hearing. The judge can also refer the youth out of the system to
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various social service agencies, place the youth on probation without a finding of delinquency, or
dismissthe case al together.

Once it is determined that the youth is delinquent, the youth proceeds to the next and final stagein
the juvenile court process - the disposition hearing, which issimilar to asentencing hearing in adult
criminal court. To determinean appropriate disposition for thedelinquent youth, thejudge considers
the presentencing investigation report prepared by the juvenile probation officer, which describes
the youth’s background and contains a disposition recommendation for the judge. Based on the
report and recommendation, the judge determines an appropriate punishment, which can range
anywhere from a simple scolding, to restitution, to some form of probation, to incarceration in a
juvenile detention or commitment facility.

Probation Support Services

The PSS office receives cases from the court rooms that require background investigations to be
completed before the youth’s disposition hearing. The office assigns the case to one of the
investigation units based on the youth’ s residence.

If ayouth is placed on probation, his or her case goes from the court rooms to the PSS office where
itisassigned to aregional officefor supervision based on thelocation of the youth’ sresidence. The
PSS officeisresponsiblefor validating theyouth’ sinformation and explaining the rulesof probation
to the youth. CCJC terms and conditions of probation include provisions such as an agreement not
to violate any federa or state statutes or municipal ordinances; not to consume or possess any
alcohol or controlled substance; not to use or possess afirearm or illegal weapon; attend school or
work regularly at suitable employment; report to a probation officer as directed and pay restitution
and victim compensation fees as ordered by the court. In addition, this office tells the youth and
their families what to expect and where to report. The youth must contact the designated regional
probation office within twenty-four hours of being placed on probation. The probation manager at
the office will tell the youth who his or her probation officer will be.

Investigation Unit

There are four branch offices for the investigation function of the probation department. These
officesareresponsiblefor conducting background investigations of youths adjudicated by the court
Once an office receives a case from the PSS office, the probation manager of the office assignsthe
case to a probation officer. The probation officer is responsible for collecting information on the
youth beforethe disposition hearing. Thisinformationincludestheyouth’ sfamily background such
as family income, insurance, sources of income, and prior relationship with the court. Additional
informationisgathered from the youth’ sschool, which includes attendancerecords, grades, and past
disciplinary actions. The probation officer is required to conduct an interview with the youth and
hisor her guardian in their home. During this home visit, the probation officer assesses the living
conditions of the youth’s environment.
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Once investigation probation officers gather all the necessary information, they present the facts of
the casefor thedisposition hearing. The collected information and recommendations arethen given
to a secretary, who types the information into areport. After the probation manager reviews and
approvesthereport, it getslogged into the computer and sent to the record room. Thisreportisvery
important because it is read by the judges, magistrates, various program providers, the diagnostic
clinic, and the supervision probation officers.

The investigation probation officer may or may not be required to attend the disposition hearing.
If the case goes before ajudge, the probation officer isrequired to be present. However, if the case
goes before a magistrate, the probation officer does not have to be present unless there is some
extenuating circumstance. If the probation officer ispresent at the disposition hearing, he or shemay
be asked by the judge or magistrate what he or she recommends as an appropriate disposition. The
judge or magistrate is not required to follow a probation officer’ s recommendations. If the judge or
magistrate orders the youth to be placed on probation, the case goes back to the PSS office where
it is assigned to one of the supervision unit’s district offices based on the youth’ s residence.

Supervision Unit

Once a district office of the supervision unit receives a case from the PSS office, the probation
manager will assign the caseto asupervision probation officer. The probation officer isresponsible
for supervising the youth while he or she is on probation. It is the responsibility of the probation
officer to ensurethat the youth complieswith al court ordersand that the youth receivesappropriate
rehabilitation services. The probation officer hasthe ability to decide what additional rehabilitative
services ayouth may need by reviewing the assessment sheet of the investigation report. The report
aidsthe probation officer in determining the appropriate probation program becauseit statesthetype
of behavior exhibited by the youth in addition to the youth’s background. There are severa
programs to which the probation officer can refer probationers to fulfill their probationary
requirements.
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Saffing

Table 4-1 presents the FTE staffing levels for CCJC’ s probation department as of July 31, 2000.
Budgeted positions are the number of staff allotted for each job classification within the
department’ s PSS unit, investigation unit, and supervision units. Actual positions are the number
of staff actually employed by the court to carry out each job classification in each unit. The
differences between budgeted and actual positions are vacancies.

Table4-1:. Staffing Level of CCJC’s Probation Department

Job Classification Budgeted Actual Difference
Administrative
Chief Probation Officer 1.0 10 0
Administrative Secretary 1.0 1.0 0
Total Administrative 20 20 0
Probation Support Services

Probation Support Services- 1
Deputy Chief Probation Officer 1.0 1.0 0
Secretary 10 1.0 0
Multi-Systematic Therapy Manager 1.0 1.0 0
Multi-Systematic Therapist 8.0 6.0 2.0
Day Treatment Manager 1.0 1.0 0
Y outh Development Coordinator 4.0 30 1.0
Teacher 2.0 20 0
Administrative Assistant 1.0 1.0 0
Y outh Service Worker 2.0 1.0 1.0
Driver 1.0 1.0 0
Total Probation Support Services-1 22.0 18.0 4.0

Probation Support Services - 2
Diagnostic Clinic Manager 1.0 1.0 0
Clinical Social Worker 1.0 1.0 0
Senior Clinic Clerk 3.0 30 0
Psychometrist 10 1.0 0
Probation Officer- Expediter 1.0 1.0 0
Probation Officer - Program Monitor 10 1.0 0
Victim Aid Liaison 1.0 1.0 0
Receiving and Assignment Coordinator 1.0 1.0 0
Receiving and Assignment Assistant 1.0 1.0 0
Clerk 6.0 5.0 1.0
Probation Assistant 1.0 1.0 0
Probation Referral Coordinator 1.0 1.0 0
Total Probation Support Services- 2 19.0 18.0 1.0
Total Probation Support Services 41.0 36.0 5.0

Investigation Central Region

Regional Chief Probation Officer 1.0 0 1.0
Probation Manager 4.0 4.0 0
Secretary 12.0 12.0 0
Probation Officer 3 6.0 6.0 0
Probation Officer 2 19.0 19.0 0
Total Investigation Central Region 42.0 41.0 1.0
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Supervision Eastern Region

Regional Chief Probation Officer 1.0 1.0 0
Probation Manager 4.0 3.0 1.0
Secretary 3.0 3.0 0
Probation Officer 4 3.0 3.0 0
Probation Officer 3 6.0 6.0 0
Probation Officer 2 25.0 23.0 2.0
Special Projects Counselor 1.0 0 1.0
PO3/Placement Officer 2.0 20 0

Total Supervision Eastern Region 45.0 41.0 4.0

Job Classification Budgeted Actual Difference
Supervision Western Region

Regional Chief Probation Officer 1.0 1.0 0
Probation Manager 3.0 3.0 0
Secretary 2.0 2.0 0
Probation Officer 4 2.0 2.0 0
Probation Officer 3 6.0 4.0 2.0
Probation Officer 2 14.0 13.0 1.0
PO3/Placement Officer 20 20 0
Y outh Development Coordinator 1.0 1.0 0

Total Supervision Western Region 31.0 28.0 3.0
Total Probation 161.0 148.0 13.0

Sour ce: CCJC organizational chart and staff interviews

The chief probation officer oversees the deputy chief probation officer of the probation support
services, the investigation regional chief probation officer of the central region, the supervision
regional chief probation officer of the eastern region, and the supervision regional chief probation
officer of the western region. An administrative secretary isassigned directly to the chief probation
officer.

The deputy chief probation officer oversees an administrative secretary, 16 FTEsin the PSS-1 unit,
and 18 FTEs in the PSS-2 unit. The PSS-1 unit consists of seven FTES in the multi-systematic
therapy (M ST) program and nine FTEsin the day treatment program. The PSS-2 unit consists of six
FTEs in the diagnostic clinic and 12 FTEs who carry out the support function for the probation
department. It isthe responsibility of the deputy chief probation officer to ensure that the PSS-1 and
PSS-2 units are serving youths and their families effectively.

Theinvestigation regional chief probation of the central region officer oversees41 employeeswhose
position titlesinclude probation manager (four FTES), secretary (12 FTES), probation officers 3 (six
FTES), and probation officer 2 (19 FTESs). Currently, the investigation regional chief probation
officer position is vacant, and the duties of that office are being fulfilled by the deputy chief
probation officer. The investigation regional chief probation officer is responsible for ensuring
youths who have been adjudicated delinquents by CCJC are investigated before the youth’'s
disposition hearing.
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The supervision regional chief probation officer of the eastern region oversees 41 employees. There
arefour vacant positions (one probation manager, two probation officers 2, and one special project’s
counselor) inthe eastern region. Two placement probation officersreport directly to the supervision
regional chief probation officer. Three probation managers and one acting probation manager report
directly to the supervision regional chief probation officer and are responsible for supervising three
secretaries, three probation officers 4, six probation officers 3, and 23 probation officers 2. The
supervision regional chief probation officer of the eastern region is responsible for ensuring youths
who live in the eastern region and are placed on supervision probation receive appropriate
rehabilitative treatment.

Thesupervisionregional chief probation officer of thewestern region oversees 28 employees. There
are three vacant positions (two probation officers 3 and one probation officer 2) in the western
region. Two placement probation officers and one youth devel opment coordinator report directly to
the supervision regional chief probation officer. Three probation managers report directly to the
supervision regional chief probation officer and are responsiblefor supervising two secretaries, two
probation officers 4, six probation officers 3, and 13 probation officers 2. The regional chief
probation officer of the western region is responsible for ensuring youths who live in the western
region and are placed on supervision probation, receive appropriate rehabilitative treatment.

Financial Data

CCJC’ s probation department is funded through a combination of state and federal resources. The
probation department recelvesmoney from the County’ sGeneral Fund and grant fundsfromthe state
through the Felony Delinguency Care and Custody Fund (FDCC), also known as RECLAIM Ohio
(Reasoned and Equitable Community and Local Alternatives to Incarceration of Minors). The
moniesfromthe General Fund and RECLAIM Ohio are used for the probation department’ ssalaries,
benefits, commodities, various contracts and agreements and capital outlays. CCJC's probation
department used approximately $3.2 million in RECLAIM dollars. The mgjority of RECLAIM
Ohio monies are used to fund programs and servicesfor youth who are in danger of being removed
from home and placed into a commitment facility. Table 4-2 presents the probation department’s
actual expenditures for 1998 and 1999 from the General Fund as presented in the CCJC's annual
reports.
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Table 4-2: Probation Department Financial Data

Category Actual 1998 Actual 1999 I ncr ease/(Decr ease)
Salaries $4, 567,846 $4,199, 936 ($367,910)
Fringe Benefits 1,162,354 1,127,415 (34,939)
Commodities 2,450 3,492 1,042
Contracts/Services 3,024,660 1,793,459 (1,231,201)
Other Expenditures 3,228,314 3,391,001 162,687
Capital Outlay 3,862 19,055 15,193
Total $11,989,486 $10,534,358 ($1,455,128)

Source: CCJC annual reports

Table4-2 only depicts expenditures paid for through the county’ s General Fund. Contracts
and services decreased $1,231,201 from 1998 to 1999. This was caused by the Board of
County Commissioners (BOCC) reallocating money from the probation department and
giving it to the court services department for the Court Unruly Program (CUP). CUP was
designed to divert the increasing numbers of unruly cases coming into the court and being
placed on probation. Since diversion attempts are made at intake, which is a part of court
services, the BOCC decided that the money for such a project should be moved from the
probation department to court services.

Probation
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Performance Measures

Thefollowingisalist of performance measuresthat were used to review the probation department:

Analysis of staffing levels and organizational structure
Analysis of the investigation unit’s operational performance
Analysis of the supervision unit’s operational performance
Evaluation of caseload per probation officer

Analysis of case assignment process for probation officers
Analysis of required evening hours for probation staff and the impact of
implementing night court services

Analysis of community-based resources as aform of probation
Analysis of service contracts and service agreements

Analysis of early intervention capabilities of probation officers
Analysis of automated reporting processes for non-felons

Probation
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Findings/Commendations/Recommendations

Operations/Case Assignment

F4.1

Table 4-3 provides the total number of FTES and the percentage of total employeesin each
classification for CCJC and each of the peer courts.

Table 4-3: Number and Per cent of Employees by Classification

CCJC FCJC HCJC LCJC Peer Average

# of % of Total # of % of Total # of % of Total # of % of Total % of Total

Classification Emp. | Employees | Emp. | Employees | Emp. Employees | Emp. | Employees Employees
Administrative 4.0 2.7% 2.0 4.6% 3.0 5.8% 2.0 3.6% 4.2%
Support Staff 57.0 38.5% 3.0 7.0% 17.0 32.7% 18.0 32.1% 27.6%
Managers 10.0 6.8% 4.0 9.3% 5.0 9.6% 11.0 19.6% 11.3%
Officers 77.0 52.0% 34.0 79.1% 27.0 51.9% 25.0 44.7% 56.9%
Total 148.0 100.0% 43.0 100.0% 52.0 100.0% 56.0 100.0% 100.0%

Sour ce: Organizational chart and staff interviews.

F4.2

Administrative employees include the chief probation officers, deputy chief probation
officers, and regional chief probation officers. Compared to the peers, CCJC is the only
probation department that employs regional chief probation officers. The peers
administrative employees only include chief probation officers and deputy chief probation
officers. Therefore, theregional chief probation officer positionsrepresent an additiona layer
of management that the peer courts do not possess. Support staff includes secretaries,
probation program staff, and other clerical staff. Managers include probation managers and
supervisors. Officersinclude all probation officers that perform the investigation function
or the supervisionfunction. Incomparison to the peer average, CCJC hasalower percentage
of administrative employees, probation managers and probation officers. In contrast, CCJC
has a higher percentage of FTEs categorized as support staff when compared to the peer
average. The higher percentage of support staff can, in part, be attributed to the fact that
CCJC categorizes probation as its own department, whereas the peer courts classify
probation as a part of court services.

The highest position vacant in CCJC’s probation department is that of the regional chief
probation officer of the central region. This position wasformerly held by the deputy chief
probation officer, and the duties of the regional chief probation officer of the central region
are still being carried out by the deputy chief probation officer. According to managerial
positions within the probation department, the central region’s operations have not been
hindered by the vacancy of this office. However, asaresult of the vacancy, theworkload for
the deputy chief probation officer has increased.

Probation
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CCJC should consider not filling the vacancy for the investigation regional chief probation
officer in the central region. Meanwhile, CCJC should reassign one of the regional chief
supervision probation officers to oversee investigations. This change would result in the
supervision regional chief probation officer overseeing seven probation managersand astaff
of 52 probation officers, while the investigation regional chief probation officer would
oversee four probation managers and 25 probation officers. The following list summarizes
the benefits of consolidating the supervision regional chief probation officer position:

° The workload of the deputy chief probation officer, who is presently filling the role
of the investigation regional probation officer, would be reduced.

° One supervision regional chief probation officer could better analyze staffing needs
and reallocate resources from the eastern and western regions as needed.

° The supervision regional chief probation officer could implement uniform policies
and procedures for all supervision probation officers in the eastern and western
regions.

Financial Implication: Eliminating onesupervision regional chief probation officer position
would save CCJC approximately $62,000 annually in salary and benefits.

A key vacancy in the probation department that has remained vacant for an extended period
of timeisfor asupervision probation manager in the eastern region. The probation manager’s
position is a vita role in the probation process. Probation managers are responsible for
running the district offices, monitoring staff, assigning and reviewing cases with probation
officers, training new staff, and attending meetings that deal with the probation department.
In addition, the probation manager meets with the regional chief to discuss caseloads,
policies and procedures, case closures, and any other issues that relate to the probation
process. The vacancy for the supervision probation manager in the eastern region is being
filled by an acting manager. There has been no official word if this position will befilled or
not and by whom.

The probation manager position in the eastern region has been vacant for several monthsand
should befilled. CCJC should prioritizefilling thiskey vacancy with apermanent placement.
The County needs to initiate policies to fill vacancies in a more timely manner so that the
probation department can operate more efficiently. Thebenefitsof using probation managers
are anincreasein accountability of probation officers, an increase in the amount of training
on policies and procedures, and having a person with extensive experience relating to
probation issues for staff members to reference.

Financial Implication: Filling the vacancy for a probation manager would cost CCJC
approximately $56,000 annually in salary and benefits.
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F4.4 Table4-4 depicts support functions performed by CCJC’ s probation department compared

to similar functions performed by personnel throughout the peer courts. This analysis does
not include CCJC employees who work in the MST program, day treatment program, or
diagnostic clinic. Also, this analysis does not include administrative employees or

investigation and supervision probation officers for CCJC and the peer courts.

Table 4-4. Support Staff for CCJC, HCJC, FCJC, and LCJC

Function CcJc FCJC HCJC LCJC Peer Average?
Secretary 19.0 3.0 2.0 4.0 3.0
Probation Managers 10.0 4.0 5.0 11.0 6.3
Restitution 2 0 3.0 1.0 9.0 4.3
Program Monitor 3 1.0 1.0 1.0 1.0 1.0
Probation Expediter * 1.0 0 1.0 1.0 .70
Clerks 5.0 3.0 4.0 3.0 33
Receiving Assignment 1.0 20 1.0 1.0 13
Coordinator
Receiving Assignment 1.0 0 0 0 N/A
Assistant
Referral Coordinator 1.0 1.0 1.0 1.0 1.0
Probation Assistant 1.0 0 0 0 N/A
Victim Aid Liaison 1.0 1.0 1.0 1.0 1.0
Total 41.0 18.0 17.0 32.0 22.3

Source: CCJC, HCJC, FCJC, and LCJC personnel and organizational charts
! The peer average does not include CCJC
2 Redtitution at CCJC is collected by supervision probation officers. Restitution at LCJC is collected by staff membersin probation
whereas restitution at HCJC and FCJC is collected by personnel in the court services department.
3 CCJIC has one program monitor in the probation department to monitor RECLAIM programs. The peer courts have separate
RECLAIM staff to monitor programs. FCJC's programs are monitored by a RECLAIM coordinator, an assistant RECLAIM
coordinator, and a court inspector. The time by these three staff members is almost equivalent to one FTE. HCJC has four contract
managers who monitor probation program. The time by these four staff member is almost equivalent to one FTE.

4 FCJC is not responsible for placing youthsin residential placement facilities. This function is completed by children services.

CCJC has more full-time employees classified as support staff than the peers. More
specifically, CCJC employs 84 percent more secretaries than the peer average. Of CCJC's
19 secretaries, 12 secretaries work in the probation department’ s four investigation district
offices located throughout Cuyahoga County while the peer courts operate under one
centralized office. CCJC’ ssecretariesare responsiblefor typing theinvestigation probation
officers interview notes and dictations from investigations conducted on youths and their
families. After the secretary completes all the necessary paperwork, the investigation
probation manager reviewsthe report and makes any necessary changestoit and logsit into
the computer and sends a copy to the probation clerks in the record room for storage.

Probation
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Secretaries at the peer courts do not perform this function. It is the responsibility of the
probation officers to complete investigation paperwork. If CCJC had laptop computers for
investigation probation officers, it may potentially reduce the need for secretaries (see F4.19
and R4.13).

CCJC employs more probation managers than the peer average because there are seven
supervision unit locations and four investigation unit locations, which are overseen by a
probation manager. Since the peers operate under one centralized location, they employ
fewer secretariesand probation managers. CCJCistheonly court that does not have any staff
designated to collect restitution within the court. This function is the responsibility of the
supervision probation officers, who do not have adequate time to effectively and efficiently
completethisfunction. CCJCisalsotheonly court that empl oysaprobation assi stant, whose
main responsibilities are helping the referral coordinator track referrals and statistics of
probation programs.

Table4-5 presentsafive-year summary of the number of youths placed on probation and the
number of probation officers employed by the court.

Table 4-5: FTE Supervision Probation Officer Staffing Summary - Last Five Years

Youth on Per cent Change of Youth #of Probation Percent Change in

Annual Report Probation on Probation Officers Probation Officers
FY 1996 2,942 N/A 78 N/A
FY 1997 2,644 (10.1)% 83 6.4%
FY 1998 2,954 11.7% 83 0%
FY 1999 3,004 4.7% 77 (7.2%)
FY 2000* N/A N/A 76 (13)%

Sour ce: Organizational Charts for 1996 thru 2000. Number of youth on probation figures developed from annual reports and staff interviews.

F4.6

CCJC hashad ahistory of not increasing or decreasing staffing level sto correspond with the
number of youth on supervision probation. More specificaly, in FY 1998 and FY 1999
CCJC did not increase the number of probation officersit employs based on the number of
youth placed on probation. The main reason why the probation department wasunableto hire
more probation officers to correspond with the increased number of youth placed on
probation was due to budget constraints. Decreasing the number of probation officersfrom
FY 1998 to FY 1999 caused probation managers and probation officers to contend with
larger numbers of youth. The decreased numbers of probation officers along with other
factorsthat affect casel oads (see F4.6) may negatively influence staff morale and the quality
of services provided.

The probation department’s primary functions are to provide investigation services to
adjudicated youth and to supervise youth sentenced to probation in the community. The
investigation probation officers are responsible for providing evaluations and risk
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assessments to the courts before the youth’s disposition hearing. If a youth is placed on
probation, it isthe responsibility of the supervision probation officer to supervise the youth
until he or she meets the requirements of probation established by the court. Table 4-6
depicts the number of youth on probation at CCJC and the peer courts as of July 31, 2000.

Table 4-6: Number of Youth on Probation in CCJC and Peer Courts

officer

Key Statistics CCJC FCJC HCJC LCJC Peer Average

Number of investigation probation 25 7 N/A 5 N/A
officers

Number of supervision probation 51 27 N/A 20 N/A
officers

Total number of probation officers 76 34 27 25 29
Youth population 179,123 137,742 117,159 66,123 107,008
Youth population per total probation 2,357 4,051 4,339 2,645 3,678

Total presentence investigations
conducted in 2000

2,075

490

1,100

459

683

Investigations conducted per
investigation probation officer

83

70

41

92

68

Youths currently under supervision

2,628

1,000

575

631

735

Current average caseload per
supervision probation officer

52

37

27

32

32

Sour ce: Staff interviews and Research and Planning Unit

CCJC employs more investigation and supervision probation officers than the peer courts,
which can be attributed to a higher youth population and more youth entering the court
system in Cuyahoga County. Therefore, it is reasonable to conclude that CCJC conducts
more investigations and supervises more youths than the peer courts. The number of
presentence investigations and the number of youth on probation asindicated in Table 4-6
Is current as of July 31, 2000. The number of youth currently on supervision probationisa
combination of youth placed on probation during the month of July and the number of youth
who continued on probation. Although CCJC employsthe most probation officers, CCIC ‘s
Investigation probation officers conducted 22 percent more investigations per investigation
probation officer than the peer average. CCJC’ ssupervision probation officersare currently
managing casel oads that are 62.5 percent higher than the peer average.

A review of the literature suggests that probation professionals have been more concerned
than most other juvenile justice professionals about the issue of caseload standards. The
literature on the topic of caseload standards for probation officersis extensive and, by one
account, datesto at least 1917, when a consensus of probation administratorsis said to have
established a probation caseload standard of 50 offenders per officer. That remained the
accepted figure until 1967, when the President's Commission on Law Enforcement and
Administration of Justice lowered the ideal caseload to an average of 35 offenders per
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officer. Both of these numbers bore the stamp of "professional consensus.” The National
Probation Association, the American Correctional Association, the National Council on
Crime and Delinquency, the U.S. Children's Bureau, and the National Council of Juvenile
and Family Court Judges all endorsed both the original 50-case standard and its successor,
the 35-case standard.
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Since case management affects every aspect of the probation department’s operations,
including the effectiveness and timelinessin providing servicesto youths and their families,
CCJC should devel op strategies and take appropriate measuresto improve the operations of
the probation department. Considering that CCJC’ s average caseload of 52:1 isin excess of
the national standard, it appears that additional probation officers need to be hired to reduce
the caseload average. However, this audit suggests severa recommendations that if
implemented, could have the potential of reducing the caseload average without hiring
additional probation officers. Therefore, CCJC should consider implementing these
recommendations and analyzing the effect prior to hiring any additional probation officers.
Theanalysisin F4.6 and Table 4-6 indicates that there is a significant potential to enhance
CCJC’ scurrent probation operations. All of therecommendationsprovided inthisreport are
intended to benefit the operations of the probation department. The intent of these
recommendationsis to subsequently reduce the average casel oad per probation officer. The
key findings that directly impact the case management operations of the probation
department include the following:

Number of youths coming into the court system (see F4.6)

Policy of separating the investigation and supervision function (see F4.7)
Investigation paper work completed by probation secretaries (see F4.8)
Assessment tools used during investigations (see F4.9)

Procedure for assigning cases (see F4.10, F4.11 and F4.12)

Number of contacts required by probation officers based on supervision level (see
F4.13 and F4.14)

Decision to abolish warning letters ( see F4.15)

Increase in the number of unruly youth placed on probation (see F4.16)

Procedure for terminating youth from probation (see F4.17)

Length of time youth are placed on probation (see F4.18)

Procedure used for scheduling court appearances for probation officers (see F4.19)
Method for monitoring probation programs (see F4.21)

Procedure used for collecting restitution from juveniles (see F4.25)

Decision to disband the training department (F4.26)
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If the probation department’s operations do not achieve a higher level of efficiency after
analyzing and implementing the above findings and recommendations, CCJC should
consider conducting a detailed staffing analysis for the positions of probation manager,
probation officer and secretary. A detailed staffing analysis would determine the necessary
staffing level to make the probation department’ s operations more efficient in providing
services to youths and their families.

F4.7 At CCJC, the investigation function and the supervision function are completed by two
different probation officers. This means that once an investigation is completed by an
investigation probation officer and the youth is placed on probation, the case movesfromthe
courtroom to one of the probation department’s supervision units to be assigned to a
supervision probation officer. The department previously assigned one probation officer to
complete both the investigation and supervision function.

HCJC has one probation officer perform both the investigation and supervision functions.
Probation officersat HCJC are assigned to specific geographical areas. Therefore, using one
probation officer to complete the investigation and supervision functions allow probation
officers to increase their knowledge of specific geographical areas and to become very
familiar with the youths they investigate and supervise. Also, combining the investigation
and supervision functions alows youths and their families to deal only with one probation
officer throughout their involvement with the probation department instead of two different
probation officers. The disadvantage of using one probation officer to complete both
functionsisthat investigations require probation officersto spend moretimein court, which
can take time away from supervising youth in the community. FCJC and LCJC have two
different probation officers perform the investigation and supervision functions. By
separating these functions, the probation department is able to use probation officers who
have better assessment skills and research skills asinvestigation probation officers and use
probation officers who are better at working directly with youths as supervision probation
officers. However, separating theinvestigation and supervision functions does not allow the
investigation probation officers to fully understand the supervision function and the
supervision probation officers to fully understand the investigation function. Since
investigation probation officersdo not haveto superviseyouths, they do not haveacomplete
knowledge of the neighborhoodsinwhichyouth live, which hel pswhen making assessments
during investigation. Also, since supervision probation officers do not have to investigate
youths, they do not have many opportunitiesto enhance their assessment skills, which helps
when creating a case plan for supervision.

Probation staff at CCJC had different opinionsonwhether or not one probation officer could
perform both the investigation and supervision functions efficiently and effectively. Some
staff believethat casel oadswould bereduced if thetwo functionswere combined. Thetheory
behind thisreasoning isthat if the investigation and supervision functions were combined,
there would be more probation officers to supervise youths placed on probation. However,
other staff do not believe that combining the two functions would be beneficial for youths
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and their families. These staff members stated that when more cases come in for
investigation, the supervision casesget neglected. Theonly benefit that all CCIC’ sprobation
staff agreed on wasthat having theinvestigation and supervision function combined all owed
youths and their families to deal with only one probation officer instead of two.

The probation department should reevaluate the feasibility of combining the investigation
and supervision function to be completed by one probation officer. A committee of probation
staff should be formed to discuss the benefits and disadvantages of combining the two
functionsto ascertain if caseloadswill bereduced or if supervision caseswould be neglected
asaresult of moreinvestigations coming into the system. Thiscommittee should objectively
evaluate what policies and procedures are needed to perform these functions properly in
order to potentialy enhance service quality to youths and their families. In addition, this
committee should assess what type of staff training will be needed. If CCJC has probation
officers perform both the investigation and supervision functions, CCJC should consider
contacting HCJC to discuss how the functions can be combined effectively.

Once a youth is adjudicated delinquent, an investigation probation officer is required to
complete an investigation report before the youth’s disposition hearing. After the
investigation probation officer completestheinvestigation, theinformation obtainedisgiven
to a secretary to compile into an investigation report. CCJC isthe only peer court that uses
secretaries to type up investigation reports. The peers require probation officersto type up
al the paperwork obtained in their investigations. The investigation report contains
information about the youth’ s social history such as family background, school records, and
medical history. If a youth is placed on probation, the investigation report serves two
purposes:

° The jurist can use the information in the report to establish the terms and
conditions to which the youth must adhere during the probation sentence.

° The probation department uses the report to develop the case plan for the
youth and to make supervision decisions and decisions about the servicesthe
youth needs.

CCJC’ sprobation department investigation report includes arisk assessment of ayouth but
not aneeds assessment. The probati on department used to compl ete aneeds assessment with
its risk assessment, but this procedure was changed because it was believed that the needs
assessment slowed down the eval uation process.
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A risk assessment isatool that is used to measure the risk that a youth will commit another
offense. In conjunction with arisk assessment, the peer courts conduct a needs assessment
of adjudicated youth. A needs assessment isan evaluation tool that is used to determine and
prioritize the services needs of youths and their families. The risk assessment and needs
assessment tool s are used to devel op an appropriate treatment strategy for youths placed on
probation. Table 4-7 summarizes the risk score categories used by CCJC's probation
department. The risk score is used to determine the supervision level in which youths will
be placed during their probation period.

Table 4-7. CCJC’s Supervision L evel Based on Risk Score

Supervision Level Risk Score
High 24 and above
Medium 14-23
Low 0-13

Source: Staff Interviews

FCJC uses both arisk assessment tool and a needs assessment tool during investigations.
FCJC uses these tools to determine an appropriate supervision level for youths placed on
probation. Table 4-8 summarizes the risk score categories and the needs score categories
used by FCJC to determine which supervision level ayouth should be placed.

Table 4-8: FCJC’'sRisk Score and Needs Score

Supervision Level Risk Score Needs Score
High 21 and above 22 and above
M edium 20to 10 21to0 10
Low 9 and below 9 and below

Source: Risk assessment sheet and needs assessment sheet
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Based on the youth’ s combined risk score and needs score, a youth can either be placed on
high, medium, or low supervision. If ayouth scores 21 or above on the risk assessment and
22 and above on the needs assessment, the youth will be placed on high supervision. If a
youth scores between 10 and 20 on the risk assessment and between 10 and 21 on the needs
assessment, the youth will be placed on medium supervision. If ayouth scores 9 or below on
therisk assessment and 9 or bel ow on the needs assessment, the youth will be placed on low
supervision. The benefit of using arisk assessment in conjunction with a needs assessment
is a better match of intervention servicesto a youth’s treatment needs.

The probation department should consider using a needs assessment in conjunction with its
risk assessment when conducting aninvestigation. The areasthat a needs assessment should
addressincludetheyouth’ sfamily rel ationships, educational needs, substance abuse history,
health condition, employment history, community service needs, and peer relationships.
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Through this assessment process, the evaluation tools help the probation department meet
its goal of providing services to youth that directly address the reduction in criminal
behavior. Research in the criminal justice field supports the concept that matching
intervention services to a youth’s treatment needs increases youths motivation to stay in
treatment. Research al so showsthese youth have better outcomes, meaning that they areless
likely to commit another crime.

Thereisno consistency for caseassignment procedureswithin CCJC’ sprobation department.
Once a case goes to the PSS unit, it gets assigned by the receiving and assignment
coordinator to a district office based on the youth’s residence. After the case reaches the
district office, it isthe probation manager’ sresponsibility to assign the case. Some probation
managers assign cases based on geographic regions or school districts. However, some
probation managers assign cases based on how many cases the probation officer closed the
previous month. For example, if a probation officer closed ten cases last month, he or she
will receiveten new casesthe next month. Thisprocessisused in an effort to keep casel oads
even among probation officers. Probation managersalso do not use aworkload analysistool
to ad them in assigning new cases based on the probation officer's current work
requirements (See F4.12). Probation officers that were interviewed stated the process that
their probation manager used were fair, and that they did a good job in trying to make
caseloads even.

At HCJC and FCJC, the case assignment process is a'ways based on geographic location.
In HCJC specifically, general probation case assignments are based on what school the
probationer attends. Intensive probation case assignments are based on offense and the
probationer’ s risk/need score.

At LCJIC, cases are assigned to district unit managers by the intake unit manager. Casesare
assigned by the district unit manager to the probation officers according to the geographical
location in which the youth resides. Assignments outside a probation officer’s designated
region are made when caseload size or special circumstances dictate. All assignments are
at the discretion of the unit manager. Exceptions may be made by the unit manager based
upon youth and staff requirements.

The probation department needs to establish a better procedure for assigning cases to
supervision probation officers. CCJC should consider making case assignments by
geographical area within each supervision district office. Probation officers should be
strategically assigned to supervise specific geographical areas rather than being randomly
assigned to offenders as they are placed on probation. This concept, referred to as
“place-based supervision,” affords an excellent opportunity for devel oping law enforcement
and corrections partnerships. It also keeps probation officers close to their wards, allowing
them to keep an eye on an offender even when they are not spending time with them. This
also enables probation officers to become familiar with particular neighborhoods to better
serve youths and their families. However, when an excessive number of cases come from a
specific geographical area, the probation manager should assign these excess cases to
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probation officers who have lighter casel oads from their own geographical area. Thisisa
practice aready used by some of the probation managers and should be used by all of them.

Thereareno capson probation officer casel oadsfor regular probation. Aslong ascasescome
into the probation department, they must be assigned to a probation officer for investigation
or supervision. Probation managersthat wereinterviewed stated that they did not have any
incidences where supervision probation officers deliberately were keeping youth on
probation longer in order to avoid getting more new cases. If a supervision probation officer
was deliberately keeping youths on probation longer than necessary or if the supervision
probation officer was not maintaining an appropriate contact level with youths, probation
managers stated that they would eventually find out about it because parents or agencies
would call and complain. Also, all supervision probation officers are required to submit a
weekly schedule of when and wherethey areworking to their probation manager. CCJC also
provides all probation officers with pagers so that they can be reached while they are in the
field. Supervision probation officersareal so required to keep track of the number of contacts
they have with youths and submit the number of contacts to their probation manger. If a
youth returns to court, the supervision probation officer is responsible for preparing an
investigation report and presenting it to the court. Thisreport would state the amount of time
and contacts the probation officer had with the youth, and the parents and the youth have a
chance to dispute the report if the probation officer was not seeing the youth.

FCJC aso requires probation officers to submit contact sheets that outline how probation
officers use their time. If it is suspected that a probation officer is not seeing youths, the
probation manager can review the probation officer’ s contact sheets and follow up with the
youths and their parents to find out if the probation officer saw the youth. In addition to
contact sheets, FCJC provides probation officers with pagers and cellular phones so that
probation officers can be reached at any time while they arein the field.

Over the next eighteen months, HCJC is creating aworkload analysisin which the efficiency
and effectiveness of probation officers are measured. The workload analysis will include
performance measures such as goals and objectives that must be met by each probation
officer. The workload analysis will also be used as a strategic planning tool to help the
probation department ascertain where resources need to be focused.

CCJC should consider creating aworkload analysissimilar to HCJC inwhichthe efficiency
and effectiveness of probation officersare measured. Theworkload analysis should include
performance measures such as specific goals and objectives that must be met by probation
officers. The workload analysis could also be used as a strategic planning tool to help the
probation department ascertain where resources need to be focused.

Workload management and measurement efforts in probation have proceeded from the
assumption that cases vary in their supervision requirements. Proceeding from such an
assumption, case classification becomes necessary for probation workload measurement
regardless of whether the ultimate goal is the economical use of probation personnel,
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improved outcomes for probationers, or both. Although CCJC'’ s probation managerstry to
keep the number of youths even among supervision probation officers, casel oads may not be
even because higher at risk youths require more supervision.

Table 4-9 summarizes five hypothetical weighted caseloads for supervision probation
officers. Each casel oad consists of youths who have been assigned to high, medium, or low
supervision. Based on the youth’ ssupervision level, the youth is assigned arisk/need factor.
High supervision level youths are assigned a weighted risk/need factor of three, medium
supervision level youths receive a weighted risk/need factor of two, and low supervision
level youths receive a weighted risk/need factor of one. The weighted risk/need factor is
multiplied by the caseload size to equal an adjusted caseload by risk/need factor. Then, the
number of contacts the supervision probation officer is required to have with the youth is
multiplied by the adjusted caseload by risk/need factor to equal a weighted value. The
weighted valueisdivided by the casel oad size to equal aweighted workload per case. Y ouths
who areassigned to high supervision require more of the supervision probation officer’ stime
because they are more at risk of committing new offenses and need to be seen more often.
Therefore, two supervision probation officers who supervise the same number of youths
would not have the same amount of work if one of those supervision probation officers had
more youths assigned to high supervision.
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Table 4-9: Weighted Caseloads for Supervision Probation Officers

Supervision Level Caseload Size Risk and Need Caseload by Contact Weighted Weighted
Weighted Factor Risk and Need Level Value Workload
Factor per Case

Probation Officer A

High 10 3.0 30 2 60
Medium 20 20 40 1 40
Low 15 1.0 15 1 15
Total 45 85 115 2.55

Probation Officer B

High 20 3.0 60 2 120
Medium 25 2.0 50 1 50
Low 10 1.0 10 1 10
Total 55 120 180 3.27

Probation Officer C

High 15 3.0 45 2 90
Medium 30 20 60 1 60
Low 15 1.0 15 1 15
Total 60 120 165 2.75

Probation Officer D

High 10 3.0 30 2 60
Medium 20 2.0 40 1 40
Low 25 1.0 25 1 25
Total 55 9% 125 2.27

Probation Officer E

High 30 3.0 90 2 180
Medium 15 20 30 1 30
Low 15 1.0 15 1 15
Total 60 135 225 3.75

Based on Table 4-9, probation officer B and probation officer D both supervise 55 youths.
However, probation officer B has 20 youths on high supervision whereas probation officer
D only has 10 youths on high supervision. Therefore, probation officer B has a total case
weighted value of 180 and probation officer D only has atotal case weighted value of 125.
Probation officer B’s weighted workload per case of 2.55 is greater than probation officer
D’s weighted workload per case of 2.27, which indicates probation officer B’s caseload
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requires more work than probation officer D’s caseload. The same situation occurs when
probation officer C and probation officer E’ s casel oads are compared. Probation officer A’s
caseload is also more time consuming to manage than probation officer D’ s caseload even
though probation officer A has fewer youths to supervise.

The benefit of a weighted caseload analysis is to measure the workloads of supervision
probation officers based on the youth’s supervision level, risk/need factor and contact
requirements. Probation managers may use awei ghted casel oad analysiswhen assigning new
cases to supervision probation officers. For example, based on the weighted workload per
case for supervision probation officers, a probation manager would assign new casesin the
following order: first to probation officer D, then probation officer A, then probation officer
C, then probation officer B, and lastly to probation officer E. In addition to assigning new
cases, a weighted caseload analysis could also be used to determine staffing levels in the
supervision district offices. If the weighted caseload analysis reflects uneven workloads
among the supervision district offices, supervision probation officersin districtswith lower
workload requirements could be moved to districts with higher workload requirements.

CCJC should consider using a weighted caseload analysis to measure their supervision
probation officer’s workloads. The analysis could be used as a management tool to aid
probation managers in assigning new cases to supervision probation officers and in
determining appropriate staffing levels in the supervision district offices. The benefit of a
weighted caseload analysisis that it gives a more accurate picture of supervision probation
officers workloads based on the youth’s supervision level, risk/need factor, and contact
requirements instead of just the total number of youths supervised. Supervision probation
officerswho have more high supervision youthson their casel oads have morework involved
in managing their caseload than a supervision probation officer who has more low
supervision youths on their caseloads. If used, the effects of a weighted caseload analysis
would be an increase in the quality of services rendered to youths and their families.
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Onceayouthisplaced on supervision probation, the supervision probation officer isrequired
to make arequired number of contactswith the youth while he or sheison probation. CCJC
bases the number of contacts on the youth’ srisk assessment, while the peer courts base the
number of contacts on the youth’'s risk assessment and needs assessment. Table 4-10
summarizes the number of contacts required by CCJC and the peer courts per month.

Table 4-10: Contacts Based on Risk/Need L evel

Number of Contacts CccJc FCJC HCJC LCJC
Low Risk 1 every other month 1 per month 1 per month 1 per month
1-2 FF Weekly 1 FF Bi-weekly *
Medium Risk 1 per month 1 Parent Weekly 1 phone bi- 2 per month
1-2 Collateral Weekly weekly
1 FF Weekly 1 FF weekly
High Risk 2 per month 1-2 Parent Weekly 1 phone weekly 4 per month
2-3 Collateral Week ?

Sour ce: Staff interviews
! Face to face (FF) contact
2Collateral includes contacts at school, employment, and other agencies.

F4.14

CCJC hasthe lowest number of contacts with probationers per month compared to the peer
courts. The peer courtsrequire every youth to be seen at |east once per month, while CCJC
allowslow risk youth to be seen every other month. Some supervision probation officers at
CCJC stated that they try to see every youth on their caseload at |east once per month, but
sometimes it is not possible when they supervise alarge number of probationers. The peer
courts make contacts with youth classified as medium risk at least twice per month, while
CCJC only sees them once per month. The peer courts see high risk youth on probation at
least four times per month, while CCJC sees high risk youth only twice per month. Table4-
10 only summarizes the required guidelines for contact standards of supervision probation
officers. Some supervision probation officers do exceed the required number of contacts
when they have extratime or if a youth requires more supervision.

The probation department does not have adequate contact standards for supervising youth
on probation. The number of contacts should increase with risk, based on the initial risk
assessment. However, theimplications of increased supervision contacts at higher levels of
risk arelessclear. Thereareno national standardsfor contact levelsor research specifically
linking contact levelswith outcomes. However, it does seem reasonabl e that doing a better
job of meeting its own supervision standards for high risk/maximum supervision youth,
supervision probation officers would have greater ability to ensure youths are receiving
appropriate services, meeting terms and conditions of probation, and generally making
satisfactory progress. Ultimately, developing pro-social behavior in youth who are on
probation isthe best way to protect public safety and ensuring that community resourcesare
used in the most productive manner.
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CCJC and the peer courtsrequire probation officersto make contacts through acombination
of home, school, community visitsand office visits. LCJC allows officevisits, but requires
they should be kept to a minimum. The rationale for this policy is that a probation officer
who sits behind a desk, and ventures out occasionally, is not doing hisjob. The problems
associated with delinquency and the youth on probation require interaction with the youth
in the community and cannot be solved solely with office visits.

CCJC should assess the probation department’s current contact standards to increase the
number of contactsto alevel comparable to the peers (T able 4-10). Increasing the number
of contacts should increase the quality of servicesto youths and their families.

Contacts should continueto consist of acombination of home, school, community visitsand
officevisits. While adhering to the required number of contactsisimportant, the quality of
those contactsisjust asimportant. Supervision probation officersshould allot an appropriate
amount of contact time with youthsin order for the contact to be meaningful and helpful to
the youth. Supervision probation officers need to carefully construct their weekly schedules
so that they supervise youthsin the same geographical areas on the same days. Supervision
probation officers should also tel ephone youths and their families to confirm appointments
before meeting with them so that contact time is not wasted.

The use of warning letters, which served as the most direct means of bypassing an official
filing asamethod of handling certain minor offenseswas abolished in 1998. CCJC stopped
using warning letters because the court’ s leadership at that time felt they lacked sufficient
authority to serve asadeterrent to further delinquency. Asaresult, more casescameinto the
court system to be filed instead of being diverted at intake. CCJC’s decision to abolish
warning letters could bedirectly correlated to theincreased number of youth coming into the
system and the increase in the number of youth placed on probation (see court servicesfor
adescription of warning letters).
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CCJC hasexperienced anincreaseinthe number of youth being placed on probation. More
specifically, thenumber of unruly youth being placed on probation hasincreased over thelast
few years. Table4-11 illustratesthe number of unruly youth placed on probation from 1996
t0 1999. CCJC isin the process of implementing the Court Unruly Project (CUP), whichis
designed to divert unruly youth from the official juvenile court system by providing high
quality alternative services to the youth (see court services for adescription of CUP).

Table4-11: Unruly Youth on Probation

Change Change
1996 1997 1998 1999 98- 99 96 - 99

Unruly Youth 267 219 218 579 165.6% 116.9%

Supervision probation
officers

56 60 62 49 (21.0%) (12.5%)

Unruly youth per
supervision probation 5 4 4 12 200% 140%
officer

Sour ce: CCJC annud reports and organi zational charts from 1996 to 1999

R4.10 CCJC should consider using arisk assessment tool and needs assessment toolsin order to
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classify youths based on the servicesthey require. Using these tools, CCJC would improve
the quality of servicesrendered to youths and their families (See F4.9). If used, thesetools
could classify and divert more unruly youth from probation to CUP, which provides services
that specifically target unruly offenses. If unruly youth were diverted from probation in
1999, the average caseload would have decreased by 12 unruly youth per supervision
probation officer.

In addition to an increase in the number of unruly youth placed on probation, the length of
time it takes to terminate a case can greatly affect the number of cases probation officers
carry. If the termination process is not efficient, caseloads will be inflated because cases
maintai n active statusuntil they compl etethetermination process. Thismeansthat probation
officersare required to maintain contact with probationers even if the youth hasfulfilled his
or her probation requirements.

CCJC’ sprobation department has had difficulty in finding an efficient and effective way for
terminating cases. Since 1998, there have been three different procedures used to terminate
cases. Before 1998, cases were terminated by the probation officer filling out a card that
stated the youth had completed his or her probation requirements. The decision to close the
case was made by the probation officer and his or her manager. Most probation officers
preferred this process becauseit gave them more authority in closing casesand it wasfaster.
In 1998, this process was changed. The altered process required probation officersto filea
motion, provide notice to the client, check to see if the juvenile had picked up any new
charges, and obtain a copy of the journal entry, which is a document that states the court
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orders. This process proved to be ineffective and inefficient because it was difficult for the
supervision probation officers to locate the youth’s journal entry causing the process to
reguire three months to complete. In June 2000, the termination process changed again.
According to the guidelines for the new process, probation officers no longer have to file
motions. The new procedure involves the probation officer completing adictation, locating
thejournal entry, and checking the computer to seeif the probationer has picked up any new
charges. Oncethisisdone, the probation officer consults with his or her manager and they
jointly decide whether it is appropriate to terminate the case. If the manager approvesit, the
caseissent to theregional chief probation officer for final approval. Thisnew processonly
takes three to four weeks, however, probation officers do not like it aswell as the pre 1998
procedure that gave them more authority in the case termination process. In addition, some
magistrates like the motion process and still require them. This inconsistency creates
inefficiencies becauseit requires probation officersto learn and follow various policies and
procedures for different magistrates.

CCJC needs to do a better job at removing youth from probation in a more timely manner.
Casel oads increase when youth who should have been removed from probation remain on
probation because of a slow termination process. A process should be created so that
probationers are not on probation any longer than necessary. CCJC should make some
modifications to the existing termination process so that youth are removed from probation
soon after completing their probationary requirements. Whenthisisaccomplished, casel oads
for supervision probation officers will be reduced.

FCJC’ s case termination process requires the supervision probation officers to complete a
probation termination report. Thereport providesbackground information on the youth such
as the date the youth was placed on probation, the youth’s offense and gender, the
supervision level at termination, and the date of termination. The report also lists the goals
accomplished and modified during the probation period that are used to measure the youth’s
success. In addition to goals, the report lists programs to which youths and their families
were involved during the probation period. Each program provider must submit adischarge
summary which states the dates the youth wasinvolved in the program and if the youth was
successful or unsuccessful at completing the program. Thereport also allowsthe supervision
probation officer’s to comment on how well the youth adjusted during the probationary
period.

LCJC' s casetermination process requires probation officer to conduct afinal contact with
theyouth and family prior to termination. Before ayouth isterminated, the probation officer
reviews with the youth the final recommendations of whether or not he or she has been
successful or unsuccessful during the probationary period. Appropriatetermination isof the
utmost significanceto theyouth and family to assurethat the closing containsafinal message
regarding the youth’ s experience on probation. Y outh should never be left hanging, or just
“disappear” from supervision. Termination signifies a message to the youth and provides a
final “teachable moment.”
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F4.18 Table 4-12 provides CCJC’s guidelines regarding the length of time probationers should

serve based on the risk assessment conducted by the investigation probation officer.

Table4-12: CCJC Length of Time on Probation Based on Risk Assessment

Risk Assessment Length of Time on Probation
Low 3 months
Medium 6 months
High 9-12 months

Source: Staff interviews

At CCJC, the length of time a youth spends on probation is based on the risk assessment.
Y outh who scorelow on therisk assessment are supposed to be placed on probation for three
months. Y ouths who score in the medium range should spend six months on probation,
whereas high risk youth should spend nineto twelve months on probation. However, Table
4-12 only provides aguideline of the length of time ayouth should be placed on probation.
The jurists can require youth to remain on probation as long as they view as necessary. In
addition, supervision probation officers can require youths to be on probation longer if the
youth is not doing well on probation.

Casel oads can be greatly affected by the length of probation ayouth hasto serve. At CCJC,
the jurists have the greatest authority to render how long a youth must be on probation.
Interviews of probation managers and probation officers stated that some of their
probationers have been placed on probation for an inappropriate length of time. When a
youth is placed on probation for along period of time, caseloads will increase greatly. The
time spent on probation directly correlates to caseload sizes.
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The peer courts base the length of probation a youth serves in a similar fashion as CCJC.
However, HCJC aso basis the length of time on probation on the type of offense a youth
commits. Table 4-13 outlines the lengths of time youths spend on probation based on the
youth’ s risk and needs assessments and the type of offenses committed.

Table 4-13: HCJC's Length of Time on Probation

Classification Length of Time on Probation
Low 2 months
Medium 4 months
High 5 months
Specidized Girl Offenders 4 - 5 months
Sex Offender Felony 1 or 2 1year
Sex Offender Felony 3, 4, or 5 and misdemeanor 6 months
Intensive 6 months minimum

Sour ce: HCJC probation department

R4.12 CCJC should consider basing the length of time a youth spends on probation on arisk and
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needs assessment tools (See F4.9 and R4.5). CCJC jurists should use the information
provided in the risk assessment and needs assessment in determining the appropriate length
of probation. By having more complete information available, jurists may be ableto reduce
the length of probation, which would have an impact on current caseload averages. Based
on these assessment tools, youth who score low should be placed on probation for three
months, youth who score medium should be placed on probation for six months and youth
who score high should be placed on probation for nine to twelve months. Thejurists should
still have considerable discretion in determining the length ayouth spends on probation, but
the risk and needs assessment scores should be used asaguideline in order to prevent youth
from being placed on probation for an extended length of time. CCJC should also consider
basing the length a youth spends on probation on the type of offense the youth committed,
which is a practice used by HCJC.

Probation officers are also required to attend court hearings of youths. Interviews with
several probation staff members indicated that probation officers waste a lot of time when
they have to go to court. For example, if a youth has his or her hearing scheduled at 8:00
am., it can be hours before the case is actually heard by a jurist ( for more information in
case scheduling, seethe court services section of thisreport). Thereisno space closeto the
courtrooms for the probation officers to work nor are there any computers or phones
accessible to them in a designated area. Therefore, during the time probation officers wait
for the hearings to begin, they can rarely do any work. Consequently, this situation may
cause probation officers to be unproductive for up to several hours per week.
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Other probation departments across the United States have increased productivity by
supplying probation officers with laptop computers. In North Carolina, probation officers
have been given laptop computers that enable them to quickly enter their reports into
offender records and provide access to important court formswhile they are away from the
office. Laptop computers have also reduced the need for probation officers to compete for
accessto acomputer in the office because the computers are equi pped with battery-powered
units and car adapters. The Florida Department of Corrections also is examining the
possibility of providing laptop computers to probation officers by implementing a pilot
program called probation officer workstations (POW). The goal of the POW program isto
enhance public safety by increasing the amount of time probation officers are on the streets
supervising offenders in the community. POW automates offender case management
through monitoring and documenting an offender’s compliance with court orders. POW
advisesthe probation officer of high-risk contact requirements, program partici pation needs,
urinalysi srequirements, monetary obligations, and other information related to an offender’ s
case. Offender information is on a live, statewide accessible database that improves
investigative cross feeds, data gathering for new offenses or probation violations if they
occur. In addition to keeping more information on probationers, POW improves the
probation officer's time management and case documentation accuracy and gives the
probation officer more opportunities to be out of the office and into the community.

Since probation officers spend alot of timewaiting for court hearingsfor youth, they should
be able to work while they wait for a court hearing to begin. CCJC should make space
available close to the courtrooms so that probation officers can complete paperwork or
consult with youths while they wait. The benefit of making space available to probation
officers while they wait for court hearings is a reduction of idle time. The time that can be
saved could be used to help probation officers manage their casel oads.

In addition to making space available, CCJC should provide probation officers with laptop
computersin an effort to reduce probation officersidletimewhilewaiting for court hearings
and as an effort to reduce the amount of time spent in the office. The benefits of giving
probation officers laptop computers are improvements in the probation officer’s time
management and case documentation as well as reducing the amount of time probation
officers spend in the office and increasing the amount of time they spend in the community.

Financial Implication: The cost of providing each probation officer with alaptop computer
range from $1,500 to $3,000 each depending on the computer model, desired features and
hardware and software requirements. The total cost of providing CCJC's 76 probation
officerswith alaptop computer would be $114,000 to $228,000. This cost would potentially
be offset by the increased productivity of probation officers. According to a sample of
probation managers and probation officers, the average probation officer spends
approximately two to six hours per week waiting at the court for hearings. Thistranslatesto
an average of fours hours per week or about ten percent per week of unproductivetime for
each probation officer for an annual cost estimate of approximately $257,000.
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There are presently 19 secretaries within the probation department which account for one-
third of the probation department’ ssupport staff. The majority of secretaries (10) work inthe
four investigation district offices. Their duties relate to compiling and typing reports for
investigation probation officers. If CCJC purchases laptop computers for investigation
officersto assist in the report writing process, fewer secretaries would be needed. The cost
savingsin salaries and benefits could help to offset the cost of purchasing laptop computers
for probation officers.

CCJC should consider reducing the number of investigation probation secretaries by six
positions. Following these reductions, there will still be one secretary at each district office
for investigational support.

Financial Implication: Eliminating six investigation probation secretarieswould save CCJC
approximately $170,000 annually in salary and benefit expenditures.

Theprobation department’ SPSS-1 unit providesrehabilitative servicesdirectly to youthsand
their families. The PSS-1 unit consists of the multi-systematic therapy (MST) program and
the day treatment program, which are both funded through RECLAIM Ohio. The MST
program hastwo vacanciesfor M ST therapistsasof July 31, 2000. The M ST program isbest
suited for the treatment of serious antisocial behavior in adolescents who are in danger of
being removed fromtheir homesand representsasignificant departurefrom moretraditional
strategies. MST is a home-based services approach developed in response to the lack of
scientifically proven, cost-effectivetreatment. With itsfocuson family preservation through
home-based services, MST shows real promise of achieving lasting results. The day
treatment program has a vacancy for a youth development coordinator and a youth services
worker. The day treatment program provides a structured environment consisting of
education, life skills, cultural activities and mentoring sessions for at risk youth. Interviews
with probation staff members stated that both of these programs have been successful forms
of probation, but both programs have been hindered by vacant positions not being filled in
a timely manner. According to the budget manager, there is sufficient money in the
RECLAIM budget for vacant positions to be filled. Therefore, if positions are not filled, it
isan internal departmental issue and not a budget constraint problem.

The vacancies in RECLAIM Ohio programs should be analyzed and filled as soon as
possibleto ensurethat the programsare operating effectively and efficiently. Interviewswith
the MST supervisor, the day treatment program manager, and several other probation staff
have supported the view that these programs have been very effective forms of probation.
Between January and June 2000, the MST program has had an 89 percent success rate as
measured by the youth who have completed the program, have not committed any new
violation and are still living at home. The day treatment program achieved a 74 percent
success rate as measured by successful completion of the program as of December 31, 1999.
However both of these programs have experienced shortages of staff that have hindered the
services that the programs can provide to the highest at risk youth.
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Financial Implication: Filling thetwo vacanciesinthe MST program and the two vacancies
in the day treatment program would further increase the success both programs have
achieved at rehabilitating youth on probation. The cost to fill these vacancies would cost
approximately $156,000 annually in salaries and benefits.

Currently, only the probation expediter within the probation department is responsible for
placing youth in residential placement facilities. This person is only responsible for
completing the paperwork and making sure the youth gets placed. The decision of which
residential facility a youth will be sent to resides with the jurists and depends in part, on
which facility will accept the youth based on the referral packet sent out by the placement
expediter. There are four placement probation officers who are required to monitor the
residential facilities in which youth are placed. The placement probation officers main
concerns are that they visit youth while they are in residential facilities and that youths are
receiving the appropriate treatment. Monitoring the facilities and its staff is a secondary
concern. There are objectives and performance indicators stated in the contracts between
CCJC andtheresidential placement facilities. However, thereisalack of proper monitoring
of theseresidential placement facilitiesto ensure that the facilities are meeting the specified
performance measures.

Under the current organizational structure, the placement probation officers report to the
regional chief probation officers. In previous years, placement probation officers were
centralized and worked under the direction of amanager. Placement probation officersonly
see youths who are aready in residential placement facilities. CCJC's four placement
probation officers visit al the residentia facilitiesin which youths are placed. Therefore,
if four different youth are assigned to four different placement probation officers and are
placed in the same residential facility, each of the placement probation officers must go to
that facility tovisit theyouth. Inpreviousyears, placement probation officerswereassigned
to youth based on the residential placement facility in which the youth was placed. This
allowed the facility to deal with only one placement probation officer instead of four.

There should be a centralized residential placement unit that consists of a manager and
placement probation officers. The number of placement probation officers should be
determined by the number of youth in placement and the number of facilities. This unit
should be dedicated to placing juveniles into appropriate residential placement facilities
based on the youth’s needs instead of available space and cost. This unit should also be
responsiblefor monitoring residential placement facilities, whichiscurrently not being done
appropriately. In addition, each placement probation officer should be assigned to specific
residential facilities instead of each placement probation officer visiting all the facilities.
Thiswould allow each placement probation officer to establish good rapport withthefacility
and would allow the residential facility to deal with only one placement probation officer
instead of four. Thistype of arrangement would al so savethe court money intravel expenses
because it would prevent four placement probation officers from going to the same facility
several times.
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The manager of the residential placement unit should be responsible for supervising the
placement probation officers so that youth are receiving the appropriate treatment. In
addition, it should be the manager’ s responsibility to ensure that all residential facilitiesin
which CCJC placesyouth are being eval uated based on specific performance measures. The
manager should also be responsible for rotating staff to different facilities so that one
placement probation officer does not become too familiar with one facility.

A residential placement unit should have specific performance measuresin placeto evaluate
facilities such as recidivism rates and the number of juveniles who have successfully
completed the program. In addition, this unit should also be responsible for administering
aftercare services to youth who have been released from residential facilities. Having a
separate placement unit would ensure that youth are being placed in appropriate, safe
residential facilities based on six critical areas of residential facility operations. These six
areas include safety, order, security, programming (including education and treatment),
health/mental health, and justice.

Currently, the probation department is responsible for monitoring its own programs and has
only one probation monitor designated to complete this function. However, the probation
monitor only supervises the programs funded through RECLAIM Ohio. One person cannot
do athorough job monitoring all of the RECLAIM programs because of the amount of work
it takes to ensure that the program provider and the Court are meeting their contract
requirements. The monitoring process for these programs includes quarterly site visits,
contract compliance reviews, and progress reports. Progress reports include the number of
contacts the program had with the youth, the number of contacts it had with the youth’s
probation officer, and the program’s recidivism rate. Measuring and keeping track of
recidivism ratesisanew concept that the probation department isimplementing. In addition,
the monitoring process hel ps to ensure that the program and the department are within state
guidelines (For further information regarding program monitoring, see or ganizational and
administrative services).

Until it was reorganized in 1998, the probation department was called probation and
community services. Under thisorganization, the department wasresponsiblefor intake and
assessment, probation investigations, probation supervision, program management, and
program planning and development. During 1998, the department was reorganized and
renamed to the probation services department. Under this organization, the department is
responsiblefor the PSS unit, probation investigation, and probation supervision. Theintake
and assessment function was moved to the court services department and the program
planning and devel opment function was moved to the administrative services department.
M ost of the program management functionsremained within the probati on department under
the PSS unit.

Since the reorganization of 1998, the probation department no longer has any staff solely
designated to track and collect restitution payments from probationers. Thisfunction isnow
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overseen by the supervision probation officers. However, this function is not being
adequately compl eted because of high casel oads and the complicationsthat occur when more
than one probationer has to pay restitution to the same victim. For example, when two or
more youths are required to pay restitution to the same victim and the youths are assigned
to different probation officers, victims have to talk with two or more probation officersto
find out about the status of the restitution owed them.

Restitution at HCJC and FCJC is not collected by probation staff, but restitution is collected
by probation staff at LCJC. At HCJC, it isthe responsibility of the clerk’s office to collect
restitution from probationers. FCJC has a juvenile restitution unit in its court services
department that is responsible for ensuring youth meet their court ordered restitution
obligations. The juvenile restitution unit finds sites for youth to work at in the community
and arepaidfivedollarsper hour. LCJC hasnine employeeswithin the probation department
who are designated to help probationers meet their restitution obligations and collect
restitution payments from probationers.

CCJC needs to establish a better procedure to collect restitution from probationers. One
option could beto transfer the function of collecting restitution from supervision probation
officersto the clerk’s office. Another option could be to hire additional employees within
the probation department to collect restitution. By removing restitution collection,
supervision probation officers would have more time to spend with youths, which could
potentially reduce caseloads. Victims would be able to contact designated staff instead of
several supervision probation officers to find out the status of their restitution payments.
Also, centralizing thefunctionwould makerestitution paymentseasier to track and collection
could be made more efficiently. Therefore, CCJC should consider moving the function of
collecting restitution to the clerk’ s office (For further information regarding the collection
of restitution payments, see court services).

Theelimination of thetraining department resulted in decreased training within the probation
department. When the court had a separate training department, new probation officers
received six months of training before they were assigned their own casel oad as opposed to
the current system where new probation officers only receive a minimum of forty hours of
orientation. Under the current training procedures, it is the responsibility of the probation
managersalong with their senior probation officers totrain new staff. Theproblemwiththis
method i sthat probation managersand senior probation officershave several other dutiesand
responsibilities to attend, including managing casel oads.
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CCJC should increase the training requirements for new probation officers. This could
greatly improve the communication lines within the probation department and increase
efficiency of operations. The training component for probation officers should include the
following:

° New employee orientation

° In-service training that updates the policies, practices and procedures of the
probation department and the Juvenile Court.

° Professional and skill development through training, education and/or

professional affiliations on current trends in the profession.

HCJC hasatraining program that isjointly coordinated and implemented by court services
training committee, co-chaired by the special services coordinator, a probation team
supervisor and the director of the intervention unit, with input from the court services lead
team. At least one member of the committee will have completed a 40-hour “train the
trainer” course. Additional input may be sought from court services staff on an annual basis.
All new employees receive a minimum of 40 hours of orientation based on policies,
programs, regul ations, and procedures. Provisionsexist for acknowledging and giving credit
for prior training received. Full time professional employees are required to receive a
minimum of 40 hours of training annually. All support staff are required to receive a
minimum of 16 hoursof training annually. Part time employeesworking lessthan 35 hours
per week receive orientation and training appropriate to their positions. Employees are
encouraged to further their education

The probation department no longer hasadesignated staff person dedicated to seeking grants
and other types of funding solely for the probation department. Before the reorganization of
the Court in 1998, staff were designated within the probation department to seek grants and
other types of funding. Currently, grant writing and finding other funding sources are left to
management who do not have adequate time or resources to fulfill this function. Staff
members have stated that they do not feel the department is receiving al the funding it is
eligibletoreceive. Inaddition, staff membersfeel that a person dedicated to seeking grants
would help the department fulfill needed services. None of the peer courts have staff
designated within the probation department to grant writing. However, the peer courts do
have staff within the court for grant writing that work with probation staff to find other
sources of funding (See or ganization and administrative services).

CCJC should have its grant-writing staff meet with the probation department on a regular
basisto discussthe needs of the department. Having the grant-writing staff secure additional
grants and funding sources for CCJC should help fund existing programs that need more
resources, while making possiblethe establishment of additional programsto meet the needs
identified by the probation staff.
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F4.28 Recent national statistics from the Office of Juvenile Justice and Delinquency Prevention

F.29

reported that 20% of the violent crimes committed by juveniles occur after school hours,
between 2:00 p.m. and 7:00 p.m. During this time, juveniles who are not involved in
structured activities are more likely to become involved with illegal drugs, weapons, gang
activities, and other delinquent acts.

Based on a comparison to the peer courts, CCJC and FCJC are the only courts that have
mandatory evening hours for probation officers. CCJC requires probation officers to work
on either Monday or Wednesday. Probation officersare allowed to choose which night they
prefer to work. Evening hours are from 12:00 p.m. to 8:15 p.m.. The purpose of evening
hours is increase accessibility to juveniles and their families. During evening hours,
probation officers are supposed to spend amajority of the timein the field making contacts
with youth on probation.

FCJC’ s probation department also mandates evening hours for probation officers, but the
probation officer’ s schedul eistaken into consideration to determine which eveningswill be
worked. FCJC hasevening hoursuntil 8:00 p.m. Monday through Friday. General probation
officers work evening hours two nights per week from 12 noon to 8:00 p.m. Probation
officerswho work in the intensive probation unit work evening hours two nights per week.
Intensive probation officers only work evening hourstwo nights per week for the following
reasons:

° Three evenings per week greatly limits the times that a youth can be seen at
school.

° If aprobation officer is scheduled to work liaison duty ona 8:00 am. - 5:00
p.m. day, this only leaves one day per week that a youth can be seen at
school.

° Three evenings per week limits the time that can be spent in the building
doing paperwork.

° Agency contacts often have to be made in the morning in order to catch

workers who often go into the field in the afternoon.

HCJC' s probation department is in a transition period of requiring evening hours for all
probation officers. Currently, only some positions are required to work during the evening.
A lot of discretion is given to the staff in determining when evening hours can be worked.
On average, probation officersin HCJC only work one to two evenings per month. HCJC
believes that requiring evening hours for probation officers will better help the court to
accomplish its mission of providing services for the positive development of children and
the safety of the community.
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C4.1

F4.30

LCJC also doesnot have an official evening hour policy for its probation officers. However,
LCJC stated that it would most likely create aformal policy inwhich probation officerswill
be required to work evening hours in order for the probation department to be more
accessible to the public. Some probation officers at LCJC currently work evening hours
without being required to do so.

Thechief probation officer hasdoneagood job in recognizing the need for probation officers
to work evening hours and creating a policy that requires probation officersto work at least
one evening per week. The probation department needs to be accessible to the public, and
having evening hours for probation officersis a good way to accomplish that goal.

CCJC should evaluate the benefits of expanding the evening hour policy for probation
officersto two nights per week. The benefits of probation officers working evening hours
include greater public safety and a better understanding of the youth being supervised.
Public safety cannot come first if supervision, such as it sometimes is, takes place in the
probation officer’ s office. Effective probation supervision should take place where youthful
offenderslive and work. Whilethe officeisrightfully the base of probation supervision, the
neighborhood should be the place of supervision. Firsthand knowledge of where the youth
lives, his family and his immediate and extended environment are critical elements of
meaningful supervision. Such community probation should be highly visible, and this
visibility should be positive in nature. Meaningful supervision also means that it is
conducted at times not confined to the traditional 8:00 am. to 5:00 p.m., Monday through
Friday, workday. To be effective, it must also be delivered during evening hours.

CCJC does not have night court services nor does HCJC, FCJC, or LCJC. Interviewswith
probation staff at CCJC reveal ed different opinionsabout the potential effectivenessof night
court services. Some staff believe that the court needs to be more accessible to the public.
Other staff members feel that the court should not accommodate the public’s desire for
increased accessibility because night court services would take away from court staff’s
families.

Proponents of providing night court services believe it could aleviate the problems
associated with new welfare reform policies. Under this new reform, welfare recipients
must work, which causes problems for parents who work during the day and have to go to
court with their children.

The extracosts of implementing night court services, along with staff resistance, arethetwo
key factors preventing the Court from providing night court services. If night court services
wereoffered, therewould beasubstantial increasein security costs. Inaddition, theopinions
of several members of the court’ s staff would have to be changed in order to make them see
the necessity of such a service.
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Chicago, Illinoisimplemented night court services for narcotics casesin 1989. During the
early 1980s, Cook County experienced agreat increasein the number of felony prosecutions
brought in the criminal courts. The increase in the number of indictments for drug-related
crimes caused dangerous over crowding in the county jail facilities. The Cook County
Narcotics Night Court Program established the following goals:

° To decrease the casel oad-to-judgeratio in order to facilitate an effective and
efficient adjudication of cases;

° To decrease pretrial time

° To alocate appropriate attention to both narcotics cases and more serious
crimes.

Chicago had both problems and successes in implementing its Narcotics Night Court
Program. Problems included judges, clerks, public defenders, Assistant State Attorneys,
sheriffs, probation officers, and other court staff raising concernswith the evening hours, the
safety issues, and the likelihood of the program’s success. Another problem that the
narcotic’s court encountered was coordinating the various departments involved in the
criminal court system. These departments include the County Board, the Chief Judge's
Office, the Sheriff's Office, the State Attorney's Office, and the Public Defender's Office.
This coordination involved alleviating the fears, through interdepartmental meetings,
surrounding the implementation of a new program within the criminal court system. The
coordination required selecting judges from within the legal system as well as gathering
volunteers from the various departments to work the night court division.

The Cook County Night Narcotics Court could adapt easily to avariety of settingsacrossthe
country such as large, urban areas that have experienced a rapid increase in drug-related
crimes. Any court system with a commitment to control the inflow of narcotics cases can
accomplish what Cook County has done. Cooperation by all court agencies, along with
leadership from the presiding judge's office, is the key to success.

CCJC should continue to examine the feasibility of implementing night court services. The
benefits of night court services would make the court more accessible to the public, and
would reduce the number of casesheard during theday. The disadvantages of implementing
night court services are the extra cost of running the court during evening hours and the
potential resistance that may result from staff members.

If CCJC wasto seriously consider providing night court services, thejudges and magistrates
would havetotakealeading roleinitsimplementation. Anincreased commitment to better
customer service would be required from the leaders of the court from the planning stage to
itsfinal implementation in order for night court services to be successful.
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Programs
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F4.33

F4.34

Throughout the United States, increasing attention has been given to both the “Balanced
Approach” and “Restorative Justice’” models in dealing with juvenile offenders. The
“Balanced Approach” seeks to involve the community, while the “Restorative” model
reflectsadisposition that isconcerned with restoring victimsto more positive health. Across
thenation, severa juvenile courtshaveimplemented these model sby devel oping community
and teen courts as well as appointing ajuvenile court community court liaison coordinator.

The amount of involvement of parents, probationers, and the community in the juvenile
probation system depends on several factors. To better understand these factors, a report
developed by the Department of Criminology and Criminal Justice of the University of
Maryland entitled “ Preventing Crime: What Works, What Doesn’t, What’ s Promising” was
presented to the United States Congress and prepared for the National Institute of Justice.
Thisreport stated that the most basic structural feature of any community is the condition
of its families. Basic family practices in child-rearing, marriage, and parental employment
appear to have an enormous impact on the criminality of both children and parents. The
failure of many parents to marry has been the target of many programs for preventing
extramarital pregnancy, especially among teenagers. Thefailure of many parentsto provide
consistent affection and discipline to children has been the target of other programs, from
parent training to home visitations.

CCJC does not have any programs teaching parenting skills to refer parents of delinquent
youth. FCJC refers youth and their familiesto three different programs that offer parenting
services. These services include two planned parenthood and a children’s hospital teen
program.

CCJC should consider establishing a program similar to FCJC that is designed to educate
parents of probationers on how they can improve their parenting skills. Research has shown
that among the most powerful predictors of mental health problems among adolescents are
poor family relationships. Children whose parents are hostile, punitive or neglectful, are at
risk for developing numerous mental health problems, and children with mental health
problems are at risk for developing patterns of antisocial and violent behavior.

Probation under community supervision is the most popular choice of disposition for the
juvenilejustice system. Numeroustraditional community-based programs began during the
community corrections movement of the 1970s. Nonviolent offenders were placed on
community supervisionin an effort to avoid or alleviate crowding in commitment facilities
and to provide the court with additional options. The benefits of having community-based
probation include the following:

Probation 4-41



Cuyahoga County Juvenile Court Performance Audit

° The requirements of probation are easier to complete because services are
more accessible to clients.

° Providers of probation services are very familiar with the neighborhoods in
which they serve.

° Resources in the community enable the probation department to give

juvenilesmore chancesto succeed without sending them to acommitment or
detention facility.

° Community services also give juveniles an opportunity to stay at home with
their families. Several probation services are geared toward helping the
juvenile and their family.

° It ischeaper to keep juvenilesin the community instead of confining themin
acommitment or detention facility.

C4.2 CCJIC hasdone agood job in recognizing the trend of using community-based programsto
rehabilitate youth. The probation department offers and refers probationers to severa
programs and services that are located within the youth’s community. These programs and
servicesaddressawidevariety of issuesthat affect youthsand their families. Some of these
programs and services include wraparound services, in-home treatment, substance abuse
counseling, mental health services, and sex offender treatment.

F4.35 CCJC has a service directory that is a reference for programs that are available for felon,
misdemeanant and unruly male and female offenders and their families. The community-
based programsintheservicedirectory areintended to provide accountability for thejuvenile
offender, while devel oping new opportunities for youth to make productive contributions,
build competency and establish a sense of belonging. The service directory lists agencies
with which the court has contracts and other programs with which the court does not have
contracts but to which it can refer youths for services. The core services provided by the
CCJC probation department are administered through the following programs:

Substance abuse - chemical dependency assessment and treatment programs
Sex offender programs

Day treatment programs (education, cultural, and mentoring)

Family focused programs

Mental health programs

In-home treatment programs

Weapons programs

Positive education programs

Mentoring programs/project restoration

Counseling and diagnostic services
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The multi-systematic therapy (MST) program isafamily focused program that has enjoyed
agreat deal of success both locally and nationally. CCJC' s MST program reported an 89%
success rate as measured by youth who have not committed any new offenses since
completion of the program. The Office of Juvenile Justice and Delinquency Prevention
(OJIDP) reported several M ST programson anational level have been successful inreducing
recidivismrates, improving family and peer rel ationships, decreasing behavior problems, and
decreasing rates of out of home placements.

Although CCJC has done a good job of recognizing the trend of using community-based
probation programs, there are still gaps in the services it provides. Currently, there is only
one program that is specifically designated for female offenders. The number of female
offenders who need specialized services is rising. In addition to additional programs for
female offenders, more programs that deal with domestic violence, hate crimes, and
parenting programs are needed. CCJC should assess these program needs and fill them in
order to ensure youths are receiving the most appropriate services.

The probation department operates under a centralized budget. CCJC utilizes a centralized
budget in order to hold each department head accountable for his or her department’s
expenditures. Having the budget function concentrated in one area helps prevent
departments from overspending.

The chief probation officer isresponsible for the probation department’ s budget. He meets
with the budget managers of the General Fund and RECLAIM Ohio fund in order to discuss
the department’ s budget. They attempt to meet every month to discuss the budgetary issues
that affect the department. However, the chief probation officer does not receive monthly
management reportsthat state the department’ smonthly expendituresand whether or not the
department is spending over its budget. Regular management reports are important because
they could act as an aid for program and staffing planning.

The probation department should monitor itsbudgetary practicesand spending moreclosely.
The chief probation officer should receive management reports that state the department’s
monthly expenditures and provide comparisonsto its budget. Having monthly management
reports will aid the chief probation officer in making decisions about what services the
department can obtain.

Thechief probation officer isresponsiblefor the department’ sbudgetary practicesregarding
service contracts and service agreements. The two main responsibilities of the chief
probation officer in creating new service contracts and service agreementsareto discussthe
needed services with probation staff and to find out what the needs of the community are.
Once thisis accomplished, the chief probation office meets with the budget staff to discuss
these needs. The chief probation officer and the budget manager discuss the needs and a
decision is made whether or not there is money in the budget to fulfill the requests.
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The chief probation officer meetswith hisregional chief probation officers at |east once per
week. The regional chief probation officers meet with their probation managers twice per
month. The probation managers vary in the amount they meet with their probation officers
that meet with them. Several probation managers stated that they meet with their probation
officersindividually and as aunit. Probation officers that were interviewed stated that their
probation managers fostered an open door policy where they could talk about issues at any
time. The entire probation department attempts to have departmental meetings every three
months. However, the department has had trouble finding space large enough to
accommodate the entire staff.

During the departmental meetings, the staff has the opportunity to discuss the needs of the
department as well as any other concerns. The purpose of departmental meetings is to
ascertain what the service needs of the probation department are and to assess whether or not
the department can enter into a service contract or service agreement to fulfill those needs.
Some probation managers and probation officers have stated that issues are discussed, but
nothing ever comes of it. Several suggestions and ideas are mentioned but they are not
implemented, and there is no communi cation why nothing was done. Several staff members
stated that they are more concerned about knowing why the suggestions and ideas were not
implemented than they were about not having the suggestions and ideas implemented.

LCJC has policies and procedures regarding service needsreviews. LCJC requiresthat the
service needs of the youth population under the supervision of the probation department are
reviewed annually. The service needs of youth are determined through:

° Surveysinitiated by administrative staff on youth service needs asidentified

by probation staff.

° Analysis of annual probation statistics which assist in determining those
programs to be funded by the court.

° Information generated on court-funded programs in the community.

Results of these surveys, statistical analyses and court-funded programs are reported to the
probation department for review.

CCJC should use some of the methods used by LCJC to assess the needs of the probation
department. Although the chief probation officer doesask all staff for input about the needs
of the department, thereisalack of communication about what needs can be fulfilled. Good
management practice requireskeeping staff informed about theissuesfacing the department.
If specific services and programs cannot be created, the chief probation officer along with
the deputy chief probation officer and the regional chief probation officers should
communicate the reasonswith therest of the staff. Reasons should include strategieson what
can be done until the department can fulfill the needs.
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The probation department does not have a detailed list of procedures for its budgetary
practices regarding service contracts and service agreements. Furthermore, the chief
probation officer does not have aformal method of ascertaining the needs of the department.

HCJC has a detailed list of procedures for budgetary practices regarding its probation
department. In order to prepare a budget, all facets of ongoing programs, new programs
proposed, and long range goals are evaluated. By approximately June 1%, a solicitation of
needs is sent to each administrative staff. This solicitation includes adue date for submittal
in order for the needs to be used in the production of the budget request. Items to be
considered when developing the requests are:

° Evaluating existing and projected staff needed

° Evaluating existing space and projected needs for capital improvements

° Eval uating existing and projected needsfor consumable and non-consumable
items.

° Evaluating existing and projected travel and staff training needs.

HCJC personnel (i.e., DY S coordinator, chief probation officer, executive director of court
services and designees) draft written agreements with approximately licensed, community
residential and non-residential programs. All agreements are signed by the administrative
judge, Hamilton County Board of Commissioners or their designee, and each community
group residential or non-residential program signatory authority.

CCJC should implement some of the policy and procedures used by HCJC for budgetary
practices regarding its probation department. CCJC’ s probation department should have a
detailed list of proceduresregarding itsbudgetary practicesfor service contracts and service
agreements. Thechief probation officer should evaluateall existing programs, new programs
proposed, and long range goals in order to ascertain the needs of the department. Once this
is completed, the chief probation officer would be better able to communi cate with budget
personnel about the probation department’ s budget.

The probation department does not effectively monitor allocated funding for each of its
programs. The district probation offices receive alist of program referrals that were made
by each district probation office and by program. However, these referral reports do not
indicate the number of available spaces that each program can service. In addition, these
reports do not tell the user which programs need to have fewer referrals because of alack
of funding. In August 2000, referrals to in-home treatment programs which are funded
through the General Fund had to be stopped because of lack of money in the budget to pay
for the services. In-home treatment programs provide services to youth who have problems
with parent/child conflict, adolescent adjustment, mental health issues, or are at risk of
removal from home. Staff interviewsindicatethat in-hometreatment programsare excellent
programs for rehabilitating youth.
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R4.27 All probation programs should be monitored to ensure that referrals to programs nearing
budgetary limits are admitting only youths who have the highest need for the services. The
district probation offices should receivealist of program referrals that indicate the number
of available spaces that each program can service. In addition, these reports should tell the
user which programs need to have fewer referrals because of alack of funding. The benefit
of thisreport would beto inform staff who makesreferrals aware that the program has used
most of itsfunding, and that they should placetheir highest need youth first and refer therest
of the youth to different but appropriate programs.

RECLAIM Ohio Programs

F4.40 Table 4-14 summarizes RECLAIM program statistics for CCJC, FCJC, HCJC, and LCJC
during FY 1999. Each county that uses RECLAIM fundsisrequired to report the following
information to the Ohio Department of Y outh Services.

Table4-14: RECLAIM $Statisticsfor CCJC, FCJC, HCJC, and LCJC for FY 1999

CCJC FCJC HCJC LCJC Peer Average
Total Admissions 1,135 465 1,656 123 748
Successful 355 160 739 40 313
Completions
Successful 31% 34% 45% 33% 37%
Completions %
Still in Program 548 139 524 31 231
Still in Program % 48% 30% 32% 25% 29%
Missing Data 3 40 123 5 56
Missing % 0.3% 8.6% 7.4% 4.1% 6.7%
Other * 229 126 270 47 148
Other % 20% 27% 16% 38% 27%

Sour ce: Ohio Department of Y outh Services, Office of Research
Other program status can include AWOL, adult arrest, parole violation, adjudication on anew offense, youth moved from county,
or youth deceased.
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During FY 1999, CCJC admitted the second most number of youths (1,135) to RECLAIM
programs than the peer courts. CCJC reported a 31 percent successful completion of youth
whowereenrolledin RECLAIM programs, which wasthelowest successful completionrate
reported by the peer courts. In addition to the lowest successful completion rate, CCJC also
reported 48 percent of youths admitted to RECLAIM programs were still enrolled in the
same program at the end of FY 1999, which was 66 percent higher than the peer average.
Thismay indicatethat youthsat CCJC are on probation longer than necessary. CCJC had the
lowest percentage of missing data compared to the peers, which indicates that CCJC keeps
adequate records of the youths enrolled in RECLAIM programs. CCJC aso reported the
second lowest percentage (20 percent) of youths classified as other status.
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CCJC used 12 different program types to rehabilitate youthsin FY 1999. However, seven
program types accounted for a majority of the number of youths admitted to RECLAIM
programs. Table 4-15 breaks down the total number of youths admitted to RECLAIM
programs by program type for CCJC and the peer courts.

Table4-15: RECLAIM Statistics by Program Typefor CCJC, FCJC, HCJC, and LCJC

Peer Average
Program Type Admitted | Successful Still in Missing Other Success Still in Success Still in
Youths Complete Program Data Comp. Program Complete Program
% % % %

Day Treatment
CCcJC 179 46 72 1 60 26% 40% 28% 27%
FCJC 62 20 14 5 23 32% 23%
HCJC 16 4 5 1 6 25% 31%
LCJC 0 - - - - - -

After care Enhancement
CCJC 90 4 83 0 3 4% 92% N/A N/A
FCJC 0 - - - - - -
HCJC 49 40 2 0 7 82% 4%
LCJC 0 - - - - - -

Wrap Around Services
CCcJC 118 19 85 0 14 16% 2% N/A N/A
FCJC 0 - - - - - -
HCJC 8 0 6 0 2 0% 75%
LCJC 0 - - - - - -

Out of Home Placement
CCJC 49 28 7 0 14 57% 14% 27% 33%
FCJC 5 0 3 1 1 0% 60%
HCJC 656 403 36 64 153 61% 5%
LCJC 31 6 11 2 12 19% 35%

Sex Offender
CCcJC 86 15 42 0 29 17% 49% N/A N/A
FCJC 0 - - - - - -
HCJC 0 - - - - - -
LCJC 11 6 3 0 2 55% 27%

Substance Abuse
CCJC 16 0 13 0 3 0% 81% 30% 28%
FCJC 24 5 6 4 9 21% 25%
HCJC 11 4 4 0 3 36% 36%
LCJC 9 3 2 0 4 33% 22%

Mental Health
CcJC 589 238 245 0 106 40% 42% 27% 20%
FCJC 11 3 2 1 5 27% 18%
HCJC 0 - - - - - -
LCJC 27 10 7 1 9 26% 22%

Sour ce: Ohio Department of Y outh Service, Office of Research
Probation 4-48




Cuyahoga County Juvenile Court Performance Audit

Based on a comparison of the peers of CCJC’ s seven most used program types, CCJC had
higher percentage rates of successful completions for wrap around services, out of home
placements, and mental health servicesat 16 percent, 57 percent and 40 percent respectively,
whichindicatesthese programsare effectiveforms of probation. However, CCJC wasbelow
the peer average for successful completion rates for day treatment, aftercare enhancement
services, sex offender services, and substance abuse treatment. More specifically, CCJC
reported a 26 percent successful completion rate for day treatment while the peer average
was dlightly higher at 28 percent. CCJC had a 4 percent successful completion rate for
aftercare enhancement services compared to HCJC's 82 percent, which indicates CCJC
needs to make improvements to their aftercare enhancement services. CCJC reported a 17
percent successful completion rate for sex offender services while the LCJC reported a 55
percent. CCJC did not report any successful compl etionsfor substance abusetreatment while
the peer average was 30 percent. CCJC was below the peer average for the percentage of
youths still enrolled in wrap around services and out of home placements at the end of FY
1999, which indicates that CCJC was more successful at rehabilitating youths more
efficiently for these types of programs than the peers. However, CCJC reported the highest
percentages of youths still enrolled in day treatment, aftercare enhancement services, sex
offender treatment, substance abuse services, and mental health counseling services at the
end of FY 1999 than all of the peers. These higher percentages may indicate that youths at
CCJC may be spending alonger time on probation than necessary based on similar probation
programs used by the peer courts.

CCJC should assess if providers of probation programs keep youths enrolled in these
programslonger than necessary. Based on the peer comparison of similar probation program
types, CCJC has ahigher percentage of youths remaining in programsthan the peers. CCJC
should consider contacting the peer courts who have similar probation programs that have
reported more successful completions of youths and fewer youths still enrolled in the same
program than CCJC. More specifically, CCJC should contact HCJC to ascertain how HCJC
is able to successfully complete more youths and have fewer youths remaining in their
aftercare enhancement services, out of home placements, and substance abuse services. Also,
CCJC should consider contacting FCJC to ascertain how FCJC is able to successfully
complete more youths and have fewer youths remaining in their day treatment services.
CCJC should aso consider contacting LCJC to ascertain how LCJC is able to successfully
complete more youths and have fewer youths remaining in their sex offender services and
substance abuse services. When contacting the peer courts, CCJC should discussindividual
program goals, program objectives, performance measures and suggested length of time
youths should be enrolled in different types of programs.
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F4.41 In addition to submitting statistics to ODY S regarding RECLAIM programs, CCJC aso
internally tracks recidivism rates for their probation programs. Recidivism is defined as an
adjudication or adult conviction for anew offenseor an adjudication for aprobation violation
or aviolation of court order. Recidivism rates used in conjunction with program objectives
and performance indicators, which are stated in CCJC’ s service agreements, determine a
program’s success. Table 4-16 summarizes recidivism rates for CCJC's programs from
April 1, 1999 to December 31, 1999.

Table 4-16: Recidivism Rates

Programs #of Youth who did # of Successful * Recidivism Rate?
Recidivate Completions
M ulti-systematic ther apy 8 62 13%
Linkages 13 110 12%3
Residential 11 30 37%3
Wraparound 12 47 26%
Sex Offenders 0 18 0%:3
Substance Abuse 8 89 9%
Day Treatment 14 49 29%
Domestic Violence 13 109 12%
YDC Aftercare 5 22 23%
Y outh Advocacy 47 289 16%
Praobation Villages 0 3 0%
Drug Court 0 4 0%
L eader s of Tomorrow 4 16 25%
Clinical Assessments 0 0 0%
Intake Diversions 0 0 0%*
Totals 136 848 16%

Sour ce: Research, Planning & Evaluation Unit, Administrative Services Department

! Successful terminations are based on programs that had releases as of 12/31/99

2 Success rate for recidivism was based on successful terminations as of 4/1/99 to 12/31/99

3 Some of the linkages programs, residential placement facilities, sex offender programs, and the intake diversion program did not have any releases
asof 12/31/99.
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It is apparent from Table 4-16 that some of CCJC's programs are more successful at
preventing youths from recidivating than others. This is because different programs are
designed to treat different types of youth. For example, wrap around services are most
appropriate for youth who have severe behaviora or emotional problems, psychiatric or
substance abuse issues or entire families with a multiple of needs. Since this program is
geared toward youths and their familiesthat have multiple needs, wrap around services had
alower percentage rate of successful completions and a higher recidivism percentage rate.
Y outhswho have multiple needsaremorelikely to commit new offensesand to not complete
programs than youths who have fewer needs.

The peer courts do not internally track recidivism rates for probation programs like CCJC.
Since HCJC believes recidivism is aweak indicator of a program’s success, the probation
department does not haveimmediate accessto thisdata. However, inthefuture, HCJC plans
on integrating recidivism information into a comprehensive performance measurement
system and will use recidivism information in conjunction with many other indicators to
measure a program’s success. Therefore, no recidivism data is available either from the
recent past or currently to compare to CCJC’ srecidivism rates. FCJC and LCJC al so do not
keep statistics on youths after probation has been compl eted.

Initsservicecontracts and service agreements, CCJC requiresthat program providersensure
objectives and performance indicators are met. For example, Bellfaire, Berea Childrens
Home, and Parmadale all have service agreements with the court to provide wraparound
services. Theservice agreementsstated thefoll owing objectivesand performanceindicators:

Objectives Performance Indicators

1. 75% of adjudicated youth admitted to the program
during the contract period will successfully completethe
program

1. Number of adjudicated youth admitted to the program
duringthe contract period who successfully completethe
program.

2. 40% of adjudicated youth admitted to the programwiill
not recidivatewithin 3 monthsof successful releasefrom
the program

2. Number of adjudicated youth who do not recidivate
within 3 months of release from the program.

The above objectives and performance indicators are Ohio’ s minimum standards for wrap
around services. The second objective is a poor standard because it takes longer than three
months to adjudicate a youth. In other words, a youth could complete the wrap around
program and commit an unlawful offense the next day and still be counted as successfully
completing the program because it would take longer than three months to adjudicate the
youth. Therefore, every youth who completes the program will meet the second objective,
which gives a false sense of the program’s success. According to internal RECLAIM
program tracking information, the three wraparound program providersthat CCJC useshave
a combined successful termination rate of 53 percent and a combined recidivism rate of 26
percent. Bellfaire, Berea Childrens Home, and Parmadal e had successful termination rates
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of 16 percent, 66 percent, and 62 percent respectively. Therefore, none of the program
providers met the first objective of the service agreement. Individually, Bellfaire, Berea
Childrens' Home, and Parmadal e had recidivism rates of 33 percent, 24 percent, 26 percent
respectively. All three program providers meet the second objective of the serviceagreement.
However, as previousy mentioned, the second objective is not an accurate measure of
success because it takes longer than three months to adjudicate a youth.

The chief probation officer is required to complete a vendor performance evaluation form
for each program. When aprogram is being eval uated, the termsand conditionsof itsservice
contract or service agreement are to be compared to the vendor’ s actual performance. An
evaluation criterion takes into account the timeliness, quality and effectiveness of the
services and the vendor’ s ability to meet the objectives and performanceindicators stated in
the contract or agreement. All three vendorswho operate wraparound programsreceived the
highest rating of good for itsoverall performance despite thefact that all three programsdid
not meet the objectives stated in the service agreement.

One agency provider of wraparound services was asked to comment on their failure of
meeting the first objective of their service agreement. The agency stated that they did not
meet the stated objective in their contract, and that no corrective action was taken by the
probation department. The probation department’s program monitor discussed ways the
contract objectives could be met with the agency.

HCJC recently started to create specific performance measures for some of its probation
programs in which program providers must meet. These specific performance measures are
in addition to the state’s minimum objectives and performance indicators. For example,
HCJC sresidential treatment program for femal e offenders has the following performance
measures and state requirements:

° Each female has short term and long term goal s that must be met. The goals
arespecifictothefemal € spersonal needs. Each female must meet amajority
of the goals set for her.

° The parent or guardian of the female must have an 80 percent attendancerate
° The program must have a 70 percent successful completion rate
° Femaleswho successfully compl ete the program should not commit any new

offenses and be adjudicated within three months.
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R4.29 CCJC should monitor the performance of the agencies with which it has service contracts
and service agreements. Thefact that CCJC has objectives and performanceindicatorsinits
service contracts and service agreements are only meaningful if they are measured and
assessed. The purpose of implementing program objectives and performance measuresisto
ensure that the program meets the service needs of youths and their families. If an agency is
not meeting those objectives or performance measures, the probation department should
ascertain why they were not met and should work with the agency to make sure that youth
arereceiving appropriate care. Sinceit takes longer than three months to adjudicate a youth
at CCJC, this fact should be taken into consideration when CCJC creates their service
agreements with program providers. CCJC should also create specific program objectives
and performance measures for each of its probation programs in amanner similar to HCJC.
Performance measures should include individual short term and long term goals for youths
that must be met. This would allow CCJC to have another measure to gauge a program
provider’s performance.

Residential Placements

F4.43 Residentia placement is the most expensive form of probation. The budget allocates $3.4
to $3.5 million for residentia placement per year from a combination of the General Fund
and RECLAIM monies. However, inrecent monthsthe Court has spent $700,000 per month
for residential placements. CCJC hasbeen ableto fund all residential placements because of
excess money in the RECLAIM budget. However, a the current rate of residential
placements, this excess will be completely depleted by the end of fiscal year 2001.

The peer courtsdo not haveissueswith overspending for out of homeresidential placements.
HCJC' s Hillcrest Training School is able to service youth who need to be removed from
home. In addition to Hillcrest Training School, HCJC contracts with a local agency that
conducts a clinical assessment on youths to determine what types of services the youth
requires so that out of home residential placement can be avoided and youths can be placed
In appropriate community-based programs while remaining at home. FCJC's probation
department is not responsible for placing youth in out of home residential treatment. When
the probation department determines that a youth needs to be placed in an out of home
residential treatment program, areferral is sent to the children’ s service board. Theyouthis
placed in temporary custody of children services until the court hearing determines if the
youth needs to be sent to a out of home residential treatment facility. FCJC also has
improved their aftercare programs so that youths may be removed from out of home
residential treatment more quickly and treated in the community. LCJC hasacommittee that
assesses a youth’ s progress in out of home residential treatment every 90 days. If the youth
Isnot making adequate progress, the committee will recommend the youth be removed from
theresidential treatment facility. However, LCJC’ sresidential placement coordinator works
withthe agency so that youths placed inresidential treatment facilities successfully complete
the program.
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R4.30 CCJC should cresate strategies for reducing placement costs. A program evaluation report

F4.44

on juvenile out-of-home placement was conducted by the Office of the Legidative Auditor,
State of Minnesota in January 1999. This report revealed several strategies that counties
could use to reduce placement costs. Some of the strategies included the following:

° Having pre-placement panels or committees review and screen placement
recommendations
° Increasing interagency (social services, corrections, schools, law

enforcement, etc.) cooperation through collaboratives.
° Reducing caseloads for probation officers

° Using community-based programs, such as intensive supervision, mental
health counseling, and mentoring
° Accessing family-based programs, such as in-home family counseling and

parental education.

° Creating school-based programs, such as in-home family counseling and
probation officers based in the schools.

° Developing truancy programs, including aternative schools for truants

° Making culturally specific programs available

o Using e ectronic home monitoring

° Making services available to children and families after the children return
home.

° Using treatment foster care asan aternativeto residential treatment facilities

° Placing children for shorter periods of time

° Aggressively pursuing parental fees

° Making available to each probation officer monthly statistics about the

placements they made - the number of placements, days of care, and costs

CCJC has the capability to use some of these suggested strategies. For example, the court
uses community resources for mental health programs, mentoring programs, in-home
counseling, and electronic monitoring. CCJC should make certain that these resources are
being used to their maximum effectiveness. CCJC should also provide reportsto probation
managers and probation officers that depict monthly statistics about the placements they
made. These reports should include the number of placements, days of care, and the costs
involved in the youths care. CCJC should also ensure their aftercare programs are suitable
to treat youths and their families after the youth has been released from residential treatment
facilitiesin order to reduce recidivism rates. In addition, the probation department should
convene a committee that reviews and screens cases that have been referred to residential
placement facilities by probation officers. This committee should assess whether or not
placing ayouth in aresidential facility is the most appropriate treatment option.

Thenumber of youthsbeing placed into residential facilitiesby CCJC hastripled since 1998.
According to the probation expediter, the increased number of youth in residential facilities
can be attributed to the changing philosophy of jurists, who do not want to commit youth to
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the Ohio Department of Y outh Services(ODY S). ODY S operates nine state institutionsand
tworesidential centers. Thetwo residential centersoperate programsdesigned totreat youths
who need intensive substance abuse services, are medically fragile or mentally retarded.
However, there appearsto be agreater stigmaattitude to youth being sent to ODY Sthan to
those placed in residential treatment despite the fact that ODY S has excellent treatment
programs.

CCJC should assess why youth are being sent to out-of-state residential facilities when the
Ohio Department of Y outh Services (ODY S) has two residential treatment centers. Oneis
adrug treatment center and the other isfor medically fragile and mentally retarded youth.
Both provide intensive residential treatment to youths committed to ODY S who have high
needs in these areas. All residential centers provide program orientation, individual
counseling, group sessions, religious services, and family treatment and recreation, as well
as specialized services.

In addition, CCJC should assess whether or not using excess RECLAIM Ohio funds to
financeresidentia facilitiesisappropriate. Using RECLAIM dollarsto commit juvenilesto
residential placement defeats the purpose of the initiative plan. RECLAIM Ohio was
developed in 1993 by the ODY Sto help alleviate the burden on the juvenile justice system.
RECLAIM Ohio enables local courts to target specific areas where funds can be used to
divert youth from being institutionalized. Programs funded by RECLAIM Ohio serve youth
who are eligible for a commitment to ODY S, as well as misdemeanant offenders. Each
program and each person served by RECLAIM Ohio is tracked and monitored (see
organization and administrative services for more information on the use of RECLAIM
funds).

Model Programs for Early Intervention and Delinquency Prevention

F4.45

Communication with the community is an important factor in preventing delinquency.
Interviews with various probation staff indicated that CCJC does not effectively
communicatewith the community about what the juvenile court can and cannot do. Research
has shown that each community may have adifferent set of risk factorsfor delinquency and
other problem behaviors, or adifferent combination of factors. Therefore, it isimportant for
every community to conduct its own assessment of factors that lead to delinquency,
dependency, abuse and neglect, and to select its own interventions from a variety of
program options.

CCJC should engage in more community relations within the county in order to improve its
juvenile justice system. Making the public aware of the operations and capabilities of the
juvenile court would help the probation department better serve youth and their families. In
addition, CCJC needs to work with the community to find solutions to juvenile crime. A
series of professional speakers isan excellent way to engage diverse community leaders on
juvenile justice issues. Suggested topics could include: overview of the juvenile justice

Probation 4-55



Cuyahoga County Juvenile Court Performance Audit

F4.46

F4.47

systemin Cuyahoga County; history and importance of thejuvenilecourt; current challenges
in the juvenile justice system; myths and facts about juvenile crime; and minority youth in
the juvenilejustice system. The Juvenile Court Centennial Initiative, which is supported by
the Office of Juvenile Justice and Delinquency Prevention, suggests a series of professional
speakers should include the following components:

° Ask alocal university, high school, civic association, faith organization or
business to host the speaker series.
° Schedule the speaker series over several weeks, at varying times, at locations

near public transportation, and make child care avail ableto ensure maximum
community participation

° Ask ajuvenile court judge, ajuvenile defender, juvenile court administrator,
juvenile probation officer, community-based juvenile justice program
director, or juvenile justice state advisory group chair to come speak.

° Involve youth in the planning and organizing of the speaker series.

° Invite an author to speak about their latest book on juvenile justice issues.

° Ask community and business leaders to participate by giving brief opening
remarks or hosting a pre or post event reception.

° Post flyers with a calendar for your speaker series.

° Send the speaker series calendar to local newspapers to include in their
weekly schedule of community events.

Thecritical importance of early prevention andintervention for reducing delinquency, crime,
and violence hasbeen consi stently documented by research findings. Thereisclear indication
that problem behavior often begins early in life, and there is strong evidence of substantial
continuity between problem behavior in early childhood and | ater adol escent delinquency and
seriousadult criminality. Not only can early prevention and intervention reduce future crime
and delinquency, but waiting until the mid-to-late teenage years to intervene in serious,
persistent delinqguency commonly reduces the chance of successful rehabilitation.

National research states that juvenile courts need to engage in delinquency prevention and
intervention programs. According to the Janiculum Project, which provides
recommendations that are designed to serve as amodel for action for legidators, executive
branch officials, and members of the judiciary for juvenile court reform, juvenile courts
should engage in more community-oriented problem solving to identify the sources of
delinquency, dependency, abuse, and neglect. The Janiculum Project, which was supported
by the nationa State Justice Institute and the federa Office of Juvenile Justice and
Delinquency Prevention, stated that the juvenile court should be a leading participant in
community planning teams that use aresearch-based framework to develop prevention and
early intervention programs, including family preservation, family strengthening, parent
training, and pre- and post-natal home visitation, and child care.
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CCJC should engage in comprehensive approaches to delinquency prevention and
intervention whichinclude collaborative efforts between thejuvenil ejustice system and other
service provision systems, including mental health, physical health, child welfare, and
education. Delinquency prevention and early intervention are the most cost-effective
strategiesinreducingjuvenilecrime. CCJC should al so provide community-based programs
for youth at greatest risk of involvement in delinquent activity and should allocate more
resources to early intervention with children in dysfunctional families. These families can
be identified using objective risk and needs assessment instruments, such as those
recommended by the national State Justice Instituteand thefederal Officeof JuvenileJustice
and Delinquency Prevention.

CCJC’s probation officers do not provide intervention counseling services to siblings of
youths who are on probation. Supervision probation officers only triesto get the youth on
probation and the parents involved in the probation process. The current focus on older
youthsdoeslittle about the younger children who could soon follow the same nonproductive
pathsastheolder, seriously delinquent youthsintheir familiesand communities. The current
focus on older juvenilesis at best a stopgap measure; in the coming years, in the absence of
effective early prevention and intervention, younger delinquents will replace today's older
seriousdelinquents. Research supportsthe opinionthat siblingswho havebrothersor sisters
on probation are more likely than other youths to commit an offense and be placed on
probation themselves. Thisfact was collaborated by several members of the probation staff
who stated many of the same families areinvolved with the probation department for more
than one child.

CCJC’s probation officers should provide intervention counseling services to siblings of
youthswho are on probation. The Balanced Approach model of juvenilejustice supportsthat
probation officers should refer younger siblings of probationers to preventive programs to
break the delinquency cycle. Involving younger brothers and sistersin the probation process
could prevent them from committing an offense and being involved with the juvenile court.

Despite the wide variety of programs offered by or through the probation department, there
are no early intervention or prevention programs such as school-based probation that try to
deter youth from committing delinguent acts. Since 1990, the Pennsylvania Commission on
Crime and Delinquency has provided more than $5 million in funding support for school-
based probation programsin 50 of Pennsylvania s67 counties. Through thisprogram, some
150 probation officers, working in about 300 schools, have served more than 16,000
juveniles. The goals of this program are too more effectively monitor day-to-day behavior
of youths under supervision, reduce school violence and disciplinary incidents, improve
school attendance, reduce school suspensionsand expulsion, improve academic performance
and reduce recidivism among targeted youth. However, the real, hidden value of school-
based probation istheway it brings experienced probation officersinto routine contact with
at-risk youth - both formally and informally, as mentors, speakers, role models, and
cautionary advisors. Some probation officers who have participated in school-based
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probation programsin Pennsylvania have stated that the program has had a profound effect
on kids who were not on probation. Probation officers located in the schools are often
allowed to give classroom presentations about the probation process and county juvenile
detention facilities, which clears up some misconceptions youths have about juvenile
detention centers being a great place to go. The results of the program vary from county to
county in Pennsylvania, but a large scale study found that school-based probation officers,
school administrators, and students on school-based probation across the state strongly
believed that the program was effective in boosting attendance and academic performance
and reducing misbehavior in school.

Pennsylvaniais not the only state that hasimplemented school-based probation programsas
anearly intervention method. California, Arizona, and Maryland have al so had implemented
similar programs. InBakersfield, California, the Kern County probation department’ soffice
of community partnerships and preventive services operates the nation’s longest running
school-based probation program. The first Kern County probation officer was placed in
Bakersfield High School under a Juvenile Justice Advocacy Grant from the Office of
Juvenile Justice and Delinquency Prevention in 1975. Currently the department has what it
calls prevention specialists in each of the nine high schools in metropolitan Bakersfield,
sharing office space with school administrators and counselors, supervising casel oads,
handling referrals, and conducting teacher training and law related education classes. The
program is paid for out of the county budget.

The Sacramento County, California probation department sends juvenile probation officers
into area schools under a variety of specia programs. Apart from the direct probation
supervision, Sacramento County’s school-based probation officers are involved in gang
identification, truancy reduction, conflict prevention, intensive counseling, and teacher
training. Some are paid by the county, some by the school district, and some under special
grants with their own funding sources.

In Maricopa County (Phoenix) Arizona, the safe schools program, which has been in
operation since 1995, currently assigns 24 juvenile probation officersto full-timework inthe
schools. Thesafe school program’ soverall purpose hasmoreto do with prevention and law-
related education than with direct probation supervision; however; most participating
probation officers carry minimal casel oads or none at all, merely serving asliaisonsfor the
probation officers who are assigned to supervise students in their schools. Instead, they
concentrate on making class presentations and providing teacher training, counseling
individual students, moderating support groups, overseeing conflict resolution activities, and
smoothing communications between the educational and court systems. A total of 35
schoolsin 12 school districts participate in the program, which is paid for by a state grant.

TheMaryland Department of Juvenile Justice recently initiated its state-funded Spotlight on
Schools program, which has placed a probation officer in at least one school in each of the
state’s counties. Spotlight on Schoolsis based on a pilot program operated in a cluster of
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schools in southern Prince George' s County during the 1996-97 and 1997-98 school years.
A preliminary evaluation of the pilot program - under which juvenile probation officers
supervised students on probation, handled intake for new referrals, and conducted staff
development classes, among other activities - found a significant decline in absenteeism,
disciplinary referrals, and suspensions among probationers during the program’ sfirst year.

Based on the success of other states school-based probation programs, CCJC should
consider implementing someform of school-based probation. At aminimum, CCJC should
establish arapport with Cleveland areaschool sthat would enabl e probation officersto make
classroom presentationsand talk to youth about thefacts of probation and thejuvenilejustice
system. Thistype of program should be geared toward youth under the age of 12. Thereis
alot of potential for a school-based probation program in Cleveland area schools because
probation officers already make contact with several school officials during investigations
and supervision of youth.

There are several benefitsto aprogram like school-based probation. One benefit isthat the
probation officer has the ability to see the youth interact with their peers on a day to day
basis. School iswhere most of the youth’ stime is spent, most of their challengesfaced, and
most of their struggling and growing done. School is the best place to get to know youth,
who their friends and enemies are, what pressures they are under, what mattersto them and
why. In addition, the probation officer is able to initiate contact with the youth frequently,
while standard probation supervision may entail only one or two scheduled meetings a
month. Only seeing a youth once per month does not give arealistic view of what is going
on within the youth’ s life. School-based probation enables the probation officer to have a
continuous picture of the youth in order to better rehabilitate him or her. Another benefit of
school-based probation programs is that it increases the quality of the contacts that the
probation officer has with the youth.

CCJC’ sprobation department doesnot haveanintensive probation program. The department
utilized an intensive probation program until it was cut in 1998. The program utilized a
team approach in an effort to provide high levels of supervision to the highest risk youth.

HCJC' sprobation department has ateam approach for itsintensive probation program. The
team consists of a probation team supervisor, seven to eight probation officers with some
handling only special cases, and aprobation monitor. Theteamissupplemented by asupport
team, which consists of intake clerks and a receptionist, and a victim’s unit team, which
consists of four victims officers and one clerk. According to the chief probation officer,
HCJC' sintensive probation program has been fairly successful. The probation department
is currently making changes to the program so that youths who are at the highest risk from
being removed from their homes are being placed in the program first.
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FCJC's probation department also has an intensive probation (ISP) program. This unit
consists of probation officers, who are committed to providing structured supervision and
comprehensive services to high risk youth with a continual attention to community safety.
Intensive probation is a highly structured, community-based program in which there is
greater frequency of contacts and linkages with other community programsin an effort to
diminish therisk of subsequent delinquent behavior. FCJC' sintensive program’ s structure
has changed over the years because the number of probationersincreased and it becameclear
to the court that the intensive probation unit needed to expand and evolveto fit those needs.
Currently there are nine officersin theintensive probation unit. Three of those officerswork
with extreme at-risk youth and carry caseloads of 15 to 20 probationers. These officers are
called ISP -I. The other six officers are called ISP - Il. These officers work with
probationers who are considered high risk, but not as high as probationers in the 1SP-I
program.

When FCJC' s probation department was creating its intensive probation unit, it researched
other counties acrossthe country that haveintensive probation units. All of the countiesthat
FCJC researched used ateam-based approach and had fairly small caseloads. Cook County
(Chicago), Illinoishasthree person teamswith amaximum casel oad of 40. Phoenix, Arizona
has two person teams with a maximum caseload of 25 and three person teams with a
maximum casel oad of 40. In Jasper County, Southwestern Missouri, an intensive probation
unit caseload is 25 with three contacts per week. For the most part, the probation officers
at FCJC have become comfortable and accustomed working their own casel oads and do not
feel that ateam approach isworkableat thistimewith the number of youth on ISP probation.
FCJC’ sintensive probation program isfunded through RECLAIM Ohio funds and had a60
percent success rate as measured by youths who were not committed to ODY'S after
completing the program. If FCJC did not have an intensive probation program, the youth who
did not successfully complete the program might have been committed to ODY S earlier.

CCJC should develop an intensive probation program for its youth assessed to be most at
risk. The benefit of such aprogram would be a higher level of supervision by the probation
officers. Close supervision of youth could enhance compliance with terms of probation and
law-abiding behavior. The costs associated with placing a young offender on intensive
probation are considerably lessthan incarceration. However, to fund an intensive probation
program, CCJC should consider thefeasibility of using RECLAIM Ohiodollars. Successful
completion of an intensive probation program could result in fewer commitments to a
residential placement or detention facility, thus reserving space for more serious offenders.
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Technology

F4.52 Although CCJC did not implement the probation module, the probation department has
access to the following information through the Juvenile Information System (JIMS).

Identity of the juvenile on probation

CCJC personnel involved with the juvenile

Juvenile s family members background information

Other agencies or programs with which the juvenile isinvolved
Case digposition

Duration of the probation sentence

Fines or court fees associated with the case

Probation termination status

Case notes or narratives

Procedures for court ordered community service

Information regarding whether or not the conditions of the court order were
satisfied

Placement location

Date probation officer was assigned or terminated

Risk assessment total score

Probation officer who completed the risk assessment
Additional background information CCJC has on the juvenile

Probation department personnel havethe ability to produce reports based on the abovelisted
information. The probation department module provided by PROWARE provides amore
comprehensive case management system that could assist the probation department in
conducting daily operationsin an effective and efficient manner.

If CCJIC implements the probation module, the probation department could use the JIMS
system to improve probation officer case assignments, obtain more information onfacilities
and programs, schedule and track contacts by probation officers to youths, and enhance
management reports. By not implementing the JIMS system’s probation module, CCJC
ability to increase accountability of the probation department has decreased.

Probation
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PROWARE provides separate modules for the probation and the detention departments.
However, due to financia constraints, CCJC did not include a probation system in its
contract. The specialized features for probation and detention departments include the
following:

Officer Assignments
Contact Tracking
Specia Programs
Intervention Unit
Work Detail
Electronic Monitoring
Visitation Tracking
Incident Tracking
Medical Processing
Facilities/ Programs

CCJC should contract with PROWARE for the probation module enhancements. The
probation department provided a list of desired features for the Juvenile Information
Management System (JIMS) that would improve day to day operations, and would lead to
better servicesfor juvenilesoverall. Currently, JIMSisnot comprehensiveand only provides
probation employees with general information. Furthermore, JIMS does not provide
probation with comprehensiveinformati on regarding the program effectivenessfor theyouth
or case management support.

Financial Implication: According to the court administrator, the probation module would
cost approximately $182,000.

Only select probation staff had received training on JIM S before itsimplementation date of
July 24, 2000. The training occurred three months prior to the implementation, which has
hindered someusers’ ability to usethe system because asignificant length of time has passed
sincethey last used it. The benefits of having the entire staff trained onthe JIMS system are
that the available technology would be used to its full capabilities and users would be able
to use the new system to complete their job functions more efficiently.

The chief probation officer should make sure that the entire probation staff receivestraining
ontheJIMSsystem. Theregional chief probation officersshould beresponsiblefor ensuring
that the probation managers under their supervision know how to use the IMS system. In
addition, the probation managers should be responsible for assuring that probation officers
that are under their direction are using the JIMS system to its full capabilities. Training
should be provided by the research, planning and evaluation department.
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CCJC does not use any automated processes to monitor youth who have been placed on
probation. However, across the county several probation departments are using a high-tech
tool for monitoring short-term, low risk probationers. For example, the Marion Superior
Court Probation Department in Indianapolis, Indiana implemented the PAM (Probation
Automated Monitoring System) kiosk, developed by AutoMon Corporation, which allows
specific probationers to report using an ID card and then verifying their identity by placing
their fingerprint into a fingerprint reading device. This combination triggers an ATM type
machineto completean interview with the probationer. During that interview the probati oner
is asked to verify some specific information, including any changes such as employment,
wherethey live and if there has been any contact with the police. Questions about drug use
can also be included.

Sinceitsinception, thisexpedited casel oad system has taken more than 650 casesthat would
have otherwise gone to the regular probation caseloads. Thisis a savings of between 15 &
20 cases per casawork officer over a two-month period, and has saved casework officers
morethan 8-10 hours of work that would have been spent on new cases. Casel oads are down
in numbers to their lowest in the past few years. The response from these "expedited"
probationers has been very positive. There are currently plansto place other kiosksin other
secure areas around town with 24 hour access.

Inthewinter of 1992, theNew Y ork City Probation Department wastold to cut $3.3million
over four years, the salary equivalent of one-third of its 350 probation officers. A designteam
was hired to devel op anew process based on the goal of protecting public safety through the
treatment and rehabilitation of violent, high-risk offenders. The process uses a
well-researched risk-assessment instrument to predict an offender’s risk of arrest for a
violent criminal act. It makes better use of scarce resources by focusing probation officer
time on the most violent-prone offenders, and saves officers from time-consuming chores
through the use of information technology. It replaces the old “one-size-fits-all” approach
with a system of triage that sorts probationers according to risk and needs and provides
different treatments for each. The following lists the key elements of the new system:

° Gain Sharing - To provide an incentive for staff to look for ways to save
money and improve its business operations, and to gain the support of the
union representing clerical workers and the probation officers association.
Thedepartment worked out agai n-sharing agreement that provided one-third
of any financial savings gained from the new system would be shared with
employees. The money may be passed on in the form of higher salaries,
increased training, or other direct benefits.

° Automated Case Tracking - The goal is to reduce administrative time spent
by probation officers searching for items like reporting dates and re-arrest
dates, and to bring information from avariety of sourcesto the officer's desk
easily and quickly so that probationers can be tracked through all stages of
adult supervision.
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Automated Reporting Kiosks - One of the more creative aspects of the
process is the use of technology for those at low risk of violence.
Probationers in the non-enforcement track will soon report to kiosks being
installed around New Y ork City. There, they can engage in an interactive
"interview" and enter data on their name, place of residence and current job
status.

Goals - Based on 10 factors established by the research on violence-prone
people, the probation officer does aneeds assessment and focuses on two or
three major long-range goal s such as maintaining steady employment with a
career path. Short-term goals that support the long-term targets are also set
sothat the probationer can achieve small butimportant stepsthat demonstrate
change.

The $3.3 million cut took place and the department lost 78 employees. The re-
engineered process was implemented across New Y ork City in a phased plan. The
new kiosk technology was developed over atwo-year period

R4.40 CCJC should continue to examine the possibility of using an automated reporting method
for non-felons. At this time, there are very few juvenile courts using such a system to
examineits effectiveness. However, several adult probation departments across the country
have had success with the implementation of an automated reporting system. The benefits
of an automated reporting system for non-felonsarereduced casel oadsfor probation officers,
increased supervision of youth, increased convenience for the youth and probation officer
and a more automated system for collecting information on youth.

New Y ork City’ sprobation department spent $925,000 i mplementing an automated reporting
system. CCJC should consult with an automated reporting System provider to ascertain how
much asimilar system would cost in Cuyahoga County.

Probation
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Financial Implications Summary

The following table represents a summary of the revenue enhancements, annual cost savings and
implementation costs discussed in this section. For the purposes of this table, only recommendations
with quantifiable financial impacts are listed.

Summary of Financial Implications
for the Probation Department

Recommendation Estimated Estimated Estimated
Cost Savings | Implementation | Implementation
(Annual) Cost Cost
(One-time) (Annual)
R4.1 Ellmlnfate one supervision regional chief $62,000
probation officer
R4.2 Fill vacancy for supervision probation $56,000
manager
R4.13 Prqwde laptop computers to probation $171.000
officers
R4.13 Reduce the amount of unproductivetime
of probation officers by using laptop $257,000
computers
R4.14 Ellr_n_mate Six probation secretary $170,000
positions
R4.15 Fill four vacancies in the MST program $156,000
and the day treatment program
R4.38 Implement the probation module for the
JIMS system $182,000
Totals $489,000 $ 353,000 $212,000

In order to implement many of the recommendati ons suggested within thereport, CCJC will
need to incur the one-time costs associated with the technology improvementslisted above.
However, the use of improved technology should enhance the productivity of its probation
officers and its program monitoring capabilities, while potentially reducing the number of
support staff positions. Therefore, the payback in technology expenditures should be in
potential savingswhich, when realized, could be allocated for other expenses such asfilling
vacancies in the MST and day treatment programs.

Probation
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Conclusion Statement

According to the operating statistic comparisons of CCJC and the peer juvenile courts, CCJC
conducts more investigations per investigation probation officer and supervises more youth per
supervision probation officer. CCJC’ s supervision probation officer also manage higher casel oads
than recommended by professional standards. Because of theseindicators, it appearsthat thequality
of services provided to youths and their families have been negatively affected. Inorder toimprove
the quality of services rendered by the probation department and potentially decrease the average
caseload of probation officers, CCJC should include a needs assessment in conjunction with arisk
assessment during investigations, use aweighted average casel oad analysisfor assigning new cases,
monitor RECLAIM Ohio programs more closely, implement alternative probation programs, and
use existing technology through the JIM S system to gain efficiencies.

CCJC' sinvestigation probation officers do not include aneeds assessment in conjunction with arisk
assessment when conducting investigations. These investigations include information about the
youth’s background and family history. Based on this report, the investigation probation officer
completes arisk assessment of the likeliness of the youth committing another offense. In addition
to arisk assessment, the probati on department shoul d conduct aneeds assessment, whichisacurrent
practice used by the peers. A needs assessment determines and prioritizes the service needs of the
youth and his or her family. Research supports the concept of matching intervention servicesto a
youth’s treatment needs would increase a youth’s motivation to stay in treatment. Research also
shows that when intervention services are matched to a youth’s treatment needs, these youth have
better outcomes, meaning that they are less likely to commit another offense. Therefore, by using
aneeds assessment to better match intervention servicesto ayouth’ s treatment needs, CCJC could
enhance the quality of services rendered to youths and their families.

CCJC does not have auniform procedure for assigning new cases to supervision probation officers
such asusing aweighted average casel oad analysis to determine each probation officer’ sworkload.
Without established uniform procedures for assigning new cases, the probation managers have no
guidelines by which they can measure a supervision probation officer’s performance and may
perceive workloads differently. Therefore, a weighted caseload analysis could be used to measure
the workloads of supervision probation officers based on the youth’s supervision level, risk/need
factor and contact requirements. If the weighted caseload analysis reflects an uneven workload
among the supervision district offices, supervision probation officers in districts with lower
workload requirements could be moved to districtswith higher workload requirements. If used, the
effects of aweighted caseload analysis would be an increase in the quality of services provided to
youths and their families.
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Based on a comparison to the peers, CCJC’ s probation programs funded through RECLAIM Ohio
have not reported as favorable results as measured by successful completion rates and percentage
of youth still enrolled in programs. CCJC reported a 31 percent successful completion of youth who
wereenrolled in RECLAIM programs, which wasthe lowest successful completion rate reported by
the peer courts. In addition to the lowest successful completion rate, CCJC al so reported 48 percent
of youths admitted to RECLAIM programswere still enrolled in the same program at the end of FY
1999, which was 66 percent higher than the peer average. Thismay indicate that youthsat CCJC are
on probation longer than necessary. Therefore, CCJC should increase the monitoring process of
RECLAIM Ohio programs to ensure youths and their families are receiving the highest quality of
servicesavailable. Inorder toimprovethemonitoring processfor RECLAIM Ohio programs, CCJC
should also analyze the probation department’s termination policy and guidelines for length of
probation to determineif youth are spending an extended period of time on probati on than necessary.
The termination policy and guidelines for length of probation could be potential reasons why the
RECLAIM Ohio program’s successful completion rate was below the peer average and the
percentage of youth still enrolled in programs exceeded the peer average.

CCJC doesnot use any early intervention or delinquency prevention programs such as school-based
probation or intensive probation programsthat try to deter youths from committing delinquent acts.
Based on national statistics, school-based probation programs across the United States have been
effective in boosting attendance and academic performance and reducing misbehavior in school. In
addition to school-based probation programs, intensive probation programs have achieved positive
resultsin several juvenile court systems, including the peer courts. The benefit of such a program
would be a higher level of supervision by probation officers. Close supervision of youth could
enhance compliance with terms of probation and law-abiding behavior. Therefore, CCJC should
consider implementing a school-based probation program and an intensive probation program in
order to enhance early intervention and delinquency prevention servicesto youthsand their families.

CCJC should use the JIMS system to its full capabilities to help the probation department gain
efficiencies. The JIMS system can provide the probation department with several different types of
reports which could aid management in increasing accountability of probation officers and shifting
resources where they are needed.
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Court Services

Background

This section summarizes the court services department organi zation and departmental functions of
Cuyahoga County Juvenile Court (CCJC or the Court). Comparisonsare madeto thefollowing peer
juvenile courts: Franklin County Court of Common Pleas Division of Domestic Relations and
Juvenile Court Branch (FCJC), Hamilton County Juvenile Court (HCJC) and Lucas County Court
of Common Pleas Juvenile Division (LCJC). The court services department handles al juvenile
casesincluding delinquency, unruly, dependency/negl ect/abuse custody, application for custody and
traffic cases. In addition, the department processes some adult cases including parent/child
relationship, child support and contributing delinquent/unruly cases.

Organizational Chart

The court servicesdepartment is CCJC' slargest department with atotal of 206 full time equivalents
(FTEs) and 18 vacancies as of July 31, 2000. The department comprisesfivedivisions. drug court,
magistrates, intake, clerk’ s office, and case flow. The courtrooms division, comprising six judges
with astaff of 25.5 FTES (two vacancies), isalso considered a part of court services and isincluded
inthestaffing totalsfor the department. However, thejudgeshiretheir own staff and the courtrooms
are autonomous entities with links to court services. Excluding the courtroom staffing, the court
services department hasatotal of 174.5 FTEsand 16 vacanciesasof July 31, 2000. Charts5-1(A),
5-1(B) and 5-1(C) displaysthe organizational structure of the court services department, excluding
the courtrooms.

Chart 5-1(A): Court Services (Drug Court, Magistrate, Intake)

Director of Court Services
a

Administrative
Secretary
a
[ [ 1
Drug Court Coordinator Magistrate Deputy Director
¢}

Supervisor of Intake
m )
[ [
[ [ 1 [ 1
Drug Assessment Drug Court Office Manager Senior Admini; i Magi: Senior Intake Community Diversion
Specialist Care Manager (one vacant) Officer (19.5) Officer Coordinator
[¢)) L @ @ @
(one vacant)
Law Clerk Magistrate Intake Officer Legal Services Administrative
3.5) Clerk as) Clerk Assistant

(19) (seven vacancies) 3 1)
(one vacancy)
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Chart 5-1(B): Court Services (Clerk’s Office)

Director of Court Services
Administrative
Secretary
@
Chief Deputy Clerk
@
Secretary
(one vacancy)
[ |
Senior Process Server
Supervisor Supervisor
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Chart 5-1(C): Court Services (Caseflow)
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Organizational Function

The court services department overseesthe juvenile case processfrom start to finish. Ohio Revised
Code (ORC) § 2153 establishes ajuvenile division within the court of common pleasin Cuyahoga
County. In carrying out the various responsibilities for juvenile cases, the department performsthe
following functions:

° Receives complaints and determines appropriate course of action, such as creating
an official filing, resolving the matter at intake or diverting thejuvenileto other court
programs

° Initiates cases, schedulesinitia hearings and conducts the case process

° Manages the flow of cases throughout the courtrooms

° Creates and maintains case files

° Conducts activities related to hearings, such as journa entries and

judge magistrate’ s orders

Disseminates and processes information, such as motions, notices, complaints and
other legal information

Performs necessary procedures for attorney appointments

Prepares subpoenas and summons for people to appear before the Court

Prepares appeals work

Responds to records and documents requests by the general public
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Summary of Operations

Thecourt servicesdepartment’ soperationsrevolvearound thejuvenile case processing system, from
the start of acasetoitseventual conclusion. All of the divisionswithin court servicesareinvolved
In this system and each has its specific role in the case processing system of CCJC.

The intake office receives complaints concerning delinquent and unruly juveniles and determines
if the complaints should be filed officially or bypassed from the court system. The intake officers
aretrained mediators, so they havetheability and authority to hear and resol ve caseswithout sending
the juvenile through the court system. In addition, theintake officers can hold an unofficial hearing
to divert the case from an official filing. Another course of action considered by the intake officers
Is diverting the juvenile to other programs, such as the Community Diversion Program (CDP) and
Court Unruly Project (CUP). The objective of these diversion programs is to provide the needed
services without having to file an official case, which would require the juvenile to go through the
entire court process. Theremaining alternativefor theintake officer isto create an official filing to
send the juvenile offender to court and forward the filing to the clerk’s office. In addition to the
diversion programs, CCJC has implemented adrug court to provide drug treatment programs. The
goal of the drug court program is to treat substance abuse that often contributes to delinquency.

If juveniles are directed to the court system, the caseflow division isresponsible for the day-to-day
operations consisting of the management and flow of cases throughout the courtrooms. The
caseflow division provides the leadership and resources to develop policies and procedures for
effective caseflow management. In addition, the caseflow division randomly assigns cases, except
for child support cases, to the judges. Child support cases are assigned by the clerk’ s office. The
clerk’s office serves as the court’s “unofficia center for information” by providing various
information to different parties, such as attorneys and the general public. The clerk’s office creates
and maintains casefilesand isthedivision where cases are officialy filed. Thedivision staff enters
case information into the court information system and enters court orders into journas.
Additionally, the clerk’s office assigns attorneys and actual case numbers to cases, enters sign-
in/sign-out information and performs imaging functions (storage). Furthermore, the clerk’s office
generates all summons, subpoenas and notices, and routes them to their proper designations and
processes transcripts and appeals.

The magistrate division has the responsibility of hearing assigned cases. After hearing a case, a
magistrate devel ops recommendations for the case that need to be approved by the assigned judge.
The judge's final ruling and decision is entered into journals by the clerk’s office. Files are
eventually closed by the clerk’ soffice and if appropriate, the office expunges (removing the offense
from the juvenile’ srecord) individual cases.
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Saffing

Table 5-1 displays the court services department’ s staffing for CCJC as of July 31, 2000.

Table5-1: Court Services Staffing

Position #of Budgeted FTEs | #of FTEs [ Vacancies
Director 1.0 1.0 0
Administrative Secretary 1.0 1.0 0
Division

Magistrates 44.0 44.0 0
Intake 31.0 23.0 8.0
Clerk’s Office 815 78.5 3.0
Caseflow 27.0 24.0 3.0
Drug Court 50 30 2.0
Courtrooms 335 315 2.0
Total 224.0 206.0 18.0

Sour ce: Court Services Department

Thedirector of court servicesoverseesthe magistrate supervisor, theintake deputy director, the chief
deputy clerk, the deputy director of case flow and the drug court coordinator. An administrative
secretary is assigned directly to the director of court services.

The magistrate supervisor oversees 19.5 FTE magistrates. The magistrates are supported by 19
magistrate clerks. In addition, a senior administrative officer is assigned to the magistrate division
supported by three full-time law clerks and one part-time law clerk. It isthe responsibility of the
magi strate supervisor to supervise all magistrates, to reassign magistrates to cover absences and to
initiate and maintain training programs for magistrates.

The intake deputy director manages a staff of 22 employees. Currently, there are eight vacant
positions (seven intake officers and one administrative assistant) in theintake division. Two senior
intake officers supervise 15 intake officers and three legal services clerks (the three legal service
clerk positionswere removed in October 2000). The Community Diversion Program isalso housed
in the intake division, comprising acommunity diversion coordinator, administrative assistant and
one vacant position.

Since the ORC establishes the Administrative Judge as the Juvenile Court’s Clerk of Court, the
Administrative Judge appoints a chief deputy clerk who performsthe duties of clerk of court. The
chief deputy clerk position manages 77.5 FTEs. Thisdivision comprisesfive senior supervisorsand
one process server supervisor. Therest of the staff includes legal services clerks (1, 11, 1), clerks,
alaw clerk, a data processor, LSC3 service clerks, LSC2 service clerks and process servers.
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The deputy director of caseflow oversees 23 employees whose position titles include manager of
assignment services (one FTE), courtroom coordinator (six FTES), case management coordinator
(two FTES), manager of data tracking (one FTE), magistrate clerk (six FTES), judge s clerk (three
FTES), clerk (oneFTE) and legal servicesclerk 2 (three FTES). Caseflow management isthe control
of acasefrom its entry into the court system to itsfinal outcome. The deputy director of case flow
isresponsiblefor the control, management and supervision of all processesinvolvedinthecaseflow
management continuum. The caseflow division is responsible for the control of the random
assignment of casesto prospectivejudges. Thedivisionisalsoin charge of courtroom coordinators
whose responsibility isto facilitate the flow of cases from the courtroom to the clerk’s office.

The juvenile drug court isanew division that wasimplemented in 1998 to provide comprehensive
substance abuse treatment to juveniles. Programsin the drug court division last between nine and
12 months, during which the juvenile must remain substance-free and not commit any additional
offenses. Originally, the program was designed to serveten juveniles at atime, but the capacity has
been increased to 15. The goal is to treat substance abuse that often contributes to delinquency.
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Financial Data

Table 5-2 presents the court services department’ s actual expenditures for 1998 and 1999 and the
budgeted expendituresfor fiscal year (FY) 2000 as presented in the annual and budget reports. The
revised 2000 budget as of May 2000 is also presented

Table5-2: Court Services Department Financial Data

Appropriation Account Actual 1998 Actual 1999 Original Budgeted | Budgeted 2000 as of
2000 5/31/2000
Salaries $4,345,553 $4,481,010 $4,575,751 $4,256,746
Fringe Benefits $1,095,309 $1,158,920 $1,339,879 $1,238,729
Commodities $1,353 $2,777 $5,573 $5,573
Contracts/Services $1,847,508 $2,083,559 $3,379,050 $3,435,084
Controlled Expenses $0 $0 $0 $0
Other Expenditures $268,968 $245,408 $284,641 $315,999
Capital Outlay $8,399 $26,250 N/A $27,000
Totals $7,567,090 $7,997,924 $9,584,894 $9,279,131
TitlelV-D Program

Salaries $1,087,615 $1,491,027 $1,363,312 $1,569,930
Fringe Benefits $282,885 $402,884 $429,530 $486,432
Commodities $2,727 $2,662 $1,371 $1,371
Contracts/Services $29,243 $1,124 $1,692 $31,692
Controlled Expenses $254,150 $338,344 $352,821 $420,162
Other Expenditures $175,455 $138,034 $153,753 $127,911
Capital Outlay $20,720 $4,086 N/A $9,000
Totals $1,852,795 $2,378,161 $2,302,479 $2,646,498
Totalsincluding I1V-D $9,419,885 $10,376,085 $11,887,373 $11,925,629

Source: CCJC annua and budget reports, Monthly Fiscal report

Explanations for the significant variances in the court services expenditures are listed below.

° The county allocated extrafunds for the purchase of office suppliesin the commoditiesline

item for each year presented.
° The increase in contracts/services for 2000 was the result of transferring the funding of the

Court Unruly Project (CUP) from the probation department to the court servicesdepartment.

° Theincreasein capital outlay in 1999 was utilized for building improvements and furniture.

Court Services
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The Title IV-D program, afederal program targeted at child support enforcement, is operated by
CCJC in conjunction with the Cuyahoga County Child Support Enforcement Agency (CSEA). The
federal government reimburses the court a portion of al costs related to handling Title IV-D cases.
In addition, CCJC obtains monies from CSEA to process cases and to pay for salaries and benefits
(CCIC actsasacontractee). Explanationsfor thesignificant variancesinthecourt servicesTitlelV-
D program expenditures are listed below.

Theincrease in salaries for 1999 was the result of transferring staff from the court services
department to Title IV-D. Inthe past, there was one group of staff solely dedicated to Title
IV-D, which is no longer the case. The department reorganized in 1999 by involving all
employeeswith various court servicesand TitleV-D functions. Thisresulted in more staff
involvement with Title IV-D. CCJC hired additional employees in 1998 under the court
services budget, which is the reason for the relatively constant level of salary expenditures
in 1998, 1999 and 2000.

CCJC decided to store certain case file information on microfilm in 1998. Service was
provided by a microfilming vendor and is encompassed in the contract/services category.

Controlled expenses are CCJC’ sindirect costs associated with the county government. The
county charges CCJC for use of various services provided by the county, including a
centralized data processing unit and space maintenance (security guards).

The county appropriated a one-time capital outlay in 1998 for the purchase of a document
imaging machine.

Explanations for the significant variances in the original FY 2000 budget and revised budget as of
May 2000 are listed below.

The department transferred salary appropriations from court servicesto Title [V-D because
numerous staff were moved to the child support payroll. More staff are involved with the
Title IV-D program, as discussed previously, and as a result can be charged in part to the
program. In addition, a cost-of-living salary increase of 0.5% was applied to the 2000
budget.

The department originally determined that all of the microfilming would be accomplished
in 1998, but this was not the case. The department has transferred funds from the other
expenditures category ($30,000 for 2000, as of 5/31/2000) to the contracts/services category
in the Title IV-D program to finish the microfilming project.

The department has provided additional funding necessary for the vendor contract that
provides staff training on the Juvenile Information Management System (JIMYS).
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The administrative services department is responsible for establishing and enforcing the fiscal
policies for all departments, including court services. The administrative services department
informs the other departments about their spending limits and the court services department needs
to obtain approval from the county commissioners for any additional funding. The court services
department’ s expenditures accounted for approximately 25 percent of all general fund expenditures
for the Court in 1999.

Key Operating Statistics
Key statistics and information relating to caseloads of CCJC and peer courts are shown in Tables
5-3through 5-6. Comparative analysis and assessments performed throughout this section include

information on CCJC and peer courts from the following tables. All peer averages in this report
include CCJC unless otherwise noted.

Table 5-3: Cases Processed in 19991

CccJC FCJC HCJC LCJC Peer Average

Ddinquency 9,591 9,186 13,857 7,878 10,128
Unruly 1,235 1,552 3,632 976 1,849
Dependency/Neglect/Abuse 6,543 3,615 647 488 2,823
Moations for Permanent Custody 445 20 6 173 179
Custody/Change of Custody/ 1,810 780 2,107 1,469 1,542
Visitation
Support Enforcement 1,115 1,064 8,232 1,909 3,080
Parentage 2,590 2,012 3,423 2,284 2,577
Adult 37 178 1,603 797 654
Traffic 18,334 9,187 8,675 4,985 10,295
UIFSA 2 0 300 0 125 106
Other 161 76 1 438 72
Total Official Cases 41,861 28,040 42,183 21,132 33,304
Total Unofficial Cases?® 1,684 5,893 3,442 2,255 3,319

Source:  Supreme Court of Ohio Reports

! See F5.1 for more information regarding the number of cases processed

2 Uniform Interstate Family Support Act

3 Complaints resolved at intake without having to file an official case

4 Adjusted to include only cases heard by HCJC and exclude those heard by the Child Support Enforcement Agency
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Table 5-4 indicates the total number of official cases disposed and percent of total official cases
disposed in 1999 for CCJC and the peer courts.

Table 5-4: Cases Disposed in 1999 *

CcJiCc FCJC HCJC LCJC Peer Average
Delinquency 6,477 67.5% 7,832 85.3% 12,652 91.3% 6,871 87.2% 8,458 83.5%
Unruly 851 68.9% 1,292 83.2% 3,422 94.2% 889 91.1% 1,614 87.3%
Dependency/ 4,754 72.7% 3,126 86.5% 510 78.8% 428 87.7% 2,205 78.1%
Neglect/Abuse
Motionsfor 351 78.9% 83 92.2% 6 100% 143 82.7% 146 81.7%
Permanent Custody
Custody/Change of 970 53.6% 578 74.1% 1,525 72.4% 1,132 77.1% 1,051 68.2%
Custody/ Visitation
Support 583 52.3% 791 74.3% 57023 69.3% 1,465 76.7% 2,135 69.3%
Enfor cement
Parentage 953 36.8% 1,353 67.2% 3,238 94.6% 1,701 74.5% 1,811 70.3%
Adult 24 64.9% 177 99.4% 1,381 86.2% 679 85.2% 565 86.5%
Traffic 13,235 72.2% 8,522 92.8% 8,255 95.2% 4,683 93.9% 8,674 84.3%
UIFSA 2 0 N/A 219 73.0% 0 N/A 91 72.8% 78 72.9%
Other 142 88.2% 74 97.4% 1 100% 48 100% 66 92.7%
Total Dispositions 28,340 | 67.7% 24,047 | 85.8% 36,692 | 87.0% 18,130 | 85.8% 26,802 80.5%

Source:  Supreme Court of Ohio Reports

! Each percentage reflects the percent of official cases disposed per that case type for the particular court in 1999.

2 Uniform Interstate Family Support Act

3 Adjusted to include only cases heard by HCJC and exclude those heard by the Child Support Enforcement Agency
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Table5-5 presents the total number of cases pending and percent of total official cases pendingin
1999 for CCJC and the peer courts.

Table 5-5: Cases Pending End of 1999*

CcJiCc FCJC HCJC LCJC Peer Average
Delinquency 3,114 32.5% 1,354 14.7% 1,205 8.7% 1,007 12.8% 1,670 16.5%
Unruly 384 31.1% 260 16.8% 210 5.8% 87 8.9% 235 12.7%
Dependency/ 1,789 27.3% 489 13.5% 137 21.2% 60 12.3% 619 21.9%
Neglect/Abuse
Motionsfor 94 21.1% 7 7.8% 0 0.0% 30 17.3% 33 18.3%
Permanent Custody
Custody/Change of 840 46.4% 202 25.9% 582 27.6% 337 22.9% 490 31.8%
Custody/ Visitation
Support 532 47.7% 273 25.7% 2,530 30.7% 444 23.3% 945 30.7%
Enfor cement
Parentage 1,637 63.2% 659 32.8% 185 5.4% 583 25.5% 766 29.7%
Adult 13 35.1% 1 0.6% 222 13.8% 118 14.8% 89 13.5%
Traffic 5,099 27.8% 665 7.2% 420 4.8% 302 6.1% 1,622 15.7%
UIFSA 2 0 N/A 81 27.0% 0 N/A 34 27.2% 29 27.1%
Other 19 11.8% 2 2.6% 0 0.0% 0 0.0% 5 7.3%
Total Pending 13,521 | 32.3% 3,993 | 14.2% 5491 | 13.0% 3,002 | 14.2% 6,503 19.5%

Source:  Supreme Court of Ohio Reports
! Each percentage reflects the percent of official cases pending per that case type for the particular court in 1999.
2 Uniform Interstate Family Support Act
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Table 5-6 indicates the total number of cases pending beyond the Supreme Court of Ohio time
guidelines and percent of total official cases pending beyond thesetimeguidelinesin 1999 for CCJC
and the peer courts.

Table 5-6: Cases Pending End of 1999
Beyond Supreme Court of Ohio Time Guidelines*

CCJC FCJC HCJC LCJC Peer Average
Delinquency 364 3.8% 122 1.3% 3 0.1% 15 0.2% 126 1.2%
Time Guideline: 6 months
Unruly 140 11.3% 41 2.6% 4 0.1% 12 1.2% 49 2.7%
Time Guideline: 3 months
Dependency/Neglect/Abuse 900 13.8% 26 0.7% 0 0.0% 2 0.4% 232 8.2%
Time Guideline: 3 months
Motionsfor Permanent 67 15.1% 0 0.0% 0 0.0% 1 0.6% 17 9.5%
Custody
Time Guideline: 9 months
Custody/Change of 255 14.1% 39 5.0% 0 0.0% 20 1.4% 79 5.1%
Custody/ Visitation
Time Guideline: 9 months
Support Enfor cement 106 9.5% 5 0.5% 1 0.1% 15 0.8% 32 1.0%
Time Guideline: 12 months
Parentage 200 7.7% 22 1.1% 0 0.0% 43 1.9% 66 2.6%
Time Guideline: 12 months
Adult 0 0.0% 0 0.0% 0 0.0% 6 0.8% 2 0.2%
Time Guideline: 6 months
Traffic 0 0.0% 65 0.7% 21 0.2% 15 0.3% 25 0.2%
Time Guideline: 3 months
UIFSA 2 0 N/A 29 9.7% 0 N/A 18 14.4% 12 11.1%
Time Guideline: 3 months
Other 0 0.0% 2 2.6% 0 0.0% 0 0.0% 1 0.7%
Time Guideline: 6 months
Total Pending beyond Time 2,032 4.9% 351 1.3% 29 0.1% 147 0.7% 641 1.9%
Guidelines

Source:  Supreme Court of Ohio Reports

! Each percentage reflects the percent of official cases pending beyond the Supreme Court of Ohio’ s time guidelines per that case
type for the particular court in 1999.

2 Uniform Interstate Family Support Act
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Performance Measures

The following
department:

Is a list of performance measures that were used to review the court services

Assessment of expenditure practices of the department

Adequacy of the caseflow procedures

Effectiveness of the caseflow management process

Effectiveness of the case assignment system

Assessment of the process of assigning juveniles to shelter care and residential
placements

Adequacy of courtroom operations

Assessment of the decision options available to the court’ s intake officers
Assessment of theprogramsand alternativesto divert juvenilesfromthe court system

Adequacy of staffing levels and organizational structure

Effectivenessof the court’ srecordscompilation, transmittal and retention procedures
Impact of previous studies examining the case management and case assignment
process

Comparison of best practicesin juvenile court case management
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Findings/Commendations/Recommendations

Caseflow Management

F5.1 CCJCdoesnot ensurethat dataregardingitscaseloadsisaccurate andreliable. Specifically,
CCJC has been historically reporting inaccurate case data to the Supreme Court of Ohio.
Consequently, the number of cases reported may have been potentially under counted in
some reporting categories and over counted in others. The number and types of cases
processed by a court is the most direct means of measuring court workload and staffing
levels. However, due to the numerous inaccuraciesin reporting case data, CCJC does not
have an effective means of assessing either its overal performance or determining the
appropriate staffing levels needed to effectively process cases and manage court operations.
In addition, a study conducted by the Supreme Court of Ohio in 1994 on CCJC operations
indicated that the Court had problems reporting accurate casel oad data and recommended
that CCJC take action to correct the problems. Asisevident by the current inaccuracies and
unreliability in caseload data, CCJC has previously failed to take corrective action on this
issue. Consequently, the absence of reliable operational information hinders CCJC’ sefforts
to effectively forecast and manage its staffing resources.

According to the court administrator, CCJC is currently attempting to resolve the case
reporting problem by working with consultants to computerize the case data collection and
reporting processes to subsequently improve the accuracy and reliability of the case data
reported to the Supreme Court of Ohio. However, although the case reporting process is
currently being developed to more accurately report case data in the future, accurate and
reliable case data pertaining to previous years (e.g., 1999) will be unable to be retrieved.
Furthermore, during the course of the audit, CCJC was unable to produce corrected data
pertaining to cases processed. Specifically, it appears that some categories such as
Dependency, Neglect and Abuse may have been under counted while categories such as
Traffic were over counted.

Since CCJC hasbeen unableto provideentirely accurate case processing dataduring thetime
period of thisengagement, thisreport has attempted to supplement theavailable dataon total
cases with data pertaining to new case filings. After discussions with staff from the Ohio
Supreme Court, it was determined that new casefiling datawould be ameasureless affected
by potential over counting or under counting and thus more reliable than data pertaining to
cases processed. Table5-7 indicates an analysis of this data, which is the average number
of new cases filed from 1997 to 1999 at CCJC and the peer courts.
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Table5-7: Average of New Cases Filed from 1997 to 1999

Types of Cases CcJC FCJC HCJC LCJC Peer Average
Delinquency 6,372 6,340 11,289 5,759 7,440
Unruly 147 587 3,073 596 1,251
Dependency/Neglect/Abuse 4,423 2,362 270 432 1,872
Motions for Permanent 401 53 10 31 124
Custody

Custody/Change of 861 469 1,422 706 865
Custody/Visitation

Support Enforcement 860 447 1,6582 1,048 1,003
Parentage 1,447 1,504 2,274 1,780 1,751
Adult 35 91 958 427 378
Traffic 13,528 9,396 7,476 4,607 8,752
UIFSA ! 0 251 0 207 115
Other 115 9 2 58 46
Total New Filings 28,789 21,509 28,432 15,651 23,597

Source:  Supreme Court of Ohio Reports

! Uniform Interstate Family Support Act

2Two year average of new filings adjusted to reflect only cases heard by HCJC and exclude those heard by the Child Support
Enforcement Agency

Various juvenile court officials at CCJC and the peer courts, and Supreme Court of Ohio
staff indicated that the number of new casesfiled would bethe most comparable and accurate
method of assessing caseloads. Consequently, data affecting the number of new casesfiled,
rather than the total cases processed, was used to compare work load among CCJC and the
peer courts. Asindicated by Table 5-7, CCJC processed the largest number of new filings
in 1999 compared to the peers.

In addition to having problems producing reliable case data, CCJC does not consistently
utilize performance measurementsto determinethe effectiveness of its caseflow management
system. The National Center of State Courts has developed the Trial Court Performance
Standards and Measurement System (TCPS), which identifies and outlines various
performance measurements. Themeasurementsidentified for caseflow management include:
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° Timeto Disposition: Thisisdetermined by calculating case processing information
collected from arandom sample of cases disposed of during the preceding year. The
major task isto randomly select a sample from alist of al cases of each type to be
examined.

° Ratio of Case Dispositions to Case Filings: This can be easily tracked from the
information entered in the monthly reports sent to the Supreme Court of Ohio (see
Tables5-3 and 5-4). Thecloser theratio is 1:1 indicates that a court is effectively
managing its casel oad.

° Age of Pending Caseload: The number of pending cases beyond the Supreme Court
time guidelines can be easily tracked from the information entered in the monthly
reports sent to the Supreme Court of Ohio (see Table 5-6). Thefiling date of these
cases can beretrieved from the computer system to determine the age of the pending
caseload.

° Certainty of Trial Dates: This measurement can be tracked by monitoring the
frequency of continuances and schedule changes entered in the computer system.

As noted above, this report has attempted to utilize performance measurements to assess
court operations at CCJC and the peer courts. However, these performance measurements
are affected by data compiled by CCJC and the peer courts. Although the effect of CCIC's
lack of not ensuring the accuracy and reliability of data has been taken into account with the
various staffing analyses throughout thisreport, CCJC was unabl e to assessthe effect on the
reported number of dispositions. Consequently, it must be assumed that whatever the effect
may be, CCJC would still have adisposition rate lower than the peer courts. For instance,
even if the true number of cases processed at CCJC was 50 percent higher than 1999's
caseload and assuming that every single one of these cases were disposed, CCJC's
disposition rate would be 78 percent, approximately 8.2 percentage points lower than the
peer average disposition rate of 86.2 percent (see Table 5-9).

A
=

For CCJC to have the ability to monitor casel oads, devel op performance measurements and
assess court operations, its administrative staff should ensure that data indicating critical
court operations, such as the number of cases processed, is accurate and reliable. The
employees responsible for compiling these reports should be trained on entering the data
correctly into the JIMS system and on the various Supreme Court of Ohio rules for case
reporting. CCJC should make correcting the case reporting process a top priority.
Furthermore, CCJC sgoal should beto completeits corrective efforts within six months of
the release of this report.
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Since CCJC currently does not have an effective means of assessing staffing levels, it should
not hire any additional employees and should not fill any vacancies (see R5.32) within the
court services department until the case reporting process has been fully resolved. This
would ensure that the most accurate and reliable data is used to assess staffing levels.
Furthermore, CCJC should consider delaying the implementation of the staffing
recommendations that are based upon the three year average of new cases filed within this
report (see R5.5 and R5.37) to allow time to assess the recommendations in light of the
expected improvement in its case data collection and reporting processes. However, CCJC
should consider implementing recommendations that ar e not based upon new cases filed
such ashiring a chief judicial staff attorney and reducing support staff positions (see
R5.26). Inaddition, it must be emphasized that, asin the past, the primary responsibility for
the accuracy of al datalies with CCJC's administrators.

By ensuring the accuracy and reliability of operational information critical to effective
management of court operations, CCJC should be ableto produce moreaccurateandreliable
reports that can be utilized to monitor caseloads and develop redistic performance
measurements. Additionally, the performance measurementsidentified in thisreport and by
the National Center for State Courts should aso be utilized to ensure that CCJC complies
with the Supreme Court of Ohio time guidelines for timely case processing, while at the
same time keeping current with itsincoming casel oad.

F5.2 The operations of a court can be measured by the total number of cases processed, the
number of dispositions (closing the case), the number of cases pending and the number of
cases pending beyond the Supreme Court guidelines. These measurements indicate the
effectiveness of the caseflow management process for an entire court. As indicated in
Tables5-3through 5-6, it appearsthat CCJC may not be processing and managing casel oads
aseffectively asthe peers. Thedatain Tables5-3 through 5-6 has been aggregated into the
following table to indicate the overall effectiveness of CCJC and peer court caseflow
management operations.

Court Services 5-17



Cuyahoga County Juvenile Court

Performance Audit

Table 5-9: Case Processing

CcJC FCJC HCJC LCJIC Peer Average

Total Official Cases 41,861 28,040 42,183 21,132 33,304
Dispositions 28,340 24,047 36,692 18,130 26,802

% of Total 67.7% 85.8% 87.0% 85.8% 86.2%*
Cases pending end of 13,521 3,993 5,491 3,002 6,503
period
Cases Pending beyond 2,032 351 29 147 641
Time Guideline

% of Total Pending 15.0% 8.8% 0.5% 4.9% A4.7% 1

% of Total Cases 4.9% 1.3% 0.1% 0.7% 0.7% 1

Source: Supreme Court of Ohio Reports
! Peer Average does not include CCJC.

Asindicated by Table 5-9, CCJC is disposing a significantly lower percentage of official
cases compared to the peer courts, approximately 18.5 percentage points less than the peer
average. In addition, CCJC has the highest percentage of cases pending beyond the time
guidelines compared to the peers. By disposing cases at such alower rate than the peers,
CCJC has the potential to collect a lesser amount of court costs and fines (see F5.3) and
increase the average daily population and average length of stay in the detention center and
shelter care, which subsequently increases costs associated with maintaining these facilities

(see F5.25).
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R5.2  Sincecaseflow management affectsevery aspect of court operations, including thetimeliness
and effectivenessin providing needed servicesto juvenilesand their families, CCJC should
develop strategies and take appropriate measures to improve caseflow management. The
analysis in F5.2 and Table 5-9 indicates that there is a significant potential to enhance
CCJC’ scurrent caseflow management operations. All of the recommendations providedin
thisreport are intended to benefit the case management operations of the Court. The intent
of these recommendationsisto subsequently increase the number of casesthat are disposed
and reduce the number of total cases pending, aswell asreducing the cases pending beyond
the time guidelines. In addition, by increasing the number of dispositions and reducing
backlog, CCJC has the potential to assess more court costs and fines, to subsequently
increase collectionsand provide additional revenuefor the Court. Furthermore, the average
daily population and length of stay in the detention center and shelter care facilities could
potentially decrease thereby reducing costs associated with holding juveniles in these
facilities. Therefore, managing casel oads more effectively should subsequently increasethe
disposition rate of all cases. The key recommendations that directly impact the caseflow
management operations include the following:

° Ensure that caseload reports are accurate and reliable (see R5.1)
° Develop and implement acentralized docketing system for the purpose of scheduling
cases for magistrates and judges (see R5.4)

° Restructure the caseflow division to ensure that the centralized docketing system is
adequately implemented (see R5.5)

° Enforce and track the general time frames to hear and compl ete cases (see R5.6)

° Enforce the established guidelines for granting continuances (see R5.7)

° Establish time frames for processing cases in atypical day (see R5.8)

° Establish and devel op standard time frames for the purposes of processing juveniles
in the detention center and shelter care facilities (see R5.18)

° Establish standard and uniform processes in al of the courtrooms (see R5.19 to
R5.24)

° Assign magistrates specifically to cases, as opposed to judges (see R5.27)

° Establish written and documented time framesfor decisionsto be made by theintake
officers (see R5.33)

° Track and monitor the amount of time it takes to send various service, such as
summons, subpoenas and notices (see R5.40)

° Address staffing levels in all of the divisions of court services (see R5.5, R5.25,

R5.26, R5.32 and R5.37)
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F5.3 The court services department is not responsible for the collection of fines and costs or
entering the assessment of fines and costs ordered by the judge into the computer system.
Thisisaresponsibility and function of the administrative services department. According
to the court services director, the amount of assessments should increase with the
implementation of the Juvenile Information Management System (JIMS), which tracks all
costs that are incurred during a case. The costs are summarized into three groups: court
costs, finesand damages. Thesystem tracksall payments/recei ptsand rel ated disbursements
to the general ledger accounts. In addition, the system automatically assesses costsand fines
to acase. However, the judge or magistrate hasthe ability to go into the system and reverse
this assessment to waive court costs and fines. In addition, reports are available for
management and other key personnel.

INHCJC, theclerk’ sofficeisresponsiblefor processingfinancial transactionsfor restitution,
fines, court costs, purges, bonds and other ordered fees. In addition, the clerk’s officesin
LCJIC and FCJC areresponsible for the collections activity. Table 5-10 indicates the total
amount of juvenile court costs and fines collected in 1999 for CCJC and peer courts.

Table5-10: Collection For Court Costs and Fines Assessed in 1999

CCJC FCJC HCJC LCJC Peer Average
Population * 1,371,717 1,027,821 840,443 446,482 921,616
Per Capitall ncome? $30,846 $29,425 $31,708 $26,335 $29,579
Unemployment Rate 4.6% 2.5% 3.5% 5.2% 4.0%
Total Dispositions 28,340 24,047 36,692 18,130 26,802
Traffic Court Costs and
Fines Collected $423,072 $349,545 $173,442 $89,999 $259,015
Other Court Costsand
Fines Collected $563,932 $91,946 $749,247 $657,191 $515,579
Total Collections $987,004 $441,491 $922,689 $747,190 $774,594
Total amount collected $34.83 $18.36 $25.15 $41.21 $29.89
per Disposition

Sour ce: CCJC and peer court reports, Ohio Department of Development, U.S. Census Bureau, Supreme Court of Ohio
11999 Estimate by the U.S. Census Bureau
2 For 1998
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Asindicated by Table 5-10, CCJC had the highest dollar amount of traffic costs and fines
collected in 1999 in comparisonto the peers. However, CCJC had the second lowest amount
of other court costsand finescollectedin 1999. Approximately 42.9 percent of CCJC’ stotal
collections are attributed to traffic dispositionswhile about 18.8 and 13.7 percent of HCJIC's
and LCJC’ s collections, respectively, are attributed to traffic dispositions. One of the direct
benefits of improving the caseflow management process and subsequently increasing the
number of cases disposed within CCJC is to have the ability to assess and collect more
revenue on agreater amount of disposed cases. Another variableimpacting collectionsisthe
degree to which court costs and fines are assessed by a court.

CCJC should implement the key recommendations in this report (see R5.2) to improve the
caseflow management process and subsequently increase the number of dispositions. By
disposing more casesin atimely manner, CCJC hasthe ability to assess agreater amount of
court costs and fines and potentially collect more revenue.

Financial Implication: If CCJC increased the disposition rate of casesto the peer average of
86.2 percent, assuming a50 percent collection rate and that court costs and fines are assessed
at thesamerate asin 1999, the Court could potentially increase theamount of court costsand
fines collected and distributed to the County by approximately $135,000 annually.

A centralized docketing system does not exist within CCJC. The magistrates and judges
docket their cases and schedule all of the hearings after the cases are received from the
clerk’ soffice. Each courtroom dockets casesdifferently. Inaddition, thereisno central area
inwhich the case files are stored during an open case, as the case files are forwarded to the
appropriate courtroom. According to the magistrate supervisor, a centralized docketing
system will be piloted when the three child support magistrates are hired. This system will
allow the clerk’s office to set up only the first hearing date. After this, the judges and
magistrates are free to establish subsequent hearing dates and still have the ability to docket
their cases anyway they wish. In addition, the judges and magistrates have the ability to
changeall hearing datesin JIMS. Furthermore, sinceall court personnel have accessto case
fileinformationin JIMS, al of the hard copy case files can remain centrally located in the
clerk’s office, which will ensure that files are adequately monitored and tracked.
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HCJC, which has been designated asa“ model court” by the American Bar Association and
National Conference of Special Court Judges, has a centralized docketing system in place.
The docketing and case management department isresponsiblefor docketing and presenting
all complaintsfiled and scheduling al hearing dates. The docketing system isbased on the
established amount of time given to hear a specific type of case proceeding (see F5.8). Each
morning, ten dockets are scheduled for delinquency and unruly cases. Of those ten dockets,
fiveare scheduled strictly for arraignmentsand five are scheduled for trialsand dispositions.
An unofficial docket is scheduled daily for first time offenders charged with minor
misdemeanor offenses. In addition, the department schedulesadaily average of two dockets
for contempt motions and two dockets for paternity complaints and motions. A motion
docket for support issuesis scheduled two days a week.

L CJC hasalsoimplemented acentralized docketing system. Theclerk’ sofficeisresponsible
for scheduling all hearing dates. A rotating schedule is used for assigning cases to
magistrates. For example, one magistrate will do arraignments one week, trials the next
week and dispositionsthethird week. Inaddition, the clerk’ soffice servesasthe centralized
areafor the support staff involved in scheduling and docketing cases.

Py}
~

CCJC should develop acentralized docketing system for the purpose of scheduling casesfor
magistrates and judges. The system in place at HCJC or LCJC could be modeled and
implemented at CCJC. Consideringthat itisasignificant task to effectively managetheflow
of cases throughout the court, the caseflow division should be ultimately responsible for
docketing the cases. In addition, with all of the case information available onthe new JJIMS
system, all of the hard copy casefilesshould be centrally maintained in the clerk’ sofficeand
only assigned out when absol utely necessary. Maintaining the hard copy casefilescentrally
should reducethelikelihood of misplacing or losing fileinformation. Although maintaining
all hard copy casefiles centrally and having staff utilize IMSto obtain al caseinformation
may not be immediately practical, CCJC should consider this option when the centralized
docketing system has been fully implemented. The issue of case file tracking and
accountability is addressed directly in F5.32 and R5.23. A centralized docketing system
should support amore efficient flow of cases throughout the court system by providing the
following benefits.

° Enhanced consistency and uniformity, assimilar docketswill be scheduled based on
uniform time guidelines (see R5.8) for all magistrates to provide a more equitable
distribution of work load.

° Improved accountability by having one division responsible for al scheduling.

° Increased utilization of caseflow support staff by pooling similar caseflow functions.
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F5.5

The ultimate goal of implementing a centralized docketing system is to improve the
processing of caseloads by increasing the disposition rate of official cases and reducing the
number of pending cases. By reducing the pending caseload, CCJC will provide the needed
servicesto juveniles in amore timely manner. In addition, with a higher number of cases
being disposed, CCJC could assess a greater amount of court costs and fines which can
subsequently provide additional revenue to the County through increased collections. All
of the peer courts have a centralized docketing system in place and the reasoning for this
system is supported by the higher rate of cases that are disposed, the lower rate of pending
cases and the lower rate of cases pending beyond the Supreme Court time guidelines (see
F5.2 and Table5-9) ascompared to CCJC. Furthermore, CCJC should ensurethat all of the
employeesreceive an adequate amount of caseflow management training with the centralized
docketing system to ensure that everyone understandstheir rolein the centralized docketing
system.

Table 5-11 presents staffing levels for various caseflow positions in CCJC and the peer
courts.

Table5-11: Staff Caseload for Caseflow Management Function

CCJC FCJC HCJC LCJC Peer Average
Director of Caseflow 1.0 0.0 1.0 1.0 0.8
Case Management 4.0 3.0 4.0 0.0 28
Coordinator / Manager
Staff Case Managers/ 9.0* 110 30.0° 16.03 16.5
Coordinator / Docket
Clerks
Data Tracking/Statistics 0.0 0.0 10 0.0 0.3
Clerks 10.02 0.0 20 0.0 3.0
Magistrate Staff 19.0 14.0 0.0 0.0 8.3
Total 43.0 28.0 38.0 17.0 315
Total New Cases Filed 28,789 21,509 28,432 15,651 23,597
(Average 1997-1999)
New Cases Filed per Staff 670 768 748 921 777

Souce: Caseflow Division of CCJC and peer courts information

1 One FTE for assigning cases to judges
2 Included two clerks specifically assigned to judges
% Thisincludes 6.0 FTE staff who perform the majority of scheduling
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The following is a summary of the major activities performed by the above positions:

° Director of Caseflow: oversees and manages caseflow department operations

° Case Management Coordinator/Manager: directly overseesthe support staff involved
with the case management functions

° Staff Case Managers/Coordinator/Docket Clerks: involved with scheduling
casel oads, sending/retrieving files, ensuring that dockets arefilled and ensuring that
cases are being heard as schedul ed

° Data Tracking/Statistics: tracking and monitoring various statistical data regarding

caseflow, such as cases pending and timeliness of case processing

Clerks: data entry of journal information

° Magistrate Staff: function like the staff case managers/coordinator/docket clerk,
except that they are specifically assigned to a magistrate

Asindicated in thetable, it appearsthat CCJC isoverstaffed in the clerk caseflow function,
and understaffed in the staff case managers/coordinator/docket clerk function. In addition,
withtheimplementation of acentralized docketing system (see R5.4), the magi strate support
staff should be assigned to the caseflow division as opposed to being assigned to a specific
magistrate. This is the manner in which HCJC has structured its caseflow function. In
addition, LCJC has recently restructured its caseflow function by transferring assigned
magistrate support staff to the caseflow department to implement a centralized docketing
system. Furthermore, both HCJC and L CJC assign caseflow support staff to the courtrooms.
For example, each work day, HCJC assigns 24 of their staff case managers to the 24
courtrooms. The five remaining staff case managers serve as back-up to the 24 staff case
managers and provide further support for various caseflow functions on adaily basis.

CCJC should consider restructuring the caseflow division to ensure that the centralized
docketing system is adequately implemented. The magistrate support staff should be
transferred to the staff case manager/coordinator positions and assigned specifically to the
caseflow division. These employees would still provide support to the magistrates.
However, the support would be provided in adifferent organizational structureand under the
job function and responsibility of the caseflow division. With this staff reorganization,
CCJC would have 28 FTEs staff case managers/coordinators to support the 28 courtrooms.
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According to the deputy director of court services, CCJC will add two courtrooms in
November 2000. To adequately ensure that these extra courtrooms will be supported and
that CCJC has enough back-up support staff to cover for absences and perform various other
caseflow functions, the Court should consider transferring and training seven of theten clerk
positions as staff case managers/coordinators. Out of these seven positions, CCJC should
ensure that one employee performs the data/statistics function. CCJC should consider
eliminating the remaining three clerk positions. CCJC has clerksin the clerk’ s office that
perform the sametype of functionsthat the clerk’ sin caseflow perform. Thefollowingtable
summarizes the staffing level s incorporating the changes in this recommendation.

Table 5-12: Revised Staff Caseload for Caseflow M anagement Function

CCJC FCJC HCJC LCJC Peer Average

Director of Caseflow 1.0 0.0 1.0 1.0 0.8
Case Management 40 30 40 0.0 2.8
Coordinator / Manager
Staff Case Managers/ 340! 11.0 30.0° 16.02 22.8
Coordinator / Docket
Clerks
Data Tracking/Statistics 1.0 0.0 1.0 0.0 0.5
Clerks 0.0 0.0 20 0.0 0.5
Magistrate Staff 0.0 14.0 0.0 0.0 35
Total 40.0 28.0 38.0 17.0 30.8
Total New Cases Filed 28,789 21,509 28,432 15,651 23,597
(Average 1997-1999)
New Cases Filed per Staff 720 768 748 921 789

Sour ce: Caseflow Division of CCJC and peer courts information

1 One FTE for assigning cases to judges

2 Thisincludes 6.0 FTE staff who perform the majority of scheduling
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With the revised caseload staffing, CCJC could potentially handle 50 more cases per staff
member. It is important to note that this reorganization may be hindered by the current
physical structure of the CCJC building. However, the County isin the process of planning
anew facility to house detention services. Therefore, CCJC and the County should makethe
planning of the new detention facility atop priority and determine how this recommended
reorganization can be adequately implemented in light of the space being available in the
building formerly occupied by detention services. Furthermore, prior to implementing this
recommended staffing reorganization, CCJC should ensurethat dataindicating critical court
operations, such as the number of cases processed, isaccurate and reliable (see R5.1) for the
purposes of further assessing court operations and staffing levels.

Financial Implication: By reducing three clerk positions in the caseflow division, CCJC
could save approximately $104,000 in salary and benefits costs annually.

F5.6 CCJCisoneof thetwo peer courtsthat has established internal time framesfor various case
events, which is outlined in The Cuyahoga County Court of Common Pleas. Rules of the
Juvenile Division (Rule 20). For example, disposition hearings should occur within 30
calendar days from the entered admission date or the adjudicatory hearing. However, these
time frames have not been adequately adhered to or enforced at CCJC, asindicated by the
higher rate of cases pending beyond the Supreme Court timeguidelines (see F5.2 and Table
5-9). Inaddition, these internal time frames are not consistently tracked to ensure that they
are being adhered to.

0
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CCJC has attempted to address the timeliness for processing cases by establishing internal
time framesfor various case events. This providesabasisfromwhich CCJC could beginto
assess the overall case processing time frames and determine if they are being met.

A
o

The time frames to hear and complete cases should be tracked and enforced at CCJC.
However, CCJC shouldfirst take measuresto reduce the number of pending caseswhich are
beyond the Supreme Court guidelines and ensure that these guidelines are being met by all
of the courtrooms. The centralized docketing system should help address the time frames,
but CCJC should take any additional measures necessary to consistently monitor and enforce
time frames to ensure that they are being met.
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F5.7 CCJC hastime frames and rules for granting continuances, which are stipulated in Rule 10

of the Rules of the Juvenile Division. However, considering the backlog of cases at CCJC
(see Tables 5-5 and 5-6), the rules and time frames are not enforced or adhered to. HCJC
stipulatesin their case management program that continuancesareto only be granted for “no
longer than the period necessary to resolve good cause” and grants no more than one
continuance to both the prosecution and defense. In addition, HCJC enforces these rules,
which isevidenced by their low amount of cases pending as compared to CCJC (see Tables
5-5and 5-6). Table 5-13 indicates the most frequent codes utilized to track continuances
at CCJC. The Court granted atotal of 85,085 continuances in 1999.

Table 5-13: Coding for Continuancesin 1999

Number of Continuances Per cent of Total
Continued for Hearing 32,149 37.8%
Continued for Disposition 10,620 12.5%
Subject Failed to Appear 8,514 10.0%
Continued for Trial 6,437 7.6%
Committed to Emergency Custody 4,418 5.2%
Continued I ndefinitely 3,555 4.2%
Docket Adjustment 2,776 3.3%

Sour ce: Caseflow Division of CCIJC
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Aspresented inthe Table 5-13, the most frequent cause for granting a continuanceis dueto
establishing another hearing. As mentioned in F5.1 and F5.19, CCJC does not ensure the
accuracy of itsreportsconcerning casel oads and coding to relate essential information, sothe
accuracy of thisinformation should bequestioned. Regardless, granting an excessiveamount
of continuances directly affects the number of cases pending at the end of the period. As
indicated in Table 5-9, CCJC has the highest number of pending cases of the peers.

CCJC should monitor and enforce the local rules regarding continuances. In addition, the
current rules should be reviewed to determineif they need to be updated considering that the
rules were established over ten years ago. The likelihood of granting continuances could
potentially be reduced by monitoring and enforcing the rules and guidelines, which can
subsequently reduce the number of cases pending at the end of the period.
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F5.8 Thereareno standard written timeframes established at CCJC for the purpose of processing
casesin atypical day. The magistrates devel op their own dockets using the number of cases
that they expect to be able to hear in one day astheir guideline. According to the magistrate
supervisor, an average of 15 child support cases or 30 delinquency cases can be processed
per day by one magistrate. Magistrates have a general idea of how long case proceedings
should take. However, each magistrate may perceive the case processing time differently.
Without established standard time frames for hearing cases, the magistrates have no
guidelines by which they can measure their performance and can perceive case processing
time differently. According to the director of court services, the new case management
system, JIMS, has a time guideline and enforcement function by not alowing a jurist to
schedule cases beyond certain time frames.

The following table reveals the time frames established by HCJC by which various case
activities should be heard. The time frames were established by the executive director of
case management and were based upon historical knowledge on how long atypical case may
take, how many cases could be heard in one day and a need to ensure that dockets would be
filled.

Table5-14: HCJC’s Time Framesfor Various Case Proceedings

Type of Proceeding Number of Minutes
Arraignments (Delinquency & Unruly) 20
Trials (Delinquency & Unruly) 60
Disposition, Probation Investigation, Continuance 15
Paternity & Child Support 20
Motions for Contempt (IV-D cases) 20
Visitation/Custody Pre-trias 30
Visitation/Custody Trials 120
Traffic 10

Sour ce: HCJC, Executive Director of Case Management
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These time frames have been established within HCJC's computer system and are the
mechanism by which the cases are docketed (see F5.4). For example, delinquency trials,
based on the abovetimeframes, are scheduled every 60 minutes. According tothe executive
director of case management, these time frames have not changed because the time frames
to hear these caseshaveremained constant over thelast 20 years. Inaddition, the magistrates
function as ateam. If a magistrate has a case during the course of the day that surpasses
thesetimeframes, other magistrateswill hear more casesto ensurethat all of the magistrates’

dockets are heard. The establishment of and adherence to these time frames directly
contribute to HCJC' s effective processing of cases (see Tables 5-3 through 5-6).

Timeframesfor the purpose of hearing a case should be established within CCJC. HCJC's
time frames could be used as a model and reference to assist in determining the most
appropriatetimeframesfor CCJC (see Tables5-3 through 5-6). Oncethetimeframeshave
been established, they should be used as the mechanism by which cases are assigned to
jurists. CCJC’s new computer system, JIMS, has the ability to docket these cases in
accordance with established time frames. In addition, the time guideline feature in JIMS
should be reviewed and altered if necessary in accordance with the recommended overall
timeframes. Furthermore, these time frames should be monitored by the deputy director of
caseflow to ensure that they are being adhered to. The magistrates and judges should work
as ateam and assist one another if certain cases exceed these time frames during the course
of the day. By adhering to established time frames, CCJC could potentially reduce the
number of pending cases and improve the case management system in general.

The Supreme Court of Ohio conducted areview of caseflow management within CCJC and
submitted areport to the Court in June 1994. V ariousrecommendationsfrom thisstudy were
implemented, such asimplementing anew computer case management system and creating
adirector of caseflow management position. However, critical recommendationsthat were
not fully implemented by CCJC include:

Establishing time standards between case events (see F5.30)

Tracking the results of cases handled unofficialy (see F5.52)

Acting upon collected data that reveals the frequency of continuances (see F5.7)
Standardizing courtroom operations and responsibilities of courtroom staff (see
F5.28)

Controlling the inventory of pending cases (see F5.2 and F5.6)
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It should be noted that CCJC has devel oped time frames between certain case eventsasis
discussed in F5.30. However, this report provides additional time frames to guide other
critical activities between case events and they are included in F5.6 through F5.8, F5.24,
F5.30, F5.47, F5.62 and F5.64. The remaining issues are addressed throughout this report
(see F5.52, F5.7, F5.28, F5.2 and F5.6). Controlling the inventory of pending casesis one
of the goals of implementing the centralized docketing system and is also discussed
throughout this report.

F5.10 As mentioned in F5.50, the court services department has a caseflow management
procedures manual. However, according to the deputy director of caseflow, the manual is
not current. In addition, the deputy director of caseflow did not have a significant amount
of input into the development of the manual. The recent implementation of the new
computer system has altered some of the caseflow management procedures and necessitates
aneed for an update of the current caseflow procedures manual.

A
©

The court services department should update the caseflow management procedures manual.
The deputy director of caseflow should be the individual overseeing thistask. All areas of
the Court should be involved in the revision of the manual to ensure that it is accurate and
up-to-date. In addition, the updated caseflow management procedures manual should be
incorporated into an overall court servicesdepartment policy manual (seeF5.13and R5.12).
By updating the caseflow procedures manual, CCJC will have avaluableresourcethat could
be utilized by all employees and serve as a training document for new employees.

F5.11 Currently, the caseflow division is under the control and authority of the court services
department. By not being independent of another department’s jurisdiction, there is the
potential for caseflow to lack in the authority needed to ensure an effective caseflow
management system. For instance, considering that both the caseflow and magistrate
divisionsareinthesamedepartment, the casefl ow division could have problemsapproaching
the magistrates about the timeliness in which cases are scheduled and requiring the
magistrates to be more efficient. In HCJC, the caseflow management processis a separate
and distinct department entitled Docketing and Case Management. It isunder the authority
of the executive director of case management, who is ultimately accountable to the court
administrator.
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CCJC should consider moving the caseflow division under the auspices of the court
administrator and structuring it as a separate and independent department to have more
authority within CCJC. Thewhole caseflow management system would bemorevisibleand
would more appropriately reflect itsintegral rolein overall court operations.
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F5.12 Table 5-15 indicates the number of official cases, number of dispositions, number of
pending cases, number of pending cases beyond the time guidelines and the number of
unofficial cases in CCJC over the last four years. Unofficia cases are those complaints
resolved at intake without having to file the complaint as an official case.

Table5-15: Case Processing from 1996 to 1999

1996 1997 1998 1999 Change | Change

98-99 96-99

Total Official Cases 38,952 45,188 39,952 41,861 4.8% 7.7%
Dispositions 32,030 37,209 26,224 28,340 8.1% (11.5%)
% of Total 82.2% 82.3% 65.6% 67.7% 3.2% (17.6%)
Cases pending end of period 6,922 7,979 13,697 13,521 (1.3%) 95.3%
Cases Pending beyond Time 1,484 1,865 1,735 2,032 17.1% 36.9%

Guideline

% of Total Pending 21.4% 23.4% 12.7% 15.0% 18.1% (29.9%)
% of Total Cases 3.8% 4.1% 4.3% 4.9% 14.0% 28.9%
Total Unofficial Cases 11,645 10,606 1,862 1,684 (9.6%) (85.5%)

Sour ce: Supreme Court of Ohio

Table 5-15 revealsthat the disposition rate drastically declined after 1997. In addition, the
number of unofficial casessignificantly declined after 1997. Accordingto the court services
department, thedeclineinunofficial casesin 1998islargely attributedto the changeinintake
procedure. The use of warning letters, which served as the most direct means of bypassing
an official filing as amethod of handling certain minor offenses, was abolished in 1998. It
was determined by the court |eadership at that time that the warning letter lacked sufficient
authority to serve as a deterrent to further delinquency. This can be attributed to the
relatively higher caseloads in 1996 and 1997. If the unofficial hearing proves to be
unsuccessful, an official caseisfiled.
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Instead of receiving warning letters, juveniles are now required to appear in court. Asa
result of this change in procedure, most of the cases which, by previous policy, would have
been resolved at intake were either assigned for hearing in the newly established Community
Diversion Program or filed officially and sent to the prosecutor’ s office. Rule 9 of the Ohio
Rules of Juvenile Procedure states that “in all appropriate cases formal court action should
beavoided...” Thecourt hasnot considered re-implementing thewarning | ettersasan option
to divert youth from going through the court system. LCJC does utilize warning letters as
amethod of diverting youth from the juvenile court system, and as indicated in Table 5-3,
LCJICisabletodivert 9.6 percent of thecasesfroman official filingwhile CCIC divertsonly
3.9 percent of cases from an official filing.

In addition, the number of cases pending beyond the Supreme Court time frames has
increased over the five year trend period. This indicates that CCJC has not adequately
ensured that the court is meeting time frames and effectively processing cases. The
implementation of a centralized docketing system could potentially reduce the number of
cases pending beyond the Supreme Court time guidelines and ensure that these time frames
are being adhered to (see F5.4 and R5.4).

CCJC should establish an appropriate policy for when a warning letter can be used as an
option, such as utilizing warning letters for first-time minor and misdemeanor offensesthat
CCJC deemsappropriateto beresolved by issuing awarning letter. Inaddition, thewarning
letters should be sent by certified mail and require the signatures of the parents or guardians
to ensure that the letter is received. Another option CCJC could utilize to ensure that the
parents receive the warning letter is to require the parent to contact the Court directly and
provide identification, such asadriverslicense or social security number. By developing a
policy for when awarning letter can be utilized, CCJC would ensure that the spirit of Rule
9 of the Ohio Rules of Juvenile Procedureisfollowed and thereby potentially reduce overall
officia filings. It isimportant that CCJC not overuse the option of warning letters because
if it fails, CCJC would have to deal with the same juvenile twice as a second complaint
would require an official filing.

The court services department lacks a departmental policy and procedures manual. The
department had a contract in 1998 with a vendor to develop a policy manual, but a final
manual was never created or produced. The staff within court services have no written
document to which they can turnto if they are uncertain about any departmental policy. The
staff may be spending unnecessary time trying to locate certain policies or procedures when
most information could be provided to each employee in awritten manual thus saving the
staff time and reducing employee frustration.
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R5.12 The court services department should develop apolicy manual for itsstaff. Considering that
each division has its own separate and distinct responsibilities, the manual should address
each of the different divisions within the department. For example, the updated caseflow
(see R5.9) and intake (see R5.34) procedures manuals should be incorporated in the court
services department policy manual. Management would benefit from written policies,
especially when an employee needs guidance or reprimand. An example of the type of
information/proceduresthat should be addressed in the policy manual include thefollowing.

Numbering cases

Entering case information into the computer system
Using the various functions in the computer system
Processing the filing fee for security costs
Assigning cases to attorneys, judges and magistrates

Case Assignment

F5.14 The clerk of court’s office in the court services department is responsible for selecting and
assigning attorneys to certain cases in which the Public Defender’ s Office can not provide
an attorney. Two clerkswithintheclerk’ sofficeareresponsiblefor thisfunction. Attorneys
must apply to be eligible for the selection pool for consideration as assigned counsel and/or
guardian ad litem (GAL). Assigned counsel and GALSs receive compensation for services
performed at arate of $40 per hour for in-court time and $30 per hour for out of court time
and arelimited to the maximum feein effect at the time of the acceptance of the assignment.
To be considered for assigned counsel for al cases, an attorney needs to have served as a
GAL for any party on seven prior juvenile court cases, as assigned counsel on sevenjuvenile
delinquency cases or must currently be on the General Division’s assigned counsel list for
murder cases. To beconsidered for al casesexcept aggravated murder, murder and first and
second degree murder, an attorney needs to have served as a GAL for any party on seven
prior juvenile court cases or must currently be on the General Division’s assigned counsel
list for major felony cases.

A GAL isa“guardian for the case” and is appointed to primarily dependency/neglect/abuse
cases. In someinstances, a GAL can also be appointed to delinquency and custody cases.
CCJC recruits attorneys to be GALSs by getting lists of individuals who pass the Ohio Bar
Association, contacting law schools and bar associations and ensuring that the attorneys are
ingood standing. New GALsarerequired to attend training and are teamed up with another
GAL for at least their first case to act asamentor. A GAL will remain assigned to a case
until permanency is achieved for the child, which may not occur until the child reaches the
age of 18.
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There are two separate assignment listsfor GALs and assigned counsel, the master list and
the short notice list. Assignments from the master list are for cases that have court dates
usually ranging from two to four weeks beforetrial and occasionally further in advance. The
clerk’ sofficeusually callsattorneysonce amonth and they arerequired to return callswithin
one businessday. Attorneys may accept at least one and not more than four cases a month.
When they receive acall from the clerk’ s office, they are given acourt date, time and judge.
The short noticelist isfor assignment to casesreceived in the clerk’ s office with court dates
ranging anywhere from oneto five days notice. CCJC has devel oped an in-house database
that categorizes the attorney assignment list in the following manner:

Assigned Counsel

Assigned Counsel, except aggravated murder
Assigned Counsel for delinquency only

GALs

Emergency Custody

Master List, which is comprised of all of the attorneys

The database tracks information about attorneys who practice at CCJC. The database also
tracks GALs and assigned counsel processing and maintains records of which attorneys
participate in these programs.

F5.15 Attorneys are randomly assigned based on aphabetical rotation, which is the process also
utilized by LCJC. However, attorneys can also be appointed by the bench without utilizing
random selection. The Ohio Rules of Superintendence state, in Rule 8, that the procedure
used for making assignments* shall ensurean equitabledistribution” of attorney assignments.
By not using random selection for all assignments, there is a potential to assign certain
attorneys more cases than other qualified attorneys. In addition, there is a potential to show
favoritism by assigning certain attorneys more cases and in turn tarnish CCJC’ s reputation
for making attorney assignments. According to the court services director, the appointment
of attorneys by the bench occurs in approximately 50 percent of all case assignments.
Furthermore, areport generated by CCJC indicating assigned counsel and GAL payments
by each courtroom appearsto suggest that certain attorneysare being utilized more by certain
courtrooms than others.

InHCJC, the public defender’ sofficeisresponsiblefor assigning all attorneysto cases. The
juvenile court refers parties in need of an attorney to the public defender’ s office, which is
not a part of, or compensated by, the court. The Board of County Commissioners (BOCC)
in Cuyahoga County allocated additional dollarsin FY 2000 to the public defenders office
for the purpose of hiring approximately five more public defenders.
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R5.13 Assignment of cases to attorneys should always be made by utilizing a random selection

F5.16

process, which ensures an equitabl e distribution of attorney assignments. By using random
selection for al attorney assignments, CCJC would be basing assignments more objectively
and thereby avoid any accusations of bias or favoritism in the selection process. The court
services department should communicate the importance of this policy with the judges. In
addition, attorney assignments by the judges should be monitored and data compiled on a
regular basi sto ensure that random selectionisbeing implemented. Furthermore, CCJC, the
Public Defender’s Office and BOCC should consider increasing the number of case
assignmentsto the Public Defender’ s Office once the centralized docketing system has been
fully implemented by the Court (see R5.4). Some of the benefits of utilizing the Public
Defender’ s Office as opposed to private attorneys include:

° Increase Accountability: Sincethe Public Defender’ s Officeisunder thejurisdiction
of the County, the office can be held more accountable for the cases assigned to
them.

° Enhance Quality of Service: Since the Public Defender’ s Office can be held more
accountable to the County, there is more of an incentive for the public defendersto
put forth their maximum effort to processthese casesin atimely manner and provide
juveniles with the appropriate services.

It isimportant to note that increasing the number of cases assigned to the Public Defender’s
Office is contingent upon the ability of the expanded staffing levels within the Public
Defender’ s Office to handle more case assignments.

CCJC' s expenditures for assigned counsel and GAL funds have historically exceeded the
initial amount appropriated by the County to these funds. The following table indicatesthe
amountsinitially appropriated and actually spent on assigned counsel and GALsover thelast
two years and the amounts appropriated and forecasted in FY 2000.

Table 5-16: Appropriation and Expendituresfor Assigned Counsel and GALs

Appropriated Expenditure Expenditure? Appropriated Forecasted
1998 1998 1999 2000 2000
GAL $546,250 $769,653 $817,027 $800,000 $1,000,000
Assigned $332,500 $525,904 $808,820 $170,000 $850,000
Counsel

Source: Administrative Services - Fisca

! No amount was specifically appropriated for 1999.
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Asindicated by Table 5-16, CCJC has spent more than was appropriated in 1998 and is
forecasted to spend more than the appropriation in 2000. 1n 1998, the expenditure for GAL
was $223,403 or approximately 40 percent more than originally appropriated and for
assigned counsel was $193,404 or about 58 percent more than the initial appropriation. In
addition, CCJC has forecasted that the amount expended for assigned counsel will be five
times what was initially appropriated while $200,000 or 25 percent more will be spent on
GAL. Although the Court is obligated to assign counsel to all juvenilesin need of counsel,
CCJC hasthepotential to experiencesignificant fiscal problemsby continually overspending
the amounts appropriated for GAL and assigned counsel.

CCJC should address the spending problems with the GAL and assigned counsel funds by
either reducing costs (see F5.17 and R5.15) or devel oping methodsto adequately fund these
items. For more information on this issue, see the supporting recommendations in
organization and administration section of this report.

The Court Appointed Special Advocate (CASA) program isnot utilized at CCJC. CASAs
aretrained citizen volunteers serving as GALs and represent the best interest of the child in
dependency/neglect/abuse cases. According to the director of the CASA program at FCJC,
the CASA volunteers do not have to be attorneys.

Table5-17 provides operational information for the CASA programsimplemented at FCJC
and LCJC. The CASA program at FCJC is operated as an independent non-profit
organization with FCJC providing some funding to the program while the CASA program
at LCJC isoperated as a part of the juvenile court.

Table5-17: CASA Program Datain 1999

FCJC LCJC

Total Funding $376,000 $278,941

Cost to Juvenile Court $70,000 $278,941

Total Cases Assigned to CASA 370 182

Per cent of Total Dependency/Neglect/Abuse 10.2% 37.3%
Cases

#FTEs 801 45

Sour ce: FCJC and LCJC CASA program
! Consists of 8.0 FTEs (4.0 FTEs staff attorneys)
2Consists of 1.0 FTE director, 1.0 FTE staff attorney, 2.0 FTE secretaries and 0.5 FTE recruitment/training coordinator

Court Services 5-36



Cuyahoga County Juvenile Court Performance Audit

As indicated by the table, a nonprofit CASA program structure can potentially cost less to
operate for ajuvenile court. However, agreater collaboration and partnership would have
to be developed between the BOCC and CCJC to initialy establish the nonprofit CASA
program. Funding for the FCJC's CASA program comes from FCJC, Nationa CASA
Association, Ohio Children’s Foundation, Victims of Crime Act, Greater Columbus
Community Shares, corporations, special events and individuals. An internal CASA
program may be easier to initially implement at a higher annual cost, but would be subject
to the juvenile court’ s authority and jurisdiction. In addition, the ultimate goal of a CASA
program is to eventually assign all dependency/neglect/abuse cases to volunteers so that
private GALs would not have to be utilized.
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CCJC should consider devel oping and implementing aCA SA programin an effort to reduce
the costs associated with appointing private GALs. In addition, utilizing a CASA program
can enhance the quality of service provided to juveniles considering that the CASA
volunteers are dedicating their time and effort, knowing that they will not be compensated,
to represent the best interests of the juvenile. The options of structuring the program in-
house or as anonprofit entity should be evaluated by CCJC and BOCC to determine which
structure would be most appropriate for the Court. CCJC has estimated that to develop a
CASA program in-house with staffing levels similar to those in LCJC, it could potentially
cost approximately $350,000 annually. If CCJC devel oped anindependent nonprofit CASA
program similar to FCJC’ s and was able to obtain funding as effectively as FCJC, it could
potentially cost the court $70,000 annually.

Financial Implication: Assuming that CCJC develops an in-house CASA program similar
to LCJC it would cost CCJC about $350,000 annually to operate the program. However, in
the long run, the implementation of a CASA program has the potential to save CCJC
additional monies as more cases are assigned to CASA volunteers.

F5.18 In April, 1995, the assignment guidelines for judges were simplified as follows:

° All cases will be assigned by random draw directly to the judges with the following
exceptions:

> If the subject of a new case has a pending matter before the court, al new
cases will be assigned to that judge

> If the subject of a new case is currently on probation or in active custody
status of the Department of Children and Family Services, the new matter
will be placed on the docket of the judge that made the probation or custody
order.

> If a case was dismissed and the same action was re-filed, the case will be
assigned to the judge that made the dismissal order.
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> Motions for permanent custody will be assigned to the judge that made the
temporary custody order.
> If the subject of a neglect, abuse or dependency case is a sibling of anyone

meeting the above criteria, the case will be assigned to the judge of record.

° If new delinquency complaintsarefiled with respect to two or more childrenwho are
known to more than one judge, the cases will be assigned to the judge who has the
subject with the earliest active case number.

> Caseswith apending hearing date hold precedent over all other matterswhen
considering multiple case assignments.
> If there are two or more subjects with pending cases, the matter will be

assigned to the judge with the most recent pending case scheduled.

In August, 1996, the judges modified the assignment guidelines in the following manner.
When aparentage or child support caseis pending or openinthe system and anew parentage
or application to determine custody case isfiled, the new case will be assigned to the judge
assigned to the pending case. All traffic offender cases are assigned to magistrates, which
is permitted under the Traffic Court Rule 14 (D) of the Ohio Traffic Rules. One child
support magistrate is assigned to hear child support cases assigned to two judges.

JIMS provides for two methods of assigning cases to judges. The first method is a purely
random assignment based on the number of available judges regardless of their caseload.
The other option in JIMSisaleveling method that assigns cases evenly among all available
judges. These methods can al so be used to assign other court personnel to cases. Inaddition,
the system has the ability to directly assign ajudge to a case.

The assignment of cases to the judgesis not centralized within the department and is done
by the caseflow division except for child support cases, which are assigned by the clerk’s
office. Thereisalack of accountability and consistency by having two different divisions
performing the same procedure.

The assignment of cases should be done by one central area. Central assignment would
ensure consistency of the case assignment procedure and is included in the overall
recommendation for the implementation of a centralized docketing system (see R5.4).
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F5.20 Table5-18indicatesthenumber of hearingsheld by thejudgesand magistratesfrom January

1 through September 18, 2000. The 335 dependency/neglect/abuse cases heard by the
Citizens Review Board, which is established in every Ohio juvenile court as mandated by
Statelaw, are not included in this comparison. The Citizens Review Board is comprised of
volunteers who review the services and plans provided by the Department of Children and
Family Servicesto thejuvenilesand familiesfor these casesreferred to the Board by ajudge

or magistrate.
Table 5-18: CCJC Hearings From 1/1/2000 to 9/18/2000
Judges Visiting Judges Magistrates
Delinquency 3,204 348 7,213
Unruly 92 6 860
Dependency/Neglect/Abuse 2,443 2,320 10,413
Moationsfor Permanent Custody 0 0 5
Custody/Change of Custody/ Visitation 64 82 981
Support Enforcement 5 330 1,943
Parentage 6 736 4,206
Adult 78 6 32
Traffic 3 0 9,888
Other * 31 23 191
Total 5,926 3,851 35,732
FTEs 522 3.83 20.04
Cases Per FTE 1,140 1,013 1,787

Sour ce: Caseflow Division
! Cases that were converted from prior system

20ne FTE judge was not with the Court for the entire period, so the total FTES were adjusted
3 According to the court services department, the 10 visiting judges used by CCJC during this time period equate to 3.0 FTE.

However, one of these visiting judges replaced the absent FTE judge, so the total FTEs were adjusted.

“Includes the magistrate supervisor spending half of his time hearing cases (see F5.36)

Asindicated by Table 5-18, it appears that the magistrates have a much greater workload
than the judges. In addition, the magistrates have the authority to hear all types of cases,
except for certainfelonies. However, the judges have astaff support team of four employees
while the magistrates have a maximum staff support team of 2.5 full-time employees. The
magistrates hear approximately six times the number of cases heard by the judges.
Furthermore, on average, aFTE magistrate conductsover 1.5 hearingsfor every one hearing
conducted by a FTE main court judge.

Court Services 5-39



Cuyahoga County Juvenile Court Performance Audit

F5.21 A uniform court procedure for assigning cases to magistrates does not exist in CCJC and
contributes to the fact that the magistrates carry alarger workload. Asmentioned in F5.18,
cases are randomly assigned to judges. Each of the judges assigns a different amount of
casesto the magistrates. In addition, thereisno uniformity in the various types of casesthat
are assigned to the magistrates. A majority of one magistrate's caseload may be hearing
delinquency and unruly cases while another magistrate’s may be predominantly hearing
custody cases. By not having a uniform process of assigning cases between magistrates, it
is difficult to measure the magistrate’ s effectiveness.

HCJC appearsto have an equitable system in place for assigning casesto magistrates. After
a case has been assigned to the judges in the computer system, the case is docketed on the
first available magistrate' s schedule; to be heard in the established time frame of 21 to 25
days after thefiling. In addition, the magistrates rotate on a biweekly basis to hear certain
types of cases, which are predominantly delinquency and unruly cases (see F5.4). In
addition, asindicated in F5.4, LCJC aso has implemented a standard process of assigning
cases to magistrates.
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CCJC should develop and implement a uniform policy for assigning cases to magistrates.
A uniform policy for assigning cases to magistrates would benefit CCJIC’ soperationsin the
following ways:

° Enhance consistency and uniformity, as similar dockets would establish a more
equitable distribution of work load for al magistrates.

° Improve caseflow management throughout CCJC as each magistrate will have a
comparable number of casesto process.

° Provide effective cross-training for magistrates to effectively hear various types of
Ccases.

The processes utilized in HCJC and LCJC could serve as models to assist CCJC in
developing its assignment process. The implementation of a centralized docketing system
(see R5.4) and termination of the current process of assigning magistrates to judges (see
R5.25) should also alleviate the problem of inconsi stent assignment of casesto magistrates.
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Detention Center, Shelter Care and Residential Placements

F5.22

F5.23

F5.24

A court order assigns juvenilesto one of the shelter carefacilitiesor residential placements,
but it does not specifically state which placement. The detention center is responsible for
assigning juveniles to these placements. The process of assigning juvenilesto shelter care
facilitiesis conducted on afirst come, first served assignment process based on the number
of available beds. The social history is reviewed to ensure that the juvenile does not have
aprior record of being admitted to shelter care and isnot aviolent offender. Theshelter care
facilities have the right to refuse a juvenile under these circumstances. All first time
offenders must be admitted into shelter carefacilities, if so ordered by thejudge. However,
thereisno review teamin placeto review ordersto place juvenilesin shelter care. Thethree
Ohio based shelter care facilities are located in Hudson, Y oungstown and Cleveland. The
maximum amount of time that ajuvenile can spend in shelter careis 90 days for each court
action. The shelter care facilities offer no services, therapy or treatment and only serve as
aholding facilitiesfor less aggressive juveniles. The youth services program referral form
must be completed before the juvenile is placed in shelter care.

The processfor assigning juvenilesto residential placements beginswith ajudge sorder to
assign a juvenile to one of the placement facilities. A Service Review Team (SRT)
consisting of a social worker, probation manager, psychologist and community support
worker review the case and make a recommendation to the judge. The judge has the fina
authority to determine where the juvenile will be placed. For instance, if the SRT
recommendsadifferent placement facility from the one ordered by thejudge or recommends
acommunity program, thejudge can overridetherecommendation and order that thejuvenile
be placed in the facility originally ordered. The juvenile s socia history, a psychological
assessment and other related information are reviewed by the SRT. A two page private
residential placement referral form must be completed before the juvenileisplaced. While
the SRT is reviewing the case, CCJC contacts various placement facilities to determine if
these facilities will accept the juvenile. A residential placement facility has the right to
refuse to accept ajuvenile. These facilities provide services such as therapy and treatment
to rehabilitate juveniles placed in them.

Thereisno established time frame to limit the amount of time between when a court orders
that ajuvenile be placed in aresidential placement facility and when the juvenileis actually
placed inthefacility. Thetime lapse depends upon when all of the information is received
and reviewed by the SRT. In addition, there is no established time frame for moving
juveniles out of the detention center or shelter care facilities to residential placements.
Without an established time frame for transferring juveniles from the detention center or
shelter care, the amount of time that the juvenile spends in these facilities and the related
daily cost to hold the juvenile potentially increases.
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At LCJC, the judges, chief magistrate, court administrator and director of the detention
center meet each week to determine whether juveniles are being moved from the detention
center in an efficient and timely manner. In addition, LCJC has developed and implemented
a risk assessment tool to determine whether or not a juvenile should be placed in the
detention center or if another holding facility would be more appropriate. By developing and
utilizing such atool, LCJC has abasisfor assessing whether the length of stay for juveniles
is appropriate. This process has the potential of reducing the number of days a juvenile
spends in the detention center.

F5.25 Table5-19indicatesthe cost associated with operating the detention center, shelter careand

residential placements.

Table5-19: Costs of Facilities

Detention Center Shelter Care Residential Placement
Total 1999 Costs $10,529,401 $4,123,997* $4,719,897 *
Average Daily 141.2 1254 105.7
Population
Average Length of Stay 101 281 180 - 240°
(Days)
Average Daily Cost per $204.30 $90.10 $122.34
Child

Source: 1999 Annua Report & Administrative Services: Fisca
! Expenditures from all CCJC funds, including RECLAIM
2Thisis an estimation.

F5.26

Asindicated by Table 5-19, the total annual costs in 1999 to operate these facilities, the
average daily population and the average daily cost per child were the highest in the
detention center. The average length of stay was the highest in the residential placement
facilities, which unlike the detention center and shelter care facilities, actually provides
servicesand programsfor thejuveniles. Inaddition, the average length of stay in the shelter
care facilities was close to three times the average length of stay in the detention center.

Table 5-20 indicates the trend in average daily population while Table 5-21 presents the
trend in the average length of stay in these facilities. The average daily population has
increased significantly in all of these facilities, which can be potentially attributed to the
lower number of cases disposed in CCJC as compared to the peers (see F5.2). The average
length of stay in the detention center has been steadily declining each year since 1996, while
the average length of stay in shelter care facilities has been fluctuating over the same time
period.
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Table 5-20: Trend in Average Daily Population by Facility Type

1996 1997 1998 1999
Detention Center 158.6 140.8 126.7 141.2
Shelter Care 43.6 46.9 72.2 1254
Residential Placement N/A N/A 68.60 105.7

Source: 1999, 1998, 1997 and 1996 Annual Reports

Table5-21: Trend in Average Length of Stay (Days) by Facility Type

1996 1997 1998 1999
Detention Center 18.0 15.9 11.2 10.1
Shelter Care 27.3 299 239 28.1
Residential Placement N/A N/A N/A 180 - 240

Source: 1999, 1998, 1997 and 1996 Annua Reports

Table 5-22 compares CCJC' s average daily population and length of stay in holding
facilities with the peer courtsin 1999.

Table 5-22: Data for Holding Facilities

(Days) - Shelter Care

CcJC FCJC HCJC LCJIC Peer Average*
Average Daily Population 266.6* 106.0 168.1 735 115.9
Average Length of Stay 10.1 9.1 9.5 12.7 104
(Days) - Detention Center
Average Length of Stay 28.1 N/A 2 N/A 3 N/A 2 N/A 2

Source: CCJC 1999 Annual report, peer courts’ information
' The average daily population is for detention center and shelter care.

2FCJC and LCJC do not utilize shelter care facilities.

3 Could not be provided.
“ Does not include CCJC.
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As indicated by the table, CCJC’s average daily population is significantly greater in the
holding facilities, which includesthe detention center and shelter carefacilities, ascompared
to the peers. HCJC is the only other peer court that utilizes shelter care facilities. The
average daily population of HCJC' s shelter carefacilitiesin 1999 was 3.4 juveniles, which
isnot included in the abovetable. CCJC's average length of stay in the detention center is
comparable to the peer courts. However, the average length of stay in CCJC’ s shelter care
facilitiesis significantly greater compared to the average length of stay in its own detention
center and in those of the peer courts.
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CCJC should establish and develop standard time frames for the process of transferring
juveniles from the detention center and shelter care facilities. In addition, CCJC should
consider establishing a review team, as is used by LCJC, to monitor the average daily
population and average length of stay in these facilities. Also, CCJC should consider
establishing another team to review ordersto place juvenilesin shelter carefacilities. This
monitoring function should help to ensure that assignments to the detention center and
shelter care are being adequately monitored. Additionally, arisk assessment tool similar to
the one utilized by LCJC could aid in efforts to reduce the average daily population and the
average length of stay inthesefacilities by providing amechanism for determining the most
appropriate holding facility. Furthermore, by implementing a centralized docketing system
(seeR5.4), CCJC should be ableto better manageits casel oad and dispose of alarger amount
of cases, which can directly impact the average daily population and length of stay in the
detention center and shelter care facilities

Financial Implication: By devel oping standard timeframes, review teams, arisk assessment
tool and acentralized docketing system, itisassumed that CCJC could potentially reducethe
average daily population in the detention center and shelter care facilities by at least ten
percent. Reducing 1999's average daily population in the detention center and shelter care
facilities by ten percent would equate to anew average daily population of 240, whichisstill
significantly greater than the peer average (see Table5-22). If CCJC wereableto reducethe
averagedaily population by ten percent and assuming that operational costsare proportionate
to the average daily population, it could save approximately $859,000 annually in the
detention center and $412,000 annually in the shelter care facilities for atotal annual cost
savingsof $1,271,000. Theannual cost savingsfor the detention center isbased solely upon
operational costs, which excludes overhead costs.
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Courtrooms

F5.27 Onemeasure of operational efficiency for acourtroom can be calculated by determining the
total number of cases processed, the number of dispositionsand the number of cases pending
by each courtroom. Table 5-23 indicates the data compiled regarding these variables for
each main courtroom in 1999.

Table 5-23: Cases Processed by Courtroom in 1999 *

Court 1 Court 2 Court 3 Court 4 Court5 | Court 6 Average
Total Cases 3,188 4,687 3,998 4,755 3,278 3,621 3,921
% of Total 13.5% 19.9% 17.0% 20.2% 13.9% 15.5% 16.7%
Cases
Dispositions 2,148 3,364 2,580 3,037 1,888 2,088 2,518
% of Total 67.4% 71.8% 64.5% 63.9% 57.6% 57.7% 64.2%
Cases pending 1,040 1,323 1,418 1,718 1,390 1,533 1,404
end of period
% of Total 32.6% 28.2% 35.5% 36.1% 42.4% 42.3% 35.8%
% of 48.4% 39.3% 55.0% 56.6% 73.6% 73.4% 55.8%
Dispositions
Cases Pending 283 473 231 376 348 321 339
beyond Time
Guideline
% of Total 27.2% 35.8% 16.3% 21.9% 25.0% 20.9% 24.1%
Pending
% of Total 8.9% 10.1% 5.8% 7.9% 10.6% 8.9% 8.6%
Cases

Sour ce: Judge reports to the Supreme Court of Ohio
! Does not include traffic cases
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Table5-23indicatesthat courtroom #4 processed the greatest number of casesin 1999 while
courtroom#1 processed thefewest. Courtroom #4 processed approximately 49 percent more
cases than courtroom #1. Courtroom #2 closed the most cases, about 78 percent more than
was terminated by Courtroom #5. Since all cases are randomly assigned to the courtrooms
and al have the same amount of staff, all of the courtrooms should be getting an equal
number of cases and have the same level of resources to process the assigned cases. If all
of the courtrooms operated equally efficiently, the total number of cases processed, the
number of dispositions and the number of cases pending should be relatively the same.
However, these figures suggest that the operations in some of the courtrooms need to be
reviewed to determine where improvements may be made (see R5.19 through R5.24). In
addition, the implementation of a centralized docketing system (see R5.4) should help to
improve overall courtroom operations.

F5.28 The roles for some of the judge’ s staff members are unclear and defined differently from
courtroom to courtroom. For example, the scheduling of cases in one courtroom may be
done by the bailiff and in another courtroom it may be done by the clerk. More specifically,
in one courtroom, the bailiff and assistant bailiff schedule cases, which is not the process
used in all of the courtrooms. This may help to explain the reason why some courtrooms
operate more effectively than other courtrooms (see F5.27). In addition, CCJC lacks a
uniform procedures manual that could explain the standard roles and responsibilities of all
of the judges’ staff members.
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CCJC and judges should establish standard responsibilities and roles for all of the judges
staff members. This could be best accomplished by developing a procedure/policy manual
with job descriptionsthat explain the responsibilities of each staff member. At aminimum,
the manual should address who is responsible for performing the following functions.

Organizing the case files received from the courtroom coordinators

Scheduling the daily cases

Preparing journal entries

Entering information into the computer, such as disposition codes (see F5.29)
Entering necessary information into the appearance docket sheet

Checking in all of the necessary partiesto a case

Ensuring that cases are ready to be heard

Providing notice to the parties of the next hearing date

Returning filesto the clerk’s office with all of the necessary information accurately
completed
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According to the caseflow division, there areinstances where the courtrooms code the same
type of dispositions differently in the computer system. There are codes that are strictly
defined for a certain disposition, but there are some codes that are not defined for a specific
disposition, such asthe codefor “other.” By not ensuring that all of the courtrooms use the
same disposition code, CCJC has the potential of producing inaccurate reports that may
misrepresent important information (see F5.1). In addition, caseflow may be disrupted by
having to re-route the case file to the courtrooms for proper coding.

The staff assigned to the courtrooms should ensure that the same disposition codes are used
inall of the courtrooms. The policy manual discussed in R5.19 should explain which codes
are to be used for the various dispositions. The judges and other necessary CCJC
management personnel should meet to determine the standard coding of dispositions.
Caseflow will benefit from standardizing the disposition coding and consistency in coding
will help ensure that reports are accurate.

There are no established time frames by which case files are to be returned to the clerk’s
office after the case has been heard. However, asrecommended in the 1994 Supreme Court
Study, CCJC has developed written time frames for the administrative processing of case
information between case events and they include the following:

° A new court date isto be set immediately after the current hearing and service isto
beissued at that time on the pre-printed forms.

° Theflow sheet and summary sheet are to be completed within onework day after the

hearing.

The journal entry isto be completed within five work days after the hearing.

The clerk’s office is to journalize the file within two work days of receipt.

The assignment office isto process the file within two work days of receipt.

The data entry staff isto complete the process within three work days of receipt of

thefile.

However, according to the deputy director of caseflow, thesetimeframesarenot tracked and
monitored to ensure that they are being met and adhered to due to the inability of the
previous computer system to track this information. In addition, these time frames were
established in 1995 and were based upon the functionality of the previous computer system.
By not monitoring these time frames, case files may not be returned to the clerk’ s officein
atimely manner in order to generate and send out the appropriate service, which may cause
a disruption in caseflow management. Furthermore, time delays have the potentia of
increasing the number of continuances granted due to service not being generated on time.
Such delays prolong the life of acasein the court system. CCJC hasthe ability to track and
monitor these time frames with the new JIMS system.
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CCJC should monitor and track the written time frames for the administrative processing of
case information between case events. In addition, CCJC should determine if these time
frames need to be updated to accommodate the JIM S system. For example, someof thetasks
discussed in F5.30 may be easier to processwith the IM S system, allowing the timeframes
to belowered and improving the case processing timein general. Furthermore, monitoring
and updating these time frames shoul d better ensurethat casefilesarereturnedtotheclerk’s
office in areasonable amount of time so that the appropriate service can be generated and
sent in an adequate amount of time before the next hearing date. Where applicable, service
guidelines similar to those developed at LCJC (see F5.62) could provide assistance in
updating CCJC’ stime frame.

Currently, thereisno oneresponsiblefor reviewing casefilesbeforethey are sent back to the
clerk’soffice. By not consistently reviewing casefileinformation, thereis the potential for
errors. The Cuyahoga County Department of Justice Affairs conducted areview of casefile
information at CCJC from July 1, 1998 to June 30, 1999 and found that 42 percent of the
reviewedfilescontained errorsrel ating to adjudication dates. At FCJC, oneemployeeassists
the front counter clerksin verifying the paperwork by checking the case number, case type
and filings before the case file information is finalized. By having one person verify the
content and quality of case fileinformation, the likelihood of errors decreases.

With thetransfer of the magistrate clerksto the caseflow division (see R5.25), CCJC should
consider utilizing other caseflow staff, such asthe* back-up staff” (see R5.5), toreview case
fileinformation before the files are returned to the clerk’ s office. Thiswould ensurethat all
of the necessary information hasbeenincluded and improvetheaccuracy of that information.

The file accountability and tracking systems are different in each courtroom. Even though
adatabase was created internally for the courtroomsto track and account for casefiles, some
courtrooms use handwritten logsinstead. The database tracks when the files were received
and returned to the clerk’ s office. By not requiring the use of thistracking system, CCJCis
wasting avaluable technological tool that can makeit more efficient to track and account for
files.

The courtrooms’ staff should be trained to use the database to track and account for files.
Sinceall of the casefiles have aunique case number, it should berelatively easy to track the
filesinthedatabase. Important information such asthe case number, date received/returned,
employee receiving/returning the case file and where the file was received/returned should
be documented and included in the database to capture all appropriate information.
Additionally, CCJC could purchase and implement afile folder tracking module from the
JIM Svendor asanother option to ensurethat filesare appropriately accounted for. For more
information on this option, see the technology section of this performance audit.
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F5.33 Thejudges staff do not receive performanceevaluations. Cost of living salary increasesare

provided annually, but merit raises for performance are not given. The bailiff works at the
discretion of the judge while the clerk, assistant clerk and assistant bailiff are regular court
employees.

R5.24 The judges staff should receive annual performance evaluations. Considering the

organizational structure of CCJC, each judge should be responsible for performing the
bailiff’s evaluation and the court administrator should be responsible for evaluating the
remaining staff members,. Since the judgesinteract with the staff on adaily basis, it would
be appropriate for them to have direct input into their evaluations and be present during the
clerks, assistant clerks and assistant bailiffs performance evaluations. Performance
evaluations should help to ensure that above-average performance is recognized and
rewarded while unsatisfactory performance is addressed and actions are developed for its
improvement.

Magistrates
F5.34 Table5-24indicates magistrate and magistrate support staffing level sfor CCJC and the peer
courts.
Table 5-24. Magistrate Staffing Analysis
ccJic FCJC HCJC LCJC Peer Average

Magistrates (FTES) 19.5 18.0 22.0 9.0 17.1
Total New CasesFiled 28,789 21,509 28,432 15,651 23,597
(Aver age 1997-1999)
New Cases Filed per Staff 1,476 1,195 1,292 1,739 1,426
Staff Assigned to Magistrates 19.0 14.0 0 0 N/A
New Cases Filed per Staff 1,515 1,536 N/A N/A N/A

Sour ce: CCJC Staffing Information and peer court information

As indicated by Table 5-24, the number of new cases filed per magistrate at CCJC is
comparableto the peer average. According to the director of court services, CCJC will hire
three additional FTE child support magistrates (see F5.38) in the future, which are not
included inthe abovetable. However, CCJC and FCJC are the only courtsthat have support
staff specifically assigned to the magistrates. LCJC has transferred the support staff
previously assigned specifically to the magistratesto the casefl ow department of thejuvenile
court. Inaddition, HCJC has dedicated the staff that could be assigned to the magistratesto
the caseflow department.
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R5.25 CCJC should consider transferring the support staff specifically assigned to the magistrates

F5.35

F5.36

to the caseflow department of the court. The effect of this is assessed in the caseflow
management subsection of thisreport in F5.5 and Table5-11. By centralizing and pooling
the magistrate support staff, the casefl ow management system should benefit. According to
thedirector of caseflow servicesat LCJIC, pooling magistrate support staff hasbeen abenefit
to the court because they no longer haveto find areplacement for an absent magistrate clerk.
In addition, centralizing magistrate support staff that perform similar job functions should
enhance the consistency and uniformity of court operations.

It is important to note that this reorganization may be hindered by the current physical
structure of the CCJC building. However, the County isin the process of planning a new
facility to house detention services. Therefore, CCJC and the County should determine how
thisrecommended reorganization can be adequately implemented in light of the spacebeing
available in the building formerly occupied by detention services. Furthermore, prior to
implementing this recommended staffing reorganization, CCJC should ensure that data
indicating critical court operations, such as the number of cases processed, is accurate and
reliable (see R5.1) for the purposes of further assessing court operations and staffing levels.

Private Judicial Services, Inc. conducted a study and submitted a report to CCJC in
December 1998 regarding the work of the magistrates. Various recommendations were
implemented as a result of this study, such as the hiring of a magistrate supervisor and
additional magistrates. However, according to the magistrate supervisor, various
recommendations that were never fully implemented by CCJC include:

° Scheduling regular meetings between the judge and magistrate assigned to take
referrals from that judge (see F5.43)

° Creating a uniform practice of assigning cases to magistrates (see F5.43)

° Providing appropriate training to ensure effective case management (see F5.40,
F5.44, R5.1, R5.4, F5.10 and F5.32)

° Ensuring the accuracy of reports (see F5.1)

After reviewing job descriptions and interviewing the magistrate supervisor, it appears that
the magistrate supervisor has been delegated many functions that may hinder his ability to
adequately fulfill his supervisory duties. The responsibilities of the magistrate supervisor
include the following:

° Supervisesand coordinatesthe day-to-day administrative activitiesof themagistrates,
suchasscheduling, assigning magistratesto judges, approving vacation requestsand
reassignments/substitutions.

Maintains a competent workforce and conducts empl oyee performance appraisals
° Assembles monthly docket report for magistrates.
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Hears assigned judges' cases, which takes up approximately half of his work load.
Advises judges and magistrates on changes in the law.

Reviews, modifies and creates journal entries.

Acts as a consultant to other divisions within court services.

The magistrate supervisor is also responsible for acting as the chief judicial staff attorney.
As chief judicial staff attorney, the magistrate supervisor is responsible for overseeing a
small legal office, comprising asenior administrative officer, three full-time law clerks and
one part-time law clerk. The major responsibilities of this job function include the

following:

° Resolves legal inquiries from the judges and magistrates.

° Monitors and reviews all state and federa legislation and informs appropriate
individuals of changes in relevant legislation.

° Draftsand directs new legidlation and testifies regarding proposed | egisl ation before
the Ohio State Senate.

° Implements approved legidation.

° Develops, updates and distributes legal forms for use in al areas of the court.

° Maintains a quality team of judicial staff attorneys and legal clerks.

° Conducts performance evaluations of these employees.

Table 5-25 indicates staffing levels in CCJC and the peer courts for the legal counsel

function.
Table 5-25: L egal Counsel Staffing
ccJc FCJC HCJC LCJC Peer Average*
Chief Judicial Staff Attorney 0.0 1.0 1.0 1.0 1.0
Support Staff 35 0.0 0.0 0.0 0.0

Sour ce: CCJC and peer courts staffing information
! Peer Average does not include CCJC

Asindicated by Table5-25, CCJC istheonly court in the comparison utilizing legal support
staff. The peer courts are able to utilize one full-time chief legal position for the purposes
of performing the necessary “legal counsel” activities.
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R5.26 The court services department should consider hiring a chief judicial staff attorney and
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eliminating the support staff positions. The magistrate supervisor should be functioning in
amanagement position, considering thefact that the supervisor is ultimately responsiblefor
the performance of the magistrates. By employing a chief judicial staff attorney, the
magi strate supervisor will havethe ability to effectively manage the magistratesand perform
the other appropriate activities originally delegated to the magistrate supervisor.

Financial Implication: The average salary and benefits cost of hiring a full-time chief
judicia staff attorney is about $74,000 annually. Eliminating the 3.5 FTE support staff
would save CCJC approximately $88,000 annually in salary and benefits costs. The net
financial implication of this recommendation is an annual cost savings of approximately
$14,000.

According to the magistrate supervisor, magistrates are involved with the caseflow system
by performing the following tasks:

° Docketing cases, setting up hearings and determining what notices are sent out.

° Entering datainto the system including dispositions, continuances, new serviceto be
generated and new court dates. A new court date is confirmed by having all of the
present partiessign aform that statesthe new court date and servesasthe new notice.

° Completing thelegal formsand informing the clerk’ s office of what service needsto
be issued.

The informa process of assigning magistrates to cases is as follows. However, it is
important to note that even though an informal case assignment process exists, the judges
ultimately determine the amount and type of cases heard by their assigned magistrates.

° Six magistrates hear predominantly delinquency and unruly cases, in addition to other
cases assigned by the judge to which the magistrate is assigned.

° Six magistrates hear predominantly child support, private custody, custody review

and enforcement cases, in addition to other cases assigned by the judge to which the

magistrate is assigned.

Three magistrates hear traffic cases assigned to all of the judges.

One magi strate hears detention center arraignments, which are mainly comprised of

delinquency cases.

One magistrate hears child welfare cases.

One magistrate hears only child support cases.

Three part-time magistrates hear avariety of cases.

Most of the magistrates hear dependency/neglect/abuse cases.
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Although this informal cases assignment process appears to indicate that magistrates are
assigned to specific cases, the judges serve as the primary mechanism by which cases are
assigned to magistrates. In practice, the only magistrates that are assigned to specific cases
are the traffic, detention center, child welfare and child support magistrates. HCJC has a
formal policy that dictateshow casesareto be assigned to the magi stratesand the magi strates
arenot assigned to any of thejudges. Thejudge who hasthe same assigned casereviewsthe
magistrate’s decisions. The magistrate has the authority to issue orders which are not
reviewed by the judges, which is also the case at CCJC. Additionaly, LCJC has aformal
policy of assigning magistrates specifically to cases and not to judges.

CCJC should consider instituting aformal policy of assigning cases to magistrates, such as
having the primary mechanism by which cases are assigned to magistrate be dictated by the
case type. The system of assigning magistrates to judges should be eliminated. The
centralized docketing system and time frames proposed in R5.4 and R5.8 should be
considered asthe meansfor assigning casesto magistrates. Thisassignment process should
ensure amore equitable distribution of cases among the magistrates and judges (see F5.20).

The current organizational structure within the magistrate division is not well defined. As
mentioned in F5.36, the magistrate supervisor is responsible for overseeing the day-to-day
activitiesand for evaluating the employees. However, the judges a so provide guidance and
supervision to the magistrates on an informal basis by reviewing the content and quality of
their assigned magistrates’ court dispositions. Each judgeisassigned two magistrates. The
remaining magistratesare considered “floating” and hear casesassigned to numerousjudges.
The floating magistrate’s final dispositions are reviewed by the judge assigned to that
specific case. The magistrate supervisor has to obtain input from the judges in regards to
these reviews to adequately assess the performance of the magistrates. This may cause
reporting conflicts and confusion among the magistrates as to whom they are ultimately
accountable and how their performance will be measured. In addition, the judges are not
present during the magistrates performance appraisals. A sense of organizational structure
can be lost with the current organizational hierarchy within the magistrate division.

In order to adequately evaluate the performance of the magistrates, the judges should be
present during magistrates evaluations. Considering that the magistrates work so closely
with thejudges, thejudges should provideinformation to the magistrate supervisor that may
contribute to the employee evaluations and development. A written policy manual should
be developed in the magistrate division outlining this policy and providing other essential
information, which can be incorporated in a court services department policy manual (see
F5.13 and R5.12).
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F5.40 The process in which magistrates are hired is not structured effectively. The magistrate
division hasaformal job posting procedurefor openings. Initial applicantsareinterviewed
by the magistrate supervisor and court administrator. When the magistrate supervisor and
court administrator narrow the pool of applicants to the top two or three most qualified, the
decision on who to hire is made at a meeting incorporating all of the judges’ input.
Themagistrate supervisor isexperienced and hastheability to screenand interview all initial
applicants. With the current process, the court administrator may be spending time
interviewing initial applicants that could be spent on other management activities. In
addition, the magistrate supervisor has more knowledge of the magistrate division and
therefore, has the ability to determine which initial applicant would be best suited to the
magistrate division. The court administrator’ s involvement could be best suited at the end
of the hiring process when the pool of applicants has been narrowed by the magistrate
supervisor. In addition, the court administrator and administrative judge do not make the
final hiring decision.

R5.29 Themagistrate division should consider enhancing the process of selecting new magistrates
by doing the following:
° The magistrate supervisor should screen and interview the qualified applicants.
° After these initial interviews, the magistrate supervisor should forward the top two
or threemost qualified applicantsto the administrativejudgeand court administrator.
° After conducting thorough interviews, the administrative judge and court

administrator should make a decision on who should be hired.

If CCJC continueswith the current system of having magistrates assigned to specific judges,
the following process should be considered for hiring magistrates:

° The magistrate supervisor should screen and interview the qualified applicants.

° After these initial interviews, the magistrate supervisor should forward the top two
or three most qualified applicants to the judge who has the opening.

° After conducting thorough interviews, the judge should make arecommendation on

who should be hired. This applicant should then be interviewed lastly by the court
administrator and administrative judge to make the final decision.

The division should consider going through the following application processfor the hiring
of “floating” magistrates:

° The magistrate supervisor should screen and interview the qualified applicants.

° After theseinterviews, the magistrate supervisor should forward the top two or three
most qualified applicants to the court administrator and administrative judge for
final consideration.
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Newly hired magistrates are paired with more experienced magistratesto receive necessary
training. Reference materials including the Ohio Juvenile Law, Rules of Court, legal
research and a