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ONE-PAGE EXECUTIVE SUMMARY

The information technology (IT) project proposal for enhancements to the Juvenile Justice Information System (JJIS), Intake Process was presented to the Department’s management team in January 2003 and the changes went into production in November 2003.  The Intake Project includes streamlining the process to reduce the amount of time it takes to route the youth through the registration process, improve data integrity, reduce the workload of the users and provide access in an environment that is universally accepted while preparing the Department for future growth.   This project includes business process redesign, developing web-based interfaces and integrating new technology to increase performance.  Through the use of these enhancements the following objectives will be obtained:

· Improve data integrity throughout the system by:

· Identifying areas of the existing application, that negatively impact to data integrity;

· Updating user interfaces to make them more intuitive and focused on specific business processes;

· Providing an efficient way to collect mandatory data;

· Making the system an integrated part of the business process; and

· Re-designing the way youth placement data is presented by presenting data by physical location, program resource and status components.

· Improve the processes to reduce the workload of the users by:

· Creating a navigation interface to improve the way users move around the system;

· Implementing features to allow users to work with multiple youths without increasing the number of steps required for completing the process;

· Eliminating redundant data entry such as identifying the youths, programs, etc. before allowing the user to proceed further into the application;

· Creating a streamlined 'Registration' process that is capable of entering youths into the system more efficiently and accurately;

· Creating a unified 'Disposition' process that improves the process of entering court actions and completing tasks for youth placement and status;

· Creating a simple, user-friendly 'Placement/Release' process;

· Providing an environment that requires fewer steps to accomplish user’s tasks; and

· Moving additional functions of JJIS to the web environment with the goal to eventually eliminate moving between the desktop application and the web application to complete tasks.

· Implement a system that will provide access in an environment that is universally accepted and allows for future growth by:

· Developing a new web infrastructure using the latest .NET technologies;

· Positioning for future use of remote access devices (handhelds, laptops, and/or tablet-pc); and

· Planning for future external data access through technologies using universal-XML.

Written Justification

a) Description of project, including length of time in operation. 

The IT project proposal for enhancements to the Juvenile Justice Information System (JJIS), Intake Process was presented to the Department’s management team in January 2003 and the changes went into production in November 2003.  The Intake Project includes streamlining the process to reduce the amount of time it takes to route the youth through the registration process, improve data integrity, reduce the workload of the users and provide access in an environment that is universally accepted while preparing the Department for future growth.   This project includes business process redesign, developing web-based interfaces and integrating new technology to increase performance.  Through the use of these enhancements the following objectives will be obtained:

· Improve data integrity throughout the system by:

· Identifying areas of the existing application, that negatively impact to data integrity;

· Updating user interfaces to make them more intuitive and focused on specific business processes;

· Providing an efficient way to collect mandatory data;

· Making the system an integrated part of the business process; and

· Re-designing the way youth placement data is presented by presenting data by physical location, program resource and status components.

· Improve the processes to reduce the workload of the users by:

· Creating a navigation interface to improve the way users move around the system;

· Implementing features to allow users to work with multiple youths without increasing the number of steps required for completing the process;

· Eliminating redundant data entry such as identifying the youths, programs, etc. before allowing the user to proceed further into the application;

· Creating a streamlined 'Registration' process that is capable of entering youths into the system more efficiently and accurately;

· Creating a unified 'Disposition' process that improves the process of entering court actions and completing tasks for youth placement and status;

· Creating a simple, user-friendly 'Placement/Release' process;

· Providing an environment that requires fewer steps to accomplish user’s tasks; and

· Moving additional functions of JJIS to the web environment with the goal to eventually eliminate moving between the desktop application and the web application to complete tasks.

· Implement a system that will provide access in an environment that is universally accepted and allows for future growth by:

· Developing a new web infrastructure using the latest .NET technologies;

· Positioning for future use of remote access devices (handhelds, laptops, and/or tablet-pc); and

· Planning for future external data access through technologies using universal-XML.

The Department identified several functional areas within the desktop version of the application where data integrity was an issue.  MIS developed a multi-phased strategy for improving the integrity of the data in JJIS.  One aspect that will be addressed is the data design.  The initial system design for the placement of juveniles dictated the input and extraction of data.  
Additionally, the needs of the users have changed since the initial implementation of JJIS.  The system was originally designed in modules.  The process flow changed to a more streamlined approach.  Over time, users have been entering data into the system in a way that was not originally intended.  For example, placement of a juvenile in a program was intended to capture the physical location of the youth.  However, placement should capture not only physical locations, but also program resources and statuses for the youth.  The re-design addressed these new requirements while maintaining compatibility with previously entered data.  
Another approach to improving data integrity was to create system processes that would be intuitive, streamlined, and focused.  There are several processes that require alternating back and forth from one area of the application to another.  Several 'wizards' were implemented to guide the user through the process to complete the specified tasks.  This greatly reduced the workload compared to the old version of the application that required multiple steps and components for completing similar tasks.  The final approach addressed the problem of working in multiple environments (web and desktop) by re-developing those components that existed on the desktop using technologies that enable future growth.
b) Significance to the improvement of the operation of government.

The purpose of the Intake Project is to modify or create system navigational processes that will improve the integrity of the data collected as well as increase performance and productivity in the JJIS.  These goals will be achieved through the implementation of concise and efficient data input processes, consistent user interfaces and new technologies.  

c) Benefits realized by service recipients, taxpayers, agency or state. 

The project was initiated after recognition of user concerns over the flow of the system, delays in data entry and required duplicate entries for similar data.  Cost savings in processing time and a reduction of staff re-work served as benefits in justifying the Intake Project.  Listed below are additional benefits of this project:

· System Functionality: 

· The Intake Process was streamlined to allow for faster registration of data being entered into the system, savings an estimated five minutes per case or 650 minutes (10.8 hours) annually;

· Caseloads are readily accessible to the users;

· With the new design, enhanced face sheets and reports are possible that provide a more accurate and detailed record of youth statuses, placements, services and other aspects of the record; and 

· In the placement component, the estimated saving per case is 15 minutes.  For a standard Juvenile Probation Officer’s (JPO’s) caseload this can total 2,050 minutes (34.16 hours) per year. 

· Registration Wizard:

· Combines 10 application screens and two web screens into one web wizard;

· Savings a minimum of three hours a year in the wait-time for intake JPO’s and more for Juvenile Assessment Centers;

· Requires the user to input a minimum standard set of required information prior to saving a disposition record;

· Reduces error rates and ensures collection of required data fields;

· Creates a "straight-line" process for data entry which creates a user-friendly environment and reduces training time;

· Allows faster connectivity for dial-up connections; and

· Eliminates data entry fields that are no longer needed.

· Disposition and Case Status Web Wizard:

· Allows the JPO’s to enter dispositions on multiple charges at one time; 

· Assures more accurate selection of youth placements;

· Allows the disposition drive the case status and limits the modification of special statues to JPO’s; 

· Eliminates the JPO’s work of assigning case types to a JPO and also eliminate moving cases from one case type to another;

· Produces unit reports indicating all new cases received, all status changes on exiting cases, and all cases closed for a unit each month; and

· Allows case status changes to be done on multiple charges at one time.

· Placement

· Eliminates overlap in placements and identifying the one true physical location of the juvenile;

· Allows the use of an unlimited number of programs or resources for an offender at one time as warranted; and

· Develops a population census for Intensive Delinquency Diversion Services, Probation Day Treatment and Juvenile Assessment Centers.

d) Return on investment, short-term/long-term payback (include summary calculations). Projects must exhibit measurable operational benefit. 

Project costs:  $631,426

Project Savings:

Prior to the redesign the JPO’s required an average of 22 minutes to enter in the data in JJIS, which included: offenders’ name and demographics, a family member with demographics, the charge(s), and an originating placement.  Entering the basic data required going to ten different screens in the old system.  Testing and observation as well as various reports from users determined the average time figure.  In many instances, staff stopped the data entry process to complete other tasks, such as answer a telephone or accept youth into the receiving center, and then return to data entry.

After implementation, data entry time was reduced 6.5 minutes.  The business rules and new design restrict the data input in a way that has reduced the error rate.  A scorecard is provided to allow the receiving JPO, if different than the originating staff, to know what information has not been entered into the system.  Note that the 6.5 minute average reflects new youth being entered.  The time is less if the youth exists in the system.  The reduction of wait times from the old system reflects comparable savings. 
In reviewing data from the 2002-2003 profile, the Department received 150,742 new referrals on 97,743 youths.  To derive the savings to the most conservative level only the number of youths referred will be used as an unduplicated number.  This ignores the savings for the youth with multiple referrals being entered. 

Annual Savings Calculation
97743 X Time Savings [(22-6.5 minutes) / 60 minutes per hour] X  staff (JPO & SrJPO) average salary= savings

Direct Annual Savings

By youth

99743 x [15.5/60] x $14.09/hr= $351,344.75 per year minimum


or

By referral

150742 x [15.5/60] X $14.09= $530,988.70 per year minimum

Indirect Savings
It is difficult to have a definitive calculation because it results from staff correcting poor data in the system to make JJIS function for all branches and reflect the accurate history and services provided to the youth.  Some error rates have climbed but this is a reflection of the demand to put in correct information in certain fields and to demand entry of data in previously un-mandated areas.  The best estimate of time saved is about two minutes for every intake case.  This is a conservative estimate based on the staff time identifying the problem, navigation to the youth and data entry to repair or resolve the issue.  Some cases will have no corrections and others will take significant time.  By use of the new process the errors generated are reduced significantly eliminating the time to correct them.   There still are data corrections needed but these are more identifiable and easier to access.   Thus the total number is reduced and the time spent by the user to correct is lessened.   
Staff training time will be a cost savings as the process is easier to learn and teach but this was not realized in this annum due to the start up with exiting staff and thus a heavy training workload on the DIO’s. 

Indirect Annual Savings

150742 x [2/60] X $14.09 per hour= 70,798.50 per year
Estimate of total savings per year is:  $531,697  ($530,988 + $70,799)
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