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The Coconino County Criminal Justice Integration (CJI) Project, with its associated working team has been a leader in developing a model plan for local and state Criminal Justice Integration of data and business practices.  This multi-agency team has been developing a model that provides more effective and efficient data sharing by eliminating double entry of data; standardizing integration processes; and sharing knowledge, solutions, and costs.

This program has already increased data sharing at the local level in Coconino County.  It provides the foundation for data sharing among counties and between counties and the state.  The data sharing technology improves the overall functionality of the criminal justice system, and ultimately can provide better law enforcement and public safety services for the community.

HISTORY  
Local, state, and federal agencies realized the need to improve data sharing as manual processes have been converted into electronic processes.  In 1997, the Coconino County Criminal Justice Integration (CJI) Project was formed with the support from Arizona Criminal Justice Commission (ACJC).  ACJC selected Coconino County as a model for the pilot program due to its size and rural characteristics.  The vital role of technology in criminal justice integration was immediately embraced.    

By 2003, vertical integration among state law enforcement, county attorney’s office, and the court systems were operational.  In 2004, horizontal integration within the County began.  Today, the Coconino County CJI working team continues to improve the working model, and is now developing a management reporting system utilizing the integrated environment.
COMPOSITION

The Coconino County CJI working team is truly an example of a multi-agency team working cooperatively to enhance law enforcement and criminal justice services.  The core of the team is made up of Coconino County agencies:  County Information Technology Department; County Attorney’s Office; Justice, Juvenile, Municipal and Superior Courts; and the County Sheriff’s Office.  Other state and local participants include:  Arizona Criminal Justice Commission, Arizona Department of Public Safety (DPS), Arizona Administrative Office of the Courts, and Flagstaff Police Department.  Vendors that work closely with the team to achieve the desired goals include:  IBM, Constellation Justice Systems, and Intergraph Public Safety.

GOALS & OBJECTIVES  

Goals and objectives of the Coconino County CJI Pilot Project were to establish an electronic infrastructure whereby criminal justice agencies share information in an accurate, complete, accessible, and timely manner on individuals and events for criminal justice and non-criminal justice users.  As part of the criminal justice system, law enforcement is a major contributor to data input and benefits from data of other criminal justice agencies.  It is imperative that law enforcement has timely and accurate information to enhance public safety.

METHODOLOGY  

The technology and process needs identified and achieved were to: 

· Create electronic information flow as opposed to a paper-based system

· Reduce redundant data entry, which, in turn, reduces the opportunity for errors, thereby improving accuracy

· Update information automatically across systems in moments rather than days 

· Share uncommon data across agencies on a need to know basis

· Transfer required data to State and Federal agencies automatically

· Centralize data to allow management reports for decision making purposes

· Offer our knowledge to others

SIGNIFICANT DATA ON CRIME TRENDS

As much as eighty percent of court caseloads are likely due to citations. Courts in Coconino County receive an average of 45 citations per day and the Attorney's Office another 10 per day. These numbers do not include DPS citations, which account for forty percent of the total citation caseloads in Coconino County.  Since 2004, electronic integration has allowed for the transfer of over 33,000 citations and 30,000 bookings/arrests to the Courts and the Attorney’s Office.  These numbers bring to light the importance of efficient, accurate, and timely sharing of data among criminal justice agencies.

RESPONSIBILITIES, CONTRIBUTIONS & ACCOMPLISHMENTS
The Coconino County CJI Program working team had the responsibility of solving immediate local issues with data sharing in a technological world, as well as creating a knowledge base for future projects.  Technical and procedural solutions to integration issues were modeled for:  

· Security Certification (and its relation to electronic filing to the DPS)

· Electronic Filing (County Attorney to DPS)

· Electronic Arrest and Booking Information (Law Enforcement to County Attorneys)

· Electronic County Attorney Case Number (County Attorneys to Law Enforcement)

· Electronic County Attorney Court Filing (County Attorneys to Local Courts)

· Electronic Initial Appearances (Law Enforcement to Local Courts)

· Electronic Citations (Law Enforcement to Local Courts and County Attorney)

The Coconino County CJI working team used middleware technology and the Global Justice XML Data Model to allow solutions to be shared regionally as well as nationally.  This innovative approach means that portions of the project can be modeled elsewhere in the state, drastically reducing state-wide costs for integration.  Problems solved during this project can provide other agencies with solutions to improve the daily information flow of criminal justice data and are detailed on the Coconino County website http://www.coconino.az.gov/cji.aspx.  

Streamlining of processes and data sharing has improved working relations and communication among the cooperating agencies, made the local criminal justice system more efficient, and provided better service to employees as well as to the citizens of the County.

BENEFITS SEEN
Following is a list of some major benefits realized by the integration project: 
· Elimination of redundant data entry resulting in many agencies seeing a 50% reduction in total time needed to enter record information. 
· Redeployment of staffing to other tasks.

· Reusability achieved through partnerships with vendors to create or enhance add-on modules for products instead of “one-of” customer specific solutions.
· Elimination of tunnel-vision thinking.  Criminal Justice Practitioners realize the potential impact of how they do something may affect another agency.

· Improvements in business processes and rules by a more thorough examination of needs and issues among all organizations not just one agencies need.
· Creation of a Data Warehouse that can be mined by agencies and committee’s to help research cause and effect relationships of the entire Criminal Justice Ecosystem as well as day to day needs such as “Is John Doe still in Jail?”.

· Creation of new avenues to solve issues such as interrogating incoming booking data for people under the age of 18 and notifying Juvenile Probation staff to ensure proper management occurs in a timely fashion.
· Knowledge base for others to learn and improve on.  We are not satisfied with being successful.  We want others to be successful.  To this end, we have developed a website (http://www.coconino.az.gov/cji.aspx) that discusses how we are integrating and have hosted many “how to” sessions with other agencies as well as presented at State conferences in an attempt to help others embark successfully on this journey.  
COST AND SUCCESS FACTORS
The approximate cost of implementation since 1997 is $3,000,000.  $2,000,000 County/City of Flagstaff funded, and $1,000,000 Grant funded. These costs include outside professional services, some associated project internal wages, and the purchase of new Vendor systems and Infrastructure necessary to implement the project solution.  Primarily, these systems were acquired for law enforcement jail and records management, attorney case management and integration middleware and technology.
Cost benefit of the Criminal Justice Integration is not about dollars’ return on investment.  While productivity gains have been realized through elimination of redundant data entry and higher data integrity,  the true value of the investment lies elsewhere.  Having an accurate and timely state criminal data repository can not be measured in dollars.  Public safety increases can not be measured in ROI.  Increased speed and accuracy of data allows for better, and more collaborative decision making throughout the Criminal Justice System.
Pure operational benefits are numerous.  Decreasing redundancy of data entry improves data accuracy, increases speed of data movement, and allows employess to be redirected to more important tasks than data entry.
In addition, the project's success is not based on technology.  This project and those like it are successful only when the key stakeholders believe in the project and are willing to work together even when it means changing how business is done.  The communication and cooperation  required for this project to succeed is tremendous and requires a great deal of diligence in keeping everyone informed and engaged.

GOVERNANCE STRUCTURE
Criminal Justice Coordinating Council – Provide Criminal Justice System Oversight.  This council is designed to tackle the issues facing the entire Criminal Justice System.  Members of this council are elected officials, department heads, County board members, the City and County Manager.
Criminal Justice Integration Steering Committee - This committee provides the decision making body for the Criminal Justice Integration Project.  It is made up of local and state officials in the Criminal Justice Community.
Criminal Justice Integration Technical subcomittee -  This is a subcommittee of the Steering Committee.  The members of this committee are assigned the task of recommending and implementing technical solutions for this project.  The members of this committee are the subject matter experts and technical support staff from those agencies and IT.
Coconino County IT - Provides the Project Management and Technical support for the middleware and data warehouse for this project.
CONCLUSION
The Coconino County CJI Project has been a “proof of concept” for both the State of Arizona and nationally, that Criminal Justice Integration is not just a dream but a tangible reality.  The project is being leveraged to promote further integration for the entire state through solutions that are standardized and reusable.  In addition, the project is providing a wealth of “lessons learned” knowledge for future project successes.  This team and project embodies the spirit of the J. Robert Havlick and the Thomas H. Muehlenbeck awards.  We believe this team should be recognized by the Innovation Group for their deep dedication and success towards innovation and excellence in the local government sector.
