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December 2004

Dear Colleague:

The 2005 — 2007 Strategic Plan for the 20" Judicial Circuit and Ottawa
County Probate Courts represents the first, comprehensive planning
process by all divisions of the Courts in an effort to improve public
service, increase efficiency and establish a “blueprint” for the future.
Implementation of this Plan will begin January 2005 incorporating
critical evaluation points to assess progress.

As Antole France so eloquently stated, “To accomplish great things,
we must not only act, but also, dream; not only plan, but also, believe.”
As you read this document, please join in the enthusiasm, optimism
and belief for a better Court shared by all those who have participated
in this endeavor.

For further information, comments or questions, please contact
Kevin J. Bowling, Court Administrator, at (616) 786-4100 or email
him at kbowlin@co.ottawa.mi.us.

Sincerely,

" ‘Kevin'J. Bowling, JD
Court Administrator
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SECTION I: INTRODUCTION & OVERVIEW

The fundamental purpose of a court is to peacefully and fairly resolve society’s
inevitable conflicts, one case at a time. To engender public trust and confidence in the
judicial process, a court must not only resolve conflicts, but also be perceived as
resolving conflicts. To be effective, a court must be independent, |mpart|al and have
adequate funding, resources and community support.

Michigan’s Constitutional Conventuon envisioned an independent and impartial court
system when Article VI of the State Constitution was drafted, vesting the judicial power
of the state exclusively in “one court of justice.” The 20" Judicial Circuit and Ottawa
- County Probate Courts are part of this “one court of justice” and are overseen by the
Michigan Supreme Court. As the Michigan Supreme Court is responsible for the
oversight of trial courts on a statewide basis, the Chief Judges are responsible for the

administration.

In 2004, the 20™ Judicial Circuit and Probate Courts embarked on a comprehensive,
strategic planning process that yielded a three year Strategic Plan to ensure effective
administration. The purpose of the Strategic Plan, which was developed by an internal
task force appointed by the Chief Judges, is to provide the Courts with a clear, future
direction that will result in improved services to the public. Also, it is a mechanism by
which the Courts can communicate information to stakeholders.

The Strategic Plan reflects systematically-obtained feedback from community partners,
citizens, law enforcement, schools, inter-county departments, employees and
administration. This information was instrumental in developing the Courts’ Strategic
Plan. In addition, an annual review will allow for needed adjustments and flexibility in the
implementation while utilizing it as the foundation, guiding the Courts through
opportunities and obstacles. Critical - evaluation will allow the Courts to measure
success and refine operations on an ongoing basis as the Courts proceed in the
deliberate building of a Court that inspires public trust.

'2005 — 2007 Long Range Strategic Plan ' , 1
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SECTIONIl: MISSION AND. VISION OF THE 20™ JUDICIAL CIRCUIT & OTTAWA
COUNTY PROBATE COURTS

Overview: A mission statement expresses the fundamental purpose of an
organization. As the Task Force prepared these statements, great care was taken to
incorporate comments from judges, court employees and stakeholders who have a
vested interest in just, fair and efficient court operations. See Attachment 1 for a
summary of the customer/stakeholder assessment and list of high-level mandates.

A vision statement defines a preferred future of an organization. It describes what the
organization desires to become or do in the future: what it should be at its best.

Below are the courts’ mission and vision statements.

2005 - 2007 Long Range Strategic Plan 2
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SECTION lli: TRENDS ANALYSIS

Overview: There are many social, economic, technological/scientific and policy/political
trends likely to impact the courts in the future (See Attachment 2 for a comprehensive
list of trends, a discussion of implications on the courts and three plausible scenarios).
Below is a brief and partial list of the most significant trends likely to impact the courts in
the upcoming years. '

Trends

Social trends anticipated to have an impact on the courts in the future:

>
>

»

A7

Aging population

Incréasing numbers of minority and non~Engli$h speaking populations
(e.g., Spanish and Laotian)

Increasing and widespread substance use and abuse
Continuing family disintegration '

Increasing expectations placed on public organizations/service
providers

Increasing demand for institutional and organizational accountability
Increasing geographic mobility '

Economic trends anticipated to have an impact on the courts in the future:

>

YV V V V

Growing service industry and thus, more service-related jobs, which
tend to pay low

Rising housing costs

Increasing use of part-time, temporary and contractual employees
Increasing pressure for cost containment of health care services
Increasing e-commerce |

Technological trends anticipated to have an impact on the courts in the future:

>

>

A7

Ongoing developments in telecommunications and information
technology ’

Increasing demands and expectations for access to information from
remote locations

Increasing demands for service 24 hours a day, 7 days a week (24/7)
Growing “security” technology
Increasing distance learning

2005 — 2007 Long Range Strategic Plan 3
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Pollcylgohtlcal trends anticipated to have an impact on the courts:

» Increasing tensnon between local control and regionalization of
services

» Increasing scrutiny on public tax dollars expenditures

A4

Increasing attention to youth and family issues

» Increasing tendency to define some criminal behavior as a form of
mental illness, approaching this behavior from a treatment rather than
punishment perspective

» Increasing politicization of the judicial branch

2005 - 2007 Long Range Strategic Plan
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SECTION IV: ORGANIZATIONAL ASSESSMENT

Qverview: The purpose of an organizational assessment is to help an organization
evaluate its capacity now and in the future to fulfill its purpose and move toward its
vision in light of the demands it will likely .experience in the years ahead. A SWOT
analysis is a process of identifying .the organization's strengths, weaknesses,
opportunities and threats (i.e., SWOT) given its mission, vision and implications of a
variety of trends. This step of the strategic planning process helps an organization
critically assess its ability to do its business better and differently in the future.

The organizational assessment included a critical assessment of the following areas:

Y

Organizational Structure .

Leadership and Management

Communication and Teamwork

Workload and Resources

Policies, Procedures and Work Processes

Use of Technology

Availability and Use of Data/lnformation

Practice, Attitudes and Habits of Judges and Staff |
Fiscal Accountability |

External Relations

VV VV VYV V V VY

The Courts have many strengths. They also have areas in which they can improve.
Below is a brief summary of their strengths, areas for improvement, opportunities and
potential threats as identified by Task Force Members and focus group participants.
See Attachment 3 for a detailed list of strengths and areas for improvement.

Team management approach o Divisions function in silos

o]

o One Court administrative structure o Geographical fragmentation

o Each division is self-sufficient o Lack of understanding of responsibilities
o Each unitis specialized of other units and others’ tasks/job

assignments
o Too many layers

2005 - 2007 Long Range Strategic Plan . 5
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for Improvement

o Very experienced, knowledgeable,
proactive and hard working

o Open to new/different ideas
o Supportive and accessible
o Strong and committed leaders

Not all on the same page
Not enough personal connection with

and understanding of needs in various
departments

Not diverse
Lack of communication between -

departments

/Areas for Improvement

o The Court Communicator
o Efforts made to disseminate information
on operations, budgets, etc.

o Courtinformation

o Willingness to help — good teamwork in
- units/areas

o Cooperative spirit

L|ttle (or no) communication or teamwork
between units/areas

Lack of intranet to share ﬂles/information

No cross training and movement of
people between departments

No orientation program

as. for Improvement

o Courts are always looking for new
resources
o For the most part, staff have forms,

supplies, legal resources and training
needed to.do their work well

o Courts provide good programming/
services and have skilled staff

Heavy and unevenly distributed

workioads

Inadequate computer/technologlcal
resources

Fiscal resources are increasingly difficult
to secure’

o Some individual units have good policy
and procedures manuals that are kept
up to date

o Employees know what to expect

Some areas have improved their work
processes

o Hard to keep up-to-date

Not consistently monitored/implemented;
staff don’'t always follow the procedures

Some employees are resistant to
changes in work processes

2005 — 2007 Long Range Strategic Plan.
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Strengths

WeaknesseslAreas:for Improvement'

o Courts are looking for ways to better
serve the public through improved/
expanded technology (there is an
eagemess to change and be innovative)

| o All staff have personal computers
o The case management system

o Dependent on the County, which is
lagging behind other organizations and
is not meeting the needs of the Courts

Inadequate training/education

o Systems are not all integrated within the
Courts, County or with other justice

system partners

o Collect a considerable amount of data/
information

o Data are used to make decisions

o Gaps indata

o Lack of standards
Disparate uses of data

o Difficulties accessing data.

(0]

o Judges are mvolved and care

o Staff generally have positive attitudes
and strive to deliver quality customer
‘service

o Good work ethic

o Some staff are resistant to change
o Lack of flexibility and training

o Some inconsistencies throughout the
Courts

or improvement -

o Good internal check and balance system

Prudent spending habits and good
budgets

o Positive relationships with County
administration

o Poor tracking system
o Difficult to demonstrate accountability

o Poor communication from Finance and
Accounting ,

o Good, collaborative relationships with
state and community partners

o Good relationship with funding unit and
County administration

o Generally positive perception with public

o Lack of understanding of other systems/
agencies

o Don't always communicate changes to
external entities

o Can be territorial énd think the Courts’
ways are the best

2005 - 2007 Long Range Strategic Plan
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Opportunities
There are many opportunities the courts can seize in coming years. A few of the
significant opportunities the courts can leverage are:
o Financial stability
KnoWIedgeable, committed and motivated mahageré and staff
Unified judges
Good reputation with the county and public

Collaborative relationships and partnerships with community, treatment
providers and other justice system partners

0O O O O

“Threats
There are many potential threats that can adversely impact the courts in the future.
Some of the more significant threats include:
o Lack, or erosibn, of funding
Un-funded state and federal mandates
Growth that is not managed well

A workforce that does not have the requisite knowledge, skills,
abilities, training and motivation

Insufficient staff to handle increasing caseloads/workloads
o Failure to be innovative and/or continually improve how work is done

O O O

o Lack of adequate technology

2005 ~ 2007 Long Range Strategic Plan , 8
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SECTION V: STRATEGIC ISSUES, GOALS, & STRATEGIES

Overview. Strategic issues are internal or external, underlying issues that are
fundamentally important to the organization over the long-term. Key result areas are
critical, must achieve, make or break performance categories. They are what an
organization must focus on over the long-term to gauge progress and ensure success.
Because of their magnitude, strategic issues and key result areas must be addressed
over the long-term in order for the organization to move toward its vision and fulfill its

msssuon

Strategies are comprehensive, institutional responses to the strategic issues or the key
result areas. Objectives are general statements that describe the manner in which the
end result — or goal — will be achieved. Priority projects are the shorter-term (1-2
years) strategic and operational priorities of the organization. As they are completed,
the organization should be making progress on accomplishing the long-range goals and
dealing with the respective issue area.

Below are the sfrategic issue descriptions, goals, objectives and draft priority projects.

A. Resources

This strategic issue includes the need to secure adequate resources for the courts in
areas such as staffing, technology/information systems, facilities and programming and
do a better job collecting money (e.g., reimbursement, revenues, fines, fees, restitution,
court costs). Specifically, the Courts need:

> Sufficient staff to handle the workioad/caseload

» Adequate and easily accessible facilities to conduct court business (e.g.,
ability to separate victims/witnesses from defendants/defendants’ families)

» More private meeting rooms for court users

\%4

Adequate jury rooms
» Adequate and pleasant offices for staff

2005 - 2007 Long Range Strategic Plan 9
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» Adequate security

A4

Adequate storage,

filing and task preparation areas

» Enhanced existing and more advanced technologies/information systems
to improve communication, information sharing, case management,
access, services, reporting and evaluation

» Sufficient resources to enhance and expand programs, services and other
options for court users

Additionally, the Courts

must continue to explore and pursue grant opportunities and

other non-monetary resources (e.g., scholarships). Doing so will reduce the financial
burden on the County and allow them to develop innovations and opportunities.

Finally, the Courts must improve the enforcement of Court Orders and collect more
money including reimbursement, revenues, fines, fees, restitution, Court costs, etc.

Goal 1: The Courts will have sufficient resources (i.e.. fiscal. human, technological,

facility and programming) to provide exemplary services.

Objective 1:

Objective 2:
Objective 3:
Objective 4:
Objective 5:

Objective 6:

Objective 7:

Goal 2: The Courts will

Educate County officials/administration about the needs of the
court.

Pursue enhancements to exisfing MIS systems.
Implement technological innovations.
Improve Court facilities and security.

Enhance the types, quality and outcomes of programs and
services.

Pursue grantsi and other non-monetary resources (e.g.,
scholarships) to supplement resources provided by local and
state funding.

Ensure/develop a quality internal talent pool.

collect reimbursement, revenues, fines, fees, restitution and

Court costs as

ordered by the judges or required by law.

Objective 1:

Objective 2:

Objective 3:

- Enhance collection efforts (of reimbursement, revenues, fines,

fees, restitution and court costs).

Improve tracking and monitoring of non-compliance.

Hold parties responsible for failing to comply with judicial
orders.

2005 - 2007 Long Range Strategic Plan 10
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Goal 3: The Courts will be fiscally responsibie.

Identify and implement cost saving opportunities/cost control
measures.

Objective 1:

Objective 2:  Align and use resources pursuant to strategic and operational
priorities.

Friend of the Court Priority Projects:

New Projects: .
1. Develop internships/graduate programs with surrounding universities.

Probate Priority Projects:

New Projects:
1. Secure imager and computer for scanner.
2. Develop a long-term budget plan (anticipate budget requests to be able to

implement strategic plan).

11

2005 — 2007 Long Range Strategic Plan
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Juvenile Services Priority Projects:

New Projects:
1. Develop ropes course coordinator position.
2. Control board upgrade for Detention.
3. Complete Modular Furniture enhancements.

4. Explore Blackberry technology.

Circuit Court Trial Division Priority Projects:

New Projects:
1. Develop computer support for collections.

B. Access to Courts

The Courts are committed to providing greater access to services for the general pubilic.
The following were identified as areas for public access improvement:

More convenient and user-friendly

Expanded hours

An interactive website

Adequate educational or informational materials to assist users

Capacity to handle electronic payments (e.g., pay fines/fees or make
payments), e-filing for all case types or electronic access to case
mformatnonlcase status online

Easily understood procedureslforms, etc.
» Adequate services for non-English speaking Court users
> Easily accessible and ADA compliant facilities

YV V V V Vv

v

Goal 1:  The Courts will educate the public a_t_)out Court processes and services.

Objective 1.1:  Explore and develop educatlonalllnformatlonal materials to
assist Court users.

Objective 1.2: Develop a public educatlonal master plan for dissemination
of information.

Objective 1.3:  Utilize the media, schools and. other community partners to
' educate the public. :

2005 - 2007 Long Range Strategic Plan 12
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Goal 2: The Courts will be phvsicallv accessihle to all

Objective 2.1: ‘Support the County and/or local communities in the
development of public transportation.

Objective 2.2:  Develop user-friendly building facilities that are barrier free,
conveniently located and designed to serve the needs of
users,

Objective 2.3:  Develop effective court security.

Goal 3: The Courts’ services and information will be convenuent user-friendly and

accessible to aII

Objective 3.1:

Objective 3.2:

Objective 3.3:

Use multiple, innovative technologies to provude and
enhance access to the Courts’ services.

Provide extended court hours.

Provide specialized/enhanced services and information to
self-represented, non-English speaking and disabled/special
needs Court users.

- 2005 - 2007 Long Range Strategic Plan : 13
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Friend of the Court Priority Projects:

New Projects:
1. Develop a mandatory FOC client orientation program.

2. Establish a triage unit/phone bank.

Probate Pﬁdﬂty Projects:

New Projects:
1. Add website, legal aid information and 211 to our brochures in the lobby.

2. Research and create an after hours phone menu.

Juvenile Services Priority ,Projects:

New Projects:
1. Develop a web-based case management system as a pilot project for other
court divisions to evaluate and potentially use in the future.
2. Implement public access computer terminals in the lobby of the Family
Division facility at the Fillmore Complex.

Circuit Court Trial Division Priority Projects:

New Projects:
1. Legal extern from MSU to work with court and make contacts within Hispanic
community to assess level of services and general accessibility for
unrepresented Hispanic court users.

C. Efficient (Timely) & Effective Operations & Services

The Courts are committed to improving the efficiency and effectiveness of operations
and services. This includes the following: :

> Improving/streamlinihg internal work processes (e.g., the way work is
being done — data entry, case processing) '

» Standardizing procedures, policies and practices
» Increasing consistency of operations and services

» Improving timeliness such as scheduling, notices, returning phone calls,
providing information, conducting hearing, making decisions, completing
custody investigations)

2005 - 2007 Long Range Strategic Plan ' 14
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> Using effective case management practices (é.g., early meetings with
attorneys, case assessment/triage, voluntary mediation, settlement
conferences) '

> Informing court users of available services
» Expanding victim's rights

> Assisting court users as appropriate — helping them maneuver the court
system

» Evaluating/assessing its performance including program outcomes

» Providing high quality customer service to court users (e.g., being
courteous, respectful, fair) ’

» Using technology (e.g., video conferencing, intranet, wireless connections
for courtrooms, video recording systems) where possible to improve
internal operations and services to the public, court users and
stakeholders (e.g., agencies, law enforcement)

» Enhancing and expanding existing programs and'services and continuing
to explore and use innovative programs and services

> Implementing best practices

Goal 1: The Courts will complete all work in a timely/efficient manner.

Objective 1.1:  Evaluate, identify, streamline and improve internal work
processes. :

Objective 1.2: © Standardize policies, procedures and practices.
Objective 1.3 Identify and implement best practices.

Objective 1.4. Create a ‘“culture of excellence” and continuous
improvement.

Objective 1.5:  Improve scheduling and case management practices.

Goal 2. Judges and all court staff will provide exemplary service to Court users.

Objective 2.1:  Respond promptly to ihquiries.

Objective 2.2:  Provide easy access to case information through technoiogy
and other means.

Objective 2.3:  Provide accurate and easy to understand information to
Court users.

2005 ~ 2007 Long Range Strategic Plan ’ 15
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Goal 3:

The Courts’ programs will achieve identified outcomes.
Objective 3.1:  Evaluate and modify existing programs as needed.
Objective 3.2:  Develop and implement new/innovative programs.

Obijective 3.3:  Collaborate with community partners in the provision of
effective programs.

New Projects:

1.

2.
3.
4
5

Friend of the Court Priority Projects:

Establish a triage unit/phone bank.

Update the FOC Handbook.

Utilize an intensive case manager.

Publish an internal online policy manual.

Establish a custody evaluation process/commiftee.

a. Develop a custody investigation protocol/policy. direction.

b. Establish outside contracts to evaluate basis/need for custody assessment.

2005 - 2007 Long Range Strategic Plan
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Probate Priority Projects:

New Projects:
1. Develop policies procedures manual. -

2. Cross train staff.
3. Plan a more efficient/convenient storage system for paper records/video tapes.

Juvenile Services Priority Projects:

New Projects: . .
1. Conduct a Female Responsive Needs Assessment.
2. Streamline/review paperwork.
3. Evaluate Expansion of Substance Abuse Treatment.

Circuit Court Trial Division Priority Projects:

New Projects:
1. Reconfigure support staff space.

D. | Collaboration with Partners

The Courts work with many partners. They include the County, justice system (e.g.,
law enforcement, prosecutors, defense attomeys, Michigan Department of
Correction - MDOC, private bar), treatment providers, schools, local, state and federal
agencies. Continued collaboration (i.e., communication, cooperation and joint probiem
solving) with the many partners and stakeholders is integral to the Courts’ long-term

success.
The Courts need to;

= Communicate more effectively with partners

* |nvolve partners, as appropriate, in planning and making system improvements
(e.g., policies, procedures, changes in practices)

» Gather input/information from partners where éppropriate

= Assess the impact of changes on partners

» Engage in joint problem solving where feasible

= Educate partners on the role of the Court, its programs, services, procedures, etc.
= Share information, as appropriate, including thréugh an integrated justice system
= Effectively collaborate on treatment alternatives, options and assessment

» Develop cooperative partnerships with related fiscal agencies, community
resources, potential staffing resources and other stakeholder groups

2005 — 2007 Long Range Strategic Plan _ ' . 7







