Summary of and Notes From, Strategic Planning Retreat
On April 12 and 13, 2006 the Coconino County Criminal Justice Coordinating Council held a retreat in Sedona. The purpose of the retreat was to establish strategic priorities for the next two years. Turnout for the retreat was excellent with virtually every member of the Council present. In all, thirty four council members attended along with 4 facilitators and a guest presenter, Chief Ron Burns, from Jefferson County Colorado.
Prior to the retreat the planning committee sent out a brief survey to identify the broad strategic categories to be discussed. Based on the responses, four strategic areas were identified and categorized as follows:

1. Mental Health, Substance Abuse and Domestic Violence

2. Citizen Involvement and Education

3. Systems Performance 

4. Crime Prevention/ Reduction of Recidivism

Underlying all of the above issues was a concern for managing and reducing the jail population. 
At the retreat the participants were divided into roughly equal groups and asked to brainstorm one of the 4 areas of concern and then to present to the entire retreat the top 5 ideas relating to the table topic area. After all the tables had presented their ideas, each person was asked to “vote by dot” for the various strategies. The number of votes has been counted and compared as between the four topic areas and again within each topic area.

Based on the votes the order of priority given to the four topic areas is as follows:

Top: Mental Health, Substance Abuse and Domestic Violence (61 dots)

Second: Systems Performance (53 dots)

Third: Crime Prevention/ Reduction of Recidivism (37 dots)

Lowest: Citizen Involvement and Education (9 dots)

Within each group the priorities were established as follows:

Mental Health, Substance Abuse and Domestic Violence

· Coordination of In-Custody Treatment With Outside Providers (20 dots)

· Coordination Within System to Develop a Civil Custody Unit (16 dots)

· Comprehensive Triage Approach to Address Interdiction (13 dots)

· Public Info Campaign to Educate on the System Cost (7 dots)

· Increased Treatment Options and Innovative Programs (3 dots)

· Increased Resources at the Front End (1 dot)

· Create DV Subcommittee for CJCC (1 dot)

Systems Performance

· Create a Warrant Officer Position (20 dots)

· Review Processing of FTCs & FTAs (12 dots)

· Capture the True Costs of Inadequate Staffing (8 dots)

· Improve Data Analysis/ Best Practices (7 dots)

· Have Outside Expert Provide Recommendations for Criminal Justice (4 dots)

Crime Prevention and Recidivism Reduction

· Spend Resources on Early Intervention with Juveniles and Families (15 dots)
· Examine Statistics and Community Experiences to Understand What Kind of Crime Problem we Really Have (10 dots)

· Increase Alternative Sanctions Pre and Post Arrest; Jail Isn’t the Only Tool (7 dots)

· Examine Impact of Being a Border Community and Transportation Route (3 dots)

· Support and Encourage Best Practices in All Phases of the System; Put $ Into Those Practices (2 dots)

· Examine How Mandatory Sentencing Affects Alternatives to Incarceration and Length of Stay (0 dots)

Citizen Involvement and Education

· Community Education Through Available Media; Develop a System Wide Education Program (8 dots)

· Citizen Surveys (1 dot)

· Explore Working With Volunteers Throughout the System (0 dots)

In the afternoon, each table was asked to brainstorm ideas on how to maximize the value of the Criminal Justice Coordinating Council but the participants were not subsequently asked to vote on those ideas. Different tables interpreted the assignment differently and the results varied from discussions regarding improving collaboration within the system, to improving system processes outside the council itself. 

In addition to the group breakouts, the entire group brainstormed accomplishments of the CJCC during its first year of existence and contributed to graffiti boards prepared to stimulate discussion and thought. 

At the conclusion of the retreat, CJ coordinator advised that all ideas would be captured and that the notes from the retreat would be typed up and provided to the retreat participants and to members who were not in attendance. From that a strategic plan for the next two years would be developed. This report contains the typed notes from all of the group discussions both morning and afternoon. 
Morning Session
Mental Health Substance Abuse Domestic Violence

Create one stop (triage) approach (interrelated) increase resources for prevention

Pre-arrest options

Early interdiction

In custody treatment earn release credits

Consolidate citations, warrants etc. (jurisdictional considerations)

Impact on keeping individual in custody to receive treatment

Coordinate in custody and community based ITU

-Civil Custody Unit

-Guidance Center

Judicial Decision

-Options limited

-Jail beds

-Community options

DV

-Pre-arrest options

--Deferred

-Orders of protection to include/mandate options

--Need more resources

Mental Health Court

Crime Prevention/Reducing Recidivism

Use jail or another facility to house mentally ill & substance abusers=Positive

Longer stays to detox & provide treatment programs

False economy to turn people out quickly

Explore alternatives to initial incarceration, intervene earlier not just alcohol, mental illness

1 mental health prisoner requires more staff time/resources, when in general detention

Focus on Assets in juvenile interventions to reduce crimes, substance abuse & recidivism

Get at underlying problem for which the symptom could be crime, substance abuse

ID assets of community for both youth and adults

Where else do mentally ill go? Community wants something done

Is the jail the right place to store house MI, SA?

Stats appear to overlap & show FTA is high, what other options do we have?

Examine stats, what do they show and what do they really mean?

Crime prevention & reducing revolving door means look outside the community. We are a border community and a transportation route.

Our community is a hub for N. Az. People do the crime here, but are released away from treatment

Add other partners from tribes

Released, but disappear from current address, and can’t be contacted. Adds to their crime sheet.

Swift justice, all parties are at initial appearance, consolidate, consequences applied up front, sentence at once.

Do we understand the real issue? How does crime prevention & reducing recidivism relate to jail population?
What is the problem we need to attack?

Reducing failure to comply is different than FTA. Give people incentives/options/time to comply. Judicial.

Reduce recidivism by granting judges ability to enact longer stays, longer time.

Juvenile crime is a symptom of what’s going on in their family and community.

Research best practices, identify early intervention, ID needs as crucial to success.

Look at what we do and evaluate as against research and best practices.

Provide the right services to the right people where you can make an impact.

Spend resources to prevent crime, proactive interventions, reduce crime and recidivism

Where do we have the greatest hope of making a difference

Identify juvenile crime impact and percentage of overall crime to understand the real problem

How big of a problem is juvenile?

Can we save them (juveniles) and stop future crime? Address issue and family, not just the crime

Can we intercede earlier and reduce crime

Will stakeholders pay for this?

Citizen Involvement and Education

Why?

Generate more ideas

Bring out the facts

Gain support

Develop understanding

Buy in

Help people understand system

Reduce confusion about courts

Educate people about need for facilities

People need education when they arrive or involved

Education about initiatives and impact on court system

Victims need information


What?
Cost Benefit

Leverage technology

-web based survey obtain thoughts

-videos

-criminal justice 101

-frequently asked questions

CERT Teams for education

Information booth/board

Citizens Academy for Courts

Civics 101

Public TV-Channel 4

Volunteers

City and County newsletter-web page

Hard copy info
Educate city and county employees

Video on process for first time offenders and families

E tickets and E pay

Educate high school seniors

University

Volunteer program

Court out on street

Conduct citizen surveys and offender surveys

Systems Performance
Warrant officer position created-address violation of probation also

Personal contact (phone calls, letters, pick people up) to get them to court

Hearing officer at the jail 

Night Court

Focus on the FTCs & FTAs (weekday vs weekends?); review the processing and make recommendations

Pretrial matrix for decisions

Providing criminal histories to judges on the weekend (education on how to analyze reports) Staff-IGA?

Felony LOS data analysis

Have an outside expert analyze the process-focus on criminal system (Practitioner)
Probation Court and other best practices to address probation violations

Staffing study

Real information from our data

Improve data analysis and adopt best practices for the entire system and individual contributors; more info, more analysis

Recruit and retention of qualified staff (salaries, benefits, assistance with housing, retirement acts-gov. contribution)

Capture the true costs of not having staff

Continue to expand the CJI program

Revisit 48 hour rule (not excluding weekends/holidays)

Determine w/in 24 hours from arrest if a complaint will be filed (address staffing and data needs)

Afternoon Session
Maximizing the Value of the CJCC

Collaboration, Cooperation and Communication
Decision process that works for a broad collaboration speedy, in depth, formal, legal

Collaborate more on prevention, enforcement issues. Notify us ahead of an event, involve others in the process before hand.

Provide more info to community about work

Trust of/from each other and citizens

Exclude media from working meetings

Learn from each other to do even more

Real work may get done at subcommittees
Co-location of muni and JP courts in Flagstaff

Explore opportunities to co-locate between cities, share costs, build structures

Co-location helps us discover common ground and cost time savings

Programs that combine resources, staff, videos

Combined Citizens Academies with multiple agencies PD, DPS etc

Provide formal scheduled info to media, public

CJCC, by Dec., 2006 provides recommendations on priorities on CJ issues to Cities and county and other participating jurisdictions

Include all communities and tribal jurisdiction

Continue data integration and share with each other

Explore any opportunity for partnerships that will also educate public

Maximize resources, programs, offerings such as DUI courts

Continue locations and services and programs whenever possible. One stop shopping for system

Continue different aspects of the system presentations

Expert other experiments in process presentations

Share budget information plans – annual CJCC fall budget meeting

Future IGAs with Cities and County

Transparency. Share internal policy issues-and changes in policies with each other

Increase participation from the Board in the CJCC (education, subcommittee participation) data on the impact and resources, quarterly updates, “Court Days”

Cite in lieu vs arrest-more data and analysis

Arrest and Charging process-more data and analysis

Foster professionalism
-mentorships

-Cross training and in service

-be resources for each other

Increased public awareness about the CJCC

More CJCC staff to represent CJCC with others

Loan staff to staff subcommittees

Contact person within each CJCC member group

Project work groups with deliverables and identified resources

Ideal: formalized as joint City/County commission that makes recommendations regarding issues and funding

All communities, jurisdictions are involved; Williams, Sedona, Page, Tribal areas

System includes others-non-criminal justice

Access to each others info-read only or other

Expand jurisdictions, other agencies that we work with and share info with

Tucson is a Best practice. Flag is requesting funds to implement some strategies

Continue working with data integration

Make better decisions based upon analysis and data

Collaborative grants

Examine impacts on the system of potential grants/programs

Employer housing

Develop trailing spouse programs

Work together on job openings

Survey residents to ascertain community values

E-fine, e-ticket, e-anything (recognize that not all clients have technology)

Tear down the silos

Keep funding CJCC

Encourage more co-location of services

Arrest to arraignment committee – sunset dates for special committees

Cooperate in hiring/ interview panels

Communicate system changes to CJCC

Diversity in staff

-Cultural-language-gender-changes as a result of immigration laws

NAU – Cooperative efforts to develop master’s level programs

Strategies to address retention/recruitment—collaborative marketing

MT with NAU to strengthen internships to CJCC

Academic member to CJCC

Victims services becomes a part of county rather than remaining a non-profit

More funding

Attachments to community important –family-friends-jobs-church-mentors

Information that could help in providing services is protected

Coordinate funding requests ie: tax issues

Prioritize funding issues

Expand mediation as an alternative ie: ADR

Restorative justice

CJCC develop legislative proposals; Rules-AOC

Revolving Door (system cause)

Barriers

-turf

-comfort zones

-competition for resources

-uninformed decision makers

-workload ‘musts’

-conflicting objectives

-lack of trust

-unfunded mandates & subtle state regulations

-uninformed citizens

-cultural/maybe racial differences

-differences in governments-reservation

-geographic size

-generational differences

-politics

Collaboration

Two or more organizations working together for a common purpose.

-Could be synergistic-1+1=3 or more

-knowing & understanding restraints

Coordination

-synchronizing

-appropriate use of resources

-timing of actions to achieve desired results

-guidance

Communication

-knowledge base

-understanding

-2 way exchange of info

-forthright

-listening

-non-judgmental (hopefully)

Cooperation

-working together

-partnership

-set aside differences

-share resources

-open and honest-no hidden agendas (hopefully)

Solutions

-formalize/institutionalize

-coordinate effort and guidance (formal structure)

-common direction-strategic plan

-pushing forward

-performance measures

-incentives to participate and consequences for not

Accomplishments
Guidance Center mental health jail liaison

Now 2 public defenders in jail during initial appearances

Have pinpointed programs from other jurisdictions and brought in info, ideas, resources

Implemented the LGAN jail population analysis system

Came into existence

Have promoted interagency cooperation and commitment

First interagency/department criminal justice strategic planning retreat ever held

Creation of a dialog between the criminal justice system and mental health and substance abuse services community

Opened and fostered a dialog between multiple criminal justice agencies/departments

The LGAN system has identified 2 possible inquiries regarding judicial practices to further analyze

CJCC sent representatives to gather best practices from other jurisdictions

Jail applied for the SCAAP reimbursement to house foreign born illegals ; 6800 bed days id’d

Implemented better data collection, with an understanding that it will provide significant guidance on criminal justice policy decision making
Creation of a mental health court (in progress)

Piloted an FTA project (in progress)

The stakeholders in the CJ system have come together

Stakeholders have put aside vested interests to work cooperatively

Key players are working together to identify problems and find solutions

System has more accurate information than before 

CJCC has created an environment to address Criminal Justice system as an ecosystem

Institutionalized the council, subcommittees and working groups

Justice Court has streamlined court assignments, pre-trial release, by working w/ pre-trial services

Opened communications to integrate services

Expanded CJ IT functionality and integration

Created a CIT program (Crisis Intervention Team) to address mentally ill (in progress)

Renewed interest in the felony task force to move cases in a more expedited fashion

Work commenced on a new case management system (differentiated case management) to work on the cases that bog the system down

Learning about other’s responsibility, issues, problems, tasks and barriers

Graffiti Boards

Least Effective Rule, Regulation or Practice


Mandatory Sentencing (especially DUI fines and fees)

If I could change one thing about the criminal justice system it would be . . .


Simplify it


Justice for all parties of system


Make it more timely


Stop passing laws without thinking about them


Integrate paperwork-data


Avoid duplication of data

What prevents us from being a REAL system


Politics


Fear


Competing for limited resources


Lack of communication


Apathy


Lack of trust


Criminals-our customers
