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1. Introduction

The previous section “ Strategies for Information Management” discusses more generdly issues of information
management. This section focuses on topics deding with the development and use of information technology in the
crimind judtice sysem, the criminal justice processes.  Further, this section focuses on how the United Nations can be
of assistance to Member States in introducing information technology in their crimind justice system.

This section is organised into four parts. Firgt, there is a discussion of the basic rationae, opportunities, and
challenges associated with the introduction or expansion of information technology in criminal justice. Second,
guiddines for determining the need for computerisation will be presented. Third, an overview of the methods by which
information technology is incorporated as an integral part of the jutice system will be explored. Findly, priority issues
for United Nations ass stance to Member States will be discussed.

2. TheNeed for Information Technology in the Management of the Criminal Justice System

The criminal justice system runs on information. There is information about criminal incidents and
information about potential defendants. There is information about people who are incarcerated either serving their
sentences or awaiting trid. Thereisinformation about the court process including scheduled events and outcomes of past
events. All of thisinformation affects the way people are treated in the system and perhaps impacts the final outcome
of any individua case. The quantity, quaity, and timeliness of information are crucid to participants in the system.
Information flows can dso affect the way the entire system works. The efficiency of the system and the quality of justice
digpensd are highly inter-related. Criminal justice administrators must be able to understand the flow of cases through
their system.

2.1 Potential Reasons for Computerisation

A leading potentia reason for the introduction of information technology in the administration of criminal
judiceisthat computerisation can improve the quality and the time lines of information. Higher quality information and
more timely information lead to improved decison-making. Further, higher quality information means aso more
informetion for policy andyss. Findly, higher qudity information and more timely information lead to increased system
efficiency of the criminal justice system; aso an important issue in managing the crimina justice system.

Exigting manual information systems make the availability of high quality, timely and accurate information
increasingly unlikely.

Further, as society and the nature of crime grow more complex, the structure of the data required to properly
administer the crimina justice system become more complex as well. These complexities soon overwhelm the ability
of a manua system and even some more rudimentary computer-based systems. To properly investigate the more
complex crimes found in today's society and to more efficiently alocate scarce crimind justice system resources,
adminigtrators require more information about criminal events and crimes. In addition, the way the information is used
evolves Ingead of usng Smple gatistics such as counts of events, administrators will more intensively process the data
usng satisica modds. In addition, new more powerful graphical and spatial forms of andysis can be employed. These
methodol ogies require the speed, access, and dimensiondity of data that are not supported within manual systems.

Further, the need of crimina justice officers and organisations to share data increases as the scope and



complexity of crime increases. Much of the data captured in atypica crimina justice information system has utility to
multiple organisations within the same government. This presents two problems. First, that datais captured multiple
times with al the inherent data capture costs and the costs of redundancy. Second, it produces the potentia for
inconsistency since the data may be generated a different times and is potentialy measured in different ways even
though the underlying concept is the same. Both problems can create problems for criminal justice adminigtrators.

A main assumption about the need to have crimind justice information is that of creating conditions for
informed decision-making related to the pursuance of the goals of crime prevention and crimind justice. Planning,
monitoring and evaluation should rest on comprehensive, rdiable and timely information which must be purposefully
produced, processed, analysed, utilised and made available for public utility. Crimind justice systems can not be
meanaged effectively without knowledge and detailed monitoring of both the factors underlying the development of crime
and the operation of the crimina jugtice agencies. Such monitoring isimpossible in the absence of reliable and expedient
informetion. Strategic planning, policy development and evaluation across the crimind justice system and operationa
running of the agencies require such information. Thisimplies a need to develop, maintain and properly utilise crime
and crimind judtice information. An understanding of the factors underlying the development of crime and of crimina
justice processes can not be expected to unfold simply from the production and distribution of statistical data, nor from
efforts to promote information technology. While these are of enormous importance they have to be placed within a
drategy of acredible and effective crime prevention and crimind justice policy based on community expectations, human
and financia resources and the operational potential of the system.

2.2 Different Categories of Criminal Justice Information

Planning of crimina justice information systems should recognise the importance of four digtinct types of
systems. Time and extent of processing are two characteristics that separate the types of information:

» Archiva Informetion. Informetion generally has historical value and is accumulated for later retrieval and analysis.
Examples include;
- fingerprint databases - to assist in the storage, retrieval and matching , of finger-prints,
- crimina history records, to record previous crimina justice histories, in order to
provide  up-to-date information when prosecuting,
- stolen motor vehicles regidtries - to assist in the storage, retrieva and matching of
stolen vehicles,
- crimina incident databases - to provide facilitiesfor recording and collating loosdly
structured information, gathered in the course of investigations .

e Tactica Information. Through these systems relevant information is gethered from various sources, including
archiva sysems, and andysed to support decison-making in specific situations. Typica uses for tactical information
are;

pre-trid detention decisions,
- sentencing decisons- to provide automated support to judges where  sentencing

guidelines are in operation,

- invedtigations, and planning of police  patrolling- -to assist with the efficient utilisation of law enforcement
resources.

o Case Management. Thisinformation is designed to support the day to day operationsin the
criminal justice system such as crimina cases of prosecution and the courts. All aspects of case monitoring
including:
- caxeand defendant tracking - to track the progress of cases and  to ensure that necessary actions are taken
at the appropriate times,
- court scheduling - to assist with the efficient utilisation of
resources relaing to the court and to other parties associated with
the court cases,
- generating court documents and notices- -to generate summons, records
of sentences, fines and cost natices, court registers, etc.

o Srategic Information. Diversetypes of information is gathered and analysed to detect trends and conditionsin the
criminal justice system. Strategic information can be used to:



- support planning of law enforcement strategies,
- resource dlocation by the prosecutor and courts,
- the evauation of existing programmes.

All of these different types of information should be consdered when deciding how to use information
technology in the crimina justice system. They are dl interrelated to some degree. Case management systems feed
information to criminal history systems. Aggregated case flow information is the life blood of dtetigtical systems
concerned with planning and policy development. In most cases the basic information will have many secondary uses
and this needs to be taken into consideration when deciding why and what to computerize.

2.3 Potential Benefits of Computerisation in Criminal Jugtice

Bdow isasampling of the potential benefits arising from the computerisation of crimina justice broken down
into prosecution, courts and the correctional service.

2.3.1 Prosecution:

» Improved case output through the use of computer-based systems to assist with the recording of case details and to
track progress on each case and to trigger reminders when actions fall due;

» Eader recording and collating of information pertaining to cases, and hence better use of clerical and professiona
resources,

» Morerapid transfer of case details from law enforcement, through the use of computer communications systems;

» Podtive identification of other prosecutions pending on individuals, through access to the case registers of other
prosecutors and courts;

» Higher rate of successful prosecution through better analysis of case details, and assistance with decision making in
the sdlection of charges, through the provision of rapid access to statutes and case law;

» Assgance with decison making in the selection of charges, through the ability to use computer systems to examine
the effects of adopting combinations of charges and pless,

» More efficient use of professiona resources through better and more direct communication with case information
held by courts and other agencies,

» Moreflexible and rgpid access to summary statitics on case throughput, the work of prosecutors, facilitating policy
decisions,

» Beter use of gaff resources, focusing on the interpretation of recorded facts, through the use of computersto assist
with administration and information recording.

2.3.2 Courts

» Morerapid trandfer of case details from law enforcement or prosecutors, through the direct interchange of computer-
based information;

» Improved case throughput through the use of computer-based systems to assist with the recording of case details and
to track progress on each case and to trigger reminders when actions fdl due;

» Higher case throughput resulting better information being available to court clerks and judges (to assist with
managing the court hearings themselves);

* More rapid decison-making on individua cases as a result of improved access to dtatute and case law in
computerised form, usng key-word searches, enabling cases to be found and retrieved very much more rapidly and
reliably than by manua methods;



Fewer cases being dismissed on account of procedurd errorsin administration;

Improved sentencing decisions through the availability at sentence, of accurate criminal history information, as well
as of court-related information (such as the payment history on outstanding fines);

More potential to involve clerica staff in the in-court work, for result processing during the hearing, document
preparation and account initiation, providing more challenging and demanding duties;

Better utilisation of court resources, through better case scheduling, resulting from analysis of case characteristics
to predict hearing times;

Easier scheduling of adjournments, through provision of access to a central computer-based court diary, reducing
the change of double-booking, and enabling better use to be made of court resources; in some cases these are linked
to the computer-based diaries of lawyers and police withesses,

Easier management of accounts associated with payment of fines, fees, costs, fixed pendlties, etc., leading to more
prompt enforcement of pendties and hence improved cash flow in fines and fees payments;

Better presentation of case papers, facilitating the reading and assimilation of case details,

Easier committal of casesto ahigher court, through the automatic transfer of case details and automated scheduling
of case hearings,

Ability to monitor the throughput and sentencing patterns of individua judges, and to dlocate cases between judges
to take account of experience and practice;

Easier collation of information on offence and sentencing patterns, to assist with formulation of sentencing
guiddines.

2.3.3 Correctional Administration:

Lessrequirement for clerical staff for routine clerical duties, associated with maintaining inmate records, door lists,
inmate accounts, etc.;

Better operation of prison regimes, through the availahility of centrally-held information on the individua regimes
for individual inmates;

More efficient (lower running costs and higher productivity) operation of prison workshops and related facilities,
through the use of computer-based work scheduling systems, product design systems and stock control systems;

More efficient use of resources in transferring and escorting prisoners between courts and prisons, and between
prison establishments, through the use of computer-based trangportation planning systems,

Improved security, through the use of logging systems to record the location and movements of inmates within and
between prison establishments, aswell as the use of computer-based recording systems to note prisoner associations,
psychological information and changesin behavioura patterns;

Improved monitoring of the use of resources, regime management, statutory requirements, etc., through the collaion
and aggregation of inmate records held at individua establishments;

Easier production of dtetigtics for publication and as basis for policy formulation;

Better prediction of future prison populations, to guide the prison building programmer.

2.3.4 Management of Criminal Justice Department at the Ministerial Leve:



» Eader accessto more accurate, more congstent, and more complete statistics on the operation of the crimina justice
systemn as awhole, enabling the operation of the overdl crimina justice system to be monitored and policy decisions
concerning the relaive resourcing of components of the systems to be made more readily.

» Baetter prediction of the effects of changesin criminal policy or statute, through the use of computer-based simulation
models based on the statistical information gathered through automated systemsin individual agencies.

3. The Costsof Computerisation in Criminal Justice.

Againg the consderabl e benefits which computerisation can generate in crimina justice must be weighed the
potentidly substantia costs of implementing computer systems. Any computer system of any significance islikely to
reguire consgderable investment: certainly of capita, to purchase and ingtall the computer hardware, but al'so and more
importantly, of staff resources, both to design and devel op the required software and to introduce the new methods of
working to the organisation, and the continuing costs of running and operating the system once ingtalled.

There are no hard and fast rules for estimating how the balance of costs will appear in any particular system.
Though the following is afairly typica breakdown of resource utilisation during the introduction of computing:

I. Hardware and related capital costs 30%
|. Software development or purchase costs 20%
I. Staff training, data take-on, pilot running,

prior to full operation 20%
I. Preparing for and managing the organisational

changes arising from computerisation 20%
I. Project planning and management 10%

The smaller the system, the higher the proportiona capitd cost of the equipment (because software is usualy
less expengive for smaler systems, and the impact on the organisation is generaly less).

4. Decison-Cycle: Costs and Benefits

The potential benefits which computerisation can generate in criminal justice must be weighed againgt the
potentidly substantial costs of implementing computer systems.  Although computer systems are developed for many
different purposes, their benefits generaly fal into the following categories:

» Cog savings: the computer system may enable routine clerica tasks to be undertaken more rapidly or with fewer
gaff;

* Quadlity enhancements. the computer system may enable tasks which have hitherto been done manudly to be
performed better, perhaps more accurately or in an mote timely fashion;

e Task enhancement: the computer system may enable tasks to be undertaken which previoudy were not, perhaps
because 2&ff never had the time to do them, or because the computer can bring together the necessary information
to enable them to be done.

Moaogt computer sysemswill generate, to varying degrees, al three types of benefit. For example, a computerised
case tracking system introduced to the Public Prosecutor's Office or to a Court may:

» Increasethe productivity of derical gaff by reducing the need for information to be duplicated in different forms and
registers,



» Reducethelikdihood of errors of omission, by providing regular reminders to staff about actions due on each case;
» Improve the quality of service by printing letters of acknowledgment in relation to correspondence on each case.

In each example of computerisation, however, the crucial consideration is whether the total benefits expected
from the use of the computerised system will outweigh the costs of its implementation. This question is usually answered
in the form of a cost-benefit anadyss, which sets out, on the one hand, the capital and running costs of the system over
its expected lifetime (usually about 7 years for larger computer systems, 3 to 5 years on smaller micro-computer-based
systems), and on the other the expected benefit from it.

In practice, a computer system can be regarded as beneficid only if the overall gains outweigh the total cogts,
recognising thet in many cases neither the benefits nor the costs can be fully quantified. Success in the computerisation
of crimind judtice is measured by the extent to which it achieves its specific objectives, generating the benefits expected
of it, but a a cost which is acceptable.

The early computer gpplicationsin crimind justice administration made a relaively insignificant impact on the
operation of criminal justice as a whole. Neverthdess they involved considerable investments of financid and staff
resources. These early gpplications concentrated on computerising those parts of the crimina justice system which were
dmilar to work in the generd commercid world and for which computer solutions had aready been developed. Thefirst
computer systems for the police were database systems for recording crimind histories, computerisation of court
adminigtration involved accounting systems handling fine and fee payments, and database systems for recording details
of the cases waiting to be heard. In prisons, the systems in use were usudly statistical in nature, for keeping track of the
numbers of inmates.

These early gpplications usually addressed local needs rather than the overall or fundamental objectives of
crimind jugice. For example, although computers have reduced some of the administrative paperwork associated with
case handling by courts, until relaively recently few have assisted significantly in the conduct of trias, the output of
casss, or inthe judicia decision-making process. Similarly, in prisons, athough computers provided an audit function
for keeping track of the numbers of inmates in custody, they did not assist significantly with overcoming the basic
problems of prison overcrowding or regime management.

Great care is needed, therefore, to computerize in amanner which yields real benefits, both in relation to the
overall task and objectives of the crimina justice system, and of its agencies, and to the level of investment in the
computer system.

5. Introducing Information Technology into the Criminal Justice System

Ligted bdow are afew of thelessons organisations have learned during their own experiences with information
technology in the criminal justice system:

» Focus on the problems that needed solving;

» Choose the appropriate scope and scale to solve the problem;
» Need for involvement of management at the highest level;

» |dentify potential projectswith low risk and high pay-back.

Rather than focus on the problems that needed solving, some organisations have just automated their existing
manual systems. In many if not most cases, this approach may magnify rather than solve the problem. In other
Stuations, managers with great vision have correctly identified the problems, but did not limit or expand the scope and
scde of the project to something that was both managesble and had sufficient size and scope to solve the problems being
experienced. To do s, it is important that the appropriate level of management be involved to solve the palicy,
budgetary, and palitical problemsthat will undoubtedly arise. Findly, it isimportant that policy-makers understand that
the effective implementation of information technology will probably require changes in organisational structure and may
lead to flattening of the organisation as the volume, speed, and complexity of information changes.



5.1 Building a Strong Foundation

To address some of these issues it will usually be necessary to carry out a scoping study or needs assessment.
The godls of that study are:

» To determine whether there is an appropriate need for computerisation within the organisation being studied;
» |f thereisaneed, to decide on the scope or extent of computerisation;

» Toidentify the organisation’s resources and commitment;

» Toidentify potentia projects with low risks and high pay-back.

5.2 Needs Assessment

Themog crucid question that must be answered by any needs assessment is whether information technology
can be of any help in solving the problems the organisation is experiencing. Computerisation is a means not an end.
Even if information technology can help solve al or part of the problem, those in leadership positions must be able to
establish a project with the appropriate scope and scale. That leadership must also have the resources and commitment
necessary to successfully complete the project. Management is very important to this process and the needs assessment
must establish its capacity to play this role. Findly, the projects chosen should, at least in the beginning, have the
characteridtic of low risk and high reward. Success brings confidence, resources, and credibility al of which are crucid
to information technology projects.

5.2.1 Requirementsfor a Needs Assessment

The needs assessment has two prerequisites. The firgt requirement is that the organisation which is experiencing
the problems will positively participate in the assessment. Those conducting the research will depend heavily on the staff
of the organisation to draw a complete picture of the problems and the relevance of information technology to the
solution. The second prerequisite concerns the talents of those conducting the assessment. they must certainly have
expertise in problem solving using information technology but they must also understand the nature of organisations,
their culture, and the relationship between information flows, the organisation’ s business, and the organisation’s current
structure. Demonstrated experience in working in al of these areas is extremely important.

5.2.2 IsthereaRolefor Information Technology?

The first god of the needs assessment expressed earlier in this discussion isto determineif thereisarole for
information technology. To answer that question three objectives must be met:

1. Identify the problems being experienced;
2. Determineif computerisation isthe right answer;
3. Decideif low cost hon-technological solutions are appropriate.

In order to meet the first objective, the needs assessment must clearly identify the problems being experienced
by the organisation. Some potential problems were summarised earlier. Timeliness and accuracy of the information
coupled with the need to expand the type of information collected are problems which are typicaly experienced by manual
systems. On the other hand, the source of the problem may be alack of inter/intra agency co-operation or organisationa
gructure which inhibitsthe flow of information whether manua or automated. Correctly identifying the problem and its
sourceis absolutdy key to deciding if an information technology solution is warranted. There will aso be casesin which
the addition of anindex card system coupled with amanual statistical system supplementing afiling system is sufficient
to solve the problems found. It isimportant to know if non-computerisation approaches will yield significant benefits.

5.2.3 Proper Scopeand Scale



Setting of the proper scope and scale of aproject is extraordinarily important:

» The boundaries of the problem and the solution must coincide;
 Limiting the scope may limit the benefits;

» Expanding the scope may increase the costs beyond  the benefits;
o Centraised, digtributed, hybrid, and integrated systems are considered.

Here the expert needs to congder the role the organisations management will play. Senior management can make
the difference between success and failure in any computerisation project.

Itisno easy task for an outside person to assess the ability of management to play these rolesin the project but
it isabsolutely essentid thet it be done. A needs assessment that does not attempt to measure the capacity and receptivity
of the various communities of interest from management to users has not accomplished its goal.

524 High Reward, L ow-Risk Projects

Thefind god of the needs assessment isto identify some low risk projects with high rewards and a high probability
of success Thisis particularly important for organisations that are new to information technology projects. The reasons
for this strategy are summarised:

e Think big but tart small;
»  Success brings respect and cooperations;
»  Resourceswdl sent yield other resources;

»  Organisational fear will be reduced.
5.2.5 Results of Failureto Explore Needs

A falureto explore needs very often resultsin project attempts leading to unredistic expectations which cannot
be met; or to projects which, when implemented, do not meet the requirements of the user; or to projects with adegree
of complexity in the system design which exceeds the capabilities of technicad and user taff.

The planners may dso underestimate the complexity and specidised nature of crimina jugtice, and assume that
genera commercid software packages can be applied to crimina justice work. Thisis particularly a mistake made by
private sector consultants.

A falureto explore needs may further lead to attempts to computerise without a clear overdl strategy, either at
agency or overdl criminad judtice system levels. This may well lead to a loss of opportunities for integration of
information sharing. It may dso lead to afailure to identify the relationship between operational computing systems and
datigical systems, thus leading to unnecessary duplication of information systems and effort.

Findly, the planners may overestimate the capabilities and suitability of leading-edge technology to resolve the
problems of crimina justice. Thismay lead to expensive and ingppropriate systems.

5.3 Conducting a Needs Assessment

The neads assessment for computerisation in the field of the administration of crimind justice should be based
on an open diaogue between expertsin computerisation in crimina justice and the future participants in the system.
These participants include the policy-makers, the crimina justice administrators and the end-users of the system. The
study should be conducted within the immediate environment where the system isto be deployed, in order to place the
needsin context.



All too often, a needs assessment is based on a projection by the computerisation experts of their own views of
the user's needs. The expert(s) in charge of the study must guard againgt substituting their own views for those of the
participants. The participants, on the other hand, must be open-minded so that new ideas can be raised and discussed.
Asthe participantslearn more about what is possible, the qudity of the dialogue will change and become more productive.
Thislearning curveis one of the issuesthat consultants should be aware of and cultivate.

Needs assessment is done with the participants and not to them. For that reason the sdection of the expert(s) who
will conduct the study should be evaluated very carefully. Thisis of particular importance when the expert is not from
within the environment where the system is to be deployed and may even be from another country. The best selectionis
probably the expert who has successfully conducted a needs assessment in an environment similar to that of the

participants.
5.4 Development of Overall Strategy

Once the needs assessment has determined the purpose of computerisation, and has indicated that
computerisation should go forward, the next issue in the needs assessment process is the development of an overdl
strategy. This Srategy serves a variety of purposes. Firg, it should clearly identify the goas and objectives of the
organisation as a whole. Second, it should define the information needs of the organisation as a whole and for the
component parts of the organisation. Third, the strategy should identify the impact of information on the way the
organisation works, in order to determine those factors that can critically affect the achievement of the objectives. Finally,
it should clearly specify how computerisation can help the organisation to improve the information flows.

In developing the strategy, condderation should be given to the merits of proceeding with a system of integrated
judticein contrast to a series of parald, justice sector-specific (police, courts, corrections, etc.) systems. In addition, the
cogts and benfits of building acustom-designed system, in contragt to transferring technology from elsawhere, or tailoring
packaged systems, should be examined.

Sincethe organisation, its objectives, and even perhapsits structure is likely to be affected, top management must
play asignificant rolein developing the strategy. Since many decisions will require the participation of many parts of the
organisation, computerisation can not be | eft to the middle manager. Middle management will however play an important
rolein the planning and implementation stage of projects that are within their span of control. Finaly, top management
must make budgetary decisions, decide which projects should be carried out, and assign the authority for carrying out
projects.

There are many reference books, manua's and methodologies for developing a computerisation strategy. At its

most basic, however, aneeds assessment and a Strategic plan are Smply a coherent study which set out the aspects of an
organisation’ swork and identify the functions which are to be computerised.

5.5 Standard Needs Assessment and Strategic Plan Activities

Standard needs assessment and strategic plan activities are:

»  Examining the existing organisation;

» Examining the future organisation;

» Examining the possible scenarios which can lead to the future organisation.
5.5.1 Examining the Existing Or ganisation

Theimportance of clearly delinesting and analysing the existing organisation can not be overemphasised. An
incomplete understanding of the exigting organisation may midead the study effort. A clearly stated and agreed
understanding of the following eementsisthe best start of the strategy planning effort
» Theamsand objectives of the existing organisation;

» Thedtructure of the organisation, both functionally, and organisationally (do the two match);



e The present information patterns;
» Theparticular strength of the organisation;
» The particular weaknesses of the organisation;

» The congtraints acting upon the organisation.
5.5.2 Examining the Futur e Or ganisation

The purpose of examining the future organisation isto design amode of the future organisation, in terms of:
» Thegtructure of the future organisation, both functionally and organisationally;
» Theopportunities and role of information systems.

The anadysis of the future organisation provides the opportunity to explore new ways of better meeting the
organisation’ saims and objectives. Information systems have the potential to change the way in which the organisation’s
businessis conducted. So, thought should be given to the issues of how the structure of the organisation can be improved,
how the effectiveness of management can beincreased, how procedures can be streamlined. Known and possible changes
to the policies of the organisation aso need to be addressed.

It is important to recognise that strategic thinking on the future role of information systems in the future
organisation should not initidly be congtrained by the present status of information supply. Consideration should be given
to create an entirely separate concept for the future information systems, one which is not merely alogical extension of
the exigting system.

Thisagpect of strategic thinking may reguire the use of specid techniques for modeling information, data and
processes. There are methodologies that can provide assstance. Thereis, however, no single recommended approach.
The prime requirement is for the appropriate skills and experience.

5.5.3 Examining the Scenario towar dsthe Futur e Organisation

Thethird step of grategic thinking isto develop a sat of scenarios how the future organisation isto be achieved.
A scenarioisan outline or synopsis of a process showing its development, and giving al essentials for implementing the
process.

The transition from the exigting organisation to another attended with the introduction of new means of
informeation must be affordable, achievable and managesble. Mostly there will be constraints acting upon the organisation
and its environment. Constraints represent inter-alia the limits on the resources, such as finances, (skills of) staff.
Condraintsrefer dso to legidation and proceduresin crimind justice which may set limitations and rules for the design
of the new organisation and the new means of information.

Such and other factors mean that there is no one way forward. There are options and combinations of options,
which areto be built into aset of scenarios. Each scenario should contain an analysis of the processes and steps necessary
to achieve the future organisation, the projected cogtsin terms of finances and manpower, atime schedule and an analysis
of the risks inherent in the scenario.

Thisgep of strategic thinking requires considerable intellectual capecity to develop and analyse the alternative
scenarios.

5.5.4 Needs Assessment and Strategy Planning Report
At theend of the sudy the Needs Assessment and Strategy should be submitted, written in plain language rather

than in technica terms. It should be targeted at top and senior management. An executive summary should give all
information required for decison-making. The statement could might have the following outline:



I. executive summary;

I1. introduction: Purpose of the study and organisationa scope, including a concise statement of the problem under
consideration;

I1l. exigting organisation and its environment:
- overview of the exigting organisation and its environment; and
- anadysis of the exigting organisation;

IV. future organisation direction: aims, objectives, structure, opportunities and role of information systems,
imperatives and congtraints;

V. <t of scenariosfor theway forward: time scaes, resourcing implications (finances and manpower), organisational
and manageria implications, resulting priorities for different scenarios.

Itisof the utmost importance that in the presentation of the statement al important features are covered in such
away asto guarantee that the reader is adequately informed.

6. Optionsfor System Acquisition

The 1990s are and will continue to be a period of enormous opportunity and chalenge for crimina justice
adminigtrators. Technological change in computers, software, and data communications will continue at the samerate
or, more likdy, & afagter rate then we have observed in recent years. Also, we can expect to seefaling prices or &t least,
similar pricesfor products with greater capabilities.

Astechnology changes, the dternatives available for building information systems increase. In the past, criminal
judticeinformation systems resided, almost exclusively, on centralised computers with many terminals attached through
telephone lines. All of the work was processed on the centra system rather than at the user's Site.

Today, the sat of choicesisfar greater. Although the centralised system is till an option, other choices are more
atractivein some stuations. These include systems written for large persona computers, users connected by aloca area
network to afile server, or perhaps users connected by terminasto alocal mini-computer that isin turn linked with a
remote centrdised sysem. Whilethese are only afew of the possible aternatives, clearly the trend isto move the control
and processing to the user while alowing the databases to reside amost anywhere.

Understanding the array of possibilities for developing information systemsis difficult even in the developed
world. For the developing world the challenges are even greater. The main ways to acquire systems are off-the-shelf
solutions, technology transfer; customisation; and custom system.

Locating and obtaining an existing system is the least expensive way to automate®. The likely sources of
software are off-the-shelf solutions provided by commercial vendors or technology transfer from public domain
sourees, or from an agency smilar to your ownin another location. If you have a priority ranking of the functions that
are needed, it is straightforward to determine the degree that the existing candidate systems (and there will usualy
be more than one) will satisfy your needs.

Itisunlikely that any existing system will meet al your needs. If you can meet eighty per cent of your gods
with an exigting system, it will rarely be worth the time or cost to build anew one to gain the last twenty per cent.

Finally, it is important to see any exigting system in operating before any decision is taken. Promotional
literature about systems and glowing recommendations by managers who have purchased these systems are frequently
tempered by talking to those who use the system on adaily basis.

1

See “HEUNI Directory of Crimind Justice Information Systems’, Heuni Publication Series No. 25 (R. Scherpenzed, ed) Helsinki, Academic
Bookstore, 1994, and Monsgy, N.Y ., Crimind Justice Press, 1994.



Modifying an existing system, has merit if an existing system is amost acceptable. If the system is offered
commercidly, the vendor may be interested in adding the functions that you need at an additiona cost. It will usualy
be expendve since you will haveto pay dl cogsfor the changes but till far less costly than a ground up devel opment.
If the changes you require are widely applicable and will help the vendor sl additional copies of the software, a
vendor may assume some of the cogts.

If the functions are added by a vendor other than the one who developed the software or by your own steff,
there are additional risks to consider. The resulting system may be incompatible with future upgrades to the
commercid product and/or the vendor may aso choose not to support your version of the software if another company
or your organisation modifiesit. Sill, it is an option worth considering.

The final and most expensive option is to develop a new system either in-house or through an outside
contractor. There are circumstances where thisis the only option. For example, there may be critical functions that
are needed in your organisation thet are not found in existing software. There are other cases where the software does
exig but will not run on your computer hardware or under your operating system. Frequently, a vendor will propose
to make the changes necessary to move it to your computing environment. This can be arisky venture. Thereisno
guarantee that the sysem will perform asit doesin its native environment. In many cases, it may be cogt effective and
preferableto buy the recommended computer aswell asthe software. Thisis usudly possible only if the gpplication
isisolated. That is, the application does not have to interact with other existing software or databases. It would not
be agood solution if the gpplication requires accessto the database residing on the existing computer. Findly, origina
development may be the only option, if the existing system does fit current computing environment.

Computing and computers can be seductive. How many times have we seen a demondtration of some
technology only to learn after purchase that it doesn't fit in our situation? We have made companies and consultants
wedthy with our lack of foresight and planning. While planning can be tedious it is more likely to produce a system
that isright for your organisation. There will be many cases where the result of planning is to suggest the purchase
of an exiging commercid solution. In other situations, atotal systems development process may be indicated. In till
other cases, amixed solution may be the right one.

7. The Need for International Cooper ation and Assistance

International cooperation carries asignificant potentia in assisting the countries in transition and developing
countriesin solving their problemsin the introduction of information technology and in developing, analysing and
using crimind justice information. Firgt, these countries can learn from the successes and failures of those countries
that have had the opportunity to focus on the upgrading of the criminal justice system by means of the introduction
of computerisation in the crimina justice system, in responding to these problems, despite the differences that may
exig in the culturd, economic, political and social background. Second, international cooperation provides alearning
experience to both parties, the provider and the recipient of the assistance. Third, work in this field may help, for
example, neighbouring countriesin preventing and controlling crime that could otherwise cross national borders, or
facilitate exchange of information for coordinated activities in preventing and combating transnational organised
crime. Findly, in many countriesthe problemsinthisfield are so vast that they exceed the capacity of the government
to provide an effective response.

Internetional cooperation involves a number of different actors. These include the United Nations, the
Council of Europe, the European Union, inter-governmental and non-governmental organisations, individual
governments, governmental agencies, national and even local professional and scientific associations, academic

ingtitutions, private enterprises and even individuals.

7.1 United Nations Assstanceto Member States

The United Nations, and in particular the United Nations Crime Prevention and Criminal Justice Programme
Network have been involved in rendering assistance in the field of computerisation of crimina justice operations and
the development, analysis and policy use of criminal justice information.

As many countries in trangtion and developing countries begin to consider the introduction of
computerisation in the various aspects of their crimind justice system and the furtherance of the development of
crimind judtice information for monitoring and policy purposes within the next ten years, there is an increasing need



for internationa assistance in the exchange of expertise, information and experiences. These countries can benefit
from sharing knowledge and learning from the experience of countries that have proceed further in computerisation,
especidly in such areas as identifying factors that are critica to planning and managing the development and
implementation of computerised systems, and monitoring and managing criminal justice information.

The United Nations Crime Prevention and Criminal Justice Programme Network clearly can play aleading
role in providing assistance to Member States that are embarking on the introduction of computerisation into their
crimina justice system and furthering the efforts towards devel oping and monitoring crimina justice information.

A careful consideration of the nature and extent of activities that have been undertaken in the past few
years suggeststhat thetechnical cooperation and assistance programme of the United Nations Crime Prevention and
Crimind Jugtice Programme Network has had a successful and promising start. From the activities being carried out
aseries of priority issues for internationa cooperation and assistance for the next years have emerged.

Thefird priority issueis srengthening of the technical cooperation infrastructure of the United Nations Crime
Prevention and Criminal Justice Programme.

In order to strengthen the technical cooperation infrastructure, the Economic and Socia Council, on the
recommendation of the Commission on Crime Prevention and Crimind Justice in itsfifth session, Vienna, 21 -
31 May 1966, in its resolution 1996/11 of 23 July 1996 adopted an “Action Plan on International Cooperation and
Assistance with regard to Statistical and Computerised Application in the Management of the Crimind Justice
System”.

7.1.1 Advisory Steering Committee

Theaction plan envisagesthat an Advisory Steering Committee will be set up, administered by the Secretary-
General in close coordination with the ingtitutes comprising the United Nations Crime Prevention and Criminal
Judtice Programme Network, which would be responsible for reviewing and ng the technica cooperation and
assgtance programme, and giving adviceto the Secretary-Generd on the activities of the programme both as to further
policy development aswell asto operationd activities, aswell asinforming Member States of funds and services
available from various donorsin the governmental, intergovernmental, non-governmental and private sectors, and
informing such donors of the needs of Member States for assistance.

Such a steering committee would seek to maximise the utility of existing resources in order to reduce
duplication and even competition for scarce funds. In a period of increasing requests for assistance and scarce
financial resources, it is of utmost importance to promote efficient cooperation within the United Nations Crime
Prevention and Crimina Justice Programme, on the one hand, and with donor and recipient entities, on the other.
Such coordination would ensure high quality in the delivery of expert advice and operationa activities, and rationa
pooling together of existing resources and capacities.

7.1.2 Permanent Cadre of Experts

The action plan also envisages the establishment of a permanent cadre of expertsin charge of the practical
implementation of technical cooperation activities (see pg. 12 Varna presentation an inhoud resol utie zdif).

7.1.3 Rogter of Experts, Organisations and Resource M aterials

Additional components of an infrastructure for international cooperation include the development and
maintenance of an updated roster of individuas and organisations, as well as the establishment of resource
materials on cooperation activities undertaken by the United Nations and other international agencies. Severa
important activities have been accomplished in this direction. The European Ingtitute for Crime Prevention and
Control (HEUNI) has launched a clearing house project on technical cooperation activitiesin Central and Eastern
Europe. Further, referenceis made to the Directory of Computerised Criminal Justice Information Systems, published



by HEUNI in 19952 The Directory is avauable reference for Member States to quickly determine which countries
in their region or esawhere have developed a system that may address their own needs. It is intended that this
Directory will be maintained on a continuing basis. A second edition is scheduled for publication in the autumn of
1997. Publication of the second edition on Internet aswell is under consideration.

7.1.4 Needs Assessments

An important component element of the technical cooperation of the action plan is expert advice to Member
Statesin theinitial phase of introducing computerisation in the criminal justice administration in carrying out an
assessment of needs for computerisation. The European Ingtitute for Crime Prevention and Control (HEUNI) and
the United Nations Interregiond Crime and Jugtice Research Ingtitute (UNICRI), in particular, has developed models
for needs assessment tailored to the needs of countriesin transition and developing countries, i.e. for determining
the type of assstance that could be provided to nationd projects on the computerisation of crimind justice
management.

7.1.5 Training and Education

A second mgor component element of the technical cooperation programme is training. Education and
training is a mgor eement in the introduction of computerisation into the crimina justice system and the
development and use of criminal justice information.

Here, too, the United Nations Crime Prevention and Criminal Justice Programme Network can play aleading
rolein providing such training. The European Indtitute for Crime Prevention and Control (HEUNI) has developed
a design for training seminars tailored to senior crimina justice officials, to acquaint them with the process of
computerisation, and with their role in this process. The United Nations Interregional Crime and Justice Research
Inditute (UNICRI) has gained experience in training in research methodology and devel opment, management and
policy uses of crimind justice information, both the officid Statistics and those derived from victimisation surveys.
The United Nations Asa and Far East Indtitute for the Prevention of Crime and the Trestment of Offenders
(UNAFEI) is to be commended for its ongoing commitment to organising workshops on the introduction of
computerisation in the adminigration of criminal justice. The experience gained by HEUNI, UNICRI and UNAFEI
in developing and conducting training seminars might serve as a solid base for further work.

7.2 Conclusons

One of the most important chalenges for the United Nations Crime Prevention and Crimina Justice
Programme Network technical cooperation activities in the field of computerisation and development of crimina
judtice information isto build and maintain the ingtitutiona capacity of the programme to respond to requests from
Member States for assistance in thisfield.

Future activities require more funding, more planning and more coordination within the United Nations
Crime Prevention and Crimina Justice Programme itself, as well as cooperation with other United Nations entities,
intergovernmental, governmental and non-governmental organisations and the private sector.

Suggestions as to the components of the infrastructure of the Crime Prevention and Crimina Justice
Programme in the area of crimina justice information and computerisation are directed towards increasing the
programme cgpacity for effectively and efficiently planning, coordinating, funding, executing and evauating. Only
then a systematic structure of international cooperation and assistance to Member States become aredlity.

2 HEUNI Publication Series No. 27 (R. Scherpenzedl, ed.), Helsinki: Academic Bookstore, 1995, and Monsey, N.Y.: Criminal Justice Press,
1995



