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Good government must have as its 
core purpose the achievement of results, 
No program, however worthy in its goal 
and high-minded in its nome, is entitled 
to continue perpetually unless it can 
demonstrate it is actually effective in 
solving problems, 
White House Office of Management and Budget (2004) 
Rating the Performance of Federal Programs 

Courts are created to serve basic human 
needs and we cannot serve our high 
purpose on sentiment tradition, or 
folklore, We must monitor and control 
our operations, and account publicly 
for our performance, 
Strategic Plan of the Nineteenth judicial Circuit Court (2009) 

COUrLS are essemia ll y cllstomer­

driven organizations. Each day, the 

Nineteemh]udicial Circuit Court of 

Lake County, lilinois, serves thousands 

of people who emer its cou rthouses 

and other fa cilities seeki ng Justice on 

issues that span rhe range of human 

experience They come as lawyers and 

litigants, as jurors and witnesses , as 

defendants and probationers, as family 

members, friends, and community 

members The authority and viabil ity 

of the Justice system relies heavily 

on the willingness of these various 

cllStomers to accept and obey the 

orders of the court. This wi llingness is 

influenced by how they feel about how 

we, as stewards o f the third branch 

of govemmeI1l, do our work. Their 

perceptions are often dependent on 

the tota lity of what they observe and 

experience through their interactions 

with the COurt organization Such 

interactions are not exclusive to the 

opinions and decisions rendered by the 

. judiCiary, but extend to the indiviclua l 

actions of those who perform the most 

basic and indispensible of functi ons in 

the judiCia l system: probation o fficers , 

juvenile co unselors , coun clerks, 

security personnel , and support stafr. 

In a customer-driven organization , 

vision, mission , objectives, and 

strategies must be aligned to meet the 

various needs and expectations of its 

customers . The vision and mission 

of the coun provides a long-term 

philosophical sense of purpose for the 

coun organization in Lake County 

and emphaSizes the central role of its 

customers - to Jaster public trust, 

understanding, and confidence in the 



Devising a strategy, however, is a dynamic process; 
it is a future-orien-Ied activity, and the resulting 
strategy serves as a plan-of-action for getting 
from one point to another, 


judicial system This fundamemal 

mission or the court organization is 

lhe foundation ror all other principles 

and actions undertaken by the court. 

Our objectives - Access to Justice; 

Expedition and Timeliness; Equality, 

Fairness, al1d Il1tegrity; and Independence 

and Accountability - provide the quality 

standards for all operational divisions 

and employee levels throughout our 

organization. In the developmem and 

delivery of the best possible services, 

the Nineteenlhjudicial Circuit 

considers the needs of both imernal 

(stakeholders and Justice partners) and 

externa I (citizens and cliems) customers 

equally Our strategies, which address 

the needs al various customer groups 

with whom the court interacrs, translate 

the mission and objectives of the court 

organization into specific, measurable, 

and relevant terms. These core elements 

of a customer-driven organization are 

emphasized throughout the court's 

strategic plan. 

The strategic plans of most 

organizations, including many court 

organizations, typically end up on 

a shelf - safe rrom critical minds 

and eyes - umil years later when 

the planning process is completed 

again. Court leaders, supervisors, 

managers, and employees can alten 

go about their day-to-day work lives, 

busily completing the tasks at hand, 

giving little thought or attention to the 

philosophical foundation, organizationa I 

standards, or sense of direction that 

make up their strategic plan. Within 

such an environment, a strategic plan is 

little more than an historical document, 

which describes where an organizalion 

once was and what it was doing at that 

time. Reporting, when it is utilized at 

all, tends to rocus on whether a given 

task was completed, not whether it had 

the intended impact. 

Devising a slralegy, however, 

is a dynamic process; it is a ruture­

oriented activity, and the resulting 

slrategy serves as a plan-or-action for 

STRATEGIC PLAN 

Focus Areas 

"Pillars of Excellence" 


Objectives 

Organizational Standards 


Strategies 

13 Actionable Items 


ACTIONS 


getting from one point to another. The 

recurrent development of actions within 

the contexl or a dynamiC strategic 

plan spotlights what the court, as an 

organization, is currently doing in order 

to be more responsive to the changing 

needs or its customers and to best 

achieve public truSl and confidence in 

the judicial system for the immediate 

future AddreSS ing why, what, and how 

to achieve public trust and confidence, 

both during the slrategic planning cycle 

and throughout its implementation, 

is essential to this process. Within 

this process, our own strategic plan l 

states the broader vision and mission 

of the court organization - the "why" 

we do it; outlines our objeclives and 

standards or performance - the "what" 

we hope to accomplish; and addresses 

the various strategy areas - "how" we 

will do it. The miscellaneous programs, 

projects, services, and supportive 

actions implemented by the court ­

at all levels of the organization - are 

aligned with the preceding elements 

of the strategic plan. In order to 

determine that these actions provide 

real value to the court organization and 

its customers, performance must be 

measurable and manageable. 

Strategic Alignment 

The figure on page 23 illustrates how 

our court organization assembles 

input for the strategic plan and how 

those elements come together to form 
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strategies. The strategic e lements a re 

gathered fro m va ri o us sources inte rnal 

and external to the co u rt organizaLion, 

including court organizaLiona l h istorical 

scans, o rga nizational obstacles and 

enablers (rrom a SWOT anal ys is ­

Strengths, Weahnesses, OpportlU1it ies, 

and Threats), customer value inpuLs 

and pe rspectives, and exte rn al 

environmental scans thaL identi fied 

facto rs a ffect ing the court o rga nization 

(e.g., regu lat io ns, laws, policies, 

customer, stakeho lder and justice 

partner needs, oLher service agency 

missions, growth in our communi ty 

and demograp hics) These e lements 

are asse m bled to crea te the court 's 

guid ing princi ples, w hi ch incl ude the 

vision, mi ssion , and co re va lues o f the 

o rg:1Jl iZalion, and a re t rans lated into an 

dlccLive SLraLegy to direct th e court's 

ac t iviti ,'~ over the lire of the p lan 

Ge nuine stralegic thinking 

requ ires mo re than Just tallying a task 

list, but reframing effective ness and 

success in te rms o f the value that 

court progra ms and se rvices hold fo r 

customers, stakeho lde rs, and justice 

parLners A continuo us strategIc p rocess 

lin ks a sha red vis io n of the fu ture 

w ith the de live ry of results associated 

w ith customer-centric programs, 

projects, services, and activiLies. Such 

a focus requires Lhinking vertica ll y, 

from h ighe r-leve l philosophical 

idea ls contained in the stra tegiC plan 

through the impacts o f gro und -level 

interact ions w ilh court consume rs . For 

this reason, thc Nineteenth Jud ic ia l 

Circuit Court recently introduced 

per forma nce management wiLhin its 

existing strategic planning process . 

Performance managemen t provides a 

SYSLem o f o rga niza tio na l pe rforma nce 

meas ures an d continuo us im prove ment 

efforts in o rde r to bette r a lign lhe 

ac tivities of the co urt organi za tion w ith 

Lhe co urt 's st rategic plan and to ensu re 

thaL programs , projects, and services 

.. f ; ~ ( 1 

a re be ing conducted in an effeclive and Relevant, and Time-se ns ili ve. Eac h 

effi cient manne r. The fo llow ing cha n o f these ele ments is impo rtant to 

depic ts the "Con ti nuous lhe deve lop ment o f results-oriented 

StrategiC Process." activities within the coun sys tem. In 

The perform ance management general. the ac ronym is used to assis t 

process ado pled by the Nineteenth sta ff in dec id ing upon measures 

Judicial Circuit is character ized by re lative to the intended outcome 

the acronym SMAART - SpeC ifi c, o f Lhe ir projects: 

tvIeasureable , Aggressive, Achievable, 

S pec inc 
Outcome-based goals, standards, 

benchm rks, or f, rgets of achievement 


Mea sureable 
Oemonstn ted qualities or quantities 
expressed a s a calcul tion or cornparison 

A ggress ive 
Ambitious or challeng ing levels of 

organIZational success 


A chievable 
Realistic and a ttainable based on 

existing resources and staffing 


Relevant 
Directly rela ted to the cha llenges a t h nd or 
reflected in the court 's strategiC p I n 

Time-sensitive 
As close to reol-time as OSSI Ie, reflective 
of closure and t rget do tes 



Establish Nineteenth Judicial Circuit 

Strategic Planning Leadership Committee 


Conduct Organizational Assessment •

1 ) 	Gather input from court participants, the public, the Bar, 

government agenc ies, and judges and court personnel through LL' " surveys, focus groups, and o ther means; and 
2) Identify trends and environmental factors tha t w ill impact the 

/	 / '" 
courts in the fu ture 

.J 

Validate Vision and Mission Statements 

.J 

Identity Objectives and Formulate Strategies 

.J 

Develop and Publish the Strategic Plan 

J 

Divisional Supporting Statements and Goals 

.J 

Performance Management 

Practice Strategic ManagementCoohnU<XlS 	 CohlJr..JOUl 

Dire c t. Ali g n , a n d Coordinate Resources and Activities 

ConT1nr..lO\& 	 Contln4.xJosImplement the Plan and Monitor 
and Evaluate Progress 

C(W~I '-'UOU$ 	 ContInUOuS 

Performance Measurement 

The SMAART Perfo rmance requires th e use o f data analysls and reso u rces a re succcss fu I Ln ~1ch ievLng 

Management ProgrJm tS a fo rward ­ statistica l evidence to determine organiza tiona l e ffectivencs::; , enhancing 

loo ktng proce S, one whtch Llses whet ber cou rt fun ct io ns are operating customer va lue , and foste ri ng public 

frequent m easure ment of coun aetivittl' :', wit hin established paramete rs and, trust and confidence tn the court 

and the servtces tt provides to th e conseque ntly, making progress toward system. 

publlc tn order to better respond achieving the court's strategies and COLlrtS of a ll sizes have begun 

to tssues \vhen they artse, assist objectives. The court organizat io n to use performance measures to help 

problem-solving, infu rm decisions, establishes perfo rmance parameters - direct decisions, policy development, 

and gauge the impact of lmprove ment or benchmarks - based on tndustry and service d e li ve ry. The introduction 

efforts An es 'ential component of the standards or evidence-based targets for of the Nationa l Center for Slate Courts 

SMAART Performance ManJgE'lllent key programs, services, and support (NCSC) Cou rToo ls initiat ive in 2005 

Program is performance measureme nt. activities , which indicate w he ther the has served to adva nce this trend 

Coun performance measuremell t tnvestments o f human and financial The Nin eteenthJudic ia l Ci rcuit has 



The rationale behind the major shift in the SMAART Program 
was our desire to embrace an ongoing, systematic 
approach to improving results through evidence-based 
decision making, continuous organizational learning, 
and a focus on accountability for performance, 

embraced the CourTools initiat ive , 

integ rating these pe rformance measures 

within the broade r contex t o f the 

SMAART Pe rfo rmance Management 

Pro<cr ram . Not all trial courts , ho wever, 

have benefitted from integrating what 

their measures indica te with how 

well th ir court is pe rforming . 11m 

obse rvation is based on the limited 

amount of data that is bei ng sha red 

by couns as pan of the Co urToo ls 

initiative and dial ogues within 

the court community The Circuit 

Court of Lake County is attempting 

to shift its organizational culture 

toward one that fully incorporates 

performance measurement p ractices 

within a comprehensive performance 

manage ment system , This process will 

al low us to bette r util ize the objecti ve 

information de rived from user surveys, 

budge t data, inte rn al p roce ses, and 

outcome evaluatio ns to improve 

se rvices and ass ist po licy and program 

decisions . Given the nature o f local 

and state governments, coupled w i h 

the traditiona l and con se rvat ive nature 

of the JudiCia ry, initi al s mall steps 

are the current target o f developing 

a more robust system in the near 

future Success breeds success is the 

philosophy of our current efforts 

The SM.AART Perfo rmance 

Ma nagemen t Prog ram has its origins 

in the inete nth Judici al C ircuit 

dating back to 2000 . T he original 

SMAART Program was an internal 

performance measurement process 

designed to increase the inSight of both 

staff and stakeholders into the various 

functions of the court and to highlight 

successful court operations The shift 

from pe rformance measurement to 

performance management in the 

NineteenthJudicial Circuit started ea rl y 

in 2009 with the publication o [ our 

third strategic plan The recent change 

involved a transition from a st rict 

measuring and reporting system ­

information often presented long after 

the fact - to a dynamic performance 

management system in \:vhich current 

data is used to make program and 

policy deci sions wilh the purpose of 

improving organizational results. While 

strategic planning remains a central 

elemem in directing coun ac tivities , 

the new SMAART Perfo rmance 

Management Progra m provides a 

more holistic , albeit more demanding, 

approach to measuring resuits and 

making continuous organizational 

improvements As an o rganization, we 

learned that any Single-dimen Siona l 

performance measure was u nltkely 

lO provide all of the informatio n we 

antiCipated or desired to mea ning l'ull y 

impact organizational effective ness . 

It was necessary to develop a more 

b:llanced approach to performance 

measurement, one which included 

budgeting, process, and customer 

clata as well as program outcomes. [n 

addition, performance data needed 

to be tied to the various leve ls of the 

strategic planning process. Finally, 

and more importantly, our court's 

orga nizational ca pacity for performance 

manage menr "vas sorely lack ing 

during the two previous strategic 

planning cycle. Court leaders must 

be committed to objecti vely reviewing 

projects and making polic), ciecisions 

based on the available data 

1h rationale behind the major 

shift in the SMAART Program was 

our desire to embrace an ongoing, 

systcmal il. approach to improving 

results th ro ugh evidence-based decision 

making , continuous organizational 

learning , and a focus on accountability 

for pe rformance The coun leadership 

is moving toward integ rating this type 

of pe rfo rmance mamgement into 

all as pecLS of the court organi za tio n , 

attempting to alter our ma nage ment 

and lead rs hip culture, enhancing the 

po li cy and decision-making process , 

and tra nsforming our practices so 

they a re mo re focused on achieving 

improvecl se rvices for the puh lic . The 

follOW ing a re lour performance-based 

manage ment concepts that our change 

p roccss is bu ilt upon: 

• 	 Management decisions are based 

on Jurthering the vision and 

mission oj the court organization. 

The court's vision and mission 

stalemenrs provide a long-term 

phil o~ophical sl"nse of purpose that 

supe rsedes any short-te rm decision 



making This purpose is the 

foundation for all other principles 

and actions taken by the coun 

organization. Court leadership 

strives to work, grow, and align 

the whole organization toward this 

common purpose 

• 	 Being results-focused enhances 

decision making, actions, 

and outcomes. 

Continuous learning from 

perrormance orten reveals the 

right processes that will produce 

the right results a t the right 

Lime. Traditionally, government 

management practice:; and 

decision -making policies have 

emphasized a process-dependant 

definiLion of pe rfl1rmance r::tther 

Lhan an outcome-based dcrmiLion 

grounded in achieving results. 

Strict adher nce with prescribed 

processes may assure fairness , but 

(withouL regard for lssues such as 

customer value and continuous 

improvement) also promotes 

mediocrity, substandard outcomes, 

and poor service deli ve ry to the 

public. Such approaches are 

also often too slow to change 

in response LO new condiLions 

or emergcnt events. Having an 

alignment or coun actions wIth the 

mission , ohJcctives, and straLegic~ 

of the court organization focuses 

indi vidual efforts on achieving 

timely outcomes that are critical to 

the organization. 

• 	 Transparency of information, 

decisions, and processes drives 

organizational learning and 

promotes public tmst and 

confidence. 

The court organization wanLed 

to assure LhaL inrormation was 

not only available, bUL also that 

the methods of sharing that 

in ro rmaLion (e.g., data reports, 

snapshOls, research studies) were 

well-organized, access ible, and 

easy LO understand . lniormation 

thaL is known only to a sma ll 

gro up or an individual does little 

to roste r evidence-based planning, 

budge ting, and decis ion making. 

Greater transparency was also 

needed in order to maintain or 

build public trust and confidence in 

the co urt organization. The current 

coun website was redeveloped 

to include a very visible section 

LbaL supports the perrormance 

management system thaL hJS 

been put into place. All sLUd ies, 

report ,snapshots, and other 

such information are posted for 

all to see. In addition, these same 

materials are provided directly to 

key stakeholders and Justice system 

partners via email for review prior 

to those mater ials being posted 

for public view Refer to our 

w,'])site for additional information: 

h Llr //19thci rcu itcou rt.state . il us 

• 	 Organizational improvement 

efforts must be sustainable 

over time. 

\bking a change to performance 

management is nOL an event, a 

sLopgap, or a quick-fix designed 

to address only current issues, 

but a long-term process. Through 

that rrocess, a new culture is 

created. The court orga nization 

desir ". to be successful in this area 

and to sustain ilS organizational 

improve ment efforts. Leadership 

01' the court organization believes 

lhat performance management is 

nm simply a mecbanical process 

that can be imposed and routinely 

maintained Rather, our leadership 

unde rstands that this is a process 

tlUlt must constantly be embraced 

and revised in order to remain vital 



PLANNING 

Planning For Results 

• Strategic Planning 

• Needs Assessment 

• Action Planning 

• Benchmarking 

• Budgeting 

~ .-----

The SMAART Action Research Framework 
for the Circuit Court of Lake County, Illinois 

.. 


Making the change from a simple 

measurement and reporting system 

to performance management means 

focusing all of the court's efforts on 

attaining measurable and meaningful 

resu lts throughout each phase of a 

project, from planning to actio n to 

reporting results . ThIS requires an 

expansion of our currenl efforts to 

incorporate evidence-based practices 

and processes (e.g., Judicial, managerial, 

or co rrectional approaches that research 

has proven to be effective) towa rd 

establishing evidence-based targets 

and outcomes (e.g., performance-

based benchmarks) for activities 

throughout the court organ ization 

Employee commitment, participation, 

and coope ration are essential to this 

endeavor. This shift also requires a new 

ACTION RESULTS 

Delivering Results Reporting Results 

• Implement Action Plan • Record &Validate Data 
• Deliver Service • Analyze Data Results.. 
• Collect Data • Communicate Results 
• Monitor Program(s) • Evaluate Program 

• Monitor Budget • Highlight Achievements 

, FEEDBACK LOOP FEEDBACK LOOP 
• SWOT Analysis • Policies & Procedures 
• Resource Allocation • Changes in Behaviors 
• Skill Development • Process Improvement 

FEEDBACK LOOP 
• Program & Policy Decision Making 
• Employee Performance Planning 
• Fiscal Year Accounting & Budget Request 

leadership ethos for court managers ­

one in which perl"ormance data plays 

a vital role in policy decisions and the 

deli very or services. Again , noting lhe 

conservative nature of the environment 

in which this change must take place, 

it is fully anticipated that progress will 

be slow, often contested, and sometimes 

resisted . The senior management team 

of the Nineteenth Judicial Circuit Court 

of Illinois is committed to taking up this 

c hallenge for the benefit of the entire 

co urt organization 

The current version of SMAART 

embraces performance management, a 

system of organizational performance 

measures and continuous improvement 

efforts, in orde r to align the activities 

of the entire court organization with 

the court's strategic plan and ensure 

that programs, proj ects , and services 

are being conducted in an effective 

and efficient manner. The SMAART 

Performance Management Program 

is based on an action research model ; 

this framework provides a template for 

the process of aligning court actions 

(e.g., services , programs, and support 

activities) wit h the various levels of the 

strategic plan, measuring the impact of 

those aClions using a balanced scorecard 

approach, and planning continuous 

improvements in order to enhance 

outcomes. 

Court organizational effectiveness 

is a measure of how successful the 

court is in progressing toward achieving 

its mission and fulftl ling its vision to 

best serve the public while seeking 

the highest possible understanding, 

'.', ....' t 



The SMAART Balance Scorecard Approach 

PROJECT MANAGEMENT 
• Access to Services and Programs 
• Program Outcomes 
• Case Processing 
• Client & Customer Satisfaction 
• Public Awareness of Court 

Programs 

t 

FINANCIAL MANAGEMENT 

• Costs to Client 
• Cost to Court Organization 
• Achieving Client Financial 

Compliance 

• Adequate Funding 
• Budgetary Compliance 

of the 
Circuit Court of Lake County, Illinois 

MISSION 
Public Trust 

& 
Confidence 

STRATEGIC 

PLAN
C! ~ 


~ 


ACTION 

JI ~ 

C' ­

INTERNAL PROCESSES 
• Service Delivery 
• Collaboration with Justice Partners 
• Effective Policies & Procedures 
• Collaboration with Stakeholders 
• Professional Standards & Ethics 
• Effective Communication 

t 

ORGANIZATIONAL 

DEVELOPMENT 
• Job Knowledge & Skill 

Development 
• Efficient Utilization of Technology 
• Organizational Commitment 
• Responsiveness to Change 
• Problem-Solving Environment 

". ' . t: 



Performance is considered the sum of behavior 
and results, and it is a direct outcome of effective 
management practices and continuous 
improvement processes, 


trust, and confidence, This concept of 

organ izat ional effectiveness, however, 

is mucb too broad and abstract to 

be measured directly. In addition, 

each o f the court 's six divisio ns ­

administrative se rv ices, adult probation 

se rvices, judicia l information and 

Lechnology services, judic ial operations, 

Juvenile probation and detentlon 

serv ices, and psycbo logica l services ­

support Lbe mission of Lbe court in a 

manner specific to its respectivc scope 

of operaLions and area o f expertise, 

wbicb makes a Single measure of 

effecti ve ness impl 5 11 Ie to deLermine 

Ratber than assess ing organizJtional 

effect ivc ness directly, tbe cou rt 

organ izatio n has selected a num ber of 

proxy measur -s and in tended ou tcomes 

that rep resent effectiveness: Project 

Management (eg" access to se rv ices, 

program outcomes, case processing, 

client satisraL'lion, public awareness), 

Financial Management (e,g" reduc ing 

clIelll CO -- LS , reduCing organizationa l 

costs, achi \ling projected budge t, 

securing gran t funding, client GnJncial 

compliance), Internal Processes 

and Controls (e ,g" efficiency of 

service delivery, collaboration with 

just ice partners , compliance with 

po lic ies and procedures, adherence 

to ethical and profeSSIOnal standa rds, 

com municatio ns), and Organizational 

Development and Innovation (e ,g" 

job know ledge and sk il l d evelo pment , 

utili zation of technology, o rga niza tional 

commitment, problem solving, 

responsiveness) These measures 

compose the court's balanced scorecard , 

The balanced scoreca rd is a 

performance management tool for 

measuring w hether the smaller-scale, 

ope rationa l activities or the court 

organiza tion are aligned with the court'­

large r-sca le strategies . objectives , and 

overa ll miss ion in te rms o f project 

management, fin ancia l management, 

internal processes , and organi zationa l 

development. Focus ing not on ly on 

financial outcomes as the Single most 

important measure of organizational 

effectiveness, but also conSide ring other 

impacts associated w ith these act ivit ies , 

the balanced scorecard helps to prOVide 

a more comp rehens ive view of the court 

organization and its fun ctions, This 

balanced perspective o f effec ti veness 

helps court sta ff, stakeholders, and the 

publiC better undcrstand the fun ct ions 

of the court and the role the court 

organization has wit hin the community. 

Coupled with the S, MART performance 

bt:llchmarks, the balanced sco recard 

providcs an instrument w ith which to 

thorou ghly describe the activities of 

the court organiza tion and a I'C;):;onable 

means with which to a~~ess court 

organizational effectiveness 

Performance is considered the 

sum of behavior and resu lts, and 

it is a d irect OULcome 01 dfective 

management pracLices and continuous 

improveme nt processes I'crform ance 

management is about creating a 

workplace environment and culture 

that encourages and values individual, 

unit, division, and organization-wide 

success . The SMAART Performance 

Management Program is Just as much 

a process of measuring how well the 

cou rt organization docs in terms of 

serving custo me r nced s, meeting 

ta rgets , and producing des ired impaCL5 

as it is a system for creating an 

organizational cu lture of co llaboration 

and comrnitment w ilh an emphasiS on 

active \c;)rning , inclusion, and builc\rng 

inte rnal motiva tion for success, 'e tting 

organizational performance targets can 

make a positive contribution to court 

perfo rmance by focu sing organizational 

attention on particular outputs and 

outcomes and ali gning the behavior 

of employees with the overall miss ion 

of the court. This new phi losop hy of 

effective problem so lving and errlcicnt 

wo rk proc -- s can be ap plied across 

all d ivisions and work units o f the 

court o rg~\l1iza tion in o rde r to trans form 

strategic initiatives into concrete 

actions, guide organizational behavior 

cluring ti mes of uncert<1inty and change , 

and seamless ly adapt to targets o f 

opportunity. The motivational factors 

present wi thin the court culture and 

the applicat ion of performance-based 

managemen t. princip les ensure that 

court perform ance is done the right 

way, for the right reasons, and with 

the right outcomes 



The goal of the SMAART Performance Management 
Program is to improve the court organization's 
capacity to monitor, manage, and enhance its 
services, programs, and support activities, 

The goal of the SMAART 

Performance Management Program 

is to improve the court organization's 

capacity to monitor, manage, and 

enhance its services, programs, and 

support activities. The SlvlAART 

Performance Management Program 

provides the tools and a common 

language in order to define success 

consistently across the entire court 

organization The SMMRT balanced 

scoreca rd results are intentionally 

transparent and regularly reported 

within the organization and to external 

sLakeholders through 

• 	 Executive Level Measures 

• 	 Key Performance Indicators 

• 	 Program Snapshots 

• 	 Program Evaluations 

• 	 Documented Action Plans 

• 	 Improved Management Practices 

• 	 Updated Policies and Procedures 

The S lAART Progra m provides 

valuable data and statistical evidence 

of court programs and services that 

can better inform program and policy 

dec ision making for the judiCiary, senior 

management team, court employees, 

and the Lake County board and 

adminiSLraLOrs. AddiLional benefits of 

the SMAA RT Program include 

• 	 Financial Health of the 

Court System 

- Reduces costs, including 

time, resources, and waste 

- Aligns budget with strategic 

priorities and goals 

- Documents and communicates 

the need for resources 

-	 Provides transparency for 


resource allocation and 


project results 


• 	 Improved Management Control 

- Is Ocx ible and responsive to 

immediate needs (eg, targets 

of opportu nity) 

- Displays data relationships 

- Assists in internal auditing of 

programs and services 

- Simplifies co mmunication of 

strategic planning 

• 	 Motivated Workforce 

- lmproves employee engag 'ment 

by increasing und rstanding 

o f how individ ual efforts 

contribute to the organization'S 

higher-level goals 

- Creates transparency in 

the achievement of goals 

throughout the organization 

- Aligns professional development 

plans wiLh achievement of 

org::mizational strategic goals 

In theory, using performance 

data to make operational decisions 

is a common-sense, logical approach 

to performance-based management. 

This was not the case with our first 

two strategic plans (c. 2000, 2003), 

during which we simply completed 

tasks, compared them post hoc with 

the strategies and object ives of the 

strategiC plan , and considered these an 

accomplishment toward achieving the 

mission of the cou rt. Any performance 

measurement, if done at all, was 

used only to illustrate our precipitant 

sense of accomplishment. In practice, 

this process , which is based heavily 

on hierarchical position within the 

organization , perceived professional 

expertise , and tradition, is counter 

to the coun's own expectation of 

lrsponsible decision making, 

which is founded on the systematic 

collection, analysis , and eva luation 

of all available data . 

Since Ih is re\ritalization o f our 

SMMRT Program with the transition to 

performance management, continuous 

improvements have been introduced 

Lhroughou t the court organization 

For example: the senior management 

Leam has been proactive in making 

organization-\,vide and division-level 

adjustments to policy and procedures 

based on results from the annua l co un 

employee survey (CourTools Measure 

9); improved communication and 

collaboration with our commun ity­



based substance abuse providers has this population. As we continue to up a single stra tegic planning cycle. 

resulted in a more effective and cost­ improve upon the court's per formance Projects included under the SMAART 

efficient use or our internal urinalysis manageme nt system, we hope to Performance Management Program 

testing procedure; an internal audit expand these improvement efforts are limited to new (or substantially 

of our Juvenile residential program and transform the culture of our revised) initiatives or evaluations of 

resulted in the introduction of severa l organization as welL existing programs. Day-to-day, routine 

additiona l evidence-based treatment The SMAART Performance court activities are not included. The 

approaches; and we we re able to Management Program operates on expectation is that the evaluation 

eliminate an under-performing , a revo lving SOO-day (a pproximately period for any individual project will 

gender-specific program and reallocate i8-month) cycle. Approximalely two be no longer than six to 12 months. 

human resources to better serve to four S1v[AART cyc les would make Outcome data generated during this 

Initial SMAART Projects List 

DIVISION OF ADMINISTRATIVE SERVICES 

• Standardized Exit Process of Court Employees 

• Evaluation of the TONE (Training of New Employees) Program 

• Performance Standards for Substance Abuse Providers 

• Contingency Plan for Staff Reductions 

DIVISION OF ADULT PROBATION SERVICES 

• Evaluation of the Administrative Sanctions Program 

• Evaluation of Drug Testing Program 

• Policy for External Research Activities 

• Implementation of Caseload Explorer (Internal Database) System 

DIVISION OF JUDICIAL OPERATIONS 

• Court Forms Project 

• Lake County Visitation Center - Neulral Exchange and Visitation Site 

• Judicial Operation Staff Cross Training 

DIVISION OF JUDICIAL INFORMATION AND TECHNOLOGY 

• Courts Daily Project (Staff Intranet Site) 

• Disaster Recovery Plan 

DIVISION OF JUVENILE PROBATION AND DETENTION SERVICES 

• Eva luation of APEX Digital Learning System 

• Juvenile Offender Compliance with Court Attendance and Fees 

• Juvenile Low-Risk Supervis ion - Group Reporting Project 

• Pre-Employment Program 

DIVISION OF PSYCHOLOGICAL SERVICES 

• Juvenile Offender Domestic Violence Assessment and Treatment 

• Eva luation of Group Psychological Testing 

• Tutoring Program for Juvenile Probationers 

• Women FlRST - Gender SpeCific Group and Referral Program for Adult Women Probationers 



timeframe is considered sufficient to 

make program and po licy decisions 

regarding whether a project is making 

considerable progress and should either 

be continued or even expanded, or 

requires modifications or should 

be discontinued 

Early in 2010, management teams 

from each of the divisions deve loped a 

preliminary list of programs with which 

to begin our effort (see page 32) that 

began July 1, 2010. As these programs 

cycle through their respective evaluation 

cycle, we envision that coun staff 

from all levels of the organization will 

provide the spark for other programs 

to be added as part of the performance 

management process. Through an 

amhitious training effon, we have 

successfully introduced the program 

to all employees of the organization, 

spread among its s ix divis ions, across 

three primary campuses. 

In addition to court staff, we 

are also actively engaged with those 

community vendors with whom we 

contract for services; we are in the 

process of working with these service 

providers to develop performance 

benchmarks for the delivery and 

outcomes associated with the respective 

services that they provide for the court 

and court customers. Our long-term 

goal in this regard is to move toward 

full implementation of performance­

based contracting; future requests 

for proposals (RFPs) will conta in a 

requirement for the measurement of 

per[ormance in the delivery of court 

services. The coun has a great deal 

of respect for and values the services 

provided by contracted ve ndors, and 

views them as an extension of the court 

organization . As we challenge ourselves 

to grow and develop as an organization , 

we will also assist our Justice partners 

in the community to set meaningful 

performance targets and the means 

to achieve them. A team consisting 

of administrative services staff, the 

senior researcher, chief psychologist, 

and community service coordinators 

from both adult probation services 

and Juvenile probation and detention 

services have been tasked with 

the responsibility of moving this 

initiative forward . 

The process that began 

approXimately two years ago has been 

both interestmg and cha llenging The 

progression from the co llective thought 

processes of the senior management 

team, circuit Judges, key stafr, and court 

stakeholders to the development of a 

framework for measuring performance 

throughout the entire court organization 

has been a rewarding effort. Those both 

internal and external to the organization 

who have had the opportunity to 

preview this project with us have 

been excited and insp ired by this new 

direction. As with most organizational 

change efforts, however, the S 1AART 

Performance Management Program 

is an unhurried, yet time-consuming 

endeavor. Those staff most directly 

involved with the program must 

find time around their existing work 

schedules for the aclditional tasks of 

program development , staff train ing, 

and coordination among diverse user 

groups. In addition, the demands 

associated with a new monitoring 

and improvement program add to 

the job requirements of a workforce 

that is already stretched thin due 

to reduced resources. Despite these 

[actors, we are very pleased with 

the progress that has been made 

to this point with our transition 

from performance measurement to 

per formance management More so, 

we acknowledge that this is the right 

time to be proacli ve with this project, 

as the benefits of this approach promise 

to assist the court not only to do more 

with less, but effectively to do less 

with less - targeting court resources 

where they are likely to have the 

greatest impact for customers and the 

public, with the least amount of waste 

(e.g., group and remote reporting for 

low-risk probationers, redUCing the 

redundancy contained in court forms , 

cross- training initiati ves, discretionary 

drug testing procedures, etc) 

Ineffect ive and inefficient programs 

can no longer be supported by the 

court, nor anticipated to be paid for 

at the expense of taxpayers. We are 

hopeful that the SMAART Program will 

assist the court in this effort and have a 

strong pOSitive impact on the trust and 

confidence placed in the Circuit Court 

of Lake County by its most important 

customers: the public. 
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