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Executive Summary 

Pima County Superior Court, which houses Pima County Juvenile Court is a court known 

nationally for innovation and service to families.  Named a Model Court in dependency 

matters in 1996 and delinquency several years later, the Pima County Juvenile Court has 

sustained energy for innovation that is tangible at all levels of the court.   

Pima County leaders from the bench, the court, and the community have continued to reflect 

on the processes of the court, best practices, family drug court, trauma responsive efforts, 

evidence-based services to find ways to improve case outcomes for children and families.  The 

Pima County Juvenile Court sought out this operational review of the Juvenile Court by the 

National Center for State Courts (“NCSC”) to ensure that the Pima County Juvenile Court 

is operating in a manner that makes the best use of court resources when providing service to 

the community.  Specifically, it asked NCSC to consider:   

• how judicial resources impact the quality of outcomes and any potential 

efficiencies; 

• the impact of judicial rotation on the outcomes in court; and  

• the Pima County Juvenile Court’s ability to sustain, advance, and achieve the goals 

of Model Court for both delinquency and dependency. 

Judges with experience in court leadership and in Model Court reform efforts formed part of 

the NCSC team.  Since August 2016, NCSC worked with the Pima County Juvenile Court  

to review documentation including operational reviews, statistics and outcomes data, observe 

court proceedings and interview a broad array of stakeholders.  The NCSC team met with the 

Pima County Juvenile Court team in August 2017 to review preliminary recommendations 

and gather additional data.   

As a result of this effort, NCSC concludes that the Pima County Juvenile Court is a highly 

performing court. Statewide data in Arizona shows that Pima meets timeline standards to an 

exemplary degree.  The Pima County Juvenile Court’s judicial programs demonstrate high 

functioning in terms of efficiency, productivity, and customer satisfaction.  The Pima County 

Juvenile Court has implemented numerous initiatives intended to meet the needs of Pima 
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County’s children and families. These include dependency and delinquency programs such 

as the Dependency Alternative Program, Family Drug Court, Court Appointed Special 

Advocates, Family Navigators, Juvenile Delinquency Alternatives Initiative, an active 

probation department, and Alternative Community Engagement Services among others.   

In terms of improvement, the greatest challenge ahead is that of sustainability: how to keep 

this high functioning court operating optimally now and in the future. Towards this end, 

NCSC recommends consideration of the following:  

 

The Impact of Judicial Resources on Quality of Outcomes 

• The Court and Clerk’s Office should engage in a process to expedite the provision of 

charging documents and orders.   

• The Pima County Juvenile Court should work with Arizona’s Court Improvement 

Program Director to make Arizona’s Fostering Court Improvement data available.  

Rotation Policies 

 Assessment of the Current System:  

• The Pima County Juvenile Court should re-establish a committee to consider feedback 

given regarding the current commissioner rotation schedule and make 

recommendations. The Pima County Juvenile Court should consider the various 

viewpoints and some of the ideas suggested to see if they could be piloted in a way that 

would support judicial expertise across benches, infuse energy into the juvenile bench 

and prevent burnout.   

• The Pima County Juvenile Court should consider how the impact of rotation on 

committee work can be ameliorated. 

Training and Mentoring:  

• Court wide, the Pima County Juvenile Court should provide additional mentoring, 

paying careful attention to the specific nuances of the juvenile court. The Pima County 

Juvenile Court should consider retooling of the Judge Mentorship Program to allow 
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for in court observation, and timing rotations to coincide with dependency and 

delinquency trainings, either with Dependency and Delinquency 101, or one of the 

many other trainings available from various outlets in Arizona and nationally.  

Sustainability 

• The Pima County Juvenile Court should prioritize the identification of alternate 

funding for the continuation of Family Drug Court operations and recovery support 

specialists. 

• The Pima County Juvenile Court should expand the use of data analytics.   

• Monthly standardized data reports should be given to judges and commissioners. 

• The Pima County Juvenile Court should publish an annual report card to be shared 

with the community.  

• The Pima County Juvenile Court should continue to promote the ACES program in 

schools and in other community outreach.   

• The Pima County Juvenile Court should continue to seek funding and support for 

CASA while recruiting for CASA volunteers in the community.   

• The Pima County Juvenile Court should study the Family Navigators to evaluate their 

impact and to determine how they can best support parents in navigating processes. 

• The Pima County Juvenile Court should continue to study DAP to determine its 

impact on decreasing the filing of petitions and longer-range outcomes.   

• Contract attorneys should have increased access to their cases in AGAVE/AGAVE 

Web.   

• The Pima County Juvenile Court should work to strengthen its relationship with 

Public Defense Services to accomplish the following goals: 

o Public Defense Services should meet with court-appointed attorneys to 

consider their role and vision in the future.  The Pima County Juvenile Court 

should assist Public Defense Services by investigating funding for Attorney and 
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Stakeholder training and mentoring.     

o Public Defense Services should adopt a training program where new attorneys 

shadow experienced attorneys when they have smaller caseloads. Public 

Defense Services should work with the Pima County Juvenile Court to 

strengthen the attorney mentorship program.  

By considering the recommendations above, the Pima County Juvenile Court is poised to 

continue to provide excellent service to the children, youth and families in Pima County now 

and for years to come.   
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1. Introduction 

The Pima County Juvenile Court truly is a model court in delinquency and dependency 

matters, known nationally for family-centered practices. The Child Victims Act Model Court 

Project focuses on improving the governmental response to children and families in the child 

welfare system to ensure safe, timely, and permanent homes for children. The Pima County 

Juvenile Court was formally designated as a “Model Court” through the National Council 

for Juvenile and Family Court Judges in 1996, dedicated to innovation in improving processes 

for the benefit of children involved in dependency and neglect matters.   

Courts that are active in the Model Courts project may receive individualized assessment, 

planning, training, technical assistance, and evaluation services as they seek to implement the 

principles and recommendations set forth in the guidelines and work toward improved 

practice and outcomes.  With multi-year involvement, Model Courts repeat the planning and 

technical assistance process as court improvement goals are attained.  As part of this effort, 

Model Courts are expected to be “laboratories for change;” meaning they participate in an 

ongoing critical assessment of their performance and share their results with other sites in 

order to inform and sustain a larger system improvement effort.  

The Pima County Juvenile Court continued to innovate in delinquency matters, and in 2004, 

Judge Hector Campoy initiated alternatives to detention for youth and worked to overcome 

racial and cultural disparities, which shepherded the court and probation into a new era not 

just in Arizona, but nationally.  Over the last twenty years, judicial leaders, court leaders, and 

community leaders have continued to reflect on the processes of the court, best practices in 

juvenile law, trauma responsive practices, and evidence-based services to find ways to 

continuously improve outcomes for children and families.  The legacy of Model Court status 

continues, and like a well-oiled machine, Pima County Juvenile Court continues to provide 

exceptional service to the community.   

As a part of this commitment to the community, the Pima County Superior Court leadership 

sought out this operational review of the Juvenile Court by the National Center for State 

Courts (“NCSC”) to ensure that the court is operating in a manner that makes the best use of 



Pima County Juvenile Court Operational Review  Final Report 

 

National Center for State Courts 6 
 
 

court resources to provide services to the community.  Specifically, the Pima County Juvenile 

Court asked the NCSC to consider:   

• How judicial resources impact the quality of outcomes and any potential 

efficiencies, 

• The impact of judicial rotation on the outcomes in court, and 

• The Court’s ability to sustain, advance, and achieve the goals of Model Court for 

both delinquency and dependency. 

NCSC and Pima County Juvenile Court leadership met several times to consider the 

objectives of the study. The Pima County Juvenile Court presented a wealth of information 

and past operational assessments for NCSC to review and consider.  Based on NCSC 

recommendations, the Pima County Juvenile Court designed two site visits by the NCSC 

judicial team to collect the information needed upon which to offer findings and 

recommendations.  NCSC and two judicial experts visited April 2-6 and August 28-29, 2017. 

NCSC engaged in the methodology outlined below to collect the information necessary to 

inform this report and recommendations.   

1.1 Methodology  

Upon initiation, the Pima County Juvenile Court requested that in addition to NCSC staff, 

two judges with experience serving as a presiding judge and in Model Court reform efforts 

form part of the team.  An extensive search was conducted to identify Judge Amy Davenport, 

with experience having presided over all of Vermont’s state courts, a frequent consultant on 

governance issues with NCSC, and a member of the board of the National Council of Juvenile 

and Family Court Judges. Also identified was Judge Christine Decker, who presided over the 

Salt Lake City Model Court and championed several initiatives similar to those in Pima 

County such as partnerships with education, Family Treatment Court, and various juvenile 

delinquency alternative initiatives.  Both the Salt Lake and the Pima County Model Courts 

were established at about the same time and Judge Decker also oversaw Salt Lake’s transition 

to Emeritus status, and thus provided support to other Victim’s Act Model Courts.   
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The NCSC project team traveled to Pima County and conducted a one-week initial site visit 

to interview Court officials, Court staff, attorneys, mediators, Court clerks, detention center 

staff and community partners.  A full list of groups interviewed is included as Appendix A.  

The NCSC project team solicited information on current data and the current conditions in 

the Court, and solicited ideas and received feedback on preliminary ideas for new and more 

effective measures.  The NCSC project team then explored how the current use of judicial 

resources could be more effective.  After the onsite visit, the NCSC project team solicited 

additional comment from court staff and Probation, the wider bench, and other community 

stakeholders. Several people were interviewed, using the same onsite interview schedule. 

With this information, NCSC worked with Pima County Juvenile Court representatives to 

specify the key areas of discussion for the report to allow the NCSC team to formulate 

conclusions and recommendations.  This report presents the final analysis and 

recommendations provided by the NCSC to the Pima County Juvenile Court for 

consideration. As is stated throughout this report, the Pima County Juvenile Court could 

operate in an “as-is” condition for years to come and still provide quality services to the 

community it serves while remaining one of the best juvenile courts in the country.  

1.2 Review of Background Information 

Pima County provided a wealth of background information prior to and during the initial site 

visit including the judge and commissioner rotation schedules, the process for delinquency 

and dependency cases, and an operational review of Pima County Juvenile Court conducted 

by the Administrative Office of the Courts (AOC) from 2013-2015.  These documents were 

intended to inform the NCSC Team as to past operational goals, present caseload numbers, 

and historical judicial functioning.   

The following documents were reviewed in advance of the site visits and are appended to this 

report.    

• Review of the Organization’s Programs (Appendix B) 

• AOC Operational Review of the Court’s Dependency Cases (Appendix C) 

• Judicial Workload Brief Completed August 26, 2016 (Appendix D) 

• Process for Dependency Cases (Appendix E) 
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• Process for Delinquency Cases (Appendix F) 

• Judge Rotation Schedule (Appendix G) 

• Commissioner Rotation Schedule (Appendix H) 

2. Analysis  

The Pima County Juvenile Court benefits from an exceptionally “networked” court 

leadership model, as defined by the High-Performance Court Framework:  

Networked:  Judges and administrators emphasize inclusion and coordination 

to establish a collaborative work environment and effective court-wide 

communication.   Efforts to build consensus on court policies and practices 

extend to involving other justice system partners, groups in the community and 

ideas emerging in society.  Judicial expectations concerning the timing of key 

procedural events are developed and implemented through policy guidelines 

built on the deliberate involvement and consensus of the entire bench.  Court 

leaders speak of courts being accountable for their performance and the 

outcomes they achieve.1   

To provide a few examples of a networked court leadership model in action: there are 

coordinated and frequent opportunities for judicial colleagues to meet to discuss matters of 

governance, budget, case management, and specific issues.  Each judicial officer and staff 

member interviewed spoke to the cohesiveness and collegiality of the court community and 

of opportunities for training and mentorship.  Additionally, the Pima County Juvenile Court 

evidenced a desire for self-examination and growth.  While reports like this are often sought 

to solve a problem, court leadership requested this operational review to ensure that the court 

is operating in a manner that makes the best use of court resources to provide service to the 

community.  As one judge stated when interviewed: “the fact that the Court has requested an 

evaluation is emblematic of the way that the court operates.  They continue to look at 

themselves and for improvements that can be made to serve the community.”  Specifically, 

the Court asked NCSC to consider:   

                                                           
1 B. Ostrom, Achieving High Performance for the Courts: A Framework for Courts (NCSC, 2010), p. 25 
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• how judicial resources impact the quality of outcomes and any potential efficiencies,  

• the impact of judicial rotation on the outcomes in court, and  

• the court’s ability to sustain, advance, and achieve the goals of Model Court and 

juvenile justice.  

We begin with a consideration of the outcomes that the Pima County Juvenile Court seeks to 

achieve.  As stated by Deputy Court Administrator Tina Mattison, “We are mission-driven; 

that’s how we assess our ultimate effectiveness.”  The mission of the Pima County Juvenile 

Court is “to ensure children are protected, youth are rehabilitated, and the community is safe by 

administering timely and impartial justice and providing innovative services.”2  Additionally, the 

Pima County Juvenile Court is a trauma responsive court, and staff and judicial officers work 

hard to view their daily operations from the perspective of court visitors who have suffered 

from multiple traumas. With this basis, we also consider relative customer satisfaction and 

efficiency when discussing judicial effort and resources.    

2.1 How do Judicial Resources Impact and Relate to the Quality of Outcomes?   

There are a number of dimensions to this question:  Are there enough judicial resources to 

handle the work?  Are those resources used well?  Do they translate into better outcomes?  

Are there available efficiencies that present themselves to the Court while at the same time 

furthering the mission to support children and youth in the community?   

Judicial officers and others were asked in interviews and focus group meetings whether 

judicial resources were sufficient to address the work required.  The surprisingly uniform 

answers to this question reflect the fact that judges in Pima County Juvenile Court work hard, 

and that the volume of workload is perhaps higher compared to other assignments within the 

County.  Prior to the addition of a judge two years ago, the workload was perceived by several 

to be overly strenuous, but interviewees reported that the current workload was presently 

more manageable. NCSC takes note of two reports that address this issue more 

comprehensively than the scope of this assignment allows: the Pima County Juvenile Court 

Judicial Workload Brief (2016) and the AOC Operational Review of the Court (Appendix C).  

                                                           
2 http://www.pcjcc.pima.gov/  

http://www.pcjcc.pima.gov/
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The Pima County Juvenile Court Judicial Workload Brief (2016) shows that Pima’s case-per-

judge rate (284) is in the median with other Arizona jurisdictions, and is comparable to 

similarly sized jurisdictions in other states.  Further, the judicial officers of the Pima County 

Juvenile Court participate in a very broad array of various committees tasked with creating 

and overseeing youth programs.  It is common for juvenile courts and Model Courts to engage 

in numerous reform initiatives and committees, but the NCSC judicial team noted that Pima’s 

committees were particularly extensive.  A list of these committees can be seen in Appendix 

I. Several judges interviewed talked about how hard-working the Juvenile Bench was.  It was 

commonly reported that the judicial officers of the Pima County Juvenile Court “have the 

passion to be there and the willingness to put in the necessary time and effort with the 

committees.” It would appear that passion and willingness result in effective practice.  The 

table below is drawn from the 2016 Operational Report and shows that the Pima County 

court scored above 90% on key requirements identified by the AOC for dependency case 

processing.   

Table 1.  Percentage of Hearings Held Timely 

In-Home Intervention 100% 

In-Home Intervention Review 100% 

Preliminary Protective Hearing 99% 

Review of Temporary Custody 100% 

Initial Dependency  89.75% 

Settlement Conference 100% 

Pre-Trial Conference 73.75% 

Adjudication 96.54% 

Disposition 83.66% 
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Review 87.96% 

Permanency 88.41% 

Initial Guardianship 81.82% 

Guardianship Adjudication 88.89% 

Initial Termination 83.70% 

Termination 77.45% 

Compliance with these statutory timeframes is a key indicator used in juvenile court to 

demonstrate productivity and high-functioning as they correlate to timely permanency and 

reunification, both crucial outcomes for children. This high level of compliance demonstrates 

that the Pima County Juvenile Court is operating very productively and more productively 

than many juvenile courts across the country.   

2.1.1 Comparative Analysis Obstacles 

Pima County Juvenile Court leadership seeks to serve as a prudent steward of resources.  In 

requesting this operational review, Pima has asked NCSC to provide comparative data on 

other jurisdictions in regard to judicial workloads and whether resources utilized are equating 

to quality outcomes for children and families in Pima County.  

National research shows that “equally critical to court improvement [and in this case, quality 

outcomes] is objectively assessing judicial workload for courts handling abuse and neglect 

cases. While the availability of sufficient resources does not guarantee good performance or 

positive outcomes for children, the lack of adequate resources will almost always hamper a 

court’s performance. Judicial workload improvements are a key component of improving 

court performance.”3 For Pima County, the best way to determine workload will be an 

extensive independent analysis.  Side-by-side comparisons with other courts, even within 

                                                           
3 Taken from Building a Better Court 
http://www.ncjfcj.org/sites/default/files/Building%20a%20Better%20Court.pdf  

http://www.ncjfcj.org/sites/default/files/Building%20a%20Better%20Court.pdf
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Arizona, could prove misleading because the wide variety of factors impacting each site 

require extensive study.  For example, the Pima County Juvenile Court has one of the most 

robust mediation programs that the NCSC Team has seen in the country.  Use of mediation 

is intended to improve case processing and outcomes in juvenile dependency cases, as it helps 

to avoid further litigation.4 Pima County Juvenile Court mediation sessions are often so 

effective that they result in an agreement, which frees up the judge’s previously calendared 

hearing time. In another county in Arizona, the mediation sessions may not result in any 

actionable steps, which may show Pima County Juvenile Court judges as hearing fewer cases 

than those in other jurisdictions, and therefore the Pima County Juvenile Court as being 

viewed as being “over-resourced” in terms of the number of judicial officers employed. 

Another area which cannot be easily compared between jurisdictions is that of calendaring 

cases. The Pima County Juvenile Court uses time-certain calendaring for their cases, whereas 

another jurisdiction may use “cattle call” style calendaring.  

Finally, the Pima County Juvenile Court uses pre-hearing conferences (PHCs) to prepare 

parties to proceed. During these meetings, the parties are encouraged to speak up and engage 

in the court process, which breaks down nerves and allows everyone to work together for the 

benefit of the child involved before immediately meeting with the judge. The direct and 

intentional impact of the PHC is to reduce issues, prepare parties, and reduce court time.  

While other courts may have equivalent processes, they don’t necessarily have PHCs, which 

will be an important distinction when completing a workload study.  

Making national comparisons is even harder. Weighted caseload studies must account for 

attorney representation at different stages in the court process and must also consider what 

resources, such as mediation or other family support services, are available in different areas 

and what impact they have on judicial calendaring. If the Pima County Juvenile Court 

administration does not choose to complete a time-intensive weighted caseload study, 

however, national comparisons can still be made while keeping in mind that many differences 

                                                           
4 Giovannucci, M., and Largent, K. (2009). A guide to effective child protection mediation: Lessons from 25 years of 
practice. Family Court Review, 47, 38-52. As cited in NCJFCG article 
https://www.ncjfcj.org/sites/default/files/Outcome%20Evaluation%20Mediation%20in%20Washoe%20Nevada_Fi
nal.pdf  

https://www.ncjfcj.org/sites/default/files/Outcome%20Evaluation%20Mediation%20in%20Washoe%20Nevada_Final.pdf
https://www.ncjfcj.org/sites/default/files/Outcome%20Evaluation%20Mediation%20in%20Washoe%20Nevada_Final.pdf


Pima County Juvenile Court Operational Review  Final Report 

 

National Center for State Courts 13 
 
 

may prove incompatible, therefore skewing the results obtained. To do this, the Pima County 

Juvenile Court  should view data from child welfare agencies published on Fostering Court 

Improvement’s website.5 Unfortunately, Arizona data is unavailable on the website and should 

be requested to be made public for these purposes. The greatest comparison between different 

states will be time to permanency and will allow the Pima County Juvenile Court to determine 

whether their innovative programs are decreasing time to permanency for children in 

dependency cases. Child welfare data from the Fostering Court Improvement website would 

allow the Pima County Juvenile Court to monitor average time to permanency, rate of 

reunification and percent of children who come back into the system within a three-year 

period due to new allegations of abuse and neglect.  Although great care and caution would 

be required to produce a credible comparative analysis (either nationally or within the state), 

such an undertaking would certainly benefit the Pima County Juvenile Court’s self-

assessment of program innovation and effectiveness.  

Again, the best way to determine how hard a court is working is by conducting a weighted 

caseload study.  These studies have been validated and are commonly used by legislative and 

funding bodies to establish and allocate resources based on actual demonstrated need. A 

weighted caseload study cannot, however, measure the quality of court decisions. The court 

services that are delivered by the Pima County Juvenile Court are intended to provide quality 

outcomes for the families and children served by the Court. Judicial administration experts 

have demonstrated that high-performance by courts render decisions that provide procedural 

justice and are thus more effective.  A court may be able to complete a wealth of judicial 

decisions, however, if these decisions do not reflect the needs of the parties, parties will not 

comply. Parties will then remain unable to rectify the problems that brought them before the 

court in the first place, thus perpetuating court resources and time.  We thus consider the 

quality offered by the Pima County Juvenile Court and how judicial resources translate into 

better outcomes.  Resources to outcomes can be analyzed in many different ways, but the 

“High-Performance Framework” is a framework used by state courts nationally and in 

                                                           
5 http://fosteringcourtimprovement.org/state_websites.php  

http://fosteringcourtimprovement.org/state_websites.php
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Arizona that allows for a deeper consideration of the use of resources (Internal Operating 

Perspective-Efficiency and Productivity) and target outcomes (Customer Satisfaction).    

2.1.2 High-Performance Court Framework 

This map taken from the High-Performance 

Court Framework demonstrates all of the 

different perspectives that a court like Pima 

must consider in delivering services to the 

community.  Together, each perspective 

converges to form a composite model of 

performance outcomes and describe the 

unique mix of products, services, and 

relationships that all courts must offer to its 

community.  In evaluating the Pima 

County Juvenile Court, all dimensions 

were considered, but we focus here on 

Customer Satisfaction in terms of 

Procedural Justice and Effectiveness of the processes as well as Internal Operations, defined in terms 

of Efficiency and Productivity. Pima County Juvenile Court utilizes numerous programs and 

operations that showcase their internal efficiency and productivity. Examples of these 

include:   

• Time-certain calendaring 

• Data driven decision making 

• Detention and General Education Development (GED) programs 

• Alternative Community Engagement Services (ACES) 

• School outreach 

• Crossover youth initiatives 

• Experienced and participatory Bar 

Customer Perspective

Procedural Satisfaction Effectiveness

Internal Operating Perspective

Efficiency Productivity

Innovation Perspective

Technology Capital Information Capital

Organizational Capital Human Capital

Social Value Perspective

Support of legitimizing authorities  

Public trust and confidence
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• Pre-hearing conferences 

• Family Drug Court 

• Family Navigators 

• Dependency Alternative Program (DAP) 

• Mediation 

• Dependency Unit Data Specialists 

Additionally, the Pima County Juvenile Court has other programs and operations that exhibit 

their commitment to achieving procedural justice from a customer perspective. These include: 

• Mediation 

• Court Appointed Special Advocates (CASA) 

• Juvenile Detention Alternatives Initiative (JDAI) 

• Disproportionate Minority Contact-Racial and Ethnic Disparities (DMC-

RED) 

Many programs in the Pima County Juvenile Court do not fit solely into one category and 

instead satisfy multiple needs of the court and customer. A full list of programs is included in 

Appendix B. 

Internal court operations range from budgetary oversight to recruitment and retention of 

skilled staff as well as management of a court’s caseload.  A useful way to categorize how 

well these activities are being performed is by dividing them into the performance areas of 

Efficiency and Productivity. While these two terms are sometimes used interchangeably, 

they provide different types of information for assessing internal operations. It is important to 

understand the differences between the concepts of efficiency and productivity when a court 

is examining the use and allocation of its available resources.  In a close-knit community like 

Pima where many of the processes are supported by tax dollars, the Pima County  Juvenile 

Court must be ever more attentive to prudent stewardship of public dollars while facilitating 

court processes that support families and keep the community safe and strong.  Fair outcomes 
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are desired by everyone, and taxpayers want this result through a process that is predictable, 

timely, and cost-effective.   

What follows is an overview of Pima County Juvenile Court internal operations which 

contribute to efficiency and productivity.  

2.1.2.1 Internal Operating: Efficiency  

Efficiency is a term used to describe the amount of effort or energy that it takes to accomplish 

a certain task or operation.  For an organization like a court that has a large volume of activity 

underway at all times, a high-performance court will want each activity to be conducted as 

efficiently as possible.  Staff in the clerk’s office, for example, will develop a system to be 

efficient with case files.  If they are successful, then a file will be found and retrieved quickly 

when it is needed and will provide information to the parties (judges, court employees and 

attorneys of record, etc.) who need it.  As set forth below, the Pima County Juvenile Court  is 

quite efficient in meeting timeframes, an indicator of efficiency.  Access to court records by 

court appointed attorneys through the County’s AGAVE or AGAVE Web is discussed below 

as an area that could be strengthened.   

2.1.2.1.1 Efficiency – Meeting Timeframes 

The Operational Review previously referenced showed that the Pima County Juvenile Court 

was operating above 90% on key requirements for certain hearings for both past case files 

reviewed and hearings observed in person in FY14 and FY15 for dependency cases.  It also 

showed that the Court was meeting timeframes in permanency hearings, with hearings held 

an average of 208 days after the child’s removal.6 These data illustrate that the court is 

operating very efficiently with the satisfaction of the customer in mind. As previously stated, 

additional comparisons can be made between jurisdictions and nationally once Arizona’s 

Fostering Court Improvement data is made available to the public and the Court. 

Recommendation: 

• The Pima County Juvenile Court should work with Arizona’s Court Improvement 

                                                           
6 Pima County Juvenile Court, Operational Review Final Report, Round 6 (2015). 
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Program Director to make Arizona’s Fostering Court Improvement data available.  

2.1.2.1.2 Efficiency – Time Certain Calendaring 

The Pima County Juvenile Court method of ‘time certain’ calendaring, as opposed to ‘cattle-

call’ style scheduling, is impressive in that it gives parties and attorneys the correct impression 

that their time is valued equally to the Courts. When discussing the ‘time certain’ calendaring 

system with Court staff and attorneys, the NCSC Team was told that the judges generally stay 

on track with the schedule unless a unique case presents itself, in which case other coverage 

in a different courtroom is generally arranged. The operational review conducted by the AOC 

from 2013-2015 showed that hearings took place within 4-8 minutes of the scheduled time, a 

great showing of both efficiency and effectiveness.    

2.1.2.1.3 Efficiency -- Collaboration with the Clerk’s Office 

Because the Clerk’s Office and the Court are separate entities, both endeavor to work together 

to achieve maximum efficiency.  The Clerk’s Office, Presiding Juvenile Court Judge, and 

Associate Presiding Juvenile Court Judge meet monthly to discuss operations, which is well-

advised.  Even so, when courts in any given jurisdiction and the clerk’s office are responding 

to different mandates, it is common for inefficiencies to result.  We set forth a few that were 

brought to our attention for consideration and continued discussion between the Pima County 

Juvenile Court and Clerk’s Office.   

Sometimes documents from the clerk’s office do not arrive timely to the parties and judges. 

In one instance, the NCSC Team witnessed an attorney representing a child in a delinquency 

case who had not yet seen paperwork that was filed the morning of their appearance. In this 

particular instance, the judge borrowed the paperwork from the prosecutor. There is a serious 

due process problem when the attorney for the juvenile does not have the charge and the 

affidavit to review with his/her client prior to a hearing on whether the juvenile should be 

detained. The issue of documents and access by attorneys is also addressed in Section 2.5.1.3.   

Another issue caused by the division between the clerk’s office and the Court is the creation 

of minute orders.  There are often differing viewpoints between the judicial officers and the 

clerk’s office regarding the language required by statute.  It would be wise to implement the 
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use of form orders that would be understood by litigants and would include the necessary 

language, such as those shared from the Vermont courts with court leadership.  This would 

lead to greater internal efficiency and produce a sense of procedural satisfaction from the 

customer’s perspective.  

Recommendation:  

• The Court and Pima County Clerk’s Office should engage in a process to expedite 

the provision of charging documents and orders.   

o The Pima County Juvenile Court should consider template orders in use in 

other jurisdictions (such as walk-out orders; these could also be projected on a 

screen during the hearing so the parties can see the judge typing).   

o Current business flow may also contribute to delay, but it is unclear if the root 

of the issue lies in Court or clerical functioning.  By engaging in a collaborative 

business process mapping between the Court, Clerk’s Office, and County 

Attorney’s Office, Pima County officials can consider transit of documents and 

potential hang-ups in order to design solutions that facilitate the work of all 

involved.  Any resulting process changes would help ensure that the judge and 

parties (and their attorneys) have access to necessary documents before the 

hearing.  

2.1.2.2 Internal Operating: Productivity 

Productivity is a measure of how much work is done in a certain amount of time.  Two 

commonly cited examples of productivity are found in NCSC’s CourTools Measure 2: 

Clearance Rates (examines court productivity in keeping current with the incoming flow of 

cases) and Measure 3: Time to Disposition (calculates the length of elapsed time from the 

filing of the petition to a case-processing time standard, such as “time to permanency”)7. On 

average, a dependency case in Pima County takes one and a half to two years to achieve case 

resolution.  This is in keeping with federal requirements that encourage permanency within a 

year of case initiation and require filing of a petition for termination of parental rights if the 

                                                           
7 http://www.courtools.org/Trial-Court-Performance-Measures.aspx  

http://www.courtools.org/Trial-Court-Performance-Measures.aspx
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child or youth is outside of the caretaker’s care for 18 out of 22 months. As a Model Court in 

both juvenile delinquency and juvenile dependency, Pima County Juvenile Court is 

encouraged to continue to monitor and track time to permanency and to present this 

information to the community to demonstrate the Court’s significant productivity.   

2.1.2.3 Customer Satisfaction: A Court Dedicated to Helping Families 
Achieve Procedural Justice 

In considering the effectiveness of the court in meeting its mission and in providing service to 

the community, customer satisfaction captures both procedural justice and effectiveness clearly 

as the Pima County Juvenile Court maintains a strong and clear commitment to serving the 

community. Customer satisfaction focuses on the end-user—the people who directly receive 

court services.  Built into customer satisfaction is effectiveness which emphasizes values such 

as court events occurring when scheduled (e.g., hearing date certainty) and procedural justice, 

including the customer’s impression and the court’s actual enforcement of orders (e.g., require 

that services ordered are provided and completed).   

The Pima County Juvenile Court has a long history of innovation and vision in both 

delinquency and dependency matters, as evidenced by the Victims Act Model Court and 

Delinquency Model Court initiatives.  Model Court initiatives address the customer 

perspective in a number of ways.  For one, they demonstrate reasonable public stewardship 

and interface with community partners.  The court serves the community as a whole: schools, 

citizens who wish to live in a safe community, and taxpayers who want to see a return on 

their investment.   

Additionally, Pima County Juvenile Court demonstrates a commitment to the community 

(and thus procedural justice) through the court’s outreach to the community.  Stakeholders 

and judges interviewed spoke about how the Model Courts for both delinquency and 

dependency created and fostered a relationship with County partners including schools and 

the County Board.   

Here are other programs and aspects of the court that demonstrate attention to customer 

satisfaction, particularly of the children, youth, and families that find themselves working 

with the court to reunify families or restore youth to the community.   
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2.1.2.3.1 Family-Friendly Court Design 

From the visual perspective of the customer, the Pima County Juvenile Court presents a warm 

and inviting environment, that stands in contrast to the traditional court experience of families 

and children. Many different facets of the courthouse design - from the open floor plan and 

the colorful and plentiful seating options, to the clearly labeled courtrooms and the abundance 

of light in the main gathering area – promote this. The lobby was decorated, painted, and 

lighted based on a “trauma audit” conducted at the Courthouse by a team led by Dr. Shawn 

Marsh from the National Council of Juvenile and Family Court Judges (NCJFCJ) in 2012 

and 2013. Unique, decorative elements are an impressive addition that help children feel like 

they are in a safe space; including book cases with “free book” labels throughout the first floor 

and various stuffed animals laying around the courthouse.  The courtrooms have also been 

decorated with stickers, children’s paintings and drawings, and other colorful wall art to 

appeal to children and to make families feel more comfortable there. 

From the emotional perspective, Pima County Juvenile Court presents itself to the court user 

as a place that fosters relationships between children and families and acts as a vessel for 

reunification whenever possible.  The counsel tables in the courtrooms are horseshoe-shaped 

to promote a collaborative approach to meetings, rather than a confrontational approach.  

2.1.2.3.2 Hearing Date Certainty  

The Pima County Juvenile Court’s calendaring practices are an example of efficiency, as they 

allow all court staff to follow schedules that rarely require last minute adjustments. Attorneys 

reported that scheduled hearing dates and times were adhered to, absent unusual 

circumstances.  Due to the experienced attorneys working in the court, continuances were not 

noted to be overly burdensome in Pima County. Additionally, mediations are scheduled far 

enough in advance of calendared trials, that when they are successful, there is enough time to 

remove trials from the calendar and fill open spaces with other hearings.  

2.1.2.3.3 Compliance with Court Orders  

Pima County Juvenile Court effectively enforces court orders. While the NCSC Team was 

on site, judges held the parties accountable for completing their mental health or substance 
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abuse services and would work with the parties and service providers to overcome financial 

or timing obstacles. Additionally, the judges regularly provided reasoning behind their orders, 

and made it known that the services required are always assigned with the goal of achieving 

reunification (dependency) or obtaining a solid foundation for moving forward in life 

(delinquency).   Judges often praised the parties for adhering to the court orders and did not 

take for granted the time and effort placed into completing the requirements.    

2.1.2.3.4 Crossover Youth Initiatives  

The Court demonstrates a strong awareness of serving the crossover youth population.  

Probation staff, court staff, and judicial officers recognize that children who have been 

removed from their families have likely suffered significant trauma and that the consequences 

may manifest themselves in behavioral and mental health issues later on.  Being “trauma 

responsive” helps the Court provide more effective treatment choices for these children. 

Because probation officers work so closely with the judicial branch, they can screen and direct 

youth to the services that are most appropriate for their needs while also ensuring compliance 

with court orders.   

The Court also keeps a wealth of data regarding programs that help crossover youth, and runs 

several programs intended to assess the needs of youth at intake to provide appropriate 

services when most needed.  The Pima County Juvenile Court’s delinquency programs are 

described below with respect to customer satisfaction, effectiveness, and productivity. 

2.2 Delinquency Programs 

2.2.1 Juvenile Probation Department 

The Pima County Juvenile Probation Department “supervises and rehabilitates youth, 

restores victims, and protects the community through innovative and effective programs and 

services.” The probation department employs over 150 staff members and works with 475 

youth under daily supervision. The probation department participates in numerous 

community outreach programs, such as: 

• Juvenile Justice Community Collaborative: A quarterly community building 

meeting where information and program updates are shared with community 
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members; currently with a focus on RED-Racial and Ethnic Disparities in court. 

• Youth Success Center at Higher Ground: A night-reporting center for children 

where they can learn cognitive skills and interact with probation officers, mental 

health workers, and judges. 

• Organizing Tucson/YMCA Community Forums: Community organization 

meetings. 

• Community Justice Boards: Restorative justice boards that handle diversion cases. 

• VOMP: Victim-Offender Mediation Program. 

The probation department also participates in different special initiatives, such as the 

previously mentioned RED and JDAI programs, and the sex trafficking regional task force 

known as “SATURN”-Southern Arizona Anti-Trafficking Response Network. SATURN 

allows for collaboration between service providers and federal prosecutors and helps 

trafficking survivors navigate the scarce resources available. The probation department also 

runs programs such as CREW-Community Response Through Engagement and Work. 

CREW has five surveillance officers that help kids give back to the community after 

completing diversion. This work is often done in conjunction with the Restitution 

Accountability Program (RAP) where hours of community service are converted into dollars 

paid to the victim after the child has completed work in the community through the upkeep 

of parks and recreation centers and the removal of graffiti, among other service options.  

2.2.2 Detention Facility  

Unlike many detention facilities across the country, the Pima County Juvenile Court has 

undergone significant renovations to support rehabilitation and distinguish itself from a 

traditional jail setting. These  have included the conversion of many former cells to family 

meeting rooms with couches or classrooms where children can attend classes according to the 

Pima County Accommodation School District calendar. The only children who are not in 

school daily are those with special mental health needs, who stay together as a group and 

often attend counseling or otherwise remain productive throughout the day. If the children 

are older and able to obtain their GED while in detention, the staff throws the child a 
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graduation party where parents and friends are invited to attend, a great achievement for the 

child. 

Finally, the detention facility houses other impressive elements within the facility; such as the 

garden and the library which provide a nurturing atmosphere. The garden is kept up by the 

children and provides fresh fruit and vegetables for the children’s meals. The library is a 

branch of Tucson’s public library system, and new books are rotated continually into the 

selection. There are also program incentives for positive behavior. Coco, the guinea pig in one 

of the living units, provides the children with a chance to care for a pet as a reward for good 

behavior and a therapeutic aid.   Staff also carry reward vouchers to acknowledge good 

behavior which can be redeemed for rewards ranging from snacks to face to face visits with 

family members. The teachers in the school and GED programs seem to be able to provide 

more one-on-one attention to the students in their classes, and they are able to tailor their 

learning plans to the children in class. 

The detention facility has decreased their average population to 50-60 children, down from a 

past daily average of 150. Not only does this represent a reduced expense for detention, but it 

reinforces rehabilitation and re-entry into the population, both strong demonstrations of 

effectiveness and procedural justice resulting in customer satisfaction.  Additionally, the 

decline in population has in turn freed up space, which has permitted the renovations and 

development of innovative programs.  

2.2.3 Juvenile Detention Alternatives Initiative 

In 2004, the Pima County Juvenile Court became the first replication site in Arizona for the 

Annie E. Casey Foundation Juvenile Detention Alternatives Initiative (JDAI).  JDAI seeks 

to eliminate the unnecessary and inappropriate use of juvenile secure detention and to reduce 

racial disparities. JDAI uses eight core strategies for system reform:  

• Collaboration 

• Data Driven Decisions 

• Objective Admissions 

• Alternatives to Detention 
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• Expedited Case Processing 

• Special Detention Cases 

• Reducing Racial Disparity 

• Conditions of Confinement 

Data analysis and implementation of JDAI core strategies allowed Pima County to safely and 

effectively reduce the daily youth population as demonstrated below with the significant 

decrease of referrals and detained children since 2002, where a 70% reduction in the detention 

population has occurred since the inception of JDAI 8. 

 

 

                                                           
8 2017 ‘Juvenile Alternatives Initiatives (JDAI)’ publication by Sheila Kembel, Pima County Juvenile Court JDAI 
Coordinator 
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2.2.3.1 DMC-RED 

The DMC-RED initiative, which stands for Disproportionate Minority Contact-Racial and 

Ethnic Disparities, is a subcommittee of the JDAI which aims to combat the disproportionate 

representation of racial and ethnic minority children in delinquency cases and in detention 

when compared to the number of minority children in the population. Law enforcement 

officers pick up children who are minorities more often than their Caucasian counterparts, 

which leads to the disproportion. The DMC-RED initiative is part of the probation 

department’s attempt to remedy this problem, by providing solutions to community members 

through their quarterly “Community Collaborative” meetings. As shown in the chart below, 

Pima County Juvenile Court has impressively managed to significantly decrease the number 

of children detained from almost all races over the past four years, only recently having 

experienced a small increase in the number of all children detained, which may be explained 

by Pima’s steadily growing population. 
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National trends show that the numbers of Caucasian (anglo) children are rapidly decreasing 

while those of children of other races are decreasing at a much slower rate, and the numbers 

in Pima County reveal similar decreases from 2012 to 2016. 

The DMC-RED initiative is important because it works to reduce racial bias in the court, 

another example of the Pima County Juvenile Court’s focus on procedural justice.   

Pima County Juvenile Court has been engaged with JDAI since 2004 and continues to work 

on alternatives to detention that treat youth detained with respect and fairness to promote 

better outcomes. 

2.2.4 Alternative Community Engagement Services  

The Alternative Community Engagement Services (ACES) program, which opened in August 

of 2016 serves to divert youth referred for misdemeanor domestic conflict from being 

processed through the formal intake unit.  ACES is housed in a space converted from the 

vacant detention facilities. In addition to serving youth and families who are referred for 

domestic violence, ACES is open to members of the community.  ACES is a 24/7/365 
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operation and provides a safe space for youth. It has a main room with toys, board games, a 

TV, and video games, where kids can come if they need a break from stressful or conflictual 

situations at home. A child who comes into the ACES facility can stay for up to 23 hours in 

the facility and is welcome to respite while the ACES staff triages their case and works to find 

appropriate and safe release options for the child.  

ACES serves the community by helping youth to develop coping skills and effective strategies 

for dealing with interfamilial conflict and it also prevents youth from committing a status 

offense, such as running away. ACES also may lead to decreased delinquency filings and 

other charges due to the youth’s diversion from the formal intake unit, which is far more 

effective from a taxpayer perspective as well as a procedural justice perspective.  The goal and 

mission of ACES is to serve as a community resource, designed to enhance public safety and 

reduce the need for, and use of, secure detention by providing youth and families with timely 

intervention and referrals to community supports. These services have been developed with 

an overall goal of reducing recidivism and providing Pima County youth and families with 

assistance in locating needed community resources, regardless of court status. Currently, 

information about ACES is spread through word of mouth.   

Recommendation:   

• Continue to promote the ACES program in schools and in other community 

outreach.   

To summarize, Pima County Juvenile Court utilizes resources in a way that demonstrably 

improves outcomes, specifically through increased customer satisfaction, procedural justice, 

effectiveness of the processes, and internal operations, defined as efficiency and productivity.  

2.3 Dependency Programs 

2.3.1 Pre-Hearing Conferences  

Pima County Juvenile Court facilitators hold pre-hearing conferences (PHC) immediately 

before the parents meet with the judge in dependency cases. These conferences incorporate 

the parties, including the parents, the child or child’s attorney, DCS, the child’s current 

placement representative, CASA volunteers, and social workers. The PHC provides an 
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informal setting where parties have an opportunity to tell their stories and discuss their 

positions before going before the judge. It also allows the attorneys, the DCS caseworker, and 

the parties to develop a parent-child contact plan if the child is placed outside of the home 

and to identify and frontload services for the parents while the case is pending.  The number 

of services that will be discussed at this early stage is limited to prevent the parent from feeling 

overwhelmed.  The facilitator provides the judge with a document which outlines the PHC 

discussion points and also saves the parties time from having to repeat their stories twice.  

The PHC also introduces parents to the dependency case process in a more relaxed setting 

from the courtroom to support them obtaining a full understanding of their case and what 

may happen in the courtroom after the conference. Because of the PHC, parents are likely to 

feel more empowered to advocate for themselves for the resources needed to achieve timely 

reunification.  Evidence has shown that early parental involvement in the court process, such 

as the PHC immediately preceding the court hearing, will often lead to improved outcomes. 

The NCSC team observed attorneys working with greater ease and communication with their 

clients during their PHCs.  Parties appeared to understand the proceedings and asked 

important procedural questions.  This process appeared to be uniquely equipped to provide 

procedural justice as families are able to gain a full understanding of their case, the services 

available, and the potential outcomes that may result.   

PHCs also help the court from an internal efficiency perspective as the time required of 

judicial officers in court for the initial hearing has decreased significantly.   

2.3.2 ‘What is a Dependency?’ Class  

Pima County Juvenile Court’s ‘What is a Dependency?’ class is available to all parents, family 

members, and placement family members who are going through a dependency case and is 

held every other week, or twenty-six times per year. The class outlines a typical dependency 

case from start to finish, and lets the parents know what alternatives may present themselves 

based on their case characteristics and works to motivate parents to do whatever they can to 

reunite with their children promptly.  The ‘What is a Dependency?’ class again reaffirms the 

Court’s commitment to supporting reunification between families and assists parents in 

engaging effectively with the legal processes.   
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2.3.3 Family Navigators 

Family Navigators are relatively new positions intended to increase permanency rates, 

increase parental engagement, and decrease time to closure. They reach out to parents to 

discuss the ‘What is a Dependency?’ class, and make themselves available to parents going 

through the case to “navigate” the court process and obtain necessary services.  For example, 

if a parent is struggling to find a parenting class offered that accommodates their work 

schedule, the Navigators can research and help connect parents to the services they need.  The 

Family Navigators focus on particularly vulnerable populations such as 0-3 cases as well as 

fathers who may need additional outreach and support.   

From a customer perspective, Family Navigators help connect parties with information, to 

understand the court process (customer satisfaction) as well as the resources needed 

(effectiveness).    

Recommendation:  

• A promising new program, the Family Navigators, should be studied to evaluate 

their impact and to determine how they can best support parents in navigating the 

court process. 

2.3.4 Court Appointed Special Advocates 

The Pima County Juvenile Court’s Court Appointed Special Advocates (CASA) program has 

grown considerably since its inception, serving 280 children in CY 2016 and currently 

handling 20 new referrals each month. CASAs are only appointed in about 7% of cases, 

though if they were more readily available, some judges interviewed said that CASAs would 

ideally be available for all youth.  The CASA program is supported by five program 

coordinators who oversee 20 peer support coordinators and 210 CASA volunteers. There is 

minimal turnover of CASA volunteers. One main concern of the program is the lack of 

sustainable funding. The CASA program is funded by 30% of the state of Arizona’s unclaimed 

lottery winnings and through VOCA (Victims of Crime Act) grant funds.  Another concern 

is the underrepresentation of Hispanic CASA volunteers - around 25% of dependency 

children who may use CASA advocates are Hispanic, but a minimal percentage of CASA 
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advocates are Hispanic. Retaining a diverse staff of CASA advocates is important when 

helping children involved in the court process. The CASA program has done an excellent job 

recruiting and supporting volunteers in the community, and a grant is currently being used to 

recruit diverse and community representative CASA advocates.  From a procedural justice 

standpoint, CASAs help give children and youth a voice in court, and they are able to identify 

solutions that will be more effective in providing for the children’s needs and reuniting them 

with their families.  

Recommendation:   

• Continue to seek funding and support for CASA while recruiting for CASA 

volunteers in the community.   

2.3.5 Mediation 

The Pima County Juvenile Court Mediation program started in the late 1990’s and has grown 

in size since inception, with 2016 seeing just shy of 2000 cases sent to mediation. All the 

mediators must have an advanced degree and participate in mediation training before working 

for the court to ensure that the mediator has knowledge of both the negotiation aspects of 

mediation as well as the legal portion of the case.  Referrals for mediation come from the 

judge or from the party through a self-referral to mediation. Mediation is deemed 

inappropriate if issues of domestic violence or an imbalance of power are raised during the 

screening process. 

The mediation team works closely with the judges every day.  Currently, the mediation team 

is working on one new mediation program regarding pretrial actions in severance cases, and 

another special program targets cases involving children who are under the age of three; which 

is also part of Pima’s “Building Blocks to Reunification” Model Court subcommittee 

discussed in this report. These cases involving vulnerable populations are a strong example of 

Pima’s commitment to procedural justice. Additionally, the mediators are extremely 

productive in their sessions as they give the parties an exhaustive overview of the different 

tracks their case may take, and they also contribute to procedural justice because parties 

participating in mediation are able to express themselves fully. 
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Finally, the mediation calendaring system is effective because established guidelines indicate 

the length of time for which each type of mediation session should be scheduled, there are 

enough mediators to prevent untimely delay, and the mediators are housed at the courthouse 

making the sessions readily accessible.   

2.3.6 Family Drug Court 

Pima County’s Family Drug Court is a program that allows mothers and fathers who are 

parties in a dependency case to voluntarily participate in an intensive series of court and 

treatment sessions, where they are publicly praised by the judge and their peers for their 

accomplishments and are given access to resources or other assistance throughout the 

program, even when their efforts fall short of expectations. Parties have up to four months to 

join the program after the removal, and if they choose to join the program, they are set up 

with recovery support specialists, who are described as the “backbone” of the program.  The 

recovery support specialists and other Family Drug Court staff will meet with the parents 

before they officially join the program and will provide assistance with filling out the required 

paperwork and explain the program while also sharing their own stories, as many of the 

specialists were once in recovery themselves. Currently, these recovery support specialists are 

grant-funded positions.  

Arizona Department of Child Safety (DCS) has a case manager unit in the courthouse co-

located with Family Drug Court staff. Recovery support specialists and DCS case workers are 

all grouped in one area which allows for the court to conduct family focused planning and 

coordination of services. 

All in all, the Family Drug Court had an 84% reunification rate for all participants, and a low 

4% reactivation rate in 2016, a remarkable demonstration of productivity. The Family Drug 

Court currently serves 60 parents and 90 children and is an integral component of Pima’s 

Juvenile Court. However as noted in Section 2.5, sustainability of this productive program 

needs to be reinforced as the SAMHSA grant that funds the program is set to expire in less 

than two years.    
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Recommendations:   

• County funding should be allocated for the permanent employment of recovery 

support specialists.  

• At the earliest possible time, alternate funding options should be sought for the 

continuation of Family Drug Court operations. This could include budgeting County 

funding for the program, looking toward outside funders, or applying for new grants.  

2.3.7 Dependency Alternative Program  

In response to a 50% increase of children in out-of-home care in 2012, the Pima County 

Juvenile Court created the Dependency Alternative Program (DAP) in 2015, a unified case 

management approach in a siloed court system. The original goals of the DAP were to divert 

dependency cases in a protective manner while conserving time, money and resources. The 

DAP led to an increase in assistance for self-represented litigants and eventually 20% of 

dependency filings were dismissed pre-adjudication, many with alternative orders established 

to protect the child. 

The DAP is a voluntary program that allows families the opportunity to make informed 

decisions, have input regarding the best interest of the child, communicate and reach 

consensus, and have accessibility to the court to obtain orders the same day. Private petitions 

are screened for eligibility; nearly all are filed by self-represented litigants. DCS refers families 

prior to filing a petition. Families meet with an attorney who explain the process, answer legal 

questions, and review legal options. The family, petitioner, attorney, and interested persons 

participate in a settlement conference with a mediator to negotiate a resolution.  When 

agreement is reached, the attorney and mediator prepare and file necessary documents on 

behalf of the parties. 

The DAP has proven to be a tremendously successful and cost-saving program, and the Pima 

County Juvenile Court expects to increase the number of families served in the near future.  

The DAP is a program that further shows the Court’s commitment to sustaining the 

relationship between families before a petition is even filed, which allows for the families to 

save time and money while learning how to best keep their case out of court. The services 
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utilized in the DAP program are like those utilized after a petition has been filed, but the goal 

is that through early intervention families will be enabled to repair their relationships before 

the court officially becomes involved. The DAP is a great example of both procedural justice 

and effectiveness9.   

Recommendation:  

• As a new program, DAP should continue to be studied for its impacts on decreasing 

the filing of petitions and longer-range outcomes.   

2.4 What is the Impact of Judicial Rotation on the Outcomes in Court? 

The issue of judicial rotation is a hot topic in almost every jurisdiction, and particularly in 

juvenile and family law.  Those favoring judicial rotation argue that it gives judges a better 

grounding in all areas of law, from evidentiary matters to social sciences.   

In Pima County, there is a difference between rotation for judges and commissioners. Judges 

rotate between criminal, civil, and family divisions, with a required two-year rotation onto 

the family bench during the first ten years of the judge’s career. The rotation in family can be 

to probate, juvenile, or domestic relations court. The rotation preferences of individual judges 

are taken into consideration by the Presiding Judge when making assignments.  

In the past, commissioners were appointed to either the juvenile, domestic relations, or 

probate courts for the duration of the career. More recently, based on the recommendations 

of a committee made up of judges and commissioners, the Presiding Judge adopted a rotation 

schedule where commissioners would rotate between juvenile, domestic relations, probate, 

and IV-D (child support) cases for fixed periods of time. The purpose of implementing 

rotation for commissioners was to help them become better judges and gain a broader 

understanding of family dynamics. The Presiding Judge began following the commissioner 

rotation schedule four years ago, which can be seen in Appendix H.  

The NCSC reviewed judicial and commissioner rotation schedules and interviewed judges 

both during and after the site visit and heard several perspectives, including the following:   

                                                           
9 Retrieved from Tina Mattison, Deputy Court Administrator, August 28, 2017 
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• Having an understanding of family and juvenile law helps a court officer to understand 

family dynamics better. Rotation was not entered into lightly, but in consultation with 

judges who had served in both courts. It was intended to bring in new blood while at 

the same time also bringing in experienced people. After the rotation was first 

implemented, some modifications were made. People that have rotated through have 

uniformly been thrilled to have exposure to the various areas of law, and to have the 

privilege to serve in juvenile court.   

• Judicial rotation can impact the outcomes in court, especially when detention or 

severance is at issue.  When a judge that has been working on a case long enough to 

warrant a severance trial is forced to rotate to a different division and a new judge 

comes onto the case, the new judge may be hesitant to hold the severance trial so soon 

after taking over the case. While this decision proves judicious because severing a 

parent’s rights cannot be easily undone, it also prolongs the placement of a child who 

has already been through many traumatic events and needs stability. Judicial rotation 

can also impact detention sentences.  During the NCSC site visit, the team was made 

aware of instances where newly rotated judges may hand down harsher sentences, i.e. 

sending children to detention for seemingly minor offenses, where tenured judges may 

have let the child go with a family member until their next trial. 

• One community representative stated that there are benefits to rotation, such as when 

a new judge comes into the juvenile rotation and is enthusiastic and engages in 

community efforts, such as with the educational reform work.  But reform efforts 

which target intractable social problems will usually take longer than three years to 

gauge the effects. When the judges rotate, their new assignments make it impractical 

for them to remain involved in the community work and the reform effort not only 

“loses all that momentum, but the work flatlines, and we have to start all over again 

at square one.”  Other community representatives uniformly talked about the 

importance of the juvenile judge’s role in the community, that their participation in 

committees is what truly marks the judicial officers as “dedicated and visible 

community leaders.”  Community partners expressed appreciation for numerous 
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initiatives that benefitted from judicial involvement.  While one community 

representative was supportive of rotation policies, the others were not, and several 

expressed the sentiment that if the judges had to rotate, they should rotate perhaps 

every five to ten years.   

• One judicial officer spoke out against rotation because it frustrates some of the 

purposes of “One Family, One Judge.”  “These kids need one person in their lives that 

cares for them, and you hear that from them when they talk [about] ‘My Judge.’”   

• One judge remarked that he did not want to be rotated out, but once he was out, he 

realized how taxing the juvenile court rotation could be, and the toll that it was taking 

on him.  It is a high stress, high tension rotation, and he did not realize how much he 

needed a break. Each rotation gives you more skills for the next; it serves as great 

interdisciplinary training for each bench.  That said, the court might do well to avail 

itself of the significant expertise and dedication of those judges who wish to serve the 

juvenile court beyond the average rotation length.  

• Several judges explained that they were not opposed to rotation, but have great 

concern regarding the impact of rotation on juvenile committee work and structure. 

Much of the strength of the Pima County Juvenile Court has been derived from 

committee work. Examples include the education initiatives, JDAI, DAP and Model 

Courts. 

• Many judges noted that the judicial rotation policy must be flexible to benefit the 

community served. 

Those interviewed acknowledged that there were varying and equally justifiable viewpoints 

and it would be impossible to satisfy everyone.  Interviewees noted that the Presiding Judge 

and court leadership are charged with overseeing the court which requires the assignment of 

judicial resources to meet the needs of the entire community.  Judicial officers and community 

members alike offered several ideas for Pima County leadership to consider:   

• Extend the amount of time per rotation to a minimum of five years, and consider 10 

year rotations.     
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• Keep a similar rotation schedule, but allow for rotation back into Juvenile Court 

sooner than every seven years under the current schedule.  

• If rotation is going to exist, rotate Juvenile to Probate for a two-year assignment, with 

a Juvenile assignment of seven years, along with one year in IV-D matters.   

• Allow Commissioners to stay on the juvenile bench permanently to establish a 

knowledgeable and experienced “juvenile core,” while having judges rotate on and off 

the bench. Several persons opined that the commissioner rotation of every three years 

presented the most challenges within rotation.  Perhaps more flexibility, akin to that 

offered with judicial rotations, could be extended to the commissioners’ rotations.   

• “There is a middle ground, but people won’t like it: conduct periodic judicial 

performance reviews.  If you have people that are passionate about their work in 

juvenile court and they are doing it well, you shouldn’t rotate them.  You will also 

have people that don't want to be there or others that aren’t doing their job and they 

should be rotated.”     

• Committee work could operate more like Task Forces, or a charter could be 

established such that initiatives could be timed to be substantially implemented within 

a rotation term.  Prior to a judicial officer leaving the rotation and the committee, an 

assessment of the effort could be conducted and perhaps sunset in order to pave the 

way for a new judicial officer and new initiatives.   

Recommendations based on the assessment of the current system:  

• Consider re-establishing a committee to assess the current commissioner rotation 

schedule and make recommendations regarding any modifications.  

• Conduct an assessment to determine the impact of the current rotation schedule.   

Now that the rotation schedule has been in effect for over four years, a review of the 

schedule will allow those who have rotated in and out of juvenile court to share their 

experiences. It is suggested that a survey be administered to those who are currently 

on the bench and those who have rotated off the bench over last four years. After 

completing the survey, focus groups should also be conducted so that participants can 
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speak freely and voice their successes and challenges relating to the rotation schedule. 

• Consider how the impact of rotation on committee work can be ameliorated.  After 

being rotated onto a different bench, possibilities should include Presiding Judge 

encouragement to participate, attend virtual or remote meetings, participate in time-

limited or task-specific committees, or permission/time to attend committee meetings.  

Integral to a discussion of rotation is consideration of the steps taken to prepare judges and 

commissioners to assume a new area of law. Currently, the Presiding Juvenile Court Judge 

works with incoming judges and commissioners to prepare them for their juvenile rotation by 

inviting them to attend committee meetings, bench meetings, and to observe court 

proceedings in the months leading up to their rotation. During the first two weeks of their 

assignment, they meet with juvenile division directors to obtain an overview of Juvenile 

Court. They maintain a minimal caseload and observe other court proceedings. Concern was 

expressed by a number of internal and external stakeholders regarding newly rotated judges 

not having adequate training before taking cases. This request for implementing more 

extensive training requirements for newly rotated judges was made because the current 

rotation period of three to four years often results in two years of “learning” the ways of the 

juvenile bench, followed by one-two years of showcasing the judge’s experience before being 

rotated out shortly after having finally “understood” their role in juvenile cases.  

Despite this comprehensive training process, several interviewees stated that two weeks 

training prior to assuming a juvenile caseload was not sufficient.  It was recommended that 

perhaps the juvenile rotation could coincide with the Judicial College or another Juvenile 

Court training so that when the new judges came on, they would have a full understanding 

of the legal and social issues that exist in juvenile law.  Training involving a mock trial would 

be particularly helpful.  It was also recommended that the mentorship program be more 

formalized and perhaps more incentivized.  As it stands, judges are assigned a mentor, and 

that mentor may or may not be available.  Even though it is a collegial bench all the way 

around, it could be helpful to have mentors be more available especially in the beginning of a 

judge’s rotation.   
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Recommendation:  

• In terms of helping to overcome any challenges posed by judicial rotation, the 

NCSC Team recommends providing additional training and mentoring to new 

judges in alignment with the recommendations presented on training below.  

2.4.1 Benchbook 

The Benchbook given to newly rotated judges contains a wealth of written material and serves 

as an excellent primer for juvenile court practice.  Judges said it aided them greatly and would 

be even more useful if it were available electronically and was thus searchable or if a tabulated 

index could be added to the written version so that the judge could easily access the 

documents needed at a moment’s notice.  

2.4.2 Judicial Training Processes 

The Pima County Juvenile Court has an impressive core curriculum for Juvenile Court.  

Currently, newly rotated judges attend Dependency and Delinquency 101 as required training 

sessions and meet with representatives from internal programs before taking cases from the 

bench. These courses provide an excellent overview of the myriad juvenile issues the judges 

will be facing, but do not have a moot court or practice-based component, which a couple of 

judges opined could be helpful.  As noted above, a few judicial officers also stated that two 

weeks’ training was insufficient.    

2.4.3 Mentoring 

Collegiality among Pima judicial officers was frequently cited as a system strength.  

Additionally, there is a mentorship program in which a sitting juvenile judge is assigned to the 

new judge. The new judge is invited to reach out at any time, and some do.  One judge 

recommended that mentorship activities be more formalized because new judges may be less 

likely to reach out. Establishing a court observation schedule by the mentor would be 

extremely informative. Regular meetings, perhaps even structured around the modules 

presented in Dependency and Delinquency 101, both offered by the Administrative Office of 

the Courts, could strengthen mentorship to an even greater degree.   
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Recommendations regarding training and mentoring:   

• Consider the various viewpoints and some of the ideas suggested to see if they could 

be piloted in a way that would support judicial expertise across benches, which 

would infuse energy into the juvenile bench and prevent burnout.   

• Consider timing rotations to coincide with dependency and delinquency trainings, 

either with Dependency and Delinquency 101, or one of the many other trainings 

available from various outlets in Arizona and nationally. These outlets include the 

National Judicial College,10 NCSC including ICM (distance-learning) courses,11 

NCJFCJ (CANI),12 ABA Center for Children and the Law,13 Arizona State and 

National CIP trainings, and OJJDP14 offerings.  There are also several retired and 

nationally recognized judges currently residing in Pima County.  These judges train 

on juvenile issues across the country and represent an underutilized treasure to the 

community.  

• Finally, consider retooling of the Judge Mentorship program to allow for in court 

observation.  This would allow the experienced judge to provide the newly rotated 

judge with achievable goals for improvement, while also infusing Model Court 

principles back into the Court. 

2.5 What is the Ability of Pima County Juvenile Court to Sustain, Advance and 

Achieve the Goals of Model Court and Juvenile Justice Now and in the Future? 

As noted in the beginning of this report, a “High-Performing” court is one optimally equipped 

to sustain, advance and achieve its goals.  It is characterized by a networked and collaborative 

judicial culture that seeks to continually self-examine, learn, and implement change.  This is 

evidenced in Pima County in the very request for this report, and was echoed by every single 

                                                           
10 http://www.judges.org/  
11 National Center for State Courts Institute for Court Management; http://www.ncsc.org/Education-and-
Careers/ICM-Courses.aspx  
12 National Council of Juvenile and Family Court Judges Child Abuse and Neglect Institute; 
https://www.ncjfcj.org/our-work/child-abuse-and-neglect-institute-cani  
13 American Bar Association; https://www.americanbar.org/groups/child_law/what_we_do.html  
14 Office of Juvenile Justice and Delinquency Prevention; https://www.ojjdp.gov/programs/tta.html  

http://www.judges.org/
http://www.ncsc.org/Education-and-Careers/ICM-Courses.aspx
http://www.ncsc.org/Education-and-Careers/ICM-Courses.aspx
https://www.ncjfcj.org/our-work/child-abuse-and-neglect-institute-cani
https://www.americanbar.org/groups/child_law/what_we_do.html
https://www.ojjdp.gov/programs/tta.html
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judicial officer and staff member who all mentioned the collaborative environment of the 

Pima County Juvenile Court.  It is also demonstrated by reactivation of the Model Court 

meetings and by a host of reform efforts including Education for children in foster care; the 

use of evidence-based practices, and Building Blocks for Reunification.    

The High-Performance Court Framework then encourages courts to evaluate performance in 

terms of customer satisfaction, efficiency, and productivity.  Effectiveness relates to a court’s 

ability to achieve its goals in successfully completing and following through on activities that 

matter to customers. Procedural satisfaction is the extent to which court customers perceive the 

court as providing fair and accessible service to all who enter the courthouse doors. When 

evaluating the numerous programs and initiatives in Pima County, the NCSC Team observed 

that effectiveness and procedural satisfaction were not easily distinguished, as many programs 

could be favorably seen from both perspectives. As has been referenced in this report 

previously, the term “customer satisfaction” has been used to envelop both effectiveness and 

procedural justice.  

Additionally, efficiency concerns the relationship between planned processes and actual 

processes that a court uses to resolve cases. Productivity focuses on whether court processes 

make the best use of judge and staff time.  

As Pima County seeks to focus specifically on how judicial resources translate into outcomes, 

consideration of the use of resources (internal operating perspective) and target outcomes 

(customer satisfaction) have been presented above along with some considerations for further 

study and ideas of how these elements can be documented.   

2.5.1 Sustaining an Experienced and Participatory Bar 

The attorneys who work for Pima County’s Public Defense Services (PDS) are a group of 

experienced, knowledgeable professionals who have dedicated their careers to representing 

children and families. The NCSC Team met with representatives from the public defender’s 

office, county attorneys, and contract attorneys who represented children and families in both 

delinquency and dependency cases. All attorneys in attendance stated that there was an 

extremely strong local attorney Bar in Pima County, and the collaboration between the 

attorneys and the Court was beneficial. Pima has a tremendous group of experienced 
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attorneys, but recent changes in the delivery of representation services have placed the 

previously strong relationship between the Bar and the Court under strain. The ability to 

retain more experienced attorneys while simultaneously getting the newer attorneys up to 

speed are the main reasons behind the NCSC Team’s belief that the attorneys represent the 

biggest threat to the sustainability of the court.   

Historically, the attorneys of the Pima County Juvenile Court have enjoyed close 

communication with the Bench and involvement in court improvement committees.  There 

have however been recent changes in the structure of attorney administration and assignments 

put in place by the County through Public Defense Services.15  PDS currently oversees the 

Office of Court Appointed Counsel, Office of Children’s Counsel (made up of attorneys who 

exclusively represent children), and Public Defender’s Office (made up of attorneys who 

represent parents). PDS’ Public Defender’s Office is partially based on the Washington State 

Office of Public Defense model which is intended to balance cost control with effective 

representation and social work integration; however, the Pima model does not include an 

equivalent salary structure for attorneys or social workers to support attorneys.  The result in 

Pima County is that some of the most experienced attorneys are not part of the mentioned 

offices and are now only assigned to cases in the event of a conflict.  When the NCSC Team 

met with some of the more experienced attorneys, they expressed concern that they may not 

be able to continue to do juvenile work due to the lower caseloads and payment policies.  Loss 

of these experienced attorneys would present a significant detriment to the Court’s 

functioning.  They are the backbone of court programming.  These attorneys understand the 

balance between that must be struck between collaborative and adversarial representation.  

They understand and support the mission of the Pima County Juvenile Court, and they have 

significantly contributed to the development of the Model Court.   

From a customer service perspective, an experienced and participatory local attorney Bar 

provides parties with better access to justice and more effective representation, therefore 

increasing the likelihood of better court outcomes for families. From an internal operating 

perspective, well-prepared attorneys help the court operate more efficiently by avoiding 

                                                           
15 https://webcms.pima.gov/government/public_defender/ (accessed August 29, 2017).   

https://webcms.pima.gov/government/public_defender/
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continuances and assisting in more timely dispositions.  The recent caseload and payment 

policy changes with the attorneys should be evaluated carefully to ensure that they do not 

encourage experienced, professional attorneys to leave juvenile court in favor of better pay, 

as this could negatively impact overall court processing and court efficiencies.   

2.5.1.1 Communication  

There have been a number of recently changed attorney contract provisions, and open 

conversation is likely to encourage attorneys to remain available for court appointments.  The 

Court, PDS, and attorneys should work to enhance communication regarding issues of 

mutual concern, including court calendaring, payment, training, access to records, etc. As 

occurs in Utah and other jurisdictions, Pima County could establish an agenda between the 

court and attorneys to work on together and meet on a periodic basis to resolve issues that 

arise from both the attorneys and the court.  The attorneys expressed that judges and court 

administration had been supportive of attorney’s concerns and were open to hearing 

suggestions for improvement.  

2.5.1.2 Training  

The attorneys shared their desire to participate in more extensive training and mentoring for 

their colleagues. There is a need for more experience in dependency and delinquency cases, 

defined as years of experience, variety of party representation (i.e., children v. parent), ability 

to understand the difference between collusion and the adversarial process, and passion for 

representing children and families. This will allow for the attorneys to best serve the children 

and families in delinquency and dependency cases because they will know what the 

consequences of their suggestions and defenses are for both parties, and will take a holistic 

view of each case-seeing all cases as chances for reunification (if dependency) or returning the 

child back to a wholesome life outside of detention (if delinquency).  

2.5.1.3 Access to Court Records  

There are concerns with access to case files both physically and online. Attorneys must 

physically present themselves downtown at the Clerk’s Office to gain access to printed copies 

of their cases, for which they are charged, and they are not allowed to save files to a USB 
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drive. Contract attorneys do not have access to AGAVE.  These issues present due process 

and fairness concerns because equal access cannot be ensured when all attorneys do not have 

access to the same records. This lack of access also breaks down the unification of family 

cases, as a parent of a juvenile may have a pending criminal case which could be of 

significance in the juvenile’s case.  It is of vital importance that the Court and PDS work with 

the County to consider how these barriers can be removed.   

Recommendations: 

• As a matter of equal justice, it is recommended that contract attorneys be 

granted greater access to AGAVE or AGAVE web.  Security requirements can 

be established through a memorandum of agreement. Possibilities for granting 

access include the use of attorney numbers to determine which cases can be seen 

in AGAVE (web).  

• Strengthen the attorney mentorship program. Experienced attorneys should be 

given opportunities to mentor new attorneys, and new attorneys should be able to 

experience or observe their mentors serving on both delinquency and dependency 

cases, as well as representing both parents and children.  As the attorneys do not 

work directly for the Court, these opportunities should be provided by Public 

Defense Services (PDS) and the attorneys should be paid for their services, whether 

through PDS or statewide IVE funding or CIP funding is possible. The Court 

should work with the PDS and the attorneys to figure out who the best mentors 

may be.  

• The Court should meet with court appointed attorneys to consider their role and 

vision in the future.  Agenda items could include attorney mentoring, records 

access and other administrative matters.   

• The Court should investigate funding for Attorney and Stakeholder training 

and mentoring.  It may be possible to access either statewide IVE funding or CIP 

funding to provide new and seasoned attorneys with more training opportunities.   



Pima County Juvenile Court Operational Review  Final Report 

 

National Center for State Courts 44 
 
 

2.5.2 Data-Informed Sustainability Planning 

The ability of Pima County to sustain and advance its goals now and in the future, according 

to the High-Performance Framework, depends upon the sharing of performance results, and 

this is an area that presents itself for consideration:   

A [presiding] judge or a court’s leadership team can build broader support 

among the justice system community by circulating results. Because customer 

satisfaction is a focal point of performance, the sharing of performance results 

among judges and managers is paralleled by conversations between court 

leaders and customers, particularly attorneys. This dialogue serves to provide 

information and a rationale for planned refinements, to gain feedback helpful 

in interpreting past performance results, and to learn what additional concerns 

customers have about administrative practices.16 

Currently and by choice, individual judges do not receive weekly or monthly case 

management reports that show the degree to which their cases are in compliance of 

recommended dependency or delinquency timelines. The Pima County Juvenile Court used 

to distribute data including the age of cases to the judges, but the judges requested that they 

not receive data regarding cases that had not originated in their respective caseloads and 

requested that more data on monthly caseloads, as opposed to annual caseloads, be presented. 

Individual judges are still able to ask their assigned data specialists to provide an analysis of 

their current dockets and staffing, but court wide reports are not received.  

Recommendation:  

• Monthly standardized data reports should be given to judges and 

commissioners. This should not be dependent upon which judge or commissioner 

initially started the case.  

The areas of performance in the first two perspectives are measurable and can ultimately be 

documented with systematic data, such as the performance measures promulgated by NCSC’s 

CourTools, e.g., clearance rates, or OJJDP measures related to delinquency (See Appendix K). 

                                                           
16 Ibid at 66 
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As discussed earlier, Fostering Court Improvement,17 is a non-profit which provides data from 

Dependency Court and Child Welfare Agencies, such as time to permanency or percentage 

of cases that result in reunification.  Arizona is on the Fostering Court Improvement’s website, 

but their data is not accessible. If the data were accessible, the Pima County Juvenile Court 

could compare its performance to that of other states that are on the website. When 

interpreted appropriately, such data would provide concrete information on how well a court 

is doing its job. Once Arizona does obtain that data, the Pima County Juvenile Court can 

compare itself to courts regionally or nationally. Further, courts can gain the trust and 

confidence of members of the public and policy makers when they share this information and 

demonstrate a willingness to receive and act on feedback.  

Recommendation:  

• The Pima County Juvenile Court should work with Arizona’s Court 

Improvement Program Director to make Arizona’s Fostering Court Improvement 

data available. Such access will give Arizona courts an opportunity to assess their 

performance.  

The Pima County Juvenile Court has great data capacity.  The community at large should 

have greater access to data demonstrating the benefit of court programs.  NCSC recommends 

publishing a type of “Community Report Card” like the below to monitor performance 

internally and to demonstrate the court’s contribution to the community.  Such measures are 

relevant to court managers, judges, funders, and members of the community.   

                                                           
17 http://fosteringcourtimprovement.org/index.php  

http://fosteringcourtimprovement.org/index.php
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Figure 1: Sample Community Report Card 

See also Utah’s Juvenile Court Report Card to the community in Appendix L.  

Because the Pima County Juvenile Court is already adept at collecting data, this is only a 

matter of thinking through the specific measures that are most relevant for 1) program 

management internally; 2) communicating with the community externally.  These are ideas 

that were also promoted within the Court’s 2016 Strategic Plan.  Pima County has been both 

active and successful in following through on earlier strategic planning endeavors and is 

encouraged to continue its work in this area.   

Recommendation:  

• The Pima County Juvenile Court should publish an annual report card to be shared 

with the community. Once the performance measures are established and made 

public, court leadership should be prepared to use the results as the basis for ongoing 

court improvement.   

• Expand the collection of data analytics. The Pima County Juvenile Court should 

figure out what should be measured to determine effectiveness and then how each 

program contributes to each decided upon dimension.  Some promising programs that 

would likely demonstrate return on investment include the Recovery Support 

Specialists, Family Navigators, DAP, Family Drug Court Program, ACES and 

CASA.   

Effectiveness 

Recidivism Rates 

Procedural Fairness 

Client and Attorney Services 

Efficiency 

Timely Case Processing 

Productivity 

Reunification 
Graduation Rates 
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2.5.3 Ongoing Committee Work  

Committee work is particularly important in the Pima County Juvenile Court.  Its judges and 

commissioners contribute to committee work to continue to ensure that the programming is 

progressing and supporting the goals of reunification (dependency) and restoration to the 

community (delinquency). A full list of the Pima County Juvenile Court committees and 

subcommittees can be found in Appendix I. 

The Pima County Juvenile Bench is currently working to obtain maximum representation on 

many different committees. With the current rotation schedule, certain committees have 

found themselves without Pima County Juvenile Court representation during the transition 

period of judges from the bench.  As stated above, it may be beneficial to consider shorter, or 

task-specific, judicial assignments to committees.  Also, Other ideas include that any judge 

who rotates out or retires from the bench ask their replacement mentee judges to accompany 

them to a couple of committee meetings and assist with committee work during the time of 

transition.  

2.5.3.1 Model Court Dependency Collaborative Subcommittees  

The Pima County Juvenile Court used to have regular model court steering committee 

meetings when they were still operating under a “Model Court” status but later stopped 

holding meetings. Recently, the meetings were revived due to a court-wide desire to improve 

court operations and find new ways to help children and families. The mission of the Model 

Court Dependency Collaborative Subcommittee is that “strong, healthy families will be 

created and supported by enhancing and improving the dependency court process through 

collaboration with families, professionals, organizations, and the community.” The Court 

currently has three subcommittees working on Education for Children in Foster Care, 

Building Blocks for Reunification, and Evidence-Based Services and Treatment, discussed 

below.   

2.5.3.2 Education for Children in Foster Care Subcommittee 

Pima County Juvenile Court’s Education for Children in Foster Care subcommittee focuses 

on providing education to and regarding children in foster care throughout Pima County and 
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the state with help from the “Every Student Succeeds Act,” which supports local and national 

education programs through grants. The education subcommittee recently celebrated the 

expansion of “FosterEd” to a statewide program, and is working to provide education to the 

community using Every Student Succeeds Act funds. The education subcommittee is also 

working to increase awareness within the behavioral health, court, and DCS worlds regarding 

the connection between educational stability and academic success. The subcommittee is 

focusing on raising the number of placements available in the school districts where children 

are initially enrolled at the time of removal so that the children can stay in their respective 

school district. 

The education subcommittee work represents Pima’s commitment to customer satisfaction 

and effectiveness. The desire to keep children in their own school district shows that Pima 

aims to minimally disturb the child during an already stressful time in their lives, while 

recognizing that academic stability leads to success in school and in the future.  

2.5.3.3 Building Blocks for Reunification Subcommittee 

Pima County Juvenile Court’s “Building Blocks for Reunification” subcommittee focuses on 

increasing permanency for children under three years old, increasing the reunification rate 

and expediting permanency for children from birth to five years old, improving case 

compliance with statutory timelines, and improving the flow of information between DCS 

and behavioral health providers. The Building Blocks subcommittee recently completed a 

logic model for a pilot study on reunification progress mediation, which can be seen in 

Appendix M. The Building Blocks subcommittee’s goals emphasize the Pima County 

Juvenile Court’s commitment to reunification, specifically with those populations who are 

most vulnerable. 

2.5.3.4 Evidence-Based Services/Treatment Subcommittee 

Pima County Juvenile Court’s Evidence-Based Services/Treatment (EBT) subcommittee was 

recently tasked with compiling a list of available evidence-based and informed services in the 

Tucson area so that they could be used to improve the quality of treatment and service 
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provided to children and families in child welfare cases.18 To determine which treatment 

options were evidence-based, the EBT sub-committee used the following definition:  

“Programs for which multiple, high-quality, randomized controlled trials 

(studies) have been conducted with a child welfare population that resulted 

in consistent positive findings. These programs are highly rated in the 

research and should be selected whenever possible.” 

Pima County currently utilizes nine evidence-based programs, seen in Appendix N.  

Using the indicators established by this committee, the Pima County Juvenile Court’s services 

and treatments have been demonstrated effective for juvenile. The efforts of this committee 

also demonstrate the court’s commitment to reunification and re-entry into the youth 

population.  

2.5.4 Family Drug Court  

Pima County’s Family Drug Court and the mentioned recovery support specialists make a 

marked difference in the lives of the participants.  This is evident by the low recidivism rate 

of the Family Drug Court.  The NCSC Team also heard from several mothers who shared 

their stories about their victories with sobriety and reunifying with their children while 

participating in Family Drug Court.  

However, under-utilization and funding issues are obstacles to sustainability.  As previously 

discussed, the Family Drug Court currently serves 60 parents and 90 children but has the 

capacity to serve 90 parents and 130 children. Some type of “marketing” may be effective in 

allowing the Family Drug Court to operate at full capacity.  

The Family Drug Court is funded through a SAMHSA grant that is due to expire in a year 

and the Recovery Support Specialists are also grant funding.  Loss of either resource would 

negatively impact the community.   

Recommendations:   

• County funding should be allocated for the permanent employment of recovery 

                                                           
18 April 7, 2017 Memo re: Evidence-Based Parenting Programs. 
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support specialists.  

• At the earliest possible time, alternate funding options should be sought for the 

continuation of Family Drug Court operations. This could include budgeting County 

funding for the program, looking toward outside funders, or applying for new grants 

to sustain the program.  

3. Conclusion 

This report is intended to document and reflect what was evident to judges and court 

management experts that have visited courts across the country: The Pima County Juvenile 

Court is exemplary.  This was evident in the collegial and networked working relationship 

among judges, administration0, community members and staff.  The NCSC Team was truly 

encouraged to see such innovative practices such as the DAP, PHC and JDAI, an effort to 

decrease minority over-representation in detention.  These are issues that trouble courts 

nationally, but that Pima County is actually addressing. The Pima County Juvenile Court 

regularly searches for innovate practices that will advance the provision of services to children 

and families in Pima County, and has implemented numerous programs that have contributed 

to the efficient processes seen in the Court’s daily operations. This culture of self-assessment 

continues in Pima County, as evidenced by a willingness to review the use of judicial 

resources in juvenile court, including judicial officer rotation, and to determine the 

sustainability of the current programs in place. The recommendations in this report are meant 

for the Pima County Juvenile Court leadership and Court staff to consider in current and 

future programming and court administration decisions. It is also anticipated that other courts 

can reflect on the great work of Pima County so that court leadership across the nation can 

benefit from having knowledge of the range of impressive services offered by the Pima County 

Juvenile Court in years ahead.   

 

  



Pima County Juvenile Court Operational Review  Final Report 

 

National Center for State Courts 51 
 
 

4. Appendices 
A. Groups Interviewed During the Initial Site Visit 

 
 Hon. Kyle Bryson, Presiding Judge, Superior Court 
 Ron Overholt, Court Administrator, Superior Court 
 Hon. Kathleen Quigley, Presiding Judge, Juvenile Court 
 Hon. Peter Hochuli, Associate Presiding Judge, Juvenile Court 
 Tina Mattison, Deputy Court Administrator, Juvenile Court 
 John Schow, Director, Juvenile Court Services    
 Stacey Brady, Supervisor, Mediation Programs  
 Krissa Ericson, Supervisor, CASA 
 Chris Swenson-Smith, Division Director, Children & Family Services   
 Rebecca Manoleas, Assistant Division Director, Children & Family Services 
 Maureen Accurso, FDC Supervisor, Family Drug Court 
 Bob Heslinga, Executive Director, AVIVA 
 Angelica Elias, Parent Support Program Coordinator, AVIVA 
 Ed Casillas, Parent Support Program Coordinator, AVIVA 
 Chris Vogler, Division Director, Probation  
 John Jackson, Assistant Division Director, Probation 
 Sheila Pessinguia, Supervisor/Trainings & Programs, Probation 
 Jennifer Torchia, Division Director, Detention 
 Rachael Long, Assistant Division Director, Detention 
 Various attorneys, County Attorney’s Office 
 Various attorneys, Public Defenders Office 
 Various attorneys, Office of Children’s Council 
 Various attorneys, Office of Court Appointed Council 
 Ray Rivas, Division Director, Clerk’s Office 
 Barb Thomas, Supervisor of Courtroom Clerks, Clerk’s Office 
 Anizza Alvarez, Dependency Supervisor 
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B. Review of the Organization’s Programs 

List of Programs in Pima County Juvenile Court 

Detention: 

• PBIS (Positive Behavior Interventions and Supports) 

• Dog Therapy 

• Yoga 

• Spiritual Services 

• Girl Scouts 

• Law Students Program 

• Make A Change – Treatment Readiness Program 

• Crossroads (cognitive behavioral program) 

• Teen Clinic 

• Master Gardeners 

• JTED - Culinary Program 

• University of Arizona Psych Feasibility Study 

• Independent Library Branch that teaches children in detention how to use the public library 
and issue cards.  

CAPE School Programs in Detention: 

• UnJammed Grant Projects (computer coding & card board projects)  

G.E.D.   

Children & Family Services Programs:  

• Adoption Program 

• Court Appointed Special Advocates   

• Dependency Unit  

• Dependency Alternative Program  

• Family Drug Court  

• Family Navigators  

• Mediation 

Probation Programs: 

• YSC-Youth Success Center 

• CREW 

• Crossroads (cognitive behavior training) 
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• ACES 

• GPS Monitoring 

• Carey Guides 

• DV Education 

• Parenting Wisely 

• Strengthening Families 
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C. Administrative Office of the Courts Operational Review 
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D. Judicial Workload Brief (2016) 
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E. Dependency Process 

 

  



Pima County Juvenile Court Operational Review  Final Report 

 

National Center for State Courts 129 
 
 

F. Delinquency Process 
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G. Judge Rotation Schedule 
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H. Commissioner Rotation Schedule 
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I. Committee List 
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J. Vermont Performance Measures 

DCF – FAMILY SERVICES 
DATA 

Cohorts  

1.  Placement Stability: % of 
children with two or fewer 
placements  

children in custody 0-1 yrs  
children in custody 1-2 yrs  
children in custody 2+ yrs  

2.  Time in Custody 
(For children exiting custody 
within past 12 months, how long 
were they in care?) 

 %  under 1 yr 
 %  1 to 2 yrs 
 %  2 to 3 yrs 
 % over 3 yrs 

3.  Re-entry into Custody within 1 
yr of reunification 

For kids who came into custody that CY, what %  had 
re-entered w/in 12 mo? 

4.  Discharge Outcomes  
(for all children discharged from 
custody that year) 

% Reunified 

% Permanent Guardianship1 

% Adopted 

Percent of youth who age out 

Other (e.g., transfer to DOC) 

5. % of children w/ APPLA 
(Another Planned Permanent 
Living Arrangement) or 
transition to independent living 
as case plan goal (point in time) 

% children in foster care w/ case plan goal of APPLA 

% children in foster care w/ case plan goal of indep. 
living 

6. Educational Stability    (data 
only for 2012, 2013, 2014) 

% of school-age youth who remained in their home 
school after entering DCF custody 

7. Kinship Placement  (% of 
children in custody placed w/ 
kin)  

       abuse/neglect cases 
       CHINS (C) beyond control 

       Delinquency 

EDUCATION DATA Cohorts 
Students in 12th grade as of Oct 1   
(DCF population compared to 
general population)                (no 
data) 

no goal set 

CORRECTIONS DATA  
 

 Note re: Education Data: 
“% of foster care children 
who graduate from college” 
was removed because this 

Incarcerated (by gender) 
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cannot be tracked with 
existing data.   (no data) 

  COURT  DATA Cohorts 

8. Due Process: representation of 
parents at Temporary Care 
Hearings                  (no data) 

% of cases in which parents are represented by an 
attorney at detention hearing.    (CHINS (A) & (B), 
regardless of custody) 

9. Due Process: early 
identification of parents   (no data) 

% of cases in which both parents are identified within 
30 days of case filing (for children in custody before 
dispo.)  

10.  Timeliness of Initial 
Proceedings 
  (for all children in custody) 

Median time to disposition (from case filing)                 
% of cases reaching merits within 60 days   

% of cases reaching disposition w/in goal (90 days 
before 2009; 95 days after CY09) 

11.  Median time from case filing 
to 1st Permanency Hearing  

Required for CIP grant (Toolkit Measure).  Court data 
includes all case types, children in DCF custody and 
custody of "other" 

12.  Timeliness of TPR 
proceedings   (the count is for 
TPR motions, not children) 

% of TPR Petitions decided within 5 months of TPR 
filing  
Median time from TPR petition to TPR decision   

13.  Timeliness to Adoption  
                    a.  If no appeal 

 % of cases where adoption occurs within 3 months of 
last TPR decision date 
Median time from last TPR decision to adoption  

  
                     b. If appeal 

 % of appealed cases where adoption occurs within 2 
months of TPR being affirmed  
Median time from Supreme Court’s decision to 
adoption 

14.  Timeliness of TPR appeals 

 % of TPR appeals decided within 6 months of filing 
notice of appeal  
Median time from Notice of Appeal to Supreme 
Court’s decision  

15.  Median length of time to 
permanency outcome  (from 
Case Filing)                              (use 
DCF data?) 

a. Reunification  (Court uses transfer of custody date) 
b. Permanent Guardianship  
c. Adoption  

16.  Judicial Oversight            (no 
data) 

 May 2012: need to decide a measure for Judicial 
Oversight   

17. GALs   (volunteer guardians 
ad litem) 

Number of GALs with CHINS or delinquency case 
load 
Ratio of GALs who are active in CHINS & Delinq. 
cases (in custody) to children served       
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18. Youth in DCF custody with 
a subsequent delinquency  
petition                   (no data) 

Number & % of children currently (?) in DCF custody 
with a subsequent delinquency petition. 
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K. OJJDP Measures Related to Delinquency 
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