
10/3/2019

1

BUILDING A 
COLLABORATIVE 
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Indiana Office of Court Services

Ways We Work Together
Networking: exchange of information
 Agencies meet to inform one another of their procedures, processes, 

resources, and guidelines

Coordinating: making adjustments to accommodate the needs of 
another
 One agency changes their hours so staff are available to receive referrals 

from another agency

Cooperating: sharing of resources
 One agency provides office space and another provides staff so services can 

be co-located
Huxom (1996), collaborativejustice.org
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Defining 
Collaboration

“The action of working with someone 
to produce something.” (lexico.com)

“The process of working together to 
achieve a common goal that is 
impossible to reach without the efforts 
of others.” 
(starterkit.ebdmoneless.org)

“Joining together to make possible 
that which cannot be accomplished 
alone.” (collaborativejustice.org)

Collaborative 
Justice

“ . . . seeks to work toward more 
effective resolution of [complex] 
problems . . . [and] recognizes that 
many criminal justice problems are 
systemic and require a coordinated 
and collaborative response.”

(collaborativejustice.org/what.htm) 
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EVIDENCE 
BASED 
DECISION 
MAKING
National Institute of 
Corrections

Center for Effective Public 
Policy

This Photo by Unknown Author is licensed under CC BY-NC-ND

What is Evidence Based Decision 
Making (EBDM)?

https://info.nicic.gov/ebdm

‘[T]he practice of using 
research findings to inform 
and guide decisions across 

the justice system.’

‘[A] strategic and deliberate 
method of applying empirical 

knowledge and research-
supported principles to 
justice system decisions 

made at the case, agency, 
and system level . . . ‘
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EBDM 
FrameworkPublic safety outcomes will 

be improved when justice 
system stakeholders engage 
in truly collaborative 
partnerships, use research 
to guide their work, and 
work together to achieve 
safer communities, more 
efficient use of tax dollars, 
and fewer victims

https://info.nicic.gov/ebdm

EBDM Principles

The professional judgement of 
criminal justice system decision 
makers is enhanced when 
informed by evidence-based 
knowledge

Every interaction in the criminal 
justice system offers an 
opportunity to contribute to 
harm reduction

Systems achieve better 
outcomes when they operate 
collaboratively

The criminal justice system will 
continually learn and improve 
when professionals make 
decisions based on the 
collection, analysis, and use of 
data and information 
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EBP

vs.

EBDM

Evidence-based practice (EBP): the 
application of research findings to discrete 
practices

 WHAT we do

 Ex: Use of a risk assessment tool to 
inform pretrial release decisions

Evidence based decision making (EBDM): a 
framework for using research to inform 
decisions throughout the justice system

 HOW we do it

 Ex: Understanding the risk principle and 
applying it across decision points

Indiana’s EBDM Policy 
Team
■ Department of Correction

■ Sheriff’s Association

■ Prosecuting Attorneys Council

■ Public Defender Council

■ Public Defender Commission

■ Indiana Supreme Court & Office of Court Services

■ Office of the Attorney General

■ Office of the Governor

■ Indiana Criminal Justice Institute

■ Association of Indiana Counties

■ Division of Mental Health and Addiction

(and others)
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Indiana’s EBDM Decision Points

Arrest Pretrial
Diversion & 

Deferred 
Prosecution

Plea Negotiations

Sentencing
Local & State 
Institutional 

Interventions

Probation, Parole, 
& CC 

Interventions

Community 
Treatment 

Interventions

Pretrial, 
Probation, Parole, 

& CC Behavior 
Responses

Elements of an Effective Pretrial System
National Institute of Corrections

Release decisions 
informed by risk 

Objectives:

Maximize release
Maximize court 

appearance
Maximize public safety

Release options and 
conditions

Stakeholder 
advisory group

Dedicated pretrial 
services agency or 

staff
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BUILDING BLOCKS
How to Build a Collaborative Team

This Photo by Unknown Author is licensed under CC BY

Stakeholders

“[T]hose who have the 
power to influence the 
outcome . . . [and] a 

demonstrated investment 
in doing so.”

Who will impact, or 
be impacted by, the 
decisions the team 

will make?

Who is in a position 
to create change in 

their agency?

Who can become 
an agent of change 
in their community?

collaborativejustice.org/who.htm
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The Team

Lead or Supervising Judge

Court administrator

Elected Prosecutor

Chief Public Defender

Probation and Community Corrections 
Directors

Sheriff & Local Chief(s) of Police

Jail Commander

But Wait, 
There’s More!

(Who impacts, or 
is impacted by, 
the decisions the 
team will make?)

Behavioral health treatment providers

Victim advocates

Housing agencies

Workforce training & development agencies

Educational assistance agencies

Veteran services agencies

Other community- and faith-based 
organizations

Offenders, ex-offenders
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Creating a 
Vision

A statement of a 
preferred future that 
articulates what the 
team hopes will 
result from their 
efforts

“Our community vision is 
for greater accountability 
in the criminal justice 
system and better 
stewardship of criminal 
justice resources.”

(Milwaukee County, 
Wisconsin)

Creating a Vision, cont.

If the criminal justice system in our jurisdiction 
were working ideally, what would be its 
characteristics?

What results would it achieve?

What values would guide how goals are achieved?
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Vision 
statements 

are…

Energizing, inspiring, and 
describe our hopes for the future

About where we want to go and 
why

Simple and easily understood by 
non-team members

Short and easy to explain

Developing a Mission

A concrete statement that describes what the team will do and is firmly 
connected to achieving some part of the vision

“The agencies in the Charlottesville-Albermarle Criminal Justice System 
seek to achieve justice and make communities safer by working closely 
together, applying the best known research to policies and practices, 
listening to those affected by crime, and recognizing that every 
interaction can lead to improved outcomes.”

(Charlottesville-Albermarle County, Virginia)
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Developing a Mission, cont.

What function does our team serve?

For whom does the team perform these functions?

Why do we exist as a team?

What must the team do to achieve its vision?

What are the team’s activities?

Mission 
statements…

Are clear enough that they 
explain the team’s work and 
purpose to an outside party

Focus on what needs to be 
done in the immediate future
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Ground Rules
■ Foster a culture of honesty

■ Encourage listening to all perspectives

■ Recognize the need for full participation

■ Consider equitable distribution of workload

■ Recognize different strengths

■ Cultivate philanthropy

This Photo by Unknown Author is licensed under CC BY-SA

Setting Ground Rules

■ Who will be responsible for completing work 
products? How will members hold each other 
accountable?

■ Are members expected to attend all meetings? 
Can members send designees?

■ How will members deal with conflict?

■ How do members define respect?

■ What kinds of information will be shared with non-
members and how?

■ How will the team handle press inquiries?
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A note on trust…

Honesty (i.e., integrity and truthfulness)

Openness (i.e., willingness to share and 
be receptive to new ideas)

Consistency (i.e., predictable behavior 
and responses)

Respect (i.e., treating people with 
dignity and fairness)

This Photo by Unknown Author is licensed under CC BY

Establishing a Decision Making Process

■ Consensus? Majority vote? Group 
chairperson?

■ Will all decisions be made this 
way? What alternatives, if any, will 
the team use and when?

■ What is the threshold for making a 
decision?

■ What happens if a member is 
absent or represented by 
designee?
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TAKING THE 
TEMPERATURE

Administering the Collaborative Survey

This Photo by Unknown Author is licensed under CC BY-NC-ND

EBDM POLICY 
TEAM 

COLLABORATION 
SURVEY
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Collaboration Survey

■ Establishes a baseline

■ Identify areas of strength & opportunities for 
improvement

■ Re-administer at regular intervals

Make team work part of your 
team’s work!

BUILDING YOUR 
INFRASTRUCTURE

The Role of Agencies in Collaborative Systems

This Photo by Unknown Author is licensed under CC BY-NC-ND
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Collaborative Systems Need 
Collaborative Agencies

System

Agency

Case

Organizational 
Development
“The practice of changing internal 
systems . . . for the purpose of vision 
and mission advancement”

• Reevaluating agency mission, goals, and values 
to ensure they support the collaborative vision 
and agency’s workforce

• Reconsidering policies in light of evidence-based 
knowledge

• Addressing organizational culture

• Providing new knowledge and skills to staff
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BRINGING IT 
ALL 
TOGETHER

QUESTIONS?
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