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PROJECT OVERVIEW
— Project Name: Document Imaging Response to 1997 Budget Crisis

—  Project Sponsor: Jan Michels

— Project Manager: Roger Winters

—  Start Date; March 1997

— Estimated End Date: December 1997

— Bstimated Useful Life: 10 Years
(as ongoing component of Electronic Court Records [ECR] Project)

BUSINESS NEED

The King County Superior Court and the Superior Court Clerk (DJA) continue to struggle against a
persistent and growing tide of hard copy paper. Our 6,000 documents, received on an average day,
amount to over 7 million pages per year. Ordinarily, a year’s equivalent of court documents are
microfilmed to meet the retention requirement of the law, which is “indefinite” or in perpetuity. We
must also film to prevent exceeding the capacity of the space we have in the Courthouse for hard
copy. There are floor-loading issues to be addressed when the amount of hard copy inventory

Zrows.

For the 1997 budget, funds were not available for microfilming. DJA had to propose seriding excess
material temporarily to the Regional Justice Center p/us undertaking the new activity of scanning
documents as electronic images. This scanning, a component of the Electronic Court Records
(BCR) project, is forced on us earlier than we would have planned due to the 1997 budget crisis
relative to ‘microfilming, Some funds for extra help, for scanned document preparation
(disassembling files, removing staples, basic indexing of images to storage media locations), was

included in the 1997 Budget.

Cary Information Consulting, retained by DJA thanks to funds IRC allocated for “ECR Phase 2” in
July 1996, has developed a detailed plan identifying the components to set up scanning for DJA.
We must move quickly to meet our target and convert at least 30% of a year’s load of hard copy to
electronic form. This allows for taking enough files out of our system to weather the 1997 space
crisis. We must obtain the equipment, software, and labor associated with the consultant’s plan

almost immediately.

In King County we have a quickly unfolding plan to set up the Electronic Court Records (ECR)
system beginning this year, Funds from the State Justice Institute and from federal criminal justice
block grant sources have been sought and won to support our project. Our ECR Steering Committee
is actively studying important issues, consultants are joining us to help us detail our process and
schedule for implementation, and teams are at work in the Court and Clerk’s Office to define the
scope of pilot projects and describe the flow of documents and work so these can be replicated in

ECR.
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Though document imaging is only one part of the ECR concept, with direct filing of electronic text
files in computer-readable format our principal goal, imaging is the part which is well established in
businesses and in many courts. We can be confident it will help us with our budget crisis as
predicted because the procedures and results of imaging have already been shown to be feasibie.

Establishing the imaging side of ECR will also take us a giant step into the project. We will obtain
substantial data storage and server resources which will be used both for images and for electronic
text files, which come later. Links to SCOMIS and the County WAN made for imaging traffic will
be the same links used for ECR as a whole. The potential costs when we implement full-scale ECR
will be conversion costs to convert index data to the yet-to-be-designed ECR software.

OBJECTIVES

Strategic: Without compromising the concepts of Electronic Court Records (ECR) or delaying ifs
development, immediately implement a document scanning, indexing, storage, and delivery system
to help DJA remove adequate materials from the stock of Superior Court files to meet necessary
minimums for effective management of hard copy inventories. The resulting project will provide us
with the capability to demonstrate in real time how the Court and file users can access records
stored electronically through use of networks, terminals, and printers. Important features of ECR
such as simultaneous access to records by more than one user will be demonstrated dramatically. As
pilot projects are developed, they will be folded into this project, so we can learn how storage and
refrieval of electronic pages can bring added benefits to active cases, as well as archived records.

Business and Technical: DJA will be able to remove adequate material from its Courthouse file
systems to avoid major operational gridlock and potential physical facility problems. With the
scanning component installation, establish substantial segments of the ECR system, to which
remaining components will be added, minimizing conversion costs and avoiding waste of
equipment. Since the ECR software is yet to be designed and written, renting available image
management software will be necessary; however, the cost of doing so is relatively small and the
later conversion costs will be minimized thanks to the simplicity of the system to be rented.

SCOPE

Working with the plan developed by the ECR Technology Consultant, DJA will quickly obtain the
scanners, rented software, servers, and storage equipment required to process the required amount
of images in 1997, Extra help labor plus labor from existing staff will be used to retrieve, prepare,
and process the requlred hard copy files. Stafﬁng will be organized so that DJA Career Service staff
gain direct expenence and knowledge of scanning. We will guarantee that scanned images can be
retrieved, at a minimum, by methods similar to those now used for microfilm—dedicated
workstations in the Courthouse will be able to generate on-screen or print-out views of all pages
stored in the system, As time and resources permit, we will broaden access to include electronic,
multi-user access via the County’s WAN, which has been evaluated as more than adequate to
handle document image traffic. Beginning with implementation in the downtown Courthouse, we
plan to expand the project to include scanning capacity at the Regional Justice Center as well.
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SCANNING PROJECT SCHEDULE

March:

April;

June/July:

Funding approved. Components of scanning system defined, costs confirmed,
acquisition completed, installation plan developed. (Implementation planning will be
absorbed by DJA technical staff, developed with support from County T&IS staff,
obtained through an extension of contracted services from consultants already
working with DJA and the Court, or a combination of these methods.)

With assistance of King County Procurement, we will obtain necessary servers,
scanners, work stations, storage devices, and other equipment for scanning
operations. Rental of requisite software will be negotiated with the vendor
(consultant assures that this arrangement will be feasible and effective). Decisions
will be made on location of scanners, servers, and storage devices, not all of which
should be on site in DJA’s offices.

Equipment ordered, installed, and tested. Staffing assignments for scanning
operations made. Archive run sets of case files selected for scanning processing.
Pilot project utilization of scanning resource being planned,

Scanning operations begin with small-scale tests and verifications. Initiate full-scale
scanning operations to meet strategic targets for averting budget crisis consequences.

COST AND BENEFIT SUMMARY

B Total Scanning Capacity Development Cost. $227,088

- Non-Quantifiable Benefits.
Learning how to scan will be an important resource for DJA and the Court, as
scanning will always be a component of the Electronic Court Records
capture, storage, and retrieval system. Cooperative decisions made on
housing of system hardware and placement of responsibilities will move
County toward developing economical and effective divisions of labor for
major electronic document management systems.

- Q&M costs.
Labor costs already allocated in 1997 budget will back-fill DJA staffing for

operation of scanning processes. Additional labor will be absorbed by DJA in
“part because it replaces tasks which would have been done if microfilming
programs were still in place. '

- Payback.
DJA will avoid unknown costs of obtaining off-site storage for materials

which must necessarily be removed from the Courthouse in 1997 simply to
avoid operational gridlock caused by overcrowded file systems. These
avoided costs will include offsite storage rental and the labor costs of daily
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retrieval and refiling of papers needed from archived files by the Court, staff,
and public.

The cost/benefit worksheet attached details the costs of equipment, software, and services required
to implement 1997 crisis-avoidance scanning components for ECR.

NON-QUANTIFIED BENEFITS

The ability gained to demonstrate how electronic images (documents) can be stored, retrieved, and
shared by multiple users at the same time will be a substantial selling point for the ECR system as a
whole. We will also enable more efficient access to the remaining hard copy inventory for routine
daily business. An important benefit is to minimize the amount of space used at the Regional
Justice Center to house Seattle-based court file materials. The time and labor required to retrieve
and return materials to that stock of materials will be significant in dollars and substantial in Court

and customer inconvenience.

ASSUMPTIONS AND CONSTRAINTS

L, Hardware will be substantially available without time-consuming procedures, obtainable
through minimal bid requirements from reputable vendors with stock on hand.

2, Software sufficiently robust for tracking and indexing the scanned documents will be
rentable at a reasonable cost from a vendor whose product has already been proven and
tested in applications of similar size and scope. Conversion costs from the rented index
system to the ultimately adopted ECR index system will be minimal.

3 Labor anticipated and provided for the scanning process will be sufficient to achieve the
results proposed in the 1997 budget and beyond. Labor boftlenecks, e.g., for document

preparation, will be avoided.

RISK ASSESSMENT

L Project schedule is ambitious, though what is being implemented has been widely tested and
demonstrated feasible in a variety of complex business contexts, including courts.

2. Conversion costs to eventnal ECR software systems are not strictly predictable.

SUCCESS MEASUREMENTS

I. DJA will successfully scan and remove more than 30% of one year’s microfilm equivalent

from the hard copy stocks it maintains in the Courthouse.

2, Images will be successfully retrievable for ready use in the Court, by court staff, and by the
public.
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3. Scanning, storage, and retrieval systems will be usable by pilot projects developed in 1997
(in criminal case areas defined by the Pilot Project Planning team and perhaps other areas
such as Juvenile Truancy cases) for the handling of “live” cases in addition to archived files.

STAKEHOLDERS

Information Resource Council

Technology Subcommittee

King County Superior Court

Members of the Bar practicing in King County

Department of Judicial Administration

King County Office of the Prosecuting Attorney

King County Office of Public Defense (and defender agencies)
Court of Appeals, Division 1

Information and Telecommunications Services
Self-represented litigants

PROJECT WORK TEAM

Steering Committee: Dale B. Ramerman, Presiding Judge

Technical Advice:

Project Manager:

Michael C. Hayden, Superior Court Judge

Superior Court Commissioner Eric Watness

Superior Court Administrator Mike Planet

Superior Court Clerk Jan Michels

Clerk of the Court of Appeals Anne Noris

Ivan Orton, Office of the Prosecuting Attorney

Maureen Galloway, Office of the Prosecuting Attorney

Jim Crane, Administrator, Office of Public Defense

Roy Howson, Director, Associated Counsel for the Accused

Larry Johnson, Attorney at Law

Larry Berg, Attorney at Law

Jay O’Sullivan, Attorney at Law

Carolyn Ableman, Superintendent of Records, EDMAC member

Dan Aimero, Information and Telecommunications Services Division
Gary McCaig, Information and Telecommunications Services Division
Jean Holcomb, King County Law Librarian

Cathy Grindle, King County District Court

Representatwe of DJA’s EDM Workflow Team (rotatmg)

Robert C. (Chuck) Cary, ECR Consultant to King County DJA

Roger Winters, Records and Research Manager, Judicial Administration
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ECR DOCUMENT SCANNING PILOT PROJECT

L _| l
PROFOSED SYSTEM FOR SCANNING SUPERIOR COURT DOCUMENTS

{ECR Demonstration & Responss to DJA 1997 Paper Load Dua to Not Microfiiming

MAJOR COMPONENTS NO. UNIT TOTAL [REMARKS
‘ I PRICE
.. HARDWARE:
l
image Server
HP Dual Pentium Pro (or Equivalent). 166 mhz. 64
megs RAM. 5 GB Hard drive. Backup DAT Tape
Diive. 1 $25,000 $25,000 {Heart of the system
Robotic Optical Disk Library {Juke Box)
HP 160 FX {or equivalent) 4 Drives. 64 siots (disks}
with 2.6 GB slorage each. 1 $30,000 $30,000 | Can store over 3 million images (pages)
60 2.6 GB dicks 60 $100 $6,000 [Half are for backup
Scanners
Heavy duty high speed scanning, handles duplex papers; one
Fulitsu 42ppm heavy duty duplexing scanner 1 $256,000 $25,000 |instaliation downiown
Video card for heavy duly scenner image input 1 $5,000 $5,000 [Speads entry of graphic knagss to system
Bell and Hows!l (B&H) 1000FB (o7 equivalent) 36
ppm simplex scanner 1 $6,300 358,300 |One installation at RIC
SC8I 2 Interface 1 $300 $300 [For getting B&H scanner images into system faat
Compaq Pentium tower (or equivalant} to control
B&H scanner. 2GB Hard Diive 1 $3,000 33,000
Other Servers
Compaq Pentium (or aquivalent). Network Card for Links network to fax gateway fot imaging intake via faxing
FAX gateway 1 $2,600 $2.500 [{downtown site).
Bar Coda Reader Server 2 $2,500 $5,000 [For data entry of case numbers from file folders
Printers
HP 4000 faser (or equivalent) with graphics Prinlers {o carry Imaging load not now supported; printing
accelerator. Nebwork card 2 $4,000 $8,000 |spoed comparable to copler oulput.
Work Stations
Additional computer resources for carmying imaging load not
Compaq Pantium Pro (or equivalent). PCi now suppported, Present 488 o belier PCs running Windows
architacture, 168 mhz. 2GB hard drive. 17" color can also ba used, Ten new ones estimated for heavy use or
monitors. Windows 95 or NT. PCH Network Cards | 10 $3.000 $30,000 [reptacament of older PCs.
|SUB-TOTALHARDWARE - $146,100
Malntennance {15%) $21,815
Sales Tax (8.2%) $11,980
HARDWARE COS1S $179,995
2. SOFTWARE '
[
Imaging Software
Image Server (for magnetic and opticaly Controls Software to be rented because software used for final ECR
project cannot be known at this early staga. Avold passible
storage, retrieval, transfer of images to and from OD il
i naed for throw-away software invested in, if final project
and magnelic, cacha storage ete. Controls writing uires diferent platfom, features, lc
images from magnatic o optical according to pre- req P " » ele.
determined rules. May include DBME.
Viewer Software {for PC workstations) Enables display of images al wotksiations.
Scanning softwara Controls creation of images during scan procass,
Printing $oftware Conlrols printing from image files.
TOTAL: Estimaled Total Monthly Rental of imaging Estimated combined cost of rented software, Software with
goftwara is expected (o ba $1000 par month, court ues history is availzble for this project.
Assume 12 menths renfal @ $1000 per month. 12 $1,000 $12,000 '
Other Softwere
All images and indexes must be backed up for security and
Backup Software for lmages and index Data Base 2 §5,000 $10,000 [disaster recovary.
FAX gateway software 1 $1.000 $1,000 |Controls input of images via faxing.
Wing5 cpereting systems for PC's 10 $80 $900 |Basgic PC workstation oparaling system
Bar Code Reading Softwars 2 51,000 $2,000 [For scanning and indexing from file folder barcodes
UNIX 1 $1,000 $1,000 |Operating system for imaging sarver
Cperating system for application sarver for Image index
NT 1 $1,500 51,500 [databasy
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ECR DOCUMENT SCANNING PILOT PROJECT

3UB-TOTAL SOFTWARE 328,400
Sales Tax(8.2%) $2,320

Based on 12 months. If the pikot is for a shorter time, rental
SOFTWARE COSTS $30,728 |software costs will be reduced,

3. INTEGRATION SERVICES

Integrate SCOMIS Screen with Imaging System.

Instail alf components on K.C. natwork

[nstall imaging software on image Server

Instail all other software
SUB-TOTAL INTEGRATION SERVICES $10,000 §10,600 [Estmated
Sales Tax (8.2%) $820
INTEGRATION COSTS $10,820
4, COURTROOM IMAGE DELIVERY TESTING:
One PC viewing station at Court Banch with Expariment to demonsirate accass to screen images without
transparent surface. CRT mounted below desk CRT sitting on the bench. This will avoid impeding the
surfacs, 24,500 $4,500 [Judge's view of peopla in coustroom,
SUB-TOTAL EXPERIMENTAL EQUIPMENT $4,600
Maintenance (15%) $675
Sales Tax (8.2%) $369
BENCH IMAGING DHSPLAY DEMO COSTS $5,544
GRAND TOTAL: $227,088

[
NOTE 1. Assumplion: Existing local area network adequala to support imaging.

NOTE 2. Assumption: Kent RJC nafwork linkage with Downtown Superior Court is adequate for Imaging

NOTE 3. Alf hardware componants listed above can be used for eventual final system, |

NOTE 4. Only software would need to be replaced for final system. Tharefore software I rantad.

NOTE 5, Cost of any conversion of images and index data from pilot project to the final system will be included in final design.

NOTE 8. Juvenila documant imaging handled through downtown. lmag’rlng accass there providad throygh added PC rasource.
I [

ecrmph.ds |
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