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AGENDA

• Welcome & Project Overview

• Overview of CJCCs and the Essential Elements

• County Spotlights

• Eau Claire County, Wisconsin 
• Polk County, Iowa 
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UNLOCK THE POWER OF CJCCS 
PROJECT

• Partnership with NCJA (ncja.org)
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UNLOCK THE POWER OF CJCCS 
PROJECT

Webinar 
Series Briefs Resource 

Webpage
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UNLOCK THE POWER OF CJCCS 
PROJECT

Part 1
Enhance Your County’s Justice System
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Introduction and Overview of CJCCs

National Institute of Corrections

March 2024
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This work was funded by the National Institute of Corrections, U.S. 
Department of Justice under cooperative agreement #22CS24. 

Criminal Justice Coordinating Council Resources

A collaborative initiative between NIC and the Justice Management Institute



What is a CJCC?
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A criminal justice coordinating council (CJCC) is an 
established body of key criminal justice, government, and 
community stakeholders that convene regularly to identify 
systemic challenges and work collaboratively to improve the 
local criminal justice system. 



Enhance public 
safety and trust

Communicate and 
share information

Maximize existing 
resources and 

taxpayer funds

Guiding Principles of CJCCs
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Create a criminal 
justice system that 

is fair, just, and 
equitable

Collaborate, build 
consensus, and 

share responsibility

Pursue innovation 
and evidence-
based solutions

Embrace 
transparency and 

accountability

Think systemically 
and strategically

Utilize data and 
research

Inform and involve 
the community

Include diverse 
perspectives in all 

aspects



Why Does Your Jurisdiction Need a CJCC?

93%
Improved 

Communication
94%
System 

Efficiency

91%
Important 

Role
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92%
Improved 

Cooperation



County Commissioners are a Significant CJCC Stakeholder
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Most Common Members of a CJCC:
Sheriff 95%

District Attorney 93%

Probation Chief 93%

Public Defender 90%

Presiding/Chief Judge 80%

County Commissioner 70%

Behavioral Health Director 70%

Judge other than Chief Judge 70%

Community Representative 58%



Common CJCC Initiatives
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Behavioral Health Services 64%

Record Management Systems 62%

Diversion and Deflection 60%

Pretrial Release 54%

Treatment Services 52%

Case Processing 49%

Re-Entry 49%

Race & Ethnicity Equity 36%

Specialty Courts 49%

Probation and Parole Reform 21%



“For every $1 invested in operating expenses (including staff), the Winona 
County CJCC has secured $4 in grant funding. Many of those grant dollars were 
used as seed money to fund system improvements, such as treatment courts 
and reentry programs, which have resulted in additional cost savings from 
reduced recidivism. Even without attempting to place a value on the intangible 
benefits of the CJCC, Winona County’s investment has more than paid for itself.”

Kalene Engel, Executive Director,
Winona County (MN), CJCC
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Introducing the National Standards
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Comprehensive 
framework for 

creating or 
enhancing a 
local CJCC

Detailed 
description of the 
ideal model of a 

CJCC

Guidance for 
implementation 
of the standards



Synopsis: A Model CJCC Structure per the Standards
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Decision 
Makers as 
Members

Committees 
and 

Workgroups

Data

Officers

Strategic 
Plan

Dedicated 
Director

Executive 
Committee

Commu
nity

Community



Introduction to the Essential Elements
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The essential 
elements 

represent the 
core 

characteristics of 
high-performing 

coordinating 
councils

The essential 
elements 

publication may 
be a good place 

to start when 
delving into the 

national 
standards

CJCC Essential 
Elements is a 
companion to 
the national 
standards



The 10 Essential Elements

Organized 
Meetings

5

19

Leadership Consensus 
Building

3 41

Systemic 
Focus

The CJCC takes a 

systemic approach to 

coordinating the 

criminal justice system 

and is guided by a 

vision statement and a 

mission statement.
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Participation

The CJCC has executive-

level decision-makers as 

members, and they 

actively participate in the 

council. 

The CJCC has an 

effective leadership 

structure that includes 

officers and an 

executive committee.

The CJCC makes 

consensus-based 

decisions and relies on 

voting for procedural 

matters.

The CJCC, including 

committees and 

workgroups, has 

structured meetings 

regularly.



The 10 Essential Elements

Director & 
Staff

10

20

Data & 
Research

Community 
Engagement

8 96

Committees 
& 

Workgroups

The CJCC has standing 

committees and 

workgroups that 

advance the strategic 

initiatives and work of 

the council. 
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Strategic 
Planning

The CJCC has a 

strategic plan that 

guides the work of the 

council and produces 

desired outcomes.

The CJCC produces 

quantitative and 

qualitative data on the 

criminal justice system 

and uses the data to 

inform decision 

making.

The CJCC engages the 

community by sharing 

information and by 

involving the 

community in the work 

of the council.

The CJCC has a director 

and staff who 

coordinate and 

advance the council’s 

strategic initiatives.



CJCC Essential Elements Tools
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A checklist derived from the essential 
elements that jurisdictions should strongly 
consider when establishing or starting to 

strengthen an existing CJCC.

Essential 
Elements 
Checklist



CJCC Essential Elements Tools

A practical tool for comparing an existing 
CJCC with the national standards to 

determine how well a council aligns with 
characteristics of high-performing CJCCs.
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Essential 
Elements 

Assessment
Tool



CJCC Resources
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National Standards for CJCCs:
 https://s3.amazonaws.com/static.nicic.gov/Library/033675.pdf 

CJCC Essential Elements:

 https://s3.amazonaws.com/static.nicic.gov/Library/033676.pdf 

NIC CJCC Microsite:

 https://info.nicic.gov/cjcc/ 

JMI:
 www.jmijustice.org  

National Network of Criminal Justice Coordinating Councils (NNCJCC):
 www.jmijustice.org/nncjcc  

https://s3.amazonaws.com/static.nicic.gov/Library/033675.pdf
https://s3.amazonaws.com/static.nicic.gov/Library/033676.pdf
https://info.nicic.gov/cjcc/
http://www.jmijustice.org/
http://www.jmijustice.org/nncjcc
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Eau Claire County, Wis.
Criminal Justice Collaborating Council
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How it all started

▪ Chief Judge Lead 2 yrs.

▪ What was the catalyst

▪ Hire staff

▪ Placement of position
▪ Autonomy/champion

▪ Funding – levy

▪ Strategic plan
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Start by- Building trust

Complete an 
audit of current 
funding sources

What progarms 
do we currently 
have

Build trust
Ground in 
research
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4 Guiding Principles
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Support/ where does 
it come from
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What is the 

Benefit of a 

CJCC?

• What does it look like when you know you are 

making change?

– Talk changes

– You base decisions on data

– Bringing in new programs

– Securing grants to support programs

– Grants end – need the support of the 

county board to continue/show me the 

data
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Polk County, Iowa
Criminal Justice Coordinating Council



31

POLK COUNTY, IOWA CJCC

Formed in July 2008

Primary purpose: Convene stakeholders in an effort to work jointly to 
control the population in the new jail, which opened in April 2008.

Bylaws were established creating structure and purpose and updated in 
2011 

Meetings were chaired by one of the two Polk County Supervisors who 
served on the council. 

A contracted part-time liaison position was added in 2013, to serve as a 
point of contact, work on initiatives aimed at keeping the jail population 
down, and establish agenda topics for the meetings.   
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ACCOMPLISHMENTS SINCE 2008

• Sequential Intercept Model Mapping

• Crisis Intervention Team training

• A validated risk instrument for pretrial 

services

• Inpatient drug treatment at the jail

• A sobering center

• Population management of the jail

• A Crisis Observation Center

• Crisis Stabilization Centers for adults 

and children

• Community-based Crisis Stabilization 

program for adults and children

• Resource and Referral Line

• Mobile Crisis Response Team



33

FEELING OF STAGNATION

Ongoing Successes Challenges

• Work was still getting done

• All the initiatives the CJCC had developed 

and worked to implement were still 

operating  

• Meetings were well attended

• No clear vision for what to focus on next

• Meetings began to consist mainly of 

updates involving the same programs with 

the same people presenting

The motivation to make a positive change in 

the administration of criminal justice was still 

there.  It was just that no one was certain 

where to channel that motivation. 
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SEEKING TO IMPROVE

Spring 2022

• Part-time CJCC-contracted 
liaison retired

• CJCC Executive Members 
decided to contract with 
Kristy Danford (former 
director of the Charleston, 
S.C. CJCC) to conduct an 
analysis, provide feedback, 
and give recommendations 
for how to continue to 
advance the work and 
purpose of the CJCC

Summer & Fall 
2022

• Kristy reviewed the bylaws, 
meeting minutes and 
handouts and conducted 
interviews with several 
stakeholders

Spring 2023

• Kristy presented her findings 
and recommendations to the 
CJCC Executive Members 
and then to the full CJCC at 
its next regularly scheduled 
meeting
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THE PROCESS

Stakeholder Buy-in

• Kristy met with the 
Executive Team at the 
beginning to establish 
expectations, scope, and 
timeframes.

• Her experience and 
background and the need 
for her task was shared 
with all of the stakeholders 
allowing them to feel 
comfortable when she 
contacted them to get their 
feedback and suggestions.

Aligning with National 
Standards

• The National Standards for 
CJCCs was utilized as a 
framework to conduct the 
analysis and develop 
feedback

Identifying Successes and 
Challenges

• The analysis highlighted 
past accomplishments 
previously noted, while 
also identifying deficits, 
that if addressed, could 
lead to the Polk County 
CJCC becoming even 
more productive.
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FINDINGS/RECOMMENDATIONS

Meetings needed to be scheduled a year in 
advance

• One of the complaints noted by some of the members was 
that they would sometimes have conflicts with the CJCC 
Meetings because they didn’t have enough advanced 
notice for when the CJCC meetings would be held. 

Lack of community engagement

• There was a general perception among some members 
that unless they were called upon to provide something in-
particular, their only role in the CJCC was to attend the 
meetings and be provided with updates. 

Lack of coordinated data

• Most of the entities connected with the CJJC had 
data relative to their operations.  However, none of 
that data was available to do cross-analysis to see 
where gaps or overlaps might exist. 

No strategic plan

• While a number of successful initiatives had been 
implemented, the Council was lacking a document 
that outlined its priorities over a specified time 
period moving forward. 

No full-time staff dedicated solely to the CJCC

• While the CJCC had previously created a contracted liaison position, the scope of that position did not align with 
the newly adopted national standards
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IMPLEMENTED CHANGES

Full-time 
coordinator 
started in 

September 
2023

Held meetings with key 
stakeholders to obtain 
their perspectives and 

get feedback. 

Reviewed websites of other 
CJCCs & contacted several 

CJCC directors to ask 
questions & gain insight 

about how they operated 
their CJCCs. 

Updated CJCC 
bylaws (last 

updated in 2011). 

Built a two-year 
strategic plan 

outline.

Reviewed various data 
sources to learn what data 
was being collected, how 
they stored it, & how the 
data could be accessed. 

Applied for, and 
received, a grant to 

build a data platform. 

Identified three (3) 
subcommittees designed 
to increase community 

engagement in the CJCC
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WHERE THINGS STAND PRESENTLY

The updated bylaws and the two-year strategic plan were voted on and approved by the full CJCC in January 

2024. 

After researching various data integration and data-mining platforms, both free and for-sale, we decided to 

purchase an existing model.  The decision was based on a number of factors, with the primary one being the 

desire to establish credibility with the CJCC stakeholders.  We felt the odds of successfully producing a 

quality data interface using an established company who specializes in this area were greater than trying to 

do it ourselves.   

Data integration will begin by interfacing with the Polk County Jail. Most Key Performance Indicators (KPIs) 

used by jails are well established allowing for an easy on-boarding process.  

Currently in the process of soliciting volunteers interested in serving on one of the three subcommittees.  An 

outline for what is expected from each subcommittee was approved by the full CJCC.  



Questions? | Feedback



The National Association of Counties

660 N. Capitol Street NW | Suite 400 

Washington, D.C. 20001 | 202.393.6226 | www.naco.org

THANK YOU!

fb.com/NACoDC | twitter.com/NACoTWEETS

youtube.com/NACoVIDEO | naco.org/linkedin

Ronin A. Davis
Senior Program Manager
Behavioral Health & Justice

rdavis@naco.org

http://www.naco.org
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