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Executive Summary
The Supreme Court, Administrative Office of the Courts (AOC), and Court Technology Office (CTO) have a
clear vision of a Wyoming Judicial Branch (WJB) digital court. The path to reach that vision includes
multiple, simultaneous enterprise projects across the state that have encompassed addressing the
diverse priorities and directives from the Legislature; increasing technology and security demands; and
leveraging efficiencies from technology.
The rapid adoption of new WJB information technology (IT) strategies and applications is central to a
vision of a Wyoming digital court that serves the Supreme Court, independent and interdependent 1 trial
courts, and the citizens and businesses of the state. The 18 managers and staff in the CTO, with the
leadership and support of the Supreme Court and AOC, are building and maintaining a complex IT
infrastructure that is the foundation for multiple enterprise applications, shared services, and
automation and communication tools.
Digital Court
A digital court is a court system that fully leverages technology and networks to engage citizens,
businesses, attorneys, litigants, other government agencies, and judges and staff in the justice
system. Digital court systems build the following technologies:
1.
2.
3.
4.
5.
6.
7.
8.
9.

Digital or electronic cases, as the official court record;
Online dockets and court calendars for the public;
Online access to case information for the public;
Electronic filing of cases and documents to the court by attorneys and pro se litigants;
Electronic notices and orders sent by the court to electronic filers;
Multiple reports and dashboards for judges and clerks to manage their dockets and cases;
Attorney and litigant portals to manage their cases online;
Online dispute resolution, especially for family and small claims cases; and
Courtroom technologies that enable cases to be presented electronically.

The WJB has built an infrastructure and is rolling out enterprise applications that can fully support a
digital court. Built technologies include a robust case management system, e-citations, e-filing at the
Supreme Court, electronic payment of fines and fees, integrated court calendars, and hearings by video
conference. Planned technologies over the next five years include e-filing in the District Courts and
public and attorney access to hearings and cases.
The presentation on October 30, 2019 of the technology plan by the Chief Justice to the Joint
Appropriations Committee of the Wyoming Legislature provides the most complete, holistic description
of the various rollouts and applications supported by the administrative office from Fiscal Year 2006
through the 2019-2020 biennium budget. The technology plan provides a straightforward description of
While autonomous, the District Courts have interdependencies with the Supreme Court for technology and with
the Legislature for funding. The Supreme Court has superintendent authority for the Circuit Courts.
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IT initiatives, including a focus on enterprise case management and e-filing and the establishment of a
new Chancery Court, in response to the very high priority placed on both initiatives by the Legislature.
The goals and objectives of the plan, rather than being explicit, are implicit in the descriptions of
anticipated startups or completions of various rollouts as listed in the 2019-2020 biennium budget. The
AOC leadership describes its mission in a number of ways, but among the most common descriptions
are “doing more with less” and “being agile and flexible.” This is best illustrated by a comparison to
other statewide rollouts of case management systems. See the Benchmarks and Best Practices section
below.
The technology plan presented by the Chief Justice in October includes a 2019 E-filing Report that, in its
“Future” section, describes plans for e-filing for the District Courts and a new Chancery Court. Those
plans estimate future costs for e-filing ranging from $680,000 to $2.7 million, not including ongoing
maintenance and support costs. In addition, the forecast anticipates additional costs for training and
customization of the e-filing system. A Wyoming digital court will also encompass online public and
attorney access to cases and dockets. The assessment summary below includes recommendations to
support and enhance this plan. See Appendix One for a consolidated list of all the recommendations in
this report, including the narrative for each.
IT Governance
Governing or leading information technology in the WJB is distributed and complex. The WJB is
composed of independent and interdependent courts for which the Legislature has conferred
centralized responsibility for technology across the state to the Supreme Court and the AOC. 2 The role
of the Wyoming Legislature in setting funding priorities and the independence of the District Courts and
District Court Clerks from Supreme Court administrative control are among numerous contributing
factors to the challenges of IT governance. In addition, the current leadership of the AOC, the Chief
Information Officer (CIO), and IT management and staff have only been in place since 2015. In less than
five years, they have successfully expanded their engagement with the leadership of the WJB and the
trial courts. The following recommendations amplify the leadership and policy structure already in place
and aim to fully incorporate the WJB vision for a digital court into future planning.
Recommendation 1.1 – Expand the communities of interest (COI) IT governance model (p17)
Recommendation 1.2 – Draft and adopt a 2025 IT strategic plan for the Wyoming Judicial Branch that
reinforces and structures the WJB vision for a statewide digital court (p19)
IT Applications
The WJB supports a large number of statewide applications, a number of which are legacy systems that
are in the process of being replaced. The WJB and leadership of the CTO have made significant progress
in building a strong foundation and migrating to new enterprise-level applications that are forwardthinking and sustainable. The CTO is focused on the rollout and support of a wide range of applications
and technologies, acquisition of needed technologies, and funding. Current planning is designed to
standardize and unify enterprise applications, especially to support case management and e-filing. The

2

W.S. § 5-3-102
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Human Resources
In June 2016, the CTO, under the nascent leadership of the current CIO, had only seven employees. The
number of staff grew by two-thirds in the following year, and, by June 2019, had reached 14. Between
June and November 2019, the CTO grew further to 18 staff, almost triple the number of staff since 2016.
The demands on the CTO are fluid and increasing. Enhancements to existing technologies and rollouts of
new technologies are paramount, in addition to maintenance and support of technology throughout the
WJB. Unexpected needs arise as the courts change. Shifting priorities also play a role in increasing
demands, changing timelines, and redeploying staff from existing work. All of these factors and changes
have implications for the use of human resources and for budget planning and management.
Recommendation 5.1 – Expand existing frontline staff resources to provide the time for the AOC
and IT leadership to focus on their core roles and shaping strategic direction
(p62)
Recommendation 5.2 – Increase IT staffing by up to eight professionals (p62)
Recommendation 5.3 – Expand the role of departmental manager positions (p63)
Recommendation 5.4 – Complete the development of a staffing risk management plan (p63)
Recommendation 5.5 – Track staff time by project and task (p64)
Recommendation 5.6 – Increase helpdesk system tracking of source and type of tickets (p64)
IT Budgeting
Budgeting is an essential component of strategic planning. It should be aligned with the vision and
mission of the AOC and CTO. An assessment of existing capacity, technical assets and deficits, and
resources both human and financial are all connected and should be considered in strategic planning.
The AOC and its CTO need an optimized budgeting process as part of a clear, transparent, and holistic
strategic plan. The framework of functional and performance budgeting should be leveraged as a tool to
support a clearer and proactive vision for the CTO.
Recommendation 6.1 – Integrate hardware refreshes into the operational budget (p66)
Recommendation 6.2 – The AOC should adopt functional and performance-based IT budgeting (p67)
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Benchmarks and Best Practices
No single benchmark or best practice exists for statewide court IT implementation and support. No state
court has completely outsourced IT operations, although a significant number have procured customized
off-the-shelf software (COTS) applications that support the courts. Courts with older, or more mature
systems, were more likely to have built customized case management systems in-house that have been
rolled out statewide. These include the following:









Colorado
Connecticut
Delaware
Hawaii
Missouri
New Jersey
Pennsylvania3
Utah

Other states with newer or emerging statewide COTS systems include the following. Many of these states
had older, legacy systems that are in the process of being replaced. In addition, many of these states do
not have a unified system for trial and appellate courts, and many do not serve municipal or other nonstate courts.










Indiana
Maryland
Massachusetts
Montana
North Dakota
Oregon
South Dakota
Washington
Wyoming

Comparisons of number of staff or the cost of systems may not be proportional, due to economies of scale
or different approaches to applications (e.g., in-house as compared to outsourced solutions). Any state
court system that aims to provide case management, jury management, e-filing, e-payments of fines and
costs, and public access to cases and dockets faces a comparable challenge. The number of courts and
judges affects the cost and level of effort to configure, implement, and support core mission IT
applications, but the basic systems are similar. The following analysis compares the Wyoming statewide
digital court initiative to five other courts, with distinguishing and comparable factors noted. Table 2
summarizes the comparison.

3

Criminal case management statewide, with a new family case management system in process.
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Table 2 – Comparison of Statewide Case Management System Rollouts and Staffing States
State

No. Trial
Judges

578,000
882,000

No.
Trial
Courts
51
7

51
57

34
53

18
27

Montana 7
Utah

1,062,000
3,161,000

196
131

na
183

na
127

21
38

Colorado
Maryland

5,696,000
6,043,000

86
57

290
289

458
401

129
156

Wyoming
South Dakota 6

Population

AOC
Staff

IT Staff
at AOC

Case Management
System

Contract
Amount 4

CMS StartEnd (est)

FullCourt Enterprise
Odyssey

$ 2,385,051 5
$6,200,000

2018-(2023)
2011-2013

FullCourt Enterprise
CORIS District and
Justice Court System
ICON/Eclipse, JPOD
Odyssey

$1,772,635 8
In-house

2016-(2021)
1992-1998

In-house
$39,300,000 9

1997-2011
2014-(2022)

South Dakota
The South Dakota statewide case management system is Odyssey, a COTS system provided by Tyler
Technologies. In addition, Tyler is the provider of the statewide e-filing system. It was rolled out from
2011-2013. The level of effort for the rollout was considerably less than for Wyoming, because the local
trial courts are unified into seven Circuits. Judges in each Circuit may hear cases in adjacent counties,
but a centralized courthouse serves multiple counties. After completion of the statewide system, South
Dakota has maintained an IT department of 27 staff at the AOC. The IT department includes four staff
dedicated to helpdesk operations and four business analysts who are continuing to design, develop, and
support statistical reports, including judicial dashboards.
Montana
The Montana statewide case management system is FullCourt Enterprise (FCE), provided by Justice
Systems, Inc (JSI). In addition, Montana is rolling out FCE and an e-filing system at the same time.
Montana is perhaps the closest comparison to Wyoming, because both states have chosen to
implement FCE. Montana began in 2016 with a pilot in four courts. The original cost of $1.8 million did
not include the configuration and rollout of another 192 limited and general jurisdiction trial courts. The
project has faced numerous delays and is not likely to be completed until late 2021. Among the
challenges Montana faces are staffing shortfalls and difficulties in hiring and retaining skilled technology
professionals.
Utah
The Utah statewide case management systems, CORIS District and Justice Court, were built in-house
from 1992-1998. The Utah courts are fully digital (paperless, or print-on-demand). Case management is
a legacy system that has been adapted to provide modern graphic user interfaces (GUI) for staff. The
original costs for the system are difficult to quantify because of the time duration and the intermingling
Original contract amounts, not including amendments, enhancements, change orders, or add-ons, for all courts,
except Wyoming, which does include all costs.
5
Includes District and Circuit Courts.
6
Unified Circuit Courts – magistrate and circuit judges and centralized circuit courthouses with satellite courts.
7
Includes 56 general jurisdiction courts, City Courts, Municipal Courts, and Justices of the Peace.
8
Includes the cost of configuration for four pilot courts only.
9
Does not include four additional options years for maintenance and support, costing an additional $7.3 million.
4
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of staff and infrastructure costs with other operational costs. E-filing statewide is outsourced, with
attorney fees paid to private e-filing companies. Utah’s digital court provides most government-based
data exchange, including criminal and juvenile e-filing. Notably, even with a mature system, the AOC
maintains an IT staff of 38 professionals.
Colorado
The Colorado statewide case management system, ICON/Eclipse, JPOD, was built in-house from 1997 –
2011. Many Wyoming businesses and attorneys are familiar with the Colorado courts and look to the
state as a model. The Colorado courts are fully digital (paperless, or print-on-demand). Case
management is a legacy system that has been adapted to provide modern graphic user interfaces (GUI)
for staff. The GUI systems are called Eclipse and JPOD. The original costs for the system are difficult to
quantify because of the time duration and the intermingling of staff and infrastructure costs with other
operational costs. E-filing statewide, ICCES, was custom-built in-house and rolled out in 2012. E-filing
was originally outsourced to LexisNexis. Colorado’s digital court provides most government-based data
exchange. Notably, even with a mature system, the AOC maintains a large IT staff of 129 professionals.
Maryland
The new, emerging Maryland statewide case management system is Odyssey, provided by Tyler
Technologies. The initial development, configuration, and rollout of the system began in 2015 and is
expected to be completed in 2021 or 2022. The Maryland courts will then be fully digital (paperless, or
print-on-demand). E-filing statewide will be provided by File and Serve through Tyler. The AOC maintains
a very large IT staff of 156 professionals, including 11 staff dedicated solely to IT training. In many
respects, the Maryland system is the least applicable comparison, in part because of the size of the state
court (289 trial judges).

Methodology and Participants
In September 2019, the Wyoming Supreme Court commissioned the Justice Management Institute to
provide an assessment of statewide court technology strategic planning and resources to support timely
completion of major initiatives. The assessment project included the compilation of most technologies
and procurement documentation; a multi-day site visit and interviews with AOC management and with
judges and clerks from a representative number of appellate and trial courts; documentation of
benchmarks and best practices; and the drafting and completion of this assessment and
recommendations report. Appendix Two is a compilation of most of the documentation provided by the
AOC project team.
The project team members from JMI express their deep gratitude for the generous leadership,
management and staff at the Supreme Court and AOC. They ensured that the work was fruitful and
timely and provided the JMI team with invaluable support and comprehensive documentation. The
State Court Administrator, Lily Sharpe, and the Chief Information Officer, Julie Goyen, were
exceptionally gracious and helpful, in addition to providing candid feedback and information.
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The JMI project team met with and/or interviewed the following justices, legislators, judicial leadership,
judges, clerks, management, and staff all of whom provided valuable feedback and were instrumental in
making the assessment project successful. Appendix Three is a table illustrating the various technologies
in use by the District and Circuit Courts as provided by feedback from the judges and clerks that were
interviewed. 10
Supreme Court Justices
Honorable Michael K. Davis, Chief Justice
Honorable Kate M. Fox, Justice
Honorable Kari Jo Gray, Justice
Legislators
Senator Drew Perkins, Senate President
Senator Tara Nethercott, Co-Chairman of Joint Judiciary Committee
Representative Bob Nicholas, Co-Chairman of Joint Appropriations Committee
State Court Administration and IT Leadership
Lily Sharpe, State Court Administrator
Ronda Munger, Deputy State Court Administrator
Elisa Butler, General Counsel
Julie Goyen, Chief Information Officer
Claire Smith, Chief Fiscal Officer/HR
Phil Donoho, Associate General Counsel
Cierra Hipszky, Business Manager
Nate Goddard, IT Infrastructure & Operations Manager
Heather Kenworthy, IT Applications Project Manager
District Court Judges
Honorable Joseph B. Bluemel, District Court Judge, JD-3, Kemmerer & Evanston
Honorable Richard L. Lavery, District Court Judge, JD-3, Green River
Honorable Judge John G. Fenn, District Court Judge, JD-4, Sheridan
Circuit Court Judges
Honorable Matthew F.G. Castano, Circuit Court Judge, JD-6, Newcastle & Sundance
Honorable Brian D. Christensen, Circuit Court Judge, JD-7, Casper
District Court Clerks
Diane Sanchez, Clerk of District Court of Laramie County, JD-1, Cheyenne
Paula Marsh, Deputy Clerk of District Court of Laramie County, JD-1, Cheyenne
Tina Wood, Clerk of District Court of Crook County, JD-6, Sundance

Notably, the colloquial use by judges and clerks of titles or names for various technologies was not consistent
and reflects local organizational and legal culture across the state.
10
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Anne Volin, Clerk of District Court of Natrona County, JD-7, Casper
Anne Sutton, Clerk of District Court of Teton County, JD-9, Jackson
Circuit Court Clerks
Stacy Batista, Chief Clerk of Circuit Court, JD-3, Kemmerer & Afton
Ashley Ries, Chief Clerk of Circuit Court, JD-5, Cody & Powell
Heather Eastin, Chief Clerk of Circuit Court, JD-7, Casper
Sonia Loya, Chief Clerk of Circuit Court, JD-8, Torrington

JMI Project Team
Tim Dibble, Project Director and Analyst
Franklin Cruz, Project Manager and Analyst
David Broderick, Enable Consulting
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1 IT Governance
IT governance is the leadership and inspiration for the WJB vision of a digital court.
IT governance in the Wyoming Judicial Branch (WJB) is distributed and complex. The WJB is composed of
independent and interdependent courts for which the Legislature has conferred centralized
responsibility for technology across the state to the Supreme Court and the Administrative Office of the
Courts (AOC). 11 The role of the Wyoming Legislature in setting funding priorities and the independence
of the District Courts and District Court Clerks from Supreme Court administrative control are among
numerous contributing factors to the challenges of IT governance. Figure 1.1 below illustrates the
primary IT governance roles in the WJB.
Figure 1.1 – IT Governance in the Wyoming Judicial Branch

11

W.S. § 5-3-102
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Wyoming Legislature
Under the Wyoming Constitution (WY Const. Art. 3, §§ 34 and 35), the Legislative Branch is vested with
the responsibility to appropriate funds for the operation of the Judiciary.
The Legislature has pursued an agenda focused on attracting businesses to Wyoming, especially those
focused on blockchain technologies. 12 Wyoming is also promoting the use of blockchain technologies in
state government, although this is a secondary focus. 13 These priorities have been framed as a goal to
become “the Delaware of the West,” a leading state for starting businesses. These priorities have
included establishing a Chancery Court, similar to the Delaware Chancery Court, that can provide
confidence to businesses that the legal environment is sufficiently advanced and sophisticated to
support investment or relocation.
A priority closely related to the Chancery Court is the need to implement e-filing to leverage technology
that attracts firms accustomed to a high level of digital access to government and the courts.
Comparisons are drawn to the technology and digital access provided to attorneys in Colorado,
immediately to the south of Wyoming. The frustration with the pace of change is palpable.

Wyoming Supreme Court
The Wyoming Constitution (WY Const. Art. 5, § 2) vests the Supreme Court with “general superintending
control over all inferior courts,” subject to rules and regulations. Supreme Court control, though, is
limited by Wyoming Statutes that grant autonomy and independence to the District Courts. W.S. 5-3102(b) provides that the District Court Conference adopts its own rules governing the administration of
district courts, with the exception of technology.
In the 2019 State of the Judiciary address, Chief Justice Davis devoted almost half of his presentation to
technology projects and challenges. These included the following:








Audio video in 71 courtrooms;
Clearview Jury and juror questionnaires;
FullCourt Enterprise (FCE);
District Courts electronic filing;
Court data security;
Disaster recovery plan; and
Data integration with government agencies.

Board of Judicial Policy and Administration (BJPA)
Historically, the superintending authority of the trial courts by the Wyoming Supreme Court was
delegated to the BJPA. This is no longer the case. The BJPA makes decisions only in limited, noncontroversial matters. The Chief Justice of the Supreme Court is the chair, and District and Circuit Court
Pressgrove, Jed, Wyoming Continues to Pursue a Future with Blockchain, Government Technology, October 11,
2019. See, https://www.govtech.com/products/Wyoming-Continues-to-Pursue-a-Blockchain-Heavy-Future.html.
13
Teton County has put all of its digital land records on blockchain.
12
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judge members are elected by their respective judicial conferences. The State Court Administrator is the
executive secretary for the board.

IT Resources Steering Committee (IRSC)
The IRSC was established by order of the Chief Justice in 2018 to “improve and protect the functionality
and security of the statewide system for information technology.” In order to achieve this, the IRSC aims
to implement long-term strategic planning for the effective and efficient allocation of limited financial
and human resources. Pursuant to Article 5, § 2 of the Wyoming Constitution, the Supreme Court is
charged with implementation of an integrated statewide system for information technology.
Furthermore, the Supreme Court is responsible for the development of a plan for all trial and appellate
courts within the state for the expenditure of funds from the Judicial Systems Automation (JSA) account
(W.S. § 5-2-120).

Courtroom Technology Committee (CTC)
The CTC was formed in 2016 to bring a “holistic approach to courtroom technology throughout the
state.” Its areas of focus are technology standards, delineation of responsibilities, review of legislation,
and end users’ concerns affecting courtrooms. The CTC was formally made a subcommittee of the BJPA
on December 12, 2016.

District Court Automation Committee (DCAC)
The DCAC was formed in 2016. The DCAC’s role is to provide input and recommendations by judges and
the Chief Justice relating to configuration and implementation of applications affecting the courts,
including FullCourt Enterprise, e-filing, and other technology initiatives such as aiSmartBench. “The
Court Automation Committees identify and implement information technology projects that will
improve efficiency and effectiveness in our court system, increase access to court records, and increase
public trust in our judiciary.” 14 Each committee may also create subcommittees to oversee initiatives.
DCAC and CCAC (see below) operate as one subcommittee, although the BJPA has not officially made
the DCAC/CCAC one subcommittee.

Circuit Court Automation Committee (CCAC)
The CCAC was formed in 2016. Per the WJB website, “The Court Automation Committees identify and
implement information technology projects that will improve efficiency and effectiveness in our court
system, increase access to court records, and increase public trust in our judiciary.” 15 Each committee
may also create subcommittees to oversee initiatives. The recommendations of the CCAC are reported
to the BJPA, although the CCAC has not been identified as a formal subcommittee to the BJPA (see
above).

See, https://www.courts.state.wy.us/judicial-committees-and-boards/court-automation-committees/ , WJB
website.
15
See, https://www.courts.state.wy.us/judicial-committees-and-boards/court-automation-committees/ , WJB
website.
14
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Court Records Division
The Court Records Division of the Permanent Rules Advisory Committee was created on September 10,
2019 to recommend rule and statutory changes needed to pave the way for e-filing. It is composed of
legislators, judges, and members of the bar, among other representatives.

Administrative Office of the Courts
Per the WJB website, the following is a description of the role of the AOC in the WJB. 16
The Wyoming Administrative Office of the Courts assists the Supreme Court and lower
courts in fulfilling their constitutional and statutory functions. The office provides
administrative, technical, financial, payroll, auditing and human resources support to
over 300 employees. Our goal is to provide services in an accurate, timely, efficient, and
equitable manner.
In practice, the AOC and the Court Technology Office (CTO), one of three AOC divisions, prepare and
defend biennium budgets to the Legislature. The budgets are the result of policy direction and priorities
from the various court and technology committees, the Supreme Court, and the Legislature. An example
of a legislative initiative that recently impacted the WJB is the bill creating a new Chancery Court, 17 to be
formed and in place by March 1, 2022.
A review and assessment of the internal leadership, management, and staffing of the CTO are provided
in the chapter, Human Resources. A review and assessment of the budgeting process are provided in the
chapter, IT Budgets.

Wyoming Judicial Branch Technology Plan
The Chief Justice’s presentation to the Joint Appropriations Committee of the Wyoming Legislature on
October 30, 2019 of the technology plan provides the most complete, holistic description of the various
rollouts and applications supported by the AOC and CTO from Fiscal Year 2006 through the 2019-2020
biennium budget. The technology plan provides a straightforward description of IT initiatives, including a
focus on enterprise case management and e-filing and the establishment of a new Chancery Court, in
response to the very high priority placed on both initiatives by the Legislature. The goals and objectives
of the plan, rather than being explicit, are implicit in the descriptions of anticipated startups or
completions of various rollouts as listed in the 2019-2020 Biennium Budget. The AOC and CTO
leadership describe their mission in a number of ways, but among the most common descriptions are
“doing more with less” and “being agile and flexible.”
The technology plan includes a 2019 E-filing Report that, in its “Future” section, describes plans for efiling for the District Courts and a new Chancery Court. Those plans estimate future costs for e-filing
ranging from $680,000 to $2.7 million, not including ongoing maintenance and support costs. In
See, https://www.courts.state.wy.us/court-administration/about-the-administrative-office-of-the-courts/, WJB
website.
17
Act No. 76 of the 2019 Senate, Wyoming Statutes 5-13-101 through 5-13-116 and 5-13-201 through 5-13-203.
16
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addition, the forecast anticipates additional costs for training and customization of the e-filing system. A
Wyoming digital court will also encompass online public and attorney access to cases and dockets. The
assessment summary below includes recommendations for each chapter. See Appendix One for a
consolidated list of all the recommendations in this report, including the narrative for each.
The strongest court technology initiatives are very forward-thinking and provide an extremely strong
foundation for future expansion. The CTO moved to unify all the trial courts on FCE, a case management
system (CMS) that is built for large enterprises and leverages web-based technologies and data
standards that enable interoperability with other systems. The vision of a digital court for which FCE is a
foundation is often lost in the number of simultaneous projects in a reactive posture to many
governance bodies and directives.
Recommendations 1.1 and 1.2 provide a focused and interactive governance model that engages a
broader spectrum of the WJB. The recommended governance model promotes an IT vision that is
proactive and led by the WJB.
Recommendation 1.1 – Expand the communities of interest (COI) IT governance model 18
Expand the COI governance model that builds on and replicates the CTC and the DCAC and the
CCAC Committees. Large court and government jurisdictions around the United States have
adopted the model in enterprise, complex environments. One example of a large jurisdiction is
Gwinnett County, Georgia, with seven trial courts serving a population of 920,000.
The COI model is illustrated in Figure 1.2 below. The model is designed to group judges, clerks,
and court staff as subject matter experts (SMEs) with IT business analysts (BAs) and technical
experts to review and assess technologies and their impact on court processes. The COIs would
meet as sub-committees to a joint DCAC and CCAC. The fundamental approach is based on
standardization, balanced distribution of resources, and effective engagement between policy
and practice. The COIs would work with the AOC to build requirements, specifications, and
budgets for each community. The BJPA, through the DCAC and CCAC, would review planning and
budget documents every biennium and approve or revise IT planning and budgets to be
submitted to the Legislature. Keys to effective implementation of the model are distributed
responsibility for staff work (the same persons are not all doing the work); the use of SMEs from
among judges, clerks, and staff; and effective participation by IT professionals, who should be
trained to support the work of the communities.

Based on Gartner’s communities of interest or communities of practice (CoP) model. See,
https://www.gartner.com/en/information-technology/glossary/communities.
18
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Figure 1.2 – Communities of interest governance model

The COI model is predicated on an IT process that places services and applications at the top of a
pyramid, infrastructure as the core, and policies and standards as the foundation. See Figure 1.2 below.
Figure 1.2 – IT process model for planning and implementation
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Recommendation 1.2 – Draft and adopt a 2025 IT strategic plan for the Wyoming Judicial
Branch that reinforces and structures the WJB vision for a statewide digital court
An IT strategic plan will shift the WJB to a proactive, instead of reactive, posture related to IT
adoption. Current initiatives should be embraced. They are the foundation for the future. The
management and integration of technology as a critical tool for the court should define IT
adoption for the courts across the State of Wyoming.
IT strategic planning should engage a vertical and horizontal cross-section of the WJB and courts
to create a vision for the future. Because of the trajectory and pace of adoption, an ideal vision
should be for no more than five years. The strategic plan should answer the questions: How
does the WJB become a fully digital court, building on the expansive and forward-looking
applications and infrastructure that have been put into place or are in process? How does
information technology both support and make that happen? Representatives from the joint
appropriations committee and other key legislator should be invited to participate. A strategic
plan is most effective when launched in a half to full-day planning session and subsequently
pushed down into the organization for implementation to the COIs. Highly effective IT strategic
plans operationalize goals and objectives into an implementation plan that is realistic, timelimited, and affordable, with clear assignments of responsibility.

19
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2 IT Applications
IT applications are the engine of the WJB vision for a digital court.
The Court Technology Office (CTO) of the Wyoming Judicial Branch (WJB) supports a large number of
statewide applications. Since late 2015, the new CTO leadership and the Administrative Office of the
Courts (AOC) have made significant progress in building a strong foundation and migrating to new
enterprise-level applications that are forward-thinking and sustainable and will lead to a statewide
digital court. The WJB and the CTO leadership are focused on the rollout and support of a wide range of
applications and technologies, acquisition of needed technologies, and funding. The following
recommendations build on the importance of making the IT vision of a digital court a reality and moving
the branch forward into an environment that leverages technology to improve public trust and
confidence and ensures that case processing is fair, accountable, and efficient.
Recommendation 2.1 – Plan for a digital court across the WJB
The WJB has a vision for a digital court. All recent initiatives, including the rollout of IT
applications, are building this vision. The WJB should plan to leverage FullCourt Enterprise (FCE),
e-filing, and public access tools to move toward digital cases and records. FCE is a sufficiently
robust platform to go digital or paperless 19 with several add-ons and supplementary functions.
This recommendation is closely tied to Recommendations 2.2, 2.3, and 2.4 below. Several state
court systems have successfully gone paperless. Examples include South Dakota and Maryland.
A digital court has significant requisites and advantages.
Requisites
 The digital case file must be the legal record by State statute.
 Electronic signatures on orders and judgments must be the official signature by State
statute.
 The WJB and the Legislature must be willing to invest resources to build additional tools
and functions into FCE to support a digital court.
 Hearing and calendar tools must be sufficiently robust to support fast-paced hearings
and actions in the courtroom.
 Data entry should mostly be at the point of action and not duplicated. This includes data
sharing between the WJB and outside agencies.
 The system must have print-on-demand capabilities.
Advantages
 By eliminating the need to support both a hardcopy and digital case file, there are
savings in resources and time.
 Technology can be leveraged to improve court processes.
 Duplicate data entry errors are reduced.

Paperless is used interchangeably with print-on-demand, which references the need for hardcopy documents,
including the provision of notices and orders to litigants and attorneys. Some judges, unaccustomed to the use of
digital records, also require hardcopy case files.
19
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WyUser, FCv5, and FCE include the following core functionalities with varying capabilities. 26 The
following analysis of these functions are not an audit or review of each of the applications themselves.
They are based on feedback provided by clerks and judges at the District and Circuit Courts. They are the
basis for recommendations associated with planning for other technologies, interoperability, and the
need for standardization, if the WJB aims to realize its vision of a digital court. Day-to-day functions in
courtrooms, chambers, and clerks’ offices are currently both hardcopy (manual) and digital (automated).
The legal record is the hardcopy case file. In the current environment, the combination of hardcopy and
digital records results in an increase of work and a higher risk of mistakes and data entry errors.
Case initiation and updates. Case initiation is typically a separate clerical function that is already
being integrated with e-citations at the Circuit Court and will ultimately need integration with all efiling applications. Updates are often referred to as data entry. With some exceptions, most data
entry in the District Courts is a back-office clerical function that takes place outside the courtroom.
In some Circuit Courts, many data entry functions (e.g., calendaring and docketing) are in the
courtroom although not necessarily real-time. In the District Courts and Circuit Courts the judges
and judicial staff almost never enter data into the case management system.
Document management. See electronic document management below. An example of an electronic
document will be a digitized pleading submitted by an attorney that a judge or clerk can view in the
courtroom or chambers on a screen. Document management is an embedded function in the CMS.
In a digital environment, judges and clerks would only use paper case files on demand, and most
cases would be viewed on the screen. Most judges and clerks working on cases use both hardcopy
case files and the case management system.

The list of functional areas is not exhaustive. It is based on a taxonomy developed over multiple case
management system deployments by report authors at JMI and parallels, but does not mirror the primary
functional standards published by the National Center for State Courts. The functional areas do not include any
technical specifications.

26
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Assignment. Assignment (allotment) of cases to judges is primarily a function in multi-judge courts.
Assignment is automated through CMS algorithms. When a visiting judge is assigned, the process is
manual. Related functions include case consolidation and transfers (e.g., following recusals). Even in
one judge courts, assignment is crucial for visiting judges.
Calendaring. The operational separation between the clerks and the judges is best illustrated by the
common use of multiple calendars. Most judges use Microsoft Outlook calendars. In many District
Courts, this is viewed as the official calendar. In a small number of District and in many Circuit
courts, 27 the calendar in the CMS is uploaded to the judge’s Microsoft Outlook calendar. In many
District Courts, the clerks receive notifications of upcoming scheduled hearings and trials by
hardcopies of continuance or orders after the hearings. The clerks then enter the hearing or trial
dates into the CMS. This fragmentation and non-standardization of day-to-day processes will be a
challenge for both e-filing and public access to court calendars in the future. This is compounded by
local email systems and accounts for District Court clerks.
Docketing (register of actions). Docketing is typically a data entry, back-office function. It is often
bifurcated from actions taken on cases by judges in the courtroom or in chambers.
Hearing minutes and actions. Feedback indicates that, with some exceptions, hearing tools are not
used in the District Courts. This is primarily due to the operational separation between the clerks’
offices and the judges and judicial staff, not to the software. In the Circuit Courts, the calendar and
other functions are used in hearings, because the clerks are essentially the staff for the judges. A
hearing minutes tool is provided in FCE, but feedback did not address whether a hearing minutes
tool is available in FCv5.
Orders and judgments. Orders and judgments are typically hardcopy and subsequently scanned and
retained in the document management function. Similar to other functions, this is a bifurcated or
duplicated process – first hardcopy, then digital.
Financials. Financials in the CMS are one of the few functions for which the digital record is the audit
source. Some of the intervening systems and inconsistencies have presented difficult challenges,
especially with data migration of financial information from cases stored in prior case management
systems. The most vivid illustration of these challenges is the plan to migrate WyUser courts to FCE
by first closing out or reconciling all financial distributions, except for financial bonds. This is a dayforward approach that eliminates the data migration problems.
Administrative reports. These are day-to-day tools used by judges and clerks to assist their work. As
an example, a supervisor might print a tally of all financial transactions made by a clerk or teller
during the day to reconcile these with the monies in a cash register, drawer, or safe. Another

A specific inventory for all District and Circuit Courts was not taken. The documentation is based on interviews of
a representative sample of District and Circuit Court judges and clerks.
27
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example might be a hearing list of cases that a judge will hear during a morning calendar. All the
case management systems provide these tools, many pre-configured.
Performance reports. No feedback was provided about performance reports. In courts, these often
take the form of judicial dashboards provided to judges to assist them with their caseload. They
typically include benchmark standards that help a judge track older cases or continuance requests.
Administrative tools. These are tools provided to the CTO and to users to make configuration
changes. Universal tools include lists of charge types or offenses that must be managed as they are
changed or updated by the Legislature in criminal codes. Other configurations include names of
users in each court, case types, and many other locally unique data sets. A challenge in Wyoming is
that the District and Circuit Courts have by policy agreement and vendor design separated the
databases for each local court/jurisdiction. This structure results in inefficiencies to support local
configurations. Conversely, unifying databases will make it more difficult to conduct maintenance
across both District and Circuit Courts without impacting the other databases. In addition, there is
less chance of both systems being down at the same time. 28
Recommendation 2.3 – Plan for integration of e-filing into FCE
The WJB has conducted a gap analysis and has defined a set of requirements for the e-filing
procurement that is in process. The CTO should conduct an analysis of what court processes
need to better integrate into FCE. Many of the functions listed above will face workflow
challenges based on the premise that e-filing is a bi-directional application that will eventually
need to provide data in smart forms that go beyond document imaging. Attorneys and litigants
filing pleadings and motions will easily replicate current processes, but the opportunity for the
court is to ensure the use of smart forms that go beyond replication of current processes. The
court issuing judgments, orders, and notices will also face challenges because of the gap
between court actions and data entry, especially in the District Court. JMI strongly recommends
the use of workflows to diagram process changes.
Recommendation 2.4 – Plan for integration of public access tools with FullCcourt Enterprise
The CTO should plan to ensure accurate and timely entry of data into FCE for use by public
access tools. The gap between court actions and data entry is in part due to court processes, but
extensive use of paper forms and orders, especially in many District Courts, is another driver. In
addition, case information is often based on a register of actions that is currently an imaged
document or order attached to the case file. The entry is often incomplete, and the litigant or
attorney would need to read an order to decipher the action. 29 Planning for public access has
not proceeded, while awaiting both policy direction and funding.

Segregated copies of databases can be done through indexing and the use of mirrored versions. Version control
and indexing are critical to database management.
29
Note that these observations are based on clerk feedback, not on direct observations of the electronic case file.
It is likely that these challenges are not consistent or uniform across all the courts. In particular, Circuit Court clerks
and one District Court clerk noted that they are in the courtroom and use notations on hearing/docket lists to
ensure consistency in the register of actions.
28
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including paying invoices, tracking revenue streams, administering fixed assets, and managing budgets.
This application is used by five employees in court administration and approximately 11 employees in
the district courts.
A separate application called Internet Budget and Reporting System (Ibars), along with Microsoft Excel,
is used to create the biennial budget. This application is used by one employee in the AOC. It is provided
and maintained by the Budget Division of Administration and Information. The product is owned by
Affinity Global Solutions.

None of these applications are directly connected to court CMS. The accounting system for fines, fees,
and disbursements is provided through the court CMS.
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3 IT Project Rollouts and Support
IT project rollouts are the roadmaps for the WJB vision for a digital court.
The Court Technology Office (CTO) of the Wyoming Judicial Branch (WJB) has been engaged in a
sweeping number of rollouts of technology, hardware, and software (applications). These rollouts are a
key component of the vision to achieve a digital court across the WJB. The IT Rollouts and Support
chapter is focused on adoption of end user technology and hardware and software applications. The
impact of the rollouts can be intense and stressful, but they are not permanent. The CTO should always
be in the process of evaluating, upgrading, and refreshing technology, but the current pace is
exceptional and extraordinary. 38 Technology is a tool that demands constant upgrades and
improvement. The demands of technology adoption for the WJB are expected to endure for the
foreseeable future.
For the purposes of the report, the rollouts will be categorized by end user applications and technology
and hardware. Although these categories generally align with the responsibilities of the two primary
departments in the CTO, (1) IT Applications and (2) Infrastructure and Operations, there is significant
overlap. Recently completed or active rollouts include the following. Figure 3.1 on the following page
illustrates active rollouts.
IT Applications
FullCourt Enterprise (FCE) – case management system
Clearview Jury – jury management system
E-filing – District and Chancery Courts, and e-Citations
Public access technologies (future)
Infrastructure and Operations – end user technology and hardware
Hardware refresh
Audio (sound) and video systems – courtroom technologies
Surface Hub video conferencing system – courtroom and judge/staff technologies
The detailed analysis for each rollout describes the management and staff responsible for each phase of
the rollout, although, as noted above, there are many areas of overlap. The size of the CTO staff has
grown rapidly to meet the demands of the rollouts. Completing each rollout will require a broad and
sustained effort over a lengthy period of time. The work has required a fluid approach designed to
respond to the enormous inertia to improve Wyoming’s court technology (discussed in the chapter, IT
Governance). This inertia is based on expectations by the courts and the Legislature to increase
efficiency and save costs and by the public and attorneys to provide online access to case information.
The CTOs approach has also been structured to address each of the following external factors to varying
degrees for each technology:
The topics of infrastructure and network hardware and software are addressed in the Infrastructure chapter.
Ongoing support for existing applications and infrastructure is addressed in Infrastructure, as well as Applications
chapters.
38
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Ongoing budget limitations;
Number and skillsets of management and technical staff;
Engagement with county governments for both Circuit and District Courts;
Autonomy of the District Court judges;
Challenges of change management across multiple efforts; and
Other external factors.
Figure 3.1 –Rollouts Summary 39
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The CTO leadership describes its mission in a number of ways, but among the most common
descriptions are “doing more with less” and “being agile and flexible.” This is implicitly an accurate
representation. The Chief Information Officer (CIO) is often called on to intervene on site with a local
county commissioner or a judge to address concerns or potential conflicts. Although the CTO is one of
the largest divisions of the WJB, it still only consists of two departments and 18 staff. 40 The CIO and the
two department managers are the sole leadership.
The Maryland Administrative Office of the Courts (AOC) is also engaged in a statewide
case management rollout, a six-year effort across 48 trial courts, both limited and
general jurisdiction. By contrast, the Maryland AOC has a separate department,
Technology Education, with 11 staff, solely dedicated to technology education and
training for the use of software applications. This department works to support Judicial
Information Systems (JIS). The contrast is somewhat tempered by a comparison of the
number of trial court judges statewide – 51 for Wyoming and 257 for Maryland.

The table is adapted from the CTO projects table and illustrates current major rollouts and does not yet show
future or other secondary rollouts.
40
Number of staff as of November 18, 2019.
39

35

Wyoming Judicial Branch
Statewide Technologies Assessment

IT Applications
IT Applications utilize nine staff, including the department manager, to support application rollouts.
Most of the new court applications are core to the mission of the courts and involve case management,
jury management, and e-filing. Public access technologies are a future, planned set of technologies that
have not yet been initiated. Although public access technologies are not typically categorized as core
mission, they are dependent on the inter-operability of data and information generated by the core
mission applications.
The eight business analysts (BA) are primarily focused on rollouts: eight work in pairs on FCE and one on
Clearview Jury. The four pairs of BAs each have a lead BA who is responsible for training and
familiarizing the analyst with the Wyoming courtroom technology. The business analyst dedicated to
Clearview Jury is a recent hire.
The focus of IT Applications is in support of the vision to achieve a digital court. The long-term role of
the BAs will be to provide critical technical and operational support to the WJB in order to change court
processes. The foundation for providing technology to achieve a digital court will be in place in
approximately five years.
Recommendation 3.1 –Expand business analysts roles as new IT applications are rolled out
statewide
The CTO should plan to transition BAs working in IT Applications to new roles working with the
WJB. The BAs are the keys to providing a bridge between the courts and judges and leveraging
technology to the greatest extent possible. This planning should include analysis and
development of functional requirements to transition to a statewide digital court. This process
will require the mapping and assessment of functions that currently represent gaps in the way
that the courts currently function. Analysts will then need to identify which gaps can be
supported by the new case management system, FCE, and by the next major initiative, the
rollout of e-filing in Chancery and District Courts statewide. Ultimately, the impact of these gaps
will include the integrity and completeness of the calendar, registers of actions, and other
activities in the courtroom where the judges and judicial staff are using hardcopy case files,
docket sheets, and separate calendaring tools, such as Microsoft Outlook. Other roles for IT
Applications staff will likely also include ongoing IT training and support.
Note that the Utah AOC has a mature case management system (CMS) and e-filing. The system
has been in place since 2008. Utah has five business application technicians and six software
support staff, both comparable to the roles of the BAs in the WJB. In addition, the Utah AOC is
requesting additional IT staff that are needed to address the demands of the court.
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FCE Rollouts
The drivers for the deployment of a new statewide CMS, FCE, include the following:





Termination of vendor support for legacy systems, including WyUser and FullCourt v5 (FCv5);
Migration and validation issues of financial data in WyUser with no path to addressing the
issues;
Upgrade to a new enterprise system that is fully web-based; and
Standardization and inter-operability of case management systems across the state.

A number of these drivers are also critical to efficiency and the ability for a small CTO to support systems
across a very large state. One example is the enterprise, web-based architecture of FCE as contrasted
with FCv5 client server system. No application or database servers are required to be supported and
maintained locally at each court or jurisdiction. See IT Applications chapter for a more complete
narrative about the applications and their utility in the context of Wyoming.
FCE is a multi-tenant application. The Circuit Courts will all be on one instance (application) of FCE, and
the District Courts on a separate instance of FCE. Each District and Circuit Court has or will have a
separate database. Application configurations are shared, including statutes and other types of data,
such as tables for automobiles. No data are shared between courts, which is not required by statute. A
possible exception for party (person) data as a shared database is not considered a viable option. 41
The Office of General Counsel (2 attorneys and 1 paralegal), among other duties, staffs the Circuit Court
Automation Committee and the District Court Automation Committee, the IT Resources Steering
Committee, the E-Filing Committee, and the Court Records Committee; assists with configuring all the IT
applications; advises circuit court clerks on legal questions including questions regarding applications;
reviews and negotiates all contracts for the AOC; manages the Law Library and Judicial Learning Center;
operates the Judicial Education Program; staffs the Judicial Education Committee; and provides legal
advice to AOC, and when requested, to justices.
FCE is being rolled out to 23 District and 29 Circuit Court databases. 42 Only 27 Circuit Courts are entering
new cases into FCE. Two of those courts have an additional FCE database that contains active cases from
two courts that are no longer active (Green River in Sweetwater County and Dubois in Fremont County).
In 2019, Circuit Court rollouts have been averaging just over one court every month. 43 The District Court
FCE rollouts will begin in 2021 with two pilot courts, done sequentially.

A number of large jurisdictions (e.g., Gwinnett County, GA; Maryland Courts) utilize system-wide person
databases. This helps with party identification, aliases, and contact information. They must be designed to be
highly scalable in order to be able to be integrated into with multiple applications. This was included in the design
and requirements for the Hawaii Judiciary (Dibble, Tim, Hawaii Judiciary System Requirements, Aequitas, Inc.,
1998).
42
Note that there are 24 District judges, but some judges preside over multiple District Courts. This accounts for
the few District Courts that have multiple judges.
43
Using January to October 2018 timetable as a reference, three courts over ten months.
41
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WyUser to FCE rollouts. The methodology for migrating from WyUser to FCE is to migrate all case
data, except for case-based fines, fees, and bond amounts. The approach is based on closing out all
disbursements, in effect, zeroing out the financials immediately prior to closing the court. Due to the
time needed to complete each rollout, the court will manage all financials for two days with manual
receipts. These will need to be entered into FCE at the rollout. This approach is being used for Circuit
Courts that were/are on FCv5 and will be used for all District Courts. One challenge of this rollout is
ensuring the integrity of the data, which has emerged as a common issue.
FCv5 to FCE rollouts. All Circuit Courts originally used FCv5. The financial data for these courts are
being migrated without any issues.

Rollout steps and tracking. The IT Applications staff utilize a set methodology for FCE rollouts that is
repeated for each court. Each rollout is approximately three months in duration until Go-live. The
rollout steps are:
1)
2)
3)
4)
5)
6)
7)

First contact (approx. 12 weeks in advance of Go-live)
Four local configuration calls (approximately four weeks)
Four days of Instructor Led Training (one week after preliminary configuration)
Four user acceptance testing calls (over three to five weeks)
Closing call (Thursday prior to Go-live)
Go-live
Four follow-up calls (over four to six weeks)

The tracking tables are driven by a start date for the multiple rollout steps, beginning with notification
by the CTO.
Figure 3.1 above is a summary of the rollouts that have completed and those that
remain.
Recommendation 3.2 – Broaden communication tools for rollouts
The IT Applications team should provide detailed rollout schedules that define the steps and
timeline for each court as part of communications for each rollout. The team is working in a fluid
environment and mapping each rollout as they are planned for each court. The schedules will
help better communicate progress and the challenges that they face as they move through the
process. This schedule should be differentiated from the master projects schedule used by the
CTO.
The BAs from the IT Applications department and the database administrators from the IT Infrastructure
& Operations department are handling database migrations. The protocol for data migration is provided
in a 40-page manual and is quite intensive. The CTO has simplified the manual to make the data
migration process easier to follow. Data are migrated twice, both into the production environment. 44

44

This is fairly standard practice by many companies.
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1) The first migration is called preliminary and takes place in a Pre-Production environment. It is
used to make configuration tables in production.
2) The second migration is for Go-live. It starts on the Thursday prior to the rollout with the
shutdown of the FCv5 system. The court then goes into manual operating mode for two days.
The court hand-writes receipts and makes no docket entries. Everything is done manually. On
Sunday, the new system goes live. The CTO representatives are on site with the court clerk. As
much of the data entry as possible from the two workdays are entered into the new system.
They also front-load the tickets (e-citations) that have been sent electronically.
User acceptance testing (UAT) is a key component of each rollout. UAT happens after training and
before Go-live to uncover bugs and resolve bugs before Go-live if possible; and to test configurations
that have been coordinated and implemented by the IT applications teams. This includes local users and
user identities, case types, disposition types, and other administrative data. UAT after rollout is simply a
process of noting functionality that is not working correctly or is incorrectly configured and submitting a
ticket through the help desk system. In addition, the IT teams also work with the local clerk to test the
system the weekend prior to Go-live.
Recommendation 3.3 – Require user acceptance testing (UAT) scripts in future software
contracts
UAT scripts are fundamental to tracing requirements and are a platform for training. They will
cost more and often are difficult for a vendor that is working hard on multiple rollouts, but they
are essential to successful software deployments.
Recommendation 3.4 – Expand UAT with the rollout of FCE to local courts
The purpose of UAT is not simply to identify bugs or other needed configurations in the system.
It is also to integrate FCE into the functions needed in each court and to identify needed
enhancements, even if these enhancements are not immediately achievable. Both of these
functions should occur prior to Go-live at each court, per the Project Management Institute’s
best practices. 45 In combination with test scripts, UAT is also part of the training process and
helps users familiarize themselves with the new system.
Calendars. Many, but not all, District and Circuit Court judges use Microsoft Outlook for court
calendars. Generally, in Circuit Court, the clerk works in the courtroom with the judge and manages
the calendar on FCE, even if sometimes entering the information later. The practice typically is to
make hand-written notations on a case list for that calendar to be entered into the case
management system later. In the Circuit Courts, the calendar is typically uploaded by the clerk from
FCE or FCv5 to Microsoft Outlook for judges’ use. This is done weekly, sometimes daily. The
challenges of multiple calendars, and especially the official calendar in Microsoft Outlook is
addressed in the IT Applications chapter.
Ebert, L. (2002). Successful project management for software product and information system development.
Paper presented at Project Management Institute Annual Seminars & Symposium, San Antonio, TX. Newtown
Square, PA: Project Management Institute. Note that this applies to both information systems (IS) and software
product (SP) developments. A customized off the shelf (COTS) software development is a hybrid between IS and
SP.

45
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Rollouts led or conducted by the Infrastructure and Operations department are illustrated in Figure 3.1
above.

Hardware refresh
The current refresh has been funded from multiple sources including the General Fund budget. The
deployments began in late 2017 and were recently concluded in August 2019. Four infrastructure and
operations staff worked on the initiative.
The CTO is proposing to migrate future hardware refreshes to the Judicial Systems Automation budget
for the WJB. The approach is to update between 25 and 33 percent of technology infrastructure with
ongoing refreshes occurring in four-year cycles. This ongoing process would be part of the standard
operating budget for the CTO. In other words, the CTO would refresh one district every four years. From
the perspective of each of three districts, courts would receive a hardware refresh every four years. See
IT Infrastructure for a full description; and recommendation 6.1 in the chapter, IT Budgets, for the full
recommendation associated with changes to budgeting practices. The recommendation includes
maintaining the hardware refresh budget for the fourth year and utilizing the proportional monies for
updates to network hardware and software.
At the start of the new, modernizing era of the CTO in 2016, the state of information technology was
very poor. Many end user machines were over ten years old, almost all software had to be installed on
site, and operating systems were no longer supported by vendors. The hardware refresh has completely
transformed that.

Audio (sound) video systems – courtroom technologies
Three people are primarily involved with the installation and deployment of courtroom audio and video
systems: the CIO, the Infrastructure and Operations Manager, and a system administrator. The basic
configuration is standardized (see Appendix Two, Document Catalog). All courtroom sound system
installations are provided by Absolute! Audio Visual Inc. (Absolute!). Most upgrades have focused
entirely on audio upgrades. Jury room sound systems are typically done with the courtrooms. They are
primarily assistive listening earpieces and an audio jack wired into the jury sound system. The
department is in the process of building a project management tool to manage the courtroom
technologies. This has evolved into a complex process with multiple inventories and spreadsheets.
Each installation is in a county-owned and operated courthouse. In addition, each county must fund
wiring to the courtrooms, power, and network drops (where needed). Other constraints to the pace of
the rollouts include the WJB budget. In the current fiscal year, the CTO only has enough remaining funds
to complete 8-9 courtrooms. The budget is also constrained, because the CTO retains budget amounts
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equivalent to two courtroom installations for emergency requests. For example, a courtroom ceiling
caved in, and the CTO had to use the retained budget to quickly bring the courtroom back online –
install a new sound system.
The CTO has completed audio installations in approximately 50 percent of the courtrooms (35 out of 71
courtrooms) statewide. The WJB has had a master contract with Absolute! since 2017. They are
scheduled for rollouts through January 2020. The basic rollout steps are the following:
a) The CIO and IT Infrastructure and Operations Manager negotiate and execute a Memorandum
of Understanding (MOU) with each county. These are initiated by an invitation letter from the
CIO, reminding them of their statutory obligation and providing the requirements. The CTO is
currently waiting on four counties to review and execute MOUs. The challenge is that the county
must invest money into the courtroom infrastructure (see above), and the counties do not
always have appropriated funds. In addition, the projects are not always in alignment with
county priorities or timetables.
b) Once an MOU is complete, Absolute! drafts a statement of work (SOW) proposal for equipment
and labor for the installation.
c) The SOW is approved by the CIO, who coordinates and purchases the equipment through
Absolute!.
d) Absolute! submits an equipment invoice.
e) The installation is scheduled.
f) The system administrator coordinates with county staff and oversees installation by Absolute!.
g) At the completion of the installation, Absolute! submits the labor invoice including any credits or
change orders.

Surface Hubs – video conferencing system
The WJB is providing Microsoft’s Surface Hub (SH) system in every courtroom in alignment with the
rollout of the sound systems. Seventy-four percent (52 out of 71 courtrooms) have been installed. These
are viewed as effective for video conferencing, especially for hearings for remote defendants but are not
the primary video presentation system in the courtroom. The primary video system will require multiple
monitors and be linked into the audio and recording systems. Currently, not all judges that were
interviewed use the SH for remote hearings. They prefer to have the defendant in the courtroom.
The county typically provides network drops in the courtroom back to the patch panel and power for the
equipment. These must be ready. In many older courtrooms, this can present a challenge due the lack of
hidden raceways or conduits. Many counties do not want to use surface mounted cabling.

IT Support
The CTO currently supports technology for approximately 330 end users in 52 Supreme, District and
Circuit Courts, in addition to eight Municipal Courts, across the WJB. Additionally, they support limited
for
applications for the District Court Clerks, such as, WyUser and Clearview Jury, and
user access. This section focuses on support practices for both Applications and Infrastructure &
Operations. Three primary drivers define and guide needed technology support:
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Court requirements for technologies to support the work of each court. Technology
requirements are defined by IT governance and direction from the various judicial automation
committees. As important as the requirements defined by the WJB are, the ability of the branch
to work with the Legislature to secure needed funding brackets the requirements and the timing
and scale of implementation. In practice, the Legislature may also prioritize a requirement for
the WJB that impacts the WJB’s own requirements and priorities. 46 See the chapter, IT
Governance, for a detailed assessment of this driver of the scope and scale of IT applications,
technologies, and needed support. As the scope and scale of technology grow, so, too, do the
demands on CTO staff. In addition to the assessment of IT governance, see the chapter, Human
Resources, for an assessment of the need for alignment between staff skills and needed
functions to support the judicial branch.



Application and technology contracts and scope of work. The scope of work in contracts
negotiated for application procurements is a key driver of the level of needed support for each
rollout. In addition, the negotiated maintenance and support agreements also impact ongoing
needed support. The specific areas affected include advanced testing; data cleansing and
migration; guidance and support for user acceptance testing; training, bug reporting and fixing;
enhancements; and help desk support. This is not simply a question of outsourcing or managing
in-house, most procurements are a blend of both. But the cost and proficiency of successful
technology adaption are directly impacted by how these responsibilities are defined.



WJB and CTO policies and procedures. Effective policies and procedures will guide procurement
and maintenance and support agreements for applications and other tools. As an example, best
practice and WJB policy is to prohibit vendor access to the production system (application and
database). The vendor must provide the CTO with software updates as a tested compilation, and
the CTO must have the requisite expertise to perform the updates.

The IT Applications department and, to some extent, the Infrastructure and Operations department are
both engaged in rollouts and deployment of new technologies while supporting the WJB for all in-place
applications and technologies. The balance of time that the CTO and each staff person spends on
rollouts as contrasted with ongoing IT support will fluctuate as the IT environment becomes more
mature and the current acquisition and rollout phase is completed in three to five years.
The CTO does not track time by various tasks. It is clear from the analysis below that the BA teams are
spending a significant amount of time on application rollouts. The time spent on rollouts and on IT
support, primarily responding to help desk tickets by contrast is not documented.
Recommendation 3.5 – Build workload reports that include time tracking by management and
staff at the CTO
The CTO should require that staff track time spent by task category on rollouts or IT support.
These two categories overlap, so definitions should be established. In addition, time should be
tracked by jurisdiction and by type of support. Similar to other organizations, the smallest
increment of time would be a half-hour, and the staff person could enter time daily (more
46

Examples include the prioritization of the Chancery Court and e-filing that shifted WJB priorities.
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precise and formal) or weekly (informal and less precise). This task should take only five to ten
minutes per week. The benefits will include planning for future projects and tracking the
primary areas where gaps in training or documentation on rollouts resulted in the need for
greater support.

Rollout support
The CTO is utilizing two basic rollout support models: (1) application rollouts and (2) technology
hardware and related software rollouts. For the latter model, many of the hardware rollouts, such as the
end user hardware refresh, include operating systems and other support software that are part of the
rollout. These are not the same as full application rollouts, such as for FullCourt Enterprise (FCE).
Application rollouts include FCE and a hybrid model for Clearview Jury, which does not require any data
migration and is conducted in a two-step process. The rollout steps are defined internally, but also
established by default in contract requirements. Stated another way, what is not outsourced must be
done internally. Two major phases organize the steps for rollout, with the second phase consisting of
incremental rollouts at 51 District and Circuit Courts. The following analysis is consistent with the
Wyoming Judicial Branch Technology Plan, presented by Chief Justice Davis to the Legislature on
October 30, 2019. 47 In the plan, a typical procurement and implementation lifecycle is described as 2.5
to 4.5 years. The below analysis differentiates between various types of deployments.
Phase One
This phase requires longer than six months, depending on the level of customization.





Procurement and contract execution
Customization (build)
Testing and production environment setup
Application configuration and acceptance

Phase Two – 51 Circuit and District Courts
For FCE, each of these rollouts requires approximately three months per court. Working in four
teams, without accounting for interruptions and transitions, this phase requires a minimum 49
months (4 years + 1 month). Clearview Jury rollouts are determined by jury demand in each
court and are much shorter in duration, 48 in large part because little configuration and training
are required in each jurisdiction. E-filing rollouts will likely take even longer, because the training
will need to include private and government attorneys, district attorneys, and public defenders.


Engagement or first contact – approx. 12 weeks in advance of Go-live

See Lifecycle of a Major Software System Implementation, Wyoming Judicial Branch Technology Plan, October
14, 2019, p9.
48
No rollout sequencing was provided for Clearview Jury. After the initial jury pool rollout, the local configurations
and training to Go-live take approximately one month or longer. They are supervised by one BA when each court
schedules their first jury trial each year.
47
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First data migration to review and configure the application locally – not documented
Local configuration – approximately four weeks
Training centralized in Cheyenne – one week after configuration
UAT – three to five weeks
Final data migration – set up time indeterminate, run over weekend prior to Go-Live
Go-live
Follow-up – four to six weeks

Application rollout support tools provided by the FCE vendor include a data migration guide and the full
software installation. The vendor will also provide subsequent versions, enhancements, or patches for
installation by the CTO. Potential support tools that are not provided by the FCE vendor include the
following:








Requirements traceability matrix – indexed to functional and technical requirements at
procurement, the matrix enables indexing of UAT scripts and training manuals to specific,
detailed functions and specifications.
UAT scripts – these are often utilized in enterprise-level deployments indexed to functional and
technical requirements. See Recommendation 3.3.
Training manuals – often similar to or concurrent with UAT scripts, training manuals are detailed
guides to software and machine interaction.
Detailed user manuals – less detailed than training manuals, user manuals illustrate basic
functional workflows and screen functions. 49
Computer assisted training (CAT) – software that includes field-level assistance at mouse-overs
of labels or with each screen.
Frequently asked questions (FAQs) – often referred to as F1 functions, used by many
applications. Basic answers to FAQs are provided with the software; with additional detailed
responses often linked to an online resource tool.

User manuals for FCE and Clearview Jury were written and published by the CTO, primarily by the
manager and the BAs in the IT Applications department.
Recommendation 3.6 – Require written user manuals in future software contracts
User manuals will be simple to write and publish, if UAT scripts are published and utilized. They
are also similar to the software itself – write once and edit for each jurisdiction. The WJB should
not bear the cost of the first user manual. They are an important asset to the vendor, going
forward.
In alignment with high-level recommendations in the report, the CTO will need to work with the
stakeholders and subject matter experts to challenge a number of current and entrenched practices to
leverage their new and emerging enterprise-level case management system and e-filing and public
access tools.

49

Justice Systems, Inc. does provide high-level user manuals.
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Help Desk
Users at all jurisdictions, including the
Supreme Court and AOC have access to the help desk and can submit tickets. The tool has the following
functions, although only Ticket Management is being used at this time. It is used for day-to-day IT
support across the WJB, as well as to track bugs and enhancement requests, post-rollout.


Ticket Management – This includes four levels of requests by categories and types, ticket
management also tracks the status of tickets as well as providing report metrics about tickets. It
is used effectively in the CTO.



Knowledge Management – This is an end user self-service and helps to mitigate training by help
desk. It is not used by the CTO in part because it takes some time and effort to set up. As a
result, the CTO utilizes SharePoint and other technologies for this function.



Asset Management – The CTO uses a specialized tool, Asset Panda for asset management. This is
not needed at this time.



Change Management – This is an automated workflow for requests and approvals. It is a nice
feature, but the CTO is small and flat enough that it is not needed at this time.

Help desk tickets show a high volume of non-planned activity. From 9/9/19 to 10/7/19 the CTO opened
383 tickets and closed 387 tickets. The system separates tickets by groups, so it is straightforward to see
what is open in queue for IT Applications or Operations. Team members handle what they can resolve.
The remaining requests are assigned by the manager for each department, if needed.

IT Training
Training is provided for rollouts and ongoing support, especially associated with new employees or
changes in employee functions. For rollouts, training is provided in a number of ways. For FCE rollouts,
the BA teams used to travel to the court and provide training on site. However, in late 2019 a new
model was adopted for centralized training in Cheyenne. This began in October. For Clearview Jury,
training was provided regionally. Going forward, it too, will be provided at the central training center in
Cheyenne. The IT Applications department is currently creating a course catalog.
The CTO has opened a centralized IT training center in Cheyenne, co-located with the IT Application
department. The objective is to provide regular, ongoing training for various IT applications and
functions, including topics such as Office automation tools, email, and MS Teams.
Recommendation 3.7 – Plan for dedicated IT training staff and programs
The CTO should plan for a future in which BAs are dedicated to IT training in concert with
subject matter expert (SME) users in the courts. This model is utilized by a number of courts at
the state level, including the Maryland AOC, which has a separate Technology Education
department of 11 staff. By comparison, the WJB serves a court system about one-quarter the
size of Maryland, so two dedicated staff would fill a comparable role.
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End user hardware
The CTO supplies PC hardware to the Supreme Court, Administrative Office of the Courts (AOC), and
District and Circuit Courts, with the exception of the District Court Clerks. The CTO has recently (20172019) upgraded all end user hardware through an aggressive hardware refresh project. Moving forward,
they are advocating to refresh end user hardware every 4 years.
The CTO is creating a policy to refresh end user hardware on four-year cycles. This is a critical initiative
that will increase the sustainability of the WJB and needed technology support. Best practice is to
refresh 20-25% of PC hardware each year, which would create a replacement cycle every 4-5 years.
CTO’s plan for a 4-year refresh cycle falls within this range and should be implemented as a standard

52

Wyoming Judicial Branch
Statewide Technologies Assessment
•
•

Oversight and development of responses to findings from internal stress testing and other
diagnostics of existing IT environment
Direct project management

These CIO responsibilities are considerable. The State Court Administrator and overall court
administration leadership team share key aspects of policy and strategy formation and development. As
the biennial legislative session approaches, budget development and defense take center stage and are
prioritized over other demands on AOC time and specifically the work of the CIO.

Current Responsibilities of the CTO Department/ Project Managers
CTO management responsibilities are assigned to two departmental leaders, project managers for
infrastructure and for applications. Shared responsibilities with the CIO include advising on policy
development; monitoring and responding to IT environment testing; and communication with key
stakeholders at the growing governance committee level as well as with end users in District and Circuit
Courts. Manager responsibilities include direct supervision of staff and personnel management;
frontline rollouts and project management; helpdesk support for District and Circuit Court judges, clerks,
and other staff; and requirements and business process analysis.
The management responsibilities within the CTO also include support for system, network, and database
administrators, business analysts (BAs), and other support staff. The department managers often handle
overflow from their respective staff, an illustration of the considerable effort required of the CTO to
meet the expectations and demands of technology adoption. Responsibilities then overflow to the CIO
and the rest of the AOC leadership team. The overflow stems from more work than can be optimally
handled by existing number of staff and their work distribution, despite the rapid growth of the CTO.
See Benchmarks and Best Practices in the Executive Summary.

Best Practices for CIO and Other IT Leadership
CIOs and their leadership teams continue to require deep knowledge and capabilities in managing
technology. They require the technical knowledge to develop coherent and agile infrastructure and
applications as parts of an overall integrated IT environment. They have increasingly played roles of
managing security of their systems, with some organizations separating the IT security responsibilities to
a separate top-level leadership role. CIOs continue to play central roles in the management of internal
and external resources (e.g., vendors and subcontractors) as part of working toward rollout goals and
milestones. 54

McLaughlin, L. “CIO role: Everything you need to know about today’s Chief Information Officers.” Enterprise
Project. September 16, 2019. Accessed December 24, 2019 at https://enterprisersproject.com/article/2019/9/ciochief-information-officer-role-explained; Casey, K. “7 valuable certifications for IT leaders: What IT certifications
help your career at the leadership level? Spoiler: There is no CIO certificate.” Enterprise Project. April 10, 2019.
Accessed December 24, 2019 at https://enterprisersproject.com/article/2019/4/7-IT-certifications-for-leaders See
also requirements of the IT Infrastructure Library (ITIL®) certification developed and provided by Axelos,
https://www.axelos.com/certifications/itil-certifications. ITIL is broadly-recognized IT service management
certification, providing several levels of IT management training.
54

59

Wyoming Judicial Branch
Statewide Technologies Assessment

However, whereas the roles of CIOs and their leadership teams had been confined to what may be
described as exclusively “technology” tasks, best practices in the field have placed a greater emphasis on
the “information” aspect of the CIO role and moved them from the fringe of management to critical
members of organizational leadership teams focused on “digital transformation initiatives” and “cross
functional efforts” to manage change efforts that clearly improve the work and impact of entire
organizations as well as of end users. These roles require CIOs to be effective communicators,
salespeople, and influencers. 55 In the WJB, a vision of a digital court mirrors these expectations and
demands and are recognized as important functions of the AOC.
The shifting role of CIOs is consistent with several of the recommendations already made in this report,
including the following:








Expand the communities of interest (COI) IT governance model (1.1)
Plan for a statewide digital court (2.1)
Rename the trial courts case management system (CMS) (2.2)
Plan for integration of public access tools with FullCourt Enterprise (FCE) (2.4)
Expand BA roles as new IT applications are rolled out statewide (3.1)
Broaden communication tools for rollouts (3.2)
Plan for dedicated IT training staff and programs (3.7)

The Harvard Business Review’s white paper, “Transformation Masters: The New Rules of CIO
Leadership” (July 19, 2018) provides a summary of the changing “rules” of CIO leadership:
1.
2.
3.
4.
5.
6.

Take customer centricity to the next level
Use agile and lean methods whenever possible
Empower people to experiment; learn from failure
Elevate your tech game – as a builder or orchestrator
Coauthor
Make adaptability your team’s new power skill.

These themes are implicit in the work of the CIO and merit elaboration:
Customer centricity. The CIO already has extensive communication with end users, but the heavy
volume of helpdesk tickets has often characterized those relationships as problem-centric.
Expanded feedback mechanisms allow for proactive discussion with end users. Many of these are
already in place as part of the work of the existing technology and automation committees. The
benefits of user involvement include the development of solutions to common obstacles, such as
the duplicative and bifurcated nature of much of the work performed in courts (See IT Applications).
Using agile methods more broadly. The CIO structures complex projects into smaller deployments
that yield visible results to WJB staff and end users. This method also supports continuous learning
and course corrections during rollouts. See IT Budgets and Costs for discussion of performanceMcLaughlin, L. “CIO role: Everything you need to know about today’s Chief Information Officers.” Enterprise
Project. September 16, 2019. Accessed December 24, 2019 at https://enterprisersproject.com/article/2019/9/ciochief-information-officer-role-explained
55
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based budgeting that aligns with the interim milestones and outputs over the course of a strategic
initiative.
Experimentation. Consistent with an agility and customer-centricity, the CIO engages in
experimentation or limited pilots that respond to end user ideas for solutions and to developing
court technologies keep the IT environment current and responsive to changing demands. The
Chancery Court will be in effect a pilot project for the wider District Court deployment of FCE.
Playing the role of “orchestrator” rather than contract manager. CIO’s have traditionally played the
role of managing vendor contracts. CIO leaders employ best practices to align and coordinate
vendor contracts as part of value streams and in support of strategic plans. The AOC leadership
team, including the CIO, has already taken an important step in this direction by transitioning timebased contracts (i.e., vendors are paid on a fixed schedule, such as monthly) to performance-based
contracts (i.e., vendors are paid when they produce clearly defined results).
Coauthor. The coauthoring role is consistent with customer centricity. Customers not only include
end users but the many stakeholders of the WJB, who would also be centrally involved in strategic
planning: Supreme Court justices, District and Circuit Court judges, attorneys, clerks, administrators,
the public, and legislators as appropriate under the COI model.
Staffing for adaptability rather than stability. Discussed most prominently in IT Project Rollouts and
Support, the roles that CTO staff play today will evolve over time as realizing the vision of a digital
court creates new demands. Forecasting and planning for downstream needs and how human,
financial, and other resources will meet them has increasingly become part of the strategic
responsibilities of the CIO and IT leadership generally.

IT Leadership and the Wyoming Digital Court
The rapid adoption of the new WJB information technology strategies and applications is central to a
vision of a Wyoming digital court, serving the Supreme Court, independent and interdependent trial
courts, and the citizens and business of the state. The AOC and CTO leadership specifically increasingly
playing central roles in developing, communicating, and building consensus around transformational
initiatives in support of that vision. As leader, expert, strategist, and communicator, the CIO can
articulate a coherent vision and strategy unlike what has been possible to develop before. Whether in a
budget defense before the Legislature or as an advisor to a judicial committee, a CIO with the proper
support and time presents a strategic plan and vision for the future that incorporates data and analysis
about current and future needs, existing staffing and financial capacity, the needs to sequence activities
according to the plan, and the alignment of the plan with the vision and needs of the WJB. When new
initiatives are suggested or shifts in priorities suggested, the AOC leadership with a strong CIO can
respond clearly, transparently, and substantially with supporting data; they can describe the costs and
benefits of new initiatives and the shifts in light of a coherent vision and strategy. A strong CIO is
effective in building consensus among the many leaders and decision-makers involved in any CTO
initiative, because she presents consistent and compelling arguments.
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Recommendation 5.1 – Expand existing frontline staff resources to provide the time for the
AOC and IT leadership to focus on their core roles and shaping strategic direction
The responsibilities of the AOC should be focused on shaping strategic direction both in court
technology specifically and overall in the WJB, managing relationships with those individuals and
institutions to which the administrative office and CTO leadership are accountable. At least as
important as the traditional responsibilities of a Chief Technology Officer, CIO’s have had to
develop into consensus-builders, communicators, innovators, collaborators, and strategists. In a
small AOC, these roles may be shared across several leaders. The most effective CIOs, however,
remain at the center of those efforts. Overflow from frontline staff is a significant time-limiting
factor that should be addressed by “right sizing” the staff and looking for areas of efficiency. In
IT Budgets and Costs, this assessment suggests other ways of reducing the time demands on the
CIO and efforts that have already begun to respond to that recommendation.

Staffing Capacity
No absolute baseline exists for staffing Court IT departments. Comparisons to other jurisdictions are
imperfect but illustrate that the CTO in the WJB is likely understaffed.
The South Dakota AOC 27 IT staff. They recently completed a statewide case management
rollout, a three-year effort across seven unified judicial circuits with one trial court, both limited
and general jurisdiction, per circuit. The South Dakota AOC serves a state population of 882,000,
but only 57 trial judges.
By contrast, the Wyoming AOC has 18 IT staff, but serves 51 trial judges for a state population of
580,000 and 50+ unique courts, with a bifurcated general and limited jurisdiction court
structure. By comparison the widespread and diverse nature of Wyoming courts is a much more
difficult challenge to support and manage.
By necessity, the CIO and department managers must assume more staff-level duties, because their
teams cannot handle all of it. Again, the drivers of the limited capacity include insufficient number of
staff. However, the time to bring staff to optimal productivity is another limiting factor. By November
2019, 37.5% of staff had been with the CTO for two years or less. It takes between one and two years for
a new staff member, regardless of previous background, to reach full productivity. The intensive
training, mostly in the form of shadowing and mentoring, is required to understand the diverse,
interactive, and complex systems used by WJB and the lack of capacity of a small team to specialize in
any one area.
Recommendation 5.2 – Increase IT staffing by up to eight professionals
The WJB serves statewide courts that are more complex and geographically distributed than in
South Dakota. Commensurate with analysis of benchmarks in the Executive Summary, the
number of staff in the CTO will need to increase by at least eight to manage the current and
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immediate future rollouts and IT support. A key function in the South Dakota AOC that is not
even yet identified in Wyoming is the provision of staff for statistical and performance reports
that are being implemented as judicial dashboards, used by judges to manage their dockets. The
staffing comparisons with South Dakota do not account for the total administrative offices in
each state – staff who support court technology work in other offices. In addition to its court
technology staff, the Wyoming AOC has 22 staff positions, which includes the State Court
Administrator and Deputy Court Administrator. Including its leadership, South Dakota has 26
other staff positions. Other gaps include the need for dedicated staffing for help desks and onsite IT support. In addition, as noted above, many jurisdictions also have dedicated staff that
also provide cyclical and onboarding IT training and support.
Recommendation 5.3 – Expand the role of departmental manager positions
The CTO department managers should also expand their focus to responsibilities appropriate to
the management or director-level roles that have been limited by the response to a large
number of initiatives and projects. These expanded roles include team building, staff
development, strategic resource management, high-level management of the various projects
under their supervision, and building staff accountability and holding themselves accountable to
CTO mission and strategic goals. Because of the length of time necessary to bring CTO staff to
optimal productivity, departmental managers will need the time to prioritize staff development
and training and identify efficiencies where possible. They will also need to play key roles as
advisors and partners in the CTO.
Personnel data do not indicate a problem with staff turnover, but the CTO has only recently engaged in
accelerated growth. With staff demands exceeding capacity and departmental managers unable to shift
their work away from project management, industry trends suggest that turnover will become a
problem. According to CIO Magazine, an estimated 46% of annual turnover is attributed to “employee
burnout.” To replace a staff member, the costs can be as high 25% of the individual’s annual salary,
which exacerbates the loss of productivity to the CTO because of its one to two-year training cycle. The
most effective strategies to retain talented staff lie in effective people management, which require close
collaboration between the CIO and the Chief Financial Officer (responsible for human resources). The
AOC is in the process of developing a clear plan for turnover and adapting existing staffing strategies to
meet future needs. The strategic plan should and is expected to address these issues directly.
Recommendation 5.4 – Complete the development of a staffing risk management plan
The AOC should complete a risk management plan for managing actual productivity and
preparing for turnover and staff transitions. Looking at the current census of staff does not
provide an accurate assessment of the CTO’s productivity and capacity. The CIO and the
department managers should review existing staffing and determine the CTO’s actual capacity
based on the productivity, skills, and time of existing staff. Projecting forward, they should also
prepare for possible turnover by (1) introducing strategies to mitigate the risk of turnover and
(2) contingency planning for turnover on a two to three-year cycle. These data and plans inform
the broader strategic plan of the CTO.
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Developing a staffing risk management plan as well as informing strategic planning overall (relative to
capacity) requires a more refined understanding of how staff are utilized. The following
recommendations support providing those decision-making data.
Recommendation 5.5 – Track staff time by project and task
AOC staff should keep track of their time in an information system that provides a sufficient
level of detail for managers to understand the nature of the work of staff and that can produce
management reports to inform staff and resource allocation.
Recommendation 5.6 – Increase helpdesk system tracking of source and type of tickets
The existing helpdesk management system should be modified to include greater detail about
the nature and origin of requests that support the goals of (1) system testing and improvement
and (2) identifying trends that suggest simple solutions to address common questions and
training topics.
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6 IT Budgets and Costs
IT budgets are the fuel driving the WJB vision of a digital court.
The following is a summary of the adopted 2019-2020 and proposed 2021-2022 Biennium Budgets of
the Court Technology Office (CTO) of the Wyoming Judicial Branch (WJB). The difference between both
budgets is large – a 60% increase from the previous to current budget. The increase is largely a product
of continuing gaps in the WJB technology infrastructure and applications. It is driven by the lack of
capacity, including staffing, to meet demands on the CTO. Both drivers have been discussed extensively
earlier in this report.
Table 6.1 – Summary of the 2019-2020 & 2021-2022 Technology Budgets of the WJB
Biennium Budget

General Fund

Judicial Systems
Automation Account

Total

2019-2020 (Adopted)

$ 2,349,714

$ 10,129,782

$ 12,479,496

2021-2022 (Proposed)

$ 12,044,323

$ 7,967,000

$ 20,011,323

The significant increase is due to rapidly increasing expectations and demands for statewide technology,
especially related to the new Chancery Court and e-filing initiatives. The Administrative Office of the
Courts (AOC) faces a challenging task in presenting their budget to the Legislature. A more defined
strategic framework will enable legislators and others reviewing a WJB budget request to connect costs
to projects to outcomes. Building on the recommendations in IT Governance and Human Resources, the
CTO can present a more holistic, coherent, and transparent defense that supports the vision for the
future – a digital court – rather than a series of projects that can more easily be pulled apart from the
whole.
A common theme among the recommendations is the importance of defining a clear vision and aligning
specific strategies to reach the vision of a Wyoming digital court. The AOC promotes and manages the
process of translating vision to reality. That involves not only clear planning, but financial resources,
staffing resources, and leadership capacity all aligned with the strategic plan, but also improvements in
how finances are managed and budgets are created.

Existing Financial Management and Budgeting Tools
The Chief Information Officer (CIO) has managed the finances of the CTO at a granular level. Although
Finance provides for overall management of the Wyoming Judicial Branch, including the CTO, the CIO
relies on an array of complex and detailed spreadsheets that include everything from ledgers to budget
projections to support project management and planning.
To monitor spending and available funding, the CIO currently uses a series of transactional ledgers. By
vendor and invoice, the CIO tracks the total amount due (payable), the total amount paid (expense), and
the amount remaining (expense or accrued expense). See Table 6.1 below for a sample ledger of
accounting transactions. This level of record-keeping and the tracking, which includes individual fixed
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asset schedules, contract payables and accruals, itemization of travel costs, fund balance accounting
across revenue sources and biennial appropriations, is time-consuming. In several areas, it is also
duplicative of work already done by Finance. See below for discussion of how areas of duplication are
already being addressed.

The existing processes have been functional even if time consuming. The CIO can monitor contract
payments and balances as well as fund balances from various funding sources, such as General Fund and
Judicial Systems Automation fund, over the course of numerous biennium budgets. Proposals for
biennial budgets can be modeled based on previous accruals, overall spending trends, and costing of
new projects developed internally by the AOC or otherwise assigned to the CTO. The time intensity of
the budgeting process is felt most acutely when the biennial legislative session approaches, not only by
the CIO but the entire AOC leadership team, when presentations, adjustments, and models are required
very rapidly.
This finding has already been supported by recent work at the AOC. The CIO in collaboration with the
Chief Fiscal Officer (CFO) have made improvements to the tools and processes discussed above. The CIO
and CFO have identified new ways in which the Finance team could provide reports and other
information that would simplify how the CIO monitors spending and develops budgets. By depending on
Finance for more of the granular, transactional information, the CIO can focus more on the higher-level
financial oversight and planning.

Budget Development and Presentation to the Legislature
The AOC receives revenue from the General Fund and the Judicial Systems Automation for IT budgets. A
standard budget is set for each revenue stream as basic operating costs. This baseline budget supports
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What level of financial investment is necessary to reach key rollout/ implementation
milestones? How reasonable are those investments? What drives those costs and where might
there be areas to use limited financial resources more efficiently (i.e., do more with less)?

Many public accounting financial systems have limited capacity to provide the type of information that
would allow leaders to answer these questions. Even fewer are able to tie costs or investments to
specific performance measures or added value outputs. The AOC will increasingly seek financial
information that supports strategic planning and tracking.
Recommendation 6.2 – The AOC should adopt functional and performance-based IT budgeting
Functional budgeting supports effective management of individual projects and initiatives by
making transparent the direct and indirect investments in specific initiatives and projects.
Performance-based budgeting takes financial management one step further by tying financial
investments to specific outputs and outcomes. Milestones are already defined in the CTO
project timeline. How much does it cost to run that project effectively? How much does it cost
to reach the key milestones and interim goals associated with that project?
Notably, the CTO has taken early steps in the past few months to improve the utility of existing financial
management tools to align with IT project timelines – a precursor to functional budgeting. The CIO has
created a new budgeting tool for the 2019-2028 project management schedule. Each project or initiative
is more clearly associated the relevant contracts and purchases, a description of how those will be used,
the cost of each contract and purchase, and the expected payment year. For projects with ongoing
costs, multipliers are included to account for inflation and to some degree for contingencies.
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Appendix One – Recommendations Summary
IT Governance
Recommendation 1.1 – Expand the communities of interest (COI) IT governance model 57
Expand the communities of interest (COI) governance model that builds on and replicates the
Courtroom Technology Committee (CTC) and District (DCAC) and Circuit Court Automation
Committees (CCAC). Large court and government jurisdictions around the United States have
adopted the model in enterprise, complex environments. One example of a large jurisdiction is
Gwinnett County, Georgia, with seven trial courts serving a population of 920,000.
The COI model is illustrated in Figure 1.2 below. The model is designed to group judges, clerks,
and court staff as subject matter experts with IT business analysts and technical experts to
review and assess technologies and their impact on court processes. The COIs would meet as
sub-committees to a joint DCAC and CCAC. The fundamental approach is based on
standardization, balanced distribution of resources, and effective engagement between policy
and practice. The COIs would work with the AOC to build requirements, specifications, and
budgets for each community. The BJPA, through the DCAC and CCAC would review planning and
budget documents every biennium and approve or revise IT planning and budgets to be
submitted to the Legislature. Keys to effective implementation of the model are distributed
responsibility for staff work (the same persons are not all doing the work), the use of subject
matter experts (SMEs) from among judges, clerks, and staff, and effective participation by IT
professionals, who should be trained to support the work of the communities.
Recommendation 1.2 – Draft and adopt a 2025 IT strategic plan for the Wyoming Judicial
Branch that reinforces and structures the WJB vision for a statewide digital court
An IT strategic plan will shift the WJB to a proactive, instead of reactive, posture related to IT
adoption. Current initiatives should be embraced, they are the foundation for the future. The
management and integration of technology as a critical tool for the court should define IT
adoption for the courts across the State of Wyoming.
IT strategic planning should engage a vertical and horizontal cross-section of the judiciary and
courts to create a vision for the future. Because of the trajectory and pace of adoption, an ideal
vision should be for no more than five years. The strategic plan should answer the questions:
How does the WJB become a fully digital court, building on the expansive and forward-looking
applications and infrastructure that have been put into place or are in process? How does
information technology both support and make that happen? Representatives from the joint
appropriations committee and other key legislator should be invited to participate. A strategic
plan is most effective when launched in a half to full-day planning session and subsequently
Based on Gartner’s communities of interest or communities of practice (CoP) model. Large court and
government jurisdictions around the United States have adopted the model in enterprise, complex environments.
One example of a large jurisdiction is Gwinnett County, Georgia, with seven trial courts serving a population of
920,000. See, https://www.gartner.com/en/information-technology/glossary/communities.
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pushed down into the organization for implementation to the communities of interest (COIs).
Highly effective IT strategic plans operationalize goals and objectives into an implementation
plan that is realistic, time-limited, and affordable, with clear assignments of responsibility.

IT Applications
Recommendation 2.1 – Plan for a digital court across the WJB
The WJB has a vision for a digital court. All recent initiatives, including the rollout of IT
applications, are building this vision. The WJB should plan to leverage FCE, e-filing, and public
access tools to move toward digital cases and records. FCE is a sufficiently robust platform to go
digital or paperless, 58 with several add-ons and supplementary functions. This recommendation
is closely tied to Recommendations 2.2, 2.3, and 2.4 below. Several state court systems have
successfully gone paperless. Examples include South Dakota and Maryland. A digital court has
significant requisites and advantages, including the following:
Requisites
 The digital case file must be the legal record by State statute;
 Electronic signatures on orders and judgments must be the official signature by State
statute;
 The WJB and the Legislature must be willing to invest resources to build additional tools
and functions into FCE to support a digital court;
 Hearing and calendar tools must be sufficiently robust to support fast-paced hearings
and actions in the courtroom;
 Data entry should mostly be at the point of action and not duplicated. This includes data
sharing between the WJB and outside agencies.; and
 The system must have print-on-demand capabilities.
Advantages
 Savings in resources and time, by eliminating the need to support both a hardcopy and
digital case file;
 The ability to leverage technology to improve court processes;
 Reduction in duplicate data entry errors;
 Much higher degree of accountability based on easy access to transparent and reliable
statistics and performance outcomes; and
 The ability to provide e-filing and public access to a full digital case file where
appropriate.
Recommendation 2.2 – Rename the trial courts case management system
The WJB should rename the trial courts electronic case management system (CMS)consistent
with a holistic vision of a unified electronic case file. The case file and its connectivity and
accessibility to the public and attorneys and its integration with other tools is more than just a
case management system or a single technology.
Paperless is used interchangeably with print-on-demand, which references the need for hardcopy documents,
including the provision of notices and orders to litigants and attorneys. Some judges, unaccustomed to the use of
digital records, also require hardcopy case files.
58
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Recommendation 2.3 – Plan for integration of e-filing into FCE
The WJB has conducted a gap analysis and has defined a set of requirements for the e-filing
procurement that is in process. The CTO should conduct an analysis of what court processes
need to better integrate into FCE. Many of the functions listed above will face workflow
challenges based on the premise that e-filing is a bi-directional application that will eventually
need to provide data in smart forms that go beyond document imaging. Attorneys and litigants
filing pleadings and motions will easily replicate current processes, but the opportunity for the
court is to ensure the use of smart forms that go beyond replication of current processes. The
court issuing judgments, orders, and notices will also face challenges because of the gap
between court actions and data entry, especially in the District Court. JMI strongly recommends
the use of workflows to diagram process changes.
Recommendation 2.4 – Plan for integration of public access tools with FullCcourt Eenterprise
The CTO should plan to ensure accurate and timely entry of data into FCE for use by public
access tools. The gap between court actions and data entry is in part due to court processes, but
extensive use of paper forms and orders, especially in many District Courts, is another driver. In
addition, case information is often based on a register of actions that is currently an imaged
document or order attached to the case file. The entry is often incomplete, and the litigant or
attorney would need to read an order to decipher the action. 59

IT Rollouts and Support
Recommendation 3.1 –Expand business analysts roles as new IT applications are rolled out
statewide
The Court Technology Office (CTO) should plan to transition business analysts (BAs) working in IT
Applications to new roles working with the Wyoming Judicial Branch. The BAs are the keys to
providing a bridge between the courts and judges and leveraging technology to the greatest
extent possible. This planning should include analysis and development of functional
requirements to transition to a statewide digital court. This process will require the mapping
and assessment of functions that currently represent gaps in the way that the courts currently
function. Analysts will then need to identify which gaps can be supported by the new case
management system, FCE, and by the next major initiative, the rollout of e-filing in Chancery and
District Courts statewide. Ultimately, the impact of these gaps will include the integrity and
completeness of the calendar, registers of actions, and other activities in the courtroom where
the judges and judicial staff are using hardcopy case files, docket sheets, and separate
calendaring tools, such as Microsoft Outlook. Other roles for IT Applications staff will likely also
include ongoing IT training and support.

Note that these observations are based on clerk feedback, not on direct observations of the electronic case file.
It is likely that these challenges are not consistent or uniform across all the courts. In particular, Circuit Court clerks
and one District Court clerk noted that they are in the courtroom and use notations on hearing/docket lists to
ensure consistency in the register of actions.
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Note that the Utah Administrative Office of the Courts (AOC) has a mature case management
system (CMS) and e-filing. The CMS has been in place since 2008. Utah includes five business
application technicians and six software support staff, both comparable to the roles of the eight
BAs in the WJB. In addition, the Utah AOC is requesting additional IT staff that are needed to
address the demands of the court.
Recommendation 3.2 – Broaden communication tools for rollouts
The IT Applications team should provide detailed rollout schedules that define the steps and
timeline for each court as part of communications for each rollout. The team is working in a fluid
environment and mapping each rollout as they are planned for each court. The schedules will
help better communicate progress and the challenges that they face as they move through the
process. This schedule should be differentiated from the master projects schedule used by the
CTO.
Recommendation 3.3 – Require user acceptance testing (UAT) scripts in future software
contracts
User Acceptance Testing (UAT) scripts are fundamental to tracing requirements and are a
platform for training. They will cost more and often are difficult for a vendor that is working
hard on multiple rollouts, but they are essential to successful software deployments.
Recommendation 3.4 – Expand UAT with the rollout of FCE to local courts
The purpose of UAT is not simply to identify bugs or other needed configurations in the system.
It is also to integrate FCE into the functions needed in each court and to identify needed
enhancements, even if these enhancements are not immediately achievable. Both of these
functions should occur prior to Go Live at each court, per the Project Management Institute’s
best practices. 60 In combination with test scripts, UAT is also part of the training process and
helps users familiarize themselves with the new system.
Recommendation 3.5 – Build workload reports that include time tracking by management and
staff at the CTO
The CTO should require that staff track time spent by task category on rollouts or IT support.
These two categories overlap, so definitions should be established. In addition, time should be
tracked by jurisdiction and by type of support. Similar to other organizations, the smallest
increment of time would be a half-hour, and the staff person could enter time daily (more
precise and formal) or weekly (informal and less precise). This task should take only five to ten
minutes per week. The benefits will include planning for future projects and tracking the
primary areas where gaps in training or documentation on rollouts resulted in the need for
greater support.

Ebert, L. (2002). Successful project management for software product and information system development.
Paper presented at Project Management Institute Annual Seminars & Symposium, San Antonio, TX. Newtown
Square, PA: Project Management Institute. Note that this applies to both information systems (IS) and software
product (SP) developments. A customized off the shelf (COTS) software development is a hybrid between IS and
SP.
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Human Resources
Recommendation 5.1 – Expand existing frontline staff resources to provide the time for the
AOC and IT leadership to focus on their core roles and shaping strategic direction
The responsibilities of the AOC should be focused on shaping strategic direction both in court
technology specifically and overall in the WJB, managing relationships with those individuals and
institutions to which the administrative office and CTO leadership are accountable. At least as
important as the traditional responsibilities of a Chief Technology Officer, CIO’s have had to
develop into consensus-builders, communicators, innovators, collaborators, and strategists. In a
small Administrative Office of the Courts, these roles may be shared across several leaders. The
most effective CIOs, however, remain at the center of those efforts. Overflow from frontline
staff is a significant time-limiting factor that should be addressed by “right sizing” the staff and
looking for areas of efficiency. In IT Budgets and Costs, this assessment suggests other ways of
reducing the time demands on the CIO and efforts that have already begun to respond to that
recommendation.
Recommendation 5.2 – Increase IT staffing at least eight professionals
The WJB serves statewide courts that are more complex and geographically distributed than in
South Dakota. Commensurate with analysis of benchmarks in the Executive Summary, the
number of staff in the CTO will need to increase by at least eight to manage the current and
immediate future rollouts and IT support. A key function in the South Dakota AOC that is not
even yet identified in Wyoming is the provision of staff for statistical and performance reports
that are being implemented as judicial dashboards, used by judges to manage their dockets. The
staffing comparisons with South Dakota do not account for the total administrative offices in
each state – staff who support court technology work in other offices. In addition to its court
technology staff, the Wyoming Administrative Office of the Courts has 22 staff positions, which
includes the State Court Administrator and Deputy Court Administrator. Including its leadership,
South Dakota has 26 other staff positions. Other gaps include the need for dedicated staffing for
help desks and on-site IT support. In addition, as noted above, many jurisdictions also have
dedicated staff that also provide cyclical and onboarding IT training and support.
Recommendation 5.3 – Expand the role of departmental manager positions
The CTO department managers should also expand their focus to responsibilities appropriate to
the management or director-level roles that have been limited by the response to a large
number of initiatives and projects. These expanded roles include team building, staff
development, strategic resource management, high-level management of the various projects
under their supervision, and building staff accountability and holding themselves accountable to
CTO mission and strategic goals. Because of the length of time necessary to bring CTO staff to
optimal productivity, departmental managers will need the time to prioritize staff development
and training and identify efficiencies where possible. They will also need to play key roles as
advisors and partners in the CTO.
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Recommendation 5.4 – Complete the development of a staffing risk management plan
Administrative office staff should complete a risk management plan for managing actual
productivity and preparing for turnover and staff transitions. Looking at the current census of
staff does not provide an accurate assessment of the CTO’s productivity and capacity. The CIO
and the department managers should review existing staffing and determine the CTO’s actual
capacity based on the productivity, skills, and time of existing staff. Projecting forward, they
should also prepare for possible turnover by (1) introducing strategies to mitigate the risk of
turnover and (2) contingency planning for turnover on a two to three-year cycle. These data and
plans inform the broader strategic plan of the CTO.
Recommendation 5.5 – Track staff time by project and task
AOC staff should keep track of their time in an information system that provides a sufficient
level of detail for managers to understand the nature of the work of staff and that can produce
management reports to inform staff and resource allocation.
Recommendation 5.6 – Increase helpdesk system tracking of source and type of tickets
The existing helpdesk management system should be modified to include greater detail about
the nature and origin of requests that support the goals of (1) system testing and improvement
and (2) identifying trends that suggest simple solutions to address common questions and
training topics.

IT Budgets and Costs
Recommendation 6.1 – Integrate hardware refreshes into the operational budget
The WJB should work with the Legislature to approve bi-annual budgets that plan for hardware
refreshes. The approach of dividing the nine Districts into three and updating hardware every
four years is a best practice. The recommendation includes maintaining the hardware refresh
budget for the fourth year and utilizing the proportional monies for updates to network
hardware and software.
Recommendation 6.2 – The AOC should adopt functional and performance-based IT budgeting
Functional budgeting supports effective management of individual projects and initiatives by
making transparent the direct and indirect investments in specific initiatives and projects.
Performance-based budgeting takes financial management one step further by tying financial
investments to specific outputs and outcomes. Milestones are already defined in the CTO
project timeline. How much does it cost to run that project effectively? How much does it cost
to reach the key milestones and interim goals associated with that project?
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