
 

 

Annotated Guide for Indicator Development in Justice and Safety: 
Using Stories from Governments to Describe the Process 
 

 
How do Indicators Strengthen Institutional Performance and Management? 
 

The use of locally-generated indicators for justice reform can have a significant impact on the institutional 

performance and management of criminal justice institutions.  We have seen indicators being used to 

disrupt conventional forms of governance by catalyzing change within an entire justice institution.  

Specifically, indicators can generate discussions and a shared understanding within an institution about 

the structural obstacles that can impede institutional performance, thereby sparking conversations on how 

to address these challenges. 

 

Some institutions develop indicators for the purpose of strengthening institutional performance by 

strengthening a specific operational procedure, as illustrated through the work of the Jamaican 

Constabulary Force (JCF).  Since 2009, the JCF worked with the Program in Criminal Justice Policy and 

Management (PCJ) to develop an indicator of police performance that focuses on the ratio at which police 

searches convert to ‘results.’  This ‘hit rate’ indicator aims to assist managers in the nineteen police 

divisions in Jamaica, as well as officers in central command posts, to improve the effectiveness of law 

enforcement while simultaneously increasing public confidence in policing. 

 

Jamaica’s Commissioner of Police, Owen Lloyd Ellington, (2009-2014) used this indicator, as a statistical 

tool to assist with institutional performance and management of the JCF.  This is achieved by:  

 

1. Linking key police “activities,” such as raids and searches, to “results,” such as arrests and seizures 

of guns and ammunition;  

2. Helping inform decisions about the effectiveness of deployment patterns; and  

3. Assessing the impact of law enforcement strategies and the relative performance of division 

commanders.  The Commissioner treated the hit rate indicator as a measure of the JCF’s legitimacy 

and effectiveness.  He believed that the indicator captured the degree of unwarranted 

“intrusiveness” by the police, thus police divisions with relatively high hit rates build “public 

respect” for the JCF. 

 

The hit rate indicator shows that some police divisions generate relatively high numbers of “hits,” while 

others yield fewer than a thousand such hits in the course of more than a quarter million searches.  Justice 

officials in Jamaica and other countries debate whether searches, raids, and stops without a hit can be 

valued for their deterrent effect in producing public safety, particularly since such actions consume scarce 

resources and may alienate the public.  As a result, this indicator could incentivize more carefully planned 

police action, especially in divisions with low hit rates or troubled community relations. 
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Another way that indicators can impact management and operational practices is to help generate 

feedback between an institution’s management and staff.  This use of indicators is illustrated through the 

work of PCJ’s country partners in Nigeria.  In late 2012, the Attorney General (AG) of Lagos State held a 

meeting with the staff of the Legal Advisory Unit (LAU), a unit formed in June 2012 within the Directorate 

of Public Prosecutions (DPP) that is responsible for issuing legal advice.  At this meeting, the AG shared a 

set of indicators his team had developed to measure the speed at which legal advice is issued, which led to 

a constructive conversation among the counselors. Issues discussed included the strategic significance of 

issuing timely legal advice, possible solutions to the impediments to issuing timely legal advice, and the 

need for better reporting practices.  During this meeting the counselors agreed on a set of steps to increase 

the speed at which they issue legal advice, thereby creating the first step in a cycle of feedback and 

accountability for performance for the LAU. 

 

In addition to creating this first step in a cycle of performance accountability, this meeting also helped the 

counselors better understand the structural challenges the Unit faced in improving its performance.  For 

example, the establishment in June 2012 of the LAU was, in theory, supposed to free the counselors from 

the obligation of making court appearances. However, some of the counselors were still appearing in court 

because they still had cases assigned to them by the magistrate courts.  The AG decided to transfer these 

cases to a new Court Group and dedicate only two counselors specifically to these cases. The indicator the 

AG showed at his meeting with the LAU counselors acted as a catalyst for the AG and his management to 

notice how specific cases are tied to individual prosecutors, despite the formation of the LAU, and enabled 

the AG to make a structural management decision to address this problem.  

 

Along with utilizing indicators to assist with an institution’s performance and management, indicators can 

also help institutions better understand their operational achievements with regard to professional 

performance.  Since 2011, Mr. Saiful Alam, the Deputy Inspector General at the Criminal Investigation 

Division (CID) of the Bangladesh Police, has been leading the piloting of multiple indicators of the 

productivity and speed of investigations in his institution to encourage swifter and better police 

investigations.  By focusing on productivity and speed, CID’s ambition has been to expedite investigations, 

improve the quality of evidence at trial, reassure victims and their families, reduce the duration of pretrial 

detention, and help reduce backlog in the courts. 

 

Two of the three indicators CID developed focus on performance and management.  Indicator One tracks 

the “number of cases disposed by an Investigation Officer (IO) every quarter.”  Accompanying this 

indicator is an expectation that Investigative Officers (IO) dispose at least one case every three months.  

This individual performance indicator has been in use since 2012 and has helped Senior Superintendents 

to direct the speed of work of individual IOs.  It has also helped Senior Superintendents manage the 

allocation of cases among IOs and set realistic targets about how many cases CID can afford to take on 

from year to year. In complement to this indicator of performance, CID’s Indicator Three tracks the “the 

median number of days to complete an investigation in the last month,” disaggregated for specific crime 

types. CID wants this indicator to be produced more regularly and up-to-the-minute so that it can be a 

better management indicator for regular divisional meetings. 

 

The latest indicator the CID is piloting measures the number of cases pending for different increments of 

time (0 to 1 year, 1 to 1.5 years, 1.5 to 2 years etc.).  The intention of this indicator is to spur staff to be 

productive enough that cases rarely go beyond the 1 year mark.  The CID leadership believes this is an 
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imminent achievement that they can point to in future not just to demonstrate progress internally, but also 

to motivate staff to turn to new possibilities for improving speed. 

 

How can Indicators Assist in System-Wide Efforts to Improve Criminal Justice? 
 

While indicators are usually anchored within specific institutions, we have noticed among our partner 

countries that institutions may use indicators in order to provoke improvements across the whole criminal 

justice system.  

 

Our partners often find it helpful to acknowledge how their institutional indicators can benefit the entire 

criminal justice system, as a way to keep staff motivated about the moral imperative of their work.  In 

Bangladesh, for example, the Supreme Court has in recent years prioritized “the dispensation of affordable 

and quality justice without delay.”  The Supreme Court and other key actors identified “case backlog,” (the 

total number of pending cases) as one of the biggest impediments to this vision.  The leadership of the 

Criminal Investigation Department (CID) within the Bangladesh Police intentionally and openly grapple in 

front of their mid-level managers with the existential dilemma of why it might matter to work on 

investigation improvement. The efforts of the CID to improve the speed and quality of investigation might 

represent a small slice of productivity and barely scratch at the desire for greater professionalism in that 

department.  Their net effect on safety and justice, moreover, might be limited by the pace of 

improvements in local police station investigations, as well as in operations that are beyond police control 

– including prosecution and court proceedings.  Nevertheless, the constant managerial attention to what 

success might look like for the criminal justice system as a whole, and for the public writ large, seemed to 

motivate their junior colleagues and serve as a touchstone for the work to improve practices within CID. 

 

However, Mr. Saiful Alam, the Deputy Inspector General at the CID, recognizes that improvements in the 

speed of investigation within the CID could create new pressures on courts that are already trying to 

manage the heavy backlog and may not be in a position to respond to the effects of swifter police 

investigations.  As a result, Mr. Alam is also exploring how his officers can take a leadership role in 

convening judges and prosecutors to strengthen the pre-trial process, in order to multiply the net effects of 

faster investigations.  Even though Mr. Alam is trying to improve the CID’s work, he is conscious about the 

CID’s relationship with other components of the criminal justice system and thus wants the CID’s 

indicators to assist in the dispensation of justice and not become a hindrance.  

 

The Directorate of Public Prosecutions (DPP) for the Attorney General in Lagos, which has been working 

with the PCJ since 2010, aims to address the problem of pretrial detention by looking at some of the 

causes of pretrial detention over which the DPP and AG have influence, while recognizing that they cannot 

address the problem in its entirety.  For the AG’s office, one way they hope to remedy the problem of 

pretrial detention is by reducing the amount of time it takes prosecutors to “file legal advice” – a stage in 

the judicial process in which it is decided whether or not to charge criminal suspects in serious offenses.  

As a result, the AG reorganized the DPP and dedicated half of its staff to the issuance of legal advice by 

creating a “Legal Advisory Unit” within the DPP. The goal was to both accelerate decisions and improve 

their quality.  The AG asked PCJ to help his senior staff develop a system for measuring the time it takes to 

file legal advice in a reliable and routine manner. 

 

Most defendants in cases handled by the DPP stay on remand during the time in which prosecutors issue 

legal advice, which can take several months or even over a year.  However, the number of defendants 

prosecuted by the DPP is a tiny fraction of all persons placed on remand, so the DPP’s impact alone on the 
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problem of prison overcrowding likely will not be huge.  Additionally, the issuance of legal advice is only 

one link in the chain of events during which accused persons may be held on remand.  Overall, the AG 

hopes to work more closely with other parts of the criminal justice system in Lagos, particularly the state 

police since they are responsible for the overwhelming majority of all criminal prosecution.  By showcasing 

his institution’s indicators to other members of the justice system, the AG hopes to encourage other 

institutions to adopt similar approaches, reducing pretrial detention more broadly. 

 

The Director of Public Prosecutions (DPP) in Sierra Leone is also aware of the power that his own 

institutional indicators can have to help him lead system-wide criminal justice improvements.  In Sierra 

Leone, addressing sexual and gender based violence (SGBV) cases has become an important priority 

within the criminal justice system.  Since 2012, PCJ has been assisting the DPP to develop an indicator to 

improve the pace of prosecution of SGBV cases.  The DPP aims to focus on the pace of prosecution because 

delays with this task can impact the pace of a trial within other criminal justice institutions involved in this 

chain of events, such as by compromising the quality of evidence at trial, the effectiveness of support for 

victims, the sense of responsibility among legal professionals, and the reputation of criminal justice as a 

whole throughout Sierra Leone.   

 

Specifically, the DPP has been measuring the amount of time required for three separate operations within 

the criminal justice proceedings of a trial, each of which require a different procedure and is under the 

responsibility of a different agency:  

 

1. Sending a case to the DPP after it was committed to the High Court by the Magistrates’ Court; 

2. Issuing an indictment after the case was received by the DPP from the Magistrates’ Court; and 

3. Commencement of the trial in court after an indictment was issued. 

 

The DPP is responsible for the second step in this sequence of operations outlined above.  With this new 

knowledge about the pace of operations in court, the DPP has considered the possibility of comparing the 

performance of the court against the DPP’s own work.  He has also considered sharing these results with 

the Judiciary in order to draw their attention to certain challenges in this process and thus possibly 

stimulate improvements in the speed of the Judiciary’s own operations.  The fact that the DPP is paying 

attention to court activities as a part of this data collection exercise opens up new avenues of credibility for 

him to motivate others in the sector to participate in his goals for improving the functioning of the 

criminal justice system. 

 

What is the Relationship between Indicators and Institutional Culture? 
 

Among our country partners, we have noticed that they pay close attention to how institutional culture 

must shape the kinds of indicators that are likely to be successful and sustainable in the organization. 

Equally, we have found our partners curious to use indicators in order to mould institutional culture in a 

new direction. 

 

The work of the AG in Lagos, Nigeria, has focused on integrating indicators into the existing 

institutional culture.  The AG has regularly used his indicators to strengthen the institutional integrity 

and functioning of the Directorate of Public Prosecutions (DPP).  In August 2013, for example, the Legal 

Advisory Unit (LAU) within the DPP held a meeting with the AG and his senior special advisor to take 

stock of its indicator work, specifically the indicator looking at the LAU’s productivity and speed in issuing 

legal advice.  This discussion helped the AG make management decisions based on the indicators.  For 
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example, the AG wondered why the lawyers in the group in charge of “miscellaneous cases,” which are 

mainly the most serious sexual offenses and fraud cases, were not issuing legal advice within the 30-day 

target in more than 50% of the cases, even though the group managed the inflow of cases with barely any 

backlog.  The group head explained that his lawyers often had to send case files back to the police for 

further investigation, which caused delays.  To address this challenge, the AG designated one counsel to 

act as a liaison between the lawyers’ group and the police in order to check on those cases on a regular 

basis.  It was through the use and analysis of these indicators that this management decision was made, 

thus illustrating the crucial role indicators play for institutional decision making. 

 

Ultimately, the AG wants these indicators to become integrated within the existing culture of the DPP 

since the indicators are extremely valuable for management decision making.  However, the DPP is aware 

that there needs to be a personal commitment from the rest of the DPP in order to make these indicators 

sustainable within the institution even beyond his term.  To achieve this goal, the AG wants to continue 

holding regular meetings to discuss the indicators, as illustrated above, and also wants to educate other 

components of the DPP on how to implement and analyze these indicators.  Initially, it has only been the 

AG’s special advisor and the special advisor’s assistant who have had the training to analyze and present 

these indicators.  However, since the special advisor and his assistant will be leaving the DPP in 2015 when 

the AG finishes his term appointment, the AG wants to make sure the institution has the capacity to 

sustain this indicator even after his departure from the DPP. 

 

When integrating indicators into an existing institutional culture, as illustrated by the AG in Nigeria, it is 

crucial to avoid a top-down approach.  Mr. Saiful Alam, the Deputy Inspector General of the Criminal 

Investigation Division (CID) within the Bangladesh Police, has also been very cautious about how new 

institutional priority to improve investigation might be met with initial resistance in his organization.  He 

felt that indicators might be a good way to combat some of this resistance, because they speak the 

language of ‘routine’, which could make a new priority seem less disruptive of order.  But he knew that this 

would not be enough to avoid resistance. 

 

With this concern in mind, after eighteen months of piloting and refining three indicators to improve 

police investigations, Mr. Alam helped organize an Indicators Workshop in Dhaka in February 2013 that 

was co-hosted by the leadership of the CID and PCJ in order to address the important link between the use 

of indicators and the culture of the Bangladesh Police.  The workshop aimed to build credibility around 

the concept of indicators as novel management tools for the Police.  Additionally, the workshop provided 

an opportunity for leaders and middle managers in the Bangladesh Police to assess the compatibility of 

indicators for their institution as a way to routinize confidence to make incremental improvements within 

the institution as a whole.  One of the most important goals of the workshop was to allow CID to exercise 

democratic leadership within the Bangladesh Police.  Rather than issuing a top-down edict to “use the 

indicators” developed by Mr. Alam at CID, the workshop encouraged the buy-in of various managers 

within the Bangladesh Police by allowing them to take part in shaping and refining the indicators 

developed by Mr. Alam and CID in an experimental environment. 

 

Some of our partners have found it helpful to use indicators to extend their institution’s capacity and 

culture in a new direction.  For example, the Research Planning and Legal Services Branch (RPLSB) of 

the Jamaica Constabulary Force (JCF) has been coping with challenges of capacity brought about by the 

nation-wide deployment of their “hit rate” indicator in mid-2012.  The RPLSB, a central non-operational 

unit which designed and piloted the original prototype of the hit rate indicator, has been struggling to 

meet an expanding and divergent set of needs from the JCF’s high command and from the local divisions 
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in various phases of indicator implementation.  In order for the hit rate indicator to be utilized most 

efficiently, it seems helpful to continue RPLSB’s support to adequately implement the indicator.  At the 

same time, the organization wants to make local divisions responsible for managing their deployments 

more effectively which means investing in appropriate staff and technology at the divisional and local 

levels.  Currently, data clerks are primarily in charge of obtaining and inputting the relevant information 

into the online Hit Rate Management Information System, and have some capacity to provide reports to 

shift commanders.  Indeed, the implementation of the hit rate indicator has led to the replacement of 

traditional information-collection infrastructure run by the Operations section of JCF with the online, 

close-to-real-time Hit Rate Management Information System.  However, regular training will be necessary 

to retain that knowledge and capacity within the divisions, without heavy reliance on the RPLSB.  While 

the RPLSB maintains central oversight over missing and seemingly inaccurate data, there is a question 

about whether the whole measurement task should be entirely transferred to Operation, and when such a 

transfer might take place. 

 

The success of the hit rate indicator work requires a strategy for the evolution of the initiative from 

research to operations and the creation of new rules and expectations.  Additionally, this involves 

rethinking the connection between the hit rate work and other reporting protocols across management 

and different levels of authority in the JCF.  The formal authority and endorsement for the indicator from 

the Commissioner’s Office has been an important first step to establish clearer lines of communication and 

reporting between the RPLSB and other JCF branches and local divisional commanders. 

 

How Do you Progress from Developing an Indicator to Implementing the Indicator 

in the Operations of a Criminal Justice Institution? 
 

Interplay between agency structure, data capacity, and political authority influences the steps necessary to 

institutionalize the use of a new indicator.  Indicator implementation may be more challenging when there 

are structural divisions between research and operational units without key operational links.  It may take 

advocacy for the indicator, both at the higher and lower ends of the operational chain of command in order 

for data collection, analysis, monitoring, and reporting to regularly influence operational decisions.  For 

instance, in the Jamaica Constabulary Force (JCF) and the Sierra Leone Police (SLP), data collection, 

analysis, and indicator development occurs within research units separate from traditional operational 

chains of command.  Meanwhile, in the Bangladesh Police, indicator development has been driven by the 

Criminal Investigation Department, responsible for operations and strategic management.  And yet even 

in this configuration, the CID needs to be attentive to how the indicators are received and adopted. 

 
 

Data 
Capacity 

Operational 
Power 

Indicator 
Development 

and 
Implementation 
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The JCF Research Planning and Legal Services Branch (RPLSB) spearheaded the design and pilot testing 

of its “hit rate indicator” — a measure of yield for given amounts of police activity (e.g., raid, search).  

Implementation has primarily involved the use of a new “operations activities log form” as a standardized 

data collection tool to streamline entry into a database for monitoring. The RPLS Branch focused the pilot 

in Kingston Eastern, providing enhanced training, monitoring, and evaluation in 2011.  Using the results 

from this pilot, the RPLS was able to garner official indications of higher political and operational support 

when, in early February 2012, JCF’s Commissioner of Police Owen Lloyd Ellington issued force orders that 

laid the foundation for the rollout of routine use of the operations activities log form island-wide starting 

March 2012.  

 

In practice, the RPLSB faced two main obstacles to full implementation of the hit rate indicator: (1) limited 

capacity to monitor data and provide feedback island-wide without further investment in human and/or 

technological resources and (2) limited authority to enforce uniform operational reporting in the Hit Rate 

Management Information System on the divisional level.  Despite the progress toward the hit rate 

indicator’s institutionalization with Commissioner Ellington’s political support, the responsibilities for 

data analysis, monitoring, and evaluation remain with the Research Planning and Legal Services Branch, 

where data capacity is concentrated.  In the initial rollout, the RPLSB had to focus their training, 

monitoring, and support to the police divisions in the Kingston metropolitan area, while the divisions 

located further away received less training on how to interface with the operational data in the Hit Rate 

Management Information System.  More recently, the RPLSB has been more able to meet the demand for 

feedback; the RPLSB with coordination with PCJ has conducted an intensive, one-day training with the 

data clerks and shift commanders from all the JCF divisions.  The data clerks are responsible for inputting 

data and producing reports, while the shift commanders are both the potential source of data and the 

potential consumer of said reports.  The local commanders and officers need to feel ownership over the hit 

rate indicator in their area in order for it to be used consistently and have impact on operations.  Even with 

the perfect data collection on the local level, while the data analysis is centralized within the RPLSB, it is 

up to divisional commanders to make the management decisions responding to the hit rate indicator. 

Including shift commanders in the training allowed them to interact directly with the online system and 

see what is possible for data clerks to generate regularly, some of which could be communicated up to the 

divisional commanders.  There are standard and special reports that are being automated within the Hit 

Rate Management Information System to simplify data analysis and reduce the analytic burden on the 

RPLSB.  Nevertheless, in order to intervene more effectively, especially in areas where there is “non-

compliance,” RPLSB interventions will need to be backed institutionally by individuals high on the 

operational chain of command. Perhaps, the creation of a formal operational link between the RPLSB and 

divisional management would be a more enduring and institutionalized way to reign in the obstacles to full 

indicator implementation.  

 

In the Sierra Leone Police (SLP), the structural division between research and operations is similar; 

however, indicator development is burgeoning from within the Family Support Units (FSUs) — the 

operational units responsible for handing cases of gender-based violence.  The FSUs collect a wealth of 

data, much of which is ignored; the SLP data capacity is concentrated within the Research and Planning 

Unit of Corporate Services.  Unlike the JCF RPLSB, the head of the FSUs has the power to enforce data 

collection and operational changes in response to data, but she did not feel confident that her staff had the 

technical skills and dedicated time to regularly analyze the data in a timely manner.  Without an 

operational link between the FSUs and the Research and Planning Unit, the prototype indicators 

developed at the FSU level have not really taken shape.  
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In contrast to both the Jamaica Constabulary Force and Sierra Leone Police, indicator development and 

implementation in the Criminal Investigation Division (CID) of the Bangladesh Police is being fostered 

within an environment in which data capacity and operational power are combined.  For instance, CID 

leadership has focused on indicators of speed, especially in homicide investigation, piloting them using 

data collected over previous years looking at movement over time and the variation across CID offices.  

However, in order to move from the more private pilot stages to indicator use in management, the 

leadership had to make decisions as to the best ways to use the indicators logistically.  They have started 

using them to focus discussions at quarterly CID crime conferences, which are mandatory for all CID 

investigating personnel.  Furthermore, the leadership has also considered using them regularly for 

fortnightly meetings with senior leadership and divisional superintendents.  While the indicator must 

always be “chaperoned” through the development and implementation process, implementation of an 

indicator in a context of aligned data capacity and operational power may be more straightforward and 

depend on individual decision-making. 

 

How Would you Develop and Use a “Sibling Indicator”? 
 

During Harvard Program in Criminal Justice 2012 Workshop on Indicators in Justice and Safety, 

Sulaiman Bah, the Director of Public Prosecutions (DPP) from Sierra Leone, coined a new term, “sibling 

indicators,” to refer to indicators that measure (a) features of a similar phenomenon in separate 

institutions or (b) complementary phenomena within the same institution.  For instance, placing attention 

on and creating an indicator of timeliness could create a perverse incentive for individuals to dispose of 

cases without allocating the appropriate level of thought to the case.  A sibling indicator could measure 

quality.  Together, two (or more) sibling indicators would provide a better picture of the impact of 

management decisions on justice.  

 

In Sierra Leone, Mr. Bah was actually focused on improving the pace of public prosecutions.  He 

prototyped an indicator measuring the time between four key events within the early “life” of cases that 

result in indictment: (1) the committal of a case to the High Court by the Magistrates’ court, (2) the 

reception of the deposition by the DPP, (3) the issuance of an indictment, and (4) the commencement of 

trial at the High Court.  The time elapsed between the second and third event represent the bulk of the 

work under the DPP’s purview, while the time prior and after are dependent on the courts.  Though the 

DPP contributes approximately 39% of the time elapsed between committal and commencement of 

indicted cases, Mr. Bah aimed to reduce the amount of time that the case spent in his office.  While he 

sought to make his lawyers in his office more efficient, he recognized that the quality of police 

investigations contributed to delays in issuing indictments and started examining the early advice that the 

DPP’s office provides to police in all sexual and gender-based violence cases in the Western Region of 

Freetown.  A potential sibling indicator could measure the quality of the early advice from the DPP, 

or even the speed or quality of police investigations.  Another potential sibling indicator could focus 

on the speed with which the judiciary sends depositions to the DPP or the time it takes to 

commence trial after indictment.  For these proposed sibling indicators, it is essential for the DPP to 

build strong relationship with the other justice agencies involved (i.e., the Sierra Leone Police, the 

Judiciary) in order to collaborate intensively with them to speed up the administration of criminal justice 

and therein enhancing justice for victims and accused. 

 

However, sibling indicators need not involve multiple agencies.  The Criminal Investigation Division (CID) 

of the Bangladesh Police is an agency charged with investigating “serious crimes,” representing about 

2,500 of 160,000 cases reported to the police each year.  Most of these cases are referred to the CID after 
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being investigated by the local police, often for a long period of time.  In the face of overwhelming backlog 

and cases lingering in his agency for upwards of a year, Saiful Alam, the Deputy Inspector General, has 

prototyped multiple indicators focused on timeliness.  He recognized that focusing on indicators of 

timeliness may detract or be at odds with the quality of investigations.  In an effort to make the CID 

more efficient, the agency may miss the overall goal of improving public confidence in the capacity 

of the police.   So the CID leadership from the outset explored how the indicators of timeliness could be 

matched to potential sibling indicators that could help balance the emphasis on speed.  For instance, the 

CID leadership has instructed managers to pay attention to the ratio of cases charged (“charge 

sheet”) to cases closed without being charged (“final report”).  An increasing number of “final 

reports” compared to “charge sheets” might indicate that investigating officers are meeting the demand of 

timeliness by rushing to issue a final report rather than fully assessing whether cases have merit.  

 

How to Use Indicators to Improve the Timeliness of the Dispensation of Justice? 
 

Many justice officials are concerned about the speed with which criminal cases are handled, considering 

the impact of delays on awaiting trial prisoners and the potential for secondary victimization.  After all, 

justice delayed is justice denied.  In practice, there are many ways to measure the “timeliness,” “speed,” or 

“pace” of the administration of justice, perhaps designed to achieve different purposes.  Some indicators of 

timeliness are focused on performance management, allowing managers to quickly recognize 

underperformers, set targets, and engage with their staff about ways to improve.  Other indicators of 

timeliness may be more geared towards the achievement of time-sensitive management goals. 

 

Similar indicators are also being used in the Directorates of Public Prosecution of Sierra Leone and of 

Lagos State, Nigeria.  Among cases resulting in indictments, the Director of Public Prosecution (DPP) of 

Sierra Leone and his staff have prototyped an indicator measuring the number of days between the 

committal of a case to High Court and the commencement of trial, with special attention on how long a 

case stays in his office (number of days between the reception of the deposition and the indictment).  

Using this measure, the DPP has been able to not only detect his staff’s pace of work, but also compare the 

performance of his agency to that of court operations (which represented the bulk of the time between 

committal and commencement of trial).  Meanwhile, in Lagos State, Nigeria, the Attorney General (AG) 

recognized that delays in issuing legal advice contribute to increased numbers of accused languishing in 

prisons awaiting trial. He created a specialized Legal Advisory Unit (LAU) and started monitoring speed.  

One of the key indicators is the mean number of days taken to issue legal advice. In addition to monitoring 

overall performance of his staff, he is able to disaggregate this indicator by sub-units organized around 

type of offense in order to hold his staff accountable to speed standards and allocate personnel and 

resources most appropriately. 

 

Although the difference is subtle, indicators of timeliness focused on achievement track to what degree 

an agency, unit, or individual is meeting an expectation or target of productivity within a given amount of 

time.  These indicators make managers’ expectations explicit, while allowing for managers to assess how 

realistic their standards are given their current resources. For instance, the Attorney General of Lagos 

State, Nigeria is also monitoring a standard of achievement in the LAU: percentage of cases where legal 

advice was issued within 30 days of receipt. While the indicator for average time to issue legal advice may 

detect more granular improvements in speed, this indicator gives the AG a quick way to assess to what 

degree his staff are attaining what he considers a minimum standard of speed. 

 


