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"When I came into office, I had clear goals and promises to the citizens who elected me. 
With those objectives in mind, I've picked certain benchmarks that we can verify with 
Karpel, and created incentives like one telework day per week. If you want to have your 
work from home day, you have to meet your benchmarks of fewer than 20 cases in your 
filing queue. Another benchmark is for attorneys to reserve court appearances to two 
days. We had this inefficiency in the office where everybody was in court all day, every day, 
which made it really hard for people to respond to their emails and do any of the thinking 
work which lawyers need to be doing. We're almost 70% to people having either 
Monday-Thursday court or Tuesday-Friday court, with Wednesdays for special settings. 
Everyone is aligned with that--it reduces stress for the attorneys themselves, so the 
incentive is built-in. PbK organizes everything including being prepared for court. Even 
with slow WiFi, we can use Karpel to call up the papers we need on the fly in a courtroom.



The Madera County District Attorney's office in California has a staff of approximately 50 

people, including 20 attorneys. The office handles the county's 6000-7000 annual criminal 

cases, of which approximately 25% are felonies and 75% are misdemeanors. The office is 

relatively focused, with no civil, public records, or family cases.

When Sally Moreno came into office in 2019, the prosecuting attorneys were working 100% 

with paper filings and she moved into an office that was piled with hundreds of physical 

files that were in varying stages of completion, many of them delayed by 12 to 18 months 

in the prosecutor's office. Today, 100% of the cases are handled digitally and within the 90 

days mandated by law for addressing cases that reach the District Attorney's office.

The county had selected PROSECUTORbyKarpel (PbK) before Moreno was elected, but the 

previous DA had not actually implemented the software. Moving from paper to digital was 

an important component in what she noted as her first order of business in taking over the 

department: creating a calm, quiet working environment. The primary mission of the DA's 

office is to serve justice, and creating an effective working environment for the staff 

provides a foundation for serving the public.

SUMMARY:

CHALLENGES:

Importing of thousands
of paper files to digital means.

Resistance to new systems
and requirement for

re-training of attorneys.

Lack of funding for other
projects due to lack of data
about the office's needs. 

Tension between attorneys
and other staff, exacerbated
by the lack of organization in

the filing systems.

Poor reputation of execution
by previous District Attorney

and need to show real results
quickly to justify funding.



BENEFITS:
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07 08 09
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Rapid ability to integrate 
work from home when the 
pandemic required it.

Turnaround in the 
reputation of the DA's 
office to becoming one 
of the more reliable and 
effective agencies in 
the county.

Faster processing 
and care for citizens, 
particularly in cases 
where evidence is 
inadequate.

Upskilling of legal 
secretaries to more 
meaningful and valuable 
work by eliminating the 
bulk of their administrative 
work in file management.

Re-organization of 
work to reduce stress 
and improve the 
balance between 
office-based casework 
and court days.

Ability to offer 
one-day-per-week 
work-from-home 
benefits to attorneys 
who are up-to-date on 
their caseloads.

Ability to provide 
immediate, clear answers 
to other agencies.

Increase in collaboration 
and cooperation among 
the attorneys as well as 
between attorneys and 
the other staff members.

Visibility into the 
workload of the 
attorneys.

Reduction in processing 
times from up to 18 
months to 30-90 days.

Elimination of all paper 
records.



OUT WITH THE OLD, IN WITH THE NEW

Getting the budget, installing PbK, and getting staff to the one-week training session was 

straightforward, if not easy, but the next step was adoption. The attorneys were 

accustomed to their manual processes and Moreno felt that forcing a top-down change 

would be less effective than gradual encouragement for the team to adopt the system.

"In the previous administration, there had never been any of what I would call a 

'command emphasis'," said Moreno, who was previously a US Army Airborne Officer and 

served in the Los Angeles Police Department. "Lawyers are notoriously slow and 

resistant to change, but the pandemic allowed us to say, okay, well, you can sit here and 

get COVID, or you can initial this 19-point waiver and take your laptop and go home and 

figure out how to use Karpel. With the training Karpel had offered, everybody became at 

least relatively comfortable with Karpel. But really, it was the pandemic that pushed 

them to develop the motivation to want to learn it."

Today, that has translated into a policy where attorneys can work from home one day a 

week if they are up-to-date on their caseloads. That kind of flexible policy helps provide 

additional emphasis to use the system, and, of course, the team benefits from more 

flexibility in their terms of employment.

Another factor in helping adoption is the enthusiasm of the newer and younger lawyers 

in using case management software. "Occasionally, I would walk down the hall and hear 

someone say 'I need someone under 40 in my office right now' or I would see a younger 

lawyer working with an older lawyer, showing them how to use some feature of the

It was obvious that a paper-based case system was

inefficient and needed to be replaced by a modern

solution with digital case management, particularly

with the tremendous backlog that the office was facing.

In fact, the DA's office had installed a software called

DAMION to handle some of the digitization, but nobody

used it. The previous administration had already 

screened case management software and chosen 

PROSECUTORbyKarpel, but the budget hadn't been allocated, despite the completion of 

the purchasing decision.
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- Moreno

“Adopting PbK created a fun and synergistic experience where the older lawyers were 

able to guide the younger ones on cases to figure out how to provide an offer that took 

into consideration the different factors, and the younger lawyer would be guiding the 

older ones on how to record everything in Karpel. That synergy got the mission 

accomplished faster and it also created a collaborative working environment. I'm 

grateful for that. These younger attorneys want to be good at what they do. The 

technology comes easy to them, so even if they're still learning the ins and outs of the 

law, they know their contribution is helpful and we all work together towards the goal. 

That kind of team building--that's the kind of thing you just can't buy."

"I've picked certain benchmarks that we can verify with Karpel, and created incentives 

like one telework day per week. If you want to have your work from home day, you have 

to meet your benchmarks of fewer than 20 cases in your filing queue,"

Karpel system," said Moreno. "It created a fun and synergistic experience. Even the 

younger lawyers who might not know about the law can see the significant contribution 

they make to the team and the older lawyers can genuinely respect them right away for 

what they bring to the table."

PROVEN EFFICIENCY AND TRANSPARENCY

Using a digital system allowed Madera County to improve the accountability of the 

attorneys as well as help balance the load. Moreno noted that there is one of the 

prosecutors who always seems to have a bigger caseload. Even before having Karpel, 

the other attorneys would pitch in when his caseload got too busy, but now they are able 

to actually prioritize the cases according to which ones are overdue or which ones fall 

into their expertise, without having to sort through a pile of papers.

Similarly, Moreno can set benchmarks and compare people's output. When an attorney 

complains about their workload, it's simple to find out whether they are truly overloaded 

and to reward those who are keeping up. PbK gives them insight into whether the 

problem is around time management, expertise or other areas where training could 

improve their capabilities, or whether some cases should be allocated to other 

prosecutors to ease the load.



While it's difficult to compare the efficiency of lawyers before and after PbK, because they 

have no prior statistics, one thing that's obvious is that the legal secretaries have been 

freed up to provide much more support to the department. 

 

"Our legal secretaries literally used to spend all their time running around looking for paper 

files. Obviously, they don't have to do that anymore. We can find every file,"

As a result, the organization is now looking at creating specialized teams for different types 

of violations, and training the secretaries to set up boiler plates and motion forms that are 

pre-filled with the defendants' names and details, and the prosecuting attorney can just fill 

in the legal analysis and facts, and the secretaries can do the filing, giving lawyers more 

time for the actual research and analysis, resulting in better outcomes in terms of the 

justice served.

STAFF: DOING A BETTER JOB AND 
DOING BETTER JOBS

BENEFITS SUMMARY

- Moreno
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Reduced case processing time from more than a year to under 60 days of 
the incident reporting time

Provide enough leeway for courts to process cases within the statute of 
limitations time frame

Development of a trusted relationship between more experienced lawyers 
and new hires

Statistics at hand for any information needed by the court or requested by 
the public or media



The Madera County District Attorney's Office is committed to serving the public in the 

pursuit of truth and justice, through the vigorous prosecution of those who violate the law, 

while protecting the rights of victims.

ABOUT MADERA COUNTY DISTRICT 
ATTORNEY'S OFFICE

St. Louis-based Karpel Solutions is a business and government solutions and managed 

services provider that helps clients achieve their strategic goals through the application of 

cutting-edge, cost-effective technologies. PROSECUTORbyKarpel is the most widely used 

case management software in the United States. Founded in 1985, Karpel is a four-time 

Inc. 5000 company, providing business solutions that mobilize technology to meet specific 

business needs. Karpel Solutions employs more than 80 business professionals and 

technology experts with experience in various industries. PROSECUTORbyKarpel is used by 

over 600 clients in 31 states with over 14,000 users nationwide. For additional information 

visit: www.prosecutorbykarpel.com.

ABOUT KARPEL SOLUTIONS
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Increased rapport across the department among different roles

Ability to demonstrate results

Allowed upskilling of legal secretaries and reduction in administrative 
work for attorneys

Ability to release defendants if there is not enough evidence for the case 
within 60 days

9 Ability to rapidly identify bottlenecks and resolve problems


