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llG ood management requires
good planning.” This apho-
rism links management, the process
of directing an organization toward
achieving objectives, with planning,
the series of steps by which goals,
methods, and means are wedded. It
assumes a future and a desired place
in that future. A discussion of this
principle most likely would be
found in a textbook on business
management. Yet, within the last
few years and with increasing fre-
quency, it has found a place in prim-
ers on court management as well.
[ts application to the court environ-
ment has begun to alter dramatically
the posture many courts have his-
torically taken toward management
demands. Through planning, they
have begun to learn that they can
take a proactive rather than a reac-
tive posture toward change. Evi-
dence for this shift in focus is abun-
dant. Many courts from Maine to
Hawaii have had or have recently
established futures commissions to
examine the health of and offer a
prescription for the judiciary that
will take it into the next century.
Why has there been this surge of
interest in planning for the future?
After all, the courts have for years
been experiencing rapid changes in
the nature of their caseloads (e.g.,
white-collar crime increasing in pro-
portion to traditional street crime)
and increasing demands from soci-
ety to provide leadership in newly
emerging areas of criminal and civil
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justice (e.g., drug-related offenses,
product liability litigation). There-
fore, it cannot be said that courts
have suddenly discovered the fu-
ture, because they have already seen
it and experienced its effects. What
they seem to have discovered, how-
ever, is that they can anticipate and
help to shape that future. How?
Through good planning, which in
turn provides the basis for good
management.

Historically, there has been a scar-
city of good planning in the courts.
This can be attributed to a number of
factors, but one that seems key is
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that the courts frequently lack the
knowledge about what constitutes
good planning and lack the skills to
undertake it. Therefore, good plan-
ning will only occur when the
judges, court staff, practitioners, re-
searchers, and policymakers in-
volved in shaping the court’s re-
sponses to demands are adequately
trained in the theory and processes
involved in planning. Herein lies
the role of and challenge for the judi-
cial educator.

The outcome of good planning is
usually a written document that sets

continued on page four

Good planning is a linear process, partially repetitive, that involves a
series of interrelated steps. Listed below are eight steps that may define
the scope of the planning process in the courts:

* Initiating and agreeing on a planning process (i.c., what should be the

scope and outcomes of planning?);

* Identifying organizational mandates and clarifying missions and goals

(i.c., what is the court’s mission?);

* Developing a comprehensive organizational vision for the future (i.c.,
ideally, how would the court be organized to accomplish its mission?);
* Conducting trends analyses and constructing scenarios (.., what ex-
ternal demands will potentially affect the court, and what implications
do these demands have on the operations and structure of the court?);
 Conducting an organizational assessment (i.., what are the relative
strengths and weaknesses of the courts relative to their established

goals?);

* QOutlining strategies to manage issues (i.¢., what actions should the
court initiate to achieve its objectives?);

* Operationalizing the strategies (i.., implement the plan!); and

* Monitoring and evaluating organizational performance (i.e., how well

did the plan work?).
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forth objectives and defines a
method for implementing and mea-
suring the effects of those objectives.
The document serves many pur-
poses, perhaps the most important
being that (1) it establishes a blue-
print for action that is tangible; (2) it
can be reviewed by others in devel-
oping a shared commitment to its
successful implementation; and (3} it
can be revised in developing courses
. of action.

This last feature of a written plan,
flexibility, may be its most potent.
That is, the plan that results from
good planning should be capable of
being modified and updated. Modi-
fication may be necessary if the plan
is not practical, possibly because the
funds to implement it fully are not
allocated. Alternatively, the plan
may not work either because it can-
not be implemented as designed or
because it fails to meet its intended
objectives. Or the external demands
that led to the plan may change,
which may require revising the plan
or discarding it for a different plan.
Good planning will produce a flexi-
ble plan that can accommodate these
unariticipated obstacles.

Education-—~The Key to Good -
Planning: As courts begin to look
toward the next century and take a
more proactive posture toward
changing demands for services, the
role of the judicial educator will be
ever more important. This results
because the consequences of good
planning are court structures and
services that meet demands ade-
quately. The consequences of poor
planning, on the other hand, may be
amisallocation of resources and a
court system that administers justice
ineptly. Education in the fundamen-
tals of the planning process is neces-
sary before the court can identify
and adopt adequate and appropriate
responses to emerging demands.

Before education in the planning
process can begin, however, there
are certain characteristics partici- -
pants should possess. Choosing the
right team can be critical to the suc-
cess of training and to its effective-
ness in fostering change in the
courts.
® Participants should be convinced

of the merits of good planning. If

they do not believe that good
planning is a key to good strategic

management, the impact of edu-
cation in the planning process
may be diluted.

* Participants should look beyond
the frenetic present and be able to
formulate strategic options to
meet émerging and future needs.

* Participants must not be expect-
ing a “quick fix.” If done cor-
rectly, the planning process is
lengthy and may consume consid-
erable resources.

* Participants should understand
that whatever strategic plan is

The next several
years will
offer tremendous
opportunities to
judicial educators
because their
actions will help
shape the
complexion
of the courts.

outlined as a result of the plan-
ning process is flexible. It can and
should be changed as experience
and demands dictate.

® Participants should be part of a
team that includes a judge and a
court administrator. No matter
how good the planning process,
the prospects of implementing a
plan are reduced if judges and
court administrators do not sup-

port it.

Resources Available to the Judi-
cial Educator: Training the judiciary
in the planning process is no differ-
ent from training them in other
skills. That is, it uses the same edu-
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cational tools as those used in other

learning situations. Before applying

those tools, however, educators will
need a thorough understanding of
each of the eight steps in the plan-
ning process (see page three).

The Center for Public Policy Stud-
ies, under a grant from the State Jus-
tice Institute (SJ1), is developing a set
of curriculum materials for training
the judiciary in the planning process.
This effort is part of a larger project
on futures planning in the courts.

By June 1992, with the help of an ad-

visory board representing a broad

range of perspectives on the courts,
the project will have accomplished
three major tasks:

* Detailed an approach to long-
range, strategic planning in the
courts;

* Developed a set of curriculum
materials to teach the approach to
teams representing a broad range
of trial courts nationally; and

* Conducted a seminar to provide
selected court teams with (1) a ba-
sic level of understanding about
planning concepts; (2) how to use
those concepts with available eco-
nomic, demographic, and general
trends data to estimate demands
on the courts; and (3) methods of
developing appropriate court re-
sponses to those future demands.
A major purpose of the training

seminar-is to test both the planning

approach outlined in the guide and
test the usefulness of the curriculum
materials. Final versions of the
guide and curriculum materials will
be available to all interested indi-
viduals sometime during the sum-

mer of 1992.

SJLalso is sponsoring other
projects related to futures planning
in the courts. Videos, handouts, re-
ports, and other educational materi-
als'are or will be available from
these projects. In some instances,
funding to use or to help dissemi-
nate the products from these projects
also may be available from the Insti-
tute.

The next several years will offer
tremendous opportunities to judicial
educators because their actions will
help shape the complexion of the
courts. Materials now being devel-
oped under a wide range of projects
will assist judicial educators in their
;ritical role as facilitators for change.





