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Readings and References
Overview For Planners and Potential Faculty
This curriculum provides a step-by-step approach for vision and strategic planning in the courts.  It incorporates the collective experience of courts across the country over the past few decades.  The visioning and strategic planning curriculum is intended to provide basic guidance for those interested in leading visioning and strategic planning efforts.  The toolbox is freely available to educators and courts to be adapted to meet their needs. 

The toolbox is organized into an overview, and a 2.5-day workshop presentation.  The overview includes faculty qualifications, target audience, learning objectives, a workshop overview, and faculty notes and suggested readings.
Faculty Qualifications

This workshop should be taught by those who have been participants in previous visioning and strategic planning efforts and have considerable experience working in the courts and justice setting.  Preferably, faculty should be familiar with adult education techniques and have had previous experience facilitating visioning and strategic planning efforts before.

Target Audience

The course has been designed for three groups of individuals:

· those who have an interest in undertaking, and preferable leading, a visioning and strategic planning process in their court;

· those who want to be part of a planning process; and

· those who have an interest in facilitating a planning process. 
Learning Objectives

As a result of attending the 2.5-day training, session participants should be able to:

· understand the key concepts of visioning and strategic planning,
· describe the motivations for visioning and strategic planning in the Courts,
· determine if their court is ready to undertake a visioning and strategic planning process,
· understand the scope of the KSAs needed for effective visioning and strategic planning, and 

· have experience working with a nine-step visioning and strategic planning process.

Workshop Overview

The National Association for Court Management core competencies for visioning and strategic planning stress that effective court leaders take time to vision the future because visioning impacts the bottom line.  Visioning and strategic planning help courts and court leaders avoid isolation, create and maintain momentum for change, and improve day-to-day court management.   
Essentially, strategic planning is an ongoing, disciplined effort to produce fundamental decisions and actions that shape and guide what an organization is, what it does, and why it does it.  It is a systematic and comprehensive approach and process used to (1) move an organization toward its desired future or vision and (2) develop detailed strategies for improving overall performance.  Visioning, a process for defining a preferred future (i.e., what an organization desires to become or what it should be at its best), is an integral component of strategic planning.

In addition, the collective experience of courts who have engaged in strategic planning over the past few decades has shown that:

· Strategic planning supports local trial court autonomy by placing the onus for change and the responsibility for creating it squarely on the trial court’s judges and staff.
· The processes help build consensus within the court and between the court and its justice partners and community leaders about what the court will become, and when and how it will do it.  
· A strategic plan develops priorities and goals that are clear and accepted throughout the court and justice system.
· A vision of the future, the long-range strategic plan and its implementation help ensure continuity when the leadership of the court changes.
· Strategic planning is an acceptable change and alignment mechanism modeled by courts across the nation.
· Strategic planning supports a positive response to public demand for increased court accountability.
Faculty Notes and Suggested Readings

The course is structured to review each step in a nine step visioning and strategic planning process used extensively in courts across the nation over the past fifteen years.  In particular, the materials provided here include guidelines for each step to:

· present the fundamentals about the step,
· facilitate an exercise that links the fundamentals to participant experiences, and

· show detailed real world examples of the types of outcomes and products that can be obtained from successfully completing each step.

The course begins with:

· a review of definitions of and the fundamental components encompassed by visioning and strategic planning,
· examination of reasons for doing it,
· an overview of the KSAs required for successful visioning and strategic planning, and

· applying a series of criteria to determine if now is the time for visioning and strategic planning in a session participant’s jurisdiction.

The review of definitions and visioning and strategic planning basics is followed by an overview of a proven approach that includes the following nine steps:

· Step 1: Initiate and agree on a planning process
· Step 2: Define court mission
· Step 3: Establish a court vision
· Step 4: Conduct a trends analysis and develop scenarios
· Step 5: Conduct an organizational assessment
· Step 6: Identify and define strategic issues
· Step 7: Develop comprehensive strategies
· Step 8: Institutionalize the plan, and

· Step 9: Monitor and evaluate progress.

Faculty are urged to read the items with the * included in Tab IV before teaching the course.
Curriculum Evaluation

The National Association for Court Management and the Curriculum Development Advisory Committee are interested in feedback from faculty who use this curriculum.  Please return this form by facsimile, mail or email to:

Geoff Gallas, CCCG Program Director

444 Harvey Street

Philadelphia, PA 19144

215-951-2168; 215-951-2167 fax

gsgallas@aol.com
	Name of Faculty:
	

	Telephone No./Email:
	

	Date of Workshop(s):
	

	Workshop Court or Organization:
	

	Number of Participants:
	


In general, how useful and effective is the IT Fundamentals Curriculum for Court Leaders?

	1
	2
	3
	4

	Very useful and effective
	Moderately useful and effective
	Not very useful
	Not useful or helpful at all


Suggestions for curriculum organization and structure:

	

	


Please provide any comments or concerns about each of the following curriculum sections:

	Overview:

	

	

	2.5-Day Workshop:

	

	

	Exercises:
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2.5-Day Workshop
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Summary, Schedule, Faculty, 

and Participants
National Association for Court Management

300 Newport Avenue

Williamsburg, Virginia 23185-4147
SUMMARY
This curriculum provides a step-by-step approach for vision and strategic planning in the courts.  It incorporates the collective experience of courts across the country over the past few decades.  

The course has been designed for three groups of individuals:

· those who have an interest in undertaking, and preferable leading, a visioning and strategic planning process in their court;

· those who want to be part of a planning process; and

· those who have an interest in facilitating a planning process. 

The National Association for Court Management core competencies for visioning and strategic planning stress that effective court leaders take time to vision the future because visioning impacts the bottom line.  Visioning and strategic planning help courts and court leaders avoid isolation, create and maintain momentum for change, and improve day-to-day court management.   

Essentially, strategic planning is an ongoing, disciplined effort to produce fundamental decisions and actions that shape and guide what an organization is, what it does, and why it does it.  It is a systematic and comprehensive approach and process used to (1) move an organization toward its desired future or vision and (2) develop detailed strategies for improving overall performance.  Visioning, a process for defining a preferred future (i.e., what an organization desires to become or what it should be at its best), is an integral component of strategic planning.

In addition, the collective experience of courts who have engaged in strategic planning over the past few decades has shown that:

· Strategic planning supports local trial court autonomy by placing the onus for change and the responsibility for creating it squarely on the trial court’s judges and staff.
· The processes help build consensus within the court and between the court and its justice partners and community leaders about what the court will become, and when and how it will do it.  
· A strategic plan develops priorities and goals that are clear and accepted throughout the court and justice system.
· A vision of the future, the long-range strategic plan and its implementation help ensure continuity when the leadership of the court changes.
· Strategic planning is an acceptable change and alignment mechanism modeled by courts across the nation.
· Strategic planning supports a positive response to public demand for increased court accountability.
The course is structured to review each step in a nine step visioning and strategic planning process used extensively in courts across the nation over the past fifteen years.  In particular, the materials provided here include guidelines for each step to:

· present the fundamentals about the step,
· facilitate an exercise that links the fundamentals to participant experiences, and

· show detailed real world examples of the types of outcomes and products that can be obtained from successfully completing each step.

The course begins with:

· a review of definitions of and the fundamental components encompassed by visioning and strategic planning,
· examination of reasons for doing it,
· an overview of the KSAs required for successful visioning and strategic planning, and

· applying a series of criteria to determine if now is the time for visioning and strategic planning in a session participant’s jurisdiction.

The review of definitions and visioning and strategic planning basics is followed by an overview of a proven approach that includes the following nine steps:

· Step 1: Initiate and agree on a planning process
· Step 2: Define court mission
· Step 3: Establish a court vision
· Step 4: Conduct a trends analysis and develop scenarios
· Step 5: Conduct an organizational assessment
· Step 6: Identify and define strategic issues
· Step 7: Develop comprehensive strategies
· Step 8: Institutionalize the plan, and
· Step 9: Monitor and evaluate progress.


Learning Objectives

As a result of attending the 2.5-day training, session participants should be able to:

· understand the key concepts of visioning and strategic planning,
· describe the motivations for visioning and strategic planning in the Courts,
· determine if their court is ready to undertake a visioning and strategic planning process,
· understand the scope of the KSAs needed for effective visioning and strategic planning, and 

· have experience working with a nine-step visioning and strategic planning process.

Schedule

2.5-DAY WORKSHOP

	 SEQ CHAPTER \h \r 1DAY ONE 

	8:30 – 9:00 a.m.
	Introductions and Session Overview

· Agenda

· Outcomes



	9:00 – 10:00 a.m.
	Vision and Strategic Planning Fundamentals

· Definitions
· Motivations

· KSAs



	10:00 – 10:15 a.m.
	BREAK

	10:15 a.m. – 12:00 p.m.
	KSAs and Readiness:  Is Now The Right Time For Visioning and Strategic Planning In Your Court


	12:00 – 1:00 p.m.
	LUNCH

	1:00 – 3:00 p.m.
	Approach and Nine-Step Process Overview


	3:00 – 3:15 p.m.
	BREAK

	3:15 – 4:15 p.m.
	Step 1 – Plan Initiations
· Fundamentals

· Examples

· Exercise



	4:15 – 4:30 p.m.
	Wrap-Up

	4:30 p.m.
	Adjourn


	 SEQ CHAPTER \h \r 1DAY TWO 

	8:30 – 8:45 a.m.
	Introductions and Session Overview

· Agenda

· Outcomes



	8:45 – 10:15 a.m.
	Mission, Vision, Values

· Fundamentals

· Examples

· Exercises



	10:15 – 10:30 a.m.
	BREAK

	10:30 a.m. – 12:00 p.m.
	Trends and Scenarios

· Fundamentals

· Examples

· Exercises



	12:00 – 1:00 p.m.
	LUNCH

	1:00 – 2:00 p.m.
	Capacity Assessment

· Fundamentals

· Examples

· Exercises



	2:00 – 3:00 p.m.
	Strategic Issues and Strategies

· Fundamentals

· Examples

· Exercises



	3:00 – 3:15 p.m.
	BREAK

	3:15 – 3:45 p.m.
	Strategic Issues and Strategies (cont.)


	3:45 – 4:15 p.m.
	Lessons for Sustaining Planning Effort

	4:15 – 4:30 p.m.
	Wrap-Up

	4:30 p.m.
	Adjourn


	 SEQ CHAPTER \h \r 1DAY THREE 

	8:30 – 8:45 a.m.
	Introductions and Session Overview

· Agenda

· Outcomes



	8:45 – 10:15 a.m.
	Plan Implementation

· Fundamentals

· Examples

· Exercises



	10:15 – 10:30 a.m.
	BREAK

	10:30 – 11:45 a.m.
	Monitoring and institutionalizing

· Fundamentals

· Examples

· Exercises



	11:45 a.m. – 12:00 p.m.
	Wrap-Up

	12:00 p.m.
	Adjourn


Faculty Bio(s)

(INCLUDE FACULTY BIO(S) HERE)
This section is for the names and bios of workshop faculty. Court and/or court organization sponsors, staff, and others may be included here.

Participants List

(INCLUDE PARTICIPANT LIST HERE)

This section is for the names of workshop participants. Identifying participants by state, court, division, and/or title is often useful.  Organizing and identifying participants by table is also helpful.

Visioning and Strategic Planning

Fundamentals and Foundations for Court Leaders

2.5-Day Workshop

Tab II

Workshop Slides

The PowerPoint slide presentation together with the faculty notes for this 2.5-Day Visioning and Strategic Planning Workshop is posted with this document.  These materials can be printed for faculty use when delivering this course.  A PDF version of these PowerPoint slides is also posted for your convenience.  

National Association for Court Management

300 Newport Avenue

Williamsburg, Virginia 23185-4147
Visioning and Strategic Planning

Fundamentals and Foundations for Court Leaders

2.5-Day Workshop

Tab III

Pre Workshop and Group Exercises

National Association for Court Management

300 Newport Avenue

Williamsburg, Virginia 23185-4147
Pre-Workshop Exercise

Pre Workshop Assignment

If possible, given the availability of a participant list and time, the pre workshop assignment should:
· be completed by all workshop participants prior to the session; and

· be brought to the session and incorporated into the discussion about the purpose, benefits, and motivations for visioning and strategic planning during Day 1.  

Getting Started Exercise Instructions
As a large group, discuss responses to the critical questions and identify who should be involved in the visioning and planning process and why they should be involved, using the criteria below.

About 40 minutes should be allocated for this exercise.

Exercise 1: Pre Workshop Assignment -- Getting Started 

Critical Questions

1. What are the motivations for visioning and strategic planning in our court?

2. What are the barriers or impediments to a successful process?  How will the barriers be overcome?

3. Should the court use an internal or broader-based visioning and strategic planning process?

4. How should the planning group be formed, who should be included as members, and what size should it be?

5. What type of process should be used (e.g., retreat, monthly meetings) and how long should it take (e.g., 2-3 days, 8 months)?

6. How will the court involve other judges, managers, and staff in the process?

7. How will the court involve court users, stakeholders, and community members?

8. Who will facilitate the process and who will be responsible for summarizing the work of the group?

9. How will information about the process be communicated throughout the court?  How will feedback be obtained?

10. How will buy-in to the plan be increased?

Sample Section Criteria

1. Able to think broadly for the entire organization.

2. Has knowledge in key areas.

3. Able to think critically, creatively, and strategically.

4. Able to work collaboratively with others.

5. Able to lead and influence others.

6. Able to attempt meetings and devote time to the effort.

7. Inclusive of all parts of the court.

8. Culturally diverse.

9. Include skeptics and supporters.

Who Should Be On Our Visioning and Planning Team?

(List participants and why they are important to the effort)

FIGURE 1 -- A Nine Step Court Visioning and Strategic Planning Process

	Step 1: Initiate and Agree on a Planning Process

	· Introduce strategic and long-range planning.  This includes selecting a sponsor for a planning process, selecting and contacting potential participants, and describing the potential planning effort.

· Develop an understanding of what strategic and long-range planning can mean in practice.  This includes describing how the planning effort can make a difference for the organization, individuals (especially individuals involved in the planning effort), and the community.

· Develop a commitment to strategic planning.  This includes forming a planning team, enlisting political support, and enlisting the support and involvement of court staff, stakeholders, and customers.

· Reach a working agreement among participants.  The agreement should include a written summary of planning goals and expectations, the time frame to meet those goals, and the specific responsibilities of participants.

	Step 2: Define Organizational Mission

	· Assess formal and informal mandates.  This includes identifying the organization(s mandates, assessing the mandates( limits and potential, and identifying mandates that no longer make a positive contribution to organizational performance.

· Conduct stakeholder/customer analyses.  This includes identifying stakeholders/customers, determining the standards they use to assess organizational performance, and generally assessing organizational performance using stakeholder/customer standards.

· Develop an organizational mission statement.  The mission statement should be a statement of why the organization exists.  It should reflect its mandates and the expectations of its stakeholders/customers.

	Step 3: Develop an Organizational Vision

	· Develop a vision statement.  Use a visionary process to define a preferred future.  The vision should represent what an organization desires to become or what it should be at its best.

	Step 4: Conduct Trends Analyses and Develop Scenarios

	· Understand the external court environment.  This includes assessing the social, political, economic, and technological trends generating demands on the justice system and on courts.

· Construct future scenarios.  The scenario should reflect the imagined interactions of key trends and the resulting plausible future scenarios.




	Step 5: Conduct an Organizational Assessment

	· Examine court structure, organization, procedures, and performance.  This includes assessing the structure and organization of the court and other justice system agencies, case management and case processing procedures, the practices and work habits of court staff, court and justice systems resources, and jurisdictional characteristics.

· Detail organizational strengths, weaknesses, opportunities, and threats.  This includes identifying strengths, weaknesses, opportunities, and threats in light of the organization(s capacity to achieve its mission and vision, and deal with likely future demands.

	Step 6: Identify and Define Strategic Issues

	· Identify strategic issues.  This includes describing the issues, distinguishing strategic issues from immediate problems and solutions, developing standards of issue severity, and prioritizing issues.

	Step 7: Develop Comprehensive Strategies

	· Identify goals and objectives for each of the strategic issues.  This includes identifying several goals for each of the issues and several objectives for each of the goals.  It also includes prioritizing the goals and objectives.

	Step 8: Operationalize the Plan

	· Prepare a 2-5 year strategic and long-range plan that specifies structural, organizational, and procedural changes, operational goals, unit responsibilities, action steps, activities, and time frames for goal implementation.

· Prepare and promulgate annual operational plans that specify the year(s operational goals, action steps, individual responsibilities, time frames, and performance indicators.

· Prepare and promulgate individual performance plans that specify individual goals, action steps, time frames, and performance standards.

	Step 9: Monitor and Evaluate Progress & Update Plan as Needed

	· Establish a monitoring system that includes indicators of organizational performance and movement.

· Report and review performance indicators including organizational and individuals ( accomplishments.

· Revise strategies as needed.


Exercise 2:  Mission Template

Mission Exercise Instructions

In groups of three or four, take about 15 minutes to:

· Review all of the materials contained in this exercise;

· identify the key mandates courts must address;

· list key stakeholder expectations; and

· identify components that should be included in a mission statement.

Next, as a large group take about 10 minutes to:

· review mandates and stakeholder expectations and components that should be included in a mission statement; and

· ask each individual to draft a mission statement for their court; and review a sample of the statements.
List Key Mandates

List Key Stakeholder Expectations

Identify Key Mission Components

Draft Mission Statement
Figure 2: EXAMPLE COURT USERS EXPECTATIONS

	Court User
	Types of Expectations

	Judges
	· Adequate equipment and staff to run an efficient Court

· Good working conditions

· Positive perception of Courts by public

· Minimal scheduling conflicts

· Appropriate compensation

· Cooperation of lawyers, police, and other justice system participants

· Safety and security to perform their job

	State Agencies
	· Provide  accurate and timely information for decision-making

· Implement the decisions made by Supreme Court rule

· Keep the court system functioning efficiently

	Victims
	· Justice

· Vengeance

· Recognition

· Compensation

· Protection

· Safe environment

	The Public
	· Protection from crime

· Provide information quickly

· Deterrence

· Control costs

· Meet demands of special interest groups

· Speed

· Find the “truth”

· Control negative behavior of lawyers

· Advocacy for parents

· Advocacy for children

· Mediation

· Judges above reproach

· Safety and security while in a public facility

	County Government
	· Good, well-supported budget requests

· Solicit and respond to public input

· Ensure cooperation among different justice agencies

· Model good work habits

	Media
	· Provide information, statistics, procedures, and newsworthy stories

· Want answers to their questions immediately

· Access to people, especially Judges


Exercise 3:  Vision Template

Vision Exercise Instructions

In groups of three or four, take about 10 minutes to:

· review all of the materials contained in this exercise;

· list the values that courts should foster; and
· identify components that should be included in a vision statement.

Next, as a large group take about 10 minutes to:

· review the values and components; and
· ask each individual to draft a vision statement for their court; and 
· review a sample of the statements.

List Key Values

List Vision Components

Draft Vision Statement

Exercise 4: Trends and Scenario Template
Trends and Scenario Exercise Instructions

As a large group, take about 40 minutes to:
· review all of the materials contained in this exercise;

· identify the key trends likely to confront the courts over the next few decades;

· examine the implications of the trends collectively using the questions below; and

· identify the key themes that could be fashioned into scenarios using the narrative format presented in the example below.

 ID Key Social Trends

ID Key Economic Trends

ID Key Technology Trends

ID Key Political/Policy Trends

Exercise 4: Trends and Scenario Template (cont.)
Trend Implications Assessment

What are the implications of these trends on the demands the court will face?

What are the implications on the characteristics and needs of who the court needs to serve?

What are the implications on caseload, infrastructure and resources?

What are other implications?
Scenario Construction
Example Trend and Trends Implications Descriptions

1. An increasing number of diverse expectations for the courts' role in society.

The increasingly complex social and economic problems of the past decade are expected to continue over the next few decades.  As one consequence, the courts and judicial system will be confronted by a variety of diverse expectations about their appropriate roles in society.  In particular, the Courts of the AAA Judicial District will be expected to be tough on crime yet also be heavily involved in the provision of social services, while continuing to ensure adequate judicial system access for "ordinary" citizens.  The potential implications of these trends might include:

· increased demand for educational materials describing what courts can and cannot be expected to do;

· a need to redefine caseload measures to reflect case complexity;

· ongoing debate about the appropriate role of the judicial branch relative to executive and legislative branches;

· demands for mediating very diverse views about the appropriate role of courts in society; and

· new types of cases resulting in increasing service demands on courts and court support agencies.

2. Increasing numbers of pro se litigants.


Increasing attorney fees, limited legal aid, and litigant preferences are all trends shaping the rapid rise in the numbers of pro se litigants appearing in court.  The potential implications of these trends on the AAA Judicial District include:

· a range of litigant expectations for court staff assistance;

· more court resources being spent on providing services to litigants;

· more time consuming court sessions; and

· Increased chances for incomplete or erroneous judgments.

3. Expanding Asian, Latino and East European  populations.

As a result of a variety of global and local trends such as political instability in Central and Eastern Europe, and the growth of service industries, the size of the AAA Judicial District, Asian, Eastern European and Hispanic populations are expected to increase to perhaps over 20% of the entire population early in the new century.  In addition, an influx of more affluent Hispanic and economically diverse groups of migrants from Eastern and Central Europe, and the Middle East are also expected to continue into the next century.  The implications of this trend on the Courts of the AAA Judicial District include:

· Increased demand for language and "culture" interpreters;

· increased need to develop mechanisms for accommodating the dispute resolution needs of economically diverse but culturally similar people within a racial or ethnic group;

· increased presence of ethnic population based organized crime and gang activity; and increased need to educate judges, attorneys, and court staff about cultural diversity and its potential implications on the justice system.

Example Scenarios

2015 Status Quo Scenario
By the middle of the second decade of the 21st century, the AAA Judicial District was drifting further from its desired mission when protecting children and serving juveniles to:

· promote the health and welfare of children and their families;

· provide effective and timely resolution of legal matters that meet the needs of children and their families, and the community; and

· assure dignified and fair treatment to all court participants.

Moreover, the AAA Judicial District’s desired future, as articulated in a 2004 court vision statement, seemed even more, rather than less, likely to occur than it had when it was initially prepared a decade ago.  Contrary to its vision to provide a court system for children and families where informed litigants have an opportunity to succeed in meeting the expectations for good behavior that have been established by well-trained judicial officers and justice system personnel, by 2015, the AAA Judicial District:

· was becoming a largely criminal court that was increasingly isolated and at odds with its justice system partners over the direction of service provision;

· was unable to attract new staff and experienced chronic labor shortages;

· provided limited court services to increasingly desperate court users required to appear in increasingly inaccessible facilities; and

· had effectively become a subservient executive agency with limited discretion and authority, as a result of the confusion surrounding what the role of the courts should be.

Especially disturbing to judges and court staff was the reality that they were spending more and more of their time managing crises rather than providing the leadership needed to coordinate all of the services necessary for an effective, high quality court system.

In particular, eight aspects of the milieu surrounding the AAA Judicial District were particularly vexing.

First, the Court for the most part had become a court of criminal, family disintegration, and what insiders knew to be "quasi-criminal," jurisdiction.  The increasingly criminal and quasi-criminal Court caseload had emerged largely as a result of caseload pressures and priorities, and, perhaps most importantly, the Court's failure to have previously clarified its desired role in the justice system relative to the roles of other local courts and private dispute resolution organizations.  In effect, private ADR groups had skimmed-off the lucrative civil litigation, while the AAA Judicial District Courts retained jurisdiction over the criminal cases.  The emphasis on criminal cases in turn limited the availability or resources for addressing the complicated issues often associated with cases involving, children, youth, and their families. 

Second, because of a lack of clarity about the appropriate role of the Courts relative to the executive branch, and increased demand for quality services that were not being provided by executive agencies, the Courts of the AAA Judicial District had increasingly assumed more and more social and family service functions but had also become increasingly limited in what they could do with cases involving families and children because of inadequate resources for providing services to children and families and numerous prohibitions on judicial discretion.  In addition, drug, gun, domestic violence, and other initiatives to establish specialty courts, but on-again/off-again local, state, and federal funding for these initiatives, were a feature of the local justice system throughout the first fifteen years of the new century.

As one consequence, judicial officers and court staff felt that they were being asked far too often to quickly, inexpensively, and thus miraculously, "fix" greater numbers of seemingly intractable problems.  Indeed, by 2015 many of the broader social, political, and economic problems confronting the AAA Judicial District ( and the state and the nation generally ( somehow had become court and justice system problems.  The origins of the supposedly "new" problems confronting the Court stemmed from the increased demands accompanying the boom and bust cycles of the increasingly large local service economy stemming for greater integration of the local and global economies, coupled with the inability, or, sometimes, unwillingness of other political, economic, and social institutions to address aspects of local life traditionally within their purview.

For example, the restructuring of the local economy and dramatic demographic changes contributed to a breakdown of the effectiveness of local public and private sector institutions.  These trends also contributed to a loss of the widespread sense of community pride that had once been a valued AAA Judicial District characteristic.  Moreover, local governments and the state legislature (chanting anti-government rhetoric and following a banner of fiscal responsibility and privatization) increasingly redefined and limited the courts' and government's discretion and legitimate role in addressing the complicated cases involving children and families resulting from a wide range of social, political and economic influences.  Essentially, legislatures increased the number of mandates the court(s needed to follow but provided few resources or the discretion or authority the court(s needed to have to address the negative impacts of  poverty, dysfunctional families, and poor community education, mental health, and other  essential services.

Over time, neglect of these broader issues resulted in far more work for the courts, which, along with the local school district, had become the public forums of last resort by default.  In addition, separate and very unequal systems of justice were beginning to emerge for those who could afford private alternative dispute resolution forums and those who could not.

Third, the funding for the AAA Judicial District had become increasingly precarious, as had its capacity to safeguard the quality of justice for court users.  The Court could no longer count on the revenue once obtained from the more lucrative caseloads now being handled by private dispute resolution organizations or municipal courts but instead had to spend more and more time on increasing numbers of criminal cases.  Also, even though Court judges and staff suspected that the quality of justice for litigants was being diminished by city and county policy makers and private organization demands for increased revenues via private ADR and municipal courts, they were not in a position to adequately monitor quality of justice concerns.  Finally, state funding had not proven to be an adequate replacement for local funds.   Large urban jurisdictions ( particularly Big City ( had used their greater political power to gain a very large disproportionate share of state court funding.

Fourth, Court judge selection had become more and more contentious, and was increasingly driven by ideology and interest group politics.  Increased political partisanship had led to judges frequently becoming embroiled in local interest group political conflicts, and had made it more and more difficult for the Court to maintain its role as an independent non-partisan, client-focused, service agency.  Also, good judges left the system as a result of the increasingly odious climate.  

Fifth, the per case cost of services provided by the Court(s of the AAA Judicial District continued to increase rapidly as greater numbers of pro se litigants used the courts.  In addition, more and more of the District(s cases involved non-English speaking litigants and the added demands resulting from a need to provide more culturally appropriate court services to a growing non-Anglo population. The extensive service needs of an increasingly elderly and disabled population also inflated per case court expenses.

Sixth, the Courts of the AAA Judicial District had lost some potential allies as a result of broader political and social forces.  For example, perhaps somewhat ironically, even though the State Courts Administrator Office of the Supreme Court and other court-support agencies wanted to target their services more closely to local court needs, they were unable to do so.  This was true largely because they had become auditing agencies responsible for ensuring that the state funds allocated to individual courts in the state court system were being used within the very narrow confines stipulated in increasingly inflexible legislation.  Sadly, demands for court system accountability had been used to justify the increasing use of inflexible, "mandated outcome" oriented legislation which (not incidentally) also reflected the narrow views of better and better organized and funded special interest groups.

Seventh, the Court was unable to fill many staff vacancies, and was especially hard pressed to find senior court administrators with sufficient qualifications.  Periodic budget crises had led to extreme staff cuts, mandatory furloughs and other draconian measures in hard times, coupled with the uncertainty among remaining personnel at the time of staff cuts, had triggered an exodus from the Court to other organizations when the economy improved.  Moreover, those who could retire under the more generous pension plans available to those who joined the Courts in prior decades, especially senior court personnel, did retire in mass.  In addition, the rapid aging of the court management profession across the nation generally occurring during the first ten years of the new century, eliminated opportunities to lure court personnel to the AAA Judicial District from other jurisdictions across state and the nation

Eighth, the work environment of the Courts of the AAA Judicial District of the state along with judge and staff morale, had declined greatly from just a decade or so earlier.  By 2015, AAA Judicial District judicial officers and staff had joined their court colleagues from throughout the state and nation feeling that they had become mere cogs ( court-cyber-automodroids ( in an increasingly technologically sophisticated, but less humane and caring, case processing machine.  Unwise, legislatively-mandated use of inappropriate technology had resulted in less and less face-to-face human contact for judges and court staff.  

Unfortunately, even well intentioned efforts had contributed to a more depersonalized working environment.  For example, face-to-face training ( both training in general skills and specialized training ( had been replaced by the electronic interactive mentoring made possible by the State Court Professionals Mentoring Network and the C Interactive Technical Assistance Service (CITAS). 

Not too surprisingly, as a result of an increasingly poor work environment, the professionalism and general quality of people working in the courts was declining noticeably.  It was no longer rewarding to work for the AAA Judicial District.  The bottom line seemed to be that local judicial officers and staff found themselves more and more isolated from the community and increasingly limited by the rigid demands imposed by an interest-group-dominated legislative branch; a branch that had successfully subverted the independence of the once powerful (and equal) third branch of government.
2015 Active Intervention Scenario
One important result of the strategic planning effort completed by the AAA Judicial District in 2004 was recognition that each of the Court's subject matter calendars and all judicial officers and court personnel, and administrative divisions needed to work far more closely together, and that the Court in general needed to work closely with representatives from throughout the local community to actively shape a positive future.  The Courts recognized early-on that a variety of local, state, and national trends were shaping a future that could have many negative as well as positive effects on the health and vibrancy of AAA Judicial District and the justice system.  

Judges and staff were determined to position themselves so they could best confront potentially negative consequences and foster the many valuable aspects of their community.  Specifically, focusing first on court services for families and children, a AAA Judicial District Planning Team implemented an ongoing process of strategic thinking and planning ( strategic management ( and prepared an initial road map to a more positive future.  Ultimately, the initial road map for court service improvements for aspects of the District targeting children and their families served as the foundation for a more comprehensive Court improvement effort that touched on every aspect of court operations.

Among the details included in the Courts of AAA Judicial District road map for a positive future for serving families and children were guidelines for:
· enhancing the governance structure of the District to involve more judges, increase judicial leadership, and improve collegiality and cooperation among all judicial officers responsible for providing services to children and families;

· improve work process efficiency while maintaining quality justice services;

· clarifying the role of the Courts relative to the work of executive agencies;

· supporting a team approach among executive agencies for service provision to children and families;

· improving training and mentoring programs for judicial officers and staff involved in court service provision for children and families;

· working with an increasingly racially and ethnically diverse population to create effective court services;

· providing effective Court connected restorative justice services;

· supporting family and social service providers so that they could provide better services and limit the number of social problems that became criminal court problems;

· working closely with local officials and state legislators for good justice policies;

· sharing facilities and resources with a variety of justice and community agencies;

· fostering ways the court could measure and improve its performance rather than simply establishing and monitoring standardized rules, policies, and procedures;

· increasing the court's credibility with the public, policy makers, and other state and local units of government;

· educating local policy makers, the legislature, and other units of government; and the public about the role of the courts in the community;

· developing ways to more systematically obtain and respond to the views and opinions of court system stakeholders about their needs and expectations;

· coordinating court relevant community problem-solving efforts;

· identifying and appropriately using new technology as it develops; and

· communicating more effectively with external and internal stakeholders.

FIGURE 3: TYPES AND CATEGORIES OF TRENDS

	TREND TYPE/

CATEGORY
	DEFINITION/EXAMPLES

	Continuation

Trends
	Definition: Trends that describe the continuation of past and present.

Example: Population aging

	Cyclic

Trends
	Definition: Cycles are events that might not be part of our present, but were some part of the past and could possibly be important in the future.

Example: Depressions, droughts

	Emerging

Trends
	Definition: Issues that may affect the future, but which are barely visible now, and were nonexistent in the past.

Example: 30 years ago the use of personal computers would have been an emerging issue

	Social

Trends
	Definition: Trends that describe changes in the composition, order, and structure of interactions among individuals within a society.  In large part, they define the size and nature of the justice system client population, particularly the size of its indigent client population.

Example: Changes in drug use, family formation

	Economic

Trends
	Definition: Trends that describe changes in the relationships among individual well being, the nature and composition of work and the work force, and societal prosperity.  Economic trends directly affect the composition of caseloads, shape the basic resource foundation of the court and justice system, and shape basic social conditions.

Example: Rate of business formation/failure, employment growth rates

	Technological

Trends
	Definition: Trends that describe changes in the composition, application, and broader social effects of tools.  They also describe changes in techniques for developing, producing, and distributing products and services.  Technological trends shape the types of demands confronting service organizations and perhaps even more importantly, hold the potential for dramatically altering the way organizations can do their work.

Example: Genetic engineering, telecommunications patterns

	Political

and Policy

Trends
	Definition: Trends that describe changes in the structure, receptiveness, responsiveness, priorities, and effectiveness of forums for collective, public decision-making, and for resource distribution.  They also describe preferred responses to societal problems and the appropriate roles of individuals — as well as public and private organizations — in developing, implementing, monitoring, and modifying actions to group responses.

Example: Minimum sentencing laws, immigration policy, drug control


Figure 4: Composite Trends Implications Summary

Increasing Capacity for Nano, Bio, and Electronically Enhanced Behavior Monitoring and Modification

Trends: (1) Increasingly sophisticated genetic testing. (2) Increasingly sophisticated behavioral monitoring. (3) Increasingly sophisticated behavior modification.

	General Implications and Implications on the Substance of the Law
	On Demands Placed on The Courts
	On Court Infrastructure

	· Increased capacity to identify “harmful” genetic tendencies or “risk” among people, such as likelihood of serious illness or abhorrent behavior.

· Greater capacity to alter abhorrent behavior -- e.g., substance abuse -- using increasingly intrusive interventions, such as gene therapy/modification.

· Potential to alter consciousness, and induce euphoria without the frequent use of substances or in ways which are very difficult to detect.   

· Rapid increases in numbers of technological innovations that emerge far more quickly than the societal capacity to legislate, regulate, and enforce appropriate law.

· Need to protect against new forms of discrimination.

· Greater legal specialization. 


	Quantitative Implications:

· Greater numbers of more complicated cases.

· Need for Courts to process cases quickly, that is, in a more timely manner in greater numbers of very time sensitive cases.

· Increased numbers of more difficult consciousness “abuse” cases.

· Increased numbers of protection from  “intrusive intervention” cases.

Qualitative Implications:

· Increased expectations that Courts intervene before harm is done.

· Increased expectations that Courts intervene to protect individuals for “their own good.”

· Far more complicated cases.

· Increased need to clarify legal rights and protections.
	Hard Infrastructure: (Technology, Facilities and Equipment)

· Need for Courts to obtain access to sophisticated testing technology and equipment and technology supportive facilities.

· More sophisticated presentation technologies.

· More sophisticated storage facilities for different forms of evidence, or items included in court records. 

Soft Infrastructure: (Policy-Formation, Planning, Budgeting, Staffing and Training, Management, Communications and Coordination, and Performance Monitoring)

· Need for more specialized staff and judge training.

· More sophisticated caseload measures.

· Better aggregate court performance measures and monitoring.

· Increased inter-agency planning, coordination, and communications for more timely service delivery.

· Increased demand for Courts to better explain and justify decisions to public and policy-makers.


Exercise 5: Organizational Assessment Template

Organizational Assessment Exercise Instructions

As a large group take about 40 minutes to:

· review all of the materials contained in this exercise;

· identify the typical strengths, weaknesses, and opportunities that confront courts.

Figure 5: Attributes Included in an Organizational Assessment
	Type of Attribute
	

	Structural and Organizational
	
Division of labor and authority among different types of Judges and Court staff.


Decision making structure and processes including designation of participants responsible for formulating planning and management policies.


Intra-unit and inter-unit decision making.


Access to and control of resources such as staff, information, and facilities.


Communication structures including committees, working groups, interorganizational meetings.


Methods for collecting and distributing data and information. 

	  Procedural
	
Agency rules including those directing staff performance, and the extent they are followed.


Time and performance standards.


Formal personnel procedures such as hiring, evaluating, and deployment.


Administrative procedures such as work assignment.

	Practice, Habits and Attitudes
	
Work habits and expectations of all staff.


Management style and philosophy of all staff and the administrator.


Beliefs about agency management including beliefs about the appropriate roles of different types of justice system staff.


Beliefs about a participant's specific role.

Degree of congruity between formal and informal structure and procedures.

	Workload and Resources
	
Including staff, budgets, and facilities.


	Figure 6:
Our AAA Courts Organizational Strengths and Weaknesses

	Structural and Organizational Strengths

	Structural and Organizational Weaknesses

	 
an effective foundation for consolidated District and  Superior Court administrative structure is in place

 
the relatively small size of the Court makes it manageable

 
Probation services are provided by the District Court

 
programs have been developed to meet specific needs


	 
there is a lack of clarity regarding administrative vs. policy-making roles – executive and administrative functions are often blurred especially in Superior Court

 
modern technologies for administering calendars have not been funded

 
the Court budgets are dependent on a variety of potentially unreliable funding streams

 
the administrative roles and responsibilities of the Clerk's Office and Court Administration are not always clear

 
the role of the Probation Department needs to be clarified 

 
the District Court's jurisdiction potentially could be impacted by the use of Municipal Courts and state statutes

 
there is a lack of understanding and commitment by  County government to financially support the Courts adequately



	
Procedural Strengths
	
Procedural Weaknesses

	 
both the District and Superior Courts have begun to undertake efforts to more assertively manage caseloads

 
collection procedures in the District Court have become maximized in the past few years

 
both Courts have recognized an increasing need to handle high volume dockets

 
the mandatory arbitration program in Superior Court and the mandatory mediation program has helped meet increasing civil workload demands

 
have increased the amount and types of assistance available to pro se litigants

· have established domestic violence and other specialty dockets


	 
case assignment procedures in the Superior Court are inadequate

 
time and performance standards should be used more effectively at both Court levels

· job classification and hiring practices are controlled too much by the AAA County government rather than by the Courts

· Court procedures are often dictated by other agency staffing and budget constraints vs. good case management practices




	Practice, Habits, and Attitudes Strengths
	Practice, Habits, and Attitudes Weaknesses

	 
communication has improved between units of the Courts in recent years

 
interpreter services have become better organized and staffed

 
the Courts are doing better planning and focusing more effectively on critical issues

	 
there is duplication of effort between the Clerk’s Office and the Court

 
there is a lack of quality control over some Court records


	Workload and Resources -- Strengths
	Workload and Resources -- Weaknesses

	 
the Courts are building greater bench diversity through the use of Pro Tems and Commissioners

 
the staff is becoming increasingly diverse

 
Court security remains a major problem

 
the Juvenile Court Facility is more secure

 
jail security has been improved

 
public parking is available close to the Court although the total amount is very limited

 
improvements in computer and telecommunications technology are being incorporated into Court operations where possible


	 
in general Court procedures are not prepared to deal with rapidly increasing numbers of Hispanics

 
staff and Judges do not receive all the training they should due to budget and staffing constraints

 
Court facilities are too small to meet current rising demands

 
the Court facility is not secure

 
funding is unpredictable and inadequate in light of increasing demands

 
available technology, such as video conferencing, has not been incorporated into Court operations due to lack of funding

 
public access is limited and there is limited opportunity to provide public information in the courthouse

 
no space for a jury pool or juror check in

 
facility wiring is inadequate to support expanded  use of modern Court technology

 
traffic flow in the Court facility is very inadequate




Exercise 6: Strategic Issue and Strategies Template 

Strategic Issue and Strategies Exercise Instructions

As a large group, take about 30 minutes to:

· review all of the materials contained in this exercise;

· brainstorm the issues confronting courts;

· look for and summarize the patterns underlying these issues; and

· reframe these patterns as strategic issues for one or two example strategic issues.
ID and Describe Key Strategic Issues

ID and Describe Strategy for One of the Issue Identified Above

Issue 1: Understand and Respond to Changing Community Needs.

Issue Description

The Courts of the AAA Judicial District must serve increasingly ethnically, economically, and socially diverse populations living in numerous urban, suburban, and rural communities located across a large geographic area.    

In addition, as a result of a variety of global and local trends -- such as political instability in Central and Eastern Europe, the growth of local service industries, the availability of relatively affordable housing, social trends that isolate children from participation in community activities, and land-use policies that channel growth into suburban cities --  the Court and its justice system partners are now being confronted by more numerous and more complicated expectations for the types and scope of services they should provide for families and children across the District.  In particular, there are more and more children and families involved in the courts with serious problems but limited skills and resources, and reduced capacity to negotiate, successfully, the extensive justice and human service provision systems, as well as the complexities of everyday life.  

Similarly, long-term trends, such as increasing income stratification, economic restructuring, and differing expectations about the role of social institutions, are altering what were once more commonly held societal norms and values.   Also, population trends indicate that the proportionate size of the District’s Asian, Eastern European, and Hispanic population are expected to increase to as much as 20% of the total District population within the next ten years. 

Moreover, demand for alternative resolution forums and services, such as restorative justice programs, system of care and other service-intensive wrap-around programs, are likely to increase over the next five years, even as state level funding commitment is very likely to fall far short of current levels.  Finally, there remains a lack of capacity for Court and justice system partners to collect and analyze, systematically and expeditiously, data to identify and understand the specific needs of changing communities.  

In short, the following were identified as the more important demands likely to face the Courts of the AAA Judicial District and justice and human service agencies over the next five years as they attempt to address the concerns of families and children:

· increased numbers of children and families with serious mental illness;

· continued widespread substance abuse among youth and parents;

· increased reliance on the courts as a last resort for addressing the problems of children and families;

· increased numbers of unrepresented parties involved in child welfare cases;

· a need to redefine caseload measures to reflect caseload complexity;

· a need to increase the types of disposition options available to the Court;

· greater demand for language and "culture" interpreters;

· increased need to develop mechanisms for accommodating the dispute resolution needs of economically diverse but culturally similar people within a racial or ethnic group;

· increased numbers of time-intensive court cases, that is, cases that involve people with limited education,  newer arrivals to the United States, people with diverse language expectations and skills, and varying levels of understanding of court process;

· increased need to implement dispute resolution mechanisms for resolving disputes and misunderstandings between people from different cultures;

· increased opportunity to build new sources of political support for the court among Latino, Asian, and a variety of other racial and ethnic groups;

· increased presence of ethnic population centered youth crime including ethnicity based gang and organized crime, and greater numbers of victims from different ethnic backgrounds;

· increased opportunity, as well as need,  to incorporate new forms of dispute resolution into the courts and justice system;

· increased opportunity to diversify the court workforce; and

· increased need to educate judges, attorneys, and court staff about cultural diversity,  mental illness, and treatment innovations.

Strategy Components

The Courts’ of the AAA Judicial District general strategy for increasing understanding of changing community needs and developing more targeted responses to changing needs includes:

· working with other agencies to fully describe the District population and inventory child protection and juvenile justice needs;

· putting in place mechanisms for monitoring needs;

· establishing on-going partnerships with racially, ethnically, and culturally diverse groups throughout the District;

· better understanding the particular needs of different groups of people by examining the meaning of culture and the potential implications of cultural differences on court service;

· identifying and implementing culturally sensitive court services; and
· maintaining a work-force with the knowledge and skills needed to serve diverse groups across the community by inventorying existing workforce knowledge and skills, developing new skills, and recruiting and hiring employees who respect economic, social, and cultural diversity.
Exercise 7: Goals and Objectives Template

Goals and Objectives Exercise Instructions

As a large group, take 20 minutes to:

· pick one issue from the work completed in the previous exercise, and identify the key goals (ends) that should be obtained in the issue is addressed adequately; and

· identify some of the key objectives (means) for reaching the goals.

Identify Goals and Objectives for One of the Strategic Issues and Strategies in Exercise 6
Goal 1.1: 

· Objective 1.1.1:

· Objective 1.1.2: 

Goal 1.2: 
· Objective 1.2.1: 
· Objective 1.2.2: 

· Objective 1.2.3: 

· Objective 1.2.4: 

Goal 1.3: 

· Objective 1.3.1:

· Objective 1.3.2: 

· Objective 1.3.3: 

Example Goals and Objectives

Goal 1.1: The Courts will understand and provide quality services that respond to community needs.

· Objective 1.1.1: Monitor trends, workload, emerging issues, and events that could affect the Courts.

· Objective 1.1.2: Monitor court stakeholder interests.

Goal 1.2: The Courts will be aware of the court and justice service needs of the diverse racial, ethnic, and cultural groups of the District.

· Objective 1.2.1: Identify the diverse populations within the AAA Judicial District.
· Objective 1.2.2: Develop mechanisms to solicit the views of diverse communities about the Courts.

· Objective 1.2.3: Monitor the court-related service needs of diverse populations within the District.

· Objective 1.2.4: Develop and implement public information programs targeting diverse populations within the District.

Goal 1.3: The Courts of the AAA Judicial District, in cooperation with other justice and public and private service providers, will provide effective, culturally appropriate services to the diverse populations of the District.

· Objective 1.3.1: Diversify the Court’s workforce to reflect the population it serves.

· Objective 1.3.2: Develop services that are responsive to changing needs.

· Objective 1.3.3: Evaluate the effectiveness of services provided.

Goal 1.4: The Courts of the AAA Judicial District will have a highly skilled workforce.

· Objective 1.4.1: Identify the characteristics of highly skilled personnel in light of evolving community needs.

· Objective 1.4.2: Establish staff development mechanisms which emphasize the skills needed for working with children and families.

· Objective 1.4.3: Establish judicial development mechanisms which emphasize the skills needed for working with children and families.
· Objective 1.4.4: Do succession planning.

Exercise 8: Priority Projects Template
Priority Projects Exercise Instructions

As a large group take 10 minutes to identify a few priority projects that could help address the strategic issue or issues identified in previous exercises.

Next, in groups of three or four, take about 10 minutes to:

· identify the steps that are needed to complete the project; and

· identify the goals and objectives addressed by the project.
Finally, as a large group take about 10 minutes to:

· review the priority projects to determine completeness.
	200A-200B Priority Project 1: 

  

	Objectives Addressed:


	1. Implementation Activities:
	Who Responsible Start and End Dates:




	2004-06 Priority Project Example: Community Needs Profiles

  

	Objectives Addressed:

1.1.2

1.2.1 - 1.2.4

2.1.2

2.2.2


	Implementation Activities:

2. Establish a community profile work-group.

3. Identify current court, justice, and human service use patterns.

4. Identify desired data items to include in profiles.

5. Inventory previous efforts and data sources available from other organizations.

6. Conduct focus groups with court users and stakeholder groups to identify needs.

7. Prepare geographic, demographic, culture, and service need profiles.

8. Conduct gap analysis of existing and needed services.

9. Prepare summaries.

	Who Responsible Start and End Dates:

Jan. – June 05

Magistrate Bucky

Goofy

Kevin K.

Brian M.

John 

 


Strategic Plan Contents Example
I. Introduction and Executive Summary

II. Mission, Vision, Values

A. Purpose of identifying values and preparing mission and vision statements.

B. Stakeholder expectations inventory

C. Values

D. Mission and vision statements

III. Trends and Scenarios

A. Trend definitions

B. Trends inventory

C. Trend implications

D. Scenario elements

E. Most likely scenario

F. Desired scenario

IV. Organizational Assessment

A.  Assessment components

B.  Strengths, weaknesses, and opportunities

C.  Strategic implications   

V. Strategic Issues, Strategies, and Priority Project

A. Introduction to strategic issues

B. Key issue summary

C. Issue one 

· Description

· Strategy

· Goals and objectives

D. Issue two etc

· Description

· Strategy

· Goals and objectives

E.  Priority projects inventory

VI. Next Steps

Visioning and Strategic Planning

Fundamentals and Foundations for Court Leaders

2.5-Day Workshop

Tab IV

Readings and References

National Association for Court Management

300 Newport Avenue

Williamsburg, Virginia 23185-4147
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