Board Relations Chapter 9

BoARD RELATIONS

| ntroduction

Judicial educationboardscanimprovethequality of judicial education programsthrough
conferences, publications, andawiderangeof other activities. Thecreation of aboardisbased onthe
fundamentd belief that agroup of individual scan makebetter decisionsthancanany singleindividual.
And, thequantity of work achieved by agroup can usually far exceed the capabilitiesof any one
individud.

Boardscan provideadvice, assistance, and support to program planning, implementation, and
evauationefforts. Becauseof members knowledge, expertise, and experience, aboard canmake
decis onsand/or recommendationswhichaccurately reflecttheneedsof thejudicia community. Boards
canassstinidentifyingprioritiesfor programsandcanhed pdistributelimitedresourcesamong competing
needs.

I ndividua memberswho serveonboardscanstrengthenthebondamongvariousconstituencies
withinthejudiciary and serveasalink toother groupswhohaveaninterestinthecourt system. A board,
if itisrepresentativeinnature, cangivejudicia educationprogramsgreater credibility anongdecision-
makersand program participants.

Anyonewho hasworkedwithboards, committees, and other small groupsknowsthat someare
effectivewnhileothersareunproductive. And, eventhoughagroupmay beproductive, membersand staff
may walk away fromtheexperiencefeelingexhausted andemotionally drained. Sohow canjudicial
educatorscreateboardswhichwill beeffectiveinachievingtheir goalsandwill provideavaluable
experienceforthemembers?How canestablished groupsbemoreeffectiveandefficient? Thischapter,
by exploring the nature of effectivegroupsand providing guidelinesfor the establishment and
management of judicial educationboards, will providesomeanswerstothesequestions. Itwill also
attempttostimulatefurther reading andthinking about effectivegroups, particularly judicial education
boards.

EffectiveGroups

Thejudicia educator must understand how groupswork andwhat canbedonetohel pthemwork
better. Thejudicia educatorwhoisabletopredict, facilitate, andinterpret group processesismuchmore
likely toenhancethegroup’ sgrowthand devel opment than onewho canonly react todevel opments
inthegroup. Thosewhoappreciatethecomplexity of groupwork area somuchmorelikely tofindtheir
rolesatisfyingandrewarding.
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TheNatureof Groups

Groupsaremorethanacollectionof individual s; groupshavedynamicsandidentitiesquite
independent of individua member characteristics(Tennant, 1988; Fisher & Ellis, 1990). Theinterplay
amongindividual sandtherel ationshi peach person haswiththegroupal soshapethecharacteristicsof
thegroup (Fisher & Ellis, 1990).

I ndividua swhoprovidel eadershipor support togroupsmust beabl etothink s multaneoudy about
theindividual members of the group, subsections of the group, the group asawhole, and the
organizational structurewithinwhichthegroup operates. Staff and boardleadershipmust beprepared
forthechangesthat occur withinagroupasit solidifiesitsgroupidentification. They mustbesensitive
totheissuesthat might ariseat any givenstateof maturity (Ephross& Vassil, 1988).

Group Maturity

For anassortment of individual stotransformthemsel vescoll ectively intoagroup takescompe-
tency, commitment, andtimeonbehalf of themembers, thel eadership, andthesupport staff. Frequently
referredtointheliteratureas” group maturity,” thesedevel opmental stagesdirectly impact group
effectiveness.

Whenagroup (or asignificant number of itsmembers) isnew, itwill beuncertainof itsroleand
function. Individualswithinthegroupwill depend heavily uponthegroup leaders, thesponsoring
organization, andthestaff for guidanceand direction. For survival,agroupwill try todefineitself asa
unit, distinctfromthedefinitionof any individual member or any other groupor organization.

Inthisphase, groupsneed structure, support, and opportunitiesto coal esce, bond, and devel op
anidentity. Thegroup needstoknow itspurpose, theexpectationsof thel eadership and sponsoring
organization, andwhy thework of thegroupisimportant. Attentionto social interactionsamong
membersisparticularly important. Groupsneedimmedi atefeedback about small accomplishments,
achievements, and successes. Thecollectiveegoof agroupneedspositivereinforcement soitcangan
fathinitsownabilities.

Asagroupmatures,itwill strugglewithitsrole, function, identity, andevenitsleadership. Notunlike
adolescence, thisphaseisnormal and necessary if agroupistobecomestrongandindependent. From
thisstrugglewill emergesharedgoal s, asenseof bel onging, and commitment tothesuccessof thegroup.
A groupthat hastheability tosol veinternal problems, createitsownidentity, andresolveindividual
differenceswill haveamuchhigherlevel of groupcohesion.
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Conflictisoftenviewed asanegativeprocess, but under theseconditions, conflict canbehealthy.

Asthegroupexperiencesinterna conflict, however, theindividua swithinthegroupmust fed safe.
Ephross andV assil (1988) encouragestaff to trust thegroup growth processandto“ discernthe
differencesbetween destructiveprocessesand constructivegrowth processesthat aresimply messy”
(p.54).

A maturegroupisonewhichoperatesdemocratically, oneinwhicheachmember feel sthat heor
shehascontrol over thedirectionof thegroup, and oneinwhicheachmember feelsvalued. Thislevel
of maturity doesnot comequickly or easily. And, althoughademocraticenvironment may developas
agroupworkstogether to solveproblems, such anenvironment may beanecessary prerequisitefor
groupproblem-solving.

Groupsthat donot operatedemocratically aremorelikely to producesol utionsof alower quality
becausecrestivity andrisk-takingarereduced. Non-democrati cgroupsfrequently | osetheparticipation
of members. M embersattend meetingsbut donot really participate. A thirdrisk, and oneof great
concern, isthat non-democratic groupsaremuchmorelikely todevelop“ groupthink,” wherethe
suggestions of one or two powerful members are endorsed without critical review or careful
investigation.

Asagroupreachesmaturity, itisimportant that board | eadership and support staff protect the
individual and hel pthegroup maintainacentral focus. Thegroup needsto benurtured and supported,
reminded of itsreasonfor existence, and given positivefeedback about itssuccessesand accomplish-
ments. Feedback enablesagrouptodevel opacollectivesenseof self-esteemand competence. Italso
helpstoreinforcetheimportanceof thegroup’ swork.

If thegroup experiencesfailureinthisstageof itsdevel opment -- and groupswhotakerisksare
likely tofail occasionally -- itisimportant for thefailuretobeputinto perspective(leadershipand staff
canoftenprovideava uablehistorica perspective). Thegroup needsto seetheba ancebetweensuccess
andfailure. Thegroupa soneedstobeempoweredtogleaninsghtfromfailure.” Groupswhoareafraid
tofail usuallydo” (Ephross& Vassil, 1990, p. 111). Failure, likehealthy conflict, canstrengthenagroup
andenhanceitsdevel opment morethan continual success.
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Group Cohesion

Thedegreetowhichgroup membersexperienceasenseof belongingandshareavisionof the
group’ spurposesisgeneraly calledgroupcohesion. Vauedinteamsportsforitscontributiontoasense
of “group” rather than“individual” importance, group cohesioniscritical toeffectiveness. Figurel

identifieswaysto promotegroup cohesion.

Figurel

FOSTERING GROUPCOHESION

Encourageexternal threats. A group coal esceswhenitfeel sthreatened or challenged
fromtheoutside. An* usvs.them” challengecan bringagroup closer together.

Createahistory. A groupthat hasasenseof shared history ismorelikely to seeitself
asacohesiveunitthanindividual swhohavenohistorical perspective.

Establishinterdependent goals. Individualswhorely oneach other and seeeach other
asinstrumental inachieving groupgoal shavegreater conesionthanindividualswhoare
independent of oneanother.

Accomplishsomething. A senseof prideor power developswhengroupsseetheresults
of their efforts. Groupswho seethemsel vesasproductivearemorecohesive, andmore
cohesivegroupsaremoreproductive.

Developrelationshipsand shared norms. Relationshipsamong membersof thegroup
andsharedvaluesor beliefshelpagroupfunctioneffectively.

Promoteacceptancefor group members. When security ishigh, groupsperformbetter
andeachindividual ismorelikely toparticipate.

[Fisher & Ellis(1990) pp. 38-40.]

New gr oups. Whenagroupisnew, group cohes ondevel opswhenindividua member’ sgoasand
valuesaremergedwiththegroup’ sgoalsandvalues. Total congruencewithinanew groupwouldbe
impossible, butthesooner agroup sharesavision, themoreproductiveitwill be. Membersmustbegin

tovaluegroup membershipandtointernalizetheimportanceof thegroup’ swork.
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For group cohesiontodevel op, theidentity of thegroup must bewell-defined. Much hasbeen
writtenabout visionstatements, missionstatements, charters, logos, and other documentsthat define
whatagroupisandwhy itexists. Without suchdocuments, groupidentity becomesfuzzy, abstract, and/
or remote. Without groupidentity, therecanbenogroup cohesion. Theidentity must beunique. I the
groupislikeothers, thereisnoneedforittoexist asaseparateentity.

M atur egr oups. M aturegroupsmay needto bereminded of their purposeand hel pedtokeep
“ontrack.” Thegroupleadershipand staff must constantly remindthegroup of itscentral reasonfor
being. Whengroupsarebombarded with requests, proposal s, andissues, they must beassistedin
decidingwhichonesarerelevanttotheir central purpose. A groupthat tacklesevery problemthrown
itsway soonlosesenergy, focus, and definitionand spreadsval uableresourcestoothinly.

Group Communication

Another critical factor whichcontributestogroup cohes oniscommunication. Effectivecommu-
nication patternsareessential to an effectivegroup. Open communication betweentheleadershipand
themembersiscritical. Membersmust al socommuni catefreely among themsel vesandwith support
staff. All communication, whether ora or written, must beopen, supportive, andreceptive. Nothingshuts
downthework of agroupmorequickly than poor or restricted communication.

Essential tothedevel opment of ademocraticgroupistheright of all memberstobeheard. The
democrati cprocessisdependent upon opencommuni cationand equal opportunity for communication
amongall members. L earningtoexpressandtolistentodifferingopinionswithinagroupiscriticalina
democracy. Itisespecialyimportantif thework of thegroupistoresultinthebest possiblesol utionfor
all concernedparties.

All new ideas, regardlessof their soundness, generally createadisturbanceinagroup. Humans
haveanincrediblepropensity toresistchangeandtypically react negatively tonewidess. By threatening
thestatusquo, new ideascreatestressinagroup. But wherewouldagroupbewithout newideas?To
overcometheinitial negativeresponse, groupshavetodevelopacomfortlevel withnew ideas.
Acceptanceof new ideasi senhanced by open communication.

A maturegroup, witheffectivecommunication, will openly exploretheadvantagesand disadvan-
tagesof new ideas, suggest plausi bl ealternatives, and then sel ect the sol utionwhich best meetsthe
purposesof thegroup. Andthegroup, despitedi sagreement and differencesof opinionamongmembers
duringtheprocess, will emergewithasenseof group cohesionand shared commitmenttothedecision.

9.5



Chapter 9 ADpULT EDucaTiON PERSPECTIVESFOR JUDICIAL EDUCATION

Effectivel eader ship

Effectivegroupsneed effectivel eadership. L eadershipmay beel ected or appointed fromwithin
thegroup, oritmay beappointed by ahigher authority toguideand direct thework of thegroup. Staff
assignedtosupportthegroupcertainly fulfill aleadershiprole, athoughmuchof staff’ sleadershiprole
may behiddenor“ behindthescenes.” L eadership canal socomefromthesponsoring organization.

Regardlessof thesource, leadershipiscritical toeffectivegroupwork. L eadersmust assist groups
throughthedevel opmental phasesand must createaclimateinwhichgroupcohesion(andeffective
communication) candevelop. Frequently, leadersmust makethegroup purposeandmissionvisibleand
remindthegroup of itsimportance.

L eadershipmust hel pthegroup devel op sufficient structuretoguideitswork. M eeting agendas,
minutes, committeeassignments, and planning documentsall providestructurewhichincreases
effectiveness. Thissupport of task-related functionsiscritical if agroupistodevel op asenseof
accomplishment. Inaddition, leadership must helpthegroupdevel optheskill sthat enablemembersto
functionwithinagroup. Communication, decis on-making, and problem-sol ving skill senableagroup
tofunctionasawhol erather thanasacollectionof individuals(seeFigure?2).

Inaddition, groupleadersmust devel opanenvironmentwhichenabl esthegrouptodevel opasense
of balance, asenseof power, and asenseof responsibility. Membersmust feel that each personis
importanttothegroup and hasaval uabl e contribution to make. Each person must feel asenseof
responsibility toand ownership of thegroup. Only through group-centered |eadership, whereall
membersshareleadershipresponsbility, doessuchanenvironment devel op.

Finally, leadership must devel opatrusting rel ationshipwiththemembersof thegroup. Members
of agroup must beabletotrust therecommendations, theinformation, and theconfidenceof its
|eadershipinorder tohavethefreedomto speak openly, todisagreewiththeleadership, andtostruggle
throughdifficultdecisons. Without trust, nomeaningful conflict (andthereforegrowth) cantakeplace.

Thosewhoserveinaleadershipcapacity, includingstaff, must beconstantly awareof their power
andauthority andmusttakecarenottobeabusiveor overly directive. Opinionsgivenby leadershipcarry
far greater weight thanthoseof other group membersand should, therefore, begiven cautiously and
infrequently. Thebal anceof power isparticul arly delicateand needsto beprotected.
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Figure2

GUIDELINESFORGROUPPROBLEM-SOLVING

Separatetheproblemfromthesolution.

| dentify all possiblesol utions. Withhol d criticism— somegood sol utionscancomefrom
“wild” possibilities.

Separatefactsfromopinions. Usebothinsolving problems, but know whichiswhich.
Check frequently for agreement onbasi cideasor assumptions.

Dividelargeor complex problemsinto manageabl esections.

Check occasionally toreview and determinewhat hasbeen agreedto.
Donotforceafinal decisiononreluctant members.

V erify that solutionsareboth acceptableandrealistic.

[Y oder (1981) p.29]

L eader ship Functions

Theessentia functionsof effectivegroupleadership, particularly thoseinastaff capacity, include:

Providinginformation. Groupsneed accurate, compl ete, and conciseinformationuponwhich
tobasedeliberations. Board membersshouldexploreissuesfromall perspectives, negativeas
well aspositive. Advisetheboard of potential problems, issues, or concerns. Provideall

informationrequestedinatimely fashion. If it cannot beprovided, notify theboard of thereason
forthedelay.

Providing guidanceand support. Membersand group | eadersneed guidanceand support to
fulfill their roles. Hel pboard membersgaintheskill sneeded tofunction effectively asagroup
member. Providean orientationfor new memberswhichreviewsrolesandresponsibilities.
Boardleadersalsoneedanorientationtotheir responsibilities(seeFigure3).

Establishing high expectations. Communicateneeds, goals, andtimelinestotheboardina
waly that motivatesmembersto parti cipateand contributetothework of thegroup. Providereal
problemsthat aremeaningful for theboardto deliberateand ponder.
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Oneof themgj or tasksof agroupleader islearninghowtolead agrouptoachieveitsgoa sand compl ete
itsresponsihilities. Attimes, it seemstheeas estway toget thingsdoneisto“ doitall” ratherthanassign
taskstoothersinthegroup. Afteral, leadersknow exactly what thetaskis, how besttodoit, andif
they doit, they know itwill get doneontime. But effectiveleadersknow doingitall isimpossible,
ineffective, and detrimental tothegood of thegroup. Effectivel eadersmust del egateresponsbility, and
they must do soinaway which maximizestheprobability of success. Individual sneed supportwhen

Figure3

HOWTOLEADAGROUPANDNOTDOALL THEWORK

they aregivenassignments. Herearesomesuggestions:

[Adapted from coursehandout devel oped by StephanieL . Braumann, Ph.D. (1990). Visiting Assistant Professor,

Select peoplewhohavetheability tocompletethetask.

M akesuretheassignment and expectationsareclearly understood.

L etthosesel ectedknow youbelieveintheir ability tocompleteassigned tasks.
Negotiatedeadlineswhenever possible.

Getacommitmenttofollow throughfromthosetowhomtasksareassigned.

M akesurethat thosewho areassi gned tasksknow at theoutset that therewill bechecks
onprogress.

Provideenoughlatitudetothosecompl eting tasksto usetheir ownimaginationand
initiative. Clarify standards, limits, and restrictionswhich cannot bechanged.

Don'’tdojobsthat havebeenassignedtoothers.
Reward peoplefor taskscompl eted. Giverecognitionwhenever possible.

School of Educationat SeattleUniversity. Course: EDCI 510, Basicsof Curriculumand Instruction.]

Following through. Takeactiononboard recommendationsandfollow throughonsugges-
tionsmade. Giveboardfeedback about actiontakenandtheimpact of their recommendations.

Recognizing contributions. Recognitionencouragesfurtherwork by individual membersand
may encourageothersto participate. Therecognitiondoesnot needtobeel aborate, butit must

besincereand meaningful.
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Group and/or L eader Dysfunction

Occasiondly,agrouporitsleadershipwill notfunctionasacohes vegroup. Factionsmay devel op,
respons bilitiesmay beshirked, or participationinmeetingsmay beavoided. | dentificationandsolution
of theseand other related problemsgenerally involvestaff. Staff must carefully diagnosetheproblems
andlook for solutionswhichwill foster effectivegroupwork. Althoughthereareno easy solutionsto
thesekindsof problems, staff may well wanttokeepthefollowing principlesinmind:

+ Diagnosetheproblemcarefully. Thebetter aproblemisunderstood, themoreappropriatethe
solutioncanbe.

« Moveasquickly aspossible. Don’ tignoreproblems, hopingthey will goaway. Theneedfor
guick action, however, must beba anced with careful action. Donot actin haste!

+ Trytosolvetheproblematthelowestlevel possible, withaslittleinterventionaspossible. For
example,if anindividua seemstobehavingdifficulty, work withthatindividud inprivatebefore
takingany publicaction.

« Focusonfixingtheproblem, notonfixingblame. Seek asol utionwhichwill preventor minimize
futureproblems.

+ Don'tbecomepersonally involved, takes des, or betray confidences. Staff mustremainneutral
and beseenasloyal tothelarger group.

« Seek neutral counsel and advicefromthosewho havefaced similar problems. Protectthe
identity of thoseinvolved,if necessary.

« Involvethetotal groupindecisionswhichaffect thegroup. Staff should not makeindependent
decisionswithout theinput of thegroup.

EstablishingaBoard

Thischapter will now focusonthemechanicsof establishingajudicial educationboard. Someof
thesedecisionsmay bemadeby the sponsoring organi zation beforeanyoneiscontactedtoserveona
board. Other decisionsmay bebest madeby atemporary judicial educationboard or organizing
committeeand reviewed by thesponsoringorganization, if necessary. Any of thedecisionsthat canbe
lefttothejudicial educationboard shouldbe. Thiscanhel pstrengthentheboard’ sidentity.

In1988, TheNational Associationof StateJudicial Educatorspublishedthe Survey of Sate
Judicial EducationOrganizations. It providesmany aternativemodel sfor theorganization, structure,
membership, andauthority patternsof judicial educationboards. Itisavaluablereferencefor anyone
involvedinestablishingaboard. Herearesomegeneral recommendationsfor aboard’ sestablishment.
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Deter mineBoard Authority

Generadly, boardsfall intooneof threecategoriesof authority. Anadvisor yboar d hasno, or very
limited, policy-makingauthority. Advisory boardsmakerecommendationstodecision-makers(e.g.,
statesupreme court). Coor dinatingboar dsconsist of representativesof variousentities(judges,
clerks, administrators) and makedeci sionsregarding programswhichaffect areasof mutual concern.
Generally, coordinating boardshavelimited power and makefew policy decisions. Anexecutive
boar disresponsiblefor policy development and highlevel decision-making. Anexecutiveboardhas
clearly delineated areasof authority andresponsibility; however, itswork couldtill bereviewedby a
higherauthority.

Whenthegeneral policy-making scopeof aboard hasbeen determined, theboard shouldbegin
toestablishitsresponsibility invariousareas. Whileresponsibilitiesdiffer from organizationto
organization, thoseareasthat may becons deredincludeproduct devel opment, resourceallocation,
expenditurecontrol, qudity control, fund-raising, policy articul ation, supervisionof mandatory educa
tion, involvementwithnational providersof educationa products, and establishment of arelationship
with state-based peers. A ppendix 12 givesan exampleof therolesand responsibilitiesof apolicy-
makingboardforacontinuingjudicia educationprogram.

Establish Structureof theBoard

Effective groups are those with clearly defined purposes and structure. To establish this
framework, thefollowingmust beddlineatedinacharter or constitution (seeAttachment A forasample
condtitution).

Pur pose. A statement of purposeshouldreflect why theboardisneeded, how itswork will
contributetojudicia education, anditslevel of authority.

M ember ship. A board shoul d berepresentativeof theconstituenciesor communitiesit servesor
representativeof thoseimpacted by itsdecisions. Membersshoul d represent variousgeographic
regions, courtlevels, positionswithinthecourt system, and experiencelevels. Membersshoulda so
includemenandwomenandrepresentativesof racial and ethnic segmentsof thepopulation.

A boardshouldbesmall enoughtobeeffective(fewer than20members) andlargeenoughtoreflect
diversty.

Board membersshoul d al so besel ected becausethey areinterested and abl eto attend meetings
and carry out responsibilities. Membership ontheboard must beapriority for thoseselected. Those
sel ected must berespected by decision-makers, program participants, and other board members.
Membersmust havethecouragetoexpresstheirideasandbewillingtolistentoothers. They mustal so
bewillingtoworkinagroup, tointeract with others, and to support thework of theboard.
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T ermsof ser vice. Termsof serviceshoul d beestablished and madeknown prior tothesel ection
ofindividuals. Rotatingtermsof servicecanprovidebothcontinuity andchange. Limitingthenumber of
termsof serviceisal soadvisabletoencourageboardvitality.

M ember selection process. Membersmay beel ected or appointed totheboard, and potential
candidatescan benominated by individual sor groupsor can besel f-sel ected. Thesel ection process
shouldbe: (a) establishedinadvance, (b) approved by theappropriateauthority, (c) madeknownto
thecommunity, and (d) followed precisely eachtimeamember issalected or e ected. Onceanindividua
isselected, aformal | etter of appoi ntment shoul d besent sti pul ating thetermsof service.

Proceduresand guidelines. Bylaws(theprocedural ruleswhich outlinetheway theboard
works) and policies(whichguidethedecisionsof theboard) should beestablished. Attachment B
providesasamplebylaw framework. Themorethegroup can participatein establishing bylawsand
policies,themorelikely thegroupistosupport andfollow them.

EffectiveM eetings

Aswithmost groups, judicial educationboardswill dothebulk of their work through meetings.
Throughthesemeetingsmemberswill primarily definetheir relationshipwiththeboard. Boardleadership
andstaff must remember how important themeeting experienceisand must makeevery possibleeffort
tomakethemeetingssuccessful. Therearenounimportant meetings— eachrequirescareful planning,
implementation, andfollow-up. Attachment C providesachecklistfor planning aneffectiveboard
mesting.

Planning

Successful boardsmeetregularly. Datesshoul d beset cooperatively by al membersfarinadvance.
Theagendafor each meeting al so should bedevel oped cooperatively by board |eadership, board
members, and staff. Agendaitemsmay comefromtheminutesof previousmeetingsor fromtheannua
planof work. A typica agendamay includecall toorder, review and approval of previousmeeting
minutes, unfinished busi ness(reports, updates, etc.), new busi ness, reminder of next meetingand/or
other upcoming events, and adjournment.

Inadditiontothebus nessfocusof themeeting, attention should bepaidto social aspectsof the
meeting. M eetings, particularly whenagroupisnew, provideopportunitiesfor group development --
meetingscanreinforceafedingof importance. Providetimeforinforma interaction. Besureal members
feel welcomeandinvolved. Short progressreportsfrom each committeeor constituency represented
providegood opportunitiesfor activeparticipation. Nametagsand/or tabletentsarehel pful if thereare
guestsor new members.
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Don'’toverlook themechanical details, either. Thel ocation should beconvenientand conducive
tothework of theboard. Refreshmentsshouldbeservedif at all possible. Participantsneed toknow
location of parkinglots, restrooms, and smoking areas. Special careshould betakentofacilitate
participation of handicapped and/or disabled membersof theboard.

ConductingM eetings

Careful planning setsthestagefor asuccessful meeting. Thereal work ismakingithappen. The
leadershipmust work hardtomakethemeeting pleasant, productive, and conducivetothegrowth of
thegroup. Ittakesagreat deal of skill toguideagroupthroughanagendawithinthetimelimitsof the
meetingand till givesupport toeachmember andthegroup asawhole. Theagendacanlisttopicsin
priority order. If timerunsout, lesscrucial topicscanbehel d over until thenext meeting. Eachagenda
item canhaveatimeestimationnotedtoencouragemovingontothenexttopicwhenthespecifiedtime
hasel apsed.

Itisalsocritical that themestingtimeprovideanopportunity for eachmember tobeheardandmake
acontributiontothework of thegroup. Theleader must understand theneedsof thegroupandits
maturity level and must beabl etorespondtotheunexpected.

M eeting Follow-Up

After themeeting, minutesand support materia sshouldbedistributed asquickly aspossible. A
listof assgnments(withduedates) shouldal sobesent. All requestsfor informationor actionshouldbe
notedand completed assoonaspossible. Itiscritical toreinforcethework of theboard andto support
itsprogress.
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TheWork of theBoard

Tobeeffective, boardsneedasenseof directionandorganization. A forma planof action, program
of work, or activity guide can provide thefoundation for an efficient and effective board. The
development of suchaplandoesnot needto becomplicated, but it shouldbecarefully constructedto
insureitsacceptability (seeFigured).

Figure4

JUDICIAL EDUCATIONBOARD
PLANOFACTION

Goad of BoardAction:

Objective# :

ActionNeededtoAchieveObjective
WhoisResponsible?
ResourcesNeeded

Check Pointsfor Progress
Deadlinefor Completion

Objective# :

ActionNeededtoAchieveObjective
WhoisResponsible?
ResourcesNeeded

Check Pointsfor Progress
Deadlinefor Completion

Plan of Action

Any planof actionneedstorest firmly upontheoverall purposeof theboard. Why wastheboard
createdinthefirst place?What challenges, responsibilities, and dutiesmust it undertaketofulfill its
respons bilities?Clarifyingthepurposeof theboard enablesmemberstofocusontaskscons stentwith
theboard’ s purposes and set aside those that are not within its scope. There are many possible
approachestodevel opingaplanof action. Theessential stepsinclude:
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 Reviewboard purpose, functions, responsibilities, areasof authority.
« ldentify potentia activities(brainstorming, surveying, discusson).

« Prioritizeactivities(whichareM OST important, vital, critical ?).

« Clarifyactivities(goal, actionneeded, resources, timeline, outcomes).
« Delegateresponsihility (assigningtaskstoindividual sand/or boards).
« Establishcheck points(progressreports, decisionpoints).

« Establishdeadlines(whenwill work becompleted?).

Onceaplanhasbeendevel oped, it should bedistributedtoall members. Theplan should beused
todevel op meeting agendasand shoul d providethefoundationfor asummary or annual report of the
board’ swork. Every effort shouldbemadetokeeptheplanvisible, makingitavital document which
providesafocusfor membersof theboard.

Conclusion

Isworkingwithajudicia educationboardworthall thework?Anyonewho hasworkedwithan
effectivejudicia educationboardwill quickly confirmthat notonly isthework beneficid, itiscritical to
thesuccessof judicia education. Staff, workinginisolation, canaccomplishlittle, evenif theirworkis
supportedby court |eadership. Real successcomeswhenjudgesand court personnel atall level sknow
their peershaveplanned educational programstomeet their real needsandinterests. Thecredibility of
theprogramsisenhanced and greater participationisinsured.

Judicial educationboardscanhavegreat impact ondecision-makers, includinglegidatorsand
membersof thehighest statecourt. Programsplanned and endorsed by ajudi cial educationboardwill
haveamuchlonger life, evenwhenbudgetsarelimited, thanthoseplanned by staff and/or asmall group
of court personnel. Thepower andinfluenceof effectivejudicial educationboardsbehoovejudicial
educatorstonurturetheboardscarefully.

9.14



Board Relations Chapter 9

DEFINITIONS

AdvisoryBoard: aboardwithvery limited policy-makingauthority.
Bylaws: theprocedural ruleswhichoutlinetheway aboard works.

CoordinatingBoard: aboardwithrepresentativesfromvariousentities(judges, clerks, administra-
tors) whomakeprogramdecisions.

ExecutiveBoard: aboardresponsi blefor policy development and highlevel decision-making.

Policies: theprocedural ruleswhichguidethedecisionsof theboard.
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Attachment A

Judicial Education Board
SampleConstitution

Adapted from materialscontained in NASJE (1988) Survey of State Judicial Education Organizations.
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VI.

VII.

Judicial Education Board
SampleConstitution

Name
Purpose
Relationshipof Boardto Sponsoring Organizationor Agency

Membership
Compostion
Termof Services

Officers
Titles
Tems
Sdection

ExecutiveCommittee
Membership
Responghilities

Procedura Rules

Bylaws- establishment, adoption, change

M eetings- number annually, requirementfor notification
Minutes- distribution, retention

M ember dismissal or replacement

V1. Amendments

Dateof Adoption:
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Attachment B

Judicial Education Board
SampleBylaws

Washington State Advisory Council onV ocational Education (no date). Advisefor Action: APocket Guideon
Advisory Committees. Olympia, WA .
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Judicial Education Board
SampleBylaws

ARTICLEI

Board Operation

Section 1: Meetingswill beheld at adateand timespecified by theboard.

Section2: Atleast (number of) meetingswill beheld each calendar year.

Section3: TheExecutiveCommitteewill devel optheagendafor eachmeeting.

Section4: Theprogramof work will guidetheactivitiesof theboard.

Section5: Parliamentary procedurewill beused whenadecisionisto berecorded andtransmitted.
Section6: A guorumwill consist of asimplemajority of board members.

Section7: Minuteswill berecordedfor each meetingand distributedtoboard members(listrecipients).

ARTICLEII
Subcommittees
Section 1: Standing subcommitteesshoul d beestabli shed for such areasasdeemed necessary by the
chair.
Section 2: Subcommitteesmay beof any size.

Section 3: Subcommitteeswill electtheirownchairs.
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ARTICLEIII

Officers

Section 1: Officerswill beel ected by asmplemajority. Officerswill serveaone-year termandmay be
re-elected.

Section2: Officerswill includeachair, vice-president, andasecretary.

Section 3: Officerswill beelected at thefirst meeting of eachnew year.

ARTICLEIV

Member Respongbilities

Section1: Eachmember will attend meetingsand parti cipateinwork activitiesof theboard.

Section2: Eachmember will study theissuesor problemswhichcomebeforetheboardandbringideas
fromtheconstituency totheboard meetings.

ARTICLEV

Section 1: A member may beremoved fromtheboard after threeor moreunexcused absences. The
member must benotified of thepending action. Removal mustbeapproved by two-thirds
of theboardmembers.

ARTICLEVI

Section 1: Anannual program of work will beestablished by theboard duringitsfirst two meetingsof
thecalendar year. Includedintheprogram of work shouldbegoal s, obj ectives, tasks,
timelines,andmember responsbilities.

Dateof Adoption:
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Attachment C

Judicial Education Board M eetings

Compiledby Carol Weaver
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Judicial Education Board M eetings

Pre-Meeting Checklist
B Establishand publicizedate, time, andlocationof eachmeeting.
B Schedulemeetingroomandreserveequipment.

B Notify (inwriting) members, guests, and appropriateauthoritiesof meeting date, time, placeand
major agendaitems.

B Arrangefor refreshments, meals,and/or other social events.
B Reconfirmall arrangementssevera daysbeforemeeting.
B Contact board membersdirectly toremindthem of board meeting.

B Preparesupport material sfor meeting (agendas, minutes, handouts, visuals, etc.).

Meeting Management Guidelines
B Beginandendontime.
B Statepurposeof themeeting. Review agenda; additemsasneeded.

B Introduceguestsand new members. Encourageinteractionamongboard memberssothey getto
know eachother'sinterests, abilities, and potential contributionstotheboard. Resumesor sketches
canbeuseful tools.

B Encourageall membersto speak andtorespect opinionsof others.
B Askclarifyingquestions. Encouragequestionsandopendiscussion.
B Summarizediscussionfrequently. Identify areasof consensusandissuesneedingresol ution.

B Useparliamentary procedurefor decisions(majority rules, but minority opinionmust beheardand
givenequal consderation).

B Consider andresolve(or agreetotable) oneissueat atime.

B Didributerespongbility andwork ass gnmentsthroughout group. Besureass gnments, respongbilites,
andduedatesareclearly understood.
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B Keepthemeetingmoving. Balancetheneedtodiscussissueswiththeneedtomakedecisionsand
achievegoals. Membersshoul dfeel meetingwasproductivewithout feelingrushedor pushedinto
decisons.

B Publicly recognizeandacknowledgethecontributionsof board members.

B Evaluatethework of theboardfrequently. A sk membersand othershow the meetingscouldbe
improvedtobemoreproductiveandeffective.

Meeting Follow-up

B Distributemeetingdocumentationassoonaspossi blefollowingthemeeting.

B Remindmembersof assgnmentsdueat next meeting.

B Distributeinformationandor material srequested duringthemeeting.

B Follow uponassgnmentsgiventomemberstocheck progress, provideass stance, clarify needs, etc.
B Send"thank you" |etterstothosewho madespecial contributionstothemeeting.

B Fileminutes, agenda, and other meetingdocumentationfor futurereference.
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