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AN APPROACH TO CONFERENCE
ADMINISTRATION

Thereisnosecrettoproducing successful judicia educationactivities. Itrequirespatience, strong
organizational skills, superior management skills, anunderstanding of thejudicial process, theability to
adapt, andaboveall, asenseof humor. Thischapter outlinestheprinciplesof programmingthat apply
toall activities, fromsmall luncheon speechestolargeconferences. Itisa” cookbook” or a“ how to”
foryou, thejudicia educator. | ncludedaresectionsonconferencemanagement, financeand budgeting,
marketingtips, faculty training, programmaterials, potential problems, andevaluation.

ConferenceM anagement

Attendees at arecent conference for judges commented on their evaluations, “Well run
conference!”,“Well organized!” ,“Nocomplaints, everythingwent smoothly!”,“ Oneof thebest |’ ve
ever attended!” How doesaprogram get such accol ades? A well-organized conferencetakesal ot of
work andexcellent management skillsonthepart of judicia educationplanners.

M anagement Design

Management designbeginswithadesignmodel . Leonardand ZeaceNadler (1987),intheir book
Comprehensive Guide to Successful Conferencesand Meetings, argue that design isthe most
importantingredientinconferenceplanning. Definingdesignas® theprocessof bringingtogether al the
elementsinvolvedinproducingasuccessful conference” (p. 17), theNadlerssuggest developingamodel
or management planto cover all detailsandtasks. A model al so assistsindeterminingrolesand
respons hilities. When planningaconference, youmust think throughal | tasksthat arerequired and then
setupadesigntoaccomplishthem.

Severd desgnmode sarediscussed herefor managinglega andjudicid educationprograms. They
can beadaptedto suit theneedsof any program.

Whilemanagement Structuresmay vary, dl of theplanningfunctionssuggestedwill probably need
tobecarriedout. Beforemeetingwithmembersof aninstructional designcommittee, support staff, or
other committees, formul ateyour designmanagement model . Usethefollowingcharts(Figuresl, 2,3
and4) toassigntasksand present thisdesigntocritical policy makersor advisory committeemembers.
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Foraluncheonor ahaf-day or one-day programinvolvingfew participants, onepersoncaneasily
handleall tasks. A two- or three-day or longer conferencerequiresadditional support. Determinewhat
kind of supportyouwill need, then matchthoseneedstotheappropriatepeople. Inselectingthemost
effectivemanagement designfor your program, oneof thefour model sprovidedheremay hel p. InFigure
1, two personscompleteal | tasksfor aprogram.

Figurel

MANAGEMENT DESIGNMODEL A

ConferenceCo-Chair ConferenceCo-Chair
Invitations Finance
Publicity Content
Arrangements Hospitality

Inthesecondmodel, Figure2, oneperson servesasconferencechair withsix committeechairs.
Eachcommitteechair hasitsown subcommittee. Committeechairsreporttotheconferencechair.

Figure2
MANAGEMENT DESIGNMODEL B

ConferenceChair

Invitations Publicity Finance  Content Arrangements  Hospitality

Chair Chair Chair Chair Chair Chair
Sub- Sub- Sub- Sub- Sub- Sub-
Comm Comm Comm Comm Comm Comm
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InFigure3, two personsco-chair theconference, and eachisinchargeof half theconference
administration. Each committeechair hasasubcommittee, withthreechairsreportingtooneof the
conferenceco-chairs.

Figure3
MANAGEMENT DESIGNMODEL C

ConferenceCo-Chair ConferenceCo-Chair

Invitations Publicity Finance  Content Arrangements  Hospitality

Chair Chair Chair Chair Chair Chair
Sub- Sub- Sub- Sub- Sub- Sub-
Comm Comm Comm Comm Comm Comm

InFigure4, theconferencechair employsaconferencemanager to handletheadministrative
details. Committeechairsreport tothemanager; themanager, inturn, reportstotheconferencechair.
Theconferencechairisnotinvolvedintheday-to-day decisionsof thecommitteechairs, but rather
discussesplanswiththeconferencemanager.

Sdlecttheappropriateconferencemanagement model and establishalist of tasksandtimelimits
beforemeetingwithanadvisory committeeor other staff. I acommitteeislefttomakethesedecisions,
tasksmay remainunassigned; timelinesmay beschedul ed around personal concernsrather thanwhat
isrightfor theprogram.

Deter mining Program Content

Earlyintheprocessof product planning, usesomeform of needsassessmenttodeterminetopics.
Determinelearning objectivesfor programsfrom vari ousneedsassessment techniques. For further
information on needs assessment and curriculum, see“Needs Assessment” and “ A Model for
CurriculumDevelopment” inthismanud.
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Figure4
MANAGEMENT DESIGN MODEL D

ConferenceChair

ConferenceM anager

Invitations Publicity Finance  Content Arrangements  Hospitality

Chair Chair Chair Chair Chair Chair
Sub- Sub- Sub- Sub- Sub- Sub-
Comm Comm Comm Comm Comm Comm

Checklistsand Timelines

Thelonger and morecomplex aninstructional programis, themoreleadtimeyouwill need,
especiallyifitisnot partof anongoingcurriculumcycle. Allow about six monthsof planningfor every
day of theconference. Y ou can prepareahalf-day programinthreetosix months. A one-day program
may requireat|east six monthsof leadtime. Twoandthree-day programsrequirenineto 12 monthsof
leadtime. Donottry toorganizelarger conferenceswithlessthan 12 monthsof preparationtime(confirm
thedateandsite12monthsinadvance). Alwaysallow moretimethanyouthink youwill need, because
withoutfail, youwill needit! Deadlineshaveto bemet whether you areready or not!

A goodstrategy may betodividethechecklistin Attachment A by dutiesandthendistributeitto
all personsassignedtowork ontheprogram or conference.

Remember, larger conferencesshould havemuch morelead timethan six months. Another
exampleof aprogram planningtimelineisgivenin Appendix 10.

11.4



An Approach to Conference Administration Chapter 11

Advisory Committees

Aftertasksandtimelinesaredevel oped, seek input fromanadvisory group. Alwayswork withan
advisorycommitteeor panel, evenwhentheactivity ispart of anongoing curriculum plan. (Seethe
“Board Relations” chapter for more information on the dynamics of working with boardsand
committees.) Anadvisory committeecan add perspectivetoaprogram, hel pingtomaketheprogram
practical, timely, and applicabletothoseattending.

Advisory committeescanrangefromthreetoninemembers. Larger committeesmay bedifficult
tokeepontask. Choosejudgesfamiliarwithbothyour programtopi candyour potential audience. Y ou
may wanttoappointachair,if oneisnot already providedfor. Tobechosenasachairisoftenanhonor
tothepersonasked, and cangivecourseplannersacandidally inthedesignand management process.
Tostarttheadvisory process, ask thechair to sel ect ameeting datefor ashort first meeting. It should
not benecessary to havemorethan two meetings, unlessthisgroupisalsoinvolvedinfollow-up
evaluation. Thisisapointyouwanttostresstothoseyou ask to serveonthecommittee.

Thefirst meeting. Setyour first meetingtolast nomorethantwo hours. Becausetheadvisory
panel may consi st of peoplewho havenever workedtogether before, allow timefor gettingacquainted.
A luncheoncanprovideaninformal settingwhereitiseas er for everyoneto becomeacquainted.

Providegenera informationabout why thetopi cwaschosen, theneedfor theprogram, theoverall
goal for theprogram, andoptionsfor thedatesandsite. Explainwhat youhopetoaccomplishasaresult
of theprogram. Thenletthechair takecontrol of themeeting. By theend of thefirst meeting, thegroup
shouldhavedetermined: (a) theoverall goal of theprogram; (b) thespecifictopic; (c) thelengthof the
program; and (d) suggestionsfor additional topics, speakers, dates, andif possibleasite. Beforethe
meeting adjourns, request aspecificdatefor thenext meeting. Tokeepenthusiasmhigh, holdthenext
meetingwithintwotothreeweeks. M akeass gnmentsfor thenext meeting (suchascheckingrecent case
law, findingnamesof poss blespeakers, researching publications, or checkinginformation providedby
programsonthetopic).

Thesecond meeting. Thesecond meeting shoulda sobeshort and shouldbeginwithareview
of thefirst meeting. Thismeeting should beginwithabrai nstorming session. Bepreparedfor major
shiftsingoal sand objectives. Thismay occur becausethemembersof thegroup havehad achance
tothink about theprogram between meetingsandarelikely to havemany ideas. Brainstorming will
strengthen content of theprogramandfurther refinethevari ousperspectivesof thecommittee.
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Duringthesession, useaflipcharttolist goals, objectives, topics, and speakers. Havethegroup
refinetheligts. Atleast 30minutesbeforeconcluding, thegroup shouldmakethefina decisionsongodlss,
objectivesandtopics. Ask for aternativespeakers namesfor each session; compileasmany names
aspossible. All decisionsmadeduring thesecond meeting do not havetobefinal, but makeasmany
asyoucanatthistime.

Invitethecommitteetoattendtheprogram asguests, encouragethemtosupporttheeffort during
thenextfew months. Donot overlook thepossibility of usingtheseindividual sintheeval uation of the
activity.

Program Agenda

When setting theprogram agenda, consider theobj ectivesof theprogram, thedates, thetime
frame, andtheinterestsand expertiseof theparti cipants. Theobj ectivesof theprogram shouldbevery
cleartoall involved-- thoseontheadvisory committee, thosewho planand market theprogram, and
thosewhoattend. When setting dates, avoid datesthat may prevent thejudgesfromattending, suchas
court holidays, religious holidays, and state and national holidays. Local traditionsshould be
understood and observed. Seek advicefromyour advisory committeefor thebest dates. Avoid dates
that conflictwith other legal educationor judicia educationprogramsor with meetingsof judges
associations. Listtheprogramdateinjudicia andlegd publicationsassoonaspossible. Ask theadvisory
committeeto helpdecidethelength of theprogram. Judgesandlawyersput apremiumontime, sotry
tomakeyour programas* compact” asposs ble. Again, keepinmindloca traditions. Canyour program
beginat8:30am. orisittraditional tobeginat 9:00a.m.?Doeslunchlastfor /2 hour or onehour?Do
trafficor train schedulescauseeveryonetorush out before5:00 p.m.? Alwaysplanamorningand
afternoonrefreshment break, aswell asstretchbreaks. A dultshavedifficulty sittingmorethanonehour
atatime, sotry tokeepyour audiencecomfortableand al ert.

Program Speakers

Speakersdeterminethesuccessof your activity. A programisonly asgoodasitsspeakers, sotheir
selection and training are essential. Once the advisory committee suggests speakers, itisyour
responsi bility tocontactthem. Thisprocesscanbefrustrating. Y ouwant thebest speakerspossible, but
they may bein*highdemand” andtoo busy to speak at your program. However, eventhebusiest
speaker hasdifficulty refusinganinvitationto participateinanexciting programwithother noteworthy
speakers. Wheninvitingaspeaker, besuretomentionyour planswith zest!
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Alwaysmakethespeakersawareof your expectations. If they aregoingtobetoobusy tofulfill
al of your requirements, youshoul dfindthisoutinthebeginningsoyou cangetasubstitute. Alwaysstrive
for abalanceof minoritiesandwomenamongyour speakers. Also, try tousenewer, lessexperienced
judgesandlawyersinsomeof your programs. They usually wel cometheopportunity to presentbefore
their peersand often canaddvitality and enthusiasm.

Y our speakersareto teach adults; they should usetechniquesthat facilitateadultlearning,
techniquesthat focusonthelearner asa“participant” inthelearning processrather thanonly asa
“recalver.” Judgesandlawyersoften present sess onsvery muchlikethey weretaughtinlaw school, with
astraightlecture. However, surveysof judicia educatorsfindthemost popul ar programsusetechniques
that appeal to adults. Thesetechniquesincludesmall groups, roleplaying, simulations, video-
taped segments, and Socraticdialogues. Y our speakerswant to dowell; they must be properly
prepared. Y oumust hel pthem preparefor their presentation. For moreinformationonthistopic, see
thechapter inthismanual on* Faculty Development.”

Site Selection

Never underestimatetheimportanceof sitesalection. If youarefortunateenoughtohaveyour own
facility, thenselectingasitewill not beoneof your programduties. Bar associationheadquarters, law
schoolsand courtroomsaregoodsitesfor judicia educationprograms. If thesesitesareunavail ableor
inadequate, you may haveto choose ahotel, and thisrequires negotiating with conferenceand
conventioncentersor hotel salesdirectors.

Many programsor conferencesaredestroyed by what canbereferredtoasthe soggy potatochip
theory.” Whenl first becameaprogram planner, | met withagroup of approximately 15 peopleto
discussa500-personconferencel wasabout to plan. They toldmewhat aterribleconferencethey had
hadthepreviousyear. They warned menever tobook that hotel again. What wastheproblem?Soggy
potatochips! Apparently thefirstday,lunchwastobeat 12:00, but thesessionbeforewasrunninglate.
Thehote staff putthefoodintherefrigerator (thus, soggy potato chips). Whilethismay not appear
significantinitself, theentireconferencereceivedthelabel of afailurebased onapoor meal. Whether
itisalack of hot water for showers, poor meal's, coldrooms, or expensivechargesfor phonecalls,
attendeesat aconferenceremember theseproblemslongafter they haveforgottenthestunning speakers.

How canaprogram planner besure* disasters’ donot occur?Theonly solutionistoestablisha
solid, positiverdationshipwiththehotel staff. For further tipsonsel ectingahotel, negotiatingacontract,
andformingarapportwiththehotel staff, refer tothechapter on* ConferenceSiteCoordination.”
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Financingand Budgeting

Financingfor judicial education programsusually comesfrom stateappropriations. Oftenthe
admini strativeofficeof thecourtsisshort of funds, andyoumay haveto plan programsonashoestring.
Planbudgetscarefully and, if allowed, turnto outs desourcesfor additional funds.

Examinepreviousprogramexpenditurestoget anideaof what costscanbeanticipated. If youare
startinganew program, thecost categoriesinthefollowinglist canhel pguideyour planning.

» Personnd andfringebenefits. Insufficient staffingisthenorminmostjudicial educationoffices.
Withahdf-timeass stant, oneprogramplanner shouldbeabletoplan10to 15programsayear.
Toplanaprogram, atleast six monthsleadtimeisneeded. Thismeansworkingonthreetofour
programssimultaneoudy. Inadditiontotheconferenceplanner andass stant, helpisneededfor
marketing, registration, and printing. Inasmall office, theonly solutionmay betohireoutside
graphicsdesigners, typesetters, printers, and amailing service. When personnel costsare
recoverable,inadditiontofiguring staff sl aries, youneedtoaddfringebenefits. Fringebenefits
canrangefrom 20 percentto40percent of salary.

+ Consultation fees and honoraria. Y ou may want a particular judge, lawyer, or other
professional to help plan, conduct, or bepart of the program. Besureto check your state' s
canonsof ethicsabout honorariafor judges. Know and observelocal traditionsor customary
practicesregardingcompensation. If thecanonsallow, pay either expensesor anominal feeto
ajudgeorlawyer. Unlessitiscustomary for your state, donot givejudgeshonorariaif they speak
lessthantwohours. Other professional swill usually expect sometypeof fee.

+ Travel. Again,followthecustomof previousprograms. If your speakersliveinthesamecity
astheprogram, expect minimal costssuchastaxi or parkingfees. If thespeakersaredriving
infromanother city, figure$.15t0$.25 per mile. If theprogramisfarther away, figureairfare,
groundtransportation, hotel accommodationsand meal expenses. M any not-for-profitorga-
nizationsplan programsaround other events, oftentheday before, tohelpcover thespeaker’s
expenses. By planningprogramswithaSaturday nightincluded, airfareisoftenone-hal f thecost
usually charged. Inaddition, hotel ratesareusually lower.

« Officerental and equipment. Y oumay havetofigurethecost for housingaprogram planner
and staff. Equi pment needed for aprogram planner and staff usually includesapersonal
computer, atypewriter, atel ephone, acopy machineand afacsimilemachine. TheFAX is
quickly becomingthe*best friend” of program planners. Plannershavedeadlinestomeet and
presentersmay belatewithmaterial sand program copy.
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Postage. Costsfor postagefor normal correspondencearerarely over $100unlessyousend
alargeamount of copied material tothespeakers. Thelargest postageexpenseisfor program
promotion. For abrochure, figurebulk mail ratestobeabout one-thirdlessexpensivethanfirst-
classpostage. Thisisadefiniteincentivefor compl eting brochuresahead of time. (Warning:
deliveryforbulk mail cantakefromtwotosix weeks.) Mailinghousesvary intheir charges, but
figureadditional costsfor sorting by zip code. Postageexpensesal soincludemailingmaterial
totheprogramsiteandtothoseunabl eto attend. Expect someovernight delivery costsfor late
arivingmaterias.

Printing of promotional materials. Printing costsdepend uponthenumber of productionstaff
required andthevolumeof materials. For instance, if you produceabrochure, figurecostsfor
adesigner, atypesetter, and aneditor. M ultiply each cost by thecompl exity of thebrochure,
thesizeand cost of thepaper, and thenumber of colorsprinted. A professionally designed
brochurecanbevery attractive. It paysto comparepricesand haveasmuch of thework done
in-houseaspossible. If youhaveyour ownmailinglist, youwill not haveto purchaseone. Y ou
may want to sendtwomailingstwoweeksapart tobesureeach potentia participant receives
thebrochure.

Programmaterialscosts. Program material sshouldincludeonly information not readily
availableto the attendees, plus abibliography of the more easily obtainable materials.
Additionally, materia sthat guideparticipantsinfollowingthespeaker shouldbeprovided. Y ou
canprepareprogram materialsinavariety of ways(e.g., three-ring binders, monographs, or
perma-bound). Unlessyou havethree-ring bindersdonated, theperma-boundistheleast
expensvemethodof producingmateria s. Perma-bound or spira bound materid srequireatitie
pagewithsomedesignor thetitleof theprograminlargeletters. If youhad abrochurefor the
program, a“blow-up” of thebrochurecover canserveasanexcel lenttitlepage.

Meeting roomexpenses. Budget the cost of meetingroomrental, audiovisual equipment,
meals, andhospitality. If youareusing 12 or moreovernightroomsand haveat |east onemeal
functionatthesite, youmay not haveto pay meetingroomcosts. Check policieswiththefacility.
If youdo haveto pay, meetingroom costscanvary from $200to $800 depending onthesize
andfunctionof theroom. Audiovisual equipment rental isusually anadditional cost. Thehotel
setsapriceor contractswithan outsidevendor for someaudiovisua equipment. Check rental
pricesandavailability several monthsinadvance. M ed costswill vary fromsitetosite. Coffee
breaksarelessexpensiveif youservejust coffeeandtea. Receptionsor hospitalitiesal socan
vary greatly inprice. Remember tofigureintax and gratuity. Other coststo consider are
hospitality suiterental, flowers, musi cand specia decorations. Thesimpler thepreparation, the
lessexpensiveitwill be.

Indirect or overhead costs. Y oumay needtoaddindirect or overhead coststoyour program
budget. Indirect costsencompassadministration costsincluding sal ariesfor theadministrative
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officer, accountants, and mailroom attendants; of ficerental if not figured separately; andany
other costsnecessary for theoperation and management of thegroup. I ndirect costscanvary
from5percenttoover 100 percent. If youarefiguring costsfor agrant, getanapprovedindirect
rate.

Y our budgetisanestimateandexpenseswill oftenbehigher thananticipated. Itisbetter toestimate
ahigher budget thanalower onetoprevent deficits. Areastotrimmay include:

«+ Consultationandhonoraria. Judgesarefamiliar withbudget constraints; youmay not have
topay themtopresent. They appreciatetherecognitionof speakingtotheir peers. Rewardthem
whenyou can; whenyou cannot, recognitionmay suffice. Asamatter of principle, many state
judicia educationprogramspay nohonoraria, citingtheinvolvement of lawyersandjudgesas
fulfillingapublicserviceor professional obligationonthepart of thepresenterstowardthe
improvement of thelaw, thelegal system, andtheadministrationof justice.

« Travel. Trytouselocal judgesasspeakers. Y oumay wanttohave® visiting” judgesteach, but
itisnot alwayscost effectiveor necessary.

+ Postage. Sticktoyourtimelineandavoid sendingpromotiona materia sthroughfirstclassmail.

« Photocopying. Remember, participantscanfind most cited materialsinlocal law libraries,
eliminatingneedlesscopyingof programmaterials.

« Printing. Y oudonot need anexpensivebrochurefor each program. Instead, sendaletter or
useadesk-top prepared brochure. M akesureadesigner hel psyou, sinceapoorly prepared
brochureisworsethannoneatall.

+ Mesetingroomspaceand meals. M ed pricescanvary substantially. Findahotel youcanwork
with; thereisarewardfor providing repeat business. Avoidadd-ons, suchasmuffinsfor the
9a.m. sessionor expens vereceptions. Pay attentiontoyour hotel negotiations. Thehotel bill
alonecandetermineif you haveadeficit or stay withinbudget. Why not usespaceinthe
courthouse, alaw school, abar association, or aconti nuing educationfacility instead of ahotel ?
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OutsideFunding

What shouldyoudoif youhavenegotiated hotel ratesandfiguredyour budget carefully, but still
comeupshort?Outsidefundingfor judicia education programsisapossibility. Beforeyouactively solicit
outsidefunding, check your state’' sjudicia canonstoavoidproblems. Y oumightfindmany groupsthat
arehappy toprovidemoney for your functions, butthey may haveavestedinterestinaparticular case.
Avoidimpropriety at all costs. Onceyouhavedeterminedthereisnotaconflict of interest, call agroup
whomight wishto contributetoyour program. Suchgroupsmightincludebar foundations, judges
associations, bar associ ations, alaw school, analumni associ ation, alegal publisher, or alocal citizens
groupinterestedincourtreform. Ask themtounderwriteall or partsof your program. They may wish
tosponsor aluncheon, printthematerials, providefundsfor abrochure, or sponsor an out-of-town
speaker or areception.

MarketingaProgram

Oneof themoredifficult, but necessary, assignmentsof aprogrammer isto market programs.
Unlesseveryjudgeinyour ateisrequiredtoattendevery oneof your programs, youwill havetomarket.
Donot beginwithoutamarketing plan.

A marketing planshould consider thevari ousaspectsof marketing. TheNational A ssociationof
State Judicia EducatorsandtheA ssociationof Continuing L egal Education Administrators(ACLEA)
conduct marketing sessionsat their annual conferencesanddistributematerial sonmarketing. Francis
E. (Skip) Andrew of Co-Creations, Inc., hasprepared apackageof marketinginformationfor ACLEA
members. Hemaintainsthat educatorsshoul d:

+ Developanunderstanding of thefundamental sof marketing; readtheliterature.

+ Anayzethesituation-- know your market, what your officepoliciesand preferencesareand
what your competitiondoes.

« Workwithanadvisory committeeand/or aconsultant.
+ Examineall opportunitiesandproblems.

+ Doaneedsassessment throughcommittee; telephoneor persona interviews, questionnaires,
Or surveys.

11.11



Chapter 11 ApULT EDUCATION PERSPECTIVESFOR JUDICIAL EDUCATION

+ Developadatabaseand management plan of thedatabase.

 Usethetrial anderror approach-- writedifferent typesof copy and usevariousgraphicsand
designs.

« Dosomeresearchandtesting of thevariousapproaches.

« Deveopsoftwarefor mailingsand/or useamailing house; becomefamiliarwiththeU.S. Postal
Serviceregulations.

+ Examinecatalogs, bulk sales, displays, tel emarketing, advertising, and pressrel eases.
+ Developandimplementyour plan.

+ Evauateyour planand makechangesonaregular basis(Andrew, 1987).

Inadditiontoexaminingthemarketingliterature, itisuseful tol ook at theresearchonparticipation
incontinuing professiond education. Judgesareadultlearners. They will attend programsbecausethey
wanttheinformationyouareoffering. 1n 1980, Houledevel oped atypol ogy for organi zing continuing
education activitiesinthreemodesof learningwhich helabeledinquiry, instruction, and perfor-
mance. Sincethen, Cerveroand other researcherstested theadequacy of Houl €' stypology witha
variety of professiona groupsandfoundthemtobecons stentwithprofessionals modesof learning.
INn1982, Catlinsurveyedreasonsjudgesgavefor attending programsandidentifiedfivegeneral areas:
(a) professional development andimprovement, (b) professional service, (c) collegial learningand
interaction, (d) professional commitment andreflection, and (e) personal benefitsandjobsecurity.In
1990, Ratcliff surveyedlawyerstofindthedeterrentsto participationincontinuinglegal education
programs. Thelawyersrespondedthat poor quality programs, irrel evant programs, programsoffered
atinopportunetimes, and other reasonsrel atedtoquality andtopicdeterredtheir participation. Theclear
messagefromall of thesestudiesis: judgeswill cometoyour programsif they arehighinquality,
interesting, valuable, andwill not takethem off thebench for toomany daysinayear. Reputationand
“wordof mouth” a onewill makeor break your programs. Pay attentiontothequality of speakersand
theprogramitself and marketingwill beeasy.

Faculty Training

Chapter 5of thismanua i sdedi cated tofaculty training. Surveyssuchastheabovecredit thequdity
of theprogramasthedeterminingfactor inattendance. Judgesattending programswantinformation, but
they alsowanttoexchangeideasand sharetheir experiences. Judgeswant programstobeinteresting
andwanttofeel apart of thelearning process. What judicial educatorshavetodoistoask thefaculty
tobecome* adulteducators,” which meansusingteachingtechniquesthat areeffectivewithadults.
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A particular examplecomestomind: I1linoi shad changesinthemurder statuteseveral yearsago.
Itwasimperativethat all criminal lawyersandjudgesknow about thechanges. Rather than present the
statutesoneby oneand comment onthechanges, oneprogramgavea30-minutereview of thechanges,
followed by a“mock” murder trial thatincorporated all thechanges. Themurder trial wasstopped
throughouttheprogramtoallow commentary fromthejudgeandattorneysandtoalow questionsfrom
theaudience. A rather routineprogramwasthuspresentedinanexcitingway and still providedthe
informationneededwithinathree-hour timeframe.

Program M aterials

Program materia scan sometimesbemoreval uableto ajudgethantheactual programbecause
thesematerialsusually includecitations, original writings, andarti clestakenfrom|law school, bar and
judicid journals. Bench booksareanother exampleof programmaterias. Inthelast severd years, many
judicial educatorshaveal so producedvideo and audiotapes.

Programmaterialscanbevery costly to produce. Y oumust consider thesize, design, layout,
binding, and packaging. Publishersmay bewillingtodonatebindersor foldersfor programmaterials,
thussavingmoney. Packagingall of your programmateria sinbindersor coversthat arealikemay aso
savemoney.

Severd statesproducebench booksand programmaterial sin hard-bound coversdisplayingthe
logoof theadminigtrativeofficeorjudicia college. Thishel psthejudgetofindmaterid seasly anddlows
instant recognitionfortheprovider.

Sincemost speakersprovideprogrammaterials, itisagoodideato givethem someguidance.
Suggestalimitonpages, setastandardof quality for copiedmaterial, andlistthedatethemateria isdue.
Remindeveryoneof theguideinescloser totheduedate. Thiswill not guaranteesuccessbutwill make
yourjobeasier.

Makesuremateria sareturnedinontime. Someprogrammershavemoretroubl ewiththi saspect
of programmingthanany other. Whilethereisnomagical formulato ensurepromptness, youcando
severd things. First, sethighstandardsfor your programmeaterials. M akesurethey areattractive, hel pful
andaccurate. A judgecannot affordto haveinaccurateinformationand appreciatesmaterialsthat are
easy-to-read and donot fall apart whenthepagesareturned. If your program hasareputationfor
providingfirst-ratematerials, then speakersaremorelikely tomeet deadlinesand providequality
materials. Withhigh standards, speakerswill beproudto havetheir namesonthematerials. Develop
areputationfor setting areasonabledateand stick toit. Donottry to“ play games’ andtell everyone
tohavematerial sready twoweeksbeforeyouneedthem. They may findoutandwill call toask for the
“real” duedate.
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Second, befirmabout your duedate. Withtheinvention of theFA X machineandovernight mail,
thereshouldbefew excusesfor missingadeadline. Itembarrassesaspeaker if heor sheistheonly one
without materialsorif hisor her material sarehanded out separately fromthebound copy.

Producing programmaterialsinother formatssuchasvideoandaudiotapescanbesuccessful. The
CaliforniaCenter for Judi cial Education and Research andthe Continuing Education Section of the
Connecticut Judicia Department havedevel oped extensivevideoandaudiotapesforjudges. Y oucan
contact both groupsfor further information ontopics, costs, and production. Timeand budgetary
constraintsoften maketheuseof video and audiotapesmoreappealingtojudgesthan attendanceat
aprogram.

Potential Problems

Becauseprogramminginvolvesthousandsof details,“Murphy’ sLaw” usually takeseffect; the
unexpecteda mostawayshappens. Antici pateproblemsandhandlethemwithout panicking. Thesaying
“thebest offenseisagooddefense” isespecidly trueinprogramming. Several daysbeforetheprogram,
holdastaff meetingtoreview all detaill sand discusspotential problems. Pay attentiontoall detail s, but
youmust haveasenseof humor. Noonegetsthroughamaj or conferencewithout someproblems. What
followsaresummariesfrom Ratcliff’ s(1985) chapter “ Problemsand Setbacks, and Strategiesfor
AvoidingThem.”

Problem #1: Shortage of Sufficient Lead Time

If youmust planaprogramwithlittlelead time, your best defenseistoorganizethoroughly. M ake
acomprehens vechecklistwithtimelinestoavoid panicandto prevent overlookingany task. Delegate
whatever assgnmentsyoucan. Consder hiringatemporary worker tohandlesomework. Holdweekly
staff meetingsto review each person’ stasksand status. Do notwait for problems. Dothenecessary
checkingto seethat everythingisbeingcompletedonschedule.

Trytostreamlinethetimeneededfor program publicity. If youarehavingdifficulty confirming
speakers, sendaletter toall judgesinformingthemof thedate, topicandlocation, andthat moredetails
will follow. ThisSavetheDateapproach may saveyour attendance. Producearel atively smple
brochurethat providesall thenecessary information. Eventhoughitisnot good practicetohavea® To
BeAnnounced” inplaceof aspeaker’ sname, if it meansgetting your brochureout oneweek earlier,
doit. Whatever thetask, streamline.
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Problem #2: Registration and Budget Problems

Eventhoughregistrationand budget problemsarenot synonymous, they areoftenrelated. The
larger theregistration, thefewer budgetary concernsyouwill have. A goodway toguaranteeregistration
istopublicizeearly. Theearlier thejudgesknow about your program, thebetter your chancesfor agood
regigtration. If itissevera weeksbeforeyour programandregistrationislow, personally contactthose
judgeswhonormally attendthi stypeof programandremindthemtoregister. If thenumbersaretoolow
tocover expenses, youwill needtodecidewhether itwoul dbecostlier tocancel ortocontinuewiththe
program. K eepinmindthat peopleoftenregister at thelast minute, sodo not betoo quick tocancel a

program.

Budgetary problemsarecommon. After coordinatingprogramsfor severa years, youwill develop
aworkingknowledgeof thecostsof food, meeting rooms, printing, marketing, and personnel. Y ou
shouldawaysestimate® high.” Y oumust pursuebidsandfirm contracts. Watchyour meal countsand
avoidadd-onsthenight before. Over ayear, your program budgetsshoul d balanceout withtheless
expensiveprogramscounterbal ancingthosethat aremoreexpensive.

Problem #3: ProblemsW ith theHotel

Y ou canavoid most problemswith hotel sby havingagood contract withasmany detailsas
possiblewrittenintoit. Establishagoodrapportwithhotel staff; whenproblemsarise, youwill needtheir
help. Several problemsthat may ariseare:

+ Thehotel issold, goesout of businessor goesthrough major renovationsthat will not be
completed until after your meeting. If ahotel issold or goesout of business, therestill should
bepeopleavail abletohel pyou get another hotel. Ask thehotel for hel p, but donot dependon
thementirely. Other hotelswill probably besympatheticandwill want your business. Consider
dividingyour groupbetweentwohotels. Readyour contract careful ly tounderstandwhat your
rightsareand, if necessary, haveanattorney readit.

« Thehote foodisaproblem.Immediately discussthematter withthecaterer. I1f thefoodislate,
seethecaterer beforethenext coffeebreak or meal. Instead of complaining, ask what thecause
of theproblemwasandwhat can bedoneto prevent further difficulties. Offer towork withthe
caterer rather thanbecomingangry. I thefoodisof poor quality, talk withthecaterertoreview
themenubeforethenextmeal. If youreceivepoor service, document everythingandreportit
tothesalesdirector inaletter after theprogram concludes. Y ou should becompensated for
cateringproblems. Ask hotel staff todirect trafficfor buffet tablesandtaketicketsfor mealsto
ensurean accuratecount. Try to keep meal countsand refreshment countsasaccurateas
possibletobesureyouarenot overcharged.
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« Hospitalityroomproblems. If your program functionhasahospitality room, know what the
hotel policyisinadvance. If your budgetistight andyoutry toprovideahospitality roominyour
suite, youmay be*“raided” and charged acorkagefee by thehotel for liquor you purchased
andbroughtin. Again, if youhaveformedagoodrapportwithyour salesdirector, privaterooms
may oftenbeoverlooked. K eepthesal esdirector informed of your plansandwork withthe
caterer.

+ Unexpected expenses. Toavoidunexpected costs, antici pateeach expensebeforeyousign
acontract. Possi bleunexpected costsincluderoom phonecalls(sometimes$1.00 per local
call); parkingfeesfor guests(onehotel inCaliforniacharged $17.50for threehoursof parking);
union fees; higher than anticipated gratuity and sal estaxesor salestaxesthat includethe
gratuity; unantici pated meetingroomcharges; audiovisua expenseshigher thanagreedupon;
roomratesthat arenot what you agreed to; chargesfor theweight room and health club;
TV chargesinadditiontoamoviechannel ; unantici pated deposits; andtransportation coststo
andfromthehotel that werehigher thanthosediscussed during thenegoti ations. Costsdiscussed
during negotiationscanincreaseafter six monthsor oneyear unlessstated inthecontract.
Contractsusually donotlistfood pricesand thesemay beincreased beforeyour conference.
Ask duringnegotiationsif anincreaseisanticipated, thenbudgetforit. Makesureyouhavea
policy establishedfor reservations. Donot surpriseyour participantswiththehotel’ sdemand
foracashdepositforroomreservations, or itsrefusal toaccept certaincredit cards. Themore
youknow about unanti cipated costs, thebetter prepared youwill betodea withtheproblems.

Evaluation

Y oushouldevauateall programs. Y ouneedtoknow how well-receivedtheprogramwasand how
toimproveitif youplantooffer it again. Registrantsareoften eager toexpresstheir thoughtsabout a
particular program. They areeither very pleased or very disappointed. M ost of thosewho aresatisfied
may not feel theneedtorespondtoan eval uation. Funding sourcesmay requireawritteneval uation of
theprogram. Presentersusual ly want feedback on how theaudienceviewedtheir presentation.

Chapter 8inthismanual describesprogram evaluation. Refer toitfor athorough discussion.
Regardlessof thetypeof eval uationyou use, alwayshaveyour ownmeasureof how your programis

going.
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Conclusion

Thischapter hasoutlined detail sthat must betaken careof inorder to produceexemplary judicial
education programs. Programming requiresaneyefor detail and theability to adapt when problems
arise. Itisarareprogramthat doesnot havesomeproblemfor aprogrammer todeal with. Aneffective
judicial educator will takeinto account theunexpected, will makethechangesneeded, andin spiteof
thosechanges, will produceasuccessful program. Regardlessof thesizeor typeof program, whenit
isdonewell, thereisasenseof accomplishment and pridethat ishardto beat.
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DEFINITIONS

Add-Ons: non-essential extraswhichincreasethecost of theprogram.

Advisory Committeeor Panel: agroup of judges, court administrators, |aw professorsor otherswho
provideadviceonprogramming.

Bench Books: bookscompiled by judgesfor judgesthat can be carried to the bench asahandy
referencefor statutes, proceduresand other substantiveinformation.

CorkageF ee: thefeethehotel chargesfor bringinginliquorinstead of buyingitfromthehotel. Fees
arecharged per cork or bottle.

Curriculum Cycle: ascheduled set of programsto be presented over astated time(e.g., annual
conferences).

Desk-Top: materia thatisprepared by persona computer softwarethat appearstobeprofessionally
designed. Thesoftwareprovidesthecapability of layout anddesign.

I nquiry: inHoul€ stypology -- theprocessof creating somenew synthes's, idea, technique, policy, or
strategy of action.

I nstruction: inHoul € stypology -- theprocessof disseminating established skills, knowledge, or
senstiveness.

Local Traditions. customs and procedures specific to agiven areawhich must be taken into
considerationwhenplanningaprogram.

NeedsAssessment: theprocessof determiningwhat thosewhoaretoattend aprogramrequest, need,
or expect.

Performance: inHoul € stypology -- theprocessof internalizinganideaor usingapracticehabitualy,
sothat it becomesafundamental part of theway inwhichalearner thinksabout and undertakes
hisor herwork.

Program Agenda: alist of activitiesto bedoneduringtheprogram.

Role Playing: aproblem situationisbriefly acted out followed by adiscussion of the problem
presented.
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SavetheDate: informingjudgesof theprogram and dateassoon aspossiblesothey canmark iton
theircalendars.

Simulations: ascenarioisre-enacted, creatingavery “life-like” situation, for thepurposeof il lustration
leadingtodiscussion.

Small Groups: atechniqueusedinwhichtheaudienceisdividedintosmall groupsfor thepurposeof
discussionof assignedtopics.

SocraticDialogues:. dial oguesoftenfoundinlaw school inwhichtheprofessor asksaquestionof the
studentsand usestheir responsesto probetheir knowledgeand perception of atopicascontrasted
withastraightlecturethat providessimilarinformation.

Union Fees. feescharged by theunionfor setting updisplays, transporting boxes, connecting el ectrica
appliances, and other activities. M ost unionsarevery restrictiveof what aguest canand cannot
dowithout aunionworker’ sserviceand subsequent charge.

Video-Taped Segments: segmentsof real lifescenariosor re-created scenariosaretaped and shown
toanaudiencefor thepurposeof discussion.
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