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Abstract

The nation's first gaming-simulation has been created for use in
training court administrative officers and related personnel. The total
exercise is designed to enable participénts to apply knowledge acquired -
in the formal lectures to the specifics of the court system, A
representative court environment has been created where many aspects

of the actual practice of judicial administration can be explored.

The politiéal environment of the court is represented in 2 policy
negbtiation exercise involving an Executive Committee of Judges, a Court
Administrator, A CAO Analyst, a Bar Associatjon Representative, a

Court Clerk and a District Attorney. A variety of court related policies

are explored and acted upon in this setting,.

The éase processing task in the court is represented by a number
of casc procgssing boardshﬁprgsegpiy.felony and family law), The exerclse
involves the processing of cases gﬁtdﬁgh the court process by an Assignment
Judge aﬁd an Assistant Coﬁrt Adminisrator interacting with all the attorneys

involved either private or public (i.e., District Attorney and Public Defender.)

Participants play roles in each exercise and thereby experience the
pressures and practice techniques in processing cases and in dealing with
the political arena. Participants also decide upon the impact of policy on

case processing and therefore explore the complezity of the interrelationship.

A class of Court administrative personnel at the Institute for Court

Management, together with a gaming expert, tested and evaluated the cxercise.
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The Gaming~Simulation

Introduction

Court administration is a difficult task because it requires
a working knowledge of a large number of disparate disciplines
ranging, for example,_from legal procedure through personnel
administration, computer teqpnology and behavioral science. These
fields have been substantially addressed in the formal courses
designed for this program. However, in addition to knowledge in
these formai‘areas,'there are other special needs.

We believe that an effective court administrator needs to
understand the complexities of all the processes occurring in
the court system. He needs to know the nat;re of all the actors
in the arena and most importantly he needs to know-how to bring
about change in this complex environment at the same time as
coping with the‘usualxorganization overload.

There are special problems involved in teaching an effective
understanding of these complexities of the court system through a
le@ture method. There are even more problems in teacHing the

attitudinal, skill and emotional requirements of an administrative

Rosition. Fortunately both of these extremely important areas

" can be effectively dealt with through the medium of gaming-simulation.

Gaming-simulation is an experiential technique which exposes
the participants to the types of situations that they are likely
to find in their working environment. As such, it attempts to

supply din a laboratory setting a format, where the practice of
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administration (in this case) can be explored from all perspectives. 2. Each one of these processes is influenced by its own

' ] . , particular set of circumstances.

The participants get opportunities to work with a simulated system, _

. ' : 3. Each one of the process arenas has the same general types
to test out various strategies and to attempt ;o create a better of factors influencing it. These are:
and more effective court system. _ : (1) Allocation of resources sufficient to process the
o o . . . Y work load. Resources of the court, attorneys and
We have, therefore, created a judicial administration gaming- ' other parties are all involved.
simulation with the goal of conveying the gemneral concepts and : (ii) Necessity of scheduling under conditions of un-
. . ) ‘ certainty.

structural framework of the courts and the surrounding agencies.
® ] . ] Q (iii)A need for rules to govern the movement of cases.

It has been created in such a way that the participants decide -

' _ (iv) A need for information and records in order to
the future of the court system and generate the nature of the understand the process and plan for the future.
. - 1

court system as well as the nature of. the interrelationships_ (v) An 1nab111ty to predict all events affecting the

o . ® system.

between various role actors.. The court system so created changes !

(vi) Control of the process being in a variety of hands,
some with the judge, some with the court adminis-
trator, some with attqQrneys and some completely
external to the process arena.

with time reflecting a somewhat speeded up history of an imaginary

court.

The focus of the game has been on the exploration of the (vii)We presume that external pamties are trying to

maximize their rewards and are not necessarily

complexity of the judicial arena in terms of the case processing ! concerned with court delay.

system, the political environment and the connection between the ‘ : 4, We presume that important policy decisions impacting on

the process boards are made in the executive committee
of the court, in the offices of some important indivi-
.- - - duals related to the court, e.g., clerk, CAO analyst,
D.A. and Bar Association, and in some instances far
. removed from both, e.g., judicial council, legislature
Model e and press.
o : : ®

two.

5. We presume that these individuals are atﬁempping‘to
pursue their own particular goals and that these goals
will be a function of their roles as well as their
individual perceptions.

In building such a gaming—~simulation exercise, it becomes

critical that the actual quintessence of a coust system is used

a

® as the model. Otherwise the whole exercise is totally flawed. ® : 6. We know that the decisions in the political arena. affect

the whole court system in a variety of ways, many of them
very subtle. We believe that the court system behaves
as a complex system described by Forrester but the
quantitative aspects are presently not well understood

. . ) ' except for obvious f’rst order effects.
. 1. There are a number of different processes taking place ¢

in a court relatlng to the processmng of large number
of different case types.

¢
i

It is, therefore, important that our concepts of the make-up

-of the court system be recognized. They-are as follows:




7. Ve
by the behavior of the individuals in it.
in the system have to develop their own personal ways

.of dealing with pressure,
imcompetance,

know that the whole system is substantially influenced
Individuals

indifference, hostility, and

etc.

The history of the development of our present gaming-simula-

tion

report on

is described in the appendix in a concept report and a _—

design modifications and construction. At this time,

it consists of an abstract of a court system which does not

represent

beginﬁing

&

fany particular court system. As a convenience for

3
the game, we have modeled the court proceéses on a

composit of the operations of major trial courts in California.

This starting point,

on future

however, should not be viewed as a constraint

actions of the court.

The Environment

We have presumed that the court is a trial court in a metro-

politan area with approximately twenty judges.

mix of republican and democrats on the bench.

that the
bilities.

(1)

"business matters.

There will be a
We can presume

county has a shortage of funds for all of its responsi-

Civil Cases: The bulk of civil cases involves personal

compensation, contracts, and general
Often these cases have complex issues
utilization of expert witnesses (doctors,

injury, workman's

which require the
geologists, etec.). B
Law firms specializing in civil cases usually are divided
between those which represent plaintiffs and those which
represent defendants. The'latter group generally re-
presents insurance companies whose main interest is in
delaying cases so that their funds may be kept at work.

-

i,

D

(iv)

Criminal Cases:

The criminal courts handle all cases

ranging from misdemeanors to felonies. The major dynamic
here is the negotiation of pleas between the District
Attormney and defense counsel known as pPlea bargaining.

Cases here are not as concentrated in a few firms as in
the civil arena. However, there usually are a few out-
standing criminal trial lawyers who tend to handle the
bulk of the major, most complicated cases.

Family Law: The Family Law Court specializes din divorce,

neglect, and other family related matters. The goals of
the courts here are to settle disputes within the family
with a minimum of divisiveness.
General practitioners tend to handle most of the cases

while large firms usually take on only major divorce

cases involving large settlements. Attorneys tend to be
more flexible in this area reflecting the general philosophy
of this branch of the law.

Juvenile Law: The cases here deal with problems of

incorrigible and delinquent children. Traditionally, the
court acts as parens patriae or guardian/father of the
child. In recent years, however, there has been a tendency
to afford juveniles many of the protections afforded crim-

inal defendants.

Very few law firms specialize in juvenile matters and

the major concern of attorneys here is similar to their
concern in criminal cases -- keeping the 'charge and penalty
at a minimum.

Game Design

At the present time, the total gaming-simulation consists of

a number of interconnected sub-games which represent various parts

of the court system.

1.

These are:

A policy negotiation arena conéisting of an executive
committee of the court surrounded by a number of actors
intimately involved in the dperations of the court
system called external forces.



2.

~ A separate board where each major case type is processed.

a board has been-created for felony cases
and family law cases. Boards for juvenile delinquency
and personal injury cases are under construction. Court
personnel responsible for case scheduvling and attorneys
play at each board.

At this time,

A media role exists allowing the participants a commun-

jication device.

A norming board is present where the impact of the passage or
failure of policies and the release of press statements
on the court system is decided and quantified.

AN DAL RIS
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RED LAW TFIRM - The red attorney represents a prestigious law

®
Case Processing Sub-Games , firm with a tremendous volume of cases. The firm itself is
' ' § well established and deeply rooted in the Barx Association.
: The attornme's in this firm tend to be older, more conserva-
A numb £ . ] tive in nature, and well known by the trial judges. There
£ mber of case processing sub-games are being built. At i exists a versy lorge vacklog of cases because of the lack of
e this ti the fel ; £ amd o i attorneys to handle the growing list of clients and cases.
lme, elony, the family law and the civil board are P Tt is thought that this condition is by design rather than
complet 4 i . . fg by chance. Because of the demands to interview clients
P ¢ and in use. The juvenile board and the personal injury ] . and witnesses, research cases, prepare briefs, appear in
board will be bui E . :“ i . court, and attend meetings of the Bar, time is the red
° i e built next and other boards only if time permits. ; attormey's scarcest resource. He must decide how to allocate
: ; his time among the blocks of cases to which he has committed
There are three basic roles at each process board. There P himself as counsel.
is an assignment judge, an assistant court administrator and a : BLUE LAW FIRM - The blue attornmey represents 2 medium size
variety of attornmeys both . . ) . k law firm with a growing practice. The firm itself is growing
® y oth private and institutional. These role ; in influence and is increasingly concermed with the court
: : ‘ . : reform as younger attormneys enter the firm. There exists
descriptions are as follow.: . » . a large baZklog of cases gecause of the lack of available
: attorneys. However, the backlog does not seem out of control

yet and could be reduced with a committed effort omn the

art of the attorneys.
Role Descriptions P 7

b‘ . . . Because of the demands to gain more cases, interview clients
. e and witnesses, research cases, prepare briefs, appear 1in
ASSIGNMENT JUPGE — Under the direction of the Presiding Judge _:%g court, and oc;assionally attendpmeZtings of the Bar, time
(PJ), the Assignment Judge (AJ) 'acts, on a rotating bhasis, ' is the blue attormey's scarcest resource. He must decide
gsdcontroller of the case calendar, as a motions and trial . how to allocate his time among the blocks of cases to which
PY judge, and as ?lea and settlement negotiator with the attormeys. l he has committed himself as counsel.
In general he is responsible for the movement of case blocks ®
frog the time they are filed to their.eventual disposition. 5 YELLOW LAW FIRMS - The yellow attornmey represents a composite
He is responsible to the PJ for the allocation of the court's i of small law firms, most, however, being single attoxrney
resources and for recommendations on procedural and admin- practices. This composit contains a mixture of comnservative
1§tratlve.P01iCY to the PJ and the policy board members. He ? and liberal attorneys; ones who have strong identification
® ) will be aided by an assistant court administrator (ACA), but with the Bar and older judges; and ones who are oriented
th? AJ has final authority. The court (AJ and ACA) receive ® toward social acquaintances with judges and toward activities
PO}nts for the number of case blocks that are settled. These i gutside the realm of the Bar. The common bond of this group
points may be used to acquire influence with the policy : is the close management of their time and the number of
board members. | ) ' : caser they handle. They usually have sufficient resources
' to handle the time demand from their case loads. Howvever,
@ ASSISTANT COURT ADMINISTRATOR - The ACA acts as a Jliaison ' ‘ ' time is still the yellow attorney's scarcest resource,
between the Presiding Judge (PJ), the Assignment Judge (AJ), ® because of the demand to interview clients and witnesses,
and the Court Administrator (CA). He also interfaces with : ‘ research cases, prepare briefs, appear in court, and attend
the County Clerk, the general body of trial judges, and other Y professional meetings. He must decide how to allocate his
external forces at the policy board. He is responsible to - time among the blocks of cases to which he has committed
the CA who can require the ACA to analyze the processing of ; himself as counsel.
@ ‘ cas?s, to make management studies, and generally assign 2
- various administrative duties. The ACA is also responsible L ' PUBLIC DEFENDER - This is a county-supported office and,
to the {\J to provide immediate aid, advice, and communication | thercfore, is even more constrained in manpower than the
C9ncern1ng the flow of case blocks. The ACA is =a stable L g private law firms. The public defender works through the
figure in the court system and is not considered a threat %
except in cascs where he has exerted his role, to influencé %
o . policy. behavior. ' g -9~

. -8~




court analyst, an external force in the policy negotiations
arena, to raise and influence issues of concern to the
public defender's office and in. bringing his needs to the
attention of the board of Supervisors.

DISTRICT ATTORNEY -~ The DAs involved in the court process

are trial attormeys working under the direction of the DA

who operates as an external force in court policy negotiations.
Instructions to the trial attorneys are determined by the
policies of the politically-oriented DA.

The Game Board

These aspects:of the court system are represented on process

game boards which are basidally flow charts depictiﬁg the wvarious
events and decision point§ which occurlhuring the proéessing of
that particular case type. These boards were created using flow
charts originally produced for a juJicial council study. fhey

do not represent the activities in aﬁy one court but rather a
composit of the operations in all the major California ufban
supérior courts,

These charts are made into operational game boards by
supplying'blocks for the allccation of court resources at every
place where éoﬁrt or jﬁdge time néeds to be allocated. In addi-
tion, storage'areas are supplied before each of these procésé
points where pending cases are stored. These storage areas
have two sections. One section‘stores cases waiting but not
yeg called and the other section contains those cases which have

been called (or calendared).

-10=

Case blocks representing groups of cases are present on the
board 'ab initio.' 1In addition, new caées are introduced each
round on a predetermined schedule which was derived by an analysis
of the increase in filings for these case types in Orange County
Superior Court. Each case blcck has two colored dots on it
identifying the attorneys associated with that case block.

The court (i.e., the Assignment Judge and the assistant court
administrator) have a certain number of pourt resources to deal
with the case blocks coming into and through the system. These
court resources are represented by columns of lego nubs of five
different colors representing the time of the judge, éhe reporter,
the clerk, the bailiff and the courtroom.

Attciney time is represented by simple colored lego pegs and
corresponds to the courtroom time rather than total time.
Attorneys have the task of allocating their time to the cases
‘
they are associated with.

The resources availahle to the court and attorneys can only
be used in that particular round and they are replenished each
round. The avéilability of thé resources does vary somewhat
during the game depending on policy developments, instructions
by in-basket tasks and changes in game rules.

It can be seen that the game is basically one which requires

"the allocation of a scarce resource time. Both the attorneys

2nd the court have this same basic problem but their decisions
are made separately and do not necessarily correspond and support

each other.

-11-
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In passing through the total process, mot all cases follow

administrator has little direct control. The events can

the same paths. Some.cases.'settle early and others go to trial. szzztgizlioii giiZii iﬁi ggzzﬁgzgozetgszizzeieiizzn
Some have numerous motions and some have none, etc. We specific areas, e.g., personnel, finance, public relations,
research, etc.
analyzed statistics to establish the approximate percentages of
] .
® Typical chance cards are as follows:

cases proceeding through different steps of the process and these

FAMILY LAW CHANCE CARDS

figures were written on the decision points depicted on the board.

(a) Construction strike prevents any work on new Jjudges
chambers or on additional courtroom space for two

®
. . L
deal with these various events. These figures were used to govern rounds.

In addition, a similar analysis was wade of the time required to

the resource requirements at each stage which were also depicted (b) New master calendar clerk appolnted, thus causing

problems in calendaring new cases. No cases can
o on the board. - ‘ proceed past '"FILE AT ISSUE MEMO" for one round.
L . (¢) Two (2) trial judges attend state convention.

Finally each disposition/settlement point was allocated a L two judges for one round
: ose tw u 0 ~ .

payoff list for each attorney and the court. This payoff vas (d) In move to support proposed unionizétion of court

employees, all court reporters go on strike for

generated by the game creators to reflect the roles génerated d
one round.

for the individual attorneys.

(e) Legislature eases standards for divorce. 307%
increase in cases entering Family Law system for

A picture of the family law board is enclosed and flow charts three rounds
T .

° for the various case types are available in the appendix. : ’
° .
FELONY BOARD CHANCE CARDS
Game Play Sequence (a) Wave of civil disturbances causes 20% increase in
number of c¢riminal cases entering criminal system
for one round. '
¢ ®

Sequencing of a typical round of the process game 1is as (b) United States Supreme Court tightens standards on

search and seizure. 1072 more of criminal cases

follows: A
dismissed at preliminary hearing for one round.

(1) Policy Effects: Policy decision effects are applied
® to the process board variables. These effects are
provoked by the actions of the policy negotiation
board and are decided by the norming board (see later).

: (¢) Yellow law firm cited for misconduct by Superior
o ‘ Court "Bench and Bar" Committee. Lose one 4attormney
time resource for two rounds.

(d) Calendaring problems in District Attorney's office

(2) In-Basket Cards: An in-basket chan i L
and its effects are applied Thiz gzvgizdizsugzzwio and County Clerk's office causes massive delay in
& . : etting dates for arrail nment and for trial. No
[ reflect the need to respond to events over which the . ® iagelbiocks ® on proceedgthrough those poimts for
two rounds. (Computerized systems could avert

such problems.)

-15- . ' _ : ' -
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(3)

(4)

(5)

(6)

(7)

(8)

(9)

(10)

New Case Blocks: The game director enters new case

blocks into the flow process. These numbers have
been predetermined by analysis of flllng changes in
Orange County.

Court Resource Allocation: The AJ and the Assistant
Court Administrator analyze each process point's backlog
and then allocate the court resources as they see fit.

Pre~Trial Settlement: The AJ and the attorneys discuss

which cases can be settled out of court, given any
constraints from the in-basket chance cards. Usually
10%Z of cases can be settled by each attorney each
round. :

Call the Calendar: The AJ will then "call" the number
of case blocks he desires by moving them from the top
of the RED backlog square to the WHITE square.

Attorney Time Allocation: Attorneys now allocate the
required time blocks (representing their availability)
to the case blocks which they desire to move forward.

Court Processes Case Blocks: The AJ now moves the

case block off the white square through the process

point to the next decision (yellow) or process square
(red).

Decision Case Block Direction: At a decision point the
attorneys and the AJ decide how the case blocks are to
proceed. The number of case blocks is set by the per-
centage figure shown. Some decision points require a
die roll to decide the direction of the case block;

(Each of the czse blocks in a round move from
the red blocks to a white block, through a pro-
cess and/or a yellow block and dec1s1on poiat,
and finally to a red backlog square.)

Calculate Scores: Law firms and the court receive
points for each case block disposed based upon vari-

‘able payoff rates as indicated at several points in

the process. The law firms receive one additional
point for each case block which is backlogged; however,
the court does not receive such points. For the law
firms, 100 points can be exchanged for one additional
attorney resource peg or one influence peg. The court
receives only one influence peg for each 100 points,
separate scores and payoffs are kept at each process
board. An example of a. payoff sheet is dincluded.

-17~
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(11)’

The'payoff is to represent monetary return from the
business for private attorneys but this is not quite
the same for institutionalized attorneys. Further

?xamination of these numbering systems is probably
in order.

Policy Di§cussion and Influence: Role Players now
allocate influence with the policy board members and

make recommendations for new policies on prodedures
and administration;

(12) Round ends.
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Discussion

\

It can be seen that attorney time must be allocated and all
necessary court resources must be provided for a case to proceed.
If those requirements are not met, the case block (an artifact
representing a number of cases) is stored with other backlogged
éase blocks and must wait to proceed. This ié a built-in
calendaring procedure. It creates the scheduling problems which
all courts have to cope with. After all these req;irements have
been met, the case block moves through that point onto the next
decision point where the appropriate bercentages are applied and
then onto the next process point or out of the systemvcompletely.

To effectively manage this process, one needs to understand
the system in terms of the availability of resources (beoth court
and attorney), the rules needed to govern the casé mosement,
the information needed to understand the performance of the pro=-
cess and future requirements. ?hese general‘areas have immense
vamounts of detail associated with them but.the general concepts
are fairly straight forward.

The attorney's goal and that of the court administrators and
assignment judges .is to gain points by disposing of cases. Each

round the number of cases disposed (at any point in the ptocess)

"affects each player's score. Some attorneys, however, gain more

points for having cases disposed of early. Attorneys also gain
points for the numbeerf their Eases on the process board in the
backlog storage areas. The couré administrétor and assignment
judge, on the other hand, lose points for baclklogged casesl With
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their point scores, the players can gain influence to be used in
the policy game, or the attorneys may choose to buy more time
resources So they can handle ﬁore cases., Each case block can be
coded- with the number of the round it entered the process, thus
giving an indication of its relative age, but this is not done

unless the players so decide.
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Policy Negotiations Sub-Game

Thig part of the judicial administration game has been @
created by modifying a game of policy-negotiations originally -0
developed by Professor Fred Goodman of the University of Michigan.
The decision making process of this game involves actors who have L J
varying degrees of influence serving on an executive committee
of a court of general jurisdiction. The committee consists of
an elected presiding judge, three elected trial judges, and a ®

chief court administrator who is the head of the staff of assistant
administrators aﬁ the process boards. The three judges represent
three separate constituencies of trial judges who elect them.

The constituencies are determined according to segiority order to

the trial judges in the court.

The objective of the players is to maximize their limited d
influence in the formulation of policy. The five players repre-
senting different constituencies, negotiate and use their influence
for determining the agenda, voting on issues, and influencing .
external social forces and their constituencies.

Sincg influence is the currency of exchange for the deter-
mination of policy, the increase of influence is desirable. This .
may happen by the formation of coalitions, but the legislative
establishment of a policy that enhances a team's.position, or by

L 4

a favorable press headline. Influence may also be lost in these

ways.
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Play progresses in rounds. Each round is comprised of the
bafgaining and negotiating mecessary to vote on the policy under
consideration and to‘determine the next agenda item. Because the
teams represent constituent groups, they are evaluated in terms
of how well they have used their influence for the benefit of

these groups. Periodic elections are held with reelection more

probably for those who have served their constituents well,

Role Actors

The role descriptions of these actors are as follows:

The Presiding Judge theoretically has the administrative
power to run the court and act as its chief spokesman.
However, he is elected by a majority vote of the entire
body of trial judges so he holds his office at their will
and pleasure. The man elected Presiding Judge is usually
a compromise candidate. The power to dictate rules and
supervise the Court Administrator represents the major
role of the Presiding Judge, but any action he takes may
be revoked by a majority of the trial judges. In the
past, some PJs have assumed they would serve only one
term and attempted many changes; others were satisfied
simply with the status of the position and, in the hope
of reelection tried to antagonize none of their fellow
judges. "

The Establishment Judge represents the judges in the
court who are closely allied with the political power
structure. These judges do not look at judging as a
career, but rather as a reward for previous achievemeuts.
Their main concern is in maintaining the status quo and
in insulating judges from the pressures of the justice
system, Thus, they only favor changes that will make
judges look good, or make life easier for him, or protect
each judge's individual kingdom. Strong ties are main-
tained between this group and the Bar Association elite.
At one time, the Establishment Judge and his constituency
ruled the court with an iron fist, but this power has
been eroding due to an influx of more reform-minded judges
who have challenged their leadership.
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The Middle-of-the~Road Judge represents a small group of
jurists who believe in rule by consensus rather than rule
by edict. When the establishment judges were at their
peak of power, they considered middle-of~-the-road ‘judges
as weaklings who had to be tolerated but could be easily
ignored. As the schism between the establishment and
avant-garde judges has grown, mdderate'juages have begun
to play a pivotal role within the court. They favor
change which is deliberate and well planned, and they try
to avoid controversies.

Tﬁe Avant-Garde Judge is the representative of a more
diverse group politically and racially than the other
two groups, and they view judging as a full-time job.
?hege jurists are impatient with the inability of the
judicial system to respond adequately to the crises in
the courts., They are aware of the trend towards new
methods of court management and favor full development
?f these new ideas. The strength of this group has
increased as establishment—~oriented judges have been
replaced, but their position within the court is in

no way one of great strength.

The Court Administrator is appointed by the Executive
?ommittee with the consent,of the majority of the trial
qudgesa and he can be replaced in the same manner. He
is supervised by the Presiding Judge but has-served in
this position for only a short time and has yet *ro
completely define his role. The establishment-oriented
judges want the Court Administrator to have little
indepgndence while the avant-garde, young turks take an
opposing view; but, to dinsure his survival, he tries to
avoilid taking sides. The Court Administrator would 1like
more responsibility, but he is unwilling to gain this
at the cost of his job.

In addition to the players . at the intermal court Executive
Committee table, there is a ring of players representing
external policy determining forces representing legal

and political influences. " i ini
forcgs presently reprgs:nteghSrZ?tetggnggi%§yC%ggﬁrm;nlng
CAQ analyst, the District Attormney and Bar Association
although other roles may be created later. A press ’
?epresentative is also present although his relationship
is somewhat special.

—-25-

The role definitions of these external forces are as follows:

The District Attormey is elected on a non-partisan basis.

This office has been used traditionally as a springboard for
wany important political careers. The D.A. has taken strong
stands for law and order and against liberal treatment of
offenders by the courts. In turn, his office is oftemn accused
of being a mere training program for potential defense lawyers
and a major cause of criminal court delay. At present, the
D.A. is concerned about maintaining his power base, assuring
his reelection, and guaranteeing he gets the necessary
resources for his pet projects. :

Bar Association membership is voluntary for attormneys. For
many years the Association was nothing but a social club
for the large law firms in the county. ITts Board of Governors
is still controlled by members from these firms. In recent
years, as criticisms of the legal profession have increased,
the Bar has begun to become more active in court reform. 1Its
major problem has been to get the courts to take it seriously
and confer with it when formulating various changes.-

The Court Analyst is the member<of the County Administrative
Officer's (CAO's) staff who has the court liaison assignment.
His responsibility is to monitor the court's financial and
personnel requests and actions. His recommendations to the
Board of Supervisors are seldom, if ever, reversed. The
Court Analyst has had this position for many years and is
completely loyal to the interests of the Board, which, of
course, are concerned with minimizing the impact of taxes

on their constituents and, hence, with minimizing budgetary
expenses, especially for less visible public benefits.

The Court Analyst views himself as an efficiency expert.

The County Clerk is elected to his position. -

His office is supposedly a non-partisan one, but it is no
secret that each clerk favors the political party of his
choice. The Clerk's position is considered to have more
status than a judgeship because it has responsibilities in
many areas of county government as well as the court
calendar. The Clerk tries to keep the Board of Supervisors
happy, but this is difficult because of political consider-
ations. His main interest is in maintaining the technical
quality of records and the size of his empire. )

The news media representatives monitor. both the political
arena and process of the court and acts as the voice of the
community. The time and pressure of the media may be
brought by any participant in the court environment. _ The
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media'’s power lies in an understanding of where and how

the important decisions are being made. The media's influ-
ence is exercised by mobilizing public and private opinion
?or or against an issue, in raising issues for decisions,
in exerting pressure through news announcements.

Policy Issues

The Executive Committee deals with two types of policy issues:

process issues that affect the court playing board process by

altering parameters such as the availability of various court
resources, speed of case flow, and probability of cases settling

before trial; other internal issues of the court that are of a

type that does not affect court process but which may have less
tangible impact on the court's functioning and societal image,
e.g., offering a telephone alert option of jufors, tightening
courtroom segurity, installing a pool table in the judges' l;ﬁnge.
The process and internal issues may be adopted or rejected by

the direct action of tﬁe five players at the Executive Committee
table.

The participants are éupplied with a number of priming issues
which are used to get the process started and to enable the
mechanics of the game to be learned. ‘“hese policy Zssues are
taken from actual situations occurring in local courts. They
are given a number for easy identification.

A 1 Conciliation Court

Establish a Conciliation Court, supervised by the Presiding
Judge, to provide marriage counseling to all parties filing
divorce actions who voluntarily agree to be counseled. '

[
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It is estimated that one-half of all divorce judgments might
be avoided if the parties received counseling. The proposal
before the Executive Committee is to have the Court Adminis-
trator plan, organize, and staff a Conciliation Court which
would ‘be supervised by the Presiding Judge. '

In general, a Conciliation Court consists of marriage
counselors employed by the court to help resolve the
problems which lead to the filing of a complaint. The
parties are ordered to Conciliation Court 1f, at their first
court appearance, they express willingness to undergo
couseling. The case is then postponed pending outcome of
this alternative.

A 2 Legal Research Assistant

Obtain authorization from the Board of Supervisors for a
position of Legal Research Assistant. He will assist any
judge as needed and will be assigned by the Presiding Judge.

One suggestion for giving judges more time to spend on the
bench is to provide them with legal research assistants.
These people, trained in legal research, would do the
research many judges claim_demands so much of their time.

A 3 Standards for Plea Negotiations

Regulate participation of judges in plea negotiatioms. There
has been a great controversy over plea bargaining of late,
This is the process whereby a defendant promises to plead
guilty if the District Attorney will promist to charge him
with a lesser oifense and ask for a lesser penalty. In
response to thi= problem, the Executive Committee is consi-
dering adopting the following court rules:

1. Plea negotiations should be conducted by attorneys
for the prosecution and the defense without the
participation of the judge. The judge should not
recommend any disposition until he has considered
a pre-sentence report. However, the District
Attorney may recommend a disposition to the court,
which should be made in open court on the record.
I1f, after reviewing the pre-sentence report, the
judge refuses the recommendation of the District
Attorney in any respect, the defendant should be
allowed to withdraw his guilty plea and proceed
to trial.
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2. 1If a judge does engage in plea mediating, he should
not preside over the hearing of any pre-trial
motions or over the trial of any case in which he
has been involved in plea discussions.

3. At the conclusion of any plea mediating session which

has resulted in agreement by the parties, the judge,
in the presence of counsel, should dictate to the
court reporter for inclusion in the official court
records a summary of the conditions and terms that
have been agreed upon.

B l'Courtroom Security

Request Board of Supervisors to authorize funds for a
communications system to provide security for court, judges,
defendants, witnesses, and spectators. o~

Most courts were built at a time when the presence of a
bailiff was sufficient security. The recent wave of court
bombings and trial disruptions has led to the reevaluation
of the adequacy of many court security systems.

The Executive Committee has before it a proposal to include
in its budget a request for the installation of a communi~
cations system to provide security for the court and to
protect the lives of judges, defendants, witnesses, and

spectators. The system would be capable of alerting law
enforcement personnel in nearby courtrooms without sounding
an alarm where the emergency is. The system's implementa-

tion would be overseen by the Court Administrator.

B 2 Pool Table

Install pool table in judges'

on some judges, many members of the bench would prefer to-
stay in the courthouse during lunch hours. A lounge helps
this goal but many judges would like recreational equipment

so they can relax in the style to which they are sccustomed.

B 3 New Continuance and Settlement Plan

Implement a new program of mandatory settlement conferences
prior to trial, requiring written motion for continuances
and allowing continuances only in an emergency.

-29-

lounge. In the wake of attacks

Many critics of delay in 'the courts claim that 60% of all
civil cases are delayed as a matter of strategy rather than
as a matter of necessity. It had been proposed that the

Executive Committee phase in a new program with the following
elements:

1. A civil trial will be postponed only in an emergency.

2. The only way to seek continuance of a trial setting
or pre-trial conference will be by a written motion
with notice to the other parties, supported by a
written affidavit or declaration.

3. A settlement conference will be hela three weeks
before each scheduled trial.

The new procedure is expected to eliminate the present con-
tinuation of six out of ten scheduled trials. And the com-
bination of a settlement conference three weeks prior to a
certain trial is expected to increase the number of cases
settled. :

-

B 4 Court Time Coordinator

Assign to the Court Administrator the task of coordinating
and minimizing dead court time.

Visitors to courts often express dismay at the number of
empty courtrooms. This is due, in part, to last minute
settiements and shorter-than-scheduled trials. If someone
could keep tabs on the availability of courtrooms, this

dead time problem might be resolved.

It is proposed that the Executive Committee designate the
Court Administrator, under supervision of the Presiding
Judge, as Court Coordinator. His new duty will be to arrange
use of court resources that become available through a
shorter—~than-anticipated disposition of a scheduled case.

C 1 Coordination of Judicial Vacations

Give the Court Administrator and Presiding Judge authority
over allocation of judges' vacations and time spent at
conventions and conferences.

Traditionally, judges take their vacations at approximately
the same time each year. Attorneys, realizing thiat most
judges are away, likewise take their vacations at these
times. The results are several weeks of minimum activity
in the court. '
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With the goal of maximizing the use of all available judges
and attorneys, it has been suggested that the Court Adminis-~
trator be given authority to determine when judges may take
their vacations and have days off-for conferences and conven-
tions. His decisions would be made only after comsultation
with and approval by the Presiding Judge.

C 2 Unification of Courts

Adopt official position in favor of legislation to unify all

local courts, unify county/city/district attorneys, consoli-

date the positions of clerk and bailiff, place court-related

duties of the county clerk under the court administrator, and
shift costs of financing to state.

The Executive Committee has accepted an invitation by the
State Legislature to send a representative to testify on
SB 1. The bill has the following provisions:

1. Unify all justice, municipal, and superior courts
into five judicial regions. Each region will have
an Administrative Judge appointed by the Chief Justice
of the State Supreme Court;

2. Consolidate the functions of bailiff and clerk in
the new system;

3. Place the court duties of the County Clerk under
the Court Administrator;

4. Unify the offices of city, county, and district
attorneys for each county; and’

5. Transfer all costs of court administration to the
state except for capital costs for court facilities.

The committee has appointed a judge not presently on the

committee to present the court's position, and it must now
decide whether to support the provisions of the bill.

C 3 New Probation Policy

Sentence all first and second offenders to probation (except
in murder cases) pending action by Board of Supervisors to
improve jail conditions. ' :

The County Jail was built in 1910 for a maximum capacity of
300. It now holds 710 inmates on an average day, and last
year had 36 reported forcible rapes, 10 murders, and 17
suicides. The Board of Supervisors has promised to alleviate
this condition for several years but nothing has been done.

~-3]~

It has been proposed that the Superior Court adopt a policy

of sentencing all first and second .offenders to probation
(except in murder cases) until some action is taken. The
Executive Committee must vote on whether to issue a policy
order to all Superior Court Judges encompassing this proposal.

D 1 Computerized Calendaring Systenm

Issue before Board of Supervisors: Request of County Clerk
for funds for a computerized calendaring system in Superior
Court. It has been suggested that computerization of the
court calendaring process would save much time that is
expended under the manual method. Others have claimed that
computerized calendaring enables each court to be occupied
100%Z of the time and provides valuable management information.
These claims have yet to be substantiated in existing systems.

The County Clerk presently has responsiblity for the court
calendar. He has requested funds in mnext year's budget to
provide for a computerized calendaring system in the
Superior Court. The request does not specify the type of
system to be used, its on-going costs, or any court controls
over the system.

D 2 Information Program

Issue before Bar Association: Request court to set up

.centralized information and education service in the Court

Administrator's officez.

Many judges and court personnel often complain about unpre~-
pared and ill-informed attorneys who waste valuable time
and add to ‘the problems of delay. Some members of the Bar
believe the proposed information system will speed up the
court's. work by disseminating, through special notices and
legal publications, information about court innevations and
changes in existing procedures.

Creation of New Issues .

-~

The following procedure is used for placing new issues on

the agenda.
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1. Any player may write a proposed policy on a form
supplied for that purpose.

2. The author gives it to the norming board (see later).

PROPOSED POLICY

3. The norming board determines: Policy Statcmeat:
¢ .
a. Whether the policy is normable as stated (if it ..
is not, the policy author should restate the .
issue). o
b. The historical propensity of the issue to pass
® or fail. ®
' Background Information (Optional Section):
4., Norming board gives the mnew issue to the director of-
the policy negotiations game. :
5. During the end-of-round activities, the game director
® assigns an I.D. number to the issue and posts it. ®

6. The Executive Committee members and extermnal forces
may then allocate influence to raise the issue to
a vote or to keep the issue off the agenda.

Role of Policy Author:

Date:

L _ '
i Historical Propensity (Assigned by Norming Board):
ID No. (Assigned by Come Director):
¢ ®
Disposition:
i
Posted for agenda consideration ! R .
¢ ® | ' T
Not normable. Returned by norming board | |
Returned by Executive Committee for clarification
® \
- . -33~
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Game Play Sequence

The play of the game requires the allocation of the limited
resource of influence. Each of the judges, including the presiding
® judge, begins with a certain amount of influence and, a specific

amount of authority (prestige) is granted him by the trial judges.

Throughout the game, little cylindrical -pegs represent units of

® influence. The prestige levels relate to the odds of being
reelected through the roll of a die. The Court Administrator's
authority level relates to the odds of being retained in his position.
@ .

The Executive Committee members distribute their influence
pegs on their own individual boards illustrated in the enclosed
photograph and schematic. They can do the following things:

i

1. Vote for or against the issue which has been brought

up for consideration in this round. .
2. Allocate influence to raise other issues to a vote

or to keep other issues off the agenda.

® |

- 3. . Allocate influence to increase thelr prestige amongst

their constituency.

4., Store influence with external forces.

‘ A R
' In order for an issue to pass, there must be at least twice
as many influence pegs cast ‘for it as against it. A similar ratio
.is required to defeat an issue and all other ratios result in-
e . : -
tabling the issue.
. .

~35-
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The external forces have their own playing boards but these

t
- .--n.-n-p—u—&-—m-—ghb—-—l’-‘-—n—-—m-‘—.——qm*“——--—n————ﬂ—dﬁmnb——uN“—ummﬁu—M.‘wﬂh——qva"n—--.—o-~—<wﬂ—4—-¢‘u|"n } o

@ are different from those used by the Executive Committee.

SCHEMATIC OF THE PLAYING BOARD
: cyn .- 0% lan

Sron PR These individuals receive a certain number of influence nubs
EXECUTIVE COMMITTEE JUDGE

1

(usually 3) at the beginning of the play session which they can

————— — w—— —— ——— o e . 2t e o e 4 - . —————— O L e

o . ‘
. , : - : ) : ® use in the same way as Executive Committee members. In addition,
. they have storage blocks where committee members may store
influence nubs for use in the future. These nubs can be allocated
° . _ | .
e - . : . for votes on issues on request of.-the storing party or they may
' . ' . be confiscated by the external force should he feel neglected by

M i
-

the committee member.

° -
A o . . :
Finally the external forces have a number of block delay
r ; nubs -wvhich can be used to delay implementation of issues.
Lor : against your
issue issue : prestige
i
i
® R ‘ ~ exert ® ’
. - . ) inlluence
! ' PLACE GRAY DOARD e L “thie i
HERE external
force
® ®
i :
® o
To try to pel an Looue on t he '.(.; owl.:;.“);wl}‘r;ﬁ-'»E(-;_.;.;.'l;-‘z‘n b (; 11_;1-;2*(-') f}'_i l.l(‘ .
agenda, put pegs in the apenda, put pegs in the
appropriate position, e.g., appropriata position, c.g., A=l,
A-1, C=5, ctc, ) C~5, ctc, '
® : _— ® ‘
~38-
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o . ' ' These external forces can perform activities 1 through 6 by

________ o e e e e e i e e e e e e e L D L e s e | ()

placing influence pegs on their own playing boards.

SCHEMATIC GF THE PLAYING 3QARD ' ' ‘ 1. Exercise influence for or against the issue under
OF AN EXTERNAL FORCE . sl consideration in this round.
® e s indebatntnbiiintb - e e LGl ——— | @ - 2. Allocate influence to raise other issues to a

vote or to keep other issues off the agenda.

3. Allocate-influence to increase their prestige
amongst their comnstituency.

. i
‘ , - ' e 4. Allocate influence to bolster the prestige of an
Executive Committee member.

~— cumnlativa 5, Trade white influence pegs for red ones to decrease
personanl the prestige of an Executive Committee member.
9 . ' - ‘ presiipa
' atoraga o 6. Decide, if the issue under consideration in this
) round is passed by the Executive Committee, whether
they have the power to delay implementation. If any

. , : _other external force also has the power, you may need
e . ' . _ ' _ to persuade that external force to cooperate in your
gﬁ‘“““c“ ' L ' effort to delay implerentation.

—

(O
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Fantah-
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ment

Judge
A . issue, a number of interactions are possible and indeed desirable.

During the total round devoted to a consideration of this

®
~ : “{m?ﬁ o These include the following:
! ' ol --t.he-

] 1 : . . N . " »
FW“' Executive Committee members may discuss the issue
Judge and future issues, among themselves. ‘

Clned o

(n(:u't;-'l ;.b Ce ‘

® X ‘ PY ECM's may discuss the issue and future issues with
Avant- the external forces individually or by inviting

' ' Cardn appropriate external forces to a Committee meeting.

Judpu
EF's may want to assess the impact that future
issues will have on their agencies.

""'L.l s UAT“" . S

’
NLUYPIRS

. .
.

Any EF who then wishes to present his point of
view in a Committee meeting should be allowed a
few minutes to do so.

for arainnt prestipne
Lssuo Llooua of exce
cotm nanb, ) ECM's and external forces may visit the court process
® B board, confer with their staff members about problems
in the process, and formulate policies that will solve

@ the problems.




At the end of a round, the game director performs a number
of different activities.

1. Game director (GD) tallies influence which has been
allocated to increase prestige of ECM's.

2. GD tallies influence which has been allocated for and
against bringing agenda items to a vote.

3. GD tallies influence for and against the issue voted
on during the immediately preceding discussion round.

4, If the issue passes, the norming board reads the effects.
Rationales will be presented during the debriefing when
there will be time for discussion.

5. Any player may challenge the norming at any time before
the end of the game-playing session by writing on a
pink. challenge slip his name and the identifying coordin-
ates of the issue. .

6. The ECM's transfer to the EF's the influence they wish
to store with them. .

-

7. Any new issue to be introduced must be ready for posting
at this point, i.e., the norming board must have approved
the wording and determined a historical propensity.

8. The news media announced all items that have, by this
time, been normed and paid for (see later).

9. A new discussion round starts when the GD distributes

influence to the ECM's and EF's,

External issues can be placed on the agenda by the external
forces. They can be influenced by‘the five Executive Committee
members; but the Committee does not have the final, sole decision
on them as it does on the internal and process issues. The external

issues are subject to approval or rejecﬁion by a larger community in

something like a voting procedure,

-41-

Elections

The elections take place at regular intervals as decided by
the game director; The election of the Policy Committee centers
on two key components of the game: 1) the level of prestige
each of the policy members has with his constituency; and 2) the
lovel of support he has with the other role players in the game.

A combination of these two variable constitutes his defeat or

reelection according to the following formula:

Level of X% of Total No.

Prestige (%) plus of Game Players

1l or 17% plus 847% or X votes equals

2 or 347 plus 67% or X votes equals 1017

3 or 50% plus 51%Z or X votes equals needed

4 or 67% plus 34% or X votes equals to be

5 or 84% plus 17% or X votes equals reelected
6 or 100% plus =~ 1% or 2> 2 votes equals

For example, a player at level 4 (which represents a 67%

chance of being reelected) in a game with 25 players needs 9

.players votes (which is 347 of the player electorate) to be

reelected. A player may not vote for himself and a player at
level 6 must receive at least 2 votes go provide some change
factor in his reelection effort. The theory of this election
procedure is one which recognizes the players ability to build
his prestige by voting on policy according to his constituent's

needs, as well as, through his behavior in gaining support

from various other role players.
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News Stories

Any player may requesit the news media representative to
announce a news item, or the news representative may develop a
story‘on his own initiative. The media, however, must pay the
director of the policy negotiations game one influence peg for
each item to be announced.

1. The news story must be written in a'few sentences. .
on the form for that purpose.

2. The media representative takes the story to the
norming board.

3. The norming board assigns a number to the story
and determines the impact of the story on. the
participants and on the court process.

4. The norming board gives the completed norm sheets
‘and news story form to the director of the policy
negotiations game.

5. The news media representative pays the director
of the negotiations game one influence peg to
make each announcement during the end-of-round
activities. '

Anlexample of a newspaper headline is.given below together

with a ratiomale for the impact which might be expected from

its publication.

NEWSPAPER HEADLINE #3

"PERSONAL INJURY TREADMILL GROWS"

A study just completed by thekLeague of Women voters indicates
that it is taking longer to try personal injury cases in Superior
Court. The study found lawyer's fees increasing while the’number
of continuances granted per ecase has risen én average of 6% each

year over the past 3 years.
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RATIONALE

This kind of headline would reflect poorly on the leadership
of the court and on the Bar Association. The result would be calls
for immediate steps to remedy the situation which would increase

the propensity for passage of many related issues.

A




The Norming

The three members-of the norming board are responsible for
dec1d1ng the effect the passage and/or failure of issues W1ll
have upon the total arena, i.e., both process boards and the
policy environment. This role is an extremely important one as
it deals with the most central iésues of the court's operations.

As such, the players have heavy responsibility not to be frivolous.

In return they get one of the best learning experiences for a

-

future administrator. -
The game creators have normed the results of passage or

failure of the policy issues originally supplied‘to tge policy

board. An example of this work is supplied for the policies

A-1, Establishment of a Conciliation Court. Similar profiles

have 'been established for each of the priming policies.
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INTERNAL ISSUE

A - 1 (N)

CONCILIATION COURT

It is estimated that ome-half of all dlvorce Judgements
might be avoided if the parties received counsellng A
proposal is before the Executive Committee to have the Court
Administrator to set up a Conciliation Court which would be
supervised by .the Presiding Judge.

In general, a Conciliation Court consists of marriage
counselors employed by the court to help resolve the problems
which lead to the filing of a complaint. ihe_paxties are
ordered to Conciliétibn Court if, at their first court
appearance, they express willingness to undexrgo counseling.

The case is then postponed pending outcome of this altermative.
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ISSUE A 1 RATIONALE (CONCILIATION COURT)

Court Administrator (P -+ 1, I + 1) - The Court Administrator would

benefit from passage of this issue because he would be given the

responsibility of administering this new decision of the court.

Presiding Judpe (P + 1, I +1') - Although the Presiding Judge would
probably remain neutral on this is;ue qnless there was a domestic
relations casgload crisis in the court, its passage, by virtue of
its adding'to the scope of his overali authority, would add to his

influence. The court's willinzness to provide conciliation counselors
3 P

to the public would increase the P.J.'s prestige.

Establishment Judge (P2 - 2, I - 1) -~ This judge's constituents want

-

morevjudges rather than marriage counselorg. -They do not believe this
function belongs to the courts. They do not want needed resources

put in arcas other than those that will immediately benefif them. The
defeat of his strong stand here would severely hurt his chances of

re-~election and reduce his influence.

¥Middle of the Road Judge (P + 1, I +1) - Being well-aware of the crises in

judicial administration, this judge and his constituents are willing to
try new approaches and would probably favor a trial run of a coancilia-

tion court. Thus its passage would add to his influence and prestige.

Avant-Garde Judse (P -+ 1, I +1) - This judge and his constituency believe

the court must help resolve conflicts in any way possible, including

through a conciliation court. He would argue strongly for its establish-
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meat and would take most of the credit for its passage.

Suncivisors' Court Analvst (P - 1, T ~-2) - Given the additional

resources necessary to establish the new court, the Analyst would strongly

lobby against this issue given his job of keeping growth at a minirun.
1. r <« . 3 - 4 . ‘
The passage of this issue would cast serious doubt on his ability to

convince the court of the need to hold down spending.

PENSITIES

-

A 2 Lcpal Rescarch Assistant (1 R) - With the amount of resources necessary

to establish a conciliation .court, this issue, as well as others, would

probably have to take a lower priority for a while.

B &4 Court Time Coordinator (1 W) - Conceivably, fewer divorce trials

would occur with the passage of this issue, thereby increasing available

~

judicial time and creating a greater nead for a Cour

Tine Coordinator.

rr

5 2 Pool Table (1 R) -~ Sce A 2.

C 2 Unification of Courts (+ 1 W) By passing this issue, the Executive

Committee indicated that it is in favor of a flexible court structure
capable of dinitiating change. It may thus be an indication of things to
come, particularly the backing of a complete renovation of the judicis

I,
Sys Wil w

C 3 New Probation Policy (% 1 W) ~ A Conciliation Court represents a

concern for what are essentially social problems. The court appears to
be recognizing that it cannot ignore the social implications of court

actions and must play an active role in relevant areas. What happens to

a man in

(AN

ail represents one of thése social areas which may be positively

affected by passage of the Conciliation Court.
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(Pass Propensities Continued)

‘

7 7 £ oy b . F4x) ‘ . ’
D 2 Information Program {+ 1 W) - With more innovations occurring, this

kind of program would 1 £ i i
‘ program 1d be of increasing relevance and.have a greater

propensity to pass.

TAILL

“Zo

Establishment Judge (P + 1, I + 1) - In light of his constituency's

T

raditional resistance to most changes, the failure of this issue would

2.

efinitely enhance this judge's prestige and influence.

Avant-Garde Judge (P - 1, I -1) ~ This judge's-involvement in this

issue would be great enough that he will lose some support from his

constituency if the issue fails.

Supervisors' Court Analyst (P + 2) - Since the analyst's main job is to
hold costs down, the failure of this issue would be a big boost to his

prestige.

Note: Bar Associlation's interest would depend on actual purpose of
3

Conciliation Court which are not stated here; i.e., it might support ox

oppose it depending upon its potential effects on attorney incomes, etc.

PENSITIES

lure of this issue may

e

C 2 Unif f Courts ( 4 1 R) - The fa

}J-

.cat

s

ol ©

v

indicate a strong cconomy move or a vote for the status quo. In either
case, the large scale changes required by unification would probably gain
a negative historical propensity under these circumstances.

B

robation Policy (+ 1 R) - Many judges believe that the courts

o
L
v
[
bl
)

cannot tyy to tell other government units how to behave or txy to regulate
how society treats dcfendants; Those judges of this persuasion likewise
believe that family matters should be treated by the court only in the
context of a formal divorce case. Their vic% prevailing on the Concilia-

1.

tion Court would indicate a negative historical trend for this issue too.
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New issues arriving at the norming board eithef from the
Executive Committee, the external forces or the press are first
screened to ascertain their normability as stated. Once the issue
is accepted as normable, the norming panel has at least three
game rounds to decide what thg impact will be if the issue passes
or fails. In addition, ‘they will'be Vorkingfon‘all issues that
are brought to the agenda in order to have ready an impact
statement once an issue is resolved.

In some cases, however, they do not have the same notice of
the need for norming. In those cases when negotiation at the

committee results in a modified issue, the norming board receives

-only one game round to calculate the impact. Thus, the committee

may agree to pass br fail a modified issue.. They handle this
by delaying the vote until next round while they go on to résolve
the next issue on the agenda.

The norming board norms issues by filling.in the two forms
supplied for that purpose, One-form addresses the impact on the
process boards and the other form addresses impact on the policy
arena. GCopies are enclosed.

Division of work is the responsibility of the members of the
norming board. They may agree to speciaifze on particular types
of issues or deal with issues completely on a random basis or
as a group. Whatever the method of choice, this group must be

ready to announce the results of policy decisions at the end of

each round.
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Total Game Summary

Game Introduction. Introduction to the game play is an

important cdmponent of a successful exercise. This is especially
true when one is trying to learn about a systeh as complex as the
court system. Consequently, we have been expérimenting with the
best mode of presentation. In doing so, we have been guided by
the following principles:

1. That the participants have an opportunity to choose
their own roles and to think about the type of
relationships they will have and the issues they
feel strongly about.

2. That the participants bagin to play the game as
soon as possible using the minimum amount of in-
formation about the game mechanics. They would
then be exposed to the increased complexity of
the game once they understood the basics and.were
able to cope with the increased complexity.

Game Play. We have found that at least 3/4 of a day is
required for a good presentation of this game. Of this time,
approximately 507 is spent in game play and the other 50%
is spent in debriefing the play. In addition, it has proven
important to arrange for at least 4 rounds each day and preferably
double that number. In this way, the process boards quickly
discover the type of problems that befall them and the policy
board begins to feel the pressures of decision making under time
pressures.

At the present time, each game board plays on its own time

schedule; although, we do encourage the players to complete

roughly the same number of rounds at each board, It is important
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that the policy board ha#e a short period of time (5 minutes) for
accounting purposes and interaction bet&een ttie boards is curtailed
at that time. At all other times, discussions between participants
is possible. At the end of the policy round, the play is stopped
for anunouncement by the norming board of effects of changes.

The play of c¢he game is préferaﬁly dealt with by having a
game director at each board with an overall director guiding the
total action.

Players receive feedback about how well they are playing the
game in several ways. They can see the affects of their decisions
on the court process boards; the Court Administrator at the Execu-

tive Committee table and his staff at the process boards function

N

as a team and share the points earned at the board for reducing
delay; similarly, the judges at the table and the assignment judges
at the boards function as a team with a common goal apd comm;n
score. From the point of view of the individual player, there are
several alternative ways of considering a game a success. He may
consider himself successful if the issues he wanted to see passed
were in fact passed, and those he wanted defeated were defeated.

He might consider himself successful if.his influence had increased
during the game. A judge might consider a rise in this prestige

level as an indictor of success; the Court Administrator might look

upon increased autherity as a token of success. Or a player might,

if he wishes, think of reelection or retention of his position as

the only measure of his success in the game.
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The use of a policy negotiatibns game model not only prompts
students to practice the negotiation process, but élso requires
them to examine the substance of many kinds of issues pertaining
to court administration and to the consequences of their policy
decisions. When an issue 1is votea upon, its passage or failure
affects many other interrelated elements in the game, The initial
issues on the agenda have been normed in the game director's matrix
so that after the'VOtes are tallied the consequences can be read
ocut and the game pafameters adjusted.: This emphasizes the com-
plexities of the relationships between internal and external issues
and the court's processing of cases. Norming also detérmines the
influence on the political arena. The propensities of other issues
te pass, probability of reelection o% the judges and of joﬁ
retention for the Court Administrator, prestige_and influence levels
of the Executive Committee members and the ;apacity of each ex-
ternal and societal force to exercise influence are all addressed
in this process.

It is important to point out that the game is designed in
such a way that the initial format is nothing more than a starting
pecint. It is intended that the game will change with time and that
it will be not only an opportunity to experiment with different
policies and procedures but also a way to colléct more and more
sophisticated information about the way fhe court actually operates

in practice.
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It is also important to us that the students themselves get
the opportunity to decide on the direction of policy changes and
the results of these changes. This is because students learn
be;t when they feel a need to learmn. This game is designed to
expose them to steadily increasing degrees of complexity as they
feel comfortable with it. This way it shguld challenge them
over a long period of time. in additio%, it is fair to state
that the state of the court is such that it is presently impossible
to lay out.in detail how an efficiently operating co;rt should

be running. The situation will vary tremendously depending upon.

the myriad of factors in any one court.

Debriefing. Debriefing is a tremendéusly important part
of this total exercise and as such, generally should take as long
as the actual play. This is the time when discussion and analysis
of the court system takes place.

This session is generally handled by the game director but it
has proven extremely valuable to have one or more experts present
during game play in order to explore one or more of the areas in
detail. This emnables the‘discussion to emphasize and deemphasize
specific areas in order to cover the variety of important practice
areas while still relating the discuséion to the framework of.the
céurt system.

The game director guides'the discussion into major areas of
importance by asking the participants about what happened during
their play of the game. These areas could relate to the action

of a process board, the type of behavior exhibited by individuals,
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the interactions at the policy board, the substance of the policy , I
proposals, etc. This discussion is also an opportunity @
to discuss less tangible value oriented issues which generally are

difficult to game. For instance, we have no-individual cases in

this system and mény decisions in the real world relate to specifics L
of a case. How is justice represented? What happens if judges make
devisions based on the desire to maximize their golf time rather

than solve court problems? What happens:Hffhg DA decides that ®
he wants to clog the system either to insure his reelection or as

a tactic to bring about change?

At this time, the gaﬁe players have an opportunity to challenge “ °
the norming decisions made during the game. This not only supplies
a fail—éafe mechanism to prevent irrational norming boards‘from
destroying the game but also an opportunity to discuss in defail

the complexity of the interactions involved in court operations.

In some instances, the game director will have presented in-

basket tasks to game players which will have had to be accomplishgd g
during thé day. These works can then be presented during this
debriefing period. In some instances, this can be made a major
activity in the form of a STEP (Supplemental Training Exercise ¢
Program) whereby the players step out of the main game to take
time to practice particular skills. For example, the Court Admin-
istrator and Presiding Judge may receive in their in-baskets a ¢
request.to be interviewed by a reporter from a local television
station. Video tape can be employed to gecb?d the interview and

L

‘58—

- deal in more detail with the issues brought out by the game.

provide feedback to the students on how they perform in such

N

situation. Court budget preparation and staff reorganization are
other examples of exercises for functional skill development.

We anticipate that we will utilize this debriefing session in
the future to supply manuals of articles, references, etc.,, which
These”™
manuals are presentﬂy'under development: In addition, we hope that
the students themselves will be aiding in this development by
choosing a topic for their public administration research assign-

ment which relates directly to the problems in judicial adminis-

tration brought out by the game.

Termination. At the end of the day, the status of the
various boards is reéorded on a form designed for that purpose.
This enables us to begin the neit round without the risk of loss
of continuity. |

The game directors also meet after the session and record in
a manual the history of what took place during that session and

changes (if any) which resulted. In this way, we hope to preserve

a total history of the game.
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Conclusion

In describing this gaming-simulation, it is important to point

out that our goal is to rapidly transmit the true mature of court

administration to the participants. The game has no meaning in
its own right. It can be viewed more as a language or means of
communication about complex systems and_it will be successful only
if it transmits a truer and far faster understanding of the system
than can be conveyed by more conventional means. We believe that
this game is already successful by those measures. We hope to
make it even more so.

In the coming year, we will be refining the procédures presently
utilized in the exercise. Special attention will be p;id to ?he
attorney pay-off matrices, the methods of introducing the game and
the integration of.the game with the subject matter of the courses
through the chance cards and research assignments.

A number of other process boards will be created reflecting

-~

the opérations in juvenile, personal injury and other specialized

departments.
A history of the development of the‘game over a one year
period will be produced and manuals of materials dealing with

significant administrative areas will be developed.
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Qﬁ Ivaluations were ever completely handled bv having entered in one end and
® ' : come out the other. Thus, I came away with the impression that the
' students did not really cxperience the effcctive and ecfficient
processing of cases from the time they appeared on the docket until
they were completely resolved.

The gaming-simulation had it's first full-scale test run during the
13th and l4th of June 1972 at the Institute for Court Management in Aspen,
Colorado. The participants were the 4th class of the Institute and the

] sessions were observed by an expert in gaming-~Dean Arthur Mason, Jr. of Over the years, I have had the impression that too often those
® the School of Business of the University of Denver. ® "running" the game bhenefit from the confusion and frustrations of
‘ students more than do the students themselves. However, the game
Dean Mason has produced an evaluation based on his observations. In is for the bencfit of the participants; therefore, precaution
addition, the participants were asked to complete a questlonnaire at the . ' should be taken that they do gain an e;perience within all the

end of the session and the responses were summarized, Finally, both the

. . . objectives of the ganre.
director and assistant director of the Institute submitted comments.

2. Briefing of participants on all features of the game needs to be
improved before actual "play" takes place. At the Thursday morning
session, the first "play' would have been much more effective
had there been previously a detailed briefing of the participants as
to the nature of the game, how the game is to be played, the
significance of cach of the rules, and the need for the participants
to understand the rules before play begins. This can often be done
at a separate session duving the evening prior to the actual play.
Following this session participants can meet in small groups to
discuss the actual play itself. Another and related approach is
to have the partilcipants completely review the board to understand
how the movement of pieces takes place. In the same way, I have
seen games which allow a set of "free" decisions. With this approach,
the entire team goes through one decision process on a testing basis
with the results of the decision having no effect on the play when
it formally starts.

A) Dean Mason's Assessment

For a game that is so relativ=ly new (less than a year old), the

. authors and creators have made tremendous progress and should be
® . congratulated for the achievements as of this date. The concepts
and purposes of the game are sound and reasonable so that persons
interested in the ficld of Court Administration have an opportunity
to gain significant insight into, experiment with, and enjoy a
learning experience in court management. I hope that the authors
and creators are able to gain the additional financing to continue
to build the game and improve its effectiveness even more.

My remarks are intended to assist in the further refinement of the
game to make 1t more effective and to increase the total experience
of the participants. They are not intended to be dercgatory in

any respect. As mentioned earlier, progress has been made in the
relatively short time that the authors and creators have had in
developing the game. '

3., A workshect for cach participant needs to be developed. A great
deal of time was spent counting the cases in process right before,
during, or after a decision. For example, in the family court, cach
of the three law firms counted its cases at each stage, then a court
administrator would count tle cases at each stage In the process
during cach period of play. It would scem to me that a worksheet
could be developed where this information could be kept on a flow
chart, so that each participaat always knows exactly where his or
her cases stand in the overall process at any gilven time.
This problem occurred in the criminal court, also. The district

° attorney would count all the cases, then the public defender:

would count his cases, the court administrator would count all the
cases, and each law firm would count its cases. The play of the game
could be speeded up significantly with appropriate worksheets so that
at a glance each participant would know the stage of ecach of his cases
and could morc effectively plan his actions in processing cases
through the system.

1. One of the significant copportunities offered to participants is the

experience of moving cases through the court system. This, in my

® estimation, is a very valuable learning experience. My observation,
in this one instance, was that this aspect of the game was somewhat
lost in the complexity of all the other factors invoived. This
comment does not suggest r'.at the court system is not a complex one,
bur rather there should b¢ a vay in which these complex factors can
be controlled during the carly stages of the game so that the students

® can have a greater opportunity to see cases flow through the system,
ways in which to improve the flow of cases, and deal with the complex
issues involved in the process. A very few cases, in this instance,
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The in-basket cards in general contained '"negative" news and

created another hurdle for the participants. This is not entirely
unrealistic, but there are times when a bit of '"good" ncws for

the participants might bolster their morale and build a little more
enthuslasm for the game. In other words, when the participants

were already having difficulty in moving the cases through the
system, an in~basket card more often than not crecated another hurdle
to slow up the process, rather than encouraging them to find ways

to be more efficient and more effective,

If a worksheet could be developed so as to permit each participant
to understand where his cav:s are in the process, one could gilve
to the "referees' greater control of the game and perhaps even set
up a system of times for decisions, For example, once the cases
have been put on the docket, then the first party could have five
ninutes to make decisions, the third party could have five minutes
to make decisions; the next five wminutes would be used to move all
the pegs and to score the decisionj; then the final ten minutes
could be for general policy discussions. This time schedule also
would minimize all the extrancous debate and discussion which takes
place and would require the participants to concentrate further on
the processing of cases while considering the external forces that
affect the processing. :

Again, to assist the participants to better understand the system,
how the system can ba improved, how the system can be used for
cfficient, effcctive use, a program needs to be developed to allow
the participants to acquire additional resources or improve the
system. Althouzh the "real world" operations are cumbersome, the
learning experience of the game may be improved significantly by
letting the participants use a "simplified"” process to gain the
resources at this early stage of their education in court management,

The norms to be used in the game need to be developed as vapidly as
they can. I am fully aware of the problems involved in this '
process so the comment should not be considered a criticism. The
reason I emphasize this is that several of the participants indicated
to me that the '"norming' board controlled the game. I do not believe
this was true. On the other hand, if the participants do ecxpress this
kind of concern it can affect their attitude in playing the gane.
Also, several of the participants commented to me that they felt the
"norming" board's decisions were often arbitrary rather than based

on fact., This latter criticism probably has a degree of truth and

as long as the concern cxists it can affect the role of the participants,

Several of the participants questioned the use of the County Clerk
in the game. They indicated to me that the County Clerk had little
to do and, therefore, the participants ia this role became observers
of the game only. I am not sufficicantly familiar with the court
system to judge the validity of this comment so merely pass it on to
you for your evaluation. ‘
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9. The remaining comments deal more directly with the use of the

game at ICM only:

a., Smaller groups would be more meaningful to everyone and
involve more people in the game. In several instances
when two "administrative judges'" were assigned to a court,
one judge became an observer while the other actually
played a role., Similarly, this was true in several of the
law firms where one person assumed the responsibility
while” the other observed,

b. The group necds to be spread out into several rooms so
as to reduce the noise level as well as to permit the
participants to concentrate on their particular role
rather than listening to other roles at other locations.

c. It seems to me that one debriefing session at the end of
each day 1s adequate, rather than two per day. The
debriefing sessions are always good, but by the time
we got to the end of the second day the debriefing sessions
were not contributing significantly to the total objectives
of the game. Also, they take time away from playing the
game which is the major activity for the students. TFinally,
a questionnaire should be given to the participants at the
end of the game for thelr reactions, which should suffice as
one part of the debriefing.

Student's Evaluations

A questiomnnaire was indead submitted to the students. The results
follow, but they were mnot uscd in debriefing.

QUESTIONNAIRE

(3) On the basis
in general has value

do you believe that the technique
7 tool for court aduindstration?

14 rcplies-~YES
4 veplies—--DEFINITELY, YES

Excellent. It shows the interdependence of the various sub-systems in
the justice system; the difficulty of effectuating change; the political




'(3) continued - On the basis of your expericnce, do you believe that the

technique in general has value as a teaching tool for court administration?

realities; how change in one area has an effect on other areas, even
unforseen comsequences.

Yes, but limited.

Yes, but Bar Association was perhaps the least interesting because of a lack
of-a civil litigation board.

Yes, actual situations occurred.
Yes, despite no experience.

As a general tool in showing any system, it is useful; however, as a tool
in court administration, this process may be too general since each court
system rcacts differently.

Definitely. I suggest however that you allow the roles to be expléined well
beforehand as well as setting up some few guidelines.

(3) - 1 - The Total Game

12

10

m'FimZO"ant!ﬂPd
(=2

0
Very Successful 1 2 3 4 5 6 Very Unsuccessful

RATINGS

.
T S S T ] Bl
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(3) -~ 2 - Policy Negotiation

12

mt‘dmZO"dtn[ﬁ.W

10

0
Very Successful

1

3

4

RATINGS

(3) = 3 - Fomlly Process Boaxd

“urln2Zo0oNN v P

Very Successful

2

0

6 Very Unsuccessful

[t

1

2

3

4

RATINGS
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. (3) - 4 - Felony Procrss Board

* °
12
" R 10
® E @
S 8 .
P
0
N 6
I. S
E 4 — ¢
S
2 ;
° ol : ]
’ Very Successful 1 2 3 4 5 6 Very Unsuccessful . o

(47 What aspects of court administration were comparatively well brouzht
out by the gaming-simulation?

® Appreciation of external agencies within the whole system that

uuderscores neced for C A to know, and develop communication with., Lawyers ®
views on approach to felony court. Courl sphilosophy in analyzing critical

decision points and resocurce allocation--and the need to clarify its mission-~-~
quantity/quality.

) The fractionalizastion of the various componcnts (both internal .and
external) of the judicial community.

(Response, "See 3 above'): "Excelleat. It shows the interdependence of
the various sub-systems in the justice system; the difficulty of effectuating
change; the political realities; how change in one area has an cffect on
® other areas, even unforseen conscquences', also -~ seemingly good changes may ®
have bad comsequences.

Disposition of cases -~ how cases are scheduled - the part that the court
plays in disposing of cases and also attorney's part. How backlog can occur

cduc to fault of court and also attoraneys. Also brought out if a judge is '

inefficlient and does not know what he is doing how he can really foul things @

up. The part that I played was the perfect example of the aforementioned ,

statement as to what happens when one does not know what he is doing. .
e -68-
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(4) continued - What ap
(23

ccts of court administration were cowmparatively well
brought out by th a

sect
gamino~simulation?

Intra-personal relationships.

Compronise, negotiation, and im-patiently patient attitude.
The interrelationships.

Complexity. Competing values. Vastness of the system.

The interaction of external forces in administration of Justice was
well brought out,

Vast amount of inputs into the system.

1. We were able to obtain a perspective view of the total system dealing

with felony cases. 2. We were able to determine all the points in the
felony process system where backlog of cases built up and categorize reasons
for these backlogs. 3. Personnel involvement in the everyday functioning
of the court (i.e., the attitude of the personnel (players) often affected
various aspects related to job performance. This attitude indicated that
other factors such as soclal/professional status and other psychological
forrzes also affect the workers (players) performance aand behavior.

Pressure of administration.

None that I was aware of. The participuants were not aware of the role
of the external forces in the real life situatien.

Congestion. Interactien with attorneys. Difficulty in obtaining
¢hange.

The various areas of conflict and self interest within a criminal
justice system.

That there are no black/white answers, no pat solutions.

Lack of communication, lack of planning, self interest rather than
system goals.

Pressures brought to bear on administrative assignment tasks.
1. The difficulty of getting anything done.

2. The difficulty of making yourself heard.

3. The indiffercnce of otaers.

4., The wmany possible alternatives to processing cases.

S. Tae fact that every solution has a problem.

Improving overall system.

Initiation of changes.

The purse strings are the power.
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1. Complexity of process

2., Diversity of interest

3. Modes of management behavior

4., Difficulty of acclimation in a new environment~-need for information.

Production of cases.

1. The complexity involved in running a justice system. 2. The Lack of
communication between participants In the system. 3. Insensitivity of
participants for the problem of other participants.

An appreciation of the various forceé involved and the intefplay of
saume, .

1. Total interdependence of all units.

2. Total chaos if communication is not frequent or exact. :

3. . Necessity of knowing where you've been and are as well as where you
intend to go.

4, Extreme slowness of all reactions.

5. Ombudsman~-type role administrator must play "all things to all men."

1, Association with judges

2. Impossibility of immediate change in major policies.

3. Realization of the extent a Court Administrator's hands are tied
in the actual renovation of an absurd system,

(5) What aspects of court administration were relatively neglected by the
present exercise?

1. Budgeting
2. Jurors = selection and allocation

1. True justice role (practically impossible to program)
2. T honestly think the game represented all the anguish, frustration,
etc. that exist with fow of the really significant victories.

The fact that court administration is a bit more structured than represented
by the game.

Justice,

Rules sometimes unrealistic~-in real world research available to under-—
stand variable.

Mundane cutside court activities--no policy negotiations, payrells,
requisitions, public relations, handling complaints, writing letters,
interviewing people, etc.

Other External Forces: 1. Civil Litigation. 2. Federal Court.
3. Minority groups. 4. Legislature. : :

]
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(5) continued - What aspects of -court administration were relatively

negiected by the present exercise?

Impact of public opinion,
Ability to make systems change internally without board approval. Minor
systems changes made by court rule with bar approval. :

Not- having been'exposed to the other roles in the game, I cannot comment.

The imponderable element of people.

Once we arrived at alternative sets of changes in the system necessary
to remove the backlogs, we were uncble to analyze the effects these sets of
changes would have on the performance of the Felony Process System. In
other words, we could not analyze and thea choose the most effective set of
changes before the implementation. We had to implement a wild ass guess.

Human element of real people as defendants--lack of availability of any
informztion concerning the duties of varlous boards-—-even as a new administrator
in & new locale, I can read statutes or find a structural model of city gov't.

Didn't play that role except in learning the Norming. The value is
greater in norming. I found it very close to it in administration as to
impact and decision making.

Long range planning.

Lack of motivation of the participants. For those who are naturally
self-motivated, no problem. Those whoe roles were uninteresting, poor

- dnvolvemont,

Managing theé mnundane administration chores.

(6) UWhat would you change if this exercise were to ba used again?

(1) Policy Negotiation

No input, i

Force meceting with the couterparts on the trial level.

Explain the rules of each beard to all; explain to each board the general
scope of activities of the other boards. Do this at the beginning and then
again after the first 3 or 4 rounds.

Include a "dry-run" prior to the actual game.

More systemic and formalized.
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(Gj-ﬂcontinucd - What Qoﬁlé;you change i{f this exercise were to be usecd
again? (1) Policy Nepotiation

Opportunity to experience each of the areas. I have no idea of the
problems confronted by the groups outside of the felony process board.

This procecdure was not fully explained before the start of the game,
If there is to be a time comstraint as there was in ovr game and you want

greater interplay between the groups you wmust provide more than one policy

board unless you want to limit (change) the opportunity for policy
negotiation. ' S

More time and clarification on how to use and comaunicate effectively.

Require them to be more informed as to the other court arenas or
boards.

Too large a group. h
Don't feel that I can add anything but conjecture.
Have a better explanation of the mechanics availsble,

More information to policy board so they understand they should
negotiate., ‘

More carefully defined parvameters.

Videotape segment review wanagement styles. Prepare written press
releases, '

More comprehensive explanation of rules and some practice before officially
weglaning gane.

Didn't actually serve on the board. Was zn external forca.

I think the “players" get caught up in unréslistic point strugples
detracting from true negotiation exerciscs. I also feel the players should

be directed to play their roles as written. If they don't, you'll never be
able to "norm" satisfactorily.

Time lapse should be controlled~-for instance, let each round of the

Family Law Process Board be equal to a unit of time and the policy board would
have time withia the unit to adopt policies.

There should be better briefing prior to game. The various boards should

also be isolated from the other so0 as to establich a more orderly communication
process,
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(6) What would you change if this exercisc were to be used again?

(2) Family Law Process Board

No input.

(Same response for (6) 1, 2, & 3.} Explain the rules of each board
to all; éxplain to each board the general scope of activities of the other

“boards. Do this at the beginning and then again after the first 3 or 4

rounds.

(Same response for (6) 1, 2, & 3,) 1Include a "“dry-run" prior to the
actual game,

More interaction.

(Same response for (6) 1, 2, & 3.) 0pportunit& to experience each of
the areas. 1 have no idea of the problems confronted by the group outside
of the felony process board.

(Responge, "ag above'): "Require them to be more informed as to the other
court arcnas or boards."

We were too large a group.

(Same response for (6) 1, 2, & 3.) Don't feel that I can add anything
but conjecture. :

fore resources to court,

CIRN

Insufficient data.
Did not participate ia this.

LT(Samc respanse for (6) 1, 2, & 3.) Videotape segment review management
styles, prepdre’written press releases, time order game.

1 feel this is the casiest boord to deal with conceptually. The players
had more understanding of the whole system since this board is relatively
simvle. I think I would allcw the gawe to have a bit more satisfaction
(inéividual) by allowing some way to "cut" backioz after significant steps
are taken.

(Response, "see above"): '"Time lapse should be controllcd~-fo§‘instancc,
let cach vound of the Famlly Law Process Board be equal to a unit oﬁ time and
the policy board would have time within the unit to adopt policies. élso,
it is believed that sufficient units of court time should be provided in the
beginning in order to allow the participants to get to the post-trial
procedures. .
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(6) What would you changze if this exercise were to be used again?

(3) Felony Process Board

fore time for planning between rounds. Points awarded for statistics
and long range plaaning.

We had trouble with semantics and clarification in this area with a
diverse group such as ours would be helpful. a . -

Build more conflict into the roles. The attorneys had excess resources
and spent all their time being good boys, getting their cases through.

Attorneys should not be able to see how court has allocated its resources.
There should be better briefing prior to the exercise into the game.

The various boards should also be isolated from the others so as to
cstablish a more orderly communication process. ’

Tea minute pregame briefing with a2ll participating members emphasizing
court, Configuration was subject to changes based on continuing. Do not
limit it to one change. ~ :

(Same respoase for (6) 1, 2, & 3.) Explain the rules of each beard to
all; explain to each board the general scope of activities of the other
boards. Do this at the beginning and then again after the first 3 or &
TOunds, '

(Same response for (6) 1, 2, & 3.) Include a "dry-run" prior %o the
actual game.

(Sane response for (6) 1, 2, & 3.) Opportunity to expericnce each of the
arcas. I have no idea of the probloms confronted by the groups outside of the
felony process board. '

It could be suggested to have ecach board in separate yooms.

, .
(Response, "as above'): "Require them to be more informed as to the other
court arenas or boards.'

Less resources to red law firm. I had unused resources every round but
oue, - -

B
Iatroduction of other interests, i.e., police, victim, probation officer.

.
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(6) continued - What would vou change if this exercise were to be used again?

(3) Felony Process Board

(Same response for (6) 1, 2, & 3.) Videotape segment review
management styles, Prepare written press release. Time order game.

The extremely complicated nature of this board together with an
insurtountable backlog is depressing. I think that I would begin this board
in relatively good shape so that as other boards interact the effects will
begin to '"logjan" the board. I do feel it could be a bit simplified over
its preseant outlay.

¢

(7) Vas the time allocated to playing the game appropriate?

12
R 10
E
.S & e
P -
0
N 6 :
p —
E 4 ,
.S
i
, Lo |
Not Long Enough 1 2 3 4 5 6 YMuch Too Long

RATINGS
Misc. Responses, Day and half scems just right,
Need time over great space, i.e., 4 hours per day, 3 days..
Don't know.
. If nalf day spent ia each area, time o.k.

[N
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(8) Was sufficient time speat in debriefing sessions?

10!

nmmMnZovunmx

12F

Not Loag Enough

(One Response: Yes, seemed right.)

1 -2 3 & 5 6 Much Too Long
RATINGS

(9) Vas information gsiven at the beginning of the game appropriate?

181

15

12

nmwrnZodnmE

Not Long Enough

1 2 3 4 5 6 Much Too Long

Qe

(10) Would it have helped if background information or data had been
available for use?

Yes ’ No
(1) During the game
(#i) After the game
(ii1) Before the game
AN UNSOLICITEZED RESPONSE
18
15 |
R '
E 12 | ) White = Yes
" )
P Black » No
o 7]
N
S 6_
E
S 3.
L]
] . . & l i
During.... After.iane. Before

(Two Responses: Wanted explanation of “information or data.")
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By:

EVALUATION OF THE E
JUDICIAL ADMINISTRATION PROGRAM
UNIVERSITY OF SOUTHERN CALIFORNIA

CENTER FOR THE ADMINISTRATION OF JUSTICE

E. C. Friesen
Septembexr 1, 1972

-78-~

THE GAME

Expenditures on the game are not justified by its
present utility. The game is, however, headed in the
rigﬁt direction. As the designers become more familiar
with the intricacies of the justice system the game
will improve. In its present form it is not as satis-
factory in providing a sample of the management process
within the ﬂustide system as are other role playing
exercises.

The game has the distinét advantage of providing a
system framework which helps the players to identify
roles and conflicts.throughout the system. Its success
is, however, highly dependent on the ability of the |
players to understand the role before they begin the
game.

In the present form the mechanics of the game take
too much effort for a short three-to-five day presenta-
tion. A sepérate evaluation of the game by Dean Arthur
Mason of the University of Denver College of Business

Administration has been forwarded under separate cover.
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'Lh 2 Ly ' Executive Dircctor

@gﬁ’ institute Ernest C. Friesen, Jr. october 12, 1972 - _ '
e  forcourt

Page 2
management
UNIVERSITY OF DENVER LAV CENTER

T would be very disappointed and disturbed if my comments were taken
200 West 14th Ave. . ' by anyone as a complete indictment of the game, because this would not
@®  Denver, Colorado 80204 : o ‘ in any way reflect my feelings. I hope this letter can be included
(303) 753-3466 October 12, 1972 @ as part of the file concerning the game's evaluation.

Mr. Peter Haynes, Directiu: o . K ' . : : _ Sincerely,
Judicial Administration Program ’ : . . R ,

School of Public Administration ' ' . 07‘47'

University of Southern California e ‘ '

3601 South Flower Street - , ‘ . , ‘ . Geoﬁfrey S. Gallgs .

Los Angeles, CA 90007 , ' ' ' : " Assistant Executive Director

Dear Peter; ‘
. : : GSG/blk ' : -
As I discussed with you at the Institute for Court Management Careers e . . '
Conference, the memorandum written from me to Ernie Friesen concerning cc: Ernest C. F;lesen
the court simulation game does not accurately reflect my evaluation of '
the game's effectiveness. I had no_idea that my memo would be included
verbatim as part of the evaluation, and this is the reason I am taking
' the opportunity to amplify my comments.

Oon the whole, my reaction to both the content of the game and the people
who were running it was positive. Many of the points which I raised in
the memo are not negative, as they might appear at first glance. . For
instance, my first point was that the game was a learning and not a
@ teaching simulation. This, of course, is the precise way in which you
had planned to use it, and even in the short experimental run in Aspen e
the aspect of the game which involves students in the restructuring
and mechanics was apparent. Much more can be done in this area, as you
and I have previously discussed, and I know you are working very hard
. on this aspect. Secondly, my comments concerning the people running
® the game were not meant as criticism of the people who directed it at
Aspen, but rather as a caution against the future, as I feel Jan, and _ e
Allen did a good job and have an excellent understanding of the dynamics
involved. The lack of interrelationship between the three boards in
the short run at Aspen, particularly involving the issues which are
already prepared, remains a problem when the game is run over a short
time frame. It probably would not be too serious in a long run.
Finally, the 49 students who played the game are generally very exper-
ienced managers familiar with the court environment. Their reaction
to the game generally was that it was a good learning opportunity and
was neither too simple minded nor too variant from reality to be .
° o valuable. : ' | A
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I. Preface

The Concept Report on Design which follows is the first iIm é
series of reports nécessary for the deéign, construction, and
implementation of a gaming simulation for use within the
University of Southern California’s Mastérs of Public Adminis-
tration Program in Judicial Administratiorn. The gaming simulation
is being developed primarily for use here a£ the Uhiversity. In
addition however, it is the intention of the game creators that
it can and will be used, in total or in part, in other educational

curricula, for both institutional and in-service training.

~

This Concept Report represents research-literature searches,
court surveys, and data collecti&n; interviews with court
administrators, their assistants, county .and court clerks from
Loé Angeles, Ventura, and Orange Counfies§ consultation with
By. Richard D. Duke and othei ggming simulgtion experts at a
snecial gaming conference hald at thé‘UniVQrgity of Michigan.
Yowever, one of the most critical efforts going into the Concept
Report, and one which will continue throughout the grant period,
is the coordinétion and integration of the master's degree
curriculum objectives and components with the objectives, design,
agd construction of the judicial administration gaming simulation.
Tt is here where an all important parallel between course éonten;

and the gaming simulations exercises be established for an

effective dual educational and learning experience. This is a most
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difficult and time consuming process but essential for the

successful development of the program.

It is impoftant here to stéte th a concept repoert is prepared
and thus understand why it is an important, but time Eonsuming,:
phase in any gaming simulation development. Basically, a gaming
simulation is an attempt tg abstract some portion of reality éf a
particular system. In this case it is the court system with
emphasis on.court management. To design a,gaming simulation that
system must be understood. Also, clear and precise statements of
educational goals, of ﬁow and why.the game 1is to be used, must bé
established, as well as under what conditions (who; where, when,
how many) it will be presented., Without first:detailing all
these variables, which is the pu;posa of this Concept Repéft, the
gaming simulation development would be misguided and most probably
Qf little educdational wvalue in the énd. As can be seen f?om the
outline, the Concept Report représents an’ explicit amnalysis of why
we are~using gaming simulatibn in the jﬁdicial administration
program, what kinds of educational objectives it will attempt to
meet, how the objectives will complement and enhance thosc of the

) . 1 .
program's curriculum, and the kinds of program constraints which

0Ny

ffect the gaming simulation design. The Concept Report presents
structural gaming simulation description, evaluation techniques to
be used, and the Project's methodological approach for moving from

design to construction to implementation. .
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' )
2 participant in an educational gaming simulation seems to induce
L ' »
a form of active and rapid learning of systematic relations among
JUDICIAL ADMINISTRATION GAMING SIMULATION
elements of a2 complex subject matter--relations which are difficult
. CONCEPT REPORT: DESIGN '
® to assimilate through the linear and necessarily discursive means
of listening to lectures or reading strings of symbolic marks on,
IT. Retionale for Use of Gaming Simulation in Judicial Administration ( |
. paper (University of Michigan Research News, March 1971). Thus
Program ‘
‘ PY the judicial administration gaming simulation will be designed to
In recent years, educators have attempted to remedy several ) . give the program's students personal experience in solving problems
deficiencies in the strict lecture and/or case study approach by 0of cooperation and conflict implicit in a variety of court
using one or more of several innovative educational tools. One of Py management decisional areas and various court system problems. It
the more successful of these tools is a range of teghniques known ‘ will provide students with personal experiences of assuming roles
és gaming simulation in a real-world decision-making environment--- of problem solvers in the court system and will allow them to
an environment that requires the student to utilize both genera’ g zcguire a deeper and more systemati¢ understanding of the management
and specific knowledge and which emphasizes experiential learning. arena in which they will soon be working.
Student participation in gaming simulations provide a number
Q Zi. University of Scuthern California's Masters in Public
or vnique educational benefits. Perhaps the most important feature V |
: Administration (MPA) Program in Judicigl Administration--
is that it places the student in a realistic environment. While

Educational Goals and Gaming Simulation Interface

this environment is to a greater or lesser degree an abstraction

@
of reality, the student is able to relate his experiences in the The progrem in judicial administration is a full year course
gaming simulation framework to the interworkings of real-world of study leading toa masters degree in public administration. S5ix
drganizations. , 1e tyoical masters level courses offered by the School of Public
‘ Administration are being re-designed to accommodate this new
What educational gaming simulations apparently provide, then, ' ' :
discipline. Three law courses will serve as a core specialization
1s an environment in which participants undergo formative ’ '
' : DY T area. But the major program objectives will be met through the
experiences that often change their attitude toward the subject N~
- %%%,' reorganization of the courses in public administration. . They will
matter under consideratiorn. The personal involvement demanded of
~86-
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be offered on the intensive semester basis, where each course is x . . . . .
'y ! constitutional principles such as separation of
powers and the inherent right concept, as they
relate to the operation of the courts;

comprised of eight full days of classwork preceded and followed

by six weeks of extensive reading and research. Together these s : : £
3. An integrated view of the various elements of

: o : . . , . e crimi j i i i t £ -
, nine courses, with the use of the gaming simulation, will provide : t@b ”rl?lnal JUSt%ce ?YStem’ 1n?lud1ng he une
@ P tions, interrelationships, and interdependencies
of the several sub-systems of law enforcement,

an integrated educational experience necessary for the training of .
courts, and corrections;

effective court administrators. The basic courses, in sequence, 4 An understandins of the characteristics functions
. ng I 3 3

are as follows: - and jurisdictional factors in the American court
e o . e system—--federal, state and local;

5. An indepth. treatment of the various court
administrative subject areas; (see Section V)

Fundamentals of Public Administration

Civil Procedure

6. A detailed treatment of the Cealifornia court system

@ ) ) N . . . s s . .
: Problems in the Administration of Personnel Resources .l< 1ncl?d1ng t?e .tate admlnlst?atlve structure with
; special emphesis upon the trial courts.

Organization and Management Theory

~

. . . - . o . - - . e ’ 3 -
Criminal Justice The gaming simulation interface with the above program elements

will act as a vital thread linking disparate subject areas into a

Administrative Systems Analysis . : ‘g'

s - . svetems fremework. As particular course work is offered, the
Research in Complex Organizations total systems ‘a - P ,l ¢ »

- s . amin i I i id T i i t eoretical
Judicial Administration gamwing simulation w1}l provide dynamic realism to theor a

® @ e ‘ .
. . s . . . ' na i ing fered in the classroom and thus provide the
. ) Problems in the Administration of Financial Resources aterial being oI : é P

student a laboratory with which to apply what he has learned and

In these basic courses, special curriculum materials, lecturers i
> ? £ ? in which to see theory move to practice. The student will be

@ and special course reorganization will pr i cifi
1 T 1 ovide specific court , .. . . .
P P A placed in a variety of court roles and will make decisions, through

management emphasis throughout the year of study.” This emphasis R : . : i1

: conflict and negotiations, particular to specific problem areas.
will include: ' i o ' . . .
However, such decisions will not be wmade in a vacuum or in

. , isolati r : ms or other classroom material
1. An understanding of the American legal system: isolation from other court problems or ot ¢ 8 >

law, courts, legal profession;
? ? & pE ? beacause the gaming simulation emphasizes a total systems approach

2. An understanding of the role of the courts in the i
) . . ' . vt many court system pressures will play upon each decision
® American social-legal-political=-economic milieu; ° waere many v sy P P .y P ,
' theoretical and phil i t o . 3
- philosophical development of such that decisions cannot be made without consideration of other
) o court environment factors,
-87~




IV. Judiciel Administration Gaming Simulation Design and

Educational Goals

Theére are six overriding equally important goals which the
judiciél administration gaming>simulation is being designed to
meet. They provide the basis by which the gaming simulation
models, roles, and data base are developed, organized, and

constructed.

First, as was described earlier in Section II, the gaming

simulation should be an integral part of, and complement to, the

total masters degree program. It should be designed as a vehicle

to relate various program subject matter to typical real world:
problem areas (where theory meets practice), as well as being
a laboratory where court system problems and new developments

can be'presented for student analysis and decision making.

Second, the gaming simulation should provide a wvariety of

court system experiences to the MPA students. The students will
represent many backgrounds, with many being practitioners

already ekperienced in vardious aspects of the courts' operations.
The gam; will, thus, provide an experience for the students to
become familiar with problems, decision options, and constraints

imposed upon a host of court administration functions.
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Third, the students, by assuming the roles of the various
court system personnel (court administrator, judges, attorneys,
clerks, county officials, CAO, etc.), will be placed in an

environment which will provide a total systems perspective for

the students By their actual participation in a court system
where decisions by one group or sub~system affect other
sub~systems and the total operation of the court. The game
participants will negotiate, cpnflict, and make decisions with
other‘role players, thus adding personal experience toward their
understanding the basis for their goals and object;ves aﬁd how

and why they made decisions.

Fourth, various administrative and management principles

and skills should be exposed and developed through the gaming

. 1

simulation. These include individual and group decision-making,
communication, motivation, leadership, power and authority

B
relaztionships, organizational change, delegation of tasks,

ict resolution, negotiation skill, policy formation,

+h
}_I

co

»

management of time, maximization of personal and staff needs, and
various management theories such as management by objectivés,
proiect management, participaﬁive management, and autocratic
management. |

Most of the above areaé will be covered throughout the game
process, not in specific terms but on a more macro level as the

player participates in the ruanning of the court system. All
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instructors and the research staff, and this will provide the
necessary focus upon various court managerial skills and practices.

However, specific management exercises will be designed to pin

point and exhibit specific administrative skills for the student.
These will take place either within the classroom setting or in

special sessions--STEPS (Supplemental Training Exercise Programs)--

(ka7 Retuire

Boiatsy

within the framework of the game.
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Fifth, the gaming simulation will be designed to encompass’

specific court management functions (these will be described

s

Casg

fisracea within the game structure in Section V). These areas include

CacLiyaicnsg
AT ey

&
court systems policy formation; organization of the court system

with emphasis toward the role of the administrative executive office;

short- and long-range planning; budget preparation, passage, and

® SECiiian

. : . e Y o

: : : fo implementation; calendar management and jury/witness coordination;
l -

i

information systems/EDP organization in the court system; public

(1314
aiseesza

relations and information; research planning and statistical

@ ° . ‘
marnagement; space and equipment management; personnel planning and
control; planning and implementation of court jurisdictional

" Judza Tiae Required ’ ’ .
® ' ' | control and responsibility; securing uniform administration and
le

procedures in the court sub-systems; procedural aspects of
: . . ’ : A selection, tenure, assignment, and compensation of judges; and
. : liaison between the court sub-systems, county political and

bureaucratic structures, state judicial councils, and state

-

legislature. .

’ ‘ : -137- ' ’ . . ?
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Finally, the gaming simulation design and structure should

accommodate relevant court managemant systems studies and

operations research findings so as to continually update the

gaming'simulation, thus providing the students with the latest .
manageri;l and procedural information on the management of .
the courts. This is also an, important. design goal for tw6 other
reasons: (1) it will provide current research data for fhe .
masters degree program courses, ailding faculﬁy and student in any
research efforts of their own; and (2) it acts as a repository o

of CCCJ and LEAA systems research studies, .thus assuring that

these valuable effdrts are not ignored by the people and

" organizations who should benefit from such studies—-~-practitioners,

rv‘ N
53

researchers, faculty, and students in California.

These six design goals will then be the framework for the

gaming simulation design objectives, structure, and construction. ®
However, several constraints will, of course, affect the game's
structure but will in no way deter the research staff from
mzking every effort to meet the design goals as stated here. o
V. Judicial Administration Gaming Simulation design Constraints @

In a gaming simulation design and development stage, it is
a necessary prerequisite to identify the various environmental

®

and syvructural constraints which will affect the eventual game design

and the meeting of its overall educational goals.

Four specific constraints will concern the research.

staff in the gaming simulation design and development
stage: (A) ‘the nature of the subject matter, (B) the
nature of masters degree ﬁrogram curriculum design,

(C) the characteristics of the students, and (D) the

desirability of using the gaming simulation in similar

.educational and in~service training programs.

A. The first area relates to the difficulty in
defining the skills requisit® to the effective adminis-
tration'of the courts. The ‘fact that judicial adminis-~
tnatio£ is a relatively new sub-discipline in the
area of public administration cr=ates some difficulties
both for the actual administrators and for the educators
whb’must prepare them for their work. The problem
arises from the fact that the operational area of
court management - and consequehtly'the academic
subject matter of judicial administration - is not

yet clearly defined.

-9 3-
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In.the past, the USC School of Public Administration has had
considerable success in dealing with the problems of newly
inaugurated sub-disciplines. This is due to the fact that the
School places special emphasis on current knowledge, that is,
the subject matter used in such clasées is continuélly updated

and modified according to new developments. By this method, the

School is able to offer the student the most current and, therefore,

the most useful knowledge available in the field.

One of the principal design constraints of the judicial
admninistration gaming simulation, then, will be that it have the
capability of being continually and rapidly updated.‘ Also, this
capability must be realized as efficiently and effectively és
possible. This means that the updating must be realized without

the need to make major alteretions in the design of the exercise

at periodic intervals.

B. The second constraint relates to the several unique
design features of the judicial administration curriculum. The
unique configuration of the program is the result of an effort
to balance a number of specific needs:

1. The rathexr urgent need of the wvarious trial courts
for well trained managerial personnel.’  This need
resulted in the compression of the masters program

from the usual four senesters into two semesters
and a summer session.

~94-
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2. The need to accommodate judicial practitioners in
terms of minimizing their time away from their
respective trial courts. This factor resulted
in the extensive utilization of the intensive
semester approach to teaching the public
administration courses and the evening semester

. approach to teaching the law courses,

3. Finally, the need to confer the status of a
professional upon the court manager led the School
to place the program at the masters level, incor-
porating the usual requirements for such a degree.

Thus, the gaming simulation needs to offer some continuity
to the overall program not only in terms of integrating and
reinforcing elements of the different subject areas but also
in terms of providing the students with a forum in which to

exchange personal experiences and a setting in which to apply

personal as well as collective managerial technique.

The unique curriculuﬁ design also poses a difficult constraint
in scheduling particular gaming simulation sessions so as to
focus attention on specific course areas and materizls. The
gaming session will, of course, endeavor to provide an in-depth
vedagogical experience for each subject area, whether it be
systems analysis, finance, criminal or civil proce@ures. However,
the importent design constraint which must be considered is to
develoé each gaming session so that it focuses on the current
subject area being taught, while at the same time reinforcing
in the student a total systems perspective of the court’s operation

and the linkages operating between various administraéiye,

procedural, and managerial principles and'skills.




C. The third constraint area relates to a set of assumptions
about the overall character of the student body. The program will
attract both judicial practitioners and experienced managers

in the public sector, as well. as a mix of aerospace management

personnel and new students.

Thus, among the characteristics of the practitioner/student
group most relevant to the design of the gaming simulation are
that they are as a whole more practical and action oriented
than the ordingry studgnt. ‘The practical.character of the
students may be derived from their years working in the court
and-various other organizations and from their desire Fo.enter a

-~

discipline which will dewmand pragmatic, quick, and creative

solutions. The result is that such students are more interested

in knowledge that is directly applicable to the operation of the
court environment, with less emphasis on theoretical knowledge,

which may have a smaller degree of applicability at present.

The mix of classroom education and gaming experience as

combined in the judicial administration program will provide

att ideal situation for Ageting these educational requirements.
The mechanism.bf géﬁiﬁé is particulerly well suited to action
criented students and to sharpening administrative skills. The
judicial administration gaming simulation must stress.flexibility

in these areas. This flexibility also assumes that the gaming

simulation will provide an environment which a new stwudent,
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unfamiliar with court systems operation, will be able to comprehend
quickly and in which he will not be a2t a disadvantage in competing

with other student practitioners.

D. This last constraint deals with the desire for the gaming
simulation, in part or in total, to be used at othef educational
institutions and in in-service court system‘tfaining programs.

The difficulty arises in developing a flexible game which could
be used in law programs, specialized justice or court management
curriculums; and at the same time devising the game:stru;ture S0
that specific game situations could be used in short, omne- or
two-day, in-service training sessioﬁs, which wvarious court and

county organizations may SpoORSOr.
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VI, Judicial Administration Gaming Sinulation Structure and
Functional Activities

In this section the basic gaming simulation design structure
will be discussed. It will touch upon two design areas:
theoretical foundation and gaming simulation components and

process.

A. THEORETICAL FOUNDATION

‘ The design and construction of a gaming simulatign is
.guided by the realization that it must poséess several
important attributes. It must: simulate a realistic
environment of some system; impart knowledge about that

system; provide a total systems perspective; reduce the

complexity of that system; provide an environment for

¢hange and experimentation with new strategies; compress

time; provide administrative sophistication; and provide

a noncritical environment.

With these as the basic underlying foundation, the game will’

provide for the student a court systen environment which will
explore the present court structure and procedures through the
development of a model court jurisdiction andlwill provide
mechanisms for changing that, system and operating witﬁin it

successfully. The game will provide an opportunity to take
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theoretical or classroom knowledge and apply it in a realisti-
cally abstracted court system simulation. Most importantly, the
gaming sinmulation will provide the student an experience in which

he can develop the necessary skills to be an effective court

administrator. The game's emphasis can be summarized as follows:

¢

1. understanding the constraints and effects of various
strategies and decisions,

2. being.held»accountableAfor decisiqns,

3. building negotiation and compromise skills,

4., effectively understanding and resolving conflict, -
5. effectivé planning,

6. development of decision making skills,

7. decisive implementation of.plans,

8. developing interpersonal understanding of other
systems personnel and their biases,

9. gain a2 total systems perspective and the inter-
reletionships existing,

10. effectively operating within a political enviromnment,
11. developing key court administrative skills--finance,
calendaring, jury management, stiffing, court

procedures, and

12, developing key administrative, organizational and
behavioral skills.

Thfough the process of the gamiﬁg—simulation as described
next, the student, as a role player of several of the court systems
members, will be exposed to the opeiations, pressures, decision
options, constraints,.and’interrelations of the court subsystem as

it relates to other portions of the justice system.




B. GAMING SIMULATION COMPONENTS AND PROCESS @% : common framework to share in the gaming simulation. One of

. @ the advantages of simulation is that, through accurate abstraction,
The necessary steps which go into making a model (an i . . . .
it can concretize and simplify the confusion of reality. Hence,
bstraction of reality) of the court system and its operation . . . ' ' .
a project staff will design a model court within an abstracted but
include three models: a) a model court jurisdiction; b) models ) ) ] ) -
° 1 - , e realistic community setting. ("Model" is used in the sense of .
of the role players in the court systen; and c¢) a series of data . . ] - ,
piay “"representation”, not in the seuse of "ideal".) The Orange County
inputs relating to the roles, and the process of the court. ) . ‘ .
inpu S i Superior Court will serve as a prototype, at least in part, primarily
However, these three components alomne do not make a simulation.

® ® because of its manageable size as compared with the more accessible
When a rocess or flow of interactions with the role players making . |
P but much larger and atypical Los Angeles Superior Court. Staff
decisions, using the data; and performing functions which affect - ' ]
: e . . of the Orange County Superior Court are willing to cooperate in
. the court system, a gaming simulation is then actuated. What . o o - - .
® = M ’ . ® providing information about the court's structure and functioning,
follows is first a discussiom and description of the models which ) ' ' |
. and there are materials already available that will be of assistance
will be constructed, and second, a discussion and description ‘ . . . |
_ ‘ ‘ - : to the project staff in abstracting features with which to define
g of the process and functional activities in which the models will . ]
& the model court.
operate.
Data will be collected to describe the community environment
1. Componeénts R . , . .
° ° in terms of the following characteristics:
a. Model court jurisdiction- o
History;
The court is the system that is to be modeled and simulated. Size and rate of growth;
’ . Socio~economy and culture;
The court system is, ot course, only a subsystam of the justice Political orientation.
. £ th @
svstem which is in turn part of the larger setting O the . . N
y ° Special structural and functional charactersitics of the
tommunity. The court administrator must be aware of the environ- . . . ‘ '
J . model court which will be predefined for the students are:
mental influences that impinge upon the court and must be aware . . ‘ . A
) o “ pans . : ® History, including extent and rate of growth;
0of the court's interrelationships witH othexr portioms of the Size (number of judges and supportive staff);
‘ Scope of operations;
justice system ‘ _ Internal organization and external interfacing
J - y ' with other agencies (e.g., whether the probation
] office is an independent agency or a segment of the
e . Because of the diversity of court structures, rules, L ' couz':t).; ‘ ' o
. o~ Administrative features (e.g., how do officials, such
and methods of interfacing with other parts of the justice systemn . .
0 .
. . . ided H 4h ' -101~
and community, all students will need to be provided with a
@ ®
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roles and perceptions .the court administrator should be familar.

as the judges, the chief probation officer and the - %ﬁ
clerk of the court, attain office?); ‘
Court rules; :-,
Statuatory requirements and limits. :

In addition, to be realistic, the model may include some

pre—-existing court programs, such as a Release on Own Recognizancé, Y

Program. In reality, an administrator receiving a new appoint~

ment in a court can expect to find some programs already in oper-

ation. In the gaming simulation, he can be subjected to the task @

of examining and evaluating the effectiveness of pre-existing

rograms as well as to the task of determining what new programs
[=] o o

would contribute to the, court's effectiveness. i ®

The court scene abounds with a variety of actors with whose

-

e
w

£,

The court envirconment is shaped by not..only the courﬁ personnel
{(judges, courtroom stafi, prosecuting and defense attorneys, jﬁrors,
witnesses, plaintiffs; Victims) but also by law enforcement and ®
correctional personnel and by representatives of that widex

commnunity environment within whiéh the court operétes (the media,

the Bar, political bodies, special interest groups). Not all ®
actors will appear in each scenario. The predominance of a role
will depend on the specifié functional activity to which the
administrator is attending in any givep scenario. Nevertheless, ®
these are the multiplicity of roles to be built into the

jurisdictional model.

A1l of these dimensions--the community environment, the

criminal justice system, the court system itself, and the roles

F
)
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of the personnel within the court system~--will require that the
staff collect data from which to fashion the simulated model.

Our goals are realism without an overload of data on irrelevant

factors.
b. Role players model-

Within the environment of the court there is a large and
diverse cadre of participants-judges, attorneyé, defendants, jurors,
administrative personnel--all involved in the court process. There
are also external participants who indirectly exert a tremendous
amount of influence over the functioning of the cou:t—-stéte.and

county legislators, the Bar Association and advisory .boards, to name

)

few. To simulate all of these elements would be next to an
impossitle task. However, they and their influence can be
abstracted to a reasonable level and their impact upon the court
system can be "gamed". That is, they can be represented in the
game as a data figure, or asra news item{ Or as a statute or law,

or represented in any form which the game director may choose.

In the reality of the game however,,the most critical roles
will be included. These roles can be broken down into five
major areas:

1. Court Administrator;

2. County Clerk-clerk of the court and "assignment
clerk; ' '

3. Judge—p;esiding judge, master calendar judge,
trial judge;
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4 C?u§t¥ Boar@ of SuperV}sors-rgsponS1ble for both D This data model will include information on types and numbers of
adninistrative and voting duties; ﬁ& ‘
° . f backlog cases, number of attorneys trying cases, calendaring
) 5. Attorney-institutional (district attormey and 1.' & ’ 4 ’
public defender) and private. é statistics, relevant cost factors for future court build up,
. 1
judges' work units, information systems and EDP factors and. costs,
L The roles of various pressure groups, Bar Association, State e zero budget inputs statistics, court budget, county departmental
legislators, State Judicial Council, voting public, and other related budgets, other court subsystem data - law enforcement and probation
court system players (jurors, witness, bailiffs, court reporters, personnel and cost. This data model cannot as yet be fully
K J probation officers) will be simulated within the game as discussed o detailed as each role statement and each functional activity has
earilier. However, when critical issugs arise within the game not been fully constructed, and the type and amount of data
involving these roles, they may be assumed by the studénts so ‘ § required is clearly dependent upon that phase Also, the -
* their personmal input can be considered. The major role emphasis L information needed is not completely available at this time and
: ‘ ‘ }
. will of course be the court manager. He will interface with all i added research must be undertaken. Thus, only a brief concept of
: - i .
b i { - & P . i . '
the other roles in varying degrees of intensity according to the | Gdata required can be given now. ~ ‘
2 . : ] : .
‘EE particular functional activity or policy area with which he is
s ! 2. Process and Functional Activities
involved. : :
; The court's primary function is to apply to appropriate law
® For each of the roles in the game, 2 player manual will be i‘ to the facts presented to it in a variety of issues both criminal
developed wh;ch will provide the student with a description of 3 and civil in nature. The court system is thus characterized by a
. . ) R . . N . i ‘ .
his .role, the interrelationship with other role players, major i ~ flow of various types and numbers of cases. It is the charge of
@ decision-making and policy areas to which he will address himself. ge all those members of the court process to effectively dispose of
Complete role descriptions will be developed in the next phase : such cases. Although this flow is central to the court system,
(Construc?ion) of the research project. . o it is the court administrator and his functions and interrelation~-
e ® ships on which we will focus the gaming simulaticn.
j ’ .
c. Data model- ' )
» . . ’ ‘ ' : : His operational environment will key upon the cases being
Besides the data developed for the model court jurisdiction, £ . )
' | E processed by the court, upon the reduction of case backlogs, and
L4 additional data will be developed pertinent to each role and to ® - ' . .
. . , on the continued effective and efficient disposition of cases.
each functional activity with which the role will be involved. ' )
, X z
| | o ~-105-
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In addition, he is also a médnager--a manager of people, of finances,
and of future planning and growth. Thus, the gaming simulation will
be chardcterized by four broad process and functional activities:

fiscal management, personnecl wmanagement, planning, and court process

and procedures management.,

In more specific terms, the court administrator in the gaming

simulation will be responsible during each play of the game for

the following:

a. supervision of court staff--personnel work, assignment,

salary and classification plans;

b. budget preparation, control, and passage; prioritize
judicial regquirements, program budget, mnegotiations;

c. calendar management-~setting of policy and procedures,
judicial workloads; assisting judges of the court;

d. jury znd witness management--setting of policy and
procedures;

e, "organization assistance to and substanitial inter-
action with presiding judges, and judicial committees;

f. lizison--with county menagement and funding agencies,
court-related county departments such as Sheriff,
Probation, County clerk;

g. public and'press relations;

h. statistical generation and management~-trials in
progress, case inventories, backlog, EDP needs and

procedures;

planning court reform measures.

[ R

While the gaming simulation proceeds through the processing
of these functions by the court administrator and the - other

pertinent role players, Supplemental Training Exercise Programs, or

14
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STEPS, will place added emphasis upon special events within the
courts operational environment. These will coincide with

particular masters program course work and include the following:

a. Court Budget Presentation
b. Local and State Hearings on Procedural Reform

c. Court Employee Organization and Labor Negotiations -
classification, compensation, structure

d. . Court Consolidation Reform Issue

e. EDF/Info System Planning (County-Enforcement-
Correction)

f. 5 -~ 10 year Plan for Gourt Operations
g. New Calendaring/Jury-witness System Procedures

h. Backlog Reduction Procedures Hearing (?)

0

i. Setting of Continuance Policy

The other role players in the gaming simulation (judges,
county clerk, county board of supervisors, and attorpeys) will be
performing functions inherent to their roles but which emphasize
and interface with the'administrative and procedural function and
policy of the court. Their participation in the game involves.
the preparation of decisions pertinent to their role and in
planning for eacﬁ STEP exercise. Many of the STEPS di11 require
collaborative work between the various roles, while others will
require policy statements which will be in conflict with one or

nmore of the roles,

The relationship between the gamed roles, the varicus
simulated court environment components, the decisional and
functional areas of each role, and the STEPS is more apparent from

the chart on page 24,
pag -107-
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This chart éraphically shows how various simulated influential
roles, data concerning case loads, data on court and county
finances, court rules and procedures and a model court jurisdiction
comes together with the various court system roie actors. Through
the roles and the environmental components various role decisions
and functions are accomplished. The special court issues (STEPS)
are also discugsed and acted upon by the role players who use the

supportive simulated data and components for informational inputs.

The process described above constitutes the continuous, on-

going play of the game. The judicial adwministration gaming simula-

tion will be played by the graduate students approxiﬁately nine
times during their course of study. Each play of the game oOr
"Meyele™ will take two days, not counting preparation tiﬁe by the
students. Each gaming cycle will be the eguivalent of one year's
time; thus over their year of study, the students will have
participated in the simulation of ten years of court administration
activities. Each cycle of the game will be increasing complex

in nature as the students increase theilr knowledge of court
‘operations, of the interaction pattern of the major role players,
of the use of court system data and statistics, and their skills
in operating with the simulated court environment. A new STEP
will be introduced each cycle and will add complexity and a more
_dynamic and sophisticated environment for the gtudents' decision-

making process and functional administration of the court.
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VII. Methodology for Continuing Design. Construction and

Inplementation

. The task of moving from concept to formal design and
construction of the judicidl administration gaming simulation
will be-a;complished through two major areas of activity. First,
an intensive two’week research effort will be conducted at the‘ 
Orange County Superior Court and its éxecutive office
where all necessary data will be coliected to construct a model
court system jurisdicgion. This will be completedlthrough intér~
views with key court personnel, observation of court processes
and review of court data and stétistics. Second, the regéarch
findings will then be translated into a series of internal reports
which will then be developed into actual game and playér materials.

The internal -reports will be zcomplete description of, rationale

& . IS -~ ) . 3 1
for, and philosophical approach to each facet of the judicial

administration gaming simulation. They will consist of the following:
a. Model Court Jurisdiction~-statistical base and court
environmant ' . )
b. Role Descriptions
¢c. Role Decisions

d. Interaction»Charts and Patterns between roles and
between roles and the simulated game environment

e. Supplementary Training Exercise Programs (STEPS),
f. News Issues and Voting Opinions,
g. Game Directors Manual,

h. Player Materials-forms, mewmos, STEPS,

i. Supporting Documecnts-procedures, state and local
court rules, funding history, state statutes
governing court systenm.

) ‘ -110-
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® JUDICIAL ADMINISTRATION GAMING SIMULATION: Y 4. Th? formal and informal processes'and interperson?l dependencies
: which are necessary to create policy changes and increase
DESIGN MODIFICATIONS AND CONSTRUCTION effectiveness of court process.

5. Management of judicial and adninistrative court personnel. The
game requires players to analyze work requirements and manage

] The design goals, theoretical foundations, and game emphasis, which ' » . their successful completion.
were outlined in the first Concept Report (pgs. 5-8, 14-15) have been 6. Organizational assistance to, and substantial interaction with,
‘ , ‘ other justice system components. Through policy negotiations
followed closely in the game design phase of the grant. In an effort to : and research, the players will interact with one another on
. issues concerning the governing of the entire justice system.
® provide students with the most relevant experience, the staff has chosen [ ) This also includes public and press reactions and their impact

upon the court system.
to design the simulation game to emphasize effective judieial administra-

These game components will be operationalized through three °
tion policy formatiom, calendar management, and court systems planning.
‘ ot - . - - sub-games:
The following specific areas were emphasized to illustrate the e . )
' ' ' The first sub-game is a policy negotiation situation where judicial
chosen problems:

' ~ . and administrative policies affecting the court are presented, researched,
1. Processing of four classes of cases through the court system; i.e., '

Felonies, Juvenile Delinquency, Personal Injury and Family Law
Activities.*®

and resolved by key members of the court and other justice system represent-

atives.
2. Generation of judicial and administrative policy alternatives. :
which will stimulate more effective and efficient administration The second sub-game consists of four case process bcards (operation~
of justice. By processing cases through the court system and
] noting the problems of backlog, calendaring, attorney coatrol, ® alized flow charts) upon which the actual mechanics of processing different
judicial conflict, and outside system pressure, the players
can develop and research new policies** to alleviate developing - types of cases (Family law, Civil, Juvenile and Criminal) are represented

problems. : o

and controlled by three role players--attorneys, assignment judges, and
3. Reconstruction of the effects of judicial and administrative

policies designed to alleviate court system problems. The @ court administration staff. This is accomplished in the game by the
players are responsible for researching each new policy alternative ' .
they generate in terms of its effect on: (a) the processing of  players woving case blocks through process and decision points shown on
cascs; (b) the role players in the game; and (c) the propensity :
of other policies to pass or fail. _ game flow charts. In addition, the appropriate parties and resources must
e *Additional case types may be added at a later time. - @ ‘ be scheduled by the players.
**Such Policies will include specific items under broad areas as: jJury and ‘ ‘ The third, in-basket management tasks, will be presented to various
witness management; calendaring; fiscal planning, responsibility and : :
priorities; statistical generation and control; EDP system requirements; players. Management problems which will affect players' decision making
court rules and procedural changes; personnel policies, assignments and ~ :
classification, ' ' ,. rationales and the processing of cases in the system will be included in

: ; these tasks. .
-111- i
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In Euilding the gaming simulation of the court systems, it is
essential that we choose a model which clearly and concisely reflects
the essentials of the real system and which maximizes the ability of
the participants to develop viable‘policies to allow improvements. We
believe that many of the concepts of complex systems discussed by Jay

Forrester in his book, Urbar Dynamics (pas. 107-114) are directly

applicable to the court arena; and We have used them as an integral
part of our model.

The chapter of the modelled court system is as follows; (a) It is
counterintuitive, that is, it behaves in a manner that resiéts intuitive
judgment and solutions; (b) It is insensitive to changes in many of

3
the system parameters; (c) It is. resistant to policy.changes, so that
the behavior of system parameters often rcmgins the same; (d) It contain
a few well concealed influence points where dramatic changes in behaviox

can occur because of policy decisions; (e) It counteracts and compensate

for externally applied policy changes by reducing the amount of internal

S

S

behavior change; (f) Over the long yrun it reacts to policy changes in a

manner opposite to its reaction in the short run, causing policy changes

to be inaccurately evaluated on the basis of short run performance.
The background information needed to create this model has been

obtained from a number of sources:

Court statistical data has been collected from Orange County Superior

Court (OCSC), from Los Angeles Superior Court and from the California

State Judicial Council annual reports for the past five years.
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Descriptions of court operatioms have been obtained by extensive
use of studiles carried out in California state céurt systems with supple-
mental information drawn from federal court studies. Information in these
reports on workloads, calendaring,tiﬁe studies and backlogs have been
used to calibrate the case procegsing sub-game and to guide us in creating
the policy negotiation payocff-matrix.

A substantial number of interviews of key peéple involved in and
with the court system have been used to build as accurate a representation
of the court system as possible. Those Interviewed include court adminis-
trators, an assistant presiding judge, trial judges, media representatives,
director of local CCCJ, county clerk assignment clerk, attorneys (public
and private), county political and admiA;strétive persohnel, marshalls,
probation officers, etc. These inputs guided our building of the

profile of who makes decisions about what and the likely direction of

those decisions under different circumstances.
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Policy Negotiations Sub-game

The policy negotiations portion of the judicial administration game

. centers on an agenda of policy issues on which the Court Executive

Committee must negotiate and vote. The Committee consists of an elected
presiding judge, three elected trial judges, and a chief court administrator
who is the head of the staff of assistant administrators at the process
boards. The three judges represent three separate constituencies of

trial judges who elect them. The comstituencies are determined according
to seniority order of the tvrial judges in the couré. -

The play of the game requires the allocation of the limited resource
of influence. Each of the judges, including the presiding juége; begins
with a certain amount of influence and, instead of pfestige, a specific
amount of authority granted him by the trial.judges. Throughout the
game, little cylindrical pegs represent units.of influence. The prestige
levels relate to the odds of being re-~elected through the roll of a die.
The court.administrator's authority level relates to the odds of being
retained in his position. |

The five players, with their roles defined in terms of constituencies
and prestige, influence, and the authority levels, negotiate on the

agenda of policy issues before them. This Executive Committee deals with

two types of policy issues: process issues that affect the court playing

board process by altering paramcters such as the availability of varilous
court resources, speed of case flow, and probability of cases settling

before trial; other internal issues of the court that are of a type that

does not affect court process but which may have less tangible impact on

-115-
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the court's functioning and societal image, e.g.; offering a telephone
alert option of jurors, tightening courtroom security, installing a pool
table in the judges' lounge. The process and internal issues may be
adopted or rejected by the direct action of the five playersiat the
Executive Committee table.

In addition to the players at the inte;nal court Exccutive Committee
table, there are two external rings of players representing externai
policy determining forces, primarily of a legal nature, and societal
influences. The external policy determining forces with the ;ost immediate
impact are: the County Clerk, a CAO analyst, a personnel analyst, the
State Legislature, the State Judicial Councii, the County Boarﬁ of Super-—
visoré, the Bar Association, Distric; Attorney, Public Defender, Sheriff,
and 2robation Officer. The less immediate external forces, or societal
influences, are: the media, regional Council on Criminal Justice, Law
Enforcement Assistance Administration,’law enforcement agencies, Clerk~-
Reporters' Association, grand jury, employee unions, the general publie,
and special interest groups advocaZing conservative and 1ibéral brands
of justice.

Some of the external forces will be played by live, bona fide players;
others will be simulated. The players may determine and place on the

agenda external issues which have an impact on the court's operations.

Examples of external issues are: a bill pending before the State
Legislature and proposed revisions of the California Rules of Court.
Consideration by the State Judicial Council and State Legislature of

merger of superior and municipal courts would be a matter which the members

-116-
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of the Executive Committee would want to influence on behalf of their
constituencies. The Committee would also want to voice its opinion about
the County Clerk's request to the Board of Supervisors for funding of a
computerized calendaring system. The media, of course, can create an
issue out of anything.

External issues placed on the agenda can bé influenced by the five
Fxecutive Committee members, but the Committee does mot have the final,
sole decision on them as it does on the internal and process issues. The
external issues are subject to approval or rejection by a larger
community in something like a voting procedure.

In several ways, players receive feedback about how well they are
playing the game. They can see the affects of their decisions on the
court process boards; tﬁe court administrator at the Executive Committee
table and his staff at the process boards function as a team and share
the points earned at the board for reducing aelay; similarly, the judges
at the table and the assignment judges at the boards function as g team
with a common goal and common Score. From the point of view of the individual
player, there are several alternative ways of considering a game a success.
He may consider himself Succcssful if the issues he wanted to see passed
were in fact passed, and if those he wanted defeated were defeated. He might
consider himself successful if his influence had increased during the
game. A judge might consider a rise in this prestige level as an indica-
tor of success; the ‘court-administrator might look upon increased authority
as a token of success. Or a player might, if he wishes, ﬁhink of

re-clection or retention of his position as the only neasure of his success

in the game.
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The use of a policy negotiations game model not only prompts
students to practice the negotiation process, but also requires them to
exgmine the substance of many kinds of issues pertaining to court
administration and to the consequences of their policy decisions. When
an issue is voted upon, its passage or failure affects many other
interrelated elements in the game. The initial issues on the agenda
will be normed in the game director's matrix, so that.after the votes
are tallied the consequences can be read out and the game parameters
adjusted. In other words, norming is the specification of the contingent
outcome relations, in terms of both magqitude and direction, between
internal and external issues and: the court's processing of cases. Norming
also determines the propensities of other issues to pass, probability of
re~election of the judges and of job retention for the court administrator,
prestige and influence levels of the Executive Committee members, and
the capacity of each external and societal force to.exercise influence.
After the students have played several rounds of policy negotiations,
they will have learned the formal structure of the game and its mechanisms
well enough to norm any policy issue they themselves wish to bring to the
agenda. The previous play is actually a priming process leading up to
the phase where the students perform the major lcéarning task of identify~
ing impactful issues and researching and thinking through the ramifications
of various policy matters. Also{ the pre-normed issues are open to the
challenge of any student who can justify outcomes other than those specified.

In addition to the process issues and internal and extermal issues,

" the game director may present in-basket tasks to any player. These tasks

]
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represent the large number of citizen demands.upon all members of organ-
izations and introduces both complexity and the factor of time pressure
in allocating time. The problem may requirc a STEP (Suppleﬁental Training
Eerci;e Program) whereby the players step out of the main game to take

time to practice particular skills. For example, the court administrator

and presiding judge may receive in their in~baskets a request to be

interviewed by a reporter from a local television station. Video tape

can be employed to record the interview and provide feedback to the
students on how they perform in such a situation. Court budget preparation
and staff reorganization are other examples of exercises for?functional

skill de§elopment.
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Case Processing Sub-game

The judicial administration gaming simulation can be categorized

as a game requiring 'allocation of scarce resources. In the policy negotia-

tions sﬁb-game,.the scarce resource is inflﬁence; but in the " case processing
sub-game, the scarce resource is timé, or attorney and court resource
availability. Attorney resource is»defined as time spent in court working
on cases rather than the total Eime spent with clients. {Couft resource

is defined as judge time (on Bench and in chambers); court room space;

and clerk, balliff, and reporter time. The availability of these resources
can vary within the game due to policy decisions, distractioné by in-basket -
tasks, and individual player decisions basea on role definitions and f=me
rules,

The locus for the allocation of these resources is a prccess game
board which is an operational flow chart of the various processes and
decision points a case must proceed through before its final dispositdion.
There are four such game boards rep%esenting the flow process for four
different types of cases: Criminal (felony), Juvenile (deiinquency and
dependenry), Civil (personal injury and property damage), and Family
Law,%

The operational flow charts are crcated through an analysis of the
court syséem to determine: (a) who and what governs the movement of
cases; (b) what resources are required to process a case; (c) the relative

number of cases entering and leaving the system; (d) the relative position

*Sce Appendix for copies of the original flow charts from the State Judicial

Council study on weighted case loads donec by Arthur Young and Company; these
charts are currently being made operational for the gamc.
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and number of backlogged cases; (e) the expected rewards for those
Case Processing Sub-game

¥ involved in processing cases; (f) the relative time frame for each process-

The judieial administration gaming simulation can be categorized
. T ing step; and (g) the statistical and game rule requirements to present a
as a game requiring allocation of scarce resources. In the policy negotia- .
e ) : @ realistic environment for the players.
tions sub-game, the scarce resource is influence; but in the' case processing

-

The role players direct the movement of cases at each board, after

sub-game, the scarce resource is time, or attorney and court resource
: ‘ the executive committee policy decisions impact upon the process.

availability. Attorney resource is defined as time spent in court working

® on cases rath " ‘ g ' . | 1. Aésignment Judge (AJ)--under the ditrection of the presiding judge
er than the total time spent with clients. Court resource (at the committee table), the assignment judge has complete
is defined as dud ‘ . i ' control over the processing of cases. His duties are solely
judge time (on bench and in chambers); court room space; _ administrative in nature. -
- and clerk, bailiff, and reporter time. The availability of these resources PY 2, Court Administrators (CA)--serve as assistants to the chief court
can vary vithin i . . o j administrator (at the committee table), carry out administrative
y within the game due to policy decisicns, distractions by in-basket tasks under direction, and lend support to the AJ on the processing
tasks. and individ o ) . of cases. One assistant administrator serves at each process board.
s € individual player decisions based on role definitions and game No court administrator can make policy decisions.
rules. 3. Attorneys--five attorney firms represent cases on the process

The 1 . boards. Each plays the role of one of the following:

& locus for the allocation of these resources is a process game : :

board which is ] - ' a) Red law firm--A prestigious firm which represents a large
an operational flow chart of the various processes and number of clients with a limited number of attorneys.

’

decisi int ; . , L \ .
® sion points a case nust proceed through before its final disposition. ® b) Blue law firm--A less prestigious firm but one which still
: has an excess of cases for attorney time available.
There are four such game boards representing the flow process for four
different t £ L. ¢) Yellow law firm—-This is a composite of a large number of
ypes ot cases: Criminal (felony), Juvenile (delinquency aund small law firms which are presumed to have sufficient time
‘ #or all business.

@ dependency), Civil (personal injury and property damage), and Family e .
Law. % ' d) White law firm--thc District Attornmey's office operating on
) . . ceriminal process board primarily. Nearly sufficient attorneys
, for cases they bring into system, but insufficient for potential
The operational flow charts are created through an analysis of the cases.
® court s ine:
ystem to determine: (a) who and what governs the movement of ¢ e) Black--Public Defenders office, similar staffing to D.A.'s

' office.
cases; (b) what resources are required to process a case; (c) the relative

numb £ ; These players then make personal decisions on how they are to allocate .
wer or cases entering and leaving the system; (d) the relative position
, N ’ . , ® ‘ their limited time resources to cases waiting at various process points in
éce A?pend X for copies of the original flow charts from the State Judicial
ouncil study on weighted case loads done by Arthur Young and Company; these
charts are currently being made operational for the game. ’

%
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the flow. (e.g., Hearing on Order to Show Cause ) The game rules require
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that for a case to proceed, attorney time must be allocated and all
necessary court resources must be provided. If those requirements are

not met, the case block (an artifact representing a number of cases)

ie stored with other backlogged case blocks and must wait to proceed. g
This is a buil?-in calendaring procedure. The amount of court reséurces
required for each process point is the same;‘however, the number of case
blost that can pass through during each round vary greatly. For example, .
based on workload and time statistics, the game requires fhat court
resources be committed eight times longer at the Court Trial process

L

point than at-the Order to Show Cause (0sC) point. Or, stated another
way, éight case blocks can be processed at the 0SC point, while only
one can be p;ocessed at the Coﬁrt Trial in the same amouﬁt of time.

After a case block has passed through a process point, a probability
factor determines whether'it will proceed to another process point or be
settled. The probability factor is based on court statistics which give
percentages of cases disposed of at the various process points. Rolling
a die to determine the case blocks disﬁosition frees players‘from making
individual judgments about case blocks. The probability factor will
change in response to policies passed by the players. The game director
introduces ﬁew cases each round of the game, based on the OCSC data. The
case blocks may alregdy have law firms assigned to them, but each attorney B .b
role player must allocate a time block before the case may proceed.

The attorney's goal, and that of the court administrators and assign-

ment judges, is to gain points by disposing of cases. Each round the | ®
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number of cases disposed (at any point in the process) affects each
player's score., Some attorneys, however, gain more points for having
cases disposed of early. Attorneys also gain points for the number
of their cases o¢n the process board in the backlog storage areas. The
CA and AJ, on the other hand, lose points for backlogged case;. With
their point scores, the players can gain influence to be used in.the
policy game, or the attorneys may choose to buy‘more time resources

so they can handle more cases. Each case block is coded with the
number of the round it entered the process, thus giving an indication
of its relative age. .

Visual representation of attorney time, court rescurces, and case
type is provided by colored plastic "LEGO" pleces. The players.can
manipulate the pieces oa the game board and can see the case flow process
éuite dramatically.

Sequencing of a typical round of the game follows:

1. Policy decision effects.are’applied to the process boafd (i.e.,

" change in court 'or attorney resources, change in decision point
percentages, change in amount and type of case entering or
leaving system, change in the speed of case blocks thucugh

process points, case dispersal, pay-off change, etc.).

2. Apply effects of In-basket data and news items (i.e., illness
of court persomnel, riot, calendar mixup, judge vacation, etc.).

3, Introduce new case blocks representing new filings.

4., Set up of the required resource towers followed by assignment
judge calling the next case blocks to each process point (one
or more case blocks depending on speed of process).

5, Attorneys allocate time blocks to.each‘called‘case block.
&. AJ moves case block to mext process point storage (backloz) area,

or most likely to a decision point, where a diec is rolled to
determine the direction in which it will procced.

124~
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7; Players calculate payoff scores for case blocks which were
disposed and those.presently backlogged.

8. Role players allocate influence with policy board and make
recommendations for new procedures and new policies.

9 » Round ends .
The final project report will_have complete game rules and diagrams
oﬁ;ﬁhe process game boards with examples of the actual LEGO artifacts

used in the game,
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JUDICIAL ADMINISTRATION GAMING SIMULATION

External
Forces
! Vv
N7 c
t
Judicial Administratioq J Court System hY our
Polil I < 2 Role Member ~| System
olicy Issues s Process

AN N . N

YA

Role Players
-Assignment Judges
-Court Adminilstrators.
-Attorneys

Generate Policy
Issues to Affect

Judicial and Administrative
Process

e s

tudents Research and . !

i S
}Norm Policy Effects E

s e i, .t e s ot e, W B G S A



11,

12.

13.

]

" BIBLIOGRAPHY

American Bar Association. The Improvement of the Admin-
istration of Justice. Chicago, Illinois: 1971.

Commission on Law Enforcement and Administration of Justice.
The Challenge of Crime in a Free Society. Washington, D.C.:

U.S. Government Printing Office, 1967.

Commission on Law Enforcement and Administration of Justice.
Task Force Report: The Courts. Washington, D.C.: U.S.

Government Printing Office, 1967.

Executive Officer's Report, 1968/1969. 'The”Superior"Court,
Los Angeles County, 1969. '

Federal Justice Center. The 1969-70 Federal District Court
Time Study. A report by the Statistical Reporting Service

of the United States Department of Agriculture and the
Department of Agriculture Graduate Schoel. Washington, D.C.,
1971. .

'Forrester, Jay W. Urban Dynamics. Cambridge, Massachusetts:

The M.I.T. Press, 1969.

Friesen, Ermest C., Gallas, Edward C., Gallas, Nestg_Y.
Managing the Courts. Iundianapolis, Indiana: The Bobbs-
Merrill Company, Inc, 1971.

Goldfarb, R.L., & Singer, L.R. Problems in the Adminis-
tration of Justice in California. Report submitted to
Judiciary Committee, California Assembly. Washington, D.C.:
Kurzman & Goldfarb, January 17, 1969.

"Information about Los Angeles County Superior Court."
Prepared by the Executive Office of the Court, July 1971.

Kushner, H.D., & Nisselson, H. Problems in the Management
of the Courts of California. Submitted to Judiciary
Committee, California Assembly. Operations Research
Incorporated, January 17, 1969.

The Los Angeles Daily Journal, various recent issues.

"Minutes of the Meetings of the Executive Committee."
Orange County Superior Court, 1969-1972.

]

Office of the Court" Administrator and Jury Commissioner.
Annual Report, 1969-70. Superior Court, County of
Santa Clara, 1970.

-127-

14. Orange County Grand Jury.
Jury for Year 1971. County of Orange, 1971.

+

Report of Orange County Grand

15. "The Policy Negotiation Simulation: Leader's Notebook."
Distributed by Learning Activities & Materials,

16. Raser, John R. Simulation and Society:

Inc.,

1870.

An Exploration of

Scientific Gaming. Boston, Massachusetts: Allyn and

Bacon, Inc., 1969.

17. Recent Developments in Judicial Administration.
: Los Angeles County Superior Court, May, "1971.

18. Saari, David J. Moderm Court Management:

Los Angeles:

Trends in the

Role of the Court Executive.

Government Printing Office for U.S.
Law Enforcement Assistance Administration, July

19. San Francisco Committee on Crime.

of San Francisco, Part 1:

Washington, D.C.:

v.s.

Department of Justice;

’

1970.

A Report on the Courts

The Superior Court Backlog:

Consequences & Remedies.

December 22, 1970.

20. Shah, S.A. "The Mentally Disordered Offender."
Ferster, E.2., & Rubin, J.G. (eds.).
Psychiatry. Baltimore, Maryland: Johns Hopkins, 1968.

In Allen,
Readings in Law

&

2. Simon, Herbert A. The Sciences of the Artificial.

Cambridge, Massachusetts: The M.I.T. Press, 1969.

22, "Suggestions for Committee Agenda.'
Orange County Superior Court, December 5, 1966,

Executive Committee,

23. Tansey, P.J. (ed.) Educational Aspects of Simulation.

"London: McGraw-Hill, 1971.

24. Tomlinson, H.W. "Readers' Viewpoint: Pennsylvania Court
Brings Personal Injury Cases to Speedy Trial.:

51:7, February 1968.

25. Young, Arthur and Company.

Judicature,

A Study of the Weighted Caseload

System for Determining Judicial Manpower Requirements for

California's Superior and Municipal Courts.

Honorable Donald R. Wright,
Chairman of the Judicial Council.

1971.

26

Sacramento,

Prepared for:
Chief Justice of California and
Californda:

Isaacs, H.H. A Study of Witness Utilization and Case Scheduling

in the San Bernardiuno County Municipal Court.

Isaacs Associates, Oct., 1

- )

1970l

-128-

Los Angeles:



* SUPERIOR COURT .
' . . Crizinal
¢ Page 3 ol 3
o5 . kS
® . X '
cUILTY
. 7 *
. -
’ | vas
: @_.______ml :
R . ’-" R
° - .
, ' . ATCUEST 2N !
VIS :
PROTATIEN
ageear
e
® . aefea 78 ;
. ) 4 2ANIL OF . L '
0CTCRS - |-
. X . ‘e L]
- t N £
. -t PRONLUNCE 1 .. v /.
. ! JUOCHENT RS - i
. . !! Na
~ ' J
7 W
D U SE—
: 'u-.‘N S [. 2t |
. ai i 2 ' T
£G4 5 AL sl TN |
. . . TalAL " UlnTas !
o ? ‘ THI R
s : { Tos '
0 - . "’
® Case
~ Blirasis
Y . 5.
> Judge Tina Reguited u|§:a§:c ~NTT
. “

|
®

2

H
i
1
1
!
‘

|

.

Y

Serinten euuns
Cltmiiln

.
- LY
E F R )

- ¥o Yes i

G A, /
N’ e ————
i |
“aTea H NTAR t
L)

* Judze Time Requived ] °

Ry ™. e
n.u.\'t“/———-“,/‘ BGTICH . ir_...-—-._--vl

ey, b
LIRSS

é
TELAL * ‘

i
vt
P
P -
L —
6%
~
. SN
o .
\/
F )



HSHIRTUNT

® . ' [ CRARD JURY

. .
. .
~
. f
® _ :
o, ot
. . .
. 0 T
. .
.
® . . e
. . .
. “ .
.
. . .
* 13
. .
'
® ) )
'
o - .
v. * . .
f oee

Jiapisier

- E
oo ‘ AV
judgs Tica Required @

® ' -131-

g

-

A s

e e g

: ., S L SUPESIR CF
. o . RPN L : :
. L LN Suserile Bedizqueacy
' . g . . Page 4 ol 2
. . . . . :". : s L. N Tt
. . . N . . N . a
xb : L . . ' Do . ‘e Wt
. . . . A
| . ' N . e s f . ’
H N ‘ . N . . M) . .
1 . - . 0 L N !
i ' ' . St . : PETIVION
i ' "o L . ) . r1LLd .
e . . . . : DRI . .

. A

RN . ' . ' Ld . .
.\ . . ' . ¢ . .y
H I3 N . K (hed .
: . . [ : : : . a 20AKZ0 ? .
: ' o o TG APPCAR ™ .
H te + . . L
_f' A . * . v .
i . . o o S .
‘b ' i . CL o .
t * EAR .t . M ! vl ) 0 ' . ‘ ‘.,‘|‘.' ' DN . . ) *
: ' ¢ - Sl - AR canouer . s, .
. . . !
e et I B e, R “ s . DLTLKTION {withia 43 anny .
« : L . \ . AR TP L KEARING . .
{ Y Ct * N REEE KR
E . : Lo . . S o ao . - .
LY ot . v, . L . N . .
e o e '.-'. - . ‘ '.' ': .'. .l sl '., et v'.. M * =
. :.l‘. LR t. '. :‘.‘ ) ' : ‘ L v :' '
. N Ty . : s R N R
N L Lo &0 - ' . o et .
’ 0 b ‘e i : . .. .- * * .
. ° . . ] . - ..
. , e R
L} b
B
. . . v "
. . o . . r—.—-——h—.-——.
! . " . . P GLTYHUARINGOATE, | (15 Juaichad Days U Satalnedy
' ’ (I n . C ot ! CIVE NCTICT, (3¢ Cateadar Days W hel Urlalaad)
Lo : o . 'r\:s:cn PRUCATION .
Lo e . . Y ‘ CFAISER
. » A
' e . . a4
.o . (I . b . .
. : Lo e o . : . . } I !
L v VLARALT GF §
. .. L
B B ARNEIY
ot e by . . ’ l/ H
S . . .' . . ., , '\ N
. M o L - . . . . <t ; . “
Vo . . . . . . .
T . . N " : N . M . N .
, B T I I Lo . . conouey ot
e T S ) : JURSIDICTIONAL o
. Rl N .. . N e
P ¢ X PR . R oo ATARING Co ,
e ! e ", ’ o
; - Lt e . . SRR
® - : T vt gy s ) PLTITITN N s
[N . g T pesveas RS Ce USTAINED T L . ,
3 e - RCPIST J . o
i .. i . P . . R \
v g = \ NN et
i > . ' X0 e
H . I ,o ‘ . i,
i et . . L
v . e ) . S (-
. e . :
LN , . i . e
. . N N N . . + » . . i *
C - | . .
* . {Oilglas| Caly) . .
B . RS st N * N ' + a .
4 .
f : i

- o JUBCE TINE REFULIC . ' . .

-132- : :

.
|
|
|




& < - ~ [ »
® , A .
Chot : . . ¢ :
. . ! . N " , JUYINILE ceLinL ot
. \ ' ' amgigs v, , bage 3 4l 2
. * SUPERIOR SOUNT ' .
‘ . , ' ) " Juwenits Depesiets . . ' o .
. * ' , *
® . ’ ‘ r e - .. . .
’ ‘ . . + + Al
. T . ; . . . '
. . e * ‘ T ‘ B . . . Lo ' N
* N N . N » A | 0 e .
* . . . . * . i ' . . ' D .
. .
|
N o "
: . PETITION : c . , . . o .
: . ' 0 v ! ! ' : . . .
’ : . Coe . i . . . )
. .o : .
. . . | . '
. . L . ' . ‘ f .
: * H -. 1 . '
. ¢ . 1 . ' . . v
. v L . ' ) : . i L e l Lo .
+ . . ’ N N
: . ce L ' . 5 . ; . . " ) :
zTuan ¢ | ‘ , I canouct . "o
RLTUAN il T T oW BISPCSITICNAL Sy . .
weuz I o due e i HESRING . . e
. ! . St .o X
. . . __! . £ .o RYE B e . -
‘ « N f " ™ . . . N
* ) . X ¢ N . . ‘ . .
. ' e K [ Yoricd . . . .
| GIvI Rinal, ' » - : 01555532 R .
hazich f.«.tnm::,‘ . LD D (Otiginam o Lo
. Leracn : gl Lot
L= : : oo S, b taln '
. R . Y .
M .
e et it N s .
- . - . .
‘ | cue.sy z ‘
. bOURSSITISAL § ' ® VI TING AEQUIRED . .
\' RIS . ** RTTUAK 10 HIVE UNDER URTAVIZICH, ' )
| R | PUALE 1N AZUATIYE'S Koug, . ,
; PLAST UM F237NY poaz, :
, L PLAST IR TILA0ING No'lf,
. ! SUNUT TO SLY'Y AANSA, 0
' P SeukiT 7O SYA
" . .
S ¢— . . . ' ! ~ "
. RIVIZH ‘ ,/\\ . . ) _ .
: oy . O R AR i . . . s . . .
, AR I ‘ . ) N
H - { [ -, . . . .
) &3TVOY . . \ P » . . ) A Ve
1 : | . . A 2
fue . . . T,
® ] ;, , . o ,_
vy L . . & .
——— . . .. - '-'. J ‘
) consuetT ! . o . .
. ' HLpUNTISNAL i JLpeLEa . . ’ ) .
L {Ciizaet Omz . ' " . . . ' ' . .
i N . . .
. . N N . ) » +
| . l____L_., . : '
] sonsueT . . . i
' ARKUAL . . .
. REVILY .
. » . . !
. . . . ‘.
. ‘ . N . . ]
.
' g . : . . » ! .t [ ¢
: ‘ ~134-
] .. '
. . ) N . :
L ppien . ,
* UONE TS ALQuiINED . . 4 , ,
® T e ; A, AT, , .
sz —133- ~ .
TR NT] 1~
IR ITIRT . .
.4 I i I oo i by e e aa s T T T T YTy Rotinesac: st e Cisis i




. . SUPERIOR Sudil
Fanply s ek
o bessatetied
. ARLitepnl
. . . . Sepatels
driatsnsnc.

Pags 3 el 2

e
DK

ALt

L. [ A Yu: ~. -
[ - e Popai n e (G
r——\/“-— ‘ ACTIVE L3t i~

!

H L oFuilay
] AN
13148

P —

. Jua;d‘ h_:.t Requifcn

‘ ' -135-

SUPEXIQN LUUST

R . .
i parsanal fInjury : : T
| . Gthor Sivii Complaints : : '
; Gihor Civil Petitions
Page | el 2

COnPLaTRY
! . A3 2EITION
i . . FHE Aub
a ' . SUHNONS 13200
|

X S
. N
: f1e e e
\dichn 1C Diye) Angiuld DEKURAEA |.\4: OELURATR
- CLUPLAINT (LAX 480 ¥8T10H) r
. 1
?
!
' i
HEAR
CisE , .
. CORPLALNT
Jiseqsto FOR GEFAULT
JULEUERT
kY . .
N o
o
! .
L) . -

Na

, ¥4

r .
. . , CLERS DECISIOY | -
; Fak ApPROPRIATE (o YO0 couuTER " FPLE 4T tist
: e uens ¢ uEvo un..c;\‘..s‘;gccs

. 9 . 1
i . ‘ . | ACTINE LIST
. ) Ke .';¢
! - w7 ¢
i 2
: FILD INTERRISS
; AMD ARNERS. |4
: O1SPOSITILNS ~
1 €ic,
!
t
b
B F
HEAR RULE
. ) HEEEH e 113 :;'.L‘f';av Yot >
(LAY AND XOVION) IWOGHLAT g
. 1
.

Mo

eTieT
WITICNS

i
Y waties [
l (LAY AND KSTI0KY §

R :
H Uy _J ,
RG .

Yos i LELR ! - ces L1 ~ L4l
- = uihiow T R S o B TISTEIR
} (Lay AKD meTiOnY / :
! i
‘ " ._.___.......__._J "o
k<
v oy

- judzd Tica Raquitad









