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REVISED WORKFLOW PROCESS FOR THE DEVELOPMENT 
OF NCJS EDUCATION PROGRAMS (1999) 

ThlS Revlsed Workflow Process lS submltted to AOJS/Amldeast 
for consIderatIon by the NatIonal Center for JudIcIal 
Studles of Egypt (NCJS) It conslsts of fourteen pages of 
process dlagrammlng, eleven sample Forms, and the below 
Commentary contaInIng recommendatlons 

IntroductIon 

ThlS materlal completes the second of two ProJect phases 
The flrst phase consIsted of my lnltlal meetIngs WIth the 
DIrector Judges, and varIOUS professIonal staff of NCJS to 
study the e,lstlng process by WhlCh educatIon and tralnlng 
orograms Nere deslgned developed and produced for Egypt's 
Judiclary prosecutors and numerous other law~related 
orofesslonals Based on that study, a workflow dIagram was 
created to capture graphlcally the current process In 
accordance wlth the proJect plan, lt was revIewed by NCJS, 
~odlfled to Incorporate some revISIons, and a fInal drdft 
was submltted completlng the fIrst phase of the proJect 

The second orase of the proJect creates another basIc 
~or~flo~ dIagram thIS tlme lncorporatlng aspects of 
recommended enhancements ln the educatIon program 
de' eloowent orocess It also prOVIdes sample Forms that 
could facIlltate and enhance the process If realIzed through 
utlll~atlon of the Center's new computer capabliltles 

Se eral caveats from the earlIer, phase one work deserve ta 
be repeated One IS that the workflow dIagram IS a 
generallzatlon of a compleA process It Illustrates maJor 
s:eps major Inputs and major outputs SImIlar systems 
analvsls work on an unrelated proJect IdentIfIed more than 
twelve hundred data elements Involved ln creatIng an 
educatlo~al event Therefore supplemental work by NCJS to 
:urther anal~ze dISCUSS and modIfy some large number of 
lo~er level processes also would be worthwhIle At the same 
tiwe thlS \ould aSSIst NCJS In ensurIng all processes 
~aJor and lower level ones adapt to practIcal needs and, 
:aren together demonstrate hON that organIzatIon WIshes to 
functIon 

The second caveat IS that thIS analYSIS concentrates on the 
orocess through WhICh an educatIon program develops 

1 



"1 

1 

r 

! I 

] 

1 

Adm~n~strat~ve and support operat~ons such as flscal 
serv~ces, purchaslng, record keeplng, and faclllty 
management, are referenced only as they lnterface wlth the 
program process 

Workflow D~agram 

For greater clarlty, and to lilustrate the flow of 
~nformat~on and needs, I have separated the overall 
educatlon program process lllustrated In the accompany~ng 
d~agram lnto f~ve components Each has ltS own stream of 
actlvltles that must be completed The components are 
TRAINEES (partlclpants!students), CURRICULUM DESIGN AND 
DEVELOPMENT (the substant~ve contents of an educatlon 
program whlch, through effectlve deslgn, successfully meet 
educat~on and traln~ng needs), CURRICULUM SUPPORT (legal 
research and any other materlals whlch facllltate the 
learnlng process), FACULTY (teachers!lnstructors), and, 
ADMINISTRATIVE SUPPORT (facllltles!record-keeplng!data 
processlng!accountlng!purchaslng) 

Recomrnendatlons 

Al though the central task of phase t,[O 1S t,.. od flow 
dlagrammlng and not a stand-alo,e, narratlve reDort, 
aspects of varlOUS recommendat1o~s :or process 
modlflcatlons are lntegrated lnto the diagram 1tself 
Therefore, some descrlptlon of the ~elf recommendations 
belng submltted for further conside~ation by NCJS are set 
forth below 

To accompllsh the task of thlS second phase, I consldered 
flve lmportant ob]ectlves of process lmprovement These 
were 

• To reduce redundancles or repetltlve work (work lS done 
by one person or team, one tlme) 

• To lncrease efflclencles (do more wlth less, and ln a 
shorter tlme), 

• To access lnformatlon and data Nhen needed, 

• To monltor and evaluate, and 

• To maAlmlze use of avallable resources 
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In addresslng these overall Ob]ectlves, a number of 
recommendatlons are made They fall In the areas of 

I Organlzatlon 
II Control, Delegatlon, and Communlcatlon 
III Plannlng 
IV Utlllzatlon of Resources 

* Separate and Clear Respons~b~l~t~es for Program 
Development and Adm~n~strat~ve Support 

The group of sklils requlred to conceptuallze and 
develop educatlon and tralnlng programs are substant1ally 
d1fferent than those requ1red to prov1de eff1c1ent and 
effect1ve adm1n1strat1ve support through such funct10ns as 
f1nance, hous1ng, transportat1on, record-keep1ng, etc When 
the education and tra1nlng programs are In a spec1allzed 
subJect such as law, the dlfferences In goals and 
act1v1ties increase Further addlng to the d1fferent1atlon 
1S the fact that both tra1nees and Center staff developing 
their orograms have spec1al1zed legal profess1ons of Judge 
a~d o~osecutQr Such 1ndividuals, 1n every country, loo~ to 
thel~ orofession f1rst for the1r ldentity and status 

In recognltlo~ of the dlfferences, 1t 1S recommended that 
the Center ma1nta1n two maJor operat1onal dlvls1ons, one 
for Program Development and one for Admlnlstratlve Support 
The most recent, proposed Organ1zatlon Chart prov1ded me 
does contain a simllar concept and I suggest 1t be 
imDle~ented (The Chart also sets forth other changes In 
general, the; too seem slm1larly Justlf1ed and would be 
DOSl~lve steos to clar1fy respons1bll1t1es and 
e oec:a~ions 

Organ1zation chart changes do not however preclude the 
crit1cal need to make sure all groups work together 
effectivelv on a day-to-day basls (See recommendatlon II) 
In fact, successful lmplementat10n of change 1S one of the 
greatest challenges for top management and the organizat1on 
itself 

Fullv-Ooerat~onal Research Capac~ty 

Research can take many forms As used here, it refers to 
t~e aGilitv to study, analyze and report on quest10ns and 
issues of imoortance In Egypt1an law and court procedure 
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NCJS requlres thlS ablllty ln order to traln Judges, 
prosecutors, and others ln the correct appllcatlon of law 
and procedure It lS strongly recommended that the NCJS 
research capaclty be substantlally expanded and ltS 
operatlons be clarlfled and systematlzed ThlS lS 
reflected ln the accompanylng Workflow Process dlagrams ln 
WhlCh Currlculum Support/Research lS hlghllghted as one of 
the flve components needed for an effectlve educatlon and 
tralnlng program 

Greater capaclty wlll serve three purposes Flrst, lt wlll 
provlde needed support to all programs belng produced by 
NCJS Educatlon programs must be accompanled by wrltten 
~aterlals that facliltate and promote the learnlng process 
whlle the tralnee lS ln the program (cases, handouts, 
tests, sample scenarlos), and that remlnd or refresh the 
tralnee on what was learned, when back on-the-Job (summary 
of law and procedure, key ltems to remember, checkllsts, 
sal81e forms or memoranda) It lS estlmated that perhaps 
onlv 30 oercent of the faculty of the new Judge orlentatlon 
8roc:al nave materlals for tralnees 

-~e se~onj 8ur80se of expanded research wlll be to provlde 
8:ea:er SU080rt to faculty and course coordlnators 
Curre~tlv, l~ apoears that there lS mlnlmal research 
assistance avallable to develop materlals Faculty chose 
~a[ :hel want, wlth llmlted reference to useful past wory, 

u'1less remembered by staff The tendency lS to use 
~'1ateJer was used ln the past, as busy faculty and course 
COOrGl~ators have other full-tlme Job dutles that do not 
8er-_: t~e :_le requlred to undertake thorough, law-related 

-re :-lrd 8uroose of an eApanded research capablllty wlll 
ce to create a source of, and reposltory for In-depth 
researc~ o~ court-related matters for Egypt I understand 
:-_s actlvl~1 lS ln the charter or stated mlSSlon of NCJS, 
8L[ lt has not been lmplemented, nor resources asslgned 
I: is 80ss1ble trat NCJS could be an lntellectual center 
:or stud} and learnlng on law and courts, servlng the 
1,lstrv or Justlce as a unlverslty serves others 

- research operatlons lssue lS the dlrflculty ln the 
8ro~ess to use the Case Bank The Case Bank lS the key 
SOLrce for classroom materlals used by faculty and course 
=Jordl~ators ln thelr new Judge and new prosecutor courses 
-~~eJer, full and effectlve use lS severely llmlted bv lacy 
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of a computer~zed database Personnel do a good Job 
manually, but, w~thout the database, stor1ng, catalogu~ng, 

search~ng, analyz1ng, and report1ng cases and other 
tra1n1ng mater1als 1S a t1me-consum1ng process to be 
avo1ded (Expans1on of the Center's capac1ty to undertake 
add1t1onal legal and court-related research dut1es on a 
nat10nal level, as noted above, could only follow 
computer1zat1on 1mprovements) Plans to do such work were 
presented last year but appear to be on hold The 
recommendat1on 1S that they be 1molemented promotlv because 
of the central role the Case Ban} can, and should play 1n 
the educat10n process 

The workflow d1agram does 111ustrate the recommended 
process of the course coord1nator manag1ng the product1on 
of all mater1als Wh1Ch support a program, 1nclud1ng what 
the faculty uses, but the wor} 1S actually completed by 
exper1enced research spec1al1sts inowledgeable 1n law, 
procedure, and the Job Judges, prosecutors, and others do 

II Control, Delegatlon and Co~~unlcat10~ 

* Delegat~on of Dec~s~on-Ma}l"'C; to T2a'1S and Supervls~on 
by Rev~ew of Work Products 

Th1S key recommendat10n for process 1mprovement has two 
parts The f1rst 1S that every oroaran produce8 b j JCJS De 
the respons1bll1ty of a Team comoosed or at leas: t~ree 
persons the course coord1nator an 1ndlvldual from the 
research sect~on, and, an admlnlstratlve coordlnator The 
latter person 1S part of Admlnlstratlve SUDport but handles 
day-to-day adm1n1strat1ve or clerlcal matters such as 
computer entry, phone calls, flles, and the nu~erous other 
admln1stratlve act1vlt1es that nust be done, as well as 
coord1nat10n of wory from var10US nQ~lnlstratlve SUDDort 
unlts (f1nance/houslng/record-' eeOl~::;, etc) The course 
coord1nator lS the head of the team but responslblilty 1S 
shared 

~s shown by the wor}flow d1agram, the Team w111 meet at 
var10US p01~tS dur1ng program develoDment and wh11e the 
orogram 1S be1ng conducted 

The second part of th1S reco~~e~datlon :ollows from the 
flrst It 1S that top manage~ent of NCJS delegate 
resoonslb111ty for success of orogran develoomert to the 
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Teams and superv1se through reV1ews of what they produce 
Therefore, the workflow d1agram has the D1rector rev1ewing 
perIodIc reports that w1II help h1m mon1tor all programs, 
alert bim to problems, and show actual products when they 
are due ThIS recommendat1on 1S supported by the advent of 
computer technology at NCJS Several sample Forms (see 
Course CoordInator Status Report, NCJS Courses) prov1de 
examples of the k1nd of reports the D1rector and other top 
executIves of NCJS should have ava1lable for the1r reV1eW 
and mon1toring 

Perhaps one of the greatest benef1ts of superv1sIon by 
perIodIc reV1ews of work products, greatly a1ded by 
computerIzatIon, 1S free1ng top management for h1gher level 
tasys such as long-range plann1ng, publ1C relat1ons, 
advocacy for 1ncreased resources, and slm1lar execut1ve 
functIons 

* Uc~l~zaC~on of Jud~c~al Educat~on and Other Comm~ttees 

The dlagram makes use of comm1ttees and the J01nt work of 
IndlvldLal members to help get th1ngs done One, on-goIng 
CO~~lttee would be an Educat10n Comm1ttee for each maJor 
type of traInee (Judges, Prosecutors, etc) It would be 
composed of experIenced 1nd1v1duals, who also have some 
experIence WIth the program development process Such a 
co~mlttee would not only prov1de the Annual Plans d1scussed 
1n III but would be a constant source of 1nformat1on that a 
course coordInator needs as programs go through var10US 
stages of development They should be ut1l1zed throughout 
the process, not Just at one stage, espec1ally 1n the 
IdentIfIcatIon of needs that meet the cr1ter1a of tra1n1ng 
needs, and the establ1shment of deta1led goals for a 
Drogra~, well before work on 1t 1S approved 

Otner commIttees could be created for spec1f1c needs, such 
as a Faculty Development Comm1ttee to Ident1fy what faculty 
needs to Improve theIr SkIlls 

III PlannIng 

Greater Rel~ance on Annual Plans 

The wor~flow dIagram beg1ns wIth the start of all programs 
- tne e~areSSlon of need by var10US persons It 
demonstrates the Ideal whereby each of the many groups 
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ser\ed bv NCJS perm1ts the Center to plan properly through 
subm1sslon of ~nual Plans that state the educat10n needs 
Th1S perm1ts the Center to allocate resources effect1vely 
and to complete such t1me-consum1ng parts of the process as 
curr1culum des1gn, research, and wrltlng of mater1als In 
other words, lt permlts the Center to have a process that 
1S followed It 1S recommended that the Center lmprove the 
p~ocess for the development and use of Annual Plans 

Long-Range Plann~ng 

It 1S clear that NCJS 1S undergolng many organlzat1onal and 
operat1onal changes It 1S suggested that a long-range 
DIan be developed by NCJS and that annual pr1or1t1es be 
establ1shed, then promulgated, so all levels of employees 
are aware of, and can J01n the organ1zat1on's d1rect1on 
f}orf flow processes follow goals, whether formal or 
In[ormal The greater the clar1ty of goals the greater the 
Cla~lt, l~ processes 

- ~ela:ed need wlll arlse from the lntroductlon of computer 
cu:o!a:10~ It 1S reco~~ended that clear processes for the 
creat1o" reJlew, and approval of standard NCJS 
cJcu~e~~atlo, and reports be establ1shed 

LV U~lll:a~lon of Resources 

I~creased Development of Computer Systems 

~ c~lt1cal tool for 1mprovements 1n almost every area of 
:he process ,~erebv educatlon programs are produced lS the 
co~outer They offer h1gh-speed commun1cat1on wlthln NCJS' 
o~lOLS 0~r1ces and outs1de as lnformatlon needed as part 

~. tre Droara~ develooment progress 1S sent to, or rece1ved 
_r~~ :acLltl tra1nees and others They also can help 
_~c~ease accuracy and reduce or ellmlnate redundancles 

T~ 1S suggested that NCJS v1gorously promote the regular 
Lse of computers, perhaps even mandat1ng that certaln Jobs 
or reports be completed solelv through the1r use NCJS 
s~ould also ldentlfy WhlCh documents should always be 
-c_~:al~ed a~d as soon as posslble develop databases and 
SDreaasheets that provlde needed 1nformatlon to management 
c-c s~a[f Tbe war' [low dlagram and sample Forms 
~coroora~e computers lnto all aspects of the program 
~rJcess 
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* Formal and Numer~c Course/ Tra~nee and Faculty Evaluat~on 

Substant1al t1me 1S expended on the evaluat10n process of 
each tralnee It 1S recommended that the system be stud1ed 
1n deta1l to 1dent1fy prec1sely what 1nformat1on 1S needed, 
why, and how best to capture 1t Also, all evaluat10ns 
should be reduced to numbers or letters that summar1ze at a 
glance 

Summary 

NCJS has been produc1ng excellent educat10n programs for 
many years It 1S now seek1ng to re-exam1ne what 1t does 
In an effort to 1mprove serV1ces to the M1nIstry and the 
many d1fferent types of part1cloants who rely on 1t for 
the1r professIonal development ThIS commItment 1S to be 
admIred The workflow dIagram and accomoanY1ng corms offer 
some add1t1onal 1ssues for cons1derat1on and possIble 
ImplementatIon 

SubmItted Anthony B f1sser 
150 KIngs H1ghway 
North Haven, CT 06~73 
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