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Goals for 2014-2015

As the Committee on Regulation and Discipline Oversight (RAD) begins the 2014-2015 year, it will
continue the good work of past committee members and look to improve upon quality of performance and
efficiencies within the discipline system. The past few years have brought about significant change to the State
Bar and within the Office of Chief Trial Counsel (OCTC) in particular. While much of that change was
necessary, at times, it was also turbulent and stretched staff’s time and attention.

I became interim chief in September 2011 and, subsequently, became chief trial counsel in May 2012. That
first year was extremely busy and chaotic for OCTC staff. In July 2011, my predecessor and the majority of the
OCTC management team departed suddenly from the organization. In August 2011, OCTC staff faced the
daunting challenge of a “zero backlog” mandate which meant working through thousands of potential backlog
cases within a matter of months. At the time of my arrival, in September 2011, there had been virtually no
supervisory or management oversight of the litigation work — with each attorney having full discretion to close
or settle cases without review.

Within my first year, I worked with State Bar leadership to address then recent criticism by key
stakeholders, including concerns from the Committee of Bar Examiners regarding the quality of OCTC’s work
in moral character cases, concerns from the California Supreme Court regarding the number of Walker petitions
filed, and concerns from RAD regarding the number of cases in backlog (potentially 3000 investigations in
backlog by December 2011). By 2012, we made great strides addressing each of the aforementioned concerns
and received positive feedback from key stakeholders regarding OCTC’s improved performance.

Also commencing in 2012 and continuing through 2014, OCTC embarked on a series of significant re-
engineering efforts designed to manage backlog more consistently throughout the year, to improve quality
control measures within the office, and to improve the training and development of staff. Some of those efforts
included:

e Implementation of management oversight/approval process, requiring management approval of charging
and settlement decisions;

e Transition to a vertical model of prosecution, enhancing staff accountability and quality of work. The
vertical model provides assignment of one attorney to handle the matter from investigation through trial
and replaced an assembly line approach to cases, which had involved multiple attorneys handling
discreet stages of a case requiring multiple hand-offs before a case went to trial.

e Realignment of senior trial counsel duties, assigning senior trial counsel to moral character and

reinstatement cases;

Re-establishment of an appellate team, ensuring greater consistency and quality of review work;

Development of managers/executives;

Development of investigator supervisors;

Development of attorney supervisors;

Improvement of attorney and investigator training programs; and

Establishment of a mentor program for attorneys and investigators.

This year, I hope to continue stabilizing OCTC by focusing on three basic and fundamental performance
goals: (1) improving quality of work; (2) improving timeliness and efficiency; and (3) enhancing training and
development.



2014-2015 Chief Trial Counsel Goals

1. Improve Backlog Management (Efficiency and Quality)
a. Examine time standards
b. Examine quality assurance measures
c. Work with RAD to examine performance benchmarks
d. Work with RAD to examine statutory goal of resolving or filing charges within six months

2. Improve Audit & Review “Second Look” Management (Efficiency and Quality)
a. Continue reduction of standing “second look” inventory
b. Continue reduction of median time to complete “second look” work
c. Examine quality assurance measures
d. Work with RAD to examine performance benchmarks

3. Strategic Planning (Efficiency and Quality)
a. Examine progress related to the State Bar’s Five-Year Strategic Plan (2012-2016)
i. Building initiative in San Francisco
il. Technology initiatives
1. Implementation of a case management system for OCTC
2. Implementation of a bar-wide document management system
iii. Make necessary planning adjustments after examination
b. Identify and address resource needs
i. Examine organization structure & staffing needs
il. Examine management roles and fill management positions
iii. Examine staff roles and fill staff positions
iv. Improve recruitment and outreach efforts
v. Work with RAD to ensure sufficient budget and resources
c. Training and development
i. Continue executive team building and development
ii. Develop non-executive supervisor training and development
iii. Continue attorney trial skills training
iv. Continue staff training and development

Goals in Context — Planning Budget and Development

While the aforementioned goals may seem obvious and exist every year, the focus this year is to build
upon specific progress made over the last three years and, more specifically, to achieve a better balance of
equally-compelling but often-competing interests.

Backlog Management

OCTC’s backlog is measured against a statutory six-month time standard. More specifically, OCTC
must close a complaint or file formal charges based upon the complaint within six months from receipt of the
complaint. In 2014, the Board of Trustees adopted a broader definition of “complaint” to include cases opened
from a variety of different sources. As a result, in April 2014, the State Bar adjusted its reported number of
complaints for the past five years in the State Bar’s annual discipline report.

During this next year, I will work with RAD to evaluate the current time standard, examine existing
quality control measures and analyze the common reasons why cases are worked beyond the six-month time
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period. This examination will enable us to determine whether the current time standard is reasonable given the
work required and to identify necessary steps to ensure both efficiency and quality of work.

Second Look Management

During this next year, I will work with RAD to monitor the reduction of OCTC’s second look inventory
and improve efficiency.

I will continue to monitor the Walker petition activity and examine decisions by the Supreme Court to
re-open or uphold OCTC’s closure of cases. The Supreme Court is able to consider and review OCTC’s work
product and justification for closing the case. OCTC transmits its closed case file to Supreme Court staff, upon
request, for Walker petition review.

Strategic Planning

During the next year, I will work with RAD to improve upon strategic planning, budget and
development including, but not limited to, the following:

e In conjunction with the State Bar’s Five-Year Strategic Plan (2012-2016), evaluate current progress
related to the San Francisco building initiative and technology initiatives — thereafter making necessary
adjustments to planning;

e Examine OCTC'’s staffing needs and management structure. For example, OCTC is currently
developing an operational officer position and finishing a two-year pilot program regarding the
development of attorney supervisor positions;

e  Work with the Office of Human Resources to enhance recruitment efforts and seek to fill key vacancies;

e Build upon OCTC’s attorney training unit and trial skills program. OCTC has continued its previous
efforts (trial skills workshops) by contracting with an outside litigation trainer this year.

e Improve investigator and staff training programs; and

e Enhance change management skills.
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