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ORGANISATIONAL CULTURE AND CHANGE
MANAGEMENT IN COURTS, BASED ON THE
EXAMPLES OF THE GDANSK AREA COURTS
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Abstract

Background. Courts are by definition bureaucratic, hierarchical organisations, epito-
mised by low levels of networking potential, which basically lack mechanisms of infor-
mation exchange, or those of sharing information both at the level of the organisation of
the justice system (the macro scale) and within a given court (the micro scale).

Research aims. The aims of this article was implementing modern management meth-
ods of common courts, based on the examples of the Gdansk area courts, and attempts to
provide an answer to the question of whether courts, viewed as bureaucratic bodies, are
ready to launch organisational change aiming at the creation of organisations based on
knowledge.

Method. Based on the case study approach, this paper outlines the results of an innova-
tive pilot study. Throughout the pilot study, sixty selected district, regional and appellate
courts, with the help of external experts, were subjected to the implementation of “good
practices” — managerial improvements. Also, the paper illustrates the findings of re-
search conducted on the organisational culture of the Gdansk area courts, based on the
examples of three district courts and one regional court, participating in the pilot study.
Key Findings. Amidst the basic research methods employed in the paper are: literature-
based studies, empirical analysis with the use of available secondary studies, as well as
individually-conducted empirical studies conducted for the purposes of this paper, which
has initiated the discussion on the notion of organisational culture in courts, and has
raised the questions of whether a) the courts are ready to accept the changes aimed at
altering their management; b) the organisational culture in the courts covered by the
study determined the selection of practices to be implemented; ¢) organisational culture
in courts lies at the foundation of building a knowledge-based organisation; and d) there
exists a potential for sharing knowledge among the courts covered by the study in ques-
tion. The results of the study in question prove that organisational culture of courts
determined the possibility of implementing managerial practices aimed at shaping
a knowledge-based organisation.

Keywords: Benchmarking, Knowledge management, Management in courts, Organisa-
tional culture, Change

INTRODUCTION

Courts are by definition bureaucratic, hierarchical organisations, epito-
mised by low levels of networking potential, which basically lack mech-
anisms of information exchange, or those of sharing information both at
the level of the organisation of the justice system (the macro scale) and
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within a given court (the micro scale) (Banasik, 2014). Such a situation
makes each court sacrifice much time and other resources to work out
process, organisational and social solutions, instead of reaching for ones
already created and put into practice by others. There is also a clear
lack of instruments for managing knowledge within individual courts.
Extensive research on organisational change in the judiciary, targeting
a result-based organisation that boosts employees’ innovation and crea-
tivity and lays down the basis of internal communication between the
individual organisational units of a court, as well as within external
communication with the court’s clients and its entire external environ-
ment was commenced by the innovative project named PWP: Education
on managing time and court proceeding fees — case management, con-
ducted in 2011 — 2015 by the National Board of the Judiciary and Public
Prosecution Service as part of the Human Capital Operational Pro-
gramme, co-financed by European funds from the European Social
Fund. Its goal was to add qualitative difference to the level of manage-
ment in courts. As part of the pilot study, the courts covered by the pro-
gramme were scrutinised for good practices, including those pertaining
to the area of knowledge management, and subsequently implemented
in the remaining courts. It was the first project of this kind initiated in
the Polish judiciary, following the European trends of modern manage-
ment techniques adopted within the judiciary.

Admittedly, courts are knowledge-based organisations. The results
of judges’ activities are judgments and decisions, i.e. products of an intel-
lectual activity, and in other words, a sort of knowledge. In light of the
above, it is possible to put forward the thesis that effective management
in courts ought to be based on the so-called “soft elements of manage-
ment”, for example on building trust between individual people, offering
leaders’ support to pursue internal employees’ motivation, and creating
an environment where the staff can unreservedly develop their poten-
tial.

The pilot study was conducted in two groups of courts: 1) as part of
the basic study, the choice of courts had been made by the Ministry of
Justice — a top-down initiative; and 2) a supplementary study, whereby
the courts themselves applied for the project — bottom-up initiative. The
good practices pertained to: (a) communication, (b) team-oriented activi-
ty, (¢) work organisation, (d) competences of the staff, (e) staff motiva-
tion, (f) staff development, (g) use of modern technologies. Implementing
practices complying with the above listed areas was supposed to con-
tribute to, and in particular help to optimize, the working time and the
court-proceedings timing. Amidst the beneficiaries of the project were 3
appellate courts, 19 regional courts, and 38 district courts. From 28
June 2013 to 31 October 2014, 60 pilot-study courts were covered by
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implementation activities within the range defined and agreed as part of
the implementation project. Courts of different size took part in the
pilot study:

1. AS — mid-sized appellate court,

OM - small regional court,
OS — mid-sized regional court,
OD - big regional court,

RM — small district court,

RS — mid-sized district court,

. RD —big district court.

Whilst determining the size of a given court, we took account of the
following criteria: the number of cases heard, the number of judges
sitting at cases, the number of divisions, and the number of court em-
ployees. Given the simplification and unequivocalness of the subdivi-
sion, based on statistical distribution of the number of courts, the size
of a court was determined in line with the number of judges, adopting
the following intervals: (a) up to 20 judges — small court, (b) between
21 and 80 judges — mid-sized court, and (c) over 81 judges — big court.
Table 1 below illustrates the number of courts participating in the
pilot study in the respective categories.

NSOk WD

Table 1. The Number of Courts Listed in the Respective Categories

Small Mid-sized Big
Appellate 0 3 0
Regional 2 12 6
District 8 25 5

Based on: The end report of the implementation of the basic and supplementary pilot study of mod-
ern management methods of common courts, WYG International, WYG Consulting, WYG PSDB,
Cracow School of Economics, the Allerhand Institute, Warszawa 2014, not published.

As part of the pilot study, the courts made choices of the practices
to be implemented from the catalogue of 24 good practices. The good
practices were subdivided into three groups based on the relevant sub-
ject matter, following the pattern listed below:

1. IT-based: electronic court order for bringing in a defendant, I'T-
based tools of internal communication, managing digitised
court files, IT-based system of resource reservation, checking
the security levels of computer posts and units, and managing
IT resources and services.

2. Staff-based: change management in the court, knowledge man-
agement and staff skills management, extra-financial motiva-
tional instruments, standardisation of workplaces, examination
of court employees’ satisfaction levels, staff audits, managing
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the procurement and adaptation of employees, and managing
the system of periodical staff evaluation.

3. Organisational: managing the tasks performed by court clerks,
analysis of activities conducted in the judicial division, partici-
pative model of court management, managing employees’ inno-
vation, updating the system of judicial support, organisation
and functioning of the Customer Service Desk, improving the
general image of the court, the court as part of the social envi-
ronment, organisation of accountancy in the environment of
new technologies, and the court as a self-learning organisation.

ORGANISATIONAL CULTURE

Implementing good managerial practices, in particular within the area
of knowledge management, was highly dependent upon the courts’ or-
ganisational culture. The judiciary is epitomized by the co-existence of
two subcultures: judges and clerks. The judges’ culture is based on the
values pertaining to respect for law and acting in line with the proce-
dures. Checking a judge’s activity is also focused on compliance with
relevant procedures. Chances of promotion, just as in the case of
clerks, depends on procedural accuracy of the cases heard. Judges are
independent, and the activities relevant to administrative supervision
may never enter this sphere, as they are subject only to instance-based
control. The president of a court is clearly the official superior of judg-
es; hence, he/she makes relevant decisions on assigning the judges to
specific divisions, as well as those pertaining to the range of their du-
ties; he/she also sets the rules of assigning cases to individual judges.
He/she, however, has no influence whatsoever on the quality of the
decisions taken. Court clerks currently work under the court manager
(until January 1st 2013, they reported to the president of their court).
Such change of subordination may cause further deepening of this
specific separateness of clerks’ culture, as well as lack of understand-
ing of their auxiliary role against the basic functions of common
courts. In a bureaucratic structure of the judiciary, a court clerk may
not manifest his/her independence of decision making, as he/she has
been reduced to a merely executive role. All the clerical decisions are
subject to control both in terms of their substance and formal nature.
Clerks account for the executive activities they perform, and by no
means relieve judges from the substance-based activities.

The norms and values of the above groups make up the organisa-
tional culture of courts. The very definition of the notion of “organisa-
tional culture” is a tough task. Generally speaking, organisational cul-
ture is a set of dominating norms and values typical for a given organi-
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sation, and supported by the premises of the nature of reality and sur-
facing by dint of artefacts, 1.e. external, artificial constructs of a given
organisation (Kostera & Kownacki, 1997). The effectiveness and success
of the organisation are not merely the effect of the functioning of
a ,good” structure, but also the existence of proper pro-effective motiva-
tion and competent managers. Organisational culture has an invisible
quality: it impacts whatever happens inside it and its relations with
the outside. The organisational culture of courts requires in-depth
analysis and detailed studies based on the analysis of the impact of
organisational cultures on organisational behaviours of the judiciary’s
staff. The themes of knowledge management strongly accentuate the
role of organisational culture. Undoubtedly, within this area one of the
most eminent publications is Geert Hofstede’s and Gert Jan Hofstede’s
Cultures and Organisations. Software of the Mind, released in 2000
and 2007 (Hofstede & Hofstede, 2007). One of the most valuable pro-
posals of these authors has been that of ascribing six dimensions to
organisational culture:

1. Orientation for maintaining procedures — targeting results

(procedural priority and result priority,

2. Caring about the workers — caring about production,

3. Sense of belonging — professional approach (guild-like commu-

nality).

4. Open system — closed system,

5. Loose control — strict control.

6. Normativity — pragmatism.

The above listed dimensions have been defined on the basis of the
research conducted by Hofstede as part of the Institute for Research on
Intercultural Cooperation — IRIC in the latter half of the 1980s. In
Business Leadership and Culture, Bjorn Bjerke notes that “businesses
are often successful because their employees may act in line with their
cherished values, and that businesses with traditions offer a rich and
complex set of values, and not just goods and/or services” (Bjerke, 2004).

In sociology, the work which in the opinion of the authors ought to
be considered whilst pondering the issues of knowledge management
is Piotr Sztompka’s Trust. In the subchapter dedicated to cultural im-
ponderables, attention has been paid to the fact that "actions taken in
human groupings are not taken individually or independently from each
other, but are rather linked to form complex areas/fields, and depending
on the degree of their coherence are labelled groups, communities, or-
ganisations, associations, institutions, states, markets, and others” (Szt-
ompka, 2007). Hence, of key importance for maintaining a given hu-
man community are the cultural variables that specify the rules of
cooperation in a given group. It is worth mentioning that in sociology,
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the notion of ,social capital” has been developed extensively (Bourdieu
& Passeron, 1997; Putman, 1995; Sztompka, 2007), and it is defined
as, among others, “the qualities of social life: the networks, norms,
trust, which allow its members to act more effectively together in pur-
suit of a particular common goal.” [...] Social capital concerns social
ties, norms pertaining to them, and trust (Putman, 1995). This defini-
tion features the notion of “trust”, which has also recently become the
subject of analysis in the already mentioned trend dubbed “managing
trust”. Therefore, one may put forward the thesis that a condition for
the creation of an effective organisation, i.e. such where members’ ac-
tions face one common direction, is the creation of a coherent organisa-
tional culture, which in turn, requires making members of an organi-
sation trust one another. Having said that, the main goal here is not
that to build a “single” culture. Standardisation often leads to a drop
in creativity and effectiveness of teams working in an organisation;
hence, “coherence” ought rather to be understood as “the ability to act
in unison (making goals come true) of the entire enterprise despite the
existence of subcultures”.

Building a coherent organisational culture requires, first of all, cre-
ating a set of commonly observed values for all employees, as organisa-
tional culture is above all “the system of shared values” (Krupski &
Stanczyk, 2008). In the book by Jakub Brdulak, we can come across the
following algorithm of building a coherent organisational culture:

NEEDS

VALUES LEADING

COHERENT ORGANISATIONAL CULTURE

Figure 1. Building A Coherent Organisational Culture
Source: (Brdulak, 2012, p. 141).

According to the Figurel, building a coherent organisational culture
requires creating common values supported by the helping hand of lead-
ership. The system of values should rest on employees’ needs. The tasks
of defining needs, and leading are ascribed to the leader, who making
use of the 2K method (for more details, see Brdulak, 2012, p. 137), is
able to better realise his/her own tasks. At the same time, feedback
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takes place, because in a given organisational culture, leaders deter-
mined by a specific culture are rewarded.

MANAGING CHANGE

Mick Cope, founder of WizOz, an organisation whose main goal is to
optimise the potential of people and businesses, has proposed a method
of managing change which he labelled “the change ladder” (cf. chart).
This method takes into account issues pertaining to organisational cul-
ture.

5 VALUES LEVEL 5
4 DESIRES LEVEL 4
3 SKILLS LEVEL 3
) PROJECTS LEVEL 2
1 GOALS LEVEL 1

Figure 2. The Change Ladder

Source: From individual elaboration based on M. Cope (2010), The Seven Cs of Consulting, Pearson,
Edinburgh, p. 71.

The main value of the methodology of change management sug-
gested by Cope is taking into account the five elements — levels which
ought to be taken into consideration when introducing change, to make
sure that the results have a stable and long-term face. It is essential to
not perceive this ladder hierarchically. For example, placing the goals
at the lowest level does not mean that they are the easiest ones to put
into practice, least significant, or that one has to start launching
change right from this very level. In this approach, it is of key im-
portance to consider all the levels although, to the mind of the authors,
the terminology “ladder” adopted by Cope is inaccurate insofar as it
imposes hierarchical associations.

At the lowest level of the ladder are the goals: as part of it, one has
to guarantee coherence between organisational goals and those of in-
dividual people. The term ,projects” should be understood as changes
within processes. In theory, it seems that these changes are pretty
easy to implement; however, in practice, it is indeed an area in which
the person launching the change(s) often suffers defeat, as they fail to
consider the specific needs of individuals or groups/teams. The level of
“skills” aims to build new skills with people and teams subject to
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change. For Cope, this level has a lot in common with the notion of
“knowledge”, as Cope himself subdivides skills into “explicit” and “tac-
it”, so knowledge is subdivided in exactly the same way. As part of this
level, of key importance is to define the optimal relationship between
those explicit and tacit for each organisation. One more layer is the
“desires”, which can be equalled with the motivation to grow. Cope
notes that at this level, it is necessary to identify the force of internal
contradiction, which occurs among people, and surfaces between what
they wish to be and what they are, at a given moment. The supreme
level is made up of values, referred to by Cope as the “ethos”. Here
a sort of stratification occurs all too frequently, which happens be-
tween what a given person voices and what is actually performed.
Cope exemplifies this with the figure of the manager who sends out
a letter printed by an ink-jet printer to all the Staff, saying that “we all
need to economise on our funds”.

Availing himself of the above model, Cope distinguishes 5 major
types of introducing change, which often take place in real life, but
whose results are typically unstable and short-term, and 1 type of
launching change which ought to ensure long-term results. Table 2
illustrates the specific types and provides a brief description.

Table 2. The Key Qualities of the Specific Types of Introducing Change

Type of change introduced ..
Name presented graphically Description
1. A typical form of solving problems adopted by
Fixing VALUES companies. However, focused solely on processes
DESIRES . and goals, and too poor — change will not be per-
’é SKILLS é manently launched without considering the re-
z | prosects 3  maining three levels: skills, desires, and values.

For example, implementing CRM won'’t automati-
cally effect growth of customer service quality.
2. . A typical approach used in cases of repeated prob-
Miracle lems. The agent implementing this sort of change
assumes that launching a given procedure will
cause change at the level of desires (motivation)
PROJECTS and values. By analogy, this type of change can be
GOALS paralleled with a new diet: a new prescription
won’t automatically lead to a loss of weight.
3. An approach resting on the assumption that if we
Waterfall =~ ‘—;YALUES change the slogan of our activity, (often linked
DESIRES with our mission and vision), it will automatically
SKILLS change our organisation’s operational functioning.
This often happens when a new board is appoint-
ed, who start their activity by announcing a new
path of growth, e.g. quality orientation, or cus-
tomer care. Reception of these slogans by the av-
erage staff is often poor.

| ocoas |

INPUT
OUTPUT

==}

INPUT
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4. - In this approach, the operational staff Begin to
Cult > NALUES accept the new vision imposed by the board. To a
| BOESRES 1 5 large extent, this change is based on fascination
§ i B ISKILLS B g with the new board. However, acceptance of new
2 ‘PROJECTS |  ° rules is far more a long-term process, as it re-

{ ocoas | quires changes within the system of values. If the
board fails to make sure that change alters the
employees’ system of values for good, this cult is
due to die out pretty shortly.

5. This type of change often occurs in situations when
Wall change is implemented by an external team: a
5’*5'@ ! 5 consulting company, or a training team. Based on
g " SKILLS' % its know-how, the external firm implements opti-
= o

PROJECTS mal solutions at four levels, but it comes across a
GOALS wall at the level of values, as the company’s board
fails to get engaged in making change happen. It
can also happen that the board does not even ap-
prove of the solutions resulting from change,
which makes it impossible for change to take

place at all.
6. ' This type launches change with a high degree of
Handle P TACUEST probability that stable and long-term results will
| : DESIRES i spring up. Each of the levels at which change oc-
'é [ SKILLS § curs is enhanced by a change in values. The only
£\ PROJECTS ° threat to attaining the desired results will be the

GOALS stratification in the sphere of values between
what is voiced out loud and what is actually per-
formed. In the event of lack of such stratification,
this type of launching change should result in
success.

Source: individual elaboration, Jakub Brdulak, based on M. Cope (2010), The Seven Cs of Consulting,
Pearson, Edinburgh, pp. 84-89.

It is worth pointing to the ties between the approach proposed by
Cope and organisational culture. First of all, Cope’s method, takes
account of the values on which organisational culture rests. Second, in
implementing change, Cope focuses on the “human factor”, and organi-
sational culture is, after all, built by people. Third, it assumes that
implementing change should cover all the levels featured in the
“change ladder”, and in particular it should be supported by a coherent
system of values communicated by the company’s management board.

THE PILOT STUDY OF IMPLEMENTING MODERN
MANAGEMENT METHODS IN COMMON COURTS, BASED
ON THE EXAMPLE OF THE GDANSK AREA COURTS

In order to ensure stable and long-term results in the way courts are
managed, good managerial practices were identified with the assis-
tance of external experts, and subsequently implemented in other
courts taking part in the study. The selection of good practices for im-
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plementation in specific courts, as well as supervision over individual
stages of implementation was left to the court management level, i.e.
the president and the manager. Good practices were implemented by
court employees grouped into teams. Employees’ creativity caused modi-
fications of the practices put into practice, adjusted to the needs of
a specific court. Additionally, presidents and managers met voluntarily
on a regular basis once a month to discuss issues that came out
throughout the implementation of good practices. These meetings were
a sort of platform of vertical and horizontal exchange of knowledge and
experience. Also, in the pilot-study courts, communities of practition-
ers were formed, made up of managers of lower instance courts (heads
of administration units and accounts), sharing their knowledge on,
among others, communication, human resource management, and
using modern technology to monitor the flow of cases through the
court, as well as the financial flow. Participation of practitioners and
representatives of the management in such groups guaranteed launch-
ing of solutions worked out and translating them into practice. As a
result of the study, a participatory network was institutionalised, link-
ing the courts covered by the pilot study conducted (Banasik, 2014).

The pilot study of implementing modern management methods in-
cluded, among others, all the district courts of the Gdansk area, along
with the regional court (i.e. 12 courts).The courts were implementing
practices within the planning and operational model. The former en-
tailed occurrence of the following implementation elements: the im-
plementation plan was approved by the relevant bodies of the court.
A standard pattern of action was defined to facilitate partial improve-
ments aimed at launching a given good practice. An inventory was
made of the reference material, taking the form of products and im-
provements developed in other courts covered by the pilot study, in line
with the priority of creating a horizontal and vertical network of
knowledge exchange, approved in the Project. Guidelines were set on
the optimal project structure, with particular focus on the structure of
the steering committees, determining necessary resources, and defin-
ing the aims of the particular projects. Distance engagement of experts
was employed to prepare a given court for implementation of good
practices and developing the project documentation. The latter fea-
tured all the elements typical of the above mentioned planning model
of implementation, enhanced by: the involvement of experts and auxil-
iary staff in implementation actions taken within the court area.
Listed below are the results of the pilot study of implementing modern
management methods, based on the example of four courts.

In the Gdansk Regional Court — RC (a big regional court) as many
as 11 good practices were launched in line with the operational model:
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managing the employees’ change of approach, managing employees’
innovation, improving the general image of the court, the Court as
part of the social environment, managing court clerks’ tasks, I'T-based
tools of internal communication, extra-financial motivation instruments,
a survey of the court’s staff, managing procurement and adaptation of
employees, organisation and functioning of the Customer Service Desk,
electronic court order for bringing in a defendant. In the planning
model, it was suggested to introduce further practices: managing em-
ployees’ knowledge and skills, the Court as a self-learning organisa-
tion, managing digitised court files, analysing the activities performed
within the judges’ division, standardisation of workplaces, personal
audit, participatory model of court management, upgrading the sup-
port system of the body of rulings, IT-based system of resource reser-
vation, managing the system of periodical staff assessment, security
audit of computer posts, managing IT resources and services and or-
ganizing accountancy in the environment of modern technology.

The DC3 (a mid-sized court) implemented as many as 6 good prac-
tices: Improving the general image of the court, IT-based tools of inter-
nal communication, managing digitised court files, extra-financial
motivation instruments, organisation and functioning of the Customer
Service Desk, IT-based system of resource reservation. In the planning
model, the following were planned for implementation: managing the
employees’ change of approach, managing employees’ innovation, man-
aging employees’ knowledge and skills, electronic court order for bring-
ing in a defendant, standardisation of workplaces, personal audit, man-
aging the procurement and adaptation of staff, managing the system of
periodical staff assessment and security audit of computer posts.

The DC2 (a small district court) launched as many as 5 good prac-
tices: managing employees’ knowledge and skills, electronic court order
for bringing in a defendant, IT-based tools for internal communication,
managing the procurement and adaptation of staff, organisation and
functioning of the Customer Service Desk. In the planning model, the
following were suggested for additional implementation: managing the
employees’ change of approach, managing employees’ innovation, im-
proving the general image of the court, the Court as part of the social
environment, extra-financial motivation instruments, standardization
of workplaces, personal audit, upgrading support systems of the body
of rulings, I'T-based system of resource reservation, managing the sys-
tem of periodical staff assessment.

The DC1 (a mid-sized court) put as many as 7 practices into action:
improving the general image of the court, electronic court order for
bringing in a defendant, IT-based tools for internal communication,
extra-financial motivation instruments, upgrading support systems of
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the body of rulings, organisation and functioning of the Customer Ser-
vice Desk, security audit of computer posts. In the planning model, it
was noted that additional good practices could be launched: managing
the employees’ change of approach, managing employees’ knowledge
and skills, managing employees’ innovation, the Court as part of the
social environment, standardization of workplaces, a survey of court
employees’ satisfaction, managing the procurement and adaptation of
staff, IT-based system of resource reservation, managing the system of
periodical staff assessment.

Looking closer at the findings, it is an evident tendency that the
courts selected the good practices connected to the communication
aspect of their functioning, and worse marks were scored by the prac-
tices pertaining to IT and the body of rulings. In the opinion of the
pilot-study courts staff, the practices launched contributed to a general
improvement of the communication aspects of the functioning of these
courts both when it comes to internal communication between the in-
dividual court organisational units, and as far as external communica-
tion goes, i.e. with the customers and the entire social environment.
Also, it was pointed out that many of the solutions proposed as part of
the good practices are conducive to boosting Staff innovation and crea-
tivity; hence, it allows for a better use of their potential, and contrib-
utes to better work organisation and more transparent structures. The
pilot study initiated organisational learning in the participating
courts, which was manifested most clearly by the new approach taken
by courts which now started to learn from one another and exchange
experience.

SELECTED FINDINGS OF THE RESEARCH CONDUCTED
ON ORGANISATIONAL CULTURE IN 4 COURTS
OF THE GDANSK AREA

At present, extensive research is being conducted by the authors fo-
cused on organisational culture. They employ simple tools which aim,
above all, to reveal the potential fields that may generate risk for the
individual organisational units. The research done in courts consists of
five parts. The first is the Gallup Test, whose first findings have been
presented below. The second part concerns coherence of teams; the
third pertains to cooperation of experienced people with people under-
going induction for work; the fourth part uses the test put forward by
Dawid Kolb, and developed in Polish B. Kozusznik (Kolb, Rubin, &
MClntyre, 1997; Kozusznik, 2007) relating to leadership styles X and Y.
The fifth part, in turn, concerns the incentives governing judges’ actions.
The research is currently conducted in three district courts and regional
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courts subjected to them: in Gdansk, Warsaw, and Wroctaw. Approxi-
mately 800 survey questionnaires are due to be collected. Similar stud-
ies are scheduled in foreign courts: in Lithuania, and Germany. There-
fore, it seems that the research material is going to be robust and will
allow to initiate a broader debate on knowledge management in the
judiciary.

The graphs listed below (Figure 3) illustrate findings of the Gallup
Test, which was administered in three district courts: DC1 (n=83),
DC2 (n=37), and DC3 (n=56), and in the regional court RC(n=120),
among judges (n=50) and clerks (n=246). The questions are presented
in the Appendix.
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Figure 3. The Gallup Test Results for District Courts and the Regional
Court

The columns present average YES (1,00) answers given by the respondents.

Source: Jakub Brdulak, The research of organisational culture of courts in Region Gdansk, 2015, not-
published

The data collected for the needs of the above graphs are for the
time being still minor. The authors, analysing them, aim to focus on
the areas generating the differences. For example, a big difference can
be discerned in the answers provided by the clerks and judges to the
question: Is my view taken into account at work? The judges believe it
is the case (100% of the answers), but half of the clerks claim the oppo-
site (49% of the clerks said YES). On the one hand, it seems that this
situation is natural, but, on the other hand, one can ponder the ques-
tion if it is desired. Maybe, it would make sense to introduce such solu-
tions to make the clerks’ opinions count more. It is necessary to prompt
discussion with the authorities of district and the regional court. The
data gained also enable to look at them according to the individual
courts. For the time being, the survey encompassed only three district
courts and one regional court. Taking another look at the differences,
it is possible to discern that the employees of DC3 feel that “their boss
or someone else at work cares more about them” (81% of the DC2 staff
claim so, against 51% of the RC staff, 60% employees of DC1 and 61%
of the DC3 employees). These findings again lead us to posing the
question of whether such situation is the desired one. And, once again,
answering this question requires discussing the issue with the author-
ities of district courts. In the second part of the questionnaire, the
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questions concerned team coherence. The graph below presents only the
results of the first question from the second part of the questionnaire
examining team coherence: “Do you feel that you are part of your team
in the court?” divided into three district courts and one regional court.

A preliminary analysis of the findings reveals that DC3 employees
are more closely bound to their team. It is worth remembering that
these findings include both the answers provided by judges and clerks.
Hence, based on these findings, one is tempted to put forward the hy-
pothesis that most probably this court boasts with better knowledge
management processes than the other courts. Having said that, such
thesis requires further in-depth study. How can one do this? In this
court, the operational model of knowledge management and staff skills
management was picked. In the remaining courts in which the staff
feel the team spirit to a much lesser extent this practice was planned
for launching only in the planning model.

Apart from the quantitative research, which may reveal a variety
of interesting points of reference, it seems that it should also be neces-
sary to hold a reliable discussion with the courts themselves. Such
discussion ought to take into account both judges and clerks and ought
to be done in order to identify the good practices that can with success
be launched by other courts.

CONCLUSIONS

The realisation of the pilot project aimed at looking at the modern
methods of managing common courts has revealed a big potential for
change. In the 60 courts covered by the study 15 good managerial
practices were launched in each. In some courts, their presidents de-
cided to launch more than 15 practices. In the majority of the courts,
including those operating in the Gdansk area, a decision was taken to
first implement the practice by the name of managing the employees’
change of approach. Such change, in fact, instigates the process of
changing organisational culture. In the classical approach, it was tak-
en for granted that the management impose all the changes. The
grounds for change were problems noticed by the management, or po-
tentially by the results of the work of external experts. The changes
were fragmentary in nature and were conducted relatively rarely. The
growth of technology and the growth of education have pushed many
institutions to involve employees in change management; such people
were assisted by external experts in identifying problems and design
and implement relevant solutions. The key competences in managing
change are the skills of leading projects. At present, systemic change is
emphasized increasingly more often, concentrating on the mission and
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strategy of institutions, creating the capacity for growth, designing
structures and processes targeting change. Such approach rests mostly
on shaping and solidifying an organisational culture that is epitomized
by openness of the staff for change.

In the Gdansk area courts taking part in the pilot study, a decision
was also made to launch the practice of improving the general image of
the court. This will, in turn, help to enhance Staff identification levels
with their organization. In the court where the employees were more
closely linked to one another, putting this practice into action was
planned only in the planning model. In DC1 court, in which the Staff
enjoy the lowest possibilities of upgrading their knowledge and grow
further and are not at all encouraged to do so their sense of team spirit
is lower, and no practice was picked aimed at sharing knowledge or
promoting employees’ innovation in the operation model. Only in the
planning model was the practice of managing the employees’ change of
approach & managing staff skills and knowledge planned for launch-
ing. In the regional court (RC), the majority of practices available were
selected for launching. The findings show that in this court, the staff
have the opportunity to gain new knowledge and experience, and, also,
are encouraged to do so. They have a shared sense of purpose of the
work they perform and the will to grow at the middle level. The em-
ployees also feel part of the team to a much lower extent. The above
findings point to the fact that in this court, difficulties could be en-
countered by the management whilst implementing the good practices.
This statement requires doing further research.

Introducing change in 60 courts, as a result of realising a pilot
study, can have durable effects, given that the type of change known
by the name of “wall” has been adopted, but the external experts did
not employ their knowledge. As part of the study, the experts identified
good practices in courts, and subsequently with the help of the man-
agement launched them in other courts. The durability of the findings
of the pilot study necessitates conducting a further evaluative study.
The effect of realizing the study has been The Strategy of Modernisa-
tion of the Justice Space for the Years 2014 — 2020, developed by the
Ministry of Justice, with the support and assistance of, among others,
presidents of the courts covered by the study. Modernisation aims to
improve the effectiveness of functioning of the justice system in three
dimensions: macro, mezzo, and micro. It is all about improving the
efficiency of the way the justice system operates as a whole (the macro
scale), the courts (the mezzo scale), and court proceedings (the micro
scale). The Strategy assumes that improving court effectiveness may
take place by introducing a managerial model of running them: a mod-
el going back to the notion of New Public Management, which stresses
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the importance of economic aspects of public expenditure with simul-
taneous focus placed on enhancing the quality of public services and
the effectiveness of the public sector.
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APPENDIX

Al. Do I know what is expected from me at work?
A2. Do I have the tools needed to do my work well at my disposal?
A3. Do I have the chance to do what I can do best at work every day?
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A4. Have I felt appreciated at least once over the last 7 days?

Ab. Does my boss or anyone else at work care about me at all?

A6. Does anyone at work encourage me to grow?

AT. Does my opinion count at work?

AS8. Does the mission of my court give the feeling that the work I do is of im-
portance?

A9. Do my co-workers care that I work best?

A10. Have I found my best friend at work?

All. Have I talked about my progress with anyone over the last 6 months?

Al2. Have I been the Chance to grow and learn at work?

KULTURA ORGANIZACYJNA | ZARZADZANIE
ZMIANA W SADACH NA PRZYKLADZIE
OKREGU GDANSKIEGO

Abstrakt

Tlo badan. Sady sa z definicji organizacjami biurokratycznymi o duzym stopniu hierar-
chizacji, stabo wspétpracujacymi ze soba w ramach sieci, nieposiadajace mechanizméw
umozliwiajacych wymiane informacji zaréwno na poziomie pomiedzy sadami (w skali
makro), jak réwniez w ramach danego sadu (w skali mikro).

Cele badawcze. Celem tego artykulu bylo wdrozenie nowoczesnych metod zarzadzania
sadami w oparciu o przykltady sadéw z okregu gdanskiego. W artykule podjeto prdobe
odpowiedzi na pytanie czy sady, postrzegane jako organizacje biurokratyczne, sa gotowe
do rozpoczecia zmian organizacyjnych, ktorego celem jest stworzenie organizacji opar-
tych na wiedzy.

Metodyka. Opierajac sie¢ na podejSciu studium przypadku, w artykule zostaly zaprezento-
wane wyniki badania pilotazowego. W badaniu pilotazowym, w sze§édziesieciu wybranych
sadach rejonowych, okregowych i apelacyjnych, z pomoca ekspertéw zewnetrznych, zostaty
wprowadzone "dobre praktyki" — ulepszenia w zarzadzaniu. Ponadto, dokument przedsta-
wia wyniki badan przeprowadzonych na kulturze organizacyjnej sadéw w okregu gdan-
skim, w oparciu o przyklady trzech sadéw rejonowych i jednego sadu okregowego.
Kluczowe wnioski. Wéréd podstawowych metod badawczych zastosowanych w artykule
mozna zaliczy¢: studia literaturowe, analiza empiryczna z wykorzystaniem dostepnych
badann wtornych, jak réwniez indywidualnie badania empiryczne, ktdre zainicjowaly
dyskusje na temat pojecia kultury organizacyjnej w sadach oraz umozliwily podjecie
préby udzieleni odpowiedzi na nastepujace pytania: (a) Czy sady sa gotowe zaakcepto-
waé zmiany w ich zarzadzaniu; (b) Czy kultura organizacyjna w sadach objetych bada-
niem pelnila istotna role o wyborze realizowanych praktyk; (c) Czy kultura organizacyj-
na w sadach lezy u podstaw budowania organizacji opartej na wiedzy; oraz (d) Czy ist-
nieje mozliwoé¢ dzielenia sie wiedza wérdod sadéw objetych badaniami. Wyniki badan
dowodza, ze kultura organizacyjna sadéw determinuje mozliwoéé realizacji praktyk
zarzadczych majacych na celu ksztaltowanie organizacji opartej na wiedzy.

Stowa kluczowe: benchmarking, zarzadzanie w sadach, zarzadzanie wiedza, kultura
organizacyjna, zmiana.



