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Disclaimer:

The present Guide was developed on the basis of the cooperation experience between CEPEJ
experts and 5 pilot courts, as part of the Project “Support to Increased Efficiency of Courts,
Improved Training of Judges and Judicial Self-governance in Azerbaijan” (hereinafter ‘the
Project”), which is part of the Council of Europe and European Union Eastern Partnership
Programmatic Co-operation Framework 2015-2017. This document should give a general
guidance to the national judicial administration and courts of Azerbaijan as to the possible ways of
implementing the CEPEJ tools and addressing challenges related to time and quality management
in judicial institutions and improving their efficiency.

The Guide is included in the final report of the Project and was presented to judicial authorities and
justice sector stakeholders of Azerbaijan during the final conference of 4 April 2017. The
recommendations herewith should be adapted to take into consideration the circumstances of the
judiciary of Azerbaijan and the court’s specificities and needs. It is recommended, therefore, that
the Judicial Legal Council and the Ministry of Justice of the Republic of Azerbaijan provide
guidance for a uniform implementation of the CEPEJ tools in all courts of the country.
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1. Introduction

The main purpose of this Guide is definition of necessary steps and activities in order to facilitate
the implementation of the agreed recommendations, defined through the Project’s Court Coaching
Reports concerning implementation of the SATURN Time Management Guidelines and the Quality
Checklist and designated as the pilot courts’ priorities. This would give an extended sustainability
to the recommendations made by the CEPEJ team of experts to the pilot courts of Azerbaijan.

The representatives of the 5 pilot courts agreed to implement the following recommendations:

1. To consider the implementation of a statistical analysis method in line with CEPEJ
guidelines on judicial statistics.

2. To extract data from the available statistics in view of establishing average lengths of the
proceedings by categories of cases. Upon these findings the court will be able to set targets
and develop action protocols regarding cases that exceed the formal timeframes in Azeri
law.

3. To establish satisfaction survey committees and to conduct users’ satisfaction surveys on a
regular basis.

The present document defines basic legal, organisational and technical preconditions, actions and
steps, which should be undertaken by the court management in order to implement the agreed
recommendations. It also intends to provide support to other courts which would like to implement
the system of collection and publishing of statistics, setting targets and performing satisfaction
surveys. It should also provide added value to the entire court system, as the concepts introduced
through experts’ recommendations represent standard approach defined through the CEPEJ
guidelines and tools.

Common definitions
These first definitions used by the CEPEJ* should be recalled at this stage:

Workload - it is the whole work that a court, or a judges, deals with. It is the sum of all the activities
carried out by a court or by a judge (e.g. caseload, management duties, any other activity that is
part of the work of the court or of the judge).

Caseload - it is the number of cases that a court, or a judge, has to deal with. It is usually the sum
of pending cases plus incoming cases in a certain time.

Pending cases - it is the number of cases that still have to be dealt with by a court, or by a judge,
in a certain time (e.g. Pending cases by January 1).

Timeframe — it is a period of time within which a certain number or percentage of cases have to be
resolved, taking into consideration the age of the pending cases. Timeframes are a managerial
tool, which can be set by central authorities (e.g. Judicial Council, Supreme Court, Ministry of
Justice, Parliament) and/or by courts. Timeframes should not be confused with procedural deadline
or time limits, which refer to single cases. Procedural deadline or time limits are usually established
by the procedural law and entail that an action must occur in a specific time or there will be legal
consequences.

Backlog — it is the number or percentage of pending cases not resolved within an established
Timeframe. For example, if the Timeframe has been set at 24 months for all the civil proceedings,
the Backlog is the number of pending cases that are older than 24 months.

2. Statistics

The implementation of standard statistical reports provides the court with the basics for self-
monitoring, self-diagnosis and organisational learning. The statistical method is used by courts in
many countries and thereby serves the function of benchmarking (within and between courts or

! Source : CEPEJ 2016(5) Towards European Timeframes for Judicial Proceedings - Implementation Guide



judicial systems). It also provides a base for informing other state agencies and the wider public on
the functioning of the court.

2.1. Organisation

A clear and comprehensive internal organisation and distribution of tasks will facilitate greatly the
implementation of the recommendation concerning statistical reporting. The existing courts’
organisational structure will be used in line with the Law on Courts and Judges. No additional
organisational units or bodies are needed. The President, the Plenary Board or the Chambers of
the court will analyse the statistics and propose or take appropriate measures based on the
performed analyses.

Organisational Act

The President of the court should sign an organisational act (order, decree) in order to launch the
action. This act will refer to:

— the set of statistics and indicators (in line with Appendix 1 of the Court Coaching Reports);
— persons or organisation’s structures responsible for collection, data entry and analyses;

— persons or organisation’s structures responsible for substantive analyses and discussing
response measures;

— the intervals of analyses and reporting (quarterly, semi-annual, annual);

— the procedure for publishing the reports and, if necessary, of their submission to state
authorities and other institutions with conclusions and proposals.

Skills

Tasks in the collection, processing and analysis of data require knowledge and skills regarding
systems (such as the Integrated Case Management System) and programs (such as a
spreadsheet program). The implementation programme should involve training, if the necessary
skills are not already acquired by the personnel involved in these activities.

Assistance

Given the relatively new and complex tools that may be applied, as well as the involvement of
persons with varying level of knowledge and competences a help desk assistance (in-house, from
a taskforce, in a reference court or through the MoJ support) will have to be provided. It is
important to have on-site assistance (IT technician) in order to ensure a smooth service for the
court management.

Cooperation/communication with the ICMS team

Regular cooperation/communication with the ICMS Team should be considered in order to provide
the input for the ICMS/Data Warehouse implementation. Appropriate equipment (e.g. two screens
for analysts) and software licences will have to be provided.

Kick-off

After all organisational activities are performed, a kick-off meeting should be organised. The
purpose of the meeting will be presentation of the objectives and the content of the entire
assignment. The kick-off meeting will also mobilise the internal and external community. A press
conference can be organised as well.



2.2. Collection of statistics

The pilot courts of Azerbaijan demonstrated full capacity to collect the main statistical data
covering a period of at least five years. The analysis of performance indicators in the chronological
perspective of several years allows important conclusions as regards evolution of the workload of
the court compared to its resources, the capacity of the court to handle its caseload etc.

2.2.1 Implementation of standardised statistics

In order to provide statistics, analyses and reports in line with the CEPEJ tools, the following tables
could be implemented:

— Table 1: General information concerning the court (the actually implemented budget and
human resources in full time equivalent — judges, judicial assistants and non-judicial staff)

— Table 2: Workflow information per case type (the number of: cases pending on 1 January
of the year; cases registered during the year; cases resolved during the year; cases pending on
31 December of the year; appealed decisions; quashed or maodified decisions). From this data
a table can be generated showing the actual structure of the caseload — weighting the pressure
exercised by different categories of cases on the court (table 2a).

— Table 3: Age of the pending cases.

Examples of Tables 1-3 are included in the Appendix 1 by this guide. Courts are invited to include
additional content that might be useful to them (e.g. information on specific case categories, types
of the decisions, duration of procedural phases) to their standard statistics.

2.2.2 Data collection

Data should be collected at regular intervals (on quarterly, semi-annual, annual base).? Individual
departments and the cabinet (for data on human resources) are reporting units. Heads of the
departments are responsible to supervise the process of reporting. The source for data should be
the ICMS and the later should be further develop to integrate and report automatically the
indicators recommended by CEPEJ experts. In case of manually kept information, a regular
procedure of reporting should be set (e.g. each 15" of the month following the quarter — April, July,
October, January, half a year - July, January or a year - January).

2.2.3 Data entry and final validation

The data entry should be organised at court level and verified in a centralised manner by the
respective court.. A special form for manually kept statistics should be developed. Specific basic
controls can be built in the tables in order to avoid errors and mistakes. When the data are entered,
a double-check by the reporting units should be performed and final validation and approval of data
should be conducted. The procedure of final validation of data should be applied for both manually
and automatically (through the ICMS) generated statistics.

2.2.4 Analyses and drafting reports
Based on tables described above, the following court performance indicators can be calculated:
— Table 1: General information concerning the court

a. Judicial assistants per judge ratio

2 According to Art. 87 par. 1 of the Law on Courts and Judges the courts of the Republic of Azerbaijan shall draw up
statistical reports at least once every 6 months. The presidents of courts shall be responsible for the correctness of the
statistic data in their reports.



Non-judicial staff per judge ratio
Total number of staff per judge ratio
Incoming, Resolved, Pending per judge ratio

® 2 0o o

Incoming, Resolved, Pending per staff ratio

-

Cost per case
— Table 2: Workflow information per case category (type)
a. Clearance Rate
b. Disposition time (in days)
c. Ratios regarding the structure of incoming, resolved, pending cases
d. Appeal ratio
e. Quashed or modified decisions ratio
— Table 3: Age of pending cases
a. Cases the examination of which risk to incur unreasonable delays

Based on the above indicators and having regard to the chronological perspective, a number of
expressive graphs can be generated. See, for example, the graphs and possible elements of a
related analysis presented in Appendix 2.

Corresponding tables and graphs will be included in the courts’ regular performance reports. In the
drafting phase the analysis based on the conditional formatting and calculated performance
indicators, will be elaborated by the advisers keeping judicial statistics. The basic analysis can be
drafted in the form of narrative comments (e.g.: In the period 2013-2015 the DTs especially for
civil and criminal cases was substantially higher than before (see Table ...)). The report will
be submitted to the Office of the President for a final analysis and presentation.

2.2.5 Final analysis and presentation

The final analysis should be performed by the experienced person/staff in the President’s Cabinet
or a special service. Beside this analysis, conclusions will be elaborated and appropriate
organisational measures can be proposed. Special operational meeting(s) focused on the
discussion of the Report, analysis, conclusions and proposed measures should be performed on
the level of the court management and/or chambers during final validation phase.

Final conclusions and measures should be presented to the concerned court (judges and court
staff), to the judicial administration and to superior courts, preferably in the framework of special
meetings. Feedback would be expected.

2.2.6 Publication

The report or an abridged version of it, including tables with court’s statistics, performance
indicators and graphs, should be published on the internet page of the court. A basic analysis and
conclusions will be added in a comprehensive text.

The financial information can be gradually integrated in such reports and they may also refer to
other matters of importance for the life and performance of the court, such as the targets, vision,
mission and value statements adopted by the court, the results of satisfaction surveys, the
appointment of new judges or other important developments.

2.3. Continuous integrations with the ICMS and its improvement

Throughout all phases of collecting of statistics and drafting of courts’ efficiency reports, concrete
and very practical experiences regarding the use of the ICMS and its improvement will emerge.
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These practical information might be relevant for improving the ICMS and also for an eventual
future implementation of the Data Warehouse concept. For this reason maintaining regular
communication with the ICMS team will be important.

3.  Setting targets within the court system

3.1. The purpose of setting targets

The purpose of setting targets is to create points of reference, to evaluate whether the courts’
performance meets standards, or whether the goals for change are being met. Whenever there
exist measurable indicators which can provide for a baseline and support monitoring an output or
outcome throughout time, it is possible to set related targets. For example, if the court monitors
such indicators as the clearance rate, disposition time, appeal rate etc., as discussed in section 2,
it may well set targets for itself: reach and maintain a CR of 100%, decrease each year by a certain
percentage the DT or AR etc., which will contribute to increasing the efficiency and quality of the
court’'s work. Even the results of regularly conducted user satisfaction surveys may and should
lead to setting targets by the courts’ administration.

Setting targets is a step in defining where the organisation wants to be in the near future and to
guide the members of the organisation towards making that future come true. As important as the
target itself, is the process of phrasing or identifying the target. Members of the organisation share
and discuss their views on the current situation and the desirable future and reach consensus on a
realistic target and the action to be taken to reach it. Involvement of members of the organisation in
this process pays off in their commitment to reach the target.

A court may define the timely deliverance of justice as its goal. The indicator it uses is the case
processing time. The target may be set at ‘90% of the cases have to be handled within three
months’.

3.2. How to use targets

This section includes:

3.2.1 What is a ‘good’ target
3.2.2 The process of setting targets
3.2.3 Information on targets
3.24 Evaluating targets
3.2.1 What is a ‘good’ target?

A good target is a target that does what we expect from it: give direction to the individual actions of
people / organisation members, toward a shared goal. From research it is known that targets that
have about a 50% chance of being met, are the most energising. If targets are too easy, people will
not see much challenge. If targets seem too hard to reach, people tend not take any effort, since
they believe it will be in vain. Another proven fact is that targets should not be too far away in time.
If a certain goal is projected to be reached in 5 years, it is best to set a series of targets, for shorter
periods of time.

In the context of courts, targets can take various forms. There may be ‘targets’ in daily routines,
that are not hard to reach; for instance an average number of files to be studied in a day. Such
‘targets’, that aim to define and preserve the status quo, are usually referred to as ‘standards’. We
will use the word ‘target’ in a more specific way, when it is related to change and the ambition to
improve performance.

When an organisation sets goals for change, such goals can be quite general (for instance:
becoming more flexible, providing a better satisfaction to court users or introducing more
delegation of tasks). The targets it will set refer to measurable indicators for these goals. For
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instance, becoming more flexible may translate into targets on flexible contracts and job rotation.
Targets are not the broader goal of change, they are measurable elements that serve as indicators
of change.

The SATURN time management guidelines emphasise a number of conditions and measures for
setting up good targets and standards. It says in particular that, in addition to the standards and
targets set at the higher level (national, regional), there should be specific targets at the level of
individual courts. The court managers should have sufficient authority (attributions) and autonomy
to actively set or participate in setting of these targets.

3.2.2 The process of setting targets

As in the case of implementing the recommendation concerning statistical reporting, in view of
drawing up timeframes and targets clear and comprehensive internal organisation and distribution
of tasks will facilitate greatly the task. The existing courts’ organisational structure will be used and
no additional organisational units or bodies need to be created. The President of the court could
sign an organisational act (order, decree) in order to launch the action.

The process of setting targets starts with the identification of goals for change. One or more
indicators are identified, by which the performance towards that goal can be measured. The ‘target’
is the value of that indicator that has to be reached. The target is often linked to a specific moment
in time (‘added value of +10% to be reached on 01.10.2017’). There can even be a series of
targets, defining the improvement of performance over a longer period of time.

Targets can only work if they are realistic or achievable and not illusory. To create realistic targets,
and commitment, it is important to involve people in work processes that are related to the targets,
in the process of setting the targets. If external parties are of essence — for instance as suppliers of
inputs or resources — they should also be heard. Accordingly, the SATURN time management
guidelines stipulate, for example, that all authorities responsible for the administration of justice
have to cooperate in the process of setting standards and targets. Other stakeholders and the
users of the justice system should also be consulted.

The target must not only be measurable, it should actually be measured. It is important to have an
initial measurement at the time the target is set. If possible, it should be monitored or periodically
measured from that day on. Monitoring or periodical measurements show whether you’re on the
right track, and indicate if any extra measures have to be taken. For the monitoring — and possible
corrective action to be taken — a person or project team should be appointed within the
organisation.

The timeframes are not a panacea for decreasing the length of judicial proceedings, but they have
been proven as a useful tool to assess the court functioning and policies, and then to improve the
pace of litigation.

Timeframes can be considered operational tools, because they are concrete targets to measure to
what extent each court, and more generally the administration of justice, pursue the timeliness of
case processing, and then the principle of fair trial within a reasonable time stated by the European
Convention on Human Rights.

The setting of Timeframes is a fundamental step to start measuring and comparing case
processing performance and defining conceptually better the “Backlog”, which is the number or
percentage of pending cases that do not accomplish the set or planned timeframe.

Timeframes should be set not only for the three major areas (civil, criminal, administrative), but
they should progressively be set for the different “Case categories” dealt with by the court.
Timeframes should be tailored to each case category (e.g. family matters, bankruptcy, labour etc.),
and local circumstances, depending on procedural issues, resource available, and legal
environment.

The Timeframes proposed here are the result of a process which was carried out in the following
steps: a) analysis of the literature on judicial timeframes; b) case law of the European Courts of
Human Rights; c) data collection and analysis of two surveys submitted to both National
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Correspondents and Pilot Courts of the CEPEJ; d) discussion of the proposed Timeframes during
the 2014, 2015, 2016 meetings of the CEPEJ Pilot Courts and the CEPEJ plenary meeting in
December 2015 and June 2016.

The result of this process are the proposed four sets of timeframes (A, B, C, D), which take into
consideration the large variety of situations in the Member States.

Based on the data available, we are aware that some countries will not be able to meet the
Timeframes proposed, while some others will probably be able to do even better.

These four Timeframes may be used as a basic reference. Each country or court is invited to
establish its own Timeframes for each court and case category.

The same or different Timeframes should be applied for each instance of the whole judicial
process (first, appeal, Supreme Court instance). For example, Timeframe D can be realistic and
set for first instance courts, at least as a starting point, while Timeframe A can be used in Supreme
Courts.

In view of defining the appropriate timeframes, the court management should proceed in a “steps-
by-step” manner. The experiences of other CEPEJ pilot courts indicate on the following “steps”:

Step 1 — Definition of the court’s case categories

Be it at national, regional or court level, before timeframes are adopted it will be necessary to
decide on the case categories to which these targets shall refer. Based on the ICMS’s capabilities,
the court should define a consistent number of case categories it deals with. The case categories
should not be too detailed, but should consolidate large families of cases (e.g. family, labour,
property). The case categories should be consistent with number and kind of cases dealt with.
They should be decided in consultation with the court staff and should also take into consideration
the organisational setting of the court (e.g. divisions, chambers, judges’ specialisations, etc.).

In civil cases, the case categories for the purpose of setting timeframes setting should exclude all
the non-contentious (non-litigious) matters (e.g. “payment or injunctive orders”, guardianship etc.),
which usually follow a particular procedure with specific deadlines.

For the identified case categories statistical data should be easily collectable.

The establishment of case categories, considering the above-mentioned factors, takes place
through the organisation of court meetings among judges and court personnel, coordinated by the
president of the court. The size of the working group depends on the size of the court.

The working group should proceed as follows: a) draft the first list of case categories; b) check if
the case management system is able to extract the data for these case categories; c) further
discuss with the stakeholders and reach a consensus on the case categories.

It is recommended that courts consult on the choice of categories. Using the same categories
makes it easier to compare and learn from each other.

Step 2 — Data collection in regard to case categories

Adopting timeframes should be preceded by measuring and comparing the actual case
processing/disposition time. Once the timeframes are set, it will become possible to calculate the
eventual “backlog”, which is the number, or percentage, of pending cases that do not accomplish
the set timeframes.

Once the categories of cases are defined, the working group should try to acquire, separately for
each category, the following statistical indicators: age of solved cases and the percentage of cases
solved within certain timeframes: e.g. 3,6,9,12 months. If possible these data should reflect the
situation during three previous years or, at least, for the last year. Collecting data on the age of
solved cases and the percentage of cases solved within certain timeframes could prove
impossible, require large resources or create delays. In this case it may be sufficient to calculate
and analyse the age of pending cases and/or the disposition time (DT). It cannot be affirmed that
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the age of pending cases is a mirror reflection of the age of solved cases, but they are interrelated
and, for the purpose of a statistical analysis, these indicators can play a similar function. For
example, if on a certain date 95% of criminal cases on a court’s register are “younger” than one
year, it may be assumed that the court usually solves 95% of criminal cases within 12 months.

On the other hand, it is known that the DT is a forecast of the number of days that would be
needed to clean up the pending cases of a certain category, considering the actual rate of
disposition of the court. Therefore, in the absence of more precise data, the DT may serve as a
basis for setting timeframes. For example, if the DT for administrative cases in the previous year
was of 259 days, it may be assumed that 95% of such cases can be cleared by the court within 9
months. The implementation phase will show if this evaluation was correct or adjustments are
necessary.

The process described above will allow checking if data can be easily collected for the case
categories and if the case categories have to be amended, considering their consistency. For
example, some case categories may have an excessive number of cases and could be further
divided, or they could be too small, therefore they may be merged.

Step 3 — Discussing the timeframes with the stakeholders and adopting them

The setting of timeframes should be done through the collaboration of all the court staff, in order to
build and to share a common vision and a common objective to be achieved. The setting of
realistic timeframes should also take into consideration the actual situation of the court, the
average length of judicial proceedings, the trends in court filings, the resources available, the
expectations from the local legal community and court users etc.

The timeframes set for each case category should be formalised through a circular note by the
court’s president and then disseminated to the court’s judges, staff and other stakeholders (i.e.
lawyers, parties, etc.). The latter should know the court’s efforts to fight delays, as they have a
legitimate expectation in the definition of court proceedings.

Step 4 — Deploying actions to pursue the timeframes

The overall goal is obviously to decrease the percentage of cases that are pending excessively
long on a courts’ roll or, in other words, to have the cases solved “within reasonable time” and
therefore avoiding claims before the ECHR for excessive length of proceedings.

The timeframes, considering also the features of the case management system and data collection
of each court or judicial administration, can be calculated in two ways:

1. A percentage of the cases disposed in a certain timeframe (e.g. 75% of cases should be
disposed in 12 months from the date of filing);

2. A percentage of the cases still pending in a certain timeframe (e.g. 75% of all pending cases
should not be older than 12 months from the date of filing).

SATURN proposed an Excel-based practical tool for calculating the compliance with the
recommended timeframes. (please see Appendix 3).

In a brief practical exercise realised with representatives of 5 pilot courts from Azerbaijan (which
did not involve the otherwise necessary analysis of statistical data on the actual age of resolved
cases within the last year, for example), the CEPEJ experts learned that, in the opinion of national
judges and court staff, the following timeframes may be viewed as appropriate, having in mind the
peculiarities of Azerbaijani courts’ functioning and of the national legislation. It is noticeable that
often is proposed only one set of timeframes (A) as well as higher percentages as targets —
respectively a smaller buffer zone — which reflects a much stricter view on judicial timeframes and
delays.

Tables 2.1-2.2: Summary tables of tentative timeframes for first instance and appellate
courts, as proposed by representatives of pilot courts from Azerbaijan
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PERCENTAGE OF CASES DISPOSED IN FIRST INSTANCE COURTS

CIVIL ADMINISTRATIVE CRIMINAL

80% 98% 95% 99% 80% 98%

TIMEFRAMES LEVEL A |3 months |8 months |12 months |18 months |3 months |6 months

ECONOMIC
95% 99%
TIMEFRAMES LEVEL A 3 months |4 months

PERCENTAGE OF CASES DISPOSED IN APPELLATE COURTS

CIVIL ADMINISTRATIVE CRIMINAL

90% 98% 95% 98% 85% 98%

TIMEFRAMES LEVEL A |6 months 12 months | 12 months | 18 months | 6 months |9 months

Apart from the fact that the timeframes and targets shall be balanced, based on observation of the
recent courts’ performance and adapted to the national court system or specific courts, it is
recommended that, subject to general rules, the judge should be authorised to set appropriate time
limits and adjust the time management to the general and specific targets as well as to the
peculiarities of each individual case.

3.2.3 Information on targets

It is important that people involved in processes related to the targets to be reached, know what
the targets are. They may have been involved in setting the targets. They should also be informed
on the progress that is made reaching the targets, and involved if corrective actions have to be
taken.

Targets may also be used by the organisation to make itself publicly accountable. Targets provide
valuable information on the ambitions of the organisation. Targets can be named on the website of
the organisation, possibly accompanied by monitoring results, showing the progress the
organisation makes. Outside visibility may also boost efforts by people inside the organisation.

In addition to being an operational or managerial tool, the publishing of timeframes and of the
results of courts adds to the transparency of work of courts, enabling other participants in the
judiciary an insight in the business process of courts. Timeframes should be used mainly for
managerial and general informative purposes and, due to the limitations of the method, should not
be used for other purposes such as applying them as criteria for excessive length of individual
proceedings or to evaluate the work of an individual judge.

All participants in the process have the duty to co-operate with the court in the observance of set
timeframes and targets.

3.2.4 Applying and reviewing targets

It should be made clear that the targets and timeframes for the specific types of cases, procedural
phases and/or specific courts are being observed. The targets should be used in the evaluation of
the court performance. If they are not achieved, concrete steps and actions have to be taken to
remedy the situation.

Targets that were once challenging, realistic or in line with standards common outside the
organisation may become less challenging, unrealistic, and no longer in line with the standards
common outside the organisation. Every target should be evaluated at regular intervals or ad hoc,
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as the need may be. It might no longer serve its purpose, goals may have changes, or a better
indicator may have become available.

In evaluating the relevance of a target, typical questions to ask are:

- What would happen if we’'d no longer use this target?

- Is the current target in line with the expectations of the general public? Is it important for the
general public that we have this target?

- Is the current target challenging? Could we set it to a higher level, and should we put effort
in improving performance on this indicator?

Just like in setting initial targets, it is important to involve the sections of the court or judicial
organisation that play a role in the processes related to the targets. For evaluation of the targets,
the common model is not to involve everyone, but to limit the evaluation to a small group of people
from various sections of the organisation. If major changes are foreseen, the process should
continue with broader involvement.

4, Users’ satisfaction surveys

Introduction

Users’ satisfaction surveys are one of the key elements of policies aimed at the evaluation of
quality processes. By collecting information on users’ perceptions of the functioning of courts,
these surveys are a useful tool for court managers to know and understand what the expectations
are, then to assess the functioning of the court and to plan possible changes. Court users’
satisfaction surveys are aimed at collecting information from people who actually deal with the
court and the administration of justice, therefore they do not reflect a general level of trust in the
justice system, but rather help to detect, on the basis of reliable indicators, potential critical aspects
or areas of possible improvements at the court level, in order to determine priority actions to be
taken to improve the quality of the service and responses delivered by the court.

In this respect, in order to allow a better evaluation of the expectations of court users regarding
justice in general as well as the functioning of specific courts, a model of satisfaction surveys for
court users and for lawyers, together with a handbook for conducting satisfaction surveys aimed at
court users in the Council of Europe Member States’ courts , were elaborated by CEPEJ experts in
2010. This initiative meant to provide the courts with a simple and operational tool to help
understand court users’ demands by evaluating their satisfaction and related priorities. In addition
to other CEPEJ quality tools such as the Checklist for promoting the quality of justice and the
courts, court users’ satisfaction surveys are a useful tool for the self-assessment of the functioning
of the court, in order address changes, improve service delivered and confidence of users.

The surveys are designed to get a broad image of users’ perceptions on most aspects of the
functioning of a court. However, they can be tailored to target specific aspects of the concerned
courts or specificities of the judicial system in which they are implemented. In this respect, the
CEPEJ questionnaires, as regards objectives, content and methodology, were presented and
discussed with the delegations representing the pilot courts and other justice sector stakeholders
from Azerbaijan and Moldova on 17-18 March 2016. Practical aspects of conducting satisfaction
surveys, in relation with the objectives assumed by the pilot courts, were discussed during working
group meetings held in Chisinau on 18-19 May 2016 and in Baku on 21-22 June 2016. The
outcome of these workshops led to the adaptation of the content of each questionnaire, in order to
tailor them to the objectives of the pilot courts and the judicial system in Azerbaijan and Moldova.
The response scale was simplified from the CEPEJ model: for each question, the level of
satisfaction would be assessed from 1 (very dissatisfied) to 5 (very satisfied). The evaluation of the
gap between importance of expectations and level of satisfaction would be measured by inviting
users to select the items that are the most important from their point of view to improve the
functioning of the considered court.
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Hence, the following guidance intend to provide courts in Azerbaijan and Moldova with a pragmatic
and step-by-step approach for the implementation of satisfaction surveys in regard to court users
lawyers and court staff.

4.1. Piloting the process: setting up a satisfaction survey committee

It is strongly recommended to set up a working group within the court (or a coordinating/steering
committee above the level of the court, if the surveys involve more than one court or are conducted
at the level of courts of appeal), with a project leader clearly identified. The working group should
include people with different skills: head of the court, judges, court staff, internal or external
specialists (statistician, academia, etc.), eventually representatives of court users.

The working group should agree on all decisive steps in the implementation of the surveys: setting-
up the objectives, defining the methodology and the relevant indicators (content of the
guestionnaires), determining how to collect, analyse and use the results.

It is indeed one of the most important steps. Agreeing on these key points prior to the
implementation of the surveys will help to cope more effectively with any problems arising during
the implementation.

4.2. Determining the objectives of the survey

The CEPEJ model surveys are a useful basis to build on, but they have to be tailored according to
the objectives, in terms of improvement of quality of services delivered, defined by the court.
Therefore, it is of importance to clarify the aims of the surveys (monitoring court users’ satisfaction,
assessing the overall performance of the court or of a specific service, improving service delivery,
comparing different courts/services of the same type, etc.), in order to narrow down the its scope
(target groups), to define the appropriate methodology and to collect and analyse relevant results.

In this respect, the CEPEJ questionnaires were designed with a view to get the picture of court
users’ expectations, identify strengths and potential critical aspects of services delivered by the
court (with a specific scope on the registry services). They should allow to measure the overall
court users’ satisfaction on most aspects of the functioning of the court, identify areas of
improvement from a list of predetermined criteria, discussed with both delegations of Azerbaijan
and Moldova, gather users’ expectations for the future and analyse the results in light of different
profiles of users (socio-demographic, behaviour, etc.).

The court may already have some information regarding its users (from administrative data,
information coming from complaints or from results of surveys previously implemented, from court
staff, etc.) that can be interesting to take into account when specifying the objectives, determining
the questions or analysing the results.

4.3. Scope of the research

The measure of satisfaction is per se subjective, as it is based on the expression of users’
expectations. It consists in evaluating the gap between users’ perceptions of the service delivered
and their expectations. Therefore, satisfaction is the result of objective aspects (timeframes, court
premises, etc.) judged subjectively by users (length of proceedings, comfort, attitude of court staff,
etc.) in light of their own personal experience and opinion on what is, according to them, the
functioning of the court.

The CEPEJ model surveys are intended for users who have a direct contact with the court. The
guestionnaires must be adapted and specific questions designed in order to focus on pertinent
target groups (witnesses, individuals involved in specific proceedings, individuals having previous
experience with the court, etc.). For example, the CEPEJ questionnaire for court users targets
individuals which have dealings with the court in specific proceedings as well as visitors seeking
general information or individuals in contact with the registry office. The scope can be narrowed
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according to the objectives set to the survey. In any case, the target group and representative
samples have to be decided by the working group.

4.4. Methodology

There is variety of satisfaction surveys techniques that range from qualitative or quantitative
surveys. These tools and methodologies need to be adapted to the environment under
investigation. Choosing the correct methodology depends on multiple factors such as the aim of
the research and the target group. Once both the objectives and target group are set, one can start
making decisions on other variables such as sample size, questionnaire, etc. In marketing
research there are two big families of methods: qualitative and quantitative.

The qualitative research is primarily an exploratory research. It is used to gain an understanding
of underlying reasons, opinions, and motivations of people. It provides insights into the problem or
helps to develop ideas or hypotheses for a potential quantitative research. Some common methods
of a qualitative research include focus groups (e.g. group discussions), individual interviews, and
participation/observations. The sample size is typically small; groups of 6 to 20 people meet in a
conference-room-like setting with a trained moderator. The room usually contains a one-way mirror
for viewing, including audio and video capabilities. The moderator leads the group's discussion and
keeps the focus on the areas to be explored. Focus groups can be organised and conducted within
a couple of weeks, they are not costly, while their main disadvantage is that the sample is small
and may not be representative of the population in general.

The quantitative research is used to quantify the problem by way of generating numerical data or
data that can be transformed into useable statistics. It is used to quantify attitudes, opinions,
behaviours, and other defined variables — and generalise results from a larger sample population.
The quantitative research uses measurable data to formulate facts and uncover patterns in
research. Quantitative data collection methods are much more structured than qualitative data
collection methods. Quantitative data collection methods include various forms of surveys: online
surveys, paper surveys, mobile surveys and kiosk surveys, face-to-face interviews, telephone
interviews, etc. This document only deals with the quantitative research; in other words with a
structured questionnaire composed mainly of multiple-choice questions and a few open-ended
guestions.

Within the quantitative research there are still different methods which can be adopted depending,
once again, on goals, target group, convenience and other aspects (e.g. privacy of the
respondents, available means). The methods of conducting quantitative satisfaction surveys have
two major dimensions:

The format of the questionnaire (i.e. on paper or electronic);

The way the questionnaire is administered (self-administered, administered by an

interviewer.

The table below shows the main four possible methodologies.

Format of the questionnaire

Paper Electronic
guestionnaire guestionnaire
Administered by an Face-to-face interview Telephone surve
The way the interviewer P y
guestionnaire is , e inth
administered Self-administered QueStIOI’E)f:)&)I(II’e In the Online survey

Each of the above options have pros and cons. These methodologies have different performance
in terms of costs, quality of data and timing. Choosing the methodology that best suits the
environment is a crucial point.

|  Face-toface | Telephone | Self- | Self-
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Interview interview administered administered
paper Web-based
guestionnaire guestionnaire
Cost of interview . .
Cost Cost of paper Cost of interview Cost of paper Almost none
Cost of calls Cost of data input
Cost of data entry
Quality of data High High Low Medium
Timing Lengthy Fast Lengthy Fast
It might be an
Confidentiality | issue for certain There may be Preserved There may be
: concerns concerns
categories

According to the experience of several court user satisfaction surveys run in various countries,
some methodologies perform better than others, depending on the target group.

Face-to-face Self- Self- Telephone
Interview administered administered interview
Web-based paper
guestionnaire guestionnaire

Court users Not Not
recommended recommended

Staff Not
recommended

Lawyers Not Not Not
recommended recommended recommended

Telephone interviewing does not seem to be a feasible approach when it comes to satisfaction
surveys at court level. However, this is probably the most common methodology when it comes to
national-wide opinion polls and satisfaction surveys.

As far as the surveys aimed at court users, the face-to-face approach is to be considered more
favourable compared to self-administered paper questionnaire for two main reasons: highest
response rate and better quality.

As far as the survey aimed at the lawyers, the fastest and most inexpensive methodology is a web-
based survey. However, a confidentiality issue might arise. Having the professional association of
lawyers, for example the Union of Lawyers, supporting the initiative would be extremely beneficial
in this respect. The body that ultimately will send out the invitations to the lawyers should also
guarantee that all answers will be handled with care and the data will be analysed in the
anonymous way.

Confidentiality plays a big role when designing and implementing a satisfaction survey. For this
reason it has to be preserved at all stages. Respondents (be it final users, lawyers or court staff)
are very likely to be concerned about their answers being handled anonymously.

When approaching court users / visitors to invite them to take part to a satisfaction survey, it is
paramount to mention the fact that the data will be handled in the utmost anonymous way.
Respondents won’t be asked their names, but only a few demographic questions for data analysis
purposes. This approach has proved to ensure a higher response rate.

When it comes to satisfaction surveys aimed at court staff or lawyers, things became a little bit
more complicated even though respondents’ names are not collected. The reason is that, when
tab-crossing questions like gender, age, office and/or length of service, it may become relatively
easy to identify the respondent. This is particularly true for small, courts with a limited number of
personnel. In this case it is not recommended to ask demographic questions or other questions
that might somehow link to the identity of the respondent. Outsourcing the survey to an external
marketing company may also be a valid option to solve confidentiality issues.
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4.5. Sample size

Once the methodology is set, it's time to decide on to sample size, in other words: how many
people do you need to take the survey? Or even better: how big does the sample need to be in
order to accurately estimate the satisfaction level of the users? Calculating the sample size can be
a daunting task even for statisticians. Generally speaking, the deeper one wants to drill down the
data, the bigger the sample size must be. The easiest setting is when the aim is to calculate the
percentage of people who are satisfied with the overall service of the court. If one wants to assess
if there is any significant difference in terms of satisfaction level among specific target groups (e.g.
male and female, younger and older people, people involved in civil or criminal proceedings, etc.)
the sample size increases. In case one wants to run a cluster analysis (or other in-depth statistical
analysis), the sample size increases drastically. A cluster analysis is a statistical technique that
allows identifying homogeneous groups that share the same level of satisfaction.

Before tackling the sample size calculation, there are a few key terms one needs to understand or
at least to familiarise with. Since this is quite a technical issue, let's consider an example first.

Say that, at the end of the survey, you find out that 70% of the sample is satisfied with the services
of the court. What can we “safely” (from a statistical point of view) say about the satisfaction of the
users of the court in general? Depending on the specifics of the survey, we might be in a position
to say that “between 68%-72% of the users of the court are satisfied with its services”. In this case
the range 68%-72% (70 £ 2) is what we call the “confidence interval” or “margin of error”. To what
extent our statement is true? That probability is the “confidence level’. The confidence level
represents how often the true percentage of the population who would express satisfaction falls
within the confidence interval. The point is that the percentage of satisfied people within the sample
actually surveyed may differ from the real percentage of satisfied people in the population the
sample is drawn from. The 90% confidence level means you can be 90% certain that, taking the
example above, 70+ 2% of the population is satisfied; the 95% confidence level means you can be
95% certain. Most researchers use either the 95% or the 90% confidence levels.

The choice of both confidence interval and confidence level is an arbitrary choice. Once these two
parameters are set, it is relatively easy to calculate the sample size through a formula. The table
below shows how sample size varies according these two parameters.

106 138 196
144 187 267
208 271 384
324 423 600
576 752 1.067
1296 1.691 2.401
5184 6.764 9.604

Once again, the choice of the sample size depends on the aim of the research. For instance, if the
aim of the research is to assess what aspects affect the overall satisfaction the most, the sample

19



size has to be large enough to feed a driver analysis (a statistical technique used to identify the
level of impact of one or more specific aspects (independent variables) on the overall satisfaction
(dependent variable)). There is an important debate around this topic even among specialists. As a
rule of thumb, it is not recommended to have a sample size smaller than 120 units.

4.6. Budget

Once the goals, methodology and sample size of the survey are all set, one should look at the
budget; to see whether or not such a survey is feasible within the budget. The survey manager,
depending on the resources at disposal of the court, may decide either to outsource the survey to
an external body (e.g. research company), entirely or partially, or to run the survey with internal
resources only. Other countries’ experience has proved that such surveys, to some extent, can be
carried out with almost no budget and without compromising on the quality of the work, provided
that there are enough human resources available within the organisation. Partnerships with
universities and other institutions or professionals groups proved to be the key for success of such
initiatives. In some countries, the stakeholders have reached an agreement with the local
universities and involved their students. The students were offered a traineeship of a duration of
three months. During the traineeship they carried out the interviews. At the end of the traineeship
the students were granted a certain number of course credits. In other countries, the clerks
themselves distributed the questionnaires to or administered the interviews with court users.

The aspects related to costs and available (internal) resources have to be tackled by the working
group before starting the substantial work on implementing the survey.

The costs can be generally divided into 4 main categories:

Fieldwork

Data entry

Coding the open ended questions
Data analysis

The cost of the interviewing phase (fieldwork) can be split between the cost of the interviewers and
the cost of the supervision. As fa as the interviewer costs:

Interview Cost = ¢ —N (@ +w)
60

Where: Example
N Number of guestionnaires 500
q Length of the questionnaire (in 30°

minutes)
w Waiting time until the next 20’

respondent
c Interviewer cost per hour 15 €

Total cost: 6250 €

The cost of the briefing and supervision of interviewers can be calculated per day. The length of
the fieldwork (in days) depends on the number of interviewers, the length of the questionnaire, the
sample size and the opening hours of the court in a day.

D eldwork = L@+ w)

ays of fieldwork = 0 H- 1

Where: Example
N Number of guestionnaires (sample size) 500

q Length of the questionnaire (in minutes) 30°

w Waiting time until the next respondent 20’

H Opening hours of the court in a day 6h

I Number of interviewers 3
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[cpd | Supervision cost per day 15 €
Total: 23 days

The data entry is the activity of taking the questionnaires and inputting the answers into an
electronic scheme. In most countries, it is a cost calculated per hour. An average questionnaire
takes up to 5 minutes to be entered (the actual length depends on the number of closed and open-
ended questions). The total cost of data entry can be calculated by the following formula:

Nm
Data Entry Cost = ¢ ——

60
Where: Example
N Number of questionnaires 500
m minutes for entering a questionnaire 5
C Data-entry cost per hour 12 €
Total: 500 €

Coding the open-ended questions

A guestionnaire consists of direct questions with expected answers, which are therefore pre-coded
(the guestion provides a choice of answers for the respondent) and the so-called “open-ended”
guestions, where the respondent is let free/spontaneous in answering. The work of the coding is
mainly to translate these spontaneous comments into codes that will be entered into the IT system
in order to allow the data processing. Coding the open-ended questions is a quite sensitive and
daunting task, therefore it is recommended to keep the number of such questions as low as
possible.

Cost of data analysis

The cost of data analysis depends on how deep one wants explore the data. Data analysis can
take two-three weeks but it's difficult to give an estimate of costs as it depends on a variety of
different factors, such as the quality of the data itself. Basic data analysis includes: statistical tables
for each question, calculation of scores and averages, and cross tabulation.

4.7. Questionnaire design

The questionnaire’s design is probably the most important and sensitive aspect of a satisfaction
survey. Apart from the specific goals of the research, it has to be clear that any questionnaire is
intended to assess the subjective opinion of individuals (personal opinion and personal feeling).

The CEPEJ “Handbook for conducting satisfaction surveys aimed at court users in Council of
Europe's member states” includes two model questionnaires that can be taken as a reference.

The CEPEJ model questionnaires hold a question related to overall satisfaction of the functioning
of the court. It allows to have a general indicator on the performance of the court (i.e. general
indicator to evaluate services delivered by the court), that can be easily monitored if surveys are
conducted regularly. However, this indicator is completed with questions targeted on specific
aspects in order to detail satisfaction: access to information and to the court (to measure the
difficulties of users before being in contact with to the court), court facilities and contact with court
staff/registry services, proceedings (length of proceedings, attitude of judges, etc.). These
guestionnaires close with an open-ended question each, to provide the respondents with the
opportunity to spontaneously express their expectations on the services delivered by the court.

The CEPEJ model questionnaires also involve items related to satisfaction with regards functioning
of justice in general. These indicators can be of interest, either to balance the results between
satisfaction of the functioning of the court in particular and satisfaction with the judiciary system in
general, or to compare results from the surveys in different courts.
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A well-structured questionnaire is fundamental to the success of the research. Usually the
guestionnaire is divided into four main blocks of questions:

1. Screening questions

2. Main questions

3. Additional questions (specific court questions)
4. Demographics

The screening questions (1) are intended to assess whether or not the eligibility criteria are met.
The main questions (2) are composed by the overall satisfaction question and a list of items
intended to address the satisfaction level on specific aspects (such as court’s functioning, finding
information, waiting conditions, courtroom furnishing, punctuality of the hearings, attitude and
politeness of the non-judge court personnel, etc.). Additional questions (3) can be added by each
court, independently from one another, as they are meant to cope with specific aspects/needs of
each single court. The demographic questions (4) are usually asked at the end of the
guestionnaire. Generally speaking, a questionnaire can be considered valid even if the
demographics are left blank. In other words the demo questions are not mandatory. Demographic
guestions can be freely added to the questionnaire if one believes that a specific aspect has an
impact on satisfaction. In most cases the response lists vary from country to country. Here below
come a few examples of additional demographic questions.

Question Example of response lists
Age Age groups (recommended) or exact age (not recommended)
Gender Male, female.

Nationality Open question.

Primary Russian, Arabic, French, other.

language

Education No degree, primary school, secondary, school, college, university,
master degree, PhD etc.

Marlta_l Single, married, widowed, divorced, separated.

status:
Employed, self-employed, out of work and looking for work, out of

Employment .

status work but not currently looking for work, housekeeper, student,

retired, etc.

If a similar survey is run in more than one court, the same questionnaire should be used across all
courts. The main questions should remain exactly the same while specific questions (3) can be
added to cope with specific aspects/needs of each court.

The length of the questionnaire is another important element to be taken into consideration when
designing it. The questionnaire should take no longer than 20 minutes to be filled in (in case of a
face-to--face interview). Any self-administered questionnaire (be it online or on paper) should take
no longer than 10 minutes to be filled in. It is a good practice to test the questionnaire prior to the
fieldwork, to assess the actual length of answering it. If it is too long, it is worth considering cutting
some additional questions.

When designing a questionnaire there are several aspects to be taken into consideration (e.g.
language, order of the questions, etc.). Below are some hints that can help during this process:

Always add a “don’t know / haven’'t experienced” option in those questions where the
respondent might have difficulties in answering for lack of information or lack of experience.
When phrasing a question it might be useful to mention a specific period of time (e.g. “In
the last three month how many times have you visited this court?”).
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Try to avoid “yes/no” questions and try to use alternative scales. (e.g. yes always| yes
sometimes|, |rarely | never).

Try to minimize the number of open-ended questions as they make the questionnaire much
longer and also require special treatment (i.e. coding) after the fieldwork.

Pay special attention to the wording (i.e. the language) of the questionnaire. Consider the
audience the questionnaire is intended to. Court visitors might not be familiar with certain
judicial terminology.

The wording of the questionnaire should be coherent with the nature of the questionnaire
(self-administered or interviewer-administered).

When phrasing a question always stress the personal opinion aspect (e.g. “What is your
personal opinion on...”)

When phrasing a question always stress the fact that it refers to this court (e.g. “How would
you personally judge the [...] in this court?”)

Response lists and scales are important elements of a quantitative questionnaire. When drafting a
guestionnaire (or when translating the CEPEJ models into national languages) special attention
should be paid to both response lists and scales. Scales come in all shapes and forms. For
instance: level of satisfaction, level of agreement, level of importance, frequency, etc. Let’s
consider some possible scales of satisfaction level:

5-point biased 7-point balanced 5-point balanced 4-point balanced

Extremely satisfied
Very satisfied
Moderately satisfied

Completely satisfied
Mostly satisfied
Somewhat satisfied

Very satisfied
Satisfied
Neither dissatisfied

Completely satisfied
Somewhat dissatisfied
Somewhat satisfied

Slightly satisfied Neither satisfied or nor satisfied Completely
Not at all satisfied dissatisfied Dissatisfied dissatisfied
Somewhat dissatisfied | Very dissatisfied
Mostly dissatisfied
Completely
dissatisfied

There are scales with odd (e.g. 5-point-scale, 7-point scale) or even number of points (e.g. 4-point
scale, 10-point scale), there are balanced and biased (or unbalanced) scales, etc. The balanced
scales are balanced around their central point (which is a neutral point). The biased scales are
usually biased towards the positive (satisfied) feeling and often lead the audience in the direction
one wants it to go. This can be clearly observed in the above example of the 5-point biased scale.
Obviously there’s an important debate around the type of scales to be used in marketing research.
The choice of the most appropriate scale to be used is to some extent subjective, but the courts
are recommend to use a balanced scale, at least in order to avoid any allegations on an intention
to distort the results through the applied scale. However, once the scale is set, it has to be used
across the entire questionnaire as well as across all the questionnaires applied in different courts.

4.8. Testing the questionnaire

Once the questionnaire is drafted and before the fieldwork (e.g. the actual interview process)
begins, the questionnaire needs to be tested. There are several reasons why testing is needed.
One important aspect is to calculate the length of the process of filling infanswering to the
guestionnaire as it has direct impact on timings and cost. Another fundamental reason to go
through the testing phase is to assess the comprehensibility of the questionnaire for the
respondents. Such testing sessions/interviews should be carried out by the person(s) who directly
participated/was responsible for the drafting of the questionnaire. A discussion with 5-6
representatives of the target group who filled in the questionnaire or a similar number of test
interviews may be enough for the above purposes. After the testing, the questionnaire is supposed
to go thought a quick revision before its final approval.
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4.9. Training and briefing

Once the questionnaire has been finalised (after the testing phase), some sort of instructions bust
be prepared for the interviewers or for court personnel which will be engaged in
distribution/gathering of the questionnaires. This document should summarise the objectives of the
research and give all the relevant information around the survey.

The interviewers should be trained / briefed on several aspects such as:
- What is the aim of the research
Who is the target group
Eligible criteria and criteria of exclusion
Phases of the interview (approach, questionnaire, closure)
How to approach people
The language to use
Good conduct (what to do and what to avoid)
Questionnaire flow (screening, main and demographic questions)
Ask questions using the exact wording of the questionnaire
How to handle open-ended questions
Numbering the questionnaire.

There are also other aspects that the interviewers need to be informed about, such as: the dress
code, behaviour while conducting the interview (e.g. discretion, non-verbal communication, etc.),
neutral behaviour to avoid any influence on the respondent, etc.

4.10. Communicating on the initiative to court users/lawyers and court staff

Communicating the initiative to people visiting the court and “promoting” the surveys among the
target groups is a key point to consider. It helps fostering the interest in the project and can give a
great contribution on the respondents’ willingness to take part into it. For example, posters can be
displayed on the walls of the court premises or flyers explaining the initiative can be distributed
before starting the implementation of surveys.

The involvement of court staff is important to take into consideration as well, in order to develop a
sense of ownership toward the initiative. Moreover, if the court will be implementing the survey with
its own resources, the court staff should be able to provide methodological assistance and
information to users, where necessary.

4.11. Data collection, cleaning and analysis (an overview)

Once the fieldwork is complete and the envisaged quotas are reached, the paper questionnaires
need to be taken and the answers need to be entered into an electronic scheme. The electronic
scheme is basically a tool that allows inserting data into a database through a dedicated form. This
phase is called data entry.

There are several free online tools that are highly reliable and easy to use. One is Google Forms
(Google docs) and the other is Excel Survey (Microsoft Office online). Setting a form to gather the
data is quite straightforward. Data entry of a the results from a single questionnaire should not take
longer than 5 minutes.

One of the most important advantages of using an online form for collecting data is that quality of
data is somewhat guaranteed. Tools like Google Forms also allow answers to be accessed in real
time. In other words, if the data entry is done on a daily basis, the management can see the
progress of the interviewing process at any moment.

After the data is entered into the database, it needs a preliminary processing before being
analysed. This phase is called data cleaning. Data cleaning is the process of detecting and
correcting (or removing) corrupt or inaccurate records from the database. The inconsistencies may
have been originally caused by errors during the interview phase or during the data entry process.
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Once the data is entered and cleaned, it is finally ready to be analysed. The easiest way to
process the data is downloading the database into a spreadsheet (e.g. Microsoft Excel or
OpenOffice Calc) where each row represents an interview and each column represents a question.
Basic statistical tables can be obtained through spreadsheet formulas and tools (e.g. pivot tables).
A person with minimum experience with spreadsheets can be easily trained to draw up the
necessary tables and graphs. However, the supervision of a statistician or a data analyst is
recommended. Even though special analysis might be run through a spreadsheet, if one has the
necessity to analyse the data any further, it is better to move to other instruments and statistical
packages (e.g. SPSS and “R” — a powerful and one of the few open-source statistical packages).
Due to the technical nature of these instruments, their usage is recommended only for those
people with an extended knowledge of statistics and data modelling.

Basic data analysis that can be performed in a spreadsheet with minimum effort/costs and some
example of possible outputs comes as follows: statistical tables for each question (in both absolute
numbers and percentage), calculation of scores and averages, and cross tabulation.

4.12. Building on the results of the surveys to improve the quality of services delivered
Identifying areas for improvement and planning actions.

Generally speaking, the usefulness of user satisfaction surveys relies on the fact that the
management of the court is genuinely involved in the process of improvement of the court. The
ultimate aim of a user satisfaction survey is to improve the service offered by the courts in those
areas where the performance is poor. In many countries the analysis of the data from surveys
proved to be an extremely useful instrument for the stakeholders to ascertain areas of
improvements.

Therefore, once the results from the satisfaction surveys are processed and analysed, it is
important to turn them into an “action plan” towards the improvement of the quality of service
delivered by the court, identifying priority actions to be implemented. Indeed, satisfaction surveys
are less about measuring a score of satisfaction as such rather than assessing the action of the
court, determine potential critical aspects and plan corrective actions.

In order to build up an action plan, it is possible to use a mapping of satisfaction in order to
visualise strengths and weaknesses of the service delivered and areas for improvement where
priority actions should be carried out. Each item of the surveys contributes, at a different level, to
the overall satisfaction. It is therefore important to highlight the elements to value, to improve, to
maintain and to keep a close watch on, in order to prioritise actions.

Using the chart below, known as the “Importance and Satisfaction chart”, will help to figure out
the level of satisfaction from each criteria (X-axis, from left to right) and the corresponding level of
expectation (Y-axis, bottom-up). Indeed, a low level of satisfaction does not necessarily entail a
priority action to be carried out. For example, a low level of satisfaction regarding the equipment of
the court might not be considered as a priority aspect from the users’ point of view.

This mapping sets out four different areas:

- Aspects to be confirmed and valued (high importance-high satisfaction): for example, if
clarity of court’s decisions or court staff attitude are assessed satisfying and important,
they rank among the strengths of the service and aspects to be valued,

- Aspects to improve (high importance — low satisfaction): for example, if length of
proceedings are judged too long but are a determining factor for the satisfaction of
users, it is then a priority area for improvement;

- Secondary aspects to monitor (low importance — low satisfaction): for example,
orientation inside the court has been poorly assessed but is not that important for the
final satisfaction of users, it will definitely be an area for improvement but will not call for
a priority action;

- Secondary aspects to maintain (low importance — high satisfaction): for example,
access to the court is judged satisfying but is not noted as important in light of users’
expectations.
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Low Satisfaction - High Importance
IMPROVE CONFIRM AND VALUE

Clarity of decisions

IMPORTANCE

Timeframe
Court staff attitude

Signs in the court *  Access tothe
court

Once the mapping is completed in light of the analysis of the results from the surveys, the action
plan is built upon the identified areas for improvement. Obviously, the management of the court is
supposed to take initiative in order to improve areas starting from those that fall in the quadrant
(low satisfaction / high importance). The mapping can be completed with the analysis of the
answers to the open-ended question in order to gather additional elements to refine the
assessment of satisfaction.

The results can be also analysed in light of certain determining factors and profiles (socio-
demographic, for example). Some questions can therefore be connected in order to detect factors
that can influence satisfaction (i.e. identifying if the level of satisfaction varies whether users have
already had a contact with a court or not). Results can therefore be analysed in light of socio-
demographic criteria (age, profession, level of education, etc.), types of service used (registry
office for example), ways of contacting the court (internet, post, telephone, etc.). Identifying profiles
of users allows to refine the analysis and, if pertinent with regards to the improvement of the quality
of service, to target specific surveys for these categories of users.

When a complete analysis of the survey’s results is available, it should be shared and discussed
with the entire working group. The workshops provide an excellent environment for analysing the
survey findings and driving through the planning of the response measures. Once more, it is a
recommended to draw up an action plan to tackle all the areas of poor performance. The action
plan is a document describing the problems or issues that need to be addressed and identifying a
series of targets, indicators for reaching them, concrete actions to be taken and resources.
Generally speaking, following a court user satisfaction survey, there may be response actions with
immediate effect, that can be taken quite easily and with minimum costs. For instance, uploading
the calendar of the hearings on the court website so that people can access it online. On the other
hand, there are other aspects that involve a wider span of time (e.g. all those related to cultural
changes) and/or certain costs. The action plan should tackle both categories of actions.

Other than developing the action plan, the court management should ensure its implementation
and a monitoring of the implementation of planned activities and their effect. The courts could set-
up specific groups (involving court users, for example) in charge of monitoring the critical areas
and the implementation of the action plan emerged from the survey.

Communication on the results

Organisation and communication of the feedback are an integral part of the process of conducting
satisfaction surveys and are important for the success of the initiative. Survey results should be
communicated to respondents (the specific target groups or the general public), in order to show
them that their opinion has been taken into account. Giving feedback to court users can be done
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through an information campaign on the results of the surveys conducted in the court premises, or
by disseminating these results to the public or the whole community (oral presentation, discussion
meetings, TV broadcasting, publishing on the courts’ Internet pages, etc.). It is necessary to
emphasise in this communication the priority actions that had been identified from the results of the
guestionnaires and on the concrete actions to be taken to improve the quality of service delivered.
In this respect, the court could set-up a specific group (involving court users, for example) in
charge of monitoring the critical areas and the implementation of the necessary changes emerged
from the survey.

Implementing surveys periodically

A user satisfaction index is a snapshot in a given moment in time. For this reason measuring
satisfaction must be a continuous process. When carried out periodically, the satisfaction surveys
represent a very powerful tool to track the performance of the court across time. These surveys
enable the court management to monitor changes in the users’ perception of the functioning of the
court, to identify trends and also to assess the impact of changes eventually carried out. Therefore
they bring about long-term improvements to the quality of service. In this respect, the very first
survey carried out represents the baseline for the following surveys.

5. How to develop vision, mission and value statements for your court

Vision, mission and value (VMV) statements play an important role on organisational culture
development. Without developing a mission, vision, and values, an organisation cannot so
successfully identify, distinguish or explain itself to its employees and citizens alike. Therefore the
individual foundations of strong values illustrated by a vision to be undertaken by a mission, are the
key elements of developing an overly successful organisational culture. The management of the
court is invited to develop and define VMV statements for their court. While doing this, it is
important that all the judges and other employees of the court will be involved in this process.

STEP ONE: Conduct anonymous survey among all the employees (incl. judges) of your court and
let them answer to the following questions:

1. Why are we exists as organisation and what is our core purpose?

2. If you imagine that our court is a bus and we are the travellers inside the bus, then how we
treat each other and newcomers when we hanging out on that bus? (please describe 5-7
values, each one more than 1 word)

3. If you imagine that in the year of 2025 we as organisation will be on the cover of some big
national magazine, then what would you like that this cover story will be about?

STEP TWO: Put together small working group, including managers and representatives of
employees (all together ca 5 people). The working group should analyse the answers to the
guestions and construct:

¢ MISSION statement using the answers to question 1;
¢ VALUE statements using the answers to question 2;
VISION statement using the answers to question 3.

Mission statement should be short, memorable, inspiring and remembered for.

Value statements should reflect 5-7 shared ideas, each more than one word.

Vision statement should be clear and visible, future casting and long-term perspective.
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6. Communication and information

It is important for courts to be accountable to the public. Communication and information, both
internal and external, should be treated with care, as part of the four areas covered by this guide
above. Therefore, the importance of communication was emphasized several times in the
preceding pages (please see at: statistics 2.1.5, 2.2.6; targets 3.2.3; satisfaction surveys 4.12).

Communication and information of the public of the results of the courts should facilitate the reach
of the following objectives:

- Informing the users and the public of the results of court’s activity, its efficiency and quality
of services.

- Striving for continuous improvement of the efficiency, quality of services, and of the court’s
image.

- Ensuring institutional transparency and communication with the users and the public.
- Endorsing the accountability of the court towards its users and the general public, etc.

By improved communication and informing the public on their results, the courts will ensure the
implementation of a number of CEPEJ instruments:

The SATURN guidelines for judicial time management (CEPEJ (2014)16), at least the 4
guidelines:

A. Transparency and foreseeability

B |.A.2. The users should be informed and, where appropriate, consulted regarding every
relevant aspect that influences the length of proceedings.

B |.A.4. The general statistical and other data regarding the length of proceedings, in
particular per types of cases, should be available to the general public.

A. Collection of information

B [V.A.2. The information collected should be available, to inform the work of court
administrators, judges and the central authorities responsible for the administration of
justice. In appropriate form, the information should also be made available to the parties
and the general public.

C. Established targets

B |V.C.2. The targets should clearly define the objectives and be achievable. They should be
published and subject to periodical re-evaluation.

The Checklist for promoting the quality of justice and the courts (CEPEJ (2008)2), at least
the following criteria:

Evaluation of performance
W [1.10.4. Is there a policy on the publication of the evaluation results?
m [1.10.9. Is the percentage of appeals recorded and published?
B [[.10.10. Is the productivity of judges and court staff recorded and published?
B [1.10.12. Is the length of proceedings systematically recorded and published?
Evaluation
B [l.7.5. Are the evaluation results of the users' satisfaction surveys made public?
Evaluation of the Human Resources policy
IV.5.3. Are the results of evaluations (of judge and staff satisfaction) published?.
The Guidelines on judicial statistics, GOJUST (CEPEJ(2008)11), namely the guideline 1.12:

Transparency and accountability of data
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B [|.12. Public availability of data collected at national level should be ensured, namely
through publication on Internet.

The courts could do the following in the context of the recommendations contained in the court
CEPEJ coaching reports:

- Adopting a decision on publication, at least once a year, of a report on the activity of the
court (including efficiency indicators and quality).

- Appointment of a unit or person responsible for the institutional transparency and public
information.

- Presentation and broad discussion of the draft activity report within the court and later with
the target audience.

- Use extensively the Internet to inform operatively, efficiently and a non-discriminatory way
the public and stakeholders (parties, lawyers, etc.) on court’s activity.

The recommended structure of the court’s yearly reports.
An introduction, preferably including the court’s vision, mission and value (VMV) statement.
Part |

- The CEPEJ-recommended court efficiency indicators, including a view from the
perspective of the last 3-5 years and an insight in the future. Forecasting of the necessary
resources.

- Information on the court’s caseload and the weight of the main categories of cases in its
functioning (including a forecast).

Part Il

- Quality indicators and other information on the strategy to enhance the quality of judicial
services.

- The results of satisfaction survey and the actions taken on their basis. It is important to
conduct satisfaction surveys on a regular basis, to expose the evolution of the level of
satisfaction.

- Other important information on the activity of the court.

Conclusions and possibly the strategy for future development, including clear targets and
sustainable indicators.

The structure of the court’s external websites (as provided by the Ministry of Justice or the Superior
Council of Magistrates) should be updated to allow the courts which implemented the above
recommendations to easily disseminate information about their results through the Internet.

More specifically, for the statistics, the information should be published in a simplified way to allow
citizen to easily get the element that often interest them the most: the range of time within which
they can hope to get a judgment.

The policy and figures concerning targets for the main categories of cases should be also reported
on the external website. External publication will also give to different courts the possibility to learn
from each other by setting benchmarks and exchanging best practices.

It is necessary to refresh the data broadcast over the Internet, especially when updated statistics
are available.
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7. Action plan

The world is full of people who have dreams, e.g. of running a marathon or of owning their own
business. The difference between the people who make it across the finish line and everyone else
is one simple thing: an action plan. In an organisation, were more people work together in order to
achieve a common goal, setting plans for action is indispensable for succeeding.

In view of testing the implementation of the priority recommendation of CEPEJ experts, or of
responding to the results of evaluating the efficiency, or following up on the findings of satisfaction
surveys, it was proposed to the pilot courts to consider applying action plans (please see the below
example). CEPEJ stands ready to further support the corresponding efforts of the courts through
expert advice and other assistance.

Table: The Action Plan — Example (drawn up by using the open source ProjectLibreS. Concrete action
plans are to be adapted case-by-case)

Name Duration Start Finish Pred s lsep 2016 Lokt 2016 lnov 2
8 131 o3 s oo Ttz T15 Tie Jet P4 o7 Jao loa Ioe oo T2 15 Tig 21 T4 [o7 a0 Joe
[Bstatistics 48 days? 29.8.2016 8:00 | 2.11.2016 17:00 L . v
Elorganisational set-up 19 days|39.8.2016 8:00 |22.9.2016 17:00 > v
President’s Order 5days|29.8.2016 8:00 2.9.2016 17:00
organisational activities 10 days 5.9.2016 8:00 16.9.2016 17:00 3
training 3days 19.9,.2016 8:00 21,9,2015 17:00 4
help desk organisation 3 days|19.9.2016 8:00 21.9.2016 17:00 4
meeting with ICMS/DWH | 1 day 19.9.2016 8:00 15.9.2016 17:00 4
kick-off 1day 22.9.2016 8:00 22,9.2015 17:00 3;4;56,7 4?-‘ 22.9.2016
Elcollection TR 25.9.2016 8:00  13.10.2016 17:00
implementation of Tables 5 days|23.9.2016 8:00 29.9.2016 17:00 8
data collection 5days|30.9.2016 8:00 6.10.2016 17:00 10
data entry 3days|7.10.2016 8:00 11.10.2016 17:00 i1
final validation 2days 12,10,2016 8:00 | 13,10,2016 17:00 12
Elreporting 9 days? 14.10.2016 8:00 26.10.2016 17:00
final analyses and presen 4days 14.10.2016 §:00  |19.10.2016 17:00 13
drafting of reports 4days 20.10.2016 8:00  |25.10.2016 17:00 15
meeting 1day?|26.10.2016 8:00 26,10.2016 17:00 1
publication 1day?|26.10.2016 8:00  |25.10.2015 17:00 16
ICMS improvements Sdays 27.10.2016 8:00 |2.11.2016 17:00 18
Elperformance targets 40 days 29.8.2016 8:00  21.10.2016 17:00
setting 10 days 29.8,2016 8:00 9.9.2016 17:00
actions 30 days 12.9.2016 8:00 21.10.2016 17:00 21
Blsatisfaction surveys 45 days 29.8.2016 8:00 28.10.2016 17:00
establish satisfaction surve 45 days|29.8.2016 8:00 28.10.2016 17:00

[Presidents oncer ] roarisatora i,

% Please see http://www.projectlibre.org/product/projectlibre-open-source

30


http://www.projectlibre.org/product/projectlibre-open-source

8. Appendixes

Appendix 1: Example of tables with statistical data for the assessment of courts’ efficiency

Table 1: General information concerning the court

2010 2011 2012 2013 2014 201
Budget (AZMN) 510.684,00) 785544000 ©08202,00 B805470,00( 906.852.00( B49.032.0
(actually implemented)
Number of judges 12,00 15,00 15,00 15,00 15,00 15,009
(de facto; FTE])
Number of judicial assistants 24,00 30,00 30,00 30,00 30,00 30,009
(de facto; FTE])
Number of non-judicial staff 33,00 30,00 39,00 43,00 43,00 43,008
(de facto; FTE])
Total number of staff 57,00 G9,00 69,00 73,00 73,00 73.0
(excluding judges; de facto; FTE)
UGicial SESIStaNts per judge rate Z.00 .00 =00 00| >.00] 2.0
MNon-judicial staff per judge ratio 2.75 2,860 2,860 2,87 2.87 2,87
Taotal number of staff per judge ratio 4,75 4,860 4,860 4,87 4.87 4 871
Incoming per juSge rato 050,25 003,60 B0T.E7| Daran 123627 1.292,21
Resolved per judge ratio 834,50 BE7.53 883,80 832,33 1.222 80 1.234,11
FPending per judge ratio 54,25 T3.47 B1.53 80,80 104,07 1 12,2['
Incoming per staff ratio 201,85 198,43 186,06 183,44 254,03 2&5,51
Resolved per staff ratio 198,74 185,12 184,30 181,58 251,26 233,81
FPending per staff ratio 17.74 15,87 17.72 18,82 21,38 23,01
Cost per case 48,34 58,35 52,08 61,80 40,44 M,Dq
Table 2: Workflow information per case type
Cases|  Mew cases) Resolved Cases Appealed Diecisions Clearance| Disposition Appeal| Percentagd
pending on 1 nitiated| cases duning| pending on decisions| quashed or| Rate| tme ratio /| of appealed
January)  during the| the year| 31 December| modified in (in days) decisions degisiony
year| appea quashed or|
modified
1. Total Civil and commercial cases 1.203 13.081 12,973 1311 1548 S05| 99%)| 37 3.9% 11,9%)|
Ta. Divorce 273 248 724 187 a1 19 113% 93 26% 8.3%
1b. Dismissal 2 48| 40) 10 5 4 91 10,0% 12,5%|
ic. Insolvency A MNA A NA)
2. Total Administrative cases MA NA HA NAJ
[3. Total Administrative offences cases 39 1.156] 1180 13 220 69 102%, 3 5.9% 18, 6%
4. Total Criminal cases 146| 577 551 172 143 34 6,2% 26, 0%
Ha. Burglary 13 a7 38 12 17 4 103% 10.5% 44 7%
[4b. Homicide A MNA MA NAJ
|5. The application of coercive 1.692) 1692 110 24 100%, 0 1,4% 6, 5%
measures
I6. Enforcement of a judgment or other 12 [F.1 &7 ] [ 105%, 49 0,0% 9,0°%
final court decisions (criminal cases)
7. Proceedings on the enforcement of 139 2.739] 2. T35 138 104 48| 9% Fa | 1.8% 3,8%)
the court decision (eivil cases)
IB. Other categories of cases 22 39 B3 18 107%, 104 0,0% 0,0%
ICaIcuIatEd total number of cases 1.561 19384 19262, 1.683 bl 630 99%, 32 3.5% 11, 1%

Table 2.a: Structure of the caseload
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Evolution of the number of new, sohved)
and pending cases, year 2013
Incoming cases 2040-2013 fin %) Solved cases 2010-20 3 (in %) Pending cases 2010-2015 {in %) compared to year 2H0 [change in %)
Category of cases 20000 2011] 2012 2013 2094 2005| [ 2090] 209 2012 2013 2014 2015 | 2010 2011 2012] 2013 2014] 2014 [ New cases) sﬂ Pending
Case! cases
1. Total Civil and BU%|  S0%| 48%| S2%| G1%| Gw|| 60%| 55%| 45| S2w| 61w  Grw| | S0 84w 8o 82%| i 79 187% 1915 1555
[commercial cases
2. Total Administrative 0| o] o] o[ o o x| o o] o o o [ I L L R M N N
| CA5es
3. Total Administrative 107G 0% 0% o & e L2 B L G = [ 1% ZH 1 101 R (25
offences cases
2 Total Criminal cases | I T ) I 7 N I N | I T2% 0% 14%| W 10 e 1057 120
5. The application of 1% 6% 1E%| 20%| 189 o 2 I R L B % 0% 0% 0% 0% O 108°% 0ET T
coercive measures
&. Enforcement of a 1% 0% 1% 0% 0% 0 e 0%} T e e R 97%| 3% N
judgment or other final
court decisions {criminal
| CA5es
7. Proceedings on the 107 2 e 2 B e I W 2| 2% W @ 24T 245%] 505
enforcement of the court
decision [civil cases
8. Other categories of 0| 0% 0% 0% 0% 04 0] 0% 0% 0w 0% o 0% 0% 1% 0% 1% 1 179 210%] 500
| Ca5es
Calculated total number of 10E| 100%| 100%| 100%] 100% 100%]| 100%| 100%] 100‘_;(:' 100% 100% 100%] 1ouTa| 100% 100%| 100%| 100%| 1 168% 172%] 1sﬂ
| CA5es
Table 3: Age of pending cases
Number of cases registered since:
Less Between Between More
% of the % of the % of the % of the
Type of cases than 1 land 2 2and5 than 5
total total total total
year years years years
1. Civil and economic
533 72,12% 4 0,54% 4 0,54% 0,00%
cases
2. Administrative cases 38 5,14% 0,00% 0,00% 0,00%
3. Administrative offences
9 1,22% 41 5,55% 1 0,14% 0,00%
cases
4. Criminal cases (incl.
o 107 14,48% 0,00% 0,00% 0,00%
military)
5. Cases on application of
; pp 0,00% 1 0,14% 0,00% 0,00%
coercive measures
6. Enforcement of a o
judgment or other final 1 0,14% 0,00% 0,00% 0,00% 3
court decisions 2
7. Other categories of 3
9 0,00% 0,00% 0,00% 0,00% 3
cases =
Total per period of time 688 93,10% 46 6,22% 5 0,68% 0 0,00% 739

Appendix 2: Example of graphs on courts’ statistics and elements of a related analysis

Disposition time and the movement for all and specific types of cases.

By using the pending cases at the end of the year and the resolved cases, should be calculated the
Disposition Time. This theoretical indicator shows, in days, the time needed to solve the entire pending

cases in a court.

Pending cases on 31
Dec.

Resolved cases

X 365

Theoretical processing capacity of the

———————————

court (during 1 year)
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Analysis and eventual conclusions that can be drawn on the basis of such graphs:

- How evolved the general workload of the court and its productivity; whether the court
manages to cope with the inflow of cases;

- What is and how evolved the calculated DT for the entire caseload and for specific
categories of cases. Indirectly, this indicator gives the answer to one of the questions
most raised within a judicial system — what is the “expected” length of proceedings;

- In which periods the DT showed important positive or negative fluctuations and to which
circumstances or court’s practices that could be attributed;

- Which categories of cases show the most important fluctuations in the DT and therefore
might require special attention etc.

— Clearance rate for all and specific types of cases

Based on the resolved and the incoming cases, should be calculated the Clearance Rate. This
indicator shows if a court is able to handle its incoming cases and if backlog is going to be resolved
or if it increases.

Resolved cases C R > 1 O O%

Incoming cases Court is able to handle more cases than it receives: part of
-------- backlog is resolved.

Resolved cases --- Court handles fewer cases than it receives: backlog increases.

Incoming cases CR < 100%
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Sheki Court of Appeal: Clearance rate for all types of cases Sheki Court of Appeal: Clearance rate for civil and
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Analysis and eventual conclusions that can be drawn on the basis of such graphs:

How evolved the CR and whether the court manages to cope with its caseload (a CR
constantly or significantly below 100% is a sign of trouble). Using CR is widespread in
Europe and the interpretation of this indicator is more intuitive compared to the
percentage of solved cases out of the entire caseload in a given period;

In which periods of time the CR showed important positive or negative fluctuations and
to which circumstances or court’s practices that could be attributed;

Which categories of cases show the most important fluctuations in the CR and therefore
might require special attention;

When applied for a longer period of time, the DT and CR indicators can be used to
identify conspicuous trends and compare judicial performance on the level of particular
types of cases or between different courts etc.

Evolution of the caseload and of incoming, resolved and pending cases by category

20000

The evolution of incoming cases by category between 2010 and 2015 The evolution of solved cases by category between 2010 and 2015

2010

2011 2012 2013 2014 2015 2010 2011 2012 2013 2014 2015

14 000
1 5. The application of coercive 12 000
measures
10 000
z = 6. Enforcement of a judgment or ¥ 6. Enforcement of a judgment or
s other final court decisions (criminal 8000 other final court decisions (criminal
= cases) cases)
7. Proceedings on the enforcement 6000 7. Proceedings on the enforcement
of the court decision (civil cases) 2000 of the court decision (civil cases)

¥ 1. Total Civil and commercial cases = 1. Total Civil and commerdial cases

20000
= 3. Total Administrative offences

18000 W 3. Total Administrative offences
cases

™ 4. Total Criminal cases 16000 u 4. Total Criminal cases

11177

u 5. The application of coercive
measures

7409
7339

8779

8. Other categories of cases 2000 8. Other categories of cases

Analysis and eventual conclusions that can be drawn on the basis of such graphs:

How evolved the general workload of the court and its productivity; whether the court
manages to cope with the inflow of cases;

Structure of a court’s caseload and its capacity to deal with different categories of
cases;

Adequacy in internal distribution of resources to deal with different categories of cases
(e.g. the size of specialised panels compared to the inflow of cases by category);

Which categories of cases demonstrate an important increase and therefore might
require special attention, such as directing more human resources etc.

Evolution of the appealed, quashed and/or modified decisions, by category of cases
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Solved cases/Decisions quashed or modified in appeal. All types of

Solved cases/Decisions quashed or modified in appeal.
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Analysis and eventual conclusions that can be drawn on the basis of such graphs:

The overall rate of appeals as well as the rate of quashed and/or modified decisions are
very rough indicators for the quality of judicial decisions. The above graphs show how
evolved the number of appealed, quashed and/or modified decisions in time. For
example, a higher appeal rate in conditions of a stable rate of quashed and/or modified
decisions may speak in favour of lesser concern for clear and understandable court
decisions or of court users’ satisfaction;

Court’s capacity to deal with and increasing workload preserving, at the same time, a
stable high quality of decisions;

The “quality of decisions” per different categories of cases (e.g. the worsening of these
indicators may be caused by a problem of capacity, or human resources, of judges’ of
staff insufficient training and qualification, of significant changes in the material or
procedural legislation which requires adequate response measures etc.);

When applied to compare the performance on the level of particular types of cases or
between different courts these indicators can be used to identify conspicuous trends,
good or bad practises etc.

New and Solved cases per Judge, New and Solved cases per Staff, Cost per Case.

Judicial Assistants per Judge ratio, Staff per Judge ratio etc.

New and Solved cases/Judge, Solved cases/Staff, Cost/Case 2010-2015
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Analysis and eventual conclusions that can be drawn on the basis of such graphs:

The indicators displayed in the above graphs are mostly concerned with the resources
available to the courts and their correlation with the caseload. They are interesting in
particular when comparing the workload and efficiency of judges, staff and courts, but
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should be analysed and interpreted with care, taking into account particular
circumstances and objective factors which may play a role (e.g. a particular court may
incur higher security and staff costs due to its geographical positioning in a sensitive
area);

The cost per case indicator may speak of a court’s particularly high, average or low
efficiency, but it is necessary to apply a unified methodology and the budget taken into
calculations should not include capital investments (which are irregular, often costly and
therefore may hinder the indicator);

The correlation of such indicators as the Solved cases per Judge, Judicial Assistants
per Judge and Cost per Case may speak in favour of a particular structure of court’s
human resources. For example, to counteract an increased caseload it may be more
efficient to supplement the number of judicial assistants per judge instead of increasing
the number of judges.

Cases the examination of which risks to incur unreasonable delays.
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Analysis and eventual conclusions that can be drawn on the basis of such graphs:

Generally, when there are cases pending in a court for more than two years, the risk of
infringing upon the requirements of Article 6 of the ECHR is significantly increasing.
Therefore, even with very good performance indicators described above, a court may
be responsible for excessive delays in statistically insignificant, but otherwise very
important instances. To avoid such situations, the courts should monitor the age of their
pending cases and constantly inquire or address special measures to cases getting
“old”, starting from the oldest.
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Appendix 3: SATURN-recommended summary table of timeframes

The SATURN Centre for judicial time management developed a Guide entitled “Towards
European Timeframes for Judicial Proceedings” including practical advice on how to possibly set
timeframes and targets. This Guide provides for the first set of recommended timeframes which
are supposed to be applied to the three large “families” of cases (civil, administrative and criminal).
In the future it is envisaged the proposition of timeframes for other case categories:

PERCENTAGE OF CASES DISPOSED (PENDING) WITHIN TIMEFRAMES A, B and C

CIVIL ADMINISTRATIVE CRIMINAL
75% 95% 75% 95% 75% 95%
TIMEFRAMES LEVEL A |12 months |18 months |12 months |18 months |6 months |12 months

TIMEFRAMES LEVEL B |18 months |24 months |18 months |24 months |12 months | 18 months

TIMEFRAMES LEVEL C |24 months |30 months |24 months |30 months |18 months |24 months

Each timeframe has two stages (e.g. Timeframes A for civil cases: 75% of cases shall be disposed
in 12 months, 95% disposed in 18 months), meaning that they can be fully accomplished, if both
percentages are accomplished or partially accomplished if, for example, the first percentage is not
accomplished, but the second is accomplished (e.g. 65% disposed in 12 months, 95% disposed in
18 months; Timeframe A is partially accomplished).

Courts have also to deal with very complex cases that may require some extra time. For this
reason, there is a 5% so called “buffer zone” reserved only for very complex cases that are not
supposed to be included in the Timeframes, which therefore address 95% of the court caseload.
However, the cases within this “buffer zone” need a very special attention, as they present the
highest risk of incurring unreasonable delays.

Tool for calculating the compliance with the SATURN recommended timeframes:

Civil and commercial litigious cases pending at [DATE] Civil and commercial litigious cases pending at [DATE]

Less than | Between | Between | Between Over 30 Total Less than | Between | Between | Between Over 30 Total

12 [12and 18[18and 24|24and 30| V& - 2 12 |12and 18|18and 24|24 and 30| e C e
months | months | months | months onths | pending months [ months | months | months onths | pending

Pending cases 400 350 150 50 50 1000 Pending cases 1200 200 50 2 0 1452
Percentage 40 35 15 5 5 100 Percentage 83 14 3 0 0 100
Timeframe A 75% 95% backlog % | Timeframe A 75% 95% backlog % |
Monitoring 25 | Monitoring 4 |
Timeframe B | 75% 95% backlog % Timeframe B | 75% 95% backlog %
Monitoring | 10 Monitoring | 0
Timeframe C 75% 95% backlog% Timeframe C 75% 95% backlog%
Monitoring 5 Monitoring 0
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IAdministrative cases pending at [DATE] Criminal cases pending at [DATE]

Less than | Between | Between | Between Between | Between | Between

12 [12and 18|18 and 24|24 and 30 °"e't:° T°:f_" ':ss "‘t:" 6and 12 |12 and 18 |18 and 24 O"e'tﬁ'l T°;‘i"
months | months | months | months | MOMS | PENCING MONMS 1 months | months | months | MOMS | PENEING

Pending cases 4500 2300 950 330 80 8160 Pending cases 1500 700 250 67 19 2536
Percentage 55 28 12 4 1 100 Percentage 59 28 10 3 1 100
Timeframe A 75% 95% backlog % | Timeframe A 75% 95% backlog %
Monitoring 17 | Monitoring 13
Timeframe B | 75% 95% backlog % Timeframe B | 75% 95% backlog %
Monitoring | 5 Monitoring | 3
Timeframe C 75% 95% backlog% Timeframe C 75% 95% backlog%
Monitoring 1 Monitoring 1

After receiving feedback from the pilot courts of CoE member States, the CEPEJ Plenary meeting
adopted on 7 December 2016 the Implementation Guide “Towards European Timeframes for
Judicial Proceedings”, CEPEJ(2016)5. The Guide contains a new approach and proposes the
following indicative timeframes for civil, criminal and administrative cases.

The new summary table of SATURN-recommended timeframes:

Contentious Civil and
Administrative Cases

Timeframe
Target A

Priority Cases

Normal Cases +
(Priority cases)

Complex Cases (buffer)

Disposed in
6 months

95% - 90%
Disposed in
18 months

5% - 10%
Pending cases
older than
18 months

Timeframe
Target C

Disposed in
12 months

95% - 90%
Disposed in
30 months

5% -10%
Pending cases
older than
30 months
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Criminal Cases

Priority Cases

Normal Case +
(Priority cases)

Complex Cases (buffer)
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Appendix 4: The template questionnaires proposed by the CEPEJ experts as a result of the
meetings with the pilot courts

Questionnaire 1: COURT USER SATISFACTION SURVEY

Programmatic Cooperation Framework for
Armenia, Azerbaijan, Georgia, Republic of Moldova, Ukraine and Belarus

COUNCIL OF EUROPE

Court’s logo Funded

by the European Union
and the Council of Europe

Implemented
by the Council of Europe

EUROPEAN UNION CONSEIL DE L'EUROPE

COURT USER SATISFACTION SURVEY

Evaluation of the functioning of the Court of [name of the
Court].

This survey is conducted under the Project “Support to increased Efficiency of
the Courts, improved training of Judges and Judicial Self-governance in
Azerbaijan”, which is part of the Council of Europe and European Union
Eastern Partnership Programmatic Co-operation Framework 2015-2017.

As a public body, it is essential for us to give users an opportunity to provide
feedback. Your opinion and suggestions are therefore important for improving
the quality of services which we should supply to the citizens (court users).

Please, take a moment to complete this court user satisfaction survey. Then,
place it in the box provided at the court’'s reception desk, using a sealed
envelope [to be adapted according to the chosen method].

This survey is anonymous. The confidentiality of your answers will be
preserved.
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1.In which capacity are you going to the court today?

O One of parties at court hearing O Witness at court hearing
O Judicial expert 0 Representative
O Visitor O Other

2.Have you already had a direct contact with a court in the past

XXX years?

O Yes O No

If yes, on what occasion?

3. What is the reason for your visit?
O Court hearing / Court appearance O File a document

O General assistance / information

If you didn’t answer “Court hearing/court appearance”, please go to question 7

4.In which type of proceedings did you take part in?

O Civil O Criminal

O Administrative O Other (finance, land, etc.):

S.If you were a party, and the decision was delivered, did the
court find partially or fully in your favour?

O Yes O No

O The decision has not been delivered yet

6. If you were a party, were you represented by a lawyer?

O Yes O No

5a. If no, please explain why:

O | did not wish to be represented by a O The fees were too expensive
lawyer
O | did not trust lawyers enough O Other :

/. How well do you know this court?

O This is my very first experience in this [ This is not my first time in this court but |
court and | know almost nothing know this court very little
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O I know this court quite well O I know this court very well

PERCEPTION OF THE FUNCTIONING OF THE COURT

Now, we would like you to give us your opinion on the functioning of the court of

Please select the answer that best describe your level of satisfaction:
1: very dissatisfied

2: not satisfied

3: neither dissatisfied nor satisfied

4: satisfied

5: very satisfied

Don’t know

1 2 3 4 5 E::V:
OVERALL SATISFACTION
8. Overall satisfaction of the court O O O O O O
ACCESS TO INFORMATION
9. Finding information about your rights O O O O O O

10. The goodness of the information

provided by the court O O O O O O

ACCESSIBILITY AND INTERIOR OF THE COURT

11. Coming to the court O O O O O O
(102r-i j:?arj[iso :?)side the courthouse O O O O O 0O
13. Waiting conditions O O O O O
14. Level of equipment in the courtroom O O O O O
15. Security within the court O O O O O

PROCEEDINGS

16. Due diligence of court’s
notifications/summons

17._'I_'im9 lapse between court’s _ 0 0 O O 0 O
notifications/ summons and court hearing

18. Punctuality of hearings and conditions
under which your case was called in
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COURT’S STAFF (non-judge)

19. Attitude and politeness of court’s staff
20. Level of competence of court’s staff
JUDGES AND HEARINGS

21. Attitude and politeness

22. Judge’s way of expressing
himself/herself

23. Judge’s impartiality in conducting the
oral proceedings

24. Time allocated to you or your lawyer/
representative to make submissions

25. Clarity of court’s decision
RESOURCES

26. Resources available to the court
(material, funding, etc.)

COURT’S REGISTRY SERVICES

27. Information provided in response to
your request

28. Which court’s registry services have you
used in the course of the past XXX
months/year(s)?

29. What means of communication have
you used to contact the court registry?

30. What means of communication would
you prefer to contact the court registry?

O O O O O O

O | haven’t used any court’s registry
services

O Information on forms of legal action

0 Access to documents (e.g. copy of
evidence)

O Information on the court’s decisions

O Practical information on the execution of
decisions

O Other:

O in person [ post O telephone 0O

fax

O email O website

O in person 0O post O telephone O
fax

O email O website

31. Please select 3 items that are, in your opinion, important in




order to improve the functioning of the court.

O Fair trial O Access to justice

O Length of proceedings O Punctuality of hearings
O Equipment of the courtroom O IT infrastructure

O Expertise of court staff O Expertise of judges

O Information provided by the registry office O Information provided by the court

O Public funding

GENERAL PERCEPTION ON THE JUDICIARY SYSTEM

We would appreciate if you could give us your opinion on the judiciary system in general.

Please tell us whether you agree or disagree with each of the statements below.

Neither
Completely Somewhat Somewhat Completely
. _ agree nor
disagree disagree _ agree agree
disagree
32. | do trust in the
justice system in my O1 02 O3 O4 a5
country
33. Cost of justice
(without taking mtq 01 02 03 04 Os
account lawyers
fees) is fair

34. The average
length of 01 a2 a3 04 a5
proceedings is fair

35. The functioning
of courts in my O1 02 O3 O4 a5
country is good.

36. Please do not hesitate to tell us if you have any remarks or observations regarding the
improvement of the functioning of this court in particular or of the justice system in general:
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Demographic questions

Gender :

O Male O Female

Age:

O Between 18 and 30 O Between 31 and 50
O Between 51 and 65 O Over 65
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Questionnaire 2: LAWYER SATISFACTION SURVEY

Programmatic Cooperation Framework for
Armenia, Azerbaijan, Georgia, Republic of Moldova, Ukraine and Belarus

COUNCIL OF EUROPE

Court’s logo Funded

by the European Union
and the Council of Europe

Implemented
by the Council of Europe

EUROPEAN UNION CONSEIL DE LEUROPE

LAWYER SATISFACTION SURVEY

Evaluation of the functioning of the Court of [name of the court].

This survey is conducted under the project “Support to increased Efficiency of
the Courts, improved training of Judges and Judicial Self-governance in
Azerbaijan”, which is part of the Council of Europe and European Union
Eastern Partnership Programmatic Co-operation Framework 2015-2017.

Your opinion and suggestions are important to us and should help make the
necessary improvements in the functioning of the court.

Please, take a moment to complete this court user satisfaction survey. Then,
place it in the box provided at the court’s reception desk, using a sealed
envelope [to be adapted according to the chosen method].

This survey is anonymous. The confidentiality of your answers will be
preserved.
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8.Are you practising :

O Individually O In an associated form

9.How long have you been a member of the bar of [name of the

bar]?

years

PERCEPTION OF THE FUNCTIONING OF THE COURT

We would appreciate if you could give us your opinion on the functioning of the court
Please select the answer that best describe your level of satisfaction:

1: very dissatisfied

2: not satisfied

3: neither dissatisfied nor satisfied

4: satisfied

5: very satisfied

1 2 3 4 5
OVERALL SATISFACTION
3. Overall satisfaction of the court O O O O O
4. Costs / fees of access to justice O O O

ACCESS TO INFORMATION

5. Access to the court’s decisions O O O O O
6. Easy and practical file consultation O O O O O
7. Communication between the court and lawyers O O O O O
8. Promptness of responses to your requests O O O O O
9. Relevance of responses to your requests O O O O O
10. Quality of the website of the court O O O O O
ACCESSIBILITY AND INTERIOR OF THE COURT

11. Signs inside the courthouse (orientation) O O O
12. Conditions of meetings with the clients O O O O O
13. Furnishing and equipment of courtrooms O O O O O
COURT STAFF

14. Politeness and attitude O O O O O
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15. Level of professionalism
16. Availability

17. Clgr_l'gy_ of court organisation and administrative 0 O O 0O 0
responsibilities

PROCEEDINGS

18. Computerised management of proceedings O O O O O

O
O
O
O
O

19. Punctuality of hearings

JUDGES AND HEARINGS

20. Judges’ politeness and attitude O O O O O
21. Judges’ level of professionalism O O O O O
22. Organisation and progression of hearings O O O O O
23. Impartiality of the judges in conducting hearings O O O O O
JUDGES’ DECISIONS

24. Independence of judges O O O O O
25. Clarity of the judges’ decisions O O O O O
26. Rapid handling of cases O O O O O
27. Enforcement of decisions O O O O O

28. Over the last five years, do you think the functioning of the

court:

O has deteriorated O is unchanged

O has improved O | don’t know

29. Over the last five years, do you think that the workload of the
court has increased.:

O faster than its means O in proportion to its means
O more slowly than its means O | don’'t know

O most insufficient O insufficient

O sufficient O more than sufficient
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O | don’t know

31. In your opinion, are the court’s staff resources:

O most insufficient O insufficient
O sufficient O more than sufficient

O | don’t know

32. Please select 3 items that are, in your opinion, important in

order to improve the functioning of the court:

O Fair trial O Punctuality of hearings

O Equipment of the courtroom O IT infrastructure

O Expertise of court staff O Expertise of judges

O Relation with the court O Access to the court’s case law

33. Please do not hesitate to tell us if you have any remarks or observations regarding the
improvement of the functioning of this court in particular or of the justice system in general:

Socio-demographic questions

Gender :

O Male O Female
How long have you been practising as a lawyer?

O Less than 1 year O 1-5years

O 6 — 9 years O 10 years or more
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Questionnaire 3: COURT STAFF SATISFACTION SURVEY

Programmatic Cooperation Framework for
Armenia, Azerbaijan, Georgia, Republic of Moldova, Ukraine and Belarus

COUNCIL OF EUROPE

) O ——
Court’s logo Funded
by the European Union
and the Council of Europe

Implemented
by the Council of Europe

EUROPEAN UNION CONSEIL DE L'EUROPE

COURT STAFF SATISFACTION SURVEY

Evaluation of the functioning of the Court of [name of the Court].

This survey is conducted under the project “Support to increased Efficiency of
the Courts, improved training of Judges and Judicial Self-governance in
Azerbaijan”, which is part of the Council of Europe and European Union
Eastern Partnership Programmatic Co-operation Framework 2015-2017.

As a public body, it is essential for us to give staff members an opportunity to
provide feedback on their working environment. Your opinion and
suggestions are important for improving both you wellbeing at work and the
guality of services which we should supply to the citizens. Therefore, please
take a moment to complete this court staff satisfaction survey.

This survey is anonymous. The confidentiality of your answers will be
preserved.
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Time:|__| | Date:] |_| 2016 Questionnaireno: |__ || _|_|

(Filling by respondent ) (Filling by surveyor)

1. Sex: O Male O Female

2. Age: O 24 or less O 25-44 O 45-64

3. Length of

service

in the court: O 2 years or less O 2-5 0 5-10 O more than 10

4. Education: 0O Primary O Full secondary
O General secondary O Higher education

5. Department you work in:

Using a scale of 1 to 5, please rate following questions. Please consider that 1 represent
most negative and 5 represent most positive leaning

OVERALL SATISFACTION

6. How satisfied are you with your work in general, taking into account all the related aspects?

Very dissatisfied 1 2 3 4 5 Very satisfied

WORK CONTENTS AND IMPROVEMENT OPPORTUNITIES

7. To what extent does your job require you to take initiative?

To a very low extent 1 2 3 4 5 To a very large
extent

8. To what extent are you able to learn new things through your work?

To a very low extent 1 2 3 4 5 To a very large
extent

9. To what extent does your job allow you to make use of your professional knowledge and abilities?
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To a very low extent 1 2 3 4 5 To a very large
extent

MEANINGFUL WORK SCALE

10. To what extent do you feel that your work is important?

To a very low extent 1 2 3 4 5 To a very large
extent

11. To what extent is your job interesting for you?

To a very low extent 1 2 3 4 5 To a very large
extent

WORK MANAGEMENT/WORKLOAD SCALE

12. How often do you feel that your workload is unevenly distributed?

Almost always 1 2 3 4 5 Very rarely

13. How often do you need extra time to complete your work assignment?

Almost always 1 2 3 4 5 Very rarely

WORK MANAGEMENT/AWARENESS SCALE

14. To what extent do you feel that you are informed early on important decisions, changes or future

plans?

To a very low extent 1 2 3 4 5 To a very large
extent

15. To what extent do you feel that you have enough information to do your job well?

To a very low extent 1 2 3 4 5 To a very large
extent

ROLE CLARITY SCALE



16. To what extent do you know what is expected from your work?

To a very low extent 1 2 3 4 5 To a very large
extent

17. To what extent do you know what belongs to your sphere of responsibility?

To a very low extent 1 2 3 4 5 To a very large
extent

ADMINISTRATION

18. To what extent does your immediate supervisor give you feedback on your work?

To a very low extent 1 2 3 4 5 To a very large
extent

19. To what extent is your immediate supervisor (or secretary general) good at resolving conflicts?

To a very low extent 1 2 3 4 5 To a very large
extent

20. To what extent do you feel that you can deliver opinions and suggestions to your immediate
supervisor (or secretary general)?

To a very low extent 1 2 3 4 5 To a very large
extent

WORK ENVIRONMENT

21. Do you have a good atmosphere between colleagues?

Very rarely 1 2 3 4 5 Almost always

22. Do you have a good co-operation between colleagues?

Very rarely 1 2 3 4 5 Almost always

23. Do you feel yourself as part of a working collective?

Very rarely 1 2 3 4 5 Almost always
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WORK VALORISATION

24. To what extent does management acknowledge and appreciate your work?

To a very low extent 1 2 3 4 5 To a very large
extent

25. To what extent does management have a respectful attitude towards you?

To a very low extent 1 2 3 4 5 To a very large
extent

26. To what extent are you treated fairly at work?

To a very low extent 1 2 3 4 5 To a very large
extent

REMUNERATION

27. To what extent do you feel that your work is remunerated fairly compared to equivalent positions

in your organisation?

To a very low extent 1 2 3 4 5 To a very large
extent

28. To what extent is the remuneration system understandable for you?

To a very low extent 1 2 3 4 5 To a very large
extent

29. To what extent does your organisation’s remuneration system motivate you to put in more
effort?

To a very low extent 1 2 3 4 5 To a very large
extent

COURT PRESIDENTS ROLE IN ORGANISATION MANAGEMENT

30. To what extent do you trust decisions (regarding with court administration) made by court
president?
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To a very low extent 1 2 3 4 5 To a very large
extent

31. To what extent is court president result-oriented?

To a very low extent 1 2 3 4 5 To a very large
extent

COURT REPUTATION AS AN EMPLOYER

32. To what extent do you consider your organisation as an attractive employer?

To a very low extent 1 2 3 4 5 To a very large
extent

33. To what extent is your organisation innovative?

To a very low extent 1 2 3 4 5 To a very large
extent

COMMITMENT

34. How often do you think about finding a new job?

Very rarely 1 2 3 4 5 Almost always

35. How often do you attend events as to improve your professional knowledge?

Very rarely 1 2 3 4 5 Almost always

36. If you had the opportunity, what would you change or suggest in order to improve well-

being at work?
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