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Introduction

The capability to make decisions and solve problems is critical since it may help you deal with a range of workplace situations; they get along well and may have experienced many of the same difficulties.  Making decisions and solving issues both involve critical thought.  Every industry and profession need people who can make judgments and solve problems, because both skills can help organisations overcome difficult circumstances and problems, employers frequently value these qualities in job candidates.
They exhibit your skill to think through many circumstances and make decisions that are favourable to the company. (How To Use Problem-Solving and Decision-Making Skills at Work, 2021)

















The company
Her Majesty’s Courts and Tribunals Service.
Her Majesty's Courts and Tribunals Service is an executive agency of the Ministry Justice. It was created on 1 April 2011 by the merger of Her Majesty's Courts Service and the Tribunals Service.
This organisation oversees managing the administration of the non-devolved tribunals in Scotland and Northern Ireland, the Probate Service, and the courts of England and Wales.  Around 600 locations in the UK are where it operates. (Her Majesty's Courts and Tribunals Service - Wikipedia, 2022).















The discovery of the problem
I recently had a meeting with my line manager and we discussed various topics of department I work in (Case Progression Department) as I am the senior officer of this department, but I was also alerted of a new specific issues that needed urgent action.
This issue was the Case Management Form (CMF).  This form is an official document for trial cases, in the Magistrates Court, a copy of this document goes into each and every trial case file.  This form was changed recently for the better of case management, it has been changed from the last one to capture more information to help everyone involved in the trial hearing.  This form contains lots of information about all parties involved in that trial hearing, for example:
1. Personal details of defendant.
2. The details of the victim or victims
3. Details of the offences against the victim or victims
4. Details of any eyewitnesses.
5. The issues surrounding the crime.
6. The details of witnesses – Prosecution side as well as the defence side.
7. Details particularly of any vulnerable witnesses for example: elderly, child or witnesses with disabilities etc.
8. Special instructions related to witnesses for example: the witness may require assistance of an interpreter or a key worker or a witness may be disable and may require wheelchair access etc.
It appeared that the Case Management Form, was not being completed properly during the first hearing when fixing the trial hearing date. as a result, trial hearing not proceeding and being adjourned to another date because the trial was not properly prepared.  There could be various reasons for that, for example:
1. An interpreter is need and has not attended
2. Probably an interpreter was not booked by the admin office
3. Probably there was no note in the CMF (the clerk did not request for one)
4. Probably the witness was not notified of the trial hearing date
5. The key worker did not attend etc


Who is responsible for completing this Case Management Form, the following parties are responsible:
· The Clerk on behalf of the court
· The prosecutor in court for behalf of the Prosecution Authority
· The defence advocate / Lawyer – the defendant if he or she is not represented in court at the plea hearing or the first hearing. 
Impact for not completing the Case Management Form properly.
1. Case could be adjourned to another day, the witnesses must return another day to provide evidence – which means expense costs for civil as well as police officer, loss of earnings, travel cost and waste of time etc.
2. Expense and costs for The Prosecution Lawyer, the defence Solicitor and of course wasted costs for the Judge and the court staff.
3. It can run to thousands of pounds in costs especially if it was a whole day case hearing or longer.
4. It affects the courts effective trial hearing, statistics in negative way – which could be costly for court as it affects funding and also negative press against the court, the police and other parties involved.

I was asked by my line manager to investigate this issue and see what I could do to resolve it.  My first task was to attend a team meeting for Legal Team Managers and court clerks and explain the problems we are facing and what I was going to do to find a solution to this problem with their cooperation.

The following 6 steps were taken to solve the problem
The problem solving (PS) group has a concentrated procedure thanks to the Six-Step technique.  Consistency is achieved because everyone is aware of the approach to be taken.  Utilizing data helps to improve objectivity by getting rid of prejudice and assumptions.
It encourages collaboration and helps break down barriers. (The Six Step Problem Solving Model, 2022)



Step 1 - Identifying the problem.
For the problem to be solved, it is crucial to identify it accurately.  Incorrect diagnosis of the situation may result in incorrect treatment of the issue.  Your attention and energy are diverted away from the true source of the problem and instead directed toward another area, which may or may not be related in any way to the original problem (The importance of accurate problem identification in problem solving, 2022)
Other parties involved

Environment



Very busy no time to dwell on cases

Pressure on Prosecutor to move on to next case 

								
										Defence wants finish quickly and go 
Not much time to complete the form

Case Management form is not being completed in court

Need to complete the form before moving to other case
It needs lots of information from all parties

									
Not given enough time to complete form

			The form is too long


	Court clerk
Case Management form



Figure 1, Fishbone diagram to identify root cause of the problem.

Step 2 - Determine the root cause
For the problem to be solved, it is crucial to identify it accurately.  Incorrect diagnosis of the situation may result in incorrect treatment of the issue.  Your attention and energy are diverted away from the true source of the problem and instead directed toward another area, which may or may not be related in any way to the original problem (The importance of accurate problem identification in problem solving, 2022)
1. The courtroom is too busy for the clerk to invest enough time to complete it.
2. The clerk needs to prioritise this form
3. The form is too long
4. All parties are not taking responsibilities to complete this form
Analysing the possible causes of the problem
Court Clerk
The Court clerk is under pressure taking instructions from the Judge, the prosecutor and the defence solicitors.  I do not believe that the Legal advisor is given enough time to make all the necessary notes in the CMF, therefore missing various crucial information, for other parties to act on them after the hearing.

The Case Management Form
This form is very long (five pages document), it requires lots of information about the case and the witnesses, if the court clerk was not given sufficient time to go through this form from beginning to the end then they will probably miss information out which could be crucial at the trial hearing stage.  Also, this form needs information from all parties and therefore it is not solely the responsibility of the clerk.

Environment
The courtroom is very busy, there are lots of movement going on and information is flowing from various directions (from the Judge, the defence and the prosecutor), I believe it would be difficult for the clerk to concentrate on a form only to ensure completion. 

The other parties
The prosecutor and the defence are too busy concentrating on their ongoing case or preparing their next case, they only answers when the clerk asks them for specific information and nothing more.  They will probably forget things if it was not obvious or asked for by the clerk, beside all parties have the tendency to complete case as soon as possible and move on to the next case because of the time constraints.






Step 3 - Possible solutions options:
This is the stage to do some brainstorming and generate list of ideas for some possible solutions to the problem (Galley, 2022)
1. The clerks are given more time to complete the form
2. Probably the clerk needs training to learn how to complete the form
3. Probably all parties do their bit to complete the form and not relay on the clerk to complete it.
4. Maybe the Judge needs to check to ensure that the form has been completed properly before moving to the next case.
5. Maybe the form needs to be changed and make it shorter and more manageable time wise.
6. Maybe a specific courtroom with more time needs to complete this form on another occasion.
7. Maybe all parties need get involved (share the responsibilities), to complete this form.
Step 4 Option analysis:
The capacity to describe or identify the issue, produce prospective solutions, assess and select among these, and then apply the selected solution (employability skills) - University of Leeds Careers Centre, 2022)
1. The clerks need to dictate when it comes to completing this form, they need to collect all the information from all parties and ensure that all required information has been captured before moving to the next case.  
2. The clerks should be provided necessary training regarding the management and completion of this form, and in time maybe the form can be simplified to save court time. 
3. Sharing the responsibility, it is possible the best way forward will be to pass the form around to all parties to do their own part, that way each party will be responsible to provide information for their side.  
4. I don’t believe that this form can be completed out of court as it needs to be done when all parties are present in court.  
5. I believe visible notices can be put in and around courtrooms for all parties to complete the CMF. 
6. Keep contact details in the form (email address or telephone numbers), of the parties in case the court needs to get back to them for further information.

Selecting best possible options and advantages, disadvantages and alternatives
1. Put notices in and around the courtrooms for parties to complete CMF.

2. Sharing the responsibility by passing the form to the defence, then the prosecution to do their bit and then the clerk checks and completes the form filling any missing information.  Also, the keeping the contact details of the parties should the court need to get back to them.

Advantage of the above
The pressure will be off from the clerk to input all the information, everyone involve can complete the section concerns them to ensure the form is completed correctly.

Disadvantage 
It is time consuming; the parties will feel more pressure on top of the work they already have, but this had to be done and if this is the effective way to do it then so be it.   

Alternative
This form is done on another hearing date prior to the trial hearing, all parties complete their section and bring to court, that way no pressure on anybody during the hearing as it is already completed.

3. Put notices in and around the courtroom to remind parties to complete the CMF before leaving the courtroom.

Advantage of the above
These notices will act as a reminder for the parties to complete the CMF before leaving the courtroom.

Disadvantage
More notices in and around the courtroom, as if there was not enough already.

Alternative
A person is assigned to go around the trial court and check the CMF to ensure completion.
Step 5 – Implementing Solution
Essentially this step is the plan of activities and the manner in which they will be carried out are necessary to achieve success. (4/F., 2022)
	Decision Implementation Action Plan



	
Action
	
Responsible
	
Priority
	
Status
	
Start date
	
End date
	
Notes

	Action #1
	
	
	
	
	
	

	
I will need to have a meeting with my manager to update situation
	
I am
	
Medium
	
Pending
	
15/08/22
	
15/08/22
	
Explain my course of action to the manager so that they aware

	Action #2
	
	
	
	
	
	

	
Attend team meeting with the court clerks and explain the course of actions to be taken by me
	
I am
	
High
	
pending
	
15/08/22
	
15/08/22
	
I will need to design notices and put them on the wall in and around the courtroom

	Action #3
	
	
	
	
	
	

	
Ask Legal Team Manager to tell clerks to share CMF with all parties to obtain information
	
I am
	
High
	
Pending
	
18/08/22
	
Not sure 
	
Not sure how long the implementation will take in court but hope soon as possible

	Action #4
	
	
	
	
	
	

	Make a full report of what steps I am taking to solve this problem
	
I am 
	
High
	
started
	
10/08/22
	
12/08/22
	
It is a record for everyone’s information

	Action #5
	
	
	
	
	
	

	Set a review meeting with my line manager
to review the outcome
	
I am
	
Low
	
Pending
	
30/08/22
	
30/08/22
	
To update on this situation
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Figure 2 – Decision Implementation Action Plan
The above task list is an action plan, it is a list of the actions I must be taken to reach my goals.  It also divides the process into acts that are time - and place-bound and can be finished right away.  Giving each stage in the process a timeframe—a start and end date—in a strong action plan will help in effectively meeting the target and will outline all the procedures necessary to complete the goal.  Depending on the needs and preferences, I can define one or more goals using this document. (How To Write an Action Plan (With Template and Example) | Indeed.com, 2022)
Step 6 – Evaluate the outcome
The purpose of evaluation is to determine how well the solution is working or why the solution may not be working (Step 6: Evaluate Solution, 2022)
Not enough time and training for the clerks - was identified in step 1, as a probable cause for the problem.
Best solution selection, Sharing the responsibility to completing the form by all parties was the best solution going forward, it was proposed to the Legal Team Manager, that this policy of sharing responsibility was adopted by court.  This policy was adopted very shortly after it was recommended by me with a view to review in 6 weeks to see the progress.
The Legal Team have sent an email to all relevant parties’ information this implementation, and also thanked me for my good work to solve this issue.
Since the implementation of sharing responsibilities by all parties, the problem of not completing the Case Management Form has been solved.
The lesson I learned is to communicate with all parties on time and persevere with it, and with time and effort the problem will be solved.















Conclusion

When solving problems, it is vital that the problem is identified so that appropriate steps can be taken to solve it.  It is therefore important to use the proper procedure and tools to identify the root cause of the problem.  Solving problems can be hard sometime but the secret is to stick with it and with proper planning and effort the problems will be solved.
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