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Crown Court digital guidelines – project development
Context
The Sentencing Council has made a commitment to deliver digital sentencing guidelines for the Crown Court (CCSG).

The guidelines will be designed based on user research and what we have already learned from the digital MCSG. We will engage with our end users throughout all phases of this project.

Delivery of the guidelines will depend to a high degree on other work that is being carried out within the HMCST IT reform programme. An important element of this project will be to build relationships with other areas of the justice system that are developing new digital systems and seek opportunities to integrate the CCSG into the common platform.
Objective

To support the aim of the Sentencing Council to promote a clear, fair and consistent approach to sentencing in the Crown Court through:

· the effective implementation of sentencing guidelines that provide clear structure and processes for judges through the delivery of digital sentencing guidelines that are simple and intuitive to use.

Aims

To:

· deliver digital sentencing guidelines that meet user needs and work effectively in the context of the Crown Court

· ensure the digital guidelines work within the context of CJS digital reform and are available within every Crown Court

· ensure sentencers and other practitioners in the Crown Court know about the guidelines and know how to use them prior to launch

· motivate sentencers and other practitioners in the Crown Court to adopt digital guidelines, and

· facilitate ongoing feedback and evaluation.

Audiences
Primary users 
High Court judges

Circuit judges

Recorders

Secondary users
Defence and prosecution representatives, incl CPS (and other prosecuting authorities)
Magistrates

District Judges and Deputy District Judges (magistrates’ court)
Principal stakeholders

Lord Chief Justice

Senior Presiding Judge

Judges’ Engagement Group
Court of Appeal judiciary

Legal practitioners (eg Criminal Bar Association, Law Society)

Judicial College

Defendants, victims, witnesses

Key products

Digitised Crown Court Sentencing Guidelines, either:

· incorporated within the existing Magistrates’ Court Sentencing Guidelines, or
· as discrete, dedicated area on the Sentencing Council website.

To include:

· All relevant offence-specific guidelines

· Overarching principles

· Tools and calculators

Guidance for users
Guidance for trainers

Team/personnel

Sentencing Council communication team

Bang Communications Ltd
Advisory user group
Judges’ Engagement Group

Judicial College

eJudiciary team
Internal communication and engagement 

· Council Members, Confidence and Communication Sub-group members and Sentencing Council SMT with be provided with routine updates.

· Communication with sentencers and practitioners will be done via existing channels and with the assistance of the Judges’ Engagement Group.

· Pilot launch will be supported by face-to-face engagement.

· Full launch will be supported by local champions, guidance and Judicial College training.

Delivery
Four phases:

· User research

· Development and user testing

· Training and communication

· Delivery

Evaluation and review 

Evaluation against the measures set out in the project outlined below will be conducted throughout the project.

We will set up a process of ongoing evaluation and review designed to facilitate continuous improvement and refinement of the guidelines in line with user experience.

The completed project will be evaluated against the following success measures.

Project success measures

· The digital guidelines work efficiently and effectively, and are readily available on court-issued IT.

· Crown Court judiciary have free access to the entire digital CCSG via their HMCTS-provided devices. 

· Crown Court sentencers know how to use the digital CCSG and choose to use it.

· All practitioners working in the Crown Court, including CPS, have free access to the entire CCSG.

· Magistrates, other legal practitioners and the public have free access to a digital CCSG.

Interdependencies

The CCSG will be delivered through the interface provided by eJudiciary. 

We will need the support and co-operation of the Judges’ Engagement Group.

While the CCSG is not in the scope of the common platform programme (CPP), we will be working against the backdrop of HMCTS IT reform and the development of the common platform. We will need to keep updated on developments, particularly any that might affect the delivery or use of the CCSG.

Constraints

Limited resources.

The project will not be a priority for Crown Court judges, and may meet resistance from some.
We are out of the scope of the common platform programme so may not get support from HMCTS IT.
Risks

	Risk
	Mitigation

	Digital agency not able to deliver

	Clear brief for agency

Ongoing monitoring of work

	Project goes over-budget
	Agree spec up front with agency
Weekly audit on project spend

	Content/functionality is not what users want
	Initial research

Observe sentencing hearings and appeals 

Learn from MCSG insight

Set up advisory user group

	Product(s) do not work in digital environment
	Regular contact with eJudiciary team and other CJS digital projects

	Product(s) are not as specified
	Routine audit of delivery

	Potential users are hostile
	Identify champions

Engage Judicial College

Regular communication with target users 

Training and opportunities to try available in advance of launch

Clear information and guidance easily available at launch and onwards


Project outline
	Deliverables
	Milestones
	Action
	Success measures

	Project planning
	Plan drafted

Plan circulated to:

· Sentencing Council staff

· C&C Sub-group members

· Bang Communications

Plan finalised

Timetable and budget agreed with Bang
	Draft plan

Circulate for approval

Draft timetable

Identify phases and estimate budget
	Project plan, timetable and budget agreed and signed off

	Research 
	End-users identified

Advisory user group engaged

Research plan agreed
Research conducted


	Live context

Observe sentencing hearings

Observe Court of Appeal hearings on sentence

Digital context

Engage with eJudiciary, HMCTS IT Reform and Common Platform teams

Identify and see demos of other CJS digital projects/reforms
	Insight gathered is adequate to inform development of prototype

	Specification for prototype
	Specification drafted
Specification circulated to:

· advisory user group

· Sentencing Council staff

· C&C Sub-group members

Specification finalised and submitted to Bang
	Define content

Identify all content to be included.
Define functionality

Which tools/calculators can we share with MCSG? Which need to be amended and which developed from scratch? 
	Advisory user group members are satisfied with the range and of sentencing-related materials and functionality specified.

Advisory user group members are confident the CCSG as specified will support efficiency in the court room.



	Testing prototype
	Deliver prototype
SC review prototype and request amends

Amended prototype tested with advisory user group

Prototype further refined

Prototype tested on eJudiciary

Prototype tested with wider user group

Local champions recruited
	Design and schedule user-testing 
Identify wider user-testing group (via Judges’ Engagement Group?)

Agree testing phase with eJudiciary

Agree delivery of CCSG through eJudiciary
	Prototype tested with representative group of adequate size.
Prototype refined in line with two phases of user feedback.

Presentation of CCSG on eJudiciary agreed.

	Pilot phase: supporting guidance
	“How to” documentation published (on website and eJudiciary?)
Pilot phase users and champions training delivered

Helpline set up
	Guidance documentation drafted and tested
Identify, recruit and train local champions (via Judges’ Engagement Group?)

1-2-1 training developed and assessed by Judicial College


	Pilot phase users:

· have opportunities to see how the guidelines work prior to launch
· are supported throughout pilot.
Local champions are fully equipped to support colleagues.

	Supporting guidance and training
	Revised “how to” documentation produced
Quick-start document produced

Training course established

Demonstration video produced
	Revise guidance documentation

Draft and test quick-start document

Design and agree training programme with Judicial College

Demonstration video planned, costed and commissioned
	End-users:

· have opportunities to see how the guidelines work prior to launch
· have received the right level of information and training to adapt with ease to using the digital guidelines

· have at least one direct learning opportunity within six months of launch.

	Launch
	Advance notice of launch date communicated

Online CCSG published on website

Offline CCSG published App Store

Appropriate content and links published on eJudiciary


	Launch date agreed internally, with eJudiciary, champions and key stakeholders
Communication plan agreed and implemented prior to launch
	End users:

· are aware of and ready for launch date
· understand the benefits of digitisation
· know what to do if they have difficulties using the guidelines.

The digital guidelines work effectively and are readily available on court-issue IT.

	Evaluation and review
	
	Design and implement evaluation and review cycle
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