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Introduction

This framework is a proposal for a systematic approach to the design
and delivery of training. It encourages tribunals to identify their training
needs, based on their function and the expectations of those it serves.
Trainers will also wish to assure themselves that their training
programme fulfils this aim through effective evaluation, which will in turn
help to identify training needs and the design of future programmes of
training.

A formal approach to training is not always, however, the most effective,
or only, way of enabling chairmen and members to acquire the skills
they need. There are other ways of keeping people updated on relevant
issues, such as conferences, workshops, newsletters and websites,
and chairmen and members should also expect to take responsibility for
much of their own personal development.

This framework provides a practical tool for tribunals that are developing
or improving their training systems and who wish to adopt a more
systematic approach. It has helpful advice for smaller and less
frequently constituted tribunals and provides a useful checklist for those
that already have comprehensive training programmes. Whatever the
size or nature of the jurisdiction, it will surely be of value.

Development of the framework

As with the JSB’s Competence Framework, published in November
2002, this framework of training standards has been developed in
response to the recommendations of the national Training Needs
Analysis for Tribunals (TNA), concluded by the JSB in the late 1990s. In

addition to proposing that training should be based on competences,
the TNA also recommended that there should be national co-ordination
of training and national training standards. These principles were wholly
supported by Sir Andrew Leggatt in his report, Tribunals for Users,
published in March 2001.

The Council on Tribunals’ Framework of Standards, launched in
November 2002, set the scene for a common approach to the way
tribunals operate and it is worth reciting the parts of that framework that
apply to the training function.

Tribunals should provide programmes of induction and refresher training
for tribunal chairs, members and administrative staff:

e induction training should take place before members begin sitting,

e regular refresher (continuation) training should be provided to all
members including the opportunity to discuss matters of concern with
other members,

e the lead member (chairman) should be trained in the skills of chairing,

e guidance should be provided regularly to all members on matters of
law and practice,

e chairs, members and administrators should have participated in
training in diversity and equal treatment issues.

Aims of the framework

This framework has been designed with the above core standards in
mind. The various frameworks (the Council’s Standards, these Training
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Standards and the Competence Framework) link together to provide
tribunals with a set of objectives at a strategic, organisational and
personal level in respect of training and development.

This framework (with the resources and information that complement
and support it) sets out to provide:

® a guide to tribunal presidents, heads, sponsor departments and
trainers on their requirements for training and development and
opportunities for members and chairmen,

e a tool for tribunals themselves to help them to develop, deliver and
review their training,

e guidance for chairmen and members on the training they must
undertake and the development opportunities they can expect,

e a method by which the quality, quantity and value for money of
training can be assessed by jurisdictions,

e guidance on training practice, particularly for new tribunals,

e guidance on best practice, enabling jurisdictions to draw on
examples of existing good practice in tribunals and other training
schemes, some of which relate to the judiciary.

Layout

The framework is divided into five sections, representing the core
standards that should be evident in any tribunal’s training scheme.

Sections A and B examine the way a tribunal might formulate, organise
and manage its own training.

Section C suggests a systematic five-stage approach to training. Each
stage is an essential part of a cyclical and continuing process, with the

fifth stage (evaluation) being a major contributor to the first
(identification of needs). Although new tribunals and those setting up
schemes for the first time will wish to identify their training needs at the
outset, those with schemes already in operation will appreciate the
importance of all stages and their interrelationship. The JSB’s
Handbook for Training in Tribunals looks at the cycle in greater detail but
it can be illustrated as follows:

/ Needs \

Objectives
Evaluation

& The Training Cycle

Delivery Design

&_/

Sections D and E look at specific elements of any training programme.
D covers induction training for new chairmen and members and E
examines continuation training and development for existing chairmen
and members.

Each of the five core standards is subdivided into the following.
e Indicators —what it is that a tribunal needs to do to meet the standard.

e Points to think about — these are suggestions or options that
tribunals might employ to achieve each indicator. Recom-
mendations, further considerations and references to other
resources and documents are shown in blue italics. Ultimately, it is
intended to develop more detailed guidance to support some
indicators and to expand on the points outlined in the second
column, in particular in respect of the mentoring process (D4) and
through the JSB’s Handbook for Training.



Applying the framework

The framework provides a useful guide to all those involved in the
management, design, delivery and administration of judicial training as
well as those who benefit from it.

e Presidents and tribunal heads — who have a responsibility for
providing training for their chairmen and members.

e Training officers and managers — who are accountable for the
design and delivery of cost-effective training.

e Tribunal chairmen and members — who will wish to see what is
expected from them and what they are entitled to expect.

e Sponsoring departments and tribunal administrators — who
provide resources, funding and administrative support for training.

Not all indicators and points to think about will apply to all tribunals and
each jurisdiction will wish to identify those aspects that apply to their
particular structure and needs. Although the responsibility for ensuring
that chairmen and members are trained rests generally with the tribunal
(or its president or head), this does not mean that training must be
organised and delivered in-house in all cases. Careful thought may
need to be given to which indicators are relevant and how they can best
be achieved, particularly in the following.

e Second-tier tribunals — which may not have the same
requirements to induct members who are new to the judicial role and
for whom technical knowledge may be paramount.

e Smaller or infrequently constituted tribunals — where sitting
experience may be slight and organising meaningful training
difficult. However, it may be even more important for tribunal

members and chairmen to develop their skills through training where
they do not experience regular sittings. Smaller tribunals can
usefully consider ‘training co-operatives’ with ‘like-minded’
jurisdictions.

e Regionally or locally structured tribunals — with no presidential
structure, where it may be difficult to organise co-ordinated training
on the lines proposed. Again, regional co-operation can be valuable.
A national committee or training group may enable the tribunal to
develop a unified approach and minimise duplication of effort.

e Tribunals that handle cases on paper only — where technical and
legal knowledge may be more important than training in inter-
personal skills, but where many of the principles in this framework
will still apply.

Further information
For further advice on how the framework might be used in the

development, planning, delivery or evaluation of training in a particular
tribunal or jurisdiction, contact the JSB at tribunals @jsb.gsi.gov.uk
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A The tribunal has a clear training policy

Indicators Points to think about

1

The training policy is clearly

set out and is subject to
periodic review

® Does the training policy describe:

who is consulted and how the policy is set,

the aims of the policy and how these fit with the tribunal’s overall aims and benefit its users,

who has responsibility for ensuring that chairmen and members are trained (e.g. the President),

the commitment to training that is expected of chairmen and members (e.g. is it obligatory, voluntary or a mixture,
and the consequences of non-compliance),

how financial provision for training is sought and administered (see B2),

the mechanisms for identifying training needs, setting training aims and objectives and delivering and evaluating
training (see B and C),

the policy for induction and continuation training and for training chairmen and specialists for their additional roles
(see D and E)?

® Is the training policy made available to all chairmen and members?

® Are there mechanisms in place to enable the training policy to be agreed and periodically reviewed?

Consider whether this might be through a training committee which:

sets the training policy and decides on the scope and frequency of reviews,

draws on a range of training and sitting experience and different roles within the tribunal,

includes (or is it chaired by) the President and any individual with accountability for training (e.g. the judicial training
officer),

involves those with responsibility for funding and/or administration of training.



Indicators Points to think about

2 The annual programme of ® Does the training programme include:

training is clearly set out and its m
progress subject to regular m
review and annual report L]

u

the aims and learning outcomes (objectives) of the training (see C2),
details of planned training,

who it is aimed at,

how individuals are nominated?

@ Is there sufficient flexibility in the programme to enable additional training to be arranged to react to urgent needs
(e.g. changes to regulations and legislation, individually identified needs (see B2))?

® Are there mechanisms in place to enable progress on the tribunal’s programme of training to be regularly reviewed
(e.g. through a training committee (see A1) or as a responsibility of the judicial training officer (see B1))?

® Does the tribunal report annually on training (as part of the tribunal’s Annual Report if appropriate) and is the report
made available to all chairmen and members (e.g. through a training committee (see A1) or as a responsibility of the
judicial training officer (see B1))?
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B The tribunal has an effective strategy for managing and monitoring its training programmes

Indicators Points to think about

1 There is a proper mechanism of
accountability for organisation,

design and delivery of training

2 The tribunal strives to ensure
that there is sufficient funding
available for its training
programmes

® Is ajudicial training officer appointed who is accountable for training and has responsibility for:

the design, delivery or procurement of training to meet the aims of the policy and annual programme,

ensuring that all chairmen and members meet the training commitment and are encouraged to participate as far as
possible and that adequate training records are maintained,

ensuring that those involved in the delivery of training are appropriately selected and adequately trained?

Consider whether the judicial training officer should be:

an experienced chairman or member (someone with current sitting experience in all the jurisdictions in which they
have a training responsibility),

a trained trainer, or someone with a training or academic background (attendance at the full range of JSB trainer and
Skills training courses is recommendeqd).

Is the tribunal adequately funded to enable it to meet the aims of its policy and to deliver its annual training programme?

As a guide for small and infrequently sitting tribunals, a minimum requirement might enable all chairmen and members to
receive the equivalent of one full day of face-to-face (course based) training each year.

Does the tribunal ensure:

that there are effective channels of communication between the tribunal and the budget holder,
that requests for funding can be supported by sound information as to its training needs and requirements,
that expenditure on training is accurately and regularly monitored?

Consider that significant additional funding may be needed for:

induction training, including observations and mentoring costs (see D1 and D4),
training to support introduction of new legislation and procedures, particularly if all the judiciary are affected,
residential training and/or use of external venues or contributors.

Consider that additional funding may be required to meet unanticipated training needs (e.g. training to meet individual
needs arising from appraisal and the cost of training those unable to attend scheduled training (see A2)).



Indicators Points to think about

3 The funding which is available @ Does the tribunal ensure that training provides good value for money (e.g. by assessing the cost effectiveness of
for training is used effectively training)?
Consider:

the value for money of some methods, styles and locations of training over others (see C4),
the benefits (and drawbacks) of paying part-time members and chairmen a fee for attending training.

4 Thetribunal aims to ensurethat @ Are suitably skilled members of staff (of the tribunal secretariat or sponsoring department) assigned to support the
there is sufficient President, judicial training head and/or training committee with the organisation of training including:

administrative support for its m
training function

course preparation and booking venues and speakers,

collating participant lists and preparing invitations,

co-ordinating, copying and distributing materials in advance and on the day,

budget monitoring, checking, authorising and processing fees, expenses and invoices,
analysis of evaluation and record keeping?

@ Are training records maintained for each chairman and member (and made available to them) to show:

training events nominated for and attended,
when individual training needs are identified and met (see B1)?
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C Thetribunal has a systematic approach to training and is clear about its impact

Indicators Points to think about

1 The training and development ® Are the training and development needs of chairmen and members identified by the tribunal (e.g. through analysis of

needs of chairmen and
members are accurately
identified and assessed

Clear aims and objectives are
set for training

Training is designed around the
acquisition and maintenance of
competences

4 Training is organised and

delivered to suit the lifestyle
and learning styles of chairmen
and members

training needs, appraisal feedback, user survey, management information and evaluation of previous training (see C5))?

See JSB’s Handbook for Training in Tribunals — (Training Needs Analyses)
JSB’s Competence Framework
JSB’s Fundamental Principles and Guidance for Appraisal in Tribunals

Are their overall aims and learning outcomes (objectives) set for each course of training as a whole (e.g. an aim to
describe the overall purpose and learning outcomes to specify the competences that need to have been met)?

Are learning outcomes set for each constituent part of the training (e.g. setting out what will be gained from each session)?
Consider whether training is the most appropriate way of meeting the objectives and developing the skills needed.

See JSB’s Handbook for Training in Tribunals — (Setting Aims and Objectives)

Are the skills, knowledge and attributes (competences) required by chairmen and members to perform their role set out
(e.g.in a framework) which is made available to all chairmen and members?

Is training designed to meet identified needs (see C1) including:

m the identified needs of individuals (e.g. through appraisal),

m the needs of the tribunal as a whole (or a particular region or jurisdiction),

m the requirements of new and existing legislation and procedures,

m the additional needs of those who chair panels, specialist members and those who fulfil other roles (e.g.
management, IT, mentoring and appraising)?

See JSB’s Competence Framework

Is an appropriate range of methods used in training, considering the participants’ needs and preferred methods of
learning? For example:

m case studies, practical exercises and workshop sessions in small groups,

m lectures, presentations and plenary sessions,



Indicators Points to think about

4 cont.

m distance learning, including newsletters, e-learning/website, videos and other resources (see E3).

Consider consulting and using trainer expertise and contributors from outside the tribunal. For example:
m the JSB, other tribunals and their trainers, consultants and academics with appropriate experience,
m input from practitioners, stakeholder groups and users, etc.

Consider joint training with other jurisdictions with similar needs or requirements where appropriate (e.g. arrangements
between smaller and infrequently constituted tribunals, cross border co-operation with sister jurisdictions, etc).

® Are chairmen and members afforded sufficient opportunities for self-learning (e.g. encouragement to observe other

5 The effectiveness of training is )
reviewed and evaluated to
ensure its aims and objectives
are met o

panels or tribunals in action and to undertake training outside the tribunal where appropriate (see E2))?

Is training organised to suit the lifestyle of participants? For example:

m taking account of religious and other convictions, childcare needs, etc. (e.g. are evenings, weekends, half-terms
acceptable times for training)?

part-timers may need to organise their training (and sitting) around busy occupations,

enabling individual training needs to be met quickly after they have been identified (e.g. through appraisal),

are part-time participants paid to attend training (see B3)?

are suitable venues used (e.g. adequate syndicate rooms, good transport links, facilities for the disabled)?

Consider organising training nationally and regionally (e.g. local training to meet locally identified needs and issues and
for convenience of participants).

Consider the benefits of residential training to allow networking and exchange of experiences outside of pure training,
enabling chairmen and members to share experiences and concerns and to engender team spirit.

See JSB’s Handbook for Training — (Content of Training and Methods to be used in Training)
Is training evaluated to establish whether it has been effective (e.g. through reaction sheets, post-course evaluation
(three to six months after the training), appraisal, analysis of management information and consultation with users)?

Are the outcomes of the evaluation process taken on board when planning future training (see C1)?

See JSB’s Handbook for Training in Tribunals — (Validation and Evaluation)
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D The tribunal provides an effective and well-targeted programme of induction for
new chairmen and members

Indicators Points to think about

1 Newly appointed chairman and
members are required to
familiarise themselves with the
work and practices of the
tribunal through observations

2 Newly appointed chairmen and
members receive training to
enable them to acquire the
competences for their role

3 New chairmen and members
receive training to complement
the sitting experience gained

® Are new chairmen and members required to observe the tribunal in action before they sit?

A minimum of two days’ observation or sitting-in is recommended.

Consider providing opportunities for chairmen and members to:

m observe an experienced panel or adjudicator in action,

m discuss points arising afterwards with the panel or adjudicator or a mentor (see D4),

m observe as full a range as possible of the work in which the observer is to be engaged.

Are new chairmen and members required to undertake introductory training before they sit, including training (see C3):
m based around the competences required for the role,

m inthe law, procedures and familiarisation with the jurisdiction,

m for chairmen and specialist members in the additional competences required for their more complex roles,

m in awareness of equal treatment issues?

Between two and five days’ introductory training is recommended, with legal chairmen and specialists requiring additional
training for their roles (e.g. nearer five days).

Consider whether credit is given to new chairmen and members who have benefited from relevant training and
development opportunities in another jurisdiction (credit may take the form of exemption from some training).

See JSB’s Competence Framework
JSB’s Equal Treatment Bench Book and Equal Treatment Trainers’ Pack for Tribunals

Is additional post-introductory training provided to complement the experience gained through mentoring and initial
sittings?

An additional one or two days of training, six to 12 months after first sitting is recommended.



Indicators Points to think about

4 New chairmen and members ® Does each new chairmen and member have support and guidance from an experienced and trained colleague (a
are provided with the help, mentor)?
advice and support of a mentor
until they become competent in @ Is the tribunal’s mentoring scheme set out (as part of the tribunal’s training policy) and made available to all newly
their role appointed chairmen, members and mentors?

It is recommended mentoring continue until the competences are acquired (evidenced by satisfactory appraisal).

See JSB’s Mentoring in Tribunals
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E Thetribunal provides an effective and well-targeted programme of continuation training
and development opportunities for its chairmen and members throughout their careers

Indicators Points to think about

1 There is an ongoing programme @ Do continuation training and development opportunities include (see C3):
of regular continuation training m updates on procedures and case law and preparing for new legislation,
and development for existing training to meet needs identified through appraisal quickly and effectively (where training is appropriate),
chairmen and members training to meet tribunal-wide or regionally identified needs (both tribunal specific and judicial skills),
revisiting the competences including the additional chairmanship competences,
training and development in the specialist and professional skills required for the specialist role (particularly for those
retired from professional practice),
training in other (non-judicial) skills for those with an appraiser, mentor or management role or in IT,
training in awareness of equal treatment issues?

Consider opportunities for existing chairmen and members to meet with other tribunal members and chairmen to share
experiences and views (e.g. residential training provides a good opportunity though conferences and other meetings may
be better for this).

See JSB’s Competence Framework
JSB’s Equal Treatment Bench Book and Equal Treatment Trainers’ Pack for Tribunals

2 Chairmen and members are ® Are chairmen and members encouraged in their own self-development through being afforded opportunities to enhance
encouraged to undertake existing skills and to develop new skills (e.g. encouraging existing chairmen and members to observe other panels,
continuous professional adjudicators and tribunals in operation and to undertake training outside the tribunal where appropriate (see C4))?
development throughout
their careers @ Are the tribunal’s training programmes accredited by appropriate professional bodies to enable chairmen and members

to contribute to their Continuing Professional Development (CPD) requirement?

Consider whether credit is to be given to chairmen and members who have benefited from relevant (judicial skills)
training and development opportunities in other jurisdictions (credit may take the form of exemption from some training).



Indicators Points to think about

3 An appropriate range of advice @ Are relevant resources, advice and information made available to chairman and members? For example:

and reference material is m regular updates on the law and procedure (particularly in jurisdictions subject to frequent regulatory change),
provided for chairmen and m access to the relevant legislation and rules (as far as possible, particularly for legal chairmen),
members m atribunal handbook or bench book.

Consider providing:

m the advice of a regional chairman, senior member or chairman when needed (e.g. as part of mentoring),
m aclosed website or intranet which contains information for the judiciary,
m regular newsletters, efc.
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