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From 2022 to 2024, the Directorate of Judicial Services worked on the evaluation of the 
workload of magistrates, resulting in a case weighting system and the publication of 45 
benchmarks in July 2024. In order to complete and consolidate these benchmarks obtained 
by following the Delphi method, which is based on the grouping of experts making estimates 
of activity durations, the Directorate of Judicial Services wished to carry out a time study based 
on the actual working time of magistrates, following the recommendations of the Court of 
Auditors, the European Commission and the European Commission for the Efficiency of 
Justice. 

 

The Directorate of Judicial Services was supported in developing a methodology, choosing 
and configuring a tool, producing communication and appropriation materials, launching, 
managing and monitoring a data collection phase, analysing the data and reporting the results 
of the time study. These deliverables enabled France to be equipped with a methodology 
based on concrete data and not estimates. 

 

The project was divided into three phases:  

Inception Phase 

All the work prior to launching the time study was completed during the inception phase:  

• Sizing the data collection (composition of the activity sample, selection of participating 
jurisdictions, collection duration, data collection objectives, etc.)  

• Designing the methodology  

• Selecting, configuring, and testing the tool  

Context of the project 

Presentation of the Beneficiary Authority 
The Directorate of Judicial Services regulates the organization and operation of the public 
judicial service. In this capacity, the directorate's responsibilities include:  

• Drafting the statutes of judges and judicial service officials, in conjunction with the General 
Secretariat, 
• Ensuring the recruitment, training, employment, and management of judges and directors 
of judicial registry services, clerks, and judicial service officials,  
• Participating in the development of draft laws or regulations impacting the organisation and 
operation of the judiciary system,  
• Drafting texts regarding the creation, abolition, organisation, and operation of courts of the 
judicial system,  
• Allocating the budgetary resources necessary for the operation of the courts. 

Description of the needs 

Methodology 



 

 

• Producing useful documentation 

This phase, which took a primarily theoretical approach, enabled the project team to identify 
and remove constraints on the time study, anticipate the next phases of the project, and 
structure their approach.  

Execution phase  

The execution phase primarily consisted of collecting time from participating judges and 
prosecutors. The project team played an active role in the adoption of the data collection tool, 
providing technical support, and monitoring the progress of the data collection. Indeed, these 
three actions helped maximise magistrates’ participation and, consequently, the amount of 
data collected. In addition, the project team closely analysed the data feedback to adapt its 
communication and target participation efforts.  

In short, the actions carried out during the implementation phase ensured that a sufficient 
volume of data would be collected to support the analysis. 

Analysis phase  

The analysis phase is the phase in which the data collection results are used. After extracting 
the data, a trimming procedure was applied to outliers, which may correspond to mistaken 
data entries or interpretation errors. The project team then applied a sample size control per 
activity: to be analysable, an activity must have a minimum of 10 items declared for each of 
its component stages. Other statistical controls, such as the number of different jurisdictions 
that provided declarations for an activity, were applied. Subsequently, analysis workshops 
were conducted with practicing magistrates who participated in the data collection. These 
workshops allowed for the consistency of the various steps selected for each activity for a 
given function to be verified. Comments were thus added to the collected times.  

Finally, the project team created analytical sheets for all activities that received a sufficient 
level of reporting. 138 sheets were created, detailing the activity, the times collected, the time 
taken from the previous reference framework, the magistrates' comments, the statistical 
reliability of the data collection, and finally, a recommendation on the use of the collected time. 

 

Inception report  

At the beginning of the project, an inception report was drafted to establish a common 
understanding of the project between the various parties. This report described the following 
elements:  

• Analysis of needs and associated constraints  

• Proposed methodology for conducting the time study  

• Project schedule 

• Expected deliverables  

Communication materials  

Key deliverables and activities of the project 



 

 

Throughout the project, communication materials were produced and made available to the 
Directorate of Judicial Services:  

• Articles published on the ministry's intranet  

• Materials for meetings and trainings  

• Training video clips  

• Monthly newsletter  

Methodology  

During the inception phase, the project team designed a detailed and replicable methodology 
detailing the terms for the organisation of the time study, its structure, the sample of activities 
studied, the jurisdictions selected, the tool used as well as its dedicated configuration and a 
complete appropriation plan. 

Data collection phase  

The data collection process began with a pilot phase during which so-called ambassador 
magistrates, appointed by the heads of the participating courts, were able to test the tool in 
real-life conditions and provide feedback. The project team was able to draw on the lessons 
learned from the pilot phase to make methodological adjustments and improvements to the 
collection tool. Subsequently, the project team managed and monitored the collection phase 
by supporting magistrates in using the tool (in court and remotely), providing technical support, 
and feeding data feedback into a collection monitoring dashboard.  

Data analysis  

The project team carried out an initial quantitative analysis of the data collected and then 
joined forces with the participating magistrates to benefit from their expertise by inviting them 
to workshops aimed at collecting their qualitative analysis.  

Analytical report  

At the end of the data analysis phase, a detailed analytical report was drafted. This report 
outlines the project's progress, presents the project methodology, the lessons learned, and 
the results obtained.  

The results are presented in the form of analytical sheets for each activity analysed.  

Closing conference  

The final presentation of the project results took place during a closing conference, for which 
the organisation and production of visual support were handled by the project team. This 
conference brought together the Directorate of Judicial Services, representatives of the 
European Commission, heads of jurisdictions participating in the study, and European peers.  



 

 

The project team was able to consult European experts on the subject during the methodology 
design phase. Furthermore, since the adoption of the data collection tool was subject to 
compliance with the Ministry of Justice's cybersecurity standards and the General Data 
Protection Regulation (GDPR), frequent exchanges took place with the Ministry's Office for 
Information Technology and Civil Liberties.  

Furthermore, since the workload assessment encompasses a wide range of projects within 
the Ministry of Justice, the project team had the opportunity to meet with the heads of these 
other projects.  

Finally, throughout the time study, the project team held numerous and informative 
discussions with the heads of courts, ambassador judges, and participating judges and 
prosecutors, who contributed to the project's success. 

 

The success of the time study, as a quantitative study of the workload of judges, lies primarily 
in the quantity and representativeness of the data collected. In order to collect as much data 
as possible, it was essential to make the study approach acceptable to judges. The study 
recorded nearly 60,000 items declared and engaged participation in the workshops, thanks to 
a targeted data collection management.  

However, the launch of the study was complicated by the need to adopt the complex and 
heterogeneous structure of the Working Group's benchmarks and by uneven participation 
among the courts, already heavily involved in their judicial activities. Furthermore, the gradual 
adoption of the tool throughout the data collection phase highlighted the need for prior training 
and to anticipate contact with the courts while respecting the chain of command. 

The expected results of the time study are numerous:  

- It should enable the Ministry of Justice to objectify and legitimise its budget requests to the 
Ministry of Economy and Finance.  

- The Ministry of Justice should use it to conduct a resource allocation and distribution exercise 
for judges across the country based on field data. 

The results of the time study should enable the Directorate of Judicial Services to consolidate 
the work carried out in the context of evaluating the workload of magistrates with objective 
field data and thus obtain a recognised tool, essential in determining the staffing needs of 
magistrates.  

In the longer term, this methodology, which can be replicated on a national scale, will allow for 
better allocation of resources, better distribution of the workload, better clearance rates and a 
reduction in the backlog of cases. These combined effects will contribute to better access to 
justice and the improvement of working conditions in the jurisdictions.  

Consultation with stakeholders and workshops 

Key findings and lessons learnt  

Expected results 

Expected impact 
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