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PUBLIC ACCESS 

Conceptual DeSign 

The interactIOn of httgants and attorneys with court staff IS an mtegral part of the case flow process 
Therefore, It IS essentIal that the AOJS caseflow deSIgn take account the significant role thiS activity plays 
m the handling of cases The project has made an analysIs of the current mterface between the pubhc and 
court staff and the vanous problems that eXist that negatively Impact caseflow and pubhc confidence m the 
Judicial system These processes and problems follow 

CURRENT PROCESSES AND PROBLEMS 

The followmg problems have emerged as key elements of the pubhc mterface that Impede effiCient 
case flow and affect pubhc confidence 

Case mltlatlon, document filmg financial transactions requests for information and 
transportmg documents between court offices, takes more time and effort than IS 
necessary 

2 Case mformatlOn required for effiCIent case processmg IS not uniformly reqUired or 
collected by the court 

3 Case files and documents are not secure 

4 Court staff can exert theIr power over htlgants and case flow to require favors from the 
htlgants 

Case mltlatlon document filing financial transactIOns requests for mformatlOn and transportmg 
documents between court offices, takes more time and effort than IS necessary 

Pubhc access to the entire bUIlding causes crowdmg noIse dIsruptIOn to workmg staff and IS an 
inconvenience to the court user At the current time a htlgant (or attorney) arriving at the court to file a 
new case IS requIred to meet With as many as eight different clerks m separate offices through out the court 
bUilding In general each clerk IS assigned one and only one Job and responslblhty Therefore a Single 
logIcal transactIon that Involves multIple actions, requIres multIple mteractlons WIth dIfferent clerks m 
different rooms often on different floors of the building At each clerk the litigant usually finds a large 
group of other people also vying for that clerk's attention for SImilar transactIOns There IS no order or 
queuing The clerk's work space and matenals (fee schedules, ledgers, receipt books, cash drawers 
calendars etc) are not equipped or organized for effiCient use Therefore, the time required for the litigant 
to discover the speCific procedure reqUired locate the clerks mvolved m the procedure and compete for the 
attention of the clerks IS often hours spent m dIrty chaotIC rooms leaVing the ImpressIOn of a lack of 
profeSSIOnalism In the court ThIS type of mteractlOn IS repeated over and over agam through out the lIfe of 
a case whenever a litigant comes to the court to delIver documents or inqUire for informatIon 

2 Case information reqUired for effiCIent case processmg IS not Uniformly requIred or collected by the 
court 

Case mltlatlon and fee assessment IS difficult because the wnt of servIce (WOS) IS not requIred In a 
Uniform format and IS presented to the courts accordlOg to the pleasure of the htlgants The was may 
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contam only minImum mfonnatlon and may contain wrong InfonnatlOn (mtentlOnal or accidental) The 
court does not mSlst on It S right to requIre WOS mfonnatlOn as defined In the CIvil procedures manual 
Case fee assessment IS dIfficult because of a complex procedure and fonnula for calculating the fee 
amount Current and correct addresses for plamtlffs and defendants are not reqUIred Cases are under 
valued to aVOId inItial fees Duplicate cases are filed when litIgants are not happy with Judge assIgnments 
or decIsIOns Documents reqUired to prepare the case for Judgment are not reqUired or collected In order for 
the court to control the case but are submitted at the desecratIon of the litIgants Cases cannot be qUIckly 
brought to Judgment because the reqUIred Infonnatlon, documents and actiVItIes (hearing, servIce and 
expert opmlons) are not defined collected and enforced 

3 Case files and documents are not secure 

There IS a public perceptIOn that documents delivered to the court may be lost, destroyed or damaged Fees 
are collected for mlcrofilmmg of documents but many are not mIcrofilmed As a result, the microfilm 
process as a backup set of case documents m case of loss, damage or destruction IS not workmg Case files 
are not Indexed not organized and not bound Documents are not delIvered to the court to be copIed and 
mserted mto case files through a unlfonn procedure Case files and documents are not controlled In a 
secure manner to ensure that either the publIc or clerks do not tamper them WIth Cases cannot be brought 
to Judgment until all the necessary documents are collected Cases cannot be Identified as complete when 
the case file IS unorganized or litIgants are unwilling to trust the court With Important documents until the 
last minute 

4 Court staff can exert power over lItigants and case flow to requIre favors from the litigants 

Most litigants mltlally enter the court bUIlding Ignorant of case filhng and processmg procedures and how 
to use the bulldmg and the staff The court s staff has become empowered to require favors or servIces 
from the litigants because they can take advantage of the litigant s lad .. of knowledge of processes and 
rules LitIgants can be made to feel that they must encourage clerk staff to process theIr requests promptly 
or to ensure that theIr cases are treated ImpartIally by the clerks Court staff have modIfied court practIces 
to reqUIre the litIgants to do work that the court should properly perfonn (I e transport the documents 
through the workflow process) LItigants should feel that the clerk staff WIll treat them profeSSIOnally and 
ImpartIally WIthout thIS feeling of equality they will suspect the faIrness of the Justice rendered 

Accordmgly, these and other problems WIll be dealt with In the recommendatIOns for actIOn 10 connectIon 
WIth refonn of the interactIOns between the pubhc and court clerk staff 

OBJECTIVES FOR IMPROVEMENT 

As a result of the analYSIS set forth above the foHowmg objectives have been established by the AOJS 
project m connectIon WIth the refonn of the Public mterface and document management process These are 
listed 10 order of lffiportance 

Improve the public s perceptIOn of the court 

2 Reduce the labor and compleXity 10 perfonnmg routme case related transactIons 

3 ReqUIre the chent to submit all reqUired mfonnatlon and fonns 

4 Create an organized and readable case file folder 

,) Create restricted publIc access to some areas and staff 10 the court 
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Improve the pubhc s perception of the court 

The court should represent an mstltutlOn that IS fair, where all men are treated equally regardless of their 
SOCial or economic status and that disputes can be settled without confltct or vIOlence To provide equal 
and fair treatment all procedures 10 the courts should be well defined and consistent not subject to 
modification by mdlvlduals mvolved 10 do 109 these tas"s The rules and procedures should be easlly 
known to anyone usmg the court so that they can demand their rights If necessary The clerk staff should 
project a knowledgeable and profeSSIOnal Image The cler" staff provides services to court users and 
should treat court users With respect and deference The court faCIlity should be "ept clean, orderly and 
secure When the public enters the court they should feel confident that their documents are safe and that 
they are entrust 109 their cases to "nowledgeable and Interested custodians 

2 Reduce the labor and compleXity 10 perform 109 routme case related transactIOns 

Public interactIOns With the court are prImarIly to mltlate a new case, deliver documents to a case, get 
mformatlon about a case, payor receive money, or attend a hearmg These are Simple activIties that should 
require little time and effort The complex tas"s are those reqUired by the clerk and administrative staff In 

managing the documents mformatlOn and money they are entrusted With Much of the time labor and 
compleXity IS related to disorganIzatIOn of work area, work materials and the flow of work through the 
mdlvlduals reqUired to complete a tas" 

3 ReqUire the client to submit all reqUired mformatlOn and forms 

Specific requirements should be adopted that wlll result 10 mformatlOn be 109 submitted to the court In an 
standard organIzed manner Form boo"s and templates for documents necessary to case mlt1atlOn and 
follow-up filings should be created and made avatlable to litigants and attorneys Attorneys and theIr staffs 
should be tramed 10 the use of these forms and templates and should be encouraged to comply Fallure to 
proVide mformatlOn to the court 10 an approprIate manner should result 10 the rejectIOn of the document 
Contmued fallure to adopt and use reqUired formats should result In dlsclplmary actIOn 

4 Create an organized and readable case file folder 

A smgle pomt of entry of documents to cases must be defined Case files must be organized to receive and 
store the documents The documents must remam secure durmg their custody m the court Case materials 
should be placed In file folders 10 a reqUired order and secured 10 the file With approprIate fasteners 
Documents should be of a standard size and either typed or prInted to msure legibility Once filed 
documents should be reqUired to remain 10 the file Without exception PhotocopYing of files should be 
done only by clearly deSignated court staff to msure mtegrlty and security In the process 

5 Create restrIcted public access to some areas and staff 10 the court 

The amount of people traffic m the court building and mterference With court staff must be reduced In 
order to Improve staff effiCiency and the wor" environment In order to accomplish thiS It Will be necessary 
to re define some of the eXlstmg processes to remove the necessity of htlgants and attorneys interacting 
With mUltiple court staff members 10 multiple locations The flow of wor" should be such that a smgle 
po lOt of contact with selected deSignated staff members should be suffiCient to accomplish all court filmgs 
and requests for mformatlon 

f 
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SPECIFIC RECOMMENDATIONS AND ALTERNATIVES 

PublIc Perception 

• FacIlIties should be clean tidy and orderly at all times A speCific plan should be adopted by 
the court to require regular maintenance of all court facIlities and staff tralnmg should 
emphaSize the Importance oHeepmg the wor\"place clean 

• Smokmg by employees while on the Job should be prohibited Smo\..Ing areas should be 
prOVided outSide of pubhc areas and employees should be required to utlltze such areas on 
regular break penods The thrOWIng of cIgarette butts on the floors of the court faclittles 
should not be tolerated 

• Court staff should be trained on courteous response to the needs of the pubhc Staff 
performance In thIS regard should be mOnitored and contmued lad .. of courtesy and respect to 
the public should be cause for dlsclplmary actIon 

• Rules of procedure for all activIties involVing the public should be publtshed In detatl m 
matenals avaIlable to the public at the information desk In addition baSIC procedures should 
be posted m promment places In the public access area of the court 

• All court staff mteractlng with the pubhc should be requIred to dress and groom appropriately 
In a manner so as to present a profeSSIonal Image 

2 Reduction of redundant procedures 

• Procedures for case InitiatIOn and subsequent filmgs should be redeSigned m such a way as to 
reduce the number of steps to the absolute lowest number consIstent With appropnate record 
creation and Integnty of the process 

• Wherever pOSSible multIple tas!-.s should be assIgned to a SIngle indiVidual to mmlmlze the 
amount of staff commg Into contact With htlgants, attorneys or other members of the public 

• Wherever pOSSible, staff tas\"s should be defined In detaIl In procedural "chec!-.hsts Staff 
should be tramed on these "checklIst" procedures and required to follow them without 
devlatton except WIth speCific authonty 

3 Information submlsslOn 

• AOJS wtll create standardized forms templates and document submission requirements 
These requirements WIll be developed Into chec!-.lIsts to be prOVided to the ittlgants and c!er!-'s 
to ensure compitance With submiSSion requirements 
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• The MOl should establtsh a commIttee for ongoing reVIew/revIsIon of standard forms 
templates and documents to malntam the forms and checJ.,ltsts developed dunng the life of the 
project 

• Tralnmg programs should be established for court staff attorneys and law office staff on the 
use 0 f such standard mstruments 

• Standard Instruments should be made avadable to pro-se lltlgants at the court information 
desk and tramed staft should be available to assIst m proper completIOn of all such 
documents 

• MIcrofilm as a document bacl,up medIa and paper archive substItute should be replaced by 
electrOnically scanned and stored Images as soon as feasIble The electrOnic archive 
eqUIpment operating software applicatIon software, and procedures will be provIded by the 
MOl The electroniC archive system Will be staffed by MOl personnel will be a fully owned 
and controlled court functIOn The service may be run by an outSIde proVider but WIll 
ultlmatelv revert to the court Revenue generated from document fees for electrOnic archIVing 
will be MOl revenue All documents filed In a case will be electrOnically archIved 

• The litIgant will file all case documents at the Front Counter where they will be processed and 
delivered for electronIc archIVing prior to bemg placed In the case file folder All document 
fees for electronIc archIVing WIll be paId at the Front Counter Documents filed at the Front 
Counter WIll be delivered from the Front Office to the electronIc archIVing area for scanning 
and then deltvered to the CIrCUIt clerl-.. of the case for insertIOn Into the case file The 
electroniC archive document Image will be a legally admiSSible substitute for the ongmal 
The electrOniC archIve document Image IS mtended to enhance document securIty In the event 
of a dIsaster and WIll be the permanent court copy of the case file after the retentIOn perIod for 
the paper documents has expIred and the paper has been destroyed The electronIc archIve 
document Image may be used for producmg copIes or reading If conveniently acceSSible for 
domg so 

• Court processes WIl! be reorganIzed In such a way that the htlgant wll! perform all cases 
related transactIons at a front counter 

• One or two clerks will meet With the hugant at the Front Counter and WIll be knowledgeable 
and authOrized to perform all necessary procedures for normal case transactions 

• Knowledgeable and authOrized clerl-..s will be available at another location at the counter for 
exceptIon processmg Exceptlons processmg and dispute resolUtlon IS for case mltlatlOn 
document fihng and other transactIons that are out of the ordmary or require negotlatlon with 
the litIgant concerning procedure or rule deCISIons regardmg the transactIOn 

• The htlgant may enter the Front Counter waltmg area dIrectly or stop at the InformatIOn 
ServIces Counter for mformatlOn first 

• The Front Counter waiting area will contam a queumg number dlspensmg mach me and a 
dIsplay panel to call the next to be served and dIrect the htlgant to the Front Counter area 
where clerks are free to serve him 

• While waltmg for theIr numbers to be announced litigants Wll! Sit m seats prOVIded by the 
court The waltmg area will be I-..ept clean and will be a no smol-..mg area 
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• The waltmg area will be separated from the Front Counter by a barner (rope ralhng fencing 
etc) and Will be mOnitored by guards who WIll direct litigants to tak.e a number and walt their 
tum 

• It IS primarily recommended that a smgle clerk at each counter station be authOrized to 
perfonn all case mltlatlOn (and document fihng) task.s (including case and fee assessment 
money collection and recelptmg scheduling and case mltlatlon data entry) If another cler"- IS 
reqUIred to handle the money transactions separately than the Front Counter area should be 
staffed by no more than 2 cler"-s 

• Each clerk s area at the Front Counter Will have a PC mstalled for data entry and Will be 
attached to a printer for creatmg receipts 

• The Front Counter PCs wIll operate a portIOn of the Integrated Case Management ApphcatlOn 
which WIll be speCIfically deSIgned for the case InitIatIon and document filing data collectIOn 
InfonnatlOn display, and printing 

• The Case Management Appltcatlon WIll calculate the fees, generate the ne\.t sequentIal case 
number randomly assIgn a case CIrCUIt, generate a schedule of event dates (date of case filing 
date expected for return of service date expected for the served partIes response, date of Pre 
Hearing Status Conference date of the J't scheduled heanng) allow data entry of money 
accepted and calculate change due and generate and pnnt a receIpt 

• The htlgant Will deltver to the Front Counter clerk a Wnt Of Service and a Wnt Of ServIce 
Cover Sheet The Writ of ServIce Cover Sheet WIll be a reqUired standardIzed fonn that must 
be completed by the Iltlgant pnor to commg to the Front Counter The Writ of Service Cover 
Sheet WIll be available from the Infonnatlon ServIces Counter 

• The Wnt of ServIce Cover Sheet Will contam fill In boxes and hnes requestmg all the 
mfonnatlon reqUired for case type and fee assessment administrative fee assessment 
electrOnic archive fee assessment, and service schedultng and other case recelptmg and case 
file mltlatlon data entry mfonnatlOn 

• All documents received by the clerk from the htlgant Will be stamped by a machme which 
wllllmpnnt a court Identification mark. (or name) and the date and time of the stampmg The 
stamp 109 machme WIll be used In heu of the "court seal' mstrument 

• There WIll be a separate claims and depOSIts counter area and number queue In the common 
waltmg area to process claims and depOSits transactions 

• A font office WIll be created to support the Front Counter and perfonn addltlonal case related 
actIVItIes 

• A Front Office clerk Will collect the mltlated file folders from the "out bas"-et and deltver 
them to the Front Counter for process 109 

• Documents WIll be scanned and the scannmg event entered mto the case history of the Case 
Management ApplIcatIon 

• Data entry of the remamlng data from the Wnt of ServIce Cover Sheet to complete creatmg 
the mltlal setup of the case hIstory on the computer 

1 
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• Assemble the case file folder (copy of Wnt of Service + Wnt of Service Cover Sheet + 
receipts + any other documents deltvered at time of filing) 

• Deltver the file folders assIgned to a circuit to the circuit clerk 

• Dehver the onglnal Wnt of Service to the Service Department 

page 7 

• The Front Counter WIll Include a sectIOn for a clerI.. to perform cash and stamp reconctilatlOn 
and prepare depOSIts and cash reports 

• The Front Counter Will Include a safe for secure cash depOSits 

• The Front Counter Will be responsible for the dlstnbutlOn of all work and documents to other 
court departments 

• An "InformatIOn and Services Counter should be deSigned and Implemented ThiS counter 
should be located In the pubhc area adjacent to the pubhc filmg area It should provide court 
and case mformatlOn, informatIon and assIstance WIth court fihng forms etc, dIrectIOns to 
appropnate offices and courtrooms and other services necessary to Inform and assIst the 
pubhc 

• The Information and ServIces Counter Will be an office for htlgants to receIve court and case 
informatIOn 

• The InformatIOn ServIces Counter wtll be staffed by court personnel knowledgeable tramed 
and supervised to provide mformatlOn and assistance (I e mformatlon and handouts on how to 
use the court (case and document fihng requirements and procedures, case file reading 
procedures and schedules, court forms to be completed and filed as necessary, information on 
filing appeals and case related information (any information contained In the case history 
(parties, Issues, completed and pendmg events, mterlm deCISions, case status, scheduled 
events and hearings, etc) 

• Examples of the types ofmformatlOn that Will be avatlable at the InformatIOn Services 
Counter are 
• Directory of the bUlldmg rooms and personnel which are permitted for publtc access 
• Heanng calendar mformatlOn (which panels are meetmg where, cases to be heard, and 

the heanng schedule) 
• Information and handouts on how to use the court (case and document filing 

requirements and procedures, case file readmg procedures and schedules court forms to 
be completed and filed as necessary mformatlon on filing appeals etc) 

• Case related mformatlOn (any informatIOn contained In the case hIStOry (partIes Issues 
completed and pending events Intenm deCISIons case status scheduled events and 
hearings, etc) 

• The InformatIOn Services Counter Will Issue copies and certificates 

• Copies and certificates will be requested on standard reqUIred forms With attached stamps for 
payment 

• A pubhc' reading room should be Instltuted to allow members of the public to examine court 
documents In a secure envIronment ThIS room should have copy servIces available and 
should be under the control of the Informatlon Services Counter The Information ServIces 
Counter WIll control access to the Reading Room 
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• The Reading Room will be a controlled access room for lttlgants to read case files under the 
supervision of the Circuit cIer~ 

• No eating dnnk10g or smo~1Og wtll be permitted 10 the Read10g Room for the protection of 
the documents 

• Litigants Will not be permitted to remove any documents or files from the Read10g Room 

• The RR Will be run accord1Og to a schedule that provides some reasonable number hours of I 
to 2 days per wee~ per circuit clerk Files 10 the possession of a cler\.. may only be read 
accordmg to the schedule 

4 Case folders 

• A UnIform case folder should be deSigned and adopted by the court ThiS folder should have 
the followmg features as a mmlmum Color codmg as to case type, exterIor mformatlon 
regardmg necessary baSIC mformatlon, provIsion for attachment of filed documents m a 
logical and UnIform manner, standard Sized documents 

• Filed matenals must be placed 10 the approprIate file folder as early m the process as possible 
and once filed should remam m the file folder for all future operatIOns Any removal of court 
documents for copy1Og should be carned out only be speCially deSignated court staff and the 
documents should be Immediately replaced 10 the same sequence 10 the court file followmg 
copymg 

• Standard rules should be adopted by MOl regardmg the use of UnIform case folders and staff 
should be tramed and required to follow these procedures 

5 RestrIcted publtc access 

• Tas\..s should be re-defined so as to separate those requIrIng publIc mvolvement from those 
mvolvmg publiC, lItigants or lawyers 

• All essential worl-. related to case mltlatlOn not requIrIng direct participation with the publtc 
should be conducted by court staff 10 non-pUblIc areas of the court Court staff should be re 
tramed on these procedures and relocated to such non-pUblIc areas 

• Court factlltles should be redeSigned and reallocated to provide for separation between those 
staff mteractmg with the publtc and all other staff 

• The publIc at large, and espectally the attorneys, should be mformed of the new publtc access 
reqUIrements well m advance of ImplementatIOn of these procedures 
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CASE MANAGEMENT 

CURRENT PROCESSES & PROBLEMS 

Case management IS the core admlmstratIve functIon of all courts The success of thiS 
Important admmistrative functIOn IS necessary move cases through the system m an 
effective and effiCIent manner It IS a functlOn which rehes on many dIfferent elements 
mcludIng the lItigants, attorneys, other court related agencIes, court staff only to name a 
few Currently the tIme from the fihng to the final dlSposltlOn of a case IS too long and 
reqUIres too many heanngs There IS too much unnecessary delay m most cases There 
are many reasons for the delay m processmg cases Some of the major reasons mclude the 
follOWIng 

The htlgants often are not prepared for their court heanngs 

2 Some lItIgants dehberately delay the case flow process 

3 Some Judges do not take control of and manage theIr caseload 

4 There IS lIttle effectIve momtonng and follow up of service department 
activity and referrals to the expert department 

5 Case management mfonnatlOn IS manually produced, difficult to obtam, and 
not suffiCiently utlhzed 

6 There are a large number of pendmg cases (backlog) which need to be 
addressed 

7 The Judgment and rulIng process IS too lengthy and sometimes uses a 
lItigant's appeal time 

1 The lItigants often are not prepared for their court hearmgs 

An example IS when they request the postponement of a heanng m order to revIew 
documents, which may have been submItted late by the other party Or the lItIgant 
says that he may not have read the document even though he may have had It long 
enough to do so SometImes the power of attorney has not been completed These all 
result m delay of the case Parties are often late In paymg case related fees, fines and 
depOSits thus also delaymg the progress of the case 

2 Some litIgants dehberately delay the case flow process 

Some lItIgants delIberately delay perforrmng theIr responSibIlItIes m order to delay 
the case Some plamtlffs file cases pnmanly to harass the defendant In both mstances 
thIS also adds unnecessary delay to the caseflow process because valuable resources 
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are used to process the case even though the plaIntIff has no intentIOn to follow 
through to Judgment 

3 Some Judges do not take control of and manage their caseload 

The court does not regularly Impose or enforce deadlInes on lItIgants for the tImely 
completIOn of case preparatIon (dIscovery) tasks Judges sometImes do not enforce 
the CIvIl and CommercIal Procedural Rules, and often do not utIlIze theIr authonty to 
dIsmIss cases by order when It would be JustIfied to do so If they actively exercIsed 
their authonty In these areas many cases would be resolved in a shorter penod of time 
and those cases whIch need to be dismissed from the system would be dismissed 
ThiS would reduce some of the delay in a case as well as reduce the number of 
pendmg cases In the system As It IS now the attorneys and lItigants essentIally 
determIne how long It Wll! take a case to proceed through the court 

4 There IS lIttle effectIve momtorIng and follow up of servIce and e'Xpert referrals 

There IS very lIttle follow-up effort to momtor service department activity and 
referrals to the expert departments on a case by case baSIS These two areas account 
for considerable delay In a case, partIcularly the expert department ReengIneenng the 
process of referrIng cases to these two departments can save an appreciable amount of 
time In some Instances weeks and sometimes months pass before the particular 
department receives the case documents These areas are covered 10 more detail 
wlthm the experts and service modules 

5 Case management InformatIOn IS manually produced, dIfficult to obtam, and not 
suffiCIently utIlIZed 

In order for any case management process to be successful there must be a system of 
regularly provld1Og clear, accurate and timely InformatIOn to the persons responsible 
for managIng the system, the Judges and admInIstrators ThIS InformatIOn must be 
used to help make day to day management deCISIons regardIng the aSSIgnment of 
cases, scheduhng of court rooms and staff etc It also serves as a measure of how Vvell 
the system IS dOIng agaInst the tIme standards adopted by the court ThIS InformatIOn 
also proVIdes a baSIS for future planmng actIvIUes as the courts caseloads change 

6 The Judgment and rulIng process IS too lengthy and sometImes reduces a 
htIgant's appeal tIme 

Judgments and rulIngs are bnefly announced In open heanngs but lItigants need the 
full ruhng to be able to file an appeal They are sent to the typ10g pool 10 hand written 
form to be typed, which tak.es 1-2 weeks The final document IS returned to the CIrCUIt 
clerk for the Judge's signature then placed In the court file LItigants wlsh10g to see 
the Judgment contact the typmg pool or the CIrCUIt clerk. Appeal tIme starts runnmg 
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from the date of the signed Judgment but lItigants often do not see It untll some time 
later ThiS reduces the htigant's tIme withm whIch to file an appeal 

7 There are a large number of pendmg cases (backlog) whIch need to be 
addressed 

There are a large number of pendmg cases before the North Cauo Court of FlrSt 
Instance ThIS backlog must be consIdered m the plan to Improve the overall case 
flow management system Assummg no new JudiCial resources wlll be added the 
backlog could hamper the court's efforts m reducmg delay 

OBJECTIVES FOR IMPROVEMENT 

The success of any effort to reduce case delay reqUlres the Judges of the court to agree 
that early and contmuous court control of cases IS the pnmary objective necessary to 
achIeve Improved case management ThIS means the Judges must assume the 
responsIbIhty for seemg that theIr cases are movmg along as qUlckly as possible but 
WIthout Jeopardlzmg the nghts of the lttlgants The ultImate goal of case management IS 
to reduce as much of the unnecessary delay as possIble from court cases Once the Judges 
agree to thIS pnmary goal the followmg objectives are a method to be followed to 
Implement and mamtam an effective case delay reductIOn plan 

The court should resolve to take actIve and contmuous control m managmg ItS 
cases 

2 LItlgants should be adVised of their responsibIlItles m Iltigatmg their case 

3 LItIgants should be adVised of the Importance of adhenng to deadlines and 
heanng schedules 

4 The court should set heanngs WIth the mimmum amount of time between each 
heanng (short settmgs between each heanng) 

5 Court leadershIp should encourage Judges to dIsmiSS cases when Iltigants do not 
make good faIth efforts to get ready 

6 Case flow management mformatIOn must easIly collected, be readliy avaIlable m a 
format whIch IS easy to use 

7 That portIOn of all pendmg cases, which are outSide a reasonable time frame for 
dISpOSItion (backlog), must be accurately IdentIfied and addressed m the case 
management plan 

8 AnnouncmgJudgments and rulmgs should take less time 

3 
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The court should resolve to take active and contInUOUS control In managIng 
ItS cases 

As stated above the mam ObjectIve of case management IS for the court, not the 
lItigants, to take control of all cases once filed WIth the court ThIs process should 
begm at the filIng of the case and contmue untd a Judgment IS rendered or the case 
dIsmIssed Case management should not be left to the whim of the litIgants 

Litigants should be advised of their responSibilItIes III lItigatIng their case 

This obJectlve closely follows objective 1 , above The court should make sure that 
htIgants are notIfied as early as possible what IS expected of them In order for them to 
be ready for each heanng and prepare their cases for Judgment They should also be 
told that the court wIll be momtormg and controllIng the movement of the case untIl It 
IS completed ThIS mformatlOn should be given to each litigant at the begmnmg of the 
case Domg so wIll help set the appropnate expectatlOns m the mmds of the lItlgants 
for the rest of the case and all cases m the court 

3 LItIgants should be advised of the Importance of adhermg to deadlInes and 
hearIng schedules 

The court should try to make the lItigants understand that adherence to heanng date 
schedules and other requirements set by the court are Important for the lItigants to 
follow so the lItIgants can resolve theIr cases qUIckly and fairly The court should also 
make It clear that Its responslbIhty IS to resolve cases qUIckly and faIrly and that the 
Judges tah.e thIS responSibIlIty very senously Fmally, It should be made clear that If 
eIther party IS deJaymg the case process the court has the authonty to dIsmISS the 
case 

~ The court should set hearIngs With the mlDlmum amount of time between each 
hearIng (short settIngs) and reduce the number of unnecessary hearIngs 

The court should set short but reasonable tIme penods between court heanngs or 
other deadlmes related to the case ThiS IS m order to allow the court to move the case 
along and render a Judgment m each case withm the shortest time possIble The dates 
should be firm and not be set WIthout regard to legItImate schedulmg confhcts of the 
partIes Once set the dates should be adhered to by the court Domg so sets an 
example and creates the expectatIOn that the court IS senous Once htIgants 
understand the court's posltlOn regardmg firmness of heanng dates these cases often 
are settled or WIthdrawn by the lItigants The court court should also aVOid setting 
heanngs that do not reqUIre actlOn by them ThIS Issue IS addressed later m both thiS 
document and m the Heanng Support functlOn 

4 
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Court leadership should encourage Judges to dismiss cases when lItigants do not 
make good faith efforts to get ready 

The leadership of the court should make sure all judges understand the legal basIs 
and their authonty for Issumg an order of dismIssal or other sanctions agamst 
lItIgants who are not makmg good faith efforts to prepare their cases for Judgment If 
the htlgants are not ready the court should be ready to take any reasonable steps to 
cause the htlgants to be prepared or to Impose penalties, up to and mcludmg an order 
of dismissal, If they are not makmg a good faIth effort to do so 

Case flow management mformatIOn must easIly collected, be readily avaIlable m 
a format which IS easy to use 

Present data collectIOn systems need to be reviewed and reengmeered to proVide 
judges the infOrmatIOn they need m order to effectively manage theIr caseloads 
Ideally thIS information wIll be a by-product of data already being collected The data 
collected needs to put mto a format that IS easy to read and IS useful The CMA wIll 
Improve the capabIlIty to provIde thiS informatIOn 10 a timely manner 

7 That portIOn of all pendmg cases, which are outSIde a reasonable tIme frame for 
dispOSition (backlog), must be accurately Identified and addressed m the case 
management plan 

All cases pending before the court should be mcluded m managing ItS caseload 
including all the old cases (backlog) The plan should Include steps to be taken to 
reduce the backlog to a tolerable level wIthout JeopardiZing the rest of the case 
management plan 

8 Announcmg Judgments and rulings should take less time 

A more expeditiouS system for providing judgments and rulings should be developed to 
lessen the Impact on htlgants particularly those who WIsh to file appeals Provldmg 
judges and typiStS access to automated word processmg tools should speed up thiS 
process Judges should have access to tools and gUIdes via their PC's such as an 
electrOnIC bench book 

SPECIFIC RECOMMENDATIONS AND ALTERNATIVES 

1 PrImarY recommendatlOn The CIVil Prosecutor Model 

LegislatIOn for thIS model IS pend 109 before the Peoples' Assembly ThiS mode! 
enables a Judge, who IS not a member of a JudiCial panel, to function as a case 
manager with authonty to make JudIcIal deCISions m prepanng a case for Judgment 

5 



Version March 12 1998 (with CD Editing Commmee Comments Included) 

2 

DRAFT 
For DISCliSSlOn at Conceptual DesIgn Iforf..shop page 6 

pnor to Its heanng before the assigned Judicial panel Smce this model has been 
thoroughly dIscussed earlIer m the project It WIll not be repeated at thIS tIme 

Alternative The Case Manager Model 

If the CIVIl prosecutor legislation IS delayed or does not pass, the alternatIve case 
management system IS the Case Manager Model Much of the admmlstratlve work 
Judges now perfonn dunng court heanngs WIll mstead be perfonned by the case 
manager thus freemg Judges up for more JudicIal work. The case manager wIll 
routmely mOnItor each case usmg the case management applIcatIOn to detennme Its 
status and what IS needed for It to be ready for Judgment The case manager wdl 
handle admllllstrative matters only he case manager WIll conduct pre-heanng status 
conferences to msure IItlgantsare ready for their heanngs and will Interpret the 
instructIOns and checklIst Items for the htlgants to aid them m gettmg ready for their 
heanngs The case manager wIll utIlize management and statistIcal reports produced 
by the case management applIcatIOn system as necessary and wIll routmely adVise 
each Judge's panel about the status of their cases A more detaIled descnptlOn of thiS 
model follows 

Kev Elements of The Case Manager Alternative 

The Judges of the court wIll exercise control of their cases The judges and k.ey staff 
WIll receive traInmg m caseflow management and delay reductIOn to provide them 
informatIOn and JustIficatIOn for takmg control of their cases 

2 The case manager WIll not be a Judge and wIll not have authonty to mak.e JudiCial 
deCISIOns 

3 The case manager wIll focus on administratIve matters only The case manager WIll 
mak.e admInIstrative deCISions as approved In poliCies and procedures approved by 
the court 

4 The case manager's role will be to screen each case to determine what needs to be 
done before the case goes to heanng If the actIOn necessary IS the court's 
responSibIlity the case manager will mltIate the actIOn accordmg to procedures and 
gUidelmes approved by the court OtherwIse the case manager wlll make 
recommendatIOns to the court and awaIt ItS approval before Illltlatmg any actIOn If 
the reqUired actIOn IS the responSibility of the litigants the case manager wIll so adVise 
the litigants ThiS will reduce the amount of time Judges now spend performmg the 
same task.s at the heanng which wastes valuable JudiCial tIme 

5 The case manager wIll conduct a pre heanng status conference for each case The 
purpose of the pre-heanng status conference wIll be to 

6 
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A AdvIse the partIes what they need to do to prepare theIr cases for the first heanng 
arrd subsequent hearmgs and arrswer any non-Judicial questions about the case 
process 

AlternatIve LItIgants Will be given arr mstructIOn sheet concernmg what their 
responSibilItIes are regardmg the case, the plamtlff at the tIme of filIng, the 
defendant when served wIth the YVrit of summons 

B Determme If servIce on all parties has been completed If It has not, an order for 
re-service will be prepared for the judge's SIgnature and/or any other 
approprIate actIon 

C Determme If all documents have been submitted and reViewed by the parties and 
If there are any other requests, such as for expert opimons, to be made 

o If an expert opmlOn IS requested a next hearIng date WIll be scheduled to allow 
mimmal but reasonable time to allow the expert fees to be paid If the fees are 
not paid the request for an expert opmIOn wIll be demed and the case prepared 
for judgment 

E The case manager WIll schedule pre hearIng status conferences m each case or as 
dIrected by the judges as often as necessary m order to get the case ready for 
Judgment 
F A manual case momtonng form wIll be used by the case manager to record key 

mformatIOn and events m each case and wIll be used for case management and 
statistIcal momtonng untIl the CMA system IS operatIOnal The judges wJlI be 
able to obtam up to date mformatlOn on the status of the case WIth thiS form 

G The CMA system wIll provide more mformatIOn than the manual system 
mentIOned m Item F ,above The CMA system wIll enable the case manager to 
perform the tasks lIsted above as well as producmg more management reports 
for the Judges to enable them to momtor and enforce procedures and rules as 
well as to more eaSily Identify causes of delay such as too many 
postponements 

H The case manager wIll proVIde Judges current mformatlOn on the status of all 
their cases on a contmumg baSIS 

If a case IS not ready after the efforts of the case manager, the case wIll be sent to 
the Judges for further actIon If a htlgant IS not ready due to neghgent or 
dehberate behaVIOr the judges should be ready to Issue arr order to dismiSS the 
case 

6 Court calendars mclude only those cases reqUIrIng actIOn by the Judges and are set to 
mmlmlze crowdmg arrd unnecessary waltmg by the lItigants (ThIS recommendatIOn IS 
directly related to the Heanng Support FunctIon and IS addressed there as well) 

• Cases m which all document filmgs and other reqUIrements have not been 
completed should not be placed on the calendar for hearmg Rather, a note 
should be lIsted opposite the case number on the hearmg agenda dlrectmg the 
parties to contact the case marrager or other responsible court offiCial to receive 
further directIOns about their case These notes could, as an alternative, be listed 

7 
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m a separate sectIOn below the heanng agenda This would prevent the Iltlgant 
from unnecessanly waItmg for their case to be called 

• A differentiated case calendar call should be considered ThiS would mvolve 
groupmg lIke cases or heanng actlVltles together at specific times For example, 
Signature cases are scheduled at 10 00, FmalJudgements at 11 00 ThiS wIll 
enable large groups of lItigants to be serviced without requmng other lItIgants to 
Sit and walt not knowmg when their case wIll be called 

• Schedule t\"'/o court seSSlOns per courtroom per day, mornmg and afternoon ThIS 
wlll spread out and reduce the amount of congestIOn and nOIse and will proVide 
more schedulIng fleXibilIty for judges, lItIgants, and employees Most court 
heanng seSSlOns are 2 hours or less so the mornmg calendars should not run mto 
the afternoon calendars 

• Alternative Conduct a tnal call one week before the CIrcUit's scheduled heanng 
to Identify those cases not prepared or otherwise not requmng a heanng before 
the Judges Those lItIgants not prepared would be given a next tnal call date and 
told to have completed the necessary action or nsk dIsmIssal of theIr case The 
tnal call could be conducted by a follow up judge, a case manager or one of the 
judges In the CIrCUIt ThiS wIll reduce the number of people who are 
unnecessanly commg to the court heanng If theIr case reqUIrements are not 
completed NotIficatIOn oftnal call results to lItIgants who do not show up for 
the tnal call could be Via theIr attorneys, by telephone or by maIl 

• Alternative Conduct the above descnbed tnal call one hour before the regularly 
scheduled heanng ThIS would not reqUire htlgants to mak.e an extra trIp to the 
courthouse 

7 Announcmg Judgments and rulIngs (Note thiS procedure applIes to both the ClVlI 
Prosecutor and Case Manager models) After a court heanng where a judgment or 
rulmg IS to be Issued the followmg procedure wIll be followed As soon as the judge 
delIvers the draft of the Judgment or rulIng to the CIrCUIt clerk the declSlon wIll be 
entered as an event mto the register of actIOns of the case history The text of the 
deCISion Will be shortened UntIl the computer system IS mstalled the deCISion wlll be 
entered mto the case history sectIOn of the case file The declSlon WIll be avaIlable for 
mqUIry by clerk.s at the InformatIOn Services Counter to answer questIons from 
lItigants concernmg deCISIons The final, sIgned deCISIOn WIll be avaIlable at the Front 
Counter (InformatIOn Services) for pIck up by the lItigant 7 days from the date of 
Judgment The CirCUit c1erk.s and typmg pool staff wIll be m areas restncted to the 
publIc and thus lItIgants wII! not be able ask. them for mformatIOn concernmg the 
court's deCISIOn 
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Judges wIll have electronIC access to legal matenals such as benchbooks VIa theIr 
PC's 
Alternative Until the CMA system IS mstalled a Judgment mdex will be mamtamed 
at the InformatIOn ServIces Counter ThIS wlll be a hstmg of cases by case number, 
whIch wlll mdlcate whether or not a prehmmary Judgment has been announced by the 
court but not yet typed, a bnef statement of what the deCISIOn was, and whether or not 
the final judgment has been Issued and SIgned by the court LItIgant's requests for 
copIes of the judgment WIll be given to the Information ServIces Counter clerk who 
WIll make arrangements to have copIes available for pIck up by the htitgants at a set 
date and time 

Other alternatIves which can be added to either model 

Case speclahzatlOn Panels are aSSIgned to hear only one type of case for a penod of 
tIme, two years for example ThIS enables Judges to rapIdly gam expertIse WIth the case 
type and WIll faCIlItate qUIcker dISpOSItIOn of theIr cases because of theIr specmlIzation 
Judges should not spend more than 3 years m anyone case category, 2 years would be 
the lower hmlt of the aSSIgnment After completIOn of theIr assignment they would then 
be aSSIgned to the next category of cases repeatmg the cycle every 2 or 3 years until they 
had heard every type of case 

Differentiated case management ThIS alternatIve works hand m hand WIth the case 
speCIalIzatIOn alternatIve It separates dIfferent case types from one another so that 
SIgnature or other short cause cases whIch need very httle JudICIal actIOn or those needmg 
speCIal treatment can be dIverted from the overall pendmg caseload and handled 
expedItIOusly ThIS prevents the lItigants m short cause cases from needlessly waItmg 
behmd more complex and time-consummg cases ThIS system allows the court to dIspose 
of a large number of cases withm a shorter penod of tIme and proVides better servIce to 
lItIgants It also allows the court to focus more attentIOn to the complex and tlme
consummg case than It would If all case types are mIxed 

SpeCial Follow Up Judges for servIce, experts and postponements These Judges 
would revIew all requests for referrals to the expert department and requests for reservlce 
The judges would make a recommendatIOn regardmg the request to the panel aSSigned 
the case ThiS would prOVide a necessary focus on two major bottlenecks m the CivIl 
Justice system The follow up judge's recommendatIOn would not be bmdmg but would 
prOVIde the panel the follow up judge's conSIderable knowledge and expertIse m these 
two areas The recommendation would be made on a form With check boxes a copy of 
which would be kept by the follow up judge for management and statIstIcal purposes 
Such a system would serve to reduce the number of unnecessary referrals to the expert 
department and requests for unnecessary postponements 
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Critical Tasks To Implement Both RecommendatIOns 

2 

4 

5 

6 

7 

8 

The judges agree to take responsibilIty for the firm control and management of 
theIr caseload 
Develop the supervisory and management framework wlthm the case 
management functIOn and ItS UnIts With trammg programs conducted m 
conjUnctIOn with NClS 
Classify and develop job descnptIOns for all case management staff 
Develop and Implement a backlog reductlOn plan to supplement the backlog 
efforts underway m the North Cairo Court This could mclude specially chosen 
teams of judges and court staff revlewmg all backlogged cases and sortmg 
them out for vanous actIOns dependmg on their state of readmess 
ReView and reengmeer mternal case management workflow procedures and to 
conform to the approved case management model 
Develop case management procedures 

• ChecklIsts 
• Case mOnItormg forms 
• Form orders for service, re-servlce, case dismissals (default Judgments), 

expert referrals or demals 
DeSign a case flow management-trammg program for judges and non-JudiCial 
personnel who wIll be workmg m the expenmental panels The first training 
program wIll be an mtroductory course Subsequent courses wIll be deSigned 
speCifically for the approved case management plan 
Develop and mamtaln an ongoing statistical reportmg and mOnItonng system 
for the status of all cases 

9 Obtam telephone systems for case management staff 
10 Develop and Implement CMA functlOns related to case management 

10 
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The Heanng Support functlOn IS closely related to the Case Management FunctlOn It was 
separated from the Case Management FunctIOn because It focuses on the orchestratIon of 
all activItIes necessary to get all the lItIgants and attorneys mto the courthouse at the same 
tIme and place 

The court heanng process can be frustratmg and dIfficult for lItigants The court bUIldIng 
IS crowded, It IS dIfficult to find one's way around the buIldmg and the courtrooms are 
also often crowded Lltlgant's can easIly become confused The public wanders all 
through the buIldmg when they need only to VISIt certam specIfic areas The Integnty of 
case files and other documents are subject to loss because the public has access 
throughout the entire bUIldIng 

CURRENT PROCESSES AND PROBLEMS 

BUIldmg and courthouse actIvIty mformatlOnal servIces are lackmg 

2 The SIze of the court calendars appears to be mconslstent m theIr SIze 
and content 

3 Courtrooms are often overcrowded, nOISY and unkempt 

4 All schedules lIsts and reports used m support of the court heanng 
process are manually prepared 

5 The public has complete access to CIrCUIt clerk.s offices 

6 The publIc must negotlate between two bUIldIngs In order to find the 
courtroom and other cIvIl court servIces 

7 Case files must be carned from one bUIldIng to the other for court 
heanngs 

BUIldmg and courthouse actIVIty mformatlOnal servIces are lackmg 

LItIgants and members of the publIc who come to the courthouse to attend heanngs find 
madequate aSSIstance and directlOns to the court heanng rooms Court schedules posted 
are hand wrItten and sometImes dIfficult to read WhIle look.mg for the courtroom the 
publIc and lItlgants often dISrupt proceedmgs m neighbonng courts Once m a courtroom 
they also may SImply walt to see what happens or ask. other spectators what courtroom 
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they need to be m whIch dISrupts the other lItIgants Once they find the courtroom they 
are not sure what they are to do next 

2 The schedulmg of the court calendars appears to be mconsIstent 

The numbers of cases on a one-day calendar can vary from 30 or fewer matters to 
over 130 Many of these matters do not have to be mcluded on the calendar because 
they are admInIstratIve m nature or the lItIgants are not ready 

3 Courtrooms are often overcrowded, nOISY and unkempt 

LItIgants, attorneys, farmly and frIends appear at the begmnmg of the court sessIOn 
though theIr case may not be reached untt! late mornmg or early afternoon Court 
personnel do not provIde adequate control of the crowd, whIch often dISrupts the 
Judges and results m the Judges havmg to admomsh the crowd to be qUiet Spectators 
sometImes cannot hear what IS gomg on Some rooms used as courtrooms are not 
sUitable for that purpose Some rooms are of the wrong design or too small which 
contrIbutes to the confuslOn and nOise 

4 All schedules, lists and reports used m support of the court heanng process are 
Manually prepared and most are not m standard formats 

These processes and documents share common data elements, many of which are 
repeatedly posted to other lIsts and forms, whIch IS a duplIcatlOn of effort ThIS IS 
tIme consummg and prone to error Dlffenng formats are tIme consummg to follow 
and confusmg to the publIc The result IS that the publIc IS often beWildered and 
frustrated by the whole process 

5 The publIc has complete access to CirCUIt clerks offices 

Attorneys, lItigants and the publIc have unrestncted access to the CirCUIt clerks 
offices There IS no reason these areas must be open to the public The CirCUIt clerks 
are responsible for the secunty of the case files, which are kept m locked file cabmets 
m theIr offices The open access to the publIc can be dIsruptIve to the clerks The 
mtegnty and control of case files are JeopardIzed under the current situatlOn 

6 The pubhc must negotIate between two bUlldmgs m order to find the courtroom and 
other CIvIl court servIces 

There are CivIl courts located m both the old and the new North Cairo Court 
BUlldmgs CrImmal cases and most of the cnmmal prosecutors offices are located In 
the old bUlldmg The publIC and lItigants often must go from one bUIldIng to the next 
m order to find theIr aSSIgned courtroom The taxes and commercial clerk's offices 
are located m the new bUIldmg whIle the CIVIl clerk's offices are all located m the old 
bUlldmg 
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Case file secunty and mtegnty IS compromIsed when cases are transported m open 
areas 

The CircUIt clerks offices are m most mstances located far from the heanng rooms 
ThIS reqUIres the CIrcUIt clerks to sometimes carry over 100 case files from one 
buddmg to the next reqUIrIng them to go through open areas This does not provide 
good file safety and secunty 

OBJECTIVES FOR IMPROVEMENT 

As a result of the analysIs set forth above, the followmg objectives have been estabhshed 
by the AOJS project m connectlOn wIth the conceptual deSIgn of the heanng support 
process 

Improve pubhc mformation servIces withm the court bUlldmg 

2 The SIze of the court calendars should be reasonable and contam 
only those matters reqUIrIng actlOn by the Judges m open court 

3 Courtroom aSSIgnments should be coordmated on the baSIS of the 
SIze of calendars 

4 Reengmeer and Improve preparatlOn of court schedules (agendas) 
forms and procedures 

5 Restnct pubbc access to the CIrCUIt clerkS offices and Improve case 
file secunty and mtegnty 

Improve mformatlOn services WIthm the court bUlldmg 

General mformatlOn dlrectones and a full tIme customer mformatlOn center should be 
added to the mam court lobbies Small dlrectones should be added throughout the publIc 
areas of the bUlldmgs The directones should mclude lists of each CIrCUIt's 10catlOn and 
dady schedule and they should be posted m promment areas throughout the courthouse 
A separate heanng schedule should contmue to be posted adjacent to the pubhc entry mto 
each courtroom 

2 The SIze of the court calendars should be reasonable 
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Some court calendars (agendas) should reasonably be set and admInistered such that 
htlgants and others are not unduly Inconvemenced They should not have to walt 
unnecessanly before their case IS called 

Courtroom aSSIgnments should be coordInated on the basIs of the size of calendars 

Some court calendars (agendas) wIll be large Those calendars should be heard In 
larger courtrooms, whIch can accommodate large numbers of htlgants, attorneys and 
spectators The smaller calendars can be heard In smaller courtrooms ObservatIOn of 
court heanngs showed lItIgants and the public overrunnIng the publIc seatIng area out 
Into the hall WIth people constantly gOIng back and forth to and from the courtroom 

ReengIneer and Improve the preparatIon of court schedules forms and procedures 

All courtroom schedules, rolls, heanng forms and procedures should be reVIewed and 
redeSIgned so that all courts and staff use the same formats The case management 
applIcatIon WIll proVIde clear neatly pnnted formats to meet thIS reqUIrement ThiS 
will serve to reduce confuSIOn, Improve and Simplify the traInIng of new employees 
and enable InformatIon to be more easily gathered and utilIzed The result WIll be 
better understandIng and more usefulness of these forms and Issues by all who come 
In contact wlth them, partlcularly the publIc 

5 Restnct publIc access to the CIrCUit clerks offices and Improve case file secunty and 
Integnty 

More secure case file storage systems should be Installed In the CIrCUIt clerk.s offices 
to protect the IntegrIty of the case files The publIc should not have unrestncted 
access to the back hallways where the CirCUIt clerks offices are located Case files 
should be tIghtly controlled and secured It IS the responsibIlity of the court to 
maIntaIn the IntegrIty of all case files Systems and procedures should be In place that 
mInImIZe to an absolute mmlmum exposure of case files to persons who do not have 
reason to have access to case files Case file storage and workIng areas should not be 
open to the publIc 

6 In all courts the CIvIl and famIly case functIons and hearIng rooms should be 
separated, where pOSSIble, from CrImInal case functIOns and heanng rooms 

The above proposal has been presented to the MOJ regardIng the North Cairo Court 
of FIrst Instance ThIS proposal WIll be conSIdered further at the tIme the balance of 
the conceptual deSign IS presented to the MOJ 

SPECIFIC RECOMMENDATIONS AND AL TERNA TIVES 
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Improve InformatIOn servIces WIthIn the court burldmg 

• A full tIme, fully staffed InformatIOn counter should be located m the mam 
lobbIes of the courthouses Each mformatIOn counter should have a computer 
termInal from the case management applIcatIOn, whIch WIll enable the 
InformatIon clerk to rapIdly prOVIde heanng agenda mformatlOn for all heanng 
actlvlttes The staff at these counters WIll be traIned to provide directIOns to all 
actIvIties In the courthouse ConsideratIOn should be gIven to haVing smaller 
informatIOn counters In other areas of the bUildings where there can be large 
gathenngs of people 

• Each courtroom should have a trained baIlIff or SImIlar employee who IS 
avatlable to aSSIst anyone who IS seeking dIrectIOns ThIS person should remain 
In the court heanng room, preferably by the door, for the entire court calendar 

• The formats of the lIsts, schedules and dlrectones for the publIc should be clear 
and umform and be produced from the case management applIcatIOn They 
should be posted In all key publIc areas of the bUildings Court schedules should 
be lIsted by CIrCUIt, In case number order 

• AlternatIve AddItIOnal formats, which are easy for the publIc to follow, should 
be conSidered for those who do not have the case number For example a second 
lIsting could be by the tItlmg of the case mcludmg the full name of the plaInttff 
followed by the full name of the defendant and a third lIsting could be the 
reverse the defendant's name first and the plamtlffs second The CirCUit number 
and courtroom would be lIsted opposite each entry The case management 
applIcatIOn WIll enable thiS to be done rapIdly 

2 Court calendars mclude only those cases reqUIrIng actIOn by the Judges and are set to 
minimize crowdIng and unnecessary waltmg by the lItigants (ThiS recommendatIOn 
IS dIrectly related to the Case Management FunctIOn and IS lIsted under the Case 
Manager Alternative In that document) 

• Cases m whIch all document filIngs and other reqUirements have not been 
completed should not be placed on the calendar for heanng Rather, a note 
should be lIsted opposite the case number on the heanng agenda dIrecting the 
partIes to contact the case manager or other responSIble court offiCIal to receive 
further directlOns about their case These notes could, as an alternatIve, be lIsted 
In a separate section below the heanng agenda ThiS would prevent the lItigant 
from unnecessanly waltmg for their case to be called 

• A differentiated case calendar call should be conSIdered ThiS would Involve 
groupmg lIke cases or heanng actiVIties together at speCific times For example, 
Signature cases are scheduled at 10 00, Fmal Judgements at 11 00 ThiS wIll 
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enable large groups of lItigants to be servIced wIthout requmng other lItIgants to 
SIt and walt not knOWing when their case wIll be called 

• Schedule two court seSSIons per courtroom per day, mornIng and afternoon ThIS 
wIll spread out and reduce the amount of congestIOn and nOIse and will provide 
more scheduhng fleXlblhty for Judges, htlgants, and employees Most court 
heanng seSSIOns are 2 hours or less so the morning calendars should not run Into 
the afternoon calendars 

• AlternatIve Conduct a tnal call one week before the CIrcUIt's scheduled heanng 
to IdentIfy those cases not prepared or otherwIse not requmng a heanng before 
the judges Those lItlgants not prepared would be gIven a next tnal call date and 
told to have completed the necessary actIOn or nsk dIsmIssal of theIr case The 
tnal call could be conducted by a follow up judge, a case manager or one of the 
judges In the CIrCUIt ThIS wIll reduce the number of people who are 
unnecessanly coming to the court heanng If theIr case reqUIrements are not 
completed NotIficatIOn of tnal call results to lItIgants who do not show up for 
the tnal call could be VIa their attorneys, by telephone or by mall 

• Alternative Conduct the above descnbed tnal call one hour before the regularly 
scheduled heanng ThIS would not reqUIre lItigants to make an extra tnp to the 
courthouse 

3 Better schedulIng of heanngs wIll mimmize courtroom crowds and nOise and 
Jamtonal services wIll be Improved 

Courtrooms should be assigned on the baSIS of the number of cases and thus the 
number of litIgants expected to attend the heanngs Small calendars In small 
courtrooms and larger calendars In the larger ones As suggested above a trained 
cadre of court employees should be provided to aSSIst In providing infOrmatIOn and 
to exerCise some control over persons who are bOisterous or otherwise diSrupti ve to 
the proceedings The court secunty system should provIde a means to send secunty 
personnel to any area of the court requmng their services Jamtonal contracts should 
be enforced or renegotIated to prOVIde hIgher qualIty servIce 

4 Court staff prepares all schedules, lists and reports USing the case management 
applIcatlOn system 

• All case actIVIty InclUding court heanng results wIll be posted to the case hiStOry 
(registry of actIOns) The case management applIcatlOn wIll produce dally 
agendas, the roll/case hIStOry sheets and heanng records sheets With indiVidual 
case header informatIOn for case heanng notes These documents Will be 
produced from InformatIon that IS entered Into the computer system once thus 
saVing time and redUCing the pOSSibilIty of errors 
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• ActlVltles posted to the CMA case management system wlll be by codes for each 
type of actIvlty that can occur In a case ThIs wdl sImplIfy and standardize the 
data entry process and wIll result In fewer errors This system wIll also mak.e 
traInIng of employees much easier to conduct and will also make It easIer to 
momtor an employee's performance 

• Alternative The ClrcUlt Work Umt Model In thiS model typiStS are assigned to 
specIfic circUlts In additIOn to typmg Judgments and orders for the Judges of the 
CircUlt the typIStS wdl also be responsible for enterIng data provided by the circuit 
clerk to update each CircUlt's agendas and case rolls Into theIr PCs AccordIngly, 
the agenda and all case rolls would be maIntaIned In the tYPist's PC The case 
rolls and any other lIsts would be prInted and distrIbuted daIly for the publiC 
mformatlOn counters, bulletIn boards and courtrooms ThiS system would reduce 
the amount of time It takes to produce the case rolls and would provide a clearer, 
more professlOnallookmg InformatIOn for the publIc and the court ThIS system 
could be put Into place as soon as the tYPIng pool PCs are Installed 

5 RestrIct publIc access and Improve case file securIty and mtegrIty 

• The pubhc WIll not be allowed Into any area other than the pubhc lobbies, the 
front counter area of the clerks office, the hearIng rooms and any other office that 
IS specIfied open to the publIc All other areas WIll be restrIcted and be open only 
to court employees All bUSIness that needs to be conducted by the pubhc WIll be 
confined to publIc areas only ThiS will result m a more orderly atmosphere, less 
confuSIOn and more control and securIty of case files LItigants WishIng to view a 
case file WIll be able to do so by makIng a request at the front counter The CircUlt 
clerk who has custody of the file WIll make It avadable dUrIng specified vlewmg 
pen ods In an area to be deSignated as the front counter area' readIng room" The 
readIng room IS a secure area near the front counter In whIch lItIgants would be 
able to revIew their case file and other documents under the supervIsIOn of the 
ClrcUlt clerk or other deSignated employee The room would be controlled by a 
securIty guard and It would have a photocopier avallable to prOVide copies of 
documents for the lItIgants 

• Create a ClrcUlt Work Umt for each panel consistIng of the 3 Judges, the ClrcUlt 
clerks, one bailIff who assists the CirCUit clerks when not performIng hearIng 
related duties and 1- 3 typIstS As stated In sectIOn 4 , above, the typIsts wIll also 
functIOn as assistant data entry clerks when not typIng documents for their 
assigned CIrCUIts ThiS team approach WIll prOVide backup aSSIstance to other 
employees In the umt, for example, when employees are away It wIll faCIlItate 
better workIng relatIOnships between team members and help Improve Job 
performance It wIll also reduce the hme and effort of sendIng documents 
between the typiSt and the Judge under the centrahzed typmg pool system It wIll 
also help more trust and respect between the Judges and their support staff 
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• Relocate CircUIt clerks offices so they are as close as possible to their aSSigned 
heanng rooms This wIll minimiZe the distances they must carry case files and 
hopefully be along a route that does not pass through a pubhc area 
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EXPERT OFFICE 

Conceptual Design 

The office of the experts IS an Integral part of the case flow process Therefore It IS essential that the AOJS 
caseflow design tal-e account of the significant role this office plays In the dlsposltlon of cases Although 
statistically only about 30% of cases are currently being referred to experts AOJS case flow studies show 
that on average the decIsIOn to forward a case to the Expert Office more than doubles the average total 
elapsed time from filing to diSpositIOn With these facts In mind the project has made an analYSIS of the 
current processes of the Expert Office and the vanous problems that eXist In connection With the Expert 
process that negatively Impact case flow These processes and problems follow 

CURRENT PROCESSES AND PROBLEMS 

Without dwelling on the processes of the court that lead to the deCISion to refer a case to the Expert Office 
which are well known to the MiniStry, the follOWing problems have emerged as \..ey elements of the Expert 
process that Impede effiCient case flow 

Delay In the deCISion to refer cases to the Expert Office 

2 Inappropnate referrals 

3 Delay In the process of transferring cases from the Court to the Expert Office 

4 ConfuSion as to c1anty of requests for opInIon 

5 Delay and disorganization Within the Internal operation of the Expert Office 

6 IneffiCiency In rendenng an Expert OpInIon 

Delay In the deCISion to refer 

A study conducted by AOJS during the summer of 1997 under the directIOn of Professor Ernie FrIesen 
surprISingly concluded that typically the average elapsed time from case filing to the pOint at which a 
deCISion was made to refer a case to the Expert office was I year In additIOn once the deCISion was made 
the Immediate effect was to put the case "on hold and to render those things which were done In advance 
of the deCISion moot as a practical matter Therefore, once the deCISion to refer has been tal-en, already a 
year of effective case processing has been lost Accordingly, the first effort In reform In the Expert process 
should be to create an atmosphere In which the referral deCISion IS made as promptly as pOSSible follOWing 
case filIng 

2 Inappropnate referrals 

All parties concerned In the process judges lItigants and experts concede that a Significant number of 
referrals to the Expert Office are needless exercises The problem seems to result from a number of factors 
I) the lac\.. of training of Judges to appropnately deal with technical aspects of cases Without referral 2) the 
Incentlve to use referral as a deVice to reduce the judge spending case load 3) the lac\.. of alternative 
problem-solving resources 4) the unWillingness of the judges to deny requests on the part of lItigants for 
expert referrals The nature of many of the cases that are referred IS sLch that With approprIate tramIng and 
polIcy adjustment the judges could handle the cases themselves without a referral In addlllon the 
prOVISion of alternate lImited expert capabilIty could effiCiently deal with another Significant amount of 
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referrals Fmally the adoptIon of stringent supervIsIon and mOnItoring of referrals to the experts would 
ehmmate another large number of referrals 

3 Delay 10 the process oftransmtttal 

Once a decIsIon has been tal-.en to refer a case eIther on motton of one of the parties or on the Court sown 
motLOn a process begms which ulttmately results In the case arnvlng at the Expert Office This process 
Itself has Significant delay bullt mto It In addmon there are factors In this process that cause security 
concerns In regard to case files and confusion 10 many cases when they are ultimate receIved 10 the office 
Whlle the actual delay In the transmittal process IS relatIvely small In comparison to the overall time 
consumed 10 the Expert process there are various factors resulting from the transmtttal process that create 
additional delay The most notable of these IS frequent confusIOn as to the nature of the request for opinIon 
resultmg 10 referral bacl-. to the Court for clanficatlOn., whIch IS touched on below Accordmgly any effort 
to smooth out the referral process must also attacl-. the causes of delay that result from the process of 
transm Itta I 

4 ConfusIOn as to clarity of requests for opinIon 

Because of the haphazard manner In which requests for oplntons are transmitted to the Expert office, 
frequently the office IS unsure of the nature of the request After some conSIderable delay wlthm the office 
when someone 10 authority finally gets to the pomt of fOCUSing on the request many times legItimate 
question" aTlSe as to exactly what It IS the Judge IS asl-.mg [n these cases the practlce IS to tum the request 
around and transmit It back. to the Court wIth a request for clarificatIon ThiS process Itself IS time 
consummg and occurs after a substantial amount of time has passed wherem the case langUIshed m the 
Expert office Followmg re-transmtttal addItIOnal time IS lost while the case moves Its way back to the 
mltlatmg Judge so he can address the request for clarificatIOn Thereafter, depending on how fast the Judge 
can re formulate the request In an understandable manner, the entire transmIttal process IS repeated It IS 
also worthy of note that 10 the process, the case loses It s place 10 the queue for substantIve actlon so the 
case then goes back through the receIpt/assIgnment process It IS also noted that the Expert Office 
mapproprlately conSIders cases sent bacl-. for clanficatton closed cases thereby sh.ewmg office statlstlcs 

5 Delay and confusIon wlthm the mternal operation of the Expert Office 

Once the case IS received 10 the Expert Office and It IS determmed that the request for opmlOn IS 
understandable and clear the process of deal 109 with the request wlthm the office begms ThiS process 
Itself IS fraught with delay and confusIon due to the lad .. of appropriate worl-.mg standards and effiCient 
practices wlthm the office Examples of thiS are delay 10 the process of select 109 the expert to worl-. on the 
case, ineffiCient paper flow within the office over-rehance on multiple reviews of opinIOns before return to 
the court etc Many of these problems are the result of overworl-. due to the high number of cases referred 
and Will be helped merely by the reductLOn In the number of inappropriate referrals In addItion poor 
worl-.lng condltlons for the experts also play mto the mefficlency of the system Each of these problems 
must be addressed In the effort to move the process along In a tImely manner 

6 IneffiCIency m rendering an expert opmLOn 

Fmally once the expert has done hIS worl-. the process by which the professIOnal output of the office IS 
accomphshed IS convoluted and ineffiCIent As touched upon above, the process of revIew IS redundant 
and time consummg In addition the result of the expert's worl-. may be contested and ultlmately repeated 
In many cases the quahty of the opInIon does not msplre confidence m the Court thus the office may be 
ordered to render a second opmlon Also the process of re transmittal Itself IS a repeat of the orlgmal 
transmittal process and must be exammed to reduce additional delay 
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Accordmgly. these and other problems Will be dealt wIth In the recommendatIOns for actlon m connection 
with reform of the Expert Office procedure 

OBJECTIVES FOR IMPROVEMENT 

As a result of the analysIs set forth above, the follOWing objectIves have been establtshed by the AOJS 
project tn connectIOn wIth the reform of the Expert Office process These are Itsted 10 order of Importance 

DIscourage mapproprlate referrals 

2 Expedite the process of deCIding whether to forward a case to the Expert Office 

3 Improve case handlIng wIthIn the Expert Office Itself 

4 Improve the qualtty of the experts themselves 

5 Reform and streamline the transmittal process 

6 Improve the quality of the Expert Office work.place and employee performance 

Reducmg or eliminating Inappropnate referrals 

As was pOinted out earlier one of the prInCIpal causes of delay In the flow of cases IS the decIsIon to refer a 
case to the Expert Office Regardless of what new effiCIenCies are developed withIn the Expert process 
thIS will always be the case to a greater or lesser extent Therefore, It IS Important that the referral of cases 
to the office be made only when absolutely necessary The Inappropnate referral of cases not only causes 
delay for the litigants In ultimately deCidIng the case, but also results tn addltlonal delay 10 the Expert 
Office Itself due to the sheer volume of cases referred Accordmgly, anythmg that can be done to reduce 
the amount of Inappropnate referrals Will have numerous SIgnificant results AOJS beheves that the 
reductIOn or eltmmatlOn of Inappropnate referrals should be the number one pnonty of Expert Office 
reform 

2 Expedltmg the decIsion to refer 

Probably the easIest reductIon m total tIme consumed by the Expert process would be an effort to speed up 
the mltlal decIsion to refer the case Itself As earlter pomted out, on average thIS process today IS 
consummg approxImately one year, dunng which little of slgmficance to dispositIOn of the case IS 
accomplished Reasonable time standards Imposed on the htlgants and the Judges In regard to thIS 
decIsion would pay big diVidends In reductIon of total processIng time In addItion effective polICies 
serIously enforced would result In more tlmely deCISIon mak.mg 

3 ImprovIng Internal Expert Office processes 

The Expert Office lth.e many others In the government, IS overly bureaucratIc and senously mefficlent 
The lach. of ability to assIgn responslblhty In a tImely manner the lach. of accountablhty the redundancy of 
the cham of command all contnbute to delay Wlthm the office In part these problems are the result of the 
volume of work thrust upon the office and the Court s own referral process but whatever the reason there 
must be a major effort made to reform and streamline mternal processes m such a way as to expedite the 
deCISIon mah.tng process ThIS effort must Include clanty and SImpliCIty In the InItial referral early and 
clear assIgnment wlthm the office and alternatIve methods of dealIng With some cases requmng e\pert 
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help It WIll also be suggested that control and authority over the Expert Office be transferred from the 
MinIstry to the ChIef JustIces of the vanous courts In order to proVIde more ImmedIate supervISIon and 
accountability 

4 Improvmg the qualIty of the Experts 

It IS apparent to anyone revIewing the Expert process that there IS a senous lad .. of confidence on the part 
of the courts and the Ittlgants In the value of the work of the Expert Office ThIS means that the entIre 
process including all the addItIonal delay Inherent In even the most effiCIent operatIon of the process may 
be utterly insIgnificant In the ultImate outcome of the case It should be obvIOUS therefore that attentIon 
must be gIven to the qualIty of the work product In order to ma!..e thIS paInful and tIme consuming process 
at least worthwhtle In the long run It will be suggested that addltlonal standards be adopted for selectIOn 
trainIng and evaluatIOn of experts In addItIOn a monltonng and evaluatIOn plan should be developed for 
the office Itself, whIch would have the effect of Improving overall performance The concept of creating an 
addItIOnal Expert Office WIthIn the Court Itself WIth speCIfic responsIbIlIties for certain kInds of cases wtll 
also be explored 

5 Reforming the transmIttal process 

While the amount of time consumed m the paper-flow process between the Court and the Expert Office 
(both coming and gOIng) IS not a major factor In delay, It has some elements that contnbute to delay and 
more Importantly, confUSIOn As an example, the lack of clarity of the OrIginal request many times results 
In one or more re referrals and transmittals between the Court and the Office In additIOn the transfer of 
OrIgInal files between offices causes serIOUS security concerns and In most cases IS unnecessary Finally 
the process should be reformed to ta!"e advantage of modern technology and effiCient practIces 

6 Improve the phYSIcal wor!..place and wor!" Incentives 

At the moment In the North CaIro court Itself and probably In other courts throughout the country the 
Experts labor In an envIronment that does not lend Itself either to effiCIency or to qualIty wor!" Crowded 
cramped and confused working condltlons do not inspIre confidence In the profeSSIonal result The lac!.. of 
prIvacy prevents adequate worJ... With lItigants and witnesses The phYSical structure prevents approprIate 
contact WIth necessary partIes The lacJ... of approprIate research capabIlitIes InhIbits qualIty results Each 
of these factors plays Into Inadequate performance and effect employee morale In addItIOn attentIOn must 
be gIven to personnel Issues such as incentives for performarce and reductIon of relIance on SImple 
numbers of cases handled as a measure of success 

SPECIFIC RECOMMENDATIONS AND ALTERNATIVES 

InapproprIate referrals 

• The deCISIon to refer cases should be subject to appropnate gUIdelines to be developed by the 
MOl through a committee process ThIS would result In the publIcatIon of referral standards 
These standards would then be the subject of JudICial tramlng through NClS and would then 
be enforced through supervIsIon and momtormg The MOl should maJ...e It clear to the Judges 
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that significant amounts of mappropnate referrals to the Expert offices wtll be a factor 
considered m evaluation of Job perfonnance 

• The Chief Justice or his designee should review the referral deCISIOn as a matter of routme 

• 

Alternative This overstght functIon may be performed directly by the InspectIOn Department 
through m court personnel This review should mclude both the appropnateness and the 
tlmelmess of the referral Judges should be mfonned of this process and provided regular 
penodlc perfonnance evaluations These evaluations should then become a part of regular 
overall JudiCial perfonnance reviews and future career progress cntena 
A "qulc~ action m-house Department of Experts should be establIshed wIthm the court Itself 
to deal with referrals of matters requlrmg speedy resolutIOn of relatively Simple and routme 
expert opmlons In addltlon this Department should be empowered to deal with what may 
become "nown as Standard Referral cases These are cases not necessanly requIrIng 
speedy resolution but dealmg with relatively routme matters wlthm the field of expertise 
represented wlthm the m-house office The result of thiS process would be the establIshment 
of a system of Expert Office speCialIzation m which cases would be aSSigned to the 
appropnate office based on the type of the case Cases needmg either qUlc~ action or 
mvolvmg only mmor degrees of expertise would go to the m-house office That office would 
be specifically staffed and tramed to effiCiently handle such cases Cases mvolvmg major or 
speCialIzed expertise would contmue to go to the outside office That office would be staffed 
and tramed accordmgly In addition the outside office would be reorgamzed to provide much 
more effiCient service than 10 the past Alternative the Expert Department may be splIt mto 
separate functIOns 'QU1C~ Action" 'Standard or Complex Cases may then be aSSigned 
to the appropnate functIOn wlthm the office Standards and gUldelmes should be developed 
by MOJ covering all three kmds of referrals and judges should be tramed as to those cases 
qualIfymg for referral QUIC~ action cases should be subject to speCial time standards for 
diSpOSitIOn Cases of an unusual and non-routme nature should be referred to the out of-court 
Expert Office or the appropnate special diVIsion wlthm that office 

SelectIOn of cases for referral to either of the E'\pert Offices should be reViewed and subject 
to superVISion and veto by the Chief Judge or hiS deSignee A system of Triage should be 
developed by MOJ to accommodate thiS process 
Alternative the Case Manager (CIVIl Prosecutor) office should be empowered to engage m 
such "TrIage' of cases 10 which requests for referral have been granted ThiS "Tnage 
process would ta~e a decIsion as to which level of effort should be expended on creatmg an 
expert opmlon and by which office It should be conducted 

2 DecIsion to refer - tlmeltness 

• Parties requestmg referral to Expert Offices should be reqUired to pay a standard fee depOSit 
wlthm a set time followmg such request Fatlure to pay on time should result 10 an automatic 
denial of such request 
Alternative Additional costs (sanctIOns) may be Imposed for late payment however the goal 
IS not to collect more money but to assure complIance 

• The opportumty to request an expert oplOion should be restricted to a specific time (e g 60 
days) follow 109 case service Requests after such date should be discretionary With the court 
and Judges should be discouraged from routmely grantmg such requests 
Alternative late requests may be subject to additional costs or sanctions also however the 
same conSiderations as stated above should be noted 
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• Judges should be encouraged to mab.e tlmely deCISions m regard to referrals on their own 
motion MOl approved gUidelines should be estabhshed and Judges trained on such 
gUidelines Such deCISions should be subject to review and evaluatIOn on tlmelmess Issues 
Judges should be provided feedbacb. on performance In this regard 

• Service should be reqUIred only on opposite parties The moving party should be reqUIred to 
sign a waiver of service as a part of the process of filing an expert request Llb.ewlse m court 
inItiated expert referrals wherever possIble they should be announced In open court In order 
to minimIZe the necessity for servIce on any parties except those who are not present at that 
particular court sessIon Procedures should be adopted In the ServIce Department to assure 
pnonty handling of notices In regard to expert referrals 

• Heanngs should be reqUired WIthin 30' days of serVIce of the request for expert referral on 
opposite partIes The Court should set presumptIve dates for heanngs at the tIme of filmg of 
the request Only In the event that one or more parties are not served should thIs date be 
continued Any contmuances granted should be for the mmlmum amount of time to allow for 
service Judges withIn one-week following the hearing should make a deCISion on such 
requests 

3 Improvements In Expert Office processes 

• GUIdelines should be established by MOl for setting pnontles for handlmg of cases Within the 
Expert Offices Office staff should be tramed on the use of the gUIdelines 

• Procedures for assignment should be adopted to expedite such assIgnment These procedures 
should be automatic and should not requIre supervIsory review except In unusual 
circumstances Experts should be grouped by case types and cases should be aSSigned on a 
random rotatmg baSIS 
AlternatIve one supervisor haVIng regard for special degrees of e"pertIse among Expert 
Office employees may assIgn Cases This process should be dnven by a poltcy requmng a 
deCISion WIthin a specified amount of time (e g one week) 

• Performance of experts should be based on a system of reward for actual worb. done and 
quality of work, rather than merely number of cases completed A system of performance 
based incentIves should be developed by MOl and mOnitored by the InspectIon Department 
and/or the Chief Justice or hIS deSIgnee 

• In the event of neceSSIty of referral of cases bacb. to the court for clanficatlon of request for 
opInion the case should be mamtamed as an open case m the Expert Office until It IS returned 
and ultimately completed These cases should not be counted as closed by eIther the aSSigned 
expert or the office Itself Upon return from the court the case should go to the ongmal 
aSSIgned expert for future actIOn In no event should cases be considered closed until the 
Expert Department Issues a final opmlon 

• Tracb.mg records should be b.ept both at the Court and at the E"pert Offices allowmg 
monttonng of status of referred cases This system should be automated These records 
should be momtored on a contmuous and regular baSIS and evaluation reports transmitted to 
the Expert Offices Career advancement should be based m part on these evaluatIOns 

4 Improvmg the quahty of expert personnel 
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• Standards for recruitment and employment of experts should be reviewed and updated to 
provide hIgher standards of education trammg and expenence Experts should be mterned to 
expenenced mentor experts for a specified penod of time and should receIve penodlc 
retrammg through NClS Career advancement should be based m part on successful 
completIOn of ongomg trammg requIrements and Improved performance not merely 
longevIty 

• Experts should be reqUired to have a Bachelor's degree m a field related to their work. as a 
mmlmum and should be reqUIred to pass a comprehensive exam before rendenng theIr first 
opmlOn 
AlternatIve The hIrIng of all experts should be a functIon of a specIal department of the 
Expert Office, should be hIred on a one-year probatIOnary status, should be reVIewed and 
subject to veto by MOl 

• An expanded private expert force should be recruIted m various spectallzed fields with 
appropnate compensatIOn necessary to attract quahfied candIdates 

• Specmltzed experts to deal m Identified fields (e g Bankruptcy, Labor Contractmg) should be 
developed wlthm the m house Expert Department These experts should be supplemented by 
outside speclahsts from the private expert force Cases mvolvmg those particular fields of 
expertise should be aSSigned to that Expert Department 

• Litigants who retam attorney;, should be encouraged to utlhze their own pnvate experts ThIS 
concept should be explamed to Judges with the adVIce and encouragement to discourage usage 
of the public Expert Offices 
Alternative Such htlgants should be charged fees for the use of the pubhc Expert Office 

commensurate with actual costs to render opmlOns 

) Reformmg the transmIttal process 

• A template for court referrals to the Expert Offices should be developed and Judges 
reqUired to submit all requests for opmlOn m typed form and m accordance with the template 
Both Judges and Expert Office personnel should be tramed m the use of thiS template No 
request for expert opInion should be accepted unless submitted m proper form 

• Except m specified cases (e g forgery) photocopies of Significant selected case documents 
not ongmals and not the whole file regardless of content should be transmitted to the Expert 
Offices Ongmal files shOUld be mamtamed m the Court PolICies should be estabhshed by 
MOl governmg what documents should be mcluded m file copies sent to the Expert Offices 
Needs for allowmg vlewmg at court through the court readmg room should accommodate 
review of addItIOnal court documents by experts 

• GUldehnes should be developed to govern referrals bach. to the court from the Expert Office 
and such re referrals should reqUIre supervisory approval Expert office personnel should be 
tramed on the gUidelines and such re-referrals should be mOnitored and evaluated 

• Wherever pOSSIble electroniC technology (emad fax) should be utlltzed to clanfy requests for 
expert opinIons rather than transmittal of expert files Such requests should be submitted m 
a standard form dIrectly to the requestmgJudge Judges should be reqUired to respond to such 
requests wlthm a stated tlme frame Such responses should be monItored and evaluated 

6 Improvmg the phYSical workplace and work incentives 
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• Experts should be provIded wIth private office space for the purpose of conductmg private 
mtervlews of llt!gants and wItnesses where necessary 
Alternative In the event that indIvIdual private offices are not feasIble conference rooms 
should be made avaIlable for scheduhng for such purposes as needed 

• Experts should be housed In a facIlity that IS user-fnendly and accessIble to the public In order 
to factlttate necessary contact WIth experts by attorneys litIgants and wItnesses ThiS should 
apply both to the outsIde Expert Office and the In-house Department of E\perts 

• Appropnate research faCIlIties should be provIded for experts including text material related 
to fields of expertIse computer access to legal databases and Internet capablhty 

• Incentive plans governing the Expert Office should be developed and pubhshed by MOl 
These plans should place a premIUm on performance and should provIde for ongoing 
momtorlng and evaluatIOn of expert work. product Career advancement should be based In 

part on results of such evaluatIon 

~( 
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SERVICE 

CURRENT PROCESSESIPROBLEMS 

The servIce department and Its very Important functIon IS one of the larger bottlenecks In 
the CIvIl Justice system They are Inundated WIth requests ThIs and many other factors 
whIch are lIsted below results In servIce not beIng completed qUickly The service 
department Interfaces With the case InItiation, case management, claims, depOSits and 
executIOn processes of a CIvIl case Without an efficient and effective service process 
cases do not get started, processed or completed In a timely manner which delays the 
entIre CivIl Justice system 

The service department has not yet been surveyed The InformatIOn In this report and 
recommendatIOns are based on data gathered by consultant DaVid Steelman and 
Information gathered from Judges and court employees subsequent to Mr Steelman's 
VISIt 

CompletIOn of serVIce takes too long 

EIghty percent of process such as WrIts of summons are not served the first time ThiS 
IS due to many factors IncludIng poor addresses and IItlgants who are difficult to find 
ThIS frustrates and delays the entIre system and deprIves lItigants of theIr rIght to their 
"day In court" 

2 The organizatIOnal and management structure of the servIce department appears to be 
overburdened and not suffiCient for the large scope of servIce operatIOns 

The central service management office supervises operatIOns In each of 17 distrIcts 
served by 12 partial courts With a mInImal staff (4) and 26 InspectIOn employees The 
management and supervISOry practices are In need of review and reorganizatIOn The 
servIce department also has a separate UnIt for servIce of EgyptIans or any other 
persons hVIng abroad and mIlItary members ThIS umt serves the entIre country 

3 The actIVItIes of the servIce department need better procedures and tools WIth which 
to mom tor and manage their Important work 

A better system of mOnItorIng referrals to the service department needs to be 
Implemented both from the court SIde and WIthm the service department The court 
must have a means to mOnItor and take actIOn In cases where there are problems With 
servIce The service department needs to have thiS capabilIty as well 

4 There IS a lack of suffiCIent Incentives for employees to fully perform their Jobs 

Service Department salarIes are too low Out of pock.et expense reimbursement rates 
for service department employees are totally Inadequate Employees sometlmes walk. 
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to perform their Jobs, which IS a waste of time and extends the time It takes to effect 
service ServIce fees are too low The servIce fee schedule does not begIn to offset the 
cost of the servIce employee's actIVIty 

5 The servIce department does not have suffiCIent server personnel to adequately 
perform their Jobs 

Service department staffing levels appear to be Inadequate It appears they are 
Inundated With requests for servIce The result now IS that neIther wnts of summons, 
executIons and other process are not served In a tImely fashIOn thus addIng delay to 
the case 

6 ServIce employees are sometImes threatened whIle tryIng to perform their Jobs 

Servers are sometImes threatened, phYSically harmed or put Into a compromIsmg 
pOSItion by angry lItIgants PolIce aSSistance, If avaIlable, IS often not effectIve ThIS 
hampers the server to safely complete hiS Job and agaIn, adds to case delay 

OBJECTIVES FOR IMPROVEMENT 

Reduce the time It takes to accomplIsh servIce of process 

Timely service of process IS absolutely necessary for the effectiveness of the Justlce 
system The extent to whIch thIS process IS delayed IS a direct cost to the effective 
delIvery of servIce to the publIc 

2 Survey, and reengIneer the supervISOry and management structure of the service 
department 

After the survey IS completed the management and supervisory system should be 
restructured to prOVide stronger management overSight of all service department 
operatIOns 

3 PrOVide CMA tools to support the servIce department In the mOnItonng and 
management of theIr caseload 

Computer technology should be applIed to the management and operatIon of the 
service department m order to elImmate redundant data collectIOn and to prOVIde 
clear management mformatIOn ThiS wIll give the court and the service department an 
Important tool WIth which to Improve the overall management of the department 
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Currently servIce department employees do not have the necessary resources and 
mcentives for them to profeSSIOnally and efficIently perfonn their Jobs These Items 
need to be supplied to all employees In the department and should mclude use of a 
computer based trackIng system 

5 Identlfy the appropnate level of staffing and assist m obtammg that number 

The results of the survey wIll help deternnne whether or not additIOnal staff IS needed 
In order for the servIce department to meet ItS commItments Regardless of the 
outcome the staffing levels need to be analyzed and addressed 

6 ProVIde the appropnate level of secunty for service employees 

Employees should not be placed m SituatIons that are dangerous or places them In 
potentIally compromIsmg pOSItIOns whIle perfonnmg their duties They should be 
prOVIded securIty aSSIstance whenever It IS needed 

SPECIFIC RECOMMENDA TraNS AND ALTERNATIVES 

These recommendatIOns are InterIm m nature and should be conSidered WIth the results of 
the survey of the servIce department after It IS completed 

Reduce the tIme It takes to accomplIsh servIce of process 

Steps should be taken to IdentIfy and obtam alternative sources of addresses and 
telephone numbers such as the electrIC utilIty company, the telepnone company and 
other mstItutIOnal entItles These address sources should then be made avaIlable to all 
servIce employees More servIce by regIstered maIl should be conSidered In 
conjUnctIOn WIth thIS the MOl should seek. a rule change to allow a certIfied copy of 
the wnt of summons to be served or the ongmal to be served on the defendant A 
servIce umt should be placed WIthIn the court under the court's control The umt 
could be used to serve process of any type as reqUIred by the court For example the 
court may WIsh t use Its servers to serve wnts of summons m cases which It has been 
dIfficult to locate the defendant or In cases which are very old 

2 Survey and reengmeer the supervISOry and management structure of the servIce 
department 
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DesIgn a better perfonnance and management InfOnnatlOn system to mom tor the tum 
around tIme to Issue servIce USing computer resources wherever possIble ProVIde 
supervISOry training to all servIce department managers (the training to be proVIded 
court managers would appropnate) Develop a strong employee management and 
performance momtorIng system, whIch emphaSIzes employee accountabIlity 
Introduce a stronger management and supervISOry component so that the standards 
for the office are enforced and maintained Ensure that all employees are trained 
according to clearly defined performance standards 

PrOVIde CMA tools to support the service department In the momtorIng and 
management of theIr caseload 

An automated work scheduling and tracking system would enhance the abIhty of the 
servIce department to more effectIvely manage Data entry Into the computer WIll 
reduce redundancy, save tIme, decrease errors and WIll be used In reports to aId 
supervIsors and managers In theIr momtorIng of servIce department operatIOns An 
example of the infOrmatIOn WIll be dally referrals, by case, to the service department 
and the dispOSItIon of each of those referrals including elapsed tIme 

4 PrOVIde tools and Incentives for servIce employees to perform theIr Jobs more 
effiCiently and effectively 

Develop an employee bonus system for those employees who exceed the 
reqUirements of theIr Jobs, Ie, serve more documents In a shorter perIod of tIme than 
the office standard PrOVide approprIate levels of resources and tools such as better 
lists of addresses, eqUitable travel reimbursement, adequate eqUipment and office 
supplIes so the service department employee can more effectIvely perform hiS or her 
tasks EstablIsh servIce fees at a level that accurately reflects the work. performed 

Alternative PrIvatize the service process and proVIde a reasonable table of fees for 
payment for the servIce of various documents Develop a set of standards for the 
lIcenSing of prIvate process servers including prOVISion for WithdraWing theIr license 
If the standards are VIOlated Control of thIS function should be under the MOl 

5 IdentIfy the approprIate level of staffing and assist In obtainIng that number 

The level of staffing wlll be an Item to be evaluated dUrIng the survey 
RecommendatIOns Will be made In thiS regard after completIOn of the survey 

6 PrOVIde the appropnate level of secunty for service employees 

PrOVide approprIate secunty assistance to ensure those servIce employees are not 
threatened or coerced ThiS would preferably be the responSibIlIty of an MOl polIce 
force trained In all aspects of court related securIty PrOVide employees WIth polIce 
powers and the necessary training to successfully execute those powers The training 
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should be provIded by tramed pollce officers and agam, preferably by a poIrce force 
mtemal to the MOl 

CRITICAL TASKS TO IMPLEMENT RECOMMENDA TrON 

1 Complete the survey of the servIce department possIbly utlllZlng a consultant 
2 Develop new Job descnptlOns and performance standards 
3 Develop and Implement a comprehensIve and contmumg trammg plan for both new 

and present employees 
4 RedesIgn the work related expense reImbursement system 
5 DesIgn and Implement the management and performance momtonng system usmg the 

CMA wherever possIble 
6 ProvIde appropnate secunty for serVIce department employees 
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CLAIMS & DEPOSITS 

Conceptual DesIgn 

CLAIMS 

CURRENT PROCESSES AND PROBLEMS 

The losmg party pays claIms fees The wInnmg party IS entItled to 
have an executIOnable copy of the final Judgment even though the 
claIms are not paId by the losmg party 

2 Enforcement of paymg the final fees of the judgment IS very dIfficult 
for most courts 

3 The claIms process IS too complex, cumbersome and tIme consummg 
4 LItIgants do not get closure of their cases withm a reasonable tIme, 

whIch leads to frustration and dissatlsfactIon wIth the Justice system 

The losmg party often does not pay the final fees after Judgment 

It IS very easy for the losmg party to not pay claIms fees Only 15% of fees assessed 
are collected There are many reasons for thIS low coIlectlOn rate The mam reason IS 
that the losmg party files a claIm agamst the executIon (executIOn claIm) whIch 
delays the payment of the fees Other reasons are that the losmg partIes change their 
address or they claIm to not have the money, or theIr property value IS not sufficient 
to cover the amount of the fines The server often does not have effective assIstance 
whIle executmg the Judgement They file an executIOn claIm agamst the executIOn 
and appeal the case or they claIm the property to be executed agamst IS not theIrS 

2 Enforcement of judgments IS very dIfficult for most courts Enforcement of 
judgments IS a difficult process because the losmg party often mvot...es legal 
procedures to challenge the Judgment, sometImes the Judgment IS not clear, and 
sometlmes the server IS unable to sene the Judgment Frequently Judgements are not 
successfully executed because the losmg party has msufficient resources to pay the 
Judgment 

3 The claIms process IS too complex, detaIled, cumbersome and tIme consummg 

The entIre claIms process, mcludmg the seIzure and auctIOn actIvIties can take as long 
as the time It took for the case to reach judgement There are too many steps that 
must be accomplIshed WhICh, m the end, rarely result m the successful collectIon of 
the claIms fees and the Judgement bemg successfully executed There are a large 
amount of resources and staff applIed to the claIms process for lIttle benefit to the 
lItIgants and the court 
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4 LItigants do not get closure ofthelf cases withm a reasonable tIme 
This IS the usual situatIOn m those cases wIth judgments that mclude money due 
This leads to frustratIOn and dissatisfactlon with the JustIce system 

OBJECTIVES FOR IMPROVEMENT 

page 2 

StreamlIne the claIms filmg, assessment, processmg and collectIon 
systems 

2 Collect more of the fees assessed 
3 Create a system to enforce collecting final fees of Judgments m a more 

tImely manner 
4 Create a more professIOnal management and supervIsory structure 

Streamlme the claIms filing, assessment, and proceSSIng and collection systems 

The present claIms filIng, assessment, proceSSIng and collectIOn process IS a lengthy, 
bewildenng and frustrating one whIch takes entIrely too long The present claIms 
process must be shortened so that the court IS reasonably assured of successful 
execution of the final fees of the Judgment wlthm a relatively short penod of time 

2 Collect more of the fees assessed 

Presently, only 15% of assessed claIms fees are collected The total estImated amount 
of fees assessed but uncollected IS LE 47,000,000 To allow partIes not to pay claims 
fees assessed agamst them IS a mockery of the j udiClal system Present collectIOn 
procedures need to be reVIewed and new procedures developed which WIll drastIcally 
Increase the collectIOn rate ThIs WIll achIeve the Important goal of ensunng the 
losmg party IS performing hIS duty m the case and takIng responSIbIlity for hIS 
actIOns 

3 Strengthen the system to enforce collectIOn of final fees of the judgments In a more 
tImely manner 

The enforcement of the collectIOn of the final fees of the Judgments must be eaSIer to 
accomplIsh fOf the court and must occur WIthin a shorter penod of tIme 

4 Create a more professIOnal management and supervISOry structure 

The deSIgn and ImplementatIon of a more effectIve and profeSSIOnal management 
and supervISOry structure will go a long way toward ImprOVIng the present claims 
process 
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RECOMMENDA TrONS 

StreamlIne the claIms filIng, assessment, and processIng and collectlOn systems 

RecommendatlOn 
• Assess a flat filIng fee on the first LE 5000 of the value of the clalm Instead of 

the present LE 1000 of the claIm, WhIch IS the present procedure This would 
result m a five-fold Increase In fees collected at the begInnIng of the case and 
reduce the need to assess fees at the end of the case 

AlternatIves 
• All calculations for claims and servIce be made pnor to the Judgment heanng 

or serve the lItigants wIth actual costs to be assessed (or the estImated costs If 
the actual costs cannot be calculated) DIrect the lItigants to depOSIt a portlOn 
of the estImated amount of fees WIth the court 

• More accurate addresses could be made avaIlable to the court and the servIce 
department by IncludIng thIS reqUIrement to do so In the checklIst given to 
lItIgants at case ImtlatIOn and If the plaIntiff and defendant were admomshed 
by the court to prOVIde valId addresses for all parties Additionally, lItIgants 
could also be admOnIshed to submIt any address changes to court as soon as 
they occur dunng the course of the case 

• The follOWIng rules changes would SimplIfy and strengthen the current claIms 
process 

ReqUIre the depOSIt of the full outstandIng clalms due amount when the 
lItlgant files an appeal In the case 

Make the disobeYIng of paYIng final fees of the Judgment order a 
cnmmal offense, whIch IS SImilar to the eXIstIng cnmInal law provislOn 
regardIng not executIng the Judgment 

Create a service document, WhICh dIrects the lOSIng party to come to the 
court and pay the assessed fees and fines or to file an appeal to the order 
Ifhe does not do so he would face cnmInal prosecutIOn 

• ElImInate the seIzure and auctIOn actIVItIes In the servIce department These 
actiVIties are extremely cumbersome and tIme consumIng and meet WIth very 
lIttle success 

• EstablIsh court procedures that ensure that all fees and fines are collected 
IInmediately after they are assessed or the htIgant wIll face a default 
Judgment 

• Develop publIc mformatIOn packets regardmg the rules and procedures for the 
assessment of fees, fines, payments, collectIOn rules and methodology These 
packets would be made avaIlable at the front counter 
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2 Collect more of the fees assessed 
• Alternatives 

• PnvatIze the collection of fees and fines ThIS could be accomplIshed by 
developmg standards for the lIcensmg of the collectIOn agency and the 
collectIOn procedures they are expected to follow The collectIOn agency 
would get an agreed percentage of all fees and fines collected ThIS system 
would provIde more mcentIve to collect the momes 

• ProvIde mcentIves for servIce department servers to collect more of the fees 
and fines due such as provIdmg them a percentage of the total fees they 
collect 

• Adapt and modify the Egyptian tax collectIOn system to SUlt the needs of the 
court system for the collectIOn of overdue fees and fines 

• Create a speCial collectIOns enforcement umt With the court to enforce present 
court rules and laws concernmg claims procedures ThIs umt should be 
compnsed of prosecutors, speCIal servIce department and pollce officers 
These mdividuais would be aSSIgned to thIs speCIal umt for the sole purpose 
of followmg up on cases where the lItIgants have been dIlatory m the payment 
of theIr fees and fines When necessary those who dId not pay theIr fees and 
fines would be prosecuted 

3 Strengthen the system to enforce collectIOn of final fees for Judgments m a more 
tImely manner 

Al ternatI ves 
• Make a rule change that allows servIce of documents on a lItIgant's attorney 

rather than to the lItIgant m person Include thIS mformatIOn on the lItIgant's 
checklIst that he IS prOVIded at case Imtiation 

• Develop a computer-based system to follow up and momtor fee collectIOn 
actIVIty Develop a management reportmg system to be used to IdentIfy and 
enforce the collectIOn of fees and fines dunng the lIfe of all pendmg cases and 
assocIated fees and fines related to the post Judgment actIVIty These SJ sterns 
should also report all Income from fees and fines The systems should also be 
able to check to see If lItigants filIng new cases have outstandmg fees or fines 
due 

4 Create more profeSSIOnal management and supervisory structure 
AlternatIves 

• Develop a stronger supervisory structure WIth trammg programs Also 
develop an employee-trammg program for the claIms umt to mclude the 
clencal staff and servIce department employees, prosecutors and pollce 
officers that are aSSigned to claim matters 
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DEPOSITS 

CURRENT PROCESSESIPROBLEMS 

I 1 A payment of deposits from the court IS a lengthy bureaucratic process 
I 
I 

• Non case related payments are made to the court's cashier and are registered by 
sequentIal number A copy of receipt IS placed In a file and kept In the first 
Instance court (dally In the the money IS deposIted 1 SI Instance court safe) The 
service department notifies the beneficiary of the deposIt 

• Case related depOSits are assessed a fee by the depOSIt department accordIng to 
set cntena There are a few exceptIOns however Other depOSIts are assessed fees 
In addItion to case related fees For example fees on fines assessed agaInst an 
attorney or an employee or experts expenses 

• FInancIal documents are to be kept for 15 years, 5 years on site after the last 
transactIOn In the matter DepOSIts held for more than 15 years revert to the court 
It IS currently dIfficult to Identify those cases and depOSIts that are more than 15 
years old 

• The payee has to follow all steps In person In order to receive the depOSIt 
payment The depOSIts clerk makes the deCISIOn If conditIOns are met In order to 
Issue the depOSit The chIef JustIce has to SIgn all payment approvals after review 
and approvals have been receIved from the depOSits manager and semor clerk 
Approvals may also require approval from the commerCial department manager 
for bankruptcy cases The payee must hand carry the request to these offices for 
approval signatures as well Payments are often delayed because the Interest 
penod for the depOSit has not ended, as the court does not want to lose Interest 
earnIngs It takes 2 months or more for payment to be received 

• The service department Interface With depOSits When the court has received the 
depOSit the service department notIfies other party (debtor) of the depOSit The 
debtor can Withdraw the depOSit 3 days after notIfyIng payee through the service 
department (presumably If the payment IS not pIcked up) 

OBJECTIVES FOR IMPROVEMENT 

1 ReVIew and streamhne the present claims process 

2 Improve the personnel management and supervISOry system 
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RECOMMENDATIONS 

• Collect all cntena defined by the law related to deposlts and theIr wIthdrawal Use 
thIs InfOrmatIOn to streamhne the deposIt process 

• Create an Index system that cross-references claIms filIngs and deposIts wIth the 
underlYIng case Ensure that thIS InfOrmatIOn IS shared between the front counter, 
front office and the InformatIOn servIces center Set up a separate claIms and deposIt 
statIOn at the front counter to make It easier for partIes to pay and to lessen crowdIng 
Have the related financIal InfOrmatIOn posted to the case history 10 the underlY10g 
case or put a copy of the financial documents In the case file 

• Have all claims and fee payments presently made to the courts be made directly to 
banks, not a mIxed system as now The banks are more effiCIent In processIng momes 
and have efficIent transactIOn report systems They would prOVide documentatIOn 
necessary for trackIng all payments and wIthdrawals The servIce by the banks could 
be paId from Interest earnIngs from the "float" ThIS procedure would lessen the 
number of people comIng to the courthouse 

• EstablIsh a standard set of rules, regulations or a decIsIOn table for clerks to follow to 
hmlt dIscretIOnary deCISIOns regardmg the release of depOSIts and the settIng of fees 
EstablIsh a chart of accounts for all depOSIts Assess a flat admimstrative fee for all 
depOSIts or have 3 or 4 categorIes of fees for dIfferent kmds of deposI1s DIsmISS the 
case If certam fees are not paid withm a reasonable perIod of time Reduce the 
number of SIgnatures reqUIred and deSignate someone other than the chief JustIce to 
sign payment approvals 

• Propose a rule change to elImInate the abllity of 3rd partIes to claIm depOSIts Only the 
deSignee m the depOSIt should be able to WIthdraw the depOSIt ReqUIre certIficatIOns 
from the payer and payee that they have no other cases or claims pendmg before the 
court when fihng for payment of a depOSIt Also, reqUIre a certIficatIOn that partIes 
are not mvolved 10 any bankruptcy proceedIng ThIS mformatIon could be obtaIned 
from the computenzed court database 

• Strengthen the supervIsory/management framework withm the depOSIts functIOn 
DeSign a system that proVides accountabIlIty, responsIblhty and mcentlves for 
employees ReVIew and update the mspectIon (momtonng and evaluatIOn) system for 
employee work product and performance Develop and maIntaIn an ongOIng 
management and supervisory traInmg system 

• Develop a new system for transport1Og all depOSIts and fees collected by the court 
from the court house to the banks The bank's secured vans could pass by the courts 
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(partial and 1 sl mstance) The present procedure exposes partial court deposit 
employees to great dangers m havmg to carry large amounts of money to the 1 SI 

mstance safe and then to the 1 st mstance court deposit desk Employees have to carry 
all amounts collected from all partIal courts to depOSIt In the banks every day_ 
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TYPING POOL 

Conceptual Design 

The TypIng Pool IS a centrahzed tYPIng servIce for all CIVIl CIrCUIts produCIng orders and 
Judgments for the Judges of the North CaIro Court of FIrst Instance AOJS surveys of the 
tYPIng pool IndIcate the present processes can be Improved a great deal to produce better 
qualIty and a shorter productIOn tIme for the court's orders and Judgments These 
processes wIll also need to be modified to accept the mtroductlOn of automated word 
processmg 

CURRENT PROCEDURES AND PROBLEMS 

The followmg problems were IdentIfied by the Conceptual DeSIgn Team as the key 
elements to be addressed 

Typmg Pool faCIlItIes are madequate and crowded 

2 Typmg and office eqUIpment IS out of date and In poor operatIng condItIon 

3 TypIng Pool productIOn IS well below the level It could be 

4 Lack of management and supervISOry structure 

5 Lad. of suffiCient work orgamzatlOn and procedures 

Typmg Pool facIhties are Inadequate and crowded 

The tYPIng pool IS located In 3 non-contIguous rooms on the second floor of the old 
North CaIro Court BUIldIng There IS a supervIsor In each room The typIng rooms are 
not clean, poorly ht, WIth no heatIng or coolmg systems and the workspaces for the 
typIsts are small and cramped The nOIse from the typewrIters IS almost unbearable to the 
workers The workers also complaIn about aches and paIns from workmg In such 
conditIons The 3 rooms are on corndors used by the pubhc, which could lead to a 
compromIse of the confidentiahty of the Judge's documents 

2 TypIng and office eqUipment IS out of date and m poor operatmg conditIOn 

There are a total of 70 typewrIters 10-15 % of which are usually not workIng Most of the 
typewrIters have mISSIng letters The typewriters are non-electrIC and thus non-correctmg 
and Without any memory capabilIty If an error IS made the entIre document has to be 
retyped MaIntenance service on the typewrIters IS often slow and sometimes results In 
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typists not belllg able to type because of no available typewrIter Desks and chairs are III 
very poor conditlOn and of the wrong design for tYPlllg 

3 TYPlllg Pool production IS well below the level It could be 

In the North Carro Court of FIrst Instance there are 68 typiStS most of whom are below 
average III tYPlllg speed and accuracy Most of them are 35 to 45 years old There are no 
formal trallllllg courses available to them Many of the typiStS suffer partial heanng loss 
and problems WIth their hands and arms RullllgS average 4 to 5 pages each but take 1-2 
weeks III the typlllg pool before they are returned to the CIrcUlt clerk to be given to the 
Judge An average of lout of 3 Judgments is returned to be retyped due to errors 

4 Lack of admimstrative management and supervisory structure 

There are no employee performance standards and no effectlve performance evaluatlOn 
system The work schedule for the Typlllg Pool IS 8 00 a m to 2 p m In reality the 
average workday for a typiSt is about 3 hours ThiS IS due to many excused and 
unexcused absences as well as numerous breaks taken dunng the day Supervisors do not 
adequately control the workforce 

5 Lack of suffiCIent work orgamzatlOn and procedures 

There are no standard procedures for the formattlllg and productlOn of Judgments and 
orders Each typiSt has her own formattlllg style There are some assignments of typiStS 
to circuits but If the typiSt IS absent that ClrcUlt's work IS delayed until the typist returns 
ClrcUlt clerks do not always give the work to the typiSt III a umform marmer, which 
causes Wide fluctuatlOns III the tYPist's pendlllg workload Employee workload 
productlOn records are not kept beyond the current year The managers reView the work 
of only the weakest workers (approximately 15% of the output) The Judges reView and 
correct the rest 

Objectives for Improvement 

Based on the analysIs that was done of the TYPlllg Pool the followlllg hst of objectives 
were establIshed by the AOJS Project 

RedesIgn the eXlstlllg admlmstratlve management and supervisory system 

2 Secure better worklllg areas for the Typmg Pool staff 

3 RedeSign the workflow procedures III the Typlllg Pool 
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4 Provide TYPlllg Pool staff WIth current word processmg eqUIpment and programs and 
provide appropriate office eqUIpment such as chaIrs and typmg tables 

5 Develop a trammg program for the new eqUlpment and workflow procedures 

6 Develop Job performance standards and lllcentlves 

RedeSign the eXIstmg admlllistratlve management and supervIsory system 

It IS clear from the analYSIS of the North CaIr{) Typlllg Pool that itS management and 
supervisory component needs to be redeSigned and strengthened particularly If word 
processlllg eqUipment IS to be lllstalled The supervisors must be provIded tramlllg m 
management and supervIsIOn then must be gIven more authOrIty and lllcentive to actIvely 
manage the workers and the workflow of the office 

2 PrOVIde a better workmg enVIronment for the Typmg Pool staff 

The eXIstmg Typmg Pool facIlItIes are madequate The typIStS must have suffiCient space 
wlthlll whIch to work and the clImate III the office must be controllable to a level that IS 
comfortable to both the typIStS and the computer eqUIpment that WIll be lllstalled ThIS 
reqUIrement mcludes a reductIOn III the dust and dirt m the aIr The area also must be well 
lighted and nOIse kept to a rmmmum 

3 RedeSIgn the workflow procedures m the Typmg Pool 

The process of assIgmng work, formattlllg the text of Judgments and orders, 
typmg, correctmg errors and proofing the final product needs to be redeSIgned The 
assignment of work to the typiStS IS not evenly dIstnbuted nor IS theIr production rate 
adequately momtored to allow the supervIsor to effectIvely manage the workers and 
ultlmately the productIOn of the Typmg Pool Desk manuals need to be created and 
mamtamed for the office and for the mdividual typISt ThIS WIll prOVIde umform 
standards to gUlde the employees throughout the entire document productIOn process 

4 PrOVIde Typmg Pool staff WIth current word processmg eqUIpment and programs and 
proVide appropnate office eqUipment such as chairs and typmg tables 

The eXlstmg typewrIters need to be replaced by modem word processmg systems With 
PC workstatIOns and an adequate number of high quahty laser pnnters ThIS Will allow 
the tramed typISt to type documents more rapIdly, correct them and put them mto final 
form WIth a more profeSSIOnal result Appropriate desks, chaIrs and other eqUipment such 
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5 Develop a training system for use of the new eqUlpment and workflow procedures 

The typIst's speed and accuracy skIlls need to be Improved Recent typmg test results of 
58 North Cairo typing pool workers indIcated only 30% of the typIStS could type at 40 
words per minute or more Forty seven percent of the typISts had an error rate of3% or 
less Some of the low tYPing speed and accuracy could be attnbuted to the present 
working conditions and eqUipment Never the less the productIOn of the tYPing pool will 
be much better With appropnate training programs The Ismadla typing pool employees 
were not tested 

6 Develop job performance standards and inCentIves 

The jobs In the tYPing pool should be surveyed, claSSified and new job descnptIOns 
developed From thiS information work productIOn standards can be establIshed which 
wIll serve as the baSIS for evaluating each employee's work An incentive system should 
be developed to recogmze and reward those employees who produce at a higher level 
than other workers 

SPECIFIC RECOMMENDATIONS AND ALTERNATIVES 

1 CentralIzed Typing Pool 

• All tYPing IS done on a modem word proceSSing system Typists are organized Into 
large groups With work dispatchers and proofreaders The work assignments are 
aSSigned to equalIze the tYPing load amongst all typiStS and the proofreaders review 
all work. products before they are sent to the judge for review and signature 

• The Judge hand wntes hiS Judgments and orders and gives them to the ClrcUlt clerk. 
who In tum gives them to the Typing Pool work dispatcher to be typed 

AlternatIve (after the Judges receIve their PCs) 

The Judges type their Judgments and orders on their PCs and then SIgn them and 
forward them to the CircUit clerk. to file In the case or, 
send the documents to the tYPing pool In electrOnic fonnat, by floppy dIsk or 
electronically, In a secure fashIon The documents wIll be reVIewed and formatted by 
the tYPIst and returned electronically or by floppy diSk. to the Judge for hiS final 
review before he has It pnnted out and signs It 
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As a practIcal matter the above aitenative wIll most hk.ely eXIst along with the 
traditIOnal typing pool model as some Judges wIll elect to do their tYPing whIle others 
wIll elect to use the tYPing pool Thus It wIll be a parallel system 

2 Alternative Decentralized Tvpmg Pool One TVPlst m Each CircUIt Umt 

• AssIgn a typiSt to each CIrCUlt to be responsible for tYPing and proof readmg that 
cirCUIt's Judgments and orders The tYPist wIll be phYSically located m the CircUlt 
clerks office The typiSt would also work as a data entry clerk for the circuit m 
support of the case management system For example the typISt could assist the 
ClrcUlt clerk by entenng data mto the case hIstory management file from the court 
heanng mmutes 

• There Will also be a small pool of stand by tYPiStS to fill m when the clrcUlt typIst IS 
away or If there IS a special CIrcumstance requmng addItIOnal typmg assistance 

• ThIS alternative could be Implemented In mcremental stages after the central typmg 
pool has been established and IS operating successfully 

Alternatlve 

Implement the decentralIzed tYPing pool alternatIve 10 the 3 expenmental panels (9 
clrcUlts) before the word process1Og eqUlpment IS Installed ThIS alternative can be 
Implemented regardless of the final typing pool deSIgn because It IS confined to the 3 
expenmental panels ThIS IS the work umt model descnbed 10 the Hearing Support 
document 

• A typiSt will be selected for each CIrCUIt by the chIef Justice from the eXlst10g typmg 
pool or they could be new hIres based on the new hmng cntena 

• The aSSigned typist will type each clrcUlt's Judgments and orders 
• Each ClrcUlt clerk and typiSt Will begm functIOnIng as a ClrcUlt "team" 
• If the typmg workload allows, tyPiStS WIll be given other clencal work to aSSIst the 

ClrcUlt Judges or ClrcUlt clerk. 
• The 3 panels (9 circUlts) wIll be moved to the aSSigned ClrcUlt offices as soon as 

practical 
• The ClrcUlt clerk. and tYPIst work spaces 10 the ClrcUlt office wIll be prepared as much 

as pOSSible to follow the AOJS recommendatIOns for a sUltable work environment 
• The CirCUit clerks and typiStS Will receive tram10g In the case management and word 

proceSSing systems respectively when those tra1010g programs are available 

3 Elements Common to Both RecommendatIOns 1 and 2 above 

5 
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• EXlstmg typmg Pool Job functIOns will be reviewed to deterrmne the compleXity, 
level of effort reqUIred and the skills needed to perform the job Next the Jobs wIll be 
reclassified mto updated job categones based on the mformatIOn gathered ThIS 
mformatIOn helps to determme what pay level IS Justified Finally, new Job 
descnptlons WIll be developed WhICh reflect the newly reorgamzed duties These Job 
descnptIOns WIll descnbe exactly what the employees are to do on a dally baSIS 
Employee work productIOn standards Will be establIshed for employee performance 
momtonng and evaluatIOn based on the Job descnptIOns These standards wIll mclude 
mlmmum dally page rate, mcentive page rates, mlmmum allowable error rate and 
adherence to standard document formats ThIS wIll prOVIde a clear gUIde for the 
employees and theIr supervisors as to exactly what they are to do whIle at work. It 
also prOVIdes a framework withm WhICh the supervIsor can more effectively mom tor 
the mdividual's work performance and the overall performance of the umt ThIS WIll 
allow better prOdUCtiVIty 

• Screening cntena for selectIOn of typists wIll be prOVided the MOl to mclude 
mmimum typmg speed, error rate, and level of educatIOn, trammg and expenence 
With computer keyboardmg, word processmg 

• The mdividual typIStS WIll be tramed m keyboardmg, word processmg and 
Improvement of their typmg skIlls as necessary 

• Offices selected for the typmg pool WIll have adequate indIVIdual workspaces for 
the typIstS, an area where the documents can be processed for dlstnbutIOn and an 
area for the supervisor Adequate lIghting, temperature control and nOIse 
abatement systems wIll be mstalled m the employee work area 

• Work statIOns Includmg chairs, desks and work surfaces WIll be of appropnate 
deSIgn to mmimize phYSIcal stress assOCIated WIth sedentary long term typmg 
actIVIty and to accommodate typIstS of dIfferent SIzes 

• ApplIcatIOn software WIll be prOVIded for the dispatchers which will enable them 
to mom tor all tYPing assignments mcludmg which CirCUIt sent the aSSIgnment, 
which typiSt was aSSIgned, when the job was fimshed and when It was dehvered 
to the Judge The dates and hmes ofthe above events WIll be recorded as well 
ThiS system WIll be a tool for the new admlmstratlve management and 
supervISOry system 

• UntIl the system descnbed above IS operatIOnal a manual mOnItonng and 
document control system wlll be deSIgned WIth the same charactenstics and wlll 
be Implemented 

• Work. procedures wIll be reengmeered to prOVIde a smoother and better managed 
document productIOn system The creatIOn of these procedures WIll also enable all 
employees understand theIr dutIes and responSibIlIties under the new system 
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• Computer macros (short cuts) will be created as hnks to the case management 
history data to allow case events to be Imported mto Judgment documents as 
needed by the Judges or the typIsts An example would be transfernng the tItlmg 
of the case thus not havmg to have to type It anew on the Judgment 

• In all cases the computenzed text of the Judgments and orders wlll be kept m the 
computer database untIl the ongmal Judgment or other document has been sIgned 
After that has occured a pnnted copy wlll be scanned mto the electrolllc archIve 
system and the text m the tYPist's computer system deleted 

7 
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JUDICIAL INFORMATION CENTER 

Conceptual Design 

The Judicial Information Center IS the agency responsible for providing automated systems for the MOJ 
As such, It IS an Integral part of the AOJS project In addition to a role 10 the plann10g and Implementation 
of project automation activities, the JlC will be the deSignated MOJ agency for ongoing support and 
ultimate repitcatton of all project-developed automated systems 

A concern has been expressed by MOJ as to the organizatIOnal ablhty of lIe to fulfill thiS role Pnmarlly 
thiS concern relates to Issues of leadership, administrative expenence and staff competence These are 
general organizatIOnal, rather than technology Issues It IS apparent to both MOl and AOlS that the JIe 
must have a certain level of organizatIOnal competence In order to adequately fill ItS role as the successor 
operatIonal agency to AOlS In automatlon projects 

In order to accomphsh thIS level of competence a slgmficant effort of detatled study development of 
speCIfic recommendatIons and Implementation of admmlstratlve reforms wtll be necessary In general we 
beheve the followmg Items should be conSIdered 10 connectlon wIth lIe 

CURRENT PROCESSES AND PROBLEMS 

As a result of some 18 months of expenence workmg with the staff and leadership at the lIC and the 
completlon of the lIC survey, AOJS has reached the followmg baSIC conclusIOns In regard to organizatIonal 
needs The correctIOn of these defiCienCies IS not absolutely necessary to assure ultimate project success 
however a slgmficant future effort by MOl IS strongly recommended In the long run the abtllty of llC to 
assIst wIth future automatIOn developments and assure adequate rephcatlOn depends on these 
reorganIzatIOn actiVItIes In general, the pnmary and most ImmedIate orgamzatlonal defiCIenCies are as 
follows 

Overall orgamzatlon IS dIsorganized and lad.mg VISIon mISSIon and dIrectIOn 

2 Internal JIe administratIve procedures are undefined and haphazard 

3 JIe IS lackmg baSIC techmcal mformatlon and research capacIty 

4 Essential future strategic and budgetary plannmg must be estabhshed 

5 Personnel management phtlosophy and procedure must be developed 

6 A new phYSical faclhty and mfrastructure must be created 

OrgamzatlOnal VISIOn mIssIon and dIrectIOn 

It IS a gIven that any orgamzatlon must have a vIsIon as to what purpose the operation IS mtended It IS not 
enough to say go forth and do good thmgs The establtshmg body (m thIS case the MOJ) must articulate 
a sense of where the orgamzation IS expected to go and how It IS to get there ThiS statement of purpose 
starts With a vIsIon' document that IS deSIgned to prOVIde dIrectIon to the mstltutlOn as to the perceived 
needs of the parent organIzation and how the newly created organization Will be expected to fulfill those 
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needs Here the MOl work.Ing with a management consultmg organizatIOn should undertak.e a JOint 
strategic planning process with lIC to define the miSSion and operational directIOn for the future role of the 
HC This exercise would provide an opportunity for all parties to participate 10 setting future goals and 
objectives for HC and to give a clear message to the management and staff of HC as to what It IS they are 
expected to do In tum this sense of direction would prOVide incentive and accountability to HC for future 
performance 

2 Internal administrative procedures 

Once a clear miSSion and speCific goals and objectives are created the next step to aSSUring adequate 
performance In any organizatIOn IS creatmg the administrative structure necessary to carry out these goals 
and objectives In the case of the lIC there are a whole host of administrative systems to be defined and 
created Such Items as management structure, personnel mOnitoring and evaluatIOn of work product 
training and many others are unmet needs at HC Each of these fits Into an orgamzatlOnal structure that IS 
defined by It s administrative policy and procedures MOl should require It s management consulting firm 
to proVide a clear VISion of what the organizatIOnal structure should be and develop the Internal 
administrative procedures necessary to carry out that VISion 

3 Technical information and res('arch capability 

The work. product of the lIC IS highly techmcal In nature The success of such work. depends upon relIable 
and continUOUS access to the latest In technical informatIOn The JlC IS severely hampered In Its work. bv a 
lack of knowledge of current technology and the abilIty to get at the mformatlon Dunng the course of the 
project the AOJS team, With slgmficant help from Its partner NCSC, IS prOViding this expertise However 
In the long run JIC Will need to develop this expertise m-house and assure the ability to continue to access 
outSide technical information Therefore MOl and JIC should be plannmg for future development of this 
capability The AOlS project team IS willing to advise m regard to the type of techmcal mformatlOn 
necessary for future lIC activity 

4 Future Strategic and Budgetary planning 

As a part of general administrative reform at JlC the subject of future planning capability must be 
addressed It Will be necessary to develop and train mternal lIC management level personnel In this 
process and to set In place an ongomg annual process of strategic review and budget planning [n addition 
the MOl should assure that suffiCiently qualified staff IS prOVided to mOnitor work. progress and 
expenditure levels on a regular baSIS This Will require staff analYSIS and supplementatIOn as well as 
structural reform These changes should also be wlthm the scope of work. of a future management 
consultant retained by MOl 

5 Personnel management - philosophy and structure 

In the area of lIC personnel management several reforms are called for First the general philosophy of 
personnel management should be examined for lIC, Just as has been recommended for the courts The 
concepts of accountability, reward for high performance and sanctions for low performance, general work. 
ethiC pnde m accomplishment, etc etc must be bUilt mto the system In any technical area such as that 
occupied by JIC (or the courts themselves) these values relate directly to the quality of the work. product 
produced by the orgamzatlon Once these prinCiples have been established the necessary personnel 
structure Includmg speCific goals, objectives and procedures must be adopted In this way the ability to do 
the Job Will be matched With the overall VISIOn of the role of the lIC 
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6 lIC facliltles and Infrastructure 

It has already been recognized by MOJ that In order to assure a quahty result from ]lC work It wIll be 
necessary to provide facliltles at a level well beyond that whIch currently eXists It IS therefore unnecessary 
to dwell on the current inadequaCIes here Suffice It to say that the MOl should Immediately commISSIOn a 
facliltles study at HC and begIn the process of locating and estabilshmg a new home and appropriate 
Infrastructure for lIC The AOlS project IS prepared to render technIcal assIstance m thIs process and to 
mak.e recommendatIOns to MOl In regard to the new lIC facIlIty to be estabhshed [t IS hoped that thIs Will 
tak.e place dUring the remaInIng term of the project so that thIs factllty may be m place before ulllmate 
turnover of proJect responslbtlltles for newly created automatIOn products It IS also necessary to assure the 
effectIveness of the process of ongoing support and repilcatlon of AOlS products 

OBJECTIVES FOR IMPROVEMENT 

The primary objectIve of the MOJ and AOJS should be to facilItate an expedIted process deSIgned to 
undertah.e the necessary management reform of the JIC ThIS process should begm WIth a management 
study of necessary adminIstratIve reforms at lIC including the development of management VISIon 
objectIves and speCIfic admInIstrative poilcles and procedures FollOWing thIS study and the resulting 
recommendatIOns a second phase of ImplementatIon of adminIstratIve reform should tah.e place Smce the 
reorganIzatIon of the lIC IS tlme-cntlcal In connectIon With the necessary AOlS support and repltcatlOn 
actlvllles, thIS process should carry a hIgh pnorlty WIth MOl and all necessary resources should be devoted 
to accomplIshIng It on a tImely baSIS 

In addItIOn to the admInIstratIve reform process the MOl Itself should Internally undertak.e to begIn the 
process of addreSSing the follOWIng needs 

CreatIon and ImplementatIOn of a plan to prOVide techntcal access and research capablltty 

2 DeSign development and provIsIon of new lIC facliltles and Infrastructure 

In both of these areas the AOlS project IS prepared to assist the MInIstry In any way pOSSIble ThIS 
assistance mIght Include the provIsIon of llC access to the AOlS-deslgned legal research system and access 
to techntcal research factlltles In the US through AOJS to supplement MOl mltlatlves In regard to technIcal 
research matenals It mIght also Include addItIonal technIcal assIstance In connection with faclhues 
plannIng and deSIgn These needs for addItIonal AOJS levels of effort should be dIscussed between MOl 
AOlS and USAID 

, Repltcatlon UnIt" 

AOlS will define requirements for indiVIduals WIth speCific sh.llls and e\.penence from the lIC staff to be 
aSSIgned to worh. With the AOlS project The J[C Will assign indIVIduals matching the crltena to the AOJS 
project at a level of effort defined by the project These indIVIduals WIll be responsIble for learning the 
support and repltcatlon sh.llls and h.nowledge related to AOJS developed computer hardware software 
applIcatIon and telecommuntcatlon systems These indIVIduals WIll receIve traIning as reqUIred to develop 
these h.nowledge and sh.lll sets These IndiVIduals Will partIcIpate under the dIrectIon of the project In 

computer svstems ImplementatIOn and support actIvIties to develop and practice these sh.llls The AOJS 
project expects that these indIViduals WIll worh. under whatever management and adminIstratIve 
organtzatlon IS then currently In place Within the lIC The AOJS project will not Intervene In any other 
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management Issues, systems development support operations agency reorganization or any other 
activities of the lIC As set forth below In the event that future funding IS approved by USAID In 

connection with lIC management reform the role of AOlS In participating In such reform wlll be 
reevaluated 

SPECIFIC RECOMMENDATIONS AND ALTERNATIVES 

The Conceptual Design committee recommends the followmg 

Independent consultmg orgaOlzatlOn 

• The commmee recommends that the Mal ImmedIately begin the process of selection and 
deployment of an Independent Management Consulting firm to undertah.e a process of study 
assessment and recommendatlOn regarding needed JlC adminIstrative reform These 
recommendatIOns would then become the basIs of a project to Implement such reform at lIC 
ThiS consulting firm should also be reqUIred to define the makeup scope of work and 
personnel allotment of the proposed "replication Untt which Will be assigned to work With 
AOlS on future system development In connection With the selection and deployment of the 
consultmg firm, the AOJS team would be available to MOl to develop the cntena for 
selection and to assist In the selection Itself If MOl so deSires AOlS also IS wllllng to assist 
MOllO definmg the scope of work of such a consulting effort Fmally AOlS would be 
aVailable as needed to render adVice to the MOl consultants dUring the process of study and 
recommendatIOn 

To begin thIS process It IS recommended that MOl and AOJS ImmedIately begin 
development of a detailed RFP for the sohcltatlOn of these profeSSIOnal consulting services 
At a minimUm, such sohcltatlon should Include the follOWing objectives (In order ofpnonty) 

Develop a program of complete orgaOlzatlonal review 

2 Engage In a strategic planning process to develop a VISion and mission for JIC 

3 Select an appropnate model and develop an appropnate orgaOlzatlOnal chart 

3 Define Internal adminIstrative procedures and processes 

4 Define personnel management philosoph; and procedure 

5 Establish future plannmg and budgetary processes 

Followmg the receIpt of recommendatIOns from the retamed management consultants 10 regard to 
the above objectIves the actual work of Implementmg the systems necessary to achieve the results 
should be undertaken The method of accompltshmg thiS WIll depend upon the allocation of future 
resources to AOJS Dunng the period of the study, assessment and recommendation phases of the 
JIC management reform process by the retamed management consultants, evaluation of the 
progress of the AOJS project and ongoing diSCUSSIons Will be underway between MOl USAID 
and MIC 10 regard to future project fund 109 Ultimately, as a result of thIS process the JIC 
Implementation process could take one of the followmg forms 

Alternative I In the event that fundmg IS prOVided by USAID, It would be the mtentlon of AOJS 
to proceed With Implementatton of JIC admmlstratlve reform as a project objectIve ThiS would 



I 
I 

VersIOn 

J 

r 
r 
I 
I 
I 

March 12 1998 (with CD EdItIng Committee Comments Included) 

DRAFT 
For DIscussIOn at Conceptual Design Wor!..shop page 5 

Include the estabhshment of the necessary human and automated features to ensure a fully 
functIOnIng admInIstratIve component at HC In the opInIon of AOJS, thIs approach IS the 
preferred one [t would ensure that all aspects of HC organizatIOn and operatIon would be 
compatible wIth the future need for support and rephcatlon of project dehverables and would 
clearly k.eep AOJS In charge of JIC management refonn 

Altematlve 2 In the event that funding for an AOJS project led effort of lie reform IS not 
forthcomIng through USAID then support for thIs reform process WIll have to come from other 
funding sources Depending upon the source of thIS finanCIal support and the desIres of the 
proVIder the work of actual ImplementatIon may be done by AOJS outSIde consultants or a 
combinatIOn of the two Regardless however of what form thIS work effort takes It IS strongly 
recommended that these decIsIons be made early dunng the consultant planning phase so that It 
can be assured that ImplementatIOn wIll proceed In one manner or another ImmedIately follOWing 
the receipt of consultant recommendatIOns 

Ultimately whIchever funding approach IS taken to prOVidIng needed adminIstrative reform at JIC 
It must be assured that all work done IS compatIble WIth the need for future support of AOJS 
supplIed automated systems and the Wishes of MOl for future replIcatIon 

(4 
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MISCELLANEOUS ITEMS 

COURT FACILITIES -COURT ORGANIZATION - WORK ETHIC & 
COMPENSATION - PROCEDURES MANUALS - STANDARD FORMS 

BENCHBOOKS - LEGAL RESEARCH - JUDGES WORK SPACE 
AUTOMATION PLANNING AND ECHNICAL SUPPORT 

FEE GENERATION - BUDGET PROCESS 

Conceptual DesIgn 

page 1 

In each of the above areas vanous problems eXIst whIch wIll be the subject of the Conceptual DesIgn 
process and whIch wIll reqUlre recommendatIOns for Improvement of procedures and processes In vIew of 
the volume of varIOUS functions, however, It IS ImpossIble to review each of them indivIdually m 
exhausting detaIl as part of the overall review of CD recommendatIons Accordmgly, this document seel-.s 
to outlIne the highlights of the approach tal-.en to each of these areas As the project progresses and the 
work effort reaches each of these areas more detatled plans and recommendatIOns Will be forthcommg 

CURRENT PROCESSES AND PROBLEMS 

Overall the above areas of concern focus on a number of functions that are indIvIdually Important but not 
cntlcal to the desIgn of the PIlot Courts Collectively however they represent SIgnIficant problem areas 
that effect the operatIon of the courts In many ways Accordmgly AOJS has gIven a crItlcal look to these 
areas and has noted the follOWIng problem areas 

Future needs for court facllltles need more definItIOn 

2 Court organIzatIon, future management and personnel needs need review and 
determInatIon 

3 Procedures are largely undocumented, forms need modification checl-.lIsts are 
non-exIstent 

4 Long-range automatIon plans need updatIng and refinIng 

5 Legal research tools for Judges are very hm.ted 

6 Budget processes accountIng assessment and collectIon of fees need upgradmg 

7 Such' New Wave court prmclples as JudICial speclalIzatlon DIfferentIal Case 
Management (DCM), ADR and case tracl-.lng must be studied, possIbly 
Implemented and appropnate training establIshed 

Future faCIlIty needs 

The MOl should become heavIly Involved In a revIew of current faCIlItIes, partIcularly In the courts and 
begm the process of determInIng future needs, partIcularly WIth the PIlot Court desIgn In mmd As the 
process of development of the AOlS desIgn proceeds faCIlIty and other physical mfrastructure needs must 
be documented and future plans considered As most of thIs future development worl-. WIll post-date the 
project thIs Will become an MOl responSIbIlIty e ..... c1uslvely, however the project team should be aware of 
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these future needs and be prepared to mak.e recommendations to the MO] m this regard dunng the lIfe of 
the project ThIs need should be buLlt mto the AOJS future work. plans and should be a prtOrtty for [he 
Court AdmmlstratlOn Team 

2 Court organIzation needs 

Like the need for physical facIlities needs assessment the need for organIzatIOnal reform transcends the lIfe 
of the AOJS project The development of the Model Court depends upon the creatIOn of new worI... styles 
worI... ethics management styles and personnel systems which m many cases wIll dictate the success or 
faIlure of the reform effort Accordmgly the MOJ and the project wIll have to be sensitive to these needs 
and to lay contingency plans for the adaptatIOn of systems to address these needs both durmg and after the 
project 

3 Undocumented procedures 

MOJ has mstltuted a program of Judicial reform ThiS program IS genenc and not solely dependent upon 
the AOJS proJect, although the project IS an mtegral part of the process It has become apparent to those 
studYing the eXlstmg system as well as those plannmg future changes that a senous need eXists for 
documentation of systems both eXlstmg and future Much of the real benefit of the good work of the 
Ministry to date, and the long term gams made through the prOject wIll be lost If not properly and 
adequately documented Accordmgly It IS necessary that both MOJ and AOJS address thiS need and set 
appropnate procedures In place to assure such documentatIOn ThiS will be especially Important dunng the 
Implementation phase of the AO]S project It wIll also be necessary for MO] to review progress to date 
and assure such documentatIOn of past reform efforts 

4 Future automation support 

Although thiS subject WIll be dealt with m more detail In connection with the worI... at J1C as It relates to 
project Task. 6, It IS worthy of mention here In the miscellaneous category also The need for an overall 
plan for future automatIOn goes well beyond the reqUlrements of TasI... 6 It Involves the need for a stable 
system over the next several years requtrlng a permanent organIzatIOnal structure for monttonng plannmg 
and future ImplementatIOn ThiS wIll require that MOl establIsh an appropnate permanent oversight 
function which would direct the future of lIC and the legal research component established dunng the 
project ThiS oversight organization would also be reqUired to direct future automation replIcation efforts 

5 Legal Research 

As above, thiS IS partially a function of JIC SInce the automated part of legal research IS to be done under 
the directIOn of that institution Addltlonally however, It should be noted that there are additional 
Important legal research needs that cannot be met through automation These needs go to the very heart of 
the JudiCiary's ability to put out a quality product and ultimately effect the credibIlity of the legal system 
Although AOJS surveys of court users mdlcate that the Judge s legal ability IS among the most frequently 
cited POSitive factor, the need for appropnate research tools IS also apparent Thus MOl should mak.e 
plans to reassess the current state of legal research aids and to supplement these as necessary to mamtaIn 
the high level of performance for Which the Egyptian Judiciary IS well k.nown 

6 Budget and other monetary concerns 
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Well beyond the scope of the AOlS project but e'\tremely Important to the future functIonIng of the MOl 
IS the need for coherent budget and fiscal processes WhIle the Model Court has certaIn finanCIal aspects 
that WII! be part of the desIgn the overall budgetary and fiscal polIcy of the MOJ IS a much larger Issue 
On the other hand the court desIgn and espeCIally future replicatIOn and development depend on sound 
management of fiscal and budgetary pohcy Accordmgly, the MOJ should engage In an effort to bnng thIs 
process under control and to modIfy current practIces to accommodate the changes made as a result of the 
estabhshment of the Model Court 

7 New court technologIes and concepts 

DUrIng the development of the PIlot Court model as well as other aspects of the AOJS project varIOUS new 
approaches to management problems WIll be suggested The team and ItS MOJ counterparts wIll advance 
such Ideas as JudIcIal specIalIzatIOn DIfferential Case Management AlternatIve DIspute ResolutIOn and 
other new technology and court reform suggestIOns Each of these wIll requIre serIOUS study evaluatIon and 
ultImately educatIOn of all the players m the court process The MOJ should be plannmg for thIs 
mtegratlOn process m a systematIc way and antlclpatmg the need for mter dlsclphnary traInIng m these 
areas ThIs wtll result m a cultural shIft on the part of both the MOl and the other players m the system to 
some extent smce cross trammg of this type has not been a hallmark. of past practices m Egypt 

OBJECTIVES FOR IMPROVEMENT 

As a result of the analysIs set forth above the followmg objectIves have been established by the AOJS 
project In connection WIth the vanous Miscellaneous Items tOpICS Itsted above These are lIsted m order of 
Importance 

Establish court and mfrastructure and plannmg mechanIsms for review and development 
of new court technologIes and processes 

2 Implement commIssIon to consult on court organIzatIOnal needs 

3 Establish personnel hlrmg, trammg and promotional system 

4 Create documentatIon mechanIsm m connection WIth court reform mltlatlves 

5 Estabhsh long-range automatIon overSIght functIOn 

6 InItIate review of eXlstmg legal research capabilIties and future needs 

7 Create budgetary and fiscal control overSight and plannmg counCil 

Court plannmg mechamsm 

The effort to begm future plannmg and thmk.mg can be directed m an organIzed manner through the MOl 
Itself With the assistance of the AOJS project staff AOJS personnel are aware of vanous models of court 
systems currently m use In the US and elsewhere and can help to set an agenda for conSIderatIon by 
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whatever InstItutIOnal mechanIsm the MOl chooses to use to address thIs need The MOl however wIll 
have to use Its persuasIve abIlItIes to achIeve focus on the objectIves of the planning effort and to ta!-.e the 
lead In setting the final agenda and prioritIes for consIderation Once such a mechanism IS In place It can 
study dISCUSS, deliberate and recommend future technologIes and management approaches for the EgyptIan 
court system for many years to come, well after the life of the AOlS project The role of AOlS here would 
be an organizatIOnal one and mltlal assIstance to MOl m dlrectmg dehberatlOn of vanous technologIes 
dunng the ImplementatIon phase of the project Collectively, AOJS and MOJ would establIsh the 
framework for a long-term study and plannmg effort 

2 Court OrganizatIOnal and personnel revIew structure 

LIke the court plannmg mechanism descnbed above, which would concentrate on court phYSIcal and 
systemIc changes, the MOl should also create a process for revIew and future plannmg In areas Involvmg 
the human SIde of the court system A system must be made avaIlable to begm the process of maJ...mg the 
staff and partIcularly the mIddle management level employees a more effectIve and Important part of the 
court process The need for better recruItment trammg and development of more responslblhty on the part 
of these employees IS essentIal to success LIkeWIse court staff must have a personnel system that instIlls 
m them a sense of performance based reward and a deSIre for profeSSIonal Improvement In addItIon 
management styles of court leadershIp must be exammed and revIsed to ta!-.e advantage of the Improved 
profeSSIOnalIsm of the court staff ThIS WIll mvolve a major cultural and paradIgm shIft on the part of both 
the management and the staff of the courts 

3 Documentation 

The need for documentatIOn of past and future changes to the court operatIonal and management structure 
should be apparent to all partIes The system IS about to undergo slgOlficant change whIch IS, reqUired to 
be sustamable and replicable In order to assure that these changes survIve the end of the AOJS project and 
that they are mdeed capable of replicatIon It IS necessary that an ongoing effort be underta!-.en to 
systematIcally document each modificatIOn to the system as It occurs Accordmgly both the project and the 
MOJ should develop a system that assures that process 

4 Automation Oversight 

Smce the automation effort mounted through the AOJS project IS so essential to success and smce both the 
technology Itself and the uses to which It IS put are new to the court system, there IS a senous need for 
ongomg automation support Accordmgly a systematic process should be Instituted to mamtaIn thiS 
support InitIally thIS would be a JOInt MOll AOJS effort but ultimately would be permanently retained as a 
MOl functIon 

5 Legal Research 

A plan should be developed to determme needs for legal research capabilitIes of court Judges and other 
staff A goal of thiS plan should be to create opportuOltles to supplement eXIstmg legal research tools 
beyond the AOJS effort to automate certam aspects of research 

6 Budget and fiscal control 
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The Internal aspects of MOl practices In connectIOn with budgetary control and fiscal pohcles should be 
examined to detennIne future needs and current priorities The need for future revenue sources should be 
reviewed and suggestIOns for revenue enhancement examined Ultimately the needs of the courts here 
should be given top pnonty but the other fiscal needs of the MOl should be conSidered also 

SPECIFIC RECOMMENDA TrONS AND ALTERNATIVES 

Court plannIng 

• The AOlS and MOl should JOintly establtsh a penn anent Court Planning Commission ThiS 
Commission would be made up of high level MOl Judlc131 staff and other key personnel 
supplemented by AOlS staff and consultants as necessary In an adVISOry capacity The 
Commission would undertah.e to assist AOlS initially In developing proposals and adVISing 
MOl on such Items as 

Court facilities and mfrastructure development and management 
Future technologies and concepts 
Court AdmlOistratlOn mechanisms 
InterrelatIOnship Issues concernIng outSide agencies 
DirectIOns and poliCies regarding Institutional change 

• The AOlS prOject should outlIne those areas that Will reqUire outSide consultIng effort to 
carry out the mission of the project and seel-.. MOl concurrence as to the necessity and scope 
of work of such consultants 

• The MOl should endorse the concept of the penn anent profeSSIOnal Court AdmlOistrator 
position and begin the process of recruitment and hlTlng AOJS staff should assist In the 
development of Job descnptlOns and recruiting material AOJS should also consult In the 
hmng process 
Alternative The MOJ should deSignate a speCific high level member of the JudiCiary to worl-.. 
directly With the court administration aspect of the project on a full time baSIS to prOVide 
ltalson and assistance to the project team In ImplementatIOn 

2 Court orgaOlzatlOnal and personnel review 

• The MOl should establish a Court Human Resources committee composed of senIOr level 
MOJ JudiCial personnel With techOical adVice from AOJS ThiS committee would adVise MOJ 
In the follOWing areas 

Personnel recruitment and tramlng 
General worh. ethiC poliCies and Improvement 
OrgaOlzatlonal charts/delegatIOn of authOrity 
Future personnel needs and plannmg 
Perfonnance-based promotion and reward systems 

• The MOl should Immediately commission a review of current Job claSSification systems Job 
descnptlons and compensatIOn levels ThiS review should produce a final report mah.mg 
recommendatIOns to the Minister In regard to future staffing practices 
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• The MOl should begm development of a new work rule document designed to create an 
atmosphere of responslblltty and accountabtllty among employees This document should be 
developed for dlstnbutlOn to newly hired employees and should also be used for retro trammg 
of eXlstmg court staff 

3 Developmental documentatIOn 

• AOJS should mUlate a Jomt effort with MOJ to provide rules gUldelmes and mechanisms to 
assure complete documentatIOn of all reform measures and efforts over the hfe of the project 

• MOJ should underta!...e parallel efforts to retroactively document all changes made to the 
system and to the two PIlot Courts and to assure future documentatIOn of ongomg efforts by 
MOl outsIde of the project and followmg the Itfe of the project 

• AOlS should assIst MOl m estabitshmg a standmg committee to develop dlstnbute and 
mamtam procedures manuals AOlS staff should assist thiS committee m draftmg a manual 
documentmg eXlstmg procedure with provIsions for modification as new procedures are 
mstalled durmg and after the Itfe of the project 

• AOlS should undertake a review of all forms routme documents and procedural directives 
currently muse m the North CaIro court for purposes of creatmg a itst of needed reVISions and 
replacements ThIS Itst should be used as a reference for future standard forms deSIgn 

• MOl should create a standmg forms deSIgn and revIew committee ThIS commIttee should 
cooperate wIth AOlS m the mltlal forms development process and should ultImately be 
responsIble for ongomg future forms revIew and reVISIon ThIS commIttee should be made up 
of at least one senIor MOl offiCIal and wor!...mg judges together with AOlS adVISOry 
personnel 

4 Automation OversIght 

• MOl should begin preparatIOn for the estabitshment of a permanent AutomatlOn OversIght 
commIttee ThIS commIttee would be made up of sentor level Judges and court employees 
mcludmg sentor staff at lIC AOlS would proVIde techntcal assistance to thIS committee 
ThIS commIttee would adVIse MOl In regard to 

Automation poltcy 
AutomatIOn procedures 
RepitcatlOn actIVItIes and costs 
HC S ongomg role m the MOJ structure 
Future development of automated systems 
Educatlon/tramIng needs for MOl, Judges, employees and outSIde agencIes 

• MOl and AOlS should Jomtly develop plans for 

System stablitty over at least a 5-year penod 
Manual fall bac!... procedures m connectIon with system fatlure 
HC partIcIpatIOn m ongomg and future court related Improvement 

• 1IC, m cooperatIon with AOlS should begin development of plans for repitcatlon of S) stems 
to be deitvered by AOJS over the itfe of the project These plans should mclude budgetary 
analysIs m connectIon with projected future automatIon costs It should also prOVIde for the 
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establIshment of a Rephcatlon Untt at lIC which would specifically 
leadershIp responsIbilIty In regard to future system development 

page 7 

be charged wnh 

• A01S should prepare and provIde MOl wIth a schedule of projected costs In regard to 
ongoing mamtenance of automated equIpment MOl should provIde such costs to the 
appropnate department of GOE to assure necessary fundIng In out years 

Legal Research 

• AOlS and MOl should ImmedIately undertake a needs assessment dIrected at the judges and 
senior staff of the vanous courts to determIne the extent of current legal research matenals 
and tools and future needs 

• FollOWing the needs assessment a plan should be developed by AOlS for MOl to supplement 
eXIstIng non automated legal research capabl!ttles both In the courts themselves and In the 
homes of the Judges PartIcular attentIon should be paId to the Ptlot Court expenmental 
panels to assure both automated and non automated legal research capabl!ttles 

• Legal research faclIttles and capablIttles should be provIded, Improved and supplemented 
wIthin both of the Pilot Courts faclIttles ThiS should Include both automated and non 
automated research tools 

6 Budget and fiscal control 

• MOl should Imtlate a process of revIew of all revenue prodUCIng aspects of the court process 
to the end of replacmg the eXIstIng vanable fee structure with single flat fees wherever 
possIble 

• AddItIonal flat fees should be consIdered for vanous court servIces mcludlng certIficates 
copIes etc 

• Fees for servIces should go dIrectly Into the appropnate court account app!tcable to the 
partIcular servIce provIded (e g copy equIpment fund automatIon fund mIcrofilm fund etc) 

• A study should be undertaken by MOl to determine the avatlabl!tty of revenue sources 
outside of the annual budget process resulting m a coord mated revenue-enhancing plan 
uu!tzmg such sources 

• AOlS should produce an automatIOn equIpment mamtenance plan for MOl budgetmg 
purposes ThiS plan should be consIstent wIth contractual requIrements for MOl assumptIon 
of eqUipment maintenance over the !tfe of the project 

• MOl should undertake a study to determine current levels of Ptlot Court operating costs In 
both North CaIro and Ismalha These costs should be reVIewed by AOJS and 
recommendatIons made regarding cost-saving procedures 


