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Chief Judge Mohamed Saleh
Supervisor of Judicial Information Center
Ministry of Justice

November 25 1996

Dear Sir

Attached hindly find the report of the fact finding survey and performance evaluation

conducted at Court of Cassation typing pool by our company upon your request The
report conststs of the following

s Summary overview of the problem main trends towards solution, and
recommendations addressed to deciston mahers

» Main problems 1n details
- Complaints by Technical Bureau
- Space problem
- Hardware
— Current working style
« Recommendations and reforming procedures
- Plan reforming efforts
- Space rearrangements
- Personnel
— Streamhne work procedures

~ Purchase and upgrade hardware -

Please note that we will be pleased to discuss any part of the study as well as provide
support to reform measures

Please also note that this tash is not on the AOJS project scope of work I obtained
Judge Taylor s approval to complete this tash

Best regards

Dr Shenf Hosni
President



1

Pw—
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Executive Summary

The project started up 1n September 1996 We could not get a copy of the technical
proposal on the basis of which the agreement was signed Hence efforts were exerted
to collect data from Judicial Information Center (JIC) employees

e Itisclear that the project 1s necessary and vital

e It 1s also clear that there were negative reactions on the Technical Bureau's
side, stead of being satisfied with the new system everybody felt that
computer application added to their burdens

* Analyzing the implementation process, it was found that the project was not
well prepared on both technical and adminustrative levels

s It was found also that selection of system was not successful in some technical
aspects

» There must be some action done by JIC top management and technical people
in order to reform the existing situation

e Reform and redevelopment activities may be divided into three sections

e Crtical decisions concerning space expansion and change of operating
system

e Easy to realize decisions but of high cost concerning hardware

e Hard to realize decisions but of very low cost concerning human resources
and work style

Space_

Expand the available space by 50% in order to rearrange worhspace It is alse
necessary to refurnish the place with suitable deshs and provide copyholders for
handwritten rulings

Operating System and Word Processor

Study all options for changing the existing operating system and word processor to
Microsoft Windows 3 11 (Arabic)
Microsoft Word (Arabic)

Work Style

Study available options for developing work style with the purpose of minimizing
mistakes and lifting some of the burden off the Techmical Bureau shoulders We
suggest the following
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e Technical Bureau should revise the rulings BEFORE sending them to the
typing pool

« Divide typists into two groups one for typing using the computers and the
other group for revising

e Simplifying procedures followed for delivering and receiving rulings drafts and
typing them

e Increase inspection measures and make incentives for employees
Hardware

s Upgrade network server or replace it with a more suitable one

e Provide magnetic tape drive to backup all court rulings to save them from loss

o Add a WORM device to use 1n archiving the rulings

« Replace currently used monitors with bigger ones

« Estimated total cost for upgrading the hardware 1s about LE 150 000

Administrative Structure, Training and Technical Support

» Reorgamze typing pool to cope with new work style

e Develop a comprehensive training program

e Train specialized people from within the center to provide technical support
Technical Bureau Complaints

The following was disclosed through meetings with Heads of both Crimnal Cassation

and Cuvil Cassation Sections 1n addition to interviewing a number of members of the
Technical Bureau

o Percentage of mustakes in the first draft 1s very high which leads to returning
ALL rulings to the typing pool with many corrections (from 6 to 8 per page)

e Techmcal Bureau also noted that draft rulings are returned several times for
corrections (2-3 times) to be presentable for signature

e« There was also a repeated complaint that requested corrections are done but
with the appearance with new mistakes (shifting or disappearance of some lines
completely) This 1s due to using small monitors where the whole page can not

show hence, typists do not notice consequent changes in the rest of the
document

Consequently some may conclude that using the computers lead to deterioration of
the situation even more and may even call for using typewriters instead However,
percentage of mustakes 1s the same as before Technical Bureau used to make the

simple corrections manually by using a “Corrector and a fine pen for making very
minor changes

Page 4 Systems Research Egypt November 1996



[

Fact Finding Survev and Performance Evaluation — Court of Cassation Tyvping Pool

Hence 1t 15 concluded that a big part of the Technical Bureau s time 1s wasted 1n a
merely mechanical process of corrections Manual corrections lead eventually that
the signed ruling 1s different from that saved on the computer

Employees Complaints*

A wvisit was paid to the typing pool and therr work style was observed Work
impediments were discussed with the employees Their complaints are summarized
in the following

« Not enough training — training does not cover all sides for computer using

e Some technical impediments as the program does not contain some of the
Arabic letters (such as different shapes of letier A)

« Some difficulties with printing frequently happen which leads to printing the
same ruling several times as the printed matenal is not similar to the format on
the computer

« Offices are not appropriate, as they are very small Not all stationary is
avatlable for all employees (such as copyholders)

It 1s clear that typists do not use the computers competently The problem lies 1n the
employees themselves and not the computers It was noticed that most of the typists
do not have typing shills t1n using any keyboard (whether computers key board or
typewriter)  All typists use only one or two fingers 1n typing 1 e they do not touch
type It was also noticed that the work 1s done at a very slow pace Average speed for
the typists 1s 10-12 wpm and it may decrease to 5-8 wpm as a result of interruptions
and noise whereas that the mimimum speed for employment 1n the private sector ts 40
\me

Space

It 1s very clear that there 1s not enough space for administrative offices The current
spaces are very crowded with employees file cabinets and desks However, we are
compelled to concentrate on a more important i1ssue as the working group face
problems affecting their productivity and directly related to lack of space These
problems are as follows

e The size of the desk on which the computer ts put 1s not adequate as there 1s
not enough space for the mouse

¢ No space to put the documents to be typed

« The room is crowded with a table put in the middle for incoming and outgoing
registers  The table hinders the movement back and forth to pninters

« Ponters are put in a place where the person standing by them hinders typists on
both sides 1n their work

« Not enough attention 1s paid to cleanliness This can be noticed on the air
conditioners ventilators
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The available space as it 1s right now will not give a chance to redesign work style so
that there would be revisers and supervisors to chech performance level and quality

Hardware-

As we mentioned before, the technical study on the basis of which the currently used
computers were purchased, was not available Therefore we could not determine the
technical standards that were set for the system as far as number and configuration of
computers are concerned The typing pool capacity as far as number of computers 1s
concerned, 1s adequate for the Court of Cassation and Technical Bureau requirements
for the time bemng and the near future (3-5 years) The main reason behind
incompetence 1s the inapproprateness of the program in addition to untrained
employees and bad work style and not volume of work or number of computers
available However, heremnafter we mention some comments and reservations on the
basis on which those equipment and systems were selected A LAN 1s installed i the
typing pool It is planned to connect this network with the main terminal This
network 1s composed of the following

Network Server

It 1s the computer set considered the connection between data entry computers
and printers It also consists of a hard disk used centrally back up the entered
rulings This machine can also be connected to the central terminal at the JIC

Data Entry Computers

There are 15 IBM PC 330 Personal Computers used for entering court rulings
as well as Technical Bureau documents (in the place of typewnters used
before) Each computer contains a hard disk to save data on locally n
addition to 14" monitor with a resolution of 640 x 480

Printers

There are four HP LaserJet 4V printers that can print A4 and foolscap paper
size with the speed of 12 page/minute

Annex (A) at the end of the study contains detailed configuration of computer
machines

Although the purchased machines are the best available 1n both local and international
markets the overall network design and components test was not accurate in some
aspects

First Operating System and Data Entry Software

[t seems that the operating system and word processor used for data entry were
selected on the basis that they are owned by the same hardware company IBM and
not for their appropnateness to the functions for which they are used to accomplish
For example, the typing program used 1s originally designed for personal usage and to
for professional office work  Therefore we consider ALL printing problems to be
related to this software  Anyway this problem is easy to solve just by switching to
the operating system Microsoft Windows 3 11 and Microsoft Word 6 0 as a word

Page 6 Systems Research Egypt November 1996



- _

s

S

and

.

Fact Finding Survey and Performance Evaluation — Court of Cassation Tvping Pool

processor as they are more commonly used and more efficient Moreover, this choice
will be very appropriate for future connection with the main terminal

Second Data Entry Computers

Due to the nature of rulings to be typed, as they have to be very accurate and also to
save the Technical Bureau members’ time, 1t 1s considered necessary to provide the
computers with 17" monitors to be displayed at a resolution of 800 x 600 1n order to
be able to see biggest part of the page at onetime This will lead to decrease of
number of mistakes and will help in good page layout Buying bigger monitors and
utithizing the currently used monitors with any new computers purchased in the future
by the ministry can solve this problem Moreover, 17" monitor 1s now the most
common size 1n the international market

Third Printers

The existing printers could have been replaced by another model designed for
networks and charactenized by the following

e High speed (24 ppm whereas the currently used printers produce 10 ppm)

* Designed for hard work (prints a great amount of papers before replacing
printing drum — 250000 copies while the capacity of the existing printers is
30000 copies)

e (Characterized with the collation feature, which distributes documents in
different mailboxes to ensure nilings are not mixed together

e Reduce the space reserved for printers, as only one printer will be used instead
of four

Buying one of such printers and use of the currently used ones as a spare may solve
this problem

Fourth Network Server

It 1s hard to predict the technical basis on which the currently used server was
selected The existing server 1s a normal PC (however faster than other data entry
PCs)  Itis worth mentioning that the same company has more specialized hardware
to undertake this task, such as PC Server 310, 320 The following defects are detected
1n the network server

e No murror hard disk to be a reserve for the main hard disk to operate Mirrored
Storage

» No magnetic tape driver to back up data in order to save 1t from being lost or in
case of failure in one of the hard disks

+ No optical drnive * WORM drive” archive final court rulings saved on the server

Annex (B) contains recommendations for theses adjustments
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Work Style

Automation of any activity necessitates re-engineering of workflow and development
of a new style that benefits of computer capabilities and get over manual system
defects This did not happen in our case which lead to many new problems that did
not exist while using typewnters This can be detected from Technical Bureau
members complaint that when ruling 1s sent back to typing pool for corrections,
usually mistakes are cormrected but new mistakes appear in places that were night 1n the
first place besides difficulties that employees face to print out the documents The
following was observed

e All employees are assigned only to typing No effort 1s allocated for revision
» Many books to register incoming and outgoing rulings

e No tool to determine and follow up reasons of delay 1n typing and printing out
rulings

s No capability for employees’ performance evaluation

The main complaint that the Technical Bureau expressed 1s that percentage of
mistahes in the first draft of typed rulings 1s 100%  This compels the Technical
Bureau to make the necessary adjustments and send the ruling back to typing pool
The percentage of mistakes in the second draft 1s 25%-40% some of them are new

This shows that the same work 1s repeated about two or three times in the Techntical
Bureau without real benefit  After all that, some muistakes remain that Technical
Bureau members correct themselves This leads to another problem that final signed
rulings differ from those saved on the computers
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Recommendations and Reforming Procedures

Detailed study of the aforementioned observations lead us to the following
recommendations and reforming procedures

First Planning and Preparations

The whole process has to be studied and decisions should be taken in the following
1ssues according to priornty

e Place
« Personnel
e Work organmization

e Hardware

Develop a detailed implementation plan in the light of the previously mentioned
decisions

Develop guidelines and operating procedures for the following
s Justices
e Clerks
* Administrative personnel
Form a work group from within the JIC
Determine implementation benchmarks and performance standards

Our recommendations for reforming procedures are as follows

Second Place

Although we know 1t 1s difficult we recommend trying to find a place for the typing
pool to provide them with the following requirements

* A place for supervisory work and delivering and receiving process About
6m’

o A place for typing revision About 8 m*
e A place for typing and corrections About 18 m*

The place should be furnished with surtable deshs and approprately air-conditioned
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Third Personnel

The human factor 1s the most important success factor for computerization therefore
attention should be paid to developing individual skills at the typing pool, in addition
to improving work atmosphere and offering incentives This can be done as follows

e Involve the employees in a study on operating efficiency One of the factors
considered will be evaluation of each employee’s speed

¢ General training on computer capabilities

e Special training on keyboard skills

e Arrange for internal technical support

e Arrange for external technical support provided by vendors

e Define performance standards (productivity evaluation according to number of
pages)

» Develop an incentive plan putting into constderatton the mistakes reaching the
Technical Bureau

e Draw up along-term plan to decrease average of employees’ age This can be
achieved by appointing new employees with high typing shills

Fourth Work Orgamization

Most of the typing problems are due to lack of appropnate internal organization
Hence the following s suggested

I Develop supervision function
2 Dwvide work into two sections
a) A group of ten for typing
b) A group of five for primary revision

3 Set a policy forreceiving and delivering rulings and other documents so as to
control work flow

4 Apply the principle of merit and pumishment as an incentive to productivity
increase and quality improvement

The following recommendations are for work re-engineering

- All typists work under the supervision of Head of Typing Pool whose job 1s
only to supervise and monitor performance

~ Re-engtneer work flow as follows
» Receive rulings from circuit clerhs

+ Register rulings 1n a central record
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Daistribute rulings for typing

Typing

Revise Typing

Corrections

Revise corrections

Deliver draft for technical revision by Technical Bureau
Recerve draft after technical revision

If necessary make corrections to the draft

Final revision

Final typing

Final submission

The following figure shows this flow
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Fifth Hardware

One of the advantages of using personal computers in networks 1s the capability of
amending system of work with no losses, as some computers may be used for other
purposes and appropriate computers may be purchased to cover some of the system
deficiencies

Server

As 1t was meniioned before, the currently installed server 1s not suitable for the
functions expected from 1t  This deficiency 1s first priority Concerning this pount,
the ministry has two options

First Option

Keep the existing server despite 1ts unsuitability and amend defects as follows
¢ Add a new hard disk with the same size as the one already installed
* Add magnetic tape unit in the same size as the existing hard disk
+ Add Optical Disk Unit It 1s preferable to be unerasable

Second Option

Replace the existing server with a more suitable one for the function and use
the available one for other purposes mnside the JIC The required server should
be of PC Servers model with the following configuration

e RAM 64 MB
e Two 2 Gega Byte hard disks
e Optical archiving unit WORM

The JIC 1s to estimate the cost and check market availability

Monitors

Using small momitors 1s one of the main reasons for making typing mistahes Hence
we strongly recommend replacing the existing small momitors with big ones

First Option

Replace currently used momtors with 17" ones This can only be done after
mahing sure that Display Adapters are compatible with the new momitors
Display adapters are to be adapted to a resolution of minimum 800 x 600 The
existing momitors may be put in the warehouse to be used 1n the future with
new computers purchased by the mumstry (the ministry purchases about 20
computers annually) It 1s to be noted that momitors technology 1s to a great
extent fixed, so there should be no concern about them being outdated

Page 13 Systems Research Egypt November 1996



,-«,
[—

Fact Finding Survey and Performance Evaluation — Court of Cassation Typing Pool

Second Option

Keep the currently used monitors on condition that the next computers to be

purchased are to be ordered with 17" monitors Then monitors may be
switched

Printers

Although the printers in use are quite adequate for the job still the relative cost of the
copies 1s very high In addition to this a large number of users are connected to the

same printers Therefore, 1t 1s recommended that those printers should be replaced, 1f
possible

The previous concept may be applied 1e immediate purchase of new printers or
postpone this till the need arises in the ministry or JIC to buy new printers then the
currently used printers may be replaced with new network printers

Page 14 Systems Research Egypt November 1996
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Annex (A)

Technical Specifications of

Currently Used Equipment
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Server Technical Specifications

Manufacturer BM

Model PC-730
Processor Pentium - 133
Memory 64 MB
Floppy Disk 35In 144 MB
Hard Disk 1 GB

Other Peripherals CD-ROM

NIC Token Ring
Purchase Date 1/03/1996
Installation Date 1/08/1996

Operation Date

Broken down since installation

Number

1

Technical Specifications of Word Processing Units

Manufacturer IBM

Model PC-330
Processor Pentum - 75 MHz
Memory 16 MB

Floppy Disk 35In 144 MB
Hard Disk 850 MB

Monttor 14 Inch

Other Peripherals NA

NIC Token Ring
Purchase Date 1/03/1996
Installation Date 1/08/1996
Operation Date 1/10/1996
Number 15
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Printers Technical Specifications

Manufacturer HP

Model LaserJet4 V
Memory 2 MB
Resolution 600 x 600 dp1
Speed 12 ppm
Capacity 250 pages
Sorter No

NIC Token Ring
Purchase Date 1/03/1996
Installation Date 1/08/1996
Operation Date 1/10/1996
Number 4

Page 17 Systems Research Egypt November 1996
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Annex (B)

Recommended Upgrades to Existing
Equipment Technical Specifications
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Upgrade of Server Technical Specifications

Manufacturer IBM

Model PC Server 310 or 320
Processor Pentium — 133/166 MHz
Memory 64 MB

Floppy Disk 35In 144 MB

Hard Disk 2x2GB

Other Peripherals CD-ROM

NIC Token Ring

Operating System

IBM LAN Server or Windows NT

Number

1

Upgrade of Technical Specifications of Word Processing Units

Manufacturer As1s

Model Asis

Processor As1s

Memory As1s

Floppy Disk As s

Hard Disk Asis

Monitor 17 Inch .
Other Peripherals Asis

NIC As1s

Word Processor Microsoft Work 6 0

Number 15

Page 19 Systems Research Egypt November 1996
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Printers Technical Specifications

Manufacturer HP

Model LaserJet Ssx

Memory 6 MB

Resolution 600 x 600 dp1

Speed 25 ppm

Capacity 2000 pages

Sorter Yes

NIC Token Ring

Number 1
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Annex (C)
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Judge Ronald Taylor
Chief Of Party
AOJS

Cairo 24 November, 1996

Dear Judge Taylor,

As you know, we currently have three consultants at JIC conducting a fact finding
survey as part of year one plan activities Last Thursday, we were asked to assist the
JIC management in the evaluation of the peiformance of the ruling transcription unit
which had been recently equipped with personal computers instead of typewriters

This activity 1s outside our brief, however I do think we should provide this assistance
as this would give us a preview of the workings of these units, which we will have to

be involved with 1n the future

Looking forward to hearing from you [remain,

Yours stncerely

Shertf Hg'snt
President
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Judge Ronald Taylor

Chief Of Party

AQIS

Carro 24 November, 1996

Dear Judge Taylor,

As you know, we currently have three consultants at JIC conducting a fact finding
survey as part of year one plan activities Last Thursday, we were ashed 1o assist the
JIC management 1n the evaluation of the performance of the ruling transcription unit
which had been recently equipped with personal computers instead of ty pewniters

This activity 1s outside our brief, however I do think we should provide this assistance
as this would give us a preview of the workings of these umits, which we will have to

be involved with in the future

Looking forward to hearing from you Iremain,

Yours sincerely

Sherif Hgsm
President
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