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Systems Research Egypt 

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

November 25 1996 

Dear Sir 

.\ttached kindly find the report of the fact finding survey and performance evaluatlOn 
conducted at Court of Cassation typing pool by our company upon your request The 
report consists of the following 

• Summary overview of the problem main trends towards solutlOn, and 
recommendations addressed to decIsion makers 

• Main problems In detatls 

- Complaints by Techmcal Bureau 

- Space problem 

- Hard\'.are 

- Current \\orklng style 

• RecommendatIons and reformIng procedures 

- Plan reforming efforts 

- Space rearrangements 

- Per~onnel 

- Streamline work procedures 

Purchase and upgrade hardvvare 

Plea~e note that we will be pleased to dIscuss any part of the study as well as provIde 
support to reform measures 

Plea~e also note that thiS task IS not on the AOJS project scope of work I obtained 
Judge Taylor s approval to complete thIS task 

Best regard:, 

Dr Sherif Hosnl 
President 



r 

I , 

l ! 

I 
I I 

Fdct Finding Sune\ dnd Performdnce E\dludtlOn - Court of Cd~~dtlOn T, ping Pool 

Executive Summary 

The project started up m September 1996 We could not get a copy of the techmcal 
proposal on the basIs of which the agreement was signed Hence efforts were exerted 
to collect data from Judicial InformatIOn Center (TIC) employees 

• It IS clear that the project IS necessary and vital 

• It IS also clear that there were negative reactions on the Techmcal Bureau's 
side, mstead of bemg satisfied with the new system everybody felt that 
computer applIcatIOn added to their burdens 

• Analyzmg the ImplementatIOn process, It was found that the project was not 
well prepared on both techmcal and admmlstratlve levels 

• It was found also that selectIOn of system was not successful m some technIcal 
aspects 

• There must be some actIOn done by JIC top management and technIcal people 
m order to reform the eXlstmg SituatIOn 

• Reform and redevelopment activities may be dl\lded mto three sections 

• Cntlcal decIsIOns concerntng space e\.panslOn and change of operatmg 
system 

• Easy to realIze decIsions but of high cost concernIng hardware 

• Hard to realIze deCISions but of very low cost concernIng human resources 
and work style 

Space 

Expand the available space by 50% m order to rearrange worh.space It IS alsa 
necessary to refurnish the place With SUitable desh.s and proVide copyholders for 
handwntten rulmgs 

Operating System and Word Processor 

Study all options for changmg the eXlstmg operatmg system and word processor to 

Microsoft Wmdows 3 11 (ArabiC) 

Microsoft Word (ArabiC) 

Work Style 

Study available optIOns for developmg worh. style \Vlth the purpose ofmmlmlzmg 
mlstah.es and hftmg some of the burden ofT the TechnIcal Bureau shoulders We 
suggest the followmg 
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• Technical Bureau should reVIse the ruhngs BEFORE sendmg them to the 
typmg pool 

• DIvide typists mto two groups one for typmg usmg the computers and the 
other group for revIsmg 

• SImphfymg procedures followed for dehvenng and recelVlng rulIngs drafts and 
typmg them 

• Increase mspectlOn measures and make mcentlves for employees 

Hardware 

• Upgrade network server or replace It WIth a more sUItable one 

• Provide magnetic tape dnve to backup all court rulIngs to save them from loss 

• Add a WORM deVice to use m archlvmg the rulmgs 

• Replace currently used mOnitors wIth bigger ones 

• Estimated total cost for upgradmg the hardware IS about LE 150000 

Administrative Structure, Training and Technical Support 

• Reorganize typmg pool to cope wIth new work style 

• Develop a comprehensIve trammg program 

• Tram specialIzed people from wlthm the center to provIde techmcal support 

Technical Bureau Complamts 

The followmg was disclosed through meetmgs wIth Heads of both Cnmmal Cassation 
and CivIl Cassation Sections m addItIOn to mtervlewmg a number of members of the 
Techmcal Bureau 

• Percentage of mlstak.es m the first draft IS very high which leads to returnmg 
ALL rulmgs to the typmg pool with many correctIOns (from 6 to 8 per page) 

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

• There was also a repeated complamt that requested correctIOns are done but 
with the appearance wIth new mistakes (shlftmg or disappearance of some lInes 
completely) ThiS IS due to usmg small momtors where the whole page can not 
show hence, typiStS do not notice consequent changes m the rest of the 
document 

Consequently some may conclude that USIng the computers lead to detenoratlon of 
the SItuatIOn even more and may even call for usmg typewnters Instead However, 
percentage of mistakes IS the same as before Techmcal Bureau used to mak.e the 
Simple correctIOns manually by usmg a "Corrector and a fine pen for makIng very 
mmor changes 
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Hence It IS concluded that a big part of the Techmcal Bureau s time IS wasted In a 
merely mechamcal process of correctlOns Manual correctlOns lead eventually that 
the signed rulIng IS different from that saved on the computer 

Employees Complaints' 

A VISit was paid to the tYPIng pool and their work style was observed Work 
Impediments were discussed with the employees Their complaInts are summanzed 
In the folloVvIng 

• Not enough trammg - traInIng does not cover all sides for computer USIng 

• Some techmcal Impediments as the program does not contaIn some of the 
Arabic letters (such as different shapes of letter A) 

• Some difficulties with pnntIng frequently happen which leads to pnntIng the 
same rulIng several times as the pnnted matenal IS not Similar to the format on 
the computer 

• Offices are not appropnate, as they are very small Not all stationary IS 
available for all employees (such as copyholders) 

It IS clear that typiStS do not use the computers competently The problem lIes In the 
employees themselves and not the computers It was noticed that most of the typIsts 
do not ha,e typIng sk.llls In USIng any keyboard (whether computers key board or 
typewnter) All typiStS use only one or two fingers In typIng I e they do not touch 
type It was also noticed that the work. IS done at a very slow pace Average speed for 
the typIStS IS 10-12 wpm and It may decrease to 5-8 wpm as a result of InterruptIOns 
and nOI!>e Vvhereas that the mInimum speed for employment In the pnvate sector IS 40 
wpm 

Space 

It IS very clear that there IS 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 Issue as the work.Ing group face 
problems affectIng their productivity and directly related to lack. of space These 
problems are as follows 

• The size of the desk on which the computer IS put IS not adequate as there IS 
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 pnnters 

• Pnnters are put In a place where the person standIng by them hmders typiStS on 
both Sides In theIr work 

• Not enough attention IS paid to c1eanlmess ThiS can be noticed on the air 
condItioners ventilators 
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The avaIlable space as It IS nght now will not give a chance to redesign work. style so 
that there would be revisers and supervisors to check. performance level and qualtty 

Hardware" 

As we mentIOned before, the techlllcal study on the baSIS of whICh the currently used 
computers were purchased, was not avaIlable Therefore we could not determme the 
techmcal standards that were set for the system as far as number and configuratIOn of 
computers are concerned The typmg pool capacIty as far as number of computers IS 
concerned, IS adequate for the Court of CassatIOn and Techlllcal Bureau reqUIrements 
for the time bemg and the near future (3-5 years) The mam reason behmd 
mcompetence IS the mappropnateness of the program m addition to untramed 
employees and bad work style and not volume of work. or number of computers 
available However, heremafter we mention some comments and reservatIOns on the 
baSIS on which those eqUIpment and systems were selected A LAN IS mstalled m the 
typmg pool It IS planned to connect this network. With the maIn termmal This 
network IS composed of the followmg 

Network Server 

It IS the computer set conSidered the connectIon between data entry computers 
and pnnters It also consIsts of a hard dISh. used centrally bach. up the entered 
rulmgs ThiS machme can also be connected to the :::entral termlOal at the lIC 

Data Entry Computers 

There are 15 IBM PC 330 Personal Computers used for entenng court rultngs 
as well as Techlllcal Bureau documents (In the place of typewnters used 
before) Each computer contaInS a hard dIS\.... to save data on locally tn 

additIOn to 14" momtor With a resolutIon of 640 \. 480 

Printers 

There are four HP LaserJ et 4 V pnnters that can pnnt A4 and foolscap paper 
size With the speed of 12 page/mmute 

Annex (A) at the end of the study contalOs detailed configuratIOn of computer 
machmes 

Although the purchased machmes are the best available m both local and IOternatlOnal 
markets the overall network deSign and components test was not accurate m some 
aspects 

First Operatmg System and Data Entry Software 

It seems that the operatmg system and \\ord 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 accompltsh 
For example, the typmg program used IS ongmally deSIgned for personal usage and to 
for profeSSIOnal office work Therefore \ve conSIder ALL pnntmg problems to be 
related to thIS software Anyway thiS problem IS easy to solve Just by sWltchmg to 
the operatmg system Microsoft Wmdows 3 11 and rVItcrosoft Word 6 0 as a word 
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processor as they are more commonly used and more efficient Moreover, tlus choIce 
wIll be very appropnate for future connectIOn with the mam termmal 

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 Techmcal Bureau members' hme, It IS considered necessary to provide the 
computers With 17" momtors to be displayed at a resolution of 800 x 600 m order to 
be able to see biggest part of the page at one time This will lead to decrease of 
number of mistakes and wIll help III good page layout BUYIng bigger momtors and 
utlhzmg the currently used mOUltors With any new computers purchased In the future 
by the mlmstry can solve thIS problem Moreover, 17" momtor IS now the most 
common SIze In the mternatIOnal market 

Third Printers 

The eXlstmg pnnters could have been replaced by another model deSIgned for 
networks and charactenzed by the followmg 

• HIgh speed (24 ppm whereas the currently used pnnters produce 10 ppm) 

• DeSIgned for hard work (pnnts a great amount of papers before replaCIng 
prIntIng drum - 250000 copIes whde the capacity of the eXIstIng prInters IS 
30000 copies) 

• CharacterIzed WIth the collatlOn feature, whIch dlstnbutes documents In 
different maIlboxes to ensure rulIngs are not mixed together 

• Reduce the space reserved for pnnters, as only one pnnter Will be used mstead 
of four 

BUyIng one of such prmters and use of the currently used ones as a spare may solve 
thiS problem 

Fourth Network Server 

It IS hard to predIct the techmcal baSIS on which the currently used server \\-as 
selected The eXlstmg server IS a normal PC (however faster than other data entry 
PC s) It IS worth mentlOnmg that the same company has more specialIzed hardware 
to undertak.e thiS task, such as PC Server 310,320 The followmg defects are detected 
m the network. server 

• No mirror hard diSk. to be a reserve for the mam hard disk to operate MIITored 
Storage 

• No magnetIc tape dnver to back up data m order to save It from bemg lost or In 
case of failure III one of the hard dISks 

• No optical drIve' WORM dnve" archive final court rulmgs saved on the server 

Annex (B) contaInS recommendatIOns for theses adjustments 
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Work Style 

Automation of any actiVity necessitates re-engmeenng of work.f1ow and development 
of a new style that benefits of computer capabilities and get over manual system 
defects This did not happen m our case which lead to many new problems that did 
not eXist while usmg typewnters This can be detected from Techmcal Bureau 
members complamt that when ruling IS sent back to typmg pool for correctIOns, 
usually mistakes are corrected but new mistakes appear m places that were nght m the 
first place beSides difficulties that employees face to prInt out the documents The 
followmg was observed 

• All employees are aSSigned only to typmg No effort IS allocated for revIsion 

• Many books to register mcommg and outgomg rulmgs 

• No tool to determme and follow up reasons of delay In typmg and pnntmg out 
rulings 

• No capability for employees' performance evaluation 

The main complaint that the Technical Bureau expressed IS that percentage of 
mlstak.es In the first draft of typed rulmgs IS 100% This compels the Techmcal 
Bureau to mak.e the necessary adjustments and send the ruling back. to typmg pool 
The percentage of mlstak.es In the second draft IS 25%-40% some of them are new 

ThiS shows that the same vvork. IS repeated about two or three times In the Techmcal 
Bureau wIthout real benefit After all that, some mlstak.es remam that Techmcal 
Bureau members correct themselves ThiS leads to another problem that final signed 
rulmgs 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 followmg 
recommendatIOns and reformmg procedures 

First Plannmg and Preparations 

The whole process has to be studIed and decIsIons should be taJ...en m the following 
Issues accordmg to pnonty 

• Place 

• Personnel 

• Work organizatIOn 

• Hardware 

Develop a detaIled ImplementatIOn plan In the lIght of the prevIOusly mentIOned 
declslons 

Develop gUldehnes and operating procedures for the folloWIng 

• Justices 

• Clerks 

• Admmlstratlve personnel 

Form a work group from wlthm the JIC 

Determtne ImplementatIon benchmarks and performance standards 

Our recommendatIOns for reformtng procedures are as follows 

Second Place 

Although we know It IS difficult we recommend tryIng to find a place for the typtng 
pool to proVIde them wIth the followtng reqUIrements 

• A place for supervISOry work and delIvenng and receIving process About 
6m2 

• A place for typing revIsIon About 8 m2 

• A place for typing and correctIOns About 18 m2 

The place should be furnIshed wIth sUItable desks and appropnately aIr-conditIOned 
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Third Personnel 

The human factor IS the most Important success factor for computenzatlOn therefore 
attention should be paid to developIng Individual skills at the typIng pool, In additIOn 
to Improving work atmosphere and offenng Incentives This can be done as follows 

• Involve the employees In a study on operatIng efficiency One of the factors 
considered wll! be evaluatIOn of each employee's speed 

• General training on computer capabilities 

• Special trainIng on keyboard skills 

• Arrange for Internal techmcal support 

• Arrange for external techmcal support provided by vendors 

• Define performance standards (productivity evaluatIOn according to number of 
pages) 

• Develop an mcentlve plan putting mto consideratIOn the mistakes reachmg the 
TechnIcal Bureau 

• Draw up a long-term plan to decrease average of employees' age ThiS can be 
achieved by appomtmg new employees with high typmg skills 

Fourth Work Orgamzatlon 

Most of the typmg problems are due to lack of appropnate mternal organIzatIOn 
Hence the followmg IS suggested 

Develop supervIsion functIOn 

2 DIvide work mto two sectIOns 

a) A group often for typmg 

b) A group offive for pnmary revIsion 

3 Set a poltcy for receiving and deltvenng rulmgs and other documents so as to 
control work flow 

4 Apply the pnnclple of ment and pUnIshment as an mcentlve to prodUCtiVity 
mcrease and qualIty Improvement 

The followmg recommendatIOns are for work re-engmeenng 

- All typiStS work under the supervisIOn of Head of Typing Pool whose Job IS 
only to supervise and momtor performance 

- Re-engmeer work flow as follows 

• Receive rulings ITom CircUIt clerks 

• Register rultngs m a central record 
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• Dlstnbute ruhngs for typmg 

• Typmg 
I 1 

• Revise Typmg 

• CorrectIOns 

• Revise correctIOns 

• Dehver draft for techmcal reVISIOn by Techmcal Bureau 

• Receive draft after techmcal reVlSlon 

• If necessary make correctIOns to the draft 

• Fmal revIsion 

• Fmal typmg 

• Fmal submission 

The followmg figure shows this flow 

! 
j 
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Fifth Hardware 

One of the advantages of USing personal computers In networks IS the capability of 
amendmg system of work with no losses, as some computers may be used for other 
purposes and appropnate computers may be purchased to cover some of the system 
deficiencies 

Server 

As It was mentIOned before, the currently Installed server IS not sUitable for the 
functIOns expected from It This defiCiency IS first pnonty Concermng this pomt, 
the ministry has two optIOns 

First Option 

Keep the eXisting server despite ItS unSUitability and amend defects as follows 

• Add a new hard disk With the same size as the one already Installed 

• Add magnetic tape umt In the same size as the eXistIng hard diSk. 

• Add Optical Disk Dmt It IS 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 InSIde the nc The reqUired server should 
be of PC Servers model With the follOWing configuratIOn 

• RAM 64 MB 

• Two 2 Gega Byte hard dIsks 

• Optical archiVing Unit WORM 

The nc IS to estimate the cost and check market availabilIty 

Momtors 

USIng small momtors IS one of the main reasons for making typing mlstak.es Hence 
we strongly recommend replaCing the eXisting small momtors With big ones 

First Option 

Replace currently used mOnItors With 17" ones ThiS can only be done after 
mak.Ing sure that Display Adapters are compatible WIth the new momtors 
Display adapters are to be adapted to a resolutIOn of minimum 800 X 600 The 
eXlstmg mOnItors may be put In the warehouse to be used m the future W1th 
new computers purchased by the ministry (the mmlstry purchases about 20 
computers annually) It IS to be noted that mOnItors technology IS to a great 
extent fixed, so there should be no concern about them bemg outdated 
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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 stdl the relative cost of the 
copIes IS very high In additIOn to thIs a large number of users are connected to the 
same prInters Therefore, It IS recommended that those prInters should be replaced, If 
possIble 

The prevIous concept may be applted I e Immediate purchase of new pnnters or 
postpone thIs till the need anses In the minIstry or nc to buy new pnnters then the 
currently used pnnters may be replaced With new network. pnnters 
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Annex (A) 

Technical Specifications of 

Currently Used Equipment 
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Server Technical Specifications 

Manufacturer IBM 

Model PC-730 

Processor PentIUm - 133 rvn-Iz 

Memory 64MB 

Floppy Disk 35 In 144 MB 

Hard Disk 1GB 

Other Peripherals CD-ROM 

NIC Token Rmg 

Purchase Date 1/031I 996 

Installation Date I!08/1996 

Operation Date Broken down since installatIOn 

Number I 

Technical SpecificatIOns of Word Processing Units 

Manufacturer IBM 

Model PC-330 

Processor PentIum -75 MHz 

Memory 16MB 

Floppy Disk 35 In 144 MB 

Hard Disk 850MB 

MOnitor 14 Inch 

Other Peripherals NA 

NIC Token Rmg 

Purchase Date 1!03/1996 

Installation Date 1/081I 996 

Operation Date III 0/1996 

Number 15 
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" Printers Technical SpecificatIOns 

Manufacturer HP 

Model LaserJet 4 V 

Memory 2 rvrn 
Resolution 600 x 600 dPl 

Speed 12 ppm 

Capacity 250 pages 

Sorter No 

NIC Token Rmg 

Purchase Date 1/03/1996 

InstallatIOn Date 1108/1996 

Operation Date 1110/1996 

Number 4 

, 
I 
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Annex (8) 

Recommended Upgrades to EXisting 
Equipment Technical Specifications 
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EJ 
I Upgrade of Server Technical Specl'ficatlOns 

Manufacturer IBM 

Model PC Server 310 or 320 

Processor PentIUm - 1331166 rvmz 
Memory 64lV1B 

Floppy Disk 35In 144MB 

Hard Disk 2x2GB 

Other Peripherals CD-ROM 

NIC TokenRmg 

Operatmg System IBM LAN Server or Windows NT 

Number 1 

Upgrade of Technical SpecificatIOns of Word Processmg Umts 

Manufacturer As IS 

Model As IS 

Processor As IS 

Memory As IS 

Floppy Disk As IS 

Hard Disk As IS 

MOnitor 17 Inch 

Other Penpherals As IS 

1 NIC As IS 

Word Processor MIcrosoft Work. 6 0 

Number 15 
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Printers Technical Specifications 

Manufacturer HP 

Model LaserJet 5sx 

Memory 6MB 

ResolutIOn 600 x 600 dPl 

Speed 25 ppm 

Capacity 2000 pages 

Sorter Yes 

NIC Token Rmg 

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

Dear Judge Taylor, 

24 November, 1996 

As you lnow, we currently have three consultants at JIC conductmg a fact finding 
survey as part of year one plan actlvltles Last Thursday, we were asked to asslst the 
JIC management In the evaluatIOn of the pelformance of the rulmg transcnptlOn umt 
which had been recently eqUlpped wlth personal computers Instead oftypewnters 

TI1JS activity IS outslde our bnef, however I do thmh. we should provlde thiS asslstance 
as tl1JS ,\ould gIve us a preview of the worklllgs of these umts, wluch we will have to 

be Invoh ed with III the future 

Looh.mg forward to heanng from you I remain, 

Yours sIncerely 

PresIdent 

"'YAY ,,~ tiC ,...WI .... .uJ1 r>-' .,..,....JI tJL. Il 

IIAII ~ ..... ,...,-.J!"~n .......... 



Judge Ronald Taylor 
Chief Of Party 
AOJS 
Cairo 

Dear Judge Taylor, 

24 November, 1996 

As you know, we currently have three consultants at JIC conductmg a fact findmg 
survey as part of year one plan actiVItieS Last Thursday, we were ash.ed to assist the 
JIC management m the evaluatIOn of the performance of the ruling transcrIption umt 
whIch had been recently eqUIpped wIth personal computers Instead of t) pewrIters 

ThIs actIVIty IS outSIde our brief, however I do thmJ... we should prOVIde thIS assistance 
as thIS would give us a preview of the workmgs of these umts, which \\e wlll have to 
be Involved with In the future 

LooJ...mg forward to heanng from you I remain, 

Yours Sincerely 

PreSIdent 
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Ma n ufacturer HP 

Model LaserJet 5sx 

Memory 6 MB 

ResolutIon 600X600 DPI 

Speed 25 PPM 

Capacity 2000 Pages 

Sorter Yes 

NrC Token Rmg 

Number 1 
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Manufacturer IBM 

Model PC Server 310 Or 320 

Processor PentIum - 133/166 MHz 

Memory 64MB 

Floppy DIsk 351n 144 MB 

Hard DIsk 2X 2 GB 

Other Peripherals CD-ROM 

NIC Token Rmg 

Operatmg System IBM LAN Server OR Wmdows NT 

Number 1 
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Model ~W 
J 

Processor J~w 

Memory yW 
Floppy DIsk ~W 

J 

Hard DIsk ~w 
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MOnitor 171nch 

Other Peripherals yW 
NIC rW 
Word Processor MIcrosoft Word 6 0 

Number 15 
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Manufacturer HP 

Model LaserJet 4 V 

Memory 2 MB 

ResolutIon 600X600 DPI 

Speed 12 PPM 

CapacIty 250 Pages 

Sorter No 

NIC Token Ring 

Purchase Date 1/03/1996 

Installatron Date 1/08/1996 

OperatIon Date 1/10/1996 

Number 4 

.w L.all AS" .;--ll 
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Manufacturer IBM 

Model PC-730 

Processor Pentium - 133 MHz 

Memory 64 MB 

Floppy Disk 351n 144 MB 

Hard Disk 1 GB 

Other Penpherals CD-ROM 

NIC Token Ring 

Purchase Date 1/03/1996 

Installation Date 1/08/1996 

Operation Date -...-s }I .L.o ~ 

Number 1 

Manufacturer IBM 

Model PC-330 

Processor Pentium - 75 MHz 

Memory 16 MB 

Floppy Disk 351n 144 MB 

Hard Disk 850 MB 

MOnitor 141nch 

Other Penpherals 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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