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Quality Assurance Auditing

Class Description: A formal Quality Assurance program is important to any agency that wants to
maximize their utilization of the TAM system. Unfortunately, actually conducting such audits on a
regular basis often proves difficult, time consuming, and sometimes just downright painful. This
session will discuss ways to implement a Quality Assurance program built upon a written Procedures
Manual that will work in the real world, not just in theory
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Quality Assurance Auditing

Introduction

Most agencies will manage to do an audit or two, but then other demands on the time of any individual(s)
conducting the audit prevent further audits from being delivered on a regular basis.

This failure on the part of management to see a new practice or policy through for more than a few months is
unfortunately, not unusual for many organizations. The scenario repeats pretty regularly: Management has a
great new idea, and while that idea is new and fresh it gets the attention, and therefore the time and
resources, necessary to see that progress is made. But over time managerial focus shifts to other priorities,
and with that focus the time and resources previously allocated are no longer provided. For short term
projects or goals this is not a deal breaker. But for projects requiring a steady stream of attention and
resources for a year or more it's a killer.

Quality Assurance is not a short term project. It's a permanent addition of responsibility and time
requirements to at least one, and maybe many, agency staff member(s).

In order to increase the chances of implementing a quality assurance program and then following through with
its execution for years, it is important that the strategy and auditing
methods be flexible enough to allow for differing amounts of '
available time for different periods. While each audit should be as
thorough as possible, when such thoroughness is not possible it is
better that a less vigorous audit is conducted for that period rather
than no audit at all.

Time is the main consideration when developing the tactical
aspects of Quality Assurance Auditing.
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Quality Assurance Auditing

The Main Goals

It's important to remember that the desired outcome of a
formal quality assurance auditing program is improvement.
Improvement of customer service, improvement of our EQO
defensibility, improvement of the agency’s ability to make
informed decisions based on system data, improvement of
the nature and types of training offered to staff, etc.

One type of improvement that we don’t want to overlook is
an improvement in agency morale. This last one is
counterintuitive and not easy since only a small fraction of
the agency workforce will like being audited. So it's
important to remember that one of the primary goals for
any auditor is to find and point out the things that are
being done right. Audit delivery should always be
used as an opportunity to recognize and reward
those staff members who are doing a great job for
the agency.

The Foundation

Never forget that management must EARN the right to
do an audit. This is done by making certain that the
agency has a Written Procedures Manual that is kept up to
date, and that staff members have been given access to
adequate training resources.

If written procedures are not in place, you have no right to
do an audit. Attempting to hold staff members to a
standard that exists only as some sort of verbal tradition is
not reasonable and fails to meet the minimum standard of
respect that employees at any agency should be entitled to.

Once written procedures are in place, then the audit can
cover any topic that is addressed in them. In addition,
audits can include things like coverage reviews,
performance metrics that are measured via reporting, or
even summarized scoring based on client satisfaction
survey results.

Auditing and Agency Morale — a common scenario

There are several situations that seem to be shared by
many agencies as variations on common themes. Some
are extreme examples of the theme, some are very mild.

One of these themes is the service team member who is
fantastic at interacting with clients and production staff
but who does a horrible job on all things related to
account documentation.

This skill set is rewarded in many agency environments
because such an individual can handle a lot of accounts
and their clients are very happy. After all, it's easier to
handle more accounts if you don’t bother to follow
procedures or document anything you do — it frees up
lots of extra time in your day. So the agency principals
and producers love this person and point to them as the
shining example of what the rest of the service staff
should aspire to be. But the rest of the service team
knows what is really going on. They know that servicing
any account that this beloved staff member has touched
is going to be a nightmare because there is no
information on anything they’ve done outside of their
head.

The impact on agency morale from this situation cannot
be overstated. To KNOW that a co-worker is doing a
lousy and unprofessional job while at the same time
watching them being praised and rewarded by your boss
is going to generate dissatisfaction in even the most
mature and well balanced individual. Auditing goes a
long way towards the early identification and redressing
of this issue. And it is in this way that auditing can have
a very positive net impact on agency morale.

End note: This whole situation is, of course, like playing
the E&O version of Russian roulette — you can hope the
hammer never falls on a live round, but if you play long
enough the odds start to get pretty long. Even in the
short term, any attempts to redistribute workloads by
moving an account to someone else from the beloved
CSR will be met with resistance from all parties involved
— that is the problem with disregarding procedure; you
can succeed as an individual until something really bad
happens, but teams will begin to suffer immediately. As
agencies get larger and the need for the organization as
a whole to rely on the work and documentation of other
team members increase, tolerance for this sort of
service team member drops off rapidly. Even so, this
theme is still to be found playing out now and then in
very large organizations.
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Quality Assurance Auditing

Procedures vs. Workflows

Many agencies find the idea of creating a Procedures Manual intimidating. But for every agency there exists a
need for at least two related but very different types of documentation. One type to detail "“What” gets done,
and another that details "How” to do things. Please note that in the context used here, a Procedures Manual
covers the “what” and the “when” of a process — not the “how”. So a good Procedures Manual is a relatively
short and concise document explaining what must be done and the timeframes involved. The much more
detailed and therefore difficult to create, “how” document will be referred to as a Workflow Manual. Of the
two types of documentation, the Procedures Manual is far and away the more important of the two.

Procedure Manuals must be created by each agency; you can't just take something created for another agency
and use it. But the step by step “how to” nature of a workflow manual which is so much larger and more
labor intensive to create also makes them more generic in nature. This means that good workflow manuals
can (and should) be purchased as opposed to painstakingly created by agency personnel. A good workflow
manual will include the tools you need to make modifications for those step’s that are not generic at the
agency.

Objective vs. Subjective

There are many different types of information that can be gathered and reviewed as part of an audit. All of
these different types can be thought of as either objective or subjective.

Objective items are easy to identify as being either correct or incorrect:
e Was the correct activity code used to record the delivery of the policy or wasn't it?
¢ Do the coverages in force for this client meet the agency underwriting standards or not?
e Based on the commission volume of this account, is the code value appropriate or isn't it?
Subjective items are not so easy to classify, and often defy being labeled as simply right or wrong:
o If we did a survey of 100 clients, what would the average service satisfaction score on a 1 thru 10
scale be?
e The overall “tone” and quality of information contained in email correspondence with underwriters?
e How easy or difficult is it for another team member to follow what has occurred on an account based
on the description and notes entered for activities?

By necessity, most of the items that we audit are going to be of the Objective type. This is unfortunate
because in many ways it's the Subjective things that are far and away the more important. Subjective items
are very time consuming to check, but it's important to make the time at least once or twice a year to include
them in an audit.
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Quality Assurance Auditing

Who do we audit?

e (CSRs or Account Managers
e Other than CSRs?
o Producers and assistants, how to handle?

e Accounting people?
o If there is an accounting issue you should be
aware of it
o Check to see if checking accounts are reconciled
Are company reconciliations in balance?
o Do production reports match income?

o

Do results get published, and if so to whom
and how?

e Published collectively — (Not Recommended)
o Most impact
o  Will work to improve “ranking” or individual score

e Shared Individually — (Recommended)
o Still carries impact
o Not as much competitiveness to help with
improvement
o Requires more time with each individual — show
how they measured up and what they can do to
improve

Another common scenario

A lot of agencies have a variant on a theme that
is so common that | now just refer to it as “The
Story”. It goes something like this:

“Oh yeabh, [insert name here] was the greatest
CSR on the planet, handled double the workload
of any other CSR. But then one day [insert
name here] didn’t show up for work because
[insert reason here (this one varies. In mild
cases, the reason is sick or vacation. In the
really bad ones, the person just never comes
into work again because something went really
bad and they don’t want to face it)] and as we
were working their desk we stumbled across a
[insert descriptive word for size here] whole
stash of policies and endorsements that were
unchecked or delivered going back [insert time
frame here]. Man, what a [insert explicative
here] mess. It took us months to dig it all out,
and no one on the management team was able
to sleep well during that whole time!”

It's very rare to find an agency that doesn’t have
a version of “The Story” to tell. I'm always
surprised that it's not talked about more often at
industry events and conferences. The
discussions about the factors which lead so
many of our service staff members to fall behind
and feel that they cannot admit that they are
unable to keep up with their workload are many
and fascinating.

What is really scary about “The Story” is that in
the modern agency environment, we won'’t find
these backlogs by looking in the “lower left hand
desk drawer” and seeing a pile of paper
anymore. Today, this backlog exists only in
electronic form, most often sitting inside of an
Outlook folder someplace. So when someone
calls in sick, the odds of another team member
stumbling across it are greatly diminished. So as
you are thinking about items to audit, be sure to
think about what should be looked at every now
and then to make sure that your agency doesn’t
have their own whopper of a tale brewing
unseen.
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Quality Assurance Auditing

Who does the Audit?

e Peers
o Good self improvement and motivator
= Raises awareness of how to document so that others can follow your trail.
» Most staff members are strongly motivated to be seen in a positive light by their peers.
o Difficult to make work for long periods of recurring audits. This makes it a great tool to
supplement one of the other “who’s” doing an audit, but it is not recommended that the entire
audit strategy be based on peer to peer reviews.

e Manager or Department Supervisor
o Must book the time to be inaccessible to do only this project or it will not get done.
o Easy to be distracted or drawn off to other priorities.

e Designated Auditor / Agency Trainer
o Agency must be larger in order to make such a position worth the investment.
o If the position exists, this is the best option.

e 3"party — Consultant or paid Auditor
o May see auditing only as a way to sell other more “high profile” services.
o Assured of making sure that the audits actually get done.
o Eliminates some of the potential for audit score contamination due to the personalities involved.
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Quality Assurance Auditing

How often are the audits done?

Annually

Semi Annually

Quarterly

Monthly

Develop Audit Scoring - Sample
Decide what is important and make your own, with your own numbers

Scoring Method:
e Each of the areas reviewed begin with a score of 0.
e Points are added or subtracted from the score based on the following set of criteria.
e Not all areas will offer opportunities for adding to the score. This means that in those areas a score of 0
is perfect.

= =" AB SOLUTIONS, inc
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Quality Assurance Auditing

(Sample Quality Assurance Review)

Sample Agency

Quality Assurance Review

AM: John Doe
Client: ABC Construction
Date: 1H1/2006
Overall Client: This covers the general quality of the client as it is entered into TAM. Possible Your
Score Score
Mame, Address or phone numberinfo entered incorrectly -2 0
Aftention field used incorrectly -2 0
Headingfield entered incorrectly -2 -2
Incorrect use of Occupation Field -1 -1
Incorrect use of Mote field -1 i
Incorrect use of Code Field -1 ]
Mon Activity Descriptions are good (Including Documents, Spreadsheets, Memaos, & Images) +1 +1
Mon Activity Descriptions are not good (Including Documents, Spreadsheets, Memaos, & Images) -2 0
Contact Screens are present and being used appropriately +2 ]
e 5 | Heading is supposed to be first and last name.
! o e | CASAV-T | fa
“;_ = —r E: o Occupation is blank
T [t -] .
B =&
= . c:I m»um =
s s ' =
I P Bt _I e | B —
= 1| —— m“Iﬂ TR :‘
o pae Chuge ] pp— -'.--.u..--..n-num.|
Total -2
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Quality Assurance Auditing

IF'wu:uli«\‘.:';\“LBilling Screens & Invoicing: The quality of the billing screens —only forthose | Possible Your
pelicies being reviewad Score Score
Mo Sub-Sections on a Fackage Folicy -2 ]
Status Field is not correct -2 ]
Good use of Mote Field. (Mote has meaning and is useful) +1 ]
Fay Maode is filledin and accurate +1 0
Folicy number has not been entered -2 ]
|CC or BCO codes or percentages entered incaorrectly -2 0
Companyindicatedin the |CC fieldis not an appropriate ICO -2 0
Froducer commissions entered incarrectly (based on combination of Status & Code) -1 ]
R REW instead of REM is verified and accurate. +11to +1
SCOre.
o R el e L | r—
;:E:_% i'r'_ % : ': -
i | ww Cem| vmm A - f 0
] Lo [ Pag [ v baf (L]
[ | twcn | (]
Total +1
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Quality Assurance Auditing

Coverages & Forms: The presence and quality of the Applications, Custom Dec, or Possible Your
other areas used as the reference for current coverages in force orforthe transmittal Score Score
of information pertaining to those coverages. Also verifies that Change Requests are
being entered forevery change in coverage.
Incomplete or sloppy maintenance of coverage info -2 0
Custom Dec with no ACORD 125 created -2 0
Ma prior carrier infoon ACORD 125 -2 -2
Change reguest done and no Change Reqguest in system -3 -3
Folicy History descriptions incorrect -1 ]
Policy History: Eff Until date does not correspond with Renewal/Change date -1 0
Froposal/ Summary not done -2 ]
Froposal/ Summary created but not complete -4 i
Mo Coverage Info -5 i
e - WL | Acord 125 prior coverage information never entered or
e ! | updated.
Lo et psens B fete e T
L L gy '_‘_' "
o o
. " o
= Mo change request formwas entered for the 4/11
Change Request | request. Easy tofind at least since there hasn't been a
- single change request form ever entered for this
\?) I5 this a new Change Request for Casa Valia? account,
Mo I
Total -5
REptll't Review: Activity Trach‘.ing [ Proceduras Possible Your
Score Score
Renewal process not being completed within prescribed time frames -2 ]
Mon Compliance with Frocedures indicated by codes used — Minor -2 -2
Mon Compliance with Frocedures indicated by codes used — Major -4 ]
Compliance with Procedures indicated by codes used is very good +2 ]
27X Sample Co. seemsto be missing a lot of key activity steps
Still not consistent with CHKR's
Total -2
Repnrt Review: F'tllic}i' & Endorsement Ghecking Possible Your
Score Score
Policy Checking — More than 10% Account Manager Error rate -2 ]
Endorsement Checking — More than 10% Account Manaager Errar rate -2 ]
Total 0
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Quality Assurance Auditing

Activities: Quality of activities entered Possible Your
Score Score
Descriptions are not adequately descriptive -2 0
Descriptions have not been changed from the default description -2 ]
Conversations are not well documented -2 ]
Mo “EFF at the beginning of activities used to index items in FaperWise -2 ]
Change Request done without use of CHGR activity -4 ]
T N - T 1] | There are 2 things wrong here.
Eriemed TG [T e [ [ #1,the CHGR description should start with the effective
C | — ; :":“ r"""“"""“""' date of change. The default description has the xochouo -
v, O P = e T init as a reminder of this. —1 to score.
Diestnpa [EF Fing b vt badg vd Prosaces [ i
Ancard T Bk [ [ #2is that the note savs there was a second request
o e e doneon this. But | can't find another CHGR that was
;:‘ entered and closed unsuccessfully forthat second
request. X000 did it using an ESMT instead of the
ey Cowdty B [ o [ = CHGR code of the original as stated in the procedures
- s [ manual. Also, the description on the second request
activity has no tie in to the original request. The anly
| Lowi| [cma] thing done right here was the note of the original being
updated properly.
| 'was going to give this a -2 for the second request
T I - =] ( 1hin g but since it is obvious that this portion was done
Ertuwed [EET TP 5'"[, ; [ entirely by XC0000 I'm lowering that to only a =1 forit
et — ;’: {”" r""‘P"“' being on your account. | will includethe same —1 for A
ooy T T Comy [ = : XXHHXX's audit. Please be sure to go over the
- e ——r Prodicm | I procedure for additional requests with her when you get
P — i | I achance.
Mute Dy
e
(R Al el -l — 4 0-Flda- rOdTaTaddzan] o
e ety G ta [ =
- o T
! ! Total ;)
Report Review: AT Checking Audit Report Possible Your
Score Score
Mot Finding anything wrong, EVER -3 ]
Self Checking -1 -1
Mot using correct rejection reasons on CHKE's and ECHE's -2 ]
Mot entering adequate error descriptions in the note area of CHKE's and ECHE's -2 0
Only 6 checks done in April, so 100% accuracy is Ok,
; Total -1
Overall Client Total -11
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Quality Assurance Auditing

QC Audit Score sheet - publish the results?

Publish with scores but no names

Publish with all scores & names
Quality Assurance Scores
January, 2006
Who Score
John Doe +2
Bob Smith +2
Janice Jones +1
Kim Apple +1
Amy Whatever +0
Zero Line
Jody Johnson -1
Bob Bobbins -4
Toni Thomson -11

Quality Assurance Scores
January, 2006
Who Score

+2

+2

+1
Kim Apple +1

+0
Zero Line

-1

-4

-11

Other Benefits of Numeric QA Scoring:

Name Jan-05 Feb-05 Mar-05 Jul-05 Sep-05 Dec-05 Feb-06 Mar-06
John Doe -5.5 -2.5 -2 -5 -2 -1 -5
Bob Smith -4.5 -4.5 0 -1 3 0
Janice Jones -1 -1 -1 1 -2 -1 0
Kim Apple -3 0.5 0.5 1 1 -2 -3
Amy Whatever 2 1 1 1 2 0 1
Jody Johnson 0 0 3 0
Bob Bobbins
Toni Thomson
Valerie Vescado
Mike Morris -2.5 -1 -6 -2
QA Scores Over Time
4
5 aN -+ John Do_e
0 —— Bob Smith
0 N . 7\7 Mike Morris
-2 .
P S e
3 S 7 \ pp
-6 -+ Amy Whatever
-8 —— Jody Johnson
-10 < — Bob Bobbins
12 Toni Thomson
Valerie Vescado

Audited Months

Apr-06
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Quality Assurance Plans for the Real World

Quality Control Reports and delivery to upper managment

If the audit is being done by a either an in house trainer/auditor or by a third party, it's not a
bad idea to take the time to put the quality scores into context with the rest of an individual’s
workload. It's really not that hard to do high quality work on a desk with 1 Million in revenue
when that revenue is generated by 5 or fewer accounts. But someone working a commercial
lines desk generating only $300k in revenue but doing so with 250 accounts or more just might
be working extremely hard and deserving of a bit more slack on their audit scores.

Monthly Quality Control Review - Management Summary - February 2002]
Monthly Guality Control Info Monthly Reports Info -Feb 2002 Annual Reports Info
Total # of
L Commission Clients | Total # of | Total # of
Total # of | Commission Volume of Eeing Policies Sections
C5R [As listed Activities in]  Volume of Transactions | Handled Being Being | Commission | Commission
on Policy #of #of PolicyQuality Controlithe Month of Accounts [Book! [Production - |[Book of | Handled Handled Volume [BookVolume (Production
Screen) Clients | Sections Score Feb 2002 of Biz) including fees) Biz) [BEookofBiz}[Eook of Biz of Biz) Report)
Jean Stone T 12 0.37 315 33,221.50 67,529, 25 35 121 138 301,05 i 202,275.63
Tom Johnson 4 13 0.09 320 153, 229.08 36,875.27 30 ] 10 601,558 TR 242,934 .59
Dave Unger 5 5 0.19 302 55,075, 48 4708845 2T 103 166 447 475,00 401,557 .44
Marie Hogan 3 3 -0.43 252 3.0588.32 3,162 .45 3 (] 83 241,058 60 55,420.59
Anne Richmond| 1 ] -1.M iz 1,900.00 265815 3 3 38 118,245 58 N/A
Jeff Frankin 25 83 -1.11 338 57,205.95 51,7348 188 350 460 388, 15835 340,5921.03
Kathy Meyers 5 [ -2.16 75 25,654.78 2,635.10 50 120 135 69, 877.30 36,645.19
Conclusion

e Management must buy into the concept. Everyone loves the idea, noone actually does
it.

e Make certain that everyone knows what is going to be checked. This is not a surprise
quiz. The end result of improved quality is the objective, so give everyone every chance
to do well on the audits.

e Good people will not take a bad audit quietly. Some will see negative items on their
audit as a personal slight. Remember that it is exactly this type of employee that we
want; people who take pride in their work and are passionate about it. So take your
patience pills and be combat ready.

e Back check! Recheck accounts previously reviewed. Few things tell you more about
the underlying attitude of an employee than when you point out an error that they made

on an account and then find that they could not be bothered to go back and try to correct
it.
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Quality Assurance Plans for the Real World

Appendix A: Reporting to Management Samples

Management Summary Reporting - Sample 2: Inflow management vs. quantity of throughput

A E 2 C E F G H 1 J K L [ 1] F a u v W 3 T z Ab 4B m\
1 Empls Ink tion Outlook Email Epic Unrouted Current Open A | Prior Manth Phene System Data
Forg ¥ of (
Emails | Emails Unrauted | Unrouted Days #of
Emails | Unrea | Over 7 |Over 14| Unrouted  Attachments | Attachment Activities [ Activities Future - from Avg # of Days Attachments Incoming | Incoming % of C.
Inbex - | d days | daps |Attachments- Ouer 1days | s-Over 14 Over ¥ Over 14 |Meat 14 Day Today to| from Entry date to n Prewious Outgong| Extemal | Intemal | Calls to o
2 Name OP Code Emp Code All Emails | Old ad Al oid days Old Open | davsOld | days O | Followups Followup| Followup Date Voicemail
3 1z T - - - - - 1 - - k 22| 13 4. B4
< - = = il = = 27 i) : 5.5 474 0|
5 i - 1 1 1 - - 33 1 4 T8 464
6 - - - - - - 5] - - 1 53
3 - - - - - 38 i il [E]
8 4 1 1 it g 323 223 153 18! 9.3
3 S 4 i n - - - 12 il 0 38, 438
n 4 n
T 7 3
2 - &
1 BE 3 7
1 1 4 HiE]
5 eC El 3
16 17 8 263
T € 3 258
ey A

Management Summary Reporting - Sample 3: Reportable Items only with Workload Analysis Data

' Cmployee Information Image Inbox Weekly Report Items Results Previous Month Processed lkems rollowup Management Dook of Busiess (by CS Code) N
3 | Usermame |Code | Code | Code  Code |FirstMame | Last Name | Over T Over 7| Over 14 [Orer 50 0ver 60 ronl states code nore Coma Comm . Score Total Artackments Taral on Hame Base days ald Cliests Rizks Premin

3 i 9 1 0 o g 5 ] o ] o o o ] -5 409 882 B27) £27)

si C 1 0 o -E ] 0 o 0 o o o 0 -5 68 1220 34| 344|

B Z 1 0 o o 2 ] o ] o o o ] F4 BT 1461 i) 550

s [l 3 s | e o o o o o o o i o o -1 = ) w1 o o

i L 1 0 o - 5 0 o 0 o o o 0 5 *27 1w 307 S 1082 #7] +0| - - -
o T I I 5 B > p i > > o = o 2 o @ e 5 S | we| o] amema
£ H ] 0 o 2 13 o 0 o o 1 0 a 138 53 267 B8 865 i i 135 510 543 2N437816
L Z 1 ] o 2 4 1 1 o o 4 ] -2 403 bl 325 44 i) 53| 53| 213 w2l e 26945805
L C 1 -2 o -2 5 o 0 1 o 3 0 -5 GEE 182 a8 Fail 1513 B8] 188 238 7ot 278336154
13 Z 1 0 o 2 3 o ] o o 2 ] 0 07 2 409 56 325 B 137] 182 Ty 167433741
ﬁi C 1 0 o 0 1 o 0 1 o 4 0 -3 158 0 168 L 312 n3 103 242 1075

Ll 9 1 0 o 5 T4 0 g 1 o 1 ] - 226 g 234 HT 541 Liad 44| 21 Tl

> [l 3 s | e o t 5 2 o o i o T o -8 &0 = 50 Bt 1273 &) EEED 65| Les|  zosssois
. L A 0 o o 51 1 1 o o 2 0 5 - Bl Bl 1007 1050 ) +| 240 O ooy 2100,090.00
=l c [ o[ o | = s o > o | o > » o m m ] am 0 T Y ) T
® | [ ] 0 o o 0 53 o 0 o o o 2 - - - - - 0| 0| 103 w3 27 B21161.73
B | 9 1 ] o o ] 7 o ] o 1 o ] 240 3 243 B72 315 ] L 114 fx] 41 FE1E20.80
A C 1 0 o -E 5 B4 1 1 8 4 " 1 484 7 501 118 1E10 B1 B g 68 433 3B2E03218
21 Z 1 0 o o 2 30 o 1 1 3 16 ] 3 - 30 1232 1262 8| 4l a7 24 35 1583.247.00
-] i C 1 0 -3 o 3 18 o 0 1 1 2 2 2E0 4 264 47 E81 0| 0| 1256 M2 523 1388,834.28
3 9 1 0 o £ 5 3 o ] o o o ] 263 - 263 0 533 35| 35| 177 7 80 3F2BIT4001
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