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1. Project Overview

The departments of the University operate about 115 copiers and multi-functional devices (MFD) (printer-scanner-photocopiers) and many desktop printers of many different types all using electricity (often around the clock), cartridges and maintenance support.  The University in 2008/09 spent more than £176k on MFD printing, over £100k on printer cartridges, at least £500k on paper, £400k on external printing (prospectuses and similar) and an unknown amount on computer printer purchase.  One science school has 99 printers of 50 different types and one room in Northcote House has 4 occupants with 4 desktop printers, a fax machine and a scanner. These numbers are fairly representative.  The number of individual scanners and fax machines is, so far, unknown but certainly significant. The equipment survey planned for August 2010 will provide a robust report of the quantity of MFD’s, printers, scanners, desktop printers etc on campuses (Streatham and St Lukes)  This arrangement has developed in a piecemeal way.  The result is inefficient, costly and does not provide the modern service expected by users.

Southern Universities Management Services (SUMS) recently reviewed the University’s printing and copying facilities and presented its findings and conclusions in report number 1137/09, which was approved by the Technical Infrastructure Group (TIG) on 10 Sep 09.

The Creating Value Group (CVG) has approved the improvement of the self-service printing and copying service to produce savings and efficiencies.
2. PROJect objectives

2.1 The main deliverables of the project are:

· A single contract with one supplier for a ‘managed print service’, under which all MFDs, selected desktop printers and print-management software are supported by that supplier.  Support includes implementation management, advice, replacement toner cartridges, repair, maintenance, selection and provision of new machines, management information, continuous improvement and so on.  Campus Services will lead the provision of the service by providing the service manager.

· A universal approach to self-service P&C at the Streatham, St. Luke’s and Cornish (ASU) campuses, and for associated organisations such as TCS, TDV, PCMD, GWR and the Guild that choose to participate.

· The replacement of most of the desktop printers, scanners and faxes with MFDs where commercially and practicably appropriate.
· The introduction of print-management software to replace the PALMS print system and any locally-developed arrangements such as Cashkard.
· A modern and fast  printing and copying solution
· To gain capital savings by not replacing individual printers, copiers and scanners, and gain efficiencies from introducing one standardised, centrally managed contract and charging system.  
	OBJECTIVE
	MEASURE

	A single contract with one supplier for MFD’s and print management software
	Contract in place

Delivery of the service.

	The replacement of most of the desktop printers, scanners and faxes with MFDs
	Reduction in number of desktop printers, scanners and faxes.  (Supplier to provide management data)

	The introduction of print-management software to replace the PALMS and Cashcard payment systems

	Contract in place.
Successful testing.
Delivery of the service.

	To improve customer satisfaction
	Customer feedback in relevant internal surveys and National Student Survey.

Feedback facility in the system.


2.1. Metrics

This project will improve student and staff experience by providing improved, consistent and more reliable self-service copying and printing facilities with additional scanning services.

	UG Students & Student Experience
	6. National Student Survey (performance across the 7 question areas)
	Indirect

	Earned Income
	Non Funding Council Income
	Direct


2.2 SUSTAINABILITY ISSUES
Reduction in the number of desktop printers will reduce energy, heat output and printer cartridge consumption as well as eliminating the embedded energy (and therefore CO2) of capital replacement.  A University survey by the successful supplier will report on the current amount of equipment on campus (base line) and offer proposed plans to make reductions and efficiencies. The University does not currently understand what the base line figure is.  Once the plan has been agreed with the agreement of college managers / heads of departments / end users etc  initial savings and sustainability benefits will be reported and if future surveys are conducted the impact of the Self Service Print and copy project could be measured against the base line measured as part of this project.  
The use of a managed (rules-based) software system will ensure / encourage that staff send print work to the most efficient and effective machine for finishing. The rules are yet to be agreed by the project board . The software system will also allow staff to pick up their work from any machine at any destination The software will also track users and usage enabling departments to encourage their users to be accountable for printing and copying, in terms of sustainability. 
The review will include assessing the sustainability profile of any new equipment (MFD / Printers) and the impact on the environment before, during and after use, including energy consumption. This will be covered in the detailed tender specification.
The unified approach and application of a single print management software will enable ‘paperless’ scan to email, double-sided printing, reduce wastage and possibly direct bulk printing to more efficient devices.
Data Protection

The new system will allow documents to be held secure on MFDs before the owner actually prints them.   

3. Scope & Timescale of the Project
1. Project Scope
To set in place a single contract with one supplier for a ‘managed print service’, under which all MFDs (and probably selected desktop printers) and print-management software are supported by that supplier.  Support includes implementation management, advice, replacement toner cartridges, repair, maintenance, new machines, management information, continuous improvement and so on.  Campus Services will lead the provision of the service by providing the service manager
Installation of new MFDs or contract management of existing MFDs at suitable agreed locations, with comprehensive integrated site back-office systems networked for central overview of consolidated and detail data about each MFD.

2. Project Timescales

	Serial
	Milestone
	Resp
	By

	1
	Prepare Spec for temp library copiers

	John Malloch
	18th Aug 2010

	2
	Further specification for library copiers


	John Malloch
	27th Aug 2010

	3
	Replace Library Copiers

	John Malloch
	15th Sept 2010

	4
	Consult with colleagues / depts.

	PRJ
	21st Jan 2010

	5
	First Project Group Meeting


	PRJ
	21st Jan 2010

	6
	Agree PID by GROUP


	Group
	21st Jan 2010

	7
	Agree scope of project by GROUP


	Group
	21st Jan 2010

	8
	"Arrange supplier "" experience gathering"" presentations

	PRJ
	9th February 2010

	9
	PID Submitted to TIG
	PRJ
	26th February 2010

	10
	PID Agreed by TIG
	
	26th February 2010

	11
	Visit other institutions with similar solutions

	Group
	18th March 2010

	12
	SSPC Project Group Meeting


	PRJ
	4th February 2010

	13
	Finalise and agree functional specification


	Group
	4th February 2010

	14
	PID submitted to PCG
	PRJ
	7th April 2010

	15
	Board to sign off functional specification


	Board
	9th April 2010

	16
	Issue ITT / Further competition(inc building audit)  Procurement stage 1 – Outline Bids requested from all framework providers (non price elements scored in stage 2)

	PRJ / Procurement 
	30th April 2010

	17
	Evaluate tender returns and shortlist


	PRJ/Procurement/Group
	7th  May 2010

	18
	Stage 2 – Detailed bids requested from Shortlisted providers who pass non-price elements resent phase 2 documents.


	PRJ
	21st  May 2010

	19
	Evaluate Stage 2 Bids & Supplier presentations


	PRJ/Procurement/Group/Board
	4th June 2010

	20
	Supplier reference checks


	Procurement
	11th June 2010

	21
	Preferred Bidder Decided & Board sign off


	Board
	18th June

	22
	Mandatory Standstill


	
	2nd July 2010

	23
	Set up and testing


	PRJ
	20th August 2010

	24
	Test the print management system through a coordinated phased implementation (replacement for PALMS, Cashkard and any other relevant systems)

	PRJ / IT
	20th August 2010

	25
	Test the staff recharging system;


	PRJ / IT
	6th August 2010

	26
	Review Testing and Contract Award


	PRJ / Board
	27th August 2010

	27
	Audit of hardware on Streatham and St Lukes 
Campus equipment survey on current state and proposals for installation of MFD’s.  Publish baseline statistics (nos, types, cost to purchase, cost to run, CO2

	Nominated supplier
	24th September 2010

	28
	Audit Review and planned solutions and proposals


	Group/Board
	8th Oct 2010

	29
	Consultation on audit recommendations with stakeholders


	PRJ
	28th Oct 2010

	30
	SSPC audit & recommendations sign off


	PRJ & stakeholders
	29th Oct 2010

	31
	Hardware assigned / redeployed as per plan.  The project roll out details and timescales are not yet agreed

	PRJ/ Board / Stakeholders & nominated supplier
	From the 1st November 2010

	32
	Complete Introduction and declare ‘steady-state’;

Hand-over to ‘University Service Provider ( Campus Services tbc)’


	Supplier
	Dec 2010

	33
	Based on the September campus equipment survey and MFD’s installed, report initial savings estimate to board

	Supplier 
	Jan 2011

	34
	Continue to manage and improve the distribution of MFDs and the provision of service
	Supplier / University Service Provider
	

	
	
	
	

	
	
	
	


3. University Campuses
The project will form a universal approach to self service print and copy at the Streatham and St Luke’s campuses.  ASU at the Cornwall campus should also be in scope to support intra-school working.  Other associated organisations (such as the Guild, TCS, TDV and PCMD) may choose to participate.
4. Project Phases
	Phase 1
	Library temporary solution

	Scope:
	To replace out of contract equipment with short term contract

	Dates/Duration:
	August 2009

	Deliverables:
	New MFD in place

	Provided by:
	John Malloch

	
	


	Phase 2
	Project definition

	Scope:
	Scoping and defining the project, agreeing resources, timescales and finances

	Dates/Duration:
	Jan 2010

	Deliverables:
	PID, Project Plan

	Provided by:
	Project Manager

	
	


	Phase 3
	Consultation, Research and prepare specification

	Scope:
	Consultation and benchmarking

	Dates/Duration:
	Jan 2010 – March 2010

	Deliverables:
	Working group have an understanding of other print and copy systems.  Project communication plan in place.

	Provided by:
	Working Group and Project Manager


	Phase 4
	Procurement 

	Scope:
	Finalise functional specification, tender and award contract.

	Dates/Duration:
	April – August 2010 

	Deliverables:
	Procurement Services is fully engaged with this project.  The recommended approach is to invite tenders (as part of a ‘mini-competition’) within an OGC framework agreement, which will provide pre-negotiated robust arrangements and flexibility to accommodate our specific requirements within a relatively fast process.

The most important element will be the development of a clear ‘output’ specification, which will explain what we want to achieve.  From this we can develop a scoring system and the appropriate tests or checks to ensure we get what we have specified.  We suggest that part of the selection process should be that bidding suppliers review one school or a part of that school to suggest a solution that the UoE can assess.



	Provided by:
	Procurement


	Phase 5
	Testing and contract award

	Scope:
	Hardware and software is tested by University IS department

	Dates/Duration:
	July & August 2010

	Deliverables:
	Successful testing and contract award

	 Provided by:
	IS / CaS


	Phase 6
	Estate Audit

	Scope:
	Successful bidder audits current estate and makes recommendations

	Dates/Duration:
	September 2010

	Deliverables:
	A) Robust plan in place in terms of machine type and number per location / building. 

B) Agreed with each school manager and Campus Services

C) Implementation roll out plan in place

D) Proposed savings to be outlined by supplier (short term savings and longer term savings) once implementation plan has been agreed.

	 Provided by:
	Successful bidder 


	Phase 7
	Installation

	Scope:
	Start of planned and progressive roll out of MFD

	Dates/Duration:
	From November 2010 – The project roll out details and timescales are not yet finalised with new supplier or stakeholders ( see note 1 below)

	Deliverables:
	New MFD’s successfully and progressively rolled out and in use as per agreed plan (phase 4)
Note 1 The introduction of the new contract, devices and software to more than 20 departments and organisations could take up to 12 months, and will depend on the state of each department’s current printing and copying contracts.  For many departments, a speedy implementation may not be necessary because they have a working system that can run concurrently with the new contract.  However, some schools have indicated strongly that they want to be early adopters for local reasons (expansion, current contracts, etc).

As part of the roll-out the supplier will provide the initial “end-user” training for each department.  Campus Services will provide ad-hoc training and support.
Clear communication plan to inform end users on new practices, rules based printing, billing etc.
Formal review following on from each installation


	Provided by:
	Campus Services & Successful bidder


	Phase 8
	Project Closure and handover to operational management

	Scope:
	Closure of the project and handover to live operation, and ongoing supplier management.  To agree ongoing project board to review and monitor the contract.

	Dates/Duration:
	Dec 31st 2010

	Deliverables:
	Successful implementation and handover of the new MFDs.
Support strategy 
Post-implementation report including review of savings, efficiencies, capital and revenue purchase avoidance, duplex printing, paper usage, CO2 saving, energy usage, printer numbers (space release), etc.

Post award project board assigned

	Provided by:
	Project Manager 

	
	


3.1
Related Projects

	Projects
	Expected Impact/ Completion Date

	· Network Upgrade project
· Infrastructure projects & New Buildings

· College transition
· Finance coding changes due to new aptos codes and changes within departments (e.g  College transition)

· The Forum and any associated consideration that this project will be delivering MFD’s etc into it

· EDM System
	· Little impact. Co-ordination required with network team.

· Communicate aims of project with EDS

· Some impact at the time of transition because college managers and administrators will be focusing on mergers. 

· Little impact as finance partners are involved in the project

· Clear communication of the project to the Forum project team and ensure that the working group are involved in any proposals.

· Little impact as MFD’s will scan to file/email.  Ensure PM is aware of SSPC project




3.2 Out of Scope
1. This project does not cover the development of a University smart card, other than the ability to accept them and collect payment (future proofing) if appropriate and possible.
4. RISKS, constraints and ASSUMPTIONS

4.1
Risks

See Appendix A – Risk, Issues and Actions Log
4.2 Constraints & Dependencies
1. Network access

2. Network access in suitable positions within buildings.
4.3 Assumptions

The project will put a strong reliance on the chosen supplier to provide an all embracing solution within the contract.  These types of solution are common within the sector and across general business.  The specification will have to ensure that our requirements are clearly articulated.  The stakeholders on the working group (refer to paragraph 5.2.2) have all expressed their commitment to a good working solution.
5. ReSource for the Project

5.1
Finance

1. Capital Expenditure

The project will not incur any direct capital expenditure, however some costs may be incurred such as networking costs if the network points are in the wrong areas.  It is anticipated that such costs would not be borne from the project but by the University Service provider (Campus Services tbc) as an operational cost.
2. Revenue Expenditure

The resulting contract will be based on pay-per-copy charging which will cover all associated costs such as operational management of the service, servicing, maintenance and consumable items.  (The handling of paper costs will be determined in due course.)
3. Source of Income

Self Service printing and copying currently provides income and net contribution to various department’s budget. The introduction of this project with one lead department will indicate that budgetary re-assessment will be needed to be taken into account to offset any potential loss of income to any affected department.
5.2 Staffing Resources

5.2.1
Project Board

a. Staff.

· Implementation Manager

Phil Rees-Jones
Campus Services

· Asst Implementation Manager
Julie Brown

Campus Services
· Technical Adviser


Nigel Phillips

Campus Services

· Project Secretary


Sally Griffiths

Campus Services

b. Project Board.
Members of the board 
	Person
	Title
	Role or Interest

	(a)
	(b)
	(c)

	Geoff Pringle
	Director of Campus Services
	Chair.& Co Sponsor
Lead Department.

	Deborah Welland
	Assistant Director BISS
	Co Sponsor

	Phil Rees-Jones
	Project Manager
	Implementation

	John Malloch
	Head of Procurement
	Procurement aspects

	Mike Walton
	Assistant Director, ICSD
	ICSD/AS

	Anna Verhamme
	College Manager (Business School)
	College’s perspective

	Sue Hudson
	Senior Project Manager 
	Assistant College Manager (Infrastructure and Technical Services) perspective

	Jill Williams
	Registrar Executive Officer
	Customer perspective


The Project Manager will provide all the paperwork and support for the meetings unless papers from other members are submitted.  The Chair will approve agendas and run the meeting ensuring agreement for items that require decisions are understood and agreed. 
 The project sponsor will normally chair the Project Board.  The sponsor’s role is to own the overall project.  
The Project Board will make decisions which may involve change of scope, budget or timescales.  

Standard Agenda Items for the Project Board are 

· Minutes from previous meetings

· Risk/Issues/Actions Log

· Communications Plan 
· Project Managers Report

5.2.2 Project Team

	Person
	Title
	Role or Interest

	(a)
	(b)
	(c)

	Phil Rees-Jones
	Project Manager
	Chair.

Representative of the Lead Department.

	Richard Price
	Contracts Officer, Procurement Services
	Procurement

	Nigel Weaver

	Print Manager, St. Luke’s
	St. Luke’s

	Pete Bishop



	ICSD
	PALMS

PC Clusters

	Stephen Mossop
	Head of Library Services
	Library.

Cashkard replacement.

	Steve Grange
	Head of Infrastructure
	Infrastructure specialist

	
	
	

	Julian Vinnels
	Head of IT, PCMD
	PCMD

	Martin Henson

	Finance & Systems team, Corporate Services
	Recharging and Finance

	Nigel Phillips
	Print Services Manager


	Nigel Phillips is the technical adviser.  

	Julie Brown
	CaS
	Assistant to Implementation Manager



	Paul Lightowlers
	Head of Corporate Systems
	Systems specialist and previous experience


Weekly or bi weekly status reports should be circulated to all project team members to ensure everyone is aware of the progress of the project.

6. Managing the Project

List the project management reports that will be produced:

· Project Initiation Document plus appendices
· Risk Log

·  Issue Log

· Action Logs 

· Key Messages Document

· Communication Plan (May 2010 attached)
· Procurement Schedule (> £25k)

· Project plan 

· Project status reports 
· Post Project Evaluation  report
6.1
Issue Control 

Issues arising will be discussed with the relevant project team members and controlled by the Project Manager. Escalation to the Project Sponsor will be as required by the Project Manager.

See Appendix A – Risk, Issues and Actions Log
6.2 Actions Register
Actions are recorded in the minutes of the Project Board and Team meetings
See Appendix A – Risk, Issues and Actions Log
6.3 Financial Control
No direct finance involved in funding the project
6.4
Information Management

Where will all the information be stored and made available?
Project Manager & In Tend software

7. stakeholders
Please see attachments 
a) Key Stakeholders 
b) Communication Plan
8. planning

See Project plan
9. APPROVAL

	
	Name
	Signature
	Date

	Project Sponsors
	Geoff Pringle and Deborah Welland
	
	

	Project Customer
	Geoff Pringle
	
	

	Project Manager
	Phil Rees-Jones
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