Alternatives for Managed Print Services
Scope Definition

Print devices through Corporate facilities with Corporate Network connectivity 

Out of scope

Print devices for field and employee home offices (handled as “one-off” expensed items within Shared Services) – need to determine scope of asset management for these devices for audit and accounting purposes.

Option 1 Description:  Full vendor provided MPS

A single vendor service to provide all Managed Print Services for Corporate sites.  Vendor provides the following to meet print requirements defined by Corporate:

1. Print device

2. Maintenance/servicing on print devices

3. Management of access to print devices (print queues)

4. Consumables (ink, paper and replaceable parts)

5. Usage reporting and system monitoring

Vendor will provide contracted pricing for availability of all of these services as provided.  Corporate resources would be required to provide the following:

1. Defining needs and locations for service

2. Allocating costs to departments/units

3. Relocation within facilities and local furniture/ floorspace

4. Reporting through documented processes when devices are not available

5. Access to Corporate network according to security requirements of vendor

6. Power and connectivity for device at selected locations

Option 2 Description:  MPS Administered by Corporate Print Team

GIT Print Services team as oversight to provide a customized MPS for North America sites.  Corporate would determine appropriate sources to provide the following print requirements:

1. Print device procurement – vendor sources

2. Maintenance/servicing on print devices – from vendor source(s)

3. Management of access to print devices (print queues) – provided by Corporate GIT team and contracted sources within IT Print Services

4. Consumables (ink, paper and replaceable parts) – from vendor source(s)

5. Usage reporting and system monitoring – provided by Corporate GIT team and contracted sources within IT Print Services 

· Resource accounting 

· Allocating costs to departments/units 

The local units will be required to provide the following:   

1. Relocation within facilities and local furniture / floorspace 

2. Reporting through documented processes when devices are not available 

3. Deployment and triage troubleshooting of devices 

4. Defining needs and locations for service 

5. Power and connectivity for device at selected locations

Change to current Managed Print Services Plan

Both alternatives offer the following from today’s unit based processes:

Advantages

1. Reduce / eliminate services and support required at each facility

2. Consolidate consumable supplies and centralize service in monitoring, ordering and handling consumables

3. Shows immediate and direct cost savings for any group who is willing to participate in device consolidation and optimization.

4. Assigns direct costs to accommodate any deviation from printing standards

5. Defines the scope of print resources availability for Corporate in published format

Disadvantages

1. Both alternatives will be perceived as more expensive with little or no measurable cost savings from current arrangements

· Procurement costs are defined by the depreciated value at time of department assignment – devices procured previous to the current fiscal year are deemed “fully depreciated” and therefore “no cost” at assignment.

· If a department no longer requires a device, any residual costs are again assumed by Corporate IT unless appropriate reassignment within specified time period at approval of new department is accomplished.

· Printers are used until no longer functional.  If additional needs are defined for an area and the current printer is still functional, some departments have been allowed to keep the old printer connected and in use after a “replacement” is ordered and put into use.  No investigation has been done in house on the cost of maintaining older technology equipment, so this added cost is not defined.

· Current shared service costs (procurement activities and print queue management) are based on number of computers rather than number of supported print devices.  
· Consumables are ordered by a designated person, many times an administrative assistant in the area, who is not provided guidelines other than part numbers.  Cost of consumables not tracked separate – within office supplies budget.
· No inhouse study has been made to determine the cost of maintaining current printer fleet.  Costs related to department downtime, deskside support, and Tier 3 resources has not been researched, and cost of parts and maintenance is an expense that has not been noted as anything more than during the month of allocation.
· No current financial provision by departments for support of “critical” devices.  Costs have been absorbed by Corporate IT Desktop Support group.  
· Implementation of an effective migration will require full upper management support.  Deviation from process and “exceptions” will raise costs for Corporate.  Review of current technology use and change in processes may be necessary to see optimum cost savings.
Option 1:  Full vendor provided MPS

Advantages

· Pricing model from a single source to provide entire service.  Contract defines all services provided and cost structure.

· Vendor has already defined processes for providing the above services – no need to investigate and test before implementing processes or defining sources.  Vendors would be able to provide list of clients who already have implemented their services for verification.

· One contact with no “finger pointing”.  Because the same vendor provides the printer, the access (print queue), the maintenance, and the consumables, when there are issues, they are the single point of contact to restore services (other than when problems concern issues related to Corporate provided resources).  Vendor will be motivated to keep resources available with little down time as possible.

· Reduces the expense of Corporate resources required to support print services.  Current resources can be reallocated to other projects/services.

· Cost savings for service based on vendor’s ability to reduce costs on sourcing and optimizing print environment.  Optimized print environment provides more efficient office space use and lower greenhouse emissions.

· Corporate does not have to provide warehouse space or resources for device decommission/retirement – covered in the cost of print service.

· More flexible in changing work environments – expansion and contraction of necessary services based on temporary projects or elimination of departments/sites.

· Lower accounting requirements – fewer assets to manage since devices provided by vendor.

Disadvantages

· Allocated costs will be higher than units are currently experiencing unless they are already participating in a full vendor supplied MPS.  Units/departments will see the fully cost of the service, and may not be prepared for the higher expenses.

· Actual costs savings noted by vendor will be adversely affected by each department that is not able or willing to follow guidelines of the vendor proposal. 

· Vendor optimization of devices will probably fewer and smaller devices in areas based on actual historical use

· Vendor optimization may not take into account OSHA and other project or software specific requirements

· Failure to comply with recommended guidelines may raise the cost of this option not only for those who can’t/won’t comply, but for all participating groups.

· Handling of existing devices owned by Corporate & Co.  Vendor may require that Corporate put devices back under manufacturer warranty or may prefer to provide their own devices.

· Network security – vendor will require server administrator rights for their staff on Corporate Network print servers to handle queue maintenance.  Elimination of print server queues is questionable due to WDS and SAP printing requirements.  Access to Corporate Network resources may also be required for report data collection.

· Vendors must make a profit on the services they provide, so the cost of providing those services will be higher than similar services provided by internal Corporate personnel (unless they are able to provide the services more efficiently to offset their profit).

Option 2:  MPS Administered by Corporate Print Team

Advantages

· Corporate assumes the financial advantage of device ownership over leasing.

· Corporate has more direct control over access rights to server and network resources, although this will still not be limited to direct Corporate employees (as desired).  All servers and programs on Corporate Network will be controlled by Corporate resources – no vendor owned/controlled systems required.

· Corporate has greater flexibility in defining service requirements, determining which services should and shouldn’t be covered

· Unit requirements can allow flexibility in services available, and costs related to special requirements can be allocated to the requesting unit rather than shared by all sites.

· Allows Corporate to establish standards

Disadvantages

· Current costing model does not cover expectations nor drive desired behavior 

· Current cost model includes:

· Monthly cost per EA device to cover queue management

· Procurement costs

· Maintenance costs of direct repair (parts and service contract) 

· Current cost model “hides” many of the costs of device availability

· Consumables are included in Office Supplies budget

· Maintenance costs are “expensed”, including maintenance contracts.  Cost of local tech attention is “lost” in support costs.

· “Expensed” printers encourage use of older technology and keeping devices in use until failure.  “Capitalized” printers encourage departments to avoid printers that are not fully depreciated but “used”, and to request brand new equipment instead.

· No accounting for the cost to retain older technology – less efficient use of toner, more down time, higher energy costs, slower speeds, and higher number of devices used as “contingency” for outages.

· EA cost does not take into account device to user ratio

· There is no process to pass costs to the requesting department for  loaner or temporary devices and additional services such as “hot spares” or non-standard setup management (such as specialized or multiple queues)

· Will require setting up warehouse facilities to store devices independent of facilities.  Units that store unallocated devices locally will assume that the device is “theirs” for assignment, and may refuse to send to another location.

· Changes at various sites can cause equipment surpluses that need to be warehoused and reallocated or shortages that must be handled.  Slower accommodation in requirement changes than vendor provided leasing.

· Corporate will need to define cost structure and determine best sources and processes to fill unit requirements.  We have the capability to set this up, but it will take time and resources – we do not have a “tested” and proven services contract model at this point.

· Will require great care in reducing time and costs of  troubleshooting and resolution 

