Cost savings/Efficiencies in Acquisition of Personal Computers

A.  Idea/activity

 In support of current efforts to identify cost savings and/or efficiencies at Evergreen, we would like to propose three potential models for the acquisition of new desktop computers, each resulting in varying levels of (a) cost reductions, (b) time savings, and (c) changes in user experience.  They each also require varying changes in user behavior and expectations.  We offer these for consideration to the Financial Futures group, the College Budget Council, and the general Evergreen community, and seek guidance as to which model – if any – we should implement.

While we’ve discovered that none of the options yields the full degree of up-front cash savings we had initially hoped for, we want to emphasize the opportunity for gaining efficiencies with these models.  If we look at the “Total Cost of Ownership” of a personal computer, only about 30% of that cost is the cash required to acquire the equipment.  The rest of the total cost comes in the form of labor required to receive, configure, install, maintain, support and repair the equipment over its life.  Any improvements in the support process which reduce the number of hours of attention required by each computer over its life cycle results in a lowered “Total Cost of Ownership,” and thus an efficiency for the college.

Interesting facts:

· Evergreen currently has a net inventory of approximately 1500 personal computers – a number which has grown by about 200 every year for the last 3 years.

· In calendar year 2000, the college purchased 354 new personal computers; in 2001, 325; in 2002, 310.  Given the inventory numbers cited in the previous bullet, it is clear that many of the computers which these new purchases are intended to “replace” are being re-cycled into new/additional uses in the college.  This constantly growing inventory of computers in the late stages of long life cycles represents a steadily growing support complexity and workload.

· Life cycles of computers, through various user assignments, is currently from four to seven years. 

· When a new computer is installed, the ‘old(er)’ computer is most often “cascaded” to a user with a slower computer.  In extreme situations, installing one new computer can result in six or seven cascades.  

· For every two pc’s installed, typically only one is surplused.  For every five Macintosh computers installed, typically only one is surplused.

· Given a very rough average cost per computer, ($1821.00 per unit)the college’s net personal computer inventory is worth about $2,731,500 (before depreciation).

B. 4.  How this idea/activity contributes to Evergreen’s long term mission

Integrated Campus Computing Environment

The high variability in computer models across campus, and the long life cycles we demand of computers, creates several difficulties for users:

· The versions software we need to run on our computers is most often driven by external trends we cannot ignore: virus protection software that must be kept up to date; web browser versions that make it possible for us to utilize tools/functions incorporated in web sites that support both academic and administrative pursuits; both academic and administrative software vendors who cease to support and/or sell earlier versions of their products.  Running newer software on older equipment becomes problematic.  Applications run slowly, if at all, and the amount of work required to make these new applications “fit” on older hardware is many times greater than working with newer hardware.  In extreme cases, workers within one work unit aren’t able to exchange electronic work because older computers simply won’t run the software that a colleague is using.

· The complexity of the inventory makes the “roll out” of new services and software much more complicated and time consuming; it makes the use of network-based automated tools nearly impossible.  This results in C&C delaying, if not outright avoiding, large cross-campus deployments of new software versions.

· The time that C&C spends on dealing with this older and more complex inventory diverts us from time we could be spending on training, developing tools and resources for users, and doing collaborative work with users to solve college problems.

All of the options presented below are based upon the core strategy of reducing the amount of variability between individual computers within our total inventory.  Every slight difference in configuration of computer requires development work to establish a correct operating system setup to match that configuration, maintenance of complex records in order to be able to “re-image” a computer when/if it experiences problems sometime during its life, variability in problem solving strategies when things go wrong, breadth in the kind of spare parts we must keep on hand, and limitations on our ability to exchange one computer (or computer part) for another.

How to minimize variability??

We propose the formation of a group that meets quarterly to establish ‘standard’ configurations for the college, in advance of hardware orders.  Currently, de facto standards for the majority of users get set in the following manner:  lab managers decide, in concert with faculty, what to put into academic computing facilities; faculty then want equipment that matches what students are using; in order to reduce variability where we can, TSS then recommends similar equipment to administrative users, making minor adjustments when needed for specific administrative needs.  It isn’t apparent that this sequencing is often taken into account when deciding on equipment specifications for lab facilities, and it’s seems possible that more cost-effective  decisions could be made.

Such a group might be comprised of : 5 (?) lab managers, 3 faculty, 3 staff; Rob Rensel; Marshall Robinson; and Anna Kircher as ex-officio and facilitator. 

The bulk of the computer ordering on campus might fit comfortably within a model that requires tighter ‘standards.’  A challenge for such a model would be designing strategies that served the needs of those faculty and staff who perceive a necessity to be involved in research and professional development with cutting edge equipment on their desktop.  This is a relatively small group (fifteen?), and more often than not, these are Macintosh users.  

Ordering equipment that constituted an ‘exception’ to the established standards would require special approval, and would seldom be granted – driven by shrinking resources and the desire for increased support and maintenance efficiencies.  Charge: Balance cost against performance in varying environments, understanding how the environments end up interacting; selecting equipment to meet expected life cycle with absolute minimal upgrading.

Options

Existing – Orders submitted to Marshall via email or in person; order details built through exchange of information with end-user.  Orders go to vendor as they arrive; a fair amount of variability is allowed and supported. Components frequently held until all arrive, which effects delivery timeframe.

Model 1 --  Available options listed on web page; order details built through selection of options and submitted via the web.  PC orders go to vendor as they reach minimum bundle levels (25 units?); set of available hardware options simplified, reducing late arriving components.

C. Process required to implement

· Charge a cross-campus task force to meet and establish current hardware standards

· TSS works with vendor to establish Web site detailing applicable options.

D. Resources required to implement

· Human resources – to charge task force and establish standards: several meetings initially.
· Human resources – to coordinate with vendor in developing a product Web site customized to our needs.
E. Time Required to implement

· One month required for vendor and on-campus coordination.
Model 2  -- Bulk orders of PC placed by TSS several times/year, anticipating expected need, and stored on campus. Individual computers deployed when/as ordered by end-users through web page.  Set of available hardware options simplified further, and kept in stock at TSS

F. Process required to implement

· Charge a cross-campus task force to meet and establish current hardware standards

· TSS works with vendor to establish Web site detailing applicable options.

· TSS creates a web-page to assist end-users in “pre-planning” the installation of their newly ordered computers – reduces unforeseen delays in completing installs.

· TSS creates realistic purchasing and inventory turn-over projections.

G. Resources required to implement

· Additional space for storing available inventory of computers – contiguous with Library 0103 (PC set-up room)
· Funding to acquire small stock of commonly required “add-on” hardware options.
· Human resources – to charge task force and establish standards: several meetings initially.
· Human resources – to coordinate with vendor in developing a product Web site customized to our needs.
· Human resources – to create and implement a web page to assist end-users in “pre-planning” the installation of their newly ordered computers
H. Time Required to implement

· One month required for vendor and on-campus coordination.
· Time required to identify and/or construct storage facility?
Model 3  -- The highest degree of efficiency in purchasing, support, and cross-campus integration can be achieved through a three year replacement cycle for all computers in the campus inventory via a pre-determined rotation schedule.  Turnover in staff does not result in new acquisitions with new hires.  This will result in shorter life cycles for some computers on campus (and decrease frustrations for users of these old computers), yielding a net increase in annual purchasing!  To limit the upward spiral of the total campus computer inventory, every replaced computer will be surplused.  Shorter lifecycles may yield some residual value at surplus.  This option presumes a centralized budget for personal computer replacement.  New, additional staff and/or faculty FTE, or establishment of additional computing facilities, will require adjustments to this budget in order to incorporate them into the replacement cycle.

I. Process required to implement

· TSS researches and establishes work-unit specific PC “Refresh” program and implementation schedule (including a method to phase in the process understanding that many computers do not need replacement yet).

· Identify and create budget resource adequate to implement refresh program

· Charge a cross-campus task force to meet and establish current hardware standards.

· TSS works with vendor to establish informational Web site detailing available options.

· TSS creates a web-page to assist end-users in “pre-planning” the installation of their newly ordered computers – reduces unforeseen delays in completing installs.

· TSS organizes work schedule in a manner that facilitates large-scale, unit-wide deployments.

J. Resources required to implement

· Additional space for storing available inventory of computers – contiguous with Library 0103 (PC set-up room)
· Funding to acquire small stock of commonly required “add-on” hardware options.
· Human resources – to charge task force and establish standards: several meetings initially.
· Human resources – to coordinate with vendor in developing a product Web site customized to our needs.
· Human resources – to create and implement a web page to assist end-users in “pre-planning” the installation of their newly ordered computers
K. Time Required to implement
· One month required for vendor.
· Three months to develop and establish refresh program and schedule.
· Time required to identify and/or construct storage facility?
· Time required to squeeze the money out of various budgets??? ;-)
	Model
	User Experience
	TSS Strategy
	Challenges
	Benefits
	Budget Implications

	Existing
	a. User decides they want/need a new pc; obtains permission from supervisor or Dean

b. User contacts Marshall (1) with list of specs or (2) asking for help determining specs; some recommended guidelines, but a fair amount of variability supported

c. User gives final price to budget authority; budget authority informs Marshall of permission to proceed

d. Computer orders sent to vendors as they are submitted by users

e. Computers and software held in TSS until all components have arrived; delivery to user dependent on arrival of components and software (sometimes more than 2 months)

f. User contacted for installation appointment.
	a. Determine approximate standards for ‘typical’ needs

b. Research, design, and development of software configuration “images” to match typical and customized option

c. Provide detailed individual assistance in selecting products

d. Bundle orders, when possible, to achieve some cost savings

e. Collect components until all have arrived

f. Setup and configure hardware/software including custom peripherals, options, software, etc.

g. Schedule installation appointment with user.
	a. Even though we have identified “typical”configurations for users to consider, significant customization  of hardware/software/configurations requires complicated management of equipment setup, maintenance and repair.

b. This same variety in equipment limits our ability to streamline such tasks as upgrading software across the college

c. A steady stream of small orders limits our ability to streamline the buying process, or obtain better price discounts.
	
	a. Average cost of a typical Windows PC: $1504.00
b. Average cost of a typical Windows portable: $1559.00
c. Average cost of a typical Macintosh desktop: $2880.00
d. Average cost of a typical Macintosh portable: $3270.00
e. Assuming a 60/20/10/10 buying ratio of 300 computers, net cost to the college is $548,760.00

	Model 1
	a. Same as existing

b. User goes to web site to make equipment selection, obtain pricing, and provide install information; OPTIONS are limited (see above)

c. Same as existing

d. Same as existing

e. delivery of core computer to user typically within 6 weeks (minimal additional delay may be encountered in waiting to reach minimum bulk order quantities).
f. late arriving components may arrive … late  ;-)
	a. Charge a cross-campus task force to meet twice per year to establish, review and/or update tight college standards for personal computers

b. Research, design, and develop  reduced number of infrequently changing software configuration “images” to match tight standards

c. Collaborate with vendor to establish web site with purchasing options

d. Bundle PC orders in lots of 25 or more.

e. Setup, configure, and install core computer when it arrives.

f. Install late-arriving components at the users desk.
	a. Acceptance of tight standards.

b. Difficult to identify budget reductions because budget sources remain distributed.
	a. Some cash savings for buyers.

b. Increased support efficiencies due to reduction in equipment variability.

c. Faster/easier purchases and installs.
	a. Average cost of a typical Windows PC: $1399.00
b. Average cost of a typical Windows portable:$1533.00
c. Average cost of a typical Macintosh desktop: $2880.00
d. Average cost of a typical Macintosh portable: $3270.00
a. Assuming a 60/20/10/10 buying ratio of 300 computers, net cost to the college is $528,300.00

	Model 2
	a, b, c and d same as above 

e. computer order pulled from in-house inventory; available to user typically within 1 week (actual install depends on user schedule)
	a. Same as Model 1

b. Same as model 1 – even tighter standards and reduced number of images

c. Same as Model 1

d. Acquire large number of computers and optional hardware periodically and maintain in inventory for resale (bundles of 100 or more?)

e. Optional components kept in stock

f. Setup and basic configuration takes place in advance, allowing very fast turn-around.
	a. Acceptance of tighter standards.

b. Storage space for large quantity purchases.

c. Difficult to identify budget reductions because budget sources remain distributed.

d. Managing inventory levels to serve demand (neither too many nor too few) and optimize purchase price
	a. Larger cash savings for buyers.

b. Larger increment of  support efficiencies due to reduction in equipment variability.

c. Fast  turnaround between order and delivery!
	a. Average cost of a typical Windows PC: $1276.00
b. Average cost of a typical Windows portable: $1499.00
c. Average cost of a typical Macintosh desktop: $2880.00
e. Average cost of a typical Macintosh portable: $3270.00
f. Assuming a 60/20/10/10 buying ratio of 300 computers, net cost to the college is $504,120.00

	Model 3
	a. Users informed of when their department will be upgraded

b. Whole department upgraded at same time

c. All ‘old’ computers recaptured and surplused
	a. College wide replacement rotation schedule established and reviewed annually by VP’s.

b. Same as model 1

c. Same as Model 1; very tight standards and limited images

d. Web site is informative, not a place to order.

e. Order equipment in large batches well in advance of installation schedules.

f. Schedule for entire work unit installations at one time.

g. Reclaim all old computers for surplus for possible residual value
	a. Acceptance of tightest standards.

b.  How do we extract funds across all campus budget areas to develop centralized pool of funds for this model??

c. Storage space for bulk purchase and setup

d. Coordination of large scale installs (although net effort will be smaller than individual installs)

e. Sticking with the established replacement schedule – being strict about not acquiescing to every exception request

f. Net increase in computer purchasing.

g. Tight restriction of the re-deployment of old computers being replaced.
	a. Absolute hardware and software compatibility within work units.

b. Eliminate very old computers in inventory which represent  the significant user problems/frustration as well as substantial support efforts.

c. 
	d. Average cost of a typical Windows PC: $1276.00
e. Average cost of a typical Windows portable: $1499.00
f. Average cost of a typical Macintosh desktop: $2880.00
g. Average cost of a typical Macintosh portable: $3270.00
h. Assuming a 60/20/10/10 buying ratio of 500 computers, net cost to the college is $840,200.00


