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Return on Investments

University of Louisville

Kentucky’s premier,
nationally recognized
metropolitan research
university

Established: 1798

Accreditation: Southern
Association of Colleges &

/e Schools Commission on

Colleges (SACSCOC)

Athletic Conference:
Atlantic Coast Conference
(ACC)

- Approximately 7,000
. faculty and staff

LOUISVILLE.EDU
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A Campus Transformed



The University of Louisville

UofL is on an upward trajectory that is proving to be one of
the top academic and athletic powerhouses in the nation.

Over $1.7B invested across campus in new
buildings — From a top-flight research park to an
expansive student recreation facility

85 Fulbright Scholars in 11 years — on par with MIT,
Dartmouth and Duke

Over $186M in research funding — making it possible
for UofL researchers to find the answers to cancer,
regenerate hearts and help spinal cord patients walk
again

Economic Impact — UofL is responsible for $1.7B in
total economic impact on the Commonwealth of
Kentucky, about one percent of Kentucky’s total GDP.

In Good Company — 2014 entrance into the Atlantic
Coast Conference (ACC), UofL joined one of the finest
conferences in the nation.



Return on Investments

Existing State Challenges of Financial & HR Transactions

Do not meet current & future business
needs

Fragmented processes are complex and
confusing; often result in errors and re-work
Non-integrated system applications result
In redundancy and manual data re-entry
Expensive PeopleSoft customizations do
not allow us to leverage new functionality
Business architecture does not satisfy end
user needs; customer service frustration

LOUISVILLE.EDU



Return on Investments

STREAMLINING
BUSINESS UNIVERSITY OF
OPERATIONS LOUISVILLE.

CENTRALIZED OPERATIONS

AUTOMATED
RESPONSIVE

DATA-DRIVEN

Ok e Q

STANDARDIZED & SIMPLIFIED

BELKNAP CAMPUS

LOUISVILLE.EDU



Return on Investments

Future State Vision

Create a Business Operations Center
focused on the following:

» customer service

> operational excellence

> innovative value-added efficient
transactional processes

> analytics to continually improve
operations

LOUISVILLE.EDU



13 Total
FTE in
Business

Operations

Return on Investments

Business Operations (Phase I)

Chief Operating Officer (interim) and

AVP for Business Analytics and Process Improvement

Executive Director for
Business Operations

“One Stop”

Customer Service

Team
(4 FTE)

HR Functional Finance
Team Functional Team
(6 FTE) (2 FTE)

LOUISVILLE.EDU



Focus Areas Workgroups

Belknap Campus Shared Services

Expense Transfers-Billing
Expense Transfers-Expenses
Expense Transfers-Payroll
Leave Management
Onboarding

Personnel Actions (Joc,PARs,Add’| Pays)
Reconciliations-Procards
Reconciliations-Programs
Time Reporting-Hourly
Time Reporting-Monthly
Travel and Expense

Over 60 employees on
workgroups with over
1000 years of UofL

service

LOUISVILLE.EDU



Return on Investments

What are you trying to convey?

Return on Investment
 measures the returns relative
to costs
Total Cost of Ownership
 measures the direct and
Indirect costs of a
process/operation
Benefit Cost Analysis
 totaled benefits less the
related costs

LOUISVILLE.EDU



Return on Investments

How savings are created

« Soft savings - savings available
for reallocation to strategic initiatives.

Example: Process requires 50% of a
supervisors time to complete freeing the
supervisors time to focus on subject area,
rather than administrative task

Hard savings - real monetary
savings available to apply to cuts or
spend on other initiatives

Example: No longer required to produce paper
packets for processes moved online.
Automated process requires few staff to
manage process which could be managed by
attrition.

LOUISVILLE.EDU



Return on Investments

Where to start?

| * General
® %l estimations
’ « Time for current process
gL r « Expectation for
~ [ Improvements
—_— £ (time/resources)
1  Number of Transactions

"WELL, MAYBE UMPTEEN ZILLION
WAS TOO GENERAL A COST ESTIMATE."

LOUISVILLE.EDU



Return on Investments

Where to start?

* Full process review for both

current and proposed processes
 Roles in process
 Average salaries for roles
 Minutes per task

* Frequency

I DIDNT HAVE ANY

ACCURATE NUMBERS

S0 I JUST MADE UP
THIS ONE.

| i $4 (29 8T

www. dilbert.com  scottadams sl com

STUDIES HAVE SHOWN
THAT ACCURATE
NUMBERS ARENT ANY
MORE USEFUL THAN THE
ONES YOU MAKE UP.

)

U

s@ef ©2008Scotn Adams, inc./Dist. by UFS, Inc

HOW
MANY

STUDIES

SHOWED
THAT?

>
BT

EIGHTY-
SEVEN.

(

LOUISVILLE.EDU



Return on Investments

The Math
General - High Level Estimate Example Calculation
How many transactions annually? 10,000 transactions
Estimated processing time? 30 minutes
Calculate total transaction minutes 300,000 minutes annual transactions x processing time

Estimated average salary of primary

processing role? $50,000annual

Calculate salary per minute $0.43 min (annual salary / annual hours ) / 60
total transaction minutes x salary per

Calculate annual costs $127,714annual costs minute

Estimated time savings per

transaction? 10 minutes
Calculate total savings minutes 100,000 minutes estimated savings x annual transactions
Calculate estimated savings $42,571savings savings minutes x salary per minute

LOUISVILLE.EDU



Return on Investments

Communicating the ROI

 Know your audience
« C-Suite
* General university
community
* Others (trustees, etc.)

LOUISVILLE.EDU




Return on Investments

Visualize - Onboarding Soft Launch—Paper Savings

and soft dollar resources
to reallocate

=222 hire requests verified
during soft launch
m 222 X 36 pages = 7,992 sheets
= 7,992 sheets = nearly 40 reams

= 40 reams = 6’ 6” paper stack

LOUISVILLE.EDU



@ Visualize - Onboarding Paper Savings

5 HIRING — STUDENTS AND TEMPORARY
STAFF

PAPER SAVED

-0} -02 -0€ -0 | 0S| Op-| O€-| 02| O}

Fi rSt Year SaVi n gS L | 10 -20 |-30 -40 5‘:540- 30+ 20+ 10
{ 18,288 100,000 pages 1 football field
P pages SAVED
; as of @ 0K
08/30/16

+ 1 basketball court

+1 voIIeybaIi court
HOURS SAVED

First Year Savings

2,280 howxs
SAVE

LOUISVILLE.EDU



Return on Investments

Website visual

44,244

Pieces of Paper

SAVED

ONBOARDING
PROCESS




VP Dean Areas

Return on Investments
Visualizations
Phase | and Il Time Benefits (estimated, by FTE)

SVPFA

Arts & Sciences
Speed School
Provost

Athletics

College of Education
Student Affairs
University Libraries
College of Business
Kent School

Music
Advancement

Law School
President's Office
EVPRI

SIGS

VP Community Engagement

s 1.30
sy 1.42
ey 1.13
sy 0.93
ey 0.87
ey 0.80
sy 0.64

s 0.52

FTE benefit

e ————— 5.7
e 5.48
—————————— 1,00
— 7 96
—— 7 .88

— 7 .45

Ry 1.29

6.00 7.00

LOUISVILLE.EDU



Return on Investments

Business transaction support scaled to university growth

Current State

Business transaction
support

University enroliment,
sponsored research
etc.

Future State

Strategic growth
Business transaction
support

Current state
University enrollment,
sponsored research
etc.

LOUISVILLE.EDU



Return on Investments

Discussion

9

BUSINESS
OPERATIONS
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Belknap Campus Shared Services

Share your thoughts...

Melissa Long Shuter

» Executive Director of

Business Operations
 m.shuter@louisville.edu

LOUISVILLE.EDU



Calculating ROI on a Sustainable
Managed Print Program



Agenda MASHR
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Print Management in Higher
Education




Elements of a Shared Service Mas
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e Standardized practices/procedures across University
e Consolidation of resources, utilizing expertise

e Economies of scale

e Focus on core university business

e Reduction in cost

——ssssssssssssssa



Managed Print Services Misss
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* Anyone focusing on this as part of Shared Services
model?
e Copiers/multifunctional devices (print/copy/scan/fax)
e Single-function printers
* Networked vs. non-networked
e Student print vs Faculty/Administration
e Print and copy centers




Allow us to Lithti8dfor a moment ...






Canon Research: Canon
Higher Education Print Programs

Canon Solutions America surveyed public and private institutions of Hﬂﬁﬂ

CANON SOLUTIONS AMERICA

various sizes as part of our ongoing national research engagement

We evaluated the following areas:

Program Purchasin Public Print End User

Management Models & Programs Engagement

Program 5 % Production Change

Strategy E:E epartment Programs Management
Programs

Vendor Sustainability

Relationships Here's what we found...




Higher Education Research Results

")

have a print program
that actively engages

the campus community to

achieve program goals

147,

have strong
ties between \—
their print —
program and university
sustainability efforts

HIGHER EDUCATION

Py
g e

FINDINGS

. 21%gP

have a single student
chargeback solution with
consistent technology and
pricing across the university

Canon

CANON SOLUTIONS AMERICA

78% .24

have at least =t
two separate groups managing
campus print independently

1 397 o

of all programs nuEs
are driven through 50
simply a procurement
process and have no long
term objectives




Higher Education Research Results Canon

o HIGHER EDUCATION
Over 9 0 /o L
excluded single

function prints m m
el ———

initiative E

FINDINGS

$$)g<

57% WV

could not fully explain thelr pricing
model or had multiple models in play

CANON SOLUTIONS AMERICA

82% A\I\

r
have no program or strategy ﬁ
articulated and are merely

managing processes and cost ——

.87%

had multiple vendors
providing equipment/
services or a single
vendor providing
equipment only, with
no strategic objectives




Traditional Model of University Print Canon

CANON SOLUTIONS AMERICA

Multiple Vendors in Play Multiple Contracts in Play

:lg Mm_’

Procurement: MFDs

Multiple Departments in Charge

Multiple Vendors in Play Multiple Contracts in Play
IT: Printers




Advantages of Print as a Shared Service MAgoR
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Print goals hit key points of Shared Services:

e Standardizing practices and management across university

 Leverage vendor to consolidate resources, contracts

e Economies of scale
* Devices off of your balance sheet

 Leverage vendor expertise: put focus on core university business

e Vendor manages print, saving time and money

——ssssssssssssssa



Benchmark Results Canon

CANON SOLUTIONS AMERICA

EMeasurement Before MPS EAfter MPS
MFD Count
Single Function Count
Total Asset Count
B/WVolume (Annuwal) 129,679,896 | . 112,538,040
ColorVolume (Annual) | 34,568,940 | .n37,910,568
Total Volume (Annual) | . 164,248,836 : . .......150,448,608
Total Annual Cost (Annual) S 9,380,280 : $ 8,375,424

Average B/W Volume per User l 4,060 3,524 i
Average Color Volume per User l 1,082 1,187 i
Average Cost Per User [ S 294 S 262 ]
AverageBlendedCPC | S e 0.0571 58 o 0,057,
(UsertoDevice Ratio (X:01) e 9







STRUACIITS

first generation




Mason GrOWth Enrollment Number of

36000 Residential Beds
34000
: 7000
igential 32000
muter 10 Resid 30000 .
com 5000
28000 4000
26000
24000 3000
22000 2000
FY 2000 FY 2007 FY 2017 1000
a
Fall 2016 FY 2000 FY 2007 FY 2017
Total Buildings Total Budget
155 ($in millions)
150 1000
145 500
140
135 600
130
125 400
120
115 200
110 0
FY 2000 Fy 2007 FY 2017 FY 2000 FY 2007 FY 2017

GEORGE MASON UNIVERSITY




Mason-specific detalls:

Challenges

Decentralized fleet, multiple vendors
and contracts

Desktop print not managed

No understanding of total volume,
usage by dept

Tech support haphazard

Fleet

One vendor for all print — vendor owns
equipment (transfer risk)
No central control, Toner stockpiles of all

types, money already spent

Data collection/ standardization, Centralized
TCO baseline

Outsource tech support to experts (free up
IT)
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First Step in ROI: Establishing Baseline MAS6

UNIVERSIT

<

* Problems in data collection — 2014

e Data we could collect:

* CPCincreasing
e Volume decreasing
e Creative ways to find volume on non-managed devices

e Unknowns

e Total prints and copies due to decentralization (had to back into numbers via
paper purchased)

* Number of desktop models and potential toners sitting out there
* Needs of departments

——ssssssssssssssa



Calculating the print volume Missi

Paper Purchase Volume*: 28,384,616
Multi-Functional Device # of Impressions®: 15,982,441
Pay for Print Volume (student) 1,962,644
Total Annual Network Desktop Print*: 11,419,876
Estimated Annual Local Print Volume: 1,154,673
Total Estimated Volume 30,519,634

Toner Cost*: $745,212

*Assumes 25% double sided

_



Financial/Productivity/Sustainability Goals Mason
g Reduce overall CPCand number of devices

e Reduce print impressions and electrical costs by 50%
* Increase scan volume by 2 million annually

s FOCUS Oon Core mission of university

e Increase efficiency
e No Mandate
e Reduce environmental impact
e Reduce CO2 emissions by 20%
e Specific measurable KPI's for vendor

Centralized program with consistent message

* Integrate Student print with faculty/admin printing
e Bring in Copy Center and Mail

_




Full MPS Program Masss

> &9

Program Change
Assessments
Management Management

00

Fleet Print Center

Training Technology Operations MOA/Reporting

In order to deliver a successful and sustainable program
for Mason, the solution combines strong technology and
software components, a deliberate and robust staffing
plan, and a customized change management program to
engage Mason students, faculty, and staff. In addition, the
solution will deliver a low-risk transition strategy that will
meet our objectives.




Early Results

ey




Program Improvement/ROI MASSR

:Measurement Before MPS

User to Device Ratio (X:01)




Cost Savings Opportunities



TCO 1026 - NEUROLOGY PRINT PERFORMANCE DASHBOARD

L e e e | (Me’ve Got You

17 Multifunctional Devices Yearly Volumes and Casts Yearly Projections Yearly Estimates.

Color vs. B/W H yis REDULE Golor Velusas by 15%

s e e e ey o Covered! Every piece of paper you save

- = Color . L e makes a big difference.
"W - 9 - Print Green and Print Smart.
s et | Tt's Time to Pl Your
el T e S1156 e , ESKTOP PRINTER
e - REDUCE

Your Desktop Printer s ike a 8AD ToONN@IN| =N By €] PRINTING
By REMOVING & Pristers it 36,00 shoats s it needs to be removed. Not only is it
[ $5,095 Goeui i Service G costing your company money i electrid DOUBLE BY 8,333
ARy S—— L and supplies, itis otting out the

Frpeed ey st ot $1350 i fo] m environment youlive in Use your Canol PAGES
ZS O MFD instead and save time, money, anG KGS -
environment. | TR EE
Your new Canon Devices are being installed and we'vd — -
covered throughout the whole process. Secure Print v s ?
your documents safe, while reducing waste from unwils
prints. Your Canon Support Staff is there when you ndiis

Data Management & A na’ys,’s D Sevie, oo o Mo Dty

For Service or Supplies call the Guardian Corporate Help Desk: 5 2 .o 3 EVERY PAGE SCANNED
1-800-209-8654 option 5

ForTaiig ' GALLON OF

o Visit Canon's E-Leaming website at https//elearning.csa.canon.com i
Weekly Web Seminars - Every Thursday at fpm. Mo information on the week S P
eportin e b S WATER SAVED
Toinstall device Driver " 54 o
i _
C | t ] $ |

rs go
\\n2000s72\p : sm«\RGo Thick Client\GLIC-Printer-Toolexe

Marketing for Change
Behavioral Analysis




Tying Sustainability back to ROI MASON
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Lessons Learned and Next Steps MASGR

IIIIIIIIII

* Print as a Shared Service: where does print sit today? Who is
leading strategic direction?

 Who can help you collect better data? Baseline is critical

e Calculating the ROI:
e Consider the investment in your people and core mission
e Putting the focus back on the student experience

——ssssssssssssssa



Questions? MASON
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What Can We Achieve with MPS? MASON

Cost Environmental User Sustainable
Savings Savings Satisfaction Program




What does Pharos do?
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Our Purpose

Helping business leaders reduce the needless
consumption of resources related to print.



>
=

- IT Directors,
ClOs, CSOs,
CFOs...

= Convenience & Habit
H vs. Business Process

Di ' Page Vol ,
ﬁﬁ 1scovering I\m\ age Volume

together; using Devices, IT Labor,
enterprise-grade Paper, SS...

methodology \

Helping business leaders reduce the needless
consumption of resources related to print.

| o

b Raising the People, paper, Wherever it happens
:@ awareness power, time & (office, in-plant,
of costs and information externally sourced)

world impact security
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7 STEPS: MASTER PRINT TCO & ROI

ANALYZE & EDUCATE &
IDENTIFY INFORM PRINT OPTIMIZE
OPPORTUNITIES USERS FLEET

Align data with
industry best practices

ACQUIRE
BASELINE
DATA

Understand
current state of
users,
documents, and
devices ...

. * Refine Process

BUILD
STRATEGY

Define desired future state
and achievement plan

ON-GOING OPERATIONS
* Monitor Metrics

+ Change Management

Share strategy and
communicate expectations

DRIVE COMPLIANCE

& DEPLOY .
TECHNOLOGY
Enable success ’."‘

with technology .°

Fleet reflects new
mindful demand target

MEASURE,
TRACK &
VERIFY

Verify strategy
is delivering
intended
results
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WHAT GETS IN THE WAY?

Top Four
- - )
-
-— O
Schools don’t know Schools don’t know Schools don’t have a
what they own. what they spend or strategy or plan.

why they print.

What’s needed:
A set of guiding principles and metrics for a Shared Services approach.






DASHBOARD VIEW
7 Pharos Beacon® Fleet Manager

Discover Print  Analysis Account Profile

Meter Toner  Volume Status

Cost Volume Utilization
Operating cost Year projected: $538,509.02 Printed pages Year projected: 30,755,616 Recent device utilization

$363,514.21. 20,896,782. 10.00 %

Total: $20,760.84 CPP Total: 1,343,905
M Color: 8,101.38 8.1¢ M Color: 100,136
W Mono: 12,659.46 1.1¢ W Mono: 1,242,837

Color device: 11.56 %
Mono device: 8.97 %

Sustainability

Environmental impact based on paper use

Composition
Fleet configuration by device count

1,722 1.31..

Print users: 20,000 Manufacturers: 15
User to device ratio: 11.61 Unique models: 418
O Water: 3,125,539.48 gallons
Hewlett-Packard: 826 New devices: 21
| Hewlett-Packard: & co2 397.73 metric tons
‘ W Canon: 340 Effective age > 4 years: 50
B Lexmark: 174 4 Electricity:  1,712,165.14 KW
Model age > 4 years: 1,272
i Solid Waste: 159.23 metric tons
£ Trees: 3,689.94

© Copyright 2016



USER DASHBOARD w/TARGETS

N
&  Pharos Beacon® Print Analytics

Ol v st A A At Py tee
@ Cortore Tarpets Q sewcn 2" CotaCueasty 2% ~ ur O
Print User Cost Color Volume Single-sided Volume
Nonthly pnrt Cost per prnt user Percent of monhily valume preted n color Percent of manthly volume prnted single .saded
W Tarpet © Withen Taepet
4
..
[ '
N 1222 23.02
Pages per port user TOTS Total volume 630 Total wolume 630
Target max §2.20 set on 07282015 ’ Taeget max 16.00 % set on 07282015 Target max 2600 % set on 05042015
.~
.
Print User Device Ratio Local Devices Ratio OQutliers
Numbet of part users per devee Number of et users per beal dewce 2 sl users, Separiments and sppicabons by comt
© Befow Target 5000 % © Wi Target
- -«

2Pmtusers MAppicatons  BaDepartments
4 0

Altwe vt users 8 | Totd dewces count 2 Active powd users 8 | Local Sevices count 0

Target: min § set on 04042014 ) Target min 20 set on 0102014 W ofice swo77
B Norgan Nowotny $4 34

B Mara Dot $213
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Know their fleet

Standardize
and right-size

Know their
print spend

Have an enterprise strategy/
plan with rules and tools

Govern and model desired
behavior

6
7

10

ENCHMARK ORGANIZATIONS
O 10 THINGS REALLY WELL

Communicate effectively

Use tools to measure & report at
the device and end user levels

Optimize utilization,
costs, workflow, and end user sat

Achieve BOTH sourcing
and process excellence

Lead the cultural shift to
a mindset of less print
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