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Responsibility structure

Customer .
Central team : Project Manager
i Strategic
: Operational
Site Champions on CUSTOMER s Country

side

No crosslink communication

1
©«
N



o o L
[ X XN ]
(XX N ]

[ ] [
[ XX N

ev e
L
see e
[}
X X}
L]
L] L4
. & .

8014

uopesedaid ejep Ayjenb Auap D
Uogn|os pajusilsiiwl

uo Juswaaibe sweal SAN |

90 C
Juawindoq 1a8loid UORISURIL SHIS vo:mmw

snonupuon

Bunasw uonisuen ayg azieuld Xe

uejd uogejuatuajdu o) UOHEULIYUOD [eMAN
Japso aseyaund Aued pig 3 Ajiqisead alemyos Sd
uonisuel ays 3 ueid ysloid uogisuel) B Jopio
uognjos peaibe Ajjeuy uo yuswoaibe s

oness
-luiwpy

m_m>rmcm
eieqg
onejaidioyu
ejeq

Y9843 preoquseq

8/34

uognosx3

uonesedasd

Juswabeuep
JOB[UOYD [ JUNOJDY

A

[oAa] Aqunon) 86&?&
1

0 Juswabeuepy \ou_o‘_n_
L

uonesedald pieoquseq

1I

MW’

A
(3 w—
ﬁy

|
|1oA8] leua) Em.@mcms_ 1alfoig
<

Sse___8iemlog Sdn

~.

—

~~"2INpprujSeqyu| [efua)

98| AJuno?) Joenuo) |

]
1]
H

juswebeuep a1oAD sy Jonpold

Juswabeuepy JuaiD

(€)

juswabeuepy sjs

(@)

uoljisuel] a)g

(1)
Asnng sjig

AN juswaaibby awely

[oA8] dnoug) Jojoeguo)

(0)

uonesedald INO 110y

Iapio /oadsaud JoH

Pes) 10H / oadsolg

pes| / 1oedsng




LE XN ]

9/34

S3ALVIdiNaL IS.ISI‘I)IDBHD

(g)

Juawabeuepy ang

@)

uonisuel] sis

)
Aaaing ayg

Aupqiseay
UCMYOS SdiW
-4
(]
pieoqyseq _nlv
7]
.amwNu__E.«aO SuonesodQ
m:F_On_om LSS o —
l < o
mn - m m Wu =3 m
9.@%:&5_ g 14, 3 o m S 1 &
<y | W 2 loakes g
i g “\EVF | E | :
03899_9: Buissaooid = g g Wa
. Em. gjleg F F
D &
Sﬁwuwﬁw umuww‘o< <_ 19A3] Aunod sojoenudD Juswebeuep 10401y 'y 3
g
g g
M 4 m
= 19A9) |eRueD Jua@dbeueyy 1oefoid @ HG- Mu
= o~ SINPNIISeRU| [ENUa) S
Ww. ~.___B9temyos Sdin £
S T
S
Jjuswabeuepw a1oAD 8y ONpPoId
wuswebeuepy uailn AV juawiaalbby swesy

uoeiedaid INO 1oy

(0)

opio | oadsad 1oy

et joH / padsoly

peai  padsng




10/34

juswebeuew ajig

ssao0.d

0L 614

/

oovy

ssaoso.d

uonisuel a)g

/

00€

sseo0.id
Aanins ayg

/

00¢

ssado.d
uoljeledalid
Ino jjoy

00l




11/34

0slL

sse00.d Jno-j|0l peys

L1614

Juswaalbe awel

\ A

uoiiuysp
108loid 9 J0enU0D

\ h

ocl

UOIIEDIUNLLIWOD
[eulsixa pue jeuiaju)

N

OLL

paAIadal Jusjul JO JayeT]

1oL




12/34

Cost Base |[Cakulation date Cos! base jan-03 {1l out date: xv2003)
Pariod tor registration in Caspar [#] Cost registration per month
a Coet registration per year
Presentation to customer o Presant cosls 1o custome: per month
a Presant costs 1o customer per quarier
[#] Present costs (o customer per year
Tolal costs [+] Present “standard” cost caiculation {per product and per cast slement)
=) Present additional spit in costs and volume, spilt for Cotor and BAW
Depraciation Copiers / MFD a Register remaining book value
Q Depreciation period 3 years
n Depreciation period 4 years
»] Dapreciation periad 5 years
Depraciation Printers [=] Register remaining book value
s} Depraciation period 3 years
(8] Depreciation period 4 years
o Depreciation period 5 years
Depreciation Faxes a Register remaining book vaiue
o Depraciation period 3 years
0] Depreciation period 4 years
a Depreciation period 5 years
Yieid color use (in%) LOW yield user
MEDIUM yield user
HIGH yloid user
Printer Sarvice Costs (per month) inkjet printers (bw)
Tor calculating cost base iniget printers (color)
iaserprintars (b}
laserprinters (color)
Proposal  [Stanl date proposal jan-03  (iinked lo *calculation date coet base®)
Contract in months number of months
Total volume ] Similar 1o current volume
|Diﬂuont from current voluma fill out volume)
New solution [s] Replace all rentalieasing obligations per expiration date
[#] Replace purchased MFO's per dep date
o Replace hased copiersMFD's yearly on anni y date of {avg. 6
months eaity)
Repiace puschased copiers/MFD's not fater than {fill out date)
[=] Replace purchased Printers per depreciation date
o Repince purchased Printers yearly on anniversary date of coniract (avg. 6 months
early)
[ ]Reptace purchused Printers not later than (il out date)
[¢] Repiace purchased Faxes per d iation date
a Replace purchased Faxes yearly on anniversary date of contract (avg. 6 monihs early}
]Ropim purchased Faxas not later than (1ill out date)
=] Do not transition existing 3d party / non-connected printers
!Do not iransition extsting 3d party with bookvalus fower than (tilt out amount)
Savings aQ Report Gross savings per year over contract period (exc, management fea)
o Report Nett savings per year over pariod (inch. g tee)
=] Residus! Value of machi placed prior 10 depreciation neads 10 be subtractad from

the savingsresuft

Fig.12
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- Copier || Total
Units 5 1 23 15 44

Capital Exp | [ 11.263,03| [ 100,00 | [47.191,91| [ 3.374.25 | [ 61.929.19
Consumables 0,00 1.589,04 7.566,16 1.473,98 10.629,17
Service 0,00 0,00 1.452,00 1.188,00 2.640,00
Colour Volume 0 7.128 79.215 0 86.343
Total Volume | [ 511.956 7200 | [1.439.496] [ 86.400 | [2.045.052
Total 11.263,03 1.689,04 56.210,07 6.036,23 75.198,37

 Averageppe || 10,0220 99 | | 0,0368

% of Colour | | 0,00% 99,00% | [ 550% 0,00% | [ 4.22%
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200 |
v
220~  Preparation for site
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240—_ Site survey
260~ Process data
280~

Produce solution
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Preparation of the dashboard

420

Data processing & reporting

A

430

Data interpretation
and analysis

A

440

Administration

y

450

Reporting

y

460

Site optimisation
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date, time and
Iogged in user
€] International Accounts - Microsoft Internet Explorer / QD@
Ele Edit View Favorites Tools Help
Qs - Q1) (&) B Lo frwens s @/@ LRI
Agdress [.&J http:{fwww.pdesupport.com//MPS_Customers. aspx / @ Go »
11/19/2003 10:35:01 AM | Welcome Test user (administrator) Y :_
Home \
top menu
Models I Add customer | L
Jrd party Models
Product Groups )
- Client 1
Suppliers Client 2
Countries Client 3
y |Years Client 4 main screen
C et At
urrencies with data
Exchange rates —
left Log Off
menu
&) International Accounts - Microsoft Internet Explorer Q@@
flo Ed Vew Favortes Joos Help [ | &
Que - © 1) &) | Lot yroms oo @B % B[ T
Adcress | £] hitp: fwwww.pesupport. comf/MPS_Customer_Countries. aspx?MPS_Customer D=1 @-:I G »
11/19/2003 11:09:10 AM | Welcome Test user (administrator) 5
/ Countries | KPI | New Machines | Agreements | Model Speos | News / info | involoe Rems | Contacts | Notes | Admin
» Client1 . .
Home » Clent1 ™—— Navigational help
Models | AddCountry | »
3rd party Models
Product Groups France Vi
Suppliers Germany V4
Cowndries italy V4
Years Benelux Va
Currencies Belgium V4
Exchange rates Nethertands V4
Log Off
P
) Done I | | | @ mtemet :
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initial load
Contractors ‘Master’ data Contractor and Supplies by item / +Retained
equipment details 3rd party equipment month / site equipment
KPls « Models connected volumes

* Product groups * value * Solution detail

T e———

»| ocations

- "~ DASHBOARD -~
Dashboard user, customer,  Other manual input e.g. Actual invoice values
country and site setup & non connected volumes (quarterly), ‘bundle
maintenance data (monthly) prices’

Fig.22
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€] International Accounts - Microsoft Internet Explorer Q@@‘

Ble Edt View Favortes Jools Hebp

O - O 1) @ B[ Poee Yyrew e @B 5B B

Agdress [@I http:/flocalhost/WebRicoh/Contract_Dashboard.aspx?Contract_|D=20501 ﬂ Go | »
11/19/2003 10:35:01 AM | Welcome Test user (administrator) a
Dashboard | KPI | invoica | Machines | 3rd Party Machines | Locations | Supplies | Agresments | Todo list | Contacts | Notes | Admin
| Home » Ciient 1 » Benelux » Rotterdam
Users 22 Woc
{Models Servi
3rd party Models a1 @ o o ce
emstussosmtme—— °8.70%
Product Groups | Total [ 5129 ] 5129 [ 179 } -
Supptiors aw i —
Coturtries ( 45,000 ] 45000 ] [ 45000 )]
Yoars Colo i a0 ] 97.00%
olor
Currencies & %,
Exchange 1ates Financial 130
Log ot : B,'?:' €0 €2000 42000 €200 W
Reprograph| ¢o (1] €199 [ 1]
: Spant e 140 €2000 @ €200 320
Fleet Floxibillty
Aliowance
nge ;

i
e

onas
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Ele Edt Yiew Favorites Tools Helbp

&) International Accounts - Microsoft Internet Explorer Q@@
[ &

Om - © - 1B Q[ Powwo Tyreen W BB LB B

Address rz'] http:/Nocalhost/WebRicoh/Contract_Invoice.aspx g] Go |
7-12-2003 22:48:14 | Welcome Administrator(administrator)

i

L Dashbosnd | KP1 | invoice | Machines | 3nd Party Machines | Locations | Supplies | Ag [Todo fet | Contacts | Notws | Admin
S Customers | Home » Client 1 » Benelux » Rotterdam
Users Invoice ltems Year 2003
[Modets All Values in: € (EUR) Q1 Q2 Q3 Q4
3rd party Models Suggest  Actual Suggest Actual Suggest  Actual Suggest Actual
Product Groups rental N e st el £ i ? ;
Suppliers o o
Countries sarvice e T b o ’
Years software cost 1 T s 4 i
Currencies 31d perty machine T n i £ oy, ’
Exchange rates . oo oy — Yy oy

Log Off

Total invoice e e e i

depreciation e 0 A R IR S .
3rd party supplies 0. 0 L 0 .. L i
jost book value e A O e, £ 4
[ e 8 [T o 1o ]
Total Costs

Fig.24
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L] L] L] L L] ] LI ]
se e a . L] L]
& International Accounts - Microsoft internet Explorer Q@@F
Ble Edt Yew Favortes Tools Help l F 3
Qo - O - ¥ (&) D] Osower Yyrmome Fmese @ | R- 1p 62 ) [
Agdress [Q] http://localhost’WebRicoh/MPS_Customer_Country_New_Machines.aspx Go I »
7.12.2003 22:33:14 | Welcome administrator (administrator) La
/c | KPi | New Machines | Contacts | Notes
Home » Client1 » Benelux
Users RIA
Models Serial Number Contact Location Model Account number Address 1 Address 2 Address 3
; NED
314 party Models 6718901528 Afcio 1018 00004880 ERLAND 4 s sawes ROTTERDAM [Aliign ioConrect
Product Groups 6718901635 Acio1018 00004680 HEOENANO wwaswen ROTTEROMM
Suppliers e
NEDERLAND
oumirios 6716901640 Acio 1018 00004680 [ *esvesx ROTTEROAM [ AasintoCoract |
Years 6718001641 Afcio 1018 00004660 :s"“m saxesas ROTTERDAM
Currencies -
NEDERLAND
10 4 ANRNRER R g ontrac
Exchange rates 6716901730 Aclo1010 00004680 B » ROTTEROAM [ Assigh 1o Contadt |
Log Off AMSTB50046 FT3N3 00004680 HeERANO wusasan ROTTERDAM
Bridge Graphics
A60920252 Roterdam 09" FTIsN3 00004680 NEPERUAND 4ueeave ROTTEROAM
Building
ENOINEER
ABIZ0255 Roerdam ook TSN 00004680 NCPERAND wasswes ROTTEROAM [ RatgniCotet |
Storeman oot
COLD STORE -
6626300003 Rotdam  Oround-  Afclo101S 00004660  DEUCMNC wwwaess ROTTERDAM
loading bay i
Octopus
Serisl Number  Contract Location Rem Code Sam Descriotion g
4] one || | |6 mtemet i
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&} Internationat Accounts - Microsoft Internet Explorer Q@@
Ele EM Yew Favorkes Jooks tieb | &
" P ; P Y . = -

Qo - O - 2] (&) (B Osower Yy Fmese @|R- L2 ) B

Addrssﬁ] http:/Nocalhost’WebRicoh/Contract_Invoice.aspx M B o0 I »

7-12:2003 22:48:14 | Welcome Administrator(administrator) g
board | KPI | Wwvoice | Machines | 3rd Party Machines | Locations | Supplies | Agresments | Todo list | Contacts | Notes | Admin
Custoiness Home » Client1 » Benelux » Rotterdam

Users add
Models
31t party Models Current ag
Produ.ct Groups Costiass data Costs Volume
Suppliers Yoar  StantDate Black/White Color Total Black White Color Totsl
Cowuntries 2003 1-42003 €8.500,00 €1.500,00 €10.000,00 180.000 25.000 205.000 7/
Years
Crrencios Hinencial targets 2003 2004 2005 2008 2007

e iniial 20,00% 25,00% 30,00% 35,00% woes  /
xchange rates Adjusted 20,00% 25.00% 30,00% 35,00% 40,00%
og Off
Sorvice targets
Average ssivice response tme Average semvice repair ime Average upime percentage
= : 200 minutes 0 minutes 97,00% V4
B e it
s History Agreemertis)
CostBase CostBase CostBase CostBase CosiBase CostBase R
YOO CostsBW. CostsC:  Costs  VolumeBW. VomeC: Volume Totet: Youet YoweZ Yoewod Yewod | |

Fig.26
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SITE MANAGEMENT
Data Analysis
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AGENDA CENTRAL TEAM - QUARTER AND YEAR REVIEWS
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A METHOD AND APPARATUS FOR MANAGING PRINTING DEVICES

Field of the Invention

This invention relates to apparatus and a method for the management of printing
devices, such as printers, multi-functional products, print servers, faxes, copiers,
infrastructure devices including print server appliances and print drivers, distributed
over all the sites of a client undertaking. Management can include monitoring the cost
efficiency and performance of the devices and the associated software and services
(such as delivery, maintenance and repair), and recommending then implementing
changes to optimise the fleet of printing devices. The invention also relates to the
business process of preparing for and implementing a contract for managing printing

devices.

Description of the Prior Art

Many large companies have a confusing mix of different printing devices. This makes
technical support for all the different makes and models of equipment complex to
administer and effect, and therefore this is costly and takes large amounts of time or

requires large numbers of employees.

Equally many small companies have similar problems, due partly to constraints on their
budget which oblige them to replace or acquire additional equipment which is a
different brand or model. Equally these budget constraints can lead to lengthy service

times due to understaffing.

Technological developments in reprographic and printing equipment and the growth in

multi-functional equipment will only add to this service burden.
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Predicting costs for printing devices can be a complex task with the mix of equipment
referred to above. There are often hidden costs including supplies such as ink, toner and
paper, spare parts costs, costs associated with user training and user familiarisation, and
service charges. In addition there is the hidden cost of time wasted when a piece of
equipment has jobs queued up, when a piece of equipment is awaiting maintenance or

when it is awaiting restocking of supplies.

Equally the location of the equipment can be poorly thought out, with one machine
being used continuously by a large pool of employees whilst other employees have the

luxury of machines with vast surplus of capacity.

Some manufacturers of printing devices provide network-enabled tools to monitor the
status of each device including whether it is working and what its toner level and paper
supply status is. This can help reduce service and restocking times if there are sufficient

personnel.

The Hewlett Packard Web Jet Admin software provides such information as a
management tool. Further, their publication US 2003/0172086A discloses software for
optimising printing devices by determining their usage characteristics, their available
options (such as paper handlers, services, operations and updated drivers) and their
existing installed options, and then optimising the configuration of at least one device as
aresult. The optimising process may take account of two or more networked devices to

suggest changes to one of them.

Summary of the Invention

It is an object of the invention to facilitate management of printing devices by enabling
the managers to have ready access to a visual display of the performance of the fleet of

printing devices, compared with predetermined targets for key performance indicators.

This object can be attained by a process of management of printing devices at

distributed sites, comprising providing a database portal accessible continuously, the
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portal giving a visual display of performance of the printing devices compared with

predetermined targets for key performance indicators.

A further object of the invention is to enhance the sales of printing devices and
associated services by promising greater efficiency as a result of a management service
provided by a contractor, preferably including demonstrable cost savings over a contract

period.

To achieve this object, the invention provides a process of preparing for and
implementing management of printing devices located at distributed sites carried out by
a contractor for a client, comprising;:

the step of the contractor negotiating with the client key performance indicators
applicable for the duration of a management service contract and including targets for
the key performance indicators, and rewards and penalties for performance of the
printing devices against those targets,

and the step of the contractor periodically monitoring the key performance

indicators to provide the client with an indication of performance against the targets.

The invention can provide client benefits such as transparency of costs, which can be
made clearly visible as to what has been spent and what is anticipated to be spent in
future, with no hidden costs for supplies, services or anything else. The management
process can be used to make costs savings through more effective use of the client’s
assets and its financial arrangements such as leases on printing devices. Cost savings
can be made by having a single contractor to provide overall management of the fleet of
printing devices, reducing operational management effort from the client’s own staff,

and even allowing the client to reduce staff numbers, leading to indirect cost savings.

Effective management service of the fleet can lead to greater uniformity in the
machines, resulting in more effective use, and less training time for users, together with
improved user satisfaction and greater functionality per machine with, for example,

higher speeds, better quality of document output and easier access to colour devices.
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The benefits to the contractor which may be a manufacturer or other supplier of printing
devices, is that it gives the contractor greater control over, for example, the total
document volume production of the client. Subject to the need to demonstrate effective
and cost efficient management, the contractor is enabled to sell greater volumes of its
own products, in competition with third party products which it may procure as a
principal contractor to the client. Revenue may be obtained through the procurement of
third party products such as consumables and spares. The closer relationship with the
client also enables the contractor to find cross-selling opportunities for its own services

and document solutions.

It will be appreciated that the contractor may be incentivised to deliver cost savings to
the client, in return for a variable management fee. Such is the potential for savings
through greater efficiency in a large number of enterprises that significant benefits may

be obtained, through the use of this invention, by both contractors and clients.

The preferred embodiment of the invention has the steps of surveying the client’s site;
translating this into a proposal for a management contract, taking account of future
phasing in and out of equipment from different manufacturers; and carrying out the
management of the fleet, using dedicated local managers, providing regular reporting,
and continuously taking account of customer behaviour i.e. the way the equipment is

being used.

The object can also be attained by the invention consisting in a process of management
of printing devices at geographically distributed sites within a client organisation,
carried out exclusively by a contractor under a management contract, comprising
allocating a contract manager in the contractor organisation and dedicating that contract
manager to the task of managing all the client’s printing devices over a plurality of the
distributed sites, whereby the contract manager regularly monitors the status and usage
of the printing devices and associated software and services and consumables supplies,
regularly seeks to optimise their overall performance against predetermined key
performance indicators including cost, implements changes over the period of the
management contract to optimise performance, and regularly provides reports to the

client organisation.



A further object of the invention is to allow a contractor, which may be a manufacturer
of printing devices, to improve its revenue from its own sales of hardware or software
and associated services, by providing a complete management service, to at least one
client enterprise, by which it manages a fleet of printing devices at the distributed sites

of each client.

This object is achieved by the invention which consists in a process of management of
printing devices at distributed sites, comprising providing a database portal accessible
continuously, the portal giving a visual display of performance of the printing devices

compared with predetermined targets for key performance indicators.

A particular benefit of this invention is that the same structure for the management
service is used no matter what the size of the client enterprise may be. The same
structure is used whether the client has just one site for its printing devices or multiple
sites in one country, or multiple sites in multiple countries globally. It is envisaged that
the contractor will have staff operating in each country or region where the client has its
operations. Contractor staff with central or global responsibility for that client will
assume that specific role, and will cooperate with other staff, probably in other
locations, who have responsibility for respective local regions. In the event that the
client requires management only in one country for example, then the global and local
management services may be unified, within the same management service structure, in
accordance with the invention. To this end, the local and global management services
may be provided by managers, within the contractor company, who may have only local

responsibility for another client but have global responsibility for this particular client.

This invention allows great efficiencies to be made by standardising operating
procedures and documentation within the management service structure. There is no

need for the structure to be changed to suit different sizes of client enterprises.



Description of the Drawings

In order that the invention may be better understood, a preferred embodiment of the
invention will now be described, by way of example only, with reference to the

accompanying schematic drawings, in which

Figure 1 represents a network of data processors on which the managed print software

embodying the invention operates;

Figure 2 represents a local area network internal to a client’s site;

Figure 3 is a diagram showing the Octopus system and its associated hardware, for

collecting technical data on an ongoing basis;

Figure 4 is a diagram giving an overview of the system including its phases of

implementation;

Figure 5 corresponds to Figure 4 and shows responsibilities at central/global level,

Figure 6 corresponds to Figure 4 and shows responsibilities at local level;

Figure 7 is a diagram of local/global responsibilities;

Figure 8 is a project management chart corresponding to Figures 4 to 6;

Figure 9 shows the use of tools, templates and checklists in the system, and corresponds

to Figure 8;
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Figure 10 is a flow diagram of the main processes in the managed print business system
of the preferred embodiment of the invention;

Figure 11 is a flow diagram showing the roll out preparation process of Figure 10;

Figure 12 is a template document for recording the client’s cost base and preparing a

proposal for change;

Figure 13 is a table of cost base data generated by Caspar or COMPASS software;

Figure 14 is a table of planned changes to the numbers of printing devices, generated by
COMPASS software;

Figure 15 is a table showing cost savings for the changes shown in Figure 14, generated

by COMPASS software;

Figure 16 is a flow diagram showing the site survey process of Figure 10;

Figures 17a and 17b are sequential stages of the site transition process of Figure 10;

Figure 18 is a flow diagram of the site management process of Figure 10;

Figure 19 is a more detailed flow diagram of the data processing and reporting step of

the site management process shown in Figure 18;

Figure 22 is a diagram of inputs to the dashboard web portal;

Figures 20, 21 and 23 to 29 are screen prints from Microsoft Internet Explorer
representing a web portal display provided by the managed print system embodying the

present invention, in which:

Figure 20 represents a menu of clients, called “customers” in this example, of a

particular contractor running the managed print system;



Figure 21 shows a menu of country regions for one specific selected client from

the menu of Figure 20;

Figure 23 shows, in a “dashboard” visual display, a representation of performance

against target for several key performance indicators;

Figure 24 shows invoice items for a specific site within one country region of the

specific client;

Figure 25 shows data for new machines delivered and active within the managed

print service in a country region of the same client;

Figure 26 shows financial contractual information relating to the specific client

and more particularly to one site within one country region of that client;

Figure 27 shows meter reading at a machine level;

Figure 28 shows a financial overview at site level; and

Figure 29a to 29¢ show an action list in three parts;

Figure 30A is the left hand side of a spreadsheet for recording data relating to a

prospective customer’s site during a site survey; and

Figure 30B is the right hand side of the spreadsheet of Figure 30A, showing a proposal
for use in an offer of a contract for managed print services, indicating promised cost

savings for a client;

Figure 31 is a template document for use internally by the contractor to prepare
meaningful information to a manager to facilitate data interpretation during site

management;
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Figure 32 is a further template document for use internally by the contractor to prepare

meaningful information to facilitate data analysis during site management;

Figure 33 is a template document for an agenda for a regular management meeting

during site management; and

Figure 34 is a template document for an ordering form for a change to the fleet,

including an indication of the impact of each of several options.

Detailed Description of the Preferred Embodiment

The preferred embodiment of the invention is a method of doing business supported by
software toolsfor the management of print services carried out in various different sites
of each client. This method, the software tools and the hardware which runs them will

be described below, as will the negotiation and implementation of a service contract for
the management of printing devices together with all the associated hardware, software

and services.

In this specification, printing devices are intended to include reprographic hardware
such as photocopiers and faxes, as well as printers, multi-functional printers, print
servers, infrastructure devices such as print server appliances, and print drivers.
Associated with these printing devices are other peripheral items of equipment, and
consumable items such as ink cartridges and machine spare parts. Associated services
include removals and delivery services, maintenance and repair services and IT
development services. The embodiment of the invention described below enables the
contractor to take responsibility for the provision of all such hardware, software and

services, either directly or through the procurement of third party supplies and services.

The client also has the role of negotiating the management contract with the contractor,
monitoring its progress including using information provided by the software of the
management system; and usually also in providing IT services and accommodation for

the printing devices in the client’s own sites. However, even the provision of IT
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services including networking management can be included in the contract for

management of the print services.

As described below, the managed print system is fully structured, with standardised
procedures and documentation, so that it is scaleable and it may be used by any
contractor. It could be operated by IT service providers or other types of organisation
with knowledge of reprographics. It is envisaged that the main contractors using such a
system will be manufacturers and suppliers of printing devices, so that they will be able
to enhance sales of their own products, and extend the provision of their services. It is
further envisaged that the main clients will be large corporations with distributed sites,
although the system is equally applicable to smaller enterprises who may even have
only one office. This preferred embodiment of the invention is arranged to provide an
ordered transition from an existing arrangement, surveyed in a site survey, through to a
new arrangement in which printing devices and associated hardware, software and
services, have been optimised. Following this transition of one or several sites to the
optimised arrangement, full site management commences, with regular reviews of the
print services to establish whether further optimisation is required, until expiry of the

contract period.

As will be described below in greater detail, the same structured managed print system
is applicable no matter what size of client enterprise: the system identifies activities to
be formed at the global level and other activities to be performed at the local level,
within the contractor’s organisation, in order to manage the printing devices of the
client which are distributed over sites, local regions (which may be countries) and
globally; however, these local and global activities may be unified in the event that the
client has only one local region, for example if it requires print service management in

only one country.

It is a further important feature of this embodiment that the management service is made
most attractive to prospective clients, in that it promises and monitors the delivery of
specific cost savings over the contract period. It provides cost transparency and control
to the clients, and allows clients to manage costs. Further, it provides readily accessible

and easily understandable graphic information both to the contractor’s staff at all levels
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and also to authorised staff within the client organisation, including key perfomance

indicators and critical financial information.

The contractor, in this example, will take over the customer’s existing reprographic
activities (including contractor’s and 3rd party devices) on a global level and manage all
copy, print, scan and fax activities; against predetermined and agreed conditions,

guaranteeing cost savings over the contract period.

It is a solution driven transformation of the client’s existing reprographic base to a
management environment consisting of four major steps. After the preparation phase
the contractor starts the survey phase followed by the actual transition phase. The final
step is management of the different pre-defined sites. This last step is an ongoing

activity.

Rollout Preparation (0)

In the preparation step the contractor identifies the scope of the project, the portfolio
needs, pricing, set-up the cost-base and proposal rules and agrees with the client the
deployment policies. Together with the agreed service levels it transforms this into a
Frame Agreement, signed by both parties. In this phase it also identifies the different

central and local project teams.

Site Survey (1)

Identifying the current installed base, and analyze the current cost base and make a
proposal at site level supported by floor plans. The contractor will identify both
contractor’s and third party products as well as the requirements for copying, scanning,
printing and faxing. After agreeing the cost base it will make a proposal on site-level.
The basis for the proposal will be a combination of existing reprographic environment
(=current situation), customer requirements, agreed proposal rules and deployment
policies. Proposals will show the most costs effective phase-in of contractor’s
manufactured products and legacy (third party products) phase-out plan for the duration

of the contract.

Site Transition (2)
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The second step involves migrating the existing base to the new environment. All
machines will be network connected and are installed to the advanced web-based

management portal, enabling automatic collecting of the meter readings.

Site Management (3)

This phase, which will last over the life of the contract, is led by a contract manager.
The web portal offers an environment where the contract manager manages the fleet on
both local as well as central level. The contract manager analyses machine usage,
organizational changes and user behaviour and reports all findings to the customer on a
monthly basis. Together with the customer site champions the contractor ensures that
the fleet is running to the lowest possible costs. The portal also provides intelligent
reporting functionalities and helpful tools to support the day-to-day monitoring of the
fleet.

Some key functionalities of the portal
e Overview of the installed reprographic base
e Performance on Service Level Agreements (SLAs) (call to response/call to
fix/uptime)
e Actual usage specified per unit
e Volume breakdown information for copy/print/B&W/Colour/Scan, etc.
e Actual usage vs. target usage
o Actual costs versus expected and agreed costs (based on implemented situation)
e Monitoring console showing status and fault messages on fleet (in the updated

release)

All activities in this phase are aimed to create more transparency of the reprographic
environment and will support the site in maintaining and optimising the actual savings.
The contract manager will communicate to both individual site champions as well as the
central team. Each country will have its own contract manager. The contract
management role is mainly aimed on five core activities:

e Monitor and steer on agreed service levels

e Manage savings on site level and show variances
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e Reporting on site and country level
e Communicate to site champions and central team
e Managing processes and customer expectations (the contract manager being the

“spider in the web”)

The stages (0) to (3) are shown in the workflow diagram of Figure 4. In this and similar
diagrams, the star symbol represents a meeting; the smiley face symbol represents
approval having been given; and the solid diamond represents a signed off document.
The duration of the site survey, 8-9-10 weeks, depends on the size of the client being

respectively Small, Medium or Large.

Human resources responsibilities at global/central level and at local level are shown
respectively in Figures 5 and 6, relative to the tasks shown in Figure 4. The contractor’s
Client Manager has end responsibility for the total implementation process, supported
by the client (customer) specific Project Manager, who steers all roll-out preparation,
site survey and site implementation activities, and who interfaces with local country
coordinators. The contractor’s technical project manager coordinates all the IT-related
activities, and the roll-out of software that will be required for site management:

Octopus, etc.

At local level, the country coordinator steers all activities such as the site survey, site

proposals and actual implementation.

The responsibility structure is shown and project management schematically in Figure
7.

Figure 8 shows the technical side and project management of the processes. Numerous
check-lists are generated and are shared between contractor and client, at both
global/central and local level, via an Internet-based shared information and project
board. This includes:

e Survey documents

¢ Site proposals
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e Rollout status
e Portfolio details
e Action item registers

amongst other items.

Figure 9 provides and example of tools, templates and checklists defined for each step

in the system.

Figure 1 shows schematically a typical wide area network within a contractor’s
organisation. A central server 1000 is linked over the wide area communications
network 1010 to several local site servers 1020 which are located in different offices or
other buildings in a country region or spread across several country regions. The local
site servers 1020 may be owned by the contractor, or may be the property of one or
more clients of the contractor. The network 1010 may consist only of a public network

such as the Internet.

As shown in Figure 2, a typical client site has one local site server 1020 on the managed
print network 1010, which provides access for the contractor. The client’s internal
network 1040 links various different printing devices 1030 such as copiers, networked
printers and fax machines. The local site server 1020 has the various print drivers and
other appropriate software for the local site, and some of the printing devices 1030 will
have their own software functionality which may include for example information as to
its existing configuration and alternative possible configurations, as well as computer
memory, and so on. Larger sites may of course have more than one local site server
1020, and those local site servers may themselves be networked or be connected directly
to the wide area communications network 1010 for communication with the contractor’s

server 1000.

The managed print software comprises a suite of programs, some of which are resident
on the central server 1000, and others of which are resident on the local site servers

1020.
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One client/server application, known as OCTOPUS in this example, is built on the SQL
Server software of Microsoft, is resident partly on the central server 1000, and is

operable for one or more than one client organisation.

As shown in Figure 3, the OCTOPUS client/server application has an architecture in
which the Octopus Client is located on the client’s server PC 1020 on the client’s
network, to monitor the fleet. The OCTOPUS Server is located remotely, and could
coincide with the central server 1000 of Figure 1. It may receive data from several
clients. In this example, the Client and Server both have email accounts and

communicate by email.

The server generates reports which are used by subsequent processes, such as an ERP
system for generating invoices for the managed print system. The reports may be
uploaded to the web portal for fleet management, and they may be analysed manually

for detailed fleet diagnostics.

The Octopus Client extracts data continuously from the printing devices in two ways:
first, by requesting (e.g. daily) each device’s MIB (Management Information Block),
with details of print and scan counters in the firmware, and up-time performance; and
second, by receiving alerts via the client network giving the status of consumables,

paper jams, hardware status such as door open, and service codes.

The Octopus Server stores the incoming email reports and generates reports in csv
format with summary information for the period for each device including total pages

printed in colour and in monochrome; prints made; copies made; availability; etc.

Included with the Octopus Client is one or more Trap Server, also on the client network,

which allows status monitoring of devices through SNMP traps.

Another program, known as “CASPAR” takes the form of a calculation software tool
for the total cost of ownership. This provides a standardised structure for the input of
site survey information and cost information, as well as standardised formats for the

presentation of information and reporting.



16

A further program, known as “COMPASS?”, takes the form of a calculation and
simulation software tool. It is a macro in Microsoft Excel, which takes an Excel
spreadsheet output from CASPAR, and allows a manager to process this raw data
through to the generation of transition documents which provide the managers with
more meaningful information, to enable them to suggest ways of optimising the fleet of
printing devices. The COMPASS operates predetermined algorithms to improve the
raw data to produce the more meaningful information. This is a novel calculation and
scenario analysis tool. It allows the manager to analyse the effect of proposed changes,
using “what if” analysis on spreadsheets. For example, he can use this to optimise the

time of phasing out an old machine and phasing in a replacement.

A further peripheral program provides a web portal, hosted remotely, and accessible on
any of the servers 1020, 1030 where either the client’s or the contractor’s staff,
appropriately authorised, are required to gain access to managed print information. The
web portal has a standardised format for providing a visual display to management staff,

as will be described below in greater detail.

Operational Processes for Management of Print Services

Figure 4 shows a flow diagram of an overall generic operational process for the
structured system. Initially, although not shown on Figure 4, the contractor will of
course make sales presentations to prospective clients, and these will include
demonstrations of the operation of the management system and the functionality of the
system including the web portal. This will include cost savings and improvements in
efficiency. Although not shown, the managed print system provides the structure for
the contractor’s staff to monitor each detailed stage of this sales process, such as times
of meetings and status of discussions and negotiations, and the system also provides
appropriate documentation in standardised form, for use by the sales team and

management.

Once a prospective client is willing to enter into a provisional commitment, with an

expression of intention to enter into contractual relations, the roll out preparation
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process 100 begins. This is normally carried out at a “global level” i.e. by the
contractor’s staff responsible for an entire client: responsibility falls on a client manager
and a project manager, within the contractor organisation. Locally, responsibility also
falls on a country coordinator and an account manager, within the contractor’s

organisation.

Once the managed print contract (known as the “frame agreement”) has been negotiated
and agreed, the next stage is the site survey process 200. This involves both the client
and the contractor in collecting all relevant information throughout the client
organisation as to its existing printing devices and associated hardware, software and
services, including all relevant financial information. Within the contractor’s
organisation, responsibility at this stage still rests with a client manager and a project
manager at the global level; and with the country coordinator and a consulting manager,
at the local level, for the region. Back office assistants, site surveyors and data entry

operators, within the client or contractor organisation, will also be involved at this stage.

On completion of the site survey, the accumulated data are processed and reviewed by
the contractor using CASPAR and COMPASS, to produce a solution which optimises
the print services within the client organisation. As indicated already, this solution is
likely to involve changes to the existing hardware and software, and replacement of

some or all of the equipment and services.

Once this solution has been produced and agreed upon, the next stage is the site
transition process 300. This is the transition from the client’s existing arrangement to
the optimised new arrangement, for print services. At the global level, the client
manager and project manager remain responsible; at the local regional level, the country
coordinator and a contract manager are responsible, within the contractor organisation;

and an order entry executive also becomes involved.

On completion of the site transition process 300, the contract continues with the site
management process 400, until expiry of the contract. During site management, there is
regular provision and monitoring of information using the web portal, and a continuous

process of optimisation and further cost saving. During site management, the client
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manager remains responsible at the global level, and an administrator becomes
involved. At the local regional level, an account manager becomes responsible for the
project locally, and the contract manager remains responsible for the processing. It is an
important feature of the process that contract management is pro-active, continuously
seeking to optimise the print service structure for the client. To this extent, processes

and activities have been developed that support the contract manager in his proactivity.

For a typical contract, the roll out preparation process 100 might last five weeks; the site
survey 200 might last eight, nine or ten weeks depending on the client organisation
being small, medium or large; the site transition process 300 might last ten weeks; and
the site management process 400 is continuous for the remainder of the contract term,

which may for example be a total of five years.

Roll Out Preparation Process

The process is initiated by the step 101 of receiving a letter of intent, signed for the
client and received by the contractor. The letter of intent uses a template stored on the
system. The letter of intent includes agreed commercial terms, Service Level
Agreements (SLAs) and processes. Internal and external communication stages 110,
contract and project definition 130, and the framing of the agreement 150, take place

before the start of the roll out process 170, with reference to Figure 11.

Internally, members of the contractor’s staff are appointed in the relevant roles, locally

and globally.

External communication is carried out between the central i.e. global staff of the
contractor and the new client, in order to contribute to the roll out preparation. The

client designates country coordinators and site champions from its own staff.

The contract is defined with all the details of the contract relevant to the local
organisations of the contractor, in order to be able to implement the contract locally

according to the agreed standards. At the global level, the contractor’s staff describe the
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way in which machines are to be pre-configured and delivered to local sites, with
bundling and pricing information, and give cost indications and explain assumptions
made; produce contact and information lists of relevant customer information for each

site, and then provide an overview of all relevant details of the new contract.

The project is defined at the global and local level by the contractor’s staff, who allocate
the roles between them so as to implement the new contract according to the agreed
standards. This includes defining operation project management rules, and producing
tailor made site survey documents, reporting templates for the reporting of the cost base
and the presentation of the proposal to the client. Even at this early stage, the
“dashboard” described below with reference to Figure 23, for use on the web portal, is

prepared with all client information that is applicable, relevant and already available.

A template where parameters can be defined for how the cost base is to be calculated

and parameters defined on which the proposal needs to be based, is shown in Figure 12.

The contractor’s local staff also assist in project definition by planning the roll out for
each country and for each site, with agreed target dates for the site survey process 200

and the site transition process 300.

The step 150 of preparing the frame agreement is commenced by the production, by
central staff with global responsibility, of a financial plan, including profit and loss
(P&L) for the total contract, including the financial results of the roll out of the contract.
Normally this must be preceded by execution of a letter of intent 101. An important
part of the finalising of the agreement in step 150 is the client confirming the print
environment, including the feasibility of the project, and also agreeing to allow access
to the local networks 1010 for installation of the program tools and managed print

software as appropriate.

The steps of negotiating the letter of intent 101 and the production of the frame

agreement 150 are flexible, and can be merged.
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The profit and loss projection and the frame agreement are both taken from templates

stored on the system.

The roll out process is started at 170 only once it is confirmed throughout the contractor
organisation that everything is ready to “go live” and that the client also agrees it is

ready. The infrastructure for the managed print software has to be available and ready.

Site Survey

As shown in Figure 16, the contractor regulates and controls the steps as follows:
preparation for site survey 220 followed by the site survey 240 itself, followed by the
processing of data 260 and the production of a solution 280 which is intended to

optimise the print services throughout the client organisation.

In the site survey step 200, a site survey agreement, a client cost base document,
together with a site transition template and a managed print software feasibility
document, are all available as template documents from the system. At this step, as
throughout the entire process, each detailed procedure is controlled and logged by the
contractor, such as the agreement of target dates, the conveying of information between
the client and the contractor, and the accumulation of surveyed information. The step of
preparation for the site survey 220 includes a managed print software feasibility study
which confirms the client’s printing service environment, ensures that the client’s IT
environment can support the proposed solutions, and ensures and agrees the key
software options. It also includes the development and signing of a site survey
agreement. A tool box with all the necessary office and site survey supplies, and
including documents according to the predetermined templates, is sent to the survey

team which will be responsible for the site survey 240.

The actual physical survey of the site 240 is then carried out. Figures 30A and 30B
together are an example of a template used for project management during the survey.
The cost base shows the existing financial cost of the printing service on a site-by-site

basis.
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The data from the site survey are then processed 260 using the customer cost analysis,
presentation and reporting software tool referred to above. This is done once the data
for the cost base has been approved by both the client and the contractor. The software
program forces the raw data to be presented in Excel spreadsheets in standardised form,

for use as input for COMPASS, also referred to above.

Figure 13 shows data generated automatically by CASPAR and COMPASS,
representing the cost base of different types of equipment on site and showing cost per

copy (ppc) with an analysis of percentage of copies done in colour.

The step of producing a solution 280 is carried out by the relevant staff member of the
contractor, using COMPASS. The purpose of this stage is to optimise, using the human
skills of the staff member together with the input CASPAR data and the stored database
of relevant technical and financial information, a solution which is acceptable to the
client and which is based on the parameters and goals that were agreed in the frame

agreement in step 150.

Figure 14 is a table generated automatically by COMPASS, as a Unit Migration Plan. It
plans the phasing in and out of equipment including machines manufactured by the

contractor and those from third parties.

Figure 15 is a table generated automatically by COMPASS, showing a Saving Proposal,

i.e. specifying cost savings from year to year — this will be a critical key point indicator.

During the production of a solution 280, the central/global responsibility is to
coordinate and review optimisation proposals from staff with local responsibility, and to
negotiate the proposals with the client, leading finally to confirmation of agreement to

the solution proposal.

At the local level, during this phase 280, COMPASS is operated on the cost base data to
produce more meaningful data which take account of the existing database of technical
and financial information relating to the various hardware, software and services which

may potentially be used for the print services. The member of staff with local
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responsibility for designing the solution has to produce a hardware solution, and to
calculate the costs and savings of this solution proposal using COMPASS. He has to
produce floor plans for the client’s site, by scanning the floor plans provided by the
client, drawing the current situation into the floor plan, and then drawing the new
situation into the floor plan, i.e. after implementation of his proposal for optimisation.
Alternatively, floor plans may be built using MS (Microsoft) Visio. He then has to
produce a presentation of the solution proposal in a predetermined format such as that in
Figures 14 and 15, and to submit this to the country or region coordinator. The country
or region coordinator then judges the solution proposal from each site, and submits the
presentations to the central or global manager for his approval. A customer site
transition document, using a template from the system, is prepared, setting out the
changes which are to be made if the solution is accepted. Third party purchase orders in
the predetermined template are generated, in line with the proposal, once it has been

agreed by the contractor at global responsibility level, and by the client.

Site Transition Process

As shown in Figure 17a, the site transition process 300 includes a preparation step 310,
a processing step 320 and an implementation step 330, the last of these being shown in
greater detail in Figure 17b. The preparation stage 310 includes preparing all the
activities that are necessary to process the agreed contract before optimising the print
services, and all final negotiations are carried out with the client resulting in a signed
contract and/or purchase order and an agreed site transition project document, taken
from the system template. Staff with global responsibility review COMPASS and the
site transition template, judge the agreed solution again, in case for example there are
“slipped savings” i.e. savings missed by implementing a solution with a lower savings
percentage than the potential savings percentage. With any adjustment to the agreed
solution, approval is then given to the management with local i.e. country responsibility
who then determine the timing of the site transition and report back to the central

management.

At the local level, those with local responsibility procure a signed purchase order or

contract, a signed site transition template, and a signed third party equipment purchase
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order. As part of the adjustment of the agreed solution, the COMPASS file with the
agreed solution proposal is finalised, and any changes that have occurred between
commencement of the site transition and this review stage must be incorporated in

COMPASS before it can be approved centrally.

The processing step 320 includes ordering equipment such as printing devices from
relevant suppliers, which may include the contractor itself. Local staff also produce
implementation planning for the hardware and software, for logistics and for staff
training. Service level agreements are processed, as previously agreed with the client.
COMPASS is used to create a list of all new deliveries for the site implementation, a list
of equipment that will remain in the same place, a list of equipment that is to be moved,
and a list of equipment that is not to be retained and needs to be removed from the site.
These lists include an indication of whether the equipment is leased or purchased and

whether it is staying or moving.

The implementation step 330 includes physical delivery, installation and training for all
hardware and software. The managed print software is installed on the network of the
client and tested and approved, and appropriate training in the software is given. The
implementation includes delivery of new equipment 332, movement of current
equipment to and from the site 333, removal of surplus equipment from the site 334,
installation of the equipment once it is in the correct position 335, and training 336 for

the staff within the client organisation.

As part of this process, each site is audited by for example listing all meter readings of
transitioned equipment and all other equipment on site, collecting and comparing the
serial numbers on all items of equipment and verifying the correct locations of each
device. Once all administrative tasks have been completed, then a final version of
COMPASS is produced and sent to the central management staff who have global
responsibility, so that they may verify the implemented solution and load the
COMPASS data into the dashboard, for use later on the web portal. The loading of the
dashboard is important, as it will be used in the site management process 400. In

practice, a database resident on the central server 1000 stores the technical and financial
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data for the web portals including the dashboard, for each site, each region and globally

for each client.

The Figure 30B spreadsheet shows, by way of example, a financial proposal for use in
the roll out preparation process 100, demonstrating cost savings for a five year contract.
This assumes commencement of a contract during the calendar year 2003, for which
savings are applicable only for six months. Once this proposal is agreed it forms part of
the contract, and sets a target for cost savings. The contract can include terms for
incentivising the contractor by adjusting its remuneration as a function of delivery of
cost savings. In effect, the cost savings are shared between the contractor and the client.
The effect of this is to increase or decrease the overall management fee paid by the
client to the contractor. It will be appreciated that, in addition to the management fee,
the contractor also obtains revenue from commission on sales of third party products,

supplies and services.

Site Management Process

As shown in Figure 18, the site management process 400 includes the step of
preparation of the dashboard 410, whose content is then updated periodically to take
account of changes that have been agreed and introduced; data processing and reporting
420; data interpretation and analysis 430; administration 440 which occurs throughout
the stage; reporting 450 which is also done regularly, for example quarterly and yearly;
and site optimisation 460 which is continuously ongoing with reporting carried out
quarterly and review points implemented monthly. Overall client management is
carried out by the contractor staff who have global responsibility, and these staff carry
out data processing, data monitoring and client management functions. These staff are
also responsible for the preparation of the dashboard 410. At the local level, site
management is carried out by those with local responsibility, and these staff carry out
steps 420 through to 460, using regular checking of the dashboard through their web
portal.

Web Portal Including Dashboard
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The system includes a central database, as described above, which is populated with
data for each client. Figure 22 shows schematically the data sources for the web portal,
of which one screen is the Dashboard. Data are automatically loaded from the
databases shown in the upper half of Figure 22; and there are manual inputs from the

sources shown in the lower half.

In this embodiment, the system uses Microsoft Internet Explorer as a browser. As
shown in Figure 20, the screen display through the web portal has the familiar Explorer
layout, and it shows in this example a list of four clients’ names, referred to on the
screen as “customers”. By selecting one of the clients, Client 1 as shown in Figure 21, a
drop down list of relevant regions is displayed; in this example, the regions comprise 6

countries. Data are provided in the HTML format in this example.

As shown in Figure 23, one of the standardised screen displays takes the form of a
dashboard, which includes meters resembling those on the dashboard of a car where
they would indicate for example battery charge, fuel level and oil pressure level. This
design is intended to maximise the visual impact and readability of the data presented
on the screen, and to make it rewarding and attractive to users throughout the client

organisation and the contractor organisation who are authorised to gain access to it.

The example shown in Figure 23 is for client 1, in the region of Benelux, and for the
Rotterdam site within that region. The different parts of the dashboard show
performance of the print services overall for that site, against the predetermined key
performance indicators which in this case are volume, financial, fleet flexibility and
service. For each of the quarters Q1 to Q4, there are six volume blocks visible. The top
bar shows the total volume of documents produced, for that quarter at that site,
according to the previously agreed cost base. The second bar down shows the actual
volume counterpart, i.e. the actual performance in volume terms. If the actual volume is
lower than the cost base volume, the actual volume bar turns green, but otherwise the
bar is red. Green therefore indicates desirable performance. Correspondingly, the third
bar down shows black and white cost base volume, and the fourth bar down shows
black and white actual volume. The fifth and sixth bars show cost base and actual

volumes for colour documents.
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Under the financial section, it will be understood that a central purpose of the managed
print software is to keep control of the amount of money the client spends on its printing
activities, and this is done by comparing the actual spend with the target costs. The
target costs are calculated by taking the cost base costs (i.e. the cost before the transition
process 300) and applying a savings percentage. If the process is going according to
plan, this difference should be positive. These financial figures are shown for each
quarter as target costs, reprographic spend, and difference (“reprographic” is intended to

cover all print processes).

Under the fleet flexibility section, for each quarter, the predetermined allowance of print
device capacity is indicated, and beneath that the actual usage is displayed. Beneath

that, the difference is displayed as the “remainder” available for use.

On the right hand side of the dashboard, the three meters display performance in
different aspects of service. The key performance indicators for service in this example
are: average up-time percentage, average service response time and average service
repair time. The service key performance indicators are visible as meters which turn to
the green side (the right hand half of the meter) if they are within target levels, and turn
to the red side (left hand side) if they are below target. The targets are indicated visibly
underneath the meters: the actual values are above the meters, displayed either in red
numerals on the left side, or in green numerals on the right side, depending on the
performance. Thus the dial of the meter indicates actual performance for the relevant

period, and should be in the green if the outcome is desirable.

The selection of key performance indicators is that which was agreed with the client, in

the roll out preparation phase.

Users of the Dashboard may “drill down” to data previously entered in the database,

such as individual machine basic data and configurations and usage volume.

A further screen display is shown in Figure 24, for invoice items once again for the

Rotterdam office in Benelux of Client 1. For each contract, an invoice is “created” for
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each quarter: actual invoices are produced from the back office systems. The web
portal has much information available, stored on the database, with which it can
generate suggested values for this invoice. Items include rental costs, service charges,
software costs, third party machine costs and management fee, with a subtotal of these
items; followed by depreciation costs, costs of third party consumable supplies, and lost
book values, with a final cost total at the end of each column, for each quarter as shown.
On the left hand side of each column, a suggested invoice amount is generated by the
system, and, following management intervention, an actual invoice amount is recorded
in the right hand side. The service charge could be a function of the volume of
documents, for example the volume in pages multiplied by the price per page. The
software costs could be connected volume (in pages) multiplied by an optional software
uplift per page. Lost book value is that for third party machines which are removed

prior to the end of the depreciation date.

The screen display shown in Figure 25 shows a list of machines, i.e. printing devices,
together with their attributes and location. The interface for this screen for example
allows the operator to enter new machines, in order to implement an optimisation

strategy that has been approved.

As shown in Figure 26, a screen display is used for indicating principal parts of a
contract, at the regional or site level. In this example, for the Rotterdam office in
Benelux of Client 1, the current agreement shows that the agreed commencement costs,
forming the cost base data, were specific financial amounts for different types of
document and specific volumes for those documents. Percentage cost savings are
shown for annual financial targets. Service targets, in terms of the agreed key
performance indicators, are shown further down the screen. Since the terms of contract
can be adjusted during the period of the contract, by negotiation, the history of these

parts of the agreement is recorded as shown at the bottom of the screen.

As shown in Figure 27, meter readings at a machine level are displayed by the Portal.
Figure 28 shows a financial overview for Site 1 in the UK for Client 1, including the

cost base data, financial and service targets and history agreements i.e. relevant



28
contractual terms. Figures 29a to 29c show, for Site 1, the detailed action list or “to do

list” for installation and removal of machines.

The data as displayed in the portal are directly derived from the COMPASS calculation

tool. The calculation as imported into the portal represents the implemented solution.

One example of forming a new agreement is when a site is doubled in size, due to
expansion of the business. A new agreement can then be made with a new cost base
and new savings percentages. A new site survey could also be done at that time, and a
new solution proposed and agreed. Once agreement has been reached for the new

contract, the operator updates the database using the screen interface.

Preparation of the Dashboard

Staff with global responsibility for the client check a site transition template, verifying
whether all machines and information are present, and all site transition activities in
accordance with the site transition project plan have been carried out. The data from the
contract are then added to the dashboard, using screen interfaces similar to those of
Figures 24 to 26 described above. The finalised COMPASS file, based on the
implemented solution, is then imported into the database which is used for the
dashboard. Then all machine data, especially those from third parties, are checked for
names and codes, against the list. This is to ensure that the audit is correct, including
the software tools. Once data has been checked and errors corrected, local management

is informed that the dashboard has been prepared.

The data stored in the database for use on the dashboard are kept up-to-date monthly, by
those with global responsibility. The data, viewed through the web portal centrally and
locally, are interpreted and processed in step 420 at least every month, and reports are
generated. On a quarterly basis, the data are analysed and performance is compared
with what was agreed with the client. The client is given quarterly and annual reports,
comparing performance against targets, for each of the key performance indicators,

including overall cost saving.
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Site Management Process-continued

The site optimisation 460 is an ongoing process.

Figure 31 is a standardised template for data interpretation in step 430. This lists the
criteria used in monitoring and assessing performance. In this example, the key
performance indicators are average up time, average response time, average repair time,

and machine level.

As shown in Figure 32, there is a template for the data analysis carried out in step 430,
and this specifies management issues which are to be discussed at quarterly or annual

meetings; these are identified in the final section under “specifics”.

Figure 33 illustrates a template for an agenda for quarterly and annual reviews to be

carried out by the management with global responsibility for a client.

Figure 34 is a template used by site management for analysing the effect of a proposal
for improving the print services. The optimisation proposals are listed on this template
as option 1 to option 3, and in each case a description of the modification is given,

together with the effect on the cost base and the target.

Part of the data processing step 420 is illustrated in Figure 19. This includes the steps
of collecting data centrally 421a, collecting data from local sites 422, and checking
completeness of that data 421b, communicating the result to the contract manager 421c¢
with central responsibility. In parallel, there is the step of adding or changing contract
data 423a, specifying exceptions 423b, and feeding the results again to the contract
manager. On an annual basis, new targets are developed by the contract manager and
agreed with the client, and these are received for the forthcoming year in step 424. This

also requires activation of the new year’s dashboard in step 426.

As described above, it is the responsibility of the contract manager, or other appropriate

staff with global responsibility, to prepare the dashboard 421d and keep it updated, as
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well as to verify that the data are used correctly, in step 425. The interpretation of the
dashboard data 421e is an ongoing process, which local management use to provide a
list of potential cases 427a for optimisation. This list of potential cases may include
particularly urgent cases 427b, which are then dealt with with the approval of global

management.

It will be understood that the management fee may be calculated in many different
ways, in accordance with the terms of contract. It will include performance related
bonuses based upon the client agreement, which may include sharing the cost savings,
and penalties or bonuses from performance of key performance indicators against

targets.

Further explanation will now be given of the management task for identifying possible
improvements and providing proposals for optimisation. As a result of quarterly review
meetings, data analysis, and/or client satisfaction survey results, the manager identifies
a need for improvement, and checks that this need will be sustained. He then defines
options for improvement and performs initial calculations, assessing the impact of
particular defined solutions on potential gain. In the case of black and white to colour
ratio changes, he would calculate the impact on the savings target. He incorporates any
local influences that may affect potential options and choices, and makes a choice of the
best options to follow, analysing them in greater detail. He then performs a final
calculation or simulation to ensure that potential savings can be gained and to quantify
them, analysing which of several options would be the best to implement. He then
communicates his final choice to the site champion of the client, and, if the site
champion agrees, then the proposal is communicated to the contract manager, for

eventual implementation.

Implementation may for example include re-routing volumes, putting machines in
different locations and implementing a new software solution, to ensure the right

machines are in the right place and with the right functionality.

Floorplans are used, with standard templates, showing the arrangements of devices

within each site.
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On an ongoing basis, it is necessary for management to deal with service and support-
related issues such as service escalations (response times, quality of reparation etc.);

retraining of users; installation issues; and helpdesk issues.

Unification of Local and Global Management Service Roles

The rigorous structure of this management system has the benefit that it can be used for
clients of all different sizes, whether they have just one office in one site, or plural sites

in a country, or operations all over the world.

In the event that the client requires management services only in one region, for
example one country, then the roles of global management and regional management
for the contractor are merged. This is the case whether or not there are plural sites
within the region. The merger of the roles is effected simply by assigning the same staff
members both global and local roles.

The human resources of the contractor enterprise will be used in the most appropriate
way, depending upon their geographical location and the needs of the clients served by
the contractor. It is possible therefore for a manager in one local office to have only
local responsibility for one client, but to have global responsibility for a different client.
This is most likely to happen if the client’s region coincides with the location of that
staff member. Equally, it is possible for central staff always to be given the global
responsibility for all clients, even though they may be geographically separated from the
client’s regions in some cases. Given that the servers are on the Internet or a wide area
network, and that communications can be made readily by email and telephone for
example, geographical separation is often insignificant, and the quarterly and annual

meetings can still be carried out without undue burden on the staff members.

In the case of unified local and global roles, therefore, responsibility rests on one
manager both for the setting up of the database for the web portal, and also the regular
checking of the web portal during the site management phase. Also, it would be

understood that several iterations of requesting and giving approval for changes will be
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eliminated, since the same person who proposes the changes will be empowered to

authorise them.

The preferred embodiment of the invention meets several specific requirements of
clients: for its organisation and implementation, it requires single face account
management — so a single contractor meets this; it requires a global partner (contractor)
with local representation, using standardised international processes; and it requires a
contractor with a direct service organisation, and one to whom they can outsource their
print room activities — the contractor could be an existing supplier of printing devices
and services. Its finance and purchasing requirements could include: international
pricing for hardware and service; guaranteed yearly savings; transparency overcost and
savings; ongoing fleet management taking full account of its organisational and end-
user changes; and standardised invoicing process supporting consolidated and
predefined invoicing formats. Its product and fleet management software requirements
include a minimized and standardized global product life cycle management process —
met by the use of COMPASS - and a customized product delivery and installation
process — met by the roll out process described, which is client specific, depending on
the site survey. The system also manages third party products; provides transparency

on the printing activities; and provides adequate management information to the client.

Though the specific embodiments described herein show particular implementations of
the invention and demonstrate its advantages, other embodiments will be apparent from
the descﬁption and the scope of protection sought herein is defined by the claims
appended hereto with reference to the description and the drawings; no statement in this
description should be interpreted as a specific limitation on the generality expressed in

the claims.
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CLAIMS:

L. A process of management of printing devices at distributed sites, comprising
providing a database portal accessible continuously, the portal giving a visual display of
performance of the printing devices compared with predetermined targets for key

performance indicators.

2. A management process according to Claim 1, in which the key performance

indicators include the cost of the fleet of printing devices.

3. A management process according to Claim 1, in which the portal has a
standardised format, across all sites and regions, and in which the said performance is
the performance of the printing devices at the corresponding selected site or region, or

globally for all regions, for the client.

4. A management process according to Claim 1, comprising maintaining a database
of information relating to each of the printing devices including its type, configuration
and operational status as well as financial information relating to the cost of using the

printing devices, and providing access to that database through the database portal.

5. A management process according to Claim 4, comprising regularly updating the
information database to take account of the way in which the printing devices are being

used.

6. A management process according to Claim 5, comprising monitoring the
performance of the printing devices against the key performance indicators and
providing output information periodically; and using the output information to optimise

the printing devices by making appropriate changes.

7. A management process according to Claim 6, carried out by a contractor for a
client, in which the contractor provides total management of an entire fleet of the
client’s printing devices including phasing in and out printing devices of different

manufacturing origin.
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8. A management process according to Claim 7, in which the contractor is a
manufacturer of printing devices and the process includes managing the fleet which

comprises third-party-manufacturer printing devices.

9. A management process according to Claim 8, comprising optimising the fleet by
phasing in the contractor’s own-manufactured printing devices at optimal times during a
contract between the contractor and the client for the management of the fleet,

consistent with minimising cost.

10. A management process according to Claim 1, in which the portal gives a graphic
display showing the performance of the printing devices selectively for a predetermined
period and selectively for a site or a region of sites or globally for a client’s fleet of

printing devices.

11. A management process according to Claim 10, in which a contractor provides
the management process for at least one client and in which the portal is made available
for management use by the client, with appropriate access restrictions, to enable the
client to monitor the key performance indicators and to interrogate the database with

printing device data.

12. A management process according to Claim 10, in which the graphic display
comprises meters which provide an immediate visual indication of the comparison of

performance with the target, for each of two or more key performance indicators.

13. A management process according to Claim 12, in which the meters are provided

in the form of a dashboard resembling a motor vehicle dashboard.

14. A management process according to Claim 10, comprising extracting data
periodically from the printing devices and recording the data in a standardised format,
the data including volumes of document production, performance, and consumption of
consumables, and also extracting data relating to accounts information including the

cost of the printing devices and the consumables, in which the graphic display shows
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the performance compared against the target for a plurality of the key performance
indicators including: document volumes, using data from the database and extracted
from the printing devices; financial cost of the operation of the fleet, using data from the
database and extracted from a separate source of data relating to the cost of the printing

devices and the consumables and all related hardware, software and services.

15. A management process according to Claim 14, the graphic display showing
performance compared against the target for services comprising average uptime,

average service response time and average service repair time, for the printing devices.

16. A management process according to Claim 14, comprising operating
predetermined algorithms on the extracted data periodically to calculate more
meaningful output data, to facilitate the management of the fleet in order to propose
changes to optimise the fleet, and including supplying some or all of the more

meaningful output data for the graphic display.

17. A computer program stored on a computer readable medium which, when used
in a computer, causes it to provide a database portal giving a visual display of
performance of the printing devices compared with predetermined targets for key
performance indicators relating to the printing devices; in which the program includes
steps of collecting and recording the targets and key performance indicators, and data of
the performance of the printing devices, and the step of formatting the data and

comparing it with the targets to generate the visual display.

18. A process of preparing for and implementing management of printing devices
located at distributed sites carried out by a contractor for a client, comprising:

the step of the contractor negotiating with the client key performance indicators
applicable for the duration of a management service contract and including targets for
the key performance indicators, and rewards and penalties for performance of the
printing devices against those targets,

and the step of the contractor periodically monitoring the key performance

indicators to provide the client with an indication of performance against the targets.



e g e <t

36
19. A process according to Claim 18, comprising the step of the contractor invoicing
the client for a management fee dependent upon the agreed rewards and penalties for

indicated performance.

20. A process according to Claim 18, in which the key performance indicators

include the aggregated cost savings for the use of the printing devices.

21. A process according to Claim 18, in which the contractor sells or leases its own

manufactured printing devices to the client.

22. A process according to Claim 21, in which the contractor procures the purchase

or rental of printing devices from third party suppliers.

23. A process according to Claim 18, in which the contractor procures consumable

supplies for consumption by the printing devices globally.

24. A process according to Claim 18, in which the contractor procures replacement

hardware or software or services, from itself or from third party suppliers.

25. A process according to Claim 19, in which the process of negotiation of a
contract is preceded by a site survey by the contractor, in which hardware and software

and relevant processes are audited and recorded.

26. A process according to Claim 25, in which the survey is carried out using a
standardised format for the entry of data relating to hardware and software for all sites

and regions.

27. A process according to Claim 18, comprising extracting data periodically from
the printing devices and recording the data in a standardised format, the data including
volumes of document production, performance, and consumption of consumables, and
also extracting data relating to accounts information including the cost of the printing

devices and the consumables.
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28. A process according to Claim 27, further comprising operating predetermined
algorithms on the extracted data periodically to calculate more meaningful output data,
to facilitate the management of the fleet in order to propose changes to optimise the

fleet.

29. A process according to Claim 18, using globally standardised documentation

and procedures.

30. A process according to Claim 18, including storing data relating to the
performance of the fleet, the performance of associated services, and the costs
associated with operating the fleet, on a database, and providing access to that database

through a standardised portal.

31. A process of management of printing devices at geographically distributed sites
within a client organisation, carried out exclusively by a contractor under a management
contract, comprising allocating a contract manager in the contractor organisation and
dedicating that contract manager to the task of managing all the client’s printing devices
over a plurality of the distributed sites, whereby the contract manager regularly
monitors the status and usage of the printing devices and associated sofiware and
services and consumables supplies, regularly seeks to optimise their overall
performance against predetermined key performance indicators including cost,
implements changes over the period of the management contract to optimise

performance, and regularly provides reports to the client organisation.

32. A process according to Claim 31, in which the contract manager uses a portal to
access a database of information updated regularly with the status and usage of each

printing device.

33.  Providing a management service to plural client enterprises, for a fleet of
printing devices at distributed sites of each client enterprise, the service being structured
to be provided by a single contractor enterprise which has staff located in
geographically distributed offices, including staff responsible for global management of

entire clients and staff responsible for local management of respective individual
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geographical regions of the clients’ enterprises, each region containing one or plural
sites;

the global management service comprising collecting and processing data,
related to the use of the printing devices, from all the client’s sites, monitoring the
performance of the printing devices against key performance indicators and providing
output information periodically to the client to enable optimisation of the fleet by
making appropriate changes;

the local management service comprising collecting and processing data, related
to the use of the printing devices, from the client’s site or sites in the corresponding
geographical region, monitoring the performance of those printing devices against key
performance indicators and providing output information periodically to the client to
enable optimisation of the fleet by making appropriate changes, and providing output
information periodically to the staff with global management service responsibility;

the service structure being configured such that essentially the same processes
and documentation are used in its implementation regardless of the number of sites, so
that any size of client enterprise may be serviced,

the service including the step, in the event that the client requires management
only of one region, of unifying the local and global management service roles, such that

they are undertaken by the same staff.

34.  Providing a management service according to Claim 33, in which the said

geographical regions are countries.

35.  Providing a management service according to Claim 33, comprising storing the
said processed data and key performance indicators on a database for each region and
for all the regions globally, and providing access to that database through a portal; the
portal being accessible by the contractor’s staff at global and local levels and to the
client’s staff at global and local levels, the portal displaying only the information
relevant to the responsibility and level of authorisation of the corresponding user; and
the function of the portal being unified for local and global use, with the portal
displaying information appropriate to global responsibility, in the event that the client

requires management of only one region.
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36.  Providing a management service according to Claim 35, in which the portal is

web based.

37.  Providing a management service according to Claim 35, in which the portal has
a standardised format provided for all users, the portal providing a graphic display
showing performance of the printing devices against the key performance indicators for
a predetermined period and for the corresponding site or region or for the regions

globally.

38.  Providing a management service according to Claim 33, comprising controlling
the management service by recording and regulating the stages of progress of
negotiation and agreements between the contractor and the client and the progress of the
management process throughout the contract, organising the collection and recordal of
data from the printing devices and the processing of that information and the provision
of that information for management of the fleet, and providing standardised formats for

the collection and presentation of data relating to the aforesaid processes.

39.  Providing a management service according to Claim 38, in which software tools
for collecting the data operate on a network of data processors distributed over the sites

and regions.

40.  Providing a management service according to Claim 38, in which the software
tools are operable by the client to gain access to relevant information and to enter data

relating to its printer devices and its sites.
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