Technology Purchases



A Little History

A long long time ago...

Before Measure C, everyone and anyone
would complete a paper purchase
requisition, their manager would sign the
purchase requisition and the Purchasing
Department would buy it.

Time passed... why didn’t Purchasing buy
my equipment? (Maybe they never got
the PR)

The equipment would arrive, be
delivered to the requester or ETS.

Time passed... why didn’t ETS install and
configure my equipment?
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A Little History continued

If ETS and Purchasing have no visibility
into the technology equipment
purchase plans now, how are we ever
going to handle all the Measure C
purchases?

DA FFE: $S21 mil
DA MM Refresh: $1.9 mil

DA MM New: $2.1 mil
DA Desktops Refresh: $14.9 mil

There is way if we work together:

Purchasing, ETS and FFE Coordinators

ID the key problems; Agree to:

-Don’t lose paper purchase reqs
*weekly mtgs; hand deliver PRs

-Determine & Communicate acquisition
lead times

-Receive by dates
*Purchasing can now prioritize
their work instead of FIFO or
who screams the loudest



A Little History continued

But it was a little more complicated than we

expected
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so let’s develop an agreed to work




Volume Purchase and Deployment Process Updated 082608 P1

urchasing Distric Dept Head/Lab Assoc Time
Standard consults w/ ETS on type of spent Yes
Equipment? Equip varies s this a printe

purchase?

FET Coordinator OR Dept Head/Lab Associate verifies Time
funding source spent

Prelim Discussion on Deployment Window timing; Set P .
varies

preferred deployment date; Consult w/ ETS

FOR MM: ETS works w/

Vendor to acquire equip and Time
perform install

spent

varies

FET Coord and ETS create

Equipment Inventory & Surplus T'met
Refresh? Disposal;Redeployment; spen ,
Instructions for Disposition of varies No Did Image' Purchase 1 of the
Equip - attach to PR Change oris it a lot to create
ew image? image
Requester/ FET 9 9
Coordinator completes
Purchase Requisition varies Note use an
.Cor_1duct . existing Image on
Coordination Meeting PR
Yes w/ Network, Desktop, ' Create new
Mu|t|p|e Departments MM ETS staff, Image and test
required to implement? Facilities, and aFETcted .

Dept T.me *
spent ETS uploads
varies image to DELL/

FET Coord Verify Funding; Obtain Apple site

Page 2 f

DELL/Apple image
computer at their
site and test

appropriate signatures:
Budget Account, Grant Monitor,
Student Accounts, Foundation

FET Coord give PRto ETS
for signature/ Rec by and
Deploy dates prior to or at

)lvlefkly mtg and note factory

Imaging if appropriate
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DELL/Apple send
computer w/
image to ETS to
verify

Time
varies

Image ok?
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Printer Purchase
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5-10 days

Factory Imaging for
Staff/Faculty computers

Volume Purchase and Deployment Process

(F)——

FET Coordinator
Weekly Meeting

.

Give PR to
Purchasing

—

Received by Purch
and logged into PR
tracking system;
assigned to Buyer

Buyer checks for
approved signatures
and account codes

What type o
purchase
category?

Below bid limit; or
overlimit but
preapproved by
Board
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In-House Deploy;
Factory Imagi

Includes FH,DA, CS
Coordinators, ETIS,

Puchasing

1 day

5 days

Missing
signatures - send
back to FET
Coordinator

Above bid limit;
get Board
approval
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Updated 082608 P2

Below Bid Limit
-or- Overlimit Preapproved
In-House Deploy;
Factory Imaging
Today
for

Faculty
Staff

Purchasing obtain Q:z:’es
SOW w/ quotes .
from Apple/Dell Delivery
time
info
5 days
APple/DELL mee Yes
FHDA Deployment

Window?

Negotiate w/
Apple/Dell, FET
Coord, ETS,
Purchasing

S

In-House Image & Deploy

Labs



Board Approval

Obtain SOW w/
quotes from
Apple/Dell

Quotes
and
Delivery Kpple/DELL mee
time FHDA Deployment
info Window?
3 days

Negotiate w/
Apple/Dell, FET
Coord, ETS,
Purchasing

Buyer prepares
Board agenda

Yes

Volume Purchase and Deployment Process

Waiting for order to
arrive; Avg. 4 wks;

Updated 082608 P3

exceptions 6-8
wKks.

Deploy Image on Faculty/
Staff computer order at
DELL/Apple Factory

Equip delivered to
Ship Receiving and
reconciled in
Purchasing Sys

Equipment Delivered
to ETS Tech Services
or Designated area

Notify FET
Coordinator

Destination when appropriate

Buyer contacts
vendor to
reconcile order
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ETS resolves out

of process;

Obtain 10 exception

L handling

Clarification calendar
days
Buyer creates PO
and sends to 2 days
vendor
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Arrange movement of equip
from FH Trailer Storage to

ETS Coordinator
Verifies Order received

Anything Incorrect;
Missing or Damaged
from Order?

Inventory Propcess
varies based oh QTY 1

Yes to 4 weeks

Contact Purchasing;
Document Missing/
Damaged items on Bill of
Materials (BOM)

Equipment
Refresh?

ETS/ contractor
remove old equip and
move to storage
location
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Volume Purchase and Deployment Process

ETS/Functional
Team installs new
computers

Problem
with Install?

DOA? Damaged
or Defective Part?

Notify Purchasing
and FET
Coordinator

e

ETS Coordinator
Manages Internal
District Problem

Apple/DELL

replace ASAP
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Equipment
Refresh?

Follow
Surplus
Process

Update
Inventory
Database

Update FET
Coordinator with
task completion

date

Updated 082608 P4



Create
PR: 5

Volume Purchase and Deployment Process
Multi Media Installations

Perform initial
Site Survey then
w/ vendor

ETS Obtain quotes from
vendors for Equipment
and Instructor Console

Work w/ FET Coordinator
to create PRs: 1 for MM, 1
for Console, 1 for
Computer; ETS signs PRs

T

Conduct Coordination
Meeting w/ Network, Desktop,
MM ETS staff, Facilities, and
aFETcted Dept

—_—

days

Time
ent

1-2 weeks

1-2 weeks

=
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Develop Specs, Plan, Schedule, varies
Roles/Resp (use a Check List)

FET Coord verifies funding
source

*

FET Coord Obtain appropriate
signatures on PR:
Budget Account, Grant Monitor,
Student Accounts, Foundation
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Signatures 1-2 weeks

For Computer
Purchase

5 to 10 days

5 days

)~

Upated 082608 P5

. Includes FH,DA, €S
FET Coordinator . T
: Coordinators, ETIS,
Weekly Meeting Puchasing
Give PR to
Purchasing 1 day
Received by Purch
and logged into PR
tracking system; 5 Days
assigned to Buyer
Buyer checks for . Missing
approved signatures signatures - send
back to FET
and account codes :
Coordinator

overed unde
current vendor
contract?
Ye

Buyer creates PO
and sends to
vendor

—T—

Negotiate Install
date
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ETS and Purchasing
Prepare RFQ send to
Vendor

Receive &
Evaluate Quote

Changes
required?

1-4 week

1-2 week




Volume Purchase and Deployment Process

Multi Media Installations Continued

Conduct Bid
Process

90 days min.

Buyer prepares
Board agenda

5 days

Obtain
Clarification

Buyer Creates
PO and sends
to Vendor

Page 6

4/16/14

15 to 20 days

Coordinate installation
of MM equipment,
console and computer,
and network activation,
etc.

Isita

Updated 082608 P6

average 8 weeks

Refresh?

No
Yes

Follow Surplus
Disposal Process
Process

Perform Quality
control check

Update inventory lists;
send to Call Center
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Buyer creates PO

15 - 20 days and sends to
vendor

Equip delivered to
Ship Receiving and
reconciled in
Purchasing Sys

Equipment Delivered
to ETS Tech Services
or Designated area

Page 7
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Volume Purchase and Deployment Process

ETS Coordinator
Verifies Order received

Printer Deployment

Anything Incorrect; No
Missing or Damaged

from Order?

Contact Purchasing;
Document Missing/
Damaged items on Bill of
Materials (BOM)

Notify FET
Coordinator

Buyer contacts
vendor to

Yes

Updated 082608 P7

reconcile order

Equipment
Refresh?

ETS resolves out
of process; No
exception

Surplus
Proces

Follow

handling Install and

| configure new
Brinter

Page 2 Configure
computer drivers

*

Update Inventory Database; send information to FET

Coordinator date task completed

( Stop )
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A Little History continued

Electronic Purchase Request system — Banner

Weekly FFE Meetings no longer required...but how will we continue to
communicate regarding Measure C equipment purchases?

Challenges arose:

- Gaps in deployment of equipment appeared and Measure C funds
expenditure stopped

- Budget reductions would eliminate ETS staff available to support
Measure C equipment deployments

* ETS staff funding redirected to the Measure C Computer fresh
Labor fund

* Required persistent work to meet the required number of hours
spent on Measure C Computer Refresh work



Prioritization Meetings

The Prioritization Committee was formed
In what order do we refresh and install Multimedia systems?
In what order do we refresh Computer classrooms and labs?

* Goals:
— Meet Once per month to review and modify agreed to the schedule

— ETS Progress Report
— Integrate with Construction Schedules
— Agree on Installation Schedules for:

* Multimedia equipment refresh and new installations "\*?j),ﬂ

— Identify unreliable aging equipment
e Classroom and lab instructional computer replacements
 Staff/Faculty computer replacements
* Printers

>




Prioritization Meetings

Challenges

— Some classrooms never had Multimedia
equipment installed

— There has been talk about Managed Print systems
and centralized printing using multifunction high
volume devices

— Curriculum changes ... to refresh or not to refresh



Prioritization Meetings

We Work together...

— Buy staff / faculty computers in bulk — always have a
variety of standard computer inventory on hand

— Automatically deploy staff / faculty equipment when
equipment reaches the 5 year refresh threshold

— Hold off on MM refreshes for several months to install
MM in those classrooms without MM equip, unless
existing equipment is failing

— If a printer is broken, replace it. Don’t keep trying to
fix it with spare parts Yusuf has been collecting for
over a decade

— ...and more



So What’'s Next?

Let’s not repeat the past

Purchases made, equipment arrives, ETS doesn’t know
about, equipment sits around for a long time before it is
installed....

Or better yet...Purchasing has no way of knowing ETS knows
about the purchase... emails start flying...delays occur...why
hasn’t the PO been created? Where is my equipment?
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Planned Measure C FFE Purchases

* Measure C Fund: Project # 701 $21.2 mil

— FFE: Furniture, Fixtures & Equipment
* iPads
* Increase 30 computer classroom to 40 computers
e Scanners for transcripts
* New Laptop lab
* and more...

* Alist of planned equipment purchases
appears on the De Anza web site



Planned Measure C FFE Purchases

* Assumptions, complaints, frustration will
begin to form again...

“The Purchasing Process is so slow, nothing gets
through Purchasing”

-Purchasing flags a technology purchase because no sign
ETS has reviewed

— Email traffic increases

— Frustration sets in for everyone

— Nothing gets purchased

— “I have to keep repeating why we want to purchase the
technology”, it is approved, but the order is never placed.”



What should we do?

Integrate the Measure C FFE Purchases into the
Prioritization Process
JdWhat can we do now with the already approved list of
equipment that may be purchased using these funds?
A suggestion:
-Contact ETS before the Purchase Requisition is created
— Create an ETS Work Request

-Reference the Work Request Number with the ETS
approval/consultation - in the Text of the PR.

-ETS find a way for Purchasing to easily verify the the ETS
approval/consultation contained in the ETS work request.



Questions Remain

d What can we do for the next planning cycle of Measure
C FFE equipment purchases?
- ETSis part of the planning team for Measure C FFE Funds Technology Expenditures
 But How do we merge these new technology purchases

with the Deployment Schedule?

 How are they brought to the Prioritization meetings for
scheduling before the Purchase Requisitions are
created?

J How is the Requester notified of the result of the
discussion in the Prioritization meeting?
-ETS doesn’t need to be involved in the installation of the equipment

-ETS does need to be involved and this is when it can be done. What is
the lead time for acquiring the equipment so it arrives for the scheduled
installation?



Answers

Identify ETS staff person to be included in the approval
chain of technology hardware and software requests

|ldentify the Account codes that must be used for
technology acquisitions in order to ensure ETS is in the
approval chain — communicate to those who create
Purchase Requisitions.

Prioritization team meets twice monthly to integrate these
non-Measure C refresh technology acquisitions into the
deployment schedule in coordination with the Deans

College management will communicate deployment
schedule back to requester

Rowena will share the deployment schedule with the
Deans; Letha has the schedule too.



