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Executive Summary:  The UT Southwestern Information Resources’ Asset Management Program (AMP)

The University of Texas Southwestern Medical Center at Dallas (UT Southwestern) is an academic health center which places service to the community and to the state as a major institutional focus.  Approximately 41% of health services performed in our 4 affiliated hospitals and multiple clinics are classified as charity care.  The Department of Information Resources at UT Southwestern is a cost-recovery center which serves the computing and networking needs of the 150-acre, 20-building, decentralized campus, composed of 26 financially-independent departments and 19 interdisciplinary centers.  Information Resources instituted a campus-wide “Asset Management Program” (AMP) beginning in September, 2001.  The project responded to several ongoing departmental issues which any government or business entity must confront to meet today’s computing needs: hardware turnover schedules, asset management, inventory control, desktop support, and customer service.  Beyond answering internal UT Southwestern issues, the AMP brings lease revenue back to the State of Texas, rather than into the pockets of outside vendors.  Why don’t departments lease directly from independent vendors?  The answer is Information Resources’ onsite asset tracking, inventory control, and a trouble-free process for departmental users from initial order to delivery and ongoing service of program PC’s.

Departments benefit by receiving a standardized, high-end PC configuration, along with the choice of monitor and CD-ROM/DVD-ROM combinations.  IR promises a 7-10 day turnaround for delivery of a configured PC for the UT Southwestern network and software environment.  After signing the one-page Asset Management Agreement/Order Form, users are automatically billed monthly on the University’s online OAS system for 3 years.  There is never a paper bill for the department to shuffle.  Departments manage their computing budgets better through the AMP by distributing PC costs over 3 years, rather than incurring large and inconsistent purchase costs in years when there are sudden demands for upgrades or new PC’s.  

Users appreciate the lease program’s flat panel monitors and small footprint CPU’s.  Hardware issues are always under the 3-year warranty, so maintenance costs are reimbursable to Information Resources from the vendor.  All repairs are performed on campus, and users are provided with a “hot-swap” machine within 2 hours of a reported problem, if it is necessary to temporarily remove their PC for maintenance.  This response time is critical in the patient care areas.

At present, perhaps the greatest imperative for the AMP comes from the 77th Texas Legislative session.  The UT System Committee on Institutional Compliance identified the “Equipment Physical Inventory” as a “High Risk” issue.  UT Southwestern’s immediate compliance concerns involve departmental monitoring and reporting programs, as directed by the Inventory Control Office of Materials Management.  

Upon instituting the AMP, Information Resources invested a meager $1,500 in an inventory control software system.  Using barcoded stickers, industrial handheld PDA scanners, and a single inventory administrator, Information Resources has been able to centralize PC hardware and software inventory for departments who participate in the lease program.  Previously only the most diligent departments maintained their own accurate, real-time, internal equipment inventories.  Now all AMP participants are provided inventory reports on demand.  Information Resources has adopted a policy of charging departments $200 for each machine that is moved from original installation locations without prior authorization.  Early penalties were collected, but IR now has a tight rein on program inventory, which departments have come to appreciate.   

From a trickle of orders beginning 11 months ago, the Asset Management Program has grown to enjoy tremendous success.  To date, 236 PC’s have been leased to departments which could otherwise not afford to purchase them outright in a given fiscal year.  Since September, 2001,  Information Resources has collected a total of $97,086.09 from the Asset Management Program.  The project has averaged a monthly growth rate of 12.34%, with the full potential of the project still unrealized.  With a conservative monthly revenue plateau at $15,000, IR will realize $200,000 annually in Asset Management income.  The benefits to UT Southwestern departments, campus users, Information Resources, and the State’s Financial and Inventory Control arms will continue to grow as the program grows in stature across campus.  This growth is assured as 118 orders are on hold for September 1, 2002, and 358 Clinical Workstations come on board over the next 2-3 years.  

a) Project Description

UT Southwestern’s Asset Management Program (AMP) began in September of 2001, with July 2002 representing its 11th month of operation.  The program’s primary objective is to offer leased PC systems to campus clinics and academic departments.  Departments have found it difficult to juggle the clinical and research operating budgetary demands with the demand for state-of-the-art information systems.  This budget pressure is heightened by the fact that 41% of health services delivered at UT Southwestern are charitable in nature.   The problem is further compounded by the fact that technology continues to evolve at a rapid pace.  

Departments who are unable to upgrade their computing systems every 3-5 years are left with woefully inadequate hardware for their personnel.  In these cases, hardware upgrade priority is given to clinical PC’s, and select PC’s in the research area.  Prior to September 2001, departments further whittled down these priority PC’s from their new acquisition lists due to the variances of annual budgetary constraints.  Since each campus department is essentially their own financial entity, everyone assumed this status quo.  

Information Resources (IR) had grown accustomed to this environment as well.  Despite the cost-recovery nature of the department’s campus desktop support, IR was frequently absorbing PC service costs to ease billing pressures on departments.  It was in this environment that IR saw an opportunity.  

First, IR worked extensively with a PC vendor to setup a standard leading edge configuration:  Pentium 4, 1.7GHz, 256 MB RAM, 40 GB hard drive, integrated 10/100 NIC machine, with a flat panel monitor and a small form factor base.  Quality was chosen over thrift.  The flat panel monitors and small footprint CPU’s are not only aesthetically pleasing, but they provide precious workspace for clinical personnel, students, and staff.  At 3.5” X 12.5” X 13.9” and 15 lbs, the lease units are easily portable by IR PC technicians.  IR tasked 4 technicians, vendor-certified in PC repair, to manage an equivalent of one FTE for the AMP, in addition to their regular duties.  The AMP team is responsible for ordering, bar-coding, database entry, asset tracking, and maintenance of all program PC’s.    

The second component of the AMP is administrative simplication.  To order lease machines, departments indicate how many they would like, choose a 15 or 17” monitor, and finally choose a CD or DVD-ROM.  Beginning in September 2002, users will also have the choice of CD-RW.  Departments are never sent a bill.  There is no paper to shuffle.  An authorized signature on the AMP sets up an automatic withdrawal from a department’s account each month for 3 years.  

IR’s third mission for the AMP is to provide an asset equipment tracking and management system for departments.  Industry analysts estimate that 6% of computing equipment assets are lost in any given year.  Because new computer acquisitions were formerly restricted to the highest priority areas, PC’s are often transported between clinics and academic departments.  Departments who are not extraordinarily diligent risk losing track of their physical assets.  Administrative staff time is stretched, chasing paper and equipment.  IR’s second service focus after providing the PC hardware is therefore to track it within an asset management software system.  

To this end, IR spent $1,500 on software, a server, and 2 handheld PDA’s to scan barcodes.  Before a PC is delivered, IR enters hardware, software, location, and other important tracking information into the system.   Periodic campus walk-throughs ensure that we know where all AMP hardware is located at all times.  To discourage equipment relocation, departments are fined $200 for moving machines from their original locations without prior notification to the AMP team.  The AMP team has formed a partnership with UT Southwestern Inventory Control Office of Materials Management, sharing information to help them comply with State mandates.

The fourth component of the AMP is desktop support.  UT Southwestern users who participate in the program are never billed for hardware issues with their PC’s.  Since IR’s PC technicians are certified by the vendor to perform warranty repair, all maintenance work is billed to the vendor--never our clients.  The AMP means decreased PC downtime.  Campus users reporting hardware issues are offered a “hot-swap” CPU if it is necessary to remove the CPU from their area to perform repairs.  We intend the AMP to offer departments a 3-year hardware replacement cycle.  At the end of the lease agreement clients are offered the choice of a 10% buyout offer or a total PC replacement with a new 3-year lease agreement.  The desktop support component of the AMP eliminates ALL hardware costs associated with the management of departmental PC’s.  

b) Significance to the improvement of the operation of government

The Federal government has provided the model for paperless “e-government” over the past few years.  State governments—and Texas is no exception--have followed suit.  The administrative simplification component of the Asset Management Program follows this directive by simplifying billing for PC acquisitions and moving the process online.  When departments purchase (or lease) PC’s from outside vendors, purchase order requests have to make their way up the UT Southwestern accounting chain.  Interdepartmental billing is handled on the campus OAS system only after paper bills have been delivered and OK’d for payment.  In the Asset Management Program, once a department decides how many PC’s they are ordering and the agreement is signed by an authorized departmental representative, the department is automatically billed monthly for 3 years.  This is a one-time transaction for a departmental administrator.  No further follow-up is required.  This is one less matter that administrative personnel must deal with on a monthly basis.  These savings are not without merit.  

The “hot-swap” feature detailed earlier ensures that the operation of government, our clinics and hospitals does not skip a beat.  Connected Corporation estimates that the average cost of one hour of end user downtime is $200.  IR “hot-swaps” AMP PC’s within a 2-hour. clinical window, and 4 hours for non-clinical users.  

The greatest significance of the Asset Management program to the operation of government is the tight asset control that it offers departments and the University.  The UT System Committee on Institutional Compliance identified the “Equipment Physical Inventory” as a “High Risk” issue during the Texas 77th Legislative session.  The AMP was initiated before this State directive, but the program’s asset tracking features could not be any more timely.  

Information Resources provides department reports in real-time that show equipment locations, and hardware and software inventories.  The asset management database is shared with UT Southwestern Inventory Control to ensure compliance with the state’s legislative directive for inventory control by mid-August 2002.  

This asset tracking feature offers departments an overview of their computing hardware health, and of their software licensing compliance.  This saves them money by encouraging upgrades and additional software license purchases where needed, rather than necessarily mandating new purchases.  

One welcome development in the short life of the AMP is that several departments who had already independently purchased new PC’s prior to the program’s inauguration are now requesting asset tracking services for an annual fee from the AMP team.  The annual fee covers the costs of imaging a uniform software configuration on these patient care machines, installation in the clinics, and an asset tracking fee for approximately $2.00 per machine.  This fee entitles users to full “hot-swap” services, asset management, and hardware repair privileges that are enjoyed by AMP participants.  

At the end of these purchased PC’s 3-year cycles, the departments will fully enter the AMP and replace their PC’s with lease models.  The Clinical Workstation Project is one such example, and this project alone will account for at least 358 new AMP PC’s over the next 2-3 years.  As the project permeates through more and more campus departments, the administrative IT burdens will be exponentially decreased.  Essentially, the clinics will hand over these duties to IT, so that they can concentrate their efforts on patient care.  

See Connected Corporation, http://www.connected.com/downloads/TLM_ROI_White_Paper.doc
C) Benefits realized by service recipients, taxpayers, agency or state.

The average total cost of ownership for a PC is $13,000, according to the Gartner Group.  Average annual percentage of savings incurred through the use of asset management systems is 13% according to industry analysts.  A 100 PC department therefore can expect $1,300,000 of costs over a 3-year period.  The Asset Management program cuts these costs by $169,000, which can translate into 13 more PC’s or 4 FTE’s @ $40K for departments.  

It would be easy to state that taxpayers benefit as much as the Asset Management program participants do, since State of Texas tax dollars provide departments with their operating budgets.  It can be argued that taxpayers benefit far greater than the 13% the departments save.  Every dollar not spent on IT and computing support can be allocated directly into the clinics for medical technology, research, extended services, research, and more clinic personnel.  IT budgets are soaring, but IT is not the mission of the University.  The Asset Management program’s mission is to allow clinics and departments to do what they do best—quality patient care, research, and teaching—by allowing Information Resources to do what it does best.   

For example, the Student Curriculum Project (SCP) became one of the first customers of the Asset Management Program.  Medical, graduate, and allied health students at UT Southwestern pay between $150 and $200 per student annually in student computing fees.  A total annual computing budget of roughly $500,000 serves the needs of 1,450 students across campus.  The project maintains 215 workstations in 14 different labs and 2 libraries, with all PC’s 3-5 years in age.  The budget covers two FTE’s, curriculum servers, software, and administrative costs of maintaining labs and offices.  

The SCP’s manager was faced with the daunting task of updating the 215 workstations @ $2,000/PC for a total of $430,000.  This figure represents roughly the entire year’s budget, and does not include room for items mentioned above including support of 2 FTE’s, servers, software, etc.  Option 2 was slowly phasing in new machines by purchasing 1/3 for the next 3 years.  Because all the currently held machines were all out of warranty, it was risky at best to leave 2/3 of the student workstation inventory exposed to high maintenance costs.  

The Asset Management program provided the SCP manager a winning situation for everyone.  He was able to get all 215 PC’s through the Asset Management program at roughly the cost of purchasing 1/2 of the machines.  Rather than making-do with 3-5 year old PC’s, students now have leading edge PC’s to meet their curriculum support needs.  And support costs have been totally eliminated.  Students report hardware issues to the Help Desk, PC’s are “hot-swapped” when needed, and Information Resources technicians are reimbursed by the PC vendor to perform the warrantied repairs.  

The AMP agreement for the UT Southwestern student labs has made it possible for the SCP to efficiently manage all student labs with one support technician.  As testimony to the extraordinary thrift that mandated by budgetary necessity, the labs are unattended by IR personnel.  It is not an exaggeration to state that without the AMP our students wouldn’t enjoy the benefits of curriculum software development and application site licenses, new email and file/print support servers, and other necessary budget items.  The Student Curriculum Project works well because the Asset Management Program allows the University to keep computing management costs lean.  

D)  Return on investment (ROI), short-term/long-term payback

The program costs for the most popular computer model, the 17” monitor + CD-ROM drive, are as follows:  IR purchases AMP PC’s outright for $1,443.00, then leases them to departments for $69.35 monthly for 3 years.  By the end of the lease term, IR collects $2,496.60.  This represents $1,053.60 beyond the cost of the PC’s.  This PC cost overhead is pooled with all AMP participants to support just one FTE for the AMP program.  The FTE is shared among a team of 4 vendor-certified technicians who manage all aspects of the program.  The AMP PC’s have exhibited a limited-attention service record thus far, with most failures coming right out-of-the-box with the order.  AMP costs are therefore extremely low, with the preponderance of costs coming on the front end of an order for ordering, imaging, bar-coding & database entry, and installation.  At a rate of $50/hr, AMP technicians spend an average of 5 hours per machine for these activities over the life of the PC.  This is due to the fact that department orders are always in bulk, and by agreement, for more than 5 PC’s at at time.  The AMP costs are therefore $250 per PC over the life of the machine, and ROI per machine is $803.60.  This comes to $267.86 of savings annually per program PC.    

The AMP has enjoyed incredible early growth.  By tossing out the largest percentage growth months (>10%), the project--at its most conservative--can expect a 3% monthly growth rate.  Growth has been consistent at 3% during the late summer months [see figure below].  This is the time when departments traditionally have exhausted major funds for the previous fiscal year, and await new funding in September.  IR indeed has an impressive 118 new program orders on hold pending September 1st.  
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Lease  month
Amount collected
Variance
% Growth


September, 2001
$4,427.02 
-
-


October, 2001
$3,889.08 
($537.94)
-12.15%


November, 2001
$4,519.94 
$630.86 
16.22%


December, 2001
$6,844.57 
$2,324.63 
51.43%


January, 2002
$9,499.62 
$2,655.05 
38.79%


February, 2002
$9,723.48 
$223.86 
2.36%


March, 2002
$10,012.20 
$288.72 
2.97%


April, 2002
$11,450.35 
$1,438.15 
14.36%


May, 2002
$11,882.71 
$432.36 
3.78%


June, 2002
$12,274.20 
$391.49 
3.29%


July, 2002
$12,562.92 
$288.72 
2.35%


 
 
 
 


Total To-Date
$97,086.09 
$8,135.90 
123.40%


Projected Y1 Total
$110,025.89
 
 


Projected Y2 Total
$149,635.21 
 
 


Projected Y3 Total
$203,503.89 




Grand Total
$463,164.99
 
 

Assuming a 3% monthly growth rate, IR expects to have collected $110,414.08 after the program’s first year, $149,635.21 the second year, and $203,503.89 in the third year.  This 3% monthly projection for 3 years may seem high, but the AMP is not yet tapping its full potential.  There are approximately 7,000 PC’s campus-wide.  IR has currently leased 236 units or 3.3% of the total PC’s in the first year.  IR projects a total of 994 units by Y3 represents 14% of campus PC’s, assuming no University PC growth in the next 3 years.  The AMP goal of $463,164.99 is quite reasonable, as 358 Clinical Workstations will be coming into the program over the next 2-3 years.  The State of Texas directive to ensure tight Inventory Control, coupled with the industry movement towards centralization of network and computing support are additional factors leading to forthcoming AMP orders.  Through the Asset Management Program, departments are pleasantly surprised to discover benefits beyond mere cost savings in hardware.  They are quickly discovering that they are saving desktop support dollars, and decreased productivity losses due to downtime.   And finally, the AMP has done so much more than ease the path for departments to acquire and manage their computer assets.  The Asset Management Program has raised the bar of customer service expectations by state employees from within the institutional family.  And everyone finds reason to smile in that. 
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		Lease billing month		Amount billed		Monthly Variance		% Monthly Growth

		September, 2001		$4,427.02		-		-

		October, 2001		$3,889.08		-$537.94		-12.15%

		November, 2001		$4,519.94		$630.86		16.22%

		December, 2001		$6,844.57		$2,324.63		51.43%

		January, 2002		$9,499.62		$2,655.05		38.79%

		February, 2002		$9,723.48		$223.86		2.36%

		March, 2002		$10,012.20		$288.72		2.97%

		April, 2002		$11,450.35		$1,438.15		14.36%

		May, 2002		$11,882.71		$432.36		3.78%

		June, 2002		$12,274.20		$391.49		3.29%

		July, 2002		$12,562.92		$288.72		2.35%

		Total		$97,086.09		$8,135.90		123.40%

		Monthly Average		$8,826.01		$813.59		12.34%
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