Nomination Form

Title of Nomination:  Automated Document Factory

Project/System Manager:  Werner Gade

Job Title:  Director

Agency:  Division of Production and Operations

Department:  Department of Electronic Government

Address:  101 East Wilson Street

City:  Madison

State:  Wisconsin
Zip:  53707

Phone:  608-261-0617

Fax:  608-267-0626

Email:  werner.gade@deg.state.wi.us
Category for judging (please list only one):  Innovative Use of Technology

Person Nominating (if different than above):  Susan Puntillo




Job Title:  Director

Address:  101 E. Wilson Street

City:  Madison

State:  WI
 Zip:  53707

Phone: (608) 267-0614

Fax:   (608) 267-0626

Email:  susan.puntillo@deg.state.wi.us

Please return nominations to:

2002 NASCIO Awards

167 West Main Street, Suite 600

Lexington, KY   40507

Broszman@amrinc.net
NASCIO Recognition Award Nomination

State of Wisconsin Implements an Automated Document Factory

Executive Summary

In 1995 the State of Wisconsin began to consolidate multiple print and mail facilities into a single operation that served all state agencies.  During the consolidation efforts, it was obvious that the unique operating characteristics and job requirements would require multiple processes be documented and managed.  Institutional knowledge was lost as part of the consolidation and, because no two print/mail jobs were exactly alike, many manual processes had to be documented and relearned. Consequently, machine operators were expected to learn as many processes as possible.

It soon became evident that the manual processes and the best efforts of the staff were not going to be able to satisfy the needs of the customers.  Deadlines were missed, mistakes were made in mailings, no job was processed the same way twice, communication was poor and customer perception and satisfaction was very poor.  Although the consolidated print and mail center was processing 99.7% of all jobs correctly, management and staff were spending more time focusing on the .3% error rate and the impact of these errors on the state’s citizens than they were on improving the operation.

In the spring of 2000, the print and mail management team recommended the state pursue an Automated Document Factory (ADF) solution that would help the state address the need to upgrade its manual operation.  After visiting with companies who were implementing an ADF and after reviewing what was commercially available, the State of Wisconsin’s print and mail management team developed a five-page list of system requirements and set out to procure an ADF system that would satisfy their needs. The management team was looking for a turnkey, out of the box solution that would provide automated scheduling, job tracking, overall quality improvement, proactive monitoring of production jobs and equipment, advance alert notification of potential problems and be accessible to the customers via a web interface for monitoring their jobs.  The solution also had to have the ability to track a job through the entire process, manual and automated equipment alike, regardless of how a job was processed.  Most importantly, customization was to be kept to a minimum.

Upon completion of the procurement process, Bell  & Howell, in partnership with OPserver, was awarded the contract to purchase and implement their Job Entry Tracking Scheduling (JETSTM) system and OPserver’s FlexServer output management system. The JETS/FlexServer system satisfied 92% of the system requirements compared to 74% for the second place system.  Implementation of the ADF system began in July 2001 and was completed in December 2001.  The project was completed on schedule and within budget.  The ADF system provided immediate benefit to the state by catching errors in mailings prior to the completion of mail processing, thus allowing the mistakes to be corrected before the end customer was affected.

Normally a conservative state, the State of Wisconsin chose a solution that had not yet been implemented in the United States.  However, this risk has paid off as the ADF system has helped the State of Wisconsin improve the quality of the products it produces and has increased the efficiency of the print and mail center operations, taking it from a paper-based system to a state of the art online tracking and management system.

Project Description

When the State of Wisconsin began consolidating its print and mail centers in 1995, a manual system of managing the work was implemented due to a lack of standardization throughout the various state agencies.  This system worked well during the initial setup and implementation phases of the center.  However, as the print and mail center has grown into a very large print and mail facility processing several thousand jobs per month, printing 24 million impressions per month, and mailing 3.3 million pieces of mail per month, the manual management systems were no longer adequate.

As a result of this growth, the print and mail center experienced increasing customer dissatisfaction.  The cause of this dissatisfaction was mistakes made during the processing of customer jobs that are direct results of the inability to properly manage the workload using manual processes.  Although some of the reported problems had been corrected, repetitive problems related to basic job management functions remained.  In addition, the stress level among the staff was very high due to the pressures created by the manual system and the constant scrutiny and unhappiness of the customers.

Because of the problems previously mentioned, a project was started with the purpose of researching, procuring and implementing an ADF system.  There were many goals identified as part of the project, however the primary goals were to address the needs in the areas of job scheduling, inventory management and job tracking.  Sub-components of these areas included quality control improvement, efficiency gains (both staff and machinery) and improving communication to the customer.

Three pages of product requirements were developed for the procurement process.  There were a total of 39 requirements ranging from use of barcode technology to automatic workload balancing and tracking of a document from the printer to the final delivery point.  Because research had shown that ADF solutions were usually multi-vendor solutions and that many efforts of other companies to implement ADF solutions often failed or had significant cost overruns, the State of Wisconsin decided to add additional requirements to their procurement process.  A vendor was only allowed to submit a single response that also represented all their business partners responses.  Each business partner had to be identified as part of the response and the primary vendor was to provide a single contact point for all vendor questions and problems not only for the project, but for ongoing support as well.  Turnkey also meant that the responding vendors had to include the cost of the hardware, software, training and system implementation in their proposals.  In addition, the proposed solution had to be an out of the box solution with a bare minimum of customization required and it had to meet a very aggressive timeframe.

Bell  & Howell, partnering with OPserver, was awarded the contract for the state’s ADF system on June 29, 2001 and the project kick off was held on July 10, 2001.  From the very beginning of the project all team members, state and vendor a like, worked as a true team versus a typical customer/vendor relationship.  Each organization allocated whatever resources were necessary to meet the timeline of the project.

The project began with the implementation of Bell  & Howell’s IntellaScan software on the mail inserting machines in July.  Immediate benefits were realized when problems were caught before jobs would normally have been released into the mail stream.  Additional benefits of the project were realized almost immediately as additional components of the ADF were installed.  Problems were caught and addressed directly in the work areas rather than being dealt with after the fact.  Valuable information, which was previously unavailable or not collected, was being gathered and acted upon to improve the operation.

The overall project involved the implementation of ten servers (Table 1), nine software components (Table 2), approximately 25 data collection devices and multiple network drops.  It also included the training of staff across three shifts as well as software administrators, and it required that the requirements for each job be identified and documented.

Table 1:

Hardware Components
Quantity
Software Supported

Sun Microsystems SunFire 280R
2
FlexServer (OPserver)

IBM P4
2
Infoprint Manager (IBM)

Dell Power Edge 6450
1
JETStreamTM (Bell  & Howell)

Dell Power Edge 2550
3
JETrakTM JETPlanTM, E-JETS TM(Bell  & Howell)

Dell Power Edge 1550 + handheld
1
JETSDC (Bell  & Howell)

Dell Power Edge 300SC
1
Delivery Tracking

Table 2:

Software Components
Function

FlexServer (OPserver)
Manages the print streams from multiple sources and platforms.  Also manages the printers and collects job related information, which is supplied to the JETStream software.

InfoPrint Manager (IBM)
Works with FlexServer to manage the print stream and printers.

JETStream (Bell  & Howell)
Performs the data collection function for the JETS suite of products.  Collects information from FlexServer and other JETS components and stores it in a database.

JETrak (Bell  & Howell)
Monitors and tracks the progress of each job in the system and updates the JETStream database.

JETPlan (Bell  & Howell)
Provides real time scheduling capability, the ability to plan the schedule using “what if” logic and the availability of the equipment. 

E-JETS (Bell  & Howell)
Provides web access to the JETS system for support staff and customer staff to be able to view the progress of their jobs.

JETSDC (Bell  & Howell)


Delivery Tracking
Works with JETrak to monitor and track the progress of each job.

Transformer (Bell  & Howell)
Used to manipulate the final documents to add a sequence number, which allows for the proper tracking of the document and processing of the job.

Significance to the improvement of the operation of government

The improvement to the print and mail center as a result of this project was significant and dramatic for multiple reasons.  Other improvements had been attempted before and some improvement was realized.  These improvements, however, were short term and did not seem to address the real needs of customers and staff.  There were very few options still available to improve the operation without looking at alternative management methods.

The management and staff had taken the print and mail center as far as it could go using the manual processing it had implemented.  Management was now spending the majority of their time chasing down problems and attempting to communicate with the customers.  Staff was constantly under building pressure to perform flawlessly, increase productivity and catch every problem before it occurred.  Employee satisfaction was very low and staff turnover was increasing.

Implementing the ADF reduced the pressure on the staff and management by automating many functions that were being done manually, sometimes by multiple people.  The ADF provides the tools they need to better manage their work and their environment and it allows them to answer customer questions more rapidly and accurately.  The ADF also assists the customers in operating more efficiently by providing real time job status information via the web, allowing the customer to track their jobs in process and verify that jobs were processed correctly and delivered on time without having to track down a specific person.

As significant as the initial improvement was, the potential of the ADF system has barely been tapped.  Continued enhancements and expanded utilization of the software will continue to provide improvements for several more years.

Benefits realized by service recipients, taxpayers, agency or state

Many groups of people benefited from the implementation of an ADF system.

The taxpayers benefited as a result of less staff time being spent chasing and resolving errors.  Fewer taxpayer dollars are spent on problem resolution and more on problem prevention, which eliminates the cascading effect of problem troubleshooting and operates government more efficiently.  In addition, taxpayers benefited as the recipients of many of the documents processed by the print and mail center.  They no longer receive multiple licenses or permits in one envelope nor do they receive another taxpayer's documents.

State Agencies benefited also from the utilization of the ADF system.  Staff time required for problem resolution was reduced and/or eliminated because the problems were prevented.  With the use of the E-JETS web interface, agency staff no longer has to wait for information regarding their production jobs.  They know when it was printed, mailed and the process used to produce the job.  They are alerted in a proactive manner versus a reactive manner when a problem arises.  Overall, fewer resources are expended on monitoring and managing their work.

The State of Wisconsin benefited overall because fewer people were required to manage and monitor the processes at the print and mail center.  Because more information is readily available, it takes fewer people and less time to review the information and to address potential problem areas.  As a result, the state operation operates more efficiently.

Return on investment

It was understood going in to this project that the benefit would not be in the replacement of hardware or software, but that it would be primarily in the area of time savings and cost avoidance.  It was estimated that as a result of implementing the ADF system, four to five staff could be reassigned to other jobs thus lowering the staffing commitment necessary to support the print and mail center.  As a result of installing the JETS/FlexServer solution, not only was the state able to reassign staff members, it was also able to reduce the number of contracted staff that are used to complement state staff in the operation of the center. With a final cost of approximately $1.5 million, this project was a significant investment in the print and mail infrastructure.  Based on the savings already seen, the return on investment is expected to be two and a half to three years. And this doesn’t take into account the reduced levels of stress and increased job satisfaction experienced by everyone in the operation.

