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1. [bookmark: _Toc456881846]Background

Currently there are 2 systems (Serengeti and Paperclip) used to store electronic copies of invoices and receipts that are received for goods and services that have been purchased by authorised staff from across the University.  
There has been some analysis work carried out to map out the existing processes, establish if there are issues with these and identify the valid options that are available. 

2. [bookmark: _Toc456881847]Summary

Due to the electronic documentation being stored in either Serengeti or Paperclip, Finance are unable to easily check whether an electronic copy of the paperwork has been successfully stored.  Therefore, there is a lack of confidence in destroying original paperwork.  As a result, original documents are being stored long term (using on and off site storage facilities) and are incurring costs.  
Additionally, there is a desire for a single electronic storage approach which would provide an improved customer experience along with increased security and tracking of documentation.


















3. [bookmark: _Toc456881848]Options

[bookmark: _Toc456881849]3.1 Do nothing, retain Serengeti and Paperclip for the storage of Finance Documents

	Pros
	Cons

	Staff are familiar with the current dual systems and processes.
	2 systems and processes to be maintained that essentially have the same result.

	No project required to implement change.

	Dual process is thought to be contributing to the lack of confidence in destroying original paperwork.

	
	Inconsistent functionality between Serengeti and Paperclip. 



3.2 [bookmark: _Toc456881850]Progress using Paperclip as the single document storage solution

	Pros
	Cons

	Single system and process to be maintained.

	The paperclip search facility is limited with the ability to search only for a specific invoice.

	Paperclip is reliable.

	Paperclip is not a content management system which may not be approved by HMRC.

	
	Would need to export all pre-existing Serengeti documents and import into Paperclip (which would have time/cost implications).

	
	Would need to amend automated interfaces such as eExpenses electronic receipts to interface to Paperclip (which would have time/cost implications).



[bookmark: _Toc456881851]3.3 Progress using Serengeti as the single document storage solution

	Pros
	Cons

	Single system and process to be maintained.
	Has poor perception in terms of reliability and availability.

	UoE corporate solution which has HMRC approval.
	Perceived restriction of access (functionality locked down) by Users.  It is understood from Service Management that Finance do not have access to features related to policy and retention of data.

	Provides all the benefits of a content management system.
	Would need to export all pre-existing Paperclip documents and add additional indexing information in order to add into Serengeti (which would have time/cost implications).

	Flexible search facility - metadata allows easy access to data.
	Would need to create a new interface to send new pdf’s from eFinancials/FPM to Serengeti and to capture the additional indexing information required (which would have time/cost implications).

	
	There are instances of images in Serengeti being corrupt and either partially viewable or not viewable at all.



4. [bookmark: _Toc456881852]Scope

[bookmark: _Toc456881853]4.1 In Scope
The Corporate Finance processes in scope are those that utilise Serengeti and Paperclip to store electronic copies of invoices and receipts that are received by Corporate Finance or individual staff members across the university.
4.2 [bookmark: _Toc456881854]Out of Scope
Serengeti and Paperclip are used to store other document types, these are out of scope.
Foreign payment invoices are processed through Santander, these invoices are not currently scanned and are out of scope.
Although Estates Finance also use Serengeti, the Estates processes are separate to the Corporate Finance processes and are out of scope.

5. [bookmark: _Toc456881855]Existing Business Processes

During analysis, an exercise was carried out with the Director of Finance and the Finance Helpdesk Manager to document the existing Corporate Finance business processes for Serengeti and Paperclip.  
There were no gaps or issues identified with either the existing Serengeti or Paperclip process that require further investigation.
[bookmark: _Toc456881856]5.1 Serengeti
Serengeti is used to retain electronic copies documents where the purchase orders are generated and printed in eFinancials and the invoice is sent to Corporate Finance by the supplier.
[bookmark: _Toc456881857]5.2 Paperclip
Paperclip is used to retain electronic copies of invoices that are sent to individual staff members (generally for one off purchases such as a mobile phone or a conference) where there has been no purchase order generated in eFinancials.
As Is process maps are attached for reference, please refer to Section 8 – As Is Process.  

6. [bookmark: _Toc456881858]Information Captured during Analysis

In order to assist in deciding which option to proceed with, Serengeti and Paperclip volumes and attributes have been captured.   Additionally, there has been an investigation into the reliability of Serengeti.  Results of these are:
[bookmark: _Toc456881859]6.1 Volumes
Corporate Finance have provided an estimate of the volumes of invoices that are added to both Serengeti and Paperclip each year.
IS Applications and Netcall (previously known as Serengeti) were contacted for volumes of invoices currently stored in Paperclip and Serengeti respectively.
	
	Serengeti
	Paperclip

	Estimated no. of invoices added on a yearly basis
	60-80k per year
	20-25k per year

	Total no. of invoices currently stored
	TBC*
	90k invoices in total (as at April 2016)



* Netcall were able to advise that the Serengeti database is 300GB in size and that currently 70% of the allocated space is being used.  This will be increased according to requirements.  While this provides an indication of space allocation, Serengeti were unable to confirm how many documents were stored.  This will require further investigation in order to obtain more meaningful figures.
[bookmark: _Toc456881860]6.2 Attributes
The attributes associated with the electronic invoices retained in Serengeti and Paperclip are:
	
	Serengeti
	Paperclip

	EFIN NAME
	
	

	SUB LEDGER
	
	

	PO NO
	
	

	THEIR REF
	
	

	TRANS TYPE
	
	

	AMOUNT
	
	

	INVOICE DATE
	
	

	SLT REF
	
	

	ARCH USER
	
	

	ARCH DATE
	
	

	SUPPLIER
	
	

	SUPPLIER NAME
	
	

	SUB TYPE
	
	

	COST CENTRE
	
	

	ACCOUNT CODE
	
	

	JOB CODE
	
	



[bookmark: _Toc456881861]6.3 Reliability of Serengeti
Corporate Finance reported that whilst Serengeti provided the flexibility that is required in terms of searching for invoices, there were concerns associated with the overall reliability and availability of the system.
The duration and number of instances of unplanned Serengeti outage and degraded service (taken from the IS Alerts Log) between June 2015 and May 2016 has been recorded as follows:



The above figures demonstrate a marked improvement in reliability over the sample period.  On comparing the first 3 months with the final 3 months of the data sampled, total outage minutes were reduced by 336 minutes (from 630 to 294 minutes) and the number of outages were reduced by 11 (from 16 to 5 outages in total).
Production Management have advised that a nightly restart of Serengeti had previously been considered.  This was discounted on the basis that failures often occur shortly after an earlier restart suggesting they are load based rather than due to a gradual build up.  Additionally, a previous memory upgrade has been found to reduce the instances of failure.
Production Management have recently been liaising with Netcall with regards to an upgrade to address the recurring issues with memory allocation problems.  Netcall now have a stable software release (6.5) which is available for implementation.  Discussions are taking place with regard to the infrastructure on which Serengeti operates in order to establish if this can be upgraded to coincide with implementation of the new software release.  It is anticipated that the release will be available for Live use in summer 2016.
7. [bookmark: _Toc456881862]Next steps 

[bookmark: _Toc456881863]7.1 Progressing a single storage solution
If a decision is taken to progress with a single storage solution (option 3.2 or 3.3), a technical investigation will be required in consultation with ABS and Netcall.  This will involve confirming the feasibility of a single solution in terms of capability and capacity for future scanning and migration of existing electronic invoices (can documents be exported/extracted/downloaded and can the option to add documents be disabled to prevent ongoing use).
As progressing a single storage solution will require expenditure of time and budget, this would require business justification taking into consideration the impending Finance Service Excellence Review.
[bookmark: _Toc456881864]7.2 Destruction of paper
Corporate Finance have confirmed that there are existing processes in place to carry out quality assurance of scanned and uploaded documents.  Regardless of the option chosen it is important that the quality assurance checks continue and that the retention policy is adhered to.   
The results of the quality assurance checks will confirm the success of the invoice scanning/upload process and provide evidence of problem areas should any exist.  This information could be used to determine whether the original documents stored could be destroyed with a view to reducing storage costs and freeing up space.
There are some specific document types (for example international payments) that are currently not scanned and unable to be destroyed.  Corporate Finance could consider the feasibility of undertaking an exercise to ‘back-scan’ these documents and the business benefits that this would provide.



















8. [bookmark: _Toc456881865]Conclusion

Taking into consideration the information and data captured during this investigation, the project recommendation is to progress option 3.1 - Do nothing, retain Serengeti and Paperclip for the storage of Finance Documents for the time being.
This recommendation has been made on the basis of the following:
· Apart from the noted technical issues that have been formally registered, there are no other obvious issues with the existing business processes to retain invoices using Paperclip and Serengeti
· There are time and cost implications in progressing a single storage solution
· The Serengeti reliability and availability issues must be resolved prior to considering progressing with a single solution (it is anticipated that the forthcoming Serengeti upgrade will address these issues)
· The Finance Service Excellence Review has been approved, however, benefits of this are not expected in the near future 
The analysis has established that the longer term aspiration to have a single storage solution is technically possible based on the Paperclip attributes for these files to link into Serengeti.  In order to progress this, technical resource will be required from IS Applications, ABS and Netcall to confirm how the files can be extracted from Paperclip and uploaded to Serengeti.
However, prior to pursuing Serengeti as a single solution the business require confidence that the reliability and availability issues with Serengeti can and will be resolved.  A review will take place following the upgrade to Version 6.5 to ascertain whether the issues have been addressed.  This will enable a decision to be taken on whether plans will be made to progress the single solution option and how this might be funded.
The level of Serengeti support is felt to be inadequate in delivering support for the key users of this corporate system, this will be taken forward by Finance with IS Applications.  Serengeti has the potential to be a powerful tool and the business would welcome an investigation into any possible enhancements or additional functionality that would bring business benefit.    










9. [bookmark: _Toc456881866]As Is Process
[bookmark: _Toc456881867]9.1 Purchase Order Process





[bookmark: _Toc456881868]9.2 Serengeti Process 


[bookmark: _Toc456881869]9.3 Paperclip/FPM Process



Total Serengeti Outage Minutes

Total Outage Mins	42156	42186	42217	42248	42278	42309	42339	42370	42401	42430	42461	42491	170	380	80	0	0	30	108	215	30	0	200	94	Month


Minutes



No. of Serengeti Outages

No of instances	42156	42186	42217	42248	42278	42309	42339	42370	42401	42430	42461	42491	6	7	3	0	0	2	3	4	1	0	2	3	
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