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Executive Summary of the Information Technology Strategic Plan

The following document presents the University of Maine’s (UMaine or University) Information
Technology (IT) Strategic Plan (Plan). This Plan is the culmination of a comprehensive IT
assessment and planning process, which included input from over 100 University stakeholders
representing students, faculty, staff and senior administration.

Background on how the Plan was Developed

In December 2010, the University of Maine (UMaine) engaged BerryDunn to undertake a
University-wide IT assessment and strategic planning project. This project was sponsored by
two executive leaders at the University: Susan J. Hunter, Senior Vice President for Academic
Affairs and Provost, and Janet E. Waldron, Vice President for Administration and Finance. The
project was also supported by President Paul Ferguson and Michael Eckhardt, Vice President for
Research.

The sponsors’ intention in directing this effort was to establish a strategic plan for addressing
academic, research, public service, administrative, and operational IT needs within a unified
framework for IT management.

UMaine’s Leadership Role

UMaine is the state’s flagship university, as well as the largest member of the University of
Maine System (UMS). As the state’s Land and Sea Grant institution with both a research and an
academic mission, UMaine has unique and significantly greater IT needs, and capacity, than
other campuses in the UMS.

Drafted by a collaborative team of University leaders representing academic, administrative,
and student interests, this Plan is intended to be adaptive, flexible, and sustainable in order to
address UMaine’s needs now and in the future. The Plan does this by establishing IT
management and planning structures that will lead to improved collaboration and better use of
resources. The Plan also identifies opportunities for UMaine to improve and expand existing IT
services and resources in a cost effective manner. Collectively, the components of the Plan form
a foundation that will support the essential role of technology and the growing need for
technology leadership at UMaine.

Planning for Future IT Challenges and Opportunities

This IT Plan has been developed to be bold yet pragmatic in an environment where resources
and expenditures are expected to remain near steady despite increased demands for
technology services. Along with establishing strategic themes to guide IT decision-making and
emphasizing increased collaboration efforts, this Plan seeks to optimize the University’s
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resources and leverage its strengths to meet growing demands while recognizing the fiscal
realities that UMaine will face in the years to come.

All of the initiatives presented in this plan are important. However, these are essential and
following the initiatives will be critical in supporting the success of the remainder of the Plan
and are therefore identified as “Foundational.”

1. Establish a new CIO role to champion UMaine’s IT vision and a University-wide IT
governance structure that fosters a transparent process for oversight, communication, and
the strategic direction of IT at UMaine.

The University needs to establish a new CIO position that will have overall responsibility for
technology leadership and has the ability to provide direction on technology decisions across
UMaine. The CIO will be responsible for maintaining communication and collaboration across
UMaine’s entire IT community.

IT governance describes the process by which stakeholders have input into priority setting, risk
assessment, policy setting, and decision making processes. IT governance is distinct from day-
to-day information technology management. It is imperative that IT governance effectively
encompass academic, student-related, administrative, and operational areas of the University
and align with ongoing technology planning efforts.

This Plan puts forth a new model for IT governance that seeks to enhance communication,
places technology users at the center of decision-making, creates technical standards, and
aligns decisions with the University’s strategic direction through the creation of two new
committees that will serve distinct roles.

The first committee will provide recommendations and direction that will guide IT-related
planning and will inform senior executive decision-making at UMaine. The second group will
serve as the primary body to evaluate IT standards and operations under the guidance of the
Clo.

2. Develop a campus-wide IT funding model that focuses limited dollars on strategic spending
while reducing non-strategic IT spending over the next five years.

Strategic IT spending is characterized by innovation and alignment with the University’s overall
mission and values. The University seeks to shift emphasis away from administrative and
commodity IT support services (e.g., maintenance, hardware, licensing) and towards academic,
research, and value-added services that support the University’s core mission. To an extent, this
has been accomplished by consolidating many enterprise applications (PeopleSoft, Blackboard,
etc.) within the UMS office.
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In addition, current UMaine spending on IT lags behind others. Based on research conducted
with leading research institutions (Case Western, Purdue, and Michigan — see Appendix E) along
with other research conducted with Educause, UMaine is below average in current IT spending
as a percentage of total institutional budget. Educause data indicate that doctoral institutions
have an average three percent of the total institutional budget going to “central IT” and
UMaine currently allocates half that amount.

The following table outlines current UMaine IT spending vis a vis these other universities.
Please note that these data only reflect “central IT”, granting that there are many more IT
resources on the UMaine campus that probably should be considered, and UMaine would still
spend significantly less per student on IT. For more details, please see the Initiatives Matrix on
page 54.

Purdue Universit Case Western University of University of
v Reserve Michigan Maine
Students 39,726 9,837 41,185 11,501
Total Campus Budget $1.8B (FY10-11) $900 M $3.1 B (FY 12) $220.9 M*
Central IT Expenditures ($) $60.8 M S38M S1179M S3.4M
Central IT Expenditures as o 3 0 o
% of Total Campus Budget 3.4% 4.2% 3.8% 1.5%
Central IT Spending per

ETE Student $1,530 $2,643 $2,863 $296

3. Assess and align IT resources at UMaine in order to improve collaboration and optimize the
delivery of IT services.

The University can improve the quality and efficiency of its IT services by better aligning existing
IT resources. Organizational alignment of IT resources will help the University develop an
effective service delivery model that delineates which services are delivered by UMIT,
distributed IT, and UMS IT. This understanding becomes the baseline for establishing a service
delivery framework that is supported by a campus-wide IT approach to planning for IT services.
With a communications strategy that utilizes multiple channels, including the IT service catalog,
the portal, and the help desk, UMaine can also improve awareness for IT services and ease of
service requisition. As part of this strategic planning process an IT service delivery grid was

! Number is for the Education and General Fund Budget FY 2011
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developed which will provide additional guidance on this initiative. The IT service delivery grid
can be found in Appendix C of this report.

Getting Started with the Plan

Implementing the Plan will require a collaborative process that targets outcomes supported by
the campus community. Gaining and maintaining the support of the campus will require clear
and consistent communication on behalf of University leadership throughout the
implementation process.

Throughout development of this Plan, UMaine has undertaken a collaborative approach to
technology planning. This has provided a framework for input from academic, student, and
administrative stakeholders along with campus leadership into the decision-making process
around technology at UMaine. To this end, we have included a section that is dedicated to
communicating and sustaining the Plan. This section follows the IT strategic initiatives section
of the Plan.

The process of hiring a CIO at UMaine could take several months. However, implementing the
recommended IT governance structure should begin immediately and be the top priority in
preparing for this new position. IT governance, in particular, should not rely upon individuals.
This will provide the framework to support many of the other IT changes that have been
identified in the Plan.
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Preamble of the UMaine IT Strategic Plan

UMaine is the leader in post-secondary teaching, learning, research, and outreach in the State
of Maine. IT should support the strategic priorities of the University. This Plan seeks to position
the University to strengthen its role as a technology leader. Throughout the development of the

Plan, the following questions were regularly considered:

Pedagogy. How can IT improve teaching and learning?

Innovation. How can IT support research, entrepreneurship, and collaboration that
drive economic development?

Services. How can IT ensure that UMaine faculty, students, researchers, and staff have
access to the tools that allow for the dissemination and sharing of information to the
larger UMaine community?

This Plan seeks to be bold, but pragmatic, in answering these questions in the age of the “New
Normal,” which in its essence means doing more with less. The Plan conveys this strategy by

focusing on four elements that serve as cornerstones. These are:

1. Governance. IT is a strategic asset of the University and is critical for all students, faculty

and staff to succeed. Accordingly, the IT Governance structure should function to
support IT decisions across the entire UMaine organization.

Leadership. In order to implement the Plan, UMaine will need to increase the
effectiveness of the IT organization and the visibility of IT in strategic planning at the
University.

Collaboration. IT resources must be better utilized at UMaine. This will require
improved coordination and communication of the services provided by the
approximately 100 IT staff at the University.

People: Both in supporting the long-term viability of this Plan and in understanding that
technology continues to change rapidly; it is people that are strategic to the University’s
mission and future success.

Governance Leadership

IT Strategy

Collaboration

u BerryDunn 8|Page
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The UMaine Mission

The Core Team developed the Plan to support UMaine’s mission. The Plan components,
including the strategic themes and the initiatives, are designed to position IT services and
resources as strategic assets that support integrated teaching, research, and outreach. The
mission is included below as a reminder of the common purpose that unifies the UMaine
community. >

The University of Maine advances learning and discovery through excellence and innovation in
undergraduate and graduate academic programs while addressing the complex challenges and
opportunities of the 21st century through research-based knowledge.

Opportunity for all members of the University of Maine community is a cornerstone of our mission. The
University welcomes students, research partners and collaborators into an atmosphere that honors the
heritage and diversity of our State and nation.

Founded in 1865, the University of Maine is a Land and Sea Grant institution and the flagship campus of

the University of Maine System. This vibrant and dynamic University serves the residents of Maine, the
nation, and the world through our acclaimed programs in teaching, research, and outreach.

Inspiring and dedicated teaching propels students into new fields of learning and promotes
interdisciplinary understanding. Our educational goal is to help students develop their creative abilities,
communication, and critical thinking skills, and understanding of traditions in ethics and rationality
within the arts, sciences, and professions.

Internationally recognized research, scholarship, and creative activity distinguish the University of

Maine as the State’s flagship University, where faculty and students contribute knowledge to issues of

local, national, and international significance. As the State’s doctoral-granting institution, research and
education are inextricably linked.

Comprehensive outreach, including public service, Cooperative Extension, continuing education, and
distance learning, engages learners of all ages in improving their lives and communities. Using research-
based knowledge, outreach efforts promote sustainable use of Maine’s abundant natural resources and
build intellectual, cultural, and economic capacity throughout Maine and beyond.

Through integrated teaching, research, and outreach, the University of Maine improves the quality of

life for people in Maine and around the world, and promotes responsible stewardship of human,
natural, and financial resources.

Approved by the University of Maine System Board of Trustees
November, 2010

? http://umaine.edu/about/umaine-mission/
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UMaine IT Strategic Themes

During the planning process, the Core Team identified a set of strategic themes to govern

actions and decisions related to IT at UMaine. These themes align with the objectives of

UMaine, as described in the mission statement, and are the backbone of the Plan.

IT at UMaine will be:

1.
2.

7.

User-centered by being responsive to the technical needs of all users.

User-centered by being responsive to pedagogical needs of faculty, learning needs of
students, research requirements of scholars, and administrative needs of UMaine's staff

and leadership.

Supportive of our learning community in a manner that is characterized by security,

transparency, and accountability.

Effective in terms of a balancing affordability with campus mission and energy efficiency.

Agile in promoting or adapting quickly to innovations in the IT field.

Collaborative with distributed IT, UMS IT and other UMS campuses when aligned with our
mission and goals while providing IT leadership in Maine.

Cooperative in using IT to fulfill service obligations to the people of Maine in the area of IT.

The following diagram depicts how these strategic themes are intended to collectively support

a central vision and purpose for IT at UMaine.

Cooperative

B BerryDunn
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Vision

Supportive
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IT Strategic Initiatives

The following table presents the initiatives that comprise the IT Strategic Plan. The table
includes the initiative title and a brief description of the initiative in the form of an action
statement.

All of the initiatives described in the Plan are important. However, certain initiatives will have a
fundamental impact on the way that IT contributes to the overall success of the University. In
order to guide the University as it plans for implementing these initiatives, the Core Team has
organized the initiatives into three prioritization categories. These categories include Priority 1,
Priority 2, and Strategic Projects and Programs. The initiatives are prioritized based on the
following criteria:

e Foundational — Initiatives that address core, fundamental issues. Progress in these
initiatives is necessary for the University’s ability to successfully implement other initiatives
in the Plan.

e Customer Service / Return on Investment — Initiatives that are expected to have broader
impact on the University, financially and/or qualitatively, receive higher priority ratings. In
addition, impact on customer service is emphasized.

e Capacity Building — Initiatives that expand the ability to deliver services and support
resources that bring value to the University.

Table 1: Strategic Initiatives

# Initiative Title Initiative Description

Establish a new CIO role to champion UMaine’s IT vision and a
IT Leadership and University-wide IT governance structure that fosters a
Governance transparent process for oversight, communication, and the
strategic direction of IT at UMaine.

Develop a campus-wide IT funding model that focuses limited
2. | Fiscal Management dollars on strategic spending while reducing non-strategic IT
spending over the next five years.

PRIORITY LEVEL 1

N Assess and align IT classified and professional resources at
Organizational g P

3. Alignment UMaine in order to improve collaboration and optimize the
delivery of IT services.
Establish a consistent educational development model that
Training and provides faculty, staff, and students with baseline IT knowledge
4. | Professional as well as ongoing IT training and professional development
Development opportunities that support innovation.
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# Initiative Title Initiative Description
Establish a single point of contact (SPOC) for the help desk in
5. | Help Desk order to proactively measure, manage, and respond to user
demands for IT support.
Learning Space IT Establish a learning space technology support model that
6. Support Model improves the effective use of IT to support pedagogy.
Technology Support
for and Collaboration | Expand IT support and collaboration for distance and online
7| with Distance and learning.
Online Learning
g | IT for Research Develop a ca.mpus'-W|de strategy to improve the IT infrastructure
for research in Maine.
IT Refresh and Develop the existing IT refresh program to include a
9. | Reassessment comprehensive refresh model that is informed by an ongoing
technology reassessment policy.
Application Expand application virtualization to improve access to common
10. | virtualization software for remote and mobile users, and to improve license
management.
Extend UMaine’s current IT Service and Resource Catalog to
11. | IT Service Catalog establish a comprehensive first-stop resource that promotes
awareness for and use of IT services and resources.
Learning Establish standards for a Learning Management System that
12. Management System | aligns with the needs of UMaine.
13, | E-Mail Investigate strategies for minimizing the number of e-mail

systems that all faculty, staff, and students use.

u BerryDunn
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Key to Reading the Initiatives: Each of the strategic IT initiatives is described using the
following template. This template contains fields that will guide UMaine in implementing the
initiatives that comprise the Plan. The following initiative template provides a description for
each of these fields.

Initiative Number and Title

Initiative action statement.

Detailed description of the initiative and how it is relevant and important for the Plan.

Identifies the initiative owner. Each owner is responsible for

Initiative Owner . . . e
directing the successful implementation of this initiative.

Consultative Role Others who have a consultative role are also identified.

Budget Estimate

An estimate of direct costs (e.g., procurement of technology, funding for additional personnel,
etc.) and indirect costs (e.g., staff time) are identified in the budget description section. The
costs identified herein reflect either projected cost savings and/or cost increase that deviate
from current spending levels related to this initiative. This information is also reflected in the
Strategic Initiative Matrix (see Appendix D).

Please note: all estimates contained herein are for planning purposes only. These numbers are subject to change
and should not be considered final. They serve as a starting point for further discussions.

Action Items to Implement Initiative

1. Identifies high level steps for successfully implementing the initiative.
2. These action items are intended to provide key milestones for implementing the initiative.

3. Like the budget description, the action items are intended for high level planning
purposes only. Many of the initiatives will require a comprehensive project plan that is
developed in accordance with project management best practices.

Anticipated Benefits

Bullet points that identify anticipated benefits.

Measures of Success

M Methods for monitoring the success of the initiative. These measures can be qualitative or
guantitative in the form of metrics, customer feedback, realization of cost efficiencies, etc.

Contextual Information

Information gathered from other universities and/or higher education data sources that
demonstrate the importance and potential impact of the initiative.

B BerryDunn 13| Page
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Initiative #1 — IT Leadership and Governance

Establish a new CIO role to champion UMaine’s IT vision and a University-wide IT governance
structure that fosters a transparent process for oversight, communication, and the strategic
direction of IT at UMaine.

As the State’s flagship institution, UMaine has a unique role in providing IT leadership to the
campus and beyond.

Chief Information Officer (CIO) role. This new position will deliver broad-based leadership for
organizational synergy that coordinates academic, research, student-related, and administrative
IT services to ensure an efficient and effective customer-centric delivery of IT services and
platforms. The CIO will also ensure the Plan is implemented and evaluated by performance-
driven metrics.

The CIO requires sufficient authority to influence the outcomes of major decisions about IT at
UMaine. The CIO also requires the ability to directly work with UMS on IT related decisions that
are critical to UMaine’s strategic objectives. This will be vital in advocating for UMaine with the
UMS leadership.

This new position will serve as the primary liaison to the UMS IT organization and present a
unified vision and voice for UMaine’s IT priorities. The newly formed CIO position will be part of
the SCIT, but not necessarily the Chairperson. In addition, the CIO will serve as the Chairperson of
BRITE. (Please see below for more details on these groups.)

Governance. |IT governance should enable leaders to receive broad input, make informed
decisions, and prioritize, fund, and implement meaningful IT projects and initiatives. Specifically,
this model should define the IT budgeting cycle, and establish a sustainable and transparent
process that includes a variety of ways that allow for all IT stakeholders to be heard, and also
establishes a clear process for IT decision-making. The IT governance model is intended to align IT
strategic planning with campus strategic planning, prioritize IT projects and resources across the
campus, and to promote both collaboration and efficiency across the entire IT community.

Structure. The Core Team recommends creating two complementary groups that serve distinct
roles in supporting IT governance. One group will consider, prioritize, and bring
recommendations to executive leadership, and a second group that represents experienced and
knowledgeable technical perspectives that advises the decision-making body and the CIO.

The first group, the Strategic Committee for Information Technology (SCIT) would be
responsible for providing recommendations to senior executive leadership at UMaine. Namely,
the President, Provost, Vice President for Administration and Finance, and Vice President for
Research. The UMS CIO will serve as a non-voting member. The SCIT would provide a cross-

I. BerryDunn 14| Page
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Initiative #1 — IT Leadership and Governance

functional group of not more than ten mid to senior level personnel at the University who bring
perspective on academic, student-related, operational, research, and administrative directions.

The second group, the Board for the Review of IT Effectiveness (BRITE) would serve as the
primary body to evaluate IT standards and operations under the guidance of the SCIT. This team
would consist of IT practitioners and student representation. One of their first initiatives would
be to establish a Technical Reference Model (TRM) to serve as a baseline for introducing new
technologies at UMaine and determining if existing services can meet new needs as they are
requested by the community at-large.

Establishing University-wide IT governance does not happen overnight. It is a multi-year effort
that requires the consistent support of the University’s leadership team, and engagement of the
IT community. The following graphic provides an overview of the governance elements:

President or VPAF

(to be determined)

President’s Cabinet

Strategic Committee for
Information Technology

UMaine CIO |:>

Board for the Review of IT
Effectiveness

Initiative Owner President

Provost, Vice President for
Administration and Finance, Vice
Consultative Role President for Research, Human
Resources, IT governance committee,
UMSIT
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Initiative #1 — IT Leadership and Governance

Budget Estimate

This will require a new position that will require new funding.

The starting salary for the new CIO is estimated at $125,000, plus 50% for benefits. Due to
current fiscal conditions, this estimate does not include cost of living increases.

Each Year: $125,000 + (50% x $125,000) = $187,500

There is minimal budget impact for the Governance changes, but it will require strong
participation and the committed involvement of executive sponsorship.

Please note: all estimates contained herein are for planning purposes only. These numbers are
subject to change and should not be considered final. They serve as a starting point for further
discussions.

Action Items to Implement Initiative

1. ldentify permanent funding for the new position.

2. Develop a job description that reflects the objectives set forth in the strategic plan. The job
description should be developed by the IT Governance in accordance with established HR

policy.

3. Conduct a competitive national search to identify and hire a CIO that will serve the needs of
UMaine’s diverse IT community.

Adopt Governance Plan.
Communicate new model to entire University.

Identify Committee members and Board members.

N o v o »

Establish Planning Cycle.

Anticipated Benefits

e Improved coordination of planning, communications, and overall technology management
that results in improved technology services at UMaine.

e Increased visibility of IT services and accomplishments across the University, UMS, and the
State of Maine.

e Improved effectiveness, visibility and transparency of IT operations across the University.

e Increased consensus among stakeholders with respect to decisions relating to major projects,
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Initiative #1 — IT Leadership and Governance

especially as relates to selection, acquisition, development, and installation of major
information systems.

e Reduce costs and complexity through integrated processes.
e C(larification of roles and responsibilities vis & vis UMS IT.

e Increased communication and cooperation across all levels of IT organization.

e Improved IT service delivery at UMaine.

Measures of Success

M Implementation of IT strategic initiatives presented in this Plan.
M Establishment of the IT governance structure.
M Improved customer feedback.

M Increased levels of participation by IT stakeholders.

Contextual Information

“In the modern University, information management is, or should be, at the heart of both
strategic and operational management. This is not an argument for the CIO to run the institution,
but the CIO role should be conceived with an institution-wide brief to influence vision and
strategy and to ensure consistency in planning and implementation of services — in short, to
provide leadership.”?

At Purdue University, the IT Plan adopted in March 2010 identified several key guiding principles
to be critical to good information technology governance going forward. These were:

e C(lient centered — tightly and formally linked to the needs of the clients of information
technology;

e Effective — delivering solutions that meet the client needs, in the view of the client;
e Agile —able to adapt quickly to an ever changing environment;

e Responsive — having ownership of the client’s information technology needs and their quick
resolution;

e Affordable — sensitive to the cost effectiveness of solutions;

e Appropriately co-located - staff distributed close to the client to foster responsiveness and
understanding.

* Hanson, Terry. “Developing an Information Strategy.” Educause Review, November 2011.
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Initiative #1 — IT Leadership and Governance

University of Michigan recently redesigned their governance structure in order to eliminate
redundancies and to be more cost efficient. Before the restructuring initiative, the University had
more than 40 e-mail systems, 26 lecture capture systems, and other instances of multiple
support structures and technologies stemming from their decentralized IT model.

Due to their findings of redundancy, the University created a governance model that better
addressed the priorities on campus and changed the way that IT funding was allocated to
academic units. The new governance structure is based on the four missions of the University:
teaching and learning, research, knowledge, and patient care. Each one of the domains is
represented by a faculty member, along with IT providers, students, and administrators.
Together, they form the IT Council, a group that represents the collaborative IT efforts on
campus, and meets on a monthly basis to discuss and decide on IT issues. The IT Council has
developed a list of initiatives that it plans to undertake and oversee in the future, including the
consolidation of IT services into a more centralized model.
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Initiative #2- Fiscal Management

Develop a campus-wide IT funding model that focuses limited dollars on strategic spending
while reducing non-strategic IT spending over the next five years.

Strategic Spending. Strategic IT spending is characterized by innovation and alignment with the
University’s mission and values. The University seeks to shift emphasis away from
administrative and commodity IT support services (e.g., maintenance, hardware, licensing) and
towards academic, research, and value-added services that support the University’s core
mission.. To an extent, this has been accomplished by consolidating many enterprise
applications (MaineStreet®, Blackboard, etc.) within the UMS office.

Doing More with Less. As all institutions attempt to meet the reality of the “New Normal,” IT is
no exception. The University must identify ways to do more with less. This requires a campus
wide review of identified IT personnel, services, and the role of UMS IT vis & vis the University.

This initiative does not mean that all departments will lose funding. As evidenced by contextual
research, the goal should be to issue a challenge to Deans and Department heads to identify IT
cost savings (in collaboration with IT personnel) that can then be re-invested into their
respective organizations.

Initiative Owner ClO

Vice President for Administration and
Finance, UMS IT

Consultative Role

Budget Estimate

This initiative is not directly linked to a specific dollar figure. The objective of this initiative is to
find opportunities to reduce non-strategic (operational) spending of IT funds, and provides
UMaine with more flexibility to reallocate spending to areas that differentiate the University’s
mission and strategic priorities (strategic spending).

Action Items to Implement Initiative

1. Define what is operational vs. non-operational IT spending within the University.
2. Identify current ratios of operational and non-operational spending on IT.

3. Establish timeline for shifting ratio of non-operational IT spending.

* MaineStreet is UMaine’s implementation of PeopleSoft ERP system.
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Initiative #2- Fiscal Management

Anticipated Benefits

e Limited dollars are allocated to value-added IT services.
e Improved efficiencies between both UMaine’s central and distributed IT.
e Reduced duplicative IT services across the UMaine campus.

e Create new funding streams (as a result of cost savings) to spur IT innovation and discovery
at UMaine.

Measures of Success

M Reduce overall IT operational spend by 5% at UMaine.

M shift non value-added IT services to UMS IT or other sources.

Contextual Information

Current ratios of operational spending at benchmark Universities:

e Purdue University. According to the CIO, estimates are that 80% plus of IT dollars are still
spent on operational IT spending, but this is being targeted for reduction.

e Case Western. As part of the “Operational Excellence” initiative outlined in the benchmark
research, IT spending ratios were targeted within Central IT. At the beginning of the effort,
86% went to “administrative IT” spend in the central IT department and that number is now
estimated to be less than 75% and dropping.

e University of Michigan. The established IT governance model is intended to “better
integrate IT strategic planning with campus strategic planning; set campus-wide priorities
for IT resources, services and facilities; provide guidelines and support for similar
determinations at the unit level; and make decisions employing a campus-wide funding
model still under development that rewards cost-effectiveness and discourages non-

strategic IT spendings."

> IT Governance. University of Michigan. 23 November 2011. http://cio.umich.edu/governance/

|. BerryDunn 20| Page




THE UNIVEEXITY DF

< MAINE Information Technology Strategic Plan

Initiative #3- Organizational Alignment

Assess and align IT classified and professional resources at UMaine in order to improve
collaboration and optimize the delivery of IT services.

IT Resources. UMaine has both centralized (UM IT) and decentralized (Distributed IT) IT
services on campus. Centralized services on campus are led by the Executive Director of IT,
who reports to the Vice President for Administration and Finance. Distributed IT resources
are spread throughout the University and have varying reporting and management structures
that are dependent on the department or school for which they work (as identified in the
previous IT Assessment there are approximately 100 staff identified as IT staff throughout the
University currently). In addition, there are no permanent IT staff positions supporting
Research operations at the University.

Evaluation. UMaine will need to evaluate its current organization structure for all IT
personnel across the University. It is likely that some consolidation will be beneficial, but it is
not the recommendation of the Core Team to consolidate all IT staff under UM IT. The focal
point of this exercise should be on aligning staff skills and resources with the IT services that
the University of Maine should be delivering. Please see the IT Service Delivery Grid
(Appendix C) for a partial inventory of current IT services and corresponding descriptions of
the desired service delivery structures.

Improving Staff Alignment. UMaine can increase the effectiveness and efficiency of the
entire IT community by improving its staff alignment. This should be done by standardizing
job titles, identifying opportunities for increased collaboration between UM IT and
distributed resources (and/or UMS) and developing mechanisms that ensure staff evaluations
are done in a consistent manner regardless of where IT staff reside. |dentifying the individuals
that comprise the IT community will be a key first step in effectively executing this initiative.

To be continually adaptive, establish a mechanism to review positions as they become
available. IT classified positions should be considered based on the following criteria:

o Replace. The IT position should remain as is. Hire new staff when available.

o Refine. The IT position is no longer needed in its current capacity, but the resource is
needed to support IT operations. Determine new reporting structure (if necessary) and
revise description as necessary.

e Remove. The IT position is no longer relevant to the current IT organization or this IT
service(s) is no longer provided by UMaine. Do not fill this position and remove from the
organization chart.
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Initiative #3- Organizational Alignment

Initiative Owner ClOo

Vice President for Administration and Finance,
Consultative Role Vice President for Research, Provost, Human

Resources, Student Affairs

Budget Estimate

Over the first two years, costs will be incurred based on time spent identifying IT staff,
interviewing IT staff, gathering information, analyzing results, and formulating
recommendations. We expect that this will take approximately 800 hours (500 in year 1, and
300 in year 2), and have applied an internal rate of approximately $100 per hour.

Year 1: 500 hours x $100 = $50,000
Year 2: 300 hours x $100 = $30,000

However, the long-term result should be zero-sum, or even cost savings as redundancies are
eliminated and the coordination of IT services improves. Savings can be achieved by
consolidating positions based on this review. For planning purposes we have estimated a
reduction of 5 positions as staff retire or resign (3 in FY 2014, and 2 in FY 2015). Calculations
are based on an average of $60,000 (salary and benefits) per IT staff.

Year 3: 3 positions x $60,000 = $180,000
Year 4: $180,000 + (2 positions x $60,000) = $300,000
Year 5 (no additional changes): $300,000

Please note: all estimates contained herein are for planning purposes only. These numbers are
subject to change and should not be considered final. They serve as a starting point for further
discussions.

Action Items to Implement Initiative

1. Identify the individuals that comprise the IT community. This may mean a change of Job
Family from IT to a more appropriate classification.

2. Review current job titles and descriptions for inconsistencies.

3. Compare job functions amongst IT staff to determine if redundancies exist.

4. Determine if current reporting structure best serves the strategic needs of the University
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Initiative #3- Organizational Alignment

for IT staff. This may require delicate negotiations.

5. Develop collaborative strategies for UMaine stakeholders to provide transparency to this
process.

Anticipated Benefits

e Improved professional development program based on standardized job titles.
O Better service delivery and increased staff retention.
e |dentification of unrecognized skill sets that could support other IT entities on campus.
e Better understanding of IT capacity.
e Supports the development of a comprehensive IT Service Catalog.
e Improved sense of purpose and vision across the entire IT community.

e Streamlining of non-differentiating tasks (i.e., duties that could be performed by IT
without impacting quality of service).

Measures of Success

M Savings attributable to increased coordination.
M Improved transparency of what IT staff do and whom they report to across the University.
M Ability to report on the number of IT staff that are truly performing IT functions.

M Increased cross-training of existing IT resources.

Contextual Information

The University of New Hampshire has successfully consolidated a large number of once-
distributed servers into its enterprise data center, thus growing its own private cloud
environment. The consolidation efforts have resulted in an evolution of IT job responsibilities
among distributed IT staff. Staff which once filled technical needs, such as system
administration, are now focused on functional needs, such as system analysis, training, and
reporting that better support the core mission of the University.

In order to have better visibility into its IT staffing, the University initiated an IT Services
Alignment project. In addition to laying the groundwork for a new classification system, the
project revealed numerous opportunities for central and distributed IT to share resources.
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Initiative #4- Training and Professional Development

Establish a consistent educational development model that provides faculty, staff, and
students with baseline IT knowledge as well as ongoing IT training and professional
development opportunities that support innovation.

By establishing a consistent training model that is based on the following core objectives, the
UMaine community will be more effective and efficient in using IT resources, and supporting
strategic innovations. The core objectives of the training model include:

1. Ensure baseline IT knowledge across IT user groups which may involve collaboration with
various organizations on campus and/or be a component of the “organizational alignment."
User groups may be as small as a single department or as large as the entire campus
(students, faculty, and staff). Examples of users groups may include MaineStreet - student
records users, Blackboard - faculty users, and in the future, UMaine Portal users.

2. Offer and coordinate professional development resources for specialized IT knowledge to
promote and/or compliment current pedagogy and innovation among interested IT users.
Examples include online course design consulting for faculty who are teaching distance and
online courses, and web accessibility training for web application developers.

The following paragraphs further define elements of the training initiative:

Introductory training. Introductory training is relevant to students, new hires and existing
personnel. New hires (or employees in new roles) should undergo introductory training for core
applications, systems, and processes that are relevant to their roles. Likewise, training should
be part of any IT project that involves introducing new systems and resources to a group of
users and must be targeted to the application of each user group.

Supporting pedagogy. The range of IT tools and resources available to faculty members
continues to grow. Accordingly, the Faculty Development Center will expand current support
and consulting resources to better support faculty who want to leverage existing and new
technologies to support pedagogy. The Faculty Development Center will expand its mission to
not only help faculty use IT to achieve pedagogical objectives, but also to recognize, encourage,
and cultivate innovation that occurs at UMaine.

The Faculty Development Center will collaborate with the Continuing and Distance Education
program, Cooperative Extension the College of Education and Human Development (for
instructional IT early adopters and innovators), and the Center for Excellence in Teaching and

Assessment. This ongoing coordination will enable the Faculty Development Center to maintain
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Initiative #4- Training and Professional Development

central awareness of emerging instructional technologies and related projects at UMaine.

Students. Today’s college students have grown up in an IT-centric world. Despite the fact that
these students are often called digital natives, they are not necessarily effective digital learners.
Students may know how to use certain technologies, such as social networking websites, but
they may not understand how to effectively use them as learning tools. Therefore, it is
important to educate students how to use IT to advance their learning and expand upon their
current technological skills.

UMaine will support students in becoming better digital learners by integrating IT training into
the “Orientation process” and “First Year Experience.” This IT training will go beyond the basics
of e-mail, word processing, and internet access by introducing students to those resources that
will help them achieve their academic and extracurricular objectives as a member of the
UMaine community. IT will support faculty of first-year students in integrating deeper IT
learning with content material.

IT Staff Training. 1t is important for current IT staff to be properly trained on existing
technologies. IT staff that participate in regular training sessions will be up-to-date in their
technical knowledge and will improve their consulting skills. Training sessions for IT staff should
be held annually or more often as needed to ensure that technology skill sets are current.

Initiative Owner CIO

. Vice President for Administration and
Consultative Role )
Finance, Human Resources, BRITE

Budget Estimate

The Plan has estimated approximately $1,000 per IT employee to fund annual technology
training. The Current Environment Assessment identifies 96 FTE staff in the IT Job Family at
UMaine.

Total Budget per Year: 96 Total FTE IT staff x $1,000 = $96,000

UM IT currently budgets approximately $40,000 per year for training tools, seminars, and
conferences. With 40 FTE, this is consistent with the recommended $1,000 per employee.

Current UM IT Spending: $1,000 x 40 FTE UM IT staff = $40,000

The Plan assumes that departments with distributed IT currently budget for training of their
own IT staff. However, we've estimated that training expenditures in distributed environments

are lower than those within UM IT. Accordingly, we’ve assumed that the current budget covers
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Initiative #4- Training and Professional Development

S400 of training for each of the 56 FTE distributed IT staff.

Distributed IT Spending Gap: $1,000 - $400 current spending = $600 per FTE

Consistent with the staffing changes described in the organizational alignment initiative, we've
estimated additional spending needs based on 53 distributed IT FTEs in FY 2014, and 51 FTEs by
FY 2015.

Year 1: $600 x 56 FTE distributed IT staff = $33,600

Year 2: $600 x 56 FTE distributed IT staff = $33,600

Year 3: (5600 x 53 FTE distributed IT staff) — (5400 x 3 eliminated positions) = $30,600
Year 4: (5600 x 51 FTE distributed IT staff) — (5400 x 5 eliminated positions) = $28,600
Year 5 (no additional changes): $28,600

UMaine will leverage existing resources to improve training opportunities for faculty, staff, and
students.

Please note: all estimates contained herein are for planning purposes only. These numbers are
subject to change and should not be considered final. They serve as a starting point for further
discussions.

Action Items to Implement Initiative

Identify and assemble IT educators across campus (IT Training Working Group).

Identify methods for meeting IT training and professional development model objectives,
including systematic needs assessment, resources and an array of appropriate support
services.

3. Create a master calendar to coordinate training delivery and other educational
opportunities, including a publically accessible component as necessary.

4. ldentify methods for incentivizing users to attend training to encourage the UMaine
community to take advantage of these opportunities (where enforcement is required).

5. Design an IT Training campaign to communicate training expectations and educational
offerings and to engage users.

6. Consider an annual IT Conference and Exhibition to kick off the educational campaign. This
could include an expansion of the Fall Faculty Fair, which has been in existence more than a
decade. Exhibition could feature various IT resources and resource owners and would
provide users with an opportunity to ask questions, to sign up for classes, and to get
engaged. May also provide an opportunity to share information about alternative training
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Initiative #4- Training and Professional Development

resources that may be available online or off campus.

Anticipated Benefits

e |Improved student learning.

e Systematically supports the University's IT mission and principles.

e Improve IT staff skills to better serve the user community and provide new services.

e Improve staff and faculty retention through effective, lifelong learning and training and
professional development programs.

e Optimize use of core technologies, such as MaineStreet.

e Improve productivity with existing core University practices.

e Increase IT awareness University-wide.

Measures of Success

M Help desk statistics demonstrate fewer basic technical skill questions.

M Faculty, Staff and students indicate higher levels of satisfaction with IT as identified via
survey results.

M staff self-assessments for technical competency are completed annually and demonstrate a
high skill level.

M Increased student satisfaction as assessed by survey.

Contextual Information

For the past three years, Case Western University holds an annual Collaboration Technology
Summit that focuses on the application of technologies as it applies to teaching, learning, and
creative expression. The theme of the 2010 summit was on innovative education, international
collaboration, and learning. Each summit conducts seminars and hosts speakers on various
technological and educational issues, while acknowledging the “underlying theme of
collaboration” between technology and pedagogy®.

® CollabTech 2010. Case Western Reserve University. 23 November 2011.
http://www.case.edu/its/collabtech10/welcome.html
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Initiative #5- Help Desk

Establish a single point of contact (SPOC) for the help desk in order to proactively measure,
manage, and respond to user demands for IT support.

The help desk should be a single point of contact or single point of reference for end-users for
learning about how to access any IT service across UMaine and UMS.

Intake. This single point of contact should be accessible by phone, drop-in, web form, and e-
mail. The help desk should consider implementing a help desk mobile application. Regardless to
the method, all help desk requests should be entered into the help desk ticketing system. This
will allow for in-depth tracking of IT problems and will provide better data to inform various
aspects of IT planning.

Location. In order to most effectively establish the single point of contact help desk model,
computer repair staff should be in the same location as help desk services. This will eliminate
the current frustrations from University customers who are confused about the various
locations that provide computer help services. This will also make the IT environment more
conducive for cross-training of IT staff.

Availability. The help desk needs knowledgeable staff with a commitment to a customer
service model that aligns with the needs of UMaine. Students and faculty work daily, and the
help desk function should be accessible when problems are encountered.

Feedback Mechanism. For each type of help desk request, customers should be presented with
an opportunity to provide feedback. They will enable management to assess the customer
experience and to make adjustments and modifications to the help desk model as necessary. It
will also provide end users with an opportunity to be heard; whether feedback is positive,
constructive, or critical.

Initiative Owner Executive Director of IT

Consultative Role ClOo

Budget Estimate

UMaine should be able to leverage existing resources to establish the single point of contact
(SPOC) and improve help desk services. Over time, additional staffing resources may be
necessary to support a 24/7 help desk; however, additional resources may be identified as an
outcome of the organizational alignment initiative.
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Initiative #5- Help Desk

Action Items to Implement Initiative

Consolidate physical locations of help desk and Repair Center.
Analyze help desk procedures and expectations.
See Appendix A: Training Elements for training for help desk staff.

P wnNe

Conduct awareness campaign for single point of contact services and availability.

Anticipated Benefits

e Better data to inform IT decisions.
0 Identify training needs.
0 Staff help deskin accordance with level of demand.
0 Identify service deficiencies.
0 Inform IT refresh and reassessment.
o Increase efficiency and effectiveness of help desk services by pooling resources and
increasing visibility.
e Improved customer service for students, faculty and staff.
e Improve ability to identify and prioritize projects (i.e., recurring help desk issues may be
indicative of a project).
e Efficient IT service delivery.

Measures of Success

M Customer service surveys.
M Customer feedback.
M Help desk statistics vs. service level goals.

M Help desk staff satisfaction surveys.

Contextual Information

The ITIL framework asserts that “the Service Desk is a single point of contact for end users who
need help. Without this SPOC, an organization would face major losses in time spent on looking
for ways to fix issues and get help.”

Case Western University has created a Single Point of Contact help desk. In order to provide
excellent service, strong Service Level Agreements (SLA) are developed with all Case Western
“customers.”
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Initiative #6- Learning Space IT Support Model

Establish a learning space support model that improves the effective use of IT to support
pedagogy.

A standard set of technology tools should be available in most, if not all, UMaine learning
spaces. In order to ensure that learning space technology is effective, maintenance, support,
communications, and training are essential.

Support. As UMaine installs more technologies for learning spaces, an effective support model
is necessary. For example, classroom technology issues typically arise at the beginning of a
class. Today’s lesson plans are often built on the expectation that classroom technology will
work. Failure of classroom technology results in an inefficient learning environment, and may
even lead to class cancellation. This is an impediment to both student and faculty success. In
order to ensure that classroom technology provides value in the classroom, an effective
support model is critical.

Communication. In order to proactively manage the expectations of learning space technology,
information about new IT or devices that are not operating reliably or are out of order should
be communicated to users of the learning space as soon as possible. Providing advance notice
will enable faculty members to plan their classes accordingly. Learning space technology should
be managed with the intent to minimize ‘surprises’ for users.

Standardization. The continued standardization of learning space technology will support
pedagogical flexibility by providing faculty with a consistent set of tools to promote student
success. It is helpful for faculty members to feel confident in learning space technology,
regardless to which room they are using.

New Learning Space technology. The selection of new learning space technology should be
based on the collective input of faculty, students, and UM IT. This will help to ensure that new
IT investments are both technically practical and pedagogically sensible. This will also be part of
BRITE’s responsibility in maintaining the TRM.

Initiative Owner Provost

Consultative Role ClO, Executive Director of IT, Faculty Senate

Budget Estimate

Spending on classroom equipment is expected to remain constant, with improved hardware
standardization and spending decisions that align with the strategic principles set forth in this
Plan.
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Initiative #6- Learning Space IT Support Model

Action Items to Implement Initiative

Assemble BRITE.
Identify support model, including:
a. maximum response time/service level goals
b. communication standards for classroom IT updates
c. standard classroom technologies
d. maintenance schedule
3. Communicate support model.
4. Train A/V (classroom IT) support technicians with new support model. See Appendix A:
Training Elements for training components.
5. Integrate service level goals into individual staff performance reviews.
Implement and monitor metrics stated in the support model.

Anticipated Benefits

e Improved educational experience for all teachers and learners.
e Increased efficiency in the classroom.

e Increased faculty satisfaction.

e Simplified training for faculty (standardization).

e Simplified training for IT support staff (standardization).

e Reduced volume of help desk tickets.

Measures of Success

M Help desk metrics.
M Student surveys.

M Faculty surveys.

Contextual Information

The University of Michigan maintains a website that provides examples of faculty using
technology in the classroom. Faculty members can review the website to identify new ideas for
using technology to achieve their teaching objectives. For each example, the faculty member’s
contact information is provided. Examples are organized into the following categories:
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Initiative #6- Learning Space IT Support Model

e Using Multimedia in Classroom Teaching

e Using the Web for Students to Publish Projects and Research

o Using Web-based Training, Tutorials, and Simulation to Engage Students

e Using Technology Tools and Teaching Strategies to Promote Active Learning

e Using Online Tools to Promote Interaction and Engagement with Course Content
e  Using the Web to Promote Experiential and Collaborative Learning’

’ Examples of UM Faculty Using Technology in Teaching. University of Michigan. 23 November 2011.
http://www.crlt.umich.edu/inst/techexamples.php
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Initiative #7- IT Support for and Collaboration with Distance and Online Learning

Expand IT support and collaboration for distance and online learning.

The CIO and governance teams will support distance and online learning through strategic
resource allocation, improved communication, and cross-trained personnel. IT staff (including
the Faculty Development Center), CED, and CETA will work collaboratively to achieve effective
policies and outcomes for the technological aspects of instructional design, instructional
delivery, and IT support of faculty, staff, and students in distance and online environments.
Purely academic elements of distance and online learning (e.g., course content, staffing
decisions, etc.) will remain in the purview of the faculty and Academic Affairs (via CED/DLL) with
input from HR, unit heads, etc.; but on the whole, the CIO will have a stronger role and voice in
coordinating all IT-related dimensions of distance/online learning as described above.

Initiative Owner ClO

CED, Provost’s Council, CETA, UMS, DLL,

Cooperative Extension Service

Consultative Role

Budget Estimate

The Plan does not identify specific components that would require additional spending for
distance and online learning. However, it is expected that as more courses are taught online,
additional resources will be necessary to support instructional design.

It is likely that the organizational alignment initiative will identify staffing resources with
instructional design skills to support online learning through increased collaboration with UM IT
and CED.

UMaine may be able to take advantage of certain grants, such as Next Gen Learningg, to fund
start-up expenses; however, it is important to consider the sustainability of grant funded
investments beyond the term of the grant.

Action Items to Implement Initiative

1. Establish a working group with a clear charter, including:
a. Clo

¥ 1n 2010, the Bill and Melinda Gates Foundation invested in an initiative to “provide grants to organizations and
innovators to expand promising technology tools to more students, teachers, and schools.”
http://www.gatesfoundation.org/postsecondaryeducation/Pages/next-generation-learning-white-paper.aspx
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Initiative #7- IT Support for and Collaboration with Distance and Online Learning
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b. Continuing and Distance Education (CED)

Faculty Development Center (FDC)

Center for Excellence in Teaching and Assessment (CETA)
Provost Council

Faculty Senate

@™ oo o

Administration (Student Records, Scheduling, Registrar)

Establish a business plan for distance and online learning.

Identify measures for teaching and learning assessment.

Analyze data already collected by groups such as T4 surveys.

Identify objectives for student outcomes and graduation rates.

Engage deans and faculty — communicate UMaine’s distance and online learning strategy.
Work with faculty to identify appropriate resources to support growth of distance and
online programs.

Work with UMS to identify appropriate marketing strategy (ex. maine.online).

See Appendix A: Training Elements for training components.

Anticipated Benefits

Attract more students:

0 Across UMS campuses

0 Non-traditional students
Increase visibility of premier degree programs.
Demonstrate IT leadership and innovation.
Improve community outreach.

Measures of Success

M Student outcomes.

M Retention and graduation rates for distance and online learning.

M Distance and online learning enrollment.

M Student and faculty feedback.

Contextual Information

The 2011 Survey of Online Learning, a collaborative effort between the Babson Survey Research
Group and the College Board, is the leading barometer of online learning in the United States.
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Key findings from the 2011 report include:

Over 6.1 million students were taking at least one online course during the fall 2010 term,
an increase of 560,000 students over the previous year.

The 10% growth rate for online enroliments far exceeds the 2% growth in the overall higher
education student population.

Thirty-one percent of higher education students now take at least one course online.
Reported year-to-year enrollment changes for fully online programs by discipline show most
are growing.

Academic leaders believe that the level of student satisfaction is equivalent for online and
face-to-face courses.

65% of higher education institutions now say that online learning is a critical part of their
long-term strategy.

There continues to be a consistent minority of academic leaders concerned that the quality of

online instruction is not equal to courses delivered face-to-face®.

° Going the Distance: Online Education in the United States 2011. Sloan Consortium. 23 November 2011.
http://sloanconsortium.org/publications/survey/going distance 2011
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Initiative #8 - IT for Research

Develop a campus-wide strategy to improve the IT infrastructure for research in Maine.

In the 21st century IT infrastructure is critical for all areas of research. More and more, the
computer and advanced networks are replacing the "test tubes and microscopes” and
allowing researchers to advance the state of the art in their respective field. That is, the
largest users of research computing are NOT computer scientists, but rather scientists such as
biologists, chemists, or physicists.

However, like other IT areas at UMaine, research computing has grown in an ad hoc manner.
A large number of researchers are maintaining their own, often underutilized computer
hardware. Far too much time is spent by researchers and students in non-computer fields,
maintaining computer hardware and software at the expense of conducting valuable research
in their field. In order to maximize the effectiveness of research investments it is imperative
that efforts throughout the state be coordinated and the benefits shared which will require
greater collaboration between UMaine IT, the Research office, and the research community.

In this initiative, UMaine will seek to pool resources and encourage researchers to add to and
use from a centrally managed compute pool that serves high performance computing needs
as well as cloud needs. UMaine will work closely with UMS and other entities in the State so
that the largest possible resource can be built with minimum duplication that benefits the
maximum audience for the lowest possible cost.

Initiative Owner Vice President for Research

Consultative Role ClO, UMSIT

Budget Estimate

The long-term goal of this initiative is to better utilize spending by pooling and/or reallocating
existing resources. This will allow researchers and graduate students to be more productive.
An outcome of the organizational alignment project (Initiative #3) should be the ability to
identify resources to support this initiative.

Action Items to Implement Initiative

1. Engage research community in the State of Maine as to the significant advantages of
pooling research computing.

2. Determine most cost effective method of pooling resources for the greatest benefit.
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3. Create a reporting line for research computing.

Anticipated Benefits

e Research dollars will go further
e Researchers will be more productive.

Loss of data will be prevented.

Measures of Success

Increased research funding.
Increased number of publications.

Increased graduate school enroliment.

N NN

Growing compute pool.

M Shorter time from idea to publication.

Contextual Information

“Because research universities are central institutions in any knowledge and technology-
intensive society and because they are seen as the key to a world-class higher education
system, their future is reasonably bright. The fact is that modern societies cannot do without
them.

Those who argue that the contemporary university will be fundamentally transformed by
distance education and technology, mass enrollments, increasing vocationalization,
privatization, or the current financial crisis have a point. The early 21st century is a period of
both crisis and transformation for higher education globally. And it is entirely possible that
some sectors of higher education will change fundamentally.

However, one sector of higher education is unlikely to be dramatically altered—the research
universities. These institutions have the power of tradition, and they are quite good at what
they accomplish. They will, without doubt, be changed in some ways, but the research

university in 2050 is unlikely to be fundamentally different from such institutions today.” *°

19 “The Future of the Research University” UN Report on Higher Education. 2011
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Develop the existing IT refresh program to include a comprehensive refresh model that is
informed by an ongoing technology reassessment policy.

The IT environment is constantly changing. Therefore, it is important to remain aware of
changes in existing IT, as well as the growth of new technologies, such application virtualization
and expanded options for cloud computing.

A successful IT refresh program requires a recurring IT refresh budget, an effective asset
management program, and a policy for ongoing reassessment of UMaine’s existing
technologies. Accordingly, the program will require the support of University leaders and
should operate within the established IT Governance model.

Asset Management. The effective identification, maintenance, and replacement/reassessment
of technology requires an effective asset management program. An asset management
program should provide a real-time snapshot of University’s IT inventory. This inventory should
be organized and maintained to include a profile for each inventoried IT asset. The profile
should indicate technical specifications, warranty information, date of purchase, and
assignment (department and if applicable, individual).

UM IT currently maintains asset management technology; however, the program currently only
captures IT asset information for items over $5,000 which overlooks many departmental IT
purchases.

Technology Standards. Published IT hardware and software standards should guide hardware
and software purchases. The Board for the Review of Information Technology and Effectiveness
(BRITE) will identify these standards within the Technology Reference Model (TRM).
Accordingly, the roles of BRITE and the TRM should be formally integrated into the Refresh and
Reassessment Program.

Refresh Cycles. Different devices will have different refresh cycles. For instance, it may be
practical to expect a server to last for five years, while a laptop may need to be replaced after
three or four years. Refresh cycles should be maintained by the BRITE.

Reassessment. In order to maintain an environment that is aligned with the University’s
strategic objectives, ongoing reassessment is critical. The IT refresh program should be
reassessed annually to ensure that lifecycles and asset classes remain up-to-date and fiscally
sustainable. IT asset classes and individual assets exceeding a set value should be reassessed at
the end of their replacement cycles to determine if the IT should be replaced, upgraded, or
removed. In many cases, the University may have the opportunity to reallocate refresh funds
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(within a department, unit, or school) for obsolete IT assets to more pertinent areas of need.

Technology reassessment should be governed by BRITE. BRITE should formally assess IT asset
classes annually as part of the refresh/replacement cycle.

UMaine should give careful consideration to replacing IT assets in order to avoid investing in
new versions of outdated technology. For instance, it may be of strategic value to replace a
computer lab that features eight-year-old desktops with a Bring Your Own Device (BYOD)
learning space that features adjustable work spaces and supports the use of IT to promote
collaboration and innovation.

Network Connectivity. UMaine benefits from its access to the Regional Optical Network (RON)
run by NetworkMaine within UMS. This network provides very high capacity services for
research and general University purposes. As network connectivity demands continue to
increase for research, academic, operational and residential bandwidth, it will be important to
conduct a full review of existing backbone and network components, both wired and wireless.
YouTube, Skype, and other media will continue to put pressure on network services as traffic
demands increase. UMaine will need to determine how best to manage existing and anticipated
future campus network demands for connectivity to take best advantage of the RON.
Evaluation of these requirements, of network access, and new services should be part of the
reassessment process.

When considering replacement of technology with new, alternative technology, careful
consideration should be given to total cost of ownership, environmental impact, and current
support capacity. Specifically, new technologies require an understanding of expected life-span,
maintenance, interoperability, training, and support needs. New technology should not be
implemented without a sustainable support model.

Initiative Owner Cilo

Vice President for Administration and
Consultative Role Finance, Executive Director of IT, BRITE,
SCIT, UMS IT

Budget Estimate

The IT refresh program will require a dedicated budget with continual funding. Costs may
initially be higher for the first few years of the program in order to standardize the IT
environment at UMaine.
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Computer Refresh Costs

UM IT currently maintains an IT equipment refresh budget. However, in order to establish a
consistent computer refresh cycle of 4 years across the campus, additional funding will be
necessary.

For this estimate, we've assumed that computers in distributed environments are currently
replaced every 6 years. We've estimated 1,200 departmental computers that will require
replacement. This includes computers for the 700 professional staff, and 500 of the 800
classified staff (not all classified staff use computers as part of their job).

The estimated cost per computer is $1,500.
(1,200 computers x $1,500 per computer) x *33.33% = $600,000

*33% is used to adjust for existing funding for 6 year replacement cycle (66% of funding
required for a 4-year refresh already exists).

In order to meet 4-year refresh cycle, 25% of computers will be replaced each year.
Each year: $600,000 / 4 years = $150,000 per year

Network Maintenance and Refresh Costs

UMaine is working with UMS to develop a Service Level Agreement (SLA) for UMS to provide all
maintenance of UMaine’s network connections, including wireless. The estimated annual cost
for maintaining all network connections including wireless would be $847,000. The current
estimated revenue collected for network connections is $556,000.

Additional Costs for SLA: $847,000 — $556,000 =$ 291,000

UM IT has budgeted for the purchase of 50 switches for about $5,000 each to launch VolP. The
estimates provided above are based on the assumption that UMS would provide all switches
and replace them on a four-year basis. Accordingly, we’ve adjusted the estimate as follows:

Cost of switches = 50 x $5,000 = $250,000
Amortization of switch replacement cost over four years: $250,000 / 4 years = $62,500 per year

Each Year: $847,000 original SLA estimate with switches — $556,000 current spending - $62,500
costs covered by UM IT = $228,500

Total IT Refresh and Reassessment Costs

Each Year: Computer Refresh Costs $150,000 + Network Costs $228,500 = $378,500

Please note: all estimates contained herein are for planning purposes only. These numbers are
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subject to change and should not be considered final. They serve as a starting point for further

discussions.

Action Items to Implement Initiative

Work with BRITE to establish program and set priorities.
Establish an IT refresh program budget.
a. Determine sustainable funding mechanisms.
b. Consider how refresh budgeting will be enforced at department level.
c. Work with vendors to assess/negotiate costs. Use this information to help identify
user options for new IT.
3. Establish acceptable refresh cycles and publish in TRM.
4. Establish mechanism/procedure for reassessment of technologies that are at the end of
their refresh cycle.
5. Meet annually to review and update the refresh and reassessment program.

Anticipated Benefits

e Increased effectiveness and productivity for both supporters and users of technology (easier
to support, more effective to use).

e Improved standardization and interoperability.

e Increased oversight of technology environment.

Decreased number of technical issues related to equipment exceeding its expected lifecycle.

Measures of Success

Establishment of a sustainable technology refresh budget.

M
M Monitor technology asset inventory to assess compliance with refresh program.
M Monitor system status for increased uptime.

M

Monitor help desk statistics for decreased volume of tickets associated with outdated
technology.

M Consider strategic outcomes of reassessment process (ex. replacing an underutilized lab
with a flexible and collaborative learning space).
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Contextual Information

The following list from EDUCAUSE includes various technologies and their suggested
replacement schedules.™

o Desktop computers 4 years e Fiberin the ground - 20 years

e Laptop computers 3 years e Fiberin the walls - 10 years

o Servers 4 years e Copper in the walls - 10 years

e Wired network equipment 4-6 years o Classroom technology - 4-5 years
e Wireless network equipment 3-6 years » Telephony (VolP) - 5 years

e Classroom projectors 3-5 years

BerryDunn’s experience is that refresh practices and cycles can vary in specific environments.
Refresh cycles should be considerate of operating and business objectives as well as industry

practices.

" Educause — Replacement Strategy. Educause 18 November 2011.
http://www.educause.edu/Resources/Browse/Replacement%20Strategy/33301
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Expand application virtualization to improve access to common software for remote and
mobile users, and to improve license management.

Expanded application virtualization will enable varying degrees of license pooling (key serving)
over the internet. Virtual applications may be accessed through the UMaine portal. Currently,
key serving is in place for certain applications (i.e., SPSS), but is only available at workstations in
UMaine’s computer labs.

Strategic value. A robust application virtualization platform could be leveraged by UMaine as it
looks to strengthen its presence as an IT leader among other UMS institutions. As UMaine
develops and adapts innovative new technologies, application virtualization will enable UMaine
to offer those technologies to other institutions. Application virtualization also supports
distance learning, as it enables distance students to access software resources that have
traditionally been localized. This expanded reach of services and resources has the potential to
highlight UMaine’s role as a technology leader. Furthermore, centralized hosting of common
software may be more cost effective for other campuses, while also providing a new revenue
stream for UMaine.

Initiative Owner Director of IT

Consultative Role ClO

Budget Estimate

Initial costs for setting up application virtualization environment (hardware and platform) are
estimated at approximately $150,000. This initiative will require a substantial effort, and is not
expected to be implemented until FY 2015.

Year 1: NA
Year 2: NA
Year 3: $150,000 implementation costs

Over time, there will be significant cost savings associated with application virtualization. For
planning purposes we’ve estimated savings associated with the elimination of a single
computer lab, which costs approximately $40,000 per year to operate.

Year 4: elimination of $40,000 in computer lab costs
Year 5 (no additional changes): savings of $40,000 in computer lab costs

This initiative will be of strategic importance to the success of UMaine’s distance learning
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program. Currently, courses that use expensive software cannot be taught at a distance
because learners do not have access to computer labs and cannot afford to download the
software locally. Additional revenue opportunities that will result from expanded distance
learning capabilities are not reflected in this matrix.

Please note: all estimates contained herein are for planning purposes only. These numbers are
subject to change and should not be considered final. They serve as a starting point for further
discussions.

Action Items to Implement Initiative

1. Continue following peer university progress with application virtualization (i.e. Indiana
University).

Identify and purchase hardware and virtualization platform.

Negotiate with software vendors to establish licensing structure.

Assemble list of common software applications at UMaine.

Assess feasibility for each application (identify key technical and functional considerations).
See Appendix A: Training Elements for training components.

Communicate application virtualization services to end users.

Add application virtualization to service catalog.

L 0N U R WN

Monitor usage and identify trends that can be used to adjust licensing agreements (i.e. if
100% percentage of ‘software x’ licenses are in use on a recurring basis, this may indicate a
need to purchase more licenses).

10. Phase out clusters that were primarily used to access specific applications (i.e. SPSS).

Anticipated Benefits

e Improved application access for remote and mobile users.

e Improved data about software usage to support informed purchasing decisions.

e Improved and simplified license compliance management.

e Reduction in licensing costs attributable to on-demand licensing.

e Reduction in operating costs, including IT refresh costs.

e More secure computing environment due to simplified software update and license
maintenance process.

e Decreased need for local application installations.
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Measures of Success

M Usage reporting.
M Customer feedback.
M Reduced costs.

Contextual Information

The Information Technology Services department at Indiana University is currently working on a
project to implement client virtualization. A complete plan was established, including project
phases and outcomes, timelines, and status updates throughout the course of the project in
order to ensure that client servers would migrate to a virtualized environment. Indiana
University is focused on implementing virtualized servers as a means to extend lifecycle
replacement and simplify desktop management, as well as incurring long term cost savings by
modernizing the computing IT at the University.12

12 Project: Client Virtualization. University Information Technology Services. 10 November 2011.
http://uits.iu.edu/page/azor
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Extend UMaine’s current IT Service and Resource Catalog to establish a comprehensive first-

stop resource that promotes awareness for and use of IT services and resources.

The IT Service and Resource Catalog will be an online menu of IT services and resources that
educates the campus community about IT at UMaine. The IT service catalog should enable
users to easily determine the appropriate course of action to successfully initiate a service or
gain access to a resource.

Scope. UMaine currently has an IT service catalog that features services and resources offered
by UM IT. The current service catalog does not extend to those IT services and resources
offered outside of UM IT. While the IT service and resource catalog will continue to be managed
by UM IT, the catalog should list information for all IT services and resources offered by or
through UMaine, or in some cases, UMS. The service catalog may even point users to other
third party resources, such as free online training, that have been vetted by UMaine.

Elements. Catalog entries for services and resources offered by UM IT should include a direct
link to UMaine’s help desk ticketing software. Services and resources offered outside UM IT
should include a link to the service provider’s website, along with contact information.

The catalog should allow the user to log in to display only the services and resources available
to them. Tailoring content will maintain a customer focus by removing clutter and simplifying
navigation. Based on the login, contact information can be passed on to applicable services
such as the help desk ticketing software.

Each item in the service catalog should include the following components:

e description of the service/resource provided

e target audience for the service/resource

e when the service/resource is available

e options (different levels of services/ resources)
e service level expectations

® costs

e contact information (service delivery owner)

e ticket initiation (UM IT only)

e tech coach (if applicable)

Maintenance. In order to maintain the accuracy of the service and resource catalog, all service
and resource owners should be engaged in the update and maintenance process. New IT
projects and services will be obvious indicators of the need for catalog updates; however, less

obvious modifications will result from organizational and budgetary structure changes. The
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owner(s) of each IT service should be responsible for updating IT with any changes to the

catalog, as well as providing an affirmation for no changes on at least an annual basis.

Feedback Mechanism. For each service, customers should be presented with an opportunity to
provide feedback. This will enable management to assess the customer experience and to
continuously improve service delivery structures. Feedback mechanisms will also provide
customers with an opportunity to be heard; whether feedback is positive, constructive, or
outright critical.

Initiative Owner Cilo

Consultative Role Director of IT, BRITE

Budget Estimate

UMaine already has the technology and the framework for expanding the IT Service Catalog.
Accordingly, additional costs associated with this initiative are expected to be minimal.

The existing technology and framework includes the UM IT service catalog (UM IT website), the
UM IT help desk, and the UM IT help desk ticketing software.

Action Items to Implement Initiative

Engage IT service and resource owners across UMaine, and as applicable, UMS.
Start with the IT service delivery grid (Appendix C) and existing UM IT service catalog.
Identify additional IT services that are not included in the grid or the current catalog.

P wnbneR

For existing services in UM IT service catalog, update services to include all components (i.e.

cost, owner, contact, etc).

5. For missing services in UM IT service catalog, identify service owners, such as CED, CETA and
Fogler Library, and collect service information. Consider using this process to pilot
methodology that will be used to facilitate annual/as-needed service and resource updates
going forward.

6. Market the service catalog to users. Consider techniques such as including a link to the
service catalog in help desk ticket responses, from FirstClass, and Google help, or on-hold
messages when calling the help desk.

7. Establish and communicate a process for updating services. Refer to action item #5.

Anticipated Benefits

e Better customer experience.
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e Increased awareness of IT services and resources available to the UMaine community.

e Improved structure for self-service.
o Decreased volume of help desk calls.
e C(Clear delineation and definition of service providers.

Measures of Success

M Potential identification and consolidation of redundant IT services and resources. Service
and resource catalog usage statistics (website statistics).

M Help desk statistics.

M Customer feedback /survey data.

Contextual Information

Purdue’s IT Service Catalog includes the following components; a description of the service,
associated costs, who the service is available to, when the service is available, how to request
the service, and who to contact if service issues are encountered. Customers can search the
service catalog, or can browse by category, or by alphabetical listing of services. Service
categories include; accounts and passwords, business tools and services,
connectivity/networks, help and support, learning tools and services, Purdue e-mail and
messaging, Research, and Security.13

An article on service catalogs to consider is:
http://www.itsmwatch.com/itil/article.php/3520901/How-To-Produce-An-Actionable-IT-
Service-Catalog.htm

To quote this article: “First and foremost, the Service Catalog must be created with an
unwavering focus on internal customer needs.” And, “The Service Catalog can provide the
vehicle to manage customer demand, map fulfillment processes for each service, ensure service
level compliance, drive process efficiencies, and track costs.”

B purdue University. IT Service Catalog. http://www.itap.purdue.edu/service/catalog/index.cim. 14 November
2011.
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Establish standards for a Learning Management System that aligns with the needs of UMaine.

It is uneconomical to provide IT support for all five of the Learning Management Systems
currently in use at UMaine. Supporting many systems is a strain on available resources;
therefore the support available is inadequate to make it a successful functioning system.

UMaine will commit to reducing the number of Learning Management Systems by engaging a
representative group of stakeholders in a thoughtful and deliberate selection process. This
process will include defining instructional requirements and assessing costs (both total cost of
ownership and cost in staff and faculty time required to convert courses). The process will be
guided by the strategic mission of the University, as well as the strategic vision set forth in this
plan. Other considerations will include existing resources, system functionality, and support
mechanisms.

Since UMaine already has a number of Learning Management Systems in place, the selection
process will remain internal and will not require a formal RFP process.

Initiative Owner Provost

Consultative Role Faculty Senate, SCIT, Director of IT, CIO,
Learning Management System Committee
(UMS)

Budget Estimate

There are significant cost savings to be gained by reducing the number of Learning
Management Systems at UMaine. For each Learning Management System, there are direct and
indirect costs associated with owning and maintaining the environment. However, it will also be
important for UMaine to consider the costs associated with converting courses in other
environments to the selected Learning Management System.

The following figures are based on the assumption that the University will choose to
discontinue the use of FirstClass in favor of Blackboard. These figures do not reflect costs
associated with transferring courses that currently exist in FirstClass to the Blackboard LMS.

The University’s current licensing contract with FirstClass costs approximately $75,000 per year
and expires at the end of 2014. Operating costs for the FirstClass server are approximately
$10,000 per year.
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Year 1: No change

Year 2: No change

Year 3: $75,000 License + $10,000 operating costs = $85,000 savings

Year 4 (no additional changes): $75,000 License + $10,000 operating costs = $85,000 savings
Year 5 (no additional changes): $75,000 License + $10,000 operating costs = $85,000 savings

Please note: all estimates contained herein are for planning purposes only. These numbers are
subject to change and should not be considered final. They serve as a starting point for further

discussions.
Action Items to Implement Initiative
1. Assemble Learning Management System selection working group.
2. ldentify and prioritize requirements.
3. Collect data from recently conducted surveys such as the one conducted by T4.
4. Identify problems with current Learning Management Systems.
5. Identify costs of different Learning Management System arrangements.
6. Choose Learning Management System arrangement.
7. Develop project plan for phasing out current arrangement and shifting to new Learning

Management System arrangement.
8. See Appendix A: Training Elements for training components.

Anticipated Benefits

® Streamlined student and faculty experience.

® Reduced costs — increased funding for innovation (perhaps within selected Learning
Management System).

® QOperational efficiencies gained by reducing number of systems to manage.

Measures of Success

M Cost savings.
M Increased discretionary spending.
M Learning Management System use statistics.

M Student feedback (use IT surveys).
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M Faculty feedback.

Contextual Information

Purdue University recently updated their Learning Management System from Blackboard/Web
CT to the new Blackboard Learn system. A project team was created, with members from
various units on campus, to oversee the implementation of the Learning Management System
update. The goal of the project is to utilize the new features of the Learning Management
System in order to “improve the teaching and learning experience of Purdue University faculty
and students.” The new Learning Management System was implemented in project phases,
with the goal to have all courses on the Blackboard Learn system by the end of 2012. Online
tutorials and training workshops are conducted in order to educate users about the new
features of the Learning Management System.™

1% Blackboard Learn Implementation. ITAP. 2011.
http://www.itap.purdue.edu/learning/tools/blackboard/bb9implementation.cfm
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Investigate strategies for minimizing the number of e-mail systems that all faculty, staff, and

students use.
Note: For the purposes of this initiative, e-mail system includes calendaring.

Strategic value. Encouraging the use of a single e-mail system will support communication
across the University as well as make us more accessible to collaborators and audiences outside
the University. UMaine currently operates multiple e-mail systems, each of which is supported
by UMS, UM IT, or distributed IT. Due to hardware, software, and support requirements, there
are significant costs associated with maintaining multiple e-mail systems. Operating multiple e-
mail systems does not provide UMaine with differentiating value. However, unifying users onto
a single e-mail system will support collaboration, transparency, and awareness. These elements
are fundamental to an effective and functional community.

Information security. Standardizing all UMaine users on a single e-mail system also aligns with
UMaine’s commitment to information security. Managing the security of one e-mail system is
much easier than managing the security of multiple e-mail systems, especially when many of
those e-mail systems are spread out across campus and do not fall under the purview of IT.

E-mail selection. UMaine needs to choose whether UMS will host and administer the e-mail
system for UMaine, or if UMaine will maintain its own e-mail system. The next step will be to
determine which e-mail system to select, and which service delivery method to follow. During
this process, UMaine should give careful consideration to the existing e-mail system offered
and supported by UMS (maine.edu).

Initiative Owner CiO

Consultative Role Director of IT, SCIT

Budget Estimate

UMaine has an opportunity to save money by consolidating to a single e-mail system. Multiple
e-mail system requires multiple hardware/software (unless cloud based) and support costs.

During the e-mail selection process, UMaine will consider cloud based e-mail systems, such as
Google Mail. Resulting from a UMS initiative, all UMaine users have the ability to have a Google
Mail e-mail account (maine.edu). Selecting Google Mail would likely reduce the amount of
technical planning required to complete the transition process.

Once an e-mail system is selected, training should be available to any user who is transitioning
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from primarily using another email system.

The following figures are based on the assumption that the University will choose to
standardize Google Mail as the official e-mail service. The savings attributable to the
elimination of the FirstClass e-mail service are reflected in the Learning Management System
initiative.

In addition, savings would be attributable to eliminating approximately 25 of the distributed
email servers that currently exists on campus. Estimated costs for operating an email server are
$1,250 per year. For planning purposes, we’ve estimated that this will be a gradual process,
with full standardization occurring in Year 3.

Year 1: 10 email servers x $1,250 operating costs = $12,500

Year 2: 512,500 + (10 email servers x $1,250 operating costs) = $25,000
Year 3: $25,000 + (5 email servers x $1,250 operating costs) = $31,250
Year 4 (no additional changes) = $31,250

Year 5 (no additional changes) = $31,250

Please note: all estimates contained herein are for planning purposes only. These numbers are
subject to change and should not be considered final. They serve as a starting point for further
discussions.

Action Items to Implement Initiative

Identify E-mail Selection working group to review existing e-mail systems.

Collect input using ‘open forums’ such as town hall meetings and/or FaceBook discussions.
Consider successful e-mail standardization projects at peer/aspirant universities.

Develop list of e-mail and calendar system requirements (functionality).

Complete cost/benefit analysis for selected e-mail systems.

oA wWwN e

Select e-mail system and design implementation plan, including training and awareness
campaign.
7. See Appendix A: Training Elements for training components.

Anticipated Benefits

e Consistent platform for communications.
o Ability to effectively build distribution lists for e-mail.
e Simpler and more intuitive “face” for contact from the external community.
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e Improved security compliance, such as E-Discovery.

Measures of Success

M Monitor use of e-mail systems.

M Monitor for additional systems hosted locally.
M Customer feedback.

M Help desk ticket analysis.

Contextual Information

The University of Michigan currently uses more than 40 email and calendar services throughout
campus. This has led to cost inefficiencies, and constraints on available resources. The
University has taken on the initiative to unify student and faculty email in order to save money,
and increase collaboration across campus. Google has been selected as the email provider, and
the remaining steps for implementation are in the planning phase.™

> |IT Rationalization. University of Michigan. 22 November 2011. http://nextgen.umich.edu/projects/
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The following “Initiatives Matrix” provides a one page summary of the key elements of the 13
initiatives identified in IT Strategic Plan. It is intended to help guide the timing, budgeting, and
overall planning process. It is important to note that the costs identified in the Matrix are either
in addition to existing expenditures and/or an estimated reduction of existing expenditures if
the initiative is implemented.

For the purposes of this Plan, the total estimated annual current IT spending is based on both
“central IT” and “distributed IT” expenditures at the University. Furthermore, it should be noted
that although the Plan does call for increases in spending, there are potential cost savings
identified throughout. In addition, even with these increases, UMaine will remain “below
average” in terms of IT spending compared to other peer institutions based on national
research provided by Educause.®

A negative number is indicated in red and reflects an expected additional cost to the University
budget, while positive numbers reflect potential cost savings over the same time period.

Please note: all estimates contained herein are for planning purposes only. These numbers are
subject to change and should not be considered final. They serve as a starting point for further
discussions.

'® Educause Core Data Service Almanac for Doctoral Institutions (DR EXT and DR INT). October 2011.
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Category No.

IT Initiative

IT Initiative Description

Initiative Owner

Implementation
Timeframe

Year 1

Fiscal 2013 Fiscal 2014 Fiscal 2015 Fiscal 2016 Fiscal 2017

Year 2

Year 3

Year 4

Year 5

Five Year
Totals

(GREINGED)

Establish a new CIO role to champion UMaine’s IT vision and a University-
1 IT Leadership and Governance wide IT governance structure that fosters a transparent process for President 2013 -$187,500 -$187,500 -$187,500 -$187,500 -$187,500 -$937,500
- oversight, communication, and the strategic direction of IT at UMaine.
°
3
- Develop a campus-wide IT funding model that focuses limited dollars on
= 2 Fiscal Management strategic spending while reducing non-strategic IT spending over the next clo 2013 - 2017 $0 $0 $0 $0 $0 $0
H five years.
‘=
o
2013 - 2017
Assess and align IT classified and professional reso s at UMaine i 8
3 Organizational Alignment ssess and align 11 tlassified aggiprotgesional resources at Lviaine in cio 2 years for initial effort -$50,000 -$30,000 $180,000 $300,000 $300,000 $700,000
order to improve collaboration and optimize the delivery of IT services. This will also require
ongoing consideration.
Establish a consistent educational development model that provides
ini i faculty, staff, and students with baseline IT knowledge as well as ongoi
4 Training and Professional Uty . " u n. W el - g_ . W ngoing clo 2013 -2017 -$33,600 -$33,600 -$30,600 -$28,600 -$28,600 -$155,000
Development IT training and professional development opportunities that support
innovation.
Establish a single point of contact (SPOC) for the help desk in order to
5 Help Desk proactively measure, manage, and respond to user demands for IT Executive Director of IT 2013-2014 S0 $0 S0 S0 $0 $0
support.
Establish a learning space technology support model that improves the
6 Learning Space IT Support Model e p EY SUPP p Provost 2013 -2017 S0 $0 S0 $0 $0 $0
effective use of IT to support pedagogy.
Technology Support for and
7 Collaboration with Distance and Expand IT support and collaboration for distance and online learning. Director of CED 2013 -2017 S0 $0 S0 $0 $0 $0
Online Learning
Develop a campus-wide and/or state-wide strategy to improve the IT
8 IT for Research pacampy / strategy to imp VP for Research 2013 - 2017 $0 %0 $0 $0 $0 $0
infrastructure for research in Maine.
Develop the existing IT refresh program to include a comprehensive
9 IT Refresh and Reassessment refresh model that is informed by an ongoing technology reassessment clo 2013-2017 -$378,500 -$378,500 -$378,500 -$378,500 -$378,500 -$1,892,500
policy.
Expand application virtualization to impr s to ftware
10 Application Virtualization ¥pand appiication vi u zation to Imp. ove acce_s common sottwar Executive Director of IT 2015 S0 S0 -$150,000 $40,000 $40,000 -$70,000
for remote and mobile users, and to improve license management.
Extend UMaine’s current IT Service and Resource Catalog to establish a
11 IT Service Catalog comprehensive first-stop resource that promotes awareness for and use clo 2013 -2014 S0 S0 S0 S0 $0 $0
of IT services and resources.
. Establish standards for a Learning Management System that align with the
12 Learning Management System N Provost 2015 S0 S0 $85,000 $85,000 $85,000 $255,000
needs of UMaine.
Investigate strategies f inimizing th ber of e-mail systems that all
13 E-Mail nuestig ategies for minimizIng the NUmoer o & fl system clo 2013 - 2015 $12,500 $25,000 $31,250 $31,250 $31,250 $131,250

faculty, staff, and students use.

Year 1 Year 2 Year 3 Year 4 Year 5 . q
. . . . . Five Year Allocation
Fiscal 2013 Fiscal 2014 Fiscal 2015 Fiscal 2016 Fiscal 2017
Estimated "New Dollars" to Implement and Sustain Plan Initiatives (This estimate does not include existing IT expenditures.) -$637,100 -$604,600 -$450,350 -$138,350 -$138,350 -$1,968,750
Delta Between FY 2010 Total IT Spending at UMaine and Identified New Initiatives
12% 11% 8% 3% 3% 7%

(Percentage increase is based on total UMaine IT spending of $5,376,441 for FY 2010)
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Communicating, Implementing, and Sustaining the Plan

Gaining and maintaining the support of the campus will require clear, consistent, and accurate
communication on behalf of University leadership throughout the implementation process.
Sustaining the Plan will require a collaborative process that targets outcomes that are
supported by the entire campus community.

Technology Planning Consideration for UMaine’s Strategic Planning Process

The UMaine strategic planning process should also include specific consideration of how IT
supports the mission of the University. Strategic plans are, by nature, intended to provide
guidance to the President’s Council for making decisions on priorities and investments. To this
end, it is important for UMaine to have an appropriate framework to evaluate, assess, and
communicate emerging technologies for academic, operational, and administrative needs.

UMaine should consider the following requirements that a Plan of this magnitude necessitates:

e Continued active sponsorship from senior academic and administrative leaders will be
critical to the successful adoption and continued support of the Plan.

e As initiatives are implemented, project goals and objectives should be clearly
communicated to stakeholders and progress should be proactively monitored and
communicated.

e Many changes will be non-technical; for example, changes may entail cultural shifts,
process changes facilitated by new initiatives, policy and guideline adjustments, or
financial and/or budgetary modifications.

e Some additional or redirected technology resources will be required to manage new
systems, new technologies, and to properly react to changing business needs.

e Faculty, administrators, and staff must work cooperatively and collaboratively to
facilitate effective change that is in the best interest of the University.

e Training and technical support staff will be critical to the success of the Plan’s
implementation. University constituents must be ready, willing, and able to use new
technology and embrace effective change.

A Unified Communications Strategy and Campus-wide Marketing Plan

The UMaine IT community needs a unified communication strategy and a sustainable marketing
plan. Effective communication begins with listening and understanding. To promote this, town
hall style meetings that provide the campus community with opportunities to voice opinions,
guestions, and concerns to representatives of IT leadership should be organized.

-
w
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A marketing plan entails broad, campus-wide communications that are executed on a
consistent basis and make use of multiple communication venues. Communications
mechanisms should include the following elements:

. Face-to-face

. Video (YouTube)

. Core team to meet with Campus wide strategic planning committee (January)
o Go to student, faculty, staff, and leadership — identifying key constituents

J Core team “ambassadors”

Updating the Plan

Throughout the development of this plan, UMaine has undertaken a collaborative approach to
technology planning. This has provided a framework for input from academic and
administrative stakeholders and campus leadership into the decision making process around
technology at UMaine. Going forward, campus wide collaboration amongst the University’s
technology community will be important.

As presented in Initiative 1 of this Plan, two new committees are identified with respect to
technology governance at UMaine: the Steering Committee for Information Technology (SCIT)
and the Board for the Review of Information Technology Effectiveness (BRITE). The role of
these Committees with respect to technology decision making, responsibility, and
accountability, and also in relation to the CIO and the President’s Cabinet must be considered.
Please refer to Appendix E for an exhibit that visually describes the process for sustaining the
Plan and strengthening IT Governance at UMaine.

The IT strategic values and themes should remain constant for the foreseeable future.
However, the initiatives set forth in the Plan require ongoing evaluation. While the Plan has
been designed with an eye towards the future, the technology landscape is rapidly changing.
What makes sense for 2013 may not make sense in 2014. As part of the Plan, UMaine should
establish a formal IT planning process that includes ongoing evaluation and prepares the
University to develop its next technology plan in 2018-2023.

By establishing a University-wide technology planning approach, working to standardize tools
and applications, and developing a repeatable process for setting technology priorities,
University leadership should have a more complete picture of resources, materials, and
capabilities. New technology services can create significant opportunities to change how the
University manages daily operations. To obtain the benefits of technology investments, the
University must plan for business process changes that streamline operations and focus on
using technology to improve customer service.
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Sustaining the Plan

The following timeline is based on a July 1 to June 30 fiscal year cycle and suggests a high-level
process for UMaine to sustain its IT Strategic Plan and to strengthen IT Governance. The linkage
across these elements is the role of the CIO. This new position would serve on the SCIT and

likely chair the BRITE group. See Initiative #1 for more on IT Governance and Leadership.

April/May
December Meeting of
October/ Joint Meeting of BRITE to
November BRITE and SCIT to prepare for
Second Meeting of Transition from next year's
SCIT Technology operations
Review progress on Planning to based on
July/August IT initiatives and Technology approved IT
Meeting of SCIT to alignment with IT Budgeting budget
begin planning for IT Plan priorities
August/ November
Septe_mber Secgnd February/March
Meeting of Meeting of Joint Meeting of BRITE
BRITE ,BRITE and SCIT Planning
Based on Maintenance Session, Technology
outcomes of of Technical Budget ’Priorities are
SCIT meeting, Reference finalized and
BRITE group Model and submitted for
will meet to update if consideration
determine necessary
technical
implications

u BerryDunn
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Appendix A: Training Elements

Training and professional development is a theme that influences many components of the

initiatives. The following table identifies high level training considerations for those initiatives

that have direct training implications.

Training Considerations for Initiatives

Initiative

Training Elements

Help Desk

In order to create and maintain demand for help desk services, help desk personnel
will require training in both technical and soft skills. In order to ensure that staff
remain current in their knowledge, annual training requirements should be
established.

The type of technical training that staff receive should be determined based on
current IT projects, help desk statistics, and customer feedback.

If the help desk’s mission is to provide timely services and to demonstrate a
commitment to customer support, staff should attend training that reflects that
mission. An example of this type of training is ITIL.

Learning Space

Standardized learning space technologies will enable UMaine to deliver more

Collaboration
with Distance

IT Support efficient and effective training. The objective of the learning space IT training

Model program will be to ensure that every member of faculty is comfortable using
learning space IT at UMaine to improve pedagogy.

IT Support for Currently, the FDC, CETA, and the CED offer training in support of distance and

and online course delivery. By combining forces, FDC, CETA, and CED training offerings

can be expanded and enhanced to ensure that distance and online programs meet
quality standards for teaching and learning. Together, FDC, CETA, and CED will be

Virtualization

and Online responsible for supporting innovation through experimentation and training.
Learning
Application IT staff will require training for supporting application virtualization. As part of

marketing and awareness for application virtualization, end users will require
instruction for accessing virtualized applications. The need for training is expected
to decrease with time as more and more users become adept at this system.

Learning The Faculty Development Center, CED, and CETA will continue to provide training

Management for UMaine’s Learning Management System environment. By assisting in the

System transition to fewer Learning Management Systems on campus, training can be
offered more effectively.

E-mail Migration to fewer e-mail systems will require advance planning and

communications and support for the entire campus community, as all users will be
impacted. If users do not understand how to access or use the functions of
UMaine’s standard email system, there is a greater chance of users reverting back

!,! BerryDunn
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Initiative

Training Elements

to their own e-mail solutions. Awareness, training, and support will be absolutely

critical to the successful transition of the entire UMaine community to a single,
unified e-mail system.

Initially, awareness will be driven by the E-Mail Selection working group. However,
ownership for training and awareness will ultimately belong to UM IT.

E_B BerryDunn
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Appendix B: Strategic Information Technology Issues

The following pages include the list of strategic information technology issues identified in the

Current IT Environment Assessment report (July 2011). The strategic initiatives described in the

Plan are intended to address these strategic issues.

Based upon our inquiry of University stakeholders, assessment of information gathered, and

our independent analysis, BerryDunn has developed a list of issues that should be considered

and used to inform the Strategic IT Planning Process.

To support understanding, the issues are categorized as follows:

e Organization Issues - related to organizational structure, management, staffing, and

planning.

e Service Issues - related to types of IT services delivered and their service audience.

e Infrastructure Issues - related to IT security, systems, applications, hardware, and software.

Category

Description of Strategic Information Technology Issues

Organization
#1

The University needs to establish a consistent approach to supporting Classroom
information technology standards.

The University has no formal body to manage Classroom information technology
standards. Although UM IT is tasked with supporting classroom technologies, the
University does not have a coordinated body that serves to set standards and support
instructional technology at a strategic level.

This has led to confusion and frustration with who is in charge of setting direction and
supporting a pedagogical flexibility that provides faculty with adequate tools to teach,
balances the needs of the individual with those of the institution, and also provides
coordination of the planning and delivery of classroom information technology needs.

Organization
#2

The University needs to consider and design an appropriate IT Governance body.

The University has a group called the IT Advisory Council (ITAC). The ITAC serves as an
operational body to discuss challenges and opportunities, but it does not have the
charter, mission, or the structure to proactively make overall governance decisions or
to effect change within the IT community at UMaine.

ITAC was established as a result of the November 2003 CIT report and it is has served
as a cross-section of campus departments and functions. Since its inception, ITAC has
been a constant presence (meeting monthly during the academic year) at UMaine.

8.¥ BerryDunn
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Category

Description of Strategic Information Technology Issues

However, the current structure and format of ITAC does not lend itself to certain
critical aspects of IT Governance. These areas include, long-term planning, budgeting,
and setting a strategic vision for information technology at the University.

Organization
#3

The University needs to determine how it can best leverage UM IT in its role as
UMaine’s dedicated, centralized IT service resource.

The University is currently exploring alternative reporting structures for IT entities
across campus.

The current UM IT structure is weighted heavily towards telecom and networking,
while there are only a handful of personnel to support classroom technology and
faculty/staff training. Instructional technology support, eBooks/mobile applications,
and flexible classrooms are all areas where the University will see increased demands.

It is also likely that the UMS ITS group will continue to consolidate functions that
naturally lend themselves to centralization. These include, but may not be limited to,
server virtualization, network operations, and system-wide data center management.

In addition, many of the personnel within UM IT are not performing duties that are
aligned with their current job title. For example, “Network Specialists” are actually
providing support to end-users and serving in more of a “Systems Support” role.
Another example of an unmet need is the trending towards Mac computers over
Windows-based PCs, which UM IT is not staffed to support.

Organization
#4

The University needs to determine how it can optimize the efficiency and
effectiveness of distributed IT resources.

Nearly 60% of personnel classified under the IT Job Family are housed outside of UM
IT. This level of distribution is not unusual for doctoral and research extensive
universities. In the 2009 Educause Core Data Survey, participating doctoral and
research extensive universities reported the highest level of decentralization among all
Carnegie classes, with centralized IT personnel representing anywhere from 42% to
65% of total IT personnel®’.

The distribution of IT personnel is not inherently problematic; however, distributed
arrangements at UMaine present coordination and oversight challenges that
management needs to address in order to manage and leverage information

7 percentages were derived from quartile plots in the 2009 Educause Core Data Survey. Therefore, 42% represents
responses from the 25" percentile of respondents, 53% represents the median, and 65% represents the 75"

percentile.
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Category

Description of Strategic Information Technology Issues

technology resources in a tactical manner.

Most distributed IT staff have no formal reporting function to UM IT, which makes it
difficult to coordinate services and plan effectively for information technology at
UMaine in a consistent manner. As part of the planning process it will be critical to
review the current structure of the IT community to determine the most thoughtful
design that provides the most effective delivery of IT services at UMaine.

Organization
#5

The University needs to establish a consistent approach to managing and supporting
employees with IT Job classifications.

Available data provided by UMaine HR, indicates that there are over 100 individuals
with an IT job classification at the University, but there are very few common IT job
titles. The lack of common job descriptions indicates that there is little consistency
across the campus in how IT personnel are identified.

It is likely that this could lead to disparity in expectations, as well as how IT personnel
are evaluated and managed. The University will also want to develop opportunities for
career advancement and cross training that support the entire information technology
community in a consistent manner.

Services
#1

The University needs to establish a clearly defined IT service and support
environment.

Roles and responsibilities between UM IT and UMS ITS are not clearly understood by
all campus information technology users. UM IT has increased the advertising of their
services across the University. However, there continues to be confusion amongst the
interviewees that BerryDunn met with about what role UMS ITS plays and what roles
UM IT has in providing information technology services. Once clear organizational roles
and responsibilities are established, these roles will need to be communicated broadly.

Similarly, specific services are not understood by various stakeholders across the
University. The current portfolio of IT services provided by UM IT, Distributed IT, and
UMS ITS is not clearly defined. In some cases, there appears to be an overlap of
services, and in other situations there are gaps that need to be addressed.

Services
#2

The University needs to better locate UM IT personnel within the campus.

UM IT personnel are housed in at least six buildings currently. This makes it difficult to
coordinate services and service delivery. In addition, the separation of Repair staff
from the Computer Store and help desk locations has lead to confusion and frustration
about whom to speak to when a University customer has a problem with their
machine. Please see Figure 5 for a campus map that details current IT staff locations.
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Category

Description of Strategic Information Technology Issues

Services
#3

The University needs to determine how to best use and manage Learning
Management System information technology.

The University of Maine currently supports at least five Learning Management Systems
(Learning Management System). Based on our interview with the Director of Distance
Education at the University of Maine-Augusta, UMaine supports the highest number of
Learning Management System products among all UMS campuses.

As UMaine develops its strategic technology objectives, it will be important to evaluate
the costs and benefits of the different Learning Management System products that it
currently supports. With so many electronic learning tools and resources available to
educators and students, it will be important for UMaine to determine how it can best
use Learning Management System technology to facilitate learning and collaboration.

Services
#4

The University needs the ability to proactively measure, manage, and respond to
user demands for information technology support.

The current UM IT help desk function does not interact with other IT support services
distributed across the campus, nor do other support functions provide data to the UM
IT help desk. In addition, there are numerous methods for tracking help desk requests
at UMaine.

The concept of a “Single Point of Contact” (SPOC) ticketing system for help desk
management has gained traction over the past few years. This practice allows for more
in-depth tracking of all IT problems and allows for better data when planning what
services and infrastructure are requiring the most time of personnel.

Services
#5

The University needs to identify ways to improve its use of MaineStreet.

Although the MaineStreet system has been in production for over four years, many
University stakeholders continue to be challenged with this enterprise application.
MaineStreet is a System-based service. Challenges include non-intuitive user screens,
cumbersome processes and a need for more formal training.

The University may consider, for example, developing cross-functional users groups on
campus that consider specific needs of the University and seek to optimize the usage
and workflow of the MaineStreet system. The complexity of the University, as
compared to its System counterparts, warrants a more proactive approach to
addressing requirements and needs of the UMaine user community.
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Category

Description of Strategic Information Technology Issues

Services
#o6

The University needs to establish an information technology training process that
provides new employees with a baseline understanding of the information
technology-related tools, resources, and responsibilities that are associated with
their roles at the University.

Providing specific training to new employees is an opportunity to equip people with
relevant understanding and skills. During our interviews, employees expressed desire
for formal training. Typically, the cost of supporting poorly trained staff and faculty will
surpass the upfront costs that may be incurred by providing adequate training during
the first few weeks of coming onboard.

Services
#7

The University needs to plan for the support and development of Online and Blended
Learning initiatives.

Online and Blended Learning is critical to UMaine’s plan to enhance and supplement
its educational mission. In this case, blended learning refers to incorporating select
components of online learning technology into traditional learning environments.

UMaine has already begun deployment of online learning technology, and proactive
leadership in this area will continue to be important. Separately, the System office
established the Teaching Through Technology Task Force (T4) in 2009. Since that time
efforts have been made to create a comprehensive approach to Online Learning
efforts. The Distance Learning Steering Committee is currently being formed to
participate in the System’s next phase of T4.

Services
#8

The University needs to plan for the ongoing support and development of Research
Computing services.

Currently there is approximately one FTE supporting research computing. This position
is supported by grants alone. The University needs to develop an ongoing funding
mechanism for the appropriate staff and facilities (space, power, cooling, etc.) to
support technology acquired from external funding for research purposes. Staffing
should be adequate to perform the following tasks: manage and maintain the existing
clusters, networking, visualization and storage equipment; seek funding for new
clusters, storage and networking; implement new equipment; manage user accounts;
and provide user support for setting up and running programs on the cluster and
visualize data.

As a Research University, there is continually greater demand for these resources;
however there is currently no plan to take care of this increasing demand.

Infrastructure
#1

The University needs to establish a comprehensive information technology refresh
program.

i BerryDunn

=y

66 | Page




THE UNIVEEXITY DF

< MAINE Information Technology Strategic Plan

Category

Description of Strategic Information Technology Issues

Information Technology refresh encompasses many information technology
components, from desktop computers to network switches to application servers. At
the University of Maine there is no coordinated effort to manage infrastructure
purchases that encourages information technology standards, sets predictable
expectations, or takes advantage of economies of scale.

An example of a partial refresh program, the Faculty Laptop Initiative has been a great
success at the University, but it only covers up to 100 faculty per year, which is not
even a quarter of total faculty. In addition, there is no similar program for University
staff.

Infrastructure
#2

The University needs to plan for network cabling upgrades.

Network cabling in 140 out of 200 buildings does not meet industry standards. It has
been estimated that UMaine needs upwards of $8M to upgrade its network cabling to
the current IEEE standard of CAT6 Ethernet, throughout its campus buildings.

UMaine is the primary research University in the State. Research efforts may be
impeded by the lack of quality infrastructure that could hinder that ability of
researchers to conduct bandwidth intensive work and collaborate with other
institutions. Currently, an EPSCoR grant is providing $500k for cabling upgrades, but
this will only cover 10 of the buildings that need to be retrofitted.

Infrastructure
#3

The University needs to identify an approach for proactively managing its
information technology assets throughout their lifecycles.

An information technology asset program provides management and oversight over
the growing inventory of software and hardware. A program should include Asset
Lifecycle Management and Software License Compliance components. This type of
program enables stakeholders to make well-informed decisions and eliminates
inefficient manual asset management efforts. Today, many commercial off-the-shelf
(COTS) help desk products provide this type of functionality.

The outcome of a comprehensive information technology asset program should be
twofold:

1. An improved ability to coordinate ordering and purchasing of hardware and
software that leverages economies of scale.

2. Have accurate data to support at minimum a computer refresh program, and
possibly expand the refresh program to include other critical hardware, too.
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Category

Description of Strategic Information Technology Issues

Infrastructure
#4

The University needs to identify areas where it will invest in new applications and
technologies.

The University faces the ongoing challenge of sifting through the growing expanse of
innovative new applications in search of those technologies that will provide long-term
value. In some instances, the University may benefit from the first-hand experience of
its own early adopters. For example, the College of Education has implemented the Tk-
20 assessment software to provide longitudinal data that covers a student’s total
academic experience at UMaine. Based on available data provided by the University™®,
many students change their majors and/or transfer to other schools. However, there
are no indications that UMaine is planning to expand the use of this information
technology among the other Colleges.

The University may find great value within the UMaine community when determining
which technologies can best contribute to the successful fulfilment of its strategic
objectives.

Infrastructure
#5

The University needs to proactively manage the growing demand for internet access.

The University has world-class internet access via its Internet2 connectivity. In
addition, UM IT has worked hard to provide near-ubiquitous wireless access across the
campus. Yet, students that were interviewed still complained about wireless access in
the dorms.

Demands for high capacity internet access at all times will only increase. Although the
University is well-positioned to meet these needs in the short-run, continued proactive
management and leadership is required to meet the needs of the University
stakeholders.

Infrastructure
#6

The University needs to establish a plan for the migration of servers from distributed
locations to the new Neville Hall data center.

In its effort to strengthen system reliability, security, capacity, and efficiency, the
University is seeking to identify and relocate servers and server farms in a way that will
best manage and protect UMaine data. This presents an opportunity for UMaine to
recognize long-term cost-savings through use of the data centers as compared to
remote servers running in offices and departments.

Expansion of virtualization technology will support the practice of server consolidation

'8 “Requiring Laptops at UMaine, Computer Connection” 15 September 2008.
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Category Description of Strategic Information Technology Issues

and provides for greater manageability and disaster recovery capabilities.

Infrastructure The University needs to plan for new and strengthened security policies and
H#7 practices.

Both UMaine and the University System office are focused on strengthening security
policies, procedures and practices across the organization. This will require extensive
training and communications, but it remains unclear how this will impact the
organizational structure and services within UM IT and if the campus will add an
official Information Security Officer (I1SO) role.
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Appendix C: UMaine IT Service Delivery Grid
Overview of the Service Grid:

The Current Environment Assessment Report (July 2011) described six key themes that provided the baseline process for the
development of the Plan. Of these six themes, the following two themes relate specifically to IT service delivery:

e The University needs to identify key IT services that will enable it to meet its objectives over the course of the next five years.

e The University needs to identify how to effectively and efficiently deliver key IT services; whether through Distributed IT, UM IT,
UMS ITS, or an outsourced partner.

The IT service delivery grid addresses these themes by identifying key services, and describing corresponding service delivery
structures. While this grid relates to all of the initiatives in the Plan, it is of particular importance for the Organizational Alignment
and the IT Service Catalog initiatives.

The Organizational Alignment initiative is intended to help the University improve services by developing an effective service
delivery model that delineates which services are delivered by UM IT, distributed IT, and UMS. The IT service delivery grid is a tool
that can be expanded to represent a comprehensive inventory of IT services at UMaine, and to guide discussions and document
decisions about the desired service delivery structure. Combined with an understanding of current staff roles, the resulting structure
will guide decisions about the alignment of staff competencies with the appropriate service delivery channel.

Additionally, the IT service delivery grid will inform that continued development of a comprehensive IT service catalog. The services
contained in the catalog should be reflective of the services and the delivery structures described in the grid.

The following table describes the elements that comprise the IT service delivery grid.
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Key to Reading the IT Service Delivery Grid

Column Title

Description

Service Category

The service category column lists specific IT services that exist at UMaine. This list is not intended to be
comprehensive. It includes key services identified by the Core Team as part of the IT strategic planning
process.

Roles

The role column provides a proposed responsibility model for each service. The responsibility model
designates which entities have technical responsibility and/or functional responsibility.

e Entities with technical responsibility are responsible for functions such as system administration and
maintenance, networking, integration, and coordination with respective functional support entities.

e Entities with functional responsibility are responsible for functions such as training, reporting, and
coordination with technical support entities.

The primary Service Deliverer is indicated in bold type. A primary service deliverer is the entity that should
have oversight to ensure that major decisions related to the designated service category align with
UMaine’s strategic objectives and are implemented in the most effective manner.

Delivery Model Description

Overview of proposed responsibility and delivery structure.

Key Considerations

Additional details and considerations for a successful implementation of proposed service delivery model.

Other Considerations:

UMS Data Center: Most of the services listed in the grid include server-based applications. The Core Team anticipates that UMS will
provide the official hosting environment for these systems. This hosting environment will be the newly renovated UMS data center
at Neville Hall. The decision to consolidate UM IT and departmental (distributed IT) servers to the UMS data center supports the
strategic theme to demonstrate a commitment to energy efficiency and information security.
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IT Service Delivery Grid

IT Service Category Roles Delivery Model Description Key Considerations
Most administrative offices are “one deep”
in IT personnel. The goal of this delivery
model is to cross train in order to eliminate
duplication of effort and to provide
. coverage in the absence of department
Technical UM IT to be technical resource for o ,
~cthnital . L ) level IT personnel. By establishing UM IT’s
functional IT support (distributed IT) in o o
uUMsS ) . role as a liaison between distributed IT and
meeting the needs of ERP users. This may ] ] ]
Functional i clud " " dd ; UMS, this model will also increase the
e : unctiona include report generation and documen
Administrative P ; & visibility of UMS projects for campus IT and
ing — management.
Computing UM IT & the University’s administrative offices.
PeopleSoft/ERP L UMS to continue hosting of the system
Distributed | ) & y ’ Many offices employ dedicated IT staff to
including management and deployment of o i i
IT . support administrative computing.
system maintenance and enhancements L
. Coordination of these technology efforts
and PeopleSoft modifications. o o
can reduce duplication of work, eliminate IT
staffing dependencies with cross training,
and aid the university in prioritizing
administrative system modifications
needs/requests.
Assistive Technology Technical UM IT to assist disability support services in Althf)ugh.Dlstrlbu.ted I (dlsa-1b|I|ty support
UM IT the implementation, maintenance, and services) is the primary service owner from
and Accessibility - ‘s . an operational standpoint, UM IT will have
Functional training for assistive technologies. _ < '
EE— primary responsibility for ensuring that
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IT Service Category Roles Delivery Model Description Key Considerations
UMIT UM IT to encourage and promote the UMaine’s IT environment remains
Distributed | Practice of Universal Design across campus | accessible to users with disabilities.
T IT groups (both formal IT and
UMS informal/distributed IT).
UM IT to also remain involved in the
President’s Council for Disabilities and the
IT Accessibility Committee.
UMS to provide guidance to set the baseline
accessibility standards and expectations for
all campuses.
Physical security is unique to each campus.
Therefore, it is appropriate that it remain a
Technical UM IT should continue to support the campus level.
Distributed | Campus Security office and remain involved
IT in the Campus Security Committee. _UM IT \A_/i” play an im.p.ortant roI.e .in o
Campus Physical Functional Auiliary Services [T ‘ identifying opportunities for efficiencies in
Security Systems - y Services [T group to continue system integration and resource sharing.
UM IT system administration duties. This includes .
Distributed administration of the UMaine ID and access UM.S f:iata cente.r will need to h?ve ‘
- card system (OneCard). sufficient capacity for resource intensive
servers (Blackboard Transact and Video
Surveillance).
Technical UMIT o be involved in ongoing planning UM IT will support distance and online

Distance and Online

and assessment of distance learning in
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IT Service Category Roles Delivery Model Description Key Considerations
Learning Distributed | order to advise the program on learning with:
IT ey .
op.p(?rtunl'Fles for‘ coIIab.oratlon and - Responsive and proactive faculty
UMIT efficiency in service delivery. support for instructional design and
Functional IT staff (including the Faculty Development delivery — from pedagogical, accessible,
Distributed | Center), CED, and the Center for Excellence technical, and accrediting standpoints.
IT in Teaching and Assessment (CETA) will - Responsive student support for
UMS work collaboratively to achieve effective technical issues.

policies and outcomes for the technological
aspects of instructional design, instructional
delivery, and IT support of faculty, staff, and
students in distance and online
environments.

Purely academic elements of distance and
online learning (e.g. course content, staffing
decisions, etc.) will remain in the purview of
the faculty and Academic Affairs (via
CED/DLL) with input from HR, unit heads,
etc.

UMS may assume some responsibility for
certain aspects of marketing and delivery of
UMaine online courses. However, the
extent of UMS’s role in supporting

UMaine’s distance learning program will be
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IT Service Category Roles Delivery Model Description Key Considerations
determined as part of the IT Support for
and Collaboration with Distance and Online
Learning initiative.
Instructional technology provisioning and
support will primarily remaina UM IT
service with expanded support from the
Faculty Development Center. UM IT will
work with the Center for Excellence in
Technical Teaching and Assessment (CETA) to develop | Improved governance should position
and maintain a support model that is faculty to inform decisions about classroom
Pedagogy— UM IT_ complementary to CETA’s events, technologies. Also, UM IT will be better
eTE T EEl Functional workshops, and services. positioned to inform faculty about new
Technologies UMIT In addition, UM IT (specifically, the Faculty technologies and possible solutions to
Distributed | Development Center) will collaborate with expressed needs and desires.
IT the Continuing and Distance Education
program (online learning), the College of
Education and Human Development
(instructional technology early adopters and
innovators), and the Center for Excellence
in Teaching and Assessment.
As the University works to standardize
) classroom technology, the process for
Technical

Classroom equipment provisioned and

reserving learning spaces and equipment
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IT Service Category Roles Delivery Model Description Key Considerations
Pedagogy — Classroom | UMIT supported by UM IT. should be assessed and streamlined where
Technolo . i is Wi i i
gy Functional | UMaine to continue efforts to standardize pf)SSIble. This \‘NI|| be e.speually pertinent for
UM IT digital media equipment in classrooms and distance learning and inter-campus
. classroom reservations.
other learning spaces.
Once implemented, application
virtualization will be supported by UM IT. In order for application virtualization to be
Technical This includes virtualization of software for effective, both local and remote users will
UMIT UMaine, as well as consideration for need fast and reliable network connectivity.
Application Functional software that could be extended to other In addition, licensing agreement compliance
Virtualization UM IT campuses with coordination from UMS. will require granular access controls, and
. Distributed IT to support functional use of determining license volume will require
Distributed

IT

specialized applications. Distributed IT to
provide UM IT with instructions for who can
access specific applications.

ongoing demand planning.
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IT Service Category Roles Delivery Model Description Key Considerations
UM IT to maintain overall responsibility for
maintaining effective copy/print/scan
services at UMaine.
Technical Hardware: Service level agreements with vendors will
. _ state that printers must be compatible with
umiTt Continue outsourcing of hardware the MaineCard payment model.
. intenance service contracts for
Copy/Print/Scan UMS main . . .
S Vendor copy/print/scan devices in labs. University to consider replacement of lab
. . printers with devices that have copy, scan,
Functional Continue UMS service contracts for and high quality printing capabilities.
UM IT departmental devices.
Software:
UM IT will continue to run and support the
printing management system (Pharos).
UMS to continue hosting of Blackboard.
Technical UM IT to lead reassessment of FirstClass to
UMS determine if the LMS fits the needs of
Learning Management UM IT UMaine. This reassessment process will See Learning Management System
System include consideration for open source and initiative.
Functional
E—— cloud based systems.
UMIT

UM IT will continue to provide faculty and
student support for LMS environments that
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IT Service Category Roles Delivery Model Description Key Considerations
UMaine utilizes.
UMS to provide and maintain data center
environment.
UM IT will be responsible for educating
Technical distributed server owners about the Data center should include tiered access
UMS benefits of the new data center and the levels (for hosting systems of various
Data Center Services _ resources available to support server criticality), enterprise class security, and
Functional owners during the transition. should support virtualizations and energy
UM IT . . . ici
In addition, UM IT will work closely with efficiency.
UMS to ensure that the appropriate
infrastructure is in place to support service
needs such as remote access.
Technical The Digital Commons Institutional The vision of the IR project is to create a
Vendor Repository (IR) is hosted by Digital library-based digital repository in support of
(Digital Commons, who will provide unlimited the core missions for the creative scholarly
el R ) Commons) training and technical support, per the output of faculty, researchers and students
nstitutional Repositor ; : I
P Y | Functional | terms of the annual agreement. that provides expanded accessibility and
:?I_'Str'bUtEd As the center for IT coordination at UMaine, long-term preservation.
UM IT should maintain an understanding of | In order for the IR to be successful, a
UM IT

the IR and should be consulted for IR

sustainable funding model needs to be
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IT Service Category Roles Delivery Model Description Key Considerations
Vendor related projects/initiatives. identified. Currently, the incremental cost
(C'zirgnii'ons) for other campuses to join on UMaine’s IR is
based on FTE.
Other considerations include technical
planning to address scalability for future
expansion to other UMS campuses; capacity
to accept and present information in
various formats; identification of a
metadata standard; establishment of
sustainable funding for IR.
UMaine will improve the alignment of
Technical existing resources to better support
UMS innovation. Existing resources include the
UmMIT IT leadership at UMaine is responsible for Innovation Center. The renovated UMS data
Development and Distributed maintaining a collaborative culture that center will be an additional resource that
Innovation T fosters innovation at the local level. The could be linked to the Innovation Center.
(includes Mobile local level may be a department or an
Applications) Functional | jngividual, whether student, faculty, or The data center could provide a separate
UM IT staff (segregated network) ‘sandbox’
o environment to support
Distributed . . 4
T established/aspiring programmers and

developers with innovative ideas.
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IT Service Category Roles Delivery Model Description Key Considerations
Key considerations include the ability to
adopt and integrate new applications in
current workflow; project management
framework; and student and faculty
awareness and buy-in.
Technical In order to move to a single email system, a
UmMs better email address grouping mechanism
) Vendor UMS to host and administer the official must be identified and implemented.
il (cloud) email system for all UMaine email users. Currently, individuals start independent
Functional email systems in order to gain this
UMS functionality.
UM IT to expand help desk to be accessible | The UM IT organization will require
in some capacity 24x7 with knowledgeable | restructuring and some growth in order to
Technical staff and a commitment to providing accommodate this level of customer
UMIT excellent customer service. service.
Help Desk
Functional UM IT to establish metrics for maximum Help Desk policies and procedures will be
UM IT acceptable response times. This should be based on principles outlined in the
tracked, reported, reviewed regularly, and Information Technology Infrastructure
responded to as needed. Library (ITIL).
sy Sy Technical Library IT personnel and UM IT to Certain State funded library IT services may
UMIT coordinate and align responsibilities. Library | not be candidates for alternative delivery
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IT Service Category Roles Delivery Model Description Key Considerations
Functional IT and UM IT to consider having UM IT models, as funding is specifically structured
Distributed | @dminister servers and applications. for a service model with distributed IT
IT Library IT to provide the functional end-user support.
support that is necessary to ensure library
resources are used effectively.
This service level agreement requires an
upper level decision maker. Someone must
Network be in a position of authority to work out the
. ) difficult negotiations. This supports the vital
. UMS and UM IT to establish a service level )
Technical o . need for a re-structuring of IT on campus.
agreement for providing network services
UMS to UMaine. UMS, UM IT, and UMaine executive
UMIT o ] leadership need to identify an acceptable
UMS to maintain the T1 trunk lines .
Networking . . cost to be charged by the system. UMaine
connecting the UMaine campus. . .
Functional to establish a clear method for allocating
UMS VolP that cost. This will be a critical element of a
UM [T UM IT to move forward with VolIP project new service level agreement. The service
with support of UMS. This implementation | level agreement should also include
is an opportunity to revisit current roles. consistent and timely notification of UMS
outages that impact UMaine.
Information Security . Information security standards and policies
Technical

Standards and Policies

will be directed by UMS; however UM IT
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IT Service Category Roles Delivery Model Description Key Considerations
umMs and distributed IT will remain responsible
UM IT for ensuring that practices are compliant
Functional with UMS standards.
UM IT UM IT will be responsible for working with
UMS to ensure that standards and policies
Distributed
T are centrally located, up-to-date, and
available to the intended audience.
The portal will provide a single source of
reference and be an important tool for
Technical promoting resource awareness to the entire
UMs UM IT to lead the UMaine portion of the UMaine community.
Portal UM IT portal project with direction and initiative The portal project should include
Functional leadership from UMS. consideration for integration with future
UM IT technologies. For example, the portal may
be leveraged as a platform for accessing
virtualized applications.
. Areas to be evaluated/considered include,
Technical o
UM IT to work with Student Services to but are not limited to:
Student Services — umiT ensure that students have consistent access | . internet access
Campus Life ﬁ_istributed to the technology resources that will best | . social networking
position them for success at UMaine. - IT security and safety awareness
Vendor

- technical support needs
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ervice Category oles elivery Model Description ey Considerations
IT Service Cat Rol Deli Model Descripti Key Considerati
Functional
Distributed
IT
UM IT to work with distributed IT to identify
opportunities to use information
Technical technology to support student outcomes, , _
7 ) Areas to be evaluated/considered include,
UM IT program improvements, and curriculum but t limited t
] ut are not limited to:
. Distributed | M2PPINE. .
Student Services — T o if . h - e-portfolios
Education Experience For SAAMPIE, | UMalne.c ooses to - student assessment and outcomes
Functional implement a campus-wide Student i
—_ - learning space needs
- Assessment system, UM IT would have an . .
Distributed |’ o 4 - technology proficiency training
IT important role in identifying the most
effective service delivery model, which may
include technical support from UM IT.
Technical UM IT to commit to ensuring that training
UMS resources (whether UMS, UM IT, local, or
UMIT otherwise) are sufficient to support users in
*primary using the services, resources, and tools Please see training initiative in IT Strategic

Training

responsibility
will vary with

area of training.

Functional

UMS

identified in the IT Service Catalog.

UMS to provide information security
training resources. UMS to have a role in
supporting collaboration and leveraging of

Plan.
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IT Service Category Roles Delivery Model Description Key Considerations
UMIT training resources across campuses where
Distributed | @PPropriate.
IT
University Relations to remain responsible
for the UMaine website.
UM IT provides technical support to
University Relations. UM IT and University
Technical Relations have a current service level ] . ) )
i University Relations uses WordPress as its
UMIT agreement in place.
Website (External Web Content Management System (CMS).
Facing) Functional UM IT to promote web services awareness UMaine should formally adopt WordPress
Distributed | Via service catalog and help desk referrals. as its standard CMS.
IT UM IT to also support integration and

migration efforts that may be required due
to the linking of resources and the
standardization of other UMaine web pages
to WordPress.
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Appendix D: Budget Estimates
Explanation of Costs

The following pages provide a detailed explanation of the assumptions behind the costs included in the strategic IT initiatives matrix.
Please note: all estimates contained herein are for planning purposes only. These numbers are subject to change and should not be
considered final. They serve as a starting point for further discussions.

1. IT LEADERSHIP AND GOVERNANCE

The starting salary for the new CIO is estimated at $125,000, plus 50% for benefits. Due to current fiscal conditions, this estimate
does not include cost of living increases.

Each Year: $125,000 + (50% x $125,000) = $187,500
2. FISCAL MANAGEMENT

This initiative is not directly linked to a dollar figure. The objective of this initiative is to find opportunities to reduce non-strategic
(operational) spending of IT funds, and provides UMaine with more flexibility to reallocate spending to areas that differentiate the
University’s mission and strategic priorities (strategic spending).

3. ORGANIZATIONAL ALIGNMENT

Over the first two years, costs will be incurred based on time spent identifying IT staff, interviewing IT staff, gathering information,
analyzing results, and formulating recommendations. We expect that this will take approximately 800 hours (500 in year 1, and 300
in year 2), and have applied a rate of approximately $100 per hour.

Year 1: 500 hours x $100 = $50,000
Year 2: 300 hours x $100 = $30,000

However, the result should be a zero-sum, or even a long-term cost savings as redundancies are eliminated and the quality of IT
services are improved. Direct savings can be expected due to elimination of an estimated five positions (3 in FY 2014, and 2 in FY
2015). Calculations are based on an average of $60,000 (salary and benefits) per IT staff. This will likely be achieved by
eliminating/absorbing positions as staff resign or retire.
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Year 3: 3 positions x $60,000 = $180,000

Year 4: $180,000 + (2 positions x $60,000) = $300,000
Year 5 (no additional changes): $300,000

4. TRAINING AND PROFESSIONAL DEVELOPMENT

The Plan has estimated approximately $1,000 per IT employee to fund annual technology training. The Current Environment
Assessment identifies 96 FTE staff in the IT Job Family at UMaine.

Total Budget per Year: 96 Total FTE IT staff x $1,000 = $96,000

UM IT currently budgets approximately $40,000 per year for training tools, seminars, and conferences. With 40 FTE, this is consistent
with the recommended $1,000 per employee.

Current UM IT Spending: $1,000 x 40 FTE UM IT staff = $40,000

The Plan assumes that departments with distributed IT currently budget for training of their own IT staff. However, we've estimated
that training expenditures in distributed environments are lower than those within UM IT. Accordingly, we’ve assumed that the
current budget covers $400 of training for each of the 56 FTE distributed IT staff.

Distributed IT Spending Gap: $1,000 - $400 current spending = $600 per FTE

Consistent with the staffing changes described in the organizational alignment initiative, we've estimated additional spending needs
based on 53 distributed IT FTEs in FY 2014, and 51 FTEs by FY 2015.

Year 1: $600 x 56 FTE distributed IT staff = $33,600

Year 2: $600 x 56 FTE distributed IT staff = $33,600

Year 3: (5600 x 53 FTE distributed IT staff) — (5400 x 3 eliminated positions) = $30,600
Year 4: (5600 x 51 FTE distributed IT staff) — (5400 x 5 eliminated positions) = $28,600
Year 5 (no additional changes): $28,600
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UMaine will leverage existing resources to improve training opportunities for faculty, staff, and students.
5. HELP DESK

UMaine should be able to leverage existing resources to establish the single point of contact (SPOC) and improve help desk services.
Over time, additional staffing resources may be necessary to support a 24/7 help desk; however, additional resources may be
identified as an outcome of the organizational alignment initiative.

6. LEARNING SPACE IT SUPPORT MODEL

Spending on classroom equipment is expected to remain constant, with improved hardware standardization and spending decisions
that align with the strategic principles set forth in this Plan.

7. TECHNOLOGY SUPPORT FOR AND COLLABORATION WITH DISTANCE AND ONLINE LEARNING

The Plan does not identify specific components that would require additional spending for distance and online learning. However, it
is expected that as more courses are taught online, additional resources will be necessary to support instructional design.

It is likely that the organizational alignment initiative will identify staffing resources with instructional design skills to support online
learning through increased collaboration with UM IT and CED.

8. IT FOR RESEARCH

The long term goal of this initiative is to better utilize existing spending by pooling resources. This will allow researchers and
graduate students to be more productive.

9. IT REFRESH AND REASSESSMENT

Computer Refresh Costs

UM IT currently maintains an IT equipment refresh budget. However, in order to establish a consistent computer refresh cycle of
four years across the campus, additional funding will be necessary.
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For this estimate, we've assumed that computers in distributed environments are currently replaced every six years. We've
estimated 1,200 departmental computers that will require replacement. This includes computers for the 700 professional staff, and
500 of the 800 classified staff (not all classified staff use computers as part of their job).

The estimated cost per computer is $1,500.
(1,200 computers x $1,500 per computer) x *33.33% = $600,000

*33% is used to adjust for existing funding for six year replacement cycle (66% of funding required for a four year refresh already
exists).

In order to meet four year refresh cycle, 25% of computers will be replaced each year.
Each year: $600,000 / 4 years = $150,000 per year

Network Maintenance and Refresh Costs

UMaine is working with UMS to develop a Service Level Agreement (SLA) for UMS to provide all maintenance of UMaine’s network
connections, including wireless. The estimated annual cost for maintaining all network connections including wireless would be
$847,000. The current estimated revenue collected for network connections is $556,000.

Additional Costs for SLA: $847,000 — $556,000 =$ 291,000

UM IT has budgeted for the purchase of 50 switches for about $5,000 each to launch VolP. The estimates provided above are based
on the assumption that UMS would provide all switches and replace them on a four year basis. Accordingly, we’ve adjusted the
estimate as follows:

Cost of switches = 50 x $5,000 = $250,000
Amortization of switch replacement cost over four years: $250,000 / 4 years = $62,500 per year
Each Year: $847,000 original SLA estimate with switches — $556,000 current spending - $62,500 costs covered by UM IT = $228,500

Total IT Refresh and Reassessment Costs

Each Year: Computer Refresh Costs $150,000 + Network Costs $228,500 = $378,500
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10. APPLICATION VIRTUALIZATION

Initial costs for setting up application virtualization environment (hardware and platform) are estimated at approximately $150,000.
This initiative will require a substantial effort, and is not expected to be implemented until FY 2015.

Year 1: NA
Year 2: NA
Year 3: $150,000 implementation costs

Over time, there will be significant cost savings associated with application virtualization. For planning purposes we’ve estimated
savings associated with the elimination of a single computer lab, which costs approximately $40,000 per year to operate.

Year 4: elimination of $40,000 in computer lab costs
Year 5 (no additional changes): savings of $40,000 in computer lab costs

This initiative will be of strategic importance to the success of UMaine’s distance learning program. Currently, courses that use
expensive software cannot be taught at a distance because learners do not have access to computer labs and cannot afford to
download the software locally. Additional revenue opportunities that will result from expanded distance learning capabilities are not
reflected in this matrix.

11. IT SERVICE CATALOG

UMaine already has the technology and the framework for expanding the IT Service Catalog. Accordingly, additional costs associated
with this initiative are expected to be minimal.

12. LEARNING MANAGEMENT SYSTEM

The University’s current licensing contract with FirstClass costs approximately $75,000 per year and expires at the end of 2014.
Operating costs for the FirstClass server are approximately $10,000 per year.

The following figures are based on the assumption that the University will choose to discontinue the use of FirstClass in favor of
Blackboard. These figures do not reflect costs associated with transferring courses that now exist in FirstClass to the Blackboard LMS.
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Year 1: No change

Year 2: No change

Year 3: $75,000 License + $10,000 operating costs = $85,000 savings

Year 4 (no additional changes): $75,000 License + $10,000 operating costs = $85,000 savings
Year 5 (no additional changes): $75,000 License + $10,000 operating costs = $85,000 savings
13. E-MAIL

The following figures are based on the assumption that the University will choose to standardize Google Mail as the official e-mail
service. The savings attributable to the elimination of the FirstClass e-mail service are reflected in the Learning Management System
initiative.

In addition, savings would be attributable to eliminating approximately 25 of the distributed email servers that currently exists on
campus. Estimated costs for operating an email server are $1,250 per year. For planning purposes, we’ve estimated that this will be
a gradual process, with full standardization occurring in Year 3.

Year 1: 10 email servers x $1,250 operating costs = $12,500

Year 2: $12,500 + (10 email servers x $1,250 operating costs) = $25,000
Year 3: 525,000 + (5 email servers x $1,250 operating costs) = $31,250
Year 4 (no additional changes) = $31,250

Year 5 (no additional changes) = $31,250
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Appendix E
Summary of University Research — Case Western, Purdue, and Michigan

Overview of Process

BerryDunn developed a set of questions for the technology leaders at some of UMaine’s peer
institution. Three institutions were selected to conduct benchmarking research: Case Western Reserve
(OH), Purdue (IN), and the University of Michigan. Each school was selected for its’ particular
characteristics in its approach to IT. For example, the University of Michigan research is focused on IT
governance; Purdue for innovation of software application development, and Case Western Reserve for
its customer service and support model. The CIO of each institution was contacted and asked questions
regarding IT at their school.

BerryDunn began the questionnaire process by conducting preliminary research to gain familiarity with
each institution’s IT strengths and distinguishers. Each CIO (or designated representative) was contacted
and scheduled a time for the interview. All interviews were conducted by phone. The average interview
lasted approximately one hour. The feedback provided is per interviewee, and is representative of the
person interviewed. It is not the opinion of BerryDunn.

BerryDunn interviewed the following individuals:

1. Mark D. Henderson, Associate Vice President /COO Information Technology Services, Case
Western Reserve University (CWRU). Interviewed via phone on November 4, 2011. Mark has
been at Case Western since January 2010. Mark has worked in both the private sector and
higher education for over 25 years. He has also worked for GE, University of Maryland, and
University of Cincinnati.

2. William G. McCartney, Vice President for Information Technology and CIO, Oesterle Professor of
Information Technology, Purdue University. Interviewed via phone on November 9, 2011. Gerry
has worked in higher education for over 20 years. He was at the Wharton School (Penn) for 10+
years prior to joining Purdue in 2004.

3. Llaura Patterson, Associate Vice President and ClIO, University of Michigan. Interviewed via
phone on November 10, 2011. Laura has been at the University since the early 1990’s and
started there as the Registrar. She has been CIO since 2010. Between 2001 and 2010, the
University of Michigan did not have a CIO position.
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Summary of Discussions and Information Provided

The information below is based on research to date. All institutions are trying to better allocate their
technology spending. It is no longer acceptable for the vast majority of technology dollars to be spent on
administrative and commodity IT. This was apparent in all three interviews, and it has manifested itself
in some different and some similar ways, which we have attempted to capture in the sections below.

All institutions that we met with are working to better align IT services across central and distributed IT.
This is largely occurring through an increased focus on strengthening IT Governance and a realization
that some services are better provided centrally, while other unique needs are better served by
individual areas of each respective institution.

Case Western Reserve University

According to the CWRU website, IT Operational Excellence is the effective and efficient delivery of
information technology and service required by the end users that add measurable value to the
University Community. Since spring 2010, the central IT organization has begun a division-wide
Operational Excellence initiative to effectively and efficiently deliver information technology and service
to the university community. It is divided into five parts: organization, process, technology, financials
and communication.

Similar to other schools, CWRU is trying to reduce administrative computing costs while spending more
of every IT dollar on supporting the core mission of Student Support, Research, Teaching, and Outreach.
To this end, the University has worked very hard to better coordinate central and distributed IT services.

A key element of this effort has been to outsource the Help Desk function. It was reported that CWRU is
now on their second attempt to outsource Help Desk. When asked “how does this improve customer
service?” The reply was that it has to be done with considerable planning and structure. In order to
provide excellent service, strong Service Level Agreements (SLA) are developed with all CWRU
“customers.” If problems arise beyond the SLA then there’s always an IT Manager “on-call” at the
University. CWRU has created a Single Point of Contact Help Desk. The Help Desk vendor delivers the
information, but CWRU IT still owns the service delivery and support of IT.

Another focal point of improving services has been to improve communications across the University. By
nature CWRU is highly decentralized. This is reflected in the many pockets of IT that exist on campus
today. At CWRU central IT has taken the lead on establishing weekly meetings between central IT and
Colleges. Each College a College Technology Officer (CTO) that serves as the liaison to a University wide
IT Committee that serves to coordinate and prioritize IT projects. These are IT staff supported by their
Dean’s budget.

Link to visit:
e http://www.case.edu/its/opex/ - Operational Excellence
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Purdue

Gerry (Purdue CIO) actually applied for a job with Orono in the early 90’s. It is a small world. In Gerry’s
opinion, getting IT Governance right has been the fundamental step in improving service delivery and
improving efficiency at Purdue. However, in his opinion progress has been slow. Gerry had a great
analogy of the challenge of creating real change in technology. He said, “think of the problem as leaning
against a massive wall of jello. You push against one area and the ripples move outward.” In other
words, it is a very difficult task to get disparate IT operations moving in the same direction.

The University has been working institute “forced grading” in an attempt to improve IT staff
performance. All managers are required to identify their top 25% of personnel and the lowest
performing 10%. In Gerry’s opinion, large state institutions force out their best people because of
inverse incentives. To this end Gerry has negotiated (with HR) more flexibility into pay scales to allow
him the ability to provide bonuses to top performers and give awards to those that demonstrate
innovation and adopt best practices.

Purdue has been a leading innovator of IT amongst higher education institutions. At Purdue, the
fundamental concept is, if it doesn’t “move the dial” then don’t ask for funding. Innovation is being built
into the culture of IT services and planning. Purdue has developed applications that aid student services
and support, teaching, and research. Some of the in-house applications are in the process of being
licensed, with the intention of other colleges and universities purchasing the software.

The following applications have been designed by Purdue:

1. DiaGrid": An academic distributed computing network that is partnered with nine universities
(including Purdue). Designed to accommodate additional computers are new institutions join
the network. Primarily used by researchers.

2. Signals®: Tracks student academic progress and warn students in real time if they need to work
on certain areas by monitoring their interactions with online materials. Students are put into
three academic risk categories: green, yellow or red. The colors, based on traffic light signals,
indicate a student’s performance in the class. For example, those in the red are
underperforming academically and are notified by their “signal” on the course website or their
smartphone. The Signals application adds value to both the student and the professor: students
are aware of the areas in which they need to improve, and professors are interacting more with
students in a collaborative effort to raise their grades. More than 11,000 students are using
Signals at Purdue and the responses have been positive. Signals is in the process of being
licensed for commercial use in the near future.

! http://www.dia-grid.org/

2 http://www.itap.purdue.edu/studio/signals/
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3. HotSeat®: Uses student conversations on Facebook and Twitter to improve student learning.
Software captures student comments about a class and allows everyone (students and teachers)
to view the comments. Students can post to the HotSeat with their FB or Twitter account, or can
send a text message through the website. Teachers use HotSeat to monitor student
participation and to pose questions to the class. Questions submitted through HotSeat can
indicate to the professor areas that need to be focused on in order to increase student
understanding.

4. Mixable®: Allows students to create online study groups and forums through their social media
accounts and share items (documents, pictures, audio, and video) through a cloud storage
application. Students can connect with people in their network as a means to communicate
information regarding course content. This is a valuable method of knowledge sharing for the
current college student, as Mixable uses the social media that is already familiar to students (FB,
smartphone, Twitter). This direct path for sharing resources allows the student to easily pose a
guestion to the class, or to create a discussion about job opportunities, course content, etc.

5. HubZero: Open source platform for creating research related websites: “a Facebook for
research scientists”. HubZero creates a community of researchers and allows them to
collaborate online, distribute research results, or provide education and training. For example, a
professor posted an application on HubZero that allows student to interact with a virtual protein
(something that is too small to perform in the lab).

Links to visit:
e http://www.itap.purdue.edu/studio/ - Purdue’s Innovation Studio
e http://www.purdue.edu/cio/sgc.cfm - Purdue’s IT Governance

UMuichigan

The University of Michigan has 19 schools and colleges (in addition to 30 research institutes and an
academic hospital), and each have a high level of autonomy. The Dean of each school has autonomous
spending authority. As a result, there was an abundance of organic, decentralized, IT growth that had
developed. In 2010, the University underwent a major IT assessment that identified 1,400 IT classified
staff across the institution. This equates to an approximate ratio of one IT staff for every 29 students
(~40,000+ students). In comparison, even by adding all System and UMaine IT staff, Orono has a current
ratio of one staffer per 64 students (~11,500 students).

® http://www.itap.purdue.edu/studio/hotseat/

* http://www.itap.purdue.edu/studio/mixable/
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Although Michigan has a very large student body this is still a disproportionate number of IT support.
Part of the explanation is the intensive level of research at Michigan that generates organic growth. The
University realized that this was not sustainable. Most importantly to moving things forward, when
Michigan began its IT assessment to review costs the agreement was that cost savings realized would be
recouped by the Deans for use at their discretion. Therefore, everyone agreed that change was coming,
but that the change was focused on improved service delivery, more efficient utilization of resources,
and NOT just on cutting costs.

The current IT Council was established to support the University’s IT governance model by creating IT
strategies, setting IT visions, prioritizing initiatives and promoting new technology ideas raised by
individuals at the University. The new IT governance structure as a whole supports the University’s core
mission of teaching and learning, research, knowledge and patient care campus-wide. The governing
body also oversees and approves technology related spending, and strives to increase resource and
infrastructure sharing throughout the campus.

The following bullet points are hyper-linked to web pages of the Michigan website that highlight the
current initiatives underway at that University. Links to visit:

e IT Rationalization

e NextGen Michigan IT Environment

e Implement Enterprise-wide Systems
e Promote Environmental Sustainability
e Safety and Security

e CIO/ITS Unit Goals

Conclusion

All Universities are working to manage the cultural change of sharing information; sharing resources;
and removing the “Us vs. Them” mentality of central and distributed IT. This is no longer a nice to have
concept, but imperative for survival. In addition, establishing University-wide IT Governance does not
happen overnight. It is a multi-year effort that requires the support and backing of University’s highest
level executives. Creating an IT Governance framework is not enough. The school must continually work
on improving the speed and rapidity of decision making to support the needs of technology users.
Otherwise “bad habits” begin to reappear and IT services begin to “silo” again.

By establishing clear goals and objectives and developing University-wide planning for technology, the
Universities we have looked at are improving the delivery of services, spending more on mission-critical
IT and creating a culture of communications that is improving the image and the value of IT at their
respective schools.
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Student Body
Total Campus Budget

Central IT Expenditures ($)

Central IT Expenditures (%)

Central IT Spending per FTE Student

Central IT - FTE Employees

Students per Central IT FTE

ERP System

IT Leader

IT Leader Name

IT Leader Reports to

System School

Purdue University

39,726 Students
$1.8B (FY10-11)
$60.8 M

3.4%
$1,530

558

71

SAP — Financial & HR
OnePurdue — SunGard Higher
Education's Banner package

Vice President for Information
Technology & CIO

William Gerry McCartney

Executive VP for Business,
Finance & Treasurer & Provost

Yes

Case Western Reserve

9,837 Students
$S900 M

$38M
4.2%
$2,643

116

85

PeopleSoft

Vice President for
Information Technology
& CIO

Lev Gonick

Provost and Executive
Vice President

No

University of Michigan

41,185 Students
$3.1B(FY 12)
$117.9 M

3.8%
$2,863

644

64

PeopleSoft
HR/Finance/Student

Associate Vice President,
Information and
Technology Services & CIO

Laura Patterson

EVP CFO & EVP Provost

Yes-has three campuses

University of Maine

11,501 Students
$220.9 M°

$3.4 M
1.5%

$296

40

288

PeopleSoft & SunGard

Executive Director

John Gregory

University of Maine
includes 7 institutions

> Number is for the Education and General Fund Budget FY 2011
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