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Executive Summary

The Technology University Planning Committee (UPC) was charged with updating the university
Technology Plan. In addition, it will be the charge of this committee to update this technology plan on a
yearly basis in order to continue looking about 1 to 5 years into the future.

The previous iteration of this plan was the first Technology Plan in over a decade, and laid foundation
principles for later goal maturation. This subsequent review builds on these principles, and evolves the
focus from more philosophy to actionable items. Items that will have been completed at review will be
in the executive summary for the Technology UPC, to be submitted to UPC. Updates and progress made
on other technology initiatives are incorporated throughout the document.

The continuing dominant theme from the beginning is to establish a new philosophy and practice of
making wise investments with the human and financial resources at our disposal. It was also paramount
that this plan encompass the entirety of university technology needs, including online and branch sites.
It is important to note that many items have been completed over the past four years even during a
difficult budget climate. Therefore we will be working towards making the best decisions possible to
provide the services and technologies that are needed to support students, faculty and staff while
maintaining technological currency within the industry.

Mission
The WNMU Technology Plan upholds a standard of maintaining excellence that supports access, privacy,
and security in the delivery of services to faculty, staff, students, and the community.

Vision

In support of Information Technology’s goal to serve all WNMU'’s customers and communities, the
university will achieve sustainable models for technology and fiscal commitment in response to
academic, research and student needs.

Acronyms

Information Technology IT
Service Level Agreements SLA
Information Technology Service Management ITSM
Information Technology Infrastructure Library ITIL

University Planning Committee UPC



The Technology Plan consists of five overreaching goals, with associated objectives:

Goals

Objectives

1. Build on ITIL Framework, and hone key
concepts of customer support and efficiency.

1.1 Improve on classification of work tickets.
1.2 Improve on classification of Project work,
and on in-house requests.

1.3 Implement and adhere to Change
Management procedure, routed through
ITSM.

2. Improve Communication, Knowledge
Transfer and Technical Expertise between
Information Technology and Employees.

2.1 Establish Canvas Course for all
employees.

2.2 Establish weekly visits from Service Desk
to each department.

2.3 Enhance offerings on Social Media, Office
365, Canvas and Email.

3  Improve ITSM Metrics of department
services & satisfaction.

3.1 Improve first response metric within IT’s
SLA to 90%.

3.2 Improve ticket/incident response closure
within IT’s SLA to 75%.

3.3 Improve number of feedback surveys to
50.

4  Maintain appropriate IT staffing to
support the WNMU Mission and goals of this
plan and set competitive salaries.

4.1 Maintain proper ratios of IT staff to
campus facilities and services.

4.2 Provide proper training to IT staff to
maintain a standard level of excellence in
support, implementation and design of
technology.

4.3 Set and maintain competitive salaries for
IT staff.

5 Reform Computer Lab & Classroom
Technology

5.1 Assess which applications are required
for which lab.

5.2 Create a centralized computer lab.

5.3 Remove unnecessary computer labs.

6 Technology Advances

6.1 Increase available university bandwidth.
6.2 Establish a Backup Generator for Server
Room and DMARC.

6.3 Establish Virtual Desktop Infrastructure
(VDI) for all employees and students.

6.4 Establish Domain Controller in the Cloud.
6.5 Banner 9 upgrade.

6.6 Establish Data Warehousing.




Goals, Objectives and Strategies

Goal 1: Build on ITIL Framework, and hone key concepts of customer support and efficiency.

Objective 1.1: Improve on classification of work tickets.

Strategies:
[ )

Prune down and refine the Service Catalog for no more than 10
items for the customer to choose from, with the 11 choice
being a generic Quick Help.

For those tickets received via Email, make certain they are
entered into the ITSM, and that the classification is correct.
Any item for Quick Help needs to be classified into some
support field.

Face to face tickets (also referred to as walk-ins) will be have
the customer’s Active Directory account associated with the
work.

Objective 1.2: Improve on classification of Project work, and on in-house requests.

Strategies:

Forms will be integrated with the ITSM, to allow customers to
enter in their specific Project requests.

Projects will be classified by expected time allowance,
additional resources and by specified need.

At the end of each year, the IT Projects group will meet to
discuss completed projects and assess where improvement can
be made.

Objective 1.3: Implement and adhere to Change Management procedure, routed through ITSM.

Strategies:

The ITSM will be configured for Change Management tracking.
Included in this will be workflow for Stakeholders to give
consent before work is done.

Each Change Management request with have the form for
reason, stakeholders, back out plan and assessment.

Change Management will be added to the review and report
presented to the UPC at the end of each year.

Goal 2: Improve Communication, Knowledge Transfer and Technical Expertise between Information

Technology and Employees.

Objective 2.1: Establish Canvas Course for all employees.

Strategies:



) Canvas shell will be created, in which all new employees must
complete within two weeks of their hire date on campus.

. The course will be made available for already existing
employees to partake, and complete their certification.

. Supervisors will be provided a listing yearly of those employees
who have completed their certification, and those who have
not.

Objective 2.2: Establish weekly visits from Service Desk to each department.
Strategies:

° IT will utilize two workstudy students, and send them to visit
each department on a weekly schedule.
. The two workstudy students will facilitate communication

bilaterally. The will get any outstanding issues not reported,
and distribute documentation, news and tidbits.

. The workstudy students will return with their face-to-face
experiences and appraise/update the Service Desk with any
outstanding our unknown issues.

Objective 2.3: Enhance offerings on Social Media, Office 365, Canvas and Email.
Strategies:

. IT will utilize Social Media platforms such as Twitter, Facebook
and our campus mobile platform to better communicate with
students.

. IT will leverage existing resources within the Office 365

application suite (Forms, Teams and Sharepoint) to distribute
documentation and also encourage feedback for assessment.
. IT will collaborate with the Marketing department to reform
campus email postings to Listservs. Policy, process and
procedure will be established for what content may be posted.

Goal 3: Improve ITSM Metrics of department services & satisfaction.

Objective 3.1: Improve first response metric within IT’s SLA to 90%.
Strategies:

. Utilize two workstudy students to handle incoming telephone
calls, and free up technicians to resolve case.

. Continue to correct and adjust the culture within IT to
accurately record when the first response takes place.

. Implement a “Last hour” check at the end of the working day, to

verify any open and outstanding tickets have had the customer
contacted within our SLA obligation.

Objective 3.2: Improve ticket/incident response closure within IT’s SLA to 75%.



Strategies:

. Utilize the aforementioned workstudy students to receive
incoming telephone requests, and focus technicians on the
incident response.

. Continue to build on the culture of accurately reflecting work
done in the ITSM, closing the incident upon completion and
maintaining discipline with the tool.

. Implement a check against those tickets about to fall outside of
IT’s SLA obligation.

Goal 4: Maintain appropriate IT staffing to support the WNMU Mission and goals of this plan and set
competitive salaries.

Objective 4.1: Maintain proper ratios of IT staff to campus facilities and services.
Strategies:

. Taking the assessment data from the Technology Plan, WNMU
will establish a 5 year timeline of addressing staffing FTE.

. Taking the assessment data from the Technology Plan, WNMU
will establish a 5 year timeline of addressing staffing salary.

. Taking ITSM data, pain points will be compared year by year

basis as adjustments take place. Results will be presented
yearly to UPC, with other ITSM reports.

Objective 4.2: Provide proper training to IT staff to maintain a standard level of excellence in
support, implementation and design of technology.
Strategies:

. The university will establish a training budget per technology
Full Time Equivalent (FTE) staff member.

. The initial goal will be based on comparative data from
EduCause.

. University will establish baseline of 1000 per FTE.

Objective 4.3: Set and maintain competitive salaries for IT staff.
Strategies:

) The initial established goals for salaries will be by based against
comparative Educause data.

. The university will establish a 5 year plan for incrementally
approaching salary goals by year.

. University will establish baseline goal of 80% of positional

competitor salary.

Goal 5: Reform Computer Lab & Classroom Technology

Objective 5.1: Assess which computer labs get the most traffic.
Strategies:



The university will collect and assess metrics for computer lab
utilization.

Each lab will be measured for classroom use, specific course
material and accessibility by the student population.

Labs will also be audited for their capacity for equipment
refreshment and staffing budget.

Objective 5.2: Create a centralized computer lab.

Strategies:

The university will designate a centralized location that will
serve as the technological meeting point for students.

This lab will have new equipment purchased, specifically
tailored to meet a scope of work.

The lab will also have robust wireless access, at a greater
density than any other place on campus.

Computers will be logged on with student accounts, not blanket
lab accounts.

Reference and tutorial service will establish a gestalt service
model, or also referred to as “one stop shopping”.

Objective 5.3: Remove unnecessary computer labs.

Strategies:
[ )

Those area of the university which require computer labs will
keep them.

The metric of “required” will be strictly assessed, as any lab that
can have its needs met with the centralized lab will be
dissolved.

Equipment removed from discontinued computer labs will be
assessed for future use, in congruence with Objective 3.1.

Goal 6: There will be a number of specific Technology Advances.

Objective 6.1: Increase available university bandwidth.

Objective 6.2: Establish a Backup Generator for Server Room and DMARC.

Objective 6.3: Establish Virtual Desktop Infrastructure (VDI) for all employees and students.
Objective 6.4: Establish Domain Controller in the Cloud.

Objective 6.5: Banner 9 upgrade.

Objective 6.6: Establish Data Warehousing.



Appendix A: Concept of ITIL, ITSM and Service Catalog

There is a bit of confusion of the concepts of ITILand ITSM. Many perceive them as a binary choice, either
go with on or the other. In reality, however, they are complimentary philosophies for technology services.
A good way to think of this is that ITIL is an art, whereas ITSM is a science.

ITIL (Information Technology Infrastructure Library) is a library of process standards outlined in 5 core
publications that guide the delivery and support of IT services:

e Service Strategy

e Service Design

e Service Transition

e Service Operation

e Continual Service Improvement

Benefits of ITIL
Itis likely that some—probably many—of the ITIL best practices would prove beneficial to our
organization. Organizations that adopt ITIL often find that they:

e Improve the alignment of IT to their business, providing services that better meet the needs
of their customers.

e Improve the quality of the IT services they deliver by understanding the required levels of
availability, security, capacity, and continuity, and then planning solutions that are able to
deliver these.

e Lower the cost of delivering IT by reducing wasted effort and focusing on getting things right
the first time.

An organization doesn’t have to adopt ITIL to manage its IT services effectively and efficiently, but it can
certainly help. Some organizations simply create their own set of processes for running IT, and this can
work. But it’s hard to develop something original that matches the years of experience that have gone
into the development of the ITIL best practice framework that has now been adopted by many thousands
of organizations.

ITSM is an acronym for Information Technology service management. It simply means how an
organization manages the information systems that deliver value to its customers. Even if an organization
has never heard the term ITSM, if it's running IT systems, then it is doing ITSM. ITSM could include
activities like planning and managing changes so they don’t cause disruption to the business, fixing things
when they go wrong, or managing a budget to ensure that recurring costs are paid. People who use the
term ITSM tend to think of IT as a means of delivering valuable services to their customers, rather than as
a way to manage technology—but even from a completely technical focus, work still needs to be
managed, and that’s what is referred to as ITSM.

Adopt and Adapt to Fit Your Needs

IT organizations that make use of ITIL decide for themselves which aspects to adopt. Many IT
organizations choose to adopt only the operational processes, such as incident management and
change management. On their own, these do provide some value, of course, but they are only a small
part of the whole ITIL framework. Institutions get the best value from ITIL by taking a lifecycle approach



to ITSM. This covers everything from overall IT strategy through the design, transition, and operation of
services; and it incorporates continual improvement into everything an organization does.

When an organization commits to adopt a best practice framework, a sound strategy is to understand
which approach will be a good fit for the organizational culture in question and to incorporate it a
management system in a sympathetic way. Many organizations have the experience that they tried ITIL
a few years ago, but it didn’t deliver any value. The usual culprit for this dissatisfaction is an attempt to
adopt a rigid set of processes, with no understanding of how they would fit within the culture of the
organization. As a result, people ignore and disregard the new processes—so budget invested in the
project ends up being wasted. The right way to use ITIL is summarized in the phrase “adopt and adapt.”
An organization applying sound strategy only adopts the parts that return value, and adapts the ideas to
fit its environment rather than slavishly following the guidance.

The scope and perspective of ITIL and ITSM is complimentary, however, as ITIL is micro focused internally
to IT whereas ITSM is macro focused externally to the business altogether. A proper case can be made
that an ITIL framework is a set of best practices for managing at IT infrastructure while an ITSM is
combining the use of that framework with human resources, process, technology and information
perspectives to deliver quality IT services that meet and are driven by business needs.

In Figure 1, the complimentary elements of ITIL and
ITSM are illustrated. The three major
components—Service Design, Service Transition
and Service Operation—flow into a cycle
encompassed by Continual Process of
improvement, with Service Strategy at its core. The
individual aspects of ITSM—such as Change
Management, Incident Management, Service
Catalogue Management or Configuration
Management system—support and align with the
overarching principles of ITIL.

The concept of a Service Catalog is paramount with
any successful ITSM solution. A service catalog (or
catalogue), is an organized and curated collection of
any and all business and Information Technology
related services that can be performed by, for, or
within an organization.

Service catalogs act as knowledge management Figure 1
tools for the employees and consultants of an enterprise, allowing them to route
their requests for and about services and services related topics to the subject matter experts who own,
are accountable for, and operate them. Each service within such service catalogs is usually very repeatable
and has controlled inputs, processes, and outputs. A service catalog is a means of centralizing all services
that are important to the stakeholders of the enterprises which implement and use it.




Technology Plan Review

The Designated Review Owner (“Document Owner”) is responsible for facilitating regular reviews of this
document. Contents of this document may be amended as required, provided mutual agreement is
obtained from the primary stakeholders and communicated to all affected parties. The Document Owner
will incorporate all subsequent revisions and obtain mutual agreements / approvals as required.
Designated Review Owner: Jason Collet, Director of Information Technology

Previous Review Date: 12/1/2015

Next Review Date: 8/1/2016



