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13. Develop a Cost Allocation Plan 

which identifies services, 

chargeback/cost allocation 

methodologies for each service and 

unit costs.

0.50

1.00

$50,000

$75,000

$0

$0

0.03

0.05

$0

$0

$0

$0

14. Consider adding a Student 

Technology Fee.

0.10

0.20

$0

$0

$0

$0

0.00

0.03

$0

$0

$0

$0

15. Design cost allocation 

administration processes.

0.25

0.75

$0

$0

$0

$0

0.25

0.75

$0

$0

$0

$0

16. Acquire cost allocation support 

tools.

0.10

0.20

$0

$0

$2,500

$10,000

0.10

0.20

$0

$0

$500

$1,500

Applications Initiatives

17. Complete ERP Project Phase I:  

Planning.

0.75

1.25

$25,000

$100,000

$0

$0

0.00

0.00

$0

$0

$0

$0

18. Complete ERP Project Phase II:  

Implementation.

8.00

12.00

$2,815,000

$4,960,000

$1,050,000

$1,322,062

3.00

6.00

$0

$0

$210,000

$400,000

19. Continue with Luminis 

implementation.

1.00

2.00

$30,000

$75,000

$0

$0

1.00

2.00

$0

$0

$4,500

$11,500

20. Consider enterprise portal 

solutions as part of ERP 

implementation.

0.50

1.00

Included in 

initiative 18

Included in 

initiative 18

Included in 

initiative 18

Included in 

initiative 18

0.50

1.00

$0

$0

Included in 

initiative 18

Included in 

initiative 18

21. Determine needs and 

requirements for management of 

knowledge and learning content.

1.00

2.00

$0

$0

$25,000

$100,000

0.50

1.00

$0

$0

$3,750

$15,000

22. Determine Course Management 

System and e-learning platform 

needs and requirements.

0.50

2.00

$0

$0

$0

$0

0.00

0.00

$0

$0

$0

$0

23. Conduct cost/benefit analysis of 

current Course Management 

Systems and e-learning platforms.

0.25

0.50

$0

$0

$0

$0

0.00

0.00

$0

$0

$0

$0

24. Identify high use applications.

0.10

0.25

$0

$0

$0

$0

0.00

0.00

$0

$0

$0

$0

25. Explore and enter into licensing 

agreements where appropriate.

0.10

0.25

$0

$0

TBD upon 

completion 

of initiative

TBD upon 

completion 

of initiative

0.10

0.25

$0

$0

TBD upon 

completion 

of initiative

TBD upon 

completion 

of initiative
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1 Executive Summary

1.1 Purpose of the IT Strategic Plan

Pepperdine University is one of the nation’s most prestigious Christian Universities and is consistently ranked among the top 50 Universities of its type in the country by US News and World Report.  The University serves approximately 8,000 full-time and part-time students on its Malibu campus and in locations across Southern California and around the world. The University has five colleges and schools with a full-time and part-time faculty of more than 600 professors and scholars and more than 1,100 full-time and part-time staff.

Pepperdine has invested significant resources in building an effective technology infrastructure and in implementing information systems to meet the diverse needs of students, faculty and staff.  As do most Universities, Pepperdine faces pressures related to operational cost-efficiency resulting from the economic downturn and shrinking funding sources.  The University looks toward a future characterized by more competition for high quality students, the need to leverage resources on a University-wide basis, and the need to meet the unique requirements of Schools and programs so they can deliver the high quality, high touch educational service for which the University is known.

As part of Pepperdine’s overall program to effectively meet new challenges, it has decided to develop an Information Technology Strategic Plan. Pepperdine University’s Information Technology Strategic Plan sets the direction for the University’s use of technology for the next three years to help ensure that the University is effectively leveraging information technology in facing these challenges, pursuing its vision for the future and achieving its business and academic goals.

1.1.1 Project Objectives

The overall objective of this project was to effectively identify, prioritize and establish goals, objectives and initiatives around the University’s information systems future needs and requirements. To achieve this objective, the following activities were undertaken through this project:

· Evaluate the University’s current technology environment

· Evaluate the University’s current IT governance structure and organizational structure to ensure that these best meet the University’s business and technology needs through the most appropriate service provision agreements and reporting relationships

· Prioritize application and infrastructure requirements based on University business and academic needs
· Develop an Information Technology Strategic Plan that will enhance the business and academic value of information technology, and help ensure the University’s ability to effectively use technology to support its business and academic needs

1.2 IT Goals, Objectives and Initiatives

The University’s Strategic Information Technology Goals were developed by a Project Team made up of representatives from all Schools, the Administrative Offices and the Information Technology Division.  To develop these goals, this representative group considered the most critical technology issues facing the University today.  These issues include:

· The ability to make good business decisions about investments in technology and fund IT projects over time

· Building, organizing and maintaining a skilled IT organization that is able to provide high quality support services that meet the needs of faculty, staff and students

· Evaluating and selecting applications that will enable effective business processes and service delivery across the University

· Ensuring that the technology infrastructure is sound, secure, up-to-date, and provides a foundation for new collaboration methods, teaching techniques and business process improvement 

Using analysis and industry trends provided by Gartner, the Project Team worked together to develop the University’s Strategic Information Technology Goals.  They are as follows: 
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Strategic Information Technology Goals

· IT Governance: Enhance the University’s IT vision, strategy and policy, and the timelines of decision-making processes for IT, in consideration of enterprise-wide needs and opportunities.
· IT Organization: Improve the timeliness and quality of IT services and provide adequate funding mechanisms for those services.
· Applications: Improve the University’s ability to access and use data to make informed decisions and provide high quality service and high touch educational experiences.
· Infrastructure: Build ubiquitous, high bandwidth capability for all users, accessible any time, any place in a secure, efficient manner.
The Objectives and Initiatives needed to achieve each Goal are summarized below.  The Objectives are a further clarification of the Goal, specifying what the University wants to achieve in relation to that Goal.  The Initiatives are projects that will be implemented to achieve the Objectives and Goals.  As this is intended to be a comprehensive IT Strategy, many of these initiatives are already underway and some initiatives are new.  New initiatives are marked with an “*”.  These new initiatives represent slightly less than half of all the initiatives in the IT Strategic Plan.

Table 1. Information Technology Objectives and Initiatives

Objectives
Initiatives 

IT Governance


· Ensure that University-wide project recommendations, planning and prioritization incorporates individual School/Division needs. 

· Capitalize on opportunities for synergies across Schools/Divisions.

· Consistently apply and enforce IT standards across the University.

· Ensure a fair and equitable budgeting process.
1. Implement the IT Governance Council.*

2. Redesign key IT governance processes.*



· Guide safe and appropriate use of IT through a comprehensive set of IT Use, Security and Privacy Policies.
3. Develop/revise and communicate IT Use Policies.

IT Organization


· Clearly define and articulate the responsibilities of IT Division staff and School/Division IT staff members.


4. Define and articulate the nature of decentralized staff.*

5. Agree upon and define roles/responsibilities of all IT staff.*

6. Define and articulate the roles/responsibilities of the user population.*

7. Conduct staffing study to determine appropriate number of centralized and decentralized staff.*

· Ensure adequate IT staffing to support University needs now and in the future.
8. Conduct skills inventory for IT staff members to identify training requirements.*

· Ensure IT staff members have the knowledge, skills and tools to provide adequate end user support.
9. Provide needed training for IT staff members in high priority skill areas and to support new roles and responsibilities.

10. Explore the use of remote troubleshooting tools to assist in providing end user support.

· Clarify IT service level expectations.
11. Ensure consistency in Service Level Agreements (SLAs) between the IT Division and customers.

· Define and articulate Student IT Support Policy.
12. Determine Student IT Support policy and communicate to stakeholders.

· Establish an IT cost allocation mechanism.
13. Develop a Cost Allocation Plan which identifies services, chargeback/cost allocation methodologies for each service and unit costs. *

14. Consider adding a Student Technology Fee.*

15. Design cost allocation administration processes.

16. Acquire cost allocation support tools.*

Applications


· Implement an ERP system that provides access to integrated data across multiple modules, including Human Resources, Finance, Student Information, and other key areas.
17. Complete ERP Project Phase I: Planning. 

18. Complete ERP Project Phase II: Implementation. 

· Examine opportunities for improving portal performance and moving to an enterprise portal.
19. Continue with Luminis implementation.

20. Consider enterprise portal solutions as part of ERP implementation.

· Develop knowledge management principles and approach.

· Consider establishing a single enterprise-wide Course Management System.
21. Determine needs and requirements for management of knowledge and learning content.*

22. Determine Course Management System and e-learning platform needs and requirements.*

23. Conduct cost/benefit analysis of current Course Management Systems and e-learning platforms.*

· Expand student access to applications through campus licensing agreements.
24. Identify high use applications.*

25. Explore and enter into licensing agreements where appropriate.*

Infrastructure


· Anticipate needs for increased bandwidth to meet growing demand.
26. Monitor and report on bandwidth and quality of service issues in the LAN and WAN.

27. Manage network bottlenecks and enhance security and disaster recovery capabilities.
28. Plan for next generation converged WAN.

· Develop a technology Lifecycle Management Plan and associated processes.


29. Develop and communicate procurement standards for hardware in conjunction with both administrative and academic program requirements.

30. Implement physical hardware management processes.

31. Implement processes to monitor and update physical location and hardware/software configurations of the installed base.

32. Develop technology retirement strategy based on type of technology and user type.

33. Develop a technology replacement fund to support retirement strategy.

34. Outsource hardware disposal.*

· Continue to utilize WLAN technologies and make available to the user community.
35. Upgrade to 802.11g in 2-3 years as next generation WLAN.

· Build adequate cable infrastructure to meet long term needs.
36. Cable inside buildings as necessary to meet access and reliability needs.

· Ensure adequate security for University systems and data.
37. Develop and adopt a University-wide Business Continuity Plan.*

38. Build relationships with security organizations and specialists.*

39. Redesign management decision-making and incident response processes.*

40. Determine viable technology and support solution to manage access for remote users. 

41. Develop and communicate security policies.

42. Develop and communicate technology-related employee close-out procedures.

43. Develop and implement security approaches to reduce theft of classroom technology.
44. Undertake planned network security improvement initiative.

· Ensure that the majority of classrooms are equipped with modest, broadly useful technology.
45. Determine standard set of basic classroom technology.*

46. Implement classroom technology upgrades.*

· Ensure student access to PCs through a variety of approaches.
47. Continue to plan for and support student access to shared computing in existing and new facilities. 

48. Track student network use to help create informal student work spaces.

· Manage e-mail to optimize storage capacity while meeting users’ needs.

· Ensure consistent e-mail communication with students by standardizing on university e-mail account.
49. Ensure all users are configured, at a minimum, with the University standard 10mb/5mb e-mail message size limits.

50. Determine appropriate exceptions to standard e-mail message size limits and apply exceptions to appropriate users.

51. Provide users the choice of dual message stores or a single message store for voicemail messages.*

52. Develop and communicate policy regarding student accountability for the content of messages sent through the university e-mail address.*

1.3 Implementation Plan
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The schedule for implementing the initiatives, and achieving the goals and objectives contained in the IT Strategic Plan, is depicted below.  The overall implementation timeframe begins in Quarter 2 of 2003 and continues through Quarter 1 of 2006.
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Implementation Cost Estimates

Estimated one-time and recurring costs for implementing the initiatives contained in the IT Strategic Plan were developed by the IT Directors based on their experience with similar implementation projects.  These costs represent the expected additional capital outlay required to undertake the initiatives as described and do not reflect the time of existing IT staff members.  The costs identified here are not currently budgeted.  These costs are based on the assumption that Pepperdine will not add IT staff members to undertake these initiatives.  The assumption is that Pepperdine will use existing IT staff as much as possible, and will supplement those resources through contract staff where needed to complete the initiative within the planned timeframe.  This will allow the University to quickly scale staffing levels up and down depending on need.  While the costs provided here are estimates, the true anticipated costs of each initiative can only be determined through the development of a business case for each initiative.  Total costs presented here do not include costs for some key initiatives for which costs cannot be estimated at this time.  These initiatives include:

· 9. Provide needed training for IT staff members.  Costs for this initiative will be determined through the skills inventory to be conducted in Initiative #8.

· 25. Explore and enter into licensing agreements where appropriate.  Costs for these agreements will be determined once the high-use applications are identified in Initiative #24.

· 36. Cable inside buildings as necessary to meet access and reliability needs.  As this is an ongoing effort, estimated costs should be determined and budgeted on an annual basis.

· 46. Implement classroom technology upgrades.  Costs for the needed upgrades will be determined as part of Initiative #45.
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The table below provides a summary of estimated implementation costs for those initiatives that can be estimated at this time.  Because the costs for ERP implementation make up such a large portion of the anticipated expenditures, ERP is called out separately from all other estimated costs.

More information on cost estimates is provided in Section 7. High-Level Cost Estimates.

1.5 Benefits

By implementing the initiatives contained in this IT Strategic Plan, the University will achieve its IT goals and objectives and will reap the following benefits:

· The University will have an overall, enterprise-wide information technology strategy and direction, which will allow the University to effectively use technology to achieve its vision for the future and its business and academic goals.

· The University will make better use of its IT dollars by ensuring that the resources expended on information technology are done so within the context of the University’s overall business and technology strategy, thereby enhancing the business and academic value of IT.

· Schools and Divisions will play an important role in IT decision-making through the new IT Governance structure, which will help ensure collaboration across the University on enterprise-wide issues and instill a business and academic focus into the IT decision-making process.

· By clarifying roles and responsibilities, and ensuring appropriate training and IT staffing levels, the University will create an IT organization which can effectively meet user needs through both a centralized and decentralized approach.

· The University will be better able to budget for and fund implementation and ongoing support of new systems through the introduction of an IT Project Business Case prior to implementation and through the use of new cost recovery approaches to fund ongoing support.

· Communication between the IT organization and end users regarding service expectations and performance results will be greatly improved through the use of service level agreements, which will allow the IT organization to better meet user expectations.

· Through the implementation of a new ERP system, the University will not only achieve significant improvements in key business functions using the system, but will also consider opportunities for an enterprise-wide portal integrated with ERP that will serve all members of the University’s diverse communities.

· A focused, enterprise-wide effort to fully understand the University’s varied needs in the area of knowledge management, will result in identifying and implementing the optimum set of knowledge management, course management and e-learning systems to cost-effectively meet those needs.

· The security, availability and effectiveness of the University’s information technology infrastructure will be improved through comprehensive network management, asset management, security approaches and business continuity efforts.

· In the classroom, faculty and students will have available to them a standard set of proven and secured classroom technologies to facilitate teaching and learning.

· University students, faculty and staff will benefit from updated technology resulting from a planned, funded and consistently implemented technology refresh approach.

* * * * *

2 Strategic Planning Process

2.1 Purpose of the IT Strategic Plan

Pepperdine University is one of the nation’s most prestigious Christian Universities and is consistently ranked among the top 50 Universities of its type by US News and World Report.  The University serves approximately 8,000 full-time and part-time students on its Malibu campus and in locations across Southern California and around the world. The University has five colleges and schools with a full-time and part-time faculty of more than 600 professors and scholars and more than 1,100 full-time and part-time staff. Pepperdine offers bachelor, master and doctoral studies in a wide range of disciplines. 

Located on the University’s Malibu Campus is Seaver College, the School of Law, the School of Public Policy, and the University’s principal administrative offices, student and faculty housing, arts, and athletic facilities.

The Graziadio School of Business and Management and the Graduate School of Education and Psychology are headquartered at Pepperdine’s West Los Angeles facility.  Both schools offer programs for employed professionals at five education centers located in Culver City, Long Beach, Westlake Village, Encino, Irvine and Pasadena.

Currently fifty acres at the Malibu campus called the Drescher Graduate Campus are under construction to become the permanent home of the School of Public Policy.  The Drescher Graduate Campus will also house programs of The Graziadio School and the Graduate School of Education and Psychology, and include an executive conference center, academic support facilities, faculty/staff housing and parking areas. 

Pepperdine has invested significant resources in building an effective technology infrastructure and in implementing information systems to meet the diverse needs of students, faculty and staff.  As do most Universities, Pepperdine faces pressures related to operational cost-efficiency resulting from the economic downturn and shrinking funding sources.  The University looks toward a future characterized by more competition for high quality students, the need to leverage resources on a University-wide basis, and the need to meet the unique requirements of Schools and programs so they can deliver the high quality, high touch educational service for which the University is known.

While the University continues to address these issues in other areas, it has decided to develop an Information Technology Strategic Plan. Pepperdine University’s Information Technology Strategic Plan sets the direction for the University’s use of technology for the next three years to help ensure that the University is effectively leveraging information technology in facing these challenges, pursuing its vision for the future and achieving its business and academic goals.

2.1.1 Project Objectives

The overall objective of this project was to effectively identify, prioritize and establish goals, objectives and initiatives around the University’s information systems future needs and requirements. To achieve this objective, the following activities were undertaken through this project:

· Evaluate the University’s current technology environment

· Evaluate the University’s current IT governance structure and organizational structure to ensure that these best meet the University’s business and technology needs through the most appropriate service provision agreements and reporting relationships

· Prioritize application and infrastructure requirements based on University business and academic needs
· Develop an Information Technology Strategic Plan that will enhance the business and academic value of information technology and help ensure the University’s ability to effectively use technology to support its business and academic needs.
2.2 IT Strategic Planning Methodology

The University’s IT Strategic Plan was developed through a participative process that included extensive input from University executives, end users from all Schools and Divisions, and IT staff.   At the beginning of the project in November 2002, focus groups were conducted with each School and with the Administrative Offices to gather input from the academic and business perspective.  Some School representatives requested input from students on key technology issues and requirements, and provided that input into the strategic planning process.  A focus group was also conducted with the Information Technology Division to gather input from a more technical perspective.  Early in the project, the University Project Team, described below, also provided input on the most critical issues facing the University.  Over 70 people participated in the effort to understand the University’s current technology environment and future needs.  

The Plan was developed by a 16-member Project Team made up of representatives from all Schools, the Administrative Offices and the Information Technology Division.  The goals, objectives and initiatives were developed by the Project Team through a series of facilitated workshops. This approach helped to build a strong base of support for the plan.  The figure below depicts the approach used in developing the plan. 

Figure 1. [image: image8.wmf]             One-Time Costs

                Recurring Costs (Annually)

Initiative

Low

High

Low

High

Low

High

Low

High

Low

High

Low

High

IT Governance Initiatives

1. Implement the IT Governance 

Council.

0.25

0.50

$0

$0

$0

$0

0.10

0.20

$0

$0

$0

$0

2. Redesign key IT governance 

processes.

0.25

0.50

$0

$0

$0

$0

0.03

0.05

$0

$0

$0

$0

3. Develop/revise and communicate 

IT Use Policies.

1.00

3.00

$0

$0

$0

$0

0.10

0.25

$0

$0

$0

$0

IT Organization Initiatives

4. Define and articulate the nature of 

decentralized staff.

0.25

0.50

$0

$0

$0

$0

0.03

0.05

$0

$0

$0

$0

5. Agree upon and define 

roles/responsibilities of all IT staff.

0.25

0.50

$0

$0

$0

$0

0.03

0.05

$0

$0

$0

$0

6. Define and articulate the 

roles/responsibilities of the user 

population.

0.25

0.50

$0

$0

$0

$0

0.03

0.05

$0

$0

$0

$0

7. Conduct staffing study to 

determine appropriate number of 

centralized and decentralized staff.

0.00

0.00

$50,000

$100,000

$0

$0

0.00

0.00

$0

$0

$0

$0

8. Conduct skills inventory for IT 

staff members to identify training 

requirements.

0.25

0.50

$30,000

$40,000

$0

$0

0.00

0.00

$0

$0

$0

$0

9. Provide needed training for IT 

staff members in high priority skill 

areas and to support new roles and 

responsibilities.

Costs for Initiative #9 to be determined upon completion of Initiative #8.

10. Explore the use of remote 

troubleshooting tools to assist in 

providing end user support.

0.50

1.00

$0

$0

$0

$0

0.00

0.00

$0

$0

$0

$0

11. Ensure consistency in Service 

Level Agreements (SLAs) between 

the IT Division and customers.

0.50

1.00

$0

$0

$0

$0

0.03

0.05

$0

$0

$0

$0

12. Determine Student IT Support 

policy and communicate to 

stakeholders.

0.10

0.20

$0

$0

$0

$0

0.03

0.05

$0

$0

$0

$0

Existing IT Staff 

(in FTEs)

Vendor/Contractor 
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IT Strategic Planning Project Approach

3 University Business Goals, Strategies and Drivers

This section includes the University’s Business Mission, Vision and key goals, as well as its business drivers.  Taken together, these create the business and academic context for IT strategic planning.  A solid understanding of this business and academic context is critical as the purpose of the IT Strategic Plan is to help the University achieve its institutional strategy.

3.1 University Mission, Vision and Goals

The University’s business direction creates the context for Information Technology Strategic Planning.  The business direction is articulated through the following:

· Mission Statement

· A mission statement is a brief, comprehensive statement of the purpose of the organization.  It describes what we do, for whom we do it and why we do it.  It should make sense to the average person, and it should survive changes in administration.

· Vision Statement

· A vision statement is a vivid, compelling image of a desired future.  It describes what we want to be.  It is memorable and idealistic, and inspires and challenges everyone in the organization to achieve that future.

· Goals

· A goal is a desired end result.  It addresses the organization’s key strategic issues and identifies what the organization wants to achieve.  It supports the mission and vision, and provides a framework for more detailed, tactical planning.

3.1.1 Mission Statement

Pepperdine University’s mission statement is as follows:

“Pepperdine is a Christian university committed to the highest standards of academic excellence and Christian values, where students are strengthened for lives of purpose, service, and leadership.”

Approved by Board of Regents, March 29, 1999

1.1.1 Vision Statement 

A comprehensive Vision is articulated in “Envisioning a Bold Future” written by President Andrew K. Benton. Key elements of the Bold Future include:

· Commitment to Academic Excellence:  Ensuring a position of leadership in higher education, achieving academic distinction

· Commitment to Christian Values:  Relationship with Churches of Christ, balancing value of “roots” with entrepreneurial spirit

· Resources:  Endowment management, tuition/financial aid, growth in physical plant

· Diversity: Diverse points of view, clear reflection of communities served

· Community:  International/national affiliations and strategic alliances, citizenship and service, comprehensive response to student expectations, rich student life, alumni outreach

· Scholarship:  Intellectual rigor and practical relevance, home to accomplished scholars, learning environment supported by technology

3.1.2 Goals

The University has developed a set of Strategic Business Goals based on the “Envisioning a Bold Future” document.  The table below identifies the goals set by the University for each element of the Vision. 

Table 2. Pepperdine University Strategic Business Goals

Vision Element
Goal

Commitment to Academic Excellence


I. Assume position of leadership in higher education
a. Rank top 50 in U.S. News and World Report 

b. School and departments maintain national and international affiliations to achieve international identity 
c. Schools sponsor a national caliber seminar, conference, or event annually

d. Schools sponsor an active visiting scholars program

e. The University publicizes its programs, faculty, outreach programs, and events for visibility and to give encouragement

f. Marshall, Rhodes, and Fulbright scholarships pursued

g. Phi Beta Kappa for Seaver College pursued

h. Order of the Coif for the SOL pursued

II. Achieve academic distinction in all programs
a. Five-year reviews of all academic programs, using both internal and external reviews, result in strengthening, changing, and even consolidating programs and schools

b. Schools have benchmark programs

c. Washington D.C. program to be developed to include opportunities for students in all of the schools

d. Asia program to be added to Seaver International Programs 

e. All University libraries will be evaluated and subjected to strategic planning and additional funding, with particular attention being paid to Payson Library and the School of Law library.  New techniques and technologies will be employed to meet or exceed the standards of cohort institutions.  A plan for strategic use of expanded space will be developed beginning immediately.  An improved core collection will be developed, with attention to the special requirements of education center students and faculty. 

f. Annual performance evaluations, and rank and tenure reviews measure commitment to excellence 

g. The liberal arts are valued 

h. The professional and graduate programs are characteristically intellectually rigorous as well as practically relevant 

Commitment to Christian Values


III. Maintain values, immutable principles, and faith as Christian University
a. Schools recruit students who express an active and sincere Christian faith 

b. Annual performance evaluations, and rank and tenure reviews measure commitment to Christian values

c. Center for Faith and Learning supports student development of vocation through chosen careers

IV. Maintain fidelity to Churches of Christ heritage
a. Schools maintain percentage of teaching faculty that claim active involvement in the Churches of Christ
b. Schools maintain percentage of students that claim active involvement in the Churches of Christ

c. The University leadership evinces a firm intent to hold to the founding traditions and principles of the University

d. The Board of Regents evinces a firm intent to hold to the founding traditions and principles of the University

e. Provide leadership and training as service to Churches of Christ

f. Institute for Dispute Resolution and Center for the Family provide service to the Churches of Christ

Resources


V. Develop Campaign Plan
a. Grow endowment to $1 billion by 2012, with resources to announce next campaign by 2004

VI. Develop Malibu Land Use Plan
a. 
Complete the following Malibu facilities by 2012:

· Drescher Graduate Campus

· Student Recreation Center

· Athletic Facility Refurbishment/Construction

· Payson Library expansion and renovation

· Student Housing reconfiguration and refurbishment

· Church facility with large auditorium

· Health and Counseling Center

· Additional Parking on Malibu Campus

· Alumni/Faculty House
b. Develop master plan and timeline for facility improvements and refurbishments

VII. Develop Educational Centers Plan
a. Evaluate new sites, including San Gabriel/Pasadena, Silicon valley, and San Diego

b. Develop combination of online and face to face instruction

Diversity


VIII. Increase representation of underrepresented ethnic minority students
a. Recruit and retain underrepresented ethnic minority students

b. Recruit and retain underrepresented ethnic minority faculty members

c. Increase diversity of the University leadership

d. Increase diversity of the Board of Regents

e. Appoint Diversity Council

f. Periodically assess satisfaction of underrepresented ethnic minority students and faculty

Community


IX. Community members contribute to the shared mission of strengthening lives for purpose, service, and leadership
a. Academic program reviews assess the effectiveness of curriculum to strengthen lives for purpose, service, and leadership

b. Co-curricular program reviews assess the effectiveness of student co-curricular activities to strengthen lives for purpose, service and leadership

c. Academic and Co-curricular program reviews include information on the changing characteristics of students

d. Student life for all programs aims to be lively, intellectually stimulating, inclusive, diverse in content and experience, and meaningful

e. Seaver College campus and residential life will be strengthened

f. Faculty members develop mentor/friend relationships with students outside the classroom

X. Schools experience an increasing sense of connectedness, working together toward common University goals
a. Schools develop joint degrees 

b. School develop shared outreach, service programs  

c. Schools offering programs in same discipline area (accounting, business, education, psychology) require coordination of efforts

d. Career/placement services coordinate efforts across schools

XI. The University leads in the development of civic and social capital for this country and the world
a. Inner-city service point to be established in Los Angeles



XII. Community members are held to high expectations of work, citizenship, and service
a. All employees receive written performance evaluations annually

b. Student learning assessed at the level of the course

c. Program effectiveness assessed on five year cycle 

XIII. University athletic programs add value to the student experience and are conducted in a manner to bring credit to the whole of the University community
a. University athletic programs add value to the student experience and are conducted in a manner to bring credit to the whole of the University community

XIV. The University develops its alumni to be friends and supporters
a. The University develops its alumni to be friends and supporters

Scholarship


XV. Scholarship, in all its forms, including the scholarship of discovery, integration, application, and teaching is encouraged and rewarded
a. Annual performance evaluations, and rank and tenure reviews evaluate and reward all forms of scholarship



XVI. Faculty demonstrate the link between their scholarship and teaching
a. Faculty/student research projects encouraged

b. Annual performance evaluations, and rank and tenure reviews evaluate link between scholarship and teaching

3.1.3 Values

Pepperdine University’s values are a key element of its institutional direction.  These values are used throughout the organization to assist staff and faculty in making decisions.  Pepperdine University’s values are listed below:

· A unique balance between the claims of the academy and the call to Christian discipleship

· The primacy of teaching and the importance of research

· A focus on ethics

· An international perspective on learning

· Service to the global community

· A focus on students and their whole development

· An environment that values the dignity of the individual, meeting the needs of diverse students, faculty, and staff in an ever-changing world

3.2 University Business Drivers

Business drivers are constraints or enablers that influence an organization and its mission, services and actions.  The Executive Team identified the following key business drivers for the University:

· Sobriety about the Future: While the University Executives have confidence in the future, they believe the University should go forward in a conservative, sure-footed approach.  The marketplace and economy make this necessary.

· A University with Five Schools: The nature of the University includes tension between the University as a “holding company” with each of the five Schools acting as a Division of the company.  While each School has its role, the University as a whole has its role as well.  Each school had a value proposition that is centered on the educational product.  There is increased interest in putting the “Uni” back into University through common, shared platforms.  Technology must help the University successfully delivery the educational product.

· Entrepreneurial Spirit: The University has been built on an entrepreneurial spirit.  It is considered a value, an attitude and a philosophy that characterizes the University.  This must go hand in hand with moving forward with sobriety about the future.

· Connectivity:  The Pepperdine family includes many different elements and is, essentially, an international corporation with four international locations.  There is recognition of the need to think seriously about connectivity between locations, and using shared platforms wherever possible to support this.

· Brand Quality: The University carefully guards the image of quality.  The clear message of the University’s brand must be part of communication vehicles that have a common look and feel.

· High Cost of the University’s Educational Product: Due to the nature of the “high-touch” approach to the educational product, Pepperdine University is already at the high end of product cost.  There is little room left for increases in tuition, and the University cannot easily increase the student population to increase revenues to cover operating costs.  As a result, the University is looking to technology to help ensure that operations and provision of the product is as efficient as possible.

· Stable Staffing: University staff and faculty remain within the Pepperdine family for long periods of time.  Faculty and staff are very qualified and Pepperdine is considered a good place to work.  This stable workforce is one of the University’s strengths.

4 IT Mission and Vision

This section articulates the Mission of the Information Technology Division and the University’s collective Vision for the Use of Information Technology.

4.1.1 IT Mission  

The mission of the Information Technology Division is as follows:

“The mission of the Information Technology Division is to provide the best possible leadership and support to academic and administrative units of Pepperdine University to ensure the advancement of technology through coordinated efforts with the Pepperdine University community.”

The mission statement clearly describes what the IT Division does, for whom those services are provided, and the benefits the University gains from those services. 

4.1.2 Vision for the Use of Information Technology  

The University’s vision for the use of information technology is as follows:   

Pepperdine University will use information technology to support the achievement of the University’s Bold Vision for the Future, including its Commitment to Academic Excellence and Christian Values, and its efforts to build Resources, Diversity, Community and Scholarship.

Information Technology Issues and Strategy

The University’s current technology environment was documented in the Current Technology Environment Report (available through the Information Technology Division).  Gartner used that documentation, along with input from users within Schools and Divisions, to identify the University’s most critical technology issues. These issues include:

· The ability to make good business decisions about investments in technology, demonstrate the business and academic value of IT, and fund IT projects over time

· Building, organizing and maintaining a skilled IT organization that is able to provide high quality support services that meet the needs of faculty, staff and students

· Evaluating and selecting the right applications that will enable effective business processes and service delivery across the University

· Ensuring that the technology infrastructure is sound, secure, up-to-date, and provides a foundation for new collaboration methods, teaching techniques and business process improvement

Because these issues were identified in late 2002, specific aspects of the issues will have changed over time.  These issues are, however, still critical to the University and form the foundation for the goals included in this Plan.  The issues, as described here, are based on the perceptions of IT users and IT providers within the University gathered through discussions with Gartner in a focus group setting.  While these perceptions may or may not reflect reality, they represent a sampling of the IT customer perspective and must be considered in developing an IT strategy for the University.

After identifying the issues in each key technology area, a Gap Analysis was conducted in which Pepperdine’s current environment was compared against industry trends.  The Gap Analysis is provided in Appendix C. Gap Analysis.  The Gap Analysis was presented to a Project Team made up of representatives from all Schools, the Administrative Offices and the Information Technology Division.  Gartner facilitated a series of workshops with the Project Team to develop the University’s IT strategy.  The IT strategy consists of Key Strategic Information Technology Goals, Objectives and Initiatives.  

This section describes the critical technology issues currently facing Pepperdine University in the key technology areas of IT Organization, IT Governance, Applications and Infrastructure.  This section also articulates the University’s strategy related to each of those key areas.  

The strategy for each key technology area (e.g., IT Governance, IT Organization, Applications and Infrastructure) includes the following elements:

· Goal

· A goal is a desired end result

· Addresses the organization’s key strategic issues and identifies what the organization wants to achieve

· Supports the IT mission and vision

· Provides a framework for more detailed, tactical planning

· Typically there are only a handful of Key Strategic IT Goals

· Objectives

· Objectives are specific, measurable targets for accomplishing goals

· Specific accomplishments and results 

· Focus on a result to be achieved by a stated time

· Form the foundation for strategies and actions

· Initiatives

· Initiatives are specific projects that will be undertaken to achieve the objectives

· Initiatives form the basis for the Implementation Plan
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The University’s Strategic Information Technology Goals are summarized below.
Strategic Information Technology Goals

· IT Governance: Enhance the University’s IT vision, strategy and policy, and the timelines of decision-making processes for IT, in consideration of enterprise-wide needs and opportunities.
· IT Organization: Improve the timeliness and quality of IT services and provide adequate funding mechanisms for those services.
· Applications: Improve the University’s ability to access and use data to make informed decisions and provide high quality service and high touch educational experiences.
· Infrastructure: Build ubiquitous, high bandwidth capability for all users, accessible any time, any place in a secure, efficient manner.
The Strategic IT Goals are intended to support achievement of the University’s Bold Vision for the Future.  While the impact of sound technology is far-reaching, some specific ways in which the IT Goals support the University’s Vision are described below.  These are not intended to be all-inclusive, but represent the key connections between technology and the University’s future.

· Commitment to Academic Excellence: Technology supports all aspects of the high quality, high touch educational service, from registration, course management, and student information to portals and classroom technology.  Each of the Strategic IT Goals directly supports this element of the University’s vision.

· Commitment to Christian Values: Technology at Pepperdine is undertaken within the context of the University’s Christian values.  The IT Governance goal is most relevant to this element of the University’s vision, as it is through IT Governance that the University will make decisions about the appropriate uses for technology, ensuring that those uses are consistent with Christian values.

· Resources:  Technology is a way to support the growth and maintenance of the University’s financial and physical resources.  Key applications such as Enterprise Resource Systems directly support this element of the vision.  In addition, the technology infrastructure is an essential part of the University’s overall resource base, allowing it to provide world class educational services.

· Diversity:  Technology directly supports the exchange of diverse points of view and the recruitment of a diverse student body, faculty and staff through key applications and the infrastructure that supports those applications.  The University’s portals are critical to supporting this element of the vision.

· Community:  Technology that spans not only various campuses, but also different countries is a way to encourage a strong sense of community among the University’s stakeholders.  The IT Organization, Applications and Infrastructure combine to make this possible.

· Scholarship:  Using technology in research and creating an effective learning environment directly supports the University’s vision in this area.  Each of the IT Goals directly supports this vision element, including IT Governance, Organization, Applications and Infrastructure.

The issues, goals, objectives and initiatives for each key technology area are discussed in more detail below. 

IT Governance

4.1.3 Issues as Identified by User Representatives and the IT Division

4.1.3.1 IT Project Decision-making, Planning and Prioritization

Currently, decision-making about IT projects is decentralized.  Each School and department decides which projects they want to undertake, then they go through the budget process to request approval for related funding.  This approach may lead to duplication of effort because the University is not able to leverage projects on an enterprise-wide basis.  There is also a perception that IT decision-making is “Seaver-centric” and/or “Malibu-centric.”  This means that some users believe that many decisions are made to meet the needs of Seaver College and other Malibu-based Schools and program, without equal consideration for the needs of off-campus programs or non-Seaver Schools/programs.

Users believe they often have little input into IT projects, while the IT Division believes that it does not have adequate input into projects undertaken by the Schools and Departments.  Users have expressed the need for a council that represents faculty, staff and students and that will provide input into IT issues.  This group would have two main functions.  First, this group would provide input at a strategic level, helping to determine which IT projects the University should undertake.  At a more tactical level, a group of representatives from Schools and Departments should interact with IT Department staff to work out more specific issues and collaborate on solutions.

4.1.3.2 IT Budgeting

It is difficult to accurately determine how much is spent on IT each year within the University.  While there are budget categories for IT expenditures, these may not always be used consistently across the Schools.  In addition, IT projects are not always funded for the life of the project.  When IT projects are budgeted for only the first year, the University may not have the appropriate budget to complete the project or support the new system in subsequent years. In some cases, Schools/Departments have undertaken IT projects to implement systems that will be beneficial University-wide, but the School/Department is fully responsible for funding the project.  There is currently no formal process for sharing funding responsibility across the units who will benefit from the project.

4.1.3.3 Standards 

The Information Technology Division has established a variety of technology standards to help create a uniform architecture across the University.  These include both hardware and software standards (e.g., Dell PCs, MS Office).  These standards may not be consistently used and applied across the University.  This has resulted in a wide variety of hardware and software in use in the Schools and Departments.  This level of complexity in the technology environment results in higher total cost of ownership for the University than would be experienced with a less complex environment. 

4.1.3.4 IT Policies

A comprehensive IT Use Policy should include, but not be limited to, use of the following elements of the technology environment:

· PCs and Peripherals

· Software

· e-mail

· Internet and Network Usage

· Telephone/Cell Phones

· Pagers

· PDA devices

· Electronic Document Management

While Pepperdine’s IT Use Policy effectively addresses appropriate/inappropriate uses of the “University computing and network resources,” the policy does not define the specific elements within that group of “resources.”  Greater detail on the elements covered by the policy would result in an effective and comprehensive IT Use Policy for the University. 

4.1.3.5 Security Policies

Pepperdine’s Security Policy adequately describes the current security environment.  If security efforts are increased, the policy would need updating.  While there is a Disaster Recovery Report, the University currently has no Disaster Recovery policy or approved plan.

4.1.3.6 Privacy Policies

Pepperdine’s current Privacy Policy is adequate.
4.1.3.7 Governance of IT Architecture 

The IT Division is responsible for establishing the University’s IT architecture through it’s role in developing and maintaining the infrastructure.  Since architecture is maintained through enforcing hardware and software standards, the IT Division’s ability to maintain a planned architecture is only as good as its ability to enforce hardware/software standards.

4.1.4 Strategy

Goal for IT Governance: Enhance the University’s IT vision, strategy and policy, and the timelines of decision-making processes for IT, in consideration of enterprise-wide needs and opportunities.

Table 3. IT Governance Objectives and Initiatives

Objectives – IT Governance
Initiatives – IT Governance

· Ensure that University-wide project recommendations, planning and prioritization incorporates individual School/Division needs. 

· Capitalize on opportunities for synergies across Schools/Divisions. 

· Consistently apply and enforce IT standards across the University.

· Ensure a fair and equitable budgeting process.
1. Implement the IT Governance Council.*

2. Redesign key IT governance processes.*



· Guide safe and appropriate use of IT through a comprehensive set of IT Use, Security and Privacy Policies.
3. Develop/revise and communicate IT Use Policies.

*Indicates new initiative.

4.2 IT Organization

4.2.1 Issues as Identified by User Representatives and the IT Division

4.2.1.1 1-TRAC

A 1-TRAC Customer Service survey conducted in mid-2002 showed a very positive response from users, particularly in the areas of prompt response time, understanding of the user’s problem, and helpfulness and courtesy of 1-TRAC staff.  These survey results were compiled from a total of 231 respondents.  Some participants in the IT Strategic Planning focus groups held in November 2002 did not share that positive view of 1-TRAC service.  Focus group participants indicated that, when a user calls 1-TRAC with a service request, the user receives a message back from 1-TRAC that the Heat call has been logged.  After that, it is not always clear if/when the issue will be resolved.  Focus group participants perceive that too often 1-TRAC staff are not able to resolve the problem on the first call, and the call must be routed to a technician. Some service requests are never resolved.  Instead of going through 1-TRAC, focus group participants indicated that some users prefer to go directly to an individual within the IT Division to request help.  The perception among these users is that the user must “know someone” in order to get assistance with IT problems. The process for prioritizing IT service requests received through 1-TRAC needs to be clearer.

4.2.1.2 IT Staffing and Support

IT Staffing and Organization: While users believe the IT staff is very skilled, and genuinely wants to help resolve user problems, users believe there are not enough IT staff to meet user demands.

The IT Department reorganized in the latter half of 2002.  Immediately after the reorganization, users were concerned because they no longer know who to call for assistance.  This issue is linked to some users’ inclination to bypass1-TRAC and go directly to an individual within the IT Division for assistance. After the IT Division’s reorganization, it became difficult for users to bypass 1-TRAC and find an individual within the IT Division to call for assistance as they had done in the past.

Centralized vs. Decentralized IT Support: Some Schools have their own IT staff who provide on-site support and meet the majority of users needs within that School.  Other Schools rely completely on the IT Division for support.  For those Schools who have their own IT support, it is not clear who should pay for which portions of that support, or pay for additional support when School needs grow.  It is not clear to users what level of support should be provided centrally, and what level should be provided at the School/Department level.

Service Level Agreements: The IT Division has service level agreements (SLAs) with Schools and some Departments and Divisions, but these SLAs are not consistent.  SLAs should be clearer and more specific to clearly articulate services levels and help to set user expectations.

4.2.1.3 Student IT Support

There is no clear, university-wide policy on IT support for students. Students will purchase or check-out wireless cards, but then there is limited support to assist them when the card does not work properly with their PC.  

4.2.1.4 Chargeback

The current chargeback mechanism does not relate directly to actual use of technology.  The IT Division is funded in part through the chargeback for photocopying, even though photocopying is not related to the IT service provided to the user.  Even though there is a chargeback mechanism, it does not completely cover the IT Division’s costs.  As a result, Schools and Departments still have to fund their own projects and, in some cases, IT staff members.  In addition, customer invoices do not always help the customer understand the services for which they are being billed.

4.2.2 Strategy

Goal for IT Organization: Improve the timeliness and quality of IT services and provide adequate funding mechanisms for those services.

Table 4. IT Organization Objectives and Initiatives

Objectives – IT Organization
Initiatives – IT Organization

· Clearly define and articulate the responsibilities of IT Division staff and School/Division IT staff members.


4. Define and articulate the nature of decentralized staff.* 

5. Agree upon and define roles/responsibilities of all IT staff.*

6. Define and articulate the roles/responsibilities of the user population.*

7. Conduct staffing study to determine appropriate number of centralized and decentralized staff.*

· Ensure adequate IT staffing to support University needs now and in the future.
8. Conduct skills inventory for IT staff members to identify training requirements.*

· Ensure IT staff members have the knowledge, skills and tools to provide adequate end user support.
9. Provide needed training for IT staff members in high priority skill areas and to support new roles and responsibilities.

10. Explore the use of remote troubleshooting tools to assist in providing end user support.

· Clarify IT service level expectations.
11. Ensure consistency in Service Level Agreements (SLAs) between the IT Division and customers.

· Define and articulate Student IT Support Policy.
12. Determine Student IT Support policy and communicate to stakeholders.

· Establish an IT cost allocation mechanism.
13. Develop a Cost Allocation Plan which identifies services, chargeback/cost allocation methodologies for each service and unit costs. *

14. Consider adding a Student Technology Fee.*

15. Design cost allocation administration processes.

16. Acquire cost allocation support tools.*

*Indicates new initiative.
Applications

4.2.3 Issues as Identified by User Representatives and the IT Division

4.2.3.1 Enterprise Resource Planning (ERP) System

SCT Systems: Across all Schools and Departments, there are serious concerns about the suite of SCT products including the Financial Records System (FRS), the Student Information System (SIS) and other administrative systems.  (Note: The University has undertaken a project to replace the ERP system to address the issues described here and other related issues.)

FRS is considered a transaction system for accounting rather than an information management system.  Only a limited amount of information is available on-line.  It is difficult to query and requires specialized programming knowledge to retrieve information.  The system is outdated and users need the ability to query the system as they do with PC-based databases.

SIS is not flexible enough to meet users needs.  The system has been modified so many times that there is no longer room for additional enhancements.  Similar to FRS, specialized programming knowledge is required to query the system.  SIS is limited as a course management system because it does not accommodate weekend classes.  Many graduate programs with weekend classes cannot use this module of SIS.  SIS is not reliable as an on-line registration system.  While the University allows students to register on-line, SIS cannot accommodate 800 students registering at the same time.  This kind of volume slows internet access to the system to such an extent that some students abandon the on-line option and call the Registrar’s Office to register over the telephone.

System Integration: Users expressed a strong need for integration of key systems, including FRS, SIS and the Human Resources System (HRS).  Since each of these systems was designed separately, they each use different fields, different rules for data formats, different codes, etc.  There is no central repository for data that is used in all three systems, so the same piece of data may be entered multiple times.  Because these systems are not integrated, there is no automated way to reconcile the data in each of the systems.  Staff have created separate systems using MS Office products to reconcile data and keep the data in each system accurate.    Users have a strong need for integrated systems that provide flexibility of use, easy ad hoc reporting and real-time updates.

Data Warehouse: The current data warehouse has worked very well, and additional systems should be added to it.  Currently, the data warehouse contains only financial accounting data and history.  It should also be used for HRS and SIS data in order to have all critical information in one place.

Academic Advising Tool: Users need an academic advising tool that can be used by students.  This system would allow a student to see the classes required for each major, the impacts if they change majors, what actions to take to graduate early, etc.  There is currently no system that meets these needs.  Faculty members need a system that will provide access to accurate, updated student records.

4.2.3.2 Portals

The University currently has two portals – PepperdineXpress and Graziadio Net.  While PepperdineXpress provides access into the University’s network and major systems, it does not fully meet the needs of all users according to anecdotal input from focus group participants.  The University is currently updating PepperdineXpress through the Luminis implementation.  The Graziadio School of Business developed Graziadio Net because faculty and staff felt PepperdineXpress did not meet the needs of the School’s students who are typically business professionals.  

There are two primary issues related to the portals.  The first is the effectiveness of PepperdineXpress.  Users have indicated that PepperdineXpress is not intuitive and is difficult to navigate.  It may require multiple clicks to get to a high-demand area such as registration.  The pages are often out of date.

The second issue is the existence of two separate portals.  Representatives in focus groups agreed that the University needs a single portal that meets the needs of each School, and one that also achieves a consistent look and feel.  

4.2.3.3 Course Management System

According to anecdotal input from focus group participants, Blackboard is the most widely used course management system on campus.  Some faculty also use WebCT.  Users believe that Blackboard is over-used and used improperly.  By maintaining two Course Management Systems, the University is experiencing a higher total cost of ownership for these applications than it would if it could standardize on a single course management system.  This may or may not be possible considering user needs and requirements for these systems.

4.2.3.4 e-Learning Platforms

The use of e-learning varies greatly across Schools and programs.  As an undergraduate institution with a “high touch” approach to learning, Seaver uses very little e-learning.  By contrast, the Master of Arts in Educational Technology program uses e-learning to a great degree, as e-learning is a primary component of course content.  This program is expected to be on the cutting edge of educational technologies. There are currently 5 e-learning platforms and the University is acquiring a 6th. The level of e-learning requirements vary across the Schools, but most Schools tend to be closer to the Seaver end of the spectrum, and use e-learning only minimally.  As with course management systems, the University experiences a higher total cost of ownership for e-learning platforms when multiple platforms are in use than it would experience with a single, or small number, or platforms.  User needs and requirements may dictate the need for multiple platforms.

4.2.3.5 Student Access to Applications

Students have access to MS Office applications.  Students need to have access to standard applications beyond MS Office, including SPSS for statistics, accounting applications, etc.)  There is currently not a consistent application training program offered to students.

4.2.4 Strategy

Goal for Applications: Improve the University’s ability to access and use data to make informed decisions and provide high quality service and high touch educational experiences.

Table 5. Applications Objectives and Initiatives

Objectives – Applications
Initiatives – Applications

· Implement an ERP system that provides access to integrated data across multiple modules, including Human Resources, Finance, Student Information, and other key areas.
17. Complete ERP Project Phase I: Planning. 
18. Complete ERP Project Phase II: Implementation.

· Examine opportunities for improving portal performance and moving to an enterprise portal.
19. Continue with Luminis implementation.

20. Consider enterprise portal solutions as part of ERP implementation.

· Develop knowledge management principles and approach.

· Consider establishing a single enterprise-wide Course Management System.
21. Determine needs and requirements for management of knowledge and learning content.

22. Determine Course Management System and e-learning platform needs and requirements.*

23. Conduct cost/benefit analysis of current Course Management Systems and e-learning platforms.*

· Expand student access to applications through campus licensing agreements.
24. Identify high use applications.*

25. Explore and enter into licensing agreements where appropriate.*

4.3 Infrastructure

4.3.1 Issues as Identified by User Representatives and the IT Division

4.3.1.1 Network Bandwidth

Network response speed is an issue identified by focus group participants from every School and Department.  For Malibu based units, network speed is reduced when student access increases.  On the Malibu campus, network speed is particularly problematic during the late morning and early afternoon hours.  At the Educational Centers, network speed slows when students access the network in the evenings and on weekends.  That results in lower than required network speed at all times.  Some graduate programs would like to use streaming technology for providing content to students, but the current network bandwidth will not allow it.  The two T1 lines connecting the Educational Centers to the Malibu campus are not sufficient to allow for streaming.  Similarly, the Library is attempting to provide more web-based services to off-site students and faculty.  This entails providing large amounts of data over the network, and the current network bandwidth will not allow this to be done effectively.

4.3.1.2 Technology Refresh

The University currently does not have a formal technology refresh plan.  Some Schools have refresh plans that provide for renewal of PCs every three or five years.  Other Schools have no formal refresh plan, which has resulted in the use of outdated PCs in some areas.  From a university-wide perspective, there is currently little consistency in the refresh of PCs. As a byproduct, desktop operating systems are not consistent creating compatibility and serviceability challenges.

4.3.1.3 Wireless Network Access

The wireless network is working quite well across the Schools and across administrative departments.  Bandwidth and network speed continues to be an issue for nearly all users, as described above.

4.3.1.4 Cabling

Cabling across the Malibu campus is inconsistent. While high-bandwidth capable fiber optic cabling is available to most campus facilities, in-building cabling varies significantly. Newer buildings have Category 5 cable, which is high speed data grade cable. Other buildings have Category 3 cable, which is low speed telephone grade cable, or these buildings have non-rated cable.

4.3.1.5 Security

There are three levels of security that should be considered.  The first level is physical security of PCs and other equipment.  The University takes security precautions with equipment.  For example, Computer Labs are staffed and are secured when closed, and laptop carts containing laptops for student use are also locked when not in use.  Even with these precautions, the University has experienced theft of some equipment, including laptops and LCD projectors.  The second type of security is the security of the University network, systems and data.  This is a critical issue for Pepperdine.  The network security could be improved to prevent unauthorized access. The third level of security is monitoring and/or filtering student access to the Internet.  The University currently uses no filtering software, and students do access websites that are not consistent with the mission of the University.  However, filtering must be done selectively as students must be able to search on words that may otherwise be filtered (e.g., human physiology topics).

4.3.1.6 Classroom Technology

The type and quality of classroom technology varies by facility.  Many classrooms have LCD projectors, but these projectors may not always be compatible with faculty laptops.  The wireless network is a key element of Pepperdine’s classroom technology.  Ongoing funding for maintenance of classroom technology is also an issue (e.g., projector bulb expenses, etc.)
4.3.1.7 Student Access to PCs 

Not all Pepperdine students have PCs.  Estimates of student PC ownership range from 20% - 65%.Many of the graduate programs in Education have a laptop requirement.  As a result of the mixed ownership, some students still require access to PCs on campus in Computer Labs or Cyber Cafes, while other students need places to work on their laptops, connect to the wireless network and print their work.  Each School has very different needs for Computer Labs, Cyber Cafes, working spaces, printing capabilities, etc.

4.3.1.8 E-mail Management

Unified Messaging: The new telephone system automatically routes voicemail messages into the call recipients e-mail box.  Because even a short voicemail message is a very large file, an e-mail box may become full after only a small number of message (e.g., 5 messages).  Once an e-mail box reaches the set limit, the box can no longer accept messages (either by e-mail or voicemail), and the account owner cannot send messages.  For some graduate programs, e-mail is the primary method of communication between students and faculty.  Having a faculty e-mail box not available can have significant consequences.  Users would like the ability to select the use of this feature. In particular, it is a concern when faculty and staff are traveling.

E-mail Message Size Limit:  The current e-mail message size limit is set at 10mb between Pepperdine Exchange users, and 5mb for a message to/from someone outside of Pepperdine.  This limit is not adequate for programs that heavily use distance learning.

Student Use of E-mail: All students are issued a Pepperdine e-mail account.  Many students also have a personal e-mail account that they consider to be their primary account.  Outlook will not allow mail going to the Pepperdine account to be forwarded to another account.  Each School and program handles this issue differently.  Most faculty tell students at the beginning of the term that they will communicate with students only through the Pepperdine e-mail address.  For smaller graduate programs, some faculty will use students’ personal e-mail addresses.

4.3.2 Strategy

Goal for Infrastructure: Build ubiquitous, high bandwidth capability for all users, accessible any time, any place in a secure, efficient manner.

Table 6. Infrastructure Objectives and Initiatives

Objectives – Infrastructure
Initiatives – Infrastructure

· Anticipate needs for increased bandwidth to meet growing demand.
26. Monitor and report on bandwidth and quality of service issues in the LAN and WAN.

27. Manage network bottlenecks and enhance security and disaster recovery capabilities.
28. Plan for next generation converged WAN.

· Develop a technology Lifecycle Management Plan and associated processes.


29. Develop and communicate procurement standards for hardware in conjunction with both administrative and academic program requirements.

30. Implement physical hardware management processes.

31. Implement processes to monitor and update physical location and hardware/software configurations of the installed base.

32. Develop technology retirement strategy based on type of technology and user type.

33. Develop a technology replacement fund to support retirement strategy.

34. Outsource hardware disposal.*

· Continue to utilize WLAN technologies and make available to the user community.
35. Upgrade to 802.11g in 2-3 years as next generation WLAN.

· Build adequate cable infrastructure to meet long term needs.
36. Cable inside buildings as necessary to meet access and reliability needs.

· Ensure adequate security for University systems and data.
37. Develop and adopt a University-wide Business Continuity Plan.*

38. Buildrelationships with security organizations and specialists.*

39. Redesign management decision-making and incident response processes.*

40. Determine viable technology and support solution to manage access for remote users. 

41. Develop and communicate security policies.

42. Develop and communicate technology-related employee close-out procedures.

43. Develop and implement security approaches to reduce theft of classroom technology.
44. Undertake planned network security improvement initiative.

· Ensure that the majority of classrooms are equipped with modest, broadly useful technology.
45. Determine standard set of basic classroom technology.*

46. Implement classroom technology upgrades.*

· Ensure student access to PCs through a variety of approaches.
47. Continue to plan for and support student access to shared computing in existing and new facilities. 

48. Track student network use to help create informal student work spaces.

· Manage e-mail to optimize storage capacity while meeting users’ needs.

· Ensure consistent e-mail communication with students by standardizing on university e-mail account.
49. Ensure all users are configured, at a minimum, with the University standard 10mb/5mb e-mail message size limits.

50. Determine appropriate exceptions to standard e-mail message size limits and apply exceptions to appropriate users.

51. Provide users the choice of dual message stores or a single message store for voicemail messages.*

52. Develop and communicate policy regarding student accountability for the content of messages sent through the university e-mail address.*

*Indicates new initiative.
Implementation Plan

This section describes the Initiatives that will be undertaken to achieve the goals and objectives described in this Plan.  In the table below, each Initiative is described, and an implementation timeframe and estimated cost is provided.  Also included in this section is the overall Implementation Schedule, which graphically depicts the planned start and end dates of each Initiative over the next three years.

4.4 Information Technology Initiatives

The table below includes a description of each initiative and will be a guide for the University as it undertakes these initiatives over time.  It describes what is to be accomplished through the initiative, and identifies any dependencies on other initiatives.  Many of these initiatives are already underway.  New initiatives are noted by a “*”.  New initiatives represent slightly less than half of the total initiatives.

Table 7. Information Technology Initiative Descriptions 

Initiative
Description

IT Governance Initiatives


1. Implement the IT Governance Council.*
Implement a new IT Governance Council made up of IT, business and academic representatives who will make decisions about IT project approvals, project priorities, policies, standards, etc.  The Council will be supported by a series of ad-hoc Sub-committees and Communities of Interest.  This initiative entails identifying participants at each level of the governance structure and refining/fully developing the roles and responsibilities of governance participants.

The IT Governance Council is depicted in Appendix A.  IT Governance Council.   The Appendix also includes an initial description of the roles and responsibilities of the Governance structure’s major elements.

2. Redesign key IT governance processes.*


Design the new processes that will support the IT Governance Council.  These include:

· Development of IT Project Business Case to be used in IT Project Review and Approval (A proposed process is provided in Appendix B. IT Project Business Case Process).

· Policy Development and Communication

· Architecture Development and Maintenance

· Standards Development and Enforcement

· IT Budgeting

· Meeting Frequency for the IT Governance Council

· Periodic Reviews of IT Division Operational Responsibilities

Designing these processes will entail documenting current processes, identifying how each process will change when it is undertaken through the IT Governance Council, documenting each redesigned process.  Specific roles and responsibilities should be assigned for each process step.

One of the first tasks of the IT Governance Council will be to assess the IT Division’s existing workload and prioritize existing projects against the initiatives included in this plan.  It will be the Council’s responsibility to set priorities for the IT Division for both existing and new projects to ensure that the University makes progress on implementing its IT strategy.

3. Develop/revise and communicate IT Use Policies.
Pepperdine’s current policy refers broadly to “University computing and network resources,” but does not describe the elements of those resources.  Revise Pepperdine’s IT Use Policy to clarify which of the following elements are contained within University computing and network resources:

· PCs and Peripherals

· Software

· e-mail

· Internet

· Telephone/Cell Phones

· Pagers

· PDA devices

· Electronic Document Management

· Network printers and copiers

· Security systems

· Debit card systems

· Videoconferencing

Any elements outside the University computing and network resources should be specifically addressed in the policy.  

The IT Division is currently preparing a draft of this policy.  The draft policy will be provided to the Governance Council for review, revision and final approval.  

IT Organization Initiatives


4. Define and articulate the nature of decentralized staff.*
Pepperdine will continue using a “federated” IT organization structure which includes service provision by:

· IT Division staff

· IT Division staff assigned to Schools or Divisions

· IT staff who report organizationally to Schools and Divisions

· Vendors/Contract Labor

This model can be highly effective provided that user groups have the type of support that best meets their needs.  This initiative would determine the best type of support for each School/Division.  This may result in expanding the Technology Liaison program to increase the number of IT staff members who are assigned to support specific Schools or Divisions.  This may result in increased use of vendors and/or contract labor, which will allow the University to quickly expand and contract IT staffing levels using a pool of trusted vendors/contractors.

5. Agree upon and define roles/responsibilities of all IT staff.*
Define the roles and responsibility of each type of IT staff member:  

· IT Division staff

· IT Division staff assigned to Schools or Divisions

· IT staff who report organizationally to Schools and Divisions

This will help define the overall roles between the IT Division and decentralized IT staff, and will reduce gaps/overlaps in service provision.  This will also help set the foundation for more appropriate cost allocation/chargeback for IT support services, as this initiative will help clarify which services are to be provided by IT Division staff and which are to be provided by School/Division staff.

This initiative also entails a review and prioritization of the IT Division’s current operational responsibilities.  This review and prioritization will be conducted by the IT Governance Council.  The result of this review may include reprioritization or removal of current IT Division functions/projects.

6. Define and articulate the roles/ responsibilities of the user population.*
This initiative is based on the assumption that IT users have some responsibility for their own support.  Identify the IT support-related roles/responsibilities of users.  These could include:

· Adhering to IT use policies

· Adhering to IT security policies (e.g., antiviral software efforts, password use/protection, etc.)

· Basic troubleshooting tasks (possibly)

This initiative assumes that roles assigned to users will not require extensive training, and may be performed successfully by users after clear, comprehensive communication from the University.  Multiple communication channels may be required to successfully communicate to users about their responsibilities related to technology use/support (e.g., e-mail, newsletters, announcements at meetings, 1-TRAC message reinforcement, etc.).

7. Conduct staffing study to determine appropriate number of centralized and decentralized staff.*
Determine the appropriate number of IT staff members required to provide adequate support for existing services and projects, undertaking initiatives included in this plan, and ongoing support of the new systems and structures that result from these new initiatives.  This should be a comprehensive study to determine appropriate levels of IT staffing relative to numbers/types of users and relative to the levels of service provided to those users.  This study will consider both IT Division staffing and IT staff in the Schools/Divisions.  This study will also take into consideration the IT staffing required to adequately implement and maintain the new ERP system.  The results of this study will be used by Pepperdine to plan for staff acquisition (if needed) over time.  

8. Conduct skills inventory for IT staff members to identify training requirements.*
Develop an inventory of key skills for all IT staff members, both centralized and decentralized.  The skills inventory will include both technical skills, as well as IT management skills such as Project Management, Contract Management, etc.  The skills inventory will document the existing level of skills required to implement and support ERP.  The results of the skills inventory will be compared to the skills needed to support the University’s current and future environment to identify and prioritize skill gaps.  This initiative includes developing training plans to address skill gaps and developing training cost estimates. 

9. Provide needed training for IT staff members in high priority skill areas and to support new roles and responsibilities.
Implement training plans developed to address high priority skill gaps in Initiative 8.  This will include identifying appropriate training providers, evaluating course offerings, procuring training, scheduling training, attending training, and conducting follow-up surveys to ensure that training courses are achieving expected results.  This training should be coordinated with ERP-related training to avoid duplication.

10. Explore the use of remote troubleshooting tools to assist in providing end user support.
Evaluate potential automated tools to assist 1-TRAC staff in providing remote PC support.  This initiative will begin with identifying primary requirements.  A variety of potential tools will be evaluated to determine the tool, or set of tools, which best meets University requirements (including cost parameters).  This initiative includes procuring and implementing the selected tool.

11. Ensure consistency in Service Level Agreements (SLAs) between the IT Division and customers.
Ensure that all service level agreements are based on the levels of service that can consistently be provided with existing resources.  This will help set user expectations and provide clear performance targets for the IT Division.  Service levels may vary by School/Division depending on the amount of existing support within the School/Division.  Various service levels may be developed to provide increasing service tiers (e.g., Basic Service, Gold Service, Platinum Service).  Clear service levels will help form the foundation for a chargeback/cost allocation plan (discussed in Initiative 13).

12. Determine Student IT Support policy and communicate to stakeholders.
Determine existing support levels provided to students by the IT Division and by IT staff in the Schools/Division.  This policy should be developed through the IT Governance Council policy development process.  Create policy clearly articulating the roles and responsibilities of the IT Division and School/Division IT staff relative to student IT support.  This policy will be communicated to students to help them more easily access the appropriate IT service providers.  A variety of communication mechanisms may be needed to effectively communicate this policy to students (e.g., e-mail, newsletters, announcements during meetings, etc.).

13. Develop a Cost Allocation Plan which identifies services, chargeback/cost allocation methodologies for each service and unit costs.*
Develop a Cost Allocation Plan which will clearly define the services provided by the IT Division and the funding source for those services, whether that is the University as a whole or specific user Schools/Divisions.  Development of the plan will include the following major elements:

· Determine which costs should be paid by the University and which by Schools/Divisions

· Determine what user behavior changes are desired

· Build processes for measuring user behavior

· Consider needs/costs related to remote users in developing cost allocation approach

The combined funding sources for IT Division services should cover all of the Division’s costs and allow for building of asset replacement funds over time.

14. Consider adding a Student Technology Fee.*
Evaluate the advantages and disadvantages of implementing a Student Technology Fee as part of student tuition.  The purpose of the fee would be to help fund IT service delivery, both by the IT Division and by School/Division staff.  The Admissions unit will be a key group in considering this fee and its impacts.  

15. Design cost allocation administration processes.
Once the Cost Allocation plan is developed, the major processes needed to administer the cost allocation approach will be developed.  These processes will be based on the cost allocation/chargeback methods included in the plan (e.g., measured usage, tiered flat fee, subscription fee, etc.).  Major processes include:

· Forecasting and budgeting

· Rate setting

· Usage data collection and reporting

· Invoicing

· Account Maintenance

This initiative includes designing these processes, documenting them, training staff who will be responsible for these processes.  Implementing the new processes should occur after this initiative has been completed.

16. Acquire cost allocation support tools.*
Evaluate automated tools for collecting usage data.  This will be done as needed depending on the cost allocation/chargeback approaches developed in Initiative 13.  

Applications Initiatives


17. Complete ERP Project Phase I: Planning.
This initiative corresponds to Phase I of Pepperdine’s ERP Project. Phase I is Planning.  This effort is currently underway. The University is working with Cap Gemini Ernst and Young to assist in completing this phase.  

Also included in this initiative is considering the potential for the ERP system to provide an enterprise portal solution.

This phase includes the following major steps:

· Approve preliminary budget and project timeline

· Kickoff ERP Steering Committee

· Develop Project Charter

· Develop ERP Business Case

· Determine critical business requirements for ERP (including needs and requirements for an enterprise portal solution)

· Conduct vendor demos and evaluate bids against business requirements

· Refine budget and project timeline

· Gain approval for refined budget

· Select ERP vendor and implementation partners

· Identify business redesign opportunities

· Develop Change Management and other project strategies

· Develop final contracts and implementation plans

· Identify and Train Project Team members

18. Complete ERP Project Phase II: Implementation.
This initiative corresponds to Phase II of Pepperdine’s ERP Project.  Phase II is Implementation.  This phase includes the following major steps:

· Kickoff Implementation Project (7/03)

· Go-live with Finance (8/04)

· Go-live with Recruiting/Admissions (8/04)

· Go-live with Financial Aid (11/04)

· Go-live with Human Resources (1/05)

· Go-live with Registration and Student Billing (3/05)

The timeline for ERP is under consideration and has not yet been approved.

19. Continue with Luminis implementation.
This effort is currently underway.  This initiative will improve portal performance.

20. Consider enterprise portal solutions as part of ERP implementation.
This initiative will be undertaken as part of Phase I of the ERP Project (Initiative 17).  During the development of needs and requirements for ERP, need and requirements for an enterprise portal will also be developed.  This will allow ERP vendors to provide a portal solution that is integrated with ERP and will provide for a common platform for applications and communications within the University and between the University and its customers.

If a suitable enterprise-wide portal cannot be provided as part of the ERP system, the University will examine opportunities for scaling current University portal solutions to the enterprise level.  This will entail comparing current solutions (e.g., PeppXpress, Graziadio Net) to the enterprise portal needs and requirements developed in Initiative 17.  Discussions with current portal vendors will be held to determine if these solutions can be successfully scaled up to meet University-wide needs.

21. Determine needs and requirements for management of knowledge and learning content.
This initiative entails a comprehensive evaluation of the University’s needs for managing knowledge and learning content.  The results of this initiative will drive the needs and requirements for specific applications such as course management systems, knowledge management systems and e-learning platforms.   This initiative also includes developing appropriate selection criteria for knowledge management systems, course management systems and e-learning platforms.

22. Determine Course Management System and e-learning platform needs and requirements.*
This initiative will take the results of the knowledge management effort conducted in Initiative 21, and focus on Course Management System and e-learning platform needs and requirements. In particular, this effort will develop clear requirements for:

· Supplemental and on-line learning

· Synchronous vs. asynchronous learning

This effort will clearly document the unique needs of various user groups within the University for Course Management Systems and for e-learning platforms.  This will set the stage for conducting a cost/benefit analysis of the University’s multiple platforms (to be conducted in Initiative #23).

23. Conduct cost/benefit analysis of current Course Management Systems and e-learning platforms.*
This initiative will begin with the identification of all the course management systems and e-learning platforms in use within the University.  This documentation will include key information about each system, including 

· Product Name/Version

· Vendor Name

· Key Functions

· Installation Date 

· Number of users in each School/Division 

· Purchase Price

· On-going Annual Maintenance Cost 

· Potential upgrade Cost  

This information will be assessed to evaluate the total costs and benefits to the University of maintaining these various systems.  These costs/benefits will then be compared to the costs and benefits of implementing a single, or a smaller set of, course management systems and e-learning platforms which will meet user needs as well or better than current systems.  The intent of this effort is to determine if the University can continue meeting user needs while reducing its total cost of ownership for these systems.  As part of this effort, the University will also determine how any new systems, if they are needed, will be funded.

24. Identify high use applications.*
This initiative entails identifying those applications outside the Microsoft Office Suite that are used by a high number of students across the University.  The result of this initiative will be used in Initiative 25.

25. Explore and enter into licensing agreements where appropriate.*
This initiative uses the results of Initiative 24.  For those applications that are being used by a high number of students, application vendors will be contacted to determine if licensing agreements will be cost effective and provide the needed level of student access to these applications.  Costs of the licensing agreements should be weighed against the benefits of greater access to determine if licensing agreements are needed.  This initiative includes entering into those agreements as appropriate.

Infrastructure Initiatives


26. Monitor and report on bandwidth and quality of service issues in the LAN and WAN.
This initiative entails managing the overall performance of the LAN and WAN networks.  It includes monitoring bandwidth usage and quality of service in the networks.  Performance impacts on the users could be due to network design, WAN and ISP bandwidth, cabling, applications design and other architecture issues. The results of this initiative will be used in Initiative 27 to better manage and eliminate bottlenecks.  This initiative assumes that the University currently has the some of the automated tools in place, such as bandwidth monitoring, and will require others. 

27. Manage network bottlenecks and enhance security and disaster recovery capabilities.
The reports created in Initiative 26 will be used to improve network performance to the user level.  Consideration should be given to adding ISP drop off points at the Educational Centers to improve Internet performance as well as enhance disaster recovery capabilities.  Consideration should be given to enhanced security tools such as additional firewalls and spam filters. This initiative will include a cost/benefit analysis of the additional network components.

28. Plan for next generation converged WAN.
As bandwidth demand increases due to video and data applications, and the lifecycle of the current WAN expires, consideration should be given to new converged technologies that have the potential to reduce spending.  The voice LAN (PBX Network) will not be affected by this initiative. 

This initiative should establish an approach and design for the next generation network. Consideration should be given to utilizing other education high bandwidth networks such that coordinated by the Corporation for Network Initiatives in California (CENIC).

The current and anticipated bandwidth needs for the Malibu Campus and the Education Centers should be identified. Current bandwidth utilization tracking should be maintained to monitor trends.  The impacts of the centralized vs. distributed nature of the ERP and other new applications is to be assessed and factored in.  An assessment of the design options and cost impacts is to be completed.

New voice and data purchases should be IP capable.

29. Develop and communicate procurement standards for hardware in conjunction with both administrative and academic program requirements.
This is one in a series of initiatives that will result in a Lifecycle Management approach to managing the University’s technology assets.  This initiative entails first segmenting the user base and determining their needs and requirements.  The user base could be segmented by user type (e.g., Type A, B, C), or by other categories (e.g., Faculty, Staff, Student).  

The needs of each user type will be identified by gathering input from user representatives.  This includes identifying deficiencies in the current hardware environment.  

An assessment of installed base of PCs, network components, servers and major hardware elements will be conducted.  This will help build a baseline understanding of the current hardware environment, and will provide a foundation for understanding users’ issues/concerns with the current environment.

Hardware standards for each user type will be developed.  Those standards will be used in developing procurement standards that identify the types of equipment that should be procured by each type of user.  This will help provide guidelines to users as well as provide consistency across the hardware environment, resulting in overall lower costs of ownership.

30. Implement physical hardware management processes.   
This is one in a series of initiatives that will result in a Lifecycle Management approach to managing the University’s technology assets.  This initiative entails developing the processes required to physically manage and secure the asset base, including desktop, network, data center and classroom technology.  These processes should be comprehensive and cover a wide variety of assets.  These processes include:

· Hardware inventory

· Asset tagging

· Asset tracking

· Upgrading/redeploying hardware

· Hardware physical security

· Fixed asset budget management

· Other

31. Implement processes to monitor and update physical location and hardware/software configurations of the installed base.
This is one in a series of initiatives that will result in a Lifecycle Management approach to managing the University’s technology assets. Tools currently exist within the IT Division to monitor and report on the installed base through 1-TRAC.This initiative will begin with identifying the impacts on the 1-TRAC and University Technical Services (UTS) staff of adding this to the overall workload.  If the workload impact is acceptable, develop processes for 1-TRAC and/or UTS to update installed base information after contact with customers calling for support.

32. Develop technology retirement strategy based on type of technology and user type.
This is one in a series of initiatives that will result in a Lifecycle Management approach to managing the University’s technology assets.  This initiative entails setting retirement timeframes for each technology element, including:

· Desktops/Laptops (3-5 years)

· Servers (3-5 years)

· Mainframe (4-6 years)

· Telephone switches (6-8 years)

· LAN network components (4-6 years)

· WAN network components (4-6 years)

· Wireless access points (3-5 years)

· Software (varies by application)

· Environmentals (e.g., A/C systems, Halon systems, fire suppression systems, emergency generators)

· Other (PDAs, etc.)

33. Develop a technology replacement fund to support retirement strategy.
This is one in a series of initiatives that will result in a Lifecycle Management approach to managing the University’s technology assets.  Identify the amount of funding required each year to implement the retirement strategy created in Initiative 32.  These annual amounts will be the target for the technology replacement fund.  The fund should be built through implementing the Cost Allocation Plan created in Initiative 13.  

34. Outsource hardware disposal.*
This is one in a series of initiatives that will result in a Lifecycle Management approach to managing the University’s technology assets.  This initiative entails identifying and contracting with a vendor to dispose of outdated hardware.  This initiative also entails identifying opportunities for gaining “good will” by continuing to donate PCs to charity.  These donations will be tracked and included in press releases and other communications outside the University.  

35. Upgrade to 802.11g in 2-3 years as next generation WLAN.
A plan should be established to migrate the existing wireless access points, currently based on 802.11b, to new generation 802.11g technology.   This initiative includes the establishment of a migration strategy and upgrade of systems.

Initially, a migration strategy should be completed that considers the priority campus/learning center locations based on user demand and equipment lifecycle.  Consideration should be given to density requirements and ease of transition for users.  Given that wireless technology is changing so rapidly, the strategy should also consider the current technology trends and availability.  Security will also be considered in this initiative.

Upon completion of the strategy, the purchase and roll-out of the new wireless infrastructure should be completed.

36. Cable inside buildings as necessary to meet access and reliability needs.
The University is currently completing a detailed analysis of the cabling infrastructure for the Malibu campus.  This initiative builds off the completion of the analysis.

Based on the findings, a prioritized plan should be prepared to clearly identify the requirements for inside building cabling.  Priority should be given to those locations that currently do not have adequate amounts of cable and to those where LAN performance is severely degraded due to old, unrated cable.  For all new and remodeled buildings, ensure new data grade cable is installed.

37. Develop and adopt and a University-wide Business Continuity Plan.*
Develop a Business Continuity Plan (BCP) containing procedures for resuming business operations after a disaster.  Development of the BCP is a University-wide effort.  This initiative also entails developing a Disaster Recovery Plan (DRP), which is the IT-related portion of the BCP that focuses on resuming system operations.  This can entail restoring systems off-site at a remote location and a variety of data recovery procedures.  This initiative entails developing the Business Continuity Plan and the Disaster Recovery Plan.  The result of this initiative will be used to implement the appropriate disaster recovery measures.

38. Build relationships with security organizations and specialists.*
This initiative entails exploring and using the resources provided by organizations such as CERT and FIRST.  This initiative also entails considering joining these organizations if appropriate. 

39. Redesign management decision-making and incident response processes.*
This initiative begins with documenting current incident response processes.  These processes include:

· Notification

· Management decision-making

· Escalation

· Incident response

These processes will be documented and redesigned to ensure that they are streamlined and as efficient as possible.

40. Determine viable technology and support solution to manage access for remote users.
This initiative entails evaluating alternative solutions such as Virtual Private Networks (VPNs), end-to-end encryption, Single Sign-On, SSL-based technologies, etc. to improve security.  These alternatives will have varying implementation costs and will require varying amounts of support resources. This initiative results in a plan for secure remote access.

41. Develop and communicate security policies.
Evaluate current security policies and revise policies to ensure they include the following:

· Appropriate network usage as part of University Code of Conduct

· Antiviral software policy

· Consequences for non-compliance

Policies will be developed through the IT Governance Council policy development process.  Once policies are developed, they should be communicated to the user community through multiple channels.  Education will be provided to users to ensure they understand the importance of the policies and what steps they should take to comply with them.  

42. Develop and communicate technology-related employee close-out procedures.
This initiative entails developing rigorous procedures to be followed when an employee leaves University-service or when a student no longer has student status with the University. Procedures should include:

· Password terminations 

· PC return

· Temporary data storage

· PC re-imaging

Once procedures are developed, they will be communicated to IT Division staff and to all Schools/Divisions.

43. Develop and implement security approaches to reduce theft of classroom technology.
Because the type of technology in classrooms varies across the University, security procedures will also vary.  This initiative entails identifying the security measures that are appropriate to prevent theft.  Using the inventory of classroom technology developed in Initiative 45, develop a variety of security models based on the risk of theft and the assets at risk (e.g., Tier 1, 2, 3 security models).  The tiers will entail varying degrees of:

· Room security (door/window access, locks, card controls)

· Equipment security (PC cables, LCD’s placed in “ceiling boxes”)

· Laptop Cart security (storage procedures, usage procedures)

 This initiative also includes implementing the appropriate measures.

44. Undertake planned network security improvement initiative.
The IT Division is currently planning a comprehensive, multi-faceted initiative to improve network security.  This initiative includes the following elements:

· Firewall Improvements

· Traffic Shaping

· Wireless Security

· Updating the Acceptable Use Policy

· Desktop/PC Security

· Physical Network Security

· Unsolicited E-mail (spam) Filters

45. Determine standard set of basic classroom technology.*
This initiative begins with creating an inventory of technology in each classroom.  The inventory should be created for classrooms on the Malibu campus and at the Educational Centers.  Determine a standard set of basic technology that will be installed in the majority of classrooms.  Faculty and students will have significant involvement in this initiative.  This standard set of technology may include:

· LCD Projector (possibly with connectivity to multiple computer interfaces)

· Screen

· Wireless network access for faculty and students

· Access to power  

This initiative also includes determining responsibility for maintaining classroom technology and clearly defining the service and financial responsibilities of the IT Divisions and of the Schools.

46. Implement classroom technology upgrades.*
Once the basic set of classroom technology is established through Initiative 45, this initiative entails identifying which classrooms will be upgraded to include the basic set.  If some classrooms will not be upgraded with permanent equipment (due to room configuration, theft risk, etc.), determine procedures for making the basic set of equipment available through other means, such as equipment carts.  This initiative also entails procuring and implementing new classroom technology.

47. Continue to plan for and support student access to shared computing in existing and new facilities.
This is an ongoing effort to ensure that the University provides access to PCs even though some Schools/Programs have student PC ownership requirements.  This ongoing initiative includes maintaining PC labs, laptop carts and other PC access methods.  This effort should also determine to what extent the University should provide hot swappable machines, the level of service provided to these machines, turnaround time for service, and inventory levels.

48. Track student network use to help create informal student work spaces.
This initiative entails tracking network access at existing facilities to identify locations in which students congregate and also access the network.  This will provide insight into creating informal work spaces for students in new facilities (e.g., Cyber Cafes).

49. Ensure all users are configured, at a minimum, with the University standard 10mb/5mb e-mail message size limits.
Because some users have indicated that their e-mail message size limits are below the University standards, this initiative entails checking user configurations to ensure that all users are at least at the minimum e-mail size limits of 10mb within Pepperdine and 5mb into/out of Pepperdine.  Upgrade any users who fall below the standard limits.

50. Determine appropriate exceptions to standard e-mail message size limits and apply exceptions to appropriate users.
Due to the nature of some programs, some users may need higher e-mail message size limits.  This initiative entails identifying those users that require higher limits.  Users will have an opportunity to request a waiver based on business reasons.  Users will identify their needs and required size limit. A subcommittee of the IT Governance Council, made up of IT, business and academic representatives, should be responsible for reviewing the waiver requests. Based on the review of those requests, user configurations will be adjusted to increase message size limits for those users with an approved business need.

51. Provide users the choice of dual message stores or a single message store for voicemail messages.*
This initiative begins with determining if the University’s voicemail system will allow users to be configured with either dual or single message stores.  If the current system has this capability, users will be asked to select whether they would like dual or single message stores.  This request will clearly explain the impacts of those choices.  Once user requests have been submitted, configurations will be adjusted accordingly.

In order to manage the ongoing workload related to user configuration, the University will determine how frequently users may request a change in this configuration (e.g., monthly, quarterly, etc.)  This policy will be determined by a sub-committee of the IT Governance Council, made up of IT, business and academic representatives.  This policy should be clearly communicated to IT Division staff and users through a variety of methods.



52. Develop and communicate policy regarding student accountability for the content of messages sent through the university e-mail address.*
The policy developed through this initiative standardizes student use of the Pepperdine e-mail address.  All e-mail sent to students from the University (faculty, staff, etc.) will be sent to students’ Pepperdine e-mail address.  Some students feel strongly about having the option to forward e-mail from their Pepperdine address to another e-mail account.  While the policy will allow forwarding, the student remains responsible for reading the content of the messages sent to the university e-mail address. 

This policy will be determined by a sub-committee of the IT Governance Council, made up of IT, business and academic representatives.  This policy should be clearly communicated to IT Division staff and users through a variety of methods.

At this time, Outlook does not support forwarding messages from a University Outlook account to non-Pepperdine account.  This initiative also entails pursuing alternatives for allowing Exchange users to forward e-mail from a Pepperdine e-mail address to other non-Pepperdine e-mail addresses.

4.5 Implementation Schedule
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This section provides the schedule for implementing the initiatives and achieving the goals and objectives contained in the IT Strategic Plan.  The implementation period begins in Quarter 2 of 2003 and continues for three years through Quarter 1 of 2006.  Initiatives that are already underway are depicted as beginning in Quarter 1 of 2003.  Some initiatives extend beyond the 2006 implementation end date, and are indicated with a    in Quarter 1 of 2006.  Please note that some initiative names have been truncated to fit within this schedule format.  Complete initiative names and descriptions are provided in Section 6.1 Information Technology Initiatives.
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5 High-Level Cost Estimates

Estimated one-time and recurring costs for implementing the initiatives contained in the IT Strategic Plan were developed by the IT Directors based on their experience with similar implementation projects. Cost estimates include the number of full-time equivalent University IT staff (FTEs) required to implement the initiative, along with costs for contract services, hardware and software.   Current FTE’s are assigned for a percentage of their time for the duration of the initiative as identified in the Implementation Schedule.  Costs are divided into one-time costs and recurring costs.  

These costs represent the expected additional capital outlay required to undertake the initiatives as described and do not reflect the time of existing IT staff members. The costs identified here are not currently budgeted.  In order to minimize total implementation spending, IT Division staff will take responsibility for completing many of the initiatives.  The cost related to existing IT Division staff is not reflected here, as those costs are already budgeted.  These costs are based on the assumption that Pepperdine will not add IT staff members to undertake these initiatives.  The assumption is that Pepperdine will use existing IT staff as much as possible, and will supplement those resources through contract staff where needed to complete the initiative within the planned timeframe.  This will allow the University to quickly scale staffing levels up and down depending on need. For those initiatives that require only current IT staff resources for implementation, there is no additional capital outlay assumed. 

While the costs provided here are estimates, the true anticipated costs of each initiative can only be determined through the development of a business case for each initiative. It is expected that the IT Governance Council will help set implementation priorities and consider existing workloads to ensure that IT staff members are working on the highest priority initiatives and on-going efforts.

Total costs presented here do not include costs for some key initiatives for which costs cannot be estimated at this time.  These initiatives include:

· 9. Provide needed training for IT staff members.  Costs for this initiative will be determined through the skills inventory to be conducted in Initiative #8.

· 25. Explore and enter into licensing agreements where appropriate.  Costs for these agreements will be determined once the high-use applications are identified in Initiative #24.

· 36. Cable inside buildings as necessary to meet access and reliability needs.  As this is an ongoing effort, estimated costs should be determined and budgeted on an annual basis.  This initiative has the potential for significant costs over time.

· 46. Implement classroom technology upgrades.  Costs for the needed upgrades will be determined as part of Initiative #45.

5.1 Implementation Cost Estimate Summary
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The table below provides a summary of estimated implementation costs for those initiatives that can be estimated at this time. These implementation project costs are similar to the costs that other well run IT organizations would encounter when undertaking comparable projects.  Because the costs for ERP implementation make up such a large portion of the anticipated expenditures, ERP is called out separately from all other estimated costs. 

Implementation Cost Estimate Detail
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The table below provides the detailed estimated one-time and recurring implementation costs for each initiative.
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6 Appendix A. IT Governance Council 

The figure below depicts the University’s optimum IT Governance Structure.  This structure incorporates a high degree of School and Division participation in technology decision-making.  This will help the University ensure that technology decisions support the achievement of its institutional goals and objectives.

Figure 2. IT Governance Structure


6.1 IT Governance Roles and Responsibilities

· IT Executive Oversight Committee: The purpose of this Committee is to review the work of the IT Governance Committee and approve or deny funding in accordance with the recommendations of the IT Governance Committee.  The IT Executive Oversight Committee should be made up of the University Executive Committee, including the Chief Information Officer.

· The IT Governance Committee: This Committee should represent a broad spectrum of interests in IT from across the organization, including Schools, Divisions and the Information Technology Division. 

· Responsibilities: IT Governance Committee responsibilities should include:

· Guide enterprise IT strategic planning efforts

· Resolve technology questions of enterprise importance (using input from the IT Division and IT Governance Subcommittees as appropriate) 

· Approve technology policies and standards developed by the IT Policy Subcommittee with input and guidance from the IT Division 

· Establish criteria for prioritizing business process reengineering, infrastructure and cross-business application projects

· Review/approve the allocation of funds and resources for major technology initiatives proposed by Schools and Divisions during the budget process

· Empower Deans and Division Heads with responsibility to execute the Committee’s policies and decisions at the School/Division level 

· Reconcile conflicts at various management levels of the organization, including contention between business and academic units for scarce IT resources and governance disagreements 

· Consider/approve mid-year requests for unplanned projects using the recommended IT project review and approval process 

· Membership:  IT Governance Committee members should include the Deans and Division Heads, and should include no more than 10 standing and rotational members.

· Chair: Meetings should be chaired by the CIO, who should be a voting member of the Committee

· Ad Hoc Subcommittees: The IT Governance Committee should have ad hoc subcommittees for each of the key IT functions of the enterprise.  These subcommittees should be convened and make recommendations to the full IT Governance Committee when needed.  Subcommittees should include:

· Strategy and Policy Subcommittee

· Sourcing Subcommittee

· Architecture Subcommittee 

· Standards Subcommittee 

· Security Subcommittee 

· Others as needed

Each Subcommittee should be small, made up of 3-5 members, in order to ensure effective operation.  Each Subcommittee should include representatives from Schools/Divisions and from the IT Division and/or the CIO’s office.  

· Communities of Interest: Business and academic applications are best addressed through a set of Community of Interest (COI) Committees.  They should consist of the technical, business and academic subject matter experts for each COI.  They should work toward greater integration of the business processes within each COI and greater integration of applications within the COI.  For Pepperdine, some of these COIs would be:

· E-Learning

· Course Management 

· Advancement

· Advisement

· General Administration

· Others as needed

7 Appendix B.  IT Project Business Case Process

A rigorous IT project approval process would entail the articulation of the Project Concept and the development of a Business Case for all IT projects.  IT projects include the development, acquisition or enhancement of business and academic applications, acquisition or upgrade to office automation applications, or the implementation or upgrade to infrastructure, etc.  Enhancements include significant increases in functionality, or extension of use to multiple business or academic units. 

The Project Concept and Business Case should help guide thinking about IT projects, and assist Project Managers and others in articulating and evaluating key aspects of a proposed project.  The Project Concept and Business Case process provides a basis for communication, understanding and agreement among Project Managers, Deans, Division Heads, the IT Division, the Executive Team and other project stakeholders regarding proposed IT projects.  It allows for an evaluation of a proposed IT solution to a business problem or opportunity to help ensure that the solution is:

· Realistic

· A good investment 

· Likely to improve operations 

· Consistent with the University’s institutional and technology strategies

· Utilizes well established and stable technology (non-bleeding edge)

The Project Concept allows for Deans, Division Heads, the IT Division, the Executive Team, and other project stakeholders to provide feedback early in the formulation stages of a project.  The Project Concept provides a vehicle for early identification of projects that are more complex, and require a more thorough evaluation of feasibility before beginning work.

The Project Concept should address:

· The business problem/opportunity, project objectives and the potential automated solution

· The necessity and justification for the proposed project

· High-level implementation plan for the project

· Anticipated project budget and funding sources

The information contained in the Project Concept will be high-level in nature. However, sufficient information should be prepared by School/Division staff and provided first to the Dean or Division Head to assess the potential project.  After reviewing the Project Concept, the Dean or Division Head may direct staff to begin the project or to develop a Project Business Case according to set reporting criteria.

The Project Business Case is a comprehensive business evaluation of the planned IT project.  Since projects of different levels of complexity and risk require different levels of evaluation, the Project Business Case should be prepared at a level of detail appropriate for the scope and complexity of the proposed technical solution. For less costly and complex projects, a High-Level Business Case is sufficient while more costly and complex projects require a Detailed Project Business Case.  The Project Business Case should address:

· Business Case

· Business Problem or Opportunity

· Business Objectives

· Business Functional Requirements

· Baseline Analysis

· Current Environment

· Existing Technical Infrastructure

· Proposed Solution

· Business Process Redesign Description 

· Solution Description

· Rationale for Selection

· Other Alternatives Considered

· Project Management Plan

· Project Organization

· Project Priorities

· Project Plan


· Project Monitoring

· Project Quality and Change Management Process

· Risk Management Plan

· Risk Assessment Summary

· Risk Management Worksheet

· Risk Identification

· Risk Evaluation

· Risk Prevention

· Risk Mitigation and Contingency Plan

· Economic Analysis 

· Economic Analysis Sections

· Cost Components

7.1 Reporting Criteria

The Project Concept and Project Business Case should be used according to the type and scope of the project.  The University should establish reporting requirements that are appropriate for its environment.  Initial reporting requirements for the IT Governance Committee to consider are as follows: 

· The School/Division may prepare only a Project Concept if the project meets the following criteria: 
· The project impacts or involves only one Division/School

· The estimated project budget is small (which is below a dollar threshold set by the University, for example only, $10,000)

· Only School/Division in-house resources are utilized

· Number of users falls below a set number (to be determined by the University)

These projects may be approved and undertaken at the Division level.  The Project Concept should be provided to the IT Governance Committee to consider opportunities for cross-divisional synergies.
· The School/Division should prepare both a Project Concept and a High-Level Business Case if the project meets at least one of the following criteria:

· The project impacts or involves more than one School/Division

· The estimated project budget is medium (which is in a dollar range set by the University, for example only, between $10,000 to $50,000)

· The estimated project duration is more than six months (including implementation)

· Number of users falls within a set range (to be determined by the University)

These projects must be approved by the IT Governance Committee based on their review of the Project Concept and Business Case.  The IT Division should also review the Project Concept and Business Case for architectural implications.

· The School/Division should prepare both a Project Concept and a Detailed Business Case if the project meets at least one of the following criteria:

· The estimated project budget is large (which is over a dollar threshold set by the University, for example only, $50,000) 

· The estimated project duration is more than one year (including implementation)

· Number of users is above a set number (to be determined by the University)

These projects must be approved by the IT Governance Committee based on their review of the Project Concept and Business Case.  The IT Division should also review the Project Concept and Business Case for architectural implications. 

The process above is provided as an example and the dollar thresholds are samples only.  The IT Governance Committee is responsible for developing a detailed process for approving and prioritizing projects and for determining appropriate dollar thresholds for the University.

8 Appendix C.  Gap Analysis

This Appendix provides the Gap Analysis that identifies the current technology issues facing the University along with industry trends in these areas.  This Gap Analysis was presented to the University’s Project Team during a series of IT Strategy Development Workshops.  The Gap Analysis formed the foundation for the development of the Key Strategic IT Goals, Objectives and Initiatives included in this Plan.

The Gap Analysis is contained in a separate file.  Please click on the link to access the file:220283920 Appendix C - Gap Analysis v3.pdf 








































































