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INTRODUCTION

Higher educationischanging. Driven by theneedtoincrease productivity, quality, and
access while meeting the challenges of competition, universities, especialy state-assisted
institutions, are seeking ways to do more with less governmental support. Information
Technology (IT) is perhaps the enabling tool that will bring transformative change
(Oblinger & Rush, 1997). The organi zationsthat have had primary managerial responsibil-
ity for IT implementation on many campuses need to change and be restructured if the
technology isto live up to its potential.

Thiscase study providesan overview of the processutilized inimplementing abroad-
based strategy to addresstheinformation technology needs of alarge public university, the
University of Memphis. It deal sat lengthwith theplanning and creation of an | T governance
structure and a strategic planning and management model. In this case, modern theories of
organizational changeand strategic planning were applied to the creation and improvement
of the University’sIT structure.

CASE QUESTIONS

What IT changes are needed to significantly improve a large state-assisted
urban campus?
» What organizational structures are necessary to enable meaningful IT
decision making?
» What types of “people”’ changes need to occur and in what time frame?
» What are the major barriersin making planned I T change happen?
N\ J

CASE NARRATIVE

Background
TheUniversity of Memphis(UoM) isthe flagship institution of four-year universities
within the Tennessee Board of Regents system of higher education. The campus of
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approximately 20,000 students, withitsprimary locationinthegeographic center of thecity,
is ethnically, socially, and economically diverse. This regional, urban, doctoral granting
institution is within arelatively short commute of 1.5 million residents.of the mid-South.
Theinstitution hastwo campusesand agrowing number of other |ocationsoffering courses.
It consists of nine schools and colleges and five centers of excellence. The University
employs about 2,400 faculty and staff members. An annual state and non-state budget of
approximately $220 million meets educational and service needs.

TheUniversity of Memphisisastate-assistedinstitution governed by astate-regul ated
system office. As an urban university, it strives to provide a stimulating academic
environment consisting of innovative undergraduate education and excellencein selected
research areas and graduate programs. Exposure to diversity in the composition of the
student body, faculty, staff, and administrators enhances educational experiences. The
University respondsto the challenging responsibility of being locatedinaculturally diverse
region by developing a unique blend of teaching, research, and service that contributes to
the general welfare and growth of the region.

Historical Context

Shortly after assuming theleadership of TheUniversity of Memphisin 1991, President
V. Lane Rawlins recognized that the existing IT unit could not provide the vision and
ongoing assi stance needed to support theinstitution asit began asignificant change process.
Initialy, he instituted self-studies and brought in an outside consultant to define the
magnitude of needed change. This led to a decision to create a chief information officer
(CIO) position and to combine various I T-related units into one.

Thus in the Fall of 1995, the President established a new division of Information
Systems(1S) and created the position of VicePresident for Information Systems& CIO (VP/
ClO). The new unit had responsibility for networking, academic-and administrative
computing, and telecommunications. As chief information officer, the new Vice President
also had responsibility for developing an IT strategic planning process, an associated
governance structure, and a much-needed information policy for the institution.

The new IS organi zation was formed from unitsthat had previously reported to either
the Vice President for Business & Finance or the Provost, who each had I T staff with mid-
manager or below levels of authority. The need to restructure and redirect the organization
was evident. Experienced senior-level administrators were required, and several existing
positions within the organization needed to be redefined. The need for different manage-
ment principles, arenewed service orientation, team-based activities, and aplanning focus
would lead to a commitment to begin an organizational cultural change toward that of a
learning organization.

A learning organizationisonethat continually expandsitscapacity to createitsfuture.
For such an organization, “adaptive learning” must be joined by “ generative learning”—
learning that enhances the capacity to create. Characteristics include shared visions,
personal mastery, systems thinking, and team learning. Such organizations can aso be
defined as:

[...] organizations where people continually expand their capacity to create the
results they truly desire, where new and expansive patterns of thinking are
nurtured, wherecoll ectiveaspirationisset free, and where peopleare continually
learning how to learn together (Senge, 1990, p. 3).
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Shortly after appointment, the new VP/CIO initiated three major multi-year projects
relating to information technology. The first involved completion of the basic network
infrastructure for the University by connecting all offices and a proportion of classrooms
and dormitories to the campus network and selected locations to Internet2. The second
project was to develop an integrated, standardized academic system (including support
roles) consisting of computing laboratories, classrooms, and faculty offices. The third
initiativewasto significantly decrease maintenance of theUniversity administrative system
by enhancing it with World Wide Web (WWW)-based access and eventually moving to a
next-generation administrative system in an object-oriented and relational database envi-
ronment.

During histenure, the President appointed several new executive officers and senior
administrators to work together with remaining long-term senior administrators and
executivesinacollegial and collaborative stylefor the betterment of the organization. The
addition of strong executive support and |eadership, along with experienced new academic
leaders and staff, is allowing needed changes to occur at a more rapid pace than would
otherwise be realized (Penrod, 1998).

Restructuring the IT Unit

The requirement to move ahead with significant system upgrades while restructuring
the IT unit necessitated an I T strategic planning and management process closely coupled
with awell-understood I T decision-making structure. It was equally important to link the
IT planning and management model to existing institutional processes such as planning,
budgeting, and personnel administration. Additionally, alearning organization component
was critical to ensure that adaptive change would occur within the staff.

When the CIO arrived, theinstitution lagged behind itsregional and national peersin
IT infrastructure and, consequently, in usage. There was a lack of direct state funding to
support institutional I T requirements, in addition to aneed for internal restructuring of IT
financia support. The first action was the development of both an operational and linked
capital budget. Initially, areserve account and year-end funds addressed major I T-related
administrative costs and upgrades. Now the capital budget is directly linked to the
operational budget, and meaningful ongoing planning for administrative and infrastructure
needs may be conducted.

Students historically paid avery modest technology accessfee (TAF) of up to $15 per
semester. Inthefall of 1997, thisfeeincreased to $50 per semester; thenin 1998, it wasraised
to $100. This enhanced fee provides a steady source of revenue alowing ongoing
modernization of academic computing and instructional networking.

TheUniversity Strategic Plancalled for aconcerted effort to enhancetheoverall image
and regional stature of the institution. Because of historical issues—a commuter campus
environment and statewidereduction of higher education funding over thelast decade—the
university often suffered from animagethat doesnot match the quality of existing programs
and offeringsthat areavailablein certain disciplines. Strategiesweredevised to addressthis
andto continuetoincreaseoverall quality—especially infivedesignated areasthat included
information technology, health sciences, international programs, performing arts, and
undergraduate academic achievement.

Introducing any significant change in organizational culture is always difficult. An
attempt to aggressively move auniversity forward requiresthe creation of aplan of action.
Oneof thefirst exercisesin such an endeavor isto definethebarriersthat exist. Establishing
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appropriately enhanced ongoing operational and capital budgets in a state university with
severe budget constraints is difficult, even when there is presidential support. A -major
infusion of budget money for academic needs comes from increased fees; and student
support was necessary to convince board members of that need.

Money, however, is not the only resource necessary. Initiating aformal IT planning
process linked to the institutional planning process was a place to begin. Furthermore,
linking IT planning directly to individual behavioral change, management style and
practice, and unit and personnel eval uation set the stage for productive use of existing and
additional budget all ocations. Moving from atraditional dataprocessing-oriented structure
to oneaimed toward 21% century management processesrequiresachangein organizational
culture. Senge’ s (1990) | earning organi zation theory provides an appropriate methodol ogy
to bring such change. Adaptive change in people requires the individual to determine that
he/she wishes to change. If change is truly to occur, it is imperative for organizational
changes to be apparent as well. Personal empowerment, professional development oppor-
tunities, team-based activities, involvement in decision making, and thelinking of personal
and organizational values are examples of unit changesthat provide astimulusto motivate
individuals.

Against this backdrop, the president authorized creation of the new IS unit and
supports its development to help position the University for the future. The need for such
actioniscrucia:

Weareentering asecond eraof informationtechnol ogy inwhichthe. .. applications
of computers, the nature of technology itself, and the leadership for use of
technology are all going through profound change. Organizations that cannot
understand the new eraand navigate a path through the transition are vulnerable
and will be bypassed (Tapscott & Caston, 1993, p. 13).

The initial IS organization consisted of disparate units that had functioned as a
divisional group for several monthsled by an outside consultant. Many had not engaged
in any substantial professional development for some time and were not adequately
equipped with desktop computing capabilities. Additionally, many individuals were
long-term staff members of the university with little or no experience elsewhere.
Almost without exception, they did not know what to expect from a new CIO or what
the institution expected of them.

The University publication, The Strategic Plan: Defining Excellence 1995-2000,
called for major I T advancementsin both academic and administrative areas. It defined
the need for a concerted effort to enhance the overall image and regional stature of the
institution. For a variety of reasons, the University’s image did not match the quality
of programs and offerings that are available in certain disciplines. Responses devised
by senior administrators to address this included the advancement of an information
strategy. Near-unanimous agreement by senior executives and within the Information
Systems Division indicated the need for change that was planned, bold, supported, and
nurtured.

Thepresident recognized theneed for urgent changein sustaininginstitutional quality,
and the ClO recognized that building alearning organization and implementing astrategic
planning and management processwere critical componentsto attaining that shared vision.
It was neither necessary nor prudent to spend alot of time analyzing that situation. Instead,
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the IT governance structure, enabling quick decision-making, was established within the
first three months of the CIO’s appointment. The governance process immediately em-
braced and involved up to 100 key institutional playersin anew direction for | T'across the
University.

Theformal structure consistsof asenior policy level council (agroupwith presidential
designated decision-making authority) and advisory committees representing academic
(primarily faculty), administrative, and student interests. In addition, various role-defined
groups also have the opportunity to provideinput into decisionsthat affect them (technical
support providers, college-level committees, other administrative groups, etc.). Movement
away from a fairly rigid bureaucratic structure within the central IS unit toward a
coordinated but distributed organization wascalled for asrapidly asfeasible. Finally, it was
essential to define an appropriate rol e relationship between the central I T organization and
other IT unitslocated in academic and administrative departments.

The obvious need for a structural overhaul coupled with an expectation for
developing future excellence called for a process of organizational alignment. Align-
ment takes place when a group of individuals works as one with a deeply shared sense
of vision and purpose. Alignment of individual s can be powerful, but it is not enough.
The organizational processes, systems, and structures must also bein alignment. When
there is reasonable alignment in an organization, learning—individual learning, team
learning, and organizational learning—results. Itisapowerful energy source (Smith &
Y anowitz, 1996). The President and CIO immediately developed, defined, and insti-
tuted this IT governance structure with overlapping membership, which began making
institutional decisions and defining IT direction. To steer the effort, the president
instituted a policy-level body, supported by three advisory committees—academic,
administrativeand student. The new structure called for the creation of anumber of new
councils and committees:

Information Technology Policy & Planning Council

This council is entrusted with the primary decision-making authority regarding IT
issues. It provides aforum for discussion and approval of all institutional IT policies, I T-
related standards, the I T Strategic Planfor the University, and I T issuesthat require policy-
level deliberation. The Council worksin conjunctionwith, and coordinatesthe activities of,
student, academic, and administrative I T advisory committees. This body is also charged
withresponsibilitiestohel p ensure good cross-functional communicationandto ensurethat
agreed-upon IT plans are carried out. The Council consists of the campus Executive
Officers, Deans, the President of the Student Government Association, Faculty and Staff
Senate representatives, Internal Auditor, Chairs of Advisory Committees, the University
Librarian, and the CIO. The President appoints the chairperson.

Information Technology Academic Advisory Committee

This group advises the CIO on IT matters related to academic issues; provides input
to and reviews the academic sections of the | T Strategic Plan; establishes priorities of all
IT academic projects brought before the committee; participatesin the development of IT
standards, guidelines, and procedures related to academic information technology; and
hel ps facilitate communication across the campus on al I T-related matters. Membership
includes students, representatives of each college, the Library, Research Institutes, the
Provost, and the Faculty Senate.
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Information Technology Student Advisory Committee

The students advise the CIO on matters related to information technol ogy access for
students, matters related to certain academic or administrative issues, and use of student
technology fees. Thecommitteehel psfacilitate communicationto student groupsacrossthe
campus on | T-related matters. Membersinclude student |eaders, both graduate and under-
graduate.

Information Technology Administrative Advisory Committee

Thecommitteeadvisesthe ClOon | T mattersrel ated to administrativeissues; provides
input to and reviews the administrative sections of the IT Strategic Plan; establishes
prioritiesof al I T administrative projects brought before the committee; participatesin the
development of I T standards, guidelines, and proceduresrel ated to administrativeinforma-
tion technology; and helps facilitate communication across the campus on al | T-related
matters. This committee consists of representatives from the Provost’ s office, each vice
presidential unit, the schools and colleges, a representative from the Staff Senate, and
representatives from Information Systems.

IT Strategic Planning and Management Model

The IT strategic planning and -management model also stressed the necessity of a
sharedvisionfor theinternal | Sstaff. From thisstaff of approximately 100, about 65 percent
voluntarily met throughout thefall of 1995to collectively begintheprocessof aligningtheir
services and skills with the aggressive initiatives that faced them and to begin building a
shared sense of vision, understanding, and buy-in.

Thefirst alignment process was to assess individual core values and then to derive a
values statement for the new organization for which there was a consensus commitment. A
number of exercises from The Fifth Discipline Fieldbook (Senge et al.,; 1994, pp. 193-234,
297-350), including “ Personal Mastery” and “ Shared Vision,” were used. Thisresulted in
alist of 13 values for the IS organization, which are now posted in each unit office. The
fundamental purpose of |S, abroad-based extended mission statement, and athree- to five-
year futures scenario were also derived for the new division. The outcome of this initial
planning stage was the development of six institutional strategies designed to provide
guidelines for maoving to the envisioned future. Each of these “pieces’ was initially
developed by the IS staff in draft form then discussed, modified, and approved by the
governance structure. The exercise and rapid defining of institutional strategies, while not
without some controversy, serve as the linchpin to future efforts and provide focus to
initiatives that have institutional ramifications and require a great degree of- collaboration
and leadership at al levels.

Planned and bold steps by the institution were required to contend with its peer
competitors. Because major shifts in education are being realized by all institutions of
learning—older, nontraditional students, virtual classrooms, more learning by discovery,
instructorsasfacilitatorsof learning, and distributed campuses—it wascritical that changes
be strategically planned. It was necessary to recognize the relationship between the
institution and its I T environment, to make difficult decisions concerning the institution’s
desired IT future, and to realize the ultimate purpose of IT planning—which is decision
making to support the good of the institution (Shirley, 1988).

During thefall of 1995, meetingswere held with all college deans and administra-
tive unit heads to understand the current environment and discuss future needs and
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initiatives. Input was sought during these visits on perceived institutional and 1S
divisional strengths and weaknesses that influence information technology implemen-
tation and support.

Withinthe I Sdivision, planning centered on making athorough self-examination and
then exhibiting a willingness to make the sometimes difficult decisions to act upon
identified changes. Examinationsfocused upon: how the unit was staffed; how the unit was
budgeted and how thaseresourceswere utilized; what the physical facilitieslacked and how
existing facilities could best be utilized; what technologies were in place and what were
necessary; what the competenciesof the T staff were and what were the needed competen-
cies, what image was projected to clientel e; what was the cultural climatein which the unit
operated; and what were the services provided. Strengths and weaknesses in each of these
areasandintheinternal and external environment inwhichtheunit operated were carefully
analyzed.

In examining service offerings, the IS unit first reviewed new service concepts
internally, then submitted them for review to the advisory committees, compared
recommendations, and came to meaningful agreement. The examination of existing
services helped determine which services to-eliminate, how the staff felt about those
decisions, and how clients felt about the decisions. Some services simply needed
modification and some services were unchanged. Having completed that exercise,
it was necessary to-get the resources properly assigned and aligned to ensure
delivery.

Anaggressivedecisionto serveasabetasitefor anew administrative systems support
platform and outsourcing of University systemsdevel opment personnel to providetraining
and leadership occurred during year two of the new administration. Elsewherewithinthel S
division, alignment of positions and incumbents was taking place. Certain individuals
retooled their skillsand transitioned successfully, othersless so, and afew, not at all—who
ended up leaving University employment.

Fiscal Support

External factors required addressing fiscal resource support. The University was
suffering severe budgetary constraints, and the forecast for future state assistance
continued to be bleak. However, this did not prevent significant IT progress. The
University President actively sought funding through traditional avenues but was also
very proactive in developing influential constituencies at local and regional levels.

One example of fiscal support and the decision-making process is the campus
allocation of student technology access fees (TAFS) that now generate approximately $4
million annually. These fees, closely monitored at the system level, may only be used for
purposesthat directly benefit theinstructional component. Fund usageisendorsed at thel T
Policy & Planning Council level, but thereal use determinations are made at an operational
level. TheAssociateVicePresident for IS, who hasbudgetary responsibility for TAF, works
with IS staff and an infrastructure support group to develop acampus-wide “footprint” for
infrastructure and academic computing resources. This proposal is discussed among the
deansfrom not only acampus-wide perspective, but also how it affectsindividual colleges.
Final recommendationsare submitted tothel T Policy & Planning Council for endorsement
and tothe University Budget Committeefor approval. Thisillustratesaprocessthat pushes
decision making to the lowest and most practical level, and has allowed significant and
meaningful change to occur.
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Human Resource Support

Human resource support isalso amajor concern. Developing and acquiring I T staff to
support the new | earning organizati on and the associated planning and management process
entailsaconcerted and coordinated institutional approach. A process of staff self-examina-
tionidentifiesskillsnecessary for successful | Soperation. Oncethel T governancestructure
and the Information Systems staff agree upon desired outcomes and services, designated
training and professional development exercises became points of focus. Units that have
project responsibility define needsandidentify individual training and devel opment plans.
The VP/CIO office carves out asignificant allocation of the existing budget to support the
retraining efforts. Distributed | T support at the college and administrative unit levelsisal so
critical. The Palicy & Planning Council collectively identified aninstitutional strategy that
redefined more than 50 existing positions for localized IT support. These Local Support
Providers (LSPs) are an important ad hoc working group that meet on a regular basis to
discusstactical roll-out issuessuch asscheduling, interdepartmental coordination, training,
public relations (which must be coordinated), as well as common support concerns.

IS personnel aretrained by the VP/CIO Office and professional consultantsinwhat it
means to be a learning organization and how that alters the way they work and make
decisions—bothindividually and collectively. Thisrequiresthemtowork in different ways
with clientele and builds levels of trust and confidence that had not existed before. This
strengthens the I T planning process between constituencies by supporting a shared vision
and common goals (DiBella & Nevis, 1998).

The idea of individual adaptive change, previously mentioned, pertains to both
management and staff, and encompasses every |Semployee. Managers must movefrom
the stance of traditional bureaucrats and technical managers to that of managerial
mentors and facilitators (with staff) and relationship managers (across the university).
Thismeansthat individual sneed to commit themsel vesto an unending path of learning.
It also means that individuals must grow accustomed to rapid and ongoing personal
change. Neither is easy to do for people who have worked many yearsin abureaucratic
environment. A changein organizational culture doesnot comequickly; full realization
of alearning organization environment takes aminimum of fiveyearsand perhapsmuch
longer (Schein, 1997). Perceptible changes in many individuals, however, are visible
three years into the process.

Process Support

Process support iscrucial to any change effort. A learning organization model can
be successfully implemented only if processes are in place to support it. This can often
proveto be one of the more challenging componentsto meaningful change. It may very
well threaten existing internal structures, power, and influence. The IS staff is encour-
aged to think independently, let common sense be their guide, “ communicate-commu-
nicate-communicate,” “focus-focus-focus,” and“just doit” whenit makessense. Query
isfundamental and, in aculturewherethat had not been encouraged to any great degree,
change comes slowly (Watkins & Marsick, 1993). Nevertheless, illogical bureaucratic
chains-of -command are beginning to dissol vewhen confronted. Rul es, regul ations, and
perceived constraints are continually analyzed within the decision-making context to
make new and better corporate decisions (Mankin, Cohen & Bikson, 1996). Time does
not all ow consensuson someissues, so when acritical massof support issecured, action
is taken.
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Recognition is an invaluable process support mechanism. Lead by a grassroots
volunteer committee, the IS staff designed a rewards program that incorporated both
contemporary and traditional methods of recognition. It allows recognition to occur-at the
timeitisearned, encouragesteam val ues, supportsinnovation and risk-taking, and respects
diversity. Thishighly successful program (which hasvery few “ rules” associated withitand
virtually eliminates collegial competition for competition’s sake) helps bring together a
staff that cel ebrates one another’ s successes (Hesselbein & Cohen, 1999). Another form of
recognitionisderiving morecompetitivecompensationlevelsfor I T staff througharigorous
exercise of benchmarking and using industry standardsto definejob rolesand responsibili-
ties. The IS organization works closely with Human Resources (HR) to assure equity and
parity, and gives exhaustive attention to recruitment and retention mechanisms that work.
All IT positions across the institution are linked to the area market.

Few processes can be as supportive as | eadership-by-example. There can belittle
discontinuity between corporate lip service and daily practices, leaders must “walk the
talk.” Leaders cannot ignore the need for the skillsrequired for managing change, and
they can encourage creativity while they take the sting out of failure (Bennis &
Beiderman, 1997). To help develop such abilities, the | S unit again works with the HR
training department to provide professional development especially in “soft skill”
areas. Areas such as conflict resolution, project, time, and stress management require
continuous support.

Ongoing attention and focus create nurtured perceptions. “ The primary function of
culture management during a process of change is to implement and sustain changes’
(Galpin, 1996, p. 54). The infusion of new planning and management practices and the
associated behaviorsexpected of the| Sstaff are carefully and continuously supported from
their introduction, thus allowing them to begin the embedding process into the organiza-
tional culture. Achieving and sustai ning organizational change mandatesthat the culture of
the organization be affected. Changes in organizational culture are supported by tangible
reinforcements such as pay-for-performance in selected cases, reassignment of work to
better align skill sets with tasks at hand, providing people with meaningful work, and
continually communicating the big picture (Floyd & Wooldridge, 1996).

The old performance eval uation process within the Information Systemsdivision has
beensignificantly revised. Evaluationsnow include self-appraisal s, supervisory reviewsby
line staff, and peer reviews at the management team level (Reddy, 1994). These reflective
exercises promote meaningful dialogue between raters and individual staff on issues such
astraining and development. Thisallows aplanning focus aswell as an evaluative process
totake place. Merit salary adjustments, when available, directly correlate to staff appraisal
scores, and the organization takes great care to ensure equity across the division.

An ombudsperson program exists to provide an avenue for problem resolution when
regular organizational channels do not meet an individual’ s needs or are not appropriate.
After nomination by their peers, two individual s appointed by the Cl1O serve on arotational
two-year term asl Sombudspersons. | nternal staff aswell asclientsareencouragedto utilize
the services of the ombudspersons, and the program is publicized in each edition of the
campus technology newsletter-and on the IS Web site.

Every level withinthe organization needs | eadership. The behaviors of those leaders
(whether at the executive, management, or supervisory level) prove to have atremendous
impact on the success of managing change to support the IT strategic planning and
management model (Hesselbein, Goldsmith & Beckhard, 1997).
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ANALYSIS

Outcomes

ThelT strategic planning and management model hasmet with early success. Thefifth
IT strategic planisnow ineffect, and critical massesof decisionmakersacrosstheinstitution
havebought intothe process. M eetings conducted twice annually with each major academic
and administrative unit to determine | T need and solicit feedback work well. The academic
deans meet regularly with the associate vice president for 1S to specify academic I T needs
and to make recommendationsto the I T Policy and Planning Council for prioritization. The
IS staff is also comfortable with the process and has met stated goals for completing
objectivesin each of thefour prior plans (completing in excess of 90 percent of theinitially
stated objectives each year). Metrics for ongoing assessments of what constitutes satisfac-
tory service are established and published on the Web monthly and discussed with client
groups periodically. The overall IS productivity, as measured by the size of the IT
infrastructureinrelation to the number of full-time equivalent staff positions, hasincreased
by afactor of five, and thereisdemonstrable progresson all three of themajor I T initiatives
that wereinitially set forth in 1995.

Theinitiativeto movetoward alearning organization cultureisslow, asexpected, but
exhibits steady progress. A number of meaningful organizational adjustments are now in
place including: providing at least three professional development opportunities for each
staff member annually; establishing two ombudsperson roles; initiating ongoing focus
groups; selecting, training, and implementing work teams; and creating a process to
recognize and celebrate individual and team-based achievement. Regular ongoing work-
shopsonlearning organization principlesand skillsexist for staff members, andamentoring
process for managersis being introduced during thisfiscal year. Both formal and informal
assessment indicates that the staff is gaining skills and using them in providing service to
the client community.

The governance process has been modified somewhat and defined in greater detail
over the years (see below) and isfunctioning effectively and efficiently. TheIT Policy and
Planning Council meets approximately every six weeks during the regular academic year
where it approves IT-related decisions of consequence to the entire University and
establishes IT policy. The advisory committees meet monthly, review progress toward
objectives, and make recommendations on selected issues. Aspreviously noted, ayear ago
the institution was sel ected to participate in the “ Institution-Wide Information Strategies’
project sponsored by the Coalition for Networked Information.

The Budget Committee for the campus has steadily increased the proportion of
institutional budget (augmented by the TAF) allocated for I T-related expenditures. Over a
four-year period, that ratio hasincreased from approximately 3.5 percent to about 6 percent,
enabling theUniversity tobefully competitivewithitsdesignated peers. TheUniversity has
moved from near the bottom of its 10 designated peersto near thetop in thisratio and other
benchmark ratings.

The IT organization is judged to be considerably stronger from both the addition of
well-qualified professional sand by the elimination of somewho were not performing up to
their potential. A number of existing positionswere upgraded and/or redefined to better fit
the current needs of theinstitution. Of particular notein thisregardisthe shift of somehalf-
dozen positions from primarily administrative functions to primarily academic support
positions. A strategy for the | Sunit to providethe main support for the I T infrastructure and
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for distributed I T positionsto be the primary routine desktop support was approved by the
IT Policy and Planning Council in 1997. Since then, approximately 55 L SP positions have
been created across the campus. This has enabled reasonably clear roles to be established
for IS personnel and for the L SPs, which together provide an improved servicelevel tothe
campus community.

Successes/Failures and Adjustments

In addition to the major successes noted above, one other should be stressed—support
fromtheexecutiveofficersof theuniversity. Without their broad-based level of support, the
necessary involvement of faculty and staff would not havebeen soforthcoming. Thefailures
have come from decisions related to implementation procedures rather than from the more
global strategies. It wasdetermined that participating asabetatest sitewould provideaway
to move aggressively to a new administrative system. Once that decision was made, it
became obviousthat the existing staff needed to be upgraded and augmented to accomplish
the goal. It was thought that outsourcing a portion of the staff to the vendor with whom the
betatest wasto bedonewoul d best accomplishthis. Duetotimeconstraintsand certainlegal
reasons, the outsourcing decision could not be discussed with the staff until it was to be
implemented. This proved to have been an unfortunate circumstance. Asone might expect,
the staff wasinitially shocked, then disturbed by the move. After several months, it became
evident that the product schedul ed for installationwoul d not bethe* next generation” system
that was desired, and the beta involvement was ended. Shortly after that, by mutual
agreement, the outsourced staff returned to the employment of the university. A great deal
of time and energy has been exerted to repair the damage, and progress has been
considerable, but lingering feelings are still evident at times. Fortunately, anew betatestis
underway with a true next generation system, and staff training in new technologies is
underway. This staff was also part of the first work teams formed.

Although the governance structure has become a major success, it got off to arocky
start. Appropriate care was not taken to define in enough detail the role of Policy and
Planning Council members. It soon became obvious that some memberswere not carrying
out their duties as expected and some were unhappy because they were not asinvolved in
operational decisions as they had anticipated. This occurred simultaneously with the
increased TAF, and some deans asked that the increased funds be directly allocated to
academic unitsaccording to aformula. First, the Policy and Planning Council held aretreat
with afacilitator to get all of the concerns from all parties out in the open for discussion.
Secondly, the Provost and the CIO came to an agreement to set up a process that would
involve all of the deans in helping to put forth recommendations for TAF usage, with the
stipulation that it would focus on overall university priorities. Finally, based on the retreat
results, the ClO drafted and the President approved a more detailed role definition for the
Policy and Planning Council; at the sametime, they reconstituted the Council membership
to include all of the deans and vice presidents. This created a group that makes IT
decisions—one that has the charge and the authority to see that decisions are carried out.

CONCLUSION

Several factorscontributed totherenewal of thel Sunit and the successof institutional
IT strategies. Consi stent support and the arti cul ati on of that support by theexecutiveofficers
were essential. Implementing a flexible IT strategic planning and management model
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purposefully linked to previously existing institutional processes set the stage for initial
change and continuesto define ongoing, progressive change. Another key componentisthe
definition and evolution of an IT governance structure empowered to make decisions and
charged to implement them. The reall ocation of existing resources and the development of
new fundsto support I T initiativesis crucial to current and future success. The adaptation
of learning organization principles to routine organizational operation and the infusion of
them into the planning and management model seem to have begun a progression toward
anew culture. Finally, the involvement of abroad array of people acrosstheinstitutionin
governance, decision making, and team-based activities is leading to the “buy-in” so
essential to long-term success.

After approximately four years, the IS Division is more than halfway through the
timeframe required to acquire the characteristics of alearning organization. If the rate of
progressto datecan besustained, theunit should be prepared to providethequality of service
needed by the university to meet goals of the early 21% century.

DISCUSSION QUESTIONS

1. What types of organizational changes-have been brought about by information
technology in your organization?

2. What are some of the barriersthat make it difficult to effect information technology
change?How isthisdifferent for administration, faculty, students, and support staff?

3. How important isgovernancestructureininformation technology strategic planning?
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