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|. INTRODUCTION

Information Technology Governance (ITG)

In January 2008 Brookdale held a policy summit calling for the establishment and maintenance of an
information technology environment that would emphasize information technology governance as
opposed to management. [See Appendix 1 for a list of participants] A basic premise for the summit
held that governance aims more towards clarifying strategic direction, identifying priorities and
controlling outcomes than management does. This led to conclusions that:

¢ The roles and responsibilities of IT officials at Brookdale need to be clarified and better
understood throughout the College community.
e The EVP for Administration, Operations and Information Technology Services serves as the
Chief Information Officer (CIO) at Brookdale.
e The original IfAeGud dafngt hlPe iInNTcS A need to be reaffir
both the Board of Trustees and the College Administration.
e Sound planning must drive all future IT budgeting.
¢ The College contract with SunGard Higher Education needs to be reviewed recurrently with
reference to College needs and expectations; and adjusted as appropriate.
e The strategic goals of the ITSP Il need to be prioritized and a tactical plan with targeted
outcomes needs to be developed. The current document (ITSP Il)isnota A @l an
¢ The i ssue of having an Education Services- Techno
making framework needs to be addressed.
e There is a concomitant need to recruit an Executive Director for ITS by carefully identifying the
requisite skill set and integrating it into the recruitment effort.

Participants concurred that the central component of governance is decision-making. They also
agreed that effective governance of information technology resources must include input from a fair
representation of campus units in order for the governance structure to assess the priority of ongoing
and new IT initiatives. Finally, the summit emphasized that IT strategic planning and decision making
must be aligned with the overall strategic goals of the institution.

The basic purpose of effective ITG is to lead change, leverage technology to build and expand
institutional capabilities and create and fulfill strategic goals for the College.* Summit participants
challenged staff to renew the Information Technology Strategic Plan (ITSP). Further, they concluded
that information technology governance (ITG) at Brookdale Community College is becoming weaker
when it needs to be growing stronger.

ITG specifies decision rights and an accountability framework to encourage desirable behavior in
using IT (Weill and Ross). At Brookdale, ITG involves several groups, including the IT Committee of
the Board of Trustees, the Information Technology Advisory Council (ITAC), the Technology Users
Group (TUG) and Web Registration Plus (WebReg). [Last year, WebReg and TUG merged into a
single body] These groups represent an effort to make ITG effective and inclusive. Yet, ITG has not
matured at Brookdale. It still needs to become more inclusive of the College as a whole. Greater ITG
maturity will ensure that decisions about technology are widely understood. Better IT practices will
prevent decisions from occurring randomly or seeming to result from a stovepipe administrative
arrangement.



II. MISSION, VISION and STRATEGIC DIRECTION
College Mission and IT Vision

Brookdale Community College is a comprehensive, public community college providing affordable,
open access for all individuals to a wide variety of high-quality associate degree and certificate
programs, and coursework, for both transfer and vocational entry opportunities. Brookdale Community
College is committed to opportunity with excellence, opportunity with accessibility, and opportunity
with appropriate support, to enable success.

The vision for information technology at Brookdale Community College is to achieve the institutional
mission by providing reliable and efficient access to appropriate data and instruments to get the job
done. Brookdal eds vi s iechmolody complemerftsdhe oofegel mission statement and
encompasses the following:

Enriching the teaching and learning process,
Fostering communication,

Supporting and stimulating innovation,
Encouraging research, and

Facilitating personal and professional development.

Strategic Direction: The ITSP and Guiding Principles

ITSP-I: The Initial Plan

Strategic planning for information technology began at Brookdale Community College in the 1990s.
The first version of the Information Technology Strategic Plan (ITSP-I) was issued on January 15,
1998. This document represented the work product of a highly participatory process that began as
early as 1996. The first ITSP outlined four objectives for the college:

It projected a futuristic institutional vision for information technology at Brookdale,
It presented the results of a careful environmental scan,

It expressed guiding principles for information technology and,

It established a technology improvement program for programmatic funding.

NSNS

The achievement of the objectives outlined in this plan thrust Brookdale forward into the information
age. The ITSP-I heavily emphasized the importance of policy development and sound institutional
planning practices for the future.

Brookdale6 s f i r st | T SuRlizatidn ef informationgeshma@ody as an instrument for
enhancing student learning outcomes. The plan repeatedly referred to the seven principles of good
practice in undergraduate education that had been popularized by the former American Association
for Higher Education (AAHE). Brookdale has wisely continued to emphasize the importance of
technology as a tool for accomplishing the business of higher education, rather than becoming an end
in itself. Accordingly, the ITSP-I cross-referenced three guiding documents Brookdale had in its
existing repertoire:

1. The Educational Services Master Plan,
2. The Facilities Master Plan, and



3. The College Matrix

ITSP-1I: Alignment of Institutional and Local Needs

Building upon the solid foundation set by the original ITSP, the College updated its strategic
information technology plan in 2002. The ITSP-II projected a vision for the future and stressed the
need for closer alignment between the overall needs of the College and the special needs people
have at departmental or unit levels. The ITSP-Il emphasized the need for tactical planning as a
complement to the conceptual strategy. This was because general IT policies and procedures did not
address more specific needs at the College. A separate accompanying document to the ITSP-I
presented multiple tactical plans to achieve the recommendations set forth in the strategic plan.
Unfortunately, due to a variety of reasons, the majority of the tactical plans prepared at that time have
not been implemented six years later.

The pressing need for alignment remains today. It is important to correlate the overall aims of the
College with the particular objectives of its units, departments and divisions. One key feature of the
plan highlights the importance of synchronizing goals for information technology with the strategic
goals of the College. It will always be important for Brookdale to implement a strategy that aligns IT
with local capabilities for realizing the vision, values, mission and goals of the College.

ITSP-IIl: Making ITG Central to the College Mission

This document presents the third installment of information technology strategic planning at

Brookdale. The plan reaffirms the original guiding principles for IT Governance at the College and

seeks to transform the existing decision-making model for IT into a new, more effective approach. The

plan prescribes use of information technology to accomplish the academic and administrative goals

inherent in the College Mission. More specifically, the ITSP-III offers a blueprint to advance policy
making at Brookdale. As informationtechnol ogy enabl es Brookdal ebs acadel
operations more than ever, the need for a mature, universally embraced ITG framework becomes

acute.

Within American colleges and universities, ITG may often be confined to particular units, offices or
divisions in a way that limits institutional effectiveness instead of fostering it. ITG is most effective
when 1) it is diffused, 2) is on-going, 3) follows a repeatable process, and 4) is aligned with broader
institutional goals. The purpose of effective ITG is to manage change, build institutional capabilities,
and create measurable success in achieving the goals and objectives outlined in the matrix.

Guiding Principles

The institutional focus embodied in the original Guiding Principles still offers clear direction for the
Coll ege in pursuing its mission. As a resul t, Br o«

1. Develop a systemic approach to information technology enhancement.

Establish the role of technology as an enabling mechanisthéachievement of the
Coll egeds mission and goal s.

Establish the preeminence of an institutiside approach to technology enhancement.

2. Promote technology improvements that focus on the student as learner and client.



Establish service to the studexs the central focus for technology/process improvements.

Employ technology to enhance student learning, as well as simplify student interactions
with College administrative functions.

3. Focus upon solutions which are integrated and studewentered.

Technology must be deployed to ensure the seamless integration of all student and College
information.

Technology must be utilized to change existing processes to improve administrative
effectiveness and efficiency and to reduce data redundancy.

4. Propose information technology industrystandard solutions wherever and whenever
possible.

Off-the-shelf (hardware, software, and network) products should be selected with non
standard solutions considered only when the need is significant and an irshastdard
solution is unavailable or unworkable.

5. Contribute to enhancing the Collegeb6s ficol |
Acoll aborative eventso with every effort to e
procedural boundaries that divide or isolate people and/or processes.

Technology solutions will only evolve from collaborative, ruutipose, crosgunctional
teamwork.

Technology solutions must be employed which facilitate better understanding and
communications

6. Help people search, select, filter, and integrate data, not just capture it. Data
must be integrated across functions (data warehousingupported by ubiquitous
networking and ease of access.

An informationrich environment available tall concerned parties will enhance student
service and promote improved decisimaking.

Technology solutions selected must foster ease of use, flexibility, integration, and
institutionwide access.

7. Focus on system flexibility and growth potential; ad , not wait for the fApe.]
solution(s). Systems will evolve, but their implementation must not be delayed.

Technol ogy solutions wild@l be selected base
existing needs and their ability to provide foruitg growth.



8. Ensure that administrative systems provide analytical capabilities permitting the
institution to conduct long-term analyses at a variety of organizational levels.

Technology resources must support academic, administrative, and
institutional research.

In addition to supporting institutional research, the technology platform selected must

ensure the Collegebs ability to share at a
acquired through such efforts.

9. Encourage ongoing supporf or pur poseful examination and us

technologies.

Exploration and application of stat&f-the-art technologies should be encouraged and
supported by informationgkchnical, and human resources.

10. Seek talevelop technological bols which are integrated, effective, and efficient.
The Coll egebs technol ogy support organi zat
staff to ensure ongoing technologigalrrency.
Technological tools must be focused for use and effectivena$samercentered
environment.

11. Be realistic and, as appropriate, resource allocation and technology applications should

emphasize a multipurpose and shareduse approach.

Increasing demands for information technology resources are compdégtmflat, if not
diminishing, fiscal resources.
Wherever, and whenever feasible, technology initiatives should incorporate resource
sharing.

The Principles are designed to ensure that everyone involved in the improvement of, as well as those

served by, information technology at Brookdale, share a common understanding of the role and

mi ssion of information technology in achieving the

moves its information technology improvement agenda forward during the months and years ahead,
these Principles will assure that outcomes are consistent with the College's chosen mission and
goals.

Il1l. Resources

Information Technology Funding

The information technology budget at Brookdale is funded through various sources. These include:



e The Technology Improvement Program (TIP) - based upon student enrollment; in FY 2009, we
anticipate $2 million;
e Monmouth County appropriation - $1 million each year;

e Brookdal ebds o doetecarologgga biuelg e¢ ac h yallomwatign was$ZF8 y e ar |

million;
e Carl Perkins Grant has been $150,000 per year for the past several years.

Brookdale established the Technology Improvement Program (TIP) in 1997 to institutionalize
technology funding for the enhancement of teaching and learning. In 1997 the College established a
student technology fee as an additional payment by all students who register for academic courses.
Six percent of the general service fee that students pay is automatically directed to TIP. The TIP
budget comprises four key elements: contracted services, equipment (non-inventory), audio-visual
equipment and software. The College requires that all of the funding provided through TIP be utilized
to improve student learning outcomes.

The Monmouth County appropriation is a specified allocation made to the College every year by the
Board of Chosen Freeholders.

The College operating budget designates funds that are appropriated specifically for information
technology.

The Carl Perkins Grant is a federal monetary awardpasse d t hr ough t he State of
Department of Labor and Workforce Development to the College each year. The Office of Academic
Affairs manages these funds.

These principal funding sources allow the College to service student labs, support the Teaching and
Learning Center (including ANGEL, a learning management system), enable technology enhanced
classrooms, provide software upgrades, pay software licensing fees, manage the Datatel (Colleague)
system; support the technology and telecommunications infrastructure; maintain the telephone
system; and over thirty-six third party software/operating systems that support daily operations. The
recurrent costs associated with information technology, e.g., licensing fees, the SunGard contract;
maintenance fees to support infrastructure, leave a very small percentage of funds available for
discretionary use. The budget allocation represents 80% in fixed recurrent costs and 20% in
discretionary funds.



Brookdale Community College
IT Spending Distribution
FY05 - FY09

@ Operating (College support)
QTIP (County Support)
QOTech (Studentfees)

2005 2006 2007 2008 2009
Actuals Budget* 2005 2006 2007 2008 2009*
Tech 5 1519 % 5 1292 21% % 1509 5% § 1561 X% § 1965 28%
P 840 15% 1088 18% 826 14% 839 13% 1000 14%
Operating 3,369 9% 3673 B1% 3599 B1% 388 B1% 3968 57%
Total IT $ 5728 100% § 6,023 100% § 6,034 100% § 6383 100% $ 6933 100%

For the sake of institutional sustainability and growth, implementation of the ITSP-III has to
continuously match the revenue sources and required expenditures for IT that are necessary to attain
stated goals. Brookdale must plan and execute its IT budget in a way that satisfies recurrent costs for
teaching and learning requirements, e.g., computer replacements, laboratories, classrooms.

As the College transforms itself into a multi-campus higher education institution in accordance with

the One Brookdale vision, it will become even more dependent on technology than it already is.

Recent growth in student enr ol | me n pasticimtionihthee HECO s ,
delivery of courses and programs via distance education and online learning and sophisticated

administrative innovations mean it will be difficult to balance understanding and expectations. A

combination of preventive budgeting, greater transparency and better communications will be

necessary to realize all the possibilities. Brookdale can either run IT as if it was a cost center or it can

utilize IT to become a higher education leader.



IV.Staffing
ITS

Housed within the Office of Administration, Operations and Information Technology Services,
this unit collaborates actively with other College divisions to establish and promote intra-
institutional communications that ensure constructive decisions for College operations. This
unit also has a major role in the ongoing implementation of the information technology
strategic plan. It is a linchpin in the framework of Information Technology Governance and
the focal point for advisory and working groups, committees and task forces throughout the
College that are involved with IT.

oIT

The Office of Information Technology (OIT) is managed by the Executive Director for SunGard Higher
Education Management Systems with four direct reports. The Technical Director provides technical
leadership and has three direct reports; the Systems Administrator; Network Manager, and the
Manager of Telecommunications. Collectively the area supports the technical infrastructure, all
servers, and the telephone system. The Director of Administrative Systems manages the support
team for Datatel Colleague and Webadvisor applications and other administrative applications. The
Manager of User Services manages the Help Desk and the Rapid Response Team. User Services
supports the desktop workstations throughout the campus. The Administrative Assistant handles
administrative support tasks within the Office of Information Technology.

ETS

Educational Technology Services (ETS) is the Brookdale department responsible for college-wide
support of classroom technology, ITV, audio, multimedia and presentation systems. ETS is
responsible for the design, installation, coordination, operation, and maintenance of electronic media
systems and environments throughout the college including smart classrooms, A/V systems, and
transmission, conferencing and presentation facilities.

TLC

The Teaching and Learning Center (TLC) has a dual mission: 1) the creation, delivery and support of
distance education opportunities for students and 2) the creation, delivery and support of professional
development opportunities for faculty members. The TLC fosters collaboration, innovation and
teaching community.

The TLC staff consults and collaborates with faculty in the development and application of

instructional design methodologies, learning theories and appropriate technologies. The TLC assists

in the development of courses for online, hybrid and face-to-face delivery and manages the Colle g e 6 s
learning management system (ANGEL). The Teaching and Learning Center also directs support
operations for students and faculty in online, hybrid and web-enhanced courses.



V. Environment
Outsourcing

The importanceo f B r o oilkfatnaatior @chnology strategic planning is largely shaped by the

outsourced functions and assigned responsibilitiesoft he Col |l egeb6s technol ogy pa
Higher Education. To ensure a productive and successful partnership, it is important that both the

College and SunGard maintain a mutually honest, transparent relationship. The College should

always consider the services provided by SunGard in its information technology planning and priority

setting. Both parties must maintain clear, ongoing communications in order to fulfill the ITSP, which

itself is an instrument in support of the Coll egeo:

The fundamental assumption underlying the partnership with SunGard is that the external contractor
can help Brookdale perform necessary IT functions better than the College might do alone and
sustain them for less. Some debate continues to persist about outsourcing at the College. One
argument holds that the College used to perform this role itself and did a terrible job. On the other
hand, there is a belief that the College could do just as well or even better than the contractor does
now. This debate isclosed. T h e C eindins fgnelydcemmitted to outsourcing IT operations. The
remaining challenge is how to strengthen the partnership or improve it. The goals and objectives
outlined in the ITSP depend on the partnership with SunGard for their successful achievement.

Coordinated Operations

Throughout the past several years, Brookdale has relied on coordination rather than standardization

as its operative model for IT. The coordination model reflects unique academic and administrative

units that are i nfl uenced skgiverseaunith hacetaheedfdrenekeyldnsact i
capability, which is access to shared data through standard technology interfaces. A direct

consequence of having an operating model based on coordination means that IT functions Brookdale

are characterized by a relatively high level of process integration and a low level of business process
standardization. This happens by choice. Integration is consistent with the college governance

system, which brings together representatives from all units, divisions and sites.

The current approach to IT systems implementation at Brookdale is a traditional model. As such, it is
cumbersome and reflects a narrow view of institutional needs. Experience shows that this approach
allows time to elapse between the formulation of a useful strategy and its actual implementation. But,
the resulting inertia can sometimes hamper progress. From the moment someone proposes an IT
initiative to its implementation takes too long. As a consequence, some very good ideas never
materialize. Mature ITG entails continually consulting users and tracking good proposals as best
practices for success.

Experience shows that if Brookdale continues to build IT solutions in response to each technology
need in isolation (silos), it will remain vulnerable to:

IT costs that exceed the benefits they deliver

Rising costs without increasing benefits

One or more major project failures

Long delays in the delivery of new systems

Fractious relationships between IT and College leaders
System disasters



o Difficulty recruiting and retaining top IT talent
e Suboptimal business processes
¢ |nadequate decision making information

The basic recommendation stemming from the IT Summit to strengthen governance as a means of
improving coordination is essential to success in achieving the goals outlined in this plan.

As with any form of College planning, the value of the information technology strategic plan (ITSP-III)
ultimately depends on its implementation. Hardware and software upgrades are inevitable, but people
need a place to turn when something goes wrong. They also want to know what plans are in place to
replace computers, install new software or make desirable technology available. Smart, transparent
decision making based upon widely accepted goals will yield useful benefits for students, faculty and
staff. Improved IT governance at Brookdale will facilitate that kind of constructive decision making.

Computer replacements, software purchases or upgrades or network adjustments seem to occur as
haphazard decisions. Exi sting practices might
implying that the loudest complaints are more likely to get attention than the greatest needs. Granted,
avoiding kneejerk reactions is difficult. However reaching decisions in accordance with a widely
accepted strategic plan can reduce errors and facilitate smart decisions.

It would be a mistake to imagine information technology strategic planning at Brookdale as ever being
completely done. Technology must be appreciated for its usefulness but changing demands or needs
generate escalating costs and increasing frustration. Technological changes are so frequent that the
industry is accused of planned obsolescence in the production of computers, software and other
equipment. Change has become such a constant feature that colleges can hardly track new product
lines. This wreaks havoc at Brookdale where replacing computers and related equipment stretches
institutional resources. So, the information technology strategic plan must be developed as a living
document. Just as surely as technological needs constantly change among users, so also must the
Col |l egedsIilthdman t o f u

Traditional approaches to IT implementation create disconnections throughout the College.

They lead to an environment where College networks and infrastructure services are characterized by
multiple technology platforms, disaggregated applications and the absence of data warehousing or
any other useful means of college wide storage.

Datatel Colleague and Webadvisor

In 1997 a committee representing a cross-section of the administrative offices selected and
recommended the Datatel Colleague System to replace custom Cobol programs running on an IBM
Mainframe. The implementation of Datatel Colleague was part of the Y2K initiative since neither the
mainframe hardware and (nor?) cobol software was Y2K compatible. An implementation schedule
was initially devised in 1997 and all targets were attained without exception. The Datatel Colleague
Finance System went live on July 1, 1998, the Student System November 7, 1998, and Datatel
Colleague HR on January 1, 1999. Subsequently in 1999 Brookdale participated in a Datatel beta
release of Webadvisor 1.0 and began to offer online services for students, faculty, and staff. Since
then, online services have continued to grow and now are an important and integral part of the
Brookdale environment. The Student System is a module that serves Student and Financial Aid
needs although Brookdale uses PowerFaids for Financial Aid processing and imports Financial Aid
awards with a custom interface developed locally by OIT. An excellent description of the Colleague



and Webadvisor system is provided through the links to the Datatel website.

Currently OIT supports an Administrative Datatel Colleague running on a SUN Microsystems
SUNFIRE V1280 that has phased out the COMPAQ 8400 in 2004 and the IBM Mainframe
environment before it in 1999. Brookdale has remained current on product releases and our release
numbers are shown in the table below.

Program Product Version/Release Production BCC Test Development
Datatel Colleague 18.0 18.0 18.0 18.0

Datatel Webadvisor  3.13 3.13 3.13 3.13

Datatel DMI 4.1 4.1 4.1 4.1

Solaris 9.0 9.0 9.0 9.0
Collegenet Resource Interface Interface Interface

25 installed installed installed
Collegenet Schedule

25

Unidata 7.1 7.1 7.1 7.1

Envision 4.8 4.8 4.8 4.8
Webwizard 5.1b 5.1b 5.1b 5.1b
mggitg € Interfaces Batch interface Batch interface Batch interface

Changing Needs and Expectations

Brookdale constantly updates information technology to address the needs of its user community.
Outcomes have fluctuated due to the way decisions are made. For example, during the mid-1990s
Brookdale decided to outsource its IT function, in part out of frustration over its ability to fulfill user
needs with College staff. Later, Brookdale began to usurp some functions, e.g., faculty development,
from the vendor in favor of internally meeting them. So, one cannot say that IT has been completely
outsourced at Brookdale. A hybrid model is in place.

Like any institution of higher learning, Brookdale has to choose among a wide range of operating

models for its information technology needs. A coll
process integration with the necessary amount of process standardization for delivering goods and

services to its users. A more centralized operating model for IT would have a high level of

standardization; a coordinated model less so. Brookdale has a coordinated model characterized by a

high level of integration and a low level of standardization. Moving closer toward the One Brookdale

vision means there will be some tension over which IT operations should become more standardized

than it currently is.

Today, students and other users sometimes find that the learning tools at their disposal are
inadequate to meet their needs, so the College must respond. Similarly, when faculty members feel
inadequately supported in the vital area of teaching and learning, the College has to compensate for
the shortfalls. Through the office of the Teaching and Learning Center (TLC) in particular, faculty



members continuously grow more adept at distance education, online academic degree programs,

and course delivery. Meanwhile, administrative requirements for more current and useful IT are also
constantly rising. The most daunting task facing Brookdale may be to ensure that IT simultaneously
meets the academic and administrative requirements of the College.

VI.Projecting the Future

Institutional Goals: 2009-2010

The ITSP Il conflates other major College initiatives as exhibited by the BCC Matrix, the Educational
Services Master Plan, the Facilities Master Plan, and previous versions of the IT Strategic Plan (ITSP
I and II). In order to clarify the relationship between IT goals and broader College objectives, the
ITSP-III relies upon the BCC institutional matrix to develop its particular goals and strategies. The
general goals for 2009-10 for Brookdale Community College are organized into four themes and

outlined as follows:

Teaching and Learning

Targeted Growth and
Mission Priorities

Quality & Excellence

Community
Connections

Implement ESMP 2010;
continue implementation of
ITSP and FMP:

Ensure integration of ESMP,
ITSP & FMP in
implementation of key
academic, technology, and
support services.

Access & Opportunity:

Develop Enrollment
Management Plan to optimize
growth opportunities and
affordable access.

Organizational Leadership &
Alignment:

Continue to implement and
assess changes in
educational services
administration.

Conclude Community Needs
Assessment:

In concert with findings from
VVMG, and suggestions of
Middle States Visiting Team
(2008) develop and
communicate report of
findings, implications &
recommendations.

Curriculum Development for a
Changing Student Body:

Implement recommended
changes and continue
comprehensive review of
curriculum.

Retention, Graduation & Post
Associate Learning:

Expand retention initiatives and
post-associate programs.

Organizational and Leadership
Development:

Ensure high quality, diverse
workforce equipped for new
challenges.

Promot e
Economic Development:

Position College to assist in
local and state-wide
initiatives in economic
development.

Division, Department &
Student Learning Outcomes:

Continue commitment to
culture of assessment.

Infrastructure Improvements and
Planning:

Continue
renovations/improvements to
Collins Arena, Auto Tech and
Western Monmouth

Fully integrate Professional
Development planning:

Assess and adjust as
needed Professional
Development Funding
Model.

Community Relations:

Involve all stakeholders in
enhancing and expanding
the Brookdale potential.

Information Technology Goals: 2008-2010

Br o o k diadoas&arrespond to the broader College goals. The planning team applied the

framework of t h e

Col |l egebs

pl anning

matri

and consi

Br ookd ¢

der ed



(Teaching & Learning, Growth, Quality & Excellence, and Community Connections) translate into

information technology planning. The following chart presents the result of that review:

Teaching &

Learning

Quality &
Excellence

Community
Connections

Support One
Brookdale by
utilizing technology
to improve access
and affordability for
students at all
locations.

Maximize scope and
access to College
offerings, facilities, and
services.

Establish a mature
IT governance
structure

Employ technology to
expand / improve
communications and
BCCbs rel at
with external
constituencies.

Use technology to
expand access to,
and scope of,
academic
programs.

Provide and support
accessible, secure, and
robust technical
environments for all
authorized
constituencies.

Monitor College
priorities and plan for
anticipated technology
needs.

Monitor and respond
to changing
marketplace needs
and student
demographics.

Use technology to
assess outcomes
and share findings.

Utilize technology to
improve college
operations

Develop and
communicate policies
and procedures
regarding technology.

Establish sustainable
funding / resource
models.

Applying the College planning matrix to IT goals, while arguably a theoretical undertaking, makes it

easier to consider the question, fils Brookdale usi-r
Objectives
Specific information technology objectives align with each of the Col | e doer iain goals:
Teaching and Learning
1. Support One Brookdale by utilizing technology to improve access and affordability for students at

all locations.

1.1. Ensure that all students, faculty and staff members, at all locations, have appropriate technology,

support, and resources for the teaching and learning process.
1.2. Make access to data as user friendly as possible.
13.1dentify ways to coordinate and i mprove BCCbds changi

2. Use technology to expand access to, and scope of, academic programs.
2.1. Assist faculty in offering technology-enhanced, online, and other distance learning courses/course
components.



2.2.
2.3.
2.4.
2.5.

2.6.

2.7.

Position the TLC as a primary resource for integrating technology into courses.

Encourage faculty members to take an active role in technology initiatives.

Identify ways to recognize the technological expertise of faculty and staff.

Expand distance education and online learning opportunities at BCC by providing adequate human and
technological resources.

Ensure that the ANGEL learning management system contract supports the growth in users and need
for service space.

Provide appropriate and necessary support services.

3. Use technology to assess outcomes and share findings.

3.1
3.2.

Solicit feedback from faculty, staff, and students regarding outcomes and share those findings.
Disseminate findings throughout the multi-campus college community

Growth

4. Maximize scope and access to College offerings, facilities, and services.

4.1.
4.2
4.3.

4.4,
4.5.

Assess current technology environment, define desired future state, and develop plan to address any
gaps.

Identify offerings and services which can be expanded (scope or access) through technology and
address accordingly.

Assess the viability of a SmartCard system.

Prioritize wireless network expansion based on academic and administrative needs.

Assess and upgrade storage capacity and remote access capabilities to include the ANGEL learning
management system.

5. Provide and support accessible, secure, and robust technical environments for all authorized
constituencies.

5.1
5.2.
5.3.
5.4.
5.5.
5.6.
5.7.
5.8.
5.9.

Assess and prioritize learning environment needs.

Establish ways to share data and preserve its integrity.

Build in physical security measures.

Institute information protection measures.

Provide appropriate support services.

Implement single sign-on for network access to all authorized users

Expand backup and redundancy capabilities and set priorities for recovery processes.
Provide equitable bandwidth at all BCC locations.

Assess streaming video options.

6. Utilize technology to improve college operations.

6.1.
6.2.
6.3.
6.4.

6.5.

Examine business processes for opportunities for automation.

Employ technology to strengthen disaster recovery capabilities.

Use technology to integrate part-time faculty and staff more closely with their departments and the
campus community.

Use technology as a means to recruit and retain African American, Hispanic, American Indian and
Asian American employees.

Create mechanism to track interdepartmental needs and requests (hardware and software).

Quality and Excellence

7. Establish a mature IT governance structure.

7.1.

7.2.
7.3.

Renew the charge to ITAC as a collegial advisory body and review its makeup vis-a-vis college
constituencies.

Formalize the Senior Leadership's responsibility for funding priorities.

Confirm the Board of Trustees oversight via the IT Committee.



7.4. Establish processes to communicate ITAC decisions across campus and monitor progress against
stated goals.

8. Monitor College priorities and plan for anticipated technology needs.
8.1. Synchronize IT planning activities with BCC planning cycle, framework, and priorities. Task advisory
group to monitor BCC needs and prioritize IT initiatives.
8.2. Track progress against IT goals and update campus on regular basis.
8.3. Employ effective practices to continually improve the IT operations.

9. Develop and communicate policies and procedures regarding technologies.
9.1. Prioritize policies/procedures for development and tactics to implement.
9.2. Establish technology standards for all facets of BCC operations.
9.3. Provide approved technology budgets to end users.
9.4. Harmonize location/department policies/procedures.
9.5. Clarify/establish responsibilities for technology and associated roles.

Community Connections

10. Deploy technology to expand/improve communications and enhanceBCCoés r el ati onshi p
external constituencies.
10.1. Enhance / expand existing technology (i.e., email, telephone, website, WebAdvisor) to improve
communications capabilities.
10.2. Employ technology to support and expand emergency communication capabilities.
10.3. Develop plan to connect with external community.
10.4. Explore ways that technology can assist BCC to collaborate with county and state agencies to
achieve economies of scale.
10.5. Strengthen links with NJCC partner institutions.

11. Monitor and respond to changing marketplace needs and student demographics.
11.1. Develop means to scan and report changes in regional demographics and potential markets.
11.2. Evaluate changes and identify strategies to address them.

12. Establish sustainable financial/funding resource models
12.1. Prioritize funding needs and identify potential external sources to pursue.
12.2. Partner with other organizations and businesses in order to achieve BCC technology goals.



Relationship between IT and Institutional Goals

The chart below is illustrates the relationship between the goals BCC set forth in its 2010 Strategic
Goals Matrix and the goals described in this document. It is not a one-to-one relationship and some IT
goals support more than one institutional goal.
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1. Support One Brookdale by utilizing
technology to improve access and
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affordability for students at all
locations
2. Use technology to expand access t
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and scope of, academic program
3. Use technology to assess outcome
. . X X X X X X X X X X
and share findings.
4. Maximize scope and access to
College offerings, facilits, and X X X X X X X X X
services.
5. Provide and support accessible,
secure, and robust technical X X X X X X X X
environments for all constituencies.
6. Utilizetechnology to improve « « « «
operations.
7. Establish a mature IT goventa
X X X X X X
structure.
8. Monitor College priorities and plan « «
for anticipated technology needs.
9. Develop and communicate policies « « « « «
and procedures regarding technology
10. Employ technology to expand /
improve communication an@® C C 8 s
. . . X X X X X
relationship with external
constituencies.
11. Monitor and respond to changing
marketplace needs and student X X X X X X
demographics.
12. Establish sustainable funding /
X X X X X X X
resource models.




Continuous Improvement

Ignoring the guiding principles can lead to acute problems. During recent years, a combination of
random decision making and sometimes ill considered technology purchases has compromised rather
than advanced the College mission. This makes it difficult to argue that Brookdale is better off now
than it once was when it comes to information technology.

The College will either adhere to its established IT Guiding Principles or risk decline. With enrollment
surging, academic and administrative requirements for increasingly sophisticated technology are likely
to grow. A solid commitment to keep information technology closely linked to the fundamental
business of the College is vital. The guiding IT principles must be sustained in light of the rapidly
changing nature of information technology, increasingly sophisticated demands for new teaching and
learning, and expanding student enrollment. Therefore, it is mandatory to adjust decision making
processes relative to IT so that they enhance the mission of the College. The status quo needs to
change.

Brookdale is developing an improved IT Governance system to prevent any further divergence from
its guiding principles. This means that the College must revise its decision making framework so that
senior level administrators (cabinet members) become more involved in making critical IT decisions.
The executive directors for Information Technology Services and Educational Services Technology
must collaborate to align institutional (College) and local (department/unit) goals. The principal means
for this is the recommended establishment of an Information Technology Executive Council consisting
of these two officials and the EVPs for AO&T and Educational Services. In addition, the Information
Technology Advisory Council (ITAC) should expand its membership to become more inclusive of
users across the college.

Even measured against sporadic success in the past, Brookdale has made important IT gains over

the past two decades. The College is now poised to attain greater success in IT. Some constructive
steps have recently occurred which will enable Brookdale to continue to improve. The challenge now
becomes not so much recapturingBr ook dal e 6 s t e cRuathay,litis @ pronmte greater v e
success and harness IT to propel the college forward in fulfillment of its mission. Appendix 2

illustrates a proposal forBr o o k d a | oeetnancel sffuctue.

The goals and objectives of the ITSP Il certainly will stretch the financial and human resource
capacities of the College. Subsequent college planning efforts will need to prioritize initiatives and
develop feasible tactical plans.



Conclusion

This plan serves as a blueprint to guide progressive change at the College, build and expand its IT
capabilities, and outline goals against which IT performance may be tracked. In the event that the

scope of activity outlined here may exceed the

time period, a step-phased approach may be feasible. As such, the next step the College needs to
take in adopting this plan is to carefully prioritize the recommended steps and continually monitor
goals achievement. This progressive evaluation is a vital function of the IT Governance process.

The ITSP-Ill is intended to mapt h e C o bdale ane abjsctives for IT. It will frame operations for
the campus community from the main campus at Lincroft to all the Higher Education Centers and
future sites. Yet, without action, even the most carefully written plan will be ignored. Thus, the
following recommendations are offered to outline the strategic policy direction to be followed in the
implementation of the ITSP-III:

STRATEGIC POLICY DIRECTION

1. OIT will mount a persistent drive to enhance its credibility throughout the user community at
Brookdale Community College.

2. The College will invest a share of the savings it generates through innovations into additional
means for meeting service delivery requirements and improving user satisfaction levels.

3. The college will fund a number of study projects to correct the problems precipitated and
solutions required under conditions of rapidly changing needs in higher education.

4. Expansion of Level 1 classrooms and other physical plant improvements will ?

5. Brookdale will explore opportunities for IT improvement through extended regional and
statewide cooperation. The college will become a hub for IT innovation and R&D expansion in
Monmouth County.

6. Brookdale has an untapped talent pool of faculty members whose expertise will be used to
improve IT development and service delivery at the College.

7. Increased support for the TLC to expand faculty development in the delivery of online learning
and distance education.

Successful institutions that are at the forefront of IT innovation have a mature framework for IT
governance. This plan identifies what IT governance is and how Brookdale can move towards
developingagrowthmodel f or making decisions regarding
approach to IT governance must be replaced by a more dynamic process that consistently aligns
technology and decisions related to it with the overall goals of the College. This plan has great
potential for long-term success in enabling the College to realize its mission and vision.

Col |

t ech



Appendix 1. IT Summit

In January 2008 Brookdale hosted an IT policy summit calling for the establishment of a refreshed
information technology environment that would emphasize information technology governance as
opposed to management. With an emphasis on change, the summit aimed to revise the decision-
making framework and operational dynamics of IT at Brookdale. A basic premise for the summit held
that governance aims more towards clarifying strategic direction, identifying priorities and controlling
outcomes than management does. The participants in the summit were:

Dr. Lew Anderson, Chair, IT Committee of the Board of Trustees
Dr. Peter Burnham, President, Brookdale Community College

Dr. Margaret McMenamin, EVP for Educational Services

Dr. James Sulton, EVP for AO&ITS

Mr. George Fehr, VP for Business and Finance

Mr. James Palumbo, Dean of Student Services

Mr. David Murray,

Ms. Louise Horgan, Executive Assistant to the President

Mr. Joe LaGaipa, Executive Director, OIT

Ms. Sue Desiderato, Executive Assistant to the EVP for Ed. Svcs.

Appendix 2: Goals and Objectives

For Brookdale to accomplish its institutional goals, the ITSP-III presupposes that information
technology can and should be used to further the institutional mission. However, in order for this
planning process to truly work, the institution must execute the plan on a continuous basis. The
implementation grid on the following pages outlines that proposed implementation. The following
components are included in this grid:

Goals are strategic targets. They represent the desired future state.

Objectives associated with each goal identify actionable components of the goal.

Tactics are specific activities which will be undertaken.

Responsible Party identifies the individual, department, or council that has major

responsibility for accomplishment of each of the strategies. Typically, it will be the

responsibility of these individuals or groups to develop annual operating plans and

appropriate budget requests for each of the assigned strategies as well as more detailed

project plans. Where multiple owners are listed, the first individual or group listed has

primary responsibility for ensuring the implementation of the strategy.

e Resources include potential grants that have been identified for strategies that align with
grant opportunities in the federal, state and corporate/private sectors.

e Timeframe describes the period required for successful completion of the strategy.

e Qutcomes are the results the planning team feels are reasonable to expect from a

successful implementation of each objective.



Goal 1: Support One Brookdale by utilizing technology to improve access and affordability for
students at all locations.

1.1 Ensure that all users, at all locations, have appropriate technology, support, and resources to fulfill their
roles / job descriptions.

A Define the desirable future state.
A Assess current IT environment.
Tactics A Develop a prioritized plan for achieving the appropriate level of technology
infrastructure/services.
A Ensure that the ANGEL learning management system supports the growth in users and
concomitant needs for server space.
Responsible A Exec Dir of ITS, Academic Area Deans (AAD), OIT, TLC, HR, EST
parties
Resources AT Bud_get : . . . e
A Expertise to crystallize needs into configuration specifications.
Timeframe | A Continuous
Outcome A Users will be able to complete required tasks with efficiency and effectiveness through the

hardware, software, systems, and support provided.

1.2 Make access

to data, resources, and services as user friendly as possible.

A Assess and expand, as appropriate, BCCbés co
Webadvisor, Website, IT communication, and emergency communication).
Tactics Effectively employ appropriate communication tools (email, telephone, WebAdvisor, Website,
~ IT communication, and emergency communication).
A Implement single sign-on for network access to all applications for authorized users
Responsible | A EVPs, Executive Director, ITS, AA Deans, Enroliment Development and Student Services
parties
Resources A IT Budget
Timeframe | A Continuous
Outcomes A Positive user satisfaction from focus groups and end-user testing.
A Review of Help Desk calls for basic requests shows reductions from 2007 levels.
1.3 Identifywaystocoor di nat e and i mprove BCC&ds changing teq¢
. A Establish process for ITAC to analyze progress and adjust as needed.
Tactics | ; ; . . .
A Create mechanism to continually monitor and display status.
Responsible | . )
parties A EVP A&O, Exec. Dir ITS; ITEC
Resources | A IT Budget
Timeframe | A Continuous
A Establish process for ITAC to analyze progress and adjust as needed.

Outcome




Goal 2: Use technology to expand access to and scope of academic programs.

2.1 Assist faculty in offering technology-enhanced, online, and other distance learning courses/course

components.
A Position TLC as a primary resource for integrating technology into the curriculum.
A Encourage faculty members to take an active role in technology initiatives.
Tactics A Identify ways to recognize the technological expertise of faculty and staff.
A Increase faculty representation in committees that focus on technology initiatives and operation
decision-making process.
Responsible A Dean of Academic Affairs, Dir of TLC, AA Deans
parties
A Operating Budget and IT Budget
Resources A TLC for courses / EST for classroom technology.
Timeframe | A 2008, 2009, 2010, 2011
o A Increased number of technologically enhanced and online courses delivered over 2008 levels.
utcome | % . ; ; ) )
A Provide access to appropriate technological tools in classrooms and online

2.2 Position TLC as the primary resource for integrating technology into the curriculum

Ensure that professional development needs are included in all technology planning and
distribution of new equipment, software, and systems.

Create tutorials, documentation, and other appropriate materials to support the ANGEL
learning management system.

Explore professional development opportunities and overlap as provided to faculty members
through the TLC and as provided to staff members and administrators through HR.

Ensure effective communications about professional development opportunities.

Dean of AA, AA Deans, TLC

Tactics

N> > > P

Responsible
parties

Resources IT Budget, Operating Budget and Professional Development Budget

Timeframe | A Continuous

A Increase the number of professional development and training opportunities for faculty and

Outcome staff; increase participation in TLC initiatives.

2.3 Encourage faculty members to take an active role in technology initiatives

A Identify faculty who are willing to serve as representatives for their divisions or departments.
Tactics | A Determine if an appropriate sampling of areas / departments are represented.
A Develop means for faculty to participate (i.e. identify needs, incentives, desired outcomes).
Resp%r;sr![?elcse A Dean of Academic Affairs, Director of TLC, AA Deans,
Resources | A Professional Development Budget, Operating Budget and IT Budget
Timeframe | A On-going

A BCC technology decisions are shaped by academic needs and represent the interest of the
Outcome faculty.




2.4 Identify ways to recognize the technological expertise of faculty and staff members.

Tactics A Supplement existing directories with information describing expertise.
A Create means to identify technology experts and mechanism to share findings.
Respc;r;lsr![?elg EVP of Educational Services, Dean of Academic Affairs, and Academic Division Deans
Resources | A Professional Development, Grants and IT Budget
Timeframe | A 2009, 2010, 2011, 2012
o A Ready means to identify technology expertise available to all employees.
utcome | % . .
A Expanded means to reward and recognize technology expertise.

2.5 Expand distance education and online learning opportunities at BCC.

A Identify offerings which can benefit from distance education options / technology integration.
. A Create a plan to develop courses / components and/or develop partnerships to procure.
Tactics | ; . . 2 . .
A Conduct internal assessment of support services available to distance education students and
address as needed.
Resp%r;srlt?elg A EVP of Educational Services, AA Deans, TLC Director, Dept Chairs
Resources | A IT Budget and College Budget
Timeframe 2008, 2009, 2010, 2011 and 2012
Outcome Support access to programs, increase number of courses and programs that may be

completed via distance education each year

Goal 3: Use technology to assess outcomes and share findings.
3.1 Solicit feedback from faculty, staff, and students regarding assessment outcomes and disseminate those
findings.
A Establish recurrent assessments for all stakeholders. Collect and report findings.
Tactics | A Maintain longitudinal data on key measures in a single location.
A Create repository / dashboard tools to share findings.
Responsible | A Dean of Academic Affairs, AA Deans, Executive Director of Planning, Assessment and
parties Research, College Relations
Resources | A
Timeframe | A 2009, 2010, 2011, 2012
Outcome | A Mechanism created for assessment data to be regularly collected, analyzed, and reported.
3.2 Disseminate findings throughout the multi-campus college community.




A Establish means to disseminate findings to stakeholders.
Tactics | A Conduct awareness-building and training activities to inform all BCC constituencies of
assessments, their findings, and means for analysis and sharing.

Responsible | A College Relations, Executive Director of Planning, Assessment and Research
parties

Resources

Timeframe | A 2009, 2010, 2011, 2012
Outcome | A Constituencies at any location are able to retrieve assessment data relevant to their interests.

Goal 4: Maximize scope of and access to College offerings, facilities, and services.

4.1 Assess current technology environment, define desired future state, and develop plan to address the
gap.

A Produce an inventory of technology on the BCC campuses.
A Define the existing state of technology at BCC.
A Conduct an environmental scan, including competitive institutions.
Tactics A Define the desired future state of technology at BCC.
A Develop prioritized list which represents the needs of the entire campus community and submit
_ to executive team for agreement / acceptance.
A Monitor and record progress against accepted prioritized list in venue accessible to all College
employees.
Responsible | A OIT and Exec Director of ITS, ITAC, ITEC
parties
Resources | A 1T Budget and Operating Budget
Timeframe A 2009
Outcome A Campus-wide agreement on technology priorities and knowledge of status against those
priorities.

4.2 ldentify offerings and services to expand (scope or access) through technology and address
accordingly.

A Working through departments, assess possible expansion projects and compare against
constituenciesd needs.

Tactics A Prioritize possible expansion projects to synchronize with other BCC initiatives.
A Develop implementation plans accordingly.
Responsible | A Executive Director ITS, ITEC, ITAC Director of TLC, AA Deans
parties
Resources A IT Budget and Operating Budget

Timeframe | A 2010, 2011
Outcome | A More constituencies have greater access to BCC offerings and services.

4.3 Assess the viability of a SmartCard system.

A ldentify the scope of SmartCard services needed on campus.
Tactics | A Assess the potential costs and prioritize needs.

A Identify appropriate vendors.




A Develop and execute implementation plans.
Responsible | £ £\ ocutive Directors of ITS, EST and OIT
parties
Resources IT Budget
Timeframe 2009, 2010
Students have easier access to a broader range of services.
Outcome

4.4 Prioritize wireless network expansion based on academic and administrative needs.

A Prioritize expansion areas consistent with larger BCC goals.
. A Develop budget and secure resources.
Tactics | ; . .
A Develop and execute implementation plans.
A Develop support and materials for students and staff.
Responsible | 1 g, o¢ Director of ITS, OIT, ITEC
parties
Resources | A IT Budget
Timeframe | A 2008, 2009
Outcome A Wireless access will be provided in classrooms, labs, academic offices, student support areas,

and other locations as required.

4.5 Assess and upgrade storage capacity and remote access capabilities.

A Storage system Remote and directly attached storage will be assessed with recommendations
~ made for replacement and upgrades.
Tactics A Backup and redundancy Review plans and processes for data back-up and recovery
~ recommendations and priorities set.
A Bandwidth Insure adequate bandwidth at Lincroft, Branch Campuses, extension sites, and field
station.
Responsible | 1 o1 Exec Director of ITS, ITAC, ITEC
parties
Resources | A IT Budget
Timeframe | A 2009
Outcome | A Users have secure access to adequate network storage from any location.




Goal 5: Provide and support accessible, secure, and robust technical environments for all
authorizing constituencies.

5.1 Assess and prioritize learning environment needs.

A Create and maintain an accurate inventory of all learning / working systems and environments
to determine capabilities and compare findings with constituency needs.
Tactics [ A Based on College and departmental needs develop a set of standard BCC configurations (i.e.,
~ 3-tier system) for these systems / environments and support for needed exceptions.
A Develop implementation plans for each standard configuration.
Responsible | A EVP of AO&T, EVP of Educational Services, AA Deans, OIT, Exec Director of ITS, EST
parties
Resources IT Budget and Operating Budget
Timeframe 2010
Outcome A Implement defined configurations which address range of BCC needs.

5.2 Establish ways to share data and preserve its integrity.

. A Define core BCC best practices for sharing data and validate with user community.
Tactics | 4 ; ; - .
A Determine resources required to implement changes and develop plans accordingly.
Responsible | A Dean of Enroliment Development & Student Services, Registrar, OIT, Exec Dir of ITS & EST
parties
Resources A Operating Budget and IT Budget
Timeframe | A 2009, 2010
Outcome A Users are able to access data which balances protection and easy access.

5.3 Build in phys

ical security measures.

Outcome

A Define types of risks and develop standard configurations which meet these needs (i.e., 3-tier
Tactics | system).
A Prioritize areas, allocate resources, and implement physical security measures.
Resp(:)r;sr![?elcse A Dean of Enroliment Development & Student Services, OIT and Exec Dir of ITS
Resources | A Operating Budget and IT Budget
Timeframe | A 2009, 2010
A Achieve a balance between physical security and easy access which protects BCC assets and

meets user needs.




5.4 Deploy information protection measures.

A ldentify categories of data protection needs (i.e., confidential through personal identifying
Tactics information) and appropriate protection strategies (i.e., restricted access to encryption).
A Determine and secure necessary resources.
A Develop and execute implementation plan.
Responsible . . .
parties A Dean of Enrollment Development & Student Services, Registrar, OIT and Exec Directors
Resources | A IT Budget and Operating Budget
Timeframe | A 2009
Outcome | A Reasonable measures are taken to protect sensitive data.

5.5 Provide appropriate support services.

A Include training and support activities in all strategies defined by this goal.
Tactics A Mount college-wide campaigns to build awareness and train users.
A Create and maintain ongoing support structures to assist users.
Responsible | . . .
parties A Human Resources, both Exec Directors, Professional Development Committee
Resources | A Operating Budget and IT Budget
Timeframe | A On-going
Outcome | A Users are informed, trained, and supported throughout the processes addressed in this goal.

5.6 Implement single sign-on for network access to all authorized users.

A Identify required parameters and possible solutions.
Tactics | A Evaluate and select solutions which meet the greatest number of requirements.
A Develop project plan for roll out, including training and support activities.
Responsible | ; .
parties A OIT and Exec Directors of ITS, ITAC
Resources | A IT Budget
Timeframe 2009, 2010
Outcome Users authenticate one time to access the myriad BCC resources they use to perform their

roles.




5.7 Expand backup and redundancy capabilities and set priorities for recovery processes.

A Assess risks campus is exposed to and develop strategies to address high, medium, and low
Tactics vulnerabilities.
A Determine cost-benefits in order to develop priorities for addressing risks.
A Address prioritized concerns.
Responsible .
parties A OIT, Exec Director of ITS, ITAC
Resources | A IT Budget
Timeframe 2009
Outcome Establish capabilities which will help BCC continue core business processes in the event of an

emergency.

5.8 Provide equitable bandwidth at al BCC locations.

. A Secure campus agreement on bandwidth priorities and identify infrastructure requirements.
Tactics | ; . . g
A Develop phased plan for infrastructure expansion that supports technology priorities
Responsible | ; .
parties A OIT and Exec Director of ITS
Resources | A IT Budget
Timeframe | A 2009
Outcome | A Bandwidth is available at all BCC locations which is adequate for the majority of user needs.




Goal 6: Utilize technology to improve college operations.

6.1 Examine business processes for automation opportunities.

A Conduct business process analyses on core process areas to determine if refinements are
Tactics | possible.
A Develop plans to implement findings as appropriate.
Responsible | A College wide
parties
Resources
Timeframe Continuous
Outcome A Reduce cycle times and/or effort required to complete core processes.

6.2 Employ technology to strengthen disaster recovery capabilities.

A Assess risks campus is exposed to and develop strategies to address high, medium, and low
Tactics | - vulnerabilities.
A Determine cost-benefits in order to develop priorities for addressing risks.
A Address prioritized concerns.
Responsible | A OIT, EVP of AO&T, Exec Dir of ITS
parties
Resources A IT Budget
Timeframe | A 2009., 2010
out A Establish capabilities which will help BCC continue core business processes in the event of an
utcome

emergency.

6.3 Use technology to integrate adjunct faculty and staff with their departments and the campus community.

Outcome

A Ensure adjunct faculty members have accounts, access, and training to access appropriate
~ BCCresources.
Tactics | A Identify changes in services and/or processes which promote improved connections.
A Launch awareness building campaigns with full-time employees about adjunct faculty needs
and capabilities.
Responsible | ; .
parties A OIT, Exec Director of ITS, HR, AA Deans
Resources | A IT Budget
Timeframe | A 2009, 2010, 2011
A Adjunct faculty members are able to access the service and resources they need in order to be

effective.




6.4 Use technology as a means to recruit and retain diverse employees to BCC.

A Determine functions of PeopleAdmin which remain untapped and compare against college
needs.

Tactics A Determine gaps between desired capabilities and current status and build implementation
plans to address changing user needs.
Responsible | ;
parties A Dean of Human Resources, OIT

Resources | A Operating Budget

Timeframe | A On-going

Outcome | A Applicants seamlessly complete the recruitment process online without technical assistance.

Goal 7: Establish a mature IT governance structure.

7.1 Maintain the charge to ITAC as a collegial advisory body and review its composition vis-a-vis college
constituencies.

Tacti A Members will be appointed to the advisory group who reflect a cross section of the institution
actics | A Exec. Vice President for AO&T will make appointments
Responsible A Executive Vice President for AO&T, ITEC
parties
Resources

Timeframe A 2009

A The creation of a functioning advisory group empowered to identify technology needs, set
priorities and make recommendations

Outcome

7.2 Formalize the Senior Executive Leadership's responsibility for funding priorities.
A Executive Vice Presidents in consultation with the Exec. Dir., ITS and the Executive Director,

Tactics Education Services Technology will discuss and determine priority needs
Responsible | A SELT., Cabinet
parties
A
Resources

Timeframe | A Continuous

Outcome | A

7.3 Confirm the Board of Trustees oversight via the IT Committee.
Tactics | A Review at BOT Retreat

Responsible

) A SELT
parties

Resources | A




Timeframe | A Continuous

A

Outcome

7.4 Establish processes to communicate ITAC decisions across campus and monitor progress against stated goals.
A Establish regular committee process and communication methods.

Tactics A Establish means to share goals, activity, and progress against goals with campus community.
A Regularly (i.e., monthly, quarterly) make status updates available through established means.
Respons@le A ITAC secretary, College Relations, Governance Chair
parties
Resources | A
Timeframe | A 2009
Outcome A Campus community is able to locate IT plans and monitor progress against stated goals.

Goal 8: Monitor College priorities and plan for anticipated technology needs.

8.1 Synchronize IT planning activities with BCC planning cycle, framework, and priorities. Task advisory
group to monitor BCC needs and prioritize IT initiatives.

A Modify the I TSP format to be consistent wit
Tactics | A Synchronize the technology planning cycles with the larger college cycle.
A Monitor and report progress against goals in a manner that is consistent with BCC reporting.
Responsible | A EVP of AO&T, ITAC
parties
Resources | A Operating Budget
Timeframe | A 2009
Outcome A Technology planning will be consistent with broader college efforts.

8.2 Monitor progress toward IT goals and update College community on regular basis.

A Identify individuals who can act as conduits between the different higher-level BCC decision
makers and technology planners.
A Establish a mechanism for these individuals to report findings, monitor technology priorities,
and make recommendations for appropriate changes.
Responsible | A EVP of AO&T, Exec Director of ITS, ITEC
parties

Tactics

Resources A Operating budget

Timeframe | A On-going
Outcome | A Technology remains synched with BCC as it changes institutional priorities.

8.3 Employ effective practices to continually improve the IT operations.

A Evaluate current management and effectiveness of support functions for end users through
Tactics analysis of nature and frequency of helpline calls and determine needs for additional support,
documentation and/ or professional development.




A Investigate alternative solutions for new methods and technologies to better support and
manage technology (documentation, website resources, remote desktop software, remote
~ control software, etc.)
A Plan, implement, and communicate new processes to effectively manage and support
technology.
Responsible | ; .
parties A OIT, Exec Directors of ITS & EST
Resources | A T budget
Timeframe | A 2009, 2010
Outcome A T operations are efficient and effective.

Goal 9: Develop and communicate policies and procedures regarding technologies.

9.1 Prioritize policies/procedures for development and establish tactics for implementation.

A Identify policies / procedures impacting technology which need to be implemented (i.e.,
Tactics | - electronic approvals, acceptable use).
A Establish appropriate mechanism to develop policies / procedures (i.e., IT governance) and
identify resources to implement.
Responsible | A ITAC, Cabinet
parties
Resources Operating Budget and IT Budget
Timeframe 2009, 2010
Outcomé A Create mechanism for establishing technology policies / procedures.

9.2 Establish tec

hnology standards for all facets of BCC operations.

Tactics

PP NS S PP

Create and implement processes for identifying standards for desktop technology.

Compile current inventory of hardware and software and analysis of prior four years of rollout.
Determine budget and other resources needed to support the identified standards. (e.g. MS
Office 2007)

Create project user groups to develop project plans, including recommendations for
expenditures, training requirements and a timeline for implementation.

Provide approved technology budgets (TIP, Perkins) to end-users.

Determine best practices for coordination and shared resources of academic technology
functions: technology enhanced classrooms, course management system, web-based
applications, document scanning, support for online courses and technology use in face-to-
face and hybrid classes, and support for innovation.

Shared Resources Determine best practices for coordination and shared resources of
administrative technology functions including reporting tools, paperless archives, and
document scanning.

Responsible
parties

ITEC, ITAC, Exec Director of ITS, OIT




Resources | A T Budget
Timeframe | A 2009, 2010
Outcome A BCC operates technology based on consistent and equitable standards across all campus
locations.

9.3 Provide appr

oyed technology budgets to end users.

A Develop prioritized list of technology projects for 12-18 month period and associated cost
_ estimates.
Tactics | A Present estimates to campus executives and secure adequate funding.
A Modify technology projects, as needed, to accommodate available funds.
A Explore options for alternative sources of funding.
Responsible parties | A EVP AO&T, Exec Director of ITS

A

Resources | A
A

Timeframe | A 2009, 2010, 2011, 2012

Outcome A Technology projects are not disrupted due to funding limits.

9.4 Harmonize location/department policies/procedures.

Tactics A Determine gaps / differences across different locations.
A Prioritize policies / procedures needed to address gaps/differences and develop as needed.
Respons@le A College wide departments
parties
Resources | A Operating Budget
Timeframe 2009, 2010
Outcome Users have consistent experience as they move across different BCC locations.

9.5 Clarify/establish responsibilities for technology and associated roles.

. A Establish / refine decision-making roles and responsibilities.
Tactics | & T R
A Create venues for communicatingindi vi dual 6s rol es and respon
Respons@le A EVPaTEC

parties
Resources | A Operating Budget, IT Budget
Timeframe | A 2009, 2010

Outcome | A Users know who is responsible for different aspects of technology.




Goal 10: Employ technology to expand/improve communicationsa n d

BCCb6s rel ati

external constituencies.

10.1 Enhance / expand existing technology (e.g., email, telephone, website, WebAdvisor) to improve
communication capabilities.

A Email: Examine and assess capabilities and limitations of current e-mail systems. Identify
user groups and needs and make recommendations for updates or replacement of email
systems.

A Telephone: Examine and assess our current telephone system at all Brookdale locations. The

Tactics | - broadca;t system must be updat(_ad and standards reviewed .and set. .

A  Webadvisor: ExamineWebad vi sor s function as a communi

A Website: Serve as website advisory committee.

A Website or web-based communications: Examine possibilities to create a personali z e d #
stopo for user groups entering the website
including technology updates.

Responsible | A EVP AO&T, Exec Director of ITS, OIT, College Relations
parties
Resources IT Budget
Timeframe Ongoing
Outcome A BCC are able to communicate efficiently and do not experience service disruptions / limitations.

10.2 Employ technology to support and expand emergency communication capabilities.

Tactics A Determine appropriate tools, mechanisms, and applications of technology for emergency
communications.
Responsible | A EVP AO&T, Exec Director of ITS, OIT, Exec Director of College Relations
parties
Resources  gdiiBugget
Timeframe | A 2009
Outcome | A Communication of essential information is possible during an emergency situation.

10.3 Develop plan to connect with external community.

A Identify the top three external groups which BCC needs to connect with.
Tactics A Determine how technology can assist creating / maintaining connections with these groups.
A Develop and execute implementation plans.
Responsible | 5 pinet
parties
Resources | A 1T Budget
Timeframe | A 2009
A

Outcome

BCC has robust connections with its primary external communities.




10.4 Explore ways that technology can assist BCC to collaborate with county and state agencies to achieve
economies of scale.

A Investigate and identify the top concerns for county / state agencies which BCC has expertise
Tactics | . ©FMay offer assistance.
A Determine if technology can play a role in either addressing the need directly or in facilitating a
resolution.
Responsible A Cabinet
parties
Resources | A
Timeframe | A 2009, 2010
Outcome | A BCC leverages technology to create / maintain its relationships with county / state agencies.

10.5 Expand links with NJCC partner institutions.

A Identify additional partnership opportunities (i.e., articulation agreements, course sharing,
Tactics _leveraging systems/resources).
A Pursue developing these relationships accordingly.

Responsible

parties A VP of OBCD, Dean-Communiversity and Higher Education Centers, Cabinet

Resources | A Operating budget

Timeframe | A On-going

Outcome | A BCC taps into the collective strength of the NJCC system.

Goal 11: Monitor and respond to changing marketplace needs and student demographics.

11.1 Develop means to scan and report changes in regional demographics and potential markets.

A Identify resources / means to conduct focused external scan and conduct them regularly (i.e.,
guarterly, each semester, yearly).

Tactics A Create a repository to house and report findings.
A Promote availability of these data and solicit feedback from user community on how to refine.
Responsible | A OIT, Exec Director of ITS, College Relations, Exec Director of Planning Assessment and

parties Research
A Operating Budget, IT budget

Resources
Timeframe | A 2009, 2010

A Users have access to centralized repository of current data about external factors impacting
BCC.

Outcome

11.2 Evaluate changes and identify strategies to address them.




A Monitor and report findings.
Tactics A Solicit feedback from campus community on ways data are changing and appropriate BCC
~ responses.
A Create innovative ways to address these changes.
Responsible | A Cabinet, ITEC, OIT, Exec Directors of ITS and EST, ITAC
parties
Resources A IT Budget
Timeframe | A 2011, 2012
Outcome | A BCC develops new offerings / services in response to these changes.

Goal 12: Establish sustainable financial/funding resource models.

12.1 Prioritize funding needs and identify potential external sources.

A Review the implementation plans described herein and determine the need / likelihood of
securing external funding.

Tactics A Develop or adapt the mechanisms for pursing external funding.
A Develop timelines and resources for pursuing external funding.
Responsible A EVP AO&T, Exec Director of Business and Finance, Cabinet
parties
Resources | A T Budget

Timeframe | A Continuous
Outcome | A Secure funding to pursue technology projects.

12.2 Partner with other organizations and businesses in order to achieve BCC technology goals.
Tactics | A Identify appropriate partners and explore possible interests.

Responsible parties | A Cabinet
Resources | A Grants, IT Budget, Operating Budget
Timeframe | A 2010
A

Outcome Develop effective external partnerships.




Appendix 3: IT Governance Structure

Why Governance?

Information technology management has undergone evolutionary phases. In the days of mainframe
computing, most of the decisions regarding information technology were made centrally, often through
a data processing center. During this period, the selection of a specific hardware vendor dictated, in
many ways, the software, processes, standards, and procedures that would be used within the
institution.

As technology changes, and as computing power moves out of a central administrative center to the
desktops of end-users, decision-making regarding IT resource allocations and prioritization of IT
initiatives becomes more complex. Units, both academic and administrative, outside of a central IT
organization eventually begin to make separate decisions and spend significant amounts of money on
IT-related purchases.

This decentralized or coordinated decision-making model can lead to situations where administrative
IT units may be unable to support or maintain the technology components of the College.
Consequently, concern grows on the part of institutional leadership about IT expenditures and
initiatives. Of particular concern, is whether or not the IT administrative choices that are being made
really represent decisions that are in the best interest of the institution rather than more localized
interests. Brookdale must now realize that a better organized and more widely acceptable information
technology governance structure is heeded to address the issue of how initiatives are taken and how
decisions are made with regard to the acquisition, deployment, and support of information technology.

What is Information Technology Governance?

Information Technology governance is the framework for defining how information technology policies,
resources, and architecture are established, deployed, managed and enforced. Information
technology governance should be designed to achieve a partnership between the individual units
within the institution and the IT organization and:

Establishes

Shared IT vision that can add value to the institution

Shared guiding principles that are guidelines for IT decision making and managing IT initiatives
Institutional IT goals and strategies for achieving the institutional goals

Institutional IT policies, amending and retiring as necessary

Institutional IT priorities and communicating these to the institution

> >

Determines
Distribution of responsibility between OIT and end-users
IT resource allocation

> >

~ Oversees
A Management of institutional IT initiatives
A The work of the IT organization

~ Provides
A A vehicle through which the end-user community participates in IT planning



The IT Governance Structure

Thereisnosingularlyiri ght 6 way to establ i s lagovefnangeostruetureatan c e .

be effective, it must reflect both the organizational culture and the information technology needs of the
institution. However, most IT governance structures include some variation of the following model.

Executive Level Decision Making (ITEC)

At the primary decision-making level exists an Information Technology Executive Council (ITEC)
reporting directly to the President of the institution. The ITEC includes both Executive Vice Presidents
(AO&T and Educational Services), and all three Executive Directors (ITS, EST and OIT).

This body is responsible for:

A Establishing and articulating institutional technology directions
Reviewing and approving technology strategic and operational plans
Establishing technology priorities

Reviewing and approving proposed technology policies

Developing IT budget alternatives for the institution

> > > > >

Advisory Committees and Working Groups

Two functional standing committees, ITAC and TUG have been established to address specific issues
associated with academic and administrative technology within the institution.

Information Technology Advisory Council (ITAC)
Responsibilities of ITAC are to:

Technology Users Group (TUG + WebReq)

Responsibilities:

Focus on functional issues associated with the use of administrative systems including the ERP system(s),
and auxiliary areas (i.e., development, alumni affairs)
Make recommendations to the decision-making body

> >

Teaching and Learning Center ???

An appropriate representative from the IT organization should be assigned to each of these standing
committees as a co-chair. Chairpersons of these standing committees should be chosen based on
their knowledge of information technology applications within the appropriate areas, e.g., academic
and administrative, and on their ability to facilitate discussions through to consensus.

Task Forces

Occasionally, it may be necessary for the institution to establish an ad hoc committee or task force to
address specific issues or projects. Ad hoc committees should be given specific, written charges, and
should be convened for a specific period of time. It is important that the role, responsibilities, and time
frames for these groups are clearly stated and that their work be carefully monitored to ensure that
they work within the scope intended.



Proposed Brookdale Structure

These elements deployed at Brookdale could take the form of the chart below.

Board of Trustees

President
Cabinet
EVP Ed. Services|| Ae 0 EVP AOT
IT Executive
Council

\
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Exec Director, 3 Exec Director,
Instructional | [ OIT (SunGard) Information
Technology N Technology

\\
\
\
\
AY
N
Y
AY
. .
S IT Advisory Council

User Groups

Task Force(s)




Governance

Selection for the ITEC and ITAC committees must balance individual capabilities, willingness and
availability to participate in the process, and knowledge of institutional needs. The list below is
provided to present a model of committee assignments.

IT Executive Council (6-9 members)

This group derives from the Pr esicideconreddmmeatioisnet an
brought forth by the IT Advisory Committee. It is comprised of the following members:

Co-Chairs: EVP, AO&T and EVP, Ed. Services
Members: Executive Director, ITS

Executive Director, ETS

Executive Director, OIT

IT Advisory Council (members)
Members of this group are appointed by the Executive Vice President for AO&T. The council
represents the College as a whole and has the following members:

Name Title Department

Elise Barocas Director Accounting

Joyce Cangelosi Executive Secretary Administration, Operations and

Information Technology Services

Karen DOAgost i no Professor English

Sue Desiderato

Pat Gallo-Villee
Larry Hartzell

Lise Jenkins

Norah Kerr McCurry
Joe LaGaipa

Frank McGorry

David Murray

Mark Schmidt

Assistant to the EVP
Dean

Professor
Consultant

Director

Executive Director

Operations Manager

Executive Director

Acting Director

Educational Services

Business & Technology

History

SunGard Higher Education
Teaching and Learning Center

Office of Information Technology

Business &

Community Development

Library

Educational Technology Services



Anne Marie Sparaco

Jim Sulton, Chair

Kim Toomey

Interim Executive
Director, ITS

Exec. Vice President

Registrar

Administration, Operations and
Information Technology Services

Administration, Operations and
Information Technology Services

Registration



Appendix 4: Continuing Responsibilities: An Overview of the

SunGard Higher Education Contract

The chart below outlines the present distribution of roles and responsibilities between the

College and SunGard Higher Education as defined by the current contract between the College

and SunGard.

Deliverable

BCC
Responsible

SGHE
Responsible

This Statement of Work details the responsibilities of both SunGard Higher EducatioBrantidale Each
section has a general description which is intended to be informational. Thet @lid SunGard Higher
Education each have tasks, responsibilities and deliverables that are required in order to realize the su
of this contractual relationship. The actual committed responsibilities for SunGard Higher Education a
Client are set otiin the specific description of responsibilities for each set out below.

Consulting and Expert LiaigOfil provides advice and consulting services on the implementation and us¢
computing and communication technologies. Departmental collabomagstablish a pipeline for technical
leadership and expertise in emerging technologies.

The Client and SunGard Higher Education each have tasks, responsibilities and deliverables that are
in order to realize the success of the undertaking regented by this Agreement. SunGard Higher
Educationds tasks, responsibilities and deliwv

On an annual basis, SunGard Higher Education resources may be adjusted from the proposed baselin
services due t@hanging or expanding needs in accordance with the Annual Tactical Plan. Material chg
service, as mutually agreed, may result in a realignment of resources and service delivery capabilities.
attached Environmental and Technology Profile (Attaeht A) provides an abstract of the current

technology environment that establishes the baseline for the technology services specified below. OIT|
provide the technology services during the term of this Agreement.

It is the spirit and intent oSunGard Higher Education to fulfill and complete the items contained in this
Statement of Wor k. SunGard Higher Education

the Agreement or this Statement of Work to the extent such inabilitgim us ed by t he f g
employees or third party service providers to perform their respective duties and responsibilities.

SunGard Higher Education Information Technology Leadership Services

SunGard Higher Education provides leadershgomi planning, guidance, and execution in the developm
of information resource strategies and information technology initiatives to promote designs, managenm
and utilization consistent with the Clientds

Corporate and Client Manageme- Participate in client Committee(s), meet monthly, monitor and report
make presentations, continuous development of onsite staff, review onsite operation and service
performance, provide contracted corporate and regional resources.

OIT Leadershimnd ManagementChief Information Officer (CIO) and General Managérovide
technology management, OIT staff management, guidance, consultation, support client planning and t
realization of the Client's mission and vision

AdministrativeProgramming Support supports Client administrators and staff in carrying out their respe|
service functions for institutional management and student services. This function provides the means
apply technology to administrative problems and providegoing technical and staff support for effective
and efficient data and process operations.

The database administration function provided by onsite and remote SunGard Higher Education staff
coordinates the design, implementation, and maintenane@ effective data structure of entities and
relationships that comprise integrated enterprise d e dat abases. Current|l
Mi crosoftds SQL, Open Sour ce MAc&SL The BBAdses theyan
relational database and software tools to make database information available to a community of inforr
resource users.

Technical Management Services are provided to support technical leadership, dekiog and logistics tg
promote continwous computer and network operations, infrastructure development and the tactical
integration of varied technical services, technology and work programs.

Network Management, Administration, and Security Services are a mission critical servicengesainility,
reliability, and performance optimization to 1

technical support for the design, installation, maintenance and troubleshooting of local area networks V




Deliverable

BCC
Responsible

SGHE
Responsible

the campus and the latnet interface. Network services are built on indusisading technologies, proven
processes, a focused missioritical management staff, and national affiliations with leading hardware an
software suppliers. Network Services functions include:

Telephone Communications Management and Technical Support Services provides telephone service
develop, maintain, operate and support the Client telephone systems infrastructure. A Communication
Coordinator and technical support team provides serviaelich include:

Workstation Technical Support consists of technical staff that will perform the duties of this function un
the guidance, direction and management oversight of the OIT Manager of Desktop Services and the O
Technical Director. Sun&d Higher Education estimates that the ratio of workstation support positions
required to effectively support the desktop environment including labs, classrooms and offices, ranges
175 to 250 devices per technician. This estimate can vary conslgidram this guideline based upon a
number of factors. For planning purposes, it has been established that the Client plans to standardize
operating system and desktop software to a Microsoft environment in the next three years.

G. Enhanced Dsktop Management Services (EDM8Biclude Asset Inventory and Managementi\gafe
License Management, Electronic Software Distribution, Patch Management Service, and Remote Unit

was Not Purchased by Brookdale

X

of Work. Examples of these types of programs or services include;

Exclusionsd SunGard Higher Educ ation will not be responsible to provide services that are not indicated in this Statement

1. New enterprise applications systems implementatithreg would replace a currenadminisrative
system, including, but not limited to, new releasesa ofirrent administrative system that operates on

Department as they recommend a series of training; Activities to remedy performance deficiencies ide
in the assessment; Providing trainer access to a library of SunGard Higher Education proprateng tr
materi al, |l earning guides and job aides; Sup
functional specific training IT skills programs which are tailored to the needs of certain job functions wit

another data base structure, or requires material changes in hardware for operation, or requires a new| X
implementation or is considered by vendas a new release and not merely an upgrade or enhancement
2. New third party software applications that are not stated in Attachment C. X
3.  Any changes or replacement for the Third Party software packages listed in Attachment C. X
4.  Specialized Database Administration support for new enterprise applications systems implement X
and maintenance
5. New e-learning programs that require additional staff or help desk support beyond the current X
program requirements
6. New e-learning administrative system platform or a major program shift in support requirements. X
7. New off campus facilities or new campuses located in a different geographic area that requires X
additional onsite dedicated support perswi
8. Centralized library system applications beyond providing Technical Systems Level Support to hel X
coordinate with Innovative Interfaces that provides Brookdale application level support.
9. Television and radio departments and popt services. X
10.Those sections where the notation ONot Pur ¢
SunGard Higher Education unless Client elects at a later date to have those services provided and ag X
pay additional fees for tise services.

Offerings not purchased by Brookdale:
Faculty and Staff Professional Development Support ~ dNot Purchased by Brookdale SunGard
Higher Education will support the Client Human Resource Department as they standardize technology
proficiency equirements for Client job descriptions and provide relevant training. This service will focus
specifically on Microsoft Office products, Internet Explorer, Netscape, and basic administrative system
application (Datatel Colleague) access training. Thidw i ncl ude: Supportin X







