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Executive Summary

IT-based services underpin almost every aspect of information exchange in the modern University. Our students and staff use modern technologies to communicate, to research, to teach, to learn and to do business with the University. 
Increasingly these activities need to happen anytime, anywhere and in a secure manner that protects and preserves the integrity and confidentiality of information being stored or communicated. The Information Technology unit at UWS has the primary responsibility for providing and supporting these various services for students and staff. Operating across all campuses, ITD provides the underpinning communications infrastructure (networks, telephones and wireless) which connect end users to each other, to University academic and business systems and to the Internet. ITD manage the UWS data centres, provide the common computing laboratories used by students and provide direct end user support assisting staff and students to use these facilities. ITD provide the audio-visual systems used for teaching and provide central print services. ITD develop, implement and support the corporate application portfolio and data.
The Information Technology Strategic Plan is a University-wide plan which describes  a framework for the application and usage of IT within the University of Western Sydney (UWS). Its aim is to ensure that University-wide IT initiatives are directly aligned to the overall mission, strategies and operational needs of the University. It has as its basis a series of programme based initiatives that identify how IT can be applied to enable advances and efficiencies in the core higher education processes of learning and teaching, research, and supporting administrative processes. 

The UWS Information Technology Strategic Plan is an iterative process to align Information Technology capability with business requirements:

· It is a process not a point in time event 

· It is iterative - success comes after multiple - do and learn - cycles 

· The key is the alignment of business and Information Technology capability rather than designing Information Technology to address business requirements 

· The former assumes that both capabilities drive each other 

· The latter assumes that business drives Information Technology and not vice versa 

· Information Technology Strategy sets direction for Information Technology function in an organisation 

· Ensures that maximum Information Technology dollars are spent on value creation activities for the business 

· Ensures that these dollars create the maximum value  

The standard of IT systems and infrastructure at UWS compares very favourably with those in any other Australian university. Learning and teaching, research and administrative activities are supported by highly functional university-wide IT systems and infrastructure although their systems integration is an on-going issue as well as effective policies, standards and procedures which will need to continually address issues such as system integration as solutions in place become obsolete e.g. Constellar Hub
Considerable innovation is evident in many of the services, including the development of the my.UWS portal, although in the Service Area of Learning and Teaching there is some way to go to ensure UWS is on par with other equivalent Universities in the provision of on-line lectures and web deployment and also in the deployment of some of the advanced telecommunication facilities becoming increasingly common across the sector communication/telephony area.

This is the first IT Strategic Plan to be prepared on a university-wide basis. It deals with IT related issues that impact on organisation-wide information needs and addresses the requirements for information architectures and infrastructures that transcend schools and colleges and departmental boundaries. 

Introduction 

UWS has a structured planning process, in which Making the Difference 2007-2009 identified four key business focus areas and developed a series of strategic imperatives for each. These imperatives then support a range of projects to deliver on agreed outcomes. The focus areas are:

· Create a superior student learning experience

· Develop focussed, relevant and world class engaged research

· Nurture a mutually beneficial relationship with Greater Western Sydney communities

· Build financial capacity to deliver the vision.

For this project stakeholder groups and development of technology programmes were aligned with ‘Making the Difference’ representing the  four core portfolios of Learning and Teaching, Research Management, Community Engagement and Financial Capacity.
The Information Technology Directorate provides IT services to the University’s six main campuses located across the Greater Western Sydney area. IT services are also provided to 'out-posted' University staff in offices at a number of other locations in Westmead, Parramatta CBD, Liverpool, Sydney CBD and Penrith CBD. The University has over 6000 Intel and Macintosh workstations. Over 2000 computers are in the University’s general purpose and specialised school or library based labs. In addition, most staff have laptop or desktop machines in their offices. The workstations and laptops are used by 3000 staff and 35 000 full-time equivalent students. 

The workstations and laptops are connected via 10/100Mb Ethernet connections and a collapsed backbone WAN currently consisting of 2GB fibre optic links. Data network services (switching and routing) are provided on campus, and between campuses, using almost exclusively Cisco network equipment. Wireless access is available for all current MyUWSAccount holders, including students, staff, and certain categories of visitors. All general purpose labs and network connected staff computers have internet access. The University’s main internet connections are based at the Parramatta campus and consist of 2 X  1GB connections and 34MB 'backup link' connection to AARNET. A project is underway to provide an additional link from Campbelltown..

The Plan comprises three documents. 

· This document is an overview of the Plan. 

· The first document which is an overview of the IT Strategic Plan summarising the detailed second document.
· This document is the second document which is a detailed IT Strategic Plan which provides the complete list of goals and strategies for the deployment of IT across UWS. Currently this is a 100 page document detailing 93 issues with separate goals and strategies for each issue which have been summarised into the overview document.
· The third and supporting document is the IT Technology Roadmap and Initiatives which identifies a number of projects that will enable the achievement of the strategies described in the Plan. 

1. Introduction 

1.1 Background 

The Divisional Review Group (DRG) was established by the Vice-Chancellor in 2005 to advise on options for increasing funding for the University’s core areas of teaching and research, by reducing expenditure and/or achieving operational efficiencies in the University’s non-College units.  The DRG was unable to review the Information Technology Directorate (ITD), given its complexity and size.  Therefore, one of the DRG’s recommendations was that “a further review of ITD’s efficiencies and effective use of resources be conducted by an external party, in conjunction with a group of internal stakeholders”. Therefore, in 2006, UWS commissioned an external review of the telecommunications and computing infrastructure of the University. While the 2005 Divisional Review Group (DRG) recommendations have been one focus for ITD, there have been other perceived performance issues that have caused significant internal reflection and justification for the review. 

The Review Panel was chaired by Kim Yeadon and made 35 recommendations for change in IT practices at UWS. The UWS Executive considered those recommendations and a management response and approved the broad implementation of those recommendations. 

The review was also timely, given that it had been five years since the ITD was established in the new University of Western Sydney (UWS).

The review recognized the increasing dependency of the University on the technical infrastructure for the delivery and management of its teaching and research programs and for many of its support functions. One of the review’s major recommendations was to develop a University-wide information technology (IT) strategy to support the evolving telecommunications and computing requirements of teaching, research, management and information needs of the University. 

An IT Strategic Plan had been targeted as a required enabling plan, and its development commenced in late 2007. This is the first University-wide IT Strategic Plan to be produced at UWS. 

A project team was established, and a project charter, describing the scope, objectives, approach, timeframe and deliverables, was developed and approved by the project steering committee. The prime objective of the project was to: 

Advise on and oversee the development and implementation of the University’s Information Technology Strategic Plan, ensuring the plan and associated expenditure are aligned with institutional business and academic plans.

Provide strategic and planning advice to assist in decision-making in relation to the adoption of good practice in the University’s IT services.

Consider and advise on significant IT policy proposals and information management in terms of e-Research, research areas and IT support.

Ensure clear direction and support for IT security initiatives, promoting IT security awareness across the University through appropriate commitment and adequate resourcing. 

The first phase of the project was to develop a clear understanding of the organisational objectives of UWS plus the associated information technology impacts. This was done through consultation with senior management representing a cross-section of campuses, Colleges and Schools. Information was gathered by means of interviews, surveys, submissions and the study of various documents and plans. 

The next step in the planning process was to perform a high level University-wide internal assessment of the way IT is used at UWS. The effectiveness of the current application and technical architectures was evaluated, as well as areas such as customer support, strategic management of IT and resource management. This involved interviews with personnel from a cross-section of the University. Information was also sourced from functional areas, College and Schools, plus various other papers and documents. 
Influential UWS Projects and Initiatives

· Our People 2015 Project - Our People 2015 aims to provide a strategic staffing plan for the University to support the UWS Strategic Plan and strategic priorities. Our People 2015 is about having the right people in place for the kind of university UWS wants to be by 2015.

· Capability Project – The Capability Project is a joint initiative between the Office of Human Resources and the Professional Development Unit. Effective capability development benefits individual staff by enabling them to clearly identify the capabilities that relate to their role and department, which then acts to guide individual development, personal career planning and career progression. 

· e-learning Strategy –  Currently in development, this strategy addresses a number of e-learning initiatives for the future including targets to ensure every unit taught will have a minimum percentage of its resources delivered using technology. 

· Building Better relationships with Schools - A University-wide Schools Strategic Plan 2008 – 2011 is being developed to build better and mutually beneficial relationships with the high schools and primary schools in Greater Western Sydney (GWS).

· Business Intelligence Review – In 2007, ITS and the Office of Planning and Quality jointly commissioned a review of UWS current Business Intelligence capacity and developed strategies to improve our information management infrastructure. The recommendations of this review should be incorporated into project proposals for 2008 for implementation. The Paterson, K. September 2007

· A Greener Future - The University of Western Sydney is committed to promoting a greener, sustainable future in its world-leading research and operational initiatives. In January 2008, UWS implemented a suite of Environmental Management policies and plans.

· COBIT Assessment April 2008- Deloitte reviewed UWS’ IT governance capabilities using the internationally recognised IT Governance framework, COBIT (Control Objectives for Information and Related Technologies)  IT governance provides the structure that links IT processes, IT resources and information to enterprise strategies and objectives.

The internal and external assessments resulted in the identification of a number of IT issues and opportunities, which were then analysed and documented. The results of these activities have been assembled together in terms of issues, goals and strategies to form this document. 

1.2 Purpose of Report 

The purpose of this report is to document the UWS IT Strategic Plan for the period 2008 to 2012. This report describes a vision for the application and usage of IT, aimed at ensuring that University-wide IT initiatives are directly aligned to the overall mission, strategies and operational needs of the University in an environment which is constantly being impacted by internally and externally generated change. 

The IT Strategic Plan addresses IT related issues from a University-wide perspective to the extent that they impact on information needs and architectural requirements that transcend boundaries within the overall organisation. 

Following on from the formal approval of this report by the Executive, a portfolio of programmes with supporting projects will be prepared as a separate document. This Programme Portfolio will be maintained on an ongoing basis to represent the complete, current set of identified University-wide IT initiatives. In addition, the IT Strategic Plan provides a baseline from which operational plans for a number of organisational units can be further developed. 

The Plan comprises three documents. These include the “IT Strategic Plan – Overview” which highlights the focus and key strategies of the Plan, and this document which is the detailed “IT Strategic Plan” with the complete list of goals and strategies for the deployment of IT across UWS. The third document is the “IT Programme Portfolio” which identifies a number of programmes with their underlying projects, that will enable the achievement of the strategies described in the Plan. 

1.3 IT Strategic Plan Framework
In preparing the IT Strategic Plan a framework was developed to represent the various components and their relationships covering the Service Areas of the University, Leadership in IT, Support of the IT function and People.
UWS Vision 

The emerging vision for UWS Making the Difference  is of a self-reliant, broad-based university and learning organisation, conducting innovative teaching and research of international quality and relevance, and engaged actively with the diverse regions, communities, industries and professions which it serves. 

UWS will be the centre of a broader learning organisation – the greater UWS – and each campus of the University will be the hub of a life-long learning community in its region. This will offer UWS students a gateway to the world and provide UWS staff with enhanced opportunities for research of international significance. This vision will be achieved, not by replicating all aspects of UWS in each part of its network, but by identifying and capitalising on the diverse strengths across the organisation. Each component of the greater UWS will pursue a distinctive mix of activities, all of which: 

· Complement the activities of the others such that UWS is more than the sum of its parts; 

· Meet rigorous quality standards; 

· Incorporate its defining themes; and 

Contribute optimally to the achievement of UWS's mission to be one of the most highly 
regarded and innovative modern universities in the world and to lead the way in higher education in Australia. 

UWS Themes, Strategies and Objectives 

IT plays an important role in supporting the themes, strategies and objectives which underpinned the achievement of the UWS Vision.
· Defining Themes address: 

· Innovation 

· Engagement 

· Sustainability- A Greener Future highlights UWS's operational initiatives and world-leading research for a greener, sustainable future.

The IT Strategic Plan seeks to define the major role which IT has in supporting the overall UWS Vision and in supporting the organisational response to the challenges facing the University. The Plan is about identifying those IT initiatives which are of the greatest overall benefit and implementing them in the most effective and efficient way. 
The planning process for the 2010-2012 periods will begin in February 2008. Following development of the next strategic plan for UWS, the current and proposed technology initiatives for each core business portfolio will be reassessed.

Strategic Directions address: 

· UWS Students and Graduates 

· UWS Researchers and Research 
Supporting Objectives address: 

· Self-reliance 

· Commitment to Quality 

· Attractive Working Environment for UWS Staff. 
IT Vision 

This level describes a University-wide vision for the way in which IT should support and enable the UWS Vision, its Defining Themes, Strategic Directions and Supporting Objectives. 
The IT Vision is to: Advance the goals of UWS , through the proactive and prudent application of solutions that adopt forward-looking technology , in a culture of best practice, innovation, quality and service excellence. 

Key Strategies 

The Plan identifies a range of strategies for the deployment of IT within the core areas of the University in keeping with the above Mission Statement. 

The remainder of this section contains an overview of these strategies. 

1.3.1 Service Areas 

The major focus of the IT Strategic Plan is not about the deployment of technology. The success of the IT Strategic Plan will be determined by its impact on and support for the UWS Vision. The IT Strategic Plan has an action orientation and a consistency of theme related to the UWS Vision. It will be through the service areas and their supporting programmes and projects that the IT Strategic Plan is to be implemented. 

Eight service areas have been identified. 

1.3.2 Learning and Teaching Support 

This service area describes the way in which IT systems and infrastructure can assist Colleges and Schools to provide high quality and flexible educational programs and effective, accessible learning and teaching support. It addresses the following issues: 

· Understanding the benefits and challenges of using IT in an educational environment 

· Selection and use of technologies for optimisation of student centred learning outcomes 

· Levels of IT literacy amongst students and staff. 
1.3.3 Research Support 

This service area describes the way in which IT can provide enhanced and extended support to researchers and research management through the possible access to appropriate computing capacity, facilities and systems. It addresses the following issues: 

· IT infrastructure, systems and services required to increase the quantity and quality of  the University’s research output 

· Access to appropriate high performance computing 

· Support for workgroup collaboration

1.3.4 The Student Experience 

This service area describes the way in which IT can support all aspects of student life, ensuring a positive experience, that fosters a lifelong relationship with the University. It addresses the following issues: 

· Relationships with prospective and past students 

· Off campus access to UWS resources 

· Student access to information and services 

· Access to the broad range of social and cultural activities for students 

· Students’ authenticated access to services 

· Provision of student messaging services 

·  Student expectations of computer laboratories 

· Facilities for postgraduate students. 
1.3.5 Library Services 

This service area describes the way in which IT can support the provision of seamless and prompt access to high quality scholarly information and learning materials in all formats, and regardless of the location of the user. It addresses the following issues: 

· Convenience and versatility of digital format 

· Changes in student learning and the need to provide a rich learning environment 

· Supporting a diverse range of full text and citation databases 

· Seamless integration of information discovery, access and delivery. 
1.3.6 IT and the Working Environment 

This service area describes the way in which IT can effectively support staff in day to day activities through the use of easily accessed and proven technologies. It addresses the following issues: 

· Staff IT facilities for the workplace 

· Working away from base location 

· Management of messaging and calendar services 

· Provision of controlled form management 

· Development of staff IT skills. 
1.3.7 IT Support Services 

This service area describes the provision of professional, client-focused  IT support to students and staff in a world-wide context. It addresses the following issues: 

· IT support for a 24x7 UWS 

· Availability of advice from support staff 

· Communication between users of IT services 

· Measurement and achievement of service standards. 
1.3.8 Enterprise Applications Systems 

This service area describes the way in which flexible, integrated administrative and management systems can support UWS’s strategic objectives and business needs. It addresses the following issues: 

· Effectiveness of core business processes 
· Upgrades to Oracle Financials, Callista and Alesco
· Convenient access to information and resources 

· Interoperability of learning and teaching and administrative systems 

· Integrated academic and resource planning 

· Enhanced card facility for students and staff 

· Implementation of Activity Based Costing 

· Management of minor works projects 

· Unified approach to stores management 

· Comprehensiveness and availability of information reporting 

· Standards for application development 

· Definition for an application architecture 

· Data integration and consistency 

· Integration of applications 

· Development of web applications 

· Creating, maintaining and publishing web content. 
1.3.9 Technical Infrastructure 

This service area describes the way in which a secure, highly available, appropriately resourced technical infrastructure can integrate with the international public infrastructure and underpins the learning and teaching, research and administrative activities of the University. It addresses the following issues: 

· Maintaining a high performance network service 
· Supporting multimedia to the desktop 

· Development of technical architecture standards 

· Diversity of host platforms 

· Diversity of printing facilities 

· Management of software distribution 

· Maintaining the integrity of infrastructure services 

· Provision of high availability services 

· Storage and management of university data 

· Clarity of service definition 

· Application of emerging technologies 
· Planning for life cycle replacement of infrastructure

1.3.10 Programmes and Projects 

The lowest level of the model contains the implementation units for the IT Strategic Plan in the form of projects. Projects are grouped together into programmes . All projects within a programme contribute towards achieving the same overall objective. Each project will have an individual business case. Programmes and projects are not described in this document, but are contained in a separate document (the IT Programme Portfolio) which will be produced after the IT Strategic Plan has been approved. 

       Headings
Grouped under two broad headings – Leadership and Support. Leadership set the scene for the direction of the strategy in terms of what is to be delivered, through the consideration of a number of overarching issues. Support enable the achievement of the strategy by considering how the strategy is to be delivered through their impact upon the way in which projects are staffed, managed and conducted. 
      Leadership includes:
· The information Technology Vision for UWS

· Cross Campus IT Services

· New and Emerging Technologies

· IT Strategic Management and Governance

      Support includes:

· Project Management

· Risk Management

· Green IT

· Human Resources Strategies for IT People

· Quality Management of IT Services

· Resource Planning

· Privacy and IT Security

     Guiding Principles

The guiding principles are a series of statements that serve as the fundamental principles which guide the deployment of IT at UWS.
2. UWS Vision 

In the UWS Strategic Directions 2004-2008 it is stated: 

“The mission for UWS  is to be a University of international standing and outlook, achieving 
excellence through scholarship, teaching, learning, research and service to its regional, national and international communities, beginning with the people of Greater Western Sydney. “
Some of the key points of the UWS Making the Difference Plan, for which IT has an important part to play, include: 
· Innovation will be encouraged in teaching and research, and constraints will be removed to allow imaginative and high quality developments 

· A student-centred blended learning and teaching environment will be developed and enhanced through the appropriate use of technology. Students will be offered choice in terms of programs and delivery modes-blended learning
· A network of information systems link all UWS campuses and locations under a single, seamless, flexible, technologically supported framework. 
· Information technology has a major role to play in the achievement of the objectives and strategies of UWS’s core and administrative functions, and in supporting the organisational response to the industry trends and challenges facing the University. 
· To support a culture of innovation across the University, an IT environment of appropriate hardware and software will be required to allow experimentation without impacting essential core services. The University must respond quickly to provide IT services and support to new initiatives. The technical infrastructure to enable innovative activities will need to be robust, easily expandable and well supported. In addition, leading edge technologies must be well understood and assessed at an early stage for benefits and potential drawbacks. When evaluating and selecting new technology products, emphasis must be placed on the ability to adopt the product internationally. 

· To realise UWS’s ambition to be significantly more self-reliant, the IT environment must support marketing activities and income generation endeavours. It would provide standards and quality assurance processes, project management methodologies, strong strategic management of IT and reliable and secure telecommunications networks. 

· The increased flexibility of learning and teaching will necessitate extended capacity in telecommunications to adequately support a variety of blended teaching and delivery methods. Additionally, the support and delivery of the technology needs to be flexible and responsive to proceed alongside the e-learning UWS developments. 

· The communications network will ensure that UWS students outside a campus environment will have the best possible access to support, information, library and other resources and facilities. As part of its commitment to staff development and an enriched student learning experience, UWS will also ensure that students and staff acquire skills in the effective use of information technology. 
3. Guiding Principles 

3.1 Introduction 

This section contains the set of guiding principles that underpin the deployment of IT at UWS considering: 

· Alignment of IT to the mission and vision of UWS 

· IT competencies of UWS students and staff 

· Identification, justification and benefit realisation of IT projects and solutions 

· Community engagement 

· Application of policies, procedures and standards to IT activities 

· Positioning of IT services. 

These principles have been derived from discussions with stakeholders and reflect their vision for what IT should be to the organisation in terms of supporting the key functions of teaching, learning, research and administration. 
The guiding principles have provided direction to the development of all the strategies contained within this plan. 

3.2 Guiding Principles underpinning the IT Strategic Plan 

3.2.1 Alignment of IT to the mission and vision of UWS 

· Information Technology can be a strategic initiator of innovations in learning and teaching, research and the administration of the University. The deployment of IT must be aligned to the strategic directions, academic plans, business, cultural and social objectives of UWS 
· All University-wide IT initiatives must be consistent with the objectives and strategies contained within the IT Strategic Plan, but formal IT plans will not inhibit flexibility and innovation in response to opportunities. 

3.2.2 IT competencies of UWS students and staff 

· UWS students and staff will be encouraged to develop IT competencies that will enhance their learning and teaching, research and administrative activities and enable them to work effectively in the information economy. 

3.2.3 Consideration of the multiple campus dimension 

· Within practical limitations imposed by geographic location and telecommunications infrastructure, all UWS campuses and locations are linked by a network of information systems, including: 
· a common system for students 

· a common system for staff, and 

· systems which will ensure that UWS students outside a campus environment will have the potential to access information, library, support, and other resources and facilities. 

3.2.4 Identification, justification and benefit realisation of IT projects and solutions 

· Formal business cases will be prepared to justify University-wide IT initiatives. Factors addressed in the business case will include a cost and benefit analysis, project risk, and the positive impact on the strategic directions, academic plans and business objectives of UWS. When evaluating a particular business case, University-wide benefits will take precedence over benefits to individual units 

· Adopting improvements to business processes is a fundamental opportunity arising from the deployment of an IT system. Time is of the essence when realising the benefits of IT systems deployment 

· IT infrastructure capacity and functionality should be proactively managed and upgraded to anticipate the requirements of future IT applications and services that will be critical to support learning and teaching, research and administrative functions 

· In identifying technology solutions, the appropriateness of deploying proven technology solutions and/or leading edge, less proven technology solutions will be determined by the risks and benefits identified in each particular business case. 

3.2.5 Community engagement 

· University-wide IT plans, policies and standards will be developed in collaboration with relevant key stakeholders across UWS. 

3.2.6 Application of policies, procedures and standards to IT activities 

· University-wide IT policies and standards must be applied. Wherever possible, IT policies will accommodate the unique IT requirements of particular areas, but these must never be to the detriment of the overall good of UWS as a complete entity 

· IT solutions deployed will conform to appropriate internationally adopted standards for IT to maximise opportunities for integration and transparency of services, and return on investment 

· Policies and procedures that safeguard the security of University IT systems and electronic records will be of paramount importance 

· Electronic records will be managed to preserve the privacy of individuals 

· Business continuity management principles will be applied to the deployment of all IT services. 

3.2.7 Positioning of IT services 

· Best practice management principles will be applied to all IT initiatives and operational services, including quality standards and project management practices to ensure the greatest return from investments in IT 

· Appropriate centralisation, devolution or sourcing of IT services will be considered to maximise efficiency. 
3.3 SWOT Analysis

	Strengths
	· Knowledgeable and technically competent IT staff 
· Strong linkages with some UWS business areas 
· IT infrastructure being sustained and improved
· High-performing Help Desk and end user support services 

· An IT services catalogue has been developed 
· A number of long standing and well developed business relationships 
· Generally good perception of ITD and its services amongst staff & students 


	Weaknesses
	· Critical reliance on key individual IT staff 
· Lack of automated processes and asset monitoring and management tools to assist in early detection and remediation of problems.

· Low to moderate maturity in application of change management best practice increasing risk of unmoderated changes to the IT infrastructure.

· Inadequate approach to release of new or changed business systems (Production Readiness vs Release Management)

· Customer Relationship Management is inconsistently delivered creating a perception of a siloed business unit with inadequate internal communication.

· Information about ITS work requests and project statuses, outages and scheduled maintenance, general activities not consistently communicated to UWS community.

· No coordinated approach to Project Portfolio management



	Opportunities
	· Establishing more flexible access to systems and services. 
· Providing additional communications and collaboration services 

· Web site and portal redevelopment 
· To improve flexibility of UWS SOE

· Develop a preferred vendor portfolio to achieve economies in purchasing and build partnerships for future collaboration

· Initiate technology innovation projects with UWS researchers and academics

· Develop graduate trainee programmes as part of OP2015 
· Improve maturity levels in service delivery 
· Demonstrate sector leadership in Green IT initiatives 
· Building better relationships with customers 

· Developing options for externally provided IT-related service offerings 



	Threats
	· Staff morale 

· Disaster Recovery plan is overdue for review. DR testing is similarly behind.

· Difficulties in scheduling for out of hours maintenance 
· Significant reliance on IT across the University puts pressure to be “all things to all people”. This in turn leads to significant workloads with limited resources and tight deadlines



4. Strategic Objectives for IT 

The following are the strategic objectives for the University-wide deployment of IT for 2008-2012. 

The Vision for UWS (Section 5.1) 
Objective: To implement blended learning initiatives which enable UWS to deliver a range of high quality educational services to varied communities of students, and to improve internal processes or reduce costs 

Cross Campus IT Services (Section 5.2) 

Objective: To establish IT services to the UWS community so that every student and staff member can access the information services and resources, on or off campus. 

New and Emerging Technologies (Section 5.3) 

Objective: To facilitate the pursuit and appropriate uptake of new and emerging information technologies to support the attainment of the UWS Vision 

IT Strategic Management and Governance (Section 5.4) 

Objective: To establish a well defined, well understood process for the strategic management of IT that ensures the investment in IT is directed towards achievement of the strategic initiatives of the University and that the greatest value is achieved from that investment 

Learning and Teaching Support (Section 6.1) 

Objective: To provide IT systems and infrastructure that assists Colleges and Schools to provide high quality and flexible educational programs, and effective, accessible learning and teaching support 

Research Support (Section 6.2) 

Objective: To provide enhanced and extended support to researchers and research management through access to appropriate computing capacity, facilities and systems 

The Student Experience (Section 6.3) 

Objective: To support all aspects of student life, ensuring a positive experience, which fosters a lifelong relationship with the University 

Library Services (Section 6.4) 

Objective: To provide seamless and prompt access to high quality scholarly information and learning materials in all formats, regardless of the location of the user 

IT and the Working Environment (Section 6.5) 

Objective: To effectively support staff in day to day activities through the use of easily accessed and proven technologies 

IT Support Services (Section 6.6) 

Objective: To provide professional, client-focused IT support to students and staff.
Enterprise Applications Systems (Section 6.7) 

Objective: To provide flexible, integrated administrative and management systems that support UWS’s strategic objectives and business needs 

Technical Infrastructure (Section 6.8) 

Objective: To provide a secure, highly available, appropriately resourced technical infrastructure that integrates with the international public infrastructure and underpins the learning and teaching, research and administrative activities of the University 

Project Management (Section 7.1) 

Objective: To employ standard, best practice project management processes and procedures for all IT related projects to maximise the potential for projects to achieve their objectives 

Risk Management (Section 7.2) 

Objective: To employ risk management practices that eliminate or reduce to an acceptable level, the potential negative impact of threats on IT development projects or IT operations 
Green IT (Section 7.3) 

Objective: To develop a roadmap for the greening of technology at UWS as part of an overall Environmental Management Plan
Human Resource Strategies for IT People (Section 7.4) 

Objective: To ensure that UWS has access to staff with IT leadership and technical skills that will enable it to implement innovative systems and infrastructure that meet the operational and strategic needs of the University 

Quality Management of IT Services (Section 7.5) 

Objective: To establish a quality management system that underpins the provision of IT services to support the highest quality teaching, learning and research activities at UWS 

Resource Planning (Section 7.6) 

Objective: To ensure that the application of resources to IT services is effectively planned and monitored to meet strategic and operational objectives 

Privacy and Information Technology Security (Section 7.7) 

Objective: To safeguard the confidentiality, integrity and availability of personal information provided to the University and privacy in the use of UWS IT resources 
5. Leadership
This section contains the issues and supporting strategies for the overlays which lead or drive the overall direction of the IT Strategic Plan. 

5.1 The Vision for UWS 

Objective: To implement blended learning initiatives which enable UWS to deliver a range of high quality educational services to varied communities of students, and to improve internal processes and reduce costs IT has altered the way business is transacted in some fields of enterprise and it has the potential to make further dramatic changes. 

The higher education industry has received its share of commentary about how IT might help create an environment where many of the teaching, learning and administrative operations and interactions occur electronically rather than in the more traditional modes. 

IT systems and applications are important to several University goals, including blended learning and teaching, and providing students and staff with higher standards of service. There is no simple product that can be purchased “off the shelf”, rather UWS will need to be vigilant with current trends in technology and technology management and how these might apply to our key institutional goals. 

The real challenge is to identify when and where those opportunities will realise the best return in our own environment, to develop the organisational structures and skills to realise benefits, and to execute these developments in a timeframe that matches the opportunities presented by rapidly developing technologies. 

The areas of focus for the IT support services at UWS might broadly be classified as follows:-
· Sourcing Management (Vendor and Contract Management) refers to the processes and relationships that UWS maintains with external organisations to acquire goods and services and share information. It includes for example, collaborative development of materials, acquisition and/or sharing of courseware, electronic library resources and services, and electronic procurement of goods and services. 

· Information Management refers to the process of understanding, defining, documenting, capturing and easily accessing the information that UWS needs to conduct its core business of learning and teaching, research and administrative support. It includes for example, the development of online courseware and associated materials, the computerised management of electronic as well as paper based documents, the provision of web based services and the dissemination of information in an electronic form. 

· Student and Staff Relationship Management refers to the support of interactions between all members of the UWS community through the use of integrated information systems designed to improve levels of service. It will include the implementation of services that facilitate an ongoing relationship with students, staff, prospective students, alumni and partners, online information channels targeted at specific audiences, and the establishment of co-ordinated support services . 

· Communications Management focuses on the provision of systems and technical infrastructure to support communication flows within UWS and to enhance the interaction between groups or individuals to support learning, teaching, research and administration. Systems that support communications include computer-mediated communications, videoconferencing, video, voice and text services. 

· Delivery Management refers to the way in which the above services are delivered and accessed. Due to the expansion of the Internet and advances in technology there are now more options available for delivering additional and enhanced services. The UWS website and the my.UWS portal are key entry points for an expanding range of services such as online enrolment and fees payment, flexible delivery of courses and easy access to UWS information. Portal Systems provide students, staff, researchers and external communities with an interface to UWS’s internal systems, customised to account for the nature of the relationship between the parties. Students, staff and researchers will be provided access to a wide range of personalised services, sourced within UWS. Direct links with suppliers can be established to source goods and services and educational resources from organisations such as libraries, publishers or other universities. 

Integrated Applications are at the centre of the external interfaces with UWS University’s customers, stakeholders, suppliers and business partners. These interfaces are needed to ensure that the business processes work seamlessly across the organisation, and provide a single and consistent view of the information regardless of where or how it has been input or is viewed. UWS has implemented the Oracle Financials, Alesco, Callista, Alumni systems and University-wide databases. Continued integration of applications needs to continue via strategies deploying systems integration tools. 

The my.UWS portal is being further developed to provide integrated views of the information available from the University and business partners. The student records system has been interfaced to the my.UWS portal to provide re-enrolment over the web and extended to include initial enrolment, payment of fees, fines, etc. Oracle Financials provides integrated financial and Alesco provides HR information. 
The UWS website is the public face of the University, and its content and style of presentation should be managed from a marketing perspective, however it should not be the primary source of information for our staff and students. This role should be taken on by the my.UWS portal. 

It will be impractical for UWS to assume responsibility for the direct provisioning of all services, and alternative forms of sourcing will need to be considered, including outsourcing to global IT service providers or the formation of partnerships with complementary organisations. These issues will be a fundamental component of the definition of an appropriate business model. 

5.1.1 Issues, goals and related strategies 

Issue 1: The array of current and emerging technologies relevant for UWS
The speed with which IT is developing means that protracted evaluations of new technologies may result in opportunities being lost or taken up too late to obtain a competitive edge. An agile and responsive approach to assessing opportunities must be adopted. 

It is important that an overall applications architecture exists which guides the configuration, development and implementation of various services at UWS. 

Goal: Implement opportunities that support UWS’s strategic objectives 

Strategies: 

· Establish a development programme within UWS, led by a senior member of staff to: 

· Identify opportunities and define the business models where solutions might be beneficial 

· Explore the formation of partnerships with organisations which can offer complementary skills or resources and where UWS preserves the control over: 

· the quality of content, delivery and support services, in keeping with UWS’s positioning and brand image as a high quality provider of tertiary educational services 

· its intellectual property rights over its course and subject materials 

· the relationship formed between UWS and each student, as this has the potential of leading to other exchanges at a later time 

· the record of electronic data that marks the history of the relationship with the student which can be valuable in encouraging future involvement 

· the transactions that occur between the University and the student, as this is a primary method of establishing and maintaining the appropriate standard of quality 

· Define an applications architecture which guides the deployment of new IT systems and infrastructure at UWS, so that successful pilot trials can be subsequently mainstreamed to support UWS 

· Establish a fund to seed feasibility studies and pilot trials of solutions 

· Fund developments strategically 

· Design each project to deliver results in stages within short timeframes, with future funding contingent upon the success of each stage 

· Many of the strategies described elsewhere in this strategic plan form integral components of the applications architecture for UWS. 

Issue 2: Definition of an Information Management Architecture 

Information sources for the University community are broad and diverse. They include information owned and controlled by UWS, partner organisations and information residing, owned and managed completely outside the University. Within UWS, information resides in web servers, relational databases managed by applications such as Oracle Financials and many other heterogeneous systems. The collection, organisation, distribution of and access to this information is critical to the core University activities of learning and teaching, and research, together with the support services facilitating these. IT services such as the my.UWS portal and the UWS Messaging Service, provide capabilities to proactively deliver information to members of the University community based on their individual roles and responsibilities. 
An information management architecture needs to be developed to form the basis of enterprise information management strategies. 

Goal: Establish an information management architecture as a framework for enhancing the management of the University’s information needs. 

Strategies: 

· Establish standards for development of a formal information management architecture 

· Develop a framework to facilitate all appropriate information and business services to be made accessible through the World Wide Web via the my.UWS portal 

· Enhance the reach of the my.UWS portal to include all members of the UWS community. 

Issue 3: Data requirements of UWS 

To obtain efficiencies and improvements in its core processes, UWS must understand the data that it requires to conduct its core activities of learning and teaching, research and administration. A model should be prepared which is independent of  technologies. This model would show the data groupings, relationships and meta data. Such a model would facilitate the easier integration of applications, packages and databases. UWS recognises the need to strengthen its position on Data Governance, based on:

· The 2006 AUQA report, which stated AUQA recommends that UWS develop a more robust strategic approach to governance of Information Technology (IT) services across the University and build a stronger client service ethos among those responsible for IT service planning and delivery

· A Business Intelligence readiness review commissioned in 2007.  (BI Review)

· Data and System Integration review commissioned in 2007. (Integration review)

The main recommendations of the BI and Integration reviews relate to how UWS can move forward with better Integration and BI, including the establishment of a Data Warehouse to underpin future developments in the BI area.  
Goal: Understand University-wide data requirements and supporting meta data 

Strategies: 

· Prepare a University-wide data model, showing the key data groupings required for UWS to conduct its operations 

Issue 4: Impact of Information Management 

Information Management is a strategy for managing corporate memory and intellectual capital, where there is as yet no commonly accepted definition. It offers the means to aggregate the collective intellect and knowledge of the University into a framework through which learning, collaboration and innovation can be enhanced. Research suggests that whilst sophisticated technologies are an important enabling factor, successful implementation of Information Management (formerly known as Knowledge Management) also requires the integration of business strategy, cultural values and work processes. 

An opportunity exists to investigate the discipline of Information Management for its applicability to the University. 

Goal: Understand the relevance of Information Management to the UWS environment 

Strategies: 

· Undertake an investigation into Information Management and its associated technologies, in terms of its applicability to the UWS environment 

· Establish a University-wide architecture for Information Management. 

Issue 5: Focus of UWS website 

The UWS website (www.UWS.edu.au) is currently the main access point to UWS information resources for both the general public and internal intranet services. This dual purpose has led to inconsistencies in presentation and quality of information provided at some levels of the site. Separating the internet and intranet functions of the site will enable each of these services to be developed to specifically address the differing needs of their intended audience. The my.UWS portal will continue to be developed as the interface for all internal information. The www.UWS.edu.au site is an important vehicle for promoting UWS to the wider community and improving communications. It should be further developed to ensure it is consistent, visually exciting, information rich and is geared to promoting UWS to an wider audience. 

Goal: Re- develop the UWS website as confirmation of the image of UWS as an innovative hub of teaching and research excellence 
Strategies: 

· Establish Web Management Governance to develop corporate web standards (UWS visual identity) and promote compliance with technical web standards and integrate with the ITD governance framework
· Develop a communications strategy to ensure relevant knowledge of the standards 

· Revise the main UWS website to separate the internet and intranet functions 

· Ensure compliance with the standards through appropriate management processes 

· Continue to develop the my.UWS portal as the interface to intranet services with customised channels that support the information needs of students and staff of UWS. 

5.2 Cross Campus IT Services 

Objective: To establish a comprehensive range of IT services for the UWS community so that every student and staff member can access the information services and resources, on or off campus,

UWS staff will have a defined set of up-to-date, flexible and core support policies, plans and procedures, which are adaptable and sensitive to local operating needs (including cultural practices) and which will enable infrastructure and services to be rapidly deployed to support agreed academic objectives and programs in all campus and off campus environments. 
UWS is sufficiently diverse to integrate electronic services within a much broader framework of higher education services and an appropriate model must be used to provide a consistent and integrated set of online services to students and staff, anywhere in the world. The model must allow UWS to be readily adaptable to support and complement the face-to-face and off campus models of learning and teaching with a wide range of additional and useful services that will enhance the learning experience for our students. 

An important aspect of this development will be the deployment of IT systems and infrastructure, to create a common set of UWS services with a consistency of content, style and quality that effectively support a dispersed and potentially mobile UWS community. 
The UWS campus IT systems and infrastructure should be characterised by: 

· The adoption of a common set of services, or where there are limitations arising from prevailing public infrastructure, then near equivalent services will be deployed. The most frequently used educational, administrative, and support services will be delivered by a standard means, via the my.UWS portal 

· The adoption of compatible University-wide architectures for hardware, software, communications and cabling services. This provides a number of significant functional advantages and cost efficiencies, all leading to a set of consistent services for a dispersed and often mobile UWS community 

· Highly available systems and services, where this is cost effective and practical 

· The formation of a relationship with one or more external service providers , who will add value to UWS strategy. 
5.2.1 Issues, goals and related strategies 

Issue 1: Provision of IT services to all campuses 

Goal: Provide a comprehensive set of compatible and integrated information technologies, services and resources to all UWS campuses 

Strategies: 

· Define the standard set of IT services, including service level definitions, that are to be established on each UWS campus, for these broad categories: 

· telecommunications 

· data and voice networks 

· computer laboratories 

· lecture theatres and audio visual 
· office equipment 

· servers and systems 

· administrative and library applications 

· support services 

Issue 2: Provision of IT services to off campus students 

Off-campus students may be undertaking UWS courses and programs in very diverse locations including the home, the workplace and in community facilities. UWS must consider student location and delivery requirements on enrolment and provide access to its programs, administrative and other services and resources at times and in ways which can be customised to best suit the students and their environments. 

Services will need to integrate traditional on and off campus learning and services delivery methods with advanced communications technologies and the infrastructures that support them. A major advantage of these techniques is that many of the services designed to support off campus teaching also complement on campus delivery to offer greater flexibility and resources for all students.. 

Goal: Provide online services to students enrolled in off campus modes of study, consistent with students studying on campus 

Strategy: 

· The my.UWS portal  acts as a window to the most commonly used electronic based information services and resources. 
5.3 New and Emerging Technologies 

Objective: To facilitate the pursuit and appropriate uptake of new and emerging information technologies to support the attainment of the UWS Vision 

Information technology has a significant and proactive supporting role in not only assisting UWS to fulfill its directions, but in providing leadership in the focal areas of learning and teaching, research and the administration of the University. The ongoing strategic tracking and assessment of emerging technologies is an important element of this leadership role. So too is the provision of advice, guidance and “championing” the takeup of new technologies that facilitate the drive towards best practice in core processes. 

New technologies are emerging almost daily which should be considered to determine whether they can be applied to improve delivery of services or provide additional innovative services in the focal areas. However, there can be considerable cost implications and lesser standards of reliability by being an early adopter of new technologies. These possibilities need to be balanced against the perceived benefits. 

It is desirable to create a culture of innovation and to capitalise on opportunities. To be successful in the tracking and assessment of emerging technologies to determine their applicability in furthering UWS’ objectives it will be important to adopt an agile and controlled approach. 

UWS is fortunate to have a number of IT groups with an interest in new and emerging technologies from academic and administrative perspectives. Obvious advantages will result from a more co-ordinated approach to tracking and assessing technologies in terms of knowledge dissemination and effective use of resources (both financial and non-financial). A capacity to demonstrate the benefits to be obtained from adopting specific technologies to interested parties, will also assist in speeding the uptake rate for new technologies. 

5.3.1 Issues, goals and related strategies 

Issue 1: Funding the tracking and assessment of emerging technologies in IT 

There are currently no formal funding arrangements for the tracking and assessment of emerging technologies. This needs to be changed to ensure UWS has the capability to pursue technologies that offer potential to support and enhance business needs and provide an opportunity to gain competitive advantage. 

Goal: Establish a formal funding process to enable controlled tracking and assessment of emerging technologies in IT 

Strategies: 

· Establish an amount for the funding of tracking and assessment of emerging technologies in IT as part of the annual budgeting process 

· Establish the Director, Information Technology Services as the office responsible for prioritising and granting funds for the tracking and assessment of emerging technologies in IT which are based on market based information and emerging consumer trends and emerging technologies in Higher Eduaction
· Communicate the existence of the fund to relevant areas of the University, and administer applications for funding. 

Issue 2: Encouraging investigation into emerging technologies 

As UWS’s needs in IT become increasingly diverse, more opportunities arise from emerging technologies, and a more co-ordinated approach to the identification and evaluation of relevant technologies is essential. 

In tracking new and emerging IT technologies, there needs to be a transparent and accountable process in place to ensure the most relevant technologies are identified for evaluation, piloting and possible eventual uptake as mainstream services. 

Goal: Establish a process to track and assess relevant emerging technologies and disseminate findings to all relevant areas of the University 

Strategies: 

· Promote a culture of innovation by: 

· establishing focused working parties drawing on staff from across the University (especially technology based Colleges and Schools and ITS) to exchange ideas and explore opportunities for innovative uses of IT 

· formally recognising the importance of tracking and assessing emerging technologies by establishing this role as an integral part of the responsibilities of certain staff, responsibilities associated with this should be included in Position Descriptions 

· reporting the status of investigations into specific emerging technologies through the use of a University-wide website 

· Develop guidelines for the preparation of proposals by any member of staff to evaluate or conduct pilot trials on emerging technologies 

· Implement procedures to ensure that a proposal is submitted to the Director, Information Technology Services before an emerging technology proceeds to a pilot stage. 

Issue 3: Encouraging uptake of new technologies 

An organisation as complex and as geographically dispersed, with such a high level of devolution of responsibility as UWS, results in a unique set of difficulties where widespread adoption of new technologies is proposed. The capability for interested parties to try new technologies in a simulated “live” environment and adjudge the benefits to be obtained for themselves will assist in the adoption of best practice ways to improve productivity and efficiency throughout the organisation. A “consulting” service to provide advice and guidance would also be integral to improving the successful uptake of new technologies. 

Goal: Increase the uptake of new technologies across the University through the provision of facilities to clearly demonstrate the potential benefits 

Strategies: 

· Investigate the feasibility of the establishment of a New Technology Demonstration Centre by the School of Computing and the ITS Division 

· Investigate the establishment of a consulting service to augment the New Technology Demonstration Centre and provide advice and guidance related to the technologies being demonstrated. 

5.4 IT Strategic Management and Governance
Objective: To establish a well defined, well understood process for the strategic management and governance of IT that ensures the investment in IT is directed towards achievement of the strategic initiatives of the University and that the greatest value is achieved from that investment 

Organisations that maximise the benefits achieved from their investments in IT also have a well defined, well understood process for the strategic management of IT. According to the GartnerGroup “the components of the governance (strategic management) of IT – decision making processes, leadership and management – are critical to delivering, extracting and enhancing IT-enabled or supported business value”. A process for the strategic management of IT is not designed to individually manage every IT related decision, but rather to provide a framework within which behaviour can be regulated and IT decisions taken, according to the prevailing policies. 

The IT strategic management process should not be considered as “cast in stone”. As an organisation changes over time, so should the process for the strategic management of IT be reviewed to ensure that it is in keeping with the overall objective for IT of enabling the achievement of the organisational vision and strategies. 

An “Information Technology Policy”  needs to be developed to reflect the implementation of the strategies outlined in this document and to ensure that the process for the strategic management of IT is wholly integrated into the structure of management and decision making within UWS. 

The essential elements of the revised process for the strategic management of IT must acknowledge the uniqueness of the overall UWS organisation and reflect the mission and values, culture, business decision making process and the degree of autonomy of the various business units. It must support a “whole of UWS” perspective in the planning and execution of IT initiatives to achieve the greatest value from the significant investment in IT. In addition the process must be flexible enough to respond in a timely manner to opportunities which arise. 

Many of the projects which are initiated from this IT Strategic Plan will involve stakeholders from multiple organisational units. The revised processes for the strategic management of IT must facilitate the conduct of University-wide projects to achieve University-wide benefits. 

5.4.1 Issues, goals and related strategies 

Issue 1: Responsibility for strategic management of information technology 

The strategic management responsibilities for IT need to be defined within the above mentioned Information Technology Policy integrated with the web steering committee. The strategic management responsibility must differentiate between the roles of those who have direct organisational responsibility for the operational management of IT and those that have responsibilities in the planning and implementation of the IT Strategic Plan (strategic management). The former roles relate to management at central and devolved levels. The latter roles refer to the cross organisational committees that oversee the development of strategies, policies and the conduct of programmes and projects. 
The current UWS model for the allocation of budgets to organisational units on an annual basis does not easily support the financial sponsoring of IT initiatives that span organisational boundaries. This approach can also provide little incentive for individual departments to participate in University-wide projects in the event that the benefits for some individual departments are marginal, but the benefit for the University overall is more significant. The method and responsibility for funding cross organisational IT projects that span multiple budget years, is an important aspect of the responsibilities for the strategic management of IT. 

Goal: Establish a clearly defined structure for the strategic management of IT that is responsive to opportunities and enables all stakeholders to be engaged and decisions taken on a University-wide basis 

Strategies: 

· Identify the Vice-Chancellor’s Executive Committee as having direct responsibility for the strategic management of IT and the establishment of policy through the CFO, supported by the Director Information Technology Services (ITS) and guided by the IT Strategic Plan and the IT Programme Portfolio 

· Identify the Executive as the body which reviews and approves the content of the IT Strategic Plan, in addition to the content of the IT Programme Portfolio which is derived from the IT Strategic Plan 

· Identify the IT Executive Steering Committee, chaired by the CFO, to oversee the ongoing development and updating of the IT Strategic Plan and its supporting programmes and projects, and make recommendations to the Executive on strategic directions for IT in addition to the prioritisation and funding of programmes and projects which would also incorporate responsibility for identifying University-wide IT policies and facilitating their development 

· Establish the Business Case as a mandatory decision making document to determine whether a project will be approved for commencement 

· Establish the role of the Programme Steering Committee, comprising a number of senior executives of the areas that will be most impacted by the outcomes from a particular programme. The Programme Steering Committee will meet infrequently, but will oversee the programme, provide strategic direction to the area, broker funding arrangements for the projects, identify new opportunities and review relative priorities for projects within the programme for consideration by the IT Executive Steering Committee. Special interest groups, such as the IT Managers’ Group will provide input to the relevant Programme Steering Committee on an as requested basis 

· Establish the role of the Project Steering Committee as representing, at an executive level, the critical stakeholder groups for the project. The Project Steering Committee will meet on a regular basis and will oversee the project, review progress against the approved project business case, authorise any variations and approve outcomes 

· Continue with responsibility for those matters constituting the shared infrastructure of the University’s IT being under the purview of the Director ITS. Responsibility for non shared infrastructure, to remain with the University’s Colleges and Schools, departments, academic support areas and the administration 

· Establish an IT Managers' Forum (including HR IT representative, Finance IT representative, Callista IT representative, Research IT representative, library IT representative and appropriate School/College representatives),as an advisory group to the Director ITS, to ensure that information technology facilities and services provided by ITS reflect the needs and priorities of all the organisational units 

· Develop an Information Technology Policy to reflect the strategic management and governance of IT. 
Issue 2: Responsibility for information technology operations 

Within the UWS environment it is considered that IT has two main components, an infrastructure component, which is best administered centrally, and a devolved component which needs to be administered through the Library, Human Resources and Student Services.
Support to clients for effective use of the University’s information technology services is also best provided through a division of responsibilities at the central and local levels. 
Goal: Establish a clearly defined structure for the administration of IT that effectively delivers quality IT services, eliminates duplication of services and enables all stakeholders to understand their responsibilities and obligations 

Strategies: 

· Review the existing practice of distribution of infrastructure and client support responsibilities between ITS and the devolved IT groups (eg Library and HR) to identify more effective and efficient ways of providing IT services and any duplication of service provision and revise the associated policy and procedures 

· Develop a communications strategy to ensure that all stakeholders understand their responsibilities and obligations for the administration of IT. 
Issue 3: Planning for information technology 

IT planning is undertaken at the University-wide level and at the level of the individual organisational entities that have devolved IT environments which include the Library and HR.
The aim of University-wide IT planning is to ensure that the process of identifying IT initiatives and allocating IT resources is directly related to the overall strategies, goals and directions of UWS University as a whole. The responsibility for University-wide IT planning lies with the Director IT Services. 

Other individual organisational entities that have devolved IT environments have at times prepared their own IT operational plans. These plans have typically been prepared in isolation from other IT plans and are inconsistent in form and content with the other plans. 

To maximise the benefits attained from the overall investment made in IT by the University as a whole, it is appropriate to develop a more coordinated approach to IT planning, where the IT operational plans of the individual organisational entities are developed synchronously with the University-wide IT Strategic Plan. These plans would have a common format and structure and be consistent with the overall directions of the University-wide plan and IT policies. 
Goal: Establish an integrated University-wide IT planning regimen to oversee the investment in IT across the University 

Strategies: 

· Prepare a University-wide IT Strategic Plan. Regularly maintain the Plan on an “as required” basis, at a minimum yearly, to ensure currency with the changing higher education and technology environments. Prepare a major revision to the plan, when appropriate (most likely within 3 years) 

· Prepare a minimum standard for the method of preparation, content and form of IT operational plans for those Colleges and Schools, departments, academic support areas and parts of the administration that have devolved IT applications
· Prepare individual IT operational plans in those Colleges and Schools, departments, academic support areas and parts of the administration that have devolved IT environments. Maintain these plans throughout the year, but prepare a revision each subsequent year in sufficient time to link into the overall University planning and budget cycle 

· Identify synergistic opportunities across entities and any planning inconsistencies through analysis by the central IT planning function. 
Issue 4: Approval of IT Projects 

Projects will be identified as part of the IT strategic planning process within the Programme Portfolio but will also appear as opportunities as a result of responses to internal and external pressures on the University that occur from time to time. A strong and active process for the strategic management of IT is necessary so that projects do not commence without due consideration of the project scope, objectives and benefits nor the impact on University resources. The process should not introduce undue bureaucratic overheads such that opportunities cannot be responded to in an appropriate timeframe. 

Projects should be approved through a two stage process where the initial step is a feasibility study. The feasibility study assesses technical issues and prepares a Business Case for approval by the Programme Steering Committee and consideration by the IT Executive Steering Committee. Some projects may not, because of their size, uniqueness or lack of complexity, be part of a specific Programme. For these instances appropriate approval authority must be assigned. In the past the project team has often been held responsible for the realisation of project benefits. However project benefits can best be realised if stakeholder management is held accountable for their achievement. The stakeholders are represented in the overall process through the project sponsor and the steering committee. The full realisation of benefits can often be over a lengthy period after a project has completed. 
Goal: Undertake those IT projects that best address the University’s strategic objectives and business needs within the prevailing budgetary constraints 

Strategies: 

· Establish the feasibility study as the initial step in the approval process. The main outcome of the feasibility study being the Business Case which addresses the benefit realisation plan, life cycle costs, quality requirements, priority compared with other projects, risk, legislation impact, strategic impact and/or technology impact. Establish appropriate procedures and systems to address issues of joint funding of IT programmes by a number of different organisational units 

· Identify the Programme Steering Committee as the entity responsible for selecting, prioritising and recommending projects for consideration, based on of the content of the Business Case 

· Adopt a two level approval process for projects recommended by a Programme Steering Committee: 

· Consideration of projects with a budget requirement of greater than $250,000 to be referred to the EXECUTIVE through the IT Executive Steering Committee 

· Consideration of projects with a budget requirement up to $250,000 to be undertaken by the Director of ITS 

· Refer all projects recommended by the Director of ITS to the IT Executive Steering Committee 

· Establish a Benefits Realisation Plan for each project to identify expected benefits and how they will be achieved 

· Review the Benefits Realisation Plan on a regular basis throughout the life of a project and beyond, to identify any changes which may impact the viability of the project 

· Identify project sponsors as being responsible for the achievement of project benefits. 
6. Service Areas 

This section contains the issues and supporting strategies for areas where IT services will be provided to support University-wide strategies and objectives. 

6.1 Learning and Teaching Support 

Objective: To provide IT systems and infrastructure that assists Colleges and Schools to provide high quality and blended educational programs, and effective, accessible learning and teaching support 

Educational theorists suggest that the focus in on-campus teaching is shifting from this passive receptor model to an independent learning model, with an emphasis on students’ more active engagement in the learning process. 

To this end technologies have been combined to create gateways for scholars and students to vast sources of information in various forms: voice, video and images, text, interactive databases. These gateways, the most prevalent being the Internet, provide unparalleled opportunities for asynchronous, on-demand learning through access to a remote resource at the student’s convenience. These contemporary changes will not replace traditional tertiary education curricula, student profiles or teaching practices, but must exist to a greater or lesser degree, in conjunction with them, resulting in a diversity and flexibility that enriches the curriculum, student profile and choice. 

UWS is operating in an increasingly competitive and de-regulated environment. It is well-placed to compete in the national market, which is increasingly seeking flexibility, brand credibility and quality. However there is a strong need within the University to address the quality of the learning environment and of the learning experiences which UWS is able to offer, particularly the means by which the University’s diverse student population interacts with the curriculum, their tutors and each other. 

In supporting the new blended learning environment, electronic technologies will have a significant role. Email and computer conferencing are increasing the options for one to one interaction between teachers and students and between students and their peers. Additionally, although the creation of computer accessed learning materials and communication processes can be costly, time consuming and difficult, it will become increasingly important in the future. UWS will also need to face the challenge of redesigning and repackaging many current educational materials and communications options into on-line programmed learning and computer-assisted learning modules and support services. A mix of delivery media will be developed, with some subjects offered entirely face-to-face, others entirely on the web and the majority using a combination of media and resources. 

A variety of alternative communication methods must be available and continually updated to allow students to consult academic staff. These will include email, voice mail, the Web, newsgroups, intranets and various other forms of both person-to-person and communal communication methods. Maintaining or increasing the quality of the student-staff interaction should be a primary educational requirement. 

Students operate more autonomously than in the past. Accessing subject materials is increasingly self-monitored and self-directed. A flexible blended approach to learning requires that students will increasingly be able to make their own decisions about what and when to study. It is important that appropriate matching of media and delivery methods to expected learning outcomes and student cohorts occurs, and effective procedures for evaluating the progress of learning and the expected outcomes are in place. 

Making the Difference 2007-2009 and the Learning and Teaching Plan collectively focus the University’s education strategy and direction on student centred, flexible learning and teaching. ‘Student centred’ is described as, and places emphasis on, “students’ active participation in learning … and taking responsibility for self-directed learning.” ‘Flexible’ is understood to mean the provision of choices for learners in relation to a number of variables, including access to appropriate support. It is also noted that the effective use of media and technologies will assist this move to a wider choice of learning environments and experiences with differing levels of student interaction. 

The increased flexibility of learning and teaching will require an evaluation of advanced communications and information technologies on an ongoing basis. As it is likely to necessitate extended capacity in telecommunications, network bandwidth must adequately support the selected teaching and delivery methods. Consequently, the support and delivery of the appropriate infrastructure needs to be flexible and responsive to proceed alongside the application of technologies that support learning development. 

The scope of the proposed UWS Lectures Online project, which involves the use of audio streaming of digitally recorded lectures should be further expanded to web deployment. This is dependent mainly upon additional recording facilities (requiring cabling and recording PCs) being installed in lecture theatres. The transition for certain subjects from the basic sound recordings to more sophisticated audio visual presentations, possibly using video streaming technology needs to be explored with other competent areas at UWS. 

Students at UWS will obtain a base of IT knowledge that they can use and build upon throughout their professional careers. UWS must ensure that students are IT literate and acquire skills in the effective use of IT as they progress towards graduation and seek employment. 
6.1.1 Issues, goals and related strategies 

Issue 1: Understanding the benefits and challenges of using IT in an educational environment 

The rapid advance of the use of new technology at UWS has not always been consistently applied. Academic staff and students have diverse understandings of the contribution it can make to learning and teaching and the issues that need to be confronted if cost effective uptake is to be achieved. For example: 

· Formal training in the appropriate use of the technology is needed to provide staff with sufficient confidence in their ability to plan and implement its effective use in the learning activities of their students 

· The technology must be selected and implemented so that it is not a distraction for either the teacher or student users, rather it must provide a delivery and support mechanism that facilitates learning and teaching 

· Standard templates and procedures to allow academics to easily place content on the web should be developed and made available on the web
· Tension exists between the need to charge for services and encourage academic use of services (e.g. internet charging), which may limit the amount of online content being developed in Colleges and Schools, thereby impacting the uptake of technology supported learning 

· The differences in the IT environment for off-campus students relative to the on-campus situation are often not fully understood. 

These and other factors may have contributed to a relatively slower uptake of online teaching and support strategies in courses and subjects. However, risks and opportunities need to be assessed and Intellectual Property (IP) issues relating to online development may also impact on the implementation of  technology supported delivery. 

Goal: Fully realise the potential of IT to enhance educational outcomes 

Strategies: 

· Promote excellence in the use of IT to support learning and teaching and continue to expand on the work of the Learning and Teaching Plan which will facilitate: 

· action research into the appropriate technologies for enhancing student centred learning 

· integrating educationally sound IT services into the redevelopment of the University’s my.UWS portal 

· providing a supportive IT environment at College and Schools level which encourages staff to explore and use computer based learning and multimedia in teaching 

· trialling integrated mixes of technology tools and platforms that support pedagogically appropriate learning approaches (e.g. Web, CD-ROM, tutorials, laboratories, field trips, lectures) to ensure that optimum learning is achieved 

· developing University-wide standards and policies for the usage of IT in support of learning and teaching 

· Seek advice on impediments to the uptake of IT in support of learning and teaching and the acquisition by students of those IT skills anticipated as being present in a UWS graduate, and address issues 

· Develop and maintain a co-ordinated support environment and technical infrastructure for appropriate technologies that facilitate widespread use and uptake and build upon University-wide expertise 

· Continue to develop the my.UWS portal to ensure that a consistent and customisable entry point for access to technology supported academic services exists for all students and staff, including a reliable and scalable authenticated news service and web enabled communication services (email, computer conferencing, chat) 

· Provide key IT facilities to support the Library in carrying out their academic support roles 

· Encourage and support participation by Colleges and Schools and ITS in academic professional development programs 

· Provide tools which enable security and protection of UWS IP, preventing plagiarism and unauthorised access to academic material 

· Define and publish a comprehensive set of standards, protocols and guidelines to support high quality, effective and interoperable courseware development. 

Issue 2: Selection and use of technologies for optimisation of student centred learning outcomes 

Educational technologies used by academic staff in individual subjects and some courses have been selected in the past with little input from educational designers and without a requirement to consult about implementation or appropriateness for learner use. This early adoption of technology by individual enthusiasts has been a useful way to introduce opportunities and trial a variety of approaches within the University. However the increasing diversity of products and systems cannot be supported by standard infrastructures in the Colleges and Schools or the ITS Division and students cannot be expected to learn to use and accommodate multiple technology options. 

There is a growing demand for support and coordination of effort and resource utilisation and a need to identify, implement and effectively support a range of preferred products. This will ensure consistency of approach to the use of technologies to ensure common systems and standards are developed to support learning and teaching for students and staff and reduce the loss of teaching time due to breakdowns or misuse of the technology. It will also contribute to the development of comprehensive protocols and standards within the University, which support high quality, effective and interoperable courseware development. 

A more consistent approach to the uptake of online teaching and support strategies using appropriate technologies will also allow more effective use of resources to explore innovative opportunities and evaluate new technologies for learning and teaching, in an environment which enables effective implementation of systems and services and widespread advice to potential new users. 

Goal: Implement and support a standard range of educationally sound technologies and maintain skills sufficient to provide advice related to appropriate emerging technologies 

Strategies: 

· Promote excellence in the use of IT to support learning and teaching and continue to expand on the work of the Learning and Teaching Plan which will: 

· expedite the identification, evaluation and University-wide implementation of a standard range of appropriate technologies (e.g. course management systems) and obtain economies of scale associated with their use 

· encourage and support academic participation in professional development programs and technology awareness workshops which include promotion of the use of the my.UWS portal and contribution to its development 

· develop and maintain a coordinated IT support environment and technical infrastructure for appropriate technologies that facilitates widespread and effective use and builds upon University-wide expertise 

· Support close collaboration between the ITS Division and the academic support units, namely the Library, in the planning, development and deployment of the necessary IT infrastructure and services to enable them to fulfill their responsibilities to support learning and teaching. 

Issue 3: Levels of IT literacy amongst students and staff 

Levels of IT literacy amongst students and staff cover a broad spectrum. Entry level acceptance of IT and relevant usage skills range from limited to advanced. The diverse needs of users require the selection and implementation of systems that allow for effective use by both low level and advanced users and for skills to be maintained and acquired incrementally through formal training and on the job learning. 

There is currently no systematic approach to define minimum IT skills required or to assist those students with little or no computer experience to acquire the basic skills required by all students of the University. It is assumed in many aspects of university life, including most academic programs, that students will have these skills and it is a required graduate attribute. 

Goal: Raise the base level of IT literacy for students and staff, and maintain existing advanced skills and competencies 

Strategies: 

· Support a team to manage IT training across the University, including the appointment of suitably qualified staff. This team will: 

· develop a co-ordinated approach to IT training which provides for a range of delivery methods 

· promote available training courses 

· incorporate special needs into training programs (e.g. people with disabilities, international students, transitional students) 

· establish an IT training channel on the my.UWS portal to enable easy access to training programs for students and staff. 
6.2 Research Support 

Objective: To provide enhanced and extended support to researchers and research management through the access to appropriate computing capacity, facilities and systems 

UWS has a reputation for its capacity to deliver high quality research, often in collaboration with other institutions such as the CSIRO, medical research institutes and industry. In an increasingly competitive environment, the reputation of UWS, the Research Centres in which UWS is a partner, and of other centres of excellence, must be enhanced. The extent and quality of research can be improved by effective research training and by actively engaging more staff and postgraduate students in research activities. 


The university research centres are all College based, although some of them are closely aligned with Schools. There are also research groups and nodes. 

Such facilities require fast and efficient access to increasingly complex databases, research ‘data’ is not just quantitative but qualitative (including text, audio, video etc) which are often located on other UWS campuses and in non-UWS facilities in Australia and perhaps overseas. Demand for access to these data sources is growing and may increase more rapidly as postgraduate research student requirements increase. Access which facilitates both input and interrogation of data must be effective, along with services that enable access to high speed computing systems and facilities, including those resourced by State and Federal agencies for collaborative use. Electronic communication and interaction with local and international colleagues is imperative, as research undertaken by UWS staff and students is increasingly collaborative and global. While most IT requirements for research are provided by Colleges and Schools and external funding, the infrastructure needs and support for networked services requires university wide planning and management. 

Many of the needs for researchers and research management are special and these are addressed in the strategies below. However where needs are common with the broader staff and student communities, those needs are addressed under wider headings in this plan such as Technical Infrastructure, The Student Experience, Library Services and IT Support Services etc. 

Existing methods of access to published texts and monographs should be augmented by web based information services. Networks and systems capable of supporting such access from both campus based and other locations are essential. Likewise, the capacity to publish scholarly material in a fast and cost effective manner is also required, in order to promote the University’s academic achievements and to assist in the dissemination of knowledge. The strategy related to electronic publishing initiatives in the Library Services service area is important to meeting researcher needs. 

Management of the University’s research accountability process requires systems that enable the University to collect and interrogate data, and report internally and externally on its research activity and performance. These systems must be implemented to provide effective University-wide management tools for at least those activities relevant to the competition between universities for Institutional Grants Scheme (IGS) funding, and Research Training Scheme (RTS) funding. 

In order to meet its external responsibilities (particularly to DEEWR and the Australian Bureau of Statistics), UWS must have centrally maintained systems available to all academic departments, providing seamless data transfer and management reporting between Colleges and Schools and research management services without inefficient multi handling and recording of data. 
6.2.1 Issues, goals and related strategies 

Issue 1: IT infrastructure, systems and services required to increase the quantity and quality of the University’s research output 

Computing services should provide support for many aspects of research activity including experimentation, data storage and transfer, computation, communication and publication. Standard operating systems and network services do not always meet the needs of specific research tasks and consequently a very diverse set of hardware and software systems exists in the University. These systems are often maintained by individual academics on an informal basis or by the inefficient deployment of contracted technical expertise. Although it’s also complicated in that some of the research is externally funded (e.g. by the Australian Research Council) and the technical expertise is budgeted and funded through the research grant, so it’s not necessarily inefficient, but could certainly look quite ad hoc from a strategic perspective.

Research students may be novice users of these systems and require support and training in their use. 

Research projects may be undertaken at any of the University’s locations. Collaborative research teams may include staff and research students at more than one location. Research teams on major projects also often include external people, at other universities, or in collaborating partner organisations

Researchers require uncomplicated access to infrastructure, systems and services to allow them to concentrate on their primary activity of undertaking research. 

Goal: Provide IT infrastructure, systems and services that meet the needs of individual and collaborative research staff 

Strategies: 

· Establish a working group, including representatives from the Research areas, the Library and ITS to: 

· identify the ongoing IT related research needs of the University 

· consider the value of establishing a separate network for researchers to enable experimentation without impacting upon service levels of the core network 

· identify the special needs of dispersed researchers for support 

· assess the need to support a more diverse range of operating systems and network services (e.g. Unix/Linux) 

· plan for the maintenance and future replacement of research facilities and systems 

· investigate the feasibility of establishing an IT consulting service for research students 

· Include a non-ITS representative from the working group as a member of the Technical Architecture Standards Committee 

· Develop a baseline specification for computing facilities for researchers upon which specialist software and hardware requirements can be added. 

Issue 2: Access to high performance computing 

A review should be undertaken to evaluate need and ways of providing access to HPC resources, the nature of in-house services, and external resources. It is important to recognise the difficulty of predicting future HPC capacity requirements due to the somewhat opportunistic nature of some HPC related initiatives, and the ability to respond quickly to such needs is paramount. 

Many organisations are collaborating to satisfy their specialised high performance computing requirements with one such initiative being the Australian Partnership for Advanced Computing (APAC). APAC has a large system located at ANU in Canberra, which is accessible to researchers across the Australian Academic Research Network (AARNet). 

The use of clustered Linux workstations within some Research Centres and the School of Computing is also gaining popularity as a means of leveraging resources to provide additional, relatively low-cost, scalable parallel computing. 

The existence of high capacity communications networks connecting HPC systems and their users is essential for core HPC functions including simulation of experimental work, visualisation, virtual reality and transfer of large databases. Demand for these functions may be increasing and will continue to grow as research students seek improved access to large computational facilities. Consideration needs to be made of the needs of researchers who require access to HPC facilities, but who may be novice users of such equipment. 

Goal: Provide enhanced access to high performance computing facilities to satisfy the increasing requirements of postgraduates and researchers 

Strategies: 

· Establishing a multi-disciplinary working group to plan for the possible provision of access to HPC facilities, considering shared resources available from organisations such as APAC 

· Review methods of providing access to HPC facilities in a responsive manner such as in-house equipment, sharing of facilities with other organisations or leasing services on a short term basis 

· Proactively provide the campus and wide area network links necessary for high capacity data transfer rates to support HPC activities 

· Possibly participate in joint ventures to develop shared very high capacity HPC resources and network services 

· Develop training and support programs to enhance researcher’s skills in HPC utilisation methods 

· There may be a need to investigate the establishment of one or more visualisation laboratories connected via high speed networks to remote HPC facilities. 

Issue 3: Support for workgroup collaboration 

The need to support research groups in geographically dispersed locations will increase. Global communications technologies will also enable individual academics to collaborate on research projects with international colleagues. An online working environment must be developed which enables virtual research communities to interact in a seamless and productive way and must also facilitate access for visiting scholars and research partners. 

Goal: Provide mechanisms to support collaboration between international researchers working in diverse locations and organisational structures 

Strategies: 

· Extend the services available on the my.UWS portal to accommodate both research activities and a wider access to collaborative partners 

· Provide access to worldwide research databases through enhanced search facilities 

· Enhancing the capabilities of collaborative technologies that include email, shared document preparation and delivery, common file systems, conferencing and other communication services to ensure that they are commensurate with the requirements of postgraduates and researchers 

· Provide mechanisms for the distribution of large data files and for management of databases of multimedia materials
· Work with the Library to ensure that digital services and supporting networks are constantly reviewed and upgraded. 

6.3 The Student Experience 

Objective: To support all aspects of student life, ensuring a positive experience, which fosters a lifelong relationship with the University 

University students acquire ongoing expectations of their institutions, dependent on the stated objectives and service levels of the institution. The extent to which these expectations match their early academic, administrative and social experience may influence their longer-term relationship with the University. Students’ expectations may vary considerably and will also be influenced by their age and previous learning experiences, their on or off campus location, their family and work commitments and their cultural perceptions of university life. The nature of the relationship between students and the University and their willingness to maintain an ongoing affiliation will be determined by the manner in which their expectations are established and managed. 

In the course of their study and administrative and social interaction at university and regardless of their enrolment mode, students may need to obtain information about their progress, how to contact staff or peers, where to seek help or support services, or change personal and other data. In a complex and devolved institution, the services, information or data sources may be distributed widely over administrative and academic units and possibly different campuses. 

Disparate administrative, information and support services that are not functionally integrated may not provide the most positive experience of the organisational capacity of the University and will detract from the overall service the University offers to its students. At worst, inefficient services may impede student progress and result in their dissatisfaction and failure on the University’s part to meet their reasonable requirements and its own objectives. 

UWS is committed to providing infrastructure for blended learning and educational, administrative and support information and services. These services will enable the University to meet its goals in relation to flexible and student centred learning and the independence and lifelong learning skills of its graduates. If student experiences are positive they are more likely to return to the University for postgraduate and professional development programs and to promote the University in their personal and professional lives. 

UWS records essential personal information and tracks the academic progress of students from the time they are made an offer to a course, through their first subject enrolment to course completion and graduation in a number of non-integrated databases. It is therefore essential to provide systems and services that integrate the academic, administrative and support functions of the University presenting students with a seamless information service. Such systems must be able to respond to student contact from any location using any communications medium from postal services, through phone and fax to the internet, and should also enable face to face contact. 

The University does not currently record information about prospective students, graduates and alumni in the same integrated data set and a degree of data duplication exists across independent systems. In order to manage ongoing relationships with these groups appropriate systems that facilitate communication are required. 

Online services are increasingly accessible and growing numbers of students have acquired appropriate skills and appreciate the flexibility this enables, to indicate a preference for accessing information via the internet. However the University must ensure that it understands the best way to satisfy the information access needs of all students and graduates and provides timely, flexible services, using the right technologies. 

UWS students gain access to computing facilities via College and Schools managed and general access computer laboratories on-campus, on loan laptops from the Library and from personal, workplace and community facilities off campus. A number of workstation kiosks are strategically placed around some campuses allowing students and staff a convenient location to gain quick access to electronic services and “internet cafés” are established and should expand on some campuses to provide a casual working environment in pleasant surrounds for general student use. Wherever possible the IT services provided by the University should reflect the popular and mainstream technologies utilised in the community. 
6.3.1 Issues, goals and related strategies 

Issue 1: Relationships with prospective and past students 

Establishing positive relationships with prospective students provides an important opportunity for the University to communicate the benefits of studying at UWS. Providing access to UWS information resources and support services to applicants who have been offered a place at UWS may encourage their acceptance and also assist them with their transition to tertiary study and enhance their experience of the University. 

The University also encourages award holders, current and former staff members and friends of UWS to remain part of the UWS community, fostering business and professional relationships, and maintain their friendships throughout their lives. A central Alumni database exists in parallel with several College and Schools and departmental databases, which are used to distribute marketing information and facilitate communication. Attempts are being made to by the Marketing Office to coordinate the distribution of materials, however there may still be instances of duplication of mail-outs or contact. The population and update of personal details across the various systems is currently an uncoordinated and predominantly manual process. However, preliminary steps are being taken to co-ordinate personal details across individual systems. 

Goal: Contribute to improved relationships through the use of on-line technologies 

Strategies: 

· Continue to develop an integrated system to record details of prospective students from their initial substantive contact through their life-long association with the University 

· Implement an authentication system that allows prospective students access to the my.UWS portal 

· Provide a customised channel on the my.UWS portal that supports the marketing of UWS and provides information to address the needs of prospective students e.g. a link to transition and College and Schools websites, information for secondary school careers counsellors and students families 

· Further develop the Alumni database to interface with central and College and Schools systems to eliminate duplication of data entry and improve accuracy of records 

· Investigate: 

· tracking and reporting facilities currently available from the Alumni database and implement enhancements to enable coordination of mail-outs and other activities 

· the benefits of providing all Alumni members with a UWS email address by implementing an email redirection service 

· Evaluate the success of the pilot system to provide self-service facilities to allow Alumni to update their own details via the my.UWS portal. 

Issue 2: Off campus access to UWS resources 

Evolving educational delivery models and changing social patterns are combining to cause, amongst other changes, an overall lessening of direct time that students are spending on campus. UWS must respond to this trend by offering high quality readily available access to resources by students regardless of location. 

Goal: Enable consistent, transparent access by students to UWS resources from any location worldwide 

Strategies: 

· Develop and publish guidelines to students for accessing UWS online services both nationally and internationally 

Issue 3: Student access to information and services 

The recording of contact history with prospective and enrolled students, graduates and supporters of UWS will enable the University to better understand how best to meet students’ needs and support the building of strong relationships. An analysis of these contacts will enable the identification of student patterns and trends to plan for and anticipate the provision of exceptional services. 

Goal: Provide an effective, client focused information service for students 

Strategies: 

· Investigate the benefit to students of: 

· a University-wide Student Relationship Management system to track interactions between students and the University to provide data which can be used to assess and 

· continuously improve support and information services 

· Continue to work with OAR, HR and other relevant units to provide effective web based access to administrative functions such as enrolment and exam timetabling. 

Issue 4: Access to the broad range of social and cultural activities for students 

The University community is culturally diverse in its focus. This focus is reflected in the unique range of social and cultural activities available to students on individual campuses. It is acknowledged that active participation in these activities and the learning experiences they provide enhance students’ success. 

All students should be able to share in and benefit from the broad range of university social experiences regardless of their location or study mode. An opportunity exists to support the promotion and activities of social, sporting and cultural clubs and societies through the use of on-line services. 

Goal: Provide enhanced on-line access to information that will enable greater student participation in social and cultural activities of the University 

Strategies: 

· Work with student clubs and societies to put information and, as much as possible, two way interaction online through the my.UWS portal 

· Continue to promote the use of the my.UWS portal to provide access to appropriate University services and activities 

Issue 5: Students’ authenticated access to services 

For some years UWS has used an ID card system for the purpose of identifying and registering students which is currently being redeveloped. This system allows imited access to electronic facilities and services and presents some security risks. Its limitations also require students to use unnecessarily complex means to access multiple services. 

The introduction of new technologies such as Smart Cards may provide opportunities to simplify student access to a broader range of services. In the short term they can offer improved quality and security, as well as some limited additional functionality. In the longer term they could be used to: 

· Improve security arrangements for access control to buildings and IT facilities 

· Enhance services offered to students by increasing functionality, e.g. for dealings with the Bookshop
· Simplify access to multiple computer systems through the use of a single login 

· Provide a convenient mechanism to store digital certificates so that they are portable and not tied to a particular workstation. 

Smart Card technology can also provide prospects for additional revenue generation and joint ventures with other organisations.  Standards are still emerging in this technology and trends need to be monitored. 

Goal: Maintain a high level of security for access to UWS resources and facilities through consolidated authentication mechanisms 

Strategies: 

· Investigate and implement a range of security technologies such as Smart cards and digital certificates and explore opportunities for: 

· expanded use additional revenue generation 

· cost sharing via joint ventures with other organisations 

· Investigate the feasibility of implementing a single user-id and password for access to all UWS resources. 

Issue 6: Provision of student messaging services 

The use of email is used by students for maintaining contact with their peers, communicating with academics and submitting assignments without having to come on campus. 

However a range of  technologies are being adopted in the wider community that may provide benefits in communication capabilities for students e.g. instant messaging, Short Messaging Service (SMS).

Goal: Provide effective messaging services for students 

Strategies: 

· Implement a web based email service for students 

· Monitor and review technologies and employ those that will better support the communications needs of students. (Google/Live@EDU)
· Consider the outsourcing of student email to external providers who are able to provide a much broader range of support, storage and features (e.g. Google, Microsoft).
Issue 7: Student expectations of computer laboratories 

Students have expectations of laboratories being well maintained and suitably equipped, with a common and consistent hardware and software environment across Colleges and Schools and campuses. 

Goal: Attain a high level of student satisfaction and productivity through the provision of consistent, well managed computer laboratories 

Strategies: 

· Maintain a Standard Operating Environment (SOE) and baseline hardware specifications for computer laboratories that is reviewed and revised annually 

· Publish guidelines for developing software images to be replicated to student workstations 

· Ensure that appropriate information relating to computer laboratories and their use is included annually in the IT User’s Guide for Students 

· Continue to ensure that appropriate facilities are available for students with special needs in consultation with relevant university units including the Disability area 

· Ensure that personal information pertaining to students is managed securely in order to guarantee their right to privacy. 

Issue 8: Facilities for postgraduate students 

Postgraduate students require access to research facilities including computing resources. These students are often full-time employed and mature age. Therefore access to facilities anywhere any time is required. 

On-campus facilities need to be available at convenient times to suit their personal circumstances. 

Goal: Provide access to computing facilities for postgraduate students that support their study and working patterns 

Strategies: 

· Provide 24 hour access to computer work room facilities equipped with appropriate amenities for use by Postgraduate students 

· Extend the portal service so that off-campus postgraduate students are able to access required research services and on-line electronic resources in ways that suit their circumstances. 
· Automatically provide for postgraduate students on enrolment
6.4 Library Services 

Objective: To provide seamless and prompt access to high quality scholarly information and learning materials in all formats, and regardless of the location of the user 

The number of scholarly publications that are published in digital form is rapidly increasing. For the foreseeable future the Library continues to provide access to both analogue (ie. print) and digital resources. However, with the growing emphasis on blended learning, the Library is developing strategies and systems that will permit students and staff to access most, if not all, of the Library's digital information resources and services from any location. 

The Library acquired and implemented Endeavor’s Voyager ILMS (Integrated Library Management System) in 2000, at which time Voyager was  one of the most modern and widely accepted integrated library systems available in the world.  Since this time Endeavor has twice changed hands, the most recent acquisition (late 2006) by private equity firm, Francisco Partners resulted in the merge of Endeavor with Ex Libris, an Israeli based library vendor which runs the Aleph system.  The Library is concerned with Ex Libris’ ability to simultaneously maintain and enhance both the Voyager and Aleph products.  Now dated technology, together with Increasing diminution in system stability and support are further sources of concern. 

Supplementing  and where possible overlaying or integrating with the ILMS, the Library has implemented a range of solutions including:

· Ariel automated document delivery system with the Relais Inter Library Loan system;

· ARROW digital research repository;

· Serials Solutions suite including 

· Article Linker (providing seamless access to full text articles); 

· 360 Search providing an integrated search and discovery portal for subscribed electronic resources and the Voyager catalogue holdings; 

· e-journal portal providing alternate, direct access to the range of subscribed electronic journals

· Electronic Resource Management System which integrates Voyager bibliographic and acquisitions data with access rights and licensing/copyright information for all e-resources
· EZProxy which provides single signon access to subscribed library resources for UWS clients located off campus.

· Moodle which underpins the assessment tasks for library online tutorials.

· Library staff generally are well-equipped with IT skills, although it is recognised that the rapid and constant changes in the IT environment require frequent updating and enhancing of existing skills and knowledge. 

6.4.1 Issues, goals and related strategies 

Issue 1: Convenience and versatility of digital format 

If more information resources were in digital format, in particular those that are in high demand, it would greatly assist the Library to achieve its defined outcomes. Digital formats offer major advantages for storage, dissemination, manipulation and most importantly, access.  However there are intellectual property issues and preservation issues that are more complex than for analogue formats. The Library will continue to take a pro-active role in digitisation.   
The scope of the proposed UWS Lectures Online project, which involves the use of audio streaming of digitally recorded lectures should be further expanded to web deployment. This is dependent mainly upon additional recording facilities (requiring cabling and recording PCs) being installed in lecture theatres. The transition for certain subjects from the basic sound recordings to more sophisticated audio visual presentations, possibly using video streaming technology needs to be explored with other competent areas at UWS.

Goal: Increase the quantity of information that is available in digital format 

Strategies: 

· Identify and implement library based digitisation projects that support learning and teaching and scholarly communications 

· Collaborate with other universities on digitisation projects and on issues such as preservation 

· Provide resources to support enhanced UWS-wide electronic publishing initiatives This is not a core library responsibility.  Publishing is a separate arm of operation.
· Provide additional recording facilities to expand the scope of the current UWS Lectures Online service This could be considered an AV/IT responsibility. The library responsibility is to provide access to view/listen.
· Collaborate with other areas of expertise within the University to enhance the delivery of online lectures through the use of audio and visual technologies, e.g. video streaming. This is recognised as not a library responsibility
Issue 2: Changes in student learning and the need to provide a rich learning environment 

There have been significant changes in the way students learn, the manner in which they access learning resources and the methodology that they are required to follow to carry out their class assignments. In particular the emphasis is on group work and use of web-based resources and facilities. 

The Library will progressively provide flexible, IT enhanced learning spaces in all its physical locations , designed to support the changes that are occurring in student learning. Extended opening hours will ensure that optimum use is made of such spaces. 

These flexible learning spaces will include facilities such as wireless lap top connections, desktop computers, printers, photocopiers, and self-service kiosks so that students can access online learning resources, prepare their group assignments, seek the assistance of librarians, charge and discharge the books themselves, and communicate with their lecturers or tutors if necessary. 

Goal: Provide a range of support services and flexible work environments that meet the changing needs of students 

Strategies: 

· Continue with the development of the various Library sites to provide facilities and services that support the learning, teaching and research activities of the University by re-modelling them to provide flexible learning spaces to support group study as well as self-directed and flexible learning 

· Providing “after hours” opening hours for the flexible learning spaces. 

Issue 3: Supporting a diverse range of full text and citation databases 

The ILMS (regardless of current or potential provider) will remain a major platform for inventory, access, control AND and circulation purposes.  Such systems are dynamic and will continue to develop in responses to changes in the library industry and pressures from growing customer base.  

The range of commercially published full text and citation databases is also continuing to grow. However interrogation methods in particular vary, as do the authentication methods used to control access. 

The exponential growth in web based resources, the plethora of user interfaces and the complexities in identifying relevant and authoritative scholarly resources mandates a continued requirement for user support, particularly for off-campus users. 

Goal: Ensure reliable access to library and information resources 

Strategies: 

· Provide infrastructure and user support for databases and platforms, including the ILMS;
· Review current ILMS provision in light of emerging technologies, costs and future need;
· Implement a ‘discovery’ layer, providing users with a single search interface to multiple sources of scholarly information.
Issue 4: Seamless integration of information discovery, access and delivery 

Technology offers the prospect of eliminating the need for users to search many different information indexes and to adopt different approaches for obtaining desired information depending on the format in which it is published, ie. digital or analogue. 

The development of a customised my.UWS library channel would provide a single point of entry for student and staff to access library resources. The equivalent would be a myGoogle – uers would pull in those parts of library offerings that they want eg opac, e-journal portal, a specific database link etc.  

Much of the technology that is the basis for the channel is already in place, including the library system, and the large and growing array of electronic databases to which the library has purchased access rights. Maintenance support, enhancement and development of these individual software and hardware components will continue to require substantial effort, some of which should be shared between ITS and the Library. 
The library channel would not only provide access to digital information resources, but also a facility to request via electronic means the delivery of analogue materials. The library channel would provide a personalised view of the information space within which users operate. The information space will not only include resources acquired or services provided by UWS University Library, but will also include services and resources made available by other collaborating university libraries and scholarly and research institutions. 

The library channel would make use of push and pull technologies. Using pull technology, users after authentication can customise their Web access to only show those resources and services in which they have an interest. Using push technology, users can be kept up to date by email and web delivery systems regarding the latest information and developments in their field of interest or specialisation. The library channel would also incorporate chat, email and conferencing. Via the library channel UWS students and staff would be able to: 

· Search the Library's catalogue or the online catalogue of other libraries, and generate an unmediated request for a book or article to be delivered to their home or office. Access table of contents information and generate unmediated document delivery requests to be delivered to them electronically
· Undertake simultaneous or distributed searching of a number of different online databases and subject gateways, either in the same discipline or in multiple subject areas  We have a q & d implementation running now, and are currently reviewing Federated Search options, which will substantially build on the q & d solution.
· Access full text books, journals and articles via the library catalogue, or hyperlinks from citation databases   
· Access recommended readings digitally  We do this now for born print materials, copyright permitting
· Access lectures from UWS's proposed Lectures Online or Video on Demand services 

· Communicate with UWS and other library staff globally either using email or desktop videoconferencing facilities
· Acquire their information literacy skills virtually, usually linked to a particular web-based course or subject.  
Goal: Provide a mechanism by which users can discover the existence of the information resources they need and either access them directly or request them electronically  
Strategies: 

· Implement a UWS Library channel on the my.UWS portal. Although achieving the above goal is not dependent on the implementation of a channel.  As mentioned above, current investigations into a fully integrated, single search portal building on the existing q & d option will in fact provide the level of seamless ‘discovery’(access/request/receipt) expected by our clients.

· Collaborate with other universities, scholarly and research organisations to provide seamless access to external (to UWS) information resources  ARROW will increasingly do this.
· Investigate the benefits of adopting solutions for Library financial transactions
· Explore feasibility of using e-Commerce (push-pull technologies and the shopping cart model) in the requesting and delivery of information process.  
6.5 IT and the Working Environment 

Objective: To effectively support staff in day to day activities through the use of easily accessed and proven technologies 

UWS wishes to be a preferred employer that attracts and retains high quality, high achieving staff who are rewarded and supported in their work. An important element of this is the provision of equipment, software and appropriate training, to create an environment that is satisfying, exciting and truly embraces change. 

Systems and technologies must be in keeping with the reasonable expectations of high achieving staff. Software applications should be kept at or as near to the most recent release as is practical and cost effective. 

To exploit improvements in teaching and administration being made possible by appropriate deployment of IT, both general and academic staff will be encouraged to upgrade their IT skills through both shared and specifically tailored sets of staff development training opportunities. 

Training must be consistent and flexible, and delivered in a way to facilitate learning and access. Introduction of any new technologies and systems must be supported with mandatory training programs. Top-up and refresher courses should also be made available on a regular basis. 
6.5.1 Issues, goals and related strategies 

Issue 1: Staff IT facilities for the workplace 

Additional economies of scale and improved support and efficiency could be gained by further on-line procurement arrangements for IT equipment and software so more effective use is made of centralised software acquisition programs. 

Goal: Ensure all staff have high standard workplace IT facilities that meet their needs 
Strategies: 

· Maintain a policy for a Standard Operating Environment (SOE) for the workplace that is reviewed and revised annually. The SOE should include a number of platforms including desktops, notebooks, hand held computing devices, PC based video conferencing, mobile phones, and the tools that support their integration 

· Offer the option for academic staff to establish an environment not conforming to the SOE, however additional costs would be incurred for the support of the non standard environment 

· Negotiate site licences for software within the SOE and wherever possible, software licences should permit on-campus and home use 

· Implement a mechanism for management of software licences to ensure that software licensing agreements are not breached 

· Continue to ensure that appropriate facilities are available for staff with special needs. 

Issue 2: Working away from base location 

There is an increasing requirement for staff to access UWS resources from locations other than their local office (base location). These locations could be other campuses, employee’s home or different places within the home campus. Consistent and easy access is required to communicate and access resources effectively regardless of location. 

Goal: Enable consistent, transparent access to UWS resources from any location
Strategies: 

· Develop and publish guidelines for accessing UWS online services 
· Identify differences between provision of IT services at differing locations and work towards making them consistent 

· Enhance communications between staff at remote locations: 

· investigate the usefulness of Voice over IP to support voice calls via laptop back to UWS 

· assess the benefits of using mobile hand-held devices for email, scheduling and other application uses (e.g. internal phone directory) 

· deploy desktop video-conferencing for communication between remote locations 

· promote the use of voicemail, both internally and externally, through proactive communication methods 

· Provide access to central host based file storage systems via the internet to allow flexibility in work arrangements 

· Develop a policy, in conjunction with Human Resources, for working away from base location 

· Provide network connectivity to selected meeting rooms, allowing the sharing and projection of relevant documents. 

Issue 3: Management of messaging and calendar services 

Not all staff have access to the enterprise wide email and calendar services, which has an impact on internal communications. There is also no effective mechanism within the common email system for exchange of large files. 

Goal: Implement a single, common, University-wide, reliable staff collaboration, messaging and calendar service 

Strategies: 

· Continue migration of users to the common, enterprise-wide mail and scheduling service, UWS Messaging System (MMS) 

· Improve the efficiency of email use through the following strategies: 

· reduce the number of documents through email by utilising web repositories and access through the my.UWS portal 

· review the effectiveness of current shared disk drive arrangements and methods for interchange of large files 

· provide a mechanism to enable the distribution of email to specific groups, thereby reducing the amount of mass information sent that may be irrelevant to many recipients 

· assess the benefits of using technologies such as Short Messaging System (SMS) and instant messaging to enhance staff communications 

· Develop the following proposals to support enhanced communication practices: 

· Continue to store all committee papers in web repositories- TRIM
· schedule all University meetings in Calendar, including College and Schools and administration meetings and all resources (e.g. training facilities) 

· establish protocols and guidelines for email and calendar use. 

Issue 4: Provision of controlled forms management 

Online forms are hard to find, and there are no document version control procedures in place. 

Goal: Increase efficiencies in staff work practices by implementing automated, effective Forms management systems 

Strategies: 

· Review current document management practices, identify inefficiencies and determine improvement opportunities 

· Establish a central index of all forms, and make accessible through the my.UWS portal 

· Reduce the number of paper based forms by replacing with online interactive processes, and wherever possible make the processes available through the my.UWS portal (e.g. leave forms, payroll forms) 

· Establish standards for storage format, distribution and retrieval of paper-based forms (e.g. pdf, Word) 

· Develop a controlled environment for collaborative document development for shared drives and web publishing. 

Issue 5: Development of staff IT skills 

As the University becomes more reliant on IT it becomes more important to recruit people with a level of IT literacy commensurate with their position and to provide training on a regular basis. 

Goal: Ensure all staff have sufficient IT skills to effectively use UWS computing resources 

Strategies: 

· In consultation with the HR Services Division, establish baseline IT competency levels for technical, administrative and academic positions 
· Assist the HR Division to ensure IT competencies are included in: 

· staff recruitment policy 

· staff appraisal policy 

· staff induction policy 

·  Enhance training of staff by adopting the following strategies: 

· provide essential IT training for academic and general staff that covers all software in the standard operating environment and core University applications 

· develop online training courses to facilitate self paced learning 

· implement a central repository for training information that details courses, schedules and self paced learning resources, and publish in the my.UWS portal 

· include training within all relevant IT projects as uniquely identified tasks within the project plan, and provide the facility for ongoing training for the life of the system 

· Adopt common user interfaces for applications to maintain a common look and feel, consequently reducing the learning curve for new applications. 

6.6 IT Support Services 

Objective: To provide professional, client-focused IT support to students and staff 
An important theme underpinning the provision of IT support services will be to empower students and staff to have the knowledge, skills, confidence and resources to be relatively self sufficient, but supported by competent, efficient, and professional IT support staff, aided by effective recording, monitoring and management systems. 

UWS is a large and diverse organisation. UWS students have the opportunity to study at campuses and centres, or to study off-campus using both traditional and electronic based services. UWS staff are also able to work in different campus locations. All are served by a comprehensive and correspondingly diverse set of IT services, which in broad terms, can be organised into systems that support the academic program, management and administrative systems, desktop services, and IT infrastructure. 

The University should develop an IT Policy defining the services in generic terms, and identifying the organisational units responsible for the IT components of their operation which should be overaching policy document for the service catalogue which has already been developed.
6.6.1 Issues, goals and related strategies 

Issue 1: IT support for UWS 

One of the major challenges will be to design and implement a support model that services student and staff located on UWS campuses and elsewhere. An important task in meeting this challenge and improving the standard of support services will be to develop an extensive knowledge based database that provides information and tutorial assistance about IT services at UWS.

In a number of areas across the University there is uncertainty among students and staff about whom to contact to resolve problems. 

“Centres of expertise” should be established for various services, and procedures established for these to be integrated into the overall support model so that advice is accessible to students and staff from anywhere in UWS. For example, support for UWS’s core administrative applications, Oracle Financials, Alesco and Callista, is provided by customer support groups in their respective administrative areas. This arrangement has worked well and should continue, but new procedures will be needed to better service the UWS community. 

As UWS expands its operations and the needs of students studying in flexible modes increase, the necessity to provide high quality round the clock support service is paramount. Sophisticated problem management practices will be required. Where local IT support groups have their own Helpdesk, they should use the same instance of the web-based system as the ITS HelpDesk, enabling easy problem escalation, tracking analysis and performance reporting. 

Goal: Provide an enhanced IT support service with problem escalation facilities, that provides efficient IT service to UWS 
Strategies: 

· Establish a comprehensive and integrated self-help set of resources for IT productivity, providing training manuals and access to knowledge bases of problem resolution results and information from external sources e.g. Microsoft. Incorporate standardised Help facilities to access information in knowledge bases, using standard templates 

· Review the roles and responsibilities of organisational units to support the variety of IT services. Identify areas where “centres of expertise” might be usefully established, regardless of geographic boundaries 

· Develop partnerships between ITS and units providing complementary services to ensure a consistent approach to central IT support 
· Further develop a strong web presence with agility in support and maintenance
· Develop a devolved, multi level model of integrated support through online knowledge bases, local IT support groups, “centres of expertise”, and IT staff with specific specialisations to address unresolved issues 

· Develop problem escalation procedures between the various support levels 

· Identify and accommodate changes to work practices that will result from extended support e.g. the concept of core hours, service availability, timing of housekeeping operations 

Issue 2: Availability of advice from support staff 

Staff working to support the provision of IT services play an extremely valuable role. They need to be professional and competent in a wide range of IT products and services and their specialty IT areas, and require good customer communication skills. Training programs for support staff are critical and need to be coordinated across the University through the PDU, resulting in better informed support staff and a smoother rollout of new technologies and services. ITS has an important role to play in providing training courses for IT staff in Colleges and Schools, departments, academic and administrative support areas. 

It is also essential that appropriate and modern support tools be in place to improve standards of service and reduce cost overheads, particularly considering opportunities for remote diagnosis and problem solving across UWS. 

Students and staff must be able to seek assistance or advice easily, via electronic communications or at conveniently located Help Desk areas. There are perceived to be substantial benefits in establishing IT support areas that are easily accessible and integrated with other aspects of university life, such as training facilities and recreational areas like internet cafés. 

Adopting standards for systems and software across an organisation will increase personal convenience and productivity for students and staff, and reduce the total cost of ownership for the organisation. Such a policy will create a much greater depth of knowledge about each product and reduce the number of calls for support. Choosing well known and commonly used products as the standard is also a major advantage. Defining support life-cycles for products and versions is important as it is impractical to continue supporting obsolete products beyond a limited period. 

The introduction of Relationship Managers within ITS to work with Colleges and Schools and administrative units to address current IT issues would provide enhanced opportunities to improve communications and IT support services across the University. 

Goal: Provide readily available, client-focused and skilled IT support to UWS students and staff globally 

Strategies: 

· Continue the development of training programs for support staff in Colleges and Schools, departments, academic and administrative support areas, and IT Services, to enhance customer relationship skills and specific IT skills 

· Establish a set of approved products for which support will be provided, allowing support staff to concentrate on and develop specialist expertise in specific services and products 

· Locate IT Helpdesks on all campuses in easily accessible locations 

· Evaluate the use of remote desktop management systems to enable technical support staff to assist with inquiries and diagnose faults by accessing the customer’s desktop remotely 

· Promote the two-way secondment of IT staff between Colleges and Schools and IT Services to facilitate IT knowledge sharing and collaborative developments 

· Create “Relationship Managers” in ITS to provide an interface between ITS and major users of IT services, including Colleges and Schools, departments, academic and administrative support areas. 

Issue 3: Communication between users of IT services 

In a large institution like UWS, it is essential that effective communications channels are established between IT users. This includes communications between Colleges and Schools, departments, academic and administrative support areas and ITS. 

An IT Managers Forum should be established including the IT Managers from throughout the University. Other specific functional groups also operate to ensure communication and University-wide input e.g. student laboratories, UWS Messaging System. These groups are vital for the flow of information and to coordinate planning processes, and should be promoted and supported across the University. 

The UWS intranet is already used for communications about IT issues and will become increasingly important with the growth in off-campus access by students and staff. Strategies for more effective communications using the my.UWS portal and the intranet need to be established to maximise the viewing audience. Other means of communications about IT also need to be fostered, e.g. newsletters and UWS Memo. 

High availability of services will be increasingly important in the UWS environment, hence it is crucial to develop efficient communications techniques to inform or warn users about IT service outages, and to inform them when services have been restored. 

There are primarily two types of service interruptions – planned and unplanned. Planned interruptions must be negotiated in advance with key stakeholders, and advance warning messages issued providing details of the nature and duration of the interruption. Standards should be developed in regard to the lead time given for planned interruptions. For unplanned or emergency interruptions, informative messages must be issued as soon as possible to all users affected. For all service outages, there needs to be timely notification of progress and/or restoration of services. If the normal means of communications is not available, ie. email, alternative methods of informing users and stakeholders must be developed e.g. use of “chained” telephone messages. 

Goal: Provide effective communication channels between IT users 

Strategies: 

· Promote the use of IT forums: 

· the IT Managers Forum, being an important medium for the exchange of information about IT plans, policies and projects 

· other forums including Student IT Forum and single issue groups, to enhance collaboration and communications 

· Provide access to an integrated set of IT information, resources and tools through the my.UWS portal and intranet to facilitate a standard approach to information delivery across the University 

· Develop effective means of communications to stakeholders in all organisational units to provide information and ensure involvement in planning activities relating to IT issues 

· Continue with and enhance procedures for interruptions to IT services: 

· involve key users and stakeholders in decisions about planned service interruptions 

· develop standards for the content of notification of service interruptions and restoration, and the lead time of notifications of planned interruptions 

· develop alternative communications methods to be used when outages prevent the use of normal means. 

Issue 4: Measurement and achievement of service standards 

UWS wishes to provide customer support that is industry best practice. To attain this a number of activities need to occur: 

· Services will need to be defined and expected service standards outlined 

· A means of measurement of performance to service standards will need to be established, eg. Key Performance Indicators 

· Service Level Agreements (SLAs) for customer support need to be established 

· Bench marking of service standards should be done against industry best practice. Best practice standards can include efficiency measures, e.g. setting goals for the number of problems handled per day, or setting time limits for various types of problems. However UWS also needs to focus on customer satisfaction. Hence a mix of measures is required. 

Surveys of students and staff are an important means of obtaining information about the level of services provided and should be carried out periodically to obtain feedback and to target problem areas. 

An essential component in achieving standards is to have modern and efficient technologies in place e.g. a web-based problem recording, tracking and reporting system. Analysis of information provided by this system is an important aspect of achieving standards. Reporting on the number and types of problems, their resolutions and turnaround times provides vital information to assist with future problems and to measure performance against standards. 

Goal: Provide IT support services that employ best practice standards, and measure performance against those standards 

Strategies: 

· Collaborate with organisations similar to UWS to develop industry standards for IT support, and benchmark service standards and key performance indicators against those standards 

· Define and publish service standards and key performance indicators for relevant support services, ensuring consistency across the University 

· Review service standards annually to ensure applicability 

· Conduct periodical surveys to obtain feedback about customer service 

· Implement modern, flexible technologies to assist in the measuring and reporting of performance against standards 

· Emphasise the HelpDesk as an important, frontline service requiring staff who are skilled and customer focused, and provide training necessary to achieve standards. 
6.7 Enterprise Applications Systems 

Objective: To provide flexible, integrated administrative and management systems that support UWS’s strategic objectives and business needs 

The introduction of core applications Oracle Financials, Alesco and Callista offered the opportunity to improve the efficiency of administrative areas by re-engineering the way work is organised and eliminating duplicate systems and processes. These systems were implemented with a view to servicing multi-campus administrations encompassing student services, financial services and human resource services. 

Oracle Financials, Alesco and Callista can also assist UWS in the implementation of initiatives by offering the opportunity to extend the current range of web-enabled services. Future releases of Oracle Financial (Fusion suite)  provides the capacity to further enhance web-based transactions while Callista Connect can have its functionality extended to facilitate the payments of fees and fines over the web. 

Oracle Financials, Alesco and Callista provide UWS with a foundation for management and enterprise reporting. In addition, a number of potential application requirements have been identified, which require the preparation of business cases to determine their value to the University and their priority. 

The development of an application architecture and formal procedures and standards is an important element in delivering high quality outcomes. With the Oracle Financials, Alesco and Callista systems there is a need to revise formal standards and procedures for the development and implementation of applications. 

· The issues on this topic can be considered under the following headings: 

· Maximising Return on Investment from Enterprise Resource Planning (ERP) systems 

· Applications Opportunities 

· Support for Decision Making 

· Architectural Issues 

· Web Environment. 
6.7.1 Issues, goals and related strategies 

Maximizing Return On Investment from ERP Systems 

This area concentrates on issues and opportunities arising from the implementation of Oracle Financials, Alesco and Callista systems, and how to maximise the effectiveness of associated business processes. 

Issue 1: Effectiveness of core business processes 

The introduction of application systems offers the opportunity to improve associated business processes. When Oracle Financials was introduced, sufficient time was not available to address all the opportunities to identify improvements to business processes. There has not been a coordinated end-to-end analysis of the core UWS business processes yet undertaken. 

The implementation of Oracle Financials saw the introduction of some business process improvements, however additional improvements can still be made. A review of business processes should also consider the configuration of Oracle Financials modules to individual organisational unit requirements to remove complexity and superfluous functional capability, and aid ease of use. 

An Oracle Financials competence centre is a permanent centre of expertise in the enterprise that optimises the support and enhancement of common business processes and systems built around Oracle Financial applications. Due to the totally integrated nature of the Oracle Financial applications, a competence centre would be jointly staffed by expert resources from both business functions and the IT department, many of whom were originally involved in the implementation project itself. A competence centre offers hard financial savings from increased retention and reduced attrition of key internal Oracle Financial  resources, this vital self sufficiency enables a greatly reduced dependence on external consultants throughout the lifecycle. It also enables a faster response to business demands for new operational reporting and functional enhancements. 

UWS needs to have easily-accessible, integrated systems in place to manage administrative functions including course advising, student enrolment, library services and class room allocations. The my.UWS portal should be the entry point to these services. 

Students require easy access to personal services such as counseling, financial aid, union facilities, etc. 

Goal: Enhance the effectiveness of business processes to obtain maximum benefits of core applications across the University 

Strategies: 

· Implement a Customer Competence Centre, retain valued staff, realise improved business benefits, increase responsiveness to business requirements and reduce the total cost of ownership
· Develop a targeted communication strategy to raise Oracle Financials capability awareness amongst user areas 

· Redevelop the my.UWS portal as a single entry point by students to core functions 
· Undertake a University-wide review of core business processes to identify areas where processes can be improved. 

Issue 2: Upgrades to Oracle Financials, Callista and Alesco
Oracle Financials is upgraded by its developers to include additional and changed functionality. The key issues regarding implementation of upgrades relate to support and usefulness of new functionality. Vendor support is provided for up to two non-current versions only, although adequate prior advice of withdrawal of support is given. 

It is imperative that UWS’s installed version of Oracle Financials is supported. Oracle Financials generally support a production release of software for three years after its release. There is no compulsion to accept each upgrade should there be no functional benefit to UWS, however, running production software without support constitutes a business risk. The next version of Oracle Financials for UWS to upgrade to is to either 11.5.10 or Release12. 
Callista Software Services (CSS) has undertaken to provide regular upgrades for Callista. New functionality is approved by CSEG – the Callista Senior Executive Group – on which UWS is represented.. Major upgrades to Callista are scheduled each year to coincide with major product releases. It is critical that UWS maintain current versions of this product. 

Goal: Ensure installed versions of Oracle Financials, Callista and Alesco are relevant and vendor supported 

Strategies: 

· Review the functionality offered for each release and/or upgrade of Oracle Financials, Callista and Alesco for usefulness and cost effectiveness, with a supporting business case 

· Respond to new business needs within months rather than years. Continuously improve the configuration, workflow and functionality used in installed versions of Oracle Financials on a rolling quarterly cycle to ensure that the installed version is optimised to current business requirements 

· Implement upgrades on an “as required” basis to at least ensure that the installed versions of Oracle Financials, Callista and Alesco are vendor supported 

· Implement web based “employee self service” through the Alesco system and “student self service” options for online student administration
Issue 3: Convenient access to information and resources 

These have been described in other sections of this plan, but particularly in the sections entitled “Learning and Teaching”, “Library Services, “Student Experience”, “IT and the Working Environment” and “Campus IT Services”. 

Goal: Provide students and staff with a “one stop shop” access for all their information and service needs 

Strategies: 

· Further develop the my.UWS portal to provide an integrated view of information services available at UWS University such as enhanced student enrolment services, library services and administrative systems
· Implement electronic purchasing and payment systems to support online services. 

Issue 4: Interoperability of learning and teaching and administrative systems 

As learning and teaching methodologies are rapidly changing to utilise online technologies, it will be valuable for UWS’s implementation of those technologies to be consistent with international standards for interoperability, to enable the sharing of learning and teaching content and data between administrative systems. 

A number of standards, including the Instructional Management System (IMS) standards, are being developed by consortia of universities and organisations in the US and other countries to address the interoperability of courseware and administrative systems. These standards may have relevance for UWS. 

Goal: Adopt international standards to the extent feasible to maximise the potential for interoperability with systems deployed in other universities 

Strategies: 

· Establish and maintain contacts with parties involved in the development of IMS and other relevant standards and maintain a watching brief on developments 

· Identify prevailing relevant international standards and implement as an internal standard where appropriate. 

Issue 5: Integrated academic and resource planning 

The growing diversity in ways of developing and delivering courses highlights the importance of improving the University’s methods of estimating the costs of teaching, support and administration components associated with the various forms of delivery. 

A comprehensive planning approach to course proposal and approval should be developed to integrate academic and resource planning for new courses, and include rigorous market research, cost analysis and project management. This will support better decision making, enable more control over workloads and allow more effective deployment of resources. 

There is a need to record and consolidate detailed information about courses and subjects, including College and Schools handbook information for all current and previous versions of courses. Whilst Callista stores basic course data, it cannot hold all required course and subject information, e.g. proposed course costs, market research data and competitive information. A consolidated course database will provide an enhanced online service to undergraduates and prospective students to assist with their enrolment and re-enrolment deliberations. 

Goal: Consolidate course and subject data and streamline course and handbook approval processes 

Strategies: 

· Implement a Course Administration System (CAPS Project), comprising a course workflow proposal database, College and Schools handbook databases and other course and subject information as required. Develop links to Callista to avoid data duplication 

· Evaluate and implement a workflow tool to enable a streamlined process for review and approval of new courses 

· Implement an appropriate reporting tool to enable enquiry and report generation of detailed course and subject information. 

Issue 6: Enhanced card facility for students and staff 

For some years UWS has used an ID card system for the purpose of identifying and registering students and staff. This system had limited electronic facilities and in addition, the quality of the card and images was inadequate, written in Delphi on an Access Database.
The introduction of UniCard Smart Cards will provide opportunities in several areas. In the short term they will  offer improved quality, particularly of student and staff images, as well as some limited Stored Value Card functionality. In the longer term they could be used to: 

· Improve security arrangements for access control to buildings and IT facilities 

· Enhance services offered to students with further Stored Value Cards (SVC) functionality, e.g. for dealings with the Bookshop
· Provide a convenient mechanism to store digital certificates so that they are portable and not tied to a particular workstation. 

Smart Card technology can also provide prospects for additional revenue generation and joint ventures with other organisations. 

Standards are still emerging in this technology and trends need to be monitored. 

Goal: Provide a single card facility for identification, security, access to computing facilities and financial transactions 

Strategies: 

· Introduction of a Smart Card system for enrolment (Note: UWS has chosen the UniCard system, which is already in place in the Library. It will be used for new students only. The initial cards will incorporate the features of the ID cards, and also include a computer chip enabling a Stored Value Card facility for photocopying, printing and paying Library fines) 

· Develop a business case for the introduction of enhanced card features including security and Stored Value Card facilities 

· Explore opportunities for expanded use, as well as for additional revenue generation and joint ventures with other organisations 

· Monitor industry trends and emerging standards. 

Issue 7: Implementation of Activity Based Costing 

A project to introduce Activity Based Costing (ABC) may commence late 2008 with a pilot implementation and a target of full implementation by 2009. ABC focuses on activities as the fundamental cost objects; for each cost object, the activities that are required to support demand for the object have to be determined. ABC will enable business units to better understand their costs and to target and increase their revenue. 

To support the ABC implementation, some reconfiguration of Oracle Financials will be required and intermediary cost driver collection systems developed. 

Goal: Support implementation of Activity Based Costing 

Strategies: 

· Reconfigure Oracle Financials to support the pilot implementation of ABC 

· Develop intermediary cost driver collection systems for the pilot system 

· Reassess additional changes and features for Oracle Financials and the intermediary collection systems to support full implementation. 

Issue 8: Management of minor works projects 

Currently UWS uses a Building and Engineering Information Management System (ARCHIBUS) for the management of minor works projects. Archibus is not integrated with Oracle Financials  but there is an interface between the two systems. UWS is also licensed to use an Oracle module, Projects, which has not yet been implemented. 

While Archibus has recently been implemented and in use, the Projects module in Oracle offers the opportunity to extend UWS’s ERP facilities by being integrated with other Oracle modules. 

Goal: Investigate the feasibility and cost/benefit of a new application for the management of minor works projects 

Strategies: 

· Evaluate the Archibus system and Oracle Projects module for comparative functionality and useability features 

· Prepare a business case for the consideration of alternative solutions for the management of minor works. (This may not be cost/benefit at this stage due to the recent implementation of Archibus)
Decision Making Support 

This section focuses on the provision of tools to facilitate effective and efficient decision making, based on the data stored in University-wide databases within the overall application architecture. 

Issue 9: Comprehensiveness and availability of information reporting 

Reporting is available from Oracle Financial using Discoverer and  using standard reports and queries, and purpose built programs. Oracle Financials data is also downloaded onto desktops for reporting and/or decision making purposes through PC based tools. 

Reporting from Callista is supported by standard reports and queries, and also use of Oracle Discoverer. 
This tool has limited reporting capabilities but facilitates the extraction of data for subsequent downloading onto desktops for analysis and reporting. 

An investigation into reporting tools should be undertaken to facilitate more flexible reporting for users, particularly with respect to Callista. 

True enterprise wide management reporting which involves the ability to easily incorporate current data from several corporate databases is currently not available. 

Goal: Establish an easy to use, flexible reporting environment 

Strategies: 

· Investigate the feasibility of introducing an integrated reporting tool for use with Oracle Financials and Callista considering options such as: 

· implementing Oracle’s data warehouse offering (BW); this would be useful for reporting from Oracle Financials modules but would not easily include Callista 

· creating an end-user data layer over Oracle Financials and Callista to facilitate easier ad hoc reporting 

· Investigate the feasibility of options for enterprise wide management reporting and decision support, including considering options such as: 

· implementing a best of breed data warehouse solution 

· developing a corporate data repository and providing tools to generate reports and extract data from all core applications 

· investigating an “integration broker” solution. 

Architectural Issues 

This section includes issues concerning application architectures required at UWS to maximise benefits and efficiencies and provide a sound base for future developments. 

Issue 10: Standards for application development 

The implementation of Oracle Financials, Alesco and Callista systems and the developments in web based systems have established a very different environment. Most of the new systems that will be developed in the future will be web-based and many will contain interfaces to core administrative systems. It is important to revise the architecture standards to ensure that the University receives the optimal return from its investment. 

Goal: Establish standards for the creation, enhancement and implementation of applications 

Strategies: 

· Document a set of application development standards addressing tools, methodology and approaches 

· Communicate the standards to all sections of the University where application development is undertaken. 

Issue 11: Definition for an application architecture 

In the near future UWS will require new applications to meet new business requirements. A formal business case should be prepared in each case which will address factors such as costs and benefits, ease of integration, future capabilities, conformity of application architecture standards and other issues in proposing the preferred solution. 

With vendor supported packages such as Oracle Financials, Alesco and Callista, it is unwise to attempt to integrate other applications by making internal changes to the software. Interconnection of such systems must be through the development of interfaces or the implementation of an alternative approach such as an Integration Broker solution. 

Goal: Establish an application architecture based upon formal standards and the inclusion of modules on a “fit for purpose” basis, integrated or interfaced together as appropriate 

Strategies: 

· Establish standards for the formation of a formal application architecture 

· Select application solutions based on conformance with application architecture standards and the preparation of a full business case considering alternatives such as: 

· bespoke software development (as a last resort)
· relevant Oracle Financials, Alesco or Callista modules 

· other package solutions 

· Interconnect applications through interfaces or by integration through the medium of Integration Broker technology as appropriate. 

· my.UWS portal presentation layer 

· Portal 

Issue 12: Data integration and consistency 

One of the governing principles for management information systems is to maintain one primary source of data. Data should never be entered more than once. Other systems that need data should receive it automatically and electronically from a source traceable back to the master copy and not by re-keying the data. 

In UWS’s core applications, Oracle Financials, Alesco and Callista, some data duplication is unavoidable given that they are packages, where it is difficult and inadvisable to alter the internal code of the system or the database structure. 

Important areas where duplication of data entry occurs are: 

· The Library system, Voyager, and Oracle Financials, where significant volumes of financial data are keyed into both systems 

· Callista and the Alumni system (Raisers Edge). 

Another significant area of duplication exists in the plethora of personal applications, mainly in local spreadsheets and databases. Financial and student data is often maintained independently of the core applications, causing unnecessary effort in data entry, as well as potential errors in reports and subsequent decision making. When new systems are developed that need to access corporate data it is essential that data is sourced from the core systems, ensuring consistency of data across the University and that limited duplication of data and/or labour occurs. 

Goal: Ensure that whenever relevant, data required across multiple unintegrated applications is sourced from the authoritative source 

Strategies: 

· Establish an architectural standard that all data elements should have an authoritativesource with automatic replication to other databases 

· Establish Oracle Financials, Alesco or Callista as the authoritative source of data for financial, human resources, organisational structure and student related data throughout the University through the development of architectural standards and education of end users 

· Review data access requirements to support data extraction for departmental users 

· Provide an easy to use data extraction mechanism for departmental users, and the appropriate training 

· Identify key local systems, including those in local spreadsheets and databases, and ensure those systems use the primary sources of data 

· Establish an architectural standard that wherever relevant, all new systems use data sourced from the authoritative sources of data. 

Issue 13: Integration of applications 

The University’s business processes are supported by a range of applications that are interconnected through internal integration (in the case of the Oracle Financial modules) or specially developed interfaces between the applications such as Oracle Financials, Alesco and Callista. In addition there is a growing requirement to connect with services provided by external suppliers. It is becoming increasingly impractical for applications and external services to interface directly to each other. 

The my.UWS portal provides many interfaces to existing online services and additional online services are being developed or brought on-line. Many of these services require an extensive exercise in developing the interface. 

Commercial integration toolkits exist which provide the basis for integration broker architecture rather than the “mesh” architecture achieved with multiple direct interfaces. Integration broker architecture provides a “bridge” between internal applications and links multiple external entities such as suppliers, customers and partners to backend internal applications. These toolkits can provide facilities ranging from basic text based applications to full-functional e-Business solutions. Some are available with portal engines in their own right. 

Goal: Implement a tool to provide application to application, business to business and business to consumer integration 

Strategies: 

· Investigate the feasibility of acquiring a commercial toolkit to form the foundation of an integration broker architecture for application to application, business to business and business to consumer (end user/portal) integration. 

Issue 14: Development of web applications 

Currently there is no standard application development environment. A flexible and extensible development environment needs to be provided that offers functionality including workflow and process automation, roles-based security, and support for a mainstream relational database management system (RDBMS) to aid the development of web applications and simplify content management. Such a system would require specialist support staff to assist end-users to develop new databases or convert existing ones to the central web servers. 

Goal: Provide a common supported web application development environment 

Strategies: 

· Identify and implement an appropriate web application development environment 

· Develop web interfaces to any existing legacy applications where appropriate 

· Implement wherever possible applications that are web enabled and accessible via the my.UWS portal 

· Investigate the need for establishing a specialist support service for web enabled database applications. 

Web Environment 

This section includes an issue concerning the difficulties involved in establishing and updating web content in a timely manner. 

Issue 15: Creating, maintaining and publishing web content 

Most pages produced at UWS are static HTML; these are easy to create and fast to serve and load, but more difficult to maintain and keep consistent. Most pages are presented through the CMS which is database driven. 
The old publication systems did not seem to ensure standards compliance, or provide workflow controls on content creation, authorisation and release. There were problems in providing suitable access controls for multiple people requiring write access to the same pages, with the potential to overwrite other’s changes. The systems for web page management were ad hoc with no easy way to ensure web page consistency or make global changes to web pages (such as to implement the current UWS ‘look and feel’ or its successor). In addition Web pages across the University were of variable quality and style, and were often out of date. Duplication of effort was occurring that was eliminated by establishing a central repository of templates, utilities, CGI scripts and other tools that support web development. UWS needs to create content in a way that lets us move forward easily as standards evolve. Once the new CMS system goes live 7 April 2008 this should solve these issues.
Goal: Establish a consistent, controlled and user friendly web publishing environment 

Strategies: 

· Implement a database-driven web-publication environment 

· Implement a user friendly file upload mechanism for web file transfers 

· Select and provide support for a standard set of web publishing tools 

· Implement comprehensive training and support mechanisms for College and Schools web co-ordinators and for web content providers (online and hands-on) 

· Develop a communication strategy to promote the use of Server Side Includes (SSI’s) in web pages as a means of ensuring up-to-date content 

· Follow W3C recommended processes in converting existing HTML web pages to XML 

· Maintain a library of Common Gateway Interface (CGI) scripts, database and other support tools for use by web developers 

· Investigate the benefits of establishing an in-house service bureau to develop and maintain web content and applications on a fee for service basis. 
· Ensure the web strategy development is part of the IT governance processes
6.8 Technical Infrastructure 

Objective: To provide a secure, highly available, appropriately resourced technical infrastructure that integrates with public infrastructure and underpins the learning & teaching, research and administrative activities of the University 

Advances in communications technologies are enabling organisations to more easily manage their IT resources by once again centralising on backend high-performance servers and large data stores. The applications environment is moving away from the two and three tiered client server architectures and migrating to integrated networked applications that are accessed via browsers and increasingly through customised portals. 

Network services have evolved from character based, dedicated private networks to a global network that supports information exchange enhanced with audio, video and other multimedia based content. High bandwidth communications links are reshaping the business landscape and enabling extended virtual communities to work collaboratively. 

The proliferation of the internet, developments in remote access technologies and the increasing range of hand held computing devices are enabling flexible and mobile work patterns. 

As technology becomes more user-friendly and accessible to the consumer, the provision of reliable and highly available services have resulted in an IT support infrastructure that is complex and challenging to design and support. 

Information Technology (IT) has a major role to play in supporting the organisational objectives of UWS as it faces increased competition from other universities, institutions and commercial organisations offering flexible delivery of education programs and competing for research funding. 

UWS’s commitment to providing seamless access to on-line services for students, staff and researchers will require the provision of best practice support services and access to highly available systems regardless of location. 

Advanced communications and computing facilities will enable the continued diversification of university activities as it addresses the changing nature of learning and teaching and provides facilities for collaborative research. Internet technologies have increased blended learning options and provide opportunities to streamline the administrative functions for students and staff of the University through the development of self-service applications. 

The existing enterprise-wide communications network will continue to be developed to provide a network service that integrates voice, data and video services on campus and as the use of broadband technologies grows, supports multimedia delivery to the home. Network connectivity will be required to service an increasingly mobile community of users. 
A flexible technical architecture that allows for ease of change and extension will be required to meet the escalating demands for increased bandwidth, computing power and data storage requirements. The responsive provision of infrastructure services to support strategic opportunities will be necessary to achieve the University objectives. The development of University-wide standards for security, operating systems and hardware platforms will guide infrastructure expansion to ensure a common and consistent environment. 

Mission critical services are increasingly being migrated to fault tolerant platforms with hot swappable components that will enable the upgrading and maintenance of systems with minimal service disruption. 

Future investment in technical infrastructure must be supported by a business case that considers the Total Cost of Ownership of providing and supporting technology systems throughout their whole lifecycle to ensure maximum return on investment. The introduction of University-wide leasing arrangements for computing equipment has assisted in managing equipment lifecycles and ensuring that facilities are modern and capable of supporting emerging technologies. 

6.8.1 Issues, goals and related strategies 

Issue 1: Maintaining a high performance network service 

The UWS communications network must provide timely, consistent and appropriate advanced communication and support services. It should continue to be upgraded in anticipation of demand; it should allow for the secure transmission of sensitive data across public networks; and, as demanding applications emerge, provide Quality of Service support specific to the needs of the applications services and application owners. 

Goal: Maintain and enhance a superior enterprise wide network 

Strategies: 

· Proactively monitor performance of the network to continuously improve service quality 

· Profile the potential usage trends of the network infrastructure 

· Replace and upgrade network components to maintain cost effective provision of services 

· Develop policies and procedures to regulate network resource usage 

· Identify and evaluate emerging network technologies and providers 

· Develop collaborative partnerships with providers and research groups 

· Enhance facilities for roaming network services. 

Issue 2: Supporting multimedia to the desktop 

On-line learning and teaching using PC-based streamed video and audio require high bandwidth capacity not only over the core network but also over the edge network (to the wall outlet). In addition to high bandwidth, real-time applications – such as PC-based video conferencing, live multicasting of lectures to the desktop, VoIP (Voice over IP) telephony – also require services with specific guaranteed Quality of Service characteristics (e.g. priority, throughput, latency). These technologies should be standardised. 

Goal: Provide guaranteed Quality of Service for live audio and video services 

Strategies: 

· Retain the present UWS PABX system until VoIP technologies have been effectively piloted, whereupon it is envisaged that a seamless combination of mobile and VoIP telephony solutions will ultimately replace the conventional PABX. 

· Monitor potential usage trends for live audio and video applications and provide network capacity in anticipation of demand 

· Provide infrastructure services at appropriate points in the network to guarantee service performance, e.g. streaming media servers. 

Issue 3: Development of technical architecture standards 

The current technical infrastructure environment utilises a number of diverse technologies that includes a range of servers, operating systems and network protocols. University-wide guidelines will be developed to assist designers to determine what technologies are mandated for specific applications and services to ensure that appropriate solutions are implemented. This will reduce the support overheads of managing a diverse and complex environment, fast-track the selection and procurement process, and minimise risk by ensuring that infrastructure expansion and replacement results in a consistent and reliable environment. 

The total re-engineering of systems with resource requirements that exceed the capability of the current environment is a costly and disruptive exercise. The architectural standards will ensure that scalable solutions will be adopted to facilitate timely upgrading of systems to accommodate the escalating demand for computing and network services. 

Wherever possible University-wide services will be provided from highly controlled environments at central data sites. It may however be more efficient to locate certain services (ie. video on demand servers or services at offshore campuses) locally and these situations will be identified and addressed in the standards documentation. 

Goal: Establish a consistent and common architectural environment 

Strategies: 

· Ratify the Enterprise Architecture Board as a Standards Committee whose membership comprises representatives from key university information technology areas to: oversee and establish formal technical architectural policies and standards to ensure that a consistent and integrated approach is taken in the provision of University-wide infrastructure develop in collaboration with stakeholders a set of mandated architectural standards that supports the application architecture of the University e.g. corporate database systems, applications development tools engage with application business units to advise on appropriate technology solutions

· Incorporate international standards and global considerations in the development of all standards 

· Develop a communications strategy that maximizes the awareness of standards 

· Ensure compliance with the standards through appropriate management processes. 

Issue 4: Diversity of printing facilities 

The University has a considerable investment in printers with approx 300/400 to the UWS network plus an abundance of standalone printers. 

The large number of network printers suggests that there may be some over capitalisation in this area and opportunities for consolidation, through centralised printer management (at each campus) and moving to workgroup printing. 

Goal: Provide more cost effective and easily managed network printing services 

Strategies: 

· Provide printing services on the basis of effective resource utilisation and consideration of accessibility and availability requirements 

· Adopt a work group printing approach as the preferred rollout model for printing facilities. 

Issue 5: Management of software distribution 

Software distribution tools are being utilised to reduce the support tasks of installing, maintaining and updating desktop software environments but the development of distribution mechanisms is complicated by the wide range of software applications that are used by members of the University. Whilst a Standard Operating Environment has been developed for workstations, the initial installation of the software suite is often modified to suit specific needs or personal preference resulting in inconsistencies in desktop configurations that are difficult to support. 

Goal: Maximise the efficiency of software distribution to reduce support overheads 

Strategies: 

· Provide an efficient mechanism to push and/or pull software applications and upgrades to client computers to ensure desktop software is current and operating systems are secure 

· Utilise the “smart download” feature of applications to upgrade software 

· Ensure the adoption of a standard operating environment 

· Develop and conduct training programs to ensure that support staff are fully conversant in the use of software distribution tools and procedures particularly where they have been customised for UWS use. 

Issue 6: Maintaining the integrity of infrastructure services 

As the UWS network and the range of services offered continues to grow rapidly, there is a pressing need to impose control over changes to the environment. Default installations of some operating systems present security risks whilst user written and third party applications have impacted on services running in parallel. Unauthorised extensions to the network impact on capacity planning and the reliability of network performance. 

Goal: Maintain an infrastructure environment with appropriate controls that ensure change does not impact on the quality of service delivery 

Strategies: 

· Develop a communications strategy that is user friendly to inform Colleges and Schools and business units about the potential impact of the use of non-standard hardware and software on the overall IT environment 

· Continue to support only those systems that have been developed or acquired in accordance with approved standards and processes 

· Develop and publish policies, standards and procedures on the appropriate use of central IT infrastructure services and implement monitoring processes to ensure they are adhered to 

· Implement a process that permits authorised staff to: 

· terminate processes that are impacting the performance of systems 

· disconnect unauthorised devices that have been attached to the University network 

· disconnect servers that are inappropriately configured and/or pose a security risk 

· disconnect devices connected to central infrastructure that fail to meet approved standards 

· Prepare an inventory of services with associated component dependencies 

· Implement change management policy and processes to ensure that production services are only altered in a controlled and systematic manner. 

Issue 7: Provision of high availability services 

As the University becomes more reliant upon online services, including networks, hosts and applications services for its day to day activities, the technical environment itself has become increasingly more complex. In turn the use of manual work arounds to ameliorate the impact of service unavailability has become less feasible. Extended hours mean that clients expect services to be available 24 hours a day, 7 days a week. Consequently the availability and reliability of services has become even more crucial than it has been in the past. Areas that need to be addressed include: 

· Removing single points of failure 

· Reduction of extended system outages 

· Need for proactive service monitoring to pre-empt failure 

· Importance of integrity of the overall environment 

· Impact of component failure on the provided services 

· Managing and increasing the levels of customer confidence. 

It must be noted that different services will have different availability requirements depending upon their strategic impact and criticality. When determining availability requirements a balance needs to be taken between the risk and impact of service outages against the cost of achieving high service up times. 

Goal: Provide service availability that meets requirements, considering the cost and risk trade offs 

Strategies: 

· Identify service availability expectations in consultation with Colleges and Schools and business units 

· Prepare an inventory of services with associated component dependencies 

· Identify any single points of failure within the technology infrastructure environment and assess the level of impact of unexpected service disruption to customers 

· Rectify any identified single points of failure that are critical to the operations of the University 

· Develop a set of procedures that detail all operational aspects and responsibilities to facilitate the rapid recovery from service unavailability 

· Continue with the development and implementation of a Business Continuity Plan that ensures maximum availability and continuity of critical systems 

· Implement change management policy and processes to ensure that production services are only altered in a controlled and systematic manner 

· Implement a system that monitors the technology infrastructure environment to warn of potential and actual problems, thus allowing technical staff to proactively apply solutions 

· Manage risk through: 

· piloting proposed services 

· progressively introducing new functionality 

· external provision of service where appropriate 

· fast-tracked evaluations and rapid implementation techniques 

· appropriately and regularly exercising the fault tolerant systems to ensure proper functioning. 

Issue 8: Storage and management of university data 

There have been instances when it has been necessary to provide servers purely to support increased storage requirements. The escalating demand for data storage will exacerbate this problem. A centrally managed data storage system that is scalable, highly available, secure and reduces the systems administration overheads of host-based storage systems will overcome this problem. 

Most systems administered by the central ITS Division are backed up centrally with a small number handled at the local level. Few users back up data on their own workstations. 

Goal: Ensure effective resource utilisation and management of data stores 

Strategies: 

· Develop and promulgate guidelines on the appropriate storage of data and backup procedures that ensures the integrity of all critical University electronic information 

· Implement a data management system that is scalable, highly available, secure and reduces the administration overheads of host-based storage systems 

· Further develop Storage Area Networks (SAN) strategy as a means to providing a high speed core network infrastructure to support attachment of servers, on-line storage, near-line storage and backup devices providing the capability to centrally manage data stores. 

Issue 9: Clarity of service definition 

To ensure a coordinated approach to the provision and support of technology services within the University, it is essential that an Information Technology Policy is developed and regularly reviewed and revised if necessary, and promulgated widely to all relevant stakeholders. 

The continued development of service definitions in consultation with stakeholders provide the basis to monitor and measure the quality of service delivery against agreed minimum service delivery standards. 

Goal: Ensure University-wide awareness of the roles and responsibilities of local and central service providers, service delivery standards and cost of service provision 

Strategies: 

· Collaborate with stakeholders to continue to develop service definitions and standards 

· Benchmark service standards with similar sized organisations to ensure that service delivery meets or exceeds those of our competitors 

· Publish service definitions, standards and regular performance reports against standards 

· Consult with stakeholders in the development of charges for services and/or resources. 

Issue 10: Application of emerging technologies 

IT must support the needs of the University by employing tried and proven technologies, whilst always being aware of where emerging technologies can be applied to achieve competitive advantage. A “watching brief” approach should be taken on emerging technologies. Where a potential benefit exists then an evaluation pilot should be initiated to determine the value to the organisation. Whilst the level of competitive advantage to be achieved is a critical factor, a level of caution must still be exercised to ensure that any impact on the existing environment is not so significant that it outweighs the benefit to be attained. 

Goal: Achieve strategic advantage for UWS through the application of emerging technologies 

Strategies: 

· Evaluate emerging technologies for the potential to support business needs and opportunity for competitive advantage 

· Implement a process that ensures that emerging technologies are raised with and approved by the Director, Information Technology Services, before proceeding to the pilot stage 

· Involve University academic and research areas, and College and Schools and central technology experts to identify and evaluate emerging technologies and participate in pilot programs 

· Monitor industry analysts resources to provide independent research reviews and business comments on emerging technologies and trends 

· Develop a communication strategy to promulgate the findings of evaluation and pilot projects to the University community 

· Provide a test environment to support evaluation and piloting of technologies that is separate from and can not adversely impact upon, the operation of production services 

· Establish as part of UWS’s annual budgeting process, funds to support the conducting of feasibility studies of emerging technologies deemed to be of potential. 

Issue 11: Planning for life cycle replacement of infrastructure 

The current technical infrastructure environment includes equipment at various stages of its useful lifecycle with some host platforms scheduled for replacement. The long-term retention of systems often leads to significantly increased maintenance and support costs as vendors withdraw their support for previous hardware platforms and software versions. 

A total cost of ownership model that identifies both the tangible and intangible costs associated with providing services throughout the whole lifecycle of systems is a critical factor in the planning process. An equipment lifecycle replacement program is implemented to ensure that technical infrastructure is current and capable of supporting emerging technologies. The tangible components such as procurement of hardware platforms and network infrastructure are relatively easy to identify. The ongoing user support for systems whether formal or informal (requesting assistance from a co-worker) and costs associated in maintaining technical expertise for legacy systems are overheads that are more difficult to quantify. It is essential in the budgeting process that the total cost of providing services is identified from the implementation of the service all the way through to the decommissioning phase. 

Goal: Maintain an efficient and effective infrastructure to support the current and future technology requirements of the University 

Strategies: 

· Establish a review process for major existing services to: 

· identify any areas of under/over utilisation of resources 

· identify host platforms at end of lifecycle and plan for replacement 

· identify reusable infrastructure components of systems scheduled for upgrading and plan for their redeployment 

· Establish planning processes for new services or expanded services, the expected life of those services, taking into account the total cost of ownership of those services 

· Investigate the appropriateness of leasing options for host platforms that reduce initial capital outlay and are aligned with the lifecycle of the technology. 
7. Support in IT 

This section contains the issues and supporting strategies to enable the achievement of the IT Strategic Plan through the projects in terms of the way they are staffed, managed and conducted. 

7.1 Project Management 

Objective: To employ standard, best practice project management processes and procedures for all IT related projects to maximise the potential for projects to achieve their aims and objectives 

The expression “IT project” is intended to mean any project that has a substantive component of IT systems or infrastructure which has to be established in order to allow the overall project objectives to be achieved. In reality most IT projects are multi-disciplinary business projects with an element of IT related activities included. 

IT projects are typically high risk because of their often strategic impact, the nature of the technologies involved and the diversity of skills required to achieve the outcomes. They have often been perceived as solely technical domains, more concerned about installing technology rather than solving a business problem. It is now apparent that successful IT project management requires a set of skills in addition to the technical set previously thought to be all that was required. Successful project management is about managing scope, objectives and quality in addition to the organisational, financial, resourcing and timeframe aspects of the project. IT projects are now being increasingly driven by appropriately trained business staff rather than technical people, although technical leadership is still required in IT projects at the technical team level. 

UWS has a standard approach to managing IT projects. In many situations the work of projects has been undertaken through committees of part time representatives. The scope, objectives and  project plan may not be well understood . In such situations it is difficult to monitor progress and to eventually identify whether the investment was worthwhile or the project was a success or not. UWS adopts a common, best practice project management approach for all its IT related projects but it needs updating to current better practice. 

The quality of IT project management is a critical success factor in the implementation of the IT Strategic Plan. The prioritised strategies outlined in the IT Strategic Plan will be implemented through individual projects. These projects will be aggregated into programmes for overall management purposes. 

Each project will have a Project Sponsor, Project Steering Committee (with the exception of very small projects) and a Project Manager. The Project Office will provide support to each programme and project being undertaken. 
7.1.1 Issues, goals and related strategies 

Issue 1: Consistency of the management process for projects 

The overall project management process must have clarity and accountability for the roles of Project Sponsor, Project Steering Committee, Project Manager, Team Leader, Project Support and the Project Office. 

The establishment of a Project Office is considered to be “best practice” for the successful delivery of projects. The GartnerGroup describes a Project Office as “… a shared competency designed to integrate project management within an enterprise. A project office can be a key resource in establishing an enterprise competency in project analysis, design, management and review. Given the appropriate scope and authority, it can improve communication, establish an enterprise standard for project management and help reduce the disastrous effect of failed development projects on enterprise effectiveness and productivity”. 

IT projects will generally comprise team members from a range of disciplines and organisational units. Depending upon the nature of a project it may be appropriate to establish either reference or user groups to provide the opportunity for interested stakeholders to contribute to the project, without being members of the team. 

Goal: Adopt a common, consistent best practice approach for overall project management of University-wide IT projects 

Strategies: 

· Establish the formal role of a Project Sponsor as the single point of accountability for the achievement of the objectives of the project, with the organisational power and financial delegation to act quickly and decisively in the overall strategic management of the project 

· Establish the Project Sponsor as the chair of the Project Steering Committee 

· The formal role of a Project Manager as being responsible for the day to day management and direction of a project team needs to have greater accountability against the approved Business case. The Project Manager reports to the Project Sponsor for the duration of the project with a “dotted line” responsibility to his/her functional manager 

· Establish formal roles within project team structures for Team Leaders (leaders of small specific purpose teams within the overall project) and Project Support (administrative support to the Project Manager) 

· Establish the formal role of the Project Office to provide support to all projects 

· Utilise reference groups and user groups as a method of achieving stakeholder consultation and “buy-in” to project outcomes. 

Issue 2: Consistency of project management approach 

Currently project management across UWS is not performed in a similar manner across projects and organisational entities although there is an approved methodology and approach. This lack of consistency causes a drain on resources as each project participant requires retraining for each project they are involved in, there is little chance to reuse project materials and confusion results from inconsistency of terminology and method. Project knowledge needs to be captured in a structured manner so that prior experience can be brought to bear in every new project undertaken. 

The impact of project risk in terms of identifying risks and risk mitigation strategies is critical to the ultimate success of a project. Similarly the management of change is a crucial success factor for any IT project, relating to communication, training, process alteration, job redefinition and a host of other “people issues”. 

Goal: Adopt a project management approach that is implemented in the same way across all projects but allows for the diversity of project type 

Strategies: 

· Adopt a minimum standard project management methodology for all IT projects, capable of adaptation to different types of projects 

· Develop baseline work breakdown structures for various project types (e.g. system development, packaged software implementation, infrastructure implementation, etc.) 

· Prepare guidelines to differentiate between the project management requirements for projects of different size, complexity, risk, etc. 

· Establish templates for common project deliverables 

· Establish a web based register as the central repository of all project deliverables and project reporting, for all IT projects 

· Populate the repository with project management best practice and deliverable examples by different project type, size, complexity, risk, etc. 

· Establish a project management consulting advice and guidance service 

· Mandate the formal approval by the Project Office of all project planning deliverables before a project can be progressed 

· Include risk assessment as a mandatory element within the work breakdown structure for all projects, irrespective of type 

· Include a change management stream as a mandatory set of tasks within the work breakdown structure for all projects, irrespective of type. 

Issue 3: Accuracy, completeness and timeliness of project reporting 

Effective project reporting is an essential element in the management of projects. It relies upon good planning and tracking, in addition to an appropriate reporting mechanism. Standards need to be established for reporting to assist both the creators and users of project reporting material. 

The Programme and Project Office has an important role to play in the monitoring of the preparation of individual project reports and also in the analysis of the content to assess the status of related projects for potential issues and impacts. 

Goal: Establish an open and structured project reporting environment at an enterprise level, which accurately reflects the current status of projects 

Strategies: 

· Document a baseline project reporting regimen which details requirements and responsibilities of all stakeholders in terms of content, timing and action 

· Populate the project repository with project reporting best practice examples 

· Maintain the project repository as the “central” repository of all project reporting 

· Proactively monitor the timely preparation of project status reports at an enterprise level through the Programme and Project Office 

· Prepare simplified project management reporting templates for use by inexperienced project managers 

· Implement an automated set of project reporting tools to facilitate various levels of reporting 

· Monitor progress of all projects against established project milestones through the Programme and Project Office 

· Monitor progress of projects for potential impacts through the Programme and Project Office. 

7.2 Risk Management 

Objective: To employ risk management practices which eliminate or reduce to an acceptable level, the potential negative impact of threats on IT development projects or IT operations 

Information technology systems and infrastructure underpin almost all aspects of the University’s operations and affect the productivity and competitiveness of students and staff involved in learning, teaching, research and the administration. It is imperative that risk management practices are actively adopted by staff engaged in planning and policy formation for IT, development projects and operational IT services. The threats to these activities can arise from many different events external or internal to UWS and may affect issues relating to the technical, financial, management, contractual, timing, or functional well being of an IT system or component of IT infrastructure. 

The Audit and Risk Management Unit of UWS University has established formal risk assessment and management procedures that will be adopted during a wide range of IT development projects and operational services, including: 

· A risk assessment of the University’s IT Strategic Plan 

· As an integral part of the adopted project management methodology 

· Issues relating to the security of IT databases, systems and infrastructure (IT security) 

· The deployment of business continuity management (BCM) practices to address major risks to operational services. 
7.2.1 Issues, goals and related strategies 

Issue 1: Management of threats to the outcomes of the IT Strategic Plan 

The University’s IT Strategic Plan has defined a number of policies, systems, infrastructure components and services that are designed to support the strategies articulated in UWS Making the Difference. The effectiveness of IT plans themselves are contingent on a number of internal and external influences, and it is imperative that a risk assessment is undertaken to identify potential threats and to identify relationships that are influential and critical to the success of the IT plan. 

Goal: Ensure that all threats potentially able to have an adverse impact on the successful implementation of the IT Strategic Plan are actively managed, including the identification of all influential and critical relationships 

Strategies: 

· Undertake a risk assessment of the IT Strategic Plan, in conjunction with the Audit and Risk Management Unit, to develop strategies to manage those issues of greatest threat. 

· Review at regular intervals the ongoing impact of those threats against the implementation progress of the IT Strategic Plan 

· Inform the Vice-Chancellor’s Group of the risk profile of the IT Strategic Plan, through the CFO
Issue 2: Management of risks to outcomes of projects identified in the IT Strategic Plan 

Many IT development projects are critical to the future functioning of UWS and they are frequently both capital and resource intensive. It is also common for them to have a medium to very high risk profile which can result in major time and cost overruns. It is imperative that a formal risk management methodology is adopted within all IT projects and that risk assessments are an integral part of project management. 

Goal: Ensure that all events potentially having an adverse impact on meeting the desired objectives of a project are actively managed 

Strategies: 

· Include formal risk management procedures in all projects, through the standard project management methodology 

· Convey the results of risk management procedures to members of the project steering committees, and where applicable, other bodies involved in the strategic management of IT. 

Issue 3: Maintenance of a secure information technology environment 

UWS University currently does not possess an up to date  IT security policy. With the growth of the internet and related applications such as e-Commerce, there is a need to have an IT security policy that protects UWS computing resources, corporate data, and safeguards personal privacy from internal and external attack, as well as protecting the University from legal action. 

IT security can be defined as protecting the confidentiality, integrity, and availability of information systems. Physical infrastructure can be replaced but the information which UWS stores online is its most valuable asset and must be safeguarded against loss, corruption or theft. Security processes and procedures must be integrated into all current core business practices and a security risks assessment be an essential component of every future technology project. 

University-wide guidelines, policies and procedures related to security must contain enforceable components that safeguard UWS if any breaches occur. It must be recognised and supported by management at all levels that IT security is not only the responsibility of ITS, but also the responsibility of every user of IT resources. An education program to raise the awareness of security issues amongst the UWS community is of fundamental importance. 

Goal: Protect the confidentiality, integrity and availability of UWS University’s information technology assets 

Strategies: 

· Establish an Information Technology Security Committee whose membership comprises of representatives from key information technology areas to develop and oversee the implementation of IT Security policies and procedures that protect the confidentiality, integrity and availability of UWS IT systems 

· Develop and conduct ongoing IT security awareness programs that are specifically targeted to address appropriate security procedures to be followed by users with differing needs and differing technical abilities e.g. academics, researchers, systems administrators, administrative students and staff etc. 

· Proactively ensure conformity to the approved security policies and procedures 

· Anticipate avenues of attack on the information infrastructure by conducting regular assessments based on known vulnerabilities 

· Develop and promulgate procedures that detail the actions to be taken when security violations are suspected or identified to ensure that prompt action is taken to minimise the impact 

· Investigate and implement secure technologies that enhance authentication so that username and password pairs are unique and can only be used by the authorised user e.g. smart cards for storing digital certificates 

· Include a risk assessment to ensure that security issues are addressed in all technology projects 

· Maintain a security website where security policies, procedures, guidelines and advisories are published to ensure that the University community is well informed of their responsibilities in relation to their use of IT at UWS. 

Issue 4: Maintenance of continuity of IT services and environment 

UWS currently does not possess consistent formal Business Continuity Management practices across the University. With an increased reliance on IT services to meet the University’s goals, a need to have efficient and effective Business Continuity Plans is a necessity. Business Continuity Management aims to ensure delivery of all IT services to the expected level of service when a disruptive event/s occurs. 

Business Continuity Management can be defined as a set of processes to follow when an event occurs that impinges the delivery of services. These processes are in three stages. Firstly, an initial response is made to the event. Secondly, procedures are invoked to continue the service ensuring its availability, based on priorities. Thirdly, while the service continues being provided in emergency mode, procedures are executed to recover the service back to its normal operations. Plans are developed to ensure that the appropriate resources are available to execute these procedures in the most timely and cost effective manner, while meeting user expectations. 

Business Continuity Management must be integrated into all core business practices and be an essential component in every future service or technology project. It will serve to reduce risks and subsequent impacts faced when unforeseen and uncontrollable disruptive events occur. Business Continuity Management must be recognised and supported by management at all levels, and staff: in Colleges and Schools, business units and IT Services. An education program to raise the awareness of Business Continuity issues amongst the UWS community is of fundamental importance. 

Goal: Protect the availability of UWS University’s information technology services and assets in the event of the occurrence of a disruptive event 

Strategies: 

· Establish a Business Continuity Management team or teams whose membership comprises of representatives from key IT areas to analyse, develop and implement business continuity plans and procedures that protect the availability of UWS IT services 

· Develop a formal Business Continuity Management process to be followed to ensure that plans and procedures developed are workable, consistent and appropriate 

· Develop and conduct ongoing Business Continuity awareness programs that are specifically targeted to educate UWS staff about the concepts and use of Business Continuity 

· Assess the Business Continuity status of existing IT services. Where necessary execute the Business Continuity Management process to develop and promulgate procedures that detail the actions to be taken when a disruptive event occurs 

· Conduct periodic tests and audits on all plans and procedures to ensure it is current, workable and appropriate. Conduct training and reviews to ensure changes made are reflected 

· Include a Business Continuity risk assessment for all new systems and/or technology projects to ensure that issues are tabled and addressed accordingly 

· Develop and maintain a Business Continuity Management website where policies, procedures, guidelines and advisories are published to ensure that the UWS community is well informed about business continuity issues at the University. 
7.3 Green IT 

Objective: To develop a roadmap for the greening of technology at UWS as part of an overall Environmental Management Plan 

UWS has made a commitment to sustainability through its research and operational initiatives and recently put into place an Environmental Management Policy with attendant plans, systems and procedures. 
The Environmental Management Policy supports a Greening UWS Action Plan with programs:

· Energy Conservation Program

· Water Conservation Management Program

· General Waste Minimisation and Recycling Program

· Hazardous Waste and Dangerous Goods Management Plan

· Remnant Bushland and Biodiversity Management Plan

· Promotion of Environment and Sustainability Awareness Program

· Contractor and Lessee Environment Impacts Program

· Information Technology has environmental impact and potential savings that contribute to Programs 1, 3, 4, 6 and 7 above. 
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BENEFITS OF A GREEN DATA CENTRE


Goal: A technology strategy which targets the greening of IT to be consistent with the UWS Strategic technology directions for Teaching & Learning, Research, Community Engagement and Financial Capacity. 
Strategies: 

· Develop a roadmap for the greening of technology at UWS as part of an overall Environmental Management Plan 
· To improve sustainability in the data centre of the facility, hardware and software

· To measure and monitor as a means of gaining transparency and accountability

· Reduce power consumption and seek renewable energy options

· Effective Asset management
· Implement environmentally friendly acquisition and disposal practices. 
7.4 Human Resource Strategies for IT People 

Objective: To ensure that UWS has access to staff with IT leadership and technical skills that will enable it to implement innovative systems and infrastructure that meet the operational and strategic needs of the University 

Universities, along with many other commercial and government enterprises, are becoming increasingly dependent upon information technology systems. The rate of change of technology itself creates a demand for new skills. There is well documented evidence that there is major and increasing shortage of people with requisite IT skills in the developed world, including Australia. 

It is clear that the most effective sourcing model for the IT function at UWS is to have a core set of capable, motivated, loyal, and organisationally aware staff, who provide leadership to and participate in multi-disciplinary teams, whose membership consists of UWS staff and external contractors, consultants, and outsourcing vendors. This may be termed the “Core Competencies Sourcing Model”. 

Innovative HR policies are fundamental to sustaining the “core competencies” sourcing model. Of particular importance is how we retain the services of a core set of UWS staff when there exists intense demand in the labour market for people with IT management and high-end technical skills. The commercial sector offers a wide range of innovative retention incentives for their core staff, such as higher base salaries, share options, performance related bonus payments, and sign-on fees to aid recruitment. It is essential that UWS implements strategies that: 

· ensure that the best available staff are recruited at all levels 

· control the turnover of core staff to specified levels 

· manage the career development of staff to ensure that their skills are continually upgraded to respond to emerging organisational needs and that staff feel challenged and invigorated 

· introduce effective performance management practices 

· support the provision of 24x7 support services 

· offer a flexible working environment, including teleworking. 

7.4.1 Issues, goals and related strategies 

Issue 1: Recruiting and retaining IT staff 

UWS will require flexible HR policies if it is to implement IT services that support its vision. The current environment is characterised by increasing interdependence of IT systems and organisational planning, great dependency on staff with IT specific skills, rapid changes in technology and an international shortage of staff with IT skills. An organisation must learn to adopt innovative IT sourcing strategies to provide the resources, skills, innovation, flexibility and alignment of its IT functions with its core business and values. Strategies include the use of internal staff, outsourcing suppliers, contractors, consultants, and a variety of specialist external service providers. Universities must maintain core competencies in a range of IT functions if it is to plan and manage the IT function, and if it is to provide the high level of innovation expected of its infrastructure and systems. This may present difficulties in a highly regulated industrial higher education environment where universities are often unable to offer the flexibility in terms of conditions of employment that private sector counterparts can. 

Goal: Deploy a highly productive, motivated IT workforce, and limit staff turnover to an acceptable level 

Strategies: 

· Develop a model for workforce planning that identifies the quantum of staff necessary to support IT operations, and anticipates the IT skills necessary to support the directions of the University, based on an approved UWS University IT Strategic Plan 

· Prepare a career development plan for each individual that reflects the needs of the organisation and the individual 

· Develop a performance management strategy that ensures alignment between needs and expectations of the University and the individual 

· Provide opportunities for staff to advance their careers and encourage staff to learn new skills and technologies 

· Develop career paths for technical specialists which offer growth and advancement potential (in addition to that being currently offered for managers) 

· Develop a policy for a work/life balance for staff which acknowledges the stresses on family life and personal health that can result from the pressures of providing IT support in a 24 by 7 environment 

· Develop the leadership skills of staff and provide support and education that encourages staff to be effective and respected managers, team leaders and project managers 

· Provide opportunities for staff exchange with external organisations and between different areas of UWS (both local and overseas) where IT is deployed and between technical and managerial roles 

· Develop and implement a Trainee/ Graduate Recruitment Program 

· Develop an induction program for new staff and an exit program for staff leaving the employment of UWS. 

7.5 Quality Management of IT Services 

Objective: To establish a quality management system that underpins the provision of IT services to support the highest quality teaching, learning and research activities at UWS UWS is committed to the highest standard of quality
Like all leading universities, UWS is committed to the highest quality in teaching, learning, research and a wide range of professional and community activities, (The University’s Strategic Plan, UWS Making the Difference ). 

The adoption of quality management systems will assist the University to provide increased benefits to our students and staff, and enable UWS to operate more successfully in a competitive environment. Information technology has helped break down many of the natural barriers that have protected universities for many years. Students now have a large choice of providers and can easily enrol in overseas universities and industry based “universities”. There is now global competition for the “best” teachers and researchers. 

Ultimately, prospective students and staff will base their decision to join UWS on the perceptions of quality and the perceived value of the UWS product. The performance of the IT systems and infrastructure will greatly influence this perception. The McKinnon report on “Benchmarking A Manual for Australian Universities” (p11) affirms this view: “The adequacy of computing hardware and software services and telecommunications services and the competitiveness of either students or staff or both are at stake in almost every area of university life” 

UWS support services will play their part in achieving a quality environment:
· Implement an appropriate set of evaluation instruments 

· Recognised KPIs will be established and published. 

The standard of IT systems and infrastructure at UWS compares very favourably with those in any other Australian university. Notable achievements have been the development of a strong client focus amongst IT staff, highly functional University-wide IT systems and infrastructure, the success of the Oracle Financials and Callista implementations, the my.UWS portal, favourable feedback from customer surveys and informal sources of positive remarks. Nevertheless, many of the formal methods associated with quality management systems have yet to be fully applied to the deployment of IT. 

7.5.1 Issues, goals and related strategies 

Issue 1: Effective IT strategic management and planning 

The effectiveness of the IT function will be largely dependent on the established arrangements for its strategic management, leadership and operational management. It is important that there exists transparent organisational processes for policy formation, planning, resource allocation, project management, service management and accountabilities. 

UWS has a formal planning process consisting of a number of University-wide plans, operational plans and enabling plans. The IT Strategic Plan is an enabling plan that has been developed to support the defined business directions of the University, involving wide consultation with the University community. Obtaining “best value” from the University’s extensive investment in IT is contingent upon using technology to enhance the strategic capability of the organisation. 

Technology is changing the way organisations conduct their enterprise, and the commercialisation of the internet has been the most dramatic influence of all. Rapidly changing technologies and reducing life cycles of IT systems present strategic opportunities to organisations, but they demand a rapid response. The planning schedule and the planning horizon must be shortened to reflect this environment. 

Goal: Return the best value to UWS from its investment in IT 

Strategies: 

· Adopt the recommendations with respect to IT Strategic Management that are contained in this IT Strategic Plan 

· Maintain the IT Strategic Plan on an “as required” basis with a planning horizon of no more than three years, ensuring there exists: 

· clear articulation of strategies and their benefits 

· acceptance by the University community 

· closely linked planning and resource allocation 

· assignment of implementation responsibilities 

· milestone checks
· Establish a contingency fund to respond to unforeseen opportunities that are of strategic importance to UWS. 

Issue 2: Effective project, service and risk management 

The accrual of value from an investment in IT is contingent upon there being a successful implementation of a service as a project outcome, followed by effective operational management of the service throughout its complete lifecycle. 

Much of the work relating to the development of IT occurs as a unique set of activities with a defined outcome. IT projects are typically high risk, involve multidisciplinary teams from across the University, involve organisational change, and require large investments of resource. Their success depends on the adoption of effective project management and risk management practices. 

UWS wishes to provide IT services within the context of best practice, but it is important to design the service in accordance with the values of the University and to manage the expectations of the customer. There are also risks to operational services, arising from malfunctioning hardware, software errors, security violations, or limitation of public infrastructure beyond the control of UWS. The principle of “fitness for purpose” is important in the interests of returning the appropriate value to the organisation. 

Goal: Achieve a defined standard of project outcomes and a consistent standard of service delivery 

Strategies: 

· Adopt the recommendations with respect to Project Management and Risk Management contained in this IT Strategic Plan 

· Ensure all IT services conform to a consistent model for service management, which embrace the following principles: 

· there will be clear lines of accountability for the management of each service 

· service level agreements will define minimum expected service standards and key performance indicators. 

Issue 3: Enhancing and measuring performance 

A work culture embracing customer focus and continuous improvement will be an integral part of project management and service management practices. The balanced scorecard methodology should be adopted to measure and evaluate performance along four dimensions: 

customer focus, learning and growth, IT processes, and financial perspectives. 

Surveys are an important means of obtaining information about the level of services provided and surveys of students and staff should be carried out periodically to obtain feedback and to identify problem areas. 

Goal: Achieve defined quality standards in the deployment of IT 

Strategies: 

· Adopt the Balanced Scorecard approach to performance measurement, and develop performance measures for IT functions that support the 25 core benchmarks in the McKinnon report 

· Promote a work culture embracing a strong service orientation, and continuous improvement: 

· measure service performance against defined key performance indicators and expected project outcomes 

· benchmark with other organisations. 

7.6 Resource Planning 

Objective: To ensure that the application of resources to IT services is effectively planned and monitored to meet strategic and operational objectives 

Over recent years the Federal Government has significantly changed its policies and funding methodologies for higher education institutions across Australia. Consequently, there is now a much stronger emphasis on universities to be proactive in their planning, be financially self-reliant, diversify revenue sources, utilise resources in the most effective and efficient way, contain costs and improve service delivery. 

Where IT programmes address University-wide issues, resource planning and monitoring will need to be undertaken across the organisational boundaries of Colleges and Schools and divisions. A need has also been identified  to devise a costing methodology that would be used as a strategic tool in the future for planning, funding and budgeting purposes. The costs involved with providing access to the internet is becoming an issue within the University. 

7.6.1 Issues, goals and related strategies 

Issue 1: Resource identification for programmes 

In response to the current external and internal challenges, there is a need to ensure that resources are accurately allocated and costed to IT programmes, in addition to the clear identification of tangible and intangible benefits. 

IT programmes are separated into those associated with the provision of operational services and development projects associated with the implementation of the IT Strategic Plan. The life cycle of some IT programmes will span multiple years, requiring the allocation of funding and other resources across annual budget boundaries. The planning of resources for programmes will be a collaborative exercise between project sponsors, steering committees, project managers and stakeholder organisational units. 

Personnel to staff specific programmes will generally be sourced internally from various organisational units. Thus it is important for individual units to develop their own resources plan, reflecting the same planning horizon as the IT Programme Portfolio, to ensure that appropriate resources are available to staff the programmes as they are scheduled. 

Goal: Identify clearly the resources required for an IT programme and the benefits achieved from its undertaking 

Strategies: 

· Develop a Programme Portfolio comprising a range of financial and non-financial data for each programme/project associated with the provision of operational IT services and the implementation of the IT Strategic Plan 

· Establish budgets based on life cycle costing models for each programme/project addressing capital, ongoing operational and human resource costs and benefits 

· Establish benefit realisation plans for all programmes/projects related to the implementation of the IT Strategic Plan 

· Develop HR resource plans for organisational units that are providing resources to staff the various programmes/projects 

· Develop a programme performance reporting system including service level agreements (SLAs) for each operational IT service programme 

· Develop an Activity Based Costing model  that will be used to cost IT services, benchmark services, price services and support the development of SLAs 

· Develop mechanisms to monitor and elevate efficient use of physical resources, e.g. internet billing of customers based on actual usage. 

Issue 2: Supplementing internal IT skills and resources from alternative sources 

Technology is changing rapidly, and there are increasing demands and expectations being placed on the provision of IT systems and infrastructure to service UWS. Suitably skilled staff to work on projects and support operational services are often in short supply. An industry wide trend towards sourcing IT solutions and services externally has become apparent and will be adopted by UWS where it is appropriate to do so. A key principle in utilising external solutions and external services, is that the overarching management of the processes involved must be led by UWS staff, as it is they who have the local knowledge and organisational interests as a first priority. 

Goal: Supplement internal staff resources with the effective deployment of consultants, contractors and outsourcing services 

Strategies: 

· Evaluate sourcing options for IT projects and IT services, and determine appropriate method (e.g. in-house, outsource, partnering, rapid sourcing) 

· Explore partnering opportunities with other organisations to share skills in short supply and other resources 

· Continue to conduct regular benchmarking with other universities and organisations to identify best practices in IT staff sourcing 

· Develop skills and resource allocation databases of IT staff to aid in project resourcing 

· Develop the management skills of UWS IT staff so that external contracts can be managed effectively, particularly skills in these areas: 

· writing and evaluation of tenders and “Requests for Proposals” (RFPs) 

· service level definition and monitoring of key performance indicators 

· contract negotiation and contract management 

· project management. 

Issue 3: Escalating costs in internet usage 

The UWS connection to the internet is provided by the Australian Academic Research Network (AARNet) which is a non-profit organisation whose shareholders are all Australian Universities and the CSIRO. 

UWS is billed for its internet access based on the volume of incoming traffic. The cost to the University in 2007 was $800k, and based on current usage trends the estimate for 2008 is approximately $1.38 million. 

Changes in learning and teaching methodologies are resulting in dramatically increased usage of the internet, enabling flexibility and empowering students. However the University must take action to stem the amount of recreational use of the internet that contributes to escalating costs. 

The charges associated with internet services are not widely understood. A new system of mandatory proxy authentication for internet usage should be developed to enable charges to be allocated more accurately and provide for accounting on an individual user basis. This would enable Colleges and Schools to closely manage their internet usage and ensure that this valuable resource is applied to the best advantage of the academic and research pursuits of the University. 

Goal: Minimise costs through efficient and effective internet usage while strongly supporting flexible learning and teaching 

Strategies: 

· Develop an Internet Charging System and publish details on how internet charges are incurred 

· Consider the implementation of a quota management system for internet usage 

· Develop and publish guides that explain how to minimise internet costs 

· Investigate and implement mechanisms such as improved caching to improve the efficiency of internet usage. 
7.7 Privacy and Information Technology Security
Objective: To safeguard the confidentiality of personal information provided to the University and privacy in the use of UWS IT resources 

It has often been necessary for organisations to maintain records of a personal and/or confidential nature about their customers. Advances in technology have meant that this type of information is relatively easy to accumulate. The development of internet systems and the use of cookies and other tracking mechanisms have enabled organisations to monitor customer activity and to have the potential to exchange or on-sell that information to other interested parties. 

It is vital that regulations in respect of the privacy of personal and corporate details be established and implemented. A culture of confidentiality already exists within the University and arrangements for protection of personal information presently in place address many of the obligations imposed by the Privacy Act. The University is not in the habit of collecting unnecessary personal data and student information is never handed over to third parties. 

It is important that UWS continues to act proactively and adopts policies and procedures to create a workplace culture where all staff and students are aware of and respect privacy issues, and the consequences of ignoring them. 
7.7.1 Issues, goals and related strategies 

Issue 1: Protection of personal information 

The widespread adoption of Information technology systems and infrastructure by organisations, including UWS, has created an unprecedented degree of inter-connectedness between individuals and recorded information. Students, staff and external clients must be assured that personal, corporate and financial details they supply will not be used for purposes other than the original intent. Without adequate policies, controls and educational practices being in place, there are dangers that information may be inappropriately used. 

The duties of some IT professionals are such that they have the potential to access confidential data. Others design systems that grant third parties access to stored information. It is imperative that staff involved in these activities are aware of their legal responsibilities and ethical obligations with respect to privacy issues. 

Members of the University community must also be confident their rights are being protected. 
Goal: Maintain a strong focus on privacy issues in current and future IT initiatives 

Strategies: 

· Develop a University IT Privacy Policy supporting the UWS Privacy Policy that conforms with the State legislation 

· Include information and advice on “Acceptable Use of IT” policies as part of orientation and induction of new students and staff 

· Implement security mechanisms and procedures that safeguard electronically stored personal information from misuse or loss, unauthorised access, modification or disclosure 
· Urgently developing more current and better practice policies/protocols and procedures in terms of the IT systems to support the privacy policy (eg update the 2003 IT security policy , IT remote access policy, IT systems implementation policy, mobile telephone policy etc)
· Further incorporating design principles in all IT developments that ensure that privacy rights are a paramount concern. 
· Raising security awareness of staff and students
· Next ActionsTrain staff with access to student and staff records to ensure that they are aware of privacy obligations 

· Develop a website that informs University students and staff of their rights to privacy, and obligations for preserving privacy 

· Incorporate design principles within any new IT initiative that ensure privacy rights are a paramount concern. 
8. Next Actions 

· The publication of the IT Strategic Plan document is a significant event in the IT strategic planning process. However the emphasis of the document is at the strategic or visionary level and not the tactical or implementation level. 

· To be effective, an IT Strategic Plan must be extended from a strategic to a tactical focus. This is achieved by the development of an IT Programme Portfolio, which identifies a number of programmes with their underlying projects, that will enable the achievement of the strategies described in the IT Strategic Plan. 

· The level of detail shown in the IT Programme Portfolio will be regularly revised throughout the life of the IT Strategic Plan. Projects for the upcoming twelve month period will be defined to a concept level, addressing scope and objectives, cost and benefit projections and a timeline, with declining levels of detail for those that constitute the remainder of the plan. In addition the portfolio will contain a high-level overall implementation schedule and a resource plan. 

· In order for the portfolio to be completed there needs to be a number of preliminary steps undertaken: 

· Approve IT Strategic Plan – the Executive should review the content of the plan, identify any areas for change or further development and subsequently approve the content for adoption as an official university plan [image: image3.png]



PAGE  
88
19/08/2008

