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Introduction
What an IT strategy is
An IT strategy is a process that organization goes through to identify and define a portfolio of projects
that will help your reservation achieve strategic goals.
In order for the strategy to be successful, these projects must be staffed and budgeted. Otherwise, it's a
nice report that sits on the shelf while the organization continues to allocate its IT resources in an ad hoc
and reactive manner. It is important, then, that the IT strategy feed into the districts formal budget
process.

Process
We assembled representatives from all the colleges and most of the functional areas. The team met
monthly starting in September and culminated its work in early January. Using the district's overall
strategic goals as a reference, identify problems and shortcomings with the districts existing IT capability
that would constrain the district from meeting the strategic goals. The workgroup felt of the
shortcomings could be organized into 5 themes:

Institutional ability to deliver


The overall lack of project management skills in the district has resulted in either projects failing
or else expensive consultants being hired to drive projects to completion.



IT governance, the process by which decisions are made and standards are established, has been
weak at best.



The district does not have well-defined and established IT processes. Instead, IT services are
demanded and delivered in an ad hoc, uncoordinated fashion, Resulting in unhappy customers and
overworked, demoralized IT staff.



There are big holes in the IT skill sets necessary to support PeopleSoft. the district PeopleSoft
team is understaffed, and does not have the range of skill sets necessary to support even day-today maintenance of the system, much less implement new modules and impartiality, resulting in a
heavier reliance on consultants.

Sustainable IT infrastructure


Tech refresh (that is, the set of processes and policies that ensures that an organization renews its
technology infrastructure and adequate level to support its business operation) is ad hoc and
unplanned.



It is highly dependent on bond and other, one time funding sources.



There is a highly uneven distribution of IT capability not only between the colleges and the district
office, but also within the colleges themselves.
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There are no standards or economies of scale and procurement. Purchases of IT assets are done in
an ad hoc and uncoordinated fashion, resulting in the district as a whole getting less value for its
dollar of IT investment. Given that the IT asset base for the district as a whole is between 10 and
$15 million, there are significant opportunities for a more standardized and coordinated the
curative process.

Reduce back-office costs


HR, finance, procurement, IT, and district governments are all necessary to the effective operation
of the colleges. The question is how to get better service on these functions at lower cost, Freeing
up resources for delivery of services to students.



Much of the cost of the back-office is in transaction processing. The district has a major asset that
can help with reducing the overall cost of transaction processing: it owns a large number of
PeopleSoft modules, only a few of which it has implemented.

Business intelligence


The district is deluged with data from its transactional systems but has limited ability to make
good use of it.



Student data is an exception. Starting in 2008, the district built a student data warehouse that has
become a critical resource enrollment management.



Traditional reporting is about control and accountability (and there's lots of room for
improvement in this area at the district), business intelligence is about gaining insight based on
hard data and in developing strategies based on those insights.



As part of the student data warehouse project, the district walked a world-class business
intelligence tool: oracles business intelligence enterprise edition, or OBIEE. In addition, the district
has, as part of its overall PeopleSoft license, prebuilt data warehouses for finance, HR, and
procurement.

Mobile learning


With the explosive growth of smartphones and tablets, the digital divide is dying a rapid death.



While many of our students may not have access to broadband and their homes, wireless access to
smart phones is becoming nearly ubiquitous in public spaces such as coffee houses, libraries, and
entire college campuses.



50% of the devices that are attached to the Internet are not traditional PCs or laptops, but the
District is still building systems and delivering content only to traditional PCs.



Our students are increasingly abandoning traditional PCs and hardwire connections for
smartphones and tablets connected through Wi-Fi or 4G cell service. This is the YouTube, wireless
generation. Their expectation is that they have access to all content, any time, anywhere.
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Project Identification and Prioritization
This then led to the identification of potential projects and technologies that would help address those
shortcomings. We then fleshed out those potential projects to define the benefits, to estimate the costs,
and to delineate the risks. We brought the detail project descriptions back to the workgroup and went
through an exercise of prioritizing them based on relative benefit, cost, and risk.


Priority A projects would be of limited within the next 2 years, constrained, of course, but
available budget and organizational resources.



Priority B projects will begin later in year 2 if capital remained from implementing the priority a
projects.



Priority C projects would be postponed until years 3 to 5 or resources were obtained sufficient to
implement them.
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Projects
The IT strategy workgroup identified 31 potential projects to be incorporated into the strategy. These
were organized under the themes identified above. Detailed descriptions of each project can be found in
Appendix 3. Each project description discusses the reasons for the project, and estimates the costs and
benefits, as well as discussing the risks that might be associated with the project.

Institutional ability to deliver
Priority A



Institutionalize staff training and professional development.
Implement ITIL-Lite the colleges and at the district.

Priority B



Provide project management training for staff.
Create a project management office.

Sustainable IT infrastructure
Priority A








Standards-based procurement
Rationalize overall district IT spend with a consolidated IT budget.
Reduced total cost of ownership by shifting to lease and service agreements for desktop
installations.
Manage print.
IT asset and device management.
Web-based e-mail.
Upgrade to PeopleSoft version 9.1.

Priority B



Virtualization of laptops and desktops.
Create a strategy for cloud computing and virtualization of the data center.

Reduce back-office costs
Priority A





Electronic personnel assignment form.
Document management.
Student financial aid system.
Time, labor, and attendance management.

Priority B




Classroom scheduling.
Field service.
Implement asset management.
5




Automated budget development system area and
Adjunct FTS tracking.

Priority C


ePprocurement.

Business intelligence
Priority A


Financial data warehouse.

Priority B





HR data warehouse.
Procurement data warehouse.
Bond program public reporting.
Student data warehouse.

Mobile learning
Priority A


Increase bandwidth and improve user experience with wireless at colleges.

Priority C


Streaming content from smart classrooms to mobile devices and other web platforms.
Mobile templates for PeopleSoft/passport.
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Numbers
Budget
Budgets were estimated for each project at a relatively high level. The estimates may be revised
substantially upward or downward after a detailed requirements studies done as part of the project
planning. Given that, we believe that these budgets in summary represent a reasonable estimate of the
overall level of expenditure necessary to fully implement the strategy.

The costs for each project were estimated for both internal staff time and external costs such as
consultants, software, hardware, and training. The table below summarizes the external costs.
Prriority A
Hardware
Software
PM Consultant
Tech Consultant
Training

Prriority B

2012

2013

$250,000
$260,000
$275,000
$2,205,000
$55,000

$50,000
$160,000
$90,000
$1,050,000
$50,000

$3,045,000

$1,400,000

$200,000

2012

2013

2014

2015

$270,000
$100,000

$250,000

$250,000

$1,100,000

$450,000

$770,000
$100,000
$0
$1,550,000
$0

$1,470,000

$700,000

$250,000

$2,420,000

2013

2014

2015

Hardware
Software
PM Consultant
Tech Consultant
Training

Prriority C

2012

Hardware
Software
PM Consultant
Tech Consultant
Training

By Year

2014

2015
$300,000
$420,000
$365,000
$3,455,000
$105,000

$200,000

$4,645,000

$200,000
$50,000

$200,000
$50,000
$0
$1,000,000
$0

$1,000,000

2012
$3,045,000

$0

$1,250,000

$0

$1,250,000

2013
$2,870,000

2014
$2,150,000

2015
$250,000

$8,315,000
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Many of these projects will be eligible to be funded from measure E, which currently has $5 million
allocated for IT projects. Others will be required to go through the standard annual budgeting process
and compete with other priorities for budgets from the general fund.

People
All of the projects in the strategy require some level staffing by district employees. The larger projects
will require full-time staff participation over an extended period of time. Not having adequate staffing on
the projects and relying solely on consultants introduces considerable risk to the success of the projects.
The cumulative scope and timing of the projects implies that additional IT staff need to be hired. As
indicated by the table below, 2 full-time district project managers are needed in 2012, and four in 2013.
The demand for project managers in this strategy tails off in 2014 in 2015, but the table does not account
for projects that may be identified in subsequent years. In addition, 2 or 3 PeopleSoft
programmer/analysts will be required over and above the staff that maintain and operate the system on
a day-to-day basis.
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Risks and success factors
Risks and success factors are opposite sides of the same coin. Only by keeping the success factors in clear
view and closely managing the risks will this ambitious program be successful. Here the principal risk
areas and their components.

Execution and project risk
It is critical that each project have adequate staff participation. Particularly for large projects, it is
important that staff are assigned full-time to the project so that they are not being continually pulled
away to work on operational issues.
Strong executive sponsorship is also necessary for project success. These projects must not be seen as
solely IT’s responsibility. Strong executive sponsorship signals to your organizational unit that the
project is important to improving the operations of the district and its ability to serve the students.
It is important for the district to develop a strong culture of project management. It cannot do that by
relying solely on consultants for project management. It must devote the resources necessary to train
staff and managers in project management best practices, and to develop or hire at least 2 full-time
project managers.
Consultants will be necessary in some, but not all projects. There are principles, however, that can be
used to derive the fullest value out of the use of consultants.


Go for quality and experience over cost in the selection criteria. A top technical consultant that can
be as much as five times more productive than average technical consultant, but will usually only
cost 30-40% more in hourly rate. The increase in productivity more than pays for the cost
differential.



To the extent that it can, the district should rely on its own full-time project managers and rely on
consultants only for technical tasks.



Most organizations are ill-equipped to support applications and technologies that have been
implemented by consultants because they do not allow staff to work full-time in the project in
order to get the knowledge transfer. In projects where there is a knowledge transfer component,
the district should assign technical staff to pair up with the technical consultants for the duration
of the project. One best practice is to assign District staff to develop the technical documentation,
rather than relying on consultants to do that and then hand it over at the end of the project.

Change management risk
Most of the projects in this strategy will involve some change of behavior on the part of district staff,
faculty and even students. For instance, the ITIL-Lite project will require the IT staff at the college and the
district to provide services in a standard, uniform way. Others, such as document management, electronic
PA form, and financial aid, may involve substantial changes in current business processes in order to fully
derive the benefits of the systems. So it is important that the end-users of any of these systems be fully
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engage from the start of the project through completion of the life. Strong project management and
project executive sponsorship are crucial in managing the risks of organizational change.

Benefit risk
Many large IT projects fail to deliver the benefits that were intended when the project started. The push
to finish on time and on budget can overwhelm all other considerations, resulting in cutting corners and
poor risk management. So it is critical that during the project that the intended benefits are always kept
front and center is a measure of project success. One objective way to do this is to measure organizational
performance in the areas targeted by the project and then to do the same measurements after the project
is implemented and stabilized. Best practice is to do this as part of a comprehensive post implementation
review for each project. This will ensure both accountability and, over time, will improve the overall
organizational ability to manage projects so as to achieve the benefits intended.
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Governance and accountability
If responsibility for the success of this IT strategy rests solely upon the IT organization, it will likely fail.
All the projects within the strategy require strong buy-in and participation by the colleges and the
functional areas. The way to do that is to have strong, effective shared governance.
Each project in the strategy should have some oversight body, typically a steering committee consisting
of the executive sponsor, the project manager, the IT champion, and representative end-users. The
steering committee’s responsibility is to ensure the project’s goals are being met and that the risks that
could lead to project failure are identified early and communicated broadly. It is important that the
executive sponsor (typically, the vice chancellor for the division which is the primary beneficiary of the
project) and the CIO have joint responsibility for project.
For the strategy as a whole, the District Technology Committee (DTC) is well-positioned to provide that
strong governance. The CIO should report monthly to the DTC on the status of the projects currently
being implemented. The DTC, in turn, should report to the Chancellor, who should periodically report to
the Board of Trustees on its progress.
DTC should report to the board annually on the progress of the implementing a strategy. This report
should focus, not just on project completion, but rather on whether the intended benefits are, in fact,
being realized.
Also, because the world and technology are not static, the IT strategy should be revised and updated
annually. Principal responsibility for this will lie with the CIO, but the DTC should affirm it and forward it
through the governance process for final approval by the Board of Trustees.
Finally, the District should consider using external quality assurance oversight on large, high-risk
projects such as Financial Aid or Time, Labor and Absence Management. While this can add 5-10% to the
overall cost of a project, it can identify early on factors that can lead to project failure.
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Appendix 1: Proposed Schedule
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Peralta Project Portfolio : Projects

Timeline of IT Strategy Projects

Timeline of IT Strategy Projects

2012

Project

Q1

2013
Q2

Q3

Q4

Q1

2014
Q2

Q3

Q4

Q1

Q2

Sustainable
IT
Infrastructure
Standards Based
Procurement
Rationalize IT
Spend with a
Consolidated IT
Budget
IT Asset and End
Device Management
Web Based Email
Upgrade to
PeopleSoft ver. 9.1
Reduce TCO with
Lease/Service
Agreements
Managed Print
Virtualization of
Laptops and
Desktops
Create a Strategy
for Cloud
Computing &
Virtualization of the
Data Center

Business
Intelligence
Financials Data
Warehouse
Bond Program
Public Reporting
Data Warehouse
Update to Student
Data Warehouse
HR Data Warehouse
Procurement Data
Warehouse

Back Office
Efficiency
Document

https://www.quickbase.com/db/bgedfwhky?a=q&qid=28&dlta=pr~&pt=s

1/2
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Peralta Project Portfolio - Timeline of IT Strategy Projects

Document
Management
Electronic PA Form
Student Financial
Aid
PeopleSoft Field
Service Module
Classroom
Scheduling System
Adjunct FTEF
Tracking
PeopleSoft Asset
Management
Module
PeopleSoft Budget
Development
System
PeopleSoft
eProcurement

Institutional
Ability to
Deliver
Institutionalize IT
Staff Training and
Professional
Development
Implement ITIL-Lite
at the Colleges and
at the District
Create a Project
Management Office
Provide Project
Management
Training for Staff

Mobile
Learning
Improved Wireless
on Campuses
Streaming Content
from Smart
Classrooms to
Mobile Devices
Mobile Templates
for
PeopleSoft/Passport

https://www.quickbase.com/db/bgedfwhky?a=q&qid=28&dlta=pr~&pt=s
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Appendix 2: Summary of Projects by Prioity
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