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Executive Summary TC "Executive Summary" \f C \l "1" 
At first appearance, the information technology situation looks normal for our small regional university.  Upon closer inspection, there a number of opportunities to indeed make the situation normal: to improve quality and efficiency and would enrich and improve the quality of the teaching and learning process.

UNCP needs a plan that is forward thinking with regard to the nature of the educational environment (in terms of technology) that we wish to provide for our students, faculty and staff over the course of the next five years.

On the surface, things look reasonable, but below the surface the situation is dire.  There is too much “crying need” in order to be competitive in the higher education enterprise.  There are major ERP projects such as the current Banner project.  There are a myriad of services that today’s students, faculty and staff expect so that they can thrive in the educational environment.  There are compliance issues and government mandates.  UNCP is on the threshold of another SACS accreditation review in 2010.  The newly revised Principles of Accreditation include a number of institutional questions regarding information technology (IT). UNCP currently has shortcomings in each of these questions that must be addressed in its Compliance Certification and Quality Enhancement Plan.

There are a host of behind the scenes activities that are the heart of IT services.  And, there are just not enough resources, particularly staff resources, to meet the “crying need.”  University Computing and Information Services (UCI S) engineers and operates the university voice/data/video infrastructure. They provide assistance and training to students, faculty and staff. They also maintain and support campus computing laboratories and classrooms. In addition, UCI S is responsible for the UNCP enterprise information systems.

A working group of eight faculty and staff have come together to generate a list of current and future needs for information technology at UNCP over the next five years.  The work group identified 38 current and future needs.  9 items were identified as first priority for action as the resources become available.  The group determined that there are 3 important criteria that define the priority of current and future directions of IT.  They are:

· Consistency/high availability of service

· Support (people)

· Accessibility to services

In order to accomplish the first goal, there must be a stable foundation of IT infrastructure upon which to build the needed IT services.  While the work group of faculty and staff were holding their deliberations, UCIS staff was looking at gaps in the foundational Infrastructure and the backlog of current projects.  The UCIS staff assigned resource values to remediate the gaps and backlog current and future needs for information technology at UNCP over the next five years.  
The plan is straightforward: set the situation; secure funding; address the resources gaps in terms of people, hardware, software, maintenance – both recurring and onetime costs; and finally,  remediate gaps in foundational infrastructure, address the backlog of assigned work, and meet current and future needs in priority order.

Since the effort cannot be accomplished in the next few months, we have chosen to make this a 5 year effort.  

There are 5 recommendations as a part of the plan.  First and foremost, the overarching priority is to continue to try make limited progress on the needs while we secure the necessary resources – we cannot “take a vacation.”  Of the remaining, the first priority for funding is to cover existing contracts in force.  The next priority is to expand the staff of UCIS, followed by the priority is to modernization of the server and mass storage facilities at UCIS.  And finally, consider a list of funding sources that include the Expansion Budget cycle, possible tuition or fee increases, attaching the whole or part of the cost to special legislation, or seeking help from a University Benefactor.

5 Year Technology Plan

Good things are happening at UNCP!  UNCP is a dynamically growing institution with an increasingly enriched student life and learning experience.

There is a state of the art learning management system (Blackboard) for online course work and distance education opportunities.  Student computers in the campus laboratories are replaced with new technology every three years.

Resident students have use of the UNCP technology infrastructure 24 hour per day 7 days per week.  Students have self-service access to their academic progress 21 hours per day and 24 hours per day on the weekends.  Students have off-campus access to email campus events calendar via the internet/web.

There is a state of the art web presence to help recruit prospective students and make the application and admissions process efficient.  Current and prospective students, as well as other community individuals have unprecedented telephone access to campus services from off campus (during normal business hours).  The campus telephone system is state of the art

However, there are still plenty of opportunities to improve the technology environment for learning and teaching – to improve the quality and efficiency of the total college experience.

UNCP needs high availability and reliability of the learning management system (Blackboard) and other information technology (IT) services.  The campus community needs group collaboration tools that can enhance the learning experience and improve faculty/staff efficiency.  We need standardized classroom technology that can simply faculty preparation and thus contribute to the efficiency and quality of classroom activities.

The teaching and learning world is now 24 x 7 – 24 hours per day, 7 days per week with the advent of online instruction and around the clock life styles.  The availability of technology services such as helpdesk and access to information on academic progress also need to be around the clock.

Other pressing service needs include automatic deposit of refunds on overpayment of tuition and fees, a  university portal which would provide a single secure access point for all technology services for students, faculty and staff and a host of other technology services that would enrich and improve the quality of the teaching and learning process.

Challenge TC "Challenge" \f C \l "1" 
UNCP needs a plan that is forward thinking with regard to the nature of the educational environment (in terms of technology) that we wish to provide for our students, faculty and staff over the course of the next five years.

Current Situation

On the surface, things look reasonable, but below the surface the situation is dire.  There is too much “crying need” in order to be competitive in the higher education enterprise.  There are major ERP projects such as the current Banner project.  There are a myriad of services that today’s students, faculty and staff expect so that they can thrive in the educational environment.  There are compliance issues and government mandates.  There are a host of behind the scenes activities that are the heart of IT services.  And, there are just not enough resources, particularly staff resources, to meet the “crying need.”
UNCP is on the threshold of another SACS accreditation review in 2010.  The newly revised Principles of Accreditation include a number of institutional questions regarding information technology (IT).  In addition, the SACS Best Practices for Electronically Offered Degree and Certificate Programs asks the following questions.  A list of these questions can be found in Appendix A.  UNCP currently has shortcomings in each of these questions that must be addressed in its Compliance Certification and Quality Enhancement Plan.

The current Banner project is not the cause of our current dilemma.  Rather, it is just a high profile example of the challenges.  It has taken staff away from previous responsibilities, and there is a misconception that staff working on Banner will be “freed up” at conclusion of SCT contract.  It has taken financial resources away from other needs (the bulk of the funding for the project has come from unallocated Academic Affairs funds).  Banner, which is replacing our current legacy business information systems, carries dramatically increased costs for hardware and software maintenance services.

Increasingly, compliance issues require priority attention.  The auditing of IT policies processes and procedures insure that UNCP is adhering to State and Federal requirements. In addition, changes in Federal/state requirements impose additional workload (e.g.: Financial aid regulations change every 6 months).  Industries such as the credit card processing industry impose standards that must be met in order to utilize their services.  National initiatives such as Homeland Security result in laws or government rules/regulations (e.g., SEVIS, CALEA) that impact our workload and facilities.

Most IT services activity is behind the scenes.  The business of IT is like an iceberg – you can’t see most of it.  The network is more than just wires (switches, routers, access points, wiring closets, etc.).  It encompasses a host of services and requires constant monitoring, management, updating and troubleshooting.  Servers are highly complex applications, not just hardware.  Servers are the heart and sole of our technologies and services.  They handle our email. They provide our own internet web presence.  They give us access to the rest of the internet and web.  They give us access to nearly limitless information. All of these systems require constant updates for security and functionality improvements.  All of these system and application services require constant monitoring, management, and repair.  All of these activities require regular training, research, and testing.  Little of this activity is visible to our patrons and service community.

A work group of faculty and staff identified a number of current and future IT needs.  We need an office productivity suite of software tools that provide electronic mail, group calendaring, and collaboration tools.  The university would like to be able to electronically deposit refunds in students’ bank accounts.  The faculty and students would like a more reliable and available Blackboard course management system. Indeed, high availability is very important.  Blackboard currently is serviced from one server and as an unfortunate characteristic of becoming unavailable at just the wrong times.
Over 60% of our servers are over six years old. These older servers must be replaced.   High availability servers need to be redundant.  Faculty and staff are beginning to store increased amounts of multimedia files, thus straining the current resources.   It is imperative that we dramatically increase this valuable resource.  Faculty prefer to have standardization across classrooms so that they can expect to find the same technology in each room that they use.  A university portal environment would give faculty staff and students a common front door to the university information systems such as the UNCP website, Blackboard, BraveWeb and electronic mail.  Faculty and students, as well as staff, would prefer that they be required to only have one set of authentication credentials (login name and password).

UCIS does not have enough staff resources.  The systems and technology services are growing dramatically more complex, yet the current staff lacks responsible training – the current efforts are less than stop-gap.  If education and training are the shortcut to experience, then we certainly are taking the counterproductive approach to the task by asking staff to grab the manual and figure it out on their own!

UNCP has a growing backlog of assigned projects such as implementing a university portal, deploying wireless networking across the campus, outfitting classrooms and laboratories with adequate instructional technology tools, and providing the requisite faculty development programming in the use of the deployed technologies.  The current staff is unable to monitor systems and applications to head off problems.  Nor, are they able to deploy technology that has already been acquired!

Unfortunately, the size of the IT staff is not scalable to the size of the institution.  The systems that function in today’s public higher education are basically the same.  Economies of scale do not set in until there are about 45 staff members in the central IT organization.  UNCP has only one half that number.

Currently we are faced with four major challenges. The challenges are finding sufficient staff resources, maintaining current technology, getting through the banner migration, and finally, a finding a way to get out in front of these challenges.

To reiterate, UNCP needs a plan that is forward thinking with regard to the nature of the educational environment (in terms of technology) that we wish to provide for our students, faculty and staff over the course of the next five years.  In the course of this plan, we need to reflect on the IT issues that are addressed in our upcoming SACS review.  In short, we need to find a way to get out in front of these challenges.  We need to get enough resources.  We need to be able to pay our bills and, particularly, we need staff resources.

Background TC "Background" \f C \l "1" 
University Computing and Information Services (UCI S) engineers and operates the university voice/data/video infrastructure. They provide assistance and training to students, faculty and staff. They also maintain and support campus computing laboratories and classrooms. In addition, UCI S is responsible for the UNCP enterprise information systems.

The university voice/data/video infrastructure includes a Cisco based IP network which operates at 10/100 megabits per second to the desktop and at two gigabits per second across the campus local area network. The network is connected to and NCREN3 for external connectivity to the commodity Internet and the Abilene high performance research network. Telephony services are provided via a Bellsouth Centrex solution to the residence halls. The rest of the campus service is through an AVVID voice over Internet protocol (VOIP) telephone system. Interactive video services are provided via NCREN3 and utilize both MPG3 and H.323 protocols.

The primary server farm for UNCP is a mix of Compaq Alpha computers running the VMS operating system, Sun computers running the Solaris operating system, and Intel-based computers running a mix of MS server operating systems and the linux operating system.  The Novell operating system is used for directory, file and print services.

Assistance and training for students, faculty and staff includes a number of services. Our HelpDesk operates Monday through Friday from 8 AM until 5 PM. We have a desktop support staff which provides assistance to faculty and staff and troubleshoots problems. Our BraveTechs are a group of students specially trained to augment our desktop support staff and to serve on the HelpDesk. 

UCIS operates a training laboratory, located in 2202 Oxendine, as a facility for faculty, students, and staff training exercises. Computer literacy workshops are provided for students and training workshops are provided for faculty and staff on topics such as Blackboard or any other IT topic by request. UCIS also operates a student computer laboratory in the Sampson-Livermore library. This facility is staffed by a fulltime lab coordinator and a number of student laboratory assistance (LabTechs).

UNCP has 49 computer laboratories that contain 632 computers.  Incidentally, there are an additional 975 computers and faculty and staff offices.  Over 60% of the classrooms have data projectors while five classrooms have a store tablets and five classrooms have Smart boards.  There is one interactive video classroom and one interactive video conference room.  There is also a PMABS classroom. 

The enterprise information systems at UNCP include the blackboard learning management system, the SCT plus suite, and the SCT banner suite of information systems. The SCT plus suite is our legacy business information system. We are currently migrating from plus to the banner suite of applications.  In addition, UCIS operates the UNCP website and email services, as well as numerous less visible applications.

Currently we are faced with four major challenges. The challenges are finding sufficient staff resources, maintaining current technology, getting through the banner migration, and finally, a finding a way to get out in front of these challenges.

Only one UNC institution has fewer IT staff than UNCP. That institution is the North Carolina School for the Arts. We have three staff members to support the network (including telephony) and, and two staff members to administer the server farm, including all of the enterprise information system servers. We are currently unable to monitor servers and network devices, or to apply software updates and security patches to most servers. Finally, we do not have the staff to offer evening and weekend user services.  

The picture is a little better when it comes to technology refresh. The computers in our student labs are refreshed every three years. Faculty computers are refreshed every three years. Staff computers are refreshed using the computers that are replaced in the student laboratories and in faculty offices. On the other hand, more than half of our servers are more than six years old. A significant number of these older servers will no longer be eligible for maintenance coverage after December, 2005.

We are currently in the fourth year of a five year enterprise resource planning project (ERP) and the purpose of this project is to migrate our information systems from the SCT plus suite of products to the SCT Banner suite. This project is funded, for the most part, by Academic Affairs at the expense of academic programs.

Planning Activity TC "Planning Activity" \f C \l "1" 
A working group of eight faculty and staff have come together to generate a list of current and future needs for information technology at UNCP over the next five years. The members of that group are:

Dr. Tom Dooling, Professor of Physics

Mr. Ollie Bishop, Asst. Professor, Business Administration & Economics

Mr. Tom Jackson, Exec. Director, UCIS

Ms. Ila Killian, Asst. Vice Chancellor, Business Affairs

Dr. Maurice Mitchell, Assoc. Vice Chancellor, Information Resources

Dr. Elizabeth Normandy, Director, Teaching and Learning Center, Professor,                 Political Science

Ms. Cindy Saylor, Systems Librarian

Ms. Debra Thompson, Director, Instructional Technology, School of Education

The group determined that there are 3 important criteria that define the priority of current and future directions of IT.  They are:

· Consistency/high availability of service

· Support (people)

· Accessibility to services

The work group had consensus that the first priority in the five year plan is to accomplish three goals. The first goal is to provide stability and high availability of the technology infrastructure. The second goal, in fact, extends the first in that the work group feels that it is imperative that sufficient support in terms of IT staff be provided to affect all dimensions of the plan. And finally, the work group feels that accessibility should be improved to all IT resources including services and people.

While the work group of faculty and staff were holding their deliberations, UCIS staff was looking at gaps in the foundational Infrastructure and the backlog of current assignments.  The UCIS staff assigned resource values to remediate the gaps and backlog.
Gaps in Foundational Infrastructure and Backlog TC "Gaps in Foundational Infrastructure and Backlog" \f C \l "1" 
In order to accomplish the first goal, there must be a stable foundation of IT infrastructure upon which to build the needed IT services.  The elements of the foundation infrastructure, as well as the backlog of service and application requests, are listed in Table 1 on the next page.  Also depicted in the table is a gap analysis with respect to hardware and software.  The gap for personnel is across all elements of the foundation and, indeed, all services built upon what foundation exists at present.

Table 1 without explanation is far too cryptic and abstract. The columns labeled 1, 1.5 through 6 constitute the priority for addressing the current gaps in services.  For the most part the services already exist but are so out of date as to make any work on dependent services a waste of time and energy.  In most cases, the gaps that must be addressed are the updating of the hardware and the software systems (note the legend that indicates which services/applications that need hardware or software updates).  The rows in Table 1 correspond to the functional responsibility areas within UCIS.

Here is just a smattering of the cryptic acronyms used in Table 1.  DHCP is the service that provides a temporary internet address to computers that log on to the UNCP network.  ERP stands for enterprise resource planning, or the industry nomenclature for a Banner-like project.  SAN is storage area, network – systems that reside on our network whose sole function is to provide reliable and accessible disk space for storing files.  File/print is the service that channels your files and print jobs to other resources on our network, for instance, the F: drive where your work files are stored so that they can be backed up on a routine and frequent schedule.  Anti-virus push is a service that “pushes” out anti-virus updates to your desktop computer on at least a daily basis.  The “modeling” referenced in the table is the creation of very sophisticated models of the data in our business information systems that can make the creation of reports and information queries so much more productive and efficient.

Once the foundational infrastructure is addressed, we can tackle the backlog of services and application requests.  Not surprisingly, several of the services and applications identified by the work group are already in the backlog of existing request – that “crying need” that was noted at the beginning of this narrative.  The backlog of tasks and projects has been building for at least the last 5 years.  The problem has reached critical proportions.

Table 1 also contains the priorities for working off the backlog at the same time that UCIS addresses work that has contract-driven timelines such as the Banner project and facilities renovation and construction projects.

There are a few of the Current and Future Needs (see below) that can be addressed as we move forward to remediate the gaps in the foundational infrastructure.  We will tackle those as the resources become available.

	
	1
	1.5
	2
	3
	4
	5
	6
	Later

	Network
	S,H - Basic servers (DHCP, etc)


	S,H – Mgmt  & monitoring

S,H - Security


	
	
	
	
	
	Switches

Routers

Wiring/closets

Voice

WAN

WLAN

	Servers
	S,H - Directory


	
	S,H - SAN

S,H - Backup

S,H - File/print


	
	
	
	
	H  - Database

S,H - Application servers

S,H - security

	Services
	ERP (Banner)
	
	
	H - Black-board
	Email/groupware

Anti-virus/spyware/spam
	S,H - Datamart/warehousing


	
	H - Web

H - Self service

H - Proxy

S,H - security

	C
	Renovation & construction projects
	Equipment refreshs
	
	
	
	
	
	

	D
	Personnel recruiting, hiring, etc.
	IT career banding initiative
	
	
	
	
	
	

	Desktop
	
	
	
	
	S,H - Anti-virus push


	
	S,H - Patch push
	

	Database
	
	
	
	
	
	
	
	Oracle

SQLServer

MySQL

postgres

	Environmental
	S,H - Power/UPS
	S,H - AC/heat/humidity
	S,H - Fire suppression
	· 
	S,H - Monitoring: fire, water, heat, humidity, access, power
	S,H - Physical security
	
	

	Applications
	Finance modeling
	S,H - Touchnet suite
	
	CFNC
	HR
	HR modeling
	
	

	A
	S,H - PCI
	
	
	
	
	
	
	

	B
	H - OSP
	
	
	
	
	
	
	

	X


	Finance

Student

Positive pay

Student cleanup
	
	
	
	
	
	
	DARS

R25/S25

PeopleAdmin

PeopleClick

Student modeling

ADS cleanup

Procedures

Luminus

ODS

DRP


Table X.  Foundational Priorities and Backlog of Projects

H – Hardware upgrade             S – Software upgrade

Current and Future Needs TC "Current and Future Needs" \f C \l "1" 
The work group identified 38 current and future needs.  A complete listing of the items can be found in Appendix B.  9 items were identified as first priority for action as the resources become available.

According to the working group, the most pressing needs are the following:

· Groupware – We need an office productivity suite of software tools that provide electronic mail, group calendaring, and collaboration tools.
· Electronic funds transfer -- The university business office would like to be able to transfer funds electronically from university accounts to non-university accounts.  For instance, the university would like to be able to electronically deposit refunds in students’ bank accounts.

· Blackboard environment – The faculty and students would like a more reliable and available Blackboard course management system. Indeed, high availability is very important.  Blackboard currently is serviced from one server and as an unfortunate characteristic of becoming unavailable at just the wrong times.
· Server rotation – Over 60% of our servers are over six years old. A significant number will become ineligible for maintenance services as of January, 2006. These older servers must be replaced. We need to place all of our servers in our server farm on a periodic refresh cycle. In addition, we have a number of critical service servers that require high availability. These high availability servers need to be redundant.

· Server storage space -- UNCP is currently down to just over a gigabyte of storage space for faculty and staff files. It is imperative that we dramatically increase this valuable resource. Faculty and staff are beginning to store increased amounts of multimedia files, thus straining the current resources.  The current file storage system is at its physical and logical limit.

· Minimum/optimum classroom equipment requirement -- Faculty prefer a minimum or optimum setup for their classrooms. They prefer to have standardization across classrooms so that they can expect to find the same technology in each room that they use.

· Portal – Luminus -- SCT’s Luminus product performs a number of functions. Among those functions is the ability to tie third party products into the Banner suite. Third party products such as Blackboard can work in real time with Banner. Luminus also provides a university portal environment which gives faculty staff and students a common front door to the university information systems such as the UNCP website, Blackboard, BraveWeb and electronic mail.  Installation of Luminus is a part of the Banner project.

· Single authentication -- Single-authentication is more popularly called “single sign-on”. Faculty and students, as well as staff, would prefer that they be required to only have one set of authentication credentials (login name and password). Consideration should be given to biometric technology for authentication.

· Datamart– Operational Data Store (ODS) is a part of the Banner project. ODS is SCT’s implementation of a Datamart. A Datamart would dramatically improve the ability to efficiently, and with minimal training, query data stored by the university.

Elements of the Plan TC "Elements of the Plan" \f C \l "1" 
The plan is straightforward: set the situation, as has been done above; secure funding; address the resources gaps in terms of people, hardware, software, maintenance – both recurring and onetime costs; and finally,  remediate gaps in foundational infrastructure, address the backlog of assigned work, and meet current and future needs in priority order.

It is important to note that without the additional staffing, the backlog will continue to grow with some of those backlogged items being compliance issues.  We cannot meet the compliance requirements while maintaining existing services with the existing staffing level.

Since the effort cannot be accomplished in the next few months, we have chosen to make this a 5 year effort.  The timeline for executing the plan is portrayed in Table 2 below.

Table 2.  5 Year Plan Timeline

                                     7/2005                  7/2006                     7/2007                 7/2008                      7/2009               7/2010               7/2011


Develop Plan

Secure Funding

Staffing

Equipment                     [As Required]

  Acquisition

Infrastructure gaps

Backlog

New Projects

Cost to Implement the Plan over the 5 years TC "Cost to Implement the Plan over the 5 years" \f C \l "1" 
Costs fall into 5 categories:  Required to cover current obligations not funded in the current budget, needed infrastructure equipment, funds for contracting and consulting services, additional staff, and finally, supplies and services that additional staff will require to do their jobs.  A summary of the cost of implementing this plan are provided in Table 3 below.  Additional cost detail is provided in Appendix C.

Unfunded Current Contractual Obligations.  Universities are currently wrestling with several areas where costs for necessary contractual services increase in the face of flat or declining budgets.  One of these costs is for utilities such as electricity and water, while another is for maintenance services for IT hardware and software.  The growth of our network and the additional software necessary for our Banner implementation make our situation even more precarious.  We currently have $348,769  in maintenance contracts that are not covered in the current budget.  That number will escalate  by between 4% and 10% per year for the foreseeable future.  If we add any new services which require additional hardware and software licenses, the number will increase even more dramatically.

Unfortunately, many if not most of our software maintenance contracts also cover our “right to use” the products.  If we drop the contract, we likely will no longer be able to use that product.  This is true for nearly all of our most important information systems such as Banner and Blackboard.

In addition, we have two years remaining in our part of the UNC Shared Services Alliance Banner project.  We are contractually obligated to pay our “fair share” of the project costs to the contractor, SCT.  These annual costs are based upon the activities for the year as well as the nature of the participation of the various campuses.  The projected share for next year is $505,306, which include consulting assistance from SCT.
Equipment. Over 60% of our servers are over six years old. A significant number will become ineligible for maintenance services as of January, 2006. These older servers must be replaced. At the same time, these servers require high availability and thus need to be redundant.

UNCP is currently down to just over a gigabyte of storage space for faculty and staff files. It is imperative that we dramatically increase this valuable resource. Faculty and staff are beginning to store increased amounts of multimedia files, thus straining the current resources.  The current file storage system is at its physical and logical limit.  The cost to replace that out of date servers and add the necessary additional storage, in the form of a storage area, network (SAN), is $692,212.
We need to place all of our servers in our server farm, as well as our network equipment, on a periodic refresh cycle.  The refresh cycles vary by the nature of the equipment.  While desktop computers need to be refreshed every 3 years, network equipment and some servers must be replaced every 4 years.  For some other servers, a 5 year refresh cycle is adequate.  The cost to put us on an adequate refresh cycle begins at $822,244 and is subject to annual inflation.
Finally, additional staff require workstation equipment and furniture.  The first year costs for this are $19,600.

Table 3.  Funding Priorities

	
	2005-2006
	2006-2007
	2007-2008
	2008-2009
	2009-2010
	Total

	Required - these bills coming in
	854,075 
	645,732 
	426,409 
	439,182 
	452,405 
	2,817,803 

	    HW & SW Maintenance 

    (unfunded)
	348,769 
	414,228 
	426,409 
	439,182 
	452,405 
	

	    Banner contract (non-   

    maintenance)
	505,306 
	231,504 
	0 
	0 
	0 
	

	Equipment
	1,534,056 
	860,511 
	886,318 
	912,488 
	939,443 
	5,132,816 

	    Servers & SAN
	692,212 
	0 
	0 
	0 
	0 
	

	    Equipment Refresh 

    (capital – unfunded)
	822,244 
	846,911 
	872,318 
	898,488 
	925,443 
	

	    Equipment (new staff)
	19,600 
	13,600 
	14,000 
	14,000 
	14,000 
	

	Consulting/Contracting
	175,000 
	175,000 
	425,000 
	425,000 
	425,000 
	1,625,000 

	    Infrastructure – Systems
	25,000 
	25,000 
	25,000 
	25,000 
	25,000 
	

	    Infrastructure – Network
	150,000 
	150,000 
	150,000 
	150,000 
	150,000 
	

	    Infrastructure – 

    Applications
	0 
	0 
	250,000 
	250,000 
	250,000 
	

	Staff
	554,053 
	314,015 
	258,258 
	242,615 
	242,615 
	1,611,556 

	    New Positions/Salaries
	554,053 
	314,015 
	258,258 
	242,615 
	242,615 
	

	Staff Supplies & Services
	13,450 
	24,550 
	34,300 
	88,116 
	95,216 
	255,632 

	    Infrastructure – Systems
	2,700 
	4,050 
	4,050 
	4,050 
	4,050 
	

	    Infrastructure – Database
	2,150 
	2,150 
	2,150 
	2,150 
	2,150 
	

	    Infrastructure – Network
	2,150 
	4,300 
	6,450 
	6,450 
	6,450 
	

	    Infrastructure – 

    Applications
	6,450 
	10,750 
	15,050 
	17,200 
	19,350 
	

	    Infrastructure - Client   

    Services
	0 
	3,300 
	6,600 
	11,550 
	16,500 
	

	    Infrastructure - Academic 

    Computing
	0 
	0 
	0 
	46,716 
	46,716 
	

	
	
	
	
	
	
	

	Total
	3,130,634 
	2,019,808 
	2,030,285 
	2,107,401 
	2,154,679 
	11,442,806 


Note: More detail of the expected expenditures is provided in Appendix C.  The format of Appendix B is that employed for budget request building at UNCP.  Additional tables are provided with each worksheet in support of the costs presented.

Consulting/Contracting.  In an effort to control personnel costs as much as possible, we use contractors and consultants to implement new systems and address special situations that are beyond the capabilities of our current staff.  This has worked well  as our network has expanded and we added new functionality such as the Voice over IP telephone system and wireless network access on a limited basis.  It have also been invaluable during our Banner migration.  We believe it will continue to be a cost effective practice in the future.  Thus, we have estimated costs throughout the 5 year span of this plan.  The estimate for next year is $175,000.

Additional Staff.  One of the most critical needs that we have is for additional staff.  The current staff is insufficient to monitor systems and applications to head off problems.  They are unable to deploy acquired technology in a timely fashion and they certainly would be unable to make progress on current and new needs while addressing compliance issues and providing the current levels of services.

As stated earlier, Only one UNC institution has fewer IT staff than UNCP. That institution is the North Carolina School for the Arts. We have three staff members to support the network (including telephony) and, and two staff members to administer the server farm, including all of the enterprise information system servers. We are currently unable to monitor servers and network devices, or to apply software updates and security patches to most servers. Finally, we do not have the staff to offer evening and weekend user services – a very important need in the eyes of our faculty and students.  

We need at least 25 new staff positions, phased in over the 5 year span of this plan.  Remember, the institution is expected to grow by nearly 60% over the span to an enrollment of 8,000 students.  We will not reach the beginning of economies of scale in IT staffing until we reach approximately 45 staff members in UCIS.

The cost for next year, not including benefits, is expected to be $554,053.  This represents 10 new positions.

Finally, Supplies and Services for new staff.  It is important to spell out the true costs of adding new staff.  They consume all sorts of office supplies, and more importantly, each will require new software licenses in their specialty as well as the concurrent software maintenance agreement. 

Paying for the Plan

The total cost of this plan over the span of 5 years is $11,442,806.  Those dollars are not in the current budget.  We must find other sources for the new funding.

There are a number of options available to us.  The first of these is the Expansion Budget cycle.  Unfortunately, though UNCP has dutifully submitted requests under this program, no funding has ever been forthcoming.

The next set of options is inter-related.  We could press of increases in either tuition or student fees, or both.  Certainly, this option set is emotional and would significantly increase the cost for students to attend the University.  

A fee increase would give us the option of borrowing money to fund part of the 5 year costs.  Such a fee could be used to pay the debt service.  A portion of the needed funds include additional full time staff as well as recurring hardware and software maintenance.  This latter grouping of costs does not appear to be eligible for borrowed monies.

Another option for funding is to attach the whole or part  of the funding requirement to special legislation.  UNC Chapel Hill was successful this past session in acquiring funding for an IT initiative in this fashion.

Distribution of a share of indirect costs from contracts and grants is another option.  IT infrastructure and costs is a part of the formula for the University’s negotiated indirect rate.  Similarly, IT staffing is a part of the formula for increased operating costs of capital construction projects such as our recent building constructions and renovations.

The final obvious option is to find a benefactor who would underwrite the costs of the 5 year project.  There are two major problems with this option.  At the size of the price tag, such a gift solicitation would compete directly with any other major University campaign objective.  The other problem is that there is little that is visible and lasting about the expenses that would encourage a benefactor – no facility or program for a naming opportunity.

Table 4, below, shows the costs distributed according to eligibility for borrowing.  If UNCP wish to borrow dollars to cover some of the costs, $7,750,258 appear to be eligible.  This leaves only the additional staff positions and the maintenance costs, which are contractually recurring, to be paid from some other source.

Table 4.  Debit Eligible Costs

	
	2005-2006
	2006-2007
	2007-2008
	2008-2009
	2009-2010
	Total

	Debit Eligible
	2,227,812 
	1,291,565 
	1,345,618 
	1,425,604 
	1,459,659 
	7,750,258 

	    Banner (non-maintenance)
	505,306 
	231,504 
	0 
	0 
	0 
	

	    Equipment
	1,534,056 
	860,511 
	886,318 
	912,488 
	939,443 
	

	    Consulting/Contracting
	175,000 
	175,000 
	425,000 
	425,000 
	425,000 
	

	    Supplies & Services
	13,450 
	24,550 
	34,300 
	88,116 
	95,216 
	

	Non-debit Eligible
	902,822 
	728,243 
	684,667 
	681,797 
	695,020 
	3,692,549 

	    New Positions/Salaries
	554,053 
	314,015 
	258,258 
	242,615 
	242,615 
	

	    HW & SW Maintenance (unfunded)
	348,769 
	414,228 
	426,409 
	439,182 
	452,405 
	


Recommendations TC "Recommendations" \f C \l "1" 
· The over-arching priority for all activity is to provide the environment that our faculty and staff feel they need to provide competitive educational services: an environment that maintains and improves “the personal touch” to student learning.  A sampling of the elements of that environment was articulated in the previous section on Current and Future Needs.  While one might argue that the other priorities below are of the first importance, and thus should be first, the fact of the matter is that unless we struggle ahead in meeting the current and future needs as identified by the faculty and staff workgroup while we attack the infrastructure shortcomings and backlog of projects, we will have failed out-right to find a plan that puts student learning first – and this is the crux of the problem, or challenge!

We must continue to make progress on the list of current and future needs without interruption.  Several of the items on that list are in progress.  We cannot “take a vacation” from the backlog and current needs while we deal with funding and staffing issues.  We need to continue to try making limited progress on the needs while we secure the necessary resources.


· While continuing work on the backlog and current needs, the first priority for funding is to cover existing contracts in force.  There are three general categories of contracts.  

There is a contract between the UNC General Administration and SCT to cover the costs of project management, training and some consulting services as a part of the Banner project.  Each of the participating institutions, including UNCP, share with UNC GA in the costs.  The second category is for hardware and software maintenance costs associated with the hardware and software acquired as a consequence of the Banner project.  The third category is the hardware and software costs associated with the modernization and expansion of the campus network.  The expansion was accomplished using the proceeds from the IT capital project for achieving the UNC baseline for campus networks.

A special of fee, to include debit service cost over a term life of the debit of 10 years, is requested in the amount of $90.  The included costs are shown in Table 5 below.

Table 5.  Potential Special Fee Increase to Partially Meet Capital Costs

	UNCP share of SCT contract for 03-04 (based on projections from Alliance)
	
	

	   Student
	58,507 
	29,254 

	   Financial Aid
	43,520 
	21,760 

	   Alumni & Self Service
	21,654 
	45,504 

	   SCT Travel Trips/Cost (estimated)
	45,625 
	16,000 

	   LEAP Data Migration Services
	
	30,000 

	   Customization - Student
	200,000 
	250,000 

	   Customization - Human Resources
	172,000 
	

	   Customization - Alumni
	
	175,000 

	   Customization - Luminus
	250,000 
	100,000 

	   Customization - Payment Gateway
	150,000 
	42,000 

	
	
	

	Total due to GA to pay SCT
	941,306 
	709,518 

	
	
	

	
	
	

	UCIS Equipment
	
	

	Storage
	
	

	   EMC SAN (4Front)
	402,291 
	

	   EMC Disk-to-Disk SAN (4Front)
	16,290 
	

	   Quantum Backup Solution (4Front)
	33,125 
	

	   Veritas Netbackup Licenses
	16,948 
	

	Intel Servers
	67,581 
	16,895 

	Work stations - Banner training
	
	43,840 

	Work stations - Banner personnel
	64,390 
	

	PCI Compliance - Equip & install
	270,100 
	

	
	
	

	Total equipment
	870,725 
	60,735 

	
	
	

	
	
	

	Total
	2,082,131 
	770,253 

	
	
	

	2 year total
	
	2,852,384 


A fee increase of $50 per FTE is requested to meet these recurring costs.  The covered costs are shown in Table 6 below.

Table 6.  Potential Education & Technology  Fee Increase to Partially Meet Recurring Costs

	
	FY 2006
	FY 2007
	FY 2008
	FY 2009
	FY 2010
	FY 2011

	
	
	
	
	
	
	

	    Oracle  
	38,940 
	38,313 
	39,845 
	41,439 
	43,097
	44,821 

	    SCT Banner  
	113,627 
	118,172 
	122,899 
	127,815 
	132,928 
	138,245 

	    SCT Luminus
	30,400 
	31,312 
	32,251 
	33,219 
	34,215 
	35,242 

	    Sun Hardware  
	18,102 
	18,645 
	19,204 
	19,781 
	20,374 
	20,985 

	    Sun Software  
	1,114 
	1,147 
	1,182 
	1,217 
	1,254 
	1,291 

	    SANS 
	6,250 
	6,438 
	6,631 
	6,830 
	7,034 
	7,245 

	    Veritas
	8,240 
	36,236 
	37,323 
	38,443 
	39,596 
	40,784 

	    DARS
	6,250 
	6,250 
	6,250 
	6,250 
	6,250 
	6,250 

	    ODS
	
	5,288 
	5,446 
	5,610 
	5,778 
	5,951 

	    FormFusion
	4,080 
	4,080 
	4,080 
	4,243 
	4,413 
	4,589 

	    Cognos PowerPlay
	
	24,428 
	25,161 
	25,916 
	26,693 
	27,494 

	
	
	
	
	
	
	

	Total
	227,003 
	290,309 
	300,272 
	310,761 
	321,632 
	332,898 


· The second priority is to expand the staff of UCIS.  One of the most critical needs that we have is for additional staff.  The current staff is insufficient to monitor systems and applications to head off problems.  They are unable to deploy acquired technology in a timely fashion and they certainly would be unable to make progress on current and new needs while addressing compliance issues and providing the current levels of services.

· The third priority is to modernize the server and mass storage facilities at UCIS.  Over 60% of our servers are over six years old. A significant number will become ineligible for maintenance services as of January, 2006. These older servers must be replaced. We need to place all of our servers in our server farm on a periodic refresh cycle. In addition, we have a number of critical service servers that require high availability. These high availability servers need to be redundant.  UNCP is currently down to just over a gigabyte of storage space for faculty and staff files. It is imperative that we dramatically increase this valuable resource. Faculty and staff are beginning to store increased amounts of multimedia files, thus straining the current resources.  The current file storage system is at its physical and logical limit.


· Proceeds of funding should go in newly established accounts to facilitate tracking of expenditures

· Any new project that is not currently “on the books” should go through a proposal/planning phase, resulting in a proposal document, before being worked into the workload.  Additional funding to cover the one time and recurring costs should be forthcoming before project begins.

Epilog

Since the October draft of this plan, several events have taken place that result in progress.

· The Provost has made available funding for 3 positions:  Director of Network & System Administration; Senior System Administrator; and, an Analyst/Programmer II.  The director position has been approved by the UNC Office of the President and is currently in recruitment.


A proposal was submitted to the Student Fees Committee that included the information in Tables 5 and 6 above.  The Committee recommended the the E&T fee be increased by $30 per student FTE and that the Special Fee be levied at $55.  The Chancellor proposed to to the Board of Trustees, and it was approved, that the E&T fee be increased by $26 and the Special Fee be increased by $80.  The proposals must still be approved by the Board of Governors.

The $26 increase in E&T fees is expected to generate an additional $251,605.  However, only $226,445 will be directed to recurring Banner costs since 10% of the E&T is allocated to consumable supplies costs for the science labs.  The $80 special fee is expected to generate approximately $2,500,000.


· UNCP has contracted with SunGard Collegis to provide 7 day per week and 24 hour per day help desk services for the Blackboard learning management system.  The services will be in place for the Spring 2006 semester.

UNCP has contracted with TurnItIn for online anti-plagiarism services.  The services will be in place for the Spring 2006 semester.
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