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How to Search for Governance

. |IT Governance: definitions, models, and
options

. llechnoelogy Strategic Planning and the
ielationship to I Gevernance

. Seli Study: Past IITT Gevernance at UC
Berkeley

. IThe Quest for Goevernance: Berkeley’s
approachand optiens




SIX aspects ofi IT- management

1. Strateqgic alignment focuses
on ensuring the linkage of
business and IT plans.

2. Value delivery iIs about

ensuring that IT delivers the
promised benefits against the
strategy.

. Resource management is
about the optimal investment
In, and the proper management
of, critical IT resources.
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SIX aspects ofi IT- management

4. Risk management requires a
clear understanding of the
enterprise’s appetite for risk,
and requirements and
responsibilities of IT.

. Performance measurement
tracks and monitors strategy
Implementation, project
completion, resource usage,
process performance and
service delivery.




Governance Is at the center

6. Governance ...

So how do you define
IT Governance?




COBIT defines |IT Governance

“ IT governance is the responsibility of
executives ... and consists of the leadership,
organisational structures and processes that
ensure that the enterprise’s IT sustains and
extends the organisation’s strategies and

objectives. Furthermore, IT governance
Integrates and institutionalises good
practices to ensure that the ... take full
advantage of its information, thereby
maximising benefits...to the enterprise.”

Source: www.itgi.org




EDUCAUSE 2005 top IT Issues
N higher education

. Funding

. Securty & identity management

. Administrative/ERP/ systems

. Strategic planning
Infirastructure management
Faculty develepment & support

. E-leaming

. Govermance, organization & leadership
Enterprise portals

O Web systems & SErvices




EDUCAUSE Critical I Issues Sunveys
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Distance Education

E-Learning Environments
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Distance Education : _
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Source : http://www.educause.edu/ir/library/powerpoint/CI5in05.ppt




Question?

(1)1f IT governance is an issue on many
riesearch universities, what are seme of
the most prevalent symptoms of this
problem?

(1a) What percentage of your campus
community: could descrikhe the T
governance structure onyeur campus?




Jack’s Trop I'lF Opportunities &
Challenges - 2006

= Security & privacy.
" Re-invent central I

elganizations

= fransiorm teaching & learming
envirenments

B Governance & Structure




Welll' & Ross Governance Model

Key Issues for each I'T Decision Area
" Principles
| Architecture

I Infrastructure Strategies
= Customer Application Needs
=T Investment and Prioritization

Seurce: MITF Slean Management Review — Winter 2005




Welll' & Ross Governance Model

Six IT Governance Archetypes
= Business Monarchy

I Monarchy.

=ederal System

IF Duoepoely

=eudall System

= Apanchy

Seuree: MITF Slean Management Review — Winter 2005




UC Berkeley Background
circa 2003

“We do not have enough
budget to do the job correctly,

but somehow we scrounge the
resources to do it multiple
times in half-baked ways.”

Anonymous Berkeley observer - 2003




Multiple Application Develepment &
[Hosting Sites

Hundreds of departmental WWeb sites designed,
hosted, & supported independently => uneven, No
UCB style, etc.

Easy-sure-pay lecal and at UCOP
Travel system

Course management systems (WebCl, Blackboeard,
IHaas, Campus OMS;, ete.)

Portals (BIS Reperting, HRMS, Haas; ete.)




Other lllustrative Examples

Payroll precessing (campus and at UCOP)
Active Directory root support

Local access points for wireless network
Credit card payment systems

GIS systems

Independent efforts for develepment of I support
for academic collections

Multiple approaches to off-site data sterage and
pPackups

Management of hardware and soeitware
maintenance contracts




Question?

(2)Could large universities save significant
money If they could enforce important I
Standards threughout thelr campuses?




Phase 1, Sprng 2004
Current and desired future state of IT

T on campus now
Complex

Confusing
Fragmented

Unalignea
Underitnded

IT on campus In 5 yrs
Accessible

Collaborative
Easy tor use

Ublguiteus
Well'funded




Jack’s UCB IT assessment

Very Good

IT policies

Central operations
facilities

Res Halls |T support
General data network

Einancial mgt systems

Good

Wireless data network
Security ofi IT systems
HR mgt system
Collections mgt systems
Library technologies
Course mat systems




Jack’s UCB IT assessment

Needs significant improvement

Support of research = Classroom technology
Faculty support for = \Web/portal environment

developing educational = [ntegrated help desk
Softwalre facilities

Student computing Faculty desktop support
Student admin systems = Staliideskiop supporit




Question?

(3) Could we Improve services by
coordinating I personnel throughout the
campus? What about the guality of eur |'T
personnel?




I guiding prnRciples
for UC Berkeley

Competing information technology needs must be carefully
evaluated and infermation technology decision makers
must balance:

Innevation vs. Stability/reliability
Standarndization: vs. Autenomy/experimentation
Accessibility: vs. Secunty/prvacy.
Consensus Vvs. Efficiency in decision making
Centralized services Vs. Distributed senvices
Proprietany. vs. Open seurce




Six critical campuswide: I ISsues

IT support of these 3 areas:

We worked with each area to
answer these questions:

1. Teaching & : :
learning What are the trends in this area?

What are the implications of

each trend for UC Berkeley?
2. Research 3. Student

experience What are the specific
Implications for IT?

And to
= Develop specific goals & IT plan

21




Critical campus, trends

Increasing emphasis on discovery-based
learning rather than traditional lecture moedes

Multidisciplinary/interdisciplinary teaching and
research

Digitization oft massive data sets anad
collections

SAnytime,, anyWwhnere* acecess to teaching and
lesearch resources

Distrbuted and mobile data




Six critical campuswide: I ISsues

IT support of these areas...

1. Teaching &
learning

atiocpshigs among the parts

Improvements |

2 Research 3. Student 'E&U
experience
(ity, reliability, access, privacy

5. IT structure, governance, funding

6. Optimization of IT expertise




[Fall 2004° Academic Senates Committee on
Computing view: of I'lF decision making

[ UC Senate ITTP }\
\

UCB Faculty

Academic
Senate

UCB Admin/Staff

(Chancellor and EVC

( Vice-

Provost
e-Berkeley

: _ Undergrad
Steering Committee Education

Disaster
- Planning

( Dept Chairs )\




TThe custemer view of ideal I'lF governance
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“THE Decision Maker”

5

Faculty, Staff ime! /
or Student




GOVERNANCE

How are technology decisions made in 2005 UC Berkeley?

ANALYSIS —5

Review
Prioritization

—  cio

EBSC Committees

w
ndividual Campus Leader

Budget Office

None
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Today any combination of the above groups may work together to
make technology decisions at UC Berkeley




GOVERNANCE

How are technology decisions made in 2005 UC Berkeley?

====s

ANALYSIS ' =
—
= Review [/ \

Prioritization

The reality its never that clear - with the many combinations
of the above groups working directly together, the results are
often cost, confusion, and technical chaos.




GOVERNANCE

technology decisions be made at UC Berkeley?

ANALYSIS —<
Review
Prioritization

CIO & Deputy CIO's /_>
puty S

Functional Council

e

ampus Leaders

—

Campus Groups

—

IT Prop. Analysis Team

Models can be developed by selecting one or two
groups or individuals from each of category.




Model Option #1: CLUSTER

How technology decisions would be made using this model

ANALYSIS
Review
Prioritization

Anyone ClO & Deputy CIO’s

[ R

Rationalized Commiitee:

Uniis (pecple groups)

Progrem/Funciion

I—Campus Groups




Model Option #2: CONSTITUTIONAL

How technology decisions would be made using this model

ANALYSIS
Review
Prioritization

CIO & Deputy ClO's Chancellors Cabinet

\w’—‘/‘-‘/

Rationalized Committees Technology Cabinet (ebse)

S Funciional Council

Progrem/Funciion IT Prop. Analysis Team
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7T structure, gevernance, and funding

= Step 1: Self Study

= Step 2: I'T Review Committee chaired by Jud
King
External members:
Michael McRobbie - Indiana University.
Vijay Kumar: M
Jimi Davis - UCLLA
James Hilton - University of Michigan
John Gauge - Sum Micresystems

= Step 3: Recommendations




Steps 1 & 2 — Key Eindings

hittp://technology.berkeley.edu




Step 3: Einal' Recommendations

1. The CIO function needs to be
strengthened, defined more clearly and
differentiated from the function of running

IS&T.

. I'he ClOshould e invelved in
fermulating all campus-level I budget
leguests.




Question?

(4) Should the campus ClO alse manage the
central IT operations unit? \What conflicts
are inherent in such a structure?




Step 3: Einall Recommendations

Continued

3. The CIO should be the key link between
iInput/advice from I stakehoelders and
formulation of campus-level I budgets.

. I'here should be a clear way. for
knowledgeable faculty torinteract with the
ClO andifer the ClO to receive expert
faculty: advice andi draw: on ighly-
iegarded fiaculty, partners; te; advocate fior
propesed T investments.
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Step 3: Einal' Recommendations

Continued

The Berkeley campus needs to
leorganize, rationalize and enable
technology (and other) Investments in

classrooms and instructional-technolegy.
SUpport systems.




Step 3: Einal' Recommendations

Continued

6. The Berkeley campus needs to
leorganize, rationalize and enable the
provision of the IT resources that faculty,

students and! stafif need to do thelr Work
(Including respoensibility for a minimum
Standard levell ofi computing capanility:
and deskiop suppert).




Question?

(5)How can we enforce standards,
coordinate persennel, and implement
secunty pelicies with the decentralized IT:
goevernance structure commen 6n most of
Our campuses?




Step 3: Einal' Recommendations

Continued

/. The Berkeley campus needs to
leorganize and ratienalize its approach
to hiring and training professional Il

staffi, to encourage the development of a
campus-wide community. of I'T
professienals, and te identify’ and
disseminate Pest practices.




Question?

(6) Why do IT governance practices in
nigher education differ se much frem best
practices in successfiul corporations?




Final Questions?




Extra slides
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Step 1. Self Study — five key findings

The IT Investment process Is disconnected from
the campus funding and budgeting process.

A “silo-specific® and incremental budgeting
approachiis applied to central administrative
SVEIE

. IThe AVC-IT/CIO does not manage (or

necessanly knew: abnout) twe-thirds or mere of
the I activity' on campus.




Step 1: Eive key findings continued

4. Central administrative roles are unclear with
respect to instructional computing, research
computing, and campus IT services.

There I1s normechanism to encourage I
managers to migrate toward “Dest practices" or
o provide basic levels of senvice.




Step 2: Best practices
Structure

(As identified by review:committee)

1. Achieve better partnership and

coordination between central and local
T units

2. Clarify: and enable the position of Chief
Infermation; Officer (ClO)




Step 2: Best practices
Governance

(As identified by review:committee)

. Clanfty I'T decision making roles and
riesponsibilities ofi campus leaders

. Distinguish central Issues; fliem
locallIssues

. SImplity: commitiee: structure and give
clear and needed roles




Step 2: Best practices
Eunding

(As identified by review:committee)

. Connect analysis and decisions to the
budgeting process

. Rationalize funding and enabling of hoth
iInstructional and research computing




