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INFORMATION TECHNOLOGY STRATEGIC PLAN
El Paso County Community College District
June 2003
Executive Summary

Introduction and Background

The EI Paso Community College District (EPCC) information technology strategic plan
consists of recommendations developed through a planning process led by a two-person
team from the Educational Consulting Foundation (ECF) through the Division of
Resource Management of EPCC.

The process included a three-day visit to the campus by a two-person team from the ECF.
During the visits, the ECF team held focused-topic meetings with a variety of groups
from both the district offices and the five campuses that comprise the EPCC.

Several documents provided the underpinnings for the strategic plan process and
document including the “El Paso Community College District-Wide Technology Master
Plan Current State Assessment” and the “EI Paso Community College District-Wide
Technology Master Executive Summary” produced by the Gartner Group for EPCC in
2001 and the “Advanced Networking with Minority Serving Institutions (AN-MSI)
Campus Assessment Team (CAT) Visit for ElI Paso Community College,” produced by
AN-MSI in November 2002. The Gartner Group documents provided the ECF team with
relevant information of the current state of information technology at the district. The
AN-MSI report provided eleven “Key Opportunity” areas that were used as the
framework for the strategic planning process.

This report provides a total of thirty-nine (39) recommendations and a related budget
strategy for the recommendations that have associated costs. The IT plan is a three-year
planning document, meaning the recommendations relate to fiscal years 2004, 2005, and
2006. In the full document, each recommendation is referenced to an AN-MSI key
opportunity area and is categorized according to whether it is a critical, high or medium
priority. The critical priority recommendations are to be implemented as soon as
possible, the high priority recommendations in fiscal year 2004 and the medium priority
recommendations in fiscal year 2005.
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RECOMMENDATIONS

Critical Priority Recommendations

Recommendation 1: Move forward with the hiring of a Chief Information Officer
(C10) who reports directly to the President. Consolidate administrative and
academic functions under the new CI0O position. Consolidate all existing IT budgets
under the CIO.

Costs associated with this recommendation are base budget costs, estimated to total
$171,272 over three fiscal years. The costs are all related to establishing the new office.

Recommendation 2: Undertake an external review of the entire organizational
structure under the newly created CIO position, including an analysis/assessment of
all positions. Use the review to help clarify area responsibilities (i.e. who is
responsible for what).

The estimated one-time cost for this review is $25,000.

Recommendation 3: Develop an IT communication plan.

The only costs associated with this recommendation are the indirect costs related to time-
on-task by faculty and staff related to the development of the plan.

High Priority Recommendations

Recommendation 4: Continue to monitor the impact of the recent increase to the
network bandwidth. Continue to assess the system for bottlenecks, slowdowns, and
down time.

There are no costs associated with this recommendation. There will be indirect time-on-
task costs associated with the staff time related to the monitoring.

Recommendation 5: Make certain that all academic planning is supported by and is
integrated with IT planning.

There are no costs associated with this recommendation other than the indirect costs
related to time-on-task by faculty and staff.

Recommendation 6: Undertake an annual review and updating of the IT plan.

One-time costs for the first-year review are estimated to be $20,000.
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Recommendation 7: Continue to upgrade classrooms to smart classrooms.

The costs are estimated to be $50,000 annually until the upgrades are completed. The
costs through fiscal year 2006 are estimated to be $150,000. After the initial upgrades
are completed, it is recommended that EPCC establish a base budget for the ongoing
replacement of the IT equipment.

Recommendation 8: Upgrade the workstations in the Arts and Graphics laboratory.

The one-time cost for this recommendation is estimated to be $28,000. This would be
seen as part of an overall institutional strategy for all computer laboratories on a three-
year cycle.

Recommendation 9: Assess the utilization of existing computer laboratories.
Determine if additional laboratories are needed.

There should only be indirect time-on-task staff costs for developing the assessment. If
the assessment shows a need for additional laboratories, the cost for each computer
laboratory will vary by the square footage area of the laboratory and by the number of
workstations in each laboratory. A cost of $1,400 per workstation has been utilized for
all the cost estimates.

Recommendation 10: Replace and upgrade IT and audiovisual equipment in
existing smart classrooms and in other classrooms.

It is recommended that EPCC build an annual budget for the replacement and upgrading
of this equipment. An initial $10,000 per year has been included in the three-year budget
estimates.

Recommendation 11: Expand training opportunities in the following areas:

A Expand existing training opportunities related to 1T for both faculty and staff

A Provide expanded support for assisting faculty in the use of technology for
teaching

A Expand training of IT staff, including laboratory assistants.

It is recommended that EPCC initially build $10,000 into the fiscal year 2004 base
budget for these training needs, and that this amount be increased over three fiscal years
to a total of $30,000; this amount would be included in all base budgets beyond fiscal
year 2006.

Recommendation 12: Provide refresher and expanded training for existing faculty
and staff on Banner administrative software.

A budget has been set aside for Banner implementation that includes costs for initial
training on the Banner system. It is recommended that the budget established for the
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initial training be continued as a base item in future fiscal years to cover the costs of this
additional training.

Recommendation 13: Make certain that the funds for maintaining and upgrading
the Banner system are built into EPCC IT base budgets. Ensure that the campus
has an appropriate process to determine the timing of the next Banner upgrade.

The cost for maintenance of the Banner system is in the existing budget set aside for the
Banner system. The costs for upgrading the system need to be built into future budgets.
An option is to build the cost of the upgrades into existing base budgets over multiple
years.

Unless EPCC chooses to hire an outside consulting firm to assist in establishing the best
time for upgrading, the only costs incurred will be indirect costs for staff time-on-task.

Recommendation 14: Expand the capabilities of the faculty to access and utilize the
Banner system.

The costs related to this recommendation can be built into the existing implementation
and training costs for the Banner system.

Recommendation 15: Continue the upgrade of Novell Groupwise to version 6.0.

Upgrades for Banner are included in current campus budgets.

Recommendation 16: Continue to move forward with the implementation of
Pipeline as an EPCC web portal. Explore the web-mail and other capabilities that
Pipeline can provide.

The costs related to the implementation of Pipeline are currently budgeted.

Recommendation 17: Continue implementing the Banner security system.

The costs related to Banner security are currently budgeted.

Recommendation 18: Install anti-virus software on desktop computers,
workstations and servers.

The campus has an existing site license for anti-virus software. Annual maintenance
costs are estimated to be $50,000.

Recommendation 19: Implement a replacement plan on a three-year cycle for
faculty and staff computers.

The estimated three-year cost for this recommendation is $1,778,000.



EPCC Information Technology Strategic Plan Page 5 of 26

Recommendation 20: Continue to replace computer laboratory workstations on a
regular replacement cycle.

The estimated three-year cost for this recommendation is $2,800,000. Student
technology fees will be used to replace the workstations.

Recommendation 21: Replace administrative hardware on a regular replacement
cycle.

The cost for replacing administrative hardware has been built into the base IT budgets in
a manner that reflects the respective replacement cycles.

Recommendation 22: Expand the wireless networks on the campuses and in the
central offices to key student public areas, including libraries, cafeterias, etc., and in
major administrative areas, including conference rooms.

Estimated three-year costs for this recommendation are $63,000.

Recommendation 23: Develop and implement an IT support plan for the delivery of
distance education.

There will be indirect faculty and staff time-on-task costs for developing the plan. Costs
for implementing the plan will be determined following the development of the plan.

Recommendation 24: Continue to take a leadership role in the design, development
and implementation of the ORION project. Ensure that campus priorities and
needs, including distance education, are included in the plan.

There are no direct costs related to this recommendation. However, there may be costs to
the participating institutions as the goals and strategies for ORION are developed.

Medium Priority Recommendations

Recommendation 25: Be prepared to increase the bandwidth as functions are added
and use levels increase.

It is recommended that, beginning in fiscal year 2005, $100,000 be budgeted annually for
the costs related to increasing the bandwidth.
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Recommendation 26: Develop a new facilities master plan that incorporates current
and future IT infrastructure elements as a central element.

The current facilities master plan is over ten years old and doesn’t reflect the information
technology infrastructure needs of EPCC. Thus, a new facilities master plan is needed.
If the EPCC intends to issue a bond issue within the next year, then the development of
the facilities master plan should be made a “high” priority.

EPCC intends to develop the facilities master plan in-house. Thus, the only costs
associated with this recommendation are the indirect costs for staff time-on-task.

Recommendation 27: Make all classrooms network accessible.

The fiscal year 2005 and 2006 costs are estimated to total $66,000.

Recommendation 28: Develop a set of training needs related to the skill sets of each
new person hired. Develop a checklist and signoff sheet for each position to make
certain that new hires have appropriate training in a set amount of time.

There should be no direct costs related to this recommendation, but assessing the skill
sets and developing a training checklist will require significant time-on-task. It is
recommended that this be implemented over multiple years, with a priority emphasis on
the “power” users.

Recommendation 29: Develop new designated training facilities centrally and on
each campus.

The cost for upgrading an existing room to a permanent training facility will vary
somewhat based on the size and nuances of the rooms. Assuming that two training rooms
will be developed each year, beginning in fiscal year 2005, the total two-year cost is
estimated to be $164,000.

Recommendation 30: Purchase Innovative INNOPAC modules for each of the
campus libraries.

It is assumed that three campus libraries will be provided the software in fiscal year 2005
and two in fiscal year 2006. The cost of each INNOPAC module is estimated to be
$15,000. Two year costs are estimated to total $75,000.

Recommendation 31: Assess the degree to which Banner capabilities are being
utilized. Review the skill sets of existing positions related to the use of Banner, and
assess the impact that the Banner system has on existing job functions.

While it would save money to do the assessments in-house, the perception and actuality
of objectivity might be greater if they were done by someone with no vested interest in
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the outcome of the assessments. Also, an external consulting firm might bring a fresh
perspective to the analysis.

Recommendation 32: Utilize the add-drop capabilities of the Banner system. If
necessary, redesign the registration and other processes to permit the capability to
work correctly.

There should be no costs related to this recommendation other than the indirect costs
related to staff time-on-task.

Recommendation 33: As a longer-term option beyond upgrading to Novell
Groupwise 6.0, migrate to another e-mail system that is not Novell-based.

It is assumed that EPCC would begin this migration in fiscal year 2005. Two-year costs
for the migration are estimated to be $24,400 for new servers and the cost of a site license
for new software.

Recommendation 34: Develop and enforce a set of standards for district e-mail
communications. Create an e-mail bulletin board for posting personal, non-
essential, and other similar items. Limit personal communications to the bulletin
board.

There should be no additional costs for implementing this recommendation other than the
indirect costs related to staff time-on-task.

Recommendation 35: Determine additional key areas for the development and
upgrading of IT policies and procedures. Establish a set of procedures and
timetables for the updating of existing policies and procedures.

There should be no additional costs for implementing this recommendation other than the
indirect costs related to staff time-on-task.

Recommendation 36: Develop and distribute a web-based IT policy and procedures
manual.

There should be no additional costs for implementing this recommendation other than the
indirect costs related to staff time-on-task.

Recommendation 37: Expand network security by adding detection/intrusion
software and other technologies.

The cost of the server is estimated to be $50,000. There will also be annual maintenance
costs that are estimated to be $5,000.
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Recommendation 38: Develop and implement an IT Disaster Recovery Plan

While cost estimates are not included in the budget recommendations for this plan, there
will be costs to the district. The costs for implementing a disaster recover plan will vary,
depending on whether the district chooses a campus or off-campus backup site. An off-
campus site will require contractual costs that include data storage costs. An on-campus
site might require redundant hardware and software. The advantage of choosing an off-
campus backup site is that the maintenance of records would be independent of events
that occur on any campus.

Recommendation 39: Expand access and support for disabled faculty, staff and
students.

It is recommended that, beginning in fiscal year 2005, the district build at least $10,000
annually into the base IT budget for expanded access and support.

Budgetary Considerations and Planning

The three-year total for all of the recommendations included in this plan is $5,801,355.
The fiscal year 2004 costs total $1,753,684, the fiscal year 2005 costs total $2,070,117,
and the fiscal year 2006 costs total $1,977,554. Base expenditures are estimated to total
$4,895,955 for the three years, multiple-year expenditures $742,400, and one-time
expenditures $163,000.

There are a number of potential cost reductions that could reduce the three-year costs by
$103,750, leaving a three-year net cost of $5,697,605. In addition, revenues to fund some
of the recommendations can be collected through sources other than state funds,
significantly reducing the resources that would be required to come from state fund
sources. Some of the timeframes for the high and medium priorities could be moved to
later fiscal years, reducing the estimated costs for fiscal year 2004, and implementation
for some of the recommendations could be spread out over more fiscal years, further
reducing the annual costs.

However, even with these potential actions, new or reallocated sources of funds will still
need to be found by EPCC to fully implement the recommendations. And, it is the
viewpoint of ECF that the implementation of most, if not all, of these recommendations
are essential for optimally moving forward the EPCC IT functions.
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INFORMATION TECHNOLOGY STRATEGIC PLAN
El Paso County Community College District
June 2003

Introduction and Background Information

This document presents a strategic information technology (IT) plan for the El Paso
Community College District (EPCC). The plan was developed by the Educational
Consulting Foundation (ECF) through the Division of Resource Management of EPCC.

The process included a three-day visit to the campus by a two-person team from the ECF.
During the visits, the ECF team held focused-topic meetings with a variety of groups
from both the district offices and the five campuses that comprise the EPCC. Meetings
were held with:

e The President

e The Vice President for Resource Management
e The President’s Cabinet

e The Deans’ Council

e Campus representatives

e Information Technology staff

e The IT Advisory Committee

e A Hewlett-Packard representative

The Vice President for Resource Management served as the campus executive liaison for
the development of the plan. Staff of the Division of Resource Management provided
vital coordination of the logistics for the meetings.

Several documents provided the underpinnings for the strategic plan process and
document, including the “El Paso Community College District-Wide Technology Master
Plan Current State Assessment” and the “EI Paso Community College District-Wide
Technology Master Executive Summary” produced by the Gartner Group for EPCC in
2001 and the “Advanced Networking with Minority Serving Institutions (AN-MSI)
Campus Assessment Team (CAT) Visit for EI Paso Community College,” produced by
AN-MSI in November 2002. The Gartner Group documents provided the ECF team with
relevant information of the current state of information technology at the district. The
AN-MSI report provided eleven “Key Opportunity” areas that were used as the
framework for the strategic planning process. The areas are:

e System Access/Network Speed
e Chief Information Officer

e Strategic Planning

e Technology and Teaching

e Staffing

e Training

* Administrative System (Banner)



EPCC Information Technology Strategic Plan Page 10 of 26

e E-mail/Web

e Communication

e Policies/Procedures/Standards
e Security

These areas were the focal points for the discussion in the meetings, and also provide a
framework for the presentation of the plan recommendations. A summary of these areas
as an excerpt from the AN-MSI Report is attached.

Other EPCC district documents also provided vital background information for the
development of the IT strategic plan. The “El Paso Community College Instructional
Master Plan 2003-2008” provided the academic and instructional framework for the IT
planning effort. The “El Paso Community College 2002-03 Budget” and related district
budget documents provided key financial information. The “El Paso County Community
College District Strategic Plan 2002-2004” provided a strategic context for the related IT
strategic planning effort. Executive Goal 6.2, “Develop and implement a Master Plan for
Technology,” directly points to the development of the IT strategic plan. Other goals
directly or indirectly related to recommendations of the IT plan include:

- Executive Goal 1.5: Provide and support innovative technologies and instructional
methodologies in the classroom

- Executive Goal 5.2: Acquire and allocate fiscal resources to support the College’s
mission

- Executive Goal 5.3: Assess the planning and development of facilities

- Executive Goal 6.1: Expand the College’s technological capability.

This report provides a total of thirty-nine (39) recommendations and a related budget
strategy for the recommendations that have associated costs. The IT plan is a three-year
planning document, meaning the recommendations relate to fiscal years 2004, 2005, and
2006.

The recommendations are presented according to their priority level of critical, high, or
medium. Although low priority was an optional category, no recommendations, when
reviewed, were considered low priority. The critical priority recommendations are to be
implemented as soon as possible, the high priority recommendations in fiscal year 2004
and the medium priority recommendations in fiscal year 2005.

The AN-MSI key opportunity areas are referenced under each recommendation. Those
recommendations that were not under any of the AN-MSI key opportunity areas are
categorized as “other.”

Detailed budget information for each recommendation, including cost estimates and
underlying assumptions are included as an appendix to this report.
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RECOMMENDATIONS

Critical Priority

Recommendation 1:

Move forward with the hiring of a Chief Information Officer (C1O) who reports
directly to the President. Consolidate administrative and academic functions under
the new CIO position. Consolidate all existing IT budgets under the CIO.

AN-MSI Key Opportunity Area: Chief Information Officer

It is further recommended that EPCC consider keeping computer laboratory assistants on
the campuses for specialized laboratories, such as math, biology, and business, under the
jurisdiction of campus deans.

Once hired, the new CIO should place a major and early emphasis on:
- improving communications related to IT across the EPCC system
- showing tangible results on the campus and in the academic areas.

It is recommended that the President:

- communicate a solid rationale to the EPCC community for the need for
centralization of IT positions and budgets under the CIO

- meet privately with key academic and other leaders to discuss the rationale for the
consolidation of all IT functions and for the selection of the individual who
becomes CIO.

Costs associated with this recommendation are base budget costs, estimated to total
$171,272 over three fiscal years. The costs are all related to establishing the new office.

Recommendation 2:

Undertake an external review of the entire organizational structure under the newly
created CIO position, including an analysis/assessment of all positions. Use the
review to help clarify area responsibilities (i.e. who is responsible for what).

AN-MSI Key Opportunity Area: Technology and Teaching

It is further recommended that this review be undertaken very soon after the appointment
of the CIO. To ensure the perception of objectivity of the review, it is recommended that
the review be done by an external entity.

The prevalent view among many faculty and staff is that there currently are not enough
IT support staff at EPCC. This may be true, or the perceived staff shortage may be a

function of the allocation and responsibilities of existing staff. Where appropriate, the
review should utilize industry standards and peer-group comparisons to help determine
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staffing levels. Reallocation, reconfiguration, and reassignment of existing staff are
legitimate possible solutions to at least some of the staffing issues.

There is also a perception that there are gaps in supervisory levels between the proposed
CIO position and current managers. This should be looked at carefully in the review.

There is a need for backup positions in critical areas. Using existing positions with
multiple responsibilities has been suggested as an option for providing the necessary
backup. It is recommended that positions with multiple responsibilities be used
sparingly, if at all, due to the specialized nature of the skill sets in many of the positions.
Existing positions can be cross-trained as backup for other positions, but these backup
responsibilities shouldn’t typically be included in the day-to-day job responsibilities of
the staff providing the backup.

The estimated one-time cost for this review is $25,000.

Recommendation 3:

Develop an IT communication plan.

AN-MSI Key Opportunity Area: Communication

The CIO position is being widely viewed as the critical catalyst for improving campus IT
communications. It is recommended that the communication plan include:

A appointing the CIO as an ex-officio member of the IT-related standing committees
and the deans’ council;

A clear identification to the campus of the steps that will be taken to improve
communications related to IT;

A establishing a short-term and long-range strategy for both internal and external
communication strategies;

A developing and distributing on a regular basis an e-newsletter or another regular
means of providing IT-related updates and items of interest to the campus.

There should be no costs associated with this recommendation other than the indirect
costs related to time-on-task by faculty and staff related to the development of the plan.
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High Priority

Recommendation 4:

Continue to monitor the impact of the recent increase to the network bandwidth.
Continue to assess the system for bottlenecks, slowdowns, and down time.

AN-MSI Key Opportunity Area: System Access/Network Speed

It was clear that some bottlenecks and slowdowns in the district cable network still exist,
particularly in some of the campus registration processes during peak times. However, it
also was clear that these bottlenecks are probably related to problems that are not directly
related to the network bandwidth. Thus, in the near future, a careful review and analysis
of existing bottlenecks and related solutions will probably do more to reduce or eliminate
the bottlenecks than would another increase in the bandwidth. However, increased usage
will most likely require future increases in the network bandwidth.

There are no additional direct costs associated with this recommendation. There will be
indirect time-on-task costs associated with the staff time related to the monitoring.

Recommendation 5:

Make certain that all academic planning is supported by and is integrated with IT
planning.

AN-MSI Key Opportunity Area: Strategic Planning

IT planning should continually be reviewed in the context of all future academic
planning. Conversely, all EPCC academic planning efforts should make certain that
academic goals and strategies reflect and, where appropriate, incorporate IT elements and
needs.

There should be no costs associated with this recommendation other than the indirect
costs related to time-on-task by faculty and staff.

Recommendation 6:

Undertake an annual review and updating of the IT plan.

AN-MSI Key Opportunity Area: Strategic Planning

The participants in the review should represent a broad-based district and campus
constituency and should include members of the IT advisory committee.
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It is recommended that an outside consulting group be hired to coordinate the first-year
review and that it be done in-house in subsequent years.

One-time costs for the first-year review are estimated to be $20,000.

Recommendation 7:

Continue to upgrade classrooms to smart classrooms.

AN-MSI Key Opportunity Area: Technology and Teaching

It is recommended that EPCC prioritize the list of classrooms to be upgraded. The
district has decided to utilize mobile IT equipment carts in lieu of developing
“permanent” classrooms. A total of 10 classrooms will be upgraded annually with the
carts.

The costs are estimated to be $50,000 annually until the upgrades are completed. The
costs through fiscal year 2006 are estimated to be $150,000.

After the initial upgrades are completed, it is recommended that EPCC establish a base
budget for the ongoing replacement of the IT equipment.

Recommendation 8:

Upgrade the workstations in the Arts and Graphics laboratory.

AN-MSI Key Opportunity Area: Technology and Teaching

The one-time cost for this recommendation is estimated to be $28,000. This would be
seen as part of an overall institutional strategy for all computer laboratories on a three-
year cycle.

Recommendation 9:

Assess the utilization of existing computer laboratories. Determine if additional
laboratories are needed.

AN-MSI Key Opportunity Area: Technology and Teaching

It is further recommended that EPCC prioritize the list of laboratories-to-be-developed
based on location, size, and whether general or specialized.
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There should only be indirect time-on-task staff costs for developing the assessment. If
the assessment shows a need for additional laboratories, the cost for each computer
laboratory will vary by the square footage area of the laboratory and by the number of
workstations in each laboratory. A cost of $1,400 per workstation has been utilized for
all the cost estimates.

Recommendation 10:

Replace and upgrade IT and audiovisual equipment in existing smart classrooms
and in other classrooms.

AN-MSI Key Opportunity Area: Technology and Teaching

It is recommended that EPCC build an annual budget for the replacement and upgrading
of this equipment. An initial $10,000 per year has been included in the three-year budget
estimates.

Recommendation 11:

Expand training opportunities in the following areas:

A Expand existing training opportunities related to IT for both faculty and staff

A Provide expanded support for assisting faculty in the use of technology for
teaching

A Expand training of IT staff, including laboratory assistants.

AN-MSI Key Opportunity Area: Training

It is recommended that EPCC initially build $10,000 into the fiscal year 2004 base
budget for these training needs, and that this amount be increased over three fiscal years
to a total of $30,000; this amount would be included in all base budgets beyond fiscal
year 2006.

Recommendation 12:

Provide refresher and expanded training for existing faculty and staff on Banner
administrative software.

AN-MSI Key Opportunity Area: Training

A budget has been set aside for Banner implementation that includes costs for initial
training on the Banner system. It is recommended that the budget established for the
initial training be continued as a base item in future fiscal years to cover the costs of this
additional training.

It is also recommended for EPCC to include the completion of necessary training as an
element of annual staff performance evaluations.
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Recommendation 13:

Make certain that the funds for maintaining and upgrading the Banner system are
built into EPCC IT base budgets. Ensure that the campus has an appropriate
process to determine the timing of the next Banner upgrade.

AN-MSI Key Opportunity Area: Administrative System (Banner)

The cost for maintenance of the Banner system is in the existing budget set aside for the
Banner system. The costs for upgrading the system need to be built into future budgets.
An option is to build the cost of the upgrades into existing base budgets over multiple
years.

Unless EPCC chooses to hire an outside consulting firm to assist in establishing the best
time for upgrading, the only costs incurred will be indirect costs for staff time-on-task.

Recommendation 14:

Expand the capabilities of the faculty to access and utilize the Banner system.

AN-MSI Key Opportunity Area: Administrative System (Banner)

Faculty involved in the meetings expressed an interest in expanding their ability to use
the many elements of the Banner system. This makes sense from both an efficiency and
effectiveness viewpoint.

The costs related to this recommendation can be built into the existing implementation
and training costs for the Banner system.

Recommendation 15:

Continue the upgrade of Novell Groupwise to version 6.0.

AN-MSI Key Opportunity Area: E-mail/Web

This upgrade should resolve any issues related to the fact that people off-campus can only
access the EPCC e-mail system via a dial-up modem. The ability to have direct Internet
access is a must-have feature. Also having web-mail capabilities would be a desired
feature.

Upgrades for Banner are included in current campus budgets.
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Recommendation 16:

Continue to move forward with the implementation of Pipeline as an EPCC web
portal. Explore the web-mail and other capabilities that Pipeline can provide.

AN-MSI Key Opportunity Area: E-mail/\Web

Students see the continued implementation of Pipeline as critical to their needs. They
want to make certain that it provides them with a unique campus e-mail address.

Although not necessarily directly related to Pipeline, the students would also like to have
online voting capabilities and they would like to have their involvement in EPCC-
sanctioned campus activities, such as participation in student government, included on
their transcripts.

The costs related to the implementation of Pipeline are currently budgeted.

Recommendation 17:

Continue implementing the Banner security system.

AN-MSI Key Opportunity Area: Security

Implementing the Banner security system will:

A require the identification of levels of security by position and/or skill set;

A require a sign-off mechanism by appropriate administrative levels and will possibly
require multiple sign-offs across units;

A require a review process for the requested changes in security levels.

The costs related to implementing Banner security are currently budgeted.

Recommendation 18:

Install anti-virus software on desktop computers, workstations and servers.

AN-MSI Key Opportunity Area: Security

The campus has an existing site license for anti-virus software. Annual maintenance
costs are estimated to be $50,000.
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Recommendation 19:

Implement a replacement plan on a three-year cycle for faculty and staff computers.

AN-MSI Key Opportunity Area: Other

This is a critical component to maintaining campus staff productivity and for ensuring the
ongoing movement by many of the faculty to the use of information technology as a
central element of the curriculum.

This will be implemented for full-time faculty and staff only. However, 20 workstations
will be provided on each of the five campuses for part-time faculty.

The estimated three-year cost for this recommendation is $1,778,000.

Recommendation 20:

Continue to replace computer laboratory workstations on a regular replacement
cycle.

AN-MSI Key Opportunity Area: Other

The importance of this recommendation is an essential element of maintaining state-of-
the-art technological capabilities for the students of EPCC.

As additional laboratories are placed into operation, the workstations in them will need to
be included in the replacement cycle.

The estimated three-year cost for this recommendation is $2,800,000. Student
technology fees will be used to replace the workstations.

Recommendation 21:

Replace administrative hardware on a regular replacement cycle.

AN-MSI Key Opportunity Area: Other

Some of the equipment will most likely be on a three-year replacement cycle. Some
equipment, such as the routers, switches and telephone hardware may be on a four-year
or longer cycle.

EPCC currently has $600,000 budgeted annually for administrative hardware, and
$900,000 for administrative software. In addition, $424,000 is budgeted for Banner
implementation, training, and server upgrades. The cost for replacing administrative
hardware has been built into the base IT budgets in a manner that reflects the respective
replacement cycles.
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Recommendation 22:

Expand the wireless networks on the campuses and in the central offices to key
student public areas, including libraries, cafeterias, etc., and in major
administrative areas, including conference rooms.

AN-MSI Key Opportunity Area: Other

This recommendation is consistent with the expansion of wireless technologies in both
the public and private sectors.

The campus will expand the wireless networks at the Valle Verde, Mission del Paso,
Transmountain, and Rio Grande campuses.

Estimated three-year costs for this recommendation are $63,000.

Recommendation 23:

Develop and implement an IT support plan for the delivery of distance education.

AN-MSI Key Opportunity Area: Other

The IT support plan should determine the desired direction of EPCC for distance
education. EPCC may want to develop an academic IT plan under the auspices of the
CIO, with significant input from the academic vice president and other areas that are
involved in identifying strategic directions for distance education.

There will be indirect faculty and staff time-on-task costs for developing the plan. Costs
for implementing the plan will be determined following the development of the plan.

Recommendation 24:

Continue to take a leadership role in the design, development and implementation of
the ORION project. Ensure that campus priorities and needs, including distance
education, are included in the plan.

AN-MSI Key Opportunity Area: Other

EPCC has already invested approximately a million dollars in the cabling for the
incipient ORION network. A governance structure has also been established. Further
planning for governance, priorities and usage need to occur. It is anticipated that the
ORION project will ultimately lead to shared costs and potential IT cost savings for
EPCC.

There are no direct costs related to this recommendation. However, there may be costs to
the participating institutions as the goals and strategies for ORION are developed.
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Medium Priority

Recommendation 25:

Be prepared to increase the bandwidth as functions are added and use levels
increase.

AN-MSI Key Opportunity Area: System Access/Network Speed

As new functions and users are added, and as new versions of existing functions require
additional bandwidth, it is very likely that the campus network bandwidth will need to be
increased beyond the recent increase in bandwidth.

It is recommended that, beginning in fiscal year 2005, $100,000 be budgeted annually for
the costs related to increasing the bandwidth.

Recommendation 26:

Develop a new facilities master plan that incorporates current and future IT
infrastructure elements as a central element.

AN-MSI Key Opportunity Area: Strategic Planning

The most recent EPCC facilities master plan is over ten years old, meaning that IT
requirements were not a central theme. Fortunately, the district has considered IT needs
in its new and renovated construction. The current industry standard is for new plans to
be developed at least every five years. So, a new facilities plan is essential.

The timing of the development of the new plan could be tied to the planned expansion of
existing facilities, most likely through the issuance of new bonds. The development of
the master plan has been presented as a “medium” priority. However, if EPCC intends to
issue bonds within the next fiscal year, then the priority ranking should be moved to
“high.”

EPCC intends to develop the facilities master plan in-house. Thus, the only costs
associated with this recommendation are the indirect costs for staff time-on-task.



EPCC Information Technology Strategic Plan Page 21 of 26

Recommendation 27:

Make all classrooms network accessible.

AN-MSI Key Opportunity Area: Technology and Teaching

Upgrading the classrooms to make them network accessible will provide considerable
flexibility and potential cost savings toward making the district a “wired” campus.

It is recommended that ten classrooms be upgraded each year until all classrooms at all
campuses are upgraded.

The fiscal year 2005 and 2006 costs are estimated to total $66,000.

Recommendation 28:

Develop a set of training needs related to the skill sets of each new person hired.
Develop a checklist and signoff sheet for each position to make certain that new
hires have appropriate training in a set amount of time.

AN-MSI Key Opportunity Area: Training

It was clear in the planning discussions that the skill sets of new employees vary greatly.
Even if they have basic computer skills, they most typically do not have specific skill sets
related to the use of Banner and site-specific applications.

Developing training needs related to employee skill sets would move the district away
from “one size fits all” training to training more tailored for the specific needs of the
employees. Developing a checklist and signoff sheet for each position will ensure that
the employees complete appropriate training in an optimal timeframe.

There should be no direct costs related to this recommendation, but assessing the skill
sets and developing a training checklist will require significant time-on-task. It is
recommended that this be implemented over multiple years, with a priority emphasis on
the “power” users.

Recommendation 29:

Develop new designated training facilities centrally and on each campus.

AN-MSI Key Opportunity Area: Training

It was recommended in the planning discussions that EPCC consider a multi-faceted
approach to all of its training and the related training facilities that includes:
A smaller campus training facilities for localized and higher-level training
A acentral district training facility for large-scale and more basic training
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A training delivery that uses a combination of on-site, centralized, and self-tutorial
modules

A Implementing a “train the trainer” model in which individuals are selected to receive
extensive training; they then train other faculty and staff. Such a model can reduce
overall training costs.

Based upon this, EPCC intends to add training facilities at the Northwest, Mission del
Paso, Transmountain and the Rio Grande campuses. Training facilities already exist at
the Valle Verde campus. Fifteen workstations will be available in each facility.

The cost for upgrading an existing room to a permanent training facility will vary
somewhat based on the size and nuances of the rooms. Assuming that two training rooms
will be developed each year, beginning in fiscal year 2005, the total two-year cost is
estimated to be $164,000.

Recommendation 30:

Purchase Innovative INNOPAC modules for each of the campus libraries.

AN-MSI Key Opportunity Area: Administrative System (Banner)

Installation of the INNOPAC package permits the existing library software to interface
with the Banner system. This is useful for the collection and integrated reporting of
library fines, etc. The interface would also permit a registration hold to be placed on a
student if they have accrued too many library fines.

It is assumed that three campus libraries will be provided the software in fiscal year 2005
and two in fiscal year 2006. The cost of each INNOPAC module is estimated to be
$15,000. Two year costs are estimated to total $75,000.

Recommendation 31:

Assess the degree to which Banner capabilities are being utilized.

Review the skill sets of existing positions related to the use of Banner, and assess the
impact that the Banner system has on existing job functions.

AN-MSI Key Opportunity Area: Administrative System (Banner)

These are necessary first steps in any process re-engineering that the district does in
relation to the Banner system.

The assessments could be done in-house are by an external consulting firm. If completed
in-house, there should be no additional costs other than those related to staff time-on-
task. The cost of hiring an external consulting firm is estimated to total $40,000 in one-
time costs.
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While it would save money to do the assessments in-house, the perception and actuality
of objectivity might be greater if they were done by someone with no vested interest in
the outcome of the assessments. Also, an external consulting firm might bring a fresh
perspective to the analysis.

Recommendation 32:

Utilize the add-drop capabilities of the Banner system. If necessary, redesign the
registration and other processes to permit the capability to work correctly.

AN-MSI Key Opportunity Area: Administrative System (Banner)

The capability for adding add-drop may already exist within the Banner system. If so,
the district will need to evaluate the registration processes to make certain that all the
elements supporting the add-drop capabilities are in place.

There should be no costs related to this recommendation other than the indirect costs
related to staff time-on-task.

Recommendation 33:

As a longer-term option beyond upgrading to Novell Groupwise 6.0, migrate to
another e-mail system that is not Novell-based.

AN-MSI Key Opportunity Area: E-mail/Web

The primary impetus behind this recommendation is the fact that Novell is no longer the
significant player in the market that they once were, and there may be limited support in
the future for Groupwise from the company. Under this recommendation, EPCC would
maintain Groupwise 6.0 until all faculty and staff have migrated to a new system, which
could take place over several years. At that time, EPCC might want to discontinue its
support of Groupwise. The e-mail system that the district migrates to would be
determined by EPCC.

It is assumed that EPCC would begin this migration in fiscal year 2005. Two-year costs
for the migration are estimated to be $24,400 for new servers and the cost of a site license
for new software.
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Recommendation 34:

Develop and enforce a set of standards for district e-mail communications.

Create an e-mail bulletin board for posting personal, non-essential, and other
similar items. Limit personal communications to the bulletin board.

AN-MSI Key Opportunity Area: E-mail/\Web

There is a strong need for a set of standards to be developed that will ensure that the
district e-mail system is not misused. While up to the district, it is recommended that
these standards focus on the appropriate use of general e-mail for district business as
opposed to personal uses. The e-mail bulletin board would provide a vehicle for the
distribution of those communications that aren’t directly related to the business of EPCC.

There should be no additional costs for implementing this recommendation other than the
indirect costs related to staff time-on-task.

Recommendation 35:

Determine additional key areas for the development and upgrading of IT policies
and procedures. Establish a set of procedures and timetables for the updating of
existing policies and procedures.

AN-MSI Key Opportunity Area: Policies/Procedures/Standards

It is essential to have a process whereby district policies and procedures are regularly
reviewed and updated. The implementation of this recommendation would move that
process forward.

There should be no additional costs for implementing this recommendation other than the
indirect costs related to staff time-on-task.

Recommendation 36:

Develop and distribute a web-based IT policy and procedures manual.

AN-MSI Key Opportunity Area: Policies/Procedures/Standards

The district needs to have an up-to-date policy and procedures manual. Once developed,
distribution of the manual on the district Web ensures ready access to the manual by
faculty and staff, and also reduces the cost of distributing the document.

There should be no additional costs for implementing this recommendation other than the
indirect costs related to staff time-on-task.
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Recommendation 37:

Expand network security by adding detection/intrusion software and other
technologies.

AN-MSI Key Opportunity Area: Security

The district has determined that they will install the Packeteer authentication system as a
means of upgrading network security.

The cost of the server is estimated to be $50,000. There will also be annual maintenance
costs that are estimated to be $5,000.

Recommendation 38:

Develop and implement an IT Disaster Recovery Plan

AN-MSI Key Opportunity Area: Security

The criticality of having a disaster recovery plan for the district cannot be overstated,
particularly given the realities of the underlying threats to institutions that are reflected in
the national anti-terrorism efforts. However, the development of such a plan would be
essential to ensuring that critical campus records and other information would not be lost
if a disaster ever did strike one or more of the campuses or the district offices.

While cost estimates are not included in the budget recommendations for this plan, there
will be costs to the district. The costs for implementing a disaster recover plan will vary,
depending on whether the district chooses a campus or off-campus backup site. An off-
campus site will require contractual costs that include data storage costs. An on-campus
site might require redundant hardware and software. The advantage of choosing an off-
campus backup site is that the maintenance of records would be independent of events
that occur on any campus.

Recommendation 39:

Expand access and support for disabled faculty, staff and students.

AN-MSI Key Opportunity Area: Other

The areas to be considered include, but are not limited to, expanded access on the Banner
systems and in all computer laboratories. The access should be consistent with the
compliance requirements under Federal Regulation Number 508.

It is recommended that, beginning in fiscal year 2005, the district build at least $10,000
annually into the base IT budget for expanded access and support.
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Budgetary Considerations and Planning

The three-year total for all of the recommendations included in this plan is $5,801,355.
The fiscal year 2004 costs total $1,753,684, the fiscal year 2005 costs total $2,070,117,
and the fiscal year 2006 costs total $1,977,554. Base expenditures are estimated to total
$4,895,955 for the three years, multiple-year expenditures $742,400, and one-time
expenditures $163,000. A complete summary of the annual costs for each
recommendation, including the assumptions used to develop the cost estimates, and the
total three-year costs, can be found as an appendix to this report.

Potential cost reductions or offsets include identifying sources in the existing EPCC
information technology and related budgets, funding items through non-state fund
sources and completing several of the recommendations in-house. For example,
installation of the INNOPAC software in the libraries has the potential of increasing the
collections from library fines that are tracked. The increased collections could be used as
a source of funds for a portion of the costs for the purchase of the INNOPAC software.
A number of the assessments can be completed in-house. If all potential cost reductions
or alternative funding sources were utilized, the three-year total could be reduced by
$103,750. This leaves a three-year net cost of $5,697,605.

Revenues to fund some of the recommendations can also be collected through student
fees. The most prominent example is the cost of upgrading the computer laboratories.

As the three-year cost of the computer laboratories, including the workstations in the Arts
and Graphics laboratory total $2,828,000 this reduces the $6 million total by 47%, and
the total with potential with cost reductions included by virtually half.

Given the fact that this planning process began late in the fiscal year, some of the
timeframes for the high and medium priorities could be moved to later fiscal years,
reducing the costs for fiscal year 2004. In addition, a number of the implementation of
the recommendations could be spread out over more fiscal years, further reducing the
annual costs.

However, even with these potential actions, new or reallocated sources of funds will still
need to be found by EPCC to fully implement the recommendations. And, it is the
viewpoint of ECF that the implementation of most, if not all, of these recommendations
are essential for optimally moving forward the EPCC IT functions.



