LOS MEDANOS COLLEGE

SUPPORT SERVICES PROGRAM                                REVIEW & PLANNING

“The institution offers high-quality support services programs to other college departments in the areas of instructional and student services programs. The effective provision of support services allows the college overall to meet its goals and strategic initiatives.
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COLLEGE GOALS and INITIATIVES

As you review and prepare plans for your program, keep in mind current goals and initiatives developed for the college’s Master Plan.

COLLEGE GOALS

1. Offer high quality programs that meet the needs of the students and the community.

2. Ensure the fiscal well-being of the college.

3. Enhance a culture of innovation, inclusiveness and collaboration.

4. Improve the learning of students and the achievement of their educational goals.

5. Establish a culture of planning, implementing, assessing and improving.

STRATEGIC INITIATIVES
1. Grow enrollments productively.

2. Improve the image of the college.

3. Increase the number of transfers, degrees and certificates.

I.
GENERAL DESCRIPTION OF THE DEPARTMENT PURPOSE/MISSION
Each support services department possesses a general purpose and mission in defining the services it provides and how those services will be administered.
1. What is the purpose and mission of this department? 
The department of Information Technology & Services, headed by the Chief Information Officer, provides information technology leadership and coordination for the College and its service areas and to maximize the effectiveness and efficiency of information technology infrastructure and services to support the instructional, administrative and public-service missions of the institution.  
2. What specific services does this department provide and who are the customers of these services?  Address how each service is provided to the identified customers.  Address any manuals, publications or marketing efforts the department uses to communicate its services.
3. How do the purpose, mission and services support college goals and strategic initiatives?
II.         SATISFACTION SURVEY
One of the best ways to evaluate the services provided by support services departments is to survey its customers.  Provide a summary of the results of a recent survey conducted for this program review, or any other instrument the department has conducted for use in the program review process.

PLAN

Based on the results of the survey, or other instrument used, indicate what plans the department has developed to meet any areas of improvement. 
The summary of the results show that while there has been an increase and improvement in the overall service from IT over previous years, customers indicate that service is not implemennted in a timely fashion and manners at times, non-existent. Many comments center around the lack of availability of technicians and unanswered phone calls. These comments attest to the impossibility of providing quality service without sufficient staff to provide service. Once all technicians are occupied with assignments, there are no other bodies available to answer phone calls or deal with “walk-ins” that occur daily for the department.

The plan to address the results of the survey is to request 2 additional staff members for the IT department as well as appropriate funding to hire hourly workers to cover the phones. We will also market our self-service offerings via our ticket request site. Many users call the service desk for requests that they can enter into our ticket tracking site. This would reduce the overall number of phone calls and provide the customer the opportunity to log their own tickets and in many cases resolve them by following the online instructions. 
III.        PROGRAM RESOURCES and DEVELOPMENT

Program review and planning must be integrated with other planning processes such as the master plan, requests for staffing, and the financial planning model. It is important that the institution effectively and efficiently uses its human, physical, technological and financial resources to achieve its educational purposes, including stated student learning outcomes and improvement of institutional effectiveness.

REVIEW

1. Does the program have sufficient permanent and hourly staffing (FTE)? Address any recent changes in staffing and the reason for the changes and the impact it has had on the department operation.
IT&S does not possess sufficient staffing to adequately service the needs of the College. The current ratio is 1:250 (staff to computers). Review of ticket logs shows that on average a customer waits anywhere from 2-3 days for service even for high priority issues. Currently IT has 35 open tickets with the oldest ticket dating back to 07/24/2006.The lack of staffing forces the unit to consistently work in triage mode. This mode of operation prevents IT from developing and implementing strategic technologies that would benefit the overall workflow of the college. Important to note is the lack of quality service with the present number of resources in IT and this is prior to the opening of the two new buildings later in 2007. The number of machines requiring support will increase by 25%. If no additional staff are acquired, IT will be unable to support a large segment of the campus community.
2. Describe staff participation in staff development? What staff development activities are needed to improve the program? 
The foundation of any good IT department is the knowledge base possessed by the IT staff. This knowledge expands and develops as a result of on the job experience and training. The technology of LMC has not been pushed forward in the past few years and we currently have no established training budget for IT staff. The result is longer wait periods for service for staff, decreased productivity and the impossibility of implementing innovative technologies that would benefit the needs of the College. In addition, this allocation should be the industry standard of $5,000/technician. This covers two classes per year for each technician. 
3. What additional facilities and equipment is required to maintain or improve the effectiveness of the program? 
This question is more of the issue of budget to purchase needed equipment as opposed to the need for equipment
4. Does the program have a sufficient budget? How would budget increases improve the program’s effectiveness?
The IT department does not possess a sufficient budget. Often times the department’s hands are tied when trying to implement solutions or deal with emergencies due to lack of equipment and resources, which is a direct consequence of lack of budget. The power outages and resulting damages are perfect examples. The timelines between challenge and solution were several weeks as we waited to find money to purchase the items needed immediately. The current budget for IT provides maintenance for some existing equipment and software but is insufficient for evaluating any new technologies and precludes us from offering proactive (as opposed to reactive) support. IT recommendation is the industry standard 4-10% of the overall operating budget.
PLAN

Write planning objectives for addressing the review of staff development, and human, facilities and financial resources.

Human Resources I T has two objectives (1) the acquisition of 2 additional FTE and the development (technical training) of existing IT staff members. The additional staff will present IT with the opportunity to accomplish all of the needed technological needs of the campus. IT currently has over 20 major projects that are in dire need of completion. The lack of staffing has caused these projects to be sidelined for over 3 years.
Financial resources: the development and acquisition of a budget that reflects the complexity of the college’s computing environment and allows for expansion and innovation. IT has a number of projects that need to be implemented to provide the college with service and security to meet the challenges of the constantly changing world of technology.
IV.        OTHER ISSUES

This section is for issues not addressed previously in this report.

REVIEW

Detail other issues or items program staff has determined to be significant.

PLAN

Write planning objectives to address the additional issues detailed above.

V.        PROGRAM PRIORITIES

Due to resource limitations, programs need to focus on selected objectives for the short term. What changes does the program need to make based on the review? One of the key criteria for funding new initiatives via the Financial Planning Model process is the extent to which the proposal contributes to college goals and initiatives. 
The major area for change for the IT department is acquisition of personnel. This one area affects our service delivery to customers, our ability to take on new projects as well as our ability to complete existing projects. The department is continually “dinged’ by the LMC community regarding service and without proper staffing levels that reflect the growth the college has experienced in computers, the complexity of software applications, staff and growth of the network, it is impossible for IT to provide quality service.

REVIEW

Carefully review the planning objectives generated in the previous sections. Identify them as either operational (not requiring additional funding or other resources) or new initiatives (requiring additional funding or other resources). Prioritize each set of objectives. 

PROGRAM ACTION PLAN

OPERATIONAL PLAN

	Objectives
	Activities
	Desired Outcomes
	Lead
	Timeline

	Create and configure SMS server
	Install, configure, test and deploy
	Automated software deployment (for upgrades and end user self service)
	Anthony Crawford
	April 2007

	Create instructional network
	Design, install, configure and maintain
	Create centralized process for managing lab computers. Automated many of the lab imaging process to allow for swifter response to instructional software needs
	Anthony Crawford
	Feb 2007

	Replace SARS server
	Build and install server, backup and migrate database. Re-script all SARS users to use new server
	Integrate SARS into Domain preventing need for 2 SARS login passwords. 
	Anthony Crawford
	March 2007

	Complete Backup redesign
	Redesign, pilot and deploy new backup system. 
	Ability to recover data at the single file level, perform entire server restores in hours instead of days. Create real-time backups for main file, web and online servers
	Anthony Crawford
	Feb 2007

	Create intranet with a Sharepoint portal server
	Design, install, configure and maintain
	Creation of internal LMC portal to automate and digitize LMC paper processes: document management , time off requests, online forms instead of paper forms, information and documents sharing w/user designed alerts to publicize newly posted information
	Anthony Crawford
	March 2007

	Implement Pay for Print in Nursing Lab
	Rebuild nursing lab machines to accommodate pay for print.
	ROI in nursing area in regard to printing material. Lower operating costs via lack of abuse of printing results in toner, paper and printer maintenance fees.
	Rod Raumer
	Feb 2007

	Document SOP (standard operating procedures) and IT policies
	Document, catalog and publish IT SOP and policies 
	Standardize IT supports levels, implement workable SLAs based upon the SOP/policies prevent end user confusion regarding types of service and support devices.
	Anthony Crawford
	June 2007


NEW INITIATIVE PLAN

	Objectives
	Activities
	Desired Outcomes
	Lead
	Timeline

	2 additional FTE
	Outline need in program review
	Acquisition of 2 additional staff
	Cherry Li-Bugg
	March 2007

	Reconfigure LAN to accommodate new buildings
	Design, remove and rebuild network
	New network capable of supporting additional load generated by new buildings
	Jody Mills
	Feb 2007

	Rebuild server room
	Design, remove and install 
	Redesign room to better within stand power outages and high temps. 
	Anthony Crawford
	Jan 2007

	Implement IDS (intrusion detection system)
	Learn, install and maintain and intrusion detection system for the LMC network
	Alerts on attempted and successful hack attacks in real time. Prevention of inappropriate or unauthorized use of LMC network, computing resources and data.
	Jody Mills
	July 2007

	Build a enterprise –level wireless network
	Learn, build and deploy wireless access points and management interface
	Wireless in areas deemed necessary by TAG/SGC. Centralized management of all WAPS reducing need for additional WLAN engineers as network expands.
	Jody Mills
	Aug 2007

	Implement DRM (digital rights management)
	Install, configure and deploy
	Allow all staff to secure data files created in MS Office applications. Prevent printing, forwarding or emailing of sensitive documents w/o manager approval. Allow for digital signatures to be used and replace paper processes that require signature. For example FPM process could be completely online from application, to review, to SGC decision.
	Anthony
	April 2007

	Create a disaster recovery plan
	Design, document and pilot a disaster recover plan for campus
	Create a transition plan in the event of major failures on main campus. Provide alternative  means to conduct business in the face of disaster.
	Anthony Crawford
	May 2007


VI.        ANNUAL PROGRESS
Progress reports will be appended to this document each fall beginning in the academic year following completion of the program review.

FALL 2007

1. Have there been significant changes in the internal or external environment that necessitated changes to your program review and/or plan? If so, please describe them.

2. What is the status of the objectives identified in the Program Action Plan? 

3. If some objectives were attained, how successful were the changes in improving program effectiveness?

4. If some objectives were not attained, what were the impediments? Do you still believe these objectives will lead to program improvements?

5. What have you learned from this process that would inform future attempts to change and improve your program?

