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Agenda & Obijectives

Session Objectives: To review the project scope and

approach, illustrate the current state of IT Governance at
CSU, review peer approaches to IT governance, and gain
insights from stakeholders on opportunities for IT
Governance at CSU.
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Introductions & Objectives

Project Scope and Understanding
Current State

Peer Benchmarking

Discussion Questions - Workshops

Next Steps
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About brightspot
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OQur Approach

Using quantitative and
qualitative data to invent the
future not benchmark the past.

LOCATION DURING A TYPICAL WORKWEEK

individual responses

0% 20% 40% 60% 80% 100%
percent of time

A participatory approach that
builds consensus and enables
organizational change.
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An agile process that learns
through prototypes and piloting
to innovate and adapt.
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Project Understanding

CSU would like to move from an informal
to formal approach to IT governance so
that there is a structured process for
making decisions about IT investments
that includes consultation with faculty,
staff, and student users.

The aim of this process is to ensure that
IT is utilizing resources in the best
interests of the CSU community.

This process should form a set of
governance groups, specify which decisions
they will provide input on, how, and at what
cadence to formalize the identification,
intake, and prioritization of IT systems and
service enhancements. Given the
systemwide purview, this project will be
all-remote.

© 2023 brightspot strategy, A Buro Happold Company. BRIGHTSPOT



Project Objectives

The objectives of the project are to

1.

Assess current structure for IT governance
at high-level building on work to-date,

Gather input from university stakeholders,

Identify groups for IT governance and

formalize their operations in group charters,
and

Advise on communications for the
proposed IT governance structure to
increase awareness and alignment among
stakeholders about IT systems and service
enhancements.
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A note on the project scope:

This work will not answer all the questions
that may arise related to IT governance at
CSU. The goal is to develop a structure that
will help you answer those questions as you
move forward.

IT Governance is a continually evolving
venture and the framework developed here
will help you make the best decisions about
how to use shared resources for the entire
CSU system.
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Project Approach & Schedule

» 5/22
o 6/5

~ 6/12
© 6/26
373
= 7/10
= 7/17
= 7/24
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= 8/7

Research and Stakeholder Engagement

IT Governance Advising

SO0 (N

Final Presentation
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Current State




Project Goals & Guiding Principles

CSU IT Governance Goals:

1. A campus-wide assessment of
existing IT governance and
committee structures.

2. Develop a new IT governance
structure.

3. Establish standardized processes
for engaging IT governance
groups in the prioritization of IT
system and service
enhancements.

4. Create a project intake and
prioritization process for new IT
Initiatives.

5. Design an IT governance
communications framework.

Desired Outcomes:

1. Alignment between IT investment
and institutional/system-wide goals

2. Transparency into IT
decision-making.

3. Prioritization of IT resources for
campus and system

4. Development of policies,
processes, and standards

5. Collaboration and engagement
between Central IT and campus
stakeholders

© 2023 brightspot strategy, A Buro Happold Company.

Principles of IT Governance:

1. Align IT with business goals and
objectives

2. Establish clear accountability
and decision-making.

3. Foster a culture of risk
management.

4. Continuously evaluate and
improve IT processes.

5. Ensure compliance with
regulations and standards.

6. Foster transparency and
communication.

7. Need for external input - best
practices.

BRIGHTSPOT



Current IT Governance Structure

Information Technology Executive Committee (ITEC),
used by the Provost and staffed by university officers, to
establish and maintain policy for and oversight of the IT
environment at the University, ITEC no longer meets

IT Advisory Council (IAC)

Is the main IT Governance body, considers matters of
policy, strategy, operations, and management of the IT
environment at the University

College IT Administrators Council (CITAC)

provide a unified research and academic point of view for
IT governance, to investigate and potentially pursue
[T-related projects, and to act as an advisory group to the
deans for information technology issues.

University Technology Fee Advisory Board (UTFAB)
provides guidance and advice in the implementation and
application of technology at Colorado State University

Faculty Council's Committee on Information Technology
consults on campus-wide IT policies, practices, and
standards, reviews and engages in the campus-wide T
strategic planning process, and_makes recommendations
for resource allocations to the Vice President for IT to
achieve university academic and research goals.

Classroom

Review Board

ITSM

Advisory
Council

Facility :
e Ml;rnge;vr:\c:nt
IT Committee 9
. Data
Web Ad
p
Group

ITSM Core

Planning
Team
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Peer Benchmarking




Key Findings from Peer Review

Adaptation for the unique circumstances of - Clear communications lines for inputting
each University and outputting information between
committees and the running of a good

Clear distinction between roles of orocess for the University

committees with charters etc.

L , Evolution of capability rather than revolution
Good clarification between oversight, P Y

advisory, and operational committees - Learning for continuous improvement and

L .. change
Good distinctions between decision and 9

financial rights
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Peer Questions Considered

B~ W N

What is the Overall Approach?
What are the groups?
How do they communicate?

What is their level of decision
making authority?

How is the project intake and
prioritization process structured?
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1. Overall Custom Approach

e  Evolution of capability rather than
revolution

e  Learning for continuous improvement
and change

“The model for MSU Enterprise Governance
of IT is organized around the existing
governance structure of the larger university.
The IT model is designed to meet the diverse
needs of campus, align with the strategic
vision for MSU, and facilitate input and
communications between other university
governance and advisory bodies.”

- Michigan State

OVERSIGHT
- Administrative Systems Academic Systems
Research Systems
ADVISORY
OPERATIONAL

Michigan State University
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https://web.archive.org/web/20210818112957/https://tech.msu.edu/about/it-governance/

1. Overall Custom Approach

e  Each University is different and
specific to its own internal culture and
needs

e  Adaptation for the unique
circumstances of each University

e  Evolution of capability rather than
revolution

e  Learning for continuous improvement
and change

“The most recent changes to the IT
governance structure resulted from a study
spawned by the university’s IT Strategic Plan.

This governance structure is evaluated on a
regular basis, typically as part of an annual
review the CIO has with the committee
chairs.”

- NC State

Executive Cabinet

Adwsory Campus IT Directors (CITD) g _
IT Governance Coordinator

IT Governance Strategic IT
Committee (SITC)

Domain Committees
Research,

Scholarship &
Creativity

Educational Enterprise
Technology Applications
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This diagram shows the current IT governance model
and reporting structure.
NC State
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https://oit.ncsu.edu/governance-strategy/it-governance/

2. Established Groups & Committees

e  Clear distinction between roles of
committees with charters etc.

e  Good clarification between oversight,
advisory, and operational committees

“Each committee was created to balance
input from university stakeholders and the
mission of the university to make strategic
IT decisions within a defined scope.”

- Texas A&M

« University-Wide IT Governance Framework
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IT Advisory Committee (ITAC)

Associations, Committees,
Councils, Task Forces,
ITC ities of Practice and

| AV Survelllance Technology | | IT Policy Review

Collaboratlon Platforms |

| Electronic Information | | Identity Management and

Resource Accessibllity Active Directory

Others |

OPERATIONAL STRATEGIC LEADERSHIP EXECUTIVE
)
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Stakeholder Steering Groups

l University Risk and Compliance
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https://it.tamu.edu/about/it-governance/index.php

3. Communication Channels

e  Clear communications lines for
inputting and outputting information
between committees and the running
of a good process for the University

Clear communication channels and meeting
cadence are established.

Meetings can be scheduled on a regular basis
(monthly, semester) or as needed / requested.

“The IT Project Governance Group (PGG)
meets on a monthly basis and is tasked with
ensuring that new technology projects taken
on by K-State are aligned with university goals
and strategy, are adequately funded and
staffed, and do not conflict with or overlap
existing projects and initiatives. ”

- Kansas State

IT Governance Calendar

Monthly Meeting Schedule for IT Governance Committees

View Entire Calendar

Texas A&M

e UNIVERSITYofTENNESSEE

Statewide IT Governance Committee Charter

Membership

Committee membership is determined by organizational role as primary or delegated Business or IT
decision maker (within campus, institute, or system), role as primary or delegated Institutional Research
decision maker, or role of Community of Practice Chairperson. Membership is based on the capacity to
effectively represent constituency interests in the Statewide IT decision making process.

The Committee is expected to seek guidance as necessary to fulfill its mission. Such guidance may
include, but is not limited to, the creation of advisory councils and incdusion of additional internal or
external experts.

Meetings

The Committee is to meet as often as necessary to fulfill its responsibilities, as determined by the
Committee Chairperson(s). It is to make information on participation, agenda, and minutes available to
its constituencies and other members of the Statewide IT Governance community upon request.

University of Tennessee
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https://it.tamu.edu/about/it-governance/index.php
https://techsolutions.tennessee.edu/governance/

4. Decision Making Authority

e  Clear communications lines for
inputting and outputting information
between committees and the running
of a good process for the University

e  Good distinctions between decision
and financial rights

“Governance plays a strategic role rather than
an operational role, and should be consulted
regarding new service development, the
selection of technology solutions, and the
direction of the service as well as service
changes that meet the criteria that would
bring them before governance”

- NC State
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Security Note:
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NCSU RACI matrix for service decisions
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https://docs.google.com/document/d/1IkyYaM5x6oKfC9IMALp22IQ67KXo8hE0EenVJ3FUzBc/edit

4. Decision Making Authority

° Good distinctions between decision
and financial rights

“IT Governance establishes and maintains
processes that create transparency, clarity,
accountability, and equity in strategic IT
investments; ensures alignment to university
strategic priorities; and documents outcomes
of strategic IT activities.

The Enterprise Information Investment
Committee (ElIC) is composed of OSU
community members from across the
university who represent the primary areas
where IT investments will be made based on
OSU SP 4.0 and IT Strategic Plan 2023.
Members include those representing
teaching, learning, research, extension and
administration.”

- Oregon State University

wmm Capability Area Committee

W Function

D

Information Security

University Leadership ¢——— university alignment

Portfolio Management Office + Enterprise Project

Portfolio Management Office // Innovation //
Enterprise Architecture

IT strategy and ]

Enterprise Information
> Investment Committee <

!

53

Educational IT

+
et
Student
Experience IT
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https://uit.oregonstate.edu/governance

5. Project Intake & Prioritization

° Good distinctions between decision
and financial rights

“Project Requesters and IT Analysts
collaborate on executive summary, scorecard,
and financial/labor hours summary to assist
PGG in evaluating and determining project
priority. The goal of prioritizing projects is to
staff the highest priority projects first, based
on individual team availability. Below are the
descriptions of the PGG priority options.

Projects can be re-prioritized at the request of
PGG or the Project Sponsors. Approval of
reprioritization will have an impact on project
deliveries and resourcing.”

- Kansas State

Project Evaluation PMO Analyst Large initiatives Project Manager Project work begins

Request submitted works with requestor reviewed by P66 and Lead assigned

Project Priority Structure

Mandatory projects regulatory, compliance, security,
institutionally critical

Directly impacts enrollment, retention, revenue generation,
and/or reduction of labor by implementing efficiencies

Has merit but does not directly meet Priority 1 criteria

Small projects has tangible value, proceeds as time and
resources allow
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Discussion




1. Groups

- What groups exist today?

- Where are the gaps?

What could be improved?

i University-Wide IT Governance Framework
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Student and Academic Technologies Committee
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University Staff Council

Graduate and Professional
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“— Student Government
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4t— Associations, Committees,
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Identity Management and | | — |
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2. Communication

IT Governance Structure N\
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STRATEGIC IT The Chief Information Security Officer should
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How do they communicate with
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Governance committees and subcommittees may form steering teams and working groups as needed.
Steering teams may also form working groups if needed.

Types of Governance Bodies

’ ‘ ‘ ‘ ’ l Overall Strategy Advice Functional Domain  Resource Prioritization Temporary

‘ ‘ ‘ ‘ WORKING
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https://oit.ncsu.edu/governance-strategy/it-governance/

3. Project Intake & Prioritization

How is the current project intake and
prioritization process structured?

What works well and how might it be
improved?

1. Intake Form

Project Evaluation
Request submitted

PMO Analyst Large initiatives Project Manager
works with requestor reviewed by P66 and Lead assigned

Project work begins

Project request is
submitted by
Requestor.

Mandatory
» Critical infrastructure/cybersecurity
prosects

fﬂ:

®® -

Projects
, More than 20 hours and are typically
assigned L & XL T-Shirt sizing

https://www.k-state.edu/it/projects/

Project is

approved and

assigned a project

manager. Project manager
begins the

OR project initiation
process.

Request is
reviewed by
Enterprise
Systems
management
team during

; equestor i
weekly meeting. Hegues 5

contacted for
more information.

https://its.wsu.edu/esg-projects/

Tasks
T T i ST T = T

assigned XS-Med T-Ghirt sizing
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CSU Pueblo - Project Intake Workflow
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4. |T Needs

What happens when a faculty or
college needs something from IT?

Who do users go to for IT needs?

Executive Cabmet

IT Governance Coordinator

Advisory Campus IT Directors (CITD) m

IT Governance Strategic IT
Committee (SITC)

Domain Committees
Research,

Scholarship &
Creativity

Educational Enterprise
Technology Applications
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NC State
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Next Steps




Next Steps

Stakeholder Workshops (5/17)

Separate meetings with students, faculty, and
staff to learn more about the current state and
discuss opportunities for IT governance

Synthesize Findings

brightspot will compile and summarize findings
from this meeting and stakeholder workshops

Findings Review with Core Planning Team (week of 5/29)

Next engagement with this group will happen
toward the end of May and will be a collaborative
work session to review findings and workshop IT
governance framework
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Thank you!




Appendix




Peer Benchmarking




Project Goals & Guiding Principles

IT Governance Goals: Key Principles of IT Governance:

—_

1. A campus-wide assessment of existing IT

. Align IT with business goals and objectives
governance and committee structures.

2. Establish clear accountability and

2. Develop a new IT governance structure. decision-making.
Establish standardized processes for 3. Foster a culture of risk management.
engaging IT governance groups in the , ,
prioritization of IT system and service 4. Continuously evaluate and improve IT
enhancements. processes.

4. Create a project intake and prioritization 5. Ensure compliance with regulations and
process for new IT initiatives. standards.

5. Design an IT governance communications 6. Foster transparency and communication.
framework.

7. Need for external input - best practices.
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Key Findings from Peer Review

Adaptation for the unique circumstances of - Clear communications lines for inputting
each University and outputting information between
committees and the running of a good

Clear distinction between roles of orocess for the University

committees with charters etc.

L , Evolution of capability rather than revolution
Good clarification between oversight, P Y

advisory, and operational committees - Learning for continuous improvement and

L .. change
Good distinctions between decision and 9

financial rights
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Peer Questions Considered

B~ W N

What is the Overall Approach?
What are the groups?
How do they communicate?

What is their level of decision
making authority?

How is the project intake and
prioritization process structured?
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1. Overall Custom Approach

e  Evolution of capability rather than
revolution

e  Learning for continuous improvement
and change

“The model for MSU Enterprise Governance
of IT is organized around the existing
governance structure of the larger university.
The IT model is designed to meet the diverse
needs of campus, align with the strategic
vision for MSU, and facilitate input and
communications between other university
governance and advisory bodies.”

- Michigan State

OVERSIGHT
- Administrative Systems Academic Systems
Research Systems
ADVISORY
OPERATIONAL

Michigan State University
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1. Overall Custom Approach

e  Each University is different and
specific to its own internal culture and
needs

e  Adaptation for the unique
circumstances of each University

e  Evolution of capability rather than
revolution

e  Learning for continuous improvement
and change

“The most recent changes to the IT
governance structure resulted from a study
spawned by the university’s IT Strategic Plan.

This governance structure is evaluated on a
regular basis, typically as part of an annual
review the CIO has with the committee
chairs.”

- NC State

Executive Cabinet

Adwsory Campus IT Directors (CITD) g _
IT Governance Coordinator

IT Governance Strategic IT
Committee (SITC)

Domain Committees
Research,

Scholarship &
Creativity

Educational Enterprise
Technology Applications
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This diagram shows the current IT governance model
and reporting structure.
NC State
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https://oit.ncsu.edu/governance-strategy/it-governance/

2. Established Groups & Committees

e  Clear distinction between roles of
committees with charters etc.

e  Good clarification between oversight,
advisory, and operational committees

“Each committee was created to balance
input from university stakeholders and the
mission of the university to make strategic
IT decisions within a defined scope.”

- Texas A&M

« University-Wide IT Governance Framework
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3. Communication Channels

e  Clear communications lines for
inputting and outputting information
between committees and the running
of a good process for the University

Clear communication channels and meeting
cadence are established.

Meetings can be scheduled on a regular basis
(monthly, semester) or as needed / requested.

“The IT Project Governance Group (PGG)
meets on a monthly basis and is tasked with
ensuring that new technology projects taken
on by K-State are aligned with university goals
and strategy, are adequately funded and
staffed, and do not conflict with or overlap
existing projects and initiatives. ”

- Kansas State

IT Governance Calendar

Monthly Meeting Schedule for IT Governance Committees

View Entire Calendar

Texas A&M

e UNIVERSITYofTENNESSEE

Statewide IT Governance Committee Charter

Membership

Committee membership is determined by organizational role as primary or delegated Business or IT
decision maker (within campus, institute, or system), role as primary or delegated Institutional Research
decision maker, or role of Community of Practice Chairperson. Membership is based on the capacity to
effectively represent constituency interests in the Statewide IT decision making process.

The Committee is expected to seek guidance as necessary to fulfill its mission. Such guidance may
include, but is not limited to, the creation of advisory councils and incdusion of additional internal or
external experts.

Meetings

The Committee is to meet as often as necessary to fulfill its responsibilities, as determined by the
Committee Chairperson(s). It is to make information on participation, agenda, and minutes available to
its constituencies and other members of the Statewide IT Governance community upon request.

University of Tennessee
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4. Decision Making Authority

e  Clear communications lines for
inputting and outputting information
between committees and the running
of a good process for the University

e  Good distinctions between decision
and financial rights

“Governance plays a strategic role rather than
an operational role, and should be consulted
regarding new service development, the
selection of technology solutions, and the
direction of the service as well as service
changes that meet the criteria that would
bring them before governance”

- NC State
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Owner Steering Team | Team

Service configuration A C R -
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Service changes A C R C
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4. Decision Making Authority

° Good distinctions between decision
and financial rights

“IT Governance establishes and maintains
processes that create transparency, clarity,
accountability, and equity in strategic IT
investments; ensures alignment to university
strategic priorities; and documents outcomes
of strategic IT activities.

The Enterprise Information Investment
Committee (ElIC) is composed of OSU
community members from across the
university who represent the primary areas
where IT investments will be made based on
OSU SP 4.0 and IT Strategic Plan 2023.
Members include those representing
teaching, learning, research, extension and
administration.”

- Oregon State University

wmm Capability Area Committee

W Function

D

Information Security

University Leadership ¢——— university alignment

Portfolio Management Office + Enterprise Project

Portfolio Management Office // Innovation //
Enterprise Architecture

IT strategy and ]

Enterprise Information
> Investment Committee <

!

53

Educational IT

+
et
Student
Experience IT
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5. Project Intake & Prioritization

° Good distinctions between decision
and financial rights

“Project Requesters and IT Analysts
collaborate on executive summary, scorecard,
and financial/labor hours summary to assist
PGG in evaluating and determining project
priority. The goal of prioritizing projects is to
staff the highest priority projects first, based
on individual team availability. Below are the
descriptions of the PGG priority options.

Projects can be re-prioritized at the request of
PGG or the Project Sponsors. Approval of
reprioritization will have an impact on project
deliveries and resourcing.”

- Kansas State

Project Evaluation PMO Analyst Large initiatives Project Manager Project work begins

Request submitted works with requestor reviewed by P66 and Lead assigned

Project Priority Structure

Mandatory projects regulatory, compliance, security,
institutionally critical

Directly impacts enrollment, retention, revenue generation,
and/or reduction of labor by implementing efficiencies

Has merit but does not directly meet Priority 1 criteria

Small projects has tangible value, proceeds as time and
resources allow

© 2023 brightspot strategy, A Buro Happold Company. BRIGHTSPOT



Notes on Peer Benchmarking

Enterprise group exists within many of the peers, this e Intrigued about governance related to financial research,
resonates for CSU that sort of aligns with CSU piecemeal approach,

Thinking about investing in larger tools, thinking about
solutions that could work for broader groups

Alignment and overlap in the things that are working well
for others

Current strategic plan at CSU aligns with what is shown in
the peers, domains are focused and don't overlap, sending
information to strategic management team that is laterally
supported by groups or committees,

Student success group as an example, parametal approach
with lateral support necessary

Compliance and accreditation and project prioritization
elements are important elements for CSU

© 2023 brightspot strategy, A Buro Happold Company.
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Appendix

Peer Benchmarking



Boston University

Why is this relevant to CSU?

In some ways this structure
encompasses a lot of the info flow for
projects and change in the context of
overall University policies. We do
need to understand CSU's University
policies and not run into obvious
roadblocks where we potentially
contradict these generic policies.

BU IT Governance Structure

University Policy Process University Budget Committee

VP IS&T and Client Executive Sponsors

Technology Governance Committees

Educational Technologies

Research Computing

Administrative Systems

Common Services & Information Security

Strategic Information Group

Technology Policy Proposals
Domain Project Portfolios

IT Service IT Project Student Tech

Management Steering Advisory
BOSTON . :
UNIVERSITY | Meetings Committees Council
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University of British Columbia

Why is this relevant to CSU?

The difference highlighted here
between decision making and
advisory groups needs to be
articulated in CSUs model. A way to
do this is looking at the financial
approval process today and adapt.

IT Governance Model

UBC Board of Governors  » [TITCCTIRRRTPRRRS

Board Finance Committee

UBC Executive IT Advisory Council (ITAC)

UBCYV Provost and UBCO DVC

IT Capital Planning Committee
1
Unit IT Governance Committees Architecture Review Board

UBCV & UBCO Senates

Senate Sub Committees

Legend
Decision
Making
Advisory

In design

Teaching and Learning

and S

AemsssS il

Finance Systems
Operations Group ).

e

Library Systems
Operations Group __Jil

=
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Learning Technology Leadership Team (LTLT) Enterprise Systems & Services Leadership Team
Enterprise Services
Advisory Group B

Student Systems
il Operations Group

RessS il

HR Systems
| Operations Group

e
Alumni Systems

Operations Group
e

Identity Management

Operations Group
—

Data Governance
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University of Wisconsin

Why is this relevant to CSU?

CSU's policies for infrastructure,
security, applications needs to be
derived in the governance groups and
then managed accordingly as part of
the advisory input.

IT MANAGEMENT AND GOVERNANCE STRUCTURE

Executive Board
(Executive Oversight & Strategic Direction)
| Provost || Chancellor|| VCRGE || vCFA |

| Two Deans (rotating) I

1§

| Special Advisor to the Chancellor | —

Office of the CIO
« IT Center of Excellence:
Service-Centric Focus

[

~

o

IT Core Leadership Team
Exec Dir, IT Planning and Strategy
& ITC Chair

| pir, AIMS || ci0]|co0, DolT |

-
e IT Steering Committee . \
.—) (Review & Approve Committee) e

2 |

-
IT Service Providers Shared Governance M Cloud Infrastructure
|Others || cHTC | DoIT || AIMS | ITC )| uc Group
|
.
‘ IT Managemer;t Advisory Groups ’
Office of the Research Computing | | Divisional Technology T&L Technology |+
VCRGE T’ Grou <!..|r; Grou <1Ur5 Group ~5)| VP for T&L
B
-
| Core Infrastructure Services Group |
BRIGHTSPOT
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Texas A&M

Why is this relevant to CSU?

The operational - policy - technical
groupings are needed in CSU - the
naming and charters etc will probably
be adapted from whatever
groups/committees exist today.

Bodies Student Gov. Faculty
Assc. Senate

Executive ATq TEXAS A&¢M
University Executive IT University — Wid
pei Risk & Gotncil niversity ide
Compliance IT Governance
Framework -
] L G;:;ifu::z & Strategic l
ecognize . . Council . IT Strategic
Advisory Council Il [EVENNNN. sugtegic T YEIL Liaisons to
Committee & Clo
the CIO

Information Risk,
e, Policy, & Security
Committee

ﬁperational — Policy - Technical

Teaching &
Transformational
Learning Tech.

Enterprise
Applications
Committee

Committee

\

Research &
Innovation
Technologies =
Committee
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\\ Architecture & Infrastructure Committee
Ancillary Input Groups
Associations, Committees, Councils, Senates, Task Forces, .-
IT Communities of Practice, and Stakeholder Steering Groups.
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. . . ’ . .
- v
C S U I e e I I I I St I t u t I O I I S SFensRses, v/ o(oraglo, California State
Martin Colorado Springs Washburn 4

U-Stanislaus
@-
U of Texas, Tyler o\ 5 . .

Colorado State
U, Pueblo U of Michigan,

U of South

< Pt Carolina-Upstate
@ .
Midwestern State .
lowa State University (Ames, I1A) u Missouri Western

State U Emporia State U
Kansas State University (Manhattan, KS)

Michigan State University (East Lansing, Ml)
North Carolina State University at Raleigh (Raleigh, NC)

Oklahoma State University-Main Campus (Stillwater, OK) ‘ i

Oregon State University (Corvallis, OR) .' Purdue yu;,ttvgest ’
Purdue University-Main Campus (West Lafayette, IN) U of Tennesse, Texas ASM U, ©
Texas A & M University-College Station (College Station, TX) . U of Caliornia,

— - . 4 ,
The University of Tennessee-Knoxville (Knoxville, TN) Mickian Stallj Washington State
University of California-Davis (Davis, CA) Kansas State U
lowa State U

University of Illinois at Urbana-Champaign (Champaign, IL)

. 4 Colorado State >
Virginia Polytechnic Institute and State University (Blacksburg, VA) Oa PR
: - - Virginia Tech U of lllinois,
Washington State University (Pullman, WA) v ® Urbana-Champaign
‘ Oklahoma State
U, Stillwater

https://www.ir.colostate.edu/home/bog-peers/ Oregon State U
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lowa State University

The Information Technology Services
department functions as the
university's central IT unit, responsible
for technologies and services that are
used broadly across campus along
with diligent IT support.

ITS also cooperates with local or
collegiate IT units that often offer
discipline-specific services and
support.

ITS employees comprise more than 20
teams with various focuses, as detailed
in the organizational chart:

iy
Sep, os
ices
Database
Administration

Application
Infrastructuré
g Mainframe

o
e e

L et

e ¢
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lowa State University

Process and Governance Structure

The assessment will be guided by a Steering
Committee, confirmed by the Provost

To ensure broad campus involvement in the
assessment process, a Representative Committee
has been formed from community members
across campus.

The Steering Committee has engaged an
independent consulting firm to assist in the
assessment. The consultants will assist the
committee through various activities, including:

Gather data via one-on-one interviews with
administrators and key stakeholders

Conduct focus groups with faculty, staff and
students to collect their input

Conduct a campus-wide survey of faculty, staff
and students

Conduct workshops with the Steering Committee
and selected stakeholders to provide background
information on national trends

Provide a summary report

https://learn.provost.iastate.edu/governance
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Kansas State

A K-State home Division of Information Technology IT Project

IT Project
Why is this relevant to CSU?

As part Of our de/iverab/es is the determining a path forward towards project execution. If the initiative is small with a limited impact, the request is
reviewed and assigned to the IT resource team for completion. If the initiative is large with a wide scope of impact,

Submitting a Project Evaluation Request begins the K-State IT process of evaluating needs, resources, and

process for project intake - request,
evaluation and approval to proceed.
This requires committees with decision
authority and advisory roles to be part
of this process. Maybe we create a
RACI for those activities as well.

the request is reviewed by the Project Governance Group (PGG) for review, approval, and prioritization. The Project
Management Office (PMO) facilitates these reviews and approvals, as well as managing some of those initiatives.

Project Manager
and Lead assigned

Large initiatives
reviewed by PGG

Project Evaluation
Request submitted

PMO Analyst
works with requestor

Project work begins

To submit a request now, click the button below to navigate to the IT Service Portal and the form to start the

process.

Submit Project Evaluation Request >

If you an interested in exploring some standard IT PMO documentation, you'll find resources below!

https://www.k-state.edu/it/projects/
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Kansas State

“The IT Project Governance Group
(PGG) meets on a monthly basis and is
tasked with ensuring that new
technology projects taken on by
K-State are aligned with university
goals and strategy, are adequately
funded and staffed, and do not conflict
with or overlap existing projects and
initiatives.

© 2023 brightspot strategy, A Buro Happold Company.

“This will help IT organizations maintain
strategic focus, ensure optimal resource
utilization, and streamline project
completlon improving product and
service delivery. PGG consists of
representatives from across the
University that can provide
institution-wide vision on technology
projects and have a vested interest in
the success of IT projects at K-State.”

https://www.k-state.edu/it/projects/

BRIGHTSPOT
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Kansas State Priority Structure

“Project Requestors and IT Analysts
collaborate on executive summary,
scorecard, and financial/labor hours
summary to assist PGG in evaluating
and determining project priority. The
goal of prioritizing projects is to staff
the highest priority projects first,
based on individual team availability.
Below are the descriptions of the PGG
priority options.

Projects can be re-prioritized at the
request of PGG or the Project
Sponsors. Approval of reprioritization
will have an impact on project
deliveries and resourcing.”

Mandatory projects regulatory, compliance, security,

institutionally critical

Project Priority Structure

Directly impacts enrollment, retention, revenue generation,
and/or reduction of labor by implementing efficiencies

Has merit but does not directly meet Priority 1 criteria

Small projects has tangible value, proceeds as time and
resources allow

© 2023 brightspot strategy, A Buro Happold Company.
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Michigan State University

OVERSIGHT

Why i his relevant to CSU? SRR

Think the layering here is a useful way
of articulating accountability for the
Governance process - we might want
to do the same.

Administrative Systems || Academic Systems

Research Systems Data Governance

ADVISORY

OPERATIONAL

https://web.archive.org/web/20210818112957/https://tech
.msu.edu/about/it-governance/
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Michigan State University

IT Organizational Chart:

Melissa Woo

Research
Cyberinfrastructure

Yesim Askin Lisa Kemp Jones Rich Czarnecki ] Katherine Ball 0] Carrie Murphy ] Tom Siu Sharon Bennett 0 Teal Amthor-Shaffer Jason Beau
Enterprise Services Client Experience Office of the ACIO IT Finance and Budget HR and Facilities Information Security Infrastructure and Technology Strategic Relations Educational Technology
Executive Di r = e an C Dir T HI ) r D Ex

Administrative Service Strategy Portfolio & Project [ 1T Fi e and Budget [] Human Resources Security Engineering Systems Infrastructure (] Communications and Scholarly Services
Systems Management Management Office Marketing

Governance, Risk, and Teaching and Learning

Data Management :
Compliance (GRC) Health System Technology [] Training Technology (AVIT)

and Analytics Service Management Federated IT [] Facilities

Application 0] Administrative

Instructional Technology
Platforms MSU Tech Store University Relationship 9

Management

su Security Operations Networking and Telecom
:::,:’:“ nt Field Services Business Incident Response Data Center Services Assessment Services
Services

Customer Service Digital Classroom Services
Centers

1D Office

Access Management

https://tech.msu.edu/wp-content/uploads/2023/02/2023-IT-org-chart-2.24.23.pdf
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North Carolina State University

Execuuve Cabinet

IT Governance Coordinator

study spawned by the university’s IT
Strategic Plan.

“The most recent changes to the IT
governance structure resulted from a Advisory

This governance structure is evaluated IT Governance Strategic IT

on a regular basis, typically as part of Committee (SITC)
an annual review the CIO has with the
committee chairs.” Domain Committees

Research,
Scholarship &
Creativity

Educational Enterprise
Technology Applications

https://oit.ncsu.edu/governance-strategy/it-governance/
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North Carolina State University

“Governance plays a strategic role
rather than an operational role, and
should be consulted regarding new
service development, the selection of
technology solutions, and the
direction of the service as well as
service changes that meet the criteria
that would bring them before
governance”

IT Governance Structure

r
<—Ccnsults—>l
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COMMITTEE

Security Note:
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t s

EXECUTIVE
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The Chief Information Security Officer should
be a member of the Strategic IT Committee.
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|
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|
|
|
|
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b
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Steering teams may

Types

Overall Strategy Advice

Directs

v
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Governance committees and subcommittees may form steering teams and working groups as needed.

Temporary
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Non-governance model

Reports to

VCIT/CIO or other
university leadership

SERVICE
OWNER

Service
Manager

j::lss‘;' ADVISORY
TEAM

Directs T

Advises

Consults
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North Carolina State

University

A summary of the roles of non-governance and
governance can be seen in Table 1. For some
services, steering teams which are part of IT
governance may also fulfill the functions of an
advisory team. The RACI model identifies who is
Responsible, Accountable, Consulted and
Informed on decisions.

e  Responsible: entity responsible for doing the
work to implement a decision

e  Accountable: entity that is held accountable
for a decision

e  Consulted: entity that has input into a
decision

e Informed: entity that is informed about a
decision that has been made

Table 1. RACI matrix for service decisions

Decision Service Owner Advisory or Service Team IT Governance
Steering Team

Service A C R -

configuration

Service A C R |

operations

Functional A R C |

requirements

Service changes | A C R C

Technology AR C C C

solution selection

Service AR C Cc C

Direction

NC State IT Governance Redesign v2.1 (Final - Public Release)
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Qregon State University

“IT Governance establishes and maintains
processes that create transparency, clarity,
accountability, and equity in strategic IT
investments; ensures alignment to
university strategic priorities; and
documents outcomes of strategic IT
activities.

The Enterprise Information Investment
Committee (EIIC) is composed of OSU
community members from across the
university who represent the primary areas
where IT investments will be made based
on OSU SP 4.0 and IT Strategic Plan 2023.
Members include those representing
teaching, learning, research, extension
and administration.”

%

WA Capability Area Committee

University Leadership

WA Function

[

202
o

(D Enterprise Information
> Investment Committee <

Information Security

I

!

+
= G b
& Student Digital Outreach
Educational IT Experience IT / Extension
——
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IT strategy and
university alignment

20)-
Portfolio Management Office + Enterprise Project

Portfolio Management Office // Innovation //
Enterprise Architecture

1 |

=
= S &
Digital Research Data Operational IT
Infrastructure Governance Governance
N %

https://uit.oreqonstate.edu/governance
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Purdue University

Project Management and Project
Portfolio Management

The Project Management Office (PMO)
leads and supports the management of
IT projects. This includes identifying
and developing project management
methodology, best practices and
standards; coaching, training and
oversight of staff leading and executing
projects; and coordinating
communication within and across
projects.

© 2023 brightspot strategy, A Buro Happold Company.

The Project Management Office
employs Project Portfolio Management
(PPM) to track, understand and
optimize Purdue IT's project mix and
best achieve organizational goals,
including aligning projects with
Purdue's core missions of research,
teaching and engagement.

https://www.itap.purdue.edu/about/customer.html

BRIGHTSPOT
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Texas A&M

“IT Governance is the assurance that
Information Technology aligns with
the outcomes required by Texas
A&M University for successful
fulfillment of its mission. It ensures
that appropriate decision-making
activities (prioritization and funding)
are done in concert with the
university's strategic priorities, while
taking into account input from a
broad base of students, faculty and
staff from across the university.

Established in 2016, Texas A&M
University-Wide IT Governance was
created to make informed, strategic
IT decisions through structured
committees and councils.”

= University-Wide IT Governance Framework

EXECUTIVE

LEADERSHIP

=
2
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~
&

OPERATIONAL
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Executive IT Council (EITC)

i
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©

CI0 and Strategic Chairs Committee (CSCC)

Enterprise Services Committee (ESC)

&
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t——

Research Technologies Committee (RTC)

Faculty Senate

University Staff Council

Graduate and Professional
Student Council

Student Government

~Ti

Student and Academic Technologies Committee
(SATC)

| AV Survelllance Technology

IT Policy Review

Collaboratlon Platforms |

Electronic Information
Resource Accesslbllity

Identity Management and
Active Directory

Others |

IT Advisory Committee (ITAC)

Associations, Committees,
Councils, Task Forces,

IT Communities of Practice and
Stakeholder Steering Groups
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University Risk and Compliance
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University of Tennessee

Sample Charter outlining purpose,
goal, responsibility, authority,
membership and meetings

"Effective April 1, 2015, the Statewide
IT governance process has been
restructured. These changes have
been designed to streamline the
current process, provide efficient
communication among all
stakeholders, and enhance its
operation and value to the university.”

e UNIVERSITYoTENNESSEE

Statewide IT Governance Committee Charter

Name

Statewide IT Governance Committee (SITC)
Purpose

To assist Information Technology Services with strategic allocation of the University’s IT resources, and
provide oversight for initiatives owned by the Statewide IT Community.
Goal

The SITC ensures that strategic alignment of IT initiatives Is a regular item on its agenda and that its
stakeholders’ needs are addressed in a structured manner. It also promotes accountability among
business and IT leadership to identify the most effective use of resources among members and across
the University System. The ultimate objectives of Statewide IT governance are:

*  Alignment of IT and University strategy

Delivery of value by IT to the University

Responsible use of IT resources

Management of IT-related risks

Measurement of IT performance

Responsibility

The SITC must receive sound information to make informed decisions. The SITC is to be provided
accurate and timely input on IT Administration’s efforts to meet its obligations. Other responsibilities of
the SITC include:

Effective representation of constituency interests

Prioritization of statewide IT requests generated by Communities of Practice

Coordination Statewide IT Community initiatives

Effective communication to and from the committee

Review of common business processes for coordination and consistency

Identification and recommendation of policies and standards to improve effectiveness and
efficiency (standardization, cost models, contract consolidation)

e UNIVERSITYoTENNESSEE

« Creation of an annual Statewide IT Plan, including budget, resource allocation, and planned
projects

Authority

The SITC is accountable to the University President. The SITC does not play a role in day-to-day IT
management, but acts as an advisor to the IT Administration on current and future IT-related issues.

The SITC is accountable and responsible for decisions pertaining to IT Architecture in order to validate
alignment with University strategy. Open bout initiatives and outs s maintained
with stakeholders.

The SITC is accountable for Communities of Practice decisions pertaining to IT Applications. The
f the University’s C of Practice are for defining functional
and their ions' interests throughout the process, and
communicating those requirements to the SITC.

The SITC is responsible for decisions pertaining to IT Priorities & Investments to include prioritization,
resource allocation, and validation of functional by consulting with ofthe
University's Communities of Practice.

Membership

Committee membership is determined by organizational role as primary or delegated Business or IT
decision maker (within campus, institute, or system), role as primary or delegated Institutional Research
decision maker, or role of Community of Practice Chairperson. Membership is based on the capacity to
effectively represent constituency interests in the Statewide IT decision making process.

The Committee is expected to seek guidance as necessary to fulfillits mission. Such guidance may
include, but is not limited to, the creation of advisory councils and inclusion of additional internal o
external experts.

Meetings

The Committee is to meet as often as necessary to fulfill its responsibilities, as determined by the
Committee C! Itis to make on , agenda, and minutes available to
its constituencies and other members of the Statewide IT Governance community upon request.

https://techsolutions.tennessee.edu/governance/
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University of California, Davis

ClO Strategic Advisory Council

Deans’ Technology Council

Academic Senate Committee on Information

Technology

“The vision for IT Governance of the Other Committees and Special Interest Groups
CIO-VP is to develop:

A collaborative group of academic and IT Governance Committees and Special
administrative stakeholders who take Interest Grou PS

input from their constituencies and make

prioritized recommendations regarding IT JC Davis [ET - IT Provider - IT Governance Committees and Special Interest Groups

strategy, investment, and services for the

benefit of the campus, in line with the Committees

University’s overall strategy. e o

IT Governance Committees, Work
Groups, and Special Interest Groups

> IT Security Committee

> Deans' Technology Council

Many stakeholders participate in IT

Governance at UC Davis through standing
committees, work groups, or special > CIO Strategic Advisory Council
interest groups. “

> Academic Senate Committee on Information Technology

https://iet.ucdavis.edu/it-governance-uc-davis
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University of California, Davis

“The primary objectives of this IT Governance Plan are:

To create and continually refine a shared vision of IT strategy
and principles among the University's business and IT decision
makers.

To facilitate robust communication among the University's
academic and administrative units and the central and
decentralized Information Technology enablers.

To evaluate campus-wide technology opportunities and
advocate for investment in the highest priority projects with a
unified voice.

To work in close coordination with IT partners to deliver the
highest quality implementation of technology solutions and
services to meet the University’s mission and strategic plans,
wherever those solutions may be supported most effectively
and efficiently.”

https://iet.ucdavis.edu/it-governance-uc-davis
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University of lllinois at Urbana Champaign

IT Governance Groups

IT Governance coordinates and facilitates the
interconnected committees that evaluate and
recommend IT direction in support of research,
teaching and learning, and public engagement.

General Responsibilities of IT Governance Committees

Advise on campus technology needs and priorities
Provide recommendations about technology
services

Provide prioritization and funding
recommendations

IT Council

Application Services Subcommittee of IT Council
Cloud Advisory Subcommittee of IT Council

IT End User Services Subcommittee of IT Council
IT Infrastructure Subcommittee of IT Council
Service Value and Review Subcommittee of IT
Council (SVAR)

Strategy, Investment, Alignment, and
Communication Subcommittee of IT Council (SIAC)

https://techservices.illinois.edu/illinois-it-governance/
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Virginia Tech

Our governance system is a shared
process of decision making
concerning policies and institutional
operation. Our governance bodies
represent constituent groups at all
levels and we aim to give the entire
community a represented voice in
shaping our university

Governance Structure

Legislative Bodies
(bodies that have a direct
role in the creation or
processing of resolutions) Board of
Visitors

Consuitative Bodies
(bodies that have an

advisory role in the creation
or processing of resolutions)

Undergraduate Student Senate

Commission on Undergraduate Student Affairs President

Graduate and Professional Student Senate
Commission on Graduate and Professional University Council*
Student Affairs Commission on Equal Opportunity and Diversity
Commission on Outreach and International Affairs

University Council Cabinet

Department Head's Council

Administrative and Professional Faculty Senate
Budgeting and Planning Committee
Campus Development Committee
Climate Action, Sustainability, & Energy
[T
Information Technology Systems & Services
Committee
Transportation and Parking Committee

Commission on A/P Faculty Affairs

Employee Benefits Committee Council of College Deans

Staff Senate

Commission on Staff Policies and Affairs

Employee Benefits Committee
*Office of the Vice President for Policy and Governance
(OVPPG) — advises on processes and manages the infrastructure
Faculty Senate of shared governance. All items flow through the office as a means
to University Council, but as a means of facilitation not review.

Commission on Faculty Affairs
Commencement Committee
Employee Benefits Committee
Faculty Honorifics

Commission on Research

Intellectual Property Committee
Library Committee

Commission on Undergraduate Studies and
Policies

Academic Support Committee
Athletics Committee
Library Committee
Undergraduate Curriculum Committee for General
Education

il  https://governance.vt.edu/assets/GovernanceStructure.pdf

Library Committee
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Virginia Tech

Information Technology Services and Systems Committee

CHARGE: To make recommendations for the effective
offering and utilization of the university's information
technology services and systems, and to recommend
policies that relate to the governance of these services and
systems. The committee's scope of concerns includes all
information technology services and systems related to
instruction, research, outreach, and administration at the
university. The committee organizes into subcommittees
to address specific aspects of information technology and
services and to report to the committee. Each
subcommittee will be chaired by a member of the Division
of Information Technology with other members being
assigned or volunteering based on interest or knowledge
of the subject matter area.

https://governance.vt.edu/BodyDetails/ITSSC

Shared Governance Bodies

n Clear

All  University Council ~ Cabinet  Senates Commissions Committees  Retired

Academic Support Committee

Athletics Committee

Budget and Planning Committee

Campus Development Committee

Climate Action, Sustainability, and Energy Committee
Commencement Committee

Employee Benefits Committee

Faculty Honorifics Committee

Graduate Curriculum Committee

Information Technology Services and Systems Committee
Intellectual Property Committee

Library Committee

Pathways General Education Curriculum Review Committee
Transportation and Parking Committee

Undergraduate Curriculum Committee

University Curriculum Committee for General Education

© 2023 brightspot strategy, A Buro Happold Company. BRIGHTSPOT


https://governance.vt.edu/BodyDetails/ITSSC

Washington State University

The Information Technology Executive Board (ITEB) is
responsible for all major IT decision-making for the
university (inclusive of all campuses and university assets
throughout the state). The ITEB provides guidance as well
as sets IT priorities to enable the university to develop an
IT strategic plan and balance the IT goals outlined in the
plan with available resources in alignment with the
university's mission, strategic plan, and goals. The ITEB
solicits and evaluates input from the Information
Technology Strategic Advisory Committee (ITSAC) on IT
issues and makes decisions and/or makes
recommendations to the President, as appropriate.

https://its.wsu.edu/it-governance
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The Information Technology Strategic Advisory
Committee (ITSAC) is the senior university information
technology committee charged with advising and
providing recommendations on information technology
issues to the WSU System Leadership Collaborative.

The WSU System Leadership Collaborative decides,
finalizes, and acts upon the recommendations formulated
by the ITSAC and ensures that it is in alignment with the
university’s strategic vision and plans.

The ITSAC will fulfill its purpose and objectives through
the formation of formal topical subcommittees

BRIGHTSPOT
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Washington State University

Project Governance Structure

"Making Decisions: Who and How

Depending on the scope and impact of a potential decision, different levels of the

governance structure are engaged. The primary groups that make up the Governance commiees YA A EXECUTIVE ’ 2

Structure are the core project team, the Project Management Office (PMO), Operating Comenites SPONSOR

Committee, and Executive Sponsor; these bodies are advised by a number of

committees and groups, including the Steering and Executive Committees, v Sg;R:,TT':EGE

President’s Cabinet, and area leaders, as well as WSU community groups including . G

Subject Matter Experts (SMEs) and Advisory Work Groups. For a high-level view of the —, [ PROIECT MANAGEMENT

governance structure being used on the project, see the visual above. Pl OFFICE

How are decisions divided? CORE PROJECT Advisory
» TEAM e P

The decision making process is structured in such a way that allows the Core Project ¥

Team to make a majority of day-to-day decisions. If decisions are deemed to be

critical or need further evaluation, they are escalated according to the Governance

Structure. Generally, decisions are divided according to the scale above: the

Executive Sponsor is responsible for around 5% of decisions; the Operating

Committee, 10%,; the Project Management Office 20%; and the Core Project Team https://modernization.wsu.edu/governance/
around 65% of decisions.”
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Washington State University

“Complex enterprise initiatives require
the coordination of multiple technology
streams and constituents. At Enterprise

Systemes, all projects are thoroughly Projectis

R . . approved an
reviewed to ensure the most appropriate S assigned a project :

1 d | h h Project request is Enterprise manager. PrOJ_e (55 CEECR

resources are assigned to accomplish the sl i begins the

i ili 1 Requestor. - nzlana ement OR project initiation
project goals. We utilize Atlassian HRERier e process.

. o] = R H

software to track projects and facilitate weekly meeting. e

more information.

communication and collaboration. Our
projects require technical and functional
knowledge and expertise from everyone
involved to ensure success, o. This
approach helps link project performance
to milestones, specific tasks, and
successful coordination of functional
teams to address risks and meet

deadlines. https:/its.wsu.edu/esg-projects/
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Our Process

Research Visioning Strategy

.

9 0%0 0

N i -
Trend Research + Workshops, Retreats, and +  Space Analysis, Programming,
Competitor Research and Peer Summits Planning, and Optimization
Benchmarking + Future Scenario Planning - Services and Operational
User Research with Students, +  Mission and Vision Development Strategy
Faculty, Staff, and Alumni Strategic Planning and + Organizational Design and

Organizational Roadmapping Development

© 2023 brightspot strategy, A Buro Happold Company. BRIGHTSPOT



