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2017 Top 10 IT Issues: Foundations for Student Success

Hello, everyone. This is John O’Brien, President of EDUCAUSE, welcoming you to another EDUCAUSE Live! Every year, like you, I look forward to the revelation of the Top Ten IT Issues. You know, it’s as important to me what issues change as it is those that don’t change, but like so much in the EDUCAUSE community, the conversation is what matters most, the conversation around the Top Ten list that engenders great discussions and revelations and illuminations. And so enough from me. Let’s let the conversation begin, and I’ll hand the mic over to Susan.
Hello, everybody. This is Susan Grajek, EDUCAUSE Vice President for Communities and Research. I’m absolutely delighted to have this opportunity to come and talk with you today. And even more delighted to have two of our community leaders joining us. First we have Kirk Kelly, who is the Associate Vice President and CIO of Portland State University. And then we have Deborah Kayek-Franssen, who is the AVP for Digital Education and Engagement at the University of Colorado System. They are both members of the IT Issues Panel and among the leaders in our community who helped identify the issues.
The Top Ten Issues of 2017 are on display now, and you can see them. And I’ll just briefly tell you how we choose them. We meet with the IT Issues Panel, which is a couple of dozen community leaders in EDUCAUSE who are representative of the overall EDUCAUSE community. They meet several times a year, and each time they meet, they answer the question, what is the most strategic IT-related issue that is facing your institution. And after they pick a slate of issues in the summer, it goes out to the community for voting. And these are the issues that you have identified this year.

We don’t just give you a list, we also give you more detail about each of the issues. And so you can see some more detail about each of the issues here now. And I’ll give you a moment to look at them and to reflect on them. And as you do that, I’ll tell you that one of the other things that we do is we look at those and we try to identify thematic trends in the issues and organize those trends so that the audience and the readers can sort of see how do they come together to create meaning.

So what we did with the ten issues this year was based on not just the issues themselves, but also based on conversation among the Panel, we identified the overall theme of the Top Ten IT Issues as student success. And the issues really grouped into four areas: Successful Students, Effective Leadership, Data Foundations, and IT Foundations. And you can see how the Top Ten Issues map into those four themes.

We’re going to talk about a couple of those themes today and drill down into a couple of the issues. The themes today that we’re going to talk about is Effective Leadership, Kirk will tell us a little bit about that, and Successful Students, and Deb will tell us a little bit about that.

But before we really drill down, let me walk you through the first three themes, and then we’ll stop with Effective Leadership and we’ll talk with Kirk a little bit, and then I’ll walk you back through the fourth theme, and we’ll talk with Deb about that a little bit.

So before we start that, I’ve got a couple of poll questions for you in the audience to kind of bring you into the conversation to have you reflect a little bit.

The first poll question for you is, which of those four thematic areas do you as a professional feel most comfortable in? So please pick the one in which you really feel, you know, that’s your sweet spot, you’re running on all eight cylinders in that and you really feel confident and as if you make your most professional IT contributions in that particular area.

So it looks like so far IT Foundations, not surprising at all that that would be the area of the greatest comfort among this audience. But there are a few people Data Foundation seems to be the lowest area of greatest comfort. And you can continue to vote for just another moment.
And now we’re going to flip this question on its end a little bit and give you another poll. So if we could end this poll. And the next poll is where do you feel you need to do the most learning? Which of these four thematic areas, Successful Students, Effective Leadership, Data Foundations, IT Foundations, which is the one that challenges you the most and you’d really like to learn the most? And, gosh, it looks like Successful Students is the one. Although Data Foundations was the one where a few of you felt that you had the greatest strength, it’s not the one where you need the most learning. You’re really zeroing in on the Successful Students.

So let’s – we’ll go back and, again, give you a chance to look at the Ten Issues, how they map into the themes. And then having looked at them, let’s go a little bit more detail starting with, not surprisingly, IT Foundations.

So with IT Foundations, we find that so much rests on the IT organization’s shoulders. Data has to be available and secure, open and private. And the systems and applications that run are mission critical operations and that support strategic priorities like Student Success have to be available, effective, and cost efficient.

They also have to provide the data that Student Success, and increasingly so many initiatives, depend on. And that means integrated data from multiple applications and across multiple locations including on prem data centers and the Cloud. And, of course, of course, the effective provisioning of information technology depends on a stable, competent, and engaged IT workforce.

So in IT Foundations, we really find that there are three issues: Information Security, which happens for the second time in a year – in a row – to be the number one issue, and last year’s top challenge is the same as this year’s in Information Security. It is to develop a holistic, agile approach to reduce institutional exposure to information security threats. And as both data and threats become more consequential, personally identifiable information as well as institutional assets and reputations, it’s more and more important and more difficult to safeguard than ever.

So what we found that should change from last year is even though the number one issue this year and the number one issue last year, the margin between number one and number two this year was a little bit smaller. And we’re not sure if that’s due to progress in Information Security, or habituation, or the greater importance of the other issues.

Let’s move on. Today’s enterprise IT is no longer sufficient and a next gen enterprise IT is needed. And that’s because institutional expectations of enterprise IT applications and architecture have changed thanks to priorities like student success, and capabilities like analytics. Enterprise IT costs are a significant portion of the IT and the institutional budget. And they seem to siphon off more strategic investments in education or research.

Traditionally RPs are costly but they don’t necessarily meet contemporary needs, including the analytics and functionality that support degree planning, student advising, and digital learning. So we’re finding that new Cloud-based solutions and shared services are offering some alternatives to on prem institutional services, but that’s a big, big deal to move toward. It requires significant investments of time and expertise and a rethinking of the IT organizational structure and staffing. And it also requires an institutional effort to redesign business processes.

So that’s that particular issue.

And then we find that so much of the value of information technology in higher ed depends on the IT staff. And that made sustainable staffing issue number eight. IT leaders are struggling to find and retain the talent and staffing levels they need to meet institutional expectations, and with the job market improving, especially in (inaudible), IT staff are getting restless, and we find the best have the most options.

Let’s move now to Data Foundations. There are two issues in Data Foundations. The first is data informed decision making. And the second is data management and governance. 
Today’s student success initiatives are building on the ongoing data and analytics revolution. And it requires a lot of reimagining and rebuilding. Colleges and universities are doing both with data applications and even the process of decision making. Institutions are eager to apply today’s tools and algorithms to their data to improve individual, departmental, and institutional outcomes like increased efficiencies, streamlined processes, contained costs, and better experiences and outcomes for students. Putting all that data to work is a challenge, and doing so entails finding the right people and providing them with access to the right information, in the right forms, at the right times. 
And that’s not enough, even so, because these people need help and incentive to act most effectively on the information they get. Data informed decision making depends on reliable data. And we’re still building that foundation at most of our institutions one element at a time. It’s the very abundance of data that’s enabling the data revolution but also undermining it. Multiple sources of data have to be inventoried and coordinated, and that requires data standards and governance, and they need to be integrated through architecture.

And then let’s go to the third issue, excuse me, before we talk with Kirk. And the third thing is Effective Leadership. Let’s talk a moment about Effective Leadership, and we have three things here. 
It really all boils down to leadership, and it’s truly, truly all about leadership. And Strategic Leadership, issue number four, is about repositioning and reinforcing the role of IT leadership as a strategic partner with institutional leadership. And as institutional strategy becomes increasingly digital in nature, institutional leaders need competent and coherent IT capability to achieve their strategic priorities. And that means that presidents, provosts, and other leaders, they have to do more than just talk with their CIOs, they have to continually collaborate with them. And CIOs, in turn, need to be credible and informed partners and strategically influential.
Our data at EDUCAUSE shows that CIOs who are members of the presidential cabinet are more likely to engage in discussions about institutional decisions and help shape both administrative and academic directions. But only about half of CIOs serve on the cabinet today.

And, yes, it is important, money is absolutely important. And finding it – finding enough money to be able to achieve these institutional priorities is the first challenge. And as the priorities have increased and as technology solutions have changed, CIOs are really having trouble locating sufficient funding. And the issue of sustainable funding is really about how you find funding sources and funding models to both run the institution more effectively with IT, to manage growth in IT, and also to invest in innovation.

And now let’s take it to Kirk, and Kirk, would you like to tell us a little bit about the issue Strategic Leadership number four, Repositioning or Reinforcing the Role of IT Leadership As a Strategic Partner?

Absolutely. Thank you, Susan. Again, this is Kirk Kelly from Portland State University. It’s a real pleasure to speak to all of you today.

It was a challenge to figure out which of these items to talk about, and I noticed Joanna Grama is also on the call here from EDUCAUSE, and we talked a little bit about Information Security, which is the number one topic, and said should we be addressing that. And one of the things we really thought is that that strategic leadership at our institution is so key to make sure all these other areas align and happen.

So the first thing I thought of on this topic was an article from May of 2003, which some of you may remember. And the title of that article, it was in the Harvard Business Review, it was written by a gentleman named Nicholas Carr, and name of the article was IT Doesn’t Matter. And that caused quite a stir, if – those of you that remember that, in our ranks, and there was a lot of discussion about that and discussion at EDUCAUSE about that. And I think if nothing else, from my perspective, the 14 years since that article was published, and the premise of that article was that IT had become a commodity and very much like plumbing or electricity, and it wasn’t really as strategic any more.
But I think the advent of all of the technology and things that have occurred since the early 2000s, have really, in the 14 years, have really shown that IT does matter. All you have to do is look at something like Uber, or Amazon’s success. And that list of successes can go on and on.
And successes at our institutions to show that IT does matter. So having an IT organization that’s strategic, is viewed as a strategic partner advisor on our campus, this is very important. 
The decisions about institution strategy are often now decisions about technology at the core and the foundation, even if others across campus don’t realize that.

On the slide there’s a couple of items there which is the challenge of getting to the table and the challenge of staying at the table. And one of the things that I wanted to highlight is I think the definition of the table doesn’t have to just be a table, a cabinet, or an executive committee. It could be any table on campus where strategic decisions are made. And I’ve been in campuses where I’ve been involved in (inaudible) and reported directly to the president and ones where I have not, and my premise is that I think you can be strategic either way. And we’ll talk a little bit about that.

And of course the other challenge on here is the challenge of staying at the table. So if you are at the table, then those IT foundations that we talked about in that survey and people responded and said we know so well, become very important to us. And of course then also our interest is on student success, which winds up being the overall theme of this year’s Top Ten Issues.

So it’s really a key, important area for us to address.

I’m going to jump to the next slide here, and this is going to follow some of the format of the actual article for those of you who haven’t read it. And the next area that we get into is who should really care about IT and whether or not IT is strategic on our campuses. And one of the things that I’ve found is whether you have an elected board or an appointed board, now often our boards care. They care about IT security. I know our board cares in big ways. We have a number of successful business people and nonprofits and business. And they care about IT security, and they know that IT is a strategic asset for our institution.

Who else cares? Well our presidents. I’m not sure we often feel like all of our presidents care, but they do even if they don’t know they do. What I mean by that is the directions that we take as institutions are now so centered around technology because IT does matter, right, they’re so centered around that technology that every decision we make involves technology and how we can make institutions strategic.

And the last area that a lot of us face, and I think, you know, we addressed that gap earlier on student success, is we have a lot of people pushing for student success. That takes a number of different avenues and paths on our campuses, and a lot of our leaders, whether it be deans or others, across campus, or provosts or financial vice presidents, and all kinds of leaders, enrollment management and student affairs, obviously. All those areas are seeking some sort of transformative change. And at the core of that, every time, is our technology.
So, again, following some of the direction of the article, we on the IT Issues Panel, talk about risks and misperceptions. And by the way, I should throw in at this point that it’s been a real pleasure to serve on the IT Issues Panel, and I think EDUCAUSE does an excellent job of taking the feedback an input from multiple walks of life that are in the panels, not just CIOs, there’s directions from all over the place, as Jennifer will address next, and gelling that down into what I think is an excellent article.

So risks and misconceptions. You know it’s a giant risk for us, as IT leaders, not to understand our environment. And this has happened so often, if you take that next bullet and say not fully understanding the institution’s needs and requirements or the solutions, functionality, usability, I think we’ve all been involved in or watched rollouts of the technology solution that didn’t work. That didn’t fit. And often it’s because we didn’t understand our environment.

And we can even think about that in our personal lives, of technologies that have come and gone. Big technologies that had a lot of money put behind them and then failed because they didn’t really understand the environment they were being launched into.

The next risk, which I’ll kind of flip on its head, is twofold. One is not asking for a seat at the table. And I’ll address this on another slide. There’s also the risk of having a seat at the table and maintaining that, as we said earlier. And I think, you know, we could spend a while talking about should we be asking for a seat, or if we’re running a good strategic IT organization, are we taking care of the foundations and the fundamentals and we’re engaged across our institution and we understand the environment, maybe we’ll be asked to join at the table. That would be my preference, than asking for the seat.

And then the last item, and this would not come as a surprise to any of us, but it’s good to reinforce, as we as IT leaders continue to emphasize things that are comfortable for us, and we talk amongst ourselves in a language that the rest of the campus either doesn’t understand or cares less about, and that language is, you know, bandwidth, and gigabits, and teraflops, and petabytes, and I can go on and on talking about IT lingo and infrastructure that I think they – they don’t they care about. They obviously care about it, right, everybody wants your network to work. But they don’t want to discuss it, they just want those things taken care of. And we run a risk if we stay too much in that area in our conversations with the rest of the campus that we’ll never be viewed as that strategic partner.
Some misconceptions we identified. You know, there’s often that feel – oh, you’re in IT, you guys are all very innovative. I think we would all say that we run systems that don’t seem terribly innovative on our campuses. And we struggle to find time for innovation. I remember a Richard Katz conversation at one of the ECAR events a long time ago, and we talked about how do we carve out time for that innovation and it’s important for us. But that’s a misperception we have to address.

The second one on here I think is very important, and that’s that whole concept of strategy. You know, do we have a separate IT strategy? Do we have a separate IT strategic plan? Or is all of that just incorporated in the institution’s strategic plan? And there’s no right answer for that except for the one answer that we identified is there should not be a separate strategy. If you have an institutional strategic plan and a subsequent IT strategic plan, or if your IT items are buried in the institution’s strategic plan, we have to make sure those are aligned.

And then the last that we talked about and addressed was really this misperception – the institutional decisions drive a lot of our expenses and priorities in IT. And I think we all know that a lot of our priorities in IT are driven by our WiFi infrastructure is not sufficient for the arriving students, so we spend money on that. Or we’re running out of storage, which I think is a common problem for all of us, whether that’s in the Cloud or on the ground, and we have to address that. Or our system is (inaudible) end of life, so we have to spend money there.

All right, so what’s our advice? Again this is following the format of the article. This is really a crawl, walk, run scenario here. And to get started, and I realize that a lot of people identified on that slide that they feel this was, I think, second if I remember the voting, to those IT Foundations. But still, for those of us who feel like we’re getting started, or we’re new in our leadership role, so that doesn’t have to be a CIO, leadership role on our campus, it’s important that we establish and maintain strong relationships with leadership and area heads, and frankly the campus. We need to be out and about and have those relationships. I like to use the analogy of we need to go around and deposit change in other people’s pockets because there will come a day when we need that change, by the way, and it’s nice to extract change that you deposited as opposed to their change.

We want to start at levels that are accessible. We don’t want to overshoot. We don’t demand a meeting with the dean if we don’t feel like we’re there yet being viewed as strategic. We can start at other areas.
Depending upon your campus, a huge avenue of possibility here is just campus social life. And the institutional community. Get attuned to the areas that it might be important to show up to. And you can learn a lot about the campus. If you go back to that earlier risk, you can learn and make sure you don’t introduce a technology or direction that doesn’t fit with the institutional culture.

And then an outgrowth of this is we can be more realistic about our environment in the institution.

It should be noted that none of the first four items here on getting started have anything to do with technology, and that’s often a challenge for us as IT leaders because for the most part we grew up in the ranks of our IT organizations, and it’s kind of tough to put those things behind us. But that’s not what’s going to make us successful in these early spaces of getting started to be strategic on our campuses.

Developing further. So we did the crawl. I’ll talk about walking a little bit here. Part of the challenge there is to manage perceptions of our IT organization. And again you can’t do that without getting started in relationships and communications across campus.

And we want to reinforce our success. Some ways we talked about doing that were just as simple as making sure that we’re open as an IT department, and we have a lot of visibility in the projects we’re working on, and our operations. That we’re not viewed as that black box where projects go to either get worked on or sometimes die.

We want to make sure we share experiences from other institutions that have similar programs and goals. I think it’s also important at this point to reference just our community in EDUCAUSE. We have something very special in higher education that allows us to really share amongst ourselves. And anybody that comes into our culture from the business world will say, well, I can’t believe how much you share.

And then we don’t want to disengage too much, but I think in our world where technology is so important to us. And connectedness. And I think about the number of emails. My cell phone is always tethered to me. It’s pretty important for us to disengage. And I don’t think we can say enough about that. In fact, Simon Sinek has a pretty interesting TED Talk about that.
And then to optimize. We want to work on being a well-rounded leader. And, you know, I can address a couple of things in here. I’m not here to plug EDUCAUSE. I don’t work for EDUCAUSE. But I can tell you there’s a number of EDUCAUSE institutes that are good here. I’m faculty for the Leadership Institute, and it’s a really good opportunity to help ourselves be better leaders and more well rounded.

You know, do qualitative and quantitative meetings. And again I’m going to sound like an EDUCAUSE ad, but I’m not intentionally. These are real things that I use. I don’t think I can emphasize enough the value of the Core Data Service. And this year we did the ECAR student survey. Both of huge value to our institution.
And then I think the other thing that’s important if our institutions are in transition, they’re going to seek out some leaders that understand both the business and higher education.

All right. So really to sum it up here, what’s the opportunity for our institutions that value the influence of IT leadership in institution strategy? When we’re there, when we’re seen as strategic on the campus, that’s going to create a culture that’s seen that way. And I can tell you from experience, our ability to attract, engage, and retain top IT talent across our organizations is going to be higher.
As I addressed earlier, when we’re connected to the campus and we understand their flow, the uses of technology is going to be more relevant and successful.

Technology expenditures can be better understood, right? It’s not just well why don’t we spend a lot of money on bandwidth, gigabits and terabytes and all the things that we talked about earlier. It’s important – or petabytes these days, right. It’s important to talk about those things, but more importantly they’re going to view those strategic things that we do and understand where our money is going.

And then, you know, technology will be more of a major contributor to institutional outcomes.

So with that, what I’d like to do next is throw up a poll and talk about what our greatest challenges are in being a trusted advisor. So shortly here you’ll see the poll on your screen. The first three deal with relationships. The next one, a lot of us said we do well, which is IT Performance. Gap in communication skills, or figuring out how do we tell our story, is that a problem for us.

Give it a little bit here. There’s 218 participants I see here, so we’ll see how the responses come in. It’s Relationships With Academic Leadership so far is the leader. But chasing it, a couple of others here. I’m seeing How Do We Tell Our Story and Relationships With Administrative Leadership.

Yeah, so a lot of – well, we didn’t identify this as a major area of concern, what we’re seeing here is there are a number of percentages around relationships and around telling our story, which is back to communications. So it winds up being the soft functions of our jobs that are important, which is back to, you know, our professional development because that’s often not our background in those areas.

Any more votes coming in? Well, it’s really – it wound up being almost a dead heat here between How We Tell Our Story and Relationships With the Academic Leadership. So again, those soft functions matter in our jobs.
Well thank you all. I’m going to turn this back to Susan. It’s been a pleasure to speak with all of you today.
Thank you so much, Kirk. That was really great.

And now let’s talk about the reason that we have jobs. The reason that our industry exists, that our institutions exist. And it really comes down to the students.

And the nice thing is that IT leaders get it. You know, IT leaders get that it’s really not enough to have a balanced IT budget, to have reliable infrastructure, good staff, sufficient security. Everything IT does is in service to the institution and to the success of its students.

And there are two relevant priorities under that, Student Success and Completion and Digital Transformation of Learning.

Let’s start with Student Success and Completion.

Student success, analytics and technologies are really recent arrivals in higher education technology. And some institutions are leading the way, and leading the way in some cases with the support of EDUCAUSE which supports early adopters in student success through our Gates-funded Integrated Planning and Advising for Student Success Grant Challenge. And what they’re doing is providing examples of innovations and lessons in execution for the rest of us, for the mainstream institutions, many of whom are just starting to define their student success priorities and plan their initiatives.

Many of the student success technologies, in fact most of them arguably, reach beyond the classroom. And they reach beyond the classroom in order to give students access to feedback and to resources to plan their education and understand where they stand and how to get help. And also to give faculty and advisors tools and resources to help them advise and support students.

But the other set of innovations is occurring inside the classroom. And here higher ed has years and years of experience developing and delivering technology-augmented teaching and learning. What we found is that now advances in technology, in bandwidth, in mobility have broken many of the barriers that have really stunted earlier generations of educational technology and inhibited them from providing the access and the experiences that we all dreamt of.

In parallel, faculty and instructional technology staff have had years to learn how to adapt technology to pedagogy and vice versa. And what we’re finding over all is that students have never been more eager to use technology to learn and faculty have never been more open to using technology to teach. Faculty have told us that the single biggest motivator for them to incorporate technology into their teaching is evidence that it actually works for students.

Now let’s turn it over to Deb Kayek-Franssen, and Deb, why don’t you tell us a little bit about issue number ten?

Sure, I’d be glad to, Susan, and thank you Susan and the whole EDUCAUSE team. It’s been a great time on the IT Issues Committee and a great time to really reflect on this – what I consider to be a very exciting time.

I’m also very eager to talk about this issue, the digital transformation of learning, because it’s been near and dear to my heart for a long time. It’s, for me, I love the idea of these collaborations. The bigger, the messier, the better. Even though sometimes in the middle of them it’s not always so easy.
I love looking at technology as the enabler for us to meet our missions and our goals. On page three of the article, and Susan has touched on this a little bit, it talks about that, and for me that’s a very powerful start to some of these relationships that you’ve just talked about that you really want to work on or that really might be difficult.

Most important for me, and I think Susan and Joanna will attest to this when I went off on just a very excited response during some of our conversations, that this is an opportunity for us to change the world. And for the better. And to be in service to our students.

And I think IT really needs to be well integrated into this transformative process because, as Susan said, IT has the tools, the integration, the history of service to really be able to meet those strategic missions and goals. And a lot of us really value that higher education mission, I think that’s why we’re here. So for me this is a great topic.

And I just want to briefly touch on the ecosystem, the context, for this topic. And that is we’re living in a time where, as we know, for those of us active in social media circles, we can create and publish all manners of material that it’s a very social connected environment or ecosystem right now. And that we have data. And data in quantities never before imagined. And from those data we can draw patterns. We can personalize things. We can do mass customization of just about anything. And this has real impact on – or real opportunities for higher education. When you think about the ease of creation and publication, I immediately think of open education resources. When I think about social networks, I actually think about digital communities and engaged learning and civic learning for our students. And when I think about the data, I think about looking at patterns within a class, within a course, within a session, or within a curriculum to help us better understand how students are learning.

So for me it’s not just cat videos and memes and online shopping anymore. I think we’ve hit a sweet spot on this constellation of technology, or as it’s referred to, the ecosystem of technology, that makes this really exciting.

Now IT shouldn’t go this alone and can’t go it alone. If IT tries to drive digital transformation of learning, it’s not going to go so well. And IT doesn’t have to go it alone, but you do have to reach out, or we do have to reach out, to others at our institution. The first is, of course, the faculty because they bear the burden, but they also have the joy, of learning – relearning sometimes – how to teach. And then redesigning their courses, their curricula, all of their interactions with their students.

The Chief Academic Officer is another person that IT really needs to reach out to. And since you talked about needing to work on those relationships through the academic leaders, what I can do is suggest that you look at it from their perspective. I mean, that’s one of the rules of – or guidelines – of good relationships. What is important to that chief academic officer? Well, he or she is responsible for student success. He or she has to have oversight over faculty work and support and rewards for faculty who are doing either new things with teaching or just teaching the old way.

It’s also important that the department chairs, curriculum directors, curriculum committees are involved in this because, again, we have now the data and the patterns that we can glean from those data to talk with them about curricular design, program design, sequencing, of course is delivery of courses to best meet their goals. 
And when Kirk talked about being at the table, I think that this curriculum committee, sometimes on some campuses it might be the council of associate deans or associate chairs, those faculty members and faculty administrators who are responsible for the curriculum could really be your best allies in this.

And, of course, the teaching and learning center staff. They have long been the ones responsible for bringing good pedagogy, training and professional development to faculty. Increasingly they have a good understanding of the technology as well. They should be your best friends moving forward with this.

Now what’s interesting, even though we’ve had these technologies for a long time, there are still, and as Kirk says this follows the article a little bit, there are still certain misconceptions about digital transformation of learning.

The first one is that it’s optional. And, you know, we’ve all heard faculty say, well, my class is small, I don’t have that many students, or my students learn better when I lecture. I think – and that they don’t have to do it for some reason. And I think that’s an incorrect assumption. For two reasons. One, we’re all touched by technology, even the smallest seminars, even the most independent of independent studies, there are still technologies that are used to communicate between faculty and students or between students and their content or their research areas.

There’s another piece that’s important for me, and that is increasingly we know, and Susan mentioned this, that some of these combinations of technology and improved pedagogy actually work. The students like them. The students are more engaged. They complete, they’re retained. And I think we get to an ethical point where we have to say if we know it works, there’s an ethical component to encouraging everyone to use these different ways of teaching to apply technology appropriately.

Some faculty think that – and others think that teaching and learning won’t change. I heard just last week from someone, I’m going to port my class over into the learning management system, which pretty much means typing lecture notes and putting them in. This doesn’t work, and we all know it doesn’t work. But it’s difficult to get – sometimes difficult to get – faculty to go back to the basics of design where they really have to think, sometimes for the first time ever, about who their students are, what their goals are, how they learn, and how faculty know they learn.

There’s also a sense that technology might be different but it’s not moving better. And I would argue that sometimes technology is just the same. It’s overcoming the same challenges of communicating, of scaffolding learning, of having students engaged and connected, so the uses of it to meet teaching challenges are the same. And a lot of times even a lot better. And it’s not the technology that’s better but the practices that are better because sometimes you can have some truly awful uses of technology in the classroom, as I’m sure we all know.
And some people say it’s just the IT organization doing it, they just want to get the latest and greatest tools, but I don’t think we have enough time to even think about doing that. But some people still perceive that.

Now as you’re moving forward with an initiative to transform learning, there are some risks, and I may flip some of these around to be more about guidelines or advice for how to move forward. One of them is making sure that you have buy in. And, again, I mentioned earlier, if IT is coming forward with this transformation, it’s not going to work. Really you need to get to those partners and have that come from them. And continue to have that buy in from them. And I think the way you do that is understand what’s important to them, understand their values. And especially for faculty, the competing demands that are made on them.

Then the other is under scoping the initiative or having it be sidelined. So although sometimes it can start on the sidelines, but it eventually needs to be integrated into the mainstream of teaching. For instance, one campus I know uses Quality Matters plus technology. Started with online courses, but now that’s really being integrated into all teaching, whether it’s face to face, hybrid, or fully online.

There is a risk of ignoring the unintended consequences. There are some great unintended consequences in the article, but one I wanted to talk about a little bit that’s hinted there is actually with (inaudible) to faculty identity. And I’ve taught many times over the years, and I have a perception of myself as an instructor, as a teacher, and if someone comes and tells me I’m doing something wrong, and hopefully we wouldn’t use that phrase with faculty, but when I start to learn that I need to do something different because my students aren’t learning but could be learning, that really is a big threat, and there’s some strong emotions that come from that.

And then there’s also the risk that if we don’t take action we’re going – and fail to act or fail to keep pace with changing technology or what we learn about learning, we’re going to be left behind, and we are not serving our students. And then that comes back to that ethical discussion about what our obligations are.

Now, if you’re just getting started with this, here’s the advice. Find your provost, find your chief academic officer, understand what he or she is responsible for and values, especially according to the institutional mission. Maybe your institutional mission is completion. Maybe it’s lowering the cost of attendance. Maybe it’s supporting face-to-face residential students. But know what that is.

You also need to build consensus among the faculty and the different stakeholders, and confidence within your own ranks. So if these are new tools, if new integrations are needed, if new service models are needed, these are all things that you need to start to build into the IT organization.

It’s also important to kind of look out there and see what tools are available right now that could be used to meet the challenges of teaching and learning. Are there any free tools, free learning materials out there that could be used, and how do we get them to faculty in such a way that encourages them to participate and experiment without overwhelming them.

And, again, concentrating on faculty buy in is key. My advice is always to go for the people who are just so excited about being nimble with their pedagogy and nimble with technology as well as getting the curmudgeons on board because if you’ve got the curmudgeons you can probably pull a lot of other people along.

Now if you’ve already started with this, again, it’s important to keep your eye on the goal, on that institutional mission. There may be different reasons to engage in digital transformation, and they may be specific to an institution. And having that held up and in the forefront is the best way to make sure that you’re always aligned with the academic and administrative goals of the institution.
If you’ve already started, now might be the time to pull students in as stakeholders. We found in some instances that students are the best advocates for the adoption of technology by faculty or the adoption of different pedagogy. Or, more recently on some of our campuses in Colorado, the adoption of open educational resources. Really pushing to say, hey, this is important to me, this can help my learning, this can help me succeed. And when faculty and administrators hear from students, they’re hearing from our most clients or customers or base.

And then if there is a way to formalize faculty involvement by getting the faculty, again, who are nimble with pedagogy, nimble with technology, and using them as advocates and peer mentors, that’s excellent.

Now if you’re already out there in nirvana and you’ve really undertaken an excellent initiative in digital transformation of learning, now may be the time to start to look at those faculty reward systems, which don’t always keep pace with what we ask faculty to do. It’s also important to continue to monitor those new tools, those new learnings about learning, and change course midstream as necessary.

Also, being able to show that what you’re doing is successful is really critical when you have mature initiative. And the only way you can do that is to know, again, what your institutional goal was for the initiative in the first place.

And if you’re out there doing great things, don’t forget to look around and help the rest of us who are just starting.

And so I’m just going to go quickly through this one. This was the most exciting for me. If we do this well, we can change the world. We can produce students and help students who are engaged and contributing and learning members of our society. And for me that’s just the reason we’re here.

And so now I’m just going to ask you to just to give a sense of where you are with this. Where are you with digital transformation of learning? You’re not going to do it because it doesn’t fit your strategy. You’ve not yet begun. You’re just getting started. You’re in the midst of a strategy. Or you’re just all the way done. Let’s see where that is.

Just getting started. And in the midst of transformation looks to be – and few are optimizing. Although I think – I betcha there are more people who are optimizing but you’re too modest to say that.

So that’s good to know that you’re just getting started and in the midst of transformation. And now that I’m done talking, I’m going to run over to the Chat Room and see if there are any questions about that. Thank you very much. I’ll pass it to Susan.

Deb, thanks so much. That was really, really helpful. And I just – while you’re thinking of those questions, folks in the webinar, I’ll just remind you that this webinar is part of a whole series focusing on the Top Ten IT Issues that we do every year. We publish the Top Ten list by institutional type. So if you’re from a community college, or a small or a large school, or a private R1, or you name it, we drill down into many institutional types and we publish the Top Ten so that you can see what your institutional peers saw.

We also have recommended resources for each issue so that you can delve into any issue and learn more. And infographic, and we’ve put a little tiny version of it on this slide. John already posted in the Chat Room our interactive history of the Top Ten. And we’ve also used our data by mapping the Core Data Service data to the Top Ten if you want to start telling the story on your campus.

We also have perspectives on the Top Ten for different communities, Enterprise IT, Information Security, and Teaching and Learning. And our Corporate Member Advisory Council has also just last week published their perspectives on the Top Ten.

And then finally a companion research project that we do at EDUCAUSE every year is the Top Ten Strategic Technologies. We’ll be publishing that soon, and anybody who wants to get a preview of them can feel free to contact me.
And once again, a look at the Top Ten IT Issues of 2017.

And I want to thank you all very, very much for being here, and thank Kirk and Deborah for the wonderful background and the expertise that they provided.

Now I’d love to know if anybody has any questions, please do type them in the Chat Room. And while we’re waiting for your questions, I’ve got a question for Kirk and Deb. A question about being on the Panel. And we know, as I said at the beginning of this webinar, that the Panel is a couple of dozen leaders among our members who are representative of our membership overall. And that means that you are in a very diverse group with people with different perspectives, from different parts of the country, indeed the world, and they are from different institutions. And we all know that culture is local in higher ed and culture certainly influences strategy.

So was it awkward to be a member of such a diverse panel and to try to come up with something that would speak to the entire membership? Kirk or Deb, do you want to speak to that?

Yeah, I can jump in. I think the process and the way it’s run by EDUCAUSE, and the nature of the calls, and we do a similar event to what everybody has experienced here today, which is at the end of every call, or toward – or maybe more than once during the call we do some online voting which allows every voice to be heard. The members on the panel. And frankly I found it to be a really enlightening experience because I could hear from different institutions and different sizes of institutions and whether it be faculty or, you know, Deb and I both gave different presentations today, but we were both able to contribute things to the Panel that was very helpful to everybody else. And so I – it’s a great experience. And I think that EDUCAUSE also manages to take all those disparate views and feedback and gel them into a pretty dang good article.

Yeah, and I would agree. I don’t think it was awkward at all. In fact, especially this year, the way it was changed up so we did a lot of the discussion and voting and discussion and voting, and then had a big discussion about what should go into the article. And it was a different way than has been – a process done in the past, and I found it to be absolutely invigorating. And I don’t know if my excitement about it came through, but I was literally standing outside in the freezing cold weather waiting for a bus because I couldn’t get off the call because it was so exciting. And it was, again, it got me so enthused about the issues in a way that I haven’t been before, and how we can integrate those into our work. So thank you.

Oh, great. Thank you.

I don’t see any additional questions in the Chat Room, so I have an additional question, and it’s about the number one issue, which we did not talk about at length today. So for the second year in a row, Information Security is the number one issue. And, gosh, you know it is this challenge that just won’t end at our institution. And sometimes it can feel like beating a dead horse. So question for maybe you, Kirk, because I know that this is a focus area of yours. How do you keep that horse alive? And Kirk, you might be on mute.

Thank you so much. I was talking.

You’re welcome.

I was going to say it’s really interesting to go to that infographic because it was important in 2008. It was number one in 2008 by the way. And then in 2014 and ’15 it dropped to number ten, and then suddenly in ’16 it shot back up to number one and in ’17 it shot back to number one. 
And I think the thing about this is, well, sometimes I think we all feel like we’re beating a dead horse in Information Security. It is morphing and changing in just incredible ways and the sophistication. And frankly, I mean if you think about the whole ransomware event, and you think about them having Help Desks and helping people get their data unencrypted, and using bitcoin and helping them pay efficiently, there’s a whole professional side to this business that’s winding up being fairly lucrative for them. If you look in particular at ransomware over the last year, you’re going to see a giant uptick if you go read the studies and how that’s affected our country.
And of course now one in five people that pay the money don’t even get their data back, which is going to break their business model, so we’ll see how they respond to that. 
But on our campus, it’s something that we talk about all the time. I was going to mention – in fact yesterday I had an opportunity to talk to our Provost and the Deans, and there was two topics. One was the results of the Student Survey, which we had a very interesting conversation around, and the other was Information Security. And, you know, there’s almost no presentation IT does here that we don’t mention that because it is so important to us and in some ways I think we all in higher education are a little bit lucky that for the most part the nation actors have not really focused on us in particular.

Great. Thank you. Another question that came up was a question about whether enterprise risk management could be one way to elevate the conversation about IT and to involve IT more productively in campus strategy. So is that sort of a way in to that conversation at the campus leadership level?

I can jump on this again, Deb, unless you wanted to. I was going to say when you look at enterprise risk management, this is back to Information Security, right. It’s a giant risk for our institution.

The other one that we’ve really been focused on over the last couple of years is about compliance, and in particular as a research institution, FISMA, NIST 800 171, discussions about HIPAA, you know, and also ISO 27001. This has been a big topic for us. And I think amongst the researchers, that has definitely elevated our department as we’ve been seen to take a leadership role there in their eyes. And so there’s no doubt that engaging on compliance and institutional risk is something that we should be doing and does elevate us. I am convinced of that.

Great. Thank you. Another question, and Deb it looks like you had started to answer it. What could EDUCAUSE do to help us tell the story of IT? And you might be on mute.
I was on mute.

Okay.

I couldn’t get there fast enough. Sorry. 
I think that when we talk about the relationships, and that’s come up as a place for learning for all of us, understanding the other side is what’s most important. So I think what EDUCAUSE could help all of us do is tell the story of IT as the enabler, as the amplifier of effort. And you would have to do that through the lens of an academic officer, for instance, from a faculty perspective, from a student perspective, or from an administrator’s perspective because each of those will have a slightly different point of persuasion, if that makes any sense. So the CFO might be interested in how can we lower costs for students, how can we lower costs for the institution, how can we increase completions. The faculty members might want to know how can I do this, how can I engage with IT in a meaningful way given all of the other demands on my time. So I think that telling the story from different perspectives. And someone had mentioned infographic, I think that would be fantastic, but only if they reflect the values of different stakeholders.
Great. Thank you. Thank you so much. We do have a lot of infographics, and we have a series of articles that we wrote that are very short that try to tell the story about various focus areas of IT for institutional leaders or – oh, thank you, Joanna, thank you so much for pulling those up. 
And I think we have time for maybe quickly one more question from Mike. As part of the digital transformation faculty struggle with ways to incorporate technology into their pedagogy. I think this is one for you, Deb. Where does IT draw the line between supporting and helping with the technology versus being pulled in to developing the pedagogy around the technology?

Oh, yeah, that’s a tricky one. And I think this is where the relationship with the teaching and learning center, the faculty resource center is so valuable. And the relationship with the Provost. Because I think that you’d want to leave the pedagogy – the pure pedagogy – to the instructional designers or the learning center. But you still have to understand, at least have a basic understanding of, what’s happening to be able to advise on maybe institutional tool choice, for instance.

So I do think there is a line that – maybe not a line that needs to be drawn, maybe a dotted line, maybe a grayed-out line that you could cross occasionally. But, again, if you’re looking at digital transformation, you necessarily have to look at it as a collaborative effort. And this is where you can maybe not draw the line but draw the connections between other groups, and working collaboratively address those challenges.

Thank you so much. And we are out of time. We had a great, great session with you today. Thank you for attending. Thank you for your interest. We hope it was useful. But either way, please do fill out the evaluation and give us feedback. We learn from the feedback.

Take care.
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