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Initiative #4: Cuesta College’s primary!technology is sustained by an annual centralized budget
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Initiative #5: Cuesta College’s campus network infrastructure meets current and anticipated work

needs and is sufficiently funded and staffed..........oue e

Initiative #6: Network applications are consistently available to USers.........cceeveeceieiie e cceveccce e,

Initiative #7: Cuesta College’s data and network servers are protected against security
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Cuesta College is committed to providing access to and promoting the effective use of
information technology in support of its mission, vision, and values. In light of this
commitment, the College has sought to create strategic and effective planning for the next five
years. In support of the 2010-2016 Educational Master Plan, 2010-2017 Educational Master
Plan Addendum, and the 2012-2014 Strategic Plan, the Technology Committee has developed
the following Technology Plan. This plan charts a course for technological innovation, support
for technology use, and the efficient acquisition, maintenance and replacement of its
technology infrastructure. This plan also supports ACCJC Standard Ill C: Technology resources
are used to support student learning programs and services and to improve institutional
effectiveness. Technology planning is integrated with institutional planning.

The purpose of the Technology Plan is to assess and prioritize current and projected technology
needs, including technology support, training, hardware, software, licensure, policy issues, and
technological infrastructure.’ The primary focus of this document is to consider needs and
trends that will have an impact on the College and our students over the next five years, and to
establish appropriate priorities, initiatives, and activities that will best support the overall vision
of the College.

Immediate technology needs, short-term planning, and specific operational details for
proposed and existing technology projects are found in the Annual Technology Plan and Review
(ATPR). The ATPR is an essential part of Cuesta’s technology planning documentation. It
provides a summary review of all technology projects from inception through implementation,
including an assessment cycle performed by the technology users. Each project in the ATPR is
also linked to the Technology Plan, thus showing how the initiatives and
activities/recommendations of the Technology Plan are actualized each year.

Because of the rapid changes in information technology, coupled with frequent and unexpected
variations in state funding, this plan should be viewed as a living document. The Technology
Committee will review it annually, and the activities corresponding to each of the initiatives
revised or updated as needed.

! Strategic Goal 2.D, San Luis Obispo County Community College District 2010-2013 Strategic Plan
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This is an excerpt from Cuesta’s Integrated Planning Manual. The Technology Plan is one of the
Operational Plans described below.

The San Luis Obispo County Community College District model of integrated planning depicts
how the components in district planning processes link to one another in a cycle of evaluation,
development of goals and objectives, resource allocation, plan implementation, and re-
evaluation. Itis through the regular sequence of these planning practices that the district
assesses institutional effectiveness and uses those assessments to continually improve the
college’s services to students.

Research is central to the San Luis Obispo County Community College District model of
integrated planning because plans are developed based on data and plan outcomes are
assessed using quantitative and qualitative data. With this grounding in research, the
components of the district’s model of integrated planning are as follows.

* The San Luis Obispo County Community College District Mission describes the intended
student population and the programs and educational services that the district provides
to the community. As such, this statement is the foundation for all planning processes.

* Periodic data analysis includes the use of:
o District data to assess its current effectiveness in meeting the San Luis Obispo
County Community College District mission and
o Community demographic data to foresee challenges and opportunities.

Based on these, data, current and anticipated challenges are identified. These challenges are
foundational for the development of the Educational Master Plan and the Facilities Master
Plan. Through the process of developing the Educational Master Plan, the district develops
Institutional Goals that are intended to focus the district for advancing the mission and meeting
the identified current and anticipated challenges.

* Inthe development of the Strategic Plan, the Institutional Goals are used to develop
Institutional Objectives that describe specific initiatives that will be undertaken to
achieve the Institutional Goals. The Strategic Plan informs two other types of short-
term plans, the Institutional Planning and Program Reviews and the Operational Plans.



* Resource allocations are determined at three levels: unit, cluster and institution. These
allocations are based on the priorities established in the Strategic Plan, the Institutional
Planning and Program Reviews, and the Operational Plans.

* Once resources are allocated, the district implements the plans by completing the action
steps identified in the Strategic Plan, the initiatives in the Operational Plans and by
completing the program objectives as identified in the Institutional Program Planning
and Reviews.

* Annual data analysis includes two types of assessment:

1. Assessments of program effectiveness measure each unit’s effectiveness in
comparison to historical data as well as in comparison to the Institutional Goals and
Institutional Effectiveness Outcomes. This data analysis is the foundation for the
Institutional Program Planning and Review process.

2. Assessments of plan effectiveness measure the district’s progress in achieving
Institutional Goals and Institutional Objectives. This data analysis is documented in
an annual San Luis Obispo County Community College District progress report that
informs the internal and external community about progress toward long-term
goals. The annual progress reports will be compiled and used in the next ten-year
master planning cycle to identify ongoing challenges.

The processes that comprise this model of integrated planning are assessed every other year.
This assessment is the basis for improvements to the planning processes.
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Since 2008, Cuesta College has made strides in improving the planning for and allocation of
technology. The College has instituted a central IT budget, devised strategies to streamline
processes, and developed a process to integrate planning for technology resources. The Annual
Technology Plan and Review (ATPR) has successfully documented such changes and short-term
goals, but longer-term planning is necessary to continue efforts to improve the College’s
systematic approach to technology.

In response to a number of accreditation recommendations from ACCJC in 2009, the College
drafted a 2010-2013 Strategic Plan and updated the Educational Master Plan for 2011-2016. In



the spring of 2012, an addendum to the Educational Master Plan was written along with an
update to the Strategic Plan. All of these important documents call out the need for integrated
and effective planning for and implementation of technology at the College. The 2010-2013
Strategic Plan set as a goal the development of “a Technology Master Plan setting forth major
technology priorities, which will be aligned with the College’s mission, vision, values,
Educational Master Plan and other master and operational plans.” (Strategic Goal 2.D). The
Technology Committee met that goal in 2011 by writing the 2012-2017 Technology Plan. The
original plan was approved by the Board of Trustees at their February 2012 meeting.

In the spring of 2011 the Technology Committee prepared for the initial draft of this document
by developing a Strengths, Weaknesses, Opportunities, and Threats assessment, which, in
conjunction with a series of community surveys, assessments, and technology inventories,
provided insights to areas of technology needs. A small taskforce met during the summer of
2011 and used the ten Educational Master Plan Core Principles to guide the focus in writing a
preliminary draft. The initial Technology Plan worked to respond to those principles by
establishing initiatives, organized under themes.

In spring 2012 an addendum was written to the Educational Master Plan that identified the
challenges for Cuesta and identified goals to address these challenges. From this addendum,
the 2012-2014 Strategic Plan was written that lists objectives to meet the goals listed in the
Educational Master Plan addendum. This update to the Technology Plan is to align the
initiatives found in this plan to the revised Strategic Plan objectives.
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The Technology Plan is derived from and supports the goals, objectives, and technological
needs described in the 2012-2014 Strategic Plan and the 2011-2016 Educational Master Plan
Addendum. In addition, the following resources and data were considered when writing this
document:

* 2010 Annual Technology Plan and Review

* 2010 Campus Computing Report

* 2009 and 2010 Faculty Use of Technology Survey

* Cuesta College Technology Proposal: Allocation, Support and Renewal
* Technology Committee SWOT survey

¢ District-wide SWOT survey

* T-tab requests from 2011 IPPRs



* Technology Training survey

* Technology Committee vision and brainstorm session

* Technology Master Plans/best practices from comparable institutions
¢ Equipment inventories

* Review of 2010-2011 technology purchases (via spending codes)

* 2011 Cuesta College Job Satisfaction Survey

e 2011-2012 Faculty Technology Survey
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For any planning to be of real value, it must take into account some measure of the funding
resources expected to be available or the potential lack thereof. The following assumptions
regarding funding were made when writing this document.

A significant number of demands for technology-related support will compete for limited
funding. Consequently, the use of resources allocated to technology will be driven by
needs/strategies which are identified and prioritized in this plan.

The economy for the State of California is not likely to improve much over the next five years,
and in fact, may continue to decline.

The Cuesta College Foundation will allocate $100,000 annually to support the initiatives found
in the Technology Plan

Cuesta developed a funding stream via the MAA (Medical Administrative Activities) program,
from which 45% of the income will be used to fund technology at Cuesta.

Other external sources of funding may be developed, but these acquisitions will be consistent
with the overall Technology Plan of the College.

Cuesta College will submit a Title Il Grant that may provide additional funding.
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The following guiding principles, which describe the fundamental values used to make decisions
regarding the acquisition and use of information technology, were used in writing this plan.

Student access and success are the primary focus for the use of information technology.



Technology must be responsive to changing student, institutional and community needs.
The mission of the district drives decision-making regarding the use of technology.

Effective use of technology requires consistent and accessible quality support for students and
employees.

Maintaining existing technologies is generally given higher priority than expansion or
implementation of new initiatives but emerging or innovative solutions would not be
overlooked.

The total cost of ownership (TCO) is to be assessed in all stages of planning and implementation
of new technologies.
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Cuesta College is moving toward integrating the business practice commonly referred to as the
total cost of ownership, which provides an estimate of the total cost to deploy and maintain a
given technology over its lifetime. This is considered an essential aspect of financial planning
because technology deployments typically incur, over their lifetime, a variety of direct or
indirect operational costs that are less apparent than the initial capital expense of deployment.

One specific aspect of total cost of ownership planning is the cost to replace the technology as
it ages. This is particularly relevant to Cuesta College because, while many technology
deployments at the College are initiated by special one-time funds (such as grants, new building
funds, special programs, etc.), the replacement costs are typically borne by the District. As one-
time funded projects age, the District must allocate funds to renovate obsolete systems. By
budgeting for the inevitable replacement costs, the College will be better able to plan
instructional and administrative programs confident that the underlying technology will be
maintained at an appropriate standard.
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The Technology Plan is a five-year plan, so in order to maintain currency and effectiveness, it
will be reviewed and the activities updated annually as needed. This annual evaluation of the
plan will involve several components. The Technology Committee will conduct assessments in
alignment with the Institutional Effectiveness Committee. Additionally, the Technology
Committee will evaluate the progress the District has made toward each of the initiatives since



the last review. Part of this evaluation will include referencing the current Annual Technology
Plan and Review (ATPR), which tracks larger institutional projects that pertain to technology
and correlates those projects with activities in the Technology Plan. Finally, the Technology
Committee will review current trends and changes in information technology and education
and make any necessary recommendations for modifications or additions to the activities listed
under each of the initiatives.

Also, the Technology committee will evaluate the Technology Plan in its entirety towards the
end of the five-year cycle. Using survey data and other qualitative assessments, as well as lab-
use statistics and other quantitative measures, the technology committee will evaluate
progress and currency of all planning elements and make recommendations for plan revisions if
need be.
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In the summer of 2011, a task force of the Technology Committee met to review the various
data and resources, look for central themes that could be aligned with the ten 2010-2016
Educational Master Plan Core Principles, and within each theme identify recurring ideas that
could be refined into goals.

Previously the terminology used in the Technology Plan was goals supported by action steps.
During the writing of the Educational Master Plan Addendum and the 2012-2014 Strategic Plan,
a consistent language was developed for Cuesta’s planning documents. In order to align this
document with the new language, the previous goals are renamed initiatives and previous
actions steps are renamed activities.

The Technology Plan is organized around specific themes, establishing initiatives and activities
beneath these themes. The initiatives are intended to be general, long-term major targets or
end results that support the mission, vision, and values of Cuesta College, guided by the
Strategic Plan and Educational Master Plan addendum. Since the Technology Plan is an
operational plan, some initiatives may solely support the operation of the college. Activities are
more specific strategies and resource allocations designed to achieve the long-term initiative.
Appendix A provides a detailed correlation between the Strategic Plan Objectives and the
initiatives of the Technology Plan. Appendix B lists activities corresponding to each initiative.
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Cuesta College uses technology for student support and success by facilitating student services
processes, providing current classroom technology, and supporting student training.
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The curriculum at Cuesta College challenges students to move between different types of
websites, including myCourses, public sites, and the current Learning Management System
(LMS), and expects students to be able to access assighments and supplemental instruction
from them. Information is presented in spreadsheet, tabular and graphical formats and
students are challenged to not only create similar formats, but also interpret the results using
critical thinking skills. Student technical issues might vary from the lack of necessary software
on personal computers that would allow them to read files in a standard format (PDF or MS
Word) to the use of editing tools to enhance their documents. Classes taught in an online
format presume students can navigate the associated websites as well as master the
disciplinary content. Resources critical to student success might include dedicated student
support counters in the libraries, a full time LMS instructor to interface with students, short
courses, or online information to answer student questions. Such technology support could be
coordinated so that students preparing for transfer or the workplace would be confident they
have acquired basic technology competencies within the context of existing courses.
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In the last few years, Cuesta has made great strides in installing multi-media instructor stations
which reflect current technology and incorporate an easy to use integrated control system. An
integrated control system provides a consistent user interface that removes barriers and
improves productivity for instructors teaching in multiple rooms and helps streamline
classroom scheduling. Presently, approximately 20% of the classrooms have an integrated
control system in place. To complete this conversion of classroom media systems in a cost-
effective manner, the College must balance instructional needs against the initial and ongoing
costs for installation, maintenance, and replacement of these systems. Specifically, increasing
the utilization of each media system by optimizing room scheduling is the key to achieving cost
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efficiency. Additional considerations will be necessary for classrooms that are leased by Cuesta,
as typically the District will have limited authority to make any changes in the configuration.
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The online admission application currently in use is a state-wide system that meets Title V
regulatory guidelines. Cuesta has an online orientation system that informs students of
numerous processes and resources, such as academic planning and pre-requisite requirements.
Assessment testing is required for most first time students. Most parts of the process are
automated, but some manual processes can slow down the delivery of results to the student.
For most students this is the first contact, and therefore first impression of Cuesta. Itis
essential that this experience be a positive one for the students.
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Cuesta College is committed to providing technology resources that are sustainable, secure,
and reliable, with appropriate planning and funding to allow regular support, maintenance, and
upgrade or replacement.
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Cuesta needs to complete the transition to a centralized funding process, with one-time and
annual funding requirements identified and the process for Planning and Budget oversight
established. This will greatly streamline the IPPR process as approximately two-thirds of the
requests in spring 2011 and spring 2012 were related to the upgrade or replacement of existing
inventory, classroom multi-media and software licensing. The current ATPR contains the most
recent figure required to bring existing computers (both academic and employee) up to this
standard, and also estimated annual budgetary figures to maintain the standard in following
years. Computers less than six years old will be placed on a revolving upgrade schedule. Itis
likely that external sources of funding will be necessary for the one-time upgrade costs, but
verified annual maintenance and replacement costs would be part of the annual College
budget. Maintaining an appropriate level of PC and network support staff will be a primary
consideration when determining annual funding requirements.
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The College network was installed in 1998 with piecemeal upgrades since that date as limited
funds were made available. The college needs to fund the recurring cost of keeping the
network infrastructure up to date. The current age of the network equipment makes this a
critical need and the current state budget situation makes it unlikely that the annual cost could
come from General Funds in the next five years. Accordingly, the College is pursuing a Title Il
grant to help fund some this need. Once refreshed, the College must commit to funding annual
replacement to keep the network technology current. The estimated annual cost to maintain
the infrastructure is provided in the current ATPR.
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According to current industry standards, Cuesta College’s network applications (such as email,
Internet access, Banner, myCuesta, etc.) should be available to users with an uptime of at least
99.95%. Essential to maintaining this uptime are robust facilities that provide resilient power
and cooling. However, the data center facilities at Cuesta College are hampered by unreliable
power and cooling. And, due to the legacy construction of the data centers, only minimal
generator backup is available in the event of a power outage. At the SLO campus, renovation of
the original, purpose-built data center is under review. At the North County campus, the new
LRC building includes a permanent data center beginning spring 2012. The new NCC data
center provides opportunity for off-site backup of data from the SLO data center that can be
utilized in case of a disaster to facilities at the SLO campus. As a foundational component of
Cuesta’s data protection and recovery architecture, that offsite backup will further enhance
application availability. Off-site services are also used to host some applications via Cloud
Computing. As this market grows there may be more opportunities to move applications to the
Cloud.
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Cuesta has systems, tools and processes in place to help reduce the risk of security breaches.
Examples include redundant firewalls between the Cuesta LAN and the Internet, virus and spam
filtering on all email, automatically updated virus software on all servers and computers, a
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testing and deployment process for campus standard software patches, tools to “push out”
critical security patches, and enforced requirements for system passwords. In addition, there
are regular communications and training for employees on best practices to avoid being tricked
by spammers and phishing attempts. Security measures must continually adapt and evolve as
the threats are continually changing.
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Cuesta College is committed to providing equitable technology resources and appropriate
access to technology at all campuses/centers within the district and through distance
education, to delivering effective and meaningful technology as a competitive edge by
providing technology resources that meet current industry standards, and to be forward-
thinking in the use of new and innovative technologies.
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In 2005, Computer Services installed the necessary infrastructure to support wireless access at
Cuesta. When myCuesta was launched, it enabled wireless access to the Internet for faculty,
staff, and students (in currently active locations) via a personal device through the use of their
myCuesta login and password. Since 2005, Computer Services has included wireless access in
each new and remodel building project. Additional wireless access has been deployed as
individual departments or groups have identified funding. (For example, the ASCC funded
wireless access in the student center at the SLO campus.) Going forward, the College will adopt
a centralized funding model for increasing coverage of wireless access.
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The technology landscape continues to evolve at a rapid pace. It is imperative that Cuesta keep
up with this pace in order to remain competitive with our curriculum and program offerings.
Cuesta has made some advances in implementing innovative technology. The nursing
simulation mannequin and use of electronic white boards and classroom performance systems
are good examples. However, the process for identifying emerging technologies,
communicating changes in the technology landscape to the campus community, and evaluating
the appropriateness of current or emerging technology for use here at Cuesta is in need of
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improvement. Also, given the current picture of the state budget and economy, Cuesta
employees must be as efficient as possible in performing their work. This imposes an additional
need to evaluate and implement technology that will increase work efficiency and provide
better customer service when it is cost effective to do so.
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The Cuesta College website has been under development using tools that will easily
accommodate a variety of devices. The primary devices that the website is being developed for
are desktop and laptop computers. The new web site is scheduled to launch in fall 2012.
Following the initial launch, there will be an effort to optimize the display of website
information for smartphones and tablets. In addition, a new version of Luminis (the product
which drives myCuesta) will be available in approximately 2014, and it will incorporate a new
technology that better accommodates mobile devices. The current version has some new
features that Cuesta has yet to implement. The system that allows users to easily update their
information in the public web site can also be used to update information in myCuesta.
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The Learning Management System (LMS) currently in use at Cuesta is Blackboard. In spring
2011 a decision was made by the Distance Education Committee, in conjunction with the
Technology Committee, to convert the campus standard LMS from Blackboard to Moodle. The
conversion process began in fall 2011 and will be completed by July 1, 2012. Moodle has an
interface that is accessible to tablets and mobile web, and this interface will be available upon
initial launch. In the near future, Moodle will offer a mobile web application for the version
that we are implementing.
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Cuesta College is committed to providing all employees with appropriate and sufficient training
in the use of technology resources.
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Cuesta currently has a technology trainer on campus that develops, teaches and advertises
technology instruction, tips and training in support of all classified, faculty and management
personnel. The technology trainer holds face-to-face class sessions and provides online training
modules for Banner navigation. The technology trainer currently distributes a survey each
fall/spring semester to gain a sense of what technology training is needed to best meet the
needs of all constituent groups employed at Cuesta College. Not all training can be provided by
this in-house resource.
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The conversion process from Blackboard to Moodle began in fall 2011 and will be completed by
July 1, 2012. Part of this conversion includes appropriate faculty and support staff training.
Support staff in both Computer Services and Library Support began taking online administrative
training modules in the summer of 2011.

Cuesta has yet to develop a successful model for training and supporting faculty with other new
classroom technology that is appropriate given our current staffing levels and organization. For
example, in the 2009-2010 academic year, via the Technology Committee, Cuesta developed a
campus standard Classroom Performance System (CPS, aka clickers). For numerous reasons the
decision was made to provide pedagogical support via a mentor system that relied on faculty
members who had previous experience with the technology. This process failed to result in a
successful adoption of the CPS technology in the classroom by the faculty. For instructors to
incorporate a new instructional technology, they need assurances that adequate, effective, and
timely training and technical support will be available as needed. The College needs to
determine a better process to successfully launch and support new technology in the
classroom.
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Cuesta College is committed to an efficient use of technology resources. This includes the use
of currently available software to increase employee and department productivity.

S H2S1ITHS-82(. "S-, 112328E 150" L' O'028. F 296" +'6" /S, @™ ##258. , S O+5, H25+5 , 62((2(S"#:$
=" 6, 1126. ", #18

There is currently a list of at least 80 projects requested to enhance Banner. Some of the
projects require little technical support to implement. The projects are reviewed and
prioritized at a monthly meeting that the Director of Computer Services has with the three vice
presidents.
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Cuesta has twice the number of computers and half the support staff as recommended by the
TCO (Total Cost of Ownership) model that was published by the Chancellor’s Office.” Given the
reality of the budget, additional staffing is not likely in the near future. Therefore, the College
needs to reduce its inventory. This is also a piece of the 2012-2013 budget reduction plan
approved by the Board of Trustees in April 2012. Historically, Cuesta has operated with the
mindset that a student computer lab is under the ownership of a particular department. This
mindset is changing, partially due to the reality of budget reductions and also as a result of the
ACCJC recommendations. Software was installed in student labs beginning in fall 2011 to log
the usage of the computers. This data can be used in determining appropriate actions for
computer consolidation and efficient classroom scheduling.

2 Technology Il Strategic Plan 2000-2005; Board of Governors, California Community Colleges

18






















































