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Executive Summary  

This report details the activities, findings, and recommendations of the Academic Technology 
Task Force (ATTF). 

One of the key characteristics of the workings of the ATTF has been the broad, wide-ranging 
“listening tour” approach that it has taken.  The ATTF consulted with myriad constituent and 
stakeholder groups on campus.  These included faculty from each of the colleges first and 
foremost, administrators in the Dean’s offices, chairs and directors of departments and 
programs, the library faculty and dean, C-Techs,  RTS techs, CIRT and ITS personnel.  
Additionally, the ATTF took into consideration the responses to the original IT Reorganization 
report of the faculty of CCEC, the Chairs’ Council, and the Faculty Association’s Campus 
Technology Committee.  In doing so, the ATTF specifically solicited stakeholder feedback on: 
what defined academic technology, what worked and did not work in terms of academic 
technology at UNF, and what were the positive and problematic aspects of the IT 
Reorganization Task Force recommendations.  Finally, the ATTF reviewed the results of the 
Faculty Technology Survey developed by CIRT, ITS and CTC and administered in the Spring 2013 
term.  From this “listening tour” the ATTF developed the recommendations presented in this 
report. 

What we did 

 Held more than a dozen meetings with campus stakeholders 

 Reviewed  the original IT Reorganization Task Force report and reports, comments, and 
surveys from a full range of UNF units  

 Reviewed relevant non-UNF sources of information including IT structures at peer 
institutions and academic exemplars 

 Held 20 + meetings of the Task Force over an eight-month period 

What we found 

 IT staff and financial resources are allocated  primarily to daily operations leaving little 
time for supporting innovation and experimentation 

 Some basic infrastructure needs not being met  

 Resources, policies, and procedures need to be transparent, documented, and 
communicated to faculty more effectively 

 Communication across and between technical and academic units needs to be improved 

What we recommend 

 Creation of a new department within ITS with a focus on Academic Technology 

 Adoption of a cross-functional approach to address Academic Technology needs 

 Additional budget and staffing resources to support Academic Technology across the 
institution 

 Enhancement of communication efforts 

 Creation of an Academic Technology Advisory Council 
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Introduction 

Definition of Academic Technology: 

Academic Technology refers to those technologies directly used by faculty and students 
in the creation and dissemination of knowledge 

Academic technology by its very nature is changing, because it reflects technological 

transformations outside of the university, but also the particular needs within the university.  

While enterprise-wide academic platforms and solutions must remain efficient, stable and 

provide a solid foundation for students, faculty, and staff, other experimental technologies 

should be encouraged and fostered. The current ITS organization is layered following a 

traditional stack of services from network engineering, servers and storage, database and 

application services to classroom technology, desktop services and user support. Many UNF IT 

professionals are as passionate about the academic and research missions of our institution as 

our faculty. The challenge is how to align ourselves to respond to the need for innovation and 

experimentation in the academic space, but still take care of administrative projects and 

‘keeping the lights on’.    

Innovation is difficult to mandate, and should not compete with core stability, but should 

instead be value additive. To be competitive in today’s higher education market it is 

increasingly important to be open, supportive, and financially committed to the development 

and experimentation with technology.  We must foster a culture of innovation, along with the 

financial, organizational and technical infrastructure, which anticipates and plans for both 

failures and successes, but nevertheless, encourages experimentation.  This culture of 

innovation requires, indeed necessitates, cooperation between faculty and staff, between 

colleges, and between administrators and faculty.  Building innovation is fraught with failures, 

false starts, wrong turns, and commitments of time and money - all characteristics, which 

traditionally, may not be rewarded within the university environment.  But to ignore innovation 

in today's changing technology landscape is to be left behind in the changing higher education 

marketplace that can set the university at a severe disadvantage.   

Report Structure 

 
This report contains five distinct sections.  We begin by describing the charge of the ATTF and 

the methods we pursued in implementing our charge.  We follow this with a detailed listing of 

concerns and issues with academic technology that we discovered during our work.  Next we 

outline our specific recommendations for moving forward with both a new Academic 

Technology Department and other related recommendations.  We conclude with a general 

discussion of future directions for academic technology at UNF.  The fifth section of this report 
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are the appendices which contain various data and information the task force compiled during 

its work and that are referenced in this report. 

 

I. Charge and Methodology 

II. Concerns and Issues 

III. Recommendations 

IV. Future Direction 

V. Appendices 

I. Charge and Methodology 
 

The ATTF was an extension of the report submitted to the UNF Vice President for 

Administration and Finance at the beginning of the 2012-2013 academic year by the 

Information Technology Reorganization Task Force.  In that report, the Task Force 

recommended that an “Academic Technology” unit be created within UNF’s ITS structure.  That 

unit’s function was to address academic technology initiatives to provide a mechanism for 

instruction and research support. Specifically, the recommendation from IT Reorganization Task 

Force (August 2012) was as follows: 

The committee recommends that a unit within the central ITS organization be created 

and dedicated solely to addressing academic technology initiatives to provide a 

mechanism for instruction and research support.  While this unit would organizationally 

report within central ITS, it is also recommended that its work efforts be jointly 

coordinated by the CIO and Assistant Vice President for Academic Technology in 

Academic Affairs.  The priorities of this unit should be driven by the needs of Academic 

Affairs and separate from administrative initiatives.  It is not the intent of the committee 

to replicate the existing infrastructure or technical staffs, but for rather this group to 

focus on academic initiatives, projects, and tasks that may require IT support.  Given 

existing staffing this unit would most likely be around 6-8 staff members which include 

existing blackboard, computer labs, and classroom technology staff with at least 2 new 

research technology staff members from CCEC (discussed in pages 10-11 of the report 

under “Other Issues and Considerations”.) 

The work of the Task Force included the following activities: 

 Regular committee meetings from October 2012 - May 2013  

 Series of meetings with: Deans and Associate Deans of all Colleges and Library, Council 

of Chairs, Faculty Town Halls, technical support personnel in Colleges and Library (IT 
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Support Coordinators,   Academic Support Coordinators, C-Techs,  Research Technology 

Services [RTS] in CCEC, etc.) (see Appendix 7) 

 Review of Academic Technology structures at peer institutions including those the IT 

Reorg Task force reviewed during their process 

 Attendance at Educause National Conference in November 2012 with a focus on 

Academic Technology issues and trends 

 Review of Education Advisory Board materials related to Academic Technology 

 Review of the results of the Spring 2013 Faculty Technology Survey 

 Review of CCEC response to the Recommendations of the IT Reorganization Task Force 

Report  

 Review of CTC response to the Recommendations of the IT Reorganization Task Force 

Report 

 Review of Council of Chairs response to the Recommendations of the IT Reorganization 

Task Force Report 

 Review of other services offered by Academic Technology units at other universities 

 Review of AVP Roberson’s ‘Addressing UNF’s Academic Technology and DL Needs’ 

Report 
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II. Concerns and Issues 
 

The Task Force identified trends and issues of concern from its meetings with stakeholders that 

can be grouped into 4 areas: 

1. Staffing / Resources 
2. Infrastructure 
3. Policies / Procedures 
4. Communication 
 
1. Staffing / Resources - Local technology support is critical to faculty productivity. 
 

1.1. The current local delivery of services in CCEC, COEHS, and CCB is working quite well, 
and faculty want and expect no changes to the current model.  CCEC, COEHS, and CCB have 
chosen to budget for additional support personnel, and this allows C-tech and RTS 
personnel more time to work proactively with faculty for planning and implementing 
academic technology. 
  
1.2. Other areas of the University lack sufficient resources to provide similar local services.  
BCH, the Library, and especially COAS have fewer support techs relative to their faculty, 
staff, and computer labs, and have markedly different experiences in receiving support and 
being able to plan and implement academic technology. 
  

1.2.1. In COAS, BCH, and the Library, the C-techs may spend 80-100% of their time 
merely keeping PCs running and virus free.  A dean may have to wait 6 weeks to get 
administrative rights on a computer. 
  
1.2.2. While the colleges have very different technology needs, the ratios of faculty, labs 
and lab seats to local support personnel – C-techs, RTS, OPS-techs – indicate how 
different the experiences are across the campus in receiving support and services for 
academic technology.   
 

  

Ratio of University Headcount & Lab Seats per FTE Local Tech 

COLLEGE 
 

Faculty & Staff per 
Local Tech 

Total Lab Seats 
per Local Tech 

Faculty, Staff, & Lab 
Seats per Local Tech 

     CCEC 
 

21:1 57:1 78:1 

CCB 
 

45:1 36:1 80:1 

COEHS 
 

87:1 74:1 160:1 

BCH 
 

119:1 71:1 191:1 

Library 
 

29:1 234:1 263:1 

COAS 
 

256:1 200:1 456:1 

  
      

Mean 
 

81:1 95:1 176:1 
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1.2.3. Instructional designers /Instructional technologists- There was interest from some 
colleges in having instructional designers and/or instructional technologists available 
locally.  

  
1.3. Statistical research support- There were indications that research expectations for 
faculty have reached a level of maturity that require the enhancement of statistical research 
support, either through enhancement of services in an existing unit, such as CIRT or OSRP, 
or by the establishment of a new center. 
 
1.4. Access to programmers and server/database space to support individual faculty and 
department projects. 

 
2. Infrastructure - Faculty and staff expressed a range of needs that could be addressed to 
improve their ability to teach, research, and provide service.  
 

2.1. Increased drive or cloud storage options. 
  
2.2. Greater access to software, particularly Adobe suite and SPSS noted. 
  
2.3. Greater attention to learning space planning; including the development of standards 
and a learning space design process that would incorporate AV, physical assets, room 
configuration, and a mechanism for testing and implementing new technologies. 
  
2.4. Reliable and robust wireless access. 
  
2.5. Lecture Capture. 
  
2.6. Proctored testing center to support the growth of online testing for both traditional and 
hybrid/online courses. 
  
2.7. Power/Internet/Wireless provisioning to support BYOD (bring your own device) for 
students. 

 
3. Policies / Procedures - Opportunities for enhancement and clarification of processes were 
noted. 
 

3.1. Negative disposition toward current Administrative rights policy. 
  
3.2. Software procurement/ licensing process. 
  

3.2.1. Getting software that has already been purchased appears to require an entirely 
new review. 
  
3.2.2. The legal review is exceptionally long and complicated. 

  
3.3. Hardware purchasing process not nimble; can take months to receive new hardware. 
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3.4. Confusion about first point of contact for faculty for hardware/software issues and 
requests- C-Techs or Helpdesk; varied across colleges. 

 
4. Communication - A lack of clarity in communication processes was a theme across units and 
divisions. 
 

4.1. More lines of communication were requested for notifications of outages, upgrades 
and other changes in service. 
  
4.2. Focused feedback loop needed for stakeholders to provide input. 
  
4.3. Communication issues occur both vertically and laterally across the organization; 
consideration of whether communications processes have kept pace with the complexity of 
the organization may be needed. 
  
4.4. Reported lack of clarity and transparency around the currency process. 
  
4.5. Reported lack of clarity and transparency about process for prioritizing Academic Affairs 
IT project requests. 
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III. Recommendations 
 
Here we enumerate our general recommendations regarding both the new Academic 
Technology Department, but also for four general IT problem areas we identified.  In many 
cases, our recommendations regarding the new unit will alleviate some of these problems.  In 
other cases, the new unit will not directly address important problem areas, thus our additional 
recommendations.  Ultimately, the success of the new unit and positive, innovative Academic 
Technology at UNF will be dependent upon implementation of all of these recommendations.  
Specific (“Action Item” like) recommendations are included in the appendices. 
 

New Unit Recommendations 

Mission and Vision 

The unit will have the following as its mission and vision statement: 
The IT Department of Academic Technology leads the acquisition, implementation, 
maintenance and support for these tools and platforms and coordinates with other university 
units. This mission requires cooperation and coordination between a variety of administrative, 
academic and technology units.  We enable the university and its varied academic communities 
to realize their potential in teaching, learning, and research through the innovative design and 
meaningful integration of technology to meet broad and specialized goals, and by providing 
consulting and services which foster innovation.  
 

Principles of Action 

 Seek to work across unit silos and foster collaboration across the campus 

 Conduct decision-making and prioritization of projects in a transparent and widely 
communicated manner 

 Actively solicit feedback and input from the full range of stakeholders across UNF 

 Foster innovation 
 

Evaluation and Continuous Improvement 

It is recommended that the new academic technology unit sets clear goals and commits to both 
short-term and long-term planning which will necessitate ongoing assessment and monitoring 
by the university leadership.  In fact, modification of any strategic plan within this unit is almost 
guaranteed to change as technology and the University's mission change.  

 Academic technology project success rates:  success should be measured as defined at 
the time of project proposal and planning. 

 Academic technology adoption rates:  e.g. the number of courses per semester that use 
a particular technology promoted and supported by the Academic Technology unit. 

 Service engagements:  the number of consulting and support engagements with faculty 
and students delivered by the new unit in a given time frame. 

 Innovative projects impact:  measure how an innovative technology impacts the 
stakeholders and resources (learning metrics, academic performance improvements, 
time savings, effort reduction, cost savings, revenue growth) 
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Innovation 

The Academic Technology unit should create and foster innovation by leading and establishing 
collaboration among academic and administrative departments and bring ideas into teaching, 
research, and service as part of the active agenda.  The Academic Technology unit has an 
opportunity to make the university a regional hub of innovation for technology and teaching.  
We recognize this requires a financial commitment; that is, we cannot simply say “let's 
innovate”. Innovation is not simply a “brand or part of a mission statement,” innovation must 
become part of the DNA of the University.  Innovation is fostered by leadership across the 
university when that leadership acknowledges the importance of technology to the core of the 
University's mission and recognizes and rewards the faculty who strive to innovate. 
 

Establishment of an Academic Technology Advisory Council 

The ATTF supports recommendation #6 of the AVP of Academic Technology to establish an 
Academic Advisory Council to help guide the technology priorities of Academic Affairs (AA) and 
integrate instructional technologies with the mission of AA (see Appendix 8). The Council of 
Chairs also made a similar recommendation at their January meeting with the Task Force. 
 

A. Staffing & Resources 

 
A significant commitment on the part of the University to the success of the Academic 
Technology Department and the other recommendations made here will necessitate budgetary 
realignments in terms of personnel and appropriate technology resources.  
 

 Academic technology project organization, operational support and staffing should be 
based on cross-functional organizational model involving various technical departments. 
Each department would bring the expertise and the core competency required for the 
project, or ongoing support, to be successful (See Appendix 5 Scenarios). 

 As noted in our issues and concerns 1.1, the current local delivery of services in CCEC, 
COEHS, and CCB is working quite well, and we recommend no changes the support model in 
those units.  

 Budget allocation for experimental (R&D) hardware and software to fund projects that 
don’t require ongoing financial commitment, but have the potential for success. 

 Budget allocation or a process to request additional funding for core academic technology 
enhancements in coordination with other IT departments. These projects will require 
ongoing commitment. For example, enhancements to classroom software or equipment, 
research storage, Learning Management System, etc. 

 The ATTF supports the recommendations #5 and #6 of the IT Reorganization Task Force 
regarding help desk staffing, location and support processes.  Investigation and 
implementation of a learning commons integrated services model approach could provide 
opportunities to improve services and support academic technology initiatives. (see 
appendix 9) 

 Academic Technology Unit Staff 
o Director of Academic Technology 
o A/V Classroom Support Coordinator 
o Telepresence Manager 
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o Academic Technology Manager 
o Academic Technology Coordinator 
o Student Technology Coordinator 

 Supporting staff hires in other departments 
o User Services - COAS C-Tech 
o Networking, Systems and Security - Academic Systems Engineer 
o Enterprise Systems - Academic Applications Programmer 
o CIRT - Instructional Technology Coordinator 

B. Infrastructure 

 
The task force heard requests for a variety of Academic Technology infrastructure needs 
ranging from network storage space to software products to space for testing new 
technologies.  Some require significant investment, others not as much.  These requests are 
summarized below. 
 

 Acquire and provision network storage, local or hosted, for faculty teaching/research 
requirements 

 The recent acquisition of an Adobe site license for the campus and the implementation 
of software available in the virtual lab will help mitigate some of this need.    Review 
software acquisition processes for economies of scale and licensing compliance (i.e. 
qualitative analysis software, ESRI)  

 Develop standards for learning space design.   Consult with Campus Planning, Design 
and Construction for incorporating into their processes.   Identify space for testing and 
implementing new technologies (i.e. Learning Commons) 

 Review problem areas being reported and remediate as appropriate requesting 
additional funding if required. 

 Review current lecture capture technologies in place in colleges and expand capabilities 
if there is a defined need and budget is made available.   

 Implement proctored testing center.  Define scope and secure funding for establishing 
proctored testing environment. 

 Learning space design plans needs to accommodate the mobile user.  New standards 
should be developed to include power, internet and wireless in design of space where 
appropriate. 

 

C. Policies & Procedures 

The task force recommends that the processes related to resource allocation and decision-

making be reviewed and revised to improve transparency and clarity. 

 

 Publish and communicate the updated process for local administrative rights.  Gaining 
local administrative rights should no longer be an issue for faculty. 

 Establish processes for budget allocation for experimental (R&D) hardware and software 
to fund projects that don’t require ongoing financial commitment but have potential for 
success. 
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 Develop procedures for identifying and leveraging University funding sources for core 
academic technology enhancements (widely used classroom software, network storage, 
learning management system etc.) 

 Identify and clearly communicate reporting and escalation paths. Recognizing that each 
college and the Library have different needs and varying resources 

 

D. Communication 

 
The task force recommends that Information Technology Services evaluate the current 
communication strategies and their effectiveness, and recommend specific strategies to 
improve communication with stakeholders be identified and implemented.  In many cases, IT 
services have been significantly improved for faculty, yet those improvements have been poorly 
communicated.  For example, the ATTF repeatedly heard complaints about the approval 
process for Local Administrative computer rights (LARs).  LARs have been an issue among 
faculty particularly involving the installation, upgrading, and maintenance of specialized 
software on assigned workstations for research and teaching. Gaining administrative 
permissions to the assigned workstation(s) is no longer an issue for faculty--any faculty member 
can request local administrative rights, and only if those rights are abused will the permissions 
be revoked, but this has not been widely communicated to faculty.  It is recommended that 
updated processes for communicating with faculty be developed. 
 

 Evaluate current communication strategies and their effectiveness.  Specific strategies 
to improve communications with stakeholders should be identified and implemented. 

 Establish mechanisms for assessment and monitoring of short and long term goals.  
Measurements should include adoption rates of technologies introduced by the new 
unit, services engagements and other academic and financial metrics. 

 Evaluate current communication strategies and their effectiveness.  Specific strategies 
to improve communications with stakeholders should be identified and implemented. 

 Review currency guidelines for accuracy and completeness. 
 

Review IT Project Governance with PMO Office to ensure Academic Technology initiatives are 

recognized as priorities. Continued focus on academic technology initiatives will need to be a 

priority.    
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IV. Future Direction 
 
The ATTF was an extension of the report submitted to the UNF Vice President for 

Administration and Finance at the beginning of the 2012-2013 academic year by the 

Information Technology Reorganization Task Force.  In that report, the Task Force 

recommended that an “Academic Technology” unit be created within UNF’s ITS structure.  That 

unit’s function was to address academic technology initiatives to provide a mechanism for 

instruction and research support.” 

The ATTF’s charge was to review the recommendations of the IT Reorganization Task Force 

regarding academic technology and consult with a wide and diverse range of campus 

stakeholders to develop recommendations for the creation and operation of an Academic 

Technology unit at UNF.  The ATTF has, indeed, consulted with campus stakeholders, to a far 

greater degree than the initial IT Reorganization Task Force.  Thus the recommendations 

advocated in this report represent a far greater consensus of the UNF community than the 

previous IT Reorganization Task Force. 

The ATTF is cognizant of the inherent contradiction of making long-range strategic plans for 

academic technology systems at a university.  All institutions must be able to make plans for 

resource allocation and infrastructural and personnel change in the five to ten year range.  At 

the same time, it would be unwise to assume that any institution, no matter how well-

intentioned and well-informed, would be able to predict either technology needs or possibilities 

over much more than a year or two.  Quite simply, technology (academic or otherwise) changes 

rapidly and the pace of change will no doubt increase.  This contradiction between strategic 

planning needs and the fast pace of technology change can be illustrated by recalling the state 

of academic technology five or ten years ago and contemplating how an institution the size of 

UNF would have accurately predicted where we are today.  The ATTF recommends that UNF 

confront this paradox by doing its best to remain as flexible and agile as possible in response to 

changing circumstances in the technology world.  In part our recommendations seek to build 

that nimbleness into the day-to-day and yearly operations of academic technology at UNF.  

Regular feedback from constituent groups and stakeholders across campus will allow UNF to 

respond to changing needs and interests while also rapidly responding to (or even avoiding) 

problems.  This enhanced communication and response function, however, must be met by a 

similar flexibility and agility in terms of long-range planning and (especially) funding.  While 

institutions of UNF’s (current and foreseeable) size must be able to budget and plan many years 

ahead, in terms of academic technology, planners must allow latitude for plans to change. 

Likewise there is a tension between centralized and decentralized (or local) IT services on 

campus.  One advantage to centralized IT structures is that they can provide greater efficiency 

of operation and resource usage.  On the other hand, centralized services can become ossified 

and inflexible, focus too much on efficiencies rather than outcomes, can lose sight of innovative 

developments in favor of service maintenance and infrastructural concerns, and may treat 
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stakeholders like customers rather than partners. The advantage to localize IT support services 

is that they can provide services tailored to the unique and specific needs of the local unit.  

Such local IT structures, however, may not be as efficient as centralized ones, require greater 

horizontal and vertical communication among IT units, may result in duplication of assets, and 

may represent security risks if not appropriately coordinated.  In this regard, the 

recommendation of both CCEC Technology Support Services Committee and the Chairs’ Council 

for a hybrid system seems apt. 

Moving forward, however, it should be noted that the “half-life” on any such “listening tour” of 

academic technology needs is extremely short.  Simply put, the pace of change in both 

technology and academic fields is exceedingly fast.  The expectation of the ATTF is that the 

observations and recommendations presented here will be out-of-date quite shortly (i.e. within 

two-three years).  Indeed, if the recommendations put forth here are implemented and they 

have their intended consequences, we expect the synergistic interaction between innovative 

technology and innovative academic work (i.e., teaching and research) to spawn an exponential 

level of positive revolution in academic technology at UNF.  While positive, this development 

will require regular and conscientious attention to strategic planning in academic technology. 

Therefore, the ATTF strongly recommends that a similar academic technology review process 

be repeated on a regular and frequent basis.  While too short a cycle of review and re-visitation 

of academic technology at UNF would be undesirable, so too would be leaving the issue 

without oversight for too long.  Delaying review would invite the disharmony and dysfunction 

identified in this report.  Therefore, the final recommendation of the ATTF is that this report, 

the actions taken as a result of this report, and the current state of academic technology at UNF 

be assessed every three years 
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Appendices 

Appendix 1: Recommendations/Issues Matrix 

 

Recommendations Issues/Concerns 

Establish Academic Technology Unit within ITS The establishment of the Academic Technology Unit 
within ITS was a recommendation of the IT 
Reorganization Task Force and is endorsed by this 
task force.  The success of this unit will be dependent 
upon how well recommendations contained herein 
are acknowledged, endorsed and implemented. 

A-1: Provide additional local technology support 
to areas with greatest need.  Hire additional ITS 
personnel to meet demand (COAS C-tech, 
Academic Technology Coordinator, Instructional 
Designer, Telepresence Manager etc). 

1.1, 1.2 Local technology support is critical to faculty 
productivity.  Local technology support works quite 
well in CCEC, COEHS and CCB.  Other areas lack 
sufficient resources to provide similar local services. 
 
1.2.3 Instructional designers/Instructional 
technologist 

A-2: Provide statistical research support either 
through enhancement of services in existing 
units or establishment of a new unit. 

1.3 Statistical Research Support – faculty have 
expressed need for statistical research support 

A-3: Provide additional IT Systems Engineer 
and Application Programmer to support AT 
demand 

1.4 Server, database, programming support 
expressed need particularly in the STEM disciplines 

B-1: Acquire and provision network storage, 
local or hosted, for faculty teaching/research 
requirements 

2.1 Increased drive or cloud storage options 

B-2: The recent acquisition of an Adobe site 
license for the campus and the implementation 
of software available in the virtual lab will help 
mitigate some of this need.    Review software 
acquisition processes for economies of scale 
and licensing compliance (i.e. qualitative 
analysis software, ESRI)  

2.2 Greater access to software, particularly the Adobe 
suite and SPSS was noted 

B-3: Develop standards for learning space 
design.   Consult with Campus Planning, Design 
and Construction for incorporating into their 
processes.   Identify space for testing and 
implementing new technologies (i.e. Learning 
Commons) 

2.3 Greater attention to learning space planning; 
including the development of standards and a 
learning space design process that would incorporate 
AV, physical assets, room configuration, and a 
mechanism for testing and implementing new 
technologies 

 
B-4: Review problem areas being reported and 
remediate as appropriate requesting additional 
funding if required. 

2.4 Reliable and robust wireless access  

 

B-5: Review current lecture capture 
technologies in place in colleges and expand 
capabilities if there is a defined need and 
budget is made available.   

2.5 Lecture Capture 

B-6: Implement proctored testing center.  2.6 Proctored testing center to support the growth of 
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Recommendations Issues/Concerns 

Define scope and secure funding for 
establishing proctored testing environment. 

online testing for both traditional and hybrid/online 
courses 

B-7: Learning space design plans needs to 
accommodate the mobile user.  New standards 
should be developed to include power, internet 
and wireless in design of space where 
appropriate. 

2.7 Power/Internet/Wireless provisioning to support 
BYOD (bring you own device) for students 

 

C-1: Publish and communicate the updated 
process for local administrative rights.  Gaining 
local administrative rights should no longer be 
an issue for faculty. 

3.1 Negative disposition toward current Local 
Administrative Rights process 

C-2/3: Establish processes for budget allocation 
for experimental (R&D) hardware and software 
to fund projects that don’t require ongoing 
financial commitment but have potential for 
success. 
Develop procedures for identifying and 
leveraging University funding sources for core 
academic technology enhancements (widely 
used classroom software, network storage, 
learning management system etc.) 

3.2 Software procurement / licensing process 

3.3 Hardware purchasing process not nimble 

C-4: Identify and clearly communicate reporting 
and escalation paths. Recognizing that each 
college and the Library have different needs 
and varying resources  

3.4 Confusion about first point of contact for faculty 
for hardware/software issues and requests; varies 
across colleges 

D-1: Evaluate current communication strategies 
and their effectiveness.  Specific strategies to 
improve communications with stakeholders 
should be identified and implemented. 

4.1 More lines of communication were requested for 
notifications of outages, upgrades and other changes 
in service 

D-2: Establish mechanisms for assessment and 
monitoring of short and long term goals.  
Measurements should include adoption rates of 
technologies introduced by this unit, services 
engagements and other academic and financial 
metrics. 

4.2 Focused feedback loop needed for stakeholders 
to provide input 

D-3: Evaluate current communication strategies 
and their effectiveness.  Specific strategies to 
improve communications with stakeholders 
should be identified and implemented. 

4.3 Communication issues occur both vertically and 
laterally across the organization; consideration of 
whether communications processes have kept pace 
with the complexity of the organization may be 
needed 

D-4: Review currency guidelines for accuracy 
and completeness. 

4.4 Reported lack of clarity and transparency around 
the currency process 

D-5: Review IT Project Governance with PMO 
Office to ensure Academic Technology 
initiatives are recognized as priorities   
Continued focus on academic technology 
initiatives will need to be a priority.   

4.5 Reported lack of clarity and transparency about 
process for prioritizing Academic Affairs IT project 
requests 
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Appendix 2: Job Descriptions 

 

1. Director of Academic Technology 

The Director Academic Technology is responsible for leading the new organization in fulfilling its 

mission of supporting academic technology.  This position works collaboratively with other ITS 

Directors as a member of the Office of the CIO.  Serves as a liaison with the Assistant VP for 

Academic Technology and Director of CIRT.  Provides leadership and direction in developing 

Academic Technology strategies, tactics, goals and objectives.  Develops budget and prepares fiscal 

reports as needed.  Provides leadership and direct oversight of assigned staff, plans and approves 

workloads. 

2. COAS IT Support Technician 

The IT Support Technician is responsible for supporting the deployment and use of computer and 

information technology within the College of Arts & Sciences.  This position acts as a technical 

liaison for the campus community and works with Information Technology Services staff and other 

business units to resolve technical issues.  This position works in conjunction with the ITS Help Desk 

and IT Support Coordinator for vendor quotes on supported and potential technology 

enhancements while also maintaining a detailed inventory.  This position assists with lab and 

technology classroom reimages and deployments. This position ensures continued compliance of 

Academic Technology software.   

3. Academic Technology Coordinator 

The Academic Technology Coordinator (ATC) works as a member of the leadership team within AT, 

to help faculty and departments effectively use instructional technology. The ATC brings a 

combination of intellectual curiosity and engagement, passion for the teaching and learning 

enterprise, enjoyment in supporting faculty, high-level project management experience and 

practical project implementation skills to work within a collaborative, team-based environment and 

to propose, plan, carry out and assess cutting-edge instructional technology projects. The ATC 

should expect to be engaged in and lead large campus-wide projects, as well as consult with 

individual faculty, and a variety of projects in between. The ideal ATC is comfortable guiding others 

and developing and implementing projects within a rapidly-changing environment, and displays 

flexibility, commitment to good service, and the ability to balance competing demands to find good 

instructional technology solutions for faculty.  

4. Academic Programmer 

The Academic Programmer analyzes and develops software programs in support of academic 

technology projects and initiatives. Member of a cross-functional agile enterprise web programming 

team, provides primary programming support for academic needs. Takes part in existing software 

development practices, language environments, and academic systems. Develops new web 
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applications, software extensions, web services and integrations within existing and new academic 

applications. 

5. Instructional Technology Coordinator (CIRT) 

The Instructional Technology Coordinator supports faculty use of instructional technology by 

analyzing needs; researching, evaluating and developing or recommending appropriate technology 

to meet those needs; and by providing training, support and documentation.  The focus is on helping 

instructors find innovative ways to use technology to achieve their teaching goals, drawing on 

expertise in both technology and pedagogy. 

6. Telepresence Manager 

The Telepresence Manager oversees, manages, and maintains telepresence/videoconferencing 

resources and facilities for distance learning. Coordinates between Academic Affairs and 

Information Technology to identify needs and to plan and implement solutions. Identifies 

networking and server strategies and needs to support telepresence services and make 

recommendations for implementation, including integration with other university systems as 

needed. Makes recommendations for new equipment, oversee purchases, setups and installations. 

Obtains quotes from vendors, initiate purchases and work with DL budget personnel on purchases 

and maintenance. Creates project proposals and evaluate annual and future funding needs. Provides 

education to the campus community about telepresence including consultation to interested 

programs, and develop training for faculty. Trains and supervises telepresence support staff. 

7. Academic Systems Engineer 

The Academic Systems Engineer plans, designs, implements and maintain enterprise network 
services in support of Academic Technology initiatives. This position is responsible for the design and 
architecture of computing systems relative to academic technology.  Plans and installs 
enhancements and upgrades.  Monitors Microsoft and Linux network resources.   Diagnoses and 
corrects problems, issues and outages.  Works collaboratively with other units within ITS to ensure 
academic technology resource availability.  Coordinates software update services and patch 
management for client systems. Manages data migration, updates and changes to storage software 
and devices. Formulates and recommend to higher management policies and procedures required 
to provide efficient and effective service to the university clients. 

 

8. Student Technology Coordinator 

The Student Technology Coordinator serves as a member of the Academic Technology Unit within 

ITS.  The positions assists with development and implementation of new technology-related tools 

and identifying new uses for current technology directly related to students.  The focus is on helping 

students find solutions to technology issues in a supportive environment with the ultimate goal of 

providing a ‘CIRT for Students’.   Provides training sessions on the use of technology.   May supervise 

OPS students.    
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Appendix 3: Implementation Timeline 
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Appendix 4: Organizational Charts and Phases 

Staffing Chart: Phase 1

CIO & AVP
 

Project 
Management

 

Networking 
and Security

 

User Services
 

Enterprise 
Systems

 

Academic 
Technology

 

AVP of Academic 
Technology

 

CIRT
 

Brooks C-Tech
 

COEHS C-Tech
 

COAS C-Tech
 

COAS C-Tech 3
 

Coggin C-Tech
 

Academic 
Support 
Manager

 

A/V Classroom 
Support

 

RECOMMENDED ORDER

1. COAS C-Tech

2. Director of Academic Technology

3. A/V Classroom Support

4. Telepresense Coordinator

5. Academic Technology Manager

6. Academic Technology Coordinator

7. Academic Programmer

8. CIRT Instructional Technology Coordinator

9. Academic Systems Engineer

10. Student Technology Coordinator

UNF ACADEMIC TECHNOLOGY

Library C-Tech
 

Existing Position

LEGEND

New Position

Colleges
 

CCEC RTS
 

COEHS Acad 
Coord

 

Staffing Phase 1
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Staffing Chart: Phase 2 
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Staffing Chart: Phase 3 
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Appendix 5: Scenarios 

Scenario 1: New academic technology software purchase and implementation 

 

Description 

The University of North Florida has purchased new software and the director of Academic 

Technology has been charged with implementing the software. The new software allows 

students and faculty to study data mining principles and techniques in various fields of study, 

and apply the learned theories inside the software. The software requires project planning and 

various resources including servers and databases for storing large quantities of data, 

significant network bandwidth, desktop installation, ongoing application administration, 

software upgrades and classroom assistance for faculty and students. The director of Academic 

Technology has discussed timelines, resources and cost with other directors impacted by this 

project and the new service offering. 

Assumptions 

The project has gone through standard strategic planning, procurement, governance, and 

project planning processes at the university.  

Implementation Team 

The university leadership has formed an implementation team, which consists of: 

 Academic Technology Director or Manager to lead the implementation team 

 Academic Systems Engineer from the Systems Engineering department to procure, configure 

and maintain the required server hardware, operating system, the databases, and storage. 

 Academic Applications Programmer from the Enterprise Systems department to integrate the 

new software with the university student records system, learning management system and the 

UNF security infrastructure.  

 Instructional Technology Coordinator from the Center of Instructional Technology to develop 

documentation and training materials to support faculty use of the new software in the course 

curriculum. 

 Academic Technology Coordinator(s) and C-Techs from each college using the new software to 

support and implement the new software in specific colleges, respectively.  

Implementation Process 

Each member of the cross-functional team is having regular discussions with various 

stakeholders, including the Academic Technology Unit, Enterprise Systems, CIRT, and Project 

Management Office. Each member is benefiting by being a member of a team of experts in the 

respected area. The programmer is collaborating with other colleague programmers and is 

sharing expertise gained in other programing projects. The systems engineer is collaborating 

with other engineers who have encountered similar issues in other projects.  
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Scenario 2: New research project for a faculty with a grant requiring programming 

Description 

The faculty member at the university has applied and was awarded a well-known, nationally 

recognized grant, which allows the researcher to develop a new software tool. If the project is 

successful, one of the university flagship programs will get national recognition among scientific 

circles. The faculty researcher has outlined a general concept of the software, and has already 

developed mathematical formulas to be used within the software. The broad specification has 

been discussed with CIRT and the Academic Technology department. However, there are no 

existing solutions to meet the need, and the researcher needs assistance in planning, designing, 

and making the software available. 

Assumptions 

The project has gone through standard strategic planning, procurement, governance, and 

project planning processes at the university.  

Implementation Team 

The university leadership has formed an implementation team, which consists of: 

 Academic Applications Programmer from the Enterprise Systems department to plan, design 

and program the new software within the established software environment, using existing 

programming practices, and working within the supported server and network infrastructure. 

 Academic Systems Engineer from the Systems Engineering department to support the 

administration of the software development server environment. 

 Academic Technology Coordinator for the specific college to work with the researcher, and to 

help administer the new software for the researcher once it is in production. 

Implementation Process 

The implementation team is having regular discussions with various stakeholders, including the 

Academic Technology Unit, Enterprise Systems, CIRT, and Project Management Office. Each 

member of the implementation team is having regular discussions with the experts in the 

respected area. The programmer is collaborating with other colleague programmers and is 

sharing expertise gained in other programing projects. The academic technology programmer 

has access to the same efficient resources available to other line of business programmers. The 

systems engineer is collaborating with other engineers who have encountered similar issues in 

other projects, and has access to the same centralized server resources, without having to 

duplicate financial and infrastructure resources.   
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Scenario 3: Helping faculty with existing tools 

Description 

A faculty member is facing a need to collect information from students in the field, and to 

gather attendance and other information from students during a trip.  The faculty has shared 

the need with their college C-Tech and the Academic Technology Coordinator. 

Assumptions 

The faculty member knew that assistance was available and where to find the C-Tech, the 

Academic Technology Coordinator(s), CIRT or the Help Desk. All support personnel in various 

areas would know that an Academic Technology coordinator could assist the faculty with a 

solution, or advice.   

Implementation Team 

The university leadership has formed an existing support structure to support faculty with 

technology. In this case, a new cross-functional team is not necessary, but the regular 

collaboration between departments delivers a solution to the faculty within the existing tools 

and structure. 

 Academic Technology Coordinator works with other academic technology members, and with 

the faculty.  All academic technology members from various departments regularly collaborate 

with other academic technology team members. The cross-functional collaboration allows the 

technology coordinator to identify a solution from existing tools 

Implementation Process 

 The Academic Technology Coordinator learned from other projects that there is already 

a mobile application available for the faculty, and the faculty could use the technology for this 

specific problem. In the past, a similar project was development for another faculty member by 

the programmer, the engineer, the instructional technology and others. In this case, the cross-

functional teams, previous projects and collaboration provide economies of efficiencies.  
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Scenario 4: Corporate global trade databases offered free to college and University. 

Description 

A University of North Florida CCB faculty member is interested in using database resources 

from a company that focuses in areas of global trade for use in courses they teach.  Company 

has databases housing information such as shipping histories for the world’s importers and 

exporters giving students real world experiences using information to make decisions in 

evaluating companies and their trading partners.  The company has offered to make these 

databases accessible free of charge if the University can ensure the access is limited to currently 

enrolled students and faculty.   The director of Academic Technology will verify compliance and 

legal issues have been addressed then will enter project planning with anticipated resources 

needed from System Engineering and Systems Integration for access to the externally hosted 

databases from within the portal and Blackboard where appropriate. 

Assumptions 

The project has gone through standard strategic planning, procurement, governance, and 

project planning processes at the university.  

Implementation Team 

The university leadership has formed an implementation team, which consists of: 

 Academic Technology Director or Manager to lead the implementation team 

 Academic Systems Engineer from the Systems Engineering department participate in 

authentication planning & implementation 

 Academic Applications Programmer from the Enterprise Systems department to integrate the 

new software into learning management system and portal as appropriate.   UNF security team 

will need to approve 

 Academic Technology Coordinator from college should be a subject matter expert if this grows 

beyond use of one faculty member which is expected as courses adopt use of the databases into 

their curriculum  

Implementation Process 

Each member of the cross-functional team is having regular discussions with various 

stakeholders, including the Academic Technology Unit, Enterprise Systems, CIRT, and Project 

Management Office. Each member is benefiting by being a member of a team of experts in the 

respected area. The programmer is collaborating with other colleague programmers and is 

sharing expertise gained in other programing projects. The systems engineer is collaborating 

with other engineers who have encountered similar issues in other projects.  
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Appendix 6: Staffing Ratios Fall 2012 

COLLEGE PAY_PLAN FTE HEADCOUNT 

C-

techs / 

RTS 

OPS Other Labs 

>4 

seats  

Total 

Lab 

Seats 

F/S 

Ratio 

w/Lab 

Ratio 

BCH Faculty 74.3 84        

  A&P 9.6 10        

  USPS 10.0 10        

  OPS-Faculty Adjuncts 19.3 47        

  OPS-Graduate Assistants 4.1 16        

  OPS-Phased Retirement 1.0 1        

  OPS-Regular 5.2 11        

BCH Total   123.5 179 1.5 0 0 3 107 119:1 191:1 

CCB Faculty 65.0 65        

  A&P 31.0 31        

  USPS 10.5 11        

  OPS-Faculty Adjuncts 6.1 14        

  OPS-Graduate Assistants 8.1 22        

  OPS-Phased Retirement 1.3 4        

  OPS-Regular 4.4 9        

CCB Total   126.4 156 1 2.5 0 4 125 45:1 80:1 

CCEC Faculty 44.0 44        

  A&P 9.5 10        

  USPS 10.8 11        

  OPS-Faculty Adjuncts 3.9 11        

  OPS-Graduate Assistants 3.6 9        

  OPS-Phased Retirement 0.1 1        

  OPS-Regular 12.4 19        

CCEC Total   84.3 105 5 0 0 22 286 21:1 78:1 

COAS Faculty 300.0 300        

  A&P 23.5 24        

  USPS 28.8 30        

  OPS-Faculty Adjuncts 66.4 155        

  OPS-Graduate Assistants 25.4 58        

  OPS-Phased Retirement 3.3 8        

  OPS-Regular 40.6 66        

COAS Total   487.9 641 2 .5 0 37 499 256:1 456:1 

COEHS Faculty 62.3 64        

  A&P 15.3 16        

  USPS 13.0 13        

  OPS-Faculty Adjuncts 13.5 39        

  OPS-Graduate Assistants 6.0 14        

  OPS-Phased Retirement 3.3 7        

  OPS-Regular 8.6 20        

COEHS Total   121.8 173 1 0 1 5 147 87:1 160:1 

Library Faculty 17.0 17        

  A&P 2.0 2        

  USPS 21.5 22        

  OPS-Regular 1.5 3        

Library Total   42.0 44 .5 0 1 9 351 29:1 263:1 

Grand Total   985.9 1,298 10 3 3 80 1515   
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Appendix 7: Report of Meetings 

 

ATTF Outreach Meetings 

 BCH Dean/Associate Dean – November 19, 2012 
 

 COAS Dean/Associate Dean - November 14, 2012 
 

 COAS Dean/Associate Dean/Chairs  - December 6, 2012 
 

 CCEC Dean/Associate Dean/CCEC Technical Resources Committee members - December 10, 
2012    
 

 Council of Chairs - January 16, 2013 
 

 CCB Dean/Associate Deans/Dr. Gupta – January 17, 2013 
 

 School of Engineering/Building Construction Faculty - January 18, 2013  
 

 School of Computing Faculty - January 23, 2013 
 

 COEHS/Associate Dean + Chairs –January 30,  2013 
 

 Academic IT Professionals (C-Techs, CCEC RTS) – February 7, 2013 
 

 Academic IT Professionals (CIRT staff, COEHS – Eastham) – February 11, 2013 
 

 Library Dean/Associate Dean/Directors Kucsak & Bowen – February 12, 2013 
 

 CCB Faculty Town Hall – February 22, 2013 
 

 All Faculty Town Hall – Meeting 1 – March 12, 2013 
 

 All Faculty Town Hall – Meeting 2 – March 15, 2013 
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Appendix 8: AVP of Academic Technology Recommendation #6 
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Appendix 9: IT Reorganization Task Force Report recommendations 5 and 6 

 

Recommendation #5  
The committee recommends that the first line of Help Desk contact be changed to professional staff 
members. Student workers can still be engaged and utilized in other capacities. It is also imperative that 
there be the expectation for the professionals hired that their ability to provide good customer service be 
as imperative as their ability to deliver assistance with the technical issues.  
The committee would also encourage ITS review the Help Desk structure and processes in accordance 
with best practices. This may be done by bringing in or visiting another university, an expert in help desk 
practices, or a combination of both.  
It is also recommended that the feasibility study of a Learning Commons be performed. Such study 

should include location, functions and staffing. 

 

Recommendation #6  
The committee recommends that the C-Tech processes be amended to enable the C-Techs to swiftly 
serve their units while still tracking the requests. This may require the C-Techs to put in the ticket(s) 
afterward.  
It should also be noted that while many colleges and units provide funding for additional C-Tech support 

(still reporting to ITS), not all areas do this. The ability to do this should be promoted and encouraged for 

those areas that aren’t aware of that possibility but desire enhanced service levels for their college. 

Another possible solution is a centrally controlled pool of either OPS employees or funding for this 

purpose. It would also be encouraged that each college have a lead C-Tech that is at a level to 

understand the business operation of that college in order to promote and champion ideas and initiatives 

to improve operations. This individual can then lead the other C-Techs/OPS staff in the day-to-day 

operations and duties. Finally, an overall study of the C-Tech distribution, staffing levels, and overall 

staffing qualifications should be performed in order to ensure a proper staffing is maintained University-

wide. 


