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Message from the CIO 
 

Red Deer College is increasingly dependent on its information technologies to operate 
successfully.  Quality instruction depends on supporting technologies for planning, preparation, 
course instruction, and assessment.  Student access to learning materials both inside and 
outside the classroom has become more technology dependent over time in almost all areas of 
the college. 

Given the crucial dependency on these technologies it is extremely important that the 
investments in information technologies align very closely with the college’s strategic goals and 
that day to day services operate well and have excellent support when needed.  Anything that 
poses a risk to these technology services and the information they contain needs to be 
anticipated and the risks minimized. 

Trends in public sector investment mean that it is very important to be innovative in how 
services are provided and always have a focus on the financial sustainability of investments and 
operational activities. 

This strategic and operational plan is designed to guide future IT priorities towards key long 
term goals that directly support the college’s mandate.  Shorter term yearly operational plans 
are aligned with the longer term strategies so that progress is continual and can be measured 
incrementally. 

I want to thank the members of the RDC community who took the time to provide input when 
asked.  Without clear and open communication IT Services cannot provide the services and 
service quality the college needs.  I am personally looking forward to making significant 
progress in the next several years in supporting the transformation of IT Services to improve 
support for Red Deer College. 

 

Doug Doran 
Chief Information Officer 
Red Deer College 
 
 

  



IT SERVICES STRATEGIC AND OPERATIONAL PLAN 
Supporting A Learner-Centred Institution 

 

 

TABLE OF CONTENTS 
 

Introduction ................................................................................................................................ 1 

Our Process ............................................................................................................................... 2 

Emerging Trends in Higher Education and Technology .............................................................. 2 

IT Services Strategic Goals ........................................................................................................ 5 

Operational Plan 2017-2018 .....................................................................................................10 

Appendix A :                                                                                                                                   
IT Maturity Plan;ITIL Maturity Level Characterisitcs; ITIL Maturity Model Definitions .................14 

Appendix B :                                                                                                                                  
IT Operating Process Improvement Activities ............................................................................17 

 

 

 

 

 

 

“Even though the ubiquity of technology ironically makes the work of the IT organization less 
visible, this work is more critical than ever today.”  –Tracy Schroeder  
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INTRODUCTION 
 
In any modern organization Information Technology (IT) is fundamental to its effective and 
efficient operation.  Given this foundational role it is crucial that IT Services align carefully with 
Red Deer Colleges (RDC) strategic directions if the college is to fully achieve its strategic goals.  

RDC Vision 

To be the post-secondary institution of choice serving learners and communities through 
leadership, excellence, and innovation. 

RDC Mission 

Because of Red Deer College: 

The intellectual, economic, cultural and social development of Central Alberta is strengthened 
and enriched while demonstrating good stewardship. 

RDC Values 

Red Deer College has identified its core values as an organization.  IT Services will focus on 
expressing these values in all of its activities.  These values are: Exploration, Inclusiveness, 
Excellence, Integrity, Community, and Accountability.   

RDC Strategic Goals 

IT Services will endeavour to support all of RDC’s strategic goals as described in *RDC 2020, 
however some of the goals have a more direct alignment with information technology services.  
IT Services directly supports the following RDC strategic goals: 

Goal 1: RDC will build a learner centred culture. 

Goal 3:  RDC will promote a bold new image that portrays academic excellence and 
practical enriching learning experiences for students. 

Goal 6:  Every student will find “their community” at RDC. 

Goal 7: RDC will adapt in response to reduced government financial support for public 
post-secondary education. 

Goal 10: Student access to programs and services will be maximized through flexible and 
responsive options. 

The future of RDC depends on how well it can effectively leverage capability, expand access, 
reduce costs, and facilitate teaching and learning through effective use of information 
technology services.  

As RDC grows and moves toward Polytechnic University status, new challenges arise around 
greater access and operability, a broadened horizon of distributed classrooms (distance 
learning), data access, security and legislative implications around research, and a continued 
shifting landscape of educational technologies.  

* http://rdc.ab.ca/sites/default/files/uploads/documents/90748/strategicplan2020.pdf 



PAGE | 2  IT SERVICES STRATEGIC AND OPERATIONAL PLAN 
Supporting A Learner-Centred Institution 

 

To meet these challenges, IT Services needs to be a more integrated partner and support a 
stronger, flexible and agile information technology environment. IT Services will continue to 
develop a culture of service that enables the success of others, and in the process become a 
department that is focused on the success of our clients by understanding their needs, priorities 
and challenges.  

OUR PROCESS 
IT Services strives to facilitate the best teaching and learning experience at RDC. With that in 
mind we looked to our clients – the Schools and Departments we serve, as well as our learners 
– and arranged interviews to gather information on their short and long term requirements, 
future thinking, and plans. Below represents a few key points that arose from those discussions: 

→ Clear and open communication between IT Services and our community. 
→ Strategic cooperation. 
→ Training and insight into application usage. 
→ Virtual lab space and learning services. 
→ Alternative and more appropriate collaborative tools. 
→ Extended hours of support. 
→ Robust distance learning infrastructure and tools. 
→ Individual School focused technology services and collaboration. 
→ Communication and reporting (dashboarding). 

It has been evident through our discussions that our clients want to see improvements that 
require a new level of partnerships between IT Services and the College community.  In 
particular it is crucial that IT Services work closely with the Centre for Teaching and Learning 
(CTL) in the development and deployment of new learning technology and with the Library to 
ensure the highest level of support for our students. 

EMERGING TRENDS IN HIGHER EDUCATION AND TECHNOLOGY 
Higher education has entered a period of disruptive change, driven in part by emerging 
technologies, security issues, and financial constraints. As technology evolves and as familiar 
boundaries shift on the map of knowledge and capability, there is a growing pressure to adapt in 
response. Technology is also giving rise to new educational models and to a whole new way of 
thinking and redefining what it means to “go to college”. 

Industry reports echo these sentiments — Gartner, Forrester Research, and EDUCAUSE 
describe foundational changes that are influencing the way people use technology and the 
implications for IT organizations in higher education. These reforms are motivated not only by 
the growing accessibility of technology, but also by the recognition of new technical possibilities. 

IT organizations today are challenged to keep up with the demand of change requests to IT 
systems and services. The problem is the current workload that is referred to as “keeping the 
lights on”. This creates a backlog of operational needs and a large volume of slow moving 
projects that slow down innovation. 

Changing this focus requires a complete transformation of the IT organization from being 
reactionary to being responsive and value added. Certain trends in higher education and 
technology have increased the impact on this kind of transformation. They include: 
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→ Increased experimentation in teaching and learning 
o Faculty focus on student engagement and outcomes.  
o Student expectations for personalized and interactive learning. 
o Expanded access through online and other delivery models. 
o Changes in the physical campus and learning spaces. 

→ Redesigning of  Library spaces to enhance services offered 
→ Financial pressures 

o Provincial funding forecasts look negative for several years. 
o Requirements to drive innovative ideas to hold the line on and reduce service 

cost. 
→ Rapidly changing technologies in higher education 

o Explosive growth in social, mobile, cloud, and video technologies.  
o Growing expectations for collaboration and interoperability. 
o Increased security threats and privacy concerns. 

→ Consumerization of IT 
o Services readily available to individuals through cloud services drive demand for 

similar services that are very difficult for IT departments to provide. 
→ Cyber Security Threats 

o Increasing risks both financially and to reputation caused by cyber security 
breaches. 

→ Agility in service delivery 
o The drive to innovate competing with keeping the lights on. 

 

 

Setting a Strategic Direction for Information Technology Services 

By reviewing the feedback from the college community, looking at the strategic goals of the 
college, and examining technology and funding trends in post-secondary education it enabled 
the creation of a vision of what the future of information technology could be at RDC.  This 
future is largely not driven by cutting edge technology but by an informed examination of what 
the colleges needs are and where gaps in service exist now.  The following story captures what 
a client could experience as IT Services delivers on its long term strategies.    
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A Vision of the Future 2020: One Clients Experience 
 

Wendy is an instructor in RDC’s new Bachelor of Nursing degree program.  She uses the cloud based 
Office 365 services as her primary email, calendar, file storage, and collaboration tool but has run into 
a problem using Outlook on the computer in her office.  While Wendy can get email, she cannot 
accept meeting requests.  The first thing Wendy decides to do is check the online documentation to 
see if she can fix this problem herself.  Just last week she had been able to use the online self-help 
documentation to solve a display problem in one of the new standardized technology classrooms. 
However, no luck at finding a similar problem listed online this time.  Wendy has the option to start a 
ticket herself by describing the problem on the site or to connect to a support person.  Since she is in 
her office for a while anyway, she decides to talk to a support person.  Clicking on the link started a 
phone call from her computer to the IT Service Desk. 

While Wendy does not like the music IT Services has playing on their system while on hold, she 
fortunately only has to wait a couple of minutes for a technician to come back on the line.  At the 
Service Desk, Stan can view who Wendy is and what department she works for using the incident 
management software.  This software has been purchased through a consortium of post-secondary 
schools in Alberta.  The college had not only saved a lot of money on licensing, but also received 
advice and support from one other school who had implemented it first.  This new shared service 
model allowed them to do more for less. 

At the support center, Stan can see that Wendy has a freshly evergreened tablet and an iPhone that 
generally she had not had many problems with either device.  Stan made lots of notes and asked 
probing questions while Wendy described the problem.  Stan did a search through the support 
database to see if they had solved this problem for anyone else.  During his time on the desk, Stan 
has seen a lot of changes.  The published self-help documentation helps a lot of people solve their 
own problems and the much improved database of historical problems has helped the Service Desk 
solve well over 88% of the calls they received without escalation to a specialized support person.  
This change has helped client’s receive better service and helped Stan be more effective.  High first 
call resolution is allowing the technical specialists to focus their work on project delivery. 

Unfortunately, first call resolution was not the case today and Stan informed Wendy that he was 
escalating her call and someone would get back to her within 2 hours.  Stan assigned the ticket to the 
Office 365 support specialist and asked Wendy if there was anything further he could assist her with 
at the moment.  One hour and thirty seven minutes later, Stan received notification that the ticket was 
marked complete indicating that the specialist had been able to resolve the problem with Wendy’s 
account.  Stan called Wendy to confirm that everything was working for her now and then closed the 
ticket. 

By leveraging cloud and consortium shared services IT staff had been able to provide services they 
had not been able to previously.  It had also freed up support staff time that allowed them to focus on 
the client experience and adopt technology that better met the needs of students and staff. 

While it would be great if everything worked all the time, the improvements in available services, self-
help documentation, first call resolution, and managed service levels have made Wendy’s support 
experiences relatively painless and allowed her more time to focus on her class. 
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IT SERVICES STRATEGIC GOALS 
To address the gaps between the current reality and the Vision of the Future 2020 and support 
the RDC Strategic Vision IT Services has developed and will focus on several key strategic 
goals: 

Goal #1: Improve services to the college community. 

Goal #2: Continuously improve the college’s Cyber Security posture. 

Goal #3: Ensure that services are provided in a cost effective manner. 

Goal #4: Improve agility and ability to deliver projects on time and on budget. 

 

RDC Strategic Goal 1 3 6 7 10 
ITS Strategic Goal 1 x x x x x 
ITS Strategic Goal 2 x  x x 

 

ITS Strategic Goal 3 x  
 

x 
 

ITS Strategic Goal 4 x x 
 

x x 
*IT Services Goal alignment with RDC Strategic Goals 

 

STRATEGIC GOAL #1: Improve Services to the College Community 

Information technology services are fundamental to the success of RDC.  RDC must have the 
right mix of services to support its activities and the college community must be effectively 
supported in the use of those services.  

Strategy 1.1 - Ensure alignment between IT Services and the College through effective IT 
governance  

Strategic Alignment: In a post-secondary institution it is critical that the IT functions align with 
the needs of the organization on multiple levels.  This is often challenging as the operational 
needs of our schools and departments often compete for resources with longer term strategic 
plans and the projects required to support them.  Adding additional complexity is the need to 
balance the security posture of the college with enabling services that clearly support the 
college’s overall mandate.  In order to achieve alignment a combination of activities are required 
that include: an IT Services Strategic and Operational Plan that aligns with the college’s 
strategic plans, IT governance with input from across the organization, open communication 
with stakeholders, and measurement and reporting of key metrics that align with operational 
needs. 

At RDC this alignment is being developed using a combination of structural and leadership 
activities. 

The primary IT oversight group is the Education and Information Technology Committee (EIT).  
This committee includes representatives from many college groups and its mandate will include 
oversight of the IT Services Strategic and Operational Plan. Further to this, EIT ensures that 
projects and services are approved and align with this plan. 
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Strategy 1.2 - Improve the Client Services Model in IT Services 

Client Services within ITS has not had a focused effort on service improvement for many years.  
In order to support the college in achieving its goals ITS will focus on developing a service 
culture through improved and more responsive processes supported by required software tools. 

 

Strategy 1.3 - Adopt Industry best practice 
processes 

Any service group should be constantly striving to 
improve its services and its service levels. Information 
technology services are critical to the effective 
operation of any organization.  Best practice processes 
are defined and recommended in the Information 
Technology Infrastructure Library (ITIL) which is used 
globally by organizations seeking to improve the quality 
of their services.  RDC will continue to implement ITIL 
processes where they fit and can be used to improve 
the IT service maturity.  To support these process 
changes RDC will implement an industry standard IT 
Service Support Management (ITSSM) tool which will 
be used to guide the implementation of improved 

processes, allow for improved day-to-day service management, and drive metric generation for 
ongoing improvements. 

The IT Management (ITM) control framework implementation will mature at RDC over the next 
several years.  Staff training both within IT Services and in the general college community will 
be ongoing to support these improvements. 

Technology support processes will be adapted as part of a process of continuous service 
improvement with the goal of improving client experience through streamlined and time efficient 
processes. 

Strategy 1.4 - Improve communication between IT Services and the College community 

IT Services has multiple communication tools that it 
uses to communicate formally with the college 
community.  Such tools include a quarterly report called 
TheNano and various updates provided through 
Econnected.  Informal and direct communication is a 
constant activity that allows information to flow at a 
personal level.  As in most organizations, IT Services 
touches and enables all areas of the college which 
allows for unique insight into college-wide activities.  Building on Strategy 1.2 and implementing 
client services best practice processes will result in improved communication at all stages of an 
incident including post resolution confirmation.  Client engagement with ongoing projects is 
extremely critical for success of those implementations.   

“The published self-help 
documentation helps a lot 
of people solve their own 
problems and the much 
improved database of 
historical problems has 
helped the desk solve well 
over 88% of the calls they 
received without escalation 
to a specialized support 
person.”   

“Stan called Wendy to 
confirm that everything 
was working for her now 
and then closed the ticket.” 
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Strategy 1.5 - Measure and report on key performance indicators to ensure services 
perform as needed to meet the college’s needs 

Developing and measuring key service metrics is critical to the process of continuous service 
improvement.  While some metrics have been measured in the past new tools being deployed in 
2017/18 will significantly improve IT Services ability to measure several key performance 
indicators of our services.  These tools will also allow for much better visibility of service 
requests generally so that not only speed of resolution is measured, but quality of service is 
improved. 

Focusing on college needs and improving service culture will result in a better client experience 
and improved client satisfaction. 

Strategy 1.6 - Adopt cloud and Alberta Post-Secondary community solutions for 
commodity services so that internal staff focus can be placed on services that are 
strategic differentiators. 

Commodity services are services that are found in almost all organizations.  An example is 
email.  While crucial for the organization they are just expected to be there and do not provide a 
strategic advantage or align with a key strategic direction.  The combination of high demand for 
IT Services and the drive to be efficient with investments has driven organizations to adopt 

cloud or shared platforms for commodity type services.  
RDC will leverage the cloud and the Alberta post-
secondary shared services for commodity services 
where it can so staff can focus on those services that 
are key in supporting our learner centred strategy in 
unique and innovative ways. 

 

 

Strategy 1.7 – Under the guidance of EIT support innovation at the college through 
adoption of technology solutions to key business problems or opportunities. 

Schools and departments will propose technology solutions through the EIT oversight process.  
Once approved and prioritized by EIT ITS will work with the proponents to manage the delivery 
of the solution to meet the identified needs. 

STRATEGIC GOAL #2: CONTINUOUSLY IMPROVE THE COLLEGE’S CYBER SECURITY 
POSTURE. 

Cyber security is top of mind across the post-secondary environment following several recent 
significant events at Alberta institutions.  *Cyber security can be defined as the technologies, 
processes, and practices designed to protect networks, computers, programs, and data from 
attack, damage, or unauthorized access.  (*Whatis.techtarget.com) 

Strategy 2.1 - Staff Training in Policies, Standards, and Security Best Practice 

RDC has continued to improve its information security practices but the rapid rise of global 
threats necessitates constant improvements.  The ITM control framework developed through the 

“By leveraging cloud and 
consortium shared 
services IT Services staff 
has been able to provide 
services they had not been 
able to previously.” 
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Alberta Association for Higher Education Information Technology (AAHEIT) is being applied at 
Red Deer College.  While many of the policy and standard instruments are currently in place 
significant improvements will be made in compliance with ongoing focus on training RDC staff 
and modifying current processes. 

Phishing is a major source of malware and user account compromises.  Ongoing 
communication and training for the college community in recognizing and not falling prey to 
phishing attacks is crucial in maintaining appropriate cyber security. 

 

Strategy 2.2 - Adapt to new threats as they develop 

Improvements in technical security posture can be achieved through improved application of 
technology already deployed on campus using a combination of security processes and 
configuration of existing technology.  Other technology improvements will require ongoing 
investments in both hardware and services to achieve the desired level of risk.   

 

STRATEGIC GOAL #3: ENSURE THAT SERVICES ARE PROVIDED IN A COST EFFECTIVE 
MANNER 

Post-secondary funding in Alberta is likely to be constrained and effectively experiencing 
negative growth for many years to come.  Information technology is quite necessary and also 
very expensive for purchase, maintenance, and most critically, to support.  IT departments 
across the sector are trying to find innovative ways to improve and maintain services while 
controlling costs.  One way of controlling service costs and still potentially grow or improve 
service offerings is by collaborating with other colleges and universities to maximize the benefit 
of strategic shared investments and experience. 

Strategy 3.1 - Adopt Community Services 

Cybera is a government funded organization that 
provides services to Alberta’s post-secondary 
institutions.  RDC is becoming a Cybera member 
institution and will examine how it can adopt Cybera 
services and take part in cross institutional initiatives 
with the goal of reducing long term costs for the 
college. 

ShareIT is an initiative sponsored by the Alberta Association in Higher Education for Information 
Technology (AAHEIT).  Some services currently not available will be adopted and costs can be 
reduced for other existing services.  An initial suite of shared purchasing options is currently 
available, but this is expected to grow into sector provided shared services over the next few 
years. 

Strategy 3.2 - Cloud services available to Educational Institutions 

“This new shared service 
model allowed them to do 
more for less.” 
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Microsoft and Google offer certain services to educational institutions at no cost.  RDC will 
leverage these offers to provide students and staff with a modern and robust collaboration 
platform. 

Strategy 3.3 - Evergreen 

The evergreen process at RDC was implemented 2 
years ago and over time is continuing to mature.  This 
process has allowed for improved service by 
decreasing failure rates and the standardization it 
supports decreases repair time.  It also allows for 

reduction in cyber security risk by helping to maintain currency in the RDC technology fleet.  
Technology included in this process includes classroom technology, client desktops, servers, 
storage, and network equipment. 

 

STRATEGIC GOAL #4: IMPROVE AGILITY AND ABILITY TO DELIVER PROJECTS ON 
TIME AND ON BUDGET 

RDC does not have a dedicated project management 
office and the overhead required to have this is not 
warranted by the scale of the project portfolio.  
Opportunities exist however to improve IT Services 
ability to work with the campus community by 
implementing a basic level of project management 
methodology.  This will allow for improved 
management of project delivery and improved on time completion of projects.  It will also result 
in improved reporting to EIT and the Project Management Sub-committee.  This will enable 
improved governance decision making.   

Strategy 4.1 - Implement a program of project management that will meet college needs 
without adding an undue financial and process overhead. 

IT Services is developing a project methodology called Project Management Lite that will 
capture most of the benefits of project management while limiting the amount of overhead 
required. 

Strategy 4.2 - Create and manage a Project Portfolio aligned with both delivery and EIT 
Project Management Sub-Committee (PROMS) oversight requirements 

 

  

“Wendy has a freshly 
evergreened tablet” 

“High first call resolution is 
allowing the technical 
specialists to focus their 
work on project delivery.” 
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OPERATIONAL PLAN 2017-2018 
In the 2017-2018 budget year IT Services will address some of the long term strategies by 
addressing specific objectives as identified below.  In the list below each Strategy has 
associated objectives that will be addressed in the 2017-2018 time frame. 

Strategy 1.1 - Ensure alignment between IT Services and the college through effective IT  
  governance 

1.1.1  Implement an IT Project Portfolio with monthly reports to the Project 
 Management  subcommittee (PROMS) by May 31, 2018. 

1.1.2  Include IT projects in the reporting from PROMS from to EIT by June 30, 2018. 

Strategy 1.2 - Improve the Client Services Model 

1.2.1  Improve customer satisfaction as measured by post incident completion surveys 
 by 5% between the November and March summary reports.  April 2018. 

1.2.3  Create a Service Culture plan and related training activities by Dec 31, 2017. 

1.2.4  Measure customer satisfaction upon incident completion by Nov 1, 2017.  

Strategy 1.3 - Adopt Industry best practice processes 

1.3.1  All IT changes will be classified and tracked in ITSSM by April 28, 2018. 

1.3.2  Publication of Service Catalogue by Nov 1, 2017. 

1.3.3  ITSSM tool deployment for Incident, Change, and Problem by Nov 1, 2017. 

Strategy 1.4 - Improve communication between IT Services and the college community 

1.4.1  All new significant projects will have an advisory committee with non-IT Services 
 members by August 2017. 

1.4.2  All new projects will have communication plans by Dec 2017. 

1.4.3  User acceptance groups will be formed to test IT Services as they are changed 
 or implemented by Jan. 1, 2018. 

Strategy 1.5 - Measure and report on key performance indicators to ensure services  
  perform as needed to meet the college’s needs 

1.5.1  IT Services will use the new ITSSM tool to measure and report on service levels  
  by Jan 2018. 

Strategy 1.6 - Adopt Cloud and Alberta Post-Secondary community solutions 

1.6.1  Deploy Office 365 for students and staff by Dec 31, 2017. 

Strategy 1.7 – Support innovation through guided adoption of technology solutions to  
  key opportunities 

1.7.1 Deliver on projects approved by EIT on an ongoing basis.  
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Strategy 2.1 - Staff Training in Policies, Standards, and Security Best Practice 

2.1.1  All IT Services staff will have reviewed and signed off all required RDC policies 
 by May 31, 2018. 

2.1.2  RDC Staff training program on digital risk will be implemented by Oct 31, 2017. 

Strategy 2.2 - Adapt to new threats as they develop 

2.2.1  Complete identified risk mitigations as identified for 2017/18 in the risk 
 management framework by June 1, 2018. 

2.2.2  Deploy a DNS Firewall service by Sept 30, 2017. 

2.2.3 Implement an Intrusion Detection System by Aug 31, 2017. 

2.2.4 Complete a phishing awareness campaign for college staff by November 1, 
2017. 

2.2.5 Using an agile methodology implement additional security controls as needed. 

Strategy 3.2 - Cloud services available to Educational Institutions 

3.2.1  Deploy Office 365 for students and staff and retire existing Exchange 2007 by 
 Feb 28, 2018. 

3.2.2 Register and enable G-Suite as needed for education objectives by Dec 31, 2017. 

Strategy 3.3 - Mature college evergreen process 

3.3.1  Complete the 17/18 inventory of equipment including classroom technology, 
client devices, servers, storage, and network equipment by Dec 1, 2017. 

3.3.2 - Define and document the refresh cycle based on a balance of best practice for 
 technology replacement and available funding by Jan 1, 2018. 

3.3.3  Include forecast replacement dates in the inventory database for all inventoried 
 items by Jan 1, 2018. 

3.3.4  Action 2017/18 evergreen replacements as per the plan by June 30, 2018. 

Strategy 4.1 - Implement a program of project management that will meet college needs  
  without adding an undue financial and process overhead. 

4.1.1  Project Management Lite will be applied to all new projects by Dec 31, 2017. 

4.1.2  Work with EIT Project Management Subcommittee to define project reporting 
 requirements by Dec 1, 2017. 

4.1.3  Develop ITS skills to allow for Project Management as a Service for large 
 projects that touch ITS services but involve a significant work effort outside of ITS 
 by Feb 28, 2018. 
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Strategy 4.2 - Create and manage a Project Portfolio aligned with both delivery and EIT  
  PROMS oversight requirements 

4.2.1  Create basic project portfolio and define required components by Dec 31, 2017  
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APPENDICES 
 

APPENDIX A IT Maturity Plan; ITIL Maturity Level Characteristics; ITIL  
   Maturity Model Definitions 

APPENDIX B IT Operating Process Improvement Activities   
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APPENDIX A 

IT MATURITY PLAN  
 
IT organizations typically face many challenges in delivering services to the business which 
include: 

→ A high number of incidents resulting from changes to IT systems. 
 

→ Poor user satisfaction; perception of IT services is not good. 
 

→ Lack of clarity on roles and responsibilities in the IT organization resulting in no 
ownership of issues. 
 

→ Poor governance and lack of control.  
 

→ Key performance metrics are not defined hence no real measurement and reporting to 
management. 
 

→ Increased business expectations of the IT system availability and agility. 
 

→ Lack of process resulting in delays and rework. 
 

→ No continual improvement. 

 
The Information Technology Infrastructure Library (ITIL®) is the most widely accepted framework 
to address these issues. Aligning IT Services to the ITIL® Maturity Model will provide RDC with a 
strategic partner who consistently enhances value by delivering the appropriate services to 
support the business needs and enables institutional growth, stability, and security.  

The ITIL® Maturity Model is based on five levels of maturity. These maturity levels are aligned 
with the Control Objectives for Information and Related Technologies (COBIT®) framework and 
Capability Maturity Model Integration (CMMI®) Institute definitions. 

As a rule, an IT department is not considered mature until it is at Level 3 or higher. At Level 3 
the department is mature enough to be efficiently and effectively leveraged by all relevant 
stakeholders. This also means that the data it is generating is mature and can be trusted for 
decision-making. 

For many organizations, reaching maturity Level 3 may be sufficient, however, the value 
proposition of IT maturity is that when departments reach Level 4 they develop the ability to 
share common data and provide insight that is not available at Level 3. Level 4 is the desired 
target state for most organizations. Maturity Level 5 is rarely seen. The effort required to get to 
this level of maturity is high and costly. Refer to Appendix B for details on the Levels. 
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Figure 1 below describes characteristics of each maturity level: 

 
ITIL® MATURITY LEVEL CHARACTERISTICS 

 
Figure 1: ITIL Maturity Level Characteristics 
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ITIL® MATURITY MODEL DEFINITIONS 
 
Level 1 – Initial (Reactive). Processes or functions are ad hoc, disorganized or chaotic. There 
is evidence that the organization has recognized that the issues exist and need to be 
addressed. There are, however, no standardized procedures or process/function management 
activity, and the process/function is regarded as of minor importance, with few resources 
allocated to it within the organization. There are instead ad hoc approaches that tend to be 
applied on an individual or case-by-case basis. The overall approach to management is 
disorganized. 

Level 2 – Repeatable (Active). Processes or functions follow a regular pattern. They have 
developed to the stage where similar procedures are followed by different people undertaking 
the same task. Training is informal, there is no communication of standard procedures, and 
responsibility is left to the individual. There is a high degree of reliance on the knowledge of 
individuals and therefore errors are likely. In general, activities related to the process or function 
are uncoordinated, irregular and directed toward process or function efficiency. 

Level 3 – Defined (Proactive). The process or function has been recognized and procedures 
have been standardized, documented and communicated through training. The procedures 
themselves are not sophisticated but are the formalization of existing practices. It is, however, 
left to the individual to follow these procedures and deviations may occur. The process has a 
process owner, formal objectives and targets with allocated resources, and is focused on both 
efficiency and effectiveness. Activities are becoming more proactive and less reactive. 

Level 4 – Managed (Pre-emptive). The process or function has now been fully recognized and 
accepted throughout IT. It is service-focused and has objectives and targets that are aligned 
with business objectives and goals. It is fully defined, managed and is becoming pre-emptive, 
with documented and established interfaces and dependencies with other IT processes. 
Processes and functions are monitored and measured. Procedures are monitored and 
measured for compliance and action taken where processes or functions appear not to be 
working effectively. Processes or functions are under constant improvement and demonstrate 
good practice. Automation and tools are increasingly used to deliver efficient operations. 

Level 5 – Optimized. Leading practices are followed and automated. A self-contained 
continuous process of improvement is established, which has now resulted in a pre-emptive 
approach. IT is used in an integrated way to automate the workflow, providing tools to improve 
quality and effectiveness, making the organization quick to adapt. The process or function has 
strategic objectives and goals aligned with overall strategic business and IT goals. These have 
now become ‘institutionalized’ as part of the everyday activity for everyone involved with the 
process or function.  

Source: 
https://www.axelos.com/Corporate/media/Files/Misc%20Qualification%20Docs/ITIL_Maturity_Model_v1_2W.pdf 
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APPENDIX B  

IT OPERATING PROCESS IMPROVEMENT ACTIVITIES 
 

Improvement in service and support processes with be crucial for IT Services to reach a high IT 
Maturity level. Currently we recognize deficiencies in the areas of Information Security, IT 
Service Management, Client Services, Learning Space Technology support, Administrative 
Support, and Succession Planning. Continuous improvements in these areas will be ongoing.  

Currently RDC IT Maturity level falls between level 1 and 2.  Our goal is that by 2020 our 
maturity level  will increase to level  3.  Several processes will flow out of ongoing projects that 
align with the strategic goals as well as continual service improvement will also occur in other 
areas.  

Hardware and Software Imaging – All computer desktops at RDC are developed, designed 
and tested to ensure a secure, stable, and consistent interface for our users; Known as Imaging. 
Similarly, all software used on RDC devices is tested to ensure compatibility with our 
environment. To date, these functions have been performed by various Analysts in an ad-hoc 
fashion. We plan to assign two Analysts who will specifically engage in Imaging of hardware and 
software. This will reduce the workload of all Support Analysts when deploying and 
troubleshooting devices, and will ensure a seamless experience for our users while maintaining 
our need for security. 

Self-Service and Automation – Where possible, we will implement automated and self-service 
processes. Automation drastically reduces the likelihood of data input errors and frees up 
personnel to focus on more essential aspects of their roles. Combining automation with self-
service will allow our clients to resolve common IT issues quickly and efficiently on their own. 
We will continue to maintain an IT Service Desk, but self-service will greatly reduce the 
resources required to manage common IT issues. 

Service Desk Software – ITS must improve its ability to monitor, record, and report on requests 
for assistance and daily engagements with our clients. Doing so will facilitate effective 
management of service lifecycles and assessment of which services are working well and which 
services need to be addressed, allowing us to focus attention on areas of greatest need and to 
adjust and improve our service offerings. 

Hardware Lifecycle and Evergreen – To help ensure that RDC’s staff and faculty have the 
appropriate tools, IT Services manages all of its hardware assets from purchase to disposal via 
comprehensive ever-greening processes. Monitoring and pre-assigning lifecycles to technology 
devices ensures maximum value for technology dollars and minimizes the need to rely on 
outdated hardware. Generally, hardware devices are managed on a 3-5 year cycle. 

Software Lifecycle – The ever-greening process extends to software as well. Careful 
management of software throughout its lifecycle ensures stability and compatibility with our 
technology environment. We also maintain partnerships with major software vendors through 
our affiliation with the Government of Alberta and AAHEIT that provide significant cost savings.  
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Technology Profiles – A critical component of both the Hardware and Software lifecycles is 
inventory management. To this end, we have undertaken the creation of Technology Profiles for 
each job description at the college. Created in consultation with department managers and 
division leaders, these profiles assist with loss prevention and help ensure job-appropriate 
technologies are available in the most cost-efficient manner possible. 

 
 
 
 

 

 

 

 

 

Information Technology is an industry of continual change. As such, we monitor and seek out 
new technological innovations and trends that may be beneficial to RDC. Our processes allow 

us the flexibility to explore, test, and implement new ways of supporting the institution with 
minimal risk. As an active member of the Alberta Association in Higher Education for 

Information Technology (AAHEIT), we maintain a connection to all our post-secondary 
partners and benefit from shared knowledge, expertise, and resources. 
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