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Executive Summary 
 
Process 

• Weekly meetings since spring 2005 
• Exhaustive inventory of 122 IT services 
• Individual position review with each of 29 IT staff 
• Overarching principle of Colleges and Extension mission integrity 
• Integration based on four operating principles 

o communication 
o concentration of expertise 
o core services 
o keep excellence in place 

 
Integration Initiatives – accomplished or underway 

• Exchange/Outlook migration 
• Reorganization – merged central IT departments 
• Unified data center – consolidated servers 
• UWEX Helpdesk 
• Electronic forms 
• Security 

 
Results 

• Economies of scale are now available 
• Synergies now exist 
• Organizational, hardware, and software infrastructure in place 
• Path to the future is visible 
• Strategic planning 



  

 
Final Report 
 
 
Process 
 
The committee has been meeting weekly since spring 2005. Beginning with an 
exhaustive inventory of IT services and IT staffing across both institutions the 
committee has made a number of landmark recommendations; most notably to 
move to a single Exchange/Outlook platform for institution-wide communication, 
to consolidate administrative servers into a unified server facility, to create an 
institution-wide UWEX Helpdesk, and to merge the two central administrative IT 
operations into a single re-organized IT department serving both institutions 
under the single CIO. 
 
Early in its work the committee identified the principles that should be used to 
guide the analysis. The paramount principle has been that any recommendation 
should strengthen and protect the specific missions of the UW Colleges, UW-
Extension, and the divisions of UW-Extension. The committee has adopted a set 
of operating principles to guide its work.  
 

• Communication – effective, interactive communication with the IT staff 
involved in a process, with the institutional users affected by a process, 
building structures, relationships and processes which facilitate 
communication. 

• Concentration of Expertise – take advantages of the economies of scale 
presented by integrating two institutions so that IT expertise can now be 
more concentrated and enhanced in individuals and work units rather than 
dissipated. 

• Core Services – focus on the core IT services that can be provided 
efficiently across entire institutions. 

• Keep Excellence in Place – change should augment and not weaken 
existing expertise and IT support. 

 
The President and Board of Regents relied heavily on the David J. Ward Report, 
OPPORTUNITIES FOR CONSOLIDATION OF ADMINISTRATION BETWEEN 
THE UW COLLEGES AND UW-EXTENSION of January 2005 in their decision to 
choose a single chancellor for the two institutions and to explore administrative 
integration. After 18 months of work the IT Integration Committee has been 
impressed with the percipience of that report. Specifically, 
 

• Don’t expect immediate savings. IT (or any other service) consolidation that is done right 
may cost more money initially.  

• To realize savings in the IT area, there will have to be some initial investment in new 
operating systems or system integration software.  

• The time and cost to get to a new IT operating model will be at least twice the initial 
estimates.  



  

• Real cost savings in IT are likely to come in a limited number of areas that include 
network operations, e-mail, training, system implementation, and IT support services 
such as the Help desk.  

• The real long-term savings in IT will come from inventing a new business model that 
eliminates operational steps and decision layers 

 
 

 
Integration Init iatives 
 
Exchange/Outlook Migration 
 
Prior to the migration UW-Extension operated multiple email clients on five 
separate mail servers at Lake St, Pyle Center (ICS), Vilas (WPT/WPR), Mineral 
Point Road (WGNHS) and Research Park (UWLI). Extension Administration 
used the stand-alone OnTime calendar system. The UW Colleges was unified on 
the Outlook client and Exchange mail server at 780 Regent St. The 
Exchange/Outlook environment is an integrated mail, calendar, and messaging 
environment with transparent interactivity into the Microsoft Office suite, Active 
Directory, and Microsoft file and business servers of various sorts. 
 
As a result of the migration we have a single clustered Exchange 
communications server serving all UWEX and Colleges staff. That central 
communications server has more robust security, backups, support and 
redundancy than any of the previous individual mail servers. We have eliminated 
five mail servers - the hardware, software, troubleshooting, security patching, 
staff training, licensing, etc. We have distributed mail functions so that divisional 
IT staff, close to the users they support, still have responsibility for specific local 
mail functions such as managing users and mail lists.  
 
The consolidation has allowed us to concentrate our expertise so that two central 
IT staff are now dedicated to the Exchange environment with the concomitant 
benefits that one would expect of that concentration. The consolidation now 
allows us to provide institution-wide training, institution-wide support, and 
institution-wide upgrades for the Exchange/Outlook environment, activities that 
were simply not possible before. A not inconsequential byproduct of the migration 
has been the standardization on an up-to-date desktop operating system across 
the institution with all the support advantages that implies. Most important is that 
over 2000 UW Colleges, UW-Extension Administration and UW-Extension 
divisional staff are now on the same communications platform.   
 
IT Reorganization 
 
The committee recommended the reorganization of the UW Colleges’ Central IT 
operations (780 Regent St) and UW Extensions’ INFOSYS operations (432 Lake 
St) into a single IT operation, Information Technology Services (ITS). The 
reorganization had no immediate structural effect on IT operations within UWEX 



  

divisions or UWC campuses. With the exception of the two new positions of 
Deputy CIO and a departmental administrative assistant, all positions were re-
assignments of the existing 27 IT staff. That reorganization is now almost 
complete. 
 
The organization of the department into four teams, User Services, Technical 
Operations, Data Services and Applications Development, has allowed us to 
achieve the committee’s principles of ‘concentration of expertise’ and ‘core 
services’. By meeting with every department member, by being involved in the 
revision of every employee position description and by careful planning of the 
reorganization process itself, the committee has adhered to its other two 
principles of ‘communication’ and ‘keeping excellence in place’. 
 
The reorganization has allowed us to realize economies of scale, to increase our 
institution-wide core services, and to add expertise, depth, cohesion and 
robustness to IT operations. 
 
Unified Data Center 
 
UWEX identified a need for a new server facility three years ago in part due to 
the planned demolition of the Peterson building. The committee identified server 
consolidation as a prime candidate for integration efficiencies and recommended 
that planning include meeting UWEX divisional needs and UW Colleges needs. 
The new facility will be housed in the Pyle Center. UW Madison’s Physical Plant 
will begin infrastructure construction and an RFP for the APC rack system will be 
completed in Spring 2007. The Server Facility group has done an outstanding job 
of creating the specifications for a modular state-of-the-art facility which will meet 
our cost constraints and yet allow us to expand in the future. We expect to be 
able to occupy the facility in late Spring 2007. 
 
Helpdesk 
 
The new UWEX Helpdesk provides direct user support for all Lake St users and 
indirect support to all UWEX Exchange users. The student-staffed helpdesk 
came into full operation in August and uses the now institution-wide Footprints 
software.  Two UWEX desktop support staff can now concentrate fully on difficult 
support issues.  By routing all calls through the Helpdesk we are able to build the 
Helpdesk KnowledgeBase, a searchable database of problems and answers 
which can assist users on a 24 hour basis. 
 
Security 
  
Security threats are exponentially increasing and this has been the weakest link 
in both UWEX and UWC IT operations. The new IT Security team for both 
institutions consists of two members, each with 40% of their position dedicated to 
security. The team is currently conducting a detailed security assessment with 



  

each Colleges campus and UWEX division. Some institution-wide security 
policies are in place now and others are imminent. Security is perhaps the IT 
area where the synergies of integrating two institutions have been most evident. 
 
Others 
 
A myriad of other successful initiatives have flowed from the IT integration and 
deserve at least a listing.  Standard network identity, usernames and an 
associated efficient HR process for adding new employees and numerous other 
institution-wide processes, increased collaboration and communication between 
UWEX divisions and ITS, increased use of electronic forms such as payroll and 
leave statements with concomitant decreases in costs, increased software 
availability to UWEX and UWC staff, and efficiencies in meeting scheduling are 
just a few. 
 
 
Results 
 
As of mid-January 2007 the process of IT integration between UW-Extension and 
UW Colleges is not yet complete. Some administrative efficiencies of that 
integration have already been achieved, some are clearly in sight, and some are 
visible but hazy. What is most important is that we have successfully charted the 
path to those efficiencies. We have broken through many of the barriers and 
boundaries between and within two complex, unique institutions. We have 
created the hardware, software, and organizational infrastructure that can 
achieve efficiencies. 
 
Dollar Savings 
 
There are few, yet. We have replaced a CIO with a deputy CIO and a half-time 
administrative assistant. We have replaced six mail servers with a large 
expensive mail server. By summer we will have built an expensive server facility 
ultimately housing fewer than a hundred servers for every two hundred existing 
now. We can not now estimate the dollar savings over time but they will occur, 
probably with a three year payback. We will pay for fewer software licenses and 
servers. The staff time involved in operating those machines will be reduced or 
eliminated. 
 
 
Administrative Efficiencies 
 
IT staffing levels in the UW Colleges, in UWEX Central IT, and in UWEX 
divisions are thin, thin by comparison to industry standards and thin by 
comparison to other UW comprehensive campus IT staffing levels. The greatest 
single benefit of integration for our IT operations has been that we can now 
realize economies of scale. Those economies of scale have allowed us to 



  

achieve a concentration of expertise in critical IT areas such as networks, 
communications software, servers, desktop support, databases and security. 
 
Our IT staffing levels haven’t changed. We are still well below the levels of the 
other UWs and industry. But the opportunity for over-tasked staff to refocus and 
concentrate their expertise on a smaller subset of skills has been a heartening 
experience. The institution benefits tangibly from this concentration; 

• we now have depth and backup in areas where none existed, 
• we now have synergies where none existed, 
• we have expanded our coverage of critical systems, 
• we can train staff more precisely, 
• we have increased our capacity for new projects 
• we have increased our resilience to crisis 

 
The economies of scale and resultant concentration of expertise is primarily due 
to the merged central IT operations of the two institutions and has not been felt 
directly at the level of UWEX divisional IT or UWC campus IT operations. Indirect 
effects of the replacement of divisional mail servers and by summer, the creation 
of the unified data center, will be felt at the UWEX divisional level. We would 
expect to see similar experiences as divisional IT staff are increasingly less 
involved in mail server and similar operations and can concentrate on user 
support and divisional mission support. 
 
The institution-wide core services provided by ITS are now stronger. Areas of 
existing staff excellence have been augmented and the disruption of re-
organization has been carefully managed. Communication has been stressed at 
every step of the integration process. The means of regular communication has 
been embedded within the re-organized structure of the new ITS department and 
in its constructed relationships with the rest of the institutional IT operations. 
 
Strategic Planning 
 
With the groundwork of basic organizational infrastructure now laid, we are ready 
to begin the difficult process of strategic planning. That strategic planning must 
be conducted on many levels and in an evolving environment. There are multiple  
threads that must be woven together. 
 
IT exists to serve institutional needs, both broad and specific. It is a service unit. 
Good IT strategic planning requires that the institutional consumers of those 
services are involved in the process. Excellent IT strategic planning requires that 
the process is ongoing and dynamic with a regular assessment mechanism. 
Normally this kind of IT strategic planning is conducted within a well-established 
institution. We are faced with conducting this IT strategic planning within an 
evolving institution which is itself undertaking a major strategic planning exercise.  
Our challenge will be to dove-tail these two strategic planning exercises so that 
we see synergy rather than just complexity. 



  

 
 
Respectfully submitted, 
 
Dick Cleek – CIO, UW Colleges/UW-Extension 
Bill Meyer – Deputy CIO, UW Colleges/UW-Extension  
Jim Stull – Director of Data Services, UW Colleges/UW-Extension 
Greg Johll - Director, Cooperative Extension Technology Services 
 
 
The IT Integration Committee wants to acknowledge a special debt of gratitude   
to Ron Kramer, UW-Extension’s CIO in 2005 when this process began. Ron’s 
honesty and openness, his energy and intellect, were instrumental to the 
committee’s success. 
 
 
 
 
  


