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INTRODUCTION AND PURPOSE   

Rosalind Franklin University of Medicine and Science is constantly implementing new technology for the purposes of allowing organizational growth, increasing the speed of transactions, and optimizing its operational efficiency. It is necessary for all organizations to progress by utilizing the latest technology, and it is just as important to manage the implementation process for this new technology.

The purpose of this policy is to establish a formal procedure for the approval of technology projects at the University. The goals of this formal procedure include:
· increasing communication to create organization-wide awareness of new technology projects and initiatives,
· ensuring the academic value and appropriateness of technology projects and initiatives that directly impact the learning experience of students, and 
· promoting fiscal responsibility and effective use of limited University financial assets in relation to new technology projects or initiatives.
SCOPE AND APPLICABILITY  

This policy applies to any technology-related project that is significant in scope. Significance will be determined by the range of impacted personnel, students, academic units, or business units in conjunction with the estimated resource utilization for the project. The policy is not intended to be an additional administrative burden for low cost computer software or hardware items that will be used exclusively within an academic/business unit or by specific individuals. Research-specific technology projects will be excluded from this policy due to their unique nature and frequent dependency on granting agency deadlines. To assist with defining significance, some examples of significant and non-significant actions are shown below...
	Policy Applies
	Policy Does Not Apply*

	
	

	Issue: Purchase of low-cost software for use by all faculty in creating standard classroom presentation formats.

Why: all faculty are impacted by decision.
	Issue: Purchase of expensive statistical software to be used only on one computer in one department for data analysis.
Why: only affects one person/computer.

	
	

	Issue: Purchase of new computers for students to use in a public area of the campus.

Why: general use computers must be selected, installed, and supported by Information Technology; public computer regulatory requirements may also apply.
	Issue: Purchase of an individual computer for routine University functions.
Why: only impacts a single individual.

	
	

	Issue: Decision to use software that is hosted by an external organization (Application Service Provider) for any general academic or business needs of the University.
Why: an external organization now has significant impact on an operational component of the University; thus, significant contract review will be required
	Issue: Referring students to specific web sites to obtain more information or utilize applications about topics discussed as part of their class.
Why: web site is being used as a reference tool only for a specific class

	
	

	Issue: Decision by a specific clinical department to video record patient experiences which are submitted to Creative Media Center for format conversion and Information Technology for secure online storage.
Why: significant resources will be required on a recurring basis to meet objective; HIPAA regulations need to be addressed
	Issue: Decision by a faculty member to video record their own lectures for personal storage and review on their own computers without the need for format conversion assistance.
Why: no external resources are required by individual

	
	

	* - Although this policy does not govern the approval of these examples, it is still strongly recommended that the advice of IT and other departments is sought before making purchase or implementation decisions. Any existing approval procedures, such as financial approvals based on dollar amounts, will remain in effect whether or not this policy applies. 


Please contact the Information Technology Advisory Committee chairperson to discuss the need to enter a formal review process for your specific project.
POLICY STATEMENTS  

The University will follow a formal review and approval procedure for all projects and initiatives that have technology impacts. This procedure is described in the Procedure Statements section.
At a minimum, technology-related projects will be reviewed by groups that evaluate the project or initiative for academic impact, as well as resource and technology utilization.
When appropriate, the review process will also include evaluation for financial, legal, and compliance concerns.

Each project will have an associated portfolio which contains the Project Initiation Request Form and all written recommendations of the review bodies. If President's Cabinet approval is required for the project, the project portfolio will be brought to the President's Cabinet meeting by the Chief Information Officer (CIO).

Projects that fall within the scope of this policy should not be approved for action by any other method at the University than the procedure listed below. For example, the following are not authorized to approve such projects: individuals including Vice Presidents, Deans, department heads; groups including the Council of Deans, President's Cabinet (without following the procedure below), or any committees or task forces. The only individual approval that can take place is during the Executive Review step of the procedure described below. In this case, the Vice President of Academic Affairs and/or the Executive Vice President/Chief Operating Officer can approve a project that has received positive recommendations and presentation to the President's Cabinet would only create additional administrative overhead. These individuals can approve a project that has obvious benefit and would almost certainly be unanimously approved by the President's Cabinet. 

PROCEDURE STATEMENTS  

Project Review Initiation

The project initiator will begin the review and approval process by completing the Technology Project Initiation Request Form and submitting it to the Chair of the Information Technology Advisory Committee (ITAC).

The Chair of the ITAC will serve as the coordinator for the review process and assist the requestor with preparing for the review process. The Chair and the requestor will review the request form for completeness and accuracy. The Chair will provide advice on how to prepare for the review process. The Chair will be responsible for creating the project portfolio, moving it along the review process, adding documents to it as necessary, and keeping electronic archives of the documentation for future reference. 
To encourage the innovative use of technology and reduce administrative barriers of new technology adoption, the initiator may decide to reduce the scope of their project to only a pilot test. Although a pilot test is usually only a small component of a larger project, it may be utilized as its own project to quickly gain experience with the technology and gather evidence for its effectiveness. A pilot test project will still be subject to the review processes listed below, but its smaller scope should expedite its review and approval. The pilot test will be a limited time implementation of a technology project, and its use will not continue past this limited time without full project approval. Thus, the initiator will need to reenter the review and approval procedure to seek full project approval with the evidence they have gathered from their pilot test. The ITAC Chair will work with the initiator to help define the pilot test project when necessary.

While there is no set timeline for how long the review process may take, the ITAC Chair will be responsible for expediting the process as much as possible. A smaller pilot project may see approval to move forward in as little as one month, whereas larger projects may take as long as six months or more to achieve approval. The Chair will consult with the initiator to determine time estimates and make sure they coincide with operational or budgetary deadlines.
Academic Impact Assessment
The review process will begin with an Academic Impact Assessment. The purpose of this step is to assess the positive and negative impacts of the proposed technology on the faculty and student experiences at the University. Since one of the goals of the process is to increase communication and create organization-wide awareness, this is also an opportunity to identify additional groups that may be interested in utilizing the technology or evaluate possible alternative uses for the technology. This review will result in recommendations that will be referenced by decision makers when approving or rejecting a project proposal.  
The ITAC Chair will contact the Interprofessional Curriculum Committee (IPCC) Chair to review the completed request forms. The IPCC Chair will work with other committee members as necessary to determine if there is a basis for an impact analysis of the project. 
If the IPCC Chair determines that an impact assessment is not necessary, a simple statement of this conclusion can be included in the portfolio before it is sent to the next step in the procedure. In the case of a pilot test project, an expedited review process may include opinions and recommendations from the IPCC Chair and other selected committee members without going to the full committee for review.

If necessary, the IPCC will perform a full review the completed request forms and receive a presentation from the requestor that describes the project and its potential impact on the academic operations of the University. The IPCC will include students in the review process when they require student feedback and opinion. The IPCC may request additional information about the project and continue the review process until recommendations about the project can be made. Once the recommendation is complete, it is included in the project portfolio and sent to the next step in the procedure. 
Resource and Technology Review

The next step in the review process is a Resource and Technology Review. Since any project will involve University resources to some extent, this step is mandatory for all projects. The purpose of this step is to assess the positive and negative impacts of the proposed technology on the support staff, operational procedures, and financial resources of the University. This review will result in recommendations that will be referenced by decision makers when approving or rejecting a project proposal.
The ITAC Chair will work with other committee members as necessary to determine what level of review is necessary by the committee. 

If the ITAC Chair determines that a formal review and presentation process is not necessary, they may consult with individuals as necessary to provide recommendations to the project portfolio before it is sent to the next step in the procedure. In the case of a pilot test project, an expedited review process may include opinions and recommendations from the ITAC Chair and other selected committee members without going to the full committee for review.
If necessary, the ITAC will perform a full review the project portfolio and receive a presentation from the requestor that describes the project. In addition to its formal membership, which includes representatives from Educational Technology and the Executive Student Council, the ITAC will include representatives from the Creative Media Center, Audio Visual Services, Business Office, Operations Division, Compliance, and Legal Council as necessary in discussions to formulate a recommendation. ITAC may also request additional information from the project requestor and continue the review process until recommendations about the project can be made. Once the recommendation is complete, it is included in the project portfolio and sent to the next step in the procedure.
Executive Review

The final step in the review process is an Executive Review, and it is mandatory for all projects. The Vice President of Academic Affairs (VPAA) and/or Executive Vice President / Chief Operating Officer (COO) will review the project portfolio and may request a presentation or additional information from the requestor in order to reach a decision. 
Other than a formal vote by the President's Cabinet, this is the only other place a technology-related project can be approved at the University. If the VPAA and COO receive positive recommendations and do not see a need for formal presentation at the President's Cabinet, the project may be approved. Otherwise, the VPAA and COO will advise the requestor on any additional concerns that should be addressed prior to presentation for approval at the President's Cabinet.

President's Cabinet Presentation and Request for Approval

If necessary, the requestor will proceed to the President's Cabinet for final presentation and request for approval to proceed with project implementation. The ITAC Chair will assist with scheduling the final presentation and then submit the project portfolio to the CIO, who will deliver the recommendations to the President's Cabinet. The CIO must attend the President's Cabinet presentation in order to participate in any discussions that assist with the decision making process.
DEFINITIONS 

Technology Project refers to any project that requires the implementation of technology resources such as software, hardware, technical personnel, hosted services, or use of contracted services/personnel.

POINTS OF CONTACT

Chief Information Officer

IT Advisory Committee Chair

REFERENCES AND RELATED POLICIES  

Technology Project Initiation Request Form
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