APPENDIX – IRM Charter, December 5, 2008
1. Statement of Business Problems

Northern Arizona University (NAU) requires institutional information to assess the performance of the institution in achieving its mission to, “Provide an outstanding undergraduate residential education strengthened by research, graduate and professional programs, and sophisticated methods of distance delivery.”

Gathering Data and Creating Information

Institutional information is gathered and retained in a data warehouse primarily from the core administrative computing systems.  NAU has taken the strategic path of acquiring transactional vendor packages to support core business needs, including (but not limited to):

· Oracle/PeopleSoft for HRM and Student Support

· CGI/Advantage for Financial Systems 

· SAP/BPC for state and local budget development and loading

· BlackBoard/Vista for course content management

· United Technologies/Lenel Systems for Dormitory and Door Access

· Informatica and SAP/Business Objects for central data warehousing and reporting

A method to bring together the transactions from such systems and to create comprehensive and cohesive institutional information is and will be needed to assess past performance, develop better forecasts and support future business decisions.  The central repository of institutional information is the NAU Data Warehouse, and supporting this warehouse is the role of the IRM Team.

Today’s Challenges

1. Information consumers must recognize the distributed nature of University management, of the challenges posed by interdependence among the various acquired transactional systems, and of the increasing important role played by ancillary systems acquired by business units.  

2. Today, there are fewer significant business problems at NAU associated with obtaining and delivering data than were faced in 2002.  The business challenges affecting IRM success today include:

a. A comprehensive and centralized dictionary for the institutional reporting database(s) does not exist.  This continues to frustrate efforts to understand the facts and business rules behind enterprise actionable information.  
The data warehouse is the repository for authoritative information.  It contains many millions of rows of factual information.  These facts are drawn from the various core, mission-critical transactional systems, and from departmental and ancillary systems.

Converting these millions of facts into actionable information to support business decisions requires that NAU administrators:

· Have access to the facts

· Can review the business rules for converting those facts into actionable information

· Can review the business rules for using the actionable information developed by others so the same information is used the same way across the University

· Can post their business rules for converting facts into actionable information so others may use the same facts in the same way

Business Rules sit at two places between Facts and Actionable Information.  Business Rules are used to convert Facts into Actionable Information, and Business Rules lead using Actionable Information to create new Facts.

Business Rules belong to business units and are not always well documented.  Presently, there is no central store for documenting them.  Lacking such a central store, it can be difficult even for experienced users of core administrative transactional systems or data warehouses to understand and leverage relationships among the millions of facts to improve business rules or develop actionable information.  

Understanding a piece of actionable information requires that the facts be present and that tools exist to map those facts through NAU business rules leading to that actionable information.  We know millions of facts, for example: the financial cash receipt transactions are known, the staff, faculty and student populations are known, the courses taken are known, graduates are known, and the bi-weekly payrolls are known.  We have actionable information: the census used to fund operations is known, the Fall-over-Fall enrollment is known, the state and local budgets are known, and the purchases for grants are known.  However, it can be difficult to look at a piece of actionable information and know all the facts and how they are drawn together to make that information actionable.

One tool that would help facilitate user understanding of the facts and business rules behind actionable information is a robust, accurate and highly available data dictionary.  Alone, IRM can list and describe facts, but it cannot develop a store of business rules describing the origins of those facts without a significant commitment from the Business Analysts who develop and own the rules.  This was recognized and the responsibility for development of a data dictionary was included in the Campus Information Team charter in July 2003.  

A key responsibility of IRM under this reviewed charter is to work collaboratively with the NAU Business Analysts and Campus Information Team in the development and support of an enterprise data dictionary where fact, business rule and actionable information are brought together.

b. Technology and social engineering have expanded the risks to institutional information

Access Risk - Today, faculty and staff (including student-workers with written supervisory approval) who complete a simple Family Educational Rights and Privacy Act, FERPA, training program have access to all campus institutional data warehouses.  Note – this access specifically excludes financial aid, credit card information and portions of the HRMS information base.  Although NAU is developing adequate policies and procedures governing usage of institutional information the risk to the University from misuse, accidental or intentional, has grown with the size and scope of information retained.  Without appropriate guidelines and training, data users may unknowingly place the university in a litigious situation.  With such guidelines, the question of relying solely upon FERPA training to provide an appropriate level of access security must be reviewed.

· The NAU Data Management and Access Policy must be reassessed on a regular basis to track with emerging risk and threats, policy, legal requirements, business processes and technology

Footprint Risk - Vendor and open-source software used to access the data warehouse can leave inappropriate data footprints on desktop computers.  Even when downloaded information is deleted by moving to the desktop trashcan and the trashcan is emptied the information is physically left behind for recovery by unauthorized personnel.

Social Risk – Information has real value to NAU and to the constituencies represented in warehoused information.  NAU has a responsibility to act in defense of our constituencies.  The emergence of technologies facilitating rapid dissemination of information increases the potential for accidental or intentional loss of key information.  For example:

· Hardware such as multi-gigabyte thumb-drives can facilitate nearly undetectable transportation of a whole population’s information

· Software knowledge, phishing and internet hacking, coupled with campus high-speed networks facilitate rapid inappropriate transmission of information

· Social applications such as FaceBook and MySpace are driving some user-populations to post inappropriate information in a way that is very difficult or impossible to remove

c. End User Tools and Technology
Reporting environments and supporting technology have expanded greatly and improved tremendously since 2002.  Common and easy-to-use desktop applications such as Excel now support millions of rows of facts in a single spreadsheet.   This is a two-edged sword.

· Leveraging this power by using common tools may reduce training and access costs

· Allowing and promoting access to this power may increase the potential for loss of institutional information

Database access and connection tools have improved in parallel with improvements to easy-to-use desktop applications such as Excel. 

d. Technical expertise and staff

NAU departments and colleges are responsible for funding and retaining staff with the necessary level of technical expertise to effectively use the centrally provided information reporting environments.  A significant investment of time is required to develop the necessary level technical expertise to effectively use the central data warehouse tools provided.  A year is considered the minimum period necessary to learn the tools, the facts and business rules affecting an average department.  

IRM is responsible for training departmental and business unit staff on use of data warehousing tools.  Departments and business units are responsible for training their staff in the uses and meanings of the facts and organization’s business rules behind using the facts that are retained in the central data warehouse.  

· Since initial chartering the high departmental-staff turnover rate coupled with the requirement to formally train data users has resulted in a significant, ongoing HR cost to IRM that was not anticipated. 

The 2002 charter was based upon a Team Development Plan that has not been supported, and in the current economic environment likely cannot be.  The plan called for 14 dedicated staff on the IRM Team.  The highest level of staffing since then is the current level of 5.5 FTE.  This plan also codified the current responsibilities of the IRM team based upon that higher level, causing the current imbalance between staffing needs and resources.

In support of departmental users IRM offers training, user group meetings as well as a listserv for end users to share experiences, problems and successes.  A SharePoint site is emerging.  However, IRM cannot drive personnel employment decisions, business unit, university or State economics.  

