Frequently Asked Questions
Click on an arrow below to view the questions and answers related to that topic.
Integration and changes
Q: What are the reasons behind the decision to integrate Academic IT (AIT) with other areas and how can we ensure its successful implementation?
A: This decision was not made lightly by the senior leadership of Purdue University without thinking first of our faculty, students, and the University as a whole. We all have a lot to learn from each other. There are extremely strong departments that contribute to innovation. There are a multitude of redundant core services (not people!) that can be leveraged for all. And there are services that are viewed very poorly in the University.
This integration is NOT:
· A cost-cutting measure
· A way to reduce headcount
· A way to “poach” staff from our academic IT-focused teams
· A way to create only a rigid set of consistent products and services in every single department
Specifically, we are working on three skills within IT right now.
· Focus on the strategic plan: Make sure the strategic plan is referenced in every meeting and make decisions that advance the strategic plan.
· Have bias for action and decision making: End every meeting you attend by asking and documenting:
· What decisions have we made today?
· What are our action steps?
· Who is the one person responsible for that action step and what is their deadline?
· Receive your colleagues’ communications and communicate more: Take the time to listen, comprehend, and respond. If something is unclear or doesn’t make sense, ask the appropriate person.

Q: What factors have been taken into account in the process of integrating AIT with other areas, and how can we address any potential consequences effectively? 
A:  Our reason is to create a more responsive and nimble IT function for the entire Purdue University enterprise. In addition, we want to have a standard of measurable KPIs and a broad service catalog that will enhance the offerings and provide new capabilities to the university. 
Our President has challenged us to set the pace and benchmark for all other universities. It’s critical that we become more nimble, more efficient and more capable in providing all levels of IT services – from the core functions (service desk, PC support, etc.) to the highly complex (HPC capabilities, support of scientific research objectives, etc.). 
Q: How will this integration work? What benefits are expected?
A:  We have lifted and shifted the org structure under one leader as the first step (of many) to unify our IT colleagues and services.
We have engaged a change management consultant to educate and guide us on how to lead the integration and ensure your voice is heard.
We will be able to say we accomplished this together in the next 3 to 5 years:
· Purdue is the benchmark for IT services in higher education
· Most innovative residential, hybrid and online learning experiences among research institutions
· A culture of excellence and trusted partnership across the Purdue system 
· The research and academic programs in Indianapolis and statewide expanded
· RCAC elevated to be a peer of national centers, such as the San Diego Supercomputer Center (SDSC), Pittsburgh Supercomputing Center (PSC), Texas Advanced Computing Center (TACC) and the National Center for Supercomputing Applications (NCSA)

Q: PSC and Tele Services did an integration absorbing PSC staff from regional campuses. The process worked well. Could the same process be used for the AIT integration?
A: We can absolutely leverage those lessons learned! We welcome your thoughts and perspective, so please reach out to Jill Lynn (lynn10@purdue.edu) and share them.

Q: I’m skeptical about this integration. How can I be sure it’s a good move?
A: Assume positive intent for decisions being made in a variety of departments and levels. You may not have all the context for a decision, but please trust that those decisions are being made with the best of intentions for Purdue.
Communication is key and we want you to reach out to your managers and Senior Leaders to ask questions, express concerns, and stay up to date on the process.

Q: We see a lot of changes coming. What problems are we solving for with all these changes?
A: The problems we’re solving for are:
· Uncertainty
· Growing complexity
· Rapid technological change and reliance
· Cybersecurity 
· The problems our faculty are solving for in defense, feeding the world, animal sciences, climate change and so much more and far into the future

Q: In the past it hasn’t felt safe to experiment, make mistakes, or admit when we were wrong. Uncertainty and changes bring a lot of experiments and mistakes. How can we be sure it’s actually safe to take on experiments and make mistakes? What’s different now?
A: No one is going to lose their job because they made a mistake. Nor is anyone expecting you to know exactly how a beta phase or pilot will go. Our agile processes are the way we need to manage risk and proactively solve for consequences as quickly as possible.
Our resources are agile, ITIL, Intent-Based Leadership, and the strategic plan. As long as you use these four resources, you are doing the right thing for yourself, your team, and Purdue.
Your CIO is committed to this approach and supports it.

Communication
Q: How will the plan for transition be shared with the organization? When will it be available?
A:  The strategic plan begins July 1, 2023, and more details are currently being shared. You will hear from your manager on your role in implementing our strategic plans via your department’s/unit’s Strategic House, Hoshin and 90-day plans. We’ll use the strategic plan to clarify specific goals, priorities, projects and roles responsible.

Q: What channels will be used for integration-related communications?
A:  We will take advantage of multichannel communications such as existing monthly communications as well as more frequent updates via Sharepoint, Teams and email. Fireside chats and biannual town halls are also part of the communications plan. To save time and reduce meetings, we’re also exploring asynchronous options including videos and podcasts in the future.

Q: How often will communications be shared?
A: We’re developing a communications plan to consider varying needs across the different phases of the integration. We’ll always communicate regularly through a variety of channels and more frequently when needed. Communication is a two-way street. Please take the time to read/watch/listen to what we release, ask your manager questions, and share feedback on what’s working and what isn’t.

Q: What is the plan for communicating setbacks and challenges?
A: Communicating setbacks and challenges as they occur is part of the overall communications plan and an expectation you can have of your manager. If you don’t hear of setbacks and challenges from your manager or colleagues, please ask them.

Q: Who should I reach out to if I have questions?
A: Your direct manager and unit’s/department’s Senior Leader are excellent points of contact for questions. 

Day-to-day operations
Q: What day-to-day changes can we expect as the integration continues?
A: The changes you’ll experience in the next year depends, in part, on where you are in our organization. Over the long-term, all staff can expect some level of change. Over the next year our focus will be on:
· Collecting more nuanced data about our productivity, where we add value and where we need to improve
· Implementing our department-level strategic houses, Hoshins and 90-day plans consistently with consistent tools and time tracking
· Finding ways to manage our finances given our variety of funding sources
· Getting to know each other through a skills inventory and social gatherings
More than likely, much of what you work on won’t change significantly, if at all. High levels of service are expected. You will be asked to change how you work on occasion so that the systems we use are consistent to track the data referenced above.

Q: In light of the current hiring constraints, what adjustments can we make to our services or operations? How do we know how to prioritize our work when dealing with any constraints, especially adding headcount?
A: Our strategic plan, your department’s goals and your personal goals are the filter through which to prioritize work. The plan and goals need to capture those core priorities. Your manager can also give you guidance on what is core to the plan and what may need to be delayed or stopped.

Service level expectations
Q: How will integrating Purdue IT affect response times and customer service for college customers?
A: This process we’re engaging in will allow us to identify where response times and service level agreements are already functioning very well and where there are opportunities for improvements.

Q: What benefits will faculty see from this integration? AIT works well with faculty members and understands their needs. How can we ensure that their needs continue to be met effectively throughout the integration?
A: Your work in our colleges is the lifeblood of our University. As part of this integration and upcoming strategic plan, Purdue IT will create a dedicated function for faculty and university executive support.

Q: A few of our customers are expressing concern about the integration. How can we address their apprehensions effectively?
A: The best way to address apprehensions is to remain positive in your approach and messaging. You can also ask more questions and listen more actively. Answer questions correctly and consistently. If you don’t have the answer or aren’t sure you have the most accurate information, check with your manager to find the right answer.

Q: Academic IT clients have specialized needs. How will this integration address the need to bring all Purdue IT members up to speed on their needs?
A: There isn’t a need for all of IT to understand all faculty needs in all colleges. And there may not be a need for all of our academic-focused colleagues to understand all the core services.
This integration was not done to make our academic IT teams deliver the exact same solutions regardless of faculty need. Our academic IT teams will remain flexible and adaptable to our faculty while also leveraging core services available to all units.
This as an ongoing process, not a one and done change. We will adapt along the way. 
Staffing
Q: What is our process for requesting to add headcount once we’ve explored other options and created a plan for re-prioritization and adjustments?
A: Over the past year we have added more than 10% to our Purdue IT and have 800+ team members. After this surge in growth, we now have an opportunity to pause hiring and evaluate current capacity along with the necessary training and products to help our team members succeed.
The current focus isn’t growing headcount, it’s growing our existing people’s talents and possibly adding products to serve in different, more efficient and automated ways.

Q: What is the most effective way to assess and request positions deemed essential and decrease risk for the University?
A: The hiring decision is the responsibility of our CIO and one of our Deputy CIOs. And it is your responsibility to make the case for each position requested. 
We now have a process where you can detail:
· Your concerns and the opportunities this role creates
· How the position contributes to the strategic plan
· Financial impact 

Q: How will staffing be affected by this integration? Will we need to complete an in-depth skills analysis?
A:  Because we are new as one team, we will be completing an IT-wide talent and skills inventory starting this summer. Our intention is to capture in one place:
· The strengths, experience, credentials and skills of each team member 
· How our teammates’ skills align with one cohesive service catalog
· What additional training and development opportunities we need to bring to you to support your growth and IT’s quest to be the benchmark for higher education
· How and where you’d like to grow in your career so we can make those opportunities happen when possible

Q: What is the plan for moving AIT staff to units? How will staffing needs be addressed equitably in this process?
A:  Staffing needs continue to be addressed from the perspective of our strategic plan, equity and other factors by our CIO, Deputy CIOs, Senior Leadership and HR and Finance teams.
