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IT Services Strategy 
Framework
2024-2026
How ITS Will  Support the College of New 
Caledonia's Institutional Strategy
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Executive Summary

Situation
• Historical underfunding of IT Services (significant ‘Technical Debt’)
• Historical lack of best-practices adopted in IT Service Delivery
• Historical lack of focus in cyber security (risk likelihood/impact is severe)
• CNC’s most vital technical systems in need of attention (Colleague, Moodle,

Network Infrastructure, Classrooms)
• Absence of technology governance (policies and structure)
• No enterprise project management framework or resources
• Lack of business analyst(s), business units often replicating status quo
• Increasing ‘digital skills’ gap in CNC’s workforce

Recommendations
• Continue to pay down technology debt & identify, mitigate & manage risk
• Support creation of governance mechanisms to ensure alignment & strategic

technology investments
• Shore up investment, support and attention to vital systems
• Big change is coming … invest in it: Project Management, Business/Systems Analyst,

Change Management
• Adopt continuous improvement frameworks – seek feedback and measure everything!
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IT Strategy Framework Purpose

• Mechanism to help:
• Align IT Services’ work to support CNC’s strategy
• Determine IT Service’s Priorities
• Identify the most important work
• Align individual ITS team members’ work
• Measure value of ITS’s contribution

• Audience:
• Any CNC Stakeholder who is interested
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Determine the 
IT Strategic 
Initiatives

Design the 
target state of 

IT

Assess the 
current state of 

IT

Analyze the 
business 
context

SECTION 1
Analyze the business context
An identification of  strategic goals and supporting capabilities from an IT perspective
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Cascading Plans and Strategic Influencers

Indigenous Education Plan
(in development)

Ministry Mandate Letter

Enterprise Risk Management

UNDRIP, TRC

Program Quality (QAPA)

Legislative Changes

Strategic Enrolment 
Management (SEM) Plan
(in development)
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Determine the 
IT Strategic 
Initiatives

Assess the 
current state 

of IT

Design the 
target state of 

IT

Analyze the 
business 
context

SECTION 2
Assess the current state of IT
An assessment of the current landscape IT is operating within and the identification of 
areas for improvement.
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Respondents: IT Leadership, Nov 2023

The ITS assessed its internal IT capabilities and 
identified areas (in red and orange) that require 
improvement
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IT Service Request Satisfaction Scores

n= 329 survey responses received between 
Jan-Nov 2023 

8%1%

22%

4%65%

Service Request Satisfaction Scores

Mostly Satisfied

Mostly Unsatisfied

Satisfied

Unsatisfied

Very Satisfied

Very Satisfied (65%) + 
Satisfied (22%) = 87%
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The College of New Caledonia  IT SWOT Analysis

Strengths (Internal) Weaknesses (Internal)

• Departmental culture (engaged, desire to provide high
quality service)

• Long-term staff – business knowledge
• Nimbleness –ability to respond and adapt
• Good working relationships with business
• Custom development and business enablement tools

• Demand exceeds resource availability
• Absence of Governance (both business and IT)
• Core process capabilities lacking in maturity
• Planning time constraint due to “firefighting’;

unplanned work
• Project, Business analysis & change/process

improvement capability lacking
• Cybersecurity

Opportunities (External) Threats (External)

• AI
• Greater use of Cloud solutions
• CANARIE / BCNET relationships
• Co-managed services (e.g. Network, Security)

• AI
• Domestic enrollment decline; Lack of diversity in

International enrollment
• New more nimble entrants into education sector
• Sophistication of Cybersecurity Threats
• Recruiting experienced IT Professionals
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Determine the 
IT Strategic 
Initiatives

Assess the 
current state of 

IT

Design the 
target state of 

IT

Analyze the 
business 
context

SECTION 3
Design the target state of IT
A description of future IT and a roadmap towards the achievement of business objectives.
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Select the target maturity level that aligns with CNC’s goals

Innovator – Transforms the Business
Reliable Technology Innovation 

Business Partner – Expands the Business
Effective Execution on Business Projects, Strategic 
Use of Analytics and Customer Technology
Trusted Operator – Optimizes the Business
Effective Fulfillment of Work Orders, Functional 
Business Applications, some Automation of processes

Firefighter – Supports the Business
Reliable Infrastructure and IT Service Desk

Unstable – Struggles to Support
Inability to Provide Reliable Business Services

Note: Higher is not always better for every organization. Climbing the ladder comes at a 
cost, and being an innovator can be very expensive. Be pragmatic in selecting your target IT 
maturity.

Tomorrow

IT Today 69%

90-100%
Satisfaction

80-90%
Satisfaction

70-80%
Satisfaction

60-70%
Satisfaction

<60% 
Satisfaction
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ITS is an engaged, positive and 
skilled team that works closely 
with the CNC community to 
deliver continuously improved and 
dependable technology solutions 
in support of excellence in 
education and student services.

MISSION

GUIDING PRINCIPLES
Culture We strive to create a safe work culture. We support teamwork 
that is fostered through mutual communication, collaboration, a 
culture of respect across the organization.

Student Centricity We partner with faculty and staff towards delivering 
best digital experiences for our students.

Continuous Improvement We will seek feedback, measurements and 
adopt a ‘Plan-Do-Check-Act’ cycle.

Enterprise Value We aim to provide maximum long-term benefits 
to the college by providing solutions that are fit for purpose and that 
reduce the operational complexity and cost of ownership.

Information Data is an enterprise asset owned by the college. We will 
partner with the data stewards to work towards ensuring the integrity 
and availability of this asset.

Cybersecurity We manage security to foster a safe, stable and secure 
digital environment.

To be a trusted partner in digitally 
enabling the college’s mission of 
delivering excellent education 
and student services.

VISION

CNC IT Services
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Suggested IT Services 3 Goals – 2024-2029

MAKE STUDENT 
EXPERIENCES 

MATTER

OPERATIONAL 
EXCELLENCE

IDENTIFY, MITIGATE & 
REDUCE RISK
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6 Key Capabilities to Focus on Over the Next Year to Improve 
the IT Maturity level.
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IT Services Team Principles

• Follow through on commitments and try to be timely (Try to remember, you judge yourself on intent,
others judge you on action...)

• Do unto others (e.g., make sure that, if you can't make a commitment that you ensure your
teammates know, and that your responsibilities are covered)

• Any topic is open for discussion, if it's: 1) well intended; 2) it's constructive

• Constructive conflict is encouraged as long as we maintain professional respect each other

• To the extent possible, decisions should be made collaboratively

• When in doubt, do what is in the best interest of students

• When in doubt, communicate and engage more (don't assume that people already know!)

• Where possible, try to focus on addressing the root cause of the problem and not the symptom

• Mistakes are made for learning

• Be accountable: own the problem, don’t assume that it’s someone else’s job to do

• There are no “dumb” questions. The only “dumb” questions are those not asked

• Ask questions, listen without interruption

• Respond with clear answers limit technospeak (clarify if necessary)

• Be patient, encourage conversation to gain a better understanding of the issue

ITS Team Principles.docx

https://cnccloud.sharepoint.com/:w:/s/ITS/EaWBooYiLnhMmL-hSi6hlAEBER9nmjZH0fwx7Z4UrxZbiA?e=SfGLB1
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Determine the 
IT Strategic 
Initiatives

Design the 
target state of 

IT

Assess the 
current state of 

IT

Analyze the 
business 
context

SECTION 4
Determine the IT Strategic Initiatives
Identify the IT initiatives that assist CNC in achieving its strategic goals. 
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Governance: Clear & Measurable Priorities
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College of New 
Caledonia's 

Strategic Goals

Learning Across a 
Lifetime

Student Success 
Focused Education 
and Training 

Organizational 
Strength and Agility 

Community 
Engagement and 
Partnerships 

23/24 IT Initiatives

Student Portal
Webs ite renewal 
Scholars hip and Burs ary Tool Upgrades 
Learning Commons Projects Regional 
Computer Lab Upgrades Standardize 
Trades Admis s ion Proces s

Network Renewal
Technology Renewals
Implement Cleardent (Dental) 
Scholars hip and Burs ary Tool Upgrades 
Mobile lab for Dental
Moodle/ Colleague data s yncs 
Ques nel  Lab Renovations
MLTS Wet Lab Expans ion (PG) 
Quesnel  Nursing Expansion 
Pharm Tech Program with Selkirk College 

Data governance
M365 Enhancements
Technology  renewals
Strat planning tool updates
PDP digitization
AV VC Solutions
Cybersecurity Initiatives
Toolroom Tech 
Ft St J ames : DVMS Camera Upgrade 
New  Books tore Point of Sales 
Perceptive Content Upgrade
Infosilem/ Tableau Upgrade
J J EC Web Form Updates
Service Management Bes t Practice 
implementation

Pharm Tech Program with Selkirk 
College
Re-invigoration of Regional IT 
Support

IITS Goals

Ma k e  St u d e n t s ’  
Exp e rie n c e s  Ma t t e r

Operational Excellence

Identify, Mitigate 
and Reduce Risk

Ac h ie ve d  t h r o u g h Ac h ie ve d  t h r o u g h

Su p p o r t

Ensuring That IT Initiatives Align Directly To Support the Success of CNC's Strategic 
Goals and Objectives

Objectives

1.1 Provide Learning Opportunities for All 
1.2 Re-imagine the ‘CNC Student 

Experience’ 
1.3 Develop a Strategic Enrolment 

Management (SEM) Culture 

2.1 Empower a Vibrant Learning 
Community 

2.2 Provide Responsive, Reflective, and 
Experiential Learning Opportunities 

3.1 Improve Focus , Coordination, and 
Accountability 
3.2 Indigenize the College 
3.3 Empower and Enable Employees 
3.4 Foster Collaboration, Diversity, and 
Inclusion 
3.5 Rejuvenate College Infrastructure 

4.1 Revitalize Indigenous, Community, and 
Stakeholder Connections 

4.2 Continue to Respond to the TRC Calls 
to Action, the UNDRIP, and the B.C. 
DRIPA in the College’s Plans, 
Practices, and Programming 

4.3 Respond to Community Needs 
4.4 Engage Alumni
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College of New 
Caledonia 

Strategic Goals

Learning Across 
A Li fet ime

Student Success 
Focused Education 
and Training 

Organizational 
Strength and Agility 

Community 
Engagement and 
Partnerships 

IT Initiatives 2024 and Beyond ITS Goals

Ma k e  
St u d e n t s ’  
Exp e rie n c e s  
Ma t t e r

Operational 
Excellence

Identify, Mitigate 
and Reduce Risk

Ac h ie ve d  t h r o u g h Ac h ie ve d  t h r o u g h

Su p p o r t

Looking Forward

Ob je c t ive s

1.1 Provide Learning Opportunities for All 
1.2 Re-imagine the ‘CNC Student 

Experience’ 
1.3 Develop a Strategic Enrolment 

Management (SEM) Culture 

2.1 Empower a Vibrant Learning 
Community 

2.2 Provide Responsive, Reflective, and 
Experiential Learning Opportunities 

3.1 Improve Focus , Coordination, and 
Accountability 
3.2 Indigenize the College 
3.3 Empower and Enable Employees 
3.4 Foster Collaboration, Divers ity, and 
Inclusion 
3.5 Rejuvenate College Infrastructure 

4.1 Revitalize Indigenous, Community, and 
Stakeholder Connections 

4.2 Continue to Respond to the TRC Calls 
to Action, the UNDRIP, and the B.C. 
DRIPA in the College’s Plans, 
Practices, and Programming 

4.3 Respond to Community Needs 
4.4 Engage Alumni

What Do you Think IT 
Services’ Priorities 
Should Be?
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Quadrant 2 is a productivity multiplier!
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Questions, Suggestions or Comments?
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