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Professional Service Customer Advisory Team 

Meeting Summary 
January 28, 2021 

 
 

• Administrative Update      Susan Ballabina 
 

• Digital Education Function Audit     Caitlyn Calvert 
 

• A Unified Information Technology Environment   Alan Kurk 
 

• Open Discussion 
 

• Wrap-up  
 

 
Susan Ballabina – Administrative Update 

• We appreciate the responses we received to the questions posed via email by Dr. Ballabina.  We 
appreciate your candor and data collection from your colleagues to provide valuable insight to the 
unit leaders. 

 
1. What points of confusion exist regarding how to work with the professional services units? 

a. Dr. Ballabina will follow up with unit leaders to discuss the questions posed regarding 
contacts, org charts, etc; we can quickly institute changes to alleviate some confusion 
that was expressed in the responses. 

2. I am interested in your thoughts on communication.  Unit Leaders have sent out individual emails 
on topics, and there have been times when I have sent comprehensive updates.  Do you have 
feedback on preferred communication strategies for the units and professional services as a 
whole?   

a. This question garnered varied responses, but the consensus was that a monthly 
communication from Dr. Ballabina’s office that includes all key points from the units would 
be most appreciated. 

b. Key takeaway – Don’t bombard with emails! 
3. If you could only provide two suggestions for improvement for professional services, what would 

they be? 
a. All outstanding responses that will be shared with the unit leaders. 

4. Please provide any suggestions you have for gathering meaningful customer feedback. 
a. Key takeaway – Ensuring customers have an outlet for feedback is most valuable 

5. What current concerns to you have that would prevent you from being an advocate for the 
professional services units? 

a. This question garnered varied responses that are very helpful in future planning for the 
units 

• The key words gleaned from all the feedback centered around the following five topics. Dr. Ballabina 
and the unit leaders will be discussing these topics and how we can achieve success with these in 
mind. 

o Confusion 
o Simplify 
o Fear 



o Communications 
o Consistency  

• As a result of the feedback, a Digital Education & Marketing & Communications Subcommittee will 
be formed. The group, including Susan Ballabina, Holly Shive, and Caitlyn Calvert, will meet prior to 
the next full Advisory Team meeting. The following were asked to join the committee and accepted. 

o Tiffany Dowell Lashmet (Extension) 
o Roel Lopez (Research) 
o Rick Vierling (Research) 

 
Caitlyn Calvert - Digital Education Function Audit 

• See attachment for full presentation 
• Questions and feedback posed: 

o The model overestimates what individual scientists can comprehend and more intricate 
explanation and instructions are needed. (David Baltensperger – COALS) 
 Faculty need help identifying how Digital Education can best assist them. 
 Suggested special seminars in common areas for faculty 
 Suggested attendance at faculty meetings 

o What is the process to get a publication created? Expression of concern of turn-around 
time.(Tiffany Dowell Lashmet – Extension) 
 Digital Education does not set priorities for publications; the agencies and COAL 

leadership determine those. 
 Specific to Extension, Extension leadership has a workflow process for publications 

that dictate the approval of requests. Angela Burkham shared that leadership is 
finalizing that process now and expects that the agency-wide call for publication 
requests will go out in approximately one month. 

 
Alan Kurk – A Unified Information Technology Environment 

• See attachment for full presentation 
• Questions & feedback posed: 

o Gratitude expressed to AIT for a seamless migration. The FirstCall process is going well. 
(Roel Lopez - Research) 

o Service provided by AIT has been great. (Tiffany Dowell Lashmet – Extension) 
o The process for AIT assistance is going well (ticket system). There has been a period of 

adjustment, but all is going well. (Galloway – TFS) 
o There is a need for education and training on new processes being implemented. (Angela 

Burkham - Extension) 
 An AIT support person has been assigned to communications and training. 
 The new website that is now live will also contain updates and self-training 

opportunities for all AgriLife employees. 
 
Wrap up 
Please follow up as needed at any time with unit leaders as questions or potential issues arise that need to 
be discussed as we move forward. 
 
The next meeting of the Advisory Team will be held in March. At that time, we hope to have published 
service catalogs for all units. 
 
Unit Updates for January available on the website https://agrilife.tamu.edu/professional-services/ 
 
Adjourn 

https://agrilife.tamu.edu/professional-services/
https://agrilife.tamu.edu/professional-services/


DIGITAL EDUCATION



Texas A&M AgriLife

Where we WERE Where we ARE Where we’re 
GOING



Texas A&M AgriLife

• Fall of 2020 function audit to review the Digital Education organizational structure
• Started with a 15 member staff 
• Reorganization, consolidation, and centralization of services brought additional staff members 

WHERE WE WERE



Texas A&M AgriLife

.  
 Digital education is an increasingly valuable tool and COVID-19 has accelerated the need for it. 

This can increase accessibility for the consumer and best support the producer. 
 Digital education processes, supported by consolidation efforts, should best align to create a 

sustained consumer life cycle. 
 Interviewees seek to add greater value with higher level, future-focused work in their area of 

responsibility. 
 Project efficiency and talent resourcing is a challenge across the sub-organizations; however, it is 

improving despite pandemic-related challenges. 

 Interviewees seek to add greater value with higher level, future-focused work in their area of 
responsibility. 

STAKEHOLDER FEEDBACK



Texas A&M AgriLife

Key Observations: 
• The unit is new and still developing processes but adaptable and willing to meet and exceed stakeholder needs

• AgriLife would benefit from an alignment of digital education priorities, outreach, and consumer delivery unified 
branding strategy. This would positively impact an increasingly diverse and urbanizing audience.  

• Increase potential to serve local, state, national, and global audiences with revenue-producing courses, products, and 
certifications

• Opportunity to leverage Salesforce and website analytics to understand customer engagement and become more 
customer-driven

• Need to prioritize product development through annual planning and steering committee engagement

• COVID-19 impacts continue to alter the higher education landscape and peer institutions continue to expand digital 
education and outreach methods across their organizations. This area of innovation is likely to continue to advance 
and expand to create a more competitive and structurally organized online environment.

OBSERVATIONS



Texas A&M AgriLife

Key recommendation: 
• A future organizational structure which recognizes the need for additional focus on 

strategic decision-making and project management.

RECOMMENDATIONS



Texas A&M AgriLife

Areas of focus: 
• Product Development 

• Product Assessment and Strategy

• Publications

• Multimedia

• Instructional Design

• Business Development
• Systems Mgmt

• eCommerce 

• Customer Support

Where we ARE

Key recommendation: 
• A future organizational structure which 

recognizes the need for additional focus on 
strategic decision-making and project 
management.



Texas A&M AgriLife

The Digital Education unit’s primary focus is learning and providing deep information on 
specific subjects with the goal of advancing research by delivering practical information in the 

form of educational products. 

TEAM MISSION



Texas A&M AgriLife

Identify how we better support our internal and external clients, increase our reach and grow 
our digital presence, while being adaptable to the current climate of the world. 

OVERALL GOAL



Texas A&M AgriLife

• In progress:  AgriLife adaptive strategic plan initiated

• Coming Soon:  Release of service catalog, team structure, and product development 
processes. 

• Next few weeks/months: Onboarding new staff and Salesforce/Commercecloud
implementation and migration will begin. 

TIMELINE: A LOOK AHEAD AT THE NEXT FEW MONTHS



AgriLife Information Technology
Unified IT Environment Overview    

#Code 1



Texas A&M AgriLife

Strategy 
 Unify all IT staff under a centralized management model to facilitate workload and 

expertise distribution state-wide
 Consolidate AgriLife Extension, Research, and College into a unified IT environment
 Implement a Research Computing Group       AgriLife Research Cloud (ARC)
 Implement standards for quality of service and customer support

Goals 
 Forecasted $3.45M in annual savings overall 
 Provide excellent customer support and robust service offerings
 Meet standards for security and compliancy requirements
 Provide professional IT resource solutions for Research initiatives 

STRATEGY & GOALS  (ReCap) 

#Code 1



Texas A&M AgriLife

“An environment utilized by all AgriLife employees that provides a 
common set of enterprise IT services and solutions in a highly 

collaborative, efficient, effective, and secure manner to conduct 
business both internally and externally with partners and 

customers.”

One State. One AgriLife. One IT. 

What is a Unified IT Environment?

#Code 1



Texas A&M AgriLife

What are the benefits of a unified IT Environment? 

Enhanced 
Collaboration

Efficient 
Communications

Reduced 
Operating & 

Support Costs

Optimized 
Security & 

Compliance 
Management

Agile, Efficient, 
Mature 

Services & 
Support 

#Code 1



Texas A&M AgriLife

What are the components of the AgriLife Unified IT Environment?

100% Cloud Based / AgriLife Operated and Managed  



Texas A&M AgriLife

Current AgriLife IT Environment Metrics 

4,100 Managed workstations / in 290 locations (60%)

3,198 Active Directory Users (72%)

2,893 Email Account Users (60%)

2,897 Teams Users / 377 Active Teams 

576 AgriLife Laserfiche Account Users

995 AgriLife Texas Data Account Users

784 AgriLife Wordpress Account Users

*TAMU System Internal Audit Report 2020

AgriLife IT leads the TAMU system 
in agile and operationally efficient 
IT environment.*

AgriLife IT leads the TAMU 
system in the most secure and 
compliant IT environment.*

AgriLife IT is customer service 
focused … measuring over 50 daily 
metrics to detect trends and 
opportunities for improvement. 



Texas A&M AgriLife

• Conduct Business Any place. Any time. 100% Cloud Based

• Enhanced and unified IT support anywhere in the world 

• Self-serve IT services and software installation

• Centrally managed workstations (Patching, disk cleanup, compliance management)

• One Directory for all AgriLife eases employee communication (email, phone, file sharing)

• Centrally managed/automated AgriLife Email Distribution Lists (Entity, Department)

• Enhanced IT software solution support and opportunities (e.g., Power BI, Power Automate, Forms

What does this mean to you?

#Code 1

One IT.     One Directory.     One AgriLife.



Texas A&M AgriLife

Planning, Testing, and Communication!
• AgriLife IT has prepared a detailed migration plan of action
• Testing of the plan to migrate user data and workstations is underway

• Detailed announcements and communications will be forthcoming through various phases of the migration. 
Informing employees of timelines, actions required by employees, support escalation points of contact, etc. 

Implementation 
• Each department will be reviewed prior to migration to assess #of employees, data repositories, existence of 

unique situation. 

• Goal is to spend 1 to 2 days per department to perform the migration
• Unique scenarios may require additional time and effort
• Each individual employee should only experience one hour of down time on average

• Estimated 3 months to complete overall migration of college departments  

How do we get there?

#Code 1



Texas A&M AgriLife

Questions?

#Code 1
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