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1. Pre-assessment

The University of Maryland Baltimore County (UMBC) is a medium-sized (10,500 students) research university. By higher education standards we are a young university, founded in 1966. During the last decade we have undergone dramatic growth, increasing our student population by 25% and our research funding by 300%. The strategic goals of the institution are to continue to increase our research funding, increase graduate enrollment, and provide all students with an Honors level undergraduate experience. 

UMBC is highly centralized by higher education standards and the central IT organization (Office of Information Technology) provides the bulk of all IT services to the campus. Our focus is to provide a highly advanced IT environment in support oft eaching and  research and to use IT as a strategic tool in delivering advanced business services. 

2. Project background information

2.1. History

Though relatively small, UMBC has closely followed and implemented the distribution computing paradigm found in the CMU Andrew or MIT Athena projects. The present infrastructure is defined in the table below.

Network
Gigabit Core based on Cisco 6000 systems, 85% of campus has switched Ethernet, Abilene OC-3 connectivity.

Authentication
MIT Kerberos 5.  All staff, faculty and students have principals which are used to authenticate to most UMBC network services.

File System
AFS for both NT and UNIX.

DBMS
Oracle  on Sun/NT/RS6000 servers

Administrative
System
Separate, locally developed HR & SIS systems running in an HP MPE environment.  Data is shadowed in real-time to an Oracle database for read-only transactions.

Server OS
SGI Irix, Sun Solaris, and Linux are supported server platforms for computation and data manipulation. 

Client OS
Unix (15%), Mac(10%), and Windows (75%). UMBC has an Enterprise license from Microsoft covering faculty, staff, and students.

Information
access
Most campus services are accessed through myUMBC, our campus portal. In addition, UMBC utilizes both the WebCT and Blackboard products as course management systems.

2.2. Motivating factors and drivers

UMBC is one of the largest producers of CMSC/IS graduates in the country according to the NSF. We feel it is imperative that we have a state-of-art IT infrastructure to train and recruit students in these majors. A second motivating factor is support of faculty research, much of our research is applied research done in conjunction with federal agencies in the region. We need to have in place an environment that provides research faculty with tools that mirror the direction the federal agencies are moving.

From a more practical standpoint, tight integration of our administrative data with tools we use for account management, user whitepages, and course management will enable us to provide services with greater accuracy, efficiency, and timeliness.  We will be able to move towards more self-service models for account management  lessening support requests and enabling the development of online graduate certificate and degree programs. 

2.3. Justification and consequences

UMBC has been interested in middleware for a few years and had started planning for our middleware projects when we were selected to participate in the Early Adopters program. The benefit we see from participation in the I2 EA program is that we can implement this systems in a way that will better allow us to interoperate with other I2 schools.

2.4. Connect to other institutional priorities or mission(s) 

As stated in 2.2, this project is necessary to fulfill our strategic goals in terms of increasing graduate enrollment via online certificate programs and supporting the development of our faculty research.

Once in place we expect this project to provide UMBC with a competitive advantage in recruiting and servicing students in online programs and keeping alumni connected with the campus.

3. Project Strategy

3.1. Short-range strategy

The first phase includes the creation of a “person” database, consisting of data from our SIS & HR systems.  This database will be running on the iPlanet Directory Server, and will be updated near-real-time from the Oracle mirrors of the HR & SIS  data.

Our first application to make use of this database will be a new account management system, which includes a data feed to our Blackboard course management system.  This system will be in production for the Fall 2000 semester.


3.2. Medium-range strategy

By January 2001, we plan to have preliminary integration of our directory service with Windows 2000 Active Directory, in support of  the migration of the campus LAN environment from Novell to Win2k during the following year.
By Summer 2001, we expect to extend our myUMBC portal to support prospective students and alumni. In order to do this we will need to expand our authentication model used for myUMBC away from a model that only supports Kerberos to one that supports multiple methods of authentication, leveraging the LDAP person database. Technically we could do this sooner than summer 2001 but we feel it will take time to work out the content goals with the servicing departments (admissions and alumni services).

3.3. Long-range strategy

We will be implementing a new suite of ERP applications to support financial, human resources, and SIS. Our goal is to integrate the directory as central to those projects and feel that the middleware project will allow us to have our infrastructure in place to make the migration easier.

3.4. Stakeholders or constituents

The Associate Vice Provost of Enrollment Services is a major supporter of providing  prospective students access to myUMBC. The Assistant Provost for Continuing Education is a major supporter of our efforts to better support online courses and course management systems. The Vice Provost and Chair of the UMBC IT Steering committee is a major backer as well.

4. Evaluation or comparison of competing solutions

4.1.  iPlanet

UMBC evaluated NDS, Active Directory, OpenLDAP, Innosoft, and iPlanet for use.  We eliminated NDS and Active Directory because we felt they were too NOS oriented and would not provide the flexibility we needed to import data from the variety of sources required. Among the remainder we felt iPlanet was the best but had problems with the costing model. As a result we choose to purchase Innosoft; however when they purchased by Netscape as we placed the order and we were are able to upgrade from their directory product to Netscape at no extra charge. 

5. Phasing or staging

Below is our project timeline for this initiative.

Summer 2000
Create People Registry
Completed 8/14/00

Summer 2000 
Create data load triggers from people registry to directory server 
Completed 8/14/00

Summer 2000
Develop account management system and interface to course management
Completed 8/21/00

Fall 2000 
Develop white pages interface, enhance self-service applications for password reset, disk quota management, email redirection.


November 2000
Develop plans for services needed with prospective students and alumni


December 2000
Integrate Active Directory with LDAP, Kerberos, and account management system


Spring 2001
Update myUMBC to support prospective students and alumni


Summer 2001
Begin PKI implementation


Spring 2002
Integrate directory into ERP products


6. Boundaries and constraints

We have complete access to the enterprise data and the mandate from key middle managers to make these changes. We have established a self-imposed boundary that we will not allow users to update their directory data imported from authoritative business systems. Instead, users will have an interface through myUMBC to update all information (the already have this for much of the data). As they make these changes to the system of record it will automatically be propogated to the people registry and to the directory server.  We wish to explore using our LDAP directory to synchronize these systems (such as HR & SIS) in the future..

7. Role of external specialists or consultants

We do not plan to use paid consultants until we get to the ERP integration issues.

8. Key issues and risk assessment

The key issue is keeping our key technical staff in place for the project. The risk assessment for this project is generally low, we have the infrastructure and people in place to complete what we have set out to do in the next year.

9. Contingency plan and mitigation measures

9.1 Unix Account Management

If there are difficulties developing the new account management system, we may continue to use our existing system.

9.2 Courseware Management – WebCT
While we have been generally successful in our work integrating our custom authentication & authorization work into WebCT 3, due to time constraints we  will not be rolling out this new version of the package until a later date.

9.3 Courseware Management – Blackboard

There have been multiple delays in our rollout of the Blackboard 5 product, stemming from availablility to licensing.  As a result, we are currently providing a text datafeed from our LDAP database to our Blackboard 4 server, and will revist integration and deployment of Blackboard 5 for the Spring 2001 semester.

10. Resources

10.1. Human
We have a middleware team led by the CIO. Our project leader is Robert Banz, technical coordinator for central systems. In addition, our middleware team consists of our LAN manager, DBA, myUMBC software lead, network manager, and other key technical staff. One member our staff has been committed full-time to the directory services project for this year.

10.2. Capital 
We budgeted $50,000 in funding for the initial phase of this project to cover hardware purchases for the LDAP servers and the LDAP directory software. In addition, we have used other funding to purchase Blackboard 5 Enterprise edition software for integration with our LDAP services.

Additional funding will be included during the ERP integration.

10.3. Space 
No additional space was found for this project.

11. Primary contact person or liaison
Jack Suess, CIO is the primary contact for UMBC.
Robert Banz, Technical Coordinator, is the project manager for this project.

12. Project champion or sponsor (typically CIO, Provost, Vice-President)
Jack Suess, CIO.

13. Communication Plan
We have been updating the campus community through frequent newsletter articles in our online newsletter. We will also be working a web site for the project.

14. Optional Items:

1. Customer support requirements
Using directory services to promote self-service and provide easy-to-use online tools for managing accounts and services is one way we expect to improve customer service.
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