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Overview

• The state of Information Technology

•  ARM Concerns

•  TSC initiatives

•  IT in EDU

• IT Consolidation considerations

• Q&A



The State of IT



What is IT?



IT is what you get as the result of combining

 Data - Technology - Humans – Rules

optimized to achieve goals 



Data  
Technology 
Humans
Rules



We live in a digital world



The State of IT

• Data is the new gold

• Increase of Business dependency on IT

• Increasing Regulations (Security and Privacy)

• The Threat Landscape

• Cyberinsurance

• Cancel Culture

• AI revolution

• Crisis of IT Professionals



Crisis of IT 
Professionals

• Salary
• Resources availability
• Ineffective recruiting 

strategies
• Lack of career paths
• Lack of work flexibility
• Motivation – Daniel Pink

• Autonomy
• Mastery
• Purpose



How broad is IT?



Current state of IT (Unions and Conferences offices alone – 68 offices):

- 53% have in house IT, that’s 36 offices out of 68 
o 10/36 of these organizations with just a part time IT.
o So, only 26 offices have Full time IT employees. That’s just 38% of our offices. 

- 14% of our Conferences rely on their Union for IT support
- 19% of our offices rely 100% on external contractors, non Adventist mostly.
- 13% of our offices don’t manage IT or it’s unclear what they are doing with IT, if 

anything.



Our constituency members 
want more pastors and 
teachers, they don’t want 
more IT people in the office



The church won’t be able to build 59 + 9  
(without counting EDU) Relevant and Competent 
IT departments for such a time like this.

We need new “creative” and strategic ways of 
doing IT

Technology is not the limitation; our culture and 
structure is.



ARM concerns



ARM concerns

• Cyber Security incidents

• Cyber Insurance premiums

• And eligibility

Options:

• Centralized management

• Standardization



TSC – Technical Standards 
Committee



TSC – Technical Standards Committee

IT Policies



1 – IT Policies – NAD Working Policy 



TSC – Technical Standards Committee

IT Policies

IT Standardization

 



IT Standardization

BA 73 25 Standardization --- TSC is responsible for developing, maintaining, and continued 
revision of the TSC IT standardization guidelines document. These IT standardization guidelines 
will focus on how organizations can effectively and efficiently accomplish current best practices as 
recommended by the IT industry, adapted to our church practices, structure and needs. 
Organizations that adopt these standards will better position themselves to: 
• Comply with regulations.
• Enhance our cyber security and privacy posture.
• Achieve compliance with cyber insurance requirements and lower premiums costs.
• Take advantage of economies of scale.
• Run more efficient IT departments.
• Improve synergy among organizations within the division, by being part of a network of 

professionals that share the same standards (policies, processes, software and equipment).
• Recruit and develop IT professionals.
• Improve business and ministry continuity objectives.



TSC – Technical Standards Committee

IT Policies

IT Standardization

IT Assessments 



3 - IT Assessments and Audits support



IT in EDU



IT in EDU

IT Challenges facing Adventist Schools

All the same challenges mentioned before.

With the added challenge that small schools rely on already busy teachers or volunteers to 
do IT as they feel



IT Challenges facing Adventist Schools

• MAP Testing

• Purchasing and Budgeting
• Laptops, iPads, Classroom equipment
• Software and services

• Identity Management

• All the apps!
• Dreambox, Lexia, ReadingPlus, Typing Agent, Big Ideas Math, NWEA/Map

• Internet 
• Internet Access
• Quality networks

• Cyber Insurance

• Privacy, security, and safety 



IT Challenges facing Adventist Schools
• AI unknowns

• We are not AI ready
• Who sets AI principles and vision?
• How do we setup our AI ambitions?
• AI security
• AI projects funding

• Regulations
• Data privacy, student online safety, etc.
• TSC/TDEC policies and guidelines

• Cancel culture
• Parents expectations regarding the use of technology
• Teachers 

• Expectations
• Retention strategy from an IT perspective
• Onboarding new teachers



THE 
question…

How do we 
face the 
future as it 
relates to 
technology?

Do we keep trying to replicate efforts?

Or do we SCALE one effort that works?



SWOT for scaling one solution

Strengths
• Purchasing Power/Cost Savings

• Student data Security

• Better online Safety

• Communication Platforms

• Takes pressure off of small 
schools/teachers

Weaknesses
• Local Support – Tech Leads

• Training

• Building a collaborative 
environment with school IT staff

• Less independence at the local 
level



SWOT for scaling one solution

Opportunities
• Collaboration with other 

conferences/unions

• Boarding new teachers

• New tools for teacher’s 
productivity

• Teacher appreciation

• Reduce liabilities

Threats
• Leadership Understanding of IT

• Below Market Pay

• Unwillingness to Evaluate, Learn, 
Adapt

• Not taking Legal seriously

• Response time / Staffing

• Individualism – not thinking for 
the better of the group

• Ego



THE question…

How do we face 
the future as it 
relates to IT?

Do we keep trying to replicate efforts?

Or do we SCALE one effort that works?



We might still be at a point where we can afford to think: what happens if we 
consolidate IT services? –
• The answer to that question will lead to proactive and creative solutions.

But soon we may reach a point where we will be forced to ask: what happens 
if we don't consolidate IT services?
• That will be a reactive solution.

Consolidation of IT



Paul Douglas – Mobilizing resources for Mission







• “We need to move from maintenance mode to strategy mode”

• Organizational structures and systems have a shared purpose to be servants 
of mission

• “The mission won't be finished anywhere, until the mission is finished 
everywhere”.

• “Why can’t we have centers of competence?” 

Paul Douglas – Mobilizing resources for Mission



Paul Douglas – Mobilizing resources for Mission



You can not have what you want 

if you are content to remain what you are. 

Robin Sharma.



What is consolidated IT?

A specific approach in structuring and managing IT services within our 
organization as a whole

Data - Technology - Humans – Rules

Consolidated IT



Data
• Data can reside anywhere, without affecting ownership, privacy or accessibility.

Technology
• Why do we need datacenters and servers everywhere?
• Why aren’t we taking advantage of economies of scale? 

Humans
• Why do we need the same IT expertise EVERYWHERE, in every organization?
• The stronger takes it all. There is no one left for the least of these.

Rules
• Why do we have different policies and best practices in IT?
• Why are we re-inventing the wheel on how to do IT operations?

Smart Consolidation



Leadership support.

Our organizational structure. 
It’s easier to keep status quo

Control

Managing the centralized A-
Team

Response time / Staffing

Some concerns 

Flexibility

Job Security / job description

Cost for smaller organizations

I told you so… during bumpy roads

Ego is the enemy



Why Consolidation

• Cost Savings: By optimizing resources and reducing 
redundancy, organizations can achieve financial benefits as a 
whole.
•
• Economies of scale:
• $500K at NAD, divided by 69 Unions and Conferences, 

represents $7,246.38 
• Without counting schools, academies, universities, 

summer camps, ABC, etc. 

• Example: NADcloud



Better and more uniform user experience. 

More modern workspace experience
• Especially important for younger workforce
• The way they relate and interact with technology is very important

Better and uniform cybersecurity.
• Lower Cyberinsurance premiums.

Attracting and Retaining IT talent.
• We could build career paths for those at the consolidation point
• Mastery opportunities -> higher motivation
• Offshore talent
• Quality of life / balanced life

Why Consolidation



• Adventist Giving

• eAdventist

• AASI / APS

• EDU SIS

• FLCOE providing IT for all their schools

• Unions providing IT support to Conferences

Success Stories



A ship in harbor is safe, 

but that’s not what ships are made for.

 J.A.Shedd



How much real business and ministry value is your IT 
department delivering today?

Are they just “keeping the lights on”, or are they helping 
you in the mission?

Ministry value / Business value



“A bend in the road is not the 
end of the road…

unless you fail to make the turn.”

Hellen Keller.



From Maintenance to Strategy

From Slow Response to Agile

From Re-inventing the wheel to Innovation

From Defense to Offense

Why Consolidation



Thank you!

miltonsand@nadadventist.org
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