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Project Health Card
Overall Project Health is Green

e The IT Team is currently completing requirements for State Aid Payments, in
discovery/requirements for Budget/AFR and has begun development for ADOC/ADOJC.
Schedule « Phase | technology has transitioned to Maintenance & Operations.
e We continue to monitor the new system’s performance and support the School Finance Team as
payments are run post launch.
i e The first School Finance payment cycle using the new CHAR-APOR system was successfully
Milestones :
completed on July 30, 2021 and schools were paid on August 3, 2021.
July 2021 Financials
Phase | - Part 1 Budget Forecast $1,952,342  Phase | - Part 2 Budget Forecast $1,227,007
Phase | - Part 1 Actuals through December 2020 $1,758,448 Phase | - Part 2 Actuals thru June 2021 $1,095,343
Remaining Budget Carried Forward to Part 2 $193,894  Phase | adjustment $88,490
Budget Spend to date Phase |, Parts 1 &2 $2,942,281
* December actuals partially supported Part 2 estimate at $70,698
Total Budget Phase I/Partl & 2
$2,985,455
Risks e Sevenrisks are open in Phase Il. See risk log for details.
Issues e There are no issues in this project.




Project Updates

Big Wins!

» The School Finance Team ran their first full payment cycle using the new CHAR-APOR system on July 30, 2021. There were no
issues and payments were completed to the schools.

Document Review:
* IT completed and ADOA-ASET approved the Document Release Schedule for Phase Il. This schedule aligns with the current Critical
Deliverables deadlines.

Milestone Updates, Completions & Approvals:

« The IT Team is currently completing requirements for State Aid Payments and is in the discovery and requirements stage for
Budget/AFR.

» Development has begun on State Aid Payments ADOC/ADOJC.

» Because of delayed Phase Il JLBC approval, timelines have been shifted by ten days.

Risks & Issues:

* One new risk dealing with approval of requirements by the DRC before development begins has been opened.
« Three risks dealing with the interim position assignments have been closed.

» Six risks dealing with the accelerated timeline issues are in mitigation.

Meetings/Communications:

« Three new DRC meetings in September, October and December have been added to the schedule.



User Acceptance Testing — Post Go Live

SFPS Post Go Live Stats

8/11/2021 Severity Priority

| Opened | Resolved | InProgress | Scheduled/Backlog | Critical | High | Medium | Low 1 2 3
Bugs 3 3 0 3 3

¢/ There are no open bugs at this time.
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Phase | - Part 2 Est. End Date: 6/30/2021
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Phase II Project Milestones *

Milestones Start Finish % Complete
APOR/CHAR Training 07/06/2021 09/13/2021 50%
State Agency Payments - ADOC State Aid Payments 07/16/2021 10/12/2021 25%
State Agency Payments - ADOJC State Aid Payment 08/13/2021 11/09/2021 25%
7/16/2021 2/14/2022 0%
Budget/AFR - Data Input
Budget/AFR - Data Validation 10/26/2021 03/28/2022 0%
Budget/AFR - Data Input & Validation UAT 01/04/2022 04/18/2022 0%
Budget /AFR - Vendor Support 12/07/2021 04/25/2022 0%
Budget/AFR Data Processing Configuration 01/04/2022 05/09/2022 0%
Budget/AFR Data Processing Calculations 01/04/2022 06/20/2022 0%
Budget/AFR Reports 03/01/2022 06/20/2022 0%
Budget/AFR - Payment System Integration 04/26/2022 06/20/2022 0%
Budget/AFR - Configuration 05/09/2022 06/20/2022 0%
Budget/AFR - Go Live Prep 06/21/2022 06/30/2022 0%
Budget/AFR - Go Live for LEA Beta Testing 07/01/2022 07/01/2022 0%
Budget/AFR - UAT 07/05/2022 12/19/2022 0%

*Stats current as of 8-12-2021




APPENDIX




Project Team & Background

Project Team

*  Whitney Marsh - Deputy Chief of Staff
* Lyle Friesen — Associate Superintendent, School Finance
» Chris Richardson- Interim Chief Information Officer
+ Steve Troxel- Interim Chief Technology Officer
* Nan Nesvig — Interim Dir of Program Management & Senior IT Project Manager

Backqground

« ADE School Finance is responsible for processing student data and calculating approximately $6 billion per year in state aid funding to
school districts and charter schools in Arizona.

» The current business process is built around an unsupported legacy technology platform that is a collection of web and desktop
applications, Excel spreadsheets and manual calculations, which are processing the payment streams.

» The goal of the School Finance Payment System project is to streamline the various payment processes under a unified system that is
automated, accurate, auditable, transparent and maintainable.




Project Schedule & Task Status Phase II*

-

Qtr 3, 2021 Qtr 4, 2021 Qtr 1, 2022 Qtr 2, 2022 Qtr 3, 20!

Task Name v Duration « Start v Finish v Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul
4 APOR/CHAR Training 50 days Tue 7/6/21 Mon 9/13/21 b |
APOR/CHAR Internal Training 1 day Tue 7/6/21 Tue 7/6/21 1
> APOR/CHAR External Training 30 days Tue 8/3/21 Mon 9/13/21 T
4 State Agency Payments 83 days Fri7/16/21 Tue 11/9/21 I 1
> ADOC State Aid Payment 63 days Fri7/16/21 Tue 10/12/21
4 Critical Deliverable #1 1day Tue 10/12/21 Tue 10/12/21 i
> ADOJC State Aid Payment 63 days Fri8/13/21 Tue 11/9/21
Critical Deliverable #2 1day Tue 11/9/21 Tue 11/9/21
« Budget/AFR 251days  Fri7/16/21 IFri 7/1/22 v] I : .
> Data Input 152 days Fri7/16/21 Mon 2/14/22
Critical Deliverable #3 1day Mon 2/14/22 Mon 2/14/22 3
Data Validation 110 days Tue 10/26/21 Mon 3/28/22 I i
4 Critical Deliverable #4 1day Mon 3/28/22 Mon 3/28/22 i
Data Input & Validation - SF UA1 75 days Tue 1/4/22 Mon 4/18/22
> Vendor Support 100days  Tue 12/7/21 Mon 4/25/22
Data Processing - Configuration 90 days Tue 1/4/22 Mon 5/9/22
4 Critical Deliverable #5 1day Mon 5/9/22 Mon 5/9/22 i
- Data Processing - Calculations 120days  Tue 1/4/22 Mon 6/20/22 T
> Reports 80 days Tue 3/1/22 Mon 6/20/22
> Payment System Integration 40 days Tue 4/26/22 Mon 6/20/22 [ —
» Configuration 31 days Mon 5/9/22 Mon 6/20/22 e |
> Go live preparation 8 days Tue 6/21/22 Thu 6/30/22 —
Go Live for LEA Beta Testing 1day Fri7/1/22 Fri7/1/22 o N
Critical Deliverable #6 1day Fri7/1/22 Fri7/1/22

*Stats as of 8-12-2021




Risk ID
ROO1

ROO2

ROO3

RCCa

ROOS

ROOS

ROO7

ROOS

ROOS

RO10

Opened

7/1/2021

7/1/2021

7/1/2021

7/1/2021

7/1/2021

7/10/2021

7/10/2021

7/10/2021

8/10/2021

Description
ClO is leaving ADE IT departiment and 2 successor has
not yet been appointsd

CTO iz leaving ADE IT departmeant and 2 SUCCEssOr nas
not yet been appointsd

Director of PMO is leaving ADE IT department and a
successor has not yet been zppointed

Remowving @ month from the ADOC and ADOIC
timelines will regquire additionz! resources and
potentizl budget increase

Removing @ month from the ADCC and ADOIC
timelines will result in a final product which could be
“quality compromised"” beczuse it has undergone less
than adeguate development, QA test and UAT ome
during development.

ADOC and ADOIC abbrevisted UAT schedule requested
by ADOA may not be sustainable by the Stakeholder
and Business team. The Stakeholder and Business team
have limited resources and time to conduct UAT.
Escalating their timeline will cut into their regular job
responsibilites which could have 2 detrimentz! effect
on their regular job performance.

ADOA requested Critical Deacline sign off dates for
ADOC and ADOIC and they may not be attzinable.
ADOA has reguested that we compiete both ADOC and
ADQJ before October 1, 2021 which is 2+ months
ahead of our originzl timeline and prepars to demo 2
functional product according to their Critical Deadline
date.

ADOA reguested abbreviated tmeline for ADOC and
ADQIC potential deployment will resultin an
interruption in payment streams to the entitles. ADOA
has requested a deployable product on or around
October 2021 for ADOC and ADCIC; ADE IT and SF
planned to complete the items by 12/7/2021 and
deploy them on or arcund 7/1/2022.

ADOA reqguested Critical Deadline sign off dates for
AFR/Budget may be unattainable. ADOA has requested
that we complete AFR/Budget in deployzble formaton
or before April 1, 2022 which is 2= months ahead of
our original timeline and prepare to demo a funcoonal
product according to their Critical Dezadline date.

reworx of Phase Il development milestones sssociated
with requirements which have not been previously
spproved by the DRC

Risks Phase Il

Justification
The CIO Is 2n active member of the SFPS 12am, leader and decision maker 2nd his absence will raise 3 risk
until he is replaced and his predecessor comes up to speed on the project

The CTO is an active member of the SFPS team, leader and decision maker and possesses significant technical
«nowlsdgs sbout the project; his abssnce will raise 2 risk untl he is replaced anc his prececsssor comes up
to speed on the project

The Dir of PMO 13 an acove member of the SFPS team, leader and decision maker, creates, updates and
managss the project budgets and forecasts and manages resource allocaton and her sbsence will raise 3 risk
until she is replaced and her predecessor comes up to spesd on the project

ADOA is requesting that ADE IT remove 3 month from the ADOC and ADOIC schedule in order to complete
these epics faster, howsver, doing so will result in our need for 2n additonzl developer and BA to escalats
both requirements and development of th

tems.

The original timelines were established with 2 successful build in mind, providing for ample development, QA
test and UAT time. ADOA is requesting & compressed timeline. In order to mzke 3 shortened timeline
ce=acdling, mors comprehensive and Ome consumMing test protoco! may not oe available to the QA team (due
to sbbreviated omeling) and 2 final product with higher leve! testing will be released to the Business. This,
then, could result in more bugs, and rework time [time away from regular development and QA testng)
should errors in functionzlity arise.

ADOA is reguesting 3 compresssd UAT period for this project. The Stakeholder and Business team can only
allocate sc much time to UAT and customarily, it is in addition to time allocated to their regular job. If the
timeline us compressed, it will causs them to focus solely on UAT and forsgo their regular job responsibilites
which could negatively influence their jobs and cause undue stress to the team.

The ADOA reguested deacline to complete the ADOC and ADOI pieces of Phase 1| may be unattainable for 3l
the risks as listed in ROOS, ROOS, anc ROO4. The IT Team may not be 3ble 1o complete 2 fully functonzl
product by the date requested by ADOA.

The ADOC and ADQJC payments are made in nine intervals throughout the fiscal year; deploying the
application before 7/1/2022 will result in an interruption in payment streams and seguence and cause the
Business team to engages in manual correctons 2nd possible distributon of funds to thess entites. The new
system payments need to begin being mace after FY22 ends.

Deploying the application before 7/1/2022 will cause an issue with the LEA reporting and SF documentation,
thus causing 2n issue with payments.

In an effort to contnue mesting the parameters of the AP timeling, Phaszes 11 development milestonss will
oegin befors 2l requirements are spproved by the DRC. Should the DRC disapprove any of these
reguirements, ADE IT assumes the risk of rework to comply with DRC changss.

Mitigation Plan

1) Appoint an interim CIO; 2) Hire 3 permanent CIO; 3} CIO to come up to speed on the
project

1} Appoint an interim CTO; 2) Hire a permanent CTO; 3) CTO to come up to speed on the
project

1) Appoint an interim PMO Director; 2) Hire 3 permanent PMO Director; 3) PMO Director to
come up to speed on the project

1) Rewrits the timeline 1o remove one month's tme from requirements, cevelopment, QA
and UAT at the request of ADOA; 2] Add one 100% =additonz! developer to the team; 3) add
100% =dcitonzl BA to the t=am to gather requirements; 4] Add both new resources to the
Budget

1) Team review of requirements to assure understanding before development begins, 2)
Cursory Dev testing at select intervals during development; 3] Advance test analysis and
criteria cocumentstion with reviews by dev to assure the most expedient 123t timeframe;
4}identification of critical issues and attempt to resolve before moving to UAT; 5) Once moved
to UAT, communication of any outstanding issues to the Business team and assignment of
those issues/bugs to an IT t2am member for resolution.

1) The Business team may nesd to add additonal resources to the project which could result
in an increass in the Budget; 2) The Business team may NesSc 10 Work overtime 1o complete
their own job responsibilities and UAT on @ compressed timeline resulting in an increass to
the Budget; 3) There may need to be 3 knowledge transfer if the Business team adds 3
resource to the project.

1) Demo whatever has been completed to date on the ADOA regquested Criticzl Deacline date;
2} Forego the dats and document 2ll reasons why the date is unamainable, then 3) flez
Corrective Action notice explaining why IT could not meet the date.

1) Effectuate payments manually if ADOA demands that the system be deployed befores
7/1/2022.

1) Wait to deploy AFR / Budget until it is fully tested and after the close of FY22 to maximize
=ffciencies and accuracy of payments; 2| st 2 new critcal deadline date after 7/1/2022.

Amempt o develop milestones which have slready been spproved by DRC; in the svent that
is not possible, plan shead for resource and time zllocation for 2ny potentizl rework.

Open

Status Date
Bf10/2021

B/10/2021

B/10/2021




