
Presentation to ITAC

GUARDIAN
(CHILDS Replacement Program)
State of Arizona – Department of Child Safety

May 15, 2018
Status Through:  April 30, 2018

Our Vision 

Children thrive in family environments free from 
abuse and neglect.

Our Mission

Successfully engage children and families to 
ensure safety, strengthen families, and achieve 

permanency.
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Agenda
• Program Summary and Snapshot

• Work Stream Summary

• Individual Work Stream Updates
• CRM

• Business Integration

• Transition Management

• Data Management

• Enterprise Content Management (ECM)

• Integrated Shared Services (ISS)

• Process and End to End Testing

• Service Delivery

• Current Development Estimate at Complete by Fiscal Year

• Current Financial Position

2

Presentation to ITAC



Program Snapshot
Current main focus of the program:

• Increase the velocity of Solution Modeling
• Program restructure to facilitate improved component delivery
• MVP analysis started
• Architectural burndown
• Solution Architecture Group creation
• Workstream and component dashboard creation
• Prioritized Epics  by Business process flows
• Workstream standard work creation
• Create stage 50 checklist …get more into DEV

What is Next:

• Program Restructure Implementation
• Review OCM and Training SOWs
• Developed Architecture Patterns
• Hire key members for workstreams

Overall

Program Health

What we are concerned about:

• Resourcing 
• Increase Velocity to stage 50 (Development Ready)

3



WORKSTREAM STATUS KEY ACCOMPLISHMENTS ISSUE / RISK / WATCH (OWNER) NEXT STEPS

CRM Milestone 6 completion and 
Paid.  

Solution Modeling and Build velocity below – 
Linda Jewell

Complete I6, restructure in place by i7

BI/BPM Policy updates, CWCA surveys, 
and APD updates

Policy gap analysis

Transition Management Review OCM SOW

Data Management Provided top reports for 
development to integrated and 
Decomposed an additional 30 
reports

Data Warehouse envision/strategy behind 
schedule

Define scope for warehouse, align teams 
with workstreams for data modeling, data 
exchange delivery

Work Stream Summary

Overall Schedule Scope

 

Work Stream Summary Health

4

Overall Status:
 Workstream Velocity still a challenge. Leadership commitment and plan to right size teams, 
roles



Work Stream Summary
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WORKSTREAM STATUS KEY ACCOMPLISHMENTS ISSUE / RISK / WATCH (OWNER) NEXT STEPS

Enterprise Content 
Management

Approved POC for architecture 
for CRM to call doc types

no defined scope of work for Databank.  
Linda Jewell

Realign teams for i7.   

Integrated Shared Services No approved interface list  - Toni Huynh

Testing Finish process, end to end 
testing release 1, Testing for I5 
started

Prepare for ECM, data testing, scale/scope 
testing efforts to include automation, 
migration. 

Service Delivery configuration management, release 
management, code reviews.  Business 
administration, power BI readiness. 

Training Onboard training

CHILDS Decommissioning N/S



Guardian: CRM

Overall Schedule Scope

Work Stream Health

• Update:

• Completed Milestone 6 Deliverables
• Current velocity below plan, addressing with re-structure

• Key Issues or Risks

• Increase the velocity of Solution Modeling to complete requirements
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BI/BPM

Overall Schedule Scope

Work Stream Health

• Update

• Child Welfare Contributing Agencies (CWCA) surveys for duplicated efforts in 
placement and case management underway

• Policy gap identification underway

• Key Issues or Risks
• None
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Transition Management

Overall Schedule Scope

Work Stream Health

• Update: 

• Completed discussions and scoping to outsource OCM
• SOW under review

• Key Issues or Risks

• None
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Data Management

Overall Schedule Scope

Work Stream Health

• Update

• Data Migration strategy updated
• Decomposed 30 reports
• Identified the top reports for the Technical Integrator to develop
• Data Warehouse envisioning continues

• Key Issues or Risks

• Unknown effort for identified reports to translate to new reporting platform
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Overall Schedule Scope

Work Stream Health

Enterprise Content Management

• Update

• Approved POC architecture for CRM to call doc types
• Progress continues on the requirement decomposition
• Addressing a proof of concept for the architecture between ECM and CRM 

solutions

• Key Issues or Risks

• No defined scope of work for ECM Vendor
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Overall Schedule Scope

Work Stream Health

Integrated Shared Services

• Update

• Priority of exchanges underway
• Continues focus on identifying data needs and when to build exchanges
• Continued identification of the interface list
• Continued working on data exchange definition

• Key Issues or Risks

• Interface list not approved
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Service Delivery

Overall Schedule Scope

Work Stream Health

• Update

• Focus with support engineer for day 2 delivery
• Continue the supporting documentation for post go live support

• Key Issues or Risks

• None
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Process and End to End Testing

Overall Schedule Scope

Work Stream Health

• Update

• Process and end to end testing for iteration 5 underway

•  Key Issues or Risks

• None
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Training

Overall Schedule Scope

Work Stream Health

Update

• Training Assessment Completed
• SOW reviewed and Approved by leadership

 Key Issues or Risks

• None
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Current Development Estimate at Complete by Fiscal Year
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• At month end of April, the program estimate at complete was still within the program approved budget



Current Financial Position

• Per DCS JLBC Legislative Liaison, the remaining $97k from the feasibility study 
(CH15004), does not require favorable review to spend on the rest of the 
Guardian Program

• $29 APF balance remaining from the Planning and Procurement project 
(CH15002) 

• Current Actuals derived from all costs paid through 4/30/19

Financial Health:
• The current financial position for the program is green. The program is funded 

through FY19
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Program Structure

WORKSTREAM 1

Intake & Assessment

� Workstream Lead

� Guardian Specialist

Project Manager

WORKSTREAM 2

Case Management

� Workstream Lead

� Guardian Specialist

WORKSTREAM 3

Eligibility & Permanency

� Workstream Lead

� Guardian Specialist

WORKSTREAM 4

Financials & Providers

� Workstream Lead

� Guardian Specialist

WORKSTREAM 5

Data Warehouse

� Workstream Lead

� Guardian Specialist

Project Manager Project Manager

PMO Support Team

Executive Steering Committee 

Project Advisory Committee 

Program Sponsor
Linda 

Program Manager(s)Enterprise 
Architect 

� Delivery 
Architect

� Data Architect

� ECM Architect

� Interfaces Lead

Solution 
Architect Group 

BUSINESS LEADS
� Sandra

� Ryan 

Oversight
ITAC
ACF
JLBC

Governance
PAC
IV&V
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Q & A
Session
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