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PROGRAM CHARTER PURPOSE

The program charter defines the scope, objectives, and overall approach for the work to be completed. It is a critical element for initiating, planning, executing, controlling, and assessing the program. 

It should be the single point of reference on the project for program goals and objectives, scope, organization, estimates, work plan, and budget. In addition, it serves as an agreement between the Program Team and the its Sponsors, stating what will be delivered according to the budget, time constraints, risks, resources, and standards agreed upon for the program.

PROGRAM EXECUTIVE SUMMARY
The Arizona Student Longitudinal Data System (AZ-SLDS) is intended to enhance the ability of Local Education and State Agencies to efficiently and accurately manage, analyze, and use education data, including individual student records. The AZ-SLDS developed will help state government, districts, schools, and teachers make data-driven decisions to improve student learning, as well as facilitate research to increase student achievement and close achievement gaps.

PROGRAM OVERVIEW

Each of the parties has a responsibility through grant awards, research requirements and/or government mandates to separately develop components of a statewide student longitudinal data system. The purpose of this collaboration is to leverage the efforts required of each party to build the foundation and key components of a P20 student longitudinal data system for Arizona
PROGRAM SCOPE
ACT – American Competes Act, DQC = Data Quality Campaign

	Goals
	Objectives

	· Associates teacher and principal assignment data to student achievement data.

· Connects student performance achievement data to each eligible teachers’ and principal’s performance incentive with payroll and human resource systems.

· Integrates an open-standard based identity management solution that rigorously validates the user’s credentials and ensures the user is exposed to data and functionality that they are authorized to view.

· Provides portals and other gateways to provide system administrators, teachers, and principals (and other appropriate staff) the requisite level of transparency necessary to review accuracy of their specific information (e.g., verification of student roster, verification of performance award, etc.).

· Produces student, teacher, school and district academic growth calculations using a variety of methodologies.

· Imports student, teacher, school and district data from a number of different sources – source files, relational data bases, student information systems, etc.

· Captures and transforms data where appropriate to support transactional data stores, data warehouses or other technologies as required.

· Integrates data visualization or dashboards to communicate information clearly and effectively through graphical means as well other reporting mechanisms such as text files, custom queries, standardized outputs, etc.

· Tracks and reports on the associated costs of hardware, software, people, facilities, etc. for both the program, districts and all aspects of the AZ-SLDS program.


	· Assess District Data Systems
· Develop Data Dictionary
· Build IDM (ACT 1, DQC 1; ACT 8, DQC 5)
· Change Management
· Longitudinal Data System
· Audit System (ACT 5, DQC 10)
· Integrate Active Hosted Solutions
· Value-added Model (student growth) (ACT 6, DQC 5; ACT 8, DQC 5)
· Build ZIS/SIF
· SLA Internal/External
· Data Elements


DEPARTMENTAL STATEMENTS OF WORK (SOW)

	Departmental SOW
	Owner/Prime
	Due Date/Sequence

	
	
	

	
	
	

	
	
	


ORGANIZATIONAL IMPACTS

	Organization
	Impact to and Participation of Organization

	
	

	
	

	
	

	
	


PROJECT DELIVERABLES
M = MCESA, A = ASU, E = AZ Department of Education

	Milestone
	Deliverables

	(M) Assess REIL District Data Systems
	Identify Data sources.

Identify Data elements.

Identify Local Resources. (e.g. Staff and availability)

	(E, M, A) Develop Data Dictionary
	Define and document baseline Elements.

Define and document baseline codes.

Define and document baseline code language.

	(E, M, A) Refine Data Dictionary
	Enhance/edit and document Elements.

Enhance/edit and document codes.

Enhance/edit and document code language.

	(E) Build IDM for 6 REIL Districts
	Build Identity Vault.

Define and document Identity Sources.

Define and document Business Rules.

	(E) Establish Data Stores
	Define and document Data Store Business Rules (e.g. Staging, Operational, Longitudinal, Reporting)

Build Data Stores.

	(E, M) Establish ETL Infrastructure 
	Specify, build, and document Extraction.

Specify, build, and document Transformation.

Merge student demographic information with student assessment data.

Specify, build, and document Load.

Link student level assessments results.

Link Teacher to Teacher Data.

Link Teacher to Student Data.

Link Teacher and Principal assignment data to student achievement data.

Link performance of student achievement data to each eligible teacher and principal performance incentives.

	(E, M, A) Agree on Report Standardization
	Define and document Dynamic Report Data Sources.

Define and document Dynamic Report Data Verification

Define and document Report Template (e.g. calculate REIL Score)

	(M) Determine calculation of REIL score
	Calculate Value-added scores for individuals, teams, and schools

Calculate teacher and principal evaluation scores

Calculate REIL score, combining value-added and evaluation scores

	(E, M) Automate calculation of REIL score
	Merge into Transformation part of ETL

	(E, M, A) Dashboard(s) 
	Integrates data visualization to communicate information clearly and effectively through graphical means as well other reporting mechanisms such as text files, custom queries, standardized outputs, etc.

A comprehensive performance based compensation system.

	(E, M, A) Audit system.
	Provide system administrators, teachers, and principals (and other appropriate staff) the requisite level of transparency necessary to review accuracy of their specific information (e.g., verification of student roster, verification of performance award, etc.).

Creation of Administration validation and approval process.

	(E, M, A) Pilot
	Test extraction of data elements.
Test security of user accounts.
Test Administrators reviews.
Test Teacher verification.
Test validation and approval process.

	(E, M) SIF Completed 
	ZIS Server built and or purchase.

Document Agent connections and rules.


Deliverables Out of Scope 

TBD
PROJECT ESTIMATED AND DURATION (COSTS TO BE DETERMINED)

M = MCESA, A = ASU, E = AZ Department of Education

	Project Milestone
	Date Estimate
	Deliverable(s) Included
	Confidence Level

	(M, A) Assess REIL District Data Systems
	05/30/2011 (M)
	Identify Data sources.

Identify Data elements.

Identify Local Resources. (e.g. Staff and availability)
	High

	(E, M, A) Develop Data Dictionary
	06/30/2011 (M)
	Define and document baseline Elements.

Define and document baseline codes.

Define and document baseline code language.
	Medium

	(E, M, A) Refine Data Dictionary
	Perpetuity 

(M)
	Enhance/edit and document Elements.

Enhance/edit and document codes.

Enhance/edit and document code language.
	Medium

	(E) Establish Data Stores
	03/31/2012

(M)
	Define and document

Data Store Business Rules (e.g. Staging, Operational, Longitudinal, Reporting)

Build Data Stores.
	High

	(E) Build IDM for 6 REIL Districts
	01/31/2012

(M)
	Build Identity Vault.

Define and document Identity Sources.

Define and document Business Rules.
	High

	(E) Build IDM for ASU NEXT/RFR Districts
	01/31/2012

(M)
	Build Identity Vault.

Define and document Identity Sources.

Define and document Business Rules.
	High

	(E, M, A) Establish ETL Infrastructure
	01/31/2012

(M)
	Specify, build, and document Extraction.

Specify, build, and document Transformation.

Merge student demographic information with student assessment data.

Specify, build, and document Load.

Link student level assessments results.

Link Teacher to Teacher Data.

Link Teacher to Student Data.

Link Teacher and Principal assignment data to student achievement data.

Link performance of student achievement data to each eligible teacher’s and principal’s performance incentive.
	Low

	(E, M, A) Agree on Report Standardization
	11/30/2011 (M)
	Define and document Dynamic Report Data Sources.

Design input 

Design output

Define and document Dynamic Report Data Verification

Define and document Report Templates 

See Appendix A for details
	Low

	(M) Determine calculation of REIL score
	04/30/2012

(M)
	Calculate Value-added scores for individuals, teams, and schools

Calculate teacher and principal evaluation scores

Calculate REIL score, combining value-added and evaluation scores
	Medium

	(E, M) Automate calculation of REIL score
	06/30/2012

(M)
	Merge into Transformation part of ETL
	Medium

	(A, M, E) Dashboard(s) 
	01/31/2012

(M)
	Integrates data visualization to communicate information clearly and effectively through graphical means as well other reporting mechanisms such as text files, custom queries, standardized outputs, etc.

A comprehensive performance based compensation system.
	Low

	(E, M, A) Audit system.
	04/30/2012

(M)
	Provide system administrators, teachers, and principals (and other appropriate staff) the requisite level of transparency necessary to review accuracy of their specific information (e.g., verification of student roster, verification of performance award, etc.).

Creation of Administration validation and approval process.
	High

	(E, M, A) User Acceptance Test

(UAT)
	03/31/2012

(M)
	Test extraction of data elements
Test secure user account
Test administrator verification process
Test teacher verification of roster process
Test load of data elements
	Low

	(E, M) 

Schools Interoperability Framework (SIF)

 Completed
	11/30/2011

(E)
	Zone Integration Server (ZIS) Server built and/or purchase.

Document Agent connections and rules.
	Low

	(E) Maintain and Sustain AZ-SLDS
	12/31/2015


	Seek funding for maintenance and support of AZ-SLDS
	Low


PROGRAM CONDITIONS

Program Assumptions

· Dashboard(s) v1 available to all MCESA LEAs and ADE
· Data Dictionary to be approved by state Data Governance Committee
· Data Dictionary made publicly accessible

· Statewide educational Identity Management Systems hosted and maintained by ADE.

· All technologies, processes and requirements are value-added model agnostic.

· All technologies, processes and requirements are SIF compliant

· All technologies, processes and requirements are design to be part of the AZ P20 effort.
Program Issues

· [Assumption 1]

· [Assumption 2]

· [Assumption 3]
PRIORITY CRITERIA

1 − High-priority/critical-path issue; requires immediate follow-up and resolution.

2 − Medium-priority issue; requires follow-up before completion of next project milestone.

3 − Low-priority issue; to be resolved prior to project completion.

4 − Closed issue.

	#
	Date
	Priority
	Owner
	Description
	Status & Resolution

	1
	[mm/dd/yy]
	
	
	[Issue 1 description]
	[Replace this text with Status and Proposed or Actual Resolution.]

	2
	[mm/dd/yy]
	
	
	[Issue 2 description]
	[Replace this text with Status and Proposed or Actual Resolution.]


PROGRAM RISKS

	#
	Risk Area
	Likelihood
	Risk Owner
	Project Impact-Mitigation Plan

	1
	Extract, Transform, and Load (ETL) 
	High
	ADE, MCESA
	We will propose the need for a necessary amount of resources in order to implement by deadline

Working with vendors to communicate resource needs for potential development of up to 27 districts.

Linear OR Parallel data source development of 4 SIS and an unknown number of autonomous sources



	2
	Agreement on Report Standardization
	High
	ADE, ASU and MCESA
	Working with stakeholders to define requirements and business rules.

	3
	Dashboards
	High
	
	

	4
	User Acceptance Testing
	Low
	
	

	5
	ZIS/SIF
	Medium
	
	

	6
	Maintain and Sustain AZ-SLDS
	Medium
	
	

	7
	IDM
	Low
	
	

	8
	Data Dictionary Maintenance
	Medium
	
	

	9
	Costs to build
	Low
	
	

	10
	Cost to maintain
	High
	
	


PROGRAM CONSTRAINTS

· [Constraint 1]

· [Constraint 2]

· [Constraint 3]

PROGRAM STRUCTURE APPROACH
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PROGRAM TEAM ORGANIZATION PLANS

	Project Team Role
	Project Team Member(s)
	Responsibilities

	AZ-SLDS Steering Committee
	Don Covey, MCESA

Kristine Morris, MCESA

Virginia McElyea, ASU

Rebecca Gau, Governor’s Office

Mark Masterson, ADE
	· Provide active direction, leadership

· Meet regularly to review interim progress, results and make adjustments as needed

· Identify and execute adjustments to the program

· Ensure achievement of the planned outcomes.

· Assure that all federal, state and local laws, mandates, guidelines are adhered to

· Maintain program policies and practices such as a data dictionary, communications, contract management, etc.

	AZ-SLDS Project Managers
	Anabel Aportela, MCESA

Al Dullum, MCESA

Barnaby Wasson, ASU

Janice McGoldrick, ASU

David Plouff, ADE

Janice Robinson, ADE

Arthur Kenjora, ADE
	· Defines work within the project plan framework for their organization.

· Plans, organizes, directs, and controls the project efforts as well as resources within their organization.

· Manages for on-time delivery of program milestones for their organization.

	AZ-SLDS Program Manager
	Mark Svorinic, Guru Associates LLC
	· Integrate efforts, continuously assess and refine approaches and plans, and ensure good communication. 

· Collaborate with each party’s project managers to achieve defined outcomes aligned with business strategies.

· Manage for on-time delivery of program deliverables


PROGRAM REFERENCES

	Milestone
	Deliverable

	[Name of Document/Reference]
	[Description with available hyperlinks]

	
	

	
	


APPROVALS

	
	
	
	
	

	MCESA Executive Sponsor
	
	Printed Name
	
	Date

	

	
	
	
	

	ASU Executive Sponsor
	
	Printed Name
	
	Date

	

	
	
	
	

	ADE Executive Sponsor
	
	Printed Name
	
	Date


Accepted by

	
	
	
	
	

	Program Manager
	
	Printed Name
	
	Date
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