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	1.  Executive Summary


	

	The Arizona Department of Education (ADE) is requesting a Demonstration Project under A.R.S § 41-2556.The purpose of the Instructional Improvement System (IIS) Demonstration Project, is to provide a ‘proof of concept’ for the technology, systems integration, and data migration for the Arizona Education Learning and Accountability System (AELAS) as supported by A.R.S § 15-249 and, at the same time, to provide a working model for the Maricopa County Education Service Agency’s (MCESA) Rewarding Excellence in Instruction and Leadership (REIL) initiative. In support of MCESA’s REIL grant there is a need to expedite the IIS project to satisfy the grant timeframe milestones. The IIS components include Observation and Evaluation, Assessment System, Data Management, Content Management, Professional Development, interoperability, and data integration with ADE.
MCESA has undertaken a five-year initiative aimed at improving student learning and achievement by increasing the effectiveness of teachers and principals. Six local school districts are engaged in the REIL initiative, which is funded by a Teacher Incentive Fund (TIF) grant from the U.S. Department of Education.
The selection of a vendor or multiple vendors will be identified after the issuance and receipt of Response for Information (RFI) proposals. This demonstration project is expected to run 1-2 school years from the beginning of the FY13 school year to the end of the FY13 or FY14 school year. This demonstration project is intended to replace and/or supplement solutions and products in place for the Track A Proof of Concept. Terms and conditions of the contract will be identified through the RFI. The FY15 school year and beyond solutions are expected to be implemented within the Track C timeframe. See Appendix A. 

	Note:  In any instance where there is a discrepancy between the Project Charter, Business Requirement Documents, and the Project Scope Statement, the latter is considered authoritative.




	2.  Business Objectives

	2.1 Project Description (Note- for clarity, the term “product” describes the solution or tool for this particular scope statement):
	By working in collaboration, ADE, ADOA, and MCESA will evaluate, select, acquire, integrate, deploy, and implement the following systems to meet the business objectives outlined below. 

· Observation and Evaluation

· Assessment System

· Data Management

· Content Management

· Professional Development

· ADE data and system integration and interoperability


	

	2.2 Business Objectives:
	Goal 1: Proven ability to support multiple model frameworks of educator evaluation and assessment (E.g., MCESA REIL, ADE Model Framework, Value-Added Model, Group B assessments, etc.).
Goal 2: Proven ability to link and interact among modules/systems by industry data, integration and interoperability standards. 

Goal 3: Identify replacement solutions and/or products and decommission the Track A Proof of Concept deliverables. 
Goal 4: Satisfy the MCESA REIL TIF grant program objectives. (See Appendix A.) 
Goal 5: Proven ability to perform all the functionality that currently resides in the IDEAL system. (Arizona’s Statewide Learning System)


	3.  Project Description 

	The Project Scope below defines and clarifies the following scope of work for the IIS Demonstration Project

	3.1 Project Scope Includes:
	The IIS Demonstration Project will follow the ADE IT Standard Development Life Cycle based on a phased gate approach. Verification and validation will be performed at the end of every phase for quality assurance. ADE will manage the relationship among MCESA and the external vendors in order to deliver the project on time and within budget by performing the following functions: 
3.1.1 Requirements Specifier 

· Gathering Requirements 
· Cross Referencing Requirements
· Risk Management

3.1.2 Supplier Agreement Management

· Implementation Planning

· Support Services

· Integration Services

· Request For Information Services

· Vendor Evaluation and Selection
3.1.3 Enterprise and Business Architecture Oversight

· Business process alignment

· Technology alignment

· Alignment to ADE operational standards

3.1.4 Analysis and design review

3.1.5 Product Acquisition, Activation, and Integration:
· The following third party solutions / systems must be acquired, configured and activated: 

· Observation and Evaluation System (OES)
· Assessment System (AS)

· Data Management System (DMS)

· Content Management System (CMS)

· Professional Development System (PD)
· The following currently reside at ADE and must be integration with the above acquired solutions / systems:
· Student Accountability Information System (SAIS) data

· Highly Qualified Teacher (HQT) data

· Arizona Local Education Agency Tracker (ALEAT) - School Improvement plan data 
· Arizona’s Instrument to Measure Standards (AIMS) data
· Observation Data Capture Tool Historical Data
· IDEAL data
· Student-Teacher Course Connection data

· Identity Management System (IMS) data

· The following currently reside at the Local Education Agency (LEA) and must be integration with the above acquired solutions / systems:
· Student Information System (SIS) data

· Human Resources (HR) data

· The following data will be provided by an external source:
· Basis Policy Research data

3.1.6 User acceptance and integration testing services
3.1.7 Product Implementation Rollout

3.1.8 Maintenance and Support including data retention and archival 

	

	3.2 Project Scope Does Not Include:
	3.2.1 MCESA REIL year five grant requirements. 
3.2.2 Requirements identified as high, medium, and low in the MCESA REIL Business Requirements Documents.  
3.2.3 Any calculations, algorithms, formulas, etc. for Teacher and Principal evaluation including value-added calculations. 

	

	3.3 Internal Dependencies:
	3.3.1 Student-Teacher-Course Connection is needed to make the link between education observation data and student performance data.
3.3.2 ADE Identity Management System (IMS) will support user access and role assignment throughout IIS.

	

	3.4 External Dependencies:
	3.4.3 ADOA approval of this demonstration project. 
3.4.4 Basis data collection and calculation of REIL score and an export to the third party solutions and/or systems acquired for this demonstration project. 
3.4.5 Vendor collaboration and coordination of integration of data and interoperability. 

	

	 3.5 Assumptions / Constraints:


	1.1.1 By limiting who has access to types of information by using identity management, the project will comply with the Family Educational Rights and Privacy Act (FERPA). 

1.1.2 ADE  is responsible for funding and ensuring the interoperability and integration of the IIS (pending budget projections and Steering Committee discussion and decision)
1.1.3 As an early adopter of IIS, MCESA is responsible for funding the vendor systems for the duration of this Demonstration Project (pending budget projections and Steering Committee discussion and decision)
1.1.4 The solutions provided in this Demonstration Project are temporary and will be in use for no more than two years per A.R.S § 41-2556.
1.1.5 Data stored or used should be CEDS and Ed-Fi Compliant.
1.1.6 The IIS will support multiple evaluation models as mandated by SB 1040.
1.1.7 The calculation of a REIL score cannot be performed without the Student/Teacher/Course connection. 
1.1.8 Vendor solution and/or systems will have implementation timelines of 6 weeks or less. 


	4.  Project Milestones

	4.1   Estimated Schedule   
	

	
	Target Date (MM/DD/YYYY)

	Program Engagement - Visioning

	1.1.1. Demonstration Project Start
	06/04/2012

	Program Engagement - Elaboration

	1.1.2. Draft Demonstration Project Scope Statement & Estimated Schedule 
	06/15/2012

	1.1.3. Draft Demonstration Project Letter  
	06/15/2012

	1.1.4. Draft Demonstration Project RFI
	06/15/2012

	1.1.5. ADE Approval Demonstration Project
	06/22/2012

	1.1.6. ADOA Approval Demonstration Project 
	06/25/2012

	1.1.7. ADE / MCESA Approval Demonstration Project Scope Statement
	06/25/2012

	1.1.8. ADE / MCESA Approval Demonstration Project RFI
	06/25/2012

	Program Engagement – Development

	1.1.9. RFI Issuance
	06/26/2012

	1.1.10. RFI Closure
	07/09/2012

	1.1.11. RFI Response Evaluation 
	07/13/2012

	Program Engagement – Transition

	1.1.12. Announce the Demonstration Project to a Vendor
	07/16/2012

	Program Engagement Gate

	Elaboration, Solution Development, Integration, Testing & Deployment by System

	1.1.13. Educator Evaluation System Implementation
	09/04/2012

	1.1.14. Verification Process Implementation
	09/04/2012

	1.1.15. Data Management System Implementation (Critical Requirements only)
	09/04/2012

	1.1.16. Assessment System Implementation (Item Collection only)
	09/04/2012

	1.1.17. Assessment System Implementation (Delivery Function)
	10/01/2012

	1.1.18. ADE Identity Management System Implementation
	01/07/2013

	1.1.19. Content Management Implementation and Integration
	01/07/2013

	1.1.20. Growth Planning Function Implementation
	02/18/2013

	1.1.21. Professional Development and Learning System Implementation
	03/18/2013

	1.1.22. ADE Student / Teacher / Course Connection Implementation
	11/01/2013

	Program Evaluation Gate

	Product Capability Analysis, Demo Project Closure & Transition to Track C

	1.1.23. Product Capability Analysis
	03/30/2013 [OR]

03/30/2014

	1.1.24. Demo Project Closure
	06/15/2013 [OR]

06/15/2014

	1.1.25. Transition to Track C
	08/01/2013 [OR]

08/01/2014


	5.  Project Approach (overall project approach)

	Describe Primary Plans briefly in the space below.

	5.1  Project Governance

	ADE IT and functional teams provide various status and progress reports on regular basis to different stakeholders who monitor and govern the state of the program and implementation on regular basis. This helps to handle any risks, contingencies, management of issues, review of budgets, review of technology, communication plans, and quality of work on a regular basis.

	How will Change Requests be dealt with? Change requests to the project scope or enhancements will be submitted to the ADE Program Manager and reviewed with ADE Development Director and MCESA Project Sponsor for development impact as it pertains to cost, time and scope. If the change request can be reviewed and approved for incorporation before the freeze point / close-out of development process for design and build of the project, a BRD update approved by ADE and MCESA will record the change to scope.  Changes to cost and time will be tracked in the Project Plan and Weekly Status Reports including the Budget worksheet.

	

	5.2  IT Policies

	The project artifacts will be documented by the ADE PM and BA respectively and archived on the project SharePoint site. Remote team members who do not have access to the ADE SharePoint site will receive extracts of this data twice a week. 

MCESA REIL SharePoint Link

	

	5.3  Project Management

	How will project issues be dealt with? Issues will be tracked using SharePoint logs on the project SharePoint site.  Escalations will be managed through the ADE Program Manager and any actions will be coordinated with ADE PM and MCESA PM on viable solutions of the root cause of the issue. 

SharePoint Log for MCESA Actions, Issues & Risks

	

	List any scheduled project team meetings, planned status reports: Weekly Project Status reports will be generated and delivered to ADE IT directors, CIO and ADE program manager. Project team meetings are scheduled daily for progress updates and impediment identification.  Monthly Progress reports (compiled jointly by ADE and MCESA Project Managers) will be generated for the REIL program overall and delivered to ADE IT Program Managers, Directors, and CIO and MCESA directors and executives.  MCESA and ADE weekly 1:1 meetings will be used to share progress from both teams, review and approve artifacts and collaborate on various topics.  A Steering Committee consisting of members from both MCESA and ADE executive leadership will be used to obtain sponsor approval of phase gate completion, project deliverables, budgetary items and partnership decisions.

	


	6.  Authorizations

	

	The Project Scope Statement, Project Schedule, Resource Plan and Project Budget are approved by the:

	2. Program Sponsor(s)
3. Program Manager
	Pamela Smith (ADE), Kristine Morris (MCESA)

Christa Thompson

	4. ADE Project Manager
	David Plouff

	Project performance baseline changes will be approved by the:

	5. Program Sponsor(s)
6. Program Manager
	Mark Masterson (ADE), Kristine Morris (MCESA)
Christa Thompson

	7. ADE Project Manager
	David Plouff

	Project deliverables will be approved/accepted by the:

	8. Program Sponsor(s)
9. ADE Program Manager

10. ADE Program Director

11. REIL Program Director

12. MCESA Program Manager

13. ADE Project Manager
	Pamela Smith (ADE), Kristine Morris (MCESA)
Christa Thompson
Jolene Newton

Lori Renfro

Al Dullum

David Plouff

	14. Key Stakeholders
	MCESA, ADE


	7.  Project Scope Statement Approval / Signatures

	Program / Project Name:
	Instructional Improvement System (IIS) Demonstration Project

	Project Manage(s)r:
	David Plouff (ADE), Al Dullum (MCESA)

	The purpose of this document is to provide a vehicle for documenting the initial planning efforts for the project. It is used to reach a satisfactory level of mutual agreement between the Project Manager(s) and the Project Sponsor(s) and Owner(s) with respect to the objectives and scope of the project before significant resources are committed and expenses incurred.

	I have reviewed the information contained in this Project Scope Statement and agree:

	Name
	Role
	Signature
	Date

(MM/DD/YYYY)

	Kristine Morris
	MCESA Assoc. Superintendent
	
	

	Al Dullum
	MCESA Program Director
	
	

	Christa Thompson
	ADE Program Manager
	
	

	Jolene Newton
	ADE Program Director
	
	

	Pamela Smith
	ADE IT Executive Director Strategic Programs
	
	


The signatures above indicate an understanding of the purpose and content of this document by those signing it. By signing this document, they agree to this as the formal Project Scope Statement document.
Appendix A

Goal 1: Ensure students graduate

support
	Goal 1: Ensure students graduate college-and career ready by increasing student achievement and growth in all content areas.
	Goal 2: Enhance careers for effective teachers and principals by implementing a fiscally sustainable PBCS.
	Goal 3: Develop talent in teaching and leading through a sustainable, comprehensive program of performance-based evaluation and support.

	Objective 1.1: By June 2013, 100% of Alliance School Districts will implement a data management system so that ALL teachers and principals will use data to inform and improve instruction.
	Objective 2.1: By June 2013, 100% of Alliance School Districts will implement performance pay for effective teachers and principals by providing differential and substantial compensation based on demonstrated performance.
	Objective 3.1: By June 2014, 100% of Alliance School Districts will implement and validate a rigorous, transparent, and fair evaluation system with inter-rater reliability that uses multiple evaluations and measures to determine teacher/principal effectiveness.



	Objective 1.2: By June 2014,100% of Alliance School Districts will implement a value-added model for ALL teachers and principals.
	Objective 2.2: By June 2015, 100% of Alliance School Districts will identify and/or reallocate non-TIF funds to sustain performance-based compensation model.
	Objective 3.2: By June 2011, 100% of Alliance School Districts will implement a communication structure to ensure that teachers and principals will understand the specific measures of teacher and principal effectiveness included in the performance-based evaluation system.



	Objective 1.3: By June 2015, there will be a 10 percentage point increase in the percentage of students meeting or exceeding the State standard, and a 15 percentage point decrease in students falling far below the standard in State-tested STEM content areas.
	Objective 2.3: By June 2015, 100% of Alliance School Districts will provide financial incentives to recruit and retain effective teachers in hard-to staff positions.
	Objective 3.3: By June 2013, 100% of Alliance School Districts will implement a high quality professional development and support system for teachers and principals linked to the performance-based evaluation system.




Appendix B

	Implementation Plan for System Capabilities 

	
	2012
	2013

	System
	Aug
	Sep
	Oct
	Dec
	Jan
	Feb 
	Mar
	Jun
	Aug

	DMS
	
	Data Mgmt.
	ADE S/T /C  Data Integration
	ADE IMS Integration
	
	
	
	
	

	Evaluation
	
	Evaluation

Verification
	
	
	
	
	
	
	

	AS
	
	Test Item Collection (Group B)
	Test Delivery (Group B) 
	
	
	
	
	
	

	CMS
	
	
	
	
	Content Mgmt.
	
	
	
	

	PD (EGP)
	
	
	
	
	
	Growth Planning; 
PD catalog, schedule, registration
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