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Document Instructions:  
 

 

ASET Forms: 
 
Project forms are available on the ADOA ASET website – see links below 

 

 
Project Investment Justification Documents - http://aset.azdoa.gov/content/project-investment-justification 
 
Project Oversight Status Report and Change Request Form – 
http://aset.azdoa.gov/sites/default/files/media/docs/StatusRpt%26ProjChangeForm 0.xls 
 
Web Development Initiatives - Notice of Intent (NOI) form –  
http://aset.azdoa.gov/node/15 
 

 

Double click on square  Yes No and select “checked” for the appropriate box then 
select “OK”. 
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I. General Information {A} 
 

Fill out agency information requested below. 

I.A General Information {A} 

 

 
Agency CIO: 

 

Mark Masterson 

 
Contact Phone:  

 
Agency Contact Name: 

 

Ranjith Menon 

 
Contact Phone:  

 
Agency Contact Email: 

 

 

 
Prepared Date: July 9th, 2013 

I.B Special Funding Considerations {A} 

Select YES if this project requires approval for an Agency to issue an RFP or to contract for outside labor or 
resources to evaluate the scope of a project, in order to assess true costs associated with the proposed 
technology and approach.  After the assessment is completed, full project details will be added to the PIJ for 
final PIJ Approval. IMPORTANT: If filling out this template for Pre PIJ Assessment Approval, each 
section marked with an {A} is to be filled out with preliminary information – detailed information will 
be updated after assessment and for the final approval.   

 
 Yes No - Does this project require funding approved for a Pre PIJ Assessment phase?  

 
If YES, provide details for the Pre PIJ Assessment funding needs by filling out the areas marked with {A} or 
{Required for Pre-PIJ Assessment only}.  Further information and details will be required after the 
assessment for the Final PIJ approval.   
 
If NO, provide details for the Final PIJ by filling out all areas excluding those sections marked with 
{Required for Pre-PIJ Assessment only}. 
 

II. Project Overview 

II.A Management Summary {A} 

 
I. Problem Description 

 
The primary responsibility of ADE with respect to the scope covered under the SAIS Payments (CSF 

Payment stream) is to gather data and perform calculations for the purposes of appropriating funding 

to Counties, Districts, Charters, and Students. The guidelines for these activities are prescribed by 

state and federal laws. 

 

CSF - Classroom Site Fund Payment Calculation and Requisition 

a. The Classroom Site Fund (CSF) Calculation and Payment Requisition process is a system of 

integrated procedures and technical components (documented individually below) used to 

distribute CSF revenue to qualifying entities. 

b. Distribution is mandated by A.R.S. § 15-977 which references calculations defined in 

A.R.S. § 15-943.01 
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The correctness of the data and calculations within the SAIS Payments system(s) is questionable at 

best. The system is composed of duplicated and unorganized logic. Data integrity is questionable at 

best. The IT department is in a pure reactive mode applying Band-Aids to a hemorrhaging system. 

Improvements are being made, but the technology and architecture (or lack thereof) over a period of 

multiple years has led to a system that is unable to be validated and difficult to understand. The level 

of testing able to be accomplished on the system is insufficient to ensure it is working properly. These 

systems are housed on technology platforms that are outdated and difficult to support.  

The large degree of manual effort necessary to complete daily work by the business users introduces 

probabilities for incorrect results. Manual analysis, calculations and data transformation is prevalent. 

Although processes are currently being improved, quality assurance sometimes is at a level of 

checking for deviations from the norm. An extreme amount of time and effort is spent to ensure valid 

results are obtained. 

 

 
II. Solution 
 
Target manual processes for automation to reduce time-consuming manual effort. Analyze core 

business needs and identify all processes which must be implemented. Create a framework for the 

data flow for School Finance Payments and automate the process such that all data is obtained from a 

single source. Incorporate a business rules component and design the application and database. 

Additionally during design; create an application solution incorporating architectural governance and 

standards; taking advantage of newer and robust technologies. 

 
 

III. Quantified Justification 
 

The fragility of the current system results in many operations being inter-dependent and unable to 

execute concurrently. Currency is currently managed by restricting system usage such that only the 

possessor of a plastic ‘scepter’ may run any of a number of processes. System design and 

implementation is also inefficient incurring a great burden on the infrastructure. The large amount of 

manual processes in place today means that, hours are spent performing tasks that would otherwise 

require seconds. Some operations are performed multiple times by multiple people to help reduce 

errors.   

Automating the entire process will greatly reduce the manual processes for payments and School 

Finance can eventually pay LEA’s in the same month they get the data as opposed to a month or few 

months behind as we currently do.  The cost and time savings from the proposed automation has the 

potential to reduce process times from weeks or months to within days or near real-time.  

II.B Existing Situation and Problem, “As Is” {A}.  

 
Current School Finance’s process for processing CSF payments is highly convoluted and manually 

intensive.  

 Requires users to use multiple tools to complete the payment processes.  

o Outdated Intranet sites to get ADM numbers 
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o CSF Desktop applications that were written in VB6 and are unsupported technologies. 

These applications can only run in Windows XP machines adding to the risk. Windows XP 

will be unsupported by Microsoft in 2014.  

o All data analysis are performed in Excel by Data Analysts and then sent to further review 

to a Manager for Sign off.  

o  No established workflow within the process to facilitate data review, commenting and 

approval – requiring significant work (as much as 90% of review functions) outside of the 

system(s) 

o All data is then imported in to an Access database that is hosted on a shared network 

drive.  

 Convolution by multiple sub processes and components 

# Utility Name Notes 

1 http://intranet/payments/psEntGrpAdmin.asp 
Add/Remove any new/closed 
districts/charters/JTEDs  

2 http://intranet/payments/pay_sys.asp Calculate ADM 

3 VInsASDBNovember.xlsx - Excel Sheet ASDB Overrides 

4 http://intranet/payments/psRevAlloc.asp Revenue Allocation 

5 CSF Desktop Application 
Calculates allocations, generates county 
reports, attendance reports etc. 

6 xmltocsv.exe 
Converts XML output from CSF Desktop 
Application to csv 

7  I:\SF\PaymentApplicationSF\_csf_calcs\xml I Drive where the XML's are stored 

8 CSFDatabase.mdb 
CSF Access Database, for  current/previous 
month cals, has multiple queries 

9 
http://www.ade.az.gov/Districts/Default.asp?EntityOwnerID=
xxxx 

Only way to access previous months payment 
data 

1
0 

CSFDistrictPay_Pmt#.xls - Excel Sheet 
Excel sheet that holds the numbers for the final 
payment 

1
1 

csf_2011_05.xls - Excel Sheet Requisitions Excel sheet 

1
2 

I:\SF\ADMINISTRATION\NumberedMemos Word Document memos 

1
3 

 I:\SF\Tools\PostReportsToWeb Tool to publish reports to ADE Website 

 

 Asset/Output file naming conventions are not consistent with other corollary processes 

 Manual data validation 

 Manual data transfer 

 Requires frequent context switching for staff 

 Relies on human data sources in some cases 

 Review and corrections of data is nearly impossible and requires users to restart the entire 

process.  
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 The implementation today provides little in the form of traceability. It is possible to review 

historical amounts and values for some of the data, but not necessarily how results were obtained, 

what inputs led to the results, what changes were made during the process, or who made the 

changes. Furthermore, none of the information is readily available in a digestible manner to 

anyone other than an expert with a significant amount of time. 

 Traceability of the manual process is limited to loosely organized backups of files.  

 

II.C Proposed Changes and Objectives, “To Be” {A} 

 
School Finance is proposing to develop and implement a set of integrated components designed to provide 

School Finance a data flow between SAIS Data Push and School Finance payment streams. This will 

include evaluating the existing processes, tools and systems; designing and developing  the future 

solution where the evaluation and verification of ADM data will be done within the system with an 

automated workflow process and payment calculation and allocation will be automatically calculated by 

the system based on the business rules and formulas as defined by statutes and School Finance policies; 

and all data will be stored in a centralized data repository to support structured and ad-hoc reporting 

needs. The scope of this project is a focus effort limited to the Class Room Site Fund (CSF) payments.  

 

The proposed system will be developed on existing SAIS Data Push Platform and will reduce the time 

required to process payments from 2 – 3 weeks to few days; it also eliminates the need to use 13 

different tools or processes to process CSF Payments, all processes will be using the new workflow based 

application. This allows for auditing and traceability and eliminates the need for data to be stored in excel 

spreadsheet and fragmented MS Access databases; Data will be stored in a central database that hosts all 

CSF data and enables reporting, including Ad-hoc reporting. Proposed system also allows for increased 

data verification as manual processes are eliminated and users have more time to inspect and verify data. 

It provides increased accountability and monitoring ability through capturing of more detailed data on 

programmatic and fiscal performance. It also provides better internal controls on user access through a 

configurable access and user profile management module, decreasing the need for manual reconciliation 

using excel spreadsheets. 

The proposed system also provides a more configurable reporting module for payment activity, reducing 

manual tracking currently in place and increasing ability to retrieve and share information which is 

currently not possible. It also increases speed in processing payments through interface with ADE 

accounting software and eliminating need to request special payments outside of the system. 

 

II.D Proposed Technology Approach {Required for Pre-PIJ Assessment Only} 

NA 
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III. Project Approach 

III.A Proposed Technology {Required for PIJ Approval} 

 
The application will be developed upon the existing SAIS Data Push platform and will be able to initiate 

payment processes, verify payments, make adjustments, and generate payment requisitions and other 

supporting activities. The School Finance CSF payment processes shall be workflow enabled and the 

business rules shall be configurable.   

  

Software Stack: 

.Net 4.5  

ASP .Net MVC4 for User Interface  

MS SQL Server 2008 R2 for database 

MS SQL Server 2008 R2 Reporting Services for reports 

  

Hardware Stack: 

2 Medium size web servers  

2 Medium size application servers  

The servers are virtual machines that can be configured to increase its capacity as the demand increases 

 

III.B Other Alternatives Considered 

 
Do Nothing 

ADE does not consider this to be a viable alternative, since not addressing the system deficiencies would 

eventually result in ADE being unable to meet its statutory responsibilities to pay schools. 

 

Commercial Off-the-Shelf (COTS) ERP Applications 

ERP Financial applications were considered however the current state of SAIS prevents adoption of a 

Financial ERP. ERP are extremely expensive to implement and would need to be heavily customized to 

meet ADE’s needs. With SAIS re-write pending; any implementation would have re-done and the cost 

involved in doing it twice makes it particularly prohibitive when we factor in the licensing and resource 

costs for such implementation.  

 

III.C Major Deliverables and Outcomes 

 
Milestones 

 Discovery of Existing CSF manual processes and systems 

 Design of Solution Architecture and reporting solutions  

 Business requirements sign off 

 Test Plan 

 Development of work flow and business rules 

 User acceptance test 
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 Deploy CSF application to production 

 

Outcome of this project is a fully functional automated workflow based payment processing system which 

will lead to the decommissioning of the existing desktop systems, excel spreadsheets and access 

databases. Although the decommission of the existing system is not included in the project, the successful 

implementation of this new payments system will provide School Finance/ADE leadership the information 

needed to develop a decommission plan and execute the decommission in a manner that does not disrupt 

service.  

 

IV. Policies, Standards & Procedures 
 

IV.A Enterprise Architecture 

 Yes No - Does this project meet all standards and policies for Network, Security, Platform, 
Software/Application, and/or Data/Information as defined in http://aset.azdoa.gov/security/policies-standards-and-
procedures as applicable for this project?   
 

If NO please describe NEW or EXCEPTIONS to Standards {Network, Security, Platform,  
Software/Application and/or Data/Information}: 

 

 

IV.B Service Oriented Architecture Planning and Implementation 

 Yes No - Does this project qualify as an SOA application by improving application delivery for 
Technology reuse and /or application reuse and / or services reuse?  

IV.C Disaster Recovery Plan and Business Continuity Plan 

 Yes No - Does this project require a Disaster Recovery Plan and Business Continuity Plan? 

IV.D Project Operations 

 Yes No - Is there a written assessment of short-term and long-term effects the project will have 
on operations? 

IV.E Web Development Initiative 

 Yes No - Is this a Web Development initiative?  If YES, a Notice of Intent (NOI) must be provided. 
Link: http://aset.azdoa.gov/node/15 

 

IV.F IT State Goals 
Please check which goal the project is in support of; if more than one, indicate only the primary goal. 

  Accelerate Statewide Enterprise Architecture Adoption 
 Champion Governance, Transparency and Communication 
  Invest in Core Enterprise Capabilities 
  Proactively Manage Enterprise Risk 
  Implement a Continuous Improvement Culture 
  Adopt Innovative Sustainability Models 
 Reduce Total Cost of Ownership 
 Improve Quality, Capacity and Velocity of Business Services 
 Strengthen Statewide Program and Project Management 
 Build Innovative and Engaged Teams 
 Other______________________ 



 

12 | P a g e  

 

V. Roles and Responsibilities  

V.A Project Roles & Responsibilities: 

 
Please identify Project Roles & Responsibilities: 
 
Project Sponsor – The project sponsor will represent ADE’s business needs for the project.  The Sponsor 

serves as providing the agency commitment to the project, and signs off on any changes or acceptance 

criteria for agreed-upon deliverables.  The project sponsor also provides guidance to the Project Manager 

and implementation team regarding general policy or outcomes.   

 

Project Manager – The project manager serves as the lead for the project and ensures fulfillment of 

tasks and outcomes for the project.  This manager is also the point person for interactions with the vendor 

and any other contractors brought on to implement the project.  The project manager is expected to:  

  

 Plans and conducts meetings with Project sponsor  

 Develops overall Project Plan  

 Manages individual tasks and the resources assigned to accomplish tasks 

 Directs issue management process 

 Completes status reports for ADE audiences  

 Manages any changes in scope 

 Conducts weekly project meetings  

 Signs off on deliverables or change orders along with the Project Sponsor  

 

Solutions Architect – The solutions architect is a vital member of the project team and will assist the 

project team in developing the solution in accordance with ADE standards and guidelines.  The solutions 

architect will assist the project team in resolving issues surrounding the integration with various systems 

as they arise during implementation.   

 

Business Analyst – The business analyst serves as the lead for translating business requirements into a 

format understandable for the technical team.  The ADE business analyst for this project will see most of 

his/her work during the requirements gathering and preparation phase of the project.  The analyst will 

then remain part of the team and will handle ongoing issues and requirement changes as they arise.   

 

Technical Lead – The technical lead serves an important role in supporting the project manager by 

directing technical development, including coding and roll-out of the software but also testing and 

migration processes.  The Technical lead is also responsible for resolving technical issues throughout 

implementation and ensuring the solution meets technical specifications identified by ADE.   

Lead Developer  

Responsible for reviewing the technical detail designs with the Architect/Developer and providing technical 

guidance, defect resolution as needed, and providing regular updates to the Project Manager.  
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Developer 

Responsible for development and unit testing the requirements/use cases and detail designs, with defect 

resolution as needed.  

Data Analyst 

The data analyst role for this project is critical for documenting and explaining the relationships between 

various data elements within CSF system and other integrated systems.  The Data Analyst will also 

develop the new database design and data warehousing schemas.   The data analyst will also support the 

technical lead and project manager during the testing and migration phase of the project to ensure that 

business data is being handled properly and is able to be used as required by ADE.   

Quality Analyst 

Responsible for Creating and maintaining a Master Test Plan, Ensuring availability of resources ,   

Estimating, budgeting, and planning, Executing the master test plan within budget and time constraints, 

Reporting on progress and quality of end product, ensuring that all conditions have been met. 

 
ADE will be contracting the above listed positions, please see itemized list in Appendix A 

 
 
Please indicate Project Manager Certification: 
 

The project manager assigned to the project is:  
  Project Management Professional (PMP) Certified 
  State of Arizona Certified 

   PM Certification not required 
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VII. Project Timeline {A} 

VII.A Project Schedule 

Provide estimated schedule for the development of this project. These dates are estimates only; more 
detailed dates will be required at project start up once the project schedule is established.  

 
Project Start Date: 07/01/2013 

 

Project End Date: 03/31/2014 
 

VIII. Project Financials  
 
Select if this PIJ will include Assessment Only funding details or full project funding details.  
 

Project Funding Details   Select One  Pre PIJ Assessment Funding Details Only 

        Full PIJ Project Funding Details 

VIII.A Pre-Assessment Project Financials {Required for Pre-Assessment PIJ Only} 

  
Project Funding Details for Pre-Assessment Project Investment Justification Only  
  
Assessment Costs are the sum of all costs expended during the initial discovery phase of a project to get to 
the point of understanding the true project scope, cost and schedule.  Development Costs are the sum of all 
expenditures through implementation of the initiative including Assessment Costs. Operating Costs are the 
sum of all on going expenditures after implementation.  
 
 (Double click on table below – add funding in whole dollars and then click outside the table to return to Word doc) 

Category  FY__2014  FY_2015  FY____    FY____  FY____  Total 

Assessment Costs -$                           

Development Costs -$                           

Total Development Costs 

(including Assessment)
 $                   -  $                   -  $                   -  $                   -  $                   -  $                          - 

Operational Costs (if 

estimate is available)
-$                           

Total Estimated Project 

Costs
 $                   -  $                   -  $                   -  $                   -  $                   -  $                          - 

 ESTIMATED COSTS 

 

VIII.B Detailed Project Financials {Required for PIJ Approval} 
 

Development and Operational Project Funding Details  
 

Funding Categories: 
 
Professional and Outside Services: The dollars to be expended for all third-party consultants and contractors. 
Hardware: All costs related to computer hardware and peripheral purchases for the project. 
Software:  All costs related to applications and systems related software purchases for the project. 
Communications:  All costs related to telecommunications equipment, i.e. switches, routers, leased lines, etc. 
Facilities:  All costs related to improvements or expansions of existing facilities required to support this project. 
License & Maintenance Fees: All licensing and maintenance fees that might apply to hardware, software and any other 
products as up-front costs to the project (ongoing costs would be included under Operational expense). 
Other:  Other IT costs not included above, such as travel, training, documentation, etc. 
     NOTE: FTE costs may be included in section VIII.e below, as required. 
 
 (Double click on table below – add funding in whole dollars and then click outside the table to return to Word doc) 

 
















