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I. General Information  
 

I.a General Information  

 

 

Agency CIO: 

 
Mark Masterson 

 

Contact Phone: 

 
 

 

Agency Contact Name: 

 
Jolene Newton 

 

Contact Phone: 

 
 

 

Agency Contact Email: 

 
 

 

Prepared Date: 

 
July 23, 2013 

I.b Special Funding Considerations  

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

 

II. Project Overview 

II.a Management Summary  

 
I. Problem Description 

 
In 2006, ADE partnered with Arizona State University (ASU) to create Integrated Data to Enhance 

Arizona Learning (IDEAL) to deliver and manage professional learning offered by ADE. IDEAL was built at 
ASU on a Drupal platform using numerous open source technologies. This system has been patched over 
and over again at ASU where support for the open source technologies was available. 
 

ADE took over maintenance and support in 2012; however, ADE IT had long since adopted .NET 
technologies for its applications, making IDEAL difficult to support.  No other ADE systems use the same 
open source technologies as IDEAL. Most importantly, IDEAL does not meet the data standards recently 
recommended by the Data Governance Commission as part of its mandate to improve data quality within 
ADE.  In addition, IDEAL in its present form supports a maximum of 2,000 concurrent users which is well 
below the expected number of concurrent users ADE anticipates for the mandates listed in section III. 
IDEAL does not conform to the ADE long-term sustainability strategy (as listed in section IIb). 
 

A single Request for Proposal (RFP) was released to secure all three instructional support tools 
(Content Management, Learning Management, and Professional Development Administration);  however, 
the selected vendor was unable to meet ADE’s terms and conditions for the instructional support tools bid 
after a thorough vetting and demonstration process. 

 

II. Solution 
 

ADE intends to submit a RFP to obtain competitive pricing and solutions for a Learning 
Management System (LMS).  The preferred provider will offer software as a service solution (SaaS) that 
will meet ADE’s requirements by using a commercial-off-the-shelf (COTS) software.  The remaining 
instructional support tools will be met separately as listed below: 

 

 A Content Management System (CMS) will be developed by repurposing Assessment 
Asset Tracker (AAT), an ADE application that is currently under development. The 
justification, phases and cost are outlined in a separate PIJ. 

 Key general Professional Development Administration/Event Management requirements 
will be included in the LMS RFP for basic event setup, registration, and professional 
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development management for tracking and reporting.  Upon evaluation of the LMS 
vendors, ADE will assess if a separate solution is required. 

 
III. Quantified Justification 

 
National and state mandates and educational initiatives drive the need to provide education 

stakeholders with a LMS that supports the transition from the current Arizona K-12 Academic Standards to 
the ACCS.  Initially, the LMS will serve as the platform for professional development for teachers and 
administrators during the transition, and later the LMS will provide a platform for LEAs that opt in to provide 
online learning opportunities for their students. These mandates include: 
 

 Arizona’s strategic plan for implementing Arizona’s Common Core Standards (ACCS) calls 
for providing extensive professional development support to education stakeholders – in 
particular the leveraging of robust online professional development options to better serve 
our education stakeholders. 

 Arizona’s Race to the Top (RTTT) grant award requires the development and delivery of 
ACCS professional development, through the leveraging of online learning tools to provide 
ACCS aligned professional development to Arizona education stakeholders. 

 Maricopa County Education Service Agency’s (MCESA) has partnered with ADE to assist 
in fulfilling the requirements of MCESA’s Rewarding Excellence in Instruction and 
Leadership (REIL) initiative.  The REIL initiative is funded by a federal Teacher Incentive 
Fund (TIF) Grant from the U.S. Department of Education and requires implementation of 
an Instructional Improvement System (IIS) comprised of capabilities for Educator 
Evaluation, Student Assessment, and Instructional Planning, Delivery, and Management. 

II.b Existing Situation and Problem, “As Is”  

IDEAL, the current solution available at the state level,  
  

 does not meet all of the current and future learning management services needed by ADE 
Business Units; 

 is not user-friendly – creating and managing courses is a cumbersome process; 

 will not scale to support the number of concurrent users ADE anticipates;  

 does not conform to ADE’s long-term sustainability strategy: 

o is not connected to ADE’s authentication system; 

o has no connection to any ADE databases such as Enterprise, HQT, etc.; 

o has limited resources with the expertise in-house to support the technology that 
IDEAL is built on; and 

o would require substantial engineering effort to support K-12 classroom use. 

 
ADE surveyed 180 Arizona LEAs of all sizes and geographic areas. The survey indicated that LEAs 

cannot afford to procure and implement an online system that manages delivery of professional 
development and student instruction. Today, most LEAs deliver professional learning content face to face, 
and manage registration and track professional learning through disparate systems or spreadsheets. 
Additionally, LEAs have limited collaboration capabilities between themselves, and most are currently 
unable to offer locally-facilitated online learning opportunities for K-12 students. 

II.c Proposed Changes and Objectives, “To Be”  

ADE will solicit vendors in order to procure a COTS LMS to replace the online learning delivery 

portion of IDEAL. This LMS will then be made available to ADE and education stakeholders (e.g., LEAs, 

county Educational Service Agencies (ESA), and Regional Centers) as a tool to offer local professional 

development and online instruction, and will be sustained through the collection of cost recovery course 
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fees.  This approach offers a cost-effective option, for both ADE and education stakeholders that choose to 

utilize the LMS, to create and administer online learning for professional development and K-12 learners. 

The vendor solution will be able to integrate with related systems and applications at ADE such as  
ADE’s Identity Management System ADEConnect and the Customer Relationship Management (CRM) 
system. This will provide a source of information for tracking all the learning an educator completes within 
the system, thus aggregating this information in a single repository for reporting, reference, and integration 
with other ADE systems. 

III. Project Approach 

III.a Proposed Technology  

The proposed solution is a COTS SaaS model.  The vendor will provide and host the web-based 
application to administer, store and deliver the Learning Management System. ADE will require the vendor 
to provide training to key personnel, employing a ‘train the trainer’ model to expand training as needed. A 
template model for adding LEAs that opt in will be created to minimize the work and cost involved. 
 

Vendor-provided integration will connect the Learning Management System with ADE’s proposed 
Decision Support & Reporting System (DSRS), which is being developed through a separate project.  Once 
the DSRS is implemented, data from the Learning Management System will be available to administrators 
and teachers that opt in to that system to inform decisions to improve education in Arizona. 

 

III.b Other Alternatives Considered 

 

I. The “Do Nothing or “Use Existing Systems” Alternative 
ADE does not have a Learning Management System that meets all of the current and future 

learning management services needed by ADE Business Units. Existing tools in place cannot scale to the 
number of concurrent users that ADE anticipates to meet the state and national initiatives and mandates.  
ADE must have a system that conforms to ADE’s long-term sustainable architecture strategy (as listed in 
section II.b), and this lack of a LMS places ADE at risk of not fulfilling the requirements of Arizona’s RTTT 
grant, and MCESA at risk of not fulfilling the requirements of its REIL TIF grant.  Districts, schools, and 
charters will continue to have limited options to offer locally-facilitated online professional development and 
student instruction. 
 

II.  The Build Alternative 
ADE considered building, or contracting to have built, a Learning Management System. This 

approach was determined to be too expensive and unlikely to meet the accelerated timeline required for 
Arizona’s RTTT grant, and the MCESA REIL implementation.  IDEAL was developed this way, at a total 
cost of $14 million over six years.  There are a great number of potential vendor products on the market to 
meet this need, making an RFP the best approach to meet the requirements detailed above. 
 

III.c Major Deliverables and Outcomes 

The Learning Management System will be rolled out in a single implementation process.  After 
procurement and initial rollout of the system, operational years will consist of an increase in user licenses 
due to the increasing number of users. There is no planned addition of functionality. 
 

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://www.azgita.gov/policies standards/  
as applicable for this project? 





 9 

Project Sponsor – The project sponsor will represent ADE’s business needs for the project.  The sponsor 
serves as providing the agency’s 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 service delivery 
manager and project manager regarding general policy or outcomes. 

 
Program Manager – The project manager serves as the lead for the project and ensure 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: 

 Primarily, this program manager serves as a Subject Matter Expert for the RFP process and will be 
transitioned with a PMP certified project manager when a vendor is selected 

 Plan and conduct meetings with the project sponsor 

 Develop the overall project plan 

 Manage individual tasks and the resources assigned to accomplish tasks 

 Direct the issue management process 

 Complete status reports for ADE audiences 

 Manage any changes in scope 

 Conduct weekly project meetings 

 Sign-off on deliverables or change orders along with the project sponsor 
 

Project Coordinator 

 Overall project delivery execution 

 Assist in the removal of obstacles and impediments 

 Communications to the project team and third party vendor 

 Overall strategic planning of the project execution 

 Project resource, budget and timeline delivery management 

 Contribute and approve project deliverables 

 Accountable for the completion of all project deliverable and program artifacts 

 

Solutions Architect – The solutions architect is a vital member of the project team and will assist the 
project team in reviewing the solution in accordance with the ADE standards and guidelines.  The solutions 
architect will assist the project team in resolving issues surrounding the hosting and integration with various 
systems they arise during implementation. 

 
Enterprise Architect - Review RFP responses and integration planning from an ADE EA perspective 
 

Implementation Specialist – The ADE implementation specialist serves as the lead for translating 
business requirements into a format understandable for the technical team.  The analyst will handle 
ongoing issues and requirement changes as they arise. 

 Coordinate end-user data exchange 

 Coordinate IMS engagement and integration tasks 

 Coordinate integration deliverables with EA team 

 Perform UAT and facilitate end-user testing 
 

Data Architect – (If needed) create a data process to transition to and from the LMS within the ADE 
reference architecture. 

 

Developer – (If needed) Create and/or expand upon the API provided by the vendor’s solution. 
 

Quality Assurance Analyst - Responsible for creating and maintaining test cases, estimating and 
planning, executing the test Quality analyst provides reporting on progress and quality of end product, 
ensuring that all conditions have been met. 
 
V.b  Please indicate Project Manager Certification: 
 

The project manager assigned to the project is: 

  Project Management Professional (PMP) Certified 

  State of Arizona Certified 
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Describe additional details on scores > 3. 

Client Satisfaction – Implementation of these capabilities will make the jobs of education stakeholders easier 
and more productive rather than having to attend professional learning opportunities face-to-face.  This 
enables “anytime anywhere” education. 

Customer Service – LEAs are currently looking for solutions to better provide and manage online professional 
development and student instruction, so the timing for implementing these solutions is critical.  Identifying 
needs and making high-quality solutions available to LEAs that they can opt in is a valuable service that ADE 
can provide, freeing individual LEAs from researching, procuring, and implementing individual solutions for a 
common need. 

Legal Requirements – Implementation of this solution satisfies the federal requirements of MCESA’s TIF 
grant, and the federal requirements of Arizona’s RTTT grant. 

VII. Project Timeline  

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: 

 

September 30, 2013 

Project End Date: 

 

June 30, 2014 

 
 

VIII. Project Financials  

 

Project Funding Details     Pre PIJ Assessment Funding Details Only  

       Full PIJ Project Funding Details 
 
 

VIII.b Detailed Project Financials  

 

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. 
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