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Introduction

1.1 Purpose

This [insert LEA name] CALPADS Preparation Project Plan provides the direction for [insert LEA name]’s project to prepare for the California Longitudinal Pupil Achievement Data System (CALPADS). It defines project scope, roles, responsibilities, and defines how change will occur during the project. 

1.2 Background

CALPADS will include student demographic, program participation, grade level, enrollment, course enrollment and completion, discipline, statewide assessment, teacher assignment, and other data required to meet federal No Child Left Behind reporting requirements. To fully comply with federal law, CALPADS will longitudinally track individual student enrollment history and achievement data. Additional information on CALPADS can be found on the California Department of Education’s website at http://www.cde.ca.gov/calpads and on the California School Information Services website at http://www.csis.k12.ca.us/library/calpads/.   
A key objective of CALPADS is to provide longitudinal student data for analysis and reporting. The CALPADS environment will provide the ability for local education agencies (LEAs) to generate a limited number of standard queries and reports, such as student enrollment history, course profile, student assessments, teacher profile, and school performance. LEAs will be able to apply standard filters (e.g. date range, school type, gender, grade level, etc.) and summary capabilities to the standard reports as well as to extract and download their data from CALPADS to conduct their own analyses using their local analysis tools. 

LEAs will use CALPADS to:
· Assign a student a unique ID or look up an existing student in the State.

· Upload data at different points during the school year to support state reporting, including all or parts of the Consolidated Application (ConApp), California Basic Educational Data System (CBEDS), Language Census (LCEN), and Student National Origin Report (SNOR) reporting.

· Update the data needed for pre-ID labels prior to an assessment event.

· Download data from CALPADS to support their own data analysis or to view reports on line about their students’ academic performance and demographics.

LEAs are required to submit data to CALPADS to comply with the No Child Left Behind Act of 2001 and Senate Bill 1453 (Chapter 1002, Statutes of 2002). Each local education agency is responsible for its own preparation for CALPADS.
1.3 Project Scope Statement

The scope includes all tasks necessary to prepare [insert LEA name] for CALPADS so that [insert LEA name] is ready to:

· assign and maintain Statewide Student Identifiers in CALPADS beginning in August 2009, 
· report enrollment, graduate, dropout, course enrollment, program participation, staff assignment, and staff demographic data to CALPADS in the fall of 2009,

· report English leaner and immigrant status to CALPADS in the spring of 2010,

· report course completion, discipline, program participation, student waiver, and staff demographic data to CALPADS at the end of the 2009-10 school year. 
The scope of this project includes work to:

· assess [insert LEA name]’s readiness for CALPADS identify the gaps in current data collection and maintenance procedures, 
· make recommendations to address those gaps to [insert LEA name]’s leadership, 
· develop a task list to address gaps that includes tasks, the person responsible and the beginning and end date for each task,
· identify which local forms and procedures need to be modified to prepare for CALPADS, update those forms and procedures, and train staff on those changes,
· implement changes to [insert LEA name]’s student information system (SIS) so that it is CALPADS ready,

· document changes in the SIS and train all staff using the SIS on changes implemented for CALPADS,

· identify which staff members will be submitting data to CALPADS and train these staff on how to submit data to CALPADS submissions, and
· [insert additional language as needed to fit the local decisions.]
1.4 Major Milestones

The following are significant milestones for the CALPADS preparation project:
	Task

[In this column, insert key tasks that must be completed to prepare the LEA for CALPADS. Suggested tasks are included below to assist the LEA, but the list should be modified as necessary according to LEA needs.]
	Completion Data

[In this column, insert local completion dates for each task. Suggested dates are provided, but adjust as necessary. If possible, complete tasks before the dates suggested below.]

	Update local enrollment and human resources forms to comply with new federal requirements for collecting race and ethnicity.
	[This must be completed prior to beginning registration for the 2009-10 school year.]

	Assess [insert LEA name]’s readiness for CALPADS identify the gaps in current data collection.
	March 6, 2009

	With SIS vendor (or IT staff if using a custom system), determine when updates for the SIS will be available and if the LEA staff will be responsible for making changes to the local code sets to comply with CALPADS requirements.
	[Date will vary depending upon the SIS vendor’s schedule. Talk to your SIS vendor as soon as possible to determine this date.]

	Based upon CALPADS requirements, determine when gaps need to be addressed and what local forms and procedures will need to be modified to address gaps.
	March 13, 2009

	Make recommendations to address those gaps to [insert LEA name]’s leadership.
	March 20, 2009

	Develop a task list to address gaps that includes tasks, the person responsible and the beginning and end date for each task.
	March 20, 2009

	Update local procedures that need to be modified, and train staff on those changes.
	August 3, 2009

	Implement changes to student information system (SIS) so that it is CALPADS ready.
	August 3, 2009

	Document changes in the SIS and train all staff using the SIS on changes implemented for CALPADS.
	August 3, 2009

	Send key staff to IBM training on CALPADS
	July 15, 2009

	Locally train other staff that will be submitting data to CALPADS on how to complete CALPADS submissions.
	August 3, 2009

	[insert additional language as needed to fit the local decisions.]
	


1.5 LEA Roles and Responsibilities

The LEA Team project staff roles and responsibilities are as follows:

	Role
	Responsibilities
[Instructions: Adjust the roles and responsibilities as appropriate to the LEA’s size and staff.]

	Project Sponsor
	 Serves as the member of the LEA’s leadership team responsible for providing guidance to and oversight of the project

 Provides direction to team members

 Communicates progress and issues to other members of the LEA leadership team

 Communicates the importance of data management and CALPADS preparation work, empowers staff, and hold them accountable for completing the work,

 Resolves disputes when they arise to ensure project tasks are completed on time
 Ensures team members have sufficient time to complete project tasks

 Ensures resources are allocated for SIS training, CALPADS training, and updates to the SIS. [Note: CALPADS training will be provided by IBM at no cost to the LEA, but staff do need time to attend this training in late June or July.]

	Project Coordinator
	 Prepares tasks list and key dates and monitors whether work is on track to be completed by the due dates
 Reports status to team members, project sponsor, and other LEA staff members to keep all informed about goals and status

 Schedules team meetings and, with input from team, creates team agendas that focus the team on getting the necessary work done by the target dates

 Identifies which CSIS tools will be helpful to the team [see http://www.csis.k12.ca.us/library/calpads/ for these tools] and makes them available to the team

	CSIS Coordinator
	 Receives regular communications from CSIS and CDE and shares this information with team
 Assumes responsibility for understanding the data that must be submitted to CALPADS
 Works with other team members to define data standards consistent with CALPADS data requirements
 Works cooperatively with other team members to establish updated data entry procedures if necessary
 Helps team members understand strengths and weaknesses of current data management procedures, including common errors with respect to the LEA’s enrollment, demographic, exit and program participation data and assists in modifying procedures to help the LEA be CALPADS ready

	CBEDS

Coordinator
	· Often serves as the data steward for student demographic data,

 Assumes responsibility for understanding CALPADS requirements with respect to student demographic data 

 Works cooperatively with other team members to define data standards consistent with CALPADS requirements
 Works cooperatively with other team members to establish updated data entry procedures if necessary

	Program Managers
	 Serve as the data stewards for program participation data and assumes responsibility for the quality of program participation data for the program the staff member represents,

 Define and maintain, or oversee the maintenance, of program-related data (e.g. Special Ed or Migrant Ed)

 Ensure program participation data required by CALPADS will be available for the required submissions

	Human Resources (HR) Staff
	 Serve as the data stewards for staff data and are the resident experts in staff data
 Ensure teacher and classified data are available for CALPADS reporting
 Define and maintain or oversee the maintenance of HR data, forms, and procedures for collecting this data.

	Site Staff
	 Assist the team in understanding data challenges and make recommendations for improvements in data collection and maintenance processes
 Ensure new or revised procedures work
 Build buy in among site staff for changes implemented to ensure the LEA is ready for CALPADS

	Chief Technology Officer 
	 Understands the LEAs data systems and oversees the linkages between data systems necessary for data sharing between systems to avoid redundant data entry
 Ensures leadership and the team members understand what technology can and can’t do to

 Coordinates timely updates to the SIS so that it is ready for CALPADS implementation 
 Supports needed modifications to data entry and maintenance procedures to ensure CALPADS readiness

 Build buy in among technology staff for changes implemented to ensure the LEA is ready for CALPADS


2. Project Approach and Schedule/Task List
2.1 Project Schedule/Task List
The list of project tasks, staff assignments and due dates may be maintained in a tool specifically designed for project schedules (e.g. Microsoft Project), a spreadsheet, a text document, or a calendar. For this project, this information will be maintained in [insert the type of document that will be used] and will be stored [insert where the document will be stored. LEAs are encouraged to store the document in a place that is accessible by team members and interested staff members].
2.2 Change Authorization

Changes to the scope, timeline, and staff roles and responsibilities must be approved by [insert the name of the person with authority to authorize changes. If different people will approve different types of changes, document that in this section of the plan.]
2.3 Assumptions and Constraints

This project plan is based upon the following assumptions:

1. The Project Team members and resources will have adequate time to accomplish the assigned tasks for this project.
2. Project Team members will review and use the resources posted on the CSIS CALPADS web site at http://www.csis.k12.ca.us/library/calpads/ 

3. LEA leadership will monitor the progress of the team and provide leadership and direction for the project.

4. [insert other assumptions as appropriate.]
2.4 Systems of Records
[Insert the various systems the LEA will use during the project as their systems of record, including:]
5. Student information system: [insert name]
6. HR System: [insert name]

7. Special Education: [insert name]

8. Food Service: [insert name]

9. [continue listing systems as appropriate]
3. Communications and Project Reporting
3.1 Project Meetings

[Document here how frequently the team will meet and include in the Appendix a sample format of the agendas. (A sample is included in the Appendix A of this template.)]
3.2 Project Status Reporting

[Document here how project schedule individual task status reporting will be reviewed at the team meetings. Include whether team members will share information at meetings or if they will send status to team members through email or another mechanism. Also document who will keep the schedule/task list updated and how this person will gather from other team members the data necessary to do so.]
[Also document the format what will be used for project status reporting. The Project Status Reports should detail the progress and status of the team’s activities, including significant accomplishments, milestones and problems. The Project Status Report includes, but is not limited to, the following information:

· Accomplishments and completed tasks

· Upcoming activities and tasks

· Previous activities and tasks not accomplished, the reason for not accomplishing them, and the plan for bringing them back on schedule, including associated risks and costs

· Issues, anticipated problems, and recommendations for resolution

· Risks and associated updates on mitigation strategies

· Deliverable status and anticipated due dates

· Appendix C contains a sample Project Status Report template.]
Appendix A: Sample Team Meeting Agenda
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Appendix B: Sample Team Status Report
Green = Task on track to be finished by the target date
Yellow = Task at risk of not being finished by the target date

Red = Task overdue or will not be finished by the target date

	Project Status Report  
	Date:  Feb 

	Project Name:   CALPADS Preparation Project
	

	Team Coordinator: 
	

	Section 1
	

	Key Tasks


	Target Date
	Actual Date
	
	
	
	Issues/ Concerns 

	a. 
	
	
	
	
	
	

	b. 
	
	
	
	
	
	

	c. 
	
	
	
	
	
	

	d. 
	
	
	
	
	
	

	e. 
	
	
	
	
	
	

	f. 
	
	
	
	
	
	

	g. 
	
	
	
	
	
	

	
	
	
	
	
	
	

	h. 
	
	
	
	
	
	

	i. 
	
	
	
	
	
	

	j. 
	
	
	
	
	
	

	k. 
	
	
	
	
	
	

	l. 
	
	
	
	
	
	

	Work activities from previous week (short description)
	

	Proposed project schedule changes
	

	Risks and issues requiring leadership attention 
	

	Proposed Next Steps to address risks and issues
	

	Section 2 - Document below all Actions/Decisions discussed during the Leadership Team Meeting

	Action/Decisions Required From the Team
	

	Actions/Decisions Required From Leadership Team
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		CALPADS Preparation Team Meeting



		

		Date


Time


Location

		January 15, 2009

2:30 pm


Room 6303



		Attendees:

		



		Purpose:

		Review ongoing work to prepare for CALPADS, ensure work is on track, and address any emerging problems





		Agenda Topics



		1. Review of agenda and modifications if necessary


2. Review of action items from previous meetings


3. Review of the schedule/task list for tasks underway

4. Brainstorming of possible actions to address any tasks that are not on track to be completed on time and consensus building on actions to take

5. Review of upcoming tasks and discussion of actions needed to keep these tasks on track

6. Review of communications that need to be sent and identification of responsible parties

7. Roundtable – Additional issues, concerns, discussion items

8. Review of action items to carry forward to next meeting
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