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Approve the Agreement between Oakland Unified School District (“OUSD” or “District”) and
the Alameda County Office of Education (“ACOE”) for the purpose of upgrading and
implementing the District's new Business and Operations System to support the District’s
Business and Operations Portal.

0OUSD has used Sungard’s Integrated Finance and Accounting System (“IFAS™) as its primary
operating system since January 2004. Sungard required OUSD to upgrade IFAS from version

7.7 to 7.9 in November, 2015, as IFAS stopped supporting version 7.7. OUSD used IFAS 7.7 for
over four (4) years and was one of Sungard’s last customers to upgrade. The IFAS upgrade
presented multiple challenges so severe that it was a practical downgrade. Key issues
included: (1) reduction of reporting capacity; (2) delays in entering and receiving data; and (3)
numerous data inaccuracies, in addition to: (4) tripling the time to complete key operations;
(5) multiple unplanned outages; and (6) constant unexpected errors and system disconnections.

Ratifying this Agreement will ameliorate issues impacting OUSD's functional departments, but
will more importantly align OUSD with ACOE's fiduciary duties relative to the District. Due to
the 2012 revision to the conditions governing the District's state loan (Swanson Bill), the ACOE
Superintendent will serve as the District's authoritative OUSD fiduciary upon the transition of
financial oversight from the state to ACOE.

Because ACOE has selected Escape as the exclusive vendor for ACOE's business and operations
system, Escape is the sole provider of ACOE's connections to its constituent districts. By not
currently operating on the ACOE/Escape system, OUSD is now the largest county school district
outlier. As a result, it is in OUSD's best interest to enter into this Agreement. Doing so will
secure a sub-license to procure Escape’s software, ensure the District's hosting by ACOE, and
provide a wholly integrated business and operations solution, comprised of human resources,
finance, budget, accounting, and payroll systems.

Ratification of professional services contract between OUSD and ACOE. Services to be
primarily provided to OUSD for the period of November 1, 2016, through June 30, 2021.

Unrestricted general purpose funds not to exceed $5,964,494 over the next five (5) years.

Professional Services Contract (including scope of work); Executive memorandum; Powerpoint
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To: OUSD Board of Education
From: Antwan Wilson, Superintendent
Vernon Hal, Senior Business Officer,
Dr. Carey Hawkins Ash, Esg., Deputy Chief, Strategy & Implementation
Ruth Ruth Alahydoian, Chief Financial Officer
Tara Gard, Interim Deputy Chief of Talent
Susan Beltz, Interim Chief Technology Officer
Guillermo Echeverria, Deputy Chief of Continuous Improvement and Project Management

Subject: Business and Operations Portal (Financial and Talent System)
Date: October 26, 2016

OVERVIEW & OBJECTIVE

e The goal of this project is to design and implement a new Business and Operations System (Escape),
which will be the operating system backbone to Oakland Unified School District's (*OUSD” or “District”)
Business Operations Portal. Escape is the system currently used by a majority of school districts in
Alameda County and by the Alameda County Office of Education (“ACOE”).

e We are requesting the Board of Education’s approval of the agreement between OUSD and ACOE for
the amounts of $2,500,272 (over two (2) years) and $3,464,222 (over three (3) years) for a projected
total of $5,964,494 over five (5) years.

SUMMARY

e The Business Operations Portal has already launched with our updated intranet, and gives all District
employees one single place to go for their interactions with human resource and finance data via
various tools with a single sign-on using District email. However, it is the Portal's underlying support
system that must change.

e While auxiliary applications are currently available on the Business Operations Portal (e.g. Contracts
Online; SmartFind Express; Financial Transparency Dashboard), the new Portal backbone will include
all the applications necessary to effectively operate both the Talent and Finance Divisions, while
providing meaningful data and tools to our staff at schools.
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OUSD has used Sungard’s Integrated Finance and Accounting System (IFAS) as its primary operating system
since January 2004. Sungard required OUSD to upgrade IFAS from version 7.7 to 7.9 in November 2015 as
iFAS stopped supporting version 7.7. OUSD used IFAS 7.7 for over four (4) years and was one of Sungard’s
last customers to upgrade.
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The IFAS upgrade presented multiple challenges so severe that it was a practical downgrade. Key issues
included:

e Reduction of reporting capacity;
e Delays in entering and receiving data; and
e Numerous data inaccuracies.

Additionally, performance and stability are much worse since the upgrade. For example:

e Many key operations take over three times (3x) as long;
e Muitiple unplanned outages;
e Constant unexpected errors and system disconnections.

As a result, staff in multiple operational departments are working extended hours as the system takes a longer
time to enter and review data. Customers are experiencing delays and errors, which reduce their trust in the
system.

Tale—* €=~~~ P-5inesg -~ M~=~=~*i~~~ Gystem ""*~*ory
In light of the ongoing problems with IFAS, Talent moved forward with a switch to Workday’s human capital
management system and worked with Sungard to create an application program to interface IFAS with
Workday so data could be communicated between Talent and Payroll. At the last minute, just as the interface
was to begin testing, Sungard informed OUSD that they would not support the data interface. The result is that
OUSD will not be able to implement Workday.
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The District conducted an evaluation process and as part of this process, the District’s leadership developed a
set of expectations in our search for a replacement operating system:

1. The system has to be proven in a California K-12 organization of comparable size to OUSD.

2. Payroll and employee management functions must be in the same system.

3. If multiple systems need to be interfaced to support core functions, the interface must have been
previously implemented by the vendor in other California K-12 districts.

4. The system must implement the basic core financial, accounting, payroll, and employee management
operations.

5. The new system must include all current system functions.

6. The live date of the new system must begin July, 2018.

After the evaluation process, the district leadership determined that Escape was the best solution and it will
meet the majority of the needs contemplated by Finance and Talent departments.
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The benefits of purchasing the Escape system are:

e The system is contracted and hosted by Alameda County Office of Education (ACOE) which will
improve support and accountability.

e The vendor has recent, applicable implementation experience in Alameda County (e.g. Fremont Unified
and Castro Valley Unified School Districts).

e The system has proven compatibility with California’s K-12 education and financial reporting systems.
The system is a wholly integrated solution, comprised of human resources, finance, budget,
accounting, and payroll systems.
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OUSD desires to use the same system as ACOE, which will increase accuracy, integration, and reporting
efficiencies. As part of the evaluation process, and In order to gauge buy-in, OUSD conducted internal
stakeholder sessions with multiple departments to determine if Escape will deliver a better service to OUSD
customers from April to October, 2016. Based on the session outcomes, we are confident that Escape will
deliver a better system to users across the organization.

EFj-=~=-i~! C--~iderations
The outline of costs for our move to Escape are as follows:

e Our one time external implementation costs are estimated to be $617,773. This consists of:

Project management;

Data conversion;

Custom interface development;
Staff training; and

Vendor travel.
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The above costs will be incurred from November, 2016, through June, 2018 and are represented in the chart
below.

e Ourrecurring licensing and hc ing costs are $365,000 per year for ACOE hosting plus an
additional $764,500 per year for Escape licensing. Hosting and licensing fees will increase based
upon CPI (estimated at 2%) starting in 2019-20. In addition, we will incur yearly staff training costs
of $2,500 per year starting in 2018-19.
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Prok m Ma nent — L ate

ACOE will provide problem management status updates to OUSD through phone calls or
email. These notifications will be sent to OUSD when problem management efforts are
underway.

I nRc Ot onT ]
ACOE cannot guarantee a recovery window for problem resolution, due to the unlimited
variations of problems and complexities associated with t m.

ACOE will ensure that problem events receive:
« Immediate dispatch of technical support
« Continuous troubleshooting efforts until problem resolution
. Esci itions, both te nical and hierarchical, as stipulated
« Follow up post-mortem - discovery and suggested preventative measures
« Reporting will be provided via the helpdesk program.
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interruptions differ from an emergency maintenance instance in that the resolution is
known and the time to resolutic s predictable. This type of event is often the result of
the need to interrupt service fo:  given customer in order to affect remedy for another.
Impact though often widespread is typically short in iration.

e [t may be required that users logoff the system.

e Problems may include: patching a system bug, anti-virus fix, database repair, or
rebooting a service or server.

e Notification will be made to the customer using the problem management
escalation routing process
Anticipated time to resolution will be given with the notification.

These occurrences are typically more frequent when the application is in the initial
startup phase of implementation. During this period, there may be more service
interruptions than when the application is more mature. Also, after major upgrades there
maybe service interruptions due as a consequence of the upgrade. We will use test
systems in order to anticipate problems with any upgrade and strive to resolve them prior
to actual implementation

‘ Icy 1

Emergency Maintenance is the work required which cannot be anticipated as part of
scheduled maintenance. While resolution times cannot be predicted, this gives the
notification procedures to be a; ied and assignment of second 1 third-tier support
parties.

« Emergency Maintenance is considered as break/fix.

o The time frame to perform emergency maintenance can range from immediately
to within a 24 hour time period.

« EM window depends on rol m severity, business impact and the customer
Systems Availability Schedule.

« Notification will be made to the customer using the prol ‘m management
escalation routing process. ~ nergency main  ince will be performed at the
recommendation of ACOE technical support groups or the customer named in this
SLA.

o The following groups are recognized as Tier 2 and 3 su; Hrt for applications.

Tier 2 Support

» Network Services

. ata Processing

« Financial Support Service
» Educational Technology

Tier 3 Support
o Application S »port (Non- ZC  e.g. Operating System, Network Equipment
Vendors)

» Vendor Tier 3 Support (Software Vendor’s or suppliers of application software)
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ttended vices

Extended Services are any services not covered in this standard Service Level

Agreement, and must be negotiated with ACOE. Any such services will be documented

and explained to OUSD as they become av.  ible.

SLA Contacts and Authorizations
1 following individuals are identified for the spec ¢ purposes outlined below

OUSD Executive Sponsor

Partner who is authorized to
approve technology
expenditures.

Primary OUSD Contact

Program Manager
authorized to approve SLA
revisions.

operations and database
administration

equivalent

Authorized Support Tier-1 Support
Representative Representative authorized

for Tier-2  IpDesk access
ACOE Hosting Services Hosting — Services Manager | Director, Technology | ACOE
Manager Services or equivalent
ACOE Client Services ACOE Manager charged Manager, Client ACOE
Manager with client services support | Services or equivalent
ACOE Financial Support ACOE Director charged Director, FSS or ACOE
Services Manager with end-user support and equivalent

training for HR and

Financial systems
ACOE Data Processing ACOE Director charged Director, Data ACOE
Manager with data processing Processing or
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Submissions — Processing

All fees incurred by the District will be collected by ACOE via cash transfer with the County Treasurer at
the end of each month.

Accounts | rable:

1. Walk-through requests will be processed at the discretion of ACOE.

2. ACOE reserves the rightto  use any walk-though request.
The first walk-through request approved by ACOE in any given month will notincur a
processing fee. Any subsequent walk-through request within the same month will be
charged a processing fee of $100.00 per request.

Payroll:

1. The District will incur a $1,000.00 per day processing fee for failure to meet the posted End-
of-Month, Mid-Month, or Supplemental Payroll deadlines.
2. Inthe event that the District fails to submit their End-of-Month Payroll on or before the
posted DBS Month End Warrant Cut-off, ACOE will take the following actions:
a. At 10:00am on the posted DBS Month End Warrant Cut-off  :OE will submit and
post the End-of-Month Payroll in its current state on the  strict’s behalf.
b. ACOE will impose a $1,000.00 fee on the District.
3. The District will be responsible for any and all corrections that may be needed in the event
that ACOE is required to process an End of Month Payroll on the District’s behalf.

tions

AP D¢ lline: Date and time that Accounts Payable warrant processing requests are due.
Supplemental Payroll Deadline: Date and time that Supg  nental Payroll processing r its
are due.

Mid-Month Payroll Deadline: [ a and time that Mid-Month Payroll processing requests a
due.

End-of-Month | 'roll Deadline: Data and time that End-of-Month Payroll processing requests
are due.

[ 3 Month-End Warrant Deadline: Fir  day of the month for warrant processing.

Warrant Cancels & Stop Pa-  :nt Deadline: Final day of the  nth for warrant cancels or stop
payment requests.

Walk-through Warrant Processing Request: A request for warrant processing that is outside of
the normal warrant processing schedt idre liress e day processing.
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