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INTER-OFFICE CORRESPONDENCE 
LOS ANGELES UNIFIED SCHOOL DISTRICT 

Independent Analysis Unit 
 

Date:  May 8, 2003 
 

To:   José Huizar 
    Board Members 
    BFAT Committee Members 

 
From:  Chuck Schepart 
    Roger Rasmussen 

 
 

Subject: IAU COMMENTS ON INFORMATION TECHNOLOGY PROPOSALS AND 
CERTIFICATES OF PARTICIPATION (COPs) 

 

 
SUMMARY 

 
At your request, we reviewed District staffs’ proposal to implement and fund three 
enterprise software systems.  This proposal is coming to Thursday’s BFAT Committee.   
 
The consensus of several audits and District staff recommendations is that the District’s 
student information and business systems need replacement.  We concur.  We believe 
that the Integrated Student/School Information System proposal is sufficiently detailed.  
We believe that once District staff has completed defining the other two projects 
(Financial and Human Resources), they should provide appropriate information to the 
Board.  
 

COMMENTS 
 
District staff has proposed a number of initiatives to improve the District’s business 
practices in the areas of budgeting, procurement, accounts payable, personnel, and 
database management.  These initiatives strongly rely on replacing our current 
information systems with better-integrated and more powerful systems.   District staff 
has indicated that successful implementation of these initiatives will result in improved 
business performance and possible cost savings due to improved efficiencies. 
 
The May 8, 2003 BFAT Committee agenda contains several inter-related proposals 
regarding replacement of three current software systems (Student Information, 
Financial, and Human Resources) with enterprise software systems.   
 
• Agenda Item No. 2 proposes the replacement of three current software systems.  It 

contains a 5-year financial plan calling for a total of about $205.3 million to 
implement the proposal.  Approximately $132.7 million in Certificates of 
Participation (COPs) would be used.  The remainder of the funds would come from 
existing ongoing IT funds ($50.1 million) and proposed new IT funds ($22.5 million). 

 
• Agenda Item No. 3 requests Board approval of contracts of approximately $46 

million to implement the ISIS project. 
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• Agenda Item No. 4 proposes the issuance of up to $140 million in COPs to help 

finance the replacement of three software systems.  [Note:  we understand that a 
more recent Board Report combines this item with Agenda Item No. 2.] 

 
 

ESTIMATED COST TO REPLACE IT PROJECTS 
(Excluding Debt Service) 

(Estimated 5-Year Costs in Millions of Dollars) 
 

 Information Technology Projects 2003 
COPs

Future 
COPs 

Other 
Funds

Total 
Costs

Integrated Student/School Information System 44.3 18.4 47.4 110.1
Enterprise Financial System 23.0 13.5 13.6 50.1
Enterprise Human Resources System 21.0 12.5 11.6 45.1

Subtotal 88.3 44.4 72.6 205.3
Undesignated 1.7 5.6   

TOTAL 90.0 50.0   
 

Estimates for replacing the IT projects is based on the information in Agenda Item No. 
2.  The proposal estimates that $132.7 in COPs is needed over five years to implement 
the IT projects.  The draft COPs proposal (Agenda Item No. 4) allocates up to $140 
million in COPs towards the IT projects.  
 

Integrated Student/School Information System 
(Agenda Items 2 – 4) 

 
We believe that the ISIS project should move forward.  An improved student 
information system is needed.  We have confidence in the team that selected the 
software.  We believe that an acceptable product has been identified (SchoolMax).  We 
think the timeline is reasonable (50 months) and that project costs ($107 million) are 
within the ballpark.  We believe the proposed project will satisfy the Chanda Smith 
Consent Decree requirements. 
 
District staff has identified various funding sources.  However, no mention is given to 
seeking State reimbursement for all costs.  We believe this project is reimbursable 
under State law since it is a consent decree.  We think District staff should seek 
reimbursement, even if State funding is years away. 
 
The District is already implementing a related short-term project to increase Medi-Cal 
reimbursement.  However, the financial value is uncertain because of changes in State 
reimbursement guidelines. 
 

Financial and Human Resources Systems  
(Agenda Items 2 and 4) 

 
While not detailed, District staff proposes replacing the current financial and human 
resources systems.  The Chief Information Officer (CIO) made the business case for 
replacing these systems in her 5-year IT strategic plan (presented to the BFAT 
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Committee in March 2003).  The Inspector General has supported the replacement of 
these systems in various audits (for example, LAUSD Payroll Best Practices Review 
(April 2001)) and most recently in his Management Challenges memo to the Board on 
January 21, 2003. 
 
While we have not investigated the proposed Financial and Human Resources 
Systems, we believe that the OIG has documented the problems with the current 
systems and the need to replace them.  The CIO has also pointed out that there are 
over 100 software systems/databases that need consolidation to run the District’s 
business systems efficiently.  We generally support District’s staff’s proposal to 
replace the financial and human resources systems.  However, staff is in the 
process of defining what functionality they want and the method of project 
management.  When a more specific contract proposal comes to the Board, we would 
like to see an estimate as to the potential cost savings the District would expect by 
selecting the preferred software.  We believe that the Board should have this 
information before a final decision is made. 
 

Issuance of COPs 
(Agenda Item 4) 

 
Based upon the Board Report, District staff has identified earlier Board actions 
authorizing the expenditure of District funds for specific capital projects.  It should be 
clearly acknowledged that General Funds are used to pay the annual debt service 
created by the issuance of COPs.  While debt service is expected to be about $1.9 
million in fiscal year 2003-04, it will peak to approximately $19 million in fiscal year 
2008-09.   In fiscal year 2012-13 the debt service will decline to about $6.5 million per 
year through fiscal year 2014-15.  Given this information, the Board should be aware 
that funding for other priorities might have to wait until the current fiscal situation 
improves. 
 

RECOMMENDATIONS 
 
The consensus of several audits and District staff recommendations is that the District’s 
student information and business systems need replacement.  We concur.  However, 
we believe proposals to purchase major capital assets should contain as much as 
possible the following information to assist the Board in its decision-making: 
 

• The functionality expected of the new system 
• A detailed scope of work to be done 
• A detailed budget of costs related to the scope of work 
• Sources of funds to be used to implement the project, including new sources of 

funds 
• The number of District personnel needed to complete the project, including 

anticipated new hires 
• Identification of executive sponsor and other key management personnel 

responsible for the project 
• Timelines that show major milestones and decision points 
• Details on reporting and oversight by District or other committees 



 

4  

• Anticipated costs savings if any, including reduction in staff or reliance on outside 
contractors 

• Other benefits derived by implementing the project, including improved efficiency 
or effectiveness. 

 
We believe that the information identified above has been developed for the ISIS 
proposal.  However, the other two systems proposals are not as developed at this time.  
Staff intends to bring back more detailed information about these projects before 
issuing contracts to implement them. 
 
We are particularly concerned that there should be a “business case” that estimates 
benefits of any proposed purchase of business software.  The business case should 
show specifically either how service would be improved or savings would be realized.  
Many capital asset projects can have a profound effect on how the District serves its 
customers and the public and at the same time can reduce the cost of District 
operations.  We believe that District staff should increase its efforts to quantify these 
benefits. 
 
Cc:  Superintendent Romer 
  Mr. Buresh 
  Dr. Zeronian 
  Mr. Gotsch 
  Ms. Klee 
  Ms. Fong 
  Mr. Mullinax 
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