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c Es» cBiPina conciL maio-nN pilot test nsiKS

The ESV Conputer Council ms required by the 1983 Legislature to review the 
Oepartaent evaluation of a test of mlcroconputer finance systems and present 
findings to the Legislature during February 1964. This position paper Is 
submitted to the Legislature In response to that mandate.

NlCW-no Pilot Test
Pilot test districts Mre selected by the Department after Issuing a general 
Invitation to all districts for their participation In the test. From the 
eighteen districts responding with an expression of Interest, seven were chosen 
to participate after analysis of several characteristics of the applicant 
district Indicating an ability to meet the following criteria;

0 District processing and storage needs can be met within the
limitations of the microcomputer hardMre and softMre. Districts 
with a large number of accounts, vendors or transactions (usually 
districts with 1,000 or more pupils) were eliminated while those with 
a small enrollment and/or a simple account structure Mre considered 
as test candidates.

0 Districts win have varying levels of previous microcomputer and 
accounting expertise, they win have different organizational 
structures and should be geographically disbursed. In order to 
Identify the relationship between expertise In the micro area and 
likelihood of success in operating a stand alone system, districts 
Mre chosed to reflect varying degrees of expertise. Similarly, 
differing administrative personnel structures of districts Mre 
desired so that analysis could be made regarding the likelihood of 
successful stand alone computing In various organization structures. 
Finally, differing ESV regional membership ms considered a criteria 
so that as many regions as possible could gain experience with the 
system and so that data regarding the Impact, if any, of differences 
In regional operations on the success of the test could be gathered.

0 Districts must have access to a 48K Apple microcomputer with at least 
two disk drives and a printer.

Seven districts Mre chosen to participate In the test. Five of these 
districts; hlalnvlew, Randolph, Brooten, Mazeopa and Nicollet, Muld test a 
HECC developed floppy disk system, while Ortonville and Holdingford, the other 
pilot districts, Mre designated to test a MECC develooed hard disk system.
The data of tM test districts, Plainview and Randolph, would be transmitted 
directly to the Department on a diskette while the data of the other test 
districts Muld be submitted to the region of affiliation.

The pilot test ms scheduled to commence In July with data conversion and 
subsequent live operation of one district followed by periodic conversion 
thereafter of the other districts. It ms anticipated that the pilot districts 
Muld operate on a parallel basis (using both the regional and the microcomputer 
systems) for a while and Muld begin stand alone operation only after a period 
of successful parallel operation. However, the pilot test did not begin on 
schedule, due to various delays In the development process and~^ogramm1ng
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■bugs", t»» first district wss not able to oven begin a parallel operation 
until Decenber. Tbe conversion of other districts mbs consequently delayed 
until systan problaes could be resolved. As of this writing, two of the seven 
pilot districts are fully operational, another district Is getting close to 
live operation and the renalnder are waiting to begin the preliminary phases of 
conversion. The hard disk software was made avall^le to the districts testing 
that version last week and the development of some components of both systems 
have not yet been completed or tested.

As might be expected, serious evaluation problems are the result of the delayed 
pilot test schedule. Following 1$ a description of the nature of thise 
problems:

0 It Is unknown whether system malfunctions will appear as the voliaae 
of transactions and mass of data stored over a period of months 
Increases.

0 Since only two districts have fully operated the floppy disk svstem, 
valid conclusions regarding district staff time reoulrements for 
operating the system and desirable district personnel expertise and 
organization cannot be drawn.

0 Valid conclusions regarding the reoulred level and probable cost of 
supporting districts using these options cannot be drawi.

0 There Is limited experience with the operation of the system In 
dls^'lcts with different accounting structures and data processing 
needs.

0 Whether the system will successfully produce regulred year end 
reports has not been fully tested.

0 The system has not been audited.

0 Because the system Is not fully developed, it Is unknown whether all 
of the system components will work.
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Mhlle Miv aspects of the systew trill be Impossible to evaluate until a 
complete pilot test has been conducted, there are some findinqs that can be 
presented at this time. First, «« find that the system Is appropriately 
designed and well documented. We also know that major parts of the floppy disk 
system work In four of the test districts. Although the operation has not been 
smooth In those districts, "bugs* are to be expected during a pilot test of any 
systma and their presence does not necessarily Indicate that the system will 
not work. It merely Indicates a need for additional correctlno and testing.

Second, we find that a significant degree of district expertise In finance 
accounting/data processing OR a high level of support from an organization with 
that expedite will be required for successful conversion and operation In the 
remaining pilot districts and any other districts converting from the mainframe 
system to the HICRO-FIM system In the future. It appears that use of system 
requires a significant training and conversion effort for most districts—an 
effort for which the pilot districts have required outside assistance. It 
should be noted that only those districts with a high Interest level and good 
probablll^ for success were chosed to participate In this test. Therefore, we 
can also predict that training, conversion and oneratlon oroblems will be even 
more significant when the system Is made available for expanded use.

ThIrJ, we find that provision of the necessary accounting and data processing 
support cannot effectively be accomplished by adding responsibilities to the 
functional resoonslbllltles of existing Department employees. Significant 
amounts of travel and In-dlstrict assistance time has been required to date In 
"rlnqlng uo* the districts currently operating the system. While It Is 
possible that the remaining pilot districts can be successfully brought 
‘on-line* with the assistance of Department staff, any expansion of that 
responsibility to additional districts will require dedicated staff, regional 
staff assistance or some combination of both If major conversion delays are to 
be avoided.

Finally, we find that concerns regarding data loss ooerating error and/or 
diskette failure are valid. One of the two districts currently olloting the 
system did erase a diskette during the course of Its conversion. Fortunately, 
the district was able to recover without major problems because MECC had a copy 
of the data erased by the district. However, that may not be the case with 
future errors. It should be noted that thou^ the system suggests and prompts 
making a "back-up* disk. It does not so require.
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Th« ESV Computer Council has revlemed the successes and the problems associated 
with the limited pilot test of the microcomputer finance systems. Based on 
that review, the ESV Computer Council ukes the following recommendations to 
the 1984 Legislature:

1. Testing of the MECC developed microcomputer finance system should 
continue until Oecentoer 1, 1984.

2. Pending completion of the pilot test on December 1. 14m, district 
use of the test system should be limited to test districts. However, 
by July 1, 1984, additional districts shall be allowed by the 
Department to participate In an expanded pulot test. Test district 
selection criteria shall be limited to hardware, software and support 
limitations.

3. On or before July 1, 19M, ESV regions desiring to participate In the 
pilot test should provide written notice to the Department of their 
Intent to assume responsibility for the training, conversion and 
operational support of pilot test districts. ESV regions filing a 
notice of Intent to participate In the pilot test will assim the 
resDonsIblllty of providing training, conversion, operational and 
other support to their member districts designated as additional 
pilot sites. An ESV region may, at Its discretion, provide support 
to a non-member district If that district's region of affiliation did 
not file a notice of Intent to the Department.

4. The Department shall provide training and assistance to ESV reolons 
participating In the pilot test.

5. Districts participating In the pilot test shall be responsible for
their proportionate share ' regional liabilities existing on July 1, 
1984. After July 1, 1984, ' test districts shall be regulred to
pay for services received, resources consumed and their share of 
regional liability existing on July 1, 1984. In no event shall that 
part of a district's annual fee dedicated to payment of past regional 
liability exceed the amount the district would have paid as fees If 
that district had continued receiving mainframe services.

€. 8y December 1, 1984, the Department, participating ESV regions and 
pilot test districts shall evaluate the pilot test. The ESV Computer 
Council will present findings to the Legislature by January 15, 1085. 
The findings shall contain:

- an analysis of district, state and regional costs associated 
with operation of the system,

- recameendatlons fbr the maintenance of the system,
- alternatives, their costs and recommendations fOr the ororlslon 

of support to users,
- recommendations regarding reoulrements fOr district use of the 

system, and
- an analysis of the desirability of limiting the number of 

systems allowed.
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These recawwnditlows are «Kie to solve specific problaw noted by the 
districts, state and regions during the course of the lladted testing to date. 
Frtw the district perspective, the recowiendatlons. If adopted, will allow 
participation of every district that has expressed a desire to use the 
■Icrocoeputer system to date. The districts that do not desire to use the 
system or cannot use It would also benefit from the recommendation—they will 
not be reoulred to assume the current cost or past reolonal liabilities of 
pilot district support. Furthermore, all districts w111 benefit from the 
knowledge gained during a complete pilot test. Without adequate testlnq, 
districts will not have the facts necessary to predict whether use of the 
system will meet their financial, processing and reporting needs.

Regions win also benefit from adoption of these recommendations. In the 
absence of training by the Department and experience working with HICRO-FIM 
districts, regional decisions regarding tdwther to offer the service, hiring 
staff and service fees are, at best, guess work. It should also be noted that 
without a change to thoroughly analyze the benefits and detriments of the 
system, regions will have difficulty predictino how many of their member 
districts will eventually choose to use the alternative If It Is given final 
aooroval. That prediction Is Important for regional planning purposes and will 
Influence decisions now pending regarding hardware and staff acquisition.

Finally, state interests In receipt of accurate, uniform, and timely data will 
be protected tdille the state continues to conduct the pilot test and plan for 
the best method of transferring the district data to the state.

... ..Trtriifutarihii-.
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Laglslatlon

Wheth«r or not statute change is necessary to authorize the participation of 
additional districts in the NICRO-FIN pilot tests is debatable. It could be 
argued that the Oepartnent has the aitainistrative authority to conduct a pilot 
test of any system without specific legislation governing the operation o^ such 
a test. However, to clarify district, regional and state responsibilities 
during the completion of the current {and possible future) pilot tests, the 
following statutory changes are recommended.

N.S. 121.935, SMbd. 1 (b): Respond within IS calendar days to requests 
from the Department for district Information provided to the region for 
state reporting of information based on data eiesients in the data element 
dictionary.

M.S. 121.935, SUbd. 6: Regional management information centers may charge 
fees to affiliated districts. A-d4str*e%-wh4eh-subm+ts-f4naneia1^ 
transas%4ens-«e*«he-eeR«ee-4n-SHmmary-ferm-pursuant-«e-M,S,-124«g3<i. 
9Hbd4v4s4en-4'cer-wh4eh-uses-an-apereved-a4ternat4ve-managemen« 
4nfermat4en-9y9tem-p«r9Hent-te-9eet4en-12lT9367-9Mbd4v4s4en9-2-te-4';-may  
epp4y-«e-%he>eemm4994oner-ts-9et-%he-fee-4f-«he-d4str4et-and-the-een«ee 
eanne%-agree-on-a-feeT—The-eemm4994ener-9ha44-499ue-an-ordei»-se«4ng-the 
feeT-edi4«h-5ha41-be-b4nd4ng-M-beth>the-eenter-and-d4f«p4<«. for the cost 
of services provided to the district and the district's proportionate

the annual fee of ashare of outstandi In no event shall
district participat 
band

I regional debt, 

inrormation systdb exceea che annual ree cnargeable to the
In a state pilot test of an alternative financial

district In the absence of the pilot test.

N.S. 121.936, Sebd. 1 (b) (2): The district shall use the ESV-IS finance 
subsystem through the center of affiliation to process every detailed 
transaction of the district.

Notwithstanding the forego1nn,-a-distel6t-witb.3,000.ee-fewoe.p«eUs-1n
awaeage-da41y-mambeeship-aB-de#inod-4n-sec«4e«-134.17yiubd4v4s4ea.3-,-nay
submit-4t6-fiaaKial-«i>aiitac«4eee-te-entee-fef!-pra6ets4M-4n-eummaiBy-<fcmi
4f-b«ferc-Ju4y>lt-4960t-the>p4aiMed-fomi-ef-the-44ste4at-t>eHbm4ti4en>ef
4ts-tranaa«%4ewB-awd-the-een#em«eMe-ef-the-d4see4et4s-»4wane4a4-aeee>iw»4wg
and-fepert4ng-9y9tem-«e-the-»m4#emi-f4nane4a4-aeeewnt4ne-and-eepee%4ne
standai'd$-adop«ed>by>«hc-sta«e-beeed-p«eeuaR«-te-Me«4ens-124«9Q-«e-121«P2
ane-appeeved.by-the-feUew4iig-team«—tl•e-d4l•c«tee-ef-MlMe4-<4naM4a4-maRage-
mant-4n-«he-depaebaent-e#-edue■t4Mv*and-«lM-d4l•eetee-ef•maRafement-4RfemM—
t4M-saev4cat-and-«he-ceoed4Natee-foe-«be>ES¥-tS-f4naMa-subsyttam-f0e-the
M4RMseta-odueat4ana4-eampii«4iig-«enMet4um« a district may process and
submit its financial transactions to a reoion or the state in summanTTorm
if It pirates an approved alternative system or participates in a state
approved pilot test or an alternative system.

N.S. 121.936, Sebd. 1 (c): The provisions of this stdidivision shall not 
be construed to prohibit a district from purchasing services other than 
those described in clause (b) from a center other than the center with 
which it is affiliated pursuant to clause (b). Districts operating an 
approved alternative system or participatinq in a state

I ________
of affiliation does nor offer

_ _ _  _ _ _ _ _  _ cipatinq In a state approved pilot
tdst OT an ditdmative financial system may purenase niilnce system
services from any regioh if the regTOn 
aitemative sysim support services.
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In addition to the foregolnq, lanqua^e to specifically authorize the expansion 
of the pilot test to an ml Ini ted nueber of districts could be enacted as 
follows:

1963 Session Lws. Chapter 314, Article 7, Section 45: The Department of 
Education shall continue a pilot test of microcomputer-based financial 
reportino systemT~dur'!nq the 1984-15 school year in-ue-te-eieht all 
districts reouestlno to participate In tne tests and able to meet
hardware, software and support limitations of the test system use durSnq 
ibe-lUUI-ilillla-schae^-yeaxV me alternative reportinq syWen must comply 
with Minnesota Statutes, sections 121.90 to 121.917.

The school districts selected as pilot sites shall ooerate parallel 
reporting systems until such time that the department certifies that the 
alternative system meets the reportinq requirements. The systems to be 
tested shall Include one developed by the Minnesota educational computing 
consortium and at least one other available system recommended for testino 
by the ESV computer council. In consultation with the department. The 
alternative reoortlng systems operated by school districts selected as 
pilot sites shall be exempt from the reoulrements In Minnesota Statutes, 
section 121.934, subdivision 1, clause (b) (2), for the 1983-1984 
1984-1985 school year.

The department shall evaluate the pilot systems. The evaluation shall 
Include recommendations on the feasibility and efficiency of reportinq 
directly to the department, reporting to the department through the 
regional management Information centers, or by other methods. The ESV 
computer council shall review the evaluation of the pilot systems and 
report Its findings to the house education and appropriations committees 
and senate education and finance committees by Pehraai>y-lS,-lQ84«
January 15, 1985. The report shall Include: an analysis of district, 
state and ^lonal costs associated with operation of the systems: 
recommendatlOTS for walntenance of the systems; alternatives, their costs 
and recommendations for the provision of support to users: and an analysis 
6t detlribinty OT imncinq cne numoer of alternative syscefis aiioweo. 
the cost of the evaluation shall be paid by the Department of Education.
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