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INTRODUCTION 

The purpose of this report is to provide an assessment to the California Department 
of Education (CDE) of the risks and issues caused by the budget veto of certain 
funding for Fiscal Year 2010/2011 for the California Longitudinal Pupil Achievement 
Data System (CALPADS). 

Sabot Technologies (Sabot) reviewed the budget act containing the veto as well as 
the veto note provided by the Governor’s office.  We also considered analyses and 
press releases issued by the CDE.  In conducting this analysis, Sabot limited our 
scope to impacts to the CALPADS project to include: 

1. Ongoing development, testing, and implementation of planned functionality 

2. Correction of defects 

3. Operation and maintenance of the parts of the system presently in production 

4. Contract management 

5. Project management 

6. Project oversight 

7. Final system acceptance 

8. Transition to operations 

Note: This report does not address in detail potential risks and issues related to the availability of CALPADS data 
and its impact on future federal funding.  This issue is being addressed by CDE.  While the impact to federal 
funding is potentially severe, Sabot, as a technical oversight consultant is not in a position to render an opinion on 
this political/governmental matter. 

This assessment report consists of three sections: 

1. A summary of the veto impact areas describing the cuts causing the issues 
and risks 

2. A findings section that indicates where the veto’s impact areas have adverse 
(issue) or potentially adverse (risk) effects on the project’s technical or project 
management aspects 

3. Conclusions and recommendations 
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SUMMARY OF THE VETO IMPACTS 

The following table summarizes the impacted areas of the vetoed funding: 

CDE CALPADS FUNDING Budget Bill After Veto 

(section numbers refer to bill sections)   

17.    The following funds appropriated in this item are for the development of a 
comprehensive strategy to address data reporting requirements and the 
development of the California Longitudinal Pupil Achievement Data System 
(CALPADS) to meet the requirements of the federal No Child Left Behind Act of 
2001 (P.L. 107-110) and Chapter 1002 of the Statutes of 2002: 

$4,770,000  $2,946,000  

            (a)   $730,000 and 5.0 positions to support state operations for a 
comprehensive strategy to address data reporting requirements 

$730,000  $287,500  

            (b)   $1,430,000 and 1.0 positions to support state operations related to the 
development of CALPADS. 

$1,430,000  $48,500  

            (c)   $115,000 and 1.0 position to support workload associated with 
coordinating data collection and sharing for CALPADS and for the federal EDEN 

$115,000  $115,000  

            (d)   $2,457,000 to support Department of Technology Services costs 
associated with storage and maintenance of CALPADS servers and data 

$2,457,000  $2,457,000  

            (e)   $38,000 for software maintenance and licenses necessary to ensure 
consistent matching of Statewide Student Identifiers. 

$38,000  $38,000  

     17.5.  (a)   Of the funds appropriated in this item, a total of $1,122,000 in 
available Title II and Title VI funs is provided on a one time contingency basis for 
additional implementation costs associated with the CALPADS. No Title II or Title VI 
funds shall be expended for the purposes described in subdivision (b) until the 
following conditions have been met: (1) the SDE certifies to the DOF that CALPADS 
system stabilization has been achieved so that data is able to be received and 
transferred reliably as a result of the release of system stabilization software on April 
26, 2010, and (2) the SDE provides a plan to the DOF and Legislature to make the 
system fully operational by the end of the 2010 calendar year. 

$1,122,000  $0 

(b)   Funds allocated in accordance with subdivision (a) shall b available for the 
following specific purposes: 

  

                  (1)    $606,000 for vendor costs associated with systems integration 
activities 

$606,000  $0 

                  (2)    $277,000 for vendor project management costs $277,000  $0 

                  (3)    $214,000 for independent project oversight consultant and 
independent validation and verification costs. 

$214,000  $0 

                  (4)    $4,000 for system hardware costs $4,000  $0 

                  (5)    $6,000 for system software costs $6,000  $0 

                  (6)    $15,000 for Department of General Services contract revision 
charges 

$15,000  $0 

 

Additionally, budget item 6110-488 cut $3,862,000 (a 62% cut) to California School 
Information Services (CSIS) funding that directly and significantly affects the support to the 
Local Educational Agencies (LEAs). 

The veto stated that the funds remaining were to support operations until December 6, 
2010. It is unclear what was intended to occur prior to or on that date with the project or the 
system.  
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 FINDINGS  

The following are findings which represent issues and risks resulting from the veto of 
significant CALPADS funding for 2010. 

Finding 
Number 

Description 

1 Description:  The development, testing, and implementation of planned 
functionality are unlikely to be completed. 

Discussion:  This is a risk to the project scope and quality. The veto cuts 
funding for key staff and contractors working with the IBM team to refine 
requirements, approve designs, test functionality, and implement the 
planned releases. These releases include major functional units 
associated with Spring and End of Year data as well as functionality 
related to reporting and assessments. Without these resources, CDE will 
be unable to provide sufficient subject matter expertise and technical 
support for testing and implementation. This will very likely cause the 
following negative impacts: 

 Issues with the usability and functionality of the future releases 

 Lack of user acceptance testing resulting in quality issues and 
instability 

 Inability to plan, communicate, and coordinate the releases causing 
user issues and overwhelming support calls 

 Technical defects 

While it can be argued that IBM may continue to service the contract, it 
would be a disservice to the State for them to do so without the necessary 
CDE participation, management, and oversight to allow successful 
completion of the system. 

2 Description:  The veto’s cuts to CDE resources and contractors are very 
likely to impact the thoroughness of the rectification of the present and 
future defect log prior to final acceptance of the system. 

Discussion:  The process of examining potential defects and classifying 
them as such and then assigning a severity level and priority is a 
collaborative one between CDE resources, CSIS, contractors, and the IBM 
team. Without proper levels of resources, this process will be bypassed or 
otherwise left for IBM to unilaterally make these determinations. 
Furthermore, once defects are corrected, there is a CDE validation step to 
ensure the defect was in fact corrected and that the correction did not 
cause other defects. Bypassing this process would result in a high 
probability of defects persisting in the system leading to usability issues 
and possible stability issues. 



CALPADS BUDGET VETO RISK AND ISSUE ASSESSMENT  
CALIFORNIA DEPARTMENT OF EDUCATION 
NOVEMBER 3, 2010 - FINAL 

 

 Page 4 

Finding 
Number 

Description 

3 Description: The reduction in support staff as a result of the veto will almost 
certainly cause severe operational issues with the user community.   

Discussion:  The cuts to CSIS and CDE resources leave the CALPADS 
system with an extremely limited service desk and support team.  
Furthermore, the cuts affect the CDE’s ability to engage IBM for assistance 
with the service desk as well. The users will be on their own to sort out 
issues and will have no venue by which to submit potential issue tickets or 
obtain assistance with the system’s use. This will frustrate the users and 
risk their complete rejection of the system. 

4 Description:  The reduction of resources will cause deficiencies in the 
contract management, project management, and technical oversight of the 
IBM contract with regard to monitoring IBM’s performance, approving 
deliverables for payment, negotiations, and holding IBM to the terms of the 
contract. 

Discussion:  Assuming that the funding encumbered in past years is 
utilized to allow the contract to be completed, IBM will operate with very 
little oversight. The contract management and oversight of the project was 
augmented and improved over the past 12 months.  It was partly due to a 
lack of contract management and oversight that the project faltered in late 
2009. To cut back severely on the resources managing this contract is to 
invite even more severe setbacks to the quality of the system being 
developed and its on-going operations. 

5 Description:  The lack of funding and resources will make it highly unlikely 
that the State will be properly prepared to accept maintenance and 
operations responsibility of the system.  This will very likely cause instability 
of the system and failure of the entire CALPADS project, thereby, wasting 
years of work and millions of dollars. 

Discussion:  The maintenance and operations duties are planned to be 
transitioned to CDE and CSIS with the State Office of Technology Services 
(OTech) playing a role as well.  The resource reduction will make it 
extremely difficult for these organizations to receive the necessary transfer 
of knowledge and practice required to obtain the appropriate level of 
proficiency. Once IBM has built the system and performed their service, 
the system would then be very minimally supported.  Systems left in this 
state quickly become unstable and fail.  Even if the system were to be 
technically sound, the fact that there is no maintenance and operational 
support for it would make it very likely to become out-of-synch with the 
user’s needs and potentially useless. 

6 Description:  The State would be forced to accept the system without 
proper resources to determine if it has met the acceptance criteria. 

Discussion:  It is difficult to imagine how the project will proceed to 
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Finding 
Number 

Description 

conclusion without the resources as per the veto; however, assuming that 
IBM was able to independently complete the project and deliver a final 
system, the State would be unable to thoroughly evaluate and materially 
substantiate their decision to accept the system. The terms of the contract 
are such that there is a finite amount of time for this final acceptance, and 
in the end, the State would have to make payment to IBM without being 
assured that they delivered everything completely and to the quality 
required by the contract. 

7 Description:  The possibility of transferring control of the project to another 
State agency introduces critical risks to the schedule, scope, cost, and 
quality of the project. 

Discussion:  It is implied by the veto message that one consideration of the 
Governor’s office is to transfer control of the project to another state 
agency. This is an inherently risk-laden option.  The CDE and CSIS are the 
only organizations with the subject matter expertise (SME) to manage the 
IBM contract to completion.  The IBM team does not have the expertise to 
complete the system without subject matter assistance.  They also do not 
have the resources on their team to work in absence of their assumed 
State provided expert assistance. The lack of expertise would very likely 
cause an immediate end to the project as IBM would be unable to continue 
work. 

Notwithstanding the State SME void, the project transition to another 
agency would be costly in both resources and time.  CALPADS is not 
among the largest projects in the State’s portfolio. However, it is a complex 
one with a diverse governance structure including CDE as the sponsoring 
organization, a federated user base in the Local Educational Agencies 
(LEA), CSIS as a business and technical support organization, and OTech 
providing datacenter support. Additionally, there are several divisions of 
CDE involved as stakeholders of the system and its data, as well as, 
numerous contractor roles providing CALPADS-related services in various 
capacities. The complexity of this project and specialized nature of the skill-
sets and knowledge needed to complete it make it especially difficult to 
transition it to a new agency.  These factors would cause a lengthy and 
problem laden transition. 

The historical perspective is important to consider when determining the 
feasibility of transitioning CALPADS to another agency.  CDE and CSIS 
have, over the past year, made tremendous strides in regaining the trust of 
the user community.  By enforcing quality over schedule, in less than 10 
months, the project has produced multiple well-functioning releases 
allowing 95% of LEAs to certify their “Fall 1” data submissions.  This trust 
relationship is non-transferable.  It is also very fragile.  Any significant 
misstep, especially in the quality of future releases, would see the good-will 



CALPADS BUDGET VETO RISK AND ISSUE ASSESSMENT  
CALIFORNIA DEPARTMENT OF EDUCATION 
NOVEMBER 3, 2010 - FINAL 

 

 Page 6 

Finding 
Number 

Description 

earned in 2010 vanish.  The State would be well advised to fully consider 
the cost of such a transition in terms of dollars, schedule, quality, 
resources, and the loss of the trust of the users. 

8 Description:  There is a risk of potential claim by IBM of the State 
breaching the contract and demanding a contract modification.   

Discussion:  The contract with IBM has basic assumptions about the 
governance of the project, the provision of State expertise, and good-faith 
adherence to timelines.  These assumptions are now very likely to be 
violated by the state.  Short of reinstating the vetoed items, the State will 
be inserting delays, reducing/eliminating subject matter experts, and 
potentially drastically changing the governance of the project.  It is difficult 
to foresee IBM accepting all of this without a significant contract 
modification and associated cost increase.  The need to complete the 
project gives very little negotiating power to the State in the case that the 
contract was to be renegotiated.   

9 Description:  Without an immediate reinstatement of the vetoed budget 
items, there will be delays to the project that go beyond a one-for-one 
delay of the transition. 

Discussion:  The direct delays of the transition of the project to whatever 
form it takes are significant but represent only part of the schedule impact.  
The other element to be considered is regarding the fixed timelines 
associated with the submission of LEA data.  If the next releases are 
delayed on the order of several weeks, it could cause a year long delay in 
the system’s completion.  This delay comes with direct costs by effectively 
extending the project for 12 months.  It also has other related costs 
associated with the loss of federal funding that is dependent on having a 
system and its data. 

10 Description:  If it is determined that the language associated with the veto 
implies that no funds may be expended by CDE on CALPADS after 
December 6, 2010, the project and system are placed in a fatal position. 

Discussion:  Without the ability to expend any funds on CALPADS, the 
project will come to an immediate halt as of December 6, 2010.  The 
abruptness of this halt will likely cause an unrecoverable situation for the 
project including: 

 Key staff and contractors will be transitioned to other duties or take 
other positions 

 Support for the system will end 

 The system will become unstable in short order 

 The system, CDE, and the State will lose credibility with the LEAs 
and data submissions will, in all likelihood, cease.   
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CONCLUSION 

The following are important take-away points for the State’s consideration: 

 The vetoed funding places all CALPADS expenditures to date at risk by 
fundamentally risking the success of the system. 

 A transition of the CALPADS project to another outside state agency is highly 
problematic and will likely be paramount to setting that agency up for failure. 

 All of the progress made since the January 2010 CALPADS Project 
Architecture and Process Assessment is now at risk of being reversed putting 
the project in an even worse position than it was at that time. 

 Sabot’s recommendation to CDE is to lobby the legislature to reinstate the 
funding and allow CDE to continue on as the sponsor of the project and 
system or secure funding and authority from other sources to the same effect. 

 Short of reinstating the vetoed funding, Sabot recommends cancelling the 
CALPADS system altogether.  Transition costs to another entity would be very 
high and executing the project under those conditions would be very unlikely 
to succeed.  It would be more economical to stop the program in its entirety 
than to transition the project to a new agency and absorb the transition costs 
and accept a severely increased risk of failure under a new sponsorship. 

 


