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1.2 EXECUTIVE SUMMARY  

1.2.1 Introduction  

Early Learning Programs have grown to a $1 billion per year enterprise.  Funding 
consists of a mixture of federal grant money (48%) and Florida state general revenue 
(52%).   

The Legislature authorized  the Partnership for School Readiness in 1999 under the 
School Readiness Act.  Its mission was to coordinate statewide efforts to plan and 
implement a comprehensive program of school readiness services. In 2001 the 
Legislature transferred administrative su pport of the  Partnership from the Executive 
Office of the Governor to the Agency for Workforce Innovation  (AWI, the Agency) . 

In 2003 it was determined that the Enhanced Field System (EFS) had reached the end of 
its useful life. The EFS system is still in u se today and is now 18 years old.  The 
inadequacies of the EFS system limit the Agencyõs ability to effectively and efficiently 
manage Early Learning programs vital to Floridaõs low income families and children. 

In 2004 the Partnership for School Readiness formally launched an initiative to create a 
School Readiness Information System (SRIS) to replace the EFS. The Partnership 
completed an initial Feasibility Study for the SRIS. The project scope did not include the 
business processes supporting the Voluntary Prekindergarten (VPK) program  because 
that program was not implemented until FY05 -06.  

In 2004 the Legislature also eliminated the Partnership and transferred its responsibility 
for early education to the Agency for Workforce Innovation.  

In fiscal year 2007-2008, the Agency completed the detailed requirements for a 
comprehensive Early Learning Information System, which also included the business 
processes supporting the VPK program. 

The legislative budget proviso (Appropriation 2238) for fiscal year 200 8-2009 outlined 
the following obligations for the ELIS project:  

 Specify and document the minimum requirements for an Internet -based Early 
Learning Information System (ELIS) that replaces the functionality of the 
Enhanced Fields System, enhances attendance tracking, and improves provider 
payment processing and related financial management capabilities; 

 Develop a business case describing, at a minimum, how existing coalition and 
Agency processes for attendance, provider payments, and funds management 
can be streamlined using electronic means of tracking and reporting to reduce 
paperwork and workload;  

The number of children served by the early learning programs has 
nearly doubled in the past seven years. 
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 Calculate a cost-benefit analysis that quantifies operational cost reductions and 
other tangible benefits that can be objectively realized to justify the cost of the 
ELIS project; and 

 The requirements specifications must clearly and unambiguously define all 
business rules, interfaces, and known customer and system needs at a level 
sufficient to enable system design and development. 

The Agency has successfully fulf illed these obligations by conducting a business process 
phasing analysis, prioritizing and refining the ELIS system requirements, gathering 
benefits data from all the 31 Early Learning Coalition s and Redlands Christian Migrant 
Association (RCMA), creating  a benefits realization strategy and developing a business 
case based on this information. 

1.2.2 Critical Business Goals and Objectives  

The Agencyõs Long Range Program Plan (LRPP) for FY2009-FY2014 outlines several 
goals, with specific objectives and measurable outcomes. AWIõs goals are fully aligned 
with the Governorõs priorities  of efficiency, transparency and accountability in state 
government . The Early Learning Information System (ELIS)  is essential to achieving 
AWIõs goals and objectives. 

 

Priorities for Governor Crist

& Lieutenant Governor Kottcamp

AWI LRPP - FY09-10 to FY13-14

Oversee Continuous Quality 

Improvement and Accountability of 

School Readiness and Childcare 

Resource and Referral Programs

Enable Parents to Access High-quality, 

Full-choice Early Learning Opportunities 

for Their Children

Enable Parents to Work and Achieve 

Financial Self-sufficiency

Timely and Effective Administration of the 

VPK Programôs Operational 

Requirements

Enable Every Four-year Old Child to 

Receive a High-quality Early Learning 

Opportunity

Agency for Workforce Innovation

Goals & Objectives

Design and Implement

The Early Learning Information System

(ELIS)

Protecting Our Communities

Keeping Floridaôs Economy Vibrant

Success for Every Student

Keeping Floridians Healthy

Protecting Floridaôs Natural Resourses

Strengthening Floridaôs Families

 

Figure 1-1  Links between the Governorõs Priorities and AWI Long Range Program Plan 

The Agency is requesting funding to build the minimum 
functionality required to effectively and efficiently serve Floridians 
and their children.  
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1.2.3 Business Problems Remain Unsolved After Years of Analysis  

The following core business problems could be solved by implementing a web-based 

Early Learning Information System. 

 Payment Processing: Payment processing is manual, inefficient and prone to 
error. Faster payments to the providers are needed to increase the number of 
providers willing to offer child care and VPK services.  

 Attendance Management:  Attendance processing and auditing requires 
significant manual data entry - dri ving up cost and decreasing the quality of 
attendance data. The Early Learning Coalition s cannot decrease the inefficiencies 
in attendance processing and auditing thereby increasing the chances for 
potential errors and fraud.  

 Grants and Financial Managemen t: The Agency and Early Learning Coalition s 
are hindered  in their ability to optimize the use of program funds due to the lack 
of timely financial data and accurate utilization forecasting.  

 Fiscal and Program Monitoring : The Agencyõs and Early Learning Coalition sõ 
ability to effectively monitor both fiscal and programmatic performance of the 
programs is severely limited due to the lack of timely and comprehensive data.  

 Service Management  ð The Early Learning Coalition sõ monitoring of their 
contracts with Ch ild Care providers, VPK providers and service providers is 
highly manual. This results in less effective monitoring activities and higher 
costs. 

 Intake ð The Early Learning Coalition sõ ability to accurately determine eligibility 
is limited due to the curre nt manual process and few automated checks and 
balances, thereby introducing a risk for errors.  

 Case Management ð The Agency and Early Learning Coalition s are unable to 
adequately track child eligibility participation, attendance, other services, and 
results of developmental screenings and child assessments administered to 
children participating in early learning programs. This limits the Early Learning 
Coalition sõ ability to see the childõs needs and progress holistically, which further 
limits their abilit y to affect ultimate outcomes achieved. 

 Longitudinal Tracking  ð The Agency and Early Learning Coalition s are unable 
to adequately collect and correlate child, staff and financial data to support the 
analyses of a childõs short-term and long -term development and academic 
growth, or evaluate the return on investment for early learning programs.  

 Data Sharing  ð The Agency and Early Learning Coalition s are unable to 
effectively share programmatic and financial data with other State of Florida 
agencies, such as: the Department of Education, Department of Children and 

The Agency and ELIS project priorities are completely aligned with 
the Governorõs priorities for the State of Florida. 
Several business problems are limiting the Agency and Early 
Learning Coalitions ability to efficiently and effectively serve 
Flor idians and their children.  
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Families, Florida Department of Law Enforcement, Department of Revenue, and 
the Department of Health. As a result, AWI is unable to determine if other 
agencies involved are fulfilling their respective  statutory obligations.  

 Reporting  ð The Agency and Early Learning Coalition s are unable to ensure that 
critical information needed to effectively manage their programs is readily 
accessible to coalition and Agency leadership, state and local administrators and 
policymakers.  

1.2.4 ELIS System Components  

The core needs of ELIS, as defined by stakeholders, include the following: 

 Case Management: capabilities for Early Learning Coalition s to process and 
track eligibility redetermination, VPK re -enrollment, provider transfers, 
guardianship transfers, child screenings, child assessments, access all service 
history and track all inclusion services.  

 Attendance  Management : capabilities for child care providers to enter, submit, 
re-submit and track child attendance information. The capability for Early 
Learning Coalition s to create and process attendance rosters and attendance 
payment adjustments. 

 Grants and Fina ncial Management : capabilities for the Agency to receive 
coalition invoices, initiate and process payments, manage grant match 
information, manage receivables, monitor grant utilization, process annual 
coalition inventory. The capability for Early Learning  Coalition s to manage 
financial processes including monthly close-out, provider payments, invoicing, 
and collections. 

 Intake : capabilities for customers to make application for services, provide 
required documentation and track status of an application. Th e capability for 
customers to provide information and documentation related to the 
redetermination of eligibility for services. The capability for Early Learning 
Coalition s to enter, process, and track an application for service, manage waitlist 
and to automatically determine eligibility and parent fees based on configurable 
business rules. 

 Child Care Resource and Referral : capabilities for customers to find answers to 
their questions regarding how to identify quality early learning programs and 
how to locate a provider that meets each familyõs needs. The capability for the 
Agency and Early Learning Coalition s to provide referral lists and related 
services to customers. 

 Service Management : capabilities for Early Learning Coalition s to manage 
provider on -boarding, contracts, profiles, and quality  monitoring and 
improvement activities.  

Early Learning Program Stakeholders core needs are not being met 
by the Agencyõs current Enhanced Field System. 
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 Policy and Program Management : capabilities for the Agency to manage the 
process of policy and guidance development, distribution and maintenance.  

 Program Support : capabilities for the Agency to manage data quality, process 
cash receipts, manage statewide contracts. 

 Planning, Monitoring and Quality Management : capabilities for Early Learning 
Coalition s to monitor service provider contract compliance, monitor coalition 
performance against plan, manage slots and financial forecasts. The capability for 
the Agency to monitor, track and report on eligibility, instructor qualifications, 
coalition performance against plan and fiscal practices. 

 Document Management ( Not imaging ): capabiliti es for customer to submit 
documents electronically. The capability for the Agency and Early Learning 
Coalition s to receive, index, archive and search electronic documents. 

 Workflow : capabilities for the Agency and Early Learning Coalition s to route 
business documentation and data electronically through pre -configured business 
process steps.  

 Business Rules Engine : capabilities for configur ing business rules relating to 
eligibility determination, enrollment, eligibility redetermination, provider 
payments, financial management, attendance management and other processes. 

 Reporting : capabilities for providers, Early Learning Coalition s and the Agency 
to generate case management and financial reports and perform analytical data 
management (OLAP) including customi zable standard reports and ad hoc 
queries. 

1.2.5 Summary of the Analysis of Alternatives  

For this study, the following three alternatives were re-examined: 

1.2.5.1 Status Quo (Not Recommended)  

This alternative involves the continued operation of the existing application s and system 
architecture.  This entire study, like  those that have preceded it, is based on AWIõs 
conclusion that continuing with the status quo is both infeasible and detrimental to the 
AWIõs Early Learning mission.  The many reasons for this conclusion are enumerated 
throughout this document.  

Remaining on the EFS system will not support current business processes or allow the 
employment of best practices.  Additionally, limitations of EFS cannot be overcome 
through system modifications, and remaining wit h EFS will severely limit AWI in its 
ability to support current and future Early Learning Program needs.  

1.2.5.2 Custom Development (Not Recommended)  

This alternative involves the competitive procurement of a vendor to develop a one -of-a-
kind application.  This ap proach has the advantage of resulting in an ELIS that is nearly 
an òexact fitó to the business requirements.  However, this alternative also represents the 
longest duration before implementation (thus delaying benefits) and the greatest risk of 
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cost and schedule overruns.  Like the purchase of anything unique, a custom developed 
application is invariably the highest cost alternative.  

1.2.5.3 Purchase a Commercial-Off -the-Shelf (COTS) Application (Recommended)  

This alternative involves purchasing a configurable busi ness application and procuring 
a vendor to develop it to AWIõs requirements.  A growing number of applications are 
now available that come with robust built -in background functionality and internal 
linkages.  In addition, they provide a broad selection of generalized core business 
functions that can accommodate substantial tailoring to the purchaserõs nomenclature 
and other business requirements.  These kinds of applications have a large installed base 
because they provide the solution for organizations tha t are too large and diverse to be 
supported by a pre-made COTS solution, but also need to avoid the risk and delay of 
custom development. 

1.2.6 ELIS Project Timeline  

The Figure 1-2 depicts a typical system development timeline for systems having a scope 
similar in size to the proposed ELIS project.  This schedule has been included for 
illustrative purposes and to calculate how the project costs might be spread across three 
fiscal years.  The actual project schedule will be determined during negotiations with the 
systems integrator vendor selected using the procurement process described in Section 
5.4.13. 

AWI will also use the procurement process to solicit vendor ideas for  a òrevenue-
neutraló means to obtain some or all of the improved business capabilities expected 
from the ELIS project.  Revenue neutrality is achieved when the net expenditure of 
general revenue funds is zero (or less) for a given fiscal year.  For example: when the 
sum of the tangible benefits realized from the project either match or exceed the costs of 
the project - all  within a single fiscal year ð the project can be said to be òrevenue 
neutraló for that fiscal year. 

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31 32 33 34 35 36
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Build

Test

Deploy
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Design Prototype ï Go/No-Go

Ready for UAT - Go/No-Go

Ready to Pilot - Go/No-Go

Pilot Site Deployment 

Ready to Deploy Statewide - Go/No-Go

Operations

 

Figure 1-2  ELIS Project Timeline  
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1.2.7 Recommended Business Solution  

The procurement of a configurable business application ð especially one with a broad 
base of successful implementations - is the best alternative for AWI and the Florida 
citizens served by Early Learning programs.  N o other alternative has a better 
combination of feasibility, cost and risk.  

1.2.8 Business Case for ELIS 

1.2.8.1 Tangible Benefits  

The ELIS system is estimated to deliver the following annually  recurring tangible 
benefits to the early learning program stakeholders: 

 $14.80 Million saved each year by reducing payment errors by just 1.5%. 

 $1.1 Million  saved each year in audit  costs by using electronic case files. 

 $4.01 Million  saved each year when early learning providers submit attendance 
data electronically. 

 $1.71 Million  saved each year when multiple installations of the current 
outdated Enhanced Field System are replaced by a single installation of ELIS. 

 $2.54 Million  saved each year through improved case management capability . 

 $1.36 Million  saved each year when customers apply for eligibility 
redetermination via the Internet . 

 $0.89 Million  saved each year when customers access child care resource and 
referral services via the Internet . 

 $1.60 Million  saved each year when early learning providers maintain their own 
profile data via the Internet . 

1.2.8.2 Project Costs 

The estimated total cost of implementing ELIS is $23.7 Million over a three year period.  

FY09-10 FY10-11 FY11-12 Three Year Total  

$6,000,783 $10,841,044 $6,834,769 $23,676,595 

Table 1-2 ELIS Project Cost by Fiscal Year 

The hidden cost s of not using technology to enable AWI /ELCs to make essential 
improvements to operating capabilities far exceed this recommended investment.  

ELIS is estimated to deliver $28.1 Million per year  in recurring 
tangible benefits. 

Early Learning stakeholders are requesting less than a penny on a 
dollar  to improve the management and delivery of vital services. 
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The Agency has computed the following values for the ELIS project (from CBA Form 3) : 

Inv estment Term Computed Value  

1. Total Cost  $23.7M distributed over three fiscal years. 

2. Tangible Benefits $28.1M per year in recurring benefits. 

3. Net Tangible Benefits $57.1M over five years 

4. Return on Investment $ 33.4M over five years 

5. Payback Period 3 Years and 9 months from the start of the project  

(FY12-13 - within 1.5 years of deployment)  

6. Net Present Value $22.5M 

7. Internal Rate of Return 45% 

1. The breakeven year is FY2012-13, the year after ELIS will deploy.  A breakeven or 
òpaybackó period of 5-to-10 years indicates a good investment.  A payback 
period that ends the year after the investment is completed is an excellent 
investment. 

2. The net present value (NPV) is $22.5 million.  Any positive value for NPV is a 
good investment. By this measure ELIS is an excellent investment. 

3. The internal rate of return (IRR) is 45.04%.  The Florida Legislatureõs Office of 
Economic and Demographic Research (EDR) estimates the cost of capital for 
investment analysis purposes to be 6.5% for the foreseeable future.  The IRR for 
the ELIS project is 6.9 times the cost of capital.  ELIS is an excellent investment. 

4. The $23.7 million total investment for ELIS comes to less than 0.92% of the total 
cost of Early Learning Program operations over the same time period. 

This figure depi cts the superior performance of the ELIS project as an investment. 
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Figure 1-3 Cumulative Discounted Cash Flow for ELIS Project Costs and Benefits  



  

Agency for Workforce Innovation  
 

Schedule IV -B Feasibility Study FY2009 -10 
 

 

12/15/2008  Page 19 of  187 Version: 1.01 (Release) 

Early Learning Information System (ELIS)   

 

1.2.9 Project Risk  

 Risk Assessment Summary  
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Table 1-3 ELIS Overall Project Risk ð MEDIUM  

 

1.3 AGENCY RECOMMENDA TION  

1.3.1 Additional Consideration s 

 The ability to influence the early education of 385,000 children each year is an 
opportunity that must not be taken lightly. It has far -reaching consequences, not 
only for those young lives, but for the future citizens and workforce of Florida.  

 The existing system is already well past its useful life. The rising population of 
Florida and the current economic conditions are likely to increase the need for 
the Agencyõs services. A solution cannot be obtained immediately or deferred 
indefinitely.  

 There are 65,436 children on the School Readiness child care wait list due to lack 
of funding, who might be receiving services right now if funds were made 
available through improved operating efficiency. There are many more 
thousands of low -income families in need of child care assistance that are not yet 
on the waiting list . Due to limited resources, families that are on the waiting list 
often wait for weeks, months and even years to access School Readiness services. 

 

The risk of the ELIS project has been sharply reduced through 
extensive planning, research and business process analysis with 
all the 31 Early Learning Coalitions and external stakeholders.  

AWI recommends that the Early Learning Information System (ELIS) 
Project be approved and sufficient funds be appropriated to begin 
system development in FY2009-2010. 
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2 SCHEDULE IV -B BUSINESS CASE 

2.1 BACKGROUND AND STRATEGIC NEEDS ASSESSMENT 

2.1.1 Agency Programs and Services Environm ent 

The Florida Legislature created the Agency for Workforce Innovation (AWI , the Agency) 
in 2000 as the state Agency responsible for ensuring that workforce funds and programs 
are appropriately administered. The creation of AWI followed approval of federa l 
legislation in 1998, which dictated a new, locally operated, customer-focused system for 
workforce development in the state.  

In addition to administering workforce and unemployment compensation programs, in 
2001, the Legislature transferred the Florida Partnership for School Readiness and the 
responsibility for administering School Readiness programs to AWI. Effective January 2, 
2005, the Legislature established the Office of Early Learning within the Agency for 
Workforce Innovation ( see Chapter 2004-484, Laws of Florida). AWI replaced the former 
Florida Partnership for School Readiness and serves as the stateõs principal organization 
responsible for enhancing the early childhood education of Floridaõs children. 

 òThe Agency for Workforce Innovationõs mission is to advance 
the economic well-being and self-sufficiency of all Floridians 
through premier early learning and workforce servicesó 
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Figure 2-1  Regional Map of Floridaõs Early Learning Coalitions  
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AWI  administers these programs at the state level and coordinates the local delivery of 
the programs through Early Learning Coalitions  (ELCs). AWI  currently recognizes 31 
Early Learning Coalitions .  In addition , the Redlands Christian Migrant Association 
(RCMA) operates in 20 locations across the state.  Together the ELCs and RCMA  provide 
services for all  of Floridaõs 67 counties.   

Each Early Learning Coalition  board is composed of at least 18 members, but not more 
than 35 members. The Governor appoints the chair and two additional members to ea ch 
coalition, and the remaining members  of each coalition are statutorily required and 
locally appointed in the coalitionõs community.  

AWI is responsible for adopting and maintaining coordinat ed programmatic, 
administrative, and fiscal procedures and standards for all early learning programs. 
Specific AWI responsibilities are established by F.S 411.01 and F.S. 1002.51.  Early 
learning programs increase children's chances of achieving future educational success 
and becoming productive members of society. AWI  administers three major programs: 
the Voluntary Prekindergarten (VPK) Program, the School Readiness Program, and 
Child Care Resource and Referral (CCR&R) program.  

2.1.2 Agency Programs and Services to Be Supported by the Proposed ELIS Project 

2.1.2.1 School Readiness Program 

In 1999, the Legislature enacted the School Readiness Act (see Section 411.01, Florida 
Statutes). The act authorizes the establishment of School Readiness Programs 
administered at the local level by the Early Learning Coalitions  and coordinated by the 
Office of Early Learning at the state level. The School Readiness Programs are early 
childhood education and child care programs, which are funded through a combination 
of federal, state and local matching funds.  

Unlike the Voluntary Prekindergarten Program, which is available to every 4-year-old 
child residing in the state, School Readiness Programs are provided for targeted 
populations of children based on need. These children include those who are 
economically disadvantaged (i.e., receiving TANF or family income does not exceed 150 
percent of federal poverty guidelines), who have disabilities, or who are at risk of abuse, 
neglect, or abandonment. School Readiness Programs are established primarily for 
children òbirth to age 5ó, although Early Learning Coalitions  serve school-age children 
in accordance with eligibility criteria for the programõs federal funding sources, 
specifically the Child Care and Development Fund  (CCDF) block grant.  

2.1.2.2 VPK Program 

In December 2004, the Legislature enacted the Voluntary Prekindergarten (VPK) 
Program, which began serving children at the beginning of the 2005-2006 school years 
(see Sections 1002.51-1002.79, Florida Statutes). The VPK program is the fulfillmen t of the 
constitutional amendment that òevery four-year old child in Florida shall be provided 
by the State a high quality Prekindergarten learning opportunity in the form of an early 
childhood development and education program which shall be voluntary, hi gh quality, 
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free, and delivered according to professionally accepted standardsó (see Section 1(b), 
Article IX of the State Constitution). The Office of Early Learning administers the 
operational requirements of the VPK program.  The Department of Education  is 
responsible for VPK standards and accountability.  

2.1.2.3 Child Care Resource and Referral  (CCR&R)  

CCR&R is a service provided by AWI  and local Early Learning Coalitions  throughout 
the State of Florida. CCR&R is dedicated to helping families find answers to th eir 
questions regarding how to identify quality early learning programs and how to locate a 
provider that meets each familyõs needs. Trained staff members respond to 
approximately 280,000 inquiries each year and provide customized referrals to programs 
to meet each familyõs needs. CCR&R information and referral services are free to anyone 
residing in or seeking early learning services in Florida.  

2.1.3 Early Learning Programs Sources and Uses of Funds 

Early Learning Programs have grown to a $1 billion per year en terprise.  Funding 
consists of a mixture of federal grant money (48%) and Florida state general revenue 
(52%).   

 

2.1.3.1 Funding for School Readiness and VPK  Programs 

 

VPK
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SR
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Figure 2-2  School Readiness and VPK  Program Funding  ð in $ millions (FY08-09) 

The School Readiness Program constitutes about two -thirds of the annual Early 
Learning program  costs and is supported by a mixture of federal  (75%) and state 
funding  (25%).  The Voluntary Prekindergarten Program (VPK) is entirely state funded.   

The stove-piped installation and out -of -date technology employed 
by the current Enhanced Field System (EFS) are no longer adequate 

to the task of properly managing a $1 billion per year en terprise   
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2.1.3.2 School Readiness Funding Details  
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Figure 2-3  School Readiness Funding  Sources Detail ð in $ millions  (FY08-09) 

Florida general revenue funds provide just over a quarter of the funding of the School 
Readiness Program.  This investment makes it possible to òdraw downó additional 
federal matching funds.  

The federal Child Care Development Fund (CCDF) and Temporary Assistance for 
Needy Families (TANF) together make up the remaining three-quarters of required 
funding.  
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2.1.4 Customers and Users of Early Learning Programs, Services, and Business 
Processes 

2.1.4.1 Program Customers 

The average number of children served by both the School Readiness and the Voluntary 
Prekindergarten  Program for each fiscal year is presented in this table.   

Fiscal Year 
Children Served By Early Learning 

Programs 
Percent Increase in 
Children Served  

2000 ð 01 220,692 - 

2001 ð 02 238,069 7.9% 

2002 ð 03 281,870 18.4% 

2003 ð 04 266,515 -5.4% 

2004 ð 05 272,549 2.3% 

2005 ð 06 370,066 

The first year of the VPK program saw an 
increase in enrolled children of  97,517  

35.8% 

2006 - 07 382,160 3.3% 

2007 - 08 385,619  0.9% 

Table 2-1  Number of Children Served by the Early Learning & VPK Programs by Fiscal Year  

2.1.4.2 Early Learning Program Stakeholders and Current  System Users  

The Project Management Institute defines a stakeholder as òanyone who may be 
positively or negatively impacted by the project.ó  The following  table lists stakeholders 
and summarizes how each is affected by, or participates in, Early Learning Programs 
and the ELIS project. 

Stakeholder /Users  How they are affected or how they are participating  

Agency for Children 
& Families (ACF) ð 
Part of the Federal 
Department of 
Health & Human 
Services (HHS) 

 Administers federal grant funds  
Child Care Development Fund (CCDF)  
Temporary Assistance to Needy Families (TANF) 
Social Services Block Grant (SSBG) 

 ACF-800: Aggregate Report: Pooled CCDF and non-
CCDF Funds 

 ACF-801 Child Care Quarterly Case Record 
AWI/ Office of 
Workforce Services  

 Referral of TANF clients to ELCs for School Readiness 
Services 
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Stakeholder /Users  How they are affected or how they are participating  

Early Learning 
Providers  

 Administer programs;  

 Provide instruction;  

 Track attendance; 

 Update classroom calendars and scheduling updates; 

 Track performance and reporting;  

 Ensure child safety; and 

 Maintain family privacy and secured information.  
Citizens of Florida / 
Parents / Guardians 

 Request resource and referral information; 

 Request provider profiles;  

 Submit applicat ions for early learning programs; and  

 Participate in early learning programs.  
Florida Department 
of Children & 
Families (DCF)  

 Referral of at-risk children to ELCs for School Readiness 
Services; 

 Approval of prekindergarten director credentials for 
VPK; and 

 License childcare providers. 
Florida Department 
of Education (DOE)  

 Approval of emergent literacy training courses;  

 Certification of school districts that are eligible to deliver 
the school-year VPK program; 

 Manage student assessment and evaluation for VPK; and 

 Administration of the statewide kindergarten screening 
and calculation of the kindergarten readiness rate. 

Florida Department 
of Health (DOH)  

Inspect child immunization records maintained by the ELCs. 

Early Learning 
Coalitions (ELC)  

 

31 regional ELCs 
plus 20 offices of the 
Redlands Christian 
Migrant Association 
(RCMA)  

 Provide executive leadership and policies to guide local 
program implementation ; 

 Provide child care resource and referral; 

 Determine clientsõ eligibility for programs; 

 Develop coaliti on plans; 

 Assess character development of each childõs 
development; 

 Pretest children upon entrance to a program; 

 Post test children upon leaving a program ; 

 Track child attendance; 

 Pay providers; 

 Report performance statistics (weekly, monthly, 
quarterly, annual status, and reports); 

 Manage funds and grants; 

 Train providers and parents/guardians ; and 

 Monitor service provider  compliance. 
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Stakeholder /Users  How they are affected or how they are participating  

Florida Department 
of Law Enforcement 
(FDLE) 

 Perform background checks on child care providers 
during the application process; and 

 Investigate suspected fraud in School Readiness and VPK 
programs. 

Florida Technology 
Review Group  

The Florida Technology Review Workgroup is an Agency that 
reports to and represents the Florida Legislature. The Florida 
Legislature is vested with t he statutory authority to 
appropriate state funding for public projects. As such, the 
Florida Legislature is the Stateõs principal approval authority 
for this project.  
The TRW is charged with overseeing, evaluating, and making 
recommendations to the Florida Legislature and State 
Agencies regarding the justification, planning and 
performance of major or designated special interest projects. 
This project is one of many across all state agencies that TRW 
is monitoring. Project plans, proposed budgets, and 
justification for spending are reviewed and approved 
annually.  

Florida Legislature  The Florida Senate and House of Representatives are 
responsible for the appropriation of funds for the State of 
Florida. The reports generated from ELIS data provide crucial 
information needed to support Early Learning programs and 
funding requests to the legislature. Analysis of the ELIS data 
is necessary to evaluate the impact of proposed statutory 
changes. 

Governorõs Office of 
Policy and Budget 
(OPB) 

The Office of Policy and Budget (OPB) provides coordinated 
planning, policy development, budgeting and evaluation in 
support of the Governor, State agencies and State Legislature 
pursuant to authority under the Florida Statutes. The 
Information Technology Unit within OPB coordin ates and 
develops recommendations and advises the Governor on 
information technology through establishing and directing the 
IT investment management process that supports the 
preparation, execution and amendment of the state budget. 

Local Funders / 
Commun ity Partners  

Local charities and community development groups often 
share the same objectives as the regional Early Learning 
Coalitions and form partnerships.  For example, the Children 
Services Council works closely with ELCs in eight counties 
and has contributed $25 million to support their School 
Readiness efforts.  They are interested in the efficient use of 
funds and the benefits to their community that will arise from 
accomplishment of OEL objectives. 
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Stakeholder /Users  How they are affected or how they are participating  

Office of Early 
Learning (OEL)  

OEL is part of the Agency for Workforce Innovation (AWI) 
and is the principal organization responsible for enhancement 
of School Readiness.  OEL duties include: 

 Develop policy for Early Learning;  

 Manage the finances of Early Learning programs; 

 Providing final approval and a n annual review of plans 
and coalitions; 

 Safeguarding the effective use of federal, state, local, and 
private resources to achieve the highest possible level of 
School Readiness for the state's children; 

 Adopting a system for measuring School Readiness and 
determining program effectiveness;  

 Developing and adopting performance standards, 
outcome measures, and a uniform screening plan that 
will provide objective data regarding program 
expectations; and 

 Operational management of the Voluntary 
Prekindergarten p rogram. 

Service Providers  

 

Formerly known as 
òCentral Agenciesó 

 Provide child care resource and referral; 

 Determine clientsõ eligibility for programs; 

 Assess character development of each childõs 
development; 

 Pretest children upon entrance to a program; 

 Post test children upon leaving a program;  

 Track attendance; and 

 Report performance statistics (weekly, monthly, 
quarterly, annual status, and reports). 

Table 2-2  Stakeholders Affected by the Implementation o f ELIS  

2.1.5 Service Delivery Models  

The business of delivering services for School Readiness and VPK programs is complex, 
constantly evolving , and is accomplished through several different delivery models.   
There are 4 predominant service delivery models currently utilized by the Early 
Learning Coalitions : 

 Fully In -sourced Model 

 Fully Outsourced Model  

 Partially Outsourced Model  

 Multiple Service Provider Model  
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2.1.5.1 Fully In -sourced Model  

CustomerFlorida Legislature Agency for Workforce 

Innovation -  Office of Early 

Learning

Early Learning 

Coalition School Readiness/ 

VPK Provider

ü Statutes

ü Funds

ü Monitoring

ü Rules

ü Guidance

ü Training

ü Funds

ü Monitoring

ü Reporting

ü All Services

ü Training

ü Accounting

ü Invoicing

ü Payments

ü Contract Mgmt

ü Monitoring

ü Reporting

ü Services

ü Reporting

 

Figure 2-4  Fully In -sourced Service Delivery Model  

In this model, the Early Learning Coalition performs all the functions (services, 
monitoring, accounting and reporting) and does not use any intermediate agent (service 
provider / central Agency) to deliver services, monitor or maintain records. 

2.1.5.2 Fully Outsourced Model  

CustomerFlorida Legislature Agency for Workforce 

Innovation -  Office of Early 

Learning

Early Learning 

Coalition
Service Provider School Readiness / 

VPK Provider

ü Statutes

ü Funds

ü Monitoring

ü Rules

ü Guidance

ü Training

ü Funds

ü Monitoring

ü Reporting

ü Training

ü Accounting

ü Invoicing

ü Payments

ü Contract Mgmt

ü Monitoring

ü Reporting

ü Services ï all 

counties

ü Reporting

ü Services

ü Reporting

 

Figure 2-5  Fully Out -sourced Service Delivery Model  

In this model, the Early Learning Coalition outsources all serv ice functions to a service 
provider and retains other functions, such as Training, Contract Management and 
Invoicing.  
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2.1.5.3 Partially Outsourced Model  

Early Learning Coalition

CustomerFlorida Legislature Agency for Workforce 

Innovation -  Office of Early 

Learning

Early Learning Coalition Service Provider School Readiness / 

VPK Provider

ü Statutes

ü Funds

ü Monitoring

ü Rules

ü Guidance

ü Training

ü Funds

ü Monitoring

ü Reporting

ü Services ï some 

counties

ü Training

ü Contract Mgmt

ü Monitoring

ü Reporting

ü Services

ü Reporting
ü Services ï some 

counties

ü Reporting

ü Services ï some 

counties

ü Reporting

 

Figure 2-6  Partially Out -sourced Service Delivery Model  

In this model, the Early Learning Coalition provides services in some counties and the 
Service Provider provides the services in remaining counties. The ELC could also 
outsource other functions, such as accounting and monitoring. A nother variation of this 
model is a single county coalition, in which the coalition provides some of the services 
and outsources remaining services to a Service Provider. 

2.1.5.4 Multiple Service Providers Model  

CustomerFlorida Legislature Agency for Workforce 

Innovation -  Office of Early 

Learning

Early Learning Coalition
Service Provider School Readiness / 

VPK Provider

ü Statutes

ü Funds

ü Monitoring

ü Rules

ü Guidance

ü Training

ü Funds

ü Monitoring

ü Reporting

ü Training

ü Contract Mgmt

ü Monitoring

ü Reporting

ü Services

ü Reporting
ü Services ï some 

counties, some 

services

ü Reporting

Service Provider ü Services ï some 

counties, some 

services

ü Reporting

Service Provider ü Services ï some 

counties, some 

services

ü Reporting

 

Figure 2-7  Multiple Service Providers Model  

In this model, the Early Learning Coalition contracts with multiple service providers for 
various services and functions. The ELC retains the function of contract management 
and compliance monitoring.  
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2.1.6 Current Systems that Support Early Learning Service Delivery  

2.1.6.1 Enhanced Field System 

The Enhanced Field System (EFS) is a distributed and decentralized database structure 
that was implemented in 1991.  The EFS is independently maintained at each local Early 
Learning Coalition  or service provider site. The EFS is a client-server based system, 

comprised of two subsystems: 

 Child Care Management System (CCMS) - manages parent, child, and provider 
information and generates payments to providers fo r services rendered; and 

 Child Care Resource and Referral (CCR&R) - manages provider information, 
including market rate information, and generates referrals for parents.  

2.1.6.2 Single Point of Entry and Unified Wait List  

The Single Point of Entry (SPE) and Unified Wait List (UWL) are two separate web -
based applications that share the same database. SPE is a web-based system that parents 
and guardians use to submit applications for the School Readiness program. Customers 
can access SPE anywhere the internet is available. UWL is a web based wait list system 
that coalitions and their service provider s use (a username and password is required) to:  

 Retrieve and manage applications that customers submit through the SPE; 

 Enter early learning program  applications on behalf of parents and guardians; 

 Customize announcements and instructions that appear on SPE; 

 Run reports on wait list and VPK data; and  

 Manage the wait list for the School Readiness program.  

2.1.7 Conditions That Have Created the Need for the Proposed ELIS Project 

The Enhanced Field System (EFS) was an effective use of information technology when 
it was first employed (under another system name) in 1991.  Eighteen years later, not 
only is EFS an aging system with rising ownership costs, the business environment that 
it was created to serve has changed dramatically.   

Early Learning Programs have increased in number and complexity.  With the 
implementation of VPK in 2005, the number of children served has nearly  doubled in 
just the last seven years ð to about 385,000 ð and continued growth in that number is a 
long-range program objective. 

There have been numerous changes to policy, statutes, and funding source. AWIõs 
responsibility to make the best use of state and federal funds and to guard against fraud 
and billing er rors remains unchanged.  The annual cost of operations for Early Learning 
has reached $1 billion  annually.   
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The Enhanced Field System is already beyond its useful life and is not suitable for 
further investment.  AWI needs a modern and state -wide integrat ed system to 
effectively carry out its Early Learning mission.  

The Single Point of Entry (SPE) system and the Unified Wait List (UWL) system are 
small web-based applications created to fill a critical gap in EFS functionality.  It makes 
sense to roll these important functions into the core features of the ELIS application.  

2.1.7.1 Business Impact of Enhanced Field System (EFS) Inadequacy   

The Enhanced Field System uses out-of-date client-server technology deployed at 34 
disconnected (stove-piped) installations.   For the last five years AWI has made a 
determined effort to e valuate alternative technology solutions, document its business 
needs, and build consensus among key stakeholders about the strategic vision for Early 
Learning Programs. 

It is infeasible to merely upgrade the EFS application if its òstove-pipedó, client-server 
architecture is not also replaced. 

The following table summarizes why EFS must be replaced by ELIS; a more capable, 
web-enabled, and integrated solution. 

Deficiency  Details  Business Impact  

Payment 
errors 

Provider payments are based on the 
attendance they report ð nearly 
always using paper forms - and on 
parent/child eligibility.    Attendance 
transactions are so numerous that 
manual audits are limited to less than 
15% of the monthly total.  Errors in 
attendance reporting and eligibility 
determination are not uncommon.  

Payment errors increase 
program costs. 

Audits by AWI and the 
ELCs, though necessary, are 
labor intensive ð further 
adding to administrative 
costs. 

Dependence 
on Repetitive 
Manual 
Processes 

Attendance reporting and tracking are 
the basis for provider payments ð 
which constitute 78% of the $1 billion 
annual cost of operations. 

In spite of their centrality to the 
mission of all Early Learning 
Programs, these activities depend on 
the cumbersome manual 
manipulation and transcription of 
hundreds  of thousands of paper 
documents.  

Routine and periodic 
attendance processing takes 
days to complete. 

Worker dissatisfaction.  

The current business system 
does not receive attendance 
data until afte r it has been 
manually processed. 
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Deficiency  Details  Business Impact  

Disconnected 
(Stove-piped) 
Operations  

Data cannot be directly shared with 
AWI or other coalitions.  

Management of mission-critical 
information requires extraordinary 
effort and expense. 

Disconnected EFS operations prevent 
process standardization. 

The cost to maintain many 
installations of EFS exceeds the cost 
for a single-integrated system. 

Information needed to 
manage programs is 
disjointed, delayed or 
unavailable. 

Increased effort and cost. 

Each time citizens move to a 
new region their enrollment 
must be repeated. 

Forecasts, trend analysis and 
other standard business 
intelligence are not available. 

Inadequate 
Decision 
Support  

Critical information needed to 
effectively and efficiently manage 
early learning prog rams is either 
unavailable or out-of-date.  

Business decisions are 
postponed or degraded by 
lack of timely and accurate 
information . 

Table 2-3  Business Impact of Enhanced Field System Inadequacy  

2.1.7.2 Limitations of the Sing le Point of Entry and Unified Wai t List Systems 

The SPE and UWL systems have several limitations that decrease their  usefulness for 
managing eligibility and enrollment services for early learning programs. These 
limitations include:  

 No support for real -tim e eligibility determination when the customer applies for 
the School Readiness program online;  

 No system support for student enrollment when eligibility criteria for services 
are met; and 

 No direct interface between UWL and the Enhanced Field System (EFS); the 
interface that does exist is manual and cumbersome. 

 



  

Agency for Workforce Innovation  
 

Schedule IV -B Feasibility Study FY2009 -10 
 

 

12/15/2008  Page 33 of  187 Version: 1.01 (Release) 

Early Learning Information System (ELIS)   

 

2.1.8 The ELIS Project and Support of Early Learning Program Business Objectives  

2.1.8.1 The Office of Early Learning Long -Range Program Plan (LRPP) 

The new ELIS system and the Long Range Program Plan goals of AWI are aligned to the 
following priorities announced by the Governor of the State of Florida:  

 

Priorities for Governor Crist

& Lieutenant Governor Kottcamp

AWI LRPP - FY09-10 to FY13-14

Oversee Continuous Quality 

Improvement and Accountability of 

School Readiness and Childcare 

Resource and Referral Programs

Enable Parents to Access High-quality, 

Full-choice Early Learning Opportunities 

for Their Children

Enable Parents to Work and Achieve 

Financial Self-sufficiency

Timely and Effective Administration of the 

VPK Programôs Operational 

Requirements

Enable Every Four-year Old Child to 

Receive a High-quality Early Learning 

Opportunity

Agency for Workforce Innovation

Goals & Objectives

Design and Implement

The Early Learning Information System

(ELIS)

Protecting Our Communities

Keeping Floridaôs Economy Vibrant

Success for Every Student

Keeping Floridians Healthy

Protecting Floridaôs Natural Resourses

Strengthening Floridaôs Families

 

Figure 2-8  Links between the Governorõs Priorities and AWI Long Range Program Plan 

2.1.8.2 The ELIS Project Objectives  

The objectives of the ELIS system as defined by the stakeholders include the following: 

 A system that records the results of developmental screenings and child 
assessments administered to children participating in early learning programs;  

 An accessible and robust reporting system that allows early learning 
administrators, managers and staff to track and report process and 
performance status and outcomes in real time. 
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 Creating important data security and user safeguards against fraudulent 
actions; 

 An enhanced information system, including the ability to track child eligibility 
participation, attendance and payment processing for Early Learning 
Coalition s and child care providers; 

 An enhanced information and referral system, including the ability to record 
and maintain family and provider information, generate referrals to early 
learning programs and/or resources and provide complete 
local/state/Federal reporting capabilities;  

 Optimizing the use of funds and services provided to Floridaõs children by 
facilitat ing fiscal management and providing timely data for utilization 
forecasting; 

 An enhanced information system, including the ability to track child eligibility 
participation, attendance and payment processing for Early Learning 
Coalition s and child care providers; 

 Creating a single point of entry for eligibility data for all VPK and School 
Readiness programs; 

 Improving access to the Early Learning System and customer service to 
parents, providers and other stakeholders; 

 Establishing a centralized and consolidated information system that provides 
consistent, uniform information across the entire state that each coalition will 
use to manage its programs; 

 Automating cumbersome manual or paper processes to ensure that critical 
information needed to effectively man age the programs is readily accessible to 
state and local administrators and policymakers ; 

 A centralized database or a data warehouse that accurately and consistently 
maintains current and historical early learning program information;  

 A system that collects child, staff and financial data to support the analyses of 
a childõs short-term and long-term developmental,  academic growth and the 
return on investment for early learning programs;  

 A system that integrates data from partner databases such as those housed in 
the Department of Education, Department of Children and Families, Florida 
Department of Law Enforcement and Department of Health;  

 A system that measures the educational impact and overall quality of early 
learning programs and makes the information  accessible through the internet 
for parents; and 

 A system that uses the most current and effective safeguards to ensure the 
security and confidentiality of a childõs personal information and detects and 
prevents payment errors and fraud.  
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2.2 BASELINE ANALYSIS  

2.2.1 Role of the ELIS ð Stage 1 Project in Producing the Information in this Section  

The ELIS -- Stage 1 Project conducted an extensive review and documentation of the 
current and future business process performed at the AWI headquarters of the Office of 
Early Learning and the regional offices of the Early Learning Coalitions (ELC) 
throughout the state.  This documentation includes extensive diagrams and details 
obtained during site visits and workshops conducted with AWI staff and with staff 
members of each of the ELCs. 

A detailed compilation of both the functional and technical requirements for the ELIS 
system has been included in the appendix to this document.  This section contains a 
listing  of the Early Learning business processes that were studied while d eveloping 
those requirements. 

Additional  process details are provided in  the following Stage 1 Deliverables: 

 ELIS OEL As-Is Process Documentation 

 ELIS ELC As-Is Process Documentation 

2.2.2 Current Early Learning Business Processes 

The paragraph lists the business processes that are contained in the baseline analysis. 

2.2.2.1 AWI Office of Early Learning ð As-Is Process Inventory  

The Table below lists the sixteen core processes currently in use at the AWI Office of 
Early Learning . 

ID  Functional Group  Name 

BP1 Administer Programs Grants Management ð Notice of Grant 
Award  

BP2 Administer Programs  Grants Management - Reimburse ELC 
Invoices 

BP3 Administer Programs  Grants Management ð State Grant Match 
Reporting 

BP4 Administer Programs  Grants Management - Process Annual ELC 
Inventory  

BP5 Administer Programs  Cash Receipts 

BP6 Administer Programs  OEL Statewide Contract Management - 
Invoicing  

BP7 Administer Programs  CCEP Grant Management 
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ID  Functional Group  Name 

BP8 Oversight of Services and 
Activities  

Fiscal Monitoring  

BP9 Oversight of Services and 
Activities  

Program Monitoring - Performance 

BP10 Oversight of Services and 
Activities  

Program Monitoring ð Eligibility File 
Review 

BP11 Oversight of Services and 
Activities  

Financial Monitoring - Grants Spending and 
Reconciliation 

BP12 Oversight of Services and 
Activities  

Financial Monitoring - Grants Usage 

BP13 Consultation and 
Coordination  

Develop CCDF State Plan 

BP14 Quality Improvement and 
Availability of Services  

Provide Data Quality and Support  

BP15 Oversight of Services and 
Activities  

Programmatic Oversight of CCR&R 

BP16 Quality Improvement and 
Availability of Services  

Child Care Resource and Referral 

Table 2-4  AWI Office of Early Learning As -Is Business Process Inventory  

 

2.2.2.2 Early Learning Coalit ion ð As-Is Process Inventory  

The Table below lists the thirteen core processes currently in use by the Early Learning 
Coalitions : 

ID  Functional Group  Name 

BP1 CCR&R Childcare Resource & Referral 

BP2 CCR&R Provider On -boarding and Management 

BP3 Eligibi lity and Enrollment  Wait List Management  

BP4 Eligibility and Enrollment  SR Eligibility Determination  

BP5 Eligibility and Enrollment  SR Enrollment 

BP6 Eligibility and Enrollment  SR Eligibility Re-Determination  

BP7 Eligibility and Enrollment  VPK Eligibil ity Determination  

BP8 Eligibility and Enrollment  VPK Enrollment  
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ID  Functional Group  Name 

BP9 Eligibility and Enrollment  Child Assessment 

BP10 Eligibility and Enrollment  Provider Transfer  

BP11 Back Office / Financial  Attendance Management 

BP12 Back Office / Financial  Attendance Payment Adjustment 

BP13 Back Office / Financial  Monthly Close & Provider Payment  

BP14 Back Office / Financial  ELC Invoicing  

BP15 Back Office / Financial  Slot Management 

BP16 Back Office / Financial  Collections 

BP17 Monitoring and Oversight  Provider Quality Monitoring & Improvement  

BP18 Monitoring and Oversight  Attendance Auditing  

BP19 Monitoring and Oversight  Service Provider Contract Compliance Monitoring  

BP20 Monitoring and Oversight  Complaints Processing 

Table 2-5  Early Learning Coalition As -Is Business Process Inventory  
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2.2.3 Assumptions and Constraints Concerning the Recommended ELIS Solution  

2.2.3.1 Assumptions  

The following a ssumptions are statements about the project or its environment that are 
taken to be true and, accordingly, are factored into AWIõs plans and analysis for the 
proposed ELIS project. 

 The system will invest in building data interfaces with other agencies  or 
departments rather than duplicating data storage ; 

 Memorandums of Understanding and  Data Interface Specifications will be 
developed for each external interface with other Agencies; 

 Agencies responsible for systems interfacing with ELIS will provide resources 
and appropriate access to data for the systems to share data in a manner 
consistent with the ELIS system requirements; 

 Data cleansing will occur prior to data migration from legacy systems into the 
ELIS system database to ensure data integrity; 

 Data conversion and migration from multiple legacy system installations will be 
required (e.g. EFS, UWL/SPE); 

 Legacy data quantity for conversion and migration is assumed to be 
approximately 1 to 2 terabytes; 

 This analysis is based upon a realistic and achievable schedule; 

 The system shall provide single sign-on functionality as it pertains to E LIS; 

 Third -party workflow applications presented as part of the solution shall 
interface with the system to allow the routing of work and completion of work to 
occur without the need for manual intervention with multiple software 
applications ; 

 The system is integrated with a reporting tool to provide full reporting 
capabilities; 

 The system shall collect all data required to generate the required reports; 

 The system shall provide unsecured access to allow customers to: 

 Enter information needed to obtain a determination of preliminary 
eligibility ; 

 Search for location specific early learning information ; 

 Obtain SR/VPK provider profile listings ; and 

 Provide customer feedback. 

 Electronic or digital signature functionality will be supported ; 
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 30% of customers will adopt the self-service features of the On-line Customer 
Portal in lieu of interacting directly with ELC staff;  

 90% of providers will adopt attendance reporting and other features of the On -
line Provider Portal in lieu of using the current paper -based processes; 

 100% of AWI and ELC staff will adopt ELIS to carry out all business functions 
that it will support;  

 Customers will have the ability to complete ELC business processes through a 
variety of methods (e.g., in person, online, mail, email, fax, telephone);   

 External agencies will complete standardized referrals for early learning services 
online;  

 The system will include a single statewide wait list (to eliminate duplicates and 
provide a statewide view of applicants and unmet needs) that contains all 
children who are determined eligible for placement on the wait list ;   

 The Attendance Roster Processing process is automated and integrated in the 
system; 

 ELCs may continue to have developmental testing tools and forms to initiate and 
coordinate developmental testing that they use in addition to the system ; 

 AWI will embrace the organizational changes needed to implement the 
recommended solution ; 

 FLAIR is assumed to be the system of record for all of the State of Floridaõs 
financial information, including ELIS i nformation ; 

 It is assumed that stand-alone accounting systems in use at the ELCs will remain 
in service and will not be replaced by ELIS; 

 Referenced documentation (including the Eligibility Requirements document, 
statutes, rules, policies) is subject to change;  It is expected that system 
requirements will be validated and updated as required to comply with the most 
current versions of relevant documentation during Stage 3 of the project ; 

 The ELIS project will involve the Early Learning Coalitions and their  service 
providers  because obtaining their input and support will be important in order 
to achieve success; 

 A suitable configurable business application exists which will satisfy 85% of the 
business requirements, with less than 15% of the solution to be customized ð 
ideally, no customization should be made ; 

 The procurement process for the systems solution will proceed in accordance 
with AWIõs plan and schedule; 

 AWI desires to increase process effectiveness, reduce manual steps that rely on 
the use of ad-hoc tools and processes; 
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 AWI will embrace the Organizational Change Management system needed to 
implement the recommended solution ; 

 The ELIS team will be adequately staffed to accomplish the projectõs deliverables, 
achieve schedule milestones, manage user involvement, produce the necessary 
project planning,  report on project status, and etc.; 

 Gathering input and final acceptance by the Early Learning Coalitions  and 
service provider s will be an opportunity for them to provide input to help shape 
the system to best fit their needs (any differences will be resolved as they occur, 
so by the end of the project there will not be unanticipated issues); 

 The system will invest in building data interfaces with other 
agencies/departments rather than re -create the storing of duplicate data ; 

 The systems solution will be implemented in a controlled, incremental, phased 
deployment ; 

 AWI anticipates a fixed rigid development  timeline  containing go/no -go 
milestones between phases; requiring Executive Project Sponsor sign-off before 
proceeding to subsequent phases; 

 All labor costs for the ELIS project are assumed to be for system integrator and 
support contractor staff only, exclusive of state and ELC employees; 

 Labor rates for ELIS contracted staff are assumed to be in accordance with the IT 
consulting State Term Contract for staff augmentation and comparable to similar 
projects recently undertaken by other Florida State Agencies; 

 Stand-alone accounting systems in use at the ELCs will remain in service and 
will not be replaced by ELIS; 

 Hardware cost estimates are based on vendor inputs and listings in IT Hardware 
State Term Contract; 

 It is assumed that all hardware prices include three years of maintenance and 
updates; and that the annual cost of maintenance and updates thereafter can be 
estimated by applying 20% to the initial purchase price ; 

 It is assumed that all software will be licensed on an annually recurring basis, 
with the cost for subsequent years estimated by applying 15% to the initial 
software purchase price; except where noted; 

 Peak concurrent ELIS  user count is assumed to be 22,300 of total estimated user 
count; 

 High -availability hardware components have been assumed for this analysis but 
will ultimately be based on the recommendations of the selected system 
integrator  vendor; and 

 AWI assumes no re-use of existing hardware. 
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2.2.3.2 Constraints  

Constraints are identified factors that will limit the project management teamõs options, 
and impact the progress or success of the proposed ELIS project. 

 Project funding is appropriated annually and may be subject to periodic releases 
throughout the year; depending upon suitable schedule and cost performance; 

 Approval by either the Executive Office of the Governor (in consultation with the 
Legislature) or the Legislative Budget Commission  is required before any 
appropriated funds are made available to the Agency; 

 All schedules depend on the continual availability of appropriated funds ;   

 The total time to plan for the procurement process is unknown, because the total 
time from start -to-fin ish to complete IT fixed-price procurement varies widely ;   

 Responding to information requests from external overseers and partners can be 
time-consuming and can impact the projectõs timeline; 

 State and/or federal statutory changes, changes in administrati ve rules, and AWI 
policy changes may impact the project; and 

 The software tools supporting desired capabilities will be determined based on 
the solution proposed by the selected system integration vendor. 

2.3 PROPOSED BUSINESS PROCESS &  REQUIREMENTS  

The proposed ELIS project has been conceived as the best means of eliminating the 
many shortcomings of the current system and architecture while, at the same time, 
establishing and sustaining new and improved processes that are better able to 
accomplish AWIõs mission and advance the achievement of the Office of Early 
Learningõs strategic objectives. 

2.3.1 Role of the ELIS ð Stage 1 Project in Producing the Information in this Section  

The ELIS ð Stage 1 Project conducted extensive review and documentation of the current 
and future business process performed at the AWI headquarters of the Office of Early 
Learning (OEL) and the regional offices of the Early Learning Coalitions (ELC) 
throughout the state.  This documentation includes extensive diagrams and details 
obtained dur ing site visits and workshops conducted with AWI staff and with staff 
members of each of the ELCs. 

The achievements of ELIS ð Stage 1 have created a high degree of confidence among 
primary stakeholders that the proposed ELIS solution is the best alternativ e for the State. 

A detailed compilation of both the functional and technical requirements for ELIS have 
been included in the appendix to this document.  This section contains a conceptual 
overview of business concepts, features and processes that ELIS is intended to support.  
Comprehensive details about the to-be business processes that will be supported by the 
proposed ELIS project may be obtained from the following Stage 1 Deliverables: 
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 ELIS OEL To-Be Process Documentation 

 ELIS ELC To-Be Process Documentation  

 ELIS Use Case Specification 

 ELIS Phasing Analysis 

2.3.2 The Core Needs of Early Learning Stakeholders  

The core needs articulated by Early Learning stakeholders are as follows: 

 Case Management: capabilities for Early Learning Coalition s to process and 
track eligibility redetermination, VPK re -enrollment, provider transfers, 
guardianship transfers, child screenings, child assessments, access all service 
history and track all inclusion services ; 

 Attendance Management : capabilities for child care providers to en ter, submit, 
re-submit and track child attendance information ; The capability for Early 
Learning Coalition s to create and process attendance rosters and attendance 
payment adjustments; 

 Grants and Financial Management : capabilities for the Agency to receive 
coalition invoices, initiate and process payments, manage grant match 
information, manage receivables, monitor grant utilization, process annual 
coalition inventory ; The capability for Early Learning Coalition s to manage 
financial processes including mont hly close-out, provider payments, invoicing, 
collections; 

 Intake : capabilities for customers to make application for services, provide 
required documentation and track status of an application. The capability for 
customers to provide information and docume ntation related to the 
redetermination of eligibility for services. The capability for Early Learning 
Coalition s to enter, process, and track an application for service, manage waitlist 
and to automatically determine eligibility and parent fees based  on configurable 
business rules; 

 Child Care Resource and Referral : capabilities for customers to find answers to 
their questions regarding how to identify quality early learning programs and 
how to locate a provider that meets each familyõs needs. The capability for the 
Agency and Early Learning Coalition s to provide referral lists an d related 
services to customers; 

 Service Management : capabilities for Early Learning Coalition s to manage 
provider on -boarding, contracts, profiles, quality monitoring and improvemen t 
activities; 

 Policy and Program Management : capabilities for the Agency to manage the 
process of policy and guidance development, distribution and maintenance ; 
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 Program Support : capabilities for the Agency to manage data quality, process 
cash receipts, manage statewide contracts; 

 Planning, Monitoring and Quality Management : capabilities for Early Learning 
Coalition s to monitor service provider contract compliance, monitor coalition 
performance against plan, manage slots and financial forecasts; The capability for 
the Agency to monitor, track and report on eligibility, instructor qualifications, 
coalition performance against plan and fiscal practices; 

 Document Management  (Not imaging): capabilities for customer to submit 
documents electronically ; The capability for the Agency and Early Learning 
Coalition s to receive, index, archive and search electronic documents; 

 Workflow : capabilities for the Agency and Early Learning Coalition s to route 
business documentation and data electronically through pre -configured business 
process steps;  

 Business Rules Engine : capabilities for configure business rules relating to 
eligibility determination, enrollment, eligibility redetermination, provider 
payments, financial management, attendance management and other processes; 
and 

 Reporting : capabilities for providers, Early Learning Coalition s and Agency to 
generate case management and financial reports and perform analytical data 
management (OLAP) including customizable standard reports and ad hoc 
queries. 

2.3.3 Business Problems that Could be Solved by Implementing ELIS  

The following core business problems could be solved by implementing a web -based 
Early Learning Information System.  

 Payment Processing: Payment processing is manual, inefficient and prone to 
error; Faster payments to the providers are needed to increase the number of 
providers offering child care and VPK services ; 

 Attendance Management : Attendance processing and auditing requires 
significant manual data entry driving up cost and decreasing the quality of 
attendance data; The Early Learning Coalition s cannot decrease the inefficiencies 
in attendance processing and auditing thereby increasing the chances for 
potential errors and fraud ; 

 Grants and Financial Management : The Agency and Early Learning Coalition s 
are limited in their ability to optimize the use of program funds due to the lack of 
timely financial data and accurate utilization forecasting ; 

 Fiscal and Program Monitoring : The Agencyõs and Early Learning Coalition õs 
ability to effectively monitor both fiscal and prog rammatic performance of the 
programs is severely limited due to the lack of timely and comprehensive data ; 
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 Service Management  ð The Early Learning Coalition sõ monitoring of their 
contracts with Child Care providers, VPK providers and service providers is 
highly manual. This results in less effective monitoring activities and higher 
costs; 

 Intake ð The Early Learning Coalition sõ ability to accurately determine eligibility 
is limited due to the current manual process and few automated checks and 
balances, thereby introducing a risk for errors;  

 Case Management ð The Agency and Early Learning Coalition s are unable to 
adequately track child eligibility participation, attendance, other services, and 
results of developmental screenings and child assessments administered to 
children participating in early learning programs. This limits the Early Learning 
Coalitionsõ ability to see the childõs needs and progress holistically, which further 
limits their ability to af fect ultimate outcomes achieved; 

 Longitudinal Trackin g: The Agency and Early Learning Coalition s are unable to 
adequately collect and correlate child, staff and financial data to support the 
analyses of a childõs short-term and long-term developmental, academic growth 
and the return on investment for early l earning programs; 

 Data Sharing : The Agency and Early Learning Coalition s are unable to 
effectively share programmatic and financial data with other State of Florida 
agencies such as the Department of Education, Department of Children and 
Families, Florida Department of Law Enforcement, Department of Revenue and 
Department of Health in order to ensure all the agencies involved comply with 
their respective statutory obligations ; and 

 Reporting : The Agency and Early Learning Coalition s are unable to ensure that 
critical information needed to effectively manage the programs is readily 
accessible to coalition and Agency leadership, state and local administrators and 
policymakers. 

2.3.4 Core Business Processes to Be Enabled by ELIS (Future State) 

This section summarizes the business processes that will be enabled by ELIS.  These 
processes were established during facilitated AWI staff workgroup sessions as part of an 
ELIS project phasing analysis. 

2.3.4.1 AWI Processes That Will Be Implemented in ELIS  

The following table contains a listing of the 9 AWI As -Is Processes (out of 16) and the 7 
AWI To -Be Processes (out of 13) that have been selected for implementation in ELIS. 

OEL As-Is Model  OEL To-Be Model  

As-Is 
Functional 
Group  

Process Name 
To-Be Functional 
Group  

Process Name 

Admin ister 
Reimburse ELC Grants and 

Financial 
Process ELC Invoice 
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OEL As-Is Model  OEL To-Be Model  

As-Is 
Functional 
Group  

Process Name 
To-Be Functional 
Group  

Process Name 

Program Invoice  Management 

Cash Receipts 

Program Support  

Process Cash Receipts 

OEL Statewide 
Contract 
Management ð 
Invoicing  

Manage Statewide 
Contracts 

CCEP Grant 
Management  

Policy, Planning 
and Program 
Management 

Develop Policy and 
Manage Programs 

Oversight of 
Services & 
Activities  

Program 
Monitoring ð 
Eligibility File 
Review  

Monitoring and 
Quality 

Management 

Monitor Program and 
Instructor Eligibility  

Financial 
Monitoring ð 
Grants Spend ing 
and Reconciliation  

Grants and 
Financial 

Management 

Monitor and 
Reconcile ELC Grant 
Utilization  

Financial 
Monitoring ð 
Grants Usage 

(combined into Monitor 
and Reconcile ELC 
Grant Utilization) 

Quality 
Improvement / 
Availability of 

Services 

Child Care  
Resource & 
Referral  

Policy, Planning 
and Program 
Management 

(Combined into Develop 
Policy and Manage 
Programs) 

Provide Data 
Quality and 
Support  

Program Support  
Maintain Data 
Quality and Provide 
Service Support  

Table 2-6  AWI Processes That Will Be Implemented in ELIS  
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2.3.4.2 ELC Processes That Will Be Implemented in ELIS  

The following table contains a listing of the 16 ELC As-Is processes (out of 20) and the 14 
ELC To-Be processes (out of 18) that that have been selected for implementation in ELIS.  

ELC As-Is Model  ELC To-Be Model  

As-Is Functional 
Group  

Process Name 
To-Be Functional 
Group  

Process Name 

CCR&R 

Childcare Resource 
& Referral  

Resource and Referral 
Childcare Resource 
& Referral  

Provider On -
boarding and  
Management  

Service Management 
Provider On -
boarding and 
Management  

Eligibility and 
Enrollment  

SR Eligibility 
Determination  

Intake (new group) 

(Wait list placement 
is now included in 
CCR&R process.) 

Enrollment  (new) 

SR Enrollment  

VPK Eligibility 
Determination  

VPK Enrollment  

Wait List 
Management  

 
Wait List 
Management  

SR Eligibility Re -
Determination  

Case Management 
(new group) 

SR Eligibility Re -
Determination  

Provider Transfer  VPK Re-enrollment 
/ SR Provider 
Transfer  

No matching process Guardianship 
Transfer  

No matching process Child Screening 
(new)  

Monitoring and 
Oversight  

 

Service Management 

Provider Quality 
Monitoring and 
Improvement  

Attendance Auditing  (combined with 
Provider Quality 
Monitoring and 
Improvement)  
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ELC As-Is Model  ELC To-Be Model  

As-Is Functional 
Group  

Process Name 
To-Be Functional 
Group  

Process Name 

Back Office / 
Financial 

Attendance 
Management  Attendance 

Management 

Attendance Roster 
Processing 

Attendance Payment 
Adjustment  

Attendance Payment 
Adjustment  

Monthly Close & 
Provider Payment  

Financial 
Management 

Close Out  

ELC Invoicing  (combined with 
Close Out) 

Collections  Collections  

Slot Management  ELC Planning & 
Quality management  

(new group) 

Slot Management  

Table 2-7  ELC Processes That Will Be Implemented in ELIS  

 

2.3.5 ELIS Will Create Internet Portals and Intra net Workspaces 

The future early learning processes supported by the proposed ELIS project will make 
maximum use of internet portals and intranet workspaces.  

An Internet portal is a single gateway to primary information on a particular topic or 
service; wit h selectable links to other additional information.   Portals are accessible to 
the public by anyone with Internet access but usually registration and a user ID and 
password are required to perform supported functions such as messaging, data 
requests, and data entry or update.  ELIS will use Internet portals to provide 24/7 access 
to program and personal information to parents/guardians, providers, partners and 
coalition members/staff.  Registration and user security features will restrict their ability 
to view and edit only their own data.  

Intranet Workspaces are similar to portals except access is not available to the general 
public.  These workspaces will use secure access and web technology to provide 
authorized OEL and ELC users with real -time access to ELIS data and reports.  The use 
of ELIS workspaces will be a far superior alternative to the limitations of the current 
stove-piped architecture. 

The remainder of this section describes in more detail how these portals and workspaces 
will be employed after  the ELIS project is completed. 

 




