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1 EXECUTIVE SUMMARY

This First Nations BCeSIS Implementation Planning Project (the Project) was initiated by the
Ministry of Education (MeD) to provide support in the development of the First Nations plan
and strategy for initial and ongoing implementation of BCeSIS (BC electronic Student
Information System).

This project is a collaborative initiative with active participation and agreement from the First
Nations Education Steering Committee (FNESC) and its BCeSIS planning and support team
members. Working closely with the First Nations BCeSIS Project Manager, the BCeSIS
Implementation Team (Fujitsu Consulting and MeD) will provide overall guidance, subject
matter expertise and project management/facilitation to bring this planning initiative to a
successful conclusion.

Since October 2005, preparatory work has been undertaken by the First Nations BCeSIS
team in order to gain an appreciation of BCeSIS capabilities and its potential application
within First Nations schools. Based on this initial review, FNESC is prepared to proceed to
the next stage in development of the First Nations BCeSIS Implementation Plan/Strategy.
(Taken directly from M002S FN BCeSIS Implementation Strategy V. 1 0)

First Nations schools in British Columbia (BC) manage student information in a variety of
ways depending on administrative and technological capacity, school size and access to
systems. Student information can be characterized as being any or all information which
pertains to a student’s profile including personal information which impacts on the student’s
education. Typically student information includes records of attendance, achievement,
special needs, contact details, relevant parental information and medical information.
Student information is also used to track academic progression and grade transition and is
sometimes used to assist with student report writing. Current student information systems in
use in First Nations schools include Report Writer, Open Source, ESCAN and HARTS. More
commonly paper files are used to collate and retain student data.

In 2003, the BC MeD distributed a Request for Proposals for a comprehensive common
student information system which could be utilized as a single source database in school
districts throughout BC. The selected database was BCeSIS; a product designed by an
Ontario based technology company. BCeSIS provides access to a web-based central
student registry and permanent student record. Once it is fully implemented it is expected
that the new system will provide a significant enhancement to current administrative
procedures and provide in-depth reporting capability. BCeSIS utilizes state-of-the-art
architecture that separates the back-end database, the application and the front-end client
components. This allows each component to be managed separately and by separate parties
if need be.' From a First Nations schools’ perspective this means First Nations schools do
not have to concern themselves with any of the technical back-end database or application
components — they only have to ensure that users have adequate Internet connectivity and
an appropriate browser.

In 2004/2005 the BC Ministry of Education began its implementation of BCeSIS in school
districts throughout BC. The implementation has been met with varying degrees of success
depending on the student information systems that were historically in use in the school
district, the school district size, school preparedness for the business change and the
administrative resources available within the school district.

! Cowichan Valley School District 79 BCeSIS Planning and Implementation Report — Page 4
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An important and enduring issue for First Nations education is the matter of transition of First
Nations students between grade levels and their mobility between band schools and
provincial schools. Commonly when First Nations students make the transition between a
federally funded school, located on reserve, and a provincial school, the complete set of
information pertaining to that student and his/her academic and personal history does not
always follow that student. Students sometimes can seem to ‘disappear’ from official
records. This ‘disappearance’ can sometimes be attributed to actual attrition due to the
difficult transition from the more culturally accepting environment of a band school to a larger
less welcoming public school environment. This change can be difficult for First Nations
students and is commonly cited as a prime motivator for them to ‘drop out’ of the education
system altogether. However, in the absence of any comprehensive data or research
concerning this issue it is difficult to garner any meaningful insight into whether this is a valid
contributor to the inequity in retention and graduation rates between Aboriginal and non-
Aboriginal students.

Implementing effective data gathering systems regarding education has been a priority for
BC First Nations for a number of years. Some of the data initiatives implemented by the First
Nations Schools Association (FNSA) have included a Band Funding Analysis and a research
project which has highlighted the high level of unmet special needs of some students in First
Nations schoals. In 2004, the FNSA implemented the ‘School Measures and Data Collection’
'‘project. In 2005, a data collection instrument, formulated by First Nations, was distributed to
First Nations schools and was completed by 27% of all First Nations schools in BC. The
results of the survey were both surprising and informative and provided a prime example of
how accurate data can negate some of the misconceptions concerning First Nations schools,
First Nations parents and First Nations students.

Having a strong belief in the ability of data to inform and prioritize activity and influence
policy, the FNSA at its 2005 Annual General Meeting (AGM) agreed that it would be
extremely beneficial to implement the BCeSIS system in First Nations schools. This decision
was made in part due to the expectation that BCeSIS could assist First Nations schools in
the more efficient transfer of information, pertaining to students, as they moved from First
Nations schools to provincial schools and vice versa.

The benefits of BCeSIS appear to be twofold in that the system will provide a comprehensive
common student information data system which could improve the efficiency and practice of
student data collection within First Nations schools. Additionally, the system will provide a
common information system which could more easily facilitate the transfer of student data
between First Nations schools and provincial schools. The protocols surrounding the
exchange of information between First Nations schools and provincial schools have yet to be
determined but would always be respectful of the privacy of the individual student and his/her
parents.

This Implementation Plan captures many factors which must be accounted for when
considering the implementation of such a comprehensive student information system. The
primary objective of the First Nations schools is to ensure that BCeSIS will adequately meet
the needs of on-reserve schools both now and in the future, as some BC First Nations move
to assume jurisdiction over on-reserve K-12 education. First Nations schools are also wary
that BCeSIS has been specifically built to meet the needs of provincial schools in BC and
any changes which are required to accommodate the unique circumstances of First Nations
schools may either not be possible or may take too long to accomplish. In order to address
the concerns of First Nations schools, two advisory committees were established to inform
the development of this Implementation Plan. The first is the First Nations BCeSIS Steering
Committee (Steering Committee) which is a subset of the FNSA board. The role of the
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Steering Committee was to provide strategic direction for the project and the development of
the Implementation Plan. The second is the First Nations BCeSIS Working Group (Working
Group), comprised of First Nations education technicians and tasked with providing input into
the practical application of BCeSIS within First Nations schools.

This Implementation Plan examines both the school business requirements and the strategic
requirements of First Nations schools. The FNSA has viewed the potential implementation
of BCeSIS as a significant ‘business change’ and so much examination has taken place of
existing, and desirable, practices within First Nations schools in regard to student information
and how the potential implementation of BCeSIS will impact on the processes which are
currently established and working well. The advisory committees along with the Project
Implementation team have reviewed the issues and risks associated with the project and
have sought to suggest mitigating actions and where possible, solutions to these issues and
risks. These issues include but are not limited to, adequate human resources, the desire to
create a ‘school district’ type infrastructure for First Nations schools, the size and grade
offerings of the schools and perhaps most importantly adequate Internet connectivity.

The primary objective of this Implementation Plan is to provide a guide for the FNSA which
will allow the smooth and efficient implementation of BCeSIS into First Nations schools.?
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2 FIRST NATIONS STRATEGIC REQUIREMENTS
2.1 BUSINESS PLAN BACKGROUND

In October 2005, the First Nations Education Steering Committee (FNESC) completed a
business plan® concerning the potential implementation of BCeSIS in member schools of the
FNSA. This Business Plan was updated in October 2006 to incorporate some of the lessons
learned within the year about BCeSIS. Some of the benefits to First Nations schools and to
the Ministry of Education (MeD), outlined in this business plan include:

Common systems solutions to help set standards and improve business processes
across the education system;

An integrated web-based system to manage student information throughout the
province;

More direct access to student performance information and results from one location,
improving student achievement by ensuring educational goals are met.

A First Nations BCeSIS Steering Committee was formed to provide overall strategic direction
for the First Nations BCeSIS Implementation Planning Project. Members of the Steering
Committee include:

Karen Smith A’g’amnik School

Victor Jim Moricetown Elementary School (currently seconded to
MeD)

Louise Lacerte K'ay Skak Learning Centre

Lee Gardiner Specia)l Projects Coordinator FNESC (Project Business
Owner

On October 18", 2006 the committee reviewed and agreed upon the benefits and
performance indicators to be realized over time by implementing BCeSIS in First Nations
Schools. These indicators will be used throughout the project to:

Lay the foundation and groundwork for the working group and their assessment of school
requirements and BCeSIS capabilities

Build common expectations and specific measures for success.
2.2 EXPECTED BENEFITS OF THE BCESIS PROJECT

The following benefits have been agreed to as being expected outcomes of implementing
BCeSIS within First Nations schools.

The system creates a common information platform throughout the province. This will
allow for appropriate comparison and analysis of educational trends on a province-wide
basis as well as the more efficient tracking of First Nations students as they move
between the provincial and First Nations education systems.

The architecture of the software (and database) allows for extensive standard and some
ad hoc reporting. These reports will allow First Nations to produce a number of reports,
which will lead to increased accountability and more detailed student performance
information. These reports will assist schools to report out aggregate information to

3 http://www.fnsa.ca/pdf/ENSAConference/8BCeSIS%20Business%20Plan%20(Approved).pdf
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stakeholders such as Indian and Northern Affairs Canada (INAC), the FNSA and Chief
and Council, students and parents, if desired.

The architecture of the software moves the most tedious and technical aspects of this
type of application to a centralized area and will allow the First Nation School to focus its
resources and attention on the information that can be provided by the system.

The ‘common system’ highly simplifies software maintenance, upgrading and training.

The ‘common system’ will allow for unencumbered movement of staff between First
Nations schools and provincial schools. Training for the current and future versions will be
consistent and easy to deliver across all BC schools.

The ‘common system’ also allows for easy movement of students from school to school
within the local school district and from within participating BC districts.

The BCeSIS is cost effective. The annual license and maintenance fee is charged per
FTE, which is measured on a monthly basis and therefore scales automatically as
enrolment changes. Consequently a First Nations school will not be continuously charged
for a student if s/he is enrolled in September but leaves the school in December.

The modern architecture allows for the elimination of many of the costly and tedious
peripheral software packages and also allows for easy integration of peripheral packages
that are still required.

2.3 KEY PERFORMANCE INDICATORS
The project will be completed in several phases. The first phase involves the development of

and approval of the overall Implementation Strategy and Pilot Plan and the second phase
encompasses the execution of the overall implementation strategy.

The following key performance indicators were established as success measures for both of
these phases:

Phase 1:
The approval of the BCeSIS business plan by the FNSA board.
The signing of the Memorandum of Understanding (MoU) with the Ministry of Education.
The recruitment and appointment of a BCeSIS Project Manager.
The selection and approval of First Nations schools for the pilot implementation process.

Successful training of two FNESC/FNSA T3 Trainers (BCeSIS) and/or access to school
district/Independent School trainers.

The development of a comprehensive Project Implementation Plan outlining timelines,
business requirements, risks, expected outcomes and objectives.

The creation of two First Nations advisory bodies; the BCeSIS Steering Committee
(strategic direction) and the BCeSIS Working Group (technical consultation).

Phase 2:
All First Nations schools are designated to a roll-out ‘wave’ for implementation.

First Nations schools who do not qualify, for example, due to the reason of size or
internet connectivity capacity, are appropriately communicated to and supported.

BCeSIS is successfully rolled out to First Nations schools in ‘waves’, as per the
Implementation Plan recommendation.
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Issues regarding BCeSIS implementation from key stakeholders, primarily First Nations
schools, are dealt with promptly and effectively by all service providers (FNESC, FNSA,
Ministry of Education, Helpdesk support and Fujitsu Consulting etc.).

The process of invoicing FNESC/FNSA for the use of the system is seamless and trouble-
free.

The Ministry of Education agrees to work with First Nations schools on potential
enhancements to the system which might meet the specific needs of First Nations
schools.

Successful training of school administrative/resources and FNSA/FNESC staff on
BCeSIS.

The creation of a First Nations cohort of Subject Matter Experts (SME) and trainers who
can potentially train First Nations school staff as they move through the implementation
process and who may function as BCeSIS Helpdesk Support in the future.

Effective and efficient use of BCeSIS within First Nations schools (measured through
regular performance evaluations with key stakeholders).

Implementation of a reporting mechanism to measure the success of the improvement in
effective transfer of information between federally funded schools on reserve and
provincial schools (Ministry and FNESC).
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3 SCHOOL BUSINESS REQUIREMENTS
3.1 BACKGROUND
A working group of key representatives from First Nations schools provided input and advice

to the project, validated deliverables and carried out implementation impact analyses. The
members of the working group are:

Sue Gower Chalo School

Carol Michel Stein Valley - Nlakapamux School
Cathy Seymour Aatse Davie School

Marie Matthew Neqgweygwelsten School

Rob Johnson Bella Bella Community School

In October 2006, the working group met to assess and develop school requirements and to
identify any potential implementation issues. This was done through a facilitated workshop
that:

Reviewed typical First Nations school functions
Identified variances amongst First Nations schools

Reviewed school functions in relation to BCeSIS capabilities and Ministry of
Education standards and identified variances.

The full results of the workshop are attached as Appendix A to this report. Below is a
summary of the key points raised during this workshop.

3.2 SUMMARY OF UNIQUE REQUIREMENTS AND VARIANCES

The following table summarizes unique requirements and variances that must be addressed
in order to align BCeSIS system capabilities and First Nations school requirements.

As well, it categorizes critical action areas to address these requirements.

FN Policy Items that require First Nations groups’ (i.e. FNESC,
FNSA etc.) definition or decisions.

MeD Policy Items that require MeD and/or BCeSIS groups such
as the Service Management Council (SMC)
definition or decisions.

School Processes Items that require a change or new processes to be
implemented (in addition to BCeSIS)

eSIS Training Impacts existing training materials and/or options

eSIS Table Update Requires changes to tables within the eSIS system

eSIS System Requires a programming change to the eSIS system
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A risk analysis is included in section 5 of this report to capture items that have significant risk
or are outside of the Implementation Team’s capability to address them in a timely way. The

table below also highlights the issues which are deemed critical and which require solutions

in order for First Nations schools to successfully implement BCeSIS.

Unique Requirement/Variance

= H*
z 2, -5, B 8
[<] o S 9 c |2 (%) 9]
Impacts.. . a £8 o £ 0g o ks
T 2 38 B8F 85 8 @
Language and Culture Rooms required in X R1
“Setup Rooms”.
Validation of proof of age requires a change in X X R2
process i.e. ability to use the “Indian Status
Card”.
Also requires schools to select “BC
Identification” in the drop down table OR X
“Indian Status Card” required in drop down
menu.
Ability to enter PO Box as the home address or X R3
change the street address field to “not required”.
OR
. X X
Create a “workaround” generic street address to
satisfy system required field.
All Native languages are required in the X X R4
“Language at Home” field. Spelling as per
FNSA.
Require standard practice for schools to use the X X RS
ad hoc field for 7th Generation designation. This
will need to be communicated to the SMC for
action.
“Categories of Students” may require some X X R6
change to accommodate types of First Nations
funding OR if not useful.
Instruct schools not to use this field. X
Minimum age requirement needs to X X R7
accommodate 3 year olds and also denote 4
year olds for funding purposes.
PEN numbers required for all students X R8
(including 3 and 4 year olds).
Guidelines required on use of the X X R9

Program/Group capability with some
consistency in consideration of future
reporting/analysis.
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Unique Requirement/Variance

=
) 2 g 3
= o (7] [e)] [ > c
o o R4 < (] n o
Impacts.. = o 28 wf af o ks
T 2 38 8F 85 8 @
Additional categories of “permissions” required. X R10
Create a registration template that mirrors eSIS X X R11
data flow.
Assess additional reporting requirements, X X R12
funding required to develop; issue job ticket.
“Head Start and New Paths” required as a X X R13
program or ad hoc field for tracking purposes.
“Transfer to and from First Nations School” X R14
reason required in the Admission/Withdrawal
table.
Develop/communicate guidelines to help with X X R15
the decision on who “owns” the student re:
cross enrolments.
Develop/communicate workaround for the X R16
“forced year end” to accommodate those
schools with continuous education.
Develop/communicate guidelines to help X R17
smaller schools in the setup of course
timetables.
Develop guidelines to address course X R18
timetabling for students such as Adults and
those younger than K.
Define “what” the district is for First Nations X X R19
schools and where responsibilities will reside.
Define requirements for the First Nations X X R20
“Dogwood” equivalent; issue job ticket for
necessary extract.
Define First Nations “Board Authority” courses; X X X R21
submit to Ministry for inclusion in the course
table. Require a category called FNAC.
First Nations nominal roll report required that X X R22
includes nursery children (as per INAC). Note,
there will be short term and longer term
requirements.
Require field (or use the program feature) to X X R23
identify children who are non-status with parents
working on-reserve. These children need to be
included in the nominal roll report.
Require a report card letter template that X X R24
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Unique Requirement/Variance

= #*
>
e
o o = £ -2 () 9]
Impacts.. = o 28 wf af o ks
g 2 38 %2 85 % &
teachers can use and personalize.
First Nations grading and report card X X X R25
requirements need to be defined (Curriculum
Committee & Ministry) Scope includes:
authentication authority & process; certificate
production and format; courses required;
grading/marking standards etc.
Impacts of First Nations schools that implement X X R26
as “Independent Schools” must be assessed
and determine if “Independent FN schools”
number should be set up now.
Determine and support the First Nations Data X X R27
Collection group requirements where system
capabilities exist.
Assess Student Services module for potential X R28
future implementation and required guidelines
for its use.
Incident list requires additional choices. Provide X X X R29
input to SMC i.e. arson; drug trafficking”.
Develop guidelines on use of the Incidents X R30
module and process to review/delete incidents.
Review Enterprise Level defaults for the X R31
Company file and develop structure for how the
First Nations schools will be handled by the
system.
Include information to schools on system X R32

impacts to job roles as part of the Pilot stage
communications plan.

Nb. The Unique Requirements which are highlighted in yellow must be addressed before BCeSIS can be implemented in
First Nations schools.
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4 INITIAL IMPACT ASSESSMENTS
4.1 BACKGROUND

In order to help plan not only which functions of BCeSIS to implement, in what schools, in
what order etc., but also to begin to understand how we can best support and help schools
through the implementation experience, various implementation impact assessments were
completed through surveys and discussion with the working group and CORE
Implementation team members.

4.2 SCHOOL FUNCTIONS AND PROCESSES

During the School Requirements Workshop, the working group identified a number of
variances and considerations for schools’ adoption of the BCeSIS system.

An Implementation Impact assessment captured initial thoughts and recommendations from
the working group relating to impacts to school processes; people, technology, organization
and business practice. A few months prior to a school implementing BCeSIS, a more
detailed change impact assessment will be undertaken to specifically tailor the change
management plan/actions needed for each particular school.

The following points summarize impacts to be considered during project rollout. A
comprehensive summary of the impact assessment response surveys are included in
Appendix B.

Processes

It will significantly change the way people do their work due to entry into computer
system instead of using paper.

A Registration Form will need to be standardized and utilized consistently

Reporting to INAC and the FNSA will be impacted, but hopefully improved.
People

Varied range of computer literacy, training may be required.

Entry of attendance may have an impact on the role of both teachers and
secretaries.

Location of work will be impacted due to some staff working from home, guidelines
may need to be developed and support requirements established.

Staff will be more reliant on support from other technical persons within the school.
Initial implementation may cause stress and frustration.

Staff turnover and training requirements before, during, and after implementation will
impact on successful implementation

Technology
Connectivity will have a major impact on successful implementation in schools

Ability to connect to other systems, like Library system, will impact current system
integration.

Organizational

Time commitment is a major consideration.
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September, December, March spring break and May-June are “no-go” times for
implementation due to regular school business activities. Summer time is also a very
difficult time due to staff being on vacation.

Schools uncertain about preparedness for implementation.
Again staff turn-over needs to be considered.

Communities and staff may be sceptical of the security of having confidential records
‘online’.
Business
Long-term costs of system are a major impact.
Don'’t want costs to fall on First Nations schools

Assurance of adequate funding for support, training and system implementation and
maintenance costs.

4.3 TECHNOLOGY INVENTORY AND CAPABILITIES

In order for First Nations schools to implement BCeSIS, it will be necessary to ensure that
they have the requisite technological infrastructure to run and support the BCeSIS
application. Not only do the schools require appropriate infrastructure to run the application
but they also require it to be able to access the many online and “just-in-time” training
opportunities made available to schools before and once BCeSIS has been implemented.

The First Nations SchoolNet (SchoolNet) project funded by Industry Canada and regionally
managed in BC by FNESC has supported Information Communications Technology (ICT)
within First Nations schools for the past four years. This support has included subsidized
Internet connectivity and upgrading, ICT training, technical and Helpdesk support, access to
online learning opportunities and the provision of licenses, hardware and software to
schools. As a result of this program First Nations schools have received significant financial
support in the area of ICT and most schools are sufficiently stocked with high quality
computers and software. Through an agreement struck between Microsoft and SchoolNet,
all schools have had access to free Microsoft XP Professional licenses. Additionally, in its
final report of 2005/2006, FNESC reported to Industry Canada that First Nations schools in
BC had a computer to student ratio of 1 to 4. However, we are also aware that
approximately 10% of schools operate in a MAC environment which, while not completely
incompatible with BCeSIS, is an issue which will require further examination.

One concern is that the SchoolNet program, officially ended on March 31st 2006 but Industry
Canada extended the program by one more year while it reviewed the effectiveness of the
program and considered its ongoing renewal. FNESC had originally planned to utilise
SchoolNet funding to support start up and ongoing aspects of the BCeSIS project. If the
SchoolNet program does terminate on March 31st 2007 this will have negative implications
for First Nations schools which rely on this funding to pay for connectivity and keep their ICT
inventory current and for FNESC, which will then have to secure funding for the BCeSIS
project from other sources.

There are a number of issues which need to be addressed concerning the technological
infrastructure in First Nations schools. These issues include; ensuring that sufficient
technological expertise exists within the schools, the type of operating environment (MAC or
PC) utilized, the type of Operating System being used in the schools and lastly but perhaps,
most critically, the issue of adequate Internet connectivity.
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This last issue is significant. Due to the remoteness of many communities and the geography
of the province, there are major challenges with regard to connectivity. There are many First
Nations schools which still access the internet through dial-up connections or satellite. This
issue is beyond the control of many First Nations communities simply because the
infrastructure to provide more enhanced connectivity does not exist in their regions.

Below are the technological specifications which schools must meet in order to successfully
implement and operate BCeSIS.

Operating System Internet Browser JVM PDF Reader
MS Windows XP Internet Explorer 6.0 Oracle Jinitiator 1.3.1.13 Adobe Acrobat
Professional 7

MS Windows 2000 |Internet Explorer 5.0 Oracle Jinitiator 1.3.1.13 Adobe Acrobat

SP1 or higher 7

Netscape Navigator 4.7x (*)
MS Windows 98 Internet Explorer 5.x Oracle Jinitiator 1.3.1.13 Adobe Acrobat
Second Edition Netscape Navigator 4.7x (*) 6.0.1(")

MAC OS 10.2.8 Internet Explorer 5.2.2 (*)  Java Plug-in 1.4.1 Update 1 Adobe Acrobat
(OS 10.3.x is an (ships with OS 10.2.8) (*) 7

supported platform)

MAC 0S 9.2.2 Internet Explorer 5.1 (*) MRJ 2.2.6 (*) Adobe Acrobat
7

Below are the internet connectivity specifications which schools must meet in order to
successfully implement and operate BCeSIS.

ITEM MINIMUM REQUIREMENTS
Connectivity High speed Enhanced, Wireless, T1, Cable, DSL

SchoolNet has recorded data regarding schools and their ICT inventory, connectivity status
etc. on an ongoing basis, but for the purposes of this project, it has been important to review
this information and update it to ensure that it is current and that the BCeSIS team can use it
to identify any gaps which exist for First Nations schools so that they can either be
addressed or a decision made as to whether a school is able to move forward in the project.
In order to ensure the accuracy of the recorded information, a survey was sent to all First
Nations schools for their completion. The results of this survey are captured in section 7.1.3
of this report.

The following table outlines potential areas of challenge regarding technology which might be
encountered by First Nations schools. The table also includes potential mitigation strategies.

Challenge Mitigation

Accuracy of ICT data regarding | To issue an ICT survey to all First Nations schools which captures the
First Nations schools. information required for BCeSIS implementation.

Operating Environment To gather data regarding the Operating Environments being used in

schools and to develop a plan for schools who utilize MACs to ensure
that they can be accommodated.
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Operating System

Connectivity

Technological Human
Resources (expertise)

Hardware

Funding for ongoing costs of
connectivity

To gather data regarding the Operating Systems being used in schools
and to develop a plan for schools which utilize an Operating System
which will not support BCeSIS.

To review the connectivity status of all First Nations schools to assess
how many schools can implement BCeSIS with their current internet
connectivity. Where connectivity is insufficient to support BCeSIS, to
develop a strategy to review whether the issue of connectivity is able to
be addressed or not. This issue will also be tabled with the FNSA Board
for discussion.

While the implementation of BCeSIS does not require a technician, it
does require a human resource within the school to be technically astute
and to be familiar with a MS Windows operating environment. The
availability of this resource will be ascertained through the survey to
schools and a strategy will be developed to provide training to those
schools, where a gap in this area is identified.

The survey will determine whether a school has the appropriate
hardware to implement BCeSIS and where this hardware does not exist;
a strategy will be developed to review whether hardware can be
provided.

If the First Nations SchoolNet program is not renewed in 2007/2008,
alternative funding will need to be sourced to pay for internet
connectivity for schools. FNESC will review possible funding sources
through the federal and provincial governments.

4.4  TRAINING, TRANSITION AND SUSTAINMENT

The following considerations for training, transition and ongoing sustainment must be
addressed in the overall approach and detailed implementation plans in order to support the
schools and project team members to effectively implement BCeSIS. A comprehensive
BCeSIS Training Plan will be developed.

Consideration

Approach

Training and support logistics along with - Development of regional trainers/cohorts

number of people will depend on a number

of factors including:

the rollout plan (waves of
schools)

how many and which modules

are implemented

2-3 “switched on” trainers
Plan to create and support champions

Create “hubs” of training where feasible to support local &
remote schools

Train locally where there are sufficient numbers

resources available (people and - “Just in time” training to be used where feasible to mitigate

dollars)

location of training

8 First Nations Regions of which

school impacts (not too much time away at once)

Will determine how much training and training credits will be
provided to First Nations by BCeSIS

some are massive geographically - Opportunities to “piggy back” onto to District training events

will be considered and the First Nations perspective to that
event supplemented by the First Nations support/training
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Web based training is a concern due to
connectivity issues and also learning
effectiveness for longer courses

Timing of training is key and ability for
smaller schools to take “time away” from
day-to-day school work

Varying school systems are in place from
which student data will need to be
converted

Time and practice will be needed for the
Trainers and Level 1 Support to get up to
speed and to help others

Steps need to be taken to ensure
consistency and accuracy of support and
messaging amongst all trainers, coaches
and support team

Ongoing demands and “waves” of rollout
can impact trainers/Level 1 support job
satisfaction and effectiveness

Assessments need to be put in place to
ensure there is a process to assess
effectiveness of learning vs. effectiveness
of training

Effectiveness of training events can be
impeded by variation of learners computer
skills i.e. not having a basic understanding
of computers

Smaller schools may require additional
support to mitigate “time away” from day-
to-day operations.

Organization of the FN Trainer/Support
Team needs to consider factors such as:

Degree of support needed during
implementation, transition and
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team

Opportunities to obtain support from the BCeSIS
Implementation Team will be considered

Build in “gaps of time” during training to help the learning
process

Explore use of District Learning Labs where needed

Avoid schools breaks/vacation times

Do setups for smaller schools centrally and just train them
on their day-to-day functions

Majority of conversions will be manual

Support for manual conversions can be provided centrally,
where needed

A defined team will be put in place.

The team will be initially supported by experienced
trainers/support while the First Nations team is being
formed and developed

A communications approach will be developed and
mechanisms put in place to ensure information is cascaded
effectively i.e. BCeSIS Team to Level 1 support and First
Nations BCeSIS Communications Coordinator through to
schools and relevant audiences

As a prerequisite to selection, all support resources will
have a solid base knowledge of the business functions and
be comfortable with using computers

Schedules and plans will be done to avoid “burnout” and
provide some balance of life

Trainer/Support roles will be looked at for people to switch
between these roles to balance out travel and type of work

Various indicators and measures will be put in place
including: Helpdesk analysis; School assessments.

Strategy will be developed

Skill assessment can be done easily through web based
survey

Training plan will then be put in place to bridge the gaps
although this is probably not a big issue

Some preparation and setup activities can be done centrally

Location and number of team members will be assessed as
part of the detailed roll out planning

“Hubs” to be created in line with the First Nations self-
management philosophy
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sustainment phases

Number and timing of school
implementations

Necessity to maintain user base
information on an ongoing basis
(security) and clear protocols on
changes to security access.

Course scheduling module is complex and
more difficult to learn and apply. Function
may not provide value to smaller schools.

Timing and preparation of the FN
Training/Support team needs to consider
likely pilot implementation timeframe to
ensure they are in place and ready.

Resources need to be in place to ensure
the year end transfer process (YET) is
carried out for the pilot schools.

4.5 LESSONS LEARNED FROM PILOT SCHOOLS

Clear guidelines to be developed on accessing BCeSIS
help vs. school technical help (i.e. pc or network problems)
If SchoolNet helpdesk still in place, orientation will be
provided to them to help with “handshake” process between
the two “helpdesks”

School roles/responsibilities for authorizing security
changes to be defined along with procedures to cover off
absences (vacation etc.). Overall security access to be
managed through a central “BCeSIS Manager”.

Rollout plan will consider implementation of this module just
for larger schools.

SME (Subject Matter Expert) to be created to help others
with the setup and course scheduling

Based on an early May GO-Live for the Pilot Schools
(reference section 7.2):

0 Trainers, Level 1 Support will need to be ready to
carry out their functions early March

o FN Helpdesk support will need to be ready mid
March.

YET occurs at the end of July. Detail Pilot Plan will include
this action item

In July 2006, representatives from the five pilot schools participated in a two week BCeSIS
training session. Some of the feedback from those participants is captured below:

Training for Elementary only schools and High School/K-12 should be split into separate

sessions.

The web-based training had limited success and should be used more infrequently or for

shorter modules.

Refine the training materials to just include the basics (i.e. more like QRG's?). This will need
to be funded and built into the implementation planning.

Training venue doesn't need to be expensive (i.e. buffet meals are preferred over plated

meals)

Stage 1 setup should be done during training (need to make sure BCeSIS Implementation

Team is ready and on-side)

Information overload is an issue and training should be done in small steps. (i.e. School
setup, then some day-to-day operations modules , then more advanced modules closer to

the time of use)

Having two people trained from the same school is very beneficial.

Time away from school is an issue for most First Nations schools, so some type of regional

training strategy would be preferable.
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5 IMPLEMENTATION ISSUES, RISKS AND RECOMMENDATIONS
5.1 BACKGROUND

The following risk analysis captures items that are either deemed to have significant risk to
the successful implementation of BCeSIS within First Nations schools or are outside the
Implementation Team'’s capability to address them in a timely way.

Actions to mitigate these risks and their current status are noted. These risks will be
managed on an ongoing basis as part of the Implementation and Pilot Planning project
scope. The risks have been numbered to facilitate ongoing management of these issues.

S = Strategic Requirement

R = School Requirement

| = School Impacts

C = Technology and Inventory Capabilities
T = Training, Transition and Sustainment

P = Pilot Lessons Learned

5.2 STRATEGIC REQUIREMENTS

The First Nations BCeSIS Steering Committee established key benefits and performance
indicators for both the planning and implementation project phases*. The following risks

require ongoing oversight and action.

Ref# | Strategic Benefit or KPI Action Required/ Status
S1 The system creates a The risk is that this benefit may not be achieved for all
common information platform | schools throughout the Province. The mitigation plan
throughout the province. This | includes:
will alloyv for approprlatg A technology assessment will determine those
ggLnCp;ir(')Snog 32?] dasnglr?zs of schools that will not be candidates due to connectivity
province-wide basis issues; connectivity tes'.[s WI|| be carried out and for
: those schools where this issue cannot be remedied,
this benefit will not be met. Size of schools may also
determine benefit of implementing BCeSIS.
Alternative methods and feasibility for smaller schools
to have remote support in entering data will also be
reviewed.
All schools designated to a The_ oyerall implementation plan wi_II consider what is
“roll out wave” realistic and achievable for school implementation for
Steering Committee assessment and decision on the
implementation plan and overall benefit.
S2 The BCeSIS is cost effective. | Risk is that funding for licensing is not currently

The annual license and
maintenance fee is charged
per FTE, which is measured
on a monthly basis and
therefore scales
automatically as enrolment

* Outlined in sections 2.2 and 2.3
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secured for the long term.

The ongoing benefits of BCeSIS need to be
communicated and demonstrated to schools

The Pilot Phase communications plan will incorporate
key messages and tactics to support building this
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S3

S4

S5

S6

S7

changes.

Successful training of two
FNESC/FNSA T3 Trainers
(BCeSIS) and/or access to
school district/Independent
School trainers.

The development of a
comprehensive Project
Implementation Plan
outlining timelines, business
requirements, risks, expected
outcomes and objectives

Issues regarding BCeSIS
implementation from key
stakeholders, primarily First
Nations schools, are dealt
with promptly and effectively
by all service providers.

The MeD agrees to work with
First Nations schools on
potential enhancements to
the system which might meet
the specific needs of First
Nations schools.

Successful training of school
administrative/resources and
FNSA/FNESC staff on
BCeSIS.
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understanding.

The implementation plan will be sufficiently detailed to
allow schools to know when to budget and the
timeframe in which funds will be needed.

Those schools which will be assuming the jurisdiction
of education should ensure they include BCeSIS
Licensing fees in their financial negotiations with the
federal government.

The training approach might require a more flexible
regional training model using training methods other
than web-based training and current offerings.

This will be mitigated in developing a training strategy
that addresses schools’ needs and supports a more
flexible approach. The Core Implementation team will
also work with the First Nations Implementation team
to support ‘Train the Trainers’ and other “just in time”
training events.

Resources needed for the initial planning stage may
not be available within the tight timeframe of the
project. Risk mitigation: members not having the
concentrated time needed to participate are kept
informed and involved through “at home” work and
review.

The roll-out plan will consider a realistic timeframe to
accommodate workloads and schedules of those
involved.

Risk is availability of resources. Mitigation: Establish
realistic expectations; provide information or queries
to be addressed as early as possible (timely).

Mitigate risk by establishing realistic expectations,
common requirements & timeframe needed to
change. Communication and understanding to be
fostered through the pilot phase communications
strategy.

Risk is availability of trainers and resources to deliver
ongoing training. The training and transition support
plan will address this requirement.
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5.3 SCHOOL REQUIREMENTS

The following unique requirements or variances present significant risk to the BCeSIS
implementation if they are not adequately addressed. Additional detail on these items is

included in section 3.2 and Appendix A.

Ref #

R3

R7

R8

R20

R22

R25

R26

First Nations BCeSIS Implementation Plan V. 0.8.9

Unique Requirement or
Variance

Ability to enter PO Box as the
home address or change the
street address field to “not
required” OR

Create a “workaround”
generic street address to
satisfy system required field

Minimum age requirement
needs to accommodate 3
year olds and also denote 4
year olds for funding
purposes.

PEN numbers required for all
students (including 3 and 4
year olds)

Define requirements for the
First Nations “Dogwood”
equivalent; issue job ticket
for necessary extract

First Nations nominal roll
report required that includes
nursery children (as per
INAC). Note, there will be
short term and longer term
requirements.

First Nations grading and
report card requirements
need to be defined
(Curriculum Committee &
Ministry) Scope includes:
authentication authority &
process; certificate
production and format;
courses required,;
grading/marking standards
etc.

Impacts of First Nations

Action Required/ Status

Short term risk as longer term most homes will have a
street address.

The BCeSIS Implementation Team will assess how
best to deal with the “required field” for those homes
without street addresses.

Impact of this will need to be addressed if BCeSIS
does not accommodate 3 or 4 yr olds. The Ministry
will need to include this in the proposed legislative
changes. Manual systems can track younger students
however this impacts on the benefits of BCeSIS
implementation.

This requirement is now with the Ministry and going
forward for legislative changes due July 2007. This
could be a ‘show stopper’ if not put in place.

Survey of existing schools will establish how many
students already have PEN'’s.

Longer term requirement that will be worked on over
the coming year(s).

Mitigation: Obtain Ministry agreement to include
younger children and issue them PEN numbers.(see
R7). Worst case: mitigation can be an extract from
BCeSIS and manual addition of information regarding
younger children.

FNESC and Ministry will need to work together to
incorporate First Nations requirements (short and
longer term)

Mitigation is NOT to implement any First Nation
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Ref# | Unique Requirement or Action Required/ Status
Variance

schools that implement as Independent schools until this has been worked out
“Independent Schools” must and the overall Implementation Plan completed.

be assessed and determine if

“Independent First Nation

schools” number should be

set up now.
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5.4 SCHOOL FUNCTIONS AND PROCESSES

The school impact assessments exposed a number of items that present significant risk to
the BCeSIS implementation if they are not adequately addressed. Additional detail on these
items is included in section 4.2 and Appendix B.

Ref #

11

Necessity for
administrative and
teaching staff to have
basic computer skills to
help in the adoption of
BCeSIS

BCeSIS capability to
record and also to extract
information required by
INAC & FNSA

Management of
expectations and level of
support provided to staff
working from home

School staff turnover and
need for ongoing
re-training

Time and availability of
resources needed for
training and
implementation

Lack of support by parents,
staff etc. due to scepticism
on security of records

Schools not having the
budget funding available
for ongoing BCeSIS fees.
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Action Required/ Status

Explore opportunity for skills assessment, funding and
action by FNSA

Determine what information is required by FNSA and
INAC; include in the BCeSIS requirements

Develop some parameters and guidelines around support
that is available from the Helpdesk; during what hours,
from what locations and monitor impact to school staff.
Include this consideration in the school planning process.

Will include this in the training strategy. Some aspects will
be: schools will be asked to nominate people for training
that have long tenure with the school; train multiple
people within schools.

Assess ability to arrange for “fill-in” help i.e. teachers on-
call and secretaries during initial stages. Include this as
part of the school planning process.

During training, ensure degree of security and how it
works is explained in detail.

The communications strategy should also include tactics
such as a fact sheet on security considerations for
parents etc.

FNESC to approach INAC regarding the inclusion of
BCeSIS fees as separate ongoing funding to schools or
in the jurisdiction funding, where appropriate.

Communicate to schools when and for how long funding
will be provided.
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5.5 TECHNOLOGY INVENTORY AND CAPABILITIES

Technology considerations that pose significant risk are noted below. Additional detail on
these items is included in section 4.3.

Ref #

C1

Cc2

C3

C4

C5

Operating
Environment

Connectivity

Technological
Human Resources
(expertise)

Hardware

Funding for ongoing
costs of connectivity

Action Required/ Status

To gather data regarding the operating environment being used
in schools and to develop a plan for schools who utilize MAC'’s
to ensure that they can be accommodated.

To review the connectivity status of all First Nations schools to
assess how many can implement BCeSIS with their current
internet connectivity. Where connectivity is insufficient to support
BCeSIS, to develop a strategy to review whether the issue of
connectivity is able to be addressed or not. This item will also be
discussed with the FNSA Board.

While the implementation of BCeSIS does not require a
technician, it does require a human resource within the school to
be technically astute and to be familiar with a Windows
operating environment. The availability of this resource will be
ascertained through the survey to schools and a strategy will be
developed to provide training to those schools where a gap in
this area is identified.

The survey will determine whether a school has the appropriate
hardware to implement BCeSIS and where this hardware does
not exist; a strategy will be developed to review whether
hardware can be provided.

If the First Nations SchoolNet program is not renewed in
2007/2008, alternative funding will need to be sourced for
internet connectivity for schools. FNESC will review possible
funding sources through the federal and provincial governments.

5.6 TRAINING, TRANSITION AND SUSTAINMENT

Considerations that pose significant risk are noted below. Additional detail on these items is
included in section 4.4.

Ref #

T1

T2

Finding people who
are already
comfortable with
BCeSIS and can get
“up to speed”
quickly to carry out
the trainer role.

Web based training
is not as effective

Action Required/ Status

Begin putting feelers out as to who is interested and who are
potential candidates so that they can get started as soon as
needed.

Also look at the long term solution that supports sustainment
and the “hub model”.

Utilize this only for short refresher training. Training strategy
should use other training methods. Look to provide support to
schools (i.e. Training Get Ready Initiative) before the web
training to make sure it is installed, working and they are familiar
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with how to use it.

T3 Trainer and Support | Provide for flexibility i.e. Support employees working from home;
staff “burn out” and job rotation (training/support)
turnover

Regional strategy to support trainers, training in their own areas.
Ensure sufficient resources in place to handle the work volumes.

5.7 LESSONS LEARNED FROM PILOT SCHOOLS

Considerations that pose significant risk are noted below. Additional detail on these items is
included in section 4.5.

Ref # Action Required/ Status

P1 Information overload Refresher training and ongoing support in place.
Stagger the functionality rollout into two stages.

Make expectations clear during training and reinforce ongoing
support and reference materials.

P2 Some schools may Look at ability to send Trainers in to those schools.
not have sufficient
resources to train
more than one
person

Minimize training time; train only on day-to-day operations and
do the set up centrally.
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6 DEFINITION OF ROLES AND RESPONSIBILITIES

This section describes the roles and responsibilities necessary for the First Nations
Implementation planning and pilot preparation phase. Appendix C provides a listing of
contacts for key roles that are now in place and/or will be required.

Roles and responsibilities within schools will be determined during the detailed school
planning (Phase 4 of the BCeSIS Implementation Roadmap). Appendix D outlines those
roles and responsibilities.

FIRST NATIONS BCESIS IMPLEMENTATION TEAM

6.1 MANAGER BCESIS (AKA SPONSOR)

The First Nations Sponsor is the guiding force behind BCeSIS deployment. This is the
project champion who sets the tone and expectations for the changes that must occur when
the BCeSIS software is introduced. The sponsor must be a person who participates in setting
First Nations schools (district) direction and is able to commit both financial and human
resources to make it happen. It is recommended this role be filled at the senior management
level. The sponsor role is for the duration of BCeSIS implementation only.

Responsibilities:

Ensures the district has privacy and security policies in place to protect student
information prior to implementation.

Ensures the privacy and security requirements and responsibilities have been
communicated to all stakeholders.

Ensures the district level requirements, company file and defaults are fully defined,
agreed to by Steering Committee and included in all implementation activities (i.e.
school processes, standards and guidelines).

Communicates the BCeSIS solution to all levels of the school system.

Ensures that persons assigned to implementation roles are given the time, resources
and materials necessary to implement BCeSIS software.

Provides or procures training facilities that meet minimum hardware and software
configuration standards

Monitors, at an administrative level, BCeSIS implementation through verbal and
written reports from the project manager, and meetings with local personnel.

As the chairperson of the steering committee this role ensures ongoing buy-in and
agreement and communication.

6.2 STEERING COMMITTEE

This group sets direction and makes recommendations to the sponsor regarding budget,
timelines and resources. The steering committee is responsible for reviewing and approving
significant operational changes that may be required. The Project Manager reports to the
Steering Committee, which is chaired by the Manager BCeSIS. The executive steering
committee is only required for the duration of the BCeSIS implementation.

Responsibilities:

Remains current on the BCeSIS implementation plan and its status.
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Stays current on the functionality of the BCeSIS product.

Monitors the progress of the implementation phases, determines which optional
BCeSIS functionality is (functionalities are) implemented, determines the deployment
timeline and promotes change management activities to ensure a successful
deployment.

Recommends and approves an effective timeline for implementation based upon
adequate resources in personnel and technology.

Implements a district change management process that promotes the effective and
efficient use of BCeSIS software and communicates this process to end-users.

Communicates enthusiasm and a strong commitment to the BCeSIS implementation.

6.3 TECHNOLOGY DIRECTOR

The technology director is responsible for the network and desktop hardware and software
environments that support central office and schools throughout the district. The technology
director is an on-going position.

Responsibilities:
Ensures compliance with the desktop and network BCeSIS requirements

Provides a networking environment that will support the addition of BCeSIS software
without adversely impacting other applications that may be, or are planned to be,
used by the district.

Coordinates the software inventory of student related systems.

Responsible for management of the first level of support for BCeSIS software
support.

6.4 BCESIS IMPLEMENTATION PROJECT MANAGER

This position oversees the daily planning and implementation tasks, which include ensuring
the implementation plan stays within budget and on time. The individual in this role requires
technical and management skills and, preferably, multi-year experience with the current
student information system(s). The project manager duties are specific to the implementation
of BCeSIS software and are not required after the project has been completed.

Responsibilities:

Primary contact between the First Nations Implementation Team and the Provincial
Team

Works with the First Nations stakeholders and the provincial team to develop detailed
implementation plans for the schools and manages the tasks on the project plan.

Communicates project status to the steering committee and the sponsor
Monitors project progress, quality of deliverables and identifies issues.

Ensures that technical and functional security policies are communicated,
understood and adhered to by BCeSIS end-users.

Plans and coordinates data conversions for schools within the overall schedule for
implementation.
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Ensures the conversion process and use of conversion tools is conducted using a
systematic and disciplined approach.

Has overall responsibility for data quality assurance and control through defined data
verification testing criteria, tests results against those criteria, and district signoff for
the data conversion.

Coordination of conversion document consolidation and re-use for the benefit of
subsequent district schools.

Provides communication to all stakeholders as required.

6.5 BCESIS COORDINATOR

In the past, school districts have typically given responsibility for student information systems
to the technology departments; however, our research has shown eSIS™ implementations to
be more successful when they are led by someone with an educational background who has
credibility with schools. The coordinator should be a person with recent school experience
and familiar with some of the more complex school processes such as scheduling or school
configuration. The coordinator is the primary point of contact with schools and is an advocate
for the BCeSIS end user community in their district. The coordinator must become fully
knowledgeable in BCeSIS software. If possible, this role should continue after
implementation as a leader in BCeSIS support, standards and improvements.

Responsibilities:

Works with the project manager to facilitate the definition of business process and
role changes resulting from the deployment of BCeSIS software; communicates
these changes to the schools and district business areas through training sessions
and other communication vehicles.

Assists the project manager in development of the detailed school implementation
project plans.

Active participant in the communication of information to the school level during
deployment.

Facilitates a school based user group comprised of teachers, administrative, and
support staff representatives of BCeSIS end user areas.

Primary contact for reporting unresolved BCeSIS software questions to the provincial
team.

Assists in identifying qualified and dedicated trainers, manages the trainers, develops
a training plan, and coordinates training activities and end user delivery of training.

Supports and enforces the First Nation’s security policy.
Monitors tracked BCeSIS application issues including resolution of issues.

Communicates changes in school business processes, policies, roles and
responsibilities.

6.6 BCESIS PILOT WORKING GROUP (PLANNERS)
This group meets on a regular basis, before, during and after implementation to support

goals for adopting standard procedures and best practices at all schools and business areas
within the district.
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The user group comes together to discuss and resolve common application issues. This
group is primarily interested in the school process issues arising from the new product,
although they may also recommend changes to business processes and software
enhancements.

The user group is composed mostly of end users supported by trainers, technicians and
other resources as required and is facilitated by the BCeSIS coordinator. It would be ideal to
have a representative of this group sit on the executive steering committee to ensure user
needs are addressed throughout the implementation project.

6.7 COMMUNICATIONS COORDINATOR

A critical component of effective implementation is planned and organized communication
activities to ensure the right information gets to the right people at the right time by the right
person. The Communications Coordinator also ensures that consistency of message is
supported throughout the BCeSIS Implementation by its team members. The
Communications Coordinator is responsible to:

Develop and maintain the First Nations BCeSIS Communications Strategy
Create and support communication activities

Participate in and manage the communication of information from the First Nations
district level to the school level throughout all implementation phases.

6.8 BCESIS TRAINERS AND FUNCTIONAL SPECIALISTS

The BCeSIS trainers are responsible for the face-to-face delivery of BCeSIS instruction to all
school and administrative personnel. The First Nations trainers are trained through the train-
the-trainer sessions coordinated by the provincial team. They should have proven
instructional capabilities including logical thinking skills.

For some BCeSIS modules, it is beneficial to create specialists who have expert knowledge
in a specific functional area of the software. These specialists will use their knowledge to
assist in data conversion, configuration, training and ongoing support of their particular
specialty. Examples of specialist areas are grade books, scheduling, IEP’s and special
education.

6.9 BCESIS HELPDESK/LEVEL 1 SUPPORT
The support team provides Level 1 Helpdesk support to First Nations BCeSIS users. Often,

but not always, the support team members are also district trainers. This would work for First
Nations schools as it would provide a consistent point of contact for the BCeSIS users.
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7 OVERALL IMPLEMENTATION PLAN AND SEQUENCING
7.1 BACKGROUND AND CONSIDERATIONS
7.1.1 Planning and Gap Analysis Process

During the drafting of this report and the consideration of the implementation of BCeSIS into
First Nations schools there has been significant time and effort spent on analysing the gaps
between processes and practices in First Nations schools and those in the provincial school
system. The consideration process has not only accounted for current practices and
processes but also for future processes as many First Nations move towards the assumption
of education jurisdiction. The primary method of examining these differences has been
through consultation with members of the working group and the steering committee with the
support and advice of eSIS subject matter experts. The October working group workshop
was primarily concerned with the identification of differences in practices and finding
solutions to addressing these differences, whether these solutions involved a refinement or
change in process by First Nations schools, or an amendment or update to the eSIS
framework. This opportunity to streamline some of the processes in First Nations school, for
example the implementation of a consistent student registration form, will have the benefit of
standardizing some processes across First Nations schools in BC.

One example of a fundamental unique school requirement is outlined in section 3.2 of the
Unigue Requirements section and is defined as R8. R8 is the requirement for all students in
First Nations schools to be able to be assigned Personal Education Numbers (PEN's). The
BC School Act, as it currently reads, does not allow PEN’s to be assigned to students
outside of the provincial school system. In order for a student to be able to be entered into
BCeSIS, they must be eligible for a PEN. The solution to this unique requirement is an
amendment to the legislation. This has been raised in an Issue Record to the MeD but at this
stage is a critical issue for those First Nations schools which do not have Independent
School® status.

Another unique requirement which has been identified is R7 and R7 makes reference to the
fact that many First Nations schools offer preschool education to three and four year olds.
BCeSIS currently only accommodates those students who are legally eligible for Personal
Education Numbers and one of the eligibility criteria is that a student be five years of age or
older. Unless a solution to this unique requirement can be found, there is a risk that a small
percentage of students in First Nations schools will not be eligible for entry into BCeSIS. The
proposed solution to this unique requirement is that there needs to be a change to both MeD
policy and the eSIS system.

It is important to draw notice to the critical distinction between the two unique requirements
outlined above. While it is imperative that a solution to R8 is found in order for BCeSIS to be
implemented in First Nations schools, a solution to the unique requirement outlined in R7 is
merely desirable to ensure that all pre-K students in First Nations schools will also be eligible
to be included in BCeSIS. In section 3.2, the table which outlines the unique requirements
highlights the critical issues which must be addressed if First Nations schools are to
successfully implement BCeSIS. These requirements are the primary focus of the First
Nations Implementation team and the successful implementation of BCeSIS into First
Nations schools will depend on whether or not the solutions proposed to address the critical
requirements, are able to be put into practice.

® Approximately 25% of First Nations schools have Independent School status accounting for approximately 37% of the federal
school population. Students in Independent schools are assigned PEN’s.
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7.1.2 First Nations School Eligibility Requirements

We refer throughout this report to the “eligibility requirements” for First Nations schools to
implement BCeSIS. These requirements serve to provide parameters for implementation to
ensure that there is both a high level of success and that the characteristics of the school
meet the purposes of the BCeSIS database. The eligibility criteria were determined by the
First Nations Implementation team and include such items as school size, internet
connectivity, IT infrastructure, grade offerings and available administrative resources with the
appropriate skill set. The eligibility requirements for BCeSIS are outlined in the table below:

ELIGIBILITY MINIMUM STANDARD

REQUIREMENT

Size of School <20 Full-Time Equivalents

Human Resources <1 Full-Time Administrative Resource

Grade Offering K-12 (No nursery/no adults) or any grade range between K-12

Technical Resources <1 FTE Administrative Resource familiar with Windows
environment and technically astute.

Internet Connectivity See Table in 4.3

Operating System See Table in 4.3

Browser See Table in 4.3

Student PEN Numbers Currently it is required that all students have a PEN number

7.1.3 First Nations School Survey Results

In order to better assess the ‘eligibility’ of First Nations schools as potentially successful
candidates to implement BCeSIS, a comprehensive technology and infrastructure survey
was sent to all First Nations schools in October 2006. The responses to the survey® have
helped us to determine whether or not a First Nations school could successfully implement
BCeSIS, whether it would require additional support in order to do so or whether there would
simply be no benefit for the school to do so. An example of the latter category would be a
First Nations school which had 5 students and offered only K-Grade 1. The following table
outlines the survey results and provides some useful information regarding First Nations
schools in BC, in regard to BCeSIS implementation.

® As of January 26" the response to the survey has been limited at 39%
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SURVEY QUERY RESULT
# of FN schools on-reserve in BC 137
# of students’ in FN Schools in BC 5700.55
# of FN schools which meet the BCeSIS eligibility criteria 59°
# of FN schools which meet the BCeSIS eligibility criteria as a % of the total # of FN schools | 43%
# of students in eligible FN schools 4608
# of students in eligible FN schools as a % of the total FN school population 81%
# of FN schools with Independent School Status 34
# of FN schools with Independent School Status as a % of the total # of FN schools 25%
# of students attending FN schools with Independent School Status 2086
# of students in FN Independent Schools as a % of the total FN school population 37%
# of FN students attending eligible FN schools with Independent School Status 2058
# of students in FN Independent Schools as a % of the total eligible FN school population 45%
# of eligible FN schools which have Independent School status 22
# of FN schools which do not meet the BCeSIS eligibility criteria 79
# of FN schools which do not meet the BCeSIS eligibility criteria as a % of the total # of FN | 58%
schools
# of students in ineligible FN schools 1034
# of students in ineligible FN schools as a % of the total FN school population 19%
# of eligible FN schools which also offer Pre-K and/or Adult Education 42
# of eligible FN schools which offer grades K-12 16
# of eligible FN schools which offer up to Grade 7/10 39
# of eligible FN schools which offer Grades 8-12 only 3

While it appears that the percentage of First Nations schools which meet the eligibility criteria
for BCeSIS is low (only 59 schools out of 137 or 42% of the total number of First Nation
schools), the actual number of students which attend those 59 schools is a significant
percentage of the total student population in First Nations schools, being 81%. The table
above also indicates that a high percentage of First Nations schools have Independent
School status (34 schools or 25%) and that the student numbers in these 34 schools
represent 37% of the total First Nation school population and 45% of the total of First Nations
schools which would be deemed eligible to implement BCeSIS.

One assumption that can be made from these figures is that the 22 First Nations schools
with Independent School status which host 45% of the total eligible First Nation school
population would already meet many of the MeD criteria regarding curriculum, reporting etc.
Staff in these First Nations schools will be more familiar with MeD practices and might be
more willing to embrace the changes that BCeSIS will bring. The students in these schools
already have PEN’'s and providing they meet the First Nations Implementation criteria
regarding size and connectivity etc., it could be assumed that the readiness factor in these
schools would be high.

This table of survey results and those relating to infrastructure and technology, not shown
here, helps to determine whether or not BCeSIS is a good fit for First Nations schools and
also helps to establish which schools have the least barriers to successful implementation of

" This number is from the 2005/2006 Indian and Northern Affairs Canada Nominal Roll

8 53 schools are proposed in this rollout to recognize that the Nisga’a schools, Hartley Bay and Lach Klan

Schools have already implemented through the provincial system.
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BCeSIS. This information has assisted us in determining our pilot and roll-out strategy and
sequencing.’

7.1.4 BCeSIS Implementation Strategy for First Nat  ions Schools

In order to implement BCeSIS effectively, it will be necessary to establish a structure for
ongoing support of First Nations schools. The First Nations schools are at a severe
disadvantage when compared to their public school counterparts in that they lack the critical
support of a school district type body. The FNSA offers collective initiatives such as funding,
research and data collection which assist First Nations schools in their endeavours but with
limited resources the FNSA is unable to provide the level of administrative support which a
school district can to local public schools within its jurisdiction. For the purposes of the
implementation of BCeSIS, the lack of a school district function for First Nations schools
must be overcome by the provision of adequate human resources at a centralized level at
the FNSA and FNESC. These roles are outlined in section 6 of this report.

First Nations schools implementing BCeSIS must see the process as a critical business
change in that it will impact existing practices and processes and therefore, the human
resources within those schools. The primary method of testing BCeSIS will be the use of
‘pilot’ First Nations schools as a first step in the rollout. Five First Nations schools have been
selected to ‘pilot’ BCeSIS. The pilot project will provide a means of validating the
implementation approach, testing the training strategy, confirming which BCeSIS functions
should be rolled out and identifying areas for refinement in the overall implementation plan.
The success of the rollout to pilot schools will provide a pivotal decision point for First
Nations schools as to whether to proceed with the overall rollout of BCeSIS.

The pilot process and any ensuing rollouts will require the ongoing gathering of feedback
from and involvement by education practitioners in the First Nations schools involved. This
feedback will be used by the First Nations Implementation team to adjust the implementation
approach, where feasible.

7.1.5 Development of a First Nations Schools Distri ¢t within BCeSIS

In order for First Nations schools to be able to enter information into BCeSIS, they need to
be attached or assigned to a school district within the database. Because a First Nations
school district does not currently exist, the MeD will need to create a code for a First Nations
school district which all First Nations schools will then be able to be grouped within. A similar
‘district’ has been created for Independent schools. The benefit of having all First Nations
schools within the same school district is that they will be able to create a cohort for the
purposes of reporting, systems enhancements and for approaching the Service Management
Council (SMC) with required changes to meet the needs of the First Nations schools. The
development of a First Nations school district will also be helpful for the MeD, in that it will be
able to approach First Nations schools as a consolidated group within BCeSIS. For the
purposes of invoicing, making changes or enhancements to BCeSIS or for the purposes of
communication regarding upgrades or changes to the system, the Ministry will be able to
communicate with the FNSA on behalf of all First Nations schools instead of communicating
with each individual school.

One important consideration when developing the criteria for the First Nations school district
will be the position of First Nations schools which also have Independent school status.

° Due to the limited response rate to the BCeSIS survey the Core team has made some assumptions regarding the schools’
eligibility based on information we already had. True eligibility will be approached during the drafting of school-specific
implementation plans.
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These schools have the choice as to whether they wish to implement BCeSIS through the
FNSA or though the iGroup™. If a First Nations school implements through iGroup they will
be liable for the per student licensing fee of $10 per student per school year and a proportion
of collective costs. It is the objective of the First Nations Implementation team, that the cost
to fund the implementation of BCeSIS through the FNSA will be sourced from the federal
government but this objective is far from being realized at the time of drafting this report.

It is suggested that all First Nations schools will have the choice of whether or not they wish
to implement BCeSIS and which ‘district’ they choose to implement with. However once the
decision to implement through a particular ‘district’ is made, it is extremely difficult to then
change that district after implementation has taken place.

7.2 PILOT IMPLEMENTATION SCOPE AND TIMING
7.2.1 Pilot Objectives

The primary objective of the pilot project is to ensure that the BCeSIS application meets the
educational and administrative requirements of the First Nations schools. Additional
secondary objectives include:

Testing the deployment and implementation processes

Testing the training strategy and implementation

Testing the hardware and internet infrastructure of First Nations schools.

Testing the helpdesk and support structures and to streamline operations accordingly.
Understanding what business practices/and or policies need to be adjusted.
Understanding the need to adjust existing roles.

7.2.2 Pilot Scope
The scope of the pilot is limited to

Five schools of various types and sizes for the last couple of months of the 2006/2007
school year.

A period of two months from May 2007 to the end of June 2007.

Student Demographics and Attendance functionality in order to simplify the
implementation and support requirements, in addition the intention of the limiting of
functions will allow users to become comfortable with the BCeSIS application and
thereby manage the rate of change before implementing the full function list.

It is the intention to implement the rest of the functions as a continued roll-out for the pilot
group at the beginning of the 2007/2008 school. It is also anticipated that the pilot schools
will maintain their current student information system until the end of the 2006/2007 school
year.

Out of the scope of the pilot:

Addition of any new ICT infrastructure.
Enhancement to BCeSIS software.

% The iGroup is the body which is implementing BCeSIS on behalf of the Independent Schools
Association.
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7.2.3 Pilot Schools

The following First Nations schools have been selected to participate in the BCeSIS pilot.
Upon completion of the pilot project, a formal evaluation will be conducted. The results of the
pilot will be used to refine the implementation process. Educators from the pilot schools will
be requested to participate in the decision-making process that will be used to determine how
the system should be configured to meet their needs. The pilot should be seen as part of a
business change process where technology is merely the enabler. The decisions made at
setup time will directly impact on how the system will behave for end users (teachers,
administrators etc.).

Name of School Located # of Students Grades Offered
Bella Bella Community School Heiltsuk 235 K4-G12
Maagqtusiis School Ahousat 224 K4-G12

Sk’elep Community School Kamloops 112 TBA

SK’il Mountain School Seton Lake 70 K4-G12

Stein Valley — Nlakapamux School Lytton 111 K4-G12

7.2.4 Pilot Functions

BCeSIS is a functionally rich application that addresses a wide range of needs for all
districts. As stated earlier, it is imperative that the rollout of functionality be commensurate
with the schools capacity to absorb the change. In order to address this, the implementation
of functionality has also been broken down into two stages. The first stage will focus on
implementing Student Demographics and Attendance functionality only and the second
stage will focus on implementing Marks, Gradebook, and the use of BCeSIS Report Cards.

The following chart provides the list of the functionality contained within BCeSIS and the
staged roll-out approach. A brief description of the functionality can be found in Appendix F
of this document.

Students Used in 1 Stage Used in 2" Stage
Student Demographics Yes Yes

Marks No Yes

Courses Yes Yes

Attendance Yes Yes

GPA No Yes

Schedule and Master Time Table(MTB) No Yes

Enrolment Yes Yes

Diploma No Yes (For BC Dogwood)
Portfolio No No

Program Groups and Types Yes Yes

Standardized Tests No Yes (For BC Provincials)
Report Cards No Yes

School Used in 1° Stage Used in 2" Stage
Course Maintenance Yes Yes
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Course Section Maintenance Yes Yes
Fees No No
Incident Tracking No Yes
Injury Accident No Yes
Transportation No No
Scheduling Yes Yes
Curriculum No Yes
Health/Medical No Yes
Analyze Diploma No Yes (For BC Dogwood)
Attendance Intervention Yes Yes
Registration Yes Yes
Withdrawal Yes Yes
Teacher Assist Used in 1 Stage Used in 2" Stage
Attendance Yes Yes
Classrooms Yes Yes
HomeRoom Yes Yes
Marks No Yes
Gradebook No Yes
Reporting Used in 1° Stage Used in 2" Stage
1701 Extract Yes Yes
TRAX Extract Yes Yes
Report Cards No Yes
GDE No Yes
Intergrade Class Extract No No

7.2.5 Pilot Timeline and Roll-out

This section contains the pilot roll-out timeline. The following table provides the eight stages
of implementation for the pilot schools. The first few phases are largely district level work
phases, however pilot school input is going to be critical to the successful initial set-up and
configuration. The projected go-live date for the pilot schools is 4" May 2007. The last couple
of phases are for evaluation to enable the implementation team to refine the implementation
process and to increase the efficiencies of internal operations to better serve the needs of
First Nations schools.

Tasks

Define Company Profile, District set up and definition
of First Nations defaults.

Start and Completion Date
Phase 1 — Jan 31° - 2™ Feb 2007

Phase 2A — Jan 31% - 2" Feb 2007 Definition of school roles completed as part of the

overall implementation plan.

Phase 2B — Jan 31% - 2™ Feb 2007 Definition of system/technical assessments completed

as part of the overall implementation plan.

Phase 3: - Feb 5" - 28" Feb 2007 Define and establish central school set-up parameters
and system codes requirements; communications,

security setup etc. (with school input)
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Phase 4: - March 1% - 30" March Define and execute schools detail work items,
2007 including school setup, security setup, etc

Trainers should be trained on First Nations policies and
practicing during this phase.

Phase 5: - April 1% - 4" May 2007 Delivery of user training; final set up, conversion of
data etc.

Helpdesk (contracted to iGroup) personnel trained on
First Nations policies and procedures, and access
granted for First Nations schools.

Phase 6: - 7" May 2007 Implement pilot schools; Go-live; Level 1 support
functioning.

Phase 7: July 2007 Evaluate effectiveness of implementation process with
feedback from pilot schools.

Phase 8: Feb 2008 Evaluate internal processes and operations (i.e.
helpdesk, on-going training) and meeting FNESC KPI's
for project.

7.2.6 Pilot Data Conversion

Due to the size and number of the pilot schools the First Nations Implementation team has
decided that actual electronic data conversion from legacy systems, if they exist, to BCeSIS
is not required and that all student information will be manually entered into BCeSIS as part
of the centralized training process. However as part of this process a system will be
developed to verify the data which has been input to ensure accuracy.

Initiation and Setup

Completed Pre-Implementation Checklists
Initiation and Setup Sign-off

Stagel Data Entry

Completed Data Verification

Completed PEN Check Validation

Completed Pre-Conversion Checklist

Completed BCeSIS Conversion Checklist

Enter sample number of students and ensure valid data entry process
Stagel Data Entry Sign-off

Production Data Entry

Completed BCeSIS Conversion Checklist
Production Data Entry Sign-off

Implementation Completion Declaration

Completed Implementation Completion Declaration form
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7.2.7 Pilot Evaluation

In order to measure the success of the Pilot project it will be necessary to evaluate the
results of all aspects of the pilot implementation. This evaluation will be done by means of an
evaluation survey* and regular and ongoing monitoring of the pilot sponsors within the
school through weekly tele-conferences. The key performance indicators outlined in 2.3 of
this report will be used to form the basis of the project evaluation survey. A summary of
these surveys and any ad hoc feedback received through the weekly tele-conferences will be
captured and summarised and presented to the BCeSIS First Nations Steering Committee
and the FNSA Board. The summary report will include recommendations as to how the
implementation approach can be improved.

7.3 ONGOING IMPLEMENTATION SCOPE AND SEQUENCING
7.3.1 Overview of Implementation Approach

The implementation of BCeSIS for First Nations schools will take place in a series of
“waves”. First Nations schools have been broken down into these “waves” based both on
their ability to meet the requirements for successful implementation of BCeSIS and the ability
of centralized resources to meet their needs as they move through the process.

During implementation, helpdesk services will be provided by a contracted third party and
training will be provided by either Independent Schools Association or MeD trainers. The
long term plan will be that as BCeSIS is implemented in First Nations schools and capacity
develops, the FNSA will be able to identify First Nations Subject Matter Experts who will
eventually be able to assume the role of Helpdesk service providers and trainers. The timing
for this transition will depend on resource and funding availability and the willingness and
availability of First Nations candidates.

7.3.2 Project Rollout Strategy

As outlined in 7.3.1, in order to ensure a high level of successful implementation, the BCeSIS
implementation approach will not include all First Nations schools at once. Even though
student and school numbers are relatively low, in order to offer the maximum chance of
success and taking into account the limited support infrastructure that will be in place, it is
proposed that the implementation strategy be rolled out in two stages.

The summary of the surveys conducted with First Nations schools, the results of which
appear in section 7.1.2 of this report, have assisted in determining our rollout strategy. The
58 schools which have been identified as meeting the eligibility criteria account for 4608
students. Of these 58 schools, 22 of them have Independent School status and host 2508 or
45% of the 4608 student population. Further, as outlined in section 7.1 it is assumed that
First Nations schools which have Independent School status will have less barriers to the
successful implementation of BCeSIS and it is therefore proposed that the 22 Independent
Schools are considered for implementation in the initial stages. To assist further in effective
implementation it is proposed that the Independent Schools which offer elementary
education only be in the first ‘waves’ of BCeSIS implementation. Schools offering Grades 10-

1 Appendix E

First Nations BCeSIS Implementation Plan V. 0.8.9 Page 40



12 will be the last to be implemented due to the greater complexity of the requirements for
high school students in BCeSIS.

Solutions to the risks and issues which are identified earlier in this report will be of continuing
concern to the First Nations Implementation team who will work to address these until they
no longer exist or their impact on First Nations schools is minimal.

7.3.3 Project Rollout Schedule

Rollout Schedule Summary

The rollout schedule has been divided into both the “waves” of the schools and the training
stage of the schools. For each school there are two stages of implementation. In the first
stage Student Demographics and Attendance will be implemented. In the second stage
Teacher Assist Gradebook, Marks and Report Cards will be implemented. The ‘go-live’ dates
have been scheduled around natural breaks in school educational delivery. These breaks
are the start of school in September and the start of a second semester or term in
January/February. Each stage is separated by a six month period to allow schools to
become comfortable with the BCeSIS application, to manage the rate of change, and to
allow the next stage of training to occur.

Wave 1% Stage 1% Stage 2" Stage 2" Stage

Training Go-Live Training Go-Live
1 (5 schools) April 2007 May 2007 Summer 2007 Sept 2007
2 (6 schools) Summer 2007 Sept 2007 Fall 2007 Feb 2008
3 (6 schools) Fall 2007 Feb 2008 Summer 2008 Sept 2008
4 (8 schools) Summer 2008 Sept 2008 Fall 2008 Feb 2009
5 (9 schools) Fall 2008 Feb 2009 Summer 2009 Sept 2009
6 (6 schools) Summer 2009 Sept 2009 Fall 2009 Feb 2010
7 &8(6&7 Fall 2009 Feb 2010 Summer 2010 Sept 2010
schools)

Rollout Schedule Schools

Feedback from the pilot training sessions and from the Steering Committee is that it would be
highly beneficial for BCeSIS training to take place, where possible, within regions. This will
provide the trainees with a regional cohort of peers on which to rely for support and advice.
The FNSA membership is currently broken down into eight regions across the province.
While the rollout ‘waves’ have been primarily determined by school size, grade offerings and
independent school status, the First Nations Implementation team has also tried to

accommodate the regional location of the schools when determining the rollout ‘waves’.*?

12 For those schools which are not currently attached to a wave, the Implementation team is undertaking
further examination of their readiness for BCeSIS. The FNSA reserves the right to alter and amend the
schools assigned to each wave in this plan.
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Wave One - Pilot Schools

School Name FNSA Region

Bella Bella Community School Kwakiutl/Heiltsuk/Nuxalk/Oweekeno
Maagqtusiis Community School Nuu-chah-nulth/Coast Salish
Sk'elep School of Excellence Secwepemc/Stl'atl'imc/Nlaka'pamux
Stein Valley - Nlakapamux School Secwepemc/Stl'atl'imc/Nlaka'pamux
SK'il' Mountain Community School Secwepemc/Stl'atl'imc/Nlaka'pamux
Wave Two

School Name FNSA Region

Gitsegukla Elementary School Gitksan/Wet'suwet'en

Kispiox Community School Gitksan/Wet'suwet'en

Moricetown Elementary School Gitksan/Wet'suwet'en

Nak'albun Elementary School Gitksan/Wet'suwet'en

Haahuupayak School Nuu-chah-nulth/Coast Salish
Gwa'sala-'Nakwaxda'xw School Kwakiutl/Heiltsuk/Nuxalk/Oweekeno
Wave Three

School Name FNSA Region

Lower Nicola Band School Secwepemc/Stl'atl'imc/Nlaka'pamux
Skeetchestn Community School Secwepemc/Stl'atl'imc/Nlaka'pamux
Sxoxomic Community School Secwepemc/Stl'atl'imc/Nlaka'pamux
N'Kwala School Kootenay/Okanagan

Yunesit'in ?Esqul (Stone) School Tsilhgot'in/Carrier/Sekani
Tl'etinqox-tin School Tsilhgot'in/Carrier/Sekani

Wave Four

School Name FNSA Region

Aatse Davie Kaska/Dene/Tahltan/Tagish/Inland Tlingit
Tsay Keh Dene School Kaska/Dene/Tahltan/Tagish/Inland Tlingit
Chalo School Kaska/Dene/Tahltan/Tagish/Inland Tlingit
Klappan Independent Day School Kaska/Dene/Tahltan/Tagish/Inland Tlingit
Chehalis Community School Nuu-chah-nulth/Coast Salish
Stu"ate Lelum Secondary School Nuu-chah-nulth/Coast Salish
Seabird Island Community School Nuu-chah-nulth/Coast Salish
Sechelt Band Education Centre Nuu-chah-nulth/Coast Salish

Wave Five

School Name FNSA Region

T'lisalagi'lakw School Kwakiutl/Heiltsuk/Nuxalk/Oweekeno
Tsawataineuk First Nations School Kwakiutl/Heiltsuk/Nuxalk/Oweekeno
Chief Matthews Community School Haida/Tsimshian/Haisla/Nisga'a
Haisla Community School Haida/Tsimshian/Haisla/Nisga'a
GitGingolx Wilp Wiloxskw Haida/Tsimshian/Haisla/Nisga'a
Ahms-Tah-Ow Nuu-chah-nulth/Coast Salish

Yu Thuy Thut Training Centre Nuu-chah-nulth/Coast Salish
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Gitanyow Independent School Gitksan/Wet'suwet'en

Eugene Joseph School Tsilhgot'in/Carrier/Sekani

Wave Six

School Name FNSA Region

First Nations High School Gitksan/Wet'suwet'en

Nus Wadeezulh Community School Tsilhgot'in/Carrier/Sekani
E\?v?;l;z'r?;h'an Academy of Lax Haida/Tsimshian/Haisla/Nisga'a
Kitasoo Community School Kwakiutl/Heiltsuk/Nuxalk/Oweekeno
Acwsalcta School and Kii Kii Tii Nursery Kwakiutl/Heiltsuk/Nuxalk/Oweekeno
Lip'alhayc School Kwakiutl/Heiltsuk/Nuxalk/Oweekeno
Wave Seven

School Name FNSA Region

Lau'wel'new Tribal School Nuu-chah-nulth/Coast Salish
K'ak'ot'tats'i School Nuu-chah-nulth/Coast Salish

Kuper Island Band School Nuu-chah-nulth/Coast Salish
Ditidaht Community School Nuu-chah-nulth/Coast Salish
Le'lum'uylh Child Development Centre Nuu-chah-nulth/Coast Salish
Quw'utsenun Smuneem School Nuu-chah-nulth/Coast Salish

Wave Eight

School Name FNSA Region

Shihiya Elementary School Secwepemc/Stl'atl'imc/Nlaka'pamux
George Manuel Institute Secwepemc/Stl'atl'imc/Nlaka'pamux
Switsemalph Learning Centre Secwepemc/Stl'atl'imc/Nlaka'pamux
Eliza Archie Memorial School Secwepemc/Stl'atl'imc/Nlaka'pamux
Chief Atahm School Secwepemc/Stl'atl'imc/Nlaka'pamux
Xit'olacw Community School Secwepemc/Stl'atl'imc/Nlaka'pamux
Head of the Lake School Secwepemc/Stl'atl'imc/Nlaka'pamux

7.3.4 Support Services

The approach that will be used for support services will be modeled around a centralized
helpdesk service. Initially these services will be contracted to third parties but the long term
objective is that the helpdesk will be staffed by FNESC personnel and these staff may also
provide a number of the training services as well. It is proposed that the helpdesk will initially
be supported by the iGroup BCeSIS Helpdesk to enable an instant knowledge base however
we see this role being phased out as the FNESC personnel gain more experience and a
larger knowledge base of the BCeSIS Application. To guide the services which will be
offered by the helpdesk, helpdesk support protocol guidelines will be developed to ensure
that First Nations schools are aware of the parameters of support that will be available to
them. These guidelines will help to establish the relationship between the helpdesk and the
First Nations schools and to manage the expectations of those schools.
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Phase:

1

Evolution of Helpdesk support

iGroup Role

The iGroup provides all helpdesk support to First
Nations schools.

The iGroup or BCeSIS Provincial trainer will provide
the initial training of the FNESC helpdesk personnel.

The iGroup will provide the primary helpdesk support
and expert knowledge to the FNESC helpdesk
personnel.

The iGroup will provide only expert support to the
FNESC helpdesk personnel. The iGroup or Provincial
BCeSIS trainers will be providing training for
additional FNESC helpdesk support.

The iGroup provides no helpdesk support.

Support Services Roles and Responsibilities
IGroup Helpdesk

Provide initial Level 1 Support to FNESC schools.

FNESC Role

None.

The FNESC helpdesk personnel will
provide basic helpdesk services and
start to build knowledge of the BCeSIS
Application.

The FNESC personnel will provide the
primary helpdesk support, and escalate
issues to the iGroup support as
needed.

The FNESC helpdesk offers primary
helpdesk support and has an extended
knowledge base. The FNESC helpdesk
will train additional helpdesk support as
needed.

Provide Level 1 expert support once FNESC helpdesk personnel in place

Help FNESC Helpdesk develop a knowledge base.

Adhere to all FNESC policies and procedures.

ENESC Helpdesk:

Providing tools for tracking and reporting issues.

Building a knowledge base for Level 1 helpdesk staff.

Coordinating all Level 1 helpdesk support services.

Developing a formal service level agreement between schools and iGroup

Configuration issues.

Security/access issues

Offering Helpdesk support will be available to schools once schools have entered

Stagel.

Schools:

Providing acceptable school level technical support.

Contacting helpdesk personnel through the web based issue tracking software.

Accessing support services through designated processes and methods

Responsible for all connection issues (i.e. internet access)
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Responsible for configuration and changes to their proxy servers and/or firewalls.
Responsible for all operating system problems.
Responsible for all browser problems.
Responsible for first using the available online resources.
0 Quick Reference guides.
0 Website FAQ
o0 User Forum
0 Helpdesk knowledge base

Responsible for ensuring that all data access and transfer meets privacy guidelines.
(PIPA)

7.3.5 Training

Training to First Nations schools will be delivered in a two-staged approach, which relate to
the two stages of implementation. During the first stage schools will receive training in
School Setup, Student Demographics, and Attendance only. The second stage will involve
training in the Teacher Assist Gradebook, Mark Entry and Report Cards. Training will be
conducted by FNESC contracted trainers and, where possible, the location of the training will
be based on the location of the schools. Furthermore it is the intention of the implementation
to group training sessions according to geographical location. Further information on training
is outlined in section 4.4 and a comprehensive training plan will be developed shortly.

Module Stage of Training
Administrative Reporting 1* Stage
Attendance 1* Stage
Course Management 1* Stage
Demographic Info Management 1* Stage
Introduction to using BCeSIS 1* Stage
Overview of BCeSIS processes & 1* Stage
FOIPPA

Registration Management 1* Stage
School Planning and Management 1* Stage
Curriculum Standards Management 2" Stage
Diploma and Credit (Pending) 2" Stage
Fee Management 2" Stage
Grade & Mark Reporting 2" Stage
Incident Management 2" Stage
Portfolio Marks Assessment 2" Stage
Program Groups and Types 2" Stage
Testing Management 2" Stage
Scheduling Pre-requisites As required
Scheduling Basics As required
Year End Transition Just in Time
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Teacher Assistant 1* and 2™ Stage

Transportation Management None
Train-the-trainer basics None
System Configuration & Security District Level Not clear what this means

Training Roles and Responsibilities

ENESC:
Coordinate and manage all training resources.
Coordinate the delivery and scheduling of end-user training.
Identify additional staff to receive Train the Trainer training (TTT).
Fund FNESC TTT's travel, accommodation and per diem.

Fund end-users participation in training sessions, transportation/accommodation/per
diem.

Schooals:
Identify end-users to receive training.
Facilitate end-users absence from school to attend training sessions.
Provide time for trainees to take part in on-going training sessions (web classes).
Provide time for trainees to prepare for and follow-up on training sessions.
May be asked to provide space and internet access for training sessions.

Responsible, with the support of the First Nations BCeSIS team, for the training of
new staff as a result of hiring or staff-turnover.

7.3.6  Communications

It is anticipated that a comprehensive Communications strategy will be developed to support
the implementation of BCeSIS in First Nations schools. This strategy will include how we will
communicate with those schools which are currently implementing BCeSIS, those schools
which have yet to implement and those schools which require further capacity building and
development in order to do so. The strategy will also include communication to other
stakeholders in this process such as the BC Education Partners, the FNSA/FNESC boards
and others. It is proposed that communications with these latter interested parties will take
the form of regular updates on our websites and via vehicles such as the FNSA/FNESC and
BC Education Partners newsletters.

It is proposed that most of the communication with First Nations schools will be done
electronically via email and through a secure section of the FNSA website. At present,
mainly for convenience and cost sake, many First Nations schools utilize hotmail or yahoo
addresses. In order to provide a more secure email environment, the FNSA will investigate
the possibility of offering a secure email hosting service, either through the First Nations
SchoolNet program or a contracted third party. This security will be important when more
sensitive materials need to be sent out to First Nations schools.
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7.3.7 Organizational Structure

During the review process of BCeSIS implementation for First Nations schools, the project
has been supported by one part-time FNESC staff person and an independent contractor
who is committed to a maximum of 20 hours per week. Since September 2006, the
development of this report has been further supported by Fujitsu Consulting, which has been
contracted by the MeD to facilitate the implementation process.

In order for the BCeSIS implementation to be successful, it will be necessary for the
appropriate infrastructure and resources to be in place. This infrastructure will include the
implementation and support of the roles outlined in section 6 of this report.

A proposed chart for the BCeSIS Implementation Structure is outlined in the graph below:

First Nations Education BCeSIS
Implementation Organizational Structure

BCeSIS Sponsor
(FNESC Executive
Director)

BCeSIS Steering
Committee
{FNSA Board Members)

BCeS18 Implementation
Project Manager
tAndrew Smit)

BCeS18 Implementation
Coordinator

{Lee Gardiner)

BCeS18 Technology
Director
(Lee Gardiner)

HCeSTS Fl#ﬂ Hations

BCe3I3 Communications
Coordinator
iLea Gardiner)

Working Group
(Sue Gower, Mare Matthew,

A proposed chart for the ongoing BCeSIS structure is outlined in the graph below:

Roh Johnsaon,
‘.. Cathy Seymour, Carel Michslj -
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First Nations Education BCeSIS
Ongoing Qrganizational Structure

FNSA
(First Nations

School District)

BCeSIS Project
Coordinator

BCeSIS
. BCeSIS BCe3IS BCeSIS
BCCegrlﬁr:;;)‘iict Technology ';Z:z?::s‘; Communications First Mations
Coordinator e, Coordinator Working Group

First Nations BCeSIS Implementation Plan V. 0.8.9 Page 48



8 SUMMARY

First Nations schools in BC will welcome the implementation of BCeSIS so long as it assists them in
further supporting the success and achievement of First Nations students. This Implementation Plan
and the processes and actions contained therein are designed to ensure a successful and efficient
implementation. This key business change to the manner in which student information is handled
within First Nations schools will be supported and managed as effectively and efficiently as possible
by the FNESC/FNSA and other stakeholders.™

3 Due to the complexity of the BCeSIS project, the Implementation team has developed a set of
Frequently Asked Questions to assist the reader in understanding some of the issues associated with its
implementation into First Nations schools. (Appendix G)
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9 APPENDICES

A. School Requirements Workshop Results

B. School Impact Assessment Survey Results

C. First Nations “District” Planning And Pilot Prep aration Roles
D. BCeSIS School Implementation Roles

E. Proposed Pilot Evaluation Form

F. BCeSIS Functionality Glossary
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Appendix A

This document captures the Working Group discussion of First Nations School requirements in relation to the capabilities that BCeSIS provides and
Provincial standards that influence the system requirements. A summary of key points and actions to be taken are included in section 3 of the First
Nations BCeSIS Implementation Strategy Report.

School Discussion Points Identified Variances and actions
Function

Hire Teachers
& Setup
Rooms

Language and culture rooms are needed for FN schools
setup

Put in change request to have these two
rooms added

School Discussion Points Identified Variances and actions
Function

Registration of
Students

Capture of 7" Generation Club members

Information from previous school is transferred over (when
receiving a new student do a search)

Public school requirement is to validate proof of age through
documentation review

Want to capture First Nations Status during admission (is
captured in eSIS)

Street addresses or names and some houses don’'t have
numbers. This could be problematic as it's a required field.
Over time this may get resolved as it's an emergency
services requirement. PO Box addresses are used.
Language at home table does not have all the Native
languages.

Categories of students needs to be looked at (funding
categorization might not be helpful for Kelly)

Most registration occurs in September (not that many
unexpected admissions)

Minimum age requirements would be problematic as FN are
funded for 4 year olds

Use of symbols and characters

Could look at the program/group capability to use for things
such as peer groups; culture, literacy etc.

Permissions for photos; disclosure of parent info to school
staff

Admissions happens over a few days; required fields need to

First Nations BCeSIS Implementation Plan

Could choose “BC ldentification” as meaning
the “Indian Status Card” was reviewed to
validate proof of age

Will need a workaround for the property
address field to accommodate PO box
Language at home table needs to be reviewed
and Native languages added. Spelling of
languages should be done in consultation with
FNSA

Put in place standard practice for aII FN
schools to use the ad hoc field for 7
Generation designation (need to look at
reporting against this information)

Review “Categories of Students” for
usefulness

Minimum age requirement (K-12) would be a
problem as schools have 3 year olds and are
funded for 4 year olds.

Not all students have PEN numbers. This is
currently in-review with the Ministry and
legislative changes to be made to
accommodate PEN numbers for all students
(target July 2007). Raise the point that young
children will also need them.

Include in the implementation planning phase
to assess best ways to use the program/group
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be filled in before student can be “registered” capability at the school level

Reality might be that the student arrives and is placed in - Need to record additional permissions: photo,

class while the parents are given the registration form to release of parent information to staff, councils

complete. About 10-11 required fields. (System allows - Overall registration template not in place and

backdating once you have all the info). Secretaries will could be an improvement if formatted

primarily take on the data entry of the admission information. according to the eSIS data flow

Timing and cooperation in releasing students who are moving - Need reporting capability that might be outside

to another school. Standards are that they should release of the exiting report functions of eSIS (Fujitsu

them within a day. can provide a service to Districts to

It would be useful to have factual information on success of develop/provide custom report on the District’s

students (aggregate data) who progress through the FN data).

schools - Need to add in “headstart and also New Paths”

Need to keep in mind partnerships with Public Schools as a program or adhoc field so this can be
tracked

Admission Table/Withdrawal Table should
have a reason “Transfer to and from First
Nations School”

It would be helpful if there were some
guidelines to help with the decision on who
“owns” the student with cross-enroliments

School Discussion Points Identified Variances and actions
Function

Course - Aug 1 school year end is done for all schools at same time; - Carols’ area might move to a continuous
Timetabling not an option to move this date. Some schools might be education so the “forced” year end might be a
moving to a 12 mo. school program problem but there are some schools that have
System can not handle continuous courses various arrangements and work around to
Ability to enter locally developed courses is a good feature accommodate this.
District level course (Board authority) could be put in the - Build a step into the detailed implementation
course table planning steps to develop the easiest method
Schools with smaller # of students i.e. 40 kids, timetabling to setup course timetables for smaller schools.
would take more time than today. Can roll over same - Need to address the course timetabling for
timetable each year and adjust it. You can covert in a types of students that are not accommodated
schedule. Should be done between Jan — June & lock it in by in eSIS.
year end. - Need to define “who” the district is and where
Adults that have graduated or children younger than K are not responsibilities will rest
accommodated with the system. - Need to define requirements for the
This setup could be way too onerous and not provide the Graduation Dogwood equivalent and all that
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TRAX

value add to the schools. For the implementation approach,
adopt the more straightforward and simple method to set up
the courses the easiest way.

FN schools already map their courses to the Ministry
“Enterprise” course however there may be differences for the
First Nations certificate which impacts courses required as
credits for their certificate. Only the FNEA should be
approving the “Board Authority” courses. Also these should
be categorized as “FNEA” not Board Authority.

Locally developed courses would be fine at the school level
and will not require additional involvement at the “District”
level

Scheduling occurs in some schools Apr/May; others it
happens in August

Picks up anything with credits attached
This function generates information
Standardized tests defined for First Nations

Appendix A

means. First Nations would issue it and will
define what is necessary to attain it. An extract
would be required to produce the certificate
FN “Board Authority” courses need to be
defined and submitted to the Ministry for
inclusion in the course table. Also require a
category called “FNEA”

In determining certificate and requirements for
the First Nations certificate should be done in
consultation with the FNEA working bodies i.e.
Curriculum Committee

TRAX not completed for FN schools but an
Annual report is done in Feb. to INAC
Submissions to First Nations Associations
(Refer to the Data Collection Tool)

School Discussion Points Identified Variances and actions
Function

Drop & Add
New Courses
to Student
Timetables

Clarified reasons and rationale for choice between taking and
not taking the provincial exam i.e. only needed for University
entrance, not needed for college entrance.

School Discussion Points Identified Variances and actions
Function

1701 Reports

Extract done for Provincial funding

Nominal role criteria for FN schools includes: on-reserve K4-
12 full time students + non-status, on reserve with family
working on reserve

Second count is done in Feb.

The information does not automatically go to the Ministry. In
order for the 1701 report to be published to the Ministry
website, the school would need to “Submit” on the system;
otherwise the information does not go anywhere.

First Nations BCeSIS Implementation Plan

1701 reports are not done for FN schools

First Nations nominal roll report needs to be
created and if nursery children can be
registered, they should be included as well.
Requirements need to be assessed before
design to meet schools needs as well as INAC.
Different criteria for the extract need to be
developed. Use the INAC form to deflne the
report extract definitions — Sept 30"
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The Nominal Roll form will need to be looked
at (there will be a short and longer term
requirement and it will vary)

Missing a field to identify children who are non-
status with parents working on-reserve

Could use the “Program” feature to identify
“Nominal Roll” in order to do the extract

Will also be the foundation for Provincial
funding for off-reserve children

School Discussion Points Identified Variances and actions
Function

Interim Report Probably around Oct/Nov The letter template approach might be more
Cards - Not all schools do interims; IPlans are done (student info; understandable for parents and a better option.
date; list of requirements to complete and deadline; name, Impact is that teachers would need to type up
course; attendance; lates; teachers name; preamble) — can the content for the letter
go out at any time at the teachers’ request - The more personalized approach is better and
Day to day communications with parents should not change this function might not be something we want
Some schools using Report Writer with some “cut/paste” to implement.
along with personalized comments. Done to ensure some - A suggested approach is to provide some
consistency of approach between teachers. sample template and a combination approach
Every report card needs to include next steps. of written and personalized approach. Note:

some templates have not been tested; build
this into the pilot stage.
Some schools need more than 1 interim report

School Function Identified Variances and actions

Report Cards - Paper card will be needed until schools are on eSIS and - First Nations grading and report cards may
students’ history is in eSIS. It has been agreed that eSIS will vary and this needs to be discussed with the
be recognized as the student record and paper card will not Curriculum Committee and the Ministry to
be needed. address ease of student movement. Someone
Templates are based on Provincial scale and letter grades from eSIS team needs to be in the
By not using the Provincial scale/grade, it impacts the conversations with Curriculum Committee
certificate -3 and 4 point performance scale might be the
Schools sign off that they deliver Provincial curriculum but biggest variance
schools have a lot of latitude on marking and report cards. - Implication of not having a standard practice of
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Generic report card formats are available in the system grading/marking might impact the “ease of
Some schools are using Report Writer transfer of students” to/from public schools

If the school has loaded the “pick list of comment” they are however, this should be looked at. It might not
available for others to use be a significant variance.

On school security setup, you can filter out everyone seeing - Need to consider First Nations requirements
the Report Card Tree for the logo, culture and language

requirements for “certification” and Nations
Report Card format

School Discussion Points Identified Variances and actions
Function

QS Audits - Once Jurisdictional implemented (3 yrs), the independent Several schools may stay on as Independent
schools will switch over as FN Schools on eSIS schools. Impacts of this need to be thought
Not relevant to FN schools out.

This has implication later on when schools are
switched over to First Nations “District”.
Recommend a separate number for
“Independent FN schools” now so that it can
be more easily separated out later.

Also need to establish First Nations District
number and name

Need school numbers assigned by the Ministry
and assign the school number properly to the

District

School Discussion Points Identified Variances and actions
Function
Submission of Formal Dogwood is still mailed to Student from the Ministry Need to define the authentication authority for
Transcripts to and not done through BCeSIS the First Nations certificate; its requirements
Univ. & - For a period FN schools will issue the Dogwood and the (i.e. courses required); who will be responsible
Colleges First Nations Certificate for ease of transition and for ensuring/determining certification; and the

recognition by Universities,. process around making this happen.

Potentially each school might need the ability
to issue their own certificate; these needs to be
determined.

The diploma name & requirements need to be
loaded into BCeSIS so its on the “pick list”
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Need the Jurisdiction Curriculum Committee to
determine this.

School Function Identified Variances and actions
Graduation Want to keep information on students that have left the If schools do want to keep student info on

Archiving of Old
Student Data

school as they are still an integral part of the community.
You would still have the information from when they were
at your school. This is not possible as the student record
ownership changes to the receiving school.

Collection of school success of student achievement
even though they might have left the school (agreed that
this was contrary to privacy requirements)

Schools need to understand what is archived and
remains accessible through the eSIS system i.e. detailed
attendance; courses moved to credits completed; etc.

those that have left, the options are to do an
extract of the data (although timing of this
needs to be though out).

What happens to the student data after the 55
year period?

In the meantime, for how long does the student
record remain available through the production
system vs. other methods such as data
warehouse?

The project team should be working closely
with the data collection group to mesh and see
if linkages can be made with BCeSIS
capabilities.

School Function Identified Variances and actions

Student Services
(Spec. Ed +)

Incidents

Some concern and discussion with information put into
the students file that over time should be removed so that
it does not get passed on year after year or when the
student transfers.

Good tool to capture existing notes/paperwork shared
between teachers/counselors etc.

Only the person who entered the information can delete it
External service providers could be given access to input
their assessment but they would not be able to see the
whole record.

Kelly Kitchen (Spec. Ed Coordinator) would be interested
in reviewing this and providing input. This could be an
organizational tool for Kelly. It looks like something for
further down the road.

This is a new module not yet in production and won't be
ready for use during the pilot.

Can code each incident comments to be deleted on year

First Nations BCeSIS Implementation Plan

As part of the pilot implementation plan, might
want to describe some guidelines around use
of this module and in which situations one
should record information/discussions. i.e. at
the beginning of the IEP process.

Also need to ensure people understand the
privacy rights/guidelines for those that enter
information. In the training, people really need
to understand the impacts and considerations
in what they are writing down.

Key focus is just to use it as needed.

First Nations don't always fit in categories for
funding.

If used, can ask to have “arson and drug
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Company File

end

When a student is moving, you can go in and delete the
incidents

Access can determine who can enter them and others
who can only read them

Certain defaults are established at the Enterprise Level

In turn, Districts can then establish additional defaults for

their areas
A bit of the demographic:

(o]

o

32 schools enrolling Nursery or
Nursery/Kindergarten

77 schools - 50 enrolling from nursery and some
elementary with 27 to grade 12 (27 Independent
within this group))

19 adult programs 2005/2006

Appendix A

trafficking” to incident. Perhaps have the pilot
group review the list and make
recommendations to the SMC

Need to be sensible on use of this module
FOIPA and PIPA training is essential for
anyone using this

Guidelines should be in place on what gets
entered, for how long, when it gets deleted; the
focus on educational value; who will have
authority to enter

A process would need to be in place that upon
transfer of a student that their Incident record
be reviewed and decisions made on what data
should remain in the record or deleted.

Might want to establish a “recommended” list
of default settings for schools to ease their
setup & implementation process but also to
facilitate some consistency for reporting,
troubleshooting purposes etc.

No variances with regard to the Enterprise
level defaults. Obtain a print out of the
Enterprise level defaults to allow the working
group has one more look at it.

Utilize the FNSA Board to make decisions on
the Company File and how First Nations is
structured i.e. 8 Regions with 126 schools.

School Function Identified Variances and actions

Some concern with potential feeling that jobs are being
done away with.

Various sizes of schools and staff available for the “care
and feeding” of BCeSIS needs to be thought out and the
value-add threshold.

Misc.

First Nations BCeSIS Implementation Plan

Ensure the Communications Plan to be
developed in the Pilot stage includes providing
information to schools on impacts of the
system to job roles and not to loss of jobs.
The Working Group needs to understand the
scope of the data warehouse initiative and
what needs it can address. ( Sue to arrange
briefing)
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BCESIS ScHooOL IMPLEMENTATION ROLES

Some of the roles listed may be merged or eliminated; however, identified responsibilities should be assigned in whatever structure is put in place.
A person could be part of more than one team or perform multiple.

Data Conversion Team

The conversion team should be comprised of members having technical and software expertise in the current system and the ability to participate in
the conversion of district student data. The following outlines the three areas of expertise required during conversion. In many districts all of this
expertise will reside in the same person.

a) Conversion Data Mapping Resource
If a conversion package has been developed for the product, in use by the schools within the district, this resource may simply confirm the mapping
of data from the legacy system using the documentation provided in the conversion package.

If no conversion package is currently available, the data mapping of the legacy system to the BCeSIS temporary conversion files must be
completed by a resource which thoroughly understands the format and business use of the data within the legacy system.
Responsibilities:
» Understands thoroughly the format and business use of the data within the legacy system.
» Works closely with the conversion technical resource to resolve data mapping issues where the mapping is not one-to-one or requires
significant data transformations.
» Understands data models and data relationships.
» Documents issues and assumptions made during data mapping.
» Works with data verification testers to define test criteria.
* Raises issues to the district project manager for resolution or decision.

b) Conversion Technical Resource

The roles, responsibilities and skill requirements of this position will vary according to the availability of existing conversion packages for the school
system products currently in use. If a conversion package has not been developed for the product in use by the schools within the district, this
resource will require extensive knowledge of the legacy product and sufficient technical programming skills to create data extract, transformation
and translation routines.

If a Conversion Package exists for your legacy system responsibilities include:
» Executing pre-defined scripts.
* Reviewing logs, interpreting error messages and resolving technical data loading issues.
« Liaising with the provincial team database administrator.
« Raising issues to the district project manager for resolution or decision.

If a Conversion Package does not exist for your legacy system responsibilities include:

» The development of data extract, transformation and translation routines according to the data mapping specifications.
 Developing and executing conversion scripts.
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* Reviewing logs, interpreting error messages and resolving technical data loading issues.
» Liaising with the provincial team database administrator.
« Raising issues to the district project manager for resolution or decision.

c) Data Verification Testing Resources
Testing and verification of the data conversion is a critical quality assurance step prior to implementation. ldeally, the testers should be business
area resources independent from those that have designed, developed or executed the conversion itself.
Responsibilities:

» Development of testing criteria in conjunction with the data mapping resource prior to the data verification test.

» Responsible for reviewing and testing the converted data within the BCeSIS application functionality.

» Responsible for confirming the accuracy in terms of both format and content of the data.

» Responsible for verifying data against all test criteria.

» Documents issues for resolution.

* Raises issues to the district project manager for resolution or decision.

» Responsible for signoff of the data conversion based on documented test results.

School Roles

1. School Principal is the primary manager and instructional leader in every school.
Responsibilities:
» Communicates strong advocacy of the BCeSIS solution to school personnel.
* Supports and encourages change management processes within the school to ensure a smooth transition to BCeSIS software.
« Is familiar with the privacy and security issues associated with the principal role and adheres to those responsibilities when requesting
security access for staff.
 Ensures school personnel receive needed training and are given the time, resources and materials necessary to implement BCeSIS
software.
» Develops a support process for school operations.
» Makes decisions about how their school should be configured in BCeSIS software.
» Makes decisions about how students should be scheduled in their school.

2. School Data Manager is the position in the school that is responsible for inputting and managing student information in the current product. An
ability to share information with others and some leadership skills are needed, as this role is a focal point for the start up of BCeSIS software at the
school level. Attention to detail and knowledge of school and student processes are required.
Responsibilities:

* Serves as the first line of support for school level personnel for BCeSIS software.

* Troubleshoots problems and provides information for problem resolution at the school level.

* Supports and enforces the district security policy.
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First Nations BCeSIS Implementation
Pilot School Evaluation Form

This form is intended to provide feedback to improve the process of the implementation of the BC Electronic
Student Information System into First Nations schools in British Columbia.
Please complete this form and submit it to bcesis@fnesc.ca

1. The BCeSIS project has been ongoing since its approval at the 2005 FNSA AGM. Do you feel that
the general communication you have received on this project to date has been:

1 - Excellent 2 — Good 3 — Fair 4 - Poor

2. As a selected Pilot school in the BCeSIS project, how would you rate the quality of communication
regarding what will be involved in being a pilot school, next steps and timeframes:

1 - Excellent 2 — Good 3 — Fair 4 — Poor

3. To date, as a pilot school you have received two weeks of training on BCeSIS. How would you rate
this training:

1 - Excellent 2 — Good 3 — Fair 4 — Poor

4. How could this training have been improved?

How would you rate the effectiveness of the person who provided your BCeSIS training?
1 - Excellent 2 — Good 3 — Fair 4 — Poor

5. As a pilot school you have had full access to the Level 1 Helpdesk services. How would you rate the
services offered by this Helpdesk:

Accessibility/Availability 1 - Excellent 2 - Good 3 — Fair 4 — Poor
Timeliness of Response 1 - Excellent 2 - Good 3- Fair 4 — Poor
Ability to fully address concerns 1-Excellent 2- Good 3 — Fair 4 — Poor
Level of BCeSIS knowledge 1 - Excellent 2 - Good 3 —Fair 4 — Poor

6. As a Pilot school, do you feel that the unique requirements of a First Nations school have been fully
addressed in the BCeSIS Implementation strategy? Yes No

7. If No, please advise why not?
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8. Do you feel that the FNESC staff and contractors who are involved in the project have offered you
adequate support as you implement BCeSIS? Yes No
9. If No, please advise why not?
10. Do you feel that the data conversion process from your legacy system to BCeSIS was successful?
Yes No
11. If No, how could the conversion process have been improved?
12. Do you feel that issues that you have had with the BCeSIS implementation have been dealt with
promptly and effectively by all service providers (FNESC, FNSA, MeD, and Fujitsu Consulting)
Yes No
13. Do you believe that your school staff was sufficiently well prepared and trained for BCeSIS
implementation Yes No
14. Do you feel that the student information which you input into BCeSIS is confidential and private?
Yes No
15. The FNSA is interested in creating a First Nations cohort of Subject Matter Experts (SME) and
trainers who can potentially train First Nations school staff as they move through the implementation
process and who may function as BCeSIS Helpdesk Support in the future. Is this something you
might be interested in? Yes No
16. May we contact you regarding opportunities regarding the above which might arise in the future?

Yes No

Thank you for taking the time to complete this surv ey. Please ensure that you complete the section

Name:

below:

School Name:

Role in the School:

Contact Information: Email:

Telephone:
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BCESIS FUNCTIONALITY GLOSSARY

Students

Student Demographics
Marks

Courses
Attendance

GPA

Schedule and Master Time Table(MTB)
Enrolment

Diploma

Portfolio

Program Groups and Types

Standardized Tests

Report Cards

School

Course Maintenance

Course Section Maintenance
Fees

Incident Tracking

Injury Accident

Transportation
Scheduling

Curriculum

Description

This function records all information related to student
demographics including contact information, parents, siblings,
citizenship, languages, permissions (i.e. bike home),
emergency contact information, medical information, and
transportation details.

This function records the marks for particular subjects/courses
This allows students to be scheduled into a variety of courses
from Ministry courses to locally developed courses
This allows schools to track and record attendance.

For schools that would like to rank students based on marks
the GPA module allows that

This advanced function allows schools to automatically
schedule students into courses for the following year.

This function tracks the students enrolled in a particular school

This function places a student on a particular diploma track
(i.e. Grad 1995 or 2004). Can be used in conjunction with
Analyze Diploma

This tracks the portfolio requirements for the BC Dogwood
diploma

This allows schools to put students into groups (i.e. Core
French, ESL, etc) for funding or other purposes

This schedules and records students for BC provincial exams.

This allows schools to print out standardized BC report cards
for various grade types (i.e. primary, elementary, intermediate,
middle, and secondary schools)

Description

This is a school and district level function that allows schools
to setup and modify courses (i.e. create locally developed
courses or modify the description of a Ministry course)

This function schools to create different types of the same
courses (i.e. Math and Advanced Math)

This allows schools to track and manage small fees like
lockers or band trips.

This allows schools to track discipline incidents within the
school.

This function allows schools to track and report on injuries
within the school.

If a school had a bus system this function would allow schools
to schedule students on bus and manage pick-up and drop-off
of students by buses

This school level function allows schools to manually schedule
students into courses or classes

This function is used by elementary grades to track academics
based on the curriculum model of reporting
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Health/Medical

Analyze Diploma
Attendance Intervention

Registration

Withdrawal
Teacher Assist

Attendance

Classrooms
HomeRoom

Marks

Gradebook
Reporting

1701 Extract

TRAX Extract

Report Cards

GDE

Intergrade Class Extract

This function allows schools to setup specific medical or
health alerts on students.

This function allows one to analyze a students courses and
credits a determine if he/she is on track to graduate with a
particular diploma

This allows schools to track the attendance patterns of
students and ensure proper attendance levels.

This function is used to record which student are currently
taking classes or courses in your school.

The function is when a student leaves a school, it enables
schools to decide which non-core information follows the
student to the next school or is purged from the system
Description
This allows teachers to record daily or period attendance
electronically
This allows teacher to see the current class lists and be notified of
any additions or withdraws.
This allows teacher to see the students in his/her homeroom.
This allows to recording and viewing of marks for courses that are
taught by the teacher.
This is the part of the BCeSIS application that teacher use to
records marks for assignments/tests/quizzes.
Used in 2" Stage
This report is used to provide information to the Ministry for 1701
funding
This report is used to provide information to the Ministry for
graduation of students.
This allows schools to print out standardized BC report cards for
various grade types (i.e. primary, elementary, intermediate,
middle, and secondary schools)
This extract allows schools or districts to a large amount of data in
a standard format which can be inputted into another database or
excel for other educational analytical needs.
This report is used to extract class list which can be imported into
the Intergrade marking program.
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FREQUENTLY ASKED QUESTIONS

This document will provide answers to some frequent ly asked questions regarding the
implementation of BCeSIS into First Nations schools in British Columbia. This document is
intended to answer specific questions about BCeSIS, so page numbers have been provided for

easy reference.

FAQ'’s include:
The System (Page 1)
Goals of BCeSIS (Page 3)
Funding (Page 4)
BCeSIS Security & Student Confidentiality (Page 4)
Technology (Page 5)
Human Resources (Page 6)
Training (Page 6)
Helpdesk (Page 7)
Independent schools (Page 7)
Implementation Waves (Page 8)
Communication (Page 9)

THE SYSTEM

What is BCeSIS?

BCeSIS is the British Columbia electronic Student Information Sys tem. It is an Internet-based
student information database which was endorsed by the Ministry of Education for use by all school
districts in British Columbia.

What does “Internet-based” mean?

The BCeSIS database itself is ‘housed’ on a server in a secure location but end-users within individual
schools and school districts with the appropriate permission(s) to use it, access BCeSIS through an
Internet browser. (i.e. Internet Explorer).

How do | access BCeSIS?

If your school decides that you have permission to use BCeSIS, to enter or review student demographic
data, attendance, grades etc, secure access to the system will be set up for you by a Systems
Administrator. This access will be restricted to information concerning students in your school, and maybe
just to students in your class and maybe only one element of the database concerning those students,
such as attendance. Your security permissions will depend on the role you perform in your school and the
role your school deems you should perform, as regards student information.

What will | need to access BCeSIS?

You will access BCeSIS with a User Name and a designated password. These will be provided to you by
a Systems Administrator.
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How useful will BCeSIS be for First Nations schools ., If it has been

developed for provincial schools?

The basic functions of BCeSIS can apply to First Nations schools as well as provincial schools as all
schools need to be able to capture pertinent information regarding students in attendance. While BCeSIS
has been designed to accommodate the specific needs of the provincial schools (letter grade orders,
reporting, graduation requirements etc.), the First Nations BCeSIS Implementation team (the team) has
endeavored to review all of the similarities and potential differences in practices between First Nations
schools and provincial schools. Where differences have been identified, the team has recommended
mitigating actions or systems enhancements which will assist in the efficient implementation of BCeSIS
within First Nations schools.

Can all students be entered into BCeSIS? Do student s need anything

‘special’ to be entered into BCeSIS?

BCeSIS is currently restricted to K-12 students who are 5 years of age and over. In order to be entered
into BCeSIS, a student must be eligible to have a Personal Education Number (PEN). At the time of the
drafting of the Implementation Plan, the BC School Act does not permit the Ministry of Education to grant
PEN'’s to students who are educated outside the provincial school system. As part of the implementation
process, the Ministry will draft an amendment to the School Act** to allow PEN’s to be granted to students
of First Nations schools. Additionally a student needs to be five years of age and older to be granted a
PEN.

If a student has to be over 5 years of age, does th is mean that pre-K

and Nursery students cannot be entered into BCeSIS?

Yes. For now as the legislation reads, a child under the age of five is not eligible for a PEN and therefore
cannot be entered into BCeSIS. The team has highlighted this as a unique difference for First Nations
schools as many offer pre-Kindergarten education. The team has requested that the amendment to the
legislation would also address the need to lower the age limit on PEN assignment.

Can adult students who are upgrading be entered int 0 BCeSIS?
If adult students have not yet graduated and are working toward an adult graduation or are completing
courses to graduate, they can be entered on BCeSIS.

Will all First Nations schools be able to implement BCeSIS?

Like any information system, a need and existing infrastructure must exist, in order for BCeSIS to be
worthwhile implementing. Many First Nations schools are very small and remote. They may have only 5
students or they may only offer nursery and Kindergarten. Their Internet connectivity may be poor to non-
existent. During the drafting of the Implementation Plan (Plan), the team has examined the various
challenges that exist in these types of schools. When analyzing the configuration of First Nations schools,
from an objective standpoint, approximately 50% of First Nations schools do not meet the size, grade
offering or Internet connectivity requirements of BCeSIS. However these schools account for only 19% of
the total First Nations schools population. While the Plan does not automatically discount those schools, it
does prioritize the schools which have fewer barriers to implementation. Part of the implementation will be
to support these smaller schools which don't initially meet the eligibility requirements and to find some
mechanism to implement if possible, and if desired.

GOALS OF BCESIS FOR FIRST NATIONS SCHOOLS

Why do First Nations schools want BCeSIS?

There are many benefits of BCeSIS being implemented into First Nations schools:

* This amendment to the legislation is scheduled to go to the House in July 2007.
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Standardization: Currently in First Nations schools in BC, there is no consistent student information
database. Schools use a variety of methods and software programs to track student information including
paper files. The introduction of BCeSIS will provide one consistent student database which can be used
by a majority of First Nations schools.

Movement of Staff: If staff moves between the First Nations and provincial school systems, they will
already be familiar with the student information system.

Efficient Transfer of Student Data:  As a student moves from a First Nations school to a provincial
school all of the information pertaining to that student does not always follow him/her. BCeSIS will allow
for all information pertaining to a First Nations student to efficiently move between the education systems.
When a student transfers a new school can effectively ‘pick up’ a student in BCeSIS once they have been
withdrawn by their last school.

Consistency : A standardized database will allow for consistent reporting, training and functionality across
First Nations schools. Teachers and administrators who move within the First Nations schools can transfer
their BCeSIS skills and knowledge as they move between schools.

Reporting : BCeSIS provides many standard and ad hoc reports which will be of great value to First
Nations schools, in their efforts to collect data and report out to stakeholders.

FUNDING

Who is paying to research whether BCeSIS is a good fit for First

Nations schools?

To date, Indian and Northern Affairs Canada (INAC) has paid for the research and work which has been
undertaken to see if BCeSIS could be successful in First Nations schools. This has involved costs for an
independent contractor, to support a part-time FNESC staff person, training for pilot schools, the
development of an Implementation Plan and consultations with the Ministry of Education. The Ministry of
Education has contracted Fujitsu Consulting to work with the First Nations Implementation team to
develop the Implementation Plan.

How will BCeSIS be funded in First Nations schools?

When this project was first initiated it was hoped that First Nations SchoolNet (SchoolNet) would fund a
good portion of BCeSIS including training, license fees, Helpdesk support etc. As the future of SchoolNet
remains uncertain so too, does the funding source for BCeSIS. FNESC has submitted a request for
funding for 2007/2008 in its annual work plan to INAC but this has yet to be confirmed. It is hoped that the
BCeSIS project can be funded on an ongoing basis by INAC.

How much does BCeSIS cost per student?
First Nations will be charged an annual license fee of $20"° per FTE student. This cost is invoiced on a
monthly basis so that only students who are within a school at any given month are charged for.

How will other shared services such as training, Ad ministrator costs

and Helpdesk services be paid for?
As per the question above, it is hoped that INAC will cover the costs of the shared services for BCeSIS.

BCeSIS SECURITY & STUDENT CONFIDENTIALITY

If BCeSIS is on the Internet, how is a student’s pe rsonal information

going to be secure?

The student data is stored in a secured location with the appropriate physical and electronic barriers to
protect data. Furthermore data is transmitted across the Internet using encryption levels that meet or
exceed standards used by banks. Access to individual student data is determined by the school and only

' This cost is $2 per month of the ten month school year
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those that need access to that data will have access. Personnel who work on the BCeSIS servers and
databases have received extensive background and criminal checks.

Can the Ministry of Education, go into BCeSIS and | ook at information

on students in First Nations schools?

No person in the Ministry has access to the data in BCeSIS. Because BCeSIS is owned by the member
districts and schools (i.e. First Nations schools), and only endorsed by the Ministry, the Ministry has no
right to the data or access to the data. Data that is needed by the Ministry to meet legislative requirements
(i.e. 1701 reports or TRAX) is provided by schools to the Ministry, and NOT extracted from BCeSIS by the
Ministry.

How can parents be sure that only school staff memb ers who are
supposed to have access to their child’s informatio n, have access to
BCeSIS?

Access to BCeSIS is granted by individual schools. As such the primary decision maker(s) (i.e. Principal
or school administrators) in each school determine the access levels that each staff member should have.
Teachers that have been granted access to BCeSIS may only have access to data for their class and their
students. For example the Math teacher for Johnny Smith, cannot see Johnny Smith’s Social Studies
grades. Another example is that the secretary may only be able to see students’ attendance records and
not grades or discipline reports. Staff members who do not need access to BCeSIS will not be given
access to BCeSIS. Access is granted on a ‘need to know’ basis and not a ‘want to know’ basis.

TECHNOLOGY

What kind of technology infrastructure does a schoo | require to
implement BCeSIS?

A school requires some basic technological infrastructure in order to implement BCeSIS as well as fairly
robust Internet connectivity. Below is a table which outlines the minimum technology requirements for a
school.

REQUIREMENT MINIMUM STANDARD

Computer - 512MB RAM of memory
40 GB Hard Drive
Central Processing Unit (CPU) of 750 Megahertz.

Operating System - Windows 2000SP1 or Windows XP

MAC OS 10.2.8 or greater
Internet Browser IE6 on Windows and Safari 1.2 on MAC
PDF Reader Adobe Acrobat 6.0.1
Internet Connectivity High speed Enhanced, Wireless, T1, Cable, DSL

What if our school does not meet these requirements ?

If a First Nations school lacks the technology infrastructure to implement BCeSIS, it does not mean that
they will necessarily be unable to do so. The team will be working with these schools to identify the
barriers and to work towards potential solutions to these barriers. If a First Nations school meets the
requirements at a later date they will be worked into the plan by the team.
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HUMAN RESOURCES

What type of human resources does a school need to successfully

implement and use BCeSIS?

A school needs to have one, but preferably two administrators/teachers who can dedicate the time to be
trained on BCeSIS and then the time to implement BCeSIS within the school and manage it on an
ongoing basis. The expectation is that these two staff persons will be long-term employees who will be
willing to learn the system and have the ability to train others within the school.

How much time will the administration/teaching staf f have to spend on
BCeSIS?

The time needed for BCeSIS training will be the same whether a staff member comes from a school of 30
students or a school of 400 students. It is anticipated that total training time will be a maximum total of two
weeks, divided into the two stages of the implementation roll-out and ideally broken down into training
modules of several days. However, once back in the school, the time which will need to be committed to
BCeSIS on a daily or weekly basis will depend on how the school decides to use the system and how
many students the school has. Schools should expect more time to be dedicated to BCeSIS in the first
year of operation as staff are getting comfortable with the system. There will be additional and on-going
refresher training throughout the school year that tie in with business events. For example refresher
training on report card setup and printing just before reports are typically due. This refresher training is
normally only an hour or two long and delivered over the Internet.

TRAINING

What type of BCeSIS training will be provided to sc  hools?

Comprehensive training on BCeSIS will be provided to staff in First Nations schools. The training strategy
is yet to be fully developed but it is hoped that training can be delivered at a regional level and to regional
cohorts. The roll-out of BCeSIS to First Nations schools will be done in two stages: Stage 1 — Student
Demographics and Attendance and Stage 2 — Marks, Gradebook and Report Cards. The intention behind
this is to divide the training on BCeSIS into more manageable modules so that staff would have less time
out of their schools and more chance to implement what they are trained on in a staggered approach.

When will the training take place?

Depending on the sequence of your school in the roll-out strategy, the training will generally take place
two to three months prior to a ‘go-live’ date for BCeSIS within your school. The timing of the training will
try and avoid the obvious ‘busy times’ for First Nations schools such as the start and end of the school
year.

Who will provide the training?

Initially, the training will be provided by contracted trainers either from the Ministry of Education or the
Independent schools Association. The long term objective, however, is to employ First Nations trainers,
as capacity and familiarity is increased.

What happens if the person(s) in our school who has been trained

leaves suddenly?

Employee turnover is a reality in First Nations schools and that is why the team suggests training two
people for every school. That is also why a component of the training will include a ‘train-the-trainer’
module to ensure that when the trainees return to their schools, they have the skills to train other staff
members on how to use BCeSIS, hopefully building sufficient capacity to avoid knowledge gaps when
staff members exit. If however a school is suddenly left in the position of having no staff with knowledge of
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BCeSIS then the Helpdesk and the trainers will be available to provide interim support and to assist with a
long term strategy.

HELPDESK

What is the BCeSIS Helpdesk?

The BCeSIS Helpdesk is a telephone/email/web-based support service which will offer support if you have
any queries regarding the BCeSIS system and its functionality. BCeSIS users will be encouraged to ask
their BCeSIS trained colleagues for advice in the first instance, to review the BCeSIS Quick Reference
Guides in the second instance and, as a final resort, to have the school’s primary BCeSIS person contact
the Helpdesk via the web-based issue management system. If the Helpdesk is unable to answer your
query immediately, they will be obligated to respond to you within a set timeframe. They are also in a
position to escalate any appropriate queries to the BCeSIS Provincial Helpdesk.

What type of support will be in place for First Nat  ions schools who
implement BCeSIS?

The first level of support which will be available to schools will be the First Nations BCeSIS Helpdesk.
Initially Helpdesk services will be provided by iGroup, the BCeSIS Helpdesk for the Independent schools
Association. This Helpdesk is well established and has been operating for over a year and half. Schools
will also find support from the FNESC BCeSIS Coordinator. The long term plan is to develop a First
Nations staffed Helpdesk but it will take some time to build capacity in this area.

What type of support will the First Nations BCeSIS Helpdesk provide?
The First Nations BCeSIS Helpdesk will be your first point of contact for any BCeSIS or process queries.
If your query needs to be escalated to the Provincial BCeSIS Helpdesk (Level 2), then the Helpdesk will
do this on your behalf to ensure that there is only one point of contact for you. A Helpdesk protocol
document will be developed to outline in detail, the role of the Helpdesk and to outline the type of support,
turn-around time etc. that First Nations schools can expect.

INDEPENDENT SCHOOLS

What is the position of First Nations schools which have Independent

school status?

Many First Nations schools have secured Independent school status for reasons of funding, or because
they wish to offer provincial exams or to be able to graduate their students with a Dogwood Certificate. In
order to secure Independent schools status, First Nations schools must meet certain requirements set by
the Ministry of Education, for example all students must have Personal Education Numbers. Because they
already meet these requirements, First Nations Independent status schools have fewer barriers to
successful implementation of BCeSIS. First Nations Independent schools can choose whether they wish
to implement through the First Nations Implementation process or through the Independent schools
Association (ISA).

Why would a First Nations school which has Independ ent school
status choose to implement through the First Nation S implementation

process?

For First Nations schools to implement BCeSIS there must be a First Nations School District Code set up
within the BCeSIS framework. Once this is done, all schools which implement through the First Nations
process will be attached to that district. Once this district is established, many aggregate reports will be
able to be run based on the schools within that district. It is hoped that this functionality will support the
FNSA data collection project. If a First Nations school chooses to implement through the ISA then for the
purposes of First Nations schools data collection through BCeSIS, that school will not be included in any
reports run through the First Nations School District.
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A school might wish to implement through the First Nations process because of funding. It is the intention
of the First Nations team that sustainable funding be sourced to support the implementation and ongoing
costs of BCeSIS for First Nations schools so that individual schools do not have to bear the costs out of
their core budgets. If a school implements through the ISA, they will be liable for a $10 per FTE student,
per annum plus a portion of shared services costs, i.e. Helpdesk, training etc.

IMPLEMENTATION WAVES

What were the criteria used in selecting which roll -out ‘wave’ a First

Nations school was assigned to?
The roll-out ‘waves’ for the First Nations schools took into account a number of considerations.
1. Independent school status. As outlined above, these schools have fewer barriers to successful
implementation.
2. The grade level offering. BCeSIS is a lot more complex for schools which offer high school
education, so the first waves of schools offer only elementary grades.
3. Size of school
4. Internet connectivity.
5. Geographical location. We wanted to ensure that the ‘waves’ of schools included several schools
from the same FNSA regions so that they could create regional cohorts if they desired.

What if my school does not appear in the roll-out w  aves of the

Implementation Plan?

If your school does not appear in the initial roll-out ‘wave’ list, it is not necessarily discounted from the
BCeSIS implementation process. It merely means that from the information that we have currently
recorded regarding your school that it does not yet meet the eligibility requirements of the project. The
team will be working through this with you to address the issues identified and to find potential solutions to
these issues.

COMMUNICATION

We have not heard much about the BCeSIS project, ho w will we be

informed on its progress?

The team is currently developing a comprehensive communications plan regarding this project. To date,
staff resources have been confined to the implementation project and have only communicated progress
through vehicles such as newsletters and board updates. The communications plan will outline the
various methods which will be used to communicate project progress with all stakeholders in the project
including pilot schools, roll-out schools, schools who do not currently meet eligibility criteria, boards and
other stakeholders. These methods will include tele-conferences, newsletters, emails and a dedicated
section of the FNESC website.
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