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Introduction

1.1 Project Charter Purpose

This charter is intended to outline the project for all stakeholders and define the general intent of the development. As with all projects, the Juvenile Data Reporting process will be modified as needed to accommodate all customers involved. This document will attempt to define the workflow, assignments, dates and resources to accomplish the final deliverable.
The charter itself will be a living document that may be edited by all stakeholders but will need to be adopted the Project Sponsors.
1.2 Project Sponsors

Department of Juvenile Justice, Commissioner, Mr. Avery Niles

Council of Juvenile Court Judges, Executive Director, Mr. Eric John

Office of Planning and Budget, Mr. Joseph Hood

Judicial Council AOC, Interim Director, Ms. Cynthia Clanton
1.3 Steering (Advisory) Committees 
	Steering (Advisory) Committee

	Resource / Title
	Division / Agency

	
	

	
	


2.0 Contact(s)
Questions regarding this charter should be directed to:
Mr. Jorge Basto

CIO/Division Director, Information Technology

244 Washington Street, Suite 300 Atlanta GA, 30334

Jorge.basto@georgiacourts.gov
Office: 404.657.9673

Ananias Williams III

Assistant Chief Information Officer

Office of Technology and Information Services

Georgia Department of Juvenile Justice

3408 Covington Highway

Decatur, GA 30032

Office:   404-508-7223 

Mobile: 404-780-3518  

Sean Kean

Technical Account Manager

Canyon Solutions, Inc.
skean@canyonsolutions.com
(404) 922-9024

3.0 Project Background

The Judicial Council AOC has been contracted to create a Juvenile Data Exchange Interface and Reporting mechanism to facilitate statewide reporting of, primarily, the Pre-Disposition Risk Assessment (PDRA) and Detention Assessment Instrument (DAI) data. The juvenile data in Georgia currently resides in various systems that do not integrate. One of these systems is owned by the State of Georgia but there are additional systems that are proprietary, private vendor solutions. The request to acquire data from the disparate systems led to several concepts of data exchange and sharing and the design was finalized and agreed to in early 2015.
The Judicial Council AOC has experience in the development of these exchange efforts and currently hosts several statewide solutions including public and private vendors.  

4.0 Project Approach

The project has been reviewed by all stakeholders and a general project approach has been defined. Final requirements will depend of a completed data dictionary, access review and a functional requirements document being created for reporting.

4.1.1 Data Dictionary

The CJCJ will lead the effort in defining the data elements that are to be collected from JTS, Banner, JCATS, etc… A final listing of data will be delivered to the JC/AOC for the development of the schema(s). 

4.1.2 NIEM Mapping

The data elements will be mapped against the National Information Exchange Models (NIEM) schemas for Juvenile Data. As required for the successful delivery of this project, extensions  will be created by JC/AOC staff to accommodate undefined elements. The JC/AOC will determine if it is appropriate to develop a full Information Exchange Package Document (IEPD) for reuse. This could bring significant attention and recognition to NIEM Based Projects in Georgia. 

4.1.3 Schema

The number of schemas will be determined and JC/AOC will create the necessary documentation to produce what is require for the collection of data from the source systems. A Schema Architect with sufficient knowledge of NIEM will be needed to conform to the National Standard.
4.1.4 Webservice Development

The JC/AOC will contract with a JAVA Web Services Development vendor to construct the Web Service that will contain all methods required to appropriately, receive, validate, parse and persist the data that is transmitted. Delivery of this Service will include the code, a WSDL, the ERD (and database DDL). 
4.1.5 Webservice Deployment and Testing

The JC/AOC will coordinate and direct all discussions with the public and private vendors to ensure the Web Clients are developed in accordance the specified WSDL. Testing will be done by the JC/AOC and the contracted vendor.

4.1.6 Persistence

The database will be deployed at the JC/AOC Data Center and virtualization technologies will be employed to allow for scalability, replication and security. Direct access to this system will be fully coordinated by the JC/AOC.
4.1.7 Business Intelligence

A reporting layer (Business Intelligence) will be purchased / deployed to interface with the underlying data. All reporting and access requirements will need to be defined by the Steering Committee. The final BI Solution will be determined based on the reporting requirements. 

4.1.8  Delivery and Production

Final delivery will include UAT, Auditing, Communication, Re-Evaluation, Expansion and numerous other discussion points that are future facing.
5.0 Project Information
5.1 Timeframes 
All project milestones, deliverables and timeframes will be managed through the project plan.
5.2 Glossary

This subsection provides definitions of all terms, acronyms, and abbreviations used in this and subsequent documents related to this project so that the reader can properly interpret the objective.

Any acronyms that are not believed to be common knowledge should be defined as well as specific terminology used by various disciplines, groups, functions, departments, etc… 

	Item
	Definition

	IT
	Abbreviation for “Information Technology”

	Webservice
	Method of communication between two electronic devices over a network.

	WSDL
	Webservice Definition Language

	ERD
	Entity Relationship Diagram

	DDL
	Data Definition Language


5.3 Project  Documentation

The initial stakeholder meeting will determine the necessary documents that need to be created, maintain and shared. 
Examples:

· User manuals

· Specifications

· Application Code

· Requirements
· Screen Shots

· Web References
5.3.1 Project Plan

The Project Manager will produce, manage and disseminate a detailed project plan that clearly identifies areas of Requirements, Design, Construction, Testing and Implementation. The expectation is to follow standard SDLC methodology when appropriate. Specific instances can necessitate modifications or different methodologies and the format for these plans will be adjusted as required for usability.
5.3.2 Sign Offs and Change Orders

The documents will be referenced as supporting forms and available in Confluence. The requirements for signatures, reviews and changes will be defined and communicated by the Project Manager. 
5.3.3 Project Risks

This exchange project will require willing and able participation by the CMS Vendors. The JC/AOC will serve as the conduit of data into the AOC reporting environment but the vendors will need to adhere to the developed technical specification (WSDL) to enable the source data dsystems to transmit data. This project is intended to create the webservice to facilitate the electronic, programmatic exchange of caseload data but this is not a mandated system. The risks associated with this project are significant since there is no mandate for the new reporting process. 

The project is deemed successfully delivered upon completion of a functioning and viable webservice, not court participation.

5.3.4 Functional Specifications Document

A document identifying and recording key development decisions will be created to catalog all applicable requirements. This document will encompass input for all the identified committees. 

A “Process Flow” will be used as the Functional Requirements 

5.3.5 Technical Specifications Document  

JC/AOC will produce and maintain a document which contains technical specifications for the actual development of the application. This document will remain in JC/AOC and distributed as needed throughout development for testing. Final documentation will be published for all stakeholders in order to facilitate participation.
5.4 Project  Design

This section will describe the project from a business standpoint and establish the intended outcome of the project.

5.4.1 Project Scope

The Juvenile Data Exchange Project is intended to allow for a new data exchange procedure for all relevant vendors in Georgia. The use of webservices is being implemented to improve the accuracy, timing and completeness of the data currently requested by the AOC as well as additional fields defined. 

The scope of this project is intended to cover the defined data elements, the transmission of data sets from DJJ and Canyon Software to a single service location, the persistence and database management, the accessibility and reporting of the data elements via business intelligence tools.
5.4.1.1. Data Elements

5.4.1.1.1. Data Elements Listing – Word

5.4.1.1.2. Data Elements - Excel

5.4.2 Project Design Flow

LucidCharts will be used (To be completed)
Initial diagram noted for now…
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