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COPA Expansion Project
ABC CAP is a multi-program nonprofit with a Senior Program, Weatherization, ChildCare, State Preschool, and Head Start Program - 1500 children
· Expansion Plan:
· Expand COPA to 20 centers
· Implement existing processes of application, enrollment, attendance at center level  
· Implement Inkind/Volunteer tracking
· HS Information System:  Web based, COPA system “used” in central office for 2 years
· COPA Modules in use at central office:  ERSEA, Health, MH, Disabilities, Child Outcomes, PIR
· Staffing:  
· Centralized enrollment department with a team of 3
· Family advocates currently coordinate/process all forms (ERSEA, Health, Inkind) from centers to central office
· Health Manager has two health aides
· New agency IT Manager, organization-wide responsibility for IT, has one assistant, no HS experience, and is an E-Rate expert.  She replaces an IT manager of 15 years 
· Problems/Issues Identified:
· Job descriptions have no mention of computer use for family advocates
· Form errors are overwhelming enrollment department; they spend most of their time on the phone correcting instead of typing and enrolling; program has never been fully enrolled on day one; they also enter health data
· The MH/Disabilities manager’s assistant has helped draft some procedures for COPA but mainly everyone is operating from the training they received last year.

· PIR report is all zeroes for family services

· Health Manager was hired a year after the COPA training was provided, she and her assistant use Excel

· Center #5 has very technologically resistive center director
· The Director and FCP/ERESA manager have their assistants prepare Excel monthly tracking sheets for enrollment, attendance and some PIR data – the sheets give last month’s data.
· Discuss and answer the following:

1. Describe how you would change the staffing for the project and ongoing system?

2. What are the data entry/collection issues?  How would you resolve?
3. What are the reporting/analysis/action issues? How would you resolve?

4. What are the evaluation/planning issues?  How would you resolve?
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