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MISSION STATEMENT 

The School Board of Palm Beach County is committed to providing a world class 
education with excellence and equity to empower each student to reach his or her 

highest potential with the most effective staff to foster the knowledge, skills, and ethics 
required for responsible citizenship and productive careers. 
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Special Review of 

Technology System Acquisition (ITN 19C-035W) 
 

EXECUTIVE SUMMARY 
 

 

In response to a potential issue raised within anonymous complaints received by the Office of 

Inspector General (OIG), we have initiated a review of the Invitation to Negotiate (ITN) for 

Integrated Workplace Management System (ITN 19C-035W). Our review of this technology 

procurement produced the following conclusions: 

 

1. No Documented Feasibility Study or Business Case Performed Prior to ITN 

 

Our review of ITN 19C-035W revealed that the District had not conducted a documented 

feasibility study, business case, or justification for a new system prior to the initiation of ITN 

19C-035W.  Moreover, there was no documented analysis to determine if the replacement of 

TRIRIGA with a new system is needed, economically justifiable, or worth the additional 

investment.   

 

Management’s Response:  Management does not concur that the process utilized is not 

appropriate.  

 

Operations, Purchasing and Information Technology exercised due diligence, in alignment 

with the Institute of Internal Auditors and the U.S. Department of Justice’s Systems 

Development Life Cycle Guidance Document, (as cited in the Special Review Report), 

completing the first two phases of (1) Initiation and (2) Systems Concept Development. (Please 

see page 16 for full management response.) 

 

OIG Rebuttal:  The OIG reiterates that there was no documented justification that 

demonstrated the specific reasons why TRIRIGA, which had a cumulative cost of more than 

$8,000,000 as of December 31, 2019, was not serving the needs of the District and why a new 

system is needed.  

 

2. Crucial Information Not Available for Decision Making  

 

Critical forms such as Technology End of Life (EOL) Analysis and Request to Retire 

Obsolete Technology (Form PBSD 2567), and the Business Case for Technology or 

Maintenance Expenditure (Form PBSD 2566) were not completed prior to the ITN 19C-

035W.  These forms contain crucial information for making business decisions and are 

required by either the Standard Operating Procedures of the Information Technology Division 

or the Purchasing Department.  As a result, crucial information was not available for informed 

decision making. 

 

Management’s Response:   Management does not concur. A final decision has not been made. 

As evidenced by the process described above, Management exercised appropriate procedures 

to determine that there is another system, which can better serve the functional needs of the 
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District. Until negotiations are completed, it is inappropriate to bring a proposal to the 

Technology Clearinghouse Committee or the Technology Advisory Committee for approval, 

as the business case would not include the financial cost, which is an essential component in 

the final decision to purchase a new service to replace Tririga. The Operations Division is 

very cognizant of the importance of being a good steward of taxpayer dollars. That said, it is 

important to be clear that the present functionality provided by the in-house Tririga software 

application is not serving the maintenance and operational needs of District facilities, which 

in itself is a huge investment of taxpayer dollars.  (Please see page 16 for full management 

response.) 

 

OIG Rebuttal: The OIG reiterates that crucial information was not available for decision 

making, such as the specific reasons why TRIRIGA was not serving the needs of the District.  

Although the Management Response asserts that “Tririga software is not serving the 

maintenance and operational needs of District facilities”, there was no documented 

justification that supports Management’s assertion, as explained in Conclusion #1 of this 

report.  Without a documented feasibility study or business case, Management would not have 

the crucial information necessary to justify why a new system is needed. 
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M E M O R A N D U M  
 

TO: Honorable Chair and Members of the School Board 

 Donald E. Fennoy II, Ed.D., Superintendent of Schools 

 Chair and Members of the Audit Committee 

 

FROM: Lung Chiu, CPA, Inspector General 

 

DATE: May 15, 2020 

 

SUBJECT: Special Review of Technology System Acquisition (ITN 19C-035W) 

 

 
PURPOSE AND AUTHORITY 
 

In response to a potential issue raised within anonymous complaints received by the Office of 

Inspector General (OIG), we have initiated a review of the Invitation to Negotiate (ITN) for an 

Integrated Workplace Management System (ITN 19C-035W). The primary objective of this 

review was to assess the adequacy of the process used to initiate the procurement of an Integrated 

Workplace Management System to replace the current IWMS – IBM TRIRIGA. 

 

SCOPE AND METHODOLOGY 
 

We reviewed applicable School Board Policies and District procedures related to purchases of 

new technology including: 

 

 School Board Policies: 

 1.09 Advisory Committees to the Board 

 1.096 Technology Committee 

 6.14 Purchasing Department 

 Information Technology (IT) Division’s Standard Operating Procedure (SOP) entitled 

Purchasing Technology 

 Form PBSD 2567 - Technology End of Life (EOL) Analysis and Request to Retire 

Obsolete  Technology 

 Form PBSD 2566 - Business Case for Technology or Maintenance Expenditure 

 Purchasing Department’s Purchasing Manual 

 Purchasing Department’s Standard Operating Procedures No. 2: Required Information 

on Purchase Orders and Change Orders 

 Industry Best Practices for Information Technology Management: 

http://www.palmbeachschools.org/
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 IT Standards, Guidelines, and Tools and Techniques for Audit and Assurance and 

Control Professionals (Information Systems Audit and Control Association) 

 Control Objectives for Information and Related Technologies (COBIT 4.1) 

 Auditing Systems in Development (2018), Institute of Internal Auditors 

 Systems Development Life Cycle Guidance Document (January 2003), United States 

Department of Justice 

 

Draft findings were sent to the Chief Operating Officer and Chief Financial Officer for review and 

comments.  Management responses are included in the Appendix.  We appreciate the courtesy and 

cooperation extended to us by staff during the review.  The final draft report was presented to the 

Audit Committee at its May 15, 2020, meeting. 
 

 

BACKGROUND 
 

ITN 19C-035W (ITN) was formulated with the intent to purchase an Integrated Workplace 

Management System (IWMS), replacing the current Computer Aided Facilities Management 

system (IBM’s TRIRIGA System).  The current budget for the new system is $500,000. 

 

Six vendors responded to the ITN.  On October 1, 2019, an evaluation committee, consisting of 

eleven District staff members, chose three of the six vendors to present their products on October 

4, 2019.  The OIG observed the October 1, and October 4, 2019 meetings. At the end of the October 

4, 2019 meeting, the committee chose one vendor to initiate the negotiation process. 

 

During September and October 2019, the Office of Inspector General received complaints alleging 

that “the major rationale behind the need for a new IWMS system is flawed”, and that “this is 

wasteful for the tax payers of Palm Beach County”.    

 

Our review of this technology procurement produced the following conclusions:  

 

 

CONCLUSIONS 
 

1.   No Documented Feasibility Study or Business Case Performed Prior to ITN 
 

A system development life cycle (SDLC) consists of processes designed to ensure IT projects 

are effectively managed. According to the Information Systems Audit and Control Association,   

 

‘The system development life cycle is the process, involving multiple stages (from 

establishing the feasibility to carrying out post implementation reviews), used to 

convert a management need into an application system, which is custom-developed 

or purchased or is a combination of both…’1 

 

According to Control Objectives for Information and Related Technologies (COBIT),  

                                                           
1 Information Systems Audit and Control Association (ISACA), IT Standards, Guidelines, and Tools and 

Techniques for Audit and Assurance and Control Professionals  
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‘Typical phases include the feasibility study, requirements study, requirements 

definition, detailed design, programming, testing, installation and post-

implementation review….’2 

 

Also, according to the Institute of Internal Auditors3, as well as the United States Department 

of Justice’s Systems Development Life Cycle Guidance Document4, the SDLC framework 

consists of 10 phases, with the first two phases being (1) Initiation, and (2) Systems Concept 

Development.  The Initiation phase begins when a need or opportunity is identified.  Once a 

business need is approved, the approaches for accomplishing the concept are reviewed 

(Systems Concept Development phase), which includes a documented feasibility study and a 

cost-benefit analysis.  
 

Absence of all phases of a SDLC could result in: 
 Inadequate requirements and deliverables definitions due to lack of stakeholder 

participation;

 Improper product and/or vendor selection, and alternate solutions not identified;

 Failure in integration with the strategic technology plan, architecture and technology 

direction;

 Failure to respond to project needs with best and approved decisions;

 Failure of systems to meet business and/or user requirements;

 Abandonment of project; and 

 Wasting District’s resources.

 

Our review of ITN 19C-035W revealed that the District had not conducted a documented 

feasibility study, business case, or justification for a new system prior to the initiation of ITN 

19C-035W.  Staff provided us an Excel file (last saved on March 23, 2017) which compared 

and rated certain features and functions of TRIRIGA and School Dude software.  However, 

this comparison was not a feasibility study to determine if the replacement of TRIRIGA with 

a new system is needed and justifiable.  
 

Recommendation: 
 

To help ensure computer system investments meet business needs, and as recommended by 

the Information Systems Audit and Control Association and the Institute of Internal Auditors, 

the District should perform a documented feasibility study, with business case and justification 

prior to initiating the competitive solicitation process.  

 

Management’s Response:  Management does not concur that the process utilized is not 

appropriate. Operations, Purchasing and Information Technology exercised due diligence, in 

alignment with the Institute of Internal Auditors and the U.S. Department of Justice’s Systems 

Development Life Cycle Guidance Document, (as cited in the Special Review Report), 

completing the first two phases of (1) Initiation and (2) Systems Concept Development. 

                                                           
2 COBIT 4.1 
3 Institute of Internal Auditors, Auditing Systems in Development (2018) 
4 United States Department of Justice, Systems Development Life Cycle Guidance Document (January 2003) 
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Initiation Phase (Identification of Need): 

 

The School District purchased Tririga in 2006, following approval by the Board on January 

28, 2006. The Operations Division is the only user of Tririga, to support school and ancillary 

facilities. As a maintenance work order system, Tririga has proved to be complex, not end-

user friendly and lacking in useful management level reporting. In alignment with the District’s 

long-term strategy of continuous improvement, the Chief Operating Officer directed 

Operations Division staff to work through Purchasing to determine if there is software on the 

market that will better serve the work order/capital projects and related functionality needed 

to maintain the District’s 30 million square feet of school and ancillary facility space. The 

objective is to replace all functionality currently residing in Tririga, to avoid the cost of 

running two systems. 

 

Systems Concept Development Phase (Approach to Review Potential Solutions or 

Alternatives): 
 

Operations staff, in conjunction with Information Technology, developed the list of 

functionality required of a new system. Maintenance & Plant Operations, School Food Service, 

School Police, Environmental & Conservation Services, Building Code Services, Planning, 

Facilities Management, and Transportation each developed their list of functions required and 

nice to have. Information Technology provided the list of technical, training and project 

management requirements. The consolidated list by function became the basis for the ITN. The 

attached excerpts from 19C-095W ITN, Section 13.0 Scope of Services, and Appendix A, 

summarize the District’s business case for pursuing alternatives to Tririga. 

 

Purchasing convened a committee of stakeholders to review vendor submissions. Of the six 

submissions, the committee selected three vendors to interview. Following interviews, the 

committee selected on vendor with whom to pursue negotiations. At the time of this response, 

negotiations are underway. 

 

Next Steps: 

 

Should the negotiating team come to terms with the vendor, formal business case 

documentation will be presented to the Technology Advisory Committee and the Technology 

Clearinghouse Committee. Following Committee reviews and consideration of their input, the 

proposal to purchase a replacement Integrated Workplace Management System will be 

brought to the School Board for approval. With Board approval, the contract will be executed 

and a purchase order issued.  (Please see page 16 for a full management response.) 

 

OIG Rebuttal:   

 

The OIG reiterates that there was no documented justification that demonstrated the specific 

reasons why TRIRIGA was not serving the needs of the District, including:  

 

 Analysis to conclude that TRIRIGA can no longer deliver the needed functions for 

which it was purchased; 
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 Details of the problem(s) with TRIRIGA, and how the problems will be solved with a 

replacement system; 

 Specific advantages the District would gain by replacing TRIRIGA with the new 

system; 

 Why replacement of TRIRIGA is critical; and 

 Risk to the District if TRIRIGA is not replaced. 

 

Because the above information was not documented, the justification for a new system was not 

established prior to taking steps to acquire a new system.  As a result, the District expended 

significant personnel resources creating an ITN, selecting a new vendor, and moving forward 

with a major purchase, without fully and clearly establishing the just cause for a new system.  

 
 

2. Crucial Information Not Available for Decision Making 
  

Due to the lack of completed critical forms, crucial information was not available for informed 

decision making. The Information Technology Division has a Standard Operating Procedure 

(SOP) entitled ‘Purchasing Technology’. According to the SOP, the purpose is to: 

 

‘Assure student instruction's direct or indirect school support is met by exploiting 

the best technology at the lowest Total Cost of Ownership (TCO). This is 

accomplished utilizing technology and purchasing best practices, which are 

followed during the acquisition of new, replacement, maintenance, and service 

technology and recorded during the process.’ 

 

To ensure best practices are followed, analysis are performed, and justifications are present 

prior to acquiring new technology, the SOP requires completion and approval of the two forms, 

Technology End of Life (EOL) Analysis and Request to Retire Obsolete Technology (Form 

PBSD 2567), and/or Business Case for Technology or Maintenance Expenditure (Form 

PBSD 2566), for new technology purchases exceeding $10,000. (See Exhibits A and B).    

 

Another form, similar to PBSD 2566, is required by the Purchasing Department’s SOP entitled 

Standard Operating Procedures No. 2: Required Information on Purchase Orders and Change 

Orders. (See Exhibit C).  

 

Neither Forms 2567, 2566, nor the Business Case For Technology Purchase Form, was 

completed prior to the initiation of ITN 19C-035W. 

 
 

Form PBSD 2567 (Exhibit A on Page 9) 

 

Form PBSD 2567 - Technology End of Life (EOL) Analysis and Request to Retire Obsolete 

Technology states the purpose of completing the form: 

 

‘This form must be completed for any technology being replaced by new 

technology, or when retiring obsolete technology. The form documents the analysis 

used to assure the old technology can no longer deliver the function for which it 
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was purchased, or that it cannot be migrated to a different location/site/purpose to 

continue adding value to the District. All sections below must be completed. 

Director or Chief approval is required. Note: A Business Case for Technology or 

Maintenance Expenditure, form PBSD 2566, must also be completed to document 

analysis before acquiring new technology.’ 

 

Form PBSD 2567 was not completed prior to the initiation of ITN 19C-035W; thus, the 

following crucial information was not available for informed decision making:  

 

 Analysis to assure the old technology (i.e. the TRIRIGA system) can no longer deliver 

the function for which it was purchased, or that it cannot be migrated to a different 

location/site/purpose to continue adding value to the District; 

 The specific reasons why the technology no longer meets the needs of the District; 

 Risk to the District if the End of Life Technology is NOT retired; and, 

 The advantages the District and students will gain from the replacement technology; 

and why the replacement product is critical. 

 

Completion of Form PBSD 2567 is important because there are many functions and interfaces 

within each TRIRIGA module listed in ITN 19C-035W, as follows: 

 

 Work Orders  

 Asset/Warranty Management  

 Parts Management 

 Comprehensive Facility and Equipment Database  

 Capital Projects and Planning  

 Lease Administration  

 Utilities Management  

 Performance Management Reporting 

 Inspections 

 

It is imperative that all TRIRIGA modules are reviewed and evaluated to determine if detailed 

functions and processes are working properly and meeting business needs; and if not, that a 

justification for, and requirements of, a new system are well documented. 

 

 

Purpose of Form PBSD 2566 (Exhibit B on Page 11) 

 

Form PBSD 2566 - Business Case for Technology or Maintenance Expenditure states the 

purpose of completing the form: 

 

To ensure best practices are followed and justifications are present, a Business 

Case for Technology or Maintenance Expenditure must be documented for all new 

technology purchases. If the new technology is a replacement of a current or 

existing District technology, a Technology End of Life Analysis, PBSD 2567, must 
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also be completed. All other Purchasing processes must be followed… Director or 

Chief approval is required. 

 

Because Form PBSD 2566 was not completed prior to the initiation of ITN 19C-035W, the 

following required information was not documented and available to Management in 

determining if the replacement of TRIRIGA with a new system is needed, economically 

feasible, or worth the additional investment: 

 

 A detailed description of the technology or maintenance that is the subject of the 

expenditure; 

 Description of the instructional or business concern or opportunity the expenditure 

would address and how it would benefit the needs of the District; 

 Technology to be replaced with explanation why replacement is critical and what the 

anticipated advantages or improvements are that will be seen by implementing the new 

technology; 

 Risk to the District if expenditure is not made; and 

 Details of which committee(s) discussed and/or reviewed the expenditure. 

 

 

Purchasing Department’s Form Entitled: Business Case for Technology Purchase  

(Exhibit C on Page 13) 

 

A Purchasing Department SOP requires a ‘Business Case for Technology Purchase’ Form be 

attached to the Purchase Order for IT purchases that go to the School Board for approval.  The 

Form requires the following information: 
 

 The problem to be resolved or the opportunity to be seized; 

 Solutions to solve problem or seize opportunity, including what technology, people or 

process could be used; as well as, 

 Recommended approach of available methods, including why the technology is the best 

choice over others or better than doing nothing.  
 

Completing this form after vendor solicitation, selection, and negotiation essentially defeats its 

purpose. 

 

Recommendations: 
 

Forms PBSD 2567 and PBSD 2566, as well as the ‘Business Case for Technology Purchase’ 

Form should be completed prior to advertising competitive solicitations for technology related 

goods and services that exceed $10,000. All critical information should be readily available 

for informed decision making.   

 

When information is needed for decision-making, a Request for Information (RFI) may be 

more appropriate than an ITN.  
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To ensure proper accountability, we also recommend a signature block for the Director of 

Information Technology be added to each of the forms. 

 

Management’s Response:  Management does not concur.  A final decision has not been made. 

As evidenced by the process described above, Management exercised appropriate procedures 

to determine that there is another system, which can better serve the functional needs of the 

District. Until negotiations are completed, it is inappropriate to bring a proposal to the 

Technology Clearinghouse Committee or the Technology Advisory Committee for approval, 

as the business case would not include the financial cost, which is an essential component in 

the final decision to purchase a new service to replace Tririga. The Operations Division is 

very cognizant of the importance of being a good steward of taxpayer dollars. That said, it is 

important to be clear that the present functionality provided by the in-house Tririga software 

application is not serving the maintenance and operational needs of District facilities, which 

in itself is a huge investment of taxpayer dollars.  (Please see page 16 for full management 

response.) 

 

OIG Rebuttal:   

 

Although the Management Response to our conclusion asserts that “Tririga software is not 

serving the maintenance and operational needs of District facilities”, there was no documented 

justification that supports Management’s assertion, as we discuss in Conclusion #1 of this 

report.  Without a documented feasibility study or business case, Management would not have 

the crucial information necessary to justify why a new system is needed. 

 

The OIG reiterates that crucial information was not available for decision making, such as the 

specific reasons why TRIRIGA was not serving the needs of the District, including:  

 

 Analysis to demonstrate that TRIRIGA can no longer perform the needed functions for 

which it was purchased; 

 Details of the problem(s) to be solved, and how the problems will be solved with a 

replacement system; 

 Specific advantages the District would gain by replacing TRIRIGA; 

 Why replacement of TRIRIGA is critical; and 

 Risk to the District if TRIRIGA is not replaced. 

 

As a result, the District moved forward with a major purchase, without fully and clearly 

establishing why a new system is needed.  

 

 

 

 

 

 

 

End of Report – 



Exhibit A - PBSD 2567 - Technology End of Life (EOL) Analysis and Request to Retire Obsolete Technology 
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Exhibit A - PBSD 2567 - Technology End of Life (EOL) Analysis and Request to Retire Obsolete Technology 
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Exhibit B - PBSD 2566 – Business Case for Technology or Maintenance Expenditure 
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Exhibit B - PBSD 2566 – Business Case for Technology or Maintenance Expenditure 
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Exhibit C - Purchasing Department’s Business Case for Technology Purchase Form 
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Exhibit C - Purchasing Department’s Business Case for Technology Purchase Form 
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Exhibit C - Purchasing Department’s Business Case for Technology Purchase Form 
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