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THE CON

LEGACY STATE

Disjointed approach to tool and skill
modernization across IT and Data
teams

Many, disparate points of data
collection

Many, non-integrated data sets
No single, unified data model

Patchy, non-standard process
documentation

Non-uniform application of
governance

Heavy reliance on non-scalable
processes

Heavy reliance on manual work to
meet compliance reporting

Data stewards, analysts, specialist
teams federated across the AOE

DITIONS

FUTURE STATE

e Shared approach to modernization
(IT — Data Partnership)

e Standardized operating procedures
for all data collections

* Master data management to facilitate
data integration

* Single, unified data model (CEDS
NDS)

e Centrally managed, enterprise-wide
governance

e Scalable, portable, repeatable
processes

e Automated production of compliance
reporting, interactive dashboards,
slack for value-added analysis

e Data stewards, analysts, specialist
teams centrally unified under DMAD
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AOE built using CEDS (federal) tools AOE SQL Reporting environment

Enter P rise Lﬁf.—» e 0 a8
Infrastructure |

CEDS Domain
Element
Schema

LI
DEV 58IS

Flat filerepository

VT AOQE CEDS
Mapping

Generate Fackage

Ad-Hoc
Reporting using
Generate

Generate user
interface

£O

e System Centric

ReportCard
aggregate data

i Leve ra ge SLAS Files) Pro;j Flat filies Dev Flat ﬁl'::s.
Resources

EdFacts

Erate ODS as much as possible]
i out only for specific state needs|
as no map for Point in time data

3 Party data application/
col ection/source

e Sustainable
Framework to
support business - <

needs R
3 Party Data Store DDS Data store
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https://en.wikipedia.org/wiki/The_IT_Crowd

3-5 Year Breakthrough Objectives

Modernize collection, management, storage, and data analysis
platforms, tools, and methodologies.

Move from reactive culture to proactive culture.
Adopt a posture of innovation and continuous improvement.

Effectively coordinate resources to execute cross-functional
workflows.

Strengthen security and privacy postures while reducing burden of
supporting secure and sound data handling.

Empower staff and stakeholders with data.
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From 4 Teamsto 1

Vermont Agency of Education
Data Managment and Analysis Division

SECRETARY OF EDUCATION
Darndel M. French

Deputy Secretary
Heather Bouchey

Division Director

ork Family

Data Administration

Wendy Geller
Education Data Administrater State Assessment Director Ed;::"nm:ﬁ';:ﬂz‘:h H"“t“;‘::ﬂ)"a“w
Jermifer Perry Michael Hock G]E Bailey
H Education Programs ;
e ! Coordinator Business Analyst IDEA Data Administration Director | | Research & Statistics Section Chisf
Glermn Bouchard Mabika Goma Justin Goulet {wacant) David Kelley
Education Research and Education Programs - . e .
Information Specialist Coordinater B;}"““”'";ﬁ“ Business Analyst Ed Statistician Il
Nicole Gray Gabriel MoGann Lila Denton Drew Bennet
Education Research and Education Programs . .
Information Specialist Coordinator Business Analyst Business Analyst
Andrew Mclrvoy Linda Moreno Beth-Ann Wiley Thomas Cho
Data & Reporting
Goardinator Ed Statistician 11
{vacant} Brandon Dall
=]
: »~ VERMONT
m e e Data Analysis AGENCY OF EDUCATION

7~ VERMONT

AGENCY OF EDUCATION



Partner with Extended
(ADS) Work Family



How to do the work together?
What is Lean?

A methodology and culture
dedicated to continuous

improvement. IDENTIFY

Oppartunities
in the process.
mrlmmr

e The practice of constantly

reviewing processes to identify, THE

measure, and learn about CONTINUOUS
. . IMPROVEMENT

where there is waste and how it CYCLE

can be mitigated. \ /
* An environment of continuous

feedback loops that drive
adjustments and improvements
to yield more value.
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Kanban = Card

...In Japanese
Kanban practice helps us:

* |dentify the work

* Define the work in standard ways

* Visualize the work

* Visualize the process of doing the work
 |dentify waste in the process

e Address the waste in the process
e Clarity to adjust the process

* Find better ways to perform the work
 REPEAT

Ad Hoc Queries

In Progress

Eatizllz Data - 3 Year Cales
+) 25 260

& Reporl

Run Cueries on ALIS

ALi5 Backend Updates

In Progress

wator 1Ds

In Progress

Battelle Dats - High Quality Staffing

& Report

Waiting on Others

Amy Scalabrini Request

# R

Lralyl

In progress

Waiting on Others

Waiting on Others

EdFusion Testing

i Testing

Educator Race Query

ADS Report Reguest

Delzte Incormect Applicati

# Dalz Managemenl

Dizlzte Incomrect Applicst

Acssign Educator IDs in &

Ac=sign Educator [Dsin &

Waiting on Others

. VR Testing



Lean: Create Standard Operating Procedures
that Visualize Our Work Together

SHELL - Regularly Scheduled State/Federal Data Reporting 7 ss .:u Q n o+ ®@ Q T & =Mm

Backlog -+ To-do =+ Do today =+ In progress /3 -+ Waiting For -+ Done =+

Understand ALL regorting requirements

# Ry

Read reporting specifications (insr fle pathfink to specs for
raponting)

Make sure the data are clean

# Data Mans

Check for dupicates and remove
Check for missing data

Check for anomalies (&g run frequencies for al relevant
variables, chck for outliers, check for missing data)

Check for corect DRG NAMES and ORG IDs (at al levels,
&g school, SUISD, ete)

Re-code if necessary (ALWAYS RE-CODE INTO NEW
VRRIZBLE)

1fre-coding, re-run frequencies (or other cleaning procedure)
on newe variable

Crastaicompute new varisbies 35 necessary (ALWAYS
CREATEICOMPUTE INTO NEW VARIABLE)

Crestz final clean master data fies

Save ane complete copy of master data files - FREEZE THIS
AND DONT CHANGE GR OVERWRITE THIS FILE EVER

Crasi= Reporing YearTime Foider

Assess where the data Source is (where the dzts resides)

# Daia Manay

Compilk Data
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Lean: Tailor Standard Operating Procedures
to Specific Types of Work Together

COLLECTION - Child Count @) ss @ r = 5 +

Data Collection
Process -
December

Data Reporting
Process -
December

Data Collection
Process -
Exiting

Data Govemance

TEMPLATE T0-DO

7 overcus taske +

STEP 3: Kick-Off Mesting

H3E Qo 5§

STEP 2: Prepare for Kick-Of Mesting

= Qo (s5)

STEP 4 VWite up and distributa notes from Kick-Off Mesting
i=follL (58)

| 5TER 1: Schedule Kick-Of Mesting |

& overaus taske +

Step 1: Vierify that all data is Ioaded in Back End

2O (ss)

) Due 22 Decamber 2413 15:00 (Dore)

Step 2. I data hasn't been matched, amange to have Jen Pemy
match it
= () tm/3m (ss)

) 0. 22 Dscomber 2018 15:00 (Diere)

Step 3: While dats is being matched (may take 2 dy or twol, roll
over GSM Chiid Count Backend database for new year

+

Data Analysis Data Management

Do today In progress Done
STEP 2: Prepara for Kick-Of Mesting
2 3= Qo (53
STEP 4: White up and distibute notes from Kick-OF Mesting
D) i (55
STEP 3: Kick-Off Mesting
% 5= @i 55
Public Reporting of Child Count Step 7: Final Vesifications !
4= (3 ShShm /8 53 ) i fim /166 (s3]
Step & EdFacts Processing o Step 3 Build Data Procassing Syntax ~
) 3hd7mi 150 53 =S ) fth28m! 100 (33
0 make itwark -
Step & Reach out to SU's for Clarification
§= Q3 (ss
Step 2b: St working on the Verification process
o enitEh (s
wing 35 3 back-up in case
em | 20 22: Build 5755 Data Processing Steps - Sean Over |
Fieid suppor for Exiting Part of callaction
- (58]
Reports / Data Products Product Review SLDS Work Profzsziona Development Vizrzgement Meztngs Qther | Agminisiratve
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Lean: To Know Where to Go, You Have to Know
Where You Are

Create Dashboards to
Visualize All Our Work

By doing this:

Find bottlenecks
Find the barriers in a workflow
Find and define waste

Deploy resources to minimize
waste

REPEAT

| Ad Hoc Gueries
In Progress Waiting on Others ! Done
Batislle Dats - 3 Year Cales Battelle Data - High Quality Stafing | Tu=sday, 20 January
-
=] () 2 %6m . =] () & im . = e
T e it B 7} Zm
| # Repart | | # Repart | =i .
Run Queries on ALIS Amy Scalabrini Request 1 Thursday, 10 January
DRGE] . 7 h5 .
B =G ot ADS Report Request
R Pt e i 1h 10m
| # Data Anaysis | [# Repart | B .
| ALiS Backend Updates
In Progress ‘Waiting on Others Done
day, 14 February
Delete Incorrect Applicatio
El §= (O amiam .
| Data Management |
I Monday, 11 February
Delete Incorrect Application
=] 2= (3 4midm .
Assign Educator IDs |
In Progress ‘Waiting on Others Done
Monday, 18 Febnuan
Assign Educator IDs in ALIS
4= (3 13m/30m .
|;D::IaMmaFmenl|
Nednesday, 12 February
Assign Educator [Ds in ALIS
+ | et d= ) 17mi 30m .
| EdFusion Testing |
To-do In progress ‘Waiting on Others Done
Repon Grouging Review - [eE e Monday, 11 June
EdFusion Test =—————————————
.’ml:ss': () 4 58mi 80 . VR Test
b Bl e o i = e = e 20k B/ 20R
_— | [# Tesing || & 5105 Work o
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Lean: Measure Our Work, Report Out,
Drive Process Improvement

VISUALIZATIONS > FIELDS

Labels1 @ @ACLU @ Administration @ Climate Survey @ Data Govera.. EDE @EL-SLDS @ESSA @Skecutive Lea.. DLEAN @Managemen: @Prek b oS

MANAGEMENT
MISC.

PRODUCT REVI... y

4 B Time spent repo

DUE DATE
GENRE OF W.
Labels.1
Labels.2
Labels.3
Labels.4
Labels.5

L
R

Jlanl ||‘IJ‘I | J‘I |

Gtr1
DATA GOVERNANCE

Values

Add data fields here

GENRE OF WORK @ DATA ANALYSIS @DATA GOVERMANCE @ DATA MANAGEMENT @MANAGEMENT @MISC. @ PRODUCT REVIEW @ PROFESSIONAL DEVELOPMENT @5LDS Fl LTERS Task name

Page level filters - Tl
Drag data fields here

Report level filters

Drag data fields here

DRILLTHROUGH
January February March Apr May August September October November December Keep a" ﬁltEfS
Page 1 + oft O—
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Lean: Achieve Scale
Graduating to Azure DevOps

B C

& I

ol

Azure DevOps

Enterprise Data Env... +

Overview

Boards
Work Items
Boards
Backlogs
Sprints
Queries

Pipelines

Project settings «

morganAOE

(@ As a stakeholder, you can access the backlog, task and Kanban boards, work items and manage approvals for Releases.

Enterprise Data Environment

Boards Boards

= Enterprise Data Environment Team s

® View as Backlog

New <

0

¥ 9 Collect Example report group
data from SLDS to begin work on
CEDS import

New

¥ 11 Determine more use cases for
a REST api for the AOE

New

¥ 12 Notebook Automation:
How/Where can we run a notebook
on a schedule

Active 5/5

® 16 Introduce Users to Jupyter
Notebooks, Help Them Automate
Workflows

oJamesNadeau

® Active

1 0/1

W@ 10 Create initial script to import
CEDS data

oJamesNadeau

State ® Active

I W 14 Create Fxample Notebook:

Resolved

Search

¥ 13 Research and document
shortcuts that can be leveraged /
edited for ease of use

e Scott Lewis

State ® Resolved

W 30 Create Packages for the
Confirmation Widgets

e Scott Lewis

otate @ Resolved

W 8 Create Tutorial Video: How to
download repo and run the install
script

8/s

2 @

Learn more X

0
il

[ Features ¥ =% Y 3 S

Closed <

W 5 Create Example Notebook:
download a file from an external
source to the local input/output
folders

e Scott Lewis

tate ® Closed

v

W 4 Create Jupyter extension to deal
with easily loading the
/noteboaks/init file

oJames.Nadeau

® Closed

I W 15 Create/Verify Github Desktop
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The Work: Year 1

Goal ____[TheWork:Year1 B

Modernize collection,
management, storage,
and data analysis
platforms, tools, and
methodologies.

Move from reactive
culture to proactive
culture.

Adopt a posture of
innovation and
continuous
improvement.
Effectively coordinate
resources to execute
cross-functional
workflows.

Strengthen security and
privacy postures while
reducing burden of
supporting secure and
sound data handling.
Empower staff and
stakeholders with data.

Upskill/reskill through coordinated professional development (e.g. SQL, Python, Jupyter
Notebooks, Power Bl, Power Query, Lean, Project Management Best Practices)
Complete K-12 SLDS project

Complete EL-SLDS project

Complete Report Card/Snapshot project

Stand up Enterprise Data Environment (EDE)

Standardize documentation procedures using Project Management (PM) and Lean practices
and tools.

Migrate into and build workflows in Azure DevOps. Deploy for PM purposes within Division
(and to shape cross-functional work with program and ADS partners)

Hire Data, ADS, staff augmentation FTEs
Ensure EPMO AOE collaboration

Learn and leverage Federal resources and standards (e.g. CEDS NDS, GENERATE, OSEP APR
templates, other federal TA materials)
Complete execution of the AOE reorganization (stand up the Division)

1. Stand up web-based collection mechanism for Alt Assessment waiver and Fitness
Assessment accommodation request process

2. Streamline Alt Assessment waiver and Fitness Assessment accommodation request process.

Leverage Power Bl and Power Query tools to manipulate data, conduct analysis, create visuals,

and get data to partners securely, safely, and quickly with minimal overhead for refresh
Display data via the Report Card/Snapshot Platform

1. In progress
2.  Accomplished
3. Accomplished
4, In progress
5. In progress
1. In progress
2. In progress
1. In progress

2.  Accomplished

1. In progress
2.  Accomplished

1. Accomplished
2. Accomplished

1. In progress
2. In progress
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Reduce,
Reuse,
Recycle

e Adopt and deploy all
the federal tools to
support standard
work. Modify as
needed (and only if
needed).

e Get lean. Improve our
processes. Improve mswm:ﬂl-'ﬂ::;:‘h S

v
our work, together. _—

 Scale processes if we
can’t scale people.



Questions?
Conversation?
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