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1. Purpose of this Document

The purpose for the Report is to document the rationale for the transition of the Kentucky Statewide Longitudinal Data System (KSLDS) to the Open House project and record outputs from the Transition Review meeting that will highlight successes achieved beyond the transition. 
2. General Information

Controlling Agency:
Originally Bureau of Learning Results Services (BLRS), as of August, 2010, Knowledge Information & Data Services (KIDS)
Date:
12/01/10
Product Manager: Robert Hackworth

Project Manager:  Steve Roark, PMP
Business Analyst:  Mary Lowe

Project Sponsor: David Couch (4 previous sponsors prior to 7/15/10)
3. Project Transition Summary
The Kentucky Statewide Longitudinal Data System (KSLDS) project was originally envisioned and tasked to create a single, state-wide longitudinal data warehouse system, (LDS), with the primary goal of providing the means for educators to use longitudinal information to improve instruction.  Other specific outcomes identified in the 2005 project charter included consolidating silos of data, providing more adequate tools for enhancing student level accountability, and reducing the Federal reporting burden on the Kentucky Department of Education, (KDE). 
The development of the LDS was funded by a $5.8M grant awarded by the Institute of Educational Sciences (IES) division of the federal Department of Education, (DOE), in late 2005. After the Request for Proposal process was completed, a vendor partner, Claraview, Inc., was selected according to state competitive bid and finance regulations, to design, develop, test and implement the system.  The Deputy Commissioner of the KDE Bureau of Learning and Results Services was assigned as the sponsor of the project to provide sufficient authority over key organizational units to oversee the project.  The implementation of the system began in July, 2007.  The system became operational within a subset of school districts as a pilot along with the commencement of the second phase of the project in January, 2008.  Implementation of the KSLDS had several positive impacts on processes within the Kentucky Department of Education. The system’s data requirements required closer cooperation between the Agency’s Offices, which helped reduce the “silo effect.” Additionally, several data collections were able to use the opportunity to clean up and standardize years of data along with the processes for collection and storage. Lastly, and most importantly, the KDE re-energized its Data Policy Committee and created a forum for Data Stewards from each Office to work together.  More detail about project successes can be found in Section 5. A second LDS grant from the IES was awarded in March, 2009 to expand the K12 data in the system as well as to establish a “P20 Shared Repository” to link K12, post-secondary, and teacher certification data.  The P20 portion of the grant, approximately 80%, was allocated to the Education & Workforce Development Cabinet and is being managed by the newly formed, “P20 Data Collaborative”.
In 2010, Kentucky made the difficult decision to change the strategic direction and form of the KSLDS service.  Due to the distressful economic conditions resulting from the 2008 recession ongoing annual operational costs for multiple critical educational services were not funded at all by the legislature, including $2.2 M annually for KSLDS, and $7M annually for Kentucky’s Student Information System (KSIS, a.k.a. Infinite Campus, used for day-to-day operations in all Kentucky school districts).  Therefore, KDE had to find a way to continue the KSLDS and KSIS services with zero dollars having been allocated by the Legislature., In order to meet its obligations, KDE made the decision to transition as many of the capabilities of the original KSLDS as possible to existing systems, which already had support systems and sustainability funds in place. This included the decision to pass $4M in annual costs for the KSIS to districts, paying $1.5M annually itself of a renegotiated $5.5M annual price tag.  This transition provided a large overall reduction in annual support costs for the agency.  Six of the 20 KSLDS servers purchased with grant funds are being repurposed and maintained by the P20 Shared Repository project taking place in Kentucky.  The remaining 14 are being used and maintained by other components of Kentucky’s data environment. See “Appendix A” of this report for detailed server information. Instead of the original single data warehouse/business intelligence system, the KSLDS, which has been renamed as KDE’s Open House, will now focus on linking the capabilities of multiple systems instead of a single data warehouse/business intelligence system.  The Open House is now defined as being composed of multiple applications, such as the KSIS, MUNIS, and data from other sources, such as the ACT and KCCT Assessments within an environment known as “KDE’s Open House” which emulates Kentucky’s Open Door initiative to provide transparent access to existing tools and data. An estimate of the cost to sustain the KSLDS data warehouse system developed with funds from the LDS grant is captured in section 4 of this document, “Data Warehouse Development and Sustainability Costs”.

4. Data Warehouse Development and Sustainability Costs

The following graph highlights the totals of the IES budget categories and project expenditures. 
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4.1. KSLDS Data Warehouse Development Operational Estimate
The following table lists the estimated $2.2M required to maintain, and modestly expand, the data warehouse system.  These funds were not allocated by the State legislature, despite having two opportunities.
	March, 2010 Operational Estimate
	 
	 

	Item
	Provides
	Amt

	Vendor Provided Data Refresh & Bug Fix
	Ensures that changing data formats are handled and that minor changes and fixes to existing reports are applied.
	$432,000 

	Hosting & Systems Administration
	Physical housing and continual monitoring of the system along with upgrades to underlying system software.
	$120,000 

	Oversight, Management, & Analysis
	Leadership, analysis and project management services.
	$360,000 

	Data Analyst
	Ability to understand data structures and contents for purposes of improved data quality and research.
	$120,000 

	Help Desk
	Provides call in support for system issues
	$120,000 

	BI Software (Cognos)
	Enables users to see reports, and for developers to build new reports and analytic capabilities.
	$116,535 

	Cognos Software Development Kit
	Software Development Kit (subsequent yrs 20%)
	$7,458 

	Data Warehouse Software (eScholar)
	Enables the system's underlying databases store and link data in the system.
	$179,666 

	Hardware Upgrades
	Ensures that miscellaneous hardware needs, not covered by the COT service, are able to be met.
	$25,000 

	Travel
	Ability for occasional travel needs of the team.
	$6,000 

	Supplies
	General and miscellaneous office needs.
	$1,000 

	New Data Sources / Reports
	Incorporation of new data sources, reports, and analytical functions into the system.
	$711,996 

	 
	Total
	$2,199,655 


5. Project Successes
5.1. Transitioned Successfully to Open House
In addition to the accomplishments stated in the summary, Dr. Holliday provided the initial goals for the transitioned data system, including increased dedication to the transparency of and access to information. He requested that four reports be generated and that they focus on the following topics:

· College/Career Readiness
· Gap to Goal
· Achievement
· ACT
These reports were developed and went live on September 23, 2010.
5.2. Implement remaining IES Grant Requirements 

Work is underway to implement remaining IES Grant requirements (Instructional Program Administration Tool, The Persistence to Graduation Tool, and transfer of Early Childhood Data Collection). At the time of this writing, these items are due to be completed within the calendar year.
5.3.   Business Process Recommendations Implemented

5.3.1. Data Governance & Master Data Management
The overarching recommendation from KDE’s vendor partner was to establish quality and control over data throughout the organization.  The project helped spur the chartering of data governance at KDE including data management approach governance at the strategic, tactical and operational levels.  Findings from the KSLDS project re-energized the Data Policy Committee.
Implementation of enterprise data quality standards and governance was outside the scope of the KSLDS project.  An initiative to address master data management was undertaken by the Office of District Support Services.  Opportunities for improvement in these areas uncovered by KSLDS project were channeled to the master data management initiative and are captured in this document.  The project team learned that many of the process issues, and challenges related to the ultimate goals of the grant, were rooted in insufficient and/or inefficient data management practices.  An offshoot of the initiative has been the formation of a data policy committee and the hiring of a Chief Data Officer.

5.3.2. Data Stewards and Data Managers

The identification and training of Data Stewards and Data Managers across the organization was conducted in 2009 resulting in identifying owners of particular data. The stewards are responsible for validating accuracy and verifying data is collected and reported in a timely manner consistent with data policies and processes.
5.4. Better Project & Requirements Management
Introduced improved utilization of project management and software engineering techniques including but not limited to risk management, roles identification tools, (e.g., RACI matrixes), requirements definition, and test planning and execution.

5.5. Reduced Silos
Mitigated some organizational divides by bringing people from silos together, sharing information, listening, seeking to understand, and adjusting leadership and communications approaches when dealing with different stakeholders.
5.6. Identification of Data and Report Needs
A number of data and report needs, beyond those already identified for compliance, to be used in the transformed approach were identified.

5.7. Completion of Grant Requirements
The following twenty-one grant requirements of the grant along with their final status reported to the IES follow:

1. Unique, permanent, statewide student identifier.  STATUS: Completed - Already implemented and in use.  

2. Enterprise-wide data architecture that includes a data model, data dictionary, business rules, and quality assurance procedures.  STATUS: This requirement was completed. 

3. Analysis of current data systems, plans for future enhancements, and of information needs across the State Education Agency and districts’ program offices, schools, classrooms, and Federal reporting requirements informs the architecture.  STATUS:  This requirement was completed. The Data Policy Committee, which was formed to address these issues as part of the grant award, continues to assess and refine data systems and needs to improve efficiency and effectiveness.

4. Data types and items include all data elements required for Federal reporting are maintained in a longitudinal format (linked across years); and allow for meaningful longitudinal analyses of student academic growth and factors affecting it (e.g. programs, initiatives, interventions, teachers, staff development, finances) within all NCLB subgroups.  STATUS:  Templates to complete 6 EdFacts data submission files were completed
5. Relational architecture allowing users to readily link records across time and information systems.  STATUS:  This requirement was met.  
 
 

6. The enterprise-wide data architecture identifying all data items to be included in the system.  STATUS:  This requirement was met as defined in the grant application

7. Data/system technical quality assurance, to maximize validity, reliability, and accessibility of statewide longitudinal data for evaluation and decision-making.  STATUS: Source systems have data quality, validation, and redundancy checks in place.  The KSLDS has quality assurance mechanisms built into its data model.  

8. Automated reporting at all levels (including Federal).  STATUS:  Automated reporting currently exists at the LEA and SEA levels.  

9. Effective procedures for protecting the security, confidentiality, and integrity of data.  STATUS:  Procedures for protecting the security, confidentiality, and integrity of data have been incorporated into the KSLDS.  As new user groups were added, security and confidentiality rules evolved to reflect the needs of those particular users.  Rules were also updated to reflect new guidance to ensure continued compliance with FERPA.

10. Vertical integration of local and State data collections, an electronic infrastructure to transfer large data files, and maximum participation of all LEAs in the data system by the end of the grant.  STATUS:  Completed in 2005.

11. Data warehouse or comparable means for managing and storing longitudinally linked data and making it accessible and useful to teachers, schools, districts, and researchers.  STATUS:  Longitudinal data are available to users at the school, district, and state levels.  The number of users increased as Kentucky’s capacity to manage more users expanded.

12. Timely and ongoing exchange of data across institutions within the State (e.g. between districts, potentially between K-12 and postsecondary).  STATUS:  Data exchange is occurring between districts, between districts and state agencies, and between state agencies. 

13. Timely and ongoing provision of high quality data, reports, and ad hoc analyses to teachers, schools, districts, and other constituents.  STATUS:  Data, reports, and the ability to perform ad hoc analysis were provided. The number of reports and use of ad-hoc analysis continues to expand. 

14. Timely, effective, and ongoing training of all key users of the data system.  STATUS:  Training for users of KSLDS has been conducted with each phase of the project.

15. Clear procedures for and timely/ongoing/restricted access to data for policy-oriented research, in conformance with FERPA requirements.  STATUS:  Procedures for secure and confidential access to data have been defined.  Security and confidentiality rules reflect the needs of particular users.  

16. Facilitation of analyses and rigorous research to evaluate the effectiveness of programs and improve student learning.  STATUS:  We continue to identify additional data in order to facilitate analysis and research in cooperation with our program areas and research partners.

17. Coordinate the use of State and local resources available for educational data systems with the use of Federal funds under this grant program, ensure that money from this program supplements and not supplants available State and other funds.  STATUS:  the KDE Data Policy Committee works with KDE groups to ensure that other program areas consolidate functionality. Funding is also being provided by KDE program areas.

18. Solid plan for the statewide longitudinal data system to be sustained over time (including staff, technical, and monetary resources; and training and technical assistance to local education agencies).  STATUS:  A financial model for supporting data systems has been developed and is continuously updated in order to accurately plan for sustainability of the solution.  Efforts aimed at obtaining funding from multiple sources are ongoing including the development of a joint budget request by the newly formed P20 Data Collaborative to take to the Kentucky legislature.  The P20 Data Collaborative is made up of representatives from the KDE, the Council on Postsecondary Education, and the Educational Professional Standards Board.

19. Evaluation procedure, implemented within 15 months of start date, for determining successful development/implementation of the data system.  STATUS:  The project was completed via effective execution of industry standard requirements management and project management practices, specifically, alignment of requirements, design elements, specifications and test cases.

20. Ongoing evaluation procedure, implemented within 15 months of start date, for determining system’s quality and effectiveness in meeting reporting and decision support needs of its key stakeholders (parents, teachers, administrators, and researchers).  STATUS:  Monitoring reports to evaluate usage of the critical systems are used to collect and analyze this information.  


21. Ongoing evaluation procedure, implemented within 24 months of start date, for determining system’s effectiveness in catalyzing improvement in student learning.  STATUS: User feedback and results of monitoring processes continue to be used as input to policy decisions, resource reallocation decisions, system enhancements and setting priorities. 

6. Project Archive Directory

\\kdedatan1\kde\Project Office\Projects\KIDS_Project_207\Project Closure\KSLDS v 1 Share Point Backups
\\kdedatan1\kde\Project Office\Projects\KSLDS_Expansion_P20_Shared_Repository_459
\\kdedatan1\kde\Project Office\Projects\KSLDS_Program_501
\\kdedatan1\kde\Project Office\Projects\Kentucky_Statewide_Longitudinal_Data_System_(KSLDS)_459\Project Documentation\Perf_Testing
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