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Phase 1 Overview
Purpose, Key Features & Lessons Learned*
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*Phase 1 was funded outside of the NSI Exchange 
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In Phase 1, we used a five part data strategy framework to assess 
CLEE’s data systems and identified pain points

**Data for the project includes internal and external information.  Therefore, process data and outcome data are both in scope.

● Repeatable processes still handled manually
● Limited data visualization capabilities 
● Roll-up of information and impact across 

programs or governing bodies (e.g.; districts) is 
cumbersome at best

● Data availability highly dependent on individual actions
● Meaningful data hidden in web of documents and links
● Data collected in group sessions not stored or distributable
● Access for external parties adds complexity 

● Key information acquired through inconsistent mechanisms 
● Manual interventions required throughout the process 
● Stakeholder engagement limited by perceived process complexity
● School and district data infrastructure hinder ability to access relevant 

disaggregated data for analysis

● Distributed ownership of files leads to duplication 
and inability to track updates

● Timely access to information can be a challenge 
● Manual process for managing access creates room 

for error and potential  security issues



Centralize

We then developed three guiding principles for CLEE’s data 
systems to guide our ultimate vision

Vision: CLEE Program Directors, Facilitators, internal staff and all program stakeholders (e.g.; Principals, CLEE point 
people, district contacts, etc.) know exactly where to go to easily find, input and share information.  CLEE’s data systems 

streamline the process of identifying and reducing intra-school inequities leading to a greater overall impact.  

1 Streamline

Enforce consistent practices for internal data 
collection and sharing

Reduce use of email as source of key information 
collection

Support stakeholders in transition to centralized 
hub by demonstrating its power
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Facilitate data acquisition through a central site 
for all stakeholders

Provide one consistent link for program 
participants that governs entire process

Utilize toolkits to facilitate document creation and 
data uploads

Automate

Identify manual repeatable processes (e.g.; LCS 
administration and analysis)

Digitize processes using suite of online tools  (e.g.; 
Google Apps: Forms, Sheets, App Script, etc.)

Ensure custom systems are maintainable by CLEE 
staff without specialized skill set
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As a first step to implementing the CLEE Vision, we recommended 
building a Google App Suite solution for the CIP process

Toolkits & 
Automated Digital 

Visualizations

Option 1: Existing Document Enhancements  Option 2: Google App Suite Solution

Automate CIP document creation packaged with related 
files and visualizations

Create Google Site central hub with Google Form and 
Sheets as user input mechanisms

PROS

CONS

● Limited departure from current process for 
program participants and internal staff

● Minimized incremental training requirements
● Reduced manual document management
● No additional expenses

PROS

CONS

● Google Suite contains all necessary tools and 
visualization capabilities with easy maintenance

● All data readily available for analysis, distribution 
and simplified progress tracking

● User friendly process encourages higher 
participation rates with distributed responsibility

● Low/No incremental expenses

● Limited ability to customize look and feel
● Reliant on the features available in Google Apps 

and its add-ons

● Software developer required for ongoing 
maintenance and all enhancements

● All components built from scratch or integrated 
from 3rd party providers

● Recurring hosting costs on year over year basis

Full Stack:
Custom Database & 

Web Application

Option 3: Custom Software Development  

Develop full scale Web Application and select hosting 
service (e.g.; Amazon Web Services, Microsoft Azure, etc.)

PROS

CONS

● Fully customized software to satisfy every unique 
need of program participants

● Most friendly user experience based on design

● Meaningful data remains hidden in document
● Insights not easily distributable to community
● Manual interventions required to track process
● Perception of process complexity persists
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CLEE Central’s purpose is to centralize, streamline and automate 
CLEE’s 17-page continuous improvement plan template
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Major Pain Points
● Document felt overwhelming resulting in limited 

engagement and traction
● Data “trapped” in document making it hard to see trends 

and assess effectiveness of process
● Lack of data visualization capability left key learnings 

locked in a document and not easily shareable

Key Features
● All data entered into a Google Sheet for easy analysis and reporting (either through Google 

forms or dynamic Google Sheets interaction)
● Process progress simply visualized for participants and CLEE staff
● Process broken down into “bite-sized” pieces to encourage data entry and feedback
● Shared resources easy to locate and personalized templates created as needed



During Phase 1 we learned valuable lessons that were vital to our 
success in Phase 2

● Digitizing a process must go beyond putting a document/template online for true engagement

● Clear scope and frequent check-ins are key to delivering within a tight timeline

● Agile methodology allows for flexibility in the development process

● Change management within the organization is important for platform adoption (e.g.; several sessions 
were held to demo and receive feedback from the CLEE staff even with a short timeline)

● Clients do not always know what is possible but deep listening and openness can lead to exceptional 
results and spark ideas for additional operational improvements
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CLEE Central Screenshots
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Users can then refresh the section without reloading the 
entire page.  In the background the CLEE Coach receives an 

approval email for the step in the process

Users view their Google Form entries and any CLEE Coach 
feedback for each section directly in the platform. 

Users have the ability to enter details into a Google Form for 
each section of the platform

Users can also enter beginning of year and end of year data 
into a Data Organizer directly in the platform.



Visualization of 
Learning Community Results

Section of CLEE Central
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Learning Community Survey results are viewable from 
CLEE Central broken down by time frame of responses
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Learning Community Survey results are 
represented in two ways on CLEE Central:

1. Displays the number of survey 
responses per administrative cycle 

2. Provides link to full Google Data 
Studio dashboard created by CLEE

School representatives can also get the 
direct link to the survey from their page 



Visualization of BOY/EOY Statistical Analysis

Document Creation Process & CLEE Central Visualizations
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The BOY/EOY Statistical Analysis is created from CLEE 
Central’s data organizer file
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CLEE Central Data Organizer EOY Statistical Analysis Automation Workbook EOY Document Output

● A Data Organizer is automatically created each year for participants

● Participants enter Data Dig, Beginning of Year, and End of Year data

● The Data Organizer can be viewed directly in CLEE Central or in 
Google Sheets via a direct link

● BOY/EOY data is pulled directly from the Data Organizer into a 
workbook for statistical analysis

● Workbook calculates sample sizes, means, standard deviations, 
t-test results, and effect sizes

● CLEE team member can enter additional details before generating 
the final output document

● EOY Statistical Analysis 
document generated 
and ready to share 

● Data for each 
participating school 
stored in master 
summary sheet



The final BOY/EOY Statistical Analysis document link 
appears on both the Network and Participant pages
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Network Page: Network Equity Focus Section Column Participant Page: Data Organizer Section 


