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Modernization Initiative
The journey, accomplishments, and future opportunities
July 2023

Unique THECB Assets 
With Significant Potential

Education and 
Workforce Data

Texas Higher 
Education Foundation

Student Financial 
Aid Programs
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Where We Started
Beginning State - August 2020

POLICY

Inform initiatives and policy recommendations 
that will strengthen our competitive workforce 
and elevate Texas’ global standing

ACCOUNTABILITY

Track the state’s progress towards our goals for 
higher education, including performance on 
critical measures by institutions

RESEARCH

Facilitate access to data for researchers and 
academic faculty to conduct research advancing 
understanding of higher education outcomes
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Texas’ Data 
Clearinghouse
One of the agency’s core functions is to 
serve as the primary source for data, 
statistics, and information on higher 
education in the state
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CHANGE 
MANAGEMENT 
FRAMEWORK

People

ProcessTechnology

August 2020: 
Initial Assessment

• Significant ISS support 
required for changes to support 
data submission management

• Difficult to navigate and find 
data via websites due to limited 
search and sub-optimal user 
experience

• Reports created that no one 
uses

PEOPLE

• Delayed analysis due to 
extensive manual processing 
of data submissions and data 
preparation

• Duplicated copies of data 
maintained across and within 
the organization

• Data not meaningfully linked 
to facilitate rapid analysis

PROCESS

• Organically evolved 
environment without 
unifying architecture

• Multiple technologies and tools 
that had evolved over time

• No unifying information 
architecture for websites

• Limited visualization capacities

• Not instrumented for 
continuous improvement

TECHNOLOGY
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Where We Started: 
Previous Website
Our previous website had limited 
ability to provide actionable insights 
for campus-level leaders and was 
difficult to navigate for students, 
families, and policymakers

Stakeholders had to download Excel 
spreadsheets and run their own analyses

The user 
experience 
was not ideal…
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Data Infrastructure Modernization Project

Legend

Application Server

Secure File Server

File Server

Document Server

Firewall

Workstation

Web Server

Database Server

Interaction

Association

The technology infrastructure was 
outdated and complex…

What We Set 
Out To Do

Vision and Goals
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Data Modernization Initiative
Equip stakeholders with actionable insight and data for decision-making purposes 
to foster the skills and spur innovation vital to the Texas economyVISION

• Design a modern, flexible, 
and secure data 
architecture

• Improve data submission 
methods and governance

• Implement cloud-based 
infrastructure providing 
easy-to-use products

REDESIGN 
INFRASTRUCTURE1

• Deliver user-centered value 
through priority products

• Provide more reporting 
and analysis integrating 
tri-agency data sets

• Increase support to 
institutional leaders and 
other partners

EXPAND DATA 
OFFERINGS2

• Update data usage and 
sharing agreements

• Implement robust web 
analytics and product 
management

• Create stakeholder 
feedback and engagement 
loops 

EMBED CONTINUOUS 
IMPROVEMENT3GOALS AND 

PRIORITIES

Strategic GEER-funded Investments

FINANCIAL AID 
& WORK-BASED 
LEARNING

Provide financial aid 
to support student 
enrollment, retention, 
graduation and
expand paid learning 
opportunities

WORKFORCE 
RESKILLING & 
UPSKILLING

Equip learners 
with the skills and 
knowledge needed 
to attain credentials 
of value in high-
demand fields

DIGITAL 
LEARNING 
SUPPORTS

Accelerate the 
design and delivery 
of digital learning, 
including courses 
and other student 
experiences

DATA 
SECURITY & 
MODERNIZATION

Modernize education 
and workforce data 
infrastructure to 
be more secure, 
accessible, and 
actionable

z

ADVISING 
& STUDENT 
SUCCESS

Design online tools 
for students to 
develop plans that 
can help them 
achieve goals and 
advance careers
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Delivering Stakeholder Value:
A Robust Project Portfolio and Roadmap

• C1  Data Integration
• C2  Configuration Mgmt.
• C3  Identity & Access Mgmt.
• C4  Core Portal
• C5  Data Mart Loader
• C6  Data Marts
• C7  API Gateway
• C8  Data Lake
• C9  Data Curation Services
• C10  Operational Data Warehouse
• C11  Entity Resolver
• C12  Analytics Tools
• C13 Predictive Tools

• T1  Integration
• T2  Configuration Mgmt.
• T3  IAM – Internal
• T4  IAM – External
• T5  Public Portal – Comms. 

       Improvement
• T6  Portal Integration & 

       Personalization
• T7  Data Lake
• T8  Automated Curation
• T9  Data Warehouse
• T10  Entity Resolution
• T11  Analytics Transformation
• T12  Predictive Analytics
• T13  Internal Admin Portal
• T14  Re-identifiable Data Portal
• T15  Data Submission Portal
• T16  Secure Data Enclave
• T17  Privileged Data Portal

• V1   Data Governance – Int
• V2  Data Governance – Ext
• V3  Refactor Dev. Operations
• V4  Data Product Mgmt.
• V5  New Adjacent Data

• S1  Partnership Decisions
• S2  Technology Decisions
• S3  Project Portfolio Mgmt.  
• S4  Data Architecture

STRATEGY 
PROJECTS

VALUE DELIVERY 
PROJECTS

TECHNOLOGY 
PROJECTS

TECHNOLOGY 
COMPONENTS4 5 17 13

Data in Action
The Data Modernization Initiative 
is focused on new data products 
and services, transforming how we 
manage and use higher education 
data to drive programs, policy, and 
priorities

DATA SUBMISSION 1

DATA MANAGEMENT2

DATA PROVISIONING3

Create new data product portals 
that simplify the submission 
experience for external users

• New FADS and CBM submission 
portal

• Course information approvals

• Program information approvals

Deliver user-centered value 
through dynamic access, robust 
governance, and data security

• Cloud-based data storage

• Automated data processes

• Flexible data storage capacity

Provide data in a user-friendly 
way and ensure timely access 
to data for stakeholders 

• Secure data portal

• Public data dashboards

• Institution-specific reports 
on TST outcomes

13

14



AGENDA ITEM VI-A

07/23

What We 
Accomplished

Phase I Deliverables through Sept 2023

Technology Accomplishments:
Infrastructurez

Migrated 20+ years of data from 37 annual data collections into centralized data lake storage

Built and deployed a secure data portal to provide authorized users with priority topics identified 
by institution partners

(In progress) Designed and working to complete initial proof of concept to provide repeatable, 
automated data preparation and curation for more efficient use and analysis

Designed and implemented cloud-based infrastructure for:
• Institution submissions, including statutory data, document, and forms
• Automated pipelines for data validation, certification, and management
• Integrated and upgraded security utilizing Azure-native services
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Technology Accomplishments:
User-Focused Enhancementsz

Designed and implemented new data website to serve as central access point for all data 
products and services, with robust data visualizations, including new Talent Strong Texas
metrics & narrative

Partnered with TWC to create and on track to publish Texas’ first consolidated credential 
repository to support analysis of credential programs across disparate providers & funding sources

(In progress) Created initial version of the agency’s first technology-based consolidated data 
dictionary with comprehensive info on data elements collected and maintained, for use by agency 
and ERC stakeholders

Developed and launched new agency website with updated branding, navigation, and 
user experience1
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Process Accomplishments:
Governance and Policy Foundations

Analyzed and improved key business processes including program submission and approval, 
ad hoc data request, and data management team portfolio tracking

Established and led Tri-Agency Data Work Group to help inform and prioritize DMI deliverables 
and facilitate productive data sharing

Worked with Tri-Agency partners to develop and execute first-ever Master Data Sharing 
Agreement, including automated approval workflow across agencies

Evaluated and updated agency data governance taking an enterprise-wide approach1
2
3
4

Strengthened THECB policy foundation to ensure appropriate access and use5
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People Accomplishments:
Increased Capabilities

Leveraged principles of user-centered design to prioritize and shape initial data products

Added critical skills and capabilities including Chief Privacy Officer, Chief Technology Officer, 
key communications staff, new data governance director, and a new data management team

Fostered strong working relationships with Tri-Agency data leads to ensure timely and 
continuously improving approaches to data sharing and use

Established Project Management & Improvement Office to ensure disciplined implementation1
2
3
4

Implemented new processes and tracking to support implementation of updated data-related 
policies5

THECB maintains the Texas Higher 
Education Data website, providing 
direct access to various reports, 
statistics, queries, and interactive tools

Scan for access to 
https://data.highered.texas.gov
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Your Source for 
Texas Higher 
Education Data

Privileged Data Portal: 
Improved Insight for Institutional Partners
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Data Modernization Initiative TimelineData Modernization Initiative: 
Phase I Timeline

2020 2021 2022 2023

AUG-DEC 2020

• Planning begins with 
technical discovery and 
stakeholder engagement

• Conceptual design 
developed

• THECB data governance 
review launched

JAN-APR 2021

• Planning concludes
• Proof of concept completed
• Procurement launch for 

staff augmentation
• Initial technical projects 

launch
• Enhanced THECB data 

governance designed and 
launched

MAY 2021-SEPT 2022

• Staff augmentation resources 
on board

• Project roadmap work launches on 
12 technical projects

• Parallel focus on technical pipeline 
and public-facing assets

• Initial production environment 
launched

• New agency website launched
• Contracted for initial public website 

visualizations for most frequently 
requested data

OCT 2022-SEPT 2023

• Secure portal developed 
and launched

• Initial privileged reports 
complete initial user testing

• New agency data website 
launched

• Data-related policies 
developed and 
implemented

PLANNING AND
PROOF OF CONCEPT
(9 MONTHS)

EXECUTION AND IMPLEMENTATION
(29 MONTHS)

Leveraging public and private funds 
to deliver value

$42.8M from public and 
private sources to support:
• Data modernization 

initiative including data 
governance

• Strategic partnerships to 
deliver credentials of value 
methodology, 
visualizations, and 
dashboards

• $1.5M in grant support to 
67 institutions for reporting 
system changes

$37M
Federal 

GEER funds

$5.8M
Philanthropic 

Support
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What's Next
Building on our momentum to sustain and accelerate progress

Building on Our Momentum:
Sustaining Progress and Moving Forward

Complete Phase I GEER-funded 
projects with focus on 
transition to sustainability

Launch field training on 
new products and services

Prioritize Phase II projects 
to support decision making 
for higher education
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