Planning for Dissemination

The landscape for dissemination has changed significantly in the past four decades.
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Выступающий
Заметки для презентации
In previous decades, we relied on printed reports and data files were released on computer tapes.

Today, we have social media, API’s, interactive dashboards and data are released in ways that are most amenable to specific groups of users.

And as we saw yesterday, there is a plethora of data products to develop and many options for dissemination media. 



Dissemination has become more complex. We need

good planning to accomplish our tasks.
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Выступающий
Заметки для презентации
As complexity increases, we need good planning processes to ensure we effectively accomplish our goals.


Planning for Dissemination

Plan early in the census process!

Monitoring and Evaluation e Focuson your stakeholders
e List expected products

User and Stakeholder Consultation

e Decide on dissemination media

[

Establish high-level release schedule

e Set budget and resources
e Determine quality standards
* Prepare dissemination strategy

* Anticipate risks
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Выступающий
Заметки для презентации
If you recall this diagram from yesterday, we have the six stages in the census dissemination program. 

This morning we will focus on the planning.
 
Remember: the planning stage is when we set the scope of work by listing the expected products (including expected users and expected dissemination media), establishing a high-level release schedule, and calculating the budget and resources needed.

This is also the time to determine what quality standards we need to follow. Taking the time to build quality standards at this stage will ensure the many products that you put out at the end of the census are consistently high-quality.


Constraints in Project Planning

Resources

Time Cost

Risks

Quality

Scope
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Выступающий
Заметки для презентации
When we are planning for a project, there are six constraints we need to think about. These constraints are scope, time, resources, cost, quality, and risks. 

If you prioritize timeliness, you may compromise quality. If you prioritize both, you may require resources and increase cost. Planning helps you manage all the constraints and find a good balance.


Scope

Scope is the total of all the work required to deliver the product or service, and only the
work needed to get the project done.

What should the scope include?

Scope should include All Elements of Dissemination including:
e Data products and dissemination media

e Procedures to assure confidentiality and avoid disclosure

* Procedures to assure data quality

* Promotion of uses of census data

e Training on uses of census data

What specific tasks are needed to accomplish the above?
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Выступающий
Заметки для презентации
What should the scope include?

Answer
This could include your tabulation plan that includes all the tabulations you intend to produce, the different types of microdata, geodata.

All the publications and reports and metadata

It should also specify what media to disseminate the data product, whether it will be paper, internet based or some other form. 

It is also useful to specify the lowest level of geography for the data product. 

Then, for each data product, ask what tasks are needed to create the data product?

------------------------------------

When working on the scope, it is important to identify dependences between the project’s tasks. These will affect both the timing and resources needed during the project.


What tasks are within the scope?

Our mission: To discover and meet the expressed needs of data users by producing, promoting, and
disseminating easily acquired, user-friendly, accurate data products in a timely and service-oriented
manner.

Important Tasks

User consultation

Communication plan for transparency
Data analysis

Creating tables and charts

Tasks to assure confidentiality and avoid disclosure
Tasks to assure data quality

Writing the report

Reviews of content

Revisions

Release of product

Promotion of uses of census data
Training on uses of census data
Provide files to archiving operation
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Выступающий
Заметки для презентации
Remember the mission of the dissemination program: [Read mission]

From that description, what other types of things should be considered in scope for most data products?

Be sure that the scope addresses procedures to assure confidentiality and avoid disclosure. It should also have procedures to assure data quality

Finally, it should contain activities to promote and train on uses of this data product, if necessary. 


Types of Data Products

Tabulations/

Publications Metadata
Databases

e Printed tables e Reports e Reference
e Tabular data files ® Briefs e Structural
e Databases e Visualizations
e Microdata o Atlases
e Restricted use files e General interest
e Geographic data and special
e Georeferenced audience products

data e Methodological

documentation

e Administrative
Reports
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Выступающий
Заметки для презентации
Yesterday, we talked about the different types of data products. In setting your scope, think about what kind of data products you want to release. 


Levels of Geography in Data Products

Which geographic levels should the data be disseminated?
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Выступающий
Заметки для презентации
Another consideration is the dissemination geography.

At which geographic levels should the data be disseminated?
What is the lowest administrative unit?
Will there be special areas (e.g., metropolitan areas)?

Small geographical data are useful for program and policy planning
They can be aggregated for specific purposes that can cut across local administrative boundaries
But privacy and confidentiality issues need to be considered more carefully in small areas. 


Timing refers to the planned dates for performing the work, including milestones along the way.

Each data product has many steps that must be completed to
produce it.

A delay in one can affect others.

For each task:

e Estimate how much time it would take to complete the task.

* |dentify which task must be completed before the next one
can begin.

* |dentify which tasks can be done at the same time as the
other tasks.

* Consider what is legally mandated to release a product by a
certain date
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Выступающий
Заметки для презентации

In the US, we are required to deliver the results of the census by the 31 of December in the same calendar year as the census.

Timing is one of the hardest parts of a project plan to get right. It requires a good understanding of the scope of the project and input from experts and/or developers about how long it takes to accomplish certain tasks.

It is important to fully define the scope prior to figuring out the timing. If the scope and timing are out of balance, then that can cause delays or under-utilized resources.

Any change in the scope will affect the timing. So, if you encounter a request to change the scope of a project, it is important to revisit the project’s timeline and adjust it to account for the change in scope.



C
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Resources

Resources allow the work to be done.

For each task, what resources are needed to complete the task?

o Staffing

e Materials: software, paper, etc.

* Equipment: computers, hardware, etc.
* Facilities: space, etc.

* Infrastructure: Internet, etc.
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Выступающий
Заметки для презентации

For each task, the needed resources need to be identified.

Resources is affected by both scope and timing. If we have a small scope but want the project completed very, very fast, we may need a lot of resources. This may be possible if many tasks can be done in parallel with other tasks.

If your costs are constrained, it might be more feasible to have a longer time frame for a project so that it doesn’t consume a large part of your budget at any point in time.

Be sure to fully think through what resources are required. It can be easy to overlook resources or assume that certain staff have a given set of skills. If your staff do not have the required skillset for part of a project, then contractors are probably available as a supplementary resource, but this will generally increase your costs.


Cost

Cost refers to the total funds needed to complete the project, including labor, material,

equipment, and other direct and indirect costs

A cost estimate should be done for each activity under data
dissemination.

For each resource needed to complete the tasks, how much
would it cost?
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Выступающий
Заметки для презентации
Once you have identified the scope, timing, and resources required, you can think about the costs.

It is important to have a proper estimate of the cost of each item. Some material items may be expensive when purchased individually but could be much cheaper when purchased in bulk. It is important to receive multiple estimates for any materials and equipment that you will need for your project.

As we mentioned with resources and scope, personnel time can be tricky to estimate. One way to do this is to ask a group of experts how long they think a particular task would take. Then, you can derive an estimate using an average, for example. When asking for these estimates, try to ask only about the tasks themselves. Asking about larger portions of the project can be less accurate.


C
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Quality

Quality is the set of standards that the product or service must meet to be considered acceptable.

Quality control is used to monitor and assess that the quality
standards are being met.

What are the quality standards for the product?

What tasks should be included in the scope to ensure that the
guality standards are met?
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Выступающий
Заметки для презентации
Quality is very important. Usually, NSO’s have quality standards defined ahead of time and, so, it is important to identify what those standards are and to account for how the standards affect the scope, timing, resources, and cost.

In particular, the quality review process for products needs to be incorporated within the scope and timing of the project. Also, for projects such as developing API’s or computer systems, it is important to think about how you will evaluate the quality and what sorts of testing need to be incorporated into the scope in order to ensure you deliver a quality product.


Risks

Risks are a set of possible events that might occur during the project’s life.

Risks should be identified as early in the project as

possible so that:
 They can be analyzed to assess their impact, and

» Risk response strategies can be developed

What are the risks involved in developing and disseminating the
data product?

What tasks should be included in the scope to minimize risk?
What tasks should be included in the scope to respond to
possible events? (e.g., risk response strategy)
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Выступающий
Заметки для презентации
Risk management tends to be an ongoing process during a project’s life. Working to identify and plan for risks helps things stay on track when/if they come up. By planning for risks, you can effectively mitigate them or take advantage of them.

As an example, you are creating an API and need to purchase some servers on which to run the API. If you identify the risk that there might be a supply chain disruption in the future, a good risk mitigation strategy might be to space out your server purchases in a way that they are all available when you need them, but, if the supply chain disruption materializes, you don’t have to pay exorbitant prices or have serious delay because the servers are not available.

Another example, you are also creating a program and need to create a complex code base for it to run. If you identify the risk that another group or organization might release a similar program, you could create a decision structure for how to proceed at different points in the project, if that happens. This could be a good risk because someone might have done the work for you, and you can piggyback on it. This doesn’t necessarily mean the project needs to be stopped; perhaps you can add additional features that were deemed too costly or time consuming when you had to create the whole program yourself.


Discussion

How does your organization plan dissemination? What sorts of tools or strategies does it use?

What sorts of lessons have you learned for planning in past dissemination projects?
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Выступающий
Заметки для презентации
Now that we discussed the elements of planning for dissemination. Let’s hear from you about your experiences.

[See questions]




Stages in a Census Dissemination Program

During development, each individual
product needs to have its own plan and

has its own lifecycle.

2 3
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Выступающий
Заметки для презентации
Once a plan has been developed for the entire dissemination process, we need to start thinking about individual products.

So, the planning needs to happen in two levels. First you have the overall dissemination plan, which we just discussed and is created during the Planning stage. It should outline the overall scope of the dissemination, the total number and type of products your agency plans to release. This plan should also contain the overall release schedule and the overall budget. 

In addition to planning for the entire dissemination program, each individual product in the development stage has their own life cycle that should be planned. Each product plan should include the concept for the product, all the tasks required to develop the product, the review process, and the time required to complete the tasks. This will give us a more accurate figure for the overall dissemination plan. 


United States®

Individual Product Life Cycle

Concept

Proposal Production Review Release
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Выступающий
Заметки для презентации
Here is what a typical individual product life cycle looks like. 

We start off with the concept, then develop a proposal, then we have production, review, and finally the release. 


Individual Product Life Cycle

Concept Proposal Production Review Release

* Prepare high- e Detailed e Develop e Ensure quality * Promote
level concept proposal with product and and validate product
scope, budget, documentation methodology e Solicit feedback
etc.
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Выступающий
Заметки для презентации
Let’s generally talk about each of the stages of the product life cycle:

Concept
In the concept stage, a high-level concept for the product should be developed that includes the product title, purpose, data source, author names, and potential sensitivities. 

If the concept is approved, then a detailed proposal should be developed.

Proposal
The proposal should include scope, schedule, budget, purpose, primary audience, a detailed methodology, the medium of dissemination, and a list of all involved parties.

After the proposal is approved, then we can start production.

Production
The product is developed using methodology defined in the proposal. It is important to be as thorough as possible when writing the proposal, so that production can go as smoothly as possible. Trying to revise a product or proposal while in production usually takes more time than just taking additional time with the proposal. 

During production, you want to be sure to document workflows and assumptions and prepare technical documentation, if necessary.

After the product is produced, it needs to be reviewed.

Review
During review, we want to ensure the product meets our quality standards. This means identifying and correcting errors, validating methodologies, and following good data stewardship practices.

Once a product has been reviewed, it can be cleared for release

Release
Even after a product is released, there’s still work to do. We need to promote the product and solicit feedback from our stakeholders to ensure that we know how a product was received and where we can improve.


SWOT Analysis Template

EXxisting Potential

Swengths |opportunies

02) Knowledge, skills, or abilities of the  Areas in which the agency could
= agency that distinguish the exploit to the benefit of the mission
8 organization from others

al

g Aspects of the agency that currently Areas in which the agency should
% prevent or hamper the success of avoid or mitigate to prevent

) the mission jeopardizing the mission

()

Z
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Выступающий
Заметки для презентации
As we mentioned, good planning is necessary for a successful dissemination program. One way to begin the planning process is to do a SWOT analysis. This allows you to focus your planning on your strengths and take advantage of opportunities while mitigating your weaknesses and avoiding any threats that you see to successfully disseminating your products.

[Go over examples in each box on the slide.]
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Planning Exercise

(30 minutes)

Assessing Risk: Create SWOT analysis for your data dissemination organization. (10 minutes)
 What are the strengths and weaknesses of your organization in data dissemination?
e What are the opportunities and threats?

Make a list of the data products that your agency plans to produce. For each product,
specify: (10 minutes)

1. what media you will use
2. the lowest level geography which will be produced;
Are there any new products you want to add as a result of this workshop? (5 minutes)

Are there any new ways of disseminating that you want to plan for? (5 minutes)

We will distribute the TASC results while you are working.
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Выступающий
Заметки для презентации
Now, let’s do a planning exercise. You’re going to create a SWOT analysis for your organization and analyze your dissemination products.

Normally, you would spend more time on this than we are going to, so try to note as many ideas as you can but plan on returning to this exercise when you are back in your offices.

While you are working, we’ll distribute the results of the TASC exercise that you did yesterday. Think back about that exercise and look at your results to help inform the SWOT analysis.
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