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CASE STUDY

Modernising a legacy data platform with a scalable 
Azure and Databricks architecture



Our Solution

Agile Insights partnered with Central Coast 
Council to redesign and modernise the existing 
data platform, transforming it from a collection of 
ad-hoc pipelines into a structured, governed, and 
scalable architecture built on Microsoft Azure and 
Databricks.
The solution was designed not just to fix 
immediate problems, but to give the Council a 
platform that could grow, one where new data 
sources, new use cases, and new analytical
requirements could be delivered faster and with 
greater confidence.

Rather than rebuilding from scratch, Agile Insights 
worked with what Central Coast already had, refactoring 
and elevating the existing platform into a modern 
Medallion Architecture with proper governance, 
automation, and deployment discipline built in from the 
ground up.

The core of the solution was the implementation of 
the Agile Insights ADF Framework for scalable data 
ingestion, the migration of existing Databricks 
notebooks into a structured Databricks Asset 
Bundle following bronze-silver-gold Medallion 
Architecture, and the introduction of Azure 
DevOps CI/CD pipelines to automate and 
accelerate deployment.

The platform was designed to deliver:

▪ Scalable, framework-driven data ingestion via 
Azure Data Factory

▪ Governed Medallion Architecture (bronze, 
silver, gold) in Databricks

▪ Unity Catalog for data governance and access 
control

▪ Automated CI/CD pipelines via Azure DevOps

▪ End-to-end automated data pipelines from 
source to reporting

▪ Power BI reporting aligned to performance best 
practices

Power BI reporting was also uplifted, with best 
practices applied to existing reports for both 
performance and usability, ensuring business 
users received faster, more reliable insights.
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The Challenge

The existing data platform had grown organically
over time, resulting in a fragmented collection of
individual data pipelines, inconsistent data 
quality, and a development process that was slow 
to deliver new analytical capability to the 
business.

About Central Coast Council

Central Coast Council is one of the largest local 
governments in New South Wales, serving a fast-
growing coastal community of over 340,000 
residents. As a complex, multi-service organisation 
managing infrastructure, environment, planning, and 
community services, the Council depends on timely, 
reliable data to drive operational decisions and deliver
value to its community.
Central Coast had already made a commitment to 
data and analytics through an existing Microsoft Azure 
and Databricks investment, but the architecture 
needed to evolve to match the organisation's 
ambitions.

Without a structured architecture or governed 
deployment process, the platform was difficult to 
scale. Adding new data sources or extending 
reporting required disproportionate effort, and the 
lack of CI/CD discipline meant analytical
solutions moved slowly from development into the 
hands of business users.

The core challenges were clear:

▪ Fragmented individual pipelines with no unified 
ingestion framework

▪ No CI/CD processes, slow, manual deployment 
of analytical solutions

▪ Databricks notebooks operating outside a 
governed architecture

▪ Data quality issues limiting confidence in 
reporting outputs

▪ High effort to onboard new data sources and 
deliver new reporting

▪ A platform that couldn't scale to meet growing 
council demand
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The Impact

PIPELINE MANAGEMENT

Before Numerous individual, manually maintained data
pipelines with no central framework, fragile and time-consuming to 
manage.

After A unified ingestion framework using the Agile Insights
ADF Framework, making new data sources faster to onboard
and easier to maintain.

DEPLOYMENT SPEED

Before No CI/CD processes in place, analytical solutions
moved slowly and manually from development into 
production.

After Azure DevOps CI/CD pipelines enabling fast, consistent, and 
reliable deployment of both the ADF Framework and Databricks 
Asset Bundle.

DATA ARCHITECTURE

Before  Databricks notebooks operating in an unstructured
environment with no defined architecture, governance, or data
quality layer.

After Structured Medallion Architecture (bronze-silver-gold)
in a Databricks Asset Bundle, with Unity Catalog ensuring
governance and data quality.

TIME TO INSIGHT

Before  High effort required to deliver new reports and
analytical solutions, new data sources took disproportionate
time to integrate.

After Significantly reduced time to onboard data sources and
deploy analytics, getting trusted insights into the hands of
business users faster.

REPORTING QUALITY

Before  Power BI reports built without consistent standards,
leading to performance issues and a variable experience for
business users.

After  Reports uplifted to Power BI best practices, faster
load times, improved usability, and a more consistent
analytical experience across the organisation.

PLATFORM SCALABILITY

Before A platform that struggled to scale, adding capability
required significant manual effort and carried high risk of
disruption.

After A modern, governed architecture purpose-built for
growth, new use cases, data sources, and analytical
workloads can be delivered with confidence.

An Embedded Partnership

The relationship with Central Coast Council extends well beyond the initial platform modernisation. Agile Insights operates 
as an embedded technical partner, functioning as an extension of the Council's own team rather than an external vendor.
Through a multi-year managed support engagement, Agile Insights provides the Council with deep technical expertise,
Databricks and Azure domain knowledge, and flexible capacity that scales to match the Council's priorities at any
given time. This model gives Central Coast access to specialist skills on demand, without the cost and complexity of
building that capability in-house.
The engagement covers ongoing platform management, technical troubleshooting, architectural guidance, and hands-
on delivery of new analytical workloads, ensuring the platform continues to evolve as the Council's needs grow.
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Conclusion

What Central Coast Council has built is more 
than an upgraded data platform. It is a modern, 
scalable foundation for everything the Council 
wants to do with data, now and into the future.

By replacing fragmented pipelines with a 
governed architecture, introducing CI/CD 
discipline, and establishing a long-term 
embedded partnership, the Council can now 
move faster, scale with confidence, and begin 
exploring the next frontier in AI-driven local 
government capability.
Agile Insights remains an active, embedded 
partner in that journey.
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For further information please contact:
info@agile-insights.com.au
www.agile-insights.com.au
+61 1300 902 217 (AU)

Technology Platform

• Microsoft Azure - core cloud infrastructure
• Azure Data Factory with Agile Insights ADF 

Framework
• Databricks Asset Bundle - structured notebook
• management
• Databricks Medallion Architecture (bronze, silver, 

gold)
• Unity Catalog - data governance and access control
• Azure DevOps - CI/CD pipeline automation
• Power BI - reporting and self-service analytics

Exploring What's Next with AI

Central Coast Council is one of a growing number of 
local governments taking deliberate, considered steps 
toward AI-enabled operations. Agile Insights has been 
working with the Council to explore where AI and 
machine learning can deliver real value - from proof of 
concepts through to practical use case definition.
The modern, governed Medallion Architecture now
underpinning the platform is not just a better way to 
manage today's data - it's the foundation that makes AI 
and advanced analytics possible. With clean, 
structured, and accessible data in place, the Council is 
well positioned to move from exploration to production 
AI capability.

Central Coast Council represents a model for 
technology-forward local government - investing in 
modern data infrastructure, building the capability to 
scale, and actively exploring how AI can improve 
services and outcomes for their community.

Microsoft Azure Databricks Azure Data Factory

Unity Catalog Azure DevOps Power BI

Medallion Architecture AI Exploration
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