Extracted from:

Designing Data Governance
from the Ground Up
Six Steps to Build a Data-Driven Culture

This PDF file contains pages extracted from Designing Data Governance from the
Ground Up, published by the Pragmatic Bookshelf. For more information or to
purchase a paperback or PDF copy, please visit http://www.pragprog.com.
Note: This extract contains some colored text (particularly in code listing). This
is available only in online versions of the books. The printed versions are black
and white. Pagination might vary between the online and printed versions; the
content is otherwise identical.
Copyright © 2022 The Pragmatic Programmers, LLC.
All rights reserved.
No part of this publication may be reproduced, stored in a retrieval system, or transmitted,
in any form, or by any means, electronic, mechanical, photocopying, recording, or otherwise,
without the prior consent of the publisher.

The Pragmatic Bookshelf
Raleigh, North Carolina

Designing Data Governance
from the Ground Up
Six Steps to Build a Data-Driven Culture

Lauren Maffeo

The Pragmatic Bookshelf
Raleigh, North Carolina

Many of the designations used by manufacturers and sellers to distinguish their products
are claimed as trademarks. Where those designations appear in this book, and The Pragmatic
Programmers, LLC was aware of a trademark claim, the designations have been printed in
initial capital letters or in all capitals. The Pragmatic Starter Kit, The Pragmatic Programmer,
Pragmatic Programming, Pragmatic Bookshelf, PragProg and the linking g device are trademarks of The Pragmatic Programmers, LLC.
Every precaution was taken in the preparation of this book. However, the publisher assumes
no responsibility for errors or omissions, or for damages that may result from the use of
information (including program listings) contained herein.
For our complete catalog of hands-on, practical, and Pragmatic content for software developers, please visit https://pragprog.com.
For sales, volume licensing, and support, please contact support@pragprog.com.
For international rights, please contact rights@pragprog.com.

Copyright © 2022 The Pragmatic Programmers, LLC.
All rights reserved. No part of this publication may be reproduced, stored in a retrieval system,
or transmitted, in any form, or by any means, electronic, mechanical, photocopying, recording,
or otherwise, without the prior consent of the publisher.
ISBN-13: 978-1-68050-980-9
Encoded using the finest acid-free high-entropy binary digits.
Book version: B1.0—October 5, 2022

In October 2021, the United States Department of Agriculture (USDA) released
a plan to tackle climate change. Clocking in at 40 pages, the agency’s climate
adaptation and resilience plan explains how the agency will help agricultural
producers build resilience for an increasingly erratic climate. In its press
release announcing this plan, USDA said, “The plan is part of USDA’s response
to Executive Order 14008, Tackling the Climate Crisis at Home and Abroad,
which tasked all federal agencies with preparing action plans for integrating
climate adaptation into their missions, programs, operations, and management.”
As I learned how this new plan will affect the agency, I was struck by the
Executive Order’s decree for all agencies to integrate climate adaptation into
their DNA. Since I was in the thick of data governance research, I couldn’t
help but notice how this new plan might serve as a model for great data governance.
First, this plan addressed the President’s Executive Order on Tackling the
Climate Crisis at Home and Abroad. The U.S. President declared climate
change was a widespread problem that the government should tackle from
the top down across all agencies, regardless of their purpose. To ensure that
this goal remained top-of-mind, leadership tasked all agencies with making
climate adaptation a key part of their work.
While climate change itself might not have much to do with data, the USDA’s
governance model does. Their approach emphasizes how crucial it is to have
top-down support for an initiative that scales across teams. It’s worth highlighting since this way of working is still not the norm. Typically, when companies start new initiatives, they put all the work for that initiative on one
team or department. They hire a new chief, task them with transforming the
whole business while wielding minimal power, often give that chief an
underwhelming budget, and keep their initiatives confined to that team.
Approaching digital transformations this way ensures that their work will
have minimal impact.
This chapter will show you how to do the opposite. You will look at how to
form a cross-functional data stewardship council that drives real change in
your organization. At the end of this chapter, you’ll understand why it’s crucial
for your council to start small with one data-based project, and how to choose
the right one. You’ll know how often your data council should meet, what
these meetings should prioritize, and how to run meetings that yield action.
You will have a way to resolve roadblocks, measure success, and govern data
models en route to production.
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As you build your data governance council, you’ll have to think ahead and
solve three key challenges. First, you’ll need to ensure that you involve both
the right stewards per data domain and the right executive sponsor to advocate
for your council’s work when you’re not in the room. Next, you’ll need to
convince your stewards (and their managers) to join the council. Finally, you’ll
need to do the toughest work of all: Make sure your work leading the governance council is productive and meaningful for all involved. Your datae
stewards likely have slammed schedules as-is, with minimal time to work
between meetings. If you’re going to succeed at convincing them to join your
data governance council, you need to show them what they’ll gain in return
for joining. You will also need to ensure that everyone’s work on the council
is engaging, productive, and enjoyable.
Remember, the biggest barriers to building data governance aren’t technical:
They’re cultural. 92% of mainstream companies in one survey said that when
it comes to launching data projects in their organizations, they still struggle
with challenges that range from business processes and change management
to resistance against change.1 You are designing your organization’s first data
governance plan, which means you’re introducing a lot of change. Here’s how
to create a council that will introduce and champion that change.

Find the most effective sponsor
We’ve all dealt with meeting fatigue where colleagues try to solve problems
by filling our calendar with invitations to “hop on a quick call”. If meetings
lack purpose, agendas, clear leaders, or follow-up actions, they could’ve been
emails and saved endless hours. One less-discussed time suck? Not having
the right people in the room to make key decisions.
You’ve done lots of work thus far to select the right data stewards for your
data governance council. All of it will stall if you don’t have a senior member
of your organization to sponsor this council and its data governance efforts.
So, your first step is to confirm whom you’ll need sponsorship from.
Imagine you’re in a C-suite role yourself as a Chief Data Officer (CDO). You
might report to the Chief Information Officer (CIO) or the Chief Executive
Officer (CEO). Your role in the organization involves writing the strategy to
collect, store, and manage all data. All this work is data governance, and
since you’re part of your organization’s executive team, you might be the
perfect person to lead the data governance council by serving the Board Chair
stewardship role.
1.

https://hbr.org/2021/02/why-is-it-so-hard-to-become-a-data-driven-company
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If you’re in a C-suite role yourself, do you need more executive buy-in? The
answer depends on your unique business, the company culture, and your
own relationship with the rest of your executives. If you report to the CIO,
your boss owns the infrastructure for your organization. Their tasks include
signing off on procurement for new tech, implementing new IT across the
organization, and ensuring that all IT decisions support the business strategy.
Now consider the work your data governance council will do. You’ll start by
selecting a specific data-focused project to shepherd through production. To
achieve this goal, your data stewards will need to choose the right tech stack,
build processes to confirm data quality, ensure that all data meets security
standards, and document a strategy to prevent data drift post-production,
amongst other tasks. Since this work falls under the CIO’s domain, your data
governance council will need the CIO’s buy-in. But you’ve glimpsed your
boss’s calendar and know how slammed they are. Adding chairperson duties
to their calendar won’t likely go well. In this case, asking them to serve as
your council’s sponsor is a great option.
Sponsors often lack the visibility of mentors, but their role is more essential.
Sponsors advocate for your work by ensuring that it gets the resources and
visibility to thrive. This saves enormous amounts of time in the long run.
Rather than spending months searching for buy-in only to realize you’ve
talked to the wrong people, you’ll confirm that your data governance council’s
work has support from someone with the power and connections to advocate
for your work, even when your council’s not in the room.
Whomever your council sponsor is, you will need to sell them on your data
governance efforts. Remember the data mission statement that you wrote in
Clarify your company’s mission statement, on page ?? It’s going to come in
handy here. Since you’ll be appealing to business leaders, you’ll need to show
that your data governance efforts support their goals. All the work you did,
from writing your mission statement for data to assigning stewards per section
of your framework, should reinforce a bigger business goal. Whatever that
goal is, from decreasing overhead to boosting customer satisfaction, you’ll
find the right sponsor for your data governance council if you show that your
work will improve theirs.
If in doubt about how to choose the right sponsor for your council, it helps
to follow this guidance from Sylvia Ann Hewlett: “Would-be sponsors in large
organizations are ideally two levels above you with line of sight to your role;
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in smaller firms, they’re either the founder or president or are part of his or
her inner circle.”2
As you read this advice, consider your own organizational structure. Whether
you’re in the C-suite or below, finding the right sponsor for your council will
require you to manage up. The best way to do that is to find senior leaders
in your organization who grasp how crucial data is for your business, are
familiar with your work, and have strong relationships with colleagues across
the business. Most crucially, they’re committed to giving your council the
buy-in, resources, and sponsorship to succeed. Their help is essential to not
letting your work languish.

Convince colleagues to join your council
Remote work’s rise during the Covid-19 pandemic further blurred the thin
line between work and home. Six months into the pandemic, Harvard Business
School research found that the average workday was now 48.5 minutes
longer.3 The average employee surveyed in this study joined 13 percent more
meetings than they did pre-pandemic. I know from experience that these
constant check-ins, scrum standups, and Slack pings distract me like nothing
else. I’m doing my best to join less meetings, not more.
This matters because employees are exhausted, including your colleagues.
Their calendars are likely overbooked already, without going into all their
family obligations. When colleagues already struggle to do heads-down work
during business hours, you’ll need to show them what they’ll gain by joining
the council. Luckily, this doesn’t have to be as hard as you might think.
To start, don’t underestimate the fear of missing out (FOMO). It’s why we
attend all these meetings to start with.4 In an increasingly globalized workforce,
Western work culture still equates presence with productivity. People worry
that if they decline meeting invites, they will lose their ability to influence the
business. This is not an excuse to triple-book your colleagues with data governance meetings. That said, the psychological importance placed on meetings
means that folks want their voices heard, especially when their own work is
concernedd.
That raises my second point: Data is a team sport that all colleagues must
join. I recall completing my journalism internships in high school and college,
giddy at the thought of not needing to measure my work’s worth in numbers.
2.
3.
4.

https://hbr.org/2013/09/the-right-way-to-find-a-career-sponsor
https://hbswk.hbs.edu/item/you-re-right-you-are-working-longer-and-attending-more-meetings
https://hbr.org/2021/11/the-psychology-behind-meeting-overload
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Less than a decade later, my digital articles lived and died by Google Analytics.
No matter your role, data plays a part, even if your work is more qualitative.
But to quote Maximilian Faschan, formerly of the Oxford Internet Institute,
not everyone has equal say over data’s impact on their work:5
“In the current reality, data exploration is in the hands of a small group of specialists crunching data on everybody else’s behalf while most employees have to watch
from the side-line until their analytical demands are being served. In this largely
transactional setup, the confidence with which employees rely on data, the speed
with which analytical requests are executed and the number of analytical requests
that can be served at any given point in time are strictly dependent on the number
of specialists available.”

The traditional hierarchy involves data flowing down from the CIO’s office,
with the IT security team controlling all departments’ access to it. This
approach often fails because folks are less open to rules thrust upon them,
especially if they had no say in creating them and can’t see how thesy affect
their own work. So, when you approach prospective data stewards asking
them to join your council, emphasize the power that joining offers them. Each
data steward serving on the council should have:
• Recognition that they’re experts of their functional domains. If colleagues
have questions about specific types of data, they should know whom to
ask and acknowledge that steward’s unique expertise.
• Input regarding decisions about data that affect the organization. Each
steward should also have clearly defined freedom to work with the council’s
chair on matters that impact their own data domains.
• Autonomy to build data quality standards within their data domains
• Freedom to collaborate cross-functionally with colleagues who own different data domains.
• Rewards for assuming a leadership role advancing data governance in
the organization. If you manage a budget, consider allotting some of it to
bonuses you can give each steward. Likewise, find alignment between
each steward’s role and their work on the council. If their data governance
contributions go beyond each steward’s scope of work, you can offer to
write mid-year and/or year-end reviews per steward. This formally recognizes the work each steward does and positions them to advance in their
careers.
The common threads in those capacities are leadership, visibility, and the
chance to make key decisions with colleagues. The point is not to make these
data governance council meetings the only place where stewards can make
5.

https://towardsdatascience.com/what-if-data-became-everybodys-business-85b7c20d6ab7
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an impact. Rather, your goal as council chair is to give each data steward the
resources and visibility they need to use data in ways that benefit their work.
Any data governance council meetings they attend should be sparing, leaving
ample time for analysis and action in-between. You’ll learn how to host productive data governance council meetings later in this chapter. For now, focus
on ways to reward each data steward for the unique expertise they bring to
the table.
One last thing to keep in mind: A key part of data governance work involves
decentralizing data decisions from one person/department across a bigger,
cross-functional group. Historically, the more common top-down model
involves IT leadership making top-down data decisions to advance security
standards. While security plays a key role in your data governance framework,
it’s one of seven parts. To keep the security team engaged in data governance,
it will help to have a security expert serve on the council as a steward, sponsor,
or both.
IT can still play a key role in this effort, contributing their insights on security
and permissions to the data governance council. The difference is that rather
than a top-down dictative approach, your framework promotes collaboration
that reflects how each team manages data today.
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