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• Data's Confounding Characteristics 
– Uneven understanding  
– Has lead fractured views of data and to  
– Increasing organizational data debt 

1. Keeping DG practically focused on strategy 
– This is a young profession and must 
– Directly support organizational strategy by 
– Improving data and its use in the short and long term 

2. DG must exist at the same level as HR 
– In order to achieve effectiveness,  
– DG is central to DM (and central to digitization efforts) 
– Must be de-coupled from IT strategy 

3. Gradually add ingredients (practicing and getting better) 
– Digital and data are dependent on high speed automation/data processing 
– Employ a DG Frameworks to refine focus 
– Plan to evolve (PDCA) 

4. Data governance in action:  Storytelling  
• Take Aways
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Data is not broadly or widely understood
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adapted from:  http://www.dailymirror.lk/print/opinion/editorial-we-need-to-become-channels-of-peace/172-27164

It is like a fan!

It is like a snake!

It is like a wall!

It is like a rope!

It is like a tree! Blind Persons and the Elephant

It is like a story!

It is like a dashboard!

It is like a pipes!

It is like a warehouse!

It is like statistics!



• IT thinks data is a business problem 
– "If they can connect to the server, then my job is done!" 

• The business thinks IT is managing data adequately 
– "Who else would be taking care of it?"

Confusion as to data responsibility
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Separating the Wheat from the Chaff



Organizing the Wheat Separated from the Chaff
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Is well organized data worth more?

• Examples of information architecture achievements that happened 
well before the information age: 

– Page numbering 

– Alphabetical order 

– Table of contents 

– Indexes 

– Lexicons 

– Maps 

– Diagrams

Pre-Information Age Metadata
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Example from:  How to make sense of any mess  
by Abby Covert (2014) ISBN:  1500615994

"While we can arrange things 
with the intent to communicate 
certain information, we can't 

actually make information. Our 
users do that for us."

https://www.youtube.com/watch?v=60oD1TDzAXQ&feature=emb_logo  
 
https://www.youtube.com/watch?v=r10Sod44rME&t=1s  

https://www.youtube.com/watch?v=XD2OkDPAl6s 



Remove the structure and things fall apart rapidly
• Better organized data increases in value
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Organizing the Wheat Separated from the Chaff
• Better organized data increases in value 

• Poor data management practices are costing  
organizations money/time/effort 

• 80% of organizational data is ROT 

– Redundant 

– Obsolete 

– Trivial 

• The question is which data to eliminate? 

– Most enterprise data is never analyzed
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Who is qualified to accomplish this?
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It is not as easy to visualize the 
cost of Data Debt or that it 
depletes organizational 
resources: 
• Slowing progress 
• Decreasing quality 
• Increasing costs 
• Presenting greater risks
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American Airlines 
• $6b market value 
• $30b AAdvantage 

United Airlines  
• $9b market value 
• $22b MileagePlus

 
https://www.forbes.com/sites/advisor/2020/07/15/how-airlines-make-billions-from-monetizing-frequent-flyer-programs/?sh=66da87a614e9
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How old is your profession?
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Augusta Ada King 
Countess of Lovelace 

(1815-52)

• 8,000+ years  
• formalize practices 
• GAAP



Current approaches are not and have not been working

© Copyright 2024 by Peter Aiken Slide #

Driving Innovation with Data
Competing on data and analytics

Managing data as a business asset
Created a data-driven organization

Forged a data culture
25% 50% 75% 100%

21%

24%

40%

41%

60%

Yes No
17https://anythingawesome.com Source: Big Data and AI Executive Survey by Randy Bean and Thomas Davenport:  www.newvantage.com 

2023
0%

25%

50%

75%

100%

technology people/process

79.8%

20.2%
80% of data challenges are people/process based! 

& 

DG is the only resource to address these challenges

7 Data Governance Definitions
• The formal orchestration of people, process, and technology to enable  

an organization to leverage data as an enterprise asset – The MDM Institute 
• A convergence of data quality, data management, business process 

management, and risk management surrounding the handling of data in an 
organization – Wikipedia 

• A system of decision rights and accountabilities for information-related 
processes, executed according to agreed-upon models which describe who can 
take what actions with what information, and when, under what circumstances, 
using what methods – Data Governance Institute  

• The execution and enforcement of authority over the management of data 
assets and the performance of data functions – KiK Consulting 

• A quality control discipline for assessing, managing, using, improving, 
monitoring, maintaining, and protecting organizational  
information – IBM Data Governance Council 

• Data governance is the formulation of policy to optimize, secure,  
and leverage information as an enterprise asset by aligning the  
objectives of multiple functions – Sunil Soares 

• The exercise of authority and control over the  
management of data assets – DM BoK
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Would  
you  
want  
your  
sole,  
non-

depletable, 
non-

degrading, 
durable, 
strategic  

asset 
managed 
without 

guidance? 

What is Data Governance?
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Managing 
Data 
with 

Guidance

Would  
you  
want  
your  
sole,  
non-

depletable, 
non-

degrading, 
durable, 
strategic  

asset 
managed 
without 

guidance? 

Data Governance is

© Copyright 2024 by Peter Aiken Slide # 20

Managing 
Data Decisions 

with 
Guidance

https://anythingawesome.com



Keep the proper focus
• Wrong question: 

– How should we govern all this data? 

• Right question: 

– Should we include this  
data item within the  
scope of our current 
data govenance  
practices?  

• Regardless of the decision, document why!
© Copyright 2024 by Peter Aiken Slide # 21https://anythingawesome.com

What is Strategy?

• Current use derived from military 
- a pattern in a stream of decisions  

[Henry Mintzberg]
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A thing



Every Day 
Low Price

Former Walmart Business Strategy
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Wayne  
Gretzky’s  
Strategy

© Copyright 2024 by Peter Aiken Slide #

He skates to where he 
thinks the puck will be ...

24https://anythingawesome.com



Strategy Example 3
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Good Guys  
(Us)

Bad Guys  
(Them)

25https://anythingawesome.com

Strategy Example 3
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Strategy Example 3
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Good Guys  
(Us)

Bad Guys  
(Them)
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Strategy Guides Workgroup Activities
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A pattern  
in a stream  
of decisions
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Executive data board

Oversee council

• Translate commonwealth goals to agency performance targets 
• provide resources 
• Remove organizational obstacles 
• appoint data governance council members 
• Oversee the data governance council 
• Oversee data sharing & analytics projects

© Copyright 2024 by Peter Aiken Slide #

Complex Data Governance EnvironmentComplex

Data Governance Council
• Liaise between agency operations & CDO 
• Advise CDO on technology, policy, and governance strategies 
• Administer data governance policies set by the board 
• implement data sharing & analytics projects 
• Review open data assets 
• Report progress & compliance to the Board

Advise CDO
29https://anythingawesome.com

Data sharing and analytics 
• Identify goals and objectives 
• Prioritize initiatives 
• Study & report 
• Recommend changes to budget and code

DATA COMMISSION

LEGISLATIVE

Region representatives

EXECUTIVE

JUDICIAL

Advise Governor

TRUSTEE

execute

• Define, approve, and communicate data strategies, policies,  
standards, rules, guidelines, & best practices 

• Provide a governance, policy, and technology framework 
• Define agency data governance responsibilities 
• Encourage & facilitate data sharing 
• Facilitate coordination to prevent duplication 
• Coordinate policy and technology proposals and recommendations 
• Administer and manage the commonwealth data trust 
• Track and enforce compliance and conformance 
• Oversee dissemination of open data

Your Data Strategy
• Highest level data guidance 

available ... 

• Focusing data activities on 
business-goal 
achievement ...  

• Providing guidance when 
faced with a stream of 
decisions or uncertainties
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• Data strategy most usefully 
articulates how data can 
be best used to support 
organizational strategy 

• This usually involves a 
balance of remediation and 
proactive measures



Hidden Data Factories
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https://hbr.org/2016/09/bad-data-costs-the-u-s-3-trillion-per-year

Work products are 
delivered to

CustomersCustomers

Knowledge Workers 
80% looking for stuff 
20% doing useful work

Department B 
1. Check A's work 
2. Make any corrections 
3. Complete B's work 
4. Deliver to Department C

Department A 
 
 
 

https://en.wikipedia.org/wiki/Theory_of_constraints

Department C 
1. Check B's work 
2. Make any corrections 
3. Complete C's work 
4. Deliver to Customer 
5. Deal with consequences

Poor data manifests as multifaceted organizational challenges

© Copyright 2024 by Peter Aiken Slide # 32https://anythingawesome.com



Poor data manifests as multifaceted organizational challenges
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Business 
Challenge

IT 
System

Business 
Challenge

Business 
Process

Business 
Challenge

IT 
Process

Business 
System

Business 
Challenge

IT  
Process

Business 
Challenge

IT 
System

Business 
Challenge

Business 
Process

Business 
Challenge

Poor results

Root cause 

analysis is 

part of data 

governance

Consistency Encourages Quality Analysis
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IT 
System

Business 
Challenge

Business 
Process

Business 
Challenge

IT 
Process

Business 
Challenge

Business 
System

Business 
Challenge

IT  
Process

Business 
Challenge

IT 
System

Business 
Challenge

Business 
Process

Business 
Challenge

Eliminating data debt requires a  team with specialized skills deployed to create a repeatable process and develop sustained organizational skillsets



Data Strategy and Governance in Strategic Context
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Data asset support for  
organizational strategy

Organizational 
Strategy

Data Strategy
Data 

Governance

What is the most 
effective use of steward 

investments? 
 

What the data assets do to 
better support strategy

How well the data strategy is working

Data 
Stewards

Progress, 
plans, problems

(Business Goals)

(Metadata)

(Metadata/ 
Business Goals)

Trusted Catalog

≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈
≈

Data Governance Role: Produce systemic organizational changes that impact 
 data and work practices over time
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– Increasing organizational data debt 

1. Keeping DG practically focused on strategy 
– This is a young profession and must 
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4. Data governance in action:  Storytelling  
• Take Aways

37

Key Elements of a 
Successful Data 

Governance 
Program

© Copyright 2024 by Peter Aiken Slide #https://anythingawesome.com

Program
• Data's Confounding Characteristics 

– Uneven understanding  
– Has lead fractured views of data and to  
– Increasing organizational data debt 

1. Keeping DG practically focused on strategy 
– This is a young profession and must 
– Directly support organizational strategy by 
– Improving data and its use in the short and long term 

2. DG must exist at the same level as HR 
– In order to achieve effectiveness,  
– DG is central to DM (and central to digitization efforts) 
– Must be de-coupled from IT strategy 

3. Gradually add ingredients (practicing and getting better) 
– Digital and data are dependent on high speed automation/data processing 
– Employ a DG Frameworks to refine focus 
– Plan to evolve (PDCA) 

4. Data governance in action:  Storytelling  
• Take Aways

38

Key Elements of a 
Successful Data 

Governance 
Program



Data is not a Project
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Common Organizational Data  
(and corresponding data needs requirements)

New Organizational 
Capabilities

Systems 
Development 

Activities

Create

Evolve

Future State

(Version +1)

Data programmes drive IT programs

Data evolution is separate from, 

external to, and precedes system 

development life cycle activities!

Data Management Data Governance Program

External Comprehension
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Sample from:  https://artist.com/kathy-linden/on-outside-looking-in/?artid=4385 

Everything Else Data

Data (blah blah blah)

Data Program
Most do not appreciate the 
difference between Data 

Governance and the other data 
stuff that needs to be done



Differences between Programs and Projects
• Programs are Ongoing, Projects End 

– Managing a program involves long term strategic planning and  
continuous process improvement is not required of a project 

• Programs are Tied to the Financial Calendar 
– Program managers are often responsible for delivering  

results tied to the organization's financial calendar 

• Program Management is Governance Intensive 
– Programs are governed by a senior board that provides direction,  

oversight, and control while projects tend to be less governance-intensive 

• Programs Have Greater Scope of Financial Management 
– Projects typically have a straight-forward budget and project financial 

management is focused on spending to budget while program planning, 
management and control is significantly more complex  

• Program Change Management is an Executive Leadership 
Capability 
– Projects employ a formal change management process while at the program 

level, change management requires executive leadership skills and program 
change is driven more by an organization's strategy and is subject to market 
conditions and changing business goals 

© Copyright 2024 by Peter Aiken Slide #

Adapted from http://top.idownloadnew.com/program_vs_project/ and http://management.simplicable.com/management/new/program-management-vs-project-management
41https://anythingawesome.com

Your data program 

must last at least as 

long as your HR 

program!

 
 
 

(Things that further)  
Organizational Strategy

DG Lighthouse Metaphors Provides Focus

© Copyright 2024 by Peter Aiken Slide #

(Occasions to Practice) 

Needed Data Skills
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Elevator Pitch
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An elevator pitch, elevator speech, 
or elevator statement is a short 
description of an idea, product, or 
company that explains the concept in a 
way such that any listener can 
understand it in a short period of time.  
(Wikipedia)

Data/Information

IT Project or Application Centric Development

© 
Copyright 

2024 by Peter 
Aiken

Slide #Original articulation from Doug Bagley @ Walmart 44https://anythingawesome.com

IT Projects

Strategy



This is the wrong way to think about data strategy
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Organizational Strategy 

IT Strategy 

Data Strategy
x
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Organizational Strategy 

IT Strategy 

This is correct …

© Copyright 2024 by Peter Aiken Slide #

Data Strategy
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Data/Information

IT Project or Application Centric Development
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IT Projects

Strategy

IT Projects

Data/Information

Data Centric Development

© 
Copyright 
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Strategy
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Garbage 
Digital  

Results
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Perfect  
Model
Data 

Warehouse
Machine 
Learning
Business 

IntelligenceBlock ChainAIMDMData 
GovernanceAnalyticsTechnology

GI➜GO!

Garbage  
Data

Garbage In ➜ Garbage Out!
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Garbage 
Digital  

Results

52https://anythingawesome.com

Perfect  
Model

Quality  
Data

Data 
Warehouse

AI
MDM

Analytics

Technology

Data 
Governance

GI➜GO!

Machine 
Learning

Block Chain

Business 
Intelligence

T h i s  i s  a l w a y s  t r u e !
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Perfect  
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Data 
Governance
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Perfect  
Model

Quality  
Data

Data 
Warehouse

AI
MDM

Analytics

Technology

Data 
Governance

GI➜GO!

Machine 
Learning

Block Chain

Business 
Intelligence

Regularized 
Quality 

Data Flows
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Quality 
Digital  

Results
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Perfect  
Model

Quality  
Data

Data 
Warehouse

AI
MDM

Analytics

Technology

Data 
Governance

QI➜QO!

Machine 
Learning

Block Chain

Business 
Intelligence

Only Now 
Can Outputs 
Be Evaluated

Our barn had to pass a foundation inspection

• Before further construction could proceed  
• It makes good business sense 
• No IT equivalent 
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Data Governance Frameworks

• A system of ideas for 
guiding analyses  

• A means of organizing  
project data  

• Priorities for data 
decision making  

• A means of assessing 
progress  
– Don’t put up walls until 

foundation inspection is 
passed 

– Put the roof on ASAP 

• Make it all dependent 
upon continued funding
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IT/Systems Development

Leadership 
(data decision makers)

Stewards 
(data trustees)

Participants/Experts 
(data subject matter experts)

Other Sources/Uses 
(data makers & consumers)

IT
/S
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Action

Resources

Ideas

Data/Feedback

Components comprising the data community
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Components comprising the data community
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Getting Started with Data Governance
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Assess context

DG roadmap

Policy/Standards Reqs.

Data Stewards

Operational processes

Executive mandate



© Copyright 2024 by Peter Aiken Slide # 61https://anythingawesome.com
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Evolve

Getting Started with Data Governance
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Assess context

DG roadmap

Policy/Standards Reqs.

Data Stewards Execute plan

Evaluate results

Revise plan

Apply change management

(Occurs once)

(Repeats)

Get better at this!

Operational processes

Executive mandate

https://en.wikipedia.org/wiki/PDCA
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– DG is central to DM (and central to digitization efforts) 
– Must be de-coupled from IT strategy 

3. Gradually add ingredients (practicing and getting better) 
– Digital and data are dependent on high speed automation/data processing 
– Employ a DG Frameworks to refine focus 
– Plan to evolve (PDCA) 

4. Data governance in action:  Storytelling  
• Take Aways
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Use Their Language ...

• Getting access to data around here is like that Catherine Zeta 
Jones scene where she is having to get thru all those lasers …
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Barclays Excel Spreadsheet Horror

• Barclays preparing to buy Lehman’s 
Brothers assets. 

• 179 dodgy Lehman’s contracts were 
almost accidentally purchased by 
Barclays because of an Excel 
spreadsheet reformatting error 

• A first-year associate reformatted an 
Excel contracts spreadsheet  
– Predictably, this work was done long after 

normal business hours, just after 11:30 p.m... 

• The Lehman/Barclays sale closed on 
September 22nd, 2008 

• the 179 contracts were marked as 
“hidden” in Excel, and those entries 
became “un-hidden” when when 
globally reformatting the document … 

• … and the sale closed …   
https://www.businessinsider.com/2008/10/barclays-excel-error-results-in-lehman-chaos
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Take Aways
• Need for DG is increasing 

– Increase in data volume 

– Lack of rigorous practice improvement 

• DG is a new discipline 
– Must conform to constraints 

– No one best way 

• DG must be driven by 4 key elements 
1. Keep DG practically focused on strategy 

2. Implement DG (and data) as a program not a project 

3. Gradually add ingredients 

4. Learn the value of stories/storytelling 

• The goal is to improve DG effectiveness and efficiencies (and the 
data itself) over time 

• The more data literate the organization, the easier the 
transformation
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Chapter Contents 

Chapter Overview 

This database ain’t big enough for the two of us  
– Bumpersticker seen on an automobile in Texas 

The bumpersticker should really have stated “There is no database big enough for two 
bosses.”  Importantly, 1) this has always been true, and 2) it means absolutely nothing 
to most of the public or much of IT.  Let’s address each of these separately.   

Just as in any situation where coordination, integration, and information are required, 
there must be one and only one individual implementing decisions to maintain 
integrity, continuity, and operational capabilities.  Required minimally from a change 
management perspective, this can always be used to justify DG in general.  Ask the 
skeptical:  how can any complex adaptive system function with multiple Chiefs? 

The public and unfortunately too many in business and IT do not understand this sort 
of basic law of (data) nature.  Because they are not data literate, when someone 
proposes having multiple chiefs for database operation, or that group X should ‘own’ 
dataset Y, or that the DG group should report to the CIO–they do not know these are 
not a workable concepts! 

DG is not focused primarily on databases, clouds, or 
other technological ephemera.  Instead the DG 
framework must be understood identically by business 
users, systems personnel, and the systems themselves 
(as shown to the right).   This essential, metadata-
based communication is at the heart of any enterprise 
operation.  DG removes barriers to data efficiencies, 
allowing organizations to function more effectively 
and efficiently.  Resources consumed by bad data 
practices can now be used to support the mission.  

Chapter Overview  1
Why does data need to be governed?  2
Who needs to be involved in DG?  5
When is it appropriate for organizations to invest in DG?  5
Where should organizations get started with DG?  6
How should organizations apportion their DG efforts over time?  7
What organizational needs does DG fill?  9
Chapter Summary 22
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Increasingly organizations are attempting to do ‘more’ with data.  This represents the 
other strategic dimension, innovation.  By definition, most attempts to innovate will 
fail–so the lessons learned by becoming more effective and efficient, will also help in 
this innovation dimension.  Innovating with data requires programmatic support for the 
efforts–well supported by data infrastructure and mature organizational data practices.   

It is the responsibility of DG programs to manage this and other delicate balancing acts 
required to successfully contribute to better organizational use of data.  DG is a 
comparatively new, certainly unstandardized, and under-studied topic.  While some 
excellent DG programs are maturing, the majority have not.  This leaves individuals and 
organizations the sequential tasks of:  

1. learning about data (and then)  
2. learning about their data (next)  
3. developing plans to increase the data literacy of their executive leadership (then)  
4. their knowledge worker population (before expecting to)  
5. make progress faster and further with data. 

This chapter takes you through the who, what, where, when, why, and how of DG.  It 
provides a common-basis for building individual and organizational knowledge of this 
topic–starting with the why–the motivation for DG–followed by the who, when, and 
where.  The how section is a bit longer and the bulk of the remaining material 
concentrates on the what–a way to successfully start to govern subsets of your data.   

Most organizations should not attempt to govern all of their data.  Successful DG 
program goals include subsetting their data into essential and non-essential data.  
Governing the essential subset and ignoring (or better still removing) the rest reduces 
the size of the challenge.  Since the definition of an organization’s essential data will 
differ from organization to organization, the governed data will also differ among 
organizations.   

One quick word about the use of the term bespoke in the title.  It is of course 
deliberate.  The only way that your organization can use data to better support 
organizational strategy, is to use your data in support of your strategy using the 
capabilities that you currently have.  Cookie cutter methods will not help your 
organization learn about your data! 

Why does data need to be governed? 

A friend was speaking with an organization on data matters and noticed that the urinals 
in the restrooms all had unique numbers.  Presumably this was in case of malfunction 
so that the specific instance could be more rapidly identified.  Of course my friend 
used a suitable-for-work (as opposed to not-suitable-for-work) photograph to make a 
point to leadership that (at least for this organization) it was worthwhile to keep 
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maintenance histories of this equipment type.   Ironically, it was noted that the 
substance of the discussion for which my friend had been invited was whether 
the organization should maintain similar information about their organizational 
data assets.  The photo provoked a nice motivational discussion with a 
decision to proceed with DG as the outcome.   After all, if we are going to 
govern our restroom facilities, shouldn’t we also govern our data assets? 

Writing as a deeply, industry-immersed university professor, I can say that the academic 
community has failed its customers with respect to integrated data knowledge.  For 
generations we have graduated students who have become leaders in business and IT.  
The only class taught about data was really about database development.  Smart 
students who placed their trust in the educational system, were educated that the only 
concept they needed to learn about data was how to build new relational databases!  
No one should be surprised that one of the major DG challenges is that far too many 
poorly designed databases clutter most organizations or (more increasingly) their 
clouds.   As Abraham Maslow stated:  “If the only tool you know is a hammer, every 
problem looks like a nail.”   

When considering the asset itself, data has a unique collection of properties including 
the following from Doug Laney.  Data: 

• Does not obey all of the laws of physics 
• Is not really visible 
• Is non rivalrous (many can use it at once) 
• Costs of providing an additional copy are zero 
• Is non depleting 
• Does not require replenishment 
• Is regenerative  
• Has low inventory and transportation/transmission costs  
• Is more difficult to control and own that other assets 
• Can be eco friendly  
• Is impossible to clean-up if you spill it.  1

When considering career fields and learning experiences, not all data professionals 
take similar paths.  For example, data scientists often discover useful data maintenance 
utilities instead of learning that various classes of tools exist and when to apply each as 
part of their educational programs. For many, data is like the story of the blind men and 
the elephant and collectively it is DG responsibility to shape this understanding into an 
organization-wide perspective. 

For these and other reasons there continues to be questions as to whether data 
processing should continue to be part of IT or of the business or o special operations 

 See Datanomics by Doug Laney Routledge Publishing 2017 ISBN 11380903871
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such as finance and risk?  While the Federal Government resolved this issue correctly 
with new FEPA legislation, the jury is still out on the rest of the world.  Currently it is 
comprised of ⅓ of each type:  one-third reporting to CIOs; ⅓ reporting to CEOs; and ⅓ 
reporting to CFOs/CROs. 

Long lasting consequences of poor data decisions? 

Unfortunately, short-term application-centric thinking  has dominated, relegating 2

development of data products to subsets of ERPs, digitization initiatives, or cloud 
hosted projects (to name just a few types).  Virtually none of the popular software 
integration packages from the major vendors have escaped the long-term 
consequences of inadequate data Design (big ‘D’ is used to emphasize the entire 
lifecycle).  These well documented imperfections are locked in for life-wrapped as they 
are, in a dense set of application constructs interwoven with the imperfect data model.  
Worse still, the corrections to the organization’s data and processing are layered on as 
additional code–complicating the apps still further.  The vast majority of database 
functionality is not used beyond table-handling.  In this manner, developers restrict any 
subsequent data investment benefits and decrease data leverage potentials.  At the 
very least, DG must illustrate and resolve the 20-40% of IT budgets that are devoted to 
data evolvution: 

• Data migration (Changing the data location) 
• Data conversion (Changing data form, state, or product) 
• Data improving (Inspecting and manipulating, or re-keying  

data to prepare it for subsequent use) 

None of these are accounted for in the usual (and very important) data storage costs–
measure. DG must also articulate these various costs and tradeoffs associated with 
increased data rigor (or the risks of not doing so) to the rest of the organization. 

Mounting data debt 

The failure to do any of this has caused organizations to pay to accumulate large 
amounts of data debt.   (Yes, the indignity that your own organization is creating data 
pollution that is directly harmful to its operation should be professionally 
embarrassing!)  It is not easy to visualize the cost of data debt but the phrase many 
many many unnecessary paper cuts describes the situation well.  Data debt slows DG 
efforts making everything slower, of lower quality, cost more, or present increased risks. 

Data debt is like quicksand that mires down all efforts.  Defined simply, data debt is:  
the time and effort it will take to return your data to a governed state from its likely 
current state of ungoverned.  A quick back of envelope calculation of data debit can be 

 See The Data-Centric Revolution: Restoring Sanity to Enterprise Information Systems by Dave McComb Technics Publications ISBN 16346254042
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done using the data storage costs that are perhaps the most tangible and objective 
data measure.  At least 20% of that data is redundant, obsolete or trivial (or ROT).   

The good news about finding and eliminating data debt is that things can get faster, 
better, or cheaper.  The bad news is that new skillsets are required of the DG team and 
that diagnostic and analytical systems thinking still requires annual proof of value.  The 
knowledge-base of grey-beards who know how to apply these skills is shrinking as 
these individuals are judged expensive and encouraged to retire.  

In summary, data needs to be governed because society was not taught that it required 
specific treatment until it was too late.  Because individuals do not know that they do 
not know, it has been difficult to educate them to the need.  By focusing on concrete 
results, organizations have better success making the case that an investment in DG will 
benefit the organization in specific measurable ways. 

Who needs to be involved in DG? 

Unfortunately at many organizations, everyone has been responsible for data quality 
and this approach has produced the current unsatisfactory state.  It is critical to start 
DG educational efforts with executives because 1) they are willing to invest in learning 
and 2) their data decisions have the greatest impact on the organizational data 
practices.  The next goal for all DG programs is to also increase the data literacy of all 
organizational knowledge workers. 

As illustrated, DG efforts are 
generally built on an IT provided 
support/foundation/
infrastructure.  A leadership 
component provides resources 
and clears barriers for the effort.  
Primary functions are (ideally full-
time) data stewards who provide 
guidance and design/implement 
decisions.  Typically these two 
groups form the basis for DG 
organizations.  Also, highly 
involved (and incorporated) are various SME or subject matter experts who know the 
required data and processing details.  Then of course there is everyone else.  As noted, 
DG efforts need to be integrated with both organizational and IT governance. 

When is it appropriate for organizations to invest in DG? 

By now I hope that you agree this is a silly question.  The 20-40% of IT costs 
(referenced previously) is easily gauged.  As the maturity of the DG practice matures, 

13155 Country Garden Lane Montpelier Virginia 23192 peter.aiken@anythingawesome.com +1.804.382.5957 Date:  Monday, January 30, 2023



Introduction to Data Governance (DG): A bespoke program is required for success Page  of 6 22

processes can be optimized for key operations.  By keeping disciplined measures, 
organizations have developed expertise in these practices.  Keeping the focus on a 
integrated full time team permits the case to more easily be made when timing 
investment in a second or third DG team. 

Digital and data are dependent on high speed automation/data processing that 
requires significant amounts of organizational data literacy, data standards use and 
quality data supplies.  Continue to evaluate and evolve DG frameworks to refine the 
organizational focus.  Over time this approach should evolve into the standard Deming 
plan, do, check, act (PDCA) cycle.   An incomplete list of potentially useful standards 3

that can be created with the required measurable controls is listed below. 

• Access standards 
• Change management  
• Security 
• Storage 
• Reporting 

• Classifications 
➡ Secure  
➡ PII 
➡ Competitive advantaged 
➡ Public 

Where should organizations get started with DG? 

DG is a rare triple benefit capability that helps refine data strategy, improve the quality 
of the players, and improves data used to support the mission.  However, getting 
started with DG can be and has been accomplished by a moras of ill-defined and 
vendor specific methodologies–most of which have no reported research results.   

An easily understood model (the theory of constraints  or TOC) views programmatic 4

data support as a manageable system.  The system is limited in achieving more of its 
goals by a small number of constraints.  There is always at least one constraint, and 
TOC uses a focusing process to identify the greatest constraint and restructure the rest 
of the organization to address it.  TOC adopts the idiom that "a chain is no stronger 
than its weakest link," and processes, organizations, etc., are vulnerable because the 
weakest component can damage or break them and adversely affect the outcome.   

Key is to visualize the various data flows through the organization and understand the 
value of controls in relation to various processes, risks, outcomes, and performance.  
The costs of various blockages can be ranked and estimated.  What changes made at 
the data level could most help the organization achieve its strategic goals? 

Iterative problem solving provide additional benefits beyond challenge solutions.  
Team problem solving enables increased organizational data literacy and some go as 

 https://en.wikipedia.org/wiki/W._Edwards_Deming#PDCA_myth3

 https://en.wikipedia.org/wiki/Theory_of_constraints4
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far as considering these capabilities their ‘secret sauce.’ It just makes sense to support 
a group of individuals who possess knowledge of your data and its uses. 

Focus first on organizational strategy.  Understanding intricately, the data flow 
supporting increasing performance, decreasing costs, impacting times, and better 
managing risks. Identify the various types of organizational challenges sharing the same 
data or (better still) data errors.  These become the focus of the first iteration of a data 
strategy cycle.  It is overseen by the DG program and coordinated to be most 
collectively helpful to organizational as well as IT strategy.  Ensure you complete a full 
cycle to include feedback/improvement/lessons learned/organizational memory/
change cycle components.  Heavily incorporate the use of ‘branded’ data checklists 
and standard control development. 

And then (as it says on the shower 
bottle) lather, rinse and repeat.  This is 
really to only way to escape the bad 
data cycle.  IT and business decision 
makers are not knowledgeable about 
data and good data practices.  They 
make poor decisions about data that 
result in poor treatment of 
organizational data assets and poor 
quality data.  Both of these lead to 
poor organizational outcomes. 

How should organizations apportion their DG efforts over time? 

Data debt’s impact 

Over time, organizational data debt clogs value-adding pathways in a manner similar to 
the 40% of the internet that is now clogged with malware.  Data debt is responsible for 
inflicting uncounted tiny hidden data factories  on organizational performance-making 5

everything cost more, take longer, deliver less, and at increased risk.  Eliminating data 
debt requires a team with specialized skills deployed to create a repeatable process 
and develop sustained organizational skillsets. 

A major motivation for increasing the data literacy of all knowledge workers comes 
from the fact that most organizational challenges come filtered through various IT and 
business practice combinations.  The reason for multitude of paper cuts, is that the DG 
challenges are filtered through various business processes and IT systems.  As a result, 
common challenges go unrecognized with each instance requiring treatment instead of 
correcting the underlying data challenge.  

 https://hbr.org/2016/09/bad-data-costs-the-u-s-3-trillion-per-year5
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A key aspect is to evaluate your architectural abilities to build/evolve towards 
organizational data capabilities in a 3-step process.  First, you need to improve the 
quality of existing organizational data.  Too many organizations do not have enough 
information about the quality of their existing data.  These data quality challenges fall 
into two categories:  practice-related data quality challenges and structure-related data 
quality challenges.  Second, the framework must support your efforts to increase the 
data literacy of literally your entire executive team and knowledge worker population 
and especially those who already practice data.  Finally, only when you have improved 
your data and your organization’s ability to work with data, can you hope to improve 
the way that data supports your organizational strategy. 

Proactive versus reactive DG 

One rather traditional realization (almost a rite of passage) is that what ever changes 
are made to the organizational data practices might take literally years to be able to 
exploit it.  In CIO terms, it can often be a successors, successors, successor that will 
benefit from DG initiatives.  As this realization sets in (that time equals years), DG 
initiatives come under pressure to ‘do something more quickly.’  As illustrated, a 
secondary capability is established to more effectively produce results as a result of 
direct intervention or Data Improvement Projects (DIPs). 
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MacGyver abilities 

While perhaps not widely acclaimed, the 1980’s TV series MacGyver became shorthand 
for an non-traditional and innovative problem solver who always carried a Swiss Army 
knife.   In the same manner, the DG program must imagine itself as the ‘help desk’ for 6

organizational data.  Literally all data challenge solutions should be minimally 
coordinated and, in many instances, led by DG.  The key is to develop new data 
capabilities within a dedicated group focused on organizational data governance.  
Have this group focus on and conquer a series of DG challenges, producing positive 
ROI numbers. 

What organizational needs does DG fill? 

It is useful to describe the organizational needs that DG fills.  These include: 

• Improving the way that data is treated as an asset 
• Available but not widely known research results 
• Using data to better to support the organizational mission 
• Using data strategically 

 https://en.wikipedia.org/wiki/MacGyver6
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Improving the ways that data is treated as an asset? 

One of the primary challenges for organizations is to learn how data requires specific 
considerations.  If you consider data as an asset (and currently most business leaders 
do not yet do so) then one should expect that it would be treated as other 
organizational assets.  I use a series of questions developed by my colleague Dr. 
Christopher Bradley to help organizations determine whether their data is maintained 
as an asset.  They are: 

1. Do you have executive positions to support data as an asset? 
2. Does the organization track usage of this asset? 
3. Are organizational or fiscal controls in place to manage this asset? 
4. By and large, are these controls actually executed? 
5. Is there general acceptance of the need to manage this asset?   

(i.e., do people "get it”?) 
6. Do serious discussions about this asset feature on the agenda of senior 

management meetings?  

Using this rather obvious set of criteria, it is easy to determine that most organizations 
are not treating data as an asset but so far we do not survey results on this particular 
measurement.   

Available but not widely known research results 

As referenced above, there is a dearth of knowledge about data much less data 
governance.  On that note however, we do have access to two solid lines of research to 
which I will refer through out this chapter.  The first is in the form of the annual (2013-
today) data practices surveys conducted by New Vantage Partnerships and are 
reference able at:  https://www.newvantage.com/thoughtleadership.  Annually several thousand of 
the same or similar organizations have been asked the same questions repeatedly 
providing pictures of how issues are considered over time.  Results reproduced here 
will be referred to as New Vantage.   A second set of research results come from the 
collaboration (called the Data Literacy Project) between Accenture and Clique.  These 
results will be referenced as Data Literacy Project and are reference-able at:  https://
thedataliteracyproject.org/.  These two efforts have provided a good framework that can be 
used to dive further into research in this area. 

One of the New Vantage results has been:  what percentage of your data challenges 
are people/process related versus technology challenges?  The consistent answer (see 
figure) continues to surprise:  not once since 2018, has the percentage of technology 
challenges risen to above 20%.  This means that for more than six years, everyone 
should have known that the people/process dimension of DG represents the largest 
challenge.  Yet very little organized research beyond surveys has been conducted into 
this area. 
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Consider please, what group in your organization is charged with decreasing the 
number and impact of people and process-oriented data challenges?  This is precisely 
the role that your DG organization must address in your organization.  If not DG then 
whom in your organization is responsible for improving the people and process 
aspects of your data operations? 

It is crucial that DGs provide a wholistic view of minimally the above detail but also 
include data’s role in the organization, how individuals can assist, and where to go for 
more information. 

Using data to better to support the organizational mission 

This section’s title:   using data to better to support the organizational mission must 
be the mission of any DG program.  But first a specific word about data ownership (bad 
concept) and Data requirements ownership (good concept). 

Avoid a first (and always a major) misstep:  trying to assign data ‘ownership.’  While it is 
tempting to “establish data owners” as a goal of data governance–it is usually a bad 
idea.  However, many are familiar with the process architecture practice. It correctly 
embraces and leverages the term “process owner” as the single individual responsible 
for the integrity of the process design, implementation, and improvement.   

While it makes intuitive sense, the concept of data ownership has caused more DG 
effort to fail than any other.  As soon as you allow an under-informed individual (or 
group) to ‘own’ any data items, they begin to make decisions about the data that 
optimize it from their local perspective.  If your organization does not formally manage 
a process architect, skip to the next paragraph.  If it does, careful analysis will yield 
maintainable, high level process/data interaction matrix called a CRUD matrix–showing 
data/process interaction by access type.  (CRUD matrices such as the one illustrated 

13155 Country Garden Lane Montpelier Virginia 23192 peter.aiken@anythingawesome.com +1.804.382.5957 Date:  Monday, January 30, 2023



Introduction to Data Governance (DG): A bespoke program is required for success Page  of 12 22

show business processes and their activity type Creating, Reading, Updating, and 
Deleting various data items–example also courtesy of Dr. Christopher Bradley).  

If nothing else, these maintainable metadata collections show the interdependencies:  
data exist only to be consumed by various business processes and only purpose for a 
business process to exist is to produce data to be consumed by another business 
process.  If you do not have an organization CRUD matrix hand and need to shut down 
any data ownership conversations, ask the question:  “To whom does the data that 
accounting stewards belong?”  Since accounting processes data from across the 
organization, a case could be made that accounting ‘owns’ much organizational data. 

The reason data ownership is such problematic concept is that data persists across 
business functions.  Ownership would only apply to a specific data processing stage.  
Instead of asking the question, “who are the data owners?” the statement should be 
that all data belongs to the organization!  At best, ownership could only be limited to 
specific lifecycle phases. 

If the organizational culture requires use of the word ownership, then allow ownership 
of the data requirements!  Local expertise should be used to specify the size and 
shape of the specific data items required to perform organizational functions at various 
stages of data at it is processed.   

The role of DG frameworks 

All evidence to-date points to frameworks has being useful as: 

• System of ideas for guiding subsequent analyses  
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• Means of organizing measures, project data, and then assessing progress 
• Evaluating priorities for data decision making  
• Assessing overall functionality 
• Moving towards a determination of ROI  7

For example, a building construction conceptual framework would incorporate bits of 
wisdom such as: 

• Don’t put up walls until foundation inspection is passed 
• Put the roof on ASAP so that work can proceed in inclement weather 
• Make it each construction phase dependent upon continued funding by passing a 

series of checkpoints 

Much has been written about data governance frameworks.  I have seen research 
proposals that anticipate evaluating one type of framework against another.  It is far to 
early to start to ‘type’ DG frameworks.  Non-standard understanding of terms and data 
concepts lead to ‘results’ of the sort that were popular at the start of the CDO 
movement.  (Note:  researchers have tried and failed to establish correlations between 
having a CDO and organizational financial performance–similar specious results can be 
expected until the entire DG profession matures.) 

Use the existing DG frameworks to envision what your program should look like given 
your organizational needs.  ‘Try each of them on’ conceptually and discuss the 
suitability of each for your organization.  Since no two organizations are alike, each 
organizational DG program must be custom fitted to the organization rather like 
getting fitted for a suit.  The word “bespoke” well describes the design of DG 
programs that provide good returns on  organizational DG investments.   

It is quite useful to view representations of various approaches to DG in the same 
manner that an architect presents sketches of a future building to prospective funders.  
The utility of DG frameworks generally stops at this point.  There are essentially few 
types of DG frameworks in popular use.  (Note:  you can see representations of many 
these at:  https://anythingawesome.com/DataGovernanceFrameworksCollection.html)  All subsequent are 
theme and variations on these.  Pay no attention to ‘proprietary’ methods.  The goal is 
to give you something to compare, contrast and consider when designing the first 
version of your DG organization.  (Note:  This first version will evolve to a second and 
third as the organization; DG practices should mature and evolve over time.) 

This is where the concepts of stewardship and fiduciary responsibilities come into play.  
Stewardship in this concept is derived from the definition:  a person employed to 
manage another's property.  Fiduciary is used to describe the nature of the relationship 

 Interestingly, ROI means risk of incarceration to most DG professionals.7
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as involving trust, especially with regard to the relationship between a trustee and a 
beneficiary.  This is accompanied by specific duties. 

RELATED TERM DEFINITIONS 

It is now time to introduce a few terms to show both the evolution/etymology of the 
term DG and the most useful definition of DG. 

Let’s start with the term governance:  “Governance is the process of interactions through the laws, norms, 
power or language of an organized society over a social system (family, tribe, formal or informal organization, a territory or 
across territories). It is done by the government of a state, by a market, or by a network. It is the decision-making among 
the actors involved in a collective problem that leads to the creation, reinforcement, or reproduction of social norms and 
institutions” (https://en.wikipedia.org/wiki/Governance) 

Corporate governance is next.  Below are three good definitions highlighting different 
aspects of this evolving concept. 

• "Corporate governance - can be defined narrowly as the relationship of a company to its shareholders or, more 
broadly, as its relationship to society….",  Financial Times, 1997.  

• “Corporate governance deals with the ways in which suppliers  
of finance to corporations assure themselves of getting a return  
on their investment”, The Journal of Finance, Shleifer and Vishnu, 1997. 

• "Corporate governance is about promoting corporate fairness,  
transparency and accountability" James Wolfensohn, World Bank, President Financial Times, June 1999.  

Note that the concept of corporate governance is evolving.  Just before the pandemic, 
Jamie Dimon (then head of Chase), led a group of CEOs to proclaim “Maximizing 
shareholder value can no longer be a company’s main purpose.”   Similarly, the 8

concept of DG continue to evolve. 

Well if corporate governance exists then certainly IT governance should be a useful 
concept?  It is and is defined as "Putting structure around how organizations align IT strategy with business 
strategy, ensuring that companies stay on track to achieve their strategies and goals, and implementing good ways to 
measure IT’s performance.  It makes sure that all stakeholders’ interests are taken into account and that processes provide 
measurable results. (https://en.wikipedia.org/wiki/Corporate_governance_of_information_technology) 

IT governance frameworks should answer some key questions, such as how the IT 
department is functioning overall, what key metrics management needs and what 
return IT is giving back to the business from the investment it’s making.  Included are 
typically foci on:  

• Strategic Alignment 
• Value Delivery 

 https://www.marketwatch.com/story/maximizing-shareholder-value-can-no-longer-be-a-companys-main-purpose-business-roundtable-2019-08-19 8
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• Resource Management 
• Risk Management 
• Performance Measures 

IT governance is an established discipline with common vocabulary and understanding 
among those who participate.   Of note is the fact that data practices are not typically 9

included as a topic under IT governance or are lightly treated.  This may account for or 
reflect the current slowly maturing state of DG practices. 

Data governance has suffered from both too many definitions and inaccessible (by the 
business) terminology.  However, auditors easily get the concepts.  Below are some 
standard definitions of DG. 

• The formal orchestration of people, process, and technology to enable an organization to leverage data as an 
enterprise asset – The MDM Institute 

• A convergence of data quality, data management, business process management, and risk management 
surrounding the handling of data in an organization – Wikipedia 

• A system of decision rights and accountabilities for information-related processes, executed according to agreed-
upon models which describe who can take what actions with what information, and when, under what circumstances, 
using what methods – Data Governance Institute  

• The execution and enforcement of authority over the management of data assets and the performance of data 
functions – KiK Consulting 

• A quality control discipline for assessing, managing, using, improving, monitoring, maintaining, and protecting 
organizational information – IBM Data Governance Council 

• Data governance is the formulation of policy to optimize, secure, and leverage information as an enterprise asset by 
aligning the objectives of multiple functions – Sunil Soares 

• The exercise of authority and control over the management of data assets – DM BoK 

Technically they are all correct but imagine the following scenario.  Stepping onto an 
elevator for a minute-long ride and an executive enters the car.  As the doors close the 
executive turns and says, “I’ve heard you are working on DG.  Can you tell me what it is 
- I’m confused?”  Imagine responding with “DG is the exercise of authority and control 
over the management of data assets.”  Do you think the executive would 1) find the 
answer useful and 2) think well of your ability to communicate this concept?   

I think the answer no to both questions.  A better response to the executive is:  “DG is 
about managing data with guidance.”  Short and to the point, this definition 
incorporates self explanatory motivation.  When I provide this information (the 
definition of DG) to most executives, their first question to me is:  “So we have not 
been managing our data with guidance?”  The answer usually is:  “Only recently have 
we been managing our data with guidance.”  Of course the eternal hope is that the 
executive will be curious to learn more and present an opportunity to become more 
data literate.  Subsequent conversation topics could include: 

 https://en.wikipedia.org/wiki/Corporate_governance_of_information_technology9
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