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Why do we need data stewardship as a role?
— Definitions: Stewardship, data stewards, data debt
— The role of strategy

— Data architecture = strategic focus implemented by stewards
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What are they supposed to do?

— Resolve prerequisite challenges stemming from data deb
— Data stewardship framework

— Fire station model (Reactive & proactive foci)

— Stewardship role (in context of data governance)
Assigning data stewards (tangible improvement)
— Start simply

— Differing cadence (Need for different structural approach)
— Foundational prerequisites

— Need for simplicity, agility, practice

Take aways =» Q&A
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Question?

How many starting versus how many re-starting?

STARTING OR RESTARTING

(QSMA Jtepara
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Definitions %

Steward

3/ a person employed to manage another's property, jespecially a large house or estate.
— synonyms: (estate) manager, agent, overseer, custodian, caretaker; historical "the steward of the estate"
— a person whose responsibility it is to take care of something."farmers pride themselves on being stewards of the countryside"

Stewarding

2. manage or look after janother's property).

Data Steward

Manage data assets on behalf of all stake holders and in the
best interests of the organization (McGilvray, 2008)

Represent the interests of all stakeholders and take an enterprise perspective

Have dedicated time enough to be accountable and responsible
Trust

Firm belief in the reliability, truth, ability, or strength of someone or something (google.com)
Fiduciary

Involving trust, especially with regard to the relationship between a trustee and a beneficiary (google.com)

o g i

Steward, Data

one who actively directs the use of
organizational data assets in support
of specific mission objectives

INTERNATIO

STEWARDS pay




Reference instead the term:
Fiduciary relationship or
Sneak of owning data requirements

uizw._:@

Confusion as to data responsibility

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?"




=

¢ It i®het as easPton
“visuatlize thé cost. of§
~ 5 DataDebfy | ¥

i M

How to Get Rid of
Your Data Debt

Five steps to identify, classify and
eliminate excess data

© TACKLE YOUR DEBT
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VALUE REALIZATION
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Fiduciary Relationship
What is a Fiduciary?

— Afiduciary is a person who is legally obligated
to act in the best interest of the
individual, group, or company.
This includes:

— Lawyers

— Trustees

— Doctors

— Accountants

— Corporate directors
Legal guardians

Three top duties

— The Duty to Act in Good Faith “ —WnM

— The Duty of Care

— The Duty of Loyalty o

Fiduciaries have legal and ethical standards
that they must adhere to

o .' o https://mint.intuit.com/blog/planning/what-is-a-fiduciary/
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Doing a poor job with data
Failure to understand data models of
proposed and existing software/services
— Locks in imperfections for the life of the application
— Restricts data investment benefits
— Decreases organizational data leverage
Accounts for 20-40% of IT budgets
devoted to evolving
— 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)

Bad data models cause everything else to
— Take longer
— Cost more

— Deliver less
— Present greater risk (with thanks to Tom DeMarco)
@ g

Forbes
American Airlines ~ $6b United Airlines ~ $9p
market value market value
ARdvantage valued MileagePlus ~ $22h
between $19.5-$31.5h

How Airlines Make Billions From
Monetizing Frequent Flyer
Programs

JT Genter Advisor Contributor
Advisor Contributor Group @
Personal Finance

= ‘.: B https://www.forbes.com/sites/advisor/2020/07/15/how-airlines-make-billions-from-monetizing-frequent-flyer-programs/?sh=66da87a614e9 16




The Role of Strategy

IT Strategy

Data Strateg

-3



This is correct ...
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Organizational Strategy

What is Strategy?

Use over time for: Strategy

Mentions

strat-e-gy

/ stratejé/ 1800 1850 1900 1950 2

noun

1. a plan of action or policy designed to achieve a major or overall aim.
‘time to develop a coherent economic strategy”

synonyms: master plan, grand design, game plan, plan (of action), action

r plan, policy, program; More

Current use derived from military (_.(_:
- a pattern in a stream of decisions v
[Henry Mintzberg] .
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Former Walmart Business Strategy

Every Day

ow Price
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Strategy in Action: Napoleon faces a larger enemy

Question?

— How do | defeat the competition when their forces
are bigger than mine?

Answer: % LINES OF SUPPLY

— Divide T BRUSSELS
and =)
conquer!

— “a pattern
in a stream
of decisions”

o} . & 2

BRUSSELS
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Complex Strategy
First

Complex Data Governance Environment

/

DATA COMMISSION

~

[ EXECUTIVE ] Data sharing and analytics
* Identify goals and objectives
- - * Prioritize initiatives
| Region representatives I + Study & report
» Recommend changes to budget and code
[ LEGISLATIVE ]
[ JupiciaL

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

\

J
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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 shariné;

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

4 )

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

NG

Executive data hoard

J

28



A pattern
In 3 stream
of decigions
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Corporate Governance

"Corporate governance - which
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 is about
promoting corporate fairness,

transparency and accountability" ¥,
James Wolfensohn, World Bank,

President Financial Times, June 1999.

“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 Vishny,
1997.

586

31

Maxlmlzmg shareholder_value_can nb
longer be a company’s main purpose: top
CEOs

Published: Aug 24, 20192 1:00 p.m. ET

CEOs split from a Milton Friedman mantra, expanding their view of all stakeholders
that matter — including workers




IT Governance

IT Governance Institute, 5 areas of focus:

-3

"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.

Framework 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." cio magazine (May 2007)

Strategic Alignment

IT

Value Delivery Governance :
Resource Management Information IT Risk

. SeCUl’ity Managemeﬂt
Risk Management Management

Performance Measures

7
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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

34



Elevator Pitch

An elevator pitch, elevator speech,
or elevator statement is a short
description of an idea, product, or
company that explains the conceptin a
way such that any listener can

understand it in a short period of time.
(Wikipedia)

o Ask .
Anyonel!




Go Ask
Anyonel!”

Data/Feedback

Leadership Other Sources/Uses g
(data decision makers) (data makers & consumers) olE
Q
2lla
g . A
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© o ] )
o 2 c o
© =
. . (O]
Stewards Participants/Experts »
(data trustees) (data subject matter experts) -
Glossary ) 2
Data Dictionary =
Catalog 8

IT/Systems Development
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Architecture
Things

— (components)
data structures

The functions of the things

— (individually)
sources and uses of data

How the things interact

— (as a system, towards a goal)
Efficiencies/effectiveness

.@Q:@

Common vocabulary expressing
integrated requirements ensuring that
data assets are stored, arranged,
managed, and used in systems in

support of organizational strategy
[Aiken 2010]

40



Understanding = |nteroperabili_&/ty_’

A specific definition
‘Understanding an architecture’

Documented and articulated as a
(digital) blueprint illustrating the
commonalities and interconnections
among the architectural components

Ideally the understanding
is shared by

— Business
— Technical

— Systems

@':_@
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Architectures: here, whether you like it or not

-3

All organizations
have architectures

— Some are better
understood and
documented (and
therefore more
useful to the
organization) than
others

43

-3

All organizations
have
architectures

— Some are better
understood and
documented (and
therefore more
useful to the
organization) than
others

44
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Program verview

Why do we need data stewardship as a role?
— Definitions: Stewardship, data stewards, data debt
— The role of strategy

— Data architecture = strategic focus implemented by stewards

- What are they supposed to do? .
— Resolve prerequisite challenges stemming from data debt a slﬂwa,”
— Data stewardship framework ”eiilli”g s:
— Fire station model (Reactive & proactive foci) a’lﬂ

\_ — Stewardship role (in context of data governance) 4s's.iglli”g
Assigning data stewards (tangible improvement)
— Start simply

— Differing cadence (Need for different structural approach)
— Foundational prerequisites

— Need for simplicity, agility, practice
Take aways = Q&A
o8¢

ITL DATAVERSITY
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Reference instead
the term: fiduciary
relationship

Its Mine Its Mine
Q Its Mine : :

BT

@~Q=@
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Fiduciary Relationship

®0e

What is a Fiduciary?

A fiduciary is a person who is legally
obligated to act in the best interest of the
individual, group, or company. This
includes:

Lawyers

Trustees

Doctors
Accountants
Corporate directors
Legal guardians

Three top duties

The Duty to Act in Good Faith
The Duty of Care
The Duty of Loyalty

Fiduciaries have legal and ethical
standards that they must adhere to

Fivuct ~Wan(

https://mint.intuit.com/blog/planning/what-is-a-fiduciary/ W7

Data / Information Gap

®0e

Overly dependent upon:

Human-beings

Wetwear

Knowledge workers

Informal communications

Often described
as the weakest link

TIirrit

48
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(Especially at first) stewards require a united purpose

Enable the organization to better use its data
in support of the mission

49

Data Governance Frameworks

o5& @

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

50



A Framework For Stewardship

9. Delivering Results

Demonstrating
commitment and
urgency through

delive
8. Raising A

Awareness
Championing
stewardship and the
common good

7.Vulnerability & .
Maturity
Being authentic and
open to learning
from others

STEWARDSHIP

6. Risk-Taking &
Experimentation
Courageousness

from openness to -
new ideas 5. Shared Vision

Clarity of vision and
commitment to a

/1. Personal Mastery

Personal growth and

enhancement: abilities

and capabilities

2. Personal Vision
Clarity of vision
and commitment

through action

3. Mentoring
Paying attention

and responding to
" the needs of others

4.Valuing Diversity> \
Purposefully seeking

out valuing different
_ inputs and people -

just society
A Framework For Stewardship
i} ' @ from https://www.trainingjournal.com/articles/feature/stewards:i:)
A Framework for Data Stewardship
Organizational Data Stewardship Engine
Challenges
nm g
. Regulation and Policy
Stewardship Activities
< &\0»
> Proactive Reactive
\Q,§ //
Address Some s
Other Time v Non-monetary ‘ Monetary
Value
f e dnnds
908

52



Data and Duct Tape
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’ Full versus Part time F“l:l-“ME
PART-TIME

- T
Generally low data literacy rates among j ‘}A

knowledge workers and management
@& ‘
tps flanythingawesome ¢ W Thesaurus .plus 55

What We Learned From Top Execs
About Their Big Data And AI

- - -
Initiatives -
Randy Bean Contributor
Cl1O Network Contributor Group M
Enterprise & Cloud

Culture still eats strategy for breakfast 100%
This aphorism is attributed to legendary management consultant Peter Drucker, and it certainly 92 20/0
appears to hold true for data transformation efforts. Leading companies continue to identify 75% )

0

culture — people, process, organization, change management — as the biggest impediment to
becoming data-driven organizations — 92.2%. Few companies — only 30.0% — have even
developed a well-articulated data strategy that culture could eat for breakfast. There is

work to be done.

riving Innovation with Data

Competing on data and analytics

Created a data-driven organization
Forged a data culture

M Yes No 50% 75% 100%

jmf . o Source: Big Data and Al Executive Survey 2021 by Randy Bean and Thomas Davenport www.newvantage.com
tosfnyhigavesome 56



Poor data manifegtg.as multifaceted organizational challenges

8
1 )
TR
Root cause analysis is part of data stewardship ==
Business Business
Challenge Challenge
Business
Challenge
Business
Process
Business
Challenge
Business
Process
T
Process
Business
System !
Business Process
Challenge Business
Challenge

Business

Challenge

58



Consistency Encourages Quality Analysis

Business
Challenge
Business
Challenge
- - I “
Eliminating g g y
l’ Gllllil' e _e'" System Business
Sa team With o

Shecializeg Skills
deployeq [0 create 3
repeatanje Drocess

and develop Sustai
oryanizational e

Skillsets

:‘, ;“ Business
\K Process
Process
Business
Challenge

i-& 8




Data Governance Role: Produce systemic organizational changes that impact

data and work practices over time

Data Leadership

Feedback

Data
Governance

Data Community Participants
Data Generators/Data Users

E Organizati
> —4 Things
» Happen
Data S
Improvement S R
............................................................ Data X
- Improves As $
- AResult of * $
%0“,5 Focus x. 4

Feedback

®0e

Program verview adiatra

Sartats

Why do we need data stewardship as a role?

— Definitions: Stewardship, data stewards, data debt

— The role of strategy

— Data architecture = strategic focus implemented by stewards
What are they supposed to do? ”
— Resolve prerequisite challenges stemming from data debt a slawa,”
— Data stewardship framework eilll”’ 3'
— Fire station model (Reactive & proactive foci) a’ld

— Stewardship role (in context of data governance) 4s's.iglli”y

Assigning data stewards (tangible improvement?
— Start simply
— Differing cadence (Need for different structural approach)

— Foundational prerequisites

— Need for simplicity, agility, practice y

®0e

Take aways =» Q&A T DATAVERSITY
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Data Decisions Variety

Data Source Steward
Clinical-domain-specific Departmental
data definitions clinician
Master file of IDs (patient, IT MDM steward or
provider, member, etc.) SME
Lab codes (LOINC) Lab Director

Pharmacy codes

(RXNORM, etc.) Pharmacy Director

Member of IT staff

Order catalog (usually clinician)

Diagnostic and procedure o 4o e M

codes
Charge master Director of Finance
@ . E https://www.healthcatalyst.com/why-are-data-stewards-so-important-for-healthcare 63
|
Data Steward STEWARDSHIP
<SNEEEEEEENEEEEEH
Business data steward S —
< I I R O O
— Manage from the perspective of business elements (i.e. business definitions ¢zzzmazzozazaszic
and data quality) po——
Technical data steward L

weeaDAVID PLOTKIN

— Focus on the use of data by systems and models (i.e. code operation) ﬁaptw TPl 2010
Project data steward

— Gather definitions, quality rules and issues for referral to business/technical stewards

Domain data steward

— Manage data/metadata required across multiple business areas (i.e. customer data)
Operational data steward

— Directly input data or instruct those who do; aid business
stewards identifying root cause and addressing issues

Metadata Data Steward

— Manage metadata as an asset

Legacy Data Steward

— Manage legacy data as an asset

Data steward auditor

— Ensures compliance with data guidance
Data steward manager

— Planning, organizing, leading and controlling

@~Q:@




Steward, Data

one who actively directs the use of
organizational data assets in support
of specific mission objectives

INTERNATIO

DATA &
STEWARDS par

D Meet The Data Steward: Self Service Information
ata Management and Data Stewardship
Steward

Accountabilities Skills

+ Making data useful to the business + 5+ years of industry experience

« Consistent use of data across the business « Proficient with Office (Excel, Word,

« Promoting and achieving high data quality PowerPoint). Can leam to use Power Pivot
standards * Understands data relationships, data

* Resolving data integrity issues across process flows. May know SQL.
stakeholders

Perspectives Work Activities
Pm(msE)nd detail oriented with great * Analyzes data for quality (particularly as part of BI
organizational skills work), reconciles data issues

« Prides himself on his creative resourcefulness, + Identifies and acquires new data sources
passion for quality and great interpersonal + Actively analyzes data for ‘semantic’ quality
skills + Drives resolution of data integrity issues across

+ A'de facto’ steward because of deep industry business and technical stakeholders. Leads and /
expertise and understanding of his or participates in MDM / EIM / DQ initiatives
organization’s data sources + Creates and maintains business metadata,

references data values and meanings, and / or
master data values and meanings

Source: Unknown

What do data stewards do in our organization?
Tangibly (within their scope)
- Improve our data asset's value

- Improve data's use achieving organizational objectives

) W S T S |- - S S-S | S SN o
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How to determine what to manage formally?

Too much requires expensive and slow bureaucracy «— — Too little misses opportunities

The

Organizational
Data Machine

Is the primary value determinant

®0e

67

2

Too much requires expensive and slow bureaucracy «— — Too little misses opportunities

A Data Steward's Goal/Process

Is the primary value determinant

68

006
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A Data Steward's Goal/Process

Too much requires expensive and slow bureaucracy «— — Too little misses opportunities

Is the primary value determinant

' VAN
A Data Steward's Goal/Process
Too much requires expensive and slow bureaucracy «— — Too little misses opportunities

Is the primary value determinant

006
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Understanding
Systems Thinking

{
A

A framework that is based on b ETQE e A
the belief that the component 1Y e
parts of a system can best |
be understood in the

context of relationships

with other systems, rather than
in isolation.

The only way to fully
understand why a problem or
element occurs and persists is
to understand the part in
relation to the whole.

Capra, F. (1996) The web of life: a new scientific understanding of living
systems (1st Anchor Books ed). New York: Anchor Books. p. 30

@~Q:@
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Data Strategy and Governance in Strategic Context

Organizational What the data assets do to
better support strategy
Strategy Data asset support for (Business Goals)

organizational strategy

Data
Data Strategy Governance

Progress,
plans, problems

How well the data strategy is working
(Metadata)

What is the most

effective use of steward
investments?

(Metadata/
Data Business Goals)
Stewards

@~Q:@
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Keep the proper focus

Wrong question:

— How should we mange this data?

Right question:

— Should we include this
data item within the
scope of our current
stewardship
practices?

In-focus area
on chart

Either way document why!

Data Footprints
SQL Server

— 47,000,000,000,000 bytes
— Largest table 34 billion records 3.5 TBs

Informix

— 1,800,000,000 queries/day
— 65,000,000 tables / 517,000 databases

Teradata
— 117 billion records

— 23 TBs for one table

DB2

— 29,838,518,078 daily queries




Leverage point - high performance automation 4

Data literacy

Standard data

Data supply

htpsfanytingawesome.com

Leverage point - high performance automation Y

Data literacy

Standard data

Data supply

H
.
H

hitpsfanytingawesome.com



Leverage point - high performance automation G

This cannot happen without investments in
engineering and architecture!

Standard data

Quality engineering/
architecture work products
do not happen accidentally!

7

Leverage point - high performance automationG

This cannot happen without investments in
data engineering and architecture!

Standard data

Quality engineering/
architecture work products
do not happen accidentally!

78



Data is not a Project

sl

Durable asset

- An asset that has a usable
life more than one year

P TErTE R

Reasonable project
deliverables

- 90 day increments

YLK

- Data evolution is measured in years
Data

- Evolves - it is not created

- Significantly more stable

Manufacturing IT Deparment Recently Acquired Marksng
Compeny Dey

Readymade data architectural components
- Prerequisite to agile development
Only alternative is to create additional data siloes!
0908
Differences between Programs a rOJects
Programs are Ongoing, Projects En Nanagen

continuous process improvement i d of a proje

Programs are Tied to the Fi alen a
— Program managers ar esponsible fodeli

— Managing a program involves long er annmg&

Project
M\nagrm .t

s financial dar

Program Mand t IS Gover nsive

A

at prowdes ctio

- Progra re gdwerned by a s
d control while pr§ie§s nd to be less ce- tensive
Have Gr rScdpe of Fma% agemen\

rojects typlc raight-forwar d project fina
managem fo on spen ile progra n\ng,
mana

control is signi re complex
e Man %nt s an Execg ershlp
|ty

Ojects emplo oxnal change man while at the program
level chan entre ex Ieadershlp skills and program
cha more by any at|o strategy and is subject to market
cond| n changlng u

& - .: & Adapted from http://top.idownloadnew.com/program \@s_proje€t/ and http:/management.simplicable.com/management/new/program-management-vs-project-management
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What Business are you in?

“Your Organization is
all ahout Data,
until it's not ahout just Data”

Organizational Data Usage Practices
Analytics Practices

/
/
g

|

Feed ,7/’79/ T,
/

/
|

NN

| // S~ - // &—MMIH‘ e .
y . @ ], M
| Duplicated but ETLed Data = b ...
e ~ (quality & transformations applied) = -




The focus of data stewards should be sequenced
i

6
1 T3

Data Steward: Use data
to create strategic
opportunties

d: both

Data St

Only 1is 10 organizations has
started the stewardship journey!

Innovation

T2

Data Steward: Increase

organizational efficiencies/
effectiveness

’?c
£

Walmart > <

Improve Operations

niy._f@
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Sample from: https:/artist.com/kathy-linden/on-outside-looking-in/?artid=4385

External Comprehension

Data (biah hiah hiah)
. Most do not appreciate the
difference between Data
Governance and the other data
stuff that needs to be done

niy._f@
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Upcoming Events

Essential: Reference and

Master Data Management
11 April 2023

Gaining Business & Executive Support for Data

Management

9 May 2023
19:00 UTC (2:00 PM NYC) | Peter Aiken, PhD

Key Elements of a Successful Data Governance
Program Brought to you by:

13 June 2023 e
& .E [ Clicking any webinar title will link directly to the registration page ] -';.l- DATAVERSITY
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Bad Results
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Bad Data

Peter.Aiken@AnythingAwesome.com

Reverge Engineering Expertige?

[ndependent Verification & Validation




