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QUADATA, YOUR AGILE DATA GOVNERNANCE COACH

QuabData is a team of consultants
that helps design a fitting Data 9) ANTWERP |
Governance organisation and
coach the Data Governance roles
to the point where Data
Governance is embedded in your
organisation.

ABOUT THIS WORKSHOP

Some practical stuff and getting to know your goals
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WORKSHOP AGILE DATA GOVERNANCE

Chapter 1

What is agile Data

Governance?

Chapter 2

Aiming for clear goals
and measuring them

Chapter 3

An agile DG
organisation

Chapter 4
Agile DG operations

Chapter 5

Agile decision making

Chapter 6
Change Management

Level 1

* Entrepreneurial
* Individual

* Fragmented

* Chaotic

* Fewusers

* Rulesunknown
* Variable quality
* Costly

YOUR DATA GOVERNANCE JOURNEY

Level 2

* Departmental

* Consolidation

* Reconciliation

* Internally defined
* Reactive

* Local standards

* Internal DQ

* Specialist users

* Local processes

* Costly

Level 3

Integration
Enterprise view
Data accountability
Strategic alignment
Standards

Sharing and reuse
Centralized DQ
Planned & tracked
Wide data usage
Metadata mgt
Common technology
Efficient

Level 4

Quantitative control
Closed loop

Law latency
Interactive
Unstructured data
Collaborative
Process efficiency
Built-in Quality
Extended value chain
High availability

Level 5

* Improvement &
innovation

* Real-time

* Extensive data mining

* Knowledgebase

* Competitive intelligence

* Data assets valued

* Self-managing
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(7] EXERCISE 1: YOUR DATA GOVERNANCE GOALS

* Take the workbook and describe what you want to achieve with Data
Governance. Try to be as specific and clear as possible: How would
you like your data to be?

Example: We want to start working with self-service Bl and need to give
end-users insight in which data are available (catalog), what the
meaning of each field is (glossary) and what the data quality level (in
terms of completeness, uniqueness and consistency) is

AGILE DATA GOVERNANCE

What is ite
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TRAINING OBJECTIVES

* Insights on the DAMA wheel vs agility

ME; * What is the end state of well governed data?

Reference material:
g + Dama’s DMBOK
* The Agile manifesto

9
DATA ARCHITECTURE
DATA QUALITY DATA MODELING & DESIGN
DATA INTEGRATION AND
METADATA MANAGEMENT INTEROPERABILITY
DATA
GOVERNANCE
DOCUMENT & CONTENT DATA STORAGE &
MANAGEMENT OPERATIONS
gf\;ADVXaREE'I‘E);’z'ENG' REFERENCE & MASTER DATA DATA PROT';EE'L‘J)::T%
MANAGEMENT
Source: Dama termations Data Governance is the “steering wheel” of Data Management
10
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AGILITY

Adaptability

-

Velocity / speed
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AGILITY

Leadership, attitudes, behaviors and skills that
are explicitly supportive of agility in every
aspect of business

Aglle culture
)

Working methods that enable to adapt the
way things are done step-by-step so that it
follows the rapidly changing demand

Agile methods

IT, telephony, policies and spaces designed to
enable people to have their best day at work
every day, wherever they are

Agile workspace

Agile

organization
Attitudes, skills, practices,

processes and
infrastructure that are
holistically designed to
enable rapid change

12
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Data Governance
should be about
making data easyto ® <

-
use, -

not about creating |
bureaucracy B

d

Hdkan Edvinsson
Author of “Data Diplomacy”

:QuaData

TRUST YOUR DATA

13

OUR DEFINITION OF AGILE DATA GOVERNANCE

Agile Data Governance facilitates the process of managing data
assets that generate value, by means of a network of responsible
and accountable data governance roles that collaborate to the
benefit of the entire organization. It uses the proven best
practices of Agile methods to achieve measurable results.

14
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WHAT SHOULD BE THE RESULT OF DATA GOVERNANCE?

If you want to be a data driven company, you will need data that is:

Of fit-for-purpose QUALITY

FINDABLE for those who are looking for it
AVAILABLE for those who need it
UNDERSTANDABLE for those who use it

* Adequately SECURED

* Gathered, managed and used in a COMPLIANT way

Let’s vote : Which one is the most challenging for your company?

THE START: CLEAR, MEASURABLE GOALS

Know where you are going and measure your
progress
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TRAINING OBJECTIVES

* How to drive results in Data Governance:
* Determine motivating goals

* Translate them in result-driven OKR’s that allow you to
measure your progress

Exercise : Working with OKR’s

Reference material:

* Measure What Matters: OKRs: The Simple Idea that Drives
10x Growth - John Doerr

* The internet

17
WHAT ARE OKR'S?¢
\J
y /
& OBJECTIVE
What do we want to achieve this quater / trimester / year?
.y\ Key Result 1 Key Result 2 Key Result 3
© Measurable outcome / Measurable outcome / © Measurable outcome /
data epic data epic data epic
Data story 202 Data story 202 Data story
Impactful projects Impactful projects Impactful projects
= Weekly Plans & Weekly Plans i i an Weekly Plans
1 Task 1 i JTask1 i JTask1
o Task 2 { T Task2 i T Task2
[ Task 3 [ Task 3 H ! I Task3
o Task 4
18
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OBJECTIVES & KEY RESULT (OKR) CYCLE 3-4 MONTHS

PLANNING / DEFINITION

» Takes place before each cycle

3
3
b » Check the status of the KR’s =
= » Based on the Data Governance backlog, data » Solve hurdles <
g strategy requirements, .... » Adiust h wh ded S
o o
o » Define the Objectives (Owners) and translate justing approach where neede L
them into Key Results (Stewards) =
v
o
>
£ RETROSPECTIVE REVIEW
o
2:' » With the entire DG team (eventually per » Finalize measurements
13 domain) » Have the Key results been reached?
e« » Focus on learnings: What are the potential » Isthe information complete, available and
improvements? trustful?

WEEKLY CHECK-INS

19
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WHAT ARE RELEVANT OBJECTIVES FOR DG¢

There are 2 types of objectives you can use to track your DG success:

* Progress objectives

* Examples: Reach a certain covering of definitions in your glossary, achieve DQ

improvement, ...

* Impact objectives

* Examples: Less complaints about errors in invoices, better delivery times, ....

Objectives are the "what" that you want to achieve in the future. They are
actionable, time-bound, and ambitious.
Key results are the metrics by which you’ll determine if an outcome is successful.

They are clear-cut and measurable.

10
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EXAMPLE

O: Decrease the number of complaints about bad invoice
addresses by 25%

* KR 1: Measure the number of faulty customer addresses and the number
of registered complaints to have an objective baseline measurement by
the end of January.

* KR 2: Have an action plan with agreed resources to solve the main DQ
issues by the end of Q1.

* KR 3: Implement structural improvements that cover at least a decrease
of 15% wrong addresses by the end of Q2

* KR4: Update the measures taken to achieve 25% fewer complaints

21

97 EXERCISE 2: TRANSLATE GOALS IN OKR'S

* Take your workbook, select one of your goals and go through the OKR
definition process step by step:
* What timeframe would you work with?

* What is an objective that can be realized within that timeframe and support
your goals?

* What are Key Results that will make you reach your objective?

22
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AN AGILE DATA GOVERNANCE
ORGANISATION

How to involve people and have them collaborate to
achieve your goals

16/02/2024

TRAINING OBJECTIVES

? * How can you organise differently to be more agile?
M * How do you find the stakeholders for data in your company

[—r\@H Exercise : Know your data ecosystem
| —
|; Reference material:

f * Data Diplomacy — Hakan Edvinsson

* Non-invasive Data Governance strikes again — Robert Seiner

24
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The whole world has
fallen in love with the
value that data
can bring.

The work that must be
done to unlock that value
is far less popular.

Dan Woods
Contributor @ Forbes

‘QuaData

TRUST YOUR DATA

16/02/2024

25
KNOW YOUR DATA ECOSYSTEM
CEO/CDO/ ... Data Owner(s Enterprise data Architect Data Governance Lead
8 A @A @
DATA STRATEGY
Customer Business Data Analyst Supplier Business Open data source
DATA CONSUMERS DATA PRODUCERS
Data Owner(s) “Data Product” Owner Data Steward Data Governance Lead Data Curator Data Custodian
26

13
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Tactical - DG Steering
committee

» Data owners

> Continuously monitor progress of
current data initiatives.

14 Provide high-level integration
between technology and the

business.

»  Form working groups for specific data
initiatives.

> Facilitate cross-functional data
initiatives.

CLASSIC DG ORGANISATION

Strategic — DG Council

Includes C-suite executives or senior
management.

Generate awareness and cultural change in
the organization.

Final decision for unresolved data conflicts.

Operational

Data stewards

Working groups

Identify data related pains affecting the
organization.

Recommend solutions.

Participate in defining data rules.

Assist in creating data policies, standards, and
procedures.

27

Roles do not
improve things.

Hakan Edvinsson

Author of “Data Diplomacy”

‘QuaData

TRUST YOUR DATA

Activities do and
responsibilities make )
activities happen. ™

28

14
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AGILE DATA GOVERNANCE = CROSS-SILO NETWORK

Data Governance lead / Coordinator / Data diplomat

Marketing Finance Sales Procuction HR ICT

/.
!

@ Data Stewards
@ Other SME’s

Agile team, working on the Data Stewardship Agile team, defining the data needed to improve Agile team, working on solving a DQ
conceptual information model chapter production planning by using sales forecast data issue in production planning data

around “customer”

Agile way of working + Change Management

29

HOW TO BOOST AGILTY IN YOUR DG ORGANISATION

* Give a clear mandate to people (owners and stewards), don’t take all
the decisions high in the hierachy.

* Define responsibilties in a measurable way, so people know what they
need to aim for.

* Promote trust by creating transparency.

* Focus on activities that generate value / gets rid of hurdles for Data
Consumers.

30
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Despite its name, the
early phases of
Data Governance
are more about people
than about data.
Recognizing this is critical
to a successful
implementation.

Nicola Askham
The Data Governance Coach

‘QuaData

TRUST YOUR DATA

r@':]l EXERCISE 3: IDENTIFY PEOPLE IN YOUR ECOSYSTEM

* Take your workbook and list people who are relevant in your data

ecosystem.

* Label them as data producers, data consumers, data strategy or data

governance

* If you don’t have a Data Governance organisation yet, imagine who you would

involve

32

16
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AGILE GOVERNANCE OPERATIONS

How to use a backlog to manage the activities of your
Data Governance team

TRAINING OBJECTIVES

?I * How to operate Data Governance in an agile way?
m * The Data Governance backlog

* The process to gather stories for your backlog

[—@':l Exercise: design your draft backlog process and formulate your first

™ | Data Governance stories
| w—

Reference material:

* The agile manifesto

e The internet

34
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DATA GOVERNANCE BACKLOG

Questions and issues that can be addressed without extra resources,
within the possibilities of the DG team.

Ex.: Adapting a definition in the Glossary, adding information to the Data Catalog,
deciding about the data requirements of a new application, ...

Data helpdesk

Structural improvements and better long term choices

Ex.: Implementing an address standardisation tool, implementing consistent data
validations throughout multiple systems, ....

Continuous
improvement
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DATA GOVERNANCE DECISION & OPERATIONS BACKLOG

Governance is continuous decision making on what is needed to attain
goals and within what constraints this works should take place.

? Data Governance decision backlog
Is the data request clear,
K@\ relevant, do you have all Decision To decide | Decision | Reasoning
needed information to
assess? 1
Enter the data request as I/
a story in the backlo;
o 888 |

|

| .

| Data Governance Operations backlog
|

Handle the request

Data Owner, \\ Todo | Busy | Done
Data Steward or ‘ ‘

The Data Governance Lead DG team Work b
sends the data request to
the right Data Governance
role or team for discussion

36

18



16/02/2024

STRUCTURE OF THE BACKLOG ITEMS

Task 1.1

Data story
1

, Task 1.2
Data epic

Data story

5 — Task 2.1

37
Check which DQ rules
are already defined
Define missing DQ
rules
We need DQ rules for
the data on the forms
Have new DQD rules
approved
Add DQ v_alidarions on
website forms Document new DQ
rules
We need to technically
implement the Program DQ rules in
approved DQ rules on webform
the website
.;2
38

19
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(7 EXERCISE 4: DESIGN YOUR AGILE ISSUE MGT PROCESS

* Take your workbook and try to design how it could work for you to
gather “issues” or “stories” for your Data Governance backlog

* Pick one of your OKR’s and try to write down the epic and the first
stories for the backlog

39

AGILE DECISION MAKING

How to make decisions in a way that is trustful and
flexible at the same time

20
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TRAINING OBJECTIVES

% I * Learn how to facilitate agile decision making
- Reference material:
|: 0 * https://sociocracy30.org

41

AGILE DECISION ARE ADJUSTABLE

“Good enough for now and safe enough to try”

We are here
Waterfall: Difficult to identify the
perfect steps that bring us
immediately to a complex end goal

destination

We take little steps that go in the
right direction, and take a turn
where necessary )

42

21
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DECISION MAKING METHODS

* Majority: the larger number that agrees upon.
* Consensus: Looking for unanimity, everyone agrees.

* Consent: We decide as soon as the proposal is good enough for now
and safe enough to try. (= after resolution of the objections).

In Agile Data Governance, we use consent to bring agility in the
decision-making process.

43
The aim of
argument should
not be victory,
but progress
— —
‘AuaData
44

22
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CONSENT DECISION MAKING

Formulate
proposal

Log decision

Clarifications Resolve

Objections?

needed? objections

Decide review Proposition
time approved

45

o Decision

o Deciders

WHY USE A DECISION LOG?

To make re-evaluation possible, you need to document your decisions

DG decision Log : what does it contain (minimum)?

o Date of the decision

o Reasoning (why?)

46
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CHANGE MANAGEMENT

It's all about adoption !

16/02/2024

TRAINING OBJECTIVES

* Understand why managing change is important
* Learn the change management basics according to Prosci

* Make a sponsorship map to detect where the change is “blocked”

Exercise: make your first sponsorship mapping

Reference material: Prosci ADKAR method

48

24



Leadership is
about

creating the
change

you believe in.

Seth Godin
Author

‘QuaData
49
WHY IS IT IMPORTANT TO MANAGE CHANGE?
Projects that Met or Exceeded Objectives
100% -
94%
The better the Change is 80% - g
managed, the more
projects meet or exceed 60% -
their objectives
40% - 42%
20%
15%
0% : ;
Poor change Fair change Good change Excellent
management management management change
management
50

16/02/2024
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ange is like travelling...

51

When travelling with your

team, you want to be sure

everyone gets on the bus
before you leave

QuaData nv

52

26
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importance of the

THE CHANGE PATH

Awareness
= Understand the

change

Ability
to realize the change
(= practice)

Knowledge
of how to change
(= theory)

Desire
To “step onto the bus”
and participate in the
change

Reinforcement
= To make the change
stick

QuaData nv ...)
53
WHAT DO YOU NEED FOR CHANGE TO SUCCEED®
* Realize organisations don’t change. Individuals do.
* Individuals need to be inspired / made aware by their thought
leader
* You'll need a compelling “why”-story
* And after that ... is planning and executing communication,
managing resistance, .... and moving forward step-by-step while
regularly looking back to be sure not to forget anyone at the bus
stop
QuaData nv ...)
54
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Actively and visibly
participate throughout
the project

ABCs of Sponsorship

Build a coalition
of sponsorship with
peers and managers

WHAT DO GOOD SPONSORS DO¢

Communicate directly
with employees

55

DOCUMENT THE SPONSORSHIP MODEL

Executive mgt

Primary
sponsor

BBB

Step 3 = Show the relationship
between the primary sponsor and
any peers at the highest level

YYY —

XXX — AAA

Step 2 = Using the formal reporting
structure, identify all the leaders
between the primary sponsor and the
first layer

WwWWw —

777

Step 1= for each impacted group,
identify the “persons in charge”

(€4

56

28
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A YYY L B XXX L e AAA

ASSESS SPONSORSHIP POSITION

A

Executive mgt

A Primary B
sponsor

A = supportive of the change

BBB B = neutral or opposed

B WWW J A 777 J
57
ASSESS SPONSORSHIP COMPETENCIES
A2
Executive mgt
[ | |
A1 Primary B1 1 = High (80-100)
sponsor Bizi2 2 = Moderate (70-79)
3 =Low (< 70)
A3 B2 L B3
YYY XXX AAA
B1 J A2 J
WWW 777
58

29
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COLOR CODE THE SPONSOR ASSESSMENT DIAGRAM

Green Alpha-Numeric legend

Supports the change and has demonstrated Supportive of the change
a high-level of sponsor competency

Neutral or opposed
Yellow

Supports the change and has demonstrated a

High level of sponsor competency
moderate level of sponsor competency

(score of 80 —100)

Moderate level of sponsor
competency (score of 70 — 79)

Red

Neutral or opposed to the change or has
demonstrated a low level of sponsor competency

)

Low level of sponsor competency
(score < 70)

OICIONOIO

59

SPONSORSHIP OVERVIEW

Executive mgt

A1 Primary
sponsor

What to do as change mgr ?
Al- Coach

A2 — Coach & skill up

A3 —Skill up, then coach
B1—Engage

B2, B3 — Engage, skill up, coach

60
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S EXERCISE 5: MAKE A SPONSORSHIP MAPPING

Take your workbook and start making a part of your sponsorship
mapping:

Who is your primary sponsor?

Who are the people reporting to this person?

Who are the impacted people?

Add whether these people support the change

Add their ability to promote the change

o kA wnN e

Add the colour so you can see where the change is lagging

61

CONCLUSIONS

31
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CONCLUSIONS

* To make Data Governance more agile, stay away from a hierarchic,
siloed organisation. Give people a mandate and clear targets instead
of taking all the decisions up the hierarchy.

* If we want to make Data Governance more agile, we need see it as
continuous improvement and work in iterations (PDCA cycles).

* Data Governance should be about making data easy to use. To achieve

this, focus on the actions that help your data consumers get rid of
their most blocking data hurdles.

* To make Data Governance work, we need to accept that it is a series
of changes and manage that change appropriately.

63
Dream big.
Start small.
But most of all:
start.
Simon Sinek
Author
‘QuaData
64
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QUESTIONS®?

Sophie Angenot
managing partner
sophie.angenot@quadata.eu
+ 3247484 2478

www.quadata.eu

Y @QuaDataTweets

m https://www.linkedin.com/company/quadata-/
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