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Why Data Governance
Programs fail



Why do Data Governance programs fail?
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There are a lot of
reasons Data
Governance (DG)
programs fail...

Focus for Today:

Lack of alignment to
business priorities

Unclear and/or unrealistic
expectations
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Limited
transparency or
communication

No compelling
reason for DG
work

No executive buy
in or support

DG infrastructure*
Lack of DG is not realistic or
sustainable

Unclear DG Resource
priorities constraints infrastructure®

Lack of DG
Limited or no roadmap with
enforcement milestones and

measures

DG work does not Limited policies,
provide value for processes, or
the organization standards

DG tools not set
up for key user And many more...
groups

De-prioritization of Inefficient DG
DG work processes

* Infrastructure refers to people, process, and technology to support Data Governance efforts
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Cautionary tales &
keys to success



Cautionary Tale #1

Insurance
Company

Background

« Ten years ago, they set up a formal Data
Governance Policy and committees

* The committees never met

» Two years ago, the CFO initiated
replacement of their Core Insurance System

 CFO recognized Data Governance as a
dependency for the implementation

* They called us for help

« Data Governance was operational in less
than four months
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In this example, what was the key to achieving
sustainable Data Governance?
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Cautionary Tale #1

Background
Ins urance « Ten years ago, they set up a formal Data
Com pa ny Governance Policy and committees

* The committees never met

» Two years ago, the CFO initiated
replacement of their Core Insurance System

(. "CEO recoanized Data Governance as a )
I

CFO recognized Data Governance as a i
1 dependency for the implementation I
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* They called us for help

« Data Governance was operational in less
than four months
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Key to Success #1

Align to Business Priorities
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Success Story #1

Solution A| |g N to
« Aligned the work of Data Governance to a .
key organizational priority B USINesSsS

* Provided coaching to the team for how to talk
about Data Governance in terms of value for
the business

Priorities

 Created communication materials that were
use consistently and widely

Collibra | [ Ay FRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 12



Sources of business priorities

Align Data Governance to what really matters for people

Pain Points Key Data-Centric Initiatives Organizational Objectives

« Data issues that make work * Initiatives that significantly * Priorities set by executive
more difficult for a large impact the organization’s leaders for the whole
number of people data organization to follow

* Example: Inability to bring « Example: System  Examples: Strategic Plan,
data together across systems Transformations KPIs

and/or business units
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Pain Point Example: Executive Dashboard

Inability to bring data together across business units

Cost Of Sales

Month
-~

Actual Var %

Budget

’ ’ e (]
$1,084K $1,226K 12%

January

February $1,179k  $1,327K -11% [N
March $1,148K  $1,256K 9 ($108K)
April $1,365K  $1,444K -s% [
May $1,272K  $1,264K 1% $8K
June $1,479  $1,695K -13% [N
July $1,582K  $1,577K 0% $6K
August $1,176K $963K 22% [N
September $1,271K  $1,398K -9 [
October $1,493K  $1,518K 2% ($25K)
November $1,629K  $1,785K -ov [NETSeK)]
December $1,879K $1,734K 8%

Total $16,557K  $17,187K 4% ($629K)

Revenue Actual Versus Budget Cost Of Sales Actual Versus Budget

$2.0M
" oy
i N\
$1.0M
$0.5M
$0.0M
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
@ Actual @ Bud Month
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January

Actual Budget Var % Diff

$257K $227K 13%

February $280K  $236K 19% [
March $228K $265K -14% [NSSERN
April $252K $265K -s% [
May $244K  $275K 1% [
June $320K $310K 3% $10K
July $296K  $312K -s% [
August $245K $213K 1% [
September  $263K $279K 60 ($16K)
October $336K  $304K 1% [
November $380K $359K 6% $22K
December $342K $321K 7% $21K
Total $3,443K  $3,365K 2% $78K

$0.4M

$0.3M

$0.2M

$0.1M

$0.0M

_—

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
@ Actual @ Budget

Top 5 Selling Products

Fudge Swirl $242K
Strawberry D... $227K
Orange Cream $226K

Lemon Swirl $218K

Tutti Frutti $217K

Top 5 Customers Y2021

Dollis Cove Resort

Direct Marketers $609K
Continental Prope... $544K
Home Furnishings ... $360K

Holling Communic... $356K

Top 5 Suppliers Y2021

MXS Drinks, Inc. $1,590K
Nature Calls $1.516K
Owens & Master $1.394K
Pro Master LLC $1.328K
The Source $1.251K

© 2023 First San Francisco Partners, firstsanfranciscopartners.com
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Pain Point Example: Analytics pain points REAL LIFE

EXAMPLE

Current analytics pain points that will be addressed by Collibra

» Across business processes, discovering data accounts for 80% for
analytical projects today

« Many times, a model has already been created to answer analytic
questions, but we just don’t know that it exists

« We only know about data in our own silos

» We are not capturing rich data knowledge from people leaving the
organization

 We do not know which data sources are “trusted”
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Example: Business Goals and Objectives

Goals articulated by the business as a reason for implementing Data Governance

oy all &

O¢
Increase customer success Enable decision-making Support the sales and
with efficient processes service performance

ecosystem

Data Governance Supports this by:

Consolidating/relating multiple customer » Enabling Customer Segmentation « Improving Customer Contact quality with

accounts « Enabling multiple hierarchies for specific standards and mastering

Enacting clear definitions of account business needs Clarifying account/contact ownership and

types, contact types/roles Empowering the business to make how it is represented in data

Optimizing process/data interactions decisions about their data Measuring data quality across the
customer lifecycle

2% Collibra | T ERSTSANFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 16



Initiative Example: ERP Implementation

Transformation success requires trusted data

On Budget

Trusted
Data
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Human Capital Management
Performance

Recruitment and attraction

v Recruitment spend

v’ Cost per hire

v Time to hire/time to fill

v Time to productivity/performance
v New hire turnover

Productivity and performance

v Revenue per employee

v’ Profit per employee

v Human capital return on investment
v Absenteeism rate

v Absence rate per manager

v Overtime

v Goal achievement

v 360-degree feedback

© 2023 First San Francisco Partners, firstsanfranciscopartners.com

Financial Performance

AN NN N Y VU N U N N N N

Gross Profit Margin
Net Profit Margin
Working Capital
Current Ratio

Quick Ratio
Leverage
Debt-to-Equity Ratio
Inventory Turnover
Total Asset Turnover
Return on Equity
Return on Assets
Operating Cash Flow
Seasonality

17



Transformation success requires trusted data

Most transformation initiatives focus on technology and process, which limits ability to achieve implementation goals

The typical transformation

approach creates a Typical Transformation Data Scope:
“Transformation Island”

+ ERP Data Requirements

S « Data Cleansing
Scope is limited to technology and . Data Migration & Conversion

process for the new tool, ignoring . PostL h Data |
downstream impacts to data and OSEESUNCH DSEHSSHES On Budget

analytics.

Reduced
Risk

Required Data Scope: TR;?::;:::I
Metadata: Document project data Debt
knowledge
Governance: Manage upstream &
downstream boundary impacts
Data Management Data Quality: Drive
post-launch data optimization & value

52 Collibra | [N ESSTERFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com
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Cautionary Tale #2

Bank
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Background
Mid-sized regional bank

Had an established Data Council and
sponsorship

Established Stewardship Councils to
document business metadata

Stewardship Councils expected to disband
after initial metadata collection

We were called in because people weren't
using metadata and the Data Council wanted
to “finish Data Governance”

We found disorganized chaos

© 2023 First San Francisco Partners, firstsanfranciscopartners.com 19



In this example, what did we need to change
to achieve sustainable Data Governance?

2% Collibra | [WNERSTSANFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com )



Cautionary Tale #2

Bank

Background

* Mid sized regional bank

« Had an established Data Council and
sponsorship

» Established Stewardship Councils to
document business metadata

r-----------------------W

1° Stewardship Councils expected to disband |
| afterinitial metadata collection I

 We were called in because people weren't
using metadata and the Data Council wanted
to “finish Data Governance”

» We found disorganized chaos
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Cautionary Tale #3

Manufacturer and
Retall

£ Collibra
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Background
 LARGE, international organization

» Heavily siloed operations, moving towards
enterprise applications and analytics

« Each silo attempted Data Governance in the
past with varying degrees of success

» Enterprise Data Governance was limited to a
policy (that most people didn’t know existed)

« They called us to help establish enterprise
Data Governance

» Enterprise Data Governance was operational
in six months

© 2023 First San Francisco Partners, firstsanfranciscopartners.com 22



In this example, what needed to change to make
enterprise Data Governance successful?
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Cautionary Tale #3

Manufacturer and
Retall

£ Collibra
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Background
 LARGE, international organization

» Heavily siloed operations, moving towards
enterprise applications and analytics

« Each silo attempted Data Governance in the
past with varying degrees of success

y Enterr}ris.e.ﬂata Governancewas. limited
policy|(that most people didn’t know existed)

* The called us to help establish enterprise
Data Governance

» Enterprise Data Governance was operational
in six months

© 2023 First San Francisco Partners, firstsanfranciscopartners.com 24
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Key to Success #2

Set Clear Expectations

© 2023 First San Francisco Partners, firstsanfranciscopartners.com
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Success Story #2

Solution Make Data

« Re-framed Data Governance as a

FUNCTION rather than PROJECT Governance
« Clearly articulated: Real

o The scope of Data Governance in the
Data Governance policy

o Roles and responsibilities in Charters
and a RACI

o Initial priorities and work in a Data
Governance Roadshow

« Communicated widely about the work of

Data Governance (i.e., we made it real for
folks)

SZ Collibra | O pRSREAN FRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 26



How Data Governance Works REAL LIFE

EXAMPLE
Data Governance is a collaboration between the business and IT

Establish the “rules Build structures to enact Support use of “rules”
of the road” and enforce the “rules” when working with data

v' Guidelines: Acceptable Use v' Teams: Data domain Steering v' Educate data users about
v Standards: Data Quality Committees and Working Groups “rules of the road”
Standards v' Processes: Data issue reporting v Facilitate sensitive
v Policies: Data Privacy Policy and resolution process conversations about data
v" Enforce policies and
standards

2L Collibra | TV ERSTSANFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 27



What is a Data Steward?

Trusted Subject Matter Expert in the operations of their respective business units and assigned data
domain(s)

Work with other Stewards to

* Facilitate Standing Committees document business metadata, such

* Prioritize data issues Data Create and as:
« Conduct root cause analysis Risk/Issue Maintain « Business term definitions

Resolution Metadata - Business rules
(25%) (35%)

» Create recommendations for risk
mitigation and/or issue resolution

. _ Data Quality criteria
* Drive consensus on resolution

« Collaboratively identify data Represent - Champion Data Governance

solutions . .

_ _ Business in « Help with communication and

» Translate business requirements DG selieslion

for application implementation i .

_ _ _ o Opera’uons » Coach others to use DG policies,

* Assist with drafting/modification of o processes, and standards

Data Governance policies, (25 /0) ’

processes, and standards

S Collibra | T FRSTRANFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com



RACI Diagram

The RACI below shows sample processes, roles, and responsibilities for Data Management
and Governance related activities.

Data Governance Business_ 2ELE] .
Governance Activities Council Stewards_hlp Ownership
Council Group
Leadership Funding and sponsorship AR C C,R
Activity prioritization AR C C,R
Data Governance within a domain I R A
Data Governance initiatives A R C
Data and measure definitions I R A
Organization Identify data owner(s) AR I C
Identify data steward(s) I C AR
Lifecycle Management Data retention guidelines I A I
Implementing lifecycle policies I A C
Business rules for data CRUD I R A
Processes Establish a data issue remediation process A R C
Conflict resolution A R C

R: RESPONSIBLE (at least 1) - Primary person or people doing the activity

A: ACCOUNTABLE (only 1) - Person with decision-making authority

C: CONSULTED (some) - People or groups included in activity

I: INFORM (many) — People or groups that need to be informed about an activity. They need to know the information to execute their assignments, but do not need to be involved in completing the activity

~ile . . . . .
== Collibra | JNERST 2N FRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com
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Cautionary Tale #4

Healthcare System

£ Collibra

PN FIRST SAN FRANCISCO
gk PARTNERS

Background

« Attempted to establish Data Governance to
save a failing major system transformation

« Stewards had no time to learn about Data
Governance best practices or to establish
sustainable processes

« There was no plan to continue or expand
data stewardship following the transformation

« We were called in because all content
created for the transformation was still in
“candidate” status

© 2023 First San Francisco Partners, firstsanfranciscopartners.com 30



Why didn’t Data Governance
“stick™ after go live?
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Cautionary Tale #4

Healthcare System

Background

« Attempted to establish Data Governance to
save a failing major system transformation

« Stewards had no time to learn about Data
Governance best practices or to establish
sustainable processes

r-----------------------~

1° There was no plan to continue or expand [
] data stewardship following the transformation!

« We were called in because all content
created for the transformation was still in
“candidate” status

il . . . . .
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Cautionary Tale #5

University

Background

 Institutional culture intentionally siloed and
decentralized to allow innovation

« Evaluating and updating most/all core,
shared systems

» Executive leadership recognized value of
enterprise Data Governance as a
dependency

« Limited enterprise resources available to
align Data Governance with systems
transitions

« Brought us in to establish a scalable
approach

SZ Collibra | [ ERSTRANFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com
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What was the big challenge we had to
address to get Data Governance buy-in?
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Cautionary Tale #5

University
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Background

 Institutional culture intentionally siloed and
decentralized to allow innovation

« Evaluating and updating most/all core,
shared systems

» Executive leadership recognized value of
enterprise Data Governance as a

dependency
I{. Limited enterprise resources available to ‘I
1 align Data Governance with systems [
I transitions 0
~-------_-----.---------l
« Brought us in to establish a scalable
approach

© 2023 First San Francisco Partners, firstsanfranciscopartners.com
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Key to Success #3

Create a Realistic and
Useful Roadmap
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Success Story #3

Created a

Solution
» Identified relevant organizational Real |St|C,
objectives(s)
» Established initial Data Governance priorities UserI

to achieve identified objective(s)

Roadmap

 Established milestones to demonstrate
incremental value

 Planned activities to achieve milestones

* Used the Roadmap for communication and
to get buy in from stakeholders

S Collibra | [N ERsT oA FRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 37



Data and Analytics Roadmap

Draft roadmap illustrating data priorities over the next four years

,,/" 2022: SUPPORT GROWTH USING DATA,
ANALYTICS AND DIGITAL TECHNOLOGY
= |mplement predictive analytics
= Leverage enterprise data

e " 2021: AUTOMATION

= Single trusted source drives governance and standards
= Data managed across lifecycle

= Data lineage and risk management reporting

JPtae " 2020: BUILD DATA FOUNDATION
= |mplement data standards, policies and metrics
= Data catalog & inventory (metadata services)
= Advanced analytics platform and pilot projects

« 2019: ALIGN DATA ACTIVIES ACROSS [THE ORGANIZATION]
= Create enterprise data council and high-level governance plan
including structure, roles and processes
= |dentify key business stakeholders
= Roadmap for the implementation of data governance and data
capabilities

52 Collibra | [N ESSTERFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com
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Enterprise Data and Analytics Plan REAL LIFE

EXAMPLE

Key activities to execute the Data and Analytics Roadmap

2019 2020 2021

Create strategy

GOVERN &
MANAGE

TRUSTED
MASTER Supplier Master Product and Supplier Data Lake Al/ML

HUB
AWS Data Lake Creation - Predictive Data Lake Governance Data As A Service DaaS

Bl Warehouse Optimization Upgrade Reporting Portal
Tool Strategy GSC Data Mart Real Time Analytics

ANALYTICS

2% Collibra | T ERSTSANFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 39



Collibra Line-of-Sight to Vision and Data Goals REAL LIFE

EXAMPLE

Leverage Collibra to drive trust, transparency, and accountability for critical data

Drive the business to Support effective Enable understanding of Enable data quality Support alignment of

take accountability for management of data as data to drive more efforts to be focused data management

the quality of the data business and technical effective and nimble where they are most capabilities within the
they use or create asset business insights needed Data Office

( \ ( See what data exists \ ( \ (Understand business\ (Align metadata across\

Find who is accountable (both business and Focus on intuitive and criticality including data man:aggment
. - . . capabilities
for given data technical context) consistent tool for users regulatory impact
Find where data is Use process to keep Support Data Literacy See data flows Ensure Data Office
created and used metadata current and efforts stakeholders have clear
accountability for

\ ) \ complete ) \ ) \ Manage data Issues ) \ metadata capture

Z% Collibra ‘ A A F e © 2023 First San Francisco Partners, firstsanfranciscopartners.com 40




Year 1: Collibra Expansion

Move from inconsistency to a refactored and optimized environment

2020-2021

DEC ‘20 Q1 Q2 Q3-Q4

Establish Collibra as a Single Source of Truth

» Streamline Community and Domain Structure

» Dashboards for identified personas to drive adoption
Phase 1: Refactor ° Create Views across all domains
and Redesign » Create additional Business Lineage traceability diagrams

Critical Data Elements Data Set Standardization

* ldentify Critical Data Elements (CDEs) « ldentify trusted data sets being used for business processes
* Clearly mark domains dedicated to CDE’s « Distinguish between trusted data sets and data sets from registered data sources
» Determine which asset types should be

linked to CDE's

« Identify OOTB lineage harvesters to purchase « Define workflows to gather required

and configure for Phase 1 attributes for data access requests
« Register data sources prior to running lineage * Prioritize systems that are
Phase 2: Focus on harvester jobs, and prep the Collibra candidates for data access
new build use cases environment management

Report Catalog Expansion

« Standardize activities to curate manually onboarded
reports and automatically registered report metadata

» Showcase curated report catalog content, by vendor,
status, certification level or custom design requirements

Phase 3: Scale

Collibra Using Key Enterprise Socialization

Initiatives

Z% Collibra ‘ N e A FRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 41



3-Year Plan: Collibra Expansion and Maturity

Embed Collibra into key processes and initiatives

2021 2022 2023
Workstream Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 4
Critical Data Elements Truth Phase 1 Single Source of Truth Phase 2
Data Set

?é%rgéggﬁ;on CET:;LE’?;a Data Set Standardization

Technical Lineage
Report Catalog
Expansion Report Catalog Expansion
Data Access Requests
(NEW BUILD)

Data Quality Rules Captured, Tested,

Refined
DQ Framework
Implementation Controls and Associated Metadata
(potential use case) Captured and Shared
Data Quality Metrics and Dashboards
Activated
Privacy and Risk Align current structure with P&R Operating
Accelerator Model and populate Collibra

(p ‘?t‘?”_”a’ use case) Ongoing refinement phase-Extending already valuable business glossary, reference/code sets, source and target
Prioritized Workstreams system metadata, inventories, metagovernance, etc.

Refinement Phase Crosswalk mapping, APl Management, Data Subject Country, 3rd Party Management,
Regulatory Scope

2% Collibra | T ERSTSANFRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 42



Who do you work with?

Use a Data Governance Operating Model if you have one

5% Data Governance Council

Decisions escalated to Provides final decision for escalated decisions
Trustees and higher  gnd issues.

20% Lead Stewards Forum
Decisions escalated  Decision-making body for all escalated decisions,
Lead Stewards risk/issue resolutions, etc.

: : 75% Steward & Custodian Teams
Execution / Tactical Decisions solved without Provide bulk of the tactical management and

escalation decision-making. Also perform most of the
heavy lifting to build consensus on definitions
and develop data requirements.
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Summary

Tips and Tools

Keys to Success Tools - Examples that have worked well

Align to business priorities « Sources of business priorities
» Pain points, initiative, and business goals examples

Set clear expectations « Data Governance definition and metaphor
« Tactical role description slides with initial priorities
« Sample Data Governance RACI

Create a realistic and useful « Steps to create a realistic and useful roadmap
roadmap « Sample roadmaps

£ Collibra | P R 2Ry FRANCISCO © 2023 First San Francisco Partners, firstsanfranciscopartners.com 44



Additional resources

Learn more Get help New users?

Get started with

Collibra
Dec 12 @ 11am | 5pm

Reqister today!
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https://productresources.collibra.com/
https://productresources.collibra.com/
https://productresources.collibra.com/
https://productresources.collibra.com/coaching-services/
http://support.collibra.com/
https://collibra.zoom.us/webinar/register/5316957373507/WN_0JFtT7dQRoGYx2MPQy829g
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It’s your turn!
Any questions?




