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Foreword


By Dr. Anne-Marie SMITH, Data Management, Data Governance, and Data Strategy Consultant and Expert; Doctoral Faculty Member, Data and Information Management Fellow


In every organization, data and the information it supports contribute to operations and decision-making. Without data, evaluating the organization’s performance is close to impossible.


However, many (if not most) organizations, regardless of size or industry, struggle with managing data from tactical and strategic perspectives.


The role of the Chief Data Officer (CDO) often is poorly understood and may be focused on technical implementation rather than ensuring that the best practices, proven methods, and relevant standards are communicated clearly and consistently and become part of the organization’s “data culture”. As a result, many CDOs have a brief tenure, contributing to the continuing data-related challenges most organizations face.


Additionally, many organizations do not know of or understand the need for an organizational “data office”, and how this concept can help expand data management, implement, and sustain the capabilities needed for a successful enterprise.


Charles Ngando Black recognized the need for presenting the concepts of a Data Office and how such a function can support the success of a Chief Data Officer. In this book, based on his extensive experience as a consultant for major firms, Charles offers a flexible and practical approach to designing and deploying all the aspects of a Data Office. The case studies presented in this book come from a variety of industries and can help any organization see the value of a Data Office in the short term and provide ways for the an organization to mature in its data management competencies.


Since organizations can be confused about how to define the CDO’s role (is it a replacement for the Chief Information or Chief Technology Officer? NO – it is a separate and complementary position), this book clarifies the CDO’s role, the capabilities needed in any CDO, and what services the Data Office can contribute to the CDO and to other C-level positions.


"Data Office and Chief Data Officers - The Definitive Guide" is an essential resource for all data management professionals, especially for those who hold or aspire to the CDO role. Additionally, business and IT leaders will find a lot of information and practical approaches about how the Data Office can support their functions. It is a worthwhile book and should be a valuable resource for a long time.


Anne Marie Smith



By David-Stéphane FALA, Group Chief Data Officer, Allianz Partners


In August 2021, Harvard Business Review published an article exploring why Chief Data Officers (CDOs) often have short tenures.1 The article identified several challenges: isolation, organizational resistance, unclear role definition, issue with positioning in the hierarchy, and lack of resources. This was supported by many CDOs sharing their frustrations and obstacles faced in their roles.


While recent books offer CDOs practical advice, methods, best practices, and common pitfalls, they don't fully address the core question of why CDO tenures are typically short. These resources provide tools to improve the situation but don't delve into the underlying causes of the challenges CDOs face. Understanding these root causes is crucial to effectively supporting CDOs' success.


The literature often overlooks the role of the Data Office, which is a critical aspect of data-centric enterprise architecture. The Data Office, rather than being a single (physical) entity, comprises various organizational structures that handle data planning, organization, control, project, and operation management. It's the combination of these capabilities and the data leaders who manage them that makes the Data Office adaptable and responsive to a company's needs.


Charles, in his book, offers a clear and practical perspective on the Data Office and the CDO's role. Drawing from his consulting and entrepreneurial experience, he shows how CDOs can succeed by securing a well-defined budget, scope, and mission from their board. He uses case studies from companies like Visa, Capital One, and Yahoo to illustrate his points.


Charles also clarifies the often misunderstood or misplaced role of the CDO within organizations. He outlines different data-related capabilities a company may want to develop and the services that result from these strategic choices. He explains how a CDO can utilize the Data Office's resources to create value and align with the business strategy.


"Data Office and Chief Data Officers - The Definitive Guide" is valuable not just for CDOs but also for business and IT departments interacting with the Data Office. It enhances understanding of the Data Office's role and function within a company and how it contributes to overall performance and competitiveness.


David-Stéphane Fala





1 Tom Davenport, Randy Bean, and Josh King, Why Do Chief Data Officers Have Such Short Tenures?, Harvard Business Review, August 18, 2021









Overview


Enterprise Architecture (EA) is a method for depicting an organization's structure and operations in a holistic and cohesive way. It outlines the organization's capabilities, detailing what it does or can do, and how it addresses specific needs. EA helps set a vision for the organization's future structure and operations, and the steps needed to get there.


There are various types of EA, each with different levels of detail and application areas. These include Process-Driven Architecture (PDA) and Data-Centric Architecture (DCA):


PDA focuses on the organization's business processes, designing components to support and optimize these processes for better performance, quality, and efficiency. It deals with use cases that don't necessarily require shared data management capabilities.


DCA, on the other hand, involves a Data Office, centralizing data management capabilities like data documentation, architecture, quality, and governance. It serves internal stakeholders (back, middle, and front office), clients, and external parties (suppliers, regulatory bodies, partners, etc.). DCA's goal is to enhance data value and boost the performance, quality, and efficiency of data-reliant analytical and operational processes.


In today's world, driven by digitalization, big data, the Internet of Things, social media, robotics, process automation, and more, intelligent use of data is becoming crucial for businesses to gain a competitive edge or for public services to perform effectively. Data exploitation is a strategic challenge for organizations seeking to innovate and differentiate.


To succeed, organizations need to establish a consistent data architecture that manages data securely and efficiently, while making it accessible to business users. This involves setting up a Data Office with specific criteria including the domain of capabilities (data access, exploitation, protection, or security), nature of services (for business functions or IT), and type of capabilities (planning, controlling, business, function, application, technology, operation). This sometimes calls for collaboration between various organizational structures, such as data strategy, governance, quality offices, service centers, centers of excellence, data labs, and more.


Establishing a Data Office often leads to appointing data leaders who collaborate with business and IT leaders, aligning data management with business strategy. Integrating these roles into an organization requires careful planning, outlining their responsibilities, scope, positioning, and reporting lines. The role of the Chief Data Officer is one such position, varying based on the integration scenario.









Introduction


Data management transformation has been influenced by external and internal drivers, including economic downturns, regulatory changes, technological developments, and internal corporate initiatives. These influences underscore a shift towards redefining data management to better align with business objectives. This change has primarily occurred in two major areas: within Enterprise Architecture, by establishing a Data Office, and in Corporate Governance, by appointing Chief Data Officers (CDOs). This process of evolving data management has been unfolding for over twenty years.









Data management's initial transformation was localized


Capital One, an American company specializing in consumer credit, mortgages, and credit card management, is often recognized as the first to appoint a Chief Data Officer (CDO) in 2002. Cathryne Clay Doss was named to this role, focusing on streamlining diverse credit card management systems and developing a unified data framework. During her nearly four-year tenure, she achieved significant milestones, such as establishing a data architecture framework for transitioning the credit card portfolio to a new system, and creating an enterprise data governance framework.


However, Joseph M. Bugajski at Visa International may have been appointed as a CDO earlier, joining the company in 2001. His task was to ensure the functionality and interoperability of VisaNet, a vast payment network with over one billion cards, 100 million payment endpoints, more than 20 million merchants, and 22,000 member banks. His mission coincided with Visa's implementation of distributed processing technology. As the CDO and head of the program, Bugajski chaired the Data Governance Committee and managed global technology standards, representing Visa International at the International Organization for Standardization (ISO). He was allocated a budget of $6 million, oversaw five full-time VP-level staff and 16 consultants, and reported directly to the Global CIO as well as the Regional CIOs.


OEBPS/images/cover.jpg
Charles NGANDO BLACK

DATA OFFICE
AND CHIEF
DATA OFFICERS






OEBPS/nav.xhtml




		Table of contents



		Foreword



		Overview



		Introduction

		Data management's initial transformation was localized



		Next, regulation drives sector-based global acceleration



		Then, transformation went beyond the regulatory boundaries

		Open Data



		Digital transformation



		Data Management Transformation









		Integrating CDO role amidst complexities

		A role not always well understood or described in practice



		A role sometimes inappropriately positioned









		Data Office is key to understanding the CDO role

		Issue of the work



		Structure of the work















		Chapter 1: A data-centric architecture includes a data office

		1. Business Capability Concept

		1.1. Definition



		1.2. Structure



		1.3. Specificity



		1.4. Modeling









		2. Process-Centric business capability model

		2.1. Representation



		2.2. Potentialities



		2.3. Limits



		2.4. Illustrations









		3. Data-centric business capabilities model

		3.1. Representation



		3.2. Potentials









		4. Decomposition of Data Management Capability

		4.1. DAMA International



		4.2. EDM Council



		4.3. The DataInstitute









		5. Conclusion









		Chapter 2 : Data Office is a logical organizational structure

		1. Planning Unit: Data Strategy Office



		2. Organization Unit

		2.1. Data Governance Office



		2.2. Data Quality Office









		3. Project and Operation Unit

		3.1. Data Steward Office



		3.2. Data Management Office









		4. Technology Unit

		4.1. Data Governance-Driven Unit: Data Custodian Office



		4.2. IT Strategy or Governance-Driven Unit









		5. Conclusion









		Chapter 3 : The CDO is one of the Data Office heads

		1. Business Services

		1.1. Global Responsibility



		1.2. Partial Responsibility



		1.3. Complementarity of Business and IT Responsibilities









		2. IT Services

		2.1. Global Responsibility



		2.2. Partial responsibility









		3. Business and IT Services

		3.1. Global Responsibility



		3.2. Partial Responsibility









		4. Conclusion









		Conclusion

		EA Transformation



		Organization Transformation



		CDO role









		Bibliography



		Copyright









Page List





		4



		5



		8



		9



		10



		11



		13



		14



		16



		17



		18



		19



		20



		21



		22



		23



		24



		25



		26



		27



		28



		29



		31



		32



		33



		34



		35



		36



		37



		38



		39



		40



		41



		42



		43



		44



		45



		46



		47



		48



		49



		50



		51



		52



		53



		54



		55



		56



		58



		59



		60



		61



		62



		63



		64



		65



		66



		67



		68



		69



		71



		72



		73



		74



		75



		76



		77



		78



		79



		80



		81



		82



		83



		84



		85



		86



		87



		89



		90



		91



		92



		93



		94











