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Executive Summary

Data management is the exercise of guidance oeandnagement of data assets and the
performance of data functions. Data governanefers to the overall management of the
availability, usability, integrity, and security tfe data employed in an enterprise. A sound data
governance program includes a governing body ondgla defined set of procedures, and a
plan to execute those procedures. In practicalgethat means putting personnel, policies,
procedures, and organizational structures in giaceake data accurate, consistent, secure, and
availableto accomplish Federal Student Aid’s mission.akiels on special importance because of
Federal Student Aid’s responsibilities and the legguirements it must fulfill.

Effective data governance makes Federal Studentie efficient by saving money, allowing
re-use of data, and supporting enterprise analyiogvever, data governance requires more than
just a few members of the IT staff with a projeletrp It requires participation and commitment
of both IT and business management, as well asiskaviel executive sponsorship and active
consultation with education communities of interéBhe data governance program enables
Federal Student Aid to effectively manage datatashee to assigned responsibilities and rules
of the engagement.

At Federal Student Aid, data governance is planmethaged, and implemented through a three-
level structure:

The Executive Data Governance Council (Executivancd) provides strategic

direction, ensuring that data governance effortbess all relevant and mission-critical
needs of the enterprise. It manages data govesraman integrated program rather than
as a set of unconnected projects.

The Strategic Data Governance Steering Committeatégic Committee) carries out
plans and policies to implement guidance from tkedttive Data Governance Council.
It prioritizes data governance efforts and commaieis with stakeholders, users, and
other communities of interest. It identifies st@fata stewards) to oversee areas of data
(data domains).

The Tactical Data Governance Working Group (TattB@up) implements plans and
policies developed by the EDM Governance team,aaradlyzes and resolves any tactical
problems that arise.

Communication is very important for successful dgaggernance. To succeed in a data
governance program, management bodies and implati@nteam(s) must tell stakeholders
(i.e., you, the readers of this document) whatsstap being taken and why, must inform all
relevant communities of interest about how dataegmance will benefit them, and miuistento
stakeholders and communities of interest to inc@fectheir ideas and feedback into the data
governance program. Input and feedback makes ganee efforts more effective in achieving
mission-critical goals and is vital for successfata governance.

! http://searchdatamanagement.techtarget.com/sDefitdt290660,sid91 gcil1151688,00.html
Data Governance Plan 1 June 29, 2007
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1. Understanding Data Governance

1.1 What Data Governance Is

Data governance is a component of data manageima&ntdan be defined in several ways. The
CIO Magazine says "Management is the decisionsgake, governance is the structure for
making them.” One sourceefines it as "Data governance refers to the drgéinnal bodies,
rules, decision rights, and accountabilities of gdecand information systems as they perform
[data] information-related processes."

Depending on their specific needs, different orgammons will choose different management
structures to implement data governance. It is iegportant to follow a particular organization
chart than it is to ensure that data governanceagement makes data:

Reliable

Consistent

Complete

Easily available to those with a legitimate needitfo

Unavailable to those without a legitimate needwsharization for it

These goals should guide Federal Student Aid innitey and managing its data governance
program.

1.1.1 What Data Governance Isn’t

Understanding what data governansenotcan help focus on what is. In particular, data
governance is not:

Change management

Data cleansing or extract, transform and load (t&td.)
Data warehousing

Database design

Data governance applies to each of these discgpbuoéis not included in any of them.

1.2 Why Data Governance Is Needed

Historically, data has been collected and managéukedevel of individual departments for their
own needs. Each department has developed prosediata formats, and terminology that fit its
unique situation and preferences. As long as twareno need to integrate or exchange the data,
such inconsistencies were harmless.

2 Data Governance Institute, June 2007
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Today, however, both mission goals and legal masdatquire large organizations such as
Federal Student Aid to report on their activitiesttee enterprise level. This means that such
organizations need to:

Migrate data from legacy systems into new systemdsfarmats.

Integrate and synchronize data from different systéhat use different formats, field
names, and data characteristics.

Reconcile inconsistent or redundant terminology iatsingle data dictionary providing
agreed upon definitions and properties for each diment.

Report data in standard formats and with standdedpretations.

Data governance makes it possible to fulfill thoseds. As a component of data management,
data governance provides and enforces enterprde-@ata standards, common vocabulary,
reports, and the development and use of standardiaea. It enables Federal Student Aid to
more easily integrate, synchronize and consolidata from different departments, exchange
data with other organizations in a common formatl @mmunicate effectively through shared
terms and report formats.

Figure 1. Data governance program structure.

Federal Student Aid faces the classic challengesntdrprise-level data integration. Figure 1
shows the importance of the data governance progtamture to meet these challenges. The
benefits of data governance include enterprisedsiaization for data and systems, the ability to
make use of merged data for additional knowledgeadiery, and increased leverage when
dealing with external data suppliers.

Data Governance Plan 3 June 29, 2007



Enterprise Data Management
Data Governance Plan Understanding Data Governance

1.2.1 Management as a program, not as a project

The management of data across the enterprise mlieesmmonly agreed-upon data definitions.
Data governance defines processes and proceduresafthing this goal. Federal Student Aid
will manage data governance as a program rather #isaa series of disconnected, one-off
projects. Program management is a “best practaralata governance.

Program management differs fundamentally from ptojaanagement. Project management
focuses on the achievement of immediate tasks syttifically allocated resources and time.
Program management, on the other hand, managemleuélated tasks, each of which makes
its own contribution to overall strategic goalscoffam management allows the data governance
team to use work from earlier projects in laterjgects, avoid duplicated effort, and ensure that
all the program’s projects work smoothly togethesupport of desired strategic goals.

In addition, data governance depends on managesuppbrt. It demands the vision, leadership
and cooperation at the top enterprise as well actmmunity level. The commitment of the
leadership team is essential for the success of aa dgovernance program.

Data Governance Plan 4 June 29, 2007
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Understanding Data Governance

Strategic Planning Pata Governance & Metadata
Mgt.
Perform EDM Strategic Define Data Governance
Planning. Process.
Define Data Policies. Implement Data Governance
Process.
Promote Compliance with Create, Capture and Maintain

Data Policies, Procedures and
Standards.

Publicize and Promote Data
Management.

Identify and Justify Resources
and Budget Needs.

Monitor EDM Program
Performance.

Coordinate with External
Standards Organizations.

Enterprise Metadata (Data
Standardization).

Develop and Implement
Enterprise Metadata
Architecture.

Create and Maintain Master

Data Management (MDM)
Standards.

Data Warehousing Data Quality DataS  ecurity
Develop and Maintain Develop and Promote Data Develop and Implement
Enterprise Dimensional Quiality Best Practices. Data Security and Privacy
Data Models. Standards.

Develop DW and Bl Define Data Profiling Develop and Promote Data
Architecture. Process. Security and Privacy Best
Practices.
Develop DW and Bl Manage Data Quality. Perform Data Security
Technical Standards. Auditing.
Measure Data Quality.

Figure 2: Target State Enterprise Data Management
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1.2.2 Measurable goals

Measurable goals are essential to monitor the effstess of the data governance program, just
as they are essential in other areas of managentmine authorities see measurable goals as
part of the definition of data governance. Formegke, Jeanne Ross and Peter Weil of the
Massachusetts Institute of Technology (MIT) sayt thavernance should ensure “decisions
match company-wide objectives by establishing meisihas for linking objectives to
measurable goals.”

Setting measurable goals is not enough: FederaleStuAid must choose theght goals to
measure. Anything an organization measures willl '@ improve — sometimes, at the expense
of other things that the organization does not mmeads-or example, if a manufacturing plant
measures how many parts workers produce per miouitpays no attention to defects or worker
attrition, it will get an increase in all three faxs — one of them desirable and two undesirable.

Defining and using measurable goals requires apgltifie more general discipline of business
performance management (BPM) to data governangard-B shows an outline of the process.

Figure 3: Defining data governance goals and measag their achievement.
Two key steps can help identify the right goalsneasuré:

1. Identify and define “value metrics” linked toetlgoals of data governance, such as
increased data reliability and consistency suckthasnumber of approved standardized
data elements in the XML Registry & Repository.

% Quoted in Daniel Linstedt, “Governing Governanckstadata Magazine Online,
http://www.teradata.com/t/page/150213/index.html.

* “Defining Business Metrics That Matter: ImproviBgsiness Results.” Chapin Consulting Group
(www.chapinconsulting.cojn2006. Available from The Data Warehousing buséi (vww.tdwi.org).
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2. Identify and define additional “analysis metticknked to the processes of data
governance and to possible negative side-effectmafitoring the value metrics. For
instance, how many projects that create XML Scherna$orm to standards.

The EDM Team will develop scorecards and otherstémimonitor performance in collaboration
with the business owners and other stakeholdetanBad scorecards, in particular, are useful to
monitor the achievement of non-metric goals.

1.2.3 Planning

Federal Student Aid will do data governance plagrahthree levels, with two additional levels
providing input and support:

The Executive Data Governance Council (Executivein€d) sets the overall mission
and strategic goals of data governance. It alsaimbneeded funding and resources.

The Strategic Data Governance Steering Committeatégic Committee) develops the
high-level task plan to achieve the strategic goadésdated by the Executive Council.
The EDM Program Manager chairs the Strategic Cotemit

The Tactical Data Governance Working Group (Tatt®eoup) develops short-term
goals and tasks to implement the high-level plamaaged by the Strategic Committee.
To do so, it includes data stewards and subjedemetperts as members.

Business owners, users, project managers, and stiarholders in Federal Student Aid
and its affiliates provide ideas and feedback ®ftirmal management organization for
data governance.

Section 2 of this document (“The Management of ad&ernance”) provides more detail about
these management groups.

1.2.4 Personnel

EDM has functions dedicated to Data Governanceyedsas the different management bodies
described above. In accordance with Federal Studliei's Concept of Operations (CONOPS)
document, data standardization policies are approved ampdeimented by the CIO and must be
followed. Table 1 summarizes the areas of respditgib

® See Williams and WilliamsThe Profit Impact of Business Intelligenp,152-154 and “Balanced Scorecard” in
Wikipedia, http://en.wikipedia.org/wiki/Balanced_scorecard
® “Enterprise Data Management Concept of OperatioRmal,” Federal Student Aid, January 25, 2007.
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Table 1: Data governance and metadata management su  b-functions.

The EDM Team will support the business units andig@pate in the Tactical Group and the
Data Stewards will implement their directives inetldata domains for which they are
responsible.
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1.2.5 Expertise

At the top level, members of the Executive Couricitluding the CIO) will provide global
understanding of the needs and issues faced bydtedteident Aid. Members of the Strategic
Committee will incorporate that global understamgdinto a slightly lower-level strategic plan
for data governance in specific operational areasdepartments.

The EDM Data Governance and Metadata Manager, whoscthe Tactical Data Governance
Working Group, will provide expertise to identifyeigeral issues of data governance that the
effort needs to address, such as data standaatizalihis individual will also help identify the
metadata that needs to be collected for data gaxmem

Staff members who are experts in specific data diwsria Federal Student Aid participate in the
Tactical Group. These individuals know their ddtemains and the business processes that use
their data. As such, they will identify how prospee changes in their data will affect business
processes at Federal Student Aid. They will ats®ess and help to improve data quality in their
areas, and will present recommendations for idedtidlata quality issues.

1.2.6 Integration Tool

Federal Student Aid is in the process of researah taol evaluation to acquire a tool suite
supporting the overall data management effort. Tdw set will cover data quality, data

profiling, management of data assets such as dztarchry and data model inventory, as well as
reporting on data.

1.2.6.1 Intranet Data Governance Site

The EDM Team is in the process of updating the qaidion of the EA intranet site to
communicate data-related matters. The site willviol® guidance, best practices, policies, and
procedures related to data management for the coitiess of practice and communities of
interest.

1.2.7 Willingness to change

As with all new standards, senior management eggbet all development efforts will support
and comply with data governance efforts. Data gusece is a service to the organization that
will deliver higher data quality, as well as comsig data use across the organization and with
business partners. It will enable Federal Studéaito improve business analytics and thereby
empower senior management in making educated lassdexisions.

That being said, change — even beneficial changealways uncomfortable. We all know how
to do things the way we’ve been doing them: fooragltime, those old ways have seemed to be
“good enough.” However, changes are required toemia& Enterprise better. A slow, stepwise
approach to change will help. Most important iswikingness of those involved — both in data
governance management and in its communities efaat — to listen to each other and work
collaboratively to achieve the best result for goee.

Data Governance Plan 10 June 29, 2007
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1.3 Implementation of Data Governance’

Data governance is a vital keystone in the prooéssiilding enterprise-wide data management.
As such, it's one of the essential foundation psllaf the EDM.

The EDM Team will work with business owners andigemanagement to introduce data
governance to Federal Student Aid. The Team widlkaclosely with stakeholders, whose
feedback and comments (both positive and negatwiehelp improve policies and procedures
to better serve the needs of Federal Student Aid.

Data governance implementation includes varioukstasuch as Master Data Management
(MDM) and Data Stewardship. MDM supports the imééign of Data Governance and Data
Quality Control. Data governance management bodiksshare responsibility for such tasks

with EDM and the business owners.

1.3.1 Functional and Organizational Infrastructure

Functional and organizational infrastructure will breated by establishing EDM as a function
within Federal Student Aid. EDM is empowered te@xe data management tasks and establish
different support functions that they require. &gbvernance management will be structured as
described in Section 2.1 of this document.

1.3.2 Technical Infrastructure

Data Governance will support Federal Student Aidt asccessfully and effectively deploys new
technology and architectural principles such asviBerOriented Architecture (SOA), Data

Integration Services (DIS) and Enterprise Informatintegration (Ell). All of these principles

(SOA, DIS, and EIl) depend on high data quality aondsistent use of information across the
organization.

1.3.3 Policies and Procedures

As data governance encompasses the people, precasdeorocedures to create a consistent,
enterprise view of a Federal Student Aid's datarder to increase consistency and confidence in
decision-making, decrease the risk of regulatonedi and improve data security, the data
governance policy serves as the backbone of the glaternance program. It supports any
actions and insures that the governing of dataoisoptional The Executive Council will
communicate and approve the data governance policy.

1.3.3.1 Data Governance Policy

Currently, the EDM Team is defining an enterpriagadyovernance plan based on industry best
practices. The policies &re

Participate in the enterprise data governance progam: Business owners will
participate in the enterprise data governance prog@nd will represent relevant
Business Capability Areas (BCAS) in the decisiorkimg process.

7This section draws on Robert S. Seiner's “The S&tavardship Approach to Data Governance Chaptexerhr
The Tools of Data Governancell{e Data Administration Newslettevyww.tdan.com).
8 Task 15025 Draft Enterprise Data Management Dali@iPs — Final; June 1, 2007
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Assign enterprise data stewardshipBusiness owners will designate data stewards from
their BCAs. The data stewards will have day-to-gesponsibility for coordinating data
governance activities

1.3.3.2 Data Governance Procedures
Data governance procedures are developed by the E€dh and approved by the Executive
Council. They are contained in these documents:

1) Data Standardization Policies and Procedures

2) Data Model Policies and Procedures, and Refmtr&tandards

3) PESC Standards, Policies and Guidelines

4) PESC Guidelines for XML Architecture and Datadébng.

1.3.4 The EDM Data Governance and Metadata Manager

The EDM Metadata Manager manages a repositoryfofriration connecting each data steward
with the data for which he or she is responsill@nversely, it connects each group or category
of data with the data steward(s) who oversee s kind of information is called “metadata”
because it is data about the data.

This information repository enables managemeng deward coordinators, and stakeholders to
identify and communicate quickly with data stewards addition, data domain stewards and
operational data stewards can use the repositasaich data stewards in other business units of
Federal Student Aid or the Department of Education.

1.3.5 The Metadata Repository

As its name implies, the enterprise-wide MetadatapdRitory contains data about the
organization’s data. It might contain:

Community agreed-upon information.

Current-state information about data formats useddious systems and departments, as
well as the terminology used by each departmedesaribe the data.

Target-state information about desired common datenats, data definitions, and
methods for reconciling incompatible data sources.

1.3.6 The Data Quality Aspect of Data Governance

Deciding and acquiring a data quality tool that eamomatically check data sets to ensure that
they meet the data quality standards set by the glaternance team will be of great advantage
to Federal Student Aid. The tool will support tB®M team in its efforts to ensure the
availability, usability, integrity and security tfe data employed at Federal Student Aid through
a well-defined set of procedures and a means tousé¢hose procedures.

The tool will capture the results in a consistdet&onic format allowing further analysis and
sharing of the outcome with business owners folere\and corrective action.

Data Governance Plan 12 June 29, 2007
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The data quality tool can be an indispensable cloacthe validity, accuracy and compatibility
of migrated data. It can catch errors that, furttl@wn the line, might be cost-prohibitive to
correct.

1.3.6.1 The Data Quality Issue Log

The Data Quality Issue Log enables data governataieeholders to record problems or other
issues that they find with data.

Data stewards and data steward coordinators sheuilkelw the log on a regular basis and should
record the actions they take to resolve problendsissues they find in the log. They should also
note whether problems or issues @al, affecting only one department, strategic affecting
the entire Federal Student Aid data governanceteffo

Data stewards also use the Data Quality Issue dpbgetording information about data quality
problems, solutions, and results. The EDM Team itamthe Issues Log and addresses the
issues as appropriate.

1.3.7 The Data Governance Activity Matrix

The Data Governance Activity Matrix is a row-andwon table that correlates the
organization’s data with the roles and responsiédi of each member and group in the data
governance management structure. It helps datargance management allocate tasks among
different team members and working groups. Figusba@ws a framework for such a matrix.

IPM| CPS|COD]CSB [NSLDS| FMS [CIO
X

Master Data - Organization
Master Data - Person

Master Data - Aid

ECDM - Business Owners sign off
Data Migration - IPM

XXX X
XXX X
XXX X
XXX X
XXX [|X

X
X
X

XX XXX

Figure 4: A framework for a sample data governancectivity matrix.
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2.0 The Management of Data Governance

2.1 Overview

Figure 5: Data governance management structure anichformation flow.

Data governance is best conducted with a thred-lea@agement structure as shown in Figure
o)

At the top level, the Executive Data Governancer@disets strategic goals and devises
strategic plans to achieve them.

At the second level, the Strategic Data Governad®teering Committee sets strategic

goals and devises strategic plans to implemengtia¢és and plans of the Executive Data
Governance Council.

At the third level, the data-steward members of Thetical Data Governance Working
Group implement the strategic plans of the Strat€gmmittee.

Data Governance Plan 14 June 29, 2007
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2.1.1 Business and Stakeholder Involvement

A common business adage states that “marketingdasyene’s business.” Likewise, security
agencies think that “security is everyone’s bussh@sd medical professionals think that “health
is everyone’s business.” Though all of these viewgs are over-simplifications, they do contain
a grain of truth.

For any set of goals, some individuals or groupstnin@ar primary responsibility for planning
and achieving them: Tasks that are everyone’sorespility can easily end up being no one’s
responsibility. Nevertheless, in data governanes # marketing, security, and health — the job
cannot be done successfully by management actomg al

To maximize the success of Federal Student Aidia davernance program, management of the
program should include representatives of bothgrdl business units, as well as seeking input of
both managers and users. At every level, the datargance team must seek the advice and the
involvement of data governance stakeholders. Trhoves data governance because many
new ideas come from those outside the formal manage structure. It also encourages
cooperation with the inevitable changes that dateemance will require, whether they are
changes in work processes or they are as simpladapting to standard data formats and
terminology.

2.1.2 Executive Data Governance Council

The Executive Data Governance Council (Executivar€d) includes the CIO and other senior
executives. It sets the overall mission and gjiatgoals of the data governance effort, as well
as securing the funding, resources, and cooperaéeded to support that effort.

Key to the Executive Council is its ability to ma#tecisions on an “enterprise perspective” — that
is, on what is best for the organization as a whdead of merely desirable for this or that sub-
unit. In addition, the Council will be available tesolve strategic problems as they arise. If
other levels of data governance management ardeut@besolve such problems, each lower
level will escalate the problem to the next level ultimately reaching the Council.

2.1.3 Strategic Data Governance Steering Committee

The Strategic Data Governance Steering Committématégic Committee) includes all the
business owners, organizational leaders, IT reptatees, enterprise architects, and the EDM
Program Manager.

The Strategic Committee develops a task sequemdargfor the tactical working group and will
be available to resolve problems escalated fronetdevels of data governance management. It
reports to the Executive Council, which servesimmtas a decision maker for escalated issues.

The EDM Program Manager will chair the Strategiar@aittee. The EDM Data Governance
and Metadata Manager will participate.

2.1.4 Tactical Data Governance Work Group

The Tactical Data Governance Work Group (Tacticatoup) provides tactical-level
implementation of the policies and decisions fraghbr-level data governance management. It
will also receive assignments and their priorifiesn the Strategic Committee. The Group will
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follow the data standardization policies and praoced for development of new data standards
and metadata definitions.

Members of the Tactical Group will be subject nraébeperts most literate on data and database
systems and on all the business processes thahes#ata. It should include data architects,
database administrators, and technical end userkgps senior programmer/analysts, as well.
The group members will outline the necessary coraptof the data governance initiative to
meet the strategy as outlined by the executive ctteen For instance, they will do impact
analysis to determine how changes in specific dats will affect the business and help resolve
data quality problems.

If a development project identifies data problethg, Group will invite a representative of the

project either to (a) discuss the problem and dssgble solutions, or (b) help with research

conducted by the Group. The Group will then depedorecommendation and present it to the
Strategic Committee for approval. If members @& Tactical Group cannot reach agreement on
an issue, they will escalate it to the Strategion@uttee for decision.

The EDM Data Governance and Metadata Manager adllifate.

2.1.5 Enterprise Change Control Board

The Enterprise Change Control Board (ECCB) is rart pf the immediate data governance
management structure. However, because data gowndoes involve both technical and
organizational change, the members of the ECCBmalét likely form the Strategic Committee.
There will be close communication between theseggo

2.1.6 Specific Roles — Data Stewards

Data Stewards will have several crucial responsigsl including defining, approval and
maintenance of data governance policies and adyvidmta owners and managers on the
implementation of those policies. The main objextof data stewardship is to assist in
managing Federal Student Aid’s data assets to weptbeir reusability, accessibility and
quality. Stewards will also have a hand in highelanformation requirements definition. They
develop and monitor control policies for data. yhaso serve as overall coordinators for
enterprise data delivery efforts. They work witbsimess owners, managers and users to
continually improve agency data flow. Below isreebdescription of the types of data stewards
who will participate with the EDM including theioles and responsibilities.

2.1.6.1 Data Definition Stewards (Definers)

The Data Definition Steward is primarily a busineste, but there will be opportunities for
technology-focused individuals in the areas of nirastructure asset management areas to put
business definition to technology-based data.

Responsibilities:

Identifying the specific data that is needed torafee the business processes of their
areas.

Recording business definition and appropriate rdata-(information about the data such
as business name, business description, valid sjakte.) for the data they define by
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utilizing the tools and processes that have beentiied and that are supported by the
Data Stewardship Program Manager's resources (dbevme).

Identifying opportunities to share and re-use data.
Identifying data quality standards.

Participating in the enforcement of data qualignsiards. Identifying and resolving data
guality issues pertaining to the data that theynaef

Ensuring the quality, completeness, and accurachata definition.

Communicating new and changed business requirententsdividuals who might be
affected.

Communicating concerns, issues and problems with tta the individuals who can
influence change.

2.1.6.2 Data Production Stewards (Producers)

The Data Production Steward can be both a busmmedgechnical role, though it is typically
considered a technical role. The Data Productiew&d is essentially a businessperson who is
responsible for entering and modifying data ingh&erprise databases and information systems.

Responsibilities:

Producing (inserting, updating, deleting) businasd technical data in the IT systems
that support the business processes

Validating data that enters and exits businessgsses

Coding and editing accurate data quality standéraduding format, content, and data
dependency) for the data they produce

Ensuring the quality, completeness, and accuracgtatd production according to the
definition of the data provided by the Data Defonit Stewards

Communicating new and changed business requirententsdividuals who might be
affected

Responsible for communicating concerns, issues,panblems with data to individuals
who can influence change

2.1.6.3 Data Usage Stewards (Users)

The Data Usage Steward is primarily a business (@épending on the source of the data)
related to the usage of data. Data Users potbntiatiude constituencies outside of the

organization who may or may not be included unterguidance of Data Governance, such as
PESC.

Responsibilities:

Accessing and using the data for its intended mepo
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Accessing information (meta-data) available aboomv lthe data was defined for the
business and how the data was produced in themiatton systems in order to use the
data for its intended purpose

Ensuring the quality, completeness, and accuracydaith usage according to the
definition of the data provided by the Data Defonit Stewards

Communicating new and changed business requirementsdividuals who might be
affected

Communicating concerns, issues, and problems wédta do individuals who can
influence change

Data Governance Plan 18 June 29, 2007



Enterprise Data Management
Data Governance Plan The Process of Data Governance

3.0 The Process of Data Governance

The process of data governance is determined lgodts. Its strategic goals are to standardize,
harmonize, and integrate data across the enterprige achieve those strategic goals, data
governance:

Adopts formal policies and procedures to ensura dansistency, data standardization,
data reuse, and data exchange.

Creates a formal decision-making structure to sietide data across the enterprise.

Provides a central mechanism for communicating -detded initiatives across the
enterprise.

Serves as a liaison between technical and busgnesgs, both internal and external.
Defines and enforces best practices in data stdizédion and data quality.

To achieve those goals, Federal Student Aid hablkestted a data governance management and
reporting structure consisting of an Executive Gulyra Strategic Steering Committee, and a
Tactical Working Group. All three of these manageibodies will work with users to design
and implement data governance policies and proesdiirat serve both the general needs of
Federal Student Aid and the specific needs of iddad departments and communities of
interest. As an example, figure 6 displays theraattion of the management bodies involved in
the standard approval process.

Figure 6: Standard Approval Process
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3.1 High Level Plan and Milestones

The high-level plan for Data Governance and thateel milestones cover the implementation of
three key areas. These areas are Master Data kraeaty (MDM), Enterprise Metadata
Management and Data Stewardship.

The implementation of Master Data Management (MDfdfuses on the creation and
maintenance of MDM standards, and the developménth® “Organization” record (with
business rules) in collaboration with the IntegilakRartner Management (IPM) project. The
documentation of the core data for the Organizatsmord is targeted for completion by the end
of August 2007. The development of the “Persondl dAid” record (with business rules)
enabling the integrated student view is plannedéonpletion in FY08.

The implementation of Data Stewardship formalizes &ccountability for managing Federal
Student Aid’s data assets. Each Business Areattifids two Data Stewards holding the
authority to manage and make decisions regardieglaita within their purview.

The EDM Team plans to execute Data Governancesimibnth of July 2007. As a first step, the
Tactical Working Group will be formed and a kick-ofeeting scheduled for July 18, 2007.

3.2 On-Going Data Governance

The data governance management bodies as destribection 2 - The Management of Data
Governance will meet as needed to accomplish thés gpecified in the charter. The Tactical
Group is scheduled for weekly meetings beginnirg 18, 2007 involving the Steering
Committee and Executive Council as necessary.

The Team will provide a monthly status report toém@l Student Aid Executive Council and to
the Business Technical Integration Group (BTIGJardgnhg the efforts underway. Monitoring
and maintaining a data quality issues log is arathportant part of on-going data governance.
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Appendix A. Glossary

The following terms are used this document or améient to its content.
Column: A set of data values of the same type collectetistored in the rows of a table.
Database A set of table spaces and index spaces.

Data governance:The execution and enforcement of authority oventtanagement of data
assets and the performance of data functions (6£16e6).

Data stewardship: The formalization of accountability for the managt of organizational
data (Seiner, 2005).

Data Element: A generic term for an entity/class, table, atttéywr column in a conceptual,
logical, and physical data model.

Enterprise Conceptual Data Model (ECDM) One of the initial components of Enterprise Data
Architecture. The first enterprise level data madieleloped. The ECDM identifies groupings of
data important to Lines of Business, Conceptuaitieaf and defines their general relationships.
The ECDM provides a picture of the data the enteepneeds to conduct its business.
(Reference U.S. Department of Education Enterprise Data Aretitiire — Enterprise Data
Standards and Guidelings.

Enterprise Data Dictionary (EDD): One of the initial components of Enterprise Data
Architecture. The EDD lists metadata objects andraplete description of the object at a
sufficient level of detail to ensure that they digcrete and clearly understood. Such
descriptions shall include, at a minimum, labeknfes, titles, etc.) and definitions (or text
descriptions), but may include additional descviptinetadata such as object type,
classifications, content data type, rules (businesglation, etc.), valid and default values, etc.
The EDD is the definitive source for the meaningnaftadata objectsRéference:FSA-EDM

Enterprise Logical Data Model (ELDM): A component of a maturing Enterprise Data
Architecture. The second enterprise level dataghdeveloped. It is the result of merging
application level data model information into théséing Enterprise Conceptual Data Model
(ECDM). The ELDM extends the ECDM level of detéiReference U.S. Department of
Education Enterprise Data Architecture — Enterpridata Standards and Guidelings.

Extensible Markup Language (XML): A meta-markup language for describing data elémen
that is extensible because it does not have a Brédf tags and elements.

Extensible Stylesheet Language (XSLA standard from the W3C for describing a styleeth
for XML documents.

Enterprise Data Standards and Guidelines (EDSG)A component of a maturing Enterprise
Data Architecture. Rules and recommendations #ictieation and updating of metadata objects
and structures as well as for creating conceptuglipysical models and schemas at both the
enterprise and application leveRdference:FSA-EDM
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Schema (XML): A definition, written in Extensible Markup Langya (XML) syntax, of
constraints for the content type and data typeMt.Xags.

Schema (Data) Any diagram or textual description of a structtoerepresenting data.
(Reference:FSA-EDMN)

Table: A set of related columns and rows in a relatiatabbase.

Table Space A portion of a database reserved for where atafill go. Table structure is the
mapping of tables into table spaces.

Tag (XML) : The markup portion of an Extensible Markup Langgi&XML) element
surrounding the character data. The name of theefégrts the content inside the XML element.

Uniform Resource Identifier (URI): The addressing technology for identifying resesron
the Internet or a private intranet.

Uniform Resource Locator (URL): The address that defines the route to a file W/el server.

Uniform Resource Name (URN) A name that identifies a resource on the Intefdatike
URLSs, which use network addresses (domain, dirggiath, file name), URNSs use regular
words that are protocol and location independent.

Valid (XML) : A well-formed Extensible Markup Language (XML)aonent that also matches
the Document Type Definition (DTD).

Well-formed (XML) : An Extensible Markup Language (XML) document thas sufficiently
specific grammar to be read and understood by ah KMser.

World Wide Web Consortium (W3C): An international industry consortium founded 804
to develop standards for the Web. The W3C has atdiméd many of the fundamental
technologies of the Web, including HTML and XML, URand URIs, the SOAP protocol and
the P3P privacy description.
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Appendix B. Abbreviations / Acronyms

This appendix defines abbreviations and acronyrad usthis document or relevant to it.

Abbreviation / Acronym  Applicable Term

CDM Conceptual Data Model

ECDM Enterprise Conceptual Data Model

ED Department of Education

EDD Enterprise Data Dictionary

Executive Council Executive Data Governance Council

EDM Enterprise Data Management

EDMMG Enterprise Data Management Master Glossary
EDSG Enterprise Data Standards and Guidelines
ELDM Enterprise Logical Data Model

FEA Federal Enterprise Architecture

FEAF Federal Enterprise Architecture Framework
FIPS Federal Information Processing Standards
FTE Full Time Equivalent

IT Information Technology

ITSS Information Technology System Services
LDM Logical Data Model

PDM Physical Data Model

PESC Postsecondary Electronic Standards Council
Strategic Committee | Strategic Data Governance iBgg@ommittee
Tactical Group Tactical Data Governance Workingupro
XML Extensible Markup Language
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Appendix D. EDM support as part of OneEd Lifecycle

This section is intended to provide comprehensiaetstanding of the EDM support that will
be provided during the OneED Lifecycle Phases. BRiNMprovide data services to projects and
systems to ensure alignment with Federal Studedtakchitecture, this will help projects by
developing data related work products and promotogipliance with the enterprise data
standards and best practices:

1. Phase 1 - Enterprise Vision

2. Phase 2 - Initiative Vision

3. Phase 3 - Definition/Construction
4. Phase 5 - Implementation

5. Phase 6 - Support

6. Phase 7 - Retirement

A project/system will typically begin its journelgrough the life-cycle phases at Phase 1. Once
project/system documentation is reviewed by the E@Mecommendation will be made. The
Executive Sponsorship and Governance will provige dversight to the Business Owners. At
each review phase the EDM must:

1. Provide data support

2. Assist pre-acquisition on data requirements

3. Provide metadata and data standards

4. Provide data architecture and engineering sesvic
5. Provide continued support for all data relatedessu

During Phase 1 — Enterprise Visionthe EDM Team provides input from the data perspedo
ensure that the Enterprise Vision reflects the aded shared data elements. The EDM Team
also gathers data requirements from such partioipathe focus on this review is on preventing
duplicate data.

During Phase 2 — Initiative Vision the EDM Team provides assistance on data regeingm

Starting fromPhase 3 — Definition/Constructionthe EDM Team supplies project managers/
architects with the artifacts created and mainthingvarious Data Governance and Metadata
Management sub-functions, which are describedlsettion 2.3. Artifacts, such as enterprise
data models, data dictionary, naming standardsadaéd repository and registry, promote the
use of consistent data standards across projébes EDM Team also provides standards and
best practices in Data Quality and Data Securityijasts into the design stage.

° Enterprise Data Management Concept of OperatiGiisl AL
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In Phase 4 — Implementatiorstage, the EDM Team provides engineering and teahsupport

for the design and development of data componenish as physical data models, databases,
data sharing services and interfaces, and datarigse@rchitecture. The architecture and
technology standards created and maintained by Aratatecture, Data Warehousing and Data
Security functions.

Phase 5 — Supporbccurs during operations and support of the ptiggstem. The purpose of
this phase is to make sure that the project/systameeting its cost and performance goals. In
terms of architecture alignment, the EDM will renvi¢ghe project/system to ensure alignment to
the architecture.

The following table 2 provides an overview of thiéfedent focus areas and the respective
validations performed by the EDM Team.

Phase EDM Validation

Enterprise Vision

1. Shared Data Elements a. Are data elements captured in the Enterprise Data? Dictionary

2. Data Requirements .
b. Are all relevant Data requirements accounted for?

Initiative Vision

1. Data Architecture a. Does the solution conform to Federal Student Aid data standards?

b. What other project/systems create/use/reference similar data?

Definition/Construction

1. Data Architecture a. Isthe data required by this project/system already available or will it be made
available?

Implementation

1. Data Architecture a. Who will be utilizing the data created by this project/system?

b. Are the requisite Information-Sharing Agreements in place?

Support

1. Data Architecture a. Who will be utilizing the data created by this project/system?

b. Are the perquisite Information-Sharing Agreements in place?

Table 2: EDM support of OneEd Life cycles.
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Appendix E. Data Governance Charter

Purpose/Approach

Federal Student Aid established the Enterprise Diiaagement (EDM) program to support the
business objectives and efforts to integrate psEesnd systems at an enterprise level. The
EDM team is challenged with supporting the businesids to standardize, harmonize, and
normalize the data across the enterprise.

As a function of EDM, Data Governance and Metaddemagement play a key role in the
success of Federal Student Aid’s integration anih déandardization efforts by providing a
collaborative, centralized, authoritative decismoaking body with representation and expertise
from all business capability areas. Data Govereaacd Metadata Management activities
include establishing and implementing processedicips, and procedures to facilitate the
integration of data activities and products acrbasiness capability areas; and maintaining
standardized data definitions and associated mitada

Scope
The scope of the Data Governance and Metadata Marexg function involves the following:

Formalize the EDM data governance structure, whicludes forming the Strategic Data
Governance Steering Committee (Strategic Committaell the Tactical Data
Governance Working Group (Tactical Group).

Adopt and implement Data Standardization, Data Aeckure, Data Warehousing, and
Metadata Management processes and procedures.

Create and maintain Master Data Management (MD&Hdsrds.

Enforce Data Quality standards and methodology.

Implement and ensure consistent and transparemidetitecture.
Objectives
The objectives of the Data Governance and Metddateagement function include:

Adopt a formalized process for creating and prongptidata consistency, data
standardization, data reuse, and data exchange.

Establish and facilitate a formal decision-makingdy for data standardization efforts
across the enterprise.

Provide a centralized vehicle for effective comneation of data-related initiatives
throughout business capability areas.

Support internal business partners with data manage for new development and
integration projects.
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Function as the liaison between the technical arginess groups within the internal and
external education community.

Follow project management, data standardizatiotdata quality best practices.

Deliverables

Membership list — Strategic Data Governance Stgefiommittee (Strategic Committee)
and Tactical Data Governance Working Group (Tattraup)

Data Governance Activity Matrix
Metadata Inventory
XML Core Components in the XML Registry & Repositor
Data Quality Issue Log
Enterprise Conceptual and Logical Data Models
Organization Record including business rules
Person Record including business rules
Data Model Repository
Quality Objectives

Monthly interim status reports will be provided tbe Business and Technology
Integration Group (BTIG).

Weekly interim status reports will be provided the tTactical Group to the Strategic
Committee.

Organization and Responsibilities

There will be a hierarchical governance structwesesting of 3 governance bodies, which will
include the Executive Governance Council (Execu@eincil), the Strategic Data Governance
Steering Committee (Strategic Committee), and thetial Data Governance Working Group
(Tactical Group).

Members of these committees have not been forntbbtehis time, however the following is
expected:

Executive Data Governance Council (Executive Coungi

The Executive Council will consist of Senior Exaeas (such as the Chief Information
Officer).

The Executive Council will provide guidance on tl&ategic direction of data
governance to the Strategic Committee.
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The Executive Council will serve as the highestakdon point and final decision-
making body in the governance structure shouldeagesmt not be reached within the
other governing committees.

Strategic Data Governance Steering Committee (Stragic Committee)
The Strategic Committee will consist of memberthefEOCM and the BTIG.

The Strategic Committee will provide updates aratust to the BTIG and Executive
Council, where appropriate.

The Strategic Committee plans, prioritizes, and mamicates data governance efforts
between the Executive Council, Tactical Group, atakders, and communities of
interest.

The Strategic Committee will be facilitated and¢brired by EDM.
Tactical Data Governance Working Group (Tactical Group)

The Tactical Group will consist of Subject Mattexperts (SMEs) and Data Stewards
(formally known as Data DAWG'S).

The Tactical Group will report to the Strategic Guittee.
The Tactical Group will be chaired and facilitatBdEDM Data Governance Lead.

The Tactical Group will implement the plans andi@ek defined by the Strategic
Committee.

Plans for Support Activities

Documentation Support
Data governance will require the following docunatiain support:

Agendas will be distributed 24 hours in advanceegtings.

Meeting minutes will be taken and distributed tougr members and interested others
within 24 hours of the meeting.

Action items listing responsible parties will becdmented in the meeting minutes.

All documents slated for review will be deliverelbaronically to group members 24
hours in advance of the meeting.

Data standards/decisions will be available in adaed format electronically.

Data quality issue log will be available in a startiformat electronically.

Facilities and Resources

The governance committees will require a large mgetoom. There will be a primary
representative from each business area, howeveae than one representative from each area
may be necessary. All meetings will be open, themary representative from each area will
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gather at a large table, while other representait@rel guests will sit in additional seating. Open
communication will be encouraged and extended ltgatticipants. However, the facilitator
and/or chair reserve the right to limit dialogueptamary representatives if open communication
prevents the group from staying within the scoptheftask or discussion.

Risk Management
Primary business representatives may be workingtloer special projects.
The facilitator and/or chair will identify alterreatepresentatives for these areas.

Business representatives are managing multiple etngp priorities, however it is
extremely important that we have continuity of menship.

The facilitator and/or chair will request from bosss owners that this project be given
priority and members be allowed to attend everytmge

The facilitator and/or chair will layout a mastedendar (which is sensitive to alternative
work schedules), and be efficient with people’seim

Schedule

Data governance will be managed as an on-goingranogvith tasks related to the overall
strategic goals of FSA. The governance committeidswvork in parallel with the integration
efforts and development projects. The Strategim@dtee and Tactical Group are to begin July
1, 2007.

Governance Effort Estimate

The total FSA staff work hours are estimated ta betal of 4894 hours per year.
EDM Data Governance Lead - 1 person x 20 hourd&wes weeks = 1000 hours
Tactical Group - 25 people x 3 hours/week x 50kgee3750 hours

Strategic Committee - 12 people x 1 hour/week x&2ks = 144 hours
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