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Purpose @
Once the Current Statiéégsment, Future State
Architecture, and Gap*Analysis have been completed, the
organization po &gses a clear understanding of its existing
environment, '@ésired destination, and the work required
to achieve that vision.
The ne.&iy\s?gp is to establish a Project Management Office
( o coordinate, govern, and monitor the
implementation of the Data Quality and Data Governance
Program. The PMO transforms the project portfolio into a
structured, measurable program that delivers business value
through disciplined execution, resource management, risk
control, and executive reporting.



Objectives of the Data Quality PMO

The PMO provides centralized leadership for all projects
supporting the enterprise data quality initiative. Its primary
objectives are to:

o Align implementation projects with business
strategy.

e Prioritize projects based on business value aq\ch}
dependencies.

e Coordinate resources across business an@

e Monitor schedules, budgets, risks, an&e 1verables

e Report progress to executive spo s@and the Data
Governance Council. E}

o Ensure that every project cont{, tes to the Future
State Architecture.

e Promote consistent pr @management standards
and governance practﬁggﬁ

Step 1 - Establish Executive

Sponsorship

Successfu%éograms require visible executive support.

Té}jl@ﬂexecutlve sponsors include:
Chief Data Officer (CDO)

Chief Information Officer (CIO)
Chief Technology Officer (CTO)
Chief Operating Officer (COO)
Executive Steering Committee
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Executive sponsors approve funding, resolve organizational
issues, remove roadblocks, and communicate the program's
strategic importance throughout the enterprise.

Step 2 - Define the PMO Organization

A dedicated PMO should include both business and
technical leadership.

Role Primary Responsibilities

Strategic direction and funding

Executive Sponsor
approval

PMO Director Overall program leadership

Coordinates.all projects and

Program Manager schedules

Manage.individual

Project M . . .
roject Vianagers implementation projects.

Enterprise Dat i
nterprise Lata Oversees target architecture

Architect

Data Governance Load Implementing governance
framework

Lead Data Steward Coordinates stewardship activities

Technieal ‘Architect Technology standards and
infrastructure

Database SQL Server platforms and

Administrator databases

ETL / Data Integration Integration pipelines and data
Lead movement

Dashboards, scorecards, and

Reporting Lead reporting

Change Management Training and organizational
Lead adoption
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Step 3 - Build the Project Portfolio

The PMO converts the Gap Analysis into a portfolio of
coordinated projects.

A typical portfolio may include:

Project
ID

DG-101
DQ-201

DQ-202

MDM-
301

RDM-
302

META-
401

INT-501
DQ-601

REP-701

TRAIN-
801

Project Name

Data Governance
Framework

Enterprise Data
Profiling

Data Cleansing
Initiative
Master Data
Repository
Reference Data
Repository.
Metadata
Repository
SQL Server/Fabric
Integration
Data Quality
Monitoring
Executive
Dashboards

Governance
Training

Primary Deliverable

Policies, standards,
governance couneil
Enterprise profiling and
assessment

Standardization and
cleansing rules

Golden customer, product,
vendor records

Centralized enterprise
reference data

Business glossary and
lineage

Modern data integration
pipelines

Automated monitoring
and alerting

Scorecards, KPlIs,
operational reports

Steward and business user
education
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Step 4 - Identify Project Dependencies

Projects rarely execute independently. The PMO identifies
dependencies so that foundational capabilities are
implemented before dependent initiatives.

Example implementation sequence:

1. Data Governance Framework Q}%
2. Metadata Repository \\%Q
3. Master Data Repository AS)
4. Reference Data Repository Q,Q'

5. Data Integration Architecture Q'A)
6. Data Profiling
7. Data Cleansing 6
8. Matching and Survivorshi @
9. Reporting and DashboarGS\
10. Continuous Monitori

Managing dependenc'@?’%duces implementation risk and
minimizes costly l(gwor .

Step 5- Aésign Resources

Each %@S@[ should have clearly identified business and

te&l}@ I resources.

Typical resource categories include:
Business Resources

o Executive sponsors
e Business analysts

o Data owners

e Data stewards
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o Subject matter experts

Technical Resources

Enterprise architects
Data architects
Database administrators
SQL Server developers
Integration developers {O
Reporting developers &
Cloud engineers

Security specialists Q,Q.

Support Resources C}Q'A’

rainers 6
T \’6

Technical writers
Change management @cialists

Quality assurance sts
PMO adminis@@

Step 6 - Develop the Master

Implementation Schedule

Qﬁi@ integrates every project into a single enterprise

Typical planning elements include:

Project start and finish dates
Major milestones

Critical dependencies
Resource assignments
Budget checkpoints
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o Executive review meetings

o Steering committee meetings
e Deployment windows

e Training schedules

e Production rollout dates

The master schedule provides enterprise-wide visibility into
program progress.

Step 7 - Establish Governance

The PMO should implement a governance structure that
supports effective decision-making.

Recommended governance bodies include:

Committee Responsibilities
Executive Steering Strategic oversight and funding
Committee decisions
Data Governance Policies, standards, and
Council governance direction
PMO Review Board Prloje‘cj[ oo rdination and

prioritization
Architeeture Review  Technical standards and solution
Board approval
ggzﬁ%e Advisory Production change management

Data Steward Council Operational data quality oversight

Regular governance meetings ensure that projects remain
aligned with business priorities.
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Step 8 — Monitor Performance

The PMO continuously measures program performance
using defined metrics.

<&  pMO PERFORMANCE DASHBOARD
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PMO Performance Monitor
Typical<dKPIs include:

»  Projects completed

e Projects on schedule

o Budget variance

e Resource utilization

e Open risks

e Open issues

o Data quality improvements
e Duplicate reduction

o Stewardship workload
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e User adoption
e Return on investment (ROI)

Performance dashboards provide executives with timely
insight into program health.

Step 9 - Manage Risks

Risk management should be integrated into every pr%@}%
S

S

Qf@

Insufficient executive support Q'A)

Resource shortages C}

Budget overruns 6

Technology integration c& nges

Poor user adoption

Incomplete metadata %

e Weak governance gcipation

e Regulatory co@hance issues

Common risks include:

4
The PMO main S% a risk register, tracks mitigation
activities, an orts significant risks to executive

leadership.
>

Step 10 - Transition to Operations

As implementation projects conclude, responsibility shifts
from the PMO to ongoing operational teams.

Operational responsibilities include:

e Data stewardship
e Governance meetings
e Continuous profiling
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e Data quality monitoring

e Metadata maintenance

e Master and reference data management
e KPI reporting

o Continuous improvement initiatives

The PMO remains responsible for overseeing strategic

enhancements and future phases while day-to-day
operations become part of normal business activities.

PMO Deliverables

A mature Data Quality PMO typically‘produces the
following artifacts:

e Project Charter

e Program Charter

e Project Portfolio

e Master Project-Schedule

e Resource Plan

o BudgetPlan

o RiskRegister

o Issue’Log

o _Dependency Matrix

o) Communications Plan

o Governance Calendar

o Status Reports

e Executive Dashboards

o KPI Reports

o Benefits Realization Report
e Lessons Learned Repository
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The Project Management Office serves as the operational
engine that transforms architectural planning into
measurable business results.

By coordinating projects, managing resources, controlling
budgets, monitoring risks, and maintaining executive
visibility, the PMO ensures the Data Quality and Data
Governance Program progresses in a disciplined,
predictable manner.

Working in partnership with executive sponsers, the Data
Governance Council, project managers, architects, and data
stewards, the PMO provides the structure necessary to
deliver the Future State Architecturéand to ensure that
investments remain aligned with.strategic business
objectives and produce sustainable improvements in
enterprise data quality.
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