
Data Governance Workshop Exercises 
Guide
This comprehensive guide outlines four essential workshop exercises designed to establish effective data 
governance frameworks within organizations. From mapping responsibilities and drafting data contracts to 
designing team structures and creating implementation plans, these exercises provide practical, hands-on 
approaches to developing robust federated data governance practices. Each exercise includes detailed 
instructions, expected outcomes, and implementation strategies to ensure successful adoption across your 
organization.
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Mapping Governance Responsibilities 
(RACI Exercise)
The RACI matrix exercise helps organizations clearly define who is Responsible, Accountable, Consulted, and 
Informed for various data governance activities. This critical framework eliminates ambiguity and establishes 
clear ownership across the data lifecycle.

Identify Key Data 
Activities
List all essential data 
governance activities 
requiring oversight, 
including data acquisition, 
quality management, 
access control, and 
compliance monitoring.

Map Stakeholders
Identify all relevant 
stakeholders across 
business units, IT, 
compliance, and 
executive leadership who 
interact with your data 
ecosystem.

Create RACI Matrix
Build a comprehensive 
matrix assigning each 
stakeholder their 
appropriate role (R, A, C, or 
I) for each governance 
activity.

Validate & 
Implement
Review the matrix with 
stakeholders to confirm 
assignments, identify 
gaps, and establish a 
process for regular 
reviews and updates.



Ensuring Accountability in Distributed 
Landscapes
Clear accountability frameworks prevent data governance gaps in federated models. RACI matrices define who 
does what across domains.

Responsibility 
Area

Finance Marketing Inventory Sales

Maintaining 
Customer Data 
Quality

Managing Data 
Contracts & 
Compliance

Ensuring Sales 
Data Accuracy

Inventory Data 
Reconciliation

Customer Data 
Access & Sharing 
Rules

Analyzing 
Customer 
Behavior for 
Insights

Revenue & Cost 
Reporting

R=Responsible, A=Accountable, C=Consulted, I=Informed. This matrix enables data governance by clarifying 
cross-functional ownership.



Drafting a Data Contract
Data contracts establish formal agreements between data producers and consumers, creating accountability and 
transparency in data exchanges. A well-crafted data contract clarifies expectations and ensures compliance with 
organizational standards.

Essential Contract Components

Clear ownership designations for each dataset

Specific access control parameters and security 
requirements

Data quality standards and verification processes

Service level agreements (SLAs) for data 
availability

Compliance requirements and validation 
mechanisms

Implementation Strategy

During this exercise, participants will work in cross-
functional teams to draft contracts for critical datasets. 
Each team should identify automation opportunities 
for contract validation, including metadata tracking 
and compliance verification. The exercise culminates 
with teams presenting their contracts and receiving 
feedback from data stakeholders.



Designing a Federated Data Team 
Structure
Effective federated data governance requires thoughtful organization of responsibilities across business and 
technology teams. This exercise helps participants design a team structure that balances centralized oversight 
with distributed execution capabilities.

1
Executive Sponsorship
C-suite champions and data governance board

2
Central Governance Office
Standards, policies, and enterprise coordination

3
Domain Data Stewards
Department-level implementation and oversight

4
Data Producers/Consumers
Day-to-day execution and compliance

During this workshop exercise, participants will map specific roles across the organization, identifying which tasks 
require human judgment versus which can be automated through technology. Teams will create visual 
representations of their federated structures, showing information flow, decision rights, and escalation paths 
between organizational layers.



Action Planning for Implementation
The Governance Action Plan template provides a structured approach to translating workshop insights into 
concrete implementation steps. This exercise helps organizations prioritize initiatives, allocate resources 
effectively, and establish realistic timelines for federated governance adoption.

1
Assess Current State
Document existing governance practices, identifying strengths and gaps against organizational 
objectives.

2
Define Priority Initiatives
Select 3-5 high-impact data governance initiatives based on business value and implementation 
feasibility.

3
Allocate Resources
Assign ownership and secure necessary budget, technology, and personnel commitments.

4
Establish Timeline
Create a phased implementation schedule with clear milestones and success metrics.

Teams will complete the action plan template during the workshop, receiving real-time feedback from facilitators 
and peers. The completed plans should include specific next steps for the first 30, 60, and 90 days.



Workshop Implementation Best Practices
Maximize the impact of your data governance workshops by following these proven implementation strategies. 
These best practices ensure that workshop activities can provide ongoing value.

1 Secure Executive Sponsorship
Ensure at least one C-level executive visibly 
supports and participates in the workshop. Their 
presence signals organizational commitment 
and helps remove implementation barriers. Have 
this sponsor open the workshop with clear 
business objectives for governance initiatives.

2 Include Cross-Functional Teams
Invite representatives from all key stakeholder 
groups including business users, IT, legal, 
security, and analytics teams. Diverse 
perspectives lead to more comprehensive and 
practical governance frameworks that address 
multiple needs.

3 Focus on Business Outcomes
Connect every data governance activity to 
specific business benefits such as improved 
decision-making, regulatory compliance, or 
operational efficiency. When participants 
understand the "why" behind governance, 
adoption increases significantly.

4 Plan for Follow-Through
Schedule regular checkpoints after the workshop 
to review progress against action plans. Create 
accountability by establishing a governance 
steering committee that meets monthly to 
address implementation challenges.

By implementing these workshop exercises with the recommended best practices, organizations can build 
federated data governance frameworks that balance control with flexibility. Remember that governance is an 
ongoing journey requiring continuous refinement and adaptation as business needs evolve.


