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CHAPTER 5 - DATA GOVERNANCE STRATEGY AND FRAMEWORK

Digitized tax administrations are powered by data, which underpins the construction of
taxpayer profiles and the administration of tax functions. The application of technology to big
data flows allows for the “translation” and organization of data into usable information
associated with individual taxpayers. But access and use of taxpayer data generates risk . To
manage this data effectively and ensure its quality, security, and compliance, Tax
administrations implement data governance strategies frameworks. Data governance strategies
set out the objectives and goals of the frameworks. Data governance frameworks provide a
structured approach to managing data and data flows, ensuring that data is accurate, accessible,

used responsibly, and protected.

5.1 Background and foundation

5.1.1 Purpose: Why develop a Data Governance Framework?
In today’s data-driven world, Tax administrations are inundated with vast amounts of data.
This data, if managed effectively, can provide invaluable insights, drive strategic decisions,
and offer a competitive edge. However, without proper oversight, data can become a liability,
leading to inefficiencies, security breaches, and compliance issues. This is where a data

governance framework becomes essential.

5.1.2 Data Governance Strategy
One of the primary goals of a data governance framework is to ensure the quality and
consistency of data across the organization. High-quality data is accurate, complete, and
reliable, which is crucial for making informed decisions. A governance framework establishes
standards and procedures for data entry, storage, and maintenance, ensuring that all data
adheres to these quality benchmarks. This consistency allows different departments to

collaborate effectively, as they can trust the data they are using is accurate and up to date.

With the increasing prevalence of cyber threats and stringent data protection regulations,
safeguarding sensitive information has never been more critical. A data governance framework
outlines the policies and controls necessary to protect data from unauthorized access, breaches,
and other security risks. It ensures that data is classified according to its sensitivity and that
appropriate measures are in place to protect it. Additionally, it helps Tax administrations
comply with legal and regulatory requirements, such as GDPR or CCPA, by defining how data
should be handled and protected.

Data governance frameworks provide a structured approach to managing data, which in turn
facilitates better decision-making. By ensuring that data is accurate, consistent, and readily
available, Tax administrations can leverage it to gain insights and make strategic decisions.

This framework also promotes a culture of data-driven decision-making, where employees at
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all levels understand the importance of data and are equipped to use it effectively. This leads
to more informed, timely, and effective decisions that can drive business growth and

innovation.

Effective data governance can significantly improve operational efficiency. By standardizing
data management practices, Tax administrations can reduce redundancies and streamline
processes. This not only saves time and resources but also minimizes the risk of errors and
inconsistencies. Furthermore, a well-implemented data governance framework can automate
many data management tasks, freeing up employees to focus on more strategic activities. This
increased efficiency can lead to cost savings and improved productivity.

A data governance framework clearly defines roles and responsibilities related to data
management. This promotes accountability and ownership, ensuring that data is managed
responsibly throughout its lifecycle. By assigning specific roles, such as data stewards or data
custodians, Tax administrations can ensure that there are dedicated individuals responsible for
maintaining data quality, security, and compliance. This accountability fosters a culture of

responsibility and ensures that data governance is a shared priority across the organization.

As Tax administrations grow and evolve, their data needs and challenges also change. A robust
data governance framework provides the scalability and flexibility needed to adapt to these
changes. It allows Tax administrations to scale their data management practices to
accommodate increasing volumes of data and evolving regulatory requirements. Additionally,
it provides the flexibility to incorporate new data sources and technologies, ensuring that the

organization can continue to leverage data effectively as it grows.

5.1.3 Key Components of a Data Governance Framework
A robust data governance framework typically consists of the following areas:

a. Data Governance Policies and Standards: This section contains the rules and guidelines
that dictate how data should be managed and used within the organization. Policies
cover areas such as data quality, data privacy, and data security, ensuring that all data-
related activities comply with legal and regulatory requirements.

b. Data Ownership: This component delineates the roles and responsibilities for those in
charge of the data program. These “data stewards” are responsible for overseeing the
implementation of data governance policies and ensuring that data is managed
according to established standards. They play a crucial role in maintaining data quality

and resolving data-related issues.

c. Data Quality Management: This component focuses on ensuring that data is accurate,

complete, and reliable, by delineating metrics and KPIs against which data performance
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is judged. It involves regular data quality assessments, data cleansing, and the

establishment of data quality metrics.

Data Architecture and Metadata Management: This design section delineates the
structure and organization of data’s journey within the tax administration, defining data
access points, flows, and storage. Along with the data architecture, a metadata
management plan is needed and sets the processes and protocols for maintaining
information about the data, such as its source, format, and usage. Together, these

components help ensure that data is organized and easily accessible.

Data Security and Privacy: As a key component as a part of a data governance
framework, data security and privacy provisions define access rights and
responsibilities. Protecting data from unauthorized access and ensuring that it is used
in compliance with privacy regulations is a critical aspect of data governance. This
involves implementing security measures such as encryption, access controls, and

regular security audits.

Data Governance Committee: A data governance committee, typically composed of
representatives from various departments, oversees the data governance program. The
committee is responsible for setting data governance priorities, resolving conflicts, and

ensuring that data governance initiatives align with the organization’s strategic goals.

5.1.4 Possible benefits derived from implementation of a Data Governance Framework

Implementing a data governance framework offers several benefits:

a.

Improved Data Quality: By establishing clear standards and processes for managing

data, Tax administrations can ensure that their data is accurate, complete, and reliable.

. Enhanced Data Security and Privacy: A data governance framework helps protect

sensitive data from unauthorized access and ensures compliance with privacy

regulations, reducing the risk of data breaches and legal penalties.

. Better Decision-Making: High-quality, well-managed data provides a solid foundation

for making informed business decisions, leading to improved operational efficiency and

competitive advantage.

Regulatory Compliance: A data governance framework helps Tax administrations
comply with legal and regulatory requirements related to data management, reducing

the risk of fines and reputational damage.

. Increased Data Accessibility: By organizing data and maintaining comprehensive

metadata, a data governance framework makes it easier for employees to find and use
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the data they need, enhancing productivity and collaboration organization’s data assets.
It encompasses the policies, procedures, and standards that ensure data is accurate,
consistent, secure, and used responsibly.

A well-implemented data governance framework helps Tax administrations make better

decisions, improve operational efficiency, and maintain trust with customers and stakeholders.

5.2 Moving to Practice: Setting Up a Data Governance Program

In the era of big data, establishing a robust data governance program is crucial for Tax
administrations to manage their data assets effectively. A well-structured data governance
program ensures data quality, security, and compliance, while also enabling better decision-
making and operational efficiency. Here’s a comprehensive guide on how to set up a data

governance program.

5.2.1  Defining Objectives and Scope
The first step in setting up a data governance program is to define its objectives and scope. This
involves identifying the specific goals the organization aims to achieve through data
governance, such as improving data quality, ensuring regulatory compliance, or enhancing data
security. It is also essential to determine the scope of the program, including the data domains,
business units, and processes that will be governed. Clear objectives and scope provide a

foundation for the program and guide subsequent steps.

5.2.2  Establishing a Governance Structure
A successful data governance program requires a well-defined governance structure. This
includes forming a data governance council or steering committee composed of key
stakeholders from various departments. The council is responsible for overseeing the program,
making strategic decisions, and ensuring alignment with organizational goals. Additionally,
roles such as data stewards, data owners, and data custodians should be assigned to manage
specific aspects of data governance. These roles ensure accountability and ownership of data

management tasks.

5.2.3 Developing Policies and Standards
Once the governance structure is in place, the next step is to develop data governance policies
and standards. Policies provide guidelines on how data should be managed, accessed, and
protected, while standards define the specific requirements for data quality, metadata, and data
security. These policies and standards should be aligned with industry best practices and
regulatory requirements. It is also important to establish procedures for policy enforcement and

compliance monitoring.
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5.2.4 Implementing Data Management Processes

Effective data governance requires the implementation of data management processes that
ensure data quality, consistency, and security. This includes processes for data collection,
storage, integration, and usage. Data quality management processes, such as data profiling,
cleansing, and validation, help maintain high data quality. Data security processes, including
access controls, encryption, and auditing, protect data from unauthorized access and breaches.
Additionally, metadata management processes ensure that data is well-documented and easily
accessible.

5.2.5 Leveraging Technology and Tools
Technology plays a critical role in supporting data governance initiatives. Tax administrations
should invest in data governance tools and technologies that automate and streamline data
management processes. These tools can include data cataloging, data lineage, data quality, and
data security solutions. By leveraging technology, Tax administrations can enhance the
efficiency and effectiveness of their data governance program. It is also important to ensure

that these tools are integrated with existing IT infrastructure and systems.

5.2.6  Promoting a Data-Driven Culture
A successful data governance program requires a cultural shift towards data-driven decision-
making. This involves promoting awareness and understanding of data governance principles
across the organization. Training and education programs should be conducted to equip
employees with the necessary skills and knowledge to manage data effectively. Additionally,
fostering a culture of collaboration and communication between business and IT teams is

essential for the success of the program.

5.2.7 Monitoring and Continuous Improvement
Data governance is an ongoing process that requires continuous monitoring and improvement.
Tax administrations should establish metrics and KPIs to measure the effectiveness of their
data governance program. Regular audits and assessments should be conducted to identify
areas for improvement and ensure compliance with policies and standards. Feedback from
stakeholders should be gathered and used to refine and enhance the program. Continuous
improvement ensures that the data governance program remains relevant and effective in the

face of evolving data challenges and requirements.

Setting up a data governance program is a complex but essential task for tax administrations
seeking to harness the power of their data. By defining clear objectives, establishing a
governance structure, developing policies and standards, implementing data management
processes, leveraging technology, promoting a data-driven culture, and continuously

monitoring and improving the program, Tax administrations can ensure effective data
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governance. This not only enhances data quality, security, and compliance but also drives better

decision-making and operational efficiency.

5.3 Challenges in Setting Up a Data Governance Framework

Establishing a data governance framework is a critical step for digitized or digitizing tax
administrations aiming to manage their data assets effectively. However, this process is not
without its challenges. Here are some of the key obstacles tax administrations may face when

setting up a data governance framework:

5.3.1  Lack of Executive Support
One of the most significant challenges is securing buy-in from top management. Without
executive support, it can be difficult to allocate the necessary resources and prioritize data
governance initiatives. Executives need to understand the value of data governance and how it

aligns with the organization’s strategic goals.

5.3.2  Cultural Resistance
Implementing a data governance framework often requires a cultural shift towards data-driven
decision-making. Employees may resist changes to established processes and practices,
especially if they do not see the immediate benefits. Overcoming this resistance requires

effective communication, training, and demonstrating the value of data governance.

5.3.3  Data Silos
Data silos occur when data is isolated within different departments or systems, making it
difficult to achieve a unified view of the organization’s data. Breaking down these silos and
ensuring data integration across the organization is a significant challenge. It requires
collaboration between departments and the implementation of data integration tools and

processes.

5.3.4  Complex Data Landscape
Tax administrations often deal with a complex data landscape that includes various data
sources, formats, and systems. Managing this complexity and ensuring data consistency and
quality across the organization can be daunting. It requires robust data management processes

and technologies to handle diverse data types and sources.

5.3.5  Data Quality Issues
Ensuring high data quality is a fundamental aspect of data governance, but it can be challenging
to achieve. Data quality issues such as inaccuracies, inconsistencies, and missing data can

undermine the effectiveness of data governance efforts. Addressing these issues requires
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ongoing data quality management processes, including data profiling, cleansing, and

validation.

5.3.6  Regulatory Compliance
Compliance with data protection regulations such as GDPR, CCPA, and others is a critical
aspect of data governance. However, keeping up with evolving regulatory requirements and
ensuring compliance can be challenging. Tax administrations need to stay informed about

regulatory changes and implement processes and controls to meet compliance requirements.

5.3.7  Resource Constraints
Implementing a data governance framework requires significant resources, including time,
budget, and skilled personnel. Tax administrations may struggle to allocate these resources,
especially if they have competing priorities. It is essential to demonstrate the long-term benefits

of data governance to justify the investment.

5.3.8  Technology Integration
Integrating data governance tools and technologies with existing IT infrastructure can be
complex. Tax administrations need to ensure that these tools are compatible with their current
systems and can support their data governance objectives. This may require additional
investments in technology and expertise.

5.3.9  Defining Clear Roles and Responsibilities
Establishing clear roles and responsibilities for data governance is crucial for accountability
and ownership. However, defining these roles and ensuring that employees understand their
responsibilities can be challenging. It requires careful planning and communication to ensure

that everyone involved knows their role in the data governance framework.

5.3.10 Continuous Improvement
Data governance is not a one-time project but an ongoing process that requires continuous
monitoring and improvement. Tax administrations may struggle to maintain momentum and
ensure that data governance practices evolve with changing business needs and data challenges.
Establishing a culture of continuous improvement and regular assessments is essential for long-

term success.

While setting up a data governance framework presents several challenges, addressing these
obstacles is crucial for effective data management. By securing executive support, fostering a
data-driven culture, breaking down data silos, managing data quality, ensuring regulatory

compliance, allocating resources, integrating technology, defining roles, and committing to
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continuous improvement, Tax administrations can overcome these challenges and establish a

robust data governance framework

5.4 Challenges faced by Developing Countries in Setting Up a Data Governance
Framework

Developing countries face additional challenges in establishing robust data governance

frameworks. These challenges stem from various socio-economic, technological, and

infrastructural factors that can hinder the implementation and effectiveness of data governance

initiatives. Here are some of the special challenges faced by developing countries:

5.4.1 Limited Financial Resources
One of the most significant challenges for developing countries is the lack of financial
resources. Implementing a data governance framework requires substantial investment in
technology, infrastructure, and skilled personnel. Developing countries often have limited
budgets, and data governance may not be prioritized over other pressing needs such as
healthcare, education, and infrastructure development. This financial constraint can impede the

establishment and maintenance of an effective data governance framework.

5.4.2 Inadequate Technological Infrastructure
Developing countries often struggle with inadequate technological infrastructure, which is
essential for data governance. Reliable internet connectivity, data storage facilities, and
advanced data management tools are often lacking. This technological gap makes it difficult to
implement and sustain data governance practices. Additionally, the lack of infrastructure can

lead to data silos and inconsistencies, further complicating data management efforts.

5.4.3  Shortage of Skilled Personnel
A successful data governance framework requires skilled personnel, including data scientists,
data stewards, and IT professionals. Developing countries often face a shortage of such skilled
individuals due to limited educational and training opportunities. This skills gap can hinder the
implementation of data governance initiatives and affect the overall quality and reliability of

data management practices.

5.4.4 Regulatory and Legal Challenges
Developing countries may lack comprehensive data protection laws and regulations, which are
crucial for data governance. The absence of clear legal frameworks can lead to inconsistencies
in data management practices and make it challenging to ensure data security and privacy.
Additionally, even when regulations exist, enforcement can be weak due to limited resources

and institutional capacity.
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5.4.5 Cultural and Organizational Resistance
Cultural and organizational resistance to change can be a significant barrier to implementing
data governance in developing countries. Tax administrations may be accustomed to traditional
ways of managing data and may resist adopting new practices and technologies. This resistance
can stem from a lack of awareness about the benefits of data governance or fear of the
unknown. Overcoming this resistance requires effective communication, education, and

change management strategies.

5.4.6  Data Quality Issues
Ensuring high data quality is a fundamental aspect of data governance, but developing
countries often face significant data quality issues. Inaccurate, incomplete, and outdated data
can undermine the effectiveness of data governance efforts. Addressing these issues requires
robust data quality management processes, which can be challenging to implement without the

necessary resources and expertise.

5.4.7 Political and Economic Instability
Political and economic instability can pose significant challenges to data governance in
developing countries. Frequent changes in government, policy shifts, and economic crises can
disrupt data governance initiatives and lead to a lack of continuity and consistency.
Additionally, political instability can affect the allocation of resources and priorities, making

it difficult to sustain long-term data governance efforts.

5.4.8 Limited Awareness and Understanding
There is often limited awareness and understanding of data governance principles and practices
in developing countries. This lack of awareness can result in a lack of support from key
stakeholders, including government officials, business leaders, and the general public. Raising
awareness about the importance of data governance and its benefits is crucial for gaining

support and driving successful implementation.

Setting up a data governance framework in developing countries presents unique challenges
that require tailored solutions. Addressing these challenges involves securing financial
resources, improving technological infrastructure, building skilled personnel, establishing clear
regulatory frameworks, overcoming cultural resistance, ensuring data quality, and navigating
political and economic instability. By recognizing and addressing these special challenges,
developing countries can establish effective data governance frameworks that enhance data

management, drive better decision-making, and support sustainable development.
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5.5 Experience: Regional and multilateral data governance programs

Africa: Many African countries have made significant strides in data governance. For
instance, between 2012 and 2021, the number of African countries with at least one form
of data protection law tripled from 12 to 28. These frameworks focus on both safeguards
(e.g., data protection, privacy) and enablers (e.g., data portability, localization). However,

implementation remains a challenge due to regulatory inertia and capacity issues. '

Global Data Governance Mapping Project: This project, conducted by the Digital Trade
and Data Governance Hub, provides insights into how various countries, including
developing ones, govern personal, public, and proprietary data at national and international
levels. The project highlights the diverse approaches and the importance of robust legal

and regulatory frameworks to sustain a data-driven economy.?

Open Government Data Projects: Several developing countries have active open
government data projects. These initiatives aim to enhance transparency, accountability,
and public service delivery. A study identified 12 case studies from diverse geographic

regions, showcasing the impact and challenges of these projects.?

5.5.1 Country-specific programs

e Kenya: Kenya has made significant progress with its data governance framework,
particularly through the implementation of the Data Protection Act, 2019. This act
establishes the Office of the Data Protection Commissioner, which oversees data
protection and privacy, ensuring that personal data is processed in accordance with the

law.*

e Brazil: Brazil’s General Data Protection Law (LGPD) is another example of a robust
data governance framework in a developing country. The LGPD regulates the
processing of personal data and establishes guidelines for data protection, ensuring that

individuals® privacy rights are respected’.

e South Africa: South Africa’s Protection of Personal Information Act (POPIA) is
another example of a robust data governance framework. POPIA regulates the
processing of personal information and establishes guidelines for data protection,

ensuring that individuals’ privacy rights are respected.®

" https://www.usitc.gov/publications/332/journals/jice_africa_data protection_laws.pdf

2 https://globaldatagovernancemapping.org/

3 https://oecd-opsi.org/guide/open-government/open-government-implementation/

4 Kenya Data Protection Law (2019) DataProtectionAct240f2019.pdf (kenyalaw.org)

5 https://iapp.org/news/a/brazil-s-new-regulation-on-international-data-transfers

® https://cms.law/en/int/expert-guides/cms-expert-guide-to-data-protection-and-cyber-security-laws/south-africa
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