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Today’s Takeaways 

BLUF By engaging in some key activities, we can support our 
data stewards today and lay the groundwork for future data 
governance initiatives. 

Attendees will learn about
1. a new data stewardship effort at LANL and the role of a “data 

ambassador”
2. Predictable reasons data governance efforts fail and why 

working closely with data stewards sets up data governance 
to thrive

3. How to prepare for the next “Now What… Opportunity”

Presenter Notes
Presentation Notes
Hi, everyone. I’m Kimberly Maestas. I work at Los Alamos National Laboratory. I’ve worked in the related disciplines of data/information/knowledge management for almost a couple decades. I currently am a co-director of a data stewardship effort we call Midas (Mission Data Stewardship) and I co-facilitate a data governance council that serves the weapons programs. 

I hope to make a strong case today for not waiting to start a data stewardship program, even if you don’t yet have mature data governance or you just don’t know where to start to sort through the chaos.

Today, you’ll learn about the Midas program at LANL, how working with stewards combats predictable ways data governance efforts fail, and you’ll learn a strategy you can use to harness the chaos – a strategy I call the “Now what… opportunity.”

Related:

“The role [data steward] requires the patience of a kindergarten teacher and the ability to successfully negotiate a hostage situation.” – Laura B. Madsen in Disrupting Data Governance.

Data stewardship may be defined simply as the responsible planning and management of common resources. 
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Los Alamos National Laboratory is a complex, dynamic 
system of people, facilities, and services

BY-THE-NUMBERS

40 square miles

Almost 900 
buildings, 
13 nuclear 

facilities

> 14,000 
workers 

1,800 students,
460 postdocs

Last updated FY22

Presenter Notes
Presentation Notes
To start, I’d like to give you a little context about LANL. We are both a production agency and a design agency for the nuclear security complex and have wide ranging ST&E capabilities.

In the bottom right, you can see we have 3 organizational buckets: STE, Weapons, Ops. I’ve worked in all three of these.

As you might imagine, the data that is generated and consumed is very different within and across all of these organizations.
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Intro to the Mission Data Stewardship (Midas) Alliance

Mike Ham
Mikeh@lanl.gov

Kimberly Maestas
kgotches@lanl.go
v

• Established May 2024
• Mission: Support data stewards so they 

are positioned to leverage opportunities 
and lower barriers to deriving value from 
data.

• Goals: Establish a network of data 
stewards and build relevant models for 
data stewardship across the Laboratory.

• Key Principles: Data is an enterprise 
asset; Engage all stakeholders

• Staff: 2 full time co-directors
• Funding: Advanced Simulation and 

Computing (ASC) Program

Presenter Notes
Presentation Notes
In May of this year, my colleague Mike Ham and I became the co-directors of what we call the Midas Alliance. The word Alliance is intentional. LANL, like many other large organizations, is essentially made up of many smaller businesses/special interest groups. To manage data as an enterprise asset, these businesses must become allies, which is something we strive to foster. 

We support data stewards so they can leverage opportunities and lower barriers to getting the most value out of their data.

Through engaging with partners and initiatives across the Laboratory, we are slowly establishing a vibrant network of stewards, We’re learning about their needs so we can recommend relevant stewardship models. Specifically, Mike and I are responsible for formalizing the roles/processes for stewards supporting the weapons programs. 
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Midas strives to unite LANL Data Efforts

• Steward Advocacy: Gather feedback from 
data stewards and funnel that feedback 
through data governance and other 
management channels. (“Data 
Ambassadors”)

• Data Literacy: Facilitate workshops and 
share resources to build long-term data 
stewardship muscle 

• Partnerships: Collaborate with business 
teams and data delivery teams to streamline 
data management processes. Dalle: King Midas building 'data stewardship muscle.'

Presenter Notes
Presentation Notes
Midas strives to unite data efforts by building the data stewardship muscle.

One way we do this is by advocating for stewards. I mentioned Mike and I facilitate the Weapons Program Data Governance Council. This allows us to funnel the needs of stewards to the senior managers on the council, ensuring that policies/standards are shaped with the needs of stewards in mind. 

We also frequently engage in data literacy like what we are doing here engaging in these important conversations with you all this week.

And, of course, partnerships are key. Notably, Mike and I sit organizationally within a data delivery division, which ensures we stay current with data delivery opportunities/challenges.
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The knockout blows for data governance can all be 
addressed with a strong foundation in data stewardship. 

• “We had good intentions, but it turns out what we were 
doing wasn’t relevant to the businesses we were trying 
to help.”

• “We failed to quantify the impact of our efforts.”
• “There was a lack of resource commitment.”
• “We had poor incentives to motivate people to work 

with us.”
• “We had no authority or accountability.”

Photo credit: Openclipart.org

Presenter Notes
Presentation Notes
Whenever I meet people at data governance conferences, it quickly becomes apparent that organizations are not trying data governance for the first time. They are on attempt 2, 3, or more.

LANL is no different. Several years ago, we had a governance council that gained some ground particularly in operations. In 2018 the Lab changed management, and it didn’t withstand the transition. 

I’ve started collecting what speakers and colleagues have shared as the reasons they believe they failed and these are a summary of the comments that are repeated the most.

I believe, all of these situations can be rectified by building strong relationships with different kinds of data stewards. 
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Fast forward 6 months… Imagine you have achieved 
exactly what you’ve been striving for.

We need to be able to say to our 
sponsors/leaders:
• “If this project can get this data, they 

can deliver this [].”
• “If we don’t remove this barrier to 

getting this data, this project will NOT 
deliver this [].”

• And this is what we need from you.

Now What… Opportunity

Photo Credit: PickPik.com

Presenter Notes
Presentation Notes
I promised to share a strategy to help harness the data chaos, and here it is.

Let’s take a moment and fast forward 6 months and imagine your organization has the thing – whatever thing you believe is currently holding you back from bringing order to the chaos. For me at LANL, I imagine we have a Laboratory-wide Data Governance Board and a fully empowered Chief Data Officer. I picture sitting in a room with them, hopeful they are going to have all the answers. They look back at me, just as hopeful that I will have the answers. And we all say, “Now what”?

When we do start a data governance board at LANL, I want to be ready to tell that board exactly what work will be impacted if we do or do not engage in specific data initiatives. 

This is what I call the “Now what… opportunity.” I am constantly thinking ahead six months, imagining we’ve reached a significant goal and checking in with myself that whatever I’m working on today will allow me to have a strong answer to the question “now what?”
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What are some worthwhile early focus areas for a data 
stewardship program?

(1) Find existing communities and projects, and make yourself useful

(2) If you think you are articulating strong value statements, think again

(3) Start building a culture to embrace changes in data management

Doing these three things now will not be wasted work.

Presenter Notes
Presentation Notes
As you engage with stewards, you are going to uncover many data problems and feel like you are constantly pulled in many directions. Keeping the “Now What… opportunity” in mind, has helped me identify three areas I think are particularly worthwhile to focus on. 

(1) In the first place, we need to find out what is already happening and make ourselves useful there. What do I mean by useful? The question we pose to our stewards is not who can help us from your business to do data stewardship? Instead, it’s what do you need so your data could be more useful to you? Then we help solve those challenges.

(2) The second area I focus on is communicating the value in managing data well.  I’m going to show you a test in a bit you can use to challenge how you are currently doing this.

(3) Lastly, I focus on culture change. Never underestimate the power we all in this room have to start building a culture that is open to the kinds of changes we are trying to make.
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Pilot: In Situ Data Stewardship in R&D 
PROBLEM SOLUTION APPROACH

• The practice of scientific 
research in the digital age has 
led to a significant increase in 
the amount of data 
generated and collected.

• Researchers are struggling to 
keep up with their 
program/funder demands 
and the growing demands of 
data management.

• Research program managers 
are similarly overwhelmed and 
unsure of what actions to 
take.

• Existing attempts to assign 
information professionals to 
research teams in the role of 
data concierges have not yet 
solved the problem.

• Identify and support existing 
data stewards within research 
programs and projects.

• Formalizing the 
roles/responsibilities of data 
stewards within the teams, 
ensures data management 
strategies are implemented at 
the time of data creation, 
which leads to thorough 
documentation and data 
preservation for decades in 
the future.

• Conduct a series of workshops 
with the diagnostic, design, 
and simulation teams to 
understand their workflows, 
assess the maturity of their 
existing data stewardship 
practices, and formulate 
recommendations for in-situ 
stewardship. 

• Working with the program on 
an action plan, including 
establishing requirements for 
reports and data 
management practices.

• We will consult with the 
program on an ongoing basis.

If someone 
needs to re- 
run your 
analysis in 5 
years, can 
they?

Presenter Notes
Presentation Notes
I’d like to share a story about something we’re learning by jumping in and working with stewards in research programs. 

We all know there’s been a significant increase in the amount of data generated and collected. Researchers are struggling to keep up with it, as are their program managers and funders. At LANL we have attempted to assign information professionals to research teams in a role we call data concierges. The role has been largely focused on managing the data output from research teams and not as much on the process of stewarding data through the life of the research project. 

So, now we have a hypothesis that we can all be more successful if we identify and support existing data stewards within research projects and programs. By formalizing the roles/responsibilities of these stewards within the teams, we think there is a higher likelihood data management strategies will be implemented at the time data is created. We are referring to this as “in situ data stewardship.”

To test this hypothesis, we are conducting a series of workshops with diagnostic, design, and simulation teams to understand the way they do work and to understand their existing stewardship practices. We went in with the goal of understanding what would need to be done to be able to re-run an analysis in 5 years. Along the way, we’ve discovered a lot of data needs stewards have for active research as well  (e.g. dashboard of authorized values). As we learn we are developing recommendations for in-situ data stewardship tailored to their particular teams. We are also working with the program management on an action plan and intend to consult with the program on an ongoing basis. 
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If you think you are articulating strong value statements, 
think again

• The process of implementing formal data 
stewardship will have far-reaching effects on an 
organization.

• In some cases, people will be asked to change how 
they work with data and how they interact with each 
other on activities involving data.

• Change takes place when people behave differently 
because they recognize the value in doing so.

• Therefore, if we want to help lead these changes, 
we need to get REALLY good at communicating 
value propositions.

Dalle: Misaligned value proposition

Presenter Notes
Presentation Notes
These kinds of big changes we are trying to make will only come about if people recognize the value in doing so. I heard somewhere that data management is really just people management and in a lot of ways, that’s true. People are not going to change the ways they interact with data simply because we establish a data governance program or some sort of policy. We have to get really good at identifying and communicating value.

In this picture we have a librarian who is very proudly holding papers he is organizing for the researchers depicted in the background. The researchers are fretting about their publication stats. Unless this librarian can communicate how organizing these resources will help them with their publication stats, they will not hear him. And nothing will change.
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Value Statement Test: Let’s choose the best example

Example 1: Organizations that formalize data stewardship responsibilities into 
daily routines quickly view data governance as non-threatening rather than over 
and above the existing work effort.
Example 2: Organizations that enforce stricter data management policies assure 
themselves of lower levels of risk in data compliance assessments.
Example 3: Teams that manage their data well achieve higher-quality research, 
increased visibility, and the consequent benefits of enhanced citation rates.

Test 1: Who cares the most about Y? (Must be the business) 
Test 2: Can you describe how Y is a possible result of X?

Formula: Organizations/Teams that do (X) demonstrate business value improvements (Y).

Formula derived from Robert Seiner, KIK Consulting and author of Non-Invasive Data Governance 

(Depends)

Presenter Notes
Presentation Notes
Being able to create value statements tailored to the people we work with is a very useful skill to develop. It guides what we work on and how we interact with each other. 

The formula here and examples 1 & 2 are derived from Robert Seiner, who is well respected in the data governance world and the author of a book called non-invasive data governance. While I like the formula, I respectfully disagree that these examples are strong. I see and hear statements like this very frequently. So, I’ve come up with two tests for value statements with a hope of changing how we communicate about value.

Most value statements fail test 1 – who cares the most? I’ll quickly go through the green part of each example to show you what I mean.

Example 1: Who really cares the most about data governance becoming non-threatening? The truth is, it’s everyone in this room and maybe less so the people we are engaging.

Example 2: Who really cares about getting a positive data compliance report card? This depends who you are talking to. A Manger might really care.  But is this what is top of mind for an experimentalist or a researcher? 

Example 3: I can thank a steward we recently worked with for the third example. I went through a whole speech about how much easier it will be to find and use their data and he interrupted me and said, I don’t care. But I can see how what you’re suggesting might help me have higher quality research, increased visibility, and maybe even higher citation rates. That I care about. So, thanks to him, example 3 passes test 1. 

Next the challenge is to make sure you can stand behind how what your’re doing actually results in this value.

Holding ourselves to these kinds of standards to create real value is what will make or break our data programs. 
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Fast forward 6 months again… Now what?

• deve lop  awareness of the  ro le  of da ta  
stewardsh ip  and  da ta  stewards in  
d iffe ren t environm ents (research , 
business)

• Stream line  da ta  stewardsh ip  processes 
to  support downstream  analytics and  AI 
use  of da ta

• provide  m ore  forum s for those  working 
as da ta  stewards to  share  knowledge  
and  best p ractices th rough  peer support 
and  cross-d iscip linary collabora tion

“Great things are done by a series of small things brought together.” – Vincent Van Gogh

Now What… Opportunity

Photo Credit: PickPik.com

Presenter Notes
Presentation Notes
It’s going to be a constant process to evaluate where we are, where we came from, where we are going.  6 months after 6 months there is going to be another Now What Opportunity. 

When making a big change like we all are, it can be easier to break it into many smaller changes so we don’t get overwhelmed. These are some of the areas I know our program will be focused on as we grow:

We are building awareness that there is no one-size-fits-all model for data stewardship. In particular, the model for research data stewardship will look very different from business data stewardship.

We are actively participating in efforts to establish AI governance alongside data governance. On that note, I encourage you to checkout the poster Mike ham created, (U) Preparing LANL’s Data for National Security AI applications: The Ambitious Vision of the Mission Data Stewardship (Midas) Alliance

We are continuing to build up various forums for knowledge exchange across stewards.

Whether you are just starting or seeking to enhance your current efforts, I hope you learned something today that will be useful in your own data stewardship efforts. And I hope you will be ready when you hear – Now what?
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Contact Info

• Reach Kimberly at kgotches@lanl.gov
• Reach the LANL Weapons Program Data Governance Council/Mission Data 

Stewardship Alliance at WP-DGCRequests@lanl.gov 

Presenter Notes
Presentation Notes
Along your journey, feel free to reach out to me. We are in this together. 

When you look back at my slides, please also checkout the additional resources I’ve prepared for you, which includes a table depicting the key differences between research and business data management and a must-checkout video. 



mailto:kgotches@lanl.gov
mailto:WP-DGCRequests@lanl.gov
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Additional 
Resources

Look for the Midas 2024 D3 poster – (U) Preparing LANL’s 
Data for National Security AI applications: The Ambitious 
Vision of the Mission Data Stewardship (Midas) Alliance
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The stewardship model for research data should not be the 
same as the model for enterprise (business) data.
Research Data Activities Enterprise (Business) Data Activities

Use data to better understand how the world works/ understand a 
concept.

Use data to better understand enterprise functions and improve 
business processes.

Data = an instrument of research and new knowledge Data = $

Questions, once answered, may never be asked the same way again. Questions are usually repeated; Regular monitoring of processes are 
often crucial to business success.

Data is most often unstructured Data is most often structured

Research data needs to be collected, captured, created, or 
contracted from the environment being studied. E.g. Raw data from 
an x-ray machine

Exists in applications or internal repositories

Project-based. Typically, each project has a unique data 
management plan

Function-based

Aim for consumers to understand the data used for the research to 
allow for potential replication or extension of the work.

Aim for consumers to understand context around the data so it may 
be interpreted and used correctly.

Approaches to manage the data are often project-dependent There are well established "best practices" and "maturity levels" to 
describe how enterprise data are and should be managed

Derived from “Research vs enterprise: the data showdown” by San Cannon.

Presenter Notes
Presentation Notes
Someone told me once to just replace the world business with research and the practices proposed for business data management will apply to research management. This is definitely not the case. Many practices essential for enterprise data management have no relevance for research data and vice versa. 

If we are going to understand who data stewards are, what they are doing, and what they need to be doing, we have to be cognizant of this distinction. The distinction that stands out the most to me is that research data is project based and business data is function based. 

Reference: https://www.linkedin.com/pulse/research-vs-enterprise-data-showdown-san-cannon#:~:text=I%20propose%20a%20second%20definition,focused%2C%20enterprise%20is%20inwardly%20focused 
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Aiming to create a data culture free from judgement
Data Sharing and Management Snafu in 3 Short Acts:

Everything you 
need to know is 

in the article.

I need the 
data.

I don’t 
remember…

I opened the data 
and I don’t 

understand it. 
What is the field 

called Sam2?

See: NYU Health Science Library, https://www.youtube.com/watch?v=N2zK3sAtr-4

I II III

The company 
that made the 
program went 

bankrupt.

To read your 
data, I need 
the program 

you used.

Presenter Notes
Presentation Notes
We introduce humor in each workshop, so we stay away from any judgement about current data management practices. We all have many snafus in our data management stories. 
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