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ABSTRACT

Over the past decade, Open Government Data (OGD) strategies
have become a continuing concern in administrative services. This
is even truer than at any time. Given the current situation, data
management, specifically consistent data publication, has been cen-
tral to public institutions. The Covid-19 pandemic has shown that
data collected by public administrations could make valuable contri-
butions. However, in Switzerland, the pandemic has highlighted the
limitations of public organizations’ capability to lead the publica-
tion of their data. Based on an ethnography and a literature review,
this paper explores how data governance components impact OGD
publication process and presents a model of OGD governance. For
this purpose, we identify key data governance components neces-
sary to OGD publication - structural, procedural, and relational -
and illustrate how OGD challenges rarely arise from the publica-
tion of OGD or the open nature of data itself, but a lack of data
governance.
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1 INTRODUCTION

With the emergence of the open government policy under the
Obama presidency, Open Government Data (OGD) - which are
transformed government data to be openly published, shared, and
reused by anyone for any purpose - became a continuing concern in
worldwide administration services. The Washington Post recently
reported that business groups, including the Software Alliance, the
Information Technology Industry Council and the Internet Associ-
ation, pressure the Biden administration to coordinate open data
efforts across the government [1]. From an academic perspective,

Permission to make digital or hard copies of all or part of this work for personal or
classroom use is granted without fee provided that copies are not made or distributed
for profit or commercial advantage and that copies bear this notice and the full citation
on the first page. Copyrights for components of this work owned by others than ACM
must be honored. Abstracting with credit is permitted. To copy otherwise, or republish,
to post on servers or to redistribute to lists, requires prior specific permission and/or a
fee. Request permissions from permissions@acm.org.

dg.0 2022, June 15-17, 2022, Virtual Event, Republic of Korea

© 2022 Association for Computing Machinery.

ACM ISBN 978-1-4503-9749-0/22/06...$15.00
https://doi.org/10.1145/3543434.3543438

235

many authors such as [2] and [3] claimed that open access to gov-
ernment data has increased rapidly and represents a growing part
of government management activities. Due to their daily activities,
governments not only collect and create a plethora of data, but
they also appear as the central actors in charge of these strategic
assets [4]. This is even truer now than at any time. The Covid-19
pandemic provides concrete examples and has shown that public
administrations’ data might help better understand the situation,
identify clusters, and plan adapted measures [5]. Moreover, the
pandemic has also demonstrated how necessary the availability
and exchange of data in crisis management has become. While
collecting data has always been a structural component in public
organizations occupations, the Covid pandemic recently reveals lim-
itations of data handling in public organizations. [6] notably state
that government test results may contain numerous errors, and it
is unclear if these data provide valuable information to decision-
making and generate value [7]. In the same vein, leading media
outlets describe a chaotic data collection and information exchange
situation. In Switzerland, the country where this study originates,
there seems to be a lack of interoperability between the Federal
Government and lower-tier administration (i.e. the 26 Cantons the
Swiss’s administration is divided in), skills deficit as well as a lack of
communications between the actors concerned [8]. In many cases,
disciplines, practices, tools, and techniques for collecting, cleaning,
and organizing government data seem different. This makes data
ownership, strategies as well as data publication, among others,
often unclear, adding new data management and governance com-
plications [4, 7] and leading public sectors organizations face an
increasing number of OGD challenges [9].

Although there is a growing body of literature on OGD publica-
tion regarding sociological, technical, and legal challenges [7, 10-15],
few papers consider data governance as the root of the problem.
Based on an in-depth literature search, [16] define data governance
as “a cross-functional framework for managing data as a strategic
enterprise asset. In doing so, data governance specifies decision rights
and accountabilities for an organization’s decision-making about its
data. Furthermore, data governance formalizes data policies, stan-
dards and procedures, and monitors compliance”. Recognize as the
main challenge in (big) data value creation, data governance pro-
vides organizations insights and information necessary to run a
data-driven organization [9] and appears relevant for facilitating
open data use [17]. [18] highlighted that only effective data gov-
ernance may allow value creation, and Soares [19] stated that to
leverage data as valuable assets, people, processes, and technologies
must be effectively managed through data governance programs [9].
[20] describes a data governance program as a framework providing
data security, allowing data policies and standards development,
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and thus assisting decision-makers. While data governance receives
increasing attention in the private sector as an appropriate solution
to resolve organizational issues with data [7], so far, little is known
regarding the impact of data governance on OGD publication [21].
[22] show that only three percent of the data governance papers
written between 2007 and 2017 focus on the e-government research
field. Hence, we believe that the publication of government data in
open access is not the only reason that makes public organizations
overwhelmed by OGD publication, but that OGD barriers find their
origins deeper in data governance issues. Based on an extensive
review of the literature on OGD and data governance and combined
with an ethnography inquiry, this paper attempts to formulate theo-
retical assumptions in order to develop an OGD governance model.
In doing so, we seek to extend the current discourse and better
understand to what extent data governance practices may impact
the publication of OGD [4]. Accordingly, we aim to answer the
following research question:

e To what extent do data governance practices impact the
OGD publication?

For this purpose, we first discuss the data collection approach of
both literature review and ethnography as well as the data analysis.
Then, to make the ethnography easier to understand, we present
the context in which it happened. In the fourth part, we present and
discuss results by cross-checking the findings of existing literature
with the analyses of ethnographical data collected. In doing so,
we seek to identify the crucial data governance practices and their
effects on the OGD publication process. This step allows us to define
convergences between the theory and the practice and formulate
eleven hypotheses clustered in three majors’ components. Finally,
we conclude this paper by presenting our OGD governance model.

2 METHODOLOGICAL APPROACH
2.1 Data collection

To a better knowledge of data governance practices and their po-
tential impacts on the OGD publication, we conducted a compre-
hensive literature review on two types of publication (Table 1).
We first examined (i) practice-oriented publications, i.e. relevant
official documents such as Swiss OGD strategies, cantonal strat-
egy, legislative agenda [29-31], reports of the European Commission
[32, 33], as well as (ii) scientific literature on OGD and data gov-
ernance. From a practice-oriented publication perspective, we led
research throughout the project and focused on the city and can-
tonal websites and the Swiss and European OGD platforms. We
notably researched with different web browsers, using keywords
such as data governance strategy, OGD strategy, or data governance
practices in Switzerland. From a scientific publication perspective,
we conducted a systematic literature review in September 2021
and integrated materials published between 2001 and 2021 on two
platforms - Web of science and AIS library. We considered these
two platforms a good starting point to study data governance state
of knowledge given that the first tends to regroup public adminis-
tration papers while the latter clusters literature on Information
System (IS) research. On both platforms, we used the two following
search strings - “data governance” AND “public sector”, and "Open
Government Data" OR "open government data". As a result, we found
a total of 496 papers. After removing duplicates, editors’ comments,
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and introductions to mini tracks, we finally obtained 464 scientific
papers. To further reduce the number of relevant papers, we created
an excel database including an ID, the title and the abstract of the
papers, authors’ name, and year of publication, in which we made
a key words research. Thus, we were able to selectively focus on
papers that contained the terms “open data”‘data governance” and
“data governance practices” words in their abstract. This operation
leads us to focus on 22 papers intensely.

In order to identify the daily practices of municipal depart-
ments involved in the OGD municipal sample preparation process
and closely investigate their mechanisms, we conducted an ethno-
graphic inquiry. Ethnography is described by [23] as a method-
ological and practice-based approach that seeks to pinpoint human
interactions with other humans, objects, environment or institu-
tions to better understand their operations. According to many
authors, this qualitative research design facilitates exploration in
a real-life context of departments and strongly contributes to pin-
pointing fractures and rifts workers [24-26]. Furthermore, through
multiple sources of evidence, ethnography aims to describe both
the group members’ point of view and the perceptions and inter-
pretations of researchers [27]. Hence, for a researcher, ethnography
allows exploring the roles of departments members, their actions
and contributes to a better comprehension of the flow of organi-
zational activity, events, and dynamics in their daily work [26, 28].
Therefore, to observe how the OGD publishing process works and
from a more global perspective to understand better how munici-
pal departments apprehend management and data governance, we
participated in six meetings, exchanged hundreds of emails, and
participated in one hackathon. We collected data using direct ob-
servations and unstructured interviews realized during this period
with three housing department members and three IT department
members supporting digital initiatives (Table 1). In addition, as
recommended by ethnography literature, we kept a logbook. [24]
argued that an ethnography logbook helps limit participants’ per-
ceptions and provide researchers with objective information. In the
logbook, we resumed and described interactions with department
members, registered the meeting minutes, and added a copy of the
email exchange. We also included the results of our observations
(e.g. feelings).

2.2 Data Analysis

To analyze data collected through the review of material published,
the ethnography, and thus deeper understand the data publication
process, we followed a content analysis approach [34]. According to
scholars, the content analysis approach is generally used to exam-
ine qualitative data such as interviews, semi-structured interviews,
documents but can also be applied to various nonverbal data, such
as feelings or gestures [35-37]. In doing so, this approach allows to
analysis a large amount of data by revealing different categories.
Furthermore, as the qualitative content analysis also focuses on the
underlying meaning of words [38], this analysis is especially useful
for understanding more profound a phenomenon [39]. To this end,
we thus followed a well-defined step-by-step process proposed by
[35]. We started by studying data governance practices mentioned
in the literature. As recommended by the authors, we first familiar-
ized ourselves with the data by reading and rereading material and



The Impact of Data Governance on OGD Publication — An Ethnographic Odyssey

dg.0 2022, June 15-17, 2022, Virtual Event, Republic of Korea

Table 1: Data gathering

Field Data

Literature sources

Meetings minutes
Direct Observations
Unstructured interview
Logbook

Emails

Information models
Database extractions

Scientific papers:

AIS Library

Web of Science

Practice - oriented publications:
European commission reports
Cantonal and Federal digital strategies
Legislative agenda

Table 2: Definitions and references of data governance components

Definition

References

Structural components refer to the roles and responsibilities of a
public organization and the allocation of decision-making
authority from a data governance perspective.

Procedural components comprise data strategies, policies, standards,

processes, and procedures that provide data to be appropriately
recorded, maintained safely, exploited effectively, and shared
adequately.

Relational components relate to business alignment, employee
competencies and organizational culture that support
decision-making.

[19] [51] [52] [53] [54] [55] [56] [57] [58] [59] [60] [61]

(16] [19] [51] [52] [53] [54] [55] [56] [57] [58] [59]

[16] [17] [19] [59] [60] [61] [63] [64]

keeping an eye on the recurrent information. This enabled us to
identify the essential practices for the success of data governance
programs. However, while the literature comprises similar data gov-
ernance practices, the semantic diversity of terminology hampers
information understanding and makes compilation and analysis
difficult. To address this issue, we followed the results of [16], which
gathers the different practices observed in the literature under three
major data governance components - structural, procedural and
relational (Table 2).

To study the ethnographic results, we also applied the content
analysis approach. Following the same logic, we first familiarized
ourselves with the content of the ethnographic material. Then,
from the initial information noted in the first step, we generated a
code for the information that seemed relevant. Next, we organized
previously defined codes according to components highlighted in
the literature review. Finally, to examine to what extent practices
observed in the literature and during our ethnography were conver-
gent, we applied the triangulation technique [40]. This enabled us
to cross-check the ethnography inquiry data against scientific and
practice-oriented literature and thus compare theoretical percep-
tions of data governance practices with actual municipal practices.

While the term triangulation may lose some clarity when it
refers to science methodology [41], it is a metaphor that describes a
technique allowing the investigation and comprehension of a situa-
tion from several perspectives [42-45]. Based on the cross-checking
of different data sources such as quantitative survey, participant
observation, historical analysis, comparison and discourse analysis
[42], the triangulation technique is used to increase the validity
and trustworthiness of the results [43]. By comparing multiple data
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sources, triangulation pinpoints convergence or divergence in data
collected [45, 46]. The triangulation technique allows ethnography
to thus struggle with bias implied by a single source of data or
method as well as improve the veracity of the study [42, 47, 48].
Thus, as many authors in organizational research [45], geographical
studies [44] or computer science [46], we triangulated obtained re-
sults in our ethnographic observations, practice-oriented literature
and academic studies.

Before discussing the results obtained by triangulation, we de-
scribe the context of our ethnography in the next part. While
ethnography appears well suited to investigating specific social
and cultural phenomena, the inquiry’s contextualization is needed
to better understand them.

3 CONTEXT

In Switzerland, discussions to make government data publicly avail-
able appeared for the first time in the E-Government Strategy 2008-
2015 [49]. After that, the Federal Council developed a new strategy
for “an information society in Switzerland intending to optimize infor-
mation resources” [50]. In this context, several initiatives concerning
data availability have been launched, followed by creating the first
Swiss Open Data Strategy, known as “Strategy OGD 2014-2018”
[50]. This strategy notably pursued objectives such as encourag-
ing innovation and economic growth, fostering transparency and
participation of citizens, and increasing the efficiency of public
administrations on all political levels [51]. In line with prior re-
searches [e.g. 52, 53], the Swiss Federal Council considered that
the best way to achieve the strategic objectives of the OGD was to
develop a national OGD platform that made public data accessible
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Figure 1: Context and actors of the ethnography

to a wide range of individuals. As a result, in 2016, the Swiss Federal
Council ordered the development of an OGD platform [30]. How-
ever, as advanced by several scholars and confirmed by the strategy
results, focusing only on technical aspects was not sufficient to
support the utilization of OGD. Consequently, the "Strategy OGD
2014-2018" evaluation revealed that the strategy’s objectives were
only partially met [54]. Despite implementation costs approaching
several million, the commitment of public service actors only en-
abled the development of critical infrastructure elements intended
to host public administration data. Following the experience of the
first strategy, the Swiss Confederation revised its objectives and
encouraged joint planning and harmonization of activities related
to the publication of data, the creation and use of a central register
of official data. In addition, the 2019-2023 strategy for developing
OGD has become more active in drawing up the legal framework,
improving data quality and describing metadata [54].

When the OGD publication project discussed in this paper took
place in 2018, the first national OGD strategy had just ended, and
the objectives of the second strategy were under discussion. In
this context, the Canton of Vaud launched its digital strategy to
promote innovation and position the Canton as a data territory. To
this end, the Canton of Vaud intends to concentrate its actions on
five cross-cutting and interrelated themes, including developing an
open data policy. The central city of the canton naturally decided
to align its digital city strategy with the objectives of the Canton. In
this sense, the city decided to organize a Hackathon in May 2019 to
boost the implementation and deployment of the open data policy
(Figure 1). The purpose of the hackathon was to show public service
employees and citizens specific applications of the OGD. For this
purpose, the IT department planned the development of an OGD
sample from municipal departments data, notably through the un-
derstanding of data, the identification of those that deserve interest,
their description, and the search for appropriate anonymization
rules. In doing so, the IT executive considered this hackathon as
a preview to better understand what the OGD publishing process
involves. Following a smart city policy, the housing department
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participated in the project. Consequently, personnel of the IT de-
partment, with the collaboration of the housing domain experts,
engaged in the OGD samples preparation so that hackathon par-
ticipants could use them. Given that one objective of the city was
to strengthen political commitment to partnerships between its
departments and the University, we joined the project as open data
experts to prepare an OGD municipal sample in September 2018.

4 FINDINGS AND ANALYSIS

The triangulation technique has rapidly pinpointed that the data
governance practices promoted in the literature often appear to
be OGD publication challenges in ethnography. Based on these
observations, we present and build our hypotheses through the
three components previously identified - structural, procedural,
and relational.

4.1 Structural Components

Results of the literature review show that practices such as the
role and responsibilities of stakeholders as well as decision-making
authorities [55] received particular attention. Clustered under the
term Structural components and frequently called organizational
data structure [19, 56], standardization [57] or formalization [58],
several authors stressed that the distribution of roles and responsi-
bilities is a crucial factor of data governance [59-64]. [63] proposed
the establishment of data roles and responsibilities as one of its crit-
ical success factors. According to the author, the first step to guar-
anteeing a successful data-driven strategy should be to establish
distinct roles and responsibilities attached to any data governance
activities. While literature does not provide a common understand-
ing of roles and responsibilities [16, 65, 66], there is a consensus
that IT guys cannot handle data alone (and even less published as
OGD). In this sense, the literature strongly recommends establish-
ing a global data governance office, with at least a data governance
leader and data steward from different organization domains to
support data-driven activities, from acquisition, management and
storage to re-utilization [67].
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However, the results of our ethnographic inquiry show that the
role and responsibilities of the individuals involved in the project
were not well defined, and data-related activities were still de facto
considered IT duties rather than as a global management disci-
pline. Although departments discussed the project’s objectives and
proposed some actions, we never defined or understood each ac-
tor’s roles and responsibilities. For example, as data producers, the
housing domain experts were committed to making data collected
by their department available to the IT department to perform
anonymization tasks. Nevertheless, there were no more specific
tasks than "making data available" and "finding anonymization
rules" assigned to project participants. Moreover, we did not no-
tice any data steward, data officer, or decision-maker appointed
to lead this project, leading to decision-making issues. While the
data producer department looked skeptical about giving data ac-
cess, nobody could force them to share information relative to their
data. Given this lack of decision-making responsibility, we did not
access databases and metadata. Thus, we have not been able to
anonymize data, which considerably affected the initial project and
led members of the IT department to take part in the hackathon
as participants. Consequently, in this OGD publication project, the
absence of roles allocation with no authority for decision-making
negatively affected the project’s progress and achievements.

Thus, we believe that the enforcement of structural data gov-
ernance practices such as the roles and responsibilities of a public
organization and the allocation of decision-making authority pos-
itively affect the publication of OGD. [59] explained that these
components are extensively reported in data governance frame-
works to foster quality, value, and suitable data reuse. Especially,
the leading roles of data governance bodies such as who is responsi-
ble for data-related activities (e.g. data producer, owner, publisher),
who decide processes and policies to implement (e.g. data steward-
ship) and who assign data activities” duties (e.g. data governance
office) [58, 63, 68]. Therefore, this leads us to present three first
hypotheses:

e H1: The OGD publication is positively affected by the defini-
tion of roles

e H2: The OGD publication is positively affected by the distri-
bution of responsibilities

e H3: The OGD publication is positively affected by a decision-
making authority

4.2 Procedural Components

Our findings also show that although procedural components have
been widely studied in OGD barriers literature, especially, data qual-
ity standards, metadata procedures, data platforms and infrastruc-
tures as well as described as enablers of OGD sharing [12-14, 69, 70],
the existence and application of clear policies, process and stan-
dards remain largely insufficient. The small data and information
collected by the IT personnel confirm this idea. They were incoher-
ent, unclear, and poor quality (e.g. reports, links to websites). When
the IT department requested information or metadata, it received
an Excel file like an empty survey with no explanation. Then we
received what was supposed to be a relational model (i.e. how data
are stored in a database) in PDF file forms. Many variables had
neither names nor inscriptions to understand the file. It was just
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a complex mix of numbers and strange characters (e.g. X22H6T8)
in thousands of boxes. One of the researchers mentioned: "I have
tried to "understand" the structures, and it seems almost impossible
to make sense of the documents obtained. There is no legend, and
I cannot guess what X22H6T8 means only by screening this PDF”.
When the IT department asked for more information, they finally
received some extractions (i.e. PDF version of the database) with
no details but a sentence explaining that they cannot do better.

We cannot say if data quality standards or more internal organi-
zation documents regarding metadata procedures exist. However,
apart from the Canton’s desire to appear as a "data territory", men-
tioned in the legislative agenda, we did not find any materials to
plan, organize, or conduct the process of OGD publication or even
a data governance program. The recruitment of external work-
ers by the IT department to identify personal and sensitive data
and investigate de-identification solutions (i.e. anonymization et
pseudonymisation) for the departments tends to show that guide-
lines or policies for handling data are not defined. In that sense, an
employee revealed that while the legislation exists on data protec-
tion, the standards, processes, and strategies to provide accurately
recorded data, store them securely, foster effective reuse, and allow
appropriate shareability are still scarce.

Yet, these fundamental elements for the data governance imple-
mentation play a critical role in data treatment as they stipulate
actors what to do and in which domains [55, 60]. Data procedural
components are widely reported in the data governance literature
and put data strategies, policies, standards, processes, and issues
management at the center of data governance research [16, 55, 60].
Several authors notably mentioned data processes and procedures
and interpreted them as “guidelines and rules necessary for dealing
with data” [63]. For some authors, they reflect the desired organiza-
tional behavior in terms of data quality [19, 56, 58, 64], data access
[60, 71], data collection and storage [72], metadata management
[56, 58, 73], data lifecycle [19, 56, 64], and data platform and archi-
tecture [19, 56, 74]. As they concern all steps of the data lifecycle,
from the recording to the sharing [60, 64, 75], some authors stated
that adopting procedural components ensures data management
as a strategic asset [59]. For instance, a metadata strategy pro-
vides content that makes data understandable and reusable (Khatri
and Brown 2010), while quality standards facilitate interoperability
[69]. Therefore, as we remarked that the IT department struggled
to access and comprehend the data management of the housing
department, we believe that there is no consistency in the manage-
ment of departmental data and no specific rules or standards for
municipal data. Accordingly, we argue that the implementation of
data governance procedural practices presented above may posi-
tively impact the publication of OGD. We thus present a second set
of hypotheses:

e H4: OGD publication process is positively affected by stan-
dards

e H5: OGD publication process is positively affected by policies

e H6: OGD publication process is positively affected by data
strategies

e H7: OGD publication process is positively affected by data
process and procedure
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e HS8: OGD publication process is positively affected by data
architecture and platform rules

4.3 Relational Components

From the beginning to the end of the project, we have never been
able to identify a shared common discourse. Although we defined
key objectives during the kick-off meeting - preparing an OGD sam-
ple - we rapidly understood that the strategies of both departments
differed from the main one. While the IT personnel seemed more
concerned with preventing confidentiality risks (i.e. by applying an
appropriate level of anonymization), the housing domain experts
sought to promote their activities in developing a smart city. We no-
ticed that while the IT department strived to access and understand
housing department data, domain experts focused on hackathon
sponsorships and press conferences. It is interesting to note that
the domain experts never took part in strategic discussions except
for meetings on the hackathon’s practical organization. Neverthe-
less, we observed a greater involvement of the housing domain
experts when the project’s main objective changed (i.e. when the
hackathon’s goal was no longer to present the OGD sample but to
find solutions to the problems of the housing department). Domain
experts attended meetings and actively organized the event. This
study’s observations echoed the findings of [76], who found that
the alignment of departments frequently fails because there are
no overall objectives. [77] also noted these alignment issues. The
authors did not observe a universal vision or a common perception
involving common expectations to complement, cooperate and con-
tribute to organizational effectiveness in public sector managers.
Yet, according to [33], effective data governance relies primarily
on an alignment with business objectives and both, academic and
practice-oriented literature have found that strategic alignments
were crucial challenges in OGD publication [57, 60, 75].

[78] suggest that stakeholders encounter divergent interests be-
cause public sector culture stems from complex institutional cul-
tures with different political and administrative interests. For the
authors, cultural issues may impact the alignment of objectives and
the behavior and attitudes of public employees regarding OGD. This
was clear during the ethnography. While the housing department
was not legally considered the data owner, we noticed tensions
in sharing and communicating regarding data and metadata. Em-
ployees of the housing department were always speaking about
"their data" and remained deaf to our demands. Consequently, we
rapidly observed a strong resistance between the two departments.
Although IT personnel repeated several requests for access to the
housing department’s data set and metadata, it took them three
months to access limited and inadequate data knowledge and four
months to get a PDF version of some databases. Until the end of
the project, we never accessed to information needed to anonymize
data. Given the housing domain experts’ behavior on data matters,
it did not surprise us when they first delayed, then reprogrammed,
and finally cancelled sessions organized to go forward. As the IT
executive later said: "As you probably noticed, the IT department
suffers from a huge lack of support from other departments, and
for their data, the city’s departments have little respect for col-
laboration". However, the attitudes and behaviors expressed by
the housing domain experts and IT personnel regarding the OGD
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publishing process go against data governance recommendations.
Furthermore, they have been identified by [78] as a factor that could
substantially affect the success of OGD.

While some authors have started to stress the importance of the
impact of employees’ data competencies [55], and knowledge [63]
as well as training [16] on data governance, our findings suggest
gaps in data knowledge skills and competencies. After talking to
various people working for the city, we noticed that OGD and data
management remain subjects ignored by public sector employees
and highly controversial when people know them. While IT depart-
ment personnel had been working on the project for more than six
months, we were surprised when they questioned the definition
of sensitive data, the usefulness of open data, and how to bene-
fit financially. Furthermore, when the IT department requested
database and metadata access, we noticed that the housing depart-
ment interlocutors were unfamiliar with data management and
governance vocabularies, such as metadata or databases. Yet, more
and more papers discussed self-organizing ability [17], organiza-
tion [60], capacity for coherent implementation [33] or facilitating
connections between data producers and users [59] as an enabler to
treat data as strategic assets. [16] showed that training employees
involved in data processes help them to act accordingly to data
policies, processes, and procedures [63, 79]. [63] put the employee
data competencies as the first critical success factor. According to
the authors, they have a fundamental role in the success of a data
governance program.

Thus, this study produces results in line with previous works
in this field and shows that the lack of relational practices such as
alignment, culture, and competencies negatively impact the OGD
publication process. For this reason, we add three more hypotheses
to our model:

e H9: OGD publication process is negatively affected by the
lack of alignment between stakeholders

e H10: OGD publication process is negatively affected by the
lack of communication and culture

e H11: OGD publication process is negatively affected by the
lack of knowledge and capabilities

5 CONCLUSION

Many researchers focus on distinct challenges present in the OGD
ecosystem without considering that they can derive from data gov-
ernance interferences. This study goes further by establishing a link
between data governance components and OGD publication and
shows a convergence between the application of data governance
practices and the completion of data-driven processes. Although
this ethnography represents local departments struggling to address
OGD publication, the paper illustrates how these challenges rarely
arise from the publication of OGD or the open nature of data itself,
but a lack of data governance practices. Based on the triangulation
approach of [40], we cross-checked our ethnographical observa-
tions with a review of the extant literature and noticed that little
or no key data governance practices recommended by the litera-
ture to solve organizational data difficulties had been implemented.
Therefore, we derive accurate components, specify hypotheses,
and finally build the model of OGD governance (Figure 2). The
model states that three structural components (H1, H2, H3), five
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Data governance components influencing the
success of the OGD publication process
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Figure 2: The model of OGD governance.

procedural components (H4, H5, H6, H7, H8) and three relational
components (H9, H10, H11) seem to influence the success of the
OGD publication process.

By establishing a causal relationship between data governance
practices and OGD publication success, this paper extends exist-
ing OGD research and enlarges data governance literature in the
public sector. It aligns with [7] research that encourages case stud-
ies to investigate how data governance is framed, which are the
discourses and the consequences. In addition to providing a case
to the literature on OGD publication in a context where only a
few empirical studies have been started, this paper develops a first
model that explains the importance of data governance on public
sector data-driven activities. By cross-checking detailed observa-
tions obtained through an ethnography inquiry with a literature
review, this study proposed a model that helps researchers better
comprehend the OGD publication process and the dynamics that
underlie data-driven activities. Furthermore, this first model ap-
pears as a starting point for OGD governance research and may
form the basis for general theorization [80].
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Besides extending data literature in the public sector, this study
suggests ways forward by outlining avenues for practitioners. The
OGD governance model illustrates and depicts the connection be-
tween data governance and OGD publication and highlights critical
practices encountered by municipal departments in data-driven
activities. By showing that challenges faced in OGD initiatives and,
to a broader extent, data initiatives correspond to the lack of data
governance, this paper seeks to help inexperienced public organi-
zations comprehend that data-driven activities are not as simple
as uploading dataset on a computer. These activities require more
attention and imply a large-scale change effort at the structural,
procedural, and relational levels. Furthermore, this model shows
the public sector that implementing these data governance prac-
tices is of primary importance in data-driven activities and may
lead to the success of, or on the contrary, its failure. As stated by
the general data protection regulation (GDPR), implementing an
appropriate governance strategy considerably reduces the risks
of data exploitation. This is particularly important since the great
majority of data owned by the public sector may be personal or
sensitive. Leading media frequently speak about the infiltration of
government databases to steal personal data. Yet, according to the
experts, data hacking could be reduced by implementing a data
governance program, including training, sufficient prominence in
organizations and board support, and transparent processes and
standards, among others [81]. For these reasons, we call on the
departments involved in any data-related projects to establish a
public-private partnership to set up a concrete data governance
program and fill the lack of data capabilities.

Although our paper provides food for researchers and practition-
ers, additional case studies are necessary to further probe the OGD
process. This study presents only one case study. Therefore, it may
appear as a limitation as it does not generalize findings. We also
recognize that the lack of terms homogenization may represent a
limitation. The multiplicity of terms to define a similar concept led
us to create clusters, which may reduce the level of detail. Finally,
the highly contextualized nature of the study as well as problems
of control mechanisms, do not provide the replicability of the study.
Yet, this approach is common in IS literature and considered a good
research practice [82]. Indeed, the case study approach may be a
starting point for developing exploratory and explanatory contribu-
tions [80]. Consequently, we plan to continue expanding this paper
by testing our hypothesizes through survey research conducted
alongside OGD publishers. We schedule to distribute questionnaires
to key employees of the most prominent Swiss and French public
sector organizations involved in the publication process and then
analyse the questionnaires’ results through the structural equation
modelling (SEM) approach. To further extend this study, we also
recommend using the findings to study the complex relationships
between OGD actors inside the OGD ecosystem. While previous
research has pointed out the importance of OGD ecosystems, find-
ings reveal the need to focus on symbiosis in ecosystems, i.e. “the
living together of unlike organisms” [83]. Given the presented re-
sults, we call for more practice-based research regarding the data
governance practices in the public sector in order to support public
organizations and help them to find concrete solutions and adapt
their practices to the rapid technological evolution. Also, observa-
tions that municipal departments lack data governance knowledge,
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we see a need for more support using, preferably, some techniques
such as formation, information, and the provision of sufficient re-
sources (i.e. experts, communication tools).
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