














Data Interoperability Community of Interest Handbook

Data Interoperability Community of Interest Handbook Organization

Part Chapter Description

8

2. Infrastructure 3. Metadata This chapter sets forth the requirements for metadata
with the objective that the reader concludes that to
have any reasonable hope of being successful in data
interoperability there must first be success with
metadata.

4. Mission Chapter 4 presents the overall mission of data
interoperability. Missions describe the objective in
idealized terms without the “who” (Positions and
Organization), or the “how” (functions).

5. Database
Objects

Chapter 5 present the “what.” That is, the metadata
products that need to be created during the existence
of a data interoperability project. In this case these
products are the specifications necessary to then
implement so as to enable data interoperability
throughout an enterprise’s operations.

6. Business
Information
Systems

Chapter 6 identifies the business information
systems, which, in the case of a Data Interoperability
Program, are actually metadata information systems
that enable members of the various Data
Interoperability Programs to create, evolve, and
maintain the products set out in Chapter 5. Again,
once the metadata-based products of Chapter 5 are
created, they, as specifications, are implemented and
made operational through normal information
technology processes. Over the years the
implementation technology of these metadata-based
products has and will change. In years gone by, the
implementation technologies were shared tapes that
were transported across distances to then run on
different computers. This implementation technology
was replaced by computers residing in commonly
employable networks. Thereafter, these were
replaced by client-server environments with
enterprise-based proprietary networks. Today, there
are the Internet and web-based services. Tomorrow? 
All during these technology evolutions the
fundamental set of metadata-based products and the
processes to create the products have largely
remained the same. Some things, needs and
processes are constant.
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7. Business
Events

Chapter 7 presents the business events that occur
along the road to creating the metadata-based
products of Chapter 5. Also presented are the
bureaucratic business events that occur while
carrying out the scope and program of work of a
Data Interoperability Program.

8. Business
Functions

This chapter presents the business functions, that is,
the processes that are to be undertaken by the
positions within the organizations to build the
products necessary for a successful data
interoperability mission. Of necessity, these
processes are not completely detailed. Additional
detail is available from various methodology
products from the Whitemarsh website.

3. Governance
9. Business
Organizations

This chapter presents the various organizations that
should exist for a robust Data Interoperability
Program. If your program is merely a single
Community of Interest, then the organizational
structure should be collapsed into just the
organization, Community of Interest. The chair and
officers of that one Community of Interest would
necessarily have to assume the responsibilities,
authorities and duties of the total program. If
thereafter additional Communities of Interest
emerge, then the additional layers within the
organization could be created and set into place.

10. Positions This chapter presents the various positions that
should exist across the subgroup organizations. In
this book “position” applies to members as well as
functional positions such as officers, editors, and the
like. Included as well in this chapter are the
processes for applying for membership, withdrawal
of membership, and member status review.
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11. Documents This chapter presents a sketch of the kinds of
documents or “large” products that are built from
the collections of metadata products set out in
Chapter 5. A strawman collection of documents is
identified. These were drawn from the U.S. Federal
Government’s Department of Defense’s Architecture
Framework (DoDAF). Every other enterprise that has
an IT methodology would need to examine, retain, or
replace the set of documents described in this
Chapter.

12. Projects This chapter presents the various projects involved in
Data Interoperability Programs and Communities of
Interest. A project is creation, evolution, or
employment of a collection of metadata products
accomplished through a set of functions performed
by one or more positions within one or more
organizations in support of the data interoperability
mission. Projects must be identified, staffed,
allocated resources, and monitored for both
timeliness and quality.

13. Rules This chapter contains a detailed set of rules that
govern the operation of any subgroup within a Data
Interoperability Program. Rules are needed because
the consequences of decisions from any Community
of Interest decision are likely to have significant
monetary and other resource effects. Adding one
table to an existing database design costs about
$32,000. Adding the extract from that table to 10
different systems is likely to cost a similar amount.
Thus, every decision is costly. Decisions need to be
made in a very rigorous, reliable, and a repeatable
manner with strict rules, appropriate notices,
sufficient times for implementation, and the like.

Table 1. Chapters organization by part sequence.

 
Now, if all of this sounds like a lot of work, it really is and isn’t. It is a lot of
work if you and your organization are not accomplishing it now. But it isn’t a
lot of work when you compare it to the collective set of activities that are
performed and products that are built to remedy data interoperability chaos.
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Accomplished well, these activities have a negative real-dollar cost and a
negative time expenditure. At first, there will be more time and money spent
ramping up the effort. But once done, the time and money expenditures that
were formerly budgeted can be reduced well in excess of this ramp up cost. 

Has this been proven? Of course it has. Chapter 3 contains just a few
examples. In one 1980s example, multiple versions of a particular class of
business information system were being built, individually, for a cost of about
$400,000. After these practices were put into place, these same systems were
being created for about $100,000. The cost for the ramp up was about
$125,000. So, the first use of these policies and procedure was projected to cost
about $525,000. But the second was to cost 60% (of the $400,00), and there
after, 40% (of the $400,00). But due to rigorous metadata and excellent systems
engineering management, the first system came in at 80% of the $525,000; the
second system came in at 40%; and thereafter, the systems came in at 20%.
That actually meant that there was almost a positive ROI on the first use.
Actually, the cost was just $20,000 over the custom system cost.

Has this strategy and fundamental organization been used outside of IT?
Of course it has. Just look at the organization, operating procedures, and
results from any well run fire department. Within these departments there are
well-defined missions for each class of fire or emergency; clearly identified
objects that are employed and interrelated one with another; clearly
delineated systems that are employed to report fires, dispatch equipment,
manage fire suppression, and report and evaluate on results; well-defined
events that are the consequence of functions and that employ systems; all
manner of human functions that are performed, and finally, detailed and
experience honed organizations to perform all manners of fire activities. 
Similar examples abound for almost every highly organized complex activity.
In virtually 100% of these organizations chaos occurs only when the missions
through to organizations are not well engineered and rigorously followed.
Chaotically engineered and organized activities that produce quality, efficient
and cost-effective results are almost always accidental.

1.5 Executing this Book

The chapters of this book, as illustrated through the Knowledge Worker
Framework depicted in Figure 1 above, are set out as a way to engineer and
constitute a data interoperability program, to establish communities of
interest, and to establish data interoperability projects. This stands in stark
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contrast to the planning and executing the every day activities to actually
build the interoperable data environments. So, if you are not part of the
engineering and construction crew but part of the using-crew this section is
for you.

Consider a house. You do not start by building the front door, then the
hallway, then the dining room or living room, and then the downstairs half-
bath, the kitchen, rec-room, and backdoor. And then, build the stairs, the
upstairs hallway, the bedrooms, and the bathrooms. Rather, these are “use-
ways” once the house is built.

Consequently, either an entirely different book would have had to be
created or an alternative manner of executing the contents of this book had to
be set out. The latter were chosen. 

Section 1.4 identifies the engineering and construction of the house. This
section identifies the use-sequence. Sometimes the sequence is the same. 
Other times it is different.  Represented here is the day to day execution of
data interoperability programs, organizations, and projects once instituted. As
Figure 1 depicts the engineering sequence of key chapters, Figure 2 depicts the
“execution sequence” for the chapters. Rules, Chapter 13 is missing from this
figure because rules are “called” from many if not all the other chapters. In
actuality, “rules” are invoked when decisions cannot be made except through
the application of a precise rule set.

The suggested way to read and use this book is set out in the table that
follows Figure 2. Each description cell contains guidance as to the reading of
the chapter and also a use-based description of the chapter. The first three
rows of this table, Demand, Rationale, and Metadata that represent those
chapters all need to be read, accepted, and in the case of the metadata
repository, deployed. Row 4, Mission, when accomplished will then produce
metadata that is stored in row 3's metadata repository.

In the execution sequence, missions are first specified through a boot-strap
ad hoc organization. If there is a go-ahead for a data interoperability program
then the organizations are created as necessary. It may be a full data
interoperability program and its subcommittees along with several
communities of interest, or it may be a single community of interest that
performs all the necessary functions. Then, as the functions are performed by
the persons in various positions within specific projects, the various
milestones are accomplished as a consequence of  building the various
metadata products.
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Chapter 4
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Figure 2. Data interoperability specification build sequence.
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Data Interoperability Community of Interest Handbook Use Sequence

Chapters
(short title)

Description

1. Demand This chapter provides the overall objective of the book and the use of
communities of interest to achieve data interoperability then you should
not proceed to Chapter 2.

2. Rationale This chapter presents the overall key reasons for data interoperability
the concept of “data is executed policy,” a comprehensive definition of
metadata, and the identification and engineering of database objects
which are the foundation stones for data interoperability. If data
interoperability is merely viewed as vast seas of unintegrated,
redundant and semantically conflicting tables over which the DBMS is
merely an access method, then you will never achieve data
interoperability. In contrast, there is a value proposition for data
interoperability. If there is not general agreement on its value
proposition or an analogous value proposition then you should stop
and not proceed to Chapter 3.

3. Metadata This chapter presents the value from having the appropriate metadata
infrastructure. If that metadata infrastructure is not achieved, then
having more than just  point-to-point interfaces between systems is
largely impossible. If an organization does not have an integrated, end-
to-end, nonredundant metadata infrastructure, then even if all the
collections of point-to-point interfaces are centrally managed, they will
just be another server-farm of stand-alone databases, but this time of
metadata. If there is any improvement, it’s marginal. Centralized data
brokering of centrally defined collections of point-to-point interfaces is
not the mission of a quality Data Interoperability Program. The goal
must be first an end-to-end integrated metadata model, and then the
loading into a metadata database the appropriate metadata from all
systems and databases participating in a nonredundant and integrated
manner so that true semantic harmony including precision and
granularity can be achieved. That is the true mission of data
interoperability. If you cannot agree on the engineering and
organization of metadata, or on the creation of formal policies,
procedures, and organizations for the creation, maintenance and use of
metadata, then stop, do not proceed to Chapter 4.

4. Mission This chapter presents the missions that must be accomplished in any
Data Interoperability Program. These missions should be reviewed and
if necessary be refined before any other real work is attempted. Missions
are hierarchically organized descriptions of the idealized target or
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objective of the effort. If you cannot agree on the destination, then do
not start the journey.

When a data interoperability project is actually started, then the
missions related to the areas involved in interoperability are created.
These too are then reviewed and revised. Agreement by participants is
critical as these become the basis for data sharing. Shared missions
beget shared data. Once you have identified shared missions, proceed to
create the necessary organizations that build the Information Exchange
Data Models and that support the information systems that feed and/or
retrieve data from the shared spaces.

9. Organization This chapter presents the types and kinds of organizations that should
be established to be successful. Each organization is defined and the
types of positions that should be established are identified. As stated
above, if there is only a single Community of Interest, then these
organizations do not have to be established. Rather, each organization
type should be reviewed and the key functions and duties of the
organization should be reflected, if appropriate, in the single
Community of Interest. Each of these organizations should be reviewed
and modified to make sure they fit into your overall organizational
structure.

When a data interoperability project starts and after the missions are
created then you can know whether this is a single Community of
Interest effort or whether there has to be a Data Interoperability
Program infrastructure created as well. Each organization has to be
established, chartered, and staffed. A metadata management support
infrastructure has to be procured or activated. Staff has to be obtained,
assigned, and trained. Once the Community of Interest is set into place
then the first meetings can start.

10. Positions This chapter presents the positions that must be established in any of
the organizations that are created via Chapter 9. Each position and its
duties are generally described. Given your organization, are the
positions properly named? Should their duties be enhanced or
streamlined? These are all-important issues that should be addressed.

Along with the organizations the various positions have to be created
and staff assigned to the positions. The actual skills required are implied
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by the missions, functions, organizations, and positions. All the
activities within these positions are common, every day IT activities that
should be readily known or learned by professionals. Detailed process
specifications, training courses and the like are all contained on the
Whitemarsh website.

8. Functions This chapter presents the functions, but at a high level that needs to be
performed by each of the organizations set out in Chapter 9 in support
of achieving either the overall Data Interoperability Program and/or
any of the Communities of Interest.

The functions that are to be performed are every day IT tasks and are
fully defined and described in any number of University courses on
data modeling, software development, configuration management, unit
and system testing and documentation.

12. Projects This chapter identifies and describes the types of projects that are to be
accomplished in the development of any data interoperability standard.
Each of these project types should be examined and evaluated to ensure
that it is complete. Missing components should be added. Unnecessary
components should be deleted. Each project should identify the
appropriate milestones and the required metadata products, and
ultimately the functions that need to be performed by the positions
within organizations to achieve the data interoperability mission. 

Now that the missions are done, organizations created, positions filled,
and staffs are ready to perform tasks, the data interoperability projects
can be instituted and accomplished. Each project has its own process
model implied in the various sections. Chapter 4 builds the products
identified in Chapter 5 according to the specialized work breakdown
structures set out in Chapter 8. The level of interoperability achieved
depends on the level of the enterprise on which it is focused. The higher
the level the higher the level of interoperability and the more useful the
work products. 

6. Information
Systems

This chapter  presents the scope of the metadata systems and processes
for building these metadata products. You need to assess that you have
the right tool set to build the products, that the right processes are being
used, and most of all that these metadata products are related to all the
other metadata products so that there is one end-to-end, integrated, and
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nonredundant set of metadata products. When this is accomplished,
then manufacturing additional metadata products from already existing
ones becomes quite simple.

Information systems in the context of the Information Exchange Data
Models are the vehicles necessary to feed or access data within the
databases regardless of how the data is either obtained and/or
retrieved. These information systems have to have extract and/or load
processes built within them and then be employed for the purposes of
testing the quality of the exchanged data. 

7. Events This chapter presents the milestones that are to be accomplished in the
achievement of the program and scope of work of the Data
Interoperability Program and of any Community of Interest. Are these
the right milestones for standards in your organization? If not, then
change them so that you can ensure that data interoperability standards
are properly constructed so as to gain maximum acceptance. 

Each of these milestones should be accomplished through the
application of the functions outlined in Chapter 8. The resource
assignment strategies should be set into place to ensure that the right
quantity of staff is assigned to the functions, positions, and
organizations to achieve the milestones.

11. Documents This chapter provides a strawman set of documents or products that
represent collections of metadata products from Chapter 5. Each
product should be examined to determine if it is appropriate for your IT
organization. If there are different ones, then make modifications
accordingly. The goal is to have a complete set of products across all the
critical IT dimensions. It is clear that a given metadata product from
Chapter 5 is employed multiple times and serves different rolls in the
development of complete IT specifications for a complete data
interoperability solution.

As Community of Interest projects are accomplished, certain
“bureaucratic” documents such as progress reports, annual reports,
finance reports and also the actual Information Exchange Data Model
standards have to be created. These reports will take time to
accomplish. If there is a robust infrastructure of metadata, then these
reports will mainly be processes of metadata extraction and formulation
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into the sections of the different administrative reports.

5. Objects This chapter identifies and describes the actual metadata products that
are to be built in order to achieve the data interoperability milestones.
Examine each product and determine if you know how to build it. Do
you have the proper metadata tools in place to ensure that not only are
the metadata products built but that you know how to build the
products? There are copious materials on the Whitemarsh website that
assist in this regard.

Creating the metadata objects is really a critical step. Short cuts should
not be taken, for example, not creating missions, organizations, etc. and
proceeding directly to data models. It is within the context of the
enterprise metadata and the information systems metadata that the
Information Exchange Data Models have real life and value. Experience
has shown that when the metadata is built at the enterprise and
information systems levels that the Information Exchange Data Models
almost always have an increased level on the interoperability maturity
scale. When this is accomplished then there will be a lessened need to
create data exchange bridges between Information Exchange databases.

13. Rules This chapter provides the individual set of rules that should be
observed by the various positions within the different organizations. As
stated above, every decision by a community of interest has 10s of
thousands of dollars of implications. Some decisions will cost millions
of dollars. Each such decision, therefore, should be made with the
maximum precision and good-order. Delivery of documents that form
the basis for decision making, sufficient review time, proper motions,
questions, discussions, and votes are all critical for a well engineered
and operating organization with such an important mission.

Hopefully, this chapter will never have to be accessed because there is a
100% consensus on every issue. But just in case there isn’t, this chapter
contains the necessary rules through which decisions can be made.

Table 2. Chapters and description by execution sequence.
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Supplementing all the material in this book is a large quantity of books,
courses, methodologies, and also a metadata repository software system from
Whitemarsh. This book, in conjunction with these materials should make the
creation and operation of Data Interoperability Communities of Interest a
practical, rational, and accomplishable set of activities. 

This book does not contain “the only way” to accomplish interoperable
data environments. Rather, it is “a way.” The data and process chapters
contain detailed specifications. Again, these detailed specifications represent
“a way,” not “the way.” There is a similar quantity of detail in the mission,
organization, function, and position chapters. These too represent  “a way,”
not “the way.”  The ultimate goal of the book is to convey a sufficiently
detailed strategy such that, if followed, would lead to success. Alternatively, if
another approach is desired, then the detail in this book provides good
benchmarks for testing comprehensiveness and completeness. 

1.6 Questions and Exercises

1. What is the “state” of data interoperability in your enterprise? Rate it from
“fantastic” to “sad.” Why do you think it is one rating or the other? How do
you really know? What are your measures for computing your rating?

2. How much time, effort, and energy of your organization is expended
creating the policies, procedures and rules that govern COIs versus
accomplishing the real work of COIs? How much COI start-up time does your
organization consume. If this time were “close to zero,” how would that help
get real work accomplished?

3. How have the bureaucratic organizational activities that have occurred at
the start of COIs affected the quantity and quality of the work accomplished?
Has the lack of “getting out of the gates fast” dampened enthusiasm,
negatively impacted your budgets, and lost credibility in your COI’s mission? 

4. If this book was adopted “as-is,” would this book’s strategies regarding
organizations, policies, and procedures affect the time, effort and energy that
is able to be expended to achieve data interoperability? How could having all
the “bureaucracy” engineered and ready to go before you start help?
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5. Have you tried COIs in your enterprise regardless of what they are called?
Have they worked? Why and why not? Have they brought benefits? What are
they and how have they affected the “bottom line” of your organization?

6. Given that you are going to embark on the development of a reasonable
quantity of interoperable databases and interchanges, what would the effect
likely be on your current IT environment?

7. How much time and money are you likely to save from a reasonable
quantity of interoperable databases and interchanges? How will you know
and measure it?

8. What are the management decisions, strategies and plans that are likely to
be affected by having a  reasonable quantity of interoperable databases and
interchanges?

9. What would be the benefits of just “adopting” this book’s COI
organizational structures, policies, procedures, offices, roles, responsibilities,
and products at the very start of a COI and then modifying this adopted way
of running the COI after the first six months or a year? Would such a move
stifle or enable the real work of a COI?




