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Overview

A charter and cadence model for building a peer network of department data champions, so

data literacy reinforcement scales past what a small central team can sustain alone.

How do we pick the right people to be champions?

Ask each department manager who their team already goes to informally with data
questions, rather than opening a general call for volunteers — the informal expert usually
already has the trust and credibility a champion needs, while open calls tend to attract
enthusiasm without proven standing.

What's a realistic time commitment to ask of a champion?

Two to four hours a month is sustainable for most people alongside their regular job; asking
for more tends to either scare off good candidates or burn out the ones who say yes. Office
hours and a monthly meetup usually fit comfortably inside that budget.

How do we prevent champions from giving out inconsistent or wrong guidance?

Write an explicit escalation boundary into the charter and cover it in onboarding —
champions should know exactly which questions are theirs to answer and which need to
route to the central team, and that line should be revisited any time a champion reports
being unsure where it sits.
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How do we keep champions motivated after the initial launch enthusiasm fades?

Specific, regular, public recognition tied to real outcomes — not a generic thank-you — plus
a quarterly impact scorecard that shows champions the tangible difference their time is
making. Networks that skip recognition tend to see steep drop-off by the second quarter.

Should the champion network replace formal data literacy training?

No — it reinforces and extends training rather than replacing it. A lunch-and-learn series or
30-60-90 upskilling cohort builds the initial skill spike; the champion network is what keeps
that skill from decaying by putting a knowledgeable peer nearby every day.
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it in onboarding — champions should know exactly which questions are theirs to answer and
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we Kkeep champions motivated after the initial launch enthusiasm fades?",
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champions the tangible difference their time is making. Networks that skip recognition tend
to see steep drop-off by the second quarter." } }, { "@type": "Question", "name": "Should
the champion network replace formal data literacy training?", "acceptedAnswer": { "@type":
"Answer", "text": "No — it reinforces and extends training rather than replacing it. A lunch-
and-learn series or 30-60-90 upskilling cohort builds the initial skill spike; the champion
network is what keeps that skill from decaying by putting a knowledgeable peer nearby
every day."}} ]}
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