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1. Executive Summary
The Data Engineering Center of Excellence (CoE) is a permanent organizational capability that ensures sustained excellence in modern data practices beyond the migration project. This blueprint defines the structure, responsibilities, and operating model.
1.1 CoE Mission
To establish and maintain world-class data engineering practices that enable the organization to derive maximum value from its data assets through modern, scalable, and governed approaches.
1.2 CoE Objectives
1. Standards: Define and maintain data engineering standards and patterns
1. Enablement: Train and support teams in modern data technologies
1. Governance: Ensure consistent, compliant data practices
1. Innovation: Evaluate and adopt emerging technologies
1. Community: Foster knowledge sharing and collaboration


2. Organizational Structure
2.1 CoE Organization Chart
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   └───────────────┘   └───────────────┘   └───────────────┘
2.2 Role Definitions
	Role
	Responsibilities

	CoE Director
	Strategy, stakeholder management, budget, cross-functional alignment

	Standards Lead
	Coding standards, architecture patterns, code review processes

	Enablement Lead
	Training programs, onboarding, certification tracking

	Innovation Lead
	Technology evaluation, PoCs, vendor relationships

	CoE Engineer
	Pattern development, tooling, support escalations





3. Operating Model
3.1 Service Catalog
	Service
	Description
	SLA

	Architecture Review
	Review proposed data solutions for standards compliance
	3 business days

	Code Review
	Review converted code for quality and patterns
	2 business days

	Technical Consultation
	Expert advice on complex conversion challenges
	1 business day

	Training Delivery
	Scheduled training sessions per curriculum
	Per schedule

	Pattern Development
	Create reusable patterns for common scenarios
	Sprint-based

	Tool Support
	Maintain conversion accelerators and templates
	Next release



3.2 Engagement Model
1. Embedded Support: CoE engineers rotate through project teams
1. Office Hours: Weekly drop-in sessions for questions
1. Request System: ServiceNow tickets for formal requests
1. Community Forums: Internal Slack/Teams channels
1. Monthly Reviews: Architecture review board meetings
4. Governance
4.1 Standards Ownership
	Standard
	Owner
	Review Cycle

	PySpark Coding Standards
	Standards Lead
	Quarterly

	Fabric Architecture Patterns
	Innovation Lead
	Quarterly

	Data Quality Framework
	Standards Lead
	Semi-annual

	Security & Compliance
	CoE Director
	Annual

	Training Curriculum
	Enablement Lead
	Semi-annual





5. Success Metrics
5.1 CoE KPIs
	Metric
	Target
	Measure
	Frequency

	Training Completion Rate
	> 90%
	LMS data
	Monthly

	Certification Achievement
	> 80%
	Cert records
	Quarterly

	Code Review Turnaround
	< 2 days
	Ticket data
	Weekly

	Standards Compliance
	> 95%
	Audit samples
	Monthly

	Developer Satisfaction
	> 4.0/5.0
	Survey
	Quarterly

	Reusable Patterns Created
	5/quarter
	Pattern library
	Quarterly



6. Evolution Roadmap
6.1 CoE Maturity Phases
PHASE 1: ESTABLISH (Months 1-6)
├── Hire/assign core CoE team
├── Define initial standards and patterns
├── Launch training program
└── Establish governance processes

PHASE 2: OPERATIONALIZE (Months 7-12)
├── Full service catalog operational
├── Embedded support model active
├── Pattern library growing
└── Metrics tracking established

PHASE 3: OPTIMIZE (Months 13-18)
├── Self-service capabilities expanded
├── Advanced training tracks
├── Innovation pipeline active
└── Community of practice thriving

PHASE 4: SUSTAIN (Months 19+)
├── Steady-state operations
├── Continuous improvement culture
├── Technology leadership in org
└── External recognition/sharing
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