
Gartner 
Webinars
Gartner delivers actionable, objective 

insight, guidance and tools to enable 

stronger performance on your 

organization’s mission critical priorities



2 © 2024 Gartner, Inc. and/or its affiliates. All rights reserved.

RESTRICTED DISTRIBUTION

Enhance your webinar experience

Ask a 

Question

Download 

Attachments

Watch 

Again



3 © 2024 Gartner, Inc. and/or its affiliates. All rights reserved.

RESTRICTED DISTRIBUTION

Connect with Gartner

How to Create an Optimal Data & 

Analytics Organizational Model

Jorg Heizenberg

VP Analyst

https://www.linkedin.com/company/gartner/
https://www.gartner.com/analyst/59358
https://www.linkedin.com/in/jorgenheizenberg/


4 © 2024 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of Gartner, Inc. and its affiliates.

“We cannot know 
both the position 
and speed of a 
particle with 
perfect accuracy”

Heisenberg 
Uncertainty 
Principle:
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“We cannot control 
both the consistency 
and agility of data & 
analytics with 
perfect accuracy”

Heizenberg 
Uncertainty 
Principle:
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Top Roadblocks to Success

26%

29%

39%

8%

13%

17%

0% 25% 50%

Culture challenges
to accept change

Lack of resources
and funding to

support the program

Skills and
staff shortage

n = 565 

All respondents, excluding no roadblocks
Q15. Which of the following are the most important roadblocks to the success of your data and analytics initiatives?

Source: Gartner Chief Data and Analytics Officer Agenda Survey for 2023

Sum of top 3 First choice

Organization

and people

Stakeholder

outcomes

Culture

and change
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Business Alignment Top Driver of Success

Data-

driven 

vision

Delivery 

model

DriversD&A (I) 

Strategy

Operating 

model

Ecosystem

Assets
Decisions

and processes
Governance

Architectures

Design patterns
Technologies

and platforms
Principles

Delivery Model

Roadmap
Delivery models

and funding
Organization

and people

Data-driven vision

Vision and 

leadership

Business

transformation

Drivers

Societal, business 

and industry
TechnologyInternal

Stakeholder outcomes

Goals and metrics
Portfolio

management
Value propositions

Culture

and change

Stakeholder

outcomes

Capabilities

and deficits

Ecosystem

Architectures

Enabler (necessary and fundamental, but not directly driving success)

Driver (activities that directly contribute to achieving desired outcomes and goals).
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Centralization and Decentralization

Top-Down

Bottom-Up

Centralize

• Consistency

• Scalability

• Standardization

Decentralize

• Agility

• Outcomes

• Localization

For example:

• Data governance

• Security & access

• Platform & architecture

• Standards & guidelines

For example:

• Prototyping

• Self-service analytics

• Dashboard, scorecards

Trend

40% 20%

40%
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IT and Business

IT

• D&A Infrastructure & Tools

• Security & Access

• Data Platform

• Data Management

For example:

• Data engineer

• D&A architect

For example:

• Analytics engineer

• Data scientist: Python/R

• Data stewards

Trend

Business

• Acquire & Explore 
New Data

• Prototyping, Analytical 
Products

• Set Acceptable Risk

AutonomyConsistency
40% 20%

40%
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30%

Consistency

Control

20%

Outcomes

Agility

40%

Production

Scalable

10%

Innovation

Prototyping

Finding the Right Balance

IT

Business

C
e
n

tr
a
li
z
e
d

 D
e
c
e
n

tra
liz

e
d

For example:

• Data governance

• Enterprise BI

For example:

• Data platform

For example:

• Data stewardship

• Domain analytics

For example:

• Sandbox

Example
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Establish Multiple Versions of D&A

Regulatory,  

compliance

Enterprise BI

Global version

Enterprise level

Global data

Central data repository 

Data products & 

models

Enterprise 

analytics

Marketing, sales, 

finance, HR, 

supply chain

Regional version

Function, BU, 

country, …

Regional data

ERP, CRM, OLTP …

Domain 

analytics

Predictive 

maintenance, floor 

optimization, …

Local version

Factory, machine, 

building, store, …

Local data 

IoT, Edge, point of 

sale, ...

Operational 

analytics

New use cases, 

data, tech, …

Next version

Lab

New data

Synthetic, external, 

…

AI/DSML
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With a Different Focus

Global data

Enterprise analytics

Consistency

Regional data

Domain analytics

Contextualization

Local data

Operational analytics

Autonomy

New data

AI/DSML

Innovation

Global version Regional version Local version Next version

MDM (customer, 

product)

Regulatory 

(compliance)

Governance & Quality

…

Marketing: Churn

Supply chain: On-time 

& in-full

Finance: High Margin 

Products

R&D: Time-to-market 

for new products

…

Factory: Predictive 

maintenance

Procurement: List of 

contractors

…

Social media analysis

…

Stakeholder

Outcomes
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And Style

Global data

Enterprise analytics

Consistency

Control

Regional data

Domain analytics

Contextualization

Outcomes

Local data

Operational analytics

Autonomy

Independent

New data

AI/DSML

Innovation

Agility

Global version Regional version Local version Next version

Control — Making decisions according to rules, policies, standards and directives dominates this 

command-and-control style of governance.

Outcomes — Achieving business outcomes while balancing risk, return and performance on 

investments within the enterprise guardrails.

Independent — Driving value and managing risk from decisions made in real time by people 

and “things.”

Agile — Empowering roles and teams with the authority to make distributed and/or mandated 

decisions that create value for the business.
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In Different Positions

Global data

Enterprise analytics

Consistency

Control

Centralized

Regional data

Domain analytics

Contextualization

Outcomes

Decentralized

Local data

Operational analytics

Autonomy

Independent

Decentralized

New data

AI/DSML

Innovation

Agility

Centralized / 

Decentralized

Global version Regional version Local version Next version
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With Different Models

Global data

Enterprise analytics

Consistency

Control

Centralized

Hub 

Regional data

Domain analytics

Contextualization

Outcomes

Decentralized

Spoke 

Local data

Operational analytics

Autonomy

Independent

Decentralized

Communities

New data

AI/DSML

Innovation

Agility

Hybrid

Lab

Global version Regional version Local version Next version

Global Hub Regional Hub Spokes

Franchise model
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And Roles

Global data

Enterprise analytics

Consistency

Control

Centralized

Hub (Global)

Lead roles

Regional data

Domain analytics

Contextualization

Outcomes

Decentralized

Spoke (Regional hub)

Domain roles

Local data

Operational analytics

Autonomy

Independent

Decentralized

Communities

Citizen roles

New data

AI/DSML

Innovation

Agility

Hybrid

Lab

Cross-functional

Global version Regional version Local version Next version
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The Hub Enables All Versions

Strategy

Chief data (analytics) officer

Governance leader

Data management leader

AI leader

D&A architect

Other roles …

Lab

(Lead) data scientist

AI/ML engineer

SME/domain expert

Governance board

CDAO

Domain D&A leaders

(Lead) data steward

Global hub

• D&A translator

• (Lead) data engineer

• (Lead) data scientist

• (Lead) data steward

• Other lead roles

Communities

Spokes/regional hub

Domain D&A leader

Domain analytics engineer

Domain data scientist

Domain data steward

Domain experts/SMEs

Global version Next version
Regional version

Global data

Regional

data

Local dataExecution

Local versionOffice of the CDAO
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The (Lean) Hub Balances Control With Collaboration

Hub

• D&A strategy

• Provision, store, certify & access to  (shared, global) data 

(products)

• Infrastructure & architecture

• Standards & guidelines 

• Governance policies & Data stewardship practices

• Best practices & common requirements

• Training & skills advancement

• Evangelize, success stories & Data literacy

• Consult new projects, advisory

• Audits, checks, assessments

• Enterprise Analytics & BI

• …

CollaborationControl

Regional hub

Spokes

Global hub
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Example Centralized: COE

CDAO

Support services

Architecture & 

infrastructure

Change 

management & 

user support

CIO

D&A 

Steward

Data 

Engineer

Literacy 

Lead

D&A 

Architect

Data management

Data 

governance

Data 

engineering

Global version

DSML/AI

Next version

Data 

Scientist

BU1 BU2

Cross-

BU

EBI

Analytics 

& BI

BU3

CxO

Translator

Regional/local

BI 

Developer
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Global

Hub

Regional

Hub
Regional 

Hub
Domain

Local Local

Example Decentralized : D&A Franchise

Local Local

Corporate / Enterprise

Global

Function/ Domain

Regional

Local 

GoldSilver Bronze

Insource

Thick

Thin

Fusion team
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Cross-Functional / Multidisciplinary Fusion Teams

D&A 
architect

Tester

D&A 

translator

Product

owner

Scrum 

master

SME Data 

scientist

Analytics 

engineer

Data 

engineer

Dedicated

Shared

Hub 

Spoke

Other
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Promote

Facilitate

Accelerators and resources

2

4

Take an Iterative And Staged Approach

Accidental

Hackathons, 

Prototypes, 

Pilots

Intentional

Production

13

Fusion team:

▪ Understand value

▪ Understand data

▪ Understand technology

▪ Understand skills

▪ Etc.

Hub:

▪ Operating model

▪ Roles

▪ Best practices

▪ Training & skills

▪ Standards, guidelines

▪ Architecture, 

infrastructure, tools

▪ Etc.

MVP

• Refactor

• Consistent

• Scalable

• Automation Use casesFormalize
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The Spectrum of Data, Analytics & AI Roles

Governance

Leader

Analytics

engineer

Data 

engineer

Data 

modeler

ML 

engineer

Data 

analyst Data 

scientistD&A 

tester
MDM

Lead

Analytics 

developer

CDAO

D&A 

architect

D&A 

translator

Domain data 

scientist
Domain 

data steward

Domain 

D&A leader

Data and analytics

Model

 manager/ 

validator

Prompt 

engineer
Decision 

engineer
Data product 

manager

Data literacy

program lead

D&AI 

ethicist

AI 

developer

Business 

analyst

Knowledge

engineer

Emerging roleD&A hub D&A spoke Must-have role

Product 

Manager

UX 

Design
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Proficiency levels: 1 — Basic; 2 — Familiar; 3 — Practitioner; 4 — Expert

IT skills

Infrastructure/Cloud

• Source systems

• SQL, Python

• Informatica, Oracle, IBM

• MLOps, DataOps

Data & analytics skills

• Data mapping, 

transformation, integration 

• Data modelling and automation

• Curate data sets, data products

Business skills

• Business objectives

• Domain-specific data

Soft skills

• Collaboration

• Education

• Evangelization

• Storytelling

• Curiosity

• Creativity

3

4

2

2

Example — Data Engineer
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Embed Mindset & Skillset Into Employee Journey 
Development through continuous coaching, guiding and experiential learning

PerformanceRecruiting Onboarding Growth

Emphasize nontechnical 

skills and competencies in 

D&A job descriptions.

Require employees to 

thoroughly understand and 

articulate the organization’s 

strategic plan.

• Regularly shadow 

business and clinical 

teams to understand 

their workflows.

• Lead consultations with 

the business to uncover 

how requests relate to 

the strategic plan.

• Integrate mindset and 

skillset development in 

annual SMART goals.

• Present on completed 

D&A projects and how 

they contributed to 

advancing the 

strategic plan.

2

Source: Adapted from Lee Health
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Determine Team Size

Identify the work Identify rolesPrioritize the work

• Functional

• Technical

• Maintenance

• Shared

services

• Stakeholders

• Portfolio

• Urgency

• Core roles

• Additional roles

Approach 2: Resource forecast

Approach 1: Benchmark forecast

Maturity
Ratio/ 

benchmark

First indication

Value 

proposition

• Utility

• Enabler

Delivery 

complexity

• Services

• Products

• Programs

Environmental 

complexity

• Ecosystem

• Organization

• Organization

• Team

Combine both approaches to better determine right team size.

According to the 2024 

CDAO Survey, the mean 

for D&A teams is 40.

▪ Small organizations 

have, on average, 15 

employees

▪ Midsize organizations 

have 23 

▪ Larger organizations 

have 38 

▪ Extra-large organizations 

have around 63 full-time 

equivalents (FTEs)
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Who Does the CDAO Report To?

CDAO Reporting Relationships

n = 366

All respondents, excluding Japan respondents
Q: To whom do you report?

Source: 2023 Gartner Chief Data and Analytics Officer Agenda Survey

24%

15%

10%

9%

8%

5%

5%

4%

2%

2%

0% 15% 30%

Chief information officer (CIO) or highest level in IT

Chief executive officer (CEO)

Chief data and analytics officer (CDAO, CDO, etc.)

Chief operation officer (COO)

Chief financial officer (CFO)

Chief digital officer or head of digital business

Chief technology officer (CTO)

Board of directors

Head of data or information management

Lines of business leadership

Technology function (29%)

• Focus on data management, 

platform & governance

• Defensive approach

• Mitigate with business 

facing KPIs

Business function (71%)

• Focus on analytics & insights

• Offensive approach

• Mitigate a close working 

relationship with the CIO
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Recommendations

▪ Determine responsibilities between centralized and decentralized and between business and IT.

▪ Set up a hybrid multi-tiered organizational model.

▪ Find the right balance between hub and spokes. Consider franchise model.

▪ Determine where to position the global hub and CDAO.

▪ Balance traditional and emerging roles and actively engage with domain roles.

From control to collaboration

• Build a “change management” team.

• Address employee behavior and stakeholder management.



29 © 2024 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of Gartner, Inc. and its affiliates.

“Balance consistency 
and agility of data and 
analytics”
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Learn more: gartner.com/conferences/data

At this year’s conference, you’ll learn to:

29 - 30 July 2024     | Sydney, Australia

March 3 – 5, 2025 | Orlando, FL

28 – 29 abril 2025 | São Paulo, Brasil

Gartner Data & Analytics Summit offers 

content for every member of your data and 

analytics team — from technical- to senior-

level strategy. Join data and analytics 

leaders to gain the skills to build and execute 

a world-class strategy. 

Gartner Data & Analytics 

Summit

Implement strategies and innovations backed 

by data and analytics to navigate disruption

Harness the growing power of AI effectively and 

responsibly for decision augmentation, process 

optimization and even autonomous operations.

Scale your purpose beyond organizational 

silos, across value chains and ecosystems 

to foster societal perseverance
Register with code GARTNERWEB for a 

discount on the standard price.

https://www.gartner.com/en/conferences/calendar/data-analytics/all?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_WB24_NPP_WB1_DATAANDANALYTICS2024
https://www.gartner.com/en/conferences/calendar/data-analytics/all?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_WB24_NPP_WB1_DATAANDANALYTICS2024
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The Data and 
Analytics Roadmap

Follow data and analytics best practices to 
create a scalable, agile strategy.

Download the Research

https://www.gartner.com/en/publications/the-it-roadmap-for-data-and-analytics?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_ITRDMP_NPP_WB21_DAROADMAPPROMO&utm_term=wb-ppt
https://www.gartner.com/en/publications/the-it-roadmap-for-data-and-analytics?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_ITRDMP_NPP_WB21_DAROADMAPPROMO&utm_term=wb-ppt
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Gartner for IT on 
social media

Want to stay in-the-know? Connect 

with us on LinkedIn and Twitter to 

receive the latest Gartner IT insights 

and updates across research, events 

and more. It’s all curated specifically 

for IT leaders and decision-makers. 

Follow us on

Looking for insights delivered to 

your inbox? 

Subscribe to our bi-weekly newsletter.

https://www.linkedin.com/showcase/gartner-for-it-leaders/?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_WB24_NPP_WB1_ITLINKEDINPROMO2024&utm_term=wb&utm_content=linkedin
https://twitter.com/Gartner_inc?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_WB24_NPP_WB1_COMPANYTWITTER2024&utm_term=wb&utm_content=twitter
https://www.gartner.com/en/information-technology/it-newsletter-signup?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_WB24_NPP_WB1_ITNEWSLETTERPROMO24&utm_term=wb&utm_content=tw-gartner-it
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Learn More

Become a Client

Clients receive 24/7 access to proven management 

and technology research, expert advice, 

benchmarks, diagnostics and more. 

Fill out the form to connect with a representative 

and learn more.

Or give us a call: +441784614280 | +1 855 637 0291
  8 a.m. – 7 p.m. ET

  8 a.m. – 5 p.m. GMT

  Monday through Friday

https://www.gartner.com/en/become-a-client?utm_source=Bizzabo&utm_medium=in-webinar&utm_campaign=RM_GB_2024_WB24_NPP_WB1_BAC2024
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Download the research slides

View upcoming and on-demand Gartner webinars 

at gartner.com/webinars
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