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Data Governance is a discipline that is gradually making its way into 

companies. Initially its implementation came from the improvement of 

regulatory requirements in sectors such as Banking and Insurance, but as 

its usefulness becomes apparent not only for regulatory compliance but 

for the organization as a whole, it is gradually spreading. Today, however, 

Data Governance has not yet been extended to all companies, and those 

that have it do not all have it in an advanced or developed stage. 

The Club CDO Spain & Latam published in the first quarter of 2020 a study on the state of 
Data Governance in Spanish companies, stating the above-mentioned points. 

However, they also noted that in those companies that do have Data Governance areas, there is 
already valuable knowledge and good practices identified. That is why this paper wants to go into 
these aspects in depth, collect all this knowledge and good practices and put them at the service of 
the Data Community so that they can be accessible to all those professionals who are following the 
path of implementation of Data Governance in their organizations. 
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In order to carry out this study, we have identified the most developed areas of Data Governance of the companies 

belonging to CDO Spain & Latam Club, putting special emphasis on the sectorial diversity, to identify experiences and 

good practices that can be applied to companies from different manufacturing sectors, and therefore, with more potential 

to be applied to the rest of the organizations. Specifically, the following sectors have been included in the study: 
 
 

 

 

Banking                      Insurance Oil & 
Gas 

Automotive Retail Telecom Services 

 
 
 
 

Once these companies were identified, those responsible for these areas of Data Governance were interviewed to find out about their experience, good 
practices, recommendations and future challenges in Data Governance in order to prepare this study by gathering all their contributions. 
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The functions to be covered by Data 

Governance, although they are 

varied and depend on the different 

organizations, identify a series of 

functional areas that are common in 

most of the cases studied and that 

we consider the functional core of 

Data Governance in the 

organizations. 

There is also a second set of roles and 
responsibilities usually assigned to Data 
Governance as organizations move forward 
and mature in both their Data Governance 
and their transformational path towards 
becoming Data-Driven. That is to say, if an 
organization is beginning to take its first 
steps in Data Governance and Data-Driven 
transformation, it is unlikely that it will ask 
itself who is to assume the governance of the 
Artificial Intelligence algorithms that are 
generated or the possible ethical dilemmas 
derived from the use of the data in the 
company. Already the fact of raising this type 
of questions and wanting to answer them 
shows that there is an awareness and a 
certain path to follow. 

 

 
Common in most of the cases studied 

 
     Defining the Data Governance Framework 

Policies, processes, information demand management, roles, responsibilities 

 
Data monetization strategy  

Data-Driven culture 

Regulatory and corporate reporting 

 
Business Glossaries and Data and Metadata Dictionaries 

Increasing these and ensuring their maintenance 

Functional and technical traceability 

Identification of corporate Golden Sources 

 
Data Quality 

 
 
 
 
 

Functional areas that are added 

as the degree of development 

progresses 

 
Governance of Data models 

Governance of Algorithms 

Data Ethics 
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As for the hierarchical fit of Data Governance in the general organogram of the organizations, this is very varied, even in 

companies of the same sector. However, there are four interesting points to consider: 

 
 

 
Best Practices 
There is no specific format that is more correct or more recommendable. 

 
 
 

Existence of a CDO in the organization 
If it exists, it is understood that the Data Governance is included in this area. 

 

 

 
   

Transversality 
Data Governance must be transversal in scope and be an impartial body with regard to 
the different business areas. This is promoted by locating it in departments and cross-
sectional areas. 

 

Communication with Management 
Data Governance or the CDO must have direct communication with the Senior Management. 
It is important for the task of Data-Driven cultural change and the correct implementation of 
the Governance framework. 
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Undoubtedly the main impact of the governance 

function should be associated with the achievement of 

the strategic objectives. Clearly tracing and identifying 

the direct impact is complex but not impossible; there 

are examples that demonstrate the value we are adding 

with our work. 

In this complex and exciting path towards data-based decision 
making, these are some examples of the value contribution we have 
made in our companies: 
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Professionalization of the functions dedicated to 'care' 

of the data 

One of the main points for improvement that we find when working with data is 

the lack of responsibility. Without a dedicated role to analyze and work on them 

it is difficult to ensure that they meet all the requirements needed to extract 

value. 

One of our first actions as governance managers is to work on creating ''data accountability'' so that there 
are processes to understand and care for data. 

Once we manage to break the barrier of the responsibility silos the way is quite easy because 
the actions to improve the data, its quality and definition start to be carried out. 
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Financial benefits and increased competitiveness 

When we stop working in isolation within each unit or department, when we share the language of data, democratize access, 

transfer best practices and take advantage of what others have already created internally, that is when we see the financial 

impact and time reduction that good governance brings. 

 

These efficiencies translate into concepts 
such as Reusability, good governance 
makes the investment in a single piece of 
data multiply through all the possible uses 
that the organization can make of it. 

Homogeneity, transversal vision, 
especially in large organizations where 
business and geographic disparities exist, 
data governance helps to share the same 
processes and create a common language. 

Less resources to do more things 

faster, by defining and clarifying 

responsibilities, by integrating data and its 

exploitation, we have found that we 

significantly reduce the time spent on tasks 

such as duplicate reporting and analysis, 

isolated processing of data prior to analysis, 

to remedying quality problems, etc. 

Reliable decision making, better impact 
analysis to address changes. More knowledge 
about ourselves that allows us to know what is 
happening and prepare ourselves to face new 
challenges. 

By improving the raw material with which 

information is developed and decision making, 
our decisions become more reliable and this has 
a direct impact on the bottom line. 

Tracing lineage, the data-centric 
architecture that we need to create to be 
data-driven has among its valuable elements 
the power to trace end-to-end where the data 
comes from, to know what transformations 
are carried out, in which models we are using 
them and their impact on decision making, 
the lineage reduces time and reduces costs in 
the construction of new developments. 

Agility, the greater availability of 
information to users in a faster and more 
efficient way has undoubtedly helped in 
agility in the generation of new 
developments, new reports, new analytical 
models and to accelerate the digital 
transformation. 

Impact on Provisions, establishing a 
clear and transparent governance and 
data model has generated, especially in 
sectors such as banking, improvements in 
risk models, which thanks to the 
government have been able to eliminate 
margins of conservatism previously 
applied by the Regulator. 
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Data Culture 

By creating a new language, that of data, by standardizing meaning, by 

creating data literacy, we are creating a unique and differentiating culture in 

our companies. 

Data literacy helps to make transparent, to know, to work with and to watch over the most 
important data for us as a company, which will help us to evolve and to face challenges and new 
businesses. 

And it generates cultural change, because we achieve that many people are working with new 
tools, processes and that they are putting focus on generating value with data, in analyzing them 
and not just preparing them. 

Regulatory Compliance 
In those sectors with strict regulatory requirements, such as the banking or insurance sector, 
the implementation of good data governance to support decision making and transparency of 
decisions made has helped to meet these obligations. 

 
 

Data quality 
Improving the quality of data is one of the activities that generates the greatest direct financial 
return. It is one of the most widely used levers to demonstrate to our businesses the benefit 
that data governance can bring us. 

 
 

Guaranteeing the security and trust of our clients 
Another of the key and indispensable pieces, to be able to guarantee the security of the data of 
our clients, the fulfillment of the protection of data, guaranteeing that the same data are not 
used with different aims to those for which they have given their consent to us. Ensuring the 
proper use and access to data is one of the essential levers of governance. 

One of the main values as an Organization is to have the confidence of our customers, 
ensuring that we are protecting their data. 

In addition to safeguarding internal use and security, good governance ensures compliance with 
cyber security requirements so that our data is also protected from external threats. 
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The necessary basis for building a strategy of value through data and analysis is to have a solid practice of management and data 

governance in organizations. 

Pythagoras said that the beginning is half the journey, and to help in this we have compiled what we at the Club consider best practices to take into 
account, learning from what has worked for us and mainly learning from the mistakes made. 

 
 
 

 

 

 
 

Cultural change 

and 

communication 
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Having a Global and Sponsored Vision 

Having a global and clear discourse, supported by top management, of the 

objectives and benefits of good data governance. 
 

 

It is key that we build a data strategy to 
support the business and that this strategy 
is shared and sponsored. 

Agreeing on a data strategy and strategic 
focus from the outset with a top-level 
sponsor in the organization and involving 
the people who are key to success is critical 
to getting everything up and running. 

Data management is a long-term process, it is 
important to agree on where to start to give 
results and that this plan is known, approved 
and supported. 

Our Organizations change, as do the data 
governance teams themselves, businesses 
mature and have a different view of the 
project as it progresses. Therefore, 
understanding the value proposal is 
fundamental. 

This is where one of the most necessary qualities that a  
CDO should have comes into play, that of diplomacy, the  
"Chief Diplomatic Office", because it is essential to involve  
all the people who will be necessary for the success of our  
companies, starting of course with the Top Management. 
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Understand where our Organizations are positioned 

We have often experienced that if the proposals of the Data Governance team are too "advanced", the rest of the organization loses interest in the 

initiative, does not understand it, does not feel part of it and therefore does not accompany us. 
 

 

On the other hand, it is important to be clear 
about where you want to go in order to 
decide, before each action, if you are going in 
the right direction or not. 
Understand well what is the realistic situation 
of the company regarding the data. 
Ask yourself questions like these: 
 
What are the needs regarding data? 
What is most needed to meet the objectives? 
What use is made of the data? 
What are the main Pain Points? 

 
All these questions will help us to 
conceptualize in practice what are the main 
needs of our companies and to define a 
practical vision that will help us to face a 
project of this type in the actual context. 

On the other hand, it has also been 
identified as good practice that as 
progress is made in the implementation 
of Data Governance to the different areas 
of business and use cases, work on the 
implementation of transversal solutions 
that provide both the different users 
access to all information and deliverables 
generated by Data Governance as the 
work of Data Governance itself to the 
teams that make it to continue to expand, 
maintain the status quo, etc. 

In some organizations, especially in business 
groups where the governance encompasses 
many businesses with different scopes and 
geographical spread, information domains 
are 'Classified' to prioritize and clarify the 
degree of governance that each requires. 
Following this practice, there are 
organizations that have implemented priority 
scales in the governance criticality of the 
different data entities, such as the following: 

• Priority I: Data involved in regulatory 
reporting. Must be certified and 
therefore with the highest standards 
of governance. 

• Priority II: Data reported to the Senior 
Management. It must also be certified 
because, even though it is not reported 
to the regulator, it takes part in the 
generation of the key KPIs that are 
reported to the Top Management for 
strategic decision making. 

• Priority III: Corporate data. They are 
not involved in regulatory reporting or 
reported to senior management, but are 
used by two or more business areas of 
the organization, so mismanagement 
can lead to conflict, oversight and wrong 
decisions. Has a lower level of 
governance. 

• Priority IV: Exploratory data. At a 
minimum, it is included in the inventory 
and data mapping and is tracked for use in 
the various initiatives to see if it should be 
prioritized at any point. 

Reflect on each step, The probability of 
making mistakes in data governance projects, 
especially at the beginning, is very high. 
These are new, complex issues that require 
efforts from many 'independent' areas with 
sometimes different or even opposite 
objectives; it is not easy to know where to 
start, what to do, what to prioritize. In this 
context, it is worth thinking through every 
step we take, some of the governance 
activities require long-term dedication to 
deliver results and a long-term failure to 
focus can have serious consequences in 
terms of cost, time and internal reputation. 
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Always think about the Business 

Governance is not something that is unique to CDOs or data 

controllers, it is something that is global. 

Focus from the beginning on value generation 

Focus from the beginning on adding value with more tactical and longer-term 

initiatives that consolidate, cement and ensure recurrence and value 

 

Governance is not something unique to CDOs 
or data controllers, it is something global. In 
fact, the real success of it is in creating that 
language of data in all areas, in making data a 
part of our daily lives, creating a data culture. 

 

 

And data is business, so our true value will lie 
in understanding what they need now and 
what they will need and doing our best to give 
it to them. 

It is essential to manage expectations well, 
to forge alliances within the business 
based on solving problems. Involve and 
have the opinion of different profiles and 
roles of the company to try to have a 
vision as inclusive and complete as 
possible. 

At the beginning Data Governance is 
understood as an administrative burden, but 
soon users with more dedication to the use 
and analysis of information will begin to see 
its benefits. 

We recommend setting ambitious medium- 
to long-term goals, identifying our value 
proposition and starting with concrete actions 
that provide real value. 

 

 

It is critical to focus on a few key 
initiatives, which give quick impact and 
are linked to business programs that 
allow scalability and medium-long term 
sponsorship. 

When extending Data Governance to the 
entire organization, it is identified as good 
practice to start by working with usage cases 
that are defined and limited, with clear 
business objectives in order to determine 
their success or failure, as well as the 
contribution made by the inclusion of the 
Governance part of the Data in it. If these 
usage cases are successful, the return can be 
clearly determined and can function as an 
outreach lever to include Data Governance in 
other cases of usage that are being 
developed. 
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7. The 10 keys to success 
 
 
 

Measure, measure, measure 

5 Have indicators that measure objectives and progress. This 

focuses on measurement from two perspectives: 
 
 

• Having a map of data programs and their 
financial impact. Generating Tables that 
visualize the value contribution 

• Define from the beginning the objectives 
and indicators with which the progress of 
the governance program will be 
evaluated. 

Once defined, publish these objectives, 
making them known and focusing on the 
achievement of results. 

In the same way that little by little more 
areas and cases of use are being covered 
and the function of Data Governance is 
being expanded, it is common for the 
Data Governance area itself to establish 
its priorities in governance. It has been 
identified as good practice to establish 
clear criteria for this work, which can 
also intervene in the subsequent 
evaluation and assessment of the work 
in this area. 

Understanding the return of the Data Office projects, of 
each of the cases of use of the Business in which it is 
framed. 

 
 
 
 
 
 

Regarding indicators, these are some examples used: 

• Calculation of the internal efficiency that the decommissioning of tables and 
databases, ETL's, repositories, among others, is assuming. Quantify each of these activities 
with a financial return in order to calculate the internal efficiency obtained. 

• Define the main Data Quality KPIs pre- and post-implementation of each initiative 
or project, in order to measure the contribution of the Data Governance in this. 

• Level of penetration and use of the Governance tools by the figures that are defined to be 
their active users. 

• Dashboard usage indicators. 

• Developments in the appointment of active Owners and Stewards. 

• Incorporating the concept of "NEXT BEST DECISION" associated to the Control 
Panels, as a support and lever for the data-driven cultural change and as an aid for monitoring 
and capturing value. This practice means ensuring that each indicator is associated with a detail 
of the 'decision proposals' to be carried out for the contribution of value. 
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Start with a good map and data model 

To know where we want to go, the first thing is to know where 

we are starting from. 

In this sense, we recommend that one of the first actions be focused on building a good data 
model that describes your business. Start little by little but build your roadmap on it. 

 
 
 

Have the cultural change and communication as an 

essential partner in your Roadmap 

Introduce from the beginning a culture of change and continuous 

transformation, identifying opinion leaders. 

Negotiate alliances with corporate influencers that can give you more strength. Accompany 
your program with a training and communication plan that will help to raise awareness of the 
importance of governance. 

 
 

Education, empathy and methodology. 

Be strict in the assignment of responsibilities and operation of 

methodologies. 

Often, the need to obtain results in the short term causes some procedures to be short-circuited 
and this reduces the educational value of the initiative. 

Having a process methodology based on communication and awareness, there can be no 
effective governance if there is no awareness of governance, in the widest sense of the word, 
where I am going, where I am not going, and where I should be going. 

Work the business glossary and metadata together in each initiative/project since, if not 
considered as a whole, the Data Governance is not complete. 

Be didactic, governance is sometimes difficult to understand, it is important to work very well in 
explaining the idea in a practical way, with real examples and close to the different stakeholders. 
This requires a lot of work but helps to bring the approach as close as possible to what is needed. 
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Listen, learn, share and know the best practices and tools in the market ... and of 

course BE PART OF THE CLUB CDO SPAIN & LATAM! 
 

We recommend that you train yourself, that you question inside and outside your company, we encourage you to know 
what is being done in other companies and that when you get to the point of "I more or less know what I'm going to do" 
you question everything and think "what pieces my company really needs and what could be implemented realistically". 

Data concepts remain complex to address and one must be as sure as possible that ideas are 
well understood and that implementations are successful, even if they cover less ground. 

Sharing and listening to what others have done helps us to evolve, learn, orient oneself and 
collaborate. 

 
 
 

 

Have fun, enjoy what you do, and be 

resilient 
 

"True happiness is enjoying the present without depending 

anxiously on the future". 

This phrase is from Seneca, but at the CDO Club we identify with it. 

As we mentioned before, the probability of failure is very high, especially at the beginning. It 
is important not to give up, to learn and to try new paths. 

 

10 
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The formation and training of the Data Governance teams is a fundamental 

pillar for the management of these teams and the conducting of the cultural 

change of the organizations towards Data-Driven. In this area the 

approaches are also diverse, with each person responsible for Data 

Governance in each organization having adapted a different training 

strategy designed for the organization. 

 
 
 
 

 
Participation in specialized forums and attendance at 

sector events 

 

On the one hand, there is the training of the 
Data Governance teams, that is, those who 
are totally or partially dedicated to this task 
and have it among their main 
responsibilities. For these teams, if the 
organization implements specific tools for 
the Government of the Data (as we have 
seen above, this is not the case of all the 
organizations that have such equipment) 
technical training in such tools is customary. 
However, there are people in charge of Data 
Governance who go further and design 
training plans for their teams with the 
support of HR departments, taking a more 
comprehensive approach. 

Training in story-telling with data, data visualization, data reasoning, etc. to 

be applied to the deliverables that are made as well as for its use in the day 

to day conversations with the different business areas and thus promote the 

cultural Data-Drive change 
 

 

 
 

 

 

 
 

 

                                                                                                                                                                                  Technical training in the use and management of Data 

                                                                                                                                                                       Governance tools (if implemented) 

Sponsorship for the creation of knowledge 

communities in which to share experiences and 

good practices in the organization 

Including training in basic concepts of Governance, 

Quality and Data Management 

Design of integral training plans for the Data Governance 

teams with HR support 
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In addition to the training of the 

Data Governance teams, there is 

the spreading of information about 

the Data-Driven to the rest of the 

organization in order to promote 

change in the organization. In this 

way, and also with the help of the 

HR teams and other transversal 

areas of the organizations such as 

Organization, Transformation, etc., 

it is usual to promote actions and 

plans that include the following 

points, all of them framed in the 

general training plans of the 

organization: 

Specific 

contents in the 

transversal e-

learning 

platforms of the 

organization 

 
 
 
 
 
 
 
 
 
 
 
 

Identification 

of specific 

profiles in the 

different 

business areas 

that can act as 

a lever for 

spreading the 

message to the 

rest of the area 

 
Classrooms of 

disclosure 

and training 

 
 
 
 
 
 
 
 
 
 
 
 
 

Adaptation of the 

contents to 

departments more or 

less advanced in the 

subject to be dealt 

with, also raising the 

training by phases as 

the departments 

develop 



10. What role do the tools of Governance play 

21 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 

 

   

 

It is common that 

when they are 

created, Data 

Governance teams 

in organizations do 

not have such tools 

  

 
 

 
 
 
 
 
 

 

 

 
 

 

This need often arises when Governance 

implementations are more advanced and 

the backlog of the area justifies these 

implementations. 
 

 

· Glossaries and dictionaries 

· Functional and technical traceability 

· Data quality management and monitoring 

· Regulatory and corporate reporting 

· Documentation of policies, processes and mapping of 
Data Governance roles in the organization (Data 
Owners, Data Stewards etc.) 

 
 

 

 

 

 



11. The vision of Informatica 
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Identifying the best practices to implement a data governance system is a challenge, thinking that aligning people, technologies, and the rest of the variables can be a simple 

task, is not being aware of the scale of the solution provided by this type of system. The most intelligent and therefore effective way is to secure some strategic lines in our 

project to ensure success as much as possible: 
 

 

 
  

Aligning the users 

involved 

 

Perhaps one of the most complicated tasks is 
to manage the people involved within the data 
phases and with different roles. It can be a 
laborious task, but tremendously exciting 
when we manage to achieve it, and more so 
when we are talking about our "VIP" user that 
helps us to have the data governance under 
control. Hence the importance of having clear, 
simple, agile and carefully designed UX 
applications is the key to success for data 
management systems not only to be 
implemented and subsequently maintained, 
but also to accelerate the capitalization that 
we talk about so much. We turn a complex 
task into a friendly and efficient one, and that 
is always synonymous with effectiveness. 

 
 
 
 
 
 
 
 

 

 
 

In diversity there is 

happiness, but not 

success: 

 
Having excessively heterogeneous systems can be a 
major problem for data governance. Does this mean all 
with one? Absolutely not, but betting on a reduced but 
efficient set of systems for each task will save us more 
than one headache. Likewise, if we opt for first class 
manufacturers, the integration of these solutions will 
most likely make our lives easier and therefore give us 
the necessary agility. 

Marketplace 

or Data Hubs, yes or yes: 
 

Although not all Data Governance systems 
offer it within their core, it is a must to have 
an internal Marketplace of Datasets where 
users publish, share, comment and validate, 
is something that is almost essential. 
Moreover, with this type of solution, plus 
the data management itself, we download 
all our Data Science and Analyst from the so 
inefficient "ad-hoc" reports. Being in the era 
of Self Service of self-analysis, these types of 
complementary solutions to data 
Governance, are key. 

 
 

 
 

 
 

 

 

Cloud vs on- 
premise: 

 
These types of solutions, being more current, move like 
fish in water in the Cloud architectures, today not using 
services like AWS or AZURE is almost unthinkable. This 
does not mean that we neglect all our own 
on-premise facility, any manufacturer 

it is important that if we opt for on- premise, Stream or 
Real Time services, they will have an added difficulty 
when having to go through a robust integration 
infrastructure so that the data governance can reach 
them in an effective way. As far as Big Data is concerned, 
this is critical. 
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The challenges facing those responsible for Data Governance in Spain are closely related to the consolidation of end-to-end governance 

functions. If we were to try to encompass our main challenges, we would classify them as follows according to the degree of maturity of the 

Organization: 
 
 
 
 
 
 
 
 
 

Governance 

beyond 

information

 

Governance 

analytical models 

 
 

Data value 

models 

 
 

Governance of all data 

domains 

 
Deploy governance functions 

throughout the organization 

 

 
Consolidate the 

Governance in the 

Organization 

 

Low 

 

Ensuring quality in 

priority data 

 
 

 
Data culture 

 
 
 
 

DEGREE OF MATURITY 

 
Data Ethics 

 
 
 
 
 
 

European 

Data Strategy 

 
 
 
 
 
 
 
 
 

 
High 
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Consolidate governance throughout the Organization 

As we saw in the survey conducted in the first paper, 
there is an average degree of maturity in the 
implementation of governance, the vast majority of us 
are on the way to building a complete vision of the 
governance of the data life cycle, so our main efforts in 
the coming months will focus on this consolidation. 

To extend governance beyond the 
informational, deploying the function at 
corporate level, on all environments of the 
organization and not only on the 
informational but to reach the transactional 
with governance. 

Governance of Analytical Models 
A recent study conducted among Club members showed 
that 44% of CDOs are developing centralized model 
governance in our companies and of these in 85% of 
cases this activity is centralized in the CDO. 

The nature of the CDO linked in many cases to 
the analytics/model world and the lack of 
centralizing models encourages the function to 
be assumed by the CDO team. 

 
 
 
 

 

 
 

In addition, this would entail a greater 
contribution of value, since we are cross areas, 
with control of the data 'Golden Source', 
sources

Avoid governance over a static repository of 
information to intervene in the data life cycle 
in an integral way. 

In other cases, the expansion of governance will 
mean expanding data governance and the use 
of governance tools in all domains of the 
Organization. As we commented in the 
implementation section, many of us have 
prioritized governance activities in 
those domains that either had a strong 
regulatory impact and obligation, or we 
considered that for strategic or value 
generation criteria they had to be addressed 
first. 

Therefore, among the activities of many of 

us for the coming months will be to continue 
extending the functions of data governance 
in the remaining domains not yet worked on. 

Some of the CDOs have in turn in their 
agendas to finish developing of 

organization of data management and governance in all 
Units and countries and in general to continue working 
on the data quality model. 

of one of the models and knowledge of the 
quality of the data in a transversal way. 

Our active role in the management of all issues 
related to the ethics of data and the strong 
presence of ethics in the generation of models 
would in turn justify this centralization, as 
reflected in the study. 
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Global Model of Data Value 
Without a doubt, one of the great challenges 
that we have ahead of us is to make all the top 
management understand that data not only 
optimizes your current business, but that it 
can totally transform your business model 
and turn you into what you are not, but with 
a value that you could not have imagined: 
data reinvents you. 

To achieve that the actions within the scope of 
governance help the company to extract all the 
possible data value, implementing new aspects 
that help us to better manage the data within 
our "Data Strategy" line. 

 
 

 

Strengthening the Culture of Data 

To keep on building culture, to keep on anchoring the 
organization, many of our efforts will be focused on 
projecting a strong investment in gaining robustness in 
reliability and communication. 

Continue to expand this new way of doing things, 
through the " lenses " of data, and achieve the 
successful use of data in decision making at any 
level. Continue to work on building the 'Data 
First' culture. 

Identify the key people, train the talent in our 
organizations and ensure that we develop 
data skills in the key profiles to the extent of 
those accountable. 

Continue with the "Data Literacy" actions, 
getting our organizations to use that common 
language and manage to work, analyze and 
debate based on the data. 

Continue to work on the construction of the Corporate 
Glossary and the introduction of Ontologies as an 
element of description of the data universe. 

Data Ethics and European Data 

Strategy and Artificial 

Intelligence 

Take a step beyond privacy to ensure ethical compliance 
in all data processes. 

Ethical behavior is now a Business Value in 
our Organizations. CDO's have to be the first 
to promote and lead a responsible AI. 

To be able to build an AI governance that 
minimizes risks, ensures ethical values in the 
entire life cycle 

support 

the creation of value through the models, 
reinforce the reputation of our company, 
offer confidence to our clients. 

The challenge in our agendas is to create an 
ecosystem that generates value and security by 
identifying the ethical digital keys to be 
transferred to the teams, the data and the 
algorithmic models. 
Take an active role in the implementation of 
the European data Strategy, in the 

governance of European data spaces and 
external open data, in the management of 

cloud infrastructures and in the development of 
tools for data sharing, protocols, standards, among other 
activities. 

Accompany the great 

technological challenges ahead 

To accompany without hindering all the great 
technological challenges that we have ahead, Cloud, 
Blockchain, Distributed ML, advanced sharing platforms, 
etc. 
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Silvina Arce 

Head of Data Governance at Grupo 
Falabella Co-Founder of Club CDO 

Spain & Latam 

"Internal resistances are overcome starting 

with those aspects that solve concrete 

problems in each area, making them part of the 

solution and defining roles and responsibilities 

among all people in the organization" 

Define from the beginning the objectives and KPIs with 
which the progress of the program will be measured, 
publish these objectives and focus on the achievement of 
results. One of the big risks is to dedicate a lot of effort in 
multiple areas and finally not reach the expected results. 

Having a tool for Governance and Data Management is not 
essential to start this function but it is fundamental for 
scaling up. 

Currently there is no structured training in the market to 
acquire all the knowledge of Data Governance. That is why 
the training that follows is based on identifying the gaps in 
specific skills and knowledge and seeking experts in that area 
to develop training. 

 
 
 
 
 
 
 
 
 

 
Rafael Fernandez Campos 

Chief Data Officer at Bankia 
President of Club CDO Spain 

& Latam 

"The most important thing is to focus on 

adding value and this is achieved with an 

approach based on solving business problems, 

sometimes abandoning orthodoxy. To accept a 

change you need successive approaches, to 

accustom people to change, as we tend to be 

averse to it" 

It is essential to listen to business, since it tends to build 
solutions without thinking about WHY. That is why more 
meetings with businesses must be held, to listen to them, 
because the cost of building something that nobody uses 
is enormous. The one that legitimizes the CDO is the 
business, if we are not useful to the business, our 
existence stops making sense. 

Data not only optimizes your current business but can 
totally transform your business model and make you what 
you are not, but with a value you could not have imagined: 
Data reinvents you. 
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Francisco García 

Head of Data Governance 
& Architecture 

Orange 
 
 

“Currently the Governance of the Data is a 

key piece in the strategy of any modern 

Telecom for at least three main reasons: the 

information generated by our customers, the 

competitive market in which the sector 

moves and our history of fusions and 

acquisitions. No fusion process can be 
successful without powerful data governance 
that assigns unique owners to the information 
and unifies concepts and policies” 

If a very complex Data Governance framework is defined, it 
will not be used. Data Governance is a facilitator, but not a 
decision maker or implementer. 

If the governance model is not automated and generates 
the least amount of additional work for the different actors, 
it is doomed to failure. 

 
 
 
 
 
 
 
 
 

 
Francisco Javier Hidalgo 

Head of Data & Advanced 
Analytics 
CEPSA 

 
 

 

“About what I would do differently if I could go 

back, perhaps we spent too much time 

thinking about "the big picture", trying to 

cover everything until we understood that 

the power of this type of initiative is practicality that is 

well understood. I think it's a phase you have 

to go through but perhaps it could have 

been minimized” 

The most important thing has been to take into account 
two aspects that I consider key: what is the realistic 
situation of the company regarding the data (needs that 
you have, use that you make, pain points, "feeling" of the 
different parts, etc.) and its practical position to face a 
project of this type in the current context. 

The implementation we are betting on has four axes: 

1 · Clear returns, both in the functional and operational scope, 
which help us to explain the idea, consolidate it and manage 
the following phases. 

2 · Evolutionary (agile) approach, not trying to cover 100% of 
the data or functionalities in the first phases, and with 
concise objectives in each phase. 

3 · Dual approach to business and technology. 

4 · Importance that both the maintenance of the solution and 
the evolutionary one has a very low cost/benefit ratio. 
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Víctor Manchado 

Director of Information 
Management Systems, Big Data 

Governance & RDA Caixabank 

“It has worked for us to maintain a short-

term value-added approach with more 

tactical initiatives with longer-term ones. 

Establish ambitious medium to long term 

objectives, identify value proposition, start 

with concrete actions with real value 

contribution.” 

It is important to understand the value proposal at all 
times, the organization changes and the professionals of 
the Data Governance team themselves mature and 
understand the project differently as it progresses. 
It is advisable to be strict in the assignment of 
responsibilities and the operation of methodologies. Often, 
the short term result causes some procedures to be short-
circuited and this reduces the pedagogical value of the 
governance initiative. 

 
 
 
 
 
 
 
 
 

 
Javier Marqués 

Head of Data 
Generali 

“Involving those users in the early stages and 

simplifying their data governance activities 

were key for us. At first, data governance is 

seen as an administrative burden, but soon, 

users who are more dedicated to information 

consumption/analysis will begin to see the 

benefits.” 

To someone starting out I would recommend starting with one or 
two concrete use cases to have achievable goals. Trying to address 
data governance in general is an ambition that is difficult to absorb 

In Generali implementing data governance has had 
multiple benefits, including reduced time consumption 
for regulatory compliance, increased reuse and better 
impact analysis to address changes. 
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“It is fundamental to understand that the Data 

Governance is part of a Whole that must be 

worked on holistically.” 

The CDO must be a great diplomat, it must be very clear 
which side can give in or negotiate and which side 
cannot. 

 
“It is important to anchor data quality initiatives 

with strategic business initiatives” 

Explaining things in a simple way, and linking initiatives to business problems, 
has worked. 

 
 
 
 
 
 

Jonás Medina 
CDO              

Grupo 

Safamotor 

Gerardo Melo 
Global Head of Data 

Governance 

Sodexo 
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Ramón Morote Ribas 
Chief Data Officer 

Naturgy 

“It is very important to convey in our 

organizations that data management and 

governance is not a project, but a 

recurring work that requires dedicated teams” 

In spite of the fact that we speak continuously of "data-
driven" organizations and of the importance of the data 
in the digitalization we still have a way ahead to really 
incorporate "by design" the management of the data, for 
example in the execution of IT projects. 

Efficiently combining the business perspective (what for, 
usage cases) with the technology perspective (architecture, 
tools) is one of the keys that we CDOs spend more time on in 
our organizations. 

Although it is vital to be realistic and to know the degree of 
initial maturity in data management, it is also vital to be 
ambitious, to measure the degree of progress with KPI's and 
to create an internal "data" community, which shares 
problems, solutions and successes. 

 
 
 
 
 
 
 
 
 

 
Eloy Sasot 

Chief Data Officer 
Sodexo 

 

 
“To make good decisions it is critical to have 

an input of information with the necessary 

quality and under a common governance” 

Training and change management is so important that we see it as a basic 
pillar of the Data-Driven transformation. 
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As a conclusion of our 1st paper we saw that "Companies had understood the importance of data as one of our most valuable assets, directing our strategies 

and cultures towards data-based orientations for some years now. But reality showed us that the data, the capabilities and the analytical foundations that we 

need for the new era of digitalization have a long way to go for improvement". 
 

In this second paper we wanted to show 
the impact that governance is having on 
some of the main Spanish companies and 
also identify what aspects need to be 
taken into account to bring this to 
fruition.. 

The true success of our function lies in 
carrying out all this transformation, cultural, 
technological, training of all the different 
profiles, construction of the map of 
analytical models that promotes 

the extraction of value and of course the 
consolidation of a solid base in our data, as 
a critical asset to carry out all this 
transformation. 

We have seen that it is possible to do 
so and we have seen the benefit that is 
reflected in different aspects, of course 
financial, efficiencies, improvements in 
the income statements, but mainly 
consolidating a new way of working 
that helps us in an increasingly 
complex environment to be prepared 
to take on new challenges. 

Governance has to be tailored to each 

organization, what works in one may not work 

in another, it is important to have a grounded 

roadmap that is clear, shared, supported by 

senior management and that follows the business 

objectives and with clear measurement of the 

returns. 

It is not always easy for data and analytics 
leaders and principals to define which 
aspects of governance are most relevant 
to our companies, sometimes, especially 
at the beginning, it is difficult to identify 
which ones will generate the greatest 
return. 
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In the paper we have analyzed what has worked in some of our major companies. 

One of our main conclusions is that data governance is a specific issue in each 

organization, so it is essential to reflect, analyze the particular circumstances of each 

company and identify the keys to set the engine in motion towards the creation of 

value. 
 

There are key aspects that we have to take 
into account, that have to be clearly 
reflected in our road map and which we 
have been analyzing throughout the chapter 
on recommendations. 

Data governance is a multifaceted profession, 
we have to be diplomats to convince the Top 
Management of the Roadmap, business 

experts to know our Organizations, their 
processes, their objectives, their needs, to 

be able to set with the Businesses the 
action plan that helps them and brings 

value, good communicators, to spread this 
passion of taking care of our data and convince, 
technologists, because the evolution in new 

tools and technologies grows exponentially, 
analysts, to reflect and analyze each step we 
take and its impact and of course humanists, 
to study and understand the impact on the 
use of data and models to ensure respect 
and protection of individuals. 

The road ahead is promising, new challenges 
await us, the European Data Strategy, Ethics, 
Value Models, new technologies, consolidating 
our role and a long etcetera will be the next 
steps on the road of Governance. 

 
 

Bon voyage and 

continue to have a 

good time. 



 

 

 


