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1. Introduction 

What is Data Governance and why is it important?

Within many of our organisations, data is dispersed across multiple locations and systems, contained in isolated and unconnected 
information silos. This tends to lead to both redundant copies of information and variable interpretations of the same data.

Information governance means organising and 
taking a 360° view of an organisation’s data, avoiding 
information silos and centralising the understanding 
of the data. It means ensuring data quality and 
confidence, making sure they reflect the needs of our 
businesses. It means simplifying and making access 
to information more efficient and increasing the 
speed of identifying the relevant data.

The first steps that companies need to take to 
implement a Data-Driven culture to help drive 
decisions, is to understand the data they manage 
and design a strategy to enable this knowledge to 
permeate all layers and groups within the company 
(Data Literacy). To put these initiatives in place, 
CDOs must have the support of the company’s 

Management, dedicated and trained teams for these 
tasks, budgets and technological support tools.

However, is Data Governance a priority for national 
CDOs? Do they have sufficient resources and 
Management support to carry out these initiatives? 
Are their teams trained to do this? What is the 
return on these initiatives in the companies that are 
currently implementing them? Does a company 
that’s within a highly regulated sector influence 
Data Governance initiatives? Is Data Governance 
seen solely as a means of complying with 
regulatory requirements? Do national CDOs view 
having technological Data Governance tools as a 
requirement for performing this work?

Throughout this document, we will address these 
and other aspects, in order to understand the status 
of Data Governance initiatives in Spanish companies.

Beatriz Moreno and Elena Diaz de Liaño 
Data Governance Officers at Naturgy 
and Sodexo Benefits and Incentive Services

“Information governance 
means organising and 
taking a 360° view of an 
organisation’s data; it 
means ensuring data 
quality and confidence, and 
improving efficiency  
of access”
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2. Methodology 
In order to answer the questions raised in this paper, a survey was conducted during the months of October-December 2019 of 
senior CDOs and Data Governance officers within the top Spanish companies who are members of Club Chief Data Officer Spain & 
Latam.
The study involved an opinion survey containing 20 tabulated questions organised under 4 broad Data Governance chapter headings: 
• Data Governance objectives and challenges for respondents
• Current level of maturity and satisfaction
• Available elements, technology and resources
• Data quality.



Monetisation and 
value of the data

35.48% 45.16% 48.39% 58.06% 70.97% 74.19%
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reporting

Regulation, GDPR 
and industry regulations

Operational and 
process improvement

Data 
quality
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as a lever for 
organisation 

transformation
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3.1. THE ROLE OF THE CDO IN DATA GOVERNANCE: OBJECTIVES, CHALLENGES AND PRIORITIES

Most companies are engaged in multiple digitisation 
initiatives. Data Governance is an important 
element in this role with the aim of driving digital 
transformation bringing good judgement and 
order to the vast volume and sources of data (both 
structured and unstructured) that grow each year 
within organisations, whether in data lakes, cloud 
platforms or on-premises systems. This is identified by 
the Spanish CDO’s surveyed. 

Thanks to digital data-driven transformation, 
companies can improve customer and employee 
experience, increase the speed of product 
development, reduce time-to-market and gain in 
internal efficiencies. However, if this is not supported 
by Data Governance, the risks and their sustainability 
are greatly increased.

The country’s major companies, the leaders of 
domestic economic development, also recognise  
the importance of data quality as a high priority  
 

goal in the implementation of Data Governance 
within their organisations. 

The third key objective for Spanish CDOs is 
operational and process improvement: reducing 
silos, process and role duplication, etc. 

Aspects such as regulations and reporting have not 
been flagged as priority objectives; this could be due 
to the fact that more than half of the Spanish CDOs 
surveyed work in low regulatory pressure sectors in 
terms of data management. 

KEY DATA GOVERNANCE OBJECTIVES a

3. CDO Data Governance Study Results

“A company without 
Data Governance can 
be transformed, but it 
will involve more failed 
projects, inefficiencies 
and a poorer customer 
experience, which will 
have a major impact 
on the success of the 
transformation initiatives”



6.45% 9.68% 16.13% 35.48% 35.48% 38.71% 51.61% 51.61% 58.06% 70.90% 74.19%
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MAIN CHALLENGES FOR THE CHIEF DATA OFFICERb

In order to achieve the objectives that the 
organisations have established for the Spanish CDOs, 
the latter face a number of professional challenges. 
Data Governance requires an organisational structure 
to articulate the role that reports to the CDO, as well 
as defining roles and responsibilities for policies 
and procedures. 

The biggest challenge faced by the Spanish CDOs is 
to get Management support for Data Governance 
initiatives. How is it possible to make a cultural 
change of this size without the support of the CEO?

This lack of Management support impacts the speed 
with which the managers involved in these initiatives 
can make certain decisions and execute them. 

The second challenge for CDOs is the Data literacy 
that drives a data-driven culture within the 

organisation. This work is leveraged in a data model 
documented by a dictionary of business terms for the 
whole organisation that identifies data sources and 
drives agility in obtaining information and identifying 
its origin, as well as means to drive cultural change 
and literacy at work with data from their respective 
organisations.

The results of this study make it very clear that the 
main challenge for Spanish CDOs is supporting 
organisations on their transformational path at 
all levels with the use of data, and not so much the 
implementation of a technological change. This is 
striking because, although the Spanish CDOs come 
from different industries, it is very common for them 
to have a background in IT. In fact, many report 
directly to the CIO. This raises interesting questions, 
such as what training must the CDO have to take 

on this challenge or how are they trained for this 
purpose, especially in terms of the development of 
soft skills, which we will address further on in the 
CDO Data Governance Resources section.

“The lack of support from 
the Management Board 
slowed the progress of 
the Data Governance 
initiatives that we believe 
to be necessary and which 
would have a medium or 
long-term return. Much 
greater effort is required 
to implement them due to 
the organisational barriers 
and obstacles arising from 
the lack of managerial 
support”



Low Medium High UrgentPRIORITY 

41.94%35.48%22.58%0.00%
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About 78% of the surveyed CDOs rate the 
implementation of Data Governance within their 
organisations as an urgent priority. As new roles 
have arisen to meet regulatory requirements – as in 
the case of the GDPR’s DPO – the CDO was created in 
response to the need for organisations to obtain value 
from an asset that has become strategic in the 21st 
century: data.

Until the creation of the CDO role, organisations 
- primarily in the Banking and Insurance sectors – 
governed their data solely to comply with regulatory 
obligations and changes. The CDO’s holistic vision 
transforms the scope and relevance attached to data 
governance and quality across the organisation.

While in Spain, this role was first introduced in the 
Banking sector and, due to their shared history 
(sectoral similarities, regulatory requirements, etc.), 
extended in the first instance to insurers, more than 
60% of the Spanish CDOs surveyed are already 
employed in other sectors, so we can observe a 
second wave of expansion of Data Officers following 
behind the pioneers, mainly because both the 
objectives and the main challenges are cross sectoral.

DO THE CDOS PRIORITISE DATA GOVERNANCE AS A KEY INITIATIVE? c
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de transformación
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One of the main objectives of this study is to learn 
about what elements the Spanish CDOs currently 
have to do their work within the organisations and 
how diverse they are. In this regard, around 70% 
of the surveyed CDOs indicate that they already 
have an established organisational structure, data 
dictionary and Data Governance policies.

Having a cross-cutting framework at organisational 
level, which sets out the operational and policy 
bases, is fundamental in order to be able to initiate 
governance activities

3.2. OVERVIEW OF DATA GOVERNANCE IN SPAIN 2020

DIVERSIFICATION OF DATA GOVERNANCE ELEMENTSa

“The CDO’s time and focus is often consumed in solving ad hoc 
problems rather than constructing a true Data Governance 
policy. Sometimes, it is only when this impacts on the 
company’s digital transformation that the board of directors 
realises the importance of Data Quality and Governance”

What governance elements do you currently have as a CDO?
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BEST DATA GOVERNANCE PRACTICES FOR CDOSb

Best Data Governance practices identified by 
Spanish CDOs, the definition of a data strategy and 
the Data Governance function: 

1. Driving a data-centric cultural change with a top-
down approach.

2. Development of Data Governance policies and 
procedures.

3. And in parallel, execute those policies through 
an “ownership and democratisation-oriented” 
organisation: roles, responsibilities, committees 
and organisational structure.

The most technical metadata documentation, 
lineage and governance initiatives, as well as  
the implementation of tools are relegated to  
second place.

The challenges facing the Spanish CDOs are closely 
aligned with the identified objectives and best 
practices, which is very good news because it helps 
to lay a good foundation for the implementation of 
Data Governance in Spanish organisations. That is 
to say, the challenge facing the Spanish CDOs is to 
implement what they themselves as a community 
have identified as best practices, in a very clear way 
and, again, across sectors.

In your experience as a CDO, what do you consider to be Best Data Governance practices?

3.23%

Other 
Best Practices

29.03%

Flexible 
architecture

29.03%

Documenting their 
definitions, policies, 

standards, processes 
and property, and 

analysing dependent 
processes 

35.48%

Quality 
objectives in 

management 
board objectives

35.48%

Having 
end-to-end data 

lineage 
and traceability

tools 

41.94%

Constructing a 
complete metadata 

that allows us to 
understand what data 
exists and to link it to 
business objectives 

48.39%

Govern-by-Design 
and throughout 
the entire data 

lifecycle

61.29%

Establishing a 
data ownership 

organisation

64.52%

Develop data 
management and 

governance policies

80.65%

Cultural 
importance 

of data

51.61%

Democratise 
data access



It could be 
improved and some 
changes made to it.

61.29% 19.35%

12.90%

6.45%
We do not follow 
any strategy

Yes

No

22.58%
Between 6 months and 1 year

38.71%
Between 1 and 2 yearsMore than 2 years 

38.71%
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WHAT IS THE LEVEL OF CDO SATISFACTION IN TERMS OF 
DATA GOVERNANCE?

c ROIS AND TIMESCALES OF  
A DATA GOVERNANCE POLICY

d

A very relevant insight from this study is that  
6 out of 10 CDOs are satisfied with the strategy their 
company is following regarding Data Governance, 
even though they think it could be improved, 
and 2 out of 10 are very satisfied with it. Given this 
outlook, the Spanish community of Data Governance 
professionals need to ask ourselves what is going 
wrong to result in this low level of satisfaction. 

One reason is related to the corporate culture. 
Having the aforementioned support from 
Management and all departments is not a 
technological challenge, but it depends on 
alignment with company strategy and the 
professionalisation of resources. 

Is your company satisfied with your Data Governance strategy?

One of the biggest Governance challenges is the ROI 
calculation for these initiatives as the ROI on these 
projects is not always immediate. The time in which 
that investment is recovered depends largely on the 
companies, but in general we talk about long-term 
projects. 

80% of CDO’s take 2 or more years to implement data 
governance within their organisations.

It is important to bear in mind that the scope of 
these Data Governance projects may vary between 
the different types of organisations that we are 
discussing, which differ in terms of maturity, size and 
sector. It can be framed from the definition of the 
function or implementation of tools and processes to 
full operational deployment of the function, including 
all the entity’s critical data. 

How long have you needed/will you need to implement  
a Data Governance project within your organisation?



6.67% 16.67% 33.33% 33.33% 33.33% 43.33% 50.00% 53.33% 76.67%
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MAIN RETURN FROM DATA GOVERNANCEe

As reporting is a key part of the ROI of a Data 
Governance project, what is the main reporting 
challenge from the perspective of the Spanish 
CDOs?

It undoubtedly highlights the breaking down of 
information silos and duplication. In many cases 
there is no holistic and centralised reporting vision 
within the organisations due to the great effort 
involved in guaranteeing data consistency and 
it is only undertaken on demand for challenging 
deadlines. This means that many internal 

organisational reports reflect different realities 
regarding the same subject of analysis depending 
on the department responsible for generating the 
report.

On the other hand, the existence of silos is clearly 
related to the lack of data strategy within the 
organisations: responsibilities, processes and 
quality controls are not implemented throughout 
the organisation and data lifecycle, unless the CDO 
has the support of Management and the required 
means.

What is the main return on investment for Data Governance? Mark 
2-3 options

What is the main internal reporting challenge from the CDO’s perspective?

Literacy of their company data

Increasing business results

Reducing risk and supporting GDPR compliance

Cost reduction

22.26%

22.26%

45.56%

45.56%

Improved data quality

67.74%

Consolidated and homogenised interdepartmental reporting

80.65%
Asked about the main ROI for Data Governance, 
having consolidated reporting and data quality 
was the statement most selected by the Spanish 
CDOs. This is closely related to the fact that 40% of 
the respondents who took part are in the Banking 
& Insurance sector. In the most heavily regulated 
sectors, this process is reduced over time, as it is 
supported by a legal imposition which favours 
initiatives that generate cost savings and operational 
efficiencies, leveraging and growing governance and 
quality projects. 



13.79%

Data latency issues 
(not having the information 

when it is required)

31.03%

Non-integrated data models 
(preventing correct 

data analysis)

37.93%

Data that is not captured or 
processed appropriately

37.93%

Data definition problems

48.28%

Data that does not 
have a minimum 

quality requirement

72.47%

Lack of data-related responsibility, 
resulting in the best-case scenario in 

resources dedicated to managing 
quality dispersed across the 

organisation without an integrated 
vision
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3.3. DATA QUALITY AS AN INDICATOR

To learn more about the quality of data in Spanish 
companies, this aspect was included in the CDO 
questionnaire.

60% of the surveyed CDOs state they have KPIs and 
dashboards (profiles and basic controls) to measure 
data quality, but we must clarify that this percentage 
drops to 40% when it comes to a continuous 
and sustainable measurement of data quality, 
involving systematic and periodic procedures with 
business rules that lead to a continuous data quality 
improvement model.

By analysing the quality of the data from the 
perspective of incidents, the results of the study show 
that when we talk about data quality, 7 out of 10 
Spanish CDOs considered problems to be due to a 
lack of responsibilities.

Therefore, in order to make the most of their 
information, there must be a global data vision in 
order to ensure quality is maintained throughout the 
lifecycle.

A definitive response to the continuous assessment 
of data quality is one of the most relevant initiatives to 
consider when obtaining an effective Data Governance 
process. Because it is only by ensuring and automating 

data quality as much as possible, not just capture, 
but also day-to-day operations and subsequent 
provisioning to the information systems, that we can 
ensure a direct ROI for the organisation, avoiding 
the cost of manual remediation and erroneous data 
in analysis and reports. Additionally, engaging the 
Business in data quality analysis and remediation is a 
critical aspect of making this process more efficient, 
and freeing IT professionals from decision-making 
regarding quality and business rules, which are 
typically not within their area of knowledge.

“60% of the surveyed CDOs 
state that they have KPIs  
and dashboards to measure 
data quality”

What do you think is the main problem with data quality incidents?
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3.4. CDO DATA GOVERNANCE RESOURCES 

In proportion to the size of the organisations 
participating in this study, the Spanish CDOs 
generally have the appropriate technological and 
human resources to execute the Data Governance 
strategies. In fact, the vast majority (90%) have fewer 
than 20 full time equivalent employees to do their 
work. Which, considering that we are discussing the 
major companies of this country, seems insufficient. 

Although the ideal scenario is for the CDO to have a 
team at a corporate level or on the “dotted line” to 
carry out the Data Governance strategy, the major 
work these managers have ahead of them is to get all 
departments within the organisations to take on their 
own data policies. 

In terms of training the CDO and their team, both the 
CDO and their team very often train themselves in 
this role knowing that, at the same time, they must 
know the business processes for their organisations 
in detail. This allows these professionals to contribute 
to all divisions, detect problems and be able to 
respond to them based on data. 35% recognises that 
there is no budget to train staff in Data Governance 
and another 32% has a budget of less than €50,000 
per year.

And, in terms of their own training, the Spanish CDOs 
mention dictionaries, glossaries, as well as the most 
technical parts of their work. While the non-technical 
part, or soft part, of the CDO’s role is seen by the 
Spanish CDOs as being very high priority, this study 
identifies significant training needs within the CDOs’ 
teams with a very important technical component 
(cataloguing tools, architecture, etc.) and only 
limited requirements in terms of soft skills, such as 
persuasion, cultural change management, etc. This is 
a very interesting insight to come out of the study.

However, faced with the challenge of doing away 
with information silos, which was identified as a 
priority by the Spanish CDOs, having sufficient 
resources and budget (for example, to build Data 
Hubs, or advanced analytics infrastructure) can help. 
However, nothing will be possible without support 
from Management. And, in particular, being aware 
that problems are not resolved from one day to the 
next because cultural changes are not immediate.

“50% consider that they have sufficient budget and resources to 
successfully undertake/successfully complete a Data Governance 
project that their company needs”

35.71%

32.14%

None

0 to 50,000 €

€50,000 to €200,000

€200,000 to €1M

More than 1M

3.57%

14.29%

14.29%

What budget and amount do you manage for the technical training of 
employees and externals in the development of a Data Governance initiative?

“The main thing is 
not being able to buy 
technological tools, which 
obviously help with Data 
Governance. The most 
important thing is to take 
care of the data. Tools 
help you, but they are  
not magical”



Hybrid

51.61%

On Premises 
& Tradicional

67.74%

Cloud

45.10%

Big Data

41.94%

Data governance in Big Data and Cloud environments is a major challenge for 
CDOs. Do you currently have tools to govern them?

43.33%

No, but 
we're on it

Yes

26.67% 30.00%

No
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3.5. IMPACT OF TECHNOLOGY ON DATA GOVERNANCE

The data architecture of the major companies of the 
CDOs participating in the study is already largely hybrid 
in nature; 70% keep their systems on the premises but 
50% have started entering data into platforms and Data 
Lakes in the cloud.

The new Cloud platforms make it more necessary 
for data to be appropriately governed, especially 
because they are no longer centralised in a single 
repository.

To facilitate governance work, there are specific 
technological tools on the market which CDO teams 
can use for support. The degree of penetration in 
Spanish organisations is still low, 30% of Spanish 
CDOs don’t have tools that govern data in Big Data/
Data Lake and public cloud environments. Certainly, 
one of the big transformations being experienced by 
companies is the migration of their on-premises data. 
Cloud Data Management is not yet a requirement 
for CDOs in the short term because much of the 
infrastructure remains on premises but it will certainly 
become a priority over the next few years. If cloud 

projects are not governed from the start, there is a risk 
of repeating the errors of the past where information 
silos were generated.

As noted, the challenge facing the Spanish CDOs is 
not technical. In fact, given that the company has 
already taken the leap into advanced analytics with 
the associated infrastructure to support it, it would be 
expected that the implementation of the governance 
tool would be more extensive.

What type of system architecture exists in your company? 



15

4. Conclusions

The vast majority of companies in our environment 
(75% of respondents) have understood the 
importance of governance, that the key to the 
success of data-driven management is to achieve 
quick and reliable access to data, ensuring that the 
appropriate people can access the right decision-
making data. However, we have a lot of room for 
improvement.

Running the machinery required to govern our data 
requires a lot of effort on several fronts:

• Ensuring data excellence, constructing a data 
strategy and programme plan to ensure that 
data which is most relevant to the business is 
governed.

• Democratising the use and exploitation of the 
data.

• Prioritising Data Security, defining the security 
criteria for storing and accessing data.

• Generating and communicating a data-driven 
culture, empowering Data Governance officers 
and building the necessary internal capabilities 
and profiles.

For that reason, the role of Management is essential 
to make things happen. This means that, when 
implementing governance projects and data quality, 
more than 60% of CDOs face 3 major challenges: 
Management support and cultural change, creation 
of a corporate terms dictionary and availability of 
specialised resources.

In addition, in an increasingly complex and changing 
economic environment, with constant pressure 
to achieve economic outcomes, we need to grow 
digitally, by optimising our processes, generating 
value in existing markets and creating new markets, 
while simultaneously adapting to an increasingly 
demanding regulatory environment.

The challenge faced by governance managers is 
significant. We need to perform a paradigm shift 
within our companies’ strategies, entrepreneurial 
culture, the training of our partners and the 
implementation of more flexible architectures, while 
evidencing early on what return all this change will 
deliver.

As companies, we have understood the importance of data as one of our most valuable assets, and have led our strategies and cultures in a data-driven direction for years. But 
the reality shows us that the data, capabilities and analytical fundamentals required for the new era of digitisation have a lot of room for improvement.
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This is why business value generation is an essential 
part of being able to communicate the importance of 
good governance, and this can only be accomplished 
by carrying out governance which is directly inserted 
into the management of the business and its value-
generating strategy.

We need to be able to quickly demonstrate the 
value generated by good governance of our data 
and for this it is essential to work on the data quality 
of the most strategic data for our organisation. 
Working in parallel, demonstrating value, while 
at the same time building the entire governance 
framework, responsibilities and technical capabilities 
required to implement it in a more 'scalable' way for 
all our most relevant data.

Responsibility and decision-making must be 
delegated to people who have the necessary 
authority within organisations to ensure that things 
happen and are implemented on a recurring basis. 
This involves creating a collaborative data culture, 
building responsibilities and an innovative culture 
to generate value, creating new roles and new 
‘mindsets’.

A secret formula does not exist, creating a data 
culture is complicated… It would be wonderful to 
simply connect roles, processes and the culture 
required for good governance, and for things to just 
work, but the reality is much more complex. Some 
companies in more heavily regulated industries have 
found it easier to implement governance in some of 
their core processes, but the reality is that there is a 
long way to go in all sectors. 

Given this situation, it is clear that there is an 
important potential market for Data Governance 

solutions. In fact, most gaps identified in this study 
regarding reporting and data quality issues may be 
addressed by the successful implementation of a 
good governance tool. Perhaps we need to reflect on 
how these tools and/or implementation partners can 
contribute more deeply to the successful execution 
of data strategy within Spanish organisations. Due 
to the results of this study, this is somewhat cross-
cutting: Spanish CDOs need to be good strategists 
and data diplomats, and their governance tools 
really need to meet their requirements.

A secret formula doesn’t exist, it combines many 
elements, but we have nearby examples of success in 
Spain; there are best practices that have worked, and 
this will be the subject of our next deliverable, where 
we will explain what we consider to be relevant for 
developing a good data strategy and what are the 
best lessons to be learned, including testimonials 
from Data Governance officers from top Spanish 
companies. 

Beatriz Moreno and Elena Diaz de Liaño 
Data Governance Officers at Naturgy 
and Sodexo Benefits and Incentive Services
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