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What’s next?
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How?



Create your Champion

Sales

Data

▪ Understand their needs

▪ Show them the benefits

▪ Build a playground

▪ Support & Train

Culture1
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Bronze Silver

IT/Data Ownership

Gold

Sales

Gold

Domain 2

Skillset
Shape your Approach2



Assess

Maturity
Automate

Provide

Support

Build the Journey3
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Assess Maturity
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Semantic 
Model

Report Consumers
Report Building
Data Modelling
Data Curation
Business Logic

Data Aggregations

Domain

Maturity



Provide Support Data 
Governance

Monitoring & Alerting

Processes

Templates

Code Sharing

Training & Knowledge Sharing



Automate Technology

Gold

Domain X

Gold

Domain Y

▪ Infrastructure

▪ Security Roles

▪ Policies

▪ Tools



Data 
Governance

Control Guardrail

Approval Gates

Central Capacity & Costs

Performance Protections

Data Product ownership

Automated Policy Enforcement

Budgets & Throttling

Education and Training

Certification and discoverability

Control > Guardrails4



Technology

Data 
Governance

Culture

Skillset

Data 
Maturity

Most domains haven’t 
adopted self-service 

reporting

No appetite to expand 
technical skills 

Ownership and Data 
Governance seen as a burden

Limited guardrails, 
policies, and engagement in 

place

No automation, main data 
platform is a data 

warehouse

Centralise or Federate
At least some domains 
showing strong ownership of 
data

Some technical skills exist 
in domains and appetite to 
learn

Domains interested in data 
ownership and eager to 
champion way of working

Mature practices in place 
already within the business

Adopted Data Lakehouse or 
similar architecture



What does it look like?
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Gold

Sales

Gold

Manuf.
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Marketing

What we’re working towards

Bronze Silver

Data Platform



The Fabric version



A Fabric Federated Data Mesh

Store Workspace

Engineering Workspace

Sales Workspace

Bronze Silver

Gold

IT/Data Team Capacity

Sales Capacity

Marketing Workspace
Gold

Marketing Capacity



Take aways



Anti-Patterns

▪ “Fake federation” → still central team 
doing everything

▪ “Full decentralisation” → no standards, 
data chaos

▪ Tool-led architecture → letting the 
platform dictate the model

▪ Ignoring cost ownership in federated 
setups



1

2

3

4

Create your Champion

Shape Your Approach

Assess Maturity, Provide 
Support, Automate

Control into Guardrails

Evolve Intentionally



Thank You
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