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Data Mesh - Federated Data Governance 
Structuring Teams and Driving Accountability

In today’s distributed and dynamic data landscapes, traditional 
approaches to governance and team organization can no 
longer keep pace. To unlock the full potential of data as a 
strategic asset, organizations must rethink how they manage, 
govern, and structure their data functions. This course, rooted 
in the principles of Federated Computational Data Governance, 
explores how to balance centralized oversight with distributed 
autonomy while ensuring accountability and alignment across 
teams.

Why We Need a New Approach
In many organizations, data governance is struggling to find its 
place, providing static policies focused on compliance rather 
than enablers of innovation. However, modern organizations 
need governance frameworks that are flexible, computational, 
and adaptive to distributed ecosystems. Federated data 
governance provides the balance needed to: 
• Enable innovation through decentralized decision-making 

while maintaining control.

• Foster collaboration and alignment between central 
oversight and distributed teams 

• Ensure accountability and ownership, even in complex, 
multi-team environments.

By introducing computational models and distributed 
governance principles, this course shows how to create a 
scalable, adaptable data team and framework.

The Three-Dimensional Approach to Structuring Data 
Teams
Data teams today must operate across three key dimensions 
to meet the demands of strategic alignment, operational 
execution, and distributed autonomy. Participants will learn 
how to organize their teams to: 

1. Strategic and Tactical Levels: Align data initiatives 
with organizational goals and ensure compliance with 
overarching governance frameworks.

2. Operational Efficiency: Build robust processes, tools, 
and workflows to maintain data quality, security, and 
accessibility.

3. Distributed Autonomy: Embed data functions into business 
units or regions, empowering them to act independently 
while adhering to shared principles.

This multi-layered approach ensures that data teams can 
balance innovation with foundational stability, creating a 
system that supports agility without sacrificing control.

Ensuring Data Accountability in Distributed Landscapes
As data becomes more distributed, accountability is critical 
to maintaining trust, quality, and compliance. The course will 
cover: 
• Data Ownership and Stewardship: Defining clear roles and 

responsibilities for maintaining data quality and ethical use. 
• Data Contracts: Establishing agreements between producers 

and consumers to clarify expectations, autonomy, and 
responsibilities. 

• Creating a Culture of Responsibility: Ensuring that every 
team member understands their role in the data ecosystem, 
fostering a sense of ownership and trust.



Key Topics Covered
This course closely aligns with the workshop outline and 
includes practical, actionable insights into: 
1. Federated Data Governance: How to implement distributed 

authority while maintaining centralized oversight.
2. Data Products and Data Contracts: Why design reusable, 

scalable data products and establish clear data contracts to 
streamline collaboration and accountability.

3. Team Structures for Impact: Organizing data teams across 
strategic, operational, and distributed dimensions to 
maximize flexibility and innovation.

4. Sustainability in Governance: Drawing lessons from long-
term projects like NASA’s Mars Global Surveyor to ensure 
that governance systems are adaptable and maintainable 
over time.

Learning Objectives
By the end of this course, participants will have a deep 
understanding of how to: 
• Build and manage federated governance frameworks that 

balance autonomy and alignment
• Structure data teams to meet the dual needs of 

transformation and stability
• Embed accountability into every level of the organization 

through clear roles, data contracts, and a culture of 
ownership

• Implement sustainable practices that ensure long-term 
success in data management and governance.

Who is it for?
This course is designed for data leaders, managers, and 
governance professionals who want to create scalable and 
effective data organizations. Whether you’re responsible 
for strategy, compliance, or operations, you’ll gain tools 
and insights to navigate the evolving data landscape with 
confidence.
 .

Winfried Etzel is an accomplished professional with nearly 15 years of experience in Data and Information 
Management. His career focuses on various critical areas such as Document & Content Management, 
Metadata Management, Data Governance, Organizational design for data teams, and Data & AI Strategy. 
He has successfully designed and implemented Data Management models while actively contributing to 
strategy articulation, maturity assessment, approach design, and capability building. With diverse roles 
encompassing consultant, manager, strategic and operational advisor, and project manager, Winfried 
possesses a comprehensive perspective on Data Management. He consistently ensures efficient and 
reliable operations while empowering organizations through data utilization. His exceptional voluntary 
contributions to Data Management are noteworthy.

Winfried Etzel is an associate with Data Management Advisors, a Registered Education Provider for DAMA-
International and the only certified education provider in the UK and Western Europe. This course has been 
developed by CDMP-Fellow Chris Bradley.
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1. Introduction
Overview of Workshop Goals: Explain the importance of data 
as an asset and why organizations must move beyond treating 
data as just a service.
Solar System Metaphor: Introduce the concept of the data 
organization as a solar system, with data teams, governance, 
and accountability as key planetary bodies that need 
alignment for optimal performance.
Key Points:
• Data as a core asset vs. a service
• The relationship between data, digital, and AI – why they 

aren’t interchangeable
• The balance between transformation and strong 

foundational structures in data management.
Key Learning: Participants will understand why it’s essential to 
treat data as a core asset, setting the stage for exploring how 
to structure data teams and governance effectively.

2.  Data Accountability: Creating a Culture of Ownership 
and Responsibility
Why Data Accountability Matters: Without clear accountability, 
data quality, security, and data availability suffer.
• The need for clarity in data ownership
• Creating a culture where team members feel responsible 

for data
• Defining clear data accountability and responsibility roles 

across the organization (Data Stewards, Data Owners, etc.).

Practical Steps to Ensure Accountability:
• Setting up reporting structures for data quality
• Understanding the value of Data Products and Data 

Contracts to codify accountability

• Implementing checks and balances for data privacy and 
security

• How to align individual accountability with organizational 
data goals.

Activity: Scenario-based discussion where participants 
identify where accountability is lacking in a fictional data-
driven organization, and propose solutions for creating 
accountability.
Key Learning: Participants will gain insights into what data 
accountability entails, ensuring each team member knows 
their role in maintaining data quality and governance.

3. Data Governance Models: Federated Governance and 
Distributed Authority
Introduction to Data Governance: Why data governance 
is essential to manage risk, ensure compliance, and drive 
effective data use.

Federated Data Governance: What it is and how it works – 
balancing centralized oversight with distributed ownership 
across data hubs.
• The Gravitational Pull of strong governance: Central 

authority ensures alignment, while decentralized teams 
maintain autonomy.

• How to harmonize data governance policies across 
departments without losing agility.

Key Components of a Data Governance Framework:
• Roles and Responsibilities
• Data access controls and security measures
• Compliance with legal and ethical guidelines (e.g., GDPR)
• Continuous governance process for maintaining standards.

Activity: In groups, participants will design a federated 
governance model for a hypothetical organization, ensuring 
alignment between distributed teams and central governance.
Key Learning: Participants will learn how to implement a 
federated data governance model that balances control with 
autonomy, ensuring alignment across the organization.

4. Structuring Data Teams: Balancing Centralized and 
Distributed Needs
Discussion: Challenges in organizing data teams.
• Centralized vs. decentralized data functions
• Roles and responsibilities: What does a modern data team 

look like?
• Data Science, Data Engineering, DataOps, Data 

Management, etc.
• Balancing Innovation and Foundation: How do you organize 

a team that is both transformative (innovation-focused) and 
foundational (infrastructure-focused)?

Detailed Course Outline



Activity: Group exercise where participants design an ideal 
data team structure that addresses both distributed and 
centralized organizational needs.
Key Learning: Participants will learn how to create a data team 
structure that is flexible enough to meet both innovation-
driven and operational demands.

5. Navigating Long-Term Sustainability: Lessons from 
NASA’s Mars Global Surveyor
Reflection: Insights from NASA’s Mars Global Surveyor and 
NASA’s Mars Climate Orbiter.
• Long-term data management challenges
• The importance of human involvement (Human-in-the-loop) 

in managing complex systems
• Sustainability in data practices: How to ensure that your 

data organization remains agile and maintainable over time.

Key Learning: Participants will leave with strategies for 
ensuring long-term sustainability and scalability in their data 
governance and team structures.

6. Wrap-Up and Key Takeaways
Summarizing the Journey: Recap of the solar system metaphor 
and how the workshop’s concepts apply to real-world data 
challenges.

Key Takeaways:
• How to structure data teams for maximum flexibility and 

impact
• Ensuring data accountability through clear roles and 

ownership
• Designing a federated data governance model to balance 

distributed autonomy with central oversight
• Practical steps to create a sustainable, future-proof data 

organization.

Q&A and Next Steps: Open the floor for final questions and 
discussions about how participants can implement the lessons 
in their own organizations.

Detailed Course Outline



DATE AND TIME
The workshop will take place on April 3, 2025 from 9:00 am to 
12:30. We may continue to run this course once or twice a year 
with the exact date and time available on our website.

VENUE
Adept Events works with several venues in and near 
Amersfoort and Utrecht. We strive to provide you with the 
location details as soon as possible. The exact venue will be 
on our website and in the confirmation e-mail that you will 
receive one week prior to the event. Always check our website 
prior to your departure to ensure you have the exact location 
and directions.

HOW TO REGISTER
Please register online at www.adeptevents.nl. For registering 
by print, please scan the completed registration form and send 
this or your Purchase Order to seminars@adeptevents.nl. We 
will confirm your registration and invoice your company by 
e-mail therefore please do not omit your e-mail address when 
registering.
In completing your registration form you declare that you 
agree with our Terms and Conditions.

REGISTRATION FEE & DISCOUNTS
Please find the registration fee on this page on our website. If 
combined with attending our conference Data Warehousing &BI 
Summit an additional discount will apply.
Discounts are available for group bookings of two or more 
delegates representing the same organization made at the 
same time. Ten percent off for the second and third delegate 
and fifteen percent off for all delegates when registering four 
or more delegates (all delegates must be listed on the same 
invoice).
This cannot be used in conjunction with other discounts.

All prices are VAT excluded. 

PAYMENT
Full payment is due prior to the workshop. An invoice will be 
sent to you containing our full bank details including BIC and 
IBAN. Your payment should always include the invoice number 
as well as the name of your company and the delegate name.

Payment by credit card is also available. Please mention 
this in the Comment-field upon registration and find further 
instructions for credit card payment on our customer service 
page.

Cancellation Policy
Cancellations must be received in writing at least three 
weeks before the commencement of the workshop and will 
be subject to a € 75,- administration fee. It is regretted that 
cancellations received within three weeks of the workshop 
date will be liable for the full workshop fee. Substitutions can 
be made at any time and at no extra charge.

Cancellation Liability
In the unlikely event of cancellation of the workshop for 
any reason, Adept Events’ liability is limited to the return of 
the registration fee only. Adept Events will not reimburse 
delegates for any travel or hotel cancellation fees or penalties. 
It may be necessary, for reasons beyond the control of Adept 
Events, to change the content, timings, speakers, date and 
venue of the workshop.

MORE INFORMATION

+31 (0)172 742680

adeptevents.nl/fdg-en

seminars@adeptevents.nl

X.com/AdeptEventsNL

linkedin.com/company/adept-events

facebook.com/AdeptEventsNL

Visit our Business Intelligence and Data Warehousing 
website biplatform.nl and download the App

Visit our website on Software Engineering, release.nl 
and download the App

IN-HOUSE TRAINING
Would you like to run this course in-company for a group of persons? We can provide a quote for running an in-house course, if you offer 

the following details. Estimated number of delegates, location (town, country), number of days required (if different from the public 

course) and the preferred date/period (month). Please find more info on the In-house page on our website.
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