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Introduction

Welcome to the first edition of The State of Data as a Product in the Real World study!
Pathfinder Product teamed up with Women in Analytics (WIA) and the DataConnect
Conference to dive into what it means for companies to treat data like a product.

The idea for this study was inspired by the 2023 DataConnect Conference, where the
theme was “Data as a Product: An Empathetic Approach to Delivering Value.” The
session topics and discussions got us thinking — there’s so much to explore here! How
do different companies understand and use data as a product? Are they even doing
itat all?

Data is increasingly all around us and has the power to provide us with valuable insights.
Understanding how to harness its potential is crucial, which is why we wanted to take

a closer look at how companies are making the most of their data. Are companies
treating it as understandable, discoverable, trustworthy, accessible, and valuable — like
a product? What are companies investing in making this happen? Who is involved in
making these decisions? What are some of the biggest challenges?

We contacted our network of data and product experts to get the inside scoop. We
wanted to understand their perspectives on how companies view and approach
leveraging data, data strategies and decision-making, plus the real-world challenges
and benefits of treating data as a product.

So, here it is! We've packed this study with insights, thoughts and advice from experts

to give you a clear picture of what's happening in the world of data as a product. We
hope to provide you with valuable insights, foster a deeper understanding of the current
landscape, and fuel discussions on innovative and empathetic approaches to delivering
value through data.

To learn more about Pathfinder Product, visit our website and schedule o free
consultation if you'd like to learn how we can support your Data as a Product journey.

To learn more about one of the industry’s premier data events, explore the
DataConnect Conference.
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Executive Summary

The State of Data as a Product in the Real World study set out to demystify the concept
of treating data as a product and to discover how companies across the spectrum are
navigating this territory.

Methodology Brief

The study’s insights were derived from a survey that was distributed across professional
networks. The survey targeted leaders of, members of, and professionals who work closely
with data teams. The survey garnered 174 responses over one month. The study was also
informed by key insights from experts to provide additional context and advice.

Respondent Insights at a Glance

- Out of 174 respondents, 111 respondents (63.8%) identified as in a leadership role while
63 (36.2%) identified as individual contributors

« Most respondents indicated that they are a member of a data team (41.4%) or
frequently work with a data team (39.1%)

« Top 3 industries represented are Health (27.6%), Technology (25.3%), and Banking/
Finance (20.7%)

- Maijority of respondents were from large enterprises (59.2%), with representation from
midsize organizations (27%), small businesses (7.8%), and micro enterprises (6.3%)

Study Highlights

Respondents overwhelmingly reported that treating data as a valuable, usable asset
had a positive impact on their organization with 42.9% reporting some positive impact
and 38.1% reporting significant positive impact

« Based on weighted ranking, the top three use cases for data were to:
- Inform strategic decision-making
o Improve operational efficiency
- Enhance customer service

« Based on weighted ranking, the bottom three use cases for data were:
> Machine Learning (ML)
- Artificial Intelligence (Al)
- Data monetization

« Top three challenges reported when implementing a strategy to treat data as a
valuable, usable asset:
- Integrating data products into existing workflows and systems (63.2%)
- Ensuring data quality and reliability (62.6%)
> Aligning data products with business value and goals (54.6%)

™
N
o
N
T
=
=
®

[J]
o

[}
=
-
=
o.

[0}

)
(a]
(T

o

[]
-

]
-
(V2]

® X g

© Pathfinder Product, 2023. All Rights Reserved



What the Heck is “"Data as a Product”?

When we started working on the survey that would inform this study, we spoke with several
leaders and experts in various data fields. We wanted to get their take on the concept of
data as a product and what they would hope to learn from a study on the subject. Nearly
every person said, “You need to define exactly what you mean by data as a product —
people either don't understand it or it means different things to different people.”

Point taken! We started our survey with level-setting on our definition:

“The term “Data as a Product” (DaaP) might be relatively new to some. In
essence, it represents a paradigm shift where data is no longer viewed merely
as a byproduct of business operations, but rather as a valuable asset. This
concept calls for planning, strategizing, and employing specific tactics to

enhance the quality, accessibility, and usability of data. The primary purpose of
DaaP is to maximize its utility — this could include supporting internal decision-
making processes, product development, data products such as dashboards
or AI/ML models, or generating revenue through data monetization.”

y

While some practitioners equate “data as a product” with “data products”, we see them
as distinct. We view data as a product as the process of applying product thinking to
data to ensure it is fit for its intended use. A data product is the end result of doing so. An
example would be ensuring high-quality, secure, and well-understood data (leveraging
data as a product fundamentals) to feed a large language model (the data product).

Scott Hirleman, CEO of Data Mesh Understanding and host of Data Mesh Radio, spends
hours discussing data as a product with data experts. When asked how they define the
term, Scott shared:

“ taking product management principles and applying it to data. When
saying applying it to datg, it's not creating a data product. Data products

are the output. They are what ends up being the mechanism to share
information with each other. There's a difference between creating data
products and data as a product thinking. You have to think about what it is
you are trying to accomplish, and then when and how you set yourself up to
do that. Good products deliver value to their customers. We need to focus on
delivering business value, outcomes over outputs.

- Scott Hirleman |

The ability to apply that product thinking to data, however, isn't always a given —
another reason the distinction is important. This ability requires having the right
mentality about data’s potential value and enabling an organizational culture that
supports the tactics involved in making data fit for use. When these Data as a Product
Fundamentals — Mentality, Enablers, and Tactics — are in place, organizations tend to be
well-positioned to gain the most value from their data and build valuable data products.
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We set out to understand the current landscape of data as a product by assessing
elements of each of these fundamentals and perceptions of understanding, success,
and impact.
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Demographics

174 professionals completed the survey, providing a fairly diverse representative sample
of company sizes, industries, and roles.

Respondents by Company Size

m Large Enterprise
W Midsize Business
B Small Business

M Micro Enterprise

Respondents by Industry

Health 28.24%

25.88%

Technology

21.18%

Banking/Finance

Retail 10.00%

Government 5.88%

2.94%

Education - 2.35%

Insurance . 1.18%

Manufacturing
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Respondents by Data Team Relationship

® Member of a data team
M Frequently work with data team
m Occasionally work with data team

m Seldom work with data team
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Personas

In our journey to decode the state of Data as a Product, we quickly recognized that our
respondents varied quite a bit. Different roles, responsibilities, goals, and environments
shape unique perspectives on data’s value and challenges. To offer a clearer, more
nuanced view of our findings, we've broken down our respondents into different
personas.

These personas aren't just categories — they represent real-world players, each
influencing the data ecosystem in their own way. They allow us to understand specific
needs, challenges, and aspirations, offering actionable insights tailored to each group.

Here's a snapshot of our personas:

100
90
80
70
60
50

40

Data Stakeholders frequently or occasionally work with data teams

Enterprise Leaders hold leadership roles in large organizations

(501+ employees)

SMB Leaders hold leadership roles in small to medium-sized organizations

(1-500 employees)

Data Team Members hold individual contributor roles as members of a data team
Data Strategy Decision-Makers are primary decision-makers for data strategies

Respondents Represented by Persona

60%

50%

40%

30%

20%

10%

Data Strategy Decision-  Data Team Members SMB Leaders Enterprise Leaders Data Stakeholders
Makers

B Count  ===9% of Total Respondents

As you review the results, consider them from the perspective of the persona

you most closely identify with, but also from the viewpoints of other personas
to gain a comprehensive understanding of their perspectives as well.

© Pathfinder Product, 2023. All Rights Reserved
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Introducing the Data as
a Product Fundamentals

In the landscape of data-driven decision-making, it's
crucial to recognize that just having data isn’'t enough.

As with any asset, how organizations manage and
leverage their data determines its true value. Central to
this paradigm is the concept of treating data as a product.
But how do organizations transition from seeing data

as a byproduct of business operations to viewing it as

a product? Enter the Data as a Product Fundamentals.

Each element is important for guiding organizations
in developing, nurturing, and optimizing the Data as
a Product mindset.

MENTALITY

+ Organizational Data Awareness: Recognizing the intrinsic value of data within
the organization

» Data-Driven Goals: Establishing objectives that revolve around leveraging data
for strategic advantages

» Defined Use Cases: Identifying specific scenarios where data can play a pivotal
role in driving results

ENABLERS

+ Organizational Structure & Culture: Crafting an environment that not only
supports, but aligns on and champions the value of data

 Strategic Investment in Data: Prioritizing funds, resources, and time towards
data initiatives

+ Collaboration and Communication: Encouraging dialogue and teamwork

between data teams and other departments to drive improved outcomes
as well as data literacy

TACTICS

« Data Privacy: Implementing strategies to ensure data’s confidentiality and adherence
to legal guidelines

» Data Governance: Establishing standards, roles, and responsibilities around data

« Data Quality: Pursuing accuracy, timeliness, and reliability in data collection
and management

© Pathfinder Product, 2023. All Rights Reserved
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Introducing the Data as
a Product Fundamentals

These fundamentals do not represent a linear process; each element supports and
reinforces the others. Challenges in one fundamental element can certainly lead to
obstacles in another; for example, jumping straight to implementing tactics without
the right organizational mentality and enablers can lead to less-than-ideal outcomes.
Having a strong, data-driven strategy without the appropriate organizational structure
in place may hinder execution and realization of critical goals.

Throughout this study, we'll delve into each fundamental element, highlighting key
findings from our survey. You'll find expert quotes and real-world examples illustrating
both the successes and challenges companies face in implementing

these fundamentals.

However, it's important to note that there’s no one-size-fits-all approach. Different
organizations, with their unique needs, goals, and structures, may prioritize these
fundamentals differently. As you read on, consider where your organization stands
and how you can leverage these insights, tailored to your context, to advance your
data as a product journey.
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Mentality: Organizational Awareness of Data’s Importance

An organization’s mindset regarding data is critical to successfully leveraging data as
a product. Yet, in diverse organizations, those allocating resources for data-focused
initiatives may have differing perceptions on the keys to success, depending on their
proximity to the data practitioners.

The first step is recognizing that data plays an important role in not just data-specific
initiatives, but overall organizational goals, such as growing revenue and retaining
customers. According to a 2014 McKinsey study', companies that effectively leverage
data and analytics acquire 23 times more new customers and deliver 15 times more
customer value. It is critical to recognize the potential of your data’s value when treated
as a strategic product and its contribution to organization-wide — and not just data-
specific —goals and strategy.

We asked the following questions to assess an organization’s Mentality:
« How would you describe your organization’s understanding of

Data as a Product (DaaP)?
« Where would you place your organization on the data maturity curve?
« Please indicate your level of agreement with the following statement:
« My organization integrates data as a central component in its
« decision-making processes.

Additionally, we asked respondents to rank their organization’s use cases

for data:

+ Please rank the use cases for data in your organization in order from
most to least prevalent.

Data as a Product Understanding

® We have a general understanding
and are in the process of
implementing DaaP concepts

B We have heard of it, but haven't
actively applied DaaP concepts

® We have a comprehensive
understanding and consistently
apply DaaP concepts

B We have little to no understanding
of DaaP concepts

Not sure
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'McKinsey. “Five facts: How customer analytics boosts corporate performance.” McKinsey, 1 July 2014, https://www.mckinsey.com/capabilities/
growth-marketing-and-sales/our-insights/five-facts-how-customer-analytics-boosts-corporate-performance.
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Understanding of Data as a Product

A significant number of respondents (32.2%) claim their organizations to have a general
understanding of DaaP and are in the process of implementing its concepts. This is
followed closely by 31.6% that have heard of DaaP but haven't actively embraced it.
Notably, only 18.4% express a comprehensive understanding and consistent application
of DaaP concepts. Nearly 15% admit to having little to no understanding, which highlights
an evident knowledge gap in the market.

Insight: There's a clear need for more educational resources and training to bridge the

knowledge gap and guide organizations in implementing Data as a Product
principles effectively.

Data Maturity Curve

60.0%
51.7%
50.0%
40.0%
30.0% 27.6%
19.0%
20.0%
10.0%
1.7%
0.0% I
Early stage Middle stage Advanced stage Not sure/Don't know
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Position on the Data Maturity Curve

Over half (51.7%) of the respondents see their organizations in the middle stage of data
maturity, signifying they're gaining value from their data but believe there’s further
potential. Meanwhile, 27.6% consider themselves in the early stage, suggesting they're
still grappling with the basics. Only 19% feel they're at an advanced stage, extracting
significant value from their data.

Insight: The bulk of organizations are in the transitional phase of their data maturity
journey. Tailored guidance and best practices can accelerate their move toward the
advanced stage.

Data-Driven Decision Making
45.0%

40.0%

35.0%
30.0%

25.0%

20.0% 42.0%
15.0%
. 23.0%
10.0% " T
5.0% e
0.0%

Strongly disagree Disagree Neutral Agree Strongly agree

™
N
o
N
T
=
=
©
[J]
o
(]
=
=]
=
o
(]
)
(a]
o
o
[]
)
]
]
wn

® x F-

© Pathfinder Product, 2023. All Rights Reserved



Data Integration in Decision-Making

The maijority of respondents (42%) stated they agree that data is a central component
in their organization’s decision-making processes, and a further 17.2% strongly agree
with this sentiment. However, 13.2% disagree, and 4.6% strongly disagree, indicating some
level of resistance or lack of integration of data in decision-making processes.

Insight: While many organizations have embraced data-driven decision-making,

there's still a segment that hasn't integrated data into their core processes,
which presents an opportunity for targeted interventions and support.

Use Cases - Weighted Ranking Scores

Inform strategic decision-making

Improve operational efficiency

Drive product development
Data monetization
Artificial Intelligence (Al)

Machine Learning (ML)

Use Cases for Data in Organizations

When it comes to leveraging data, ‘Informing strategic decision-making'’ is the top
use case, with a weighted score of 966. We asked people to rank different ways their
organization uses data, from the most to least prevalent. The most prevalent got the
highest score and least prevalent, the lowest. The scores were then added based on
respondents’ answers, so that scores were weighted based on prevalence.

This underscores the importance of data in shaping strategy, allowing organizations

to make informed decisions with increased confidence. ‘Improving operational
efficiency’ and ‘Enhancing customer service’ follow closely, revealing the operational
and customer-centric benefits organizations seek from their data. Notably, advanced
applications like ‘Al and ‘ML are at the bottom, suggesting that while they're recognized,
they may not yet be mainstream in terms of application.
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Insight: There's a clear hierarchy in how organizations use their data, with strategic and
operational benefits taking precedence. However, as Al and ML adoption and literacy
grows, we can anticipate a shift in these priorities.

In conclusion, the ‘Mentality’ findings indicate a varying degree of understanding and
application of DaaP concepts across organizations. While many are in the transitional
phase of their data journey, there’s a clear appetite for further knowledge and guidance,
particularly in leveraging data for strategic and operational benefits.
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Mentality Insights by Persona

When it comes to understanding and valuing data, not all roles have the same
perspective. Assessing the ‘Mentality’ perceptions through the lens of various personas
allows us to provide nuanced insights. To achieve this, we employed a weighted scoring
model to capture the relative importance of different aspects of the data mentality.

In our approach, respondents answered the questions listed below. Each question
was assigned a weight reflecting its significance in shaping the overall data mentality
of a persona:

« How would you describe your organization’s understanding of Data as a Product
(DaaP)? Weight: 1

« Where would you place your organization on the data maturity curve? Weight: 1

+ Please indicate your level of agreement with the following statement:
My organization integrates data as a central component in its decision-making
processes. Weight: 2 (this question was weighted higher because it is less subjective
than the prior two, and more reflective of an organization’s Mentality in practice)

The below chart represents scores by personag, out of a total possible score of 4:

Average Mentality Scores by Persona

Data Team Members 0.42 0.47 126 212
Data Stakeholders 0.51 0.42 124 217
Enterprise Leaders 0.57 0.47 124 2.28
SMB Leaders 0.57 0.46 1.37 2.40
Data Strategy Decision-Makers 0.72 073 1.58 3.03

0.00 0.50 1.00 150 2.00 2.50 3.00 3.50 4.00

m Average Data Awareness Score m Average Maturity Score m Average Decision Making Score

Notably, there’s a perceptual gap between different roles within the organizations. Data
Strategy Decision-Makers have the most optimistic view of their organization’s data
maturity and integration of data in decision-making. In contrast, Data Team Members,
who are closer to the ground-level execution, share the least positive perception of the
organization’s maturity in these aspects.

This disparity underscores potential differences in viewpoint between those setting
the strategy and those implementing it, and reflects the importance of fostering
communication and alignment across all levels of an organization, particularly about
the value of data and the role it plays in organizational success.

Wendy Batchelder, Chief Data Officer of Salesforce, shared this advice during the 2023
DataConnect Conference main panel session:
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“st remember that you are a business leader first and a data professional
second. The biggest value that you can provide your company is to be that
translator...the more that you can speak in plain terms about what your value
is, why it matters to the business, and being able to translate to where they
are coming from, the more successful you'll be.
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- Wendy Batchelder
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Enablers: Cultivating an Environment for Data-Driven Success

An organization’s culture has a massive impact on its ability to effectively leverage data
as a product and ultimately maximize its utility and value. According to the 2023 New
Vantage Partners Data and Analytics Leadership Annual Executive Survey? less than

a quarter of firms report having a data-driven organization or data culture, despite
technological advancements.

Furthermore, cultural factors are identified as the primary obstacles to
realizing business value from data investments. A significant 79.8% of data
leaders cite cultural issues, such as organizational receptivity to change,

business transformation, changes to organizational processes, people
and skills, organizational alignment, and communications, as the main
challenges.

|

These findings highlight the importance of an organizational culture that supports data
strategy and execution focused on the people and processes that lead to and support
data-driven success.

In the survey, we asked the following questions to assess organizations’ DaaP Enablers:

Strategic Investment in Data

+ Please indicate your level of agreement with the following statement:
My organization has a well-defined strategy for creating and managing
data as a significant asset.

« How is data-related work primarily funded in your organization?

« Approximately what proportion of your organization’s IT budget is allocated
to Data, Al, and ML initiatives?

- Has your organization’s investment in data strategy/data-related
products increased, decreased, or stayed the same over the past year?
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Data as a Product Strategy

35.0%
0,
30.0% 27.0% 28.1%
24.1%

25.0%
20.0%
15.0% 12.6%
10.0% 7.5%

5'0% -

0.0%

Strongly Disagree Neutral Agree Strongly agree

disagree

Data as a Product Strategy

The maijority of respondents (41.3%) believe their organization has a well-defined
strategy for data. However, a significant proportion (27.0%) remain neutral, and 31.6%
of respondents either “Disagree” or “Strongly disagree” with the statement, pointing to
possible strategy deficiencies in their organizations.

Insight: The split in responses indicating a well-defined strategy for data suggests
that organizations should invest in not only defining a strong data strategy but
also elevating communication across all teams to ensure alignment and shared
understanding.

Data Funding

1.2%

m It's included in our overall IT budget

= Not sure/Don't know

m |t's funded by the departments that use the data
m |t has its own separate budget

A mix of these, depending on the situation

Data Funding

For 32.8% of respondents, data-related work is incorporated into the overall IT budget,
suggesting that for many, data is viewed as a subset of IT. However, 20.7% specify their
departments using the data fund themselves, hinting at a decentralized, perhaps siloed,
approach to data funding. A mere 16.7% have a separate, dedicated budget for data-
related tasks.
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Insight: A fairly significant number of respondents (28.7%) indicated they don’t know
how data-related work is funded. This lack of budget clarity is also reflected in the Data
Budget Allocation question responses.
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Data Budget Allocation

0.0% 10.0% 20.0% 30.0% 40.0% 50.0% 60.0%

Between 10% and 25% _ 17.2%
More than 50% - 5.8%

Between 25% and 50% . 3.5%

Prefer not to answer . 3.5%

Data Budget Allocation

A striking 50.6% of respondents are unsure about the proportion of their IT budget
dedicated to Data, Al, and ML, suggesting a need for better communication about
funding priorities. A combined 37.7% allocate between less than 10% to 25% of their IT
budget to data, with only 5.8% prioritizing over half their budget for data initiatives.

Insight: Over half of the respondents lack clarity about their data budget allocation,
indicating potential gaps in communication or transparency around budgetary
decisions. Lack of clarity about budget can lead to uncertainty in executing data
strategies effectively.
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Data Investment Over Past Year
70.0% 66.1%

60.0%
50.0%
40.0%

30.0%

19.5%

20.0%
12.1%

Decreased Stayed the same Increased Not sure/Don’t know

10.0%
2.3%

0.0% I

Data Investment

A promising 66.1% of respondents reported that their organization’s investment in data
strategy and related products has increased over the past year, indicating a growing
emphasis on data in business strategies. Only a minor fraction (2.3%) saw a decrease,
which is a positive sign for the future trajectory of data investments.

Insight: The disparity between the lack of understanding about budget allocation and
the reported increase in data-related investments suggests that while organizations
recognize the importance of investing in data, there may be a communication gap

or lack of transparency regarding how these funds are specifically allocated and
managed.
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Organizational Structure & Culture

- Considering common stages (i.e., project proposal, data collection, model
development, testing, and implementation), which of the following best describes
the process for launching a new data product or project in your organization?

« Who has the primary authority for making decisions about data strategy in
your organization?

« Who is primarily responsible for decisions about data-related investments in
your organization?

Organizational Data Process

Our process varies depending on the project 45.4%
We do not have a clearly defined process 33.3%
We follow a structured and standardized process 14.4%
Not sure/Don't know
Data Process

A significant 45.4% of respondents’ organizations have a varying process for launching
new data products or projects, indicating flexibility in their approach. However, 33.3%
admit to lacking a clearly defined process, which could lead to inconsistencies in
execution. Only 14.4% follow a structured and standardized process, ensuring
consistency across projects. A minor segment (6.9%) is unsure about their process.

Insight: While adaptability in data processes can be beneficial for tailor-made solutions,
the sizable portion of organizations without a clear process raises concerns about
efficiency, consistency and reproducibility. The relatively low percentage of those with

a standardized process suggests there’'s room for improvement in streamlining data
product or project launches.
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Data Strategy Decison Authority

B C-Llevel Executive ® Director/VP B Data Team

® Product Management It varies Unsure/I don't know

9.2%

40.8% 35.1% 2.9%

Data Strategy Decision Authority

In terms of data strategy decision-making within organizations, C-Level Executives take
the lead, with 40.8% having primary authority. They are closely followed by Director/VP
level executives at 35.1%. The Data Team and Product Management play lesser roles, with
10.9% and 9.2% respectively. A minor segment (2.9%) mentioned that the authority varies,
and only a small fraction (1.2%) is unsure about who holds this authority.

Insight: The predominance of C-Level Executives and Director/VPs in decision-making
indicates the strategic importance of data within organizations. However, the relatively
low percentage of Data Teams being primary decision-makers suggests that while they
might be key players in execution, they might not always be the central authority

in strategy formulation.
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Data Investment Authority

B C-Level Executive ® Director/VP B Product Management

H Data Team Unsure / Don't know It varies

32.8%
1.7%
52.9% 6.3% 4.6% 1.7%

Data Investment Authority

When it comes to decisions about data-related investments, C-Level Executives are
even more prominent with 52.9% having primary responsibility. Directors/VPs follow at
32.8%. Product Management and the Data Team have lesser involvement, with 6.3% and
4.6% respectively. A minority either varies in their decision-making or is unsure about
who holds this responsibility, at 1.7% for each group.

Insight: C-Level Executives holding the maijority in investment decisions further
emphasizes the strategic weight of data initiatives. It's notable that the Data Team,
who might be directly involved in data-related tasks, have limited say in investment
decisions, suggesting a top-down approach in many organizations.
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Collaboration and Communication

« How is your data strategy typically formed?

« How would you rate your own influence on decisions about data strategy in
your organization?

« Which best describes your organization’s operating model for data?

How is Data Strategy Formed?

1.2%

m Collaboratively = Top-down = Not sure/Don't know = Bottom-up = No data strategy in place

Strategy Formation

The formation of organizations’ data strategy is largely Collaborative, with 40.8% of
respondents indicating that leadership and staff work together. A Top-down approach,
driven by senior leadership, is seen in 27.0% of responses. Interestingly, a Bottom-up
approach, where the data team or other staff propose the strategy, follows at 14.9%.
Some respondents (16.1%) are unsure about their strategy formation process, and a
minimal 1.2% have no data strategy in place.

Insight: While a significant portion of organizations favor a collaborative approach to
strategy formation, the combined percentage of top-down and bottom-up strategies
underscores the diverse ways organizations approach data strategy development. The
presence of organizations without a defined strategy or an unclear strategy formation
process suggests potential opportunities for improvement in communication and
strategic alignment.
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Data Strategy Influence

40.0%

35.0% 37.9%
30.0%
25.0%
26.4%
20.0%
20.1%

15.0%

10.0%

0.0%

No influence Little influence Some influence Significant influence | am the primary
decision-maker

Rate of Influence

Regarding individual influence on data strategy decisions, the most common response
was “Some influence” at 37.9%. This was followed by “Significant influence” at 26.4% and
“Little influence” at 20.1%. A smaller fraction (7.5%) identified themselves as the primary
decision-makers, while 8.1% reported having no influence on such decisions.

Insight: The spread of influence suggests a collaborative environment in many
organizations, with a broad range of stakeholders having some degree of input into data
strategy. However, the limited number of primary decision-makers points to a select
group holding significant sway over final decisions.
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Data Team Operating Model

m Hybrid = Decentralized = Centralized = Not sure/Don't know

Operating Model

The majority of respondent organizations (53.5%) operate with a Hybrid model for

data, incorporating both centralized and decentralized aspects. A purely Decentralized
approach, where different teams handle their data matters, is observed in 23.6%. On the
other hand, a Centralized model, where one primary team oversees all data matters,

is utilized by 19.0%. A small segment (4.0%) is uncertain about their organization’s
operating model.

Insight: The dominance of the Hybrid model indicates that organizations are seeking

a balance between centralized oversight and the flexibility of decentralized operations.
This suggests a desire to combine the advantages of both models to address the
diverse challenges and opportunities posed by data management.

My organization has a well-defined strategy for creating and managing data as a significant asset
Across Operating Model
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Enabler Insights by Persona

As with Mentality, we scored relevant Enabler questions to glean insights by Persona.

The below questions were each given a weight of I:

+ Please indicate your level of agreement with the following statement:

My organization has a well-defined strategy for creating and managing data
as a significant asset.

- Considering common stages (i.e., project proposal, data collection, model
development, testing, and implementation), which of the following best describes
the process for launching a new data product or project in your organization?

« Has your organization’s investment in data strategy/data-related products
increased, decreased, or stayed the same over the past year?

« How is your data strategy typically formed?

Average Enabler Scores by Persona

Data Team Members 0. 267

0.55 0.47 0.89 0.61
.62 0.49 0.88 0.65
Data Strategy Decision-Makers 0.69 0.60 0.88 0.77

0.00 0.50 100 150 2.00 250 3.00 3.50 4.00

m Average DaaP Strategy Score m Average Process Score W Average Investment Score W Average Strategy Form Score

While investment in data strategy and related products is perceived positively across
all personas, views varied on the effectiveness of the processes and strategies in place.
The Data Strategy Decision-Makers have the most optimistic view, while the Enterprise
Leaders are slightly more critical. SMB Leaders and Data Stakeholders present a more
balanced perspective, indicating that while there’s substantial investment, there

might be areas in strategy formation and process implementation that require further
refinement. Data Team Members, while acknowledging positive investment, express
reservations about the existing strategy and processes. This could be attributed to
their on-ground experience, dealing with day-to-day challenges not always visible to
leaders and decision-makers. These varied perceptions underscore the importance of
bridging communication gaps. There’s a clear need for continuous dialogue, feedback
loops, and collaborative strategy formation to ensure alignment across all levels of the
organization.

Kim Thies, SVP, Innovation & Data Solutions for ProfitOptics, offers this advice to those
who may need guidance navigating challenges with Enabler fundamentals:

“nsformotion to adoption of DaaP within your company is dependent upon
strong alignment across your organization. The key to success lies in a cross-
functional change management strategy, with strong education and buy in
from the executive team (to drive the vision/transformation to a data-driven
culture), from finance (to articulate the value of product-thinking with your
data, as well as the support of the investments in this transformation), and
from technical teams (to champion the systems and processes needed

to store, manage and govern the resulting data products). You will need
‘change champions’ leaning heavily into the initiative, and a strategy to

keep them engaged, show near-term value and gain confidence in

reaching longer-term goals.
- Kim Thies

© Pathfinder Product, 2023. All Rights Reserved
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Tactics: Incorporating DaaP Practices

Recognizing the importance and potential value of data (Mentality) and ensuring
cultural support and investment énoblers) are key to effectively leveraging data as a
product. However, Tactics are where the rubber meets the road. After all, data’s potential
can't be fully harnessed unless it's well-understood, secure yet appropriately accessible,
high-quality, and trustworthy. Failing to do so can be detrimental. Gartner? estimates
that through 2025, 80% of organizations’ efforts to scale digital business will fail because
they do not take a modern approach to data governance. Treating data as a product
involves various tactical steps, which can differ based on the organization and any
industry-specific regulations. In our survey, we've zeroed in on fairly universal tactical
data management practices, notably Data Governance, Data Privacy, and Data Quality.

Questions from survey relating to Tactics:

« How would you describe your organization’s approach to data governance?

« How does your organization address privacy concerns when working with data?

« How would you rate the quality of data your organization produces as a product?
« Which of the following tools does your organization use to manage data?

Data Governance
Data Governance

45.0% 42.5%
40.0%
35.0% 31.0%
30.0%
25.0%
20.0%
15.0% 10.9% Nn.5%
10.0%
5.0% 4.0%
bR [
No data practices in  In the process of Some practices in Well-established Not sure
place establishing place practices
practices

Only 11.6% of respondents reported having well-established data governance practices.
Most respondents (42.5%) view their organizations as having some data governance
measures in place but see room for improvement. While 31% are still in the process of
establishing data governance practices, a concerning 10.9% report having no data
governance practices in place.

Insight: Data governance practices vary widely and are often informed by industry
regulations and the volume of data within an organization. Given that the majority

of respondents consider themselves to be establishing or needing to improve data
governance processes, this is an area where leaders should invest in efforts to seek

out best practices to meet their organization’s specific needs. Gartner stresses that

a one-size-fits-all approach to data governance is not ideal, and recommends an
adaptive approach anchored to overall business strategies and goals. A flexible, value-
based approach can help organizations struggling to realize value from traditional,
bureaucratic governance practices as well as those getting started or early on

their journey.
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Privacy Concerns
Data Privacy

Partial measures in place 0.6%

Data privacy is a shared responsibility 0.6%

Not sure/Don't know 9.2%

We don't have specific measures in place 13.8%

Privacy is part of our data team's responsibility 32.8%

43.1%

We have a dedicated privacy team or officer

0.0% 5.0% 10.0% 15.0% 20.0% 25.0% 30.0% 35.0% 40.0% 45.0% 50.0%

A significant number of respondents (43.1%), report their organizations have taken the
initiative to set up a dedicated privacy team or officer. However, for 32.8%, data privacy
concerns are addressed by their general data teams. Notably, 13.8% admit they have no
specific measures in place.

Insight: The number of organizations without dedicated privacy measures, combined
with those that have privacy as a shared responsibility, reveals potential vulnerabilities
and risks. As data privacy becomes even more critical, organizations should consider
specialized teams or training to address these concerns adequately.
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Data Quality

Data Quality Rating

m Good mFair mExcellent mPoor Not sure

The majority of respondents (47.7%) rate their data quality as ‘Good’. However, a
combined total of 38.5% feel their data quality is either ‘Fair’ or ‘Poor’, indicating mixed
feelings about the reliability of their data output.

Insight: With a sizable percentage of respondents not entirely confident in their data
quality, there’s a clear need for organizations to invest in quality assurance processes
and tools. Ensuring high-quality data is crucial for informed decision-making and
upholding trust among stakeholders.
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Tools for Managing Data

Data Management Tools

Other I

Data visualization tools are the go-to for 82.2% of respondents, showcasing their
importance in today’s data-driven businesses. Traditional methods, such as
spreadsheets, are still prevalent at 76.4%, while cloud platforms have been
adopted by 74.7%.

Insight: The widespread use of visualization tools indicates the increasing importance

of data representation in business insights. However, the continued heavy reliance on
spreadsheets suggests that many organizations might benefit from exploring more
advanced, integrated data management solutions to boost efficiency and collaboration.
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Tactics Insights by Persona

Once again we scored applicable questions by persona for nuanced insights; each
question has a weight of 1.

« How would you describe your organization’s approach to data governance?

« How does your organization address privacy concerns when working with data?

« How would you rate the quality of data your organization produces as a product?

Average Tactics Scores by Persona

Data Strategy Decision-Makers 0.56 0.79 0.79 2.28

0.00 0.50 1.00 150 2.00 250 3.00

W Average Governance Score m Average Privacy Score m Average Quality Score

Across all personas, results reflect an acknowledgement of having good data practices
while recognizing the need for continuous improvement. Data governance is notably
an area indicating opportunities for growth. Data privacy is generally well-regarded,
reflecting its criticality; however, SMB Leaders appear to prioritize data quality. The
noticeable perception gap between Data Strategy Decision-Makers and Data Team
Members (also reflected in previous scoring) hints at potential disconnects

or misalignments across different role tiers.

Rehgan Avon, CEO & Co-Founder of AlignAl and the Founder of WIA, notes the
importance of mindful Tactics when striving for valuable outcomes:

“en we think about a product mindset, we have to have ongoing observations
and assessment of data quality, outputs, and checks in place so that we don't
have something moving along in the background that’s navigated away from
our original intent.

- Rehgan Avon
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Data Strategy Challenges and Issues

As we've seen from the weighted ranking of data use cases, data-driven decision-
making is a top consideration for many organizations. However, these processes are
not always straightforward; many companies face hurdles when formulating and
implementing their data strategies. We sought to understand the most prevalent
challenges with making decisions about data strategy and investment, and issues
with implementing strategies to treat data as a product.

We asked our respondents the following questions to better understand which
challenges and issues were top of mind:

« What are the biggest challenges your organization faces in making decisions
about data strategy and investment?

« Which of the following issues has your organization encountered when
implementing a strategy to treat data as a valuable, usable asset?

Note: Each of these questions allowed respondents to select multiple response options.

Challenges: Data Strategy and Investment Decisions
In our exploration of organizational challenges related to data strategy and investment,

a clear narrative emerges. The results reveal the most prevalent obstacles faced when
making decisions about data strategy and investment.

Data Strategy and Investment Challenges

Other 5.2%

Resistance or lack of buy-in 30.5%

Inadequate data governance and management 31.6%

Difficulty measuring success or ROI 43.7%

Difficulty integrating data best practices 60.3%

Limited resources 66.1%

0.0% 10.0% 20.0% 30.0% 40.0% 50.0% 60.0% 70.0%
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Resource Constraints Lead the Pack: A majority 66.1% of respondents cited limited
resources — financial, human, or time — as their primary challenge. This not only
underscores the tangible investments required to drive a successful data strategy
but also hints at the broader organizational adjustments needed. Without adequate
resources, even the best-laid data plans can falter. (Enabler chollenge)
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Operational Integration Proves Daunting: While awareness of data best practices is
rising, a significant 60.3% of respondents state their organizations find it challenging to
weave these practices into their existing processes and roles. This poses an interesting
question of whether the existing processes and roles are well-aligned to data-driven
success or if they should be revisited in some cases. (Enabler chollenge)

Quantifying Data Success is Elusive: The age-old challenge of ROI rears its head, with
43.7% of respondents grappling with measuring the success of their data initiatives. This
indicates a dual challenge: the inherent difficulty in quantifying intangible data benefits
and a potential lack of effective tools or metrics to do so. (Mentality challenge)

Governance Remains a Grey Area: Despite the buzz around data governance, 31.6% of
organizations feel their governance and management practices are inadequate. This
could be a reflection of the ever-evolving data landscape and the challenges in staying
updated. (Tactics challenge)

The Human Element Can’t Be Ignored: Data isn't just about numbers; it's about people
too. A notable 30.5% of respondents face resistance or lack of buy-in from stakeholders,
emphasizing that a successful data strategy isn't just about the right tools or processes
— it's about fostering the right organizational culture. (Enabler challenge)

Key Takeaway: As organizations advance on their journey to treating data as a
product, they must navigate many different types of challenges. These types of
challenges underscore the multifaceted nature of implementing successful data as a
product strategy — it's not only a technical endeavor but also a fundamental shift in
organizational resources, integration, measurement, governance, and culture.
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Data Strategy and Investment Challenges by Persona

Delving deeper into the challenges by persona reveals interesting findings that provide
additional nuance to the overall results.

Data Strategy and Investment Challenges by Persona

m Difficulty in integrating data best practices into existing processes and roles m Difficulty in measuring the success or ROI of data-related initiatives
m Inadequate data governance and management practices m Limited resources (financial, human, time)
Other Resistance or lack of buy-in from top management or other stakeholders

90.0%

80.0% 75:9% 8%

72.4% 72.3%

69.2%
70.0%
64.5% —
600%  55.9% SeEx
517%
8002 45.2%
4% a.3%
40.0% 31.9% 36.9%
32.3%
200% 29.0%
0% 26.1%26.1%
24.7% 23.1% 23.1%
200%
13.0%
10.0% 5.4% 2% 6.2% 6.5%

0.0%

Data Stakeholders Data Strategy Decision-Makers Data Team Members Enterprise Leaders SMB Leaders

While limited resources is the top concern for most personas, it's interesting that it's not
the primary concern for Enterprise Leaders. This might suggest that larger enterprises
have comparatively more resources but face greater complexity in integrating data
best practices within a larger and possibly more established infrastructure.

Enterprise Leaders face the most significant challenge in integrating data best practices
(72.3%). This might stem from the complexities of integrating newer data practices into
legacy systems and processes, which are often more prevalent in larger enterprises.

Data Strategy Decision-Makers report the difficulty in measuring ROI as their second-
highest challenge (23.1%). This is particularly interesting as these individuals are at the
forefront of decision-making. Their concern might reflect the pressures they face to
justify data investments and demonstrate tangible value to the rest of the organization.

The fact that Data Team Members rate resistance or lack of buy-in as a significant
concern (51.7%) — higher than any other persona — reveals the friction they might
encounter when advocating for data initiatives. This group, being on the frontline of
data work, may often face challenges in getting organizational alignment or selling
the importance of their projects to higher-ups.

© Pathfinder Product, 2023. All Rights Reserved
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Data Strategy Decision-Makers do not list inadequate data governance as a top
concern. This omission is noteworthy. It could imply that they are either satisfied with

the existing governance structures or that their focus is more on strategy and ROI rather
than the nitty-gritty of data management. On the other hand, Data Team Members, who
are more involved in the day-to-day handling of data, express concerns about data
governance (41.4%), suggesting that they might be facing challenges in this area that
aren't as visible to the decision-makers.

The lack of concern about resistance or lack of buy-in among Data Strategy Decision-
Makers compared to Data Team Members might indicate a disconnect. While decision-
makers might feel confident in the decisions they make regarding data, the team
members who execute these strategies might be the ones facing resistance on the
ground.

Insight: The disparities across the personas highlight that challenges are often role-
specific. While decision-makers might be more concerned with high-level strategy and
ROI, those in execution roles, like data team members, grapple with on-the-ground
issues like resistance and governance. The disparity in challenges faced by Data
Strategy Decision-Makers and Data Team Members might indicate communication
gaps. There could be a need for better alignment and understanding between the
strategy and execution teams. For organizations, understanding these disparities is
crucial. Addressing the unique challenges of each persona holistically can lead to a
more cohesive and effective data strategy and implementation.
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Issues: Implementing Data Strategies

While the issues faced with implementing strategies to treat data as a product tend to
be more tactical, mentality and enabler issues are present as well.

Data Strategy Implementation Issues

Other 3.5%

Providing adequate training and support for stakeholders 49.4%

Defining clear ownership and roles for data products 50.0%

Aligning data products with business value and goals 55.2%

Ensuring data quality and reliability 62.6%

Integrating data products into existing workflows and systems 63.8%

0.0% 10.0% 20.0% 30.0% 40.0% 50.0% 60.0% 70.0%

Integration is a Strategic and Tactical Difficulty: Topping the list, 63.8% of respondents
report issues with integrating data products into existing workflows and systems when
implementing data strategies. This was also identified as a major challenge with making
decisions about data strategy and investment, indicating potential friction between new
data initiatives and organizational status quo. (Enabler issue)

Quest for Quality: Closely following, 62.6% of respondents reported issues with ensuring
data quality and reliability. Data integrity and trustworthiness is critical for data-driven
organizations; without reliable data, decision-making can be flawed, leading to costly
mistakes or hours of time spent manually “fixing” data issues by data teams, rather than
focusing on high-value work. (Tactics issue)

Alignment with Business Goals: Over half of the respondents (55.2%) mentioned the
challenge of aligning data products with business value and goals. This highlights

a possible disconnect between data teams and business units, emphasizing the
importance of a unified vision and collaboration. (Mentality issue)

Ownership Ambiguities: With 50% of respondents voicing concerns, defining clear
ownership and roles for data products emerged as a significant issue. Clearly delineated
responsibilities can accelerate decision-making, ensure accountability, and streamline
data processes. (Enabler issue)

Training & Support: Just under half (49.4%) of the respondents acknowledged the need
for better training and support for stakeholders. This suggests that while organizations
may have robust data products, there’s room for improvement in ensuring end-users
can effectively harness these tools. (Enabler issue)

© Pathfinder Product, 2023. All Rights Reserved
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Data Strategy Implementation Issues by Persona

As we dive into the issues by persona, similarities and disparities emerge in perspective.

Data Strategy Implementation Issues by Persona

| Aligning data products with business value and goals m Defining clear ownership and roles for data products
W Ensuring data quality and reliability M Integrating data products into existing workflows and systems
Other Providing adequate training and support for stakeholders
80.0%
72.4% 72.3%

58.7%

70.0% —
61.3%
62.1%
61.3% o
60.0% e BB 56.9% 56.9%
53.8% 53.9%  53.9% % e 54.4%
517%
500% 46.2% 25.7%
aa1% p—
40.9%
40.0% 38.6% 37.0%
30.8%
30.0%
200%
10.0% 7.7% 6.9%
4.3%
15% 22%

Data Stakeholders Data Strategy Decision-Makers Data Team Members Enterprise Leaders SMB Leaders

Ensuring data quality and reliability is a universal concern across all personas, with
Enterprise Leaders flagging it as the most significant issue at 72.3%. It highlights that
as organizations scale, ensuring the quality and reliability of data becomes even more
critical. While Data Stakeholders and SMB Leaders also rate this concern highly (61.3%
and 58.7% respectively), Data Strategy Decision-Makers and Data Team Members
place it slightly lower on their list.

Integrating data products into existing workflows is the top concern for Data Strategy
Decision-Makers (53.9%) and Data Team Members (72.4%), suggesting that those
involved in the strategic and implementation phases often face challenges in making
data solutions fit seamlessly within existing structures. Interestingly, while it's a top
concern for Enterprise Leaders (66.2%), it's tied for top concern among Data Stakeholders
(61.3%). This indicates that both leadership and stakeholders feel the pinch of integration
challenges.

Data Team Members and Enterprise Leaders both rate “aligning data products

with business value and goals” relatively highly (62.1% and 56.9% respectively). This
implies that those who are in the trenches of data work and those overseeing broader
organizational strategies recognize the challenge of ensuring data efforts align with
overarching business goals. Data Stakeholders and SMB Leaders also find alignment
challenging, but it's slightly less of a concern for Data Strategy Decision-Makers, who
likely spend more time in this area.
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Enterprise Leaders show considerable concern about “defining clear ownership and
roles” (60%), suggesting that in larger organizations, clear demarcation of roles and
responsibilities in data initiatives is vital. This sentiment is mirrored by Data Team
Members (55.2%). Data Stakeholders and SMB Leaders feel this concern to a lesser
degree, and it’s even less of an issue for Data Strategy Decision-Makers.

Data Team Members and Enterprise Leaders emphasize the need for training and
support (both at 55.2% and 56.9% respectively), highlighting the importance of ensuring
that those handling data and those making decisions based on it are well-equipped.
Data Strategy Decision-Makers also rate this as a key concern, tied with integrating data
products, indicating that they see the importance of supporting the teams they oversee.

Insight: Data quality and reliability seem to be universally recognized as paramount.
However, the emphasis on other challenges varies, pointing to different pain points
experienced by different roles. The challenge of integrating data solutions into existing
systems and processes is felt most acutely by those closest to implementation and
strategy — Data Team Members and Data Strategy Decision-Makers. The need for clear
ownership and role definition is particularly salient for Enterprise Leaders, hinting at
possible complexities in larger organizations. Adequate support and training are seen as
vital across the board, but especially so for those deeply involved in data work.
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Perceived Success and Impact

So far, we have examined organizations’ understanding of data as a product as well

as their DaaP Mentality, Enablers, Tactics, Challenges, and Issues through the lens of
different personas. Understanding the perceived success and impact of data strategies
is also crucial for evaluating their real-world efficacy. We asked survey respondents to
self-assess the perceived success and impact of their current data practices with the
following questions:

« How successful do you think your organization has been in implementing
its data strategy?

« Do you think your industry has been successful overall in implementing
data strategies?

« Onascale of 1to 5, where 1 represents ‘Never’ and 5 represents ‘Always’, how
often has the use of high-quality, accurate, and timely data led to valuable
outcomes for your organization?

« To what extent has treating data as a valuable, usable asset had
a positive impact on your organization?

Perceived Success: Organization and Industry

Perception of Data Strategy Implementation Success:
Organization vs. Industry

50.0% 45.4%

45.0%
40.0% 36.8%
35.0% 32.8%
30.0%
— 23.6%
20.0%
14.9%
15.0% 121% n.5%
5 6.9% 7.5%
100% g
. 1 e -
o
0.0% —

Not at all Slightly Moderately Very successful Not sure We don't have a
successful successful successful data strategy

m Organization mIndustry

45.4% of respondents consider their organization’s data strategy implementation to
be moderately successful, indicating foundational achievements yet leaving room for
improvement. Notably, only 14.9% asserted a high degree of success. The data also
reveals that 7.5% are uncertain of their strategy’s effectiveness, pointing to possible
ambiguity in strategy execution or success metrics.
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Perceptions are less optimistic when respondents assess their industry at large, with only
12.1% attributing high success to industry-wide data strategy initiatives. A substantial
32.8% see their industry as slightly successful.

Insight: Notably, there is a disparity in confidence levels, with individuals feeling more
optimistic about their own organization’s efforts than those of the industry at large.
This could suggest a disconnect between internal measures of success and industry
standards or a lack of visibility into other organizations’ practices.

The maijority of respondents report at least moderate success in their organization’s
data strategy, indicating that while many companies are making progress, there is still
considerable potential for growth and optimization. However, the perception of success
at the industry level is less favorable, with a third of respondents only slightly confident
in the industry’s data strategy success, which could point to a need for industry-wide
standards or collaborative efforts to elevate data practices.

The level of uncertainty, reflected in the ‘Not sure’ responses, especially at the industry
level (11.5%), highlights a possible lack of clear benchmarks or communication around
successful data strategy outcomes. This uncertainty calls for a more defined set of
success metrics, improved articulation of successful data strategies, and increased
industry collaboration around best practices.

Perceived Success by Persona

Perception of Data Strategy Implementation Success by Persona

Data Stakeholders Data Strategy Decision-Makers Data Team Members Enterprise Leaders SMB Leaders

60.0% 56.5%
54.5% 54.5% 54.5% 54.5%

50.0% a1 46.3% 46.3%
43.5% 43.5%
40.0% 36.4% 36.4% 36.4% 38:0%
38%
ke 30.6%
30.0% 26.8%
24.7%
z| o% 220%
20.0% L -
13.6% 12.9%12.9% 122% 122%
9.4% 9.4% sl'/. sl'/. sl'/. s|'/. $7% 0.7%
10.0%
4 9%
0.0% 0.0%
0.0%

ol Sighty - Modorately al S\qh\y Moderately al slightly  Moderately al S\ghly Moderately al slightly  Moderately
sssssssssssssss fu sccosstul  succerstul successful  succesaiul  successiul  succesct successiul  successl  succossful  successful succosstul  suocessil  succossiul  successful succosstul  suocessil  succossiul  successul

mOrganization  m Industry Overall

Differences in perception become more pronounced when dissected by professional
roles.

Data Strategy Decision-Makers exhibit the highest level of optimism, with a significant
30.8% reporting very successful outcomes, likely reflecting their direct involvement and
influence over strategy implementation. Their confidence contrasts sharply with the
broader industry perspective, where only 7.7% perceive high success, suggesting that
these leaders may have an inward-focused view or a vested interest in viewing their
initiatives positively.
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Data Team Members show a notable level of uncertainty (13.8%) and a significant
percentage (10.3%) indicating the absence of a data strategy. Once again, this points
to a potential disconnect between strategy development and its operational execution.
Their view of industry success is also more critical, with higher perceptions of slight
success (41.4%) compared to their own organizations.
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Enterprise Leaders tend to view their organization’s data strategy efforts as moderately
successful (53.8%), which is consistent with a cautious but positive outlook. Their
uncertainty is lower compared to Data Team Members and Decision-Makers, suggesting
they might have a broader perspective on the successes and challenges of data
strategy implementation. SMB Leaders have a similar pattern, but they are more likely to
rate their efforts as very successful (19.6%) compared to Enterprise Leaders, which might
reflect a higher impact of successful data strategies in smaller business environments or
perhaps a need to justify their strategic decisions.

Data Stakeholders seem to have a more balanced view, with a moderate to high level of
perceived success, but also a recognition that not all is perfect, as indicated by the 8.6%
who do not see any success. Their perception of the industry aligns closely with their
view of their own organization, which may suggest they have a realistic grasp of

the industry’s capabilities.

Data Strategy Decision-Makers appear to have a more pessimistic view of their
industry’s success, with a high percentage (46.2%) considering it only slightly successful.
This could indicate awareness of industry-wide challenges or higher expectations due to
their role in shaping strategy.

Across almost all personas, except for Data Strategy Decision-Makers, there is an
acknowledgment that some organizations do not have a data strategy. This is
particularly pronounced among Data Team Members (10.3%) and SMB Leaders (4.3%),
suggesting that smaller organizations or specific teams within larger entities may be
lacking in strategic direction.

Insight: Data Strategy Decision-Makers are notably more optimistic about their
organization’s success compared to the industry, suggesting a possible inward-focused
bias or greater satisfaction with initiatives they directly control. Data Team Members
exhibit both a higher degree of uncertainty and a notable perception of strategy
absence, indicating a disconnect between strategy formation and its operational
execution, which could signal communication gaps within organizations. Enterprise
Leaders generally perceive moderate success but are less optimistic about the industry,
which may reflect a more comprehensive understanding of broader challenges. SMB
Leaders, on the other hand, show higher confidence in their strategies’ success, possibly
due to the more visible impact of data strategies in smaller business environments. The
acknowledgment of a complete absence of data strategy in some organizations by
various personas, especially Data Team Members and SMB Leaders, points to uneven
adoption of data strategies across the board. These findings highlight the need for
enhanced strategic communication and execution organizations, as well as a need

for a more unified approach to data strategy within industries.

© Pathfinder Product, 2023. All Rights Reserved
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Impact and Outcomes

To what extent has treating data as a valuable, usable asset had a positive impact on
your organization?

Not sure, 10.9%

n
No impact or negative impact, 2.3%

= Significant positive impact,

37.4% Minimal impact, 6.3%

Some positive impact, 43.1%

When assessing the impact investing in data has on an organization, a negligible 2.3%
feel that there is no impact or a negative impact, which is reassuringly low. 6.3% perceive
only a minimal impact, indicating that while data is valued, the translation into tangible
benefits is not always clear. 43.1% acknowledge some positive impact, a sign that data

is moving the needle in the right direction for many organizations. Notably, a substantial
37.4% experience a significant positive impact, attesting to the powerful effects of a
well-integrated data strategy. However, there is still uncertainty for some, with 10.9%

not sure of the impact, suggesting a potential area for improved measurement and
communication of outcomes.

How often has the use of high-quality, accurate, and timely
data led to valuable outcomes for your organization?

43.1%

27.0%

16.1%
12.6%
Never Rarely Sometimes Often Always

When asked to self-assess how often high-quality data led to valuable outcomes, a
small minority (11%) report never experiencing valuable outcomes from data. Rarely
experiencing valuable outcomes is relatively uncommon, with only 12.6% in this category.
A significant portion of respondents (27.0%) indicate that high-quality data leads to
valuable outcomes sometimes, suggesting intermittent success. The largest group,
43.1%, find that they often see valuable outcomes, denoting a consistent benefit from
their data practices. It is encouraging that 16.1% of participants state they always achieve
valuable outcomes, highlighting the potential of fully realized data strategies.

© Pathfinder Product, 2023. All Rights Reserved
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By Persona:
How often has the use of high-quality, accurate and timely data lead to
valuable outcomes for your organization?

Data Stakeholders Data Strategy Decision-Makers Data Team Members Enterprise Leaders SMB Leaders
80.0%

69.2%
70.0%

60.0%

47.7%

50.0% 45.7%

39.8%
%
40.0% 34.5%

31.0%
30.0% 26.9%
21.5%
n.8%

20.4%
18.5%
20.0% 15.4% "2/ 17.2% T 15.2%
8% 10.8%
10.0% 127%  17%
11% 0.0% 1.5% 22%
0.0% — —
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23.9%

We were also interested in understanding which factors were likely to influence these
perceptions. Through analysis employing descriptive statistics, Spearman’s rank
correlation, and Chi-square independence tests, we examined the relationship between
organizational data strategy success and positive outcomes realized from data.

Organizations that reported high-quality data also reported more success in their data
strategies. Simply put, better data quality often means a better data strategy.

Insight: Focus on improving the accuracy, reliability, and overall quality of your data.
This could involve investing in better data management tools, training staff in data
literacy, or implementing stricter data governance policies.

Companies that are more mature in their data handling and have developed data
processes and policies tend to report higher data strategy success.

Insight: Work towards advancing your organization’s data maturity. This can be done
by adopting structured data processes, clear data policies, and regular data audits to
ensure continuous improvement.

The more a Data as a Product strategy aligns with an organization’s overall goals, the
more positive impact it tends to have.

Insight: When developing DaaP initiatives, ensure they are closely aligned with your
organization’s broader objectives. This alignment ensures that the efforts in data
product development directly contribute to the company’s success.

Organizations where data strongly influences decision-making processes tend to see
more positive impacts from their DaaP initiatives.

Insight: Cultivate a data-driven culture within your organization. Encourage decision-
makers at all levels to rely on data insights for making informed decisions. Providing
training and access to data analysis tools can be a good start.

© Pathfinder Product, 2023. All Rights Reserved
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Key Takeaways by Persona

Data Stakeholders frequently or occasionally work with data teams and have a vested
interest in the successful application of data strategies. For these individuals, it is crucial
to foster a deeper understanding of data’s strategic value and to champion data
literacy within their teams. They should advocate for and participate in cross-functional
collaborations with Data Team Members and Data Strategy Decision-Makers to ensure
that data initiatives are closely aligned with business needs and that insights from data
are effectively communicated and leveraged across the organization.

Holding leadership roles in large organizations, Enterprise Leaders should prioritize
cultivating a strong data-driven culture and infrastructure. They should lead the charge
in breaking down silos and integrating data strategy with the overall business strategy.
For them, it is crucial to endorse and facilitate continuous education and upskilling in
data competencies across their large and diverse teams to maintain a competitive
edge in data utilization. It is also important that these leaders invest in their own
upskilling and literacy efforts. The landscape is changing rapidly and they, as well

as their teams, need to be prepared.

As leaders in smaller organizations, SMB Leaders can often act more nimbly than
their larger counterparts. They can leverage this agility by pioneering innovative data
strategies and driving quick adoption across the organization. They should focus on
creating a strong, clear vision for how data can drive business outcomes and ensure
that their teams are equipped with the necessary tools and knowledge to realize this
vision.

As individual contributors on data teams, Data Team Members have hands-on
experience with the operational aspects of data strategies. They should communicate
challenges and successes up the chain effectively, advocate for necessary resources
and tools to improve data quality and governance, and continuously seek to bridge
the gap between data strategy and its execution through transparent and consistent
communication. While Data Strategy Decision-Makers have the most optimistic
MentoIity/EnobIer/Tactics scores, Data Team Members have the lowest across the
board. Savvy Data Team Members should work on managing up, creating proper
documentation, and embracing self-service analytics that promote transparency
and stakeholder empowerment.

Data Strategy Decision-Makers set the direction for data strategies. They should

ensure that strategies are not only aligned with business goals but are also practical.
They should work closely with data teams to understand the day-to-day realities and
facilitate an environment where data strategy decisions are informed by both top-down
business objectives and bottom-up feedback from those implementing and utilizing

the data. Another notable finding was the disparity in understanding or acknowledging
organizational data strategies across personas. This indicates that Data Strategy
Decision-Makers should focus on making their strategies more visible and increase
their strategic communication efforts.
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Learn More

Need support on your Data as a Product journey?
Schedule a 30 minute consultation with Pathfinder Product.

Join us at the DataConnect Conference

DataConnect Conference brings together industry leaders,
technical experts and entrepreneurs to discuss the latest trends,
advancements, technologies, and innovations in data, analytics,
machine learning, and Al. Get your ticket here.

Become a Member of Women in Analytics

Women in Analytics is an inclusive global community for women
and supporters of women. Members receive access to an online
community platform and can access events, workshops, webinars,
mentoring groups, expert-led sessions and much more.

Explore membership options here.
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https://pathfinderproduct.com/?mtm_campaign=daap-study-2023&mtm_source=pathfinder&mtm_medium=pdf-resource&mtm_content=text-cta
https://www.dataconnectconf.com/?utm_source=pathfinder&utm_medium=referral&utm_campaign=DAAPstudy
https://www.womeninanalytics.com/membership?utm_source=pathfinder&utm_medium=referral&utm_campaign=DAAPstudy

Survey Design and Distribution

Survey Background

The survey titled “The State of Data as a Product in the Real World” was designed to
gather insights from professionals across various industries on their organizations’
approach to and understanding of Data as a Product (DaaP). The survey consisted of
a series of questions aimed at capturing participants’ roles, organizational details, data
strategies, challenges faced, and perceived outcomes of treating data as a product.

Sampling Method

The survey employed a convenience sampling method, utilizing multiple online
platforms for participant recruitment. The survey was shared on LinkedIn, the WIA
community, various Slack communities relevant to data practitioners, product
management and IT professionals, and directly through emails to potential respondents.
This approach allowed for the inclusion of diverse perspectives from individuals
occupying different roles and industries and facilitated the collection of a broad
spectrum of insights on DaaP.

Data Collection Period

The data collection period for the survey spanned from August 14 to September 15,
providing respondents with ample time to participate. This timeframe enabled the
accumulation of a set of responses for subsequent analysis.

Response Rate

During the data collection period, the survey garnered a total of 174 responses. This
sample size offers a foundation for extracting meaningful insights and identifying trends
and patterns related to Data as a Product in various organizational contexts.

Data Analysis

Upon closing the survey, the response data was normalized and leveraged for further
analysis. Advanced analytical techniques coupled with expert interviews were
employed to derive comprehensive insights from the collected data.

Limitations

It is crucial to acknowledge that the survey’s convenience sampling method might
introduce selection bias, as participants who were more interested or invested in the
topic were more likely to respond. The findings of this study should be interpreted with
this limitation in mind, and may not be entirely representative of the broader population
of data and product professionals.
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