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Building A Team

“I felt the need to build a data team quickly to address the immediate data problems; this would allow me to free up 60% of my headspace for strategic decisions… Often my first recruits are from existing internal colleagues who understand the business and the existing data issues. I certainly felt the need to get help ASAP from a team; expectations are often high, and you can’t do it alone… it can also get lonely, so you need some people to share ideas and observations!”
Peter Jackson
The basics that need to be put in place are the same for both first and second generation teams. Only you can decide the balance of people you want in each role across the team, but our advice would be to start small and make sure you have coverage of each of the following areas. From there you can grow at a pace that works for your business. 
A data leader cannot be everywhere, all the time, despite the temptation. The priority will need to be the 100-day plan and the Immediate Data Strategy. The key activities will be getting a handle on the business and the burning platforms, to stop more mistakes from happening, to start changing behaviours and culture, and to start spreading the word.
We are not suggesting that the titles we give things below are the only things you can call them, but it gives you a structure that you can ‘check’ against. As a data leader, the focus is covering the areas and bringing them to life for your organisation.

The Lieutenant
A data leader needs to be visible, but at the same time they need to be managing up and across. So, they need to keep the data message going into the CEO and the board, or to fellow directors and peers. Therefore, a trusted, data savvy ‘lieutenant’ is essential early on, and quickly backing this position with a team working together, will help keep your sanity.

Data Ops
Data Ops (or Data Operations for those that like the long hand version), works iteratively with the business team to shape, create, and deliver sustainable data solutions, that meet and exceed the business expectations. It is not just Dev. Ops’ for data, it’s more aligned to agile principles. It focuses on cultivating data practices and processes that improve the speed of analytics, including data access, quality control, automation, integration, model deployment, and management. It’s a very agile way of doing data which fits well with the constantly changing nature of data. 
It gives the data team the ability to work repeatedly with business teams to shape, create, and deliver sustainable data solutions which meet and exceed business expectations. At its core, it’s about aligning the way you manage your data with what you want to do with it, with a focus on the practical aspects of how you do that. 
This is the area that delivers you your compelling visualisations, to help you bring your data to life and tell that compelling story, making it easier to make data driven decisions.

Data Governance

Governance established the rules of the game when it comes to data; there is no excuse for not getting your basics right and this is the area that helps you do that.
It is easy to understand that data governance is a fundamental pillar of the data capability. As a result, an early delivery from any change could be an enterprise data governance framework. In simple terms, the CDO’s office will run the Enterprise Data Governance Group (EDGG), and each business unit will have its own subordinate Data Governance Group (DGG), which reports back into the EDGG and implements the policies and framework of data governance, developed by the EDGG.
This has to fit into your wider organisation and operating model; if this language or way of working is alien to how you normally run your organisation, then modify it to something that resonates better. Good data governance must be part of the normal governance of the organisation, not a bolt on.
However, remember that with governance especially, no one size fits all. You need to understand and embed the goldilocks level of governance for your organisation. Not too soft, not too hard, just right. We can cover the key elements you need to think about, but you really need to make sure that it works for your organisation. Over time it can seem like governance is just stopping you doing things, and that’s where governance gets a bad name. You aren’t governing data for the sake of it, but rather to make sure you are striking a balance between sustainability and innovation.



Proposition

For this pillar, it’s about defining what the data products or assets are; the main focus of this area is on delivery. Working with the business, understanding what they want and/or need (as they aren’t always the same thing), and figuring out how to get there. What order do you create the products in, what value is there in each product delivery, and what is the roadmap to deliver them?
This is the area that looks after your Business Development Managers, who work with the rest of the organisation to make sure there is a steady flow of work; sometimes this is demand generation and sometimes it’s being a gatekeeper. Of vital importance is the need to track the value of what the whole team are delivering, to demonstrate that value. It isn’t enough to deliver brilliant work, it’s important that the rest of the organisation know what you are doing, so they want to work with you in a productive way. 
Architecture

The data architecture piece works with all the other different architects within your organisation (such as Enterprise, IT, and Systems), to establish a data landscape which will be driven to support the data strategy, and ultimately the business strategy. It’s probably obvious that this is where the information or data architects would be found.
External to your team, but critical to your success.
Champions

Technically, the champions don’t sit within your team but work closely with them. They normally have full-time jobs in different business areas and are experts and influential in that area. They don’t need to be data experts, but rather enthusiastic amateurs who will work with your team (especially the data stewards), to help your understanding of what their business area needs, helping the business area improve its maturity regarding data and information management.
You should recognise that it’s incredibly hard for these people, as they will likely have a full-time job which doesn’t include the extra that you need them to do. If they are good (and let’s face it, the good ones are the ones you want), they will already be busy. They may be volunteers but possibly not willing ones, as the press-gang mentality is still alive and well in corporations, so they are your first engagement challenge. Work with them to understand their area; find out why it is important for them and what data can do for them. Nurture these people and the time and effort you put in will be rewarded tenfold. The data stewards and the information champions are the main ‘face’ that the company sees when looking at good data management; make it a positive one.

Domain Owner

A domain owner is responsible for looking after the data domains. They are a subject matter expert, accountable for making decisions about defined areas. This role does not sit as part of the core team; however, they are critical to work with.  
Unicorns

Finally, if you can get your hands on a unicorn, grab one! The hard part is that we don’t believe you can ‘catch your unicorn’, we believe you grow them. Finding a unicorn is as rare as the stars aligning and you winning the lottery. Even if you find one, how do you know they can work their magic into the business? A more sensible approach is to create a high-performing team culture and give everyone the potential to become a unicorn. 

The High-Performing Team

There are some basic rules on what needs to be done to create this type of team, encouraging people to stretch and grow into the best versions of themselves:
· Communicate the vision and direction of the team
· Trust
· Stretch your team
· Pull, don’t push
· Resolve conflicts
· Engage the team

The team is the most important asset a CDO will have. The team will have a massive impact on the success of the CDO and these are the potential Chief Data Officers of the future. 

Homework

· Highlight which areas your organisation would need to focus on first when creating a team.
· Create a draft team for your organisation. 


Program Content

This is the content for the 10-week program:

Program Content

This is the content for the 10-week program:

Week 1- June 29th
Understanding the different types of CDO and what kind you are
Week 2 – July 6th
Making the Case for the CDO & business case development. Telling Your Data Story With the 3Vs:
Vocabulary, Voice and Vision

Week 3 – July 13th
Planning for your First 100 Days and Beyond & The C&J Data Maturity Assessment overview.

Week 4 – July 20st
Strategy development: Purpose

Week 5 – July 27th
Strategy development: Risk and Governance

Week 6 – August 3rd
The role of People

Week 7 – August 10th 
Methodology

Week 8 – August 17th
Tools

Week 9 – August 24th 
Building your team & Authentic Leadership

Week 10 – August 31st 
The Chief Data Officer as a disrupter & wrap up of the Summer School 2023





The Summer School Community

As a participant of Summer School, you have joined a community of current and aspiring CDOs, where you will gain practical advice, proven methodologies and guidance to put back into the business straight away. Your homework as you progress through the course will build a series of artifacts for you to use in your organisations.
Exclusive Community Groups 
 
Within the Carruthers and Jackson website, there is an area just for you. The ‘Exclusive Content’ section is solely for the participants of the Summer School. 

We have also created a Slack group and a LinkedIn Group. These groups will provide an environment to network and interact with peers. Please check the groups regularly for updates and information or drop in to say hi to your fellow students. 

You can access the Community Page & Groups here: 

Website:
https://carruthersandjackson.com/exclusive-summer-school-content/ 

Slack: 
https://join.slack.com/t/carruthersjac-w3l8573/shared_invite/zt-1wdo67jdg-KuR8qZdxQOe1hLYabFPGRw 

LinkedIn: 
https://www.linkedin.com/groups/12845246/ 
 
 These groups are reserved for the sole use of the Summer School, the school leaders, and participants. Please ensure you remain respectful to other group members, at all times. Any posts that are commercial or deemed unsuitable by the group managers will be removed. 
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