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Once upon a time …

2

There were three bears, who lived 
together in a house of their own in a 
wood. 

One of them was a small bear; one 
was a middle-sized bear, and the 
other was a great, huge bear!

A little girl came into the house, 
named Goldilocks.

^ 
Data   mesh

https://open.spotify.com/album/7fue7usKwgVD2YmyuJVMsA
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Goldilocks
Fairytale star

💗 Exploring forest of data
🤗 Understanding consequences 
of tradeoffs



@SimonAubury 4

Data is only valuable if 
consumers have it when when 
they need it.  

Data Mesh is an approach on 
how we organise ourselves, take 
responsibilities as people for the 
vast amounts of ever growing 
data and its architecture.

What is data mesh?

4© 2021 Thoughtworks Photo by Dorothe Wouters on Unsplash
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Is this different?
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E
T
L

Optimized for 
analytical logic 

Historical and 
read-only

Data on the outside 
- events, files, 
tables

Polyglot: object 
store, big table, 
streams

Optimized for 
app/services logic

Captures current 
state of 

applications, CRUD

Data on the inside - 
API-based access

Polyglot - graph & 
relational DB, 
NoSQL 

Traditional Data Management

Operational 
Data

Analytical 
Data (Big 
Data)

Optimizing the 
business and user 
experience

Running the 
business and 

serving the users

 Data Mesh

Operational 
Data

Analytical 
Data (Big 
Data)
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Partner Ecosystem: Exchange of Data with other 
organisations and advent of platforms

6

Why Data Mesh
And why should I care?  Large user base fuelled by  increasing need of multiple 

org  functions to consume data for decision making 

Regulatory requirements are complex and tightening

Lower Tech Barriers: democratise tech by lowering tech 
barriers. Discoverable, addressable, trustworthy, 
self-describing, inter-operable & secure Data

Cloud nuances: Organizations are moving to cloud and 
this has a new meaning for structure of data

Image by lisa runnels from Pixabay 

https://pixabay.com/users/greyerbaby-2323/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=447716
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Principles of data mesh

Distributed domain 
driven architecture

Data as product

Self-serve data infra

Federated data 
governance
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Data Mesh: Delivering data-driven 
value at scale book by 

Zhamak Dehghani

https://commons.wikimedia.org/wiki/File:Group_full_edit.svg
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Image by Mabel Amber from Pixabay

Do I really have to read a book?

https://pixabay.com/users/mabelamber-1377835/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=2855982
https://pixabay.com//?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=2855982
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Domain Ownership

Ensuring data is managed close to its 
source of origin

reduces the gap 
between 

producer and 
consumer

give the 
originators of 
data authority 

over it
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Image by Bruno /Germany from Pixabay 

https://pixabay.com/users/bru-no-1161770/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=3095538
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Distributed domain 
driven architecture

10

Business domains: Organisations are 
organised in business domain or functions

Data mesh domains: Data Mesh partitions data 
around business domains and gives data 
ownership to the domain teams. For this, 
domain teams should have both business and 
tech capabilities

Change management: data producers become 
data owners

Business domains

Data mesh domains

Change management 
required

Ensuring data is managed close to its source 
of origin
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Data products

Data as product means it maximises 
the quality, trust & utility

put the 
emphasis on use

designed around 
the needs of its 

consumers

11

Image by Anja from Pixabay 

https://pixabay.com/users/cocoparisienne-127419/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=1149545
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D- Discoverable

A- Addressable

T- Trustworthy

S- Self-describing

I- Interoperable

S- Secure

What is data as a 
product?

Data as product means it maximises 
the quality and follows DATSIS 
principle. I.e. it is discoverable, 
addressable, trustworthy, 
self-describing, interoperable, and 
secure.

Creating trust in data

12
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Self Describing

Discoverable

Addressable

Data product?

Trustworthy

13
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Self-serve data

Self-serve capability in hands of 
domain team

decrease lead 
time 

creation and 
consumption of 
data products 

without a human

14

Image by PublicDomainPictures from Pixabay 

https://pixabay.com/users/publicdomainpictures-14/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=16802
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Self-serve capability in 
hands of domain team

Allows the teams to 
produce and maintain their 
data products

Self-serve infra

Data as a product means that there are 
new roles and they are responsible for 
data processing. For this, the teams 
need access to a high-level, self-serve 
data platform. This empowers teams 
with the autonomy needed to manage 
their domains.

Empowering domain teams

15
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Federated data 
governance

Allows interoperability between 
different domains

managing with 
constraints 
empowers 

teams

make the 
requirements of 
good citizenship 

clear
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Image by Davie Bicker from Pixabay 

https://pixabay.com/users/bluebudgie-4333174/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=2652011
https://pixabay.com//?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=2652011
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Data to computational 
governance
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Data governance is a critical aspect of 
any organization, and it becomes even 
more important in a distributed model

Data governance at Brainly

https://medium.com/brainly/data-governance-at-brainly-fbcef9462423
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Data Catalog = Technical 
Metadata + Ownership 
Information + Data Lineage + 
Business Glossary

Data Quality = DQ Rules 
visualisation + Self-serve 
capability to create rules

Data ownership= Personas + 
DG Committee + Cadences + 
Org Incentives

Federated data 
governance

1818

https://commons.wikimedia.org/wiki/File:Group_full_edit.svg
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Trustworthy

Self Describing

AddressableDiscoverable

Goldilocks moment for Data Products 

19

Just enough centralised 
governance
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What could 
go wrong?

https://unsplash.com/@sandym10?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/thoughtful-teddy-bear?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Some data mesh trajectories
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Platform maturity

Scope of domain 
use cases

Large scale 
technology 
program

Accelerating
data products on polyglot 
platforms

Ongoing evolution, 
business-technology 
partnership

Governed 
data 
product

Scopes of domain

Pl
at

fo
rm

 m
at

ur
ity
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Foundational 
pillars of Data 
Mesh

Four interconnected & 
non-negotiable

22
Dehghani, Z. (2022). Data Mesh: Delivering Data-Driven Value at Scale (1st ed.). O’Reilly Media.  

Domain-oriented
Ownership

Data as a Product

Self-serve data 
platform

Federated 
Computational 

Governance

{G} {G} {G}
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Some data mesh inflections
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Platform maturity

Scope of domain 
use cases

Large scale 
technology 
program

Accelerating
data products on polyglot 
platforms

Ongoing evolution, 
business-technology 
partnership

Governed 
data 
product

Just right?

Scopes of domain

Pl
at

fo
rm

 m
at

ur
ity
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Where to 
start?Should we start?

https://unsplash.com/@murrrchalla?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/teddy-bears?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Recommendation

Recommendation

Online Audience 
Behaviour

User 
Interaction

Viewing 

Interactions

Speaker

Speaker Polls

Attendee

User

User 
Preferences 

Attendee 
tickets
issues

Customer 
Profile

Customer Feedback?

Eventbright

Content

Ratings

stats

Catalog

Items
CMS

Website 
metrics

Youtube 
metrics

Profile 
preferences

Adobe 
Analytics

Auth0

Launch 
darkly

Scheduling

Sub-domain

Domain

Aggregated DP

Source oriented  DP

Customer Oriented DP

Global expansion !
Sessonize
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Quantity of data sources
DM ready reckoner
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Size of your data team

Number of data domains

Data engineering bottlenecks

Data governance

How Not to Mesh it Up-Barr Moses 

https://towardsdatascience.com/what-is-a-data-mesh-and-how-not-to-mesh-it-up-210710bb41e0
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Quantity of data sources 

14

Readiness

27

Size of your data team

8

Number of data domains

5

Data engineering bottlenecks

Not too bad

Data governance

Big concern
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Attendee

User

User 
Preferences 

Attendee 
tickets
issues

Customer 
Profile

Customer Feedback?

Eventbright

Sub-domain

Domain

Aggregated DP

Source oriented  DP

Customer Oriented DP

Start here
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Attendee data products 

Data Product Stewards

Customer profile

Data Domain 
Stewards

Ticket sales Sensitivity & RBAC

User preferences

Organization Data 
Stewards

Attendee
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Implementation

https://pixabay.com/users/greyerbaby-2323/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=961648
https://pixabay.com//?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=961648
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Data mesh implementation: top down

Advantages:
• Clear visibility

• Ability to choose right milestones

• Organisation wide change management 
program is easy when there is buy in 
from top

Considerations:
• Large organizational impact

• Big commitment

• Organisation maturity required

Setting up enterprise domains & data culture
Change Management, Organisational Incentivisation, Ownership policies, Domain standards, Governance policies, et al 

Either set up all domains or choose one domain depending on business situation. 

Data as product

 Data assets discoverability, interoperability, addressability, self-description, trust, security. Contract definition of product, 
Self serve capability to easily and uniformly create data products.

Self serve data platform with infrastructure, product and pan enterprise data discovery capabilities

Self serve infra platform

Domain Onboarding 

Federated data governance

Federated DG= Data Quality + Data Catalog + Data Ownership
Data Catalog Technical Metadata + Ownership Information + Data Lineage + Business Glossary

Data Quality = DQ Rules visualisation + Self-serve capability to create rules
Data ownership= Personas + DG Committee + Cadences + Org Incentives

31



@SimonAubury

Data mesh implementation: bottom up

Advantages:
• Iterative process: test & learn
• Ability to show results
• Change management in small steps 
• Nascent maturity orgs can also adopt 

this approach

Considerations:
• Ability to scale up the program
• Leadership engagement
• Long roadmap

Setting up enterprise domains & data culture
Change Management, Organisational Incentivisation, Ownership policies, Domain standards, Governance policies, et

 al Either set up all domains or choose one domain depending on business situation. 

Federated data governance (DC + DQ+ DO)

Domain onboarding

Data as product

Domain onboarding

Self serve data platform with infrastructure, product and pan enterprise data discovery capabilities

Full scale self serve infra platform (remaining parts)

Domain onboarding

Data Quality = DQ Rules visualisation 
+ Self-serve capability to create 

rules

Data ownership= Personas + DG 
Committee + Cadences + Org 

Incentives

Data Catalog =Technical Metadata + 
Ownership Information + Data 
Lineage + Business Glossary

1 2 3

Bare minimum self-serve capabilities to support source oriented data products

Source oriented products

1

domain oriented products

2

Fit for purpose or Consumer 
oriented products

3

32
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Goldilocks choices

33

Decentralized / federatedCentralised

A tailored Data Mesh for reMarkable 

https://bearingpoint-analytics-ai.medium.com/a-tailored-data-mesh-for-remarkable-e033e80118c6
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Data mesh implementation: hybrid

Advantages:
• Ability to show results across  
• Faster approach

Considerations:
• Complex program management
• Leadership commitment
• Massive and rapid change management

Setting up enterprise domains

Change Management, Organisational Incentivisation, Ownership policies, Domain standards, Governance policies, et al

Data mesh implementation

D
o
m
ai
n 
o
n
b
o
ar
di
n
g

Domain driven data 
architecture (data storage)

1

Data as product

2

Federated data governance 
(DC + DQ+ DO)

3

Self-serve infra

4

Horizontal  slice

Horizontal  slice

34

Just right ???
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Fairy tail ending?

https://pixabay.com/users/geralt-9301/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=5509826
https://pixabay.com//?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=5509826
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Takeaways

36

Adopt all four pillars of Data Mesh

Build your platform at the same time as 
you're building your initial data products.

Find one "courageous" domain to move 
forward

Organisational appropriate adoption

Don't overbuild early

Image by Petra from Pixabay

https://pixabay.com/users/pezibear-526143/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=833779
https://pixabay.com//?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=833779
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Goldilocks learns to show 
respect to other people's things

Goldilocks?

37© 2021 Thoughtworks Image by Petra from Pixabay 

Data Mesh is a framework to 
take responsibilities for data … 
and put the respect & needs of 
the data customer first.

https://pixabay.com/users/pezibear-526143/?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=797837
https://pixabay.com//?utm_source=link-attribution&utm_medium=referral&utm_campaign=image&utm_content=797837
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The-end 
 ( any questions? )
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