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FOREWORD

“We are a data-driven company,” is a familiar refrain we hear from business 
leaders and managers. This is evidence of a fundamental shift in mindset, 
reflecting the fact that leaders have now understood and internalized the 
concept of the data-driven enterprise. However, when attempting to re-
structure and reorganize data flows and processes and bring in new ways 
of working with data, particularly CDOs, CIOs and data teams often run 
into what feels like a brick wall. Acceptance and lip service may have been 
paid to a data strategy, but the application of the strategy is fraught with 
hurdles. The realization comes soon enough: Data culture and its man-
ifestation in the day-to-day running of the business can make or all too 
often break any carefully crafted strategies. So, understanding what data 
culture means within each organization is critical to its success. At BARC, we 
see data culture as part of the corporate culture. It refers to all the values, 
norms and attitudes in an organization that are the basis for actions and 
decisions related to the handling of data and analytics. The manifestation 
of data culture can come in different flavors. For example, it can influence 
where investments are made to improve the BI and analytics landscape 
and it can dictate the number and roles of the employees who are working 
with data. 

Due to steadily growing interest in the topic, we conducted this survey to 
better understand the flavors of data culture within organizations, the hur-
dles they are facing, the initiatives that are on underway and of course the 
wins that have already been achieved with these measures. We learned 
that 81 percent of our respondents consider data or information as an as-
set. This supports the hypothesis that more organizations are recognizing 
the integral value data and analytics can bring to their business. Following 
this trend, when we asked about data culture specifically, 76 percent of 
participants stated that their company is striving for a data culture. Such 
figures are encouraging as they support the hypothesis that a mind shift is 
taking hold. The new mindset realizes that the road to the digital business 
is not only paved with technological innovations and no single company 
can purchase its way to data-driven decisions and processes. Instead, the 
softer, more difficult structures will enable the ultimate transformation to 
becoming a fully data-driven business. Together with the lessons learned 
from this study and the BARC Data Culture Framework, we hope to provide 
resources that help leaders to ride the wave of this new mindset and begin 
to shape their data culture. 

Nina Lorenz and Carsten Bange 
Würzburg, November 2021



In the past seven years, a notable change has occurred. The share of businesses with partially or purely 
data-driven decision has risen from 14 percent to 34 percent. This substantial increase is emblematic of 
the importance of data culture. Though many businesses acknowledge that some decisions are still based 
on gut feeling, the trend is developing in the right direction. The survey results also reveal that decisions at  
operational level are still less data-driven compared to management and executive levels. In addition to the 
growing importance of data for decision-making, the survey records a high emphasis on data as an asset and 
as a general enabler for improved processes as well as revenue and cost-saving efforts. Organizations are 
also using data to improve their own processes and create a smoother work stream.

01 THE STATE OF DATA CULTURE

To successfully develop a data culture requires clear leadership and well-defined responsibilities. This is 
exactly the issue that emerges from the study results. 31 percent of laggards have yet to assign respon-
sibilities for their data culture to a department or person. In contrast, the best-in-class companies always 
have clarity of vision. In other words, they plan their data culture initiatives more carefully. In the majority 
of cases, responsibilities lie with a dedicated person such as the Chief Data Officer or a data office. In the 
absence of these roles, leadership must assume responsibility. Best-in-class companies are more successful 
in spreading their message company-wide, while laggards still focus on establishing a data culture within 
their finance and accounting departments.

02 ORGANIZATION IS CRITICAL TO THE SUCCESS OF DATA 
CULTURE
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MANAGEMENT SUMMARY

Overall, are decisions in your company based on data 
or gut feeling? 2021 vs. 2020 vs. 2014 (n=429/412/697)

Who is responsible for your company’s data culture? 
by best-in-class (excerpt, n=137)

33%13%
Dedicated person/team

19%9%
Management

16%4%
CEO

12%2%
CFO

0%No dedicated
responsibility

31%

Best-in-classLaggards

Half/half
28%

54%
47%

Based on data
14%

25%
34%

Based on experience/
gut feeling

58%
21%
19%

202120202014



Our survey respondents confirm that all data culture initiatives are important. Currently, the most imple-
mented approaches clearly pertain to access, governance and strategy. Organizations that are still early in 
the process of shaping their data culture seem to fare better when focusing their strategy on establishing a 
data democracy. More than a third of them have planned specific initiatives for data governance and data 
access. To succeed in these areas, employees must also be able to attain the level of data literacy that is 
needed to fulfill their role. Respondents largely report that this is not yet the case in practice. Employees’ lack 
of knowledge where data and analytics is concerned is the second most common challenge to data culture, 
hitting best-in-class companies and laggards almost equally hard. 

03 IN TIME, EVERY DATA CULTURE INITIATIVE IS VALUABLE

Respondents to this survey strive for the same goals, such as cost reduction, revenue growth and competitive 
advantage. Of interest here is whether these goals are achieved with an improved data culture. Indeed, this is 
the case for many organizations. In particular, companies have been able to improve their decision-making, 
reduce costs and improve their processes with the help of data. The hardest goal appears to be achieving 
competitive advantage. Granted, this is a much broader and less clear goal than improved decision-making, 
but it is one that continues to incentivize leaders to work on their data culture

04 THE RETURN ON INVESTMENT OF DATA CULTURE
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MANAGEMENT SUMMARY

Which positive effects of a data culture have you 
already achieved? (top 5, n=405)

Please indicate the current status and relevance of the 
following data culture measures/approaches in your 

company (excerpt, n=400)

50%

40%

38%

30%

28%

Improved decision-making

Cost reduction

Continuous process improvement

Revenue growth

Greater acceptance of decisions

Data access initiatives

Data governance initiatives

33% 36%

31% 35%

Relevant and
planned

Relevant and
being implemented



A huge pain point for many professionals is a lack of management commitment to data culture initiatives, 
data-driven decisions and improved data handling. Related to this issue is the motivation of employees on a 
broader level. Two scenarios are frequently mentioned here: employees who have a longer tenure are less 
open to change in general and employees who are less data literate feel a lot of anxiety around potential 
changes. The more mature a company’s data culture initiatives are, the more detailed the description of the 
hurdles becomes. For example, teams who have been actively working on their data culture report a critical 
problem once their initiatives are launched and specific projects are completed. It takes substantial change 
management to keep working on and improving a data culture. 

05 THE BIGGEST OBSTACLES TO ESTABLISHING A DATA 
CULTURE
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MANAGEMENT SUMMARY

We need sponsorship for data 
culture change. It is vital to under-
stand that building a data culture 
and governance is more than a 
project, rather it is a continuous 
process.
- A respondent of The Data 
Culture Survey 22



ACTION ITEMS

Based on this framework, we have identified the following action items:
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We created the BARC Data Culture Frame-
work to answer the frequently posed 
question of how to positively address data 
culture in an organization. The framework 
identifies the six most important action 
areas, thus giving companies a guideline 
on where to focus their attention.

There is no hierarchy among the six action 
areas. Strategy, leadership and gover-
nance typically specify goals and param-
eters in which a data culture is promoted 
or can be restricted. Data access and data 
literacy are important enablers, while data 
communication serves as a facilitator for 
data culture. 

Authentic leadership starts with the actions and commitment the leaders themselves show. Nearly two thirds of 
respondents agreed that they need inspiration from the top through leaders who set a shining example of 
how to work in a data-driven way. Amongst the most important action items for data leadership are: 

•	 Lead by example: pay particular attention to embodying the data strategy yourself, for example, by 
emphasizing fact-based decisions. 

•	 Instill a data-driven meeting culture.
•	 Formulate and communicate the data strategy clearly, explicitly and frequently.
•	 Invest in competence development by providing sufficient resource for training and further education in 

data and analytics.
•	 Drive and monitor data and analytics initiatives at an executive level.

02 DATA LEADERSHIP

01 ADDRESS DATA CULTURE IN A HOLISTIC WAY

This survey confirms that the six action areas defined in the BARC Data Culture Framework are all contrib-
uting to success in establishing a positive data culture. They should all be addressed, but with differing prior-
ities depending on the maturity of the company. Companies with a less developed data culture should start 
with the fundamental action areas of data access and data governance, while more advanced companies are 
better advised to fine-tune data strategies and improve leadership and communication. 



Nearly half of the laggards in our study identified the lack of a data strategy as a major obstacle. That is why 
defining a data strategy is so important. Define a data strategy that:

•	 is an integral part of the business strategy and
•	 shows clearly how it supports the organization’s strategic goals;
•	 is holistic by covering both data and analytics, 
•	 addresses business, technical and organizational aspects in a balanced manner and
•	 addresses data culture in each of these aspects.

03 DATA STRATEGY

The key challenge in setting up data governance is the definition of guidelines that set the necessary bound-
aries to any activities with data but at the same time support a positive, fearless atmosphere in which to use 
data and analytics as well as new use cases. Important action items are:

•	 Define responsibilities around data with special attention to improving data quality and breaking up data 
silos, two of the most severe inhibitors of a positive data culture, and even digitalization as a whole. 

•	 Enable the company wide availability of conformed KPIs and data products.
•	 Ensure that information about data (metadata) is available to data consumers and data product devel-

opers, for example, by defining the necessary responsibilities for data producers to provide such infor-
mation or by implementing tools such as data catalogs and business glossaries.

•	 Define data ethics guidelines as an important compass for every employee using or analyzing data and 
communicate them internally (and maybe also externally). 

•	 Find the right balance between ensuring security and privacy while making sure that these aspect do not 
kill any creativity and innovation.

04 DATA GOVERNANCE
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ACTION ITEMS

We created the BARC Data Culture Frame-
work to answer the frequently posed 
question of how to positively address data 
culture in an organization. The framework 
identifies the six most important action 
area, thus giving companies a guideline on 
where to focus their attention.

There is no hierarchy among the six action 
areas. Strategy, leadership and gover-
nance typically specify goals and param-
eters in which a data culture is promoted 
or can be restricted. Data access and data 
literacy are important enablers, while data 
communication serves as a facilitator for 
data culture. 



ACTION ITEMS
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Data literacy is the ability to find, evaluate, prepare, analyze and visualize data using appropriate tools, as well 
as to communicate using data and interpret analysis results. Action items are:

•	 Build a long term and broad educational approach to competence development in many different areas.
•	 Make sure that competence development is not just aimed at the employees who already work with data 

anyway, but also includes almost everyone in the organization. 
•	 Define diverse data literacy curricula for different job roles, career paths etc.
•	 Do not only focus on how to get to and understand data but also how to analyze, use and communicate it.
•	 Technology training is one part of data literacy but should not be the main issue.
•	 Teach data literate persons to communicate with data and collaborate around data.

06 DATA LITERACY

05 DATA ACCESS

Having access to data is the foundation for any activity with data. While this sounds very simple, there is more 
to it than might seem obvious at first glance. After all, it is about much more than just technical access to data. 
Action items are:

•	 Provide technical access with interfaces, APIs etc.
•	 Establish a “right to know” data access culture whereby all data sources should be accessible to anyone 

unless they contain secret, personal or other data worthy of protection. 
•	 Define responsibilities to make data understandable (e.g., by obliging data producers or system owners 

to publish metadata about data originating from their systems).
•	 Enable all relevant employees (and potentially also external stakeholders) to understand and work with 

data and analytics.
•	 Communicate clearly the “rules of engagement” with data in data governance and data ethics guidelines.

We created the BARC Data Culture Frame-
work to answer the frequently posed 
question of how to positively address data 
culture in an organization. The framework 
identifies the six most important action 
areas, thus giving companies a guideline 
on where to focus their attention.

There is no hierarchy among the six action 
areas. Strategy, leadership and gover-
nance typically specify goals and param-
eters in which a data culture is promoted 
or can be restricted. Data access and data 
literacy are important enablers, while data 
communication serves as a facilitator for 
data culture. 



There are many stakeholders needed to communicate as broadly and extensively as possible about data: 
 
•	 The corporate leadership team should explain how data and analytics drive the business strategy and be 

very clear about the importance of data sharing, exploring analytics and AI and developing data products 
or even data-driven business models. 

•	 The CDO or data and analytics leaders should:
1.	 Market the capabilities, data products and success stories to show where data and analytics can help 

the business,
2.	 Create spaces for communication (e.g., community meetings, exchange platforms, internal data and 

analytics conferences, hackathons etc.)
3.	 Foster peer exchange, public speaking etc.

•	 Internal and external communications, public/investor relations and marketing departments should 
communicate success stories and maybe also the company’s high level data strategy or data ethics 
approach both internally and externally  

07 DATA COMMUNICATION
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ACTION ITEMS

We created the BARC Data Culture Frame-
work to answer the frequently posed 
question of how to positively address data 
culture in an organization. The framework 
identifies the six most important action 
area, thus giving companies a guideline on 
where to focus their attention.

There is no hierarchy among the six action 
areas. Strategy, leadership and gover-
nance typically specify goals and param-
eters in which a data culture is promoted 
or can be restricted. Data access and data 
literacy are important enablers, while data 
communication serves as a facilitator for 
data culture. 



A look back at our first Data Culture Survey in 2014 
offers orientation on where companies currently 
stand on their path to becoming data-driven. 
Compared to 2014, a noticeable shift has occurred. 
Most notably, the percentage of companies relying 
predominantly or purely on gut feeling and expe-
rience in their decision-making has shrunk from 
58 percent to 19 percent. Looking at this from a 
positive perspective, the proportion of partially or 
purely data-driven companies has risen from 14 

PROGRESS IS NOTABLE, BUT THERE IS STILL SOME WAY 
TO GO
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THE STATE OF DATA CULTURE01

percent to 34 percent. Such a development is a 
testament to the ongoing shift in mindset. Leaders 
are recognizing the substantial benefits of using 
data in decision-making and elsewhere. 
The figures also show the road ahead. Almost half 
of respondents report that they are in an in-be-
tween state, no longer relying on intuition but not 
yet predominantly data-driven. Meanwhile, a third 
have truly achieved a desirable position with the 
majority of decisions being based on data. The 

increase is valuable and will ideally continue to rise 
in the coming years. However, despite the pres-
sure to increase data-driven decisions, becoming 
purely data-based is not the recommended goal. 
Keeping human judgement and experience is 
highly valuable too. The goal, therefore, should 
be to raise the amount of informed, fact-based 
decisions with the right balance of human influ-
ence and interaction. In certain situations where 
decisions are merely rule-based, require high 
speed, large amounts of data to be processed or 
complex influencing factors, the next step is fully 
data-based decision automation.

A further drill-down into the survey results reveals 
more details about decisions at every level. 
Decisions at operational level are still less data-
driven compared to management and executive 
levels. Furthermore, data has become relevant 
in processes beyond decision-making. A case in 
point is the 51 percent of respondents who are 
using data as a major revenue generator. Organi-
zations are also using data to improve their own 
processes and create a smoother work stream, 
and corporate management is greatly improved 
by the consistent definition of KPIs and the predic-
tion of future trends.

Overall, are decisions in your company based on data or gut feeling? 2021 vs. 2020 vs. 2014 (n=429/412/697)

28%

47%

14%

34%

58%
54%

25%

21%
19%

0%

10%

20%

30%

40%

50%

60%

2014 2020 2021

Half data-based and half based
on experience or gut feeling

Predominantly or purely data-
based

Predominantly or purely based
on experience or gut feeling



To gain a deeper understanding of where the 
market currently stands, this study examines the 
status of data culture from a variety of angles, 
including region, industry, company size and 
maturity level. A few observations stand out. A 
surprising problem that seems to be holding 
back digital transformation for 70 percent of less 
mature companies is a lack of clarity over data 
platforms and tools for employees.  

THE DETAILS: WHERE DOES THE MARKET STAND NOW?
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THE STATE OF DATA CULTURE01

The frequently cited hypothesis that Europe is 
lagging behind North America in many IT – as well 
as data and analytics – issues is also verified in 
the case of data culture. For example, 97 percent 
of North American businesses (compared to 76 
percent of European) agree that data is consid-
ered an asset within their organization. Mean-
while, companies from Asia Pacific also value data 
more highly than European companies, and are 

the most advanced when it comes to data-driven 
operational decisions. For European businesses, 
falling behind in global comparisons has long 
been a source of frustration. Still, it can be noted 
that they are moving forward and more than 
two-thirds now see data as a valuable resource.
 
Interesting insights pertaining to industry sectors 
are less clear. Generally, the retail/wholesale 
sector leads the way in all aspects of data-driven 
decision-making, which is underlined by the 
fact that 91 percent say that KPIs are defined 
throughout the company for corporate manage-
ment purposes. Furthermore, the majority use 
information to continuously improve operational 
processes. This is in strong contrast to the banking 
and finance sector, which under most circum-
stances is ascribed a high level of data literacy 
and data-based processes. However, in the case 
of improved operational processes, banking and 
finance comes in last with 66 percent. Despite 
these outliers, we conclude that maturity in terms 
of data culture does not correlate especially 
strongly with any specific industry. 

To what extent do you agree with the following statements regarding the current data culture in your company? By 
region (n=431)

Data/information is
considered an asset 78% 76% 97%

Decisions at management level
are predominantly data-based 77% 63% 80%

Decisions at executive level
are predominantly data-based 73% 59% 79%

Decisions at operational level are
predominantly data-based 78% 57% 74%

Data is a major
revenue generator 61% 45% 68%

Asia and Pacific North AmericaEurope



Data culture is difficult to implement for a variety 
of reasons. Certainly, the wider implications for a 
broad range of people and areas are an important 
factor. Another is the seemingly intangible nature 

Who is responsible for your company’s data culture? By best-in-class (n=137)

DATA CULTURE THRIVES WHEN IT HAS SPACE AND 
COMMITMENT 
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ORGANIZATION IS CRITICAL TO THE SUCCESS 
OF DATA CULTURE 

02

of the concept. Under these circumstances, it 
makes sense that clear leadership and well-de-
fined responsibilities are required to successfully 
develop a data culture. This is exactly the issue 

that emerges from the study results. 31 percent 
of laggards have yet to assign responsibilities 
for their data culture to a department or person.  
Another 30 percent have fragmented responsibil-
ities, which is probably the result of half-hearted 
attempts to establish data owners and stewards. 

In contrast, best-in-class companies always have 
clarity of vision, which indicates that they have 
carefully planned their data culture initiatives. In 
the majority of cases, responsibilities lie with a 
dedicated person such as the Chief Data Officer or 
a data office. In the absence of these roles, leader-
ship must assume responsibility. 

Interestingly, the vision of shared company-wide 
responsibility seems to remain a pipe dream. At 
least when it comes to leading efforts to create a 
data culture, the lesson is clear: dedicated leader-
ship is required, if possible by a single person or 
team. 

Assigning responsibilities for data 
culture is a success factor.

33%

19%

16%

12%

12%

7%

2%

0%

13%

9%

4%

2%

30%

4%

6%

31%

Dedicated person/team

Management

CEO

CFO

Fragmented

Company-wide

CIO

No dedicated
responsibility

Best-in-classLaggards



Traditionally, the focus of data-driven work has 
been ascribed to finance and accounting depart-
ments. They are thought to have a higher level 

Which departments in your company are the most data-driven in their decision-making, operational processes and/or 
organizational structure? By best-in-class (n=137)

COMPANY-WIDE DATA CULTURE HELPS TO CREATE A 
DATA-DRIVEN BUSINESS
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ORGANIZATION IS CRITICAL TO THE SUCCESS 
OF DATA CULTURE 

02

of data literacy, excellent tools and overall, more 
markers of the desired data-driven culture. The 
survey findings support this theory to some 

extent. However, they do offer a far more varied 
perspective on its distribution within businesses. 

Best-in-class companies are more successful in 
promoting a data-driven mindset evenly across 
the organization.  Though it is not yet fully real-
ized, this is the pronounced goal of a compa-
ny-wide data culture. The broader the foundation 
for the data-driven business, the more innovation 
the company can expect.   

Looking at the extent of data-driven deci-
sion-making, operational processes and/or orga-
nizational structure from a departmental perspec-
tive, finance and sales remain the front-runners, 
while HR is rated as the least data-driven depart-
ment. In this comparison, the retail and wholesale 
sector emphasizes its position as the most data-
driven with a fairly even distribution across depart-
ments (except for production and HR). Banking 
and finance is the surprise leader for data-driven 
marketing and far surpasses the services industry.

56% 64%
Finance/Accounting

42%34%
Sales/Distribution

40%18%
Purchasing

37%13%
R&D

35%16%
Logistics/Supply Chain

30%19%
Production

26% 29%
Marketing

19%11%
Service/After-Sales

19%10%
Personnel/HR

0% 10%
None

Best-in-classLaggards

Data-driven decision-making needs 
to be a company-wide feature.



When it comes to specific action and measures for 
improving or establishing a data culture, the BARC 
Data Culture Framework can help by offering 
a structured overview of the various directions 
to take. Survey respondents confirm that all six 
columns of the framework are relevant for their 

Please indicate the current status and relevance of the following data culture measures/approaches in your company 
(n=400)

FOR A SUCCESSFUL DATA CULTURE, A RANGE OF 
MEASURES IS NEEDED

BARC Data Culture Survey 22 - How to shape the culture of a data-driven organization – © BARC 2021 15

IN TIME, EVERY DATA CULTURE INITIATIVE IS 
VALUABLE

03

business. However, many have yet to start imple-
menting the approaches. 

Currently, the most popular approaches relate to 
access, governance and strategy.  The top priorities 
for best-in-class companies are slightly different. 

Here, the implementation of data strategy initia-
tives surpasses that of governance and access. 
Specifically, 67 percent of best-in-class companies 
report that they have implemented data strategy 
initiatives.

A data and analytics strategy describes an orga-
nization’s functional, technical and organizational 
goals for using data and analyzing it, and speci-
fies when and how these goals are to be achieved. 
Organizations that are still early in the process 
of shaping their data culture seem to fare better 
when focusing their strategy on establishing a 
data democracy. This does not negate the need 
for a holistic data strategy but rather clarifies the 
order of precedence. Best-in-class companies, 
which are more mature, can focus on perfecting 
their strategy in order to maximize the positive 
impact it has on their day-to-day business. 

Most companies start with the 
fundamentals: Making data 
accessible.

Data access initiatives

Data governance initiatives

Data strategy initiatives

Data communication initiatives

Data literacy initiatives

Data leadership initiatives

33% 36% 25% 7%

31% 35% 27% 6%

31% 34% 31% 4%

21% 36% 36% 6%

20% 31% 39% 11%

16% 34% 40% 10%

Relevant and
being implemented

Relevant and
planned

Relevant but
not planned

No/Low
relevance



A deep dive into data access and data gover-
nance is in order, given their importance and the 
number of companies still struggling to create a 
data culture. Companies must first reconcile their 
data handling policies in order to become data-
driven. Laggards have identified their weaknesses 
in this area as a major roadblock to successful 
data handling and data culture improvement. 
More than one third have planned specific data 
governance and data access initiatives.

The two approaches are inextricably linked. Data 
governance encompasses the people, processes 
and technologies necessary to manage and protect 
an organization’s data assets. The goal is to ensure 

What are the main obstacles to the implementation or initial establishment of a data culture in your company? (n=433)

DATA ACCESS AND DATA GOVERNANCE LAY THE 
GROUNDWORK FOR A DATA CULTURE
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universally understandable, accurate, complete, 
trustworthy, secure and locatable corporate data 
for the seamless flow of operational processes and 
decision-making. Data access describes the tech-
nical accessibility of data, its comprehensibility 
and organizational rules governing access to data. 
39 percent of respondents claim they are having 
trouble implementing a data culture because they 
have not assigned the required roles and respon-
sibilities. Laggards account for 42 percent of this 
total.  
Particularly for these laggards and many others, 
healthy access to data can only be achieved with 
a “new deal” between data producers and data 
consumers. In this renewed understanding, it 

is the data producer’s responsibility to provide 
all data with an easy-to-understand description 
(metadata) to anyone in the organization. This can 
be set up structurally through technical access 
and functional access. Technically, the way to get 
data can be facilitated by embedded APIs, which 
allow for a fully integrated process that does not 
require specialized knowledge. Functionally, tech-
nologies such as data catalogs and the curation of 
metadata transform data loads into data assets 
of explained data that are accessible, legible and 
unambiguous. This approach posits a reversal of 
the conventional understanding of roles, where 
the data provider must enable (not wait for) 
requests. Such an approach can be adequately 
realized when data producers offer data as a 
service, whereby users have the opportunity to 
shop for data. 

The ultimate goal of this substantial reorganiza-
tion is the achievement of a data democracy. True 
data democracy in an organization means that all 
employees have the right, authority and capability 
to access, understand, value and contribute to 
their organization’s information and its use. Data 
access and data governance are the levers that 
must be pulled to make headway in this direction.

Lack of roles & responsibilities
assigned around data

Data governance is too
 focused on compliance 22% 23%

32% 39% 42%

25%

Laggards Average Best-in-class

IN TIME, EVERY DATA CULTURE INITIATIVE IS 
VALUABLE



Beyond questions of access and governance, a 
holistic data culture approach includes initiatives 
for improving data literacy, strategic data commu-
nication and of course leadership support. This is 
true for the concept of data democracy as well. 
To succeed in these areas, employees must also 
be able to attain the level of data literacy that is 
needed to fulfill their role. Respondents largely 
report that this is not yet the case in practice. 
Employees’ lack of knowledge where data and 
analytics is concerned is the second most common 
challenge to data culture. It is also frequently cited 
in the survey’s comments section. The pervasive 

What are the main obstacles to the implementation or initial establishment of a data culture in your company? (n=433)

LITERACY AND COMMUNICATION ARE THE MEASURES 
THAT GIVE LIFE TO A DATA CULTURE 
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nature of the issue hits best-in-class (41 percent) 
and laggards (46 percent) almost equally hard. 
Not far behind, a lack of internal communica-
tion is third in the list of barriers to achieving or 
improving data culture. 

In both cases, more than half of all respondents 
are either currently acting on these problems and 
introducing measures to rectify their deficiency or 
planning to do so in the near future. The roadmap 
for data literacy often seems clear but communica-
tion and ways to improve it are less obvious. To be 
precise, data literacy is the ability to find, evaluate, 

prepare, analyze and visualize data using appro-
priate tools, as well as to communicate using data 
and interpret analysis results. Data communica-
tion includes internal and external communica-
tion and marketing for data and analytics projects 
and successes as well as everyday communication 
and collaboration between employees (e.g., being 
able to work together easily with data and commu-
nicating data and analysis results as a discussion 
and decision-making basis in an accessible form).

Most executives have an understanding of data 
literacy but only few have fully accepted that 
they have to upskill outside of their data teams 
to achieve a good data culture. As one survey 
respondent put it: “Line of business employees 
don’t often interact with data in an analytical way, 
forcing managers to rely on their intuition.”

Even though the problem is cited over and over, 
when employees are asked what measures they 
consider useful for a better data culture, 56 
percent call for better opportunities for compe-
tence development (i.e., sufficient resources for 
training and education on data and analytics).

41%

39%

Lack of knowledge among
employees about data & analytics

Lack of internal communication
about data & analytics

IN TIME, EVERY DATA CULTURE INITIATIVE IS 
VALUABLE



Finding measures that are both practicable and 
helpful is a delicate balance. Asked about their 
opinions on the most fruitful measures that can 
be adopted by data leaders, nearly two thirds of 

Which data leadership measures do you consider to be particularly successful/helpful? (n=417)

THE MOST POPULAR DATA LEADERSHIP MEASURES
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respondents agreed: they need inspiration from 
the top from leaders who set a shining data-
driven example. The fact that this measure was 
selected so frequently implies that it is currently 

not the case. The second most popular measure 
continues in this spirit: using data in meetings as 
both a source of information and as the basis for 
decisions ultimately means anchoring and living a 
data culture in day-to-day business tasks.
 
The wish for clear communication and the need 
for supervision from executives are also two 
branches of the same tree. Both give a clear signal 
to leaders that employees are in need of clarity 
concerning their data strategy, how it affects their 
work and what is expected of them. The responsi-
bility for keeping data culture initiatives going lies 
with executives. 

This list can be used as a starting point. In partic-
ular, leading by example and adopting a data-
driven meeting culture are measures that can be 
applied immediately and with no grander strat-
egizing required. Naturally, they will grow into 
habits that make a big difference. Measures such 
as clear communication and competence develop-
ment require more effort and planning. They are 
no less important but are likely to have a greater 
impact when thoroughly considered and carefully 
planned.

64%

59%

58%

56%

52%

38%

21%

1%

Leadership by example: when supervisors pay particular attention to embodying the data strategy

Meeting culture: data is prepared and plays a central role in meetings

Communication: the data strategy is clearly and explicitly formulated and communicated

Competence development: sufficient resources for training and education in data & analytics

Attention: executives drive and monitor data & analytics initiatives

Enforcement: resources are provided, goal and evaluation systems are aligned with a data strategy

Hiring practices: relevant data skills are a key selection criterion

Other

IN TIME, EVERY DATA CULTURE INITIATIVE IS 
VALUABLE



Before any meaningful change can be delivered, 
it is essential to understand the rewards and 
outcomes that make the goal worthwhile. Data 
culture initiatives are no exception. Respondents 

Which positive effects of a data culture are you striving for? vs. achieved (n=433)

IMPROVED DECISION-MAKING, PROCESS IMPROVEMENT 
& COST REDUCTION ARE THE MOST TANGIBLE BENEFITS
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THE RETURN ON INVESTMENT OF DATA CULTURE04

to this survey are striving for common goals, such 
as cost reduction, revenue growth and competi-
tive advantage. 

But can these goals be achieved with an improved 
data culture? For many organizations, this is 
certainly true. A good proportion of the companies 
surveyed have improved their decision-making, 
reduced costs and improved their processes 
with the help of data. The hardest achievement 
appears to be achieving competitive advantage. 
Granted, this is a much broader and less clear goal 
than improved decision-making, but it is one that 
continues to incentivize leaders to work on their 
data culture. In this area, the survey results reveal 
North American businesses to be a little more 
bullish. They are more likely to strive for revenue 
growth and a competitive advantage and reach 
this goal more often than companies in other 
regions. 

Lastly, a quick word about some of the softer 
benefits of data culture that are not listed here. 
Data-driven culture is essentially part of modern 
corporate culture in the 21st century. Do not 
underestimate the value of an innovative work-
place. Fewer bottlenecks, resulting from better 
processes, can increase motivation. Also, young 
talent is often itching to apply newly-learned data 
skills. The motto here is – in an all-too-real sense – 
“use it or lose it”. 

Improved decision-making 73%
50%

Continuous process improvement based on data 61%
38%

Cost reduction through the use of data 60%
40%

Revenue growth through the use of data 55%
30%

Competitive advantage 55%
26%

Development of new business models/areas 45%
23%

Shared understanding of data 45%
27%

Greater acceptance of decisions 36%
28%

Preservation of market position 30%
22%

Reduce risk or compliance concerns 29%
16%

Benefits striving for Benefits achieved



What are the main obstacles to the implementation/
initial establishment of data culture in your company?

THE ROAD AHEAD IS LONG, BUT FULL OF PROMISE
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THE BIGGEST OBSTACLES TO ESTABLISHING 
A DATA CULTURE 

05

Establishing a data culture is never without chal-
lenges, this much is clear. When asked about the 
difficulties in their organization, respondents had 
a lot to say. Despite many elaborate answers, the 
main hurdles are seemingly constant everywhere. 
A huge pain point for many professionals is a lack 
of management commitment to data culture initia-

tives, data-driven decisions and improved data 
handling. Related to this issue is the motivation of 
employees on a broader level. Two scenarios are 
frequently mentioned here: employees who have 
a longer tenure are less open to change in general, 
and employees who are less data literate feel a lot 
of anxiety around potential changes. 

From the survey answers, a differentiated image 
emerges. The more mature a company’s data 
culture initiatives are, the more detailed the 
description of the hurdles becomes. For example, 
teams who have been actively working on their 
data culture report a critical problem once their 
initiatives are launched and specific projects are 
completed: They need ‘sponsorship’ for data 
culture change. Understanding that building a data 
culture and governance is a continuous process 
rather than a project is key. Endurance and consis-
tency are difficult to maintain over a long period 
of time when progress is seemingly slow. It takes 
substantial change management to keep working 
on and improving a data culture. The obstacles 
are manifold and should not be taken lightly. 

First and foremost, without leadership buy-in, 
data culture efforts are futile. In this context, 
management buy-in goes beyond the clearance of 
budgets and projects to material action in setting 
an example on behalf of the company’s leadership. 
Secondly, creating a company-wide data culture, 
and not simply a data-driven finance department, 
requires patience, dedication and communica-
tion. Many are recognizing that mental and tech-
nical silos paired with internal power plays are the 
death zone for data culture initiatives. For data 
culture to come to life, company politics around 
the ownership of data needs to be resolved. With 
a multitude of options for reconciliation and 
motivation, these issues can be worked through. 
Best-in-class companies are the shining example 
for these successes, as is the growing number of 
data-driven decisions being made. The endnote of 
this survey is therefore a positive one. Change and 
improvement are measurably happening. A few 
respondents commented that COVID-19 changed 
the game and they are now experiencing greater 
management buy-in. So, by this time next year, 
perhaps another increase will be recorded.
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DEMOGRAPHICS
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BROAD SPECTRUM OF INDUSTRIES AND 
COMPANY SIZES

This study was based on the findings of a world-
wide online survey conducted in July and August 
2021. The survey was promoted within the BARC 
panel, as well as via websites and newsletter 
distribution lists. A total of 434 people took part, 
representing a variety of different roles, industries 
and company sizes.

Which of the following best describes your 
organization’s industry sector? (n=419)

INDUSTRY SECTOR

What is your role in the company? (n=419)

POSITION IN THE COMPANY

In which region are you located? (n=419)

How many employees does your company have?
(n=419)

REGION

COMPANY SIZE

21%
Industry

20%
Services

18%
Public sector

17%
IT

12%
Banking and finance

8%
Retail / Wholesale / Trade

5%
Other

33%

34%

32%

Less than 500

500 - 4,999

5,000 or more

69%
Europe

21%
North America

7%
Asia and Pacific

2%
South America

1%
Africa

14%

Head of a cross-departmental data/
BI/analytics team

13%

Member of a cross-departmental 
data/BI/analytics team

11%
IT employee

11%

Person responsible for data/BI/
analytics from IT department

10%

Person responsible for departmental
data/BI/analytics

9%
Head of business department

9%
External consultant or vendor

7%
Line of business employee

7%
CEO

3%
CIO/Head of IT



We divided the sample into “best-in-class” and
“laggards” in order to identify differences in
terms of the current data culture within 
organizations, the hurdles companies are 
facing and the initiatives that are underway . 
This division was made based on the question 
“How would you rate your company’s data 
culture compared to your main competitors?”. 
Companies that  have a much better data 
culture than their competitors are referred 
to as “best-in-class” (11 percent) while those 
who have a slightly or much worse data 
culture than their competitors are classed as 
“laggards” (23 percent).

BEST-IN-CLASS

How would you rate your company’s data culture compared to your main competitors? (n=401)
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11%

29%

36%

18%

5%

Much better

Slightly better

Similar

Slightly worse

Much worse
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BARC – MAKING DIGITAL LEADERS

BARC – BUSINESS APPLICATION 
RESEARCH CENTER

BARC (Business Application Research Center) is 
one of Europe’s leading analyst firms for business 
software, focusing on the areas of data, business 
intelligence (BI) and analytics, enterprise content 
management (ECM), customer relationship 
management (CRM) and enterprise resource 
planning (ERP). 

Our passion is to help organizations become digital 
companies of tomorrow. We do this by using 
technology to rethink the world, trusting data-
based decisions and optimizing and digitalizing 
processes. It‘s about finding the right tools and 
using them in a way that gives your company the 
best possible advantage.

This unique blend of knowledge, exchange of 
information and independence distinguishes 
our services in the areas of research, events and 
consulting.

Research 

Our BARC studies are based on internal market 
research, software tests and analyst comments, 
giving you the security to make the right decisions. 

Our independent research brings market 
developments into clear focus, puts software and 
vendors through their paces and gives users a 
place to express their opinions. 

Events

Decision-makers and IT industry leaders come 
together at BARC events. BARC seminars in small 
groups, online webinars and conferences with 
more than 1,000 participants annually all offer 
inspiration and interactivity. Through exchange 
with peers and an overview of current trends 
and market developments, you will receive new 
impetus to drive your business forward. 

Consulting

In confidential expert workshops, coaching and 
in-house consultations, we transform the needs 
of your company into future-proof decisions. We 
provide you with successful, holistic concepts that 
enable you to use the right information correctly. 
Our project support covers all stages of the 
successful use of software.

Germany
BARC GmbH

Berliner Platz 7
D-97080 Würzburg

+49 931 880 6510
www.barc.de

Austria
BARC GmbH

Hirschstettner Straße 19 / I / IS314
A-1200 Wien

+43 660 6366870

Switzerland
BARC Schweiz GmbH

Täfernstraße 22a
CH-5405 Baden-Dättwil

+41 56 470 94 34

Rest of the World 
+44 1536 772 451

www.barc-research.com

http://barc.de
http://www.barc-research.com


SPONSOR PROFILE: ALATION

Alation
Inc. 3 Lagoon Dr.

#300 Redwood City, CA 

www.alation.com
salesinquiries@alation.com

Phone:  Phone: 650-410-7164
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ABOUT ALATION

Alation pioneered the data catalog market, leading 
the evolution of data management from simply 
managing data to driving data culture. Alation 
customers leverage the data catalog as a platform 
to drive data search & discovery, data governance, 
data stewardship, analytics, and digital & cloud 
transformation. With its powerful behavioral 
and linguistic intelligence technologies, collabo-
ration capabilities, and open interfaces - Alation 
provides a platform for a broad range of metadata 
management applications by combining machine 
learning with human insights to tackle the most 
demanding challenges in data management. 

•	 Alation brings governance with an active, 
business-led approach. Alation offers intelli-
gent data stewardship capabilities, including 
a stewardship dashboard designed to make 
stewarding data and analytics fast and easy, 
usage-based assignment to help prioritize and 
assign curation duties, and analytics to give 
greater visibility into people, data, and docu-
mentation. The impact analysis helps deter-
mine which assets are impacted by upstream 

changes. Deprecation alerts email affected 
users about changes in asset. 

•	 Alation helps organizations to drive produc-
tivity with behavioral intelligence. Automation 
empowers teams to better understand data 
by discerning technical terms and converting 
them to simple to understand business terms 
and by interpreting organizational usage 
behavior to automatically provide a business 
glossary.

•	 Alation supports the promotion of confident 
analytics with guided navigation. Whether 
users are writing SQL queries or leveraging BI 
dashboards, Alation’s TrustCheck promotes 
best practices directly within a user’s natural 
workflow by delivering data health flags (data 
quality, privacy policy, age, etc.) to avoid data 
misuse and compliance problems.

More than 300 organizations across the globe 
are driving their data cultures and improving 
their organizations’ decision making with Alation 
- including AbbVie, DraftKings, Exelon, Finnair, 
Genentech, GoDaddy, Marks & Spencer, Mercad-
oLibre, Munich Re, New Balance, New Relic, Pfizer, 
Scandinavian Airlines, Scout24, and US Foods.

https://www.alation.com
mailto:salesinquiries%40alation.com%20?subject=


SPONSOR PROFILE: BOARD
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Thanks to Board, global enterprises such as H&M, 
Toyota, Coca-Cola, KPMG, Puma, and HSBC have 
deployed end-to-end decision-making applica-
tions at a fraction of the time and cost associated 
with traditional solutions. Board International was 
founded in 1994 and has now 25 offices around 
the world and a global reseller network. Board has 
been implemented in over 100 countries. 

Board International has long been recognized 
by leading analysts and subject matter experts 
including Gartner, BARC, Nucleus, and Dresner.
www.board.com

ABOUT BOARD

Board is the #1 Decision-Making platform empow-
ering people, from more than 3,000 companies 
worldwide, to have a transformative impact on 
their business by rapidly deploying Planning, 
Predictive Analytics and Business Intelligence 
applications on a single unified platform. Board 
allows companies to intuitively explore and 
leverage their data to produce a single, accurate, 
and complete view of business information, gain 
actionable insights, and achieve full control of 
performance across the entire organization. With 
Board, organizations can manage and control 
their entire decision-making process from goal 
setting down to operational execution through 
the ability to analyze, simulate, plan, and predict 
in one, user-friendly environment. 

Board International
Piazza Bernasconi 5

Palazzo Mercurio
6830 Chiasso

Switzerland
 

info@board.com 
+41 91 697 54 10
www.board.com

http://www.board.com 
mailto:info%40board.com%20%20?subject=
http://


SPONSOR PROFILE: COLLIBRA
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•	 Consolidate tools to optimize spend and drive 
transparency with a single enterprise-grade, 
cloud-native platform

Collibra has a diverse global footprint, with offices 
in the U.S., Belgium, Australia, Czech Republic, 
France, Poland and the U.K. For more information, 
visit collibra.com.

ABOUT COLLIBRA

Collibra is the Data Intelligence company. We accel-
erate trusted business outcomes by connecting 
the right data, insights, and algorithms for all 
Data Citizens. Collibra removes the complexity of 
data management to give you the perfect balance 
between powerful analytics and ease of use. Our 
platform unlocks your data to solve problems, 
implement ideas and grow your business.  

Collibra acts as the system of engagement for 
data, delivering end-to-end Data Intelligence to 
accelerate digital business transformation and 
helping you to: 

•	 Quickly find, understand, and access data via a 
single integrated platform to confidently drive 
your business forward

•	 Build a shared language around data so you 
can share and reuse trusted assets and infor-
mation

•	 Operationalize data privacy by centralizing 
privacy policies and automating workflows to 
meet regulatory requirements and minimize 
risks

Collibra
Picardstraat 11 B 205

1000 Brussels - BELGIUM
 +32 2 793 02 19

Contact person: 
Mr. Paul Dietrich / Area Vice President, DACH

paul.dietrich@collibra.com

http://collibra.com
mailto:paul.dietrich%40collibra.com%20?subject=


SPONSOR PROFILE: CRATE.IO
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Founded in 2013, Crate.io operates globally with 
offices in Germany, Austria, Switzerland, and the 
US. In 2021, CrateDB won the IoT Evolution Indus-
trial IoT Product of the Year Award. Clients maxi-
mizing their data potential with CrateDB include: 
Alpla, McAfee and Gantner. For more information, 
please visit www.crate.io

ABOUT CRATE.IO

Crate.io are the developers of CrateDB, a global 
multi-model database that enables companies to 
access data insights at scale. CrateDB’s ability to 
ingest and manage massive amounts of data from 
diverse sources empowers companies worldwide 
to turn data into business value. 

The flexible, distributed database solution 
combines the performance of NoSQL with the 
power and simplicity of standard SQL. Optimized 
for large data volumes with high compute and 
data versatility requirements, CrateDB  runs in the 
cloud, on the edge and on-premise.

Crate.io GmbH
Bahnhofstraße 15

6850 Dornbirn, Austria
www.crate.io 

Christian Lutz
Founder and President

christian@crate.io

 

http://www.crate.io
http://www.crate.io  
mailto:christian%40crate.io%20%20?subject=
mailto:christian%40crate.io%20%20?subject=
mailto:christian%40crate.io%20%20?subject=
mailto:christian%40crate.io%20%20?subject=


SPONSOR PROFILE: FIVE1
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No matter what challenges you face in your trans-
formation to a data-driven enterprise, we can 
support you. Our services range from the concep-
tion of a tailored data strategy to the prioritisation 
of use cases and the implementation of concrete 
data products. 

Since 2008, we have been supporting our 
customers in making better decisions with the 
help of data. We have been awarded several 
times as SAP Gold and AWS Advanced Consulting 
Partner, as well as best employer by Great Place 
to Work.

ABOUT FIVE1

The best way to make advanced analytics initia-
tives successful is to find the right balance between 
technology, (data) culture and the strategic goals. 
With our Five1 Data Thinking method, we have a 
structured and at the same time agile process for 
developing advanced data products. We believe 
you have to be decision-driven to become data-
driven. That’s why we always focus on people and 
a specific problem, rather than on data. Because 
errors and mistakes have an exponential impact 
on costs and project success over time, we place 
special emphasis on the early phases of data 
initiatives. 

Five1 GmbH & Co. KG
Otto-Hahn-Straße 1c

69190 Walldorf 
info@five1.de

https://www.five1.de
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ABOUT SNOWFLAKE

Thousands of organizations, including 187 of 
Fortune 500 companies, use Snowflake’s Data 
Cloud to unite siloed data, discover and securely 
share data, and execute diverse analytic work-
loads. Wherever data or users live, the Data 
Cloud delivers a single data experience that spans 
multiple clouds and geographies. Snowflake’s 
platform is the engine that powers and provides 
access to the Data Cloud, creating a solution for 
data warehousing, data lakes, data engineering, 
data science, data application development, and 
data sharing. Join Snowflake customers, partners, 
and data providers already taking their businesses 
to new frontiers in the Data Cloud.  Learn more at 
www.snowflake.com

Snowflake Computing GmbH
Mies-van-der-Rohe Str. 8, 

80807 München
www.snowflake.com

Eva Murray
Senior Evangelist, EMEA

Email: eva.murray@snowflake.com

http://www.snowflake.com
https://www.snowflake.com/ 
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ABOUT TABLEAU

Tableau helps people see and understand 
data. Tableau’s self-service analytics platform 
empowers people of any skill level to work with 
data. From individuals and non-profits to govern-
ment agencies and the Fortune 500, tens of thou-
sands of customers around the world rely on 
Tableau’s advanced analytics capabilities to make 
impactful, data-driven decisions. For more infor-
mation, please visit www.tableau.com.

Tableau
Matthias Saltenberger

Partner Marketing Manager

http://www.tableau.com


AUTHORS

Dr. Carsten Bange is the founder and CEO of the 
Business Application Research Center (BARC). 
He is considered one of the leading experts on 
the successful use of information technology for 
business intelligence and data management in 
the transformation to becoming a data-driven 
company. As a long-standing and neutral market 
observer, he is a coach and strategic consultant 
to companies of various industries and sizes, a 
frequent speaker at conferences and seminars, 
and the author of numerous publications and 
market studies.

BARC Data Culture Survey 22 - How to shape the culture of a data-driven organization – © BARC 2021 31

DR. CARSTEN BANGE
CEO AND SENIOR ANALYST DATA & 
ANALYTICS

NINA LORENZ
ANALYST DATA & ANALYTICS

Nina Lorenz is an analyst at the Business Ap-
plication Research Center (BARC) in Würzburg, 
Germany. Her research areas include business 
intelligence front ends, data culture and pro-
cess-oriented BI applications. She is co-author of 
blog posts, articles and market research studies 
within the field of BI and analytics, and is respon-
sible for the concept and implementation of the 
content browser for BARC’s powerBImap.



Germany

BARC GmbH

Berliner Platz 7

D-97080 Würzburg

+49 931 880 6510

Austria

BARC GmbH

Hirschstettner Straße 19 

/ I / IS314

A-1220 Wien

+43 660 6366870

Switzerland

BARC Schweiz GmbH

Täfernstraße 22a

CH-5405 Baden-Dättwil

+41 56 470 94 34

Rest of the World 

www.barc-research.com

+44 1536 772 451


	The Biggest Obstacles to Establishing a Data Culture 
	05
	The Return on Invest of Data Culture
	04
	In Time Each Data Culture Initiative is Valuable
	03
	Organization is Critical to the Success of Data Culture 
	02
	The State of Data Culture
	01
	Action Items
	Management Summary
	foreword
	Sponsor Profile Alation
	Authors

