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The Al-First Data and Analytics Organization

How can organizations shift to Al-first
data and analytics, and why is this
essential for achieving sustainable
business success by 2030?

The rapid evolution of Al is transforming data and analytics (D&A),
creating urgency and opportunity for organizations. To remain
competitive, leaders must move beyond traditional methods and
adopt six essential shifts: Al-first strategies, human-Al collaboration,
context as infrastructure, connected engineering at scale, trust as a
priority and a focus on value compounding over ROI. This roadmap
guides D&A leaders through these shifts to ensure organizational
success in an Al-driven future.
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6 shifts D&A leaders need to make through 2030

A

Shifts in how
we work

L

Shifts in how we

build and scale
a An Al-first D&A mandate e Context is king

o Connected engineering
for scale

e Agentic transformation

\"4

Shifts in how we
deliver value

e Trust as a catalyst

e Value compounding

Source: Gartner
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The Al-First Data and Analytics Organization

What approach can organizations
take to successfully transform data
and analytics for the future?

Organizations can meet the Al challenge by aligning D&A strategies
with their level of Al ambition. The Al ambition continuum, illustrated
here, outlines the progression from cautious adoption to full
transformation. Assessing current capabilities and setting clear
goals enables leaders to drive innovation and impact. This roadmap
provides practical steps for building Al-ready foundations, enabling
human-Al collaboration and scaling trusted, context-rich solutions.
Embracing this journey positions organizations to capture new
opportunities and succeed in an Al-driven world.
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D&A 2030 archetype Al ambition continuum

Al ambition

Leadership

People and teams

Intelligence

Information

Context

Governance

Outcomes

Source: Gartner

Defend

Expert-led

Human, specialist-led

Traditional ML and
dashboards

Mostly structured,
traditional data
management

Metadata for humans

Control for compliance

Technical outcome-focused,
“do more with the same”

Al-opportunistic

Extend
Collaborative
Upskilled, augmented

fusion teams

Task-specific agents and
Al-augmented analytics

Structured and
unstructured data,
data fabric, augmented
data management,
data products

Context foraugmenting Al

Adaptive and distributed

Technical and business KPls,
ROI, “do more with less”

Al-first

Upend
Pioneer, reimagine business

Tiny, broad-skilled teams of
agents and “questioneers”

Multiagent systems,
autonomous decisions,
perceptive and

vibe analytics

Multimodal, streaming and
synthetic data, multimodal
data fabric, enabled
information layer

Context for agents,
context graph, digital twin
of business

Embedded, contextual,
policy as code

Beyond ROI, value flywheel
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The Al-First Data and Analytics Organization

Some of the top questions of
the Al-first data and analytics
2030 initiative are:

How can D&A leaders build Al-first
capabilities to meet the enterprise’s
Al ambition?

How should organizations redesign
teams for human-Al agent
collaboration at scale?

What foundations — data, context,
trust and engineering — are required
to realize Al value?
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What are the key shifts?

This roadmap outlines the sequence of shifts
required for D&A leaders to achieve their Al value
ambition through 2030. The stages synthesize
insights from organizations that have successfully
scaled Al by investing in foundational data quality,
context, governance, engineering and human-Al
collaboration. Key milestones and recommended
actions are highlighted below, while the full
roadmap provides detailed steps and resources
for each phase of transformation.

Al-first organization

Human-Al
collaboration

Build a context
infrastructure

Connected
engineering

Governance
by design

Value compounding
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The Al-First Data and Analytics Organization

Shift1

@ Build toward an Al-first D&A organization

Shift your enterprise toward an Al-first ambition to transform — not tweak —

business models.

Actions to take:

Identify your current Al ambition and build a
strategy to move toward an Al-first posture.

Prioritize high-value use cases that demonstrate
business reinvention with Al.

Evolve leadership behaviors toward pioneering,
collaborative and outcome-driven decisioning.
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Sample of associated Gartner resources includes:

Insights
¢ Al Agent Adoption Transforms Data and Analytics Strategy
and Operations

¢ How Al Agents Impact D&A Leadership, Governance and
Data Management

¢ Go Beyond Data-Driven to Become an Al-First Enterprise

Al-first organization

Human-Al
collaboration

Build a context
infrastructure

Connected
engineering

Governance
by design

Value compounding
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The Al-First Data and Analytics Organization

Shift 2

;—:9 Redesign your organization for human-agent collaboration

Reimagine team structures, workflows and roles around human-Al partnerships.

Actions to take:

Redesign D&A operating models to create “tiny
teams” of broad-skilled humans and Al agents.

Automate delivery workflows using agentic
augmentation across data, analytics
and operations.

Develop human capabilities, including
questioning, decision making, critical thinking
and ethical oversight.
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Sample of associated Gartner resources includes:
Insights

* How Al Agents Will Impact Analytics and Data Science

¢ Al Agents Disrupt Data Science and Machine Learning

¢ Al Agents Augment the D&A Governance Team

e D&A Leaders Need to Transform Their Teams to Address the

Impact of Al

¢ How Will Al Agents Impact Data Management Solutions?

Analyst Consultation
¢ How should | organize my teams and operating model to
realize the organization’s Al ambition?

¢ How do Al agents impact how teams operate and the
skills needed?

Al-first organization

Human-Al
collaboration

Build a context
infrastructure

Connected
engineering

Governance
by design

Value compounding
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The Al-First Data and Analytics Organization

Shift 3

@3 Establish context as critical infrastructure

Make semantics and context the foundation enabling Al agents

to function autonomously and safely.

Actions to take:

Build an Al-ready multimodal data fabric with
real-time data, semantics and metadata.

Engineer a context layer (knowledge graph,
ontologies, semantic layer) as critical
infrastructure.

Upgrade architecture to support
streaming, autonomous data products and
GraphRAG retrieval.
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Sample of associated Gartner resources includes:

Insights
¢ Rethink Semantic Layers to Support the Future of
Analytics and Al

¢ |dentify and Select Key Al Agent Platform Capabilities

¢ Predicts 2026: Al Agents, MCP and Governance Are
Transforming Analytics

¢ 2025 Strategic Roadmap for the Data Fabric Architecture
¢ A Journey Guide to Deliver Al Success Through Al-Ready Data

Analyst Consultation

¢ What is a context layer, why do | need it, and how can | evolve
my D&A architecture and practices to deliver context for Al
and Al agents?

Al-first organization

Human-Al
collaboration

Build a context
infrastructure

Connected
engineering

Governance
by design

Value compounding
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The Al-First Data and Analytics Organization

Shift 4

Scale connected engineering practices

Integrate data, Al, software and agent engineering into a unified

delivery model.

Actions to take:

Shift from siloed DataOps to connected Al
engineering with reusable agentic components.

Create fast-cycle innovation labs with
independent approvals and rapid
experimentation.

Integrate data, model, agent and software
engineering for scalable, reusable Al solutions.
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Sample of associated Gartner resources includes:
Insights

* Reference Guide for Al Engineering

¢ Your Software Engineering Teams Need More Al Engineers

¢ Gartner Hype Cycle™ for Artificial Intelligence, 2025

Analyst Consultation
¢ How do | putin place connected engineering practices to
scale my data, analytics and Al initiatives?

Al-first organization

Human-Al
collaboration

Build a context
infrastructure

Connected
engineering

Governance
by design

Value compounding
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The Al-First Data and Analytics Organization

Shift 5
Establish trust as a catalyst of value and innovation Al-first organization

Embed trust-by-design into all data, Al and decision workflows to enable

responsible scale.

Human-Al
collaboration
Actions to take: Sample of associated Gartner resources includes:
Evolve governance to dynamic, embedded, Insights

» How to Future-Proof Data and Analytics Governance .
in the Age of Al Build a context

infrastructure

automated controls: “policy as code.”

e A Journey Guide to Manage Al Governance, Trust, Risk
and Security

™1 Implement continuous monitoring for agentic
behavior, privacy, bias and decision tracing. e Implement an Adaptive Assessment to Manage Al
Use-Case Risks Connected
¢ Al Policy Must Be Translated Into Governance Controls engineering

Build enterprise Al literacy and transform
stewardship into a high-impact governance role.

Toolkit
¢ Al Controls for Governance of Models, Frameworks and Agents

Governance
by design

Analyst Consultation

¢ How do | set up an Al governance practice and what
capabilities do | need? How do | extend a data and analytics
governance program to Al?

Value compounding
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The Al-First Data and Analytics Organization

Shift 6

Move beyond ROI to value compounding

Shift from measuring ROl to creating a continuous value flywheel that

reinvests efficiency into growth.

Actions to take:

Embed value management across the full
use-case life cycle from assessment to
production.

Adopt forward-looking value metrics, such as
return on integrity, ingenuity, individuals and
future impact.

Implement Al FinOps and cost-control
practices for agents, data, governance and
people investment.
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Sample of associated Gartner resources includes:

Insights
e How to Calculate Business Value and Cost for Generative
Al Use Cases

* With Al Agents, You Need a New Way to Calculate Cost
and Value

¢ How to Calculate the Value and Cost of Al Agents

Analyst Consultation
¢ How do | realize value from Al?

e What new metrics and approaches are needed?

¢ What are the highest value use cases?

Al-first organization

Human-Al
collaboration

Build a context
infrastructure

Connected
engineering

Governance
by design

Value compounding
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The Al-First Data and Analytics Organization

Who needs to
be involved?

Gartner for IT Leaders

I!I_E_I!'I Mission-critical team members for Al-first D&A initiatives

ClO

Establishes a collaborative working
structure alongside the chief data
and analytics officer (CDAOQ),

with clearly defined roles and
responsibilities. The CIO partners
on technology trends, architecture,
infrastructure, platforms and tools.

Enterprise application leaders
Collaborate with the CDAO and
enterprise architects to implement
modern data management with
analytical applications and

composable solutions; support and

manage applications to achieve
D&A strategy and governance
objectives.

Follow Us on LinkedIn

CDAO and team

Enable effective management,
measurement and monetization
of D&A assets to support
Al-driven innovation and business
transformation; drive value by
fostering a data-driven, Al-literate
culture and leading governance
initiatives that mitigate risk and
build trust.

Data engineers

Work closely with the CDAO and
their teams to deliver an Al-ready
data foundation.

Become a Client

The most successful organizations establish cross-functional teams to
realize an Al-first data and analytics strategy. Explore the recommended
functions and roles to include for the best chance of success.

CISO and team

Partner with the CDAO and
governance leaders to ensure

risk management and information
security considerations are
addressed in data, analytics

and Al governance initiatives;
guide planning for data asset
management, governance, and risk
and compliance activities.

Sourcing, procurement and
vendor management leader
Works with the CDAO to
identify, assess and select
technology vendors and external
service providers.

CFO

Collaborates with the CDAO to
modernize value measurement,
realization methods and data
and analytics budget processes.
This approach ensures resources
are allocated optimally and drive
enterprise value.

Data management architects
Develop the D&A technical
roadmap; design and implement
master data management policies,
data pipelines and data stores;
select tools and vendors; and
architect solutions that integrate
applications, infrastructure,
security and data governance.

Data management leader
Investsin a modern D&A ecosystem
to deliver reusable data products
that address enterprisewide D&A
requirements and data-driven
innovation opportunities.

Al team

Relies on the CDAO and team
to deliver Al-ready data and
governance necessary for

Al applications.
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The Al-First Data and Analytics Organization

HOW Gartner Supports In addition to guidance on building an Al-first data and analytics

strategy, Gartner also supports the priorities of chief information

your prlorItIeS officers and chief data and analytics officers.

Gartner for Chief Information Officers % Gartner for Chief Data & Analytics Officers %

CIlO Mission-Critical Priorities (MCPs)

Accelerate Al Enterprise Value I Manage Costs Strategically to

Realization at Scale Spend Smarter and Scele Faster [ REEEESUEEEIEIEEE CDAO Mission_critical Priorities (MCPS)

Rethink Analytics and Evolve the Al Ready

Only 20% of Al initiat] th Ony 18% of ClOs itly rate 45% b Il dri by 2 i

delver FOO1and arly ‘29323@” Y emeavesas efisfc“('fe"atydﬁ;%mhm Feturemasliont taent stmtegion ot ¢ Lead D&A for an Generate Foundational Al Through Agentic Data and Analvtice Redefine D&A and
2 wtare or resources whichis & only 36% of ClOs areeffective at = -| it it

ROF) significant driver of their ability to et Al-Native Future Value with D&A Transformation Architecture Al Governance

derive business value from technology
investments

87% of D&A leaders cite High-performing D&A functions  53% of D&A leadersexpect Al The top quartile of Al-ready Only15% of organizations
managing stakeholder can boost financial performance  agents to have a significant organizations report 26%hicher  currently operate under
Seomeronthin o Aot a1 | Modemize Enterprseplatiorns | Redesign 7 operating ode | Avchitect the et Generaton e:pec;ané)ns astheir greatest by as much as 30%. \tr)n?act gtn produit!)wty but pe;formance on business ;Tmprehenswe govemance for
Su CSIoW e ge s to Enhance Agility and for Effectiveness in Turbulent [l Enterprise fora Tech-Intensive stress factor. <lieve itmay notbe outcomes, .
through Cybersecurity transformative

Performance Times Future

T7% of CIOs rate security and risk Orly 54% (1in2) of CIOs rate their T Only 24% of CIGs repot they have Orly 31% of CIOs rmte themselves as
related factors as top challenges to organization as effective at equipping  been highly effective at establishing  effective at fostering ongoing

her enterp the required an T operating model that flexes with  enterprise-wide, tectnology-enabled
autonomous technologies at scalein  platforms and tools needed. changing business needs. innovation.

their enterprise.

Gartner for CIOs empowers technology leaders to navigate complexity, make informed Gartner for CDAOs enables D&A leaders to turn data into business value, elevate

decisions and achieve stronger outcomes. Insights, guidance and tools are tailored to analytics-driven decisions and accelerate organizational impact. Guidance, insights and

the mission-critical priorities of CIOs and their teams. tools are tailored to the evolving priorities of CDAOs and their teams.

Whether the goal is unlocking Al value, optimizing costs or driving organizational Whether advancing responsible Al, scaling data-driven innovation or maximizing the
change, Gartner for ClOs helps leaders act quickly and demonstrate value from strategy business impact of analytics, Gartner for CDAOs provides the support needed to lead
through execution. with clarity and deliver measurable outcomes from vision to execution.
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Actionable, objective insights

Explore these additional complimentary resources and tools on
Al governance or for D&A:

o =5

Roadmap Webinar Roadmap Conferences

Enhance Your Roadmap for Data The Gartner 100+ Data, Analytics Al-Ready Data Gartner Data & Analytics Summit
and Analytics Governance & Al Predictions Through 2031 Al-ready data is a must to capture the Save the date for the premier event where
Learn how your peers are executing Discover why this Gartner most-liked promise of Al efforts. Be clear what itis — data, analytics and Al leaders uncover the
effective data and analytics governance highest-rated webinar drew thousands of and take these five steps to prepare. latest in data tren.ds, ger.merative Aland
initiatives. viewers as it revealed 100+ predictions governance to drive business value.

shaping data, analytics and Al through 2031.

Already a client? Get access to even more resources in your client portal. Log In /1
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Connect with us

Get actionable, objective insights to deliver on your Learn more about Gartner for IT Leaders
mission-critical priorities. Our expert guidance and tools
enable faster, smarter decisions and stronger performance. Stay connected to the latest insights

Contact us to become a client:

U.S.: 18553225484
International: +44 (0) 3300 296 946
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