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● What makes Data Mesh successful within organizations?

● Spotlight: Federated Computational Data Governance

● What is different with inter-organizational data sharing?

● How can we apply the principles of Data Mesh to 
inter-organizational data sharing?
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Who am I 
Arif Wider
● Former Head of Data & AI 

at Thoughtworks Germany

● Many years hands-on consulting, 
often as a lead engineer in 
Thoughtworksʼ clientʼs data teams

● Now tenured professor of 
software engineering at HTW Berlin, 
Thoughtworks fellow and  
independent consultant on the side 

● Data Mesh expert, both in terms of 
research and strategic consulting 
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Time to market 
Resilience to 

change

Business complexity
 Data source expansion

 Data use case proliferation

Approach to data 
management

Data Mesh

Traditional

What problem is Data Mesh solving?

2018
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What makes Data Mesh successful in organizations?
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● Bottlenecks and inefficiencies are reduced by moving 
ownership to where the expertise is.
○ Domain experts who understand the data take care 

of shape and quality of the data. 
○ Data engineers focus on building domain-agnostic 

self-service tools that enable the domain experts.

➔ Responsible decentralization by a “Shift Left” of 
responsibility aided by platform-provided automation



Platform fitness functions for global 
functions are used to create an 
Evolutionary Architecture to ensure that 
data teams donʼt create a “Data Messˮ

Shift Left on
Data Governance

A large part of the bottleneck in 
centralized paradigms is that 
responsibility is removed from source 
teams. In the data mesh concept, 
quality, catalog integration, access 
control, testing, etc. are shifted left.

We achieve the leftward shift through 
automation and federation, hence 
Federated Computational 
Governance.

Move Responsibilities Upstream
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Implement, monitor, and enforce SLOs for 
data products with sensible and common 
definitions, e.g for availability, accuracy, 
latency, etc.

Data and metadata modeling follows 
standards defined by the governance 
team, implemented by the producing 
teams using platform tools

Domain Data Product Owners assume 
responsibility for the data



Federated computational governance

Pre data mesh Data mesh

Centralized team Federated team

Responsible for data 
quality

Responsible for data 
security

Responsible for defining how to 
model what constitutes quality

Responsible for defining aspects 
of data security i.e. data 
sensitivity levels for the platform 
to build in and monitor 
automatically
...



...

Federated computational governance



Computational
Governance
Example



Automating Data Contract Testing
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What is different with inter-org data sharing?
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● Different data product implementations
○ External data products must be shared in a 

standardized way 

● No implicit trust
○ Consumer-driven contracts are not enough

● No shared data infrastructure platform
○ How to check guarantees across platforms?



From consumer- to sharer-driven expectations
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From consumer- to sharer-driven expectations
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Summary
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● Within organizations, Data Mesh improves efficiency 
through decentralization and automation

● When applying Data Mesh’s approach to 
inter-organizational data sharing, the lack of trust and 
shared infrastructure calls for cross-organizational 
standardization. 

● However, instead of focusing on data product 
standardization, we propose to focus on standardizing 
data mesh platform capabilities
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