
T H E  F I R S T 
1 0 0  D AYS :
A Modern Analytics Agenda for the  
New Government Chief Data Officer



For CDOs to be successful, “it’s about being 
the center of gravity and not control.” 
             —    G A R T N E R  C D O  S U R VE Y
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Start strong, from day one to 100

WH Y  I T ’ S  I M P O R TA N T :  
More than necessary. Legally required. 
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T H E  F I R S T  1 0 0  D AYS : 
Key activities for an incoming Chief Data Officer 

T H E  F I R S T  1 0 0  D AYS : 
Understand your inheritance

T H E  F I R S T  1 0 0  D AYS : 
Deliver an immediate target strategy

T H E  N E XT  3 0 0  D AYS : 
Delivering the target data strategy

E VO L U T I O N  O F  T H E  C D O 

CO N C L U S I O N 
Make way. The CDO is here to stay.   
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As a Chief Data Officer (CDO), it’s no surprise to you that data is increasingly 
important both inside and outside the Washington Beltway. Both the public 
and those holding the purse strings are demanding greater transparency and 
accountability. This is especially true in government, where agencies need to 
leverage data insight to better inform policy development, evaluate program 
results, and deliver better services, all within the context of shrinking budgets 
and the continual call to do more with less.

Through the power of insights, you have the incredible opportunity to 
serve the public through data-driven policy-making and to stop waste, 
fraud, and abuse. It’s an important job. This guide is here to make sure of it, 
starting with an impressive first 100 days as a new CDO.

Success is defined within the first 100 days. 
The first 100 days in any job always prove to be the most challenging—and 
the most rewarding when done right. But those first 100 days are especially 
important now, since you’re, in essence, defining a brand-new senior leadership 
role. Everyone is looking to you as a proof of concept for making the CDO 
position successful in government. We’re here to help you understand what it 
means to be a new CDO, what you should look to build and achieve in the first 
100 days, and what it takes to be successful.  

A N D  I T  A L L  S TA R T S  R I G H T  N OW. 
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M O R E  T H A N  N E C E S S A R Y. 
L E G A L LY  R E Q U I R E D. 

Situated between the Chief Information Officer and Chief Innovation Officer, the role of 
the CDO can quickly become blurred or confusing if not defined outright. According to 
CIO.com3, the CDO needs to excel at six key functions in order to be truly effective: 

On January 19, 2019, a new law1 was established that requires all federal agencies to 
appoint or designate a qualified CDO without regard to political affiliation. And that’s 
great news for you—and for the agency you’ll serve.

“Many government agencies are awash in data but struggling to analyze and make sense 
of it,” said Jane M. Wiseman of the Harvard Kennedy School and the IBM Center for the 
Business of Government. “The exception is in cases where a government agency has 
appointed a leader to manage the transition to a data-driven culture.”

While Federal Agencies are just recently making the move to establish CDOs, at least 
18 U.S. States and over a dozen large counties and cities have already put CDOs in 
place. According to GOVTECH, these government CDOs are positioned to bring a 
transformative value in helping agencies position themselves to utilize data insights in 
service of their constituents.2   
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Map digital capabilities to 
strategic priorities 

Serve as the executive 
sponsor for digital process 
innovation

Measure new efficiencies  
and ROI

Develop ways to attract 
and retain top talent

Be the “executive 
intermediary” between 
stakeholders during 
digital transformation
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1. "New Law Mandates Chief Data Officers at Federal Agencies," Govloop 
2. "Chief Data Officers: Which State and Local Governments have a CDO?" Government Technology 
3. "6 Responsibilities of the Chief Digital Officer," CIO

https://www.govloop.com/new-law-mandates-chief-data-officers-at-federal-agencies/
https://www.govtech.com/people/Chief-Data-Officers-Which-State-and-Local-Governments-Have-a-CDO.html?page=1
https://www.cio.com/article/2997180/6-responsibilities-of-the-chief-digital-officer.html


The introduction of the CDO role to federal agencies brings a unique set of 
problems—especially since the OPEN Government Data Act was just passed 
in January 2019. Since the role is still being defined, in some places there’s a 
sense of opposition to it. Why? In any industry, it can be hard for people to ever 
see a way of moving past current problems. Sometimes employees, and even 
executives, have worked around the problems so long they’ve forgotten they 
exist. Or they don’t understand the role and vision of the CDO and seemingly 
prefer to remain stuck in the old and “safe” ways of doing things. Many CDOs 
can experience similar scenarios when they step into the job. 

CHALLENGES  
FOR AN 
INCOMING 
PUBLIC 
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Since many federal agencies can demonstrate poor practices and bad habits regarding 
data, the CDO will be there to bring in a new culture and regime. This could also bring 
a new level of fear from employees who are used to doing things a certain way. After all, 
even good change is hard. 

The arrival of a CDO is also a signal that an organization intends to be data-driven—
translating complex “data” concepts and technology into action plans. The first days on 
the job are the perfect time for a CDO to overcommunicate to win the hearts and minds 
of their teams. 

Identify quick wins and easy fixes in the current data environment, and you’ll look less 
like an unwanted changemaker and more like a data whisperer. 

TA L K  I S N ’ T  C H E A P.  I T ’ S  I N VA L UA B L E .
By communicating with subject matter experts like the CIO, CTO, 
COO, and Agency Directors, the CDO will understand the agency’s 
needs and pain points. This is where you can shine. Helping an 
agency get the best from their data and information—while being 
able to shift from tactical delivery to strategic planning—is the 
CDO’s unique selling proposition. 

Six Common Scenarios Uncovered by New CDOs 
In your first 100 days, you’ll likely find several of these common scenarios:

4.   “Big Data and AI Executive Survey 2019,” NewVantage Partners

Dueling Spreadsheets 
Data workers use their own spreadsheets with no governance or version control.

IT (Un)modernization 
A legacy technology replacement program without lineage or impact is in place.

Data Silos 
Business unit fiefdom means little or no data or insight sharing. 

Unrealized Aspirations 
Leadership wants to increase citizen engagement or increase operational 
efficiency using data but lacks the expertise and technology. 

KPI (In)visibility 
Leadership lacks clear dashboards and next-best actions.

Analyst (In)efficiency 
BI and Analytics teams spend more time on data issues than on insight.
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https://newvantage.com/wp-content/uploads/2018/12/Big-Data-Executive-Survey-2019-Findings-Updated-010219-1.pdf


Five Challenges Incoming CDOs Face—and Conquer 
While the CDO role is essential and ever-evolving, it is still ill-defined. And if a role is 
ill-defined, you may be ill-equipped to address the challenges your agency faces, since 
expectations can be murky or vary depending on who you ask.

How do people view the CDO’s role in an organization? NewVantage Partners4 found 
that 38% of organizations in the private sector want a CDO to act as an external change 
agent, 32% want a company insider, and 48% see the CDO being solely responsible for 
data while 28% see no single point of accountability. Even worse? 17.5% of executives 
feel the role is interim or completely unnecessary. 

I T ’ S  T I M E  F O R  YO U  T O  O P E N  S O M E  E Y E S . 

You don’t make it to the C-suite by shying away from a challenge. So while the CDO role 
might be ill-defined, you have the expertise, skills, and drive to do something about it. You 
are a data integrator, business optimizer, and insights and innovation evangelist. In other 
words, consider this challenge accepted.

C H A L L E N G E  1  |  What’s my job description again? 
Both leadership and staff often assume that a CDO will sweep in and instantly solve the 
agency’s problems. Or, conversely, they don’t understand the role of the CDO and need to 
be sold on its benefits. 

C H A L L E N G E  2  |  Jack or Jill and master of all trades  
A trifecta of data concepts, modern technology, and establishing a culture of analytics 
requires extensive communication in executive- and employee-friendly language.

C H A L L E N G E  3  |  Know your BFFs 
Understanding the needs of stakeholders and pain points of subject-matter experts is 
crucial, but first you have to earn their trust and make them your ambassadors. 

C H A L L E N G E  4  |  Mission: data-driven 
Why are you here? A culture of analytics infused throughout the agency starts with a 
statement that serves stakeholders, internal and external, top-down and bottom-up. 

C H A L L E N G E  5  |  Quick wins vs. long-term vision 
Shift between tactical delivery and strategic planning. A quick win will show instant value 
and help stabilize the current environment while you continue to roll out the overarching 
data strategy.
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4.   “Big Data and AI Executive Survey 2019,” NewVantage Partners

https://newvantage.com/wp-content/uploads/2018/12/Big-Data-Executive-Survey-2019-Findings-Updated-010219-1.pdf


T H E  F I R S T  
1 0 0  D AYS :
FIVE KEY 
ACTIVIT IES  FOR 
A N  I N CO M I N G 
C H I E F  D ATA 
O F F I C E R 
Right now, in both public sector and private sector, the deck is stacked 
against the CDO. According to NewVantage Partners “Big Data and AI 
Executive Survey 20195,” 77.1% of companies report that business adoption 
of Big Data and AI initiatives remain a major challenge. 

Executives believe that the biggest obstacles (95%) come not from a lack of tools and 
technology, but from cultural challenges of organizational alignment, agility, and resistance. 
Surprisingly, only 5% relates to technology. What does this mean? If you’re serious about 
improving, you need to change your agency’s analytics culture. Here’s how: 

5.   “Big Data and AI Executive Survey 2019,” NewVantage Partners

Assess Your Technology Legacy 
Use this time to assess and catalogue 
legacy estate. What are the data 
environments, business systems, 
and complexities that currently 
exist? Know these before you start to 
implement changes. 

Establish a Maturity Baseline 
Start to assess maturity across key 
functions and departments, from 
governance to architecture to metrics. 
Revisit later to show progress. 

Make a Case for Change 
Create or refine a clear mission for 
change. When aligned with your 
agency’s core values and mission, 
your analytics strategy takes on new 
meaning within the culture. You’ll 
discover champions at all levels who 
will help you sell and execute on it.
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Get Out There. Be Seen.  
There’s a saying that if people 
don’t know what you do or don’t 
understand it, they tend to believe 
you’re not doing anything of 
value. Sure, you’ve got a strategy 
to put together and a tech stack to 
assess, but your most important 
work right now is in meeting your 
stakeholders, understanding their 
problems, and selling your vision.

Listen to Pain Points 
Pain often gravitates toward 
data and information issues. 
Understand the issues, but 
ruthlessly prioritize the most 
important levers that will give 
you quick wins and/or long-term 
benefits. 
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This is it. The moment of truth. When you pull back the curtains to reveal 
what kind of data and tech stack you’ve inherited. If you’re lucky, it will 
be more organized than the Library of Congress and as modern as the 
latest iPhone. But we know that’s probably not the case. 

T H E  F I R S T  
1 0 0  D AYS :
UNDERSTAND 
YOUR 
INHERITANCE

Data Environments 
Data silos, multiple records, duplicates, 
weak data governance, no useful metadata, 
no master data management, heavy 
management information, less business 
intelligence, and a mountain of data debt. 

Systems 
Burning platforms, bespoke developments, 
complex maintenance, reporting systems 
remote from end-users, no true data 
management systems.

Business Processes 
Evolution over time, limited by technology 
and data available at the point in time, and 
containing many work arounds.

Vendors 
Multiple software systems with extensive 
functional overlap.

IT Departments 
Focused on ‘building stuff ’ rather than 
delivering and supporting, Software as a 
Service, internal networks as opposed to 
cloud, IT acting as a managed service with 
little time for “data.”

Business Transformation  
Based on project governance and waterfall: 
struggling with agile development and 
information or the more useful blend of the 
two. Not able to adapt to data-driven rather 
than technology-driven transformation. 

It’s important to remember that you don’t 
have to do everything right away. Focus  
on what needs to happen first. Get those 
quick wins. 

Take inventory of the following: 

THE FIRST 
100 DAYS9 TACTICAL 

STRIKE12 THE NEXT 
300 DAYS13 EVOLUTION 

OF THE CDO145 WHY IT’S  
IMPORTANT

15 CONCLUSION6 CHALLENGES FOR 
AN INCOMING CDO4 INTRODUCTION



With this new information at hand, it’s time to figure out your next steps. What do you need  
to accomplish now? What can wait? We recommend creating a distinction between short- 
and longer-term goals. 

Your immediate target strategy in the first 100 days is all about high-profile quick wins 
that are designed to build up the narrative and the vision of your target data strategy, 
which you’ll execute in the course of the next 300 days. The immediate target strategy 
shows the “art of the possible” to a data-illiterate organization while building a narrative 
around the long-term vision. 

The six key elements of an immediate target strategy: 

1  Stability and rationalization of the existing data environment  
2  Data culture and governance  
3  Existing and immediate data and IT development projects  
4  Data exploitation and integration  
5  Data performance, quality, integrity, assurance, and provenance  
6  Data security (especially with GDPR in mind) 

T H E  F I R S T  1 0 0  D AYS :
DELIVER AN  
IMMEDIATE STRATEGY

 Sell the vision internally. Remember,  
if they don’t know what you’re doing,  
they don’t think you’re doing anything  
of value.

Seek opportunities to communicate 
the vision externally. As a federal agency 
CDO, you serve the public.  

Socialize the changes that could be 
coming, especially the controversial ideas. 
Locate and enable data champions to 
support you.

Engage your agency’s leadership  
and find your crucial senior sponsors.

Get your elevator speech down pat.  
If you can’t explain what you’re doing,  
it’s too complex for others to understand.  

Capture hearts and minds. You may 
have the best analytical argument in the 
world, but often a good argument is not 
enough to win the day. 

S H O R T-  A N D  L O N G -T E R M  S U CC E S S  S TA R T S  H E R E :
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S T R I K E 
WH E N  T H E 
I N F O’ S  H O T 

Remember, you don’t have to do it all right away. The first 100 days is a time to 
deliver tactical “strikes” in the form of Immediate Target Strategy execution. 
Take that ocean off the stove. We’re not boiling it today. 

There must be a focus on initiatives that hit a visible need across Data, 
Information, Deliver, and Insight. 

For example, if a strike is a data/ETL exercise doing away with inefficient legacy 
work around processes involving spreadsheets, the whole department will soon 
use terms like ETL and understand it as a “data process.” They’ll soon see how it 
fits into other projects and processes. 

Get deeper insights and faster collaboration with 
a quick strike.
Starting small, in other words, can have a big impact—in terms of both future 
collaboration and strategic problem solving. Even better? A quick strike like this is 
often largely contained and easier to scope. It can demonstrate what’s possible—
showing businesses what they’re getting. It brings data people together. And it 
can provide valuable business insight that can be operationalized.
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Reporting and Analytics:  
Is this efficient? How many reports 
are produced and for whom? 
Calculate FTE hours expended 
on reporting, the number of 
reports, and get a cost per report. 
Is the reporting MI or BI? Is there 
analytics or data science here?

Information Flows: 
How is information used throughout 
the agency? Understand physical, 
logical, and conceptual data models. 
Good measure of data maturity is 
the detail in these models.

Data Governance:  
What structures and frameworks 
are in place? Is there an information 
asset register? Clearly defined and 
properly activated owners? How is 
accountability viewed? 

Data Management:  
Are data models, lineage, and 
metadata captured and used? How 
is data mastered and governed? 

Data Organizational Design:  
Is reporting and data management 
centralized? Is it federated and 
democratized or is it in silos?  
What capabilities and skills exist  
for data management, reporting, 
and analytics? 

Data Technology: 
What is there, how is it used, and is 
it fit for purpose? Are there proper 
ETL tools and data stores? Is there a 
data layer?

While the first 100 days of a CDO’s tenure are all about establishing an 
agenda, building relationships, and delivering on quick wins, the next 
300 are just as important for success. Now it’s time to focus on turning 
what we know into a full transformational target strategy. 

THE NEXT  
300 DAYS:  
DELIVERING 
THE TARGET  
DATA STRATEGY

Your six key focus areas for the next 300 days of success:
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As technology constantly changes and advances, so will the role and responsibilities of the 
CDO. Right now, big data is out there running wild—from data governance to data analytics, 
data science to data protection, data architecture to data assets. Your agency needs to stay 
on top of it all in this ever-changing environment. 

Having a CDO embedded within a government agency assures there is one driving force 
behind establishing a data strategy and delivering innovation and growth. 

In other words, the time for the CDO to show up and shine is now. Since it will be data, not 
gut checks, that propels your agency forward, the CDO deserves an equal seat with the other 
C-Suite executives. The agencies that see the importance of the CDO role are the ones who
will continue to outperform. Those who do not will be stuck in the data dark ages.

THE EVOLUTION  
WILL BE ANALYZED
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There’s no denying that big data is powerful. And it takes an equally powerful position 
to make sense of it all. With the addition of the CDO, a government agency has the key 
component to establish a strategy that drives necessary changes—now, for the first 100 
days, and well into the future. 

D I S COVE R  T H E  P OWE R  O F  S E L F - S E R VI C E  A N A LYT I C S . 

S U P E R C H A R G E  YO U R  A G E N C Y ’ S  M I S S I O N . 
Build an Enterprise Analytics Competency 

G E T  WH I T E PA P E R

M A K E  WAY. 
T H E  C D O 
I S  H E R E  T O 
S TAY. 

A B O U T  A LT E R YX
Revolutionizing business 
through data science and 
analytics, Alteryx offers 
an end-to-end analytics 
platform that empowers 
data analysts and 
scientists alike to break 
data barriers,  
deliver insights, and 
experience the thrill of 
getting to the answer 
faster. Organizations all 
over the world rely on 
Alteryx daily to deliver 
actionable insights.

+1 888 836 4274

VI S I T  A LT E R YX 
PUBLIC SECTOR
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https://www.alteryx.com/solutions/industry/public-sector
https://www.linkedin.com/company/alteryx/
https://twitter.com/ALTERYX
https://www.facebook.com/alteryx/
https://www.instagram.com/alteryx/
https://www.alteryx.com/whitepaper/get-to-the-next-level-building-enterprise-analytics-competency
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