Data Science Maturity
Models Explained:

From Assessment to Action

Why maturity models matter in 2026:
Al industrialization, data monetization,

regulatory pressure

The shift from ad-hoc analytics to
governed, reusable data products

Audience objectives: data science leads,
analytics managers, transformation teams,
consultants

Core question: where is the organization
today, and what capability comes next?

14-slide roadmap: foundations, model
comparison, scoring, roadmap, operating
model, pitfalls, action



Why Maturity Models Exist and What They Solve

Diagnose fragmented analytics,
inconsistent impact, and unclear
investment priorities

A communication tool for leaders—
not a certification badge or vendor
scorecard

Map progression: from descriptive
reporting to predictive, prescriptive,
and autonomous decisions

Evidence: higher maturity correlates
with stronger financial performance,
valuation, and innovation

C-suite champions and analytics
talent capture the most profit

Limits: avoid oversimplification,
stage-gate thinking, and mistaking
capability for value




The Model Landscape: A Comparative Map of Major Frameworks

Stage-based Dimension-based Capability-based Al-spacific:
models: models: models: P j

Gartner Analytics Gartner's eight-discipline DAMA-DMBOK, DCAM, IDC MaturityScape 2.0,
Ascendancy, TDWI, D&A score, Forrester CMMI DMM for Gartner Al maturity,
DELTA Plus governance depth agentic readiness

Comparison criteria:
stages vs. dimensions, scope, method, output — no model wins everywhere




What Actually Gets Assessed: Core Dimensions

5

Strategy and governance:
vision, decision rights, funding, policy guardrails

Data and technology:
architecture, quality, platforms, MLOps, Al-ready foundations

People and culture:
roles, skills, data literacy, sponsorship, change readiness

Processes and delivery:
analytics lifecycle, experimentation, deployment, monitoring

Use cases and impact:
decision embedding, monetization, measurable outcomes

Weightings shift by industry and regulatory context —

no single default profile



Stage Definitions: What Changes Between Levels
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Governance moves from informal to steering committees, model governance, and policy-as-code
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Operating model shifts from central analysts to hub-and-spoke, federated, embedded product teams
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Architecture evolves from spreadsheets and Bl to cloud platforms, feature stores, model registries
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Culture shifts from reporting requests to experimentation and evidence-based decisioning

B
be



Reading the 2026 Market: Where Most Organizations Actually Stand

Market Maturity Distribution (2026) Mean Maturity Score (2026) Domain Maturity View (2026)

61.3%

3.1%

Least Emerging Developing Established Optimized
Mature

IDC 2026: only 3.1% reached optimized stage; 61.3% remain least mature; mean score 2.43
Hyperight 2026: 71.7% of validated sessions cluster at Established stage; maturity fragmented by domain

HFS 2026: the mid-maturity trap is structural—architecture, governance, ROI clarity are binding constraints

IIA benchmarks: most organizations overestimate maturity by at least one full level

Leader implication: the dominant challenge is execution and orchestration, not tool acquisition

FROM INSIGHT TO IMPACT




Running a Maturity Assessment: Methods and Instruments

CTURED PATH FROM INPUTS TO INSIGHTS

Assessment Scoping and Scoring and Bias Check Results and
Methods Data Collection Calibration Next Steps

® Design choices: ® Evidence: artifacts, ® Scoring: rubrics, Bias risks: optimism, e Output: strengths,
self-assessment, structured interviews, maturity scales, vendor influence, gaps, priority actions;
facilitated workshop, platform telemetry, weighting, calibration; silos, stage inflation, cadence, ownership,
interviews, survey, project outcomes, keep dimension-level stated intent vs executive reporting
or hybrid operating records scores practice
Priority Gap Heat Map
Dimension 1 From a clear
gy | method to actionable
Dimension 2 A
insights
Dimension 3 W
A disciplined assessment
Dimension 4 builds a stronger, more
Lim resilient organization.
Dimension 5

Capability 1 Capability 2 Capability 3 Capability 4 Capability 5



Translate dimension scores
into prioritized initiatives
across governance, data,
people, process, technology

Score initiatives by strategic
impact, business value,
feasibility, time to value,
and risk

Sequence with dependencies:

foundational governance
before advanced Al; run
quick wins in parallel

Level 5 is rarely the right
target — stage three or four

may capture most of the value

Roadmap horizons, owners,
milestones, metrics; review
monthly, quarterly, annually

From Scores to Roadmap: Prioritizing Capability Gaps

90 days 12-18 months m
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Operating Models and Organization Design by Stage

Best fit: Best fit:
Early stage Mature stage

Archetypes: centralized, hub-and-spoke,
federated, embedded data product teams

Match model to stage: central CoE early,
hub-and-spoke at scale, federated when mature

Roles: data scientists, analytics engineers,
data product managers, ML engineers,
governance leads

RIGHT MODEL. BRIGHTER POSSIBILITIES.

Best fit:
At scale
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Best fit: Best fit:
Mature stage Mature stage

Funding and decision rights: chargeback,
centralized, product-based; clear RACI
between hub and spokes

Governance: councils, stewardship networks,
Al ethics boards, policy-as-code

Advise on organizational fit, never copy a template



Common Pitfalls and How to Avoid Them

FROM AWARENESS TO LASTING IMPACT

5* @"

%
a3

The checkbox trap: Chasing stage scores Tool-first investment; 75% have Al Capacity without
treating maturity as ne while ignoring governance, data governance bodies, awareness and
one-time certification, adoption, decision quality, and literacy only 12% call them adoption equals
not continuous accountability, and starve mature failure
capability building value
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‘CI/' ’ Remediation: value-first sequencing, shared ownership, realistic milestones



Al-Specific Maturity: Governance, Agentic Readiness, and Trust

Governance elevated to a distinct
dimension alongside strategy,
people, technology

Governance maturity lags
deployment: policies on paper,
weak data-layer enforcement

Al-ready data and observability:
quality monitoring, lineage,
data contracts, runtime signals

Agentic readiness: ontologies,
delegated trust, streaming
architecture, human-in-the-loop
limits

Practical steps: model inventory,
named accountability,
governance KPIs, 90-day pilot,
annual reassessment
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Strategy | People | Technology | Governance
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Agentic Readiness

v Ontoiogigs, deteg_ated trust, v
streaming architecture,
human-in-the-loop limits
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Al-Ready Data
and Observability

Quality monitoring, lineage,
data contracts, runtime signals
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Adapting Models to Context: Industry, Size, and Regulation

SAME PRINCIPLES. DIFFERENT CONTEXTS. A STRONGER FIT.

Context-Fit Matrix

de the model an

Context @ ‘.&.‘ E:(?)

Dimension Organizational Regulatory

Objective Industry . 4
Size Context

Recommended
Model Family

Key
Considerations [

Evidence
Threshold

Relative
Emphasis

CONTEXT DRIVES A STRONGER ASSESSMENT

Key Takeaways

o Select the model from the
objective: regulatory remediation
vs. Al readiness vs. faster
reporting

Regulated sectors and financial
services favor DCAM's rigorous
control and evidence criteria

Mid-market firms often need
lightweight rubrics; assess the
enterprise, not just one domain

Large enterprises should scope
the assessment by business unit
or domain

Regulatory context reweights
dimensions and raises evidence
thresholds; DAMA vs. DCAM
levels aren't comparable



Measuring Progress: Metrics and Leading Indicators
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Track operating outcomes and capability
adoption, not the maturity score alone

e Operational: time from data capture to
decision, automated vs. manual reports,
request queue length, self-service adoption

Quality and model: data quality scores on
critical tables, model accuracy, drift and
retraining frequency, incident SLAs

e Value: dollar value created, revenue
influenced, cost saved, risk avoided

e Cadence: re-run the same instrument
quarterly or biannually; visualize trends
and refresh the baseline annually




Action Plan: Applying the Models in Your Organization

( : ] : 4 Next 12-18
CJ/ PN l.@.l months

o define scope

establish control and institutionalize capability
o select model prove momentum with named owners
o e and funding F
O rrioritize -y
e roadmap
o govern /

Consultant playbook Build internal assessment capability

. l: tailor recommendations, avoid black-box . I I blend external benchmarks and

assessments, show value certified assessors

90 days 12-18 months
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