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( Mindset + People + Process )
x Technology

An agile plan of aligned actions spanning 
mindset, people, process, and technology that 
accelerates creating value using data in direct 

support of strategic business objectives

A suggested definition

An agile plan of aligned actions spanning 
mindset, people, process, and technology that 
accelerates creating value using data in direct

support of strategic business objectives
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Using a modern data strategy to become a 
data-driven organization

Technology

A North Star vision for 
a future data 

architecture to support 
priority use-cases 

Mindset

Beliefs, values, and 
behaviors that create 
a data-driven culture 

with aligned use-cases

Mobilize

Execution approach 
and tools to rapidly 

unleash the
value of data by 

deploying innovations

People / Process

Structure and roles 
that accelerate data-
driven outcomes and 
processes that enable 

and scale effective 
use of data
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( Mindset + People + Process )
x Technology

An agile plan of aligned actions spanning mindset, people, process, and technology that accelerates creating value using 
data in direct support of strategic business objectives

Modern

Traditional

Product 
centric

Platform 
centric

Customer 
focused

Solution 
first

Cross 
functional

Technology 
only

Autonomous

Monolithic 
departments

Mindset People & Process

Federated and 
agile

Centralized 
control

Technology

Purpose fit, 
flexible, 
scalable

Monolithic 
platforms
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The business case for shared Data & Analytics capabilities

The Opportunity
• Enable our data professionals to do their best work – modern 

tooling, lower hurdle to access cloud, collaboration options

• Leverage best of cloud-native services (PaaS) and commercial 
software (IaaS/SaaS)

• Workbench for early data exploration – avoid big bets and new 
infra projects

• Simplify pathways to production for commercialising solutions

Business Imperatives
• Security & Privacy by design and by default

• Raise the bar on Data Governance and Analytics Development 
LifeCycle (ADLC)

• Achieve economies of scale through standard technology and 
patterns

• Ensure sustainable operating model for data-driven solutions

The value proposition for Aon data professionals…



© 2023, Amazon Web Services, Inc. or its affiliates. All rights reserved.

It started with Persona-Driven Design

Model Training 
& Evaluation

Ingest & 
Store

Structure 
& Validate

Enrich, Connect 
& Transform Visualise Share & 

Integrate

Exploratory
Analysis

Global Users
Colleagues & Clients

Refine 
Data Assets

Curate 
Catalog

Generalised Analytics Development LifeCycle (ADLC)
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Aon’s Global Data & Analytics Platform
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Data Access Control tooling: 
Teams start sharing data, demonstrating 
value of joining the DASP network

DASP Console MVP launch, helping teams 
manage their membership, data & costs

Business case for seed funding, garner 
support from solution line CIOs. IT team 

from Aon Centre for Innovation & Analytics 
joins Global Aon Technology

Aon Enterprise Data Model standardises our 
Data Topics for classification in catalog

2018

- Continuous Onboarding
- How-To Guides
- Product Lifecycle Management Activities
- Standard Operating Procedures
- ‘Public’ Support Channel via MS Teams

Opportunity assessment process & 
prioritisation forums for tenant 

onboarding. CoE and CoI models mature

Added Document Analytics workbench for OCR 
& Entity Extraction of unstructured data

(CoE + Self-Service delivery model) 

First B2B Direct Data Sharing with 
insurance carriers + first 3rd party data 

consumed from marketplace

2023…

Defining and enabling Data Accessibility 
framework, Data Quality and DCAM 

standards generally with Chief Data Office

Added Data Ingestion, Data Catalog & 
Hadoop Data Lake capabilities

Analytics Hosting Service now powers 50+ data-driven 
business applications (ñ90% Web/API visits YoY)

Added website content management 
& dashboard embedding capabilities
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xxx xxx x - Continuous success stories “Powered by DASP”
- Webinars & Short-form Videos
- Tenant Healthchecks
- Promoting Data Reuse
- Embedding insights in global IT applications

Common Aon Reference Data shared 
via platform with all teams

Data Profiler enriches catalog with 
metrics on 100K+ data sets

Modernised the Data Stack, migrating 
Hadoop to Lakehouse & ephemeral 

data processing capabilities
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Tenant BTenant A

Use Case  
#4

Learning #1: define Responsibility Model for multi-tenancy early

• Commercial software needed to support 
Enterprise IT overseeing multiple isolated tenants

• Role-Based Access Control (RBAC): find the 
governance sweet-spot of controls without 
sacrificing developer autonomy

• Evaluated software against our target controls, 
understanding where processes cross swimlanes

• Isolation as the default, but achieving network 
effects required ‘easy button’ for governed 
data/code sharing

Use Case  
#3 Use Case  

#N

Use Case  
#2

Use Case  
#1

AWS Cloud Technology

Analytics Data Management Analytics Capabilities

Data Analysis 
& Models Data Pipelines

Product Management

Data Visualisation

Data Ownership

Ce
nt
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ed
Fe

de
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d

Platform Enablement Services

Product DeliveryExploratory Work

Tenants

Technology 
& Security

…
…

Stakeholders
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Learning #2: secure analytics development on a production workbench

• Analytics solutions are a function of the data they process, not 
like most traditional software development.

• Mock data and data obfuscation worked, to a point. Ultimately 
model testing & refinement requires real data.

• Lower lifecycle IT environments (DEV, TEST etc.) may have 
different controls not appropriate for real business data.

• We concluded analytics should be developed under protection 
of production controls to ensure data security.

• Our workbench provides a controlled environment for data 
discovery and model development; new software 
build/assessment goes through standard lifecycles first.

UX Software 
Development

Requirements
Code

Data Analytics 
DevelopmentHypothesi

s

Model

vs.



© 2023, Amazon Web Services, Inc. or its affiliates. All rights reserved.

Learning #3: the tenant experience requires ongoing investment

• A positive onboarding experience was essential to 
perception of value. Key measure is ‘Idea -to- Launch’ time.

• Tradeoff choosing best-of-breed tools is heavy investment 
in integration. Hard to quantify and sometimes achieve.

• Enterprise standards in identity and access management, 
secrets management, monitoring etc. adds dependencies.

• Focused on the community enablement through patterns 
and guides to strengthen our internal brand.

• At some point building a ‘single landing page’ for tenants 
was justified, but a ‘single pane of glass’ was not.

Shouldn’t we integrate that?
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Driving value for clients

• Aon Human Capital Solutions delivers AI-driven insights on 
technology talent globally, including geography-based pay 
differentials which is ”essential for finding the best technology 
talent and optimizing within the client's existing workforce”

• AWS cloud-native Document Analytics workbench and COE team 
processing ~4K documents per day, delivering >$2M of 
efficiencies, and avoiding $1M+ external software spend.

• Our Health Actuarial and Analytics teams ingest employee health 
information, insurance and claims, workplace safety, absence and 
engagement data, and external data on health trends to help a 
manufacturing client meaningful improvement in selected health 
metrics at 24% lower cost per person.

• Our latest Weather, Climate, and Catastrophe Insight report cites 
global economic losses from natural catastrophes at 313 billion, 
4% over the 21st-century average; and with only 42% covered by 
insurance, $190Bn protection gap.

• Aon Innovation Olympics 2022: >25% of initiatives were built on 
our Aon’s Data & Analytics Platform.

Green = system-to-system interaction
Yellow = databases held in platform
Other = colleagues running interactive analytics

100+
teams representing 

1000+ Aon practitioners

120K+
data assets in 

Aon Data Catalog
90%+

Increase in web/API hits 
on analytics YoY



Thank you!

© 2023, Amazon Web Services, Inc. or its affiliates. All rights reserved.

Karl Heery Patrick Callaghan

Patrick CallaghanKarl Heery

https://www.linkedin.com/in/patrick-callaghan-aws/
https://www.linkedin.com/in/karl-heery-0a8537/

