
A Framework for Implementing 
a Data-centric Strategy
What needs to be done… avoiding a haphazard approach 
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Lewis Broome  
CEO, Data Blueprint

A Framework for Implementing a Data-centric Strategy

• Understand business needs 
– Why strategy has not been done well 

• Measure the current state of 
organizational maturity 
– Why data strategy is hard 

• Identify round 1 data imperatives 
– Data strategy must support the  

organizational strategy 

• Implement data strategy road map 
– Balance is required 

• Q&A
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Tweeting now: 
#dataed



Data Strategy Framework

5Copyright 2016 by Data Blueprint Slide #

• Leadership & Planning 
• Project Dev. & Execution 
• Cultural Readiness

Road Map

• Organization Mission 
• Strategy & Objectives 
• Organizational Structures 
• Performance Measures

Business Needs
• Organizational / Readiness 
• Business Processes 
• Data Management Practices 
• Data Assets 
• Technology Assets

Current State

• Business Value Targets 
• Capability Targets 
• Tactics 
• Data Strategy Vision

Strategic Data ImperativesBusiness 
Needs

Existing  
Capabilities

ExecutionBusiness 
Value

New 
Capabilities

Data Strategy Framework
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• Organization Mission 
• Strategy & Objectives 
• Organizational Structures 
• Performance Measures

Business Needs



Analyzing the Business
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Business Goals & Objectives

Operating Model

Competitive Advantage

Market Positioning

Mission & BrandWhy a Company Exists

What a Company Produces & Sells

How a Company Does It

Business 
Needs

Porter’s Market Positioning Framework
• Product Differentiation 

– How specifically focused are your products? 

• Cost 

– Are you  
competing on cost? 

– How cost-sensitive  
is your market? 

• Market Scope  

– Are you focused  
on a narrow  
market (i.e. niche)  
or a broad range  
of customers?
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Overall Low-Cost 
Leadership 

Strategy

Broad 
Differentiation 

Strategy

Focused 
Low-Cost 
Strategy

Focused 
Differentiation 

Strategy

Blue Ocean  
Brands

Lower Cost Differentiation

Broad 
Range of 
Buyers

Narrow  
Buyer  

Segment

Note: (Typically) Can’t be all things to all consumers – where  
        are you?



Market Positioning Example
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Overall Low-Cost 
Leadership 

Strategy

Broad 
Differentiation 

Strategy

Focused 
Low-Cost 
Strategy

Focused 
Differentiation 

Strategy

Blue Ocean  
Brands

Lower Cost Differentiation

Broad 
Range of 
Buyers

Narrow  
Buyer  

Segment

 
 
 
 
 
 
 
 
 

What

 
 
 
 
 
 

How

Simon Sinek:  
How great leaders  
inspire action
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Why

http://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action.html



Must Organizations Overly Complicate Strategy
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Strategy that winds up on a shelf is not useful
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What is a Strategy?
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• Current use derived from military  

• "a pattern in a stream of decisions" [Henry Mintzberg]

Strategy in Action:  Napoleon defeats a larger enemy

• Question? 

– How to I defeat the competition when their forces 
are bigger than mine? 

• Answer: 

– Divide  
and  
conquer! 

– “a pattern  
in a stream  
of decisions”
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– “a pattern  
in a stream  
of decisions”



Strategy in Action:  
Napoleon defeats 
a larger enemy
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Wayne Gretzky’s 
Definition of Strategy

16Copyright 2016 by Data Blueprint Slide #

He skates to where he  
thinks the puck will be ...



The Essence of an Organizational Data Strategy
• Should be simple 

– 10 pages max 
– 1 page is wonderful 

• Easy to explain 
– Short enough to be 

understood in a  
elevator pitch 

• Able to be implemented in 
many IT projects 
– Very high level of abstraction 

• Understandably  
supportive of 
organizational strategy 
– "Oh I see that"
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Why Data is Creating a Competitive Advantage
• Adds value to products 

& Services 
• Enhances the customer 

experience 
• Creates transparency & 

efficiencies 
• High-quality data 

enables ‘more with less’ 
• Creatively disrupts how 

we work 
• Volume & velocity 

exerting pressure on 
operating models & 
infrastructure
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There will never 
be less data 

than right now!
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A Framework for Implementing a Data-centric Strategy

• Understand business needs 
– Why strategy has not been done well 

• Measure the current state of 
organizational maturity 
– Why data strategy is hard 

• Identify round 1 data imperatives 
– Data strategy must support the  

organizational strategy 

• Implement data strategy road map 
– Balance is required 

• Q&A
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Tweeting now: 
#dataed



• Benefits & Success Criteria 
• Capability Targets 
• Solution Architecture 
• Organizational Development

Solution

Data Strategy Framework
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• Organization Mission 
• Strategy & Objectives 
• Organizational Structures 
• Performance Measures

Business Needs
• Organizational / Readiness 
• Business Processes 
• Data Management Practices 
• Data Assets 
• Technology Assets

Current State

Business 
Needs X

• Good technology in 
the hands of an 
inexperienced user  
rarely produces 
positive results
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Master Data Management as a strategy
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http://www.technologytransfer.eu/article/53/2007/4/Integrating_Master_Data_Management_and_BI_(part_I).html

Technology Rarely Succeeds At First
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Data Governance

Master Data Data Quality



Largely Unknown Interdependencies
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makes the 
case and is 

responsible for

is a necessary but 
insufficient prerequisite 

to success

MD capabilities 
constrain governance 

effectiveness

Data Governance

Master Data Data Quality

Without foundational 
practices everything: 
• Takes longer 
• Costs more 
• Delivers less 
• Presents  

greater 
risk 
(with thanks to Tom DeMarco)

Data Management Practices Hierarchy

Advanced  
Data  

Practices 
• MDM 
• Mining 
• Big Data 
• Analytics 
• Warehousing 
• SOA

Foundational Data Management Practices

Data Platform/Architecture

Data Governance Data Quality 

Data Operations

Data Management Strategy

Technologies

Capabilities
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Data$Management$
Strategy

Data Management Goals
Corporate Culture
Data Management Funding
Data Requirements Lifecycle

Data
Governance

Governance Management
Business Glossary
Metadata Management

Data
Quality

Data Quality Framework
Data Quality Assurance

Data
Operations

Standards and Procedures
Data Sourcing

Platform$&$
Architecture

Architectural Framework
Platforms & Integration

Supporting$
Processes

Measurement & Analysis
Process Management
Process Quality Assurance
Risk Management
Configuration Management

Component Process$Areas

DMM℠ Structure of  
5 Integrated  
DM Practice Areas 

Data architecture 
implementation

Data  
Governance

Data  
Management 

Strategy

Data  
Operations

Platform 
Architecture

Supporting 
Processes

Maintain fit-for-purpose data, 
efficiently and effectively
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Manage data coherently 

Manage data assets professionally

Data life cycle 
management

Organizational support

Data  
Quality

Weakest Link Results Reporting Results
• Understand five organizational 

data management practice areas 
– Rate each area per capability maturity 

model 

• Understand the "weakest link" 
nature of the results reporting  
– Engineered components can only be 

as strong as their weakest component 
– Low scores seem harsh but are 

realistic – (and on the upside) easily 
improvable 

– A single "1" degrades the entire 
practice area – as shown with 
"stewardship" 

• DMM results are granulized for 
each practice area providing 
improvement process guidance
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Source: Applications Executive Council, Applications Budget, Spend, and Performance Benchmarks: 2005 Member Survey Results, Washington D.C.: Corporate Executive Board 2006, p. 23. 

Percentage of Projects on Budget 
By Process Framework Adoption

…while the same pattern generally holds true for on-time performance
Percentage of Projects on Time 
By Process Framework Adoption

Key Finding: Process Frameworks are not Created Equal
With the exception of CMM and ITIL, use of process-efficiency  
frameworks does not predict higher on-budget project delivery…
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One concept for process 
improvement, others include: 

• Norton Stage Theory 

• TQM 

• TQdM 

• TDQM 

• ISO 9000  

and focus on understanding 
current  processes and 
determining where to make 
improvements.

DMM Capability Maturity Model Levels

Our DM practices are informal and ad hoc, dependent 
upon "heroes" and heroic efforts 

Performed 
(1)

Managed 
(2)

Our DM practices are defined and 
documented processes performed at the 

business unit level

Our DM efforts remain aligned with 
business strategy using standardized and 
consistently implemented practices Defined 

(3)

Measured 
(4)

We manage our data as a asset using advantageous data 
governance practices/structures

 
Optimized 

(5) 
DM is strategic organizational capability, most 
importantly we have a process for improving 

our DM capabilities
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Assessment Components

Data Management Practice Areas

Data Management 
Strategy

DM is practiced as a 
coherent and 
coordinated set of 
activities

Data Quality

Delivery of data is 
support of 
organizational 
objectives – the 
currency of DM

Data  
Governance

Designating specific 
individuals caretakers 
for certain data

Data Platform/
Architecture

Efficient delivery of 
data via appropriate 
channels

Data Operations Ensuring reliable 
access to data

Capability 
Maturity 
Model Levels

Examples of practice maturity

1 – Performed
Our DM practices are ad hoc 
and dependent upon "heroes" 
and heroic efforts

2 – Managed
We have DM experience and 
have the ability to implement 
disciplined processes

3 – Defined

We have standardized DM 
practices so that all in the 
organization can perform it with 
uniform quality

4 – Measured

We manage our DM processes 
so that the whole organization 
can follow our standard DM 
guidance

5 – Optimized We have a process for 
improving our DM capabilities
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Data Program Coordination

Organizational Data Integration

Data Stewardship

Data Development

Data Support Operations

Data Management Maturity Measurement

 

• CMU's Software  
Engineering Institute 
(SEI) Collaboration 

• Results from hundreds 
organizations in various 
industries including: 
– Public Companies  
– State Government 

Agencies 
– Federal Government 
– International 

Organizations 
• Defined industry standard 
• Steps toward defining 

data management "state 
of the practice"
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Focus: 
Implementation and 

Access

Focus: 
Guidance and 

Facilitation

Optim
izing (V) 

M
anaged (IV) 

Docum
ented (III) 

Repeatable (II) 

Initial (I)



Development guidance

Data Adminstration

Support systems

Asset recovery capability

Development training

0 1 2 3 4 5
Nokia Industry Competition All Respondents

Data Management Practices Assessment

Challenge

Challenge

Challenge

Client

Result 1  

Result 2  

Result 3  

Result 4  

Result 5
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High Marks for IFC's Audit

Leadership & Guidance

Asset Creation

Metadata Management

Quality Assurance

Change Management

Data Quality

0 1 2 3 4 5

TRE ISG IFC Industry Benchmarks Overall Benchmarks
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Comparison of DM Maturity 2007-2012
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The Game  
of Telephone
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Organizational Strategy is Difficult to Perceive at the IT Project Level

• If they exist ... 
• A singular 

organizational 
strategy and set of 
goals/objectives ... 

• Are not perceived as 
such at the project 
level and ... 

• What does exist is 
confused, inaccurate, 
and incomplete 

• IT projects do not 
well reflect 
organizational 
strategy
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1  
Organizational 

Strategy 

1 Set of  
Organizational  

Goals/Objectives

Division/Group/Project

Logistics Company
• Fortune 450 

• 4 Divisions 

– Truck Load (OTR) 

– Intermodal 

– Outsourcing Service 

– Broker Services 

• Significant Growth over the last 10 years 

• Enterprise-wide modernization program 

• Recognized need to be data-driven to compete
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Mission & Brand Promises

• Mission: “We compete with other transportation service 
companies primarily in terms of price, on-time pickup and 
delivery service, availability and type of equipment 
capacity, and availability of carriers for logistics services.”
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Reach $10 Billion in revenue by the year 2020

Brand Promises 

Market Positioning
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Lower Cost Differentiation

Broad 
Range of 
Buyers

Narrow  
Buyer  

Segment

Overall Market 
Positioning

Low Cost; Quality Service; 
Availability and 

Differentiated Equipment & 
Service  

Brokered Services Truck LoadIntermodal Outsourced Services

Blue Ocean Brand – able to compete across 
multiple market positions



Competitive Advantage

• Buyer Power is moderate to weak 
– 4 divisions at multiple price points (“Full Service”) 

– High switching costs for some customers 

• Threat of Entrant is weak 
– High capital requirements 

– Strong brand recognition 

• Supplier Power is moderate to strong 
– Limited # of drivers; Very Poor Retention Rates 

– Limited railroad capacity (Intermodal) 

• Threat of Substitutes is weak 
– Railroads are a strong substitute; they lead in Intermodal
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Complete Current State Inventory 
• Data Management Practices 

• Data Assets 

• Business Processes 

• Technology Assets 

• Organizational Readiness
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Organizational Readiness
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Culture is the biggest impediment to a shift in organizational thinking about data

adapted from the Managing Complex Change model by Dr. Mary Lippitt, 1987 

A Framework for Implementing a Data-centric Strategy

• Understand business needs 
– Why strategy has not been done well 

• Measure the current state of 
organizational maturity 
– Why data strategy is hard 

• Identify round 1 data imperatives 
– Data strategy must support the  

organizational strategy 

• Implement data strategy road map 
– Balance is required 

• Q&A
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Tweeting now: 
#dataed



• Benefits & Success Criteria 
• Capability Targets 
• Solution Architecture 
• Organizational Development

Solution

Data Strategy Framework
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• Organization Mission 
• Strategy & Objectives 
• Organizational Structures 
• Performance Measures

Business Needs
• Organizational / Readiness 
• Business Processes 
• Data Management Practices 
• Data Assets 
• Technology Assets

Current State

• Business Value Targets 
• Capability Targets 
• Tactics 
• Data Strategy Vision

Strategic Data Imperatives

Business 
Needs

Existing  
Capabilities

Analyzing the Business
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Business Goals & Objectives

Operating Model

Competitive Advantage

Market Positioning

Mission & BrandWhy a Company Exists

What a Company Produces & Sells

How a Company Does It

Business 
Needs

• Business Value Targets 
• Capability Targets 
• Tactics 
• Data Strategy Vision

Strategic Data Imperatives



Thought Provoking Questions are Useful
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http://www.slideshare.net/GoGrovo/grovo-train-your-learners-to-learn-webinar

CFO HR Strategic Thinker

Why a Data Strategy?
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Managing 
Data with 
Guidance



 

V1  
Organizations  

without  
a formalized 
data strategy

V2  
Data Strategy:   Increase 

organizational efficiencies/
effectiveness

V3  
Data Strategy:  Use data 

to create strategic 
opportunities  

V4  
Data Strategy:  Get good  

at both V2 and V3

Improve Operations

In
no

va
tio

n

The focus of data strategy should be sequenced
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Only 1 is 10 organizations has a board 
approved data strategy!

That quote in context
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• Application design and business are 
now irrevocably linked.  According to Bill 
Gates, “Virtually everything in business 
today is an undifferentiated commodity, 
except how a company manages its 
information. How you manage 
information determines whether you win 
or lose.  How you use information may 
be the one factor that determines its 
failure or success or runaway success” 
– Bill Gates  

The Sunday Times  
1999



We believe ...

Data  
Assets

Financial  
Assets

Real 
Estate Assets

Inventory 
Assets

Non-
depletable

Available for 
subsequent 

use

Can be  
used up

Can be  
used up

Non-
degrading √ √ Can degrade 

over time
Can degrade 

over time

Durable Non-taxed √ √

Strategic 
Asset √ √ √ √

• Today, data is the most powerful, yet underutilized and poorly 
managed organizational asset 

• Data is your  
– Sole 
– Non-depletable  
– Non-degrading  
– Durable 
– Strategic  

• Asset 
– Data is the new oil! 
– Data is the new (s)oil! 
– Data is the new bacon! 

• Our mission is to unlock business value by  
– Strengthening your data management capabilities 
– Providing tailored solutions, and  
– Building lasting partnerships
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Asset:  A resource controlled by the organization as a result of past events or transactions and from which 
future economic benefits are expected to flow [Wikipedia]

CEOs are Recognizing Data as an Asset

PETER AIKEN WITH JUANITA BILLINGS
FOREWORD BY JOHN BOTTEGA

MONETIZING
DATA MANAGEMENT

Unlocking the Value in Your Organization’s
Most Important Asset.
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Data Strategy in Context
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Organizational 
Strategy 

IT Strategy 

Data Strategy

IT Project or Application-Centric Development

Original articulation from Doug Bagley @ Walmart

• In support of strategy, 
organizations implement IT 
projects 

• Data/information are typically 
considered within the scope of IT 
projects 

• Problems with this approach: 
– Ensures data is formed to the 

applications and not around the 
organizational-wide information 
requirements 

– Process are narrowly formed around 
applications  

– Very little data reuse is possible 
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Data/
Information

IT 
Projects

Strategy



"Waterfall" and other SDLC  
models create data silos
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Develop/Implement Software 

Develop/Implement Data

Evolving Data is Different than Creating New Systems
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Common Organizational Data  
(and corresponding data needs requirements)

New Organizational 
Capabilities

Systems 
Development 

Activities

Create

Evolve

Future State

(Version +1)

Data evolution is separate from, 
external to, and precedes system 
development life cycle activities!



Results

Increasing utility of organizational data

Individual IT Project 
 
 
 
 

Requirements

Design

Implement

Requests Results

Individual IT Project 
 
 
 
 

Requirements

Design

Implement

Requests

Results

Individual IT Project 
 
 
 
 

Requirements

Design

Implement

Requests

Organized, 
shared data

Organized, 
shared data

Organized, 
shared data

Individual IT Projects make  
increasing use of Shared Data

• Over time the: 
– Number of requests increase 
– Utility of the results increase 
– Data's contribution increases 
– and is recognized!
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Data-Centric Development

Original articulation from Doug Bagley @ Walmart

• In support of strategy, the 
organization develops specific, 
shared data-based goals/
objectives 

• These organizational data goals/
objectives drive the development 
of specific IT projects with an eye 
to organization-wide usage 

• Advantages of this approach: 
– Data/information assets are developed 

from an organization-wide perspective 

– Systems support organizational data 
needs and compliment organizational 
process flows  

– Maximum data/information reuse
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IT  
Projects

Data/
Information

Strategy



This is wrong …
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Organizational 
Strategy 

IT Strategy 

Data Strategy

This is correct …
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Organizational 
Strategy 

IT Strategy Data Strategy



A Framework for Implementing a Data-centric Strategy

• Understand business needs 
– Why strategy has not been done well 

• Measure the current state of 
organizational maturity 
– Why data strategy is hard 

• Identify round 1 data imperatives 
– Data strategy must support the  

organizational strategy 

• Implement data strategy road map 
– Balance is required 

• Q&A
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Tweeting now: 
#dataed

• Benefits & Success Criteria 
• Capability Targets 
• Solution Architecture 
• Organizational Development

Solution

Data Strategy Framework
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• Leadership & Planning 
• Project Dev. & Execution 
• Cultural Readiness

Road Map

• Organization Mission 
• Strategy & Objectives 
• Organizational Structures 
• Performance Measures

Business Needs
• Organizational / Readiness 
• Business Processes 
• Data Management Practices 
• Data Assets 
• Technology Assets

Current State

• Business Value Targets 
• Capability Targets 
• Tactics 
• Data Strategy Vision

Strategic Data Imperatives

Business 
Needs

Existing  
Capabilities

ExecutionBusiness 
Value

New 
Capabilities



Running Query
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Optimized Query
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Repeat 100s, thousands, millions of times ...
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Death by 1000 Cuts
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Improving Knowledge Worker Productivity
• $1billion (+) chemical company  
• Develops/manufactures  

additives enhancing the  
performance of oils and fuels ... 

•  ... to enhance engine/ 
machine performance  
– Helps fuels burn cleaner 

– Engines run smoother 

– Machines last longer  

• Tens of thousands of  
tests annually 
– Test costs range up  

to  $250,000!
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Improving Knowledge Worker Productivity
• Test Execution 

– Number of tests per customer product formulation.  Grouped by 
product types and product complexity 

• Customer Satisfaction 
– Amount of time to develop a certified custom formulated product; 

time from initial request to certification 

• Researcher Productivity 
– Tested and certified  

formulations per researcher 

• Note 
– Baseline measures were  

taken from historical data  
and anecdotal information
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Improving Knowledge Worker Productivity
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1.Manual transfer of digital data 
2.Manual file movement/duplication 
3.Manual data manipulation 
4.Disparate synonym reconciliation  
5.Tribal knowledge requirements  
6.Non-sustainable technology 

Improving Knowledge Worker Productivity
• Solution: 

– Business process improvements 

– Data architecture development 

– Data quality improvements 

– Integrated system development 

• Results: 
– Reduced the number of tests needed to develop products 

– Increase the number of tests per researcher 

– Reduce the time to market for new product development 

• According to our client’s internal business case 
development, they expect to realize a $25 million gain 
each year thanks to data governance improvements
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The DAMA Guide to the Data Management Body of Knowledge

• Published by 
DAMA 
International 
– The professional 

association for 
Data Managers 
(40 chapters 
worldwide) 

• DMBoK 
organized around  
– Primary data 

management 
functions focused 
around data 
delivery to the 
organization 

– Organized around 
several 
environmental 
elements 
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Data  
Management 

Functions 

Data  
Governance

Data  
Management 

Strategy

Data  
Operations

Platform 
Architecture

Data  
Quality

DMM℠ Structure of  
5 Integrated  
DM Practice Areas 
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A Framework for Implementing a Data-centric Strategy

• Understand business needs 
– Why strategy has not been done well 

• Measure the current state of 
organizational maturity 
– Why data strategy is hard 

• Identify round 1 data imperatives 
– Data strategy must support the  

organizational strategy 

• Implement data strategy road map 
– Balance is required 

• Q&A
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Tweeting now: 
#dataed

What to Expect from a Data Strategy
• Forces an understanding of the importance 

of data 

• Creates a vision for the organization 

• Identifies the strategic imperatives 

• Defines the benefits and key measures 

• Describes the data management 
improvements needed  

• Outlines the approach and activities  

• Estimates the level of effort and investment
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WHY  
A data strategy is 

important to the Org.

HOW 
It will impact the 

organization

WHAT  
The future look like 

(Paint a picture)

WHEN 
Can we 

 make it happen



Discussion
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It’s your turn!   
Use the chat feature or Twitter (#dataed) to submit  

your questions now.

+ =

Upcoming Events
 
 
 
 
 
The Importance of MDM 
February 9, 2016 @ 2:00 PM ET/11:00 AM PT 

Sign up here:  
www.datablueprint.com/webinar-schedule  
or www.dataversity.net 
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10124 W. Broad Street, Suite C 
Glen Allen, Virginia 23060 
804.521.4056
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