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FOREWORD

Like a lot of my data management colleagues, my path to data management was not straight-
forward. I started my professional career as a civil engineer and obtained a PhD in the field of 
reinforced concrete construction. At first glance, my PhD had nothing to do with data. However, 

years later I realized that a lot of the techniques I used in my PhD are now recognized as data science.

Next, I worked in management consultancy; in particular, strategic marketing and finance and compa-
ny restructuring. Again, my work seemed to have  nothing to do with data. But concepts of strategy 
development are nothing other than data models which combine and describe relationships between 
different elements of business environments.

I then went into software implementation, where I discovered that any application is simply a reposito-
ry of data and has eveyrthing to do with managing data properly.

Eight years ago, I joined a new company. My first challenge was to develop an automated management 
accounting reporting system. Deep analysis into existing reports showed us the high necessity to im-
plement a singular reporting platform, and we opted to implement a data warehouse. At the time, one 
of the consultants came to me and said, “I heard that we might need data management. I don’t know 
what it is. Check it.” I started Googling “Data management”.

This book is for professionals who are now in the position which I found myself in eight years ago. 

In the last eight years, I built the data management framework in a medium-sized company and then 
proved my know-how knowledge by participating in implementation of data management at a large 
multinational company.

This book is a collection of my hands-on knowledge, experience and observations about effective, fea-
sible and “to-the-point” implementation of data management in small and medium-sized companies. 

Every company needs Data Management
In any business environment, the amount of data the business owns grows exponentially. New tech-
nologies make it possible to process huge volumes of external and internal data every day. As a result, 
your company may possess information that gives it an advantage over competitors and develops the 
company. 

Many companies consider data as an asset next to buildings, machines and people, and they want to 
get value from it. Making value has different meanings:

• Your company can sell data to other businesses.

• All business decisions made are based on data. Depending on whether business management 
makes correct or wrong decisions, the company either prospers or goes broke.

• Using data to predict, for example, customer behavior or to improve your products. All of this 
will lead to extra revenue.

To swim freely in this ocean of data, you need to keep your ship in order, have a strong team, keep the 
wind under control and know what your destination is. In short, your company needs data manage-
ment to be in order. 

In our story, data management is the ship you need to have. Data management presumes a rather wide
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set of knowledge in various areas. The first area is data itself and the way different types of data should 
be treated. Quality of data is a popular topic nowadays. The second area relates to data modeling and 
data architecture. They provide knowledge on the meaning of data, relations between different data 
entities, and location of data in systems and applications. The third area covers technological aspects 
of data processing. Data security is one of the most important things nowadays. Last but not least is 
governance aspects that define roles and responsibilities around data. 

The team that rules this ship has to include specialists from different disciplines. For example, you 
might need information and IT solution architects, data governance specialists, master data manage-
ment gurus, and data security professionals. 

Large multinational companies have already, for some time, left harbors and embarked on a voyage. 
Fortunately for them, they have enough resources to form a multidisciplinary team in which each 
member is a specialist in a specific narrow direction.

At the same time, small and medium companies just faced the challenge to start managing data. These 
companies do not have extensive resources to get a lot of specialists on board. What they require, and 
can afford, is one competent and skillful specialist who possesses the knowledge and experience in 
different interrelated data management areas, enriched with soft management skills to build the data 
management function from scratch.

Furthermore, a lot of current data management specialists have grown into data management, after 
starting out in finance, IT or audit. There are no widely accepted special educational programs in the 
area of data management. Most specialists have to find their own way to put data management into 
practice.

This book is a toolkit for those who want to become a data management pro of a small- and medium- 
sized company.

Your professional success as a data manager will depend on your ability to build an effective and sus-
tainable data management framework that is feasible and is focused on the needs of your company. 
The goal is to deliver relevant data to stakeholders when and where they need it.

A few things you should know before starting
While working for several companies, I have observed a few things which the companies have in com-
mon, when it comes to data management. There are also some differences. I would like to give you a 
little insight into these common situations.

First, regardless of the company’s size, data-related challenges are almost always identical.  Every 
company experiences data quality related issues. Every company needs to comply with regulatory re-
quirements; i.e., GDPR. Every company deals with legacy systems and applications. The methods for 
finding solutions are identical. 

The second common feature is the struggle with “where to start.” There are several recognizable indus-
try guides, but companies still need to find their own way to set up data management. The guidelines 
mainly provide information on what should be done but do not explain how to do things. At most, you 

FOREWORD

8



will come across “best practices” examples.

You will find differences between companies in the roles, content and position of data management in 
an organizational structure. All these differences relate to implementation solutions of data manage-
ment. These differences are mainly due to companies’ sizes and resources available.  

DAMA-DMBOK2 highlights some additional factors that influence data management set up. The guide 
stipulates that “an organization’s approach to data management depends on key factors as industry, 
the range of data it uses, its culture, maturity level, strategy, vision, and the specific challenges it is 
addressing.”1

And still, every company follows a similar path to implement data management, and as for me, key 
data management components are rather industry-agnostic.

As just mentioned, there are several recognizable industry’s guides you might use in your practice. I will 
give a brief overview of some of them.  

DAMA-DMBOK2 by DAMA International (The Data Management Association)2

The guide is the most known and used in the data management community. This is the result of the 
efforts of a lot of professionals around the globe. Data management according to the guide is often 
seen as a part of the IT function. The guide presents the model of data management, which includes 
Knowledge Areas of data management. These Knowledge Areas can be combined in several subject 
areas: Management of Different Data Types (Reference and Master Data, Document and Content man-
agement, and Metadata); Data Governance; Data Architecture; Modelling and Design; Data Quality; 
Data Security; Data Processing (Data Storage and Operations, Data Integration and Interoperability, 
and Data Warehousing and Business Intelligence). This model of data management is industry and 
company-size agnostic.

While reading the guide, you can get deep insight into the various topics of knowledge. The guide also 
provides some overview on the interrelationships between the Knowledge Areas. Usage of the guide in 
your practical job is still a challenge. It does not provide a clear picture of how you can apply the knowl-
edge and put data management into practice.

DCAM (Assessor's Guide)3

The Data Management Capability Model (DCAM™) was developed by the Enterprise Data Manage-
ment Council. It is also based on best industry practices. The guide is not well known as it focuses main-
ly on the needs of financial institutions. The guide also presents a model of data management that 
includes eight subject areas. You can combine the areas into three groups: Data Governance Related 
(Data Management Strategy, Data Management Business Case, Data Management Program, Data 
Governance, and Data Control Environment), Data and Technology Architecture, and Data Quality. 
This model has a more practical aspect than DAMA-DMBOK2. It offers a set of business capabilities 
to implement data management successfully. The approach considers data management function as 
separate from IT function. The guide elaborates an idea of an organizational ecosystem where different 
business functions work together on data-related subjects. Still, the guide lacks guidelines on practical 
implementation steps.

FOREWORD
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TOGAF 9.14

TOGAF 9.1 is an open framework for enterprise architecture. The framework is also industry and com-
pany-size agnostic. TOGAF 9.1 is the most practice-oriented document. Unfortunately, data manage-
ment is not the core subject of the document. Data architecture is the area that intercepts with the 
data management function. Still, the framework comprises a lot of useful techniques that can be re-
used in data management practices. 

BABOK5

The BABOK® Guide contains a description of generally accepted practices in the field of business anal-
ysis. You as a data professional will also have challenges related to business analysis. For example, you 
will need to gather business and data requirements and communicate with stakeholders. The guide 
may assist you with these subjects.

BIZBOK6

The Guide to the Business Architecture Body of Knowledge (BIZBOK ® Guide) provides an industry 
standard framework for business architecture. The Guide is also the summary of the industry best prac-
tices.

Business architecture is a useful tool to match your company goals with the main business capabilities 
required. Data management could also be set up in the form of business capabilities. You can use the 
Guide to make such experiments.

All these guides provide a thorough knowledge base and share best practices. As a data management 
professional, you then have to adapt this knowledge to your reality, build a feasible data management 
framework, and as result, manage your data more effectively. 

The method described in this book offers the essence of the guides stated above. The method covers 
the required feasible minimum for building an effective data management function within small- and 
medium-sized companies. 

By using this toolkit, you and your company will get practical assistance in:

• usage and adaption of these guides

• applications of the techniques and templates

• navigating during your “trial and error” approach.

You win by exploring the experience of your colleagues that already walked this way. 
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Getting ready

INTRODUCTION TO  
THE METHODOLOGY



The task to make your data manageable is similar to building and moving into a new, bigger, bet-
ter house. 

Let us conduct a thought experiment: you get a chance to build your own house, but there are 
some limits in terms of money, location or size. You still can make some choices: you can choose, for 
example, to build a bungalow on a Caribbean Island, a mansion on the central street of your city, or a 
castle on a mountain.

When you start out, what parameters would you need to consider before you start building? For ex-
ample, what is the purpose of the building? Where is the building going to be built? How big does the 
building need to be? How much money should you invest into the building? What would your main 
concerns be?

Once you decide on the type of house and other specifics, you can start planning the construction 
process. And the funny thing is, regardless of the sort or size of the house you have chosen to build, 
the construction technique for any type of building is based on the same set of universal principles. You 
first need to make a plan. Then you build the foundation. The most complex and time-consuming part 
is building the frame. The last part is redecoration of your building.

You will use the above approach when proceeding with construction of your data management house. 
In the course of the book, I use an analogy of real construction technology to ease the perception of 
the method.

What is Data management?
You meet a person and they ask you what you do for a living. You answer, “Data management” and you 
get a misunderstood gaze. You desperately start looking for a short explanation.

Managing data simply means that everybody in a company knows what data they deal with. They re-
ceive data when and where data is needed. And this data is of acceptable quality. For example, a sales 
manager needs information about product pricing and the credit status of the client they are talking 
to right now. They need access only to the clients assigned to them. They also need the information in 
real time, and the best place to find that information is their iPad. This is only one example of managing 
data. There are a lot of other data stakeholders with their own needs and requirements. Data manage-
ment makes all these needs possible. You as a data manager are responsible for coordinating all related 
activities within your company to reach these goals.

Now let’s turn from the common language to the professional one. 

DAMA Dictionary of Data Managment stipulates that data management is “a business function that 
develops and executes plans, policies, practices and projects that acquire, control, protect, deliver, and 
enhance the value of data”7. In simple words, data management is an independent business function 
like finance or sales and its main function is to ensure proper handling of data within a company. In the 
course of this book, I will clarify the content and scope of data management.

A driver-based approach to data management
The approach I describe in the book is centered around “business drivers.” In this context, a business 
driver is the ultimate reason or the need for implementation of data management at a certain moment
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to realize the company's business strategy. 

Data management is a tool that a company can use to manage their data more effectively. Depending 
on the nature of the key driver, you choose a required set of data management building blocks, and 
then assemble these using certain models and techniques. I have developed a generic 5-step method 
(The Data Management Star, see Figure 1) that ensures a fast and effective implementation of data 
management.  Each step identifies a set of required building blocks. These building blocks are specific 
data management concepts and techniques. Depending on your driver you might explore only some of 
these building blocks while skipping others. Every driver will require you to go through the same 5 steps 
and to pick up only those blocks that fit your current purpose as identified by the driver.

Figure 1. The data management star by Data Crossroads.
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Preparation. PRE-PROJECT DESIGN
DEFINE THE MAIN BUSINESS DRIVER FOR SETTING UP DATA MANAGEMENT

In engineering, this would be similar to pre-project planning and design. At this stage, you will start 
with an idea that you would like to build something. The most important is now to understand why you 
want it, and what needs this building will have to satisfy. Only then you can start shaping and formulat-
ing your dream: will it be a cottage or a castle?

In the context of data management, think of business drivers such as increasing efficiency and accura-
cy of business decisions, becoming compliant with certain regulation (i.e., GDPR), strengthening your 
company competitive advantage by using predictive or prescriptive analytics, etc.

Make sure you choose the most important driver for your company, as it will define your further course 
of action. Each driver will require a certain set of data management building blocks that you imple-
ment, so make sure you make the right choice from the very beginning.

Step 1
DEFINING NEEDS & 
REQUIREMENTS

Step 2
DIVIDING TASKS & 
RESPONSIBILITIES

Step 3
BUILDING THE DATA 
MANAGEMENT 
FRAMEWORK

Step 4
INTERMEDIATE 

ASSESSMENT
& GAP ANALYSIS

Step 5
PLANNING 

FURTHER ACTION



Step 1. DEVELOPING DETAILED PROJECT DESIGN 
DEFINING THE NEEDS & REQUIREMENTS

After you have made up your mind about the type and  the function of the building, your next step will 
be making a detailed plan which will serve as the base for all your further construction work.

Specific to data management, each of the business drivers deals with a particular set of data.  For ex-
ample, if your driver is compliancy with GPDR, for now you will be only deal with personal data. Differ-
ent business functions, starting from sales and ending up with finance will deal to some extent with the 
personal data. In this case, we say that data is shared among different business functions within your 
company. These business functions are your main stakeholders in this case. So, you need to find out the 
key stakeholders and discover their concerns related to these particular sets of data. 

Step 2. BUILDING THE FOUNDATION
DIVIDING TASKS & RESPONSIBILITIES

Once you are done with making and verifying the detailed planning, the actual construction can begin. 
You begin with building a foundation (Zero cycle). The foundation is the base for the whole building. If 
it is not built well, the whole building would be at risk of collapsing. 

DAMA-DMBOK1 specifies that data management is a shared responsibility.8 It means that everybody 
within your company is dealing with data in some way and that proper data handling requires shared 
efforts and corresponding accountabilities. Clear and effectively functioning data governance is the 
foundation of your data management house. To ensure a solid, stable and effective data management 
framework, you need to clearly define and divide data-related tasks and responsibilities among all 
stakeholders involved. 

Step 3. CONSTRUCTION PHASE
BUILDING THE DATA MANAGEMENT FRAMEWORK

Depending on the function of your building, you must choose a structure type, which is either structural 
frames or load-bearing walls. All other elements of the construction like facades, floors, windows, and 
engineering systems depend on the construction’s function and structure.

There are several main questions you answer by building your data management framework:

• What information do data stakeholders really need and why do they need that information?

• What is your data?

• Where is your data located?

• Which transformations does the data undergo on its way from the original source to the end 
user?

• What is the required quality of your data?

In the world of data management, the creation of a framework is highly dependent on your driver. Lat-
er on, in this book, you will get a list of all the data management building blocks that you could use. You 
will not need all of them at the same time, though. As we continue, you will select those components 
that would work the best for your specific driver. If afterwards, you decide to start working on a differ-
ent driver, you will need to add or adjust some of these building blocks.
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Step 4. CLEANING UP & FINAL INSPECTION
INTERMEDIATE ASSESSMENT & GAP ANALYSIS
At a certain point of your construction process, you need to execute a construction audit. Its main 
purpose is to ensure that the work you have already completed complies with the original construction 
plan and is of acceptable quality.
Your company probably already has some data management functions in operation, but are they clearly 
defined, and how do they fit into your construction plan? For example, you might have staff members 
that are doing data classification for security purposes. Your company also might use the services of 
information or technology architects or engineers that are working on the application landscape.
First, you need to define what tasks and processes can be brought under the umbrella of data 
management. Secondly, you must assess the current level of maturity in your company. You can do 
so using one of the many existing maturity assessment techniques that we discuss in this book. Your 
company defines the desired level. As a result, you compare your current situation with one of your 
plans and execute the gap analysis. This analysis will form a basis for your action plan.
At the end, you are supposed to put the building into operation; simply put, move into a new house and 
enjoy living in it. If in the future it becomes too small, or needs remodeling, you can always come back 
to step one and plan and construct an extension.
The 5-step approach is iterative by its nature. There are different iterations that you can make:

• Iteration within each step. 
For example, there are several actions and deliverables within each block. They may be 
interrelated with each other. Assume you develop a list of data management tasks and then 
make a list of roles which you map to these tasks. At some point, you might decide to limit the 
list of the roles. You will need to re-assign the tasks to the rest of the roles.

• Iteration between steps.
Let’s use the same example as above. For example, in step two, you created a list of tasks 
and assigned some roles to the tasks. While performing step three, you identified new data 
management tasks. As a result, you should come back to step two, add these tasks to the list 
and map them to the existing data management roles.

• Iteration of all steps when a new business driver comes.
As we discussed, it would be rational to start with one or two drivers. For example, you used the 
method to set up data management to be compliant with the GDPR. You concentrated only on 
personal data. Now your company is facing challenges related to quality of financial data. You 
will use the same five-step approach to extend your data management capabilities to the needs 
of the new driver.

Step 5. DESIGNING THE INTERIOR & MOVING IN
SETTING NEW GOALS AND DESIGNING A PLAN FOR FURTHER ACTION
Success of your data management initiative depends on a lot of factors. Each company has its own 
culture, strategy, and way of working. Depending on these factors, you and your colleagues will invent 
a way of achieving your goals. These common success factors came from the best practices of other 
companies. You might take these factors into account and put them into your developments. 
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Using the Toolkit
The book is a figurative toolkit that will help you build your data-house, or in other words implement 
the five steps described before. This toolkit includes several components. First, each step will be de-
scribed in more detail. You will find some practical tips on data management subjects in the additional 
materials section, at the end. 

To assist you in developing your own data management framework, there is an example of similar work 
done by a fictive company named XYZ in the case-study section. Below, there is a detailed description 
of each section.

1. THE STEPS
You get a detailed description of each step you need to perform.

Each step description has an identical format and includes several subjects you need to dive in.

Getting ready
This section gives you a brief overview of what you are expected to do on this stage, and you become 
familiar with the scope of your work and main deliverables. 

Aim
You get a clear formulation of the reason of your actions and business value to be created.

Building materials
This section informs you on the main data management terms and concepts you need to know and 
use during the execution of this particular step. Descriptions of the concepts are based on the industry 
guides mentioned above. Sometimes these guides might have different visions of relevant data man-
agement terms and concepts. It leads to a difference in interpretation and discussions within the data 
management community. You will get a brief overview of disputable ideas if there are any.

Equipment
This section provides you with insight into different models, methods and techniques that you might 
use when completing the actions for a particular step.

The presented models and methods mainly relate to data management areas of knowledge. 

Under “techniques”, you will find business and communication techniques that you can use in order to 
execute your task. Some examples (borrowed from BABOK9) are:

• kick-off meeting

• brainstorming

• analysis (data, document)

• interviews

• workshops.
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Let me briefly make an illustration. For example, you can capture data flow/lineage using different 
methods of the documentation. This is the area of data management know-how. While performing 
this task, you will collaborate with your colleagues using different techniques as interviews, workshops, 
analysis, etc.

Working team
First, let’s agree who you will consider as the key stakeholders. According to BABOK, a stakeholder is 
“a group or individual with a relationship to the change, the need, or the solution”10. TOGAF 9.1 defines 
“stakeholder” as “an individual, team, or organization (or classes thereof) with interests in, or con-
cerns relative to, the outcome of the architecture. Different stakeholders with different roles will have 
different concerns”11. In short, business stakeholders are individuals or group of individuals that have 
particular concerns and interests in activities of outcomes of a business entity.  

In the context of data management, you describe stakeholders in two different contexts. In the first 
context, you establish a difference between stakeholders that represent business functions; i.e. finance 
or sales, and stakeholders that represent data management function. In the second context, you also 
need to recognize differences between stakeholders that are interested in the results of specific tasks 
or those who perform the tasks.

To describe the working team, we use the second context and put information in the following format:

STAKEHOLDERS ACCOUNTABLE RESPONSIBLE

In the “Stakeholders” box, you will find those stakeholders that are interested in the results of the tasks 
performed. You will find in the box names either of functional business units or functional roles. These 
functional roles are usually top management and heads of business units. By top management, I mean 
the executive board, CEO, CFO, etc. Business functions as, for example, finance, IT, risk, compliance, 
commercial, sales, marketing, and data management are represented by heads of departments. Usual-
ly all these business functions exist in major companies. It will be your task to align these stakeholders 
with your company business functional structure. 

Now it is time to identify the stakeholders who will perform the tasks. They will either be subject matter 
experts or data management professionals. To describe accountabilities of different roles, you could 
use the RACI model.12 In the context of this model, “accountable” is defined as “the person who is 
accountable for the correct and thorough completion of the task”13. An “accountable” can delegate 
execution of the work to “responsible”. The accountable person must sign off (approve) work that re-
sponsible provides. You can specify only one accountable for a task or a deliverable. Responsible is 
“the person who does the work to achieve the task”14. You can assign several responsible persons for 
execution of the same task. In the form above, you will see the roles in two boxes: “Accountable” and 
“Responsible”.
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There is a list of data management related roles to which I will refer in this book. I will approach this 
subject in depth during Step 2. But for now, here are some examples of such roles:

• data management sponsor – one of the top management representatives who is accountable 
for the promotion of the idea of data management implementation

• data manager – a data management professional who coordinates all data management – re-
lated activities within your company

• business/data analyst – a data management professional experienced in business and/or data 
analysis

• (data) architect – a professional who deals with information modeling and information systems 
architecture. Information systems architecture is a combination of data and application archi-
tecture as defined in TOGAF 9.1: it means that a (data) architect is a professional who might 
deal simultaneously with data and application architecture tasks.15

Construction technique 
Here you can find a list of tasks in consequential order and which will guide you towards your goals and 
results. Each step is accompanied by references to additional materials or templates that will be your 
extra support. You can find additional materials and templates in the back of this book.
This part assists you in putting your acquired knowledge of different data management subject areas 
and methods into practice. For example, if you know all elements of data lineage, it does not mean you 
know how to assemble the data lineage. Such a section will assist you in doing the right things at the 
right time to get your results as effectively as possible. Templates that the book offers are also a tooling 
for getting the right results with minimum efforts.

Results
In this section, you find the list of ultimate Minimum Viable Products (MVP) for every step. 

Background materials
Here you will find a reference to a recommended reading that will allow you to get in-depth knowledge 
on a subject.

2. TEXT BOX
For some topics, you will find additional materials in text boxes. These are collections of practical tips 
based either on the industry reference guides or on my own hands-on experience. I hope they will serve 
as an inspiration.

3. TEMPLATES
Also, in the back, you will find several templates with corresponding instructions that will help you im-
plement certain methods and techniques described in the book. Thus, you do not have to waste a lot of 
time for no reason. The templates will also help you create a company central repository to collect and 
share all data management related documentation. Think, for example, of a business glossary or data 
dictionary for your company.
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4. A CASE-STUDY 

The final addition is a fully described case-study based on a fictional company called XYZ. The main 
driver in this case-study is the necessity to become compliant with the General Data Protection Regu-
lation (GDPR). I hope that by now a lot of readers, especially those who have business relations with the 
European Union, have already implemented the required data management measures to comply with 
the regulation. Those who have not yet complied with the GDPR might still be interested in knowing 
how data management needs to deal with customer personal data. Finally, it only concerns one special 
set of data: the personal one. The method is applicable to any type of data your company deals with. 
Also enclosed are examples of filled-in templates in the context of this case-study.

5. NOTES
Finally, in the end of each chapter, you will find an empty page where you can take your own notes 
which will help you to process and remember the information you have just read.
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Preparation

Defining the main business driver

PRE-PROJECT DESIGN



In engineering, before you start building something, the very first step would be pre-project planning 
and design. During this stage, you define the type of a building your company dreams of: will it be a cot-
tage or a castle?  You can draw a design of your dream data-house and make a list of all the necessary 
elements that need to be included in the building.

Before getting started, your company needs to get an in-depth understanding of which key business 
driver has the top priority. This is a critical point which brings strategic initiatives and operational needs 
together. The business driver that you choose will influence the scope of the data management func-
tion needed at your company on its current level of development. 

For sure, some data management components already exist in your organization, in one form or anoth-
er. Usually, the necessity to set up a data management function does not come up overnight, and you 
do not start implementing it just for fun. At some point, the company realizes the necessity of manag-
ing its data and creating a formal data management function. Data management is not a goal by itself. 
Data management is a remedy and a tool to mitigate certain data-related challenges. 

At this stage, a data management sponsor has to come into action. The data management sponsor is a 
top management representative who anticipates the necessity to start managing data properly within 
the company and who has power to initiate the process.
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AIM

GETTING READY

To define the key business driver(s) that challenge(s) your company to set up data management to-
gether with the data management sponsor and key decision makers. 

Business drivers
A key business driver is "something" (e.g.“a resource, process or condition”16) that has a major impact 
on the performance of your specific business”17. In other words, resources, processes or conditions that 
have a major impact on your company performance are your key business drivers. They link your com-
pany’s strategy with operational goals and activities.
In respect to data, you might think of regulatory compliance (i.e., GDPR requirements), improvement 
of decision-making by resolving data quality issues, business intelligence and data warehousing activ-
ities, big data perspective, predictive analytics, impact analysis of changes in software and reporting 
practices, and business continuity.18 

BUILDING BLOCKS

For analysis of business drivers and their priorities, you can use Template 1: “Business driver analysis”. 

EQUIPMENT



You can choose different approaches to identify your key business drivers for setting up Data Manage-
ment.
DAMA-DMBOK2 has chosen to consider business drivers from the perspective of each individual Data 
management Knowledge Area.19 In my opinion, as I will show later in the book, Data management ca-
pabilities can hardly be separated from each other. Therefore, I suggest to view it from the perspective 
of the company as a whole. The vision on the value proposition of data management is explained in 
Figure 2. 

INTERNAL BUSINESS ENVIRONMENT
The strategic goal of each business is survival in the long-term. And in order to “survive”, a business 
needs to ensure steady profit and proper asset management, data being one of them. The manage-
ment of the business directly influences the realization of the key goal. The realization is based on their 
decisions. To make decisions, they need to get appropriate information. And in its turn, to produce this 
information, you need to ensure delivery of appropriate data.
Each business function, which is a combination of business processes and involved people, participates 
in data processing and delivery in its own way. Technology and resources enable business functions to 
process data.
Thus, the key value proposition of proper data management is support and improvement of decision 
making on all management levels. Optimization of the data / information value chain is the key task of 
data management. The setting up a data management framework revolves around building  an infor-
mation value chain.

EXTERNAL BUSINESS ENVIRONMENT
There are some key factors of the external environment that impact data processing capabilities. These 
are: competitors, technology development and requirements of regulations and regulators.
To reach the key strategic goal, your company needs to gain a competitive advantage. One of them 
might be expressed in the way you use your data and create (i.a. monetary) value from it. Active devel-
opment of new technologies also of importance. Pressure from regulations, such as, for example, the 
General Data Protection Regulation, and regulators make a huge impact on business performance as 
well.
Taking into account all these factors, the business drivers that make a major impact on the improve-
ment of company performance and decision making could be defined as: compliancy with regulations, 
data quality, level of optimization of data & information value chain, data protection, and quality level 
of business processes around data processing.

Business drivers for implementation of Data management
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Figure 2. Data (management) value proposition in the business cycle



You assess how certain business drivers influence the success of your company. You could think of the 
following benefits as per DAMA-DMBOK220: 

• cost or operational risk reduction

• business growth

• improved processes

• business continuity

• operational efficiency, effectiveness, and productivity

• protection and improvement of the organization's reputation.

To specify key business drivers and their influence on your company success, you can create a survey to 
gather the opinions of different stakeholders. You might use a scoring system which will rank the pos-
sible drivers in order of importance. The analysis of this score should help you come to an agreement 
with the stakeholders on the most important business drivers.

Recommended techniques:

• Face-to-face interviews

• Survey

• Workshops

• Presentations
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STAKEHOLDERS ACCOUNTABLE RESPONSIBLE

Top management

Heads of business functions 
including IT, finance, risk, 

commercial, sales, marketing, 
production, etc.

Data management sponsor Data manager

WORKING TEAM

1. Your first step is finding a data management sponsor among top management. You will never 
be able to set up a data management without having strong support and commitment from 
the top. Managing data requires dedication of a wide range of business functions within your 
company. Coordination of their efforts and resolution of data-related issues could be realized 
only with support from top management. Implementation of data management will also re-
quire additional resources, including financial ones. One of the main tasks of top management

CONSTRUCTION TECHNIQUE



is to make a decision on the way data management is implemented. There are several ways to 
do this. Management can initiate a data management program or project. The project will then 
have a clear goal and deadlines, and be supported by the required budget. Another approach 
is simply to initiate a creation of data management position(s) within existing organizational 
structure. The core company’s decision makers support is of high importance.

2. You create a list of possible drivers. You can consult the summary of the drivers highlighted in 
the TEXT BOX 1. It can serve as inspiration while making your own list of drivers and help you 
specify the urgent topics and present them during your conversations with the stakeholders.

3. Investigate the most attractive “selling” points of your data management plan, as you will need 
to sell your ideas to the main decision makers. You should mainly focus on benefits that your 
company will gain as the result of the actions. 

4. You organize initial face-to-face conversations with the potential stakeholders where you dis-
cuss their main concerns. You can also prepare and give a few workshops where the stakehold-
ers could score the chosen business drivers against possible benefits for your company. For this, 
you can use Template 1: “Business driver analysis”.

5. As a result of the driver analysis, you will get an extended list of current business drivers. You 
should minimize the list to 1-2 most important drivers by choosing those with the highest 
scores. 

Summary Preparation
• The data management sponsor is one of the top management representatives who anticipates 

the necessity to start managing data properly within the company and who has power to initi-
ate the process.

• Together with the sponsor and key stakeholders, you need to determine the main business 
drivers to set up a data management function. Part of the exercise is to highlight clear benefits 
for your key stakeholders and the company that would be a result of solving particular prob-
lems related to the discussed drivers.

• The chosen business driver is the reason and the starting point for setting up data management 
in your company. The importance of the chosen business driver and its benefits for the devel-
opment of your business are discussed, agreed on, and confirmed by the key decision makers 
and stakeholders.
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RESULTS

• A list of up 1-2 business drivers that would be the main cause for the implementation of data 
management. The driver(s) will determine all your further actions described in this book.
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Chapter 1

  DETAILED PROJECT 
DESIGN

Defining who needs what data and why



You have managed to convince top management, that the time has come! You have got a carte blanche 
for developing data management. Your driver is standing like a lighthouse guiding you towards the 
goal. Now it is time to start planning your course of action. This planning serves as the base for all your 
further construction work.
By now, you already know your key stakeholders. While identifying the business driver, you had a 
chance to understand their common concerns. Now you should go deeper and clarify the concerns that 
are specifically applicable to the driver that has been chosen. For example, a head of the sales depart-
ment might have had concerns about GDPR requirements. At the same time, their great interest was in 
applying data science techniques to get insight into customer behavior to improve company products. 
If your company has chosen “compliance” as the only one business driver at this point, you need to 
specify the stakeholders’ needs for this specific subject. It is also clear that the list of the stakeholders 
for GDPR compliancy will differ from those who are interested in applying data science techniques. 
Their needs will also differ.
The identified needs are to be expressed in requirements. Requirements are a tool to measure the sat-
isfaction of your main stakeholders when the project has been completed. These requirements scope 
your data management ambitions and help narrow them to some feasible level. 
You also want to specify your communication strategies with these stakeholders, as you need to ensure 
their full cooperation and involvement in the process.
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GETTING READY

To define the involvement of business units and stakeholders (within the context of the chosen driver) 
and specify their needs, requirements and communication strategy.

AIM

Data and information
It is important to be clear what is meant by “data” and “information” within the scope of the book. 
These terms are often known to cause misconceptions when interpreted in different ways by different 
people. The DAMA Dictionary distinguishes data and information as two separate concepts. DAMA 
Dictionary stipulates that “data” are “facts represented as text, number, graphics, images, sound, or 
video. The individual facts that are out of context and have no meaning by themselves.”21. For example, 
45 is a unit of raw data. You can speak about the wind speed of 45 km/hour. As soon as you put raw data 
in some context (wind speed or temperature), it becomes information. 
But, for example, ISO/IEC 11179-1. Information technology — Metadata registries (MDR) has a different 
vision on the relationship between data and information. The difference originates from different con-
texts in which these definitions are being used.
ISO/IEC 11179-1 states that data is “re-interpretable representation of information in a formalized 

BUILDING MATERIALS



manner suitable for communication, interpretation, or processing”22. 
In business, it is very difficult to make a clear distinction between information and data. Data is often 
seen as an input in a system or an application. After data processing, you get information as output. In 
case of a chain of applications, the situation looks complicated, doesn’t it?
To put it simply, data and information are used interchangeably. This approach is also chosen in DA-
MA-DMBOK2.23 For the reason of consistency, in this book, you will mainly come across data. Only 
when I would like to stress that data is put in a special context, you see information.

Enterprise
TOGAF 9.1 defines “enterprise” as “any collection of organizations that has a common set of goals”24. 
This definition gives a good tool to scope your data management efforts. Assume that your company 
has several offices in different companies. In this case, you can identify the enterprise for data man-
agement implementation as one of the offices. If your company is a rather big organization, you can 
also scale the enterprise to the several business units. In case of a small or medium company, you can 
perceive the whole company as an “enterprise” for data management purposes. To summarize, in the 
context of data management, an enterprise is a part of your company that has common goal in respect 
to set up data management for a specific business driver.

Business stakeholders
You have come across the term “business stakeholders” several times now, and we briefly discussed it 
before (p.17). So, who are they? Depending on the context, they could be defined differently. “An indi-
vidual, team, or organization (or classes thereof) with interests in, or concerns relative to, the outcome 
of [some business-related subject]”25. This business-related subject is defined in BABOK as “change, 
need, or the solution”26. In the BABOK definition, they mean organizational or business change, busi-
ness need of stakeholders, or the solution that satisfies these needs. 
In the context of this book, we identify business stakeholders as individuals or a group of individuals 
that have particular concerns and interests in activities of outcomes of a data management function, 
that is set up within your company.

Needs and requirements
Every business stakeholder has their needs. BABOK specifies a need as a “problem or opportunity to be 
addressed”27. To satisfy these needs, first you have to transform them into requirements: as stated in 
BABOK, “requirement is a usable representation of a need”28. Subsequently, to meet the requirements, 
you need to implement a solution, which according to BABOK is “a specific way of satisfying one or 
more needs in a context”29. You can identify the needs and requirements on different levels. In our case, 
we will consider just two of such levels: business and data.
For example, need: 'data used for a reporting has to be accurate, correct, complete, and received on 
time', requirement: 'the data for a specific report is 95% complete, and is to be received daily by 8 a.m.'.
Needs cannot be measured; requirements can. Converting the needs into requirements will make them 
concrete and will provide you with a clear set of parameters you need to pay attention to. This way, it is 
also easier to track and show the changes and improvements you make. 
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EQUIPMENT

There are a various stakeholder analysis methods available. You are free to choose any technique you 
like. The templates in this book focus only on  the needs of Data (management) stakeholders.

TEMPLATE 2 : “STAKEHOLDER OVERVIEW”. 
This template helps you to specify the key group of stakeholders of your data management initiative 
and assess them by potential impact of the business driver on their area and their level of influence in 
respect to the data management initiative. You also specify the key reasons of their involvement.

TEMPLATE 3 : “STAKEHOLDER COMMUNICATION STRATEGY”. 
This template assists you in evaluating how each of stakeholders should be involved in the data man-
agement initiative.

TEMPLATE 4 : “STAKEHOLDER INVOLVEMENT PLAN”. 
This template is an extension of the communication strategy and helps you find a way to bring the 
stakeholders to the required level of understanding of the situation and raise their level of commitment 
to the initiative.

TEMPLATE 5 : “BUSINESS REQUIREMENTS”. 
This template allows you to document the main needs of the stakeholders and transform them into 
requirements. 

Recommended techniques:

• Kick-off meeting

• Face-to-face interviews

• Analysis

• Workshops

WORKING TEAM

STAKEHOLDERS ACCOUNTABLE RESPONSIBLE

Top management

Heads of business functions 
including IT, finance, risk, 

commercial, sales, marketing, 
production, etc.

Data management sponsor Data manager
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CONSTRUCTION TECHNIQUE

1. Define a clear scope of the “enterprise” for which you will implement data management. The 
scope of the “enterprise” must correspond with the business drivers you have defined before-
hand. 
Example: Let’s assume that your business driver is to increase the efficiency of the decision-mak-
ing process at the top and operational levels of the business by improving the quality of the 
related data.  In this case, the “enterprise” might include business functions responsible for the 
delivery required information like finance, IT, and commercial departments. In another situa-
tion, if your business driver is “improvement of customer data”, next to the business functions 
mentioned above, you will also include legal, compliance and privacy office. 

2. Organize meetings with the main stakeholders to explain your initiative. It is advised to or-
ganize face-to-face meetings with the heads of the business functions and try to clarify their 
professional and personal concerns and needs regarding the subject. 

3. Together with the stakeholders, evaluate their needs related to the driver. These needs can be 
of different nature like receiving new information, protecting the company and its reputation, 
etc. Implementation of new systems, delivering new reports are possible solutions to meet 
these needs.

4. Summarize the results of the interviews. You can use Template 2: “Stakeholder overview” as an 
aid for the analysis of these results.

5. Develop the main principles of a communication strategy using Template 3: “Stakeholder com-
munication strategy”. From now on, you will know how to approach different stakeholders and 
which information you should provide depending on their level of interest and power.

6. Execute the stakeholder analysis with the help of Template 4: “Stakeholder involvement plan”. 
This analysis will help you to recognize the stakeholders that can be of a great help for the suc-
cess of your project.

7. Together with the stakeholders, translate their needs into requirements. You can use Template 
5: “Business requirements” as a guideline. The specification also includes the categorization of 
requirements. Such a categorization will help in planning your further actions.

RESULTS

1. The definition of the enterprise concerns the part of the organizational structure that will be 
involved into data management implementation. By “organizational structure” meaning the 
hierarchical organogram of business functions and departments.

2. A list of the main stakeholders, who, in this case, are functional roles, such as CEO, CFO, heads 
of departments etc.

3. Clearly defined communication strategies with different stakeholders, which include agree-
ments on the type of information and the frequency of its delivery depending on the stakehol-
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ders’ involvement in the project.

4. Analysis of the needs and requirements of the main stakeholders.

BACKGROUND MATERIALS

Further reading:
There are several techniques for stakeholder analysis that you could use while performing this step. If 
you are interested in learning about them in more detail, you can consult the following:

• BABOK, p. 31: an interesting approach for stakeholders’ engagement30

• BIZBOK, p. 250: explains stakeholder mapping31

• TOGAF 9.1, p. 73, 251: provides techniques of stakeholder analysis and development of com-
munication strategy32.

These sources also provide interesting information on the needs analysis.



Summary Chapter 1
• Data are facts put in context. Data and information are used interchangeably.

• The “enterprise” is any collection of organizations that have a common set of goals. To imple-
ment a data management function, you need to define the scope of the “enterprise”.

• Your business stakeholders are (a group of) individuals that have particular concerns and inter-
ests in activities and outcomes of the data management function set up within your company. 

• You need to get to know your main business stakeholders to learn and document their profes-
sional and personal concerns and needs.

• You should assist your stakeholders in transforming their business needs into business require-
ments.

• You should think ahead about how to communicate with the key stakeholders to ensure their 
involvement in the project. You need to estimate what you can expect from your stakeholders 
on your way to reach the goal.

DETAILED PROJECT DESIGN 
DEFINING WHO NEEDS WHAT DATA AND WHY 1
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