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ﬁ Agenda

» What does a useful data strategy
look like?

» Maqjor topics of a data strategy

» A quick data strategy — Rocky
Health

» Approach - Forget fraditional
strategic approaches

» Data literacy and fransition
management
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Concepts and Definition
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jj Data is relevant to every strategy element

N

= Do you proactively /\ /
examine the role of data is / \ /
all strategic elements?

Partners Com;l)eﬂfors

» Do you examine the value
or risk of data considering
each strategic element?

Customas
and Need

]

esources an
competenciqg

g

» |f you assess the role of <
human capital, locations,
inventory, items, etc. and
NOT data your business
strategy is not complete

NN

e N ™~
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Handbook (Part 1) Jergen Kraajenbrink



'j Value from two perspectives

Enabling benefits Value in the
from data use. accounting
Not necessarily sense.

Value in the Expectation of a
balance sheet change that will

sense. affect balance

Data as resource sheet and
that supports Income
other value statement. Data

streams as assef
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“Types” of data

» Row and columns (structured dataq) % ‘
= Transactions .&qta Value Chain - \e,g‘
= “Post-fransaction” : Creates Content

» FEvents off the internet

» |OoT

» Exfternal / Internal
» Unstructured data

» Digital

» Video, voice

®» Documents

®» |mages

» Data supply chain “interfacing”

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited 6



Data can only add value 6 ways — it isn’t rocket
science

Data-to-Value Drivers* Data, Information, and Content Used to Improve or Achieve
Goals Through:

Processes Improve cycle fime, lower cost, improve quality

Competitive Position Capture competitive intelligence and get there first

Create better results and better cost through new missions

Product / Service and work products

11114

Asset/Intellectual Capital Embed knowledge into future missions
Enabler Foster competency, growth, and empowerment
Risk Manage risk, of various types, that threaten success

* Value drivers copyright John Ladley, 2010, 2012, 2020
Resource and Financial Context
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'j Things have changed

» Compliance — Data is on the
board’s radar. It is on the
regulators radar.
KEEP o

’ ®» Competition — a spreadsheet
CA';M, ITS can trump your big Al project.

BUSINESS Good data quality and
AS USUAL primitive tools still win

» Fthics — Are you using data
legally or using data ethically

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited



e,

KEEP
CALM ITS

ONLY

BUSINESS
AS USUAL
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Things have changed

®» Poor acumen and illiteracy is
pervasive — Leadership does not
understand enough to provide
effective guidance, or have
aligned data strategies

» Anthropology — this is big, so
don’t confuse implementation
strategy with philosophy and
what is happening in the world

» You have a strategy now — but
Is it usefule



'j What is a data strategye

» “A data strategy is a highly dynamic process
employed to support the acquisition, organization,
analysis, and delivery of data in support of
business objectives” (Gartner)

» “ . strategy for organizing, governing, analyzing,
and deploying an organization’s information
assets” (Davenport)

» “The data porfion of your business strategy”
(Ladley)

» | ess than 35% of execs understand the role of IT,
Data or Digital in strategy. Both parties need to
move towards each other
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'j More than a metaphor®

Assets require
management
frameworks that
reflect their
properties

Future Value depends on asset deployment while managing risk, cost, and value

* Inspired by “Data Driven,” Tom Redman

Assets require care Assets must be put to
and feeding work

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited
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Achieving value from data assets

These need to work

together strategy, so the other two
Too often one begats always show up

the other

A data strategy will

manage this interaction
towards value

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

You always have a data

12



'j Data as an “asset”

We make a SERIOUS
error in saying “data is
an asset,” and then
not determining what
that means.

Value in the Financial

Value in the Resource

Contribution

Metaphorical “Asset”
Qualitative Benefit

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED

High-quality member
data can be sold for $$
per member

“Data can be processed
into analytical or Al
products”

“Our people are our
greatest asset”

13



. Data strategy: move data into “business as usual”

Data Management and Governance Disappear as “New Programs”

OUTBOUND MARKETING SERVICE
LOGISTICS AND SALES

OUTBOUND MARKETING SERVICE
LOGISTICS AND SALES

PRIMARY ACTIVITIES

PRIMARY ACTIVITIES

FIRM INFRASTRUCTURE

(s SUPPORT ACTIVITIES )

Data Management Data Governance
capabilities capabilities

. Data-Driven View
- No longer effective

Enterprise Data Management
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What does a useful data strategy
look likee
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'j Components of a data strategy

» Business Elements

» Drivers and shapers People
= Value e e sustainability - Rolest réspon5|b|l|fles
» Principles (People) = Sustaining plan

» Alignment = Acumen and literacy
» “Digital” and “Data

» Support organization
P 9 Driven” are cultural shifts

strategy

» Business elements to data Enterprise Architectural

elements to value Elements
» Data debt » Portfolios
» Data Elements Roadmap » Workflow and operations
= Data Architecture Roadmaps
» Dafa Quality = Playbook
» Data Management Business = Timing

S Architecture
= Decision rights and access

16

Copyright 2023 John Ladley and Sonrai Solutions, LLC Reproduction without permission is prohibited



'j What does a data strategy look like?

Elements
Business Elements
Shapers (pillars, philosophy)
Capabilities
People
Tone and pace
Readiness

Business targets and aspirations

Literacy business targets

Copyright 2023 John Ladley and Sonrai Solutions, LLC Reproduction without permission is prohibited

Examples
Pillars

Business goals and initiatives

Affected capabllities (e.q.,
Marketing, logistics)

Roles and responsibilities
Sense of urgency

Inferim targets

Data maturity and literacy plan



'j What does a data strategy look like?

Elemenfts

Business alignment
Capability alignment
Goals and strategies
Data strategy map

Alignment with budgets and
priorities

Copyright 2023 John Ladley and Sonrai Solutions, LLC Reproduction without permission is prohibited

Examples
Measurable objectives

Corresponding inifiatives
Corresponding data requirements

Supporting capabilities

Required data capabilities
Interim measures

18



'j What does a data strategy look like?

Elements
Technology Elements

Typical “topics”

Metadata Management
Data Architecture

Data and other models
Data Quality

Bl, Reporting, and Data
Warehousing

Big Data and Analytics, Al, ML

Master/Reference Data
Management

Provisioning / Data Integration
Storage

Data movement

Copyright 2023 John Ladley and Sonrai Solutions, LLC Reproduction without permission is prohibited

|dentify meaning and relationships
Provenance and lineage

Storage

“Data Architecture”

Tied to capabilities

Description of use and value
Sequence

Part of initiatives or projects

AVOID "FOUNDATIONAL"




'j What does a data strategy look like?

Elements
Enterprise Architectural Elements

Bimodal considerations
loT
Edge

Workflow and operations

Copyright 2023 John Ladley and Sonrai Solutions, LLC Reproduction without permission is prohibited

Examples
Replace old sources

Determine use of virtualization
and data web technologies

Management of new volumes of

data
Workflow from Al/ML input

New or modified engagement
and operating models

20



'j What does a data strategy look like?

Element
Roadmap

Copyright 2023 John Ladley and Sonrai Solutions, LLC Reproduction without permission is prohibited

Example
Useful
Descriptive
Prescriptive

Technique - try to show tracks, time,

and organization on one executive
summary (you can't use a Gantt
chart)

Avoid WORN - Written Once, Read
Never

Set vision, scope and the data story

21



'j What does a data strategy look like?

Element

Sustainability (Organization
elgle]glels)

Copyright 2023 John Ladley and Sonrai Solutions, LLC Reproduction without permission is prohibited

Example
Target data behaviors

Key change areas
Training plan
Communications plan
Resistance management
Leadership management

Stakeholder management

22



Data strategy needs 1o present a big (business)
picture

- Data
Compliance Reporting, B, )
Analytics Quality J

i — \ ol
§ Policy Inventory Z
e Security || Q
" N :
0 ‘52 B]felife]
% ® anchor store
= Merch- =]
8 . Regulator andise Supported

Suppliers

business
Data architecture capability
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'j Present Vision - anchors sustainability

Multichannel | Supply Chain Customer &

* Mobility » Analytics Member

e Anyway they N Insights
Welal

* Product Info
Share and
Consistency

* Customer Data
Mastering

e Data Mining

¢ Analytics Tools

Market

Integrations

* Market
Intelligence

e Store / Market
matching

Merchant
Tools Productivity

*PoS e Workforce Mgt
* Promotions e Scheduling

Business Drivers and Priorities

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited
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Strategy Example

2022

2021

2023

\

2024

\

Increase consumer loan profitability |

Grow small business banking
Businesses

R

\

\ | Grow mortgage business

Business
Strategy

? Loan data use

Improve Checking & Paymenfts | ?

Business data

Self Service Reportin

New mortgage apps

Payment Solutions

_ Member data Mortgage data use
improvement
>
(@)
()
©
2 Dashboards
h and Scorecards
_g Data
ualit
8 Q Y

Mortgage business fraining

Enabling strategy
through our data
and our people

Standardization of
Terms

Data Roles and Behaviors

Data Literacy

Data Planning
& Business
Planning
Infegration

Data Quality

Oversight

New Business and
Data Capabilities

People and Culture

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

Governance

25



Major Topics
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'j Shapers and alignment

o When . : . . . .
2
Definition needed? Shaping factors Selling points Considerations Permutations

*Your
organization’s
understanding
of what
shapes your
mission and
vision

 “Pillars”,
“Drivers,” etc.

*These speak
directly to
goals and
shape culture

*|Fan
organization
wants to be
“digital” or
“data-driven”
its shapers
must be
compatible

*Legacy
* Age
e Environment

e Puts data into
the business
conversation

e Permission to
include

*These can be
fluid — when
they are the
organization
will present a
challenge

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited
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'j Motivation and Drivers

» Common stated reasons

Overwhelmed with data volume
Respond to trends

Problems with data

Problems with getting “information”
Drive innovation

Improve decision-making

Become “data-driven”

Monetize data - to develop a competitive advantage
through various initiatives involving data

» Common reactions to business problems

We tried Data Governance without one
Compliance has forced our hand

Data Quality is visible and out of control
Burning platform

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED




Drivers

External

e Costs
Monetization ° RiSkS
* Opportunities

* Privacy
Compliance ° ACCUI'CICY
e Environment

e Ethics
* Reputation
e COommunity

29



Drivers

rmission is prohibited

Internal

*Data costs are too high
*You cannot count your
Operations customers

*Data silos constrain
efficiency and progress

e Audits

Compliance ..
= *Policies

* Liability
e Costs

30



'j Business alignment is required

» Top down, boftom up
» Organization to data — data to organization

. . Data Data
Mission Mlglgn(/]%ﬁsi;ness Management Governance
PAbIity Capability Capability

Advanced
supply chain
management

Data
standardization

Streamline

procurement

» NEEDS - a true strategy addresses needs objectively and ignores *wants,” “requests,” and whining

» WANTS — collects requests and whining - rarely reflective of tfrue needs, changes daily

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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Needs — Where will data create value?¢

Data, Information, and Content Used to
Improve or Achieve Goals Through:

Explanation/Examples

Data-to-Value Drivers

We analyze events and missions to look for efficiency gain; we
Processes Improve cycle time, lower cost, improve quality examine feedback from stakeholders to improve quality,
interfaces, or workflow

Crlolue cempeiive sl ries i eel Thas We find out what our competitors are doing; we develop new
Competitive Position . = first J 9 messages and brands that attract mind share or create
asymmetry

Create better results and better cost through new We develop new systems and capabilities, offer new products or

Results, Products, Services missions and work products services

Embed knowledge into future products, services, . .
We incorporate lessons learned into our processes

Asset/Intellectual Capital or
missions
Enabler Foster competency, growth, and empowerment We empower people resources with data at the point of contact;

we provide better service or facilities to be more productive

We reduce regulatory, fiduciary, and civil risk; we manage our
reserves and portfolios; we do not break laws while performing
the mission

Manage risk, of various types, that threaten
success

Risk
There are only six ways to use data to create value — each one must be considered

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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Alignment — Line of sight from strategy to delivery

of all the needs

Biz
Capability

Biz Capability Biz Capability

Data Data
Capability | Capability

Data

Data Capability Data Capability Data Capability Capability

Data Reqgt Data Regt = Data Reqt = Data Reqt | Data Reqgt Data Regt | Data Reqgt | Data Reqgt

Process
/ Process / Process / Process / Process / Process / Process / Process / Process

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED

Biz Capability

Data
Capability

Data Reqgt
/ Process

Data Capability

Data Reqgt
/ Process

Data Reqgt
/ Process




'j New capabilities to achieve objectives

Strategy / Goals

Operations M'SS'QH Risk Mgmt N[elijlgle] Finance Procure
Planning

Business capabilities required for achieving goals

4

Data Quality

. . Data . .

Data Management capabilities to support business capabillities

: Data Lineage Standardization . " Data Data Risk

Data Governance capabilities to support business capabilities

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED




'jCommunica’re needs through vision

-

Best Practices
Operational

Business
Capabillities

* Preventative Care

* Wellness

e Qutcomes
Management

Data Data Mastering Bl/Analytics

Capabilities Reference Data Data Standards
Data Sourcing Advanced Analyfics

COPYRIGHT JOHN LADLEY 20!

Financial Stability

* Expense
Management

* Margins

* Reporting

KPIs/Meftrics

Reference Data
Data Controls




'j Sample of alignment

Businesss Actions

Strategic Growth

Business Strategy - Digital Strategy - EIM - Data Governance alignment

Objectives / Goals

Improved client
acquisition

Dormant
reactivation

Asset expansion and
cross sell

Asset retention

App rationalization

Infrstructure
optimiz'n

Process efficiencies

Work Stream
Enablers

Digital
Experience

Digital Marketing
Ops

Digital Data and
analytics

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

EIM Elements

Single Client View

Real time analytics

Reduced TCO of data

DG Elements

Ensure consistency across app ond
platforms

Ensure Insights inform business
strategy

Align business strategy to IT and
EIM

Ensure Insights inform business
strategy

Reduced risk of errors from data

Improved governance

Implement regular doto
quality processes

Insert data oversight into compliance
and privacy functions

36



Approach — Value Statement process

Revenue up 7% Total customer base up 10%  Total pre-tax income up 5%

Integrated products Partner expansion Product adoptions Internal drivers

Product Product
Operations design/ Compliance Marketing Operations design/ Compliance Marketing Marketing

actuary actuary

. Exceed . Innovative

» Develop the value statement material by aligning strategy to required business capabilities, then
aligning those business capabilities with the required data capabilities

Partner
relations

Operations Compliance Underwriting Actuary

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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1 5-minute break
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'j Philosophy (data principles)

o When . : . . . .
2
Definition needed? Shaping factors Selling points Considerations Permutations

*Your
organization’s
philosophy
regarding
datain the
form of
principles

e Enormous
contribution
fowards
successful
tfransformation

* Almost always

e Literacy
* Engagement
* Culture
e Environment
e Compliance

* Minimizes
conflict,
accelerates
change

e Business
model

e Leadership
engagement

* Not a core skill

e Start simple

* Applies to all

* External
partners may
need to be
engaged

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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Principles, Policies and Their Purpose

Philosophy, set - I.nsur-e_s .
the overall Codifies sustainability via

lreeian e principle. Sets consistent
the route. fhe course. application of
methods.

Policies Processes
N[elgleleifely (Controls)

Principles

You need to plot a course 1o processes

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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'j Sample principles

Principle Name Principle Description

Enterprise data will be governed by a formal organization, with appropriate authority and
accountability to define and establish how information, data and content is managed.

XXXXXXXX will have enterprise standards and guidelines for all metrics, content, data structures,
codes, values and data naming.

Data, information and content needs to be available at the right time, at the right place and in the
right format to authorized users/consumers, at an efficient cost.

Business Information management solutions will maintain business alignment, and will only be in response to
alignment business needs vs. business area requests

Enterprise data will be managed and measured for quality. There will be parties that are accountable
for overall integrity and quality of enterprise data and content.

Appropriate due diligence will be conducted to ensure data complies with all applicalble statutes and

Master Principle
Federation

Data efficiency

Information quality

Risk management

regulations
Share and Enterprise data is a shared resource across the enterprise. Data is not a resource which can be
Collaborate "owned" by specific business areas
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%Jiding Principles Sample

Principle We collect data to support our stakeholders and are accountable for managing
data as an asset that improves stakeholder experience and well-being

Rafionale -

Benefits -

Implications -

\
o\\d\es. _

R

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED

Allow us to exceed customer expectations, deliver the best practices centered
on a defined standardized model, maintain financial stability, and provide
regional expertise

Data accuracy is critical to optimal outcomes

The data we create is useful, actionable

Data is supportive of our principles including standard work and respect for
people

People have the right information to do their jobs

Enabling the ability to deliver the best practice of medicine centered on a
defined standardized care model

Data quality will be measured and advertised/shared

Non-useful data will be retired, no longer be collected

Alignment and accuracy of data to support our priorities will require uniform
definitions and recognition of authorized sources of fruth

Data usefulness and accuracy will be more important than quickly producing

reports ”



. TONE AND PACE

S When Shaping : . . . .
2
Definition needed? factors Selling points Considerations Permutations

*To what
extent will the
Data Strategy
influence the
organization

* How
aggressive is
the Data
Strategy

 Clarification
of approach

e Sefts
expectations
properly

*Need to
match vision
to reality

* Key activity
at the
beginning

e Culture
e Environment

* Missed
expectations
have been a
key obstacle
(e.g.. “What
do you mean
| need to
change?”)

*Change
capacity

* Other
initiatives

e Drivers for
Data Strategy

e Varied
approaches
(e.g., “non-
invasive,”
minimal
invasive,
“burning
platform”)
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'j Tone of “data assets”

Asset treatment (financial sense Enterprise +

[teration towards .
a higher goal Enterprise data
. oversight is
Plan road to wider mandatory

visibility

“little g” “Resource Asset” “Big G"*

Oversight required
Local project — to ensure
Project level effectiveness and
oversight (learners sustainability
permit) (protect the
investment )

*Big G. littfle g” concept from Gwen Thomas

“Metaphorical asset”

Local Qualitative benefit

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited
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jj Approach spectrum

» Approach not adjusted by “size”

» Staffing, culture, scope, and business needs

» Nature of roll out can vary from a narrow focus to immediate enterprise-wide change
» At all times, the context is ENTERPRISE

Narrow Wide
Focus Focus
Formalize informal Reference . Mesh / Fabric :
data practices at data to sp[;?:mc? IBM Domain %%Lneﬂ'%gig'
local or project support driven data
level analytics (28 MBI, use MISREEEISI
Little “g” Big “G”
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. CAPABILITIES

o When . : . . . .
2
Definition needed? Shaping factors Selling points Considerations Permutations

e Simply — WHAT
an
organization
does o
achieve its
goals

*They are more
stable than
processes,
easier fo
understand

e Broader view
and still
appropriate
for data

* When
organization
cannot grasp
alignment of
Data
Governance
and Data
Management
to achieving
its goals

e Literacy
* Engagement
* Culture
* Environment
e Compliance

« Stability
e Level of detail

e less
controversial

e Business
model

* Enterprise
architecture

* May be hard
fo
comprehend
for some
(taxonomic)

*Done as part
of enterprise
architecture

*PMO-led as
part of overall
initiatives

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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ﬁ Capabilities and Enterprise data Management

Volatile Capabilities Stable

Process

Stuff happens

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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'j Capabillities

» Capabilities describe WHAT an organization can do to Business Strategy
accomplish its goals
. . Goal 1 Goal 2 Goal 3
» Used for strategy and enterprise architecture
» |S |1- a COpOblllTye Capability 1 Capability 2
» |f there are not people, process, data, and technology Capability 1.1 | | Capability 1.2 - -
components, or it is just one of these, it isn’'t one.
- Capability 1.4 Capability 2.3 Capability 2.4
» Data Governance and Data Management are new
business capabilities F—— F—
- .
Gop Gn0|ySIS Capability 3.1 Capability 3.2 Capability 4.1 Capability 4.2
» Standard process — what do have now and what do you
need? Capability 3.3 Capability 3.4 Capability 4.3 Capability 4.4

» What is required to support the value and vision?2

Regular Important -

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED



Data
Governance
capabilities

Data Governance Strategy

DG Strategy
EIM and DG Business Alignment
EIM and DG Goal Setting
Compliance and Privacy Strategy
Data Ethics Strategy
Data Principles
DG Technology Strategy
Business Strategy Support
Data Strategy Support
Applications Strategy Support
Enterprise Architecture Support
IMM / CMM Strategy

Data Governance Definition

Data Governance Operations

Dara Governance

AAnhngnmnnf

DG Operations

DG Activity Management
Data Policy Management
Data Standards

and glossary
Measurement
Issue Management
Data Access and User
Content Governance
Application Development Governance
Compliance Related Governance
Security / Privacy Governance Oversight
Ethics Oversight
Leadership Communication
Data Risk Oversight
DG Audits and Controls
Methods and Worflow Oversight
Policy Administration

DG Measurement
Effectivenss and Efficiency Metrics
Measurements of data quality and usability
Business Impact Metrics
Data Debt
Literacy and Maturity targets

DG Requirements and Design
DG Assessment
Federation Requirements
DG Scope and Focus Areas
Capabilities Definition
DG Roadmap Modification
Controls Specification
Compliance Identification
Enterprise Risk Mgmt Spceifications
Ethics and Privacy Definition
Policies and Standards Development
(o) ization Business Inf i
Collaboration and Communication Set Up
DG Metrics
Metadata and Model Specification
Taxonomy and Ontology Specification
Data Lineage and Provenance Specification
Data Classifications Specification
Data Controls Specification
Data Sharing Specification
Data Integration Specification
Data Life Cycle Management Specification

DG Frameworks and Operating Models
Operating Framework Definition
Engagment Model Definition
Accountability and Responsibility Structure
Data Literacy
Roles and Responsibilities
Collaborative Framework
DG Technology Requirements

DG Technology
Metadata Management
Data Mastering
Data Lifecycle Management
Data Security
Taxonomy Ontology
Data Movement and Integration
Reference Data
Data Quality
Data Modeling
DBMS
C ion and dg
Stewardship

DG Communication

Communicated Data-Related Directives
Communication Events and Artifacts

Communicated expectations and accomplishments.

DG Training
Technology Training
Data literacy awareness training
Stakeholder and Operations Training
Formal Orientation and Onboarding

DG Services
Data sharing Agreeement Services
Data Integration Services
Data Quality Support
Data Compliance and Risk Support
Data Lineage and Provenance Support
Data Ethics Support
DG Technology Operation
DG Technology Delivery
Data Ethics Support
Data Delivery Support

Sustaming Data
Governance

Sustaining DG
Organization Change Requirements
Org Behavior Changes
Leadership Alignment
Stakeholders Management
Conflict and Resistance Remediation
Change Plan Management
OCM Plan Implementation
DG Metrics
Training Oversight
Resource Development
Promotion and Branding
C ity and C ion D

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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Data
management
capabilities

Data Management Strategy
Data Architecture Strategy
DM and Business Alignment
DM Goals Setting
Compliance Strategy
Applications Coordination
Technology Strategy
Data Monetization Strategy
IMM / CMM Strategy
Establishing & Allocating Budgets

Data Management Definition and Design
Define Business Rules
DM Assessment
Data model Definition
Metadata definition
DG Adherance Processes
Define EIM Components
Metrics and KPI
Data controls Definition
Bl & Reporting
Advanced Analytics
MDM
RDM
DQ
Al / ML Definition
Data Standardization and Rationalization
Data movement and integration
Data Delivery Access
Metadata and Model Specification
Taxonomy and Ontology Specification
Data Monetization products
Data Architecture
EIM Component Engagment Models
Data Life Cycles and Domains
Legal accountability
DM Organization definition

Data Management
Model Management
Monetized data management
Security
Compliance
Data controls
Metrics and KPI
Bl & Reporting
Advanced Analytics
MDM
RDM
Data Quality
Data Capture
Data movement and integration
Data Access
Implement Data Policy
Data Lineage
Data Provenance
Data Accountability
Data Anonymization
Data Architecture
Issue resolution
Data retention and life cycle management
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Data Management Operations
Data Development/test/production
Develop Data Systems
Data Change Control
Measure Data Quality
Data Product Lifecycle
Data Management Services
Models
Security
Compliance
Data controls
Metrics and KPI
Bl & Reporting
Advanced Analytics
MDM
RDM
DQ
Data movement and integration
Data Access
Data Landscape Maintenance
Metadata Maintenance
Model(s) Maintenance

Sustain Data Management
DM Training
DM Communications
DM Engagment Model Alignment
Issue Resolution
Process Change Management
DM Staff Decvelopment
DM Resisitance Management

50



Data-driven capability model

Client Service

Sales & Marketing Operations

Safety
Business Continuity Logistics & Fulfilment

ACME
Industries
Capabilities

Product Design Warranty

Campaigns

Product Management

Lead Management

Repairs Service

Strategy &
Planning

Business Planning

Budget

Business & Enterprise
Architecture

Project & Portfolio
Alignment
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Channel
Management

Client Management

Lead Management

e

Human Capital

Enterprise Change

Benefits

Training

Recruit & Hire

Product Service

Warehouse

-
Compliance and Risk

Management

Regulatory
Compliance

Risk Assessment

Insurance

Legal
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Real Estate

Enterprise Data
Management

[ ]
Management

Inventory

Environmental

Data Governance

Data Alignment

Metrics & KPIs

Policy & Standards

DG Services

Glossary and
metadata

DG Operations

Information technology

Applications

Technology
Procurement

IT Governance

Security

Data Integrity

Telephony

IT Operations

Continuity
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ﬁ PEOPLE

o When . : . . . .
2
Definition needed? Shaping factors Selling points Considerations Permutations

* Participants
e Behaviors

e Number one
factorin
failure or
success

* Almost always

¢ If not, specify
why

e Literacy
* Engagement
* Culture

*No one likes
change

e |f there is no
change, why
do a
strategy?

e Stakeholder
alignment

e Leader
alignment

* Not a core
data skill

* AppDev is not
immune

* External
partners
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ﬁ READINESS

*The maturity and
capacity of the
organization to
proceed with
operationalizing
the strategy

Starting point
and gaps to the
target vision will
drive approach,
fiming, tone, and
many other
aspects

¢ As part of
assessment
activities

*Culture
eLandscape
eEnvironment
eCompliance

*The only way to
establish an
iterative

approach

*“IMM" is only part
of this
eLandscape
could be fime-
consuming

*IMM, then
change capacity
later
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'j Acumen / Literacy

* Awareness of
how to
manage and
use data

e Data
Management
is part of every
business
decision

* This is a core
barrier to
sustainability

e You cannot be
data-driven, or
“digital,”
without a data
culture

* ASAP

* Change
capacity

* Desired tone
and
philosophy
around data

* Culture type

e |f you can do it
for Lean, or Six
Sigma, you
can do it for
data

* |t's an essential
part of data
monetization

* Environmental
factors

e Internal politics

¢ Intensity or
urgency

* Other changes

e Can certainly
be phased in

* Behavior
changes can
be made
pleasant or fun

Leadership

Conceptual

Management

Logical

Operational
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Business understanding, capabilities, and shared vocabulary

Administered

Technology

Build and maintain
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ﬁ Ethics

» Ethical considerations in data management, because what is legal is not necessarily

Right

» Mitigating bias in data collection and analysis is just the tip of the iceberg

* Right
conduct and
character;

* The nature
and grounds
of morall
obligation

* The doctrine
of man's duty
in respect to
himself and
the rights of
others

e Data meets
morality

* “Cracks in
Data
Strategy”

e What is legal
is not
necessarily
Right.

* Too many
organizations
fail to
examine
data-ideas
from this
perspective

* ASAP
e Reputations

can collapse
entire brands

* Moral
compass of
the
organization

¢ Desired tone
and
philosophy
around data

* Culture type

* Yes it is new,
and o you
cannot wait

* Regulators
are also
licking their
chops

* Nature of
your strategy

e Internal
politics

¢ Intensity or
urgency

* None
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Ethics for you and many others

OPFRATIONAL DAIrA

» Data ethics extends beyond "“are we
doing the right thing?¢”

» Datfais Anthropological
» This is a mandatory, deliberate

discussion and component of a data
strategy

» This is not a tfechnology or software
discussion. This is a board-level or
similar meeting

56
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'j Example of a process

» Dignity - Humans are the ends, not the means
(We are not the product as we are now)

» Ethics are applied to real-world objects, and now
must be applied to abstractions (data)

» Align business priorifies to ethical priorities

Future-

» ThIS iS nOT a ‘||p Ser\/ice, issue oriented Accountable
. . rules and controllers
» Consumers / stakeholders are increasingly enforcement

discerning

» | eadership need to “adopt the new philosophy™
(as Deming said)

®» An organisafion culture issue.. Tone from tfop must
be matched with action!

2022, Daragh Obrien, Dr K. Okeefe, Eithcs
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Compliance, ethics, and risk management —

general
Compliance

Definition

* Adhere to data-related regulations * Avoid fines or worse
and Data agreements * Diminish reputation
Risk

Definition Whye
» Mitigate exposure to loss from data e |t can be VERY costly
* Civil, Regulatory, Common Risk * Diminish reputation
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eTechnology that ¢|t has been *Part of digital *Privacy *Huge returns s Ethics e Appears in many
exhibits behaviors around a long strategy «Ethics possible o Risks ways, but the
that equate to time and always «Part of data «Validity of models eHidden costs learning models
thinking and viewed as the monetization «Economic models “Say no” points eIgnorance are at the core
intelligence next step in “Societ
OCIUENT ©EmitE! ~automation” *Radical reshapin oeey
focuses on It is the ‘next big of work 9
learning thing” . .
algorithms and .\Eclfskf spectrum is
application to
human activity *Decisions being

made in

ignorance

Leadership Management

Business understanding, capabilities, and governed use

Society Reputation Ethics Administer Build & maintain Monitor and re-approve
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'j Data Integration / location
Y@ reeleal R Selling points Considerations Permutations

* Combining * This is the * When * Complexity * AlImost N/A * See shaping * Manifested
data residing “holy grail” of suitable for of data factors as part of a
in different data, since the landscape Bl strategy
sources and 1970 organization » Maturity of IT and/or MDM
providing —based on portfolio fransition
users with a maturity and
unified view other
of them shaping

factors

Leadership Management Technology

Business understanding, capabilities, and governed use

Build & maintain

Goals  Decision rights Classification Provenance & search Administer
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'j Data integration / location

» Structures that REQUIRE strategy and
governance

» Fabric architecture

= Mesh philosophy

= Virtualization

» Warehouse / Lake / Lakehouse etc.
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. Workflow and operations

* An
orchestrated
and
repeatable
pattern of
activity,
enabled by
the systematic
organization of
resources info
processes that
fransform
materials,
provide
services, or
process
information

¢ Overlooked
part of data

¢ A data-driven
organization
eventually
needs to alter
older
workflows. As
such, it is part
of strategy

¢ |If the Data
Strategy will
result in future
states where
workflow
changes or
supply chains
are altered

* Enterprise
architecture

» Workflow
literacy

* Strength of
business
process
discipline

* “Two-fer!”
* Engages
process side

e Literacy and
resistance from
business
process
components

* Workflow just
for Data
Governance,
or just for
specific
initiatives that
are in the Data
Strategy
roadmap

Data as product
Roles and responsibilities for custodianship
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'j Workflow / operations

» Data usage to fulfill strategy

» Data as product

» Governed self-service

®» Roles and responsibilities for custodianship
» Enterprise data asset treatment

» Operation of data management

» Operation of data governance
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. METADATA MANAGEMENT

* Capability that
allows fracking,
monitoring,
efficient use,
and finding
datfa

* For definitions,
administration,
and navigation

* Modern data
requirements
are too
complicated
to make it an
option

* Always

» Starting point

* Business drivers

e Enterprise
architecture

e Compliance

* Regulation

e Lineage/
provenance

* Cost

e Accuracy

* Resistance

» Confradicting
vendors

¢ Rush to
products

* Never stand
alone —
standardization
is part of all
other efforts

* Manual is OK

* Best of breed
vs. infegrated
offering is valid
concern, as is
“build it"

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED

64



. DATA AND OTHER MODELS

* Artifacts for
“discovering,
analyzing,
representing, and
communicating
data
requirements in a
precise form”
(DMBOK 2)

* Abstract
representation to
allow
understanding
and planning

* What happens if
you build a house
without a
blueprint?

¢ Excellent
communications
tool

¢ From day one of

any data-
intensive effort as

an artifact to
support
communications
¢ Cross reference
context and
abstraction with
physical
deployment

e Enterprise
architecture

* AppDev
approach

e PMO, CMM
aspects

¢ Acceptance of
data as an asset

* Good
communications
tool

e Can decrease
development or
integration time
¢ Very supportive
of data
compliance
requirements

¢ There is rarely
the need for
building a data
model from
scratch

¢ Not for
stakeholder
consumption —
sorry

* Not a
deliverable,
rather a work
product or
artifact for limited
audience

* Management
and
custodianship big
issues

* Artificial
intelligence and
machine learning
models are also
part of this area

¢ Additional
requirements for
these models
e Can be useful at
all levels:
conceptual,
logical, physical
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. DATA QUALITY

S When Shaping : . . . .
2
Definition needed? factors Selling points Considerations Permutations

e Data
suitability for
an intended
purpose

* $3.1 ftrillion

* Most data is
of poor
quality

* Costs are very
high

* Enormous

return for
modest effort

e Yesterday

*Type of data
challenges -
there are
many
“flavors”

* Where the
problems are
manifested

*Huge and
fast returns
e Eliminates a
lot of other
problems

*One person’s
quality is
another’s
problem

*DQ is almost
always part
of MDM, Al,
ML, etc. —
tfrust me

e |f you must do
a tool DQ is
an excellent
vehicle
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. DATA ARCHITECTURE

eDescribes the
structure of an
organization’s
logical and
physical data
assets and Data
Management
resources
(TOGAF)
*The blueprint for
managing data
assets by aligning
with
organizational
strategy (DMBOK
2)

eDatais a critical
enterprise asset —
whether
acknowledged
or not

eData is
managed
anyway

*Data costs a lot
more than you
think

eSources,
movement and
storage consume
overhead

*You already
have one - the
question is how
bad is ite

eEnterprise
architecture

* Maturity

eEnvironment

e Prior efforts

*Standard
frameworks
(TOGAF,
Zachman, etc.)

e Acceptance of
data as an asset

ePart of enterprise
architecture

ePart of enterprise
strategy

*Risk and costs of
data are

becoming
unmanageable

e Coordinate with
enterprise
architecture (if
present)

«Stealth or visible

*|T architecture

*Framework and
taxonomy (e.g.,
Zachman)

e Standardization
obstacles
(AppDey, etc.)

ePart of enterprise
architecture

*Part of Data
Strategy

*PMO channel
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. Bl, REPORTING, AND DATA WAREHOUSING

S When Shaping : . . . .
2
Definition needed? factors Selling points Considerations Permutations

* Managing
and using
data for
scheduled
reports,
simple
analysis, and
ad hoc
reporting

* Main
component
and most
common
type of data
usage

* Prefty much
an essential
element of
any
architecture
or strategy

e Data sources

* Access tools

* Business
model

* Business driver

* You already
have it

e Efficiency

e Compliance
(Privacy)

* Deeply
embedded
legacy

*Old DW
technology

* Data lake vs.
warehouse
debate

e Data lakes

*ODS

* ERP or SaaS
options
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DATA ACCESS — DECISION RIGHTS, ACCESS RIGHTS

(SECURITY, PRIVACY, COMPLIANCE)

* “Decision
rights” are an
agreement
regarding who
gets to make

who
confributes to
the decision-
making
process, and in
what capacity
* Data access
specified how
datais
acquired to
support
decisions

what decisions,

* Value happens
when a data
decision help
achieve a goal

* How decision
using data are
made need to
be addressed
in data
strategies

* Access of
data, and
understanding
constraints due
to compliance,
affects how
datais used

* Most
organization
have
addressed
privacy and
security, but do
not connect
these with
decision rights

* A strong push
for self-service
Bl friggers the
need for
formal
consideration
of data rights
and access

¢ Standards are
required, so
data
classification
and rules are
key

* Dominance or
prevalence of
existing
compliance
and CISO

functions may
cause conflict
or
collaboration
around DG
and data
strategies

* CISO functions
are very usually
treated as a
narrow
requirement ,
e.g. changing
passwords.

* DG addresses
data access
yet CISO and
DG work go
hand in hand

¢ Collaboration
with
compliance,

DG and CISO
need to be

made a
requirement
» Write a good

Data access
and self-

service policy
* Education of
decision rights
and data
access is key

e Rarely will
there be no
CISO function

in place. The
variances
occurin
whether the
CISO believes
they are in
control of data
strategy or a
key capability
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'j Data access and decision rights

» Decision rights” are an
agreement regarding who gets to
make what decisions, who
contributes to the decision-
making process, and in what rights
capacity

Decision

» Data access specifies how data is
acquired to support decisions

Data self-

service
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as part of
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strateqgy

Compliance

Data

Principles
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Oversight, Risk management, compliance, and
policies

» Compliance
= Many privacy regulations

» Fxisting data regulations Decision :
g g ights Compliance

» Homeland security
» State and local

®» Risk management Using data

» Compliance Data self- as part of Data
service data Principles

= Civil strategy

= Reputational
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e Capability that
allows tracking,
monitoring,
efficient use,
and finding
data

For definitions,
administration,
and navigation

*Modern data
requirements
are too
complicated to
mcake it an
option

* Always

'j Metadata Management

Starting point
*Business drivers

eEnterprise
architecture

eCompliance

*Regulation

elineage/
provenance

*Cost

* Accuracy

*Resistance

*Contradicting
vendors

*Rush to
products

*Never stand
alone —
standardization
is part of all
other efforts

*Manual is OK
*Best of breed
vs. integrated
offering is valid

concern, as is
“build it”
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*Describes the
structure of an
organization’s
logical and
physical data
assets and Data
Management
resources
(TOGAF)

*The blueprint for
managing data
assets by aligning
with
organizational
strategy (DMBOK
2)

*Datais a critical
enterprise asset —
whether
acknowledged
or not

eDatais
managed
anyway

*Data costs a lof
more than you
think

eSources,
movement and
storage consume
overhead

'j Data Architecture

*You already
have one - the
question is how
bad is ite

*Entferprise
architecture

* Maturity

*Environment

e Prior efforts

*Standard
frameworks
(TOGAF,
Zachman, efc.)

* Acceptance of
data as an asset

*Part of enterprise
architecture

*Part of enterprise
strategy

*Risk and costs of
data are
becoming
unmanageable

*Coordinate with
enterprise
architecture (if
present)

«Stealth or visible

*|T architecture

*Framework and
faxonomy (e.g.,
Zachman)

*Standardization
obstacles
(AppDey, efc.)

*Part of enterprise
architecture

ePart of Data
Strategy

*PMO channel
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Lunch
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. BIG DATA AND ANALYTICS

o When Ngle]e]lgle] . . : . .
2
Definition needed? factors Selling points Considerations Permutations

* Management
and use of
data sets that
require “non-
standard”
methods

e Use of
heuristic,
statistical,
and
algorithm
methods to
examine
large
amounts of
data

* Monetization
of data

* [dentification
of new
situations or
uses of data

* Exploiting
data uses
that were
previously
ignored

e Use of non-
structured
data sources

* Part of digital
strategy

e Part of data
monetization

* Quantity
* Velocity
* Variety

* Huge returns
possible

e Small data

e Data Quality

e Excessive
expectations

e Talent

e |oT

¢ “Information”

* Machine
learning

e Artificial
intelligence
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ﬁ RBIMODAL CONSIDERATIONS

* Managing two
separate but
coherent styles
of work: one
focused on
predictability;
the other on
exploration ...
a more
predictable
evolution of
products and
technologies
with the new
and innovative
(Gartner)

* There are no
more “new”
architectures,
only fransitions
—you are
never starting
from scratch

* The spectrum
of possible
technology is
enormous

e Early in the
definition
activity — it is
required if
there is a large
quantity of
legacy systems

¢ Philosophy
e Future vision of

the role of
data

* Preserves
investment

* More practical
than “future-
state”
architectures

» Organization
size and span

* New vs. old
and the future
vision can add
up to large

$35%

* DO one mode
at a time

* Two “sub-
strategies”
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'j Gartner’'s bimodal approach

Nonlinear

Syst
+ Mode e
t Accept Innovation

0 Instability - [
S (DevOps Sys‘ct;f?mb 3
g Traditiona| automatio;)’ Differentiation JIlE
Mode ' \reusable) 8

. Required ' s

Reliability &
(ITIL, CMMi, COBIT)

Gartner
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]j Old and new coexistence, or separate strategies

Enterprise Data Management

@)
-
=
<
) D
@) Agile Data Management and Data Q0
CC§ Innovate Governance capabilities o
- C
o Legacy applications — %
> —— serve and protect Agile applications - D
8 Differentiate lead change A
5

O
"6 Traditional Data Management and Data é
e Governance capabilities @)
Operate D)
3
D
o)
—'—
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. MASTER/REFERENCE DATA MANAGEMENT

o When Ngle]e]lqle] . : : . .
2
Definition needed? factors Selling points Considerations Permutations

* Managed
sources of
common
data

* Establishing
“sources(s) of
tfruth” of
Cross-
functional
domain data

e Common,
shared data
items, such as
codes

e Address issues
caused by
mulfiple
master files

* More efficient
Data Quality

e Part of ERP-
type efforts

e Overhaul of
applications
(e.g., SOA)

* More
economical
to do MDM
than fix
interfaces

* Enterprise
architecture

e Business
model

* Analytics and
monetization
of data

* Acquisition
and merger

* ERP/HER

o Efficient

* Enables
operational
efficiency
and analytics

e Clears up
annoying
semantic
differences

* Appetite for
risk

e Realistic
expectations

e Open minds

(Cloud, Saas,

etc.)

* Mandatory
sustainable
Data
Governance

* MDM ‘Lite”

e Part of ERP
upgrade

* Along with
Data
Governance

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED




. ROADMAP

When Shaping
2
Definition needed? factors Selling points Considerations Permutations

presen’ro’non
of how the
Data Strategy
will be
deployed

* Philosophy,
phases, and
detailed
plans

* This is how
you can “get
there”

* Most
commonly

requested
deliverable

* Infegral part
of any
strategy,
across all
components

* Urgency

*PMO

* Development
approach

* Rarely
required

e Level of detall
is critical

e Near term
should be
very detailed

e Blend with
other
roadmaps —

MDM, Al, etc.
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A quick data strategy — Rocky
Health
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ROCKY HEALTH SYSTEM OVERVIEW

Data driven O
announcement

Finance starts Analytics / Al

DG -appoints
stewards glebaic
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'jExcmple: Rocky Health Systems — Vision

p
\
. Best Practices Financial Stability
Operational * Preventative Care * Expense
Busmgsg « Wellness Management
Capabilities « Outcomes » Margins
Management * Reporting
Data Mastering Bl /Analytics KPIs / Metrics
DGT(}{ _ Reference Data Data Standards Reference Data
Capabilities Data Sourcing Advanced Analytics Data Controls

Data Agreement Data Engineering Compliance / Privacy
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» Define how RHS will
manage and fully
leverage data assefts
in line with the rest of
the healthcare

industry

» A deliberate,
communicated,
actionable
approach to deal
with the
overwhelming data
issues, data silos,
data requests and
increasing TCO and
risk levels
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Business case for strategy:

All boats must rise in the tide

» Tangible — Data governance controls data usage in order to

» Reducerisk —reduce average level of fines and holdbacks by 80% - Average $3 million past two
years

» Achieve operating margin — fines and errors accounted for 17% of gross operating margin - $7.5
million

» Business analyst hiring — 2% of gross revenue — Hired 16 BAs across  $1.6 million
» Wellness — Improved patient outcomes - Attracting 1% more non-Medicare patients - $2.3 million
» |nfangible
» Data landscape needs to become cost/risk aware — stop buying multiple tools
» Greater focus on action vs. reaction

» Readlization that current methods add enormous overhead

» Clearer communications
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'j Business case

Data governance controls data usage in order to achieve:
Tangible benefits - known and documented amounts

Reduce risk reduce average level of fines and Average $3 million past two years $ 3 million
holdbacks by 80%

Achieve operating margin Reduce non-value added efforts Addressing fines and errors accounted $7.5 million
for 17% of gross operating margin

Hired 16 BAs across 8 departments at .4%  $1.1 million
of gross revenue

Wellness - Improved patient Balance populations served Aftracting 1% more non- Medicare $2.3 million
outcomes patients

Intangible benefits-known financial and reputation impact but hard to quantify

Data landscape needs to become  pielel oIV aleRaalUliife)[=hrelel] Physicians purchased 4 cloud-based $50,000 / yr. subscriptions PLUS
cost/risk aware reporting tools w/o IT awareness last year  time wasted over arguing
whose data is correct

(EECIER TGRS RN ERTE R Mid-level managers are crisis oriented Duplicate efforts to solve similar problems As much as 8 FTE worth of
duplicate efforts

Realization that current methods FY2017 budget not approved until June Most of delay was as a result of in Overspending - hard to

add enormous overhead 2017 accurate project and labor data quantify but as high as $10
million

Clearer communications Four areas are “in charge" of some sort  Duplicate efforts to solve similar problems Duplicate FTEs plus frustration

of reporting or analysis
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o Focili@No R OACO

o Reference d

o EPIC upgrade

o Budget o

o Data Plannin
Report quality

—-—
D) h Metadata
0 O Pyinen Management (b 2.0 B Rocky Health Data Asset
§ OGL ODofo Virtualization . % Manogemen'r Aligned
N Onrws O o o with Healthcare Industry
(@)} ¢ ) DQProfile
40__) [ Q Program
g OBI sTcmdordizeo Dh'??TDG Org o OE rVT;’ Dat
shi ve
g _ Data Virt! o o 34
-'6 O Marketing QO Quaiity reporting i’rimsory e
(@)

o Patient MD

o IM Maturity Training

Level 2
OTOp Data Job
O ror

Bl Re-org
ICE
Data Mgmt Org

o IM Maturity Training
Level 1

Q© ratient Data

Active DGC
New engagement
models

ata agreements

Q© Provider Data O Engage w projects

o OCM

o Engag jecfs
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Forget traditional project /
program approaches
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'j Data Strategy means applying systemic thinking

We keep missing this:

Any complicated system has checks and balances - except most complicated
data landscapes of the 215t century!

snge copyngrii vy, 11orm Jorn Laaqaiey, vdaiag sovernarice
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'j Change your thinking

Think in these terms:

Drivers:

Expectations
must be set
higher

. Expect and be » Godl t reflect et
Risks can be . oals must reflect organization
roles

Goals are now
requirements

Data is now a board-level
consideration

“RO'”

Your pet analysts may not

“Self-serving” will Xls expertise is Data debt and

not be inadequate for data quality must Use formal data

value drivers

acceptable exploiting data be addressed understand the accountability

Vendors are not business partners,
and your high-end consultants are

Principles must Clear alignment just becoming capable in this line of
influence the to direction is thinking

results required Data is anthropological — there are
more huge changes ahead

Tools are good
after we know we
need them

Society is a
stakeholder
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'j Approach considerations
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Overall approach — Drop the traditional
“engineering” thinking

e Plan « Sustain
« Define « Integrate
« Awareness « Start

Needs
Assessments
Definitions

Vision

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited



'j Not a methodology — process for framing your own
approach

* Data Strategy Methodology courtesy First San Francisco
Partners
** ADKAR Copyright Prosci 2019

Modern Data Strategy
processes and methods,
agile or otherwise

v= [ zE=
==
Ve = =
ASSESSMENT ALIGNMENT STRATEGY
o5 ‘9 A
IMPLEMENTATION SUPPORT MEASUREMENT

*YOUR ¢ Define transition * Execute transition
organization's approach dpproach (all
needs * Define all the bits kinds)

* YOUR definitions * Set/integrate e Integrate
(within reason) literacy workflow and

* YOUR Vision progression operations

« Raise awareness * Get starfed,
operate
. . J J
Chcmge processes m ok
and methods AWARENESS DESIRE KNOWLEDGE ABILITY REINFORCEMENT

93
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Details of the generic mindset

N N R

«Alignment +Change *Tone +Goals
«Role of data capacity «Approach -Data usage
«Value *Readiness +Scope of «Maturity
Plan statements <Landscape Data DITL
«Inventory Strategy
DM, DG, and
other
elements
— — — —
-
e — — . . — = B pa—
«Strategy elements «Principles «Socialize
«Transition approach *Operating & «Engagement
-Capabilities engagement «Roll out
DO «Sustaining elements *Architecture &
design
*Technology
approach
. - J

Act

-

Integrate

*Training *Operations *Execute

*Roadmap ePolicies *Measure
*Deploy *Roles *Operate
organization

change

management
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94



Artifact flow to define strategy

Business strategy,
goals, objectives

Data Architecture and
Technology

-
L

r

-1 -

Extract business data
requirements

Information Management
+ MDM
+ Sustaining metrics and
uniform Bl
« Data Quality
+ Governance
+ Sustaining activities

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

Most organizations”
tool kits for DATA
requirements and
enterprise
architecture
parameters are
inadequate

Roadmap

logovf g .| || | | |}

1
i

o
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'j Roadmap Process

* Current planned » Data
projects Governance roll
» Current apps out activities
* In progress » Support projects
projects * Relevant models
* New data and other
projects artifacts

» Merge functionality

« |dentify business capabilities

* |ldentify common needs

* Leverage common data assets

» Consider costs, platforms, technology
» Consider current standards

» Merge proposed benefits

[ Rationalize ] [ Consolidate ] [ Segment ]—

Consider other data management-
related factors: data quality, RDM,

Copyright John Ladley 2024. All rights reserved. reproduction without perm(ys\g%r%g%gam standards, etc.

Segment projects into sprints
or increments

Provide feedback on
standards

Pair business projects with
technology and support
projects

Verify or map to models,
standards and risk constraints
Develop realistic schedule
and estimates

Develop or refine
engagement models if
necessary

Produce high level and
detailed roadmap artifacts
Publish, review and obtain
approval of roadmap items
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Sample Road
Map

Farfel Emporiums — EIM Road Map

Product Management Performance Metrics
Customer Profile Supply Chain
Management
Merchandise
Management Marketing Support

: Enterprise Bl / Inventory Data
Product Data Quality / MDM T Quality

EIM Metrics — Data quality, Efficiency, Effectiveness

EIM Team Business Project Management
Orientation

EIM Steering DG Committee Meetings, DG Audits
Committee

Initialized Define Stewardship Structures

Complete Train Stewardg and Train Stewards and Train Stewards and
Change Team Owners Committees Owners Owners

Refine Change Develop Training and -
Measure Change Progress and Adjust
IMM Level 1.5 IMM Level 2 IMM Level 3 IMM Level 3+
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Sample ROADMAP

Data Quality DW/BI/ IM

Applications

ACE 1a ACE 1b ACE 2 ACE3

IM Orientation I IM Orientation IM Orientation IM Orientation I

IM Training IM Training IM Training IM Training IM Training

Product DQ | Cust DQI ltem / Cost DQ ltem / Cost DQ Il I
Product Profitability Inventory Activity I Drawing Confent Mgmt I Shop Order Management I

Support
Project

Data Gov. I

IM Orientation

ltem / Product MDM

Supply Chain
Effectiveness

2009 |201 2011 2012 2013

Customer Service Mgmt Sales Management Customer Management Call Center Mgmft Maintenance
Management
Cost Management Revenue/Product Mgmt Sales Forecasting I Expense Management

|
Data Gov. |l
SDLC Roll Out Corp. DNA

Code Decode
Il
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. Sample High Level Roadmap

o Finance
OPIonT 1

> ReTcio
% Engineering

O

(.no Sr. Directors

%S

Content and dafta
management

O Customer for SAP
O Contact Management

o Engineering — Phase 2

O ECM Solution

o EPRI Integratio o Bl and Reporting 2

(%2
—-—
@) o Bl and Reporting
9
9 . . RDM
o Engineering —
Phase 1 Data standands

Business Intelligence

| O riant 2 _ O _Do’ra ar)d
O trading 2 information
\%{ @ Plont 3 @Bcc office, procurem OSSGTS
opfimized

Engineering - Equipm
Document
o Management
o Work Management

o Analytics

o Customer for SAP 2

o IM Maturity Training

Data Lineage Level 2

Data Glossary 2

Compliance
o Common metrics Audits

o IM Maturity Training
Level 1

O Governance Committee

Data Glossary 2
o o Business

O Train for Sustainability

afa Manager Training

© JOHN LADLEY AND DATAVERSITY DIGITAL, LL(@@L@@@H?ﬁ@?

Governance & Stewardship
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I LEADERSHIP-LEVEL roadmap

Operate

[ People ] .
Organize
90-180

Information

and
Governance
Now-90 Vetri consolidation
Technology ST
rationalization consolidation
Expansion of

data sources

Train & DQ Assess afid upgrade

STRD:1T'EAGY oreanize, Data nformatics | Informatics
Alignment M development development
Y project project

Tool rationalization

Engage Emerging
Solutions

Engage

leadership
Sustaining

elements

Cooperate
Collaborate

Consolidate

Copyright John Ladley 2024. All r@HU%’!Eﬁ’é@ereproducﬁon without permission prohibited

Future state
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Sustainabillity - Data literacy, acumen,
and transition management
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Obstacles to address .
P — Literacy and g

\ocumen ;
- Business
Hiring Data Alignment and

Governance Priorities

Making It a

\Projec’r

Classification as
IT or Applying IT
Thinking

Data Quality

Training and
Communications

Organization
Historical mistakes
mistakes --New orgs,

-Technology | not
First / lelgle]gle]lgle]
old ones

Copyright John Ladley 2024. All rights reserved. reproduction without permission prof
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'j Set tone — an overlooked element

Establish Define Define an

appropriate sense pervasiveness of approved tone for
of urgency data data “driven”
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1 5-minute break

104
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'j Prioritizing Business-Critical Data and Capabillities

» |dentify and prioritize cross-functional
stakeholder needs

» Define and manage business-critical data

= Build the right technical architecture for your
organization’s needs

» Oftenis it NOT what you think
» Avoid “a technology procurement strategy”

e\

You should never state a component of Data Strategy is required
without aligned justification

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited 105



Be clear - Data driven taxonomy

Data
Key concepts — Data ’r
before anything managemen
else Data
governance

This is a long haul
Data acumen &

literacy

Data driven
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'j Understand Leadership and dato

Y

» They are smart
» They remember failure

» They will understand new
concepts

» They are assuming you know your
job

» They really do not have the time
for details

» We have left them in the dark or
poorly communicated for years
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jj DG = change = Psychology*

» This is NOT POLITICS*
= |t is psychology

» Sustaining the strategy and DG program
requires significant management of soft
issues

» You can make the change easier, you
cannot remove required changes

COPYRIGHT JOHN LADLEY 2024. ALL RIGHTS RESERVED. REPRODUCTION WITHOUT PERMISSION PROHIBITED
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Data Strategy = Org Change Management

You must use data to
help achieve priorities.

» Data strategy, management, and Data strategy is a
governance is not a new project or go?sc'ousﬁlolgp Tol use
initiative. It is a change in behavior and dara as etiectively ds

you can
approach to work already underway or
planned ™

» Data Governance is like quality assurance,
it will define a new way to work, not new
work

®» Managing the required behavior changes
in data and information handling is
mandatory for any data-intensive program

» This is proven by data and observations
across hundreds of ERP, MDM, DG, Big
Data, and Data Quality efforts
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Gleicher Change Equation (courtesy Danette McGilvray)

Change = (D) (V) (F) >R

D = Dissatisfaction with status quo
V = Vision of the Change

F = First Steps

R = Resistance

Dissatisfaction with the Status Quo, Vision of the Change, and First Steps
have to be greater than the Resistance to the Change.

What happens if an element of the equation is missing¢ (Dannemilier Tyson)
(D) QA-LE) = Frustration (Dissatisfaction but no Vision or First Steps)
(D) 84 (F) = “Flavor of the Month” (Dissatisfaction and First Steps but no Vision)
£B) (V) (F) = Wishful thinking that evolves into passivity (Vision and First Steps but no Dissatisfaction)

Gleicher change equation from Beckhard & Harris, 1987 as discussed in Dannemiller, K. D. and R. W. Jacobs. “Changing the Way
Organizations Change: A Revolution of Common Sense.” The Journal of Applied Behavioral Science, December, 1992.
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Strategy and governance change means

overcoming data myths

» Myths of data
» Datais owned by IT

®» [t's "my"” data

» Operational data is good enough for
analytics

®» | can keep my data secure

» We can clean up the data

» We should hire data capability

» We will get to fixing that later
» Data practitioner myths

» Business areas don't get it

= |t s all political

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

Data
awareness

Business view zone

Data
Management
view

IT view of
data
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Communications
plan

Training plan

Leader

alignment Sponsorship
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Behavior
milestones

Resistance plan




r

Types

RELEVANT EDUCATION

Tracks

v" Orientation

« Understand vision, concepts, and

value proposition so one is visibly
acting in support of a change or
activity

v' Education

» Ensure that the desired activity or

change takes place from
accountability and managerial
view

v Training
« Ensure action takes place from
the view of those responsible for
execution; “feet on the ground”

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

v' Data Strategy Tracks

v' Data Strategy Fundamentals

* Basic, non-company-specific
knowledge of topics related to
and connected by a Data

Strate
4 NOTE: Current

definitions of
“literacy” focus
here!

+ Knowledge transfer for company
version of Information
Management capabilities such as
Data Management or Data
Governance

v Work Stream-Specific Tracks
» Detailed knowledge transfer by
roles (e.g., use case participants)
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'j Literacy/ acumen Roadmap

Engagement
points

KEY POINT:

»Regardless of
approach you will senavio
need to train
someone and raise
data awareness

» S50, plan for it

Education
plan and

Supporting

projects

schedule
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'j Getting smarter - No one is excused

Everyone instinctively thinks about

data as part of their jobs.” oy

« How the data is managed, and Compliance

used — the data entire supply chain Eﬁﬁ@fe““o“
« How to communicate and analyze Anthropology

* Understand the ramifications and
risks

*Datais an anthropological issue.
The economic doctrines of Land, Labor and Capital now have a new friend - Data.
We are ill equipped for this new age.

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited
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No one is data literate / or has data acumen
No one.

*Data value and risk
*Basic elements and awareness of data supply chains

" *YOU are looking to improve existing behaviors
e O e rS | p *Difference in DG and DM is real
*The liability in your data is growing daily
*Stop rewarding “spreadsheet heroes”

*Leadership plus:
* Access and decision rights

1 " 11 *Confrols
l ’ S I I I e S S O re O S *Communications and collaboration with data

*Leadership plus:

*“Business” plus:

*Standards and theirimportance
*Communication skills

* Architectures that are practical

Technology

*Support staff - what ever is required
*Partners and exfternal parties

VAV VA VY
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Explain why we're doing
what we're doing - the
purpose behind the
outcome

What is/was the problem?

Who said so and on what
evidence?2

What could occur if no one
acts to solve ite

What could happen if that
occurse

Paint the picture of how
the future will look and feel
once the Data Strategy is
implemented

How are people going to
get their work done and
interact with each othere

How will a day be
organized?

Courtesy of William Bridges, Managing Transitions

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

Lay out the plan for
achieving the future state —
the steps and timeline in
which people will receive
information, training, and
the support they need to
transition to the future

Get managers oriented to
tell employees how and
when their worlds are going
to change

Start with where people are
and work forward

'j Relevant Communication Framework

Establish each person’s part
in both the future state and
the plan to get there

Show associates their roles
and relationships to each
other in the future

Show associates what part
they play in achieving the
future and the fransition
process to get there

All this helps them let go of
the past and focus on the
future
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'j Change your attitude and be realistic

17

Y [EB\ /Nt o
A,F\/‘A)‘:

» Al / ML - needs data quality
» Data driven = really hard
» Data literate — necessary but vague

» Data governance — do we even
have to ask?

» Data management - ditto
» Data tools — Not a career move

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited

®» |f you are trying super hard and not getting
anywhere you are doing it wrong

= Can your organization handle a sea change
in culture?e

® You need a practical data strategy — one
that matches your business or organization.

» Yes — there are points of light of people using
Al efc, but real sustainable value doesn’t
start unfil something is mainstream.



& Build your skills

» Professional skills
®» Alignment and strategy mapping
» Capability modeling
» Communications
» Sales
®» Accounting and finance
» Personal skills
» | ogic
» Fthics
® | istening
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'j Literacy and acumen training is a requirement-
never present as a choice

» Don't bother selling, just build it in
» Subjective business case

» Whatif we don’t

» External examples

» Competitors and industry examples
» Objective business case

» Risk reward quantified

» |nvestment vs return quantified

» |0 contfext of strategy
» Messaging

» Simple, concise

»  Absolutely no “data speak”

» Clear vocabulary before hand — some words are no no's

» Rehearse with a sponsor

If you have to explain a joke, it isn't funny

Copyright John Ladley 2024. All rights reserved. reproduction without permission prohibited 120



Summary and Review
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'j Walk the talk — this is not new

Governance Data assets
* Not new I management

e Not "bad" | "‘,L e Assets are not new
e Assetf freatment is not new

Not rocket science — 90% of what
you are doing has been
mastered by other business
capabilities esp. Finance
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'j Review: What is a data strategye

» ‘“The data portion of your business strategy” (Ladley)
®» |t needs:

» Strong vision

» Strong business case

» Expression of philosophy — principles, values, and perspectives

» Clear goals

» Measures

» FEarly wins and long-term plans

» Clear behaviors

» Clear steps

» Practical for the environment

» Consideration of the soft issues
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'j The big issues and why

» What is Data Strategy?¢ — leadership does not
know and you must educate

= Motivation and drivers count — forget buy-in.
Seek engagement

» Business alignment — the number two success
factor. Do a formal exercise

» Effectively communicate needs and expected
ROI — data people really aren’t very good at this
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'j Data and a Data Strategy is Essential

» People - there are new behaviors and
things to learn — innate skills for
technologists, data skills for leadership

» Data Strategy - your playbook for data

» Define the business solution, including a
value statement. Then talk to vendors and
architects

» |nsist that programs and projects fix
something in a data context. Do not
permit more data debt

» Align data value with specific goals

= Formal data oversight and data conftrols
are mandatory - There are no exclusions

= You need to raise all the boats in the tide,
Nno one in your organization has the
acumen to seamlessly integrate data
thinking into their everyday activity...yet
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'j Your speaker

Official bio..... John Ladley is a highly experienced practitioner, advisor and
advocate for organizations looking for sustainable value from information and
data. His experience and knowledge is balanced between treating data assets
as an essential component of modern business and economies, and the
practical solution of business problems.

» John's books are the authoritative sources for Data and Information
Management and Data Governance. He is a recognized authority and speaker
on enterprise information management, including data monetization,
information and data architectures, data governance, MDM, data quality, Bl
and Analytics, data warehouse and knowledge management. John is
sometimes called the "senior statesman of data." Currently John is semi-retired
and works with clients as an advocate for data governance and management
and as a mentor to organization leadership.

» "Unofficially" - data and information management is something John didn't go
after. It found him. And as digital data becomes woven into the fabric of our {rass MaRGE
existence, John believes we all need to accept a reality where fundamental b s SER b EIM
corporate and organization structures, policies and process will change. Society g -
itself needs to change. This is an anthropological issue. The economic docftrines : 2
of Land, Labor and Capital now have a new friend - Data. We are ill equipped
for this new age.

» Email john@ladley.biz

» Web www.ohnladley.com
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Deliver Value Soon

TIME PERMITTING
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Quick wins — Data quality

» Data Quality means data is fit for purpose

e.g., most operational data is not suitable for
advanced analytics

» Data Quality issues are costly

U.S. economy 2017 cost $3.1 trillion —with a T

» Considerations

Develop awareness

Build out remediation efforts
Centralize control

Federate accountability

Manage changes
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Data Specifications

Data Integrity
Fundamentals

Duplication

Accuracy

Timeliness and
Availability

Consistency
Accessibility

Perception,
Relevance, and Trust

“Transactability”

Risk

Does the data being used exist as you think it does? IS it
suitable for the purpose you are using it fore Is it
documented accordingly?

Is the data available, and is it in the right place with the
correct structure to be used like you want to use ite

Is the data used in multiple locations with no coordination
across the areas it is used?

Are the values in the data filed correct?e
Is the data available when it is needed?

Is the data used consistently across various data storese
Can we get to the data and use ite

Is the data perceived as valuable and relevant to the
intended purpose?

Does the data produce the desired business tfransaction or
outcome?

Is there a risk to client safety, or breach of regulatory compliance
possible?

Based on Executing Data Quadlity Projects: Ten Steps to Quality Data and Trusted Information™, by Danette McGilvray,
published by Morgan Kaufmann Publishers, Copyright 2008 Elsevier Inc. All rights reserved. And Making EIM Work for Business, by
John Ladley published by Morgan Kaufmann Publishers, Copyright 2010 Elsevier Inc. All rights reserved
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'j Quick wins — Bl and analytics

» Goal: Ability to get reports and do analysis with
minimal intfervention

“&¥¥‘;‘

» Use certified sources
» Work efficiently
» Work intelligently
» Work transparently
» Consideration
» Self-service vs. self-serving mentality

» Manage changes
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Data Management
”Side”
» Data Quality efforts

» |mprove Bl or analytics support for a
struggling project

» MDM
= ERP
= ML/AI
» Mitigate annoying compliance items
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jj Some tactical activities

Data Governance ‘side”

Data agreements

Defining commonly used data and
acronyms

Arficulating a regulatory
compliance or privacy policy for
data and evaluating current issues

Establishing a suitability-for-use
scoring methodology tor Data
Quality

Compiling business and technical
metadata to support an ongoing
initiative that is struggling

Data lineage analysis for key reports
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P M O / P O r‘I‘fO | i O N eW Document current data sources , systems of record

Identify new data sources — external or internal

p rOJ’ e C-I- C h ec |<| iS-I- Review if there is reporting of KPIs or standard mefrics

IS this a Analytics/Business Intelligence type effort?

Any filtering / dimension items 2
Assess complexity of queries
Any complex analytics/actuarial calculations 2

IS there intention to use Al or advanced algorithms?
Are Data Management and Data Governance capabilities recognized, called out or required for

» These are activities done at portfolio sveeesse =
mng. / PMO Type |eve|S .I_O Inser_l_ Does effort need to address Known Data Quality issues?
data thinking, as well as ensuring
The DG Gnd DM are engaged WITh Are New dafta files required 2 Has this been verified and approved?
prOJeCTS GS OpprO pI’ICITe Are there Privacy data requirements presente

» These GCﬂVlTleS Ore no_l_ pOrT Of Are there Security requirements present?
planning, but are part of everyday
IﬂTerGCTIOn beTween porﬂ:O“O Ond Is there an impact to master or reference data?

PMO areds Ond curre n.I- Work Is there a requirement for data lineage or curation (e.g., compliance-based) 2
STreO mS. They Cll'e G mO I’\IfeSTOTIOﬂ Of Is there a requirement to use or update a data glossary

dO'I'G Th|n|(|ng Gnd dQTO planlng Is there procurement of technology planned?

belng pgr'l' Of everyd Oy Will there be a change in accountability or ownership of any data items?
ma nagemen-l- OC-I-IVI-I-y Are new data policies required?

Are data principles affected?

Any Regulatory data requirements?

Any new data elements besides filters and dimensions?

Will effort require a role such as a data ambassador or trustee?

Are here external Data agreements involved? Is Procurement engaged?

Is an executive sponsor required due to data changes?

Are there any requirements for extensive business involvement?
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Data governance
task Checklist

» This is a checklist of activities that
can be initiated early on across
multiple efforts

= Make available to PMO to aid in
estimating, and for insertion into
project plans
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Identify new capabilities for DG and DM

Develop DG artifact and tools or templates if required

Specify new critical data elements, metrics, or domains

Define policy and standards for data related to projects

Train relevant council and committee members

Oversee use cases and/or data issues

CDE criteria for projects

Define policy and standards for data related to use cases and projects
Use the operating model to monitor use case and oversee data efforts
Identify additional training opportunities for new DGC members
Ensure new elements are “glossarized”

Install new policies

Communicate new capabilities and stakeholders

Train new members

Define new accountabilities and custodial duties

Refine operating models if required

Define roles and responsibilities

Set policy

Implement metadata solufions

Manage DG metrics

Track value of DG

DG metrics presentation

Define accountabilities and custodian duties

Sustaining requirements for every project

Leader alignment

Revise and implement communicatfions

Data literacy check

Refine training plan as needed
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