
                               

                                                     
                         



Establishing a Business Case for 
Metadata Management

3-hour Workshop



Where Are You Now?



Where Do You Want to Be?



How Are You Going to Get There?



Why..



A Few Words about Me…



I´ve Shared my Experience in Several Books 
and Courses:



The O.R.A.N.G.E. Data Management Framework Assists in 
Setting Up a Metadata Business Case



This Framework Consists of Multiple Models and Methods



Please, Present Yourself…

•

•

•

•

•

•

•



A Business Case for Metadata Management Should Include the 
Following:



A Business Case for Metadata Management Should Include the 
Following:



Schedule



To Be on the Same Page, We Need to Align Terminology



To Be on the Same Page, We Need to Align Terminology



Data

D E F I N I T I O N  

THE PHYSICAL OR ELECTRONIC REPRESENTATION OF SIGNALS “IN A MANNE R 
SUITABLE FOR COMMUNICATION, INTERPRETATION, OR PROCESSING BY HUM AN 

BEINGS OR BY AUTOMATIC MEANS”
S o u r c e :  U n i t e d  N a t i o n s  S t a t i s t i c a l  C o m m i s s i o n  a n d  E c o n o m i c  C o m m i s s i o n  f o r  E u r o p e .  T e r m i n o l o g y  o n  S t a t i s t i c a l  M e t a d a t a .  U n i t e d  N a t i o n s .  

G e n e v a ,  2 0 0 0 . ,  h t t p s : / / u n e c e . o r g / f i l e a d m i n / D A M / s t a t s / p u b l i c a t i o n s / 5 3 m e t a d a t e r m i n o l o g y . p d f ,  p . 8 .  A c c e s s e d  1 6  F e b . 2 0 2 1 .

https://unece.org/fileadmin/DAM/stats/publications/53metadaterminology.pdf


Data, Metadata, Information, and Knowledge Are All Subjects of 
Data Management



Metadata Defines the Context for Data



Metadata

D E F I N I T I O N  

DATA THAT DEFINES AND DESCRIBES OTHER DATA IN A PARTICULAR CONTE XT



To Be on the Same Page, We Need to Align Our Language



Let’s Look at the DAMA-DMBOK2 and DCAM Definitions



Data Governance Governs Data Management, NOT DATA



Data Management Capability

D E F I N I T I O N  

A COMPANY’S ABILITY TO SAFEGUARD DATA ASSETS AND DELIVER VALUE F ROM 
THEM



Data Management Consists of Multiple (Sub)-Capabilities
Data Governance is  One of  Them



DM (Data) Governance Capability

D E F I N I T I O N  

A COMPANY’S ABILITY TO DESIGN A DATA MANAGEMENT FUNCTION,  
COORDINATE AND CONTROL ITS IMPLEMENTATION AND PERFORMANCE



Metadata Management

“PLANNING, IMPLEMENTATION, AND CONTROL ACTIVITIES TO ENABLE ACCE SS TO 
HIGH QUALITY,  INTEGRATED METADATA.”

S o u r c e :  D A M A  I n t e r n a t i o n a l .  D A M A - D M B O K :  D a t a  M a n a g e m e n t  B o d y  o f  K n o w l e d g e ,  S e c o n d  E d i t i o n .  B r a d l e y  B e a c h ,  N . J . :  T e c h n i c s  P u b l i c a t i o n s ,  
2 0 1 7 ,  p . 4 1 9 .

D E F I N I T I O N  



Please, Note for Yourself, Which Terminology You Use in Your 
Company



A Business Case for Metadata Management Should 
Include the Following:



Schedule



Business Benefits is the Core Reason for Establishing a 
Metadata Business Case

S. C. O. P. E.



Data Management Professionals Have Quite Different Views on 
Metadata Management  



Business Driver

D E F I N I T I O N  

A COMPONENT OF THE INTERNAL OR EXTERNAL BUSINESS ENVIRONMENT THAT:
• ENSURES SUSTAINABLE SUCCESS AND GROWTH IN THE MAIN AREAS OF 

BUSINESS FOR WHICH THE BUSINESS WAS DESIGNED, AND 
• AFFECTS A COMPANY’S EARNINGS OR THE PRICE OF ITS STOCK 



Various External and Internal Business Factors Motivate a 
Company to Start a (Meta)data-Related Initiative

•

•

•

•

•

•

•

•

•

•

•



Any Data-Related Initiative Starts with The Most Significant 
Business Reasons



Let’s Summarize the Most Common Business and (Meta)data 
Management Drivers

Integrate data of different 

formats and from multiple 

sources

Reduce IT and DevOps costs 

by optimizing data architecture 

landscapes

Migration projects 

and optimization of data 

pipelines

Ensure transparency and 

traceability of data movements

and transformations

Implement business change

Comply with regulations

Improve customer experience 

and competitive advantage

Improve decision-making

Tip :  A  company should  l imit  i t s  ambit ion  to  1 -2 dr ivers  to  make a  DM in i t ia t ive  feas ib le



We Will Use the Example of a Made-Up Company XYZ across 
the Course

•

•

o

o

•



XYZ Company, Example: Business Driver Prioritization 



Exercise 1: Note the Business and Data Management Reasons 
for a Data Initiative in Your Company

_______________________

______________________

______________________

______________________

_________________________

_________________________

_________________________

_________________________



A Business Case for Metadata Management Should 
Include the Following:



Schedule



Business Drivers Define an Initiative’s Sponsors and 
Stakeholders

S. C. O. P. E.



Business Stakeholder

D E F I N I T I O N  

AN INDIVIDUAL OR A GROUP OF INDIVIDUALS WITH PARTICULAR CONCERNS  AND 
INTERESTS IN A BUSINESS



Sponsor

D E F I N I T I O N  

A BUSINESS STAKEHOLDER OR A GROUP OF STAKEHOLDERS THAT SUPPORT, 
PROMOTE, AND FUND A BUSINESS INITIATIVE



Various Stakeholder Groups Have Different Needs, Benefits, 
and Roles in a Metadata Management Initiative

•

•

•

•



Business Drivers Must Be Translated into the Business Needs of 
Each Stakeholder Group



A Company’s Leadership Team Must Act as a Sponsor of Every 
Strategic Data-Related Initiative



Company XYZ, Example: Stakeholder Map 



Exercise 2: Note the Key Sponsors and Stakeholders of Your 
Initiative



A Business Case for Metadata Management Should 
Include the Following:



Schedule



A Feasible Scope is a Key Factor of a (Meta)Data 
Initiative Success:

S. C. O. P. E.



3-F Feasibility Formula Limits the Scope to a Realizable 
Minimum



3-F Feasibility Formula Limits the Scope to a Realizable 
Minimum



Business Needs Must Be Detailed into Possible Solutions



XYZ Company, Example: A Metadata Initiative Solutions



3-F Feasibility Formula Limits the Scope to a Realizable 
Minimum

•
•
•
•



3-F Feasibility Formula Limits the Scope to a Realizable 
Minimum

•
•
•
•



Metadata Can Be of Various Types
The scope of  a  metadata init iat ive can be much broader than thought

•

•

•

•

•

•

•

•

•



Metadata Has Different Levels of Complexity



Business Metadata Consists of the Following Elements and 
Structures:

❖

❖

❖

❖

❖

❖



Technical Metadata Consists of the Following Elements and 
Structures:

❖

❖

❖

❖

❖

❖



Operational Metadata Consists of the Following Elements and 
Structures:

❖

❖



Metadata Elements Assemble into Metadata Structures
Example:  Data l ineage



Metadata Elements Assemble into Metadata Structures
Example:  Data qual i ty



Metadata Structures Assemble into Other Metadata Structures
Example:  Data observabi l ity



The Metamodel of Data Lineage (DL) Serves as a Basis for the 
Metamodel of Metadata



Company XYZ: Business Metadata for Different Solutions



Company XYZ: Technical Metadata for Different Solutions



Company XYZ: Operational Metadata for Different Solutions



Exercise 3: List (Meta)data for DM Initiatives in Your Company



Different Applications Produce, Consume, and Share Metadata

Business process 
modeling

Business glossary Data catalog

Data modeling

Data dictionaryIT asset catalog

Databases

Data lake

Enterprise architecture 
solution

Report repository

Policies repository

ETL tool DWH

Data lake



3-F Feasibility Formula Limits the Scope to a Realizable 
Minimum

•
•
•
•



A Metadata Management Initiative Can Cover Various 
“Enterprise” Scopes



XYZ Company, Example: The “Enterprise” Scope (Compliance 
Driver)



3-F Feasibility Formula Limits the Scope to a Realizable 
Minimum

•
•
•
•



XYZ Company: Applications that Process Personal Data (Business 
Driver 1)



XYZ Company, Example: A Metadata Initiative Scope



Company XYZ: Metadata From Different Solutions



3-F. Feasibility Formula Limits the Scope to a Realizable 
Minimum

•
•
•
•



A Company Starts Receiving Monetary Gains after Some Period 
of Initial Investments



Several Key Factors Define the Required Resources

Scope

Technology 

and tools

Staffing

•

•

•

•

• Data, application, 

and technology 

architecture



Can You Calculate the ROI of the Foundation for a Restaurant 
Building?



Exercise 4: Draft the Scope of a DM Initiative 



3-F Feasibility Formula Limits the Scope to a Realizable 
Minimum

•
•
•
•



The Definition of Data Management Depends on the 
Organizational Level



Moving from the “Ad-Hoc” to “Business Function” Means the 
Implementation of Metadata Management at All Organizational 
Levels



Data Governance and a Framework Assists in Transforming 
(Meta)Data Management Capability into a Business Function



(Meta)Data Management Framework (DMF)

A COLLECTION OF INTERRELATED COMPONENTS (METHODS AND MODELS) THA T 
SHAPE (META)DATA MANAGEMENT CAPABILITY INTO A BUSINESS FUNCTION

D E F I N I T I O N  



Leading DM Frameworks Are Applicable at Various 
Organizational Levels, but Not All of Them Cover Metadata 
Management



Trends Show the Increasing Number of Self -Developed or 
Adjusted Frameworks



Group Discussion



We Identified 4 Core Challenges Associated with Metadata

1 2

4 3

METADATA 



Metadata Management Has Two Core Goals 

This is a sample 
text. Insert your 
desired text here.



Providers of Leading Metadata Management Tools Allowed to 
Demonstrate Some Functionalities of Their Solutions

 



Metadata Management Has Two Core Goals 

This is a sample 
text. Insert your 
desired text here.



Let’s Define Our Approach to Describing a Data Lifecycle



Various Data Management Capabilities Produce Metadata to 
Enable the Data Lifecycle



Metadata Management Solutions Integrate Multiple 
DM Capabilities  



Metadata Management Solutions Integrate Multiple 
DM Capabilities



Business Architecture

“A REPRESENTATION OF HOLISTIC,  MULTI-DIMENSIONAL BUSINESS VIEWS O F: 
CAPABILITIES,  END-TO-END VALUE DELIVERY, INFORMATION, AND 

ORGANIZATIONAL STRUCTURE; AND THE RELATIONSHIPS AMONG THESE 
BUSINESS VIEWS AND STRATEGIES,  PRODUCTS, POLICIES,  PROCESSES,  

INITIATIVES,  AND STAKEHOLDERS. ”

S O U R C E :  “ T O G A F ®  S t a n d a r d  —  I n t r o d u c t i o n  -  D e f i n i t i o n s . ”  B u s i n e s s  A r c h i t e c t u r e ,  p u b s . o p e n g r o u p . o r g / t o g a f - s t a n d a r d / i n t r o d u c t i o n /  
c h a p 0 4 . h t m l # t a g _ 0 4 _ 2 7 .  A c c e s s e d  3  A u g .  2 0 2 2 .

D E F I N I T I O N  



Business Architecture Enables Several Data Lifecycle Steps and 
Produces The Following Metadata

•



Metadata Solutions Allow for Defining Business 
Subject Areas/Domains and Data Domains



DM (Data) Governance Capability

D E F I N I T I O N  

A COMPANY’S ABILITY TO DESIGN A DATA MANAGEMENT FUNCTION,  
COORDINATE AND CONTROL ITS IMPLEMENTATION AND PERFORMANCE



Data Governance Enables the Whole Data Lifecycle and 
Produces The Following Metadata

•

•

•

•

•



Data Governance Functionalities Include 
Data-Related Policies



Data Governance Functionalities Allow for 
Maintaining and Linking Multiple Policies



Data Governance Functionalities Include Data 
Management Roles Linked to:



Data Governance Functionalities Include Data 
Management Roles  



Data Modeling Capability

D E F I N I T I O N  

A COMPANY’S ABILITY TO DELIVER, MAINTAIN, AND MANAGE DATA MODELS  TO 
“[…] A)  TO DEFINE AND ANALYZE DATA REQUIREMENTS, B)  DESIGN LOGIC AL AND 

PHYSICAL STRUCTURES THAT SUPPORT THESE REQUIREMENTS, AND C)  DEFI NE 
BUSINESS AND TECHNICAL META -DATA” 

S o u r c e :  D A M A  I n t e r n a t i o n a l .  T h e  D A M A  D i c t i o n a r y  o f  D a t a  M a n a g e m e n t ,  S e c o n d  E d i t i o n :  T e c h n i c s  P u b l i c a t i o n s ,  2 0 1 1 ,  p . 8 1 .  



Data Modeling Enables the Whole Data Lifecycle and Produces 
The Following Metadata

•

•

•

•

•

•

•



Metadata Management Solutions Provide 
Business Glossaries and Data Dictionaries



Metadata Management Solutions Should Include 
Multiple Glossaries and Link Them (Semantic Layer)



Metadata Solutions Include Data Dictionaries
 



Metadata Solutions Can Demonstrate Logical & 
Physical Data Models



Information Systems Architecture

D E F I N I T I O N  

A DESCRIPTION OF THE STRUCTURE OF DATA AND IT ASSETS AND INTERACTION 
OF IT ASSETS THAT MANAGE DATA AND ENABLE KEY BUSINESS CAPABILITIES



IS Architecture Enables Multiple Lifecycle Steps and Produces 
The Following Metadata

• •



Metadata Solutions Document and Link Data 
Assets at Various Abstraction Levels



Metadata Solutions Enable the Creation of a Report 
Catalog and Backward Data Lineage Analysis



Two Approaches to Document Data Lineage at the Physical 
Level Exist



Scanning Technical Metadata Along Data 
Pipelines Provides Precise Detailed Data Lineage 



Metadata Solutions Can Capture Data Lineage Using 
Two Different Manners



Capturing Metadata for Data Lineage Purposes 
Can Be Enriched by Analyzing Data Sets



Combining Metadata Scanning and Data Analytics 
Methodologies Ensures Complex View of Data 
Movements and Transformations



Data Quality Capability

D E F I N I T I O N  

A COMPANY’S ABILITY TO DELIVER DATA AND INFORMATION OF THE REQUI RED 
QUALITY AND FOR INTENDED USE  



Data Quality Enables Multiple Lifecycle Steps and Produces The 
Following Metadata

•

•

•

•



Data Quality Can Be Measured Along Data Pipelines 
by Applying DQ Rules



Data Quality Can Be Measured Along Data Pipelines 
by Applying DQ Rules  



Graph Technologies Enable Tracing Data Quality at the 
Data Instance Level



Data Security

D E F I N I T I O N  

A COMPANY’S ABILITY TO MANAGE ”SECURITY POLICIES AND PROCEDURES TO 
PROVIDE PROPER AUTHENTICATION, AUTHORIZATION, ACCESS,  AND AUDITI NG 

OF DATA […]”  AND IT ASSETS 

S O U R C E :  D A M A  I n t e r n a t i o n a l .  D A M A - D M B O K :  D a t a  M a n a g e m e n t  B o d y  o f  K n o w l e d g e ,  S e c o n d  E d i t i o n .  B r a d l e y  B e a c h ,  N . J . :  T e c h n i c s  P u b l i c a t i o n s ,  
2 0 1 7 ,  p . 2 1 9 .



Data Security Enables Multiple Lifecycle Steps and Produces 
The Following Metadata

• •

•

•



Metadata Solutions Support Defining Data Privacy 
Levels 



Metadata Solutions Support Data Sensitivity 
Analysis Along a Data Chain  



Metadata Solutions Should Ensure Access Control



Data Analytics

D E F I N I T I O N  

A COMPANY’S ABILITY TO ENHANCE BUSINESS DECISION -MAKING AT VARIOUS 
ORGANIZATIONAL LEVELS BY PROVIDING INSIGHTS FROM DATA AND 
INFORMATION USING MULTIPLE DATA ANALYTICS METHODOLOGIES



Data Analytics Enables the Data Lifecycle and Produces The 
Following Metadata

•



Data Lifecycle Management

D E F I N I T I O N  

A COMPANY’S ABILITY TO PLAN, DESIGN, IMPLEMENT, COORDINATE, AND 
CONTROL PERFORMANCE OF DATA LIFECYCLE -RELATED PROCESSES



Data Lifecycle Management Enables Multiple Data Lifecycle 
Steps and Produces The Following Metadata

•

• •

•

•

•

•

•



Metadata Solutions Several Core Steps of a 
Data Lifecycle



Metadata Solutions Provide Multiple Scanners for Data 
Discovery for Various Applications, Languages, 
and Data Types 



Data Profiling Allow for Detecting Data Patterns 
and Anomalies



ML Technologies Ease Mapping Data Elements 
(Tables/Attributes) at the Semantic Layer 



Data Lineage Should Assist in Tracing Links between 
Metadata Objects in two Directions



Metadata Solutions Should Provide Versioning 
Control for Schema Changes



A Solution Should Provide Versioning Control 
for Business Rule Changes

https://manta.io/


Business Rules Should Be Translated from a Business
to Technical Language



Various Data Management Capabilities Not Only Produce, but 
Also Consume and Exchange Metadata



Various Data Management Capabilities Not Only Produce, but 
Also Consume and Exchange Metadata
E x a m p l e :  D a t a  Q u a l i t y



Metadata Management Has Two Core Goals 

This is a sample 
text. Insert your 
desired text here.



Various Metadata Management Capabilities Manage Metadata 
and Its Lifecycle



Let’s Define Our Approach to Describing a Metadata Lifecycle



Metadata Modeling

D E F I N I T I O N  

A COMPANY’S ABILITY TO  DELIVER, MAINTAIN, AND MANAGE METADATA 
MODELS 



Metadata Modeling Enables the Metadata Lifecycle and 
Produces The Following Metadata

• • •



The Metamodel of Data Lineage (DL) Serves as a Basis for the 
Metamodel of Metadata



Metadata Architecture

D E F I N I T I O N  

A DESCRIPTION OF THE STRUCTURE OF METADATA AND IT ASSETS AND 
INTERACTION OF IT ASSETS THAT MANAGE METADATA AND ENABLE KEY DATA 

MANAGEMENT CAPABILITIES



Managing Data and Metadata Lifecycles Together Delivers 
Synergy Effect



Metadata Architecture Enables the Metadata Lifecycle and 
Produces The Following Metadata

••



Passive Metadata Management

D E F I N I T I O N  

A COMPANY’S ABILITY AUTOMATICALLY COLLECT, INGEST,  AND STORE 
METADATA AS DATA PROCESSES OCCUR WITHOUT ACTIVE (REAL -TIME) 

INTERVENTION



Active Metadata Management

D E F I N I T I O N  

A COMPANY’S ABILITY AUTOMATICALLY COLLECT, INGEST,  AND STORE 
METADATA AS DATA PROCESSES OCCUR IN REAL -TIME INTERACTION



The Ability to Manage Metadata “Actively” or “Passively” 
Depends on Metadata Architecture



Metadata Solutions Should Support Near-Real Metadata
Update Functionalities



Metadata Solutions Should Notify Users on Changes 
in Metadata



Centralized Metadata Systems Architecture Has Advantages 
and Disadvantages



Distributed Metadata Systems Architecture Has Advantages and 
Disadvantages



Hybrid Metadata Systems Architecture Has Advantages and 
Disadvantages



3-F. Feasibility Formula Limits the Scope to a Realizable 
Minimum

•
•
•
•



A Business Case for Metadata Management Should 
Include the Following:



Schedule



Each (Meta)data Management Capability Consists of Six 
Components

06 01

02

0304

05 Capability 
Customization 
D.I.A.G.R.A.M.



Each (Meta)data Management Capability Consists of Six 
Components

06 01

02

0304

05 Metadata 
management



Solutions Must Be Translated into Requirements and IT Tools 
Functionalities



A Business Case for Metadata Management Should 
Include the Following:



Schedule



Measuring Maturity is a Tool to Define Plans for 
Further Development:

P. L. A. N.



XYZ Company, Example: Data Management Preliminary 
Maturity Assessment



XYZ Company, Example: Metadata Management Preliminary 
Maturity Assessment



Exercise 5: Perform a Preliminary Maturity Assessment



A Business Case for Metadata Management Should 
Include the Following:



Schedule



Any (Meta)Data Initiative Requires a Roadmap and 
Integrated Implementation Plan

M. A. P. S.



Any (Meta)Data Initiative Requires an Integrated 
Implementation Plan:

M. A. P. S.



A Centralized Approach Has Its Advantages and Disadvantages

•

•

•



A Decentralized Approach Has Its Advantages and 
Disadvantages

• •

•



A Hybrid Approach Has Its Advantages and Disadvantages

•

•

•



The Analysis of Metadata Management Tools in 2024 Included 
38 Solutions



38 Solutions Offered 42 Different Functionalities, from Which 
the Most Common and Demanded Are:



The Following Industries Implement Metadata Solutions



A Business Case for Metadata Management Should 
Include the Following:



Schedule



A Feasible Scope is a Key Factor of a (Meta)Data 
Initiative Success

S. C. O. P. E.

•

•



A Business Case for Metadata Management Must Include 
Design and Implementation Phases



XYZ Company, Example: Detailed Implementation Plan



XYZ Company, Example: Detailed Implementation Plan



A Business Case for Metadata Management Should 
Include the Following:



Schedule



A Feasible Scope is a Key Factor of a (Meta)Data 
Initiative Success:

S. C. O. P. E.

•

•



Analyze Your Company’s Risk Factors and Turn the Mitigation 
of these Risks into Success Factors

❑ Implementation is time- & 

resource consuming

❑ Multiple business priorities

❑ Unclear ROI and business 

wins

❑ No staff with required skills

01 Risks

➢ Top management support

➢ Feasible scope oriented on 

critical business needs

➢ Start “small” and deliver quick 

wins

➢ Active involvement of 

businesspeople

➢ Upskill internal staff

02 Mitigation Actions



List
Template 1: Business Driver Prioritization

Template 2: Stakeholder Map

Template 3: Analysis of Required Metadata

Template 4: Scope of a DM Initiative

Template 5: A Capability Maturity Assessment

Templates



Template 1: Business Driver Prioritization 



Template 2: Stakeholder Map 



Template 3: Analysis of Required Metadata 



Template 4: Scope of a Data Management Initiative



Template 5: A Capability Maturity Assessment



THANK YOU!

Do you have any questions?

Get in touch with us at

DATACROSSROADS.NL

https://datacrossroads.nl/free-strategy-session/

Or let’s connect on LinkedIn:

www.linkedin.com/in/irina-steenbeek
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