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INTRODUCTION
01

Managing any asset requires a detailed strategy. The better an asset 

is managed the more valuable it becomes. 

It is not only necessary to think about tangible assets such as 

buildings, hardware, etc., because at one point or another, assets 

such as brand or reputation at the have been at the focus of a 

company's strategy.

Data is not only for fulfilling the strategy, but it needs its own detailed 

plan with clear responsibilities and objectives embedded into the 

company's overall strategy. 

THE GOAL IS TO MOVE FROM ONLY USING DATA TO EXECUTE  

THE STRATEGY TO HAVING A DATA STRATEGY.
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When developing a data-focused strategy, one must first 

think about the goal they want to achieve and create steps 

to reach that goal.

We can define a data strategy as a set of actions and 

steps to achieve desired results, i.e., using data to reach 

the companies overarching goals. 

However, companies struggle to streamline their data to 

complement the overarching objective. Instead, they 

employ multiple strategies within the data ecosystem.

WHAT IS THE DATA STRATEGY?

This scenario with multiple strategies leads to each 

of them competing against each other for priority. It 

can lead to the creation of silos which is the 

number one enemy in any major digital 

transformation. 

Silos are counterintuitive to an organization's 

operational efficiency and workplace culture. The 

elimination of these silos opens a pathway for a 

more open, transparent, and ethical data culture, 

and accomplishing this will further solidify data as 

a strategic asset to an organization.  

STRATEGY =

PURPOSE+PLAN.

DATA VALUE
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PURPOSE 

DESIGNING A DATA 

STRATEGY

"STRATEGY IS A PURPOSE 

ACCOMPANIED BY A PLAN.”

A company's purpose is to generate value. Although, each organization

defines value differently.

For this reason, the strategy must define the company's overall purpose in

generating that value as it relates to every stakeholder: shareholders,

customers, employees, suppliers, and society as a whole.

Secondly, we must translate the value objectives into a series of key

performance indicators, which serve as a benchmark for success. If we

don't define ways to measure what success looks like, our strategy will be

ineffective.

In the Data Value Ecosystem, this phase is the Strategic Relevance, which

is the use cases connection to the strategic indicators they impact.

Once these key indicators are defined, the next phase of defining the action

plan can happen, including the governance model and the necessary

technology and teams.
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DATA VALUE

Data Strategy
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THE VALUE CHAIN DIRECTION

QUANTITY QUALITY ACCESSIBILITY ANALYSIS DECISION

PLAN 

A plan is a detailed set of actions created to achieve the purpose.

When it comes to the Data Value Ecosystem, designing a strategy must be in the opposite direction of the value chain:

STRATEGY DESIGN DIRECTION

SOURCE TO DATA DATA TO INSIGHTS INSIGHTS TO ACTIONS

PLAN PURPOSE
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DESIGNING 

THE DATA STRATEGY:

1

5

Company's 

Purpose

Translation of the Purpose: 

Defining value through each  

stakeholder

• Shareholders

• Customers

• Employees

• Suppliers

• Society

Defining the Value of relevant 

indicators:

strategic objectives
Design of the use cases 

associated with each 

objective

Allocation and data 

management required for 

each use case
Selection of the necessary 

technology and talent

Determine the most 

appropriate operating 

model

PARTS OF THE 

DATA VALUE ECOSYSTEM 

• The Strategy defines:

• What is Value for the company

• How is the Value translated into objectives 

and plans

• Use Cases are examples of generating Value 

through the objectives.

• Data is the raw material for use cases.

• Technology, Talent and the Governance Model

are Enablers

• Governance is the way to organize People and 

Technology around the Data Value Chain to 

optimize Value.
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CHARACTERISTICS OF A 

SOUND DATA STRATEGY:

DATA VALUE

Data Strategy

FEATURE DEFINITION KEYWORD 

VALUE GENERATOR

Generating value for each 

stakeholder defined by your 

Global Strategy

Purpose

GLOBAL

Affects all areas of the company 

and its stakeholders (internal and 

external.)

Change 

COOPERATIVE

Encourages the collaboration of 

all stakeholders in the 

ecosystem.

Culture 

ETHICS

It requires the definition of 

“accountability" that each 

company must set for itself.

Responsibility 

DATA VALUE

Data Strategy

GLOBAL
ETHICS

COOPERATIVE

VALUE 

GENERATOR

DATA STRATEGY

Purpose

Culture
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CORPORATE CULTURE 

AND DATA STRATEGY

According to studies, a significant obstacle in digital transformation is company culture. 

The adoption of change requires specific management skills that go beyond technology 

and talent itself.

"CULTURE EATS STRATEGY FOR BREAKFAST"

Peter Drucker

A NewVantage Partners study shows that organizations are still not getting off the 

ground with creating data-driven cultures despite the growing budgets dedicated to 

analytics and digitization projects.

This issue is due to an over-prioritization of technology.

Most companies allocate budgets to technology and development, with little dedication 

to adopting changing processes. In fact, when we discuss data-driven transformation, 

the word data is not as significant as transformation. In order to carry the transformation 

out, companies can expect to face three major challenges:

✔Changing habits

✔Overcoming resistance

✔Alignment
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Let's look at some indications of an immature data culture:

DATA STRATEGY IS A CULTURAL CHANGE REQUIRING

TRANSFORMATIONAL LEADERSHIP

Firm when it comes to decision-making and a "this is the 

way it's always been or how we've done it" mindset. 

Reports that use the same data show different results 

(duplication of efforts.)

Employees spend valuable time searching for the data 

they need.

Lack of communication between employees leaving 

the company with current employees, causing 

confusion about how models work.

Spending more time cleaning data than designing 

models.

A dataset takes months to be made available to users 

who urgently need it.

Different business units build models with identical 

objectives but with different degrees of predictability, 

which is a loss of efficiency for the company.

Zero “buy-in” on a data model.

Not benchmarking correctly or using an effective 

dashboard scorecard.

Data lakes that are like leavened dough, they 

grow exponentially without capturing anything.

The business is unaware of the possibilities its 

own data offers.

Senior management's experience and intuition is 

the only guide in making company decisions.

Senior management does not care about data 

when making decisions.

There are data strategies without indicators to 

measure success.

"A HEALTHY DATA CULTURE FACILITATES AND MAKES THE DATA-DRIVEN

STRATEGY SUSTAINABLE.”
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05 DATA STRATEGY AND PURPOSE:

THE DATA-DRIVEN AMBITION

There are no "cookie-cutter" Data Strategies but rather tailored solutions that evolve to match a company's needs. This

involves two factors:

INTERNAL FACTORS EXTERNAL FACTORS

Purpose - the company’s defined objectives with 

data. 

Sectoral competitive structure - competitive 

pressure and sector trends that push for the 

digitization of a data strategy.

Degree of maturity - Moving away from using data 

to influence strategies to creating a plan for data. 

Regulatory pressure - the level of regulatory 

requirements that can lead to focusing the data 

strategy on data quality and control.

The combination of these factors will mark the company's Data Strategy, which can be represented in a double-axis graph:

• What is my current situation in my environment - level of data maturity

• What's my goal - data-driven desire
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Depending on a company's degree of ambition and maturity (marked 

by the maturity of the sector it operates in) we can identify three levels 

of Data Strategy development.

1. Control Strategy

2. Optimization Strategy

3. Transformation Strategy

"A LACK OF DATA CULTURE MATURITY 

LIMITS THE SUSTAINABILITY AND 

SCALABILITY OF A STRATEGY.” 

THE VALUE OF DATA

The Data Strategy

11



The Control Strategy is found in less mature companies just starting their data-driven

journey and sectors under heave regulatory pressure. We call this "Business under Control,"

i.e., the information that senior management needs to run the company.

The Optimization Strategy is a more advanced stage that seeks to add value to the

company but does not impact the business model through four factors:

• Increased revenues

• Cost optimization

• Lower risk

• Improvement of intangible assets

The Transformation Strategy occurs in mature companies that can use data to find new

business opportunities that take them beyond their previous business model.
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A company with low maturity but high levels of ambition can make

transformational advancements. However, it will be hard to maintain

and scale that progress without operational discipline. In the broad

sense, healthy data governance is the foundation for making

optimization and transformation strategies sustainable.

It is easier to move to an optimization strategy from a

control strategy than vice versa. Here are two reasons

why:

• Users are reluctant to lose agility once they have

achieved it, even if it hinders scalability.

• It's difficult to explain the value that governance

generates, making it hard to gain sponsorship and

achieve a budget and "foundation" tasks with smaller

short-term returns.

A mature organization will naturally gravitate toward

offensive strategies. Maturity produces a snowball effect in

leveraging data to generate value. The greater the data

literacy, the more users find opportunties to generate value

with data in their respective business units, creating more

support for data-driven projects.

According to a survey by Harvard Business Review

(Rethinking Digital Transformation, 2020), 84% of companies

that initiate digital transformation processes report the

process has shown them new business opportunities

that were not part of their initial strategy.

REFLECTIONS

TO CONSIDER

THE VALUE OF DATA
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CONTROL OPTIMIZATION TRANSFORMATION

Business Tracking Internal Value of Data Overall value with data

Regulation Current Business New Business

Data Quality Business Objectives Disruption

Unique version of the Truth Truths adapted to use Universal versions

Robustness Agility Versatility

Report Democratize/Self-consumption Advanced Analytics

Adapting to each of these three strategies is a great 

indicator of a company's ability to evolve.

OBJECTIVE

DATA

USES

The Control Strategy aims at monitoring the business. 

The aim is to build an information system that 

provides valuable information for monitoring, mainly 

descriptive, and decision-making based on 

retrospective data. In this strategy, the stakeholder 

whose value is improved is fundamentally the 

shareholder since an improvement in decision-making 

results in an increase in the company's financial 

value.

In Optimization Strategy, data-driven use cases have 

brought about a fundamental change: they have 

served to enhance employees' capabilities 

(managerial or otherwise) through reporting and 

analytical models. This has given decision-making 

teams the ability to have prescriptive reporting, expert 

visualizations, advanced analytical models, etc. They 

are now augmented workers to use Tim O'Reilly's 

terminology. In this case, the impact on the 

stakeholders extends to employees.

THE MAIN DIFFERENCES BETWEEN THE THREE STRATEGIES

CAN BE FOUND HERE:

THE VALUE OF DATA
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In some use cases, data improves the 

capabilities of the customers themselves. It is 

about meeting customer needs with a strategy to 

expand the scope of value enhancement to 

serving customers primarily through increasing 

their satisfaction.

The Transformation Strategy is the last phase, 

where the transformation brought about by the 

intelligent use of data enhances the entire 

ecosystem. When our data generate value for 

our shareholders, employees, customers, 

suppliers, and society as a whole, then we can 

say the strategy worked successfully. 

When it comes to analytical maturity, many 

companies discover new business opportunities 

that challenge the traditional business model. 

CONTROL OPTIMIZATION TRANSFORMATION

Business monitoring No change in the 

business model

Changes in revenue sources

Business model changes 

Business 

Tracking

Data to describe my 

business

Augmented

worker

Augmented 

ecosystem

Data to transform my 

strategy
Data to fulfill my 

strategy

Augmented

customer

Data strategy
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06 ADAPTING

GOVERNANCE TO THE 

STRATEGY

We defined governance as the way to organize people and technology 

around the data value chain, to optimize the value data provides.

Logically, we must adapt data governance to the different organizational 

strategies and transfer it to all areas of the data value chain.

In this sense, an adaptive governance strategy should include criteria for 

classifying data according to the three primary classification axes:

"GOOD GOVERNANCE INVOLVES BALANCING 

CONTROL AND AGILITY.”

✔Distribution: 

• Number: how many units receive the information generated 

by data

• Destination: whether the areas receiving it are internal or 

external

✔Nature:

• Criticality: factors specific to certain areas: privacy, security, 

etc.

• Impact: sanctionable or non-sanctionable data, depending on 

the possibility of causing damage to the organization, either 

economic or reputational.

✔Purpose: 

• Recipient profile: regulators, senior management, business 

intelligence, etc.

• Objective: regulatory compliance, decision-making by 

governing bodies, organizational management, creation of 

analytical models, self-service data consumption, etc.
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DISTRIBUTION

Different Tiers can coexist within the same 

information ecosystem.

A Tier is determined at the data level, 

although it depends on the use we make of 

it. It is the most restrictive use that sets the 

Tier of the data and pulls it to the rest of the 

uses.

Data will be assigned to a single Tier but 

may have several uses.

Data reusability implies data resides in more 

than one Tier. In these cases, the Tier with the 

highest governance will always dominate.

THIS CLASSIFICATION MUST COMPLY WITH A SERIES OF 

PRINCIPLES:

DISTRIBUTION

NATURE PURPOSE

- +GOVERNANCE LEVEL

T I T II T III

Regulatory
Management 

information

Exploratory and 

Self-service data 

consumption 

The analysis of each axis will provide us with different data hierarchy for each company.

One option is to differentiate the data into three categories, from most to least traditional in governance:

• Tier I: regulatory and compliance data

• Tier II: data for company management

• Tier III: exploratory data or data for self-service consumption 
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QUANTITY

QUALITY

GOVERNANCE

TECHNOLOGY

DECISION

STRATEGY

ANALYSIS

ACCESSIBILITY

PUSH VS. PULL STRATEGY 

For a Data Strategy to succeed, the entire organization must “buy in” and get 

onboard.

To this end, the business units must want to learn how to use data. So, CDOs 

(or data managers) and Technology areas serve as accelerators or facilitators 

for constructing use cases.

We call this the Pull Strategy, where the business "pulls" the whole company 

towards transformation.

The opposite strategy is a Push Strategy, where the Technology and Data 

units drive value generation with data. However, the problems with this 

strategy are:

• There is a high possibility of obtaining non-value generating 

investments

• Poor spread of data culture

• Difficult to sustain long-term

Sustainability is achieved through an appropriate balance between:

✔Technology and Data

✔Business and Uses

There is an important question to ask, "Is the data area a 

business area?" It is crucial to find the answer to understand the 

attitude of your organization. If it is, it will impact the bottom line, 

not only as a cost but also in revenue.

FUNDAMENTALS

DATA

USES

VALUE

THE VALUE OF DATA
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The various organizational roles play a different part in the 

data ecosystem. Therefore, their interests are not the same. 

The Chief Data Officer job is to cover these diverse 

interests and objectives to achieve cooperation between 

the different areas, a necessary component for the 

sustainability of data strategies. 

Digital transformation strategies require an entire 

organization to participate and commit, addressing the 

vision of each CXO:

DATA STRATEGY 

STAKEHOLDERS

08
CONTROL OPTIMIZATION TRANSFORMATION

CEO

CFO

CDO

CIO

CTO

DPO

CISO

BUSINESS

Business Tracking

Follow-up of results

Strategy Sponsor

ROI of use cases

Strategy Creator

Data Value

Traditional governance 

Single source

Value generation

Truths adapted to use

Disruption 

Universal versions

Silo-based technology

Compliance

Business Technology

Awareness 

Technology for the business

Business opportunities

Security breaches

Monitoring 

Anticipation 

Proposed use cases

Business opportunities

New Business Models
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STRATEGY AND THE CHIEF DATA 

OFFICER
FACES THREE MAJOR 

CHALLENGES: 

SUPPORTED BY FOUR 

VIRTUES:

Persuading the organization of the Value of 

Data and motivating others to get on board.

VALUE

In the data strategy, the CDO:

Leading the cultural change that data-

driven transformation entails.

ETHICS

Considering the ethical implications of data 

use.

CHANGE

Competence to identify, define, clean and 

make data available from the source to its 

use.

DATA

Ability to build relevant cases. 

DECISIONS

Ability to translate these analyses into 

successful, value-generating business 

decisions.

USES

INTANGIBLES

Leadership to persuade all stakeholders on 

the need for transformation, which is 

everyone's task.
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KPIs THAT ARE 

STRATEGY 

LEVERS
As mentioned earlier, without relevant success indicators, a strategy will be more 

challenging to achieve.

No successful strategy is possible without the proper indicators that help us measure 

its performance. The indicators must meet a series of conditions to achieve their 

purpose:

1. Specific: measures particular objectives

2. Continuous and periodic: has recurrent measurements that allow us to 

analyze temporal evolutions 

3. Objectives: are not to be subject to opinion 

4. Quantifiable: can be expressed in numerical form 

5. Measurable: ensure that we can measure them at the start and during 

the monitoring period 

6. Realistic: they must be achievable

7. Concise: brief in their form of expression

8. Coherent: they have a logical relationship with the rest of the 

indicators and the objective pursued

9. Relevant: have significance in the strategic area in question

"WITHOUT MEASUREMENT INDICATORS, A 

STRATEGY CANNOT BE SUCCESSFUL.”

Designing indicators is an art that can be a lever for transformation when applied to

each of the four major areas of providing value with data.

DATA

DECISIONS

The glue that unites Technology, 

People, and Processes

Volume

Quality

Use Cases

Usefulness

Strategic Relevance of 

Uses

USES

INTANGIBLES
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When an organization introduces the Data Value KPI, as described in the book, The Value of Data 

(2020), it is betting on a multi-purpose indicator that links all parts of the Data Value Chain.

THE BENEFITS ARE NUMEROUS

Identify the data and uses that are the most and 

the least relevant: 

• Prioritize the most relevant information 

assets

• Reduce investments or remove less relevant 

information assets

Demonstrate the value of data 

management to senior company 

management. 

Prioritize alternative informational 

actions based on the same 

measurement.

Manage the demand for information

based on shared criteria of value 

generation.

Get commitment from the company's 

stakeholders.

Reflect on whether the current strategy is 

the most appropriate for the data available 

or if more value can be generated.

01

0605
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THE DATA 

STRATEGY         

CHALLENGES

The need to provide data with its own strategy arises in 

companies as they advance in creating a data culture. 

Therefore, we can say that the Data Strategy is nothing 

more than the consequence of a company's commitment to 

digital transformation.

We could point out three major challenges in achieving a 

sustainable value-generating data strategy:

GENERATING A

DATA-DRIVEN CULTURE
DEVELOPING A DATA ETHIC

INDICATORS THAT PROMOTE THE STRATEGY 

Culture is the lever of 

transformation

Without measurement indicators, there 

is no successful strategy

Sustainability is not possible 

without ethical behavior
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