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DATA STRATEGY

WHY THIS TRAINING?



EXPERIENCE 1: BUILDING SOMETHING THAT DOESNT BRING VALUE



EXPERIENCE 2: DIGITAL TRANSFORMATIONS WITHOUT DATA



EXPERIENCE 3: DATA IS NEEDED BUT CAN’T BE FOUND



EXPERIENCE 4: FEAR OF MISSING OUT CYCLE



FROM WHAT I READ: EXAMPLE 1



FROM WHAT I READ: EXAMPLE 2

[Gen AI: Believe the Hype, but also not the Anti-Hype]

https://www.ibm.com/blog/with-generative-ai-dont-believe-the-hype-or-the-anti-hype/


FROM WHAT I READ: EXAMPLE 3

[Is Your Company’s Data Ready for Generative AI?]

https://hbr.org/2024/03/is-your-companys-data-ready-for-generative-ai


WE SHOULD BE ABLE 
TO DO BETTER!

DATA STRATEGY TRAINING
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DATA & ANALYTICS 
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Analytics (AI) Basics



High-Level AI Introduction
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STRATEGY ?



A STRATEGY DESCRIBES how the GOALS will be 
achieved by the MEANS (resources). Strategy can be 
intended (PLAN) or can emerge as a PATTERN OF 
ACTIVITY as the organization adapts to its 
environment or competes.

STRATEGY ?

[Wikipedia, Consulted October 2024]



STRATEGY ?

STRATEGY

GOALS

MEANS

PLAN

PATTERN



STRATEGY ?

STRATEGY

GOALS

MEANS

PLAN

PATTERN



STRATEGY ?

STRATEGY

GOALS

MEANS

PLAN

PATTERN

Financial

R&D

Sustainability

Growth

Internal Improvement

…



Financial



R&D



Sustainability



Growth



Internal Improvement



STRATEGY ?

STRATEGY

GOALS

MEANS

PLAN

PATTERN



[Strategy Safari: The Complete Guide Through the Wilds of Strategic Management, Mintzberg]

PLAN (intended) PATTERN (Realized)



[Strategy Safari: The Complete Guide Through the Wilds of Strategic Management, Mintzberg]
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STRATEGY LEVELS



A Company has Strategies on Many Levels





Tree of Goals











EXERCISE: WHAT ARE THE GOALS OF YOUR ORGANIZATION?

1. List max 3 goals of your organization
2. Explain these goals to the other participants
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DATA STRATEGY?



A data strategy is a highly dynamic process employed to support the 
acquisition, organization, analysis, and delivery of data in support 
of business objectives.

A data strategy is a long-term plan that defines the technology, 
processes, people, and rules required to manage an organization's 
information assets.

Data Strategy is a master plan or blueprint for confronting day-to-
day business challenges and meeting pre-defined business goals 
using data. To that end, the Data Strategy spells out the 
interrelationships between technologies, processes, and people – 
all linked through their data roles and responsibilities.
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DATA STRATEGY LEVELS?



A Company has Many Strategic Levels





= THE CHALLENGE
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WHY is it HARD to MAKE 
A DATA STRATEGY?

I Give you 3 Reasons!



Silo Thinking1



Varying Data Literacy2



No Data Leadership3



DATA STRATEGY: 
TYPICAL DELIVERABLES











DATA STRATEGY
FRAMEWORK
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… which need the 
following Data 
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Data Strategy Framework

…Created in the 
following 

processes and 
tools…
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[Martin Fowler, Bounded Context]

PRODUCTS

https://martinfowler.com/bliki/BoundedContext.html


[Inspired by “Modeling Microservices – Bounded Contexts”]

PRODUCTS

https://yigitoguz.com/2019/06/20/modeling-microservices-bounded-contexts/
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Value Stream



Value Stream

• The sequence of activities needed to deliver a product or 
service to a customer.
• Components:
• Trigger -  A request for a product or service, initiates the flow.
• Steps – Activities needed to process the order. Each step takes time to 

complete. 
• Lead time - The sum of all the processing-step times, plus the delay periods 

between them, is the ‘total lead time’
• Value – The delivered added value by the product or service for the customer



Value Stream



Value Stream: Examples
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Value Streams & Data



Data Use Cases

• Value Streams
• Data & AI Use Cases
• Business Value Pyramids
• Exercise



Data & AI Use Case (UC)

• = A specific scenario in which data is leveraged to achieve a Particular 
Business Objective or solve a business problem. 
• Demonstrate how data can Improve the Value Chain of an organization to 

add Measurable Business Value.
• Business Value = The overall benefit that an organization derives from its 

value chain ( activities, processes, or assets) encompassing both tangible 
and intangible outcomes.
• Business Value is created for company stakeholders:

• Customers, 
• Employees, 
• Shareholders, 
• Society



Use Cases in the Value Stream

= Application of Data in a UC



Data UC: Service Desk Example
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Data UCs: Generic Overview



Example: Travel Agency



Example: Travel Agency

Data-driven profiling of your 
customers (group travelers, big 

spenders, …)

Automatic generation of the travel 
description, based on a series of 

inputs.



Example: Travel Agency



Data Use Cases

• Value Streams
• Data & AI Use Cases
• Business Value Pyramids
• Exercise



Value Pyramids

• Delineate the objective and subjective Criteria of  Business Value for 
various stakeholders.
• Business-to-Consumer (B2C) Pyramid:
• Stakeholder focus: The customer
• Question: What motivates customers to buy your product or service?
• Value: The more customers, the more value for your organization

• Business-to-Business (B2B) Pyramid:
• Stakeholder focus: Your organization, company owner and its shareholders
• Question: How to reach your organization’s business objectives?

• Online reference: Bain Inc. – Elements of Value

https://www.bain.com/insights/the-elements-of-value-hbr/






B2C Value Pyramid: WHAT MOTIVATES CUSTOMERS 
TO BUY YOUR PRODUCT OR SERVICE?

FUNCTIONAL ELEMENTS

EMOTIONAL  ELEMENTS

LIFE CHANGING  ELEMENTS

SOCIAL IMPACT ELEMENTS

Customers buy your product because its fulfills their 
needs. For example, it helps them to make money or it 

reduces effort

Customers buy your product instead of others because it guides them in 
life changing events. For example, providing hope or motivation 

Customers buy your product instead of others because 
it triggers emotions. For example, nostalgia or a 

fun/entertaining factor.

Customers buy your product because it is connects 
with something larger, such as other people, nature, or 

a higher power.
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B2C B2B

[Bain Inc. – Elements of Value]

SAVES 
TIME

https://www.bain.com/insights/the-elements-of-value-hbr/




B2C B2B

[Bain Inc. – Elements of Value]

MAKES 
MONEY

https://www.bain.com/insights/the-elements-of-value-hbr/
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[Bain Inc. – Elements of Value]

INFORMS
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[Bain Inc. – Elements of Value]
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[Bain Inc. – Elements of Value]

NOSTALGIA

https://www.bain.com/insights/the-elements-of-value-hbr/


AI YearBook
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B2C B2B

[Bain Inc. – Elements of Value]

PROVIDES 
HOPE

https://www.bain.com/insights/the-elements-of-value-hbr/
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[Bain Inc. – Elements of Value]

SELF-
TRANSENDENCE 

https://www.bain.com/insights/the-elements-of-value-hbr/






B2B Value Pyramid: HOW TO REACH YOUR ORGANIZATION’S 
BUSINESS OBJECTIVES?

TABLE STAKES

FUNCTIONAL VALUE

EASE OF DOING BUSINESS VALUE

INDIVIDUAL VALUE

INSPIRATIONAL VALUE

Improving the basics of the product/service. E.g.: Ethical

Improving the organization’s way of working. 
E.g.: Deliver Better Product or Service Quality

Improving how an organization is doing business.
E.g. : Increase productivity or become more accessible

Helping colleagues and other stakeholders to improve
E.g. : Personal Development, Making employees more 

marketable 

Creating an inpiring organization that gives purpose to its stakeholders
E.g. : Helping to be more Social Responsible
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B2C B2B

[Bain Inc. – Elements of Value]

REGULATORY 
COMPLIANCE

https://www.bain.com/insights/the-elements-of-value-hbr/


Data Regulations
Compliance with data regulations is a fundamental requirement; failure to do so can result in significant fines 
for your organization.

Reports to local government, 
company group, global office, … 



B2C B2B

[Bain Inc. – Elements of Value]

ETHICAL 
STANDARDS

https://www.bain.com/insights/the-elements-of-value-hbr/


Ethical Face Recognition
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B2C B2B

[Bain Inc. – Elements of Value]

Product 
Quality

https://www.bain.com/insights/the-elements-of-value-hbr/


Automating Repetitive Work 
for Consistent Results

Cobots: Automating 
Production Steps

AI-Based Product Descripion



B2C B2B

[Bain Inc. – Elements of Value]

Scalability

https://www.bain.com/insights/the-elements-of-value-hbr/


Automated Shelf Auditing

Automatically detect nearly empty shelves and restock them without human intervention, enabling 
supermarkets to efficiently scale during periods of high demand.
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B2C B2B

[Bain Inc. – Elements of Value]

TRANSPARENCY

https://www.bain.com/insights/the-elements-of-value-hbr/


Reports provide a transparent and unbiased perspective on various aspects of the organization, enabling data-
driven, fact-based decision-making.

Customer Segmentation



B2C B2B

[Bain Inc. – Elements of Value]

AVAILIBILITY

https://www.bain.com/insights/the-elements-of-value-hbr/


Chatbot



B2C B2B

[Bain Inc. – Elements of Value]

PRODUCTIVITY

https://www.bain.com/insights/the-elements-of-value-hbr/
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B2C B2B

[Bain Inc. – Elements of Value]

Marketability

https://www.bain.com/insights/the-elements-of-value-hbr/


Marketability

Certifications about data knowledge (such as Datacamp) are industry-recognized credentials for data 
professionals.
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[Bain Inc. – Elements of Value]

SOCIAL
RESPONSIBILITY

https://www.bain.com/insights/the-elements-of-value-hbr/




Data Use Cases

• Value Streams
• Data & AI Use Cases
• Business Value Pyramids
• Exercise





Name UC User (Who)

Value

Value

Process / 
Value 

Stream



"De CarrièreNavigator stelt onze recruiters in staat om 
kandidaten efficiënt te koppelen aan passende vacatures bij 
onze klanten, door het identificeren van toekomstgerichte 
opleidingspaden die aansluiten bij hun carrièrepotentieel."
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"InsightX helpt de R&D engineer om de verbanden tussen de 
producteigenschappen en procesparameters beter te 

voorspellen. Hierdoor kunnen ze hun kwaliteit verhogen,  
kosten besparen en een snellere time to market realiseren."
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EXERCISE: PITCH YOUR USE CASES
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Business Domain

A specific area of expertise or 

knowledge within a company that 

focuses on particular business functions 

or industries. For example, "Finance" or 

"Human Resources" are business 

domains. It defines the scope of 

responsibilities, rules, and activities in a 

specific field.

Business Process

A series of tasks or steps carried out to 

achieve a specific business goal. It's how 

work gets done within an organization. For 

example, the order-to-cash process includes 

all the steps from receiving an order to 

collecting payment.



Entities

An entity is a conceptual representation of something relevant to a business, usually a tangible 

or abstract entity, that groups data. Examples:

• Customer, grouping data like name, address, and purchase history

• Product, grouping data like product ID, price, and stock level.



Data Architecture



Data Architecture



Data Flow Diagram – Processes & Data

[Source: Hubspot]



[Software & Systemd Modeling]

https://link.springer.com/article/10.1007/s10270-022-01074-1


Data Architecture



Domains, Processes and Entities

BUSINESS DOMAINS

BUSINESS PROCESSES

DA
TA

 E
N

TI
TI

ES

“Process P1 (part of Domain 
DA) creates Entity O1. This 

entity is updated in Process P2 
and used in Process P4.”





EXERCISE: DATA ARCHITECTURE MATRIX

1. Focus: Entities relevant for your UC
2. Processes & domains that contribute to these entities
3. Software systems that contribute to these entities
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= A REUSABLE DATA ASSET THAT BUNDLES DATA 
TOGETHER WITH EVERYTHING NEEDED TO MAKE IT 

INDEPENDENTLY USABLE BY AUTHORIZED CONSUMERS.







Data as it appears in the data sources

Usable data for analytical purposes
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Data as it appears in the data sources

Usable data for analytical purposes

OPERATIONAL DATA WORLD

ANALYTICAL DATA WORLD



Tables



Tables + Relations (= Model)



[Understand Star Schema and its Importance for PowerBI]

Denormalized Table Normalized Table

Denormalized vs Normalized

https://learn.microsoft.com/en-us/power-bi/guidance/star-schema


[Understand Star Schema and its Importance for PowerBI]

Starschema (Common Method)

Normalized

Relation

Relation

Relation

Relation Relation

https://learn.microsoft.com/en-us/power-bi/guidance/star-schema


[Understand Star Schema and its Importance for PowerBI]

Starschema (Common Method)

https://learn.microsoft.com/en-us/power-bi/guidance/star-schema


[Understand Star Schema and its Importance for PowerBI]

Starschema (Common Method)

https://learn.microsoft.com/en-us/power-bi/guidance/star-schema


Data as it appears in the data sources
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OPERATIONAL DATA WORLD

ANALYTICAL DATA WORLD





Metadata = “Data about Data”



A Data Product contains Data (in the dataset) & Metadata



…



Dataset element:

Data Movement Tracking

Data Source:

Dependency: stg_eltool_orders 
depends on warehouse.orders

Tool: DBT (Data Build Tool)

Metadata Example: Data Lineage



Metadata Example: Business Glossary

[Atlan – What is a Business Glossary]

https://atlan.com/what-is-a-business-glossary/


Data as it appears in the data sources
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Database API



Data as it appears in the data sources

Usable data for analytical purposes

OPERATIONAL DATA WORLD

ANALYTICAL DATA WORLD



SECURITY & PRIVACY

INTEROPERABILITY

USABILITY

OWNERSHIP



USE CASES

FOUNDATIONS



USE CASES

FOUNDATIONS



How to Eat an Elephant?

One bite at a time

Q



How to execute a 
Data Strategy ?

Data Product 
by Data Product



6.
PROPERTIES & ISSUES
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PROPERTIES & ISSUES









Data Accesibility



Data Quality



Type of Data



Data Volume



Data Velocity



Data Sensitivity / Confidentiality



EXERCISE







Data Knowledge



Expertise Reachability



Process / Job knowledge



EXERCISE







EXERCISE


