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Mapping the Data
Transformation
Journey
Rob Toguri of Capgemini makes a case for
an informational versus application-driven
approach to data management.
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Business Information Management:
Better Value from Information and
Data
Information is one of your most
valuable business assets. Effective
management and interpretation of
information can set your organization
apart. This could be through
identifying your most profitable
customers and products, modeling
the effect of new offers and fully
understanding or quantifying your
business risks.
By using analytic tools and a
Business Information Management
(BIM) program effectively, you can
gain real business value through your
information.

How much more could you do with your information assets if you took a fundamentally different approach that freed up significant data management costs for
re-investment in activities such as analysis, forecasting, ensuring compliance and
addressing performance management? This is the premise of an informational
approach to data management as opposed to the more typical application-driven
management.
So why do we need this new approach? Information is the lifeblood of business.
Without it we can’t plan strategy, serve our customers, manage our suppliers and
partners and empower our workforce: everything is governed by the data we hold
within our enterprises. But something is going wrong. Organizations today are
experiencing data overload and information starvation.
Within this context the whole data and information management landscape is
changing. There has been a change in the drivers for information that has had an
impact on our informational requirements, shifting the focus from historical views
to forward views. These drivers can be operational as a result of the economic
downturn. They also include fast-changing markets and regulatory compliance. In
turn, these have resulted in rapid changes to organizational operating models.
An information strategy looks across the business process silos
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Better Value from Information and
Data
Information is not only about
structured data (columns and rows).
Unstructured data, including reports,
emails and customer comments, are
equally important. Gaining easy and
quick access to such information is
critical to making informed decisions.
That is why Capgemini ensures that
our BIM model addresses the whole
information lifecycle.
We have the expertise to help
organizations understand and make
the most of their information. Only
by addressing business information
holistically can an organization truly
become an Intelligent Enterprise.
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Changing data landscape
There’s clearly a theme here: change. And with the Business Intelligence (BI) and
data software industry going through major consolidation – IBM, SAP, Oracle, and
Microsoft having all made market-changing acquisitions in this space – organizations are struggling to know where to start and what to do next. They lack the
capabilities, methods and tools to accelerate and support agile approaches to their
informational assets.
Without these characteristics it is no surprise that they struggle to gain consensus
across business lines and operation divisions. The result? Flawed decision making
processes, high information management costs and reduced speed to market.
That’s not to say efforts haven’t been made to address this data challenge. Indeed,
organizations have spent years implementing high value applications in order to
compete at the business process level. We only have to look at the meteoric growth
in the Enterprise Resource Planning (ERP) and Customer Relationship Management (CRM) marketplace throughout the 1990s and the subsequent large pro-
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grams of work the systems integrators (SIs) and consultancies were doing at the
time to evidence this. However, what this means is that the internal processes and
lifecycle management principles and methods across these organizations are aimed
at ERP and CRM implementations (e.g. Prince II development methodology).
This gives us a problem. These application methods and tools are highly focused
on processes. They are the outcome of business cases seeking to establish best in
class using ERP/CRM process models. And despite the application vendors moving
into the BI and data space over the past few years, these applications and common
processes do not provide the organization with a route to cleansed and accurate
data.
Furthermore, the only large ERP- or CRM-related projects we are currently seeing
are expensive and time-consuming technology refresh projects that often leave data
as an afterthought. There is a lack of experienced informational capability, not just
at a technology level, but in the areas of process and change as well. What experience an organization has in data management is centered in the business and not
in IT. As a result, the back and front offices are not joined up. Information silos
become the norm as data trapped in back office data models cannot be connected
with the organizational operating models in the front office.
From the Traditional Approach to the Information Centric Approach
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Walk first, run later
A new approach is required that allows the enterprise to walk before it can run
with its data and information management processes. Complicating this situation
are the many BI and data vendors selling a vision based on the assumption that
all organizations are more informationally mature than they are with regard to the
current state of their data.
So where do you start on your data transformation journey? The word ‘journey’ is
important here because too many organizations see their information management
in terms of projects that have to be delivered to meet a specific business need.
But information and the business outcomes it addresses is constantly changing.
As such, your approach to managing that information should be viewed from the
perspective of an ongoing journey where the focus is on your people and process.
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Successful informational-driven organizations understand the relationship between these two elements and their role in both data quality and data governance.
While the technology is crucial, unless you get your people and processes in order
it becomes almost irrelevant. Thus the focus needs to be 70% on people and process with the technology strategy being informed by the information strategy.
Capgemini has developed
a structured analysis
methodology "Intelligent
Enterprise" to help
organisations understand their
Information Maturity.
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Informational maturity
To move ahead with your informational journey it is important to understand
where you’re starting out from. How mature is your informational model? Has
your starting point been agreed on across the business? This clearly points to
the need to develop an information strategy as the first step. This strategy must
promote a number of principles: agility, repeatability, flexibility, acceleration,
outcome-based, prototype, business ownership, iterative.
From a people perspective (in our duo of people and process) business collaboration is critical. This isn’t merely participation but true collaboration that implies
responsibility and ownership. Operating models need to be looked at and integrated into this approach otherwise change will never take place.
Can you identify quick wins on your journey? This will ensure the momentum is
maintained and acknowledges that a journey requires a series of steps, not a big
bang approach. Do things that are attached to a value: a business outcome for the
short term but which also forms part of your information platform going forward.
You also need to ensure that the return on your investment in people and process,
as well as in technology, is anchored in reality. Is your technology strategy truly
informed by the information strategy? In turn, is your vendor strategy informed by
that technology strategy?
Establishing trust
These are all steps in the informational-driven journey to enterprise-wide insight
driven by effective data optimization and management. A focus on the processes
underpinning this activity is vital so that you instil quality, governance and performance management across your data lifecycle.
Certain processes can be industrialized so that the business feels better able to
trust its data. Industrialization also has the benefit of reducing the cost of transactional processes in order to free up funds for applying innovation to other valueadding activities such as data analytics, forecasting and performance management.
A large retail client of Capgemini’s, for example, industrialized its report development function and reduced costs by 70% through an offshore factory approach.
This industrialization delivered a much more agile delivery response to the
business and has established trust between IT and the business, allowing closer
collaboration and a focus on innovation over time.
This shift to informational data management as opposed to an application-driven
approach demands a new way of thinking. Business applications and data need
to be decoupled and the focus switched to the people, process and technology
aspects of the enterprise information journey.
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Five steps to success
There are five essential steps for ensuring a successful journey to effective informational data management:
Step 1. Assess
Assess your maturity level. Where is your organization in terms of its information
and data management maturity? Use tools such as questionnaires to discover how
your people rate their ability to access, share and use data and turn it into business
insight. For example, are they happy with internal informational reporting? This
step will give you a baseline of where you are, allowing you to benchmark your
maturity against your peers and to inform your next steps.
Step 2. Enterprise-wide buy-in
Use the understanding you’ve gained in Step 1 to gain enterprise buy-in and board
level support for a new approach to your data management. As the focus of an
informational approach is on people and process, this buy-in is essential to affect
the cultural change that will make it work. Step 1 will have yielded many common
points of agreement on where your program needs to focus and these should be
shared enterprise-wide.
Step 3. Identify and prioritize
Use your organization’s Target Operating Model to identify the information domains and then set your priorities in terms of what needs immediate focus. For
example, dramatically reducing the cost to produce operational reporting and at
the same time improving data quality, solving the single view of customer domain,
or provisioning a reporting dashboard.
Step 4. Project roadmap
With the domains identified and prioritized, gain board agreement to write and
build a project roadmap for the next 12-15 months – any longer will have no
value. This step should include definition of a high level Business Case for the
projects involved in your informational journey. Leverage rapid design visualization to create prototypes and avoid traditional ‘what are your requirements’ style
workshops in favor of workshops that focus on business outcomes. And bear in
mind the quick wins.
Step 5. Business confirmation
Approach the business with your project prototypes, showing that IT truly understands the informational needs of the business. Work together to ensure that the
prototypes/outcomes really do inform the business requirements for its information assets.
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About Capgemini and the
Collaborative Business ExperienceTM
Capgemini, one of the
world’s foremost providers
of consulting, technology and
outsourcing services, enables its clients
to transform and perform through
technologies.
Capgemini provides its clients with
insights and capabilities that boost their
freedom to achieve superior results
through a unique way of working, the
Collaborative Business ExperienceTM.
The Group relies on its global delivery

model called Rightshore®, which aims
to get the right balance of the best
talent from multiple locations, working
as one team to create and deliver the
optimum solution for clients.
Present in more than 30 countries,
Capgemini reported 2009 global
revenues of EUR 8.4 billion and
employs 90,000 people worldwide.
More information is available at
www.capgemini.com

Contact
Rob Toguri, Head of Business Information Management in Technology Services at
Capgemini UK
e-mail: rob.toguri@capgemini.com

To find out more about Business Information Management,
visit us at www.capgemini.com/BIM or e-mail BIM@capgemini.com.
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