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1 WHY WE NEED A DATA 
STRATEGY



WE LIVE IN A DATA CENTRIC WORLD

…yet data remains one of the most 
underutilized resources in the 
business world.



PROCESS
Defines standard 
processes and 

procedures

A data strategy is a roadmap that defines:

TECHNOLOGY
Defines the tools to 

collect, manage, 
analyze, 

and utilize data 
company-wide

PEOPLE
Creates clarity and 
structure across the 

company so that 
everyone is empowered 

to use data

A good strategy is not just about what data or technology –

it’s about what the business wants to achieve and how data can help you get there.

START WITH A DATA STRATEGY



WHY DO YOU NEED A DATA STRATEGY?

ASSESS CURRENT STATE  • PRIORITIZE EFFORTS  • BUILD LONG-TERM PLAN

A data strategy helps you solve these common data challenges:

The foundation to building a data driven cultureThe foundation to building a data driven culture

• Inability to make timely, data-driven decisions 

• Reporting on the past, not forecasting the 
future

• Low user adoption

• Avoid becoming locked into any single 
reporting tool

• Lack of data governance resulting in different 
meaning for key metrics

• Data stuck in departmental silos

• Manually integrating data from disparate 
sources

• Spending too much time cleaning and 
prepping data

• Data quality and availability issues

• Users too dependent on IT- need to enable 
self-service

• Need to adopt new BI platforms/ reporting 
tools
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BECOME MORE ANALYTICALLY SOPHISTICATED

Descriptive 
Analytics

Diagnostic 
Analytics

Predictive 
Analytics

Prescriptive 
Analytics

Image source: Gartner (March 2012)

Difficulty

Gartner Analytic Ascendancy Model

What are labor cost to 
process a return?

What are my lead times?

Where is the bottleneck in 
processing returns?

What were my stock outs 
and how did sales compare 
with last year?

What new product can I 
introduce to please my target 
customer?

What will be the impact of 
adding another DC to my lead 
times in a market?

What combo items can I 
promote within the store 
increase market basket?

Where is the best location to 
add a DC to reduce lead times?



2 COMPONENTS OF A 
DATA STRATEGY



Business 
Needs

KEY COMPONENTS OF A DATA STRATEGY

Sourcing and 
Gathering Data

Technology 
Infrastructure 
Requirements

Turning Data 
Into Insights

People

Processes

Data 
Governance

ROADMAP
Business Case and 

Request for 
Investment



• What are the questions 
that need answering

• What needs measuring
• What needs to improve

Data must address specific business needs in order to help a 
business achieve strategic goals and generate real value.

Define the strategic 
goals 

Tie department 
activities to 

organization goals

Identify a champion, 
stakeholders and 

SMEs

• Executive leadership
• Department leadership
• Domain expertise

• Company objectives
• Department goals

BUSINESS NEEDS



Key Challenges
• Competing on commodity products with giant, global 

online retailers
• Significant manual effort to enable basic sales 

performance reporting and analysis

Business Critical Questions
• Which stores and warehouses have we under-allocated 

for our profitable products?
• How does the annual forecast change based on 

performance of YTD?
• How to provide insightful data without violating data 

privacy agreements to stakeholders across the 
organization?

Important KPIs
• Inventory turns

• Sales per square ft

• Retail sell-through rate

• Customer conversion rates

• Product return rates

• Average customer spend

Business Needs



– Identify the data elements required to fulfill the requirement (or measure the KPI)

– Identify data currently available (and unavailable)

– Determine the importance of having real time or near real time data

Define data needed to fulfill these requirements

Determine how data is sourced and collected
– Determine where this data originates
– Determine how long to keep data
– Note sensitive data

SOURCING AND GATHERING DATA



Sourcing and Gathering Data

Walk through questions that need answers, document required data, and identify gaps

Business Question Data Needed Data Source

• Which channels drive the most 
conversions?

Sales, 
Traffic, 
Website visitors

e-commerce, 
traffic counting, 
POS

• How do I reduce the lead time of 
buying online and shipping from store?  

Transit times, 
labor, 
store orders 
and lines

Order 
management, 
time tracking, 
shipping system



• Operational system support analytics needs
• Existing internal skills and technical 

infrastructure
• Provide data where it doesn’t currently exist
• How to move data from source systems into 

the central repository
• What access  will business users have to data

Things to Consider Technology – don’t get caught up in 
the hype/ latest technology; focus on 
the business reasons 

Data infrastructure – should be built 
for current needs but be flexible 
enough to handle future needs

TECHNOLOGY INFRASTRUCTURE REQUIREMENTS



ArchitectureArchitecture

DATA 
SOURCES DATA ECOSYSTEM ANALYTICS

Information 
Ingestion and 
Operational 
Information

• Batch 
Processing

• Data 
Integration

• Master Data

Real-time Analytic 
Zone

• Video/Audio
• Network/Sensor
• Entity Analytics
• Predictive

Landing Area, 
Analytics Zone & 

Archive
• Raw Data
• Structured Data
• Test Analytics
• Data Mining
• Entity Analytics
• Machine Learning

Intelligence 
Analysis

Decision 
Management

BI and 
Predictive 
Analytics

Analytic 
Applications

Exploration, 
Integrated 

Warehouse, and 
Mart Zones

• Discovery
• Deep Reflection
• Operational
• Predictive

Information 
Governance, 
Security, and 

Business Continuity

streams



Story Telling
Present the context of 
metrics and anticipate the 
user path of investigation 
and diagnosis

TURN DATA INTO INSIGHTS

A Data Strategy should provide recommendations for how to apply analytics to extract business-critical 
insights… data visualization is key

Democratization of Data 
Who has access to what 
data? Encourage sharing 
and wide-spread adoption. 
Define common definitions 
and metrics across the org

Visualizations
Want to quickly spot 
trends and outliers and 
avoid introducing 
confusion via bad 
presentation

Data Granularity 
Right level of detail for the right 
audience; analyst may need 
more detailed info and an 
executive; need to be able to 
interact with data, for ex., drill 
into data to see why sales were 
down in a department

Data visualizations should look good but also make the data easier to understand and interpret



WHY IS DATA VISUALIZATION IMPORTANT?

Turn your data it into insights to increase productivity, stay competitive, and 
enable faster and smarter decision making.

Data Visualization and modern reporting helps you:
• Understand and clearly communicate complex data 
• Uncover patterns in your data and pinpoint what action needs to be taken
• Make informed decisions based on facts
• Automate manual processes, saving time and improving efficiency
• Enable data discovery and self-service, eliminating reliance on IT
• Improve data quality and accuracy



DATA VISUALIZATION

Tables don’t help to uncover patterns in your data and pinpoint what action needs to be taken



DATA VISUALIZATION

Highlight what’s important



People
• Assess the skill of staff and 

determine gaps

• Identify overall organization of 
functions across organization

• Buy-in from leadership is 
imperative

PEOPLE
Becoming data driven requires more than just technology:

Empower and enable staff at all levels to work smarter with data

Skills

Staff must know how to 
work with existing tools and 
be savvy enough with data 
to argue with it without 
being led astray by 
correlation, etc.

Alignment

Power users and subject 
matter experts must be 
properly aligned – centrally 
or distributed – and able to 
bridge gap between IT and 
business units



People

Training plan example

People

Upper Management Line of Business
Subject Matter Exp.

IT Analyst 
(BI Developer)

Data Governance X X X
Creating in BI Tool X
Using BI Tool X X X
Data Literacy 101 X X X
Data Viz Best Practices X X



Becoming data driven requires more than just technology:
Incorporate use of data in business processes

Process
• Identify roadblocks to getting 

access to data
• Understand the incentives and 

disincentives affecting data 
engagement

• Decision making: use standard  
KPIs or other metrics when 
making decisions

• Meetings: orient conversations 
and meetings around data

PROCESSES

Management

Leaders must demonstrate 
use of data and data driven 
decision making to show 
support across the 
organization Grassroots

Practitioners can create 
interest in peers by 
discussing past wins and 
future opportunities smart 
use of data allows 
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Why It’s Required
The BI solution will have low 
user adoption and likely fail, 
wasting time and money

A Sound Data Governance Strategy:
• Establishes formal definitions of measures 

and dimensions

• Drives consensus and standardization of 
data elements 

• Helps business decision-makers determine 
who needs access to business-critical data 

• Allows multiple departments to identify 
critical differences in business metrics

DATA GOVERNANCE

The specification of decision rights and an accountability framework to ensure the appropriate 
behavior in the valuation, creation, consumption and control of data and analytics. - Gartner

• Data Dictionary

• Business Glossary

• Data Access Guidelines

• Data Quality Standards

• Data Lineage



Data Governance Committee

• Serves as tie-breaker 
decision maker

• Approves information 
principles and policies

• Monitors information 
related to 
effectiveness of 
overall data 
governance program

Information 
Executive

COO

Information 
Manager

• Has a unique 
understanding of 
specific data elements

• Ultimate approval on 
who can use specific 
data elements in 
reporting

• Serves to ensure data 
is properly managed

VP Category Mgmt

Information 
Custodian

• Initiates data quality 
audits and testing

• Executives reporting 
activities in line with 
policies and 
procedures

• Coordinates reporting 
and projects 

Director of Business 
Analytics

Line of Business 
SME

• Represents their line 
of business in data 
governance matters

• Contributes their line 
of business expertise 
to enterprise 
discussions and 
decisions

Various

Committee 
Secretary

• Captures meeting 
minutes 

• Maintains historical 
meeting minute log 
for each DGC 
meeting

VP Store Ops

Data Governance Committee



Potential Pitfalls
• Infinite variables that may 

contribute to business benefit

• Usage patterns and specific 
requirements are difficult to 
estimate up front

• Correlation does not equal 
causation – in BI or in the 
business case!

There is a Need
• If investment is a given, no business case is 

required

Start Small, Think Big
• Projects that aren’t very complex

• Ex: Cost savings for a single dept.

Tangible Results
• Benefits can be articulated and measured

• Initially, avoid building for soft benefits

Future Flexible
• Solution will deliver value to the organization 

over time

• Add features, users, geographies, data, etc.

BUSINESS CASE



Business Case

• Automate manual process

• Consolidate BI tools (Reduce costs and 
technology)

• Reduce dependence on IT

• Reduce risk

• More efficient marketing

• Improve quality of leads/upselling

• Forecast employee departure

• Reduce inventory

• Improve supply chain

• Reduce printing costs

• Ability to expand

Benefits

• Hardware/Cloud hosting

• Software (One time and annual fees)

• External Services

• Training

• Labor Costs (New hires and existing 
staff; IT and Business)

• External Data

• Power and other utilities

• Space cost

Costs*

*Calculate annually over period of 
years

• Number of users

• Usage metrics

• Timeframe in years

• Vendor support

• Workforce turnover

• Lack of operationalization of insights

• Drop in efficiency on team’s “day jobs”

• Lack of buy-in from leadership

• Lack of expertise in new technology

Risks and Assumptions



3 THE ROADMAP



PUTTING IT ALL TOGETHER IN THE ROADMAP

A data strategy roadmap outlines business goals and includes details on what data, 
technologies, programs, and resources needed to reach these goals

Phase 0 – Data Governance Committee

DWH Build w/ Sales Data

DWH Sales and ETL 
Metrics

Core Reports

Non-Sales ETL 
and Metrics

De-
Commissioning

Other Data Sources and Dashboards

25

Phase 1 Start Phase 1 
Complete

Phase 2 
Complete

Phase 3 
Complete

Phase 4.1 
Complete

Phase 4.2 
Complete

Phase 4.3 
Complete

Sales 
Dashboard

Inventory 
Dashboard

E-Commerce 
Dashboards

Finance 
Dashboard

Marketing
Dashboard

HR 
Dashboards

Training

Training



• Analytics8 Blog
– https://www.analytics8.com/insights

• Subscription Center
– https://pages.analytics8.com/Subscription-Center.html

• Recorded Webinars
– https://www.analytics8.com/company/events/#webinararchive

• Upcoming Events
– https://www.analytics8.com/company/events

MORE RESOURCES

https://www.analytics8.com/insights
https://pages.analytics8.com/Subscription-Center.html
https://www.analytics8.com/company/events/
https://www.analytics8.com/company/events


Unleash the power of your data.

analytics8.com

dwilliams@analytics8.com

twitter.com/dwill_75

linkedin.com/in/williamsdavidj
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