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INTRODUCTION 
Data is the lifeblood of modern organizations, powering everything from daily operations to strategic 
decision-making. With the rise of AI and advanced technologies, data has become a critical asset — but 
many organizations struggle with poor data management and unstructured information without realizing 
it’s the root cause of inefficiencies. Without a solid data foundation, businesses are challenged to fully 
achieve transformation, modernization, and strategic advantages. 

To overcome these challenges, organizations must take a structured and strategic approach to managing 
their data. This is where business architecture becomes essential, providing the intentional framework 
needed to unlock data’s full potential. This paper highlights the combined synergistic roles that data 
management and business architecture play in creating organizations that are poised to drive digital 
transformation, enhance operational efficiency, and unlock new strategic opportunities, including 
maturing AI capabilities. 

Data drives today’s attention economy, causing organizations to rethink the role of this essential, strategic 
asset. Business value will not come from individual data scientists making breakthrough discoveries about 
novel data uses. Instead, business value will accrue to organizations who take the time and effort to 
intentionally align their data with their business architecture, ensuring that all components focus on 
strategic outcomes. This paper presents an overview of data management and business architecture, how 
they work together for greater organizational impact, and practical steps to move into action. We hope 
this paper will encourage readers to examine — or reexamine — their approach to data and its critical 
relationship with business architecture. By doing so, organizations can not only enhance operational 
efficiency and decision-making but also lay the foundation for long-term agility, innovation, and 
competitive advantage in an increasingly data-driven world. 

DATA MANAGEMENT: STRATEGIC VALUE AND EVOLUTION 

DATA MANAGEMENT: AN OVERVIEW 
Data management is a comprehensive discipline that encompasses the practices, processes, and 
technologies involved in collecting, storing, organizing, protecting, and utilizing data assets. It helps 
organizations achieve the goal that data is treated as a valuable resource, enabling organizations to make 
informed decisions, improve operational efficiency, and achieve strategic objectives.  

The Data Management Body of Knowledge (DMBOK) provides a comprehensive framework for 
understanding data management. It outlines the key components of data management, often 
represented as the DAMA DM BOK® wheel (see DAMA DM BOK wheel in Figure 1 below). 
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Figure 1: The DAMA DM BOK® Wheel 

EVOLUTION OF DATA MANAGEMENT 
Data management has evolved significantly over the years, driven by technological advancements and 
the growing importance of data in business. Key milestones include: 

• Early Days (1960s-1970s): Focus on file management and hierarchical databases. 

• Relational Databases (1980s-1990s): Emergence of relational databases and structured query 
language (SQL).  

• Data Warehousing and Business Intelligence (2000s): Development of data warehousing and 
business intelligence solutions to support data analysis and reporting. 

• Big Data and Cloud Computing (2010s): Rise of big data technologies and cloud-based data 
platforms to handle massive volumes of data. 

• Data Ethics and AI Governance (2020s): Growing focus on data ethics, privacy, and AI 
governance to ensure responsible data use. 
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Over the decades data management has been broadly acknowledged to provide a range of 
organizational benefits. 

BENEFITS OF DATA MANAGEMENT 
Effective data management has proven to deliver numerous benefits to organizations, including: 

• Improved Decision-Making: Access to high-quality data enables better-informed decisions at all 
levels of the organization. 

• Enhanced Operational Efficiency: Streamlined data processes and improved data quality lead to 
increased operational efficiency and reduced costs. 

• Increased Revenue and Profitability: Data-driven insights can identify new revenue 
opportunities, optimize pricing strategies, and improve customer satisfaction. 

• Reduced Risks: Effective data management helps mitigate data-related risks, such as data 
breaches, compliance violations, and data silos. 

• Improved Innovation: Access to diverse data sources and advanced analytics can fuel 
innovation and drive the development of new products and services. 

• Enhanced Customer Experience: Personalized experiences and targeted marketing campaigns 
driven by data insights can improve customer satisfaction and loyalty.  

• Increased Business Agility: Organizations with strong data management capabilities can quickly 
adapt to changing market conditions and customer needs. 

Data management is essential for organizations seeking to thrive in the data-driven economy. By adopting 
a business architecture approach to data management, organizations can align data initiatives with 
business strategy, optimize data management practices, and transform data into a strategic asset that 
drives innovation, improves decision-making, and fuels business growth. 

BUSINESS ARCHITECTURE: FOUNDATION FOR STRATEGIC AND 

OPERATIONAL EXCELLENCE 

BUSINESS ARCHITECTURE: AN OVERVIEW 
Individuals unfamiliar with business architecture often see it as an abstract, somewhat mysterious 
practice that does not apply to them or to their organization. Far from being abstract or mysterious, 
business architecture offers value to a wide variety of organizations. A long-standing definition from the 
Business Architecture Guild® helps clarify its role. Business architecture provides a common, ecosystem-
wide language and framework for articulating how an organization is structured, what it does, how it 
delivers stakeholder value, and what it needs to do to meet its goals. 
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Individuals who find this definition cumbersome may be more comfortable with the Guild’s elevator pitch: 
“Business architecture enables effective, streamlined strategy execution”. The elevator pitch captures the 
relevance of business architecture to organizations, regardless of industry sector, size, or location. The 
ability to consistently and effectively deliver on one’s strategy is paramount to long-term success or 
failure. 

The essence of business architecture is captured in its four core domains; capability, value stream, 
information concept, and organization, shown in the center circle of Figure 2 below. Figure 2 additionally 
highlights a more expansive perspective of business architecture, represented by the extended domains 
of stakeholder, policy, strategy, product, initiative, and metrics. 

 

Figure 2: Business Architecture Domains1 

While Figure 2 depicts 10 business architecture domains, information concept is the main focus of 
business architecture’s role in supporting data as a strategic asset. But what is the origin of an information 
concept and why is it better than other information sources? Information concepts and capabilities are 
derived from business objects, which are tangible or intangible “things” active in a business ecosystem. 

An average organization, depending on business model diversity and complexity, has roughly 60-80 
rationalized business objects. Depending on the industry sector, examples include Agreement, Asset, 
Customer, Conveyor, Decision, Event, Financial Account, Financial Transaction, Inquiry, Location, Material, 
Network, Patient, Order, Route, Trip, and Work Queue. Each business object has a unique, non-redundant, 
formal definition, which is represented in business architecture as an information concept. 

An organization’s business architecture baseline is comprised of capabilities, information concepts, and 
value streams. The baseline is ideally defined and governed by a cross-functional group of business 
representatives. Business objects initially emerge during formal capability mapping sessions with these 
representatives, where capabilities are formed by identifying business objects and actions performed 
against those objects. Each business object, which in and of itself is not a business architecture domain, is 
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assigned a unique definition that does not use the terms being defined. Capabilities and corresponding 
information concepts inherit business object names and definitions. Business architecture principles 
dictate that each information concept and capability has a business object at its root. Being part of an 
overall business architecture, capabilities and information concepts do not exist in a vacuum. 

Figure 3 provides an overview of how capabilities, information concepts, and value streams interact, with 
value stream stages omitted to simplify the figure. Value stream stages are essential domain elements. 
Readers should refer to A Guide to the Business Architecture Body of Knowledge® (BIZBOK® Guide) for 
more details, along with a comprehensive perspective on business architecture overall. 

 

Figure 3: Core Business Architecture Domain Relationships 

At its most fundamental level, business architecture can be summarized as follows. 

• Capabilities enable value streams on a value stream stage-by-stage basis 

• Capabilities use and modify information concepts, both of which are based on business objects 

• Capabilities produce outcomes, which contribute to stage-specific value items, which in turn 
accrue to deliver the value stream’s value proposition 

• Capability outcome reflects real world implications of capability specific actions, which include 
changing business object states and updating corresponding information concepts 

Anything happening in a business ecosystem is active in one or another value stream, with actions 
traceable to one or more capabilities, each of which produces outcomes and uses one or more information 
concepts. Some “instances” of a given capability may be automated, while others may be performed 
manually. Heat-mapped capabilities highlight opportunities to automate manual capability instances or 
retool existing automations. 

Consider an example: A human resource engaged in an Execute Operation value stream needs to enter a 
facility for work. For the value stream to deliver value, Asset State Management, Event Management, 
Facility Access Management, Human Resource Authentication, Human Resource Authorization, Location 
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Management, and other capabilities must work effectively. If the human resource is cleared to enter, the 
state of the Asset (i.e., the door) to the Facility would go from “closed” to “open” and the person may 
enter, all while being tracked from location-to-location. The opening of the door and the corresponding 
state change from “closed” to “open” are outcomes delivered by Asset-related capabilities. The Asset 
information concept reflects this business object state change. 

Value accrual in business architecture is event-driven and state-based as opposed to being process- or 
workflow-based. If information in its operational form, widely known as data, is redundant, inconsistent, 
fragmented, of poor integrity, and poorly architected, the value stream will not deliver value, and the 
operation in the example fails. Poor data is often the root cause of underperforming capabilities as well 
as ineffective capability automation. 

Scaling and maximizing business architecture’s value requires housing it, along with links to related 
business and IT disciplines, in a formal business knowledgebase that represents the business ecosystem. 
The knowledgebase is an essential element of any practice that wants to maximize business architecture’s 
value across multiple business units, business scenarios, and initiatives. Key elements of the 
knowledgebase include a business architecture metamodel2, compliant with best practices, and a tool 
that enables the ability to import, update, view, and export business architecture and related 
interdisciplinary content. 

THE POWER OF BUSINESS ARCHITECTURE TO DRIVE DATA MANAGEMENT 
Comparing real world information maps to current state data architectures highlights certain differences. 
First, where an information concept matches existing data, that data tends to be inconsistently replicated 
many times over. In siloed organizations, for example, the same customer may be replicated across many 
data structures, systems, and shadow systems, with no single source of truth. In addition, many 
information concepts are often missing entirely from existing data structures. Data architectures in 
practice often lack clearly defined agreement, business unit, campaign, channel, competency, decision, 
event, geographic space, financial transaction, initiative, network, work item, or work queue concepts. To 
compensate, business professionals build shadow IT environments or perform work manually to 
accommodate the lack of data and corresponding automation. 

A classic example involves a transportation company that transports shipments across international 
borders. In business architecture, countries and country boundaries are represented as Geographic Space 
and Geographic Space Border business objects. Related capabilities would define geographic boundaries, 
determine related risks, and restrict or allow access. When a transportation company omits this 
information from its data, it forces business and IT professionals working in customs and related areas to 
create proxy objects, which in turn increases manual work, shadow systems, and software complexity. 

A lack of comprehensive, quality data is a key reason why so many capabilities are error prone and 
performed manually when they should be automated. Data quality, integrity, and well-defined data 
architecture are essential to addressing current business and technology challenges, especially since good 
data provides a strong foundation for capitalizing on AI. This is where business architecture can help. 
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When an organization includes the full breadth of information concepts in its data model, it improves data 
integrity and streamlines automation and overall business operations. Figure 4 below highlights how an 
information map may be used as a basis for informing data modeling activities. 

 

Figure 4: Leveraging the Information Map to Inform Data Modeling 

The above figure depicts a partial information relationship diagram that reflects real-world business object 
associations derived from the capability map. Most of these relationships are self-evident, such as a 
customer having an agreement or an agreement associated with a product, asset, and claim. Each 
information concept additionally contains an object-derived definition, valid types, and valid states, 
allowing it in turn to serve as the basis for defining a data entity, shown to the bottom of figure 4. 
Capabilities, on the other hand, provide insights into how best to attribute each data entity, as shown on 
the right side of the figure. 

BENEFITS OF BUSINESS ARCHITECTURE 
Business architecture has more to offer than what is highlighted in this paper. Leaders, strategists, 
planners, data architects, and other practitioners can leverage the comprehensive business ecosystem 
perspective that business architecture provides as input to every aspect of end-to-end strategy execution. 
Business architecture also informs decision-making for countless other business scenarios such as 
enhancing customer experience, supporting due diligence and integration for mergers and acquisitions, 
identifying and managing risks, ensuring compliance, guiding technology modernization, and much more. 

For business leaders concerned about what it takes to establish a business architecture practice, it is 
relatively straightforward, does not require many resources, and is dramatically streamlined by leveraging 
business architecture reference models, available at no charge for in-house use to members of the 
Business Architecture Guild®. Ideally, business architecture and data architecture practices will seek to 
collaborate to improve the overall operations of organizations across multiple industries. 
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DATA: DRIVING TRANSFORMATION AND SHAPING THE FUTURE 

OF ORGANIZATIONS 

THE CASE FOR DATA AS A STRATEGIC ASSET 
In the modern enterprise, data is no longer merely a byproduct of operations; it's a strategic asset, akin 
to capital, infrastructure, or intellectual property. Organizations that recognize and leverage data's 
strategic value are the ones poised to thrive in today's increasingly competitive and dynamic landscape. 
Data-centricity is the paradigm shift where organizations prioritize data over applications and systems. 
It's a recognition that data is the foundation upon which all value delivery, capabilities, business processes, 
decisions, and innovations are built. A data-centric organization exhibits the following characteristics: 

• Data as a First-Class Citizen: Data is treated as a core asset, with investments in data 
management, quality, and governance prioritized alongside other strategic initiatives. 

• Data Accessibility and Sharing: Data is made accessible across the organization, breaking down 
data silos and fostering a culture of data sharing and collaboration. 

• Data Literacy: Employees at all levels are empowered with the skills and knowledge to 
understand and utilize data effectively. 

• Data-Driven Decision Making: Decisions are informed by data insights, from strategic planning 
to operational execution. 

• Data Innovation: Data is used to drive innovation, develop new products and services, and 
optimize existing offerings. 

GOOD DATA MANAGEMENT: THE FOUNDATION OF DATA-CENTRICITY 
Good data management is the bedrock of a data-centric organization. It encompasses the practices, 
processes, and technologies necessary to ensure data quality, availability, security, and compliance. A 
robust data management framework includes: 

• Data Governance: Establishing clear policies, procedures, and standards for data management, 
ensuring accountability and compliance with regulations. 

• Data Architecture: Designing a flexible and scalable data architecture that supports the 
organization's data needs and enables data integration and interoperability. 

• Data Quality Management: Implementing processes and tools to ensure data accuracy, 
completeness, consistency, and timeliness. 

• Data Security: Protecting data from unauthorized access, use, disclosure, disruption, 
modification, or destruction. 

• Data Operations: Managing data storage, processing, and access to ensure data availability and 
performance. 
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• Data Literacy and Training: Providing employees with the skills and knowledge to understand 
and utilize data effectively. 

THE DATA DOCTRINE: A GUIDING FRAMEWORK 
The Data Doctrine3 provides a valuable framework for organizations seeking to become data-centric. It 
emphasizes the following principles: 

• Data as a Product: Treat data as a valuable product with its own lifecycle, requiring investment 
and careful management. 

• Data Ownership: Establish clear data ownership and accountability to ensure data quality and 
responsible use. 

• Data Documentation: Document data assets thoroughly to promote understanding and 
facilitate data discovery and use. 

• Data Sharing: Encourage data sharing and collaboration across the organization to maximize the 
value of data. 

• Data Security: Prioritize data security to protect sensitive information and maintain customer 
trust. 

DOWNSIDES OF POOR DATA MANAGEMENT 
Conversely, organizations that neglect data management face significant downsides: 

• Poor Decision Making: Inaccurate or incomplete data leads to poor decisions, increasing risks 
and hindering business success. 

• Inefficient Operations: Data silos, poor data quality, and manual data processes lead to 
operational inefficiencies, increased costs, and reduced productivity. 

• Missed Opportunities: Without data-driven insights, organizations may miss valuable 
opportunities for innovation, growth, and customer engagement. 

• Increased Risks: Data breaches, compliance violations, and data loss can result in significant 
financial losses, reputational damage, and legal liabilities. 

• Data Debt: Accumulated data quality issues and inconsistencies create "data debt," requiring 
significant time and resources to rectify. 

Additionally, some perceive barriers to data management due to a perceived reliance on manual 
approaches. These tasks can now be largely automated and enhanced using AI technologies. 

THE REALITY OF DATA MANAGEMENT INVESTMENT 
Despite the clear benefits of good data management, many organizations still underinvest in this critical 
area. Leadership teams may be hesitant to allocate resources to data management initiatives, often 
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prioritizing short-term gains over long-term strategic value. They may focus on technology investments, 
such as ERP system upgrades, while neglecting the underlying data that powers these systems. 

This short-sighted approach can lead to significant data debt, hindering the organization's ability to 
leverage data effectively and achieve its strategic objectives. It's crucial for leadership teams to recognize 
the strategic importance of data and invest in the people, processes, and technologies necessary for good 
data management. 

 

Figure 5: Common Data Support Business Operations 

Data is a strategic asset that can drive innovation, improve decision-making, and create a competitive 
advantage. Organizations that embrace data-centricity and invest in good data management are the ones 
that will thrive in the data-driven economy. By prioritizing data as a core asset and implementing a robust 
data management framework – guided by business architecture – organizations can unlock the full 
potential of their data and achieve a brighter future. 

THE POWER OF BUSINESS ARCHITECTURE TO DRIVE DATA MANAGEMENT 
Leveraging data as a strategic asset and creating a truly data-centric organization requires the business 
direction, context, and enterprise mindset that business architecture uniquely provides. The disciplines of 
data management and business architecture working together provide the essential foundation for 
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business transformation, modernization, and the effective and strategic application of AI and other 
emerging technologies. 

The holistic approach and perspective of business architecture informs and strengthens data 
management by: 

• Establishing a common vocabulary across the organization: As described earlier, information 
concepts are the foundation of an organization’s business architecture, defined and governed by 
cross-functional business representatives. Information concepts establish a common, agreed-
upon business vocabulary from a business perspective. 

• Defining information needs and relationships from the business perspective: The business 
architecture not only defines the information concepts, but also their types, states, and 
relationships to each other. The business architecture also provides the business context for 
where information is used and shared, its security and privacy requirements, and any future 
business needs. For example, since capabilities use or modify information concepts, the cross-
mapping of capabilities to the value stream stages and products they enable provides a clear 
understanding of exactly what information is used, when, where, by whom, and why. In addition, 
capabilities can be valuable for identifying well-defined, reusable data products. 

• Creating a rationalized, enterprise perspective of information concepts: The aim of business 
architecture is to create a shared view of an entire organization and the ecosystem in which it 
operates. The technique for defining the business architecture baseline and the cross-functional 
business team involved ensures that a rationalized set of information concepts are created for an 
enterprise. This rationalized perspective is essential for clarity of data interpretation, reporting, 
analytics, and effective AI. 

• Informing the data architecture: The business architecture information map informs (but does 
not replace) the data architecture, including conceptual data models and logical data models, with 
the agreed-upon business view of information concepts along with their relationships, types, and 
states. This can uncover not only new business needs, but also necessary changes to existing data 
architectures in order to better align to business needs. 

• Aligning data strategy with business strategy and related priorities: A business architecture 
reflects an organization’s strategy and priorities. For example, business objectives are associated 
with the value streams and capabilities they impact, with measures capturing the business impact 
and effectiveness of those capabilities. As a result, the information concepts associated with 
capabilities have a clear and direct alignment to strategic priorities. This provides critical input for 
shaping data priorities and investments. 

• Embedding an enterprise data mindset across the organization: The adoption of business 
architecture within an organization goes far beyond leveraging the business knowledgebase. Over 
time, its usage shifts the ways of thinking and working. For example, business architecture 
encourages people to consider what investments and approaches are best for the enterprise, not 
just the individual silos. It creates a focus on customer/constituent value (“outside in”) while 
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moving beyond an organization-centric view (“inside out”). Business architecture refocuses 
people back on the “why”, encouraging a business-first mindset before jumping into solutions. 
Both business architecture and data management drive an essential mindset shift and can 
reinforce each other. For example, they help shift the paradigm away from applications and 
systems, anchoring the conversation back to the strategy, business architecture, and the data. 

• Providing support for the data management: The business architecture and data management 
disciplines and roles are natural partners to shape priorities, synchronize efforts, and ensure a 
cohesive approach. They can also serve as advocates for each other among business leaders and 
the broader business agenda. 

BUSINESS ARCHITECTURE, DATA EXCELLENCE, AND ARTIFICIAL 

INTELLIGENCE (AI) 
 
As AI’s profile has rapidly risen, organizations continue to explore the wide variety of ways in which it can 
be exploited. AI in the absence of an overarching vision is a like a racecar with no driver and no destination. 
One such vision offers a dual perspective on the role of AI with one focused on supercharging end-to-end 
strategy execution and the other on evolving an organization into a cognitive enterprise. Business 
architecture and data play important roles in this vision. 

Figure 6 represents this dual vision, with AI supercharging strategy execution on the left and leveraging 
well-architected, high-integrity operational data to become a cognitive enterprise on the right. 

 

Figure 6: AI’s Role in Optimizing Strategy Execution and Realizing a Cognitive Vision 
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Figure 6 represents a dual perspective that has the ability to place AI in a strategic context for 
organizations seeking to chart a path towards the systematic maximization of its value. 

AI’S ROLE IN OPTIMIZING STRATEGY EXECUTION 
Whether pursing a human-engineered approach to strategy execution or supercharging the journey using 
AI, the business knowledgebase plays an important role. Coupling the power of AI with stakeholder value, 
capability enabled, information reliant, and organization-aligned views of a business ecosystem, coupled 
with strategy, policy, product, initiative, and related IT domain insights, has the capacity to streamline 
strategy formulation through strategy realization. Statistically, organizations struggle with delivering on 
their strategic goals and objectives. 

Consider a few of the key focal points where AI can expedite, streamline, and optimize end-to-end strategy 
execution. 

• Strategy Formulation: Delivers streamlined, high-integrity goals, objectives, KPIs, and courses of 
action that recognize and reflect cross-functionally aligned customer and internally generated 
needs and demands. 

• Impact Assessment: Performs business and IT architecture impact assessments that reflect the 
full breadth of strategic goals and objectives across data, application, and technical 
architectures. 

• Solution Architecting: Generates future state data and solution architectures that reflect the full 
scope of a business strategy through the focused lens of business architecture. 

• Transformation Planning: Presents options and approaches for transforming IT architectures 
from current-to-target state, based on business strategy, business architecture, and current 
state impact analysis. 

• Solution Design: Delivers optimized, architecturally aligned, and scalable work management 
designs that set the stage for AI-driven software automation. 

• Initiative Planning: Produces strategy-driven, cross-functional initiatives that reduce or 
eliminate overlapping, redundant, and conflicting investments that overspend, underdeliver, or 
fail entirely. 

• Software Automation: Generates state-based, event-driven work management design-aligned 
software solutions that have the capacity to scale ecosystem-wide. 

Achieving these and other AI-driven results requires a rigor and commitment to accruing benefits as the 
business knowledgebase and best practices evolve. Leadership should consider that if AI-driven strategy 
execution achieves even incremental improvements over the status quo, it has the capacity to 
dramatically improve upon an organization’s ability to compete, thrive, and fulfill its mission. 
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THE ROLE OF QUALITY DATA IN BECOMING A COGNITIVE ENTERPRISE 
While optimizing strategy execution has its benefits, AI can play an even greater role in helping 
organizations grow into a cognitive enterprise. A cognitive enterprise describes “an organization that 
learns, adapts, and scales on an evolutionary basis, seeking to achieve a deep and expansive 
understanding of its capabilities, internal and external stakeholders, stakeholder value proposition, and 
the business ecosystem in which it operates”.4 

Many experts have weighed in on the fact that positive AI results are powered by good data and that bad 
data delivers bad results. When it comes to AI, low integrity, misleading, and missing data can have 
problematic and far-reaching impacts. Figure 6 highlights two important data-related concepts. 

AI leverages business architecture, housed in the business knowledgebase, to deliver a well-architected 
data model that aligns to and integrates with other AI-generated architecture and design perspectives. In 
addition, when AI is coupled with scalable, high-integrity data, and AI generated software solutions, the 
capacity to transform an organization into a cognitive enterprise can turn the promise of AI into reality. 
Consider a short list of cognitive enterprise examples. 

• Cognitive Risk Manager: With access to comprehensive risk-related impacts, organizations can 
run highly automated compliance assessments on an ongoing basis, identifying issues and, 
ideally, recommending next steps. 

• Cognitive Underwriter: Risk analysis plays a major role in underwriting work. Cognitive solutions 
with high-integrity data can ensure that transactions are enacted with clear insights into related 
risk factors. 

• Self-optimizing Networks: Once plotted on a node/arc graph and deployed in an organization’s 
data architecture, AI-driven technologies can analyze and optimize partner, transportation, and 
other types of networks on an ongoing basis. 

• Cognitive Product Manager: Large organizations have hundreds or thousands of product 
offerings, with new products proposed all the time. Imagine an AI-driven cognitive product 
manager that recommends product optimization options, suggests new product ideas, and 
rapidly generates viable product concepts and designs for management consideration. 

• The Cognitive Executive: The cognitive enterprise envisions AI moving into the executive suite. 
Reorganizations, for example, are often pursued without full clarity of cross-functional impacts. 
Coupling AI with high-integrity data and cross-business unit capability insights has the potential 
to deliver highly insightful organizational realignment options. 

The above examples only list a handful of areas where well-designed, high-integrity data, coupled with AI 
can help organizations clarify a vision that leadership can drive towards over the long-term. 
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PRACTICAL STEPS TO MOVE INTO ACTION 

MATURE DATA MANAGEMENT PRACTICES 
Mature data management practices are characterized by a strategic and holistic approach to data, treating 
it as a valuable asset that drives business value and innovation. In these organizations, data is treated as 
a core asset and prioritized over applications and systems. This approach requires a cultural shift where 
data is valued, trusted, and used to inform decisions at all levels of the organization. Mature data 
management practices also involve continuous improvement and adaptation, as organizations evolve and 
their data needs change. 

The DMM model provides a framework for evaluating an organization's data management capabilities 
across five key areas: data management strategy, data quality, data governance, data platform and 
architecture, and data operations. By assessing their maturity level in each area, organizations can identify 
gaps and prioritize improvement efforts. 

This emphasizes the importance of aligning data strategy with business strategy. Data management 
initiatives should support the organization's overall goals and objectives. This requires a clear 
understanding of the organization's strategic direction and the role of data in achieving its goals. By 
adopting these practices, organizations can transform data into a strategic asset that drives business value 
and innovation. 

STEPS REQUIRED TO ACHIEVE MATURE DATA PRACTICES 
Transforming data into a strategic asset requires a comprehensive and multi-faceted approach. 
Organizations need to take deliberate steps to build a data-centric culture, implement robust data 
management practices, and align data initiatives with business strategy. Here are some key steps 
organizations can take: 

1. Foster a Data-Driven Culture 

• Leadership Commitment: Secure commitment from top leadership to champion data as a 
strategic asset and invest in data management initiatives. 

• Data Literacy: Develop data literacy programs to educate employees at all levels about data 
concepts, tools, and best practices. 

• Data Sharing and Collaboration: Encourage data sharing and collaboration across the 
organization, breaking down data silos and fostering a culture of data-driven decision making. 

• Data-Driven Mindset: Promote a data-driven mindset where decisions are informed by data 
insights and evidence, rather than intuition or gut feeling. 

2. Implement a Robust Data Management Framework 
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• Data Governance: Establish a data governance framework that includes policies, procedures, 
and standards for data quality, security, and compliance. 

• Data Architecture: Design a flexible and scalable data architecture that supports the 
organization's data needs and enables data integration and interoperability. 

• Data Quality Management: Implement proactive data quality management processes that 
ensure data accuracy, completeness, consistency, and timeliness. 

• Data Security: Implement strong data security measures to protect data from unauthorized 
access, use, disclosure, disruption, modification, or destruction. 

• Data Operations: Establish efficient and effective data operations that ensure data availability, 
performance, and reliability. 

3. Align Data Strategy with Business Strategy 

• Strategic Alignment: Clearly define how data initiatives support the organization's overall goals 
and objectives. 

• Data-Driven Innovation: Use data to drive innovation, develop new products and services, and 
optimize existing offerings. 

• Data-Driven Decision Making: Integrate data insights into decision-making processes at all 
levels of the organization. 

• Data-Driven Culture: Foster a data-driven culture where data is valued, trusted, and used to 
inform decisions at all levels. 

4. Leverage Business Architecture 

• Holistic View: Leverage business architecture to engage in cross-functional, ecosystem-wide 
strategy execution with a comprehensive view of the critical role information plays in optimizing 
capability enabled, stakeholder value delivery. 

• Value Stream Focused: Articulate value streams as a basis for optimizing customer, partner, and 
internal stakeholder value delivery, formalizing the role of capability value enablement. 

• Capability Enabled: Formalize object-based business capabilities that serve as a focal point for 
initiative investment, including optimizing information’s role in delivering a streamlined, 
effective, and optimized operating environment. 

• Information-Driven: Establish highly rationalized, object-based, foundational information 
concepts that define the vocabulary, relationships, valid types and states, and a business context 
to strategic data assets. 

• End-to-End Strategy Execution Leveraged: Evaluate and select technologies that support data 
management and analysis, including data platforms, analytics tools, and AI solutions. 
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5. Continuous Improvement 

• Data Maturity Assessment: Regularly assess the organization's data management maturity 
using frameworks like the DMM model to identify areas for improvement. 

• Adaptation and Evolution: Continuously adapt and evolve data management practices to meet 
changing business needs and technological advancements. 

• Learning and Development: Invest in ongoing learning and development for data management 
professionals to keep their skills and knowledge up to date. 

6. Address Data Debt 

• Data Quality Improvement: Implement data quality improvement initiatives to address data 
inconsistencies, errors, and gaps. 

• Data Remediation: Undertake data remediation projects to cleanse and standardize existing 
data. 

• Data Migration: Migrate data to modern data platforms to improve data accessibility and 
performance. 

7. Invest in Data Management 

• Resource Allocation: Allocate sufficient resources to data management initiatives, including 
budget, personnel, and technology. 

• Prioritization: Prioritize data management investments based on their strategic value and 
potential impact on the organization. 

• Long-Term Vision: Adopt a long-term vision for data management, recognizing that it's an 
ongoing journey, not a one-time project. 

By taking these steps, organizations can transform data into a strategic asset that drives business value, 
innovation, and competitive advantage. It's a journey that requires commitment, investment, and a 
data-centric mindset, but the rewards are significant for those who get it right. 

MATURE BUSINESS ARCHITECTURE PRACTICES 
The more mature a business architecture practice is, the more embedded it will become into an 
organization, and the more value it will deliver. Business architecture should be fully embedded into the 
fabric of an organization, where it becomes just how the organization works. The usage of a business 
architecture is the ultimate sign of success — when people ask for business architecture, speak its 
language, and use it as part of their daily work. 

Organizations with mature business architecture practices exhibit the following characteristics: 
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• Business architecture is leveraged as a critical enabler from strategy to execution, as well as for 
other applicable business usage scenarios such as transformation, portfolio management, 
innovation, data management, solution design and development, onboarding, risk and 
compliance, and more. Business architecture delivers on its defined value proposition and creates 
advantage for an organization. 

• A business architecture baseline (capabilities, value streams, and information concepts) is created 
and owned by the business. The baseline is maintained in an automated knowledgebase and is 
available to all stakeholders to support decision making and business usage scenarios. 

• Business architects are certified and highly skilled strategic resources. They are involved in 
informing and translating strategy and supporting strategic decision making, and they serve as 
trusted advisors for the organization. 

• The business architecture practice is fully integrated with related disciplines and functions, such 
as strategy, portfolio management, business process management, organization design, data 
management, IT architecture, business analysis, and organizational change management. 

Figure 7 shows the Business Architecture Maturity Model® (BAMM®) categories and levels from the 
Business Architecture Guild®. The BAMM® provides an industry standard for measuring an organization’s 
maturity in business architecture. The BAMM is available from the Business Architecture Guild.®5 

 

Figure 7: The Business Architecture Maturity Model® 

1 Separate categories exist in the maturity model for Business Strategy, Capability, Organization, Value, Information, Initiative, 
Product, and Stakeholder 

2 Separate categories exist in the maturity model for Business Requirements, BPM, Lean Six Sigma, Case Management, and 
Customer Experience Design 
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STEPS TO ESTABLISH AND MATURE A BUSINESS ARCHITECTURE PRACTICE 
A practical and value-driven approach has proven to be the most successful approach for establishing a 
business architecture practice within an organization. The first step is to build a solid business 
architecture baseline and then start demonstrating value with it. As the business architecture adoption 
and usage grows within an organization, then the content in the business architecture knowledgebase 
can be expanded and the team and practice mature accordingly. 

1. Define business architecture value and establish team: Define the value proposition of business 
architecture relevant to the organization (enabling data management could be a significant part 
of this), build the case, and start socializing it. This is also the time to establish the initial team 
(even if only one or a few people) and to secure executive business sponsorship. 

2. Select an initial business usage scenario(s): Select a specific initial usage scenario(s) in which 
business architecture will first be leveraged. This helps to inform the priorities and cost 
justification for developing the business architecture baseline and building buy-in. 

3. Establish a business architecture baseline: Build the business architecture baseline for the scope 
of the entire organization and the ecosystem in which it operates, working in close partnership 
with a cross-functional group of business representatives. The baseline should include capabilities 
and corresponding information concepts, a set of key value streams, and a cross-mapping 
between the capabilities and the value stream stages they enable. Creation of a business 
architecture baseline can be accelerated by prioritizing certain areas of focus and leveraging 
Business Architecture Guild® industry reference models. When the baseline is complete and 
approved by the business representatives, publish it, and introduce governance to manage its 
evolution. 

4. Leverage business architecture: With clear direction, commitment, a team, and a baseline in 
place, business architecture can be leveraged for the first business usage scenario. This provides 
an opportunity to not only deliver business value, but also to learn, adapt the business 
architecture, and demonstrate its value to others. 

5. Create a roadmap for the practice and mature it with intent: As the momentum and buy-in for 
business architecture increases, create a roadmap for establishing and maturing the business 
architecture practice within the organization over the next year. There are always three aspects 
upon which to focus: applying business architecture for value, building and maintaining the 
knowledgebase, and establishing, maturing, and socializing the practice. The BAMM® provides an 
ideal guide to practice advancement and measure maturity on a regular basis. 

CONCLUSION 
In today’s rapidly-evolving, AI-powered landscape, data is not just a resource – it is a fundamental driver 
of strategy, transformation, and innovation. However, data cannot fulfill its potential without mature, 
intentional management. Business architecture is a critical enabler for successful data management. 
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Business architecture provides the essential enterprise context, vocabulary, and structure needed to 
manage data strategically and align it with business priorities. It transforms disconnected data efforts into 
cohesive, value-driven outcomes. Without this foundation, data remains fragmented, and initiatives risk 
amplifying inefficiencies and inconsistencies. 

To thrive in a data-centric and AI-enabled future, organizations have a clear call to action: establish, 
mature, and integrate both data management and business architecture practices – not as isolated 
efforts, but as deeply interconnected, strategic disciplines. This is not just a technology concern; it is a 
strategic imperative for leaders at every level. By doing so, organizations will lay the groundwork to 
become adaptive, intelligent enterprises, ready not only to keep pace with change but to shape the future. 
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