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Executive Summary
The push to become a data-driven enterprise is a growing trend in
the financial services industry as more and more organizations see
the value of data as a strategic asset and product.

To establish a successful data governance and management
model, enterprises should create a separate governing body for
new demand requests as opposed to mistakenly expanding the
role of the traditional enterprise PMO (EPMO) to handle demand
management activities.
The creation and formation of the data demand management office
would collaborate with the Enterprise PMO to understand the
business value of the new demand requests, with the overall
objective to create a centralized resource and a single source of
truth for any enterprise data needs.
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The Business Value of Enterprise
Data Management
Financial services firms are driven by data and are thus required to make data-driven
decisions to satisfy their end customers. Establishing and maintaining a holistic enterprise
data management strategy is essential to ensuring a streamlined business operational
workflow.
More and more organizations see the value of data as both a product and a strategic asset.
To effectively leverage this asset, data must be treated as a product, like the tangible
products built for the target consumer. Data as a strategic asset must be clearly understood
across the organization in combination with having transparency and visibility.

The global enterprise data management market size was valued at USD 82.25 billion in
2021 and is expected to expand at a compound annual growth rate (CAGR) of 14.0% from
2022 to 20301. The growing adoption of the Internet of Things (IoT) devices, the continuous
need for on-time data delivery and quality, along with the increased demand for enterprise
data management are a few contributing factors to the growth of this market.
To establish a proper data governance and management model, enterprises must examine
their current state business operational workflow, processes, and strategy. Often, key
decision makers in an organization are tasked with a data demand request to approve or
deny. Should the request be approved, resources are then allocated, and a budget is
dedicated for development and implementation. Executive and senior leadership should ask
themselves, how data demand requests are handled and moved through key stakeholder
groups before going to market.
Large scale organizations have a variety of stakeholders to satisfy, requiring a proper
workflow to manage the inflow and outflow of data demand requests. Having a centralized
office that provides insights to key business areas for prioritization and sequencing
enterprise demands is essential to delivering long-term business value.

Establishing a Data Demand
Management Office
Traditionally, organizations mistakenly expand the enterprise PMO to manage new project
requests. This can cause various operational issues in the long run such as the improper
allocation of resources, mis-prioritization, mismanagement of implementation and product
launches, and moreover, lack of oversight to manage large scale programs to align to
strategic business objectives.
Establishing a data demand Management office (DDMO) is as vital as maintaining a
traditional enterprise PMO (EPMO). With the rising importance of leveraging enterprise data
for business and operational strategy, organizations are taking a strategic management
approach to support the data-driven decisions of key stakeholders.
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This management strategy views data as a product, with cataloguing, quality assurance,
security, and ownership from ingestion to consumption within the organization. Just like
product and application management, data within the organization needs constant
improvement. This generates demand from specialized teams to tackle issues, gain
efficiencies, mitigate risk and dependencies, comply with regulations, and adjust to business
requirements, and/or regular maintenance initiatives. The DDMO is essential to provide a
streamlined solution and operational high-level overview to the rapid changes in enterprise
data.

The Purpose of the DDMO
The main purpose of the DDMO is to serve as the single point of truth for data demand
requests, from intake to delivery. This is achieved by documenting, prioritizing, assessing
impacts, coordinating with resources, quantifying operational and technical debt.
Providing visibility in determining the best-fit solution are other key focus areas for the
DDMO. There are situations where current, interim, or target state solutions would best be
applicable. Acting as the key liaison between key stakeholder groups to ensure alignment
before an initiative reaches IT delivery and implementation teams can also drive the DDMO’s
business value and purpose.
The DDMO essentially provides a complete and detailed overview of enterprise programs to
executive leadership, and for all involved stakeholders.

Structuring the DDMO with Governing Bodies
The DDMO is a centralized governance structure, working in partnership with the EPMO.
The DDMO allows the EPMO to receive a consolidated package and focus the EPMO’s
resources on the development and execution of the individual projects that have been
prioritized for delivery.
For the enterprise to deliver quality and strategic projects, two key governing bodies must be
created – capital data oversight (CDO) and capital data leadership (CDL). The CDO can
house C-suite executives such as the CEO, COO, CFO, CIO, CTO, etc. to set the tone,
vision, guidance, and prioritization for the enterprise’s data focus. Consequently, the CDL
houses senior leaders such as directors and VPs across various stakeholder groups such as
IT, legal, operations, and risk management, to drive the enterprise’s transition to data
readiness. The CDO and CDL can oversee and liaise with the DDMO to ensure prioritization,
sequencing, and alignment on programs that deliver business and strategic value.

The DDMO can be divided into three main pods – intake, demand, and delivery. Each of the
three pods handle a different stage of the data demand funnel. The intake pod manages the
data demand request backlog before prioritization and sequencing begins and creates the
initial control-point for what data requests get prioritized for assessment and solutioning. The
intake pod can additionally assist in managing stakeholder communications with requestors,
data product owners, and data leadership.
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Once a data request passes the intake stage where it is prioritized for assessment, the
demand pod analyzes the requests to clarify scope, determines the business value
propositions, gathers the high-level background of current state processes and problem
statements, conducts impact assessments, captures level-of-effort sizing, quantifies
operational/technical debt, and coordinates with key resources (i.e., solution architecture,
data governance, downstream teams).
Once the demand pod completes the assessment, and receives approval from leadership,
the delivery team can focus on implementation, project timeline planning, resource and work
planning, business readiness, change management, and go-to market product launches.

Figure 1: Data Demand Funnel & Pods
The partnership between the demand and delivery pods adds value to the data project
implementation process by joining data subject matter experts (i.e., data application owners,
architecture, IT) together with project/product managers to produce a final solution that is
aligned with the enterprise’s vision.
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How the DDMO can be Successful
in an Enterprise
Data management professionals must adopt a product management mindset. DDMOs who
have proven to have a significant impact are extremely customer centric, focusing on the
overall success of the customer both internally and externally.
Successful data demand management teams must have the ability to assess and
communicate the needs of the customer for them to achieve objectives. By adopting this
business mentality, enterprises can expect to see improved accuracy in forecasting,
streamlined processing regarding data governance and data quality, and more efficient
planning and communication across teams.
This ultimately offers alignment of key enterprise data applications with downstream IT
delivery systems that serve as the customer.

DDMO Resources and Staffing
Staffing the DDMO with experienced data management professionals who have a unique
blend of program and product management experience is critical for an impactful team. The
support of portfolio/program/product managers, and enterprise data analysts, provide the
unique blend of strategic and analytical know-how needed to fulfil customer demand with the
right products and services.
The DDMO should be a highly nimble and agile team ready to assess data demands quickly
and efficiently. Ultimately, this is to mitigate risk and minimize wasted efforts. Maintaining a
one-to-one ratio with a portfolio manager that oversees a particular workstream to an
enterprise data analyst to help assess is a key benchmark to ensuring success.
The DDMO has the capability to add value to the EPMO by assessing any additional budget
asks, quantifying operational and/or technical debts incurred, understanding customer
needs, providing project estimations, and uncovering any trade-offs made that could impact
the delivery timeline process and feasibility.

By quantifying requests, the DDMO provides transparency across the organization regarding
changes in budget, allocations, and scopes of work.
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Data Readiness, Accessibility, and Standardization
As businesses continue to adopt a tech-forward business strategy, the standardization of
data governance has become an increasing need. The DDMO can provide the resources
required to manage data quality, accessibility and establish governance.
With disparate levels of data and data applications, having trustworthy and accurate data
becomes more of a challenge for an enterprise to progress and innovate. The DDMO offers
a centralized resource for stakeholders that is exclusively staffed by data professionals,
allowing the EPMO to focus on the delivery planning process.
This limits the amount of change requests and mitigates scope-creep since the DDMO
focuses on aligning key stakeholders before it reaches the EPMO stage. Thus, enterprises
can prevent wasted efforts and consolidate the work capacity needed for its data
applications and strategic initiatives.

Functional Role of the DDMO
The DDMO serves a multitude of functional roles. Beginning from the product roadmap
stage, the DDMO ensures that the strategic requests from the business align with the
capabilities and functionality that the architecture teams can solution.

Once alignment has been validated, the DDMO takes on the responsibility of capturing high
level business and data requirements. This involves collaboration with the business and
engineering teams to confirm that data needs have been accurately captured, documented,
and communicated with impacted data applications – building cohesion.
Data professionals provide the enterprise with the solution definition and technical scope for
each initiative. By providing the solution definition and technical scope, leadership receives
an overview of the problem statement that each initiative is solving along with the necessary
steps needed throughout the process to achieve the solution.
Figure 2: Demand Management Activities
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The DDMO can serve as the centralized single source of truth to manage budget, timeline,
and commitments for enterprise data. This provides accountability and transparency for the
work efforts of each initiative and keeps impacted stakeholders informed regarding
prioritizing, capacity, communication, and pipeline planning 2.

How the DDMO Can Deliver Customer Success
The DDMO should serve customer needs. The customer in this sense is the enterprise itself,
and its respective end-clients.

Delivering customer success can be achieved by establishing weekly and bi-weekly steering
committees to evaluate advances and roadblocks during assessment. This provides a
structured outlook of the pipeline to optimize demand prioritization and program progress.
During the initial stages of a data assessment initiative, the DDMO contacts the requester
group to understand the high-level business and data requirements and elicits relevant
information to help the EPMO and leadership have a summarized snapshot of the data
demand.
Along with eliciting requirements, the DDMO should ensure that the targeted solution meets
the organization’s tactical and/or strategic needs, while understanding trade-offs. The
alignment between these areas and the EPMO brings to leadership the most accurate and
detailed solution for approval. Some of the details analyzed when a project is requested
include data structures, data flows, involved applications, sources, and impacted end-users.
The DDMO can then determine the appropriate data products to meet the requirements and
perform impact assessments across the enterprise’s data applications for each specified
solution.

The DDMO gathers development efforts, estimates, and assesses downstream impacts
alongside each of the data applications. Occasionally, these downstream impacts can
uncover development dependencies, creating the need to reprioritize. It is necessary to have
this information early in the assessment since it helps the EPMO prioritize resources
accordingly to comply with desired dates of implementation.
There are situations where there is more than one viable solution that comes up during
assessment. It is the DDMO’s role to frame point-of-views on solution design options,
learning their respective feasibility, risks, impacts, time-to-market and any potential
operational and/or technical debt. With this information, a solution architect can provide a
recommendation when presenting for CDL approval.
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The Business Outcomes of the DDMO
The success of the DDMO is dependent on stakeholder alignment across executive
and senior leadership with governing bodies such as a CDO and a CDL for guidance.
Staffing the DDMO is also crucial for long-term success, with a combination of
product and program managers, data quality and governance experts, and enterprise
data analysts to examine each data demand request.
The DDMO ultimately prioritizes and sequences enterprise data. By incorporating a
single backlog management of enterprise data demands, The DDMO can provide a
formalized enterprise data commitment to the project requestor.
Stakeholders can come to the DDMO to ensure joint agreements of solutions that
address enterprise demand and ensure business and operational success in a fastpaced data-driven economy.
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