
Leveraging Your Data for Competitive Advantage

Two recent events hosted by Corinium Global Intelligence and Veritas 
provided insights into the field of data management and how to successfully 
build a data-driven culture. The Chief Data Officer Forum in Melbourne shed 
much light into the role of the Chief Data Officer, its importance and the 
challenges commonly faced. Similarly at an exclusive roundtable held in 
Singapore, Chief Data Officers and regional senior data executives shared 
their views on some of their thorniest challenges, and the strategies that 
they implement to obtain actionable business insights. 

Leveraging Your Data for 
Competitive Advantage
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Insights into Data 
Management 
At a recent exclusive meeting held 
in Singapore, major players in Big 
Data discussed the importance of 
information management, especially in 
the area of unstructured data.

Greg Muscarella, Senior Vice 
President for Veritas’ Information 
Intelligence, introduced the topic; 
Preventing Information Chaos: The 
importance of gaining insight into 
your unstructured data. Muscarella 
recognised the difficulties for many 
data executives; “Data doesn’t collect 
itself, most would probably agree that 
one of the biggest challenges we face 
is actually finding the data, getting it 
into a useable format, and then putting 
it into a system that can actually 
process it.” 

Although the ubiquity and volume  
of unstructured data, from files in 
shared drives to accumulated  
emails in organisations, are areas  
that Chief Data Officers (CDOs)  
face in almost every business,  
the meeting attendees in both 

“So our challenge then is what do you 
put data governance over? Do you 
put governance over all of your data, 
or some of your data? Do you do it to 
reduce costs, improve the customer 
experience or support analytics?”
Mark Bonney, Origin Energy 

“Data doesn’t collect itself, most 
would probably agree that one of the  
biggest challenges we face is actually 
finding the data, getting it into a 
useable format, and then putting it into 
a system that can actually process it.”
Greg Muscarella, Veritas

countries were generally more focused 
on structured data and analytics. 

However, as Subramanian 
Venkataraman from Deutsche 
Bank pointed out in the Singapore 
roundtable: “The products and 
services banks sell are all held in 
digital media of some kind – financial 
transactions can be securely stored 
and searched for. Unstructured data, 
on the other hand, may not have gone 
through so many levels of operational 
scrutiny. Therefore there is greater risk 
in unstructured data.”

Attendees were acutely aware 
that on average there will be a 30% 
data growth annually. It is therefore 
unsurprising that discussions in  
both Singapore and Melbourne  
steered towards exploring future  
data management challenges,  
how to tackle them, and the 
importance of building a data  
driven culture today. 

Data Ownership
An issue that attracted a lot of 
discussion was who owns data? 

It was highlighted that in many 
organisations there is no single  
‘point person’ who has responsibility 
for managing unstructured data,  
even in a company like an insurance 
firm, which is required to hold onto  
a great deal of data for legal reasons. 
The many silos within companies  
can make managing data and 
managing the inter dependencies  
of data challenging. 

In particular, because of the 
associated costs CFOs will ask:  
Why are we paying more every year  
for data? And how can we stop data 
just being blindly fed in? 

It was noted in Singapore that such 
questions normally end up in a triangular 
discussion between Finance, IT and 
Legal – and often without a satisfactory 
outcome. Everyone is aware of the cost 
of data storage and management – yet 
most are also keenly aware that if used 
correctly, data can be of immense value.

Addressing the issue of data 
ownership in Melbourne, Mark Bonney 
from Origin Energy shared how they 
embarked on data stewardship. 
He commented, “We started our 
journey around data governance and 
data ownership and there wasn’t a 
model that was working within the 
organisation and we had to create one. 
So our challenge then is what do you 
put data governance over? Do you 
put governance over all of your data, 
or some of your data? Do you do it to 
reduce costs, improve the customer 
experience or support analytics? 

“Unstructured data, on the other hand, may not have gone 
through so many levels of operational scrutiny. Therefore 

there is greater risk in unstructured data.”
Subramanian Venkataraman, Deutsche Bank
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“What it has actually come down 
to is trying to identify those key data 
assets that are really valuable to the 
organisation. Customer master data 
is an obvious one. There was no 
clear ownership of it and inconsistent 
processes around it. It has been a 
journey trying to create a basis for 
data governance, and a platform from 
which we can take that model and the 
concept of roles and data stewards and 
sell it in other parts of the organisation.”

Mark Bonney commented that they 
did not hire data stewards, instead 
they brought together staff who were 
passionate about data and data quality. 
Now GMs are saying: “I’m going to free 
this person from their day job, and I’m 
going to make them a full time data 
steward to work on customer master 
data and make sure we get it right 
across the business”. 

Sharon Hakkennes from Barwon 
Health suggested that the key to data 
governance lay in being able to identify 
data sets required for the measurement 
of individuals’ Key Performance 
Indicators (KPI’s). At that point it is easy 
to sell the need for data governance to 
that person: “They own the KPI and rely 

“Now GMs are saying: “I’m going to 
free this person from their day job, 
and I’m going to make them a full 
time data steward.”
Mark Bonney, Origin Energy 

“They own the KPI and rely on the 
dataset to measure that KPI, so it is 
essential to them that the data can be 
trusted as the single source of truth.”
Sharon Hakkennes, Barwon Health

on the data set to measure that KPI, so 
it is essential to them that the data can 
be trusted as the single source of truth.” 

Hakkennes said that getting the 
individual’s support is immediate, 
because taking ownership of the data set 
and the business process that underpins 
it, becomes imperative for that person 
to be able to accurately demonstrate 
performance against the KPI.

Determining Data Value
In handling data, a participant raised 
the point that there is a tendency for 
companies in Singapore to gravitate 
towards staying on the safe side, which 
means keeping absolutely everything 
just in case it is needed! So the 
question then becomes: “How long 
should a company keep unstructured 
data?” The kind of unstructured data 
an organisation is dealing with has a 
definite bearing on this issue. For 
example, recorded walkie-talkie 
discussions between security guards 
quickly take up large amounts of 
storage space as unstructured data. 
One such company developed their 

own rule, which was: If it is not 
governed by statutory guidelines, 
delete it after three years.

Walkie-talkie conversations may 
be relatively easy to dismiss before 
too much time has expired, but email 
communications are much harder to 
judge. Some emails can hold value 
from a legal or business standpoint, 
while others may be no more than 
daily business communication 
between colleagues. 

So the issue of value becomes 
an important topic. To make it more 
complex, firstly the IT view and the 
business view are often different; 
secondly business viewpoint also 
often incorporates far more varied 

departments within the organisation; 
lastly individuals often attach different 
values to each piece of information. 

A question was then posed to the 
attendees: “Is data generally seen as 
being an asset to your organisation? Is 
it a strategic imperative from the CEO 
down – and how are you influencing 
it?” One attendee answered that there 

is a general desire for companies to 
“be digital”, but this then ends up falling 
under IT, which does not necessarily 
understand the importance of the data. 

Since data value is hard to determine, 
coupled with the earlier issue of data 
ownership, the default is often to keep 
all data. It is a problem confounding 
everybody, yet it seems problem for 
nobody to solve. 

What ultimately emerged from the 
discussion was a firm agreement 
that unstructured data has value, 
however not all data has the same 
level of importance. Gaining visibility 
and surfacing the issue either through 
technological tools or managerial effort 
is therefore taking it one step forward. 

“How long should a company keep unstructured data?”
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“Data quality as you know is probably 
the biggest challenge we face in 
most organisations. Getting it right is 
never easy; it is a constant battle.”
Warwick Graco, 
Australian Taxation Office

The Managerial Question 
and Data Governance
Selecting the right kind of person 
to manage all these issues is an 
important consideration. After all, while 
a technologist might seem to make 
the perfect CDO, would they be able 
to fully appreciate and manage all the 
legal aspects of unstructured data? 

In answer to the question: “Have you 
come across any organisations that 
have formed committees to tackle 
these issues?” Greg Muscarella from 
Veritas commented that while 
committees have been formed in 
some companies, few of them have 
been successful. Some companies 
have then turned to external 
consultants for assistance. 

So is the challenge mostly about 
having – or not having – efficient 
governance in place and getting 
sufficient commitment levels in the 
company? In Melbourne, one of the 
attendees from ANZ Bank asked if 
the panel members had looked at the 
areas of external reporting or paying 
employees, leveraging their models for 
driving this culture of data through their 
own organisation.

“We have appointed data stewards 
as other organisations have,” 
explained ATO’s Warwick Graco. 
“Data quality as you know is probably 
the biggest challenge we face in  

Taking the Next Steps
Marcus Loh, Veritas Technology Practices Lead for APJ suggested establishing who in the organisation is feeling the most pain, 
because they will be most compelled to do something to address it. Loh added that forming internal partnerships are the first 
step to solving some of these issues and deciding who has responsibility – IT or the CTO/CDO? The right people need to be 
empowered to make the right decisions. Veritas can then work closely with them to implement a level of automation, especially 
in managing unstructured data.

He encouraged all attendees to begin by starting policy discussions with IT and legal, concluding with Greg Muscarella’s 
mantra of “starting small” and identifying an area in their business, where a technological solution can quickly prove to 
everyone the value and insight gained in managing unstructured data. 

Yuval Marom from iSelect concluded, “A very common theme at a recent data governance conference was not to treat it 
as an IT problem, but rather identify the business benefits, just like the panel has mentioned, and then try and solve them 
through data governance. By doing this, you have a greater chance of success.” 

most organisations. Getting it right 
is never easy; it is a constant battle. 
Getting people to take it seriously at 
times also is a challenge, because 
most people are more interested in 
using the data rather than ensuring  
it is correct. 

“But I don’t think there’s any magic 
solution to this problem. I think 
it’s going to be a combination of 
developing the right attitudes as  
well as using the best technology  
you can to ensure the data is right,  
in terms of being accurate, clean, 
and so on. And by technology I mean 

you’re using technology to ensure  
that the right data is being collected 
and validated.”

Muscarella reiterated that this is 
where analytics and other technologies 
have a role to play. According to 
Muscarella, Veritas now has the  
tools to allow companies to identify  
the data owners and ask them what 
they want to do with it. Being able to 
communicate directly with the data 
owner is often the best way to take  
the guesswork out of whether it is 
valuable or not. 

As this process still relies on a human 
element, Veritas is now beginning to 
automate this task and computerise the 
classification to make the decisions 
more consistent. For instance, to address 
the issue of duplication in data that is 
widespread with versions existing in 
different locations, data can now be 
‘fingerprinted’ to find multiple versions 
of the same thing. 

Veritas had placed documents in 
front of a panel of senior attorneys to 
establish what is legally important. This 
assisted in building an algorithm to 
work out which data had value (legal 
and otherwise). He pointed out that 
machine learning has much value to 
add here: “Our algorithm can learn 
what communications are seen as 
being compliant; or it can learn what is 
and is not compliant.”
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“Within a small company of 500 
employees balancing a data culture 
with the busyness of its employees  
is a sensitive one.” 
Mark Downes, Nova Entertainment 

Building a 
Data-Driven 
Culture
A key issue that arose in Melbourne 
was around whether a data-driven 
culture can only be established from 
the top and what are the ways to show 
its value in order to achieve buy-in 
from the heads of an organisation? 
Furthermore, if that has already been 
accomplished, how do you get that 
culture to be driven down throughout 
the organisation?

If an organisation does not have 
awareness from the top, it becomes 
a difficult task to establish a data-
driven culture. From the point of view 
of iSelect’s Yuval Marom, buy-in from 
the top allows space to experiment and 
build case studies to show value, which 
is important to the process. Starting 

from the top, the culture will inevitably 
filter down, because if an individual 
does not fit in with the culture that 
pervades the top end, survival is going 
to be difficult. 

Some panel members felt that it is  
as much from the bottom up as it is 
from the top down. If both aspects  
are not approached simultaneously, 
then a company is going to struggle. 
As an organisation grows, pockets 
in the business will go against that 
culture, and it is important to be  
aware of this, understand the  
reasons and address them.

In the ATO, for example, Warwick 
Graco said that until approximately 2010, 
analytics was a back-office function that 
was not very well understood. After 2010, 

management finally understood the 
importance of analytics and Big Data. 
The ATO has established the Smarter 
Data Program with up to 300 staff 
members and growing, where once 
there were only 40 employees engaged 
in analytics. As a consequence of the 
support of the Australian Commissioner, 
there has been a significant emphasis 
placed on analytics. 

Although it has been difficult to 
sell predictive analytics or traditional 
data mining to managers, two things 
that were found easy to sell were text 
analytics and social network analysis, 
where the relationships between 
entities is graphically shown. 

At Origin Energy, the organisation 
formed a Council with the Energy 
Markets CEO and general managers to 
discuss data. Mark Bonney from Origin 
said the company has also established 
forums for analysts to discuss data and 
how they can use the data they have, 
and what the vision is moving forward. 

Mark Bonney said that a noticeable 
difference was observed between 
the general manager group, where 
each general manager has different 
‘pain points’, and the CEO, who sees 
analytics as a significant value creator. 

Is Size an Issue?
One of the difficulties in developing 
a data-driven culture is the size of an 
organisation. “Within a small company 
of 500 employees,” said Mark Downes, 
Chief Technology Officer at Nova 
Entertainment “balancing a data culture 
with the busyness of its employees 
is a sensitive one.” One solution 
suggested was to bring in a new team 
to champion that new culture and 
approach to using data.

Another solution was to identify a 
small group of people who are eager 
to have access to data so they can 
do their job more efficiently and more 
effectively. Empowering the workers 
and giving them the tools they need 
to do the job they are required to do is 
also important. The ATO, for example, 
will give employees the tools to do 
the analysis themselves – self-service 
analytics. By empowering the workers, 
a culture of data will be achieved.

The Strategy of Education
At Barwon Health, an education 
strategy forms a key component of an 
Information Management Framework 
currently being implemented across the 
organisation. Once fully implemented, 
each employee will receive basic  
on-boarding training when they join 
the organisation, after which there will 
be different levels of training provided 
depending on the individuals’ roles 
and responsibilities. Data stewards 
are being embedded throughout the 
organisation to facilitate the definition 
of metadata across the business and 
will receive the highest level of training 
to enable them to perform this function. 

“As an organisation grows, pockets in the business  
will go against that culture, and it is important to be  

aware of this, understand the reasons and address them.”
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A point to consider is that data 
should not be separated from the 
day-to-day tasks, but rather embedded 
as part of what a company does. Upon 
understanding how data is part of 
everyday life, next is to know how to 
exploit that data to its fullest potential. 
Education means that the right 
practices, right coding and 
development will take place to truly 
extract the value of data. Lastly it is 
learning to do root cause analysis so 

resulting in an inability to generate 
statutory reports and not to mention 
complaints to the CEO. There is also 
the possibility of effectively creating a 
shadow data warehouse, so queries 
would not be executed against the 
main data warehouse, but against 
another data warehouse that is 
basically a copy of the original. It is 
important to work as a team as much 
as possible and open discussions with 
the right people.

that the right conclusions are being 
drawn from the data. Education is more 
than learning about the tools; it is 
teaching them how to think as well.

Co-operation between Teams
In decentralised companies where 
individuals in the business might know 
one part of their role, there may not be 
anyone who ties all the components 
together. “For example,” says Foxtel’s 
Mark Rolfo, “An employee might be 
trying to foster a data relationship in 
an organisation’s data warehouse, and 
they are finding it adversarial dealing 
with IT.”

One way to create a relationship 
and a collaborative approach with the 
data warehouse is to put oneself in 
their shoes. That is to get a far better 
understanding of the people who are 
responsible for the data integrity, the 
data collection and the services that 
derive from it. 

Conference participant Klaus Felsche 
suggested to run queries between 
midnight and dawn as a batch job as 
it fits well into the data warehouse 
operational model. This avoids the 
issue that the analytics department 
may have crashed the data warehouse, 
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“Education means that the 
right practices, right coding 

and development will  
take place to truly extract  

the value of data.”

“An employee might be trying to foster 
a data relationship in an organisation’s 
data warehouse, and they are finding it 
adversarial dealing with IT.” 
Mark Rolfo, Foxtel


