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Introduction

Modern enterprises leverage data and AI to keep up with the high dynamic of an ever-changing business world. On the way to achieve that 
goal almost all of our clients face the same challenge: To transform their strategy, operating model and way of doing business such that 
data is used to drive the corporate capabilities used in processes that generate value.

One of the recent concepts of achieving this is the data mesh, that shifts responsibilities towards the business to produce data products 
that are standardized in their creation as well as in their access. The data mesh paradigm, however, is not a purely technological invention, 
but rather a socio-technological endeavor that brings together technology, employees, and corporate processes. The classical Venn 
diagram of these three is given below. We have added the usually omitted descriptions of the links between the adjacent pairs: Employees 
possessing an intuition for the capabilities and limitations of technology (“technology literacy”), the enterprise being able to use technology 
in processes (“capability model”) and the employees working together along the process landscape (“collaboration model”).
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Achieving literacy, data capabilities and collaboration are at the core of a successful transformation. Here, Deloitte presents a series of 
papers that explain key aspects how to achieve these three along the transformation towards becoming a data driven enterprise. The 
series is structured into strategic, tactical and operational aspects of data driven work.

Beginning with the strategy framework we are working along, we introduce our orchestrator for the data transformation journey. As the 
major tactical pillars of the transformation we focus on the required governance as well as the data-centric process landscape in two 
further articles.

These concepts are underpinned by operational tools such as data catalogs, data quality and IT platforms which we are also covering in an 
article. Since these developments need to be sustained by specialized change management, a separate article is dedicated to this topic.

The journey to a data-centric enterprise is a complex transformation that continues to bring new challenges and insights. We will continue 
to expand and add to our series of articles.
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For a successful transformation into a data-driven business, 
companies have to enable certain roles and processes through 
tailored services and technology. The tools they choose for 
this process and the way these tools interact play a crucial role, 
whether it is about shaping the technological landscape or 
developing a more targeted response to user demands. Find out 
more in this article. 

To stay competitive in a disruptive environment, enterprises have 
to adapt to changes every day. This adaptation process, known 
as “transformation”, impacts everything from corporate strategy, 
the business model and technology though to design, process 
optimization, talent and sustainability. In our practice, we have 
found that for all transformations is an ambition to optimize, 
expand or reimagine their business as part of an effort to increase 
margins, grow sales or change the portfolio mix. 

These days, more and more enterprises see data as a real 
catalyst for business value, and becoming a data-driven business 
is one viable path of transformation to stay competitive in the 
future.  The paradigm is shifting with approaches like the Data 
Mesh, a key enabler for data-driven transformations. This socio-
technological approach federates data ownership among domain 
data owners, publishes data as a product and offers users self-
service capabilities. This brings about radical change within the 
organization itself, its processes and its underlying technologies. 
Enterprises tend to underinvest in talent, change management and 
communication, and the lion’s share of the transformation budget 
is allocated to technology, business and process adaptation. To 
avoid sunk costs, it is best practice to transform the technological 
landscape in parallel with changes to the business as a whole as 
well as individual processes. The focus of this article is a structured 
method of selecting, building and running the right technology and 
services for a data-driven business.

In the articles “Processes in a data-driven business” and “How data 
domains help data-driven businesses generate value”, we describe 
Deloitte’s insights into becoming a data-driven business through 
organizational and process-driven change. To recap briefly, when 
companies make an effort to generate value  through data-related 
use cases, employees face various challenges and pain points 
that could be mitigated by providing a data platform and related 
services. The main purpose of this platform from a business 
perspective is to enable data products to be shared and consumed 
on a marketplace, which will ultimately fuel their data-driven use 
cases. However, in order to manage these data products properly 
and make data-related use cases effective, it is vital to have the 
right data product lifecycle process in place. In the Data Mesh, this 
process uses a federated governance model to determine how 
data products are created and shared and who the functional 
owners of those data products are in the distributed data domains. 

To succeed with this new process in a data-driven business, the 
enterprise must bring together the relevant roles, processes 
and technology with a series of dedicated services enabled by 
technologies and tools available on the target platform. One 
example of these services is data exploration. When users search 
for data products as part of the process to qualify a new data 
product, they can rely on the data exploration service, which 
comprises the data marketplace, data catalog and ontology tool. 
Basically, the services are there to support the staff in a data-
driven business with the support of tailored tools and technologies 
on a central data platform.

To tailor services for a new data-driven business, the first step 
is to create a matrix for the process steps and their responsible 
roles. The resulting matrix maps the roles and processes with 
the supporting services and may combine them in logical service 
groups to ease management. In a final step, each service is 
allocated the technologies and tools they need. Thanks to the 
defined roles and responsibilities for each process, users can 
select the right capabilities from a user-centric perspective based 
on their detailed requirements.

Technology enablement  
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Data quality management is an example of a service group that provides services from data quality monitoring and though to quality 
standards. Each role has specific responsibilities and tasks to perform in each process phase, and the matrix shows how dedicated data 
quality management services can help them fulfill their roles. Throughout the data product lifecycle, data product managers define the 
data quality standards and dimensions, data stewards profile and monitor data, data custodians define the data quality gates according 
to agreed quality standards and developers implement those data quality gates. The technologies and tools that enable these services 
help the users accomplish their tasks faster, more cost-efficiently and with greater accuracy. Now let us turn our focus to a standardized 
approach for selecting the right technology and tools for each data-driven business service.
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Taking the example of data quality management one step further, 
data-driven businesses need the right toolset for every data 
related-service. Within a service group, each service should 
have one specific tool that exactly aligns with its user’s needs. 
Selecting the right tools and technologies plays a crucial role in 
the transformation into a data-driven business. The key thing is 
that both tools and technologies address the exact demands of 
the users. That is why it is so important to devote a great deal of 
attention to determining the user requirements for such a tool. 
The process of selecting a vendor allows enterprises to formally 
screen the requirements and vendor solutions as well as their 
quantitative and qualitative assessments. Beyond this, it takes an 
agile approach to move the process forward and gather insights 
for the related vendor and tool capabilities. It helps to evaluate 
any further needs of the users as the process continues, making 
sure to keep the selection process as efficient yet as thorough as 
possible to reach the right decision. We build on Deloitte’s previous 
experiences and best practices, the available technologies within 
the target enterprise as well as the requirements of all potential 
stakeholders to envision future tools.

The information gathered during the screening process helps the 
enterprise assess whether the vendor suits their technological 
landscape and covers their actual needs. Within the modern 
paradigms of a data-driven business, the targeted tool and its 
technology form part of the overall data platform, which can make 
the selection process even more complex. It implies that the tools 
and technologies are interoperable and linked in a robust network. 
In other words, you must be able to integrate the tools in the 
platform as needed, otherwise the system may face inefficiencies 
or even security risks. Following Deloitte’s vendor selection 
approach, enterprises can be certain that all tools have been 
selected in line with the tailored requirements, are interoperable 
with existing tools and technologies and empower users to 
generate value from their data.  When tools are combined on a 
data platform, enterprises can operationalize the processes and 
organizations by finally enabling the respective services.
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Businesses  become more data-driven by selecting earmarked 
tools and technologies for the purpose of specifying, sharing and 
consuming data products on a  central data platform and with 
self-service capabilities. The resulting platform shows its benefits 
especially by fostering collaboration, efficiency, scalability and a 
high degree of automation. 

The marketplace is the pivotal element for a data-driven business, 
as it abstracts from the complexity of underlying technologies and 
tools, so that business users can focus on value generation. Here, 
data demand meets use case-oriented data consumption. The 
marketplace offers high-quality data products, makes them easily 
discoverable for everyone in the organization and regulates user 
access. Data Mesh also offers a self-service access model for data 
consumers. Enterprises can leverage insight on the marketplace 
to identify the demand for new data products and kick off the 
creation process. 

In the following examples, we will outline how data-driven 
businesses use technology and tools to enable roles and 
generate value: data stewards maintain metadata in the data 
catalog and model domain knowledge in the ontology tool to 
avoid redundancies in data products as well as to make them 
discoverable and self-explanatory for business users. Developers 
use ETL, data quality tools and low-code/no-code technologies 
to develop trustworthy data products in an efficient way. Data 
custodians maintain data lineage in the data catalog and publish 
the APIs of different data products in the API catalog to make them 
accessible. Once a data product is available in the marketplace, 
business users can start developing data-centric use cases using 
advanced analytics and/or reporting tools. 

We have shown in the above examples that technologies and  
tools are a vehicle to provide data-driven services that link 
processes within the organization. The way technology, processes 
and people interact is an integral part of a data-driven business 
to generate value-add. That is why selecting the right user-centric 
and target-oriented tools in the Data Mesh concept is so vital for a 
successful transformation. 
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Glossary

Data Mesh 
The data mesh is a domain-driven socio-technological approach 
for creating decentralized data architectures. It is based on 
decentral governance structures as a foundation for generating 
sustainable business value using standardized and re-usable data 
products. It relies on a flexible collaboration model accross the 
entire enterprise.

Data Product 
A data product is a set of data that is made available for the usage 
of employees or systems via a standardized API on a marketplace. 
Its purpose is to realize use cases and therefore to enable the 
implementation of data-driven services.

Data as a product 
Synonymous to Data Product.

Use Case 
A use case creates business value by fulfilling an explicit objective. 
Use cases are based on existing Data Products.

Data Catalog 
A data catalog is the central inventory for all data assets within the 
company. It is made understandable via a glossary of frequently 
used terms and by highlighting the technical and business data 
lineage as well as transformation logic.

Data Governance 
Data Governance is the discipline that connects data processes, 
and corresponding roles and responsibilities by formulating 
binding enterprise-wide policies.

Ontology 
Ontologies are formalized descriptions that capture relations 
between business entities and their ab-stract realization as data.

Data Domain 
A data domain takes ownership of data relevant to a common 
area of interest and implements roles that are responsible for 
expanding and maintaining the usability of this data.
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