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1 Blue Paper on Customer Data Management 
 

1.1 Introduction, vision and strategy 
 

 

Introduction 

According to Gartner, providing optimum customer service is the key aspect on which companies will 
compete in 2016: “Almost 90% of companies believe that Customer Experience will be the prime domain for 
competition in 2016” and “Best in class Customer Data and insights is the main weapon to win this CX battle, 
required to recognise the customer and manage relationships , differentiate and offer the right products and 
services, and treat each customer as a unique individual” [Gartner, 2015]. 

Mastering customer data as a whole forms the basis for realizing a consistent and optimum customer 
experience. How to organise that basis and what managing customer data entails is the theme of the 
expertise group: Customer Data Management (CDM). 

The diagram below shows the trends and what the organisation needs to do to respond to them. 

 

 

 
Vision, strategy and the CDM Framework 

We are living in the age of the customer. Customer experience and the ability to identify patterns in the 
buying process (the customer journey) have become more important than ever before. With the customer at 
the helm, and the increase in the number of channels used to communicate and interact with the customer, 
the significance of customer data has continued to grow. 

 
An organisation has to be able to identify a customer straight away. Whether that takes place in the shop, at 
the website or on the phone, the customer has to be recognised based on a 360 degree view. All of the 
information about the customer has to be available and accessible to various parties (customer services, 
sales, shop personnel). 

 
Vision 

High quality customer data is increasingly what determines the distinction of both B2C and B2B 
organisations when it comes to meeting the growing demand of customers for information and the 
requirements of national and international legislation. 

 
Strategy 

The best way of working towards a higher level of CDM maturity is to introduce a continuous optimisation 
process. It is important to be aware that CDM is not a project but a journey, in which new technological 
developments offer new opportunities and market developments and legislation present new challenges. 
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The CDM framework 

The CDM expert group has taken the framework operated by 
Squadra as a basis for producing this document, not least 
because it offers an all-encompassing view of this subject. 
Customer data is viewed from the perspective of each of 
these aspects, and this ultimately yields a coherent image of 
the subject and the most important aspects for an 
organisation to take into account when implementing CDM 
and/or growing closer to maturity. These subjects are 
discussed in more detail in the following sections. 

 
 

1.2 Business challenges and impact 
 

 

The following process is being followed to convert the business challenges into requirements: 

 Identify the current situation 

 Determine customer data-related issues 

 Determine their impact on the business 

 Determine the business case (drivers) 

 
Based on this approach the CDM expert group has identified the following as the main business challenges: 

• Complex process and IT landscape/customer data spread over many departments, business processes 
and systems; these customer-related processes and systems are not or insufficiently integrated; 

• There is a lack of clear ownership, and governance is not or insufficiently organised; 

• There is no clear-cut data model for customer data and the customer data-related attributes are not or 
insufficiently defined; 

• Not all of the current systems are suitable for storing enriched customer data, which is why a lot of fields 
are misused; most of the systems do not feature MDM functionalities and are inflexible and difficult to 
adapt (lack of agility); the computerisation level of the customer-related processes is relatively low. 

This results in:  

• Inaccurate, incomplete, inconsistent and outdated customer data; 

• Duplicate customer data; 

• Outdated customer data in various business applications; 

• Limited quality of customer profiles; 

• Missing relationships with other data types. 

 
The business case for building a CDM solution differs between companies. The following model shows a 
number of components that can be substantiated in order to provide a starting point. Each component 
contributes to putting the business case into practice, but also presents a risk or cost component if not 
properly shaped. 
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1.3 Data 
 

 

Customer Data Management (CDM) is all about mastering data. After all, without data there are no details 
and without details there is no information. 

 
Scope - What comes under CDM and what types 
of data are there? 

It will go without saying that there are many types of 
customer data, with considerable differences between 
the various branches, the type of channel (B2B vs. B2C) 
and the position in the value chain. But what exactly is the 
scope of CDM, what types of data can be distinguished 
and what is their mutual relationship? It is important to 
decide exactly what you want to do with the data. This 
calls for a usable definition of customer data. For 
example: do you only use customers, or do you also 
include prospects, leads and partners? Is a first name and 
email address sufficient for a lead, or is more information 
required? When it comes to customer data, we need a 
definition of customer data that is usable for an 
organisation. 

 
The various types of customer data are shown in the figure. This is driven by the customer's master data. 
The master data includes basic information such as the customer name, contact person, address and 
contact information, such as the email address and telephone number. 

 
The shell around the master data contains the enriched customer data, the additional information about 
the customer. By way of example we make a distinction between business customers and consumers, with 
the enriched data divided by the type of channel: 
 

 

 B2B B2C 

Organisati
on-related 

Information about the department, 
position in the company structure, such 
as a holding subsidiary. 

n/a 

Person-
related 

Information about contacts at the 
organisation, such as the job title, 
authorisations, date of birth, marital 
status, etc., social media-related data 
and how this person relates to the 
organisation 

Personal data such as the date of birth, marital 
status, family composition, relationships with 
others within the family, relationships with 
other people ("friend of"), employment 
relationship (e.g. "procurement manager at 
company xyx), additional positions, interests 
social medi  

 (advocate, influencer, 
opponent). 

related data and profile type (e.g. emo-
shopper or committed consumer) 

Sales-
related 

Information on customer status 
(customer/prospect/etc.), order history, 
customer satisfaction (NPS), contact 
times and preferences regarding 
orientation, sales and service channels. 

Idem 

 

In addition to the master data and enriched data, there is other customer-related data, which is visualised in 
the outer spheres. This includes external sources such as data from Dun & Bradstreet, transactional data 
(orders, invoices, payments), the relationship with the products or services that the customer has purchased 
or intends to purchase. Other information could include preferences for channels which the customer uses 
for orientation and placing orders and then requires support (e.g. for questions about delivery), additional 
information on the relationships of the customer, and so on. This customer-related data falls outside the 
scope of the definition of CDM used here. The relationship between the master and enriched data and other 
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customer-related data (lines) fall within scope. For mastering customer data it is important to make the right 
choice for the relationship with additional data, which is often located in other systems. 

 
Data model 

The structure of the data has to be defined in advance in a data model. The data model describes the 
relationships between different data groups (with associated data elements). There are a number of 
important subjects to consider when setting up the model: 

 
Customer hierarchies, relationships and classifications 

To properly manage customer data it is necessary to group customer data (attributes). This calls for the 
grouping of products and services. This involves: 

● hierarchical structures: e.g. B2B with a holding structure under which there are companies and within 
which there are departments with certain functions and roles. 

● relationships: as in the structure described above, the relationships between individuals ( "manager or 
father of"), and between customers and products 

● classifications (e.g. classification by data usage, data sensitivity, etc.) 

 
Data links and the use of data sources 

Customer data can be verified and enriched with data from various internal and external sources. For 
example, the address and email details can be checked with MDM tooling and specific tools such as the 
Address Doctor and verification and enrichment can be carried out using the Dun & Bradstreet database. In 
addition to the interfaces with these systems, the various systems in which customer data is stored also 
have to be linked. 

 
Golden record 

The golden record principle combines customer data from different source systems. These systems are 
often used by different departments and include partly the same and partly different data. To produce 
unambiguous and high quality customer data, this customer data from internal sources - with the addition 
of data from external sources - is combined into optimal information on the basis of business rules: the 
golden record. It is of paramount importance to strike a good balance between advanced business rules and 
maintainability. The advice is to start with relatively simple business rules and extend them later as 
required. 
The golden record is used for further processing, such as data analysis based on a data warehouse or data 
lake (possibly supplemented with data from social media). Depending on the needs of an organisation, this 
golden record may be fed back to the source systems. 

 

Focus areas 

▪ Make sure that the data model is accurately described and is well-maintained. 
▪ Make clear choices about which attributes, hierarchies and classifications and relationships between 

data types are to be maintained. Consider not only what is applicable, but also what is to be stored, 
used and maintained where and by whom. 

▪ Provide a clear policy for the system of record (what data is maintained in which system), data links, the 
use of external resources and privacy. 

▪ Monitor the data quality and define a dashboard (scorecard) for this purpose. Correct errors at the 
source, otherwise they will recur. Data quality is key! 

▪ Implement the golden record principle. 
 

 

1.4 Quality Management 
 

 

The data model is an important foundation of CDM:  at least as important as the quality of the data itself. 
But how good is the data really? Are we missing anything? How do we safeguard the quality of the data? 
The amount of data and data sources grow exponentially and will continue to increase in the future. The 
integrated management of the data quality presents most organisations with a big challenge. 

Not or insufficiently managing data quality can have serious detrimental effects on costs and profits. Poor 
customer data has a negative impact on employees who have to work with it and on the business processes 
(such as marketing campaigns) that depend on its quality. Where the quality of customer data was regarded 
as "adequate" a few years ago, the trends touched on above such as customer orientation, progressive 
digitisation, omnichannel service, segmentation and personalisation and legislation have raised the bar 
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‘The price of light is less than the 

cost of darkness. ‘ 

Arthur C. Nielsen 

significantly when it comes to the quality of customer data. Customers want to be able to change their 
contact details in the online order and expect to see that the change has been applied next time they arrive. 
The message "your transaction will be processed within 24 hours" is unpleasant for any CX expert. 

 

In the age when companies were turning from product orientation to customer orientation it was notable 
that only few companies structurally measured the quality of their customer data, while that data was often 
- to a greater or lesser extent - managed. Managing customer data is broadly similar to managing other types 
of data, but with two important exceptions: 

1. Customer data ages and its quality diminishes. 

2. Customer Data is often kept in more than one system within an organisation 

 
To guarantee the quality of the data we have to start by deciding how we will 
measure it. Good quality data is: complete, correct, consistent (one version of 
the truth), up-to-date, and defined. Some companies use the acronym "ACCU" 
for this purpose. ACCU stands for Accurate, Correct, Complete and Up-to-date 

To improve the data quality the customer-related processes have to contain 
the right checks. As early as at the stage of creating a new customer 
it is important to establish whether he already exists, whether the address 
details contain a valid address and postal code are correct and the email is an actual address, etc. The 
customer creation process cannot be concluded until the minimum data quality requirements have been 
met. From this point onwards it is important to continue to measure the overall quality of the customer 
data, ideally culminating in a data quality dashboard. It is also essential to put effective governance in place 
with regard to the responsibilities and powers and compliance with them. 

 
The improvements in the 'low-hanging fruit" have been reasonably well 
implemented in most organisations. Continuously monitoring and 
improving the quality of data stored in multiple systems, and the desire to 
synchronise this fragmented data in near-real-time makes the management 
of data quality more complex and therefore more expensive. It is possible within a certain bandwidth to put 
a figure on what is yielded by improving data quality, but the production of a business case remains 
complex. This means that belief and capacity are needed to make structural improvements. 

 

Despite the complexities of measuring quality, the measurement can be built up and improved iteratively 
and the logic must always be covered by simple business rules that can be implemented in systems. A 
number of generic subjects should be considered before using DQ tools: 

1. Measure the quality at one point in the organisation. Choose the right point (system) 

2. Make sure that logic can be built in to the system to rate the quality of the data 

3. Prioritise the 'quality' dimensions 

4. Start with the most important data and improve what is found. At risk of stating the obvious: nothing is 
improved by measuring quality alone! 

Tip: prioritise each attribute to better facilitate the deduplication of relationships. A duplicate relationship is 
the last thing we want. 
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1.5 Organisation, governance and privacy 
 

 

Introduction 

At many organisations the question arises of who should have access to data, who is responsible for 
supplying it and who owns it. This could be commercial data, but also logistical and administrative data. It is 
therefore very important to have clear agreements between the various parties on who has which 
responsibilities. 

 
To effectively set up the organisation and governance it is important to have a general understanding of 
what we want to register and where the data comes from. Viewed in that light, there are two key questions 
we need to answer: 

1. Governance: who is responsible for CDM and the processes surrounding it? 
2. Organisation: how is this set up and tackled? 

This is also reflected by CDM focal points derived from Gartner, as visualised below. 

 

Governance and organisation thus form two key pillars. But as 
touched on above, for this purpose it is necessary to ascertain 
what data it concerns and the necessary level of quality. 

The Gartner diagram can be used to determine where an 
organisation stands in the setup of a good CDM system. 
Logically, the form of CDM and the level of governance and 
organisation are placed in direct relation to the CDM maturity 
of the organisation. 

 

 

CDM ownership 

As a general rule the ownership must be positioned at the point where the most important interest (the 
most pain) is found if no adequate master data is available. The advantage of an effectively structured Data 
Governance system is that responsibility of the various data fields can be placed in different departments 
and all users' wishes can be taken into account. Once properly defined it also becomes clear who fills in 
which fields, who manages them and who uses them (create, govern and use it). 

 
CDM governance 

A CDM project doesn't end once the initial setup has been implemented. It is an ongoing process of 
measuring and adjusting. It is advisable to set up a steering committee or appoint a manager (depending on 
size of the organisation) to monitor the customer data procedures. These are the parties with an interest in 
customer data by definition. The chair of this steering committee is a member of the board, which secures 
the ownership and sponsorship of customer data at higher levels in the organisation. 

 
Privacy 

Privacy has a major impact on how we do business, especially with members of the public. Privacy does not 
lend itself well to being expressed in measurable business value. But if Customer Data Management is being 
considered (or reconsidered), it is important to bear the privacy issue in mind. We are seeing a trend 
towards more and stricter legislation and intensified compliance with it. 

 
From the perspective of CDM we recognise that we face two challenges in the field of privacy: 

1. Interpreting the legislation is no easy matter, and it takes time for the guidelines to take shape. 

2. Privacy is a "moving target" with contradictions in rules, additions to rules and fresh 
precedents. 
 

What we know for sure is that establishing customer data systems will be subject to change (examples 
include the policy on retention periods, the customer's right to be forgotten). With all of the current 
recommendations, tools and services we need to set a course regarding how we tackle the privacy issue 
within the organisation. This, too, is a continuous process: it is necessary for us to periodically check that 
everything still meets the requirements and regulations. 
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It is certainly the case that if personal data is stored in multiple systems or databases the implementation of 
new privacy regulations or policies may prove very costly and time-consuming. From an operational 
viewpoint it is important to have "a single version of the truth" and to ensure that there are virtually no 
remnants of personal data in your organisation. 

 
Broadly speaking there are two options: 

1. Iterative: the implementation of new laws and regulations or applying or policies as and when the 
issue arises in each system containing customer data 

2. ‘preventively flexible’: you ensure that your operational customer data is kept in just in one 
place. Implementing this has a considerable impact in organisations where CRM, ERP and WFM 
systems communicate with each other. 

 
Option 2 has the advantage of flexibility when it comes to deleting or modifying data without losing the 
connection between systems (system integrity). Another advantage is that it is easier to manage anonymity 
issues if there is a single source. 

 
 

1.6 Processes 
 

 

CDM processes fall into three categories: creating, managing/enriching and unlocking customer data. 

 

 

 

Creating new customers and customer data 

In most organisations, customers and customer data are created in various places, such as in the ERP 
environment, in a CRM system or through a self-service web portal. In smaller organisations, customer data 
is often stored in 5-10 systems, whereas at international companies with multiple business units this may run 
up in some cases to tens or even hundreds of systems. 

The stored data is usually related to the objectives of the source systems mentioned above and can lead to 
duplicate customer records with overlapping data. The process is error-prone in cases of manual input by 
employees or customers themselves. 

 
Managing and enriching customer data 

Since the departments have different objectives, systems are different and in many cases there are no 
customer data guidelines, and the data in the various systems is often incomplete and inconsistent. 

Data can be exchanged by linking systems together. But how do we work out which records belong to the 
same customer? How do we deal with duplicate customer records that contain conflicting data: are H. de 
Vries and Henk de Vries at Velperbroek 46 and 48 respectively one and the same person or not? And how 
can we add missing information or further enrich the data with external sources, including social media? The 
integral management (governance) of customer data is vital to achieving uniform and high quality customer 
data. 
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1. Connect it - The first step is to identify which systems contain customer data, which customer data this is 
and how the customer can be identified in the relevant system. The next step is to link these data 
exchange systems to create an integrated customer record and produce a 360 degree view on this basis. 

2. Clean it - Once the systems are linked we need to determine whether the data is correct and complete 
(data profiling). We know from experience that customer data that was correct when the customer was 
created becomes contaminated over time. Somebody may have changed their address or job or have a 
different marital status, for instance. Continuously managing (measuring, updating and improving) the 
data quality is critical, not only in order to achieve a high conversion rate but also to facilitate high quality 
personalisation and an optimum customer journey. 

3. Master it - Mastering data involves interconnecting the various systems in order to create a single 
version of the truth from all available sources. It is important to choose the place where the "truth" is 
brought about. If we opt for a CRM or ERP system, it is more difficult to deduplicate different records 
(match and merge). The merge capability is necessary  for a uniform customer profile, which is where an 
MDM solution comes in (which, by the way, can be used for more than CDM alone). Other examples of 
an MDM solution include the ability to assess data by quality and enrich it from external sources. The 
mastering of customer data goes to the heart of Customer Data Management. 

4. Relate it - Customer data does not stand alone but is placed in a context, the customer-related data. This 
context consists of aspects including the relationships a customer has with the locations where he buys, 
the products he has bought or in which he is interested. The organisation he works for and the 
department within that organisation, the channels he uses to inform himself, the purchase and 
aftercare. If available, this data should be placed in relation to the customer data. 

5. Enrich it - The data obtained during the acquisition and order process can be further enriched in order to 
gain even higher-quality information. High-quality information is important to further improve the 
effectiveness of marketing campaigns and give the customer an even more personal and targeted 
service. Data can be enriched using sources with reliable data, from social media such as LinkedIn, 
Facebook, Instagram and Twitter. This can also be done by making smart use of internal information 
about shop and website traffic and data received from service departments. 

6. Share it - The preliminary processes are only useful if the high quality and enriched data is actually used. 
Opening up information to target systems should therefore be treated as an important component of the 
CDM implementation strategy. 

 
The use of customer data after mastering 

Once it has been mastered, the quality of data has improved and has a number of goals. First, the data must 
be passed back to the sources so that business processes are able to use optimized data. 
Also, the improved data is suitable for reporting, analysis, (online) personalisation and campaigns. 

 
Process analysis 

A CDM project is often initiated on the basis of an immediate problem. The first step is an effective process 
analysis that helps to identify the bottlenecks and create an improvement program. This includes 
registering different data based on a variety of processes, user rights and how that data is used. It often 
turns out that activities are being duplicated, that there are insufficient controls built into processes or that 
the policies and guidelines are ineffective. In addition to solving the problems in the current operational 
processes, it is highly advisable to plan ahead. Make sure that the solution serves to secure the business 
ambitions. The 360-degree customer image, or the "Customer Analytical" record, is becoming increasingly 
important to customer service. 

 
 

1.7 Systems & Architecture 
 

 

Earlier in this blue paper it was pointed out that many companies are facing a complex system landscape in 
which customer data is spread across many departments and systems. To give you an impression of this: 
marketing departments at large international companies use an average of 65 different applications 
(source: Forbes, July 2014)! We also see that data changes more frequently and faster over time. If an 
address change is applied in a website, for example, it will be necessary to ensure that the change is also 
carried through in other systems such as ERP and CRM. 

As well as (enriched) customer data there is a complex network of customer-related data within the 
company that we can use to create a truly integrated customer view. What do we know about our 
customers in terms of products, order history, use of social media, family situation and the channels in 
which they make their purchases? It would be unrealistic to expect a single CRM or ERP system to give you a 
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fully integrated customer view. In reality, the data needed for this purpose is found in various applications 
and systems. 

 
The multitude of systems, the rate at which data changes and the many sources of customer data make it 
difficult to link all the information and achieve an integrated customer view. This creates a need for specific 
Customer Data Management functionality. 

 
In view of the above and the fact that business applications, systems, data sources and channels will change 
in the future, it is important to bear in mind the aspects shown in the figure below when defining and 
building the right CDM systems architecture: 

 
1. Automation - automated "best practice" processes ensure that information is maintained and 

entered in various places. This enhances data quality, efficiency in work processes and flexibility 
when changes are made. 

2. Centralisation - Customer data should be maintained in a central location. Other "target" systems 
or applications can be fed from this central "customer" system. 

3. Synchronisation  - it is important to achieve synchronisation between the departments that use 
the data and to agree on 'data definitions' ('what is a customer?'). 

4. Flexibility  -a flexible data framework ensures that new customer information, contacts, 
applications and data sources can be easily added. 

5. Governance  - the processes and procedures are defined in data governance and are documented 
to ensure that customer data is managed properly. 

 
Based on the above five aspects, the CDM Expert Group has defined two scenarios. Several variants and 
variations are possible; the following two are regarded as being the most important: 

1. Application as the central location for customer data 
2. Fully integrated MDM / Customer Hub solution  

Scenario 1: Application as the central location for customer data 

Features: 

CRM or another application is 
regarded as the central storage for 
customer data. 

 
The front-end systems such as 
eCommerce and CRM are 
integrated with back-end systems 
through a Middleware layer or 
Enterprise bus. 

 
Customer data is created and 
edited at the front and no longer in 
the back-end systems ( "doors 
closed"). 

 

Pros: 

● Reductions in operational costs and increased revenues by optimising CDM. 
● This scenario can usually be achieved with existing applications and systems, and in that sense it is 

an optimisation of the existing system landscape. 
Cons: 

● Suboptimal. This scenario lacks the specific features of a Master Data Management (MDM) 
solution. 

● It calls for a significant investment in integration (and its maintenance!) with other applications and 
systems for synchronising customer data. 

● Resistance to change because departments are no longer able to modify customer data in the 
back-end system. 
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Scenario 2: Fully integrated MDM / Customer Hub solution 

 
      Features: 

Fully integrated MDM / Customer 
Hub solution as a "single source of 
truth". The MDM solution 
connects front-end systems such 
as CRM / e-Commerce with back-
end systems such as ERP 

 
In this architecture, the points at 
which customer data is created or 
maintained can often be left 
unchanged.  The MDM solution 
provides consistent data quality 
synchronised across the various 
surrounding systems 
(orchestration). 

 
 
 
Pros: 

● MDM solutions offer a strong integration layer that can be used to connect many business 
applications and systems out of the box. 

● The anticipated reductions in operational costs and increase in revenues will be maximised by 
making full use of the potential of an MDM solution: 

o Realtime integration, validation and synchronisation of customer data 
o Sharp rise in Data Quality through functionalities and analysis tools 

o Clean-up and deduplication of customer data (automatic) 
o Automatically enrich customer data and address standardisation by using external 

sources such as Dun & Bradstreet 
o Supported processes and functionalities for data stewards 

● What are known as "multi-domain" MDM solutions are able not only to manage customer data, but 
also other master data domains. Examples include Product, Location, Employee, Vendor, etc. The 
initial investment can thus also be used for other departments / use cases. 

● The ability to create and modify customer data no matter where and in what system can be left 
unchanged. This has no impact on the organisation. 

● Highly scalable architecture, especially applicable to large international organisations that carry 
out a lot of acquisitions or mergers 

Cons: 

● Calls for a significant investment over several years. 
● Complex integrations in which various business rules are to be laid down and registered. 

 
The choice of which scenario is the best fit will depend on several factors, such as the complexity of the 
system landscape, the production of the business case and the willingness to invest. 

  



| 12 

Customer Data Management 

 

 

 

 
 

1.8 Take aways 
 

 

The above justifies the conclusion that without the high quality implementation of CDM it is very difficult to 
achieve integrated customer view ("customer insights") 

Take aways 

 "Best in class" Customer Data and "Business Insights" are essential to achieving the best possible 
customer experience. 

 Customer Data Management (CDM) is all about mastering data. After all, without data there are no 
details and without details there is no information. This therefore forms an important basis for 
achieving a consistent and optimal customer experience. 

 High quality customer data is increasingly determining the ability to of both B2C and B2B 
organisations. Not or insufficiently managing data quality can have seriously adverse effects on costs 
and profits and staff motivation. 

 It is important to make clear agreements about who may have access to certain customer data, who is 
responsible for supplying it and who owns it. Governance and organisational structure are key. 

 Privacy is an important element to take into consideration when setting up CDM. We are seeing a trend 
towards more and stricter legislation and intensified compliance with it. 

 A CDM project is often shaped on the basis of an immediate problem. The first step is an effective 
process analysis that helps to identify the bottlenecks and create an improvement program. Defining 
clear business rules and building in "process controls" in the operational processes are important 
aspects here. 

 The choice of the best supporting CDM infrastructure will generally depend on several factors, 
such as the complexity of the system landscape, CDM objectives, the potential the business case 
and the willingness to invest. 


