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Executive Overview 
Master data management (MDM) is a set of technologies and processes organized into a 
discipline that allows organizations to actively manage data across the enterprise, rather than 
“maintaining” it in each transactional system. The recent rise in MDM adoption is directly 
attributable to its foundational nature within any organization’s IT architecture. The dramatic 
improvements in data quality achieved with the right MDM solution can address key 
challenges:  

• Deliver a single view of citizens/beneficiaries across different programs to increase 
compliance and reduce fraud 

• Allow citizens to make address changes once and have the updates flow to all 
systems/programs 

• Consolidate items, parts, assets, and vendors to achieve procurement and financial 
management savings 

• Produce a unified view of employees 

• Align data from multiple planning, budgeting and performance management systems 
to enable real-time visibility into organizational efficiency and effectiveness 

• Deploy an IT capability that benefits a broad set of functions and programs without 
requiring replacement of existing systems 

Integrating master data can be perceived as an IT-related issue, and, hence, business 
stakeholders may be reluctant to engage.  However, because improvements in data quality 
benefit any function dealing with information about constituents/citizens,  vendors/suppliers, 
locations/sites, etc., the organizational will to pursue an MDM solution must be cross-
functional and process-oriented and outcome focused.  MDM requires acceptance and wide 
organizational support, and the message resonates best when MDM is framed in a business 
context. 

Conversely, errors in and/or a lack of master data across multiple sources/applications can 
cost an organization significantly in terms of missing business opportunities or creating 
dissatisfied citizens.  MDM helps in reducing such costs and helps deliver on the mission of 
the organization.  This paper will give the reader an overview of the following: 

• Why is it important to create a business case for the investment in MDM technology? 

“My Administration is committed to creating an unprecedented level of openness in Government.  We will work together to ensure the 

public trust and establish a system of transparency, public participation, and collaboration.  Openness will strengthen our democracy and 

promote efficiency and effectiveness in Government. … Executive departments and agencies should harness new technologies to put 

information about their operations and decisions online and readily available to the public.”  

                                              – President Barack Obama, Federal Register, Vol. 74, no. 15 
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• How does one go about creating the business case for a public sector organization?, and 

• What benefits are organizations achieving from their investments in MDM strategies? 

Why MDM? 

                                     Chad Eschinger, Research Director, Gartner Master Data Management Summit, November 2008 

 

For both public sector and commercial enterprises, Master Data Management (MDM) has 
emerged as a key enabler to address challenges stemming from data fragmentation, siloed 
systems, inconsistent processes, and complex architectures.   

Fragmented, inconsistent data affects the ability to appropriately serve constituents, delays 
time to implement new applications, creates integration inefficiencies across processes, and 
limits productivity across citizen service functions.  When customer or citizen data is 
duplicated, is incomplete or inaccurate, public sector entities find difficulties in: 

1) Services Delivery 

2) Citizen Information Management 

3) Benefits Eligibility 

4) Vendor Records & Supplier Relationship Management  

5) Revenue Collections 

6) Policy Compliance, Risk management, and  

7) Financial Controls 

As a result, new risks get introduced, policies lack effectiveness, and citizen loyalty/trust is 
lost.  

Typically within public sector, the IT landscape consists of a complex set of disparate 
systems and technologies, including Customer Relationship Management (CRM), Enterprise 
Resource Planning (ERP) and Supply Chain Management (SCM). This complex, fragmented 
environment of disparate systems and applications creates proliferating islands of 
information.  These islands result in duplicate, incomplete and inaccurate data that leads to 
inappropriate analytics and, ultimately, inaccurate business decisions.   

All these factors lead to serious data quality problems, thereby negatively impacting the 
government’s ability to make strategic investment and resourcing decisions, maintain proper 

“MDM technology helps organizations achieve and maintain a single view of master data across an entire enterprise, enabling business and 

IT initiatives to perform in better unison, allowing for opportunities to increase revenue, reduce costs, achieve effective compliance, reduce 

risk and improve business agility.” 
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governance, run efficient processes, mitigate risk, and provide accurate timely compliance 
reports. The ultimate costs can sum in the billions of dollars. 

 

Figure 1: Oracle MDM Solutions 

Oracle MDM offers the most complete MDM application suite in the marketplace, covering 
multiple domains across operational and analytical MDM 

The Importance of MDM within Public Sector? 

While data quality issues exist across all industries and even though each industry has its 
unique requirements, the problems are more exacerbated in the public sector – this is 
primarily due to “separate” agencies functioning independently and/or siloed reporting spread 
across local, state, and national boundaries, not to mention heterogeneous systems, non-
integrated processes, and fragmented data.  The issue with data quality is that as data 
continues to grow exponentially, so does the data quality problem requiring additional staff to 
fix, update, de-dupe, match, and share the data across the organization. 

Public Sector 

The public sector space is comprised of different segments, i.e. Defense, Justice, Public 
Safety, National, State, and Local Government.  They each have different challenges, but the 
common theme for these different segments is the need for efficiency, visibility, and 
transparency.  Take for instance, a parent that is not making alimony payments, and is 
applying for a passport.  Having a single view of the citizen, would enable agencies to make 
the appropriate decision and enforce the payment collection before issuing any new 
documentation.  Furthermore, there are productivity gains to be achieved by having faster 
access to information. Data residing in multiple systems can be leveraged in case 
management and CRM systems, supported by MDM solutions, to get a single view of the 
constituents (taxpayer, citizen, service provider, etc.) 
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Figure 2: MDM-relevant Public Sector Initiatives  

MDM capabilities are foundational to driving greater value from many public sector 
initiatives 

 

One of the ways to help with some of these challenges is to focus on constituent-centric 
processes and to synchronize this data across all source and consuming systems – MDM 
provides capabilities required to rationalize the data used in these processes. 

Furthermore, managing sensitive/critical information across silos becomes critical, and with 
the explosion of data volume and growing data complexity that governmental institutions are 
experiencing today, this problem is intensifying. 

MDM also provides a reliable foundation to support changes and updates in policies and 
mandates to help avoid penalties or more severe regulatory actions.  With cleaner, de-
duplicated citizen data, public sector organizations can strive to meet compliance targets. 
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Figure 3: Universal Constituent ID 

 

Since constituents are increasingly demanding next generation services tailored to their needs, 
having a robust data management strategy, supported by world-class MDM solutions, can 
enable informed, expedient, and accurate customer service design and delivery – where 
bundled services and a citizen-centric view is critical as outlined in six case-in-points below:   

Case in Point 1: Identify beneficiaries of state and local government programs, for example 
periodically check residency status. 

Case in Point 2: Single source of item, part and asset information; greater control over supply 
chain process; better spares provisioning and planning analysis; reduced supplier management 
and procurement costs. 

Case in Point 3:  360-degree view of taxpayer; ability to find all tax entities and related 
locations across districts/zones; consolidation of tax balances (debt vs. refunds) 

Case in Point 4: Capture information across several police & intelligence databases; achieve 
effective law enforcement 

Case in Point 5: Enabling streamlined initiatives for Census, Real-Estate, Vehicle, Business 
licensing and registration 

Case in Point 6: Customer/Resident/Visitor identification, licensing, and registration for 
compliance 
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Why build a business case for MDM? 

The need to deliver more business value from IT 

Today’s IT budget is spent mostly on “keeping the lights on”.  In fact, roughly 70% of the 
budget is spent on sustaining and running existing capability while only 30% is spent on 
providing new capabilities to the enterprise1.  The business users, together with IT, need to 
find ways to increase the value created by both existing and new investments in IT.  The ideal 
allocation of the IT budget would be to spend roughly 55% on existing capability and 45% on 
new capabilities that create value for the business2. 

Even within the IT budget being spent on supporting existing capabilities, MDM-driven 
opportunities abound: 

 

Figure 4: IT Value From MDM 

 
 
 
1 Gartner – “Making the Difference : The 2008 CIO Agenda” (Jan 2008) 
2 TDWI – December 2002 
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The business impact of bad data 

The Data Warehousing Institute estimates that data quality problems cost U.S. businesses 
more than $600 billion a year.2. Yet, many decision-makers may be unaware of the data 
quality issues that are slowly eroding the value of their organizations.  More detrimental than 
the unnecessary printing, postage, and staffing costs is the slow but steady erosion of an 
organization’s credibility among constituents and stakeholders, as well as its inability to 
leverage business intelligence investments, and make sound decisions based on accurate 
information.    

Furthermore, the #1 reason why CRM projects fail to deliver on the promised value is due to 
poor data quality, which leads to poor user adoption.  Users will not use systems that do not 
provide them accurate information, and tend to continue using whichever tool they had before 
that helped them do their job.  This issue is not limited to the front office systems; ERP, 
SCM, etc. have the same issues.   

Quantifying the business value 

Now more than ever, both public sector and commercial entities are required to demonstrate 
value from IT investments in order to get their initiatives prioritized against competing ones.    
In a budgetary environment where many initiatives are competing for the same funds, only 
the most compelling business cases will win.  Technologists have to quantify both cost 
reductions and cost avoidance, in addition to any qualitative benefits. 

 
Figure 5: MDM Opportunities Drive Benefits in the Public Sector 

MDM is a journey 
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Master Data Management programs should be as an enterprise-wide initiative. However, it is 
often difficult to start the initiative across the entire enterprise.  The key is to embark upon 
tactical projects that are aligned with an overall vision for MDM. Pick a starting point with 
limited scope that proves the technical approach and delivers quick benefits.  For example, 
the starting point could be mastering citizen data from a limited number of systems within a 
specific agency or department. This helps put together the technical foundation of the hub and 
gain experience with limited but controlled data stewardship.  Of course, care should be taken 
that even this limited project brings measurable benefits.  

 

 
Figure 6: MDM Evolution - start small, think big, measure and evolve 

Once the first tactical trial of MDM proves successful, initiative-owners should quickly 
assemble the lessons learned and develop a longer-range strategic vision for MDM across the 
organization.  It is important to develop a roadmap outlining the enterprise MDM 
architecture, complete with the source and target systems, and identify the scope of the 
entities to be covered in the next round of MDM implementations.  For example, the decision 
could be whether to implement both citizen and supplier masters, and, even within citizen and 
supplier domains, whether to plan for mastering the data function by function or to go by 
mastering one source system after another.  Outlining each potential option and calculating 
the value of each option helps drive the decision on which option to choose. 

Three important tasks to accomplish in this strategic step are to: 1) formalize a data 
governance methodology, 2) create a closed loop data quality framework and 3) measure the 
benefits of MDM implementations with each significant phase. Once that is achieved, along 
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with the implementation of the enterprise MDM architecture, the MDM journey will start 
taking the desired shape. Socializing the enterprise-wide MDM philosophy and vision is also 
important for enterprise-wide adoption of the MDM philosophy – to ensure MDM becomes 
part of the organization’s fabric – where information is identified as an organizational asset 
and hence more domains of information are brought under the MDM umbrella.  More MDM 
projects are identified in the organization and the scope of existing implementations is 
expanded. Performance benchmarking and measuring the continuous improvement in 
performance becomes part of the norm.  

Following this step-by-step process in the MDM journey provides a suitable and achievable 
goal of enterprise MDM implementation.  

It should also be noted that adopting an MDM strategy would require process change and 
impact the day-to-day workings of many people.  Bringing this change to the enterprise 
requires careful planning and a well-thought-out process to manage the change effort.  Visible 
leadership involvement and commitment, in addition to regular communications/updates, and 
detailed progress monitoring are critical to ensure the needed momentum is maintained.  
Continued buy-in is only possible by documenting/promoting successes, ensuring MDM 
projects remain on track (from budget, resource, and timeline perspectives), and MDM 
owners and stakeholders (within and outside of IT) remain accountable. 

 

  



Oracle White Paper—Building the Business Case For Master Data Management in the Public Sector 

12 

 

 

How to build your business case for MDM 

 

Figure 7: Approach to building your business case 

The approach to building the business case requires three steps: 

• The first step is to assess the current data mastering capabilities.  During this step, one 
should assess the MDM maturity of the entities in scope.  In order to quantify the impact of 
the MDM technology, it is important to have a robust and agreed-upon baseline upfront to 
serve as a relative point of comparison down the road. 

• The second step involves envisioning the future data mastering capabilities and the solution 
footprint to support them.  In addition, it is important to define the implementation plan and 
understand the cost of implementation.  This is required to define the investment required. 

• The third step is where we truly understand the benefits of the MDM technology driving 
cost savings, and qualitative improvements.  It is during this stage that we quantify the 
value of the technology.  Using the investments from step 2 and the quantified business 
value in step 3 we are ready to calculate the ROI for MDM. 

Step 1: Assess Maturity of MDM Capabilities 

 
Figure 8: Framework for MDM Maturity 
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Strategic analysis framework developed by Oracle based on the lifecycle of data 
management. 

After understanding the current capabilities, it is time to assess them for MDM Maturity.  
MDM Maturity can be assessed across five dimensions: 

Profile data sources 

Inventory of data sources, policies, requirements, and security controls 

Define data strategy 

Strategy on how data will be used by the users, and existence of a governance structure to 
manage data quality 

Define Consolidation Strategy 

Mechanisms for sharing master data across applications, either in batch or real-time mode 

Maintain data 

Data stewardship and tools in place for ensuring that the data is kept clean 

Publish Data 

Data is published and made available to the subscribing applications, enforcing data policies 
for Create, Read, Update and Delete (CRUD) activities. 

These dimensions can be assessed using a simple capability maturity model (CMM) to 
identify the areas with the largest gaps. 

 
Figure 9: MDM Maturity CMM 

The figure above is a depiction of a capability maturity model which is used to assess each of 
the five dimensions to establish where you are today and then plot the desired end state to 

MDM PROCESS 
AREAS IMPORTANCE MARGINAL STABLE BEST IN CLASS TRANSFORMATIONAL

High

Review being performed to identify what data sources are available and to determine what could be reused
Documented inventory of data sources, requirements, and security controls. Consistent definitions of key data entities

High

Data strategy and usage objectives managed by each business group independently, with limited enterprise-level view
Integrated data strategy; data governance at the enterprise level; entities mastered clearly defined and communicated

High

Process and data silos still predominant and typically focused on an application by application basis
High value processes automated across applications and groups. MDM leveraged to systematically manage cross-
referencing between applications

High

Manual efforts to cleanse and manage data, typically at the project level
Data stewardship in place at the enterprise level.  Standardized tools, policies and procedures across all segments

High

Entities and its relationships (causal factors, correlations, etc.) retained in multiple sources not readily shared, updated, 
maintained, or codified. Data and analysis often focused within information resident in one function (silo)
MDM used to make relevant data available to authorized users, applications and reporting tools

MDM PROCESS 
AREAS IMPORTANCE MARGINAL STABLE BEST IN CLASS TRANSFORMATIONAL

High

Review being performed to identify what data sources are available and to determine what could be reused
Documented inventory of data sources, requirements, and security controls. Consistent definitions of key data entities

High

Data strategy and usage objectives managed by each business group independently, with limited enterprise-level view
Integrated data strategy; data governance at the enterprise level; entities mastered clearly defined and communicated

High

Process and data silos still predominant and typically focused on an application by application basis
High value processes automated across applications and groups. MDM leveraged to systematically manage cross-
referencing between applications

High

Manual efforts to cleanse and manage data, typically at the project level
Data stewardship in place at the enterprise level.  Standardized tools, policies and procedures across all segments

High

Entities and its relationships (causal factors, correlations, etc.) retained in multiple sources not readily shared, updated, 
maintained, or codified. Data and analysis often focused within information resident in one function (silo)
MDM used to make relevant data available to authorized users, applications and reporting tools

>

PROFILE DATA 
SOURCES

>

DEFINE DATA 
STRATEGY

>

DEFINE 
CONSOLIDATION 

STRATEGY

>

MAINTAIN DATA

PUBLISH / UTILIZA 
DATA

Current Target



Oracle White Paper—Building the Business Case For Master Data Management in the Public Sector 

14 

 

 

identify where the largest capability gaps exist.  This will help to prioritize the focus areas for 
the implementation plan. 

 

Step 2: Develop Solution Footprint & Implementation Plan 

Once the capability gaps have been identified and the target state defined, the next task during 
this step is to define the future state architecture to support the new process or processes.  The 
figure below is a sample of a future state architecture using Oracle’s MDM technology. 

 
Figure 10: Sample Solution Architecture 

After envisioning the future state process and defining the future state architecture to support 
it, the most critical task is to define the implementation plan to ensure a successful 
implementation of the new process.  The figure below is a sample of an implementation plan 
showing different phases, stages within the phases and different deployment waves.   
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Figure 11: Sample Implementation Plan 

Step 3: Identify Benefit Drivers & Calculate ROI 

In our experience implementing MDM with both commercial and public sector customers, we 
have observed that benefits are derived both from cost savings/increased efficiency and 
revenue enhancement perspectives.   Some benefits are attributed directly to MDM, such as 
reduced data management costs, reduced integration costs; and some benefits are attributed 
indirectly by providing incremental value to existing initiatives such as increased productivity 
through effective case management, for example, in immigration enforcement, or improved 
tax collections, etc.  Take a critical look at the figure below summarizing typical MDM 
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benefits; some of these may have unique relevance to your MDM scope: 

 
Figure 12: MDM Improvement Metrics  

Once the appropriate benefit drivers for your particular project have been identified, the next 
step is to estimate the range of benefit improvement that will be gained for the drivers 
identified.  This is critical in quantifying the business value of MDM.   Since MDM 
technology can directly impact process throughput, cycle-time, and quality, cost savings via 
productivity/efficiency gains is a standard benefit.  Depending on your context and situation, 
MDM technology can also help drive revenue growth via improved understanding of 
constituent needs translated into unique offers.  

One key aspect of any solid business case is “validation”.  Here the goal is to ensure the 
quantified benefits make practical sense (through discussions with process owners), appear 
sensible (in the context of the organizational goals, etc.), well reasoned (logically structured), 
and most importantly, documented for assumptions, estimates, and data sources.  Good 
validation at this stage will help “justify” the case to anyone who is interested. 



Oracle White Paper—Building the Business Case For Master Data Management in the Public Sector 

17 

 

 

 

Figure 13: MDM benefit quantification 

The figure above shows the quantification of the benefits.  In this example we have chosen to 
give conservative, pragmatic and aggressive estimates of the benefit values.  In addition to 
quantitative benefits, MDM projects will also yield many qualitative benefits.  These should 
be documented and included to strengthen the business case. 

MDM Costs 

The other key input is the associated investments with acquiring and deploying the MDM 
technology.  The typical costs include software licensing, software maintenance, 
implementation, hardware, infrastructure, training and other associated costs.  The figure 
below gives a sample of how the costs can be broken out. 
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Figure 14: Estimated MDM Associated Costs 

Cash flow and ROI Analysis 

 
Figure 15: Cash Flow and Benefits Analysis 

Typically, this type of analysis spans a 3-5 year horizon. Please note that not all the benefits 
identified in this document may be quantifiable at first, however, through involving 
stakeholders from impacted areas, estimating impact, and agreeing on cost allocations, getting 
closer to a true benefits picture is possible. 

Once the benefits and costs have been documented, what remains is the calculation of net 
benefits. This is the final step in the business case process – if you have logically and 
methodically followed the process outlined thus far, all you now need to do is subtract the 
costs (of the project) from the benefits (of the project).  
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How can Oracle help? 

Oracle Insight Program3 

Oracle Insight uses a proven methodology, which is flexible and customized to individual 
organization objectives. Most engagements consist of four steps: Industry Perspective, 
Discovery, Solution Design, and Solution Presentation. 

Industry Perspective   

Given the many acquisitions made by Oracle, we want to help you understand how these new 
capabilities have helped others inside/outside public sector. Oracle facilitates an in-depth 
discussion with your executives about industry trends, best practices, vision, strategy, 
challenges and roadblocks. 

Discovery   

Leveraging established frameworks and robust intellectual property, we assess your current 
business processes and identify the capabilities required to achieve your organization’s 
strategy. We will compare you to cross-industry benchmarks and identify both the qualitative 
and the quantitative benefits from enabling those capabilities. 

The Oracle Insight team will come to at your site, and, through a series of discussions, 
determine which capabilities are needed to achieve your group’s/agency’s/organization’s 
strategic goals. Then, the team will connect those capabilities with the best solutions that meet 
your unique context, situation, and requirements. As part of the process, the team may review 
software configurations and installations, and recommends methods to help get the most 
value from the software. 

Solution Design   
 

 
 
3 http://www.oracle.com/services/insight/how.html 
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Oracle recommends best practice processes and supporting technology, including a time-to-
benefit analysis and implementation plan. 

Solution Presentation   

The Insight team works with you to create an executive presentation including supporting 
information, business benefits, and value drivers, to help you build consensus. 

CONCLUSION 

“…IT investments deliver more value to a company’s top and bottom lines – by creating new 
efficiencies and increasing revenues – than any savings gained from traditional IT cost 
cutting” 

-McKinsey, September 2008 

The impact of poor data quality is widespread in any organization; public sector entities are 
no different.  With the rising cost of delivering constituent services, lack of organizational 
agility/flexibility, and difficulty in preventing fraud, MDM is one of those technologies that 
delivers significant and lasting value to the organization by addressing these challenges 
through… 

• Consolidation of information into a single master repository 

• Cleansing and enriching data centrally 

• Governing data as a single point of truth for a consistent and complete view 

• Sharing master data with consuming applications, processes, and decision support 
systems 

However, this value must be quantified for the organization to demonstrate the specific 
impact that will be delivered through an MDM initiative.  

A compelling business case is needed to provide the motivation and prioritization for MDM 
projects.  The approach to such a business case involves assessing the current business 
process and its performance, designing the future process and the solution footprint to support 
it, and identifying the benefit drivers. 

Many of our customers have seen substantial returns from their MDM projects; this paper 
discusses the fundamentals of how to develop a business case for MDM in the public sector – 
a prerequisite to securing “approval” for MDM programs aimed at improving citizen services, 
preventing/detecting fraud, improving operational & reporting efficiencies, and ultimately 
delivering greater transparency and visibility. 
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