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INTRODUCTORY NOTE
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This study group is offered as a service of DAMA New England for DAMA New England 
members. It not an official, DAMA International authorized training course because DAMA-I has 
not yet created an authorized trainer program.

The purpose of this group is to help prepare members to take the CDMP. We will do so by 
reviewing the content of chapters of the DMBOK2.

DAMA New England makes no claims for the effectiveness of the sessions or the ability of 
participants to pass the CDMP exam after having attended. In fact, you should plan on doing a 
lot of individual study to pass the exam.

All tables and images, unless otherwise noted, are copyrighted by DAMA or based on DAMA-
DMBOK2 tables and images. 



Chapter 15: Data Management Maturity Assessment 
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Data Management Maturity Assessment: A method of ranking 
practices for handling data within an organization to characterize 
the current state of data management and its impact on the 
organization.
Capability Maturity Assessment: An approach to process 
improvement based on a framework – a Capability Maturity 
Model (CMM) – that describes how characteristics of a process 
evolve from ad hoc to optimal. An assessment focuses on 
current state in order to:
• Evaluate an organization’s level of maturity, aligned with 

business strategy 
• Plan capability improvements 
• Measure improvement 
• Benchmark against competitors or partners
• EDUCATE the organization about data management functions 



How maturity levels work
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Maturity Levels 

• Level 0 Absence of capability
• Level 1 Initial or Ad Hoc: Success 

depends on the competence of 
individuals

• Level 2 Repeatable: Minimum process 
discipline is in place 

• Level 3 Defined: Standards are set and 
used

• Level 4 Managed: Processes are 
quantified and controlled

• Level 5 Optimized: Process improvement 
goals are quantified

How it works 

• Within each level, criteria are described across 
process features. For example, 
• Process details – what is included in the process
• How the process is executed (e.g., the level of 

standardization or automation of the process)
• Level of process control (e.g., policies, audits, 

etc.)
• With each new level, process execution becomes 

more consistent, predictable, and reliable. 
• A process improves as it takes on more characteristics 

of the level. 
• Progression happens in a set order. 
• No level can be skipped.



What they look like
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How maturity levels work
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• Progression happens in a set order. 
• No level can be skipped.

WHY? 

• Capability maturity models are based on how people 
animals, and plants mature. 

• You need to pass through each stage to reach the next 
stage. 

• It helps to remember the metaphor, because it may make 
you a little more patient with yourself and your colleagues. 

You do need to learn to walk before you can run. 
Perhaps more importantly, you need to roll over and lift your 
head before you can crawl. 



Wide context: Data Management Overall
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Example 1:  Figure 104 from 
DMBOK2 
Data Management overall 

Movement from ad hoc (little 
or no definition, governance, 
control or quality focus)  to 
a highly predictable set of 
processes with purposeful 
metrics. 

Benefits: 
• Reduced risk
• improved quality

Level 1

Initial / Ad Hoc

• Little or no 

governance

• Limited tool set

•Roles defined within 

silos

•Controls applied 

inconsistently, if at 

all

•Data quality issues 

not addressed Level 2

Repeatable

•Emerging 

governance

• Introduction of a 

consistent tool set

• Some roles and 

processes defined

•Growing awareness 

of impact of data 

quality issues 
Level 3

Defined

•Data viewed as an 

organizational 

enabler

• Scalable processes 

and tools; reduction 

in manual processes 

Process outcomes, 

including data 

quality, are more 

predictable Level 4

Managed

•Centralized planning 

and governance

•Management of risks 

related to data

•Data Management 

performance 

metrics 

•Measurable 

improvements in 

data quality
Level 5

Optimized

•Highly predictable 

processes

•Reduced risk 

•Well understood 

metrics to manage 

data quality and 

process quality 



Narrow Context: Data Management Principles
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Example 2: Figure 6 from 
Navigating the Labyrinth. 

Shows a narrow focus on 
one process: the adoption 
and use of Data 
Management Principles  

Movement from no formal 
knowledge of principles to 
 the ability to use the 
principles as the basis for 
how the organization 
measures itself. Level 1

Initial / Ad Hoc

•Little or no 

knowledge of data 

management 

principles

•Individuals follow 

data management 

principles out of 

common sense but 

not conscious 

knowledge of them   Level 2

Repeatable

•Emerging knowledge 

of data management 

principles

•Some principles are 

applied in more than 

one area of the 

organization

Level 3

Defined

•Formal knowledge of 

data management 

principles 

•Principles become 

organizational 

enablers, making 

processes that 

follow them more 

reliable 

Level 4

Managed

•Managed knowledge 

of data management 

principles 

•Principles are 

centrally owned and 

articulated 

•Principles are used to 

ensure reliability of 

data management 

processes
Level 5

Optimized

•The organization 

measures itself 

against data 

management 

principles 

•Principles drive data 

management process 

improvements 



What do maturity levels look like for data management?
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If you assessed using a model mapped to the DAMA 

Knowledge Areas, criteria could be formulated based on 

the categories in the Context Diagram:

 Activity:

 To what degree is the activity or process in 

place? 

 Are criteria defined for effective and efficient 

execution? 

 How well defined and executed is the activity? 

 Are best practice outputs produced?

 Standards:

 To what degree is the activity supported by a 

common set of standards? 

 How well documented are the standards? 

 Are standards enforced and supported by 

governance and change management?

 Tools:

 To what degree is the activity automated and 

supported by a common set of tools? 

 Is tool training provided within specific roles and 

responsibilities? 

 Are tools available when and where needed? 

 Are they configured optimally to provide the most 

effective and efficient results? 

 To what extent is long-term technology planning in 

place to accommodate future state capabilities?

 People and resources:

 To what degree is the organization staffed to carry 

out the activity? 

 What specific skills, training, and knowledge are 

necessary to execute the activity? 

 How well are roles and responsibilities defined?



What do maturity levels look like for data management?
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Level 0: No Capability: 

• No organized data management practices 

• No formal enterprise data management processes 

Level 1 Initial / Ad Hoc: General data management capability

• Limited tool set

• Little or no governance

• Reliance on a few experts 

• Roles and responsibilities defined in silos

• Data owner act autonomously

• Controls applied inconsistently

• Solutions for managing data are limited. 

• Data quality issues are pervasive but not addressed. 

• Infrastructure supports are at the business unit level. 

Assessment criteria may include the presence of any process controls, 

such as logging of data quality issues.  

Level 2 Repeatable: 

 Emergence of consistent tools 

 Emergence of role definitions for processes

 Use of centralized tools and to provide more oversight 

for data management. 

 Roles are defined and processes are not dependent 

solely on specific experts. 

 Organizational awareness of data quality issues and 

concepts. 

 Concepts of Master and Reference Data begin to be 

recognized. 

Assessment criteria might include existence of job 

descriptions, process documentation, and the capacity to 

leverage tool sets. 



What do maturity levels look like for data management?
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Level 3 Defined: Emerging capability

 Introduction of scalable data management processes 

and a view of DM as an organizational enabler. 

 Replication of data across an organization 

 Some controls in place 

 A general increase in overall data quality

 Coordinated policy definition and management. 

 Formal process definition with reduction in manual 

intervention. 

 Process outcomes are more predictable.

Assessment criteria may include existence of data 

management policies, the use of scalable processes, and 

the consistency of data models and system controls. 

Level 4 Managed: Benefits of institutional knowledge

 Predictable results when approaching new projects and 

tasks 

 Begin to manage risks related to data. 

 Data management performance metrics. 

 Standardized tools for data management from desktop to 

infrastructure

 A well-formed centralized planning and governance 

function. 

 A measurable increase in data quality 

 Organization-wide capabilities such as end-to-end data 

audits.

Assessment criteria might include metrics related to project 

success, operational metrics for systems, and data quality 

metrics. 



What do maturity levels look like for data management?
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Level 5: Optimization: Highly predictable 

practices

 Process automation 

 Technology change management. 

 Focus on continuous improvement.

 Tools enable a view data across processes. 

 Data proliferation is controlled to prevent 

needless duplication. 

 Well-understood metrics are used to manage 

and measure data quality and processes. 

Assessment criteria might include change 

management artifacts and metrics on process 

improvement. 

These are macro states of data management 

maturity. 

A detailed assessment would include criteria 

for sub-categories like strategy, policy, 

standards, role definition, etc. within each of 

the Knowledge Areas. 

Evaluation is usually done on a scale. For 

example,

1 – Not started

2 – In process

3 – Functional

4 – Effective



The work is in the middle
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It is relatively easy to see and 
understand the ends of the 
scale – ad hoc and optimized. 

The challenge is moving through 
the middle sections. This is 
where the work takes place. 
• Building awareness
• Standardizing processes
• Adopting appropriate, 

scalable tools 
• Implementing metrics to 

ensure outcomes are more 
predictable

• Recognizing impacts on 
quality

Level 1

Initial / Ad Hoc

• Little or no 

governance

• Limited tool set

•Roles defined within 

silos

•Controls applied 

inconsistently, if at 

all

•Data quality issues 

not addressed Level 2

Repeatable

•Emerging 

governance

• Introduction of a 

consistent tool set

• Some roles and 

processes defined

•Growing awareness 

of impact of data 

quality issues 
Level 3

Defined

•Data viewed as an 

organizational 

enabler

• Scalable processes 

and tools; reduction 

in manual processes 

Process outcomes, 

including data 

quality, are more 

predictable Level 4

Managed

•Centralized planning 

and governance

•Management of risks 

related to data

•Data Management 

performance 

metrics 

•Measurable 

improvements in 

data quality
Level 5

Optimized

•Highly predictable 

processes

•Reduced risk 

•Well understood 

metrics to manage 

data quality and 

process quality 



One way to look at results
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Data Management Maturity Assessment ranks an 
organization’s maturity level against set criteria in a 
defined model.

Models differ with respect to the criteria they include. 
The example show what an assessment might look like 
based on the DMBOK2 knowledge areas.

The organization depicted in the example is relatively 
mature with regard to DQ, modeling, and data 
warehousing, but immature regarding most other 
DMBOK2 knowledge areas. 

This kind of visual can also be used to show 
improvement from one assessment to the next. 

0

1

2

3

4

5
Governance

Architecture

Modeling

Storage & Ops

Security

DIID&C

R&MD

DW&BI

Metadata

DQ

Desired rank Current Rank



Models Mentioned in the DMBOK2
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Five models are described in the DMBOK2. DAMA does not endorse one 
model over the others. Many vendors have also developed maturity 
models.

• CMMI Data Management Maturity Model (DMM)
• EDM Council DCAM
• IBM Data Governance Council Maturity Model
• Stanford Data Governance Maturity Model
• Gartner’s Enterprise Information Management Maturity Model

The models have different drivers and focal points. They are organized 
differently. 
These differences make clear why the first step in the process is to 
evaluate and pick a model that will be helpful to your organization. 



The models
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CMMI Data Management Maturity Model 
(DMM)
• Data Management Strategy
• Data Governance
• Data Quality 
• Platform and Architecture
• Data Operations
• Supporting Processes

Gartner’s Enterprise Information Management 
Maturity Model, establishes criteria for evaluating
• Vision
• Strategy
• Metrics
• Governance

EDM Council DCAM
• 37 capabilities and 115 sub-capabilities 

associated with the development of a 
sustainable Data Management program. 

• Scoring focuses on the level of 
• Stakeholder engagement
• Formality of process
• Existence of artifacts that 

demonstrate the achievement of 
capabilities

• Roles and responsibilities
• Life cycle
• Infrastructure



The models
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IBM Data Governance Council Maturity Model

• Outcomes: Data risk management and 
compliance, value creation

• Enablers: Organizational structure and 
awareness, policy, stewardship

• Core disciplines: Data Quality Management, 
information lifecycle management, information 
security and privacy

• Supporting Disciplines: Data Architecture, 
classification and Metadata, audit information, 
logging and reporting

Stanford Data Governance Maturity Model
• The model differentiates between foundational 

and project components
• Foundational: awareness, formalization, 

Metadata
• Project: data stewardship, Data Quality, 

Master Data
• Within each, it articulates drivers for people, 

policies, and capabilities. 
• It then articulates characteristics of each level 

of maturity. 
• It also provides qualitative and quantitative 

measurements for each level.



Activities
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Plan assessment activities
• Define objectives
• Choose a framework
• Define organizational scope
• Define interaction approach
• Plan communications
Perform maturity assessment
• Gather information
• Perform the assessment 
Interpret results
• Report assessment results
• Develop executive briefings
Create a targeted program for improvement
• Identify action items
• Create a roadmap
Re-assess maturity  

Definition: A method for ranking practices for handling data within an organization to 

characterize the current state of data management and its impact on the organization

Goals: 

1. To comprehensively discover and evaluate critical data management activities across an organization.

2. To educate stakeholder about concepts, principles, and practices of data management, as well as to identify 

their roles and responsibilities in a broader context as the creators and managers of data.

3. To establish or enhance a sustainable enterprise-wide data management program in support of operational 

and strategic goals. 

Activities:

1. Plan the Assessment Activities (P)

1. Establish Scope and Approach

2. Plan Communications

2. Perform Maturity Assessment (C)

1. Gather Information

2. Perform Assessment

3. Interpret Results

3. Develop Recommendations (D)

4. Create Targeted Program for 

Improvements (P)

5. Re-assess Maturity (C)

Inputs:
• Business Strategy & 

Goals 

• Culture & risk 

tolerance

• Maturity 

Frameworks & 

DAMA-DMBOK

• Policies, processes, 

standards, operating 

models

• Benchmarks

Deliverables:

• Ratings and Ranks

• Maturity Baseline

• Readiness Assessment

• Risk Assessment

• Staffing Capability

• Investment and 

outcomes Options

• Recommendations

• Roadmap

• Executive Briefings 

Suppliers: 
• Executives

• Data Stewards

• DM Executives

• Subject Matter Experts

• Employees

Consumers: 
• Executives

• Audit / Compliance

• Regulators

• Data Stewards

• Data Governance 

Bodies

• Organizational 

Effectiveness Group

Participants: 
• CDO/CIO

• Business Management

• DM Executives & Data Governance Bodies

• Data Governance Office

• Maturity Assessors

• Employees

Techniques: 
• Data Management 

Maturity Frameworks 

Selection

• Community Engagement

• DAMA-DMBOK

• Existing Benchmarks

Tools: 
• Data Management Maturity 

Frameworks

• Communications Plan

• Collaboration Tools

• Knowledge Management and 

Metadata Repositories

• Data Profiling Tools

Metrics: 
• DMMA Local and Total 

Ratings

• Resource Utilization

• Risk Exposure 

• Spend Management

• Inputs to DMMA

• Rate of Change

(P) Planning, (C) Control, (D) Development, (O) Operations

Data Management Maturity Assessment

Business 

Drivers

Technical 

Drivers



Studying 
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Know the basics of the model and the ideas 
behind the model
• Names of Stages
• Progression 
• Connections between stages 

Be able to apply the ideas in a framework to 
individual knowledge areas 

Example question applying the approach to DQ. 

Your organization does not have a formal data 
quality management program. Several SMEs have 
created data quality reports to share known issues 
with data consumers. From a capability/maturity 
perspective, which of the following would be a 
logical next step to improve the issue 
management process?

a. Buy a tool
b. Assess the approach the SMEs use
c. Formally document the desired process
d. Implement governance



Discussion / Q&A
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What’s missing? 

The DMBOK2 does not present any of 
the models in detail. It focuses on the 
concepts and how they might be used 
/ applied. 

The DMBOK2 does not propose a 
CMM; however, criteria in DMBOK2 
could be used to construct a model. It 
has been suggested that DAMA 
should do so. 



NEXT SESSION
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Date Topic Facilitator

February 19th Chapter 1: Data Management Tony Mazzarella

March 4th Chapter 2: Data Handling Ethics Lynn Noel

March 18th Chapter 3: Data Governance Sandi Perillo-Simmons

April 1st Chapter 4: Data Architecture Laura Sebastian Coleman

April 15th Chapter 5: Data Modeling & Design Lynn Noel

April 29th Chapter 6: Data Storage & Operations Karen Sheridan

May 13th Chapter 7: Data Security Laura Sebastian-Coleman

May 27th Chapter 8: Data Integration & Interoperability Mary Early

June 10th Chapter 9: Document & Content Management Sandi Perillo-Simmons

June 24th Chapter 10: Reference & Master Data Mary Early

July 8th Chapter 11: Data Warehousing & Business Intelligence – POSTPONED Tony Mazzarella

July 22nd Chapter 12: Metadata Management Karen Sheridan

August 19th Chapter 13: Data Quality Laura Sebastian-Coleman

September 2nd Chapter 14: Big Data & Data Science Nupur Gandhi

September 16th Chapter 15: Data Management Maturity Assessment Laura Sebastian-Coleman

September 30th Chapter 16: Data Management Organization & Role Expectations Agnes Vega

October 7 Chapter 17: Data Management & Organizational Change Management Tony Mazzarella

October 7th Final Review Tony Mazzarella



HOMEWORK – Data Management Organization & Role Expectations
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Turn and face the strange ch- ch- changes…. 


