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During the past decades the development in IT systems has improved companies’ 

ability to gather, store and distribute data across the organization. Companies 

have now begun to see that there are significant advantages to be gained by 

gathering, cleansing and utilizing data items into the type of data known as master 

data. Despite the extensive studies made on the subject there is no single universal 

recipe of implementing master data management that would suit all companies. 

All companies must therefore find their own way of implementing master data 

management in order to in create, maintain and utilize master data. 

The objective of this thesis is to find out how the chosen case company is 

currently utilizing its customer master data and how the data could be utilized 

more effectively in order to gain more value. Theoretical background was 

compiled from literature and empirical findings were gained by conducting six 

interviews in the case company. 

Based on both the comparison of literature and case company practices, and 

findings from the interviews a list of seven recommendations was formed. Four 

of these developments would be major and would require cooperation across 

organizations as well as IT system development. Three development 

recommendations were smaller and their implementation would require less 

resources. 
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Viime vuosikymmenten aikana yritysten tietojärjestelmien kehitys on tuonut 

lisää mahdollisuuksia tiedon keräämiseen, säilyttämiseen ja jakamiseen yrityksen 

sisällä. Yritykset ovat havahtuneet niihin merkittäviin ja moninaisiin hyötyihin, 

joita perustiedoksi kutsutun tiedon keräämisellä ja hyödyntämisellä on 

mahdollista saavuttaa. Ei kuitenkaan ole olemassa yhtä kaikille yrityksille 

sopivaa reseptiä, joka kertoisin miten perustietoa voitaisiin luoda ja hyödyntää, 

vaan kunkin yrityksen on löydettävä tähän itselleen parhaiten sopivat 

toimintatavat. 

Tämän työn tarkoituksena on tutkia, kuinka asiakasperustietoa tällä hetkellä 

hyödynnetään kohdeyrityksessä ja kuinka tiedon hyödyntämistä voisi kehittää, 

jotta yritys kykenisi luomaan sen avulla lisäarvoa. Teoreettinen perusta työlle 

koottin aiheeseen liittyvistä julkaisuista ja kirjallisuudesta, ja empiirinen tieto 

saatiin kuudesta kohdeyrityksessä pidetystä haastattelusta. 

Seitsemän parannusehdotusta sisältävä lista koottiin vertailemalla teoriapohjaa 

yrityksestä kerättyihin tietoihin, sekä analysoimalla haastatteluista saatuja 

tuloksia. Ensimmäiset neljä parannusehdotusta ovat mittaluokaltaan suurempia 

ja niiden toteuttaminen vaatisi paljon resursseja ja yhteistyötä yrityksen eri 

toimintojen välillä. Loput kolme parannusehdotusta ovat pienempiä ja niiden 

toteuttaminen onnistuisi pienemmillä resursseilla. 
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1. Introduction 

  1.1 Background and study objective 

During the past decades the development in IT systems has majorly improved 

companies’ ability to gather, store and distribute data across the organization. When 

previously data was maintained in multiple separate silos companies have now 

begun to see the significant advantages that can be gained by gathering, cleansing 

and utilizing the same data items in order to gain more comprehensive 

understanding of customers, more effective targeting of sales, increased revenue or 

any other of the multitude of benefits master data is promising to deliver. Despite 

the extensive studies made on the subject of master data and master data 

management there is no single universal recipe of implementing master data 

management that would suit all companies. All companies must therefore find their 

own way of implementing master data management in order to in create, maintain 

and utilize master data. 

The objective of this thesis is to find out how the chosen case company is currently 

utilizing its customer master data and how the utilization could be improved in order 

to gain more value from the data. A list of recommended actions will be formed 

based on the findings from the company. 

In this thesis only the customer master data of the case company is studied. No other 

data domains are researched or analysed. Also though the value of data is discussed 

to great extent no financial figures are discussed or determined but rather the areas 

where improvement could be made in order to increase the gained value. 

The author of this thesis has worked in the case company for three years as part of 

the global customer master data team and during that time gained understanding of 

the concept, processes and practices concerning customer master data in the case 

company. 
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  1.2 Research questions 

In order to find out how the company could improve its usage of customer master 

data in order to create more value five research questions were formed to guide the 

study. First three research questions aim to define the key concept of this thesis and 

the other questions concern the usage and value of customer master data.  

a) What is customer master data? 

b) What is data quality? 

c) What is value of data? 

d) In what ways can end users currently utilize good quality customer master 

data and what actions would improve their ability to use it? 

e) What kind of value does the company currently gain by utilizing good 

quality customer master data and what kind of value can it gain by improving the 

usage? 

  1.3 Structure of thesis 

This thesis is divided into five main chapters. The first chapter is the preface and 

contains the background, research questions and structure of the thesis. The second 

main chapter represents the theoretical part of the work and in this chapter the 

concepts of master data, data quality and the value of data are defined. 

The third chapter represents the empirical part of this work and is divided into three 

parts. The first part contains the introduction of the case company and the customer 

master data related concepts, processes, ownerships and data quality issues present 

in the case company. The second part describes the planning and execution of the 

theme interviews that were conducted in the case company. The third part contains 

the results from the interviews. 

The fourth main chapter represents the analysis part of this work, and is again 

divided into three parts. In the first part the case company and the theoretical 

background established in chapter 2 are compared. In the second part the interviews 
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conducted in the case company are analysed to find common factors and 

development ideas. These are then reshaped into recommendations which are 

presented in the third part of this chapter. The fifth main chapter of this work 

contains the conclusions.  
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2. Master data: definition, quality and value 

This chapter is divided into three parts, each representing the findings from the 

research made of the literature. In these sections the three most important concepts 

handled in this work are presented and defined. The concepts are master data, data 

quality and the value of data. 

  2.1 Master data 

This section answers to the first research question of this thesis: What is master 

data. Also concepts customer master data, MDM, data hub and systems and 

integrations concerning master data IT system solutions are handled since they are 

relevant concepts in this work. 

2.1.1 Definition of master data 

All organizations use data in their operations. Not all data is of equal importance 

and some data has more significance to a company than other kinds of data. Master 

data items are the core business objects that are being widely used in different 

applications across the organization (Loshin, 2008, p. 6). Master data is a term that 

is used in describing the entities, relationships and attributes that are most critical 

for an enterprise since they are the base of key business processes and application 

systems (Berson et al. 2011, p. 6). Master data entities are also more important than 

other business data because they´re widely distributed across the enterprise, 

maintained in multiple systems and critical for multiple business and operational 

processes (Berson et al 2011, p. 6). Master data usually represents only a small 

portion of enterprise data but its significance is disproportionally high (Berson et 

al. 2011, p. 6). As master data is the data with most significance it should be the 

main focus of data quality improvement efforts since that is the data where the 

improved quality makes the biggest difference (Orr, 1998, p. 70). 

Master data is not only comprised of the actual data items but also the associated 

metadata, attributes, definitions, roles, connections and taxonomies (Loshin, 2008, 

p. 6) that are used to categorise and organize the data. Also included in master data 
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are the references, rules and terminology used in describing the data (Snow, 2008, 

p. 1). Master data objects are used for example in transaction systems, measuring 

and reporting and analysing. Compared to for example transaction data master data 

objects are more static and change less frequently. (Loshin, 2008, p. 8) 

Otto et al. (2009, p. 235) list four different aspects that differentiate master data 

from other types of data: 

1) Master data describes the basic characteristics of object, e.g. name or tax 

number. This information is originated from the real world unlike 

transactional data, such as invoices and purchase orders. 

2) Master data entities are usually static and change rarely, e.g. the name of the 

customer doesn´t change often. 

3) The number of master data items remain quite constant over time, at least 

when compared to transactional data. 

4) Master data is vital for the creation of transactional data and does not need 

transactional data to exist. E.g. an invoice requires customer name and 

address but the customer name and address exist as independent data entities 

regardless of the invoice. 

The differences between master data and other kind of company data are 

summarized in table 1. 

Table 1 Comparison of master data and other data 

 Master data Other data, e.g. 
transactional data 

Distribution Widely distributed in organization Often local and system specific 

Systems Maintained in multiple systems Maintained locally in one 
system 

Significance Significance is disproportionally 
high  

Significance not very high 

Speed of 
change 

Static, do not change frequently Dynamic and in constant 
change 

Source Information originates from the 
real word 

Information originates from 
within company itself 

Amount over 
time 

Number of items quite constant 
over time 

Number of items in constant 
change 

Independence Exists on its own Needs master data to exist 
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Every data item should have an identified owner and a custodian/steward. Data 

owners are the individuals that have significant control over the content of the data. 

Owners usually belong to business and not the IT organization. Data stewards don´t 

own the data or have control over the content but are responsible for data usage 

policies and data quality metrics. They work in cooperation with IT department, 

data architects, database administrators, reporting application architects and 

business data owners to produce processes and policies to ensure adequate data 

quality by for example identifying deficiencies in systems, applications, data stores 

and processes that might lead to decrease in data quality. Data steward acts between 

and in cooperation with business teams and IT teams. (Berson et al., 2011, p. 116-

117) 

2.1.2 Customer master data 

Common master data categories are customers, employees, vendors, suppliers, 

parts, products, contact mechanisms, profiles, accounting items, contracts, policies, 

organizations and locations (Loshin, 2008, p. 8;, Berson et al. 2011, p. 7). However, 

since all companies deal with customers so customer data is a common starting 

point for companies that want to start an MDM initiative in order to define and 

maintain their master data (Snow, 2008; Silvola et al., 2011, p. 148). Each 

individual customer is usually handled by multiple business operations within the 

enterprise, such as marketing, sales, fulfilment, support, maintenance, customer 

satisfaction, billing or service. Though all operations deal with the same individual 

customers different business operations may view different attributes related to the 

customer more relevant than others. For example from sales perspective contact 

details might be more relevant as for reporting the invoices that customer has paid 

are more significant. (Loshin, 2008, p. 4) 

The goal of master data management is to build a holistic 360-degree view of the 

customer. This view provides company with accurate and timely information about 

the past, current and potential future relationships the company has with the 

customer regardless of what business unit actually owns the relationship. A 
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customer can also have multiple different relationships with the company and in 

order to create a holistic view all of these relationships need to be taken into 

account. For example, customer can also act as a vendor, or it can be a customer for 

multiple different units of the company. (Berson et al 2011, p. 329-330) 

 

Figure 1 System integration and 360 degree view of customer (Berson et al. 2011, p. 330) 

 

Figure 1 demonstrates how an integration between multiple systems is required in 

order to create a holistic view of customer across organization. Commonly the 

number of systems that need to be integrated ranges from 10-30. All these systems 

tend to format, store and manage information slightly differently, since the systems 

are created and used by different departments. The data in integrated systems is 

managed by matching attributes. (Berson at al. 2011, p. 330) An example of such 

matching is presented in figure 2. 

 

Figure 2 Connecting customer records via matching attributes 
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2.1.3 MDM and MDM Data Hub 

Master data is created and managed with a set of tools and processes called master 

data management (MDM). Berson et al. (2011, p. 3) defines MDM as the process 

of cleaning up old data and creating accurate, timely and complete set of key 

business-critical entities and relationships needed to manage and grow the business. 

Loshin (2008, p. 8) describes MDM as those business applications, information 

management methods and data management tools that are being used to implement 

policies, procedures and infrastructures that support the capture, integration and 

subsequent shared use of accurate, timely, consistent and complete master data. In 

other words, master data is the product of master data management. 

MDM solution is usually built around an MDM data hub which is the system where 

the gathered, cleansed and enriched master data is stored and from which it´s 

distributed to other systems to be used across the organizations within the company. 

This structure is illustrated in figure 3. 

 

 

Figure 3 MDM Customer data hub (Berson et al. 2011, p. 15) 
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Berson et al. (2011, p. 100-110) describes four different architecture styles for the 

data hub: 

1) External reference style: MDM data hub acts as a reference database 

containing only a reference to the data which is stored and maintained in an 

existing legacy system. No actual data is stored in the MDM data hub itself. 

This style is not widely used due to its ineffectiveness. 

2) Registry style: MDM data hub is used for identifying which records from 

different operational systems are the same and should be linked together. 

The Data Hub is not used for data entry and receives all data from 

operational systems. It’s also not the master of the data. 

3) Reconciliation engine: MDM data hub is the master for only a part of the 

entity attributes while other systems are the master for the rest of the 

attributes. More complex data integration is required to avoid data 

inconsistencies between systems. This style is a step from registry style 

towards the full transaction style hub. 

4) Transaction hub: MDM data hub is the primary source and master of 

company’s master data. All data attributes are stored in the Data Hub and 

data is maintained directly in the Data Hub from where it´s distributed to all 

other systems that use the data. 

Except for the first style, these architecture styles create a centralized platform for 

the storing, maintenance and distribution of master data. 

2.1.4 Systems and integrations 

Traditionally enterprises consist of multiple separate IT systems, each with their 

own set of data. However, the data in different systems usually refers to the same 

real life object, such as customer or product. On the other hand identically named 

attributes can be used for describing different objects in different systems. If the 

data is used for only operational purposes this might not cause a problem at all. 

However, increasingly the trend is to convert data into information and information 

into usable knowledge and that requires collecting all the pieces of data representing 

critical business objects from across the business boundaries of the enterprise to 
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create a consistent view of data that will meet the business needs of the whole 

enterprise. (Loshin, 2008, p. 2)  

Master data system enables this by creating a register of uniquely identified entities 

with their critical data attributes. The data entities and attributes are gathered from 

data sources, synchronised and then made available for the whole enterprise to use 

as demonstrated in figure 4. With adequate maintenance and oversight the master 

data in the master data system can be considered as a unified and coherent data asset 

that all applications can rely on for consistent, high quality information. (Loshin, 

2008, p. 8) 

 

 

Figure 4 Creating register of uniquely identified entities 

 

The lowest level in a master data system is constituted of data items, which are 

instantiations of attributes of data objects (first name). A set of data items makes a 

data record, which is the instantiation of a data object (master data record). Data 

records can be combined to form data database tables (all customers), which in turn 

can be combined into a database (customers and sales orders). All databases 

company utilizes constitute company´s data resource. (Otto et al., 2009, p. 235) 

This structure is also presented in figure 5.  
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In order to produce consistent master data the business processes currently 

accommodating the data need to be identified and assessed. Typically multiple 

systems are being used to house the data, including sales force automation (SFA), 

customer relationship management (CRM) and enterprise resources planning 

(ERP). (Snow, 2008, p. 2) 

As data content is being constantly changed to keep the data corresponding to the 

changes happening in real life there must be some sort of efficient synchronization 

activity between the system that is the master of the data, for example the data hub, 

and the other systems that utilize the data. This synchronization can happen only 

periodically or in an ongoing basis depending on the business requirements. In the 

simplest case the data hub is the master for all attributes that are considered as part 

of master data. In this case the data changes are done in the data hub and the update 

message sent from there to the other systems. It´s also possible that some attributes 

can have an another system as the master system, in which case the data content 

changes need to be sent to the data hub which in turn sends them to the other 

systems. However, this kind of solution greatly increases the complexity since it 

Figure 5 Formation of company’s data resource 
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requires many kinds of rules and conflict resolution mechanisms, for example for 

situations when data is being updated simultaneously in the master system and the 

data hub. (Berson et al., 2011, p. 129) 

  2.2 Data quality 

This section concerns the second research question: What is data quality. In addition 

to presenting a definition for data quality some of the issues and challenges related 

to data quality are discussed. 

2.2.1 Definition of data quality 

Data quality is a key component of any successful data strategy and is one of the 

key requirements of master data management. Vice versa, master data management 

is a tool for companies for improving the quality of master data. (Berson et al., 

2011, p. 117) Data quality can be defined as “fitness for use”, which states that data 

quality is not an absolute value but dependant on the current user needs. It also 

implies that data quality is doesn´t only concern data accuracy, which has been the 

topic traditionally associated with data quality. (Tayi et al., 1998, p. 54) Also Wang 

et al (1998, s. 101) states that the quality of information is ultimately defined by the 

information consumer who estimates how the delivered information fits and fulfils 

consumer needs. 

Orr (1998, p. 67) views data quality from information system point of view. The 

main role of information system is to present views of the real world, based on 

which people in an organization can make decisions or create products and services. 

If the views presented by the system do not agree with the real world this will cause 

the organization to start behaving in ways it shouldn´t. Thus, Orr (1998, p. 67) 

defines data quality as the measure of the agreement between data views presented 

by an information system and the same data in the real world. Percentages can be 

used, so that 100% indicates a total match between the presented view and reality, 

whereas 0% would mean no agreement at all. Data quality percentage of 100% is 



 

20 
 

not realistic, but instead the goal should be that the quality of information is 

adequate for the needs of the organization. 

Sometimes inconsistencies can be acceptable within an organization. If for example 

different product numbers are used by different divisions of an organization to 

represent the same physical product this is not a problem if the data is never shared 

between the divisions or distributed via a data warehouse. Only when data is shared 

do the inconsistencies become an issue. (Tayi et al., 1998, p. 56-57) 

Also Tayi et al. (1998, p. 57) discusses the suitable level of data quality, which he 

states is usually hard to determine. Perfect data quality is not only very expensive 

to implement but also most likely unnecessary. It is rather the “fitness of the data” 

i.e. the suitability and needs of most important data users that should be used to 

determine the desired level of data quality within the enterprise. 

Only few enterprises routinely measure data quality, but it can be assumed that if 

data quality is not measured the enterprise will have some sort of data quality issues, 

quite possibly serious ones. If something is not measured and monitored it will most 

likely not be managed. (Redman, 1998, p. 80) Vice versa, the only way to truly 

improve data quality is to increase the use of that data, since data quality is a 

function of its use. (Orr, 1998, p. 67-80) 

According to Tayi et al. (1998, p. 54) the best way to describe or analyse data is to 

use multiple categories or dimensions. Wang et al (1998a, s. 101) have identified 

16 different information quality dimensions and grouped them in 4 categories: 

Intrinsic, accessibility, contextual and representational (table 2). Each of these 

categories are further divided into multiple dimensions describing the demands 

imposed on the data. 
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Table 2 Information quality categories and dimensions (Wang et al. 1998a, p. 101) 

Category Dimensions 

Intrinsic Information Quality 

Accuracy 
Objectivity 
Believability 
Reputation 

Accessibility Information Quality 
Accessibility 
Ease of operations 
Security 

Contextual information quality 

Relevancy 
Value added 
Timeliness 
Completeness 
Amount of information 

Representational information quality 

Interpretability 
Ease of understanding 
Concise representation 
Consistent representation 

 

Intrinsic data quality describes the extent to which data values follow the actual true 

values they represent, i.e. the correctness of the data. In addition to the traditional 

dimensions of accuracy and objectivity also believability and reputation have to be 

taken into account when considering data quality. (Wang et al. 1998b, p. 19-21) 

Accessibility data quality, true to its name, describes the extent to which the data is 

available for the user. This category is heavily connected to the information systems 

that are being used for distributing the data. Data has to be easily accessible to the 

user in a way that is adequately secure at the same time. (Wang et al. 1998b, p. 19-

21) 

Contextual information quality states that the data quality has to be considered in 

the context of the task being performed and the data has to be adequately relevant, 

timely, complete and in sufficient quantity to add value. (Wang et al. 1998b, p. 19-

21) 

Representational data quality takes into consideration the format and meaning of 

the data. This means that data not only has to be well and consistently presented but 

also interpretable and easy to understand. (Wang et al. 1998b, p. 19-21) 
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2.2.2 Issues and challenges related to data quality 

Building a reliable holistic view of a customer can only be achieved if the source 

data and the processes and systems delivering it can be trusted. Master data quality 

can be affected by two factors: data quality of the input data collected from internal 

and external sources, and the shortcomings of upstream business processes that 

handle the data before it is stored in the master data system. (Berson et al., 2011, p. 

117) 

Also Tayi et al. (1998, p. 56) states that data quality can be hard to achieve, since 

there are so many ways data can be wrong. The correct value of data can be 

constantly changing, so by the time it´s represented it can be always out of date. For 

a certain record all the filled information might be correct but there might be some 

important information missing. Some data might be accurate but inconsistent, hence 

making it unusable. 

Real world is constantly changing, which represents a challenge for the static 

information in information systems. Thus a good initial data quality is not enough 

but a feedback system is needed in order to maintain the high level of agreement 

between presented view and reality. This in turn requires that someone or something 

has to compare the data from the database to the real world and if errors are detected 

they must be corrected. (Orr, 1998, p. 67-68) 

Data is constantly decaying, which is to say that due to the changes in the real world 

the data representing it is becoming incorrect. Berson et al. (2011, p. 45) quotes a 

study completed by the Data Warehousing Institute in 2003 titled “Data quality and 

the bottom line” which stated that about 2 per cent of customer records become 

obsolete per month. This might not seem like much but it´s a cumulative count so 

it adds up to 24 % of data being incorrect in just one year if not properly maintained. 

(Berson et al., 2011, p. 45) 

In order to get any data quality program to work over the long term both users and 

managers need to understand he fundamentals and importance of data quality. To 

achieve this a lot of time needs to be spent on education and training. (Orr, 1998, p. 

71) 
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  2.3 Value of data 

The relationship between data quality and value of data has been researched by Otto 

et al. (2009). In their study they´ve taken a look at six large scale companies which 

have all deployed data quality programs. They discovered that determining the 

relationship between data quality and value of data is not straightforward especially 

in the case of master data. The difficulties arise even in the very definition of what 

is good quality data, since data quality is often defined as the fitness for use, but by 

definition master data has multiple use scenarios that each have different criteria 

concerning data quality. (Otto et al., p. 247) 

According to the literary review done by Otto et al. (2009, p. 237) the literature 

concerning value of a data resource is not very extensive and has some severe 

limitations. Studies about the effects of data quality on data value are very few.  In 

his paper Otto et al (2009, p. 247) names three different prerequisites for evaluating 

the relationship between data quality and the value of data to business processes: 

1) Availability of historical data about data quality and related business events (lost 

revenue, costs from incorrect data etc.). 

2) Transparency of the impact of the quality of certain data objects on certain 

business performance indicators (service levels, business process cycle times etc.). 

3) Commonly accepted data quality metrics. 

Case companies were found to use different methods in determining the value of 

their data resource. Some companies measured the use value of the data, for 

example through revenue losses resulting from incorrect data. Others measured the 

cost of procurement and maintenance of the data using the amount of working hours 

used to input or maintain the data during its lifecycle. (Otto et al., p. 243-244) 

Snow (2008, p. 1) has estimated that bad quality data, meaning errors and 

inconsistencies in data, lead to mistakes and lost opportunities which may lead to 

costs up to 40 billion dollars per year in the retail business alone. One of the 

companies in a case study done by Otto et al. (2009, p. 243), working in the 

telecommunications business, had calculated that inadequate recording to assets in 
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system prevented them from being available for use of sales and thus resulted to 

loss of revenue between 25 and 30 million GBP per year. Redman (1998, p. 80-81) 

estimates that up to 8-12% of revenue range and even 40-60 % of a service 

organization’s expense might be consumed by poor quality data. 

As mentioned in the study by Otto et al. (2009), one way to determine the value of 

data is to focus on the negative effects poor data quality has and which could be 

prevented or removed by improving data quality. Redman (1998, p. 80-81) has 

divided negative impacts caused by poor data quality into three categories: 

Operational level impacts, tactical level impacts and strategic level impacts (table 

3).  

Table 3 Levels of poor data quality impacts (Redman 1998, p. 80-81) 

Level impact 

Operational level 

customer dissatisfaction (incorrect product/service, 

invoicing, documents) 

increased cost (detecting and correcting errors) 

lowered employee job satisfaction (making work 

more difficult) 

Tactical level 

poor decision making 

difficulties in implementing data warehouses 

difficulties in reengineering 

increased mistrust within organization 

Strategic level 

difficulties in setting and executing strategy 

more issues with data ownership 

issues with aligning organizations 

diverting management attention 

 

On operational level poor quality data can cause customer dissatisfaction since it 

can lead to for example incorrect deliveries or incorrect invoicing. Customers may 

have to spend time sorting out the errors which adds to their dissatisfaction. 

Increased cost can also result from poor quality data since detecting, sorting out and 

correcting errors takes up time and other resources that could otherwise be spent on 

more productive activities. Employee satisfaction can also be lowered especially 
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when having to deal with customers which are dissatisfied by problems caused by 

incorrect data. (Redman, 1998, p. 80-81) 

On tactical level effects of poor data quality might not be as easily detected but they 

can be more far-reaching. Poor quality data can compromise decision-making, since 

decisions are no better than the data on which they´re based. Poor quality data can 

lead to poor decisions or, if managers are aware of lowered data quality, it can slow 

down the decision-making process altogether. Poor quality data also makes the 

improvements on decision-making more difficult since it hinders the building of 

data-warehouses which are often used as a helpful data source in the decision-

making process. Poor data quality can also increase mistrust among different 

internal organizations within a company. Since the same data is used there can be 

differences of opinion on what are the needs concerning data and what is the 

sufficient level of data quality that needs to be maintained. This can even lead to 

separate data silos being built and maintained by the different organizations, thus 

discarding the whole idea of common and shared master data. (Redman, 1998, p. 

80-81) 

Impacts on strategic level are the most difficult to identify. Redman (1998, p. 80) 

suggests that since strategy making is also a decision-making process it can be 

affected and hindered by poor data quality as described in the previous paragraph. 

And since strategies usually have much more long-term effects than those made in 

the tactical level bad quality data can thus have a more long-lasting effect. Secondly 

bad data quality can have a negative impact in strategy implementation. Company 

strategies are usually rolled out, specific plans deployed and then, after a certain 

period of time, results are analysed and the strategies adjusted accordingly. If the 

reports on which the analysis are based are incorrect then the strategy might not be 

adjusted in a way that would be necessary. Poor data quality can also have an impact 

on enterprise culture by creating mistrust and debates if data rules and ownerships 

are not clearly defined. 

The value of data can also be defined thought the positive effects it can bring about. 

Berson et al. (2011, p. 27) describes that a company can gain competitive advantage 

by knowing their best and largest customers and being able to organize them into 
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groups based on their explicit or implied relationships, such as corporate 

hierarchies. By organizing customers in groups allows the company to assess and 

manage customer lifetime value, make marketing campaigns more effective by 

better targeting and improved customer service. Company is also able to recognize 

non-beneficial customers which might cause loss of profit by continually gathering 

debt and trying to avoid paying by using different names to conceal their true 

identity. By having multiple accounts each with a new credit limit might able a 

customer to cause the company a large financial risk. 

  



 

27 
 

3. Case company and interviews 

This chapter is divided into three parts. The first part introduces the case company 

and describes the ownerships, concepts and rules, processes and data quality issues 

that are currently in place the case company. In the second part the planning and 

implementation of the interviews done in the case company are presented. The third 

part contains the description of each of the six interviews conducted in the case 

company. 

3.1 Case company introduction 

Case company is a large international company specializing in producing and 

maintaining lifting solutions. It was founded in the 1930 and has grown and 

expanded continuously into new countries and business areas. Currently the 

company has over 18,000 employees in over 50 countries. The company has 

customers in manufacturing and process industries, and also shipyards, ports and 

terminals. There are three main business areas the company works in: 

1) Service business: Crane maintenance services, such as inspections and 

preventive maintenance, and dealing spare parts for cranes via both the 

service business as well as directly to the customer. 

2) Industrial equipment: Making and delivering hoists, cranes and material 

handling solutions for a variety of industries. 

3) Port solutions: Making and delivering container handling equipment, 

shipyard handling equipment and heavy-duty lift trucks, and related 

services. 

3.1.1 Customer master data ownership 

In the case company the ownership of customer master data has several layers. The 

global ownership of the customer master data is in the hands of the customer master 

data owner who has the responsibility of the overall data content and can make 

decisions on how to manage the data. In addition, there are local country customer 

data owners who are responsible for ensuring that the data and rules concerning the 
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customers within any certain country are maintained according to local regulations 

and legislation. There is also a global data steward who has the responsibility for 

the development of customer master data concept and rules, management and 

monitoring of data quality as well as development of the IT systems in cooperation 

with the IT department. These roles are summarized also in table 4. 

 

Table 4 Customer master data ownership in case company 

Owner 
Local / global 

responsibility of data 

Responsibilities 

concerning data 

Customer master data 

owner 
Global 

Overall data content 

Data management 

Local customer data 

owner 
Local 

Local regulations and 

legislation followed 

Data steward Global 

Development of concepts 

and rules 

Data quality monitoring 

IT systems development 

 

The case company had an owner for its customer master data globally for several 

years during which the customer master data concept was developed and refined. 

Due to changes in responsibilities and personnel the position of customer master 

data owner hasn´t been filled for the past year. The most recent steward for 

customer master data was appointed in the year 2016. The case company also uses 

experienced external consultants to help with the master data management and 

development, as well as external resources for data migrations and data cleansing. 

The data steward, external resources and external consultants are managed by the 

customer master data manager. 

3.1.2 Customer master data concept and systems 

In the case company the customer master data concept has been developed actively 

through the past few years. There are quite strict rules concerning the customer data 
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that is being created and migrated into the data hub and good data quality is held in 

great value. A lot of manual labour is used to ensure that only good quality data is 

being created, and this is achieved mainly by using external resources through a 

subcontractor. 

The case company is using a data hub to store, maintain and distribute customer 

master data. The data hub is an IT system that is integrated to dozens of other IT 

systems. The data hub is being continuously developed in cooperation with end 

users. The access to the data hub is very restricted to protect both the integrity of 

and the accessibility to the data. If user has access to the data hub they are able to 

view all the records in the system, whereas in the other systems such as the CRM 

system the visibility of customer information can be restricted much more easily. 

Since in real life a company can be both customer and supplier of another company, 

in the case company these two data domains are maintained in the same system and 

sometimes in the same data records as well. This means that the basic information, 

such as name, address and business identifiers exist in the master system only once 

and the same data record is being used as a customer record and/or a supplier record 

in other integrated systems. The distinction of being a customer and/or a supplier is 

done in the master system since the two data domains have different ownership and 

are maintained by different teams. The shared ownership of this kind of data records 

sometimes creates complex situations because of the divided ownership. The master 

system for both of these domains is the company data hub where both customer and 

vendor data are maintained, but only partially according to the same rules. 

Besides the data hub the other two significant IT systems from customer master 

data perspective are the ERP and CRM systems which are integrated to the data 

hub. The CRM system is where all the sales and service activities take place. The 

ERP system is where all financial activities take place, such as invoicing. The CRM 

system is implemented in almost all of the countries where the case company 

operates, but the ERP system implementation is still ongoing and in large portion 

of the countries there is still a local legacy system instead of the global ERP system. 

These legacy systems aren´t usually integrated with the data hub. 
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In addition to the data hub, ERP and CRM systems there are dozens of integrated 

systems where the customer master data flows in the company. These systems are 

for various purposes, e.g. reporting, customer portal, documentation, contracts or 

old legacy systems. The basic idea of how the customer master data is integrated 

from the data hub to the operational systems in the case company is presented in 

figure 6. 

 

Figure 6 Distribution of customer master data from data hub to operational systems in case 
company 

 

There currently isn´t a systematic way of measuring customer master data quality 

in the case company. There is a rudimentary report that includes some features of 

the data, for example how many customer data records in the system have some 

business ID missing. However, this report is so old that there isn’t information 

available on how the figures in the report are calculated and what conditions the 
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report uses, thus making the report unreliable. A new report is being developed 

since there is a great demand for more accurate information about the quality of 

customer master data, but the development has been slow due to lack of resources 

and difficulty for finding a suitable counterpart from the IT department. 

3.1.3 Customer master data processes 

Currently there are two ways in which a new customer records is created in the data 

hub. The temporary process related to the data migrations as part of the global ERP 

implementation are discussed later. The more permanent process of creating new 

customers is being described in the next paragraph. 

In order to ensure that all new customer data has good quality the creation of new 

customer data has been centralized. There are currently two global teams handling 

the creation and maintenance of customer master data, one for Americas and 

another one for the rest of the world.  

The initiative for creating new customer data comes from a local customer end user. 

They send a request to the global team containing initial information about the 

customer. The global team then checks that the customer isn´t in data hub already 

and then creates the new customer into data hub according to the agreed concept 

and rules. The customer data is then sent from the data hub into operative systems 

where it can be utilized by the end user. Data changes are handled in a similar way, 

requests coming from the data end users and checked and handled by the centralized 

global team. 

3.1.4 Customer data standards and country rules 

The two main guidelines guiding the customer master data creation and 

maintenance are the customer data standard and the country specific rules. The data 

standard defines the most basic concepts of customer master data and what 

information is part of the customer master data as well as in what format 

information needs to be in. The data standard defines the type and hierarchy of the 
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account, business identifiers, rules for naming the customer accounts and the rules 

concerning addresses. 

Customer data standard also defines what are legal and business location records. 

There are often more than one location where case company does business with a 

customer company so a hierarchy of legal and business location records has been 

established. Each customer can have only one legal record which represents the 

registered legal address of the company and is the responsible legal entity. All the 

other locations of the same company are classified as business locations and linked 

to the legal record in the data hub. There is no upper limit to the number of business 

locations. The legal and business location classification is defined by an attribute in 

the data hub. The linking of the business location to the legal record is done with 

another attribute, which is basically a data field where the legal record’s ID is added. 

In addition to the customer data standard the country rules are the second major 

guideline for the maintenance of the customer master data. The country rules are 

country specific rules for each country where the ERP or CRM system has been 

implemented. The country rules define country for example which business 

identifiers are mandatory, which are optional and which are not available for each 

country and which of the business identifiers is the primary identifier. It also 

identifies the local company register or other source which is the primary source 

for the available business identifiers as well as any local exceptions to for example 

script and alphabet. 

For example, for Finland the primary business identifier is the company register 

number (Y-tunnus) which is found in the YTJ register and has to be in format 

1234567-8. EU VAT number is also mandatory and it has to be in format 12345678 

which is the company register number without -. Local tax number is not available 

for Finland since it has the EU VAT number. DUNS number is optional. 

For comparison for Thailand the primary business identifier is the local tax number 

which has to be in format 1234567890123 and found from the register of Thailand 

revenue department. Company register number and DUNS number are optional, 

and EU VAT number is not available at all. 
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Both the customer data standard and the country rules, as well as all the other related 

information such as the reference data and predefined value lists related to the 

customer master data are defined and maintained by the global development team 

in cooperation with the local contacts and other stakeholders, such as the legal 

department of the company. For example, the business identifiers and address 

format need to follow the local legislation of each country so extensive cooperation 

with the local customer master data owner is required. The country specific rules 

are usually defined at the beginning of the data migration implementation of the 

specific country so the data cleansing and enriching can be done properly during 

the migration project. 

The data standard and country specific rules are compared in table 5. 

 

Table 5 Customer data standard and country specific rules 

 Data concept Country rules 

Ownership 

Customer master data 

owner and customer 

master data steward 

Customer master data 

owner and customer 

master data steward 

Defines 

Concepts 

Type of customer 

Naming rules 

Etc. 

Mandatory business 

identifiers 

Alphabet 

Primary source of data 

Etc. 

Maintenance 

Customer master data 

owner and customer 

master data steward + 

global stakeholders (e.g. 

legal department) 

Customer master data 

owner and customer 

master data steward + 

local master data owner 

for of each country 

 

3.1.5 Company groups 

Case company has attempted grouping customers into company groups which 

would represent a group of similar or related companies which could be viewed as 
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a single entity rather than viewing each customer individually. This kind of group 

could include for example all the subsidiaries of a large multi-national corporation. 

A company group would be globally managed so it would allow the monitoring, 

reporting and maintaining of a customer relationship across country borders which 

is not currently possible. Each company group would also have a key account 

manager who would be responsible for the customer relationship with the customer 

in the group. 

The company group is a single attribute that can be added to each individual 

customer separately. The value of this attribute is the same for all the companies in 

a single company group. There can be as many values for this attribute as there are 

company groups, for example Group A, Group B etc. The company group 

information is maintained in the data hub and then integrated into the CRM system 

where it can be utilized for e.g. reporting. 

Currently the development of the company group concept is on hold since the 

concept and processes are not yet clear and defined. A test group of six company 

groups were created in 2016 but they are not currently utilized by anyone. 

3.1.6 Customer data migrations 

The global ERP implementation is done country by country so that each country 

moves from using local legacy systems to using the global ERP system. In order to 

make this transition the customer data residing in the local systems must be 

collected, cleansed and enriched by a global migration team in cooperation with the 

local business, and the data then uploaded to the data hub from where it can be 

integrated to the ERP, CRM and other systems so the local business can continue 

doing business with the same customers. The cleansing and enriching of the local 

customer data is a mandatory step in the process in order to ensure that the uploaded 

data follows the customer data rules of the case company and therefore that only 

good quality data is loaded into the global system. An important part of the 

cleansing is to identify potential duplicates, both within the local data and between 

the customer in the local data and the customers in already in the data hub. 
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Since there is a great emphasis on data quality of the migrated data it has been 

decided that the cleansing and enriching of the local data is done manually customer 

by customer instead of using any commercial tool that are available for this purpose. 

The case company as a specific team that performs all the customer data migrations. 

This way it can be ensured that the same rules and processes are always followed 

even if the data source and local contacts change country by country. The size of 

the team doing the data migrations has varied from 4 to 10 over the years depending 

on the resources required since different countries are of different size and thus 

represent different workloads. 

As part of every country implementation all the local information needs to be 

collected in order to transition from the local legacy systems to the global systems, 

including customers, vendors, items, products, contracts etc. The customer data 

migration team works independently from other data domains though they all 

follow the same timelines and thus work in parallel to each other. From local point 

of view this means different teams requiring data and support at slightly different 

points in time. 

3.1.7 Customer data quality issues in case company 

In the case company the majority of the customer data quality issues in the data hub 

can be traced back to the history of how the data hub has been used and how the 

data has been maintained in the past. There are two main causes behind most of the 

current data quality issues for customer master data in the data hub. First, the data 

hub was not originally set up and used as the storage location and data hub for 

customer master data but was initially meant to store much more restricted and 

localized data. It grew into its current role gradually over the years but the data in 

the system was not checked and cleansed accordingly. 

Second, when the data hub had been chosen as the centre point of integrations and 

the master of customer master data this meant that a lot of customer data had to be 

migrated from local systems to the data hub. Though there were attempts to prevent 

the creation of duplicate records the tool that was mainly used was a matching 

software that compared the data already in the data hub and the data from the local 
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system. It was only later discovered that the logic of the matching software was not 

sufficient to prevent a large amount of duplicates from being created. Also the rules 

which define good data quality were also not as developed as they are today. 

These two factors resulted in a significant amount of poor quality data that has been 

lingering in the system to this date and have only lately gotten the attention that it 

requires. Some mass data cleansings have been done and more are being planned, 

but since the master data in the data hub could be in use in some integrated system 

the mass data cleansings are slow perform and require a lot of analysis and 

preparation to reduce the risk of harming the business. Also the insufficiencies in 

the ownership of the customer master data create difficulties when performing mass 

cleanses to the data since the approval for the removal of data records needs to be 

gathered from multiple stakeholders. 

There currently isn´t any organized deletion of old records. Mass data cleanses are 

being done to redundant records, but there is no indicator for example for customers 

that haven´t been active for several years. Also, due to the nature of the business 

some customers might be appear inactive for years and then make a significant 

purchase every five or ten years. 

3.2 Interview design and objectives 

In order to find out how customer master data is currently being utilized by different 

business functions within the company and to determine what improvements could 

be made to gain more value from the customer master data six interviews were 

performed in the case company. This subchapter describes the planning and 

implementation of those interviews. 

3.2.1 Finding interviewees and setting up the interviews 

The potential interviewees were selected from a variety of business functions and 

different parts of the organization in order to get a comprehensive view of the 

subject. Some interviewees were found based on recommendations asked during 

the first interviews. Interviewees were first approached via email enquiring about 
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their interest and possibility to participate. Six people accepted the invitation after 

which an interview time was scheduled with each of them and the list of questions 

sent to them in advance. 

The interviewees represent different business functions that utilize customer master 

data in the company and thus represent different views and needs concerning data. 

The following business areas and business functions are represented by the 

interviewees: trade export and finance / trade compliance, marketing intelligence 

and sales analytics, digital services, service business, group finance controlling and 

sales/CRM. The business areas and the titles of the interviewees are presented in 

table 6. 

 

Table 6 Titles and business areas of interviewees 

Business are of interviewee Title of interviewee 

Digital services Product manager of digital services 

Service Director of service business development 

Finance Group financial controller 

Sales Process and training owner for sales and CRM 

Sales analytics Head of marketing intelligence and sales analytics 

Trade export / finance Director of trade finance 

 

There are also other business functions utilizing customer master data apart from 

the ones mentioned but the business functions the interviewees represent are the 

most closely related to the customer master data work and thus provide an adequate 

view of the subject 

    3.2.2 Conducting interviews  

A list of 19 interview questions was formed for the interviews and it served as a 

base for each interview. Not all questions were asked from every interviewee, and 

the questions that were asked were chosen according to their relevance to the 

interviewee’s position with customer master data. 
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The questions were divided in six groups according to the area of information they 

represented and how it correlated with the research questions of this study: 

1) General information: General information about the interviewee, such as 

current position and job title. 

2) What is customer master data: How is customer master data involved in 

interviewee’s work, what is their perception of customer master data in 

general. 

3) What is data quality: What is the interviewee’s perception of current 

customer master data quality and the significance of good data quality. 

4) What is the value of data: What benefits can the case company gain via 

the usage of good quality customer master data and what kind of negative 

effects can bad data quality cause. 

5) In what ways can end users currently utilize good quality customer 

master data and what actions would improve their ability to use it? 

6) What kind of value does the company currently gain by utilizing good 

quality customer master data and what kind of value can it gain by 

improving the usage 

The full list of question used in the interviews can be found in appendix 1. 

Altogether six interviews were conducted as one-on-one meetings in the company 

premises during the autumn and winter of 2016. Interviews lasted from 30 to 60 

minutes each and were recorded for the later usage of the interviewer. Only the 

interviewer and the interviewee were present in each interview. 

  3.3 Results of interviews 

This chapter contains the contents of each of the six interviews. The key points of 

each interview have been summarized with a short bullet point list at the end of 

each interview. The interviews have also been summarized in a table in appendix 

2. 
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3.3.1 Product manager of digital services 

First interviewee is the Product Manager for Digital Services and responsible for 

company’s customer portal and remote monitoring solution. The customer portal 

combines information from operational systems and remote equipment monitoring 

devices to create customer reports and analytics. These reports are then displayed 

to the customer in the browser based portal, enabling better visibility and more 

advanced analytics about the equipment operated by the customer. Access to the 

portal is controlled by granting company and customer specific user rights. Some 

customer master data, such as name and address information, is also visible in the 

portal where customer can view this information.  

When customer is added to the portal the basic information about the customer is 

migrated from the CRM system. However, there is no real integration between these 

systems, nor is there integration with the data hub and the customer portal, so any 

changes done to the customer master data in the data hub need to be updated into 

the portal manually. There currently is no process that would ensure the changes 

done in data hub would be transferred also to the portal. 

In the customer portal different customer locations are identified by combining 

customer name and the city of the location. Other address information is not visible 

in the portal. Also according to the data standard the names of the locations are 

usually identical to the name of the legal account and thus with each other. This 

creates an issue, since it´s not uncommon for a customer to have multiple locations 

in the same city, in which case all of these locations look similar, having the same 

name and city. A solution has been attempted by adding city name in the customer 

name, but this is a poor solution since it corrupts master data due to the poorly 

designed system. Inconsistencies in e.g. capitalization were also named as a minor 

data quality issue. 

Customer portal and the related analytics are an additional service that the company 

uses to create additional value and gain competitive advantage compared to other 

operators in the same industry. In order to achieve this the service has to be easy to 

use and work properly, and the data it displays to the customer needs to be up-to-

date and correct. 



 

40 
 

According to the interviewee the lack of integration causes multiple issues. Changes 

and updates to the customer master data are not uncommon, and since the changes 

are not updated to the customer portal automatically via an integration the changes 

need to be done manually. This takes up a lot of resources in interviewee’s team. 

There also isn´t any established process to inform the interviewee’s team of changes 

that have been made to customer information, so outdated information can remain 

in portal until someone, perhaps the customer, notices that there is a need to fix it. 

When incorrect data is found it is changed locally in the portal. There is also no 

process in place to inform the customer master data maintenance team about the 

needed changes so the changes remain local and are not done to master data in the 

data hub. The reason is often that users don´t know who should be contacted when 

encountering incorrect customer information. 

An integration is being built between the customer portal and the data hub, but it´s 

not operational yet. There is a need for customer data cleanse to unify the 

appearance of customer names and cleanse away inactivated accounts. 

Interviewee states the quality of customer master data has an impact on customer 

satisfaction and the impression of the reliability of the customer portal and through 

that to the image the customer has about the entire case company and its products. 

Since the customer portal is a way for the company to differentiate itself from its 

competitors and create additional value, both of which rely heavily on impression 

and image, the customer data they display also needs to be of good quality. 

Summary of interview 

 Customer master data visible directly to customer in customer portal. 

 No direct integration from data hub to customer portal → doesn´t receive 

updates to data. 

 Integration between portal and data hub is being built. 

 Inadequate address data visible in the portal. 

 Quality of customer data in portal affects customer satisfaction and case 

company image. 
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3.3.2 Director of service business development 

The second interviewee is the Director of Service Business Development. Service 

business is one of the three major business areas of the case company, as well as 

the business area with most growing potential. Interviewee’s main responsibilities 

are giving global support to local businesses during the global IT system and 

process standardization project, part of which is the global implementation of the 

ERP system, coordinating the implementation and confirming local compliance to 

global rules. Interviewee’s work does not involve working with the actual customer 

master data but coordinating processes that actively use the data. 

Interviewee’s perception of data quality is that the quality is not very good due to 

past data activities that were lacking organized maintenance, and due to the 

shortcuts taken in data migrations. Since those days the awareness of data quality 

issues has increased, thus making improvement actions much easier. High data 

quality is needed since there are plans to increase process efficiency and increase 

customer satisfaction via increasing automatization in certain processes, such as 

sending reports and invoices to customers. Increased data quality would enable 

better automatization. Correct data also helps local business by ensuring that the 

mandatory equipment inspections demanded by local officials are done correctly 

and in due time. 

However, the interviewee does not see bad data quality as a major issue at the 

moment. They do mention, though, that time and profit loss can be resulted from 

bad data from e.g. service personnel is guided to incorrect location due to incorrect 

address. The checking of customer information, such as the address information 

could be outsourced to the customer themselves via the customer portal. 

Interviewee mentions inadequate holistic customer relationship management as the 

major insufficiency of customer master data. Better customer relationship 

management would increase customer satisfaction. For development needs the 

interviewee lists the customer information checking and simplification of customer 

data processes and communication from frontline perspective. Processes and rules 

should be made easy to ensure rule compliance, and also simple terminology is 

needed to ensure working communication between local business and global teams. 
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Also better coordination is needed among master data teams, since currently in data 

migration customer related data is collected by many teams and in different point 

in time. 

Summary of interview 

 Data quality in the data hub is not very good but not a major issue at the 

moment. 

 High data quality needed for process automatization. 

 Automatization would increase process efficiency and customer 

satisfaction. 

 No holistic customer relationship management in case company, would also 

increase customer satisfaction. 

 Communication between local data users and global data teams should be 

improved and simplified. 

3.3.3 Group financial controller 

The third interviewee is the Group Financial Controller in the case company and 

responsible for the accounts receivable processes and financial controlling on group 

level. Their main responsibilities are group level and customer specific financial 

reporting and analysis. The main tools utilized are the global ERP system and, for 

the countries where the ERP has not been implemented, local legacy systems. 

Global ERP system is going to replace the local legacy systems eventually as part 

of the global process and tool harmonization project which is still ongoing. From 

group controlling perspective the global ERP has improved visibility to data related 

to customers which has helped e.g. when officials have demanded information 

about customer specific sales. 

The interviewee has not encountered any significant problems with data quality. 

From their point of view, the correctness of some parts of customer master data are 

more vital than others, e.g. the correctness of business IDs such as EU VAT number 

is more vital than the correctness of name information. Duplicate accounts are also 

an issue, since they make customer specific reporting difficult. If there are more 
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than one records representing the same customer, they are interpreted as separate 

customers and thus make it harder to form a holistic view of the customer. Also in 

cases where receivables are due for example due to a bankruptcy some receivables 

might be overlooked since they´re located in a duplicate account, thus causing 

financial loss. It is also important that customers can be reliably identified so a 

credit check can be reliably performed. This in turn is an important step in order to 

minimize credit losses. 

Currently there are no significant customer master data development needs from 

financial controlling point of view. Reporting could be developed but the initiative 

has to come from the business to respond the needs of the business. This is a bit 

problematic, though, since there is no real cooperation with business and financial 

controlling concerning reporting development so business can´t request 

development if they don´t know it´s possible. Interviewee also mentions group 

specific reporting for customers as a potentially valuable development area. This 

would enable the identification of valuable and profitable customers. 

Summary of interview 

 Data quality important for customer identification. 

 Identifying customer vital for reporting, analysis and credit checks to avoid 

financial losses. 

 No significant issues with data quality and no major development needs. 

 Group specific reporting potentially valuable development area. 

3.3.4 Process and training owner for sales and CRM 

The fourth interviewee is the Process and Training Owner for Sales and CRM. Their 

main responsibilities are to relay systems and process development needs from sales 

frontline to IT, and the ownership and maintenance of training materials. The main 

IT systems utilized are the CRM system and integrated reporting tools. 

Sales processes and persons are strongly present in the early stages of customer 

master data lifecycle since new customer creation is done through the CRM system 

by sales persons. Suspects are first created in CRM system, and added to the data 
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hub and ERP system only in later stages of the customer relationship. Sales is also 

involved in data maintenance activities since sales persons are actively requesting 

changes to customer data if errors are found or the real-life information of the 

customer changes. 

Interviewee’s perception of data quality is that the data quality of actively used 

accounts is good, but for the rest of the data not so good. They see that bad quality 

data prevents the formation of holistic view of the customer. It also makes difficult 

to do customer specific reporting which is used by sales persons to support sales 

activities. Interviewee sees bad data quality more as an internal problem which has 

no direct effect on customers. For sales persons bad quality data causes confusion 

and frustration and decreases efficiency. Also the error reporting and correction 

requesting takes time that could be used for more productive activities. On the other 

hand, good data quality enables proper management of business and sales by 

helping people to understand what, with whom, where and when the company is 

doing business. From sales point of view, the key dimensions of customer data 

quality are correctness, timeliness and relevancy. 

Sometimes sales persons request changes to data not because the data is incorrect 

but because system does not function in a way that they need or because they don´t 

know how to use the system correctly. For instance, in a certain view in the CRM 

system customer record information is displayed as a list with columns for customer 

ID, name, address, zip code, city etc. As a default the city column is not visible in 

the view and user either has to scroll to the right of the screen to see it or change 

the order of the columns from settings menu. Some users either don´t want to do 

this or don´t know how to do it, so they make requests to change the customer name 

to include the city information. Since the city is not a part of the official name of 

the customer this is a clear case of corrupting customer master data due to users’ 

inability to use the system correctly. This particular issue is being fixed by changing 

the default order of the columns, but there are probably more similar issues that are 

currently undetected. The usage of the global systems is taught to the users once 

when the systems are first deployed, and users have the possibility to contact a local 

key user to get help in using the systems, but there is no real systematic hyper care 

that would ensure the skills of the CRM system users stay up-to-date. 
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There is currently no indicator in the CRM system to show the amount of recent 

activity or importance of the customer. This could be implemented for example as 

a simple traffic light system showing if the customer is still relevant and has recent 

activity or if the customer relationship has expired. Another needed development 

would be the ability to link customers across countries, for example linking together 

different subsidiaries of a large, multinational company. 

There is an ongoing development of reports that could combine data from the CRM 

and ERP systems and would show for instance the realized sales margin for each 

won sales case. Holistic reports would give transparency to the actual received 

profit from any particular customer or sales case. This would enable sales 

management to direct sales efforts towards the most important and profitable 

customers. The ability to analyse and group customers based on their activity would 

enable developing different processes for different customer groups. Then, finding 

the most active and important customers would enable focusing correct sales 

activities to certain types of customers. It would also create the possibility to re-find 

“forgotten” important customers and help discarding invalid and expired customer 

relationships where efforts should not be focused. 

Key account concept has been determined in the case company and some global 

key accounts have been established, but the key account processes are not widely 

used yet. There is a lighter local version key accounts, which are the assigned 

accounts, and these are more widely used. A lot of countries have wanted to try out 

this lighter version before implementing the much heavier key account processes. 

Summary of interview 

 Data end users (sales people) have strong impact the quality of new 

customer data. 

 Data quality of active customers good 

 Poor quality data decreases efficiency and makes customer specific 

reporting difficult. 

 Good quality data enables proper management of business and sales 
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 An indicator of customer activity in CRM system would improve targeting 

sales activities. 

 Holistic view of customers could be achieved by a report combining data 

from CRM and ERP systems, currently such report is work in progress but 

not in use yet. 

3.3.5 Head of marketing intelligence and sales analytics 

The fifth interviewee is the Head of Marketing Intelligence and Sales Analytics. 

Their main responsibility is sales activity development through analysis of sales 

data. The target of the analysis is to find where profitable sales is taking place and 

who are the most profitable customers. This analysis can be done in both local and 

global levels, for example within a single country, or globally within a certain 

industry or group of companies. Customers are combined and divided into groups 

and types and their behaviour is then analysed. For example, target of analysis can 

be to find out what kind of sales activities are most profitable when dealing with 

new customers, key accounts or customers within a certain industry. 

Interviewee’s focus is on customer groups and trends, not individual customer 

records. Most of the customer account details are not significant and for example 

incorrect customer names or duplicate account don´t have any significant effect. 

There are some pieces of customer master data that have importance, mainly the 

SMA code which determines the industry of the customer. The reason is that this 

attribute is used in grouping and typing the customers and if it’s incorrect the typing 

or categorization of that customer might be incorrect. When grouping the 

customers, the operational data received from CRM system plays a greater role than 

customer master data. 

If the quality of data is not adequate it will result in difficulty to group customers 

correctly and unreliability of analysis results. The data quality issues typically rise 

in the first stages of customer master data lifecycle, in other words when the data is 

created, but no easy and quick solution for reducing the number of quality issues 

there is in sight. The data then has to be fixed later on which takes up resources, 
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which should be focused instead on activities towards the active and important 

customers. 

Implementing key account management and better monitoring of customer 

potential in general would help sales people to direct sales activities towards more 

profitable and important customers. This would also require better management of 

sales activities, but would in turn make them more profitable. 

Grouping and typing customers for analysis in order to focus sales activities could 

be done locally, but it should be done guided by the global rules. There currently is 

no real ownership to develop sales analytics this way and it´s also hard to 

demonstrate benefits since this kind of sales management is not being 

systematically done anywhere in the case company. Interviewee calls for proper 

processes, ownership and leadership. The current IT tools are adequate and the 

needed information is available, but it´s scattered in CRM and ERP systems, and 

can´t be combined easily at the moment. Combining information from different IT 

systems would enable adding for example profitability into analysis. 

Summary of interview 

 Goal of analysis is to find where profitable sales takes place and which are 

the most profitable customers. 

 Focus on customer groups and trends, not individual customers. 

 Bad quality data makes analysis results unreliable. 

 Data quality issues typically originate in the beginning of data lifecycle. 

 Implementing key account management would improve targeting sales 

activities towards the most profitable customers. 

 Adequate information for creating a holistic view of customers exists, but is 

scattered in CRM and ERP systems and can´t be combined at the moment. 

3.3.6 Director of trade finance 

The sixth interviewee is the Director of Trade Finance. Their main responsibilities 

are leading teams in trading and export finance as well as trade compliance. Trading 

and export finance means globally confirming the customer’s ability pay their 
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invoices by using instruments provided by banks and insurance companies, and 

supporting sales people in doing this kind of analysis. Trade compliance means 

supporting, defining, controlling and monitoring processes to prevent the selling of 

double-use items to sanctioned countries or customers. Double-use items are items 

that could be used for example in military industries. 

The case company strives towards identifying its customers with the best possible 

accuracy. There are three main reasons that have been driving this from the trade 

compliance and export finance perspective: 

1) Sanctions created by authorities of different countries. For example, the 

ministry of foreign affairs of Finland and EU have stated that doing business 

with certain countries or customers is completely forbidden or requires a 

permit. Such countries or areas include for example Crimea and North 

Korea. 

2) Customer identification in order to find out the financial status but also the 

ownership and background of the customer. 

3) Keeping stakeholder promise which has been made in the annual reports 

as well as doing conservative credit policy and checking who the customers 

are. 

Interviewee says the importance of good quality customer master data is enormous, 

since it is the prerequisite for identifying customer reliably for the reasons listed 

above. Without good quality data it’s not possible to reliably identify the customer, 

and if customer can´t be reliably identifies it´s not possible to determine if it has 

been sanctioned or if it´s able to pay its invoices to the case company. If customer 

is sanctioned by Finland authorities or EU and company still does business with the 

customer it can lead to major fines, potentially millions of euros, and imprisonment. 

If customer is not able to pay invoices it leads to financial losses. Both of these 

scenarios reduce the stakeholder value, which is why the case company had made 

a promise to follow conservative credit policy and identify its customers to prevent 

such risks from realizing. 

In order to improve the identification of customers and therefore the quality of the 

customer data created in the CRM system according to interviewee the incentive of 
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sales needs to be developed. Currently usually only the received orders are 

monitored, which guides the sales person to aim for as many and as large sales 

orders as possible. It also means that customer’s potential difficulties with paying 

invoices aren´t a concern for the sales person. If instead or in addition to orders 

received the monitoring would take into account the profit that was eventually 

received from the sale and the timeliness of the payment, this would encourage the 

sales person to do the pre-sales research and analysis of the customer more 

thoroughly. This would in turn make sure the customer is not sanctioned, is able to 

pay the invoices and would enable the choosing of appropriate payment terms to 

match the financial status of the customer. Sales people around the world are being 

trained to this kind of thinking, but the proper incentive for the sales still needs 

developing. 

The roles of the sales function is very important when customer master data quality 

is concerned. Since the sales people are the users that initially input the customer 

data into the CRM system, they have an important role in making sure the data 

quality is good. The quality of the data that is created in CRM system also has a 

direct impact on the subsequent data users in later stages of the process. Director of 

trade finance tells that he encourages the sales people to ask information directly 

from customer itself. Traditionally this has been conceived as a sign of mistrust and 

sales people haven´t been keen to ask information from the customer directly, but 

in the current economic environment it has become totally acceptable and should 

not be avoided anymore. 

Interviewee describes the case company as centrally managed, which means that 

the concepts, rules and processes are managed in a centralized fashion from the 

global headquarters.  According to them this means that the rules concerning the 

credit checks and customer identification are good and comprehensive, but it would 

require resources to ensure rule compliance globally. Currently there are not enough 

resources to do this, which in practice mean travelling to all local locations to train 

and check the rule compliance. Currently the case company suffers from credit loss 

reaching annually to millions of euros, most of which could be prevented by more 

strict following of the set rules about customer identification and analysis. Better 

following of the rules would also help to prevent delays in payment, which decrease 
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working capital and cause harm to company key performance indicators. Avoiding 

credit loss and making sure the good timeliness of invoice payment increases the 

stakeholder value of the case company. 

The main issue with data quality is incorrect data, for example incorrect name or 

business identifiers. Duplicates aren´t very relevant to the interviewee. Issues with 

data correctness can prevent any mass checks that otherwise could be done to 

reduce manual work. 

When asked about improvements that could be done to customer data content 

interviewee mentions the parent/subsidiary information, meaning the information 

if the company is owned by another company or a group, or if it owns other 

companies. This information is not currently stored as part of customer master data, 

though it would help in the process of analysing the customer. Not only it would 

help with finding out the ownership and affiliation of the customer to prevent doing 

business with sanctioned parties it would also help with the financial analysis, since 

the financial status of a parent company will likely reflect into the financial status 

of its subsidiaries. 

 

Summary of interview 

 Focus on customer identification in order to perform reliable credit checks 

and avoid doing business with sanctioned customer or in sanctioned 

countries 

 Good quality customer master data is the basis for reliable customer 

identification 

 Unreliable credit checks could lead to financial losses, doing business with 

sanctioned customers or countries could lead to major fines and 

imprisonment 

 Sales persons have a vital role in creating good quality customer data, so 

sales incentives need to be developed to accommodate this 

 Parent/subsidiary information of customer company would improve in 

determining financial status and ownership of customers  
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4. Analysis of case company and interviews 

This chapter is divided into three parts. In the first part the findings from the 

comparison between literature and practices in the case company are discussed. In 

the second part the interviews are discussed and analysed. The third part contains 

the recommended actions which the case company could implement in order to 

increase the value which it derives from its customer master data. 

  4.1 Comparison of case company and theoretical background 

In this chapter the findings from the literature and the actual policies and practices 

that are in place in the case company are being compared and analysed. The 

discussion is divided into five areas: Master data concept, data ownership, holistic 

view of customer, data hub and integrations, and data quality. 

4.1.1 Analysis of master data concept 

The data that is considered customer master data in the case company corresponds 

well with the definition of customer master data and the characteristics that have 

been used to describe it in the literature. Berson et al. (2011, p. 6) define master 

data as the business critical entities, relationships and attributes that are widely used 

across the organization. The attributes that the case company stores in the data hub 

as customer master data also follow this definition. The customer database is 

certainly a business critical resource, and name, address, business identifiers and 

relationships are widely used by multitude of IT systems across the case company. 

Two of the other characteristics of master data are that the data content is static and 

doesn’t change frequently, as well as that the number of items is quite constant over 

time. The content of the customer master data in the case company can be 

considered being static. If the quality of the data is good the only occasions when 

changes to the data are required are after real life events have taken place, such as 

when customer has changed their name, or when the case company has ended its 

relationship with the customer. Data cleanses may change the content of the data, 
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but this should not be considered as an actual change in the data but rather that the 

data is being corrected to be what it was supposed to be to begin with. 

Also the number of customer master data items is quite constant over time in the 

case company. Some new customers are acquired and the relationships with some 

customers come to an end, but the total number of customers changes slowly. The 

data migrations from old legacy systems to the data hub can give the impression 

that the number of customers is increasing rapidly, but in fact the number of 

customers is not changing in the migration process but rather just the location of 

the customer data is changed from the local system to the global data hub. So also 

the number of customer data items in the case company can be considered quite 

constant over time. 

The data content of the case company customer master data originates almost 

entirely from the real world instead of within the company, which is again a 

characteristic of master data. The name and registered address of the company, as 

well as the location addresses and business identifiers are all data that originates 

from outside the company, usually from a local company register or the customer 

itself. In other words, the customer master data of the company exists on its own 

and in order to exist does not require any other data from within the company. 

The comparison between the master data definition found from literature and the 

customer master data definition in the case company is summarized in table 7. 
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Table 7 Master data definition and customer master data in case company 

 Master data definition 
Customer master data in case 

company 

Distribution 
Widely distributed in 

organization 

Same data used by many different 

business areas and country 

organizations 

Systems 
Maintained in multiple 

systems 

Distributed from data hub to 

multiple operational systems 

Significance 
Significance is 

disproportionally high  

A lot of resources allocated to 

ensuring good quality of data, bad 

quality is harmful 

Speed of change 
Static, do not change 

frequently 

Once cleansed data doesn´t change 

often 

Source 
Information originates 

from the real word 

External local company registers 

and customer themselves are the 

source for the data 

Amount over 

time 

Number of items quite 

constant over time 
Number of items quite constant 

Independence Exists on its own 
Originates from external sources so 

exists on its own 

 

Thus it can be stated that the concept of customer master data is in agreement with 

the definition of master data found from the literature. It can then be assumed that 

there are no major issues with the concept itself and no significant changes are 

needed to the concept at this time. 

4.1.2 Analysis of data ownership 

The roles of customer data owner and customer data steward in the case company 

are well aligned with the description of the roles given by Berson et al. (2011, p. 

116-117) though the roles are not so clear cut in the case company. The customer 

master data owner manages many of the tasks that are being performed by the data 
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steward, and they are situated in the organization so that the customer master data 

owner is the manager for the customer data steward. This ensures an aligned way 

of working as well as a good line of communication when managing and developing 

the data content, concept and rules. 

In the case company organization the customer master data owner and steward are 

currently situated in the organization set up for the global ERP implementation 

project, so they belong more to business than IT organization. This corresponds 

with the statement of Berson et al. (2011, p. 116-117) that the master data owners 

don´t usually belong to the IT organization. The placement of the master data owner 

and steward, as well as their related team, has been changing frequently over the 

past few years, suggesting that the correct location of the customer master data team 

in the company structure is not yet clear. Also the temporary nature of the ERP 

implementation project raises a concern of the continuity of the customer master 

data concept development. 

Also, for the past year the case company has not had an appointed customer master 

data owner since the place was left empty due to personnel changes. This has meant 

that there is currently no-one to set the direction for the customer master data 

development. Since the concept, processes, roles and rules were established when 

the last owner still held their position the customer master data is being managed 

day-to-day as intended. The issue arising for the lack of an owner of customer is 

that there is no-one able to make long term analysis or plans about how customer 

master data concept should be developed in the company and how it could be 

utilized in order to create more value. The current management of the data steward, 

customer master data manager and the other resources working with the customer 

master data are mostly concerned with daily operations and arising issues, 

development of IT tools and fine tuning of processes, concept and rules. The lack 

of customer master data owner thus puts a stop to the long-term development of 

customer master data and hinders its ability to react to changes that are occurring 

in the company, which could eventually lead to deterioration of data and its 

usability. 
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4.1.3 Analysis of holistic view of customer 

The case company has already established customer master data management and 

related IT systems that build the foundation for creating a holistic view of their 

customers. Customer master data is being stored in the data hub and from there it´s 

integrated into other systems within the organization. As Berson et al. (2011, p. 

329-330) states a customer can have multiple different relationships with the 

company, and this is true also with the case company, since a customer company 

can be assigned two roles within the data hub: customer and supplier. This enables 

a better understanding about the relationship which the case company has with its 

customers and if used correctly could be the source of developing those 

relationships further in a way that could benefit both parties. 

The established master data and master data management also enable the company 

to build a more holistic view of its customers since it enables the visibility over the 

boundaries of business areas and country borders. By viewing all the transactions 

that the case company has with the customer the real significance of the customer 

can be determined. For example, if the customer data was not stored as customer 

data the company could be doing business with a customer in all of its business 

areas and in multiple countries, but it might be that from the point of view of any 

individual business area or country organization the customer would be only of 

minor or medium importance. But when all of these relationships are combined into 

a single view it can be seen that the customer is in fact a significant one. 

Though this kind of analysis is currently technically possible the case company is 

able to perform this sort of analysis only partially. From the current reports it´s 

possible to view the extent of the customer relationships, i.e. which business areas 

and country organizations are doing business with the customer and with what 

frequency, but for example a financial analysis of the customer as well as the 

analysis on the potential of the customer and how to develop the customer 

relationship are not yet possible due to the lack of processes and ownership. 
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4.1.4 Analysis of data hub and integrations 

As described by Berson et al. (2011, p. 15), the cleansed and enriched master data 

is stored in a system called data hub from where it´s sent to other systems to be used 

across the organizations. This is true also for the case company which utilizes a data 

hub in order to store, manage and distribute its customer master data. Out of the 

four data hub architecture styles described in chapter 2.1.3 the data hub used in the 

case company represents the transaction hub style, which out of the four options is 

the most advanced and centralized way of storing master data (figure 7). In the 

transactional style hub as well as in the case company the data hub is the primary 

source and master of the data, and contains all of the attributes that have been 

associated with master data. Likewise, in the transaction style hub and the case 

company data hub the data is managed directly in the data hub from where the data 

is sent to other systems. 

 

Figure 7 Data input in transactional style hub 
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By storing all of the attributes in the data hub and maintaining the data there directly 

the company is also able to centralize and control the maintenance of its customer 

master data. If the data hub was used only as a reference catalogue as in the external 

reference style hub (figure 8), or as a tool linking data objects across operational 

systems that are the masters for the data, it would be very difficult to set up a process 

where the data could be managed in a centralized way globally since there would 

almost certainly be issues with accessibility and authorization. By focusing all of 

the customer master data in a single data hub it´s easy to make all of the data 

accessible for a carefully defined group of people who are allowed to maintain the 

data globally. Centralizing the data and the maintenance in this manner also makes 

it much easier for controlling that the data is handled according to agreed rules and 

processes. Thus a direct link can be seen between the chosen data architecture and 

the defined processes. 

 

 

Figure 8 Data input in external reference style hub 

 

In order to work as a key player in the creation and maintenance of master data the 

data hub needs integrations to other systems. A data hub without integrations is just 



 

58 
 

a loose depository of data but with integrations it becomes the centre of master data 

structure. As stated by Berson et al. (2011, p. 129), the synchronization of the data 

between the data hub and other systems can occur periodically or in an ongoing 

basis. In the case company it has been decided that the synchronization can be 

triggered on demand whenever needed. There are instances when a data update 

needs to be visible in the operational systems as soon as possible. In these cases the 

periodical synchronization would be too slow and wouldn´t meet business needs. 

The data synchronization can be triggered only from the data hub and so has to be 

done by one of the people that are authorized to maintain the data. The integration 

works fast and usually takes no more than a couple of minutes for the change to 

become visible in the integrated systems. This enables quick reaction times in 

urgent situations, and also the instant verification from the operational system that 

the data synchronization has been successful, thus making sure the data is kept 

consistent across the systems. 

The data hub and the integrations to other IT systems are working well to meet the 

demands of both local business and the processes maintaining the customer master 

data. No major development needs concerning the data hub nor the integrations 

were found at this time. 

4.1.5 Analysis of data quality 

The definition of good data quality in the case company closely follows the 

definition given by Orr (1998, p. 67) which is that data quality is the measure of 

agreement between data views presented by information system and the same data 

in the real world. Since all of the attributes maintained as customer master data in 

the case company originate from outside of the company, mostly from local 

company registers or customers themselves, it´s obvious that data quality is defined 

as the measure of agreement between the data in the system and the data in the real 

world. The higher the correspondence between the data from the outside source and 

the data in the system is the higher the quality of that data is considered. 
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Though the definition of good data quality is simple the definition of a suitable level 

of data quality is a more complex issue. Tayi et al. (1998, p. 57) states that the 

suitable level of data quality is usually not determined by having perfect data 

without any errors, but rather it should be determined by its fitness for use for the 

specific company, i.e. how that data quality matches the needs of the most important 

data users. The target level of data quality in the case company can be seen both 

contradicting and confirming the statement Tayi et al. make. On the other hand the 

case company has set close to perfect data as the optimum data quality, meaning 

that all stored attributes should correspond exactly with the real world sources. 

According to Tayi et al. (1998, p. 56) this kind of aspiration to perfect data quality 

is not only very expensive but also usually unnecessary. But with a closer look it 

can be seen that the case company has taken into account the needs of the most 

important data user in choosing the desired level of data quality. 

First of all, there is only a limited number of attributes stored in the data hub as 

customer master data. These are the attributes most needed by the end users. By not 

storing massive amounts of attributes as customer master data the case company 

has reduced the effort needed to maintain the data and eliminated the costly and 

unnecessary maintenance of data that is not needed by end users. This also 

eliminates the data quality issue described by Orr (1998, p. 68) stating that 

companies tend to store as much information as possible resulting in large amounts 

unneeded data with rapidly deteriorating quality. Since the case company stores 

only the data they know is needed as customer master data that will not only make 

the maintenance of that data easier but it will also prevent any masses of 

unnecessary data from being accumulated into the data hub. 

Even more importantly there are comprehensive country rules in place. These rules 

define which attributes are required for any particular country which is again 

determined by the needs of the data users which in turn are dictated mostly by the 

local legislation. By determining the required attributes according to the local end 

user needs the effort of trying to maintain the data in unnecessary attributes is 

removed. So though it might seem that the case company is unnecessarily trying to 

achieve perfect data quality it is in fact attempting to do so only for carefully 

selected attributes instead of all of its customer master data attributes. This is 
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according to Tayi et al.’s (1998, p. 56-57) definition of a suitable level of data 

quality since it originates from the needs of the data users. 

Case company’s customer master data quality can be also viewed from the 

viewpoint of Wang’s description of data quality categories and dimensions in order 

to analyse which factors have been taken into account in the case company’s 

attempt to reach suitable level of customer master data quality. 

The intrinsic information quality dimensions, which are accuracy, objectivity, 

believability and reputation, are the qualities most often recognized when 

considering data quality. All of these have a big importance in the case company. 

Data accuracy is being achieved by creating strict rules according to which the data 

is checked, created and maintained in the data hub. Using external sources as the 

source of the information ensures objectivity. Both of these, objectivity and 

accuracy then impact heavily in the latter to dimensions, believability and 

reputation. By creating and maintaining accurate and objective customer master 

data the case company can improve the believability and reputation of the data 

among data users and ensure them that they´re able to trust the data they receive 

from the data hub. 

The accessibility of the data has also been considered in the case company. There 

are no restrictions in the data hub, so all users that have access are able to view all 

information stored in the system. This is why the access to the data hub is heavily 

restricted. This is a quite basic way of managing access to the data. A more versatile 

and flexible method for managing the visibility to data has been built in the CRM 

and ERP systems where different user rights and roles can be used for allowing user 

to see only the customer information that they need and should be able to see. This 

also promotes the ease of operations dimension of data quality since it´s usually 

easier for the user to find the customer they are looking for and generally navigate 

in the system when they are only able to view the customers they need instead of 

the whole global customer database. Controlling access rights also promotes the 

security of the data. 

From the contextual information quality dimensions the relevancy and amount of 

information are related to the country specific rules which govern the fields that 
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should be maintained for the customers located in each specific country. Timeliness 

and completeness are then controlled by the processes of data maintenance. It has 

been recognized that good quality data can add value as well as that bad quality data 

can harm the business, but the value good quality data add is hard to determine and 

there have not been comprehensive efforts for determining this in the case company. 

Representational information quality dimensions are harder to identify just based 

on data, systems and processes since they concern the interaction between data and 

the data user. Interpretability and ease of understanding are dependent on the 

reaction of the data user to the data and haven’t been measured in the case company. 

Concise and consistent representation are more related to the way the data is 

displayed in the system interface, but these dimensions have not been explored 

either. 

When considering all of the data quality categories and dimension compared to the 

data quality objectives in the case company it´s clear that some data quality 

dimensions have been acknowledged and addressed more thoroughly than other. 

This is not necessarily an insufficiency since some dimensions can be more 

significant and valuable than others as their nature. The emphasis on the most well-

known data quality dimensions such as accuracy and accessibility have naturally 

gotten the most attention in the case company and have had the most impact in the 

way the customer master data is managed. It is possible that by exploring the 

remaining less known data quality dimensions further development could be made 

to advance the data quality in the case company. 

Because of problems created by old bad quality data in the data hub there have been 

several mass cleanses of pre-existing data during the past few years but a significant 

amount of old bad quality data still remains in both data hub and the integrated 

operational systems. Further cleanses in data hub are required in order to improve 

the overall customer master data quality and ease the data migration and data 

maintenance processes. There currently is a lack of authorization due to the 

customer master data owner position not being occupied which is making the 

implementation of the mass cleanses more difficult. Filling the role of the customer 

master data owner would help in these data quality efforts. 
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Orr (1998, p. 68) states that if data quality is not measured there will probably be 

quality issues with the data. This is only partially true in the case company. Though 

there currently is no reliable data quality report in place it can be assumed that the 

data quality issues are not as bad as they might be. The actual level of data quality 

is hard to determine without an working data quality report, but occasional analyses 

done from the customer master data in the data hub suggest that though there are 

still large amounts of old bad quality data remaining the mass cleanses and the good 

quality of the new data that is created have improved the overall data quality in the 

data hub. A reliable customer master data quality report would enable the case 

company not only to be aware of its actual customer data quality but also to follow 

the progress of the data quality and see the impacts of the cleansing efforts. 

Since the definition of data quality in the case company follows closely to the 

definition found in the literature there are no development needs concerning the 

data quality definition found from this comparison. However, development needs 

can be found from defining and measuring data quality since it´s currently difficult 

without a working data quality report. Also the authorization issues concerning 

mass data cleanses in data hub also need to be resolved. Additionally, research on 

the interaction between the data user and the customer master data might reveal new 

development needs and opportunities. The comparison between findings from 

literature and findings in case company concerning data quality are summarized in 

table 8. 
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Table 8 Data quality findings in literature and case company 

 Findings from literature Findings in case company 

Data quality 
definition 

Measure of agreement 
between data in systems 
and same data in real 
world 
 

Correspondence of data in 
systems and data in external 
sources 

Desired level of 
data quality 

Fitness for use, according 
to end user needs 

Mandatory attributes and 
formats defined according to 
end user needs 

Bad quality data 
Quality of unused data 
deteriorates quickly 

Massive amounts of unused 
historical bad quality data in 
data hub 

Data quality 
measurement 

If data quality is not 
measured there will likely 
be major data issues 

No reliable data quality report 
available, occasional analyses 
done 

4.2 Interview findings and analysis 

From the interviews conducted in the case company several improvement ideas 

were discovered. From these there were two topics that were mentioned by more 

than one interviewee and can thus be considered more significant than the others. 

These topics were the importance of the data end users and the holistic view of 

customers. The discussion on holistic view of customers is further divided into two 

sections: Developing reporting tools to accommodate more advanced analysis and 

linking customers to each other in the data hub. 

4.2.1 End user significance 

The significance of customer data end users to data quality were mentioned by 

multiple interviewees. The customer data end users, in this case especially local 

sales people, are actively involved in the very beginning of the customer master 

data lifecycle since they´re initiating the customer relationship and providing the 

initial customer information for the creation of customer data. This is why they have 
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a great significance to the quality of the data that is created and to how the customer 

relationship is managed. 

The Director of trade finance pointed out the significance of the local data users 

since they have an important role in customer identification and eventually avoiding 

potential sanctions and credit losses. By changing the incentive of sales from just 

the amount of received orders to include also the profit and timeliness of the 

payment would encourage to more extensive background checks and analysis of the 

potential customer. 

The director of service business development also brought up the point-of-view of 

the frontline and data users. Since the implementation and success of processes, 

rules and terminology created and maintained in the global level heavily depend on 

how they´re understood and accepted by the local users more communication is 

needed to ensure agreement between all parties. The processes and rules need to be 

understandable and easy to follow, otherwise they will just be ignored which will 

have a negative impact on the data quality. 

A better communication with the data end users was also called for by the process 

and training owner for sales and CRM who gave an example of how customer 

master data is being corrupted due to insufficient training or insufficient system 

functionalities. Preventing this sort of issues also requires better communication 

with and understanding of the local data users. Systems and process training should 

also be readily and globally available for users in order to maintain good 

understanding of rules and processes and also the significance and importance of 

following them. 

According to the director of service business development more local perspective 

is also needed when planning the data migrations from the local legacy systems to 

the global ERP system. Currently different data migration teams handle different 

data at different times, so for example local data owners might have to deliver 

customer name and address information at one point of time and the information 

about customer assets and agreements with the customer at some later point in time. 

From local point of view it would most likely be much easier to hand over all of the 
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customer master data at once. The best solution from both local and global 

implementation point of view needs to be discussed more carefully. 

4.2.2 Advanced holistic view of customers 

Almost all of the interviewees mention creating a holistic view of customers as the 

next big customer data development trend in the case company. This includes many 

different aspects, such as grouping and linking customers, developing reporting and 

doing extensive analysis of customers, but the target of them all is to create better 

understanding of customers in order to choose the most important ones in order to 

develop a more advanced customer relationship with them. 

Two of the interviewees brought up the subject of grouping customers in order to 

use different approaches and processes for different kind of customers. The process 

and training owner of CRM and sales suggested a traffic light system to indicate 

which customers are active and which are not. This would enable focusing on the 

most active customers and disregarding or rediscovering the not-so-active 

customers. This method could be implemented in the CRM system using the CRM 

operational data as a starting point. 

The head of marketing and sales analytics uses operational data to group customers 

into different categories and to analyse what kind of sales activities are most 

effective for different kinds of customers. This kind of analysis is already being 

done, but not globally and not in any systematic way. With management support 

and process development it would be possible to implement such analysis more 

widely in order to target local sales resources more effectively. 

The grouping of customers in order to target suitable sales activities is already 

possible with the reports and technical solutions available. However, it only targets 

larger masses of customers and on quite general level. In order to create a deeper 

understanding of profitability and importance of individual customers development 

is needed in two areas: reporting and linking customers to each other. 
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4.2.3 Reporting tool development 

The major development need concerning reporting concerns combining data from 

the ERP and CRM systems into the same reports. This would enable the case 

company to gain visibility to the actual profitability and significance of customers, 

instead of relying on e.g. sales reporting, which can be misleading. It would also 

enable all transactions of the customer to be traced from the initial sales case all the 

way to delivering the goods or services and invoicing, thus creating a more holistic 

view of how the case company does business with any particular customer. 

Though the data that would be combined in the reports would be operational and 

financial data, the basis of the reports would be built on customer master data which 

is used in identifying the customers. Thus good quality customer master data is 

essential to the success of this kind of reporting development. The case company 

has already recognized the need for such reporting development and some 

development actions are already ongoing, so now it must be ensured that the 

development is continued and suitable reports are implemented and supporting 

processes established. 

4.2.4 Linking customers into groups 

Currently the highest level of customer hierarchy in the case company is the legally 

registered entity that has its own business IDs and can be found from local country 

company register. However, many such companies are not actually independent 

companies but are part of an international corporation. For example Toyota is a 

huge multi-national company that has been registered in multiple countries and can 

be found from the local company register of each of these countries with different 

local business IDs. If Toyota was a customer of the case company each of these 

local registrations would be considered as an independent customer and the total 

global significance of the entire Toyota corporation as a customer could not be 

determined with current reporting tools. 

In order to gain a true understanding of the value of a customer it first has to be 

established what actually is considered as a customer in the context of reporting and 
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customer relationship management. If we consider the Toyota example presented 

above, each of the local registrations of Toyota corporation could be considered as 

an individual customer since they are separately registered legal entities. However, 

this would not give a holistic view of Toyota corporation as a customer. In order to 

gain the holistic view these locally registered subsidiaries need to be linked together 

somehow so they can be viewed together as a single entity. The linking of separate 

legal entities could be done using two different methods: Company groups or 

hierarchy attributes. 

Hierarchy attributes are fields in the data hub which would enable all of the local 

subsidiaries of a corporation to be combined under a single customer record 

representing for example the global corporate headquarters of the customer (figure 

9). This would be a quite simple solution but it would require the concept and rules 

to be adjusted accordingly as well as processes to be developed. A data cleanse 

would also be required since though the data field for this attribute does exist in the 

data hub at the moment it´s not part of any maintenance process so the sporadic data 

it might contain is almost definitely of poor quality. 

The other method for linking customers is the company group concept that has 

already been partially defined in the case company. The company group differs 

from the hierarchy solution only slightly. Both are present in the data hub as an 

attribute, but when the hierarchy attribute combines the local registrations under a 

single global customer record the company group attribute is just a value that is the 

same for all of the customer records within a single company group (figure 9). The 

company group attribute value can be for example TOYOTA for all the customer 

records that are chosen for the Toyota company group. This attribute can then be 

used in the reporting to combine the individual customers. Additional clarification 

of concept and development of processes and rules is required before company 

groups could be efficiently utilized for linking customers. 
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Figure 9 Linking customers with hierarchy attributes or company groups 

 

Compared to the hierarchy solution the company group solution has the advantage 

that it can be used as a base for the key account management processes that could 

be established with the most valuable customers. Company groups also already 

have some concept, rules and processes established. On the other hand the hierarchy 

solution could be used also for smaller multi-national customers, for example 

customers having only two locations, each in a different country. For this kind of 

scenarios the company group method could be a too heavy solution. Additional 

research on user needs is required so it can be established if either of these methods 

is preferred or if a combination of the two is the best solution. 

4.2.5 Customer portal integration 

The customer master data quality issues in the case company have mostly internal 

effects within the company and affect external customers only indirectly. The 

exception to this is the customer portal which combines information from 

operational systems and remote equipment monitoring devices to create customer 

reports and analytics that the customer can view themselves. Since the customer is 
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also able to view their own name and address data in the portal any errors in this 

data are also visible to the customer. 

Since the lack of and integration between the data hub and the customer portal 

makes it tempting to correct the data only locally without requesting the changes 

also to the data hub an integration would not only increase the data quality in the 

customer portal but also free resources that are currently tied to the local 

maintenance of the portal customer data. The increased data quality in the portal 

would increase the reliability of the portal and eventually customer satisfaction. 

There is also a possibility, as mentioned by the director of service business 

development, of outsourcing the checking and confirming of customer data in portal 

to customer themselves. Getting the customer to check their own information and 

then informing the case company if corrections are required would ensure the 

customer information is correct and up to date. 

The customer portal is not yet a major part of the case company’s offering, but 

considering the growth in digitalisation during the last decade it´s clear it´s an area 

that has great potential for growth. Through the customer portal the case company 

is able to distinguish itself from its competitors and create competitive advantage. 

However, this requires, among other things, that the customer portal presents the 

customer with correct data in a comprehensible format, and that the data is 

consistent throughout the transactions the customer has with the case company. 

This in turn requires data synchronization between the data hub and the customer 

portal as well as development of processes concerning the maintenance of the 

customer portal data. 

4.3 Recommendations for actions to increase value 

This chapter contains the development areas and recommendations for their 

execution found from the comparison of case company practices and literature, and 

by analysing the interviews conducted in the case company. These 

recommendations aim to help the case company to gain additional value by 

developing the ways it utilizes its customer master data. 
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4.3.1 Focus on end users 

Though the relationship between data quality and the value of data has not been 

thoroughly researched as stated by Otto et al (2009, p. 237) the research done by 

Snow (2008, p. 1) and Redman (1998, p. 79-82) suggests that there is a connection 

between poor data quality and increased costs or lost revenue. Thus it can be 

assumed that the value created with good quality data comes from not only from 

utilizing the data to create value but also from preventing losses that might result 

from bad quality data. Thus in order to increase the value that can be created with 

good quality customer master data the case company must ensure that the quality 

of the data is maintained and improved. This is the reason the local data end users 

need to be taken into account when considering how to add the value created from 

customer master data in the case company. 

Centralized global data maintenance processes can make the physical and mental 

distance between the data users and the people maintaining the data extensive. In 

order to reduce at least the mental distance and to ensure a good understanding 

between local and global levels the following actions should be considered. 

1. Development of sales incentives 

If the profit and timeliness of payment would be added to the sales 

incentives in addition to current orders received this would encourage more 

thorough background analysis of new customers. Management support, 

report development and end user training would be required. 

2. Promote and encourage the discussion between global data 

management and local data users 

Discussion on at least the following subjects is required: 

 Processes and rules 

 Terminology 

 Communication methods 

3. Considering also local perspective in data migration planning 

4. Making process and tool training available for end users 
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Added value: Improvement of customer master data quality enables more effective 

and reliable utilization of customer master data in case company. Better 

communication between global and locals levels ensures better rule compliance on 

local level and more comprehensive understanding of data users on global level. 

Taking local perspective into consideration in data migrations improves 

cooperation of the local organization which increases the chances of performing the 

data migration successfully. Making process and tool training available for end 

users improves end user skills and consequently the quality of the data they create. 

Improved data quality makes credit checks and identification of sanctioned 

customers more reliable thus reducing credit losses and risk of financial losses due 

to violating sanctions. 

 

4.3.2 Targeting sales activities and creating holistic view of customer 

In order to choose most suitable approaches and sales activities and to target sales 

activities on the most profitable customers large scale analysis on customers is 

needed. 

1. The possibility of an indicator in CRM of customer activity to be 

researched 

An indicator showing customer activity would enable better visibility to the 

activity of customers and would enable more efficient targeting of sales 

activities. Technical development in CRM would be required after 

determining the criteria and implementation of the indicator. Also process 

development and end user training would be required. 

2. Global implementation of sales analytics to be researched 

More advanced sales analytics would enable sales persons to target sales 

activities for efficiently. This would require major changes in the sales 

management and would require extensive management support globally. 
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Added value: The ability to analyse customers in order to find the most suitable 

and effective sales activities to any particular customer type would make sales 

activities more efficient and enable the targeting of resources into the most potential 

and profitable customers thus increasing total sales and gained revenue. 

In order to create a holistic view of customers to identify most profitable, potential 

or otherwise important customers so that a more extensive customer relationships 

can be developed with them the following actions should be considered: 

1. Completing reporting development 

Combining data from CRM and ERP systems into same reports would 

enable much more extensive analysis of customers than is currently 

possible. Activities towards the realization of this kind of development are 

already initiated, so now the focus has to be on finishing the implementation 

and researching carefully all of the possible ways the new reporting could 

be utilized with the greatest efficiency possible. 

2. Finding the correct method for linking customers 

The two methods of linking customers together should be researched in 

order to find the optimal solution to fulfil business needs to the greatest 

possible extent. These business needs first need to be investigated and 

thoroughly researched. Also a combination solution should be considered 

where the hierarchy method would be utilized for smaller customers and 

company groups for the larger customers with whom the company might 

want to develop their relationship further. After a suitable solution has been 

found concept and process development would be required. 

Added value: Implementing advanced reporting would enable a more detailed 

analysis and discovery of the truly profitable and most significant customers. 

Building a closer relationship with them would not only increase customer 

satisfaction but also increase sales and revenue.  
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4.3.3 Customer portal development 

In order to improve the usability and trustworthiness of the customer portal an 

integration between customer portal and data hub should be implemented. Before 

implementation the following actions should be considered: 

1. Data cleanse in customer portal 

Data comparison the data in customer portal and the data in data hub should 

be performed. If data differs the correct, most recent data needs to be 

determined and the data hub updated accordingly. 

2. Re-thinking of visible customer information 

Since there are currently issues with identifying different customer locations 

adding location addresses to the data displayed to the customer should be 

considered. If data checking is outsourced to customer adding also other 

fields should be considered. 

3. Disabling local edit rights 

When integration is implemented updates to the portal data come from the 

data hub and there should be no possibility to edit the data locally in the 

customer portal. 

4. Training end users 

End user training is needed to ensure all users know how to react when 

encountering incorrect data that needs to be changed. 

5. Investigating outsourcing customer data checking to customer 

By creating proper processes and incentives it might be possible to 

outsource the checking and confirming the customer data to customer 

themselves, since they have the best knowledge of themselves. Advantages 

and feasibility need to be researched. 

Added value: Data cleanse increases customer data quality in the customer portal 

thus increasing customer satisfaction and portal usability. Re-thinking of visible 

fields also increases customer satisfaction and the usability of the portal. Improved 

usability and reliability of the portal would also improve the image of the case 

company in the eyes of the customer. Disabling local edit rights prevents users from 

changing the data directly in the portal thus ensuring good data quality in the portal. 
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 End user training ensures proper reaction to errors in data which increases customer 

master data quality. The possibility to outsource checking of customer data to 

customer themselves would also improve data quality. 

 

4.3.4 Other areas for development 

Appointing customer master data owner 

The role of customer master data owner needs to be filled in order to ensure the 

continuation of long-term development of customer master data. Data owner is also 

needed for taking responsibility of data content, to ensure the continuing 

improvement of data quality and to establish new ways to utilize the data in order 

to create additional value. In order to fill the position of the customer master data 

owner the definition of the role should be clarified in order to find out the 

requirements according to which a suitable person can be found.  

Added value: Ensuring continuous long-term development of concept, content and 

utilization of customer master data so new ways of gaining value from the data can 

be found and existing ways can be developed further. 

 

Developing a data quality report 

A report measuring customer master data quality in the data hub should be 

developed. The development requires the selection of suitable KPIs as well as 

cooperation between the customer master data steward and the IT department of the 

case company. 

Added value: Better understanding of data quality of the case company’s customer 

master data resource enables the case company to see which data quality 

improvement actions are needed and how the data quality develops over time. This 

also enables the further analysis of the correlation between data quality and value 

gained from the data. 
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Performing mass cleanses in data hub 

Further mass data cleanses should be carried out in the data hub to remove the rest 

of the old bad quality data no removed in the previous data cleanses. Extensive 

analysis of the data is required in order to identify the data that should be removed 

and the correct party able to give authorization in the absence of data owner should 

be found. 

Added value: Increased data quality in the data hub enables more effective 

utilization of the data and more reliable analysis of customers. It also makes data 

migrations into the data hub easier thus freeing up resources. 

 

The recommended actions and the value that could be gained by implementing them 
are summarized in table 9. 
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Table 9 Summary of recommended actions and value the gained from taken actions 

Area of 

development 
Recommended actions Value added 

Focus on end 

users 

1. Development of sales 

incentives 

2. Promote and encourage the 

discussion between global data 

management and local data users 

3. Considering also local 

perspective in data migration 

planning 

4. Making process and tool 

training available for end users 

Improved customer data 

quality creates a more reliable 

foundation for customer 

master data utilization. 

Decreased credit losses and 

reduced risk for financial 

losses.  

 

Targeting sales 

activities 

1. The possibility of an indicator 

in CRM of customer activity to be 

researched 

2. Global implementation of sales 

analytics to be researched 

More efficient sales activities 

and targeting of resources. 

Increased sales and revenue. 

Creating 

holistic view of 

customer 

1. Completing reporting 

development 

2. Finding the correct method for 

linking customers 

Identification of most valuable 

and profitable customers. 

More effective use of 

resources. 

Increase sales and revenue. 

Customer 

portal 

development 

1. Data cleanse in customer portal 

2. Re-thinking of visible customer 

information 

3. Disabling local edit rights 

4. Training end users 

5. Investigating outsourcing 

customer data checking to 

customer 

Increased data quality in 

portal. Increased customer 

satisfaction and portal 

usability. Improved company 

image. 

Other areas for 

development 

1. Appointing customer master 

data owner 

2. Developing a data quality 

report 

3. Performing mass cleanses in 

data hub 

1. Ensuring long-term 

development and usability of 

data so more ways to gain 

value from data can be found. 

2. Better understanding of 

quality of data resource and 

basis for further analysis. 

3. Enabling more effective 

utilization of data and more 

reliable analysis of customers. 

Less resources are needed for 

data migrations. 
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5. Summary 

The objective of this study was to find out how the case company is currently 

utilizing its customer master data and how the utilization could be improved in order 

to gain more value from the data. This work was conducted as a case study using 

an international lifting solutions provider as a case company. First a definition for 

key concepts was found from literature to provide theoretical background. Six 

interviews were then conducted in the case company in order to discover the 

development and improvement areas that data users have concerning customer 

master data in the case company. The findings from the literature and the findings 

from case company were then compared to evaluate the level of agreement of case 

company practices against the literature. Finally a list of recommended actions was 

formed aiming to help the case company to improve the utilization of its customer 

master data in order to increase the value gained from the data. The next chapters 

describe the most important findings of this study in more detail. 

In the theoretical part of this study the three key concepts were determined by 

conducting a literature overview. The concepts were master data, data quality and 

the value of data. When comparing the definition of master data provided by the 

literature to the definition currently in use in the case company it was discovered 

that the characteristics of customer master data in the case company followed 

closely the definition provided by the literature. It was also found that the definition 

of data quality in case company was very similar to the definition found in the 

literature. It was discovered that there are very little publications concerning the 

actual value of master data. Value can be gained by utilizing master data, which is 

something the case company does already at least to some extent. 

Several improvement ideas were discovered from the analysis of the interviews. 

Two topics were mentioned by more than one interviewee so it can be stated that 

these were more significant than topics that were mentioned by only one 

interviewee. The topics were the importance of the data end user and creating a 

holistic view of a customer. It was also discovered that in order to create a holistic 

view of a customer development was needed in both reporting and linking 

customers. 
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Based on both the comparison of literature and case company practices, and 

findings from the interviews a list of seven recommendations was formed. Four of 

these developments would be major and would require cooperation across 

organizations as well as IT system development. Three development 

recommendations were smaller and their implementation would require less 

resources. 
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APPENDIX 

Appendix 1: Interview questions 

General 

What is your position and main responsibilities in the case company? How long 
have you been managing that position? What is your educational background? 

What is customer master data? 

Do you know what information is classified as customer master data in the case 
company? 

How is customer master data involved in you work? Do you request new data, use 
existing data, request changes to existing data, request data to be removed etc.? 

What IT systems do you use to input/store/receive customer master data? 

Do you know who is responsible for customer master data in the case company? 

From your point of view, is there enough information/instructions available 
concerning customer master data? Is it easy to find someone to answer if you have 
questions concerning customer master data? When issues with customer data arise 
is it clear who to contact? 

What is data quality? 

What is your perception of the case company’s customer master data quality in 
general? I.e. is the data timely, accurate, relevant, accessible, easy to understand 
etc.? 

Does current data quality / data content meet your data needs? Is the data easily 
accessible? Are there any re-occurring data quality issues? 

How often do you encounter incorrect/bad quality customer master data? How the 
incorrect/bad quality data is usually discovered? What do you do when this kind of 
data is found? 

What is value of data? 

How important is customer master data in your unit´s operations/processes? 

Does data quality have any significance in your work? How significant is good 
customer master data quality in your work? Does bad quality data have negative 
effects? 

Have you experienced issues as result of insufficient data quality? What kind of 
impact have those issues had? 
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In what ways can end users currently utilize good quality customer master 
data and what actions would improve their ability to use it? 

Is there something that would improve your ability to utilize the current customer 
master data? Development in IT systems, processes, training, etc.? 

Have you encountered issues concerning the process of requesting new data or 
changes to existing data? Are the rules concerning requesting clear and easy to 
understand? 

What kind of value does the company currently gain by utilizing good quality 
customer master data and what kind of value can it gain by improving the 
usage? 

Have you initiated/performed/taken part in any data cleansing projects? Do you feel 
data cleansing/data quality improvement tasks should be done to the current 
customer master data? What could be gained from such projects? 

There have been multiple customer master data quality improvement projects done 
during the past few years and there is continuous ongoing maintenance of the data. 
Have you noticed any improvement in customer master data quality during the past 
few years? Has that had an effect on your work? 

Have you encountered situations where poor customer master data quality 
(insufficient or incorrect customer data) has resulted in increased costs or other kind 
of negative effect? 

Finally 

Is there something concerning this topic that hasn´t been asked about but which 
you´d like to discuss? 

Do you know someone else who has knowledge of this topic and who should also 
be interviewed?  
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Appendix 2: Summary of interviews 

 Product manager of digital 

services 

Director of service business 

development 

Position, case 

company 

career 

7 years, Product group 

manager for digital services 

(customer portal and remote 

monitoring solution) 

Director of service business development 

Role 

concerning 

data 

Responsibility for global 

digital services which are 

used for creating 

competitive advantage. 

Global support for global ERP 

implementations. 

Customer data has central role in 

customer relationship. Not much contact 

with actual data, more coordinating and 

confirming rule compliance. 

System(s), 

lifecycle stage 

Existing customer 

relationships. Customer 

portal. 

Data maintenance by frontline through 

reporting erroneous data. 

Data usage Customer portal is based on 

CRM system data, incl. 

customer data and structure. 

Data is taken to another 

subsystem which feeds it to 

portal. No integration to data 

hub, data maintained locally. 

Access rights also managed 

based in CRM data. 

Customer data used by service activities. 

Data quality 

perception 

Noticeable improvement of 

quality over past years. 

Not very good due to past lack of 

organized maintenance and shortcuts. 

Awareness of quality issues has 

increased, making improvement actions 

easier. 

Data quality 

significance, 

costs 

Reduced customer 

satisfaction. Reduced benefit 

and competitive advantage 

gained from customer portal 

and related services. 

There is a need to automatize processes 

(e.g. send reports and invoices to 

customers automatically), which requires 

high data quality in order to achieve 

customer satisfaction and invoice 

payments etc. 

Bad data quality not a major issue, 

mainly local official mandatory 

inspections require correct data. For 

service activities incorrect data can lead 

to time and profit loss. 

Content or 

quality 

insufficiencies 

Multiple accounts with same 

name are an issue, hard to 

differentiate. Minor issues 

with e.g. capitalization. 

Need consistency at least 

within single customer 

structure. 

Holistic customer relationship 

management not adequate. 
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 Product manager of 

digital services 

Director of service business 

development 

Development Integration from data hub 

to customer portal to 

ensure consistent data. 

Consistent naming 

practises needed. 

Outsourcing customer information 

checking to customer themselves through 

a customer portal. 

Customer data processes to be made as 

easy for frontline as possible to ensure 

rule compliance. Communication 

challenging, common and simple 

terminology needed. 

All customer related information should 

be gathered at once, not by many 

separate teams. 

Benefits from 

development 

Improved perception of 

reliability, enhanced 

company image, better 

competitive advantage. 

Increased customer satisfaction, 

increased automation, improve holistic 

customer relationship management. 
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 Group financial controller Process and training owner for sales and 

CRM 

Position, case 

company 

career 

Group financial controller, 11 

years 

Process and training owner for sales/CRM, 

5 years 

Role 

concerning 

data 

Accounts receivable 

processes, financial 

controlling on group level. 

Relay process and systems development 

needs from sales frontline to IT, owning 

and maintaining training materials. 

System(s), 

lifecycle stage 

ERP + local systems where 
global ERP hasn´t been 
implemented. 
Global ERP has improved 
visibility to customers which 
has also helped when officials 
have demanded customer 
specific sales. 

CRM and integrated reporting tools. 

New customer creation is done through 

CRM system and by sales. Data 

maintenance as part of customer 

relationship management. 

Data usage Group level and customer 

specific financial reporting 

and analysis. 

Sales processes actively create and use 

customer master data. 

Data quality 

perception 

No significant problems with 

data quality. Business IDs 

vital, but i.e. name 

incorrectness doesn´t matter. 

Data quality good for actively used 

accounts. 

Data quality 

significance, 

costs 

Duplicates make customer 
specific reporting difficult 
since they´re interpreted as 
separate customers and cause 
incorrect holistic view. 
In bankruptcy cases some 
receivables may be ignored 
since they can´t be found. 
Correct customer 
identification important for 
credit checks so that credit 
losses can be minimized. 

Enables sales and business management, 
understanding what, with whom, where 
and when company is doing business. 
From sales point of view data correctness, 
timeliness and relevancy are key 
dimensions. 
Bad quality prevents holistic view of 
customer. Makes customer specific 
reporting difficult (used by sales to support 
sales). 
Bad quality internal problem, no direct 
effect on customers. Causes confusion and 
frustration, decreases efficiency. Reporting 
corrections takes time. 

Content or 

quality 

insufficiencies 

- Corrupting data due to lack of system 

usage skills or system insufficiencies. No 

hypercare responsibility.  

No indication for accounts not recently 

used / important customers. 

Development No significant development 

needs. 

Reporting could be developed, 

but it has to be requested by 

business, how can business 

request when they don´t know 

development could be done. 

Ongoing: Reports that could utilize data 

from multiple systems (CRM and ERP) 

and would show e.g. sales margin for each 

sales case. 

Needed: Indicator showing 

active/important customers. Qualitative 

indicator to show if customer is still 

relevant or has customer relationship 

expired. For example via traffic light in 

CRM.  

Ability to link customers across countries. 
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 Group financial controller Process and training owner for sales and 

CRM 

Benefits from 

development 

Group specific reporting for 

customers could be valuable 

since it would enable the 

identification of valuable and 

profitable customers. 

Holistic reports to give transparency to 

actual profit from each customer/sales 

action, guide sales efforts to profitable 

customers. 

Ability to analyse and group customers 

based on activity and ability to develop 

different processes for different customer 

groups. 

Finding active/important customers would 

enable focusing correct sales activities to 

certain types of customers. Re-finding 

important customers and discarding 

invalid. 

Other  Some global key accounts established but 

processes not widely used, “lighter” local 

version (assigned account) more widely 

used. Requests from customers for a single 

contact person within case company. 

Improvements needed in sales analytics 

and management. 

 

  



 

86 
 

 Head of marketing 

intelligence and sales 

analytics 

Director of trade finance 

Position, case 

company 

career 

5 years, Head of marketing 

intelligence and sales analytics 

7 years, Director of trade finance, also 

head of trade export and trade 

compliance 

Role 

concerning 

data 

Development of sales activity 

management through analysis 

of sales data: Where profitable 

sales is taking place and who 

are the most profitable 

customers, in both global and 

local level. 

Development and communication of 

processes concerning customer 

invoicing and following export 

sanctions and trade compliance. 

Supporting sales people on customer 

identification policies. 

System(s), 

lifecycle stage 

Existing customers that have 

been the object of sales 

activities. 

Customer identification and credit 

checks before creating customer and 

doing business with them. Also regular 

checks to existing customers in certain 

scenarios. 

Data usage Focus on customer groups and 

trends instead of single 

customer accounts. Combining 

customers to groups and types 

and analysing behaviour of 

different customer types, e.g. 

new customers, key accounts 

or specific industry. 

Identification and analysis of 

customers to 

1. Follow regulations 

2. Identify customer 

3. Ensure profitability 

Data quality 

perception 

No interest in customer 

account details, incorrect 

names and duplicates have no 

impact. Customer has to be 

grouped correctly so quality of 

operational data is more 

important. SMA data quality is 

not sufficient. 

Incorrect data content has the biggest 

impact since they make the 

identification of the customer more 

difficult, duplicates are not so 

significant. 

Data quality 

significance, 

costs 

Difficulties in grouping 

customers, unreliability of 

analysis. 

Data quality has huge importance. 
Enables identification of customers and 
prevention of doing business with 
sanctioned customers. 
Selling sanctioned products or to 
sanctioned countries or customers 
could lead to loss of revenue, 
substantial fines, imprisonment and 
bad PR. 

Content or 

quality 

insufficiencies 

Key accounts not fully 

implemented, activities not 

customer-centric. No 

systematic monitoring of 

customer potential. 

Data quality issues rise in first 

stages of data lifecycle, in data 

creation. 

Parent/subsidiary information is not 

collected, nor is the information about 

the ownership of the company. 
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 Head of marketing 

intelligence and sales 

analytics 

Director of trade finance 

Development Grouping customers locally 

according to global rules. For 

example wider 

implementation of key account 

management. 

Combining information from 

multiple systems. 

Incentive for sales to be changed from 

orders received to actual profit from 

the sale and speed of receiving 

payment. 

Sufficient resources would be needed 

to ensure the global rules are being 

followed locally. 

Collecting ownership information 

about the customer. 

More incentives for sales persons to do 

background searches and ask for 

proper documentation directly from 

customers themselves. 

Benefits from 

development 

Finding the most important 

customer groups would enable 

development of customer 

relationships with them, which 

in turn would enable targeting 

sales activities to these most 

profitable customers. It would 

also increase the potential for 

finding new sales 

opportunities. 

More efficient, better managed 

and profitable sales activities. 

Combining information from 

CRM and ERP would enable 

profitability analysis of 

customers. 

Focus on profit would direct sales 

persons to research potential customers 

thoroughly and ensure customer is 

solvent and not sanctioned. 

Ability to identify and recognize risks 

related to certain customer and to 

adjust e.g. payment terms accordingly. 

If rules would be followed globally 

credit loss could be avoided. 

Reducing shareholder risk and 

increasing stakeholder value. 

Other Ownership, process 

development and leadership is 

needed. Benefits are hard to 

see since they would require 

the actions to be done first. 

 

 

 

 

 


