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📖  How to Use This Playbook

This playbook is designed to be actionable. Each chapter includes frameworks, decision trees, and
checklists you can apply immediately. Start with Chapter 1 to understand your current state, then

work through the framework chapters to build your implementation plan.
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The Cost of Data Silos
Why fragmented data is your biggest hidden liability

Data silos aren't just an IT problem — they're a business problem. When your customer data lives in

CRM, your financial data in ERP, your marketing data in campaign platforms, and your operational data
in spreadsheets, you're not just missing insights. You're actively losing money.

£12.9M Average annual cost of poor data quality for enterprises
— Gartner Data Quality Market Survey, 2023

The Hidden Costs

Cost Category Typical Impact How It Manifests

Duplicated effort 15-25% of analyst time
Multiple teams building the same reports from

different sources, getting different answers

Decision latency 2-4 weeks per decision
Waiting for IT to pull data, reconcile sources, and

validate accuracy

Missed opportunities 10-15% revenue leakage
Can't identify cross-sell opportunities when sales

and service data are separate

Customer experience 20% higher churn
"I already told you this" — customers repeating

information because systems don't share

Compliance risk
Up to 4% of revenue

(GDPR)

Can't respond to data subject requests when you

don't know where all the data is

The Silo Audit: Where Are Your Silos?

Most organisations underestimate how fragmented their data really is. Use this checklist to identify your

silos:

System Silos

☐ CRM (Salesforce, HubSpot, etc.)

☐ ERP (SAP, Oracle, NetSuite)
☐ Marketing automation

☐ Customer support/ticketing

☐ E-commerce platform
☐ HR/Payroll systems

☐ Financial systems

☐ Legacy/homegrown applications

Shadow Silos

☐ Departmental spreadsheets

☐ Personal databases
☐ Email attachments

☐ Shared drives

☐ Third-party SaaS tools
☐ Vendor-managed data

☐ Acquired company systems

☐ Regional/local systems

⚠️  The Spreadsheet Problem

The average enterprise has 500+ business-critical spreadsheets floating around. These
"shadow systems" often contain the most up-to-date data — and the highest error rates. Any

unification strategy must account for them.usermode.ai Page 3 of 10
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The Unification Framework
A proven four-phase approach to unified data

Data unification isn't a project — it's a capability you build over time. Our framework breaks the journey

into four distinct phases, each with clear deliverables and success criteria.

PHASE 1

Assess

Weeks 1-4

Inventory all data sources
Map data flows and dependencies

Identify key entities (customers, products,

etc.)
Document current pain points

Prioritise use cases by value

PHASE 2

Connect

Weeks 5-10

Establish integration architecture
Build data pipelines

Implement change data capture

Set up API connections
Configure data landing zone

PHASE 3

Harmonize

Weeks 11-16

Define canonical data models

Build transformation rules
Implement identity resolution

Create master data entities

Establish data quality rules

PHASE 4

Activate

Weeks 17-20

Enable self-service access

Deploy to downstream systems
Build dashboards and reports

Train business users

Operationalize monitoring

Critical Success Factors

✅  What Makes It Work

Executive sponsorship with clear mandate

Dedicated cross-functional team
Start with high-value, low-complexity data

Iterate in 4-6 week sprints

Measure and communicate progress

⚠️  Warning Signs

Trying to boil the ocean (all data at once)

IT-led without business involvement
No clear use cases defined

Underfunded change management

Perfectionism over progress

80% of unification projects that follow a phased approach succeed
— vs. 20% success rate for "big bang" approaches (Forrester)
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Integration Patterns
Choosing the right approach for your data flows

There's no one-size-fits-all integration pattern. The right choice depends on your data volumes,

freshness requirements, and technical capabilities. Here's how to decide.

Pattern Comparison

Pattern Best For Latency Complexity

ETL

Extract-Transform-Load
Batch processing, data warehousing, historical

analysis
Hours to daily

Low-

Medium

ELT

Extract-Load-Transform
Cloud data lakes, schema-on-read, exploratory

analytics
Minutes to hours Medium

CDC

Change Data Capture
Real-time sync, event-driven systems,

operational analytics

Seconds to

minutes

Medium-

High

API

Real-time
Request/Response

On-demand queries, transactional systems,

mobile apps
Milliseconds Medium

Decision Framework

💡  The Hybrid Approach

Most enterprises need a mix. Use CDC for operational systems that need real-time sync

(inventory, orders), ELT for analytics (data warehouse, BI), and API for on-demand lookups
(customer 360 queries). Don't force one pattern to do everything.

START HERE

Do you need real-time data (< 1 minute latency)?

YES →

Is it event-driven (reacting to

changes)?

Yes: Use CDC (Debezium,

Fivetran, etc.)

No: Use API integration

NO →

Is your target a cloud data

warehouse?

Yes: Use ELT (transform in

warehouse)

No: Use ETL (traditional batch)
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Identity Resolution
Creating a single view of your customers, products, and entities

The holy grail of data unification is knowing that "john.smith@company.com" in your CRM, "J. Smith" in

your billing system, and customer ID 47829 in your support system are all the same person. This is
identity resolution.

The Matching Hierarchy

Different identifiers have different confidence levels. Build your matching logic in tiers:

🥇  Gold Tier: Deterministic Match

Confidence: 99%+

Match on: Unique business identifiers (customer ID, SSN, account number, email + phone

combination)

Use when: Systems share common keys or can be definitively linked

🥈  Silver Tier: Probabilistic Match

Confidence: 85-98%

Match on: Combination of name + address + phone, fuzzy matching on email domains, company

name normalization

Use when: No shared keys, but multiple soft identifiers align

🥉  Bronze Tier: Inferred Match

Confidence: 70-84%

Match on: Behavioural patterns, IP address, device fingerprint, location + timing

Use when: Anonymous data that needs attribution (web analytics, marketing)

Building Your Match Key Strategy

Entity Type Primary Key Secondary Keys Fuzzy Match Fields

Person Email Phone, Employee ID Name, Address

Company D-U-N-S, Company # Domain, VAT ID Name, Address

Product SKU, UPC MPN, GTIN Name, Description

Location Address ID Postcode, Lat/Long Street, City

⚠️  The Merge Problem

What happens when two "John Smiths" at the same company get merged incorrectly? You need

bilit B ild id tit h ith dit t il d th bilit t lit i tl
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Data Governance
Building accountability and trust in unified data

Unified data without governance is just a bigger mess. Governance ensures your unified data is

accurate, secure, and usable. It's not bureaucracy — it's how you maintain trust in your data.

The RACI Framework for Data

R
Responsible —

Does the work
A

Accountable — Final

decision maker
C

Consulted —

Provides input
I

Informed — Kept

up to date

Activity Data Owner Data Steward IT/Engineering Business Users

Define data standards A R C I

Approve data changes A R I C

Monitor data quality I A R C

Remediate data issues I A C R

Grant data access A C R I

Data Quality Dimensions

Measure and monitor these six dimensions for all critical data:

Completeness

Are all required fields populated?

Target: >95% for mandatory fields

Accuracy

Does the data reflect reality?

Target: >98% for critical fields

Consistency

Same value across all systems?

Target: >99% after unification

Timeliness

Is data fresh enough for use?

Target: Within SLA for each use case

Uniqueness

No duplicate records?

Target: <2% duplicate rate

Validity

Conforms to business rules?

Target: >99% pass validation

💡  Governance That Works

The best governance is invisible. Automate quality checks, embed validation in pipelines, and alert

on anomalies. If governance feels like extra work for users, they'll work around it. Make it
frictionless.
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Real-World Case Studies
How three enterprises achieved data unification

RETAIL

Multi-Channel Retailer Unifies Customer View
+23%

Customer lifetime value

Challenge: Customer data spread across e-commerce platform, 200+ store POS systems, loyalty

program, and call center. Couldn't identify when an online shopper was the same as an in-store

customer.

Solution: Implemented CDC from all sources into a cloud data warehouse. Built identity resolution

using email + phone + loyalty ID. Created real-time customer profile API for all touchpoints.

2.3M
duplicate records merged

16 weeks
to production

340%
ROI in year 1

FINANCIAL SERVICES

Bank Breaks Down Regulatory Silos
-67%

Regulatory reporting time

Challenge: Each regulatory report (Basel III, GDPR, AML) required pulling data from 15+ systems
manually. 40 FTEs spent on quarterly reporting. Auditors flagged inconsistencies.

Solution: Built unified data layer with golden source for all regulatory entities. Automated lineage

tracking for audit trails. Self-service reporting for compliance team.

£4.2M
annual savings

Zero
audit findings

15→3
days for quarterly close

MANUFACTURING

Manufacturer Connects Supply Chain Data -31%
Inventory carrying cost

Challenge: Demand signals in CRM disconnected from production in ERP and inventory in WMS.

Frequent stockouts and overstock situations. No visibility into true cost-to-serve.

Solution: Real-time integration between sales pipeline, production scheduling, and warehouse
management. AI demand forecasting trained on unified historical data.

94% -45% £8 7M
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Common Pitfalls
Eight mistakes that derail unification projects

🎯 1. Boiling the Ocean

Trying to unify all data at once. Fix: Start with ONE high-value domain (e.g., customer),
prove value, then expand.

🏗️ 2. Building Without Business

IT driving the project in isolation. Fix: Business must own requirements, prioritisation, and
validation. IT enables.

🧹 3. Waiting for Perfect Data

"We'll clean up the source systems first." Fix: Handle data quality in the unification layer.

Source cleanup never happens.

🔐 4. Security Afterthought

Unified data = unified risk. Fix: Security architecture from day one. Classification,

encryption, access control built-in.

📊 5. No Success Metrics

"We'll know it when we see it." Fix: Define baseline, targets, and measurement approach

BEFORE you start.

🔧 6. Over-Engineering

Building for requirements you don't have yet. Fix: Start simple. Add complexity only when

proven necessary.

👥 7. Ignoring Change Management

Building it doesn't mean they'll use it. Fix: Budget 15-20% for training, communication, and

adoption support.

🔄 8. One-Time Project Mindset

Treating unification as "done" when it goes live. Fix: Plan for ongoing maintenance, new

sources, and evolving requirements.

70%
of data unification projects face delays due to underestimated data quality
issues
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Your 30-Day Action Plan
From assessment to pilot in one month

Don't overthink it. Use this sprint-based plan to get from "thinking about data unification" to "proving

value with a pilot" in 30 days.

1 Days 1-3: Assemble the Team

Get executive sponsor, business
owner, data lead, IT lead. Define

decision rights.

2 Days 4-7: Map the Landscape

Inventory top 10 data sources. Identify
key entities. Document pain points.

3 Days 8-10: Pick the Pilot

Choose ONE domain with high value,

limited scope, available data. Get sign-

off.

4 Days 11-14: Assess Data Quality

Profile source data. Identify quality

issues. Estimate remediation effort.

5 Days 15-17: Define Target Model

Design unified schema for pilot
domain. Define transformation rules.

6 Days 18-21: Build Initial Pipeline

Connect sources. Implement basic
transformations. Load to target.

7 Days 22-25: Validate Results

Compare with sources. Test with users.
Fix data issues. Refine logic.

8 Days 26-30: Demonstrate Value

Build one dashboard/report. Present to
stakeholders. Secure next phase.

🎯  The Goal Isn't Perfection

After 30 days, you should have: (1) Clear understanding of your data landscape, (2) One working
proof-of-concept, (3) Buy-in for a larger initiative. That's enough to build momentum. Perfection

comes later.

READY  TO  START?

Let's build your unified data layer together

Book a discovery call with our data engineering team

usermode.ai/contact
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