
Survey Summary

Data
Strategy 

GreySparkGreySpark 
Capital Markets Intelligence



2. Data is an Asset

Through our experience in advising banks of all sizes, we have seen numerous 

cases where the word ‘data’ was discussed only in the context of problems. Low 

data quality required recurring data-cleansing projects, and report-centric thinking 

resulted in an overflow of useless, frequently spreadsheet-based reports while 

business-critical issues were overlooked. In those cases, the bank’s IT department 

was typically blamed for mismanaging the data.

The long-standing pain related to data management prevented organisations from 

seeing data as an asset. Those banks that have awareness of the best practices and 

available technologies for data management are pursuing a journey to ‘data dharma’ 

– a stage wherein data management is straightforward and knowledge about the 

business environment is built based on that data. GreySpark’s series on data-driven 

bank presents steps that are necessary to achieve data management maturity, and it 

concludes with an assessment of the four stages of this maturity.

The concept of treating data as an asset encapsulates the central pillar of any 

successful data strategy because all strategic objectives will be corollaries of this 

idea. The principal deduction from this idea is that data must drive business 

benefit whether it is in the form of increased revenues, reduced costs or increased 

market share.

Banks should treat data management as a profit centre because a universally 

acknowledged superiority in data management will attract clients through an 

improved client offering in addition to unlocking profit-making activities. Data 

management superiority will help defend and grow the bank’s franchise and 

ultimately deliver increased business value. The GreySpark 2013-14 surveys on data 

management showed that the perception of the importance of data management is 

appreciated by the whole of the capital markets community, with 93% of the

1. All Pain and No Gain
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respondents stating that data is crucial for a well functioning bank. This theory is 

hard to put into practice – 31% of organisations see data as a cost and liability  

(see Figure 1). The lack of understanding of the importance of data causes a lack 

of support for the proper management of data, which is a cause for numerous 

unresolved data-related issues (see Figure 2).
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Figure 1: How is Data Perceived by Your Organisation?

Figure 2: Current Organisational Data-related Issues
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At the moment, banks either have several data strategies or no data strategy (see 

Figure 3). Only cross-silo strategic oversight can realise the full spectrum of the 

opportunities and benefits. In banks, the most common approach to strategy 

creation is the reactive following of business needs and current matters, rather than 

long-term views (see Figure 4). Only 19% of the surveyed population has a data 

strategy that is aligned to the organisational strategy. However, having one strategy 

that is aligned to the goals of the bank as a whole is the only method to reach 

effective data management, making it beneficial for all teams and product lines.
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Figure 3: Number of Data Strategies in Organisations

Figure 4: The Drivers of Data Strategy

3. The Quest for Data Strategy
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In half of the cases, responsibility for data is split between the business and the IT 

staff (see Figure 5). A reasonable answer to those questions may simply be that the 

business owns the data and the IT department are charged with its safe custody. 

But it is not difficult to find a case where this thinking is too limited. Consider 

the example of a log file that contains heartbeat messages used to manage the 

connectivity of a point-to-point FIX session. Does the IT department own this data? 

Are they empowered to delete this log file on a schedule determined solely by them, 

for example via a batch process that cleans out log files that are one month old or 

more? While this thinking sounds reasonable, consider the desire of a head of sales 

who would like to analyse the frequency of interruptions of client FIX sessions. This 

data now takes on an entirely different purpose; it may contain critical intelligence 

that could materially affect a sales strategy and consequently, the bottom line.

Accountability for all aspects of data interaction and management in the organisation 

is important and must be clearly attributed. The roles of the data owner, process 

owner and data custodian or steward should be defined and laid down throughout 

the organisation.

0%

20%

40%

60%

IT staff IT and 

business staff

The business 

staff

There is a separate

function outside

the business and IT

P
e
rc

e
n

ta
g

e
 o

f 
re

sp
o
n

d
e
n

ts

Figure 5: Accountability of Data

4. Ownership and Accountability
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Banks’ self-assessment on quality show that the data utility cannot be yet fully 

realised in nearly half of banks (see Figure 6).

5. Quality of Data

Figure 6: Current Quality of Data
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The views in reports on data-driven bank are based on GreySpark’s hands-on 

experience working with a variety of capital markets trading firms, advising them on 

data strategy and technology. The 2013 -14 edition of the survey on the data-driven 

bank encompasses the views of over 40 global industry leaders from all sectors 

of the capital markets (see diagram below), accompanied by a series of qualitative 

interviews, yielding quantitative data for this report.

GreySpark publications on data-driven bank include:

•   Strategic Imperatives for the Data-driven Bank 

•   Client-centric Services in the Data-driven Bank 

•   Technology Solutions for the Data-driven Bank

•   The Data-driven Bank – Notes on Implementation

Please visit

http://research.greyspark.com/focus/data-driven-bank

for further details

7. Further Reading

Buyside

Sellside

Vendor

6. About the Survey
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Banks must act now to implement a dynamic data 

management strategy to prepare for the shift from 

relationship banking to information-driven banking. 

The sooner a bank begins implementing its data 

strategy, the easier it will be for that bank to affect 

this shift. Increases in the volumes of data seen in 

recent years will not abate, so it is critically important 

that banks carefully develop a strategic response to 

the organisational and technological pressures that 

the data creates. For a bank, having a strategy to 

manage non-linear increases in the amount of data 

created requires the ability to leverage reliable, timely 

information in order to increase revenue, facilitate 

change and cut costs.

 

The long-standing pain related to data management 

prevented organisations from seeing data as an 

asset. Those banks that have awareness of the 

best practices and available technologies for data 

management are pursuing a journey to a ‘data 

dharma’ – a stage wherein data management is 

straightforward and knowledge about the business 

environment is based on that data. This report 

presents the steps that are necessary to achieve 

data management maturity, and it explains how 

banks can achieve that maturity in four stages.

Strategic Imperatives for the Data-driven Bank is 

the first in a series of reports that will provide banks 

with guidance on how to implement the strategic 

use of data in capital markets businesses. This first 

report guides banks though GreySpark’s principles 

for the strategic, business and technology thinking 

needed to ensure the exploitation of data to gain a 

competitive advantage. The second report in this 

series will focus on how banks can recast their 

data management approaches within the context 

of customer-centric, flow businesses. Technological 

considerations are discussed in the third report, 

where architectural approaches needed to realise 

these new types of data strategies are reviewed.

GreySpark Partners presents a report outlining the strategic principles of data 

management that are necessary for investment banks to stay competitive as increasing 

volumes of data are created by trading activities and client interactions. Strategic data 

management – using data to gain a competitive edge – is an imperative that, if ignored, 

will threaten a bank’s survival in the years to come. Data must become an asset 

because, if properly managed, its effective use can create competitive advantages.

For more visit: grys.pk/ata141
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DRIVING CULTURAL CHANGE

Effective communication around data-centric initiatives is 

necessary to change the collective attitude toward data; a 

move that will, in turn, create a greater respect for the value 

that data can bring to the organisation.

Strategic Imperatives for the Data-driven Bank

ENHANCING DATA VALUE

The true value of data comes from the 

relationships, correlations and inferences 

that can be drawn from it. The record and 

management of the referential or relational 

aspects of data is as important as the quality 

of the data itself.

MAXIMISING DATA UTILITY

A set of strategic considerations for how to 

make data work harder by ensuring that it is 

easily accessible, processed, presented and 

consumed by those in the bank that need it 

include improving data accessibility, setting 

canonical data formats and setting frameworks 

for analytics and visualisation.

DELIVERING TECHNOLOGY SUPERIORITY

Technology is the key enabler for realising superiority in the 

management and exploitation of data for business benefit. It is 

important that a clear direction and vision for attaining technology 

superiority is articulated.

The GreySpark series on Data Strategy also includes:

MANAGING THE DATA LIFECYCLE

Data has a natural lifecycle that must be understood 

so that it is managed throughout its lifetime. Processes 

for the data lifecycle activities must be laid down, 

maintained, managed and clearly owned.

CLIENT-CENTRIC SERVICES IN A DATA-

DRIVEN BANK focuses on a renewed 

approach to customer-centric business, 

and it highlights the critical role data brings 

to this objective.

Strategic Imperatives for the Data-driven Bank focuses on the strategic aspects of data 

management required for banks to make the transition. The series aims to guide financial institutions 

through a transformation from a state where data is treated as a regulatory burden or technology 

overhead to a state where data management is considered central to generating bottom line results.

•	 Infrastructure architecture for data-driven bank must 

encompass several kinds of technologies, including Big 

Data, Online Analytical Processing (OLAP), Complex Event 

Processing (CEP) and real-time processing, visualisation and 

user interfaces and Enterprise Meta-Data Repositories (EMDR).

•	Data architecture must follow best practice data integration 

patterns.

•	 The report guides banks through a complexity of technology 

decisions and includes a review of the leading vendors in the 

data, analytics and architecture space.

•	 To create value from data, the entire sales cycle must be 

reconsidered from a data perspective.

•	 The client data must include all client touch points, including 

pre- and post-trade information, for every communication 

channel and asset class.

•	Client behavior analysis should be real-time, retrospective 

and be supported by complex event processing and machine 

learning technologies.

For more information, please visit research.greyspark.com

ARCHITECTURE AND TECHNOLOGY 

CHOICES FOR A DATA-DRIVEN BANK 

provides recommendations for the strategic 

infrastructure decisions that will enable data 

strategy.
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The investment banking industry lags behind the 

consumer retail industry in its ability to derive 

quantifiable benefits from data. Retailers differentiate 

their product offerings in every store, they have just-

in-time supply chain management and they adjust 

pricing for each customer through a complex system of 

discounts. This kind of tailored offering is made possible 

by powerful analysis of customer data. 

So why do investment banks manage their commerce 

differently? The answer is in the underlying data strategy 

– retail data was collected over many years, and each 

product is identifiable through a bar code that can link 

together multiple purchase decisions by one person.

Like commercial retailers, banks have significant 

amounts of data; in the case of banks, datasets are 

collected through regulatory reporting and for the 

purposes of audit trails. However, the utility of this 

mandatory data for sophisticated analytics is low. In this 

report, Client-centric Services in the Data-driven Bank, 

we prescribe that all data related to client interactions 

should be captured throughout the bank’s sales 

lifecycle, across channels and across business lines. 

The discussion of data management strategy in this 

report is structured along the lines of the bank’s client-

facing capabilities. These capabilities became more 

important over the last two years as the technological 

proficiency of buyside firms grew. There are many 

approaches to defining an attractive offering for clients, 

but all banks that aim to successfully leverage their 

client data start with three principle questions:

1. Who are the highest-priority clients?

2. What is important for these high-priority clients?

3. How can the needs of these clients be addressed?

A new report by GreySpark Partners shows how banks can renew their approach 

to data management from a customer-centric position, turning the successful leveraging 

of data into a tangible business benefit. Data is an asset that, if properly managed, can 

create competitive advantages.

Client-centric Services in the Data-driven Bank is the second in a series of reports that provide banks with guidance on 

how to implement the strategic use of data in capital markets businesses. This first report in the series guides banks though 

GreySpark’s principles for the strategic, business and technology thinking needed to ensure the exploitation of data to gain a 

competitive advantage. Technological considerations are discussed in the third report, where architectural approaches needed to 

realise these new types of data strategy are reviewed.

For more visit: http://grys.pk/data2
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Data is the life blood of any financial organisation, wherein 

data integration infrastructure – the veins and arteries of 

the company – flows into the organisation’s heart, which 

pumps blood through its systems. A five-layer, data-centric 

architectural model is necessary to support an effective 

data strategy, although specific technology choices must 

be made according to each firm’s unique requirements. 

The full value of this data strategy and integration model is 

only realised through the pervasive application of relevant 

technology services that are made available at every tier 

within the architectural model. GreySpark Partners has seen 

many companies that have patchy – or, worse, conflicting 

– technology architectures and decision-making pressure 

points at various points within their data management 

models; for example, when they are siloed between the 

different parts of a bank. This type of uneven strategic 

planning is a telltale sign of weak architecture function and it 

can seriously erode the efficiency of the firm’s data strategy. 

A company with a mature organisational strategy for data 

will be supported by a complete architectural vision of data-

related services that transcends business siloes, unlocking 

maximum utility from all of the available data.

Creating a sustainable data management strategy 

within a bank often requires a rethink of the technology 

architecture in the bank that is currently associated with 

data management. This report guides the reader through 

the exercise of creating a sustainable data management 

strategy, presenting the importance and role of five major 

categories of technology in data-driven banking.

Building a business case in a bank for financing technology 

investments and the implementation processes for that 

technology are challenging tasks. In the same way as there 

is no one-size-fits-all technology stack, there is no universal 

path to data maturity.

A new report by GreySpark Partners discusses the technology side of a successful 

approach to data strategy in investment banking. The report reviews the technology 

choices and the technology implementation processes that make up this data strategy. 

This report is the third part of GreySpark’s research series examining the business and 

management principles underlying the data-driven banking, which institutions can use to 

advise them on how to create competitive advantages through the utilisation of data.
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Technology Solutions for the Data-driven Bank is the third in a series of reports that provide banks with guidance on how 

to implement the strategic use of data in capital markets businesses. This first report in this series guides banks though 

GreySpark’s principles for the strategic, business and technology thinking needed to ensure the exploitation of data to gain a 

competitive advantage. The second report in the series presents perspectives on how a bank can renew its approach to data 

management from a customer-centric position, turning the successful leveraging of data into a tangible business benefit.
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GreySpark’s focus is solely on the capital markets industry. This means we can deliver best-of-breed business, 

management and technology services to investment banks, hedge funds, asset/wealth management companies, 

exchanges and other regulated markets, data vendors and fintech companies.

Clients

GreySpark has an in-depth knowledge of our clients’ businesses. The firm has the ability to operate across all 

asset classes, with particular expertise in:

•	 Electronic trading including algorithmic trading, client connectivity, e-Commerce, exchange connectivity, 

market data, order routing and more. 

•	 Risk and Position Management including credit, market and operational risk, P&L calculation, post-trade 

processing, portfolio management and valuation. 

•	 Data Management including compliance and reporting, decision support and analytics, and reference and 

historical data. 

Business Focus

GreySpark can work in a number of ways to suit your requirements.

Advisory – We engage with clients to identify industry trends, benchmark performance 

against peers and evaluate technology. We also audit processes and technology to help our 

clients achieve peak performance.

Projects – Business transformation, IT solutions or operational efficiency: we can deliver 

these at a fixed price and within an agreed timescale.

In-sourcing – Our best-of-breed consultants are available to augment your organisation, 

either as an extra pair of hands or as a specialist resource. GreySpark is its people, so we 

only employ the best talent. 

Managed Services – We deploy dedicated support teams into our clients’ organisations. 

We provide these services under an SLA commitment for high-reliability and reduced costs.

Accessing our 

Services

Turning Experience into Knowledge

Capital Markets Intelligence delivers research reports on timely industry topics, sharing an impartial view of the 

competitive landscape on the buyside and sellside.

GreySpark’s innovative approach differentiates the offering from that of traditional research firms. It is based on:

•	 Practical,	hands-on	experience gained through the delivery of business and technology solutions to 

financial institutions

•	 Close	relationships with a large number of decision-makers across all segments of the financial industry 

•	 Rigorous	quantitative	and	qualitative	analysis

Capital Markets Intelligence offers:

•	 Bespoke	research	as	a	stand-alone	piece	or	as	a	module	in	a	larger	GreySpark	project
•	 Industry	reports	sold	on	a	one-off	basis	or	as	an	annual	subscription
•	 Free	articles	and	access	to	our	research	portal	archives
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