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DEAR 
READER, 
It’s taken a while, but finally every-
one at your company just about 
understands how IT works in a busi-
ness context – and we’re suddenly 
talking about a New School of IT? 
Can’t we just leave IT to do what it 
has always been good at? What it is 
always getting better at? Automa-
tion, increasing productivity, keeping 
infrastructure online. These are the 
kind of topics that should always be 
in the mind of IT experts, the stand-
ard against which IT is measured.

These areas offer plenty of potential, 
no doubt about it, but they are no 
longer central to IT’s role in a business 
environment. Doing business is not 
just about cutting costs, it’s impor-
tant to leverage potential too. When 
integrated correctly and equipped 
with the necessary competencies, 
IT can help shape the future of any 
business. After all, new technologies 
open the door to new solutions, 
services and business models. We 
are seeing more and more new tech-
nologies with digital roots, built on 
the foundations of data. Whether 
it’s logistics, production to our ideas 
concerning quality service, there is no 
way for any area of responsibility or 
industry to escape the digital trans-

formation. Success is IT success – 
a lesson that every company

learns …

Contents

2 Foreword
It’s time  
to rethink IT

6 What is the 
New School of IT?
It’s time for a rethink

14What is an ambidextrous attitude?
Combining the best  

of both worlds

 IT’S TIME  
TO RETHINK  
  IT



3

… which is why IT always needs a seat at the table when it comes to 
key decisions. Only IT can evaluate technologies, assess their impact and 
develop solutions. IT must have a say when business leaders are plotting 
the future course of their companies. 

But IT must grow into this new role 
and rise to meet the new challenges. 
This transformation is having a 
far-reaching effect on IT and entire 
businesses – from how collaboration 
is organised to the manner in which 
business stakeholders understand 
data and develop solutions. But 
there is no framework, no structure, 
for this transformation. The lack of 
an overarching design concept is one 
of the reasons why many companies 
view IT as a tool rather than a stra-
tegic partner: more cost centre than 
key position. The New School of IT is 
about to change all that, creating a 
brand-new understanding of IT.

Stakeholders must focus on three 
areas to ensure that IT can have a 
maximum impact:

>  AMBIDEXTROUS ATTITUDE: 
The organisational approach that 
combines stable IT operations 
and visionary business ideas.

>  CLOUD NATIVE THINKING:  
Fully leverage the potential of 
cloud technologies without mak-
ing any compromises.

>  DATA MINDEDNESS:  
 Handling data in the right way 
is the key to any company’s 
success. 

Read on for more details. I firmly 
believe that an IT organisation that 
is proficient in these three aspects, 
and the ways in which they interact, 
is ready to take on its new role.

But why now? Why not ten years 
ago? Or in five years’ time? We live in 
an era of technological consolidation. 
Whether it be data science, software 
technology, telecommunications or 
robotics, technologies interact with 
one another and influence each other. 
The areas of expertise in the New 
School of IT helps businesses keep 
matters in their own hands, despite 
the ever-increasing pace of change.

This new approach is the result of 
countless meetings and discussions. 
Business leaders, colleagues at 
adesso and employees at the Soft-
ware Engineering Department at the 
University of Duisburg-Essen also 
provided input and helped go over 
the details. Prof. Dr Udo Bub, Man-
aging Director of adesso Hungary, 
played a particularly important role, 
Prof. Bub was the man behind the 
basic concept and was responsible 
for developing the idea.

The New School of IT is not a blueprint 
or a dogma. It describes a journey, 
not an end state. Consider this white 
paper as the start of the discussion. 
About people and technologies, 
organisation and responsibilities, 
data and possibilities.

A discussion that I would love to 
continue in person. Write to us at 
new-school-of-it@adesso.de. Let’s 
think about what the New School 
of IT looks like for your organisation.
 
BEST REGARDS

VOLKER GRUHN

FOREWORD

30What role does data mindedness play?
Success lies in the zeroes and ones

22 What does cloud native thinking mean?  
... the possibilities are endless

mailto:new-school-of-it%40adesso.de?subject=


4






5

Robust, resilient,  
functionally innovative.

All at once.
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PART 1
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What is the 
New School of IT?
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 IT'S TIME  
FOR A RETHINK

IT is vital to the success of a business, as a source of innovation, 
business models and revenue flows, and not just as a means of 
keeping everything up and running. For many years, IT has been 
limited to the role of service provider or tool, with the real magic 
happening elsewhere in the business. Anyone who still harbours 
these views concerning IT is missing out on untapped potential and 
risking their future success. IT has long been capable of more.  
But it’s time for a rethink to unlock this potential.
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The New School of IT is a means 
of shaping and structuring the 

necessary transformation, defining 
the organisational and technolog-
ical foundations, development 
opportunities and interdependen-
cies. The New School of IT isn’t just 
a checklist that companies can run 
through, crossing off items as they 
go – the circumstances and goals 
of each individual business are 
simply too varied. The New School 
of IT is a toolkit that combines 
strategies, measures and tech-
nologies. Equipped with the right 
tools, stakeholders can take on and 
master the necessary changes.

THE IDEA IS BASED ON THREE COLUMNS:

 > 1. AMBIDEXTROUS ATTITUDE
The organisational approach that combines stable IT 
operations and visionary business ideas.

 > 2. CLOUD NATIVE THINKING
Fully leverage the potential of cloud technologies 
without making any compromises.

 > 3. DATA MINDEDNESS
Handling data in the right way is the key to any 
company’s success.
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architecture

AMBIDEXTROUS ATTITUDE
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These three areas, and the way 
in which they interact, determine 
whether IT can operate to its full 
potential and benefit the company 
as a whole. IT expertise is indispen-
sable in the digital transformation, 
as a lack of knowledge on techno-
logical possibilities means missing 
out on innovation. On the other 
hand, profitable innovations are 
only possible by closely combining 
this IT expertise with the necessary 
industry knowledge. Without an 
awareness of the functional context, 
new technologies cannot be utilised 
to their full potential. 

Understanding the theory under-
pinning the technology, and testing 
solutions somewhere in a laboratory, 
is not enough. Applications that com-
panies can deploy profitably in the 
field – for customers, employees or 
partners – are what count. Everything 
else is just theory.

Ensuring a close alliance between 
IT and the business divisions, and 
focusing on what is viable, are two 
key demands when it comes to IT. 
The New School of IT is not just about 
digitalising individual processes, the 
concept is all about analysing the dig-
ital opportunities and competencies 
of entire businesses. 

THE GOALS OF THE  
NEW SCHOOL OF IT ARE 

>  IT that is aware of its own capa-
bilities and consciously takes on 
its role as a visionary for busi-
ness-critical issues. 

>  A company that systematically 
leverages technological opportu-
nities and aligns its organisational 
structure and processes with 
digital requirements and oppor-
tunities. •

🎯︁
IT has long been capable of more.  

But it’s time for a rethink  
to unlock this potential.

The New School of IT is a toolkit  
that combines strategies,  

measures and technologies. 🧰︁ 
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Not so much cost centre,  
more key position

A new way  
of thinking  

about IT

A new self-confidence,  
a new self-perception 

From responsibility for  
data comes responsibility  

for business

Success is 
successful IT
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Ambidexterity:  
sounds like a  

medical issue.
But is in fact an  
organisational  

solution.
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PART 2
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What is an  
ambidextrous  

attitude?
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 COMBINING  
THE BEST OF BOTH  
  WORLDS

At many companies, there is a disconnect between the demands 
of IT and the manner in which IT is structured. The structure dates 
back from the era before the digital transformation, when the 
head(s) of IT were tasked with keeping a lid on costs and ensuring 
things ran smoothly. Back then, the IT department was hidden 
away in the basement and took care of hardware and software. 
But the new demands of IT are based on its new-found signifi-
cance in the development of new business models.
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The service provider and tool is 
becoming a department without 

which forward-thinking products and 
services are inconceivable. The key to 
success is in the data. Customer data, 
machine data or environmental data, 
structured or unstructured, these are 
the raw materials companies need to 
generate a competitive advantage. 
Handling these raw materials is one 
of the core competencies of IT (see 
data mindedness). When businesses 
are making key decisions, IT should 
have a seat at the table.

But how do companies deal with 
this discrepancy? In practice, many 
approaches are based on a form of 
bimodal IT, where IT runs at two dif-
ferent speeds. There’s the “old” IT, 
which should function as efficiently 
as possible – as it has always done – 
and the “new” IT as a distinctly sep-
arate entity. A spin-off, a purchased 
start-up or a team in a trendy loft space

IT is where experts are tackling excit-
ing issues and shaping the future. 
But in reality, this approach often 
doesn’t deliver the desired result.

A SINGLE IT STRUCTURE 
INSTEAD OF DUAL SPEEDS

After all, IT is inextricably linked to the 
company. Even the high-end AI appli-
cation to optimise logistics needs to 
talk to the enterprise resources plan-
ning system. An impactful marketing 
campaign using real-time customer 
data won’t work without being linked 
to the CRM system. Things aren’t 
looking good for organisations that 
don’t take these requirements into 
account. IT needs to be under one 
roof, and the ambidextrous attitude 
provides an impressive blueprint.

A look at the meaning behind this 
somewhat unwieldy phrase reveals 
the detail behind the concept. 
Ambidexterity consists of the Latin 
terms for “both” (ambo) and “right 
hand” (dextera). This metaphor of 
two right hands is often used in 
a business context in relation to 
organisational structures. In an IT 
context, ambidexterity involves 
teams providing robust and cost-
efficient applications, often referred 
to as “exploit” teams, working in 
collaboration with experts looking 
into and implementing creative and 
innovative solutions to “explore” 
new opportunities. However, unlike 
bimodal approaches, there is no 
separation between these two units.

Ambidexterity is about what brings IT 
together, not what separates it. This 
is where the potency of this idea lies. 
Ambidexterity is a means of creating 
robust, resilient and innovative IT. 

︁
IT is  

inextricably 
linked to the 

company.
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EFFICIENCY AND INNOVATION GO 
HAND IN HAND
IT takes on an ambidextrous atti-
tude when people drive forward 
its development. There are two 
roles of particular importance: 
the Chief Information Officer 
(CIO) and the Chief Digital 
Officer (CDO). The CIO is a 
firm fixture for most compa-
nies. The CDO, on the other 
hand, is a new player entering 
the game.
 
Traditionally, the CIO will take 
care of aspects such as ERP and 
CRM systems and operations. Peo-
ple often have the wrong impression 
of the CIO role, namely that the CIO is only 
there to manage what’s already in place. However, 
with the advent of artificial intelligence and digital 
transformation, a CIO’s role now comprises a great 
deal more. After all, the CIO is right at the source of 
all this data. Gathering, processing and consolidating 
data, developing new sources and using data for new 
use cases would all be impossible without a competent 
exploit team. Data is extremely important to the suc-
cess of a business and the work of a CIO is of strategic 
significance.

The CDO’s remit mainly involves data-driven business 
models. Together with the explore team, the CDO 

researches opportunities that open up 
new technologies. In the early stages, 

the CDO needs to embrace this 
role, defining areas of respon-

sibility, setting up teams and 
determining own budgets. By 
doing so, the CDO can soon 
be making a contribution to 
the success of the business. 
This role only enjoys accept-
ance among the organisation 
and the management if it 

delivers added value. The CIO 
role is shifting from someone 

guided by operating matters to 
a strategic decision-maker. The 

CDO holds a central position in the 
digital transformation. A sound CDO-CIO 

relationship is the only way the structure can 
work. In an ambidextrous organisation, CIO and CDO 

are facilitators of data-driven business models that are 
built on efficient and flexible IT.

AMBIDEXTERITY OUTSIDE OF IT
The IT department only marks step one of the ambidex-
trous attitude. After all, IT’s footprint doesn’t exactly 
stop at the department office door. Business success is 
increasingly intertwined with IT success, whatever the 
industry. Whether it be new business models, product 
and service innovations or targeted campaigns, these 
elements are all rooted in the handling of data and the 
use of technologies – competencies that IT has in spades.

SHOULDER TO SHOULDER

CDO
CIO

IT

The journey to an ambidextrous organisation:

Determining and 
defining a vision

Assessing the maturity 
of the organisation

Specifying the actions 
required to achieve an 

ambidextrous organisation

Planning the 
necessary changes

Following up on 
the organisational 

transformation

�

Vision Maturity Required action Implementation planning Follow-up

Follow-up 
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But IT excellence is only one part of 
the magic formula. Sticking with the 
ambidexterity analogy, IT only rep-
resents one of the hands. IT experts 
often lack an understanding of the 
functional context. It’s not enough 
to simply predict machinery failure. 
Service technicians need the right 
information at their fingertips so that 
they have the correct tools to solve 
the problem. If this understanding 
of the overall functional context is 
missing or under-represented in a 
project environment, technological 
innovations cannot be turned into 
competitive advantages.

On the other hand, experts in business 
divisions need an adequate counterpart 
in IT. This way, they can sift through 
the technological possibilities that are 
available to overcome their challenges 
and pinpoint the right solution. Prepar-
ing content for communication isn’t 
enough. Someone must automate 
the process of each individual contact 
point during the customer journey, and 
link this in with the CRM system. If the 
specialist divisions get down to work 
without standing shoulder to shoul-
der with IT, there is a risk that island 
solutions will be created or the wrong 
technologies adopted.

LEVEL 2 AMBIDEXTERITY

Even if functional expertise is growing 
in IT, and IT is gradually building up a 
better understanding of the functional 
context, genuine high-calibre solu-
tions are only possible if both sides 
work together – level 2 ambidexterity..

There are a variety of templates and 
models available when it comes to 
combining competencies. One pos-
sibility is if elements from IT and 
representatives from business divi-
sions join forces permanently to form 
a single collaborative unit. The deci-
sion whether such a unit is housed 
within IT or within the business divi-
sion depends on the organisational 
framework. What’s important is that 
the key stakeholders don’t create 
any isolated satellites. The team 
members must remain incorporated 
into business-critical processes. Or 
businesses can set up temporary 
teams, with representatives from 
IT and the business divisions com-
ing together for individual projects. 
Whatever the roadmap, standard-
ised reporting channels and KPIs are 
vital to ensure that both sides have 
a common objective.

Businesses operating ambidextrously 
both within the IT department and 
at their external touchpoints can 
ensure that their technological pos-
sibilities are leveraged into genuine 
competitive advantages. •

Ambidexterity forges a link between 
digitalisation and IT, instead of separating them 
like other models do. This is where the potency 

of this idea lies. Ambidexterity is a means of 
creating robust, resilient and innovative IT.

Prof. Dr. Udo Bub, Managing Director of adesso Hungary,  
Director IAI-Institute Eötvös Loránd University, Budapest

Ambidextrous attitude for CDO and CIO

Operational efficiency  
(exploitation, stability)

Innovation  
(exploration, agility)
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We know ourselves 
that the cloud 

doesn’t really fit.
But we still  

use it anyway.
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PART 3
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What does  
cloud native 

thinking mean?
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 … THE POSSIBILITIES  
ARE ENDLESS

The cloud is becoming an indispensable element of any IT landscape. 
It’s not just another component of an IT platform, it is the develop-
ment, delivery and operational hub of an IT system. The cloud isn’t 
a new idea, but only now is it able to function to its full potential. 
In the early days, applications were “lifted and shifted” into the 
cloud, but now cloud native thinking is guiding the way. Businesses 
are basing their development and infrastructure on cloud native 
opportunities right from day one.
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Cloud native defines a whole host of architectures, processes and tools. 
Experts usually use microservices running on Docker containers that 

they can orchestrate through Kubernetes. Businesses set up DevOps 
processes for development and delivery on cloud platforms. If processes 
are used correctly, businesses can quickly gain advantages from them – 
absorbing increased demand, guaranteeing reliable operations or reducing 
costs to name but a few.

DON’T BUILD CASTLES IN THE SKY

Stakeholders must look to benefit from these advantages without making 
do with compromises such as vendor lock-in, insufficient data protection or 
a loss of control.

There isn’t just one cloud solution; there are a range of different manifestations 
and offerings. IT stakeholders need to get together with decision-makers in 
the business to take a look at what’s possible and put together the best 
cloud landscape. A company’s security requirements, existing IT competencies 
and legal frameworks are just as relevant as financial and profitability 
considerations.

Geeignet für neutrale Daten sowie
innovative datengetriebene Produkte/
Services z. B. auf Basis von Machine
Learning und Künstlicher Intelligenz

CloudOn-Premises

Eine hybride Cloud-Strategie ist ein Ansatz, um Anforderungen 
wie Sicherheit, Wirtschaftlichkeit und Elastizität auszubalancieren. 

Security

Data protection

Control

Independence

Scalability

Flexibility

Innovative strength

Cost e�ciencyHybrid Cloud

Geeignet für kritische 
Daten sowie sensible daten-

getriebeneProdukte/Services

+��

��
Geeignet für neutrale Daten sowie
innovative datengetriebene Produkte/
Services z. B. auf Basis von Machine
Learning und Künstlicher Intelligenz

CloudOn-Premises

Eine hybride Cloud-Strategie ist ein Ansatz, um Anforderungen 
wie Sicherheit, Wirtschaftlichkeit und Elastizität auszubalancieren. 

Sicherheit

Datenschutz

Kontrolle

Unabhängigkeit

Skalierbarkeit

Flexibilität

Innovationskraft

Kostene�zienzHybrid Cloud

Geeignet für kritische 
Daten sowie sensible daten-

getriebeneProdukte/Services

+��

�� A hybrid cloud strategy is an approach used  
to strike a balance between requirements such as  

security, profitability and elasticity.
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CLOUDS DON’T GROW 
ON TREES

The journey to the cloud varies from 
company to company. But without 
any strategic planning, the journey 
can soon end up leading down blind 
alleys. A roadmap can help stake-
holders weigh up and consider all of 
the requirements and alternatives. 
And cloud technology offers plenty 
of those.

Four steps to help companies achieve 
their goal of pinpointing the best 
possible cloud structure 

 ADVISE – from  
IT to cloud stragedy

Cloud concepts don’t exist in a vac-
uum, they are firmly integrated into 
the existing organisational struc-
ture and processes. A company’s 
overarching IT strategy details what 
roles cloud technologies play and 
how these roles are structured. By 
analysing this strategy, a course can 
be set for the journey to the cloud. 
What targets require considera-
tion? What roadmap can be derived 
from these targets? What does an 
organisational form that is ready 
for the cloud look like? It is vital 
that the organisational structure, 
processes and technologies work 
in unison, otherwise cloud projects 
cannot succeed. Teams needs to 
pay equal attention to all aspects 
of the strategy. The answers to 
these questions define the next 
steps. This approach ensures that 
cloud technologies can play to their 
strengths while embedded among 
general IT activities.

 ENVISION – from cloud  
to migration strategy

The project team take these considera-
tions as a basis for a roadmap for cloud 
implementation. The most important 
thing is to understand the details of 
the IT landscape. Stakeholders gain 
an overview of the applications in use, 
analysing the associated development 
and operating processes. At the same 
time they assess the importance of 
the systems from the perspective of IT 
and the success of the business. This 
insight forms the foundations for the 
next steps in the process.

Armed with this knowledge and these 
priorities, the team develops a cloud 
plan for each individual application. 
Experts can make use of a wide 
array of options, from lift-and-shift  
to cloud native approaches. Each 
option has its advantages and disad-
vantages. Taking aspects such as data 
protection, availability and costs into 
account, the stakeholders select the 
right cloud format for each application. 

⛅
Re-Platform

☁︁
Native

🔄︁

⛆︁
Lift & Shift

🌩
Legacy IT

4. RUN  &  ENHANCE1. ADVISE

x IT strategy

Cloud
strategy

� �
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x Cloud
strategy
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3. BUILD  &  DEPLOY
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Cloud Awareness
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 BUILD & DEPLOY – 
implementing the strategy

There are various of ways to imple-
ment the strategy, with a number of 
options and technical aspects. One 
end of the spectrum of possible cloud 
scenarios is simply migrating opera-
tions to the cloud as-is, known as lift 
and shift. Businesses merely relocate 
their operations from their own data 
centre to a cloud infrastructure. This 
method is particularly popular for 
legacy applications that must be oper-
ated at the lowest possible workload.

The other end of the scale is full 
re-engineering on the basis of cloud 
technologies such as containers and 
modern application architectures 
such as microservices to create a 
cloud native solution. Here, busi-
nesses develop and operate appli-
cations directly in and for the cloud. 
Applications make systematic use of 
benefits such as scaling, stability and 
short development cycles. Between 
the two ends of the spectrum there 
are countless ways of combining 
individual elements of the two 
approaches. This process creates, in a 
step-by-step and application-by-ap-
plication manner, an optimised,-
cloud-based IT environment.

 RUN & ENHANCE –  
everyday operation

The operation and continuous 
improvement of this environment is 
the final step in the process. This not 
only includes monitoring operability 
and performance, experts are also 
responsible for keeping a close eye on 
whether new technologies or vendors 
can improve the cloud portfolio. •

SOFTWARE  
DEVELOPMENT

From waterfall to 
agility to DevOps.

ARCHITECTURE

From silos to service-
oriented architecture 

to microservices.

PROVISION

From servers to 
virtual machines  

to containers.

INFRASTRUCTURE

From server room to 
data centre to cloud 

platform.

CLOUD NATIVE THINKING BROADENS HORIZONS:

CLOUD NATIVE  
APPLICATION-DESIGN

The cloud native application 

design concept is focused on how 

Specialists can develop and optimise 

applications through cloud native 

infrastructure

 COMPONENTS: 

> Cloud native principles  
(automation platforms,abstraction, 
softwarization of infrastructure, infra-

structure as a code, interoperability)
> Cloud native architecture  

(service-based, self-contained deployment, resilient)
> Cloud native characteristics (horizontal scalable, elastic,  
isolated, state consistent, loosely coupled) 

> Cloud native methods  
(5R, 12-factors, migration, reference models)
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We’ve got  
all this data, 

so we might as 
well use it.
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PART 4
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What role does  
data mindedness 

play?
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 SUCCESS LIES  
IN THE ZEROES  
  AND ONES
Data has been called many things in the past – the new 
oil, the new gold, the new currency or the raw material 
of the 21st century. All of these metaphors show how 
important data has become. Throughout all industries, 
companies and business models, the way in which 
data is handled is the crucial factor in any business. 
After all, data is the cornerstone of machine learning 
and AI applications. These applications can recognise 
correlations and forecast developments, at a level of 
detail and precision that has never been possible before. 
Countless applications make use of these capabilities – 
from predictive maintenance to speech recognition to 
forecasting material qualities.

DATA
From data warehouses 
to big data to machine 
learnable data lakes.

DATA PROCUREMENT
From own data collection to 
case-by-case data exchange 

to control centres in data 
ecosystems.

AI PROCESSES
From the application of AI to 

in-house AI IT developments to 
AI-driven business model  

change processes.

DATA MINDEDNESS BROADENS HORIZONS:
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D 
ata mindedness means that 

>  businesses take the importance 
of data seriously. They place data 
at the heart of their organisa-
tional structure, processes and 
responsibilities. 

>  stakeholders pay just as much 
attention to data-driven processes 
as to areas such as production or 
logistics. They consciously design 
the route that data takes.

>  all departments focus on the 
knowledge and potential hidden 
in the data. They don’t pass on 
the subject to the IT department.

 
Everyone thinks in terms of bene-
fits, services and business models 
on the basis of existing data and 
data that can be procured. Busi-
nesses need a substantial pool of 
data that they can use to make new 
findings and offer new services. But 
there also needs to be a change in 
culture, and a new way of handling 
data. Businesses incorporate data 
and the findings resulting from 
that data into knowledge man-
agement processes. Data can be 
shared, should be shared in fact. 
Data mindedness is becoming a key 
competency for businesses. 

ONE SET OF DATA DOES NOT 
MACHINE LEARNING MAKE

The correct understanding and han-
dling of data doesn't just happen 
by accident. Data mindedness is a 
question of technical expertise and 
organisation, and also has to do 
with attitude and understanding. 
Stakeholders must develop a sense 
for the potential and significance of 
data. It’s worth taking a look at the 
value of data and the possible forms 
of data-related collaboration to gain 
a true picture of this potential and 
significance. 
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Bottom left – Data supports existing 
business – is where many businesses 
are positioned. They gather and use 
data internally; IT operations hold 
overall responsibility. Top right – Data 
ecosystems drive growth – is the area 
that will decide over businesses’ 
futures. This is about integrating 
partners, customers, suppliers and 
external sources. A common data 
platform is the starting point for new 
value creation. 

DATA, DATA,  
MY KINGDOM FOR THE DATA

A data platform is a combination of 
various technologies, processes and 
functions that facilitates working 
with data in a business environment. 
It describes the arrangement and 
intertwining of processes to create 
new, data-based products and services.

If stakeholders are interesting in 
creating a platform such as this, 
there are two approaches worthy of 
consideration: 

>  Approach 1: Over-engineering 
and concepts developed  
in ivory towers

Processes that are prepared right 
down to the finest detail. All even-
tualities considered in advance. After 
countless committee meetings and 
years of planning, the data platform 
is ready for operation.

>  Approach 2: Island solutions and 
reinventing the wheel 

The first data-driven use case is 
developed, followed by the second 
and third. For each individual pro-
ject, the stakeholders draw on data 
sources, design new processes and 
use other data formats.

The first approach poses the risk of 
over-engineering. There is a danger 
that the experts isolate themselves 
and develop applications in an ivory 
tower. A platform that is prepared 
for every conceivable use case, but 
takes years to get up and running. 
Once operational, the platform will 
be plagued by teething problems and 
other issues, because there is no way 
to be able to account for all of the 
possible exceptions and specifics.

By contrast, the second approach is 
too strongly focused on the operating 
level and fails to take strategic goals 
into sufficient consideration. Busi-
nesses achieve rapid implementation 
and the resulting quick wins with a 
mishmash of individual measures. 
This approach works with a limited 
number of use cases, but is impossi-
ble to scale up. 

When creating a data platform, 
striking a balance between these two 
approaches is the way to go – imple-
menting individual projects while 
never losing track of the overall vision. 
In other words, creating a data plat-
form is a permanent, agile, iterative 
process that is continuous, with each 
individual project augmenting the 
development of the entire platform.

Strategy  
and platform  
development

Data management platform –  
the challenge of striking a balance

1
2

3

4

1. Initial, minimal  
technical structure

2. Prototype-based 
implementation of highly 

prioritised use cases

3. Implementation of  
other use cases

4. Operationalisation and 
establishment across all 

dimensions (organisation, 
technology, etc.)

Realisation  
of data-driven  

use cases

Island solutions and 
reinventing the wheel

Over-engineering  
and ivory-tower  
concepts
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Data supports
existing business

Data operations
are outsourced ��

�� Growth through 
own data

Data ecosystem 
driving growth

DATA COLLABORATION
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Data as a
driver of growth

Data as fuel for
operations

+

–

+– Data shared 
with partnersDATA COLLABORATION

Data used 
internally

This is how businesses can create 
their own data platform, one of the 
pillars of data mindedness, one step 
at a time. 

A systematic approach is vital if 
ideas and opportunities are to be 
turned into applications and value 
creation. Data mindedness places 
the focus on the fluency of pro-
cesses and competencies.

This ensures that
>  IT and the business divisions 

work together (ambidextrous 
attitude).

>  stakeholders develop solutions 
that go live.

>  IT infrastructure and data-driven 
solutions are optimised to work 
in unison

THE CONCEPT OF DATA

Data mindedness opens your eyes to 
the potential of data. This approach 
is just as much about organisation as 
it is about technologies. •
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DEV

OPS

 Experiment 
>  Connection and integration of  

necessary data
>  Explorative data analysis and  

data consolidation
> Feature engineering
> Development/evaluation of models
> Parameter optimisation

 Develop
>  Model testing and validation
> Establish an automated provision process
> Define and implement standard operations
> Constant development and

 Operationalise 
>  Model deployment and monitoring
>  Automation of necessary data pipelines
>  Integration of feedback loops for regular 

model updates
>  Resource and infrastructure

LIFE CYCLE OF MACHINE  
LEARNING APPLICATIONS
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Do you 
have any 
questions 
about the 

New School 
of IT?

What the New School of IT can’t do? 
No technology can replace face-to-face 
dialogue. Let’s talk about your vision.

 
Get in touch  

new-school-of-it@adesso.de 

 
www.new-school-of-it.de

adesso SE
Adessoplatz 1
44269 Dortmund
GERMANY
T +49 231 7000-7000
F +49 231 7000-1000
info@adesso.de 
www.adesso.de


