
2022

SME
Data
Driven
Playbook
Use Data For Better Business Decisions



Table of Content

Preface 3

The Digital Economy 4

Why this Data Driven Playbook? 7

The Data Driven Playbook 11

Step 1: Recognise Data Value 16

Step 2: Measure and Understand 19

Step 3: Define Business Value 22

Step 4: Execute Business Use Cases 26

Step 5: Measure and Improve 29

Tools and Resources – How to Start 32



Small and Medium Enterprises (SMEs) are the motor behind Malaysia’s

economy. More than 90% of business that are operating in Malaysia can

be categorised as a SME. As Malaysia is on a journey to become

increasingly more digital and data driven, it is important to help every

SME understand the business benefits of data-driven decision-making.

In this Data Driven Playbook, we explain a structured process that can

help every organisation become more data driven.

Preface

Throughout this Data Driven Playbook, you will see that we have chosen one

uniform theme: Inspire, Learn and Start. The first purpose of this playbook is to

inspire readers to think about the possibilities that data brings to SMEs.

Through smart use of data, SMEs can obtain a competitive advantage and

grow their business to higher levels of turnover and profit.

The second objective of this Data Driven Playbook is to help you learn.

Although many SMEs recognise the value of data, and have the willingness to

take action, a significant constraint is knowledge. In this playbook, we will

provide step-by-step advice, based on international best practices, to

overcome these constraints. SMEs can adapt and adopt these best practices

to start their data-driven journey. Through an interactive case study, this

playbook also showcases a number of practical examples.

The last and final objective of this playbook is to help you get started. By

showcasing an interactive case study, we hope this Data Driven Playbook will

inspire your company to start their data-driven journey.

With this MDEC Data Driven Playbook, we hope you will be inspired to

recognise data value, learn about the steps your organisation can take, and to

get started with becoming a Data-Driven Organisation (DDO).

We hope you will enjoy this publication.

The MDEC Team

Inspire, Learn and Start
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Introduction to the Digital Economy
Malaysia’s digital economy has been growing rapidly in the last decade.

According to research done by the World Bank Group, the digital economy

made up approximately 20 percent of Malaysia’s GDP last year (2020). Driving

the digital economy are e-commerce and digital services. With more and more

Malaysians connected to the internet every day, there is a world of opportunity

for innovative digital businesses.

Malaysia’s ambition does not stop here. Under the country’s MyDigital

initiative, Malaysia aims to become a technologically advanced digitally-driven

country and a regional leader in the digital economy by 2030. According to

MIDA, the digital economy is expected to contribute 22.6% to Malaysia’s gross

domestic product and create 500,000 new jobs by 2025.

The Digital Economy provides a tremendous opportunity for Small and

Medium Enterprises (SMEs), who can benefit from Malaysia’s rapid

digitalisation:

1. SMEs can benefit from the virtual market and offer their products and

services to a larger target audience.

2. SMEs that become data-driven can leverage the data (from customers and

suppliers) to enhance their decision-making.

3. SMEs that are data-driven are more resilient against uncertain future

situations, especially in situations where physical stores cannot be

operated because of health concerns.

The Digital Economy

What is Malaysia’s Digital Economy definition?

The Digital Economy is defined as the economic and social activities that 

involve the production and use of digital technology by individuals, 

businesses, or the government. 

Malaysia’s definition of digital economy is based on research, analysis and 

mutual engagement among major stakeholders in the public and private 

sectors. Among the research referred to include those from the 

Organisation for Economic Cooperation and Development (OECD), the 

G20 and the governments of Australia and Canada.
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What is Data Driven?

When a company employs a data-driven (adjective) approach, it means 

the organisation makes strategic decisions based on data analysis. As a 

result, a company is considered data driven (noun).

Why is the Digital Economy Important

for Small and Medium Enterprises?
SMEs are powering Malaysia’s Digital Economy. According to SME Corp.,

more than 90% of business that are operating in Malaysia fall in the

classification of a SME. Because there are so many SMEs, competition

between organisations is intense. Digitisation – and the adoption of data-

driven approaches – provides a competitive advantage. SMEs that adopt a

data-driven approach are more flexible and better positioned for the future.

Below are six top reasons that explain how SMEs can benefit from

becoming Data Driven:

1. Reach customers faster through digital marketing and advertising.

2. Leverage insights from social media to build brand and reputation.

3. Build strategic customer knowledge with Customer Relationship

Management (CRM).

4. Optimise internal communication and efficiency with file sharing solutions.

5. Automate finance and payroll processes to reduce workloads.

6. Reduce inventory through a better understanding of the Work in Progress.

These six reasons are consistently mentioned as ways in which organisations

can use digital technologies to fuel growth and profitability in their markets.

Yet despite the proven benefits and opportunities that digital technologies

bring, and the significant technological advancements in recent years, many

SMEs continue to lag in adoption. For smaller SMEs, with 10-49 employees,

the speed of adopting digital technologies is slower compared to SMEs with

50-200 employees. As a result, the gap in adoption is growing.
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What is Malaysia’s definition of a SME?

In Malaysia, sales turnover and number of full-time employees are the two 

criteria used in determining the definition with the “OR” basis as follows:

1. For the manufacturing sector, SMEs are defined as firms with sales

turnover not exceeding RM50 million OR number of full-time

employees not exceeding 200.

2. For the services and other sectors, SMEs are defined as firms with

sales turnover not exceeding RM20 million OR number of full-time

employees not exceeding 75.

Gaining a Competitive Advantage after Covid
Lockdowns and social distancing imposed a radical rethinking of business

models, with firms moving operations online or implementing smart working

solutions at short notice to remain in business and overcome disruptions in

supply chains (OECD, 2020).

Early evidence from business surveys in Malaysia point to up to 70% of SMEs

having intensified their use of digital technologies due to COVID-19.

Companies in the food or catering business have started delivering their

services through platforms (FoodPanda and Grab). SMEs that delivered

product and goods have found their way to e-commerce platforms that provide

full-functioning digital stores and payment solutions.

The Covid Pandemic has changed Malaysian

businesses at a faster, more intense rate than ever

before. Additionally, it has pushed companies to rethink

their approach to digital service delivery. More

importantly, many of these changes are lasting,

providing another imperative to transform to a data-

driven organisation.
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Why this Data Driven 

Playbook?
Malaysia’s future and economy will be Data Driven. It is critical that Malaysia’s

SMEs take the lead in key areas such as digital adoption, digital

entrepreneurship, and innovation. SMEs that make the transition towards

data-driven products and services can stay ahead of international competition,

grow their business towards the enterprise level, and attract new opportunities

in the process.

The biggest challenge for most SMEs is to take the first step. Once the initial

steps have been taken, most organisation see how data can drive further

business growth, which subsequently drives further adoption. To assist SMEs

to take their first step, we have developed this Data Driven Playbook.

This Data Driven Playbook will provide you with experiences, best practices

and examples that can be used to kick-start data-driven initiatives in your

organisation. The objectives of this Playbook can be subdivided into three

main areas:

1. Inspire – In this Playbook, we will provide best practices to digital

transformation. We aim to inspire you to see how data-driven thinking can

help generate future growth and success.

2. Learn – In this Playbook, we will outline a practical and simple approach

that can be used by any SME to start their data-driven journey. We will

move beyond the buzzword, and outline five practical steps that you can

apply in your company tomorrow.

3. Start – In this Playbook, we will present an interactive case study to help

learn the steps that companies take to start their data-driven journey.

With this Data Driven Playbook, MDEC hope to inspire you, help you learn

more about existing best practices and guidance, and to motivate you to start

your company’s data-driven journey tomorrow.
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The Industry 4.0 in Malaysia
The world is currently amidst a technological transformation that will

fundamentally change the way we live and work. It is difficult to predict

precisely how this transformation will impact different industries and countries.

However, we know that this transformation is unlike anything we have seen

before due to the sheer pace and breadth of these changes. Many see these

changes as an ushering of new era of growth, change and opportunity.

The Industry 4.0 transforms how products are designed, fabricated, used and

operated as well as how they are maintained and serviced. It will also

transform the operations, processes, supply chain management and energy

footprint of factories. At the heart of Industry 4.0 is a set of rapidly evolving

and converging technologies. These are pushing the boundaries of what can

be created as products and services.

Many of these technologies have been around or under development for

several years. However, the interaction and resulting convergence of these

technologies is creating an unprecedented pace and breadth of impact.

Completely new industries may be created at these intersections. Thus, these

are loosely termed as Industry 4.0 technologies. The common denominator of

all these technologies: Data.

Data Sharing and Data Privacy
The primary purpose of this playbook is to enable SMEs to become more data

driven. As an organization is becoming more data driven, more data will be

generated within the organization. These data can be shared within the

organization itself or even to be shared with external parties for new business

opportunities in creating new solutions and services.

SMEs would then need to think about the impact of data and which data can

be shared with others. At the national level, Malaysia has initiatives to further

strengthen the Digital Economy such as MyDigital, Industry4FWD and

Malaysia Digital. This includes developing and establishing new data sharing

and data privacy policies, which will be relevant for SMEs. Whilst reading

about new opportunities that are brought by data driven technologies, we also

encourage SMEs to think about establishing data sharing and privacy policies

in their organisation.

©  M a l a y s i a  D i g i t a l  E c o n o m y  C o r p o r a t i o n

8



Artificial Intelligence (AI)

• AI is a concept that is made up of

numerous other knowledge domains such

as machine learning, language

processing and deep learning.

• AI systems need massive amounts of

data to make their predictions.

Data Analytics 

• Data Analytics solutions are driving new

frontiers of decision-making. Through

Data Analytics, companies can for

example obtain knowledge which new

markets to focus on.

• Data Analytics solutions can only be used

by companies who collect data.

Cybersecurity

• As the world gets more and more digital,

information becomes more valuable. As a

result, companies need protection against

cyber threats and potential attacks.

• In order to set up adequate cybersecurity,

organisations need to know which

valuable data to protect.

Internet of Things

• Sensors have become inexpensive and

provide a great value add for products

and services.

• Sensors and IoT devices generate data

that needs to be stored and analysed to

deliver these solutions.

Process Automation

• Process automation is a way to start

delivering services faster, cheaper and

with better quality than manual solutions.

• Before a company can use process

automation, it would need to determine

which data it needs to automate.

Cloud Computing

• Cloud Computing provides an

inexpensive, secure and reliable way to

use IT infrastructure and applications and

is one of the most popular solutions

today.

• Organisations will need to determine

which data will be stored in the Cloud.

What are Data-Driven Technologies?
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Although most organisations see the need to act and understand the benefits

of the data-driven organisation, a key question remains: where to start the

data-driven journey? Many of the enabling technologies of the Industry 4.0

require significant levels of knowledge or investment. Whereas the benefits of

the data-driven organisation are apparent, it leaves the question where a SME

can start.

In this Data Driven Playbook, we will address some of the key challenges and

knowledge gaps that SMEs might encounter in Malaysia. We also provide

some guidance and tips to tackle these challenges:

Key Challenges and Gaps for SMEs

3. Budget Constraints

Investments in new technologies need to be

considered carefully. How can you become Data

Driven with a limited budget? In this playbook, we

will outline critical first steps that your organisation

can take, regardless of your budget.

2. Frameworks and Best Practices

International best practices and standardised

frameworks are crucial to realise the data-driven

organisation. By using best practices, SMEs don’t

need to reinvent the wheel, and can capitalise on

previous work in other organisations.

1. Knowledge and Skills

Moving towards digital organisations requires

people with in-depth knowledge around technology

frameworks, and with significant digital skills to

enable the data-driven journey.
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This Data Driven Playbook provides SMEs in Malaysia guidance on the steps

to become a data-driven organisation. Admittedly, this Playbook does not hold

all the answers to success. The purpose of this document is to provide a

uniform direction that can be used by any SME – regardless of industry or

technological capability – to get started with the first steps. Although every

organisation will be different, some best practices are universal.

The Data Driven Playbook: 

Inspire, Learn and Start

©  M a l a y s i a  D i g i t a l  E c o n o m y  C o r p o r a t i o n

Just Get Started – We don’t recommend to immediately initiate a major

transition in the way in which your company operates. But once an

organisation has the proper planning in place (goals, strategy and

resources), they should just get started. Lessons are learned along the

way, and it is not possible to always foresee everything in advance.

Establish Achievable Goals And Quick Wins – Data-driven strategies offer

a lot of potential and generate excitement for many organisations. But it is

more important to translate these efforts into results. Setting and

communicating achievable goals and quick wins will help to bolster the

ongoing excitement and will help to showcase why data-driven

approaches generate value for the future.

Data Builds Value – A frequently heard statement is that data is the new

oil. Investing in data-driven projects and data-driven decision making

build up long-term value for SMEs. Digitalisation and digital technologies

should therefore be considered a value generator for the organisation.

Think About Technology – Data-driven approaches are not possible

without technology (hence the term data driven). It is therefore imperative

to think about which technologies can bring long-term value. Small

upgrades and inexpensive tools can already have a large impact.

Build A Data-Driven Culture – When your organisation makes decisions,

are these decisions based on experience? Or are these decisions based

on data? Moving towards a data-driven organisation requires a culture

change and a change in mindset. Building a data-driven culture is critical

to long-term success.
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In-person Customer Service Is Always Better
Whereas in person (or manual) work provides a different customer experience, it 

does not mean that data-driven products or services are unable to provide the 

same level of customer experience. A common example to illustrate this point is 

provided by e-hailing services (such as Grab). Even though these companies have 

digitised every step, they provide a better experience. SMEs can benefit from using 

data-driven technologies without compromising their quality of service.

Myths and Misconceptions about the 

Data-Driven Journey

A Data Driven Transformation Is Expensive
Probably the most common misconception is that a data driven  journey is 

expensive. If anything, becoming data driven will only save cost. Digital 

technologies are nowadays so accessible and cost-efficient that they – in almost 

all cases – save more money than they cost. In addition, digital technologies help 

to replace manual or repetitive work and significantly increases productivity.

I Need IT Specialists To Become Data Driven
A commonly heard misconception is that you are required to be a computer 

scientist to start with data driven initiatives. This myth is also busted. Some of the 

most successful SMEs in Malaysia today are led by people who have no 

background in IT or technology. Instead, these entrepreneurs see how data 

creates an opportunity to obtain a competitive advantage.

There Are No Best Practices For My Organisation
In almost every sector and market, there are leaders that see opportunities and 

transform their businesses. Thousands of use cases and examples are available 

for SMEs to use technology to their advantage. Every sector or industry has their 

own data-driven best practices.

Before we introduce the key steps through which an organisation can become

Data Driven, let’s debunk several common myths and misconceptions. The

following list provides an overview of common arguments to postpone a data-

driven journey and are categorically false.
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Don’t let common myths and misconceptions get in the way of your data-

driven ambitions. The research, facts, use cases and success stories clearly

show that – on average – data-driven organisations are more successful, and

more resilient, than organisation who keep using more traditional approaches.

Why is Data Important?
New technologies – like the Industry 4.0 technologies – all have one thing in

common: they generate data. That data needs to be collected and stored

somewhere. And what most companies have come to realise in the last

decade is that data contains value.

Data about previous customers can contain information that is useful for future

customers. Data about previous purchases can help to optimise future

purchases or help to reduce costs. The more data an organisation collects, the

more opportunity it has to utilise parts of that data to their benefit.

The reason why data is important for SMEs can be summarised as follows:

To support SMEs to become Data Driven, this playbook will next discuss a

number of simple steps. These steps are the Data-Driven Journey.

Through digitalisation, SMEs create more 

data every single day.

Data contains value. Data-driven SMEs who 

can analyse data faster or more accurately, 

can win from their competitors

So, in order to grow their business, SMEs 

need to become Data Driven.
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The Five Steps of the Data-Driven 

Journey

As highlighted in the introduction, one of the main purposes of this Data Driven

Playbook is to inspire you to learn more about the benefits of becoming a

data-driven organisation. One of the main questions that is most frequently

posed is: How to get started?

Asking this question is easier than providing an answer. There is no magic

‘one-size-fits-all’ approach that can help organisations become Data Driven.

Because if there was a uniform approach to leverage the possibilities of digital

technology, there would not be so much attention on getting it done right.

Because many SMEs are looking for guidance that provides direction on how

to get started, this Playbook introduces five common steps that every

organisation can follow. These steps provide a structured approach to become

a data-driven organisation. No matter whether your SME is providing retail,

food and beverages, manufacturing or hospitality services, the five steps

below provide a good starting point for any organisation.
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2 0 2 2 . A L L  R I G H T S

Step four is all about the execution of your plans. This could involve creating new 

ways of working, getting started with new technologies, or executing any project that 

brings business value to your company. This stage is where the work gets done to 

become Data Driven.

Execute Use Cases4

The success of a data-driven journey depends on a clear and accurate 

understanding of the starting point and the impact of the program. A data-driven 

journey is a roadmap that brings an organisation from their current state towards a 

future state. For that reason, it is essential to recognise the starting point.

Measure and Understand2

Before starting with any improvement, it is important to determine the value for your 

business. What are the benefits of data-driven projects from a financial point of 

view? Do they bring a solid return on investment? And how to prioritise different 

data-driven initiatives? Business value needs to be defined.

Define Business Value3

The first step in any journey is the awareness that change is necessary. The data-

driven journey therefore starts with knowledge and awareness. What are the 

benefits of a data-driven organisation? And why is data relevant for SMEs?

Recognise Data Value1

Too often, once a data-driven program plan is set in motion, it is assumed that the 

expected benefits have been achieved, and that attention can be redirected to the 

next initiative. The path to improvement is filled with various obstacles, so success 

must be validated.

Measure and Improve5

©  M a l a y s i a  D i g i t a l  E c o n o m y  C o r p o r a t i o n

15



Digital technologies are in the news everywhere. New technologies, like

Artificial Intelligence(AI) and the Internet-of-Things (IoT) are dominating the

news cycles and social media. We see large companies, like Tesla and

Amazon, conquer the market with their latest technologies. As a result, many

SMEs think that becoming Data Driven primarily relevant for large

organisations. Nothing is however further from the truth. Many people forget

that Tesla also used to be a SME and Amazon started as a small online

bookstore. So, the first step in the data-driven journey is to create knowledge

and awareness about the benefits of becoming a data-driven organisation.

Step 1 - Recognise Data Value

STEP 1
Recognise Data Value

Why should SMEs become Data Driven?

First Things First – How to Get Started ?

“Hi, my name is Hafiz, and I own a family business called “Selangor Car Repair” that

provides car repair services. We have five car repair workshops across the Klang

Valley with 45 employees.

The last few years have been difficult for our company. During the pandemic there

was limited demand for car repair services or spare parts. Additionally, we are seeing

some of our customers utilise other options, because platforms like Shopee and

Lazada now also offer products like tyres, new oil and spare lights.

I really want our organisation to become data driven, but where do I start?”

“Hi, my name is Angela. Our company provides accounting services to 2000

customers in KL, Penang and Johor. Our company employs 60 staff to support our

business.

We are already using many cloud services, but we don’t actively use our data. We

still require some steps to become data driven. Where do I start?”

“Great questions Hafiz and Angela. Let me give you four key pointers on how to

get started with recognising data value.”
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The situation of “Selangor Car Repair” is exemplary for many SMEs in

Malaysia. Most SMEs have been under severe pressure due to the global

COVID-19 pandemic and have seen business move elsewhere due to

digitalisation and the platform economy. So where to get started?

Below are four first steps to create knowledge and awareness about data-

driven technologies. It all starts with the realisation that change is necessary to

be successful in the long run. Only if a company starts to recognise data

value, it can start the data-driven journey:

Learn about the value of data
In order to become Data Driven, you will need to know something about data. Note 

that you don’t need to become a data scientist or technology expert. However,

some basic knowledge will allow you to join the conversation. Even if you have 

limited time available, plan some time to learn something about new technologies.

Practical Tips:

• Search online for a training course that you aim to complete about a data-driven

topic. Examples are Excel, Data Analysis, etc.

• Start with an easy program that you can complete and set a goal for yourself

when you aim to finish the program.

• Search for videos and webinars on YouTube, that showcase successful case

studies and learn from industry case studies.

• Consider using free Massive Open Online Courses (MOOCs). There are many

great online programs available for free.

Don’t oppose change, but embrace it
Many SMEs see technological developments around them and consider these a 

threat to their business. Competitors, for example, have started offering products 

and services through online platforms at rates that are cheaper than your company 

is offering. How is that possible?

The first step in any transformation is to realise that change is part of any business, 

and innovation is part of any industry. Innovation brings threats, but also major 

opportunities? Start with embracing new technology, instead of opposing it.

Practical Tips:

• Determine one or two main competitors and take a few hours to study them in

detail. What products and services are they delivering, and at which price point?

• Determine whether competitors are using data-driven techniques to make

decisions. How do they set prices? Are they using digital platforms or websites?
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17



Learn about MDEC initiatives
There are many initiatives that can help your organisation move forward with their 

data-driven journey. There are even several programs that are funded by MDEC.

Whether your organisation is eligible to receive these grants can be determined by 

visiting the MDEC website.

Practical Tips:

• Review the MDEC programs to learn more about specific programs or initiatives

to accelerate your data-driven journey.

• Review the SME Digital Accelerator Program from MDEC.

Plan a field trip
Becoming a data-driven organisation is not something that you do alone. In this 

journey, you will need to work together with your team to accomplish results. As a 

first step, this means that your team needs some inspiration as well. Think about 

organising a field trip to learn more about the possibilities of data.

Practical Tips:

• Many of the large technology vendors have experience centres. Ask IT vendors

if you can join a session. They will be happy to host you.

• Consider doing something fun and data driven, such as attending a virtual

reality game.

“Did you find these tips useful Hafiz and Angela?

Did these tips provide you with some useful inspiration to get started?”

“I certainly found these tips very useful. In the last two months, we organised a field

trip with our entire team to a mobile app developer, I have completed an Excel

Intermediate course, and I have applied for the SME Digital Accelerator Program.

Thanks so much Professor Kuan for the practical advice!”

Yes, for us this was also very useful advice. Although we already have some systems

and collect a lot of data, I think many people in our company did not recognise the

value of data. We have hosted ‘Value of Data’ workshops last month, which all our

staff attended. I can start to see that awareness is rising and that most employees

now realise that we should be doing more with our data.”
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Most organisations – large or small – will already use digital technologies and

data-driven solutions in one way or another. Almost everyone today has a

smartphone in their pocket and utilises one or more apps for business

purposes. Some SMEs are already very advanced, whereas others might find

that they are still in very early stages.

In order to start a data-driven journey successfully, it is important not to set too

aggressive ambitions. Too aggressive ambitions make the chance to fail high

and can be discouraging for all parties involved. A data-driven journey will be

different for every organisations and that is perfectly fine. To set realistic goals

and expectations, you will first need to determine where you are today.

Step 2 - Measure and 

Understand

STEP 2
Measure and Understand

Where are you today?

“Hi Professor Kuan, this is Hafiz again. Remember that we connected a few months

ago? I think everyone at Selangor Car Repair now sees the need to become more

data driven, and our company is ready to take the next steps.

Which projects do I need to set up to become Data Driven?”

“Our company is also ready to take the next steps. Since we are already collecting

and processing some data, I was wondering whether you also have some advice for

SMEs that are already a few steps further in their journey?

Any help would be greatly appreciated.”

“That is great news Hafiz and Angela, but I think you are both going one step too

fast. In order to define suitable projects for your organisation, let’s take one step

back and assess how your companies are performing today.”
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The Data, Analytics and Artificial 

Intelligence Readiness Assessment

In order to define suitable plans for your SME, it is important to understand

where you are today. The second step in the data-driven journey is therefore

to conduct a self-assessment. The Data, Analytics and Artificial Intelligence

(DAAI) tool can be used by any SME to get a comprehensive analysis of their

organisational and technological readiness. It will help any organisation to

assess its data maturity and provides guidance how organisation can ready

themselves to harness new technologies to stay prepared for the future.

By completing the assessment, you will get MDEC’s independent analysis of

your organisation's readiness on six key dimensions: organisation, people,

processes, technology, data and use cases.

You can get started with the Data Analytics and AI readiness report at any

moment, and the tool is available on the MDEC website. The DAAI readiness

assessment is divided into six dimensions. For each of the dimensions, you

will see your organisation’s maturity level (reflected in your score) and the

recommended actions based on the responses you have provided.

Besides a score on your maturity, the DAAI report also outlines how your

organisations scores compared to other local and global organisations.

Data-
Driven 

Readiness
Organisation

People

Process Technology

Data

Use Cases
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The DAAI Readiness 

Assessment Tool
The DAAI readiness assessment is divided 

into six dimensions. For each of the 

dimensions, you will see your maturity level 

as reflected in your score and the 

recommended actions based on the 

responses you have provided. Coupled with 

our experience with similar organisations, 

locally and globally, the assessment tool will 

then determine your maturity level both 

within each section and overall.

https://readyfordataai.com/mdec

“Did you manage to complete the Data, Analytics and Artificial Intelligence self-

assessment? What were the results?”

“Yes, I did Professor Kuan! I found that our company is still at the “Beginner” level,

but that means there will be some quick wins!

By completing this assessment, we now have a better understanding how data and

analytics influence our operations The assessment also highlighted key areas that

we can focus our projects on. This report is useful for our next steps.”

“Yes, for us this was also a very useful exercise. Our company was classified at the

“Apprentice” level. The part of the report that is very useful for our organisation is the

assessment of the “people” dimension.

From the report, we learned that although data literacy in our company is managed to

a certain extent, continuous action is required to support the development of a pro-

data culture. We also found that our cybersecurity, data engineering and data

analytics teams are largely undermanaged, and that we need to address this soon.”

The DAAI Assessment provides your organisation with an instant overview of

key improvement areas. Based on the outcome of the assessment, SMEs can

plan focused and targeted improvement projects and further improvement

initiatives.
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Step 3 – Define Business Value

STEP 3
Define Business Value

Which projects will bring value to SMEs?

Which Projects should SMEs consider in

order to become Data Driven?
Now that a company has a better understanding of the value that data will

bring to the organisation, and the maturity level they are on today, it is time to

start looking at the future. Which projects can a company plan and execute to

become more data driven? Which steps make sense from a financial

perspective? And are there best practices that explain which projects should

get the highest priority?

To get started and achieve results, SMEs should start to define projects that

bring long-term business value. Organisations can start with planning an initial

pilot project. Alternatively, a SME can identify a variety of different projects and

prioritise them based on value. If a company is making a prioritised list of data-

driven projects, we commonly refer to this as a Data-Driven Roadmap.

The Data-Driven Roadmap
Which projects are most suitable for which organisation? Unfortunately, there

is no uniform answer to this question. SMEs that provides marketing services

will have different priorities (a.k.a. business value) than SMEs that are active

in the Oil & Gas domain. Every company will have a different set of priorities,

which are based on the following two main variables:

Readiness

Industry

Data-
Driven 

Roadmap
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The data-driven readiness of a company was determined in Step 2 of the data-

driven journey. If a company operates at the “Beginner” level, it will need to

identify different projects or different Use Cases, compared to a SME that is

already at the Practitioner level. Similarly, organisations in different industries

will have different priorities to focus their efforts on.

The Data-Driven Roadmap in Practice

Identifying and Prioritising Use Cases
The identification of Use Cases – projects in your data-driven journey – is by

no means an easy task. It requires a firm understanding of your current

business processes and objectives. The way in which you prioritise your

projects will determine how your organisation differentiates from competitors in

the future.

“We have had many discussions with our team about the priorities for our organisation

and think we can obtain most business value by getting one system for all our

purchases. We purchase many car parts from hundreds of suppliers, and don’t have

any data to forecast how many parts we need. Is this a good project?”

Our company has identified three potential Use Cases that bring business value:

1. Setting up a central CRM system for all our customer data.

2. Setting up a digital document system so we can file our accounting documents

in one centralised place.

3. Developing a mobile app, so that customers can always see their outstanding

bills on their phones.

How should we choose which project is best? And if we want to do all three, how can

we identify the best order in which to plan and execute these initiatives?

These are some very good questions.

In this section of the playbook, we will take a closer look at how we can determine

the business value of a project. We will also discuss how you can create Use

Cases for a Data-Driven Roadmap .
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In addition to knowledge of your organisation's objectives, you need a firm

understanding that explains how new technologies (and digital technologies

especially) can help accomplish your goals. That is why in the step one of this

data-driven journey, it is first necessary to recognise data value.

To identify potential Use Cases, you can best work in groups or teams to

make a list of potential projects that can benefit your SME. You can:

1. Interview users of existing systems.

2. Observe users of existing systems.

3. Interview subject matter expert to learn about processes.

4. Host workshops or brainstorming sessions to generate ideas.

After you have identified one or more potential Use Cases that bring business

value, you can estimate two important assumptions for every project:

• Business Value: What is the benefit of this Use Case (in MYR) for the

company over a fixed period (for example three years).

• Feasibility: How likely (in terms of a percentage) is it that this project can

be realised within the time and budget? How complex is this project?

Although both variables will be best estimates or assumptions, these values

can help to identify and prioritise Use Cases based on the following matrix:

Business Value

F
e

a
s
ib
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ty

Use Case #1

New CRM

Use Case #2

Doc. System

Use Case #3

Client App
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“So, I hope this method will help you identify which Use Cases you should start with in

your data-driven journey. Did you manage to complete this exercise?”

“This is a simple and effective method. We found that a central Purchasing System

can save us RM 500,000 over two years. Our IT specialist has set up a similar

system before, so we estimate the feasibility of this project at 85%.”

“Yes, we used the methodology in our organisation and have given values for

business value and feasibility to all 3 projects we identified previously. You can see

the outcome of our exercise in the graph on the previous page.

It is very clear that our roadmap will start with the new CRM system, since that will

bring most business value, and has the highest feasibility of success. After this

project, we will look at the document system and last the Client App. Thanks

Professor Kuan!”

This technique will help any SME to properly identify the most relevant and

feasible projects in their data-driven journey. In addition, it will force teams to

think about which data is relevant for their organisation, and how projects lead

to long-term benefits for the organisation.
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Step 4 – Execute Use Cases

STEP 4
Execute Use Cases

Showcase success with the first projects

In the previous step, we explained how a SME can identify one or more

projects to start their data-driven journey. The only thing left to do? Ensure that

the projects are executed successfully! But this is easier said than done…

To consider a data-driven journey a success, the Use Cases that have been

identified in step 3 need to be completed within the agreed time and budget. In

step 4, we will therefore review some best practices that help augment the

probability of successful project delivery. Additionally, we will also consider

several Critical Success Factors (CSFs) that are important for any data-driven

project, and that might be beneficial for every SME.

“We are super excited to start our first pilot project of our data-driven journey, and I

have been appointed as the Project Manager! I will make sure that our new

procurement system will bring business value, and that we will make significant

savings in future purchases.

Professor Kuan, do you have any best practices for leading the project successfully?”

“Our company will start our data-driven roadmap with establishing a centralised CRM

system for all our customer data. We currently have all our data in different

databases, third-party systems, and sometimes even in Excel sheets. Any thoughts

on how we make sure this first pilot project can be completed successfully? And do

you have any other practical advice that we can take into consideration?”

“Congratulations on selecting your first Pilot Projects. The Pilot Projects are

crucial, because they will determine the success of your data-driven journey.

Luckily, many companies – both SMEs and MNCs – have gone through the data-

driven journey. Let me share some lessons and critical success factors with you!”
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Success Factors for Business Use Cases

An organisation can significantly increase the chances of 

success by enabling active participation in the data-driven 

journey from the teams and employees in the company.

Employee Participation1

The type of leadership needed for a successful data-driven 

journey can be described as that of a winning team, one in 

which people are given the space and opportunity by the 

leadership team to do their best work.

Leadership Support2

For any Pilot Project or Use Case, it is important that a clear and 

well-defined project structure exists. Organisations need to assign 

clear roles and responsibilities in the project, define suitable 

timelines, and establish a suitable governance structure. 

Project Structure3

A culture where people can speak their mind, suggest 

improvements and indicate potential risks is important in any 

data-driven initiative. Because Pilot Projects are new to the 

organisation, establishing a learning culture is crucial.

Learning Culture4

Regardless of the nature of your data-driven projects, there are several best

practices and lessons learned that can help to augment a pilot project’s

success. These best practices originate from the knowledge domains of

project management and digital transformation and can provide value for

SMEs in their data-driven journey.

According to the Innovation Value Institute (IVI), there are four major

conditions that need to be present for data-driven journeys to be successful.

These four Critical Success Factors (CSFs) provide a solid foundation in which

digital initiative can thrive. SMEs who focus on establishing these CSFs have

a higher probability of successfully delivering their first pilot projects.
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“I am very interested to learn whether your first Pilot Projects were successful?

Did you manage to complete them in time and budget?”

“It was a struggle to get started, but we followed your advice. We organised a

centralised Project Kick-Off, and we appointed a number of champions in every

department that helped with providing input to the requirements. This really helped to

gain support for our first Pilot Project!”

“Since this project was going to affect everyone in the company, we started with a

number of main activities:

1. We set up a clear project structure and appointed clear roles and responsibilities

for leading this project.

2. We held workshops with every team to identify their requirements for the new

CRM system and identified different user groups.

3. We established a system of weekly reviews, so that we could learn fast from any

mistakes that were previously made.

Due to these practices, we were able to finish the first pilot projects within the required

time and budget. Overall, I can say that it was a successful start.”

The execution of the Pilot Projects will require time, and a learning curve. As

organisations start on their journey to become Data Driven, it is important to

set realistic expectations. Timelines and budgets that are too aggressive will

likely lead to delayed or failed initiatives and can jeopardise the success of the

entire data-driven journey.

One of the most important lessons and best practices in this stage of the data-

driven journey is to ensure that all the Critical Success Factors are present.

Employee participation, leadership support, a clear project structure and the

establishment of a learning culture will create a sustainable environment. A

sustainable environment in turn provides the necessary structure in which

data-driven pilot initiatives and projects can thrive.
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Step 5 – Measure and Improve

STEP 5
Measure and Improve

Keep the momentum going

Needless to say, a data-driven journey is never fully completed. Even

organisations that operate at the highest maturity levels (the “Leaders” in the

assessment) have improvements that they can execute in order to become

more Data Driven. The data-driven journey for this never fully finished.

However, as part of the journey, any SME should see change. Change from a

traditional operating model, to one that is primarily Data Driven.

After the first project has been executed, it is important to keep the momentum

going. How can we establish that the journey is successful? And how can any

SME ensure it can continue their journey after the first few Pilot Projects? The

answers to these questions are the final step of our data-driven journey. To

make the circle round, we will consider data to measure success.

SMEs that have gone through the data-driven journey, should now have data

to make follow up decisions. Already in step 2, we stated that metrics for

success should be established. So now that we are at the end of the data-

driven journey, we can review these metrics to determine whether the journey

has been successful. In the end, we use data to review whether the data-

driven journey met its objectives.

Step 1 -
Recognise Data 

Value

Step 2 - Measure 
and Understand

Step 3 - Define 
Business Value

Step 4 - Execute 
Pilot Projects

Step 5 - Measure 
and Improve
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The amount of knowledge that an organisation builds up and that can be 

shared for future use. The amount of knowledge articles in a system is a good 

measurement the increased knowledge of the organisation.

Knowledge Articles

Productivity is a measure of the 

amount of work that can be 

completed by people or solutions per 

time unit. Most data-driven projects 

are aimed at improving productivity, 

because increased productivity leads 

to business value.

Productivity

Cost optimisation is a measure that 

identifies cost savings across the 

organisation. Cost optimisation 

metrics indicate the reduction in 

costs that are the result of the data-

driven initiative.

Cost Optimisation

Adoption simply means how well 

your new solutions and (pilot) 

Projects are being used by your 

employees.

Adoption

Engagement measures how 

frequently your employees or 

customers are using your new 

solutions and (pilot) projects.

Engagement

The final step of the data-driven journey provides new input for the next cycle of

improvements. A commonly asked question, is how to measure the success of

data-driven projects. The following overview provides some best practice

guidance, and indicates metrics that can be used to determine success:

Best Practices for Measurements 
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“We are at the end of the data-driven journey!

How did your organisation use the Measure and Improve step?”

Our accounting firm has successfully started with the first Pilot Project. Although we

are still increasing the functions of the system, I can already share some quick results:

• All our sales and back-office staff are now working with the new CRM system

(Adoption).

• Since the CRM System is now also available on mobile devices, we see that

employees also use it more outside office hours (Engagement).

• The time to quote a customer has decreased from 5 days to 5 hours, and our deal

closing percentage is 15% up (productivity).

• We have cancelled our contracts with 4 different suppliers and don’t need

expensive support anymore. This has given us an additional RM 140,000 in saving

per year (cost optimisation).

• So far, we have 1200 knowledge articles in our CRM system, which makes it

faster for our staff to find crucial information.

All in all, this has been a great example of a Data-Driven Journey, Professor Kuan.

I never expected these results.”

Case Study Closure – Measurable Results

“For our company, the measure and improve step was crucial to showcase the

success of our Data-Driven Journey. We have now onboarded 95% of our suppliers

(adoption) and all those suppliers are using the new procurement system

(engagement).

On a yearly basis, we are now able to save RM 400,000 because we purchase parts

and supplies more effectively (cost optimisation). An additional benefit, which we did

not anticipate, is that our suppliers ask us less questions, so we are also saving RM

100,000 in back-office support per year.

All thanks to the advice in the playbook Professor Kuan! I am so glad to have you as

a Professor in our Data-Driven Journey!”
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MDEC offers 

knowledge 

and 

resources to 

help SMEs 

get started.

Author

As the world navigates 

unprecedented times, facing 

multiple industry disruptions, 

Malaysia continues to set the 

narrative for the Southeast Asia 

region with a focused effort to 

drive its digital economy 

forward.

https://mdec.my/

1

The Data-Driven Enterprise 

Programme promotes and 

facilitates business enterprises 

towards making data-driven 

decision to create value from 

data and be AI ready for the 

future.

https://mdec.my/datakita/dde/

2

An initiative to enable traditional 

Malaysian businesses in key 

sectors moving towards 

digitalisation, improving 

efficiency and customer 

experience.

https://mdec.my/100-godigital/

3
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MyMDEC mymdec mymdec mdec.my

Malaysia Digital Economy Corporation

Malaysia Digital Economy Corporation (MDEC) is the agency under the 
Ministry of Communications and Multimedia Malaysia leading the 
digital transformation of the economy for 26 years. We aim to enable a 
progressive, innovation-led digital economy.

MDEC will continue to lead Malaysia towards becoming a globally competitive 
digital nation through the development and execution of the Malaysia Digital 
initiative, which aims to create substantial digital economic spill-over through 
equitable access to digital tools, knowledge, and income opportunities. 

Predicated on a new framework built upon three primary components – 
Agility, Flexibility, and Relevance – Malaysia Digital is set to enhance Malaysia’s 
value proposition to attract digital investments, firmly establishing Malaysia as 
the digital hub of ASEAN.

About MDEC
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