Separating data from systems
changes how businesses change
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Data Sovereignty as a
Leadership Issue

Data sovereignty is about independence.

It is the ability to operate and change on one's own terms in an environment
shaped by platform concentration, regulatory pressure and rapid technological

change.
Over time, many organizations lose this independence gradually.

Not through a single decision, but through years of optimization, integration and
scale. Data becomes structurally embedded in platforms, systems and
proprietary logic. Choices remain possible in theory — but increasingly risky in
practice.

When change is required, the challenge is rarely technological. It is structural.

At that point, the central question shifts from what should we change to
something far more fundamental:

“Can organizations change systems and
platforms without losing control of their data?”

This is what data sovereignty really addresses.

Data sovereignty is not primarily about hosting location, compliance frameworks
or rejecting global platforms. Those aspects matter but they are secondary.

At its core, data sovereignty is the practical ability to remain independent of
third-party platforms by retaining control over enterprise data.
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How Platform Dependency
Becomes a Strategic Constraint

Platform dependency rarely starts as a strategic decision.

It emerges gradually as organizations optimize for efficiency, scale and
speed. New platforms are introduced to solve concrete problems. Integrations
are added. Data models adapt to vendor-specific services and architectures.

Each step makes sense in isolation.

Over time, these decisions accumulate. Data becomes intertwined with
platforms, proprietary services and system logic. What changes is not
functionality — but reversibility.

When data is structurally embedded in platforms, changing direction becomes
risky.

This is where platform enablement quietly turns into dependency.

From platform enablement to platform constraint

Initially Over time
* Platformsincrease speed e Platforms limit change
* Integrations solve local needs * Integrations create coupling
 Data access feels flexible * Data becomes hard-wired
* Choicesfeelreversible * Choices become risky

“Dependency is rarely designed. It is discovered
when change becomes risky”



Reframing Data Sovereignty:
Independence by Design

Data sovereignty is often approached as a control problem —reducing risk,
ensuring compliance, protecting assets.

But independence cannot be added through control alone. It must be
designed into how data and systems relate.

The shift is simple. And fundamental.

Data must be treated as a business asset, independent of the systems that
process it.

System-centric Data-centric
» Data access tied to applications » Data access defined independently
» Ownership embedded in platforms » Clear ownership and accountability
» Point-to-point integrations » Standardized access across platforms
» Change constrained by systems » Systems can change without redefining

Platforms are not removed from the architecture.

Their role changes.
They consume data —> they do not own it.
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Operationalizing Independence

Independence cannot be sustained by principles alone. It must be made
operational.

In most organizations, control over data is still defined inside systems and
platforms.

To preserve independence, organizations introduce a data control layer.

“A layer that defines how data is accessed and governed —
independently of the systems that produce or consume it”

Business initiatives

Data control layer

Systems & platforms

What a data control layer enables

Clear data ownership

Standardized access across platforms

Visibility of dependencies

* Independently changeable systems
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Combine Data Controller (CDC)
The data control layer

A data control layer only works when applied consistently across systems and
initiatives.

The Combine Data Controller (CDC) is our implementation of a data control layer.

It operationalizes independence by standardizing how enterprise data is
accessed and governed - independently of the systems that use it.

Combine Data Controller

Data ownership and accountability
Access and governance standards
Decoupling through standardized adapters

Standardized adapters
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Core and Legacy Systems, Enterprise Applications, External Data Sources

“CDC is designed to preserve independence
across heterogeneous platform landscapes”



Independence Is a Choice

Data sovereignty is not a technology initiative. It is a strategic position.

Over time, organizations either preserve their ability to change — or gradually
give it away. Not through a single decision, but through accumulated choices
about systems, platforms and data ownership.

When enterprise data is tightly coupled to platforms, strategy becomes
conditional. Change is possible, but increasingly risky. Independence exists in
theory, not in practice.

Organizations that separate data from systems make a different choice. They

design for reversibility. They retain control. They keep the option to change —on
their own terms.

This is what data sovereignty ultimately represents.

* Not control for its own sake
* Not rejection of platforms

« But the deliberate preservation of independence

“Independence does not happen by default.
It is designed”



