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VIETTELDX 2023 – UNLEASH YOUR DIGITENTIAL

Building a data-driven 
organization
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Summary

Data-driven transformation has enabled organizations to unlock significant 

benefits:
• Driving improvement in core operations via cost optimization, and improved supply chain 

forecasting & management
• Creating additional value via closer relations with your customers, improving frequentation, 

pricing optimization, and unlocking upsell/cross-sell opportunities
• Building new businesses leveraging "advantaged dataset" and insight

GenAI is driving the new wave of data-driven transformation
• New use cases and business models are being unlocked (e.g., generative design, automated 

Hyper-personalized marketing, advanced robotic etc.)…
• …requiring organizations to rethink their data strategy

Players across sectors are prioritizing data initiatives; yet most companies not 

successful in realizing data ambition due to:
• 80% companies see data-driven initiatives as top priority yet only 10% successfully achieve data 

ambition
• Lack of data vision, legacy architecture & governance, limited monetization strategy and  

failure to bring in cultural shift are main reasons for failure

Our recommendation to get started in data transformation: clear articulation of 

the "what" and "how" is critical to unlock data value potential
• What: Identifying advantaged source of data with monetization potential; and Tying data 

strategy to clear business outcome
• How: Building target data architecture and governance linked with analytics; and Defining the 

right set of talent and instill an agile mindset to scale data use cases across organizational silos
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Data-driven transformation has been proven and 
implemented at scale

Customer Centricity New business models 

Source: DSR BCG

Shifted social/mobile experiences 

Ready to engage anytime, 

anywhere -data 

driven experiences 

Personalized customer relationships 

Leverage customer 

purchase history to up-

sell, cross-sell 

Increased connectivity 

Interconnected devices, 

applications to track 

habits, health 

Platform-based models 

and ecosystems 

Platform-players exploiting 

scale advantage to 

disrupt supply chain/ 

pricing dynamics 

New Value Propositions 

Data driven value 

propositions 

Advantaged operations 

Dynamic data powered supply chains 

Forecasting supply chain 

needs and warehouse 

stocking levels 

Data enabled core operations 

Predicting size of 

underground oil and 

gas resources 

Improved service costs via 

predictive maintenance on 

agricultural equipment 
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Source: BCG analysis

Indicative based on outside-in 
analysis; not exhaustive

Data analytics Subscription mgmt. ConnectivityCloud

Innovation

Fleet visibility and monitoring

Uses multiple data sources…
▪ Telematics data
▪ Fluid samplingdata
▪ Visual inspection data

…To provide key data services

▪ Equipment management
▪ Productivity / utilization
▪ Safety / operator monitoring

Partnership Joint Venture Subsidiary / minority investment

Advantaged operations: Caterpillar orchestrates a data ecosystem powered by
partnerships to provide operational improvement services

Data 

Innovation 
Lab

Ventures

1
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Customer centricity: Starbucks' personalized automated offers allowed 
by large-scale data deployment

The most compelling rewards 

program with everyday relevance

Churn prevention through 

preemptive targeting and 

retention offers 

Engagement & 

rewards

The easiest, most sensible ways 

to pay at Starbucks and beyond

Payment & 

Partnerships

Offers, communications

and service tailored to 

individual customers

Hyper-personalized e-

mail campaigns 

(x13,000+ variants/week 

after 1 year)

Personalization

The fastest, and most 

convenient way to order

Mobile first 

& ordering

Impact on Starbucks

Source: BCG experience

Starbucks leverage customer data to build hyper-personalized 

loyalty program,

Annual net incremental 

revenues

2.5× Improvement in 

marketing engagement

Reduction in churn10%

+$150M

2
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New business model: KLM leveraged its proprietary data and expertise to
build service to improve airline operations worldwide

…to create a comprehensive suite of integrated data productsKLM & BCG combined forces…

Proprietary data from >700 daily 

flights across 150+ destinations

World class data science experience

Suite of proven tools

Significant operations expertise 

advising complex network carriers

Pathfinder
Smart &
robust
scheduler

Sentry
DoE
disruption
optimiser

Harbinger
Crew
disruption
optimiser

Vanguard
DbE
disruption
optimiser

Voyager
Schedule
delay
predictor

20+
airlines around the 

world are using and 

drawing benefits

from the platform

Source: DSR BCG

3
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Use 

Traditional ML for 

data-driven 

decision-making

Use Generative AI 

for new content 

generation, 

automation, 

complex problem 

solving 

When value pools overlap, compare cost, capability 

and talent requirements

Fraud

detection

Hyper-

personalized 
marketing  

Optimized 

inventory & SCM

Automated supplier 

interaction 
(e.g., for C suppliers)

Dynamic pricing 

engines

Generative design
(e.g., generative CAD) 

Demand

forecasting

Multimodal robot 

instructions

Ad spend 

optimization

Source: BCG

Enabled by tech advances:

• GPU performance
• Compute cost reduct.

• Public data availability
• New model archetypes 

& training techniques

• AI research funding

Non-exhaustive

Planning 

optimization

GenAI is driving the next wave of data-driven 
transformation
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GenAI already making impact, requiring organizations to adapt

1. https://github.blog/2022-09-07-research-quantifying-github-copilots-impact-on-developer-productivity-and-happiness/
2. https://joshbersin.com/2023/03/new-mit-research-shows-spectacular-increase-in-white-collar-productivity-from-chatgpt  
3. https://www.cnbc.com/2023/05/02/chegg-drops-more-than-40percent-after-saying-chatgpt-is-killing-its-business.html 

4. Reuters, Yahoo! Finance, OpenAI
5. Crunchbase, Pitchbook, BCG Analysis

7

Productivity gains are 

real and proven

Companies' value prop 

are being challenged

Barriers to AI are 

lower than ever

Widely expected to 

create outsized value

55%

37%
faster completion of 

knowledge work with 

comparable quality results 

using OpenAI ChatGPT2

faster completion of 

coding tasks with higher 

success rate using GitHub 

CoPilot1 

2 months
to 100M users for OpenAI 

ChatGPT, 

the fastest product on 

record4

Conversational UX eases 

human adoption

Same model can handle 

multiple downstream 

tasks

Robust against 

unstructured, unlabeled 

messy data 

~$20B+
of committed VC funding for 

Generative AI in the last 

three years alone5

-49%
drop in Chegg's stock share 

price after CEO attributed 

the slowdown in 

subscriptions to Chat GPT

https://github.blog/2022-09-07-research-quantifying-github-copilots-impact-on-developer-productivity-and-happiness/
https://joshbersin.com/2023/03/new-mit-research-shows-spectacular-increase-in-white-collar-productivity-from-chatgpt
https://www.cnbc.com/2023/05/02/chegg-drops-more-than-40percent-after-saying-chatgpt-is-killing-its-business.html


8 C
o
p
y
r
ig

h
t 

©
 2

0
2
3
 b

y
 B

o
st

o
n
 C

o
n
su

lt
in

g
 G

r
o
u
p
. 
A
ll 

r
ig

h
ts

 r
e
se

rv
e
d
.

15 C
o

p
yr

ig
h

t
©

2
0

2
1

b
y

B
o

st
o

n
C

o
n

su
lt

in
g

G
ro

u
p

.A
ll

ri
gh

ts
re

se
rv

ed
.

Data is at the heart of
several initiatives that
are higher priority now

Note: n=825
Source: DSR Global 2022 Survey
Q. Which of your digital initiatives are now likely to
become of higher priority?

~80%
respondents feel following 
initiatives are higher priority 
due to COVID-19

Digital
marketing

Data driven
supply chain

Strengthening
cybersecurity

Customer centricity/ 
personalizing/loyalty

Implementing AI 
solutions at scale

Consolidating databases
and managing data at scale

Leverages satellite data and AI to 
improve traceability of raw materials

Created virtual store using VR & 
implemented digitization strategy 

faster than planned

Linked home delivery with loyalty
program to drive repeat 
purchases from regular 

customers during lockdowns

Acquired encryption service, 
amidst privacy concerns, as part of
90-day push to fix security flaws

Released China’s first open- source
AI model for pneumonia CT image

analysis

Partners across public services, 
medical, media etc. to consolidate 
data & provide open source tools 

against COVID-19
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5 common pitfalls in realizing ambitions

Siloed data, not interoperable, 
legacy systems

Not interoperable data, stuck in 
organizational silos; lack of 
foundational architecture

Lack of understanding of
what it takes to activate,scale

Missing link on what it takes to 
institute data governance to 
activate, scale outcomes

Unable to bring data culture
shift acrossorganization

Limited adoption from top & lower
level employees –failure in driving
cultural shift

Lack of ambition and vision for
data, incremental thinking

Unclear on value proposition,
incremental steps instead of
blank slate visioning

Missing creativity to push new 
business models, partnerships

Limited creativity around 
strategizing on monetization 
opportunities

Source: BCG Data Capability Maturity (DACAMA) 
Survey, 2022, n=582, BCG Analysis

~10%
of companies reached
the ambition they had set

But reaching 
ambitions has proven
challenging for most
companies

Note: Market ambition was to grow data maturity 
index by >50%. However, it only grew by 18%
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A winning 'data strategy' clearly articulates the 'What' & 'How'

Advantaged Datasets
A clear path to 'advantaged'data self 
funded by a creative monetization 
strategy

Culture
Data & digital skills along with 
organizationwide cultureof using 
data with speed andagility to drive
decisions while maintaining a trust
advantage

Analytics
Leading analytics capabilities 
applied over a future proof & 
secure data& digital platform

How

Integration
Data governance & understanding to
enable differential aggregation and
integration

Business Outcomes
A bold visiontied to business outcomes
and value levers, creating sustainable
competitive advantage

Source: DSR BCG

What
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aa

Our comprehensive Data Capability Framework to assess 
and develop data capability  

Source: BCG experience

1

2

3

4

5

6

7

• Why are we interested in data? What are we trying to achieve?

• Improvement of current practices or radical transformation?

• Which are the main macro use-cases?

• How much value do we expect from each?

• Have we implemented the right analytics functions?

• Do we have a thorough analytics process, leading to concrete results?

• Do we have in place a Data Management organization?

• Have we launched basic Data hygiene actions (incl. defining quality 
and KQIs?

• Do we have an infrastructure suitable to our vision and future use 

cases (incl. technologies and operating model)? 

• What is the optimum strategy for building and leveraging a 

data ecosystem?
• How should we manage the ecosystem? What role should we play in it?

• How do we handle change management from legacy to a data-

driven company
• Do we leverage the new ways of working?

1

2

Product 

develop-

ment

Operations Marketing 

& sale

Customer 

services

Data Vision

Data Use cases

3 4

5 6

7

Analytics set up Data Governance

Data infrastructure Data Ecosystem

Change management 
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Our action plan to define a comprehensive data strategy

▪ Blank slate visioning of
ideal dataset

▪ 'Advantaged' data and
collection strategy

▪ Data strategy tied to
business outcomes

▪ Future proof modular 
data platform

▪ API powered access to 
drive analytics/AI

▪ Cybersecurity & data 
governance tools

▪ Data management/ 
governance set up

▪ Talent/skill gap & 
resourcing/training plan

▪ Communication plan & 
ways of working

▪ Prioritized data use cases to
enable bionic outcomes

▪ Internal/external data
monetization plan

▪ Self funded path to
'advantaged data'

Benchmark current data capabilities Develop roadmap & change management plan

Define ambition and
“advantaged”data

Prioritized outcomes
and path to value

Target architecture
and link to analytics

Data governance and
capability build

I II III IV

V VI

What How
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The services and materials provided by Boston Consulting Group (BCG) are subject to BCG's Standard Terms 
(a copy of which is available upon request) or such other agreement as may have been previously executed by BCG. 
BCG does not provide legal, accounting, or tax advice. The Client is responsible for obtaining independent advice 

concerning these matters. This advice may affect the guidance given by BCG. Further, BCG has made no undertaking 
to update these materials after the date hereof, notwithstanding that such information may become outdated 

or inaccurate.

The materials contained in this presentation are designed for the sole use by the board of directors or senior 

management of the Client and solely for the limited purposes described in the presentation. The materials shall not be 
copied or given to any person or entity other than the Client (“Third Party”) without the prior written consent of BCG. 

These materials serve only as the focus for discussion; they are incomplete without the accompanying oral commentary 
and may not be relied on as a stand-alone document. Further, Third Parties may not, and it is unreasonable for any 
Third Party to, rely on these materials for any purpose whatsoever. To the fullest extent permitted by law (and except 

to the extent otherwise agreed in a signed writing by BCG), BCG shall have no liability whatsoever to any Third Party, 
and any Third Party hereby waives any rights and claims it may have at any time against BCG with regard to the 

services, this presentation, or other materials, including the accuracy or completeness thereof. Receipt and review of 
this document shall be deemed agreement with and consideration for the foregoing.

BCG does not provide fairness opinions or valuations of market transactions, and these materials should not be relied on 
or construed as such. Further, the financial evaluations, projected market and financial information, and conclusions 

contained in these materials are based upon standard valuation methodologies, are not definitive forecasts, and are not 
guaranteed by BCG. BCG has used public and/or confidential data and assumptions provided to BCG by the Client. 
BCG has not independently verified the data and assumptions used in these analyses. Changes in the underlying data or 

operating assumptions will clearly impact the analyses and conclusions.

Disclaimer
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