Unlocking trapped value in data
– accelerating business outcomes
with artificial intelligence
Actions to bridge the data and AI value gap

Enterprises need a holistic data strategy to harness the
massive power of artificial intelligence (AI) in the cloud
By 2022, 90% of corporate strategies will explicitly cite data as a critical
enterprise asset 1. The reason why? Fast-growing pressure on enterprises to
be more responsive, customer obsessed and market relevant.
These capabilities demand real-time decision-making, augmented with
AI/machine learning (ML)-based insights. And that requires end-to-end data
visibility—free from complexities in the underlying infrastructure. For
enterprises still reliant on legacy systems, this can be particularly challenging.
Irrespective of challenges, however, the direction is clear. According to IDC
estimates, spend on AI platforms and applications by enterprises in Asia
Pacific (excluding Japan and China) is set to increase by a five-year CAGR of
30%, rising from US$753.6 million in 2020 to US$2.2 billion in 2024 2.
The need to invest strategically in AI/ML is higher than ever as CXOs move
away from an experimental mindset and focus on breaking down data silos to
extract full value from their data assets. These technologies are likely to have
a significant impact on enterprises’ data strategies—making them increasingly
integrated into CXOs’ growth objectives for the business.
This is supported by research for Accenture’s Technology Vision 2021, which
shows that the top three technology areas where enterprises are prioritizing
investment over the next year are cloud (45%), AI (39%) and IoT (35%)3.

Introduction

By 2022, 90% of corporate strategies will
explicitly cite data as a critical enterprise asset.
- Gartner
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When enterprises move to cloud, it’s important to recognise that decisions
on data management can have a significant impact on generating
real-time insights and improving speed to service for the business. That’s
why it’s best to consider data management early on in the cloud journey.
Lack of a unified data strategy
Enterprises migrating their business from legacy landscapes to cloud
typically lack a unified data management strategy and usually treat cloud
migration as a ‘lift and shift’ exercise. Hybrid, multi-cloud, and edge
environments further complicate this scenario.
As data is moved to cloud, CXOs often encounter a complex transitional
phase where they need to integrate insights from data stored in multiple
architectures, both on-premise and on cloud. This creates the challenge of
integrating inconsistent user interfaces across different platforms in order
to extract relevant insights.
What’s more, faced with exponential growth in data, enterprises can be
overwhelmed with the sheer volume—and the potential value they can
derive from it. As a result, much of their data remains underutilised, or not
used at all.

Extracting value from data: the challenges
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When a gap exists between the current value derived from data and the potential value to be achieved from that data (Figure 1),
companies can neither improve their core businesses nor lay the foundations for growth in future businesses. They will be unable to
improve their operational efficiency, make more informed decisions, create new products and innovations, and/or serve their
stakeholders better.
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Figure 1: The data and AI value gap
Exponential growth in data (from within the business as well as the ecosystem) amplifies the opportunity for enterprises to be more
insight-led in delivering business value. However, most find it challenging to convert the data into value, leaving a large gap between
access to data and the ability to derive meaningful insights from it.

Extracting value from data: the challenges
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The majority of enterprises tend to focus on technological capabilities like AI/ML,
data visualisation, and migration without developing a holistic approach that
integrates enterprise data strategy with business objectives, organisational
culture, and processes.
Lack of a unified approach to data management results in misalignment with
organisational goals such as identifying the correct use-cases for implementation,
achieving business-specific benefits, improving data literacy in the workforce,
reskilling and training existing employees, and creating an entrepreneurial
‘build-experiment-fail-fast’ operating model.
Data silos preventing free flow of data across application ecosystems
Recognising that myriad challenges can and do arise from the lack of a robust data
framework is a big part of the battle. But the real question for enterprises is how
to break down data silos and gain critical business insights from a single
interface.
From ecommerce to healthcare, logistics and supply-chain, client data is shared
across enterprises on a need-to-know basis, with an ecosystem of trust created
through data rights management. When data resides on multiple platforms—such
as on-premise and hybrid/multi-cloud—the problem is compounded because data
on each of these platforms has a different governance structure.
With each platform having its own data rights management system, decentralised
security protocols are hard to manage collectively. This eventually becomes a
stumbling block to data democratisation and self-service analytics.

Extracting value from data: the challenges

Changing industry and regulatory landscapes, shifting operating models and an
increasingly complex risk landscape have forced data management and privacy
functions to adapt and become more strategic.
Legacy data management systems are unable to handle the complexity of data
states, storage, access, and context. As a result, many enterprises have been
unable to realise their data-driven aspirations. And as data becomes more
distributed, dealing with disconnected data silos has grown even more
challenging.
Reduced data visibility across multi-cloud environment
By 2022, IDC predicts that 55% of enterprises in Asia Pacific (excluding Japan) will
deploy multi-cloud management processes and tools, unified virtual machines
(VMs) and Kubernetes to support robust multi-cloud data management and
governance across on-premise and public cloud (hybrid environments)4.
However, companies won’t realize the real value from adopting multiple clouds
until cross-cloud capability exists to enable secure data processing and
management across cloud providers and regions.
Each major cloud provider has created a unique offering with proprietary
application programming interfaces (APIs) for data management. However,
because it’s costly for enterprises to move all their data to a unified interface, they
end up with reduced visibility across their data architecture. Geo-location of data
also plays a role in creating data silos.
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Inability to harness real value from unstructured data
Unlocking the value from unstructured data is another challenge that
legacy data management systems are unable to address. With
increasing cloud deployments and enormous growth of data lakes,
enterprises are realising that they need faster access to data across
increasingly distributed landscapes.
Nearly 80% of data is unstructured—with sources ranging from emails, text
documents, research and legal reports to voice recordings, videos, social
media posts 5. And this percentage will only increase in future as IoT
systems gain prominence in enterprise architectures and add to the data
explosion. Because legacy systems cannot process unstructured data
directly, its volume and complexity add to the scale of challenge for data
analytics practitioners. Integration of advanced AI/ML tools and natural
language processing (NLP) technology with legacy systems further add to
the complexity.
As a result, data and analytics practitioners end up spending most of their
time on data cleansing and data processing—and less of their time on data
analysis. Additionally, due to lack of integration enterprises are unable to
harness the full value of the AI/ML tools and NLP technologies
implemented on top of their legacy data management systems.
Inefficient utilisation of these technologies also inhibits the ability of data
management systems to contextualise industry-specific datasets and
generate vertical-specific insights that can further facilitate strategic
decision-making.

Extracting value from data: the challenges
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The real benefits of shifting from a legacy to a multi-cloud strategy will not
materialise until data can be processed, analysed, and managed across clouds and
regions without borders. Fortunately, cross-cloud data management can be done if
enterprises take three actions as part of their overall transformation to cloud:
1. Develop a robust unified data strategy
As data complexity widens the gap between business and IT goals, enterprises
need to evaluate their data strategy holistically and ensure they keep sight of
business objectives when implementing their data management systems. This
means integrating the data strategy into business, culture, and processes.
Enterprises should collaborate with strategic partners that have the required
experience and expertise in data management, as well as relevant industry
expertise. Collaboration with experienced partners also helps enterprises to
assess their data maturity and map their data journey to become a
data-driven organization.
It’s important for enterprises to understand their data maturity so they can be
sure they’re investing in the right data and AI tools, and formulating the right
data strategy to realise the full potential of their investments.
Accenture’s Data Maturity Model 6 helps businesses shift away from the idea of
‘single-use data’, where data is tightly coupled to particular schemas and formats,
towards making it suitable for use beyond the original business case, as well as
supporting optimised business decision-making through highly relevant
actionable insights. The data maturity model has five stages (Table 1), covering
initial ad-hoc data use through to a fully industrialised approach.

Unlocking trapped value from data: taking action
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Table 1: Accenture Data Maturity Model
Data Maturity Stage

Stage 0: Ad-hoc

Stage 1: Organise

Stage 2: Tactical

Stage 3: Critical

Stage 4: Industrial
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Description

Data Strategy

Siloed activity. The enterprise lacks a product mindset and
treats its data as a second-class citizen. Data is tightly
coupled with applications, with limited capacity for internal
sharing due to lack of data strategy, architecture, delivery,
or risk management.

No data strategy

Sparking excitement. The enterprise recognises the value
of its data as an asset. It begins to decouple data from
applications and develop a data-product mindset through a
business vision and data strategy.

Define the product-centric vision of how data and models
support business outcomes. For each data initiative,
identify the business and technical stakeholders who will
buy into that vision’s objectives, strategy, and tactics.

Building momentum. The enterprise proves the value of its
metrics and data-driven methods, standardising its tools,
templates, and methods to create an essential foothold as a
data business.

Apply the data-product mindset to key use-cases, considering
how to get the best data and models for the desired business
outcomes. Identify success metrics and build a data
committee to oversee development and release against the
strategy. Define data policy and compliance requirements.

Moving to production. The enterprise builds well-defined
and automated methods for developing its data products,
establishes a well-structured data product catalogue, and
provides self-service capabilities across the organisation.

Scale the data-as-a-product approach by defining a roadmap,
including subsequent launch cycles, and building a larger
partner ecosystem.

Data as differentiator. Data is treated as a first-class citizen
and drives optimal business outcomes. The competitive
positioning of the enterprise is differentiated by the quality
of its data products in the digital ecosystem.

At full maturity, the enterprise runs its data and models like a
product, shifting to selling data outcomes, and extending out
into the digital ecosystem of related data products.
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2. Invest in AI-backed cloud data management platforms
Enterprises should invest in a cloud-based unified data management platform,
which can integrate data from multiple sources irrespective of the underlying
architecture and regardless of which cloud platforms are used. For example, Google
Cloud Platform’s (GCP) BigQuery is a serverless, highly scalable, and multi-cloud
data warehouse designed for business agility.
With serverless data warehousing, Google does all resource provisioning behind the
scenes, so that enterprises can focus on data and analysis rather than worrying about
upgrading, securing, or managing the infrastructure 7. It also includes BigQuery Omni
which is a flexible, multi-cloud analytics solution and allows enterprises to securely
analyse data stored in multiple public clouds without any cross-cloud movement or
copies of data 8.
It is equally important that the data management platform has inbuilt AI/ML tools to
address challenges associated with automated cleansing and processing of data,
analysis of unstructured data, and generating real-time actionable insights.
A management platform backed by strong AI/ML capabilities enables advanced
analytics at scale and helps businesses learn, predict, respond, and continuously
optimise faster. It can also help enterprises create new efficiencies and develop
additional revenue streams and expansion opportunities.
The next step after analyzing the data is to put the analysis and insights into action by
sharing with relevant stakeholders, for example, business, IT and CloudOps. This is
where Google Cloud's Apigee API management platform comes in. It helps share data
and insights securely within and outside the organiztional boundaries while providing
capabilities to analyze usage, monitor availability and even monetize the data assets.
Last, democratisation of cloud and ML technologies will reduce the need to develop
customised solutions and improve the applicability of existing solutions to future
challenges. Solutions such as GCP’s BigQuery ML 9 enable creation and execution of
ML models in BigQuery using standard SQL queries. BigQuery ML democratises ML by
letting SQL practitioners build models using existing SQL tools and skills.
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Case study:

Swinton
Faced with declining customer numbers, and lower revenues and
profitability, UK insurer Swinton decided to chart a new course. The
objective? Reposition for growth and the kind of success it had enjoyed for
nearly 60 years. It reduced headcount by nearly 50 percent, closed
branches and divested its Ireland business. Then Swinton turned to
Accenture to reinvent its customer experience. We helped it develop and
launch a Google Cloud-powered next-best-action application that
increased revenues by 14 percent during piloting.
Swinton expects even better results as reps become more familiar with
the app and analytics-driven customer targeting prediction models are
optimised.
Moving forward, the Accenture Insights Platform will reduce the company’s
reliance on commercial driver licence (CDL) data.
As a result of all this, Swinton can:
• treat each customer as an individual – in every interaction, across
every channel
• better understand and meet customer needs
• increase retention and accelerate cross/upselling.
• Utilise a ‘frictionless’ platform to enrich existing data with other
external sources.
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3. Fostering a data-driven culture
The commitment to become data-driven company must permeate the enterprise.
But it starts with the CEO. It is vital for the board, the CEO, and top management to
become knowledgeable on how data can add value to the business.
Critically, the leadership needs to make data an imperative and model its importance
to every area of the enterprise. By demanding that every discussion includes data
and every decision is supported with data, senior leadership immediately establishes
a data-driven mindset that soaks into an enterprise’s processes and culture.
Additionally, there needs to be a data champion within the enterprise, with a seat at
the leadership table for discussions about strategy, investments, and key initiatives.
Whether that’s a Chief Digital Officer, Chief Data Officer, Chief Analytics Officer, or
some other CXO, what’s critical is that the data champion must be equally
well-versed in the company’s business as well as in technology.

Enterprises that quickly pivoted to become data-driven share two common
characteristics: embracing data at the grassroots level, coupled with a top-down
leadership commitment. Often, a cross-enterprise initiative will prove to be a powerful
catalyst—emphatically demonstrating the power of data.
The process of change management will vary greatly from enterprise to enterprise.
However, there are tools and platforms that can help drive data literacy and adoption
throughout an organisation. For example, Data QnA, a natural language interface for
analytics on BigQuery data makes it easier for non-technical users to access the data
insights they need through natural language understanding techniques—all while
maintaining the business’s governance and security controls 11. But ultimately, it’s about
building new habits, embedding them into the way people work and how products or
services are marketed and sold, and establishing measurement metrics.

Part of this includes reinventing themselves to see data as the new capital 10. The
ideal Chief Data Officer is someone who is entrepreneurial, understands business,
thinks analytically, thinks about new products through a data lens and is a true
guardian of the data. This ensures regulatory compliance, data management, data
governance, and the ethical use of data.
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It’s really all about data. Enterprises should deploy new technologies
and approaches such as advanced data capture, structuring capabilities
(to assimilate structured and unstructured data), and analytics to
identify connections among distributed datasets that support complex
data and AI modelling.
Together, these tools and techniques can help enterprises turn growing
volumes of data into actionable insights in real time—building
competitive advantage, without compromising on data governance and
security.
However, just implementing tools will not resolve the data-related
challenges for enterprises. They also need to follow a step-by-step
approach by developing a holistic data and AI strategy which integrates
technological goals with business objectives and helps to unlock the
value of data assets.

How Accenture unlocked
the value of its data
When Accenture wanted to improve the way it develops, runs, and manages
applications in the cloud while making data more visible and secure, the global
IT Applied Intelligence team made the strategic decision to move to Google
Cloud’s PaaS model.
Google Cloud was selected as the platform of choice for its new analytics data
lake, taking advantage of its established solutions and technologies, and its
flexible cloud platform offerings that power applied intelligence. This enabled
Accenture to design a modernised platform with the ability to deploy
services faster, realising improved performance and stability for the
applications powered by the data lake.
When Accenture made the decision to move to Google Cloud, the leadership
team also decided to tackle head-on the culture, talent, and change
barriers to successful cloud adoption. The focus was on preparing the teams
to transition to the cloud, assessing the current and desired cloud skills,
developing tailored learning paths, and creating and enabling a continuous
training plan.
A holistic and integrated approach helped Accenture create the foundation
that will completely transform its analytics platform—reducing overheads,
decreasing costs in server storage, and providing its people with cutting-edge,
advanced analytics12.

The way forward
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How enterprises are leveraging end-to-end
data over GCP with Accenture
Indonesia Port Corporation (IPC)

A European Supermarket

The Indonesia Port Corporation (IPC) envisioned building a digital
port, combining critical information from many operational systems
with real-time data from Internet of Things-connected port
equipment. It collaborated with Accenture on a digital port strategy,
roadmap and proof of concept (PoC) focusing on port operations.
The PoC includes a mobile app that offers customers e-services
and tracking.

This retail client is harnessing the cloud to transform how it engages with
customers.

The Accenture Connected Ports solution and Internet of Things
sensors on tugboats and cranes create an integrated operational
dashboard. With the dashboard, IPC employees track availability
and real-time performance of key equipment. From the PoC, IPC
now understands how digitized operations could help it become a
world-class port.
The new efficiencies and consolidated view of port processes
facilitate smoother customer collaboration and allow employees to
be more responsive to customer needs. It also positions the
company to develop new services and take them to market more
quickly, resulting in new revenue streams13.

How enterprises are leveraging end-to-end data over GCP with Accenture

Its vision is to be the most trusted retailer, where people love to work and
shop – making customers' lives easier, by offering great quality and service
at fair prices.
Partnering with Accenture, this client is building cutting-edge machine
learning solutions on Google Cloud Platform (GCP) to provide new insights
into what customers want and the trends driving their eating habits. The
solution relies on data from multiple structured and unstructured sources.
Using Google Cloud’s cloud-based analytics tools to ingest, clean and
classify this data, and a custom-built front-end interface for users to
seamlessly navigate through various filters and categories, this retailer can
gain advanced real-time insights. As a result, it’s been able to develop
predictive analytics models to spot trends and adjust range, providing
shoppers with a better experience.
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A global CPG company
The client wanted to build a centralised, streamlined approach to monitor
searches across seven key brands. It also wanted to be able to monitor
competitors’ presence in the highly competitive, potentially costly paid
search landscape.
This would enable the client to detect and act on optimum keyword
opportunities for each brand and type of search – and then build the right
content and launch highly-tuned media strategies.
Accenture built a solution that collects data from Google Cloud-enabled
sources including Google Search Console, Google AdWords, Google Analytics,
and SEMRush, with that data automatically classified into Google BigQuery,
which reports the data into Google Data Studio.
This enabled the client to create templates that can be easily replicated across
50 countries, enhancing workforce productivity and saving months of work and
associated costs.
Now, the company enjoys a far deeper view of the customer journey, enabling it
to develop competitive analysis and track results in real time at a global level.

How enterprises are leveraging end-to-end data over GCP with Accenture
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