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The allure of digital has persuaded many
companies to invest heavily in adopting digital
technologies to reduce costs and fuel growth.
Digital can accelerate and automate complex
business processes, delivering billions of data
points to users’ fingertips in fractions of a second,
allowing people to effortlessly move from the
physical to the virtual world.
Organizations also have invested in digital to
significantly transform the customer value chain,
but according to Accenture Strategy research,
the majority of companies have not achieved this
value proposition. Digital has universally helped
business leaders reduce costs, but digital has not
delivered the growth that many anticipated.
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What’s getting in the way of
growth through digital?
Executives aren’t certain about where to invest. While digital
technologies are the most common (54 percent) direction for reinvestment
of cost savings,1 those investments are applied across a disjointed and
often unrelated spectrum of opportunities.
Cross-functional alignment on digital initiatives is lacking.
Disruptive digital strategy that drives growth continues to elude many
because C-level executives and VPs lack agreement on where to invest
and what related actions are required. More than half of executives
surveyed by Accenture Strategy say that “identifying the right areas to
invest for growth” is their top challenge.2 Digital is rarely being used to
improve the total customer experience lifecycle (which includes Attract,
Learn, Buy, Use, Service and Replace).
Cost savings initiatives aren’t helping companies differentiate.
Companies have achieved incremental cost savings by focusing on
improving functional excellence and productivity with digital—but
most have not realized growth objectives and improved long-term
customer loyalty.
Digital has created a new set of issues that companies need
to address. Many companies that have adopted digital have failed
to address the implications to people, process, structure, policy,
governance and performance management components—leading to
collisions with legacy culture and ways of doing business. Such conflict
clearly minimizes the impact a digital transformation can have.
Digital needs to be part of the bigger plan in order to fuel growth.
Rather than investing cost savings in areas that deliver incremental
benefit, savings should be reinvested strategically to move the big
needles of performance. However, only 30 percent of executives
prioritize cost savings in line with business strategy.3

A big box retailer decided to
digitize inventory management
to reduce costs and improve
customer outcomes. The team
deployed digital tools to help
solve the problem; however, the
rollout of tools did not coincide
with a corresponding change in
business processes, governance
and performance metrics.
By not aligning governance
with the new digital toolset,
performance targets were
missed, employees began
manually overriding system
logic (increasing labor costs)
and inventory was suboptimized across the chain.
Further, the complexity of
the digital solution made it
difficult for users to understand
outcomes and adjust strategies
to reflect new realities, thereby
creating unbalanced and supoptimal inventory allocation.
By tackling one piece of the
problem versus the entire value
chain, cost savings and growth
were not realized.
Source: Accenture Strategy client experience
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Disconnected view.
Disappointing outcomes.
Companies need to develop a view of their organization from the eyes
of the customer in order to deploy digital assets in a synchronized,
cross-functional manner that drives growth and saves money. However,
75 percent do not know where to focus to eliminate waste and reduce
non-value added activities.4
A growth value chain comprised of products and services that creates
the total customer experience should provide direction for digital
transformation. Digital needs to follow the entire customer lifecycle,
supporting the customer experience as customers are attracted to and
learn about the product, decide to buy, use the product and integrate
it with additional services, get support for the product and finally
replace or upgrade the product. Through it all, these customer lifecycle
components should be working to build differentiation, value and
loyalty to drive repeat purchase. Currently, individual business units and
functions drive 49 percent of digital adoption—without collaboration
across the enterprise.5
Lack of collaboration and a fragmented view of the customer
experience have led to disappointing digital outcomes. Less than
10 percent of executives see sustainable growth through digital
investment, and two-thirds believe they are not successful at improving
the activities that add value and create competitive advantage.6
This failure to fuel growth cannot continue if businesses want to
sustain competitiveness. The missing link is finding what value stands
to be unlocked by digital in the customer value chain.

A world-leading hospitality
and entertainment company
invested in digital technology
to transform the customer
experience, but without
harmonizing business rules.
Digital improved the customer
interface, but integration
of complex legacy systems
with new capabilities led
to increased time to serve,
institutional workarounds and
elevated levels of required labor.
By taking time to understand
the overall customer value
chain, the business was able
to make targeted system
enhancements to link
booking, ticket fulfillment
and redemption processes,
making the overall customer
experience seamless.
Source: Accenture Strategy client experience
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The game plan for growth
Companies cannot save their way to growth—but they can pave the
way by linking savings to targeted digital investment with growth
strategies and optimizing the customer experience. This is one way
to go about it.

Understand the end-to-end value chain—
and identify the possibilities for growth.
Digital has largely been deployed in functional silos. A siloed mindset
doesn’t work for major enterprise improvement efforts—such as
business process improvement or introducing advanced operating
models—so why would it work for digital? Organizations are complex
with employees in multiple functions at widespread locations,
producing diverse offerings for an array of customer segments.
To win in today’s competitive markets, companies need to maximize
value in complex business landscapes to drive outcomes of strategic
importance and value for their customers. Over time, the key elements
that make a company successful and give it its lifeblood can become
lost amid the functional silos, clutter and inward focus that often
accompany growth.
Creating an end-to-end blueprint that provides an accurate depiction
of the way an organization actually operates, not just the way they’re
organized, will illustrate the customer value chain and how customers
are serviced. The blueprint must consider processes, people, systems,
data and business rules all in the context of designing and delivering
each distinct product or service for unique customer segments. This
holistic view will help businesses understand where digital capabilities
can improve the customer experience to drive growth.

A global telecom services
provider wanted to digitally
transform portions of its online
service to allow simple, fast
ordering and installation for
residential and small business
customers, reduce cycle
time and minimize the labor
required to process the volume
of transactions. The digital
strategy was to direct funds to
automate call center activities,
but it resulted in a reduction
in operational cost, without
driving growth via the customer
experience. They focused on the
symptom and not the cause.
In response, the business
analyzed the issues at an
enterprise level, beginning with
the key customer outcomes
and encompassing people,
process, technology and policy
analysis. The analysis shed light
on business improvements that
would allow more customers
to effectively self-install
equipment rather than by a
technician—an opportunity for
growth that improved customer
service levels independent
of digitally transforming call
center operations
Source: Accenture Strategy client experience
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Walk a day in your customers’ shoes—
and see where digital fits.
To find the best opportunities for digital disruption, start with the
end in mind. Leading organizations have used design thinking to gain
insight into ever evolving customer needs. Take those customer insights
and translate them into your own value chains based on the blueprints
described earlier. Where would digital enable transformative customer
benefit? How will the digital transformation address the relevant
segments of the entire customer lifecycle from Attract and Learn
through Repurchase?
Digital should not just be the next step to doing business, it should be
the best step to doing business. A quick way to assess the potential
impact of digital is to ask, “If the business were to remove the digital
components, would the customer experience largely be the same?”

Leading organizations
have used design
thinking to gain insight
into ever evolving
customer needs

Once the business understands where digital can truly deliver value and
optimize the customer experience, it can stop shooting in the dark with
digital implementations. A clearly defined link between value creation
and growth strategy provides businesses what they need to design a
disruptive approach to maximize growth potential and differentiation.

Toward disruptive
digital solutions
Companies that have taken prudent steps toward digital
transformation, have realized cost savings as a result. The key to
enabling growth through digital does not necessarily require added
capital but rather a holistic blueprint of the customer value chain
to shape a digital strategy that is targeted and aligned along the
customer lifecycle.
Once companies understand the levers that drive growth across
the value chain, they can focus on applying digital in a way that
is harmonized to all of the other factors that influence the total
customer experience—realizing long-lasting returns from their
digital investments.
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Companies that have
taken prudent steps
toward digital transformation, have
realized cost savings
as a result
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