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FOREWORD

In a massively disrupted
world, the need for transformation is clear. Business
must reinvent itself to
compete in a digital age.
Companies must reimagine how to serve the
ever-evolving expectations of their customers.
And every organization
must rethink how they will
adapt today to meet the
challenges of tomorrow.
To successfully keep up
with today’s connected
customer, organizations
will rethink everything from
their business model and
key processes to how they
serve customers, partners,
investors and other key
constituents as they navigate
an unfamiliar marketplace.

reconsidered, as part of a
continuum versus a one-anddone project mindset.

But in this constant
pursuit of transformation,
the meaning of business
transformation has become
something of a catch-all
term applied to a wide range
of projects. In reality, true
digital transformation should
involve a substantial commitment to placing digital at
the core of the enterprise
and a significant change of
processes, products and the
overall business.

As one may suspect, our
research carries a tone of
immediacy. According to the
survey, nearly three-quarters
of digitally mature organizations say that it is “likely” or
“very likely” that the leader
in their industry will be a
digital disruptor within five
years’ time — compared to
just 21 percent of digitally
immature organizations.
Furthermore, most organizations agree that the
rate of change in today's
digital landscape is steadily
increasing, and nearly half
of mature organizations
realize that transformation
of the customer experience
will add value to their
business today.

The rate of change and
continuous disruption in the
marketplace also demands
that companies evaluate what
they offer — and particularly
how they offer it — in
perpetuity. It requires that
relevance be considered, and

This research, conducted in
partnership with FORTUNE
Knowledge Group, assesses
the degree of transformation
and the digital maturity of
500 leading global organizations as it relates to 32
specific innovations across six
key areas of transformation.

Nearly three-quarters
of digitally mature
organizations say that
it is “likely” or “very
likely” that the leader
in their industry will
be a digital disruptor
within five years’ time.

It also examines how digital
leaders — those who take
a holistic view of digital
transformation across our
criteria — differ from their
less advanced counterparts
in terms of operations,
structure, technological
capabilities, customer value
and vision.
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Key Figures at a Glance
Digital transformation must permeate
and alter an organization’s DNA at a
time when survival depends on the
ability to evolve.

D I G I TA L T R A N S F O R M AT I O N I S
LINKED TO HIGHER PROFITS

48% of digitally mature companies were
ranked as ‘market leaders’ in profitability

ADDITIONAL
RESEARCH FINDINGS
INCLUDE:
• Digital maturity is critical
to creating measurable
value. Digitally-connected
enterprises are at least
twice as likely to report
a “very large overall
business impact” from
various technological
deployments, including
mobile, social media, and
cloud computing. Also,
they are nearly twice as
likely to rate their organizations as market leaders
in profitability.
• Digital leaders take a
customer-centric approach
to transformation. Mature
organizations are twice
as likely as their immature
counterparts to point to
deep customer insight as
the most important factor
driving success of their
organization’s digital transformation strategy.
• Digitally mature businesses are better
equipped to attract
and retain top talent.
Leaders are nearly three
times as likely to say they
are market leaders in
attracting and retaining
highly skilled workers.

• Digital leaders have a more
comprehensive view of their
future. Our survey found that
leaders are more likely to articulate an enterprise-wide digital
transformation vision than their
less mature counterparts.
In considering these findings, it’s
important to remember our original
premise: The most effective transformations are holistic. Each of
these points is meant to be analyzed
and applied within the context of
the others. In other words, developing a vision without gathering
consumer insights is unlikely to yield
strong results. Instead, organizations
must enable transformation across
the organization — breaking silos and
barriers and organizing all efforts
around the customer.
To download our other research, as
well as a digital version of this report,
please visit sapientrazorfish.com.
We also invite you to connect with
us directly to assess and discuss
your company’s transformation
journey and future.

A FOCUS ON CUSTOMER
E X P E R I E N C E I S R E WA R D I N G
Even for Digitally Immature Organizations

50% of immature companies report
CX-created value — the top area for
immature corporations.

M AT U R E D I G I TA L
O R G A N I Z AT I O N S A R E U S I N G T H E
T O O L S O F D I G I TA L I N N O VAT I O N

52%

have
innovation labs

&

50% have
open platforms

L E A D E R S H I P M AT T E R S

46% of organizations are more likely to
rate themselves as profitable market leaders
when working with a Chief Digital Officer.

I M M AT U R E O R G A N I Z AT I O N S
S T R U G G L E T O G E N E R AT E
S U P P O R T F R O M T H E I R E M P LOY E E S

52%
understand the
digital vision

VS

90%
for mature
organizations

DBT IS HARD

58% of digitally mature organizations
have been highly successful in the area
of business model transformation.

EXECUTIVE SUMMARY

Technology no
longer just serves
the business —
it defines it.
Leaders seek to
deliver mutual
value for both
the company and
their customers.

Digitally native companies
are recognizing massive
profits at a record pace,
according to a World
Economic Forum study
conducted in 2016. Consider
this: The average Fortune
500 company took 20 years
to reach a market capitalization of $1 billion. Compare
that to today’s digitallybased start-ups, which
achieve that capitalization in
about four years on average.
Many companies such
as Uber and Airbnb are
disrupting long established
industries. They have put
incumbent organizations
on notice: technology
no longer just serves the
business — technology
defines the business. They’re
placing digital at the core
of the enterprise to connect
platforms and data end to
end, from the front office

to the back to deliver the
most accurate and complete
view of customers, products,
orders and supply chains.
They’re also prototyping,
testing and iterating initiatives, while optimizing
time-to-market and quality,
never forsaking speed for
perfection in the pursuit of
delivering transformational
capabilities and experiences.
Leaders prioritize resources
and organizational focus
through data-led, valuebased assessments which
seek to deliver mutual value
for both the company and
their customers.
Every revolution will
seem daunting, and that’s
particularly true of digital
transformation, which calls
for an intentional evolution of
the business of the past into
the business of tomorrow,

on a continual basis. Those
embarking on the process
must balance current
realities with future ambitions simultaneously. These
often-conflicting demands
can make transformation
feel like an arduous exercise.
Its pursuit necessitates an
elemental shift in mindset,
an openness to addressing
both bottom-line efficiencies
and topline growth through
customer experience in
tandem — again and again.
For example, digital business is transforming the
utility sector from a model
of dependent, captive
customers to one where
buyers both source and
manage their individual or
household energy consumption. This creates a new level
of customer collaboration
that the industry has not
experienced in a century.
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The survey findings and subsequent
interviews with industry leaders are
instructive, revealing many key areas
in which digitally mature organizations
depart from their digitally maturing and
immature counterparts.
One striking example: Transformation
strategies among those still finding their
way in the process lack consistency
and continuity. In many cases, their
efforts are better described as simple
digitization — software deployments
and technological enhancements — as
opposed to the appropriate depth of
focus that produces transformative
outcomes. While these organizations
often possess plenty of the core technological capabilities necessary for
a digital reinvention, they tend to fall
short in terms of vision, leadership and
dedicated resources to make true transformation a reality.

the data they collect to improve the
productivity of the organization. They
are more likely to recognize that the
transformation journey exists in perpetuity — and that pausing in the process
risks relevance and competitiveness.
They act in order to integrate front- and
back-office technology, understanding
that their customers and employees are
their chief priority in doing so.
The most pronounced characteristic of
digital leaders, in the end, is that they
take an enterprise-wide approach to

digitization. For these organizations,
transformation is holistic — a cornerstone of every aspect of business,
including sales, marketing, customer
experience and operations, and the
thread that unites all digital efforts.
The message is manifest, and digital
leaders get it: transformation must
permeate and alter an organization’s
DNA at a time when survival depends
on the ability to evolve. Companies that
understand this see ample evidence in
their bottom-line performance.

By contrast, digitally mature
organizations are distinguished by
the intentionality they have paid
throughout the transformation experience to culture, strategy and daily
operations. They are characterized
by their constant pursuit of new and
leaner operating models made possible
by agility, connectivity and collaboration. They have not only reimagined
their business holisitically but are
rapidly implementing agile strategies.
It is reasonable to conclude that they
are adept at analyzing and deploying
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THE FINDINGS
FINDING 1:

Digital transformation
drives performance.
The research found a strong correlation
between digital maturity and financial
performance. In response to a survey
question about profitability, nearly
half (48 percent) of executives in the
mature group rate their organizations
as market leaders in terms of profitability, compared with a mere 17 percent
of immature organizations (see Figure 1).

Moreover, the digitally mature organizations are significantly more likely
to report that digital transformation
has created value for their company
in nearly every area measured in
the survey (see Figure 2). For
example, they are at least twice as
likely as digitally immature organizations to report ‘very large impact’
on the overall business from mobile
technology (50 percent vs. 25
percent), social media (38 percent vs.
13 percent), and advanced analytics
(35 percent vs. 10 percent).

Where should digitally
immature companies
start with DBT?
Our research suggests
starting with customer
experience initiatives.

HOW EFFECTIVE IS YOUR ORGANIZATION IN TERMS OF
PROFITABILITY COMPARED WITH ITS COMPETITORS?
% of respondents who say they are 'market leaders' in profitability
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10%

20%

30%

40%

50%

48%

‘Market Leader’
in profitability

17%

MATURE
IMMATURE

Figure 1
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HOW MUCH IMPACT ARE THE FOLLOWING DIGITAL
TECHNOLOGIES HAV ING ON YOUR OV ERALL BU SINESS?

Figure 2

% of respondents who say the technology is having a ‘very large’ impact
0%

10%

20%

30%

40%

50%

60%

50%

Mobile technology

25%
40%

Cloud computing

15%
38%

Social media

13%
35%

Advanced analytics/AI

10%
33%

User experience

8%
29%

Agile development methods

14%
27%

3D printing

5%
MATURE

23%

Internet of things

18%

At the same time, the
research identified one
notable exception: about
half of both digitally mature
and immature organizations
reported that transformation efforts have created
value in terms of customer
experience (CX) (see Figure
3). This finding likely reflects
the fact that CX tends to be
a top priority for organizations in the early stages of
digitization — implying that
its benefits can be realized
regardless of the organization’s digital maturity. In fact,
CX is the most frequently
reported area of value
creation among immature
organizations, with half of
the organizations in this
group claiming that CX has

IMMATURE

been positively affected as a
result of transformation. As
a matter of comparison, only
slightly more than one-quarter
(27 percent) of immature
organizations said that
transformation has improved
revenue from existing
streams, and about one-third
(34 percent) said that it has
helped them achieve significant cost savings.
And when we explored CX
with executives, we found that
mature organizations typically
had a deep quantitative and
qualitative understanding of
customer journeys and the
moments that matter along
that journey; they made the
end-to-end customer experience a priority.

“Our transformation efforts are organized
around changing the guest experience for
the better. Are customers choosing to use my
technology? If it’s not helpful, then they’re
not going to use it.
Since taking this approach, we continue to see
our digital side grow phenomenally. Now, well in
excess of 20 percent of our sales are digital. That
says we’re doing something right. The question
is, now, how do I keep pushing that? What’s
preventing me from getting to 25 or 30 percent?
Some of it is time and some of it is awareness.”
– B L A I N E H U R S T, P R E S I D E N T, PA N E R A B R E A D

Figure 3

IN WHICH OF THE FOLLOWING WAYS HAS DIGITAL TRANSFORMATION
CREATED V ALUE FOR YOUR COMPANY TODAY?
% of respondents
0%

10%

20%

30%

40%

Became more
innovative
Improved revenue
from existing streams

47%
54%
27%
49%
39%
48%
50%

Improved the experience
we offer to customers

48%

Achieved significant
cost savings

34%
47%

Improved how the organization
handles data and analytics

Improved our products
and/or services

60%

57%

Improved how employees collaborate
internally and with partners

Opened up new revenue
streams/markets/industries

50%

37%
47%
28%
46%
38%

MATURE
IMMATURE
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FINDING 2:

Digital transformation
efforts are radically
customer centric.

WHICH OF THE FOLLOWING STRATEGIES HAS YOUR ORGANIZATION
EMPLOYED TO FACILITATE DIGITAL TRANSFORMATION?
% of respondents
0%

The ability to view the business
through the lens of the customer is
another important differentiator for
mature organizations. Digital leaders
are twice as likely as immature counterparts (48 percent vs. 24 percent)
to point to deep customer insight as
the most important factor driving
success of their organization’s digital
transformation strategy. Furthermore,
nearly six in 10 mature organizations
(54 percent) report ‘highly successful’
impact on customer experience and
engagement from digital transformation initiatives — a sharp contrast to just
17 percent of immature organizations
that say the same (see Figure 6).
In terms of the back office, other
factors, such as operational efficiency
and product and service innovation,
also figure less prominently in the
transformation efforts of less mature
organizations. Only 19 percent of
immature organizations have seen
significant gains in operational efficiency due to digital transformation,
as compared to 49 percent of mature
organizations. Leaders better understand the balancing act that is funding
growth initiatives from savings. Areas
like risk and compliance management
(10 percent vs. 54 percent) and the
quality of business decision-making

10%

20%

60%

70%

13%
50%
23%
47%

Established a Digital Center of
Excellence or equivalent

7%
47%

Engaged outside
innovators

43%
44%

Adopted journey-driven
transformation

31%
39%

Accessed a partner’s open platform to develop
and deliver new digital services to customers

30%

MATURE
IMMATURE

Figure 4

(9 percent vs. 64 percent) show even
wider gaps. These results demonstrate
a great divide between the digitally
mature and the immature in uniting
the front and back office to facilitate
a holistic approach to transformation
(see Figure 6).
Digitally mature organizations also
achieve considerably more buy-in
from staff regarding transformation, as
compared to maturing and immature
companies (see Figure 5). For example,
90 percent of executives from mature
organizations say that their employees
understand the organization’s digital
vision and strategy, compared with
only 52 percent of immature organizations. In addition, the vast majority

30%
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60%

70%

80%

90%

100%

98%
64%

Employees understand
the organization’s digital
vision and strategy

Employees are satisfied with the
opportunities they have for participating
in digital transformation

50%

59%

Created an open platform available
for third party innovators

Employees support
the organization’s
digital strategy

Employees are satisfied with the
degree to which our organization
has become a digital leader

40%

52%

Established
innovation labs

% of respondents who ‘agree’ and ‘strongly agree’ with the statement

10%

30%

57%

TO WHAT EXTENT HAS YOU R ORGANIZATION ACHIEV ED BU Y-IN FROM
EMPLOYEES FOR ITS DIGITAL TRANSFORMATION STRATEGY?

0%

20%

Identified business processes
most amenable to digitization

90%
52%
89%
43%

of employees at mature organizations
(87 percent) are satisfied with the
opportunities for participating in digital
transformation, compared to about half
(56 percent) of employees at immature
companies who say the same.
Conversely, immature organizations
are much more likely to point to workforce obstacles as an impediment to
digital transformation, as compared to
mature companies (26 percent vs. 19
percent) (see Figure 7). Thus, it appears
that a clearly articulated vision and
strategy for aligning digital transformation across the value chain can
contribute to attracting and retaining
the highly-skilled workforce needed
to implement it.

We found a great
divide between the
digitally mature
and the immature in
uniting the front and
back office to facilitate
a holistic approach to
transformation.

87%
56%
MATURE
IMMATURE

Figure 5
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“You have to integrate the front end with the back end from
day one. If you don’t, I don’t believe that you can deliver
the customer experience that customers deserve or expect
these days. If the food isn’t available when you get to the
store because we’re out, you’re not a happy customer.”
– B L A I N E H U R S T, P R E S I D E N T, PA N E R A B R E A D

Figure 6

PLEASE RATE THE SUCCESS THAT YOU R ORGANIZATION HAS ACHIEV ED FROM
ITS DIGITAL TRANSFORMATION INITIATIV ES IN THE FOLLOWING AREAS
% of respondents who say they have been ‘highly successful’ in this area
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30%
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management

20%
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Quality of business
decision-making

19%
37%
10%

MATURE
IMMATURE

Immature organizations achieve less
success than mature counterparts
across the full range of business functions, even though they tend to say
they give customer-facing initiatives
high priority. And, unlike mature organizations (most of which already have
omni-channel capabilities), immature
organizations are more likely to report
that they are still transitioning from
single or multichannel to omni-channel
capabilities (42 percent vs. 32 percent).
In addition, customer experience is
an area of immediate importance for
both mature and immature companies, with immature companies being
slightly more likely to say they have
created value through improved
customer experience (50 percent vs.
48 percent). Yet they report much less
success than mature organizations for
both customer-facing and back-office
functions (see Figure 6). This suggests
that a strong customer focus alone is
not enough: it must be supported by
an equal emphasis on back-office functions that support the customer and
ultimately by an end-to-end approach
to transforming the entire value chain.

“Our Delta mobile app allows passengers
to track their bags throughout their trip.
We implemented that feature because it’s
important to our customers — and it’s also
a point of pride for Delta because we have
greater baggage reliability operationally
than any other airline.
When we launched that feature, we started
thinking bigger about what the technology
can do. Once those cards or chips are in
SkyMiles credentials or in bag tags, what
else can we do? Can a passenger walk into
the Sky Club lounge and have an agent
personally greet them? What can we do to
make flying an even better experience?”
− TIM MAPES, SENIOR VICE PRESIDENT
AND CHIEF MARKETING OFFICER,
D E LTA A I R L I N E S
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“As an 85-year-old service business, we understand that if we
take care of front line customer
employees, they, in turn, will
take better care of the customers.
So we think culture smokes
strategy, and in our opinion,
culture beats technology, too.”
– TIM MAPES, SENIOR VICE PRESIDENT AND CHIEF MARKETING
O F F I C E R , D E LTA A I R L I N E S

FINDING 3:

Transformation relies
on creating a connected
digital enterprise.
Leaders approach ‘digital’ not as a
separate strategic initiative but as
central to the organization’s DNA.
They place digital at the core: platforms,
data, and processes are connected as
an ecosystem to enable transformation — and employees embrace it.
A strong indicator evidenced by leaders
is that nearly all internal stakeholders
(98 percent) at digitally mature
organizations support the strategy,
as compared with just 64 percent of
immature organizations. What’s more,
they are almost three times as likely to
say they are market leaders in terms
of their workforce, as compared to
immature organizations (29 percent vs.
10 percent). This is crucial to success
as transformation spans the organization cross-functionally and from the
front-office to the back.

“Every employee is affected when
we digitize. Engineers need to use
operational data to change design;
operators will have to understand
how a new design changes the
service required. Even commercial
people will need to understand
how their company interacts with
customers across the lifecycle if they
are going to have a relevant conversation with the customer: much
more preparation is required for
a basic sales call. The opportunity
is enormous, but navigating the
complexity and properly managing
the people side is significant.”
– K AT E J O H N S O N , C H I E F C O M M E R C I A L
OFFICER AND CEO OF INTELLIGENT
P L AT F O R M S , G E C O R P O R AT I O N
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FINDING 4:

Digital leaders understand
the value of rapidly realizing
transformative strategies.
Digitally mature organizations are more
likely than immature counterparts to
report a wide variety of value creation
from digital transformation today. For
example, the proportion of digital leaders
who say that digital transformation of
the customer experience is adding value
to their business is 48 percent.
Immediate action is critical for retaining
competitive advantage. Compared
with immature counterparts, mature
organizations are more likely to set
timeframes of 1-2 years (27 percent vs.
16 percent), whereas immature organizations more frequently adopt 3-5 year
horizons (36 percent vs. 22 percent).
Digitally mature companies appear
to be in a better position to face the
challenge of disruption. They are more

likely to achieve a large business impact
from mobile technology and social
media, as well as next-level innovations
like advanced analytics/artificial intelligence and 3D printing.
By comparison, less mature organizations may find themselves overcome
by the prospect of leading a digital
transformation, given the rapid pace
of technological developments. It can
be overwhelming to choose from a
range of platforms with full confidence
that the choice will support business
strategies and improve KPIs. Indicative of this is the fact that immature
organizations are more likely than
mature organizations to cite factors
such as inadequate senior management
(29 percent vs. 18 percent for mature)
and workforce obstacles (26 percent
vs. 19 percent) in their efforts to move
forward, suggesting a lack of preparedness. Others name budget constraints
(38 percent vs. 24 percent), which
point to a possible failure to recognize
the potential benefits.

Immediate
action is critical
for digital
transformation
initiatives: given
the pace of change,
shorter — or even
continuous —
timelines are
used by mature
organizations.
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FINDING 5:

Data complexity is the top obstacle for mature
organizations’ transformation efforts.
Excessive data complexity is the
biggest obstacle to digital transformation for mature companies, with
41 percent of digitally mature organizations reportedly struggling with
data complexity, while just 32 percent
of immature organizations say the
same — a gap potentially explained by
lower levels of technology used by
immature organizations. Complicating
matters, nearly one quarter of mature
organizations (24 percent) cite ‘inadequate analytics skills’ as an obstacle to
transformation.

“As an industry, we are long
on analytical people who are
capable of reviewing data and
telling you why something
happened. We have no lack of
those types of people, nor does
the world, frankly.
What the world lacks, and
what we strive to have a higher
concentration of, is the people
who can look at data and tell
you what’s going to happen.”

Interestingly, while mature companies
are more likely than their immature
counterparts to cite workforce obstacles (26 percent vs. 18 percent), it
is the digital laggards who report
inadequate digital skills (28 percent
vs. 20 percent) as an obstacle to
transformation. This implies that even
as mature organizations cite general
workforce issues — and an analytics
skills gap in particular — it is the immature organizations that must overcome
a considerable baseline deficiency in
digital skills. Furthermore, immature
organizations are more likely than
digital leaders to cite organizational
issues such as budget constraints (36
percent vs. 27 percent) and inadequate
IT infrastructure (31 percent vs. 25
percent) as pressing challenges. This
implies that immature organizations
must make investments in their workforce and significant changes to their
operations to become competitive in
the digital age.

“Delta carries 185 million passengers a year — more than any other
airline on the planet. We have an
unprecedented amount of data
about our passengers, their
behaviors and their preferences.
On its own, there’s not much
value in this information. But
when we project it forward,
whether that’s through predictive modeling or neurological
future behavior or something else
entirely, that’s when we can have
an enormously powerful and
enormously valuable impact
on our business.”
– TIM MAPES, SENIOR VICE PRESIDENT AND CHIEF MARKETING
O F F I C E R , D E LTA A I R L I N E S

WHAT ARE THE BIGGEST CHALLENGES FACED BY YOUR ORGANIZATION
IN IMPLEMENTING DIGITAL TRANSFORMATION?
% of respondents
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IDENT AND CHIEF MARKETING
O F F I C E R , D E LTA A I R L I N E S
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Figure 7
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82% of executives
polled say it is
at least somewhat
likely that a digital
disruptor will
lead their industry
within five years.

FINDING 6:

The rapidly changing
competitive landscape is
a key driver behind most
digital transformation
strategies.
In a vast majority of organizations,
transformation efforts are driven by a
rapidly changing competitive landscape.
More than four in five executives (82
percent) polled say it is at least somewhat likely that a digital disruptor will
lead their industry within five years.
Furthermore, the propensity to recognize and anticipate threats from
disruptors is strongly correlated with
digital maturity. Nearly three-quarters
of mature organizations (73 percent)
say that it is ‘likely’ or ‘very likely’ that
the leader in their industry will be
a digital disruptor within five years’
time. By contrast, only 55 percent of
maturing organizations and a slim 21
percent of immature companies say
the same. Since there are no significant gaps between the three maturity
levels in terms of size, industry or
respondent function, this suggests that
digital leaders have been influenced by
their organizational philosophies and
experiences to conclude that digital
transformation is key to surviving and
thriving in the coming disruption.
The executives interviewed for this
paper cited several factors that have
allowed their organizations to prepare
for — and take advantage of — disruption.
Agility — the ability, foresight and willingness to quickly adapt to changing
circumstances — was essential, they

agreed, concurring that the pace
of change makes even quarterly
planning nearly obsolete. At the
same time, they acknowledged
the importance of preparing for
the long term by anticipating a
technology-driven future that
could look substantially different.
They also recognized that workforce diversity and inclusiveness
increased the prospect that their
companies would be receptive to
new ideas and were likely to be
open to new trends. But there is
an urgency to digital transformation, they noted.

“The question companies
have to ask themselves is
where they want to land
after the disruption.
Are you going to end up
with a Blockbuster model
or a streaming model,
for example? Will your
company look like Amazon
or like Borders? The key is
to get in the new game now.
You can’t afford to be paralyzed. Technology moves
at a quicker pace daily. No
one can risk being left in the
dust because they stood still.
– K AT E J O H N S O N , C H I E F
COMMERCIAL OFFICER AND
C E O O F I N T E L L I G E N T P L ATF O R M S , G E C O R P O R AT I O N
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Agility  —
the ability,
foresight and
willingness to
quickly adapt
to changing
circumstances  —  
was essential.

FINDING 7:

Digital
transformation
requires a clear
vision and dedicated
resources.
Given the speed at which
the competitive landscape
is changing, it is critical for
companies to have a clear
and consistent transformation vision — a point that
digital leaders are more
likely to embrace. More
than one-quarter of digitally mature respondents
(27 percent) agree that
an enterprise-wide digital
transformation vision is vital
to their efforts, compared
to only 18 percent of
respondents from immature
organizations. In addition,
respondents from digitally
immature organizations
are much more likely than
leaders to report that senior
management lacks vision
(33 percent vs. 18 percent).
Executive leadership is a
crucial touchstone on the
road to maturity, those interviewed agreed. Members of
the C-Suite must be highly
visible throughout the
transformation, actively indicating their intent to adopt
a digital mindset that goes
beyond technology. Decision-makers must show their
willingness to reconfigure
business and operating
models to encourage crosschannel connectivity and
open-ended engagement
with customers, suppliers,
employees and investors.
They can establish the
parameters by working with
managers to design a digital
strategy that is seeded
across the entire organization, while encouraging
ongoing innovation.

They demonstrate this fullfledged support by providing
adequate resources.
Interviewees said it is
important to demonstrate a
flexible mindset that encourages adaptability and an
openness to new ideas
and tasks. Conveying the
notion that titles, roles and
responsibilities are subject
to change — and that these
changes are invigorating
and positive — can help
employees engage in a
forward-looking re-think of
the enterprise. Backing up
these shifts by offering and
soliciting feedback is essential, they added.

“When it comes to
transformation, the
organization must
have a vision. When
people are questioning
“Why are we doing this
or that?” — you have
to bring them back
to the vision. At the
same time, the vision
can be somewhat fluid.
Some organizations say,
‘That’s our vision, we
can’t change it.’ That’s
not only untrue — it’s not
smart. There are market
forces that the business
needs to respond to and
internal capabilities to
manage. The core part
of the vision may not
change much if you
got it right the first
time — but there’s always
room for adjustments.”

Mature and immature organizations also differ markedly
in terms of other innovation-related best practices,
including establishment of
innovation labs (52 percent
vs. 13 percent) and creation of open platforms that
enable third-party innovators to deliver new digital
services to customers (50
percent vs. 23 percent)
(see Figure 4).
Furthermore, companies that
have appointed a Chief
Digital Officer (CDO) are
more likely than other
organizations to rate
themselves as profitability
market leaders (46 percent
vs. 35 percent). In fact, the
only area where immature
organizations have acted as
strongly as mature counterparts is the lowest hanging
fruit: identifying business
processes most amenable to
digitization. Some 57 percent
of mature organizations
embrace this strategy, as
compared to 59 percent of
immature companies.

Companies that
have appointed
a Chief Digital
Officer (CDO)
are more likely
than other
organizations to
rate themselves
as profitability
market leaders
(46 percent vs.
35 percent)

– B L A I N E H U R S T, P R E S I D E N T, PA N E R A B R E A D
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CONCLUSIONS

As the survey and interviews confirm, when the
appropriate steps are put
in place to realize digital
transformation, the benefits accrue. Assuming such
transformation is about
technology, however, misses
the point. Technology is a
tool but by no means the
sole driving force along the
perpetual journey of transformation. At the heart of
best transformation practices is the recognition that
improving customer experience — as defined by the
customer — is the goal. This
is dependent on full buy-in
from employees with whom
customers share a symbiotic
relationship. Leadership can’t
embark on this undertaking
in a vacuum. Cooperation is
critical, and so is the acquisition and retention of talent,
sustained by an atmosphere
of experimentation and
disruption from the inside.
Those at the helm do well
to lay the groundwork for
transformation across the
organization with a clear
vision. They provide a
comprehensive road map
designed to guide every
participant — customers,

employees, suppliers and the C-Suite —
along the journey. They foster a cultural
shift in attitude and approach that runs
deep and wide throughout the workforce.
A transformation is deemed productive
when participants welcome constant
technological change in the service of
their enterprise rather than for its own
sake. Incorporating technology into an
overall strategy then has a direct and
dramatic impact on profits. Executives who grasp this understand they
must anticipate — and overtake — the
next disruption most likely to affect
their field. They ready themselves by
adapting quickly over the short term
while maintaining a long-term — but not
hidebound — line of attack.

A transformation
is deemed productive
when participants
welcome constant
technological change
in the service of
their enterprise.

The point is clear: in the complex
ecosystem of 21st-century competition, successful transformers represent
evolution at work. To be among them,
start your transformation now.
K E Y R E C O M M E N D AT I O N S
• Keep the customer front and center.
The push for digital maturity is
driven by customer demand. Less
mature digital enterprises tend to
have non-fully-integrated front- and
back-office functions, leaving a gap
in service that falls short of customer
expectations. Customers have little
tolerance for such failures and will
quickly turn to competitors who can
meet their needs.
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Technology is a tool
but by no means the
sole driving force along
the perpetual journey
of transformation.

• To improve performance exponentially, put digital at the core of
your enterprise. Take the lead from
fully mature organizations that have
successfully implemented digital
initiatives in every aspect of their
companies and that continue to do
so in order to compete with the best.
The results are evident in the bottom
lines of these performers.
• Reimagine and rapidly realize.
Operate at the speed of the customer
through agile, sprint-based test
and learn cycles tuned for creating
velocity, not perfection. Reimagining
can be combined with the rapid creation of new solutions and new ways
of doing business; leading organizations combine the two activities into
a continuous innovation process.
• Assume a complete, end-to-end
approach to transformation, with
a view to potential disruptors.
That requires an in-depth analysis
of your company and a willingness
to rethink its fundamentals. Make
an initial across-the-board assessment of your organization’s strategic
goals, its human assets, its untapped
prospects and its historical strengths.
Use this analysis to take advantage of
potential new markets and products,
and to stay ahead of — or to even
become — a disruptor.
• Keep in mind that technology is a
component of, but not the critical
instrument behind, real change.

About
Publicis.Sapient

Engaged people are. Because vision
drives engagement and engagement
drives a culture receptive to transformation, engage your people with a
clear vision of your company’s future.
To get all stakeholders on the same
page, share the strategies propelling
the transformation, as well as your
perception of your company’s longterm goals.
• Dedicate adequate and appropriate
resources to signal the importance
of the undertaking. Some organizations choose to hire a Chief Digital
Officer to oversee the evolution,
although doing so doesn’t guarantee success. Whatever approach
an organization takes, executives
must be prepared to invest sufficient
capital — human and otherwise — to
ensure transformation is both
comprehensive and ongoing.
Traditional organizations should
seek out the talent — either internal
or external — who can help their
organization unpack complexity.

GET IN TOUCH

To learn more about how
organizations undergoing digital
business transformation can
benefit from our unique combination of industry and innovation
expertise, please contact us at
info@sapient.com.

Publicis.Sapient, the Digital Business Transformation hub of Publicis Groupe, is
purpose-built to help clients reimagine their business for the digital age, helping
ensure what they do has a material impact on their business performance and
the experience of their customers. Publicis.Sapient houses SapientRazorfish and
Sapient Consulting — bringing leading digital pioneers, experienced consultants,
cutting-edge technologists, and industry experts to partner with our clients.

Copyright 2017 Sapient Corporation
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APPENDIX

METHODOLOGY

Who Took the Survey?
In June 2016, FORTUNE Knowledge
Group, in partnership with Publicis.
Sapient, conducted a global, cross-industry survey of 500 senior executives
at leading organizations to assess each
company’s digital maturity and examine
how digital leaders— those who take
a holistic view of digital transformation — differ from their less advanced
counterparts in terms of operations,
structure, technological capabilities,
and vision.
The survey was limited to companies
that have undertaken at least some
digital transformation initiatives. Just
over half of the respondents are C-level
executives, with nearly one-quarter
holding SVP/VP positions and the
remainder being directors and heads
of business units. The respondents
are engaged in a wide range of business functions across nine industries.
Companies with annual revenues of
between US $1bn and $5bn make
up about 60 percent of the sample,
and nearly one-in-five have revenues
between $500m and $1bn.
North America, Europe and Asia Pacific
each account for 30 percent of the
sample with the remaining 10 percent
from the Middle East and Africa.

The Digital Transformation
Maturity Index
This survey assesses the digital maturity
of 500 leading global organizations, as
measured against 32 specific indicators
across six key areas of transformation:
• Digital initiatives to improve
marketing and brand differentiation
• New methods to improve the speed
with which organizations can launch
digital solutions
• Better data capture, usage, engineering and data science to improve
overall business performance
• Improved methods for understanding
and evolving customer experiences
• Improved sales and fulfillment
capabilities that leverage digital
• Operational improvement
leveraging digital
The degree of digital maturity was
calculated for each participating
organization by assigning scores based
on the actions it has taken across key
areas of transformation. Survey participants received three points if they
self-described as having ‘implemented’
transformation, two points if they were
‘in the process of implementing’,

and one point if they had ‘clearly
defined plans’ to implement transformation. Organizations were classified
as ‘mature’ if they fell in the top
quintile or ‘immature’ if they fell in the
bottom quintile. The remaining 60
percent were described as ‘maturing.’
As expected, Mature organizations
are further along on all six areas of
transformation, reflecting their more
holistic approach. However, digital
maturity tends to advance in stages.
Immature organizations typically give
top priority to marketing and brand
differentiation, along with measures to capture data and accelerate
implementation. As they mature,
they take a more balanced approach,
shifting emphasis towards operational
improvements, sales and the customer
experience. Mature organizations
generally balance their efforts across
all six areas, although many of them
continue to struggle with certain
areas, especially data science initiatives and measures to increase the
pace of innovation. Only one organization achieved a perfect score of 18
in all six areas of transformation.

S TAG E S O F D I G I TA L M AT U R I T Y
% of total maturity index derived from each area of digital transformation
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