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We are certain that multiple 
technologies and data are coming 

together today, promising to disrupt not only 
the ways of working within an organization 
but also entire industries. Hence, in the last 
five years, many companies globally and in 
India have taken significant steps towards 
becoming more digitally savvy with the aim 
of disrupting markets and delivering value 
in excess of a billion dollars.

As the world grapples with this disruption, 
some of the questions one is regularly con-
fronted with are what does it take to be 
good in digital and derive value from it? 
How do Indian companies compare with 
their global peers? What are Indian leaders 
in digital doing right and where are the lag-
gards failing? And finally, is leadership in 
digital helping companies derive real busi-
ness benefits and achieve tangible differenti-
ation vis-à-vis their less digitally savvy peers? 

To answer these questions, BCG conducted 
a survey covering over 2,000 companies in 
Europe, the US, and India, and collected 
data from companies with at least 2,500 

employees across ten industries: manufac-
turing, chemicals, technology, banking, tele-
communications, consumer goods and re-
tail, automotive, energy, health care, and 
the public sector. Mostly senior leaders par-
ticipated in this study; 30 percent were 
C-level, 34 percent were division leaders, 
and 26 percent were general managers, 
while 10 percent did not report their role 
(Digital Maturity Is Paying Off, June 2018). 
In India, our DAI study covered about 200 
companies across eight sectors, including 
manufacturing, chemicals, and automotive. 
When comparing Indian companies with 
their global peers, we looked at the distri-
bution of leaders and laggards and delved 
into the differences in the way companies 
scored various parameters. 

Fuelling this survey is BCG’s Digital Acceler-
ation Index (DAI), a tool that lets companies 
assess their digital maturity on a scale of 0 to 
100 across 37 dimensions as well as their 
performance on business-outcome metrics 
related to cost efficiency, market share, prod-
uct quality, and time to market, among oth-
ers. These 37 dimensions check for (1) close 
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alignment of digital and business strategy, 
(2) the extent to which companies have digi-
talized their core operations and (3) innovat-
ed new digital business models, and (4) the 
quality of technology, as well as (5) organiza-
tional enablers for digital [exhibit 1].

What Does It Take to Derive 
Value from Digital? 
Survey results clearly highlighted that all di-
mensions of digital (business strategy driven 
by technology, digitalize the core, new digital 
growth, and enablers) are important in cre-
ating a competitive edge. True digital lead-
ers, irrespective of sector, are advanced in all 
dimensions. Hence, being a digital leader re-
quires attention to all dimensions. 

Comparisons between leaders and laggards 
within India reveal several interesting in-
sights. Indian digital leaders on the DAI 
have started to see tangible business bene-
fits. Exhibit 2 shows the differences be-
tween leaders and laggards in a number of 
business metrics. Digital leaders consistent-
ly rate their customer satisfaction, product 

quality, and sales growth as “high” in con-
trast to laggards. E.g., a steel major was able 
to reduce defect rates by more than 50 per-
cent using advanced analytics to identify 
and control critical parameters leading to 
defects. At the same time, analytics helped 
in improving planning processes, which led 
to a 5 percent improvement in customer 
service levels, all with no capacity addi-
tions. Another example are market leading 
auto players using digital and analytics to 
better anticipate and meet customer needs. 
In order to improve the customer experi-
ence during the test drive phase, a leading 
auto player launched a VR-based system. 
This has not only expanded the company’s 
customer base, it has also led to greater en-
gagement with the brand.

How are Leaders Able to Garner 
Gains in Performance?
A key question especially asked by laggards 
is what leaders are doing differently and 
why they perform better. The exhibit below 
shows the areas where leaders are outper-
forming laggards (exhibit 3)

EXHIBIT 1 | DAI Assesses Digital Maturity Across 37 Dimensions

Source: BCG Digital Acceleration Index (DAI)
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EXHIBIT 2 | Digital Leaders Outperform Laggards Across Key Business Metrics
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While leaders are ahead of laggards in their 
respective sectors across dimensions, there 
are five differentiating factors, which DAI 
leaders tend to implement systematically. 

1. A clear strategy for building digital 
capabilities 

DAI leaders typically have a clear strat-
egy for capability building, and attract-
ing and retaining the best digital talent. 

Nowadays, many companies in India 
have a Chief Digital Officer or at least a 
senior management person entrusted 
with digital responsibilities. However, 
few of these companies actually have a 
comprehensive digital capability road-
map that can answer crucial questions 
like which roles to incubate in-house, 
who to collaborate with, what sourcing 
model to employ, how to interface ef-
fectively with the start-up ecosystem, 

EXHIBIT 3 | Key Differentiation Factors For Leaders In India

Note: Scores normalized to a base of 100 (maximum score for leaders)
Source: BCG's Digital Acceleration Index (DAI) study 
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etc. For instance, almost all insurance 
companies in India have digital heads. 
However, the DAI leaders have special-
ized capabilities in the areas of digital 
marketing, digital product develop-
ment, and continuous customer journey 
re-imagination. Such teams provide the 
focus and skills required to drive trans-
formative digital initiatives not only in-
ternally but also in partnership with 
the external ecosystem on an ongoing 
basis.

DAI leaders are also embedding agile 
ways of working in their daily interac-
tions with cross-functional teams to sus-
tain a meaningful impact from digital. 
Digital leaders across industries realize 
the importance of fostering apprecia-
tion for digital and specialized capabili-
ties across the organization. E.g., a steel 
major set up an analytics university not 
only to train a select group of employ-
ees on analytics but also to develop an 
appreciation for analytics for a wider 
base of employees. Digital laggards 
need to revisit their workforce planning 
processes to include a focus on digital 
roles, a strategy to attract and retain 
digital talent, and evaluate partnerships 
to access certain skills. 

2. An actionable roadmap backed by a 
robust business case to implement 
the digital strategy around which the 
senior management is aligned

Today, most companies have developed 
a digital strategy or at least seriously 
debated about one within the manage-
ment team. However, when it comes to 
leaders, the single most important pa-
rameter distinguishing them from lag-
gards is the ability to convert their in-
tent into a time-bound, actionable 
roadmap with clear milestones, deliv-
ery dates, and accountabilities. While 
building this roadmap, leaders ensure 
that management is aligned with the 
use cases or initiatives and is commit-
ted to driving the transformation. Lead-
ers not only invest their time and re-
sources in brainstorming potential use 
cases but are also agile enough to re-

spond to changing requirements with 
respect to working methodologies, in-
vestments, and people. The initiatives 
are almost always prioritized based on 
the expected business benefits and 
ease of implementation. The difference 
between leaders and laggards is clear 
on the DAI index with digital leaders 
outperforming laggards by up to twice 
the scores in areas like alignment on 
digital priorities, existence of a road-
map, KPIs to measure success. 

3. Investing upfront in data and digital 
platforms

Implementing a digital use case, for in-
stance, a customer journey with a fully 
digitalized middle and back office re-
quires significant upfront investment in 
data and digital platforms. Often, such 
an investment by itself may not have a 
positive direct business case, but still 
can become an enabler for powerful in-
novations that eventually lead to a sub-
stantial return on investment. We have 
seen that digital leaders have invested 
upfront capital to enable various ana-
lytics and digital use cases. On the DAI 
scale, leaders outperform laggards by a 
factor of three on data platforms.

E.g., a leading private sector bank in In-
dia invested heavily in digital platforms 
to materially improve turnaround time 
for new digital launches as well as drive 
a step change in analytical horsepower. 
The traditional Oracle data warehouse, 
which constrained the bank in terms of 
processing speed and the ability to pro-
cess unstructured data, was replaced by 
a hybrid deployment data lake, which 
led to a 45 percent improvement in pro-
cessing time by providing 300 percent 
more processing power, at 20 percent of 
the traditional storage-hardware cost, 
and the ability to process unstructured 
data. The same bank, a few years back, 
invested heavily in Enterprise—Ser-
vice—Bus middleware to create a mod-
ular architecture with reusable, atom-
ized functionality that would enable 
the easy launch of new digital applica-
tions. This has enabled the bank to 
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achieve a 50 percent increase in speed 
to market. Laggards need to evaluate 
investments in such platforms based on 
personalization and productivity bene-
fits of front-end applications (analyt-
ics-led sales, sales force effectiveness, 
operations improvement, performance 
management, etc.) to make the busi-
ness case for investment compelling.

4. Using deep personalization to get 
close to the customer 

Digital leaders are getting closer to 
their customers than their less savvy 
counterparts. One example is the auto-
motive sector. All companies are aware 
of the importance of having a single 
view of the customer across presales, 
sales, and after sales. However, only 
digital leaders have attempted to use 
varied customer data to identify and 
capitalize on opportunities to sell a new 
vehicle, improve retention of service ve-
hicle fleet, and improve customer satis-
faction (through areas like social listen-
ing, responding to feedback, etc.). On 
the other hand, laggards still struggle 
with data quality and integrity issues 
between sales and after-sales data, 
leading to poor targeting and lower 
conversion rates. An automotive major 
was able to improve the rates of cus-
tomer win-back by a factor of 1.5 by im-
proving the percentage of relevant cus-
tomers targeted by a factor of two by 
advanced analytics algorithms on cus-
tomer data, collated across the life cycle 
of customer engagement (sales, after 
sales, finance). 

5. Embed digital in every aspect of the 
organization

Leaders in India clearly outperform lag-
gards in terms of digital adoption across 
their core and support functions. Our 
survey data shows that digital leaders 
are outperforming laggards across all 
areas in their business—from sales and 
customer engagement, marketing, and 
pricing to supply chain, procurement, 
and even support functions. An exam-
ple is one of the most seminal digital 

implementations in the Indian public 
sector. One of the largest state-owned 
banks in India created a digitally en-
abled performance management sys-
tem in which quantifiable key perfor-
mance indicators are transparent for all 
levels of employees. The data from IT 
systems is used to assess performance 
in a neutral manner. Digital enable-
ment has eliminated individual bias, 
linked performance to outcome and 
output metrics, and created a new level 
of transparency and performance orien-
tation in the organization.

In another example, a digitally enabled 
sales force effectiveness tool in one of 
the largest banks in India allows for 
performance monitoring of sales force 
with results displayed against agreed 
targets, drilling down to identify root 
causes of underperformance and send-
ing daily text-message alerts to manag-
ers. This has led to a significant im-
provement in the performance of the 
sales force, with the bank now replicat-
ing this tool across multiple channels. 
Digital leaders are also marching ahead 
in digitizing back-office operations for 
efficiency and accuracy. Our study finds 
49 use cases where RPA, AI, big data 
and advanced analytics were adopted 
in shared-service centres and back offic-
es, using products such as Blue Prism 
and UiPath to drive efficiency as well 
as accuracy. In nearly a quarter of the 
cases we examined, productivity im-
proved by 40 percent or more and turn-
around times were reduced by 70 per-
cent or more.

Digital leaders in the public sector find 
digital enhancing ground-level data col-
lection, which is leading to more target-
ed interventions. Using digital for pri-
mary care, a state uses data from 
50,000 facility inspections, approxi-
mately 12,000 feedback calls to drive 
monthly reviews of over 100 district 
and state officers. This has led to a 
more efficient utilization of the existing 
corpus, a redistribution of staff, and 
equipment to fill gaps across 75 percent 
of the facilities.
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Summary
Digitalization is creating a divide between 
performers and laggards. The stakes are 
high with leaders already seeing business 
benefits from digital. This lead over lag-
gards is expected to become more pro-
nounced as leaders create a sustained ad-
vantage through digital. At the same time, 
there are steps that laggards can take im-
mediately to narrow the gap. For laggards, 
it is not just important to fix the visible 
signs (lack of a roadmap, limited advanced 
analytics and digital tools, or the inability 
to gain access to digital talent), they have to 
change their way of pushing the digital 
agenda by:

 • Incorporating digital into their overall 
business strategy and establishing a 
clear digital roadmap,

 • Investing upfront in digital and data 
platforms,

 • Revisiting core processes through a 
digital lens, and

 • Gaining access to digital talent through 
capability building and partnerships.


