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In the 2020 edition of our research, The data-powered 
enterprise: Why organizations must strengthen their data 
mastery, we found that organizations had made headway 
on data-powered decision-making. However, achieving data 
mastery was still a long road ahead for many. Today, nearly 
two in three executives agree that their organizations use 
activated data to introduce new products or services or to 
develop entirely new business models. This year’s report, 
the next in the data-powered enterprises series, finds that, 
while many of the challenges we noted four years ago 
persist, they have diminished in intensity, as the challenges 
that were historically seen as big issues, have become 
secondary as new priorities like AI have come to the fore. 

This year, we also explore how ready data foundations 
are to harness the power of generative AI. Only 40% of 
data executives state their organizations have developed 

their non-technical foundations (culture, ethical guardrails, 
governance mechanisms, and legal and regulatory 
frameworks). Over half (56%) consider themselves mature on 
technical foundations (data, technology, infrastructure, and 
technical skills). We also investigate the rise of generative 
AI and its impact on data operations. We found that 60% of 
organizations have implemented pilots or launched early 
proofs of concept (PoCs) of generative AI initiatives based 
on their enterprise data. However, 75% of data executives 
cite large-scale deployment of generative AI PoCs as a major 
challenge. For instance, only 42% of data executives have 
the required data to train generative AI models. The scale 
of the business opportunity has increased for data-powered 
enterprises when compared to 2020 and so has the bar to 
become a data-powered enterprise as the breadth of use 
cases for data has risen. 

https://www.capgemini.com/insights/research-library/the-data-powered-enterprise/
https://www.capgemini.com/insights/research-library/the-data-powered-enterprise/
https://www.capgemini.com/insights/research-library/the-data-powered-enterprise/
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We analyzed the organizations that 
participated in our research across 
data foundations and data behaviors 
and found that 17% qualified as data 
masters and reap higher benefits 
across data operations, generative AI, 
business, and financial metrics. 83% of 
data masters have high effectiveness in 
quantifying the value of data assets and 
monetizing them, compared with 61% 
of others.

• First, define the data strategy as a seamlessly unified effort between business 
and data executives

• Aim to enhance data synergy and democratization across the business with 
the data foundation necessary to implement and scale generative AI and other 
innovations powered by data

• Put in place the governance framework required for innovations powered by 
data such as generative AI data pilots and as the necessary elements to ensure 
trust in data operations

• Enable employees to be powered by data through upskilling and a 
collaborative culture

• Finally, equip for scaling on impact, with a focus on business priorities while 
leveraging a joint platform strategy

We highlight key areas that 
organizations should focus on in 
order to accelerate their journeys to 
becoming data-powered enterprises:
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Who should read this report 
and why?
This report follows the 2020 edition of our 
research, The data-powered enterprise: Why 
organizations must strengthen their data 
mastery and provides insights into the data-
transformation journey of organizations across 
sectors. This report will be particularly helpful to 
chief data officers, chief information officers, 
chief technology officers, chief analytics 
officers, enterprise analytics architects, and 
data architects. Additionally, given the current 
central role of AI in the data landscape, this 
report will also inform AI, analytics, and data 
science leaders.  

Finally, sustainability leaders will find it useful 
in light of recently introduced regulations.

This report is based on the findings of an 
industry survey of 500 business executives and 
500 data executives from 500 organizations 
across 12 countries. All organizations had 
annual revenue above $1 billion. Executives 
surveyed were director-level and above and 
were selected from across business and data 
functions. See the Research Methodology at 
the end of the report for more details.

https://www.capgemini.com/insights/research-library/the-data-powered-enterprise/
https://www.capgemini.com/insights/research-library/the-data-powered-enterprise/
https://www.capgemini.com/insights/research-library/the-data-powered-enterprise/
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Today data holds unparalleled potential. A small use case, 
such as real-time data about delayed trains, can save 27 
million working hours, equivalent to €740 million in labor 
costs for the European Union1.  In addition to improving 
operational efficiencies and saving costs, organizations 
today are increasingly monetizing data and leveraging it to 
boost their top lines. For example, companies like Coca-Cola 
are using data for intelligent revenue growth management 
including formulating segmentation and pricing strategies, 
portfolio and pack mix, and promotions2 . In fact, Coca Cola’s 
intelligent prioritization model is believed to have resulted in 
a revenue growth of 9% in the first half of 20233.   

However, in order to leverage data for maximum potential, 
organizations will need to make significant changes to 

their data collection, storage, retrieval, and governance 
processes. Organizations that have progressed on this data 
mastery journey are already reaping benefits, as visible from 
the improvement shown in their operations and financial 
metrics. Further, with generative AI, the power of data has 
grown manifold, but do organizations have the right data 
foundations to be able to scale and productionize their 
generative AI initiatives and derive value out of those?

To find answers to such questions and to assess the current 
state of the organization on the data front, we conducted 
a global survey of 500 business executives and 500 data 
executives from 500 organizations across 12 countries. We 
also conducted detailed interviews with 10 senior executives 
from across industries.
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Based on our research, we have delved into the following key areas 
in the report

How have 
organizations 
progressed 
on their data 
mastery journey?

Which are the 
key areas where 
organizations have 
improved, and have 
ground to cover?

Do the organizations 
have the necessary 
data foundations to 
leverage generative 
AI successfully?

What are the 
benefits being 
observed by 
data masters?

What are the key areas 
that organizations should 
focus on to accelerate their 
journey to becoming a 
data-powered enterprise?

01

04

02

05

03
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Defining the 
data-powered 
enterprise
We define a data-powered enterprise as an 
organization that can create, process, and 
leverage data proactively to achieve its business 
objectives, increase operational excellence, 
improve customer experience, and drive 
innovation. 
 
Such an organization will be able to:

Scale infrastructure and tools

Scale and modernize their infrastructure (storage and compute 
power) and tools (such as BI, data visualization, advanced 

analytics, or AI/generative AI with automation and standardization 
to enable agility and (self-service) usage on demand 

Design guiding principles

Design and develop guiding principles for data and 
model access, usage, security, sustainability, and 

ethical considerations to ensure ethical practices for 
data and analytics 

Create, collect and innovate with data

Design data products and enable processes to create, 
capture and/or procure data and models through 

collaboration within and with other organizations, and 
automate processes to collect these effectively 

Nurture skills

Nurture the required data and AI/generative AI skills  
in the organization to democratize easy access to 

data and data-powered decision-making for all

Process and harvest data

Leverage data and models for proactive and agile 
decision-making and actioning, through procuring and 

developing business intelligence, analytics, and AI models

Activate data

Embed data and insights into the core business processes 
alongside AI/generative AI and enable business ownership of 
data to drive business goals (such as operational efficiencies, 

new revenue opportunities or business-model innovation)

Unlock the value

Unlock the value of data and AI by 
quantifying and managing its value as 

well as by monetizing it

Foster data culture

Deploy data-powered practices to 
continuously develop and evolve a 

data mastery culture

Identify datasets

Identify all its datasets – internal as well as 
external, key data makers and users, data 

sources, and ready datasets

Data-powered
enterprise

1
2

3

4

5
6

7

8

9
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When we compare 2020 insights with 2024’s, it is 
clear that the scale of the business opportunity 
has increased for data-powered enterprises, 
which, in turn, has meant an increase in the scale 
of the challenge of delivering data mastery. As we 
see AI adoption increase, we expect both of these 
bars to continue to rise, meaning that even those 
who are considered data-powered enterprises 
today cannot rest on their laurels and expect 
continued excellence.
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How have organizations 
progressed on their data 
mastery journeys?01
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We analyzed nine dimensions of data-powered 
enterprises (see Defining the “data-powered enterprise” 
at the beginning of the report) and found that, in the past 
four years, organizations have on average improved in 
activating data;4 unlocking value from data; and scaling 
infrastructure, platforms, and tools (see Figure 1). Nearly 
two-thirds of executives state their organizations use 
activated data* to introduce new products or services 
within existing business models or to develop entirely 
new business models (up from four in ten in 2020).

However, more uses for data through activation and 
unlocking the value have increased the foundational 
challenges of getting the data and identifying the right 
data and models. When it comes to identifying and 
collecting data and creating data models – also key areas 
for generative AI models – organizations lag. Only 42% of 
data executives say they currently receive the required 
data to train AI/generative AI models. The creating and 
collecting data dimension scores least well among the 

How are organizations performing on the individual 
dimensions that constitute a data-powered 
enterprise?

nine parameters for a data-powered enterprise (see 
Figure 1). 

The Head of AI and Automation at a telecom firm, 
discusses the data identification and collection 
challenges for large enterprises:

“Many of these data-related issues are human-made, 
stemming from siloed operations. Individuals access data, 
interpret it differently, and create unique features without 
central coordination. This results in fragmented data 
processing. For example, in telcos, customer orders go 
through various isolated business units, including customer 
care, services, and fraud detection, with each team handling 
data separately and with minimal communication. A data-
powered enterprise can only be achieved by breaking down 
these silos and fostering a data-driven culture.”

Source: Capgemini Research Institute, Data-powered enterprises 
survey, April 2024, N = 500 organizations represented by 500 data 
executives and 500 business executives; Capgemini Research 
Institute, Data-powered enterprises survey, August 2020, 
N=1,004 organizations.

Note: *By 'activated data,' we mean embed data and insights into the 
core business processes alongside AI/generative AI and enable business 
ownership of data to drive business goals

Figure 1:
Spider chart for the dimensions of a data-powered enterprise
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How have organizations evolved and who are the data 
masters?
We analyzed the organizations that participated in 
our research across a number of critical elements 
and found that 17% qualified as data masters. These 
elements form the two dimensions of data mastery: Data 
foundations and data behaviors. The data foundations 

Data foundation/enabler parameters Data behavior parameters

Scale infrastructure, platform, and tools

Identify all its data and models

Process and harvest data and models

Data-governance implementation

Create and collect data

Data and AI platform

Activate data

Data-guiding principles (data access, 
interoperability, security)

Data activation vision and strategy

Foster data culture

Unlock the value

(Please refer to the appendix for additional details)

Elements of data mastery

50%

33%

17%

of organizations fall into the ‘data laggards’ category and fail 
to lead in either dimension (71% in the previous report)

of organizations lead in one dimension but not the other 
(14% in the previous report)

of organizations fall into the data masters category, leading 
in both dimensions (16% in the previous report)

Based on these dimensions, we found:

are the necessary tools and technologies with which 
an organization can use and leverage data, while data 
behaviors are part of the DNA of the organization and 
relate to people, processes, skills, and culture. Taken 
together, they drive data mastery.
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The share of data laggards has reduced significantly from 71% in the previous report to 50% this year, suggesting that 
organizations have evolved in the dimensions of data foundation and data behavior.

Data foundations

D
at

a 
b

eh
av

io
rs

Data aware17% 7%

Data laggards50% 71%

Data masters 17% 16%

Data enabled 16% 7%

2020

2024

Capgemini Research Institute, Data-powered enterprises survey, April 2024, N = 500 organizations represented by 500 data executives 
and 500 business executives; Capgemini Research Institute, Data-powered enterprises survey, August 2020, N=1,004 organizations.

Note: Numbers may not add to exactly 100 due to rounding off error.

Figure 2:
One in two organizations can be classified as data laggards today
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Organizations have 
improved decision-making 
and monetization, but data 
identification and access 
require more focus

02

16
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Compared with a few years ago, organizations today 
are more effective at embedding data and insights 
into core business processes and using proprietary 
data to drive business goals. Organizations are more 
sophisticated in terms of unlocking and quantifying 
the value of data and AI and even monetizing it, 
either by selling to third parties or generating usable 
insights. The data economy in Europe was valued at 
around €301 billion in 2018, and is projected to reach 
€829 billion by 2025, from 2% to 6% of regional GDP5.

To achieve data maturity, data must be integrated into 
the organization’s decision-making fabric. In our 2020 
research, The data-powered enterprise6,  half of the 
executives stated their internal decision-making was 
data-powered. In 2024, 60% of executives described 
their decision-making and actioning as data-powered 
(see Figure 3).

Since 2020, organizations 
have become more 
adept at activating and 
unlocking value from 
data for business and 
financial gains 

Organizations have 
improved their ability 
to activate data for 
decision-making

Figure 3.
Organizations are marching ahead on data-powered decision-making

Source: Capgemini Research Institute, Digital Mastery survey; April–
May 2018, N = 1,338 respondents, 757 organizations; Capgemini 
Research Institute, Data-powered enterprises survey, August 2020, N 
= 1,004 organizations. Capgemini Research Institute, Data Powered 
Enterprise, April 2024, N = 500 organizations represented by 500 
data executives and 500 business executives.7 
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38%

50%
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of executives agreed that decision-making in 
their organizations is driven by data
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From companies like Amazon using data for one-to-one 
marketing, to Coca-Cola using it for enhanced customer 
experience, Kaiser Permanente for improving the quality 
of care, and Google using it to drive superior manager 
performance, organizations are unearthing new sources 
of value from data8. In fact, the consumer products 
industry is using data intensively, from applying consumer 
data to tailored marketing and designing products to 
consumer preferences to optimizing supply chains. 
The consumer products industry uses AI across several 
dimensions. For example, Coca-Cola installed self-service 
drinks machines that let consumers formulate their own 
drinks. Using data from this, it came up with the Cherry 
Sprite flavor.9 Similarly, PepsiCo uses Trendscope, a tool 
that analyses over 500m conversations from social media 
platforms, news sites, blogs, forums, and reviews to 
address consumer preferences. During the pandemic, 
PepsiCo used insights from Trendscope to launch the 
“immunity support” version of its Propel Water.10

Sixty-five percent of business executives say their 
CxOs use data-powered insights to drive business. For 
instance, CMOs use customer data to improve customer 
satisfaction (CSAT) and net promoter score (NPS). 

Figure 4.
Consumer products manufacturing lead in use of data-powered decision making

Source: Capgemini Research Institute, Data-powered enterprises survey, August 2020, N = 1,004 organizations represented by 500 
data executives and 504 business executives. Capgemini Research Institute, Data-powered enterprises survey , April 2024, N = 500 
organizations represented by 500 data executives and 500 business executives.11 
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Figure 5.
Over half of executives state that their organizations are monetizing data assets through their products and services

Source: Capgemini Research Institute, Data-powered enterprises survey, August 2020, N = 1,004 organizations represented by 500 
data executives and 504 business executives. Capgemini Research Institute, Data-powered enterprises survey , April 2024, N = 500 
organizations represented by 500 data executives and 500 business executives.
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The CDO at a European bank, says: “Now, leaders recognize 
the potential of data-driven decision-making and proactively 
approach data teams with specific requests, enhancing 
internal collaboration and aligning data strategies with 
organizational goals.” Organizations are also progressing 
with the evolution of the data ecosystem, with 55% 
of data executives stating they use structured, semi-
structured, and unstructured data for data-powered 
decision-making and implementation.

Nearly 70% of executives describe data as an enterprise 
asset compared with 62% in 2020. Further, 52% of 
respondents state that their organizations quantify the 
value of data in their accounting systems, compared 
with 22% in 2020. The percentage of respondents who 
agree that their organizations are monetizing data assets 
through their products and services in 2024 has also gone 
up (53% compared with 43% in 2020).

Organizations have made 
major progress in 
unlocking value through 
data monetization
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Figure 6.
Two in three executives agree their organizations are cashing in on data

Source: Capgemini Research Institute, Data-powered enterprises survey, August 2020, N = 1,004 organizations; Data-powered 
enterprises survey, April 2024, N = 500 organizations represented by 500 data executives and 500 business executives.
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Data activation (embedding data and insights into the 
core business processes alongside AI/generative AI and 
enable business ownership of data to drive business goals) 
serves as a catalyst for monetization. By improving data 
activation, organizations can significantly boost data-revenue 
generation. The director of IT services at a global insurance 
firm, comments: “Over the past three to five years, the volume 
and diversity of data generated by our organization have 
grown exponentially due to the proliferation of IoT [Internet of 
Things] devices, media, sensors, and other sources. This increase 
prompted us to adapt and upgrade our data models.” 

Today, nearly two in three executives agree that their 
organizations use activated data to introduce new products 
or services within existing business models or to develop 
entirely new business models; only about 40% were doing 
this in 2020. This is a massive transformation in four years and 
shows that data has really shifted from being a niche driver 
of new business to a core driver. For example, two major 
automotive associations, CLEPA and ACEA, have defined a 
”minimum viable dataset“ of 42 items that original equipment 
manufacturers (OEMs) should cover. These range from basic 
information, such as odometer value and GPS position, 
to specifics, such as brake-fluid level warning and time to 
next service. This can feed into data-powered software 
optimization and allow the provision of advanced features 
like remote monitoring of vehicle health, and sending 
warnings and reminders to owners.12 
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Industry

Retail

Banking

Insurance

Telecom

Automotive

Services

Examples

Retail media networks (RMN) utilize retailers’ data assets, such as first-party shopper data, to inform advertisements across a range of media. These also 
provide alternative revenue streams for retailers. US retail media ad spending is expected to hit $54 billion in 2024. Walmart has launched Walmart Luminate, a 
new business that analyses and derives insights from customer behavior, perceptions, and channel performance, which it offers to brands, CPG suppliers, and 
internal merchants. Walmart’s global advertising business, which includes its RMN, Walmart Connect, grew 28% to reach $3.4 billion in 2023.13 

JPMorgan Chase started Chase Media Solutions, a new business unit, which directs adverts tailored from payments data to customers on its mobile app and 
website. It has already run pilot programs for Air Canada, Solo Stove, Blue Bottle, and Whataburger, driving incremental sales and new-customer growth.14 

The insurance industry uses telematics to personalize offerings based on usage and behavioral patterns. Progressive Insurance’s Snapshot app or plug-in 
device collects motoring data from participating customers, allowing Progressive to offer customized discounts and incentives for safe driving behaviors. This 
data-powered pricing model enables Progressive to assess risk more accurately, benefiting both the company and its customers. On average, drivers who save 
with Snapshot save $231 a year.15 

Telcos have made data monetization an integral part of their growth strategy, increasing their average revenue per user (ARPU) through data-powered 
customization and selling data to third parties. T-Mobile saw a 400% increase in customer acquisition by sending personalized videos based on these data 
insights. The personalized videos include the name of the customer, and have different content by target group, resulting in conversion rates that are higher 
than those for traditional digital marketing.16 Recently, it also started its RMN leveraging 11,000 stores in the US.17

According to our research, in 2022 there were 57 million connected cars, generating €19 million in revenue. We anticipate this number to grow to 232 million 
connected cars, generating €800 million by 2030.18  

Uber gathers data from its diverse services, including ride-hailing, courier, food delivery, and freight transport to optimize delivery routes, predict food 
preferences, and enhance freight logistics. By analyzing rider preferences and behaviors, Uber also provides personalized promotions and advertisements, 
benefiting both riders and advertisers.19
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Cloud-based infrastructure supports scalability, flexibility, 
and speed of decision making. The right platforms 
and tools for data collection and analysis facilitate 
democratization of findable, accessible, interoperable, 
and reusable (FAIR) data. Organization have shown 
significant improvement on these fronts. During our last 

Organizations have 
strengthened their 
foundations around 
infrastructure, tools, and 
platforms since 2020

Figure 7.
Organizations have strengthened infrastructure, tools and 
platform foundations

Source: Capgemini Research Institute, Data-powered enterprises 
survey, August 2020, N = 1,004 organizations; Data-powered 
enterprises survey, April 2024, N = 500 organizations represented by 
500 data executives and 500 business executives.
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research we had found that 51% of executives state that 
organizations have expanded data, BI and analytics in 
the cloud, while this year it is 60%. Similarly, today 76% 
of executives state that organizations have invested in 
data analytics tools as compared to 54% in 2020. There 
is a significant growth in investment in analytics, tools 
and platform, but a slowing growth in cloud adoption 
for data, BI and analytics.

A senior executive at a European bank, adds: “This 
modernization allows organizations to manage larger 
data volumes, harness unstructured data, and accelerate 
AI development. While not necessarily cheaper, the 
modernization of data technology allows us to extract more 
value and insights. The migration to cloud and adoption 
of modern data stacks have propelled us into a new era of 
data utilization.”
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Organizations must increase 
focus to identify and access 
the right datasets
The amount of data created, captured, copied, and consumed 
globally in 2025 is expected to be nearly three times as much 
as in 2020.20 Further, 80-90% will be unstructured, in the form 
of videos, emails, images, HTML content, and social media. 
From a data-management standpoint, unstructured data 
adds to the challenges of integration with structured data 
and of storage-data redundancy. 

Identifying, creating, and collecting data has thus come 
up as an area of improvement for a large percentage of 
organizations today. The Chief Data Officer at a European 
bank, adds, “Knitting unstructured data is going to be a big 
challenge in the foundational space when it comes to generative 
AI.”

Further, our 2020 research revealed significant gaps in 
executives’ perceptions of their organizations’ data and data 
management. In 2024, while nearly 60% of data executives 
claim to have automated their data collection, only 41% of 
business leaders agree. Similarly, 71% of data executives 
are confident of the visibility of their organization’s data 
inventory, compared with only 45% of business executives. 

However, both data and business executives have aligned 
on access policies, with two-thirds of business and data 

Figure 8.
Over 70% of data executives report visibility of their organization's data inventory, but only 45% of business executives agree 

Source: Capgemini Research Institute, Data-powered enterprises survey, August 2020, N = 1,004 organizations; Capgemini 
Research Institute, Data powered enterprises survey, April 2024, N = 500 organizations represented by 500 data executives and 
500 business executives.21

Share of executives who agree with the statements below

We have automated the
process of data collection

The organization has visibility
of the data inventory

Access policies are clear and
defined for all kinds of user roles

Data executives

Business executives

Data executives
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Data executives

Business executives

51%
60%

38%
41%

53%
71%

25%
45%

39%
65%

59%
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2020
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executives stating access policies are clear and defined 
for all kinds of user roles.
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Generative AI is 
transforming the data 
landscape03
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Most organizations are 
exploring the use of 
enterprise data for AI/
generative AI
Organizations are realising the transformative power 
of their enterprise data through AI/generative AI. For 
example, Procter & Gamble rolled out chatPG, its internal 
generative AI tool last year to unlock the value residing 
in its internal data. Procter & Gamble Chief Information 
Officer Vittorio Cretella commented, “We are more than 
experimenting. We have more than 35 use cases where that 
model is being complemented with internal data.”22

Figure 9.
Three out of five organizations have launched PoCs or pilots of generative AI initiatives using enterprise data

Source: Capgemini Research Institute, Data Powered Enterprise, Business Executives Survey, April 2024, N = 500 
organizations represented by 500 business executives.

What is your current state of generative AI adoption? 

We have strategized our approach

We have launched early proof-of-concepts

We have implemented pilots

We have partially scaled up

We have fully scaled up

1%

14%

25%

28%

32%
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However, organizations are in the very early stages of 
adoption, and three-quarters of data executives agree 
that scaling generative AI PoCs to large-scale deployment 
is a major challenge. 

Figure 10.
Organizations are struggling to scale up their generative AI initiatives

Source: Capgemini Research Institute, Data-powered enterprises survey, Data Executives Survey, April 2024, N = 500 organizations 
represented by 500 data executives.
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64%
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80%

16%

84%
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Global Retail Insurance Automotive Life Sciences
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Government/
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Consumer products
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Banking Industrial
manufacturing
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We are aware of how to productionize and monitor
the large language models in generative AI applications 

Scaling the generative AI proofs-of-concept to large-scale
deployments is a major challenge for our organization

60%

of organizations have implemented pilots or launched 
early PoCs of generative AI initiatives using enterprise 
data (see Figure 9).

Around
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To harness AI/generative 
AI, data foundations 
require greater focus
Generative AI has the potential to derive value from data 
in an unprecedented way. However, currently, only 40% 
of data executives believe that their organizations are 
sufficiently mature on non-technical foundations such as 
culture, ethical guardrails, governance mechanisms, and 
legal and regulatory frameworks to harness generative 
AI. Over half (59%) consider their organizations mature 
on technical foundations such as data, technology, 
infrastructure, and technical skills. Nearly three out of 
five data executives agree that integrating generative AI 
will require significant changes to their data collection, 
storage, retrieval, and governance.

Figure 11.
There is a lot of ground to cover across various dimensions 
of data maturity before organizations can embrace AI/
generative AI

Source: Capgemini Research Institute, Data-powered enterprises survey , Data Executives Survey, April 2024, N = 500 organizations 
represented by 500 data executives.

Scale infrastructure and tools

51% say there are adequate systems in place to 
facilitate the effective implementation of data 

engineering  processes for generative AI applications.
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51% have defined a roadmap to scale up their generative AI 
initiatives across the organization. 46% say when generative AI 
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Identifying data and 
models is crucial for 
generative AI use A sound process for 

obtaining trustworthy data 
is vital

There is no AI without data. However, organizations 
have multiple avenues to improve data and model 
identification.

Ensuring the reliability and correctness of input and output 
data is critical to the success of generative AI. However, only 
49% of data executives agree that their organizations are well 
prepared in this respect. There is a perception gap regarding 
transparency of data, with 87% of business executives 
believing their organizations are prepared on this front, 
whereas only 37% of data executives agree. As many as 61% 
of business executives cite the accuracy and impartiality of 
input and output data as major concerns. 

Organizations must also address accountability of output 
data. Only 47% of data executives regularly review AI/
generative AI outputs for accuracy and factual correctness.

Only 41% of business executives agree that their organization 
uses tools that help in the audit of the algorithms, and only 
44% state that their organization has processes in place to 
address algorithmic bias.

of data executives agree that their 
organizations do not use external data 
for AI/generative AI.

 of data executives have the required 
data to train generative AI models. 

of data sources are in the cloud, while 
the remainder still reside in local 
servers, leading to access challenges.

of data executives say that their 
organization has clear processes 
to manage siloed data and data 
integration across functions.

of data executives are tapping into 
structured, semi-structured, and 
unstructured data for data-powered 
decision-making and implementation.

87%

42%

49%

51%

55%

Few organizations nurture 
data skills for generative AI
Adopting generative AI and deriving value from it at 
enterprise-scale requires specialized technical and non-
technical talent. But, 61% of data executives say their 
organization faces a shortage of skills and are looking 
at contract workers to fill the talent gap. Upwork, the 
freelancing marketplace, recognized AI as the fastest-
growing category for 2023.23

With generative AI, retaining talent could be a challenge, 
especially if organizations fail to provide the necessary 

support in terms of tools and training. Organizations still lag 
in these aspects. Only half are upskilling their employees on 
critical generative AI skills.
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Enterprise AI adoption 
requires trust and guiding 
principles for data 
management

It is crucial to understand the potential risks associated 
with generative AI usage. The Head of Data, Analytics 
and AI at a global apparel firm, adds: “We have launched 
a generative AI tool for our store associates, who can ask 
specific questions in response to customer queries. What 
should I do if a customer wants to return something without 
a receipt? Generative AI provides the answers, with links to 
the internal documents that shaped that answer.” 

Organizations lack clear generative AI strategies, 
especially with regard to scaling up and addressing 
legal and regulatory aspects. Only 51% data executives 
say that they have defined a roadmap to scale up their 
generative AI initiatives across the organization. Further, 
only 54% of data executives are aware of the data 
foundations required to win in the AI era. 

On a behavioral dimension, organizations must ensure, 
that they build trust from their employees towards 
their AI solutions. 56% of business executives rate their 

enterprise as ready for at-scale AI adoption, while 67% of data 
executives agree.

Organizations must ramp up data governance, too. 56% of 
data executives state that their organizations are prepared to 
deal with potential legal complications arising from data use in 
AI/generative AI applications, and only 46% have documented 
policies around the sourcing, usage, access, processing, and 
security of data in the context of generative AI. 

Guiding principles around cybersecurity, data privacy, 
and protection topics are essential, as:

48% of business executives rate data protection and 
privacy concerns as among the biggest risks associated 
with generative AI. Failing to adequately isolate large 
language model ( LLMs) from the outside world can 
expose internal data, leading to unauthorized access or 
accidental leaks.

46% of business executives rank cybersecurity as one 
of the top challenges for generative AI implementation. 
Malicious actors can exploit LLM capabilities through 
prompts to retrieve this information and inadequately 
secured AI systems are a soft target for cyberattacks.

40% of business executives identify IP infringements 
and copyright issues as top data risks associated 
with generative AI. If the AI models are trained on 
copyrighted or proprietary code or data, it can lead to 
legal complications.
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Where are organizations 
implementing 
generative AI in their 
data initiatives? 
There are a variety of real-world examples of how 
companies use generative AI for data management 
on one hand and reap business benefits such 
as improved customer service and operational 
efficiency on the other.

Figure 12.
Organizations are using generative AI across the data value chain

Source: Capgemini Research Institute, Data Powered Enterprise, 
Data Executives Survey, April 2024, N = 500 organizations 
represented by 500 data executives.  
1 Amazon, “How generative AI helps Amazon eliminate checkout 
lines and revolutionize the shopping experience,” September 2023. 

49%

45%

7%

8%

Data Creation

Synthetic data 
creation where use 

of real-world data 
can create privacy 

concerns

Synthetic data 
creation where 
there is lack of 

real-world data

Amazon: Uses generative AI to generate a synthetic customer 
behavior data to train its computer vision system for its Just Wak 
Out, the system powering the Amazon Go cashier-less stores. 
These synthetic images and video clips mimic realistic, and 
sometimes rare, shopping scenarios and shoppers.¹

Planning to use in next 12 monthsAlready using Planning to use in next 12 monthsAlready using

For reconstructing 
the data

Augmenting and 
enriching data by adding 

additional features/labels

Analyze large amounts 
of data to uncover 

hidden patterns

Implementing validation 
rules and standardizing 

data formats

35%
11%

45%

35%

42%

8%

14%

15%

Data cleansing and enrichment

Bloomberg: BloombergGPT, integrated into the Bloomberg 
Terminal, performs a range of labour-saving data cleansing 
functions, like swapping in ticker symbol for company names.2

2 Bloomberg, “Introducing BloombergGPT, Bloomberg’s 
50-billion parameter large language model, purpose-built from 
scratch for finance,” March 2023. 
3 Forbes, “How Morgan Stanley is training GPT to help financial 
advisors,” March 2023. 
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Planning to use in next 12 monthsAlready using

Improving cloud storage with 
smart deduplication

For creating auto-generated 
data reports to aid in 

regulatory compliance

Scan through loads of data to 
efficiently respond to queries

Morgan Stanley: is experimenting with generative AI(GPT-4) to 
extract information from over 100,000 of its documents to answer 
queries from around 16,000 financial advisors on a variety of 
topics including investment recommendations, general business 
questions and process related questions.3

Goldman sachs: is running several PoCs using the technology for 
document categorization, precise information extraction and 
sophisticated coding tasks.⁴

49%

37%

8%

12%

41%
12%

Data curation, storage, and querying

Planning to use in next 12 monthsAlready using

Convert complex data sets into 
engaging formats, such as 

images or videos

To create a Data Lineage 
Visualization

Turning complex data analysis 
into comprehensible narratives

OCBC: has deployed several generative AI productivity tools to 
summmarize documents, transcribe calls and create an internal 
knowledge base. OCBC Whisper, its speech-to-text technology, is 
used to transcribe and summarize calls in real time at OCBC 
contact centre.5

Amazon: Amazon’s reviews summary feature uses generative AI to 
provide customer with a short paragraph on the product detail 
page and the most frequently mentioned customer sentiment 
across written reviews.⁶

Data visualization

44%

41%

10%

11%

42%
10%

Planning to use in next 12 monthsAlready using

Improve data security by 
automatically hiding confidential 

data

Maintain data accountability

Data democratization

Mastercard: Brighterion, a Mastercard company, uses AI models 
can identify customers’ card behaviour and rise alerts on potential 
scams.⁷

Data accountability and security

37%

43%

17%

12%

43%
13%

4 The Wall Street Journal, “Goldman Sachs CIO tests generative 
AI,” May 2023. 
5 OCBC, “OCBC is first Singapore bank to roll out generative AI 
chatbot to all employees globally,” October 2023. 

6 Amazon, “8 ways Amazon is using generative AI to make life 
easier, from a more conversational Alexa to a better reviews 
experience,” December 2023. 

7 Mastercard, “AI is growing fast. How we’re growing with it,” 
December 2023.
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What benefits do 
data masters receive?04
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Data masters constitute 17% of the organizations we 
surveyed and reap higher benefits across data operations, 
generative AI, business, and financial metrics.

Data masters derive more benefits by using generative 
AI. We found percentage of data executives’ time saved 
annually by generative AI application usage is much higher 
at 69% for data masters compared to 55% of others. Data 
masters also observe improved speed in the work of data 
executives with 78% increase in speed of data executives’ 
work after employing generative AI solutions compared to 
70% in others.

Data masters get more 
benefits from generative AI

Data masters fare better than their counterparts 
on multiple metrics, including quality, security, and 
monetization. In our 2020 research on data-powered 
enterprises we found among the organizations where 
business is trusted 77% say business teams work with 

Data operations benefits 
accrued by data masters

technology teams to identify insights from data troves.24 This 
theme continues this year with 88% of data masters agreeing 
with this compared to 67% of others. 

We also found that 83% of data masters have high 
effectiveness in quantifying the value of data assets and 
monetizing them, compared with 61% of others. 

Figure 13.
Data operations benefits accrued by data masters span the data value chain 

Source: Capgemini Research Institute, Data powered enterprises survey, Data Executives Survey, April 2024, N = 500 organizations 
represented by 500 data executives.
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data assets and monetizing them to drive strategic business outcomes
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Organizations have also reaped cost savings and 
efficiency improvements due to enhanced employee 
productivity and process efficiencies. Shipping 
multinational UPS is already reaping the benefits of using 
generative AI in its contact centers. During pilot testing, 
UPS earned a 50% reduction in the time agents spent 
resolving emails. UPS plans to apply generative AI to 
other functions within the enterprise, including human 
resources, sales, and finance.25 Data masters have seen 
a larger reduction in customer engagement metrics 
such as customer complaints and have also witnessed 
an increase in sales due to personalized and targeted 
marketing enabled by data-generated insights, as well 
as by monetizing data and launching new products and 
services.

Data masters have 
improved productivity 
with higher operational 
efficiency

Figure 14.
Data masters see greater improvement in business 
operational metrics

Source: Capgemini Research Institute, Data Powered 
Enterprise, Business Executives Survey, April 2024, N = 500 
organizations represented by 500 business executives.

% improvement in operational efficiency
through data use

Increased operational
efficiency (2020)

Increased operational
efficiency (2024)

16%

11%

20%

18%

Others Data masters

On average, data masters outperform other cohorts on 
multiple financial metrics due to improved operational 
efficiency. We noted that data masters are already 
showing improvement in some key metrics, such as 
earnings before interest and taxes (EBIT) growth, net 
income growth, and net income margin.

Figure 15 indicates the difference in performance of 
that particular cohort from the average value for all 
organizations. For instance, the data masters have seen 
a 28% higher EBIT growth over the past three years as 
compared with the average, while the data laggards 
have realized a 20% lower growth than average. Overall, 
organizations that focus more on behaviors (culture, 
change management, leadership) and foundations 
together reap the most benefits.

Benefits – financial 
metrics analysis

EBIT growth over the past 
three years
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Figure 15.
Data masters show a higher EBIT growth vs. other cohorts

Source: Capgemini Research Institute, Data Powered Enterprise, 
April 2024, N = 500 organizations represented by 500 data 
executives and 500 business executives.

Note: We calculated the average EBIT growth over the past 
three years for the 500 organizations we surveyed. Then we 
identified the average EBIT growth for each of the four cohorts 
separately. Then we calculated by how much does each cohort 
deviate (perform better or worse) from the overall average, 
which is shown as the percentage in the charts below.

21% 28%

-20% -10%

Data masters showed a 39% higher net income margin the 
previous year than average. This means that this cohort’s 
average net margin is 39% higher than the average net 
margin of the 500 organizations.

Data masters realized 42% higher net income growth than 
the average over the past three years.

Net income margin Net income growth over 
three years

Figure 16. Figure 17.
Data masters show better net income margin than other cohorts Data masters show a higher net income growth vs. other cohorts

Source: Capgemini Research Institute, Data Powered Enterprise, 
April 2024, N = 500 organizations represented by 500 data 
executives and 500 business executives.

Source: Capgemini Research Institute, Data Powered Enterprise, 
April 2024, N = 500 organizations represented by 500 data 
executives and 500 business executives.

-57% 39%

-8% -9%

5% 42%

-21% -43%
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Sustainability commitments and reporting obligations 
require organizations to view data operations through a 
sustainability lens. As many as 83% of business executives 
say ensuring sustainable data production, storage, 
and usage are key elements of their data strategy (see 
Figure 18), and 72% state they have set goals to reduce 
data carbon footprint. The EU Corporate Sustainability 
Reporting Directive addresses the disparity between 
investors’ information needs and the available corporate 
sustainability information, with the first reporting cycle 
due in 2025.26

Organizations place a high 
priority on sustainable 
data operations

Figure 18.
Sustainable data strategy across sectors

Source: Capgemini Research Institute, Data Powered Enterprise, Business Executives Survey, April 2024, N = 500 organizations 
represented by 500 business executives.

83%

98%

90% 90%
86% 86%

82%
78% 78% 76%

70%

Global Retail Insurance

AutomotiveLife Sciences
and healthcare

Government/
public services

Consumer products
manufacturing

Banking

Industrial
manufacturing

Telecom

Energy/utilities

Share of business executives who say ensuring sustainable data production, storage, and usage is a key 
component of their data strategy 

36

Capgemini Research Institute 2024

Data-powered enterprises: The path to data mastery



37

Capgemini Research Institute 2024

Data-powered enterprises: The path to data mastery

Organizations are striving to ensure sustainable data 
operations. Around 79% of business executives say they 
evaluate vendors (e.g. cloud solution vendors) on their 
sustainability credentials. Dell’s CloudIQ, a cloud-based 
app for monitoring Dell infrastructure, tracks energy use 
and carbon footprint, which helps customers improve 
workload efficiency, consolidate resources, and upgrade 
to energy-efficient technology.27 The Group Head of Data 
Management at a European bank adds: “There's been a 
push over the last year or two to deal with sustainability 
challenges by cleaning up old data and leaving a lot of legacy 
data. All of those things have bled into the thinking about 
how we make data services and platforms sustainable and 
effective from an energy and cost perspective.”

Also, with generative AI becoming a forefront technology 
and moving into core business processes, the need to address 
sustainability has become more prominent. Organizations 
acknowledge the potential for generative AI to have a higher 
carbon footprint in comparison to traditional IT programs. 
Our previous research showed that worldwide, 78 percent of 
executives are aware of the greater carbon footprint from 
generative AI. Hence it is important to Integrate sustainability 
considerations into generative AI strategies and technology 
choices so that enterprises align well with responsible 
corporate practices and societal expectations.

Data executives are also taking steps to reduce the 
environmental footprint of data:

60%

54%

43%

are employing practices that seek to reduce data 
collection to the minimum required

are optimizing data-storage architecture

are optimizing data software and algorithm

37

Capgemini Research Institute 2024

Data-powered enterprises: The path to data mastery



38

Capgemini Research Institute 2024

Data-powered enterprises: The path to data mastery

How are data masters 
leading the data 
transformation?05
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Based on our survey and interactions with industry 
experts, we have identified how data masters (see 
Figure 19) are leading the journey to become data-
powered enterprises. The bar to become a data master 
has become higher as there are more capabilities 
needed to become one. 

Figure 19.
Data masters excel across multiple initiatives

Source: Capgemini Research Institute analysis.

Data enablers
Deploying the foundation and 

behaviors for data-powered 
decision-making

Using data in end-to-end 
business processes for 
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transformation

Data advantage
Creating a competitive 

advantage by leveraging 
external data

Data activation

Data activation

• Leadership to define the data strategy as a seamlessly 
unified effort between business and data executives 

• Create trust in data operations with trustworthy AI

• Enable employees to be powered by data through upskilling 

• Create a collaborative culture 

Data enablers

• Create a unified data governance and AI risk framework 
required for innovations powered by data such as 
generative AI data pilots 

• Equip for scaling with a focus on business priorities

Data advantage

• Enhance data synergy and democratization across business 
with the data foundation necessary to implement and scale 
generative AI and other innovations powered by data

▪ Identify and industrialize data products for AI models 

▪ Ensure democratization of data through data mesh 



40

Capgemini Research Institute 2024

Data-powered enterprises: The path to data mastery

Define the data strategy with the vision for AI/
generative AI 

A majority (80%) of data executives in the data masters 
category have defined a strategy to become a data-
powered organization, compared with 61% of others. 
Also, 81% of data executives in the data masters category 
state that all business areas in their organization have a 
defined data/analytics strategy and roadmap, compared 
with 64% of others. An even larger proportion (87%) 
of data executives in the masters cohort have laid out 
a corporate vision of a data-powered enterprise with 
AI/generative AI at its center, compared with 62% of 
others. This is coupled with the fact that 84% of data 
executives in the data masters category state their 
organizational strategy and vision on AI/generative AI are 
readily accessible to their employees, compared with 64% 
of others.

Leadership to define the 
data strategy as a 
seamlessly unified effort 
between business and data 
executives

Ensure synergy between data strategy and overall 
organizational strategy 

A disconnected data strategy leads to misdirected data 
teams, leading, in turn, to a disconnect with the business 
teams. Mónica León Santamaría, Global Data and AI 
Center of Enablement Lead at Bupa, underlines the 
importance of data strategy alignment: “Data strategy 
must be dictated by business strategy across three key 
aspects: data culture and literacy, data governance, and 
data management.” Nearly four out of five (79%) data 
executives in the data masters category have a centralized 
IT/business team that defines data strategy, draws up a 

80%

of data executives in the data masters 
category have defined a strategy to 
become a data-powered organization

roadmap, and governs the data-powered decision-making 
and implementation, compared with 64% of others.
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Create a C-suite data-leadership position 

A C-suite data leader ensures accountability for data 
initiatives and close alignment with business needs. A high 
94% of data masters’ chief data officers (CDOs) report to the 
CEO, compared with 79% of others.

C-level accountability for data initiatives also ensures 
organizations to operationalize initiatives into digestible 
building blocks, closely following the business capabilities 
through the form of data domains. Through the domains, the 
CDO orchestrates initiatives close to the business problems 
and collaborates with the data experts, who understand each 
domain’s data, to generate high-quality and reusable data 
products. 

The strategy must assign business ownership and 
democratize data through data domains

A lack of ownership of data on the business side continues 
to be a key issue for organizations on their journey toward 
becoming data-driven. While only 41% of business executives 
in the data masters category are held back by a lack of 
ownership on the business side, 57% of others state that a 
lack of business ownership is a major hurdle to becoming 
data-driven. The key is to establish data domains following 
the business processes, capabilities, and architecture. 

Figure 20.
Data masters exhibit stronger data leadership

Source: Capgemini Research Institute, Data powered enterprises survey, Data Executives Survey, April 2024, N = 500 organizations 
represented by 500 data executives; N = 86 for data masters and N = 414 for others.
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Involve senior leadership in the decision-making 
process

Senior leadership support for data projects is essential. 
Over half (56%) of data masters say key business 
stakeholders promote generative AI, compared with 
44% of others. A high 90% of data masters also cite 
synergy between the data team and overall leadership in 
implementing generative AI solutions, compared with 71% 
of others.

Enhance data synergy 
and democratization 
across the business with 
the data foundation 
necessary to implement 
and scale generative AI 
and other innovations 
powered by data

Identify and industrialize data products for AI models 

As data scientists build more AI-based data models, a key 
challenge they face is that less than 20% of these models 
go into production deployment.28 Jaydeep Ghosh, Data 
Management and Analytics professional in healthcare 
industry , adds: “Organizations want to merge their internal 
data with the power of generative AI to create more specific 
insights. We have to define the good data sources.” As 
much as 87% of data executives in the data masters 
category have set standards and prequalify sources to 

ensure the data that is fed into the AI/generative AI 
models follows specific protocols, compared with 69% of 
other organizations.

Organizations are using data products such as reusable 
datasets to solve business problems. To have meaningful 
impact, this must be built at organizational level and 
reflect the business problems of the data domain. 
Assigning ownership of data products at this level 
ensures that the developed data products are aligned 
with the demand within their ecosystem. Three-quarters 
(76%) of data masters are working on data modernization 
to ensure alignment of data within the organization and 
wider ecosystem to scale generative AI deployment, 
compared with 65% of others.

Ensure democratization of data through data mesh

Democratization of data is essential to providing the 
required data to the business users at speed and in 
the right form and granularity. This enables business 
users across the organization to explore data and 
derive actionable insights without waiting for the 
technical teams. Data mesh enables this through 
data products and their metadata being available in a 
single platform for different business units, domain-
oriented decentralized data ownership, self-serve 
data infrastructure as a platform, and federated 

90%

of data masters cite synergy between 
the data team and overall leadership in 
implementing generative AI solutions
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computational governance. This has multiple advantages, 
according to a CDO: ”Making data available to all of the 
business areas will ensure that the AI that you build is fast, 
efficient, and driven by the right data consistently across 
different teams.”

A strong 79% of business executives in the data masters 
category state that generative AI will require significant 
changes to various aspects of data management, including 
data collection, storage, retrieval, and governance, 
compared with 61% of others. Four out of five business 
executives in the data masters category say they are 
architecting their applications to be data-powered, 
compared with 64% of others.

Making data available in a reusable format, especially when 
multiple teams need to use the data, is vital. Swapna Tom, 
Distinguished Technologist – Enterprise Data and Analytics, 
HP mentions on vector databases: ”We do the indexing 
and vectorization once, creating a common layer so that the 
same document need not be indexed, even if you have two or 
three use cases. A good example is a gen-AI virtual assistant. 
If you have multiple use cases, we reuse that data, rather than 
everybody trying to reinvent the wheel." An estimated 83% of 
data executives in the data masters category have evaluated 
the current state of data infrastructure, systems and 
processes, and have a comprehensive plan for scaling the 
deployment of generative AI, compared with 56% of others.

Swapna Tom
Distinguished Technologist - 
Enterprise Data and Analytics, HP

”We do the indexing and vectorization once, creating a common 
layer so that the same document need not be indexed, even if you 
have two or three use cases. A good example is a gen-AI virtual 
assistant. If you have multiple use cases, we reuse that data, 
rather than everybody trying to reinvent the wheel."
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Create a unified data 
governance and AI risk 
framework required for 
innovations powered by 
data such as generative 
AI data pilots
Create a generative AI council to make informed decisions 
on requests

Organizations are inundated with requests for generative 
AI-based requests for data pilots. A governance council is 
required to scrutinize requests against multiple parameters 
and make a decision. It is vital to ensure that this council is 
involved throughout the entire AI life cycle. Already, 77% of 
data executives in the data masters category say their data 
teams monitor and guide all business teams working on data 
for ethical issues, compared with 61% of others. 

Create a framework to approve or reject generative AI/AI 
pilots for data operations 
 
Multiple parameters must be evaluated before deciding on 

cost, timelines, and quality of data. Demand management 
should also include regulatory and compliance checks before 
the development of use cases is triggered. A senior data 
executive adds: “A value framework to evaluate generative AI 
use cases needs to look at ROI, complexity, data and technology 
availability, timelines, and integration licensing. Quality of 
data and how structured or unstructured it is, and how much 
preparation of data needs to be done, are additional parameters 
that we evaluate.” 

Develop guardrails around generative AI data applications

It is important not to connect generative AI data use cases 
across the organization to ensure a consistent approach 
so that they are scalable. A set of guardrails is essential so 
that the business and data teams are aware of where each 

proposal is in the assessment process. As many as 87% of 
data executives in the data masters category utilize technical 
guardrails and human-in-the-loop supported controls, 
compared with 59% of others. For instance, organizations 
need to protect themselves against prompt injection attacks 
where a hacker’s prompt disguised as benign user input 
is fed to an LLM application to override the LLM’s system 
instructions to make the app into the attacker’s tool.

Measure the cost and the benefits to quantify the 
investment 
 
Having implemented the pilot, measuring the cost and the 
benefits is also important to decide whether or not to scale 
it to production. Swapna Tom from HP confirms: “Both cost 
control and innovation are required. If you don't invest, you won't 
be able to innovate.” 

A full 90% of data executives in the data masters category 
state that key business and technical stakeholders 
understand commercial models and the cost implications of 
generative AI technologies, compared with 73% of others. 
Around 76% of data masters are aware of the cost sensitivity 
of implementing generative AI in data operations, compared 
with 62% of others. Is is important to take an incremental 
approach to get leadership buy-in and the confidence to scale 
such initiatives.

77%

of data executives in the data masters category say their 
data teams monitor and guide all business teams working 
on data for ethical issues
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Confident adoption of AI relies not just on creating AI that 
works, but on creating AI that works reliably, is aligned to 
human expectations, and works in people’s best interests. 
Teams involved in AI systems design and implementation, 
would need to think beyond accuracy, and adopt a more 
multi-faceted approach including transparency, ethics, 
and fairness.

Create trust in data 
operations with 
trustworthy AI 

Figure 21.
In addition to model and input data accuracy, there are some other equally critical success factors for creating a trustworthy AI 

Source:  Unleashing Confidence in AI, Capgemini, March 2024.

Confidence/ trust
in an AI solution

Sensibility 

Makes decisions in line with how
the world / nature / physics / culture works

Humility

Refusing to answer, or at least 
reporting when it doesn’t know something

Fails gracefully

If it fails, will it fail in a safe & sensible way

Extrapolates sensibly

will do something sensible when 
confronted with unseen data beyond
the bounds of what it was trained on

Explainability

Can it explain/justify how it solved the problem

Privacy
Will not leak sensitive data it was trained on

Fairness 

Output is not biased against any sub-group

Sustainability

 Impact of training and
ongoing use is not harmful

Robustness

 Will handle unusual or
malicious inputs well

Dependability

Will always produce an output,
in the required timeframe

Stability
Performance will not unknowingly drift over time

Things
people
normally
focus on
in AI

Proven accuracy
Is it good at solvin the problem,
as measured by tests? 

Things we now recognize are
crucial to make AI successful

AI that works AI that works reliably AI that works in people’s best interests AI that’s aligned with human expectations AI

91%

data masters have ethical and human-impact 
assessment processes to ensure that generative 
AI-based tools do not negatively impact data 
consumption, human creativity, or judgement



46

Capgemini Research Institute 2024

Data-powered enterprises: The path to data mastery

Data masters have implemented multiple steps to enable 
confident adoption of AI and to create trust in data 
operations:

Governance

Mónica León Santamaría 
Global Data and AI Center of 
Enablement Lead, Bupa 

“Every employee must recognize the 
importance of data management and 
data governance to ensure accurate 
use of the data and trust in the data 
for decision making.”

77%

of data executives in the data masters category 
say their users understand the regulatory and 
professional responsibilities and liabilities in the 
context of generative AI

84% of data executives in the data masters category 
review the generative AI vendor’s data sourcing, 
management, security, and standards, compared 
with 61% of others and 91% have ethical and 
human-impact assessment processes to ensure that 
generative AI-based tools do not negatively impact 
data consumption, human creativity, or judgment, 
compared with 65% of others.

57% of business executives in the data masters 
category ensure they use AI solutions with delimited 
impact, fairness, sustainability, transparency and 
explainability, controllability, robustness, and respect 
for privacy, compared with 43% of others.

72% of business executives in the data masters 
category say they have documented policies on 
the source, usage, access, and processing of data in 
generative AI, compared with 60% of others, and 78% 
have a clear roadmap and strategy to address legal 
complications arising from underlying data used in 
AI/generative AI applications, compared with 68% of 
others

77% of data executives in the data masters category 
say their users understand the regulatory and 
professional responsibilities and liabilities in the 
context of generative AI compared with 57% of others.
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Bias Data confidentiality and cybersecurity

83% of business executives in the data masters category 
are setting up processes (e.g., using algorithms) to detect 
bias in data used for generative AI tools (e.g., using 
algorithms that are specifically designed to detect bias 
in generative AI tools), compared with 63% of others and 
67% are able to validate data generated by generative AI 
tools, compared with 53% of others.

77% of data executives at masters take care not to 
feed confidential information into generative AI 
tools, especially if they do not have direct control over 
development and deployment, compared with 65% 
of others and 87 have defined a strategy to prevent 
unintentional ‘leakage’ of sensitive data to public LLMs, 
compared with 71% of others.

63% of data executives in the data masters category 
regularly review AI/generative AI outputs for accuracy 
and factual correctness, including mitigation of biases and 
fact-checking, compared with 44% of others.

69% of data executives in the data masters category 
identify and manage risks related to data confidentiality, 
IP, cybersecurity, and ethics posed by AI/generative AI 
development and usage, compared with 55% of others.

Additionally, adopting robust evaluation metrics and 
benchmarking are some other effective ways in which 
organizations can build trust in generative AI models and 
output. Evaluation metrics like  Recall-Oriented Understudy 
for Gisting Evaluation (ROUGE) and Bilingual Evaluation 
Understudy (BLEU) and benchmarking frameworks like 
“Big-Bench” Beyond the Imitation Game benchmark, 
Holistic Evaluation of Language Model (HELM) can be 
instrumental in instilling confidence in Gen AI output. 

Adhere to data-quality governance

Creating a data-quality team to filter and verify sources 
is important. The data quality team must work closely 
with the data creators and assure data stewardship is 
assigned and enforced close to its origin, as the quality 
cannot drastically be improved after several stages of 
transformation.  Jaydeep Ghosh, Data Management and 
Analytics professional in healthcare industry, confirms: 
“Good data governance is key to utilizing data assets effectively, 
whether for operations, business intelligence, or generative 
AI. We should have visibility of where the data is created. How 
current is it? Is it good quality? Who is the owner? What are the 
different data assets?” A good 80% of data executives in the 
data masters category have clear protocols and guidelines 
for the use of data-scraping tools for preparing data to 
train generative AI tools, compared with 57% of others.
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Fast-paced development of the data ecosystem has led 
to the need for rapid upskilling. A senior data executive 
confirms: “Data skills only last two years because the tools 
and technology keep changing. What the business expects 
from a data engineer, visualization expert, or data scientist 
is a constant evolution of skill sets. The availability of talent 
in this area has begun to catch up with demand. But I still 
see a shortage of top-tier people.” Around 71% of business 
executives in the data masters category say they are 
actively upskilling the workforce for the required skills in 
generative AI, compared with 56% of others.

Enable employees to be 
powered by data through 
upskilling

Organizations have also started to upskill workers outside 
data teams. Mónica León Santamaría at Bupa agrees: “We 
are developing a data-literacy program to ensure employees can 
make their own data-based decisions. This is challenging, because 
the required level varies. For instance, a data scientist must 
have a deeper understanding of the analytics techniques that 
they have to apply when building data models. But a business 
analyst must know how to use the data assets to understand 
the business situations.” As many as 87% of data executives in 
the data masters category are actively training employees 
to recognize the risks of using generative AI tools, including 
hallucinations and biases, compared with 70% of others. 

71%

of business executives in the data masters 
category say they are actively upskilling the 
workforce for the required skills in generative AI

Martin Stanley 
Imperial Brands

“The best way to scale generative 
AI data initiatives is via business 
teams. A business view is also 
essential to decide on adoption and 
scaling strategies. That works much 
better than where you've got lots 
of different business units trying to 
have a go at it.”
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A cultural change is required to shift to a more data-centric 
mindset. Employee awareness of data management and 
operations is essential. After all, it is usually employees within 
operational teams that create data records through business 
processes, that have the highest lever to impact data quality. 
Mónica León Santamaría at Bupa adds: “Every employee 
must recognize the importance of data management and data 
governance to ensure accurate use of the data and trust in the 
data for decision making.” Over half (55%) of data executives 
in the data masters category have high maturity of non-
technical foundations in the use of generative AI, compared 
with 37% of others.

Collaboration with data teams across the organization 
facilitates cross-pollination of ideas. Mónica at Bupa adds: 
“We also developed many big events across the company. We 
recently hosted an international data summit, where different 
teams shared their data initiatives. We bring external providers to 
explain their initiatives and host hackathons, training programs, 
workshops, and many other events to enhance data culture. We 
need people to think that the data is something to come and 
enjoy.” A high 95% of data executives in the data masters 
category build cross-functional data and insights teams 

Create a collaborative 
culture

to work with business sponsors, business analysts, data 
engineers, data scientists, solution architects, and software 
developers, compared with 69% of others. These teams are 
typically organized around data domains. Also, 66% say their 
data governance makes it easier for teams from different 
business units to collaborate, compared with 44% of others.

Equip for scaling with a 
focus on business 
priorities
Scale via business teams 

A business-led team for scaling initiatives ensures visibility 
and traction with business priorities. Martin Stanley of 
Imperial Brands adds: “The best way to scale generative AI data 
initiatives is via business teams. A business view is also essential 
to decide on adoption and scaling strategies. That works much 
better than where you've got lots of different business units 
trying to have a go at it.” Around 78% of data executives in 
the data masters category say the budget for generative AI 
data initiatives is allocated centrally, compared with 66% of 
others. The budget for platform engineering, governance, 
creating guardrails and communications are allocated and 

utilized centrally. The tools are made available to the business 
teams for scaling the identified use cases. HP’s Swapna 
Tom confirms: “We have a gated process. Gate one is about 
pilots. Anyone can do it and mostly we enable it in a controlled 
environment. At gate two, when you're going to production, we 
look into all governance criteria such as cyber, legal, and privacy. 
So, those two gates help us to manage this in a better way and 
there is no slowdown or priority conflict because it's a joint 
decision.” 

Keep overall business priorities in mind when deciding on 
scaling

A key criterion to consider before scaling initiatives is 
whether the initiative affords higher visibility to your business 
priorities and encourages management buy-in. This also 
ensures the organization utilizes data resources for key 
priorities. While 87% of business executives in the data 
masters category have a clear strategy and capability to scale 
generative AI implementation, compared with 77% of others. 
Data masters are also aware of key use cases to scale. Three-
quarters (76%) also say they can target the top generative 
AI use cases to be unlocked in production at scale compared 
with 63% of others.
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Compared with a few years ago, today organizations overall are 
more effective at embedding data and insights into core business 
processes and using proprietary data to drive business goals. 
As a result, the percentage of data laggards has come down 
from previous years. However, to become data masters and fully 
leverage the potential of data, organizations need to up their 
game. Unstructured data, the rise of generative AI, and growing 
ethical, legal, and security vulnerabilities put new demands on 
organizations, which need to be suitably addressed in order to 
become fully data-powered. Hence, in order to become data 
masters, organizations would need to cover substantial ground 
on multiple dimensions, including developing new-age data 
skills, establishing robust data governance, and business-data 
collaboration. Having said that, the evident benefits around 
operational and financial performance that come with data 
mastery make it worth the effort.

Conclusion

Capgemini Research Institute 2024

Data-powered enterprises: The path to data mastery
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Research 
methodology

The global survey took place in April 2024. We surveyed 500 
business executives and 500 data executives employed at 
500 organizations, each with more than $1 billion in annual 
revenue, across 12 countries and 10 industries in North 
America, Europe, and Asia-Pacific. Executives surveyed 
were director-level and above and from business functions 
including strategy, operations, sales, and marketing, and data 

functions, such as IT, AI and analytics, data management, 
architecture, governance, and information security. We 
surveyed two executives from every organization. The 
distribution of executives and their organizations is provided 
in the following figures. We also interviewed 10 senior 
executives for their perspectives on this topic.
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Statements considered for the technology 
executives’ modelAppendix

Category Theme Statement

We have data to construct a detailed end-to-end view of our product (from planning to customer service/
maintenance), such as a digital twin

We create data by designing products and processes to capture new data

We use external data from suppliers, distributors/retailers; platform providers; anonymous consumer data 
(cookies, etc.); personally identifiable information (PII) of consumers; consumer usage data; social media 
listening data; data from blogs/product reviews, etc.; publicly available competitor data; analyst/Industry 
reports; data from hyperscalers such as Google, Amazon, Facebook, etc.; proprietary datasets from data 
aggregators such as Nielsen, Experian, etc.; open data (government and other public-sector data) for data-
powered decision making and actioning

We have a record of the data owner(s) for all internal data

We have the required data to train generative AI models

Our organization has a complete data inventory 

Identify all its data and 
models

Create and collect data 

Data foundations 
(tech and tools)
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Category Theme Statement

We are able to use structured, semi-structured, and unstructured data for data-powered decision-making 
and actioning

We have deployed processes to check quality of data at points of capture

We ensure data stewardship in each data domain to improve data quality

Data systems and capabilities, based on their readiness to implement generative AI applications, are 
highly mature

We have automated data collection

We can store, retrieve, and analyze the data across the value chain

We have developed data-management processes that promptly source, clean, prepare, integrate, and provide 
access to data at the speed that the business needs

We have defined and continue to update an enterprise-wide data catalogue to assist data users

Data foundations 
(tech and tools)

Process and harvest 
data and models
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Category Theme Statement

Our organization is aware that strict data governance is the basis for successful use of generative AI

We have invested in analytics tools and platforms

We are offering data-preparation tools for self-service data management 

We are offering data-preparation tools for self-service data management 

We have dedicated resources for retraining and redeployment of existing models -Data and AI platform

Our data governance considers and plans for varying maturity levels across business units 

We have evaluated the current state of data infrastructure, systems and processes and have a 
comprehensive plan for data modernization for scaling deployment of generative AI

Share of our organization’s data sources in cloud 

We are expanding data, BI and analytics in the cloud

Data governance 
implementation

Scale infrastructure, 
platform, and tools

Data and AI platform

Data foundations 
(tech and tools)
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Category Theme Statement

We use descriptive, diagnostic, predictive, prescriptive, autonomous/self-optimizing/generative 
approaches for decision-making in our organization

Business teams work with IT/data teams to identify insights from the data troves

We have invested in our data culture by enabling employees with the skills and tools to generate and 
apply insights

We actively promote exploration, collaboration on new ideas and experimentation at all levels

Employees can work on new ideas/prototypes without worrying about failure

Data is FAIR, secured, and sustainable

Executive leaders champion data privacy, security and ethics, and are accountable for performance

We have updated our policies related to IT, AI, confidentiality, and data governance to meet generative 
AI challenges

We continually act on insights to optimize business outcomes

Data behaviors

Activate

Foster culture

Data guiding Principles
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Theme Statement

We upskill our employees on data skills such as model training, course correction, and maintenance, in 
addition to their regular AI/ML skillset/generative AI 

Our data strategy includes AI/generative AI-related strategy,  and metrics for delivering business impact 

Our business strategy communicates how we will use data to drive strategic decisions, business outcomes, 
and to create competitive differentiation

Our data/analytics officer ensures that the data/analytics strategy is aligned with overall business strategy

We build cross-functional data and insights teams that work with data engineers, data scientists, solution 
architects and software developers

We have role-based data-upskilling programs for most of our employees 

We train our business users on analytical and storytelling skills

Our senior leadership is fully committed to appropriate investments in resources and technology towards 
becoming data-powered

We have created and filled in senior positions for data-policy governance for generative AI 

Data activation vision 
and strategy

Foster data culture

Data behaviors

Category
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Statements considered for the business executives’ model

Category Theme Statement

We have data to construct a detailed end-to-end view (from planning to customer service/maintenance), such 
as a digital twin, of our products

Our products and processes are designed to capture new data

We use external data from suppliers, distributor/retailer, platform providers, and anonymous consumer 
data (example cookies etc.), personal Identifiable Information (PII) of consumers, consumer usage 
data, social media listening data, data from blogs/product reviews etc., publicly available competitor 
data, analyst/Industry reports, data from hyperscalers like Google, Amazon, Facebook etc., proprietary 
datasets from data aggregators like Nielsen, Experian etc., open data (Govt and other public sector data) 
for data powered decision making and actioning

We are easily able to access and analyze multiple data types for analysis (e.g., structured, semi-structured, 
unstructured, customer, web analytics, and advertising data)

We have a good understanding of the data and its provenance

We use generative AI for generating new data (or synthetic data) to augment existing data resources

Data Enablers

Identify all its data 
and models

Process and harvest 
data and models

Create and collect data 
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Theme Statement

Our data catalog is clearly defined and regularly updated for us to use

We have access to self-service analytics 

We do not have sufficient data quality checks at the points of capture

We have a good quality of data for each of the following data types – customer data, product data, sales data, 
supply chain data, finance data, operations data, employee data, external data, services data, and partner/
platform provider data

Our data collection process is automated

We can easily store, retrieve and analyze the data at all levels of the organization’s value chain

We get access to data at the speed at which we need 

Data systems and capabilities based on their readiness to implement generative AI applications are 
highly mature

Process and harvest 
data and modelsData Enablers

Category
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Category Theme Statement

Our organization is aware that a profound data governance is the basis for successful generative AI

Our data governance considers and plans for varying maturity levels of each business unit

We have invested in analytics tools and platforms

Our organization has dedicated resources for retraining and redeployment of existing models

We have expanded data, BI and analytics in the cloud/ We have expanded data, BI, and analytics in the cloud

Data governance 
implementation

Scale infrastructure, 
platform, and tools

Data Enablers
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Category Theme Statement

Data Behaviors

We use predictive, prescriptive, autonomous/self-optimizing approaches for decision making in each of the 
following functions – general management, sales and marketing, R&D/innovation, production/manufacturing 
operations, supply chain and procurement, customer service, finance and accounting, risk and compliance, 
human resources

Generative AI is on track to help us utilize our data better and help us improve our products and services.

We continually act on data-generated insights to optimize business outcomes 

Activate data

Business teams work with IT/data teams to identify insights from the data troves

Our business strategy communicates how we will use data to drive strategic decisions, business outcomes 
and to create a competitive differentiation

Our data/analytics officer ensures that the data/analytics strategy is aligned with the overall business strategy

Our senior leadership is fully committed to appropriate investments in resources and technology to make us 
data-powered

We have invested in a data culture by enabling employees with the skills and tools to generate and apply insights

Employees can work on new ideas/prototypes without worrying about failures

We build cross-functional data and insights teams that work with data engineers, data scientists, solution 
architects and software developers

We actively promote the exploration, collaboration of new ideas and experimentation at all levels

Foster data culture
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Category Theme Statement

Our employees realize the value of being data-powered

Access policies are clear and defined for all kinds of user roles

We have updated our policies related to IT, AI, confidentiality, and data governance to meet the generative AI 
challenges

Executives leaders champion data privacy, security and ethics and are accountable for success

We have role-based data upskilling programs for most of our employees

We monetize data assets/insights through our products and services

Sustainability (data production, storage and usage are sustainable) of data is a key consideration in our 
data governance

We are trained on analytical and storytelling skills 

Data activation vision 
and strategy

Unlock value

Data guiding principles

Data Behaviors
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