
Data as a 
strategic asset
Deloitte AI Institute



2

About the Deloitte AI Institute
The Deloitte AI Institute helps organizations connect all the different dimensions of 
the robust, highly dynamic and rapidly evolving AI ecosystem. The AI Institute leads 
conversations on applied AI innovation across industries, with cutting-edge insights, 
to promote human-machine collaboration in the “Age of With”.

Deloitte AI Institute aims to promote the dialogue and development of artificial 
intelligence, stimulate innovation, and examine challenges to AI implementation and 
ways to address them. The AI Institute collaborates with an ecosystem composed of 
academic research groups, start-ups, entrepreneurs, innovators, mature AI product 
leaders, and AI visionaries, to explore key areas of artificial intelligence including risks, 
policies, ethics, future of work and talent, and applied AI use cases. Combined with 
Deloitte’s deep knowledge and experience in artificial intelligence applications, the 
Institute helps make sense of this complex ecosystem, and as a result, deliver impactful 
perspectives to help organizations succeed by making informed AI decisions.

No matter what stage of the AI journey you’re in; whether you’re a board member or 
a C-Suite leader driving strategy for your organization, or a hands on data scientist, 
bringing an AI strategy to life, the Deloitte AI institute can help you learn more about 
how enterprises across the world are leveraging AI for a competitive advantage. Visit 
us at the Deloitte AI Institute for a full body of our work, subscribe to our podcasts 
and newsletter, and join us at our meet ups and live events. Let’s explore the future 
of AI together.

www.deloitte.com/us/AIInstitute



Data as 
a strategic 
asset

3

Data is often viewed as a costly necessity and a 
byproduct by many organizations. To be sure, 
it’s required to operate effectively. Sometimes, it 
can even seem more like an expensive headache 
than useful. Innovative, leading organizations see 
things differently. They understand that data is a 
strategic asset.

In simple terms, an asset is one of several 
holdings that appreciate and generate a return. 
A strategic asset is among the most important 
things a company owns. When organizations 
approach data as a strategic asset, it can 
open the door to new efficiencies, insights, 
and capabilities while also enabling emerging 
technologies. Reaching the point of maturity 
where enterprise strategy and operations are 
data-driven can require a medley of phased 
actions executed with a transformative vision.

Many organizations have a sense for the need 
to change and are already grappling with 
modernizing their data infrastructure. They 
may be exploring cloud-native platforms and 
implementing some preliminary governance 
and compliance processes. Yet, unless they 
move beyond these early initiatives, return on 
investment may remain elusive.

Data governance and processes may be nascent. 
The ability to package data products for use may 
be immature or may not exist. The necessary 
talent may be absent, and siloed data ownership 
and disparate sources may hinder the ability to 
generate meaningful insights. What is needed is 
a purposeful shift away from managing a mesh of 
siloed, inconsistent data to a position where data 
is fuel for accelerating growth and innovation, 
improving financial performance, and enhancing 
the enterprise culture.

While it is no simple endeavor, there is a clear 
path forward.

Transforming for value



What’s inside

A phased approach 
with value at each 
stage
5

Laying the foundation
6

Moving to 
productization
7

Enabling data  
monetization
8

Leveraging data 
as a strategic asset
9

Continuing the journey
10

01

02

03

05

06

04

4



The capacity to use data as a strategic asset 
typically emerges through a continuum of steps. 
Each step offers independent value, and the 
incremental benefits can compound throughout 
the endeavor. Particularly in large organizations, 
the areas of activity may occur concurrently or 
start or stop as different divisions reach new 
plateaus in data maturity. Throughout, however, 
the rising tide of data value can uplift the entire 
organization and steadily bring into play the 
capabilities and insights that justify the effort.

While this journey tends to be iterative and 
incremental, it is often composed of four phases: 
foundation, productization, monetization, and 
strategic application.

A phased approach 
with value at each stage
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Businesses often rely on a mix of legacy 
technologies, bespoke applications, and modern 
as-a-service offerings. This can lead to a technical 
workforce that spends more time operating and 
maintaining a complex patchwork of technologies 
than in valuable activities involving data-driven 
innovation. The groundwork for using data as a 
strategic asset is building consensus for change 
in processes, technologies, and the people who 
employ them.

As a starting point, leading enterprises identify 
priorities in both processes and technology. 
They set clear processes for data governance, 
compliance, and security, and they develop 
a common taxonomy, data access controls, 
and standard processes and data schema. 
Many leading organizations also explore new 
platforms that support data ingestion, curation, 
standardization, and distribution. They also 
consider a robust, increasingly cloud-based, 
data management platform with data lakes and 
warehouses. Progress toward these outcomes 
often requires change drivers—individuals 
empowered to identify use cases, gain leadership 
buy-in, embed data controls into processes, and 
forge a future-oriented talent strategy.

Collectively, this can spur data readiness and 
a modernized approach to handling data 
across the value chain. These preliminary steps 
deliver trustworthy, higher quality data that are 
searchable and accessible by all stakeholders, 
evidencing early ROI. Meanwhile, designing for 
scalability sets the stage for unlocking more value 
as the journey progresses.
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The groundwork for using data as a strategic asset is building consensus 
for change in processes, technologies, and the people who employ them.
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Moving to productization

Data can increase in value the more it is easily 
accessible and the more that it is used, and since 
many people do not have (nor need) analytics 
or data tools background, data should be made 
consumable. Productizing data represents a shift 
toward packaging data for known and potential 
use, creating data services built to support 
known use cases as well as those that have not 
yet been imagined.

Enabling access relies on a unified, harmonized 
ecosystem of platforms, along with APIs 
delivering a consistent, digestible view of the data 
to all stakeholders. As essential as it is to address 
these technologies, it can be equally important to 
address people. Set aside the antiquated thinking 

that “all things data” are owned by IT. Rather, 
there are essential stakeholders throughout the 
organization. The task is to assign data owners, 
empower data governance, and rally the entire 
workforce behind data training and new ways 
of working. Through this, the organization is 
advancing toward enterprise-wide scale.

When curated, versioned, governed, multiuse 
data are shared across an organization, 
stakeholders can find their place in the data 
ecosystem. The data is held and presented with 
the end-user in mind, such that they can find the 
right data, have the capacity to analyze it, and can 
discover meaningful insights that advance their 
work and improve their decision making.
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As essential as it is to address these technologies, 
it can be equally important to address people.



A data-driven enterprise can be positioned to 
monetize its data in multiple ways. While this 
might include direct revenue in the form of 
data assets sold to relevant third-parties (in line 
with appropriate regulations), the deeper value 
can emerge in the form of data packages and 
combinations that advance the business and 
generate a financial return. Used as a strategic 
asset, data has equity as the cost of storing 
and managing it is exceeded by the value 
realized through applications throughout the 
business. Better-targeted marketing campaigns 
typically drive more interest and sales. Supply 
chain management relies on real-time data for 
proactive decision making, driving efficiency and 
assurance of supply. Sales data informs product 
innovation, enhancing competitiveness and 
revenue in the marketplace.

Reaching this state typically requires 
supplementary activities. Business units can 
thrive with data stewards who are responsible 
for their division’s data generation, curation, 
and productization. This empowers individuals 
who respond to changing environmental and 
market realities by turning to the data in search of 
competitive insights and opportunities. They also 
employ standard analytical toolsets that push 
information to business customers. Throughout 
this phase, data fluency is increased to enhance 
understanding of both potential value and risks.

These efforts align platforms, people, and 
processes for scale, helping position the 
organization to begin applying an ecosystem of 
emerging capabilities and tools, such as AI and 
advanced analytics.
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Enabling data monetization
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The important changes and activities in prior 
phases move the organization toward data-
centric operation. Systems and processes are 
oriented for fast, reliable access to curated data. 
Employees are educated and fluent in data and 
use it for decision making. High-quality data 
enables the use of artificial intelligence (e.g., 
visual analysis, natural language processing, 
predictive analytics) to further automate complex 
processes, glean unique and predictive insights, 
make machine engagement more human, craft 
new products, services, and even entirely new 
business models, and enhance brand trust.

In the sustainable future state, transformed 
organizations use data to drive toward enterprise 
goals, enhanced productivity, and greater 
profitability. The business contributes to and 
draws from third-party data ecosystems, 
combining proprietary datasets with the vast 
data oceans available from every segment of the 
connected world. The data-driven enterprise 
tracks how data is used, analyzed, and managed. 
It builds on use cases for new solutions and 
thrives on automated insights that support 
efficiency, decision-making, rapid prototyping, 
innovation, streamlined manufacturing, and 
more. As each use case is identified and value is 
captured, the justification for the journey to data 
as a strategic asset becomes clear.

Leveraging data as a strategic asset
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In the sustainable future state, transformed 
organizations use data to drive toward enterprise goals, 
enhanced productivity, and greater profitability.



All organizations are at different places along 
the data maturity curve. Some are clear leaders 
seizing new ground with AI, but many are still 
working out the truest path forward. With the 
above vision for phasing into data maturity, 
consider some guidelines for next steps and 
moving beyond the foundational efforts to 
capture more value from your data.

	• Form with function – Lead with a data strategy 
that develops fluency and sets guardrails 
and business goals, and align leadership 
behind the endeavor. This can help gain 
traction across the enterprise, securing 
essential participation for an enterprise-wide 
transformation.

	• Move fast, sustainably – Evidence the value 
in the effort and index it against real-world 
metrics that show measurable benefit. 
Focus on scale when making decisions on 
platforms and process, and keep moving by 
demonstrating the momentum and seizing 
incrementally greater benefits.

	• Build capabilities and implement disruptive 
tools – Invest in talent, training, and 
technologies that move toward satisfying 
priority use cases. Bring together the 
data stewards, the stakeholders, and the 
expanded technical capacity, and look for 
valuable opportunities to apply AI and 
advanced analytics for clear wins.

	• Focus on the future – Take a transformative, 
unconstrained mindset, and reimagine how 
work, processes, and strategy can come 
together in new ways. Cultivate results-driven 
teams and build toward a future-ready data 
architecture that can scale and grow as new 
technologies and capabilities emerge.

Reaching a place where the deeper value of data 
is accessible should not take forever, and there is 
some urgency. Many companies are now realizing 
just how much potential value can be extracted 
for every component of the organization from 
an asset they already hold. Those that recognize 
it can seize a competitive advantage and move 
quickly to transform their workforce, processes, 
and technology ecosystem to generate maximum 
return for the enterprise.

Continuing the journey
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