
5
More Valuable Data
in 5 Key Steps



The drive toward energy transition and the need for a more
resilient grid means most utilities are investing billions of
dollars in grid modernization programs. 

To be more efficient and effective in delivering reliable energy 
supply to customers, utilities need to get better at using data
and analytics for tackling challenges around extreme weather 
event response, asset replacement/modernization, renewables 
integration, IOT data management and more.

Introduction
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Publicis Sapient’s recent 
roundtable—joined by
analytics leaders from
leading North American
utilities—surfaced 5 key
principles instrumental
to unlocking the value
of analytics and ensuring 
business user adoption and 
buy-in as grid modernization 
takes center stage.
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Identify a Catalyst To Boost Analytics
Usage as Part of Grid Modernization 

The growing use of analytics within the 
grid modernization program is taking 
different paths. 
The exact path within the modernization portfolio depends 
upon several factors: business imperatives, technical necessity 
and regulatory directives. What is common is that the generation 
of vast amounts of data, or the need to have better return on the 
capital deployed in the field, is leading utilities towards 
exploring ways to drive novel insights that have business value.
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Advance
With AMI

Improve
Service

Reliability

Clean Energy 
Initiatives

Regulatory 
Drivers

Analytics
Drivers

Real Life 
Examples

AMI rollout and
streaming smart

meter data, serving
as the foundation of

the grid modernization
portfolio

Increase in frequency
of 100-year storms

and the need to
improve reliability
KPIs (e.g., SAIDI,

SAIFI, CAIDI) 

Utilities’ push
towards accelerating

clean energy adoption
and offering new

products and services
around DERs etc.

New regulations
and policies designed

to push forward
clean energy and

sustainability goals
across jurisdictions

Utilities are starting with-
simple use cases ande-

volving to more complex 
ones,which drives imple-

mentation of more sophisti-
cated analytics tools. Early 

success stories serve as 
an impetus for continued 

innovation and partnership 
where business plays the 

role of thought leader 
while IT serves

as enabler.

A utility wanting to
better understand the

reliability of their
distribution network
implemented a new

platform that integrates 
grid data with data

from other sources to
draw fresh insights.

This is now enabling
business users to find
new interventions to

enhance supply reliability.

A multibillion-dollar
clean energy program—

a mix of energy efficiency 
and EV initiatives—is

leading one utility to 
identify analytics needs 

required to support these 
programs. Eventually, the 

data collected, and the 
tools implemented for these 

funded programs,
will be leveraged by

other parts of the business.

New York’s IEDR
initiative is establishing a 
data exchange that will 

drive statewide clean
energy goals. There are 

major implications for NY 
state utilities not just from a 
data governance perspec-
tive, but also from a data 

privacy angle and how
different data elements 

may be combined to 
expose confidential

information.
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Traditional Frameworks for Use Case
Prioritization Are Not Enough  

Most traditional frameworks use business 
value and complexity as gates to approving 
and prioritizing use cases. However, some 
advanced utilities have identified other
important criteria that can be better
determinants of success.
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Leadership 
Support

There is nothing that 
drives urgency for a 
solution like repeated 
and sustained ask from 
the corner office.
It ensures visibility 
and recognition that 
a particular use case 
is not the flavor of the 
month, but a lingering, 
high-visibility problem 
that needssolving. Use 
cases that fail this
pressure test are likely 
candidates for depri-
oritization. Another 
important element of 
such use cases is that 
there is already stronger 
support for user adop-
tion and change agents 
are already in place.

Process
Improvement

An oft-overlooked
metric in the prior-
itization matrix is the 
viability of injecting an
analytic insight into an
existing process so that 
there is direct benefit 
realization with lower 
change management 
needs. This could be
in different ways: a new 
measure or validation 
added to a user’s screen, 
a new step built into 
an existing process or 
even automating certain 
steps in a process. Not
knowing the actual 
viability of a use case 
can lead to lower value 
realization and, in the 
worst case, a “failed” 
use case. In one of the 
examples shared, the IT 
team at a large utility 
designed a new model 
built around payment 
agreements offered to 
customers that would 
improve performance, 
only to realize later 
that there was no way 
to model that into their 
existing mainframe 
system. 

Data is powerful, but 
people can be resistant 
to change because of 
legacy processes they 
are already committed 
to. Previously, user 
feedback was captured 
much later in a project. 
However, inclusive 
approaches such as 
design thinking help 
capturethe voice of the 
user during the design 
of the solution itself. 
A process like design 
thinking by itself does 
not necessarily ensure 
success. Therefore, it 
is important to bring 
together the right set 
of people during the 
ideation stage.
One utility trying to
develop a solution 
around vegetation 
management found that 
including contributors 
from the operations 
performance has helped 
build better solutions 
as they had data and in-
sights from other areas, 
which were relevant for 
the vegetation team,
as well.

Early Enabled
UserAdoption
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Assess the Business Value in New Ways

As reporting success becomes critical to 
building support for future investments 
and roadmap, IT organizations are looking 
at new ways to measure the impact of their 
work and to insert that back into a continu-
ous improvement feedback loop.
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Measures around cost and time 
saved or revenue generated are
easiest to measure and communicate. 
Increasingly though, executives are
beginning to appreciate the value 
that comes from automationand
self-service that allows users to do
their work quicker as well as ask
newer questions not asked before. 
Additionally, setting up value-driven 
teams that bring together participants 
from different groups within the
enterprise helps in breaking down
traditional silos and is appreciated
as an intangible benefit that is not easy 
to quantify but increasingly important 
as work locations become flexible.
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Common Agreement
on KRAs and KPIs
Support

Some utilities have started instituting a mature and more vigorous process
for documenting the benefits of their analytics products. Ideally, the process 
is reviewed and collaboratively developed with business stakeholders, and 
potential value pools are identified around revenue generation, cost savings 
and other key metricsrelated to safety, customer satisfaction and more.

One utility shared that they have introduced a process where if the potential 
revenue or savings is above a certain threshold, the finance manager for the 
relevant business unit must review and sign offto make sure that the estimates 
for the values are validated and can go into the annual performance goals
for both business and IT organizations. Consequently, one of the primary
jobs of certain team members is tracking and ensuring that benefits are 
documented and reported accurately at the end of product delivery. Among 
examples shared was the use of AMI interval data to detect energy theft that 
would not only identify lost revenue for the utility but would also save money 
for customers by not having them pay for somebody else’s electricity.



4

Treat Data Governance Like
a Never-ending Marathon

Data governance and data quality have 
emerged as a big challenge for utilities as 
they realize that not only are they awash
with data streaming in from the modern
sensor-enabled grid and smart meters, but 
that much of their legacy data resides in
antiquated systems and in people’s desktops 
with little control on versioning, security
and context. 
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One utility participant stated that
perhaps 70% of their effort is spent
on data janitoring activities, which
take away useful time from the actual 
modeling and analyses to be performed 
with the data. The situation is further 
exacerbated by the increase in M&A
in the utilities industry in the past
decade that has made systems and
data integration a challenge.
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Seize the Moment 

Everyone agrees that the organization needs better data quality, but getting
a program off the ground often proves to be difficult. In Publicis Sapient’s
experience, finding the right initiative that can serve as a trigger to getting
a data governance initiative started is vital. For example, while building
the business case and roadmap for an enterprise-wide data strategy and 
governance program at a leading NA utility, we found that there was broad 
agreement among different business teams that the impending ERP and
CIS upgrade was doomed for failure unless proper data quality and
governance was established in advance. For an industry that is awash with 
examples where poor data quality has led to widespread bill errors and
poor customer service, everyone realizes the importance of getting it right 
before a large critical system upgrade or replacement. From a grid
modernization perspective, new IT-OT systems like WAM, GIS and ADMS 
can serve the same purpose. 

No Such Thing as
Perfect Data

Perfect data quality should be treated as an aspirational goal. It is important 
that once a data governance program with baseline data quality has been 

established, we also get started with our analytics initiatives to start proving 
value to business users. Over time, as we improve our understanding of the 

data, the quality will also improve. A leading NA utility shared two key
principles that it has instituted to avoid glaring errors. The first is doing

internal reviews and sanity checks of analytic results before sharing with
business, and the second is having employees with long experience on

the business side taking on key roles in the data team. This ensures that
any error or anomaly is caught and examined before it goes to business.
Eventually, the rest of the data team also gets better in its understanding

and feel of the data that they are working with.
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Adopt an Agile delivery Model to
Demonstrate Success and Build Confidence

An informal survey during our roundtable 
revealed that many utilities have yet to
adopt agile analytics delivery. Traditional
waterfall ways of working are embedded in 
the organizational psyche, and introducing 
new ways of working requires leadership 
support and user buy-in. However, utilities 
participating in our roundtable that have 
shifted from waterfall to an agile delivery 
model reported they are finding greater
success in being able to demonstrate value
to business sooner.
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Grid modernization programs are
strategic in nature, and as these
programs grow and evolve, business
users are likely to find new areas for
improvement or innovate new ideas.
The ability of the IT organization to
react quickly in assessing feasibility
and implementing rapidly and
incrementally eventually leads to
a stronger alignment between business 
SMEs and IT teams on what’s possible
and what needs to be prioritized. As
the IT organization is rarely completely
aware of where each dataset resides
and how it is consumed by other
applications, a business-IT partnership
is critical for the success as business
must take ownership of the data and
perform essential roles in data
management.
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Going Agile Also Facilitates 
Data Quality in the Short Term
An agile delivery model is key as it establishes the cadence between the IT 
and business teams for constant collaboration, constant communication 
and continuous governance. 

While data management initiatives around data governance, cataloging, 
dictionary and lineage mapping are undoubtedly essential for the long 
term, going agile and starting small can help IT get programs off the ground 
and deliver incremental value quicker. As one utility reported, frequent 
touchpoints with business SMEs has helped them better understand the 
business systems landscape and the relationship between the different data-
sets. In addition, working with the data that resides in multiple versions in 
multiple systems has helped the IT team to start identifying ways to truly 
improvethe data that eventually benefits the data governance program as well. 

Plan, Partner and
Get Future-ready

Utilities are still in the early stages of grid
modernization. As they look ahead from their

AMI investments and advance on their grid
modernization objectives, there are key lessons 

emerging that they can take forward to the next 
wave of investments around cleantech, DER and 

renewables integration and more. Newer and richer 
sets of data are enabling them to think about new 

questions and new sources of business value. There 
is significant opportunity for IT to emerge as a 

thought leader and a partner to business with the 
same shared vision. 

Utilities will need to come together so that they can 
learn from each other and serve their employees 

and customers better. One of our roundtable
participants said it best: “That would be interesting 

how we partner as utilities and share resources to 
come up with common standards and common

datasets.” For an industry that runs on networked 
assets, it is going to be important how they

establish their own partnerships and share best
practices so that not every utility has to create

their own playbook for data and analytics.

“That would be interesting 
how we partner as utilities

and share resources to come 
up with common standards 

and common datasets.”
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