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Data is a fabric interwoven into the business and 
operating models of organizations.  It is a language 
in an of itself.

Changing customer expectations, evolving 
regulatory requirements and fintech disruption 
has driven a clear business need to develop 
foundational data literacy into digital fluency 
within an organization.
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Data and Digital Fluency – What is it?

What it Looks Like

What Our Leadership Does

Common understanding of 
terms and language

New levels of engagement 
and personalization

Enriched, reliable and non-
intuitive insights

Good people as well as good 
actions

Make intelligent insight-
based decisions

Highly responsive to 
regulatory demands

My skills are relevant to 
create value 

What Our People Say

I’m doing interesting and 
meaningful work

Our company is a leader

My company supports my 
growth

I have confidence in the 
integrity of my work products

I am focusing on the right 
things

Solve problems using data 
insights

Protect the privacy of our 
customers and employees

Getting results with less time 
and effort

D&A is embedded in our 
operations and solutions

Partner effectively across 
business units

Dialogue vs monologue

What Our Customers Say

You make it easy to do 
business with you

You know me, my 
preferences and anticipate 

my needs

I would recommend you to a 
friend

I get the right person when I 
need to

I don’t need to tell my story 
every time I talk to you

You offer me meaningful 
options

❖ Data and Digital Fluency results when the necessary technical, operational and behavioral elements are integrated into an organization in 
such a way that this ‘language’ becomes the new ‘business as usual’
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Data and Digital Fluency – Why is it important?

❖ Despite significant investment, benefits have been dramatically affected by the lack of focus on building fluency and embedding the 
capabilities into the company’s DNA

Sources:
• YtaDΩǎ 2019 Global CEO Outlook; 
• IDC Worldwide Semiannual Digital Transformation Spending Guide, From Business Wire
• Harvard Business Review, February 2019

75%
Of the projected spend will be on 
technology and connectivity

$1.18T
Projected spend for 
transformation in 2019

56% CEOs planning to 
upskill their workforce 
in new digital 
capabilities

Nearly every organization is in some form of a 
transformative journey but benefits can be elusive

72% Reported that they have yet 
to forge a data culture

77%
Reported that business 
adoption of Big Data/AI 
initiatives is a major 
challenge, up from 65% 
last year 

69% Reported they 
have not created 
a data-driven 
organization

Insights & Analytics are the new normal but organizations 
are struggling to keep pace

96%
Companies view digital 
transformation as critical

86%
Believe they have 2 years to make 
changes before suffering financial or 
competitive consequences

84%
Fail to achieve benefits 
because they are not prepared 
to change behavior

93%
Reported that people and 
process issues are the 
obstacle for achieving 
benefits from their Big 
Data and AI investments

52%
Admit that they are 
not competing on data 
and analytics

53%
State that they are not 
yet treating data as a 
business asset
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Client Challenges

Source: KPMG 2019 Data Forum Report

Our clients are asking for help:

With the data and digital agenda growing, clients have recognized a lack of proven methods, tools, and approaches to build a data- and 
insights-driven organization, and have begun asking KPMG to help solve their current challenges.

Significant competency gaps exists across business lines.

Data and D&A accountability is limited to select SMEs within an enterprise function and there is a global shortage of data 
scientists.  Organizations can’t rely on buying these skills; they must be built.

Undefineddata and insights-oriented personas or differentiated training.

Training tends to be either too generic or highly specialized.  Across any organization there are different levels of 
engagement in the use and production of data, insights and/or AI.  These relationships inform clear personas which in turn 
specify learning paths, objectives, incentives and career progressions.

Leadership lacks trust in the data and insights with cascading effects.

A large majority of senior executives have a high level of mistrust in the way their organizations use data, analytics, or AI, so 
choose to ‘go with their gut’ instead.  Lack of trust is often a result of leadership not being properly educated on data, AI and 
analytics, leading to cascading effects:  lack of support for initiatives to drive organizational literacy and fluency, delays in 
adoption, stewardship fumbling and an inability to report, or meet expectations, on ROI.

Thetraditional stewardship approach isn’t working.

Resources have struggled to balance day jobs with data stewardship duties and often the business responsibilities are 
inappropriately assigned to Technology.  A new approach and operating model that is grounded on business value and 
alignment of an organization’s strategic priorities garners better results and helps to build data and digital fluency.
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Capabilities across four key domains provide an anchor to define foundational data literacy that can be built upon to embed 
new operational practices and achieve data and digital fluency.

Data Governance / CoE

How well the organization has 
established an effective central function 
whose responsibility spans the 
treatment of data as a strategic asset; 
and the extent to which its standards 
and practices are embedded throughout 
the organization

Data Consumption & Use

How well the organization utilizes data 
and insights in performing individual 
roles and functions, and improving upon 
the operating model and executive 
decision making

Talent Management & the 
Employee Experience
How well the organization recruits, hires, 
trains and rewards employees in respect 
to data, digital, AI and insight-driven 
skills, capabilities and behaviors

Data Production

How well the organization develops data 
and insights, including all necessary 
foundations, operations and support

Data and Digital Fluency – How Do We Approach It?
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Training & Literacy  
Programs

− Identification of 
Executive-level Sponsors 
and Champions for Data

− Stakeholder Engagement 
Models & Approach

− Communications Strategy 
& Execution Plan

Competencies EthicsIncentives Stewardship Communication

− Independent and 
Classroom Learning

− Active Learning and 
Immersion Programs

− Cultural and  Community 
Initiatives

− Centralized Portals, 
Platforms, Apps, and 
Tooling

− Role-based Performance 
Objectives and Targets

− Accelerated Track 
Programs, certifications 
and badging

− Achievement-based 
monetary rewards

− Data Code of Conduct

− Regulatory Data 
Requirements

− Privacy, Protection, and 
Access Management

− Sharing & Consent 
Agreements/ 
Frameworks

− Data competency 
inventory

− Talent Assessment

− Role Definitions

− Progression Pathways

Data and Digital Fluency Capabilities
In tandem with the four domains, these six capabilities define better and leading practice in respect to data and digital 
fluency, and can be used to develop flexible solutions to help our clients with their strategic change agenda, regulatory 
requirements and tactical operational needs.

− Data Ownership and 
Operating Model

− Alignment of Strategic 
Priorities to Ownership 
(ADSs, Data Processes 
and initiatives)

− Embedding Literacy 
Objectives and Paths 
within the Business Lines
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Achieving Value

PRODUCTIVITY REVENUERETENTION BRANDVALUE
ROI 

Drivers 

Greater Employee & Customer Increased Stronger

Each of these 
drivers can be 
quantified to 

help clarify the 
incremental 

value of 
investment in 
literacy and 

fluency 
initiatives 

Process improvements and 
redeployment of staff to higher 
value added functions results in:

Front, Middle and Back Office 

The benefits of retained 
employees and customers enables 
growth and differentiation 
through:

Retention vs. Attrition Segmentation and Margins Market Confidence

Insights-driven analysis and 
decision making increases revenue 
through:

Recognition of being a market 
leader which increases the Net 
Promoter Score due to:

− new levels of engagement 
and personalization

− a common understanding of 
terms and language

− ease of responsiveness to 
regulatory demands

− business outcomes with less 
time and effort

− appreciation that the 
company supports employee 
growth

− employees doing interesting 
and important work

− acknowledgement that new 
skills are creating value

− providing meaningful options 
to customers

− increased penetration of 
products and services to 
existing customers and 
attraction of new customers

− new products and services (in 
demand)

− better pricing / margins

− protection of the privacy of 
customers and employees

− making it easy to do business 
with

− anticipating needs and 
preferences

− recommending the 
organization to potential 
employees and customers

Whether pursued as part of a program or standalone, we have identified a clear ROI that can result when an organization commits to the 
changes needed to become data and digitally fluent.
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Consistent ways of working & 
behaviors

A digitally oriented mind-set

Ensure development of a digital mind-set and adoption of new 
behaviours

² Clarify connection between mind-set and behaviour

² Identify core components of a digital mind-set

² Target unhelpful patterns of thinking to remove ‘blockers’

² Identify key behaviours to facilitate a change in the way 
people approach their work

² Identify key levers to embed these behaviours

² Reinforce with sustained behavioural nudges

Leadership that embraces and 
embodies the digital culture

Provide clarity on leadership 
expectations

² Ensure leadership at all 
levels are bought into the 
change journey

² Ensure leaders at all levels 
are clear on their role in 
driving change

² Develop change leadership 
capability and make clear 
leadership expectations

A clear and compelling narrative
² Develop a clear 

narrative/vision which 
connects strategy to 
culture change

² Use a variety of media to 
deliver the message in a 
clear and compelling 
fashion

² Ensure the right level of 
detail to ensure resonance 
throughout the 
organization

Structures, systems and processes 
which enable the digital culture

Create an environment which 
reinforces and embeds the 
change

² Put in place an 
environment which 
enables the change to 
be sustained

² Identify blockers in 
the ‘system’ and 
remove them to 
make the change 
stick

² Update reward and 
performance 
management 
processes to reinforce 
new expectations

Insight-Driven Culture is Foundational for Digital Transformation
By identifying the key levers of change, we can make organizational purpose and culture change tangible and practical.  

This is especially critical given the broad based change necessary to enable data and digital fluency.

5 - Support structures4 - Leadership3 - Behaviors2 - Mind-set1 - Narrative

6 - Consistent change management approach

Consistent and timely interventions
² Deploy a tightly managed communications campaign to guide colleagues through the change

² Deploy timely change interventions to maintain commitment to the change
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ActionUnderstanding

How KPMG is Helping our Clients
Regardless of the point in the transformation journey, KPMG helps to define, shape and develop data and digital fluency.

Our approach highlights areas where targeted initiatives can be made to maximize ROI based on our clients’ strategic change agenda, regulatory requirements and tactical
operational needs. Our solutions are flexible and modular, and can be performed as part of a transformation program or stand-alone.

Incentives Competencies
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Data Production

Quickly identify gaps between 
target performance and actual 
results to inform potential 
initiatives

Establish Baseline

Compare current and planned 
practice against maturity 
framework to establish the 
baseline.

Align key stakeholders on needs, 
approach, outcomes and roadmap 
to achieve target fluency

Align on Target State

Articulate and prioritize the 
initiatives that will deliver the 
target state outcomes.

Drive change by working across the 
organization to bring together and 
strengthen data and digital 
capabilities that exist in the 
organization 

Build & Operate

Execute the roadmap initiatives 
build out / up the operating model.  
Commence new ways of working

D&A drives decision making 
and is embedded in 
operations and solutions

Results

Clear career paths and 
performance targets

Increased brand 
value as an 
innovative and 
dynamic 
organization

Creating the appropriate 
balance between risk & 
innovation



Appendices
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Objective: Determine the 
strategy for developing data

Objective: Define the data roles 
connected to the strategy

Objective: Design the learning 
methods to enable

Objective: Identify enablers 
that will inspire and support the 
learners

Strategy for Data and 
Digital Fluency

Roles and Learning 
Paths

Structured and 
Applied Learning

Learning 
Environment

Program Build and 
Rollout Plan

Objective: Plan the work to 
build and deliver the program

• Quickly identify gaps between target performance and 

actual results to inform and prioritize the operating 

model

Operating Model
Objective: Design how the 
organization will function after 
rollout

• Metrics and Measurement

• Roles and Oversight

• Operating Processes

• Tools & Management

• Communications & 
Communities

• Organizational Performance Metrics

• Day to Day Stewardship

Illustrative Data and Digital Fluency Program Approach

• Determine rewards and 
recognition (e.g. monetary,  
badges or certifications, etc.)

• Design continuous learning 
plans to reinforce skills and 
inspire with stories of insights 
and impacts

• Provide resources and support 
with access to tools, data sets, 
reusable models and services, 
sandboxes, use case libraries

Methods: Learner survey, tools 
assessment, workshops to design 
support resources

• Identify champions who will 
guide the program

• Align with Data Strategy

• Identify the business outcomes 
that literacy needs to impact

• Define the changes in behavior 
and operations that the 
program will support

• Clarify the measures of success

• Identify program components

Methods: Leadership interviews 
(e.g. CDO, business, function 
leaders)

• Clarify how data and analytic 
competencies will impact 
career paths

• Define Data Core 
Competencies that everyone 
must have

• Define data and analytic 
competencies and skills that 
are needed to develop and 
apply insights within business 
units

• Define leadership learning 

• Define specialist paths

Methods: Focus groups, surveys of 
learner population, coordination 
with learning management function 
& HR

• Determine platforms and 
means for structured and 
applied learning

• Select learning method that 
will develop the relevant skills 
needed

• Design applied learning 
opportunities for practice of 
data and analytic skills

• Balance the hours of learning 
to maximize time investment 
and credit earned

Methods: Analysis of current course 
offerings, assessment of learning 
platforms and courseware

• Assess audience readiness to 
identify the sequence and 
grouping of learners (e.g. by 
skills, experience and 
motivation)

• Develop roadmap with 
milestones and learner 
volumes

• Design communications plan

• Define projects for  
progression from pilots to full 
scale 

Methods: Analysis of data on 
current skills proficiency of learner 
audience, interviews with 
business/function leads
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Advanced Analytics Specialist

Data and Insights Competencies for Everyone

Domain Data Analyst Competencies 

Related Leader Competencies for Executives

Nominees Proceed to

Nominees Proceed to

Content and Delivery Methods combine in targeted learning paths Each learning path develops skills that enable competencies

Enabling Skills

Enabling Skills

Enabling Skills

Enabling Skills

Data and Insights for Everyone (Core Skills)

Leader Path for Executives

Domain Data Analyst for Business Lines

Advanced Analytics Specialist

Data Governance Specialist

Data Architecture Specialist

Learning
Paths

Input to Learning Paths

Input to Learning Paths

Data Subject Matter Content

Data Concepts

Governing &
Controlling Data

Developing Insights

Building SolutionsData Storytelling

Analytics Techniques
(AI: ML, NLP)

Preparing Data

Governance Operating 
Models

Data Architecture & 
Engineering

Delivery Methods

Digital Learning

Cohort Teams
Podcasts & 

TEDx-like Events

Data Citizens with PurposeLive Learning

Communities of Interest

Data Governance Specialist Enabling Skills

Data Architecture Specialist Enabling Skills

Able to discuss Data 
Concepts related to client 
value

Manage risk related to 
data driven initiatives

Create data & insight 
deliverables with tools 
within Business Lines

Apply statistical models for 
insights & AI, using 
Machine Learning, NLP 

Recommend and build 
supporting architecture, 
processes

Build and implement Data 
Governance Operating 
Models

Developing the Learning Paths and Competencies best aligned to helping your Delivery of Data and Insights

Illustrative Data and Digital Fluency Learning Paths  
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Hackathons

Scenario-based challenges
applying programming and 
AI skills to innovative 
problem solving

Learning 
Objectives

Target 
Audience

D&A 101

Foundational topicsof Data 
& Analytics and the journey 
from raw data to actionable 
insights

Non-technical 
leadership and staff

Technical staff

AI Strategies

Crash course in AI 
highlighting history, current 
market trends, technology 
leaders, and market AI 
strategies

Technical and non-
technical staff

AI for Executives

Non-technical 
leadership

In addition to Executive training, there are other strategic and technical learning paths to continuously elevate professional 
and technical skills that deliver innovation across the value chain.

KPMG D&A Course Catalog Content:  Foundational Learning

AI foundational topicswith 
results-focused, industry-
specific use case 
applications
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Data and digital fluency is a component of a wider strategic framework and is integral to the overall success of data and 
digital transformation efforts.

Strategic Digital Transformation Framework 
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Thank You

Jeannie Radcliffe
Managing Director
Financial Services Solutions
Milwaukee, WI
414-426-1828
jeanradcliffe@kpmg.com 

Daniel Schaarschmidt
Managing Director
Financial Services Solutions
Pittsburgh, PA
610-554-6617
dschaarschmidt@kpmg.com

kpmg.com/socialmedia

All information provided is of a general nature and is not intended to address the circumstances of any particular individual
or entity. Although we endeavor to provide accurate and timely information, there can be no guarantee that such 
information is accurate as of the date it is received or that it will continue to be accurate in the future. No one should act 
upon such information without appropriate professional advice after a thorough examination of the particular situation. David Kerwin

Director
Financial Services Solutions
Chicago, IL
708-704-0964
dkerwin@kpmg.com

Robert Moroney
Director
Financial Services Solutions
Denver, CO
312-665-1288 
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