
UTILITY 

ANALYTICS: 
How Mature is Your 
Deployment?



D ata analytics is now an essential capability for 

business success — but most utilities are not yet 

reaping its full business benefits. Fortunately, utilities 

can strategically mature their approach to analytics. 

By answering some key questions, you can take a crucial step 

toward realizing the full benefits of utility analytics: 

How mature is your utility’s current analytics deployment? 

Are you measuring maturity across multiple dimensions? 

What level of analytics maturity makes the most sense, given your 

utility’s unique goals, resources, needs and constraints?

What will it take to reach those targets? 

1.

2.

It helps to adopt a holistic view of analytics, as well as what it 

means to achieve analytics maturity. PA Consulting has identified 

crucial aspects of how utilities can assess the maturity level of 

their analytics programs. These six interrelated dimensions of 

capability are:

Business strategy alignment. Ensuring that the analytics strategy 

aligns with the overall corporate strategy, and continuously 

demonstrating to the rest of the organization why it is important.

Governance and organization. Implementing an effective 

governance model that provides a common framework, guidance 

for decision-making, and management and control for data assets. 

Establishing an appropriate operating model to coordinate and 

execute the analytics strategy.
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People. Staffing, recruiting, retention, upskilling and developing 

new ways of working to ensure that analytics becomes part of 

everyone’s job and part of the corporate culture.

Process. Standardizing and streamlining the decision-making 

process, as well as how analytics are deployed. Ensuring that the 

new way of working is embedded across the business.

Data and insight. Unlocking analytical value to support business 

and operational decisions from governed, trusted, high-quality 

data sources. Leveraging analytics to focus on business problems.

Technology and architecture. Deploying equipment, software and 

services that enables optimal analytic capabilities.

Each dimension should be part of an integral approach for a 

utility’s enterprise analytics strategy.  

When attempting to deploy enterprise-wide analytics, orga-

nizations often struggle or stall before attaining the benefits 

they expected,” said Glen Mannering, energy expert with 

PA Consulting. “When we discuss what’s hindering their 

progress, it’s often due to lower prioritization of two or more 

of these dimensions. Or perhaps they don’t even consider 

some dimensions critical to analytics success. Exploring each 

dimension and their interdependencies reveals where utilities 

can focus their efforts to reach their overall goals.”

3.

4.

5.

6.

A utility is typically at a different maturity level for each 

dimension. First, the utility must assess their current maturity level 

for each dimension. 

Next, they set a target maturity level for each dimension and 

a timeframe to reach that maturity. The target might not be 

full maturity for each dimension, at least not in the short term. 

Rather, the maturity target for each dimension must suit the 

company’s unique business context and goals. One utility might 

desire full maturity on the “people” dimension in five years, 

while another might target somewhat lower maturity on that 

dimension, over a shorter time span.

From this basis, the utility establishes realistic, time-bound goals 

to reach target maturity for each dimension. Prioritizing progress 

on dimensions that are currently least mature supports overall 

target maturity. 

“When attempting to deploy enterprise-
wide analytics, organizations often 
struggle or stall before attaining the 
benefits they expected.” 
Glen Mannering, energy expert, PA Consulting
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Example of how one utility might assess their current analytics maturity, and set a maturity target, for each of six dimensions.
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SAMPLE UTILITY ANALYTICS MATURITY ASSESSMENT
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Analytics and data should inform and support a utility’s overall 

corporate strategy. Aligning analytics strategy with business 

strategy is the best way to gain support and guidance from senior 

leadership. This, in turn, is an essential ingredient of a successful 

enterprise-wide analytics deployment. 

Joe Tellez, chief technology officer for Tacoma Public Utilities, 

explained, “I have a direct responsibility for strategic planning 

at TPU. I have to enable data-driven decisions in our business 

objectives and strategic plans. Basically, I have to solve business 

problems, so I can’t approach analytics as a technology problem.”

Where there is high strategic alignment around analytics, the 

entire culture of the utility shifts to become more dynamic and 

flexible. “They switch from being asset-rich to information-rich,” 

said Mannering. “Everyone talks data and makes fact-based 

decisions. Executives have their own dashboards and interact 

with data. Strategically aligned analytics becomes a way to fu-

ture-proof your utility.”

BUSINESS STRATEGY 
ALIGNMENT 

“Utilities switch from being asset-rich 
to information-rich.”
Glen Mannering, energy expert, PA Consulting
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At TPU, looking forward into the future is a key driver for deploying 

analytics. “We make a lot of decisions about scheduling and dis-

patching hydropower every day, but that’s mainly been based on 

historical data,” said Tellez. “We want to move to predictive data, 

and foster a general discipline of applying data in real time for all 

kinds of decisions.”

Meanwhile, at Entergy, providing new services and products for 

customers is a key business imperative — especially since their 

service territory includes Houston, which is part of a deregulated 

retail electricity market. 

“We needed data-driven insights to support the customer side of 

our business, so we could offer high bill alerts, enhance customer 

segmentation, and optimize billing solutions,” said Dr. Matthew 

Croucher, director of business analytics for Entergy. “We also needed 

to insource verification and measurement, to better understand the 

impact when we make specific offers to customers.”

Where there is less strategic alignment, analytics tends to be 

more disjointed and less reliable. There might be several analytics 

efforts scattered in various departments, but little coordination. 

They might not even know of each other’s existence. There is 

no single trusted data source, which means more data quality 

problems and problematic decisions being made. 

To encourage executive buy-in and foster strategic alignment, 

Mannering recommends building a program and roadmap based 

on applicable business use cases. These should define analytics 

capabilities and clarify the benefits and insight in ways that 

directly relate to core business goals.

How mature is the strategic alignment of analytics at your utility? 

Consider whether your current analytics use cases have some 

direct bearing on corporate outcomes that are important to the 

C-suite. How does analytics affect the entire business, not just one 

function or department?
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In business, it’s important to be clear about who’s responsible and 

accountable for progress. For utility analytics, who will provide 

data oversight, and who will manage delivery of analytics to the 

business?

As part of an enterprise analytics program, Utilities should 

establish robust governance.  Some organizations establish two 

levels of coordinated governance bodies. 

Executive governance. This cross-functional governance council 

includes C-suite executives. It provides oversight and guidance 

regarding strategy and ensures that enterprise-wide consider-

ations are addressed.  

Operational governance. This council includes heads of business 

units and corporate services functions. They provide input, 

direction and approvals about analytics prioritization, data 

management policies and standards, and budget allocation. 

ORGANIZATION AND GOVERNANCE: 
WHO’S RESPONSIBLE FOR ANALYTICS?
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The governance program should also address mounting 

concerns and laws around data privacy (e.g., Europe’s General 

Data Protection Regulation and California’s recent Consumer 

Privacy Act).

  

In terms of how utilities coordinate the delivery of analytics across 

the enterprise, three popular operating models have emerged:

Enterprise “hub-and-spoke” 

Centralized

Decentralized 

In the hub-and-spoke model, the “hub” is a small core team 

(often called a “center of excellence”): perhaps a chief data 

officer plus a few data scientists and leads. This team estab-

lishes and enforces data quality and management standards, 

and it supports analytics deployment across the utility. The 

core team also works directly with the operational governance 

body, keeping them informed of progress, collaborating on the 

development and enforcement of data policies and standards, 

providing advice on prioritization and analytics execution. 
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Meanwhile, the “spokes” are individual business units or depart-

ments. Each spoke identifies, justifies, defines and executes its 

own use cases, with support and coordination from the hub and 

guidance from the governance team. They may need to hire data 

scientists/analysts or “upskill” existing personnel to fill these roles. 

The centralized and decentralized models are variations on this 

theme. Functional responsibilities and capabilities either shift 

inward to the core analytics support team, or outward to the 

business units, depending on unique aspects of each organization 

(e.g., corporate culture, politics, leadership capabilities, etc.).

Two common signs of less mature governance are siloed decision 

processes and difficulty scaling up use cases. Lack of leadership 

imperative around analytics tends to exacerbate these problems. 

Thus, greater strategic alignment supports governance maturity 

— an example of how the dimensions of analytics maturity are 

interdependent.

“Where you see data silos, usually it’s not because people don’t 

want to share,” said Croucher. “It’s just that no one’s asked them. 

Good governance can help with that.”

How mature is your utility’s governance and organization 

for analytics? Inventory existing analytics projects in each 

department. Where are they, why did they begin, and what’s 

their current status and value to the business? Are these efforts 

coordinated, or even in conflict with each other? 

Two common signs of less mature 
governance are siloed decision 
processes and difficulty scaling 
up use cases.
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PEOPLE: 
STAFFING AND 
TRAINING FOR 
ANALYTICS 
DEVELOPMENT
In many ways, analytics maturity depends on people more than 

technology. 

Historically, the utility industry has not strongly supported talent 

acquisition, development or retention for data scientists and 

analysts. Most utilities lack defined roles and attractive career 

paths for such professionals, and few offer professional devel-

opment to help existing staff grow into these roles. Also, utilities 

must compete against every other sector to hire data talent.

Upskilling represents a key way for utilities to develop and retain 

in-house data talent. The disruption sweeping the industry is sig-

nificantly impacting the utility workforce, so existing personnel 

might be highly motivated to find new roles within the organiza-

tion. Offering training and certification in data science/analysis 

can serve the dual purpose of growing the analytics talent base 

while preventing valuable business and operational expertise 

from evaporating through attrition.

“Training utility personnel to analyze and apply data and become 

‘citizen data scientists’ might be easier than training data 

scientists to understand utilities, given the engineering base of a 

utility,” Mannering noted.

Acquiring or cultivating in-house data talent also is a strategic 

business concern. “When you outsource your analytics, you 

outsource your strategy,” said Croucher.

Utilities should make the human resources department an early 

strategic partner for analytics. “I sat right next to HR and wrote 

our first data scientist job description,” said Croucher. “Together, 

we created a whole new job family: data scientists/engineers.”

How mature is your utility’s analytics talent strategy? Inventory 

staffing requirements for analytics use cases, including current 

data/analytics positions or roles with significant data/analytics 

duties. Which business units or departments have these positions, 

and which do not? Also, which personnel have operational 

or business expertise that is valuable to retain, to help target 

incentives for expanded internal career options?

“When you outsource your analytics, 
you outsource your strategy.”
Dr. Matthew Croucher, director of business analytics,  
Entergy
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PROCESS: 
STANDARDIZE AND 
STREAMLINE ANALYTICS 
INTEGRATION
Ideally, utilities are strategic and coordinated when deploying 

analytics. They can standardize processes to introduce and 

fine-tune analytics, and to integrate them into business and op-

erational processes.

To achieve process maturity, utilities should map out their stages 

of analytics implementation and usage in order to spot and 

resolve inefficiencies in integrating analytics with utility functions. 

For example, identifying the cause of customer power problems 

is a popular early analytics use case. In the old world, a customer 

would call to report flickering lights and the utility would dispatch 

a crew for an on-site assessment. “In the new utility world, smart 

sensors that monitor grid conditions combined with advanced 

analytics can identify problems on the grid, and pinpoint the 

location of the issue, even before the customer calls,” said Jim 

Harvey, energy expert, PA Consulting.

When a utility lacks trust in analytics output, this can indicate 

lower process maturity. For instance, after a utility deploys smart 

grid technology and analytics to remotely diagnose customer 

complaints, they still might roll trucks to confirm what the 

analytics already said. Changing the culture of maintenance and 

repair departments to accept and trust analytics can be a signifi-

cant challenge. 

How mature is your utility’s analytics process? Where the 

maturity of analytics governance and organization is low, it’s 

almost certain that process maturity will also be low. However, 

it’s possible to inventory, in advance, which business and op-

erational processes in a department will be impacted by an 

analytics use case — and their ripple effects on processes in 

other departments. Identifying these impacts in advance can 

provide for a more cohesive deployment of analytics capabilities.
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DATA AND INSIGHT: 
UNLOCKING THE 
VALUE OF ANALYTICS

Ultimately, every analytics use case should add measurable value 

to the business — through increased revenue, reduced costs, 

greater efficiency, more accurate forecasts, or other measures. 

Some kinds of value, such as enhanced safety, reduced risk or 

more satisfied customers, might be hard to quantify monetarily. 

But developing metrics is essential, even when it’s difficult.

At most utilities, data is siloed in legacy systems that often don’t 

communicate or interoperate smoothly. The lack of integration 

results in manual data entry, or even duplicate data entry, which 

takes time and causes errors. Consequently, different departments 

sometimes end up using different versions of the same data.

Utilities with lower data maturity lack a single version of the 

truth for critical datasets. There’s no corporate data catalogue 

or inventory of data assets, and no common data definitions. 

Problems with data quality and ownership are common, and they 

require significant ongoing data cleansing.
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Unstructured data can drive business value, but it presents 

challenges. For instance, hydropower production is a key part of 

TPU’s business, but it has a unique constraining factor that isn’t 

easy to quantify: fish conservation.

“We operate our hydro as aggressively as possible, but we must 

allow for the upstream and downstream passage of salmon,” 

Tellez explained. “The question we wanted analytics to answer 

is: how do we minimize fish loss while maximizing hydro 

operation?”

To answer this, TPU relied on many sources of fish-related data. 

Several were unstructured, such as reports from biologists on 

fish growth. TPU is currently working with data ingestion tools 

to better incorporate unstructured data. Thus, they are gaining 

valuable expertise in leveraging unstructured data to solve utility 

business problems. 

“We want to provide greater self-service capabilities, so depart-

ments can ask and answer their own questions,” said Tellez. “I 

want them to know which tools to use, on which use cases, based 

on data characteristics.”

Utilities with more mature data practices consolidate redundant data 

systems, improve processes for data collection, reduce data conflicts 

and cleansing, and find new uses for existing data. They reach an 

agreement across the enterprise on the master data set. And they 

are more prepared to integrate machine learning algorithms with 

analytics, to accelerate and deepen data-driven insight.

How mature are data gathering, management and insight at your 

utility? Inventory the data requirements for all use cases; where, 

and how often, do problems with data quality and ownership 

happen? How much data cleansing is routinely needed, and 

how many processes are used to cleanse data? How many data 

formats are used, and could these be consolidated? How are new 

data requirements defined?

“We want to provide greater self-service capabilities, so departments can ask 
and answer their own questions. I want them to know which tools to use, on 
which use cases, based on data characteristics.” 
Joe Tellez, chief technology officer, Tacoma Public Utilities
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Hardware and software are needed to deliver analytics 

to the business. But sometimes, utilities put the “cart” of 

technology “before the horse.” Where technology maturity 

is lower, technology choices determine the business value of 

analytics. This contradicts the first and most important maturity 

dimension, strategic alignment.

The analytics platform then becomes a crucial choice. "Histor-

ically, analytics technology decisions were made in isolation. 

Individual business units pressured IT to solve one or two of their 

business cases with a point solution, or IT made a decision on 

an enterprise solution without a fully developed insights-driven 

business case,” noted Harvey. “For enterprise analytics programs 

to be successful, the analytics core team must establish a close, 

collaborative relationship with IT."

Cloud-based solutions are an important option to consider, 

especially where IT resources are limited. In a Utility Analytics 

Institute article, Solutions Architect Andrew Braeger explained 

TECHNOLOGY AND 
ARCHITECTURE FOR 
OPTIMAL ANALYTICS
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“For enterprise analytics programs to 
be successful, the analytics core team 
must establish a close, collaborative 
relationship with IT.”
Jim Harvey, energy expert, PA Consulting

https://utilityanalytics.com/2018/07/enabling-rapid-analytics-evolution-at-tacoma-public-utilities/
https://utilityanalytics.com/2018/07/enabling-rapid-analytics-evolution-at-tacoma-public-utilities/


why TPU selected a cloud-based analytics infrastructure. “We 

wanted to avoid a big up-front investment, and we also wanted to 

be risk-averse in terms of the technology becoming obsolete or 

by getting locked in by proprietary technology,” he said.

Mannering advises a “one-size-fits-most” approach to analytics 

platform selection. Select an enterprise platform that enables 

most of your business use cases, then select point solutions as 

needed for specific use cases based on their requirements,

“Don’t be enamored by any specific solution,” said Tellez. “This is 

a multi-vendor landscape. You’ll probably be mixing custom and 

packaged analytics; a single vendor won’t cut it. It all has to be 

held together by good architecture.”

How mature is your utility’s existing analytics technology and 

architecture? What was the impetus for each solution? Which 

solutions are effectively stranded? Is IT talking with other depart-

ments, and with the steering committee, about core goals, needs 

and strategies? Does IT strategy support business strategy? Do 

they understand each other? Are you investing in some technolo-

gies mainly because they are cool?
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7CONCLUSION

Assessing their level of maturity along each of the six key 

dimensions of analytics, and learning how these dimensions 

influence one another, allows utilities to craft a clear roadmap for 

where they want to go as a business, and how analytics can help 

get them there.

There will be challenges, especially for utilities with fewer 

resources or more entrenched silos. But once these obstacles 

are identified, senior leadership and governance committees can 

use analytics as a rallying point for progress. Having the data to 

prove that this effort pays off can encourage broader cooperation 

across the enterprise. 

Also, analytics maturity is essential for utilities to capitalize on 

revolutionary new technologies. Clean, well-managed data and 

strategically aligned analytics help utilities more easily deploy 

recent advances in machine learning, natural language processing 

and computer vision. 

“That’s the ultimate goal,” Mannering said. “These technologies 

can help utilities make broad leaps, generating efficiencies and 

opportunities we can’t even imagine yet, with manageable risk. 

That will be a game changer.”
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An innovation and transformation consultancy, we believe in 

the power of ingenuity to build a positive human future in a 

technology-driven world.  

As strategies, technologies and innovation collide, we turn 

complexity into opportunity.  

Our diverse teams of experts combine innovative thinking and 

breakthrough technologies to progress further, faster. Our clients 

adapt and transform, and together we achieve enduring results.

We are over 2,600 specialists in consumer, defense and security, 

energy and utilities, financial services, government, healthcare, life 

sciences, manufacturing, and transport, travel and logistics. And 

we operate globally from offices across the Americas, Europe, the 

Nordics and the Gulf.  
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