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Market Overview 

Diffusion of DX and COVID-19 pandemic accelerate demand for 
"digital x global" at companies 

The COVID-19 pandemic started to fully hit Japan in April 2020, and 

various changes accompanying the pandemic had a major impact on 

corporate activities. But interestingly, there were also many cases, 

particularly for major companies, in which this situation offered an 

opportunity to promote digital transformation (DX). According to a survey 

on Japanese CIOs that IDC conducted in April 2021 (Figure 1), 38.9% of 

responding companies with 1,000 or more employees will increase their IT 

investment in FY2021 compared with FY2020, which is far more than the 

20.9% of responding companies that said they will decrease their IT 

investment. One can see from these results that after the initial phase of 

the COVID-19 pandemic, major Japanese companies have moved forward 

with initiatives to implement DX and wanted to actively invest in IT. 

Another interesting point suggested by the tendency of major companies 

to make aggressive IT investments is the close relationship between "progress of DX initiatives" and "global IT investments." 

The chart on the right of Figure 1 shows the responses to the question about planned changes in overseas IT investment in 

FY2021 in terms of DX efforts at large companies, or those with 1,000 or more employees. The chart shows that the more 

companies promote DX initiatives and move forward in a strategic and practical manner (companies in the upper part of the 

chart on the right), the more aggressive they are about overseas IT investments. With regard to DX, 57.4% of companies that 

selected "practical efforts are being undertaken as a companywide strategic issue" said that they "increased/will increase" 

their overseas IT investment. Many large Japanese companies already conduct business globally, and we believe this shows 

that in order to achieve companywide DX, it is necessary to make optimal IT investments from a global perspective while 

expanding sales bases and supply chains. 

 

For many Japanese companies expanding overseas, it is becoming more important to make optimal IT 
investments from a global perspective while moving forward with digital transformation (DX). However, there 
is a tendency among Japanese companies to focus on implementing DX in the fields of strategy and IT, which is 
quite different from that of global companies that are promoting DX in a variety of operation fields. In this 
report, we provide a summary of points gleaned from the results of IDC surveys that should be kept in mind 
when truly globalizing through DX. 

OVERVIEW 
There is a tendency for many Japanese companies 
to limit the fields in which they undertake DX only 
to their strategy and IT (information systems). This 
may be the reason Japanese companies are falling 
behind their global counterparts in terms of 
efforts to apply DX companywide to realize 
significant innovation in their processes or 
operations. 
 

KEY POINTS 
In collaborating with an appropriate partner, 
companies should try to use this transformation of 
global, companywide operations not only to 
improve efficiency but also to achieve digital 
resilience, which is the ability to leverage changes 
in the environment and turn them into 
opportunities. 

AT A GLANCE 
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FIGURE 1: DX progress is driving large companies to invest in IT overseas. 

 
Figure note: 
• Created by IDC based on 2021 CIO survey in Japan (conducted in April 2021) 
• The chart on the right gives the survey results for companies with 1,000 or more employees. 

Source: IDC Japan, April 2022 

 

Need to transform diverse business processes 

What type of transformation do Japanese companies need in order to achieve DX from a global perspective? IDC conducted 

the IDC DX Sentiment Survey of managers of Japanese and global companies implementing DX for issues such as DX strategy, 

tactics, budget, key performance indicators (KPIs), issues, organization/culture, and IT infrastructure, among others. 

Furthermore, in the 2021 Digital Transformation Trend Survey: Comparison of Japan with The World (IDC #JPJ47044821; 

released October 2021), we compare trends in Japan with those of the rest of the world and analyze the state of DX at 

Japanese companies. This survey shows that there has been an upward trend in the number of Japanese companies 

conducting DX too. Unlike in previous surveys, there are no major differences between Japan and the rest of the world in 

terms of the percentage of companies formulating a DX strategy and related road map. 

However, there is a clear difference in the fields in which these efforts are made. Figure 2 shows a comparison of Japan with 

the rest of the world regarding operations that companies target for DX. This shows that while Japanese companies are 

implementing DX for IT/information systems and strategy formulation, global companies are implementing DX in a wide range 

of fields, including not only operations related to front-end customer contact, such as customer experience and customer 

support, but also back-end operations, including purchasing/procurement, finance/accounting, operations, governance, and 

distribution. The results of the survey indicate that Japanese companies consider (or emphasize) only strategy and 

IT/information systems as fields for DX, and that they may be falling behind global companies in terms of transforming 

companywide practical processes or operations. 

As for concerns, Figure 3 offers a comparison of Japanese concerns with those of the rest of the world in terms of who is 

responsible for implementing DX. The survey results show that the party responsible for implementing the DX strategy at 

global companies is most often the chief information officer (CIO) or chief technology officer (CTO), which is the same for 

Japanese companies, but the next most common response for global companies is the chief operating officer (COO), which is 

different from what is seen at Japanese companies. Of course, it is necessary to keep in mind that relatively few Japanese 

companies have the position of COO, but these results reveal that global companies are promoting DX initiatives with a focus 

on more practical operations or companywide operations. Companies may have the COO implement the DX strategy and 

conduct DX for concrete operations in order to avoid local optimization at the department level and excessive 

compartmentalization and to link efforts more strongly to the transformation of companywide operations. 
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FIGURE 2: Fields Japanese Companies Conduct DX in — Focus on IT and Strategy Formulation 

Q In which of the following operation fields are you conducting DX? 

 
Figure note: 
• Created by IDC based on the 2021 IDC DX Sentiment Survey (conducted in May 2021) 

Source: IDC Japan, April 2022 

 

FIGURE 3: Responsible for Implementing DX Strategy 

Q Who is responsible for implementing your DX strategy? 

 
Figure note: 
• Created by IDC based on the 2021 IDC DX Sentiment Survey (conducted in May 2021) 

Source: IDC Japan, April 2022 
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Benefits 

Value generated from companywide/cross-departmental operational transformation: What is the "Future of 
Operations"? 

At IDC, we call the state of continuing large-scale, destructive changes in the environment, such as the COVID-19 pandemic 

and subsequent changes in society, "the next normal", in which continuing changes are themselves normal. We also define 

"digital resilience" as the ability of companies and organizations to not only use digital technology to quickly respond to 

destructive changes in business and restore business operations but also to use the changed environment as fodder for new 

growth. In other words, digital resilience is an organization's ability to "adapt to and recover from" destructive changes in the 

external environment and to "turn those changes into growth opportunities." Japanese companies need to revise all the 

functions and processes throughout their organization with the goal of acquiring this ability. 

In order to become a future enterprise imbued with digital resilience, it is necessary for the focus of various aspects of 

corporate activities to shift to the future. At IDC, we have compiled nine organization management aspects related to 

customers, organization abilities, infrastructure, and the industry ecosystem into practices as an agenda for managers to think 

about transformation for the future when aiming to create a future enterprise. Of these, we define practices that transform 

the operations of companies and organizations from ones focused only on efficiency to ones that are resilience driven as the 

"Future of Operations." In other words, the "Future of Operations" comprises practices that aim to transform organizations so 

that they can implement resilient decision making, and that are outstanding at responding to change. 

Market outlook 

As mentioned above, it is evident that global companies already view DX as a way to continue to transform companywide 

activities, not as a localized effort and not as transformation of only some corporate activities in the fields of strategy and IT, 

and they are trying to implement that. In our opinion, this is because of a difference in underlying assumptions for the 

transformation into an organization that realizes resilient decision making, which was advocated in “Future of Operations.” 

Such transformation actually requires efforts not only in particular department/field business processes such as corporate 

strategy or IT department but in a much wider range of fields.  

It is also our view that for Japanese companies in various industries, particularly for many of those that are expanding overseas 

or trying to, it will become more important to implement the “Future of Operations” and ensure digital resilience through DX. 

When Japanese companies move forward with these efforts, it is important that they expand the scope of large-scale 

transformations that straddle numerous fields and organizations and departments, including global operations. The speed at 

which the transformation in these broad areas is undertaken is also important. In order to speed up achieving this goal and to 

maximize the scope of the transformation, it is necessary to make optimal use of resources, including human resources 

outside of the company, skills, and methodologies, because using only in-house resources is not necessarily efficient. That is, 

the ability to select and properly utilize partners who possess appropriate capabilities to support this large-scale, cross-

sectional/global transformation is growing in importance. 

Capgemini's offering 

Capgemini's global operating model (GOM) transformation support 

Capgemini, a service provider with roots in Europe (France) and 325,000 workers at 50 offices throughout the world, offers 

consulting and DX support and technology and engineering services. Its Japanese subsidiary, Capgemini Japan, was established 

in 2013. Leveraging Capgemini's global resources, including human resources and knowledge/methodologies, Capgemini Japan 

offers Japanese companies, particularly those in the manufacturing and finance industries, a wide range of services, from 

strategy formulation to system operation and support. 

The company's business innovation program focuses on three approaches: business DX, operation process transformation, and 

IT industrialization. To achieve these, the company uses digital technologies, such as cloud technology, mobile technology, big 

data, and social network technology (essentially equivalent to what IDC defines as the 3rd Platform) as drivers. Of those, 

Capgemini has expanded its support for global operating model transformation in recent years as Japanese companies try to 

become true global companies and introduce digital technology. 
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» Global operating model (GOM) grand design: A main issue for Japanese companies expanding overseas is that they 

lack the know-how and personnel to build a business appropriate to the markets they are entering and to build a 

system (global operating model) that balances, at a higher level, both governance for an entire global company and 

operation efficiency for a global company. GOM grand design is a service that supports the creation of such a system 

(Figure 4). Specifically, for all layers — "vision/human resources," "organization/governance," and "operation 

processes/IT platform" — Capgemini provides support related to concept, planning, and design and works to flesh out 

measures and ensure consistency between each layer. A distinguishing aspect of Capgemini in terms of GOM 

construction is that it does not consider ideal an overly strong governance model that places the greatest emphasis on 

a top-down approach but rather pursues an optimally balanced model that also breaks free of the traditional 

excessively weak governance model often seen at Japanese companies. This is partly possible because of the company's 

roots in Europe but also because it has built up and possesses a framework and methodology to do this. For example, 

two of Capgemini's solutions are Rightshore, a delivery solution framework for optimally assigning local resources and 

offshore resources, and the Accelerated Solutions Environment (ASE), which provides a system of various programs 

(facilitation, workshops, etc.) and related methodologies to invigorate the exchange of opinions among stakeholders 

with various backgrounds and ideas and to accelerate optimal decision making. 

» Support for building global IT platforms: To actually introduce a GOM, building a global IT platform is indispensable. On 

the other hand, in integrating a global system, companies must resolve numerous related issues, such as vague scope, 

differences in awareness among related parties, and weakness in management/promotion systems. Especially for 

global projects, it is important to manage not only barriers such as distance and language but also differences in 

communication and thinking styles between Japan and overseas (particularly, the United States and Europe). When 

integrating global systems, there are various ways to achieve this depending on the environment the customer is in and 

the level of maturity. These include creating a single global instance assuming massive standardization; integrating 

instances at the regional level, such as Europe and Asia, and optimizing this through collaboration between instances; 

individually building some core functions even though the operation functions are fundamentally standardized. 

Capgemini first builds a shared global template based on the GOM, then adapts it to business processes that reflect the 

legal system and business practices of each country and steadily deploys it to regions. This delivery model makes it 

possible to support the quick deployment of a global IT platform at a low cost. 
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Figure 4: Capgemini's Approach to Building a Global Operating Model 

 
Source: Capgemini, April 2022 

 

Capgemini's capabilities to support GOM transformation 

The following are the major points that differentiate Capgemini's GOM grand design and support services for building a global 

IT platform. 

» Service lineup that extends from strategy to business process reengineering (BPR): One of Europe's largest consulting firms, 

Capgemini is highly skilled at business consulting that ranges from strategy formation to BPR implementation support. At the 

same time, it is one of the top 10 IT service providers in the IDC-defined service industry, and a distinguishing aspect of the 

company is its global capabilities in the field of system implementation. This ability to offer a full range of support is an 

important point for establishing a client company's GOM. In particular, when utilizing the abovementioned global common 

template, it goes without saying that it is important to be able to undertake BPR that optimizes operations (without making 

extensive use of customized development for operations) in line with the template. 

» European-style, multicultural teams, and experience providing support for mergers and acquisitions (M&A) and post-

merger integration (PMI): As mentioned above, Capgemini is a service provider with roots in Europe and has extensive 

experience in undertaking cross-border projects. Through its accumulation of knowledge in undertaking multicultural-

type projects and running multicultural organizations, Capgemini has acquired unique capabilities, such as coordination 

and solution skills related to various frictions that arise between different cultures and the ability to contribute to the 

smooth progress of projects related to building a GOM at Japanese companies. Furthermore, companies looking for 

non-organic growth opportunities will benefit from Capgemini’s rich experience with providing support for expanding 

business and capturing resources through M&A and for the subsequent PMI, important issues when expanding globally.  

» Assets that include methodologies, templates, and methods developed in various fields: Capgemini has accumulated 

various processes, tools, and methodologies, including not only the abovementioned Rightshore and ASE, but also 

methodologies for SAP industry — specialized templates and project management, and frameworks to accelerate and 

facilitate project kickoffs. Through these, client companies can make use of best practices and efficiently transform 

their own operation model. 
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Capgemini's challenges 

As mentioned earlier, Capgemini is one of the ten top service providers in the world, but it is our evaluation that the 

company's presence and visibility in the Japanese market is still lower than that of other major global service providers. It 

appears that there are multiple reasons for this, including the company having only relatively recently (2013) reentered the 

Japanese market and that it has not yet conducted any large-scale ad campaigns to increase its visibility. It is our view that 

Capgemini has to reinforce its brand and increase its visibility in order to become better known in the market and to take root. 

In particular, in order to compete against other foreign businesses and Japanese service providers in the Japanese market, 

where prior success is stressed, it is critical to acquire experience in providing support to Japanese companies in fields such as 

globalization and digitalization, and to present cases of flagship-like successful clients that demonstrate the company's 

abovementioned distinctive strengths. Therefore, it is our opinion that Capgemini needs to implement more ambitious and 

aggressive efforts, such as turning toward customer demand in the Japanese market and working with client companies to 

undertake cocreation projects involving Capgemini providing its own assets and investments (including personnel). 

Conclusion 

Japanese companies, particularly large companies, are fully working to implement DX, but only a few companies have been 

successful in generating sufficient results. As shown in this report, it is our opinion that for many companies, it is becoming 

more and more important to not only undertake DX initiatives that are limited to strategy and IT but also to transform 

companywide operations in order to achieve digital resilience that makes it possible to transform changes in the environment 

into opportunities. In particular, for companies expanding overseas, optimizing their operating model from a global 

perspective through the use of digital technologies, such as cloud technology, analytics, and artificial intelligence (AI), will likely 

be indispensable in order to not only survive but also grow in a rapidly changing competitive environment, regardless of 

country. In recent years, major trends have included the growing importance of taking sustainability into consideration and 

integrating supply chain management, which will make companywide operation transformation even more urgent. 

However, it is not easy to put this into practice. It is difficult for most companies to implement this transformation by means of 

short-term/temporary projects alone.  It is our opinion that what is needed is a DX journey, which requires sustained efforts to 

reform all operations over the long term. For Japanese companies, the first step in becoming a true global company with 

strong digital resilience is to possess a strong desire to take this long journey and to take quite big steps by capturing a reliable 

long-term partner. 
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Sponsor message  

Capgemini is a global leader in partnering with companies to transform and manage their business by harnessing 

the power of technology. Making use of its experience, proven performance, and specialized knowledge acquired 

over fifty years, the Group provides support for building global operating models and mechanisms that allow 

customers' businesses to succeed globally. Working as a single team with clients from when a strategy is 

formulated until when it is implemented and based on the value proposition “collaborative business experience” to 

realize transformations through joint work, Capgemini offers support in various ways. These include the 

Rightshore approach, which creates the optimal balance of personnel throughout the world and provides 

solutions, and the Accelerated Solutions Environment (ASE), a program to accelerate agreement and problem 

solving for projects that straddle several departments, such as organization/operation transformations and IT 

introduction. 

See below for more information on Capgemini's operating model.  

https://www.capgemini.com/jp-jp/operating-model/ 

Get The Future You Want | http://www.capgemini.com/ 
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