Beyond the Hype:
Navigating the Al ROI
Chasm

Charting a course for real value in the age of artificial intelligence

Based on analysis of 300+ news and media articles about Al strategy and

implementation.by Futurist Jim Carroll



Sample Research Sources

Our insights are informed by a comprehensive review of recent industry research and reports, ensuring a data-driven perspective on

the current state of Al ROI.

Why MIT Study On Enterprise Market Is
Pressuring Al Stocks

Publication: Investor's Business Daily
Date: August 20, 2025

New Global Study Reveals 71% of
Enterprises Are Using Al, but Only 30% Are
Ready to Unlock Its True Potential

Publication: Business Wire
Date: July 30, 2025

More Than Half of Companies Adopting
Al are Worried About the Reliability and
Quality of Their Data, According to New
Dun & Bradstreet Survey

Publication: Business Wire
Date: February 11, 2025

Tech Execs Are Freeing Capital for Rob ust
Al Investment; Near-Term ROI, Use Cases,
Pathways to Monetization Unclear, Says
AlixPartners Survey

Publication: Business Wire
Date: September 4, 2024

CAIOs Key to Al Success: Up to 36% Higher
ROI on Al spend, Finds IBM-Dubai Future
Foundation Study

Publication: Al-Bawaba News
Date: July 15, 2025

Global CIO Study Reveals ROl Remains
Greatest Al Adoption Barrier, Despite
Three-Fold Spend Increase

Publication: Business Wire
Date: February 5, 2025

Philippine CEOs boost Al use, but returns
lag - IBM Institute study

Publication: Business World
Date: July 16, 2025

68% of C-suite Say Al Adoption Has
Caused Division at Their Company,
Reveals Writer Al Report

Publication: Business Wire
Date: March 18, 2025

Al fuels retail growth, over 55% report
strong ROIl: KPMG

Publication: Financial Express Online
Date: March 26, 2025

Al not always being used the way the
b oss ordered, finds workplace survey

Publication: The Economic Times
Date: June 18, 2025



The Central Paradox of 2025




Al without
the ROI

A crisis of leadership, strategy, and organizational design4not technology

failure




The GenAl Divide
y

2%

Al Pioneers The Struggling Majority

Extracting millions in measurable value from Al investments No measurable P&L impact despite billions in collective
spending



C-Suite Confidence Crisis

A landmark survey of 250 global CEOs reveals striking uncertainty. Only 11%
feel fully confident their firms can handle Al challenges ahead.

Most surprising: the most seasoned leaders with 20+ years experience show
the lowest confidence levels, suggesting Al disruption is fundamentally
different from past challenges.




"Among the most expensive keeping-up-with-the-Joneses games in corporate history"

4 Korn Ferry Report, 2025



The $30-40 Billion Question

95% $L.OM 30%

Zero ROI Average Spend CEO Satisfaction

Organizations getting no return on Al Per company on GenAl initiatives in 2024  Percentage of Al leaders reporting happy
investments according to MLQ.ai analysis CEOs with ROI



Gartner's Reality Check

Generative Al now sits in the "Trough of Disillusionment" with less than 30% of Al leaders reporting satisfied CEOs, despite massive
investments.



The Performmance Gap Widens

Large Companies ($500M+ Revenue) Smaller Organizations
e Multiple business function Al usage e Limited, experimental usage
e Formal Al governance structures e Ad hoc implementation

e Measurable investment returns e Unclear value measurement

Scale and institutional experience create compounding advantages, accelerating industry consolidation.



Root Cause #!. Strategy Vacuum

FOMO-Driven Decisions

Fear of missing out replaces deliberate value planning

Technology-First Approach

"Step one: use LLMs. Step two: what should we use them for?"

Misaligned Projects

Tools chosen before problems identified



"Step one: we're going to use LLMs. Step two: What should we use them for?"

4 IBM Report, 2025



The Strategy Success Formula

80% Success Rate 37% Success Rate

Enterprises with formal Al strategy Organizations without documented strategy

Writer.com enterprise study shows formal strategy more than doubles success probability



Root Cause #2; Cultural
Resistance

Cultural resistance ranks as the single top barrier to managing Al risk at
31%, particularly entrenched in larger, established companies.




The Silicon Celling

- ) 75% 51%

Leaders & Managers Frontline Workers

Regular Al usage among leadership levels Adoption stalled at the operational level

The gap between executive enthusiasm and frontline adoption creates a barrier to real productivity gains.



The Leadership Effect

60 5

40-

20

Weak Support Strong Support

Strong leadership support increases employee positivity toward Al from 15% to 55%.



Training Gap Crisis

Inadequate Preparation

e Only 36% believe training is sufficient

e 18% of regular users received no training

o Skills gap creates adoption barriers
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"The process of adopting generative Al is tearing their company apart"

4 42% of C-Suite Executives, Writer.com Report, 2025



Shadow Al: The Hidden Risk

When organizations don't provide proper Al tools, over 50% of employees
find their own alternatives, creating unmanaged security and compliance

risks.
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Root Cause #3. Leadership Paradox

What Leaders Prioritize What's Actually Needed

70%: Al and technical skills development 38%: Emotional intelligence
20%: Employee engagement



"Compete with Al on Al's terms, rather than being developed for the uniquely human work that will actually matter”

4 Korn Ferry Analysis, 2025



The Human Skills
Revolution

83% of global leaders believe Al will elevate the importance of uniquely
human capabilities like creativity, empathy, and critical thinking.




Root Cause #4: Data Unreadiness

Data Not Al-Ready Accuracy Concerns Insufficient Data

Organizations with insufficient data Leaders worried about data bias and Lack proprietary data to customize Al
guality for Al success reliability models



Workflow Integration Failure

Most Al tools are perceived as "brittle, overengineered, or misaligned with

5 % actual workflows," leading to massive attrition rates.

Production Rate

Custom enterprise Al tools reaching production
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The Measurement Mirage

60% of companies fail to define and monitor financial KPIs for Al initiatives.
Without measurement, ROI discussions remain purely speculative.




"Pause and reassess Al initiatives when the primary motivation is competitive pressure rather than business needs"

4 Guidehouse Advisory, 2025



Chapter: The Al Pioneers

Differently |




Pioneer Characteristic #!1. Executive Ownership

o

CEO Direct Oversight Strategic Alignment Resource Commitment

Al governance treated as core Al initiatives directly connected to Necessary cross-functional support
executive function, not IT project business strategy and budget allocation



Pioneer Characteristic #2: Strategic Focus

GenAl Focus [ Other Al

Pioneers allocate 20%+ of Al budget to GenAl vs. 46% of followers, showing decisive commitment to transformative technologies.



Pioneer Characteristic #3: Workforce
Enablement

Pioneers: 43% Followers: 19%

Provide Al access to 40%+ of employees Limited access creates adoption barriers

Breaking the silicon ceiling through widespread access and empowerment



Investment Commitment
Correlation

Companies investing the most in Al show a 40 percentage-point gap in
success rates compared to minimal investors. Bold investment beats

tentative pilots.




Where Value Is Being Realized

= e 9,

Operational Efficiency Customer Satisfaction Business Resilience
Streamlined processes and automated Enhanced service quality and Improved risk management and adaptive
workflows delivering immediate cost personalized experiences capabilities

savings



FiInancial Returns: The Numbers

Top-performing leaders achieve average ROI of $10.3 for every

17% 3 7X dollar invested, according to Microsoft-IDC research.

CEOs Reporting Average ROI

Cost/revenue improvements Return per dollar invested in
exceeding 10% GenAl



Success Story. American
EXpress

25% Cost Reduction

Customer service costs slashed through Al chatbot automation

10% Satisfaction Boost

Improved customer experience scores




Success Story:. General Mills

Al-Powered Logistics
$20M+

Al models assess over 5,000 daily shipments to optimize
routing and reduce transportation costs.

Cost Savings

Transportation optimization since fiscal 2024



sSuccess Story: Siemens
Manufacturing

15% Time Reduction

Production time decreased through Al optimization

12% Cost Decrease
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Success Story. Mass General Brigham

Al agent automates clinical note-taking and electronic health record updates,

6 O % freeing physicians for direct patient care.

Time Saved < =

Reduction in clinical documentation burden




Industry ROI Landscape: Financial Services

Top Use Cases Reported Benefits

e Trading & portfolio optimization e 5-20% revenue increases

e Fraud detection e 5%+ cost reductions

e Customer service automation e 2x ROI predictions

e Credit evaluation e 25% service cost cuts
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Industry ROl Landscape: Manufacturing
01 02 03
Quality Control Predictive Maintenance Supply Chain Optimization
Leading Al application driving defect Preventing equipment failures and 40% reduction in overstock through Al

reduction downtime forecasting
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Industry ROl Landscape: Healthcare

Revenue Cycle Automation Virtual Nursing
ROI achieved within 9-12 months 45% see ROI within first year
1 2 3

Clinical Documentation

60% time reduction for physicians



Industry ROl Landscape: Retall

Breakthroug h Results

e 49x ROI on personalized messaging

e 40% reduction in overstock

M Lwewara e R e

e 20-30% fewer returns from fit Al
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Redefining Al Ambition

B

From Experimentation To Transformation

Isolated pilots and proofs of concept Enterprise-wide strategic implementation



The Value Plays Framework

Leading companies focus 80%+ of investments on these high-impact areas




"Game-changing value comes from big leaps and cumulative incremental value at scale"

4 PwC Al Predictions, 2025



Rewiring the Organization

Focus on People

Lead from the Front Reimagine work, workforce, and worker roles together

Active leadership championship with clear vision and tools

Design for Trust

Build Multidisciplinary Teams Robust governance addressing ethics and security

Cross-functional collaboration to reduce silos



The New Social Contract

Transparent commitment to augmenting human capabilities through
upskilling, not just automation for headcount reduction.




"Delegate the Al revolution"

4 What leaders cannot do, McKinsey Report, 2025



The ROl Roadmap: Step |

Start with Business Case . \

Begin with clearly defined, measurable business problems, not

technologies }




The ROl Roadmap: Step 2
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Establish Financial KPIs

Define success metrics before spending a single dollar on projects

This directly addresses the finding that 60% of companies fail to monitor financial metrics



The ROl Roadmap: Step 3

Deploy Gather Data

Small, manageable stages User feedback and metrics

Refine Learn

Improve implementation Analyze what works




The ROl Roadmap: Step 4

—_— 9 —

Orchestrate for Scale

Create enterprise "operating system" connecting multiple Al agents across workflows



"Isolated Al agents won't move the needle"

4 PwC Analysis, 2025



Chapter. The Agentic
Future

Next Wave of
Disruption




Agentic Al Defined

Beyond Generative Al Virtual Coworkers

Autonomous software entities capable of planning and Systems that interact with digital tools and make decisions
executing complex, multistep workflows independently with minimal human intervention



Agentic Adoption Timeline

2025

25% of GenAl enterprises deploy agents

2027

50% expected adoption rate

Gartner identifies Al agents as fastest-advancing technology on 2025 Hype Cycle



The Agentic Promise vs. Peril

# The Promise A The Peril
e 3x productivity gains vs. traditional Al o Exponentially greater complexity

e Automated end-to-end workflows e Acute security vulnerabilities

e Human talent freed for strategic work e Governance challenges at scale



Agentic Readiness Reqguirements

Experiment Rig orously

Build Human Skills Start low-risk, high-learning pilot

Master Current Al Develop oversight and strategic programs

Solve today's ROI crisis first capabilities



"Experiment rigorously with agents to accelerate the experience curve'

— BCG Strategic Advice, 2025



The Strategic Imperative q

Solving today's ROI problem builds the strategic muscle, operational
discipline, and cultural adaptability required to lead in the autonomous,
intelligent future.




The Defining Business
Challenge

Act Now

The challenge of making Al profitable is the defining business imperative of

2025. Success delivers immediate returns and prepares organizations for
the agentic transformation ahead.




Your Al Leadership Partner

Jim Carroll is a globally recognized futurist, trends, and innovation expert,
sought after by organizations like NASA, Disney, and The World Bank to
navigate rapid technological change and drive strategic growth.

With a focus on delivering actionable insights, Jim helps leaders transform
challenges into opportunities, particularly in the evolving landscape of Al and
the agentic future.

Ready to elevate your Al strategy and ensure a profitable, sustainable future
for your organization?

Visit Jim's Website [ Email Jim }



https://jimcarroll.com/
mailto:jcarroll@jimcarroll.com

