The Great Al ROl Reckoning
of 2025

Bridging the gap between massive Al investments and measurable
business returns

A Report by Futurist Jim Carroll
Based on research from 300 articles on Al "Return on Investment"




Sample Source Material for Research

by Futurist Jim Carroll

Source Articles for Key Statistics and Observations

* Why MIT Study On Enterprise Market Is Pressuring Al Stocks
Investor's Business Daily, August 20, 2025
* Global ClIO Study Reveals ROI Remains Greatest Al Adoption Barrier, Despite Three-Fold Spend Increase
Business Wire, February 5, 2025
* New Global Study Reveals 71% of Enterprises Are Using Al, but Only 30% Are Ready to Unlock Its True Potential
Business Wire, July 30, 2025
¢ Philippine CEOs boost Al use, but returns lag - IBM Institute study
Business World, July 16, 2025
* More Than Half of Companies Adopting Al are Worried About the Reliability and Quality of Their Data, According to New Dun & Bradstreet Survey
Business Wire, February 11, 2025
® 68% of C-suite Say Al Adoption Has Caused Division at Their Company, Reveals Writer Al Report
Business Wire, March 18, 2025
* Tech Execs Are Freeing Capital for Robust Al Investment; Near-Term ROI, Use Cases, Pathways to Monetization Unclear, Says AlixPartners Survey
Business Wire, September 4, 2024
* Al fuels retail growth, over 55% report strong ROI: KPMG
Financial Express Online, March 26, 2025
® CAIOs Key to Al Success: Up to 36% Higher ROI on Al spend, Finds IBM-Dubai Future Foundation Study
Al-Bawaba News, July 15, 2025

* Al not always being used the way the boss ordered, finds workplace survey
The Economic Times, June 18, 2025



The Reality Check

71-88% 95% $0

Enterprise Al Adoption Failed Pilots Clear ROI
Organizations implementing Al Generative Al pilots with no Tangible returns from majority of Al
solutions globally measurable impact Investments

Despite unprecedented Al adoption, organizations face a critical disconnect between spending and results.



Pilot Purgatory

Despite significant investment, many Al initiatives are struggling to demonstrate measurable value.

"The report's central finding
underscores that 95% of
generative Al pilots have
produced no measurable
impact for enterprises. The
report further notes that
genAl deployments at an
enterprise level are not yet
generating adequate return
on investment."

— Amit Daryanani, Analyst
at Evercore ISI, Investor's
Business Daily, August 20,
2025

"While most Al use cases have
met business expectations,
proving the return of these
Investments remains
challenging—financial risk
and uncertain ROl rank as the
greatest barriers to Al
adoption."

— 2025 CIO Playbook
Report, Business Wire,
February 5, 2025

"What's most startling is that
many companies think using a
GenAl tool is the same as
having an Al strategy."

— Arthur Goldstuck, CEO of
World Wide Worx, The
Mercury, July 18, 2025



Pilot Purgatory

Organizations are trapped in endless experimentation cycles,
struggling with foundational issues like data quality, talent
shortages, and inability to connect Al initiatives to tangible
business outcomes.

The gap between Al hype and business reality continues to widen
across industries.




Al Investment Surge

3X

Organizations planning to increase Companies allocating up to half Expected increase in Al spending
Al investments in 2025 their IT budget to Al compared to previous year



The Confidence Paradox

Executive Optimism Reality Check
85% of respondents say Al Only 23% report initiatives
Investments meet or exceed delivering expected returns

expectations . _
Benefits often aren't readily

76% identify Al as primary evident to leadership
driver of long-term growth



The Maturity Gap

High Adoption Low Scaling Production Gap

71% of companies actively Only 30% prepared to scale Only 1 in 4 Al initiatives reach
using or piloting Al solutions Initiatives enterprise-wide production deployment



Four Root Causes

Strategic Misalignment Data Infrastructure

FOMO-driven spending without clear business cases Poor data quality and legacy system challenges

Talent Gaps Measurement Challenges

Critical shortage of Al skills and workforce readiness Inability to quantify Al's true business impact




Strategic Misalignment Crisis

Philippines Study

63% prioritize ROI-based Al use cases, but only 23% achieve

expected returns

South Africa Findings

GenAl adoption rose from 45% to 67%, but only 14% have
formal company-wide strategy




The Core Challenges

Underlying many of the struggles with Al adoption are fundamental issues related to data, talent, and scalability, as
highlighted by industry leaders:

"Al's effectiveness -- including
explainability, transparency
and relevancy -- depends on
the quality of the data it's
leveraging, yet our survey
uncovered that only five in
ten organizations believe
their data foundation is where
it should be for proper Al
Implementation.”

— Gary Kotovets, Chief Data
& Analytics Officer at Dun &
Bradstreet, Business Wire,
February 11, 2025

"The challenge—and
opportunity— lies in reskilling
and upskilling a significant
portion of the existing talent
base on emerging technology
tools and skillsets... The Al
talent shortage is a significant
challenge, but not invincible."

— Saikat Banerjee, Partner
at Bain & Company, Indian
Express Online, March 10,
2025

"We've seen that [small and
midsize businesses] can't
afford to 'experiment and fail
fast' the way large enterprises
can. As a result, many stall at
the pilot stage, unsure
whether to commit further
Investment or scale back."

— Biren Agnihotri, CTO at EY
Canada, The Globe and Mall,
June 16, 2025



The FOMO Factor

Many organizations are investing in Al without a clear business case, a phenomenon dubbed "panic-spending"
driven by fear of missing out rather than strategic imperative.

This reactive approach leads to fragmented efforts and wasted resources across the enterprise.



Data Infrastructure Reality

54% 52%

Data Trust Issues Foundation Problems

Companies with concerns over data Organizations believing they have
trustworthiness and quality good data foundation for Al

50%+

Legacy Struggles

Organizations struggling with data
in old applications



Infrastructure Readiness
Crisis
A 92% of financial services organizations say their

current infrastructure requires improvement to support
cloud-native and containerized Al applications

Legacy systems and outdated infrastructure create significant
barriers to Al implementation and scaling.




The Talent Shortage

o4l >

Global Deficit India Projection Workforce Gap

44% cite lack of Al talent as top Nearly 1 million skilled Al worker 82% of workers unfamiliar with Al
scaling challenge shortfall by 2027 in daily work



Skills Crisis Deep Dive

Technical Expertise Workforce Literacy

Severe shortage of data Widespread lack of Al fluency
scientists, ML engineers, and among general workforce

Al specialists across all hinders adoption and RO
industries

Training and confidence gaps create barriers to meaningful Al
Implementation.




Measurement Blind Spots

Unclear Metrics ROI Confusion
Uncertain financial returns identified as greatest 27% of CX leaders don't know how to measure Al's
barrier to Al adoption NeJ

Organizations struggle to quantify Al's impact and translate benefits into financial terms.



Soft vs Hard ROI Challenge

Al's initial benefits—improved productivity, faster decision-making
—are difficult to translate into direct financial gains.

Employee productivity ranks as the #1 metric for measuring Al
ROI, but quantifying this in dollar terms remains elusive.




Industry Analysis

Risk and ROl vary dramatically across sect



Financial Services: The Leaders

98% 25%

Revenue Confidence Competitive Edge

Financial leaders believe Al will drive 52% revenue increase Banks using Al for competitive advantage

Clear use cases in fraud detection, automated underwriting, and customer service deliver measurable returns.



Retail: Strong ROI Results

Over 30% ROl 10-30% ROl @ Under 10% RO

Over 55% of retailers report Al-driven ROI exceeding 10%, with key applications in demand forecasting and personalized marketing.



Retail Success Drivers

Q G

<o C ©

Demand Forecasting Hyper-Personalization Supply Chain Automation
Al-driven predictions improve Customized marketing campaigns Automated management systems
inventory management and reduce drive higher conversion rates deliver 67% cost savings

waste



Manufacturing: Promise vs Reality

The Promise

92% of leaders agree Al provides competitive

advantage
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The Reality

69% concerned about data effectiveness

42% cite data quality as investment barrier



Healthcare: Targeted Success

d 13% 25% . 37%

Clinical Documentation Virtual Nursing Revenue Cycle
Improvement in revenue cycle Enhancement in patient care Maximum improvement in high-
efficiency delivery Impact areas

Healthcare sees promising ROl in specific areas, but broader adoption faces regulatory and integration challenges.



Media: High Stakes, High
Costs

Leading Usage

60% use Al monitoring as primary observability capability

Highest Risk

$2.2M median hourly outage cost underscores reliability
stakes



Emotional Intelligence Under
Threat?

Intense focus on Al and technical skills may be sidelining essential
human traits like emotional intelligence.

But research suggests a more nuanced reality is emerging.




The Human-AIl Balance

Digital Dexterity

1]0 Technical fluency becoming core
leadership requirement
Adaptability ’:CD:‘
Most sought-after trait for
workforce transformation
Emotional Intelligence

Increasing value of uniquely
@ human skills



Future Leadership Demands

Change Management

xS

Guiding teams through Al adoption anxiety and disruption

Ethical Stewardship

53

Ensuring responsible and transparent Al usage

Human-Al Collaboration

Designing effective workflows for humans and Al agents



Solutions

The battle for buy-in and the path forward



Treat Al as Strategic Asset

Successful Al adoption starts at the top. CEOs must treat Al as a
strategic imperative, not just a tech project.

O1 02

Weave into Core Strategy Foster Collaboration
Integrate Al into fundamental Bridge IT and business units for
business planning unified approach

03

Appoint Dedicated Leadership

Chief Al Officer to drive enterprise agenda



Turning Enthusiasm into Reinvention
1

"There has been a structural shift in the tech industry, prompted by an
increasingly sharp prioritization on long-term profitability and a growing
acknowledgement that successfully adopting Al will require a new cost
structure, clear objective, and an appetite for trial-and-error."

— Giacomo Cantu, Global Leader at AlixPartners, Business Wire, September
4,2024

"The future belongs to the enterprises that can turn Al enthusiasm into

business reinvention. Generative Al holds transformative potential, but it's
also creating deep rifts within companies that are relying on a patchwork of
point solutions or developing internal apps in a silo."

— May Habib, CEO & Co-Founder of Writer, Business Wire, March 18, 2025




Chief Al Officer Impact

[0) 36%

Base ROI Increase Centralized Model

Higher ROI with dedicated Chief Al Officer Additional ROI with centralized Al operating model

Organizations with dedicated Al leadership see dramatically better returns on investment.



Foundational Readiness First

S
L

?8 Infrastructure Investment
e Upskilling Programs Modernize systems to support Al
Data Modernization Build Al literacy across applications at scale
Break down silos and invest in workforce, not just technical
governance for quality and teams

accessibility



Training Priority

58% of L&D leaders rank addressing skill gaps as their top
concern in 2025.

Comprehensive training programs are essential for building
organizational Al readiness and maximizing investment returns.




Crawl, Walk, Run Approach

Crawl Run
Target high-friction, repeatable tasks with clear ROI Scale successful pilots enterprise-wide with proven
potential frameworks
1 2 3
Walk

Focus on 3-4 use cases per function for
concentrated impact



Focused Execution Wins

Companies achieving double the ROI were those that focused
on only 3-4 use cases per function

Narrow focus on high-impact areas delivers superior results over
scattered efforts.




Dynamic Measurement Framework

@ % 5

Strategic Impact Operational Efficiency Employee Satisfaction
Long-term competitive Process improvements and cost Workforce engagement and
positioning and market reductions productivity metrics

advantage



Building Al Ecosystems

No company can master Al in isolation. Leading organizations build ecosystems of partners, vendors, and academic

Institutions.

Two-thirds of enterprises use managed service providers to support GenAl initiatives and overcome capability

gaps.



Partnership Strategy

Academic Institutions Technology Vendors
Research and talent pipeline Platform expertise and infrastructure
development b support
Integration Specialists o 5] Service Providers
Data preparation and governance Implementation guidance and best

expertise practices



The Agentic Al Revolution

The conversation rapidly shifts from generative Al to agentic Al—
autonomous systems executing complex, multi-step tasks with
minimal human intervention.

This promises a much clearer path to ROI through complete
workflow automation.




Agentic Al Momentum

51% 62%

Current Usage ROI Expectations

Companies already leveraging Al agents Expect greater than 100% ROI from agentic systems

As Al becomes more autonomous, the path to clear ROl becomes more defined and measurable.



Agentic Applications

Procurement Supply Chain
End-to-end autonomous purchasing workflows Intelligent logistics and inventory management
Customer Service Software Development

Complete customer journey automation Autonomous code generation and testing



Foundation for Success

Organizations winning in the agentic era are laying groundwork today: treating Al as core strategic function,
Investing in data and talent, fostering responsible innovation culture.

The companies that bridge today's ROI gap will dominate tomorrow's autonomous future.



From Panic to Purpose

The "panic-spending" era gives way to disciplined, value-driven Al adoption

Success separates companies that merely adopt Al from those that truly harness its transformative power



Beyond the Hype Cycle

"The Al hype is just like the blockchain frenzy - here's what happens when the hype dies... Long-term success comes from thoughtful
experimentation, implementation, and clear purpose, not from chasing trends or short-term gains. Hype should never dictate strategy; real

value lies in solving real problems."

— Gediminas Lipnickas, Lecturer in Marketing at the University of South Australia,

Foreign Affairs.co.nz, june 11, 2025




Unlock Your Al
Advantage

Ready to transform Al from a buzzword into your strategic superpower?

Jim Carroll helps leaders like you navigate the complexities of Al, providing clear, actionable roadmaps to accelerate
efficiency, innovate new products, and build lasting competitive advantage.

Visit jimcarroll.ai to Learn More

Ignite Your Organization's Growth


https://jimcarroll.ai/

