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Executive Summary

. 85% of Al projects never reach production or fail to deliver expected results. Meanwhile,
Enterprls_e Al global Al spending has surged to $13.8 billion; a six-fold increase since late 2023.
strategy is

Where's the disconnect? Today, most companies are hiring Chief Al Officers and running
pilot programs. The actual value sits in the most boring place imaginable: meetings,
Prioritizing the Coordination Layer and Workflow Integration nOteS’ StatUS Updates, and aCtion itemS.
over Centralized Executive Mandates
A Data-Driven Analysis of Strategic Failure o The average employee spends 57% of their workday on coordination, communicating,
el updating, aligning. Meetings alone cost the US economy $532 billion per year. That's the
( [E coordination layer, and it's where organizations bleed time.
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' ”l H ‘ 1. Only 26% of companies have the maturity to translate Al pilots into outcomes.

The rest are layering Al on legacy workflows instead of redesigning them.
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2. Language models bridge the gap between messy human communication and
structured data. Transcripts to CRM fields. Teams using these tools report 30%
higher win rates and 80% less manual work.

3. Al gains compound when shareable. A summary helps one person. A system
Get the full report with over 30 that captures and distributes knowledge helps everyone downstream.
sources for free The winners won't be companies with great Al announcements. They'll be the ones
building daily habits early enough for the gains to stack.
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The Strategic Doors
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The Failure Reality

85% of projects fail—here's why the odds are
stacked against enterprise Al initiatives.
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Executive Turnstile
The mirage of centralized leadership: Why CAIOs

and CDAOs are often more symbolic than effective.
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Coordination Layer

Where time bleeds: Uncovering the $532B meeting
tax and the coordination layer opportunity.
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Workflow Revolution

Bottom-up adoption: Harnessing frontline expertise
and redesigning workflows for Al-native operations.
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Budget Reality Check

The financial truth: Hidden costs, payback periods,
and budget breakdowns by organization size.
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Shadow Al Threat

The risks of inaction: Shadow Al proliferation, critical
thinking atrophy, and talent crisis.
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The Empty

The coordination-first strategy: Where the real
value lives beyond the hype.




01 The Failure Reality

Al Project Outcomes

From pilot to production: Where projects die

of Al projects fail to reach production

Projects Initiated

Despite $13.8B in global spending, most enterprise Al initiatives never deliver 100%

measurable business value.

¥ Implementation complexity underestimated by 300-500%

Reach Production

The gap between pilot and production is wider than executives anticipate. 48%

¥ 8 months average prototype-to-production timeline

Slow deployment cycles kill momentum and ROIL.

E Supply chain Al success rate: <30%

Even "proven" use cases struggle in real-world conditions.

philippdubach.com



THE INVESTMENT GAP

The Trillion-Dollar Disillusionment

© myYTH

"Pilot success equals scalable success"

© TRUTH

"Clean pilot data doesn't reflect messy enterprise reality"

Executives believe that clean, curated pilot datasets reflect real-world enterprise Vendor hype and curated datasets mask the fundamental challenge: internal

conditions.

$13.8B

Global Al Spending

6-fold increase since late 2023

data is unstructured, siloed, and "Al-unready."

Can Translate Pilots Projects Abandoned

Companies with maturity to scale Al into Will be abandoned by end of 2026 due to
meaningful business outcomes inadequate data management foundations
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02 The Executive Turnstile

Al Leadership Adoption vs. Success
High adoption doesn't guarantee effectiveness

The Centralization Paradox
@ Adoption Rate (@l Success Rate

The rise of Chief Al Officers was meant to provide strategic oversight. Instead,
100% these roles are characterized by high turnover, short tenures, and fundamental

disconnect from operational realities.

84.3%
80%

Organizations with CDAO/CAIO 84.3%

|
60%

View these roles as "very successful" 47.6%
1% |

47.6%

40%

33.1%

Johnson & Johnson Case Study

Transitioned from central Al governance board to distributed accountability in

20%
business units (R&D, supply chain), ensuring domain expertise drives

technological outcomes.

O% — T T
CDAO/CAIO Standalone Very Successful Confident
Roles CAIO Roles Al Skills

philippdubach.com



THE LEADERSHIP DELUSION

The Top-Down Fantasy

© myTH © TRUTH

"We need a Chief Al Officer to drive "Centralized authority creates symbolic roles with
transformation” short tenures and no ground truth"

Senior leadership announces grand visions lacking practical use cases, believing Leadership-driven mandates trigger resistance. Employees perceive Al as
centralized authority will compel adoption. additional burden, not efficiency enhancer.

The Confidence Gap

Believe Al understanding mandatory

9 50/ GenAl Pilot Failure Rate
O Failto produce measurable ROI Personally confident implementing Al
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03 The Coordination Layer

Where enterprise time bleeds

$532B 35hrs

Annual Meeting Cost Monthly Meeting Time

Cost to US economy from unproductive Per employee, with only 45% feeling productive

meetings
o Meeting Cost Scaling
5 ; /o Annual cost by organization size

$150M $145M
of workday spent on coordination $120M
$90M
Meetings, email, status updates—the administrative overhead —

that absorbs the majority of employee time $20M
$30M
$OM T T T
100 1,000 5,000
Employees Employees Employees
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THE OPPORTUNITY

The Extraction Revolution

Turning unstructured memory into structured assets

9 Healthcare

6hrs

of 11.4-hour workday on paperwork

Al Transcription: 99%+ accuracy The Unstructured Data Cha"enge
Physicians dictate notes, Al populates patient

The Transformation

Language models bridge the human world of
dialogue and the database world of systems, turning

transcripts into CRM-ready fields and meeting notes

into project updates.

Extract Action Items
From complaints, transcripts, notes

records in minutes not hours.

~;
|2 Sales Zettabytes Populate CRM Fields

o o ion i % Auto-fill from conversation data
+30 /O -80 /O Global data creation in 2026 (23% CAGR)

Create Project Updates
Structure status from messy notes

Win rate increase Manual work reduction

Al analyzes call recordings and CRM logs for
predictive insights and automated opportunity

()
MADDi CDO Confidence S e e R
apping.

say data democratization helps organizations move

Feel confident using unstructured data to drive

. faster
business value




04 The Workflow Revolution

Bottom-up adoption and Al-native redesign

21%

Have Redesigned Workflows

Yet this is the single most correlated practice with EBIT impact. Workflow redesign beats
tool deployment.

4x 3X

Faster Growth Revenue per Employee
Al-exposed vs. non-exposed industries Higher in Al-exposed industries

The Frontline Advantage

People closest to the work know where friction actually is. Top-down mandates
misdiagnose problems because leadership sees inefficiencies in aggregate, employees
experience them in detail.

"Thousand flowers bloom" approach: Broad experimentation — narrow focus on
10-15% of use cases generating 80% of value (Johnson & Johnson)
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© mYTH

"Al adoption equals Al value"
Deploying Al tools on existing processes creates incremental efficiency.

© TRUTH

"Workflow redesign is the strongest driver of impact"

Fundamental process re-engineering for Al-native operations delivers EBIT
correlation.

Al Maturity Distribution

Where organizations stand on the Al adoption curve

Fundamentally Redesigne...
21%  \

Scaled Beyond...
26%

~___ Using Al in 21...
88%



CODING AGENTS

The Collapse of Analysis Costs

How Al agents are democratizing complex analysis

SWE-Bench Progress

2023 4.4%

2024 71.7%

Al systems' ability to solve coding problems has improved

dramatically, collapsing the cost of asking complex questions.

Productivity Gains

Programming Speed (GitHub Copilot) +56%
|

Development Cycle Time -75%
|

Project Cost Savings -40%

Amazon Q Developer Case

Modernized thousands of legacy Java applications in fraction
of expected time. Coding agents aren't just for new features—

they clear technical debt that historically slowed organizational

agility.
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The Economic Shift

Enterprises can now afford
to ask questions that were

previously cost-prohibitive:

Analyzing millions of customer
complaints took months

Same analysis completed in
hours

Small teams can now
perform at the level of
elite, large-scale
organizations.




05 The Budget Reality
The hidden costs and extended payback periods

Al Budget by Organization Size Hidden Costs: +30%

Average monthly spending (2025
0 yep 9 ) Organizations often fail to account for cost drivers that increase total Al

investment significantly:

$300K B Infrastructure scaling (GPU/TPU compute)
$260K B Data preparation & quality (15-20% of total)
$250K B Change management & training
$200K . . .
The Payback Timeline Reality
$150K
7-12mo 2-4yr
$100K $100K 91% of organizations plan to increase Al investments, but the payback period is
significantly longer than typical technology deployments.
$50K $35K
Strategic Implication
; Focus on high-leverage coordination layer targets where time savings can be
0K
250-500 1,001-5,000 10,000+ immediate and measurable, providing early wins to justify continued investment.
Employees Employees Employees




06 The Shadow Al Threat

Risks of inaction: Shadow Al, critical thinking atrophy, talent crisis

& Shadow Al

88%

Use Personal Cloud Apps

Employees turn to ungoverned tools when enterprise

solutions fail to address workflow friction.

26%

Move Sensitive Data

Through personal cloud apps to access generative

Al, creating massive security risks.

Thinking Crisis

Will Require "Al-Free" Assessments

By 2026, organizations will require "Al-free" skills
assessments due to critical thinking skill atrophy

from over-reliance on generative Al.

"Death by Al" — legal claims and operational
failures caused by black-box systems in high-
stakes environments.

s23% Talent Crisis

+70%

Al Literacy Demand

-16%

22-25y0 Employment
In Al-exposed occupations vs. experienced workers

47%

CDOs Struggle
Difficulty finding data/Al talent

The Solution
Internal reskilling and "collective Al understanding”

— workforce must understand the why and how, not

just follow outputs.



The Empty
Door

A Coordination-First Strategy:

Speed is not just about the model—
it's about the architecture of the
organization itself

Stop boiling the ocean with grand visions.

Start fixing the workflows where your time is
currently being lost.

Where the real value lives beyond the hype

Coordination Layer Unstructured Data Coding Agents Workflow Redesign Human-Al Collaboration
Prioritize automation of Invest in extraction revolution to Use collapsed cost of analysis to Build Al-native operating models, Address talent gap through
administrative friction where turn transcripts, emails, notes ask more granular, high-value don't layer Al on legacy reskilling, ensure "agentic leap"

organizations "bleed" time into "Al-ready" inputs business questions processes augments critical thinking
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