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https://www.gartner.com/ai
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The Big Problem With AI Value: Time Saved Is Not Money Saved

Source: 2025 Gartner CFO Leadership Series: Drive Finance Productivity and Performance With AI Webinar Poll
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AI value creation is an expectation crisis, not a technology shortfall.

Profit is too narrow — AI demands a redefinition of value.

The path to AI value is volatile and nonlinear — embrace uncertainty or 
risk irrelevance.

Scaling and value are inseparable — efficient scaling is the only route to 
disproportionate returns.

Leverage
Unique Gartner 
Perspectives on 
the Path Forward 

Gartner Positions | Executive Leaders Must Accelerate the 
Realization of Enterprise AI Value at Scale
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72% of CEOs are betting on AI as their 
primary driver for growth, yet 71% of 
CIOs struggle to prioritize use cases that 
deliver measurable value. 

The era of AI experimentation has matured into a mandate for measurable performance. For the CIO, the mission has shifted from exploring 
technology to architecting value; yet most initiatives are stalling before they can deliver on the CEO’s growth agenda.

Prioritization is Fragmented Deployment is Stalled Operational Risk is 
Mounting

83% of CEOs are increasing AI 
investment despite only 37% of CIOs 
rating their current enterprise AI progress 
as “good” or “excellent”. 

59% of AI initiatives fail to make it into 
production, leaving potential 
organizational value locked in the pilot 
phase.

Only 1 in 5 AI initiatives deliver ROI, 
while a mere 1 in 50 achieve the 
disruptive value promised to the board. 

60% of GenAI pilots will fail through 
2026 due to ineffective governance, 
escalating costs or unclear business 
value. 

90% of organizations will suffer 10+ 
production-impacting events annually by 
2026 due to insufficient skills and testing 
investments. 

Why Now | AI Is Hitting A Value Wall
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What AI Practices 
Makes Us Better 
Than Yesterday?
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Which best 
describes how 
AI is delivered in 
your 
organization 
today?

• Ad hoc experimentation

• Isolated strategic initiatives

• Distributed pilots with limited reuse

• Domain-level repeatability

• Enterprise portfolio discipline

1

2

3

4
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The 7 elements of AI Maturity: Enhance Organization’s AI Capabilities

Strategy

Value

Organization

People & Culture

Governance

Engineering

Data

A technical AI strategy exists 
but is not business-aligned. 

Some prioritization of AI use 
cases, but no structured 
measurement. 

AI efforts occur in silos with no 
partnerships. 

AI interest is growing, with 
scattered training efforts. 

Basic governance policies exist 
but are reactive.

Initial frameworks for AI 
engineering with inconsistent 
practices. 

Early efforts to collect and 
manage AI data, but 
integration is limited. 

AI strategy is embedded in 
company culture with clear 
business impact. 

AI portfolio is systematically 
managed with clear investment 
strategies. 

Defined AI teams and 
formalized partnerships. 

AI learning programs are 
measurable and organization-
wide. 

Well-defined governance 
framework balancing control 
and flexibility. 

Standardized AI engineering 
processes and cross-functional 
collaboration. 

AI data infrastructure supports 
real-time insights and decision-
making. 
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AI Has 3 Business Cases, Not 1

Source: The 3 Business Cases of Generative AI Value

https://www.gartner.com/document/6055563
https://www.gartner.com/document/6055563
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Different portfolios, different results

80% 20%
Limited return, driven to deploy 

GenAI as fast as possible

Most certain ROI, differentiate

in industry that won’t be disrupted 

by AI

Strategic Bet, potential for 

dramatic industry change, requires 

large investment and long horizon

FOMO

(Fear of 

missing out)

Best return

Disruptor

UpendExtendDefend

80% 10%

20% 30% 50%

10%
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Public sector organizations have rapidly accelerated their use of AI in 
recent years, driven by the rise of generative AI

45%

Public Sector

11%

43%
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Agentic AI – Adoption and Ambition to Adopt
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When will AI Agents replace workers?
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They don’t

Agents and humans 
are different
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Degrees of Autonomy

What’s the biggest challenge to adopting Agentic AI in your enterprise?
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Traditional Talent Pyramid Will Shift to a Diamond
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How do I Build the 
Human-AI 
Workforce?
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A new workforce dynamic is emerging: AI is beginning to occupy a 
space more than just a tool but less than a human equivalent.

Executive Leaders must align AI ambition and investment, defining tech 
and digital talent strategy, matching enterprise goals and accelerating 
AI-driven workforce transformation.

Winning with AI means mastering capacity, emotion and work redesign 
— diagnose bottlenecks, act decisively and unlock each stage of 
transformation.

Leverage
Unique Gartner 
Perspectives on 
the Path Forward 

Gartner Positions | Build the Human-AI Workforce
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24% of enterprises have scaled AI in 
multiple business units

AI has inspired enterprises to adopt lofty ambitions, but those ambitions are outpacing the workforce’s ability to evolve. The workforce is 
entering the AI era laden with change fatigue and a healthy dose of skepticism toward leaders’ intentions regarding AI. 

AI is Infiltrating the Core 
Work

Human Readiness is Falling 
Behind The Talent Pipeline is Broken

Source:  Source: Gartner CIO Talent Planning for 2026 Survey

Innovation and problem solving are the 

Top 2 Critical Skills for IT staff 
to succeed in today’s rapidly evolving 
AI augmented environment

51% of CIOs perceive evolution of skills 
required outpacing talent supply is the 
biggest challenge to building IT talent 
pipeline in the current talent market

56% of enterprises focus on 
augmenting, not replacing, employees

Why Now | AI Capabilities are Scaling Faster Than the Enterprise can 
Absorb Them

40% of enterprises have a strategy in 
place to prevent employee skills atrophy

2.5x of technology work done by AI-
agents is expected to increase in the 
next 3 years
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There is no artificial intelligence without 
human intelligence.

AI literacy skills development must match 
today’s accelerating pace of change.
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Segment AI Training by Level

Executives Managers Employees

Training Goal: Ensure 

executives can 

operationalize AI at the 

enterprise level.

Training Goal: Enable 

managers to navigate AI 

change.

Training Goal: Help 

employees see AI 

relevance at work. 
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AI literacy is a key driver of the success of an organization’s AI 
initiatives and critical to realizing value from AI investments

AI Literacy Roadmap 

Use This to Kickstart Your AI Literacy Program!

https://www.gartner.com/document-reader/document/code/821222
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Different Teams for Scalable AI Delivery

AI COE/Enabling Team

Enterprise wide alignment, enterprise wide shared services hub

Fusion Team (a)

Deliver & collaborate

on business-facing

AI features

Fusion Team (b)

Deliver & collaborate

on business-facing

AI features 

Fusion Team (c)

Deliver & collaborate

on business-facing

AI features 

AI Platform Team

Provide X-as-a-service (including secure practices), tools, APIs and reusable 

components for all AI teams

Communities 

of Practice

Build grassroots 

AI learning, 

experimentation,

 skills sharing

AI Steering Committee

Oversees enterprise wide AI strategy, investment priorities and risk posture

Provides direction on governance, sets standards, AI policies and responsible AI principles
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How Do I Navigate 
The Evolving AI 
Technology 
Landscape?
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Vendors are embedding generative and agentic AI into enterprise 
applications and platform offerings, shifting vendor value propositions 
from pure models to integrated execution capabilities and orchestration 
features.

Cloud and AI have turned IT spend from fixed to fluid. CIOs must master 
consumption control, forecasting and scenario planning to prevent 
value leakage and scale with confidence.

Geopolitical and regulatory drivers are accelerating demand for 
regionally aligned vendors. Define your organizations’ sovereign 
requirements. 

Leverage
Unique Gartner 
Perspectives on 
the Path Forward 

Gartner Positions | Navigating the Evolving AI Technology Landscape
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Define your organizations’ sovereignty requirements

The Core Principles of Digital Sovereignty

Technological 
Sovereignty

Operational 
Sovereignty

Data
Sovereignty

Ownership and control of 
technology assets (such as
 source code and applications),
 even after ending a provider 
relationship

Control of data (residency and privacy) 
including access and usage

Control of operations (location, 
availability and performance) 
including operator residency and 
isolation of environment 
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AI sovereignty
is the strategic imperative for 
an organization to maintain 
exclusive control over its AI 
life cycle — encompassing 
data, models, and compute 
infrastructure — to minimize 
operational risks, prevent 
vendor lock-in, and ensure 
immunity from extraterritorial 
interference or service 
disruption. 

AI sovereignty governance is 
instrumental in ensuring that 
models reflect local culture, 
values, and industry 
language, boosting 
effectiveness and reducing 
bias.

Tool: Vendor Identification for Europe-Based Solutions to 
Support Sovereign Architecture

https://www.gartner.com/document-reader/document/7709625?ref=solrAll&refval=549640035&
https://www.gartner.com/document-reader/document/7709625?ref=solrAll&refval=549640035&
https://www.gartner.com/document-reader/document/7709625?ref=solrAll&refval=549640035&
https://www.gartner.com/document-reader/document/7709625?ref=solrAll&refval=549640035&
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81% of enterprises plan to increase AI 
funding in 2026; however, the spend is 
often fast, fuzzy and stealthy. 

Dynamic consumption, rising AI costs and decentralized tech spend are breaking traditional budgeting. CIOs must manage cost as a 
strategic, always-on discipline to control spend, prove value and unlock growth.

AI and Dynamic 
Consumption Outpace 
Traditional Budgeting

Tech Spend Is Increasingly 
Decentralized and Often 
Invisible

Boards Want Value Stories, 
Not Cost-Cutting Stories

14% of total traditional IT spend (e.g., 
applications, infrastructure, security) 
happens outside of the formal CIO 
budget. 

25% of business-unit staff now perform 
tech-related work, showing that 
technology is no longer just ITs domain.

63% of CIOs and technology 
executives expect that the bar for their 
success will change by 2027.

Dynamic reprioritization drives 1.24× 
higher digital performance for CIOs.

Why Now | Strategic Cost Management Is Becoming the CIO’s 
Growth Lever

Consumption based services, including 
SaaS, IaaS and other public cloud 
services, now collectively account for 

20% of IT spend, a rise of 2% from 
2024. 

Cloud adoption is shifting IT spend, with 

opEx now 80% of the total.  
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Visualizing Cost of GenAI

Application

Custom app 

build
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mod existing 
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Model

Model tuning

AI models

Pretraining

Data

Data preparation/

engineering

Vendor/public data
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Data mgmt. infrastructure
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AI technology 

infrastructure

Cloud infrastructure

Users

Training 

cost

Per user license
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Prompt input

No. of iterations to answer

Answer output

Price per token

+ X+ + +
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Very Volatile Cost Factors = Risk
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Executive Leaders Actions for Managing Spiraling AI Costs

Tool: Moves to Stop AI From Blowing the IT Budget 

http://www.gartner.com/document/6983866?ref=outlook_pcfu
http://www.gartner.com/document/6983866?ref=outlook_pcfu
http://www.gartner.com/document/6983866?ref=outlook_pcfu
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The next 
chapter on 

your AI 
Journey starts 

here.

•  What AI practices makes us better than yesterday?

– AI Has 3 Business Cases for your portfolio: Return of 
Employee – Return of Investment – Return on Future

•  How do I Build the Human-AI Workforce?

– Traditional Talent pyramid will shift to a Diamond. By 2028, 
AI literacy will have become the predominant skill set 
required for professional knowledge workers, demanded 
in the majority of hiring and promotion criteria

•  How do I Navigate the Evolving AI Technology Landscape?

– Use AI when it the right technology for solving your 
problem. Define your organizations’ sovereignty 
requirements. Establish strategic cost optimization for 
consumption-based solutions. 

1

2

3
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Thank you for today’s presentation. Looking forward connecting

Nikolaj Hædersdal Poulsen
Head of Public Sector, Sales

Mobile: +45 2524 6888
nikolaj.haedersdalpoulsen@gartner.com

Stephan Schytt Thomsen
Sr Account Executive, Public Sector

Mobile: +45 5455 8153
stephan.schyttthomsen@gartner.com
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Trusted insights
Feel confident your results are 
sourced from Gartner’s unbiased 
perspective and expertise. 

AskGartner, our AI-powered tool, gives you faster access to 
trusted Gartner insights — empowering busy executives like 
you to make smarter decisions.

Instant answers  
Reduce time searching and get 
faster, contextualized answers to 
your most urgent questions.

Access AskGartner from your gartner.com homepage or from the icon 
in the top navigation of the Gartner mobile app.

Accelerated learning
Shorten your path to proficiency 
on new subjects, unfamiliar 
topics or domains with 
summarized Gartner insights.

. 

Personalized experience
Move from insights to action with 
answers tailored to your role, 
function, and industry. 
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