Time for the Al pivot:
from experimentation to
enterprise transformation



IDC, Inc Time for the Al Pivot

Al-driven innovation is
reshaping business
models globally.

IDC research underscores that Al is no longer a niche initiative,
it is a core driver of future growth. The IDC Macroeconomic
group projects Al-driven solutions will contribute nearly $20
trillion to the global economy by 2030 (about 3.5% of GDP).
Enterprises recognize this potential: generative Al adoption
jumped from roughly 55% of organizations in 2023 to 75% in
2024, and IDC forecasts GenAl spending will surge from

~$19 billion in 2023 to $44 billion in 2024. These trends translate
into real ROI - IDC reports an average return of about $3.70 for
every $1invested in GenAl initiatives (itpro.com).

Key Takeaway:

Al is on the cusp of mainstream transformation.
Enterprise leaders must rapidly shift from isolated
experiments to a unified, strategic deployment of Al.
Successful organizations will be those that turn rising
Al investments into measurable productivity,
efficiency, and new revenue.



https://www.itpro.com/technology/artificial-intelligence/ai-is-finally-delivering-bang-for-its-buck-according-to-microsoft
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Current state of Al
adoption

Al adoption is accelerating across industries. IDC and partner
studies show large enterprises are increasingly deploying Al-
powered tools and workflows: for example, half of global
enterprise-scale companies report active use of Al in their
operations (futurecio.tech). In North America and Asia-Pacific,
IDC finds substantial investment in data platforms and cloud
infrastructure to support Al. Notably, nearly 31% of
organizations plan to increase their IT spending in 2025
specifically to prepare for greater Al use (modernizing
applications, datacenters, and security to be “Al-ready”). Many
ClOs are already reallocating budget to cloud, data engineering
and cybersecurity to underpin Al initiatives.

Yet adoption still carries hurdles. In practice, companies have
run dozens of Al proofs-of-concept but struggle to scale them.
IDC reports firms averaged ~37 Al pilots but only ~5 moved to
production (cio.com). Common obstacles include limited Al
skills (33% cite this as a barrier) and data complexity
(futurecio.tech), along with budget and governance challenges.
As one expert put it, “If you can answer two questions — what
problem are you solving with Al, and to what process is Al best
applied - you prevent endless experimentation and forge a
rapid path to significant Al ROL.” In short, to move beyond “Al
scrambling,” enterprises must focus on clear business use
cases, data readiness, and cross-functional collaboration. IDC
finds that nearly 40% of companies lack close business—IT
alignment, making it harder to operationalize Al use cases

cio.com.

Key Takeaway:

While Al adoption is
widespread-roughly half of
large enterprises use Al
today (futurecio.tech)-
many organizations are still
in a learning phase. To pivot
successfully, IT leaders
should prioritize defining an
enterprise Al strategy and
identifying “super” use
cases with the highest
impact, rather than
spreading effort thin over
dozens of pilots.
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The Al maturity model

IDC's Al maturity framework outlines five stages (Exhibit) that
describe the evolution from ad-hoc experiments to an
optimized, Al-driven organization (businesswire.com). It is a
benchmark for where your enterprise stands and where it needs
to go:

Maturity : Stage Name : .
: : Characteristics
Level i (Focus)

1-Ad Hoc Al i No formal Al strategy or
i Scramble i governance. Disconnected
: experiments; few use cases reach

production.
2- Al Pivot Emerging Al center of excellence.

Opportunistic i Initial coordination of Al projects
and use cases in limited domains.

3- Al Focus on productivity & revenue.
Repeatable Alignment Repeatable processes and
: frameworks for scaling Al in core
functions.
4 - Al Al integrated into business

Managed i Alignment strategy. Al-first mindset
: : reshapes operating models;
governance and data
management mature.

5- Al-Fueled :  Continuous innovation via Al. Al-
Optimized Organization driven business model; data and
= ! Al capabilities embedded in all
processes.

IDC’s 2025 benchmark survey finds that most enterprises are
still mid-journey. Approximately 51% of companies report an
"opportunistic” Al approach (leveraging some use cases
without a fully systematic strategy) and only about 35% have
moved into repeatable or managed stages (businesswire.com).
In other words, the majority have progressed beyond random
pilots but have yet to reach the optimized, Al-fueled stage. The
gap between leaders and laggards is significant: Al Leaders
(those at stages 4-5) treat Al as a business-model
transformation, with centralized Al teams and strong
governance aligned to strategy, whereas others still operate in

silos with fragmented efforts.

Key Takeaway:

IT executives should assess
their Al maturity level and
chart a roadmap to
advance. Moving up the
maturity curve requires
investment in strategy
(clear goals and roadmap),
people (skilling and new
roles like Chief Al Officer),
and technology (robust
data platforms and Al-
ready infrastructure).
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Industry benchmarks
and trends

Different sectors are on varied Al timelines. IDC data shows
technology, media/entertainment, and telecom companies
tend to lead in Al maturity, but industries like healthcare or life
sciences are progressing more gradually. For instance, financial
services and tech firms often pilot dozens of Al projects and
report stronger business outcomes, while more regulated
sectors are still building foundational data infrastructures. In
Asia-Pacific, for example, IDC notes that professional services
and banking industries have been at the forefront of enterprise
Al investment (enhancing fraud detection, compliance, and
customer personalization) (futurecio.techfuturecio.tech).

On the demand side, IDC predicts that consumer expectations
are also driving enterprise Al strategy. With billions of
consumers likely to use Al tools (IDC forecasts ~5 billion Al-
enabled users by 2026), enterprises must meet these demands
for Al-powered services and experiences. By 2029, IDC
predicts automation will touch ~80% of organizational
workflows, fundamentally reshaping how work gets done
(eliminating silos and flattening hierarchies). In customer-
facing areas, IDC expects >50% of Global 2000 customer
interactions will be Al-reimagined by 2029.

Key Takeaway:

Benchmark your industry
peers. Understand how
sector leaders are using Al
(for example, GenAl in drug
R&D for life sciences, Al-
based personalization in
retail, autonomous
operations in
manufacturing). Use this
insight to identify priority
use cases and competitive
pressures in your vertical.
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Operational impacts of
Al transformation

Enterprises that have advanced in Al report significant
operational and financial gains. IDC’s research reveals tangible
benefits from scaling Al: higher productivity, faster decision-
making, and cost savings. Notably, IDC's commissioned studies
(e.g. for Microsoft) found an average $3.7 ROI per dollar spent
on GenAl initiatives (itpro.com), reflecting efficiency gains in
areas like software development, customer service, and
analytics. Early adopters also tend to outperform: IDC observes
that companies which make the “Al pivot” by 2025 — moving
beyond experimentation — are poised to reap exponential
benefits by 2027, whereas those who delay risk falling behind in
productivity, innovation speed, and customer experience
(cio.com).

On the ground, Al touches virtually every function. IDC cites
that over half of CEOs (55%) view Al as an opportunity to
reinvent their business model, emphasizing that Al should
drive not just efficiency but new value creation. In practice,
leading firms deploy Al across HR (e.g. Al recruiting assistants),
supply chain (predictive logistics), R&D (generative design),
marketing (Al-driven personalization), and more. For example,
IDC forecasts that 65% of drug discovery efforts will involve
GenAl by 2027. In service industries, “Services-as-a-Product”
models are emerging (Al-powered tax advice, legal analysis,
R&D). However, IDC cautions that data readiness is critical:
many organizations find their data is siloed or out-of-date.
Respondents say they are doubling down on data platforms
and data engineering to prepare for Al grounding and model
fine-tuning (cio.com).

Key Takeaway:

Al can deliver outsized ROI,
but only if it is
systematically integrated.
Successful enterprises
focus on high-impact use
cases and ensure solid data
and model governance.
Measure Al initiatives by
business outcomes
(revenue uplift, cost
reduction, customer
satisfaction), not just
technical metrics.
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Leadership imperatives:
strategy, people, technology

Becoming an Al-fueled organization requires top-
down commitment and clear strategy. IDC
emphasizes that “without a vision and enterprise
Al strategy... [Al's potential] cannot be
recognized”(cio.com). Senior executives —
especially CEOs and CIOs — must drive alignment
on Al objectives and oversight. IDC's Al maturity
research finds that the CIO and a centralized
Al/ML executive commonly own Al strategy;
cross-functional Al councils or COEs coordinate
initiatives. Leading companies also designate C-
level sponsorship (e.g. Chief Al Officer roles are
emerging) to ensure Al spans business units with
unified governance and ethics policies.

From a technology perspective, leaders must
ensure a robust Al tech stack. Key elements
include scalable data infrastructure (unified data
warehouses, data lakes, etc.), flexible compute
(GPU/accelerator platforms or cloud services),
and MLOps/DevOps pipelines for Al model
development and monitoring. IDC notes that by
2025 many enterprises will be increasing IT spend
on Al readiness: priorities include modernizing
core enterprise applications (42% cite this),
upgrading datacenters (30%), and strengthening
cyber resiliency (28%) to support Al workloads. In
practice, this means deploying best-of-breed Al
platforms (for model training and serving),
embedding Al capabilities in business
applications (ERP, CRM, HCM), and ensuring Al
governance tools are in place for model
versioning, bias detection, and data security.

On the people side, the shift to Al-first operations
demands building an “Al-ready workforce.” This
means training and upskilling staff (from
engineers to line-of-business managers) in Al
tools, as well as hiring Al/ML specialists. IT
leaders report that limited Al expertise is a major
bottleneck (futurecio.tech). IDC's advice: invest in
partnerships with cloud and Al vendors, embed Al
training in learning programs, and foster a culture
of data-driven decision-making. Organizations
must also manage change - IDC specifically
recommends developing a change-management
plan to support employees in adopting Al
solutions (cio.com).

Key Takeaway: Strong leadership
alignment and readiness are non-
negotiable. Establish a formal Al
strategy team, bridge business and IT
perspectives, and track Al KPIs at the C-
suite level. Develop a technology
roadmap that sequences investments in
data pipelines, scalable compute, and
integration of Al services. As IDC's
Meredith Whalen notes, executives must
focus on “enterprise Al strategy, a
unified governance model and
managing technology costs” to win buy-
in from the board and customers
(cio.com).
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Charting the path:
action steps and
takeaways

Define Clear Objectives:

Agree on the top business problems Al should solve (e.g.
automating key processes, unlocking new revenue
streams). Use these to guide your Al use-case roadmap
and avoid aimless experimentationcio.com.

Elevate Governance:

Set up cross-functional Al governance with executive
sponsorship. Define policies for data quality, privacy, and
model accountability. Mature organizations report higher
success rates when governance is rigorously enforced.

Invest in Data & Infrastructure:

Ensure your data platforms can handle Al workloads
(structured and unstructured). IDC research highlights that
top performers have fast, flexible access to both private
and public data (businesswire.com). Adopt MLOps
practices for deployment and monitoring.

Build Skills & Culture:

Launch training programs in Al literacy for business
leaders and technical teams. Consider partnerships (with
cloud/Al vendors or specialized consultants) to bridge skill
gaps. Keep communication open — nearly 40% of firms
struggle when business and IT are not aligned (cio.com).

Start Small, Scale Fast:

Select a few high-impact pilot projects (“Al Super Use
Cases”) that solve critical needs (e.g. cost reduction,
customer enhancement). Prove value quickly, then
replicate success across functions. According to IDC,
organizations that “pivot” their strategy in 2025 will begin
to realize exponential benefits by 2027 (cio.com).

Monitor and Iterate:

Use data-driven metrics to evaluate Al initiatives (ROI,
cycle time reduction, revenue uplift). Adapt strategy as you
learn. Continuous improvement — from model retraining to
workflow refinement — will distinguish Al leaders.

— Calls to Action:

Enterprise IT leaders should
use these insights to
accelerate the Al pivot.
Conduct an Al maturity
assessment today (e.g.
using IDC’s MaturityScape
model) and identify the
gaps. Assemble an Al
transformation roadmap
with clear milestones.
Embracing this transition
now will secure a
competitive edge.
Organizations that treat Al
as a strategic business
priority, rather than a
passing experiment, will
lead their industries in
innovation and growth.

For tailored guidance, book
your complimentary 1:1
session with an IDC analyst
to explore best practices,
use-case strategy, and
benchmarking data.

Book now
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Resources

- Sources:
IDC MaturityScape and FutureScape research,
IDC Directions 2025 conference findings, and
industry studies
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Al is finally delivering bang for its buck, according to Microsoft | IT Pro
https://www.itpro.com/technology/artificial-intelligence/ai-is-finally-delivering-bang-for-
its-buck-according-to-microsoft

Preparing for enterprise Al adoption - FutureCIO
https://futurecio.tech/preparing-for-enterprise-ai-adoption/

GenAl, from experimentation to adoption | CIO
https://www.cio.com/article/3627447 /idc-chief-research-officer-genai-from-
experimentation-to-adoption.html

IDC Publishes New, Actionable Al Research at Annual ‘Directions’ Event
https://businesswire.com/news/home/20250402761667/en/IDC-Publishes-New-Actionable-
Al-Research-at-Annual-Directions-Event

New Market Research Finds Up to 20% of Al Initiatives Fail Without Intelligent Data
Infrastructure
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