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Most organizations plan to adopt a multi-model Al strategy, as nearly six in ten Faced
significantly higher Al costs than expected

e Only a third of executives can confidently estimate indirect Al costs, including human oversight, rework
and governance

e  Most organizations cannot directly match Al spending with successful business outcomes

e Just one in five organizations calculates Al Yield, which captures the verified value of an Al-assisted
outcome after accounting for its full safe-delivery cost

e As Al adoption scales, only 56% of organizations are confident they can Forecast future costs

Paris, November 12, 2026 - Al costs are now a concern for 53% of executives according to

by the Research Institute, based on a September 2026 survey of 500 CXO-level senior executives from
large organizations. Beyond direct cost such as tokens, executives lack visibility into the Full cost of safe Al
deployment, including human oversight, rework and governance. To address this, businesses are both tightening
cost controls and exploring multi-model strategies. As organizations scale Al and prepare for more agentic use,
the research highlights a need For greater Focus on the business value generated by Al transformation.

A lack of cost visibility across the enterprise risks serious financial impact

In the past 12 months, 59% of executives say their organization’s Al-related expenditure was significantly higher than
expected or budgeted. Among the organizations affected, expenditure was 24% above expectations or budget on
average, and around one in five organizations (21%) overshot their Al budget by more than 30%. Concern about Al costs
has risen over the past year, and only 56% are fully confident they can forecast how Al costs will change as adoption
scales.

The report points to a lack of cost visibility across the enterprise. Half of executives say Al spending is approved without
adequate visibility into the full cost. Organizations also lack confidence in accurately estimating the full cost of their
existing Al initiatives, particularly indirect costs such as human oversight, rework and governance.

The financial impact can be serious for those affected. Two thirds of organizations that overshot their Al budget faced
negative financial consequences, such as lower free cash flow or a reduction in discretionary spending. In that context,
CFOs are now more involved in approving major Al investments.

“As Al moves deeper into business workflows, organizations need to stop treating its cost as a technology or procurement
issue and start managing Al as a portfolio of economic outcomes,” said Volker Darius, CEO of Capgemini Invent. “Cost
discipline alone will not create a profitable Al estate, just as value creation without cost control will not be sustainable.
Organizations need to measure cost, quality and business value together, use the most appropriate model for each task, and
account for the human oversight required to deliver outcomes safely. By continuously measuring Al Yield, organizations can
make more informed capital-allocation decisions and scale Al with confidence.”

Multi-model strategies lead Al portfolio plans

In response to unexpected Al spend, over half (53%) of organizations increased expenditure control, either by tightening
budgets or controls for the affected initiative, introducing organization-wide Al spending controls, or reducing the
initiative’s scale or scope. Only one in five rethought tools or processes, including which activities should be Al-led rather
than human-led, or changed the Al solution, models, configuration or model routing.

Beyond these immediate responses, more than three in five executives expect their organization to adopt a multi-model
strategy over the next 12 months, dynamically selecting models based on cost, capability, latency, risk, and other business
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requirements. Executives expect greater use of lower-cost proprietary models where they are sufficient, as well as small
or specialized models for specific tasks. Nearly three in five organizations also plan to expand their use of open-weight
models."

Al Yield brings successful business outcomes into Focus

Although two thirds of executives say they are confident they can verify the business value generated by Al-assisted
outcomes, most organizations cannot directly match Al spending with successful business outcomes - either because
they do not formally measure them, because they track costs or usage but not successful business outcomes or because
they track them separately. Demonstrating sufficient value to secure approval and funding for Al investments remains
particularly challenging, with 57% citing it as their biggest obstacle.

Only onein five organizations calculates Al Yield, a metric that captures the verified value of an Al-assisted outcome after
accounting for its full safe-delivery cost. The business value most often cited is employee productivity or released
capacity followed by operating-cost reduction and faster processes or cycle times. Less than a third (32%) cite revenue
growth, including growth from new products, services or business models.

The metrics used to manage Al economics are therefore expected to change. Today, 60% primarily use total Al
expenditure against budget, but only 44% expect to prioritize it in the next 6-12 months. First-pass success rate? is set to
become the top-priority metric, and cost per completed task or workflow is also expected to be prioritized. These
measures put successful outcomes, rather than Al consumption alone, at the center of Al economics.

Capgemini's Al Compass
This ‘snapshot’ report follows the first issue of The Al Compass, Capgemini’s new paper on Al economics.

explores how organizations can move beyond Al consumption
and cost metrics to measure Al Yield: the verified value of Al-assisted outcomes, minus the full cost of achieving them
safely. The publication sets out the implications for CEOs and technology leaders, from capital allocation and governance
to model routing, workflow engineering and human oversight.

To access the full ‘snapshot’ report:

Methodology of the report

In September 2026, the Capgemini Research Institute surveyed 500 CXO-level senior executives from organizations with
annual revenues above USD 1 billion, across 10 countries (United States, China, India, United Kingdom, France, Germany,
Japan, Netherlands, Italy and Spain) and 13 industries. Respondents primarily represented Al strategy and leadership,
platforms and engineering, value realization, technology finance and Al cost management. The survey was
complemented by two in-depth interviews with industry experts.

About Capgemini
Capgemini is the business transformation partner for enterprises in the age of Al. We help organizations imagine and

build an intelligent, sustainable future, combining Al, technology and human ingenuity to transform how they operate,
innovate and grow. With unique end-to-end capabilities spanning strategy, technology, engineering and intelligent
operations, we bring together deep industry expertise and market-leading capabilities in Al, cloud and data to turn
ambition into measurable business outcomes at scale. Supported by a robust ecosystem of partners and nearly 60 years
of expertise, Capgemini is a responsible and diverse global organization of over 410,000 team members in more than 50
countries. The Group reported 2025 revenues of €22.5 billion.

Make it real |

About the Capgemini Research Institute

The Capgemini Research Institute is Capgemini’s in-house think-tank on all things digital. The Institute publishes research
on the impact of digital technologies on large traditional businesses. The team draws on the worldwide network of
Capgemini experts and works closely with academic and technology partners. The Institute has dedicated research

" Open-weight models are Al models whose parameters ("weights") are publicly available, enabling organizations to customize and deploy them with greater
flexibility and control over cost.

2 First-pass success rate refers to the percentage of Al-assisted tasks, workflows or outcomes completed successfully on the First attempt without rework,
escalation, correction or additional human intervention.
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centers in India, Singapore, the United Kingdom and the United States. It was ranked #1 in the world for the quality of its
research by independent analysts for six consecutive times — an industry first.

Visit us at https://www.capgemini.com/researchinstitute/
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