
Scaling AI is proving to be a tough nut to crack

Just over one in two organizations have moved  
beyond pilots and proofs of concept

Source: Capgemini Research Institute, State of AI survey, March–April 2020, N=120 AI-at-scale leaders, N=690 struggling organizations.

COVID-19 crisis has further widened the gap 
 between AI-at-scale leaders and struggling organizations

Decoding the AI-at-scale leaders 
Life sciences and retail lead the scaling race

Source: : Capgemini Research Institute, State of AI survey, March–April 2020, N=120 AI-at-scale leaders, N=954 organizations implementing AI. 

Source: Capgemini Research Institute, State of AI survey, March–April 2020, N=120 AI-at-scale leaders, N=690 struggling organizations.

Source: Capgemini Research Institute analysis.

Source: Capgemini Research Institute analysis.

Wide-scale deployment is still a challenge with just 13%  
of organizations having deployed AI throughout multiple teams

Source: Capgemini Research Institute, State of AI survey, March–April 2020, N=954 organizations implementing AI.

Which of the following statements best describes AI implementation in your organization?

We have launched AI pilots/PoCs but 
they are not yet deployed in production

We have deployed a few use cases in 
production on a limited scale

We have successfully deployed use 
cases in production and continue 
to scale more throughout multiple 
business teams

13%

47%

40%

AI-at-scale
leaders

Source: Capgemini Research Institute, State of AI survey, March–April 2020, N=954 organizations implementing AI; State of AI survey,  
June 2017, N=993 organizations implementing AI.

Organizations implementing AI pilots/PoCs

Organizations that moved beyond pilots/PoCs (in a few or more use cases)

Evolution of AI deployments:  2017–2020

2017 2020

36%

64%

53%

47%

How has the recent economic shutdown (due to the Coronavirus spread) 
in several countries impacted your investment in AI deployments?

We have quickened the pace of AI deployments 
to strengthen our competitiveness during this 
uncertain time

We are progressing our AI initiatives as planned 
despite the recent economic challenges

We have pulled investments from AI initiatives 
with "low potential impact" due to high 
business uncertainty

We have suspended all AI initiatives due 
to high business uncertainty

21%

78%

2%

40%

43%

16%

AI-at-scale leaders Struggling organizations

2%

33% 40% 27%Life sciences

49% 30% 21%Retail

56% 27% 17%Consumer products

34% 49% 17%Automotive

29% 57% 14%Telecom

59% 33% 9%Public/Government

54% 40% 6%Insurance

54% 40% 6%Manufacturing

56% 39% 5%Banking

50% 48% 3%Energy

48% 50% 2%Utilities

47% 40% 13%Global

AI implementation maturity by sector

We have launched AI pilots/PoCs but they are not yet deployed in production

We have deployed a few use cases in production on a limited scale

We have successfully deployed use cases in production and continue to scale 
more throughout multiple business teams

97%

64% 55%

39%

3%

40%

19%

5%

How would you categorize the benefits 
from the AI deployments so far?

Was there a difference between benefits 
anticipated and benefits realized?

AI-at-scale leaders

97% AI-at-scale leaders 64% struggling organizations

We have seen quantifiable benefits 
from our AI deployments

Struggling organizations 

AI-at-scale leaders

Struggling organizations

Realized benefits were lower than the anticipated benefits

Realized benefits were higher than the anticipated benefits

Realized benefits are approximately same as what was anticipated

79%

32%

71%

37%

62%

29%
36%

19%

AI-at-scale leaders Struggling organizations

Percentage of organizations realizing more than 25% change in the metrics

Reduction in 
customer complaints

Reduction in 
security threats

Increase in sales of 
traditional products 

and services

Improved operational 
efficiency due to elimination 
of redundant/manual tasks

25% or more change in …

Scaling 
AI

Empower

Operationalize

Monitor and
amplify

Nurture

Kicktart the virtuous AI 
circle: Continuously 

monitor model accuracy 
and business impact to 

amplify outcomes

Build strong foundations 
that provide easy access 
to trusted, high-quality 
data, drawing on the 
right Data & AI plat-
forms/tools as well as 
agile practices

Build talent 
and collaboration 

with partners

Deploy AI through the 
right operating model, 
prioritize initiatives and 
ensure well-balanced 
governance, while 
at the same time 
embedding ethics

Reorient the 
impacted processes

Reorient

Create an 
ethical governance 

framework

Govern ethics

Make business 
units accountable 

for success

Create 
accountability

Connect your AI strategy
 to overall business 

strategy to help
 prioritize initiatives

Prioritize

Deploy the right 
operating model to 
facilitate adoption, 

scaling and optimization 
of resources

Operate

The AI-at-scale leaders cohort includes 13% of the total organizations surveyed that have rolled out multiple AI  The AI-at-scale leaders cohort includes 13% of the total organizations surveyed that have rolled out multiple AI  
applications across numerous teams.applications across numerous teams.

The struggling organizations cohort are organizations who have begun their AI pilots pre-2019 but have been unable  The struggling organizations cohort are organizations who have begun their AI pilots pre-2019 but have been unable  
to deploy even a single application in production; these form 72% of the organizations surveyed.to deploy even a single application in production; these form 72% of the organizations surveyed.

The AI-powered 
enterprise:
Unlocking the potential of AI at scale

More than 9 out of 10 AI-at-scale leaders  
have realized quantifiable benefits

AI-at-scale leaders realize significant benefits across functions

Key initiatives for operationalization of AI

• • AI-at-scale leaders are also much more likely to have achieved benefits that exceeded or met their expectations  AI-at-scale leaders are also much more likely to have achieved benefits that exceeded or met their expectations  

(94% compared to 59% of the struggling organizations). (94% compared to 59% of the struggling organizations). 

Source: Capgemini Research Institute, State of AI survey, March–April 2020, N=120 AI-at-scale leaders, N=690 struggling organizations.

Four principles for successfully scaling AI
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