AI adoption struggles to deliver strategic value amid data and workflow challenges
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Most companies say they are using artificial intelligence, but widespread adoption has not translated into widespread strategic advantage. According to the lead analysis by Entrepreneur, many firms remain trapped in “experimentation without integration”, running point solutions that fail to change how work actually gets done. Reuters reporting has likewise found that executives are often disappointed by the returns from generative AI, with only a minority seeing improved profit margins or broad operational value. [1][2]
The headline figures hide important variation in where AI is deployed. Entrepreneur notes that roughly 78% of businesses now use AI in at least one function, up from 55% in 2023, yet most activity is concentrated in marketing and customer service while only about 27% of companies use AI in core operational processes. Industry studies from Gartner and Adobe reinforce this split: about three-quarters of marketing teams use generative AI, even as many chief marketing officers report their organisations still make limited use of it. [1][6]
A consistent theme is that AI fails when data governance is weak. According to the PEX Report 2025/26, 52% of more than 200 professionals cited poor data quality and availability as their top obstacle to AI maturity, ahead of internal expertise, regulatory concerns and resistance to change. The Entrepreneur piece points to high-profile mistakes, such as Google’s early “AI Overviews” in search, criticised for drawing on poorly filtered web data, to illustrate how weak data controls can produce misleading outputs even at leading technology companies. [1]
Speed of response matters as much as model accuracy. The Wall Street Journal, cited in the lead article, found that disconnected workflows, not the AI models themselves, were often the main barrier to improving customer experience. Successful deployments marry model output to fast, cross-functional decision-making so that predictions become actions. Verizon’s experience with a Google Gemini-powered assistant for customer-service agents is a case in point: the company reported a nearly 40% rise in sales after the AI helped agents resolve queries faster and reorient conversations toward sales, illustrating how integration rather than replacement can unlock value. [1][3]
When AI is used for prediction, the commercial upside can be large but is uneven. A 2024 Deloitte survey referenced in the lead article found that 72% of organisations using predictive analytics reported meaningful improvements in decision-making accuracy. Entrepreneur highlights Netflix as an example where predictive analytics helped steer content investment and personalise recommendations, materially improving retention and shareholder returns. These successes underline that predictive models pay off when tied to clear business choices and measurement. [1]
But error criticality limits where organisations safely deploy AI. Entrepreneur reports widespread concern about hallucinations, 77% of businesses worried about fabricated outputs, and nearly half of enterprise users admitted making at least one major decision based on hallucinated content in 2024. Real-world pilots have failed spectacularly when mistakes matter: the McDonald’s drive-thru experiment with IBM’s system produced widely shared examples of incorrect orders and was ultimately wound down. Reuters’ reporting on diverse company experiences likewise shows many firms struggling with consistency, especially when tools are asked to interpret long or technical materials. [1][2]
Strategic compatibility, how AI aligns with processes, oversight and people, is the final arbiter of success. Entrepreneur reports that 95% of failed generative-AI pilots in 2024 were linked to poor oversight, ethical concerns or mismatched workflows. The divergent corporate approaches underline trade-offs: Reuters coverage of Klarna shows material marketing cost savings from GenAI, while other firms have pursued aggressive staff reductions or heavy-handed reskilling programmes that harmed morale. The contrast between companies that use AI to augment staff, such as Verizon’s upskilling strategy, and those that used it primarily to cut labour, highlights how governance and workforce strategy shape outcomes. [1][4][3]
The market opportunity is large, but the path to durable advantage is narrow. Market research firms forecast robust growth in AI for customer service, MarketsandMarkets estimates the market will expand from about $12b in 2024 to nearly $48b by 2030, and other analysts predict rapid diffusion of AI into frontline interactions, yet Reuters and consulting surveys warn that many deployments will not deliver expected returns without better data, faster decision pathways and clearer strategic aims. The practical test for boards and executives is therefore straightforward: invest less in flashy pilots and more in the fundamentals, clean, centralised data; workflow integration; predictable, low-risk use cases; and governance that protects customers and staff. Firms that pass that test will be the ones that turn current experimentation into lasting competitive advantage. [5][7][2][1]
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