
The pace of AI adoption varies considerably across industries 

AI delivers value, but only 13% of organizations 
scale it as planned

China and the US lead in full AI integration 

SHARE OF ORGANIZATIONS BY AI MATURITY STAGE, BY INDUSTRY

Nearly half of Public Sector & 
Health organizations remain stuck 
exploring or piloting AI (47% 
combined), more than double 
the share in Financial Services 
(22%) reflecting a widening 
gap between early movers and 
laggards as maturity accelerates.

SHARE OF ORGANIZATIONS BY AI MATURITY STAGE, BY COUNTRY

The race to scale AI 
is creating regional 
frontrunners. China and the 
US lead in full AI integration, 
while many European 
organizations remain in the 
implementation phase.

BEARINGPOINT RESEARCH. GLOBAL SURVEY OF 1,050 C-SUITE EXECUTIVES AND SENIOR LEADERS ACROSS PUBLIC 
AND PRIVATE SECTOR ORGANIZATIONS IN EUROPE, THE UNITED STATES, AND CHINA, CONDUCTED THROUGH ONLINE 
INTERVIEWS IN AUGUST 2026

Leaders win on effective execution and visible impact

IMPLEMENTERS VS LEADERS

Leaders are nearly eight times more likely than Implementers to scale AI completely 
as planned, and two times more likely to link most AI projects to financial KPIs.

Still exploring Ongoing AI projects, not implemented

Data accessibility is a key differentiator for scaling AI

SHARE CITING ACCESSIBLE DATA FOR BUSINESS AND AI USE AS A CRITICAL 
SCALING CAPABILITY

Leaders are nine percentage points more likely than Implementers to cite 
accessible data for business and AI use as critical for scaling - though the gap 
across maturity groups is modest overall.

37% 28%
Leaders Implementers

Upskilling and reskilling is the leading response to workforce 
overcapacity
STRATEGIES FOR MANAGING AI-INDUCED WORKFORCE CAPACITY

Organizations are prioritizing workforce redeployment over reduction upskilling and reskilling 
(66%) and internal mobility (44%) far outpace redundancy-related measures (28% voluntary, 
25% collective). Despite 62% of organizations already facing AI-induced overcapacity, the 
preferred response is to retain and repurpose talent.

Upskilling and reskilling initiatives 66%

Internal mobility programs 44%

Strategic hiring freezes or controlled 
recruitment

38%

Reduction of contract workers (e.g., call 
centers, IT)

33%

Voluntary redundancy/departure plan 
related to AI-transformation

28%

Collective redundancy plan related to 
AI-transformation

25%

Insourcing previously outsourced 
functions

23%

Implemented limited AI projects Fully integrated

Automotive, Manufacturing & Defense

Financial Services (Banking & Insurance)

Consumer Goods, Retail & Luxury

Public Sector & Health Services

Energy, Resources, Logistics & Transportation

Technology, Media & Telecommunications

9% 13% 63% 15%

18% 20% 47% 15%

10% 17% 59% 14%

12% 22% 56% 10%

21% 23% 49% 7%

22% 24% 47% 7%

15% 20% 54% 11%All industries

Majority of AI projects 
linked to financial KPIs

Scaled completely as 
planned

Defined or scaling Agentic 
Architecture

Current revenue impact of 
at least 5%

70%

34%

47%

6%

37%

26%

34%

18% Leaders
Implementers

Workforce imbalances are outpacing organizations’ ability to adapt

ESTIMATED AI INDUCED WORKFORCE OVERCAPACITY, TODAY VS 2030

share reporting overcapacity of at least 
20% has doubled since 2025

7%      14%

AI reduces the effort required to 
perform work, but productivity does 
not automatically improve margins. 
One-third of organizations that have 
implemented AI report no measurable 
cost reduction or an impact of no more 
than 2%. Technology creates capacity - 
only management decisions convert that 
capacity into cost savings, growth, or 
unused potential.

The productivity trap

of organizations report AI-induced workforce 
overcapacity of at least 10% today (2026)

of organizations report AI-induced workforce 
overcapacity of at least 10% by 2030

62%

94%

*) Nordics =  Finland, Norway, Sweden. 
**) Other Europe = Austria, Ireland, Italy, Netherlands, Switzerland.

Still exploring Ongoing AI projects, not implemented
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Implemented limited AI projects Fully integrated

13% 17% 52% 18%

14% 15% 59% 12%

17% 26% 45% 12%

12% 223% 57% 8%

16% 20% 56% 8%

20% 12% 58% 10%

16% 17% 47% 20%China


