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Artificial intelligence (AI) is a hot topic 
today, seen by many organizations as 
the opportunity to drive a transformative 
change in business results. 

With the current global disruption, AI is shifting from 
a nice-to-have, to a must-have. To become more 
agile and position to re-emerge stronger, the time 
is ripe for organizations to rethink how AI can help 
them respond, reset, and renew in a socially distant 
world. Now is the time for organizations to look at 
AI with fresh eyes and rethink how AI can help them 
respond, reset, and renew their business in a post-
COVID-19 world.  

However, it’s clear from our research that AI is not 
yet optimized, with 95% of organizations that 
are currently implementing AI agreeing that 
AI strategy is the most critical area to scale. 
Strategy should be the starting point of successful AI 
adoption, but it’s often lagging well behind where 
it should be, thereby affecting the rate of scale and 
impact for most organizations. 

Rethink AI strategy for resilience and 
business results in uncertain times

Executive Summary

AI strategy is the ability to set and communicate a 
vision, define a roadmap, and build a business case 
for how artificial intelligence will be used over time 
at an organizational level. This includes the levels of 
leadership engagement required to create sustainable 
AI within the organization and ROI for the business. 

An AI strategy needs to consider the organizational 
culture and talent agenda, align with an organizational 
view of digital ethics and the creation of a Center of 
Excellence (COE) to enable scaling of AI across the 
organization. It also establishes how the organization 
leverages AI technologies and techniques within 
business processes and the entire data supply chain to 
support it.
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Strategy is one of the main 
deliverables of the executive 
leadership team to the rest of    
the organization. 

In our research, we found that 41% of respondents 
said the CIO/CTO/CDO (or equivalent) is responsible 
for AI, while 18% said it’s the CEO. Interestingly, a 
growing number of organizations have a designated 
Chief AI Officer (24%), a role not even in existence 
a few years ago. Executive leadership has the 
opportunity to establish the agenda, lead from the 
front with early use cases and set the pace for overall 
AI adoption across the business. The higher that AI 
is on the executive and board agenda, the more 
emphasis, investment, focus and data can be used to 
generate positive ROI.

Even when considering all the critical elements needed 
to successfully scale AI, building an organizational AI 
strategy is most likely to be seen as a top three area of 
importance (cited by 41% of respondents), ahead 
of recruiting AI talent (32%) and demonstrating ROI 
(28%). And yet most businesses still have some way to 
go; almost three-quarters (73%) of respondents said 
their organization can improve on its AI strategy. 

AI strategy needs       
leadership involvement

The good news is that nearly all (97%) of those 
surveyed said their organization is evaluating the work 
that AI could do on its own or how it could augment 
the work that humans do, possibly even higher with 
recent events. This suggests that organizations are 
thinking of the practical application of AI with people 
considerations at the center. 

This bodes well for influencing the talent and culture of 
the organization, widely recognized as one of the key 
elements of sustaining any long-term agenda. Two in 
five say that their organization’s approach to maturing 
AI will be through talent training and development 
(44%) and/or creating cross-functional teams to ensure 
consistency across departments (38%).

When it comes to the intricacies of AI strategy, 
organizations are reaching out to a range of different 
external services to achieve their AI goals. Almost all 
(95%) respondents’ organizations that are using, or 
planning to use AI, are leaning on external services, 
tools and/or talent. Interestingly, those that are the 
least mature in their approach to AI are less likely 
(88%) to be using external services. The services 
most likely to be used are a technology provider 
(55%) or a cloud technology provider (52%). 
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In our research, we explored some 
of the way’s organizations are 
looking to mature AI. 

The emphasis on people and v-team development 
is encouraging (see the accompanying data table). 
Also encouraging is the emerging focus on creating a 
Center of Excellence (COE). 

Just over one-quarter of organizations are using this 
as a lever. COEs are a key element to scale AI for the 
long term and to drive maturity. They can serve as 
a centralized function to support and inventory use 
cases, advise on technology architectures to support 
your vision, create algorithmic libraries for tracking 
and reuse, establish measures of success, support 
data and AI governance, evolve the digital ethics 
framework, create ecosystem feedback channels and 
much more. As AI matures within organizations, we 
see this as a key element of an AI at scale business.

Q. How is or will your organization be maturing AI? (multiple selections)

Strategies to mature AI

Talent training
and

development

Creating cross-
functional

teams to ensure
consistency

across
departments

Focusing on
business
process

automation as a
stepping stone
to larger efforts

–Acquisition 
talent, IP or 

organizations

Integrating
customer and

employee
feedback into

business
processes

We set
organization-

wide guidelines

Controlled 
pilots or POC’s 

across the 
organization

Create a Center
of Excellence

(CoE)

Executive
sponsorship/ch

ampionship
across the

organization

Organization
innovation
contests

43.5%

38.4%
37.3% 37.3%

35.8%

33.3% 32.8%

28.6% 28.1%
26.4%
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Many organizations have been 
tracking success of their 
business in a very simple way 
for a long time. 

AI can be measured using traditional metrics but also 
presents an opportunity to revise how far, wide, and 
deeply success is determined. 

The opportunity to revisit KPIs to show the 
impact of AI on the business is significant. For 
example, organizations are able to go deeper into 
processes and see early patterns that shift product 
development, retailers can better sense customer 
demand for current and future products and adjust 
the supply chain; marketers can go deeper to 
understand customer behavior and adjust sales and 
marketing to better serve customers. 

Revisiting what is meaningful progress and 
measurements presents an opportunity to         
change behavior by changing the core 
measures of the business. 

Measuring AI success

AI has the potential to revolutionize entire businesses 
and their processes. Its power is yet to be fully 
harnessed and those who are closest are reaping       
the rewards. 

Broadly speaking, organizations 
that are the most mature in their AI 
adoption are seeing three to five times 
or more return on their investment 
on average, alongside increased 
productivity (64%), efficiency (57%) and 
employee satisfaction (42%). 

The upside of a focus on AI strategy is clear: 
Organizations that are the most advanced in their AI 
maturity cite a payback of five times ROI, much higher 
than the three times average. A clear AI strategy 
enables the entire organization from back-end to 
front, yielding great results.  
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Maturity model highlights 
organizational progress in AI

Maturity Group

Avid Learner

7%

Go Getter

64%

Busy Builder

28%

High-Flier

1%

Scope of research 
Avanade commissioned independent 
technology market research specialist 
Vanson Bourne to undertake research 
on AI Maturity across several categories. 
They interviewed 1,700 line-of-business 
and IT decision-makers in 2018, 2019 and 
2020, across 15 countries. Respondents’ 
companies have global revenues of 
$1 billion+ ($500 million+ in smaller 
markets) or 3,000+ global employees 
and participate in a variety of industries 
Additional reports include: AI Strategy, 
AI Talent and Culture, Digital Ethics, AI 
Technology and Process, Data Supply 
Chain and Analytics. 
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Avanade's AI Maturity research was designed to help 
understand organizational progress against five categories: AI 
Strategy, AI Talent and Culture, Digital Ethics, AI Technology and 
Process and Data Supply Chain and Analytics. 
Organizations estimated both their overall organizational maturity as well as their progress against 
the five categories. We found that most organizations are in the infancy of their AI adoption with 7% 
falling into level 1 (Avid Learner) and 64% falling into level 2 (Go Getter). Only the minority were level 
3 - Busy Builder (28%) or level 4 (1%) (the most mature - High-Flier). 
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https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity/ai-strategy
https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity/talent-and-culture
https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity/digital-ethics
https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity/ai-technology-and-process
https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity/ai-technology-and-process
https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity/supply-chain-and-analytics
https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity/supply-chain-and-analytics
https://www.avanade.com/en/solutions/analytics-and-ai/artificial-intelligence/data-and-ai-maturity
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Avanade can help you redefine the workplace as a creator of sustainable 
value. We transform culture, technology, experiences and operations 
to increase cost efficiency, productivity and growth. Our end-to-end 
approach combines strategy, implementation and managed services, 
augmented by industry expertise, specialist tools and IP.

Visit www.avanade.com/ai-maturity to find out more.

About Avanade

Avanade is the leading provider of innovative digital and cloud services, business solutions and design-led experiences on the Microsoft ecosystem. Our professionals bring 
bold, fresh thinking combined with technology, business and industry expertise to help make a human impact on our clients, their customers and their employees. We are 
the power behind the Accenture Microsoft Business Group, helping companies to engage customers, empower employees, optimize operations and transform products, 
leveraging the Microsoft platform. Avanade has 39,000 professionals in 25 countries, bringing clients our best thinking through a collaborative culture that honors diversity 
and reflects the communities in which we operate. Majority owned by Accenture, Avanade was founded in 2000 by Accenture LLP and Microsoft Corporation. 

Learn more at www.avanade.com.

About Vanson Bourne

Vanson Bourne is an independent specialist in market research for the technology sector. Their reputation for robust and credible research-based analysis is founded          
upon rigorous research principles and their ability to seek the opinions of senior decision makers across technical and business functions, in all business sectors and               
all major markets. 

For more information, visit www.vansonbourne.com.  
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