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Artificial intelligence (AI) has the 
ability to lift organizations to new 
and better levels of agility and 
market responsiveness than  
ever before. 

With global conditions uncertain, the ability to 
observe and serve new needs has never been 
greater. Creating AI at global scale and a culture 
that embraces it requires a practical, multi-prong  
approach to talent and culture in order to respond, 
reset and renew their business.

Insert link under respond, reset, and renew:

In the very early days of AI, it was all about fear. 
Based on Avanade’s recent research, conducted 
by Vanson Bourne, the fear element has dropped 

Rethink your AI talent and culture 
agenda in uncertain times

Executive Summary

significantly. Only 28% of business and IT decision-
makers in our survey identified managing internal fear 
of AI as an issue.
Creating an AI-driven culture is critical to enabling 
new experiences, efficiencies and innovations. But to 
achieve those results, the people element needs to be 
central to your AI strategy. 

AI needs to sit between employee skills and     
business processes to drive the greatest upside         
for the business. 

In fact, 80% of respondents 
agree that business culture and 
change are THE make or break 
items for AI’s long-term success. 
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https://www.avanade.com/~/media/asset/thinking/avanade-rethink-5-priorities-pov.pdf?la=en&hash=D615B9730D5050C7C01B17FA3674B949
https://www.avanade.com/~/media/asset/thinking/avanade-rethink-5-priorities-pov.pdf?la=en&hash=D615B9730D5050C7C01B17FA3674B949


In fact, decision-makers cite four key barriers 
to achieve their objectives around AI: recruiting 
AI talent (32%) building organizational strategy 
(32%), improving the data supply chain (32%) and 
shifting the organizational culture (30%), {results 
reflect rounding and multi-selection). Perhaps more 
importantly, over three-quarters (76%) say their AI 
talent and culture need improvement. This is a cry for 
help. Organizations are aware that they must become 
more mature and they will need help to do it. 

Culture needs to be driven from within the business 
in order to be successful and well received by 
employees. A two-prong approach to the talent and 
culture equation is needed. 

It’s no secret that there’s a shortage of data science talent to 
bolster AI capabilities at an organizational level. 

While organizations must recruit specific data science 
skills and closely related data and AI talent capabilities, 
they also need to support a skills development focus 
that empowers employees to become part of the 
evolution of AI through training, feedback and new 
role development. 

This approach is supported by 44% of respondents, 
who feel that talent training and development is how 
their organization can mature AI. Sustaining AI with 
employees requires training and change management 
plans to set up for long-term adoption.

Two-pronged approach: 
recruit and train

Four key barriers decision-makers cite to 
achieve their objectives around AI:

Recruiting AI 
talent32%
Building organizational 
strategy32%
Improving the 
data supply chain

32%
Shifting the 
organizational culture

Results reflect rounding and multi-selection.

30%
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A good place to start 
with building up the 
skills of your existing 
talent is to understand 
the work that can be 
augmented by AI.
AI may already be present in some parts of 
your organization. Our research tells us that 
organizations have already adopted AI in the areas 
of IT optimization (45%), employee experience 
(45%) and customer experiences (44%). These 
are great places to start exploring use cases. 

Evaluate work to identify high-value 
scenarios and training opportunities

Second, a more detailed view of how work is done 
can also reveal opportunities for AI application and 
for training and skills development among existing 
employees. You can look at work across three pivots: 
a complete process view, a complete functional 
view or a task-level view. Our research found that 
organizations are predominantly taking a complete 
process (43%) or functional view (41%) of 
evaluating work. In some cases, evaluating work down 
to the task level provides an opportunity to create 
new roles at the intersection of business processes, AI 
and higher levels of skills. 

Using employees to dig into exceptions versus the 
rule makes for more fulfilling work and drives greater 
operational efficiency and business impact. 

A skills assessment of all your employees can 
reveal a few things:

Roles
Roles that are prime for 
automation, augmentation and 
advanced analytics technique use.

Talent
High-potential talent to help 
build momentum for AI within 
the organization.

Process
Processes that 
are ripe for                                   
AI intervention

Skills
Skills that lend themselves 
well to upgrade               
and enhancement.
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Finding the intersection of these three can provide your early AI use cases, 
your early adopters and evangelists. 

Our research offers a view of organizations’ intentions: Around two in five say 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%).

Organizations looking at where to apply AI and drive that intersection between employees and business processes 
should consider how businesses are currently planning to leverage AI to augment or replace human capabilities.

In what roles is your organization looking to leverage AI to augment or replace human 
capabilities? (Multi-select question)

43.0%
40.2%

32.1% 31.6% 30.3% 29.8%
27.8%

25.9% 24.7% 24.5% 24.5%
21.0% 19.4%

Technical
support

Logistics Call center 
specialists

Front-office 
functions

Market
research

Accounting Administrative 
workers

Sales Internal
support 

advertising

Factory
workers

HR Benefits 
Managers

Retail
sales

Transportation
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The upside and downside to 
the talent debate
AI has the potential to revolutionize entire 
businesses and their processes. 

Its power is yet to be fully harnessed and those that 
are closest are reaping the rewards. Broadly speaking, 
those organizations that are most mature in their AI 
adoption are seeing three times or more return on their 
investment, alongside increased productivity (64%), 
efficiency (57%) and employee satisfaction (42%).

But organizations are also seeing a host of softer 
benefits. Greater use of AI enables all departments, 
functions and roles to remove manual tasks from  
their day-to-day work. 

Not only does this increase productivity and efficiency, 
it raises morale. It’s time to move and if you don’t, you 
may start to see your best talent slip away.

The upside of a focus on talent and culture is clear: 
Organizations that are most advanced in their AI 
maturity cite a payback of five times ROI of what 
they have invested, much higher than the three 
times average. Recruiting and training the talent 
pool enables a robust use of AI technologies and 
techniques deeply embedded within business 
processes that harness the data supply chain. All of this 
should be part of a clear AI strategy and underpinned 
by digital ethics.

Most advanced AI organizations 
cite up to a five times ROI
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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). 

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 38,000 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.  

http://www.avanade.com/ai-maturity
http://www.avanade.com
http://www.vansonbourne.com



