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1. Executive Summary: The Gap Between Perception and
Reality

In Q4 2025, a significant divergence has emerged between public skepticism and practitioner
reality. While external narratives often focus on an "AI Bubble" or high pilot failure rates,
internal practitioner data paints a different picture. The AT ROI Benchmarking Study Q425—
an analysis of 5,124 discrete use cases from 1,245 practitioners—reveals that 81.8% of
organizations are currently realizing a positive ROI.

This paper establishes that Al success is not a binary outcome but a structural one. We identify

the specific management bottlenecks and organizational attributes that separate Al leaders from
those struggling with "Pilot Purgatory."

Figure 1: Overall ROI Distribution
The vast majority of practitioners have moved past the experimentation phase and are actively

generating value. Only a small fraction (less than 10%) report negative financial returns, while
nearly 37% report results that are "Significant" or "Transformational."
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Figure 1: Overall ROI Distribution (N=5,124 Use Cases)

Breakeven or Negative

Positive ROI

2. The VP Paradox: Solving the Middle Management
Bottleneck

One of the most striking findings is the "Seniority-Benefit Gradient." ROI is not distributed
evenly across the corporate hierarchy.

Figure 2: The VP Paradox - Transformational Impact by Role

While 16.1% of C-Level executives and founders report "Transformational" ROI, that number
plummets to just 1.9% for Vice Presidents (VPs). VPs report the lowest mean ROI (2.88/5.0) of

any group.

e The Burden of Governance: VPs are the primary owners of "Governance Debt." They
are tasked with implementing Al policies, ensuring security, and managing departmental
transitions, but they rarely use Al for their own high-level decision-making.

e The Cost-Savings Trap: 32.7% of VPs cite cost savings as their primary goal (the
highest of any group), which often leads to narrow, defensive implementations rather
than transformational ones.
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Figure 2: The VP Paradox - Transformational Impact by Role
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3. The Agility Advantage: Complexity as a Tax

A counter-intuitive finding of the Q425 study is that massive capital investment does not
guarantee superior ROI. In fact, organizational complexity currently acts as a tax on Al returns.

Figure 3: Mean ROI vs. Organization Size

Small teams and organizations (1-50 employees) report a mean ROI of 3.49, significantly higher
than the 2.94 reported by large enterprises (5,000+ employees).

o Radical Agility: Small teams can test and deploy Al in days, bypassing the security
reviews and legal hurdles that delay enterprise implementation by months.

o Enterprise Friction: Gartner (2025) identifies that 58% of enterprises struggle with
data quality and legacy integration, leading to the "Enterprise ROI Gap" observed in our
data.
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Figure 3: Mean ROl vs. Organization Size
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4. The Portfolio Effect: The Mathematics of '"'Benefit
Stacking"
Organizations that view Al through a single lens—usually "Time Savings"—are fundamentally

under-utilizing the technology. The data shows a direct correlation between the breadth of
benefits and the depth of ROI.

Figure 4: The Portfolio Effect - ROI Lift via Benefit Stacking

Practitioners reporting only 1-2 benefits see a mean ROI of 3.1. Those who "stack" 7-8 distinct
benefits (such as Quality Lift + Revenue + Decision Intelligence) see an ROI of 3.6—a 38%
increase in value.

e The Decision Lift: While 76.7% of users cite time savings, the highest ROI "lifts" come

from Improved Decision Making (+0.20) and New Capabilities (+0.21). You cannot
save your way to transformation; you must build your way there.
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Figure 4: The Portfolio Effect - ROI Lift via Benefit Stacking
4.0

3.8

3.6
3.61

3.42
3.44
3.25

3.24

Mean ROI (1-5 Scale)

3.04

2.8

2.6

1-2 Benefits 3-4 Benefits 5-6 Benefits 7-8 Benefits

S. Use Case Maturity: The Shift to Agentic Autonomy

The study tracks the evolution of Al from a "search replacement" to an "autonomous partner."
Currently, the market is in the midst of a transition from Assisted to Agentic systems.

Figure 5: Use Case Maturity - Distribution by Autonomy Level

e Assisted Al (57%): Most usage remains in the "Copilot" phase—human-in-the-loop,
manual initiation.

e Agentic AI (14%): These systems execute complex, multi-step tasks autonomously.
Although currently the smallest segment, Agentic Al reports the highest
transformational impact scores.
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Figure 5: Use Case Maturity - The Shift to Agentic Al
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6. Top Realized Benefits: Beyond the "Hook"

While efficiency is the entry point, it is rarely the ultimate destination for high-performing
organizations.

Figure 6: Top Realized Benefits by Frequency
Time savings remains the "universal hook" at 76.7%, followed by Increased Output
(43%) and New Capabilities (41%). However, high-ROI organizations are those moving

toward "Revenue Impact” and "Risk Reduction," which currently have lower adoption but higher
strategic value.
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Figure & Top Realized Benefits by Freguency
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7. Conclusion and Strategic Roadmap for 2026

To bridge the "GenAl Divide" and scale ROI across the organization, leaders must move past the
"Pilot" mindset and address structural friction:

1. Thaw the "Frozen Middle": Design and pilot "Managerial AI" tools specifically to
solve the administrative and strategic burdens of VPs to raise their 2.88 ROI floor.

2. Stack the Benefits Portfolio: Stop optimizing for "minutes saved." Move to a multi-
metric framework that captures the 38% ROI lift provided by Decision Intelligence and
Quality Improvement.

3. Adopt the 10-20-70 Rule: Reinforce the finding from BCG (2025) that success is 10%
algorithm, 20% technology, and 70% people and process. Redesigning workflows is the
single biggest predictor of transformational success.

The DewPoint Group Page 7



References & Data Sources

e Primary Source: A/ ROI Benchmarking Study Q425, Superintelligent & AIDB
Intelligence (Dec 2025).

e Market Context: McKinsey: The State of Al in 2025 - The Year of Value
Generation (Nov 2025).

e Organizational Design: BCG Al Radar: From Pilot to Profit (The 10-20-70 Rule) (Jan
2025).

e Performance Benchmarking: Gartner Hype Cycle for AI & Agentic Systems (Aug
2025).

o Efficiency Analysis: /IDC: The Al Efficiency Gap and Inference Waste (Dec 2025).

The DewPoint Group Page 8



	The Generative AI Reality Check
	Structural Insights into Practitioner ROI, the "VP Paradox," and the Path to Agentic Autonomy
	1. Executive Summary: The Gap Between Perception and Reality
	Figure 1: Overall ROI Distribution

	2. The VP Paradox: Solving the Middle Management Bottleneck
	Figure 2: The VP Paradox - Transformational Impact by Role

	3. The Agility Advantage: Complexity as a Tax
	Figure 3: Mean ROI vs. Organization Size

	4. The Portfolio Effect: The Mathematics of "Benefit Stacking"
	Figure 4: The Portfolio Effect - ROI Lift via Benefit Stacking

	5. Use Case Maturity: The Shift to Agentic Autonomy
	Figure 5: Use Case Maturity - Distribution by Autonomy Level

	6. Top Realized Benefits: Beyond the "Hook"
	Figure 6: Top Realized Benefits by Frequency

	7. Conclusion and Strategic Roadmap for 2026
	References & Data Sources



