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Enterprises Are Drowning
In Al Tools.

They Are Not Drowning
In Optimization Systems.

A strategic analysis of enterprise Al adoption,
the coordination crisis, and the emerging need
for structured optimization architecture.
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|. Executive Summary

Enterprise Al adoption has accelerated faster in the past 24 months than most analysts predicted five
years ago. According to McKinsey & Company (2025), 88% of organizations now report regular Al
usage in at least one business function. Yet only 39% report measurable enterprise-level impact from
those initiatives.

The technical barrier to Al implementation has collapsed. The strategic
barrier has not.

Deloitte (2025) reports a 50% increase in sanctioned employee access to Al tools year-over-year.
Meanwhile, Gartner (2025) forecasts that by the end of 2026, 40% of enterprise applications will embed
task-specific Al agents — up from less than 5% in 2025. Al capability is no longer rare. Optimization
discipline is.

Enterprises are not struggling to access tools. They are struggling to orchestrate them. This paper
examines the illusion of internal Al control, the operational repercussions of building in-house without
coordination, the emerging Al governance crisis, the shift from build vs buy to build vs buy vs
orchestrate, and the role structured decision architecture plays in bridging the gap between adoption
and optimization.

This is not a defense of buying software. It is an argument for
sequencing intelligence.

88% 50% 40%

Organizations using Al YoY increase in Al access Apps with Al agents by 2026
(McKinsey, 2025) (Deloitte, 2025) (Gartner, 2025)
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ll. The lllusion of Capability

Modern enterprise stacks are powerful. With platforms like Salesforce and Workday, and direct access
to foundation models from OpenAl, Anthropic, and Google, internal teams can spin up
retrieval-augmented generation (RAG) systems in days, connect APIs across departments, build
dashboards in hours, run regression models in minutes, and deploy internal copilots without
procurement cycles. The barrier to entry has dissolved.

Building something is not the same as optimizing something.

Internal Al initiatives often begin as innovation experiments. They quietly evolve into infrastructure
projects. Eventually, they become governance liabilities. McKinsey (2025) reveals that while Al usage
is nearly universal, less than half of organizations have fundamentally redesigned business processes
to embed Al at scale. Adoption is widespread. Integration is uneven.

This is not a model accuracy problem. It is a decision architecture problem. The enterprise does not
lack intelligence — it lacks the structural discipline to route intelligence to where it creates compounding
value. When every team builds its own Al solution, the organization gains local capability at the
expense of systemic coherence. The appearance of progress masks the absence of coordination.

lll. The Hidden Costs of Building In-House

Let us remove the optimism bias. Internal Al systems typically fail in predictable, compounding ways
that are rarely captured in the initial business case.

Governance Drift

Models evolve. Prompts change. Retrieval pipelines decay. Documentation lags. Accountability
becomes diffused across teams that were never resourced to maintain what they built. What began as
a sprint becomes an undocumented system with no owner and no audit trail. In regulated industries,
this drift does not just create inefficiency — it creates exposure.

Maintenance Tax

Every API call, model update, and agent workflow requires ongoing supervision. Foundation model
providers deprecate endpoints, change pricing structures, and alter behavior between versions. What
begins as innovation becomes overhead, and that overhead scales nonlinearly as the number of
internal Al touchpoints increases. Engineering hours originally allocated to product development shift to
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system babysitting.

Talent Concentration Risk

Two engineers understand the system. They leave. The company inherits fragility. This pattern is so
common in enterprise Al that it has become a structural risk category. When institutional knowledge
about Al orchestration lives in two or three heads, the organization is one departure away from
operational ambiguity.

Signal Overload

Dashboards multiply. Intelligence fragments. Executive clarity declines. Each department builds its own
reporting layer, its own metrics, its own definition of success. The C-suite receives more data than ever
— and less insight. The problem is not a lack of information. It is a lack of signal hierarchy.

Budget Creep

Cloud inference costs scale quietly. Token-based pricing from LLM providers, GPU compute for
fine-tuning, and data storage for vector databases compound in ways that are difficult to attribute to any
single initiative. ROl measurement becomes ambiguous because the cost baseline was never properly
established.

ISG (2025) reports that only 31% of Al use cases reach full production, and just
25% achieve projected revenue ROI. Efficiency gains are more common, but
transformational impact remains limited.

This is not a condemnation of internal innovation. It is a reminder that engineering velocity does not
equal enterprise optimization. Speed without structure produces entropy.

Elevates.Al — Executive White Paper — 2026 Edition Page 5



Adoption Is Ubiquitous. Enterprise Impact Is Concentrated.

Organizations Using Al _|
in at Least One Function

Organizations Reporting _|
Enterprise-Level Impact

Figure 1. The gap between Al usage penetration and enterprise-level value realization. Source:
McKinsey & Company (2025).

The Enterprise Al Attrition Funnel

]
Al Use Cases [REE R Achieve Projected
Initiated Production Revenue ROI

Figure 2. The enterprise Al attrition funnel — from initiation to revenue realization. Source: ISG
(2025).
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I\VV. The Build vs Buy Debate Is Outdated

The traditional enterprise debate was build vs buy. That framing is obsolete. The new debate is build vs
buy vs orchestrate.

The real risk today is not under-building. It is over-building without coordination. Gartner (2025) projects
that by the end of 2026, 40% of enterprise applications will embed Al agents — up from less than 5% in
2025. That scale of deployment multiplies governance complexity exponentially. Every new agent is
another node in the decision system. Without orchestration, the organization becomes a web of
semi-autonomous decision engines, each operating under different logic, different data, and different
assumptions.

Optimization is not achieved through proliferation. It is achieved
through constraint alignment.

The companies that have learned this lesson are not the ones deploying the most models. They are the
ones that established sequencing discipline before scaling — defining which problems deserve custom
solutions, which are better served by vendor platforms, and which require a coordination layer that sits
above both. The third category is where the most significant enterprise value is currently being left on
the table.

The Speed of Agentic Expansion

/ (J
40% projected

by end of 2026

W
o
1

N
o
1

2]
S
= o
©

S5
a<
2 <
<
=
=T
=3
22
W
R




V. The Strategic Risk of Democratized Al

Deloitte (2025) reports that employee access to Al tools increased 50% year-over-year. This
democratization is powerful. It is also destabilizing.

When every function experiments independently, the enterprise loses coherence across multiple
dimensions simultaneously. Procurement loses visibility into what tools are actually being used and at
what cost. Legal loses oversight of where organizational data is being processed and under what
terms. IT loses architecture control as shadow Al systems proliferate outside sanctioned infrastructure.
Finance loses cost predictability as inference spend fragments across departmental budgets. And most
critically, executive leadership loses sequencing clarity — the ability to understand which Al
investments are compounding and which are merely consuming resources.

This is not a technology problem. It is a coordination problem. Al is
entering its coordination era.

The democratization of Al tools is, on balance, a positive development. It unlocks creativity and
experimentation at every level of the organization. But without a coordination layer — a mechanism for
routing, prioritizing, and governing that experimentation — democratization becomes fragmentation.
And fragmentation, at enterprise scale, becomes a strategic liability.

VI. The Missing Layer: Optimization
Systems

Enterprises are drowning in Al tools. They are not drowning in optimization systems.

Optimization — real optimization, not dashboard vanity metrics — requires a fundamentally different
approach than tool deployment. It requires constraint identification before tool selection, roadmap
sequencing before deployment, ROI mapping before scaling, governance mapping before expansion,
and confidence scoring before commitment. Most organizations invert this sequence. They move right
on the adoption curve before moving up on the optimization curve. They adopt tools before they design
orchestration layers. That inversion creates friction, waste, and organizational confusion that
compounds over time.

The distinction matters because the cost of missequencing is not linear — it is geometric. Every tool
deployed without a coordination framework becomes a node that must eventually be integrated,
governed, or retired. Each of those actions carries cost. The earlier an organization establishes its
optimization architecture, the lower the cumulative coordination debt.
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Most Organizations Move Right Before They Move Up
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VIlI. Where Elevates Fits

Precision matters here. Elevates is not a model builder. It is not a consulting army. It is not a data lake
replacement. Elevates functions as a structured readiness and assessment platform — the missing
architectural component between Al tool proliferation and informed enterprise decision-making.

What Elevates Does

Elevates identifies Al maturity gaps across the organization, evaluates the operational and
organizational constraints that prevent tools from delivering compounding value, provides 30/60/90-day
roadmap sequencing aligned to business priorities rather than technology availability, and connects
teams to relevant Al tools through a curated marketplace matched to their assessed needs and
readiness level.

What Elevates Does Not Do

Elevates does not guarantee ROl — no honest system does. It does not replace governance structures
that the enterprise must own. It does not eliminate internal engineering responsibility. What it does is
reduce strategic noise. And in saturated markets, noise reduction becomes strategic leverage.

In saturated markets, noise reduction becomes strategic leverage. Elevates
exists to provide the readiness intelligence and sequencing discipline that
transforms Al adoption into Al optimization.

VIIl. The Shift From Capability Race to
Coordination Race

The early Al era was about access. Could an organization get its hands on a model, a dataset, an API
key? That era is over. Access is commoditized. The current Al era is about integration — embedding
intelligence into existing workflows so that it produces measurable operational improvement rather than
incremental convenience.

The next Al era — the one we are entering now — will be about orchestration. Orchestration means
governing multiple Al systems, agents, and tools as a coherent portfolio rather than a collection of
independent experiments. It means sequencing investments so they compound rather than compete. It
means establishing decision architecture that enables leadership to allocate resources based on
organizational constraints rather than vendor marketing.
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Organizations that win will not be those who deploy the most agents.
They will be those who align Al investment to business constraints
before scaling.

Al is no longer a technology race. It is a coordination race. The winners will be determined not by the
sophistication of their models, but by the discipline of their sequencing.

IX. Conclusion

Al capability is abundant. Enterprise optimization is scarce. The distance between these two realities is
not a technology gap — it is a structural gap, a sequencing gap, a coordination gap.

The companies that outperform from 2026 onward will build only where genuine differentiation exists,
buy where solutions have been commoditized, and orchestrate across both. They will resist the
temptation to equate activity with progress, tool count with capability, and deployment speed with
enterprise value.

Elevates exists to support that journey toward orchestration. Not with hype. With structure.
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About Elevates.Al

Elevates.Al is a structured readiness and assessment platform that helps organizations bridge the gap
between Al adoption and enterprise value realization. Through automated maturity assessment, gap
identification, 30/60/90-day implementation roadmaps, and a curated Al tool marketplace, Elevates
provides the clarity and sequencing discipline that enables informed Al investment decisions.

elevates.ai  Empowering organizations to be Al-ready.
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