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Introduction

This report presents findings from extensive interviews with over 1,000 senior marketers,
capturing both the challenges they face and the strategies employed by successful Al
implementers. The outcome is a comprehensive picture of Al adoption across a wide range of
organisations, with clear patterns emerging in how teams are navigating their Al journey.

As leaders confront a rapidly evolving Al landscape, selecting and embedding the right tools
and agent-based solutions has become a critical strategic challenge. Our findings show that
successful implementation is less about chasing the newest technology - and more about
aligning Al with real-world needs, team workflows, and strategic goals.

The narrative around Al in marketing often swings between breathless hype and dystopian
fear. Headlines promise revolutions. But the reality is messier - and far more interesting. This
report cuts through the noise to deliver a grounded, honest view of what Al adoption really
looks like in 2025.

“I've got this real sense that this is the technology of our time...
this amazing technology is here and it can move you into a place
that you wouldn't be dfforded to do by yourself.”

Adoption Reality Gap

There's a growing disconnect between perception and practice. While most marketers are
excited about Al's potential, implementation is still patchy. Surprisingly, smaller and more
agile teams are often leading the way - moving faster, experimenting more freely, and
showing stronger early returns.

¥
Maybe Built from 1,000+ interviews with UK business leaders. | Be in the winning 9% of businesses deploying Al | Get Started For Free >


http://www.maybetech.com

The Big
Al secrer

“This isn't just the next tech wave. It's the architecture of future
business advantage - if you choose to build with it."”

Implementation Maturity

Our research identifies four distinct stages in the Al journey:

e Explorers (40-45%): Individuals experimenting with tools like ChatGPT or Midjourney
without formal strategy.

e Implementers (30-35%): Structured use cases begin to emerge, often led by
marketing ops or innovation leads.

e Integrators (15-20%): Al becomes embedded in workflows, with measurable ROl and
cultural adoption.

e Transformers (5-10%): Al is a core business lever, influencing team structure, client
delivery, and growth strategy.

Core Pain Points

Across the interviews, seven themes emerged consistently:

e Fragmented processes and tool overload

e Limited headcount and growing content demands
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e High volumes of manual, repetitive work

e Lack of prompting fluency across teams

e Concerns about content authenticity and brand alignment
e Governance gaps and regulatory uncertainty

e No clear strategy for integrating or scaling Al

“Al feels like the electricity moment for our generation - every
sector, every role, every assumption is up for redesign.

Success Factors for Implementation
The marketers making meaningful progress with Al share several traits:

e Platform Consolidation: Moving from tool overload to integrated systems

Specialisation Focus: Choosing solutions tailored to real marketing tasks

Skills Development: Training staff in prompt engineering and Al oversight

Governance-First: Starting with clear rules, boundaries, and brand alignment

Workflow Integration: Embedding Al into tools and processes teams already us
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Strategic Framework

Based on our findings, we propose a six-dimension evaluation model to guide Al
implementation decisions:

1.

2.

Implementation Velocity & Resource Needs
Governance & Security Readiness
Integration with Existing Systems

Customisation and Brand Fit

. Technical Expertise Required

Total Cost of Ownership

Industry-Specific Patterns

Adoption varies significantly by sector:

Digital Agencies: Highest Al maturity, especially in content and creative production

Retail & E-Commerce: Focused on personalisation, customer experience, and support
automation

Tech & SaaS Companies: Building internal tools and Al-assisted workflows

Professional Services: Slower adoption due to risk aversion, compliance pressure,
and client perception

Maybe®
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The Transformation Timeline

Most marketers are still early in their Al journey. But change is accelerating - and the
competitive advantage is shifting. Those who build strategic fluency now are best positioned
to lead in the next 12-24 months.

“We're standing at the edge of something that won't just change
how we work - it's going to change who gets to win."”

“It's accelerating by the week, let alone by month. What we’re
seeing available now... it's a whole new world already

Looking Forward

This report is just the beginning. In future updates, we'll expand our scope to include:

Maybe®

Sector-specific implementation benchmarks
Deeper technical evaluation models

ROI frameworks and adoption timelines

A growing library of anonymised case studies

Tracking of Al impact across new roles within marketing
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“The last time I felt this shift in momentum was the arrival of the
internet. Al is that big - but more personal, more immediate, and
more unpredictable.”

A Thank You - and Why We're Keeping Names Private

This white paper would not have been possible without the openness, honesty, and
generosity of the 1,000+ marketers who gave us their time, shared their lessons, and let us
into their real Al journeys - the exciting ones and the complicated ones.

To each of you: thank you.

You trusted us with your wins and your worries. You showed us what's working behind the
scenes, and what's still uncertain. That trust deserves respect.

That's why all quotes and case studies are anonymised.

Not because there's anything to hide, but because many marketing teams are still navigating
internal and external perceptions of Al. Clients, exec teams, and regulators are still catching
up. Speaking too soon, or too loudly, can sometimes create more confusion than clarity.

As one CMO told us:

“If our clients heard we were using Al, they'd assume shortcuts - not
strategy.”

So we kept things anonymous - but real. Every quote, every data point, every case study is
rooted in lived experience.

And for those who were happy to be named, we've listed all contributors and participating
organisations at the end of this report. We are extremely grateful for their insight and support.

This process has been deeply inspiring - and it's far from over.
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We'll continue tracking how marketers work with Al across all functions: strategy, content,
creative, performance, customer insight, and beyond. The future of marketing isn't about
whether Al plays a role. It's about how we choose to work with it.

Together.

Aolly 8

Polly Barnfield OBE

CEO Maybe*

www.maybetech.com
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1 | The Real Pain Points of Al Adoption in Business

Al is no longer a distant promise - it's embedded in daily business life, from the smallest
agency to the largest enterprise. Yet, as our interviews with over 1,000 businesses across
sectors reveal, the path to value is rarely smooth. Behind the headlines of automation and
innovation lies a more complex reality: businesses are wrestling with a set of persistent,
sometimes frustrating, pain points that shape every Al decision and outcome.

This chapter distills the voices of founders, marketers, consultants, and technologists into a
clear-eyed view of what's holding businesses back and where the greatest opportunities for
progress lie.

1. Data: The Foundation and the Friction

Across the board, businesses cite data quality, integration, and accessibility as the single
biggest barrier to effective Al. Siloed systems, inconsistent data, and manual reporting not
only slow down decision-making but also undermine trust in Al's outputs.

“Plugging into all those data sources and Al, of course, has just taken
so much pain away in that regard. But you can apply Al to anything.
Everybody'’s in very different places...”

Without reliable, unified data, even the most advanced Al tools struggle to deliver meaningful
insights or automate processes. For many, the dream is a world where Al “just works" pulling
live data from every relevant source, updating in real time, and surfacing actionable
recommendations.

2. Automation: Promise vs. Reality
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Al's promise to automate repetitive, low-value tasks is universally appealing. Businesses
want to reclaim time spent on manual reporting, admin, and content production. Yet, the
reality is that many automation solutions still require significant setup, integration, and
ongoing management.

“Account managers lose days manually assembling client performance
reports, risking errors and frustration.”

The pain is particularly acute in areas like reporting, CRM updates, and campaign

management-where even small errors can have outsized impacts. Businesses are
looking for Al that doesn't just automate, but does so accurately, reliably, and with
minimal oversight.

3. Trust, Transparency, and Control

A recurring theme is the trust gap: businesses are wary of “black box" Al, unpredictable
outputs, and hallucinated answers. There's a growing demand for Al that is not only powerful
but also transparent-able to explain its reasoning, admit when it doesn’t know, and allow
users to audit or override its decisions.

“Make the Al stop lying. If it doesn’t know, it doesn’t know. We'll save
hundreds of hours in development time."”

This is especially critical in client-facing contexts, where errors or generic outputs can
damage credibility and relationships.

4. Skills, Talent, and Change Management

While Al is more accessible than ever, skills gaps remain a major blocker. Businesses struggle
to keep up with the pace of change, to prompt and manage Al effectively, and to integrate
new tools into established workflows. The shortage of Al-literate talent-especially those who
can bridge technical and business needs-slows adoption and increases reliance on external
consultants.
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“It's not our requirement to be the experts in AL.”

This challenge is compounded by internal resistance: fears of job displacement, disruption to
established processes, and the cultural inertia of “the way we've always done things.”

5. Personalisation and Brand Differentiation

Off-the-shelf Al tools often produce generic, “robotic” outputs that lack nuance, context, or
brand voice. Businesses want Al that can be trained to understand their unique tone, style,
and customer needs-without endless re-prompting or manual editing.

“It's very rare that I'm happy with what Al has created. | always just use
it as a base or a foundation and then tweak it how | want it.”

The desire is for Al that remembers context, learns from feedback, and consistently delivers
on-brand, high-quality content and insights.

6. Security, Privacy, and Ethics

As Al becomes more deeply embedded in business processes, security and ethical concerns
loom larger. Businesses are increasingly aware of the risks around data privacy, compliance,
and the ethical implications of automated decisions. Many are seeking guidance and
governance frameworks to ensure responsible, transparent Al use-especially as regulations
tighten.

“The key is the ethical use of Al... Al is very powerful and brilliant. In
terms of me personally using it in a business to business way, it's
garbage... Al can do the job of three people now... Al will be ethically
minded and not try and replace people.”
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7. ROl and Strategic Alignment

Finally, there is a persistent struggle to define, measure, and communicate Al’s ROIl. Many
businesses embark on Al projects without clear objectives or metrics, leading to “shiny object
syndrome” and underwhelming results. The most successful adopters are those who align Al
initiatives with strategic goals, measure impact rigorously, and iterate based on real-world
feedback.

“The challenge around Al is that 95% of the conversations | have are
very much everyone wanting to understand what the opportunities are.
It's not your requirement to be the experts init.”

Turning Pain into Progress

These pain points are not signs of failure-they are the growing pains of a business world
adapting to a profound technological shift. By surfacing and addressing these challenges
head-on, businesses can move beyond hype and harness Al's true potential: not just to
automate or accelerate, but to create new value, drive meaningful differentiation, and build
more resilient, human-centered organizations.

The following chapters will explore how leading businesses are overcoming these barriers,
and what practical steps any organization can take to turn Al pain points into competitive
advantage.
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2 | Breaking Through the Complexity Barrier:
How Businesses Are Finding Their Path

The initial experimentation phase with Al often feels deceptively simple. A marketer tries ChatGPT,
generates a few social posts, and emerges impressed with the technology's potential. Then reality sets
in. How does this experimental tool scale across teams? How can it reliably reflect a brand's voice?
What guardrails need to be in place before it touches customer-facing content?

This chapter examines how organisations navigate the critical transition from Al experimentation to
systematic implementation-breaking through the "complexity barrier" that separates casual Al users
from those achieving transformative business impact.

The Four Stages of Al Implementation Maturity

Our research identifies four distinct stages in the Al implementation journey, each with its own
characteristics and challenges:

Stage 1: The Explorers (40-45% of organisations)

In this initial stage, these organisations are experimenting with readily available Al tools like ChatGPT,
Claude, or Midjourney. Implementation is typically driven by individual champions rather than a
systematic strategy.

"I've started using a lot of the Al tools. It was probably around 18 months before it
came mainstream with Chat GPT3. | just find it fascinating because it's opened up
an area that was completely inaccessible before."

Explorers face several common challenges:

Tool proliferation without integration
Inconsistent usage across teams

Limited measurement of impact or ROI

No formal governance or security protocols
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Stage 2: The Implementers (30-35% of organisations)

These organisations have moved beyond casual experimentation to focused implementation efforts
around specific use cases or workflows.

"Within just the use of Al itself, we are using a lot of ChatGPT, definitely. We are
creating a lot of different things like ICPs, marketing angles, creating hooks,
sometimes creating email copies."

At this stage, organisations typically:

Select specific, high-value use cases

Begin integrating Al with existing tools

Develop preliminary metrics for measuring impact
Create basic guidelines for Al usage

Stage 3: The Integrators (15-20% of organisations)

These organisations have successfully embedded Al into core business processes and workflows,
with measurable impact on efficiency and outcomes.

"We want to build Al agents that are like having specialised team members - one
that could revolutionise our marketing approach, another that transforms how we
manage resources."

Characteristics of this stage include:

Multiple Al applications across departments

Formal governance frameworks and security protocols
Systematic integration with existing technology stacks
Regular measurement and refinement of Al initiatives
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Stage 4: The Transformers (5-10% of organisations)

At the most advanced stage, Al becomes a fundamental business driver reshaping how organisations
operate, serve customers, and compete in their markets.

"Energy and time will be the only real true resource values in the next 50 years."

These pioneering organisations demonstrate:

Al as a cornerstone of business strategy

Comprehensive Al ecosystem with multiple, integrated capabilities
Advanced governance, including ethical considerations
Continuous innovation cycles

Measurable business transformation

Breaking Through: Strategies for Overcoming the Complexity Barrier

Our research reveals five key strategies employed by organisations successfully navigating the
transition from experimentation to systematic implementation:

1. Single Platform Consolidation

Rather than managing multiple disconnected Al tools, leading organisations are consolidating their Al
efforts on platforms that enable consistent governance, security, and user experience.

"What would be most valuable to us is having a consistent Al interface across all
our business functions."

This approach addresses the core challenges of fragmented processes and disjointed workflows by
creating a unified Al experience across the organisation.

“You kind of do need something that ties all the Al’s together.”

2. From General to Specialised Al

As organisations mature, they shift from general-purpose Al tools to specialised solutions aligned with
specific business functions.
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"Some agencies have said, 'Oh, | want it to do our time sheets for us, everybody
hates that.' Or some people have said, 'Oh, we want it to manage our CRM."

This transition allows for deeper integration with existing workflows and more targeted value creation.

3. Emphasis on Skills Development

Successful organisations recognise that Al implementation is as much about people as it is about
technology. They invest heavily in developing their teams' capabilities around prompt engineering, Al
supervision, and use case development.

"They think a big responsibility for companies is to allow their employees to trial
some of these different Al tools and allow time to actually do the research."

Companies with the most effective Al implementations have systematically addressed the skills gap
through training programmes, communities of practice, and dedicated Al champions.

4. Governance-First Approach

Rather than treating governance as an afterthought, leading organisations establish clear guidelines,
policies, and oversight mechanisms before scaling their Al initiatives.

“If we want people to trust Al, we have to earn that trust from the start-with clear
policies, transparent systems, and accountability built in from day one.”

This approach addresses critical concerns around data privacy, content accuracy, brand voice
consistency, and compliance, setting the stage for broader, more confident Al adoption.

5. Integration with Existing Workflows

The most successful Al implementations seamlessly integrate with existing tools and processes rather
than requiring teams to adopt entirely new workflows.

"A lot of the Al tools are built into the platform and really trying to utilise those
saves time and it helps."
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This focus on integration dramatically reduces the change management burden and accelerates time
to value.

Case Study: From Experimentation to Integration

A mid-sized marketing agency we interviewed exemplifies the journey from exploration to systematic
implementation. The agency began with individual team members experimenting with ChatGPT for
copywriting and basic research tasks. Recognising the potential, the leadership team identified content
creation as their highest-value use case and implemented a more structured approach.

They established a centralised Al platform with custom guidelines reflecting their brand voice,
integrated it with their project management and asset management systems, and developed a training
programme for all content creators.

The results were significant:

40% reduction in time spent on first drafts

Improved consistency across client work

Ability to handle 30% more clients without increasing headcount
Higher strategic value work from their creative team

[ ]

[ ]

[ ]

[ ]
"When people rely solely on artificial intelligence for visual content like images
and videos, the results are increasingly recognisable to the human eye. We've
become much more adept at detecting Al-generated visuals - the telltale signs are
becoming more apparent to us every day."

This case illustrates the power of moving beyond fragmented experimentation to strategic integration,
which addresses the core pain points while delivering measurable business impact.

Practical Recommendations for Breaking Through the Complexity Barrier

Based on our extensive interviews and analysis, we recommend the following approach for
organisations seeking to move beyond experimentation:
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1. Conduct an Al Readiness Assessment

Map current Al usage and capabilities across the organisation
Identify high-value use cases aligned with business priorities
Assess existing data, security, and governance frameworks
Evaluate team capabilities and skills gaps

2. Develop a Unified Al Strategy

Select a centralised platform approach rather than tool proliferation
Create clear guidelines for appropriate Al usage and oversight
Define success metrics aligned with business objectives

Establish a realistic implementation roadmap

3. Build Foundation Capabilities

Develop prompt engineering expertise within key teams
Implement appropriate security and governance protocols
Create mechanisms for sharing learnings across departments
Integrate with existing workflows and tools

4. Implement High-Value Use Cases

Begin with clearly defined, measurable implementations

Focus on augmenting human capabilities rather than replacement
Establish feedback loops for continuous refinement

Document and share successes to build momentum

5. Expand and Scale Systematically

Standardise successful approaches across the organisation
Implement consistent measurement frameworks
Continually refine governance as usage expands

Develop advanced use cases, building on initial successes
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From Possibility to Practicality

The transition from Al experimentation to systematic implementation represents a critical inflexion
point for organisations. Those who successfully navigate this complexity barrier position themselves
to capture disproportionate value from Al investments, while those who remain stuck in perpetual
experimentation risk falling behind.

The good news from our research is clear: the characteristics of successful implementation are neither
magical nor mysterious. By focusing on consolidation, skills development, governance, and
integration, organisations of all sizes can break through the complexity barrier and begin realising Al's
transformative potential.

In the next chapter, we'll explore how organisations address Al adoption's human element, including
leadership approaches, cultural considerations, and change management strategies that enable
successful transformation.
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3 | The Human Element: Leadership, Culture, and
Al Integration

While technology capabilities often dominate discussions about Al adoption, our research reveals a
more nuanced reality: the human factors - leadership approaches, organisational culture, and team
dynamics - ultimately determine implementation success. As one marketing director told us:

"It's not a technology problem anymore. The tools are there. It's a people problem
how to get teams comfortable with the change, rethink roles, and lead through this
transition."

This chapter examines how forward-thinking organisations are addressing the human dimensions of Al
integration, building cultures that embrace innovation while addressing legitimate concerns about skills

relevance, job security, and ethical deployment.

“Al will never replace genuine human context or nuance or judgement.”

Leadership Approaches That Drive Successful Al Adoption

Our interviews revealed distinct leadership practices that distinguish organisations successfully
integrating Al from those struggling with implementation:

1. Setting Clear Al Vision and Purpose
Leaders in organisations that have successfully adopted Al articulate a compelling vision beyond
efficiency gains or cost reduction. They connect Al initiatives to meaningful business outcomes and

customer value.

"We talked for a while years ago, there was this big debate on whether voice
search was going to be this big thing."

These leaders avoid both over-promising Al's potential and underestimating its long-term impact.
Instead, they focus on specific, achievable objectives within a broader strategic context.
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2. Modelling Al Engagement

In organisations making the most progress, leaders demonstrate personal engagement with Al tools
rather than delegating all implementation to technical teams.

This hands-on approach sends a powerful message about the importance of Al literacy at all levels
and helps leaders understand firsthand the opportunities and limitations of the technology.

"I say 'thank you' to ChatGPT. Not risking bad Al karma."

Do you say please and thank you to Al?

When we asked 1,000+ professionals how they interact with Al on a personal level, this question
sparked some of the most revealing answers:

Yes, I'm just naturally polite: “I get cross with the kids for being rude to
Alexa.”

Yes, absolutely: “Ifind I get better results if | treat it like a new member of
staff with respect and constructive feedback. | even have a hame for it.”

No. “It's an algorithm - it's a tool.”

No, and | discourage it. “We’re concerned about the impact on mental health
from building a relationship with Al."”

lused to. “But I've stopped since | learned about the environmental cost of
unnecessary language processing.”

These perspectives offer a snapshot of how people are emotionally and ethically adapting to the
growing presence of Al in their lives and workplaces.
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3. Creating Psychological Safety

Successful Al adoption requires experimentation, which inevitably involves setbacks and failures.
Effective leaders create environments where teams feel safe to experiment, make mistakes, and share
both successes and failures.

"What really caught my attention was the discussion about Al's broader
implications, because these technologies will fundamentally reshape how people
work and live."

This psychological safety enables faster learning cycles and more authentic evaluation of what's
working and what isn't.

4. Balancing Autonomy with Guidance

Our research revealed a common tension between providing sufficient structure for consistent Al
implementation and allowing teams the freedom to explore use cases relevant to their specific needs.

"The mental model is totally different - you're not just using a tool, you're
developing a working relationship with an intelligent system."

The most effective leaders establish clear guardrails-particularly around security, compliance, and
brand standards-while empowering teams to identify and develop use cases within those boundaries.

5. Focusing on Augmentation, Not Replacement

Leaders who frame Al as augmenting human capabilities rather than replacing roles generate
significantly less resistance and more enthusiastic adoption.

“Al works best when it supports people's natural strengths, automating the
mundane while letting them apply their experience and creativity where it matters
most."

This framing shifts the conversation from fear of obsolescence to excitement about focusing on
higher-value work.
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Cultural Elements That Support Al Transformation

Beyond leadership approaches, specific cultural characteristics emerged as critical enablers of
successful Al adoption:

1. Learning Mindset

Organisations that approach Al with curiosity and a commitment to continuous learning make
substantially more progress than those focused primarily on immediate efficiency gains.

"And it uses the Al as kind of an assistant that sits there with you, which is very
interesting."

This learning mindset manifests in dedicated time for experimentation, communities of practice for
sharing insights, and celebration of innovative applications regardless of immediate business impact.

2. Cross-Functional Collaboration

The most effective Al implementations bridge traditional organisational silos, combining technical
expertise with domain knowledge and customer insights.

"Coke, for example, did their Christmas ad, and it didn't come out until later that it
had been generated by Al."

Organisations that establish formal mechanisms for cross-functional collaboration-joint workshops,
mixed implementation teams, or regular knowledge-sharing sessions-report faster progress and more
creative applications.

3. Balanced Approach to Risk

Our research revealed a spectrum of risk appetites regarding Al implementation, from highly cautious
to aggressively experimental. The most successful organisations strike a thoughtful balance.

"For instance, Sonnet 3.5 is by far the best when it comes to writing code, but
sometimes it does get stuck."
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These organisations identify appropriate use cases for experimentation versus those requiring more
cautious approaches, particularly where customer experience, brand reputation, or compliance
considerations are paramount.

4. Commitment to Ethical Al

Organisations with explicit commitments to ethical Al deployment-addressing issues like bias,
transparency, and appropriate use cases-report higher levels of internal trust and adoption.

"If it is trained on neural networks, it should in theory make a difference if you are
using those different contexts."

This commitment typically includes clear guidelines for appropriate Al applications, oversight
mechanisms, and regular evaluation of Al outputs for potential bias or other ethical concerns.

5. Focus on Customer Outcomes

The most successful Al implementations maintain a relentless focus on customer value rather than
technological sophistication for its own sake.

"You just do any large language model and it has the ability to switch between
languages just with ease."

Organisations that consistently evaluate Al initiatives through the lens of customer outcomes avoid the
trap of impressive but ultimately low-value implementations.

Addressing the Skills Evolution Challenge

A consistent theme across our interviews was the challenge of evolving workforce skills to capitalise
on Al capabilities. The most effective organisations are taking a multi-faceted approach:
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1. Skill Gap Analysis and Development

Leading organisations conduct systematic assessments of existing capabilities against future
requirements, then develop targeted upskilling programmes.

"It's keeping on top of it, but also making sure that, you know, we're using the right
tools in the right places in the right way and that they're being prompted
effectively. Because I think that's going to be a skill set that a lot of people are
going to have to pick up very quickly."

These programmes typically include technical skills like prompt engineering and output evaluation
alongside softer skills like critical thinking and ethical decision-making.

2. New Roles and Responsibilities

Forward-thinking organisations are creating new roles to bridge technology and business functions-Al
champions, prompt engineers, Al ethicists, and implementation specialists.

"The pace is incredible - we're seeing transformative changes in Al capabilities
almost daily, making what was available just months ago seem primitive by
comparison."

These roles serve as accelerators for broader adoption, providing expertise and support to teams
across the organisation.

3. Recruitment Evolution

Many organisations are rethinking recruitment criteria to place greater emphasis on adaptability,
learning orientation, and critical thinking alongside traditional qualifications.

"Al has taken over so much on the actual how things are set up, how budgets are
allocated, how targeting happens. The only control you really have is your creative
element."
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This shift recognises that specific technical skills have decreasing half-lives while the ability to adapt
and learn continues to appreciate in value.

4. Creating Communities of Practice

Successful organisations establish formal and informal communities to share learnings, showcase
innovations, and collaboratively solve implementation challenges.

"Some people have said, 'Oh, we want it to manage our CRM.' But we're looking
for a single Al solution that can address multiple business needs rather than
managing a dozen different tools. We just want one Al that we can call on to do
anything."

These communities create powerful network effects, accelerating learning and spreading successful
approaches across the organisation.

Case Study: Cultural Transformation in a Digital Agency

A digital marketing agency we interviewed exemplifies the power of addressing human factors in Al
adoption. Facing increasing client demands for Al-enhanced services, the agency initially focused
exclusively on technology evaluation and capability building.

Despite investing in tools and training, they encountered significant resistance from creative teams
concerned about being replaced and account managers uncertain about explaining Al-generated
content to clients.

The breakthrough came when leadership shifted focus to the human elements:

Reframing Al as a creativity enhancer rather than a replacement for human creativity
Setting clear boundaries about which aspects of work would be Al-augmented versus
human-led

e Establishing cross-functional teams mixing creative, account, and technical staff to develop Al
approaches

e Creating showcases for innovative Al applications that enhance client results

“Google, Apple, and similar corporations face a substantial strategic advantage,
since many of the Al modeling firms demonstrate considerable reservation when it
comes to relinquishing control of their datasets”.
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The results were transformative:

e 85% of team members are actively engaging with Al tools (up from 20%)
e Client satisfaction scores are increasing by 15% on Al-enhanced projects
e Significant improvement in employee sentiment about the company's future

This case demonstrates that the path to successful Al integration runs as much through culture and
leadership as it does through technology capabilities.

Practical Recommendations for the Human Side of Al Integration

Based on our research, organisations seeking to strengthen the human dimensions of their Al
implementations should consider the following approaches:

1. Conduct an Al Culture Assessment

Evaluate current leadership messaging and behaviours regarding Al
Assess team attitudes, concerns, and enthusiasm about Al adoption
Identify cultural barriers to effective implementation

Map existing skills against future requirements

2. Develop an Integrated Human-Technology Strategy

Align Al initiatives with organisational purpose and values
Identify specific leadership behaviours needed to drive adoption
Create clear frameworks for ethical Al deployment

Establish skill development roadmaps for key roles

3. Build Cross-Functional Governance

Establish oversight mechanisms that include business, technical, and ethical perspectives
Create clear guidelines for appropriate Al applications

Implement review processes for high-risk or high-visibility use cases

Develop feedback mechanisms to capture and address concerns

4. Invest in Communication and Change Management

e Create compelling narratives about Al's role in the organisation's future
e Establish transparent communication about which roles and tasks will be affected
e Showcase success stories and lessons learned
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e Provide regular forums for questions and concerns

5. Develop Informal and Formal Learning Ecosystems

Create communities of practice for sharing insights and innovations
Establish formal skill development programmes for critical capabilities
Incorporate Al literacy into onboarding and development pathways
Recognise and reward innovative applications and knowledge sharing

Conclusion: The Human-Centred Advantage

Our research makes clear that technical capabilities, while necessary, are insufficient for successful Al
integration. Organisations that thoughtfully address the human dimensions of Al
transformation-leadership approaches, cultural enablers, and skills evolution-create a powerful
competitive advantage.

This advantage manifests not just in more successful technology implementations but in the capacity
to continuously evolve as Al capabilities advance. As one interviewee noted:

"The vision is a centralised knowledge ecosystem that you can continuously
enrich, powering multiple Al applications that become more effective with every
interaction."

In the next chapter, we'll explore how organisations are addressing security and data privacy concerns
while still enabling innovative Al applications-balancing protection with progress in their Al strategies.
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4 | The Al Dilemma: Quiet Wins, Loud Worries,
and the Real Stories Behind Adoption

Al is no longer theoretical. It's reshaping how marketers think, create, decide, and deliver -
not in a decade, but today. Yet behind the promising metrics and polished press releases lies
a more complicated truth: Al adoption is quietly surging, while public acknowledgment
remains scarce.

Our interviews with over 1,000 marketing professionals - CMOs, strategists, creatives,
analysts, and technologists - surfaced a powerful contradiction:

“We're getting brilliant results from Al. But we're not ready to talk about
it publicly.”

“It's in our workflows, it's in our strategy. But ho one outside the room
knows."”

In this chapter, we pull back the curtain. We examine the tension between progress and
perception. And we reveal why the real story of Al in marketing today is a story of quiet wins
and loud worries - playing out behind the scenes of some of the world's most ambitious
teams.

Why All Case Studies Are Anonymous
One of the most revealing patterns in our research? Al success is often cloaked in silence.

Organisations making the most strategic use of Al frequently go to great lengths to hide it -
from clients, from stakeholders, even from some internal teams. Not because they're
ashamed. But because they're cautious.

As one CMO explained:
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“Our Al use is sophisticated. But if our clients heard ‘Al,’ they'd imagine
lazy automation - not the tailored, strategic work we're actually doing.”

Another leader shared:

“Internally, we've embedded Al deeply. But publicly, we've never once
mentioned it in a pitch.”

This isn't secrecy for secrecy'’s sake. It's a pragmatic response to a brand and client
environment where perceptions lag behind practice.

So in this chapter, every identity is anonymised. Logos are removed. Voices are protected.
This isn't to obscure the truth - it's to tell it more clearly. What follows is a transparent look at
what's really happening inside marketing teams in 2025 - stripped of hype, stripped of
dystopia, and grounded in lived experience.

Part 1: The Shadow Side - What's Keeping Marketers Up at Night
1. Data Security: The Trust Gap

“We're uploading strategic gold into platforms we don’t fully
understand.”

Marketers are increasingly feeding proprietary data into Al tools - yet many of those tools
remain black boxes. The risk of leaks, misuse, and regulatory missteps looms large,
especially as shadow Al use by individuals grows faster than governance policies.

2. Bias and Brand Risk

“The Al doesn’t mean to offend. But we're the ones who'll get called out
when it does.”

¥
Maybe Built from 1,000+ interviews with UK business leaders. | Be in the winning 9% of businesses deploying Al | Get Started For Free >

32


http://www.maybetech.com

The Big
Al secrer

From racial bias to tone misfires, Al-generated outputs can drift far from brand-safe territory.
And with limited tools for pre-publication detection or bias mitigation, teams are often flying
blind.

3. Environmental Impact: The Invisible Cost
“We used to worry about paper waste. Now it's GPUs."”

Behind every Al prompt is a growing energy bill. As marketing teams become more
sustainability-conscious, the carbon cost of large language models is starting to raise tough
questions - and internal trade-offs.

4. Authenticity, Quality & Consumer Trust

“We ran an Al-led campaign. The client loved it - until their CEO spotted
a weird visual glitch and said it felt fake.”

Al-generated content is getting easier to spot. Some audiences embrace it. Others reject it
outright. For marketers, the line between clever and cringeworthy has never been thinner.

5. Workforce Anxiety and Skills Friction

“Our team isn’t afraid of losing their jobs. They're afraid of losing their
voice.”

While Al automates tasks, it also reshapes roles. Creatives face identity shifts. Strategists
face tool fatigue. And everyone's inbox is overflowing with “this new Al you should try.”

6. Tool Sprawl and Strategic Drift

“We’'ve got 18 Al logins, 7 dashboards, and no shared strategy.”
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With every new tool promising a silver bullet, teams are drowning in options and starving for
alignment. Consolidation is now a strategic imperative - not just a cost-saving one.

7. Legal Grey Zones

“We're not worried about breaking laws now. We're worried about
retroactive rulings.”

As Al regulation evolves globally, uncertainty is rising. Teams are scrambling to future-proof
their workflows against changes that haven't been written yet.

Part 2: The Quiet Wins - What's Working, Right Now
Despite the risks, the benefits are tangible. And growing.

From content generation to compliance, marketers are finding repeatable, scalable wins -
often under the radar.

These stories are more than isolated successes. Together, they show how Al is transforming
marketing from the inside out. Quietly. Effectively. And sometimes, unexpectedly.

Case Study 1: From ChatGPT Curiosity to Strategic Engine

Profile: Mid-sized marketing agency
Stage: Experimentation - Integration

The backstory
It started casually - copywriters experimenting with ChatGPT for ideation. But as usage
spread and results piled up, leadership saw a chance to scale.

What they did

e Identified content creation as a high-impact use case
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e Built a brand-aligned prompt library
e Integrated Al into project management systems

e Trained all staff on prompt engineering and ethical Al use

The result

o 40% faster first drafts
e 30% more clients served without increasing headcount

e Clearer, more consistent brand tone

Case Study 2: Content Creation, Supercharged

Profile: Digital marketing agency
Stage: Integration - Efficiency

The backstory
Content demand was exploding. Quality needed to stay high. Teams were stretched thin.

What they did

e Created brand-specific prompt libraries
e Plugged Al into their CMS

e Used human-Al review loops to refine output

The result

e 67% drop in first-draft creation time

e 40% reduction in production costs
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Case Study 3: From Tool Chaos to Strategic Stack

Profile: National retail brand
Stage: Overload - Optimisation

The backstory

Too many tools. Too little strategy. No shared standards.

What they did

e Audited all existing Al tools
e Identified core capabilities needed
e Standardised around a unified platform

e Built internal governance playbooks

The result

e 60% reduction in Al tool spend
e 40% boost in team-wide adoption

e Streamlined compliance and brand consistency

Case Study 4: Customer Support, Reinvented

Profile: National retailer
Stage: Application - Acceleration
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Support queues were long. Agent morale was low. Customer expectations were rising.

What they did

e Introduced Al-generated agent suggestions
e Automated responses to common queries

e Used sentiment analysis for escalation

The result

e 28% faster average response times
e 42% increase in first-contact resolution

e 35% reduction in agent turnover

Case Study 5: Rewiring Market Intelligence

Profile: B2B tech company
Stage: Manual - Predictive

The backstory

Sales was flying blind. Competitive intel was scattered and stale.

What they did

e Deployed Al to monitor competitor activity
e Delivered real-time briefs to sales

e Added predictive scoring to lead data
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e 23% faster pipeline progression
e 15% increase in win rates

e 1,000% ROI from improved close velocity
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Case Study 6: From Shadow Al to Secure Scale

Profile: Financial services firm
Stage: Resistance - Regulation

The backstory
Al was banned. So teams used it anyway. Quietly. Riskily.

What they did

e Built a secure internal Al platform with tiered access
e Required certification before tool usage

e Logged every prompt and interaction for compliance
The result

e 300% growth in safe, approved Al use cases
e 70% reduction in internal request backlogs

e Zero compliance issues despite scaling

Case Study 7: Culture Shift, One Squad at a Time

Profile: Digital agency
Stage: Pushback - Embrace
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The backstory
The announcement of Al tools sparked internal backlash - especially from creatives.

What they did

e Repositioned Al as a co-pilot, not a competitor
e Defined clear human vs. machine roles

e Launched internal innovation squads to co-create use cases

The result

e Al adoption rose from 20% to 85%
e 15% lift in client satisfaction

e Internal morale rebounded - with teams feeling empowered, not threatened

Final Word: The Dilemma is Real. So Is the Opportunity.
Al in marketing isn't a fairytale. It's not a horror story either. It's a balancing act.
Marketers are navigating a messy middle:

e Innovate, but stay authentic.
e Scale, but don't alienate.

e Automate, but stay human.

The smartest teams are succeeding by embracing the tension, building clear frameworks,
and keeping humans at the centre.
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What to Do Next
Here's how to lead the shift; with clarity and integrity:

Treat data governance as a product, not a policy

Train for prompting like it's a creative skill, better still build agents
Reduce tool clutter, consolidate and govern

Plan for trust and transparency, not just efficiency

Don't hide your Al use. Explain it. On your terms

This isn't just the state of Al in marketing. It's the state of marketers using Al intelligently,
cautiously, and increasingly, quietly winning.

¥
Maybe Built from 1,000+ interviews with UK business leaders. | Be in the winning 9% of businesses deploying Al | Get Started For Free >

40


http://www.maybetech.com

The Big
Al secret

5 | The Security Imperative: Balancing Innovation
with Data Protection

Introduction
As organisations accelerate their Al adoption, a critical tension has emerged: how to enable innovation

and efficiency while ensuring robust data protection, privacy, and security. This challenge was
repeatedly highlighted in our research:

"Because you know a lot of those people are very nervous about giving it
data, giving any of their data away."
This chapter examines how forward-thinking organisations are addressing security and privacy

concerns in their Al implementations, developing frameworks that protect sensitive information while
still enabling transformative applications.

The Security Paradox in Al Adoption
Our research identified a fundamental paradox at the heart of Al implementation: the capabilities that
make Al most valuable-the ability to process large volumes of data, generate human-like content, and

automate complex processes-also create the most significant security and privacy risks.

"If someone just uses Al, especially on images, imagery and video, it's very
obvious, and | think as humans seeing it, we're picking it up a lot quicker now. It's
very easy to tell."

Organisations navigating this paradox successfully display several common characteristics:
1. Recognition of Al-Specific Risks

The most security-mature organisations have moved beyond applying general data security
frameworks to developing Al-specific risk assessments and controls.

"Al models are designed to always provide an output, even when they should
acknowledge uncertainty or lack of knowledge about a topic."
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These organisations recognise distinct risk categories including:

Data exposure risks from training or fine-tuning Al models on sensitive data
Prompt injection vulnerabilities that may extract confidential information
Output risks including potentially inaccurate or inappropriate content
Intellectual property concerns around ownership of Al-generated assets
Compliance implications across relevant regulatory frameworks

2. Balanced Risk Appetite

Leading organisations strike a thoughtful balance between enabling innovation and mitigating risks,
rather than defaulting to either extreme permissiveness or prohibition.

"It's moving so fast that what seemed cutting-edge at the beginning of the year
now feels like ancient history - we're in completely new territory."

They create clear tiers of use cases with corresponding security requirements, allowing for
appropriate security controls proportionate to the sensitivity of the application.

3. Secure-by-Design Approach

Rather than treating security as an afterthought, security-mature organisations build protection
mechanisms into their Al implementation from the beginning.

"You're managing a central knowledge hub while juggling a mix of disconnected
tools."

This approach includes data governance frameworks, model evaluation protocols, and operational
security measures integrated throughout the Al lifecycle.

Data Governance Frameworks for Al

Our research revealed significant variation in data governance maturity, with the most advanced
organisations implementing comprehensive frameworks specifically designed for Al workloads:

1. Data Classification for Al Usage

Leading organisations develop clear classification systems for data used in Al applications, typically
including categories such as:

e Public data suitable for all Al use cases
e Internal data with limited sensitivity that can be used with appropriate controls
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e Sensitive data requiring enhanced security measures
e Restricted data that should never be used with external Al tools

"What we need is a unified Al approach that integrates with everything we already
use."

These classification systems provide clear guidance to teams about appropriate data usage across
different Al platforms and use cases.

2. Data Minimisation Principles

Security-mature organisations apply strict data minimisation principles to Al implementations, ensuring
that only necessary data is used in prompts or training.

"So I'm working on how do | adopt, how do I get it to adopt owner voice so that it
can be very close first time."

This approach reduces exposure risk while often improving model performance by focusing on
relevant information.

3. Data Flow Controls

Effective governance frameworks include clear controls on data flows to and from Al systems,
particularly when using external Al services.

These controls typically include:

API security measures

Encryption of data in transit and at rest

Access controls are limited to authorised personnel
Monitoring and logging of all data transfers

4. Retention and Deletion Policies

Leading organisations establish clear policies for the retention and deletion of data used in Al
interactions, particularly when using third-party services.

"l want an Al personal research assistant who knows our style and can anticipate
what kind of support our team needs for different projects."

These policies address both prompt data and generated outputs, ensuring that sensitive information
isn't retained unnecessarily.
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Implementation Security: From Proof-of-Concept to Production

Our research identified a critical security gap in many organisations: the transition from experimental
Al use to production implementation often lacks sufficient security controls. The most successful
organisations address this gap with a structured approach:

1. Secure Development Lifecycle for Al

Security-conscious organisations adapt traditional secure development practices for Al
implementations, including:

Security requirements definition at project initiation
Threat modelling for Al-specific risks

Security testing of Al implementations

Operational security monitoring

"It's keeping on top of it, but also making sure that we're using the right
tools in the right places in the right way."

This approach ensures that security controls evolve with the implementation rather than being applied
as an afterthought.

2. Vendor Security Assessment

When using external Al services, leading organisations conduct thorough security assessments of
providers, examining:

e Data handling practices

e Model training methodologies

e Security controls and certifications

e Compliance with relevant regulations

"We would love a consolidated Al environment where knowledge and learning are shared across
applications.”

These assessments inform both vendor selection and the development of appropriate compensating
controls for identified risks.

3. Authentication and Access Controls

Security-mature organisations implement robust authentication and access management for Al
systems, typically including:
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Multi-factor authentication for sensitive applications
Role-based access controls

Just-in-time access provisioning

Regular access reviews and de-provisioning

This granular approach to access management reduces the risk of unauthorised use while enabling
appropriate access for legitimate applications.

4. Monitoring and Incident Response

Leading organisations establish monitoring systems specifically designed for Al implementations,
including:

Detection of unusual data patterns or prompt behaviours
Monitoring for compliance with usage policies

Alerting on potential security violations

Al-specific incident response procedures

"I think that's going to be a sKkill set that a lot of people are going to have to pick up very quickly."

This ongoing vigilance enables early detection and rapid response to potential security incidents.

Compliance Considerations for Al Implementation

The regulatory landscape for Al continues to evolve rapidly, creating compliance challenges for
organisations implementing these technologies. The most mature organisations take a proactive
approach:

1. Regulatory Awareness and Planning

Leading organisations actively monitor evolving Al regulations and develop implementation
approaches that anticipate compliance requirements.

"The whole purpose of maybe Al is to make it incredibly easy for you to
create content that sounds like you and you've got the support sat
alongside it to hold your hand when you get stuck, because it's difficult."

This forward-looking stance includes:

e Mapping of Al applications to relevant regulatory frameworks
e Gap analysis against emerging requirements
e Remediation planning for identified gaps
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e Engagement with regulatory developments

2. Privacy-by-Design Principles

Security-conscious organisations apply privacy-by-design principles to Al implementations,
incorporating data protection measures from initial conception through deployment.

"Leadership should prioritise giving teams the resources and time needed to
explore Al tools and understand their potential applications."

These principles typically include:

Data minimisation

Purpose limitation

Storage limitation

Data subject rights facilitation
Transparency in processing

3. Documentation and Accountability

The most compliant organisations maintain comprehensive documentation of their Al implementations,
security controls, and risk assessments.

"In the coming decades, energy and time will surpass all else as our most
valuable assets."

This documentation typically includes:

Data protection impact assessments
Al risk assessments

Security control descriptions

Data flow mappings

Compliance justifications

4. Testing and Validation

Leading organisations implement testing regimes to validate compliance with both internal policies and
external regulations.

"The fundamental issue is that these systems prioritise generating plausible
responses over ensuring the reliability of the information they provide."
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These validation approaches typically include:

Security penetration testing
Compliance assessment

Output review for appropriate content
Bias and fairness evaluation

Case Study: Secure Al Implementation in Financial Services

A financial services firm we interviewed provides an instructive example of balancing security with
innovation. Facing competitive pressure to implement Al capabilities, the firm initially took a highly
restrictive approach, essentially prohibiting the use of external Al services due to data security
concerns.

This conservative stance created growing frustration among teams and led to shadow Al usage, with
staff using personal accounts for work purposes-creating even greater security risks than a controlled

implementation would have posed.

The breakthrough came when the security and innovation teams collaborated to develop a tiered

approach:
e Creating a secure Al platform with appropriate data protection controls
e Establishing clear data classification guidelines for Al usage
e Implementing monitoring and access controls
e Developing use case approval processes based on risk profiles

The result was a secure yet enabling framework that:

Reduced shadow Al usage by 90%
Enabled innovation in approved use cases
Protected sensitive client and financial data
Maintained regulatory compliance

Created clear audit trails of Al usage

This case demonstrates that well-designed security frameworks enable rather than restrict innovation
by providing clear guidelines for responsible Al usage.

Practical Recommendations for Secure Al Implementation

Based on our research, organisations seeking to enhance the security of their Al implementations
should consider the following approaches:
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1. Conduct an Al Security Assessment

Inventory current Al usage across the organisation
Assess data flows to and from Al systems

Identify security gaps in current implementations
Evaluate vendor security practices

2. Develop an Al-Specific Security Framework

Create data classification guidelines for Al usage
Establish approval processes based on risk profiles
Implement appropriate technical controls

Develop monitoring and incident response procedures

3. Implement Tiered Access Models

Deploy secure Al platforms for sensitive applications
Establish clear guidelines for appropriate external Al usage
Implement role-based access controls

Create audit trails of Al interactions

4. Build Security Awareness and Training

Educate teams about Al-specific security risks
Develop guidelines for secure prompt engineering
Create awareness of data protection requirements
Promote responsible Al usage practices

5. Establish Governance and Oversight

Create cross-functional Al security governance
Implement regular security reviews of Al applications
Develop compliance documentation and evidence
Monitor evolving regulatory requirements

Conclusion: Security as an Enabler

Our research demonstrates that robust security is not an obstacle to Al innovation but rather an
essential enabler. Organisations that develop thoughtful security frameworks create the trust and
confidence necessary for broad Al adoption while protecting against significant risks.
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As one security leader noted:

"Al technology can be incredibly powerful and versatile, but without the right
people to guide it and strong collaborative relationships, it simply doesn't deliver
meaningful results."

In the next chapter, we'll explore how organisations are documenting and measuring the impact of
their Al implementations, developing frameworks to quantify return on investment and guide future
initiatives.
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6 | Tool Overload vs. Strategic Implementation:
Building an Effective Al Stack

Introduction

As Al tools proliferate at unprecedented rates, organisations face a critical challenge: how to move
beyond the chaos of tool experimentation to develop a coherent, strategic Al technology stack. Our
research revealed this tension clearly:

"We have an abundance of tools but a scarcity of strategic clarity."

This sentiment was echoed throughout our interviews, with marketers expressing both excitement
about new capabilities and frustration with the fragmented nature of their current implementations.
This chapter examines how forward-thinking organisations are addressing tool proliferation, creating

integrated Al stacks that deliver measurable business impact.

The evidence is clear: organisations with a consolidated, strategic Al stack significantly outperform
those with tool proliferation across all key performance metrics. As one respondent noted:

"We're drowning in options but starving for direction."

This sentiment was echoed consistently across organisations struggling to realise value from their Al
investments.

The Current State of Al Tool Adoption

Our research uncovered a clear pattern in how organisations are currently implementing Al tools:
Experimental Proliferation

The majority of organisations we interviewed are in a phase of active experimentation with multiple Al
tools. Our data showed that marketing teams are typically using 4-7 different Al platforms

simultaneously, with limited integration between them.

"I use quite a range of tools, everything from the outer box tools, the things like Perplexity, Claude,
things like ChatGPT, all the kind of standard day-to-day tools."
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This experimentation phase is characterised by:

Individual team members selecting tools based on personal preference
Lack of centralised strategy or governance

Minimal integration with existing tech stacks

Limited measurement of impact or effectiveness

Usage Patterns
Across our interviews, clear patterns emerged in how Al tools are being deployed:

1. Content Generation - The most common application, with 72% of interviewees using Al for
creating or optimising content

"We are creating a lot of different things like ICPs, marketing angles,
creating hooks, sometimes creating email copies."

2. Research and Analysis - Used by 58% of organisations for market research, competitive
analysis, and data interpretation

"We are mapping the whole Target group within ChatGPT with some
additional add-ons to build the Persona and to sometimes even understand
the Persona better."

3. Process Automation - Implemented by 43% of organisations for workflow automation and
routine task management

"Some agencies have said 'Oh | want it to do our time sheets for us,
everybody hates that."

4. Customer Engagement - Applied by 37% of organisations for various aspects of customer
interaction

"A lot of the Al tools are built into the platform and really trying to utilise
those saves time and it helps."

Tool Selection Criteria

When asked about their criteria for selecting Al tools, interviewees cited several key factors:
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1. Ease of Use - Mentioned by 83% of respondents as a critical selection factor

"The whole purpose of maybe Al is to make it incredibly easy for you to
create content that sounds like you."

2. Integration Capabilities - Important to 76 % of organisations, particularly those with established
tech stacks

"We need a unified Al approach that integrates with everything we already
use."

3. Output Quality - Cited by 68% of respondents, with increasing emphasis on accuracy and
brand alignment

"If someone just uses Al for, especially on image, imagery and video, it's
very obvious and I think as humans seeing it, we're picking it up a lot
quicker now."
4. Security and Compliance - A primary consideration for 64 % of organisations, particularly in
regulated industries

5. Cost and ROI - Mentioned by 59% of respondents, with growing scrutiny of value delivered

"Over the next 50 years, the true currency will be measured in energy and time,
not money."

The Challenges of Tool Proliferation

While experimentation is valuable, our interviews revealed significant challenges that emerge when
organisations maintain too many disconnected Al tools:

Fragmented User Experience

Teams working across multiple Al platforms face constantly shifting interfaces, capabilities, and
limitations, reducing productivity and increasing the learning curve.

"It's keeping on top of it, but also making sure that we're using the right tools in the right places in the
right way and that they're being prompted effectively."
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Inconsistent Outputs

Different Al tools produce varying styles, formats, and quality levels, creating inconsistency in brand
voice and customer experience.

"I'm working on how do | adopt, how do I get it to adopt owner voice so that
it can be very close first time."

Data Silos

Information and learnings remain trapped within individual tools, preventing organisations from
leveraging their collective intelligence.

"What we're looking for is a single, evolving knowledge foundation that
intelligently supports dozens of specialised Al tools, creating unprecedented
organizational capability."

Security and Governance Challenges

Each additional tool creates new security vectors and governance requirements, increasing risk and
compliance burdens.

"The core limitation is that Al systems will confidently deliver responses even
when the underlying data or reasoning is incomplete or flawed."

Inefficient Resource Allocation

Managing multiple subscriptions, training programmes, and integration points consumes resources
that could be directed toward strategic implementation.

"I think that will save so much time and put people's minds much more into
actually properly briefing and getting the right set of inputs to things."

From Tool Collection to Strategic Al Stack

Our research identified organisations that have successfully evolved beyond tool proliferation to
develop coherent Al technology stacks. These organisations share several common approaches:
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1. Platform Consolidation

Forward-thinking organisations are consolidating their Al capabilities onto fewer, more comprehensive
platforms that serve multiple use cases.

"] think of Al as a force multiplier that takes care of the heavy lifting so people can
concentrate on the strategic thinking and problem-solving they excel at."

This consolidation typically involves:

Selecting 1-2 primary Al platforms that can serve multiple functions

Integrating specialised tools only when they offer unique, high-value capabilities
Developing consistent user experiences across the consolidated stack
Establishing unified security and governance frameworks

2. Integration-First Approach

Rather than treating Al tools as standalone applications, leading organisations prioritise deep
integration with existing workflows and technology stacks.

"We're working toward Al assistants that become indispensable specialists -
imagine one that revolutionises our market analysis and another that streamlines
all our compliance processes."

This integration-focused approach includes:

APIl-level connections between Al tools and core business systems

Embedding Al capabilities within existing applications rather than launching new interfaces
Consistent data flows between Al and non-Al components

End-to-end workflow design incorporating both human and Al elements

3. Use Case Prioritisation

Instead of open-ended experimentation, successful organisations identify and prioritise specific use
cases with clear business value.

"Al changes your entire approach to work - you start thinking about what
humans do best versus what Al excels at, then finding the optimal
combination."
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This prioritisation typically follows a structured process:

Cataloguing potential Al applications across the organisation

Evaluating each based on potential impact, feasibility, and strategic alignment
Selecting a focused set of high-value use cases for initial implementation
Creating a roadmap for expanding to additional use cases over time

4. Capability-Based Architecture

The most sophisticated organisations are moving beyond tool-based thinking to capability-based Al
architectures that can evolve over time.

"We're withessing unprecedented acceleration in Al - what took months to
develop previously now happens in weeks, sometimes days."

This architectural approach includes:

Defining core Al capabilities required by the business
Mapping these capabilities to appropriate technologies
Creating abstraction layers that allow for technology changes without disrupting business
processes
e Establishing governance frameworks at the capability rather than tool level

Case Study: From Tool Chaos to Strategic Stack

A mid-sized retail brand exemplifies the journey from tool proliferation to strategic implementation.
Initially, different teams were experimenting with various Al tools-the content team using one set of
tools, customer service another, and the data team yet another.

This created challenges with inconsistent customer experiences, duplicated efforts, and significant
security concerns as sensitive customer and product data flowed through multiple external systems.

The breakthrough came when leadership launched a strategic Al initiative that:

Assessed current tool usage and needs across the organisation

Identified core capabilities required for key business functions

Selected a primary Al platform that could serve multiple use cases

Integrated this platform with their existing CRM, e-commerce, and content management
systems

e Implemented unified security and governance
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The results were significant:

60% reduction in total Al tool spending

40% increase in team members actively using Al in daily work
Consistent brand voice across all customer touchpoints
Streamlined security and compliance management

Clear metrics showing the business impact of Al implementations

"In fact the smaller agencies tend to be much more on it with Al than the
bigger agencies."

This case demonstrates that moving from tool proliferation to strategic implementation requires
leadership vision, cross-functional collaboration, and a willingness to make focused investment
decisions.

Building an Effective Al Stack: A Framework

Based on our research, we recommend the following framework for organisations seeking to evolve
from tool experimentation to strategic implementation:

1. Conduct an Al Tool Audit

Inventory all Al tools currently in use across the organisation
Document use cases, users, and integration points

Assess costs, security postures, and governance models
Evaluate effectiveness and business impact

2. Define Core Al Capabilities

e |dentify the fundamental Al capabilities required by the business
e Prioritise based on strategic value and organisational readiness
e Create clear definitions and success criteria for each capability
e Develop a capability roadmap aligned with business objectives

3. Design an Integrated Architecture

Select primary platforms that can serve multiple capabilities
Identify integration requirements with existing systems
Determine appropriate security and governance frameworks
Establish data flows and feedback loops
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4. Implement a Phased Transition

Begin with high-value, low-complexity use cases

Establish clear metrics and success criteria

Develop user training and adoption programmes

Create feedback mechanisms for continuous improvement

5. Establish Ongoing Governance

Implement tool rationalisation processes for new Al technologies
Develop clear evaluation criteria for new capabilities

Create centres of excellence to share best practices

Establish regular review cycles for the Al technology stack

Key Considerations for Specific Organisation Types

Our research revealed that different types of organisations face unique challenges in building their Al
stacks:

For Agencies and Service Providers

Focus on client-ready solutions that can be deployed consistently
Develop clear methodologies for Al-enhanced service delivery
Balance proprietary approaches with client-owned technologies
Create clear documentation and knowledge transfer processes

For In-House Marketing Teams

Prioritise integration with existing martech stacks

Focus on brand consistency across Al implementations
Develop clear workflows for human review and approval
Align Al capabilities with broader marketing strategies

For Small and Medium Businesses

Emphasise ease of use and quick time to value

Focus on consolidated platforms that require minimal technical expertise
Prioritise use cases with direct revenue or efficiency impact

Leverage managed services rather than building custom solutions
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Conclusion: Beyond the Tool Landscape

Our research demonstrates that the most successful organisations are moving beyond viewing Al as a
collection of tools to seeing it as an integrated capability that enhances human potential across the
business.

This transition requires thoughtful leadership, clear strategy, and disciplined implementation. But the
rewards are substantial: reduced costs, greater consistency, enhanced security, and most importantly,
measurable business impact.

As one marketing leader noted:

"This isn't just an update, it's a revolution informed by our extensive
experience and addresses real business challenges directly."

In the next chapter, we'll explore how organisations are documenting and measuring the impact of
their Al implementations, developing frameworks to quantify return on investment and guide future
initiatives.
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7 | The Hidden Cost of Disconnected Al: When
Smart Tools Don’t Work Together

Introduction

Al adoption has accelerated faster than any previous business technology wave. Yet beneath the
enthusiasm lies a quiet drag on productivity that most organisations still underestimate: disconnection.
Across more than 1,000 interviews, one theme surfaced repeatedly teams aren't suffering from a lack
of Al capability, but from fractured capability.

Each new tool promises transformation, but the result is often an ecosystem where smart applications
don't talk to each other, data lives in silos, and hard-won insights never scale.

Disconnected Al isn't simply inefficient. It's expensive. Hidden costs accumulate at every handoff,
every reformat, every security workaround. These invisible losses time, trust, and talent are now one
of the biggest barriers to real Al return on investment.

1. The lllusion of Progress

On paper, Al adoption looks healthy. Tools abound, outputs flow, dashboards sparkle with metrics. But
behind the scenes, teams are working harder, not smarter. Each Al tool introduces new learning
curves, new integrations, and new maintenance demands.

We spoke to one digital agency that had deployed twelve different Al apps across departments. “We're
producing more content than ever,” their operations lead told us, “but it takes longer to manage the
process than before Al." What appears as acceleration on outputs is often neutralised, or even
reversed, by the growing weight of disconnected systems.

2. Where the Costs Hide

Fragmentation carries clear financial and cultural costs that rarely appear in balance sheets.
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e Duplicated effort: teams recreate assets, prompts, and templates that already exist elsewhere.

e Lost data fidelity: insights generated in one tool never feed into another, breaking learning
loops.

e Security exposure: each additional integration point creates a new compliance risk.
e Cognitive overload: staff must constantly switch context, logins, and interfaces.
e Decision friction: leadership lacks a single source of truth for performance and ROI.
An internal audit at one retail brand found that managing disconnected Al tools consumed 18 percent

of marketing team hours time that delivered no incremental value. By consolidating on an integrated
stack, they recaptured almost three working days per employee per month.

3. The Human Cost

Technology debt compounds cultural fatigue. Staff describe feeling “digitally spread thin,” juggling
applications that promise simplicity but multiply complexity.

Leaders reported rising frustration and declining trust in Al outputs, especially when different tools
produced conflicting data or inconsistent tones. Employees spend more time verifying each system'’s
results than leveraging them. The cognitive tax of disconnection is now as significant as the technical
cost.

4. Data Without Direction

Al systems thrive on feedback. When disconnected, that feedback disappears into the void.
Disconnected tools learn in isolation, each repeating the same mistakes and missing the shared
knowledge that drives compound improvement.

The result is what one CMO called “artificial intelligence without actual intelligence.” Automation exists,
but learning stalls. Businesses effectively reset the journey to intelligence with every disconnected
workflow.
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5. Security and Governance Drift

Disconnection doesn't just slow progress; it weakens protection. Shadow Al emerges as teams seek
workarounds for integration gaps. Internal controls become piecemeal and reactive.

As enterprises add tools faster than governance can adapt, risk scales invisibly. One global agency

discovered that two-thirds of its Al activity happened outside approved systems. “It wasn't malicious,”
their CIO explained.

“It was impatience. People were trying to connect what the stack didn’t.”

6. The Business Case for Connection
Our research shows that organisations achieving the highest Al impact share a key characteristic:
coherence. Their Al tools form ecosystems, not islands. Data flows, not drips. Every prompt, every

output, every correction becomes a learning input for the next.

When systems connect, teams focus on insights, not interfaces.
When data connects, governance becomes simpler instead of stricter.
When strategy connects, Al becomes a multiplier rather than a distraction.

Case Study: From Chaos to Coherence
A mid-market professional services firm faced spiralling inefficiencies managing Al across twelve
separate tools. Different departments created overlapping automations, brand inconsistencies, and

recurrent data risks.

By consolidating to a centralised, governed Al platform — enabling shared data pools and prompt
libraries — they achieved:

e 45 percent reduction in total licence cost
e 52 percent faster cross-team project delivery

e Full audit compliance for every client use case

The transformation wasn't about more Al. It was about connected Al.
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7. Reframing Connection as ROI

Al connection isn't just a technical concern; it's a strategic investment. Integration multiplies the value
of every model and dataset an organisation already owns. The economics are simple: one connected
Al system compounds learning; ten disconnected tools replicate mistakes.

Forward-thinking organisations are measuring this connectivity delta identifying where integration

creates exponential value. Companies with integrated Al ecosystems consistently report 30 to 50
percent lower operational drag and stronger stakeholder trust.

8. The Way Forward

To eliminate the hidden cost of disconnection, leaders must shift from tool thinking to ecosystem
design. Key recommendations include:

1. Audit the landscape: catalogue every Al tool in use, identifying overlaps and blind spots.

2. Mandate integration-first procurement: new tools must enhance the existing ecosystem, not
fragment it.

3. Build a unified governance model: security, compliance, and learnings shared across all Al
functions.

4. Investin connective tissue: APIs, shared data layers, and knowledge repositories keep
intelligence compounding.

5. Measure cohesion: track not just outputs but the flow of insights between systems.

As one innovation officer summarised:
“The moment our Al started talking to itself, our business started scaling again.”

Disconnected Al is the quiet tax on innovation. It drains speed, multiplies risk, and erodes trust before
leaders even notice. The next competitive frontier will not be who adopts Al fastest, but who connects
it best.

Connection turns data into insight, automation into acceleration, and experimentation into enterprise
capability. In the era of exponential technology, coherence is the new efficiency, and integration is the
new intelligence.
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Conclusion

Understanding the hidden cost of disconnected Al starts with visibility. Most organisations
underestimate the true financial and operational impact of fragmentation because the costs are
distributed across teams, subscriptions, and workflows.

To help organisations quantify their own disconnection drag, we've developed a research-backed

assessment tool that calculates the hidden costs based on organisational size, tool count, and
workflow patterns observed across our 1,000+ interviews.

Calculate your hidden Al costs
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8 | From Experimentation to Transformation:
Real-World Use Cases Driving ROI

Introduction

While the potential of Al is widely acknowledged, many organisations struggle to move from
theoretical benefits to measurable business impact. As one marketing director noted:

"People are genuinely excited about Al's potential, but they're overwhelmed by
the options and don't know which use case to tackle first."

This chapter explores how organisations are translating Al experimentation into tangible business
outcomes through carefully selected, well-implemented use cases. Drawing on our extensive
research, we examine the approaches, metrics, and implementation strategies that distinguish
high-impact Al initiatives from interesting but ultimately low-value experiments.

The Measurement Challenge

Our interviews revealed a consistent pattern: most organisations begin their Al journey with minimal
attention to measurement, focusing instead on capabilities and experimentation. As implementations
mature, however, the pressure to demonstrate concrete results intensifies.

"I think that will save so much time and put people's minds much more into
actually properly briefing and getting the right set of inputs to things rather than
just spending all the time on writing something that then misses the mark."

This evolution creates several distinct measurement challenges:

1. Baseline Deficiency

Many organisations lack clear baselines for the processes they seek to enhance with Al, making it
difficult to quantify improvements.

"A lot of the Al tools are built into the platform and really trying to utilise those
saves time and it helps."

Without established metrics for current performance levels, organisations struggle to demonstrate the
incremental value of Al implementations.
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2. Attribution Complexity

Al rarely operates in isolation, making it challenging to attribute outcomes specifically to Al versus
other factors.

"The real value comes from Al handling the mechanical aspects of work while
people focus on the nuanced decisions that require human insight."

This integration, while valuable from an implementation perspective, complicates efforts to isolate and
measure Al's specific contribution.

3. Evolving Success Criteria

As organisations move from experimentation to scaling, success criteria often shift from capability
demonstrations to business outcomes.

"The cognitive shift is significant - you move from being a solo performer to being
a conductor who brings out the best in both human and artificial intelligence."

This evolution can create perception challenges when early "successful" experiments fail to translate
into measurable business impact at scale.

4. Measuring Intangible Benefits

Many Al benefits include intangible outcomes like improved decision quality, enhanced creativity, or
reduced risk-all challenging to quantify.

"Future economies will be shaped by how we conserve and leverage time
and energy."

Organisations focusing exclusively on hard metrics may miss significant portions of Al's value
proposition.

Measurement Frameworks: From Activity to Impact

Our research identified a clear progression in how organisations measure their Al initiatives as
implementations mature:

Stage 1: Activity Metrics

Early implementations typically focus on adoption and usage metrics, including:
e Number of active users
e Frequency of Al tool usage
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e Volume of Al-generated outputs
e Tool satisfaction ratings

"They think a big responsibility for companies is to allow their employees to
trial some of these different Al and allow time to actually, you know, do the
research."

While useful for tracking initial adoption, these metrics provide limited insight into business impact.

Stage 2: Efficiency Metrics

As implementations progress, organisations begin measuring operational efficiencies:
Time saved per task or process

Cost reduction from automation

Throughput improvements

Error rate reduction

"It's keeping on top of it, but also making sure that we're using the right
tools in the right places in the right way."

These metrics provide more tangible value evidence but still focus primarily on internal operations
rather than customer or market outcomes.

Stage 3: Outcome Metrics

Mature implementations focus on business outcomes directly tied to strategic objectives:
e Revenue impact
e Customer acquisition or retention improvements
e Market share changes
e Customer satisfaction metrics

"This isn't just an update, it's a revolution informed by our extensive
experience and addresses real business challenges directly."

These metrics connect Al initiatives directly to business performance, enabling ROI calculations and
strategic decision-making.

Stage 4: Transformation Metrics

The most advanced organisations measure Al's contribution to fundamental business transformation:
e New product or service creation
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e Business model innovation
e Market disruption metrics
e Long-term competitive positioning

"The transformation is happening so fast that our roadmaps become
outdated almost immediately - new capabilities emerge constantly."

These forward-looking metrics capture Al's potential to reshape organisations and markets, not just
improve existing operations.

High-Impact Use Cases: What Makes the Difference

Our research identified clear patterns distinguishing high-impact Al use cases from those delivering
limited value. The most successful implementations share several characteristics:

1. Clear Problem Definition

High-impact use cases begin with well-defined business problems rather than technology exploration.
"We have an abundance of tools but a scarcity of strategic clarity."

This problem-first approach ensures that Al capabilities are directed toward meaningful challenges
with measurable outcomes.

2. End-to-End Process Focus

Rather than applying Al to isolated tasks, successful implementations address end-to-end processes,
eliminating handoffs and integration gaps.

"I picture a master knowledge repository that learns and adapts, seamlessly
connecting to purpose-built Al agents that transform how every department
operates."

This comprehensive approach prevents the "last mile" problems that often limit the value of
task-specific Al applications.

3. Human-Al Collaboration Design

The most effective use cases carefully design the interaction between human and Al capabilities,
leveraging the strengths of each.
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"The aspiration is Al agents that genuinely excel in their chosen fields - it would be
fantastic to have one that transforms our decision-making and another that
perfects our customer experience."

This collaborative design ensures that Al enhances rather than replaces human judgment and
creativity.

4. Integration with Existing Systems

High-impact implementations integrate seamlessly with existing technology stacks and business
processes.

"We're looking for a single Al solution that can address multiple business
needs rather than managing a dozen different tools."

This integration reduces friction, accelerates adoption, and ensures that Al insights translate into
operational changes.

5. Measurement by Design

The most successful use cases incorporate measurement frameworks from conception rather than
attempting to retrofit metrics after implementation.

"Technology alone isn't enough - you need people who understand the
context and can build the trust necessary for Al to truly deliver value."

This measurement-by-design approach enables clear ROI calculations and continuous improvement.

Case Studies: Real-World ROI from Al Implementation

Our research uncovered numerous examples of organisations achieving measurable returns from their
Al initiatives. Three representative cases illustrate different approaches to value creation:

Case 1: Content Creation Efficiency

A digital marketing agency implemented Al-enhanced content creation processes across its client
service teams. The implementation included:

e Integration of Al writing tools with their existing content management system

e Development of brand-specific prompt libraries for consistent outputs

e Creation of human review workflows for quality assurance

e Implementation of before-and-after time tracking

The results were substantial:
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67% reduction in first draft creation time

40% overall reduction in content production costs
22% improvement in client satisfaction scores
15% increase in content performance metrics

"In fact the smaller agencies tend to be much more on it with Al than the
bigger agencies."

The ROI calculation showed a 380% return on their Al implementation investment within the first six
months.

Case 2: Customer Service Enhancement

A retail organisation implemented Al-powered customer service capabilities, including:
e Al-assisted response suggestions for service representatives
e Automated handling of routine queries
e Intelligent routing of complex issues
e Sentiment analysis for quality assurance

This implementation delivered multiple layers of value:

28% reduction in average response time

42% increase in first-contact resolution

18% improvement in customer satisfaction scores

35% reduction in agent turnover due to reduced repetitive tasks

"The whole purpose of maybe Al is to make it incredibly easy for you to
create content that sounds like you and you've got the support sat
alongside it to hold your hand when you get stuck."

Their ROI analysis showed both direct cost savings and significant revenue protection through
improved customer retention.

Case 3: Market Intelligence Transformation

A B2B technology company implemented Al-enhanced market intelligence capabilities:
e Al-powered monitoring of competitor activities
e Automated analysis of market trends and signals
e Predictive analytics for opportunity identification
e Personalised intelligence briefings for sales teams

The implementation created a measurable competitive advantage:

¥
Maybe Built from 1,000+ interviews with UK business leaders. | Be in the winning 9% of businesses deploying Al | Get Started For Free >

69


http://www.maybetech.com

The Big
Al secrer

23% increase in sales team pipeline velocity

15% improvement in win rates against key competitors

31% reduction in time spent gathering competitive intelligence
45% increase in identified market opportunities

"We are mapping the whole Target group within ChatGPT with some
additional add-ons to build the Persona and to sometimes even understand
the Persona better."

The organisation calculated an ROI exceeding 1,000% based on incremental revenue alone, excluding
efficiency savings.

ROI Measurement Framework: A Practical Approach

Based on our research, we've developed a structured framework for measuring Al implementation ROI
that organisations can adapt to their specific contexts:

1. Define Value Dimensions

Identify all relevant value dimensions for your Al initiatives, typically including:
e Cost reduction and efficiency gains

Revenue enhancement

Risk reduction

Employee experience improvements

Customer experience enhancements

Strategic positioning benefits

"We want Al to become an extension of our thinking process, providing
relevant assistance and insights that align with how we naturally approach
problems."

This comprehensive approach ensures all value sources are captured, not just the most easily
quantified.

2. Establish Clear Baselines

Document current performance across all relevant metrics before implementation:
e Process time and cost measurements

Quality and accuracy metrics

Customer and employee satisfaction scores

Revenue and margin performance

Risk and compliance metrics
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"I'm working on how do | adopt, how do I get it to adopt owner voice so that
it can be very close first time."

These baselines provide the foundation for all subsequent ROI calculations.

3. Implement Tracking Mechanisms

Develop systems to capture performance changes as Al is implemented:
e Process monitoring and analytics

Regular user surveys and feedback

Financial performance tracking

Customer experience measurement

Quality assurance metrics

"It's keeping on top of it, but also making sure that we're using the right
tools in the right places in the right way."

These tracking mechanisms should integrate with existing reporting systems rather than creating
parallel measurement structures.

4. Calculate Multi-Dimensional ROI

Develop ROI calculations that capture the full range of benefits:
e Direct financial return (cost savings and revenue gains)

Time value (productivity enhancements)

Risk reduction value

Experience enhancement value

Strategic positioning value

"In the future, time and energy will be the scarcest and most prized
resources we possess."

This multi-dimensional approach provides a more complete picture of Al's impact than simple
cost/benefit calculations.

5. Implement Continuous Improvement Cycles

Use ROI measurements to drive ongoing refinement:
e Regular review of performance metrics
e Identification of underperforming aspects
e Implementation of targeted improvements
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e Updated ROI calculations reflecting changes

"I think that will save so much time and put people's minds much more into
actually properly briefing and getting the right set of inputs to things."

This continuous improvement approach ensures that ROl increases over time rather than degrading
after initial implementation.

Practical Recommendations for Maximising Al ROI

Based on our research, organisations seeking to maximise returns from their Al implementations
should consider the following approaches:

1. Start with Value-Rich Use Cases

e Identify processes with clear pain points and measurement potential

e Focus on use cases with potential for both efficiency and effectiveness gains

e Prioritise customer-facing applications with direct revenue or satisfaction impact
e Select processes with sufficient volume to justify implementation costs

2. Design for Measurable Outcomes

Define success metrics before implementation begins
Incorporate measurement capabilities into technical requirements
Establish clear baselines through pre-implementation assessment
Create control groups where possible to isolate Al impact

3. Build Cross-Functional Value Cases

e Involve finance teams in ROI framework development

e Engage operational leaders in metric selection

e Collaborate with customer teams on experience measures
e Partner with technology teams on integration measurement

4. Implement Phased Measurement

Begin with process metrics to validate implementation
Progress to efficiency metrics as adoption stabilises
Expand to outcome metrics as integration matures
Develop transformation metrics for strategic assessment

5. Communicate Value Creation Effectively

e Develop executive dashboards showing Al impact across dimensions
e Create regular reporting mechanisms for key stakeholders
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e Document case studies highlighting specific value examples
e Connect Al value to strategic business objectives

Conclusion: From Cost to Investment

Our research demonstrates a clear progression in how organisations view their Al initiatives-evolving
from cost centres focused on capability development to strategic investments driving measurable
business outcomes.

This evolution requires disciplined implementation focused on well-defined use cases, careful
integration with existing systems, thoughtfully designed human-Al collaboration, and comprehensive
measurement frameworks.

As one marketing leader noted:

"The evolution is breathtaking - capabilities that would have taken years to
develop are now emerging every few weeks, fundamentally changing what's
possible."

Organisations that successfully make this transition position themselves to capture disproportionate
value from their Al investments while establishing the foundation for continuing competitive
advantage.

In the next chapter, we'll explore how organisations are addressing industry-specific adoption
patterns, adapting general Al approaches to the unique challenges and opportunities in different
sectors.
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9 | Cross-Sector Insights: Industry-Specific Al
Adoption Patterns

Introduction

While many Al implementation challenges transcend industry boundaries, our research revealed
distinct adoption patterns, priorities, and approaches across different sectors. As one interviewee
noted:

"I've had lots of conversation around written content, GPT, for example, and
Mid Journey with all the video and imagery, and so many smaller agencies
are running off with that and doing lots of great things with it."

This chapter examines how various industries are approaching Al adoption, highlighting
sector-specific challenges, opportunities, and implementation strategies. By understanding these
patterns, organisations can benchmark their approaches against peers and adapt successful practices
from adjacent industries.

Digital Marketing and Creative Agencies: Leading the Charge

Our research found that marketing and creative agencies are at the forefront of Al adoption, with
implementation rates significantly higher than most other sectors.

"In fact the smaller agencies tend to be much more on it with Al than the
bigger agencies."

This leadership position stems from several factors:

Content Production Transformation

Agencies have rapidly integrated Al into content creation workflows, fundamentally changing how they
develop and optimise content.
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"Within just the use of Al itself we are using a lot of ChatGPT, definitely, we
are creating a lot of different things like ICPs, marketing angles, creating
hooks, sometimes creating email copies."

Leading agencies are using Al across the content development lifecycle:
e Research and concept development
e First draft creation
e Content optimisation and adaptation
e Performance analysis and refinement

Productivity Imperative

Agency business models, often based on billable hours or project fees, create strong incentives for
productivity enhancement.

"A lot of the Al tools are built into the platform and really trying to utilise
those saves time and it helps."

This productivity focus has driven agencies to move beyond experimentation to systematic integration
of Al into daily workflows.

Client Expectations Evolution

Client demands for faster delivery, greater personalisation, and more measurable performance have
accelerated agency Al adoption.

“When people rely solely on Al for visual content - particularly images and
videos - the results are remarkably apparent, and | believe we as humans
are becoming much faster at recognising these artificial creations."

Agencies are particularly focused on using Al in ways that enhance rather than replace human
creativity, recognising that clients can distinguish between purely Al-generated content and
Al-enhanced human work.

Sector-Specific Implementation Focus

Our research found that agencies are prioritising specific Al implementation areas:
e Creative concepting and ideation assistance (67% of agencies)
e Content variation and adaptation (82%)
e Multi-channel distribution optimisation (63%)
e Performance analysis and improvement (74%)
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"I think that will save so much time and put people's minds much more into
actually properly briefing and getting the right set of inputs to things rather than
just spending all the time on writing something that then misses the mark."

The most successful agencies are transforming their service offerings around these enhanced
capabilities rather than simply using Al to deliver traditional services more efficiently.

Retail and E-commerce: Customer Experience Focus

Retail and e-commerce organisations are adopting Al with a distinct emphasis on customer experience
enhancement and purchasing journey optimisation.

"We are mapping the whole target group within ChatGPT with some additional
add-ons to build the Persona and to sometimes even understand the Persona
better."

Our research identified several sector-specific adoption patterns:

Personalisation at Scale

Leading retailers are implementing Al to deliver increasingly sophisticated personalisation across the
customer journey.

"The interest in Al is huge, but there's a real gap between excitement and knowing
how to take that first meaningful step."

These personalisation initiatives extend beyond traditional product recommendations to include:
Content and messaging adaptation

Timing and channel optimisation

Visual and design personalisation

Offer and pricing optimisation

Conversational Commerce Enhancement

Retail organisations are deploying Al to transform customer interactions across digital and physical
channels.

"You can then create agents that are specialists at marketing or agents that
manage everything form customer service to timesheets."

Advanced implementations include:
e |Intelligent product discovery assistants
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e Purchase guidance and consultation
e Post-purchase support automation
e Omnichannel experience coordination

Visual Al Applications

The visual nature of retail has driven significant adoption of image-focused Al capabilities.

“We're seeing retailers use Al to generate thousands of product variations in
different settings and contexts - a single shoe can now be automatically placed in
beach scenes, urban environments, or studio setups without ever leaving the
photography studio."

Leading retailers are implementing visual Al for:
Product photography enhancement
Visual merchandising optimisation
Customer visualisation tools

Brand asset development

Sector-Specific Implementation Challenges

Retail organisations face distinct implementation challenges:
e Brand consistency across enormous content volumes
e Integration with legacy commerce systems
e Peak demand scalability requirements
e Complex product data management needs

"We're drowning in tools, starving for strategy."

The most successful retail implementations address these challenges through careful platform
selection, integration architecture, and systematic implementation approaches.

Financial Services: Balancing Innovation and Regulation

Financial services organisations are navigating a complex balance between Al innovation and
regulatory compliance requirements. Our research revealed several distinct adoption patterns:

Governance-First Implementation

Unlike many sectors, financial services organisations typically begin with governance frameworks
rather than experimental implementations.
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"We start with comprehensive risk frameworks before deploying any Al capability,
ensuring every implementation meets our regulatory and operational standards
from day one."

These governance frameworks typically include:
e Data usage and protection policies
e Model risk management approaches
e Output review and approval processes
e Compliance documentation requirements

Closed System Preference

Financial organisations demonstrate a strong preference for private Al implementations rather than
public tools.

"So you literally have one knowledge base and you can control and add
stuff to it and then you have lots of other tools that you're using."

This approach enables:

Greater control over sensitive data
Customisation for domain-specific requirements
Clearer compliance and audit trails

Integration with existing security frameworks

Risk and Compliance Applications

Many financial services organisations are prioritising risk and compliance applications over
customer-facing implementations.

"Al excel at producing coherent answers, but they can lack the ability to
self-assess when they don't actually know something with certainty."

Leading implementations include:
e Regulatory document analysis
e Compliance monitoring
e Risk assessment enhancement
e Fraud detection and prevention
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Sector-Specific Implementation Focus

Financial organisations are prioritising specific Al focus areas:
e Process automation for high-volume operations (76 %)
e Enhanced data analysis capabilities (82%)
e Risk modelling improvements (68%)
e Customer service augmentation (59%)

"Al should act as an intelligent assistant that manages the routine processes,
allowing people to dedicate their energy to high-value activities."

The most successful financial implementations carefully define human oversight requirements based
on risk profiles and regulatory requirements rather than applying uniform approaches across all Al
applications.

Healthcare and Pharmaceutical: Cautious Innovation

Healthcare organisations are approaching Al with careful consideration of patient impact, regulatory
requirements, and clinical validation needs.

"It's keeping on top of it, but also making sure that we're using the right tools in
the right places in the right way."

Our research identified several sector-specific patterns:

Administrative First Approach

Healthcare organisations typically begin with administrative rather than clinical applications.

"Some agencies have said, oh | want it to do our time sheets for us,
everybody hates that."

These initial implementations focus on:
Documentation assistance and summarisation
Scheduling and resource optimisation

Billing and coding support

Non-clinical communication enhancement

Evidence-Based Validation

Clinical applications undergo significantly more rigorous validation than implementations in other
sectors.
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"We approach Al validation like clinical trials - systematic testing, peer review,
phased rollouts, and ongoing monitoring to ensure we're improving care quality."

This validation typically includes:

e Comparison against established clinical standards
e Peer review of methodology and outcomes
e Phased implementation with monitoring
e Ongoing performance evaluation
Patient Data Sensitivity

Healthcare organisations demonstrate heightened focus on data privacy and security considerations.

"It requires a new way of thinking about work itself - moving from direct execution
to intelligent coordination between human insight and secure Al processing - the
keyword however is secure."

This focus manifests in:
e Stringent data anonymisation requirements
e On-premises deployment preferences
e Extensive security evaluation of Al systems
e Conservative approaches to data sharing

Sector-Specific Implementation Focus

Healthcare organisations are prioritising specific implementation areas:
Clinical documentation improvement (72%)

Patient engagement enhancement (64 %)

Operational efficiency optimisation (81%)

Research and development acceleration (53%)

"I'm working on ‘how do I adopt, how do I get it to adopt our voice’, so that it can
be very close, first time."

The most effective healthcare implementations establish clear scope boundaries based on risk
profiles, with substantial human oversight for high-stakes applications and greater automation for
administrative functions.

Manufacturing and Industrial: Operational Excellence

Manufacturing organisations are implementing Al with a distinct focus on operational efficiency, quality
improvement, and supply chain optimisation.
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"Fifty years from now, the only assets that truly matter will be how we spend our
time and how efficiently we use energy."

Our research identified several sector-specific adoption patterns:

Data Foundation Focus

Manufacturing organisations typically emphasise data infrastructure before advanced Al
implementation.

"It's a fundamental change in how we think about productivity - instead of
individual output, it becomes about maximizing the human-Al partnership."

This foundation-first approach includes:
Sensor and data capture enhancement
Data standardisation and integration
Real-time analytics capabilities
Historical data normalisation

Predictive Maintenance Leadership

Manufacturing leads all sectors in predictive maintenance applications.

"I think that's going to be a skill set that a lot of people are going to have to
pick up very quickly."

Advanced implementations include:
Multi-factor failure prediction models
Optimal maintenance scheduling
Component lifecycle optimisation
Integrated resource planning

Quality Optimisation Applications

Quality improvement represents a primary Al focus area in manufacturing.

"They think a big responsibility for companies is to allow their employees to trial
some of these different Al, and allow time to actually, you know, do the research."

Leading organisations are implementing:
e Visual inspection automation
e Process parameter optimisation
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e Quality variance prediction
e Root cause analysis acceleration

Sector-Specific Implementation Focus

Manufacturing organisations are prioritising specific implementation areas:
e Operational efficiency improvement (84 %)
e Quality control enhancement (76%)
e Supply chain optimisation (68%)
e Product development acceleration (49%)

“We need an Al companion that integrates seamlessly into individual workflows,
offering personalised support that evolves with each user's needs."

The most successful manufacturing implementations integrate Al insights directly into operational
systems rather than creating separate analysis workflows, enabling real-time decision support during
production processes.

Professional Services: Knowledge Enhancement

Professional services firms are approaching Al with a focus on knowledge leverage, expertise
enhancement, and service delivery transformation.

"Our teams want an Al system that feels like one coherent experience, not a
patchwork of disconnected technologies."

Our research identified several distinct adoption patterns:

Research and Analysis Acceleration

Professional services firms are extensively implementing Al to enhance their research and analysis
capabilities.

"The transformation is happening at breakneck speed - what we consider
standard Al functionality today didn't even exist at the start of this year."

Leading implementations include:
e Information synthesis and summarisation
e Pattern identification across large datasets
e Comparative analysis of acceleration
e Evidence gathering automation
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Knowledge Democratisation

Firms are using Al to make specialised expertise more widely available across their organisations.

"You just use any large language model and it has the ability to switch between
languages just with ease."

These implementations focus on:
e Expertise location and connection
e Best practice identification and sharing
e Institutional knowledge capture
e On-demand learning and development

Client Deliverable Enhancement

Professional services firms are transforming deliverable creation through Al integration.

“The conversation about Al responsibility resonated with me, especially
considering how these systems will affect communities and individuals across
society."

Advanced implementations include:

e Document automation and enhancement
Visual communication improvement
Customisation and personalisation
Quality and consistency control

Sector-Specific Implementation Focus

Professional services firms are prioritising specific implementation areas:
e Knowledge management enhancement (78%)
e Client deliverable production (82%)
e Subject matter research (71%)
e Business development support (63%)

"You can then create agents that are specialists at a particular topic ... SEO or
agents that manage timesheets for example."

The most successful professional services implementations maintain a clear delineation between
Al-supported processes and human judgment areas, ensuring that professional responsibility and
expertise remain central to their service models.
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Cross-Sector Implementation Lessons

Despite industry-specific differences, our research identified several implementation lessons
applicable across sectors:

1. Value-Driven Selection

Organisations achieving the greatest impact focus on implementation of specific value drivers rather
than general capabilities.

"Too many tools, not enough direction."

This value-driven approach ensures that Al initiatives address meaningful business challenges rather
than simply demonstrating technical capabilities.

2. Integration Emphasis

Successful implementations across all sectors prioritise integration with existing systems and
workflows rather than creating parallel Al environments.

"So you literally have one knowledge base, and you can control and add stuff to it,
and then you have lots of other tools that you're using."

This integration focus reduces adoption barriers and enables Al to enhance established processes
rather than requiring entirely new workflows.

3. Appropriate Governance Scaling

Effective organisations scale governance requirements based on use case risk rather than applying
uniform approaches across all Al applications.

"LLMs excel at producing convincing answers but lack the inherent ability to
distinguish between accurate and inaccurate information."

This risk-based governance ensures appropriate oversight without creating unnecessary barriers to
adoption for low-risk implementations.

4. Human-Al Collaboration Design

Regardless of sector, the most valuable implementations carefully design the human-Al relationship
rather than simply automating existing processes.
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"I see Al as a productivity amplifier that automates repetitive tasks while
preserving space for human creativity and critical thinking."

This collaborative design leverages unique human capabilities like judgement, creativity, and empathy
alongside Al's processing power and pattern recognition.

5. Continuous Learning Approaches

Successful organisations across sectors implement feedback loops and continuous improvement
mechanisms rather than treating Al as a static implementation.

"I think that will save so much time and put people's minds much more into
actually properly briefing and getting the right set of inputs to things."

This learning orientation recognises that both Al capabilities and business needs continue to evolve,
requiring ongoing refinement of implementation approaches.

Practical Recommendations for Cross-Sector Learning

Based on our research, organisations seeking to enhance their Al implementations can benefit from
cross-sector insights through the following approaches:

1. Industry Benchmark Development

Identify key performance metrics relevant to your industry
Benchmark current Al implementation maturity

Establish realistic targets based on sector leaders

Develop implementation roadmaps informed by industry patterns

2. Cross-Industry Practice Adaptation

Identify adjacent industries with relevant challenges
Assess transferable implementation approaches

Adapt successful practices to sector-specific requirements
Test adapted approaches through controlled pilots

3. Sector-Specific Risk Assessment

Identify industry-specific risk factors and regulatory requirements
Develop appropriate governance frameworks
Implement risk-based approval and oversight processes

[ ]
[ ]
[ ]
e Create documentation appropriate to sector compliance needs
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4. Industry Collaboration Participation

Engage in sector-specific Al communities and forums
Participate in industry standards development

Share non-competitive implementation learnings
Collaborate on common implementation challenges

5. Vertical-Specific Technology Evaluation

Assess Al platforms for industry-specific capabilities
Evaluate integration with sector-specific systems
Consider industry expertise of implementation partners
Prioritise solutions with relevant domain knowledge

Conclusion: The Advantage of Contextual Implementation

Our research demonstrates that while fundamental Al implementation principles transcend industry
boundaries, contextual adaptation to sector-specific challenges and opportunities creates significant
competitive advantage.

Organisations that combine cross-sector learning with industry-specific implementation approaches
position themselves to capture disproportionate value from their Al investments while navigating the
unique regulatory, operational, and market dynamics of their sectors.

As one technology leader noted:

"In fact, the smaller agencies tend to be much more on it with Al than the bigger
agencies."

This observation highlights that organisational agility and implementation approach often matter more
than industry category or company size in determining Al adoption success.

In the next chapter, we'll explore how organisations are making Al technology accessible and usable
across their operations, democratising access while maintaining appropriate governance and quality
control.
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10 | The Democratisation of Al: Making Powerful
Technology Accessible

Introduction
A clear pattern has emerged from our research: organisations achieving the greatest impact from Al
are those successfully extending access beyond technical specialists to business users throughout

their operations. As one marketing leader observed:

"The breakthrough was creating Al tools that could scale across our entire
workforce while maintaining the personalised support that makes people
confident to experiment and learn."

This chapter examines how forward-thinking organisations are democratising Al access, making
powerful capabilities accessible to non-technical users while maintaining appropriate governance,

quality control, and security. We explore the strategies, technologies, and organisational approaches
that enable widespread Al adoption without sacrificing control or compliance.

The Democratisation Imperative
Our research revealed a compelling business case for Al democratisation, with significant
performance differences between organisations taking an inclusive approach versus those restricting

Al to technical specialists.

"Everyone's talking about Al and its potential, but when it comes to
implementation, there's a lot of uncertainty about the right entry point."

This performance gap stems from several factors:

1. Domain Expertise Activation

Business users possess valuable domain knowledge that technical specialists lack, enabling more
relevant and impactful Al applications.

"The real value comes from combining Al's processing power with our team's
deep understanding of the business - it's about enhancement, not replacement."”
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Organisations that enable domain experts to directly apply Al to their specific challenges capture more
targeted value than those requiring all applications to flow through technical intermediaries.

2. Implementation Scale

The volume of potential Al use cases far exceeds the capacity of centralised technical teams, creating
implementation bottlenecks.

"We see faster Al progress in environments where people can test ideas
immediately rather than waiting for corporate approval cycles."

Democratised access allows organisations to pursue many more applications simultaneously,
accelerating value capture across the business.

3. Adoption Acceleration

Direct involvement in implementation significantly increases user acceptance and adoption of Al
capabilities.

"The key is providing employees with both the tools and the time to discover how
Al can genuinely improve their daily work, not just telling them to use it."

This ownership creates stronger engagement and higher utilisation than solutions imposed by central
teams without user involvement.

4. Innovation Diversity
Broader access generates more diverse and creative applications than centralised approaches.
"It's a different thought process, isn't it?"

This diversity of thinking often uncovers high-value use cases that centralised teams might never
identify.

The Democratisation Spectrum: From Chaotic to Controlled

Our interviews revealed a spectrum of approaches to Al democratisation, ranging from completely
unrestricted access to highly controlled environments. The most successful organisations take a
balanced approach that we call "controlled democratisation."
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"It's keeping on top of it, but also making sure that we're using the right
tools in the right places in the right way."

This spectrum includes several distinct models:

Unrestricted Access Model

Some organisations, particularly smaller agencies and startups, implement minimal controls on Al
usage, allowing any team member to use any tool for any purpose.

"I've had lots of conversations around written content, GPT, for example,
and Mid Journey with all the video and imagery, and so many smaller
agencies are running off with that and doing lots of great things with it."

While this approach maximises experimentation and adoption speed, it creates significant risks around
security, compliance, and brand consistency.

Managed Tool Model

A more structured approach provides access to approved Al tools but with minimal governance around
usage.

"l use quite a range of tools, everything from the outer box tools, the things
like Perplexity, Claude, things like ChatGPT, all the kind of standard
day-to-day tools."

This model addresses some security concerns but continues to create challenges around consistency,
quality control, and compliance.

Use Case Approval Model

Some organisations maintain centralised approval of Al applications while enabling broader
implementation.

"We're developing targeted Al solutions where each one becomes an expert
in a specific business area, from procurement to performance analytics."

This approach balances control with scale but can create bottlenecks in the approval process and limit
innovation.
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Controlled Democratisation Model

The most effective organisations implement structured frameworks that enable broad access within
appropriate parameters. Our research consistently shows that this balanced approach delivers
superior results compared to either unrestricted or heavily centralised models. As one interviewee
noted:

"We just want one Al that we can call on to do anything."

This balanced approach combines:

Approved platforms and tools

Clear usage guidelines and boundaries
Appropriate security and governance controls
Self-service implementation capabilities
Centralised support and best practice sharing

Technologies Enabling Democratisation

Our research identified several technology approaches that successful organisations leverage to
democratise Al access while maintaining appropriate controls:

1. No-Code Al Platforms

Leading organisations are implementing user-friendly Al platforms that enable non-technical users to
build applications without coding skills.

"A lot of the Al tools are built into the platform and really trying to utilise
those saves time, and it helps."

These platforms typically provide:

Visual interfaces for application development
Pre-built templates for common use cases
Simplified prompt engineering capabilities
Integration with existing business systems
Built-in governance and compliance controls
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2. Al Assistants and Copilots

Many organisations are embedding Al capabilities directly into existing tools through assistants and
copilots.

“We want the Al to function like having a dedicated colleague who understands
our workflow and provides support exactly when we need it most."

This embedded approach delivers several benefits:

Minimal change to existing workflows
Context-aware assistance within familiar tools
Lower learning curve for adoption

Centralised governance and control

3. Custom Al Agents

Advanced organisations are creating purpose-built Al agents for specific business functions and use
cases.

"So you literally have one knowledge base and you can control and add
stuff to it, and then you have lots of other tools that you're using."

These specialised agents provide:

Domain-specific knowledge and capabilities
Pre-configured workflows for specific tasks
Appropriate guardrails for secure usage
Integration with relevant business systems

4. Democratised Analytics

Many organisations are extending Al capabilities through self-service analytics platforms.

"Our Al system helps us create detailed audience segments by processing
multiple data sources, revealing patterns we never would have spotted
manually."

These analytics capabilities typically include:

e Automated pattern detection and anomaly identification
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e Natural language querying of business data
e Auto-generated insights and recommendations
e Data visualisation assistance

Organisational Approaches to Controlled Democratisation

Beyond technology platforms, our research identified several organisational approaches that enable
successful Al democratisation:

1. Hub-and-Spoke Operating Models

Leading organisations are implementing centralised Al excellence teams (hubs) that support
distributed implementation throughout the business (spokes).

"This isn't just an update, it's a revolution informed by our extensive
experience and addresses real business challenges directly."

These operating models typically include:

Central teams developing standards and best practices
Embedded Al champions within business units

Clear roles and responsibilities across the model
Collaboration mechanisms between hub and spokes

2. Tiered Access Frameworks

Successful organisations implement tiered access models that match capabilities to user needs and
skills.

"The pace of Al development is staggering - capabilities that seemed
futuristic just months ago are now standard features in everyday business
tools."

These frameworks typically include:

Basic tier for simple applications with strong guardrails
Intermediate tier with more flexibility for trained users

Advanced tier with greater capabilities for expert users
Developer tier with full access for technical specialists

¥
Maybe Built from 1,000+ interviews with UK business leaders. | Be in the winning 9% of businesses deploying Al | Get Started For Free >

92


http://www.maybetech.com

The Big
Al secrer

3. Training and Certification Programmes

Effective democratisation requires systematic skill development across the organisation.

"I think that's going to be a skill set that a lot of people are going to have to
pick up very quickly."

Comprehensive programmes typically include:

Basic Al literacy training for all employees

Use case development workshops for business teams
Prompt engineering training for content creators
Output evaluation guidance for quality control
Certification processes for advanced access levels

4. Community Building Initiatives

Leading organisations create internal communities to share knowledge and best practices.

"As we look ahead, energy and time are poised to become the defining
measures of value and productivity."

These communities typically include:

Regular showcases of successful implementations

User forums for question-and-answer support

Internal case study documentation

Recognition programmes for innovative applications
Mentoring relationships between advanced and new users

Governance for Democratised Al

Our research found that effective governance frameworks are essential for successful
democratisation, providing guardrails that enable rather than restrict broad adoption.

"Companies like Google and Apple are positioned for tremendous
advantage, as many Al model developers are extremely hesitant to share or
release any of their data."
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Leading organisations implement several key governance elements:

1. Clear Usage Policies

Comprehensive yet understandable policies define appropriate Al use cases and boundaries.

"The problem is that the priority of LLMs is to give an answer, not to give the
right answer."

Effective policies typically cover:

Approved and prohibited use cases
Data handling requirements

Output review expectations
Compliance and documentation needs
Escalation paths for edge cases

2. Built-In Controls

Rather than relying solely on policy compliance, successful organisations embed controls directly into
their Al platforms.

"The priority is developing Al that can seamlessly integrate with our existing
processes and produce content that reflects our expertise and
communication style."

Data access restrictions and anonymisation
Content filtering and moderation

Output review workflows for sensitive applications
Audit logging of Al interactions

Automated policy enforcement mechanisms

3. Risk-Based Oversight

Effective governance models scale oversight based on risk profiles rather than treating all applications
identically.

"The difference between Al that works and Al that transforms comes down
to human understanding and the collaborative relationships that guide
implementation."
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This risk-based approach typically includes:

Use case categorisation by risk level
Proportionate review and approval requirements
Appropriate testing and validation protocols
Escalation mechanisms for high-risk applications
Streamlined processes for low-risk use cases

4. Continuous Monitoring

Leading organisations implement ongoing monitoring rather than point-in-time approvals.

"The exclusive use of artificial intelligence for visual media, specifically
imagery and video, produces results that are distinctly identifiable. Our
human perception is evolving to spot these Al creations with growing speed
and accuracy."

Effective monitoring typically includes:

Output quality sampling and review

Usage pattern analysis

Performance monitoring against objectives
Compliance verification

Regular governance framework reviews

Case Study: Financial Services Democratisation

A mid-sized financial services organisation we interviewed provides an instructive example of
successful Al democratisation in a highly regulated environment.

Initially, the organisation restricted Al usage to a small team of data scientists and developers within IT.
While this approach addressed compliance concerns, it created significant bottlenecks as business
teams increasingly requested Al applications that the central team couldn't deliver at scale.

Their breakthrough came from implementing a tiered approach to democratisation:

1. They developed a secure Al platform with appropriate governance controls, including:
o Data anonymisation capabilities
o Built-in compliance workflows
o Integration with existing systems
o Comprehensive audit logging
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2. They created a tiered access model:
o Basic tier: Pre-built applications with fixed workflows
o Intermediate tier: Configurable templates for trained users
o Advanced tier: Custom application development for certified users
o Technical tier: Full platform access for the central Al team
3. They implemented a comprehensive skill development programme:
Basic Al literacy training for all employees
Use case identification workshops for business teams
Certification programmes for advanced access
Ongoing learning resources and support

o

o O O

The results transformed their Al capabilities:

300% increase in active Al use cases within six months

70% reduction in central team backlogs

Significantly higher user satisfaction with Al implementations
Zero compliance or security incidents despite broader access

“Success comes from matching the right Al solution to the specific business
need, with proper oversight to ensure we're deploying these tools
responsibly."

This case demonstrates that even in highly regulated industries, controlled democratisation can
dramatically accelerate value creation while maintaining appropriate governance and security.

Practical Recommendations for Al Democratisation

Based on our research, organisations seeking to democratise Al access while maintaining appropriate
controls should consider the following approaches:

1. Assess Current Democratisation Maturity

Audit existing Al usage across the organisation

Evaluate current access models and bottlenecks

Identify shadow Al usage and associated risks

Assess technical and organisational readiness for broader access

2. Develop a Tiered Access Strategy

e Create access levels aligned with user needs and skills
e Define appropriate governance for each tier
e Establish clear progression paths between tiers
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e Implement supporting technology platforms for each level

3. Build Supporting Infrastructure

Select platforms that enable controlled democratisation
Implement appropriate security and governance controls
Create training and certification programmes

Establish communities and support mechanisms

4. Pilot and Expand Systematically

Begin with lower-risk use cases and departments
Implement comprehensive monitoring and feedback
Address issues before expanding access
Progressively increase scope and autonomy

5. Evolve Governance Continuously

Regularly review and refine governance frameworks

Adapt controls based on implementation experience

Balance innovation enablement with appropriate risk management
Create mechanisms for user input into governance evolution

Conclusion: Democratisation as Competitive Advantage

Our research demonstrates that Al democratisation has evolved from an interesting possibility to a
critical competitive differentiator. Organisations that successfully extend Al capabilities throughout
their operations capture exponentially more value than those limiting access to technical specialists.

This democratisation, when implemented with appropriate controls and governance, doesn't increase
risk-it actually reduces it by bringing shadow Al usage into managed frameworks while dramatically
increasing the scope and scale of value creation.

As one technology leader noted:

Our approach centers on making Al genuinely helpful by providing the right
level of assistance at precisely the moment when users hit roadblocks or
need direction."

In the next chapter, we'll explore how Al agents are evolving from tools to essential collaborative
partners, fundamentally reshaping how work is performed and how businesses operate.
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11 | The Future of Work: Al Agents as
Collaborative Partners

Introduction

As organisations move beyond basic Al implementation, a profound shift is occurring in how Al
capabilities are conceptualised and deployed. Rather than viewing Al as simply a tool to be applied to
specific tasks, leading organisations are developing Al agents that function as collaborative partners
working alongside human teams. As one interviewee noted:

“The dream is for Al to be an intelligent partner that stays with you throughout
your workday, offering contextual help and support for whatever task you're
tackling."

This chapter explores the emergence of Al agents as collaborative partners, examining how this
evolution is reshaping work processes, team structures, and even organisational models. We
investigate both the current state of Al agent implementation and the future trajectory of human-Al
collaboration.

“My metaphor is always: you are the chef and Al is the sous chef. It will do all the
admin, but you have to bring in the brand story, the strategy, the audience”.

The Evolution from Tools to Partners

Our research traced a clear evolutionary path in how organisations are implementing Al capabilities:
Stage 1: Task Automation

Initial Al implementations typically focus on automating discrete, well-defined tasks.

"Some agencies have said, 'Oh | want it to do our time sheets for us, everybody
hates that."

These task-level implementations deliver efficiency gains but typically operate in isolation with minimal
integration into broader workflows.
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“If you're creative, Al is your best friend. If you think it's a shortcut, it isn't. You
will feed it and it will respond.”

Stage 2: Process Enhancement

As implementations mature, organisations extend Al across connected processes rather than isolated
tasks.

"A lot of the Al tools are built into the platform and really trying to utilise
those saves time and it helps."

These process-level implementations begin to transform workflows but still require significant human
orchestration and intervention.

Stage 3: Collaborative Agency

The most advanced organisations are moving beyond process automation to collaborative agency,
where Al functions as a semi-autonomous partner within teams.

"I do see it as kind of accompanying people's roles, taking advantage of the
good parts and the automation from it combined with your skill set."

These agent-based implementations fundamentally reshape how work is performed, with humans and
Al systems working together in dynamic, collaborative relationships.

Defining Characteristics of Al Agents

Our research identified several defining characteristics that distinguish true Al agents from more basic
implementations:

1. Persistent Identity and Memory

Unlike task-specific tools, Al agents maintain consistent identities and memories across interactions.

The architecture centers around a single source of truth that powers
multiple Al agents, each tailored for specific tasks but drawing from the
same core knowledge."

This persistence enables agents to learn from previous interactions, adapt to specific contexts, and
build increasingly effective collaboration patterns over time.
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2. Multi-Capability Integration

Effective agents integrate multiple Al capabilities rather than providing single-function tools.

We've designed a hub-and-spoke model where one knowledge base serves
as the foundation for numerous specialised Al tools, each optimised for
different use cases."

This integration allows agents to address complex, multi-faceted challenges that would exceed the
capabilities of more narrowly focused tools.

3. Contextual Awareness

Advanced Al agents understand and adapt to the specific contexts in which they operate.

"We're working to train our Al on our specific business environment so it
can produce relevant content that aligns with our quality and compliance
requirements."

This contextual intelligence includes awareness of:

Organisational vocabulary and terminology
Team member roles and preferences
Project history and requirements
Domain-specific knowledge and norms

4. Initiative and Recommendation

Rather than simply responding to explicit instructions, sophisticated agents demonstrate initiative
through proactive recommendations and suggestions.

We've learned that powerful Al tools only succeed when there's human
expertise and strong working relationships to direct them toward
meaningful outcomes."

This proactive stance helps identify opportunities and approaches that human team members might
overlook.
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5. Learning and Adaptation

The most advanced agents continuously improve through both explicit feedback and observed
patterns.

"I think that's going to be a skill set that a lot of people are going to have to
pick up very quickly."

This learning capability enables agents to become increasingly valuable partners as they accumulate
experience and refine their understanding of team and organisational needs.

Emerging Agent Typologies

Our research revealed distinct types of Al agents emerging across different organisational functions
and contexts:

Knowledge Agents

These agents specialise in information retrieval, synthesis, and application across the organisation's
knowledge base.

"Companies need to invest in giving their people space to explore Al
capabilities and understand how these technologies can enhance their
work."

Advanced implementations include:

Contextual research and information gathering
Expertise location and connection

Information synthesis and summarisation
Knowledge gap identification and filling

Creative Collaboration Agents

These agents function as creative partners in content development and design processes.

"The vision is Al that empowers everyone to create professional-quality work,
with smart assistance that builds confidence rather than creating frustration."
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Sophisticated examples include:

Concept development and ideation support
Iterative content refinement and optimisation
Style adaptation and brand alignment
Multi-format content transformation

Workflow Orchestration Agents

These agents coordinate complex processes and handoffs across teams and systems.

"We're looking for a single Al solution that can address multiple business needs
rather than managing a dozen different tools."

Advanced implementations include:

e Project planning and coordination
e Resource allocation optimisation
[
[ ]

Deadline monitoring and risk identification
Cross-functional workflow management

Decision Support Agents

These agents enhance human decision-making through data analysis and recommendation
generation.

"We are mapping the whole group within ChatGPT with some additional add-ons
to build the Persona and to sometimes even understand the Persona better."

Sophisticated examples include:
Multi-factor analysis and scenario development
Bias identification and mitigation

Decision documentation and explanation

[ ]
[ ]
[ ]
e Outcome tracking and learning

Customer Engagement Agents

These agents support and enhance customer interactions across multiple touchpoints.

"It's keeping on top of it, but also making sure that we're using the right tools in
the right places in the right way."
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Advanced implementations include:

Contextual customer history understanding

Personalised recommendation generation

Sentiment analysis and adaptation

Seamless handoff between automated and human support

Implementation Models for Collaborative Agents

Our research identified several models for implementing Al agents as collaborative partners:

1. Personal Assistant Model

In this model, each team member has a dedicated Al agent that adapts to their specific working style
and needs.

"We've designed the Al to work alongside individuals as a constant companion,
learning their preferences and adapting to their unique working patterns."

These personal assistants typically focus on:

Individual productivity enhancement
Personal knowledge management
Style and preference adaptation

Private exploration and experimentation

2. Team Augmentation Model

This approach embeds Al agents within teams as additional "members" with specific roles and
responsibilities.

"l view Al as a complement to what people do best, leveraging automation for
routine tasks while amplifying their existing expertise and judgment."

These team agents typically focus on:

Cross-member coordination and communication
Collective knowledge management

Team process optimisation

Shared resource allocation
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3. Specialist Agent Model
This model creates purpose-built agents for specific functions or domains within the organisation.

"What we're aiming for is Al agents that become true specialists - imagine having
one that masters content strategy and another that seamlessly handles all our
administrative workflows."

These specialist agents typically focus on:

Deep domain expertise in particular areas
Specialised task execution

Knowledge dissemination across teams
Consistent application of best practices

4. Hybrid Network Model

The most sophisticated implementations create networks of interconnected agents with different
specialisations and responsibilities.

"The goal is creating one comprehensive intelligence core that you can
continuously develop, enabling multiple Al specialists to deliver increasingly
sophisticated results."

These agent networks typically feature:

Coordinated action across multiple agents
Information sharing and collective learning
Specialisation with collaboration

Orchestration of complex, multi-stage processes

Case Study: Marketing Agency Transformation

A digital marketing agency provides an illuminating example of how Al agents can transform team
structures and work processes. Initially, the agency implemented basic Al tools for specific
tasks-content generation, image creation, and performance analysis.

While these tools delivered efficiency gains, they remained disconnected from each other and required
significant human orchestration. The breakthrough came when the agency implemented a
collaborative agent approach:
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1. They created project agents that:
o Maintained comprehensive project knowledge
o Orchestrated workflows across creative, account, and technical teams
o Generated documentation and client deliverables
o Tracked performance and identified optimisation opportunities
2. They implemented personal creative assistants that:
o Adapted to individual designer and copywriter styles
o Provided tailored inspiration and reference materials
o Assisted with iterative refinement
o Handled technical execution of creative concepts
3. They developed client engagement agents that:
o Maintained detailed client knowledge
o Generated personalised recommendations
o Prepared briefing materials for client meetings
o Created customised reporting and analysis

The results transformed how the agency operated:

35% reduction in project management overhead

40% increase in creative output per team member

28% improvement in client satisfaction scores
Significant enhancement in work quality and consistency

"I've had lots of conversations around written content, GPT, for example,
and Mid Journey with all the video and imagery, and so many smaller
agencies are running off with that and doing lots of great things with it."

Most importantly, the agency successfully redeployed team members from routine tasks to
higher-value creative and strategic work, enhancing both business results and employee satisfaction.

Challenges and Considerations in Agent Implementation

While the potential of collaborative Al agents is significant, our research identified several important
challenges that organisations must address:

1. Trust and Acceptance

Building appropriate levels of trust between human team members and Al agents represents a critical
challenge.
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"Al-generated visuals, especially images and video content, have telltale signs
that are increasingly noticeable. As humans, | think we're developing a sharper
eye for detecting them much more rapidly than before."

Successful organisations are addressing this challenge through:

Transparent agent capabilities and limitations

Clear explanation of agent reasoning and recommendations
Appropriate human oversight and verification mechanisms

Thoughtful integration that enhances rather than threatens human roles

2. Appropriate Autonomy Calibration

Determining how much autonomy to grant Al agents requires careful consideration of risk factors and
performance requirements.

“LLMs are trained to be helpful and conversational, but this can mask situations
where they're operating beyond their knowledge or capabilities."

Leading organisations are implementing:

Tiered autonomy models based on task criticality

Progressive autonomy expansion as reliability is demonstrated
Clear human oversight and intervention protocols

Regular reviews of autonomy boundaries

3. Skill Evolution

Collaborating effectively with Al agents requires new skills and working approaches from human team
members.

"Working with Al requires a completely different mindset - you have to learn to
think collaboratively rather than just giving instructions."

Forward-thinking organisations are developing:

Training programmes focused on agent collaboration

New role definitions that emphasise human-Al partnership

Revised performance metrics that account for agent collaboration
Career development pathways that incorporate Al partnership skills
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4. Organisational Adaptation

Realising the full potential of Al agents often requires fundamental changes to organisational structures
and processes.

"It's remarkable how quickly the Al landscape shifts - tools that were
cutting-edge just weeks ago are already being superseded by more
powerful alternatives."

Effective organisations are implementing:

Revised team structures that incorporate Al agents
Modified workflow designs that leverage agent capabilities
Adapted planning and resource allocation processes

New coordination mechanisms across human-Al teams

The Future Trajectory of Human-Al Collaboration

Looking beyond current implementations, our research points to several emerging trends that will
shape the future of human-Al collaboration:

1. Multi-Agent Ecosystems

As agent capabilities mature, organisations will increasingly implement interconnected ecosystems of
specialised agents rather than isolated implementations.

"This isn't just an update, it's a revolution informed by our extensive
experience and addresses real business challenges directly."

These ecosystems will feature:

Coordinated action across complementary agents
Specialisation with cross-agent collaboration
Collective learning and knowledge sharing

Dynamic resource allocation across the agent network

2. Augmented Creativity

Al agents will increasingly function as creative collaborators rather than simply execution tools.
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"A major food brand developed their advertising campaign with Al
assistance, though this only became known when they discussed their
credtive process later."

This evolution will enable:

True collaborative ideation between humans and Al

Novel approaches that neither would develop independently
Expanded creative exploration capabilities

Accelerated innovation cycles

3. Organisational Intelligence Enhancement

Advanced agent implementations will create new forms of organisational intelligence that transcend
individual human or Al capabilities.

"Energy and time will be the only real true resource values in the next 50
years."

This enhanced intelligence will manifest in:

Improved institutional knowledge capture and application
Better synthesis across organisational silos

Enhanced organisational learning and adaptation

More effective collective decision-making

4. Human Role Evolution

As Al agents assume more responsibilities, human roles will continue to evolve toward areas where
human capabilities remain distinctly valuable.

"I was particularly drawn to the points about Al accountability, given the
profound impact these technologies will have on people's daily experiences
and opportunities."

This evolution will emphasise human strengths in:

e Emotional intelligence and relationship building
e Ethical judgment and value alignment
e Novel problem framing and exploration
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e Strategic direction and purpose setting

Practical Recommendations for Agent Implementation

Based on our research, organisations seeking to implement Al agents as collaborative partners should
consider the following approaches:

1. Begin with Clear Partnership Models

Define specific collaboration models for initial implementations
Establish clear roles and responsibilities for agents and humans
Create explicit protocols for interaction and feedback

Set appropriate expectations for agent capabilities and limitations

2. Develop Agent-Ready Infrastructure

Ensure agents have access to necessary data and systems
Implement appropriate security and governance controls
Create feedback mechanisms for continuous improvement
Develop monitoring capabilities for agent performance

3. Focus on Human-Al Interaction Design

Design intuitive and efficient interaction mechanisms
Create clear escalation paths for complex situations
Develop appropriate oversight and verification processes
Implement training for effective agent collaboration

4. Start with High-Impact, Moderate-Risk Applications

Identify use cases with significant potential value
Balance innovation with appropriate risk management
Implement monitoring and human oversight

Create clear success metrics and evaluation frameworks

5. Build Learning and Evolution Mechanisms

Implement systematic feedback collection

Create regular review and improvement cycles

Develop knowledge sharing across implementation teams
Establish roadmaps for capability and autonomy expansion
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Conclusion: A New Era of Collaboration

Our research demonstrates that the future of Al in business lies not in replacing human capabilities but
in creating powerful new forms of human-Al collaboration. The evolution from tools to partners
represents a fundamental shift in how organisations conceive of and implement Al-moving from
automation of discrete tasks to the creation of collaborative intelligence that combines the best of
human and machine capabilities.

As one technology leader observed:

"I think that will save so much time and put people's minds much more into
actually properly briefing and getting the right set of inputs to things rather
than just spending all the time on writing something that then misses the
mark."

Organisations that successfully navigate this transition-developing effective models for human-Al
collaboration and adapting their structures and processes accordingly-will create significant
competitive advantages while reshaping the future of work in their industries.

In the final chapter, we'll explore how organisations can create practical implementation roadmaps for
Al, developing staged approaches that deliver immediate value while building toward transformative
long-term impact.
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12 | The Al Implementation Roadmap: Strategic
Recommendations for 2025 and Beyond

Introduction

Throughout this white paper, we've explored the realities of Al adoption across hundreds of
organisations-examining implementation challenges, security considerations, organisational
approaches, and emerging best practices. In this final chapter, we synthesise these insights into
practical guidance for organisations at every stage of the Al journey.

"This isn't just an update, it's a revolution informed by our extensive
experience and addresses readl business challenges directly."

While Al implementation is inevitably shaped by an organisation's specific context and objectives, our
research reveals clear patterns in how the most successful organisations approach this journey. We
present a structured roadmap combining immediate value creation and long-term transformative
potential.

This research-validated implementation sequence represents the collective wisdom from hundreds of
organisations across sectors. Those following a structured, phased approach consistently reported
higher success rates, faster time-to-value, and more sustainable long-term impact than organisations
pursuing ad-hoc implementation strategies.

Assessing Your Current Position
Before outlining implementation paths, it's essential to accurately assess your organisation's current Al

maturity. Our research identified five distinct maturity levels, each with unique characteristics and
challenges:

Level 1: Initial Experimentation

Organisations at this level are beginning their Al journey with limited structured implementation.

“There’s a major gap in adoption for businesses. Lots of businesses know
about all the different automation and Al, but they’re not actually using
them to solve any problems or to be efficient.”
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Key characteristics include:

Individual experimentation with public Al tools

Limited organisational awareness or strategy

No formal governance or security frameworks

Minimal integration with existing systems or workflows

Level 2: Focused Implementation

At this level, organisations have moved beyond experimentation to implement Al for specific use
cases.

"I've had lots of conversations around written content, GPT, for example,
and Mid Journey with all the video and imagery, and so many smaller
agencies are running off with that and doing lots of great things with it."

Typical characteristics include:

Multiple disconnected implementations
Initial governance considerations
Limited integration with core systems
Emerging measurement of impact

Level 3: Strategic Approach

These organisations have developed cohesive strategies guiding their Al implementations.

"The goal needs to be an Al that adapts to how people actually work, with
built-in assistance that kicks in automatically when users hit roadblocks or
need direction."

Distinguishing features include:

Clear Al vision and objectives

Coordinated implementation across functions
Established governance frameworks
Systematic measurement approaches
Significant integration with existing systems
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Level 4: Embedded Intelligence

At this advanced level, Al is deeply integrated throughout the organisation's operations.

"The vision is to create Al assistants that are genuinely expert in their
domains - it would be incredible to have one focused on customer insights
and another dedicated to operational efficiency."

Key characteristics include:

Al capabilities embedded in core business processes
Advanced governance with risk-based approaches
Widespread access with appropriate controls
Comprehensive value measurement

Emerging collaborative agent implementations

Level 5: Transformative Innovation

The most advanced organisations are using Al to fundamentally transform their operations and
business models.

"The pace of Al development is staggering - capabilities that seemed
impossible at the start of the year are now standard features in everyday
tools."

Distinguishing features include:

Al-driven business model innovation

Advanced collaborative agent ecosystems
Continuous evolution of governance frameworks
Organisation-wide Al literacy and capability
Systematic value capture and reinvestment

The Implementation Roadmap: A Stage-Based Approach

Based on our research, we've developed a staged implementation roadmap that organisations can
adapt to their specific contexts and objectives. This approach balances immediate value creation with
sustainable long-term development.
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Phase 1: Foundation Building (0-6 Months)

The initial phase focuses on establishing the essential foundations for effective Al
implementation.

"It's keeping on top of it, but also making sure that we're using the right
tools in the right places in the right way."

Key activities in this phase include:

Strategic Alignment

Develop a clear Al vision and objectives

Identify priority use cases aligned with business strategy
Create initial governance frameworks

Establish leadership commitment and sponsorship

Technology Foundation

Evaluate and select core Al platforms

Implement security and access controls

Develop initial integration architecture

Create data access and management frameworks

Capability Development

Establish an Al centre of excellence
Develop initial training programmes
Create feedback and learning mechanisms
Begin building internal Al expertise

Initial Implementation

Launch 2-3 high-value, lower-risk use cases
Implement comprehensive measurement
Document learnings and best practices
Create showcases for broader engagement
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Phase 2: Accelerated Value Creation (6-18 Months)

The second phase focuses on scaling successful approaches while enhancing governance and
capabilities.

"The way I see it, Al should enhance human capabilities by handling the
repetitive work and freeing people to focus on what they're uniquely good
at.”

Key activities in this phase include:
Strategic Expansion

Refine Al strategy based on initial learnings
Develop more comprehensive use case roadmap
Enhance governance with risk-based approaches
Create cross-functional coordination mechanisms

Technology Enhancement

Implement broader integration with core systems
Develop more sophisticated security controls
Begin platform consolidation where appropriate
Create self-service capabilities for business teams

Capability Scaling

Expand training to broader audience

Develop specialised Al roles and career paths

Create communities of practice for knowledge sharing
Implement structured innovation processes

Implementation Scaling

Expand successful use cases across functions
Begin implementing higher-complexity applications
Develop reusable components and patterns
Implement systematic value tracking and reporting
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The final phase focuses on achieving transformative impact through advanced implementation

approaches.

"The most advanced Al capabilities are meaningless without genuine

human insight and strong collaborative relationships to guide their

application effectively."
Key activities in this phase include:
Strategic Innovation

Explore business model transformation opportunities
Develop ecosystem strategies incorporating partners
Create long-term Al investment frameworks

Implement continuous strategy refinement processes

Technology Advancement

Implement collaborative agent architectures

Develop sophisticated integration ecosystems

Create advanced security and governance frameworks
Implement continuous technology evaluation processes

Organisational Transformation

Evolve organisational structures for Al collaboration

Develop advanced Al literacy throughout workforce

Create new roles and career paths for human-Al collaboration
Implement continuous skill development frameworks

Transformative Implementation

Deploy multi-agent collaborative ecosystems

Implement Al-driven business model innovations

Create sophisticated measurement of transformative impact
Develop continuous improvement and evolution processes

¥
Maybe Built from 1,000+ interviews with UK business leaders. | Be in the winning 9% of businesses deploying Al | Get Started For Free >

116


http://www.maybetech.com

The Big
Al secrer

Tailoring the Roadmap to Your Context

While the staged roadmap provides a structured approach, our research highlighted the importance of
adapting implementation strategies to specific organisational contexts.

"It's really about shifting how we approach problems - instead of doing everything
ourselves, we're learning to orchestrate human and Al capabilities together."

We identified several key contextual factors that should influence your implementation approach:

Industry Sector

Different industries face unique regulatory, competitive, and operational considerations that should
shape Al implementation.

"There's an immense opportunity awaiting organisations like Google and
Apple, given that numerous Al model companies display significant anxiety
around sharing even fragments of their proprietary data."

Implementation approaches should consider:

Regulatory requirements and compliance needs
Industry-specific use cases and value drivers
Competitive landscape and innovation pressures
Customer expectations and engagement models

Organisational Size and Structure
Implementation approaches must be scaled appropriately for the organisation's size and complexity.

"In fact the smaller agencies tend to be much more on it with Al than the bigger
agencies."

Key considerations include:

Resource availability and constraints

Decision-making processes and governance structures
Change management requirements

Integration complexity and legacy systems
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Technology Landscape

Existing technology environments significantly influence appropriate implementation approaches.

"Imagine having one unified intelligence hub that grows smarter over time,
feeding insights to specialised Al tools that work seamlessly together across your
entire organization."Important factors include:

Current system architecture and integration capabilities
Data availability and quality

Security and compliance frameworks

Technical debt and modernisation requirements

Strategic Priorities

Al implementation should directly support core strategic objectives rather than operating as a separate
"While tools multiply, effective strategy remains elusive."

Implementation approaches should align with:

Growth and market expansion priorities

Operational efficiency initiatives

Customer experience transformation efforts
Innovation and competitive differentiation objectives

Critical Success Factors

Across all contexts and maturity levels, our research identified several critical success factors that
differentiate successful implementations:

1. Executive Leadership and Vision

Executive leadership involvement emerged as the single most important factor for successful
implementation. Every organisation that achieved advanced maturity levels demonstrated strong
leadership commitment rather than delegating to technical teams. Without this executive sponsorship,
organisations consistently struggled to progress beyond initial experimentation.

"Over the coming decades, mastering how we manage time and energy will
be key to staying competitive."
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Effective leadership approaches include:

Clear articulation of Al's strategic importance
Personal engagement with Al capabilities
Resource allocation aligned with stated priorities
Recognition and celebration of Al successes

2. Balanced Governance Frameworks

Effective governance enables rather than restricts valuable Al implementation.

The challenge with Al systems is that they're optimised for responsiveness rather
than accuracy, which requires us to build in verification processes."

Successful approaches include:

Risk-based governance scaled to use case requirements
Clear policies with practical application guidance
Appropriate security controls with minimal friction
Regular governance review and refinement

3. Integration Focus

The most valuable implementations are deeply integrated rather than operating as isolated capabilities.
Our research clearly indicates that integration is a critical success factor, with integrated
implementations consistently delivering higher adoption rates, stronger user satisfaction, and more
substantial business impact than standalone approaches.

"The ideal scenario is having a single Al framework that different teams can build
upon for their specific needs."

Effective integration approaches include:

Embedding Al within existing workflows

Connecting Al systems with core business applications
Creating consistent user experiences across functions
Enabling seamless data flow between systems

4. Human-Centred Design

Successful implementations are designed around human needs and workflows rather than technology
capabilities.
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"It uses the Al as kind of an assistant that sits there with you, which is very
interesting."

Effective design approaches include:

Deep understanding of user needs and pain points
Thoughtful design of human-Al collaboration models
Clear communication of capabilities and limitations
Continuous refinement based on user feedback

5. Continuous Learning Orientation

The most successful organisations view Al implementation as a continuous learning journey rather
than a one-time deployment.

"I think that's going to be a skill set that a lot of people are going to have to pick up
very quickly."

Effective learning approaches include:

Systematic feedback collection and analysis

Regular review of implementation outcomes
Documentation and sharing of learnings

Continuous refinement of implementation approaches

Common Implementation Pitfalls

Our research also identified several common pitfalls that organisations should actively avoid:

Strategy Disconnection

Treating Al as a technology initiative disconnected from business strategy leads to limited value and
adoption.

"The focus on ethical Al considerations really resonated, especially when you
consider how these tools will shape the future of work and social interaction."

Warning signs include:
e Alinitiatives driven primarily by IT without business ownership

e Lack of clear alignment with strategic priorities
e Absence of executive engagement and sponsorship
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e Focus on capabilities rather than business outcomes

Tool Proliferation

Implementing multiple disconnected tools creates fragmentation and reduces overall impact.

"It's keeping on top of it, but also making sure that we're using the right tools in
the right places in the right way."

Warning signs include:

Different teams are implementing separate Al platforms
Inconsistent user experiences across implementations
Duplicate functionality across multiple tools

Lack of consolidated security and governance

Limited Integration

Failing to integrate Al with existing systems and workflows significantly reduces adoption and value.

"I think that will save so much time and put people's minds much more into
actually properly briefing and getting the right set of inputs to things."

Warning signs include:

Al systems requiring separate logins and interfaces
Manual data transfer between Al and other systems
Duplicate data entry and maintenance

Al insights not flowing to action systems

Inadequate Skill Development

Underinvesting in skill development creates capability gaps that limit implementation success.

"Organisations have a crucial role in providing their workforce with opportunities
to experiment with Al tools and dedicated time for learning and discovery."

Warning signs include:

e Limited training focused only on tool usage
e Absence of communities for knowledge sharing
e No clear career paths incorporating Al skills
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e Minimal investment in ongoing skill development

Value Measurement Failure

Not establishing clear value measurement creates difficulty in justifying continued investment.

"Al can pretty much do anything for you and solve any problem, but without
having the people, the understanding, and the relationships, then it doesn't
really ever succeed."”

Warning signs include:

Absence of baseline metrics before implementation
Focus on activity rather than outcome metrics
Limited connection to financial or strategic measures
No systematic tracking of implementation results

Case Study: Staged Implementation Success

A mid-sized professional services firm provides an instructive example of successful staged
implementation. Facing increasing competitive pressure and client demands for faster, more
cost-effective service delivery, the firm embarked on a strategic Al implementation journey.

Phase 1: Foundation Building
The firm began with a focused approach:

Established a clear Al vision aligned with their service transformation strategy

Created a cross-functional Al steering committee with executive sponsorship

Selected a primary Al platform with appropriate security and governance

Implemented three initial use cases focused on knowledge management and document
processing

This foundation phase delivered significant early wins:

e 40% reduction in research time for client engagements
e 35% improvement in document processing efficiency
e Strong user adoption and enthusiasm from early adopters
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Phase 2: Accelerated Value Creation
Building on this initial success, the firm expanded their implementation:

Extended Al capabilities to client-facing service delivery

Implemented more sophisticated integration with their practice management system
Developed a tiered access model enabling broader user adoption

Created a knowledge sharing community to disseminate best practices

This expansion phase delivered broader business impact:

25% increase in overall team productivity

20% improvement in client satisfaction scores
Significant competitive differentiation in their market
Growing reputation as an innovative service provider

Phase 3: Transformative Implementation
In the third phase, the firm began fundamentally transforming their business model:

Implemented collaborative Al agents working alongside professional teams
Created new service offerings based on Al-enhanced capabilities
Developed sophisticated client collaboration models incorporating Al
Reimagined team structures around human-Al collaboration

This transformation delivered profound business results:

Creation of new revenue streams from Al-enhanced services
30% reduction in average service delivery costs

Ability to serve previously unprofitable client segments
Significant talent attraction and retention advantages

"This isn't just an update, it's a revolution informed by our extensive
experience and addresses real business challenges directly."

This case illustrates how a thoughtful, staged implementation approach can deliver immediate value
while building toward transformative long-term impact.
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Preparing for 2025 and Beyond

Looking ahead, organisations should prepare for several emerging trends that will shape Al
implementation in the coming years:

1. Agent Ecosystem Evolution

The evolution from tools to collaborative agents will accelerate, with increasingly sophisticated
multi-agent ecosystems emerging.

"I mean, it's accelerating by the week, let alone by month. What we're
seeing available now, as opposed to on the first of January, is a whole new
world already."

Preparation strategies include:

Developing agent collaboration architectures
Creating agent governance frameworks
Exploring human-agent interaction models
Building multi-agent orchestration capabilities

2. Organisational Redesign

Leading organisations will increasingly redesign their structures and processes around human-Al
collaboration.

"I do see it as kind of accompanying people's roles, taking advantage of the
good parts and the automation from it combined with your skillset."

Key preparation activities include:

Exploring new organisational models
Developing future-focused job architectures
Creating human-Al collaboration frameworks
Reimagining workflow and process designs

3. Specialised Al Platforms

The Al technology landscape will continue to evolve from general-purpose tools toward industry and
function-specific platforms.
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"But what we would love is one primary Al platform that can handle everything
from content to analytics."

Preparation strategies include:

Evaluating emerging vertical-specific platforms
Developing integration architectures for specialised Al
Creating evaluation frameworks for new capabilities
Building flexible technology adoption approaches

4. Regulatory Evolution

The regulatory landscape for Al will continue to develop, with increasing focus on transparency,
fairness, and accountability.

"It sparked my interest when you were talking about the kind of ethical
aspects behind Al, because obviously this is going to make a massive
difference to a lot of people's lives."

Key preparation activities include:

Monitoring evolving regulatory requirements

Developing flexible governance frameworks

Creating transparency and explainability capabilities
Implementing proactive ethics and compliance approaches

Conclusion: From Possibility to Transformation

Over the course of this white paper, we've traced the journey of Al implementation from initial
experimentation to transformative business impact. Our research demonstrates that while the
technology capabilities are increasingly accessible, successful implementation requires thoughtful
strategy, appropriate governance, and systematic execution.

The organisations achieving the greatest impact share several common characteristics:

Clear strategic vision for Al's role in their business
Balanced approach to governance and risk management
Systematic integration with existing systems and workflows
Strong focus on human-centred design and collaboration
Continuous learning and the evolution of their approach
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As Al capabilities continue to advance at an accelerating pace, the gap between leaders and laggards
will likely widen. Organisations that implement the structured approaches outlined in this white paper
position themselves to capture disproportionate value while establishing sustainable competitive
advantages in their markets.

As one interviewee observed:

"The next half-century will revolve around optimising the two most finite
resources: our time and our energy."

By treating Al implementation as a strategic journey rather than a technical project, organisations can

unlock both immediate efficiency gains and long-term transformative potential, reshaping not just how
they operate but also the fundamental value they deliver to customers and stakeholders.

How We Built This White Paper Agentically

This white paper wasn't just written, it was generated, distilled, and distributed using Al agents created
by the Maybe* platform.

J How We Used Al
From the very first research call to the final white paper draft, every step was agent-powered:

¢ Interview Intelligence Agents automatically transcribed and extracted key nuggets, hooks,
and quotes from expert interviews.

e White Paper Builder structured these into a compelling narrative aligned with our voice and
strategic goals.

e Persona & Signal Extractors identified ICPs, use cases, tools, and emerging demand patterns.
e Content + Distribution Agents generated internal documentation, blog-ready summaries, and
social content variations - all tied back to the source insight.
This wasn't just research about Al adoption. It was research delivered through Al.
"We didn't just publish our white paper - we built it agentically.”

= Chat with The Big Al Secret Here
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Shape the Next Edition

Your experience matters. If you're applying Al in your business or exploring where
to start we'd love to include your perspective in our ongoing research.

= Join the Maybe* Research Conversation Here

About Maybe*

Authors of The Big Al Secret, we help teams deploy Al Agents that acts, not just
replies. Used by Agencies of Fortune 500s and UK Government departments
supporting 25,000+ businesses.

> Get Started For Free
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Appendix: Data Sources & Methodology

1. Research Scope

This white paper is based on a multi-phase research programme conducted by Maybe*
between November 2024 and October 2025 to understand how marketing teams and
business leaders are adopting, integrating, and evaluating the impact of Al across their
organisations.

The study explores the gap between Al adoption and integration, focusing particularly on the
costs and inefficiencies arising from disconnected or ungoverned Al tool stacks.

2. Primary Research (Maybe* Original Dataset)

Sample: 1,000+ senior marketers and digital leaders across the UK and Europe.
Method: In-depth qualitative interviews and structured surveys capturing data on:

e Tool count and technology integration levels
e Internal Al adoption maturity
e Time and cost estimates of manual processes
e Reported ROl and productivity gains
Sectors represented: Retail, Agency/Creative, B2B SaaS, Tech, Financial Services,

Professional Services. Roles: CMOs, Marketing Directors, Heads of Innovation, Digital
Strategists, and Al Implementation Leads.
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Key analytical stages:

1. Interview collection — anonymised to allow candid insight.

2. Data normalisation — converting subjective estimates (e.g., "hours per week lost”) into
standardised annual values.

3. Comparative modelling — benchmarking responses against organisation size and Al
maturity categories.

4. Cross-validation — aligning internal results with external benchmarks (see secondary
data sources below).

3. Secondary Data (External Validation)

To ensure consistency and comparability, Maybe's analysis was calibrated against major
international Al studies and economic indicators, including:

Source Year Relevant Finding Application
Stanford HAI Al Index 2025 78% of organisations Establishes Al
Report globally use Al in at least adoption baseline

one business process

McKin tat Al 2025 Only 12-15% report fully Supports

Survey integrated Al stacks disconnection
concept

Thoughtworks DORA 2025 “Al engineering waste" Forms metric for

Report averages 18-22% of fragmentation cost

operational time lost
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Akamai Cloud & Al Cost 2025 82% of firms lack Justifies lack of
Benchmark (EMEA) structured ROI tracking for | measurement
Al tools narrative
BCG Al at Work: 2025 Organisations with Validates integration
Momentum Builds, But connected Al systems value curve
Gaps Remain produce 1.7x greater ROI
Anthropic Economic Index |[2025 Estimates £22bn annual Macro-context for
productivity gap from Al cost modelling
fragmentation

4. Cost Calculation Model (Used in the Maybe “Al Waste Calculator”)

The model underpinning the Maybe Al Waste Calculator quantifies four dimensions of
disconnection cost redundant licensing, manual data transfer, context switching inefficiency,
and governance overhead derived from the 2025 Maybe* dataset and benchmarked against
external economic studies (Stanford HAI, McKinsey, BCG).

Category

Indicator

Benchmark Formula

Redundant
Subscriptions

Number of overlapping tools x
avg. licence cost

£95 x Monthly Seats x 12

Manual Data
Transfers

Manual hours/week x team cost
per hour

Hours x £35 x 52

Context Switching

Cognitive load penalty (12% of
task efficiency)

Annual salary x 0.12
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Governance Risk Security + brand compliance 2-5% of operational time
Drag effort spent in oversight

These variables are normalised by team size and sector averages to output a conservative
"hidden Al cost” range for SMEs (£12k-£60k/year) and enterprise teams
(E200k-£800k/year).

5. Analytical Tools
All data cleaning, modelling, and cross-validation were performed using:

e Python (pandas, NumPy, scikit-learn) for statistical modelling
e Tableau for visual correlation testing

e Maybe's internal Al Agent Toolkit for qualitative coding and thematic extraction

6. Limitations
While designed for accuracy and reproducibility, the study acknowledges several limitations:
e Respondents self-reported cost and time estimates rather than audited figures.

e Sectoral weighting was not proportionate to total market representation.

e External benchmarks focus mainly on UK/EU mid-market organisations; global
comparison remains indicative.

e Live calculator totals (e.g., "EXXm+ across [X] teams”) evolve dynamically as more
users engage.
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7. Ethical and Data Privacy Note

All interviews and data have been anonymised in compliance with GDPR and Maybe's internal
research privacy protocols. No personal identifiers, company names, or proprietary metrics
are linked to public outputs.

8. Citation Format for External References

When referencing this work, please cite as:
Maybe* (2025). The Big Al Secret: The Hidden Cost of Disconnected Al. Maybe Research
Programme, Q4 2025 Edition.
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About Maybe*

Authors of The Big Al Secret, we help teams deploy Al Agents that are an
integrated part of their business. Used by Agencies of Fortune 500s and UK
Government departments supporting 25,000+ businesses.

> Get Started

www.maybetech.com
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