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88% use AI. 6% can show it in profit.

McKinsey put a number on it: 88% of organizations regularly use AI, and only about 6% can show five

percent or more of real EBIT impact from it. Using AI widely and getting results from it are measured

differently, and the results depend on changing how the work runs.

T H E  H E A D L I N E  N U M B E R McKinsey · Nov 2025

88%
of organizations: regular AI use in at least one business

function

6%
are "high performers": 5%+ of EBIT attributable to AI

McKinsey, "The state of AI in 2025: Agents, innovation, and transformation." 1,993 respondents, 105 countries, mid-2025. 88% is up from

78% the year before. 39% attribute any EBIT impact to AI - most of that 39% mean under 5%. 61% (the complement of the 39%) report no

EBIT impact at all.

R E A D  A S

The AI rollout worked.

AC T UA L LY

The impact needed the process rebuilt.

T H R E E  N U M B E R S  U N D E R  T H E  8 8 % the same McKinsey survey

1 "Any impact" is a low bar
39% claim it. Most mean under 5%.

- Most of that 39% say AI is worth less than 5% of their organization's EBIT.

2 "High performer" is the real bar
About 6% clear 5%+ of EBIT.

- The number a CFO would actually call a result.

3 Scaling stalls mid-funnel
A third started scaling. 7% finished.

- Nearly everyone adopts it, and 7% ever scale it fully.

T H E  D I V I D E two of the five layers turn usage into impact

1 GOVERNANCE 2 CLEAN DATA 3 STANDARDIZED

PROCESSES 4 CONTROLS 5 OPERATING MODEL

Adoption needs Governance and Clean Data: a license and a login. Impact shows up only once Standardized Processes and the Operating

Model, highlighted above, change.

Monday morning YO U R  F I R S T  M O V E

Take the AI use case your team is proudest of, the one that is green on the adoption dashboard, and ask which

process step it removed entirely. Then ask who, by name, owns keeping it working next quarter.

Self-check: if finance asked what changed in cycle time or headcount, could you show them a number? If all you have is a login

count, that's the gap this report measured.
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"Adoption is a headcount number. Impact is an operating number. Nobody ever got
the second by growing the first."

"Your AI maturity will never exceed your operational maturity."

Free Score your own operation - the AI-Ready Operations Assessment runs the same two layers against your

systems.  vihrenlabs.gumroad.com/l/rmkje

V I H R E N  LABS  ·  v i h r e n l a b s . c o m

Education and operator practice, not consulting, legal, or vendor advice. Views my own. Tool-agnostic -

no AI vendor is named or ranked.

Don't build better AI.
Build better operations.


