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Check the Organization to Scale Al

Most enterprise Al programs underperform for organizational reasons, not
technical ones — a pattern PwC's recent Al Performance Study and other
research have documented clearly. The relaunched Org DNA Profiler, built
on two decades of Strategy& research and experience in how organizations
execute, gives leaders a fast, benchmarked read on the conditions that
determine whether Al investments can produce value at scale.

Most enterprise Al programs are failing to scale, and the reason is rarely the one being
investigated. PwC's 2026 Al Performance Study, a global survey of 1,217 senior executives
across 25 sectors, found that nearly three-quarters of Al's economic value is being captured by
just 20% of organizations." The remaining 80% are not failing for lack of investment, lack of tools,
or lack of ambition. They are failing because they are deploying Al capability faster than their
organizations can absorb it.

The pattern is consistent across industries and across studies. The shortfall is consistently traced
not to model performance or technical infrastructure, but to organizational conditions — decisions
and norms, motivators and commitments, information and mindsets, and the structure and
networks within which Al tools are expected to operate.

Four building blocks behind every organizational
model

At the core of this approach are four interconnected building blocks that shape how organizations execute - working
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That gap is what the Org DNA Profiler is built to help surface.

" PWC Rol from Al 2026.
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The cost of organizational weakness has changed

In a pre-Al organization, weak decision rights created friction. Meetings ran long. Approvals
stacked up. Initiatives slowed. The cost was real but absorbed — friction is survivable when the
underlying pace of work is human.

In an Al-enabled organization, the same weakness produces confusion at machine speed. When
a copilot drafts a response in seconds, the question of who is actually authorized to send it stops
being a quarterly governance debate and becomes a per-transaction bottleneck. When an Al
agent can take action on its own, the question of who is accountable for what the agent does
stops being theoretical and becomes an operational question. Al is, more than anything else, a
speed multiplier — and it multiplies the cost of every weakness in the operating model along with
everything else.

We see this pattern across industries: Al tools deployed into organizations whose decision rights,
incentives, and information flows were designed for a slower mode of work. The technology
scales. The organization doesn't.

At a recent financial services engagement, we quickly realized new
decision rights were required to put Al models into production with
speed. Historical review processes with risk, security, architecture,
technology, and business stakeholders had operated with sequential
handoffs, often taking months per review cycle. Clarifying decision
rights across the review process moved solutions to production in
days, not months.

Why most Al scaling efforts misdiagnose the problem

When Al programs underperform, the typical response is to invest deeper into what's already
been built. More training. More change management. A new center of excellence. Sometimes a
new vendor.

These responses share an assumption: that the problem is implementation. In our experience, it
often isn't — or at least, it isn't only that. The implementation may be fine. What's failing is the
organization's ability to absorb a faster way of working, and that is rarely addressed by training or
vendor change alone.

The harder question — and the more useful one — is whether the organization's underlying
operating model can support the speed Al creates without breaking execution. That question
can't be answered by looking at the Al program. It has to be answered by looking at the
organization itself.

A diagnostic two decades in the making
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The Org DNA Profiler launched in 2003 as a fast, anonymous diagnostic of organizational
effectiveness. Over the two decades since, it has been used to surface root-cause execution
themes for Fortune 50 companies and hundreds of leading global enterprises.

The survey data the Org DNA Profiler has generated — drawn from more than 125,000
employees across roughly 1,000 organizations in more than 50 countries — has anchored
research published in Harvard Business Review, including "The Secrets to Successful Strategy
Execution" in June 2008. That research established a counterintuitive conclusion. When
companies struggle to execute strategy, the typical response is to redraw the organization chart
or adjust incentives. The data showed that the more powerful levers were elsewhere: clarifying
decision rights and improving the flow of information. Once those were in place, structural and
motivational elements tended to fall into line. The single most common attribute of high-execution
companies, the research found, was that employees were clear about which decisions and
actions they were responsible for.

How Org DNA Profiler connects to Al readiness

The Profiler evaluates four building blocks. Each maps to a specific way Al either scales or stalls.

The four building blocks

28 questions. Benchmarked across industry, position, function, geography, revenue.

Decisions & Norms

Motivators & Commitments

Are decisions quickly translated
into action? Do people know what

Are people rewarded for
performance? Do leaders follow

they're responsible for?

Al PRESSURE POINT

Speed exposes unclear decision
rights. Al accelerates the
confusion.

Information & Mindsets

Does information flow freely?
Do leaders get bad news
quickly? Are metrics meaningful?

Al PRESSURE POINT

Data moves faster than beliefs.
Adoption becomes political
instead of practical.
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through on commitments?

Al PRESSURE POINT

Misaligned incentives stall pilots
— or get them quietly
bypassed.

Structure & Networks

Do workarounds happen? Do
people collaborate across silos?
Are roles clear or overlapping?

Al PRESSURE POINT

Al doesn't respect org charts.
It amplifies whatever already
runs the place.




Decisions & Norms. Are decisions quickly translated into action? Do people know what they're
responsible for? Are decisions second-guessed?

Al pressure point: Speed exposes unclear decision rights. If humans can't decide quickly and
cleanly, Al accelerates the confusion. When a tool can generate ten options in the time it used to
take to evaluate one, the constraint shifts from analysis to authority. Organizations with
ambiguous decision rights find that Al doesn't speed them up — it just produces faster gridlock.

Motivators & Commitments. Are people rewarded for performance? Do leaders follow through?
Do commitments influence advancement?

Al pressure point: Misaligned incentives undermine adoption. If people are penalized for risk or
experimentation, Al pilots stall — or are quietly bypassed. Adoption is an incentive question
before it is a capability question. People use tools that help them succeed against the metrics
they're measured on. If those metrics weren't designed with Al-enabled work in mind, Al tools
become optional — and optional tools don't scale.

Information & Mindsets. Does information flow freely? Do leaders get bad news quickly? Are
metrics meaningful?

Al pressure point: Data moves faster than beliefs. Al depends on trust in data and outputs. If
mindsets lag, adoption becomes political instead of practical. Al outputs are only as useful as the
organizational willingness to act on them. In cultures where bad news travels slowly and metrics
are negotiated rather than measured, Al insights become another input in a political process —
not a basis for action.

Structure & Networks. Do workarounds happen? Do people collaborate across silos? Are roles
clear or overlapping?

Al pressure point: Informal workarounds collide with formal controls. Al doesn't respect org
charts. If informal networks already run the place, Al amplifies them — for better or worse. Most
organizations run on a combination of formal structure and informal workarounds. Al often
accelerates whichever one is dominant. In organizations where informal networks are already
doing most of the real work, Al scales those networks — sometimes productively, sometimes
around governance the organization thought it had in place.

What leaders should do now

For executives preparing to scale Al, we believe four steps are more productive than
another investment in the Al program itself.

1. Diagnose to scale. Before committing the next tranche of Al investment, run a fast
diagnostic on the four building blocks. The goal is not to slow scaling — it is to identify
which blocks are most likely to bottleneck it. In our experience, organizations typically
have one or two dominant constraints, and finding them early tends to be worth more
than the diagnostic costs.
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2. Match the intervention to the block. Each of the four building blocks responds to
different kinds of intervention. Decision-rights problems are rarely resolved by training
alone. Mindset problems are rarely resolved by structural change alone. A common
pattern in Al-era transformation is applying a generic change-management approach to
what is a specific structural problem. The diagnostic should narrow the intervention.

3. Update incentives before you update tools. When the metrics that drive performance
reviews don't reflect Al-enabled work, Al tools tend to remain optional — and optional
tools rarely scale. Reviewing the incentive system before, rather than after, a major Al
rollout is among the higher-leverage moves available to leadership.

The question worth answering first

The Org DNA Profiler is designed to assess organizational readiness, not Al maturity or
tools. It answers a more enduring question: Is this organization built to absorb what’s
next? For leaders preparing to scale Al, that's the question worth answering first. The
pace of the technology is largely exogenous. The organizational conditions under which
it produces value are not.

Before you scale Al, check the organization. Access the relaunched Org DNA Profiler.

Strategy&

Strategy& is a global strategy consulting business uniquely positioned to help deliver your

best future: one that is built on differentiation from the inside out and tailored exactly to you.

As part of PwC, every day we're building the winning systems that are at the heart of growth. We
combine our powerful foresight with this tangible know-how, technology, and scale to help you
create a better, more transformative strategy from day one.

As the only at-scale strategy business that’s part of a global professional services network, we
embed our strategy capabilities with frontline teams across PwC to show you where you need to
go, the choices you'll need to make to get there, and how to get it right.

The result is an authentic strategy process powerful enough to capture possibility, while
pragmatic enough to ensure effective delivery. It’'s the strategy that gets an organization through
the changes of today and drives results that redefine tomorrow. It's the strategy that turns vision
into reality. It's strategy, made real.
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