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The AI Hype Meets Reality: Three Critical Findings
Our proprietary research, including interviews with industry advisors and 16 internal subject matter 
experts across global markets, reveals a stark disconnect between AI ambitions and execution 
readiness. While 89% of organizations are actively exploring AI initiatives, only 11% of proofs of 
concept reached production in 2024 — a modest improvement from 4% in 2023.

Key Finding #1: The Governance-First Imperative
73% of experts identified data governance and quality as the primary bottleneck preventing successful 
AI implementation. Organizations rushing toward AI adoption without foundational data practices 
face inevitable failure.

Key Finding #2: The Advisory Transformation
68% of industry leaders predict a fundamental shift from traditional software engineering to AI-
powered advisory roles within 18 months, with code generation productivity gains of 30-50% already 
measurable across leading organizations.

Key Finding #3: The Readiness Reality Gap
Despite widespread AI interest, 82% of enterprises lack the data maturity, governance frameworks, 
and cultural preparation necessary for production-scale AI deployment.

Methodology Overview: This report synthesizes insights from structured interviews with external 
industry advisors and comprehensive conversations with DataArt’s global practice leaders across 
travel, automotive, healthcare, finance, and emerging technology sectors.

Executive Summary
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Research Approach
DataArt conducted proprietary research including interviews with industry advisors and internal 
subject matter experts spanning 20 countries and 10+ industry verticals. Our methodology combined 
structured questionnaires with in-depth exploratory conversations to capture both quantitative trends 
and qualitative insights.

Expert Credentials Summary
External Industry Advisors:
• Mike Peterson - CTO and Advisor
• Ed Simmons - Senior Advisor
• George Roukas - President of GAIPAN, LLC.
• Kevin Shea - Head of Quality at CellPort Software

DataArt Thought Leaders: 16 DataArt practice leaders and technical directors across:
• Data Engineering and Analytics (4 experts)
• AI/ML Implementation (3 experts)
• Enterprise Architecture (3 experts)
• Industry-Specific Practices (6 experts)

Geographic coverage included North America, Europe, Latin America, and Asia-Pacific markets, 
ensuring diverse regulatory and market perspectives.

Methodology & Expert 
Profile Overview
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The Generative AI Reality Check: 
Pilots vs. Production

The Current State: Enthusiasm Meets Execution Challenges
Generative AI has dominated technology conversations for the past 24 months, but our research 
reveals a significant gap between experimentation and production deployment. As Mike Peterson 
noted, “Over the past two and a half years, AI has become the tip of the spear for innovation. 
Everyone is racing toward it because no one wants to be left behind.”

Statistical 
Findings

Industry Advisor Perspective: Ed Simmons, Senior Advisor

DataArt Expert Perspective: Greg Abbott, Head of Travel, Transportation & Hospitality Practice

A lot of people are doing prototypes but not really building things that are enterprise-ready yet. It’s 
an organizational gap. Companies are rushing to implement AI without the proper data integration 
foundations. I’m seeing clients struggle with basic metadata management while trying to deploy 
sophisticated AI models. The result is predictable: pilots that work in isolation but can’t scale across the 
enterprise.”

In 2023, only 4% of AI proofs of concept reached production; this rose to 11% in 2024. While that’s 
an improvement, it shows we’re still in the very early stages of turning AI experiments into business 
value. The companies succeeding are those that start with clear data foundations and realistic 
expectations, not the ones chasing every new AI trend.”

This reflects a broader industry pattern where marketing pressure and competitive anxiety drive AI 
investment decisions ahead of practical readiness.

89%

of organizations 
have active AI pilot 
programs

only 11%

of AI proofs of 
concept reached 
production in 2024 
(up from 4% in 
2023)

67%

of AI initiatives stall 
due to data quality 
issues

45%

cite governance 
concerns as primary 
barriers

Major Trend Categories
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Industry Advisor Perspective: George Roukas, President of GAIPAN, LLC
A lot of the companies that I’ve talked to about adopting generative AI are still deep in the weeds 
on the concept of getting their people to understand what GenAI is and what it can do, and that’s 
absolutely the right foundational step. But then, when they move forward to creating higher level 
applications, they’re doing a series of small, siloed rifle shots across the organization, and they’re not 
thinking so much about how to bring them all together. Walmart (in retail) and Goldman Sachs (in 
finance) have done a great job of training staff AND creating a centralized core of GenAI models, 
agents, RAG, data, etc. that other parts of the organization can rapidly build on. It takes prep time up 
front, but it yields huge ongoing productivity gains.”

The Productivity Paradox
Where AI implementation succeeds, the results are measurable.

However, these productivity gains come with important caveats.

Mike Peterson cautioned that “AI-assisted coding will likely boost developer productivity by 20 to 50 
percent, but that won’t necessarily translate into reduced costs.”

DataArt Expert Perspective: Anna Velikoivanenko, Head of Employer Brand
We’re seeing a fundamental shift in what clients value. Post-COVID, they demand innovation, 
experimentation, and hypothesis-based development. But here’s what’s interesting: while AI automates 
mundane coding tasks, the skills that become most valuable are creativity, resilience, and leadership — 
the non-quantifiable soft skills that drive real transformation. Companies that understand this paradox 
will build the strongest teams.”

Data Governance: The Foundation of AI Success

The Governance Crisis
Despite years of discussion about data governance importance, our research indicates this remains the 
most significant barrier to AI success.

2

Governance 
Statistics

73%

of experts identified 
governance as 
the primary AI 
implementation 
barrier

61%

of organizations 
lack clear data 
ownership structures

58%

report inadequate 
metadata 
management 
systems

52%

struggle with data 
quality measurement 
and monitoring
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Industry Advisor Perspective: Mike Peterson, CTO and Advisor

DataArt Expert Perspective: Alexey Utkin, Head of Data and Analytics Lab

Data governance is absolutely critical yet often overlooked because it’s perceived as ‘boring.’ When 
organizations are sourcing data from multiple disparate systems, there’s no guarantee those systems 
are well-maintained or that the data quality is reliable. Meanwhile, AI has become the focus of 
intense investment and urgency over the past two and a half years. But this rush is happening without 
adequate upskilling, leaving many organizations unclear about the roles and capabilities they actually 
need. Cloud computing, data privacy, and security remain close second priorities — and we’re 
effectively opening Pandora’s box when it comes to security and privacy risks.”

Before AI can truly help with data, a disillusionment phase will occur due to complexity and noise 
introduced by AI-generated content. AI workloads are energy intensive, and if AI replaces traditional 
software globally, our infrastructure may struggle to keep up. But here’s the opportunity — AI can 
make governance and quality enforcement more scalable and less costly for organizations. The 
winners will be those who use AI to solve AI’s own governance challenges.”

This perception creates a dangerous cycle where organizations invest in advanced AI capabilities 
while neglecting the data quality foundations that determine success or failure.

The Compliance Catalyst
Interestingly, regulatory pressure is becoming a positive force for governance improvement.

Client Perspective: Kevin Shea, Head of Quality, CellPort Software
At CellPort, our immediate focus is on mitigating compliance risk in unstructured data — especially the 
inadvertent entry of PII into free-text fields, which creates significant HIPAA exposure. We’re not rushing 
to adopt AI, but we are building a governance model that allows us to move with intent. That includes 
SOPs, traceability practices, and validation frameworks that scale with system complexity. The end of 
2025 marks a key milestone in our three-year roadmap — by then, our goal is to have a small number 
of operational AI use cases where auditability, risk classification, and change control are embedded. For 
us, responsible AI isn’t just about technical capability; it’s about regulatory alignment and client trust.”

The Skills Transformation: From Engineering to 
Advisory
The Role Evolution
Our research reveals a fundamental shift in how organizations approach technology talent and 
partnerships.

3

Industry Advisor Perspective: Ed Simmons, Senior Advisor
You need to do something different. Make sure data is integrated and clean. Let AI handle 
experimentation. The generative AI co-op model could be a huge opportunity for firms. Build data 
ecosystems that clients can plug into. AI-powered tools are improving code generation efficiency, but 
it’s important not to rely on AI alone. We need to advise on the process, not just the code.”
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Industry Advisor Perspective: George Roukas, President of GAIPAN, LLC

DataArt Expert Perspective: Olesya Khokhulia, Head of Enterprise Accounts

We’ve had technological revolutions before. The industrial revolution changed how factories worked, 
but other industries carried on as before. Gen AI is broad though; it will touch everything we do. And 
while earlier revolutions took decades to unfold, GenAI will zip by in a relative heartbeat. Look at 
what’s happened already just since ChatGPT came out in late 2022, and the pace is accelerating!”

Here’s what I’m seeing with enterprise clients: I started to joke that AI is expected to replace tactical-
level managers within five years, not engineers. Clients now expect speed, efficiency, and flexibility 
from day one, but they also expect us to help shape abstract ideas into tangible strategies. We’re 
having ‘conversations about conversations’ as a standard expectation. The value proposition has 
fundamentally shifted — it’s about strategic partnership and thinking through complex problems 
together, not just executing tasks.”

This directional trend on AI transformation speed and scope is clear across our expert panel.

Skills 
Transformation 
Data 68%

predict significant 
role changes within 
18 months

42%

of organizations are 
actively reskilling 
technical teams

55%

report increased 
demand for AI-
integration advisory 
services

34%

plan to reduce 
traditional coding 
roles while 
expanding strategic 
technology roles

The Human-in-the-Loop Imperative
Despite automation advances, human expertise becomes more valuable, not less. The focus shifts from 
task execution to strategic guidance, quality assurance, and integration oversight.
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The Integration Challenge
While cloud platforms provide necessary capabilities, integration across systems remains problematic. 
Organizations often struggle with data silos, inconsistent security policies, and complex orchestration 
requirements that limit AI effectiveness.

Industry Advisor Perspective: Mike Peterson, Chief Technology Advisor

DataArt Expert Perspective: Tim McMullen, Head of Aviation Travel Practice

Cloud computing, data privacy, and security remain top priorities right behind AI. The rapid push 
toward AI without solid data governance could introduce serious security and privacy risks. Cloud 
providers like Amazon, Google, and Microsoft are key enablers of AI through scalable infrastructure 
— but companies must realize that infrastructure alone doesn’t solve the broader challenges of AI 
adoption.”

Airlines are at varying AI adoption stages — crawl, walk, run — but data quality underpins everything. 
I’ve seen Southwest Airlines develop a layered AI tool post-2022 winter storm to proactively manage 
disruption using historical data. The lesson? Cloud is now the baseline tech needed to unlock AI and 
data capabilities, but you need industry-specific domain knowledge to make it actually work. Generic 
cloud deployment won’t cut it when you’re managing complex operational challenges in real-time.”

Cloud-Native Infrastructure: The New Baseline
Infrastructure as AI Foundation
Cloud adoption has evolved from a competitive advantage to a baseline requirement for AI-enabled 
organizations. Our research shows that cloud-native architectures are essential for supporting the 
computational demands and scalability requirements of modern AI workloads.

4

Cloud 
Adoption 
Metrics 84%

of successful AI 
implementations 
built on cloud-native 
foundations

76%

report Snowflake 
and Databricks 
as preferred data 
platforms

63%

cite orchestration 
and workflow 
management as 
persistent challenges

71%

plan increased 
cloud infrastructure 
investment in 2025
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The gap between aspiration and achievement reflects deeper organizational challenges. Most 
organizations lack the maturity or trust in data quality to enable it fully, according to our advisor panel.

Trust and Quality Prerequisites
Successful self-service analytics requires not just technical capabilities but organizational trust in 
data quality and governance processes. This creates a circular dependency where governance 
improvements enable broader data access, which in turn drives demand for better governance.

DataArt Expert Perspective: Marcos Mauro, Executive VP LATAM Business
We see LATAM companies increasingly forming AI engineering operations with growing multi-million 
USD yearly budgets; but they’re not just building for themselves. They’re creating solutions to tackle 
very local issues, from agriculture to urban innovation and beyond, which we haven’t seen before. This 
is pushing the boundaries of the technology produced in the region and transforming the mindsets of 
leaders who are shifting from followers to trailblazers; making LATAM output much more comparable 
to that of other latitudes. Now, the challenge here isn’t the technology; it’s that varied data protection 
laws and disparate regulatory frameworks across countries create barriers for cross-border solutions. 
The game of advanced self-service analytics isn’t just about implementing the latest technology and 
having good tools, it also requires understanding the local context.”

Self-Service Analytics: The Persistent Goal
The Democratization Promise
Self-service analytics remains a consistent organizational goal, but achieving meaningful 
democratization proves elusive. Our research indicates that while tools become more sophisticated, 
organizational and data quality barriers persist.

5

Self-Service 
Statistics

79%

of organizations 
prioritize self-service 
analytics capabilities

41%

achieve successful 
self-service 
implementation

67%

cite data quality 
concerns as the 
primary barrier

54%

report inadequate 
user training and 
adoption
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Near-Term Predictions (12-18 Months)
1. The Governance Investment Wave
Organizations will dramatically increase data governance investment as AI failures create business 
impact. Expect governance spending to increase 200-300% as companies recognize this as a 
prerequisite for AI success rather than an optional enhancement.

2. Advisory Model Acceleration
Traditional software engineering services will rapidly evolve toward AI-integrated advisory models. 
Companies that fail to make this transition will face a competitive disadvantage as clients demand AI-
enhanced productivity and strategic guidance.

3. Production AI Breakthrough
The 11% production rate for AI pilots will climb to 25-30% as organizations develop better 
governance frameworks and realistic implementation strategies. Success will correlate directly with 
governance maturity levels.

Medium-Term Shifts (18-36 Months)
1. Regulatory Governance Standards
Industry-specific AI governance standards will emerge, driven by regulatory pressure and competitive 
necessity. Early adopters in regulated industries will establish frameworks that become industry 
benchmarks.

2. Infrastructure Consolidation
Organizations will consolidate around fewer, more integrated cloud-native platforms that provide 
end-to-end AI and analytics capabilities. Platform choice will become a strategic decision with long-
term competitive implications.

3. Skills Market Transformation
The technology talent market will bifurcate into AI-integrated roles requiring strategic thinking and 
traditional execution roles with diminishing market value. Compensation premiums for AI advisory skills 
will exceed 40-60%.

Industry Implications 
& Predictions
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Long-Term Implications (3-5 Years)
1. AI-Native Business Models
As George Roukas challenged organizations to consider: “The companies that have the most familiarity 
with, and the best understanding of, generative AI are going all in on data integration. This applies to 
everyone from Google and OpenAI to small and medium businesses. For the latter, companies have 
to look ahead to what the company has to become to be competitive with new entrants that have 
GenAI-powered capabilities but don’t have any legacy process baggage, and then find the right data 
to support the change (internal and external) and make it available to your GenAI models.”

2. Data as Competitive Moat
Organizations with superior data governance and integration capabilities will establish sustainable 
competitive advantages that become difficult for competitors to replicate.

3. Transparency and Accountability Standards
AI transparency and explainability will evolve from nice-to-have features to business requirements, 
driven by regulatory pressure and customer expectations.
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For Organizations Beginning AI Journey
Immediate Actions (0-6 Months):

Conduct Data Governance Assessment: Before any AI investment, establish baseline data quality 
metrics and governance frameworks

Identify Use Cases: As Kevin Shea noted, “It’s not enough to define the use case; you must also 
assign responsibility for validation, oversight, and rollback.”

Establish Clear Ownership: Define data ownership and responsibility structures before implementing 
AI solutions

Foundation Building (6-18 Months):

Implement Metadata Management: Invest in proper data cataloging and metadata systems as  
prerequisites for AI success

Develop Validation Frameworks: Create systematic approaches for AI model validation and 
monitoring

Build Cross-Functional Teams: Establish teams that combine domain expertise with AI technical 
capabilities

For Organizations Scaling AI Implementation
Strategic Priorities:

Governance-First Scaling: Scale governance capabilities ahead of AI implementation to avoid 
quality and compliance failures

Advisory Capability Development: Transition technical teams toward advisory roles that guide AI 
integration rather than replace human judgment

Platform Consolidation: Standardize on integrated cloud-native platforms that support end-to-end 
AI workflows

Recommendations 
& Action Items
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Risk Mitigation:

Security and Privacy Integration: Address Mike Peterson’s warning about “opening Pandora’s box 
when it comes to security and privacy risks” through proactive security architecture

Change Management Investment: Allocate significant resources to organizational change 
management and training

Vendor Partnership Strategy: Select partners based on governance alignment and long-term 
strategic thinking rather than immediate technical capabilities

For Technology Leaders and CDOs
Leadership Imperatives:

Executive Education: Ensure leadership understands the probabilistic nature of AI outputs versus 
traditional deterministic systems

Budget Reallocation: Shift budget allocation to prioritize governance and advisory capabilities over 
traditional development resources

Success Metrics Redefinition: Establish metrics that measure AI business impact rather than just 
technical implementation

Organizational Development:

Cultural Transformation: Foster cultures that balance innovation with accountability

Partnership Strategy: Develop vendor relationships based on governance alignment and advisory 
capabilities

Talent Development: Invest in upskilling existing teams rather than complete talent replacement
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Sidebar: The AI Productivity Paradox
Contrarian Insight: While AI tools dramatically improve individual developer productivity, 
organizational costs may not decrease proportionally.

Sidebar: The Governance Competitive Advantage
Surprising Finding: Organizations in regulated industries (healthcare, finance) may have unexpected 
advantages in AI implementation due to existing governance frameworks.

Implication: Organizations should plan for productivity improvements that enable higher-value work 
rather than cost reduction through workforce reduction.

Implication: Governance capabilities, often viewed as bureaucratic overhead, become competitive 
advantages in AI-driven markets.

Surprising Insights & 
Contrarian Perspectives

Industry Advisor Perspective: Mike Peterson, Chief Technology Advisor

Client Deep Dive: Kevin Shea, Head of Quality, CellPort Software

DataArt Expert Deep Dive: Scott Rayburn, Chief Marketing Officer

AI-assisted coding has the potential to increase productivity by 20 to 50 percent, but it won’t 
automatically lower costs. Much of the AI conversation today is overhyped, which is typical when 
significant investments are made in emerging technologies without a full understanding of their 
implications. Generative AI has certainly expanded awareness of the AI pipeline, but the reality is 
more nuanced. Gains in productivity often come with added complexity in testing, integration, and 
quality assurance.”

At CellPort, our immediate focus is on mitigating compliance risk in unstructured data — especially 
the inadvertent entry of PII into free-text fields, which creates significant HIPAA exposure. We’re not 
rushing to adopt AI, but we are building a governance model that allows us to move with intent. That 
includes SOPs, traceability practices, and validation frameworks that scale with system complexity. 
The end of 2025 marks a key milestone in our three-year roadmap — by then, our goal is to have a 
small number of operational AI use cases where auditability, risk classification, and change control are 
embedded. For us, responsible AI isn’t just about technical capability; it’s about regulatory alignment 
and client trust.”

AI will help enable predictive ROI models for sales & marketing investments — like forecasting $1M 
spend yields $1.5M revenue, for example. But here’s the reality check: if AI can do 90% of the job, 
the final 10% requires human input for strategic alignment and quality assurance. We’ve developed a 
genAI-powered marketing content generator using a vector database, but human-in-the-loop isn’t just 
nice to have — it’s what separates successful implementations from automated mediocrity.”
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Sidebar: The Global Talent Rebalancing
Emerging Trend: AI tools are democratizing access to high-quality development capabilities 
across global markets, reducing traditional location-based advantages. This creates opportunities 
for organizations to access talent regardless of geography while placing premium value on strategic 
thinking and domain expertise.

Implication: Competitive advantage shifts from access to coding talent toward access to strategic 
advisory capabilities and domain expertise.

DataArt Expert Deep Dive: Sheetal Kale, Head of DataArt India
India generates vast amounts of data due to its massive, diverse population, affordable internet, and 
mobile access — this ‘platinum’ data supports AI development and real-world testing. But here’s 
what’s interesting: India’s demographic, linguistic, and regional diversity produces diverse datasets that 
improve AI robustness and inclusivity. Our government and private sector heavily invest in AI across 
agriculture, healthcare, edtech, and urban planning, enabling leapfrogging of legacy systems. The 
global talent conversation is changing because diverse data creates better AI.”
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The Three-Horizon Reality
Our research reveals three distinct horizons for enterprise AI adoption:

Horizon 1 (Current): The Governance Foundation Era
Organizations must prioritize data governance, quality frameworks, and organizational readiness 
before pursuing advanced AI implementations. Success requires unglamorous foundational work that 
enables future innovation.

Horizon 2 (18-36 Months): The Integration Acceleration Phase
Companies with solid governance foundations will achieve competitive advantages through AI-
integrated workflows and advisory-driven partnerships. The gap between prepared and unprepared 
organizations will widen significantly.

Horizon 3 (3-5 Years): The AI-Native Business Model Era
Successful organizations will operate as if built from the ground up with AI, creating new business 
models that leverage data and AI as core competitive advantages rather than supporting 
technologies.

The Strategic Imperative
The path forward requires balancing innovation ambition with execution discipline. Organizations 
must resist the temptation to skip foundational governance work while remaining aggressive about AI 
capability development.

The companies that thrive will be those that recognize AI not as a technology solution but as a 
fundamental business model transformation requiring new approaches to governance, talent, and 
strategic thinking. The window for building these capabilities is narrowing as early adopters establish 
sustainable competitive advantages.

Bottom Line: AI success depends more on organizational discipline and governance maturity than on 
technology sophistication. The organizations investing in these foundations today will dominate their 
markets tomorrow.

Conclusion & Future Outlook

This report is based on proprietary research conducted by DataArt in early 2025. For additional insights or to discuss 
implementation strategies, contact DataArt’s media relations team at mediarelations@dataart.com


