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Four futures of generative AI in the 
enterprise: Scenario planning for 
strategic resilience and adaptability  

When it comes to generative AI strategies, the 
stakes are high—and so is the uncertainty. 
These three-year scenarios can help 
organizations plan their gen AI strategies. 

Deloitte Center for Integrated Research
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O
rganizations are making big bets on 
generative AI.

Nearly 80% of business and IT leaders 
expect gen AI to drive significant trans-
formation in their industries in the next 
three years.1 Global private investments 

in gen AI have skyrocketed, increasing from roughly 
US$3 billion in 2022 to US$25 billion in 2023.2 And 
that pace continues unabated with some US$40 billion 
in global enterprise investments projected in 2024 and 
more than US$150 billion by 2027.3 These efforts toward 
transformation may take on added importance as econo-
mists anticipate that labor force participation will decline 
in the coming years as the population ages, suggesting 
a need to boost productivity.4 In a world where some 
forecasts suggest dramatic advances like artificial general 
intelligence may be possible by the end of this decade,5 or 
a digital twin attending meetings on your behalf within 
five years,6 the possibilities for gen AI seem limited only 
by one’s imagination. 

It’s a world where most don’t want to be left behind: 
Online references to FOMO—the “fear of missing 
out”—have increased more than 60% in the past five 
years.7 Though not specific to gen AI alone, the sentiment 
captures the reality that uncertainty underlies any bet, 
and the level of uncertainty regarding gen AI’s impact 
on the enterprise is significant.8 Predictions for growth 
and opportunity highlight one possible future, but a 
future where AI advances slow down and organizations 
encounter significant financial barriers to scaling and 
growing their AI capabilities is also possible. 

How can organizational leaders wrap their minds around 
the future of AI in the enterprise and develop the best 
strategies to meet whatever comes? 

To explore this question, Deloitte’s Center for Integrated 
Research conducted a foresight analysis of gen AI’s crit-
ical uncertainties pertaining to the enterprise, drawing 
from quantitative surveys, subject matter specialist 
interviews, and a proprietary horizon scanning initia-
tive designed to capture near- to medium-term trends in 
gen AI (see Methodology section at the end). Using this 
analysis, we then developed four scenarios of plausible 
futures depicting the possible evolution of gen AI and its 
potential impact on the enterprise between now and the 
end of 2027. Each scenario presents a different world in 
which gen AI and the enterprise coexist and coevolve, 
with different implications for enterprise strategy, policy, 
and practice.

By using this scenario planning to inform uncertain 
market dynamics, organizations can pressure-test their 
strategies under multiple possible futures to strengthen 
their investments. These scenarios are not meant to tell 
leaders what will happen or what should be done, but 
rather to challenge and inspire organizations to think 
about how to anticipate and manage the risk and uncer-
tainty surrounding gen AI. They are designed to help 
leaders grasp the critical long-term issues that may shape 
their organizations and to equip them with more agile, 
forward-looking strategies. This is not a comprehensive 
view of all different types of scenarios that could emerge, 
but a focus on a specific, unique set of scenarios that will 
likely be relevant for enterprises as leaders continue to 
build their gen AI strategies. By exploring how current 
strategies and investments in gen AI could unfold over 
time in different contexts, organizations can uncover 
hidden risks and opportunities and make smarter stra-
tegic choices today. 

Introduction
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O
ur research employs a method known as 
the “axes of uncertainty,” an approach 
to scenario development that relies on 
a combination of two highly uncertain 
and two high-impact variables to define 
four possible futures.9 While there are 

many questions about the cost, regulation, and contin-
ued advancement of gen AI, our analysis is focused on 
long-term implementation outcomes. Based on quali-
tative interviews with AI subject matter specialists at 
Deloitte and input from multiple ongoing global enter-
prise surveys, the following two variables were identified: 

•	 Stakeholder outcomes (x-axis): What are the 
economic, social, and workplace consequences 
of the rollout of gen AI? Will the continued rapid 
rollout of gen AI drive overall shared growth 
for business and society or unequal growth? 
 
As organizations move rapidly to implement and 
scale gen AI tools, there is simultaneously consid-
erable excitement about expanding access to these 
tools to increase innovation and equal, if not greater, 
levels of fear around the potential impacts on job 
loss and increased inequality. Understanding these 

trajectories can help in making sense of longer-
term growth opportunities as well as risks related 
to stakeholder trust, employee skill decay, looming 
regulatory impacts, and more.

•	 Achieving performance objectives (y-axis): Will 
organizations be able to realize financial and oper-
ating performance improvements through their gen 
AI initiatives, or will gen AI outputs not only fail 
to meet return-on-investment expectations but also 
contribute to organizational confusion and perfor-
mance decay? 

Despite the excitement around gen AI, many orga-
nizations have struggled to identify and/or scale 
clear, high-value use cases that align with critical 
business goals. As organizations look to scale their 
efforts around gen AI, they may face a variety of 
challenges related to how to best integrate these 
tools into everyday work processes. Understanding 
these uncertainties can help make sense of the 
services, safeguards, and strategies that may need 
to be adopted to ensure that gen AI tools add value 
to the enterprise.

Building the scenarios: Defining 
gen AI’s critical uncertainties
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Figure 1

Four possible futures of generative AI in the enterprise

Source: Deloi�e Center for Integrated Research analysis.

Unequal growth

Scenario 1: Scenario 4:

Scenario 2: Scenario 3:

Achieving performance objectives

Failing to meet performance objectives

Shared growth

Growth with costs

The bubble bursts Advancement depends on humans

All systems go

deloitte.com/us/en/insights/research-centers/center-for-integrated-research.html

Each scenario based on these variables (figure 1) explores 
a possible future and examines supporting evidence, 
including data points, specialist perspectives, and early 

indicators of possible change. Each scenario also high-
lights implications for present-day strategies.
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Scenario 1: Growth with costs

 

In just a few years, large language models (LLMs) 
have grown increasingly sophisticated in their abilities 
to handle complex prompts and produce contextually 
relevant output. Not only have the tools themselves 
progressed, but they have also been embedded into 
smart devices, wearable devices, and industrial equip-
ment to create a layer of automated intelligence across 
the organization. Some workers find this to be increas-
ingly invasive, but it helps drive enterprise value. Many 
organizations have begun to turn these intelligent systems 
into digital agents that can automate complex and open-
ended personal and business tasks with humans or with 
other agents.

While technical advances show little sign of slowing, 
the impacts of gen AI on businesses are mixed. Across 
most industries, organizations that invested early and 
aggressively in transformation gained efficiencies and 
new product capabilities that have translated into pricing 

advantages and market growth. This has given early 
adopters an enduring advantage over competitors, while 
organizations that did not invest in gen AI early on are 
struggling to catch up. But the biggest winners are the 
small number of hyperscalers and semiconductor compa-
nies whose foundational models and technology infra-
structure are driving economic growth.

While users love these tools, their improving capabilities 
make many operation-oriented roles increasingly unnec-
essary. Unemployment is on the rise, and while econo-
mists disagree about the role of gen AI in contributing 
to this rise, workers (both employed and unemployed) 
increasingly blame AI for job losses as well as underlying 
feelings of fear and financial uncertainty.

These factors have not only reduced confidence in the 
economy but contributed to political polarization and 
further erosions of trust in large institutions—and this 
lost trust is costly. Research indicates organizations risk 
losing 20% to 56% of their market cap following a 
negative trust-related event.10

The growing use of gen AI in frequent digital attacks 
by malicious global actors that are empowered by the 
technology’s increasing sophistication is worsening the 
shifts in public opinion. Ironically, this erosion of trust 
is creating new demands for more personalized customer 
service and human interaction.

Exploring the scenarios

Trending impacts to the enterprise

Cost e�ciency

Innovation

Growth

Employment

Worker trust

Worker
engagement
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Impacts: Opportunities and risks in a ‘growth with costs’ future
OPPORTUNITIES RISKS

• Most workers appreciate the increasing sophistication of gen AI capabilities, 
freeing their time to focus on more fulfilling and purposeful tasks. 

• Organizations that strengthen their employee value propositions by ensuring 
that their workers benefit from gen AI (for example, as a productivity aid or 
creative collaborator) can gain long-term advantage over those that do not.

• Career paths for younger generations shi  to jobs and tasks less a�ected by 
gen AI, such as specific types of trades. This puts organizations at risk of 
losing access to younger workers who may have more fluency in emerging 
technologies but don’t see viable entry-level career paths.

• Organizations that rushed to achieve e�ciencies are scrambling to earn back 
trust with the existing workforce, including top talent, who are now dependent 
on gen AI tools to accomplish what their colleagues used to accomplish. 

• Organizations can miss opportunities to enhance innovation as workers feel 
less agency.

People

• Organizations that integrated gen AI into industrial equipment, robotic 
systems, and other enterprise technologies gain new business capabilities 
and line-of-business growth opportunities that they would not have by simply 
o�ering a stand-alone tool.11

• Keeping humans at the helm of human and AI agent relationships 
(“controlling the loop” rather than simply being “in the loop”) for quality 
control helps reduce error rates that can compound over time. 

• Organizations that have a strong culture of continuous learning, upskilling, 
and career growth are likely be�er able to adapt to the changing landscape 
while minimizing impacts to worker morale.

• Organizations where leaders focus on strengthening trust and using gen AI as 
part of a larger innovation and transformation strategy can keep workers 
inspired rather than fearful of technical advances. 

• Organizations increasingly turn to diversity, equity, and inclusion (DEI) and 
wellness programs to help worker morale.

• Continued growth and investment in gen AI could lead to the proliferation of 
new alternative models, potentially leading to obsolescence of existing 
architectures. 

• Gen AI has taken over so ware design, code development, and customer 
interactions, creating more opaque solutions that are increasingly di�cult for 
humans to understand and manage. 

• Tech ecosystem complexity can balloon as issues like vendor lock-in, 
intellectual property management, and regulatory pressures may escalate.  

• Waves of restructuring across industries can have an impact on corporate 
cultures and cause worker turnover, especially in companies that have 
focused solely on cu�ing costs.

• Value beyond e�ciency could be missed, resulting in significant opportunity 
costs. Organizations can struggle to innovate given the emphasis on 
cost-cu�ing. 

Technology

Culture

•	 The gap between leading gen AI adopters 
and laggards is growing. Deloitte’s second-
quarter 2024 State of Generative AI in 
the Enterprise survey found that 73% of 
surveyed organizations reporting high levels 
of expertise were adopting the tool fast or 
very fast, while only 40% of organizations 

reporting some level of expertise said the 
same.12

•	 Trust is already waning. Edelman’s Trust 
Barometer shows the percentage who trust 
AI companies globally fell from 62% in 2019 
to 54% in 2024.13

•	 Younger generations recognize impending 
change. In a recent workforce study, 67% of 
early career workers surveyed say they will 
likely change their career path in the next 
two to five years given the impact of AI on 
their current job, compared to 46% of tenured 
workers.14  

HOW DO WE KNOW THIS SCENARIO IS PLAUSIBLE BY 2027? 
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•	 Pair investments in gen AI with efforts 
to strengthen organizational culture 
and trust at the beginning of your gen AI 
journey. In this scenario, many organizations 
focus primarily on cost-cutting efforts that 
may provide short-term efficiencies at the 
expense of employee trust and engagement 
in work. By strengthening trust as part of a 
gen AI strategy, organizations can reduce 
these impacts on morale while setting the 
organization up for stronger growth over 
time. Embedding greater transparency into 
an organization’s gen AI strategy can help 
foster trust. This may include assigning 
responsibility for the output of specific gen 
AI and AI agent capabilities.

•	 Build AI fluency and education at all levels to 
help democratize access to AI capabilities. 
This can help workers self-select if they want 
to be part of the organization’s AI-enabled 
future.

•	 Cultivate and support grassroots gen AI 
use-case development. Design programs, 

such as “promptathons,” that promote 
and celebrate gen AI adoption across 
functions. An organization can reinforce its 
commitment to capitalizing on gen AI while 
tapping into local workforce enthusiasts 
who can identify valuable use cases as well 
as issues that restrict scaling.  

•	 Emphasize and provide incentives to 
enhance organizational creativity. 
Intentionally focus on new ways to spur 
innovation, reward outside-the-box thinking 
and enhance diversity of thought (for 
example, by tapping into ongoing diversity, 
equity, and inclusion initiatives and 
neuroinclusion programs).15

•	 Examine workforce planning strategies 
at various levels of the organization. 
Reinvent the employee value proposition 
and revisit how your organization attracts 
and retains talent considering how workers 
at different levels and stages of their career 
may be affected by gen AI. In particular, 
organizations may be at risk of reducing 

entry-level opportunities for the early-career 
workforce even though these workers may 
be best-positioned to identify opportunities 
presented by gen AI tools. To avoid this 
potential pitfall, explicitly define entry-
level talent strategies including what skills 
workers will develop and what experiences 
and expertise will be required to advance 
within the organization.

•	 Determine how leadership should 
communicate anticipated changes to 
reinforce its vision and enhance employee 
trust. To inspire trust, leadership should 
reaffirm the organization’s commitment to 
the technology, articulate how it supports 
the company’s purpose, and evangelize 
its benefits to employees. At the same 
time, leaders should be transparent 
in communicating potential risks that 
accompany widespread gen AI adoption and 
how they plan to respond.

STRATEGIES: WHAT STEPS SHOULD YOU CONSIDER TO PREPARE FOR THIS SCENARIO?   
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Scenario 2: The bubble bursts 

 

As expectations for gen AI dramatically outpace real-
world capabilities, the sense of frustration is palpable in 
this scenario. Despite high hopes and huge investments, 
businesses have struggled to reap many of the benefits 
they had anticipated from gen AI, causing a downturn in 
the tech industry, and the wider market. Part of the chal-
lenge has been a quirk in the ways in which gen AI tools 
have improved. While the aesthetics of machine-gen-
erated output—including text, video, imagery, and 
more—have continued to improve rapidly, hallucina-
tions and other accuracy errors have proven to be much 
more intractable. As organizations rapidly deploy and 
scale gen AI tools, this dynamic leads to confusion as 
decision-makers get inundated with data and analysis 
that appear to be high quality but often contains subtle  
errors and misinformation. These challenges are 
compounded in organizations that moved too aggres-
sively to reduce headcount ahead of expected efficiency 
gains that fail to materialize, leading to increased unem-
ployment and a workforce that is stretched thin in many 
organizations.

In addition, biases from training data make their way 
into the output and analyses of these systems, perpet-
uating inequalities across global business and society.  
At the same time, bad actors are able to take advantage 
of gen AI’s capabilities to increase disinformation and 
cyberattacks. Taken together, these factors contribute to 
a growing sense of mistrust not just in gen AI but also in 
the larger information environment.

Despite these difficulties, not everything has been nega-
tive. As organizations have recalibrated their expecta-
tions for gen AI, they have begun identifying clear use 
cases where the tools are not only improving efficiencies 
but also contributing to top-line growth and innovation. 
Ironically, organizations that took measured approaches 

Trending impacts to the enterprise

Cost e�ciency

Innovation

Growth

Employment

Worker trust

Worker
engagement

•	 Gen AI quality is already a significant concern. More 
than one-third of surveyed executives in Deloitte’s second 
quarter 2024 State of Generative AI in the Enterprise survey 
selected “lack of confidence in results” as one of their top 
three risks related to gen AI tools and applications.19   

•	 Many companies have yet to track gen AI’s return on 
investment. Only 35% of respondents to Deloitte’s third-
quarter State of Generative AI in the Enterprise survey 
indicate they are tracking ROI to measure and communicate 
value from their gen AI initiatives.20  Furthermore, early 
feedback from industry analysts suggests that these tools 
may not be worth the cost.21 

•	 Organizations recognize that AI bias is a risk as they 
scale. Multiple independent tests of gen AI output in 
interview screening suggest perpetuating biases at scale 
are a significant risk.22 

•	 Adoption can take longer than expected. Prior experience 
suggests progress leveraging new technologies is 
not always linear. Technologies like virtual reality and 
autonomous cars showed a lot of potential early in their 
development but have become much more difficult to 
adopt and commercialize than expected.

•	 Trust in the information environment continues to 
erode. The ability to trust what is seen and heard has been 
continually eroded. Deepfakes—synthetically altered or 
generated images—first appeared in late 2017. Initially, 
it was not easy to create these fake images, and their 
quality was poor. But advances in AI have vastly improved 
outputs in recent years, often delivering photorealistic 
results. Tests have shown that many people have a 
tough time distinguishing real faces from those that are 
AI-generated. What’s more, many respond more positively 
to the generated images.23    

HOW DO WE KNOW THIS SCENARIO IS 
PLAUSIBLE BY 2027? 

to AI implementation are better-positioned to succeed 
in this future by committing to greater collaboration, 
particularly with customers and workers, as the gen AI 
transition unfolds.
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Impacts: Opportunities and risks in a ‘bubble bursts’ future
OPPORTUNITIES RISKS

• Talent flocks to companies and sectors that did not rush to make significant 
changes. These companies and sectors may be less in need of rapid course 
corrections.

• Organizations that moved quickly to use gen AI to reduce costs are at risk of 
increased anxiety, reduced satisfaction, and increased loneliness among the 
workforce.

• Organizations can face substantial challenges related to skill erosion if they 
focused on lowering costs at the expense of investing in opportunities to 
increase innovation. These same companies may have trouble a�racting new 
talent as a result.

People

• Organizations that embraced a slower rollout of gen AI solutions are be�er 
enabled to ensure data management, platform integrity, and cybersecurity 
technology capabilities are in place. This allows organizations to mitigate 
external risks, ensure data quality, and enable long-term infrastructure 
resilience while managing more deliberate rollouts of gen AI.

• Organizations can gain productivity advantages by buying technology and 
so ware that has gen AI already integrated into it. 

• Organizations may leverage small language models that target specific 
functional use cases rather than frontier LLMs, thus saving costs and 
reducing negative environmental impacts of larger resource-intensive 
models.

• Organizations with measured approaches to technology adoption—including 
cultures focused on careful quality control—could gain the most from 
adopting gen AI tools by finding high-value use cases and minimizing 
missteps.

• The capabilities of bad actors can advance quickly, forcing organizations to 
increasingly invest in cyber protection measures.16 Regulatory uncertainties 
can create IP management questions. 

• Rapid adoption of gen AI in the short term (for example, via adoption of 
chatbots, image and code generation) can undermine overall so ware quality 
and introduces new levels of technical debt, complexity, and opacity. This may 
raise doubts about the ability to improve AI outcomes over the long term.17   

• Too much synthetic data used in training LLMs may cause model performance 
to degrade over time, adding more stress on workers to compensate where 
gen AI is not meeting expectations.18 

• Biases in training data can perpetuate inequalities, undermining the 
e�ectiveness of DEI programs.

• Organizations that are focused on the most powerful technology due to 
FOMO could be particularly hard hit as they focus on the “sizzle” rather than 
the most useful or purpose-built tools to advance organizational goals. 

Technology

Culture

•	 Focus gen AI investment on the biggest 
business problems to solve. Technology 
investments are likely to underperform and 
damage an organization’s culture and morale 
when organizations expect benefits to 
materialize faster than realistically possible. 
Organizations that carefully match their gen 

AI investments to underlying business needs 
may be better-positioned to mitigate those 
risks in this future. 

•	 Avoid skill and knowledge erosion. In this 
scenario, organizations put their long-term 
futures at risk by underinvesting in human 

skills and capabilities, as well as by losing 
long-term institutional knowledge and 
culture. Developing comprehensive plans 
to avoid these kinds of losses—especially 
if gen AI investments take longer to deliver 
than hoped—can be critical to the long-term 
resilience of gen AI efforts. 

STRATEGIES: WHAT STEPS SHOULD YOU CONSIDER TO PREPARE FOR THIS SCENARIO?  
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Scenario 3: Advancement depends on humans

 
 
 

Being first is less of an advantage in this scenario than 
being strategic. Over the course of three years, almost 
every promising technical advancement related to gen 
AI has been accompanied by a half step backward for 
industry as organizations struggle to keep pace. The 
race to integrate AI—and the fear of falling behind 
competitors—has pushed many organizations to adopt 
and scale tools before they are fully tested, leading to 
confusion about gen AI’s strengths and limitations. As 
a result, productivity gains that appeared in early pilots 
and studies prove difficult to re-create at scale, leaving 
many organizations frustrated by modest improvements 
relative to the scale of investment.

These scaling challenges stem from the ways in which 
the very tools that empower individual workers contrib-
ute to a larger environment of fractured attention. New 
capabilities like instantly turning a handful of bullet 
points into a presentation or sending a virtual avatar to 
a lower-priority meeting enable individual workers to 
supercharge their output, but they also contribute to a 
culture of productivity theater where many workers feel 
pressure to produce a higher volume of work to prove 
their value. As this dynamic plays out, it contributes to 
a noisier and more confusing information environment 
for decision-makers and managers. 

Trending impacts to the enterprise

Cost e�ciency

Innovation

Growth

Employment

Worker trust

Worker
engagement

•	 The potential financial risks are already becoming 
evident. Companies are already being held financially 
liable for mistakes made by gen AI errors, such as mistakes 
like providing incorrect pricing information to customers.26  

•	 Scaling may be proving elusive. In Deloitte’s third-quarter 
2024 State of Generative AI in the Enterprise survey, nearly 
70% of surveyed respondents said their organization had 
moved only 30% or fewer of their gen AI experiments into 
production.27 

•	 Data leakage resulting from “shadow AI” usage is likely 
increasing. Recent studies indicate that a significant 
percentage of gen AI usage at work is occurring on 
personal accounts.28

SIGNALS: HOW DO WE KNOW THIS 
SCENARIO IS PLAUSIBLE BY 2027?  

Organizations also struggle to manage the mismatch 
between the rapid pace of technological change and the 
slower speed of regulation and lawmaking. Over the 
course of three years, this regulatory uncertainty limits 
some seemingly promising use cases for gen AI, such as 
customer service bots, due to unclear risks and liabili-
ties. On the other hand, slower adoption also mitigates 
potential job loss. By the summer of 2027, the winning 
organizations are those that have paired their technology 
investments in AI with similarly large-scale efforts in 
process improvements and work redesign that focus on 
connecting the use of gen AI to clear outcomes and goals. 
Even as some of the hype around gen AI has receded, 
this approach to pairing human and machine capabilities 
shows increasing promise to create opportunities from 
ongoing advances with LLMs and other models such as 
small language models.24  
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Impacts: Opportunities and risks in an ‘advancement depends on humans’ future
OPPORTUNITIES RISKS

• Not all improvements in individual task efficiency add up to larger 
organizational gains. Organizations that pair efforts to improve individual 
efficiency with process design may gain advantages over those that take 
more siloed approaches.

• Using gen AI tools to give the appearance of busyness can undermine the 
potential value of workers in many organizations, driving alienation from the 
firm’s core mission.

• A lack of holistic and integrated performance measurements could 
undermine the benefits of gen AI investments. Key performance indicator 
improvements—without an accompanying strategy to integrate across 
those measures—can yield limited ROI at an organizational level. 

• Humans are still needed to catch errors and hallucinations and spend 
increasingly large amounts of time on quality control of machine-generated 
output rather than on more engaging and creative tasks.

People

• Viewing gen AI advances as a set of new tools for professional growth 
rather than stand-alone automation solutions can optimize value for the 
workforce.

• Organizations that focus on pairing technology investments with a clear 
sense of intended outcomes and key metrics may gain advantage. These 
organizations focus on developing new ways of measuring work activity that 
can help ensure that worker activity—including the use of gen AI tools—is 
aligned to key business outcomes.

• A spike in quality-related issues (in code/application development, data and 
modeling, cybersecurity, etc.), along with advancements in alternative AI 
technologies (for example, world models25), often cause organizations to 
either slow down their gen AI programs or reevaluate their business and 
technology strategies.

• Technology budgets, IT teams, and broader data and platform modernization 
efforts cannot keep pace with the demand from the business to integrate 
gen AI into digital products.

• Regulatory uncertainty related to data and intellectual property, among 
other areas, can limit the ability to apply AI tools to potential high-value 
use cases.

• Many organizations roll out technology tools before they are ready to use 
them, fearing they will miss out on advances in gen AI.  

Technology

Culture
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•	 Create holistic assessments of gen AI 
efforts. Identify feedback mechanisms 
to better understand the successes and 
challenges workers face as they learn to 
work with gen AI. As part of this effort, it 
will be important to determine how worker 
performance criteria should be adjusted to 
reflect new operating processes and norms. 
Adjusted criteria should then be connected 
to critical business objectives rather than 
easy-to-measure outputs. Maintaining 
this holistic view may also require keeping 
humans at the helm rather than simply in the 
loop to ensure accuracy and alignment with 
larger objectives.

•	 Ensure assessments are transparent 
throughout the organization to build 
worker trust. This also means being 
transparent about who in the organization 
is responsible for specific AI agent output and 
ensuring that those who are responsible for 
AI agents have the time and resources to 
oversee their output.

•	 Develop gen AI’s future in your organization 
with a “both and” vision. For gen AI to 
support enterprise growth, it should be 
positioned as both a core capability and 
an integrated component alongside other 
capabilities to drive business opportunities 
and growth. 

•	 Adopt a “less is more” mindset. Focus on 
validated and strategic use cases rather than 
pushing for widespread adoption as quickly 
as possible. 

•	 Evaluate the emerging and shifting 
regulatory environment. Understand and 
monitor evolving regulatory impacts across 
geographic regions, including how conflicting 
regulatory frameworks may affect domestic 
and global cross-border business activity.

STRATEGIES: WHAT STEPS SHOULD YOU CONSIDER TO PREPARE FOR THIS SCENARIO?  
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Scenario 4: All systems go 

By 2027, one thing is clear: The transformation is just 
beginning. Over the course of just three years, advances 
in gen AI have diffused across industries and are driving 
a new wave of creative innovation across a variety of 
fields. Organizations have found novel ways to combine 
the productive capabilities of gen AI tools with other 
scientific and technological advances—from robotics to 
biology to other branches of machine learning—unleash-
ing a wave of innovation and growth that spans across 
the economy. This collaborative innovation has enabled 
domain specialists across scientific, technical, and busi-
ness disciplines to benefit from the advances of gen AI.

This broad-based growth has been driven by a combi-
nation of continued technical advancement, includ-
ing continuous improvement in LLMs and growth in 
targeted small language models, coupled with human 
ingenuity. Early gen AI rollouts successfully freed up 
time and attention across many organizations, enabling 
the workforce to focus on more complex, creative, and 
high-value work. As this takes place, organizations and 
their employees discover the value of emotional intelli-
gence, critical thinking, imagination, and other human 
capabilities that cannot easily be replicated by AI. 

This increased focus on human capabilities and skills 
helps organizations adjust work processes and systems to 
take advantage of the benefits of gen AI tools while mini-
mizing issues related to quality and reliability. Efforts to 
customize and fine-tune models enable organizations to 
reduce hallucination and error rates while simultane-
ously ensuring that the output of gen AI tools is tailored 
to the nuanced needs of different functions. 

Trending impacts to the enterprise

Cost e�ciency

Innovation

Growth

Employment

Worker trust

Worker
engagement

This allows for significant gains in productivity, transfor-
mation, and top-line growth without significant impact 
on unemployment. While workers and organizations 
have broadly benefitted from these gains, the pace of 
change and demands for adaptation have been relentless. 
Many workers and business leaders have had to reinvent 
how they work and develop a new understanding of their 
value, particularly in roles such as marketing and soft-
ware engineering where gen AI has progressed the fastest. 

In addition to managing these workforce adaptation 
challenges, organizations face increasing security and 
information challenges, as bad actors use sophisticated, 
multimodal deepfakes to attack organizations that 
underinvest in cybersecurity, requiring constant updates 
to security protocol. By late 2027, the need to adapt 
and integrate gen AI has only accelerated. Much like 
the dot-com boom of the late 1990s was the start of a 
much larger transformation, the innovations driven by 
advances in gen AI appear to be the beginning of a much 
more profound set of changes. 

•	 Advancement in AI capabilities through natural language 
and proliferation of voice commands is increasing. 
Advances in gen AI are powering the robotic foundation 
models that enable individuals to communicate with 
machines using natural language. These robots accomplish 
tasks such as warehouse picking that would be nearly 
impossible with traditional simulation training methods.31 

•	 Companies are already expressing need for “human” 
skills as AI matures. More than half of executives and 
IT leaders surveyed in Deloitte’s second-quarter 2024 
State of Generative AI in the Enterprise survey expect 
human-centered skills including creativity and emotional 
intelligence to be more valuable across the organization 
because of the adoption of gen AI tools and capabilities.32

Signals: How do we know this 
scenario is plausible by 2027?  
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•	 Invest in holistic learning and development 
efforts. As advances from gen AI accelerate, 
workers at different levels of experience not 
only will likely see their roles shift but also 
could be challenged to rapidly learn new skills 
and adopt new ways of thinking about their 
work. As part of this effort, organizations can 
share the company’s vision for AI and how 
it can improve organizational and worker 
success. Preparing the organization for 
business process and cultural change will 
be important to ensuring that the workforce 
can successfully adapt.

•	 Continuously plan for workforce needs. As 
gen AI presents profound transformational 
opportunities, organizations may benefit 
from moving beyond episodic planning 
to more continuous workforce planning, 
based on rapid shifts in the marketplace. As 
part of this effort, organizations can identify 
learning and development opportunities to 
help strengthen how workers collaborate 
with AI agents.

•	 Focus on performance management 
transparency to maintain workforce trust. 
Continuous growth for the organization will 

depend on workers maintaining trust in the 
company’s gen AI strategy. Clearly specify 
what is expected of workers and what they 
will be able to rely on AI agents to accomplish.

•	 Capitalize on performance gains by 
increasing stakeholder value. Assess 
how the organization will fairly distribute 
the benefits that gen AI provides to all 
stakeholders, particularly workers. In 
addition to financial benefits, organizations 
should also identify opportunities to improve 
the human sustainability impacts of gen AI 
on worker morale and wellness.

STRATEGIES: WHAT STEPS SHOULD YOU CONSIDER TO PREPARE FOR THIS SCENARIO?  

Impacts: Opportunities and risks in an ‘all systems go’ future
OPPORTUNITIES RISKS

• Organizations accelerate worker learning and upskilling through AI 
coaching. By training bots on enterprise data, organizations can create 
customized AI coaching tools that provide real-time support and feedback 
to enable workers to develop faster.29  

• Organizations that can focus more of their workforce on new innovations, 
experiments, and product and service development could grow faster and 
more durably than those focused primarily on efficiencies.

• As the pace of change accelerates, it becomes even more important to not 
only plan for full-time worker needs but also plan for skills, tasks, external 
workers, and technology acquisition in an integrated way. Organizations 
that move to this more continuous and holistic approach to workforce 
planning may be able to more quickly adapt to the changing environment 
than competitors.

• Employee wellness programs need to grow to account for an acceleration in 
already high mental health challenges for workers whose roles and skill 
requirements are shifting amid significant organizational change.

• Even as benefits from gen AI are shared widely, many workers feel a loss of 
identity as their work shifts away from producing work and more toward 
managing the output of intelligent systems. This could be particularly true 
for more tenured professionals who see skills they have spent years honing 
affected by AI.

• Early career workers feel that career choices are not as wide and 
improvisational as they once were, as gen AI imposes more of a technical 
gloss on what once were considered the “creative” fields.

People

• Companies that go all in with investments in gen AI to drive their digital 
product and software innovation strategies can gain speed to market, 
productivity, and innovation advantages over those that view gen AI as a 
stand-alone solution.  

• Early gen AI investors have likely also invested early in securing the limited 
number of cloud servers available and have cornered the market on 
scalable innovation. They can own the technology innovation ecosystem, 
with the potential to resell unused computing capacity and private models.

• Experiences remain critical to strengthening organizational culture and 
ensuring that workers feel a sense of belonging and alignment with an 
organization’s goals and mission. Organizations that can identify these key 
experiences—ranging from on-the-job training and apprenticeship to 
onboarding new workers—may be able to build stronger cultures that lead 
toward increased trust and innovation over time.

• Multiagent solutions become too complex to manage across the technology 
ecosystem, creating the potential for massive technical debt that slows 
down technology development over time. 

• The proliferation of technology includes alternatives to generative models, 
which can create a risk of obsolescence for recent gen AI investments.

• Cyber risks and business continuity challenges can grow with the increased 
proliferation of combined technologies, exposing organizations to new 
adversarial attacks and business continuity risks.

• The use of gen AI and its ever-increasing power to search and extract 
undermines the patent process by making almost anything “obvious”—and 
therefore, non-patentable—with longer-term implications for human 
research and innovation.30 Over time, this could undermine the sustainability 
of an innovative culture. 

Technology

Culture
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What’s next: How to use  
these scenarios

To use these scenarios to pressure-test your own gen AI 
strategies and make them more resilient, consider the 
following questions:

•	 What strategies discussed thus far would benefit 
your organization across multiple scenarios? For 
example, embedding greater transparency into 
initiatives to engender worker trust, focusing on 
validated and strategic use cases that solve the 
biggest business problems rather than pushing for 
widespread adoption as quickly as possible, and 
cultivating an ethos of continuous learning to fight 
skill and knowledge erosion are just a few strategies 
that support the organization’s culture and operat-
ing performance regardless of how the technology 
and its impact on business and society evolves.

•	 What gen AI projects are you currently working 
on that would be likely to succeed in each of the 
scenarios presented here? Whether they are small-
scale pilots or larger efforts, these initiatives may be 
opportunities to accelerate investment and effort.

•	 Where are your strategies vulnerable in light 
of the different scenarios? Investments that are  
well positioned for one or two scenarios may not 
produce the anticipated ROI if the future plays out 
differently from what your current plans assume. As 
you identify these potential gaps and weaknesses, 
consider how you might mitigate these risks.

The findings in this report were developed using a combination 
of qualitative and quantitative data sources drawing heavily from 
Deloitte’s global 2024 State of Generative AI in the Enterprise 
quarterly survey and interview series, which monitors enterprise 
adoption trends across industries from the perspectives of 
executive and IT leaders. To develop insight into emerging 
phenomena and innovations, Deloitte’s Center for Integrated 
Research has been conducting an ongoing horizon-scanning 
initiative, since January 2024, related to gen AI and the future 
of the enterprise. We used this combination of inputs to inform 
a discrete analysis of critical uncertainties using the axes of 
uncertainty scenario planning method, which has been in use 
for more than 50 years as a tool to help decision-makers develop 
more resilient plans under conditions of high uncertainty.33 
To further validate the scenarios, we conducted a series of 
interviews with Deloitte gen AI leaders, sector specialists, and 
foresight analysts.

METHODOLOGY

These scenarios are not predictions of a specific outcome 
but designed to help organizations develop gen AI 
strategies under multiple conditions of uncertainty. 
They represent an opportunity for executives to evolve 
their mindset and lead with greater confidence in an 
environment where the stakes are high—and so is the 
uncertainty.
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