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From strategy and pilots to production outcomes.

State of Agentic AI in the Enterprise
2026.
A 12-minute benchmark read drawn from 400+ enterprise agentic AI programs. Adoption by industry

and function, maturity curve, spend patterns, top ROI use cases, org models, guardrail practices and

where 2026 investment is landing.
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Agentic AI stopped being a lab curiosity in 2026. The median Fortune 1000 company now runs three to

five agents in production, up from fewer than one a year ago. The gap between winners and everyone

else is not model choice or budget size. It is the discipline to treat agentic AI as an operating problem
before a technology one.

What this report answers

01 Where enterprise AI budgets actually land
Foundation-model spend is shrinking as a share of the AI budget, from roughly 38% in 2024 to about 22% today. The

money moved to the infrastructure that surrounds the model: retrieval, integration, evaluation and the humans who tune

them.

That shift signals maturity. Buyers stopped paying for capability demonstrations and started paying for reliability.

02 The maturity curve is diverging by industry
Financial services and BPO providers are a full year ahead of the rest of the market. Both operate with hard cost-per-

transaction baselines, which shortens the funding cycle for anything that provably moves the number.

Healthcare and insurance are the fastest-accelerating segments. Prior authorization, claims triage and clinical

documentation are producing payback that regulated CFOs can defend without hand-waving.

03 The highest-ROI agentic use cases in 2026
Ranked by realized twelve-month payback, not projections. Agent assist and automated QA continue to dominate

because they attach to seat cost and take no customer-facing risk.
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Where enterprises are actually spending AI budget in 2026

Maturity curve by industry — who's ahead, who's lagging

Top 10 highest-ROI agentic use cases by function

Org models — CoE, product, platform — that correlate with production wins

Governance and guardrail practices adopted by top-quartile programs

2027 investment intent by function, industry and geography

Retrieval, integration and evaluation infrastructure: ~31% of AI spend

Talent (engineering and product): ~24%

Foundation models and inference: ~22%

Governance, safety and evaluation tooling: ~12%

Run and FinOps: ~11%



04 The org design signal nobody is talking about

The strongest predictor of a stalled agentic program is not org design. It is the absence of a single named executive with

P&L authority for AI outcomes.

Programs with a designated Chief AI Officer or equivalent ship roughly three times more workloads to production than

programs where AI is shared across the CIO and CDO. Ambiguity kills more agents than any model regression.

05 What separates top-quartile governance

Top-quartile programs share three practices: pre-deployment red-teaming against a written policy set, an incident-

response runbook for AI-specific failure modes, and production gates tied to evaluation pass rates instead of manager

sign-off.

Only about a third of middle-quartile programs meet all three. That gap is where most 2026 audit findings are landing.

06 What to fund in 2027

Investment intent points clearly away from proof-of-concept work and toward evaluation, observability and FinOps. Model

spend is projected to grow modestly, but evaluation infrastructure is expected to grow six to seven times faster.

The programs that will look best to their boards eighteen months from now are the ones investing in the plumbing that

makes agents legible and controllable, not the ones chasing the next model release.

THE  BOTTOM  L IN E

The strategic question for 2027 is not whether to scale agentic AI. It is whether your operating model can carry the

weight when the models get better on their own.

Questions we get asked

Is the methodology disclosed?

Yes — the appendix details data collection, segmentation, and how ROI was normalized across programs.

Benchmark your own program. Model the business case with
our ROI calculators, or book a working session with the

practitioners who ship these programs.
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Real-time agent assist — median payback around 4 months

Automated QA and coaching — 5 to 6 months

Autonomous voice and email agents — 7 to 8 months

Sales and CS knowledge copilots — 8 to 9 months

Code generation and legacy modernization — 9 to 10 months

Underwriting and claims triage — 10 to 12 months


