
Why 86% of companies  
see the future but only  
11% are building it 

The Agentic 
AI gap

StudyResearch Report



2 Developers raised on AI | cloudflight.io

Based on survey of 150 C-level 
executives across German 
industries | January 2026

86% percent of German enterprises believe Agentic 
AI will significantly impact their business, yet only 
11% have reached advanced deployment, while 49% 
have moved beyond pilots.  

At first glance, this 75-percentage-point gap between conviction and  
execution seems to come down to the usual suspects: technology limitations 
and budget constraints. This, however, is not the case. As our study reveals, 
the gap can be traced to three organizational paradoxes that keep even 
sophisticated companies stuck in perpetual experimentation.

The companies that solve these paradoxes are building operational  
advantages that compound with every quarter, but it's not a matter  
of being smarter or better funded than competitors. They’ve simply  
figured out what the majority haven’t: 

Agentic AI adoption is an organizational challenge 
disguised as a technical one.
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Executive summary
Cloudflight surveyed 150 executives across German enterprises to understand 
the state of Agentic AI adoption. What emerged was a story about organiza-
tional dysfunction and the companies learning to navigate it.

Five key findings define the study:

The Agentic AI gap | cloudflight.io

Budget is a red herring. Only 8% of responders cite 
budget constraints as the reason for their shortcom-
ings. For every failure caused by budget constraints, six 
fail due to organizational misalignment.

71% of businesses lack clear business cases. Without 
quantified ROI and defined success metrics, projects 
never leave exploration phase.

Alignment creates a 6x scaling advantage. Companies 
with full cross-functional alignment are six times 
more likely to reach at least the scaling phase than 
those that describe themselves as only sufficiently 
aligned. For poorly aligned companies, scaling suc-
cess amounts to a round zero. 

1

3

The gap is widening. Energy companies scale at 72% 
while manufacturing reaches 25%. This organizational 
learning advantage compounds quarterly.

52

The key takeaway: German enterprises are failing 
to adopt Agentic AI because organizational friction 
overwhelms technical capability. In other words, the 
companies pulling ahead have solved coordination 
problems, not technical ones.

Culture blocks more than technology. Fear and trust 
issues rank as the number one future blocker, above 
seemingly fundamental issues such as missing strate-
gy, budget, or technical limitations.
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1Chapter one
The 86/11 reality check

Let’s start with what German executives believe about Agentic AI. When 
asked about potential business impact, 86% rate it as significant or transfor-
mative. Considering organizational priority, 66% classify it as high or busi-
ness-critical. These are decisive figures and a near-universal conviction that 
autonomous AI systems will reshape how enterprises operate.

Next, 38% are scaling operationally across multiple business functions. A 
concerning 21% remain stuck in exploration or experimentation, running 
proof-of-concepts without clear paths to production.

Companies that report themselves in advanced and scaling phases – together 
amounting to 49% – are effectively those that have moved beyond pilots. In 
isolation, this sounds better than the 11 % mentioned above. Here’s the 
problem, though: when 86% believe something is transformative and 66% call 
it high priority, you’d expect coordinated action across the board. Instead, we 

How would you rate the potential business impact of Agentic 
AI on your organization?

How aligned are business, IT, and compliance on Agentic AI?

1- no influence

2 - limited influence

3- noticeable influence

4 - significant influence

5 - transformative influence
33%

53%

12%
1%

Now consider what those same enterprises are actually doing. Only 11% have 
reached the advanced implementation phase, meaning that they run a central 
Agentic AI platform that powers cross-functional autonomous workflows. 
Another 27% are in early deployment, with first agent workflows in limited 
production. 

http://cloudflight.io
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How far are you with the development and deployment of Agentic AI in your company?

86% of German executives believe Agentic AI will be 
transformative. Only 11% have reached advanced deployment. 
Meanwhile, 57% claim advanced personal understanding of the 
technology—yet just 29% have a clear business case defined. 

This means that knowledge alone doesn't drive action. The gap 
isn't informational; it's organizational. 

#Insights

observe fragmented execution and stalled pilots, which in the end result in a 
gap between strategic intent and operational reality.

The average German executive describes themselves as fairly knowledgeable 
of Agentic AI. Among the executives we’ve studied, 57% claim advanced 
understanding, while 10% rate themselves as highly knowledgeable. At the 
same time, only 29% have clear business cases defining ROI and success 
metrics. What companies end up with is high conviction and respectable 
understanding on one end, but weak business case clarity on the other. This 
combination produces exactly what you’d expect: lots of belief but limited 
action.

This study tells the story about companies that see the potential of Agentic AI 
but can’t translate understanding into organizational execution. So, what 
exactly is blocking the translation from belief to action?
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2Chapter two  
Why smart companies stay stuck

The Agentic AI adoption gap exists because of three structural contradictions. 
As we've learned while conducting the study, these aren’t just correlation 
patterns or statistical quirks. Rather, they’re genuine organizational paradoxes 
where two incompatible realities coexist. They create friction that overwhelms 
even well-resourced enterprises.

Paradox one: the optimism-inaction gap
The belief that Agentic AI will have significant or transformative impact is 
high, with 86% percent of responders claiming so, while 66% rate it as high or 
business-critical priority. When you believe something will transform your 
business and rate it as high priority, the expected behavior is execution.

Instead, only 11% have reached advanced deployment and 21% are still explor-
ing or experimenting: they’re running pilots without clear production paths. 
There’s clearly a massive disconnect between stated belief and observable 
action – but why is that?

The main issue seems to be belief failing to translate into the organizational 
coordination that’s required for execution. Executives genuinely believe 
Agentic AI matters, but belief alone doesn’t create cultural readiness or clear 
ownership. Without those elements, conviction produces endless strategic 
discussions and stalled pilots, not deployed systems.

How clear is the business case for Agentic AI in your 
organization?

How would you evaluate your own understanding and 
knowledge of Agentic AI?

4 - clear business cases defined

3 - partially defined business cases

2 - unclear business cases exis

1 - no business case defined

5 - highly knowledgeable

4 - advanced understanding

3 - solid understanding

2 - basic understanding

1 - limited understanding

29%

59%

9%
3%

29%

3%
9%

59%

10%

57%

19%

11%

2% 10%2%
11%

57%

19%
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The companies moving the fastest are the ones 
that solved the coordination problem, turning 
conviction into action.

Paradox two: the innovation identity crisis
The second contradiction is more subtle but equally revealing. When asked 
whether “my company is open to experimentation with autonomous systems 
and Agentic AI,” 87% of executives agree. However, when asked if “employees 
in my company are skeptical about Agentic AI” and “cultural and psychological 
factors slow Agentic AI adoption more than technical limitations,” the majority 
(57% and 59% respectively) agrees. On a company level, you can’t simultane-
ously be “open to experimentation” AND have skeptical employees AND 
acknowledge culture is the main blocker. Something just doesn’t add up.

08

To what extent do you agree with the following sentence: 
My company is keen to experiment and open to autonomous 
systems and agentic AI.

The Agentic AI gap | cloudflight.io
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The most likely explanation is a disconnect between leadership 
and the rest of the organization. Executives who champion Agen-
tic AI naturally assume the organization shares their enthusiasm, 
but they haven’t tested that assumption against organizational 
reality. They failed to consider the middle managers who resist 
workflow changes, the employees who fear job displacement, 
and the business units that don’t see how autonomous systems 
serve their objectives

Closing that gap is where the real work happens – and it takes 
change management and communication to get everyone      
moving in the same direction.” 

André Holhozinskyj  
Chief Executive Officer

“
The Agentic AI gap | cloudflight.io
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The gap between executive perception and organizational capacity reveals 
itself in deployment phase. Companies often launch pilots with executive 
sponsorship, hit cultural resistance during rollout, and stall. Leadership 
attributes failure to “insufficient readiness” or “change management challeng-
es”, rarely recognizing that their self-assessment of innovation readiness was 
flawed from the start.

Here’s the harsh but necessary takeaway for C-level 
executives: your perception of innovation readiness  
is likely unreliable. 

If 57% of executives believe that their employees are skeptical, C-level 
enthusiasm alone won’t drive adoption. You need active cultural transforma-
tion, not declarations of innovation-friendliness. The companies pulling ahead 
acknowledge the gap and invest in change management from day one, not 
after pilots stall.

Paradox three: the ownership-authority mismatch
The third contradiction is structural. In 67% of German enterprises, IT owns 
Agentic AI. More precisely, it’s typically the job of either the Chief Innovation 
Officer (CIO) or Head of IT. At first glance, this allocation of ownership seems 
logical: since AI requires technical infrastructure, system integration, and 
engineering capability, who better to own it than IT?

Here’s the problem: when asked “where do you see the biggest alignment 
gap”, 33% of executives said that “IT is ready, but business is unclear on use 
cases”. Compliance blocks or delays are mentioned by 23%. Only 5% say 
“business wants impact, IT slows adoption.”

The main blocker, then, is that business doesn’t see use cases. Realistically 
speaking, is it something that IT can solve? Not really. IT can build technical 

10

IT is ready, 
business is unclear
about use cases

33%

No alignment
issues 26%

Compliance blocks
or delays decisions 23%

Leadership unsure
about autonomy 
boundaries

13%

Business wants 
impact, IT slows
adoption

5%
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Where do you see the biggest alignment gap?
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87% of executives say their company is open to 
experimentation. However, 57% admit employees are skeptical, 
and 59% acknowledge culture slows adoption more than 
technology. Only 11% have reached advanced deployment 
despite near-universal conviction. 

This means that executive perception of readiness is 
systematically disconnected from organizational reality. 

#Insights
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capability, implement infrastructure, and deploy systems in the end. What the 
department can’t do is create business demand or drive cross-functional 
adoption. IT ownership may work for infrastructure projects, but Agentic AI is 
a full-blown business transformation. Ownership must match the scope.

This creates what we’re calling the triangle of paralysis: IT builds capability 
while business doesn’t engage. Business wants impact while IT focuses on 
infrastructure. Compliance needs assurance but neither IT nor business 
prioritizes it. All three functions operate independently, creating coordination 
deadlock.

Who should own Agentic AI, then? In our opinion, this shouldn’t be a function 
but a role: someone who can align IT capability, business demand, and compli-
ance requirements. In most organizations, that’s either the CEO (for strategic 
transformation), CDO (for cross-functional digital initiatives), or a dedicated 
transformation leader reporting directly to the CEO. 

The companies moving fastest have solved this structural problem. The 
majority haven’t recognized it yet.

http://cloudflight.io
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3Chapter three  
The budget red herring

The budgetary section of this study is where our initial assumptions and 
hypotheses were challenged the most. When German enterprises discuss 
Agentic AI adoption challenges, budget frequently dominates the conversa-
tion. “We need more funding,” “finance won’t approve the investment,” “once 
budget is allocated, we’ll move forward” is what we often hear. It sounds 
plausible because AI infrastructure and talent aren’t cheap. The data, however, 
tells a different story.

When executives whose Agentic AI initiatives failed were asked “what were 
the main reasons,” only 8% cited budget or resource constraints. Misalign-
ment between IT, business, and compliance came first, with 49% of respones: 
six times higher than budget. Then came insufficient data quality, with 32%. 
Next, 31% percent cited lack of operational readiness. Finally, 29% percent 
mentioned overcomplexity in prototypes. Budget ranks fifth out of nine failure 
causes.

For every company that failed due to budget 
constraints, six failed due to organizational 
misalignment.

Now consider investment willingness. When asked “what share of your budget 
are you willing to invest in Agentic AI,” 77% indicate they’ll commit 10% or 
more. When asked “what share of your budget are you willing to invest in 
Agentic AI”, 77% indicate they’ll commit 10% or more, while 33% percent will 
commit 20% or more. Only 4 % are limited to less than 5% of budget. So, the 
money is available. Companies are ready to spend. 

What share of your budget are you willing to invest in Agentic AI?

The surprises go further. When asked about future blockers and anticipated 
challenges, budget ranks fifth again. Fear and trust issues are common, with 
51% citing them as the primary future blocker. Organizational immaturity also 
ranks high, with 40% of the responses. Compliance issues are less common, 
with 26% citing them as one of the key factors. Next, 22% percent cite 
missing strategy or vision. Only 14% cite budget. 

4%

less than 5%

19%

44%

28%

5%

5%–10% 10%–20% 20%–50% more than 50%
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If your company has worked on Agentic AI use cases before: What were the main reasons why they did not succeed?
%

 o
f r

es
po

ns
es

50% 49%

32%
31%

29%
27%

23% 23%

14%

8%

40%

30%

20%

10%

0%

Missing 
alignment

between IT,
business, and

compliance

Insufficient
data quality

Lack of
operational
readiness

Overcomplexity
 
in early

prototypes

Unclear
business

value

Insufficient
orchestration
capabilities

Organizational
resistance/

cultural
barriers

Lack of
clear

ownership

Budget 
or resource
constraints

http://cloudflight.io


14 The Agentic AI gap | cloudflight.io

When Agentic AI initiatives fail, budget is very rarely the cause. 
Organizational misalignment accounts for 49% of failures —six 
times more. Yet 77% of companies are willing to commit 10%+ 
of budget to Agentic AI. 

This means the money is available. The coordination 
infrastructure to spend it effectively isn't. 

#Insights

The convenient excuse
Budget is neither the main cause of past failures nor the primary anticipated 
future blocker. So why does it dominate organizational conversations?

We can’t answer this question for sure, but we can give you our “fly on the 
wall” perspective. Budget is tangible and quantifiable, which makes it political-
ly safe to discuss. Saying “we need more budget” is straightforward and 
implies the problem is external: finance won’t approve, economic conditions 
are uncertain, and so on. Saying “we can’t coordinate across IT, business, and 
compliance” or “our culture isn’t ready for autonomous systems” is uncom-
fortable. It implies internal organizational dysfunction.

What are the major blockers to developing and using Agentic 
AI to the full extent?

Missing trust/
fear of risk

0% 20% 40%

% of responses

51%

40%
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No organizational
maturity

Compliance 
issues

No clear
ownership

Unclear strategy/
vision
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Here’s what this means for enterprises waiting for budget approval to 
advance Agentic AI initiatives: you’re likely solving the wrong problem. 
The companies pulling ahead aren’t spending dramatically more, but 
they’re coordinating better. They’ve established cross-functional  
ownership and built cultural readiness. Budget follows those  
foundations.

The conversation needs to shift from 'can we afford this?'  
to 'can we coordinate around this?' The answer to the second  
question determines success far more than the answer to the first. 
However, coordination requires a foundation that most companies lack.” 

Gernot Molin 
Chief Technology Officer

“
The Agentic AI gap | cloudflight.io

http://cloudflight.io
http://cloudflight.io


16 The Agentic AI gap | cloudflight.ioThe Agentic AI gap | cloudflight.io

4Chapter four  
The missing foundation:  
business case clarity

If budget isn’t the blocker and organizational alignment matters most, what 
specifically prevents alignment? One factor rises above others: business case 
clarity.

Our study shows that only 29% of German enterprises have clear business 
cases for Agentic AI deployment. In other words, 71% lack clarity on ROI, 
implementation timelines, or success metrics. This is a massive gap and the 
foundation that’s missing from most Agentic AI strategies.

Think about what happens when business case clarity is absent. Finance 
won’t approve budget allocation without quantified ROI projections. Business 
units won’t prioritize agent deployment without defined success metrics. IT 
can’t design systems without understanding business requirements. Compli-
ance can’t assess risk without knowing intended use cases and autonomy 
boundaries. Every function has legitimate reasons to withhold commitment.

Without a clear business case, Agentic AI remains 
perpetually in exploration phase: it’s strategically 
interesting but operationally undefined. 

Pilots run indefinitely because no one can definitively answer “did this work?” 
Projects restart repeatedly because success criteria keep shifting. Executive 
enthusiasm generates activity and busy work, but not actual progress.

http://cloudflight.io
http://cloudflight.io
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Here’s what a clear business case should mean 
in real-world scenarios

Quantified ROI with specifics. 
We aren't talking about “efficiency gains” or “productivity 
improvements” because those are aspirations, not business 
cases. A clear business case should read, for example, “20% reduction 
in incident resolution time, translating to €400,000 annual savings, 
achieved within six months of deployment.” Specific metrics, specific 
value, and specific timeline are the three commandments here.

Realistic timeline expectations. 
Many enterprises expect three-month transformations. 
Bluntly put, that’s completely unrealistic. Real-world time-
lines for enterprise Agentic AI deployment are as follows: 90-180 days 
for properly scoped pilots and 6-12 months to scale operationally. 
Cultural transformation takes longer; it’s typically a 12-18 month-long 
project at a minimum. Clear business case includes honest timeline 
assessment, not fantasy projections designed to secure approval.

Defined success metrics that  
cross-functional stakeholders agree on. 

IT might define success as “agents deployed without system failures.” 
Business might define success as “process cycle time reduced by 
30%.” Finance might define success as “hard cost savings exceeding 
implementation costs within 18 months.” In a vacuum, there’s nothing 
wrong with any of them. However, if these metrics aren’t aligned before 
deployment, you don’t have organizational agreement. You have three 
different projects masquerading as one.

Risk assessment with mitigation 
strategies.  

What could go wrong? How do we detect issues early?  
What’s the fallback if autonomous agents make incorrect decisions? 
What compliance implications exist? Clear business case addresses 
these questions upfront, not when problems emerge in production.

1

3

2

4
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Why do 71% of companies lack this clarity?  
There are several reasons:

1.	 They don’t have the methodology for selecting high-confidence use 
cases. Instead of a systematic evaluation of processes by repeatabili-
ty, volume, stakes, and measurability, they chase whatever sounds 
strategically exciting. For example, they might go for customer-facing 
applications sound impressive but introduce complexity. Instead, they 
should focus on cases such as internal workflow automation, which 
sounds boring but delivers faster ROI.

2.	 They don’t know how to quantify agent impact. Traditional productivi-
ty metrics don’t cleanly map to autonomous systems. For instance, 
how do you measure the value of 24/7 monitoring that prevents 
incidents before they occur? How do you attribute cost savings when 
agents work alongside humans in hybrid workflows? Without frame-
works for quantification, companies resort to vague claims that 
finance won’t approve.

3.	 They overestimate transformation requirements. Many assume that 
Agentic AI requires process redesign, data lake modernization, and 
organization-wide change management before any pilot. This creates 
paralysis. In reality, you can start with bounded automation in well-de-
fined processes. This will allow you to quickly demonstrate value and 
then expand iteratively.

4.	 They underestimate what’s achievable. Conversely, some companies 
assume that agents can only handle simple and repetitive tasks. They 
don’t realize autonomous systems can, for instance, coordinate 
multi-step workflows, make contextual decisions, and even operate 
across system boundaries. This leads to underwhelming use case 
selection that fails to generate executive attention.

http://cloudflight.io
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71% of German enterprises lack a clear business case for 
Agentic AI. Without defined ROI, success metrics, and realistic 
timelines, every function—IT, finance, compliance, business—
has legitimate reasons to withhold commitment. 

This means most companies aren't blocked by resistance. 
They're blocked by ambiguity that makes resistance inevitable. 

#Insights

The Agentic AI gap | cloudflight.io

5.	 They have misaligned definitions of success between functions. This is 
perhaps the most common factor. IT tends to define technical success, 
business: operational success, finance: financial success, and compli-
ance: risk success. No one aligns these definitions before deployment, so 
every stakeholder evaluates results against different criteria and reaches 
different conclusions.

6.	 They treat Agentic AI as just another technology rather than a virtual 
employee. As a result, they deploy agents without clearly defining roles, 
responsibilities, escalation paths, or performance expectations. No one 
asks basic questions, such as how will it be trained, evaluated, and 
improved over time? Companies that succeed think of agents as junior 
hires at first, with scoped authority, clear goals, and supervision, and then 
expand autonomy as confidence and capability grow.

Building clear business cases doesn’t need to be difficult if the right founda-
tions are in place. All that's needed is a structured methodology for use case 
selection, ROI quantification, and cross-functional alignment on success 
metrics. Companies that systematically address these gaps move from belief 
to execution. Those that don’t tend to remain stuck debating whether to start.

http://cloudflight.io
http://cloudflight.io
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5Chapter five  
What German companies are actually building

The gap between belief and execution we discussed in the previous chapter 
leads to a key question: when companies do deploy Agentic AI, what are they 
actually building? The answer reveals a pattern of strategic caution, which 
explains both the slow scaling rate and the methodical approach that German 
enterprises are taking.

When asked where they expect Agentic AI to have the most impact, German 
executives prioritize new digital services and businesses (47%), faster deci-
sion-making (43%), and production & automation (43%). These are operational 
efficiency and velocity improvements, but not customer experience or revenue 
growth plays. In other words, the focus is internal. Companies want to move 
faster and operate more efficiently before they tackle customer-facing 
transformation.

What areas do you expect Agentic AI to impact most?

0% 20% 40%
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43%

43%

40%

33%
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24%
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The pattern is clear: German companies are focusing on bounded automation 
in well-understood processes, where failure costs are manageable and 
benefits are measurable. They’re starting with decision support rather than 
decision replacement. Agents gather and  synthesize information, and then 
present recommendations. Crucially, humans retain final authority. 

Balancing caution with innovation
It's tempting to think of this approach as overly cautious, but it’s actually a 
smart strategy. Bounded automation in low-risk, high-value processes builds 
organizational trust incrementally. IT helpdesk ticket categorization and 
routing. Supply chain monitoring for inventory anomalies. Financial workflow 
automation. Internal knowledge base management and information retrieval. 
These use cases deliver measurable value while introducing minimal risk. They 
create proof points that justify broader deployment.

21

On the other hand, though, this cautious, incremental approach also explains 
the weak 11% advanced deployment rate. When you’re building trust one use 
case at a time, scaling takes years, not quarters. 

Companies that haven’t reached advanced 
deployment aren’t incompetent; they’re moving slowly 
because they’re being careful, and careful deployment 
takes time. 

Compare this to global patterns reported in recent media analysis. IT help-
desk, knowledge management, marketing content, and customer service 
automation dominate AI use cases internationally1.  German companies align 
with these patterns but show more hesitation on customer-facing applications 
specifically. It's a risk-conscious approach that values operational learning 
before external deployment.

http://cloudflight.io
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German enterprises focus on bounded automation in well-
understood internal processes: decision support, monitoring, 
workflow orchestration. Customer-facing applications remain 
rare. Humans retain final authority in the vast majority of 
deployments. It's a risk-conscious, incremental approach that 
builds competence before tackling complexity. 

This means the path to advanced deployment in Germany runs 
through boring use cases first—and that's actually the right 
call. 

#Insights

The Agentic AI gap | cloudflight.io

The bottom line
German enterprises understand they need to build organizational capability 
before tackling complex use cases. They’re not jumping straight to fully 
autonomous customer service or autonomous financial decision-making. 
They’re starting with infrastructure monitoring, document processing, and 
workflow orchestration. These aren’t glamorous applications, but they build 
competence and acceptance.

This is the right strategic approach for most enterprises, but it requires 
patience and realistic timeline expectations. If you’re building trust incremen-
tally through low-risk deployments, you’re not reaching advanced phase in 12 
months. You’re on a 24-36 month journey minimum.

22 1https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
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6Chapter six  
The alignment advantage

Here’s what our analysts consider the single most important finding from 150 
C-level executives: organizational alignment creates a six-fold competitive 
advantage in Agentic AI adoption. 

To illustrate this, let’s come back to the numbers for a second. Across all 
companies, 49% are in the scaling phase or further, but among fully aligned 
companies, this rises to 84%, meaning multiple business functions using 
Agentic AI operationally. For companies with partial alignment, only 13% 
consider themselves to be in scaling phase. Finally, for companies with poor 
alignment, the number falls to zero.

Organizational alignment doesn’t just correlate with successful deployment. 
It’s the prerequisite, the cause. Without it, you can have unlimited budget, 
advanced technical capability, and enthusiastic executive sponsorship, and 
still produce nothing but stalled pilots and fragmented experiments.

What real alignment looks like
Real alignment consists of three specific elements:

1.	 Shared vocabulary across functions. Different roles understand “Agentic 
AI” through different lenses. When surveyed about what describes 
Agentic AI, CEOs emphasize end-to-end business task automation (52%). 
CDOs focus on multi-system orchestration (68%). CTOs highlight 
cross-functional process coordination (56 %). VP IT emphasizes employee 
knowledge work assistance (61%).  
 

http://cloudflight.io
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Which statement best describes Agentic AI?

Agentic AI assists knowledge 
workers by gathering information, 
preparing decisions, and triggering 
follow-up actions. 

Agentic AI automates end-to-end 
business tasks that normally 
require human coordination. 

Agentic AI coordinates cross-func-
tional processes such as procure-
ment, planning, or customer 
operations. 

Agentic AI monitors situations in 
real time and takes proactive 
actions based on changing 
conditions. 

Agentic AI resolves repetitive 
requests and incidents autono-
mously, improving service and 
support processes. 

Agentic AI orchestrates multiple 
systems and tools to complete 
multi-step workflows. 

42% 33%
55%

40% 33%

61%

29%

42% 52%

36%

40% 56%

38%

14%

37%
19%

27%
56%

14%

43%

68%

48%

55%

80%

44%

50%

43%

68%

38%

58%
60%

56%

50%

14%

32%

29%

45%

67%

48%

14%

%
 o

f r
es

po
ns

es

CDO/Head of
Digital

VP/Director IT VP/Director
Operations

CEO CIO COO CTO

http://cloudflight.io


25 The Agentic AI gap | cloudflight.io

How clear is the business case for Agentic AI in your organization?

6 - advanced phase 
(Agentic AI platform)

5 - scaling phase

4 - early deployment phase

3 - experimentation phase

1 - no activity yet

2 - exploration phase

Power BI Desktop
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80%

4 - clear business
cases defined
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business cases
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cases exist

1 - no business
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None of these answers are wrong. They’re different mental models of the 
same technology, shaped by functional responsibilities. But when the CEO 
thinks “automation” and the CIO thinks “orchestration,” it opens the 
floodgates of misunderstanding. As a result, projects often launch without 
a shared understanding of objectives. 
 
Alignment starts with defining terms consistently. For instance, what 
precisely do we mean by “agent”? What do we mean by “autonomous”? 
What do we mean by “scaling”? Without shared vocabulary, you can’t have 
shared strategy.

2.	 Shared priorities driven by clear vision. One of the most telling figures 
within the study is that only 23% of companies that describe their vision 
as “unclear” have reached the scaling phase. In other words, there's a 75% 
chance that those without a clear vision will end up doing nothing. The 
odds aren’t good, and it’s difficult to explain them as “slow progress” or 
“learning phase.” It's more of an organizational paralysis disguised as 
strategic consideration. 
 
In order to avoid this, shared priorities must mean more than everyone 
simply agreeing that Agentic AI matters. They mean cross-functional 
agreement on which use cases come first and which success metrics 
define value. Just as importantly, they often require careful assessment of 
which trade-offs are acceptable. 

3.	 Shared governance with clear decision rights. Who approves budget 
allocation for Agentic AI projects? Who defines success metrics? Who 
resolves conflicts between IT and business priorities? Who ensures 
compliance integration from design through deployment? Who owns 
vendor relationships? Who decides when to scale pilots into production? 
If a company struggles to answer any of these questions, it’s a clear sign 
of failing alignment efforts.  
 
Without clear answers, every decision becomes a negotiation. 
Cross-functional committees meet endlessly without authority to decide. 

The Agentic AI gap | cloudflight.io
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Companies with full cross-functional alignment scale at 51%. 
Partial alignment drops that to 13%. Poor alignment produces 
zero scaling success. Among fully aligned companies, 60% 
have very clear business cases—versus only 17% in poorly 
aligned ones. The four-fold advantage is structural, not 
coincidental. 

This means alignment isn't a soft factor. It's the single biggest 
performance variable in this entire study. 

#Insights

How aligned are business, IT, and compliance on Agentic AI?

60%

80%

100%

40%

20%

0%

60%

21%

8%

33%

70%

74%

33%

7%
8%

11%

33%

8%

33%

5 - fully aligned 4 - well aligned 3 - moderately aligned 2 - partially aligned

4 - clear business cases defined

3 - partially defined business cases

2 - unclear business cases exis

1 - no business case defined

The measurable payoff
As a result, companies with full organizational alignment commit budget more 
aggressively. They deploy faster from pilot to production. Finally, they scale 
across more business functions. The numbers clearly illustrate the disparity: 
among fully aligned companies, 60% have very clear business cases versus 
only 17% in poorly aligned companies. 

This is the advantage we’ve been teasing; the operational agility that emerges 
when coordination costs drop close to zero. 

Aligned organizations don’t waste time negotiating 
every decision, resolving conflicting priorities, 
or rebuilding trust after miscommunication.  
They just execute.

Projects stall waiting for approvals that never come because no one 
clearly owns the decision. Velocity dies. 
 
Effective governance means establishing clear decision rights, empower-
ing owners to act within defined boundaries. When those boundaries are 
exceeded, you also need clear escalation paths. Companies with strong 
governance move fast because decisions happen at the right level and 
with appropriate stakeholder input.

http://cloudflight.io
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7Chapter seven  
The culture and autonomy challenge

On top of the alignment conundrum described above, our study reveals 
another, even deeper challenge: cultural readiness and trust in autonomous 
systems. This is where belief meets psychology.

Recall the innovation paradox: 87% of executives claim their companies are 
open to experimentation, yet 57% admit employees are skeptical about 
Agentic AI. Further, 59% percent explicitly acknowledge that cultural and 
psychological factors slow adoption more than technical limitations. These 
are fundamental tensions between executive perception and organizational 
reality.

The skepticism gap revealed itself most clearly when we asked about future 
blockers. Fear and trust issues are the primary obstacles anticipated by 51% 
of executives. It outranks every other concern, even those as major as missing 
strategy (40%), organizational immaturity (40%), compliance issues (26%), 
even budget (14%).

Let us emphasize the remarkable finding once more. 

The number one future blocker for Agentic AI 
adoption in German enterprises isn’t technological  
or financial. It’s psychological. 

Can we trust autonomous systems to make correct decisions? Can we trust 
they won’t replace human judgment inappropriately? Can we trust them to 
operate without constant oversight?

http://cloudflight.io
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When executives call their organizations “innovation-ready,” 
they’re typically describing themselves and their immediate 
reports. These tend to be people specially selected for openness 
to change and strategic thinking, topped with comfort with ambi-
guity. They’re not describing the middle managers who’ve seen 
three failed transformation initiatives in five years. Neither the 
employees who fear autonomous systems will make their roles 
redundant. Finally, they’re not considering the business unit 
leaders who see Agentic AI as IT’s priority, not theirs.  

Gernot Molin 
Chief Technology Officer

“
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The autonomy dilemma
Now consider the question of autonomy. When asked what level of autonomy 
is acceptable for AI agents, 65% of executives say agents should be able to 
execute tasks but require human approval for each action. Only 20% accept 
full autonomy for defined tasks within clear boundaries. Next, 13% limit agents 
to assisting humans without independent execution. A tiny 3% accept no 
autonomy at all. 

The role of role
The autonomy comfort gap varies significantly by role. CTOs show the highest 
acceptance of full autonomy (33%), followed by CDOs (26%), VP/Director IT 
(21%), CEOs (19%), and CIOs (18%). 

This variation reflects different risk exposure:

1.	 CTOs own technical outcomes and system performance. They see opera-
tional efficiency and optimization opportunities. When autonomous 
agents reduce incident response time from hours to minutes, CTOs 
calculate capacity gains and cost savings. From their perspective, the risk 
of failure risk is localized: a misconfigured agent might create technical 
issues, but rarely existential business threats.

2.	 CEOs own enterprise survival and reputation. They worry about liability, 
regulatory compliance, customer trust, and competitive positioning. When 
autonomous agents make customer-facing decisions or financial commit-
ments, CEOs calculate reputational damage if things go wrong. Failure risk 
is unbounded because a poorly designed agent could trigger regulatory 
action or public relations crisis.

This is where strong CEO-CTO relationships become critical. Companies 
where CEOs and CTOs trust each other and align on autonomy boundaries 
progress substantially faster than those where CEO-CTO tension creates 
deadlock. When CEOs trust CTOs to design bounded autonomy with appropri-
ate safeguards, they’re more willing to accept risk. When CTOs understand 
CEO concerns and design systems that address them, they build organization-
al confidence systematically.

30

What level of autonomy is acceptable for AI agents in your 
company?

4 - full autonomy for defined tasks

3 - execute tasks with human approval

2 - only assist humans

1- no autonomy acceptable

Here’s the problem: Agentic AI by definition involves autonomous action. The 
terms amounts to systems that plan, execute multi-step workflows, and 
achieve objectives without constant human intervention. If 65% of respond-
ers require human approval for every action, they’re not implementing 
Agentic AI, but just a sophisticated automation with a human bottleneck. The 
value proposition of agentic systems – 24/7 operation and instant response 
at scale – evaporates when every decision needs permission. 

20%

65%

13%
3%
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51% of executives cite fear and trust as the primary future 
blocker, outranking missing strategy, organizational 
immaturity, compliance, and budget. 65% require human 
approval for every agent action. Cultural transformation takes 
12-18 months minimum, while technical deployment takes 3-6 
months. 

This means sequencing matters: deploy culture change before 
technology, not after pilots stall. 

#Insights

The cultural transformation timeline
Another major factor to consider is the unforgiving timeline of cultural trans-
formation. Based on our past projects, the technical deployment of Agentic AI 
agents can happen in 3-6 months for well-scoped use cases. Cultural readi-
ness, on the other hand, takes 12-18 months minimum. You can implement 
infrastructure quickly, but to change how people think about autonomous 
systems? This takes time.

Companies that try to deploy Agentic AI in three months hit culture walls hard. 
Employees resist workflow changes. Middle managers perceive threat to their 
coordination roles. Business units don’t see value in efficiency gains that 
reduce headcount. Projects stall because organizational resistance over-
whelms technical capability.

31

In contrast, companies that invest 12-18 months in cultural transformation 
build sustainable adoption. They start with early wins where agents clearly 
help employees rather than replace them. Those might be, for instance, 
service desk automation that eliminates tedious ticket categorization or 
financial reconciliation that removes manual data entry. Companies communi-
cate transparently about what agents can and can't do and acknowledge 
mistakes openly. As trust builds, the scope can expand gradually.

The question for enterprises shouldn't be “should 
we allow full autonomy?” It’s supposed to be “how 
do we build trust in autonomous systems faster than 
our competitors while maintaining appropriate risk 
management?”

What level of autonomy is acceptable for AI agents in your 
company?

4 - full autonomy for defined tasks

3 - execute tasks with human approval

0%

VP /              
Director IT

CIO CEO CDO/Head            
of Digital

VP/Director 
Operations

CTO COO

10% 8%

26%

3% 4% 3% 3%

6%
3%

2%
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9%

2% 3% 3% 3%
1% 1% 1%1%

15%

20%

2 - only assist humans

1 - no autonomy acceptable
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8Chapter eight  
Who’s pulling ahead and why

The Agentic AI adoption landscape in Germany shows stark variation by 
industry sector and company size. These patterns reveal which organizational 
characteristics enable rapid scaling and which create friction that keeps even 
well-funded companies stuck. 

Let’s take a closer look at the most and the least successful industry we’ve 
surveyed and explore the key characteristics that contribute to the results.

Energy sector: The runaway leader
Energy leads dramatically, with 72% of Energy companies currently in the 
scaling phase, which is by far the highest across all sectors surveyed. An 
impressive 94% rate Agentic AI as high or business-critical priority. There’s 
still room for growth in terms of alignment, with 44% reporting being well or 
fully aligned organizationally. Likewise, only a little over a quarter—28%—   
accept full autonomy for AI agents in defined tasks. 

6 - advanced phase (Agentic AI platform)

5 - scaling phase

4 - early deployment phase

3 - experimentation phase

1 - no activity yet

2 - exploration phase

How far are you with the development and deployment of                                          
Agentic AI in your company?
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Why does Energy dominate?
1.	 Clear, standardized processes. Grid management, demand forecasting, 

and maintenance scheduling follow consistent workflows that agents can 
optimize reliably. Unlike Manufacturing where every factory differs, or 
Healthcare where every patient presents unique variables, Energy pro-
cesses are fundamentally similar across operations. More often than not, 
a fault detection model deployed in one region works in another. This 
standardization creates massive scaling advantages that process-variable 

2.	 High cost of downtime. Grid outages measure in millions per hour, while a 
major blackout represents catastrophic financial and reputational dam-
age. This reality drives aggressive adoption of autonomous monitoring, 
fault detection, and automated switching. Companies are racing to deploy 
faster than competitors because the cost of not deploying compounds 
quarterly.

3.	 Digital infrastructure already in place. German energy companies spent 
the last decade instrumenting infrastructure with sensors and monitoring 
systems for renewable integration and smart grid modernization. As a 
result, they’re not starting from zero. They’re simply adding autonomous 
decision-making to already-digitized operations. 

The combination creates a compound advantage. Energy companies that 
deploy Agentic AI capture more operational data, which trains better models, 
which enables more autonomous decision-making, which reduces costs 
further, which funds additional investment. 

Manufacturing: the 25% laggard
Manufacturing and Healthcare both reach only 25% scaling. Manufacturing’s 
position is particularly striking given its size and potential, so we’ll focus on 
this industry for the purpose of our analysis.

The Agentic AI gap | cloudflight.io
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Energy companies scale at 72%. Manufacturing and 
Healthcare reach only 25%. The gap comes down to process 
standardization, measurable ROI, and digital infrastructure 
maturity—not budget or talent. The organizational approaches 
that enable Energy's dominance are transferable even when 
specific use cases aren't. 

This means lagging industries don't need to copy Energy's 
technology. They need to copy its governance model. 

#Insights

Manufacturing lags because:

1.	 Complex, variable processes resist standardization. Unlike Energy where 
grid management follows universal principles, Manufacturing processes 
vary dramatically. Every factory is different. Every production line has 
unique equipment and workflows. This variability makes deployment 
significantly more complex.

2.	 Challenges of legacy system integration. Manufacturing equipment often 
runs 20-30 years. Production lines use proprietary control systems from 
dozens of vendors. Quality systems, such as manufacturing execution 
system (MES) or enterprise resource planning (ERP), rarely integrate 
seamlessly. Getting clean, real-time data from aging equipment requires 
expensive retrofits: an obstacle that Energy avoided almost completely 
through recent smart grid investments.

3.	 Cultural resistance to automation. Manufacturing employment rep-
resents family livelihoods across German industrial regions. Understand-
ably, workers resist systems they perceive as job threats. This cultural 
friction doesn’t exist as strongly in Energy.

Here’s the irony of the situation: Manufacturing possibly has the most to gain 
from Agentic AI out of all the industries we’ve surveyed. Advancements such 
as predictive maintenance, quality inspection at scale, and production sched-
uling optimization can be a truly transformative force for the industry. Yet 
organizational barriers block deployment more effectively than any other 
sector. The 25% of companies in scaling stage represent the future; the 75 % 
lagging behind will face increasing competitive disadvantage as the gap 
compounds.

The 47-point gap and what it means
Energy’s 72% versus Manufacturing and Healthcare’s 25% is a chasm. Energy 
companies are building 24/7 autonomous monitoring. Predictive maintenance 
prevents failures before they occur and real-time optimization reduces costs 

continuously. They’re the ones who capture scarce AI talent because the best 
engineers want production roles, not pilot purgatory. They’re compounding 
learning advantages: more deployment → more data → better models → more 
accurate predictions → wider autonomy → more deployment. This flywheel 
accelerates quarterly.

The intra-sector race matters most
It’s important to remember that companies primarily compete within their own 
sectors. The 25% of Manufacturing companies that are currently scaling 
Agentic AI aren’t competing against Energy. They’re pulling ahead of the 75% 
of Manufacturing companies that aren’t. That’s where competitive advantage 
emerges.

Having said that, lagging industries should still study what Energy and Logis-
tics do differently. The organizational approaches are transferable even when 
specific implementations aren’t. A Manufacturing company can’t copy a grid 
management system, but they can copy the governance model that enables 
Energy companies to deploy four times faster.

http://cloudflight.io
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9
After analyzing deployment patterns across 150 German enterprises, several 
principles separate companies that scale successfully from those stuck in 
pilot purgatory.

1.	 Fix organizational alignment first. Alignment is the big gun, the 6x 
multiplier that we’ve discussed here. This means assigning cross-func-
tional ownership to someone with authority over IT, business, and compli-
ance. It means establishing regular strategic alignment sessions. Finally, it 
means defining shared vocabulary and creating shared metrics that 
matter to all functions simultaneously. 
 
Most companies skip this, assuming alignment will emerge organically. It 
doesn’t. Organizational friction kills more initiatives than technical 
limitations or budget constraints.

2.	 Build business case clarity with rigorous specificity. Clear business case 
means quantified ROI with specific metrics, agreed-upon success criteria 
across functions, realistic timeline expectations, and explicit risk assess-
ment with mitigation strategies.  
 
To identify high-confidence use cases, follow these four criteria: repeat-
ability, volume, low stakes, and measurability. For instance, service desk 
ticket categorization meets all four, while strategic customer negotiation 
meets none, so start with the former.

Chapter nine  
Breaking through:                 
what actually works
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44%

 

25%
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How aligned are business, IT, and compliance on Agentic AI?

3.	 Address cultural resistance explicitly and early. Cultural transformation 
takes 12-18 months, while technical deployment takes only 3-6 months. If 
you sequence technical deployment first and culture change second, 
you’re guaranteeing that pilots hit resistance walls. 
 
Communicate transparently and openly acknowledge skepticism. To build 
trust, identify early wins where agents help employees rather than replace 
them. Get executives to use autonomous systems themselves. Invest real 
resources in cultural transformation, not just communications.

4.	 Design bounded autonomy and expand gradually. Start with clear rules, 
limited scope, low-stakes decisions, and human override always available. 
Demonstrate reliability, but at the same time, track error rates and system 
stability. As confidence builds, gradually increase scope.

http://cloudflight.io
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Six principles separate companies scaling successfully 
from those stuck in pilot purgatory: fix alignment first, build 
rigorous business cases, address cultural resistance early, 
design bounded autonomy, learn from sector leaders, and start 
despite imperfections. None require exceptional budgets or 
technical capability. 

This means the path forward is known. Execution is the only 
remaining variable. 

#Insights

The Agentic AI gap | cloudflight.io

5.	 Learn from leaders but adapt to context. Energy isn't inherently better at 
technology. They’ve succeeded because organizational characteristics – 
process standardization, measurable ROI, digital maturity – align well with 
what Agentic AI requires. 
 
Manufacturing and Healthcare don’t need to copy Energy use cases. 
Instead, they need to copy organizational approaches: systematic process 
standardization, rigorous ROI frameworks, cross-functional ownership, 
and gradual autonomy expansion.

6.	 Don’t wait for perfect conditions. Leaders didn’t have perfect data, full 
buy-in, or complete standardization before starting. They started despite 
imperfections, learned systematically, and improved iteratively.

The window
86% of German enterprises see transformative potential in Agentic AI but only 
11% have reached advanced deployment. That 75% point execution gap is 
undeniably a challenge, but also a massive untapped opportunity.

At its essence, this is an organizational race. Winners aren’t choosing better AI 
vendors or hiring better data scientists. Their advantage comes from solving 
coordination problems: they're aligning cross-functional stakeholders, building 
business cases that finance approves, navigating cultural resistance, and 
expanding trust in autonomous systems faster than competitors. The next 
12-18 months will separate leaders who close alignment gaps and deploy at 
scale from laggards who remain stuck debating budgets and running pilots 
without clear production paths.

Which group your organization joins has nothing to do with industry, size, or 
technology maturity. It’s all about your approach: whether you treat Agentic AI 
as a technical project or as the organizational transformation it actually is.

Start with alignment. Build clear business cases. Address culture explicitly. 
Design bounded autonomy. Learn from leaders. And most importantly, start 
now, despite imperfections.
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Methodology
This research draws from a survey of 150 C-level and senior executives across 
German enterprises, conducted between December 2025 and January 2026. 
Respondents included CEOs, CIOs, CTOs, CDOs, and VP/Director-level 
leaders across Operations, IT, and Digital Transformation.

Company criteria: 250+ employees, €50M+ annual revenue. Industry distribu-
tion: Manufacturing (39%), Logistics (20%), Financial Services (15%), Energy 
(12%), Retail/Wholesale (8%), Healthcare (5%), Public Sector (1%).

Geographic scope focused exclusively on Germany. All findings should be 
understood as specific to German enterprise context, though organizational 
patterns may translate to similar European markets.

What describes your current role best? What is the size of your company?

What is the annual company revenue (in EUR)?What is your industry segment?
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About Cloudflight 
Cloudflight is a digital engineering company specializing in enterprise transformation. 
We help German organizations bridge the gap between AI potential and operational 
reality through organizational alignment, technical implementation, and cultural 
change management.

Our approach recognizes that successful Agentic AI adoption requires more than 
technical capability: it demands cross-functional alignment, cultural readiness, and 
clear business cases. We work with enterprises across Energy, Logistics, Financial 
Services, and Manufacturing to move AI from pilot phase to production scale.

For discussions about your Agentic AI strategy or questions about this research, 
contact Cloudflight’s digital transformation practice. 

For more information, please visit www.cloudflight.io. 
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