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Enterprise AI spending is racing toward $644 
billion in 2025 — 72% of AI investments are 
destroying value

The Challenge in Numbers
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85% believe they have less than 18 months before falling behind permanently

84% consistently discover more AI tools than expected during audits

83% report Shadow AI spreading faster than security teams can track

72% of AI investments are destroying value through waste

69% of technology leaders have lost visibility into their own AI infrastructure

72%
of leaders report AI investment waste is actively impacting profitability.

This isn't a problem with AI itself, it's a massive discovery, adoption, and impact paradigm 
shift that guarantees massive disruption and threatens competitive survival.
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Executive Summary: The AI Execution 
Intelligence Crisis

Enterprise AI has reached a critical inflection point. As global AI spending surges to $644 
billion in 2025—a 76% increase from 2024 per Gartner—enterprise leaders face an 
uncomfortable truth: the vast majority cannot measure whether their AI investments are 
delivering results.


This report, based on an independent survey of 350 senior finance and IT leaders in 
companies of 1,000+ employees, reveals a troubling disconnect between AI ambition and AI 
accountability. While organizations pour unprecedented resources into AI tools and 
infrastructure, 84% discover more AI usage than expected during internal audits, and 69% 
report they have completely lost visibility into their AI technology stack.


The window for action is closing rapidly. With 85% of leaders reporting less than 18 months to 
build competitive AI advantage, organizations face a binary choice: transform AI from chaos-
generating expense into measured, governed competitive advantage—or risk funding their 
competitors' transformation.

The Visibility Challenge
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91% conducting internal AI audits

84% discovering more AI tools than expected

81% governance is a major blind spot

69% lost visibility into their AI technology stack
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We're probably looking at three to twelve 
trillion dollars of digital labor getting 
deployed

Marc Benioff

Our research shows most enterprises lack the basic infrastructure to measure, govern, or 
optimize these investments during the largest technology transformation in business history.
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Part I: The Scale of the Crisis

The AI Governance Breakdown and Visibility Epidemic

83%
report employees are installing AI tools faster than security teams can track.

This Visibility crisis represents a fundamental shift where AI tools are:

Browser-based and difficult to detect through traditional IT monitoring

Adopted by individuals rather than departments

Implemented without IT approval or security review

Processing corporate data outside governance frameworks

How can you maintain AI governance over tools you don't know exist?

The most alarming finding isn't what organizations know about their AI investments—it's what 
they don't know they don't know. 84% of organizations consistently discover more AI tools 
than expected during audits, revealing a systematic breakdown in traditional IT governance 
where the speed of AI adoption has permanently outpaced organizational awareness.
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Which challenges do you face in AI governance?
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49.57% Shadow AI and unauthorized tool adoption

41.79% Employees bypassing IT and security controls

40.63% AI tool sprawl across departments

38.90% Growing security gaps

37.75% Lack of visibility into AI tool usage

37.46%  Fragmented AI strategies

The Governance Crisis by Organization Size:

90% recognize AI governance as a major blind spot, yet 78.6% claim measurement 
effectiveness—a dangerous confidence paradox

1 001 - 5 000

80% face governance gaps with limited IT resources to monitor explosive AI growth

1 001 - 10 000

66% worry they can't compete because AI tools aren't approved fast enough by leadership

1 001 - 5 000
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84%
of leaders fear confidential data is being shared with public AI models

creating existential threats to corporate data security, intellectual property protection, 
and regulatory compliance.

Financial Risk - Investing in AI without measuring and driving adoption

81% say AI investments are difficult to quantify, while 79% report untracked AI budgets are 
becoming a growing accounting concern. This creates a dangerous cycle where:

CFOs approve budgets they cannot track

AI spending fragments across departments without visibility

Investment decisions are made without ROI measurement data

Waste accumulates faster than value creation

Spend is accelerating faster than adoption and impact

The ROI Measurement Paradox:

Large enterprises exhibit the most dangerous financial contradiction: 78.6% claim 
effectiveness in measuring AI investment results while simultaneously admitting they lack 
standardized success metrics and have lost visibility into their AI infrastructure.

The question becomes critical: How can ROI measurement be effective without baseline 
visibility or consistent benchmarks?

What you can’t see is costing you more 
than you think.

CAIO, Fortune 1000
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Competitive Pressure - Those Who Figure out AI Measurement and Value will 
Transform Faster.

81% say AI investments are difficult to quantify, while 79% report untracked AI budgets are 
becoming a growing accounting concern. This creates a dangerous cycle where:

85%
of senior finance and IT leaders believe they have less than 18 months to build 
AI intelligence before falling behind permanently.

This compressed timeline reflects:

Rapid competitive dynamics where AI-intelligent organizations gain measurable advantages

Regulatory frameworks launching in 2026 requiring AI transparency

Market leaders pulling ahead through systematic AI execution intelligence

Investment flows shifting towards organizations that scale and focus adoption
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Part II: Executive Crisis Scenarios

The CFO's ROI Measurement Crisis

Sarah approved $8M in AI spending across departments. The board asks: "What's our ROI?" 
She discovers 150+ AI tools (vs. 30 expected), $2M in redundant licenses, and zero ROI 
measurement capability. The audit committee questions her financial controls during the 
largest technology investment wave in corporate history.

The CIO's AI Governance Crisis

Michael thought he had comprehensive AI governance. A security audit reveals 47 Shadow AI 
tools processing customer data, potential GDPR violations, and infrastructure costs that 
increased 60% without traceable business value. The board questions his technology 
oversight as AI spending explodes.

The CAIO's Scaling Crisis

Alexandra launched 50+ successful AI pilots but cannot scale them enterprise-wide due to 
governance blind spots. 45% of AI projects fail to scale, and she lacks the AI execution 
intelligence to prove consolidated business impact to increasingly demanding boards and 
investors.
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Part III: The Market Leaders' Response

How Winners Build AI Execution Intelligence

Organizations capturing competitive advantage from the $644 billion AI transformation share 
three characteristics:

AI Adoption  
Measurement

Systematic discovery and 
management of unauthorized 

AI adoption

Comprehensive AI 
Governance

Complete visibility into AI tools, 
users, and data flows across  

the enterprise

Strategic

ROI Measurement

Data-driven frameworks connecting 
AI investments to measurable 

business outcomes

AI Execution

Intelligence

The Competitive Advantage Gap:

While 88% of leaders believe AI measurement will determine market leaders, only organizations 
with complete AI execution intelligence can:

M ake data-driven AI investment decisions during unprecedented spending growth

Scale successful AI practices across enterprise operations

P rove ROI to boards, shareholders, and regulators

M aintain security and compliance during explosive AI adoption
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The 18-Month Window

Market research indicates organizations believe they have approximately 18 months to build 
comprehensive AI execution intelligence before competitive gaps become permanent. AI-
intelligent organizations are already capturing disproportionate value through:

Superior AI investment allocation and waste elimination

Faster scaling of successful AI practices across operations

Regulatory compliance readiness for emerging AI transparency requirements

Competitive intelligence through systematic AI landscape management

Larridin is the system of record for AI 
execution intelligence.

CFO, PE backed tech company
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Part IV: Three Strategic Imperatives for 
Competitive Survival

1. Build Comprehensive AI Governance and Visibility

The foundation that enables ROI measurement and Shadow AI control

Strategic Question: How can you govern what you cannot see during $644 billion in AI 
spending growth?

AI Governance and Visibility Implementation Essentials:

Complete AI landscape discovery across all departments, teams, and individual 
users—from sanctioned enterprise tools to Shadow AI applications

Real-time AI governance frameworks that scale with adoption velocity and provide 
security oversight

Shadow AI discovery and management systems that identify unauthorized tools 
before they create compliance violations

Data flow visibility revealing what corporate information is being shared with which 
AI models and platforms

Executive Impact: Transform from reactive AI crisis management to proactive AI 
competitive advantage during the largest technology transformation in business history.
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2. Transform AI from Chaos to Competitive Advantage

Scale successful practices across the enterprise

Strategic Question: How do you replicate AI success when 45% of projects fail to scale?

Transforming AI from Chaos to Competitive Advantage Essentials:

AI power user identification through usage analytics showing which individuals and 
teams achieve highest productivity gains

Knowledge scaling systems enabling rapid transfer of successful AI practices from 
experts to enterprise-wide adoption

Systematic scaling frameworks that address the coordination challenges 
preventing 45% of AI projects from reaching production

Enterprise AI capability development that transforms individual success into 
organizational competitive advantage

Executive Impact: Convert scattered AI experiments into coordinated transformation that 
justifies massive AI investment scaling.

3. Implement Enterprise-Wide ROI Measurement

Connect AI investments to measurable business outcomes

Strategic Question: Can you justify $644 billion in AI spending without measurement 
frameworks?

Enterprise-Wide AI ROI Measurement Essentials:

Strategic ROI measurement frameworks aligned to specific business objectives 
with baseline measurements and clear targets

Comprehensive AI spend tracking connecting investments to productivity gains, 
cost savings, and revenue impact

Board-ready AI performance accountability providing regular, data-driven updates 
on AI program progress

Investment optimization systems ensuring AI resources focus on initiatives 
delivering highest measurable impact

Executive Impact: Transform AI from faith-based investment to data-driven competitive 
advantage with transparent shareholder value creation.
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Part V: The Choice Ahead

The Binary Outcome

Organizations face a stark choice during this $644 billion AI transformation:

Option A: AI Execution Intelligence Leadership

Complete AI governance and Shadow AI management

Systematic ROI measurement and investment optimization

Competitive advantage through data-driven AI scaling

Regulatory readiness and shareholder value creation

Option B: AI Blindness and Competitive Risk

Continued AI investment without measurement or governance

Shadow AI risks and compliance violations

Competitive disadvantage from unmeasured spending

Shareholder value destruction through AI waste

The Larridin Solution: Complete AI Execution Intelligence

Larridin provides the complete AI execution intelligence system that transforms enterprise AI 
from chaos to competitive advantage—revealing what's happening, connecting everything 
strategically, and proving measurable execution impact.

The Larridin Platform:

Scout  reveals your complete AI landscape, including Shadow AI discovery and comprehensive 

usage analytics

Nexus  connects everything strategically through centralized AI governance, shared prompt library, 

and approved integrations and models for enterprise-wide capacity building.

Vantage  proves measurable impact through comprehensive ROI measurement and business 

outcome tracking

Why Leading Organizations Choose Larridin:

V endor-agnostic platform integrating across all AI tools and systems

Complete AI e xecution intelligence reducing redundancy while supporting compliance, zero data 

retention, and budget optimization

P roven success helping organizations transform AI chaos into competitive advantage
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Take Action: Assess Your AI Readiness

Evaluate your organization's AI execution intelligence immediately with our 
comprehensive assessment tool:

AI Readiness Assessment 

AI governance isn't a tech feature — it's a 
business requirement.

CFO, PE backed tech company
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About This Research

This report is based on an independent survey of 350 senior finance and IT leaders in 
companies of 1,000+ employees, conducted by TrendCandy in July 2025. The margin of error 
for this study is ±4.8% at the 95% confidence level.

About Larridin

Larridin provides the complete AI execution intelligence system that transforms enterprise AI 
from chaos to competitive advantage. The platform integrates data across AI tools and 
systems, providing the unifying intelligence layer that reduces redundancy while supporting 
compliance, AI governance, and ROI measurement in one comprehensive solution.

For more information: larridin.com

This report is based on an independent survey of 350 senior finance and IT leaders conducted by 

TrendCandy in July 2025. The margin of error for this study is ±4.8% at the 95% confidence level. All 

data and analysis represent the research findings and do not constitute technology recommendations 

or vendor endorsements.
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