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• AI and megatrends are transforming
how organizations create value and
measure success.
• True productivity growth requires
rethinking data, skills and operating 
models.
• Leaders must balance innovation,
governance and human-machine collab-
oration for lasting impact.

The story of productivity has 
always been a story of what we 
measure, 
how we think, and how we 
manage. Productivity matters 

— rising productivity drives economic 
growth and raises standards of living, 
while boosting corporate profits and 
return on investment.

We are now on the cusp of a reshaping 
of productivity¬ — what drives it, how 
it’s measured, and what the term even 
means. Artificial intelligence (AI) is in 
the spotlight as the main force driving 
this reshaping, but it is not the only 
force. It converges with regulatory and 
sovereignty shifts, geopolitics and sup-
ply chain rewiring, energy and compute 
constraints, capital and cost-of-risk pres-
sures, demographic change and talent 
expectations, and the climate transi-
tion. Together they make productivity a 
dynamic system property rather than a 
standard factory setting.

In the coming years, productivity may 
no longer be captured solely by the 
traditional ratio of quantity of output 
to units of input. What has so far been 
a relentless race for increased quantity 
may flip on its head, as we enter an 
era in which machines can generate 
seemingly infinite quantities of content. 
The focus will instead shift to quality 
and creativity, driven by the increasingly 
critical capacity of organizations 
to convert information, insight and 
innovation into sustained economic 
value. The challenge will be how to 
quantify and incentivize gains that 
occur not on production lines, but 
within digital ecosystems, in the speed 
of decision-making, the adaptability of 
autonomous systems, and utilizing the 
creativity unlocked through human-
machine collaboration.

Yet even as much changes, the essence 
of productivity will continue to be 
about using resources, whether human, 
material, financial or computational, to 
achieve higher quality, better and faster 
outcomes.

For business leaders, the implications 
are profound. In the age of AI, real pro-
ductivity will come not from incremental 
automation, but from re-architecting 

how organizations operate, decide and 
learn.

Productivity will move from the 
traditional dimensions of how to do 
tasks faster and cheaper to one where 
work is better, smarter, resilient and 
more strategic.

For governments and policymakers, 
the rise of AI in business demands more 
than a rethink of productivity metrics 
— it calls for education systems that 
prioritize digital, analytical, and 
adaptive skills. Governments will also 
need to consider the impact of AI on 
their industrial strategies, sustainabil-
ity agendas and the planning of labor 
and immigration policies to support a 
reshaped workforce.

The leaders of tomorrow, in both busi-
ness and government, will be those who 
treat AI not merely as a technological 
revolution but as a human one. In some 
cases, AI will evolve from a tool to be-
coming a part of the workforce, redefin-
ing performance, purpose and progress 
for a new era. In this future, productivity 
will no longer be about doing more of 
the same but about imagining and deliv-
ering what was previously impossible.

About EY Megatrends
This article is part of EY’s Megatrends 
series. Megatrends are global, cross-sec-
tor macroeconomic disruptions, driven 
by the intersection of two or more “pri-
mary forces”—technology, demograph-
ics, sustainability and geopolitics. In an 
operating climate that is increasingly 
defined by change that is nonlinear, 
accelerated, volatile and interconnected 
(NAVI), megatrends help clients scan 
broadly, explore interconnections, and 
take a longer-term perspective while 
building a bridge to near-term actions.
For more, see ey.com/megatrends

While this has implications for leaders 
across business and governments, it has 
the greatest relevance for chief exec-
utive officers, chief financial officers, 
chief strategy officers, chief operating 
officers, and chief human resource 
officers — as well as for government 
officials and policymakers. This trend 
may also motivate companies to consid-
er new roles, such as a chief productivity 
officer or even chief agentic officer.

Methodology
The EY Megatrends series features 
future-facing perspectives based on a 
combination of qualitative and quantita-
tive research. The selection and refine-
ment of megatrends topics was devel-
oped through a series of workshops 
and consultations with subject matter 
experts, including:

• A crowdsourcing exercise with six
futurists and executives/entrepreneurs
exploring how the nature of disruption
and innovation have changed.
• A workshop with approximately 15
futurists, leading academics and EY cli-
ent-serving leaders, exploring the NAVI
concept and its implications for business
leaders.
• Two workshops with more than 20 EY
analysts and professionals to nominate,
co-develop and prioritize megatrends
topics.
• Development of scenarios within the
primary forces—technology, geopolitics,
demographics and sustainability—and
mapping these scenarios to the “Four
Futures” framework developed by Prof.
Jim Dator. This effort was led by four
analyst teams, in consultation with
multiple EY leaders and subject matter
experts.

The article was built on this foundation 
through research that included:

• Interviews with 10 EY subject matter
experts (SMEs) in consulting, transac-
tions, transformation and economics.
• Analysis of a wide range of position
papers published by national and supra-
national organizations, think-tanks and
published academic journals.
• Analysis of company announcements
and earnings calls via AlphaSense, utiliz-
ing both trending data of terms used in
earnings releases and company specific
examples surfaced using AlphaSense’s
AI capabilities Synthesis of EY's proprie-
tary survey data.

Chapter 1
The history of measuring 
modern productivity, from 
steel to software

Measuring productivity is difficult – 
and increasingly complex.

Modern productivity debates trace back 
to early 20th-century ideas. Frederick 
Taylor’s “scientific management” revolu-
tionized factory work through time-and-
motion studies, defining productivity as 
measurable, mechanical efficiency. In 
steel plants, Taylor showed how reorgan-
ized workflows and rest schedules could 
raise tons produced per worker daily, 
purely a physical measure.
By the 1950s, Robert Solow expanded 
the concept with growth accounting, 
distinguishing gains from labor and cap-
ital from those driven by innovation and 

efficiency, what became “total factor 
productivity.”1

Yet as economies moved toward services 
and software, measurement grew hard-
er. Counting goods is simple; valuing 
usability, search efficiency or public 
service quality is not. Free digital tools 
and nonmarket services defy price-
based metrics, obscuring real progress. 
This evolution, from factory stopwatch-
es to complex data systems, explains 
why technology’s impact often eludes 
statistics. As Solow noted, “You can see 
the computer age everywhere but in the 
productivity statistics.” Studies suggest 
early IT adoption even reduced produc-
tivity through interruptions and informa-
tion overload.2

Greg Daco, Vice President, EY Parthe-
non, Strategy and Transactions, Ernst & 
Young LLP, says, “We’re witnessing the 
first real signs of an AI-driven productiv-
ity revolution — visible not yet in per-
formance, but in investment. Firms are 
channeling capital into data infrastruc-
ture, software development, energy, and 
talent, laying the groundwork for future 
growth.

“AI could extend the economic expan-
sion by two to four years over the next 
decade — but only if companies get the 
basics right: robust data, reliable infra-
structure, abundant energy, and skilled 
people. The productivity gains will come 
to those who build strong foundations 
before chasing results.”
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Similar expectations were voiced by 
Microsoft CEO Satya Nadella, who said 
he expected AI investment to drive UK 
growth and productivity: “It may happen 
faster, so our hope is not 10 years but 
maybe five.”8

Many companies are already providing 
real evidence of deployment, but we are 
merely in the foothills of the potential 
benefit. The technology’s transformative 
power is widely acknowledged but its full 
productivity dividend remains large-
ly theoretical. While the productivity 
dividend remains unrealized, it is top of 
mind for business leaders, as an analysis 
of mentions of AI and productivity in 
company announcements shows.

Mentions of AI and productivity 
together have risen sharply across 
sectors in the past 10 years
France

All industries

Note: Number of co-occurring mentions of AI 
and productivity (or similar terms).
Source: Company earnings calls, press 
releases and public announcements; Al-
phaSense; EY analysis.

Industrials

Note: Number of co-occurring mentions of AI 
and productivity (or similar terms).
Source: Company earnings calls, press 
releases and public announcements; Al-
phaSense; EY analysis.

Consumer

Note: Number of co-occurring mentions of AI 
and productivity (or similar terms).
Source: Company earnings calls, press 
releases and public announcements; Al-
phaSense; EY analysis.

Financials

Note: Number of co-occurring mentions of AI 
and productivity (or similar terms).
Source: Company earnings calls, press 
releases and public announcements; Al-
phaSense; EY analysis.

Life Sciences

Note: Number of co-occurring mentions of AI 
and productivity (or similar terms).
Source: Company earnings calls, press 
releases and public announcements; Al-
phaSense; EY analysis.

This chart illustrates the frequency of 
connected mentions of “AI” and “pro-
ductivity” in company documents, event 
transcripts, and regulatory filings over 
time. It highlights a rising trend, indi-
cating that business leaders increas-
ingly link AI adoption to productivity 
gains. Peaks correspond to major global 
events.

The next wave of productivity will come 
from agentic AI, systems that can au-
tonomously manage complex workflows, 
make semi-intelligent decisions, and 
coordinate tasks across functions. These 
higher-order agents are still 18–36 
months from widespread deployment, 
but they represent the first true step 
toward what EY describes as the “Super-
fluid Enterprise".

“Companies have moved beyond debat-
ing if AI can deliver value to confront 
the harder question of how to make it 
happen,” notes Brad Newman, Partner, 
EY Global Consulting Supply Chain and 
Operations Leader, Ernst & Young LLP. 
“In areas like supply chain and opera-
tions, the conversation has shifted from 
theoretical ‘lights out’ automation to the 
practical challenge of integration and 
execution.”

The result is a pervasive execution gap: 
a gulf between the technological poten-
tial being sold by vendors and the meas-
urable outcomes that CEOs are willing to 
commit to publicly.

Achieving AI-driven transformation and 
the boost to productivity will demand a 
wholesale shift toward outcome-based 
operating models, where leaders man-
age by exception and orchestration 
rather than process adherence. Instead 
of making sure everyone rigidly follows a 
set of fixed rules or procedures, leaders 
should focus on stepping in only when 
something unusual happens, when re-
sults fall outside expectations, or when 
a problem needs their attention. Their 
time is better spent coordinating people, 
technology and processes to achieve de-
sired outcomes, like a conductor guiding 
an orchestra, rather than micromanag-
ing every step.

“
Companies have moved beyond 
debating if AI can deliver value 
to confront the harder question 

of how to make it happen.

Brad Newman, 
EY Global Consulting Supply Chain and 
Operations Leader

Such a transformation of business ar-
chitecture requires a multi-year commit-
ment.
Michael Von der Geest, Partner, EY Glob-
al Customer Managed Services Leader, 
Ernst & Young LLP, puts this succinctly, 
“Most business leaders do not under-
stand enough about AI to architect their 
business models, and most technologists 
don’t understand enough about how 
businesses operate to tell them how to 
do it.”

This mutual blind spot leaves organiza-
tions searching for evidence and case 
studies that do not yet exist. It’s a chal-
lenge of demonstrating tangible results, 
which slows investment.

There is already evidence of this tech-
nology creating significant gains.9

Real examples of AI-enabled productivity 
gains
Hover over a segment for more details

The graph shows productivity gains 
across major industry sectors, highlight-
ing examples of significant improve-
ments. Each sector is represented by 
a bar, showing percentage increases 
in output per hour worked. Most firms 
now accept that AI’s success in boosting 
productivity depends less on the so-
phistication of algorithms and more on 
the quality of the data that fuels them. 
Many are still struggling to clean, unify 
and structure data across complex, 
fragmented systems. Newman describes 
this as a universal problem, “Some are 
struggling with the data side of it — 
data quality is one issue, and then the 
question of whether they even have the 
data they need.” Firms are increasingly 
investing in “self-healing data” tools that 
use AI itself to detect inconsistencies, fill 
gaps, and generate missing data points, 
creating the foundation for trustworthy 
automation.

At the same time, the boundary be-
tween automation and AI is blurring. 
Companies are discovering that what 
they really need is not just process 
automation but decision intelligence, 
systems that augment human judgment 
with real-time analysis and adaptive log-
ic. In complex supply chains, this means 
AI can go beyond simply executing tasks 
to continuously optimizing trade-offs 
across cost, risk and service levels.
This productivity leap is particularly 
visible in what is becoming known as 
“physical AI.” Companies are learning 
the potential for embedding intelligence 
directly into machines and robotics.
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Gen AI real boost to global GDP by 
2033:

1.5%
baseline model

Gen AI real boost to global GDP by 
2033:

3%
optimistic model

The shift from labor hours to valuing 
outcomes redefines productivity for the 
AI era. Traditionally, success was meas-
ured by output per hour, for example 
with legal professionals by briefs written 
and accounting professionals by finan-
cial statements audited, assuming time 
drove results. Today, with AI copilots 
and agents, time is abundant; human 
insight and accuracy are the new limits. 
Productivity now reflects the quality 
and impact of outcomes relative to the 
supervision required. A better formula 
is Productivity = (Accuracy × Relevance 
× Impact) / Human cognitive input. The 
less correction needed for valuable re-
sults, the higher the productivity.
“True productivity now measures value 
created, not hours consumed,” notes Bi-
ren Agnihotri, Chief Technology Officer, 
Ernst & Young LLP. The widespread 
adoption of AI will likely exacerbate this 
decades-old challenge, making it even 
more critical to measure how ideas, soft-
ware and organization, not just hours 
and machines, drive growth.

Researchers and policymakers are 
rethinking productivity across several 
fronts:
• Expanding productivity measures to
recognize AI and robotics as active
contributors to output, not just as back-
ground tools, to frame productivity as
the value created per combined unit of
human and agentic effort.3
• Recording the value of data, algo-
rithms and computing power as produc-
tive assets in new international govern-
ment accounting standards.4
• Using better price indices for AI ser-
vices to avoid underestimating produc-
tivity gains (as can happen when rapidly
improving AI learns faster or performs
more complex tasks and these gains are
not reflected in price and quality meas-
ures).5

“
True productivity now measures 

value created, not hours 
consumed. 

Biren Agnihotri, 
Chief Technology Officer, EY Canada

Together, these changes point to a 
future where productivity reflects not 
just how efficiently people work, but 
how effectively humans and intelligent 
systems work together. Getting this 
measurement right will be essential for 
guiding investment, policy, and the fair 
sharing of benefits from the next wave 
of automation.

Chapter 2
Understanding the poten-
tial of the AI productivity 
boost

Unlocking the AI productivity boost 
demands strategic shifts, trusted 
data, and outcome-focused execution.

AI itself has long been used in various 
forms, from rule-based systems to ma-
chine learning models. Just look at the 
use of AI in the work done by recent No-
bel Prize winners, with both physics and 
chemistry awards going to scientists for 
work relying on AI-enabled research6. 
But the public release of a generative 
AI (GenAI) chatbot in November 2022 
marked a transformative moment. Its 
ability to understand and generate 
human-like content — from articles and 
slide decks to images and videos — cap-
tured public and investor attention, 
sparking unprecedented enthusiasm and 
investment across industries.

Companies that once viewed AI as a 
niche tool began to see it as a strategic 
driver of productivity and innovation. 
The sudden accessibility and versatility 
of generative AI (GenAI) demonstrated 
how automation could extend beyond 
repetitive tasks to include creative work, 
knowledge work, communication, and 
decision support. 

However, a definitive calculation of the 
economic benefits that may accrue from 
the use of AI is yet to become clear. 
There is growing consensus that there 
will be an uplift similar to the informa-
tion and communication technology 
(ICT) boost in the 1990s.

Growth in annual total factor produc-
tivity has remained flat over the past 
30 years in many countries 

France

Growth in Total Factor Productivity 
(TFP) 

Note: Natural log of the annual change in 
Total Factor Productivity. Data for 2025 is 
based on forecasts.
Source: The Conference Board.

Germany
Growth in Total Factor Productivity (TFP)

Note: Natural log of the annual change in 
Total Factor Productivity. Data for 2025 is 
based on forecasts.
Source: The Conference Board.

Italy
Growth in Total Factor Productivity (TFP)

Note: Natural log of the annual change in 
Total Factor Productivity. Data for 2025 is 
based on forecasts.
Source: The Conference Board.

Japan
Growth in Total Factor Productivity (TFP)

Note: Natural log of the annual change in 
Total Factor Productivity. Data for 2025 is 
based on forecasts.
Source: The Conference Board.

United Kingdom
Growth in Total Factor Productivity (TFP)

Note: Natural log of the annual change in 
Total Factor Productivity. Data for 2025 is 
based on forecasts.

Source: The Conference Board.

United States
Growth in Total Factor Productivity (TFP)

Note: Natural log of the annual change in 
Total Factor Productivity. Data for 2025 is 
based on forecasts.
Source: The Conference Board.

China
Growth in Total Factor Productivity (TFP)

Note: Natural log of the annual change in Total 
Factor Productivity. Data for 2025 is based on 
forecasts. Source: The Conference Board.

This graph illustrates the growth in 
productivity measured by annual change in 
total factor productivity in major economies. 
IDC, a global provider of market intelligence 
and advisory services, forecast that “Busi-
ness spending to adopt artificial intelligence 
(AI) … will have a cumulative global economic 
impact of US$19.9t through 2030 and drive 
3.5% increase in global gross domestic prod-
uct (GDP) in 2030.”7
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In this new future, retrofitted 
cameras and edge-based algo-
rithms enable robots to recognize 
and adapt to new parts in real 
time, no longer halting produc-
tion for reprogramming. Factories 
are evolving into adaptive eco-
systems, powered by digital twins 
and simulations that optimize se-
quencing, speed, and energy use 
before a single physical change 
occurs.

The results are not confined to 
the shop floor. Front-end op-
erations are also undergoing 
transformation, with AI improv-
ing forecasting, inventory, and 
maintenance responsiveness. In 
sectors like heating, ventilation 
and air conditioning (HVAC), 
predictive systems now alert 
technicians to potential break-
downs before customers notice a 
problem, reducing downtime and 
turning traditional product sales 
into ongoing service models. 

This shift toward “servitiza-
tion” represents a fundamental 
change: Customers are shifting 
from purchasing machines to 
investing in outcomes, monetized 
through continuous services rath-
er than one-off purchases.

Schneider Electric exemplifies 
this transition, focusing on deliv-
ering “energy as a service.” Re-
curring service revenues and dig-
ital solutions now comprise more 
than 50% of Schneider’s business, 
enabling strong, resilient margins 
independent of hardware cycles.

Beyond operational efficiency and 
service sales, AI is accelerating 
innovation itself. In research and 
development, generative systems 
trained on decades of structured 
and unstructured data are uncov-
ering new molecules, materials 
and applications at unprecedent-
ed speed. 

When combined with real-time 
market sentiment and competi-
tive intelligence, companies can 

direct R&D investment more 
effectively, improving both the 
pace and success rate of product 
development.

However, this productivity rev-
olution depends on strong gov-
ernance and trust. As intelligent 
agents increasingly make de-
cisions, monitor systems, and 
interact with one another, human 
oversight and robust assurance 
become essential. 

Risk management must expand 
beyond financial controls and 
compliance dimensions. It needs 
to be reinvented for a new way 
of operating in an AI-enabled 
future.10 Without proper guard-
rails, the same technology that 
many hope will boost productivity 
could amplify vulnerabilities, from 
cyber threats to systemic errors.

Ultimately, AI offers industrial 
companies not just the opportuni-
ty to improve speed, but to en-
hance the effectiveness of their 
operations: to integrate intelli-
gence throughout their physical 
and digital operations, to turn 
data into decisions, and to rein-
vent how value itself is created. In 
the next three to five years, this 
fusion of physical and cognitive 
capability promises to define a 
new frontier of growth, where 
productivity is redefined not by 
output per worker, but by innova-
tion per algorithm.

To unlock the full productivity 
potential of AI, companies must 
shift from experimentation to 
purpose-led AI adoption. 

The evidence from early adopters 
shows that AI can help achieve 
measurable performance gains, 
from predictive maintenance and 
quality control to logistics optimi-
zation and R&D acceleration.

However, the greatest challenge 
lies not in developing better algo-
rithms, but in integrating AI into 
the fabric of business operations. 

Firms need to invest in the foun-
dations of intelligent systems, 
high-quality, unified data, inter-
operable platforms, and adaptive 
governance frameworks that 
build trust and transparency. 

This means moving toward out-
come-based operating models, 
shifting their performance and 
success metrics away from out-
comes toward outputs and focus-
ing more on the tangible results 
and value provided, and where 
leadership focuses on managing 
exceptions and orchestrating re-
sults rather than enforcing static 
processes.

The next wave of productivity will 
come from agentic AI systems ca-
pable of autonomously coordinat-
ing complex workflows and mak-
ing decisions across functions, 
enabling the “Superfluid Enter-
prise". Companies that reimagine 
their architectures around such 
continuous intelligence will im-
prove efficiency and resilience.

As the line between physical and 
digital operations blurs, organi-
zations must balance innovation 
with oversight, ensuring AI aug-
ments rather than replaces hu-
man judgment. 

Ultimately, sustained productivity 
growth will depend on leaders’ 
ability to combine technological 
ambition with strategic discipline, 
turning data into decisions, and 
intelligence into enduring com-
petitive advantage.

Chapter 3
The productivity ques-
tion for governments 
and society

AI offers leverage but 
demands smart policy, 
energy reform, and inclusive 

workforce strategies.

“If Europe cannot become more 
productive, we will be forced to 
choose. We will not be able to 
become, at once, a leader in new 
technologies, a beacon of climate 
responsibility and an independent 
player on the world stage. 

We will not be able to finance 
our social model. We will have 
to scale back some, if not all, 
of our ambitions.” This was the 
assessment by Mario Draghi in his 
review of competitiveness in the 
European Union (EU).11

But this concern is not limited to 
the EU. The UK has similar con-
cerns, and China aims to increase 
productivity by implementing an 
innovation-driven development 
strategy to boost total factor pro-
ductivity and power high-quality 
development.12 

Many governments now frame AI 
adoption as a lever to raise trend 
productivity and secure “industri-
al sovereignty” in strategic tech-
nologies.
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The energy system is a first-order 
constraint and opportunity. Training 
and deploying modern AI largely 
occurs in data centers, and the Inter-
national Energy Agency warns that 
electricity demand from data centers 
and AI is set to rise substantially 
this decade, which has implications 
for grids, siting, and clean power 
build-out.13 At the same time, AI can 
optimize power systems, from fore-
casting renewables to orchestrating 
flexible demand, helping govern-
ments reconcile digital expansion 
with climate goals.

Labor markets will feel uneven 
effects. The International Monetary 
Fund (IMF) finds that advanced econ-
omies, more reliant on services and 
industries based on cognitive tasks, 
are exposed earlier to both produc-
tivity gains and dislocation risks. 
These distributional impacts vary by 
education, gender and age. Policy-
makers are urged to pair AI diffusion 
with agile safety nets and active 
labor market policies, so benefits are 
broadly shared. The Organization for 
Economic Co-operation and Devel-
opment (OECD) similarly highlights 
that AI will transform work and that 
regional disparities could widen with-
out targeted skills strategies.14

Education and training will deter-
mine whether AI complements 
workers or displaces them. UNES-
CO’s guidance calls for a human-cen-
tered approach that equips learners 
with digital, critical, and ethical 
competencies, and for systems that 
use AI to personalize learning while 
safeguarding equity. Governments 
adopting these frameworks can bet-
ter align curricula, vocational train-
ing and lifelong learning with the 
evolving mix of tasks in AI-enabled 
workplaces.15

Fiscal and regulatory systems must 
also adapt. The IMF argues that 
AI may tilt the income mix toward 
capital and superstar firms, implying 
a need to reassess capital income 
taxation and strengthen redistribu-
tion while financing skills and inclu-
sion. It urges “agile” fiscal policies 
that can scale support in both grad-
ual and highly disruptive scenarios. 
Tax professionals themselves are 
already deploying AI for compliance, 
risk scoring and service delivery, 
but widespread use raises questions 

about governance, transparency and 
safeguards in public decision-mak-
ing.16,17

For governments, the key action will 
be how they create an environment 
that enables companies to boost 
productivity. But there are potential 
negative effects of utilizing the new 
technologies. The optimal playbook 
combines pro-innovation regulation 
and investment to lift productivity 
with safeguards that protect rights, 
ensure energy-system compatibility 
with net-zero trajectories, and mod-
ernize tax and social policies for an 
AI-intensive economy.

An action plan for AI-era productiv-
ity
• Rebuild around clean, connected
data: Treat data as infrastructure.
Invest in high-quality, interoperable
data systems that enable AI to func-
tion effectively and responsibly.
• Embed decision intelligence into
workflows: Integrate AI into day-to-
day operations — not as a bolt-on,
but as a core capability that enhanc-
es decision-making speed, accuracy
and consistency.
• Measure outcomes, not just
effort: Shift from tracking hours and
inputs to measuring value through
speed, quality, resilience and new
revenue streams — especially ser-
vice-based models.
• Invest in agentic systems with
strong governance: Use AI agents 
to coordinate complex, cross-func-
tional tasks — but ensure robust 
oversight, accountability, and ethical 
safeguards are in place.
• Digitize physical operations with
AI and digital twins: Combine edge
computing and simulation to opti-
mize throughput, quality, and energy
use in real time.
• Align talent, tools, and trust:
Build digital skills across all levels,
re-platform around interoperable
AI tools, and embed risk controls to
ensure AI augments — not replaces —
human judgment.
• Adopt new productivity met-
rics: Develop indicators that reflect
human-machine collaboration, the
value of data and models, and the
contribution of intelligent systems to
output.

Questions for leaders
CEOs
• Which outcomes will define com-

petitive advantage in three years, 
and how will AI measurably move 
those needles quarter by quarter?
• What operating architecture, data,
platforms and governance will let
agentic systems safely run at scale
across functions?
• How will we shift from product
sales to outcome-based services
without eroding trust or margins?

CFOs:
• How will we capitalize data, models
and compute to reflect their asset
value while updating ROI and total
cost of ownership lenses for AI pro-
grams?
• What controls ensure model risk,
cyber and compliance exposures re-
main within appetite as automation 
expands?
• Where can opex-to-capex rebalanc-
ing and servitization improve cash
flow resilience?

Chief Strategy Officers (CSOs):
• Which ecosystems, partners, open
models and infrastructure, are es-
sential to avoid lock-in and acceler-
ate diffusion?
• What scenarios (Growth, Trans-
form, Constraint, Collapse) most
threaten our model, and what hedg-
es are in place?
• How will we reskill the organization
to exploit decision intelligence in 
every P&L?

For COOs:
• How do we re-architect operations
to measure and manage productivity
across human, digital, and agentic
systems?
• How do we move from process-driv-
en to outcome-based operating mod-
els that manage by exception rather
than routine?
• How can we build robust assurance
frameworks that manage operation-
al, ethical, and cybersecurity risks
from autonomous systems?

For CHROs:
• How do we rethink workforce
metrics to reflect contributions from
both people and AI, such as learning
velocity, adaptability and creativity?
• What new roles, skills, and leader-
ship behaviors are needed in a world
where humans manage adaptive,
semi-autonomous systems instead of
static teams?
• How do we embed ethical, trans-
parent and inclusive principles into

AI deployment, workforce transfor-
mation and cultural change?

Government officials:
• What mix of skills, computer, and
clean energy policy will crowd-in
private AI investment while meeting
climate targets?
• How should statistics and tax codes
evolve to recognize data and algo-
rithms as productive assets and to
ensure broad-based gains?
• Which guardrails best protect
rights and competition without stall-
ing diffusion?

Summary
In the AI era, productivity will hinge 
less on hours worked and more on 
how well organizations turn data, 
models, and judgment into out-
comes. Success requires treating AI 
as a foundational shift—rebuilding 
around clean data, embedding intelli-
gence into workflows, and measuring 
value by speed, quality, resilience, 
and new revenue. The agenda is to 
invest in trusted data, adopt interop-
erable tools, manage by outcomes, 
build skills and embed risk controls. 
If executed well, growth will come 
not just from faster work, but from 
improved services, more adaptive 
industries, and a fairer distribution 
of AI-driven gains.

Tax and Finance Operate
EY teams can help you reimagine your tax 
and finance operating model to keep pace 
with evolving regulation, technology and 
talent demands. Constantly adapting your 
own capabilities is challenging and costly. 
Instead, with our Tax and Finance Operate 
(TFO) solution, you can co-source select 
activities, leveraging our significant invest-
ment in technology, people and process.

Shape the future with confidence. Please 
send an email to isaac.sarpong@gh.ey.com 
and copy in kofi.akuoko@gh.ey.com.
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