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Gen AI in corporate functions: 
Looking beyond efficiency gains 
Generative AI is already adding value for corporate and business functions. 
Here’s how it could add more.
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In less than two years, generative artificial 
intelligence (gen AI) has become a mainstream 
tool with applications across almost every area 
of the economy. New McKinsey research shows 
that corporate and business functions—including 
finance, human resources, and customer care, 
among others—are ramping up their investment 
in gen AI technologies. A year ago, early adopters 
were experimenting with pilot projects based 
on “minimum viable product” gen AI tools. Now a 
significant minority have deployed gen AI use cases 
across their organizations.

Those users are broadly satisfied with their gen 
AI efforts. In our latest survey of senior business 
leaders (see sidebar, About our research), more 
than 75 percent of those who have deployed gen 
AI tools at scale say that those systems have met or 
exceeded expectations. Yet the data also suggests 
that companies are only scratching the surface of 
gen AI in corporate and business functions. While 
companies are experimenting with multiple use 
cases for the technology, even the fastest movers 
have only rolled out one or two full-scale gen AI 
applications.

The potential of generative AI is too great, and 
the risks too significant, for today’s approach to 

continue. Our research provides some clear hints 
about ways companies can generate more value, 
more quickly from their gen AI efforts. Specifically:

1.	 Most companies are pursuing efficiency gains 
with gen AI, but leaders believe the real value 
of the technology will accrue from applications 
that transform the effectiveness of business 
functions.

2.	 Overcoming barriers to gen AI development, 
deployment, and adoption requires a structured 
and systematic approach. Leading players tend 
to be those who centralize the management 
of gen AI technologies. That helps them take a 
holistic perspective on value creation through 
gen AI, and implement effective governance 
structures to accelerate deployment while 
managing the associated risks.

Where we are now
Comparing this year’s survey with its counterpart 
from 2023, we see a dramatic acceleration in 
the engagement with gen AI technologies. The 
proportion of organizations that are actively using 
(as opposed to just experimenting with) gen AI 
in their corporate functions has increased by a 

The data in this article has been derived from the 2024 edition of our CXO survey, the latest iteration of an annual survey of senior 
business leaders that we have run since 2020.¹ We first asked business leaders about their approach to gen AI in 2023, and this 
year’s survey included additional questions with the aim of gathering more granular information on this significant topic.

Our research focused on C-suite roles in five corporate functions: finance, HR, IT, customer care, and legal across 18 different 
industries in North America and Europe. We surveyed 276 senior leaders within those functions.

Forty-four percent of the companies represented in our survey are listed on a global index such as the S&P 500, STOXX Europe 
600, FTSE 100, or DAX. Twenty percent of the companies report less than $1 billion in annual revenue, 46 percent report 
revenues of between $1 billion and $10 billion, with the remaining 34 percent reporting revenues of more than $10 billion.

¹  2024 McKinsey Corporate Functions CXO Survey, conducted Apr 10–May 30, 2024, n = 276.
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factor of five, from 4 percent to 22 percent of CXOs 
reporting their function has rolled out technology 
for at least one use case. Furthermore, of the 
organizations with successful deployments, more 
than half are using gen AI daily, with less than 5 
percent of respondents reporting intermittent 
usage of once a month or less.

While uptake of gen AI has increased across the 
board, our survey reveals significant differences 
in the pace of evolution within different functions 
(Exhibit 1 ). The IT function has the highest maturity 
among those in our survey, with 36 percent of 
respondents saying they have deployed gen AI 
use cases. Customer care, HR, and legal are in 
the middle of the pack, with around a quarter of 
respondents actively using the technology. Only 6 
percent of finance leaders say that they have rolled 
out gen AI applications.

That interfunctional difference can be attributed to 
several factors. IT teams may have better access to 
the skills needed to develop and integrate gen AI 
tools, for example. And the faster-moving functions 
have identified clear use cases, such as coding 
support in IT, customer-facing chatbots in customer 
service, and gen AI tools that can review and 
summarize documents for HR and legal teams.

Efficiency versus effectiveness
Our survey found that the most frequently adopted 
use cases for gen AI tended to favor applications 
that focused on automating tasks to improve 
efficiency: reducing the time and employee effort 
required to complete certain tasks. Effectively, 
these organizations are using gen AI to supercharge 
or even replace conventional digitization 
approaches such as robotic process automation 

About our research

Exhibit 1 
IT is furthest along in the rate of active gen AI adoption, while finance may be 
in ‘pilot purgatory.’

Maturity of gen AI adoption, by function, % respondents

1Includes both operations and customer care.
Source: McKinsey Corporate Functions CXO Survey, conducted Apr 10–May 30, 2024, n = 276
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(RPA). A smaller number of respondents are 
targeting greater effectiveness with gen AI: 
using the new technology to enhance service 
levels, improve business outcomes, or add new 
capabilities (Exhibit 2 ).

Today’s focus on efficiency is probably because 
simpler, tactical uses of gen AI have been 
easier to deploy. In the medium term, we expect 
companies to be more ambitious about the 
application of the technology. In part, that’s 
because it can be hard to turn small time savings 
into meaningful cost savings. Today’s gen AI 
systems are capable of automating parts of 
roles, rather than whole jobs, making it difficult 
for companies to redeploy people freed up by 
automation. It’s also because effectiveness offers 
much more potential value. Improving forecast 
accuracy, understanding markets more deeply, 

or optimizing capital allocation might unlock truly 
significant cost savings and growth opportunities.

Leaders recognize the potential to apply gen 
AI in more strategic ways. For example, in the 
finance function the most frequently pursued 
use cases that had either been piloted or fully 
deployed include cost analytics (by 47 percent 
of CFOs responding to our survey), optimizing 
accounts payable approvals (44 percent), and 
fraud prevention checks (also 44 percent). These 
more tactical applications contrast with the most 
popular use cases CFOs plan to pursue in the 
future, such as cashflow optimization (which 46 
percent plan to pursue next year) and revenue 
forecasting (which 30 percent plan to pursue), 
where the focus is on improving the effectiveness 
of the finance organization.

Exhibit 2 
The most frequent uses of gen AI in corporate functions are those that are 
efficiency-focused versus effectiveness-focused.

Share of CXOs reporting deployment of gen AI use cases for e�ciency vs e�ectiveness,¹
% of respondents (n = 276) 

Example use cases²

11As de�ned by the executive sponsoring the initiative.
2Cited by one or more CXOs indicating they had either fully deployed or piloted a gen AI use case for the purpose of increasing e ciency or e­ectiveness in their 
function.
Source: McKinsey Corporate Functions CXO Survey, conducted Apr 10–May 30, 2024, n = 276

The most frequent uses of gen AI in corporate functions are those that are 
e�ciency-focused versus e�ectiveness-focused.
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Building a gen AI engine
On average, the CXOs we surveyed believe it will 
take another three to five years to capture significant 
value from gen AI deployments in their functions 
(with between 55 and 80 percent of respondents, 
depending on specific function, falling in this range). 
Leaders cited a wide range of issues they believe are 
hampering their gen AI ambitions, with inaccuracy 
and security risks at the top of the list, followed by 
challenges in selecting appropriate use cases for 
investment (Exhibit 3 ).

 These are valid concerns, but we believe they 
are exacerbated by the way many companies are 
approaching gen AI development. Often that means 
a highly distributed, bottom-up approach, with 
individual functions and business units conducting 
their own gen AI experiments and pilots with limited 
oversight or central coordination.

In our survey, 35 percent of organizations that 
followed an enterprise-wide approach to gen AI 
investments have already successfully deployed at 
least one use case, while functions that pursued gen 
AI in a single business unit or region had only a 24 
percent success rate (Exhibit 4 ). Companies were 
also ten percentage points more likely to be actively 
using gen AI when the underlying data was owned by 
the organization’s global business services (GBS) unit, 
rather than its IT function.

These findings add weight to the idea that gen AI 
is too important a technology to leave to chance. 
Centralizing the oversight of gen AI development 
within the organization is a key enabling step that 
allows companies to make better decisions about 
where, how, and when they deploy gen AI in their 
corporate functions. Specifically, we believe that 

Exhibit 3 
CXOs’ main issues with gen AI involve accuracy and security, and 
understanding where to deploy gen AI to capture value.
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companies should establish structures and 
processes that enable them to do three things:

3.	 Develop a robust perspective on where 
gen AI adds value. Ensure the organization is 
prioritizing investments with a clear sense of 
how and where gen AI can add value and what 
this value is.

4.	 Establish clear, comprehensive, and holistic 
governance for gen AI deployment that 
emphasizes central oversight and centralized 

allocation of resources, to drive enterprise-
wide progress in priority areas and provide 
guidance and oversight for responsible use.

5.	 Rewire ways of working instead of just 
automating tasks. Take a wider view of gen AI 
deployment that goes beyond the technical 
aspects of the solution to ensure that the 
technology is embedded into day-to-day 
workflows.

Exhibit 4 
Organizations with an enterprise-wide approach to deployment had the 
greatest success in active use of gen AI in corporate functions.

Maturity of gen AI use-case deployments, by governance method,
% respondents (n = 276)

Note: Figures may not sum to 100%, because of rounding.
Source: McKinsey Corporate Functions CXO Survey, conducted Apr 10–May 30, 2024, n = 276

Organizations with an enterprise-wide approach to deployment had the 
greatest success in active use of gen AI in corporate functions.
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