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Enterprise Al pilots stall at data access and evaluation, well before model quality
becomes the constraint.

Pilot-to-production conversion by use case

The ranking is stable across industries: the closer the use case sits to a bounded, verifiable task with
a human reviewer, the more likely it ships. Autonomous agents dominate roadmap slides and almost
never survive a risk review in their original form.

Share of pilots that reached production, by use-case category

Reached Median time to Most common blocker
production production
Document extraction / intake 48% 12 weeks Edge-case accuracy on non-standard
automation formats
Internal knowledge assistant 36% 10 weeks Content quality and permissions
(RAG) modeling
Customer-facing support agent 22% 22 weeks Escalation and liability review
Forecasting / prediction on 27% 18 weeks Data pipeline reliability

internal data
Autonomous multi-step agents 9% 31 weeks No acceptable failure mode defined

Source: NextGen Coding Company. Free to reproduce with attribution.

Where production Al budget goes

Teams that budget for model cost and treat evaluation as a phase-two concern are the same teams
that ship a demo and stall. If an SOW has no line item for an evaluation harness, the vendor is not
planning to be measured.

Share of total build cost for a shipped enterprise Al feature

Data access, cleaning, and permissions 29%
Evaluation harness and accuracy iteration 24%
Application and workflow integration 23%
Security, audit logging, and compliance 13%
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Model inference and infrastructure 6-11%

Source: NextGen Coding Company. Free to reproduce with attribution.

Accuracy targets that survive production

Document extraction: 96%+ field-level accuracy with confidence routing — Below-threshold
fields route to a human queue. Programs that chase 100% straight-through processing on day one
never ship.

Knowledge assistant: measured on citation correctness, not answer fluency — The metric
that predicts adoption is whether the cited source actually supports the claim.

Support agent: containment rate with a hard escalation path — Target 40-60% containment
on tier-1 volume. Anything promising 90% is measuring deflection, not resolution.

Every system: a defined, tested behavior for 'l don't know' — The absence of a graceful
abstain path is the most common reason a working pilot is blocked at risk review.

What separates the 25% that ship

A named business owner with a P&L; number attached — Innovation-team-owned pilots
convert at roughly a third the rate of business-owned ones.

Written accuracy target before the first line of code — Retrofitting a target after a demo turns
into an argument about whether the demo was good enough.

Production data in week one — Pilots run on sanitized sample data consistently overestimate
accuracy by 8-20 points.

A rollback that is not 'turn off the feature' — The old process must remain runnable through the
parallel period.

Methodology

Based on NextGen Coding Company Al engagements, prototype sprints, and scoping audits with US
mid-market and enterprise engineering organizations, plus post-mortems on programs we were
brought in to recover. Production is defined as serving real users or real transaction volume for at
least 30 consecutive days. Accuracy figures are field- or task-level against a held-out set drawn from
production distribution, not from curated demo data. Updated as engagements close.

Methodology

Structured review of enterprise Al initiatives tracked from pilot through production, coding each by
use case, time-to-production, and primary blocker.
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Sample 184 enterprise Al initiatives

Time period 2025-01/2026-03

Geography United States
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