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Summary

Al deployment is outpacing Al measurement, and most executive teams cannot answer the question their
boards are starting to ask: is the Al investment actually working? The problem is not a lack of tools or
adoption. Most organizations are tracking activity instead of impact. Closing this gap requires a shift from
tool-centric metrics to a workflow-level view of how Al is changing capacity, performance, focus, quality
and governance.

Key takeaways

Adoption metrics tell you Al is in use. They do not tell you

what is changing. Executive teams need to separate the

two before scaling further. Conclusion

The right scorecard treats Al productivity as a portfolio of The organizations that pul
effects across capacity, efficiency, quality, performance, ahead in the Al era will be
focus and governance. those whose executive

teams can prove what Al
Time saved does not automatically become value created.

is doing. They will use that

Without intentional redirection, recovered capacity

proof to make better

disappears into meetings, multitasking and rework. .
decisions about where to

Shadow Al is not just a risk problem. It is a measurement scale and how to govern.
problem. If you cannot see where Al is being used, you
cannot attribute outcomes or set the right guardrails. Measurement is now a

board-level capability, not

A 30-day measurement program can establish baselines, . .
L . : . : . a reporting function.
identify early impact signals and build a defensible basis

for scaling and governance decisions.

That finding, from McKinsey's State of Organizations 2026 survey

of more than 10,000 senior executives, deserves attention. Not
because it's surprising — most leaders already sense the gap —

of organizations are deploying Al. but because it names the exact problem most organizations are
81% report no significant bottom- avoiding, names the exact problem most executive teams are
line impact. quietly working around. Deployment is happening. Value is nof.

And the gap between the two is now sitting in front of every board.
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Most organizations track Al adoption:

seats assigned prompts submitted @ time logged in a tool

Adoption data is easy to collect and easy to report. But it doesn't tell you whether
Al is building organizational capability or just creating the appearance of

progress. Closing that gap is now one of the most consequential decisions an

executive team can make.

Why does the measurement gap persist?

KPMG's Global Al Pulse Q1 2026, a survey of 2,110 C-suite and senior leaders across 20 countries, found that
95% of organizations have an Al strategy. Only 8% have established measurable Al ROI.

The math is striking: nearly every organization has committed to Al. Almost none can prove it's working.

ActivTrak's Productivity Lab calls this the Al Measurement Gap — the space between knowing Al is in use
and knowing what it's actually doing to your workforce.

Here's why it persists: most Al tracking is tool-centric. It tells you which assistant someone used, not how that
usage changed the work. It shows individual time savings, not whether that time was reinvested in
something meaningful.

Meanwhile, the average organization
now uses seven Al tools — up from just

two in 2023. 83% use six or more. When

usage sprawls across that many tools
without a unified view, the measurement Q‘C’
(\/

&7

Avg Al Tools
per Org

problem compounds quickly.

You end up making multi-million-dollar
Al decisions on assumptions rather than
evidence. Your CFO is waiting for ROI.

Your CIO is reporting adoption. And
somewhere between those two 83% of orgs use 6+ Al tools

conversations, no one can actually

answer the board’s question.
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What does the data reveal?

Activlrak's Productivity Lab analyzed more than 443 million hours of work activity across 1,111 organizations
and 163,638 employees over three years. The findings challenge widely held assumptions about Al and

productivity.

The common story: Al takes over repetitive Al Adopﬁon

work, frees up time and makes everything 100%

smoother. 80%

What the data shows instead:

80% of employees have adopted — up

% of Employees

from 53% two years prior. Time spent in
Al tools increased 8x.

Productive hours grew 5% (fo 6 hours, 0%
2023 2024 2025

36 minutes daily) even as the average
workday shrank 2%. Al Share of Total Hours

Collaboration surged 34%. Multitasking 1% 0.8

rose 12%.
Focus efficiency fell to 60% — a three-

U mmmm—————————
0.3%

year low. The average focused work
session dropped to just 13 minutes and

% of Total Hours

7 seconds. 0.1%

Burnout risk dropped 22%, but
disengagement risk climbed 23%.

0%
2023 2024 2025

Nearly one in four employees is now
at risk of disengaging.

Gallup's April 2026 survey of 23,717
U.S. employed adults found that

These patterns are worth examining against
a broader context.

65% of employees in Al-adopting
Al is making work denser. Employees are organizations say Al has improved

doing more, faster, but with less deep focus their individual produc’rivi’ry — yet
and more context-switching than ever . .

, , only about 1in 10 strongly agree it
before. If you can’t see that dynamic across
, : : has fundamentally transformed how
your workforce, you’re making scaling and

governance decisions on incomplete work gets done across their

information. organization. Individual task speed

is up. Organizational work design

hasn't changed.
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What should you measure instead?

If adoption metrics don't tell the full story, what does? Think of Al productivity as a portfolio of effects, not a

single metric.

... w
Risk &

Governance

Capacity: Can the team handle more high-value work with the same headcount?
Efficiency: Is time recovered from low-value tasks, and where does it go?
Quality: Are outputs more accurate and consistent, or does Al shift effort from drafting to correcting?

Performance: Are workflows delivering real efficiency gains—or just accelerating individual tasks within
a single tool?

Focus: Is deep, concentrated work increasing, or is fragmentation getting worse?

Governance: Is Al usage approved, policy-compliant and visible to leadership?

That last one matters more than most leaders realize. Unapproved Al usage creates risk and measurement
errors.

A practical framework for measuring Al:
four phases, not four months

You don't need a six-month research project to start measuring Al impact. Here's a straightforward
framework built around four phases:
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Define
oy
Baseline
-—
Change
Quantify

—

Define: Pick a workflow with measurable throughput
and visible handoffs. Customer support, proposal
creation, billing reconciliation, marketing production —
any process where input and output are trackable.

Baseline: Before scaling Al further, document current
work patterns. Capture focus efficiency, collaboration
load and productivity constraints alongside output and
cycle time.

Track change: Measure where Al shows up in
workflows and how patterns shift as teams integrate
it. Is usage consistent or sporadic? Are teams moving
from experimentation toward durable integration?

Quantify: Connect usage to outcomes. Build a
scorecard covering productivity, performance, focus,
quality, capacity and governance. A single KPl won't
withstand executive scrutiny. A balanced scorecard will.

What does the data reveal about smarter Al adoption?

Productivity Lab analysis surfaced something important: employees who spend 7-10% of their

total work hours in Al tools have the highest productivity scores — 95% — of any usage tier

across the 2023-2025 dataset.

But only 3% of users currently fall into that range. Meanwhile, 57% spend less than 1% of their

hours in Al tools.

That's a coaching and workflow design opportunity hiding in plain sight. The goal is smarter,

more intentional adoption, with the data to know the difference.

What traps derail Al measurement?

Even organizations committed to measuring Al impact tend to encounter the same predictable problems.

The adoption-equals-impact assumption. High usage can reflect novelty just as easily as value. Track

whether teams build Al into repeatable workflows, not just open the tools.
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The vanishing time savings problem. Time saved doesn't automatically become value created.
McKinsey's State of Organizations 2026 found that when Al frees employee time, only 30% of leaders see

employees redirect it toward higher-value tasks like critical thinking and creativity. If recovered capacity isn't
intentionally redirected, the productivity gains evaporate.

The quality control tax. If Al output requires extensive review and rework, time saved in creating is often lost
in correction. Build rework signals into measurement from the start.

Shadow Al and blind spots. If employees use unapproved tools that leadership can't see, measurement is
compromised before it begins. Governance and visibility aren't optional additions to a measurement
program; they're prerequisites.

A 30-day starting point for measuring Al

Here's a simple structure for getting measurement off the ground quickly:

Week 1 — Baseline. Document workflows, productivity constraints and capacity bottlenecks. Establish
baseline Al tool usage and capture focus efficiency and collaboration load.

Week 2 — Adoption inventory. Identify who uses Al, how consistently and where it appears in critical
workflows. Surface unapproved usage.

Week 3 — Impact signals. Connect Al usage to measurable shifts in productivity, focus and capacity.
Assess rework and quality control effort. Identify where capacity is underutilized.

Week 4 — Decisions. Use evidence to defermine what's working, what isn't and where fo invest next.
Set governance guardrails. Plan how to scale what works.

Four weeks. Real data. A defensible basis for the decisions ahead.

The leaders who measure will move faster

Al is already reshaping how work gets done. That's not a future projection — the behavioral data makes it
clear. The organizations that pull ahead will be the ones whose executive teams understand what Al is
actually doing to their workforce — and made better decisions about where to scale, what to govern and
how to manage performance in a world of amplified work. The board will ask whether your Al investment
is working. The question is whether you'll have an answer.

ActivTrak's Productivity Lab research draws on behavioral data from 1,100+ organizations.

Learn more
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