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Gulf Cooperation Council (GCC) countries are laying the foundation for Al to play a powerful role in the
region, committing billions of dollars to cutting-edge infrastructure and technology partnerships that will
power Al usage.

For example, Abu Dhabi’s state-linked G42 has announced a number of deals,' Saudi Arabia’s HUMAIN is
driving a massive build-out of Al data centers,” and the Qatari government is investing in Al cloud capacity.®

Such supply-side activity reflects the region’s determination to position itself as an international hub for
Alinfrastructure and services—an Al superpower. But what about local demand? Are GCC organizations
equally determined to adopt Al, and to what extent are they making progress?

At first glance, they appear to be gaining ground. In our 2023 survey on Al use in GCC countries, 62 percent
of respondents said their organizations had adopted Al to some extent.* Two years later, our latest survey
puts that figure at 84 percent (see sidebar, “About the research”).’ But this masks uneven progress.

Some organizations in the region are deploying Al on an impressive scale. Saudi Aramco, for example,
used decades of operational data to build a gen Al model with 250 billion parameters, helping it analyze
drilling plans, geological data, historical drilling time, and costs.® And in 2024, Qatar signed a five-year
partnership with US firm Scale Al to drive the adoption of Al within government and enhance services.”
Most organizations, however, have not moved beyond pilots. Only 31 percent of respondents said their
organizations had reached a level of Al maturity such that Al was being scaled or had been fully deployed
across the organization.

Value creation also remains an issue, with many organizations having little to show for their efforts thus

far. Only a handful of respondents (11 percent) categorized their organizations as value realizers—that is,
organizations that have adopted Al in at least one business function, are scaling or have scaled deployment,
and can attribute at least b percent of earnings to Al. In short, high usage of Al is out of sync with maturity
or value.

Make no mistake—leaders in the GCC region are keen backers of Al. About three-quarters of respondents
said their top executives were committed to scaling the technology, and even more said their organization’s
Al budgets would likely increase in the coming year. Yet leadership intent might not suffice. Translating
intent into wide deployment with bottom-line impact hinges on three components: a business-led Al
strategy that chases value, delivery capabilities (the organization’s technology and talent, for example),

and a change management program that encourages adoption at scale.® The value realizers in the survey
outperform their peers on precisely these fronts.

"“Global tech alliance launches Stargate UAE,” G42, May 22, 2025.

2“HUMAIN and NVIDIA announce strategic partnership to build Al factories of the future in Saudi Arabia,” NVIDIA, May 13, 2025.

3“0oredoo deploys NVIDIA accelerated computing in Qatar, ushers in the country’s next wave of innovation,” Ooredoo, July 1,2025.

*“The state of Al in GCC countries—and how to overcome adoption challenges,” McKinsey, May 30, 2023.

5McKinsey State of Alin GCC Survey, August—September 2025, n =131, excluding participants who did not respond to the question.

°Smruthi Nadig, “Saudi Aramco unveils industry-first generative Al model,” Offshore Technology, March 7, 2024.

"“MCIT announces long-term partnership with Scale Al at Web Summit Qatar 2025 to develop innovative Al projects,” Qatar Ministry of
Communications and Information Technology, February 24, 2025.

SFor more, see Eric Lamarre, Kate Smaje, and Rodney Zemmel, “Rewired to outcompete,” McKinsey Quarterly, June 20, 2023.
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The pace of change is fast. Only a year ago, the focus was on gen Al but technology has since leaped
ahead; many organizations are now piloting Al agents,” heralded as marking a major evolution in
enterprise AL" As technology continues to evolve, building the right capabilities and adoption strategies
could prove key to keeping up with leaders in Al adoption when it comes to creating value.

Y“What is generative Al?,” McKinsey, April 2, 2024,
©uWhatis an Al agent?,” McKinsey, March 25, 2025.

"The Big Rethink: An agenda for thriving in the agentic age,” McKinsey, October 14, 2025.

About the research

In partnership with the GCC Board Directors Institute,
McKinsey conducted an online survey of 139 senior
executives and board directors in GCC organizations. The
aim was to ascertain the extent of Al usage, the factors
driving its use, and its impact. The survey participants
represented all six GCC countries (Bahrain, Kuwait, Oman,
Qatar, Saudi Arabia, and the United Arab Emirates) and
five main sectors: industry, energy, and infrastructure
(including advanced industries, advanced manufacturing,
construction, energy, materials, agriculture, and real
estate); financial services (including banking, insurance,
private equity, and principal investors); consumer

and professional services (including consumer and

retail and administrative and professional services);
social, healthcare, and education (including education,
pharmaceuticals, and the public and social sectors); and
technology, media, and telecommunications (including
digital and travel, logistics, and infrastructure).

We also interviewed 14 senior executives to gain a deeper
understanding of what drives or deters adoption.

The survey was conducted from August to September
2025. Similar surveys were conducted in 2023 and 2024,
providing a data-driven assessment of how Al usage is
evolving in the GCC region.' However, the 2024 survey
focused on gen Al only rather than Al more broadly, so
some data points are not comparable. Separate global
surveys conducted by McKinsey allow comparisons with
the rest of the world.?

Survey responses are self-reported and may reflect
personal bias. While we were careful to explain the
meaning of survey questions and answer options,
respondents’ understanding of them may differ.

"“The state of Alin GCC countries—and how to overcome adoption challenges,” McKinsey, May 30, 2023; “The state of gen Al in the Middle East’s GCC countries: A

2024 report card,” McKinsey, November 6, 2024.

2“The state of Al in 2025: Agents, innovation, and transformation,” McKinsey, November 5, 2025.
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The state of Al

Survey results suggest that most GCC organizations are using Al. A few are doing so at scale and
capturing value, but most organizations have yet to move beyond pilots.

Usage

In our 2023 survey, 62 percent of survey respondents said their organizations had adopted Al in at least
one business function.” In our latest survey, the figure has risen to 84 percent—four percentage points
lower than that reported by organizations in McKinsey’s global survey (Exhibit 1).°

As in previous years, GCC organizations are most likely to regularly deploy Al in the service operations
and marketing and sales functions, where the value of certain use cases has become apparent.” However,
the biggest jump in deployment in the past two years is in product and service development, in which
organizations are rewiring end-to-end development workflows and innovation cycles by enhancing
existing products with new features and creating new Al-based products (Exhibit 2).”

"2The state of Al in GCC countries—and how to overcome adoption challenges,” McKinsey, May 30, 2023.
4The state of Al in 2095: Agents, innovation, and transformation,” McKinsey, November 5, 2025.

™“The economic potential of generative Al: The next productivity frontier,” McKinsey, June 14, 2023.
«The next innovation revolution—powered by Al,” McKinsey, June 20, 2025.

Exhibit 1
Al usage continues to rise in Gulf Cooperation Council countries.

Share of organizations 100

using Al in at least one

business function,’ /‘ Global , . .
% of respondents 80 /. Gulf Cooperation Council countries

-

60/
./

40

20

0 \
2023 2025

'Question: In which of the following business functions does your organization regularly use Al (including gen Al and non-gen Al)? Multiselect options: marketing
and sales; strategy and corporate finance (eg, capital allocation decisions); risk (ie, risk management, fraud, and debt), legal, and compliance; human resources
(including talent analytics); product and/or service development; supply chain and inventory management; manufacturing; service operations (eg, field services,
customer care); software engineering and/or IT; other (please specify); not applicable; and “My organization has not adopted Al.”

Source: McKinsey Global Surveys on the state of Al, n = 1,684 participants at all levels of the organization, April 11-21, 2023 and n = 1,993 participants at all
levels of the organization, June 25—-July 29, 2025; McKinsey State of Al in GCC surveys, n =119 (2023) and n = 131(2025), excluding participants who did not
respond to the question

McKinsey & Company
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Exhibit 2

Al usage is most common in service operations and marketing and sales,
though there has been a leap within product and service development.

Use of Al, by business function,' % of respondents W 2023 M 2025°
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Service Marketing Product and HR Software Strategy and
operations and sales service engineering corporate
development and IT finance

'Question: In which of the following business functions does your organization regularly use Al (including gen Al and non-gen Al)? Multiselect options: marketing
and sales; strategy and corporate finance (eg, capital allocation decisions); risk (ie, risk management, fraud, and debt), legal, and compliance; human resources
(including talent analytics); product and/or service development; supply chain and inventory management; manufacturing; service operations (eg, field services,
customer care); software engineering and/or IT; other (please specify); not applicable; and “My organization has not adopted Al.”

2N = 119; the R&D category in 2023 is included in product and service development in 2025.

°N = 110; excludes respondents who did not answer or selected “not applicable” or “My organization has not adopted Al.” Other functions not shown on exhibit
include risk at 22% (n = 24), supply chain and inventory management at 20% (n = 22), manufacturing at 10% (n = 11), and other at 5% (n = 5).

“Percentage points.

Source: McKinsey State of Al in GCC surveys 2023 and 2025

McKinsey & Company

By sector, 32 of the GCC organizations that report using Al in at least one business function operate in the
industry, energy, and infrastructure sector. Financial services and consumer and professional services each
account for 22 organizations, followed by 16 organizations in the technology, media, and telecommunications
sector and another 16 in the social, healthcare, and education sector. While level of usage differs across
sectors, the uptake indicates that Al use is becoming embedded across the GCC economy.

Also noteworthy is the number of organizations using agentic Al—an application of Al technology that many
believe will be more transformative in the workplace than gen Al, ushering in a new wave of productivity and
innovation.” Agentic software acts on behalf of a user or a system to perform tasks. Agents can orchestrate
complex workflows, coordinate activities among multiple agents, apply logic to thorny problems, and
evaluate answers to user queries.” Essentially, they are transitioning from knowledge-based tools to ones
that are more action-based, and they are becoming more accurate in the process.

" Lareina Yee, Michael Chui, Roger Roberts, and Stephen Xu, “Why agents are the next frontier of generative Al,” McKinsey Quarterly, July 24,
2024.

"What s an Al agent?,” McKinsey, March 25, 2025.
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Sixty percent of survey respondents said their organizations are using Al agents to some extent.” “There
is huge interest in specialized agentic Al models,” said one interviewee. “With earlier models like GPT-2
or GPT-3, you could get outputs but not trust them blindly, whereas some of today’s models are far more
accurate and can support real business applications without manual processes. Moreover, these agents
have a direct link to the bottom line, cutting SG&A and reducing development cycles, for instance. That
makes them very attractive.”

Scale and value

Despite the momentum that these top-line figures evidence, closer analysis suggests patchier progress:
While nearly all organizations are using Al, more than two-thirds haven’t moved beyond pilots (Exhibit 3).
Said one GCC executive, “Many people still equate Al with models such as ChatGPT. Knowledge of other Al
tools and their potential is shallow. So | wouldn’t really say there is adoption at scale. It’s limited.”

Moreover, even though nearly all organizations are investing in Al to some extent, few have yet to extract
value from those investments. Only 11 percent of organizations qualify as value realizers, according to
survey results.

Capturing scale and value: The capabilities that count

Our survey results suggest that most organizations have aligned their business strategy with their Al
strategy and have strong leadership buy-in. Far fewer have what it takes to translate strategic intent into
impact.

With 89 percent of respondents planning to increase their Al budgets in the coming year, understanding
how to achieve bottom-line impact is an imperative.

®This figure reflects self-reported usage, which can encompass activity at varying levels of maturity—from early exploration and pilots to
scaled deployments.

Exhibit 3
Less than a third of respondents say their organizations have moved
beyond piloting to scale Al deployment.

Al deployment maturity in Gulf Cooperation Council organizations in 2025,' % of respondents

Not using Experimenting Piloting Scaling or fully scaled
Early testing of Implementing a Deployment growing across the
the technology first use case organization or full deployment

and integration

'Question: How would you characterize your organization’s use of Al (including gen Al and non-gen Al)? N = 135; excludes respondents who did not answer or
selected “l don’t know.”
Source: McKinsey State of Al in GCC survey 2025
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A strategic road map is an essential starting point. Often, an organization’s Al strategy is determined by
its IT department. But for that strategy to deliver value, McKinsey research shows it should be owned by
the most senior executives to ensure alignment with the organization’s business strategy.” In this way, Al
initiatives become a strategic program rather than a collection of scattered efforts.

Survey results suggest that most GCC organizations have strong strategic alignment. But this matters
little if the organization is unable to translate strategic intent into impact. Follow-through matters most
inthe very areas where the survey’s value realizers are often markedly stronger than others: the talent
and operating model, technology and data, and the change management initiatives taken to encourage
adoption at scale.” Of the 13 respondents from value-realizing organizations who answered this

survey question, 11 said they were strong in each of these three areas. Not even half of the remaining
respondents claimed the same (Exhibit 4).

Eric Lamarre, Kate Smaje, and Rodney Zemmel, “Rewired to outcompete,” McKinsey Quarterly, June 20, 2023.
2 «Rewired and running ahead: Digital and Al leaders are leaving the rest behind,” McKinsey, January 12,2024,

Exhibit 4
Organizations not scaling Al or creating value tend to be weak in key areas.

Capabilities in non-value realizer organizations,' % of respondents that agree or strongly agree?
100

Strategic alignment

“Senior leaders support our Al strategy and are committed
to a clear, well-funded road map of use cases, showing true
ownership and long-term commitment.”

Talent and operating model

“We have a well-defined talent strategy (attraction, retention,
and learning) with a well-defined operating model that allows
for agile, at-scale implementation of Al initiatives.”

Change management

“We have a clearly defined adoption and scaling strategy
that allows us to champion Al through senior leadership
via strong change management initiatives and integration
of Al into various aspects of the business.”

Technology and data

“Our technology foundations are well established
(scalable infrastructure, MLOps practices, reusable code
base, and strong tooling) along with strong data
fundamentals (fungible data architecture, defined data
strategy, clear approach to assetizing data, etc).”

'Question: To what extent do you agree or disagree with each statement?

2Non-value realizers include all respondents except those defined as value realizers. A value realizer is an organization that has adopted Al in at least one
function, is scaling or has fully scaled Al across the organization, and generates more than 5% of earnings from Al. Excludes respondents who did not
answer. Strategic alignment and talent and operating model each had 104 respondents, and change management and technology and data each had 105.
Source: McKinsey State of Al in GCC survey 2025

McKinsey & Company
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Talent and the operating model

Nearly all GCC organizations in our survey have hired Al talent in the past year—most often data engineers,
data scientists, and software engineers. Yet without the right operating model, organizations risk underusing
even the best talent. Organizations capturing the most value from Al are often those that combine
centralized Al expertise with the executional know-how of the business, working in agile squads.”

Centralized Al talent. New roles are emerging as Al deployment increases—such as forward deployed
engineers,” context engineers,” and Al product owners—but relatively few people qualify to fill them. To
maximize scarce resources, many organizations are turning to a model whereby Al talent is centralized,
perhaps in a center of excellence, but deployed flexibly across different business functions and domains.
McKinsey research in financial services suggests that 70 percent of organizations with centralized

models had progressed to putting pilots into production compared with about 30 percent of those with a
decentralized approach.* Proximity to the business remains critical with cross-functional pods—small teams
that bring together engineers and data scientists with business stakeholders. Such a model ensures that
ownership sits with the business, domain priorities guide Al development, and value creation stays anchored
in business outcomes.”

Additionally, as talent and operating models evolve, organizations must treat Al agents as part of the
workforce, managing their performance and capabilities with the same discipline used for people. Those
that master this early will translate agentic potential into lasting business value.

Agile ways of working. The value of agile ways of working to speed development is widely recognized,

and many organizations are familiar with agile rituals such as sprint demos, quarterly planning, and daily
stand-ups. Execution sometimes lacks discipline, however, becoming a box-checking exercise rather than
aworking practice that drives results.”® Organizations might therefore do well to review their agile working
practices.

Technology and data

Deploying Al at scale can be costly given the technology and data requirements. “Many firms lack the capital,
which is one factor slowing down adoption, since implementing Al recommendations requires significant
investment in automated equipment and infrastructure,” said an executive of a GCC conglomerate. Yet
meeting those requirements is fundamental to value creation, as our survey results confirm. According to
respondents, most value realizers have a well-established tech foundation and strong data fundamentals.”
Only 37 percent of others boast the same.

Key features of a technology and data strategy that support the scaling of Al include the following:
— Scalable architecture. The architecture will need to be scalable as the deployment of Al evolves, which

means building modular components that can be upgraded independently and fungible assets such as
libraries of prewritten code that can be used repeatedly for more common tasks.”

2 “Scaling gen Alin banking: Choosing the best operating model,” McKinsey, March 22, 2024.

QQSpeciaIized engineers who work at the interface of research and application, collaborating with business units to convert Al concepts into
production systems. They design, build, and operationalize scalable solutions while capturing learnings to inform broader enterprise platforms.

2 Specialists who design and build dynamic systems to give large language models the properly timed and correct information and tools to
effectively accomplish tasks.

2 “Scaling gen Alin banking: Choosing the best operating model,” McKinsey, March 22, 2024.

» “Scaling gen Alin banking: Choosing the best operating model,” McKinsey, March 22, 2024.

4How to getyour operating model transformation back on track,” McKinsey, August 7,2025.

?"The survey defined a well-established technology foundation as one that included scalable infrastructure, machine learning operations
(MLOps), areusable code base, and strong tooling. Strong data fundamentals included a fungible data architecture, a defined data strategy,
and a clear approach to assetizing data.

% “Seizing the agentic Al advantage,” McKinsey, June 13, 2025.
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— Anecosystem of partners. In fast-moving technology cycles, innovation and costs could suffer
without vendor flexibility. Savvy organizations therefore balance best-in-class vendor solutions
with open-source tools so they can pivot as technology advances. As a result, independence and
bargaining power are protected while new Al technologies can be integrated without a wholesale
system overhaul.*®

— Dataintegrity. Reliable data is the lifeblood of Al, and the lack of it is often a barrier to scaling Al.
Common issues include poor data quality, missing values, bias, and outliers, all of which can degrade
output and expose an organization to risk.* Fifty-three percent of survey respondents said output
inaccuracy was one of the most significant barriers to Al adoption (Exhibit b). Data integrity can be
improved with good governance, which itself becomes easier if data is centralized and assetized to
be reusable. But this can take time—which explains why, in the interim, some organizations prioritize
Al domains that don't rely heavily on old data. Within the talent acquisition domain, for example,
automating CV screening, interview scheduling, and onboarding can improve efficiency without the
need for vast proprietary data lakes.

294The agentic organization: Contours of the next paradigm for the Al era,” McKinsey, September 26, 2025.
30up dataleader’s operating guide to scaling gen Al,” McKinsey, September 12,2024,

Exhibit 5
Gen Al poses various risks to organizations.

Top gen Al risks relevant to organization,' % of respondents W 2023 M 2025°

—100

Cyber- Inaccuracy Personal and Regulatory P Equity and Explainability ~ National ~Organizational
security individual ~ compliance infringement fairness security reputation
privacy

'Question: Which of the following types of risks does your organization consider relevant to its adoption of gen Al?
2N =122,
3N = 130; excludes respondents who did not answer the question. Categories with fewer than 30 respondents in 2025 are not shown: workforce or labor
displacement (18%), environmental impact (8%), physical safety (6%), political stability (4%), and none of the above (8%).
Source: McKinsey State of Al in GCC surveys 2023 and 2025
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— Al-native data. Beyond integrity, Al-native transformations rely on data with contextualized storage—
capturing conversations, case history, and workflow state—and traceable memory that records how
decisions are made and verified. Built on governed, dynamic data building blocks and designed to
interoperate seamlessly across entities, this Al-native data enables agents to act autonomously and
responsibly, powering Al ecosystems built on trust and continuous learning.

Change management

What differentiates organizations that successfully scale pilots in a transformation from those whose
efforts stall is the strength of their change management programs.®' Al transformations are no different.
Time and again, interviewees told us the major barrier to adoption was resistance to change. “People
resist change, believing their current processes are the best. Unless they are educated that Al will make
their jobs easier, adoption will be slow. Al should be framed as a way to reduce hours, improve efficiency,
and enhance work—life balance, not a threat,” said the cofounder of a GCC consultancy.

Change management strategies are key to tackling such resistance. In the survey, all but one respondent
from the value realizers said their organizations had clearly defined adoption and scaling strategies
backed by change management initiatives. That compares with just 41 percent of others.

Part of such a program will likely include building Al literacy widely across the organization, securing
strong executive sponsorship, and publicly celebrating Al achievements. All can make a difference.
But several interviewees mentioned the importance of driving both adoption and value. Interviewees
highlighted three ways to maximize value at the same time as scale:

— Accountability. Too often, pilots are launched without clear links to business outcomes and without
monitoring the level of adoption. Performance checks counter this by tying deployment to measurable
KPIs such as cost savings, revenue uplift, or cycle-time reduction. “The premise of everything we do is
that every use case must have a clear definition of success,” said the chief Al officer of a luxury goods
company. “If it’s successful, it moves to the business team for ownership. If not, we stop and move on.”
Another interviewee told us that any use case proposed at his organization required the Al committee
approval before being built, and the foreseen financial benefits had to be included in profit and loss
forecasts. Monitoring value in this way focuses minds on capturing it and can encourage further
adoption when the value becomes apparent to all.

— Using Al to build Al. Sequencing the introduction of Al domains and use cases to capture quick wins is
another way of demonstrating Al’s value and encouraging adoption. “Start small, ship fast, show value,
and the business will scale it for you. Don’t overcomplicate; use Al to build Al,” is the advice of one
interviewee. While Al can accelerate processes, using Al to build that Al can quicken delivery of an Al
solution because using Al can generate the prompts and scaffold code needed for new use cases and
even design workflows. As one executive explained, “For new use cases, more than 90 percent of the
heavy lifting—from idea engineering to writing software, creating agents, and workflows—is done by
Al.” Using Al to build Al also requires far smaller development teams, which means scarce talent can
get more done, delivering greater value.

— Workflow redesign. Organizations will likely leave value on the table unless they redesign workflows.
This is because Al changes how tasks are performed, by whom, and what might be possible, explaining
why Al's value often comes not from bolting it onto existing tasks and ways of working but rethinking
these processes. Indeed, workflow rewiring has the strongest link to earnings improvement through

T'Erik Roth, “Reconfiguring work: Change management in the age of gen Al,” McKinsey, August 13, 2025.
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AlL* The link is likely to be stronger still in an era of Al agents. Interviewees suggest this kind of redesign
is stillat an early stage in GCC organizations, however. Most organizations are not yet ready to fully disrupt
existing ways of working.

GCC organizations are keenly aware that they need to respond to Al’s potential, but the response isn’t easy
to get right. Some appear unsure how best to move forward: “Boards and executives are excited about Al,
but many still don’t know how to convert intent into action. What they need is a blueprint on where to invest
and how to prioritize,” said one interviewee. Others find that Al initiatives fail to live up to expectations and
struggle to integrate them into existing processes across the organization. Such challenges contribute to the
widening gap in Al adoption and impact between leading organizations and the rest.*®

Senior executives determined to adopt Al at scale will face a bewildering list of to-dos. Just a handful of high-
level guidelines could help ensure their efforts are tightly orchestrated for impact:

— Setdirection at the top. Boards and senior executives must own the Al strategy, link it to business
priorities, and drive usage with clear communication and visible sponsorship.

— Build the right tech foundations. Invest in modular, scalable tech stacks; balance vendor and open-source
tools; and treat data as a well-governed, reusable enterprise product.

— Reorganize how work gets done. Deploy scarce talent centrally in cross-functional squads and double
down on agile ways of working.

— Link adoption to performance. Countering cultural resistance will require a strong change management
program. But performance measurements also need to be in place to ensure that use cases create value.
Workflows may also need to be redesigned to capture Al’s potential.

— Start smart, scale fast. Sequence quick wins to prove Al’s value and create bottom-up demand for Al at
scale. Using Al to build Al speeds delivery and hence scale and value creation.

Alis transforming how organizations compete. Our survey suggests that many GCC organizations may need
to pick up the pace to stay ahead, backing up experimentation and pilots with a plan that first builds the
capabilities required to support Al at scale and then drives adoption with value creation as the constant goal.

Tarik Alatovic is a senior partner in McKinsey’s Johannesburg office; Tom Isherwood is a senior partner in the Dubai office, where
Vinay Chandran is a partner, Karan Soni is an associate partner, and Sahiba Sabharwal and Sana Kaleem are consultants.
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